
To: Tom Weitehead

From: Walt Hinchman

March 4, 1970

Subject: Further Thoughts on Telecommunication Reorganization

It is apparent the OTM people consider the OTP merely an
elevation of themselves to a more powerful position. In view
of the serious shortcomings of this office in the past, most
of which resulted from the personnel rather than the organi-
zational setting, this would seem counterproductive to the
objectives stated for the OTP. At the same time, Commerce
activities in this field have in the past been overly academic
and devoid of close operational involvement. The following
suggestions represent an attempt to improve both these
situations.

OTM functions can be readily separated into two categories:
Policy-Making and Spectrum Management. As is widely known,
the OTM capability for policy-making (whether in satellite
communications, NCS, or other areas) has been woefully inade-
quate. There seems little merit in elevating the persons
chiefly responsible for this situation to high positions in
the OTP.

On the other hand, the OTM is widely credited with doing an
effective job of spectrum management for Federal uses. It
appears certain members of the office intend to use this
reputation to gain a sizeable foothold in the OTP, which
could lead to an increasingly major role in overall policy
formulation. This is quite consistent with previous manipu-
lation of the policy machinery, wherein the mysteries and myths
of spectrum management and use have been used to disguise and
distort policy decisions.

Since this seems to me a very serious threat, I would like
to correct any possible misconceptions as to my own (or the
Communication-Task Force's) assessment of the OTT1 Frequency
Management Directorate (FMD). First, it should be noted
theirs should be primarily an operational rather than policy-
making function; i.e. the routine day-to-day coordination
of frequency usage and assignments among Federal users. Any
credit due or previously attributed to the FMD falls in this
category. On the other hand, on issues concerning overall
policies which should govern spectrum usage (e.g. priorities
of Federal and non-Federal uses, economic and social consider-
ations, national and international allocation and usage
procedures, consolidation of Federal and non-Federal spectrum
resources and management responsibility, etc.), the FMD has
been consistently and adamantly opposed to every constructive
suggestion for change. A major effort was made during the
1968 Task Force activities to develop a more rational and



comprehensive approach to these problems. The single opponent
to change was the FND, which steadfastly resisted all efforts
at negotiation or reasoned debate on this most vital issue;
it was finally incorporated (with the endorsement of all othc,.
agencies) over the dissent of the office. More recently, the
FMD was directly responsible for OTM views on spectrum and
orbit scarcity during the domestic satellite policy debate.
This attitude would certainly bode ill for a more enlightened
evaluation of future frequency management and usage alterna-
tives, which should be a primary mission of the OTP.

Another activity which merits careful consideration is the
Spectrum Development Division of the PMD. Don Jansky seems
particularly confident this group will end up in OTP, on the
grounds it is conducting a broad research program in improved
spectrum utilization and has been instrumental in promoting
the NECAF concept. To set the record straight, the few
"research" projects this group has funded (e.g. on basic
factors bearing on future use of the radio spectrum, electro-
magnetic radiation hazards, and the NAE study of social and
economic value analysis of spectrum uses) have been unmiti-
gated fiascos. Several qualified organizations in the field
(RAND, SRI, GE, etc.) actually refused to bid on the studies
due to the lack of adequately-defined objectives, work state-
ments and monitoring capabilities. This can hardly be
considered an endorsement of the effort, nor do the resultant
reports support any claims to greatness. As for NECAF, this
concept evolved from a variety of studies by agencies and
organizations other than OTM over the past 10 years, and was
most comprehensively described in the JTAC report Spectrum 
Engineerin -The Kc to Procrress. OTM merely gave it a name,
derived from DOD's ECAC, and began pushing for funds to
support it; most experts who have examined the OTM plan for
developing NECAF have serious doubts that the desired objec-
tives would be achieved.

Aside from what this group has or has not accomplished, there
is again the question of function. The tasks of conducting
research on improved techniques for spectrum utilization
and of developing a NECAF capability should, under the pro-
posed reorganization, fall to Commerce. In fact, it does
not even seem to fit the operational mission of the FMD,
but rather the research and analysis mission of TRAC.

For these reasons, I seriously question the advisability of
transferring any of the present FMD functions or personnel
into the OTP. On the other hand, the creation of a close
liaison between this group and the Commerce activity should
be beneficial to both. Commerce desperately needs the praatical
leavening such In operationally-oriented group could provide;
and the FMD desperately needs the engineering and analytic
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capabilities Commerce could bring to bear on the development
of NECAF and the definition and monitoring of required
research programs.

The crucial question seems to boil down to functions, rather
than personnel. If the functions of the FMD were either
transferred to Commerce or placed in some other organizational
context (we once discussed simply leaving them in OEP, though
that seems a poor choice) then appropriate individuals could
be plucked from that organization to serve in OTP as desired
and/or needed. On the other hand, if the functions of the
FMD are lodged in OTP, it may be very difficult to avoid
having a large complement of both the personnel and programs
now associated with that operation in the OTP, with poten-
tially disastrous results.

One alternative you might wish to consider, if it were
politically feasible, would be to establish the FMD as a
separate operation in Commerce (independent of but as a
companion to TRAC) supporting the IRAC which would be advisory
to OTP. The head of FMD, who would also head IRAC, could
have direct recourse to the OTP on policy decisions regarding
frequency assignments and usage via the IRAC hat, without
clearance from either TRAC or the Ass't. Secretary of Commerce,
etc. For purely administrative matters, however, the FMD
would be in Commerce and IRAC would be simply an inter-agency
committee as it once was, though the FMD would provide meeting
space and supporting services. This would give the IRAC/FED
the voice is desires in spectrum policy matters without at
the same time swamping the OTP with Federal spectrum manage-
ment issues and concerns. The OTP spokesman on overall
spectrum management policies (Federal and non-Federal),
would be a significantly different type of individual than
those found in the FU. An organizational diagram illus-
trating this option is attached.

That pretty well sums up my thoughts on functional assignments.
With regard to personnel, I can only urge extreme caution in
assigning any of the OTM people to principal policy-making
jobs. Despite the temptation to consider these as "exper-
ienced" hands, I suspect OTP would fare better from the outset
with a smaller staff made up of "green" recruits and a few
people such as Dick Gabel, Bill Melody (FCC), etc. There are
a few people at OTM who might be useful as supporting staff,
but it is unlikely these could be obtained initially without
taking their superiors as well. The answer here may be to
transfer all to Commerce or elsewhere (DOD?), then select-
ively recruit any who might be useful.
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EXECUTIVE OFFICE OF THE PRESIDENT
OFFICE OF EMERGENCY PREPAREDNESS

WASHINGTON, D.C. 20504

OFFICE OF THE DIRECTOR

MEMORANDUM FOR:

Honorable Peter M. Flanigan, Assistant to the President
t/Honorable Clay T. Whitehead, Staff Assistant to the President

SUBJECT: Telecommunications Reorganization

Regarding Reorganization Plan No. 1 of 1970, as transmitted to the
Congress on February 9, 1970, I see no major program, legal, or
administrative problems for the Office of Emergency Preparedness.
We will cooperate fully in effecting the necessary transfer of per-
sonnel, funds, and functions. Specifically, we will assist the
Bureau of the Budget in amending existent Executive orders and
other documents.

We will work with the Bureau and the Office of Telecommunications
Policy in determining the exact number of positions, funds, and
property to be transferred. We are prepared to continue to provide
administrative, program and computer support to the new agency
as it may require and as we may reach mutual agreements on
reimbursement where appropriate.

Due to the complexity of the computer program for frequency
management, it will be necessary to phase this activity into the
programs of the Telecommunications Research and Analysis Center
as this instrumentality is brought into operation.

The attachment to the Release on the reorganization indicated that
the Office of Telecommunications Policy would "make recommendations
to the President through the National Security Council on national
security and emergency preparedness aspects of telecommunications
systems." That statement does not appear in the Reorganization Plan.
It might be interpreted as being in conflict with my responsibility for
advising the President on all aspects of emergency preparedness and
for coordinating this activity among the various departments and
agencies. I would appreciate an opportunity to review any additional
orders or statements of function that might be issued in the implemen-
tation of the Reorganization Plan.
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The staff of OLP will work out with the staff of the Office of
Telecommunications Policy an understanding and agreement on

what telecommunications emergency preparedness functions would

remain in OEP and what ones would be formally delegated to the

Director of Telecommunications Policy. A decision as to whether

any of the resources currently utilized in the Office of

Telecommunications Management for such emergency preparedness

purposes will remain in 3EP will depend upon relationships that

are worked out.

G. A. Lincoln

Director
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Budzetarv Effect of Reorganization

For 1970, the Direetol. oT •i'elecommunications Manacement has been

provided an appropriation of $l,795,00. By mid April, about $465,000

of this appropriation will be unobligaLed. It is estimated that of this

amount, $378,000 will go to the Office of Telecommunication's Policy (an')

and *87,000 to the Departmcnt of Commerce. The amount going to the OTP

includes $200,000 of funds designated for contractual research

which will permit the Director of the pTP to initiate research in the

high priority problem areas of telecommunications policy.

The President's Budget for 1971 includes $3,300,000 for the Director

of TelecommunicPtions Management. Included in this request in $906,000

and 40 positions to establish a National Electromagn.etic Compatibility

Analysis Facility (NECAF) to solve complex frequency management problems.

Contractual research is estimated at $88o,000. This amount will provide

for improvements to the automatic data processing capability in the

frequency assignment process. In addition, the $88o,000 will permit

continued research in freqvency management and the initiation of research

In other areas ,.).1 telcommunications which have long been overlooked.

The 1971 request also would increase the personnel in the frequency

management area by 4 positions in order to keep up with the increasing

workload. Without the past efforts to develop a capability to use auto-

matic data prcccssins techniques, the personnel requirements for tlie

. frequency mar-zecient task yzaild be conside:-AlLr greater.

, Professional personnel in areas other than frequency management are

to be increased by 10. This provides 5 each extra in National Communications
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and Internationnl CommunicLtions. These increases in personnel in conjunc-

tion with the additional contzctctual research resources will permit the

government to begin to look in depth, and on a continuing basis, at both

current problems and ones which can be avoided through the judicous

application of long range planning.

The following table is the best available estimate of the distribution
1

of the 1971 budget to the OTP and the Commerce Department:

1971 Budget for

Funds
($ in millions)

Positions

the LTM OTP Commerce 

$1.9 $1.4

117 70

The basic considerations used to develop this distribution were:

(1) The NECAF will go to Commerce

(2) $250,000 of the contractual research funds for ADP capability

development will go to Commerce; $630,000 of contractual

research funds will go to OT2

(3) The bulk of the Frequency Management capability will go to

Commerce; final authority for assignment of frequencies will

to to the OTP

Direct financial savings in DTM budgets will not be obtained through

this reorganization. It is to be expected, however, that savings will

accrue to the government as q result of mo-:.2 comprekensive analysis and

planning for telecommunications prior to large investments in hardware

which could have been avoided if the government were more aware of what it

was doing in this highly complex and dynamic area.



July 10 1970

MEMO FOR JON ROSE

From: Tom Whitebead

The attached is a very first draft. I think it
covers the water front as we discussed it, although
It leaves out any miscellaneous responsibilities
Pets might have such as Presidential appointments.
etc.

The division into three areas probably is OK, but
the quality of the exposition goes down as you get
to the third area. I will redo this, probably
mostly editorial and some clearer exposition in
area three, and get a copy to Pete this afternoon.
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DRAFT 7/10/70

MEMORANDUM FOR

Mr. George Shultz

Mr. John Ehrlichman

As a result of our discussions. about operational arrangements

fOr the new White House/Executive Office organization, t
he following

is a summary of my understanding of the role of 
my office in the

economic area. It falls into three broad areas of activity:

(1) Commercial matters, major actions of the regul
atory agencies, and

liaison with major business community leaders; (2) "
Troika plus"

economic responsibilities; and (3) Domestic Council responsibilitie
s.

1. Commercial matters and liaison: The condition of the

economy is likely to be our biggest domestic politica
l problem

throughout the balance of the President's first term. Our success

in dealing with it will be highly affected by the co
nfidence we are

able to engender among business leaders in our
 policies. This vital

confidence requires continuing liaison effort with
 major industrial

and financial leaders by some person who
 is recognized as a participant

in the economic policymaking process wit
h considerably frequent access

to the President. These major leaders are of such stature that they

will not be comfortable in dealing with Domesti
c Council or OMB
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deputies, and both you and John will be too busy with oth.er responsibilities

to represent the Administration in this area. This liaison effort I see

as related to, but separate from, the related job of enlisting trade

associations and important interest groups behind the Administration's

legislation.

My office would have the following responsibilities in. this area:

a. Direct personal liaison with major commercial leaders and

coordination of White House staff contacts with major industry officials.

Coordination of all substantive communications between such leaders and

the President or senior White House and Executive Office officials.

Information copies of all such correspondence and meetings would be

forwarded to you and Ehrlichman and Troika members.

b. Direct policy and operational coordi.nation of truly major

commercial or financial problems that arise from time to time, but

do not fit into the "Troika plus" continuing Policy responsibilities.

Responsibility for forwarding information and decision alternatives

to the President after coordinating with you, Ehrlichman, and in many

cases the entire Troika. Ihformation copies would be sent to you and

Ehrlichman on all matters.

c. Direct liaison with the quasi-independent regulatory agencies

(except for NLRB) and responsibility in coordinating the presentation

of decision alternatives to and from the President on. matters affecting


