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WHITE HOUSE AND EXECUTIVE OFFICE ORGANIZATION

Following are the organizational arrangements we have identified
for consideration to help in administering your activities and in
planning and coordinating the programs of the Executive Branch.
The most significant principles we have taken into account are:

For effective control, you should not have so many people
reporting regularly to you that your span of control is
exceeded. Nor should there be so few that power is
overly concentrated in a few staff members.

• The organization must conform to your personal working
methods.

• There must be someone in'charge of administration, but
there need not be a single control point for information,
advice, access, or policy.

o Some decentralization is desirable. Some White House
Staff functions might be moved to Executive Office agencies,
and some Executive Office functions might be moved back
to the departments and agencies.

• White House Staff traditionally do not testify before
Congressional committees; Executive Office officials must
be confirmed by the Senate and do testify regularly. The
principal Administration spokesmen should be the Cabinet
and agency heads.



GENERAL ORGANIZATION

White House Staff: There is considerable agreement that
in the White House you should have at least the following
six separate and distinct people, each having direct access
to you:

1. White House administration (scheduling,
paper flow, offices, cars, correspondence,
etc.)

2. Press and public information
3. Speeches and major messages
4. Congressional liaison
5. Personnel
6. Legal

• Counsellors  should have specific operational responsibilities:

1. Speeches and major messages have logically
become the responsibility of one of your
Counsellors.

2. Congressional liaison and contact with
nongovernmental organizations logically
could become the responsibility of another
Couns ellor.

3. Personnel recruiting and selection could well
be the responsibility of another Counsellor.

• The Executive Office of the President: These organizations
should be used, in conjunction with the Cabinet and agency
heads, to develop policy options for your consideration and
to monitor the progress and effectiveness of governmental
programs. The major components of the Executive Office
for this purpose are:

1. Economic Policy
2. Domestic Policy
3. National Security Policy
4. Budget
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DOMESTIC POLICY ORGANIZATION

• A major problem is overlap and competition between OMB
and the Domestic Council.

•

• A second problem is that both OMB and the Domestic Council
staff have become involved in too much detail on departmental
programs and have come between the department heads and
the President on policy formulation.

• The following options assume that the Director of OMB will
not be a formal member of the Cabinet:

Option I (simplification of current arrangements):

-- Change the membership of the Domestic Council to
include the heads of all departments and agencies not
principally international.

- Name the Director of 01v1B as Executive Director of the
Domestic Council, with an Associate Director of OMB
to work with department' heads to provide options and
recommendations for your domestic policy and budget
decisions.

- The Associate Director of OMB for Management would
continue to coordinate the execution and evaluation of
departmental programs.

Option 2:

Change the Domestic Council as in Option 1.

Name a Cabinet Secretary who also would serve as
Executive Director of the Domestic Council. He would
work with the Cabinet and agency heads to provide the
program ideas, policy options, and recommendations
needed for decisions on major domestic policy issues.



The OMB would be reduced in size and scope to provide
budgetary control, routine clearance of testimony
legislation, and after-the-fact evaluation of the effective-
ness of departmental operations, much like the office of
comptroller in a department or corporation.

- Domestic policy issues for your decision would be
discussed by the Cabinet Secretary (who is also Executive
Director of the Domestic Council), the Director of OMB,
and the concerned Cabinet members and agency heads
before going to you for decision.

- The Cabinet and other agency heads would be the
principal spokesmen of the Administration on policy
issues, rather than OMB or White House Staff.

• Comment: Almost everyone we have talked to agree that you
need to eliminate the overlap of functions between OMB and
the Domestic Council staff. The natural separation is
between (1) budgetary control and program evaluation and
(2) development of policy options and staffing of recommenda-
tions for your decisions. There is considerable feeling that
the President and the appropriate department heads should
be the spokesmen for Adminis,tration policy and that each
department head should be allowed more flexibility than at
present in implementing your policy decisions. There is
considerable feeling in the departments and on the Hill that
OMB has become too powerful on policy matters and that
the Domestic Council staff is not of sufficiently high quality.

• Recommendation: Option 2.

• Reasons: Option 1 reduces the confusion about the roles of
OMB and the Domestic Council, but at the expense of con-
centrating too much power in OMB. Option 2 requires you to
make some hard decisions where the Cabinet Secretary,
Director of OMB, and the Cabinet officers disagree, but it
assures you will have all the needed information, options, and
internal debate before you decide. The Cabinet Secretary
would not testify, leaving the Director of OMB to speak on
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budget and the Cabinet and agency heads as spokesmen
for Administration positions. This arrangement also
prevents either OMB or Domestic Council staff from
interjecting themselves between you and the Cabinet and
agency heads.
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ECONOMIC POLICY ORGANIZATION

• The major problem here is the confusion of roles among
competing and overlapping organizations.

Option 1

— Discontinue the office of Counsellor for Economic
Affairs.

-- CEP: Council on Economic Policy would focus on
domestic economic issues, chaired by the Secretary
of the Treasury.

CIEP: Council on International Economic Policy
would focus on international economic issues regularly
chaired by the Secretary of State on behalf of the
President.

CEA: The Chairman of the Council of Economic Advisers
would monitor the overall economic situation and act as
your "consultant" to make sure you have all the informa-
tion and recommendations you need for overall economic
policy decisions.

-- Spokesmen: You, the Secretary of the Treasury, and
the Secretary of State would be the Administration's
principal spokesmen on economic policy.

Troika and Quadriad: The Troika (Secretary of the
Treasury, Director of OMB, and Chairman of CEA)
and the Quadriad (Troika plus Chairman of the Federal
Reserve) would continue to meet, as in the past, with
the Cabinet Secretary and an NSC representative as
observers.

Major decisions on economic policy would be discussed
and reviewed by the Quadriad, the Cabinet Secretary,
and the NSC representative before going to you for
decision.
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Option 2:

— Same as Option 1, with the following exception:

The Secretary of the Treasury would coordinate the
activities of CEP and CIEP and would be the principal
spokesman on economic policy except for those major
issues you address.

Consider naming one person to fill the three closely
related posts of Under Secretary of State for Economic
Affairs, Special Trade Representative, and Executive
Director of CIEP.

• Comment: Almost everyone we have talked to agree that
the office of Counsellor for Economic Affairs in the
White House should be discontinued. There is broad
agreement that domestic and international economic
problems have become highly interconnected.

• Recommendation: Option 2.

• Reasons: You can decide overall policy direction with the
staff assistance of the Chairman of the CEA and the views
of the other agency heads involved and mediate Cabinet
disputes. The Secretary of the Treasury should be
designated as the principal Administration spokesman on
economic policy, except for those matters you wish to
address yourself.
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PERSONNEL 

o The major concern here, at least for the first five months
of your Administration, is to have personnel recruiting
handled on the highest-caliber level possible and to pro-
vide for your direct review and decision on the most
important appointments, especially in the White House
and the Cabinet.

Option 1:

At the present time, the Personnel Office in the
White House handles recruiting and White House
approvals. But it does not participate except
mechanically in the selection of top personnel.

-- Option 1, therefore, is to continue the present
operation.

Option 2:

- Put a man of national stature in charge of Personnel
immediately as your personal representative, if
only for a five-month period, to (1) initiate top
recruiting and (2) organize the office and its
personnel in your image. There also should be
a deputy to assist in getting Congressional views
on appointments.

• Recommendations: Option 2.

• Reason: In our opinion, it is of paramount importance for
the Ford Presidency that your personal representative, a
man of high caliber and national stature, be placed in this
position immediately and that he have direct access to

you as needed.
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LEGAL ORGANIZATION

The major problem here is that, in the wake of Watergate,
the White House Counsel's office became very large and
assumed some of the functions normally performed by the
Department of justice.

Option 1:

Endorse the present "independent" role of the Justice
Department and the expanded responsibilities of the
Office of Counsel to the President.

Option 2:

— Assume the pressures for a totally "independent"
Justice Department properly will recede.

-- Establish a relatively small Office of Counsel to
the President and upgrade it significantly in the
White House structure..

-- The Counsel to the President would focus primarily
on legal matters of special concern to the Presidency.

• Comment: It would be basically wrong to lend support to the
notion of a Justice Department totally independent of the
Presidential authority over the Executive Branch. However,
there is considerable sensitivity on this subject.

• Recommendation: Option 2.

• Reasons: This will give the Presidency a highly professional
legal arm. The Special Prosecutor arrangements should be
left undisturbed until the need for the office wanes.
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PRESS AND PUBLIC INFORMATION

We agree with the organizational changes you have worked out
for the Press Office and with the discontinuation of the Office
of Communications as a separate entity.
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SPECIFIC IDEAS FOR THE FORD PRESIDENCY 

1. Reduce the size of the White House Staff, particularly the
number of Special Assistants to the President.

2. Reduce the number of military officers assigned to the
White House Staff positions and require that uniforms
be worn.

3. Reduce the trappings of the Presidency. All staff not of
Cabinet rank should be given parking places instead of
routine portal-to-portal service. The black limousines
should be used only for distinguished guests. White House
Mess privileges should be reassigned to include only top
White House Staff,' Cabinet, and agency heads.

4. Consider stopping the practice of having the Chairman of
the Republican National Committee routinely attending
Cabinet meetings.

5. Regional visits. There will be pressure on you to help
Republicans campaign this fall, conflicting with the need
to avoid partisanship in pulling the country together. The
people need to get to know you, and you need to listen to
non-Washington voices.

Consider regional visits to several cities (not necessarily-
the largest) representative of each region of the country.
In two or three days, you could schedule a few speeches,
meetings with elected officials, business, community and
labor leaders, give radio and television interviews for
use on local stations in the region, and take side trips to
suburbs and smaller towns.

6. Visit with top career Civil Servants. The career Civil
Service should not be treated with suspicion or hostility.
They are concerned about their role in government, about
the pay compression in the top grades, and about orderly
career development. Consider meeting soon with 15 or
20 top Civil Servants in the Cabinet Room for about an
hour. Consider calling for a modest Congressional. pay
increase after the elections to alleviate the pay
compression problem.
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7. "Straight Talk." The people need to remain confident of

your grasp of the country's problems. You might convey

this effectively and also raise public understanding on

inflation, energy, and a few other key problems by "a

little straight talk among friends" sharing your knowledge

on these matters with the American people.

8. Parks and Historical Preservation. America is recog-

nized around the world as a leader in preserving the

beauty of its land through national parks and wilderness

areas, and the town park is a prominent feature in

American life. We have not done so well in historical

preservation. You might consider making the beauty of

America, expansion of parks for the people, and

historical preservation one of the themes of your

Administration, in part to counterbalance the themes

of energy and economic development which are viewed

by many as destructive of our environment and our

heritage.

9. Pension Reform. This bill could be signed on Labor Day,

with a strong statement about how sound pension rights are

essential for a mobile work force, as well as for the

economic freedom of the individual in our corporate

economy. You could call this Act a solid beginning for

the truly comprehensive and far-reaching pension reform

that must be our goal for the future.

10. Automobile Safety Legislation. This bill, cutting back on

the over-zealous regulations of the Department of Trans-

portation, points up the hazards of government over-

protecting the public from themselves. You could use the

signing of this bill as an occasion to make a key point of

the "new conservatism" -- that excessive government

regulation of our lives and our commerce, even in a good

cause, can be carried too far and can threaten the individual

freedom that is essential to the concept of "We the people . .
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REVIEW OF POLICY PROPOSALS IN PROCESS

You may wish to handle the following items already "in the pipeline"in a way different from the current thinking of OMB and the DomesticCouncil staff:

1. Reassessment of Project Independence and ERDA. FEA isto submit a blueprint for Project Independence by November 1.The quality of planning, however, has been marred by inter-agency squabbles. Likewise, the legislation establishingERDA has become a Christmas Tree bill. The ideas behindProject Independence and ERDA are good, but you mightwish to place a good person in charge of a careful reassess-ment of the proposa:ls before you get committed to either.You might also wish to let the ERDA Bill die in conferenceand start over next year.

2. Shift of 0E0 Community Action Programs to HEW. Ratherthan asserting hard-line opposition to the Community ActionPrograms in 0E0, consider the compromise of transferringthese programs to HEI,Tvr and termination of 0E0. Once at
HEW, the appropriations for these programs can be decidedas part of the overall HEW appropriations.

3. FY 1976 Budget Projections. OMB has established a tentativetotal of $330 billion for fiscal 1976 budget, and sent guidanceletters to the departments based on that figure. It is importantthat such projections not become firm until after the EconomicSummit Conference.



INTERIM MEASURES

This report completes the effort you asked us to undertake. However,it does not complete the transition to a Ford Presidency.

You will need interim measures to help you move steadily towardthose organizational and personnel changes that will enable you tofulfill your objectives for your Presidency. The following suggestionsmay be of some help in deciding on those measures:

I. Bring in the person for recruiting high-level personnelby September 1 at the latest.

2. Discuss organiza.e tional matters with your closest advisersboth in and out of government and reach some decisions on White Houseand Executive Office organization soon. Select a single person to
oversee the implementation of all of your reorganization decisions.

3. Plan backwards from where you want to be next February,after the State of the Union, Economic, and Budget messages, to
identify an orderly sequence of events between now and then. Thiswould include economic and domestic policy, budget, and internationalaffairs. This suggests major policy decisions by you in early
November; development of options in October; and review and analysisin September. This also suggests that you should consider the mostkey personnel decisions (OMB, Domestic Council/Cabinet Secretary,and Treasury) as soon as possible.

4. Consider announcing some new personnel in conjunctionwith or shortly after you announce any organizational changes.

5. Review policy areas to identify what messages to Congresswill be needed or desired before next year, and take care that the
Administration is not preempted by the Congressional committees onlegislative programs.

6. Consider weekly meetings until the end of the year with a
small group of White House Staff to review transition progress and
strategy until your permanent organizational and personnel decisionsare implemented.
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7. Meet every two weeks until the end of the year with a
small group of your close friends and outside advisers. These
should be people who know you well enough that they can speak
their mind directly, disagree with you if need be, and give you the
perspective from outside the White House.
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' I. • A. White House and Executive Office Organization

Following are the organizational arrangements we have identifiedfor your consideration to help in administering your activities andthrough which you plan and coordinate the programs of the ExecutikreBranch. The most significant principles to be taken into accountare:

• For effective control, you should not have so many peoplereporting regularly to you that your span of control is
exceeded. Nor should there be so few that power is con-centrated in a few White House Staff members.

• The organization must conform to your personal workingmethods.

• There must be someone in charge of administration, butthere need not be a chief of staff for control of information,advice, access, or policy direction.

• The Presidency should be decentralized. Some White HouseStaff functions might be moved to Executive Office agencies,and some Executive Office functions might be moved backto the departments and agencies.

• White House Staff traditionally do not testify before
Congressional committees; EXecutive Office officials mustbe confirmed by the Senate and do testify regularly. Thismeans that your principal spokesmen to the public and toCongress will be heads of Executive Office Agencies,
the Cabinet, and heads of non-Cabinet agencies.
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I. B. General Organization

• White House Staff: There is considerable agreement that
in the White House you should have at least the following six
separate and distinct people, each having direct access to
you:

I. White House administration (paper flow, offices,

cars, correspondence, etc.)
2. Press and public information

3. Speeches and major messages
4. Congressional liaison and political advice

5. Legal

6. Personnel

• The Executive Office of the President: These agencies should
be used, in conjunction with the heads of Departments and

Agencies, to develop policy options for your consideration and
to monitor the progress and effectiveness of governmental
programs. The major components of the Executive Office for
this purpose are:

1. Economic Policy
2. Domestic Policy
3. National Security Policy
4. Budget
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I. C. Domestic Policy Organization 

• The major problem is overlapping and competition between
OMB and the Domestic Council staff.

• A second problem is that both OMB and the Domestic Council
staffs have become involved in too much detail on departmental
programs and have interjected themselves between the
department heads and the President on policy formulation.

• Option 1 (simplification of current arrangements):

Change the membership of the Domestic Council to
include the heads of all departments and agencies not
principally international.

- Name the Director of OMB as Executive Director of the
Domestic Council, with a new Associate Director of
OMB to work with department heads to provide options
options and recommendations for your domestic policy
and budget decisions.

-- The Associate Director of OMB for Management would

continue to coordinate the execution and evaluation of
departmental programs.

• Option 2: 

- Change the Domestic Council as in Option 1.

- Name a Counsellor to the President who would serve as

Cabinet Secretary and Executive Director of the Domestic

Council. He would work with the department heads (both

in and outside the Cabinet) to provide the program ideas,

policy options, and recommendations you need for decisions

on major domestic policy issues.

The OMB would be reduced in size and scope to provide

budgetary control, routine clearance of testimony

legislation, and after-the-fact evaluation of the effective-

ness of departmental operations, much like the office of

comptroller in a department or corporation.
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- Domestic policy issues for your d
ecision would be

discussed by the Cabinet Secretary (who
 is also Executive

Director of the Domestic Council), the 
Director of OMB,

and the concerned agency heads 
before going to you for

decisions.

The Cabinet and other agency heads would be the

principal spokesmen of the Administration on policy

issues, rather than OMB or White House Staff.

• Comment: Almost everyone we have talked to agrees that

you need to eliminate the overlap of functions between OMB

and the Domestic Council staff. The natural separation is

between (1) budgetary control and program evaluation and

(2) development of policy options and staffing of recommenda-

tions for your decision. There is considerable feeling that

the President and the appropriate department heads should

be the spokesmen for Administration policy and that each

department head should be allowed more flexibility than at

present in implementing your policy decisions. There is

considerable feeling in the departments and on the Hill that

OMB has become too powerful on policy matters and that the

Domestic Council staff is not of sufficiently high quality.

• Recommendation: Option 2.

• Reasons: Option 1 reduces the confusion about the roles of

OMB and the Domestic Council, but at the expense of con-

centrating too much power in OMB. Option 2 requires you to

make some hard decisions where the Cabinet Secretary,

Director of OMB, and the Cabinet officers disagree, but

assures that you have all the information and options. The

Cabinet Secretary would not testify, leaving the Director

of OMB to speak on budget and each agency head as spokesman

for Administration positions. This arrangement also prevents

either OMB or Domestic Council staff from interjecting them-

selves between you and the Cabinet.
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I. D. Economic Policy Organization

• The major problem here is the competing and overlapping
organizations created during the last few years.

• Option 1

- Eliminate office of Counsellor for Economic Affairs

Council on Economic Policy (CEP) would focus on
domestic economic issues, chaired by the Secretary
of the Treaasury.

- Council on International Economic Policy (CIEP) would
focus on international economic issues regularly chaired
by the Secretary of State on behalf of the President.

The Chairman of the Council of Economic Advisers (CEA)
would monitor the overall economic situation and act as
your "consultant" to make sure you have all the informa-
tion and recommendations you need for overall economic
policy decisions.

The Troika (Secretary of the Treasury, Director of
OMB, and Chairman of CEA) and the Quadria.d

(Troika plus Chairman of the Federal Reserve) would
continue to meet,as in the past, with the Cabinet
Secretary and an NSC representative as observers.

You, the Secretary of the Treasury, and the Secretary
of State would he the Administration's principal
spokesmen on economic policy.

Major decisions on economic policy would be discussed
and reviewed by the Quadriad, the Cabinet Secretary,
and the NSC representative before going to you for
decision.



-2-

• Option 2: 

Same as Option 1, with the following exception:

- The Secretary of the Treasury would chair both CEP
and CIEP and would be the principal spokesman on
economic policy except for those major issues you
address.

• Comment: Almost everyone we have talked to agrees that
the Office of Counsellor for Economic Affairs in the
White House should be eliminated. There is considerable
feeling that you should personally direct and pronounce
economic policy. There is broad agreement that domestic
and international economic problems have become highly
interconnected.

• Recommendation: Option 2.

• Reasons: You can decide overall policy direction with the
staff assistance of the Chairman of the CEA and the views
of the other agency heads involved and mediate Cabinet
disputes. You will be overall spokesman for Administration
economic policy, but not the sole spokesman. The role of
the Cabinet will be more visible and more of the less
important decisions can be delegated outside the
White House and Executive Office. Depending on your
decisions about Cabinet and other personnel changes, you
may prefer Option 1 as more suitable to the personalities
involved.
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ECONOMIC POLICY ORGANIZATION
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I. E. Personnel

• The major concern here, at least for the first five months
of your Administration, is to have personnel problems

handled on the highest-caliber level possible and to provide
for your direct review and decision on the most important

appointments, especially in the White House and the Cabinet.

• Option 1:

At the present time the Personnel Office in the White House
handles political "patronage, " recruiting, White House

approval (sign-offs), and White House liaison with CSC.
But it does not participate except mechanically in the selection
of top personnel.

Option 1, therefore, is to continue the present operation.

• Option 2: 

Put a man of national stature in charge of Personnel

immediately as your per representative, if only for

a five-month period, to ( 1 ) initiate top recruiting and

(2) to organize the office and its personnel in your image.
There also should be a political deputy if the top man

does not have close Hill connections.

• Recommendation: Option 2.

• Reason: In our opinion, it is of paramount importance for

the Ford Presidency that your personal representative, a

man of high caliber, be placed in this position immediately

and that he have direct access to you as needed.



I. F. Legal Organization

• The major problem here is that, in the wake of Watergate,

the White House Counsel's office has become very large

and the Justice Department has become significantly

independent of the President.

• Option I:

-- Accept the temporary "independence" of the Justice

Department.

Establish the Office of Counsel to the President as the

President's principal legal adviser, including advice on

legislation, suits against the government, and authorities

of the executive branch.

• Option 2:

-- Resist the concept of a Justice Department independent

of the President (but not too provacatively).

-- Keep the Special Prosecutor independent of the President

and the Attorney General.

Keep the Office of Counsel to the President relatively

small, but upgrade it significantly in the White House

structure.

The Counsel to the President would focus primarily on

matters personal to the President and of concern within

the Executive Office in support of direct Presidential

responsibilities.

• Comment: It would be basically wrong to lend support to the

notion of a Justice Department independent of the Presidential

authority over the Executive Branch. However, there is

considerable sensitivity on this subject and overt action to

re-establish old arrangements may be counterproductive.
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• Recommendation: Option 1

• Reasons: This will give you a strong personal legal arm and

allow upgrading of White House and Executive Office legal

talent to serve while Justice is slowly brought back into the

fold. The Special Prosecutor arrangements should be left

undisturbed until the need for the office wanes, or the

Congress might move to establish a more permanent

institution.



I. G. Press and Public Information 

We agree with the organizational changes you have
worked out for the Press Office and with the
elimination of the old Office of Communications as
a separate entity.



IL Ford Presidency

The style, power, and the institution of the Presidency have

been inflated greatly since 1960. It should be put back into

perspective. The Ford Presidency should become a part of

the American scene, as well as the focal point for planning

the country's future. To that end, we suggest the following:

A. Specific Ideas

1. Cut the size of the White House Staff and of OMB substantially..

cut the number of military assigned to White House duty and

insist on civilian attire except for formal occasions.

2. Cut the trappings of the Presidency. All staff not of Cabinet

rank should be given parking places instead of routine portal-to-

portal service. The black limousines should be used only for

distinguished guests. White House Mess privileges should be

reassigned to include only top White House Staff, Cabinet, and

top agency heads.

3. You should consider stopping the practice of having the

Chairman of the Republican National Committee's routinely

attending Cabinet meetings.

4. Regional visits. There will be pressure on you to help

Republicans campaign this fall, conflicting with the need

to avoid partinsanship in pulling the country together. The

people need to get to know you, and you need to listen to

non-Washington voices.

Consider regional visits to several cities (not necessarily

the largest) representative of each region of the country.

In one or two days, you could schedule a few speeches,

meetings with elected officials, business, community and

labor leaders, give telephone interviews for use on broad-

cast stations in the region, and take side trips to suburbs

and smaller towns.

5. Visit with top career Civil Servants. The career Civil Service

was consistently treated by the former Administration with

suspicion and hostility. They are concerned about their role in

government, about the pay compression in the top grades, and
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about orderly career development. Consider meeting soon

with 15 or 20 top civil service servants in the Cabinet Room

for about an hour. You also might consider calling for a

modest Congressional pay increase after the elections to

alleviate the pay compression problem.

6. Sharing your education. The people need to remain

confident of your grasp of the country's problems. You might

convey this effectively and also raise public understanding on

inflation, energy, and a few other key problems by " a little

straight talk among friends" sharing your knowledge on these

matters with the American people.

7. Parks and Historical Preservation. America is recognized

around the world as a leader in preserving the beauty of its land

through national parks and wilderness areas, and the town

park is a prominent feature in American Life. We have not

done so well in historical preservation. You might consider

making the beauty of America, expansion of parks for the

people, and historical preservation one of the themes of your

Administration, in part to counterbalance the themes of energy

and economic development which are viewed by many as

destruction of our environment and our heritage.

8. Pension Reform. This bill could be signed on Labor Day,

with a strong statement about how sound pension rights are

essential for a mobile work force, as well as for the economic

freedom of the individual in our corporate economy. You could

call this Act a solid beginning for the truly comprehensive and

far-reaching pension reform that must be our goal for the future.

9. Automobile Safety Legislation. This bill, cutting back on

the over-zealous regulations of the Department of Transportation,

points up the hazards of government over-protecting the public

from themselves. You could use the signing of this bill as an

occasion to make a key point of the "new conservatism" --

that excessive government regulation of our lives and our

commerce, even in a good cause, can be carried too far and

threaten the individual freedom that is essential to the concept

of "We the people. .

10. Cuba. You might review the desirability of reopening

relations with Cuba.



II. Ford Presidency

B. Review of Policy Proposals in Process.

You may wish to handle the following items already "in the

pipeline" in a way different from the current thinking of OMB

and the Domestic Council staff:

1. Reassessment of Project Independence and ERDA. FEA is to

submit a blueprint for Project Independence by November 1. The

quality of planning, however, has been marred by inter-agency

squabbles. Likewise, the legislation establishing ERDA has

become a Christmas Tree bill. The ideas behind Project Independence

and ERDA are good, but you might wish to get a good person in charge

and have a careful reassessment of the proposals before you get

committed to either. You might also wish to let the ERDA bill die

in conference and start over next year.

2. Javits' Public Employment Proposal. The Javits public service

employment bill is opposed by Alan Greenspan and others as
unworkable. However, rather than veto the bill, it would be useful
to have Greenspan work with Javits to get a more practical plan to

achieve the shared objective.

3. Shift of 0E0 Community Action Programs to HEW. Rather than

continue the hard-line Administration opposition to retaining the

Community Action Programs in any form, you should consider

immediate support of a compromise to transfer Community Action

Programs to HEW and termination of 0E0. Once at HEW, the

appropriations for these programs can be decided as part of the

overall HEW appropriations.

4. FY 1976 Budget Projections. OMB has established a tentative

total of $330 billion for fiscal 1976 budget, and sent guidance letters

to the departments based on that figure. It is important that such

projections not become firm until after the Economic Summit

Conference,

S. Establishment of an Under Secretary of Defense. The Department

of Defense has requested authority to establish an Under Secretary of

Defense in lieu of a second Deputy Secretary of Defense, but State,

OMB, and NSC staffs are likely to oppose. The new "age of

negotiations" and the need for maximum military strength without

large defense budgets require DOD to have top-quality leadership.

Treasury has a Deputy and two Under Secretaries and the State

Department has a Deputy and three Under Secretaries.
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REVIEW OF POLICY PROPOSALS IN PROCESS •

You may wish to handle the following items already "in the pipeline"in a way different from the current thinking of OMB and the DomesticCouncil staff:

1. Reassessment of Project Independence and ERDA. FEA is
to submit a blueprint for Project Independence by November 1.The quality of planning, however, has been marred by inter-
agency squabbles. Likewise, the legislation establishing
ERDA has become a Christmas Tree bill. The ideas behind
Project Independence and ERDA are good, but you might
wish to place a good person in charge of a careful reassess-
ment of the proposa'ls before you get committed to either.
You might also wish to let the ERDA Bill die in conference
and start over next year.

2. Shift of 0E0 Community Action Programs to HEW. Rather
than asserting hard-line opposition to the Community Action
Programs in 0E0, consider the compromise of transferring
these programs to HEW and termination of 0E0. Once at
HEW, the appropriations for these programs can be decided
as part of the overall HEW appropriations.

3. FY 1976 Budget Projections. OMB has established a tentativetotal of $330 billion for fiscal 1976 budget, and sent guidance
letters to the departments based on that figure. It is importantthat such projections not become firm until after the EconomicSummit Conference.



IV. Interim Measures

This report completes the effort you asked us to undertake.However, it does not complete the transition to a Ford Presideftcy.
You must consider interim measures to help you move steadilytoward those organizational and personnel changes that will enableyou to fulfill your objectives for your Presidency. The followingsuggestions may be of some help in deciding on those measures:

1. You should bring in the person of stature for recruitinghigh-level personnel as soon as possible.

Z. You should discuss organizational matters with yourclosest advisers both in and out of government and reach somedecisions on White House and Executive Office organization soon.You should consider asking Al Haig to oversee the implementationof all or part of the reorganization.

3. You should think backwards from where you want to henext February, after the State of the Union, Economic, and Budgetmessages to identify an orderly sequency of events between nowand then. This should include economic and domestic policy,budget, and international affairs. We believe this entails majorpolicy decisions by you in early November; development of optionsin October; and review and analysis in September. This alsosuggests that you should consider the most key personnel decisions(OMB, Domestic Council/Cabinet Secretary, and Treasury) assoon as possible.

4. There is merit in announcing some new personnel inconjunction with or shortly after you announce any organizationalchanges.

5. You should review policy areas to identify what messagesto Congress will be needed or desired before next year, and takecare that the Administration is not preempted by the Congressionalcommittees on legislative programs.

6. You should consider weekly meetings with a small groupof White House Staff (Hartmann, Marsh, Buchen, terHorst, Haig)to review general progress and strategy until your permanentorganizational and personnel decisions are implemented.



-2--

7. You should meet every few weeks, individually, or in
small groups, with some of your close friends and outside advisers.
These should be people who know you well enough that they can speak
their mind directly, disagree with you if need be, and give you the
perspective from outside the White House.
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WHITE HOUSE AND EXECUTIVE OFFICE ORGANIZATION

GENERAL ORGANIZATION

Approve

Comments

Disapprove

DOMESTIC POLICY

Option 1

Comments

Option 2

ECONOMIC POLICY

Option 1

Comments

PERSONNEL

Option 1

Comments

LEGAL COUNSEL

Option 1

Comments

Option 2

Option 2

Option 2



2.2

SPECIFIC IDEAS FOR THE FORD PRESIDENCY

1. Reduce the size of the White House Staff.

Approve   Disapprove  

Comment

2. Reduce the number of Military Officers on the White House Staff.

Approve Disapprove  

Comment  

3. Reduce the trappings of the Presidency.

Approve Disapprove  

Comment  

4. Stop the practice of Chairman of R.N.C. routinely attending the Cabinet.

Approve   Disapprove  

Comment

5. Regional Visits.

Approve   Disapprove  

Comment

6. Visit with top career Civil Servants.

Approve  

Comment  

7. "Straight Talk."

Approve

Comment

Disapprove

Disapprove
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8. Parks and :iistorical Preservation.

Approve

Comment

Disapprove

9. Pension Reform.

Approve  

Comment

Disapprove

10. Automobile Safety Legislation

Approve   Disapprove

Comment

REVIEW OF POLICY PROPOSALS IN PROCESS

1. Reassessment of Project Independence and ERDA.

Approve   Disapprove  

Comment

2. Shift of 0E0 Community Action Programs to HEW.

Approve   Disapprove  

Comment

3. FY 1976 Budget Projections

Approve   Disapprove

Comment



MEMORANDUM

THE WHITE HOUSE

WAS

kiedvi

_ANL

tif#27-4(e."•— ,



TRANSITION TEAM REPORT

I. White House and Executive Office Organization

A. Principles

B. General Organization

C. Domestic Policy OLutis

D. Economic Policy Cmargramievreier-dig-•

E. Per Qaagiawiriarauta.rva..._

F. caatidaikar1.twa..aaa.8.afibeiriimit

G. Press and Riblic Information

,..pecific Ideas

jir wile, Review poi
ve F124—'7••• • ess

IV. Interim Measures 

V. V . Action



r. . White House and Executive Office Organization

Following are the organizational arrangements we have identifiedfor roomy consideration tp help in adm,iristering your activities andtaimaaasiodmiairarm planZld coordinat“ie programs of the ExecutiveBranch. The most significant principles vt.e.lsob taken into accountare:

For effective control, you should not have so many peoplereporting regularly to you that your span of control is
exceeded. Nor should there be so few that power is con-centrated in a few 14414.104.444,mmiiitaff members.

• The organization must conform to your personal working
methods.

• There must be someope
there need not be a
advice, access, or policy. 04:4460e-1444,14.+42.--
cdpvtiaLt ;.• 0641A—notilh• 1:„hg. Pr 

Some White HouseStaff functions might be moved to Executive Office agencies,and some Executive Office functions might be moved backto the departments and agencies.

* • s
charge of adminis ration, but

controlJ information,

• White House Staff traditionally do not testify before
Congressional committees; EXecutive Office officials mustbe confirmed by the Senate and do testify regularly. —Mix..



General Organization

• White House Staff: There is considerable agreement that

in the White House you should have at least the following six
separate and distinct people, each having direct access to

you:

1. White House administration (mpaper flow, offices,

cars, correspondence, etc.)

2. Press and public information

3. Speeches and major messages

4. Congressional liaison

6. ,5•! Legal
5: fir: Per

2. Domestic Policy 

3. National Security Policy

• The Executive Office of the Pre ident: These/4 should
be used, in conjunction with the eadsierf—fioermata4pwr,L, Ifflt?'"
AgPnrQ-, to develop policy options for your consideration and
to monitor the progress and effectiveness of governmental
programs. The major components of the Executive Office for
this purpose are:

1. Economic Policy

4. Budget

acyL*Jil 472#1j‘r114 4°, 7

2.,

-06
7 , P 

q 
44A21.

4e-a
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Domestic

3 —

Policy Organization

• Mitie major problem is overlap and competition between

OMB and the Domestic Counciles+841..--e_,

• A secopfi problem is that both OMB and the Domestic Council

staff, lave become involved in too much detail on departmental
co-yrut

programs and havettimiataisloiNat.se.1-LluadigiadAlog.040. between the

department heads and the Presidpnt on olicy formulation.
• 7:46/e1/44 01a44m11.01 pC lom 8

sire  Option 1 (simplification of current arrangements): 4x AC

3 t. C.444;ftit
3 ) Change the membership of the Domestic Council to

include the heads of all departments and agencies not

principally international.

Name the Director of OMB as Executive Director of the

Domestic Council, with
A 

eves Associate Director of

OMB to work with department heads to provide arrtio

options and recommendations for your domestic policy

and budget decisions.

- The Associate Director of OMB for Management would

continue to coordinate the execution and evaluation of

departmental programs.

111--c-- Option 2: 

-- Change the Domestic Council

cdIdc
-- Name a

.Qediriawagt=Sxgrici Exec

Council. He would work w

4n-fibovel—ottbfrido.441e, Cabinet

esrl
s in Option 1.

who
A
would serve as

tive Director of the Domestic

th the 4Lefaa.r.tazheaapteitit-

to provide the progr m ideas,

policy options, and recommendations rett needA or decisions

on major domestic policy issues.

The OMB would be reduced in size and scope to provide

budgetary control, routine clearance of testimony

legislation, and after-the-fact evaluation of the effective-

ness of departmental operations, much like the office of

comptroller in a department or corporation.



Mb

Domestic policy is4ies for your decision 
would be

discussed by the C inet Secretary (who is also Executive

Director of the Doiiestic Council), the 
Director of OMB,

and the concerned gency heads before going to you for

- The Cabinet and other agency heads would be the

principal spokesmen of the Administration on policy

issues, rather than OMB or White House Staff.

• Comment: Almost everyone we have talked to agrees that

you need to eliminate the overlap of functions between OMB

and the Domestic Council staff. The natural separation is

between (1) budgetary control and program evaluation and

(2) development of policy options and staffing of recommenda-

tions for your decision. There is considerable feeling that

the President and the appropriate department heads should

be the spokesmen for Administration policy and that each

department head should be allowed more fle)dbility than at

present in implementing your policy decisions. There is

considerable feeling in the departments and on the Hill that

OMB has become too powerful on policy matters and that the

Domestic Council staff is not of sufficiently high quality.

• Recommendation: Option 2.

Reasons: Option 1 reduces the confusion about the oles of

OMB and the Domestic Council, but at the expense f con-

centrating too much power in OMB. Option 2 requir s you to

make some hard decisions where the Cabinet Secret Y,
Director of OMB, and the Cabinet officers disagree,

assures that you have all the information. Q.614 options) The

Cabinet Secretary would not testify, leaving the Director

of OMB to speak on budget and agency headsas spokesmir

for Administration positions. Th s arrangement also prevents

either OMB or Domestic Council taff from interjecting them-

selves between you and the Cabin t4t..41,.-e-r—g. At-4444

coa.c2,1
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. . Economic Policy Organization

• The major problem here is theAcompeting and overlapping
organizations. cipx-oa.4.641-41.u.r..,444-1.11.0-lapal-Liamt....y.e.a.r....6.,—.....<_

4

• Option  I

iiiiirirtitw.btoiN office of Counsellor for Economic Affairs

err .7

A
Council on Economic Policy +re,-FrP would focus on
domestic economic issues, chaired by the Secretary
of the Treaasury.

cifP:
ouncil on International Economic Policy 4. 1would

focus on international economic issues regularly chaired
by the Secretary of State on behalf of the President.

- A
- The Chairman of the Council of Economic Advisers

would monitor the overall economic situation and act as
your "consultant" to make sure you have all the informa-

tion and recommendations you need for overall economic
policy decisions.

AThe Troika (Secretary of the Treasury, Director of
OMB, and Chairman of CEA) and the Quadriad

(Troika plus Chairman of the Federal Reserve) would
continue to meet,as in the past, with the Cabinet

Secretary and an NSC representative as observers.

-- You, the Secretary of the Treasury, and the Secretary
A
of State would be the Administration's principal

spokesmen on economic policy.

- Major decisions on economic policy would be discussed

and reviewed by the Quadriad, the Cabinet Secretary,

and the NSC representative before going to you for

decision.
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10 Option 2: 

Same as Option 1, with the following exception:

__ The Secretary of the Treasury would CEP
and CIEP and would be the principal spokesman on
economic policy except for those major issues you
addres s.(Th

WI OM

• Comment: Almost everyone we have talked to agrees that
the Office of Counsellor for E ono ic Affairs in the
White House should be

A 
. xmle, jahe.466..eiecreri44,00,440...

iiradaneserec75.plie*. There is broad agreement that domestic
and international economic problems have become highly
interconnected.

• Recommendation: Option 2.

• Reasons: You can decide overall policy direction with the
staff assistance of the Chairman of the CEA and the views
of the other agency heads involved and mediate Cabinet
di on



Personne

7•••••.-

• The major concern here, at least for the first five monthsof your Administration, is to have personnel problems
handled on the highest-caliber level possible and to providefor your direct review and decision on the most importantappointments, especially in the White House and the Cabinet.

• Option 1:

— -At the present time the Personnel Office the White Househandles pai,lihipeari-urfok.emerrem,-" recruiting White House
approvalS.
But it does not participate except mechanically in the selectionof top personnel.

- Option I, therefore, is to continue the present operation.

• Option 2: 

Put a man of national stature in charge of Personnel
immediately as your personal representative, if only for
a five-month period, to (1) initiate top recruiting and
(2) to organize the office and its personnel in your image.

• Recommendation: Option 2.

• Reason: In our opinion, it is of paramount importance
the Ford Presidency that your personal representativ, , a
man of high caliber, be placed in this position im diatelyand that he have direct access to you as needed.

rf°41

$491
),*41,44r44
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Legal Organization

• The major problem here is that, in the wee of Waterg te,
the White House Counsel's office 4tirs. became very large

• ly
in.aietmiae.Laa4-04-41Rre--Flr.e.,;rel-ettt..r

0?
• Option 1:

C,t4ieet-4.4 -44 r-4444#4
— A

Department.-4 --tb
I the Justice

 Freokbloinipe.ii the Office of Counsel to the Pr e sident,aps-4114._

o.f.-t.4e-efet-ettti-tre-brrern

• Option 2:

4,:c7liwtst-the eoftee- of a. Justice Department ir1444113434+4041‘..........4/

"Lit -Geo .

alt4-tgien4rt-t-crrne-y-Cm‘44.4ir-a..L...—

- ql‘iimq4.-t.144. Office of Counsel to the PresidentAroitttive-ly-fi
orapa14-..iokte upgrade it significantly in the White House
structure.

-- The Counsel to the President would focus primarily on
matters

-4th

• Comment: It would be basically,Avrong to lend support to the
notion of a Justice Department ndependent of the Presidential
authority over the Executive Branch. However, there is
considerable sensitivity on this subject0 d overt l.o-tIon to-



• Recommendation: Option 31_

• Reasons: This will give egal arm

4444, The Special Prosecutor arrangements should be left
undisturbed until the need for the office wanes. -r the—
.m. Ms • • es a

n fitutiQn.

• ; -;
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. tress and Public Information 

cWe agree with the organizational changes you haveworked out for the Press Office and with the
wiirpriatoption- of the 444 Office of Communications as
a separate entity.

III



A 
Ford Presidency

The style, power, and

been inflated greatl
perspective. T

the America scene,
the con 's future.

sin
Ford

0,8 64-e7

nstitutio

1960.

resi ncy
as the
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1. ucoert the size of the White ouse Sta.3

-6m114-the number of military ssigned to White House fii.ktor 

art of

anning

following:

-41-11a--e -44-‘14'
3. ..C,pkitrAthe trappings of the Presidency. All staff not of Cabinet
rank should be given parking places instead of routine portal-to-

portal service. The black limousines should be used only for

distinguished guests, White House Mess privileges should be

reassigned to include only top White House Staff, Cabinet, and

loagency heads.

Via 114 consider stopping the practice of having the
Chairman of t5-e Republican National Committee's routinely
attending Cabinet meetings.

5: Regional visits. There will be pressure on you to help

Republicans campaign this fz;t11, conflicting with the need

t6 avoid partiyKanship in pulling the country together. The

people need to get to know you, and you need to listen to

non-Washington voices.

Consider regional visits to several cities (not necessarily

the largest) representative of each region of the country.

In one or two days, you could schedule a few speeches,

meetings with elected officials, business, community and

labor leaders, give telephone interviews for use on broad-

cast stations in the region, and take side trips to suburbs

and smaller

4. Visit with top areer Civil Servants. The career Civil Service

bria.iii-waaapait.04+ertoliT reated Ie tha.rme-+ Amini ie with

suspicionAC4 hostility. They are concerned about their role in

government, about the pay compression in the top grades, and
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about orderly career development. Consider meeting soon
with 15 or 20 top civil oe4/444ete servants in the Cabinet Room
for about an hour. Ir-etr-ft-ili•e-votig•itt consider calling for a
modest Congressional pay increase after the elections to
alleviate the pay compression problem.

I g at.
1. A  The people need to remain
confident of your grasp of the country's problems. You might
convey this effectively and also raise public understanding on
inflation, energy, and a few other key problems by " a little
straight talk among friends" sharing your knowledge on these
matters with the American people.

f. Parks and Historical Preservation. America is recognized
around the world as a leader in preserving the beauty of its land
through national parks and wilderness areas, and the town
park is a prominent feature in American Life. We have not
done so well in historical preservation. You might consider
making the beauty of America, expansion of parks for the
people, and historical preservation one of the themes of your
Administration, in part to counterbalance the themes of energy
and economic development which are viewed by many as
destruction of our environment and our heritage.

F. Pension Reform. This bill could be signed on Labor Day,
with a strong statement about how sound pension rights are
essential for a mobile work force, as well as for the economic
freedom of the individual in our corporate economy. You could
call this Act a solid beginning for the truly comprehensive and
far-reaching pension reform that must be our goal for the future.

/0. Automobile Safety Legislation. This bill, cutting back on
the over-zealous regulations of the Department of Transportation,
points up the hazards of government over-protecting the public
from themselves. You could use the signing of this bill as an
occasion to make a key point of the "new conservatism" --
that excessive government regulation of our lives and our
commerce, even in a good cause, can be carried too far and
threaten the individual freedom that is essential to the concept
of "We the people. . ."

10. ba.
relati

light
with Cu

the ity o op- in
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. Review of Policy Proposals in Process.

You may wish to handle the following items already "in the

pipeline" in a way different from the current thinking of OMB
and the Domestic Council staff:

4

I. Reassessment of Project Independence and ERDA. FEA is to

submit a blueprint for Project Independence by November 1. The

quality of planning, however, has been marred by inter-agency

squabbles. Likewise, the legislation establishing ERDA has

become a Christmas Tree bill. The ideas behind Project Independence

and ERDA are good, but you might wish toiOat good person in charge 0/

a.uwiii-iaolomi a careful reassessment of the proposals before you get

committed to either. You might also wish to let the ERDA bill die

in conference and start over next year.

2. Javit Pub
eu. • ent bi
unworkable,
to have Gr ork with

achiev le shared objective.

E rj ment P.

wever er

osal. The Javits public service

reenspan ers as

vet ill, it would be useful
o get a more practical plan to

Shift of 0E0 Corrununity Action Programs to HEW. Rather thanA

4oatiotplairima-4•Impo hard-line larelevierri.s-t-ree*emiopposition to retaining the

Community Action Programs in any form, you should consider

immediate support of a compromise to transfer Community Action

Programs to HEW and termination of 0E0. Once at HEW, the

appropriations for these programs can be decided as part of the

overall HEW appropriations.

.X.FY 1976 Budget Projections. OMB has established a tentative
total of $330 billion for fiscal 1976 budget, and sent guidance letters

to the departments based on that figure. It is important that such

projections not become firm until after the Economic Summit

Conference.

of an Under ecretar of Defense. The Department
of Defense has requested author ty to establish an Under Secretary of

Defense in lieu of a second Dep ty Secretary of Defense, but State,

OMB, and NSC staffs are likely o oppose. The new "age of

negotiations" and the need for m ximum military strength without

large defense budgets require DON to have top-quality leadership.

Treasury has a Deputy and two Und cc ies and the State

Department has a Deputy and three Uncle' Secretaries.

- •



Interim Measures

This report completes the effort you asked us to undertake.However, it does not complete the transition to a Ford Presidextcy.,s4,;ing&ti
You4443/444.1”.r...w.i.c.idoir interim measures to help you move steadilytoward those organizational and personnel changes that will enableyou to fulfill your objectives for your Presidency. The followingsuggestions may be of some help in deciding on those measures:

1. Y.daaa..aklaow.i.1.61bring in the person elp.fioteptmdaho for recruitinhigh-level personnel Z.r....s.cuaaap.a.pia.r..s.i.ial.c,„..4-#.514PD""441 
;

2. ;144:A6-clad:wall:I, discuss organiza onal matters with yourclosest advisers both in and out of go ernrnent and reach somedecisions on White House and Execu ve Office organization soon.
to oversee the implementationof all reorganization .

3. Y.zia.6-16,144.14.i.a.ki,,backwards from where you want to benext February, after the State of the Union, Economic, and Budgetmessages to identan orderly sequency of events between nowand then. This include economic and domestic policy,budget, and international affairs. W-o-kolibilawa this 4444.141.Ampolicy decisions by you in early November; development of optionsin October; and review and analysis in September. This alsosuggests that you should consider the most key personnel decisions(OMB, Domestic Council/Cabinet Secretary, and Treasury) assoon as possible.

4. T4reite-i44-944,6ra44-itt announcing some new personnel inconjunction with or shortly after you announce any organizationalchanges.

5. ikow•vi+mPerITI review policy areas to identify what messagesto Congress will be needed or desired before next year, and takecare that the Administration is not preempted by the Congressionalcommittees on legislative programs.

6. 4.4mi—eriverehi. consider weekly meetings/with a small groupof White 1-.k.).t.lay4ta.ff
to reviews

 
gierrrratprogress and strategy until your permanentorganizational and personnel decisions are implemented.



a. ,,.Z/PL4.411-1

.-4 7. ir-ott meet every ievr -weeks/ i444,1i44414+.14416.1.ev--irr-.
caaaa.14-kowdaaap.r.p withiiwasine— of your close friends and outside advisers.
These should be people who know you well enough that they can speak
their mind directly, disagree with you if need be, and give you the
perspective from outside the White House.


