EXECUTIVE OFFICE OF THE PRESIDENT

OFFICE OF ECONOMIC WASHINGTON, D.C. 20506

OPPORTUNITY

August 11, 1969

MEMORANDUM FOR: Members of the Cabinet
Assistant to the President for Urban Affairs
Chairman, Council of Economic Advisers

SUBJECT: OEO Reorganization

You may have questions about the reorganization of OFO beyond what
has been already announced. The attached material should help answer
some of your questions, particularly as to how your organization will
relate to OFEQ.

The organization chart outlines the OEO generally; the background paper
interprets the organization chart; and the third paper details programs
in which OEO is presently active.

If you have further questions about the proposed OEO organization, I'll
be glad to answer them for you,

A

WV\

Robert Perrin
Acting Deputy Director

Attachments
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EXECUTIVE OFFICE OF THE PRESIDENT

OFFICE OF ECONOMIC WASHINGTON, D.C. 20506

OPPORTUNITY

Background on OEO Réorganization

The President has indicated that the Office of Fconomic
Opportunity will be reorganized. Its efforts will be
refocused to help more people participate to the full
extent of their capacity in the economic life of the Nation.
OEO will spearhead the effort to open full economic *
opportunity for all citizens. It will seek new knowledge,
experiment with new ideas, and undertake research,
evaluation, and program development.

Main Characteristics .of Reorganization

1. Offices have been combined or eliminated to improve
efficiency.

2. Missions have been sharply defined and separated.

3. Balance of effort and manpower has been shifted to

innovative functions.

4. ° Regional offices have been restructured to provide
greater financial control.

5. Activities of the Agency will be more thoroughly
integrated, without losing the advantages of separate
program operations.

6. Work will flow from the research stage to the development
stage to the program stage.



Qffices In The Reorganized OEQ

Ten offices comprise the reorganized OEQO and report to the
Director., Line offices include Health Affairs, Program
Development, VISTA, Legal Services, and Operations. Staff
offices include General Counsel, Congressional and Inter-
governmental Relations, Administration, Public Affairs, and
Planning, Research and Evaluation. How each of these offices
have changed and how each fits into the reorganized OEO is
described briefly below. ' )

Office of Health Affairs

While there has been an Office of Health Affairs in the agency,
traditionally the health functions have been split up among

several different units. The new Office of Health Affairs will
combine all of the various health activities of the agency in a

single office., It will provide a means of focusing OEQ's, total
efforts in the health field and of building on already successful
health programs, including Neighborhood Health Centers, Narcotics,
Family Planning, and Emergency Food and Medical Care.

Office of Program Development

The Office of Program Development is one of the principal
changes in the new organization, This office was created out

of many of the activities that existed in the old Community Action
Program organization and other functions scattered around the
agency. To the extent that there is an '"Office of Innovation' in
the agency, the Office of Program Development is it. Its mission
includes all those activities related to the development of
successful programs. These include identification of need,
design of experimental programs, operation and expansion of
these programs, their evaluation, and the development of
mechanisms for transferring successful programs to either
full-scale operation within the agency, or to other organizations.
The Office of Program Development will monitor OFO programs
delegated to other agencies of government.

The Office will be organized basically along programs lines with
separate functional divisions for education, manpower, community
development, economic development, and others. The former
offices of rural and older persons programs will be incorporated
into this new office to insure that these important elements are
brought into the mainstream of program development. Also within
this office will be a separate division responsible for conducting
evaluations of demonstration and operating programs. This function
is needed for effective program design and management.
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These evaluations are contrasted to those performed in the
Office of Planning, Research & Evaluation in that they focus

on the kind of information needed by the program designer

and program operator. The evaluations in Planning, Research
& Fvaluation focus on the overall effectiveness of the agency's
anti-poverty effort. They provide information needed by the
director as a basis for resources allocation.

Office of QOperations ‘

This office is another principal change in the new OEO organi-
zation. In it are grouped those activities that closely relate to

the operation of the OFO programs in the field. These include:
the regional offices, which will report to the assistant director;
the Community Action Support Division, which includes those
components of the old CAP organization oriented to support of
community action agencies (CAAs); and the State and "Local
Government Affairs division, which is responsible for planning
and coordinating OEO's relations with state and local governments.

The Office of Operations was created for three main reasons:

(1) To provide for a clear separation of the activities involvedin
operating programs and those involved in developing programs,
(2) To insure that greater support is provided to the regional
offices, to CAAs, and other local agencies by OFO Headquarters,
(3) To insure that effective management of the new 10~-regional
structure is provided. The Office of Operations is something of
an innovation within federal government. It will continue the
tradition, established by OEO several years ago, of pioneering
new means for making delivery of federal programs to intended
recipients more effective. Consolidation in one office of field-
related activities will establish a precedent for other federal
agencies to follow, as did OEQ's earlier decisions regarding its
regional operations.

VISTA

VISTA will continue to operate essentially as it has in the past,
except that the scope of its activities will be broadened considerably.
This will include devising new programs for involving volunteers in
the anti-poverty effort and for increasing the number of both
full-time and part-time volunteers participating in the program.



Office of Legal Services

The Office of Legal Services has been established as a separate
entity reporting to the director. There are two principal
reasons for this: (1) To provide recognition of this important
and successful program within the agency and (2) To provide a
focus within the agency for OEO's important mission of being

an advocate of the poor. This office will provide the mechanism
for greatly expanded advocacy programs in the months and years
ahead. ‘

Office of General Counsel

Responsibilities of the new Office of General Counsel have been
considerably broadened over the previous organization. In
addition to supervising the legal staff of the agency in its :
traditional functions, the general counsel will also be responsible
for supervising the former Office of Civil Rights and the former
Office of Inspection.

Principal reasons for combining the Office of General Counsel with
the Offices of Civil Rights and Inspection are: (1) To insure much
closer working relationships among these three related activities.
(2) To provide for stronger enforcement of the Civil Rights statutes
and regulations within the agency. (3) To provide a mechanism

for insuring that the results of inspections conducted by the
Inspection Division are translated into meaningful actions by
operating offices.

Office of Congressional and Governmental Relations

There are 2 principal changes in this new office which distinguish

it from the old Office of Congressional Relations: (1) The associate
director has been given the responsibility for all congressional
relations activities of the agency. This is in contrast to the previous
situation where congressional relations responsibilities were diffused
throughout the headquarters organization and the regional offices.

(2) The associate director is also given the responsibility of serving
as the principal assistant to the director of OEO for federal
governmental affairs. In this capacity the associate director will

be responsible for representing the director of OEQ in many of the
top-level contacts with other federal agencies,
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Office of Administration

The principal change in the Office of Administration is the addition
of the systems design and data processing function. In the past,
this functionhad been the responsibility of the agency's Information
Center. The Information Center, as such, will not exist in the
new organization. The reasons for making this change are to
increase the service orientation to the rest of the agency of systems
and data processing activity, and to tie it more closely to those
offices that are today its principal clients,

QOiffice of Public Affairs

Two principal changes have been made in the new Office of Public
Affairs. First, the associate director has been made responsible
for all of the public affairs activities of the agency.» This is in
contrast to the situation that has existed in which public affairs
responsibilities and personnel were scattered among various
headquarters and regional offices. Second, a new Division for
Research and Planning has been created within the office to bring
to the agency the kind of creative thinking and innovation for
communication with and among the poor that the agency has had

in other fields such as housing, education, manpower, health, etc.

Office of Planning, Research and Fvaluation

This office existed in the old organization under the title of
Research, Plans, Programs & Evaluation. Despite the change in
title, the functions and basic organizational structure of this office
will remain much the same. The principal change is that the staff
of this office will be greatly increased. The intent is to at least
double the office’s professional staff within the next 12-18 months.
This should enable the office to perform its several missions,
including: (1) Being the center for research on poverty for the
country, (2) Providing the analytical support the director needs to
focus OEOQ's resources in the most productive manner, (3) Providing
the evaluation of social programs needed to make decisions on
resources allocation, so lacking in past federal efforts in the
domestic sector.,



Additional Background

Efficiencies

Formerly there were nearly 30 individuals reporting directly to
the Director. This was an unmanageable number for any one
individual to control. The result was that many offices received
little or no direction from the top. In fact, most operated quite
independently. This made extremely difficult the task of focusing
efforts of various parts of the agency. Combining and eliminating
many offices free positions within the agency for application to
critical areas -- planning, research and evaluation, program
development. This will not, however, result in a net reduction
of OEO staff. Rather, it should result in a more effective use

of total resources.

Fffectiveness

In addition to streamlining the management structure, a clear
identification and separation of various missions to be performed
within the agency has been made. This is especially apparent

as it applies to research, planning and evaluation, program
development, program operations, and advocacy. In the past,
most of these functions were performed by the same people,
resulting in all of the functions suffering, By separating functions
and providing adequate staffs in each area OFO will perform each
more effectively than it has in the past.

Innovation

The climate for innovation should be enhanced by the new OEO
organization in several ways: First, the innovation function ==
including some activities of the Office of Research Division of the
Office of Planning, Research and Evaluation, as well as those

of the Office of Program Development -- has been separated from
the other functions the agency performs. Secondly, the size of
staffs working in these various areas will be significantly increased.
This means, obviously, that given the present manpower ceiling,
OEO will have to cut back its staffs in other areas. Third, the
principal innovative activities have been structured by program
area -- education, economic development, etc. - rather than
having groups of individuals responsible for innovation over a
wide range of functional areas. These three moves should
provide the increased quality and quantity needed to heighten the
innovative effort.
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Correction of Abuses

The reorganization should help reduce abuses that have
characterized the past. The re-structuring of regional offices

will provide closer scrutiny of grants before they are approved

and closer monitoring of grants after approval. In addition, OFO
plans to spend more money on training, technical assistance, and
management support for community action agencies and other local
organizations receiving OEQ grants. 'This will increase support and
will improve the ability of these organizations to better control
money OFEO assigns them.

Integrated Operation

The reorganization will make OFO a more integrated operation.
Only in this way can the limited financial and human resources

the agency controls be effectively focused on problemg OEO is
charged with solving. At the same time, it is recognized that there
are significant advantages -- in terms of morale, enthusiasm, and
dedication -- to having clearly identifiable and somewhat independent
program operations within OFO. The intent, then, is to provide a
mechanism whereby all of OEQO's efforts can be focused on the
achievement of goals while not destroying the advantages of separate
program operations.

Flow of Work

Work of OEQ will generally flow from research to development to
programs. To aid this flow the Planning and Review Committee has
been created. It will be composed of the director, deputy director,
plus assistant and associate directors and other key individuals. The
group will meet on a regular basis to review the plans and operations
of the agency. It is through this committee that decisions will be
made on moving specific projects or groups of projects through the
various stages from research to full-scale operation. The committee
has not yet been established and its operating procedures have yet to be
worked out. When finally activated, the committee should provide

the vehicle for managing the innovation process within the agency.
However, it will take several months before this process can be refined
to the point where it can be fully effective.



Spin-Offs

Determination of when an OFO program will be spun-off to
another agency will be made on the basis of evaluation results.

It will be the responsibility of the Planning and Review Committee
These are exactly the kinds of questions this committee will
consider.

Program Components vs. CAP

Program components in the new organization will differ from

the old Community Action Program (CAP) in two principal ways:
First, all components relating to a given program area will be
grouped in one office. This was not done in CAP. Second, the
size and quality of the staffs working in each program area will
be increased over the number of people formerly working in these
areas.

Control Over CAAs

Better control over local community action agencies is built into
the new organization. It is based on the way regional offices are
structured and staffed for the job. OEC has developed some new
concepts both for structuring regional offices and for the way
regional offices relate to local community action agencies. These
concepts should provide more support for CAAs and for closer
control of them.

Regional Specialists

Specialists in regional offices are under direct administrative

control of the regional director. It is intended, however, that

the specialists develop and maintain a very close functional
relationship with the various program specialists in OEO headquarters.
It is, in fact, specified in the new organization that the program
specialist in headquarters has a responsibility for working with,
training, and supporting the field program,



Field Innovation

Historically, a primary source of innovation has been the
community action agencies and other local organizations
funded by OEO, It is expected that the new increased OEO
support for training and technical assistance will enable
these organizations to be even more productive in the area
of innovation than they have been in the past. It is also
expected that with the design of new information systems,
the program offices in headquarters will be able to maintain
much greater touch with the innovative program activities
in the field.

ManEowe r

With the spin-off of Job Corps and Head Start, OEQO will end
up with considerable fewer people than it had at the beginning
of the year. Total staff will be reduced from something over
2,800 to just over 2, 200, Setting aside spin-offs, OEOQ
operates within a personnel ceiling established by the Bureau
of the Budget. Based on realistic assessment of work to be
performed, it appears that this ceiling is inadequate. This
means that the agency can cut back staffs from all areas on
some equitable basis, or can under-perform in some areas
in the interest of accomplishing other objectives.

Under the new organization, it is likely that present resources
of the agency will be applied differently from what they have
been in the past. No net personnel reductions are anticipated
in the new organization. The same holds true in regard to
dollars., OEO could spend considerably more money effectively
if it were available.
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