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An example of the classical chief clerk was provided by the War Depart-
ment in the years before and during World War II. As the department’s senior
civil servant concerned with internal administration, he* oversaw numerous
management functions that affected the Office of the Secretary or primarily
concerned the department’s civilian employees. He had direct responsibility
for personnel policies and systems, and the director of the Office of Civilian
Personnel reported to him. Since many categories of headquarters and field
personnel and financial actions required individual approval or confirmation
by the chief clerk, the office was viewed as more concerned with process
than substance.

Enter the Hoover Commission

The years immediately following World War II saw a surge of interest in the
organization, management, and efficiency of federal agencies. One major
product of this concern was the 1948 establishment of the “Hoover
Commission,”a bipartisan group of twelve presidential and congressional
appointees chaired by former president Herbert Hoover that was created to
review the organization of the executive branch,

Among its broad range of recommendations was one calling for the cre- '

ation of an administrative assistant secretary in each department.’ The com-
mission report went on to suggest that length of tenure was desirable and,
therefore, these management-oriented officials should be appointed from,
and remain in, the career service. The commission recommendations were
well received, and, very quickly, statutory assistant secretaries for adminis-
tration (ASAs) were established in most of the executive departments.

Assistant Secretaries for Administration in Action

From 1949 to 1969, the ASAs played an important and constructive role in
most executive departments. They provided the expertise and continuity sought
by the Hoover Commission, and they provided a high-ranking official ca-
pable of overseeing most or all the departmental offices concerned with in-
ternal administration, Their informal organization, the Executive Officers’
Group, met regularly to exchange ideas and improve interagency coopera-
tion. It was often consulted by the leadership of the Bureau of the Budget.
During the Kennedy administration and the beginning of that of Johnson,
a more activist domestic role for government led to the need for a broader
management concept as programs multiplied and the task of implementing
them became more complex. Yet an increasing number of ASAs were com-
ing to be viewed as too preoccupied with administrative regulations, focusing
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breadth of leadership expected from the USM. Care should be taken to del-
egate them all at the outset. If some are withheld or delegated elsewhere in the
beginning, it will be difficult later to draw them into the purview of the USM.

One of the great virtues of the USM concept is the opportunity to reduce,
if not eliminate, the problems of the growing trend to fragment administra-
tive functions as has been discussed. This fragmentation tends to compart-
mentalize different elements of management, often creates problems for
program managers, and precludes a secretary from having one person to
whom he or she can look for management information or to lead presidential
or secretarial management initiatives, The various USM functions are all
interrelated to some degree, each having an impact on one another. Every
effort should be made from the outset to integrate them into a cohesive and
comprehensive approach to management that is all inclusive.

It seems that much of the design of the complicated DHS field office
structure is being led from outside the undersecretary’s organization, although
she is involved personally. If true, that is a bad precedent. First, in the estab-
lishment of a new agency or department, the structure and operating systems
(whose designs are led by the USM) are interwoven in certain respects and
their development should proceed in concert. A structure that is designed for
only a limited field role, for example, could not properly support programs
whose missions and program delivery systems require a strong field opera-
tion, and delegations of authority would exceed the capacity of the field of-
fices to exercise those delegations responsibly (Ink and Dean 2004).

Second, designing the headquarters structure in one part of the depart-
ment while designing the field structure elsewhere makes no sense. The two
& integral parts of the whole and must be regarded as such. Although the
legislative provision for designing the field organization is separate from the
USM, we see no impediment to the USM’s being assigned this responsibility
by the secretary.

. 15 also important that in equipping the inspector general (IG) to carry
Out his or her responsibilities, the role of that office not be developed at the
expense of the USM's leadership on management matters. This happened
lier when the establishment of the IGs removed the audit function from
the ASAs, weakened the ASA management analysis capability, and diluted

be ASAS’ management leadership role.

3
Broader Use of Audit Function

§ for . .
@Mutory inclusion of an audit function under the new USM is a more 18-

"‘ﬁcznt development than is generally realized. The inspectors gen.eral stat-
ave appropriately included an audit capability among the inspector
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