
Prepared by HJasper/DInk/tvf 6/4/6 
fn- Commissioner Keppel

Sim* I960, when the organisation of OK was last studied, the program# 

adwinistered toy the Office haw* grown fro* about half a billion dollar# to 

about three and one-half billion. The weber of employee# and of individual 

program# baa grown apace and the end i# not in eight. The character of 08 

today to drastically changed free that of even five year# age and a new •tree- 

tore mat be provided to reflect that change and to wet effectively the heavy 

demand# upon us.

£ffififtj& ■ OMtfiunsa

A number of organ!sattonal deficiencies are evident tn the present struc- 

tere of 08* Soo# of these were flagged by the White House task Force, other# 

have been apparent for sone tine. These include:

*• a*miEL£«2^^ * *«• w

recognised that anoog the oost significant gaps in ear structure ha# 

been the absence of an effective program planning and evaluation func­

tion. Our statutory and executive order responsibilities for inter- 

Agency coordination have also boon staffed inadequately, and there has 

been a lack of effective internal coordinating nechonisas with regard 

to the various program of the Office. A# a result, X have experienced 

significant difficulty in exercising effective leadership with respect 

to developing and administering OK program.

*• imsssssomsaj^^ ^» • »*««««

tendency for OK to create a new Branch for each title of each statute.

This has caused unnecessary layering and delay but, sore significantly.
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it has deprived broach head* of adequate breadth aad scope for 

contributing significantly tn inter-program comparisons and evalua­

tions. In addition, w tana found it necessary to establish now 

units for each naw authorised program, thus contributing to the do* 

lay in implementation of new legislation.

>• *E2gaU«*J^J££^^ »o one of the five major constitu­

ents of the Office baa all of the fwnctloM which wold logically he 

suggested by its title. Seen functions are divided among mi many as 

three bureaus • research, for «um*1o. Although 1 do not regard this 

division of functions as a series# probleu • indeed, sene division 

to pnMMy l#e#lt#Ble * tte eMf«#lag ##MMl>t#vw m# AMlgiMMt 

of function# ha# been a source of difficulty far our clients and other 

outside groups.

♦• HllLSSia&B'iSB' Gw approach to work in the field baa 

kora lmlt|jmt bbcm^#!#* ®®4 ch#F4Hw<STl#Bd By pstckwoitBa W lw$ 

placed SegloMl Representative# of tbs Ceenissionor la the field with­

out adequately defining their authorities and responsibilities and 

without giving then the wherewithal to perform ths functions assigned 

to them. The 1962 field study resulted in only modest suggestions 

for strengthening tbs field which did not appear to me to offer sig* 

alfleant premise for isprowaeat. with a three and one-half billion 

dollar program, reaching into fifty state# and 25,00© school districts, 

we moat now plan to have far greater strength in the field,

5- B3M£®!«LJ21J&^ »• program bureaus have

been significantly burdened with unnecessary administrative ddtails 

in the arose of personnel, fiscal and contract administration. The
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Iukmi should to* freed to #o»c«ttr#t ©a program natters and ©a 

those aspects of eaaagement vMch are essential to the discharge 

of their responsibilities, while the staff office# should be or­

ganised ao aa better to assist cad facilitate Boreas* operation# - 

within Of sideline* cad policy.

b. ^omunjcotlOUQ♦ Lateral and vertical cososwaicatim# have 

been entirely tMdoguate. Celled with the patters of erganisa- 

ttonal fragmentation, thia ha# accentuated the tendency to view each 

and every statutory authorisation as separate and inviolable.

CHKHBt C^fit&MIZaTXCH

Henry. Wayne, and I, and the Task Force, are is agreement on the basic 

features of a new organisation. The substantial growth in programs sapporting 

higher education and the emergence of adult education program now sake it 

possible to organise OK primarily on the basis of levels of education. X have 

determined ehat our three principal operating Bureaus should be organised around 

programs serving oloavmtary-oecondasy education, higher education, and adult edu­

cation. Thio will pewit the maximum concent ratioo of office resources in rela­

tion to the purpose# to be served by the authorising legislation. It should 

pewit us to attract and retain the highest quality personnel in the nation to 

fill boy positions in these principal Bureaus. Xt should clarify the nenes and 

functions of cor principal operating Bureaus, facilitate the relation# of the 

Office with the educational cossMaity, and reduce the amber of separate contact 

points for ussy of our clients.

The decision to establish a Bureau for adult education obviously poses a

difficult gnoetiee with regard to vocational education. Clearly, senpowsr
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training program should bo assigned to such a Bureau and 1 have ooms laded 

that vocational education would boat be housed there as veil. I think it would 

be wry euabersoew if such program were split between this Bureau sad the 

elegantary-secondary bureau. Furtherance, I believe that vocational education 

will increasingly become a subject of peat-secondary concern. Since I favor 

that development* I believe it would tee desirable for our organisation structure 

not only to reflect it but, indeed, to spur it on. While this arrangement will 

nabs the elemntary-sccondary bureau soaershat iueoaplcte, I have deterwined that 

we neat pay that price in order to achieve our other purposes. I will, of 

course, expect elec* cooperation between the two bureau# in regard to education 

program at the secondary level.

while our basic structure will reflect the lcvals-af-eduestion approach, 

I feel that practical considerations argue strongly for the retention of a 8a- 

tional Center for Xdoeatlosal Statistics • substantially a# now constituted, 

though absented somewhat by the assignment of survey functions now carried out 

elsewhere. Stuilarly, 1 believe we should have a genuine Bureau of Research * 

^ii^?®t1^^i ^^^ 1* tJttttIRttSSS Itt®^t l©)8t ^^R^ ®tJ^j^jlfejfc^^fei ^y 4td^^^^®8®ijt of research 

function# now performed elaawhere. This is required in order to increase greatly 

the strength and stature of OK personnel in developing a research program, 1® 

stianlatiag research activity, and la evaluating research proposals. At ths 

sans tine, X believe the internal organisation of this Bureau should include a 

general purpose research division and other divisions correspondls# to each of 

the other bureau# to ensure responsiveness to the needs of their prog raw#. (It 

way be accessary to conbtne higher education with general research for the tine 

being.)



It should he emphasised that, in as organisation m couples m thia ana, 

there is an any t© organise which will eliminate all problew of coordination 

and neatly package all aspects of our progress# within Bureau Ilses. Fer thia 

reason, 1 will expect to see freer sad wore thorough eowwnicatlons within 

and between our major organisations! units. We will alee have a continuing 

seed for strong staff elaseuts is a masher of areas. These Include program 

planning and evaluation* isfomation, legislation, and adainietratioa. I hose 

alee decided that a continuing and valuable contribution can be wade by an 

Office of federal-State gelations, we way alee establish a separate Office for 

Contracts and Construction Services, although this has set yet been determined 

finally.

Because it is clear that our international education activities cannot 

properly be organised within a single bureau voder our new structure, X hove 

detoradned that we will also need a /special aesiatas»£/ /staff offie^T for 

international education to ©verse® the performance of functions in this arsa 

by the several bureaus. X also expect to haw a Special Assistant who will 

support we in regard to wy enperviaios of the regional staffs. Finally, we will 

need, for at least a transitional period, staff offices in the areas of e«ptal 

education opportunities sad programs for education of the disadvantaged.

^WKM 3^3®«W®SR SEW QBCA&TZATIOiii ~JSSSX.>>»S.B^JX£S!SC&&£93a&S&>

The essential structure of the Office will be as shown on the chart, though

the enact titles of the bureaus are subject to revision. The division structure

shown on the chart is highly tentative so is the branch structure which has been

drawn up to support these divisions. X so asking the full cooperation of key

officials with the Task Force this week in refining ths division and branch
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at these levels. I would emphasise, however, that this tentative structure is 

based on one strong desire te break the stranglehold of organisation by statutory 

titles. Accordingly, I ergs that is our efforts to refine the proposed breech 

and division Streeters, we keep this conaidsratlmk in the forefront.

X util also appreciate no aggressive and imaginative approach by top 

staff reward identifying fustians which can effectively be performed in the field. 

The emphasis should be on delegating, wherever practicable, the power to sake 

decisions at that level • within policies and guidelines established by head­

butt era.

1 know that reorganisation is al wye troublesome and disruptive but, 

free tine to tine, it is essential. The President and the Congress have placed 

a heavy trust in us. We swat move Richly and decisively to couplets the new 

structure and get m with the job* l*n sure 1 can count on your full support.
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