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Prefatory Note 

l 
/1 

The proposed Plan of Organization submitted herewith is 

the Task Force Subcommittee draft of November 26 , revised to n\eet 

the views of the Task Force as expressed at the Washington meetings 

of November 26 and 2 7. I 
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Proposed 
Plan of Organization 

for:the ' 
I2epartment of Housing and Urban Development 

\ 

Cone1us10nsand Recommendations 

.... 
A. TheOrganization 

l .i Basic Obiectives 
I 

The establishment of a new Department provides an unique 
opportunity to create anorganizational structure specially de­
signed to enable the Department to fulfill its basic tasks and 
mission. 

The organization of the Department of Housing and Urban 
Development must be shaped to give the best possible administra­
tion to the specific programs entrusted to the Department, and to 
be resilient enough to flex and grow as new programs are confided 
to it, or old ones expanded and modified • • 

The Organization Plan must enable the Department to provide 
for full and unified consideration of the needs and interests of the 
Nation• s communities and of the people who live and work in them. 
Among other things, this means that it must recognize the integral 
relationship of the physical and social environments. At the same 
time, the Organization Plan must enable the Department to assist 

r \ the President in achieving that essential coordination of Federal 
. activities which materially affect urban, suburban and metropolitan 

development. The form of organization must be creatively fashioned 
to be hospitable to inter-governmental cooperation and to local and---· 

1 
private action helpful in solving problems of housing, urban develop­

· - - ment.and mass transportation, and, of course, the form of organiza-
- ·- - • 

•• I 

. tion must be such as to encourage a vigorous private homebuilding 
and mortgage lending industry. 

The ottotnm,ent of these oh1egt1yes w111require a reshaping 
of existing administrative patterns • 

., 
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· 2 • The SecretaryI -
I 

The proposed organization establishes a "strong" 
Secretary exercising unified control over his Department. 
He is provided with a strong staff structure which should 
enable him to perform effectively all essential management. I 
functions, including such vital ones as policy formulation andI 
control, program evaluation, development of standards and 
procedures, budgetary control and research.I 

In view of the importance of the Under Secretary and the 
Assistant Secretaries, it would assist in attaining the objective 
of unified control if the Secretary were ;tven a ■ iCJnlficant voice 
in the making of these appointments • 

3 • HeadquartersStructure 

Careful consideration has been ;tven to the respective 
merits of a "functional", as contrasted with a "divisional" 
(regional) type of organization. In the first, authority·runs along 
functional lines from several headquarters chiefs to their program 
counterparts in the field. Such an organization ts reminiscent of 

I 
!• operations under HHFA. In the divisional organization, head­...... 

quarters units would be utilized primarily as staff with responsi­
bilities which would include policy formulation, program evaluation, 
development of standards and procedures , budgetary controls and 
research. Responsibility for the day to day carrying oui: of programs 
and policies would be vested in strong Regional Administrators re­
porting directly to the Secretary through the Under Secretary. 

Consideration was also given to a part "functional", part 
"divisional" organization in which certain Assistant Secretaries 
would have line responsibilities reaching into the field opera­
tionally along functional lines, while other Assistant Secretaries 
would have staff responsibilities only. Such an organization has 
been discarded as depriving the Secretary of necessary staff at 
the Assistant Secretary level. In addition, such an organization 
would blur lines of command in that the Re;tonal Administrator, 
and those under him, would receive directives from more than 
one source. 

_.... .I 

The proposed Plan acceptsunqualifiedly the concept of o 
strong regional organ1zat1on with a direct line of command running 

( 

fl 
' 
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i 

from the Regional Administrator to the Secretary through the 
Under Secretary, This is most consistent with a strong unified 
Department with ultimate power and responsibility resting 
clearly in the Secretary I It will relieve headquarters units 
generally of responsibility for day to day operations and P[O­

yide the time and responsibility for vital staff functions' More­
over. aswill appear. such an organization will put the answers 
into the field where they belong. 

_Field Structure 

" ~ Day to day operations will be unified under a number of 
Regional Administrators . The Regional Administrator will be 
responsible for the effective administration o) Departmental 
policies, functions and programs in his region~ 

The Regional Administrator should be well paid and com­
petent. He should have understanding of and sympathy with the 
programs and policies entrusted to him, and should aa~ proved

ft ..,;

administrative ability. He reports to the Secretary through the 
Under Secretary. (See p. 9) 

Staff Organization and Personnel System 

Unification of control and decentralization of day"to day 
operations will require maximum consolidation of similar staff 
functions . Sound administration will create one unified Depart­
mental career system to replace the four or more separate and 
distinct "career ladders" now existing (FHA, PHA, FNMA and 
OA, including URA and CFA). 

There will be significant opportunities for economy and 
efficiency as like technical staffs are consolidated for recruit­
ment, training, promotion and operational purposes • The careful 
reexamination of differences in techniques between similar iro­
grams will be a very important consequence of this consolidation. 

Even more important, however, will be the effect of-staff 
consolidations in breaking down now obsolete loyalties to 
narrowly defined existing programs . It will become clear to 
Departmental staff that their personal horizons have been 
broadened rather than endangered by the basic reorganization 
recommended. __ 

----: 
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. . 
B, • Transfer and Coordination 

' 
of Federal Programs 

The transfer of a program or a function into the Department is 
not recommended unless control (as distinguished from coordination) 
is viewed as being important to the achievement of the Department's 
mission. Where such a program or function is severable, only that 
part is transferred into the Department as relates directly to the De­
partment's mission. The transfer out is recommended on the basis of 
reverse criteria • 

Since a Plan of Organization must follow substantive programs 
and functions , decisions on the recommendations will shape the form 
of the organization. 

1. Transfers1nto the Department 

(a) Community Action Programs • Community Action Programs 
of the Office of Equal Opportunity deal directly with the 
social environment of the City. Such programs could and 
would add important "human" dimensions to a Department 
that would otherwise be excessively preoccupied with the 
physical environment alone. Moreover, the Department 
with its funds, programs, and new status would lend needed 
strength and JrOtection to the Community Action Programs. 

' 
It is believed that the OEO programs must soon find permanent 
homes in Executive Departments. A number already have. In 
the Judgment of the task force, the Community Action Programs 
are vital to the performance of the new Department's total 
responsibilities ·and should be transferred to it. Under the 
law, the President has the power to make the transfer with-

/out more. . 
1 
' The Plan of Or~anization insures that Staff responsibilities 

for CAP are given to an Assistant Secretary. These will be 
his principal duties. When transferred, the announcement 
should make 9lear that in the President's view the transfer is 
positive and necessary to the performance and long range 
success of CAP • 

.-- I _, 
I 
I (b) Bureau of Public Roads. Metropolitan transportation planning 

must take into account and deal effectively with the 3 R's of 
transportatio,n--Road, Rail, Rapid Transit. Unless planning 
extends to all three, n~ serious planning can be undertaken. 
In this case~ coordination is a poor substitute for unified 
planning. / 
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It is therefore recommended that the policy determi~ation 
C 

of whether and where such roads should be located in the 
metropolitan area should be severed from the Bureau of 
Public Roads (where it has largely been unexercised) and 
transferred to HUD. The Bureau of Public Roads would re­
tain all construction and engineering responsibilities, as 
well as the funds . 

(c) Clean Air. Clean Water and Solid Waste Disposal, Clean 
air and clean water are essential to a modern metropolitan 
community. Water supply and sewage lines shape future 
suburban, and hence future metropolitan development. HUD 
now has some responsibilities for sewage and drainage &r0- .. 
grams . Air pollution has its principal impact in urban areas • • 

While it is recognized that other Departments have, and 
should continue to have, responsibilities in these areas, 
planning responsibilities with respect to metropolitan clean 
air, clean water and solid waste disposal should be dis­
charged by HUD. 

' 

(d) Veterans Administration Mortgage Insurance . The functions 
of the Veterans Administration with respect to Veterans Mort­
gage Insurance should be transferred to HUD. This function 
is still substantial ($3 billion in 1963, of which $2 billion 
was old and $1 billion was new), and will grow. It is parallel 
to the functions performed by FHA. 

2. Transfers Outof the Department - College Housing 

This is more suitably assigned to HEW. 

3 • Coordination of Federal Programs 

All other Federal activities affec-ting housing and urban 
development shall be coordinated under the leadership of the f 
Secretary of HUD at the direction of the President. This shall 
be done through a Council on Interdepartmental Coordination. 
The President will no doubt wish iromptly to issue an appropri-

•ate directive to the Secretary of HUD and to the Secretaries and 
Heads of other affected departments and agencies. It would be 
apirolX"iate for the directive to require a section on coordination 
of such activities to be included in the Secretary's aMual report. 
U the recommended transfers are accomplished, coordination will - . 
apply, among others, to FAA and EDA. 
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II. 

The Plan of Organization - Headquarters 

A. The Secretary 

l. The Secretary, as Head of the Department, has all of the 
ultimate responsibility and power that that implies. The 
iroposed organization is designed to enable him to be the 
Head of the Departm~bt in fact, as well as in name. 

' 
2. Attached to the Secretary's office is a cluster of general Staff 

functions: General pounsel, Office of Congressional Relations: .:
Office of Public Information, and Assistant Secretary for Admin­
istration. The Offi~e of Congressional Relations should be an 
effective vehicle for translating Departmental policies and pro­
grams_into meaningful Congressional and Legislative terms. 

' _, 
B. The Council on Interdepartmental Coordination 

As already stated, it is proposed to establish a Council on 
Interdepartmental Coordination to enable the Secretary to carry out 
his leadership responsibilities irt coordinating Federal activities af­
fecting housing and urban development. The iroposed Council will 
be principally at the Secretarial level and will consist of: Chairman: 
Secretary, Department of HUD; Members: Secretaries of Defense, 
Interior, Commerce~ Labor, and Health, Education and Welfare • The 
Council should also include the Heads of the FAA, GSA and HHLB. 

The Director of the Office of Economic Opportunity is not in­
cluded since it is proposed to transfer the Community Action Program to 
HUD. If this should not be accomplished, the Director should be on 
the Council. 

The Director of Urban Program Coordination (established by the 
law) shall head the Secretariat of the Council. 

c. The Under §ecretarv 
• 

l. The' Under Secretary, subject to the direction of the Secretary, 
is the Chief Operating Officer of the Depa~ent. All Regional 
Administrators will report to himmd he will.~ responsible to 
the Secretary for the achievement and coordination of policies, 
functions and programs that are operational. Through the field . 
forces, the Under Secretary must be responsible for the coordin­
ation of HUD pro~ams and coordination between HUD programs.

i \i--, c- ~~ • 

. . 
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and the programs of other Federal, State and Local agencies 
in the fleld. Although the certification and annual recertifica­
tion of workable programs will be decentralized to the Regional 
Administrator, the Under Secretary will have oversight respon­
sibilities with respect to this important control. 

2. Because of the inherent nature of a "one over one" type of 
organization, the Secretary should have a significant voice 
in the selection of the Under Secretary. 

D. TheDeputy Under Secretary 

1. The Deputy Under Secretary shall be responsible for policy form­
ulation, special demonstration p-oJects· and program evaluation. 
Since these responsibilities are vital both to future and existing 
p-ograms, and since these responsibilities relate to the functions 
and programs of the entire Department, it is felt that they should 
be lodged in one who is not on an organizational level with the 
Assistant Secretaries. The Deputy Under Secretary should, if 
possible, be paid as much or slightly more than the Assistant 
Secretaries and should be appointed by the Secretary after being 
personally satisfied of his fitness and qualifications for the position. 

2. Reporting to the Deputy Under Secretary shall be the Committee on 
Research which shall consist of the three Directors of Research who 
head the three Research Offices. The Committee on Research is pri­
marily a research coordinating group. (See p. 8) The Institute for 
Urban Development will also report to the Deputy Under Secretary. 

E. The Assistant Secretaries 

The Assistant Secretaries, together with the Deputy Under 
Secretary, should, together, constitute a strong, dynamic staff group. 
For the reasons stated in Article I, the Plan of Organization confers no 
line responsibility upon them. Within the programs and responsibilities 
delegated to them, or specially assigned by the Secretary, there is no 
aspect of the Secreiary's broad policy making responsibilities which 
should be immune to their searching inquiry. Ideally, they should be 

• regarded as a unified staff with close p-ofessional relationships under 
the leadership of the Secretary. If at all possible, the Secretary should 
have a significant voice in: their appointment. 

1. Assistant Secretary - Financial Assistance. The Assistant 
Secretary - Financial Assistance is also the FHA Commissioner. 
Under the Assistant, Secretary are clustered the staff responsi­
bility for the FNMAj, the Office of Mortgage Insurance (includes 

[ ... 't,CQ '- 4 (CS I;: o 40' .. )t)iQO,;; u -Q;; IEr;.
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the FHA and the mortgage insurance functions of the 
Veterans Administrat,ion) and the Office of Credit Policies. 
The Office of Credit Policies has staff responsibility for the 
programs shown on the Organizational Chart (Sheet 1) . These 
are primarily direct payment programs. It should be noted 
that the functions of the Public Housing Authority have been . 
separated and that staff responsibility for the financial aspects 
has been placed in the Office of Credit Policies under the 
Assistant Secretary - Financial Assistance . 

2. Assistant Secretary - Physical Environment. Under this 
Assistant Secretary have been clustered staff responsibility 
for those programs and functions relating Jrimarily to physical 
environment. Sheet 1 of the Plan of Organization sets out the 
details. 

3. Assistant Secretary - Social Environment, This Assistant 
Secretary has staff 1'.esponsibility for the Office of Community 
Action Programs broposed to be transferred from the Office of 
F.conomic Opportunity). There is also the Office of Intergro\l) 
Relations and the Office of Relocation Assistance. 

4. Assistant Secretary - Intergovernmental Cooperation. Under 
this Assistant Secretary are several offices dealing with inter­
governmental cooperation, including notably the Office of 
Technical Assistance and Information, which includes the 
clearing house functions of the Department. ,,. 

5 • . Research. A separate Office of Research has been established 
under each of the first three Assistant Secretaries. It is believed 
that the functions and programs of these three Assistant Secre­
taries are sufficiently disparate so that it will not be duplici-
tous to have three such offices. Indeed, it would be inevitable 
for the three Assistant Secretaries to have their own Research 
Assistants, whether exp-es sly so designated or not. However, 
to insure coordination between such offices, and to make certain 
that such facilities as a research litcary, for example, exist in 
common, the Directors of these three offices are brought together 
as a Committee on Research directly under the Deputy Under 
Secretary. 

Ii 
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III. 

The Plan of Organization-Field 

A. TheRegional Administrator 

1. The Regtona.1 Administrator reports to the Secretary through the 
Under Secretary. He ts, therefore, the Chief Operating Officer 
for the Region. All policies, programs and functions of ·the 
Department that are operational in his Region are unified under 
him. This would also include special demonstration projects. 

'2. Clustered under him are such positions as Regional Program I 

Budget Officer; Reotonal Assistant for Public Information, and 
Regional Assistant for Administration. 

3. The ideal Regional Administrator will maintain close and ef­
fective relationships with Senators, Members of Congress, and 
State and Local Government officials from his Region. It would 
be expected that by virtue of his character and ability and the 
delegation of power to him, such officials would be content to 
deal with him in the great preponderance of instances without 
resort to Washington. 

I 
4. Under a divisional Plan of Organization, the operational success 

I
of the Department will depend principally upon the quality of the 
Regional Administrator. He should be carefully selected and well 
paid. The policy formulations at headquarters should of course 
be sufficiently detailed so as to insure relatively uniform applica-

•tion nationally. However, uniformity should not be obtained at 
the expense of the judgment and discretion of the Regional Admin-
istrator. It will be

1 

the responsibility of the Secretary to make 
certain that the natural inclination of headquarters staff to control 
oper'°ations through overly-detailed policy formulations is not 

__.!..-- ; 9iven such scope as to deny to the Regional Administrator the 
responsibility and opportunity to exercise judgment and discretion. 

I 

s. Considerable authority will be vested in him through the power 
which he should possess to certify and annually to recertify 
workable programs. His exercise of this power is of course sub-

' ject to policies· to be given him and to the oversi9ht responsi-
bility of the Under Secretary. 

I 

:-r 
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C •. • 

~ 

Programs (Coordinators Geographically _As signed) 
I \ 

Attached to the Regional Administrator is the 0ffice for 
Coordination of Departmental Programs, with the Coordinators being 
geographically assigned. Every local community having a HUD pro­
gram will be served by a Regional Coordinator. He is the point of 
contact between the Regional Office-and the metropolital\. area, in­
cluding the local communities within the metropolitan are&. ~From the 
drawing up of required plans, to the preparation of applications, to 
expediting their review by the Regional Office Staff, to checking on 
the execution of projects , the Coordinator advises, guides and stimu­
lates the local community into taking advantage of Federal urban pro- • 
grams. At the same time, he assists these communities in meeting 
requirements for such Federal aid. 

Although based physically in the Regional Office, the Coordin­
ator will spend a good deal of time in the metropolitan area or areas 
he serves. 

Assistant Administrators 
I 

Four of these Assistant Administrators are the program and 
operational counterparts of the four Assistant Secretaries. The fifth 
Assistant Administrator carries out in the field the inderpartmental 
coordination functions discharged at headquarters by the Council on 
Interdepartmental Coordination. He will undoubtedly be assisted in 
this by the Director of Urban Program Coordination, who heads the 
Secretariat to the Council. 

It will be kept in mind that other Federal programs will be in 
. Departments or Agencies where decision making will not be as de-

1 centralized as is proposed here. Hence Regional representatives of 
.. such Departments and Agencies will be referring coordination matters 

1 raised by the Assistant Regional Administrator to Washington for de­
cision. It is important that this not be permitted to recentralize HUD 
functions in Washington and that HUD decisions are kept in the field. 

,r 
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........ • 'tHE COMBINED EPPORTS 01' OUR NATION 1 8 PRIVATE HOUSDlQ < 

., ... . . ... •. •.·· • .• XNDUSTRYJ\lm !'BB FEDERAL' GOWRNMEN'l' aw BROUGHT ' • 1,' 

• • ADOUT 'l'HXSt YEAR RF.MAlU(ABLE ACHIEVEMENTS 'l'OWARD .'J.'BE. .Is •.• 
• '4• .. SOLUTION OF OU1\B0USINO AND COMMUNITY PROBLEMS. . 

' ' . . 
I .. , . 

. ,' . ·• ·_· ·-·:• . THIS ADMXNXS'l'M'l'ION HAS WELCOMED 'l'HE SUPPORT GIVEN BY 
t. '.•. • ... :~· .', YOUR. NATIONAL E0t1SINO ASSOCIATION TO OUR LEGISLA'l'IVB • • I 

. . . 
' ,1. 

• ' 

i • 

., . 
·: • ·.. 

.. .. . ,.
I '' .• 

.;'. '' 

. ,,.,. 

. . .• • :~ • ;·. . PROPOSALS WHICH RESUI/l'ED Dl 'l'Im SUCCESSFUL CREATION OF 
.... , · ·, . :-, • 'l'BB J>EPAR'l'MBR'l' Oft HOUSING AND tmnAN J>BVELOPMEN'l' AND Dt 

, -~ :, ,:···,· '1'HB BOUSDQ Alm 1JIUWt DEVELOPMIWT A.Cl OP 1965.-
.' I • • 

• · : -·, . , '. • : . MANY 01' '1'HB WISE SUGGESTIONS OF mua MEMBERSHIP WERE 
.,. ,. • • •. : : •. • · XNCORPORATBDD1'1'0 BO'l'H PROGRAMS. NOW'WBMUST GO 'l'O WORK 

- : ,. ·: • ·i. /· m MAICB 'tDM EPl'ECTIVB. X AM CONFIDEH'l' 'mAT ONCB AGAIN • 
I CAB coum OM W>UR-VXGOROUS SUPPORT. 

PLEN3B AC°'ft MY CONGRATULATIONS i'Ol\ 'l'l-IE WISE LEADERSHIP 
•• WHICH YOU All'D>YOUR OTllER. OFFXCDS -·UaaRY~H, 

LBOB~ AND LLOYD~ - BA.VB SBOWllt J>~G 1965~ 
MY irova. svc:assoasSVSTADI Youa GOOD WOIUC. ., .. 
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• 
--Dear Ml'. KlutMlcka, 

Today'• ubulaaUoa 1i&a~rou;ht IIAlciu and uparalle1-4 ; . 
l' 

probl•m• fol' the people of ou land. Ally av.cc•••flll 
atop toward lhelr aolv.do,a demand• &heat1-011geat po••lW. 
pa.r&Aereblpel pnrmneot. b11alDo••• ao4 prlTata cidMUe• •. 

-~ • • 

Ollr na&loA'• baaln••· ucl lnd111tdal loader• ... a proad•. • 
...... neni •rako lD Ibo lu&11n of our urb:u. cou&•r•• ADc1tho 

. ACTION Cov.ndl bae, throa~t tho rear•, 1oup& •ll•o• 

. tlTely &o rel&erah &he anoanlna of thl• atuo ol Azurlc&'• 
bum••• commllDkf la Ille wellu• of b•r dU.•• ' 

Thi• eympod,m will de amch to fllrthar Cbl• ea.ore. AA4. • • 
1 bop• &ha&ii .,m •lDI .. ~loNI' to aobiD1 Iba cballapa . 

1 

. '. 
of oar Um•• • 

I _look·f.onran WW. &Alu••• to afflnl tile report, oa JOU 
·, · CODClllaiou. TOIi baw •r warmwlabea fol' ff91T allOMle 

All,... •W.••11••• : 
,,,. 

,I. 
. '

. 
"• 
' 'I ..

,I· 
.,.!' .. . •.. 

I • • t ·L7n4on D.·. Johnson'. • 

.··:.. . . . 
. . . ." I . ,, . \:'. . .. ., •,, .)( 

. ·, , '•• ..• •'.-....; . Ml'. Pblllp Klaa&alllcls 
' ' . Preeluou '• 

I 
' 

. ..' .' • ' ~ACnON Coucil "'- Bette• C:-ldea • 
Sborabam Hot•I 

., -;. W~D.C,. . • 
.. 

, . LBJ':.JHM:EH:mb . • 
,·.

I • 

•• C:CaMr • .1-•• :U.0,.H. CFo • ~ ..., .. 
,, ~- . • Mr•• &oberu/P& Valt/Mr. BU1 Mopr• .. . . ·,. . ., I. . . . . •.. 
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CHICAGO' ANt· NORTH WESTERN RAILWAY COMPANY .' •
400 WEST MADISON STREET. CHICAGO 8 

acN w. HCINCMAN December 7, 1965 
CNAl•MAII 

I 
I 
I 
I 

Mr. Chester Rapkin 
1321 H Street, ·N. W. -Room 112 
Washington, D. C. 

Dear Chester: 

I am enclosing herewith ten copies 
.. of the Task Force final Proposed Plan of ' 

Organlzatlon. '1 t-\\J,l> 

Beat regards , 

Enclosure 

• 

. VIA AIRMAIL 

I 
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EXECUTIV~ 
SENT ~~170 ·(w:-· 

~WliCA /ll2./J7-.3 
. 

1'Yr;DEC8 22 26 
'EEA417PP WTEl~ 
DE WTE 629 ... .,,....,. C:l 

FROM: Hl\'YES REDMON 
c.J" 

C'::::> ~ TO : BILL MOYERS '<> CJCITE: WH5 ~597 
~?-

UNCLAS cP 

DECEMBER 19658, 0cJ' .~ . 

MILT SEMER CALLED ME Al30UT THE FOLLOWING: HZ NEEDS PROTECTING 
SINCEm: SAYS HE IS UNDERCUTT.ING PEOPLE BY BRINGING HIS OWN 
Ir TO OUR ATTENTION. 

IT IS A PRESS RELEASE ANNOUNCING A NEW HUD PR03RAM. HOWEVERi 
MILT SAYS THIS PROGRAM·COULD A NEW ORGANIZATIONAL ALSO 8£ CONSIDER~D 
STEP FOR THE STILL FORMING DEPARTMENT.SINCE THE ORGANIZATION 
OF THE DEPARTM?NT· UNDER DISCUSSION, MILT QUESTIONS IS NOW 
WHETHERWE WISH TO COMMIT OURSELVESTO THIS PROGRAM. HE 
REQUESTSYOURCLEARANCE. • 

I AM SENDING A COPY OF THIS TO HARRY MCPHERSON 

.DRAFT·PRESS RELEASE •• 

~HE NEW.DEPARTMENT AND URBAN HAS A NEW OF HOUSING DEVELOPMENT 
PROGRAM AIDSTO HELP CITY OFFICIALS MAK£ FULL USE OF FEDERAL 
FOR THE LONG-RANGE OF URB~N AREAS. DEVELOPMENT 

HOUSING'AND HOME ROBERTFINANCE ADMINISTRATOR C. WEAVSR 
ANNOUNCEO NEW DEMONSTRATION ·THE OEP.4R.TM£NT'S CITIES .PROGRAM 
AND"SAIDTHE FIRST TWO CITIES TO-BENEFIT FROM IT WILL BE DETROIT 
ANO NEW HAVEN, CONNECTICUT. 

MAIN P.URPOSF; OF THE PROGRAM THE :::NCOURAGE IS CIT·IES TO DEVELOP 
CAREFULLYCOORDINATED.PACKAGES PROGRAMS·OF SPECIFIC IMPROVEMENT 
OVER A IWMi3EROF YEARS. PL4MS CAN COVER MASS TRANSPORTATION, 
URBANBEAUTIFICATION INCOMEAND OPEN SPACE, LOW AND MODERATE 
HOUSING' CODS ENFORCEMENT' .SEWERAND WATER FACILITIES, NEIGHBOn:rnoo 
CENTERS, AND OTHERS FQR WHICH THE DEPA~TMENT CAN PROVIDE ASSISTANCE. 
THE NEW APPROACH ~ILL HELP LOCAL OFFICIALS COORDINATE THESE 
PROGRAMSWITH THOSE OF SOME OTHER FEDERAL pEPARTMENTSAND 
AGENCIES. • 

FOR EACH CITY THAT DtVELOPS .A COORDINATED OF IMPROVEMZNTS, PACKAGE 
• ·THE DEPARTMENT HEADQUARTERS.WILL ASSIGN ONE OFFICIAL FROM A REGIONAL 

OFF'IC~ TO HELP LOCAL OFFICIALS COORDINATE THEIR PLANS. THE 
CITIES WILL BE ENCOURAGED DESK".TO SET UP A SINGLE "URBAN 
RESPONSIBLEDIRECTLY OR CITY MANAGER.'S TO THE MAYOR'S OFFICE AND 
TO WORK WITH THE ASSIGNED FEDERALOFFICIAL. 

"THIS NEWAPPROACHAl~S AT TWO BASIC GOALS," ADMINISTRATOR SAID.WEAVER 
"FIRST IS TO GET THE MOST EFFICIENT POSSIBLE USE OF FEDERAL :UNDS 
FORco~~u~ITY ASSISTANCE. SECOND IS TO MAKE MOREEfFECTIVE, 
T1

•. T•:--· ·:: (H" .ti r.rTy•s ·n1o1NOB-Jt:CTivr-s.THF I'.11PA~TOF ~ F'ULL ~~~,,::~ 
. . .--~ - ---;;......;:_.;'--'--~.;....._;;,..;...,,..:;.;.;..._..;,:.....;.,~~---~....,::.::;;.;::.,_.:.:..:..:.::_:..;:__ ___...__....,. __ 



: • Ip' : .: g : ci 

. . 
THE~~'•I PROGlH, 1 IS /\LL RSADY T.O GO IN NEliJ HAVENM!D DETROIT 
THL> w:::r-:1<-. OFFICIALS1•.IILLDE IN BOTH CITIES THURSDAY,DEPARTMF:I\JT 
D-~C~•:MP,F.RQ, TO WflAP UP FINAL, DETAILS FOR THE COMPRF.HErlSIVEPROGRAM. 
/\ NU~mEnOf OTHER CITIES, ·INCLIJDING/\TLANT/\, PITTSBURGH, O!<LAHO:·:A 
CITY, DENVER, MINNEAPOLIS, AND HONOLULU, ARE NO~ WORKING WITH • 
DEPAnTMENTOFFICIALS TO PULL. TOGETHER VARIOUSCITY PROPOSALS 
SO THAT THE DE'MONSTRATION CAN BE LAUNCHED. PROGRAM 

NEW HAViN, WHICH HAS LONG 8iEN A ~RAILBL~ZER IN UR8ANDEVELOPMENT,
HAS PUT TOGETHER A FOUR-YEAR IMPROVEMENTCOMPREHENSIVE PROGR/\M.
IT INCLUD~SPLANS TO PROVIDE 1,82~ MOREHOUSINGUNITS FOR LO~- AND 
MODERATE-INCOMEPERSONS UNDER SEVERAL HOUSINGDEPARTMENT PROGRAMS. 
MOST OF THESE WILL ai;: NEWLYBUILT, OTHERSREHABILITATEDAND SOME 
LEASED ON SCATTERED SITES FROM PRIVATE OWNtRS. 

NEW HAVEN ALSO HAS PLANS FOR Cl) PURCHASEOF OPEN SPACE FOR 
SEVEN CITY PARKS, C2) REDEVELOPMENT PARKS,OF TWO OLDER SMALL 
C3) BEAUTIFICATIONOF THE HISTORIC "NEWHAVENGREEN,"C4)
DOWNTOWNLANDSCAPING,(5) CENTERBUILDING A NEIGHBORHOOD IN THE 
DIXWF.LLAREA TO HOUSE SUCH ACTIVITIES AS OPERATION HEADSTART,
DAY CARE, HEALTH PROGRAMS,AND SENIOR CITIZEN RECREATION, AND 
C6) REHABILITATIONFUND GRANTS TO LOW-INCOME HOMEOWNERS. 
IN THR~E URBAN RENEWALAREAS. 

DETROIT HAS SUBMITTED A.COMPREHENSIVE EMBRACINGPROGRAM NINE 
M'JOR .ELEMENT~ TO BEGIN WITH. THESE ARE: • 

1. A NEW FAMILY CENTER FOR BUTZEL JUNIOR HIGH SCHOOL COMMUNITY.· 

2. A BROAD-GUAGE PROGRAM IN THE BUTZEL CODE ENFORCEMENT CENTERED 
AREA. THIS WILL PROVIDE LEVERAGE FOR THE CITY TO BRING 

•REHABILITATION,REL,OCATION HOMEASSISTANCE, AND LOW-INTEREST 
IMPROV!MENT SINGLE SECTION OF THE CITY. LOANS TO.BEAR IN A 

3. BEAUTIFICATIONOF THE CIVIC CENTER AREA. MAJOR BUILDINGS HAVE 
SHAPEDT-HE AREA, AND' NOW THECITY PROPOSESTO LANDSCAPE AND PAV'Z. 
THE REMAINING OPEN SPACES~ 

·4. BEAUTIFICATIOn TO BELLE ISLE BRIDGl, GATEWAYO~ APPROACHES 
~o THE CITY·s CHIEF RECREATION FACILITY. 

5 •. TREE PLANTING TO HELP REPLACE NEARLY6,000 BLIGHTEDELMS 
WHICHMUST BE REMOVED. ~ 

6. IMPROVINGAND EXPANDING THE CITY•s 'SYSTEM OF BASEBALL FIELDS, 
TE~NIS COURTS AND OTHER RECREATION PLACES. 

7. ADDING OPEN SPACES ON A COMPREHENSIVE BASIS.MORE CITYWIDF.:. . . 

3. PROVISION OF MORE HOUSINGMODERATE-INCOME IN 'THE UNIV~RSITY 
CITY DEV~LOPMENTAREA. 

• ' 
9. BUILDING ABOUT 1, 0~0 NEW UNITS OF PUBLIC HOUSING, MO~TLY Foh:r_.'·• 
LARGE.LOW-INCOMEFAMILIESANO THE ELDERLY. • n· . . . 

t. 
DTG: 0'.3213 1 Z DEC 65 \ 
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EXECUTIV£ • 
, I, 

F&/1o (!j) 
,<.,,,. ,.Decem~r 8, 1965 F I 

•(' O· /.~./ I ! . 
_:;_ N k.,,.,,,,,/,. lftt I I 

r~.ArhoN~ 4Ntl Tr..!~7,,.rlTO: Titt PRESIDENT 

•.FROM: Jack a.ralenti • /'r 
f>y-r.-tt/ta~/!"'4/l l>'lI·led,",.,i, 

/~ K 
1. Jl it la true, a• reported in the papers, that Robert Kintner b 

leaving NBC, why not consider him £or the post of Secretary 
of Housing and Urban Development? Or Under Secretary?

f 
I 

. • / 

[ 
,. 

2. Leonard Goldenaon want• you to know that the merger of ITT and ABC 
will not change one iota the management of· ABC and the networJi 

. \ . . . 
will c~~ue under Goldenaon'a leader•hip. ",11t11r.n~n ...1 l,-ad(";,d/'1 f.ci. 

i 3. Have just received this message from Barbara. 
:,<.
w,._rd who bin 

India: "Have read English langugge press every day for last week. 
See little trace of attack or criticism of President. On thef 

f contrary recent thoughtlul TIMES of India special article explains
r 

Washington outlook with care and sympathy. Ha.ve also discussed 
-forthcoming visit with moat member• of cabinet, including Prime 
:Minister and found only expectation, intere•t and: goodwill." 

.. 

i..
. 

•
. 

• 

l'lothing else aent to / , 
] , ,1., -·· • ··' ~ •~ •A!lt ot .1...µ;J6t j)'"\; - .,; • • . 1-0 
·-----,.-- .........--~----...,......,._-.,....._._--,,.----------- .......--~·:r. ___________ , 
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. Read that to Bill Moyers. 

rrtS7-e -·~ <Lt r. 

• 

We don't want 
• in the matter, 

I . ' 
I 

what h~ppened. 
. 

LBJ/mf 
ll!"S-65 

1:,op 
~ 

,.' 
·t 

I 
f 
i 
f 

' ' 

to be defensive 
but he ought to see 

f~'f.ih ~/J~ 
11:1.r~ 

I 
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~ • ( ,✓ ' ~ Received : Washington Cornmc~n: 
;) /_A.// f 11:03 A.M. Wednesday 8 December 1965 

;,/~2 . / Received:: LBJ Comcen: 
UNCLAS. . /I' _:----6 • 11:14 A.M~ Wednesday 8 Decerr.b~r i96S 

C.~I"/' J✓ 6 DECEMBER 1965 ' . .8,
TO: THE PRESIDENT 
FROM: JACK VALENTI 

1.- IF IT IS TRUE, AS REPORTED· IN THE PAPERS, THAT ROBERT l<INT;~ER
IS LEAVINGNBC, WHY NOT CONSIDER HIM FOR THE ·POST OF SECRETARY 
OF HOUSING AND URBAN OR UNDER DEVELOPMENT? SECRETARY? 

2. LEONARD WANTS THAT THE MERGER OF ITT AND GOLDEN,SON YOU TO KNOW 
ABC WILL NOT CHANGE ONE IOTA THE MANAGEMENT OF THE ABC AND 
THE NETWORK UNDER S LEADERSiHP.WILL CONTINUE GOLDENSOW 

3. H~VE JUST RECEIVED THIS MESSAGE FROMBARBARAWARDWHO IS IN 
IMDIA:" HAVE LANGUAGE DA¥ FOR LAST READ ENGLISH PRESS EVERY 
WEEK.SEE LITTLE TRACE OF ATTACK OR Cfl!T IC ISM .OF PRESIDENT. ON 
THE CONTRARY RECENTTHOUGHTFULTIMES OF INDIA SPECIAL ARTICLE 
EXPLAINSWASHINGTON ·UITH CARE AND SYMPATHY. ALSOOUTLOOK HAVE 
DISCUSSEDFORTHCOMING OF CABINET, VISIT WITH MOST MEMBERS 
INCLUDINGPRIME MINISTER AND FOUND ONLYEXPECTATION,INTEREST 
AND GOOD1.-.'ILL." • • 

-
DTG: 081703Z DEC.1965 
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HOUSING AND HOME FINANCE AGE~et rv~¥IJ ' 
OfflCI 01 THI Al)NJNISTRATOB • W A811JHGTOX, ,·I D.C. ,20410 

,. , 
t 
r. , ........... A.•IAIIIN--• 

hlllle ....... M .. ....._Un 
I , 

, ...... ......_ ......... A,11111 ... f0- ••• .,, ........ Mal ......... 
Ulliae ..._- Ad I Id n-■ a i 

I • 
,.,_.... 

. Honorablo Lawson B, Knott, Jr. 
Admlru atrafor 
Coneral Scarvlcea AdmlnlatratlOG 

, .. __ Washington, D, c. 20405 
.• , • " .. , 'I 

' . Dur Mr. ICnottl ' 
Thia la ln response to the memorandumof Decembor 2, 1965, to 
Head• of Departments, from the Hon"rable Joseph A. CaUf4no, Jr.·, 
roquutlns in!ormtion on eatlmlltod usa in 1966 of varloua mator• • • 1 
lala under·Federal or·redorally•asslstad prosrmu. I ...... I 

I ,,v,,/ ~-.,< d. ~-"-' I . 
,.1 am aubmlttlng tho enclosed r~ort of 111Qter1ala oat1m4ted to be I 

used ln calendAr yur 1966 by contractors who wlll purchase i 
: 

flnlabod product• entailing such moterlala ln connection with 
boualng 4Qd pw,llo f4ollltioa projects recolvlna flncmclal aaai•• 
tanoa \11\du tlae programa of tha Public Houalna Adm1nlatr41t101\ and 
tu Coam~ltJ Faollltlu Admlnla.tratlon_ of thla ~t. 

· Sincerely youra, 

I J'/j~t!;_cv1f_/.pm,W 
·; ' 

if1"\, &obert c. Weavu- .. , 
·U· ·Admll\latrator : 

, ,,. 

•. ' 
~ 
• I 

\..• ' 
\ ., 

... 

I 
! .. 

... 
-4 
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MEMORANDUM TO BIJ..L MOYERS: 

FROM: HAYES REDMON 

Milt Semel' failed me about the following: He need• protecting 
aince be ••Y• he ~• undercuttlng bl• own people by brln1ln1 it to our 
attentloD. 

It l• a pr••• relea ■e announcin1 a new HUD program. However, • · 
Milt ••Y• tbi• program could al•o be con ■ idered a new organizational • 
•tep· lor tbe •till Iormina Department. Since tho organisatlo, of 
·the -Department l• now UDder dlacuaaioa, Milt que ■ tlona whether we 
wlala to commit ov■ elve• to till• program. He re,ue•t• your clearance. 

1 am ••iMIID1 a copy .of W• to Harry PcPher•on. • . 

.,... . . 

·' 

!I ~/l~ 1 ofhin. IllCl 
1
B, ~ ~:ao sont to 1,ILl!:..7 

'ii control .-1los 03 ot ____ 1!'..J:!! 

..,.._.,....,.-:-------.,...~~·--i_·______ w___-,t------ .. _,_._,.______ ·} 
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• . . -··DRAFT PRESS RELEASE 

'Die new Department· of Housing and Urban Development·has a 

new program to help cl ty officials meke full use of Federal alda for the 

l.ong-renge development of urban areaa. 

Houaln; and Home Finance Adminlatrator Robert C. Weaver 

announced the Department•• new DemonatraUon Cltl_ea·Program and said 

tbe first two clU•• to benefit from 1t will be ~troit and Ne_w Haven, 

•• -4. ,.. ·~·ConnecUcut. • . .'.,, 
. . 

, . . •• . . M41n purpose of the program la to encourage citlea to develop 

• carefully OOQC'dinatadpackage• of apecWc improvement ~rams over • 

a number.of yeara. Plana can cover maaatranaportatlon, urban 
. ' 

beauUficatlon and open apace, low and moderate income houalng, code 

enforcement, sewer and water faallltloa, neighborhood ~enters, ond 

othera for which the Department can provide 4aaiatance. The new 

approach wW help local officials coordinate theaa programs with those. . 

of aoauaother Federal departments .and agencies. , • 

For each city that develops a coordinated J>c'Ckageof improve• 

menta, the Department will 111signone official ~m a regional head• 

quarter• office -to help local offlcials coordinate thoir plans. 1'ho citioa 

wtll be enoouraged to ••t up a single "urbon desk" responsible directly 

to_the mayor•a or city manager•• office and to work with the assigned 

Federal officlal. 

I 

I 
, I 

I 
I 
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"Thi• new approach alms at two haalo goali," Admln11trator 

Weavoraa1d. 11Plr1t 1• to get the most ef!1c1ent· Possible use of ••·: 

Federal fund• for community aaalstance. Second 11 to make more 

effeoUv•• 1n term• of a city'a own obJactivos, the impact of a full 
. ~ 

range ol. Federal aida ... · 

• the new program 11 all ready to go_1n New Haveo and Detroit . 
' ,'~ ' •·.••r 

this week. I)epartment official• will be 1n both C1Ues 'lhursday, DecembGr 

9, to wrap up final detail a for tho comprohenslve prOCJl'am. A numbor • 

of other c1t1ea, Including Atlanta, Plttaburgh, Oklahoma City, Denver, 

MiMeapolla, and Honolulu, u-o now working with Department officials .. 

to pull together varioua clty proposals. ao that the demonstraUon progra_m 

. ,·can be launched. 

•• • • New Haven, which bas long been a tra1lblazer·1n urba., develop-

' 
ment, baa S,Uttogether a four-year comprehena1veImprovement progmm~ 

It lncludea plan• to provide 1,820 more houa1ng units for low- and •• 

moderate-Income per1on1 ·under several Department houainCJpro9ram1 •. 

Moat of thaae·wtll be newly built, others reh~billtated and some leased 

on acettered 1ltea from private owners. • ' ' ., 

' 



. . . 
,. . 

,· ·r 

. . .. 

New Haven also baa plo1ns for (1) purchase ofopen space 

for seven clty parka, (2) redevelopment of two older small parks, (3) 

:beautlflcatlon of the b1at.orlc 11New Haven Oteen," (4) downtown land• 

scaplng, (S) l>ullding a neighborhood center 1n the Dixwell Area to house· 
, . 

auch actlvitles aa OpenaUon Headstart, day care, health programs, 

and senior citlsen recreaUon, and (6) rehabUitaUon fund. grants to 

low-Income bomeownera 1nthree urban renewal area, •.. 

• • ... Dotroit baa aubmlttad a comprob<3nsive program embracing nine' .. . 

'1 ...major elements to begin with. . those aro: 
I 

1. A naw family center for Butael Junior Hioh School Community. 

2. A broad-<luaqe coda enforcement ~•m centered in the , 

•Butael area. 'lbla will provide leverage for the city to bring rehabilitation, 

relocation aniatanca, and low-interest home improvement loans to bear 

__-~ a single section of the city. 

3. Beautlficatlon of the Civic Center area. ;!aJor bu1ldin9s 

h~ve shaped the area, and now the city proposes to landacapa and pave 

the remaining open spaces. 

4. BeautlficaUon of approaches to Belle Isle Bridge, gateway 

to the city'• chief recreaUon facility. I 

I 

I 
.J 

I 
I 
' 
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S. ~ plan Un; to help replace nearly 6,000 blighted elmii • 

which must be removed. • 

a, Improving and expanding the city'• 1yatem of baseball 

flelda,· tennla courts and other recreation placaa. 
I

7. Adding more open apaoea on a co~prehenalve c1tyw1d• 

. 

baala. 

a. Provlalon of more· mode 
. 

rate-Income boualll; ill 
. 

the University 

. City deve~pmont area. 
·' 

9. Bulldln; about 1, 000 new units of public housing, mostly 
t,• . 

~ 

•. for large l9W-1Doom• famWea end tbe elderly~ 
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MEMORANDUM: L.r;:;. 

THE WHITE HOUSE F?/~O ➔ 
-;ca= I ?P - ;pWAIIIINOTON 

;=tt-/7~~-. 
December 9, 1965 ;:+/~t,-.t; 
Thursday - 9:45 a. m • ~ts=-//-✓.:>--

. .• 
FOR THE PRESIDENT 

1 • 

• 
'I 

The cities gro,-ip ia coming down to the wire. Ita two moat important 
recommendatic;ms will concern HUD organization and the. Reuther-. .,
inapired demonatration program. 

Organization: Attached is the final version of the organizational 
charts, the first for Washington, the second for the regional offices. 
The report will provide clear and concise reason■ for thia arrange• 
ment. 1 will mention only two aspects of it. • • 

a) The Secretary and Under Secretary are to run the operation· •• 
in fact as in name. Regional administrators will come to them for 
instruction•• The Assistant Secretary for Financial Assistance -- .. 
the FHA and FNMA man -- will therefore serve as staff to the 

. Secretary, not as the un-guided operator of FHA in the field. The I • 
purpose of this is to .make HUD a coordinated agency with a social • 
as well as a brick-and-mortar purpose. .Althdugh moat people in I I

the present HHFA work for FHA, the taak force is determined to 
prevent an FHA take-over. So the FHA mania only one of four 
aeaiatant aecretariea. The home builders and aome members of • I 

Congreaa may grumble at thia; but it will have atr'ong aupport on I 
the Hill. McNamara like• it. . ) . 

• ... lt4r/l,;/ • • 
b) Community Action would be taken out Qt'Poverty and placed .d 

in HUD. This move was sponsored by "Reuthe ✓and~einema~~ 
- two reasons: to give HUD an active social agency that would challenge 

the re st of the department, and to give Community Action a strong 
base of organizational support. Kermit Gordon dissents, and 10, 

at last·reading, did Whitney'Young, although not so vigorously as 
. Kermit. Kermit feels this is putting too much under the wing of 

a new department; Whitney fear• for the safety of Commum.ty 
Action if it is absorbed by banker ■ and mortgage·men. Obviously 
there are· considerable political consequence• to tbia question, 
either.way it ia answered. 

·- -~•~· r"!*.... .._ ________________ _ 

https://Commum.ty


'· -
1. 

... 

r u ± 

-♦----....... --~----- H • ....... 

"'fell him that I 
do that and work 
submit it to me 

agree 
with 
11 . 

to it - -
him and 

and 
then 

to 

cp 
• LBJ/vm 

lZ/11/65 
lZ:20 pm 

I 



JC'v, ,..,r. u·--....... 
....,.., .,. - ' t , ' .le; 

THE WHITE HOUSE 

WAIHJNOTON 

December ll, 1965 
9:00 a.m. 

MEMORANDUM FOR THE PRESIDENT 

. FROM: Bill Moyer/Jvvv- . 

.It is apparent that· money for the new programs to help our cities 
., ·meet their urgent needs is going to be limited. There will also be 

fewer new proposals for u~ban action in the 1966 legislative program 
than would be desirable under other, more normal circlUllstances • 

... 
These difficµlties, plus the delay in organizing HUD ancl the 
postponing of action on a new Secretary, may create (a) sharp 
criticism in the new year from Congress and columnists, and 
(b) political liabilities in the urban centers where expectations 
are high, perhaps unrealistically high. 

There is a way to offset these difficulties and, in fact, to take the 
initiative in meeting them. That would be to announce in one fell 
swoop, and perhaps in the State of the Union message, the appointment. 
of all eight of the top officials of the Department. Coming simultaneously 
with announcement of the organizational plans (the grollp set up to suggest 
these plans is doing a superb job), this action would demonstrate 

.. the results of the long delay in setting HUD in motion, take the onus 
from the attacks 
and reveal juet 

To dribble these 
serve to prolong 

and criticisms 
how much time 

appointments 
the criticism 

Each one of these eight appointments should.be first-class. By 
sterling appointments again the criticisms of "delay" and "incliffcrcncc 11 

can be offset and the advantage kept. If you choose Robert Weaver, the 
- --remaining seven should all be "junior Goldbergs" -- men who, at ____y_o_u_r 

liehest, leave prestigious public or private work to take this assignment. 
Hopefully, some of them will be young, new faces, for there is a real need to 
bring to HUD some of the zeal -- coupled with sound, tough executive 
management •• of the New Deal days. 

,. 

that are inevitable unless we do more, 
and effort you have given this task. I 

out over a period of time will only 
and restlessness. • 

___,, 

https://should.be


·- .... 

I hope you will direct John Macy to put together a package of 
appointments for your consideration soon and, hopefully, for • 
announcement in the State o! the Union Message. 

·'. 
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December 13, ·1965 '.. 

"'., I 4 

FOR JOE CALIF ANO 

The cltie• group ha• concluded its work. A numper of 
■ ubatantial change• in the Woods-Haar draft were made 
yeaterday, and a few minor one• were made in the 
organlzatit)nal chart. Woods will ~e!ine bia paper today; 
I will send it to member• tomorrow for comments; tho 
final veraion■ of both program and organization will be 
ln my haDd• for tran■mittal to the bo•• by Friday or 

:Saturday. • 

• Ribicoff made a good contribution ye•terday. Hi• main 
concern. however, will probably not be reflected in the 
report. ~ ha■• a practicing politician's fear of a "conteat" 
in which some cltie• win,· and other• lose. He was inclined 
to escalate' & demonatration program into a come one, come 

· all :program;. but thi• hae murderoua budgetary impli¢ationa, 
and would not in any event achieve our goal of atimulatlng 

.·, citiea to tab new and draatlc atep• to galll maaaive Federal 
■ upJ)Ort.' • ' 

Harry C. McPher■ on, Jr~ 

. '• .... 

RF'CffVfD 
.. 

. :, MAR1 51967 
;· 

CE.NfkALtu.ts 
:; 

I 
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.. CHICAGO AND NORTH WESTERN RAILWAY COMPANY ,~o . 
• _. •oo WEST MADISON STREET. CHICAGO e ~"'~c;~nl~:~ 

. December 14~ 1965 
■ IN W. HEINEMAN 

CMAIIINAII 

Mr. Harry C • McPherson 
•Special ~sistant to The President 
The White House 
Washington, D. C • 

Dear Harr~: 

I am enclosing ten ·copies of the Task Force 
final Proposed Plan of Organization dated December 14, 
1965. 

I have enjoyed the assignment more than I can 
say. 

Merry Christmas and a Hc1ppy w Year. 

Best regards, 

~ . 
Ben W. Heineman 

Enclosures 

VIA AIRMAIL 

' 

.-·. -... ,.. ,. 

•·· 
RtCF:IVF:D 

MAR1 51967 
CEn,;""· ra.1...s 
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December 13, 1965 

• • Dear Mr. Wlllit• 2 

l appreciate your lotter, and I understand 
the concern.you feel for a Home Builder•'. 
~olce ln tha quo •tlon of HUD organization. 

From time to time a group ha ■ been meotma 
..... to dl ■ cu•• urban problem•• and to develop 

new idea ■ and approachea for aolving them. 
Their_ talk■ have ranged from brtcka•and• 
mo.rtar to ■ octal laauoa in the urban ghetto~ 
A.a they had already met together on several 
occa ■ l9n•, l a1ked them to con•lder the 
organization of the new department and its 
relation to the que.Uona they were diacuaalng. · 

\ 
I ' 

I expect to receive the view of~ number of 
. per ■ ona, both in and out of thla group, before 

making any declaiona on HUD organization. • 
l certainly want to have the recommendation•· 
of the NAHB, and ln order tbalt I may have 
them let me auggo ■ t that you aee Mr. Harry 
McPheraon, oneol my 1pec1al a ■ siatanta, 
at your convenlonce. 

Sincerely, 
I 

/ (.. ()\,.' 

l.}'lldcm a roonoon 
JL 

Mr. Perry E. Wlllit• 
Pre•ldGnt · :-

" National Aaaociatlon ol Home Builder ■ ~ flfM:!ffeG~l. 
1625 L Street, N. W. ' DECl31965 
Washington, D. C. 20036 CENTMLALES• 

li-,,u! • ~,""' 
. LBJ/HCM/crm 

I 

: 4 04 gzz ee,.w ¢ Ai ◄ 4( 1$ iSf# t 41 ;. ii :;a 3 +. ®Oc;;rson i 1 P 40tJ¢% Q ti, nwz+ s a;t ~• CJ $ Q 
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=-Dec 8 

•• ,r ~fc Pherson: / 

John Clinton has bad this letter. Decided it was 
not in·his bailiwick and gave to Mr Hopkins. 

I 

1 Ruth 
• 

.. 
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Oil ~"st&Tt~-~ ~o~ BU~/DERS' • .. 

• ~aae'Yt0,,o/ fi?,,,1,u• 
1625 L STREET N. W. WASHINGTON, D. C. 20036 

TELEPHOIIEtzoz)737·7435 

November 17, 1965 

The President 
. The White Hou,se 
Washington, D. c. 

My dear Mr. President: 

We have been disturbed by news stories in the past several days, 
particularly a detailed report in The New York Times which reftrred 

·1to a special·committee which will make recOIDlllendations to you on.the 
functions an4 organization of the newly-established Department of . • 
Housing and Urban Development. . • . 

These newspaper stories indicate that the scope of the committee's 
activities is very broad and that its members are working in an 
atmosphere of "elaborate secrecy so that they may not be pressured 
by anyone inside or outside of the government." 

·What concerns us is. that the membership of the. committee, as reported 
in The New York Times, does not include anyone with anr direct contact\ with or workiag knowledge of the housing industry. As y9u know, our 
interests go to the building of housing for all of th4:9 ,AJlerican people .. 
and include not 9nly single family and multifamily housing but also 
activities iri pther areas such as community rehabilitation and develop­
ment and urban renewal; our activities to a large degree are influenced 
by all of the urban problems of land, blight, transportation, codes, 

•• '""pollution, etc. We have, therefore, developed an acute knowledge ·of 
the influence of these problems and their solutions . 

. A year ago last December we made a series of recommendations to you 
at your invitation about housing programs and the organization of tho 
government's respansibilities in the housing field. 

Many of these recommendations were similar to.those which appeared in 
your legislative program, and to your proposal to establish a new. 
Department of Housing and Urban Development. 

Our association was the major private group which supported most 
vigorously your legislative proposals for housing programs as well 

·as the new Cabinet Department. 

Ql;zttt SJ @(Oh ¥Piii-E(JS§J ill eea .tt-At@W ¥, ... S 1ft 4 cc k ;gs; ;:u q,; s. , v gq ee , . ac 
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The President - 2 - November 17, 1965 

.... ' . . ' .. 
• j,• • "· • :: • : :.,K'In this effort, I humbly· believe we enhanced the ba~ic value of· the·· •1 

true concept of private-public partnership working toward the common 
good of the Nation's goals. 

But now I must respectfully tell you of our deep concern that there 
are no experienced representatives of our industry on t~is special 

/ . committee. ptirther, this committee apparently is working in such a 
manner that we will not be able to present to it our views on those 
questions which are so vital in enabling us.to do a better ~ob of 
providing the Nation's housing. 

Therefore, I respectfully urge the appointment to this special committee 
({ of a knowle,eable and expert representative of the housing industry. 

\. I will be happy to present to you the names of represen~atives who 
would be eminently .qualified to serve and who would serve, not only 
in seeking to solve the problems of housing, but to help solve the· 
problems of our urban society. • 

Very fully yours, 

~~--~~ ~. 
1iits 

2¥ Gt~¥,~ Q cg p; ¢ I.,. a C Rt .. >L!§:£ZZE£i J t 4 Z ag )._ l$ ¥, ;& .! ~ Ct (ht 3 S 
' $ 4' '' 
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IPGrirvDecember 15, 1965 ~-------

Dear Bob: 

On behalf of all of u• who were involved in tho Planning Seoalon· 
•held Novambcr ~7_and 13,. l want to exprcoo to you our warmest 
thanks for tho h~lp which Mr. George Nccbltt was _ab~e.to give to 
the i,ectlon on Housing and tho Noighborhood. 

You lcnow ot the severe time Umitationa in malting thoughl!ul. • .,. . .. ' • background preparation availa.blo to tho .,-~rticipants, and in 
shaping the agenda for dlecuccion. Mr. Ne,bitt'e role in this •• 
area was an invtJ.uablo one, and the exp~rienca and creative 
ldeaa which he wae able ·wbru-.i to beat ·played a vital part in 
tho aucccos 0£ the meeting ■• • 

We are more than grateful to you for nllowlng uo to call upOll 

• • .. hlm ao extcmalvely. • 

' 

( loI H, /,if,)·1, •. , ,; -~,.1 

1t . .1f i,.(A~l 1 

(]'O tJ.' /l;. 
~ fl-Lr)'.·<}.. 

Sincerely. 

Lee C. White 
Special° Coun&ol t~ the Pre &le.lent 

Hon. not\?rt Weaver 
A mlnist.rator 
Hou~i11r.;and Horne, Finance A.£ency 
1626 1: St1•c,ct, N. W. 
Waohington, D. C. 

------- ----------------..... .. ---·- -----

' , 



(SAMPLE) • • 

THE WHITE HOUSE 

WASHINGTON 

Dear· ------
Here is 
zational 

.,me with 
aa poaaible. 

Decembe.r 16, 1965 

the final draft of the organi­
chart. Please return it to 
your comments as ·quickly 

Sincerely, 

Harry McPherson 

(SENT AIRMAIL-SPECIAL TO. NINE 
PERSONS ON LIST) 

I 
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...... . . ••

•• - ~1 in Me ■• -- at 1:00 pm le 7 pm 

,. .. 

Pera~l attending meeting ■ tarting at 10 AM, Sunday 12 December 1965, 
thru afternoon· and evening, 2d floor, conference room --

. Co-Chairmen: Harry McPheraon and Joe Califano 
\ ? 

. • ·) 

..,/ 
cl a. 

' ') OSKAR STONOROV._ .. 
• • -•••--•w. Is,~ 
~ ROFESSOR ROBERT . .. .............. . 

•HITNE·Y~io;;;:;:-.c--

JERR Y SONOSKY
• ,. 

JOHN ·cLINTON 

BILL ROSS 

CHESTER RAPKIN 

GRACJ: MILGRAM 

JACK NOBLE RF:CEIVF.D 
... ' '1 
.. , .. · . 5 . ·:s·.,. . ;:,..:. 

,.·-
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, . . 
TH£ WHITE HOUSE• 

WA.S~INGTON 

December 14, 1965 

Dear 

Enclosed is Bob Wood's final draft. Wculd you. . 
please make your comments on this copy and 
send it airmail, special to him at the following 
afdress: 

• Professor Robert Wood 
Dept. 53 -420 
Massachusetts Institute of Technology 
Cambridge, Massachusetts 02139 

I\hope to have tl\e amended, absolute_ly Final • 
ytr ■ion in my.band ■ this weekend. 

Sincerely, 

~~~ 
Harry C. McPherson, Jr. 

Speclal Aasistant·to the President 

Encl 

; 

., 

• 

, 
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~ 1 Walter: 

,I 

.. 

Mr. Walter Reuther 
. • St. Francis Hotel (Room 735) 
.. Union Square 

•San Francisco, California 94119 

. ,,. 
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Whitney& 

• 
.......... . '.....•. 

.. 

••• t... . 1.' 

Mr. Whitney Young 
14 East 48th Street 
New York, .. N. Y • .. ~ . •' , 

..,...,'"l'!'_M_,........,_.,.l!"!'..,.."""""""l"""'lll!!l!J"!l!!9'pi!fl,..p)ll"'~~tl,i!""'!~!l'l'!--•l'!"'---'"'!"~!""'""'""'"'l'-"""'~,---,~1""'1!€""'-••!!ll!••eeo,w- • .,------- ..a.-...-,--,--,= 4 ., .... ◄ +• •~<4- c&p&,&kW*. z;a _P@t z.wyzzezas e PIIJ CCL ....-,._,"'s~ . •9 p µ - , " 
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Ch -~•rmlt: 

I• 
• I 

I· 

., 

· · Honorable Kermit Gordon 
, ... ·Brookings lnatitute 

I 
.. _. • 1 1775 Maaaachuaetta Ave.• N. W • 

Waahlngton, D. C. 
I 
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Pro!eaaor Cha . ·.• ,. Harvard La Srlea Haar ••• 
Cambrld w chool 
. 18 • Maa aacbuaettl 
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Edgar: 

• 

' 
._.;. 

Mr. Edgar Kaiser 
300 Lakeside Drive 
Oakland, California 

, 
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Format of ltr to: 
Rafaky, Heineman, Rlblcoff, Kaber, 
Haar-;Gordon, Youna, Reuther 
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Senator: 
t. 

•· 
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I 
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.,
' . 

I :► ., I 
,'! 
1Honorable Abraham A. Ribico!! 

United State• Senate 
Room 321 •. Old Senate Bldj. 
Waabington,' D. C. • • 

' ...-....... 

{♦ JSQll Sit ¢) CS W 4J2 lh(I IL it t 5 QH ). 2 4@ A 56 t JSAUJJ tt &. ca t4 §2 $ . _Q £4''· 



__ __ 

I 

,. __-..,....__. ______ 

. I 
! 

·! 

BUlt 

• •· 

.,,
I • • 

t,, es &4 J CV ► J.WW$ $ ,, ; Xi g 11 ; ,.. a . ; :w;; £4 u w a s s . a@ 9 -



. 

• • • • 

.;. 

• 

., 
., . ...• ' 

• J ,. ... 
~ . 

... 
•, ..... .·' 

\. .... 
'· 

.. 

... .· 

.. .., 

.• 

•. ' 
·, 

.'· 
.. 

,· 

·,· 

• ► I~ Wtt1T£ HOUSE 
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Bal 

Dear· 

~~i,cl<,.srdI E~b·W~~.:s·•;:tl~;1,..,~ft~ V,c\lld yo~. 
pleaec n1ake yollr ~--,~;~,_itt-slM.a_•s~) op.y •.u1.d 
acnd it ai t'mail, ~~~;.! to .lw11·~ th 'followin1 
addi-eas: • • • J. 

• t 
~ 

' Profo ■ eor Robect.':W•'CNI•. I -~ .. 
Dept. ,s.3-4zt .:::.-.•.•~..~·-._ •. . .. 
Ma ■■ achn elta !-.,etltillcl ·•1, fechnoloay. . • • . . .. <' 
Cambridge,• M~•~~•••-~2139 . • ••. ., :'.:I. . . - .. , ' ~-... •·I.. . . . ,". 

l hope to have the an,~~. ·••olutely. Fint ' 
,ver•lon in my baada tt~ .... lu,).at. 

• • . .- • • .t: -~· ··.J~ .. 
• • I 

. i.~~-~~~~ , 

/; A,~ 'fke~,A 
i·. rv C. ~c .n T n, Jr. 

Sµc•r • l /:.rrn t'lJll t. t ·' J'c j,j • 

. " 

.•Mr. Bea W. HalMmaa . .... . ....·, 
.Cbalnnui 
C11lcaao·u4 North Weatara Railway ~o • 
400 w••, Madi•• ltr••' 
Clllca10 6. Dllnol.• 
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/ THE WHITE HOUSE 

I WASHINGTON 

Mr. Califano: 
I 

Delivered theatt ached to the sit room 
with a note on the envelope which 
stated:' 

i 
"Sit Room: Hold this and do not send 
on the ,wire to the President until or 
Wlless 1 Joseph A. Califano, fr. 
authorizes you t~ do so. II 

,. 

• . , 
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Recei ~od: 1.-.'ashington ComnCen 
EEA2~: ··, 6:0!.i PM Saturday 19 Novell'lbf,r 1966 
00 t,,JTi!.10 
LE t,.,'TE_j;263 Received: LBJ Ra, ch CommCen 

8:12 PM Saturday . 19 November1966 
F'RQt,;: JOC: CALIFANO 
TO : THE PRESIDENT 

• !1\JFO: BILL i;OYi::RS 
C IT E : CA P 6 6 1 0 04 

C O N F I D E N T I A L 
X )f"" 

SUBJECT':CANDIDATES FORfTHE NATIONAL COMMISSION ON ~ODES, 
ZONING, T AXAT Ill'N A ND DiVELOPME:NT STANDARDSj 

THIS IS A KEY COMMISSION.ITS TASK WILL BE TO CONDUCT 
THE·FIRST COMPREHENSIVE REVIEW OF BUILDING CODES AND PROPERTY 
ZO~I~G IN MORE THAN TWO GENiRATIONS. 

,lr THE J;Rb"9LEMSIN THIS Fil::LD ARC: INTRICATE AND COM~U..X. 
• Ti., Y 7JLL REQUIRE A GREAT DEAL OF INGENUITY ANDNEW APPROACHES. 

IF W~AN GET SOM£ 0i THESE PROBLEMS~OLVED, WE WILL GO A LONG 
• WAY l N ER I NG I NG OUR ·ui.BANPROGRAMS, TO THE PEOPLE MUCHMORE 

EFFECTlVELY ANDRESPONSIVELY, WITH LESS COST ANDGREATER 
EFFICIEN~Y •. 

•/J~~-- •-•- ~~•- n·1UJL.Q-.1>.AMM't c:c: tna.1 Tt.l VQUR 1965 CITIES \
~ISSION IN YOUR 

f(I d (,, 
\I don't thin0Douglas will take this, but it's all RIZEDTH~ 

right if you think this is the best you can do. 89-117, -.i 

'HOUSINGANDURBAN 
[UP.E OF:Give me a report on the Evans-Novak column 

today on what you said to Neustadt. ·"' • ,,
USING AND ~ 
~EGLLATIONS t ..::

LBJ/mi I NG C03T S, 
ll-Z0-66 AND ENFORCED, 
9:30p IMJGYI BE ' 

.. 

• if 

17 t l # 

' 
I 
I . 

•. •I 
I 

i 

s r, 

I , . 

P ti.I Pb 

I 

a 
I • . • ._''.., ~ •" 

'·•·, 

AT YOUR REQUEST, MACY iND I HAVE AGAIN REVIEWED THE CAN~lDATES 
• WIJH806 WOODAND~£ NOW PROPOS~ THE LIST BELOW.. / 

'iJE REC~r<,ME:~c sc:Ni.\TOR PAUL D~UGLAS_ASCHAI~MAN •. Y~u couLB 
~:li~ou,;cE DOUGLAS AS CHAlR~1AN AFTi:..K TALKif~I.JTO Hl11 AND Rt.LEASE 
T~r. 1:Ai'lES OF THE OTHi::F. \' :. E:,;:; L-'•T1:..R. : . • 

- ' ,_ 
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November 12, 1966 

FOR THE PRESIDENT 

FROM Joe Cali!ano 

Attached b a draft 1tatement announcing the Commi11ion on 

: ,. Code•, Zonin1 and Taxation 1hould you care to uae it tomorrow. 
; 
I 

.QUOTE UNQUOTE 
. ,· ·••.- .... 

I > 

' ·.....•• •·i 
,. ' 

-I ' 
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I. 

,,; .. a I 4.t 6 - s; a. • JO oq .• so : a ) I iii @J#lf $Q..i4 J • co I• 0$4¥ L 



... ..I . ' 
I 

•. "I' 1· 
.-• .- A DRAFT STATEMENT FOR THE PRESIDENT IN 

ANNOUNCINGA COM.MISSIONON CODES, ZONING, 
AND TAXATION 

I am pleased to announce todayjthe members of an 

Advisory Commission to help carry out a study of major 

importance in the field• of codes, ~oning, and taxation. 
I 

The members of this Commission are distinguished 

citizens with broad experience in she· :fi@'tit>-'(lii( urban 

· affairs. 

I have asked them to lend their time and talent to 

help the Secretarj' of Housing and Urban Development carry 
forw•~~~IM,~1~~N1 / • 

out~~ stuay~ie'i~eA9•eae appl!IOpPlat:ed~...& >Rlillitent 

I doJ"l are this ia-U. 

In addition to the members announced today, special 
I 
I expert panels will be appointed to help carry out the study
l ~yh ,·c<rl-

I 
in each specifics:~ a~ea. 

.. . 
The establishment of this Commission flows from the 

l recommendation in my message to Congress last year on the 
4~l 

~ 

./::' 4:.
Froblems of the Juture of the iities and its ;uburbs. ~It 

is my belief. that this study can make a major contribution. 

in the development of ideas and proposals for a dramatic 

improve·ment in the quality of our cities and suburbs. 0 

The areas of housing and building codes, zoning, and 

I taxation are key elements affecting the shape and.fabric 
• 

of-
/-• I ,.., ~t 

t • ~ ~~~ ~~~,/- '. 
I our so9iety. T~ey are complex subJects Solat1one ,n;~~re-1! ·_ - .... -

~~!7-~_ic.:i.1?.,ation • -.;md.-co6pez-a ti on- of..,Jnany-±~er~~ed.:gro ttps an4-

-o·:rgani zations. It will take an energetic ilE,~1}!1:rd-working. 

~~,-~~ c.J.J.p.1~~l~ ~~.. ••-A-

l 
a~J a x. <¥ .S e. c . a e a . e ,z ce~z octOJ.; s a., c Q.7; c ; a >. •n • 4 Ii (P 4% ,. SIP ,-POU QZPW 45?& @.¥1J¥$.•$1 J 
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t. . ...' 

Building codes are a pivotal element in 

determining whether or not we can make 

maximum use of this ~ation's technologi~al 
' capacity in meeting oururgent building needs 

as economically and creatively as possible. 

Housing codes can both help sound neighborhoods 

from slipping into slums and alleviating at 
• 

least the worst 
1 

physical conditions in existing 

~~ . 

. br-~,c. .
Zoning is the 1:.a::r,r-instrument by which local 

' ' ~lL(/ .. -t-
' governments o;i:a help shape more :eccn'oairi&ilal a~ 

. 
IIIO~e aatr¼sfJi~ patterns of metropolitan gr~wth. 

Tax pol~cy i$ a major factor in determining 

such matters as the flow of capital investment ·, 

in slum areas and the will~ngness of homeowners 

to maintain an9 up-grade their properties. 

These subjectsare all matters of primary state and local 

responsibility. The problems cannot be solved by Federal fiat. 

I 

!,! 

to;PS4 a, es o as« .J;cs: t i t #Q-IZ ts. •• ; e 11$, I IO R,'t. 4U4!fk g q;!¥4$PJ§J5.,. 
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It is my hope that this Commission will develop sound and 

constructive pros?ects for consideration by all levels of 
-government and by private organizations and individuals. 

The challenge and the opportunity of this Commission 

will be to bring together all the many diverse interests 

whose understanding, participation, and_ cooperation are 

essential to the achievement of meaningful progress. I am 

confident that the members will be equa~ to the task. 
' . 

-.,., .. a• ..... --..........., ~ • '- •--~ • • .. •: ' 

--- ., -J ...._ 
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Caplin Insert 

To head this Commission, I have selected a respected 

• American with a deep interest in urban affair~. He is 

Mortimer Caplin. Now a distinguished practicing attorney, 

this former law professor and Commissioner of the· Internal 

Revenue Service will bring his able leadership and his .many 

talents to bear on the dif!icult challenges of rebuilding and 

renewing ou~ cities. 

Ii 
I'
f I 

I . 

---- L 

I 
\I 

I 
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I 
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J:?ccember 21, 1965 

The President 
The Whlto House 
Waabington, D. C. 

My dear Mr. Prealdont: 
x· 

I havo the honor to aubmlt tho Report of the Ta ■k Force on 
Atirban P1•obleme dealing with tho propoaod plan of orgo.nl• 

zntlon for tho Department of Hou ■ ini ancl Urban Development. 
. . 

Thi ■ report h tho rcault of tho dellboratlon• of tho full Taisk 
Force, and except where notod in one inot.>.nco, reflects the 
unanlmoua views of it• members. It benefits !rom the wi1c 
counsel of Sena.tor Abraruim Rlblcoff who joined the Task 
.Force in ita deliberations at your request. Ouestion ■ 0£ the 

• ' 
approprinte .timing for lmplomenting particular rocornmendatfona 
were aubjoct to some dlfferonco o! oplnion, but the basic philos• 
ophy, structure, and aclminlstratlvo procedure• recommended· 
are endoraed by all. 

Tho lnltlal work in this nroa was co.rried out by a subcommittee 
consisting of Mr. Heineman, :M.r. Haar, and Mr. Ra!Bky who, 
ln separate meetings, reviewed past proposala, and provided 
creative and carefully developed alternatives !or the Taok Fore~ 
to conslde':r. They were ai;siotcd by Mr. John Clinton of tho 
White House, and bonofitcd !rom the v1ewcs o! Mr. Har.old 
Seidman arid hi• stafl of the Bureau of tbe Budget, and Mr. 
Weaver and hh ataf£ from the o.gency. 

r. 
\Ve bcUeve tho.t the plan proposed in tbb report will make poasi­
blo atrong, v1goroua and o!!lcient direction and mann.gcmcnt of 
the 1'""odera1program• nec:e ■ oary for tho healthy development o! f 
Urban America. 

neapect!uUy submitted, 

, , 

nobcn·t C. Wood 
Chairmanilot~ ',r"'" <,, ... ~c t .. --•· ~· n to ' , IC,.U, ·• • • • I·--~' .., ~• .. i ~ ;..l •• o~ .:, I -...,, - - . 

"""""' • w o. .;.. J. , . 
Encloaure --- L.' ~ 
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Prefatory Note· 

The Proposed Plan of Organization submitted herewith 

is the Task. Force Subcommittee draft of November 26, revised 

to meet the views of the Task Force as expressed at the 

Washington meetings of November 26 al)d 27, December 4, 

and December 12 • 

I • I 
I 
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Proposed 
Plan of Organization 

for the .-
12epartm en_t of Hou atng and Urban Development 

I. 

Q5mclus10ns and Recommendations • 

~. The 9rganization l. 

1. Basic Objectives 

The establishment of a new Department provides an unique 
opportunity to create an organizational• structure specially de­
signed to enable the Department to fulflll Its basic tasks and 
mission. 

The organization of the Department of Housing and Urban 
Development must be shaped to give the best possible administra­. ' tion to the specific programs entrusted to the Department, and to 
be resilient enough to flex and grow as new programs are confided 
to it, or old ones expanded and modified. 

The Organization Plan must enable the Department to provide 
for full and unified consideration of the needs and ir!terests of the I 

Nation's communities and of the people who live and work in them. 
Among other things, this means that 1t must recognize the integral 
relationship of the physical and social environments. At the same 
time, the Organization Plan must enable the Department to assist 
the President in achieving that essential coordination of Federal 
activities which materially affect urban, suburban and metropolitan 
development. The form of organization must be creatively fashioned 
to be hospitable to inter-governmental cooperation and to local ana-----t--1'-­
private action helpful in solving problems of housing, urban develop-
ment and mass transportation, and, of.course, the form of organiza-· 
tion must be such as to encourage a vigorous private homebuilding 
and mortgage lending industry. 

. . 

• The attainment of these objectives will require a reshaping 
of existing administrative patterns •. 

I 
l 
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2. The Secretary 

Theproposed organization establishes a II strong" 
Secretary exercising unified control over his Department. 

• He is provided with a strong staff structure which should 
enable him to perform effectively all essential management 
functions, including such vital ones as policy formulation and 
control, p-ogram evaluation, development of standards and 
procedures, budgetary control and research. 

In view of the importance of the Under Secretary and the 
Assistant Secretaries, it would assist in attaining the objective 
of unified control if the Secretary were given a significant vc;,ice 
in the making of these appointments. 

3. • Headquarters Structure 

- Careful consideration has been given to the respective 
' meri_ts of a "functional"' as contrasted with a II divisional" 

(regional) type of organization. In the first, authority runs along 
functional lines from several headquarters chiefs to their program 
counterparts in the field. Such an organization is reminiscent of 
operati~ns under HHFA. In the divisional organizatu,n, head­
quarter• units would be utilized primarily as staff wJth responsi­
bilities which would include policy formulation, program evaluation, 
development of standards and procedures , budgetary controls and 

·research. Responsibility for the day to day carrying out of programs 
and policies would be vested in strong Regional Administrators re­
porting directly to the Secretary through the Under Secretary. · 

I
• . 

Consideration was also given to a part "functional", part 
"divisional" organization in which certain Assistant Secretaries 
would have line responsibilities reaching into thf;'! field opera­

' • tionally along functional lines, while other Assistant Secretaries 
would have staff responsibilities only. ~uch an organization has 
been discarded as depriving the Secretary of necessary staff at 

• the Assistant Secretary level. In additi6n, such an organization ----~ would blur lines of comm·and in that the Regional Administrator, 
and those under him, would receive dir~tives from more than 
one source. 

Theproposed Plan accepts unqualifiedly the concept of a rstrongregional organization with a direct line of command running 
I 

I 
Ii 

aQ I I~ t I p 'p j2 
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-
from the Regional Administrator to the Secretary through the 
Under Secretary, This is most consistent with a strong unified 
Dep.:irtment with ultimate power and responsibility resting 
clearly in the Secretary, It will relieve headquarters units 

•generally of responsibility for day to day operations and pro- • 
yide the time and responsibility for vital staff functions, More­
over. as will appear« such an organization will put the answers 
into the field where they belong. 

4 • .;,Field Structure ., 

Day to day operations will be unified under a number of 
Regional Administrators. The Regional ·Administrator will be . 
responsible for the effective administration of Departmental 
polici•s, functions and programs in his region. : 

The Regional Administrator should be well paid and com­
petent. He should have understanding of and sympathy with the 
programs and policies entrusted to him, and should have proved 
administrative ability. He reports to the Secretary through the 
Under Secretary. (See p. 9) 

S. Staff Orgqnizatton and Personnel System 

U'1ification of control and decentralization of qay-to day 
operations will require maximum consolidation of similar staff 
functions. Sound administration will create one unified Depart­
mental career system to replace the four or more separate and 
distinct "career ladders" now existing (FHA, PHA, FNMA and 
OA, including URA and CFA) • 

• 
There will be significant opportunities for economy and 

efficiency as like technical staffs are consolidated for recruit­
ment, training, promotion and operational purposes. The careful 
reexamination of differences in techniques between similar pro­ ' 
grams will be a very important ~onsequence of this _consolidation. 

Even more important, however, will be the effect of staff 
•consolidations in breaking down now obsolete loyalties to 
narrowly defined existing programs. It w~ll become clear to 
Departmental staf~ that their personal horizons have been 
broadened rather than endangered by the ba~ic reorganization 
recommended. 

' 
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.. B • Transfer and Coordination of Federal Pro9rams 

The transfer of a program or a function into the Department is 
not recommended unless control (as distinguished from coordination) 
is viewed as being important to the achievement of the Department's 
mission. Where such a program or function is severable, only that 
part is transferred into the Department as relates directly to the De­
partment's mission. The transfer out is recommended on the basis of 
reverse criteria. From time to time, other Federal programs and func-. 
·tions should be reviewed to see whether they should be transferred 
into HUD, including a careful analysis of the many components of 

. the Civil Rights programs . 
i 

Since a Plan of Organization must follow substantive program, 
and functions, decisions on the recommendations will shape the form 
of the organization·. - • 

1. Transfers Jnto the Department 

• 
. (a) Community Action Programs. We must recognize that the 

social problems of the cities have led to turmoil, strife 
and great dangers. Many of these problems are inextric­
ably tied to the physical environment. In the judgment.. 
of the Task Force, they should be treated together. 

Community Action Programs of the Office of Equal Oppor­
tunity deal directly with the social environment of the City. 
Such programs could and would add important "~uman" 
dimensions to a Department that would otherwis,e be pre­
occupied with the physical environment alone. 1Moreover, 

,the Department with its funds, programs and new status 
would lend needed strength to the Community Action Pro­
grams. This would tend to_ make them more successful 
and meaningful and to give them essential continuitf. 

It is believed that the OEO programs must soon find perman­
ent homes in Executive Departments. A number already have. 
In the Judgment of the Task Force the Community Action 
Programs are vital to the performance of the new Department's 
total responsibilities and should be transferred to it. 

The Plan of Organization insures that Staff responsibilities 
for CAP ore given .to an Assistant Secretary. These will be .. 
his principal duties. When transferred, the announcement 
should make clear that in the President's view the transfer 



. ; . ...,. -s-
.. 

.. 
is positive and necessary to the performance 
range success of CAP and to make our cities 
livable.* 

and long 
truly 

(b) Veterans Administration Mortgage Guaranty and Direct 
Loans • The functions of the Veterans Administration with 
respect to Veterans Mortgage Guaranty and Direct Loans 
should be transferred to HUD. This function ls still sub:. 
stantial ($3 billion in 1963, of which $2 billion was old 
and $1 billion was new), and will grow. It is parallel to 
tile functions performed by FHA. While leaving the eligi­
bility certification with the Veterans Administration, this 
transfer will insure continuity of the Veterans Administra­
tion's Guaranty and Direct Loan Programs and will make­
them more efficient and helpful to veterans. Xtwill assist 
. the builder in that it will provide a one-stop service. 

2. Transfers Out of the Department - College Housing 

This ls more suitably assigned to HEW. 

3. Special Functions 

A 
(a) Metropolitan Transportation Planning. Orderly urban growth 

11\USttake into account and deal effectively with the 3 R's of 
transportatlon--Road, Rail, Rapid Transit. Unless planning 
e~ends to all three, no serious planning can be undertaken. 
1n:i;this case, coordination is a poor substitute for unified 
planning . . .~ -

!' 

It ii therefore recommended that the policy determination. 
of whether and where such roads should be located in the. 
metropolitan area should be a responsibility of HUD. The 
Bureau of Public Roads would retain all construction and 
engineering responsibilities, as well as the funds. 

'. 

(b) Clean Air. Clean Water and Solid Waste Disposal. Clean 
air and clean water are essential to a modern metropolitan 
community. Water supply and sewage lines shape future 
suburban, and hence future metropolitan, development. 
HUD now has some responsibilities for sewage and drain­
age programs. Air pollution has its principal impact in 
urban areas. 

* One member, Mr. Kermit Gordon,· dissents from this recommendation 
reasons that he submitted to the Task Force in writing~ 

for 
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.. While it ls recommended that other Departments have, • 

and should continue to have, responsibilities in these 
areas, planning responsibilities with respect to metropoli­

. I 

tan clean air, clean water and solid waste disposal should 
be discharged by HUD • 

. 4. Coordination of Federal Programs 

All other Federal activities affecting housing and urban 
' I,

developn\ent shall be coordinated under the leadershtp of the 
Secretary of HUD at the direction of the President. '!'his shall . 

..J be done through a Council on Interdepartmental Coordination. 
The Presld 

0

ent will no doubt wish promptly to issue an appropri­
ate directive to the Secretary of HUD and to the Secretaries and 
Heads of other affected departments and agencies. It would 
be appropriate for the directive to stress the importance of re­
sponslb1- Departmental and Agency participation and to require -
a section on coordination of such activities to be included in [
the Secretary's annual report. 

II. 

The Plan of Organization-Headquarters 

-' A. The Secretary 

1. The Secretary, as Head of the Department, has all of the f 
ultimate responsibility and power that that implies. The i:ro­ l 
posed organization is designed to enable him to be the Head 
of the Department in fact, as well as in name. 

2. Attached to the Secretary's office is a cluster of general I 

Staff functions: General Counsel, Office of Congressional • rRelations; Office of Public Information, !3nd Assistant Secre­
tary for Administration. The Office of Congressional Relations 

. should be an effective vehicle for translating Departmental 
policies and programs into meaningful Congressional and Leg­
islative terms • 

B. TheCouncil on Interdepartmental Coordination 

As already stated, it is i:roposed to establish a Council on 
Interdepartmental Coordin~ tion to enable the Secretary to carry out rhis leadership responsibilities in coordinating Federal activities 

I 

I 
a s P ! l ! JO 4 4.. it 

4 * 
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.. affecting housing and urban development. The proposed Council . 

will be principally at the Secretarial level and will consist of: 
Chairman: Secretary, Department of HUD; Members: Secretaries 
of Defense, Interior, Commerce, Labor, and Health, Education 
and Welfare. The Council should also include the Heads of the 
FAA, GSA and HLBB. 

The Director of the Office of Economic Opportunity is not 
included sinc;:e it is JrOposed to transfer the Community Action 
Program to HUD. If this should not be accomplished, the Direc-
tor should t>eon the Council. • 

I ' 

The Director of Urban Program Coordination (estabijshed by 
the law) shall head the Secretariat of the Council. 

C . TheUnder Secretary -
L1. The Under Secretary, subject to the direction of the Secretary, 

is the Chief Operating Officer of the pepartment. All Regional 
Administrators will report to him and he will be responsible to 
the Seqretary for the achievement and coordination of policies, 
functions and programs that are operational. Through the field 
forces, the Under Secretary must be responsible for the coordin­
ation of HUD programs and coordination between HUD programs 
and the programs of other Federal, State and Local agencies in 
the field. Although the certification and annual recertification 
of baste plans, including workable programs, will be decentral­
ized to\the Regional Administrator, the Under Secretary will have 
~~rvisory responsibilities with respect to this im.pcrtant con-

2. Because of the inherent nature of a "one over one" type of 
organization, the Secretary should have a significant vo'ice iri 
the selection of the Under Secretary. 

D. TheDeputy Under Secretary 

. 1. The Deputy Under Secretary shall be responsible for policy 
formulation, special demonstration IX'OJects and program eval­
ual;ion. Since these responsibilities are vital both to future 
.and existing programs, and since these responsibilities relate 
to the functions and programs of the entire Department, it is . 

Ifelt that they should be lodged in one who is not on an organ­
r 

izational level with the Assistant Secretaries. • The Deputy 
I 
I 

I'
ll 

\I 
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Under Secretary should, if possible, be paid as much or 
slightly more than the Assistant Secretaries and should be 
appointed by the Secretary after being personally satisfied 
of his fitness and qualifications for the position. 

2. Reporting to the Deputy Under Secretary shall be the Com­
mittee·, on Research which shall consist of the three· Directors 
of Research who head the three Research Offices. The Committee 
on Res~arch is primarily a research coordinating grqup·. (See 
p. 9) The Institute for Urban Development will also report to 
the Deputy Under Secretary. • • 

I 

E. TheAssistant Secretaries 

The Assistant Secretaries, together with the Deputy Under 
Secretary, snould, together, constitute a strong, dynamic: staff 
group. For tn, reasons stated in Article I, the Plan of Organization 
confers no lint responsibility upon them. Within the IX'O~ams and 
responsibilities delegated to them, or specially assigned by the

•Secretary, there is no aspect of the Secretary's broad policy making 
responsibilities which should be immune to their searching inquiry. 
Ideally, they should be regarded as a unified staff with close pro­
fessional relationships under the leadership of the Secretary. If at 
all possible, the Secretary should have a significant voice in their 
appointment. 

1. Assistant Secretary-Financial Assistance. The Assistant 
Secretary - Financial Assistance is also the FHA Commissioner. 
Under the Assistant Secretary are clustered the staff responsi­
bility for the FNMA, the Office of Mortgage Insurance (includes 
the FHA and the mortgage insurance functions of the Veterans 
Administration) and the Office of Credit Policies. The Office 
of Credit Policies has staff responsibility for the programs 
shown on the Organizational Chart (Sheet 1). These are pri­ • 
marily direct payment programs. It should be noted that the 
functions of the Public Housing Authority have been separated 
and that staff responsibility for the financial aspects has been 
placed in the Office of Credit Policies under the Assistant 
Secretary - Financial Assistance. 

2. Assistant Secretary - Physical Facilities. Under this Assist­
ant S·ecretary have been clustered staff responsibility for those 

. programs and functions relating primarily to physical environ­
ment, including large scale subdivisions and new developments . 

. Sheet l of the Plan of Organization sets out the details • 
.,) 

I J 
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3. Assistant Secretary - Community Action Programs, This 
Assistant Secretary has staff responsibility for all Commun­
ity Action Programs (proposed to be transferred from the 
Office of Economic Opportunity). Because the _problem of , 
Civil Rights is central to the reconstruction of cities, the 
Assistant Secretary must give it special attention and close 
•liaison with agencies and units charged with responsibility 
in this area. There is also the Office of Intergroup Relations· 
and the Office of Relocation Assistance. 

4. Assistant Secretary - Intergovernmental Cooperation. Under 
this Ass~stant Secretary are several offices dealing with inter­
governmental cooperation, including notably the Office of 
Technical Assistance and Information, which includes the 
clearing house functions of the Department. 

s. Research. A separate Office of Research has been established 
under each of the first three Assistant Secretaries. It ls believed 
that the functions and programs of these three Assistant Secre­
taries are sufficiently disparate so ttiat it will not be duplicitous . 
to have three such offices. Indeed, it would be inevitable for 
the three Assistant Secretaries to have their. own Research 
Assistants, whether expressly so designated or not. However, 
to insure coordination between such offices, and to make certain 
that such facilities as a research library, for example, exist in 
common, the Directors of these three offices are brought together 
as a dommittee on Research directly under the Deputy Under • 

~ .

Secret~ry. • • :-· 

w. 

The Plan of Organization - Field 

A. TheRegional Administrator 

1. · The Regional Administrator reports to the Secretary through the • 
Under Secretary. He is, therefore, the Chief Operating Officer 
for the Region. All policies, programs and functions of the 
Department that are operational in his Region are unified under 
him. This would also include special demonstration projects. 

2. Clustered under him are such positions as Regional Program 
Budget Officer; Regional Assistant for Public Information, and '• 

• Regional Assistant for Administration~ 1t
:I 

t 
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3. The ideal Regional Administrator will maintain close and 
effecti~e relationships with Senators, Members of Congress, 
and ,State and Local Government officials from his Region. 
It would be expected that by virtue of his character and abil­
ity and the delegation of power to him, he would be able to 
take responsible action in the great preponderance of instances 
without resort to Washington. 

4. Under a divisional Plan of O,rganization, the operational sue-. 
cess of the Department will depend principally upon the quality 
of the Regional Administrator. He should be well paid and 
carefully selected on the basis of high qualification standards •. 
His appointment should be at the discretion of the Secretary • 
and excepted from career service classification in order to 
permit the Secretary maximum flexibility in selecting the most 
outstanding candidates from within as well as vspthout the federal 
service. The policy formulations at Headquarters should of • 
cou,se be sufficiently detailed so as to insure relatively uniform 
appl,ication nationally. However, uniformity should not be 
obtained at the expense of the judgment and discretion of the 
Regional Administrator. It will be the responsil,ility of the 
Secretary to make certain that the natural inclination of Head­
quarters Staff to control operations through overly-detailed 
policy formulations is not given such scope as to deny to the 

• Regional Administrator the responsibility and opportunity to 
exercise judgment and discretion. 

5. Cort,siderable authority will be vested in him through the power 
which he should possess to certify and annually to recertify
basi'iplans, including workable programs. ·His exercise of 
this power is of course subject to policies to b~ given him and 
to the supervisory responsibility of the Under Secretary. 

B. Regional Office for Coor_dination of Departmental 
Programs (Coordinators Geographically Assigned) 

• 
Attached to the Regional Administrator is the Office for Co-

• ordination of.Departmental Programs, with the Coordinators being 
. geographically assigned. Every local community having a HUD 
program will be served by a Regional Coordinator. He is the point 
of contact between the Regional Office and the metropolitan area, 
including the local communities. within the metropolitan area. From 
the drawing up of required plans, to the preparation of applic~tions, •, 
to expediting their review by the Regional Office Staff, to checking , 
on the execution of projects, the Coordinator advises, guides and 
stimulates the local community into ta.king advantage of Federal 
urban programs. At the same time, he assists these communities 
in meeting requirements for such Federal aid. / 

I 
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• Although based physically in the Regional Office, the Co­
ordinator will spend a good deal of time in the metropolitan area 
or. areas he serves. 

C ~ Assistant Administrators 

Four of these Assistant Administrators are the program and 
operational counterparts of the four Assistant Secretaries. The 
fifth Assistant Administrator carries out in the field the interdepart- . 
mental coordination'functions discharged at Headquarters -by the 

. Council on Interdepartmental Coordination. He undoubtedly will 
be assisted in this by the Director of Urban Program Coordination, 
who heads the Secretariat to the Council. 

It will be kept in mind that other Federal programs will be in 
Departments or Agencies where decision making will not be as de­
centralized as is proposed here. Hence, Regional representatives 
of such Departments and Agencies will be referring coordination 
matters raised by the Assistant Regional Administrator to Washington 
for declsion. It is important that this not be permitted to recentral- . 
ize HUD functions in Washington and that HUD decisions are kept 
in the field • 

• 
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JOHNSON IS I\U10ST CERTAIN TO SUGGEST A GROUPINGOF EXISTING L Efi,-fA,'.. 

PROGRAMSSCATTF.REDABOUT UNDER t-£';('tJEz_.THE GOVERNMENT THE NEW DEPARTMENT 

OF HOUSING AND URBAN SET UP BY CONGRESS• AS IT DEVF.LOPMENT 1 .
LE t..AJ 

EXISTS NO~J, THE DEPI\RTMENT OFFERS A HAS NO HEAD MAN AND MERELY 

NEW NAME AND CABINET RANK FOR THE HOUSING AND HOME FINANCE 

AGENCY. JOHtJSON SAID WEEKS AGO THAT HE WOULD NOT APPOINT A 

CABINE.L.MEMBERTO HEAD THE DEPARTMENT BEFOREJANUARYAT THE 

t~c.Jv~• 
.JGvao 

1

_J_ 
. EARLIEST. 

THE PRESIDENT IS ALSO REPORTED TO BE WRAPPING. UP A NEW 

EDUCATIONAID PACKAGE ~HICH WOULD ELIMINATESOME OF THE OVERLAP~ING 

IN SEVEN INDIVIDUAL PROGRAMS REQUIRE CONGRESSIONAL WHICH ACTION 

NEXT YEAR IF THEY ARE TO BE CONTINUED .• 
THE ~HITE HOUSE ALREADY HAS SAID THE PRESIDENT WILL ASK FOR 

ACTION ON CONSUMER ANDLEGISLATION, SUCH AS TRUTH-IN-PACKAGING 

LABELINGAS WELL AS TRUTH-IN-LENDING. 

LEGISLATIONFAVOREDBY ORGANIZED LABOR, LEFT HANGING ON THE HOOK 

IN THIS YEAR'S SESSION, WILL GET FIRST CALL., BECAUSEHE 

ANTICIPATESA HOUSE-PASSED BILL TO OUTLAW STATE BANS ON THE UNION 
I 

SHOP WILL STIR LENGTHY CONTROVERSY, IS ADVISING MEMBERS HUMPHREY 

OFCONGRESSNOT TO COUNT ·ADJOURNMENTON ANY EARLY EVEN THOUGH 

IT IS ELECTIONYEAR. 

KB946AES 12/23 
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WASHINGTON HUMPHREY TOCAP)-VICE PRESIDENT EXPECTS CONGRESS lCONCENTRATE UP ON ALREADY PROGRAMSNEXT YEAR ON TIGHTENING ENACTED 
I . 

RATHERTHAN ON RREAKING NEW DOMESTIC GROUND. I
HE HAS TOLD ASSOCIATES HE EXPECTS HIS HEAVIEST LEGISLATIVE ~ 

ASSIGNMENT WITH A PROPOSED OF THE TO BE IN CONNECTION OVERHAUL I
>,,. 

FOREIGNAID PROGRAM. 
I, I 

~ 

ONE OF THE MAJOR CHANGES REQUIRE RECIPIENT IN THIS FIELD MAY ~' 

t COUNTRIESTO DEMONSTRATE THEIR WILLINGNESS TO INAUGURATESELF~HELP 
~ 
; 

. 

, . 
~ 

•
tPROJECTSAIMED AT BOLSTERING THEIR SAGGING ECONOMIES. PRESIDENT 

JOHNSONIS EXPECTED TO $3.5 ~ ,TO HOLD AID EXPENDITURES BILLION. 
I 

HUMPHREY AFTERHE RETURNS iHAS A DATE \1ITH THE PRESIDENT FROM A 
~ 

SEVEN-DAYTRIP TO THE FAR EAST ON WHICH HE EMBARKS MONDAY. AMONG i,·
,• 

OTHERTHINGS HE ~ILL SOUND LEADERS ;OUT GOVERNMENT IN JAPAN, THE 
I 

PHILIPPINE.S, NATIONALIST CHINA AND SOUTH KOREA ON THE U.S. COURSE 
' ~ IN VIET NAM. 
~ 
·,AFTER HE HAS REPORTED HIS FINDINGS TO THE PRESIDENT, HUMPHREY 
.1 

' \ 
,' EXPECTSA BRIEFING ~N WHATWILL RE INVOLVED IN THE NE~ YEAR IN 
, 

HIS ROLE AS LIAISON MAN RET~EEN THE WHITE HOUSE AND CONGRESS. 
, 
J 
: 

KB942AES 12/23 
I 
'· 
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THE WHITE HOUSE 
I 

/ WASHINGTON 

I 
December 22. 1965 

I \ 

TO: JACK /vALENTI 

Here is the cities ta.Ek force .·eport, 
anc the propo"'ed or&anization plan. 

!Ia:.-ry C. McPherson, Jr. 

Attachments 
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THE WHITE HOUSE 

WASHINGTON 

December 21, l965 

TO: JOE CALIF ANO 

Here h the cities task {orce report, 
and the proposed organization plan. 

Meetlnt tomorrow at Z:30. 

Harry C. McPherson, Jr.. 

t.ttachments 
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T~E WHITE HOUSE 

WASHINGTON 

December 21, 1965 

' TO: BILL R 0::iS, BO'B 

Here is the citiet tat:: force report, 
and the proposad organiz3.tion plen. 

Meetlrw.., tomorrow at 2:3C • 

: 

Ha:rry C. ~kPhe1·eon, Jr. ; 
\ 

Attai.:h.menta 
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THE WHITE HOUSE 

'WASHINGTON 

December 21, 1965 

TO: Director Schult~e 

I 
I 

Here is the c1t~·es task force report, 
and the i;ropostd org;.nhation plan. 

Meeting tomo row at 2:10/ 

Harry C. W.cPheraon, Jr. 

Attachzr.e nto 
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Prefatory Note 

The Proposed Plan of Organization submitted herewith 

is the Task Force Subcommittee draft of November 26, revised 

to meet the views of the Task Force as expressed at the 

Washington meetings of November 26 and 27, December 4, 

and December 12 • 
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Proposed 
Plan of Organization 

for the 
pepartment of Housing and Urban Development. 

I. 

. /., Qonc1us1ons and Recommendations 

The Organization 

l • Basic Obtectives 

The establishment of a new Department provides an unique 
opportunity to create an organizational structure specially de­
signed to enable· the Department to fulfill its basic tasks and 
mission. 

The organization of the Department of Housing and Urban 
Development must be shaped to give the best possible administra­
tion to the specific programs entrusted to the Department, and to 
be resilient enough td flex and grow as new programs are confided 
to it, or old ones expanded and modified. 

. 
The Organization Plan must enable the Department to provide 

for full and unified consideration of the_ needs and interests of the 
Nation"s communities and of the people who live and work in them. 
Among other things, this means that it must recognize the integral 
relationship of the physical and social environments. At the same 
time, the Organization Plan must enable the Department to assist 
the President in achieving that essential coordination of Federal 
activities which materially affect urban, suburban and metropolitan 
development. The form of organization must be creatively fashioned 
to be hospitable to inter-governmental cooperation and to local and 
private action helpful in solving problems of housing, urban develop­
ment and mass transportation, and, of course, the form of organiza­
tion must be such as to encourage a vigorous private homebuilding 
and mortgage lending industry. 

• The attainment of these oh1ectiyes will require a reshaping 
of existing administrative patterns • 
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2 . The Secretary 

The proposed organization establishes a "strong" 
Secretary exercising unified control over his Department. 
He is provided with a strong staff structure which should 
enable him to perform effectively all essential management 
functions, including such vital ones as policy formulation and 
control, p-ogram evaluation, development of standards and 
procedures, budgetary control and research. 

In view of the importance of the Under Secretary and the 
Assistant Secretaries, it would assist in attaining the objective 
of unified control if the Secretary were given a significant voice 
in the making of these appointments. ' 

3. Headquarters Structure 

Careful consideration has been given to the respective 
merits of a "functional", as contrasted with a "divisional" 
(regional) type of organization. In the first, authority runs along 
functional lines from several headquarters chiefs to their program 
counterparts in the field. Such an organization is reminiscent of 
operations under HHFA. In the divisional organization, head­
quarters units would be utilized p-imarily as staff with responsi­
bilities which would include policy formulation, program evaluation, 
development of standards and procedures , budgetary controls and 
research. Responsibility for the day to day carrying out of Jr()grams 
and policies would be vested in strong Regional Administrators re­
porting directly to the Secretary through the Under Secretary. 

1Consideration was also given to a part "functional", part 
"divisional" organization in which certain Assistant Secretaries 
would have line responsibilities reaching into the field opera­
tionally along functionail lines, while other Assistant Secretaries 
would have staff responsibilities only. Such an organization has 
been discarded as depriving the Secretary of necessary staff at 
the Assistant Secretary level. In addition, such an organization 
would blur lines of command in that the Regional Administrator, 
and thoseunder him, would receive directives from more than 

_ ·; one source. 

The proposed Plan accepts unqualifiedly the concept of a 
strong regional oraan1iat1on with a direct line of command running

I \ 
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from the Regional Administrator to the Secretary through the 
Under Secretary, This is most consistent with a strong unified 
Department with ultimate power and responsibility resting 
clearly in the Secretary, It will relieve headquarters units 
generally of responsibility for day to day operations and pro­
vide the time and responsibility for vital staff functions I More-
over C as will appear. such an organization will put the answers 
into the field where they belong. 

4 • .Iield Struot.ure 

Day to day operations will be.unified under a number of 
Regional Administrators. The Regional Administritor will be 
responsible for the effective administration of De~mental 
policies , functions and programs in his region. 

The Regional AmMnistrator should be well paid and com­
petent. He should hav·e understanding of and sympathy\With the" .;:·programs and policies entrusted to him, and should have proved 
administrative ability. He reports to the Secretary through the 
Under Secretary. (See p. 9) 

s. Staff Organization and Personnel System 
I 

I Unification of control and decentralization of day'to day 
I operations will require maximum consolidation of similar staff 

• functions. Sound administration will create one unified Depart­I 
mental career system to replace the four or more separate and 
distinct "career ladders" now existing (FHA, PHA, FNMA and 
OA, including URA and CFA) • .. 

i There will be significant opportunities for economy and 
I efficiency as like technical staffs are consolidated for recruit­, I ment, training, promotion and operational purposes • The careful 

reexamination of differences in techniques between similar pro­
grams will be a very important consequence of this consolidation. 

Even more important, however, will be the effect of-staff 
consolidations in breaking down now obsolete loyalties to 
narrowly defined existinq programs. It will become clear to 
Departmental sta~ that their personal horizons have been 
broadened rather than endangered by the basic reorqanization 
recommended. 
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B. Transfer and Coordination of Federal Programs 

The transfer of a program or a function into the Department is 
not recommended unless control (as distinguished from coordination) 
is viewed as being important to the achievement of the Department's 
mission. Where such a program or function is severable, only that 
part is transferred into the Department as relates directly to the De­
partment's mission. The transfer out is recommended on the basis of 
reverse criteria. From time to time, other Federal programs and func­
tions should be reviewed to see whether they should be transfe1Ted 
into HUD"' including a careful analysis of the many components of 
the Civil Rights programs. 

Since a Plan of Organization must follow subktantive programs 
and functions, decisions on the recommendations wi~ shape the form 
of the organization. 

l • Transfers into the Department. 

"~.;:-
(a) Community Action Programs. We must recognize that the 

social problems of the cities have led to turmoil, strife 
and great dangers. Many of these problems are inextric­
ably tied to the physical environment. In the Judgment 
of the Task Force, they should be treated together. 

Community Action Programs of the Office of Equal Oppor­
tunity deal directly with the social environment of the City. 
Such programs could and would add important "human" 
dimensions to a Department that would otherwise be pre­
occupied with the physical environment alone • Moreover, 
the Department with its funds, programs and new status 
would lend needed strength to the Community Action Pro­
grams . This would tend to make them more successful 
and meaningful and to qive them essential continuity • 

.. I 

It is believed that the OEO programs must soon find perman­
ent homes in Executive Departments. A number already have. 
In the Judgment of the Task Force the Community Action 
Programs are vital to the performance of the new Department's 
total responsibilities and should be transferred to it. 

The Plan of Organization insures that Staff responsibilities 
__.... for CAP are given to an Assistant Secretary. These will be 

his principal duties. When transferred, the announcement 
.... l should make clear that in the President's view the transfer 

- • 
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is positive and necessary to the performance and long 
range success of CAP and to make our cities truly 
livable.* 

(b) Veterans Administration Mortgage Guaranty and Direct 
Loans . The functions of the Veterans Administration with 
respect to Veterans Mortgage Guaranty and Direct Loans 
should be transferred to HUD. This function is still sub­
stantial ($3 billion in 1963, of which $2 billion was old 
and $1 billion was new), and will grow. It is parallel to 
the functions performed by FHA. While leaving the eligi- -
bility certification with the Veterans Administration, this 
transfer will insure continuity of the Veterans Administra­
tion's Guaranty and Direct Loan Programs and will make 
them more efficient and helpful to veterans . It will assist 
the builder in that it will provide a one-stop service • 

2. Transfers Out of the Department - College Housing 

This is more suitably assigned to HEW. 

3. Special Functions 

(a) Metropolitan Transportation Planning. Orderly urban growth 
must take into account and deal effectively with the 3 R's of 
transportation--Road, Rail, Rapid Transit. Unless planning 
extends to all three, no serious 
In this case, coordination is a 
planning. 

planning can 
poor substitute 

be undertaken. 
for unified 

It is therefore recommended that the policy determination 
of whether and where such roads should be located in the 
metropolitan area should be a responsibility of HUD. The 
Bureau of Public Roads would retain all construction and 
engineering responsibilities, as well as the funds. -

(b) Clean Air. Clean Water andSolid Waste Disposal. Clean 
air and clean water are essential to a modern metropolitan 
community. Water ~upply and sewage lines shape future 
suburban, and hence future metropolitan, development. 
HUD now has some responsibilities for sewage and drain­
age programs. Air pollution has its principal impact in 
urban areas • 

* One member, 
reasons that 

Mr. Kermit Gordon~ dissents from this recommendation 
he submitted to the. Task Force in writing., 
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While it is recommended that other Departments have, 
and should continue to have, responsibilities in these 
areas, planning responsibilities with respect to metropoli­
tan clean air, clean water and solid waste disposal should 
be discharged by HUD. 

4. Coordination of Federal Programs 

All other Federal activities affecting housing and urban 
development shall be coordinated under the leadership of the 
Secretary of HUD at the direction of the President. This shall 
be done through a Council on Interdepartmental Coordination. 
The President will no doubt wish promptly to issue an approsrf­
ate directive to the Secretary of HUD and to the Secretaries and 
Heads of other affected departments and agencies. It would . 
be apirosrfate for the directive to stress the importance of re-
sponsible Departmental and Agency participation and to require 
a section on coordination of such activities to be included in 
the Secretary's annual report. 

II. 

The Plan of Organization-Headquarters 

A. TheSecretary 

l • The Secretary, as Head of the Department, has all of the 
ultimate responsibility and power that that implies. The iro­
posed organization is designed to enable him to be the Head 
of the Department in fact, as well as in name. 

2. Attached to the Secretary's office is a cluster of general 
Staff functions: General Counsel, Office of Congressional 
Relations; Office of Public Information, and Assistant Secre­
tary for Administration. The Office of Congressional Relations 
should be an effective vehicle for translating Departmental 
policies and programs into meaningful Congressional and Leg­
islative terms. 

B. The Council on Interdepartmental Coordination 

As already stated, it is iroposed to establish a Council on 
Interdepartmental Coordination to enable the Secretary to carry out 
his leadership responsibilities in\coordinating Federal activities 

I I 

\ I 
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affecting housing and urban development. The proposed Council----
1 

will be principally at the Secretarial level and will consist of: 
Chairman: Secretary) Department of HUD; Members: Secretaries 
of Defense, Interior,/ Commerce , Labor, and Health, Education 
and Welfare. The c1uncil sho~ld also include the Heads of the 
FAA, GSA and HLBB. 

I 

The Director of the Office of Economic Opportunity is not 
included since it is proposed to transfer the Community Action 
Program to HUD. if this should not be accomplished, the Direc­
tor should be on the Council. 

The Director of Urban Program CoordinaUon (established by 
the law) shall head the Secretariat of the Council. 

The Under Secretary 

l. The Under Secretary, subject to the direction of the Secretary, 
is the Chief Operating Officer of the Department. All Regional 
Administrators will report to him and he will be responsible to 
the Secretary for the achievement and coordination of policies, 
fu~tions" and programs that are operational. Through the field 
forces, the Under Secretary must be responsible for the coordin-

•ation of HUD programs and coordination be\ween HUD p-ograms 
and the programs of other Federal, State an~Local agencies in 
the field. Although the certification and annual recertification 
of basic plans, including workable programs, will be decentral­
ized to the Regional Administrator, the Under Secretary will have 

• supervisory res.ponsibilities with respect to this important con­
trol. '°" ~ 

2. Because of the inherent nature of a "one over one" type of 
organization, the Secretary should have a significant voice in 

• I the selection of the Under Secretary • 

D~ TheDeputy Under secretary 

I • . l. The Deputy Under Secretary shall be responsible for policy 
formulation, special demonstration projects and program eval­
uation. Since these responsibilities are vital both to future 
and existing programs, and since these responsibilities relate 
to the functions and programs of the entire Department, it is 
felt that they should be lodged in one who is not on an organ­
izational level with the Assistant Secretaries. The Deputy 

1 

I 

' • 
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Under Secretary should, if possible, be paid as much or 
slightly more than the Assistant Secretaries and should be 
appointed by the Secretary after being personally satisfied 
of his fitness and qualifications for the position. 

2. Reporting to the Deputy Under Secretary shall be the Com­
mittee on Research which shall consist of the three Directors 
of Research who head the three Research Offices • 'nle Committee 
on Research is primarily a research coordinating group. (See 
p. 9) The Institute for Urban Development will also report to 
the Deputy Under Secretary. • 

E. The Assistant Secretaries 

The Assistant Secretaries, together with the Deputy Under 
Secretary, should, together, constitute a strong, dynamic staff 
group. For the reasons stated in Article I, the Plan of Organization 
confers no line responsibility upon them. Within the p-ograms and 
responsibilities delegated to them, or specially assigned by the 
Secretary, there is no aspect of the Secretary's broad policy making 
responsibilities which should be immune to their searching inquiry. 
Ideally, they should be regarded as a unified staff with close pro­
fessional relationships under the leadership of the Secretary. If at 
all possible, the Secretary should have a significant voice in th$ir 
appointment. 

1. Assistant Secretary-Financial Assistance. lbe Assistant 
Secretary - Financial Assistance is also the FHA Commissioner. 
Under the Assistant Secretary are clustered the staff responsi­
bility for the FNMA, the Office of Mortgage Insurance (includes 
the FHA and the mortgage insurance functions of the Veterans 
Administration) and the Office of Credit Policies. The Office 
of Credit Policies has staff responsibility for the programs· 
shown on the Organizational Chart (Sheet 1). These are IX'!­
marily direct payment programs. It should be noted that the 
functions of the Public Housing Authority have been separated 
and that staff responsibility for the financial aspects has been 
placed in the Office of Credit Policies under the Assistant 
Secretary - Financial Asai stance . 

2. Assistant Secretary - Physical Facilities. Under this Assist-
ant Secretary have 1been clustered staff responsibility for those 
programs and functions relating IX'!marily to physical environ­
ment, including large ,scale subdivisio·ns and new developments.- . .:­
Sheet 1 of the Plan of Organization sets out the details. ~ '· 

Ii [
I I 
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3. Assistant Secretary - Community Action Programs, This 
Assistant Secretary has staff responsibility for all Commun­
ity Action Programs hroposed to be transferred from the 
Office of Economic Opportunity). Because the problem of 
Civil Rights ts central to the reconstruction of cities, the 
Assistant Secretary must give it special attention and close 
liaison with agencies and units charged with responsibility 
in this area. There is also the Office of Intergroup Relations 
and the Office of Relocation Assistance. 

4. Assistant Secretary - Intergovernmental Cooperation. Under 
this Assistant Secretary are several offices dealing with inter­
governmental cooperation, including notably the Office of 
Technical Assistance and Information, which includes the • 
clearing house functions of the Department. 

S. Research. A separate Office of Research has been established 
under each of the first three Assistant Secretaries. It is believed 
that the functions and programs of these three Assistant Secre­
taries are sufficiently disparate so that it will not be duplicitous 

~ to have three such offices • Indeed, it would be inevitable for 
the three Assistant Secretaries to have their own Research 
Assistants, whether expressly so designated or not. However, 
to insure coordination between such offices, and to make certain 
that such facilities as a research library, for example, exist in 
common, the Directors of these three offices are brought together 
as a Committee on Research directly under the Deputy Under 
Secretary. 

m. 
The Plan of Organization - Field 

A. TheRegional Administrator 

1. The Regional Administrator reports to the Secretary through the 
Under Secretary. He is, therefore, the Chief Operating Officer 
for the Re9ion. All policies, i:rograms and functions of the 
Department that are operational in his Region are unified under 
him. This would also include special demonstration pojects. 

2. Clustered under him are such positions as Regional Program 
Budget Officer; Regional Assistant for Public Information, and 
Regional Assistant for Administration. 

I 
/I
I I 
I 
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3. The ideal Regional Administrator will maintain close and 
effective relationships with Senators, Members of Congress, 
and State and Local Government officials from his Region. 
It would be expected that by virtue of his character and abil­
it,1 and the delegation of power to him, he would be able to 
ta,-:e responsible action in the great preponderance of instance• 
without resort to Washington. 

• ' 4. Under a divisional Plan of Organization, t.&,e operational suc-
cess of the Department will depend principally upon the quality 
of the Regional Administrator. He should be well paid and 
carefully sele.c ..t~d on the basis of high qualification standard ■• 

His appointment. should be at the discretion of the Secretary • 
and excepted from career service classificatioJ°•in.;:;:»rder to 
permit the Secretary maximum flexibility in selecting the moat 
outstanding candidates from within as well as without the federal 
service. The policy formulations at Headquarters should of 
course be sufficiently detailed so as to insure relatively uniform 
application nationally. However, uniformity should not be 
obtained at the expense of the judgment and discretion of the 
Regional Administrator. It will be the responsibility of the 
Secretary to make certain that the natural inclination of Head• 
quarters Staff to control operations through overly-detailed 
policy formulations is not given such scope as to deny to the 
Regional Administrator the responsibility and opportunity to 
exercise judgment and discretion. 

s. Considerable authority will be vested in him through the power 
which he should possess to certify and annually to recertify 
basic plans, including workable programs. His exercise of 
this power is of course subject to policies to be given him and 
to the supervisory responsibility of the Under Secretary. 

B. Regional Office for Coordination of Departmental 
Programs (Coordinators Geographically Assigned) 

_...-· 
I • Attached to the Regional Administrator is the Office for Co­
I 

ordination of Departmental Programs, with the Coordinators being' j. -
..-..-. • I geographically assigned. Every local community having a HUD 

program will be served by a Regional Coordinator. He is the point 
of contact between the Regional Office and the metropolitan area,

I 

including the local communities within the metropolitan area. From 
. ,I'

the drawing up of required plans, to the preparation of application ■, 

to expediting their review by the Regional Office Staff, to checking 
on the execution of projects, the Coordinator advises, guides and . 
stimulates the local community into taking advantage of Federal· 

I urban programs. At the same time, he assists these communitie ■ 
·' 

in meeting requirements for such Federal aid. 
••• .,:·,. • 1 
~ "•+;. .. I 
. .,•., 

•,.t,r 
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"•Although based physically in the Regional Office, the Co-
ordinator will spend a good deal of Ume in the metropolitan area 
or areas he serves. 1 • \ 

~ 

C. Assistant Administrators 

Four of these AsBi-stant Administrators are the program and 
operational counterparts of the four Assistant Secretaries >~'l'l'te 
fifth Assistant Administrator carries out in the field the interdepart­
mental coordination functions discharged at Headquarters by the 
Council on Interdepartmental Coordination • He undoubtedly will 
be assisted in this by the Director of Urban Program Coordination, 
who heads the Secretariat to the Council. 

It will be kept in mind that other Federal programs will be in 
Departments or Agencies where decision making will not be as de­
centralized as is proposed here. Hence, Regional representatives 
of such Departments and Agencies will be referring coordination 
matters raised by the Assistant Regional Administrator to Washington. 
for decision. It is important that this not be permitted to recentral­
ize HUD functions in Washington and ~at HUD decisions are kept.. 
in the field. .I 

I : .. 
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The Proposed Plan of Organization submitted herewith 

is the Task Force Subcommittee draft of November 26, reVised 

to meet the views of the Task Force as expressed at the 
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Proposed 
Plan of Organization 

for the 
Department of Housing and Urban Development 

I. 

Conclusions and Recommendations 

A. The Organization 

..1. Basic Objectives I 
The establishment of a new Department provides an unique 

opportunity to create an organizational structure specially de­
signed to enable the Department to fulfill its basic tasks and 
mission. 

I 

The organization of the Department of Housing and Urban 
Davelopment must be shaped to give the best possible administra­
tion to the specific programs e\1trusted to the Department, and to 
be resilient enough to flex and grow as new programs are confided 
to it, or old ones expanded and modified. 

The Organization Plan must enable the Department to provide 
for full and unified consideration of the needs and interests of the 
Nation's communities and of the people who live and work in them. 
Among other things, this means that it must recognize the integral 
relationship of the physical and social environments. At the same 
time, the Organization Plan must enable the Department to assist 

.'.{(_. the President in achieving that essential coordination of Federal 
1~; activities which materially affect urban, suburban and metropolitan
;f, development. The form of organization must be creatively fashioned 

to be hospitable to inter-governmental cooperation and to local and 
private action helpful in solving problems of housing, urban develop­
ment and mass transportation, and, of course, the form of organiza­
tion musJ be such as to encourage a vigorous private homebuilding 
and mort1gage lending industry. 

. . ' 

• The attainment of these objectives will rea\iire a reshaping 
of existing administrative patterns.· ~ 
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The Secretary 

The proposed organization establishes a "strong" 
Secretary exercising unified control over his Department. 
He is provided with a strong staff structure which should 
enable him to perform effectively all essential management 
functions, including such vital ones as policy formulation and 
contr~, program evaluation, development of standards and 

u 
procedures, budgetary control and research. 

In view of the importance of the Under Se~cretary and the 
Assistant Secretaries, it would assist in attaini&i the objective 
of unified control if the Secretary were given a significant voice 
in the making of these appointments. 

3. Headquarters Structure 

- Careful consideration has been given to the respective 
merits of a "functional" , as contrasted with a "divisional" 
(regional) type of organization. In the first, authority runs along 
functional lines from several headquarters chiefs to their program 
counterparts in the field. Such an organization is reminiscent of 
operations under HHFA. In the divisional organization, head­
quarters units would be utilized primarily as staff with res ponsi­
bilities which would include policy formulation, program evaluation, 
development of standards and procedures, budgetary controls and 

·research. Responsibility for the day to day carrying out of programs 
and policies would be vested in strong Regional Administrators re­
porting directly to the Secretary through the Under Secretary. 

Consideration was also given to a part "functional", part 
"divisional" organization in which certain Assistant Secretaries 
would have line responsibilities reaching into the field opera­
tionally along functional lines, while other Assistant Secretaries 
would have staff responsibilities only. Such an organization has 
been discarded as depriving the Secretary of necessary staff at 
the Assistant Secretary level. In addition, such an organization 
would blur lines of command in that the Regional Administrator, 
and those under him, would receive directives from more than 
one source. 

The proposed Plan accepts unqualifiedly the concept of a 
strong regional organization with a direct line of command running 

I: 
I 
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• 

from the Regional Administrator to the Secretary through the 
Under Secretary. This is most consistent with a strong unified 
Dep.:1rtment with ultimate oower and responsibility resting 
clearly in the Secretary. It will relieve headquarters units 
generally of responsibility for day to day operations and pro­
vide the time and responsibility for vital staff functions, More­
over, as will appear, such an organization will put the answers 
into the field where they belong . 

. ~• J:ield Structure 

Day to day operations will be unified under a number of 
Regional Administrators. The Regional Administrator will be 

- responsible for the effective administration of Departmental 
policies, functions and programs in his region. 

The Regional Administrator should be well paid and com­
petent. He should have understanding of and sympathy with the 
programs and policies entrusted to him, and should have proved 
administrative ability. He reports to the Secretary through the 
Under Secretary. (See p. 9) 

5. Staff Organization and Personnel System 

Unification of control and decentralization of day·to day 
operations will require maximum consolidation of similar staff 
functions. Sound administration will create one unified Depart­
mental career system to replace the four or more separate and 
distinct "career ladders" now existing (FHA, PHA, FNMA ·and 
OA, including URA and CFA) • 

There will be significant opportunities for economy and 
efficiency as like technical staffs are consolidated for recruit­
ment, training, promotion and operational purposes . The careful 
reexamination of differences in techniques between similar pro­
grams will be a very important consequence of this consolidation. 

Even more important, however, will be the effect of staff 
consolidations in breaking down now obsolete loyalties to 
narrowly defined existing programs. It will become clear to 
Departmental staf~ that their personal horizons have been 
broadened rather than endangered by the basic reorganization 
recommended • .;:-- ✓ 
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• 
B. Transfer and Coordination of Federal Programs 

. /. The transfer of a program or a function into the Department is 
not recommended unless control (as distinguished from coordination) 
is viewed as being important to the achievement of the Department's 
mission. Where such a program or function is severable, only that 
part is transferred into the Department as relates directly to the De­
partment's mission. The transfer out is recommended on the basis of 
reverse criteria. From time to time, other Federal programs and func­
tions should be reviewed to see whether they should be transferred 
into HUD, including a careful analysis of the many components of 
the Civil Rights programs·. 

Since a Plan of Organization must follow substantive programs 
and functions, ·decisions on the recommendations will shape the form 
of the organization. 

l. Transfers into the Department r 
(a) Community Action Programs. We must recognize that the 

social problems of the cities have led to turmoil, strife· 
and great dangers. Many of these problems are inextric­
ably tied to the physical environment. In the judgment 
of the Task Force, they should be treated together. 

Community Action Programs of the Office of Equal Oppor­
tunity deal directly with the social environ.ment of the City. 
Such programs could and would add important "human" 
dimensions to a Department that would otherwise be pre­
occupied with the physical environment alone. Moreover, 
the Department with its funds, programs and new status 
would lend needed strength to the Community Action Pro­
grams. This would tend to make them more successful 
and meaningful and to give them essential continuity. 

) 

It is believed that the OEO programs must soon fina perman­
ent homes in Executive Departments. A number already have. 
In the judgment of the Task Force the Community Action . 
Programs are vital to the performance of the new Department's 
total responsibilities and should be transferred to it. 

The Plan of Organization insures that Staff responsibilities 
for CAP are given to an Assistant Secretary. These will be 
his principal duties. When transferred, the announcement 
should make clear that in the President's view the transfer 

I 
r 
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is positive and necessary to the performance and long 
range success of CAP and to make our cities truly 
livable.* • 

(b) Veterans Administration Mortgage Guaranty and Direct 
Loans. The functions of the Veterans Administration with 
respect to Veterans Mortgage Guaranty and Direct Loans 
should be transferred to HUD. This function is still sub­
stantial ($3 billion in 1963, of which $2 billion was old 
and $1 billion was new), and will grow. It is parallel to 
the functions performed by FHA. While leaving the eligi­
bility certification with the Veterans Administration, this 
transfer will insure continuity of the Veterans Administra­
tion's Guaranty and Direct Loan Programs and will make 
them more efficient and helpful to veterans. It will assist 
the builder in that it will provide a one-stop service. 

2. Transfers Out of the Department - College Housing 

This is more suitably assigned to HEW. 

3. Special Functions 

(a) Metropolitan Transportation Planning. Orderly urban growth 
must take into account and deal effectively with the 3 R's of 
transportation--Road, Rail, Rapid Transit. Unless planning 
extends to all three, no serious planning can be undertaken. 
In this case, coordination is a poor substitute for unified 
planning. 

It is therefore recommended that the policy determination' 
of whether and where such roads should be located in the 
metropolitan area should be a responsibility of HUD. The 
Bureau of Public Roads would retain all construction and 
engineerin9 responsibilities, as well as the funds. 

(b) Clean Air, Clean Water and Solid Waste Disposal. Clean 
air and clean water are essential to a modern metropolitan 
community. Water supply and sewage lines shape future 
suburban,· and hence future metropolitan, development. 

<... HUD now has sqme responsibilities for sewage and drain-

- age programs. Air pollution has its principal impact in 
urban areas. / 

-----! 
* One member, Mr. Kermit Gorµon, dissents from this recommendation for 

reasons that he submitted to /the Task Force in writing. ' 
I I 

/. 
,, I 

fj 



-6-

..While it is recommended that other Departments have, 
and should continue to have, responsibilities in these 
ar~as, planning responsibilities with respect to metropoli-

"' tan.-clean air, clean water and solid waste disposal should 
be discharged by HUD. 

4. • Coordination of Federal Programs 

All other Federal activities affecting housing and urban 
development shall be. coordinated under the leadership of the 
Secretary of HUD at the direction of the President. Thi.$ sllall 
be done through a Council on Interdepartmental Coordin~ation. 
The President will no doubt wish promptly to issue an appropri­
ate directive to the Secretary of HUD and to the Secretaries and 
Heads of other affected departments and agencies. It would 
be appropriate for the directive to stress the importance of re­
sponsible Departmental and Agency participation and to require 
a section on coordination of such activities to be included in 
the Secretary' s annual re port . 

II• 

The Plan of Organi zation-Headguarters 
,. 

,- A. The' Secretary 

l. The Secretary, as Head of the Department, has all of the 
•ultimate responsibility and power that that implies. The pro­
posed organization is designed to enable him to be the Head 
of the Department in fact, as well as in name. 

2. Attached to the Secretary's office is a cluster of general 
Staff functions: General Counsel, Office of Congressional 
Relations; Office of Public Information, and Assistant Secre­
tary for Administration. The Office of Congressional Relations 
should be an effective vehicle for translating Departmental 
policies and programs into meaningful Congressional and Leg­
islative terms. 

B. The Council on Interdepartmental Coordination 

As already stated, it is proposed to establish a Council on 
Interdepartmental Coordination to enable the Secretary to carry out 
his leadership responsibilities in coordinating Federal ,activities 

ii 
'I

I 
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affecting housing and urban development. The proposed Council. 
will be principally at the Secretarial level and will consist of: 
Chairman: Secretary, Department of HUD; Members: Secretaries 
of Defense, Interior, Commerce, Labor, and Health, Education 
and Welfare. The Council should also include the Heads of the 
FAA, GSA and HLBB. 

The Director of the Office of Economic Opportunity is not 
included since it is proposed to transfer the Community Action 
Program to HUD. If this should not be accomplished, the Direc­
tor should be on the Council. 

The Director of Urban Program Coordination (established by 
the law) shall head the Secretariat of the Council. 

C. The Under Secretary 

1. The Under Secretary, subject to the direction of the Secretary, 
is the Chief Operating Officer of the Department. All Regional 
Administrators will report to him and he will be responsible to 
the Secretary for the achievement and coordination of policies, 
functions and programs that are operational. Through the field 
forces, the Under Secretary must be responsible for the coordin­
ation of HUD programs and coordination between HUD programs 
and the programs of other Federal, State and Local agencies in 
the field. Although the certification and annual recertification 
of basic plans, including workable programs, will be decentral­

-.... ized to the Regional Administrator, the Under Secretary will have 
supervisory responsibilities with respect to this important con­
trol. 

--~ 
., 

V 2 . Because of the inherent nature of a "one over one" type of~ ..; 
organization, the Secretary should have a significant voice in 
the selection 

\ 
of the Under Secretary.A1· 

7 / D. The Deputy Under Secretary 

1. The Deputy UndeJ S!3cretary shall be responsible for policy 
formulation, specia·l demonstration projects and program eval­
uation. Since these responsibilities are vital b_oth to future 
and existing programs, and since these responsibilities relate 
to the functions and programs of the entire Department, it is 
felt that they should be lodged in one who is not on an organ­
izational level with the Assistant Secretaries. The Deputy 
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Under Secretary should, if possible, be paid as much or 
slightly more than the Assistant Secretaries and should be 
appointed by the Secretary after being personally satisfied 
of his fitness and qualifications for the position. 

2. Reporting to the Deputy Under Secretary shall be the Com­
mittee on Research which shall consist of the three Directors 
of Research who head the three Research Offices. The Committee 
on Research is primarily a research coordinating group. (See 
p. 9) The Institute for Urban Development will also report to 
the Deputy Under Secretary. 

E. The Assistant Secretaries_ 

The Assistant Secretaries, together with the Deputy Under 
Secretary, should, together, constitute a strong, dynamic staff 
group. For the reasons stated in Article I, the Plan of Organization 
confers no line responsibility upon them. Within the programs and 
responsibilities delegated to them, or specially assigned by the 
Secretary, there is no aspect of the Secretary's broad policy making 
responsibilities which should be immune to their searching inquiry. 
Ideally, they should be regarded as a unified staff with close pro-
fessional relationships under the leadership of the Secretary. If at 
all possible, the Secretary should have a significant voice in their 
appointment. 

1. Assistant Secretary-Financial Assistance. The Assistant 
Secretary - Financial Assistance is also the FHA Commissioner. 
Under the Assistant Secretary are clustered the staff responsi­
bility for the FNMA, the Office of Mortgage Insurance (includes 
the FHA and the mortgage insurance functions of the Veterans 
Administration) and the Office of Credit Policies. The Office 
of Credit Policies has staff responsibility for the programs 
shown on the Organizational Chart (Sheet 1). These are pri­
marily direct payment programs. It should be noted that the 
functions of the Public Housing Authority have been separat~d 
and that staff responsibility for the financial aspects has been 
placed in the Office of Credit Policies under the Assistant 
Secretary - Financial Assistance. 

2. Assistant Secretary - Physical Facilities. Under this Assist-
ant Secretary have been clustered staff responsibility for those 
programs and functions relating primarily to physical environ­
ment, including large scale subdivisions and new developments. 
Sheet· 1 of the Plan of Organization sets out the details. 

i 
r1 



-9-

3. Assistant Secretary - Community Action Programs. Thi~ 
Assistant Secretary has staff responsibility for all Comm~n­
ity Action Programs (proposed to be transferred from the • 
Office of Economic Opportunity). Because the problem of 
Civil Rights is central to the reconstruction of cities, the 
Assistant Secretary must give it special attention and close 
liaison with agencies and units charged with responsibility 
in this area. There is also the Office of Intergroup Relations 
and the Office of Relocation Assistance. 

4. Assistant Secretary - Intergovernmental Cooperation. Under 
this Assistant Secretary are several offices dealing with inter-
governmental cooperation, including I)Otably the Office of • , 
Technical Assistance and Information, which includes the 

. clearing house functions of the Department. 

s. Research. A ~eparate Office of Research has been established 
under each of the first three Assistant Secretaries. It is believed 
that 

/ 
the functions and programs of these three Assistant Secre-

taries are sufficiently disparate so that it will not be duplicitous 
to have three such offices. Indeed, it would be inevitable for 
the three Assistant Secretaries to have their own Research 
Assistants, whether expressly so designated or not. However,' 
to insure coordination between such offices, and to make certain 
that such facilities as a research library, for example, exist in 
common, the Directors of these three offices are brought together 
as a Committee on Research directly under the Deputy Under 
Secretary. 

III. 

The Plan of Organization - Field 

A. The Regional Administrator 

1. The Regional Administrator reports to the Secretary through the 
• Under Secretary. He is, therefore, the Chief Operating Officer 

for the Region. All policies, programs and functions of the 
Department that are operational in his Region are unified under 
him. This would also include special demonstration projects. 

2. Clustered under him are such positions as Regional Program 
Budget Officer; Regional Assistant for Public Information, and 
Regional Assistant for Administration. 

l • 
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3. The ideal Regional Administrator will maintain close and 
·- ...,,,. 

effective relationships with Senators, Members of Congress, 
and State and Local Government officials from his Region. 
It would be expected that by virtue of his character and abil-
ity and the delegation of power to him, he would be able to . 
take responsible action in the great preponderance of instances 
without resort to Washington. 

4. Under a divisional Plan of Organization, the operational suc­
cess of the Department will depend principally upon the quality 
of the Regional Administrator. He should be well paid and 
carefully se1~·tted on the basis of high qualification standards. 
His appointment should be at the discretion of the Secretary 
and excepted from career service classification in order to 
permit the Secretary maximum flexibility in selecting the most 
outstanding candidates from within as well as without the federal 
service. The policy formulations at Headquarters should of 
course be sufficiently detailed so as to insure relatively uni!orm 
application nationally. However, uniformity should not be 
obtained at the expense of the judgment and discretion of the 
Regional Administrator. It will be the responsibility of the 
Secretary to make certain that the natural inclination of Head­
quarters Staff to control operations through overly-detailed 
policy formulations is not given such scope as to deny to the 
Regional Administrator the responsibility and opportunity to 
exercise judgment and discretion. 

5. Considerable authority will be vested in him through the power 
which he should possess to certify and annually to recertify !I 
basic plans, including workable programs. His exercise of ! 

this power is of course subject to policies to be given him and 
to the supervisory responsibility of the Under Secretary. 

B. Regional Office for Coordination of Departmental 
Programs (Coordinators Geographically Assigned) 

Attached to the Regional Administrator is the Office for Co­
ordination of Departmental Programs, with the Coordinators being 
geographically assigned. Every local community having a HUD 
program will be served by a Regional Coordinator. He is the point 
of contact between the Regional Office and the metropolitan area, I 
including the local communities within the metropolitan area. From . I 
the drawing up of required plans, to the preparation of applications, 
to expediting their review by the Regional Office Staff, to checking I 
on the execution of projects, the Coordinator advises, guides and 
stimulates the local community into taking advantage 0£ Federal 
urban programs. At the same time, he assists these communities 
in meeting requirements for such Federal aid. 

r 
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\ . 

Although based physically in the Region!3-l Office, the Co­
,. ordinator will spend a good deal of time in the metropolitan area 

or areas he serves. 

C. Assistant Administrators 

Four of these Assistant Administrators are the program and 
operational counterparts of the four Assistant Secretaries. The 
fifth Assistant Administrator carries out in the field the interdepart"-' 
mental coordination functions discharged at Headquarters by the 
Council on Interdepartmental Coordination. He undoubtedly will 
be assisted in this by the Director of Urban Program Coordination, 

-·· who heads the Secretariat to the Council. 

It will be kept in mind that other Federal programs will be in 
Departments or Agencies where decision making will not be as de­
centralized as is proposed here. Hence, Regional representatives 
of such Departments and Agencies will be referring coordination ' 
matters raised by the Assistant Regional Administrator to Washington 
for decision. It is important that this not be permitted to recentral­
ize HUD functions in Washington and that HUD decisions are kept 
in the field. 

~ .,-. 
•,;, I 
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Thuraday,_ Dccombor 23, 1965 
6:35 p.m. 

FOR THE PRESIDENT 

' 
Citle• Report • 

L Organlzatlon ol H. U. D. 

H. U. D. ehould be more than a glorified HHFA. I! it la 
to be that, ite~11tructure ln Washington and the £ield mu ■ t!reflect 

· aocial aa well aa buildlni purpose•• 

The propoeed organization would veat operating authority 
ln the Secretary and Under Secretary, and thence down to Regional 
Admlnbtratora. 

• ., The four Aealatant Secrctarie ■, including the FHA man~ 
would be ataf£ to the Secretary. They would not have direct line 

·, authority to their component• In the field. 

ID brief the chart ia: 

Secretary 
. Under Secretary

I • 

Aaat Scc'y•••••••-Aaat Sec:'y•••-.•••al!Aaat Sec'y••••••--Asst Sec• y 
FHA Physical : Social Inter-

• I p 1E nviron- , rograma governmenta 
. , ment . : 

I 
(C. A. P. ) Cooperation 

I 
•' I 

I 
I 

. Regional Administrator 
(In effect, H. U, D. Secretary for hie region) 

IL Other urban programs: 

I 

Congreaa want• H. U. D. to examine other program• in 
aovernment tut ought to be brouibt into the new department. 

__,.. ,. 

RECEIVED 

MAR1 G i967 
< • 

CHHHALfiLd 
, .... 

• t • • • ' 

~, .... th::, .. ·.,.,;~ .... : ... ",!~~'- •.. :."'- •. J. . ' .... ·,I 
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