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It is  popu la r ly  accepted  t h a t  t h e  r o l e  o f  t h e  P re s iden t  o f  

t h e  Un i t ed  S t a t e s  h a s  become s o  complicated t h a t  s u c c e s s f u l  

performance i s  a lmos t  beyond human a b i l i t y .  No o t h e r  execu t ive  

c o n s t a n t l y  f a c e s  s o  many d e c i s i o n s ,  over  s o  wide a range o f  t o p i c s ,  

wi th  such  p o t e n t i a l l y  grave  consequences,  and s u b j e c t  t o  s o  much 

s c r u t i n y .  T h i s  i s  compounded by t h e  f a c t  t h a t  any one d e c i s i o n  h a s  

r i p p l e  effects i n t o  many o t h e r  a r e a s ,  some fo re seen  and many t h a t  

a r e  n o t .  Given t h i s  s i t u a t i o n ,  i t  i s  r ea sonab le  t o  make use  o f  any 

t echn ique  o r  d e v i c e  t h a t  ha s  t h e  p o t e n t i a l  of improving execu t ive  

performance. 

An i n t e r e s t i n g  f a c e t  of t h e  Ca r t e r  Adminis t ra t ion  has  been 

i ts e f f o r t  t o  u se  i n fo rma t ion  systems technology t o  improve t h e  

decis ionmaking p r o c e s s  i n  t h e  White House, o r  more c o r r e c t l y ,  i n  t h e  

Execut ive O f f i c e  o f  t h e  P re s iden t  (E.O.P.). There a r e  two major 

r ea sons  f o r  t h i s  development. F i r s t ,  t h e  P r e s i d e n t  seems f avo rab ly  

d i sposed  t o  technology .  With h i s  r a t i o n a l  decis ionmaking s t y l e  and 

h i s  background i n  n u c l e a r  eng inee r ing ,  t h e  P r e s i d e n t  i s  probably 

aware of  t h e  p o t e n t i a l  of technology and i s  comfor tab le  w i t h  i t .  

Second, one of t h e  s t a f f  members P r e s i d e n t  Carter brought  

wi th  him from Georg ia ,  Richard Harden, i s  keenly  i n t e r e s t e d  i n  

in format ion  technology.  Harden, who h a s  a  background i n  account ing  

i s  i n t e r e s t e d  i n  ways i n  which in fo rma t ion  sys tems  cou ld  a l t e r  t h e  

r o l e s  and performance of P r e s i d e n t i a l  a s s i s t a n t s .  (1 
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Harden's concept  i s  t h a t  t h e  performance o f  P r e s i d e n t i a l  

a s s i s t a n t s  and t h e i r  s t a f f s  can be improved through changes i n  

o r g a n i z a t i o n  and suppor t  systems. The suppor t  systems would emerge 

from u s i n g  a network o f  t e r m i n a l s  and computers t o  provide  b e t t e r  

c o n t r o l  o f ,  and a c c e s s  t o ,  d a t a .  Such systems a r e  known 

c o l l o q u i a l l y  a s  " o f f i c e  automationu.  

Along wi th  t h e  d e s i r e  t o  improve t h e  performance o f  

P r e s i d e n t i a l  a s s i s t a n t s ,  Harden a l s o  appea r s  t o  want t o  f r e e  t h e  

P r e s i d e n t  from some o f  t h e  c o n s t r a i n t s  imposed by t h e  Washington 

in fo rma t ion  and decis ionmaking e s t ab l i shmen t .  A s  o u t s i d e r s  w i thou t  

p r i o r  Washington expe r i ence ,  t h e  a d v i s o r s  around P r e s i d e n t  C a r t e r  

have r e s e n t e d ,  o f t e n  w i th  j u s t i f i c a t i o n ,  t h e i r  dependency on t h e  

Washington bureaucracy.  The thought  t h a t  communication and 

in fo rma t ion  technology might e n l a r g e  t h e  c i r c l e  o f  P r e s i d e n t i a l  

a d v i s o r s  and provide new sou rces  o f  i n fo rma t ion  i s ,  on t h e  s u r f a c e ,  

a n  appea l ing  one. Th i s  could  be done by developing r e s o u r c e  

networks.  One network l i nked  t o  many o u t s i d e  e x p e r t s  a c r o s s  t h e  

count ry  could  be used t o  p o l l  s e l e c t i v e  r e l e v a n t  e x p e r t s  f o r  

a d d i t i o n a l  d a t a  o r  op in ions  on p a r t i c u l a r  t o p i c s  a s  t hey  a r i s e .  

Another network might be developed t o  p rov ide  d i r e c t  a c c e s s  t o  

v a r i o u s  d a t a  bases ,  avo id ing  t h e  d e l a y s  and d i s t o r t i o n s  i n h e r e n t  i n  

conven t iona l  a c c e s s  v i a  i n t e r m e d i a r i e s .  

A t  t h e  beginning of t h e  C a r t e r  Admin i s t r a t i on ,  t h e r e  was 

r e l a t i v e l y  l i t t l e  i n fo rma t ion  p roces s ing  i n  t h e  E.O.P. The 

a p p l i c a t i o n s  which e x i s t e d  were fragmented and uncoord ina ted .  One 
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c l u s t e r  o f  systems,  developed by t h e  O f f i c e  o f  Management and Budget 

(O.M.B.), c e n t e r e d  around Federa l  government budget p r e p a r a t i o n  and 

a n a l y s i s ,  and c e r t a i n  Fede ra l  r e g u l a t i o n s  ( f o r  i n s t a n c e ,  t h e  Freedom 

o f  I n f o r m a t i o n  Act ) .  Another group of  systems supported t h e  

N a t i o n a l  S e c u r i t y  Council  (N.S.C.), and a  t h i r d  group had been 

developed by t h e  U.S. Represen ta t i ve  f o r  Trade Nego t i a t i ons  (S.T.R.) 

a s  p a r t  of t h e  GATT and m u l t i n a t i o n a l  t r a d e  n e g o t i a t i o n s .  A f o u r t h  

c l u s t e r ,  much l e s s  homogeneous, suppor ted  t h e  White House s t a f f .  

Other  a g e n c i e s  o r  groups w i t h i n  t h e  E.O.P. t h a t  needed a p p l i c a t i o n s  

developed o r  needed a c c e s s  t o  a  computer,  made do on a n  ' ad  hoc '  

b a s i s ,  u s i n g  s e r v i c e s  provided by Fede ra l  d a t a  c e n t e r s  o r  commercial 

s e r v i c e  bureaus.  

For  t h e  most p a r t ,  t h e  hardware and o p e r a t i n g  system sof tware  

i n s t a l l e d  i n  t h e s e  f o u r  c l u s t e r s  were r e l a t i v e l y  a n t i q u a t e d .  

Except f o r  t h e  N.S.C. and t h e  S.T.R., adequate  c a p a c i t y  du r ing  peak 

l o a d i n g  was always a  problem. When needed,  a d d i t i o n a l  c a p a c i t y  was 

ob t a ined  from t h e  departments  o r  o t h e r  Fede ra l  d a t a  p roces s ing  

c e n t e r s ,  w i th  t h e  r e s u l t  t h a t ,  ove r  t i m e ,  it seemed t h a t  more 

a p p l i c a t i o n  systems were being run  on computers o u t s i d e  t h e  E.O.P. 

t h a n  w i t h i n .  Although, i n  a  r e s t r i c t i v e  s e n s e ,  t h i s  may be  

cons idered  "cos t  e f f e c t i v e u ,  a  c o n s i d e r a b l e  p r i c e  was pa id  i n  

a p p l i c a t i o n  system s t a f f  p r o d u c t i v i t y ,  o p e r a t i o n a l  complexi ty ,  

maintenance s u p p o r t ,  and i n  a  l a c k  o f  c o n t r o l .  The t e c h n i c a l  s t a f f  

had t o  be f a m i l i a r  w i th  many envi ronments ,  and t h e r e  were t o o  many 

e v e n t s  beyond s t a f f  c o n t r o l  t h a t  i n f l u e n c e d  t h e i r  a b i l i t y  t o  meet 

scheduled commitments. 
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Three o t h e r  f a c t o r s  tended t o  i n f l u e n c e  t h i s  environment .  

The White House f r e q u e n t l y  usurped s t a f f  and equipment c a p a c i t y .  

Because t h e s e  r e q u e s t s  came from s t a f f  t h a t  worked c l o s e l y  w i t h  the 

P r e s i d e n t ,  t h e  r e q u e s t s  tended t o  be g iven  a  h ighe r  p r i o r i t y  t h a n  

was warran ted  on t h e  c o n t e n t  o f  t h e  a p p l i c a t i o n  a lone .  

Second, t h e r e  w a s  no formal  mechanism f o r  r e s o l v i n g  r e s o u r c e  

o r  a p p l i c a t i o n  development c o n f l i c t s  among E.O.P. u n i t s .  I n  

p r a c t i c e  t h e  r e l a t i v e  power o f  t h e  u n i t s  o r  p r i n c i p a l s  i nvo lved  

tended t o  be t h e  govern ing  f a c t o r .  

Thi rd ,  a  c o n f l i c t  e x i s t e d  w i t h i n  O.M.B. The In fo rma t ion  

Systems Div i s ion  provided both  d a t a  p roces s ing  f a c i l i t i e s  and 

a p p l i c a t i o n s  development s e r v i c e s ,  --- a s  w e l l  a s  being r e s p o n s i b l e  f o r  

e s t a b l i s h i n g  government-wide Automatic Data Process ing  (A.D.P.) 

po l i cy .  I n  o r d e r  t o  p r o t e c t  i t s e l f  from c r i t i c i s m ,  t h i s  group 

tended t o  be c o n s e r v a t i v e  i n  i ts  f a c i l i t i e s  and a p p l i c a t i o n  

development r o l e .  That i s ,  they  ope ra t ed  w i th  l i t t l e  s l a c k  c a p a c i t y  

and they  were f o l l o w e r s  r a t h e r  t han  i n n o v a t o r s  i n  t h e  d e s i g n  and u s e  

o f  in format ion  systems. 

Seve ra l  a d d i t i o n a l  c h a r a c t e r i s t i c s  o f  t h e  E.O.P. environment  

compounded t h e  d i f f i c u l t y  of t h e  s i t u a t i o n .  The n a t u r e  o f  t h e  work 

w i t h i n  t h e  E.O.P. i s  h i g h l y  p re s su red  and always impor t an t .  The 

range i n  power between i n d i v i d u a l s  a t  t h e  t o p  and t h e  bottom o f  t h e  

o r g a n i z a t i o n a l  s t r u c t u r e  i s  s o  g r e a t  t h a t  communication f r e q u e n t l y  

breaks  down and,  a s  s e r v i c e  r e q u e s t s  a r e  t r a n s m i t t e d  from one  

o r g a n i z a t i o n a l  l e v e l  t o  a n o t h e r ,  c o n s i d e r a b l e  d i s t o r t i o n  i s  

in t roduced .  The workload i s  s o  heavy and t h e  d e a d l i n e  p r e s s u r e s  a r e  

s o  i n t e n s e  t h a t  i t  i s  a lmos t  imposs ib l e  t o  e s t a b l i s h  p r i o r i t i e s :  

Sometimes i t  seems t h a t  e v e r y t h i n g  i s  a n  emergency and 

every r eques t  i s  i n  t h e  name o f  t h e  P r e s i d e n t .  
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Furthermore,  w i t h i n  t h e  E.O.P., t h e  primary o r i e n t a t i o n  i s  

e x t e r n a l .  The E.O.P.'s a d v e r t i s e d  f u n c t i o n  i s  t o  suppor t  t h e  

P r e s i d e n t  d i r e c t l y  i n  h i s  day t o  day a c t i v i t i e s  and,  i n  t h e  name o f  

t h e  P r e s i d e n t ,  t o  provide  o v e r a l l  guidance t o  t h e  Execut ive  

depar tments .  The s t a f f ' s  a t t e n t i o n  i s  s o  c o n s t a n t l y  f i x e d  on t h e  

o u t s i d e  world and on t h e  P r e s i d e n t ,  t h a t  t hey  have no t i m e  t o  

c o n s i d e r  t h e i r  own o p e r a t i o n s .  Unfor tuna te ly ,  a lmos t  no one w i t h i n  

t h e  E.O.P. i s  concerned wi th  i n t e r n a l  o p e r a t i o n s  and t h i s  r e s u l t s  i n  

s e r i o u s  c o o r d i n a t i o n  and management problems. One o f  t h e  

consequences o f  t h e  e x t e r n a l  o r i e n t a t i o n  i s  t h a t  l i t t l e  guidance  and 

d i r e c t i o n  is  g iven  t o  t h e  i n fo rma t ion  systems s t a f f .  Except f o r  t h e  

Budget systems t h a t  were developed ove r  a t e n  y e a r  p e r i o d ,  few long 

term p r o j e c t s  have been completed. 

The E.O.P. i s  n o t  a n  environment t h a t  i s  conducive t o  

t h o u g h t f u l  p lanning ,  c a r e f u l l y  reasoned s t r a t e g i e s ,  o r  l o n g  term 

development p r o j e c t s .  Ra ther ,  it t e n d s  t o  be f o r c e d  t o  r e a c t  t o  

c r i s i s  s i t u a t i o n s ,  t o  f a v o r  s h o r t  term s t o p  gap measures ,  and 

a r b i t r a r y  dead l ines .  De fe r r ing  f o r  a  moment t h e  q u e s t i o n  o f  t h e  

a p p r o p r i a t e n e s s  o f  u s i n g  computer based a p p l i c a t i o n  sys tems  a s  

d e c i s i o n  a i d s  i n  t h i s  environment ,  i t  was c l e a r  t h a t  t h e  EOP was, i n  

1977, no t  even making e f f e c t i v e  u s e  o f  i n fo rma t ion  sys tems  f o r  

r o u t i n e  d a t a  p roces s ing  a c t i v i t i e s ,  where t h e i r  v a l u e  h a s  been 

r epea t ed ly  demonstrated.  The r e s o u r c e s  t h a t  were be ing  a l l o c a t e d  t o  

in format ion  systems most ly  were be ing  used f o r  maintenance o f  t h e  

Federa l  budget systems.  There were few, i f  any ,  new development 

p r o j e c t s  i n  p roces s  and t h e r e  were no r e sou rces  a v a i l a b l e  f o r  

bu i ld ing  new a p p l i c a t i o n  systems. 
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C l e a r l y  t h i s  was no t  a  s a t i s f a c t o r y  base  upon which t o  b u i l d  

d e c i s i o n  suppor t  systems i n  t h e  EOP. Harden wanted t o  remedy t h i s  

s i t u a t i o n  by b u i l d i n g  a p p l i c a t i o n  systems t h a t  could  be used by 

f u t u r e  a d m i n i s t r a t i o n s .  I f  s u f f i c i e n t  r e sou rces  a r e  a l l o c a t e d ,  a 

nuc leus  o f  o p e r a t i o n a l  l e v e l  systems might be formed t h a t  embody t h e  

procedures  necessary  t o  run t h e  E.O.P. These systems would be a  

legacy  f o r  f u t u r e  a d m i n i s t r a t i o n s .  To ach ieve  t h e  a d m i n i s t r a t i o n ' s  

g o a l s ,  t h e  r e s o u r c e s  devoted t o  in format ion  systems development and 

o p e r a t i o n  would have t o  be i nc reased .  Accomplishing t h i s  would 

i nvo lve  o b t a i n i n g  t h e  funding f o r  new equipment and staff,  p rocu r ing  

t h e  equipment,  modifying t h e  phys i ca l  p l a n t ,  h i r i n g  a d d i t i o n a l  

s t a f f ,  and making o r g a n i z a t i o n a l  changes. 
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REORGANIZATION OF THE E.O.P. 

I n  March, 1977, P re s iden t  C a r t e r  c r e a t e d  a s p e c i a l  

r e o r g a n i z a t i o n  t a s k  group t o  s tudy  t h e  E.O.P. and recommend changes 

t h a t  would improve performance. The r e o r g a n i z a t i o n  s tudy  made t h r e e  

recommendations designed t o  encourage t h e  u se  o f  i n fo rma t ion  systems 

and t o  make system development e a s i e r .  The f i r s t  was t o  p l a c e  t h e  

O.M.B. au toma t i c  d a t a  process ing  p o l i c y  f u n c t i o n  i n  a s e p a r a t e  

o r g a n i z a t i o n  from in fo rma t ion  systems development and computer 

f a c i l i t i e s  management a c t i v i t i e s .  The e x i s t i n g  d u a l  miss ion  

c r e a t e d  c o n f l i c t s  t h a t  were no t  being r e so lved  w i t h i n  t h e  common 

s t r u c t u r e .  The recommendation was t o  s e p a r a t e  t h e  p o l i c y  a c t i v i t y  

and r e l o c a t e  it elsewhere w i t h i n  O.M.B. 

Second, if O.M.B. computer f a c i l i t i e s  were t o  s e r v e  t h e  whole 

of t h e  E.O.P., t hey  should be p a r t  o f  a u n i t  t h a t  h a s  E.0.P.-wide 

s e r v i c e  a s  i t s  primary miss ion .  Thi rd ,  t h e r e  shou ld  be s u f f i c i e n t  

f i n a n c i a l  r e s o u r c e s  a p p l i e d  t o  E.O.P. i n fo rma t ion  sys tems  t o  

automate t h e  major o p e r a t i o n a l  a c t i v i t i e s  o f  t h e  v a r i o u s  E.O.P. 

u n i t s ,  t o  deve lop  modern suppor t  sys tems ,  and t o  pursue  d e c i s i o n  

suppor t  systems. This  i m p l i e s  some r e s e r v e  c a p a c i t y  i n  computing 

f a c i l i t i e s  and i n  development s t a f f .  
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A s  a  r e s u l t  of o t h e r  recommendations o f  t h e  r e o r g a n i z a t i o n  

s t u d y ,  a n  O f f i c e  o f  Adminis t ra t ion  (O.A.) was c r e a t e d  t o  provide  

E.O.P. a d m i n i s t r a t i v e  s e r v i c e s .  Richard Harden, S p e c i a l  A s s i s t a n t  

t o  t h e  P r e s i d e n t  f o r  Organiza t ion  and Management, was a p p o i n t e d  

d i r e c t o r  o f  O.A. Given t h i s  management s t r u c t u r e ,  i t  seemed 

r e a s o n a b l e  t o  c o n s o l i d a t e  t h e  computer f a c i l i t i e s  and the systems 

development staff  f o r  t h e  E.O.P. i n  O.A. With t h e  e x c e p t i o n  o f  a  

u n i t  s e r v i n g  t h e  immediate needs o f  s e n i o r  P r e s i d e n t i a l  a d v i s o r s  

t h i s  was done. It was a c r u c i a l  move t h a t  made i t  p o s s f b l e  t o  

c o n s i d e r  e x p l o i t i n g  t h e  p o t e n t i a l  b e n e f i t s  o f  i n f o r m a t l m  technology.  

An Advisory Group on White House Informat ion  Systems was 

e s t a b l i s h e d  i n  August, 1977, t o  rev iew t h e  r e o r g a n i z a t i o n  s tudy  

recommendations and t o  provide more s p e c i f i c  adv ice .  Mhile t h e  

o r i g i n a l  i n t e n t  o f  t h e  group was t o  a s s e s s  t h e  i n f o r m a t i o n  system 

needs o f  t h e  White House and t h e  E.O.P., t h e  scope became more 

broadly  de f ined  a s  t h e  s tudy  progressed .  Two f a c t o r s  c o n t r i b u t e d  t o  

t h i s .  F i r s t ,  no par t - t ime  committee cou ld  de te rmine  the i n fo rma t ion  

system needs  of  t h e  White House and r e l a t e d  u n i t s ,  e s p e c i a l l y  when 

i ts  i n p u t  was based upon l i m i t e d  tes t imony from busy s t a f f  

r e p r e s e n t a t i v e s .  Considerably more f i e l d  work would b e  needed. 

Second, d i s c u s s i o n s  w i th  s e v e r a l  p r i n c i p a l s  i n d i c a t e d  that  t h e  White 

House d e s i r e d  g e n e r a l  r a t h e r  t han  s p e c i f i c  d i r e c t i o n .  ' 3 )  The 

Advisory Group concluded t h a t  t h e r e  was a  s t r o n g  need for both  

improved and new informat ion  systems t o  s u p p o r t  t h e  E . 0 - P .  
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The Advisory Group i d e n t i f i e d  a  number o f  g u i d e l i n e s  f o r  t h e  

E.O.P., i n c l u d i n g  t h e  r o l e  t o  be played by a n  i n fo rma t ion  systems 

head,  t h e  method o f  coo rd ina t ion  t o  be  used w i t h i n  t h e  E.O.P., t h e  

need f o r  a n  o v e r a l l  systems a r c h i t e c t u r e  and implementat ion p l an ,  

u s e r  r e s p o n s i b i l i t i e s ,  t h e  need f o r  a  s e c u r i t y  s tudy ,  and t h e  

d e s i r a b i l i t y  o f  performing c o s t / b e n e f i t  a n a l y s i s  f o r  p o t e n t i a l  new 

a p p l i c a t i o n s .  

However, t hey  po in t ed  ou t  t h a t  wh i l e  t h e s e  recommendations 

would produce a much b e t t e r  environment,  more c a p a c i t y ,  and t h e  

a p p r o p r i a t e  t o o l s  and t echn iques ,  t h e  decisionmaking p r o c e s s e s  could 

on ly  be  improved t o  t h e  e x t e n t  t h a t  they  a r e  a b l e  t o  t a k e  advantage 

of  t h e s e  t o o l s  and techniques .  

The Advisory Group d i d  very l i t t l e  work on a p p l i c a t i o n s .  It 

reviewed a l i s t  of p o t e n t i a l  a p p l i c a t i o n s  and i d e n t i f i e d  two t h a t  i t  

thought  should  be g iven  h i g h e s t  p r i o r i t y .  L a t e r  ano the r  group  was 

formed t o  c o n s i d e r  t h e  f u n c t i o n s  and d e s i g n  o f  a  l o c a l  network and 

i n d i v i d u a l  c o n s u l t a n t s  have been used t o  a d v i s e  on s p e c i f i c  p r o j e c t s .  

WHAT WAS ACCOMPLISHED? 

Much h a s  been done t o  improve t h e  u se  o f  i n fo rma t ion  

technology i n  t h e  E.O.P. 

Harden has  r e s t r u c t u r e d  p r i n t i n g ,  messenger,  g r a p h i c ,  

document p r e p a r a t i o n ,  f i n a n c i a l  management, pe r sonne l ,  procurement ,  

and informat ion  s e r v i c e s  i n  O.A.  t o  make them more r e spons ive  t o  

u s e r s ,  and a  Customer S e r v i c e s  Unit  h a s  been c r e a t e d  t o  p rov ide  

a s s i s t a n c e  t o  t h o s e  u s ing  t h e s e  s e r v i c e s .  
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A White House Informat ion  Center was e s t a b l i s h e d  t o  p rov ide  

p o l i c y  a n a l y s i s  r e s e a r c h  suppor t .  The Center  u se s  a computer-based 

c a t a l o g  t o  a c c e s s  materials gene ra t ed  by t h e  Adminis t ra t ion .  A 

p r o f e s s i o n a l  staff  o f  r e s e a r c h e r s  i s  a v a i l a b l e  t o  a s s i s t  p o l i c y  

a n a l y s t s  and speechwr i t e r s .  I n  a d d i t i o n  t h e  Center compi l e s  and 

d i s t r i b u t e s  b r i e f i n g  k i t s  of background m a t e r i a l  on key i s s u e s .  

The E.O.P. u s e s  a  v a r i e t y  o f  word process ing  f a c i l i t i e s  and 

has  adopted  o r  adapted b a s i c  suppor t  systems from o t h e r  a g e n c i e s  t o  

improve t h e  p r o d u c t i v i t y  of s t a f f  a c t i v i t i e s ,  keep t r a c k  o f  

a c t i v i t i e s ,  and manage t h e  voluminous paper  workload. 

The major a p p l i c a t i o n  systems t h a t  have been b u i l t  i n c l u d e  

t h e  Vote Analys i s  System t o  h e l p  a d v i s o r s  t r a c k  c o n g r e s s i o n a l  

a c t i o n ,  a  f i n a n c i a l  management system t o  improve t h e  i n t e r n a l  c o s t  

d a t a  a v a i l a b l e  t o  E.O.P. managers, au tomat ing  t h e  budget  system 

i n p u t ,  and t h e  Domestic Informat ion  Disp lay  System (D.I.D.S.) t o  

d i s p l a y  census  d a t a  on a  more t ime ly  b a s i s .  (5 )  I n  a d d i t i o n ,  a  

number of t r a c k i n g  and s t a t u s  r e p o r t i n g  systems have been b u i l t  f o r  

v a r i o u s  E.O.P. u n i t s  a s  w e l l  a s  u se  made o f  a Treasury Department 

personnel  and p a y r o l l  system. O f  t h e s e  systems,  t h e  Vote Ana lys i s  

System and t h e  Budget Input /Output  System a r e  ma in l ine  t o  t h e  p o l i c y  

process .  The Vote Analys i s  System pe rmi t s  p r o f i l e s  t o  b e  c r e a t e d  o f  

congres s iona l  a c t i o n  on s u b j e c t s  o f  i n t e r e s t  t o  

P r e s i d e n t i a l  adv i so r s .  These p r o f i l e s  are used by t h e  White House 

and O.M.B. cong re s s iona l  l i a i s o n  s t a f f  i n  t r a c k i n g  t h e  v o t i n g  

r eco rds  of congressmen and i n  mar sha l l i ng  suppor t  f o r  P r e s i d e n t i a l  

i n i t i a t i v e s .  
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P r i o r  t o  t h e  automated budget systems ( b e f o r e  19681, each  

agency was r e s p o n s i b l e  f o r  p rovid ing  necessary  budget d a t a  t o  O.M.B. 

and v e r i f y i n g  i t s  accuracy .  A s  t h e  form o f  budget i n p u t  became more 

s t a n d a r d ,  agency e x p e r t i s e  i n  t h e  mechanics o f  budget p r e p a r a t i o n  

g r a d u a l l y  d e t e r i o r a t e d ,  remaining on ly  i n  O.M.B. The purpose o f  t h e  

Budget Input /Output  System i s  t o  d e c e n t r a l i z e  much o f  t h e  

r e s p o n s i b i l i t y  f o r  budget p r e p a r a t i o n  and t o  i nvo lve  t h e  agenc i e s  

f u l l y  i n  t h e  p roces s ,  t h u s  improving t h e  t i m e l i n e s s  and q u a l i t y  o f  

t h e  product .  It a l s o  i s  r epo r t ed  t h a t  budget p roces s ing  proceeds 

more q u i c k l y  and r e l i a b l y  t han  it d i d  t h r e e  y e a r s  ago. One might 

s p e c u l a t e  t h a t  t h i s  q u i c k e r  budget p roces s ing  c y c l e  was a f a c t o r  i n  

P r e s i d e n t  C a r t e r ' s  a b i l i t y  t o  submit  a  second ' ba l anced t  budget f o r  

1981. 

Cons iderab le  p r o g r e s s  has  been made i n  upgrading t h e  

i n fo rma t ion  systems f a c i l i t i e s  and development s t a f f .  I n  t h e  p a s t  

t h r e e  y e a r s ,  t h e  machine c a p a c i t y  o f  t h e  E.O.P. h a s  doubled and t h e  

i n fo rma t ion  systems development s t a f f  ha s  i n c r e a s e d  by 50%. The 

s t a f f  q u a l i t y  a l s o  has  been upgraded and t h e r e  i s  less r e l i a n c e  upon 

t e c h n i c a l  s t a f f  borrowed from o t h e r  government agenc i e s .  Managers 

w i th  s t r o n g  q u a l i f i c a t i o n s  have been brought i n  t o  head t h e  two 

o p e r a t i o n a l  g roups ,  t h e  F a c i l i t i e s  Management D iv i s ion  and t h e  

Informat ion  Systems Div is ion .  Competetive procurements have been 

he ld  f o r  t h e  f a c i l i t i e s  management c o n t r a c t  and f o r  new hardware t o  

be used f o r  o f f i c e  automation.  Another procurement i s  underway t o  

upgrade t h e  d a t a  p roces s ing  equipment and t o  c o n s t r u c t  a  l o c a l  

E.O.P. network. 
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How w e l l ,  t hen ,  ha s  t h e  o b j e c t i v e  o f  improving t h e  sou rces  o f  

i n f o r m a t i o n  a v a i l a b l e  i n  t h e  E.O.P.for decis ionmaking been met? Has 

t h i s  i n t e r e s t  i n  i n fo rma t ion  systems r e s u l t e d  i n  changes t o  t h e  

i n fo rma t ion  a v a i l a b l e  f o r  dec is ionmaking , the  p roces s  o f  

decis ionmaking,  o r  t h e  r e s u l t s  o f  decisionmaking? How w e l l  have t h e  

impl ied  o b j e c t i v e s  of upgraded f a c i l i t i e s  and s t a f f  been ach ieved?  

Has t h e  p re sence  of t h e  new systems r e s u l t e d  i n  making t h e  P re s iden t  

o r  h i s  key a s s i s t a n t s  l e s s  dependent on t h e  a g e n c i e s  o r  t h e  

Washington e s t ab l i shmen t?  

There have been two major a r e a s  o f  improvement. F i r s t ,  t h e r e  

a r e  many more b a s i c  suppor t  systems running s u c c e s s f u l l y  and ,  

second,  s i g n i f i c a n t  improvements i n  equipment c a p a c i t y ,  s t a f f  

q u a l i t y ,  and a p p l i c a t i o n  system enhancement have been made. These 

changes a r e  v a l u a b l e  p r e r e q u i s i t e s  t o  t h e  more ambi t i ous  i n fo rma t ion  

systems g o a l s  of t h e  C a r t e r  Adminis t ra t ion.  They make f o r  more 

e f f i c i e n t  o p e r a t i o n  o f  s t a f f  a c t i v i t i e s  and should p rov ide  t o p  a i d e s  

wi th  more time t o  c o n s i d e r  po l i cy  i s s u e s .  

With r e s p e c t  t o  changing t h e  d e c i s i o n  p roces s ,  p r o g r e s s  h a s  

been slow. The budget p roces s  has  been improved and t h e  new Vote 

Analysis  System h a s  been i n s t a l l e d ,  b u t  we do  n o t  see major  - new 

informat ion  s o u r c e s  and t h e r e  i s  no i n d i c a t i o n  t h a t  t h e  P r e s i d e n t  i s  

any l e s s  dependent upon t h e  Washington bureaucracy.  To t h e  e x t e n t  

t h a t  decis ionmaking has  changed a t  t h e  White House, i t  is  more 

l i k e l y  t o  have occu r r ed  a s  a  r e s u l t  o f  new a d v i s o r s  r a t h e r  t han  a s  a  

r e s u l t  of changes i n  t h e  use  of  i n fo rma t ion  systems.  There i s  

l i t t l e  evidence t h a t  t h e  p o l i c y  s t a f f s  a r e  making more d i r e c t  u s e  o f  

computer systems o r  e x t e r n a l  d a t a  bases  now than  they  d i d  e a r l y  i n  

1977 
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THE ELUSIVE GOALS 

I n  s p i t e  of t h e  obvious and conven t iona l  improvements, 

p r o g r e s s  toward t h e  impor tan t  g o a l s  o f  f r e e i n g  P r e s i d e n t i a l  

decis ionmaking from es t ab l i shmen t  dependency and improving dec i s ion -  

making h a s  n o t  been a f f e c t e d  d i r e c t l y  by in fo rma t ion  systems.  This  

i s  n o t  s u r p r i s i n g .  The same r e s u l t s  have f a i l e d  t o  m a t e r i a l i z e  i n  

t h e  s e n i o r  management a c t i v i t i e s  o f  o t h e r  l a r g e  o r g a n i z a t i o n s ,  

i n d u s t r i a l  o r  governmental.  

L e t  u s  examine i n  more d e t a i l  what Richard Harden, t h e  

P r e s i d e n t ' s  S p e c i a l  A s s i s t a n t  f o r  Informat ion  Management, ha s  t r i e d  

t o  do. One concept  advanced by Harden soon a f t e r  t a k i n g  ove r  O.A. 

was t h a t  a system of t e r m i n a l s  would improve t h e  flow of i n fo rma t ion  

w i t h i n  t h e  E.O.P. and provide  e a s i e r  a c c e s s  t o  f i l e s  and computers.  ( 6 )  

While i t  is  t r u e  t h a t  a network o f  t e r m i n a l s  (w i th  

a p p r o p r i a t e  p r o t o c o l  t r a n s l a t i o n )  could make d a t a  f i l e s  and 

computers more a c c e s s i b l e  t o  u s e r s ,  i t  is  q u e s t i o n a b l e  whether  o r  

n o t  t h i s  network, i n  t u r n ,  would make in fo rma t ion  f o r  p o l i c y  

a n a l y s i s  o r  decis ionmaking more a c c e s s i b l e .  Most o f  t h e  d a t a  f o r  

p o l i c y  a n a l y s i s  a r e  ga the red  from many d i v e r s e  s o u r c e s  ( few o f  

which, i n  p r a c t i c e ,  a r e  machine r e a d a b l e )  and t h e  i n fo rma t ion  

con ten t  i s  t h e  i n t e r p r e t a t i o n  made by t h e  p a r t i c i p a n t s  i n  t h e  po l i cy  

formula t ion  process .  I n  a s e n s e ,  i n fo rma t ion  i s  p a r t  o f  t h e  

p roces s ;  i t  i s  an i n t e r a c t i o n  among t h e  p a r t i c i p a n t s ,  r a t h e r  than  an  

e n t i t y  i t s e l f .  
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Furthermore,  t h e r e  is  a n  assumption t h a t  h a s  n o t  been 

s u b s t a n t i a t e d .  The assumption t h a t  more in format ion  (or  even b e t t e r  

i n f o r m a t i o n ,  if t h a t  could be de f ined )  l e a d s  t o  b e t t e r  d e c i s i o n s  i s  

open t o  ques t i on .  Many obse rve r s  a g r e e  t h a t  e i t h e r  t h e  d a t a  

n e c e s s a r y  does  n o t  e x i s t ,  ( o r  w i l l  t a k e  t o o  l ong  t o  o b t a i n )  o r  t h a t  

e x e c u t i v e s  ( o r ,  i n  t h i s  c a s e ,  p o l i c y  a n a l y s t s )  have t o o  much 

i n f o r m a t i o n  and t h a t  t h e i r  problem is one o f  s e l e c t i o n ,  and o f  

j u d i c i o u s  u se  of a n a l y t i c  s k i l l s  and i n t e r p r e t a t i o n s ,  r a t h e r  t h a n  a 

need f o r  more o r  new d a t a .  ( 7 )  

Po l i cy  a n a l y s i s  i s  a  s p e c i f i c ,  demanding a c t i v i t y  r e q u i r i n g  

many y e a r s  of t r a i n i n g .  By t h e  t ime  a  p o l i c y  a n a l y s t  ( i n  e i t h e r  t h e  

p u b l i c  o r  p r i v a t e  s e c t o r )  reaches  a  t o p  p o s t ,  he  o r  s h e  h a s  

developed d a t a  s o u r c e s ,  c o n t a c t s ,  a n a l y t i c  and i n t e r p r e t a t i v e  

s k i l l s .  The key e lements  a r e  t h e  r i c h n e s s  o f  t h e  set o f  a c t i o n  

a l t e r n a t i v e s  cons idered  and t h e  accuracy  wi th  which t h e  consequences 

of  a c t i o n  a l t e r n a t i v e s  a r e  f o r e c a s t .  These s k i l l s  cannot  e a s i l y  be  

r ep l aced  o r  augmented by a  computer system. This  i s  n o t  t o  s a y  t h a t  

computer t echnology  may n o t  be a  component o f  t h e  a n a l y s i s  and 

i n t e r p r e t a t i o n  p roces s ,  on ly  t h a t  i t  i s  n o t  a  p r i n c i p a l  component. 

I f  t h e  a n a l y s t  does n o t  know what t h e  d a t a  mean, t h e n  t h e  

a p p l i c a t i o n  of s t a t i s t i c a l  procedures  g e n e r a l l y  w i l l  l e a d  t o  f a l s e  

conc lus ions .  If t h e  a n a l y s i s  i s  n o t  s a t i s f a c t o r y ,  t hen  t h e  a n a l y s t s  

should be changed r a t h e r  than  a t t e m p t i n g  t o  f i n d  a t e c h n o l o g i c a l  

remedy. 
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If we look a t  p o l i c y  d e c i s i o n  a c t i v i t i e s  i n  i n d u s t r y ,  w e  f i n d  

t h a t  t h e y  use  h igh ly  summarized d a t a .  Analys t s  do n o t  p r e s e n t  raw 

o r  even  e d i t e d  d a t a  t o  e x e c u t i v e s  except  f o r  monitor ing even t s .  A s  

soon as t h e r e  i s  unusua l  v a r i a t i o n  i n  t h e  d a t a ,  e l a b o r a t e  human 

s c r e e n i n g  a c t i v i t i e s  ( a n a l y s i s )  a r e  a p p l i e d  t o  look beyond t h e  d a t a ,  

de te rmine  causes ,  and sugges t  a l t e r n a t i v e  r e a c t i o n s .  Such 

a c t i v i t i e s ,  f i l t e r i n g  and i n t e r p r e t i n g  t h e  d a t a  a t  v a r i o u s  l e v e l s  i n  

an  o r g a n i z a t i o n ,  resist f o r m a l i z a t i o n .  They change and a d a p t  

con t inuous ly  t o  t h e  changing environment.  I n  most o r g a n i z a t i o n s ,  

they  are t aken  f o r  g r an t ed .  

The p re s su re  i n  t h e  White House is s o  i n t e n s e  t h a t  no p o l i c y  

a n a l y s t  working t h e r e  has  an  o p p o r t u n i t y  t o  l e a r n  t h e s e  s k i l l s  on 

t h e  job. In  t h i s  demanding environment it  i s  even d i f f i c u l t  t o  g e t  

a  person  t o  read  a  s h o r t  memo. No wonder t hen  t h a t  t h e r e  h a s  been 

l i t t l e  e f f o r t  devoted by t h e  a n a l y s t s  t o  developing fo rma l  a i d s  t o  

suppor t  t h e  process .  

Now, l e t  u s  look a t  t h e  o t h e r  p o s s i b l e  use  o f  a network i n  

t h e  E.O.P.: t o  provide a n  e l e c t r o n i c  ma i l  o r  message s e r v i c e .  A s  

f a r  a s  d i s c u s s i o n s  on c r i t i c a l  p o l i c y  i s s u e s  a r e  concerned,  most 

communications, p a r t i c u l a r l y  on i n t e r m e d i a t e  l e v e l s ,  t a k e  p l a c e  

o r a l l y  i n  p a i r s  o r  i n  groups. Under t h e s e  c o n d i t i o n s  i t  i s  

ques t ionab le  if l i n k i n g  White House s t a f f  members t o g e t h e r  w i t h  a  

( 8  computer based message system would improve t h e i r  a b i l i t y  t o  

communicate w i th  each o t h e r ,  o r  i f  t hey  want a  r eco rd  o f  such 

d i scus s ions .  Therefore ,  we would expec t  an  e l e c t r o n i c  message 

system t o  be h e l p f u l  on ly  i n d i r e c t l y ,  t o  t h e  e x t e n t  i t  cou ld  improve 

t h e  e x i s t i n g  p h y s i c a l  mai l  system. 

Center for Digital Economy Research 
Stem School of Business 
IVorking Paper IS-80-1 19 



Another new t e c h n i c a l  t o o l  t h a t  Harden h a s  pupsued i s  t h e  

Execut ive  Work S t a t i o n .  Presumably, a work s t a t i o n  s i m i l a r  t o  t h e  

one des igned  by ~ i t i b a n k ( ~ ) w o u l d  be used t o  i n t e r c o n n e c t  White 

House execu t ives .  It h a s  been r epo r t ed  t h a t  Harden h a s  been 

p e r s o n a l l y  experimenting wi th  a  Xerox p ro to type  s y s t e a  b u i l t  around 

t h e  A l to  work s t a t i o n ,  a n  E the rne t  t ype  d i s t r i b u t i o n  system, and a  

l a s e r  based ,  m u l t i f o n t  Xerographic p r i n t e r .  (10) k M l e  t h i s  i s  

c l e a r l y  advanced o f f i c e  automation equipment,  t h e r e  are no announced 

a p p l i c a t i o n  p l a n s  t h a t  show who might u se  product ion  v e r s i o n s  o f  

such equipment,  f o r  what purpose,  o r  how much i t  might  c o s t .  

Harden's o b j e c t i v e  i s  t o  improve t h e  p r o d u c t i v i t y  o f  an e x e c u t i v e ,  

r a t h e r  t h a n  doing advanced t e x t  e d i t i n g  t ype  a p p l i c a t i o n s .  (11)  

Yet,  by a l l  r e p o r t s ,  t h e  A l to s  a r e  on ly  being used f a r  t e x t  e d i t i n g .  

Furthermore,  i t  i s  n o t  appa ren t  what improving e x e c u t i v e  

p r o d u c t i v i t y  means i n  t h i s  c o n t e x t  o r  how i t  might be  measured. I n  

both government and i n d u s t r y  t h i s  i s  s t i l l  a n  open q u e s t i o n .  Use o f  

word p roces s ing  can  and o f t e n  does  provide  c l e r i c a l  cost r e d u c t i o n s  

o r  p r o d u c t i v i t y  g a i n s  by t h e  s u b s t i t u t i o n  o f  machine c o s t s  f o r  

l abo r .  On t h e  o t h e r  hand, g a i n s  i n  p r o d u c t i v i t y  o r  e f f f e c t i v e n e s s  o f  

s t a f f  f u n c t i o n s  u s u a l l y  occu r  i n d i r e c t l y  as a  r e s u l t  of o f f i c e  

automation,  and i n  i n  most r e p o r t e d  c a s e s  a  c o n s i d e r a b l e  i nves tmen t  

has  been r equ i r ed  be fo re  t h e r e  i s  a s u b s t a n t i a l  payo f f .  ( 1 2 )  
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A fundamental  q u e s t i o n  then a r i s e s ,  is t h e  White House a n  

a p p r o p r i a t e  agency t o  l e a d  what i s  b a s i c a l l y  a r e s e a r c h  and 

development a c t i v i t y ?  More s p e c i f i c a l l y :  i s  t h e  environment i n  t h e  

E.O.P. s u f f i c i e n t l y  f e r t i l e  t o  make any r e s e a r c h  seem wor thwhi le ;  

and does  t h e  E.O.P. have t h e  a p r o p r i a t e  r e sou rces  and l e a d e r s h i p  t o  

c a r r y  o u t  e f f e c t i v e  r e s e a r c h  and development. 

Given t h e  day-to-day p r e s s u r e s  on p o l i c y  a n a l y s t s  i n  t h e  

E.O.P., and,  excep t  f o r  P re s iden t  Ca r t e r  and Richard Harden, t h e  

l a c k  o f  i n t e r e s t  i n  t e c h n i c a l  h e l p  --even perhaps some r e s i s t a n c e  t o  

i t - - t h e  environment seems i n h o s p i t a b l e .  Given t h a t  c u r r e n t  

r e s o u r c e s  a r e  p re s su red  c o n s t a n t l y  t o  respond t o  u r g e n t  r e q u e s t s ,  it 

seems u n l i k e l y  t h a t  t h e r e  w i l l  be much t ime t o  experiment  and 

r e f l e c t  on a c t i v i t i e s  u n l e s s  an  independent  group i s  set  up t o  do 

so .  P u t t i n g  bo th  of t h e s e  f a c t o r s  t o g e t h e r ,  i t  i s  s u r p r i s i n g  t h a t  

experiments  have been cons ide red ,  l e t  a l o n e  a t tempted .  

WHAT CAN BE DONE? 

I f  one wants t o  improve p o l i c y  a n a l y s i s  performance i n  t h e  

E.O.P., t hen  t h e  p o l i c y  a n a l y s i s  p roces s  i t s e l f ,  r a t h e r  t h a n  

p a r t i c u l a r  t o o l s ,  should be t h e  s u b j e c t  o f  i n v e s t i g a t i o n .  

Considering t h e  n a t u r e  o f  t h e  E.O.P. environment ,  improving p o l i c y  

a n a l y s i s  performance probably means improving t h e  people  who do 

po l i cy  a n a l y s i s .  Upgrading t h e  q u a l i t y  o f  t h e  b a s i c  r e s e a r c h  t o o l s  

used by t h e s e  a n a l y s t s  may be h e l p f u l  ( such  as t h e  improvements t h a t  

have taken p l ace  i n  t h e  E.O.P. l i b r a r i e s )  and changes i n  t h e  p roces s  

o f  po l i cy  making may remedy s p e c i f i c  problems (such  a s  p rov id ing  

feedback about  t h o s e  a s p e c t s  o f  t h e  p roces s  t h a t  are d e f i c i e n t ) .  
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But, s i g n i f i c a n t  improvements i n  con ten t  and q u a l i t y  w i l l  on ly  come 

from t h e  peop le  who produce t h e  ana lyses ,  t h e i r  l e a d e r s ,  and t h e i r  

working r e l a t i o n s h i p s .  

It i s  no a c c i d e n t  t h a t  t h e  g r e a t  board rooms o f  i n d u s t r y  

c o n t a i n  l i t t l e  more t h a n  a t a b l e  and c h a i r s .  The symbols o f  

technology a r e  s i g n i f i c a n t  by t h e i r  absence. A t  t h i s  l e v e l ,  t h e  

most i m p o r t a n t  s k i l l s  a r e  p o l i t i c a l ,  and t h e  o p e r a t i v e  mechanisms 

a r e  p e r s u a s i o n ,  barga in ing  and nego t i a t i on .  If d e t a i l e d  in fo rma t ion  

is  needed,  t h e r e  a r e  a s s i s t a n t s  and s p e c i a l i s t s  c l o s e  a t  hand t o  

p rov ide  it. This  i s  n o t  a n  environment conducive t o  t h e  u s e  o f  

i n t e r a c t i v e  computer systems. The r i s k  o f  m i s i n t e r p r e t a t i o n  i s  t o o  

g r e a t .  A t  t h e  execu t ive  l e v e l ,  t h e  need i s  f o r  more t h o u g h t f u l  

d e l i b e r a t i o n ,  d i s c u s s i o n ,  and argument r a t h e r  t han  f o r  Cathode Ray 

Tube d i s p l a y s ,  l a r g e  d a t a  bases ,  Engl i sh  l i k e  query languages ,  and 

networks. This  i s  n o t  t o  s ay  t h a t  a t  t h e  o p e r a t i o n a l  o r  c o n t r o l  

l e v e l s  o f  t h e  agenc ie s ,  t h e s e  systems a r e  n o t  impor tan t .  C l e a r l y  

they  a r e .  But d i f f e r e n t  f u n c t i o n s  t a k e  p l ace  a t  t h e  P r e s i d e n t i a l  

l e v e l  and t h e  u t i l i t y  o f  t h e  d i r e c t  u s e  o f  t h e s e  systems i s  s t i l l  

ques t ionab le .  

Consider a  s imple  bu t  s p e c i f i c  example, t h e  d e c i s i o n  t o  admi t  

t h e  Shah o f  I r a n  t o  t h i s  country f o r  medical  t r ea tmen t  i n  October,  

1979 ( I 3 )  A key i s s u e  appea r s  t o  be whether o r  n o t  t h e  S t a t e  

Department obta ined  a  second opin ion  on t h e  Shah ' s  c o n d i t i o n  p r i o r  

t o  approving e n t r y .  It i s  hard t o  imagine how a computer based 

system would have helped i n  t h i s  ca se .  There i s  no d a t a  base  t h a t  

would he lp  a  person,  wi thout  a  medical  background, t o  de te rmine  the 
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Shah ' s  c o n d i t i o n .  There was no need t o  convene a  group o f  medical  

c o n s u l t a n t s  u s ing  a  computer based message system; t h e  t e l ephone  

would be  b e t t e r  s i n c e  it  pe rmi t s  a  two way d ia logue .  It is u n l i k e l y  

t h a t  t h e r e  i s  a  r o l e  f o r  computer based a p p l i c a t i o n  systems i n  such  

s i t u a t i o n s  . 
There a r e  u s u a l l y  some execu t ive  a c t i v i t i e s  w i t h i n  any 

o r g a n i z a t i o n  t h a t  do lend  themselves  t o  t h e  development o f  a  

computer based d e c i s i o n  suppor t  system. (14 ) Such a c t i v i t i e s  a r e  

c h a r a c t e r i z e d  by r e p e t i t i v e  d e c i s i o n s  where t h e  v a l u e s  f o r  t h e  

parameters  on which t h e  d e c i s i o n  w i l l  be based can  be determined i n  

advance,  and t h e  parameters  can be  r e l a t e d  i n  a n  a n a l y t i c  manner. 

One example of such a  system w i t h i n  t h e  E.O.P. i s  t h e  i n t e r a c t i v e  

a n a l y s i s  system developed by S.T.R. t o  assist t r a d e  n e g o t i a t o r s :  

o t h e r s  a r e  t h e  budget sys tems ,  which were mentioned e a r l i e r .  Such 

a c t i v i t i e s  u s u a l l y  a r e  automated f o r  c o s t  and l a b o r  r e d u c t i o n  

r ea sons  and t h e  d e c i s i o n  suppor t  a c t i v i t i e s  become n a t u r a l  

e x t e n s i o n s  o r  sp in -o f f s  c r e a t e d  by a p p l i c a t i o n s  t h a t  t a p  t h e  d a t a  

bases  t h a t  have been c r e a t e d .  A s  s p e c i f i c  needs become a p p a r e n t ,  w e  

would expec t  a  s t e a d y  bu t  slow i n c r e a s e  i n  such sys tems  t o  c o n t i n u e  

t o  develop i n  t h e  E.O.P., bu t  n o t  t o  be t h e  major  t o o l s  used i n  most 

p o l i c y  d e c i s i o n s .  

CONCLUSION 

B e t t e r  u se  of in format ion  sys tems  technology can be u s e f u l  i n  

t h e  E.O.P. There i s  much oppor tun i ty  t o  improve many b a s i c  

p roces se s  and much has  been done i n  t h i s  regard  by t h e  C a r t e r  

Adminis t ra t ion .  The p a r t i c u l a r  a t t e m p t  t o  improve d e c i s i o n  making 

h a s  had some succes s  bu t  p rog re s s  i s  i n e v i t a b l y  slow. Not o n l y  i s  
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t h i s  p r o c e s s  b a s i c a l l y  d i f f i c u l t ,  bu t  t h e  c l i m a t e  o f  p r e s s u r e  and 

urgency i n  t h e  E.O.P. i s  no t  h o s p i t a b l e  t o  such r e s e a r c h ,  and i t  is 

p r o j e c t s  w i t h  immediate payoff t h a t  g a i n  acceptance .  

How t h e n  should t h e  E.O.P. s eek  f u r t h e r  improvements? The 

g e n e r a l  approach should be cont inued  w i t h  p a r t i c u l a r  emphasis i n  

f o u r  areas. F i r s t ,  i t  i s  impor tan t  t o  p rov ide  a  more s t a b l e  

development environment.  There h a s  been an  abundance of i d e a s ,  

f r e q u e n t  s t a f f  changes and p r e s s u r e  from t h e  E.O.P. environment.  

This  can  be  improved by b e t t e r  management, s e t t i n g  a  clear 

d i r e c t i o n ,  adopt ing  a  shor t - te rm p l an  t h a t  i d e n t i f i e s  a c o n s i s t e n t  

s e t  o f  g o a l s ,  p rovid ing  s t r o n g  s u p p o r t  t o  t h e  development s taff  by 

i n t e r n a l  E.O.P. management and ensu r ing  t h a t  p r o j e c t s  are o f  s h o r t  

d u r a t i o n  wi th  w e l l  def ined  o u t p u t s .  

Second, t h e  E.O.P. should s t o p  managing i ts  own r e s e a r c h  

a c t i v i t i e s .  To t h e  e x t e n t  t h a t  t h e  E.O.P. wants t o  sponso r  r e s e a r c h  

p r o j e c t s ,  they  should be performed by a g e n c i e s  wi th  t h e  p rope r  

r e s o u r c e s  and management s k i l l s .  

Thi rd ,  con t inue  t o  b u i l d  t h e  E.O.P. i n fo rma t ion  sys t ems  staff 

and f a c i l i t i e s .  I n  p a r t i c u l a r  t h e  E.O.P. should o b t a i n  and become 

f a m i l a r  w i t h  development t o o l s  f o r  b u i l d i n g  a p p l i c a t i o n  sys t ems  

q u i c k l y ,  b u i l d  t h e  suppor t  systems needed f o r  i n t e r n a l  f ac i l i t i e s  

and p r o j e c t  management, and make p r o s p e c t i v e  i nves tmen t s  i n  

f a c i l i t i e s  such a s  a  l o c a l  network, t h a t  s i m p l i f y  f u t u r e  a p p l i c a t i o n  

development and have long l e a d  t imes  t o  a c q u i r e ,  deve lop  and i n s t a l l ,  
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Four th ,  c o n t i n u a l l y  s eek  o u t  new a p p l i c a t i o n  o p p o r t u n i t i e s  

t h a t  w i l l  make a  d i f f e r e n c e  i n  t h e  way E.O.P. performs. The most 

s u c c e s s f u l  systems have been those  where a  wel l -def ined need 

e x i s t e d ,  such  a s  t h e  l a c k  o f  in format ion  on congres s iona l  v o t i n g  

r e c o r d s  t h a t  prompted t h e  vo t e  a n a l y s i s  system, and which needed no 

advanced technology.  

I n  g e n e r a l ,  keep doing  what i s  being done, work f o r  s t a b i l i t y  

and c o n s i s t e n t  i n t e r n a l  manager ia l  d i r e c t i o n ,  c o n c e n t r a t e  on 

development o f  a p p l i c a t i o n s  and c o n t r a c t  ou t  r e sea rch .  Th i s  means 

adop t ing  a managerial  r a t h e r  t han  a  marke t ing  pe r spec t ive .  
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