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MEMORANDUM =
THE WHITE HOUSE W
WASHINGTON %
February 7, 1969

MEMORANDUM FOR DR, KISSINGER

FROM: Al Haig @

I have expressed to you on several occasions my concern
that the NSC staff is not properly organized and that the functions of
the components of the staff, i, e., the Operators, the Planners and the
Programmers have not been sufficiently delineated and formalized to
insure the kind of smooth staff work that is essential. I am equally
concerned that the interface between the NSC staff and your personal
staff, which should be oriented primarily to support the White House
and the President, is also ragged and requires some finite functional
sorting, :

EYES ONLY - PRIVATE

I have no personal ambitions with respect to this problem and
am honored to serve in any capacity at this level, providing I have
assured myself that you are getting the kind of support which you must
have, It would be a tragedy if our failure to sort out organizational
problems and establish sound internal management were to detract
from the kind of service that I am sure you can provide to the President
and to the country.

You mentioned to me on several occasions the problem of
establishing a Deputy's billet, After careful reflection, I am con-
vinced that such a billet should be established, provided you are
willing to delegate to the incumbent of that billet the authority that is
needed to permit him to move promptly and decisively on organizational
matters and to enable him to relieve you of the mounting inconsequential
procedural details with which you are currently being plagued by
various members of the NSC staff, As I suggested earlier, I think
it is essential that the following things be done as soon as possible:

a. A detailed organizational charter be promulgated
among the staff, outlining the specific responsibilities of each staff

EYES ONLY - PRIVATE
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member which provides for a finite interface between each staff section,
and includes a conceptual flow of work projects through these sections,
as well as appoints senior points of contact where appropriate, i,e.,
within planning and programming sections. It is equally important

that the interface between your urgent, one-time support requirements
for the President and the long-term, more formalized development of
NSC projects be carefully outlined, I would foresee this as a primary
responsibility for your Deputy, who should deal directly with the staff
and the primary officers within the three sections of the staff to insure
that the frictiomsof the past two weeks are promptly eliminated,

b, Establish an Administrative Secretariat in the EOB
under the supervision of a non-substantive, yet highly qualified ad-
ministrative officer.

Co Put Larry Eagleburger and your Deputy, or just the
latter, in the office next to you and move all NSC administrative
business to the EOB,

d. Continue the preparation of Daily Presidential Briefs
as currently set up but with a mandatory one hour coordinating period
each evening to insure that the business and intelligence details in-
cluded in the brief are carefully refined by you personally or by your
Deputy and also to insure that you are thoroughly prepared before
your morning meeting with the President,

e. Dependent on the seniority of the Deputy that you
select, the interface between Larry Eagleburger and the Deputy
will require the most careful coordination, In any case, it is essential
that these two individuals work together on a give and take basis, that
one can fill for the other and that both are totally cognizant of each
others! responsibilities and the current actions being handled by
each, As I visualize it, your Deputy's principal focus would be on
the flow of substantive information between the NSC staff and you
and the requirement to insure that this information is provided on
a timely basis and is substantively responsive to your guidance,
I visualize that Larry Eagleburger will continue to provide you the
broad personal attention in every area of activity in which you are
involved,

L~
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While I am not volunteering to assume the Deputy's re-
sponsibilities outlined above, I would be honored to serve you in
this capacity and believe I could do much to relieve the errors and
confusion of our first organizational days. In any event, I think it
is essential that you move promptly to establish the lines of re-
sponsibility which I have outlined so that the best energies of our staff
can be channeled to support you in an efficient manner,

If you approve this action, I am prepared to move, without delay,
this weekend, to sort out these details in coordination with the members
of the staff and in full recognition that there will be certain bruises
develop with which I am prepared to cope,

EYES ONLY - PRIVATE
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NAME:

- AGE:

EDUCATION:

‘Office of the White House Preso Sec retary
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- THE WHITE HOUSE

BIOGRAPHICAL DATA ON
MEMBERS OF THE NATIONAL
SECURITY COUNGIL STAFF
Mr, Richard V., Allen
33

Notre Dame ~- B, A,
Notre Dame «« M, A,

FEBRUA p;Y 6o

1969 4

University of Munich -~ Doctorate

MOST RECENT EMPLOYMENT:

EMELOYER:

TITLE:

LOCATION:
‘ on leave from

EMPLOYER: .

TITLE:

‘LLOCATION:

NAME:

AGE:

EDUCATION:

Nixon-Agnew Campaign Staff

Director of Foreign Policy Research

450 Fark Avenue, New York, New York

The Hoover Institution on War, Revolutxon

and Feace

Senior Staff Member

Stanford Univerpity. Stanford, Califor'nia
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Mr, A, ', Russell Ash
54 | |

Wd:uiam Jewell College e B.A.
()

George Waohmgwm

f?}latvmﬁty Cpll'}_\ je of Law -~ LLB

MOST MCENT EMPLOYMENI'

= Emrkmma;
- TITLE:

4
'

Executivg Offices of the Ewpva&épht
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NAME: - - Mr., C. Fred Bérgaten‘
AGE: 21
. EDUCATION: Central Methodist College -- A, B,

Fletcher School of Law and Diplomacy -~ .
MvAcp MtAo LoDo .

MOST RECENT EMPLOYMENT:

EMPLOYER' ' Council on Foreign Relations

TITLE) Visiting Fellow

LOCATION: 58 East 68th Street, New York, New York
ok dok ok

NAME: : Mr, Richard N, Cooper

AGE: 34

EDUCATION: Oberlin College == B. A.

Harvard -~ Ph, D. (Economics)
London School of Economics «« M, Sc.
MOST RECENT EMPLOY MENT: |

EMPLOYER: Yale University

TITLE: Professor of Economics

LOCATION: ' New Haven, Connecticut
rap—

NAME: ' Mr. Daniel 1. Davidson

AGE: o 32

EDUCATION: Columbia College, A, B.

Columbia Law School, LLB
MOST RECENT EMPLOYMEN T:

EMPLOYER: . U.S. Department of State

| TITLE: A ‘ Member of U. S. Delegatxon to Parxs Paace
‘ ‘ ~ Talks; Co

Special Aeaistant to- .Ambasaador W
Aveten Harriman

AT ’
s 85,
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NAME: Lawrence S, Eagleburger
AGE: 38
EDUCATION: University of Wisconsin -« B,S,, M,S.

MOST RECENT EMPLOYMENT!

EMPLOYER Department of State
TITLE: Special Assistant to the Under Secretary of State

LOCATION: Washington, D, C,
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NAME: John W, Foster
AGE: 34
EDUCATION: Ambherst College BA

University of Wisconsin
MOST RECENT EMPLOYMENT!:

EMPLOYER: CIlA

TITLE: Analyst
LOCATION: Wasgshington
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NAME;: | Colonel Alexander M. Haig, Jr.
AGE! 44 |
EDUCATION: U.S. Military Academy «~ B, S,

Georgetown University -~ M, A,
U.S., Army War College,

MOST RECENT EMPLOYMENT:

EMPLOYER: U,S, Army
TITLE: 4 | Deputy Commandant, U,S, Military Academy
- LOCATION: ‘ West Point, New York
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NAME: Mr, Morton H, Halperin

ACGE.: 30
EDUCATION: : Columbia College - 1958 - B, A, (Political
Science)

Yale University - 1959 - M, A, (International

Relations)
1961 - Ph, D, (International
Relations)
MOST RECENT EMPLOYMENT:
EMPLOYER: Department of Defense
- TITLE: o - Deputy Assistant Secretary of Defense
(Policy Planning and Arme Control)
LOCATION: Pentagon
Aokl sk
NAME:~ | ‘ Robert G, Houdek
AGE: 28
‘ ‘EDUCATION: Beloit College. ~= B. A,

Fletcher School of Law and Diplomacy,
Tufts University «- M. A,

MOST RECENT EMPLOYMENT:
. EMPLOYER: Department of State
TITLE; . | Foreign Service Officer

{3taff Officer in the Exacutive Sec retariat
of the Department of State)

LOCATION: Washington, D. C,
eoiololcol

NANME: \ , Spurgeon M, Keeny, Jr, -

AGE: 44 |

EDUCATION:' ~ Columbia College ~- B. A, -

Columbia University -- M. A,

MOST RECENT EMFLOYMENT:

-~

EMPLOYER: = : National Secw.wlty Council and »
' ‘ o ~ Office of Science and Technology -
TITLE: : - Staff Member, NSC and Techmcal Assistant,
OST |
LOGATION; ~ Washington, D, C. - //gono
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NAME: John Lehman, Jr.
AGE: 26
EDUCATION: St. Joseph's College - B, S,

Cambridge University «« B, A,, M, A,
(International Law and Diplomacy)

University of Pennsylvania -~ Candidate Ph. D,
(International Relations)

MOST RECENT EMPLOYMENT:
EMPLOYER: University of Pennsylvania

TITLE: ‘ Staff Member
Foreign Policy Research Institute

LOCATION: Philadelphia, Penusylvania
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NAME: | Lieutenant Colonel William L., Lemnitzer
AGE: : 40
EDUCATION: United States Military Academy -~ B, S,

Columbia University -- M, A
National War College

MOST RECENT EMPLOYMENT:

. EMPLOYER Joint Chiefs of Staff
- TITLE: Staff Officer, J-5 and Chairman’s Staff Group
LOCATION: Peuntagon, Washington, D, C, |
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NAME: ‘ Donald R, Lesh
AGE: ‘ 37
EDUCATION: University of Rochester == B, A, (English)

Harvard University -~ M, A, (Russian Studiesj'
Moscow State Unlversity ~- One year graduate study
under US-USSR Cultural Exchange Pragram o

'MOS’I‘ RECENT, EMPLOYMENT'

EMPLOYER Ly ’ Department-vof State |
CTITLE: -+ Foreign Service Officer (on staff of Senior Interdepartmenbal
- ’ Group} :
LOCATION: '~ Department of Sta.té, Washington, D, C, (Prlbr service in

American Embassies in L.ondon and Moscoew)
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NAME: Dr, lL.aurence E, Lynn, Jr.
AGE: - 31
- EDUCATION; University of California, Berkeley, A,B,

Yale University, Ph,D. (Economics)
MOST RECENT EMPLOYMENT:
EMPLOYER: U, 8, Department of Defense
Office of the Assistant Secretary of Defense
(Systems Analysis)
TITLE: Deputy Assistant Secretary of Defense
L.OCATION: Pentagon
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NAME: James P. McBaine
AGE: 25
EDUCATION; Harvard -- B, A, | | |
- Johns Hopkins School of Advanced International Studies
e M, A,

MOST RECENT EMPLOYMENT:

EMPLOYER: NSC Staff Member under W, W. Rostow

TITLE: Staff Member
LOCATION: Washington, D,C,

{(PRIOR EMPLOYMENT)
VPrev'iously worked for the Asia Foundation
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NAME: Arthur J. McCafferty
~ AGE: 36
'EDUCATION: ~ Univera{ly of Pittsburgh - B,A,

MOST RECENT EMPLOYMENT: |

~ EMPLOYER: | National Security Council - |
TITLE: ~ Senior Staff Officer (Director, Situation Room)
LOCATION: White House
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NAME: Dean Moor

AGE! - 38
EDUCATION: University of California -~ B, A,

Graduate study, University of Texas and University of

California

MOST RECENT EMPLOYMENT:

EMPLOYER: Central Intelligence Agency
TITLE: Intelligence Officer
LOCATION: Washington, D, C,
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NAME: . Richard M., Moose
AGE: 36
EDUCATION: Hendrix College -~ B, A,

Columbia University == M, A, (International Relations)

MOST RECENT EMPLOYMENT:

EMPLOYER: Institute for Defense Analyses
TITLE: Senlor Regearch Member
LOCATION: Arlington, Virginia
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NAME: Roger P. Morrie

AGE; 31
EDUCATION: University of Kansas City -« A, B,

Harvard «« Ph, D. {Government)
MOST RECENT EMPLOYMENT:

EMPLOYER: Department of State

TITLE: o National Security Council Staff =
.~ LOCATION:  Washington, D,C,
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NAME: ‘ Arnold Nachmanoff

AGE: 32

 EDUCATION: _ Golumbla College ~= B, A,

University of Denver ~- M, A, (International Relatlons)
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MOST RECENT EMPLOYMENT!

. EMPLOYER:; Bureau of the Budget
TITLE: Deputy Assistant Director, International Division
'LOCATION: Washington, D, C,
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NAME: - Robert L, Sansom
AGE: 27
EDUCATION: United States Air Force Academy, B, S,

Georgetown University, M, A,
Oxford University, B. Phil (Economics)
D. Phil (Economics)
MOST RECENT EMPLOYMENT:

EMPLOYER: United States Alr Force

TITLE: Captain
LOCATION: National Security Council

Executive Office Bullding
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NAME: | Harold H, Saunders
AGE: - 38
EDUCATION: Princeton University, A,B,, 1952

Yale University, Ph,D, (American Studxes), 1956

MOST RECENT EMPLOYMENT!

EMPLOYER: National Security Council Staff since 1961
‘TITLE: o - Member, Senlor ‘Staff |
LOCATION:  Washington, D, C'
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" NAME: - Richard L., Sneider
AGE: 46 |
EDUCATION: "~ Brown University «« B.A,

Columbia University -~ M,L A,

MOST RECENT EMPLOYMENT;

EMPLOYER: Department of State (Foreign Service) .
: ~ A ,»"“ fﬁifb
TITLE: Country Diroctor for Japan o ;;;T @
| | - | N A
LOCATION: ~Washington, D,C, - : S BRE T
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NAME; - Mr, Helmut Sonnenfeldt
AGE: 42
EDUCATION: Johns Hopkins University

-« B,A, (Political Science)
~= M,A, (International Relations)

MOST RECENT EMPLOYMENT:

EMPLOYER;: Department of State

- TITLE: Director, Office of Research and Analysis for Soviet
Union and Eastern Europe '

LOCATION: Department of State, Washington, D,C,
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NAME: Mr. Viron P. Vaky -
AGE: 43
EDUCATION; Georgetown University « B,S, FS

University of Chicago = M, A, (International Relations)
‘MOST RECENT EMPLOYMENT:

EMPLOYER: Department of State
TITLE: ' Acting Asslstant Secretary for Inter-American Affairs,
LOCATION: Wasghington, D, C,
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SECRETARY'S MESSAGE ON DEPARTMENT'S RESéONSIBILITIEs
. S =
The following messabp has been sent from the Secretapy of State
to all officers and employees of the Department of State, the Agency

- for ‘International Development, the.VU,S, Information’ Agency, thp Arm>

COntrol and Disarmament Agency, and the Peace Coﬁps-

~ You #11l scon be receiving a Department of Ststc Forcign Affalrs
Manual Cirecular summarlizing and explaining decisjions taken recently by
the Presldent which restructure the National Secyrity Councll system

_and bear upon the development and execution of our foreign policy.

The Presldent's decisions place challenglnk responsibilitie% before all

ef us in the Depirtment of State,

T

" “Phe President has assigned to the Departmenﬁ of State authority

“éﬁd responsibility to the full extent permitted by law for the overall

direction, coordination and supervision of jnterdeparimental activities
of the United States Government overseas, (Be in the past this

~assignment does not include activities of Unlbed;States military forces

operating in the field where such forces are under the command of a

_United States area military commander or such otﬁer military activities’

- as the President may elect as Conmander in- Lhief

to conduct thrdugh
military ghannels.) :

o - v

.-i"‘ It is the Preaident'c intenbion that the DepavtmenL of State wlll ;
algo play a central and dynamic role in the new National Security

Council system, This role will be performed principally through the
participation of the Secretary of State and the Under Secretary at sll
NSC meétings, the newly-consbituted NSC Undepr Secretaries Committee
chalred by the Under Secretary and in his absence the Under Secretary

.for Politlcal Affairs, Department of Statle partloipation on the NSC -

Review Group, and through the Interdepartmental droups of reglional
and .functional compoaition whieh are chaired by Assietant Secretaries.

. "of State. These responsibllities provide the Depdrbment a role of -
" Sleadership which will reguire 1mag1ndtion and enerby to be as serLcd by_

a1 tnvolved,

= . provide the strongest possible support to the President's desire to use _1

'.8

s,

The resources of the Departmenb and 1ts assoclated agencies will

: the Natlonal Security Council system ror an ordeﬂly examination of our

foreign policy objectives, - - niA

The Department of State w111 enurgetically eyecute Unlted States

.. .policy obJectllives overseas in accordance with the President’'s decisions,-
.. Ambassadors and our missions abroad will be depended upon- for inltletives
.-and support. Country Directors, under the guldance of thelr Assistant
o :8eeretaries, will exerclse leadership in the WduhingLon community in
"policy-and program mabters relating 1o the countiiles undﬂr their

. Juvisdictlon and in support of our mis sionu abroad

The President's Foal is to enhance and 1nsuﬁe the security and
peaceful progress of the United States, OQur success in this obJecLJVG
will contribute Lo the well-beinb of free people'everywhere..
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SUBJEGT: Reorgunization of the National Securlty Counrxl No. 521

System and Direction, Coordination and

Supervision of Interdepartmental ACllVlt)C'b
L Overpeas

i : February 6, 1969

PRG——

P

i

1. Reorganization of the National Sccurity Ctmnml System

P

To assist hin in ¢ an'ymg out his rosponulbxlihes for the conduct of
national sccurity affajrs, the President has designated the National
Security Council ay the principal forum for LOnmderahm) of national
security policy issues requiring Prosidential *doctswn. In addition to
-utilizing the NSG itsclf he has reorganized th(: NSC system Lo constitute
“certain groups and committes, and has dcs:gnaled 1osponsybllitus to
the Dopdrtmnn( of State, as debcrxbed below: . .

a. _NSC Interdepartrnental GrOups

i Oy e agaies 44 S ¢

~The prvvmuﬂy existing lntmdop«z lmcntril RngO')dl Groups and the
Political-Military Interdepartmeontal Gro‘up, have been reconsti-
tuted as.Interdeps rtinental Groups in theiNSC system, chaired by
the appropriate Assistunt Sveretary of thie Department of State.
The memburship of these Groups will in¢lude representatives of
the Assistant to the President for Nationg] Sccurity Affairs, the
Secretary of Defense, the Dircctor of Central Intelligence, the
Chairman of the Joint Chiufe of Staff andlother agencies at the dis-

.cretion of the Chairman depending on i.hc.‘ issue under consideration.

1
The Interdeparimental Groups wills

=-discuss and decide interdepartmentil issues which can be
seltled at the Assistant Secretury level, including issues
arising out of the xmplclnvntdtron of NSC decisions;
5 ¥ ' g
--prupare policy papers for considcxﬁation by the NSC.‘

£ l
]

‘ -=prepare contingency papers on potcntxal cnsm areas for
SR " NSC review, :

‘
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NSC Ad an GrOups

-
&
ef
L

: thn approprmtc (e Prea:dont will appoml NSC Ad Hoc Groupa to

Sy B NSL Review Group hab beon estabhehed to examine papers such

deal with partwu}ar problom.,, mcludmg those whzch transcend regmnal

boundarxes f

e e

NSC szu.w Group

“TaEs Uose coming out of the Interdepartmental Groyps, NSC Ad Hoe'

~ Groups, or departments prior to their bubxmssiox; to the NSC, The
" Review Group, chaired by the Assistant (o the Prcsxdent for National

e st

- B T ot T ——
.

————-n=thc issue under consideration is worthy of NSC attention;

—~Serurity-Affairs, will-include representatives_of. the Secretdry of

State, the Secretary of Defense, the Director of Ccmral Intelhgencc,
the Chairman of the Joint Chiefs of Staff, and m.hg-x agencies at the
discretion of the Chairman, depending on the issue under consideration,
The Review Group will review papcls to assure that:

>

=-ull realistic altéarnmatiVes are.presenied; '
--the facts, including cost implications, and a!I departments and
agemle-s views are fairly and adequately set forth.

.

‘ThL.RLViCW Group may assion action to the NSC !' terdepartmentall

Groups or NSC Ad Hoc Groups, as appropriale, a,nd may refer lssues
to the Under Secretaries Comxmtt.u:

Th«. N'SC Under S«'Lretax ies Cornmltlec EE % g LA (‘

An NSC Undex Sccretaries Commxttec has been estdblxshed under the
Chairmanship of the Under Secretary of State, dssxsted by the Under -

' Sécretary for Political Affairs who will also act as his alternate, con-

sisting of the Deputy Secretary of Defense, the Assistant to the =

- President for National Security Affairs, the Director of Central

: X issucs Z‘eferred to it b)’ the NSC Revxew Group. =

Intclligence, the Chairman of the Joint Chiefs of ‘Staff, and, depending
on the issues under consideration, ranking officers of other agencies

at the discretion of the Chairman, The Under Secretaries Conmmittee
w;ll conszder. . -

- s
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L REY dperéﬁohal matters pertaining to interdepartmental
.7 activities of the U, S, Government overseas:

‘aon w)nch NSC Intcz departmental Groups have bcen unable to reach
agreemcnt,” or which are of a br oader nature than is smtable to any

‘v.

auuh gr Oup,

..wh:ch do not require conmdcratwn at Pres:denha} or NSC

leve) and

ot
TR

--whzch are re{crxed to :t by the Secx ctary of qtate. o s

';f_(3} other operdtxonal matters refez red to it Jomtly by the

“Under Secretary of State and the Assmtant to the Presldent 2

!or National Sncuz ity Aﬁ:urs.

B

T am

—w_-——zrwAutho:'uy and Responsxbxhty*of the*Secretgj—G{ Btate

o il

LR
- =i, -

b

The Pr esxdcm has affxrmcd thc posnlon oi the Secn etary of Staie as’

" his prmcxpdl foreign policy adviser and his responblbzhty, in ac- T

cordance thh appro»ed pohcy for the executwn of forexgn pohcy

.

.H» has asslgned to the Secz ela:‘y authon zty and rcsponsxbxhty to the fun
‘extent permitted by law for the overall d:recuon, coordination and
gupervision of interdepartmental ‘activities of the United States Govern-
ment overseas, This authority includés continuous supervision and

- general direction of economic assistance, military assistance and sales

programs, as provided in the Foreign Assxstance Act of 1961, as
amended. ({The authonty does not extend to

- - e

(1) the activitics of Umted Stutes mxhtary forces operating in the’
field where such forces are under the command of a United
Statv..s area m:htary commandez‘, :

(2) such other military actxvxtxcs as the Preswcnt clects to
conduct through mxhtary channels, :and

(3) activities which are internal to the 'cxecution and administra-
tion of the approved programs of a smgle depariment or agency
and which are not of such a nature as to affect significantly the
overall U, S, overseas program in & country or region, )
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g Fr r'vxoualy established respons:bxlmes of the Depal tment of State by
~ wvirtue of law or Executlive Order with respect to such matters as
international educational and cultural affairs, information activities,
" foreign assistance, food for peace, arms control and disarmament,
supervision of programs authorized by the Peace Corps Act, social
science research, nnmxbratmn and refugee assistance contmuc in
eﬁ'cct.

d. - In the implementation of his responsibilitics for the execution of foreign
: . policy and {or the dirc \.tmn, coordination and supervision of interdepart-
R mental activities overseas the Secretary of State intends to utilize, in
. addition to the normal resources of the Department, the system of NSC
{ Interdepartmental Groups and the Under Sccretaries Committee outlined
A -above, - Within the purview of these responsibilitiées execcutive a.uthorlty is
l_‘ ’“ﬁelcoated by the Secretary to the Chairmen of these COmmitteos.
€. Chll,fb o[ I)Jplornauc Missions in foreign countries, .as represcnmtwes
“’““—“""‘of the President-and acting on his behalf, continue to be in charge of all
elements of the United States Diplomatic Mission and to exercise af-
firmative ‘responsibility for the direction, coordination and supervision

~of all activities of the United States Government in their respective
countries. o _ o
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MEMORANDUM

THE WHITE HOUSE

WASHINGTON

February 11, 1969

MEMORANDUM FOR HENRY A, KISSINGER
FROM: A. M. Haig
SUBJECT: Organization Qf National Security Council Staff
and White House Office of the Assistant to the
President for National Security Affairs
In coordination with Mr, Eagleburger, I have completed an
analysis of the organizational structure of the National Security Council
staff and of your White House office and am submitting herewith our
recommendations for the reorganization of both,
The plan provides recommendations in three broad areas:

3o Section I - The organization of your White House office.

b. Section IT - The organization of the National Security
Staff Secretariat and,

C, Section III - The organization of the National Security
Council Staff,

Within each of these three areas, functional responsibilities
are delineated and the interface between all three are outlined.

Section I - Organization of the Office of the Assistant to the President
for National Security Affairs '

Executive Assistant

Duties

The Executive Assistant (Larry Eagleburger) would
continue to provide full range of personal staff assistance to you, He
would maintain complete cognizance of your daily activities and serve
as your focal point for the transmission of instructions to and from the
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Office of the President through the designated Assistants to the
President and intergovernmentally at the Special Assistant level
and above, and to the NSC staff through the Military Assistant.
Normally, the Executive Assistant will delegate to the Military
Assistant liaison at the Special Assistant/Military Assistant level
with the Department of Defense, Director, OEP, and Central In-
telligence Agency. It is emphasized that contacts with the NSC staff
would be effected through the Military Assistant or in coordination
with him with the view toward relieving the Executive Assistant of
time consuming coordination with the NSC staff so that he can be
totally responsive to the rapid pace of your daily activities, plan
ahead to preclude short deadlines in your schedule and foresee
potential trouble spots,

In processing the flow of business related to the NSC,
the Executive Assistant will, after clearance of NSC substantive
papers by the Military Assistant, present them to you with staff
assistance as required and in sufficient time to insure assimilation
and/or modification prior to consideration by the National Security
Council and/or the Review Group.

The Executive Assistant would be located in the office
adjacent to yours, with the desk against the window so that both of
you would have easy access to each other through the interconnecting
door, thus avoiding the risks associated with the reception room
conduct of business, Entry to your office through the front door
would be limited to scheduled visitors as controlled by your private
secretary in coordination with you and the Executive Assistant,

o~

Military Assistant

Approve Disapprove Other

Duties

The Military Assistant, Colonel Haig, will maintain
cognizance of the full range of activities handled by the Executive
Assistant and will be specifically charged with coordination of and
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liaison with National Security Council staff through the Staff Secretary
or designated senior geographic substantive officers and the desig-
nated senior representatives of the Planning and Programming
Sections as described in Section IIL.

The Military Assistant will insure that NSC and Review
Group papers were available to you on a timely basis and are con-
sistent with substantive guidance which you have provided, In effect,
the Military Assistant would serve as the de facto Chief of Staff for
substantive NSC affairs and be the single point of contact to insure
final review of NSC papers prior to presentation through the
Executive Assistant to you,

Military Assistant will be responsible for setting up
thru the NSC Secretary or the substantive officer concerned, staif
briefings, special briefings and meetings as may be required in
the conduct of NSC business.

Military Assistant would exercise monitorship of the
Daily Intelligence Briefing for the President by conducting a daily
coordinating meeting with the substantive geographic officers and
Mr, McCafferty and an assistant to be designated as outlined below,

Military Assistant will monitor 303 Committee agendas
and activities working in close coordination with Mr, Frank Chapin
and insure you are briefed on this material in a timely manner and ‘,
that follow-up action is accomplished in timely fashion, Y

Military Assistant will be located with the Executive
Assistant and be the point of contact with the NSC staff and will be §
able, as required, to fill in for the Executive Assistant in his absence, |

/ Disapprove Other

Administrative Assistant

Approve

Duties

The Administrative Assistant, Bob Houdek, will be the
point of receipt for all materiel forwarded to you from the NSC Staff
Secretariat to be relocated in EOB and described in Section III, He



e

4.

will sort this materiel into categories such as ''Information', "Action"
and "Signature', He will also receive, for initial screening, materiel
received from the Office of the President or other members of the
White House staff and all out-of-house foreign affairs related
material of a non-NSC operational nature for your or Presidential
action. He will insure that it is properly logged and suspensed by

the existing small White House office Administrative Section, dis-
patch it to the Staff Secretary if appropriate, or refer it to the
Executive /Military Assistants. The Executive/Military Assistants
will insure that priorities for your attention are established and that
the paper work is substantively responsive and coordinated prior to
delivery through the Executive Assistant to your desk,

Mr. Houdek would continue to participate in daily press
briefings and provide liaison with the office of the Press Secretary,

The Administrative Assistant will continue to be lo-
cated in the small office to the left of the guard desk in the West
Basement,

Approve [/ Disapprove Other

Information and Intelligence Operations

Mr, Art McCafferty and one qualified designated
Assistant will prepare, based on all source reports (including sub-
missions by the substantive staff) and the daily draft intelligence
summary for the President., It will be available by 1730 hours
each day in time for the coordinating meeting between you, the
Military Assistant and appropriate members of the NSC staff, The
meeting will be held in the Situation Room and should include, as

necessary, participation by the CIA briefer, Mr, :::},

(This meeting will enable NSC staff members to in-
sure that items presented to the President in the morning brief
are accurate, have been subjected to their analysis where required
and contain the latest factual data available, Participation by Mr,
{ }in this meeting would also permit proper coordination
of materiel contained in the CIA Daily Brief with the basic
memoranda prepared for the President. It will also go far toward
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improving the responsiveness of the CIA Daily Brief by highlighting
special items of Presidential interest. Notwithstanding, there will
be occasions when the CIA representative will be excused), -

If you are not available for this meeting, it should be
conducted by the Military Assistant to insure that the coordination
is effected on a timely basis and that a final coordinated draft will
be available for your subsequent review prior to your meeting
with the President the following morning. The morning update will
be conducted for you by the Military Assistant, .

Approve l/ Disapprove Other

al

\ o

Organization of the White House Office Secretarial Staff

It is essential that the reception room be maintained
as an orderly, non-substantive administrative area which is oc-
cupied solely by required secretarial support. The following
secretarial organization is proposed:

Joan McCarthy - Personal secretary, respomsible for
the maintenance of your daily calendar, in coordination with the
Executive Assistant (a separate analysis of your personal schedule

/x has been prepared by Mr. Eagleburger as attached at Tab X).

Mildred Zayac - Mrs., McCarthy's Deputy, responsive
?lto your personal requirements, with the full capability of filling in
% for Mrs., McCarthy so that acceptable working hours can be es-

'/'-; tablished for both,

Sally Dahler - Perform confidential secretarial duties
for you and also fill in as required in generall front office clerical
work,

Secretary to be designated for the Executive Assistant,

Muriel Hartley - Secretary for the Military Assistant.

It is anticipated that the above secretarial staff would
provide the full time competence required to support you, your

N
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Executive Assistant and your Military Assistant (each is capable of
filling in for the other). Additional late hour assistance can be
provided by Mrs, Lora Simkus to insure that the secretarial staff
is not subjected to the excessive workloads of recent weeks.
e
Approve V/ Disapprove Other

Section II - System for the Processing of Papers Related to National
Security

As soon as practicable, the point of receipt of all paper
work related to the National Security Council affairs should be de-
signated as the NSC Staff Secretariat which will be set up under the
supervision of the NSC Staff Secretary, Mr, Moose, in the Executive
Office Building (Mr, Bromley Smith should serve as his adviser ‘
and be located with him)., It will be the function of this Staff Secretariat
to receive, log and establish suspenses for all NSC related paper work,
Decision will be made by the Secretariat as to the processing of this
paper. Normally, it will entail immediate dispatch to the responsible
substantive officer, or to the Planning or Programming Section and
also provide for mandatory coordination between all affected staff
members, Logging and suspenses will also be established for all
correspondence referred to the NSC for action from your White House
office,

Approve / Disapprove Other

When an issue is urgent and demands your immediate
attention, it will be sent simultaneously to your office and to the
substantive officer or officers most concerned to minimize delay.
Specifically, the Secretariat itself should be organized under Mr,
Moose to provide the following:

a. Prompt servicing and central control of all NSC
action papers or papers referred to the NSC staff by the White

House office,

: b, A system for guaranteeing coordination between
individual members and staff sections of the NSC staff,

. B -,
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c. The provision of administrative support to the
NSC Staff to include clerical assistance, transportation, personnel
services, messenger service and space control.

d. Maintenance of the budgetary, personnel and

organizational framework of the NSC staff (Mr., Moose has already
recommended that he be authorized to acquire the services of a

budget specialist to prepare a revised NSC budget, We recommend
approval of this action so that budgetary estimates can be promptly
prepared).

e, Maintenance of an NSC staff communications
system which will provide for the rapid distribution of cables, in-
telligence publications, and reports to the NSC staff.

f. Maintain liaison with all departments and agencies
within the national security structure at the Staff Secretariat level.
As a rule, a Staff Secretary would not deal with the Assistants to the
principals of the Departments and Agencies, This liaison should be
effected through the Executive Assistant or the Military Assistant as
previously outlined.

g. The Staff Secretary will work in close coordination
with the Chief of the Planning Section and especially the Chief of the
NSC Support Group, in the preparation and timely distribution of all
NSC agenda related papers. The Staff Secretary will insure that all
NSC related papers, including NSSMs, NSDMs, are standardized
as to format and style and are properly numbered and distributed
among the interested agencies on a timely basis. Based on guidance
from the Chief of the Planning Section, the Staff Secretary will
maintain suspense files, a master calendar of NSC and Review
Group work schedules and related calendar of NSC business. It is
essential that the reproduction capability of the Secretariat provide
for the rapid reproduction of multiple copies of NSC documents so
that timely distribution of material of substantive interest to all_
staff personnel is promptly furnished these officers for comment
as required, The Staff Secretary's Administrative Assistant must
be capable of insuring this action in coordination with the Chief of
the Planning section who must be equally conscious of this responsibility,
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h Establish a messenger service responsive to the re-
quirements of your White House office and the interagency require-
ments of the NSC staff,

1. Serve as the single point of contact between your
office, for all NSC matters, as well as matters referred by your
office to the NSC staff,

; o Serve as the point of contact for the clearance of
cables from State, Defense, CIA or other agencies and departments
as required. Normal routine would provide for receipt of the cable
initially at the White House office and dispatch to the Secretariat
through Mr, Houdek who will log the message. Once staff clearance
has been obtained, it will be returned to Mr., Houdek for your clear-
ance after which it will be officially cleared by the Staff Secretary
who will also maintain a log and suspense on the messages, Some
messages which the staff officer considers routine or totally con-
sistent with your views should be cleared by him thru the Secretary
without further reference to you. Through this system, a double
suspense will insure no cable clearances are missed., This system
will also enable us to restrict highly classified or personal traffic
to the White House office if so determined by you or your immediate
staff,

k. Serve as the point of contact for the receipt of White
House initiated requirements received by your White House office
which should be referred to the Staff Secretariat for logging,
suspense and assignment of action to the appropriate substantive
officer or staff section. As with cables, a double log and suspense
system would be used, first in your office and secondly, within the
Staff Secretariat to insure a double check and timely receipt of the
response. High priority requirements of the President or his
White House staff would be brought to the attention of the Military
Assistant or the Executive Assistant by Mr. Houdek prior to or
simultaneously with processing through the Staff Secretariat so that
you are aware of the requirement.

(Mr, Moose has recommended the acquisition of a
highly qualified administrative assistant from the Department of
State to assist in establishing the Administrative Section within the
Staff Secretariat and it is recommended that he be provided with

this assistance).
i i
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Section III - Organization of the National Security Council Staff

There is an urgent need for a prompt and finite delineation of
responsibilities within the substantive NSC staff, This delineation of
responsibilities will unquestionably generate personal resentment on
the part of individuals who had been told or who have assumed that they
would play a role which would be greater or perhaps somewhat different
from what sound organization dictates,

Recognizing this, we have spoken to several of the principal
officers, with the view towards getting a cross section of attitudes
on organizational arrangements, especially as they pertain to the
interface between the geographic officers and the Planning and the
Program sections, Unfortunately, each visualizes a degree of authority
and responsibility which could only be achieved at the expense of ad-
jacent staff section or substantive officer. Thus, hard decisions must
be made now which are based on the overall efficiency of the NSC staff
and more importantly, which provide the kind of balance, expertise
and judgment essential at this level,

- At Tab A is a proposed Organizational Chart of the
NSC Staff., '

-- At Tab B is a proposed draft mission statement for
the Operations Section,

- At Tab C is a proposed draft mission statement for
the Planning Section,

- At Tab D is a proposed draft mission statement for
the Programs Section.

- At Tab E is a Procedure Outline for the processing
of papers for Review Group and NSC Meetings prepared primarily
by Mr, Halperin,

-- At Tab F is a separate analysis of your personal
schedule.

Recommendation:

That you approve in principle the organizational concept outlined;
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That you convene a meeting of the staff and furnish them with
copies of the attachments with the provision that functions are in
draft only and are subject to refmement in coordination with the
Military Assistant;

That, in the interim, the organization be set up as outlined
effective February 13, to include execution of all physical moves by the
close of business February 13,

(Mr, Dave McManis (NSA) is prepared to serve as Intelligence
Assistant and can be here on February 13. He would remain on NSA
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Tab B
Operations Staff
Functions:
1. Provide supervision, guidance, coordination,

monitorship and direction as necessary for designated country,
regional or functional activities as they may relate to U,S. National
Security Affairs,

2, Participate on interagency, geographic or functional
groups within assigned areas of responsibility and insure NSC
related papers include consideration of all feasible options.

Interrelationship with Assistants for Planning, Assistants

for Programs, Staff Secretariat and White House Office.

With Assistants for Planning:

Coordinate with NSC Planning Group on the development of
NSC papers from IG thru Review Group or Under Secretaries Group,
as appropriate, to insure that NSC Planning Group is continuously
appraised of progress, substantive content and issue divergencies.
NSC Planning Group will, in turn, and in coordination with NSC
Secretariat, insure continuity of style and format to NSC papers
and relate substantive issues to other ongoing related studies and
activities of NSC Staff, The NSC Planning Group will, as required,

suggest additional options for inclusion in papers destined for NSC
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or Review Group consideration, NSC Planning Group, in coordination
with the Secrefariat and the responsible substantive officer, will also
monitor execution of approved decisions and programs, Where
formal interdepartmental action is called for, it will be exercised
by the Staff Secretariat. Responsible Operational Staff officer will,
however, maintain primary responsibility for substantive content of
NSC papers when issues fall wholly within his area of responsibility,
Issues which pose difficult interrelationship problems will be resolved
by the Assistant to the President thru the Military Assistant. Provide
input and coordination with special studies or projects performed by
the Long-Range Planning and Special Projects sections,

With Assistants for Programs:

Coordinate with Assistant for Programs as required., The
Assistant for Programs is not to compete with substantive officers
on policy issues of immediate concern and will take the initiative in
coordinating with the Operations Staff member in developing working
contacts with State, AID, etc, and is responsible for initiating
coordination on all NSSMs, study reports, recommendations, etc., which
he prepares and which involve areas of responsibility of the Operations

Staff officer.
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With Staff Secretariat:

Principal Operations Officers will receive work assignments
primarily through the Staff Secretary -- either by direct referral from
the Staff Secretary or in his capacity as a channel of communication
from the Military Assistant. Responses to such assignments, as well
as actions and memoranda generated by the operations officers them-
selves will, unless things do not permit, be forwarded to the Assistant
through the Staff Secretariat. The above specification includes cable
clearances. The Staff Secretary will maintain an action schedule in
order to assure that staff work is forwarded to the Assistant in a timely
manner. As an operational principle action, items received from the
Department of State must be acted on by Staff members within 48 hours. When
this is not possible, a status report should be provided to the Staff
Secretary., gs

§

With White House Office:

The Military Assistant will serve as the executive coordinator
of the NSC staff, thru the Staff Secretary on NSC administrative matters
and directly with responsible operations, planning or program officers for
substantive matters. Principal Operations Officers will coordinate with
the Military Assistant and be responsive to his guidance on matters of
substantive content which reflect the views of the Assistant to the
President. They will routinely communicate with the Assistant to the

President thru the Military Assistant or, when required, thru the



Tab B
4o

Executive Assistant. They will keep the Military Assistant abreast of
ongoing work progress and keep him fully apprised of all matters of

interest to the Assistant to the President.
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Assistants for Planning

Functions:

1. Assistants for Planning will prepare or participate
in planning studies or NSC efforts not having an overall country or
operational focus. Study emphasis will be on mid- and long-range
U. S. national security policy.

2, The Assistants for Planning will maintain liaison
with the academic community, research institutes, etc., on all
matters affecting the national security.

3. The NSC Planning Group will plan and develop work
schedules, establish priorities for study and may refine, in coordi-
nation with the Secretariat, the substantive content of matters being
processed thru the NSC system to insure consistency in style and
format. Responsibilities will include monitorship of the processing
of issues from the interdepartmental groups, thru the Review Group
or Ad Hoc Under Secretary's Group and to the National Security
Council, Monitor, in coordination with Operations Officer concerned
and the Secretariat, the execution of approved programs and policy
decisions and make timely recommendations thru the Secretariat
for remedial action if required. (Procedures for processing NSC

matters are at Tab E). The Planning Group may prepare draft
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NSSMs which should be coordinated with the Operations Officer con-
cerned and the Secretariat before forwarding to the Assistant to the
President,

4, The Long-Range Pians Group will conduct such studies
as may be directed by the Assistant to the President insuring coordi-
nation with responsible operations officers,

5. The Special Studies Group will conduct such projects
and studies as the Assistant to the President may dictate insuring
coordination with responsible operations officers.

Interrelationships with Assistants for Programs, Operations Staff

With Assistants for Programs:

Keep Assistant for Programs fully apprised of all ongoing
activities of the Planning Staffs and draw, as necessary, on results
of studies conducted by the Assistant for Programs through close and
continuing liaison,

With Operations Staff:

Coordinate with Operations Staff on all matters of interest to
country, regional or functional officers and insure responsible officers
are furnished all NSSMs and study reports for review or comment,
Work thru responsible operations staff officers as needed in developing

working contacts with State, AID, etc. Do not compete with responsible
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operations staff on policy issues of immediate concern but monitor in
coordination with the responsible officer and the Secretariat, the
progress, development and status of all issues of possible interest to
the Assistant to the President for National Security Affairs or the NSC,

With the Staff Secretary:

Coordinate closely with the Staff Secretary and the Secretariat
who will maintain administrative work calendars, agendas and per-
tinent schedules for the conduct of all business within the NSC system.

Principal Planning Officers will receive work assignments
primarily thru the Staff Secretary - either by direct referral from the
Staff Secretary or in his capacity as a channel of communication from the
Military Assistant. Responses to such assignments, as well as actions
and memoranda generated by the operations officers themselves will,
unless time does not permit, be forwarded to the Assistant through the
Staff Secretariat. The above specifically includes cable clearances. The
Staff Secretary will maintain an action schedule in order to assure that
staff work is forwarded to the Assistant in a timely manner. As an
operational principle, action items received from the Department of
State must be acted on by staff members within 48 hours. When that is

not possible, a status report should be provided to the Staff Secretary.

R 2 78
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With White House Office:

The Military Assistant will serve as the executive coordinator
of the NSC staff, thru the Staff Secrvetary on NSC administrative
matters and directly with responsible Operations, Planning or Programs
officers for substantive matters. The Chief of the NSC Planning Staff
will coordinate with the Military Assistant and be responsive to his
guidance in behalf of the Assistant to the President when substantive
questions arise. He will routinely communicate with the Assistant
to the President thru the Military Assistant or, when required, thru
the Executive Assistant, He will keep the Military Assistant abreast
of ongoing work progress andkeep him fully apprised of all matters
of interest to the Assistant to the President. On matters pertaining
to Review Group or NSC. business, the Chief of the NSC Planning
Group should deal directly with the Military Assistant or the
Assistant to the President thru the Military Assistant and with the

Staff Secretary as required,






= Tab D
The Assistants for Programs
Functions:
1. Provide supervision, guidance, coordination and

direction as necessary for the preparation of studies analyzing U, S.
objectives, policies, and programs in designated countries and
regions, |

2. Assist in preparation of country or regional program
memoranda to be used by NSC on the basis of policy and program
decisions.

Interrelationship with Assistants for Operations:

Coordinate with Assistants for Operations as required., The
Assistant for Programs is not to compete with Operations Staff on
policy issues of immediate concern and will take the initiative in
coordinating with responsible members of the Operations Staff in de-
veloping working contacts with State, AID, etc., and is responsible
for coordinating and circulating for comment all NSSMs, study reports,
recommendations, etc., which involve areas of responsibility of
the responsible Assistant for Operations.

Interrelationship with Assistants for Planning:

Keep Assistants for Planning fully apprised of all ongoing
activities and draw as necessary on results of studies conducted by

the Assistants for Planning through close and continuing liaison,
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Interrelationship with Staff Secretariat:

The Assistant for Programs will receive work assignments
primarily thru the Staff Secretarly - either by direct referral
from the Staff Secretary or in his capacity as a channel of
communication from the Military Assistant. Responses to such
assignments, as well as actions and memoranda generated by the
Operations Officers themselves will, unless time does not permit,
be forwarded to the Assistant through the Staff Secretariat. The
above specifically includes cable clearances. The Staff Secretary
will maintain an action schedule in order to assure that staff work
is forwarded to the Assistant in a timely manner, As an opera-
tional principle, action items received from the Department of
State must be acted on by staff members within 48 hours, When
this is not possible, a status report should be provided to the
Staff Secretary.

Interrelationship with White House Office:

The Military Assistant will serve as the executive coordinator
of the NSC staff, thru the Staff Secretary on NSC administrative
matters and directly with responsible Operations, Planning or

Programs officers for substantive matters. The Assistant for

» lf‘zg}&‘

i@
(5 ",
[ R ‘i .



Tab D

-3-
Programs will routinely coordinate with the Military Assistant
and be responsive to his guidance, in behalf of the Assistant to the
President, when substantive queAstions arise., The Assistant for
Programs will communicate with the Assistant to the President thru the
Military Assistant, or, when required, thru the Executive Assistant,
He will keep the Military Assistant abreast of ongoing work progress
and keep him fully apprised on all matters of interest to the

Assistant to the President.
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Tab E

PROCEDURES FOR
REVIEW GROUP AND NSC MEETINGS

Operations staff NSC officer should sit on NSC Interagency Group
and ensure that paper includes all options, He should prepare
summary of paper and assemble any background information
which Assgistant to President (and later President) should have.

When paper comes from NSC Group to Assistant to President
(via Military Assistant), Staff Secretary should send meeting
memo to Review Group, in general, simply saying paper will
be discussed at Review Group meeting on certain date.

NSC Planning Group will review paper and recommend addi-
tional options to be considered and coordinate paper with
Secretariat.

For Pre-RG meeting, the Chief of the NSC Planning Group,
working with appropriate operations staff officer(s) will prepare
a book for Assistant to President, including:

1. RG Talking Points (including additional options if any)
for Assistant to President,

2, Summary of RG paper.

3. RG paper.

4, Background papers (summary if necessary).

5. Memo to agencies requesting briefings for NSC.

Assistant to President to meet Wednesday afternoon with Chief,
NSC Planning Group, operations staff official and others
interested in subject to review papers and approve briefing
memo, (Chief, NSC Planning Group will debrief Military
Assistant on results of this meeting if Military Assistant is

not at meeting).

Following RG meeting, Chief, NSC Planning Group and Staff
Secretary will prepare memo to NSC enclosing paper and re-
porting any observations of the RG.
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Following RG meeting, Chief of NSC Planning Group, with
operations staff officer, will prepare book for President and
Asgsistant to President, to be completed forty-eight hours
prior to NSC Meeting. Book will include:

Ao

B 9 Q0 W

Fc

HAK memo to President,

Summary of paper.

Paper.

R. N. Talking Points.

(Assistant to the President's Talking Points in his book only).

Necessary background papers with summaries if necessary.

Following NSC meeting, Military Assistant, Chief of NSC
Planning Staff and operations staff officer to review Presidential
decisions and study requests and put out necessary NSDMs,
NSSMs, and other more informal guidance.





