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THE WHITE HOUSE

WASHINGTON

TR
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Dear Senator Jackson:

In your letter of October 30, 1969, you asked me for "a memorandum or
letter...describing the current approach to the NSC and its use in Presi-
dential decision-making."

I have given your request the most careful consideration, and I am happy

to comply. No student of policymaking could fail to appreciate the enormous
contribution which you and your subcommittee have made to the body of '
learning on this subject. I hope I can be of assistance.

- Enclosed is a copy of the section of the President’'s Report to the Congress

on United States Foreign Policy which discusses the National Security Council
system. The President intended this section of the Report to be a clear des-
cription of how the NSC system works and, more importantly, of what its
purposes are. We prepared it with your request in mind. I believe it is a
suitable document for your subcommittee to add to the body of literature on
the subject of national security policymaking.

Perhaps I can add some background on our new NSC system which places it in
historical perspective,

A staff report issued by your subcommittee nine years ago pointed out that

""each successive President has great latitude in deciding how he will employ
[the Council] to meet his particular needs. He can use the Council as little,
or as much, as he wishes. He is solely responsible for determining what
policy matters will be handled within its framework, and how they will be
handled.’'* President Nixon's decisions as to the new role and structure of the
NSC were influenced by his direct experience with the NSC machinery as it
was used during the Eisenhower Administration, and also by the accumulated

" national experience of a variety of approaches to the utilization of the NSC

machinery.

During the period of transition between election and inauguration, the Presi-
dent-elect devoted considerable attention to devising a system and procedure
that would be efficient, effective, and suited to his own style of leadership.

#'"The National Security Council, '* A Staff Report of the Subcommittee,
December 12, 1900, in Organizing for National Security, Inquiry of the
Subcommittee on National Policy Machinery, Committee on Government
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As a result, President Nixon announced at the outset of his Administration
that the National Security Council and the NSC system would be the central
machinery in the process of policymaking for national security. As the

- White House announced on February 7, 1969, '"The President. .. indicated that

the Council will henceforth be the principal forum for the consideration of
policy issues on which he is required to make decisions, "

It is not, of course, the NSC which makes decisions. The President makes
decisions, in accordance with his Constitutional responsibility, and the NSC
remains an advisory body as conceived by the 1947 National Security Act. Nor
does the President necessarily make his decisions in the NSC meetings;
rather, this is usually done after further private deliberation, subsequent to
NSC consideration of the issues. The NSC is a forum for discussion, in
which the interested departments and agencies of the U.5. Government are
asked by the President to state issues, present alternatives, and discuss
implications, in order that the President may elicit and receive the advice he
requires. ' ’ '

The chapter from the President's Foreign Policy Report indicates the purposes
which the new NSC system is meant to serve. We recognize, of course, that
no institutional arrangement can guarantee that these objectives will all be
realized. Nor can we claim that the structure and procedures we have devised
are the only way to go about the business of policymaking. But the orderly
and regularized procedures which the NSC system provides have advantages
which President N:xon prefers to exploit,

Feviioovs Dooen o7 200 L )

The more ad hoc a.pproa.ch of the 1960'3 often ran the risk that relevant points
of view were not heard, that systematic treatment of issues did not take place
at the highest level, or that the bureaucracies were not fully informed as to
what had been decided and why. Flexible procedures used in place of NSC
meetings can enjoy the advantages which come with informality -- speed,
frankness,; convenience, and so forth -- but they may also suffer from the

" lack of fixed agenda, methodmal preparation, and systematic promulgation

or e*xplanatmn of decisions. Of course, there is nothing to preclude a President
from supplementmg formal with informal machinery -- as indeed has fre—
quently been the case in this Administration,

_President Ni.xon prefers to make use of the NSC and the NSC system, with
occasional recourse to less structured groups. Almost all major issues are
now treated within the framework of the NSC system. The Council meets
regularly, usually once a week, and its agenda specifies for discussion a
problem which has been through the process of review in the NSC system.

In most cases, Presidential decisions follow in writing. :
\
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At the same time, we have tried to avoid some of the problems of the NSC
system of the 1950's. Omne such problem was that the papers which came

to the President from the NSC system, and the decision papers based upon
them, were often not specific enough to provide effective guidance to the
bureaucracy. Incoming papers often reflected compromises reached among
agencies at a lower level. . The machinery gave too much emphasis to
interdepartmental consensus and too little to the presentation of distinct
points of view and distinct policy alternatives.

As the chapter from the Foreign Policy Report makes clear, President
Nixon wanted a system which provided him with analytical papers focusing
on issues for decision and on clear policy alternatives. The system of
supporting subcommittees which the President set up is intended to present
distinct options, together with their pros and cons and implications and
costs, rather than a single policy recommendation founded on bureaucratic
consensus. We thus try to identify the real issues for Presidential decision
instead of burying them in "agreed language.' Formal agency positions are

~ taken only at the level of the Council itself, and are argued out in front of

the President, In focusing on the issues, we try to ask first the crucial
policy question of where we want to go. We formulate the alternative answers
to this question, and the President's decision then guides our inquiry mto

the operatlonal issues.

Finally, we have sought to avoid some of the problems of the formality of

the NSC system of the 1950's, by introducing some flexibility as to the
channel through which a subject travels to presentation to the Council.

The Foreign Policy Report identifies some of the special groups and channels
in the new NSC system, and indicates that they serve the same purposes

that the regular groups and channels serve: systematic review and analysis,
bringing together all the departments and agencies concerned,

. There are inevitable kinks in the system, and we will continue to be flexible

in order to iron them out. Further experience will no doubt give us a
better perspective on how well the system is working. Further modifi-
cations will no doubt be made.

As the chapter from the President's Report concludes, there is no text-

book prescription for organizing the system and staff for national security
policymaking. The only basic rule is that the structure be suited to the
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wishes and style of the President. As your subcommittee's staff report
of 1960 pointed out, the National Security Council is '"'the President's
instrument, "' and it ""exists only to serve the President. re

Warmest regards,

/

Henry A. Kissinger

Enclosure

Honorable Henry M. Jackson
United States Senate ‘
“Washington, D. C.

% Ibid,. p. 38. h . |
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THE NATIONAL SECURITY COUNCIL SYSTEM

-

If we were to establish a new foreign policy for the era to come, we
had to begin with a basic restructuring of the process by which policy is
made.

Our fresh purposes demanded new methods of planning and a more
rigorous and systematic process of policymaking. We required a system
which would summon and gather the best ideas, the best analyses and the
best information available to the government and the nation.

- Efficient procedure does not insure wisdom in the substance of policy.
But given the complexity of contemporary choices, adequate procedures are
an indispensable component of the act of judgment. I have long believed that
the most pressing issues are not necessarily the most fundamental ones; we
know that an effective American policy requires clarity of purpose for the
future as well as a procedure for dealing w1th the present. We do not want
to exhaust ourselves managing crises; our basm goal is to shape the future.

At the outset, therefore, I directed that the National Security Council
be reestablished as the principal forum for Presidential consideration of
foreign policy issues. The revitalized Council -- composed by statute of the
President, the Vice President, the Secretaries of State and Defense, and
the Director of the Office of Emergency Preparedness -- and its new system
of supporting groups are designed to respond to the requirements of leader-
ship in the 1970's

~- Our policy must be creative: foreign policy must mean more than
reacting to emergencies; we must fashion a new and positive vision
of a peaceful world, and design new policies to achieve it.

-~ Qur policymaking must be systematic: our actions must be the
products of thorough analysis, forward planning, and deliberate
decision. We must master problems before they master us.

-- We must know the facts: intelligent discussions in the National
Security Council and wise decisions require the most reliable
information available. Disputes in the government have been
caused too often by an mcomplete awareness or understanding of
the facts.
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-~ We must know the alternatives: we must know what our real options
are and not simply what compromise has found bureaucratic acceptance,
Every view and every alternative must have a fair hearing. Presi-

.. . dential leadership is not the same as ratifying bureaucratic consensus.

: 7 -~ We must be prepared if crises occur: we must anticipate crises
where possible. If they cannot be prevented, we must plan for
(. dealing with them. All the elements of emergency action, political
... as well as military, must be related to each other.

v, <~ Finally, we must have effective implementation: it does little good
to plan intelligently and 1mag1natwe1y if our dec1sxons are not well
. :.;:.carrled Out

Faooe : . IR
“‘Crea,h\ntx Above all, a foreign policy for the 1970's demands imaginative
thought. In a world of onrushing change, we can no longer rest content with
familiar ideas or assume that the future will be a projection of the present.

If we are to meet both the peril and the opportunity of change, we require a
clear and positive vision of the world we seek -- and of America's contribu-
tion to bringing it about.

. . As modern bureaucracy has grown, the understanding of change and the
formulation of new purposes have become more difficult. Like men, govern-

ments find old ways hard to change and new paths difficult to discover.

o T . . ; -
[RE B RV e m— - R

e’ £ ’The mandate I have given to the National Security Council system, and
the overriding objective of every policy review undertaken, is to clarify our

- view of where we want to be in the next three to five years. Only then can we

ask, and answer, the question of how to proceed

In central areas of policy, we have arranged our procedure of policy-
making so as to address the broader questions of long-term objectives first;
we define our purposes, and then address the specific operational issues. In
this manner, for example, the NSC first addressed the basic questions of the
rationale and doctrine of our strategic posture, and then considered -- in the
light of new criteria of strategic sufficiency -~ our specific weapons programs
and our specific policy for the negotiations on strategic arms limitation. We
determined that our relationship with Japan for the 1970's and beyond had to be
founded on our mutual and increasingly collaborative concern for peace and
security in the Far East; we then addressed the issue of Okinawa's status in
the light of this fundamental objective.

Systematic Planning: American foreign policy must not be ‘merely the
result of a series of piecemeal tactical decisions forced by the pressures of
events. If our policy is to embody a coherent vision of the world and a
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rational c:cfnception of America's interests, our specific actions must be the
kproducts of rational and deliberate choice. We need a system which forces
consideration of problems before they become emergencies, which enables
us to make our basic determinations of purpose before being pressed by
events, and to mesh policies.

The Natmnal Security Councxl itself met 37 times in 1969, and considered
over a score of different major problems of national security. Each Council
meetmg was the culmination of an mteragency process of systematic and
comprehenswe review,

T'hifs' is how'the'process works: I assign an issue to an Interdepartmental
‘Group -- chaired by an Assistant Secretary of State -- for intensive study,
asking it to formulate the policy choices and to analyze the pros and cons of
the different courses of action. This group's report is examined by an inter-
agene}? Review Group of senior officials -- chaired by the Assistant to the
President for National Security Affairs- -~ to insure that the issues, options,
and views are presented fully and fairly. The paper is then presented to me
and the full Na.tlonal Security Counml . .

Some topics requiring specialized knowledge are handled through
different channels before reaching the National Security Council. But the
purpose is the same -- systematic review and analys1s, brmgmg together
a11 the agencles conc;erned

== The major_issues of defense policy are treated in systematic and
B mtegrated fashion by the NSC Defense’ Program Rewew Comurmittee,
.This group reviews at the Under Secretary level the major defense
' pol_xey and progfam issues which have strategic, political, diplo-
" matic, and economic implications in relation to overall national
- priorities. N
: '___7'-- ‘Through other NSC mteragency groups, ‘the United States Government
’ has undertaken its first substantial effort to review all its resource”
programs within certain countries on a systema’cxc and integrated
bams, instead of haphazardly and pxecemeal

_ Determination of the Facts: Intelligent discussions and decisions at

the highest level demand the fullest possible information. Too often in the
past, the process of policymaking has been impaired or distorted by incom-
plete information, and by disputes in the government which resulted from the
lack of a common appreciation of the facts. It is an essential function of the
NSC system, therefore, to bring together all the agencies of the government
concerned with foreign affairs to elicit, assess, and present to me and the
Council all the pertinent knowledge available.
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Normally NSC Interdepartmental Groups are assigned this task, But
-other interagency groups perform this function for certain special topics.
For example:

¢ .. .-- The Verification Panel was formed to gather the essential facts
relating to a number of important issues of strategic arms limita-
_tion, such as Soviet strategic capabilities, and our potential means
of verifying compliance with various possible agreements, This
o« .. Panel was designed not to induce agreement on policy views, but
¢or . to establish as firmly as possible the data on which to base policy
discussions. It helped to resolve many major policy differences
.. which might otherwise have been intractable. As the section on
.Arms Control in this report explains in detail, the Panel played a

gl ‘_ central part in making our preparation for the Strategic Arms
. 7 Limitation Talks with the Soviet Union the most thorough in which
e the U.S. Government has ever engaged.

- ~=- The Vietnam Special Studies Group (VS5G) gathers and presents to
-7 fhe highest levels of the United States Government the fullest and
most up-to-date information on trends and conditions in the country-
side in Vietnam. This group is of key assistance in our major and
< . sustained effort to understand the factors which will determine the
course of V1etnam1zat10n
Full Range of OEtio-ns: 1 do not believe that Presidential leadership
consistd merely in ratifying-a consensus reached among departments and
agencies, The President bears the Constitutional responsibility of making
the judgments and decisions that form our policy.

[T
A

- -

The new NSC system is designed to make certain that clear policy choices
reach the top, so that the various positions can be fully debated in the meeting
of the Council. Differences of view are identified and defended, rather than
muted or buried. I refuse to be confronted with a bureaucratic consensus
that leaves me no options but acceptance or rejection, and that gives me no
way of knowmg what alternatwes exist. e

The NSC system also insures that all agencies and departments receive
a fair hearing before I make my decisions. All Departments concerned with
a problem participate on the groups that draft and review the policy papers.
‘They know that their positions and arguments will reach the Council without
dilution, along with the other alternatives. Council meetings are not rubber-
'stamp sessions. And as my decisions are reached they are circulated in
writing, so that all departments concerned are fully informed of our pollcy,
_and so that implementation can be monitored.

y
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Crisis Planning: Some events in the world over which we have little
control may produce crises that we cannot prevent, even though our sys-
temizéd study forewarns us of their possibility, But we can be the masters
of events when crises occur, to the extent that we are able to prepare our-
selves in advance. :

For thls purpose we created within the NSC system a special senior

| panel known as the Washington Special Actions Group (WSAG). This group

drafts contmgency plans for possible crises, integrating the political and
military requlrements of crisis action. The action responsibilities of the
departments of the Government are planned in detail, and specific respon-
sibilities assigned in an agreed time sequence in advance. While no one can
ant1c1pate exactly the timing and course of a possible crisis, the WSAG's
planning helps insure that we have asked the right questions in advance, and
thought through the 1mp11cat10ns of various responses.

PolicLImplefnentation The variety and complexity of foreign policy
issues in today's world places an enormous premium on the effective 1mple-—
menta,hon of policy. Just as our policies are shaped and our programs formed
through a constant process of interagency discussion and debate within the
NSC framework, so the implementation of our major policies needs review and
coordination on a continuing basis. This is done by an interdepartmental
comm1ttee 'at the Under Secretary level chaired by the Under Secretary of
State. '

Can'lu‘siom‘s '

o There is no textbook prescription for orgamzmg the machinery of
pohcyxnakmg, and no procedural formula for making wise decisions. The.

- policies of this Administration will be Judged on their results, not on how

methodmally they were made.
The NSC system is meant to help us address the fundamental issues,

clarlfy our basxc purposes, examine all alternatives, and plan intelligent

actions. It is meant to promote the thoroughness and deliberation which are

essential for an effective American foreign policy. It gives us the means

to bring to bear the best foresight and insight of which the nation is capable.
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THE WHITE HOUSE

WASRHINGTON

Dear Senator Jackson: -

In your letter of October 30, 1969, you asked me for "a memorandum or
letter...describing the current approach to the NSC and its use in Presi-
dential decision-making."

1 have given your request the most careful attention, and am happy to comply.
No student of policymaking could fail to appreciate the enormous contribu-
tion which you and your subcommittee have made to the body of learning on
this subject. I hope I can be of assistance.

The President has now submitted to the Congress his Report on United States
Foreign Policy, which includes, in Part I, a discussion of the National
Security Council system., The President intended this part of the Report

to be a full and clear description of how the new NSC system works and,
more importantly, of what its purposes are. We prepared it with your
request in mind.

I believe it is a suitable document for your subcommittee to add to the
body of literature on national security policymaking. I am therefore
enclosing a copy of the text, which I hope will be useful to you and your
subcommittee. '

Warmest regards,

H A. Kissin
Enclosure enry issinger

Honorable Henry M. Jackson
United States Senate
Washington, D. C.
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R TR i CHIEY COUNSEL AND 51‘AP|’D!NLCYOR . . :
- T T C COMMITTER ON
R D PR S GOVERNMENT OPERATIONS -«
) B T . BUDCOMMITYEE ON NATIONAL SICURITY *
e . ' ) . AND INTERNATIORAL OPERATIONS ’
B . Trete o {PURSUAT TO 5, RES. 24, SIET GONGRESSE)
i - WASHINGTON, D.C. 20510
o é ST e oo October 30, 1969
v i . . -
i_ H 1 i
- i .
by i A
' ... Mr. Henry A. K:‘ ssingexr
i Assistant %o the President _
S oo for National Security Alzf‘aws .
E -} The Wnite Kowse el
{ . Washingbon, D. C. e
" ; . LI N i - “,_,___-,:__T _ ,‘ .
| N Deaxr Henry:
E o _ 3 am very glad %o have had the opportunity to talk i“a‘z
1 . 1 7 you yesterday. Dorothy and I great ly a_gnrc,caa{,ud the hospitabdl
s~ . lunchneon iIn yorr office. = ‘ .
_ ! : . .
g Follom.rff we on one oi‘ Lhe mabbers we discussed, I am
v enc103111rr a coyy of the letier sent to us ‘by N’a.c Bunw' in Sepbember
‘ l,o'L describing how they were trying to do their job at thal tirne
oe—boco g the NSC level. As I mentloned, we woula welcome & menmorandun
: ; or levter from you describing the current srproach to the NSC and

o P i‘ts ‘use in Precidential decision-nmeking, which coula be puollsneu
s~ dn 'tne record ¢f our Subcommittee this year,

.

13
e ————

As you ray know, we ic suod e gshoryv print in March this year

b 7-'5~:~wn1oh included the text of the Februvary 7, 3909 White House announce-
5 -~ ment on the new arrangements for the NSC, ard two related official

g o -4 documents., I oem incluamg a copy of thet print. You should feel
[ © free to inclnde as an abbachment to your stelement to us any reladbed
oo . materials that you {think sppropriste.

Best regards.

. Sircexgly yours,

‘ : o o S "'ncrw'r ’\;. Ju(‘“,'ﬂ 1, U.S.S.
i g L S Cheirman, Subcormitise on
'- o . R Nationel Security and
! . S . = . International Overc aLions
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-eBelween Benator Henxy B Jackson and Mr. McGeorge Buady,

_' Speeial Assistani’ to fhe President i'o; National Becurity
“Affairs I T, o

. ' U S uhAJ.JJ’

SUECO\flili .nL ox YA’ ‘Ic-\um Poricy MACHINERY,
: S July 13, 7951.

: 'Alﬂmull‘Ll&,‘

' Mr. McGzeorse Buxoy,
T'he White House, Washington, D.C. ‘

Drar Mz, Buxpy: As you Jmow, our subcon mutte* will shortly hold
. hearings bringing to a close its nonpnrusan muc\y of how our Qovarn-
ment c'm best staff and organize itseli to c&\'clog and carvy oud 'u.o
“kind - of national security pohcxc:, re ..med to meet thc challenge of
“world commum-,m
© As you also kmow, we have been de m‘y concernod from the outsel
~with the org anjzation and procedures of the National b;cunty Coun-
¢il, its subor chmtu organs, and I'B]&uud 1mmumo and ;o“owuh;ounh
mechmnsnm in the area of national scourity.

Early in our study, the previcus administration was kind enovgh to
malke availablo to the subcommitice a saries of “ofiicial mcm mmtms
% deseribing tho £ unctxons, organization, and procedures oif the National
- Security Councd and its supporting mechanisme. These memoran-
- dums, which were printed by the subcommitlen ir, our Selectad Maio-
_rials, pr oved of great interest and value to cur members, to students
“and Inter 1etem of the policy process, and to tnc \mlo general audi-
- enco which has been following our inguiry. t
.. ' Tho purpose of this letter s to ask whather :lxc presenL adminisira-
- tion could now furnish us with official memorandums which would ba
- the current equivalent of the above c’ocumenta aiv o us by Lho Hison-
" hower administration.

.
.
.

P

-

LIS

- made available to us by August 4, so that we cmﬂd profit from its
- study ‘durir g the final phase o; our Aemmob and malko lb a 911 tof our
pcrmanent record. T T -t

I-n-.\'nr J ACKSON,
C’hazrmcm Suboommztz‘ee on Na{wna?, on y D J’[czc/mzer'y
. " Py W'm'r ITomr
Washmg#an, 6@’05 mber 4, 1961,

Hon. Yexry M. J‘,cnsm\, T

o US. .Scnaz.’r, Weashington, D.O. _

o Dear Sexvator Jacksox: T have thought hfud -\bout yous Jettor of

July 13, which asks for officlal merm randums that wou Teel hc eur-

. ~Tend e\rm\'f’e it of memc»mnclums suonmted b) t‘le pla\’l()h:: aduiinis-
- - 1335

1 Speelal Assistant to the Pramdent ;'or Nazﬁem (*Z .«S’aom‘izfy A JFadrs,

I presums that this matorial is rmc’ﬂy at hmd, and that it could be

Slnc,rdy yours,' U o R -;.
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. tmtia T £nd thet this is ot easy to do, but NI tvy, The provious
* adiinistration wrote ot of many years of experience in which 1t had
gradually developed a Jarge and complex sovies of processes. Thisad-
sministralion has been rovising these arvangeinents to fit the needs of &
“now President, but the worl of revision is far from done, and it 35 too
soon for o to report with any finality npon the matlers about which
" you ask. It seems to me preferable, ab this early stage in our work, to
+* wrive you an informal interim aecount in this letter. : -
7 Much of what you have been told in the reporis of the pravious
“administration about the legal framework and coneept of the Council
vemains true today. There has been no recent change in the National
-Security Aet of 1070 Nor hias “there peen Any change in the basic

.g':gT_cl_Qgig_iii_{d:_fzi‘("'it':_'f_t-_hi\'.t_“_'t_’-h'é."Qc_'»";ix_l"q;’_l”ig advisory only. Decisions ave
mado by the President. Finally, there has been no chango in the
basic proposition that, in the language of Robert Cutler, “the Couneil
i w - & ;A oo * - ! . =y .

:is a vehicle for a President to use accordance with its suitability to
his plans for ‘conducting his great ofice.” As Mr. Cutler further

remarked, “a peculiar virtue of the National Security Act is its fiexi-

-

. .
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v 2 bility,” and “each President may use the Council as he finds most sait-

- “able af o given time.”* Tt is within the spirit of this doctrine that a

- new process of using tho NSCis devéloping. S o

-~ The specific changes which have occurred are three. TFivst, the
3s - NSC meots Jess often than it did. Thero wers 16 mectings in the fitst
B S montls of the Xennedy adininistration. Meh that uwsed to flow '
i “youtinely to the weekly meetings of the Couneil is now seitled in |
M " othor ways—by separate meetings with the President, by lotters, by |

particular forum.

“ Council has nover been and should aever becoma the only instrument
6% connseel and decision available to the President in dealing with the

S e?n"{ﬂiﬁii':Zé'd.".’It"ils""x’fdﬁ'_',’é‘{iéy'for mo to bo sure of the procedures of
* fgarlier ¢ diministrations, but T have the impression that many of the
S -'.'-greaﬁ.'cy.isodes of the Traman and Tisenhower administrations were
“ yot dealt with, in their most vital aspects, through the machinery of

“the NSC. 1t was not in an NSC meeting that we got into the Toramy
wat, or made the Korean truce, The NSC was not, charactevistieally,
the place of docision.on speciiie major budgetary issues, which so
often aftect both policy and strategy. It wagnot the usual forum of
diploms tie decision; it was not, for example, a major center of work
‘on Berlin at any time before 1961. The National Security Council is

~ But for certain issues of great moment, the NSC is indeed valuable,
“President Xennedy has used it for discussion of basic national policy
toward a mumber of countries. e has used it both for advice on
-particular pressing decisions and for recommeondations on Jong-term
- policy. As new attitudes develop within the administration, and as

—— T L . -
N

* 3Tiober: Cutier, “The Development of the wWationnl Sceurity Couneil,” Fovelzn Aflnirs
4y e P 5 O ) r 2 e 3 - [

~April 1656 ("Organlzing fov Natlonal Seeuvity,” rvepriated dn “Selaated Mutesiais,” com-
wmittee print of the Committed on Coveroraent Operations of the Senate, GPO, 1060).
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* written memorandums, ‘and ab Jovels below that of the President.
Prosident Xenncdy has preferred to call meetings of the NSO only .
o ftor dosermining that o particular issue is ready For discussion in this

. I know you share my undorstanding that the National Security 7

[

f e ———— e

. problais of SuE Tational security. I beligve this fact cannof be over:

. one ins! rument among many ; it must nover by mado an end in itseld. -

+ 77" No Objection To Declassification in Full 2011/04/28 : LOC-HAK-4-4-7-5
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~thew lssues arise in the world, the NSC is likc’y to continuic us an.
- major channel through which broad issues of national security policy
~ecome forward for Presidential decision.. - o
. Meanwhile, the President continues to mect at very freauent in-
~tervals with the Seerctary of State, the Seevetary of Defense, and
s ~other officials elosely concerned with problems of national secarity.
rSuch meetings may be as large as an NSC meeting ov as sinall as a
" face-to-Tace discussion with a single' Cabineb officer.. What they have
1in common is that a careful record is kept, in the appropriate way,
- whenever . decision is-reached. 'Where primary respounsibility falis
~relearly to o singlo Depariment, the primary record of such decisions
- will usually be made through that Depavtment, Where the. issue is .
‘broader, or where the action requires continued White House atten- -
“tion, tho decision will be recorded through the process of the National
+Security Council. -Thus the business of the National Sccurity staff
goes well beyond what is treated in fornal meetings of the National .
Security Council. It is our purpose, in cooperation with other Presi-
-dential stall officers, to meet the i’residel}t’s staff needs throughous the
mmational security srea, ot ool -
" *Tho second and more significant ehange'in the administration of
. thie National Security Council and its -subordinate agencies is the
mbolition by Exccutive Order 10920 of the Operations Coordinating
Board. - This change needs to be understood })oth for what it is and
“for what ic is not. It is not in any sense a downgrading of the tasks
rof coordination and followup; neither is it an abandonmont of Presi-
«dontial responsibility for thoese tasks.” 'Ij is rather a move to elimi-
‘nate an instrument that does not match the style of operation and
-coordination of the current administration. ., .~ =~ i o
: From ths point of view of the new administration, the decisive dif--
fiealty in the OCB was that without unanimity it had no authority.
"..No one of iis eight members had authority over any other. It was
s nover o traly Prestdential instrument, and its practices wera theso
of a group of able men attempting, at the second and third levels of ,
‘Governmert, to keep large depaviments in reasenable harmony with .
-each other. Because of good will among its membors, and tnusnal ad- - '
ministrative skill in its secretariat, it-did mueh aseful work; it aiso
had -weaknosses.  But its most serious weakmess, for the new admin-
istration, vas.simply that neitherthe President b imself now the pras:
sont- administration as a whole conceives of- operational ecoordination
as & task for a large committeo in which no onoe nfan has authority.
It was and Is our belief that there is much to be dona that the OCB
‘eould not do, and that the things it did do-can be dono as well or -
better in other ways. T P
.. The mos: important of these other ways.is an inereased reliance on :
theleadership of the Department of State. "It would not be appro- EFEEE
" priate for'me.to describe in defail the changes which the Department
+.of State has begun to exeeute in mecting the Inrge responsibilities
¢ whiech fall to-it under this concept of administration. It is enough
Af T say that the President has made. it very clear that he dogs not
Svant-i Jatre separato organization between him and his Secretavy of
~"STate, Neithor docs he Wish any uestioh fo arise as to the clear o
‘authority -und vesponsibility of the Secretary of State, not only in L
-his ‘own Depariment, and not only in such large-scale related areas T
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« 88 foreign aid and information policy, but also as the ageni of coor-”

s

-",._(_lnri‘:}tlon mall our ma‘jor})oﬁciog toward othernations,. - - . cios e
~dhe third chango in the affairs of the N3G grows out of the first’

two and has a similar purpose. We have deliberately rabbed out the '
‘. distinction between planumg and oparation which governed the ad-

“ ratstrative structure of tho NSO staff in-the last administratioh.. ‘ :
e This distinetion, real enwough at the extremes of the daily cable tratlic’ BRI

and -lopg»mnga_ assessment of futuro possibilitics, brexks down in’
ost of the business of decision and action.. This is espooially true
{TLSD the .lcvgl qf _Pre:sxdeet-m}_ action. Thus it scems to us best that the,
- NSQC stafl, which 1s-essentlally o Presidentinl instrwment, should be
--le;lposccl.of_lnen who can serve equally well in the process of plan-
Ping and in nhaﬁt ef gpom‘m?ml followup. .~Already it has been made,
- plain, In a number of cases, that the President’s nterests and purnoses'
“ean bo‘bcttc_ar served if the stafl ofiicer-who keeps in daily toneh “with!

-opcrations 1 o given area is also thoe officer who acts for the Whle
Touse stafl'in related planning activities.- T '
-- Let me turn briefly, in closing, to the rols of the Presidential stafr :
w8 a whole, in national security afiairs. “This staff is smaller than ic!
“"was in the Jast acministration, and it is move closely knit. The Prosi-

M e Ay e

e
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~-dent uses in thess areas a number of officers holding White House an-
-pointment, and a number of lothers holding appointments in the Na-
+ tional Security Council staff. He also uses exiensively the staff of the L
“Bureau of tho Budget. ~Theso men are all staff ofiicers. Their job - '
- is to help the President, not to supersede ov supplement, any of the! .
_high officials who hold lino responsibilities in tho executive departraenis.
“and agencies, Their task is that of all staff ofiicers: to extend the .
“range and enlarge the direct effectivenessof tho man they serve. _
“Heavy responsibilities for operation, for coord: nation, and for diplo- RIS
“matic relutions can be and are delegated to the Department of Stute. :
‘= Full use of all the powers of leadership can bo and is expected in | I
other dopavtments and agencics. Thers remains a crushing burden of o
- responsiliility, and of sheer work, on the President himself; there - Lo
remains 150 tho steady flow of questions, of idess, of executive enorgy - e
“whicly & strong Prosident will give off like sparks. I his Cabines
- oflicers avo to be free to do their own work, the President’s woulk nust
¥'bo dong=to the extent that he cannot do it hitaseli—by staff oficers

“under his direct oversight.  But this is, I repect, something entively -~ . 1 |

Ey Jdifferent from the interposition of such a staff bebween the President "
‘and his Cabinet officers. o L : . i

'; =X hope this rather general exposition may be Lalpful to you. I have o

begn conscious, in writing it, of the limits whicl are imposed upon ms i

by the nead to avoid classified questions, and sti'] more By the reauive- oo
Y ~ment . thtt the President’s own business bs iveated in confidence. Y

~ ‘Within tl.ose linaits T have tri
todoourjob. - lin e
~weviai i Sincerely,..ooxf

ed to tell you clearly how we are trying
e b d L L " -

Yoire Ty LR / i
- McGronos Buspy. o
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[ERVIS B4
MEMORANDUM w o

THE WHITE HOUSE

WASHINGTON

# " \
g Wy
/?%ruary 25, 1970

MEMORANDUM FOR DR. KISSINGER
. . ~ R
FROM: Peter Rodman'&‘\,\x_

SUBJECT: Letter to Senator Jackson on the NSC System

At Bill Watts' request, I have prepared a letter from you to Senator Jackson
enclosing the "NSC System'' section of the President's Annual Review.

I have done two versions:

The letter at Tab A is a longer letter, introdticing the Annual Review chapter
with some material added from the prior drafts of the letter to Senator Jackson.
(This material deals with the various past approaches to the NSC machinery;

it does not include any of the discussion of the roles of the Secretary of State
and the Assistant to the President.) '

The letter at Tab B is a shorter version, simply transmitting the Annual
Review chapter.

Bill Watts and Winston Lord agree with me that it is preferable to send
Senator Jackson something more than a letter of transmittal, as a matter of
courtesy, and also out of respect for the sophistication and expertise of his
subcommittee. ‘

At Tab C, for your reference, are Senator Jackson's letter to you of October
30, 1969, and McGeorge Bundy's 1961 letter to Jackson.

RECOMMENDATION:

That you sign the letter at Tab A.

Approve letter at Tab A (longer version)

Approve letter at Tab B (shorter version)
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