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June 9, 1987

National Security Council Interagency Process

Introduction

In National Security Decision Directive (NSDD) 266, I directed
that the recommendations of the President’s Special Review
Board, including the model for the National Security Council
(NSC) system, be implemented in full. To that end, I chartered
a review of the structure of senior interagency groups and
regional and functional interagency groups established pursuant
-to, or under the authority of, presidential Directives or
applicable memoranda. This review was designed to identify
such changes in the interagency process as might be necessary
or desirable to realize fully and promptly in practice the
Special Review Board’'s recommendations, including the specific
recommendation that the Assistant to the President for National
Security Affairs (the "National Security Advisor") chair the

. senior committees of the NSC. The present Directive reflects
changes in the interagency process I have authorized as a
result of that review,

Interagency Groups

Interagency groups can provide an effective medium for the
development of advice and policy for consideration by the
President. They achieve their goal when they provide thorough
and clear analyses of all policy choices, coordinate policy
implementation, and review policy in light of experience. ’

NSDD 2, dated January 12, 1982, established the senior
interagency structure. It created three functional senior _
interagency groups (SIGs) -- one on foreign policy, chaired by
the Secretary of State; one on defense policy, chaired by the
Secretary of Defense; and one on intelligence policy, chaired -
by the Director of Central Intelligence. Subsequent Directives.
and memoranda established some 22 additional SIGs and 55 = =
interagency groups (IGs), including certain groups chaired by ' -
the National Security Advisor or members of the NSC staff. -IGs'

Declassified/Released on £=(7- 11 | Fuil Texe of | .
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forces to assist in, and support, their work.

After five years’ experience, a review of the interagency
process was due, even without the impetus of the Special Review-
Board's report. This review revealed that many interagency
groups, although formally established, have not met or ceased

to meet when the circumstances that brought them into being
changed; and that new interagency groups have come into being

to deal .with contingencies as they have arisen. As the Special
Review Board noted, these groups have not, in every case,

served the goal of effective policy deliberation.

.' in turn typically have established working groups and task

To iﬁprove the interagency process at large, and to .mplement
the Special Review Board’s recommendations, I therefore am
directing or authorizing the following:

1. National Security Council. As specified in
NSDD 266, the. NSC shall be the principal forum
for consideration of national security issues
requiring presidential decision. The functions
of, and participants in, the NSC shall be as set
forth in the National Security Act of 1947, as
amended, and NSDD 266. The NSC shall meet at the
direction of the President.

2. National Security Planning Group. The '

. National Security Planning Group (NSPG) shall be
a committee of the NSC. The President, the Vice
President, the Secretary of State, the Secretary
of Defense, the Attorney General, the Secretary
of the Treasury, the National Security Advisor,
the Chief of Staff to the President, the Director
of Central Intelligence, the Chairman of the
Joint Chiefs of staff, and the Director of the '
Office of Management and Budget shall attend NSPG
meetings, The NSPG shall meet, as circumstances
warrant, to monitor and review the development
and. implementation of national security policy on
behalf of the NSC. The responsibilities of the
NSPG with regard to covert action shall be as
provided in a separate presidential Directive

) , revising NSDD 159.

The National Security Advisor or the Deputy
Assistant to the President for National Security
Affairs (the "Deputy National Security Advisor")
shall be responsible for the attendance, agenda,
and conduct of such meetings at my direction.
The Directors of the United States Information
Agency and the United States Arms Control and
Disarmament Agency, the heads of other Executive
departments and agencies, and other advisors to
the President shall be invited by the National

CONFIDENTIAL
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Security Advisor, acting at my direction, to
attend NSPG meetings as matters on the agenda of
such meetings shall dictate.

3. Senior Review Group. A Senior Review Group
(SRG) shall be the CaEinet level interagency
group for the consideration of national security
issues. The SRG shall be comprised of the
National Security Advisor, the Secretary of
State, the Secretary of Defense, the Chief of
staff to the President, the Director of Central
Intelligence, and the Chairman of the Joint
Chiefs of staff. The National Security Advisor
shall invite the attendance of heads of such
other Executive departments or agencies, and of
such senior officials within the Executive Office
of the President, as matters on the agenda of SRG
meetings shall dictate. The National Security
Advisor shall chair the SRG, which shall meet at
his request or the request of its standing
members, to review, coordinate, and monitor the
implementation of national security policy on
behalf of the NSC.

4. The Policy Review Group. The Policy Review
Group (PRG) sﬁaII be the senior sub-Cabinet level
interagency group. The PRG shall be comprised of
the Deputy National Security Advisor, a
representative of the Office of the Vice
President, and an Under or Assistant Secretary ot
other senior official of equivalent rank of the
Department of State, the Department of Defense,
the Central Intelligence Agency, the Organization
of the Joint Chiefs of staff, the Office of
Management and Budget, and, as matters on the
agenda of the PRG dictate, of the Executive
Office of the President and other interested
Executive departments and agencies. The Deputy
National Security Advisor shall chair the PRG,
which shall meet regularly at his request or the

‘request of its standing members. The PRG'S

primary responsibility shall be to review and
make recommendations concerning national security
policy developed through the day-to-day
functioning of the interagency process, including
such senior interagency groups and regional and
functional interagency groups as may hereafter be
formed or authorized to continue in existence as
provided in paragraph 5 hereof. The PRG shall
assume the functions described in NSDD 30 and
previously exercised by the Crisis Pre-Planning
Group and those described in NSDD 207 and
previously exercised by the Terrorist Incident
Working Group. The Planning and Coordination
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Group (PCG), as provzded in a separate
presidential Directive revising NSDD 159, shall
continue to be the senior sub-Cabinet level
interagency group responsible for covert action:

Matters considered and recommendations for
follow-on action made by the PRG shall be
referred to responsible Executive departments and
agencies. Recommendations made by the PRG shall
be submitted for consideration by the SRG, NSPG,
or NSC, as appropriate.

§. Other Interagency Groups. Within their
respective areas of authority as set forth in
NSDD 266, the Secretary of State, the Secretary
of Defense, the Director of Central Intelligence,
the Director of the United States Arms Control
and Disarmament Agency, and the Director of the
United States Information Agency may approve the
continuation of existing senior interagency
groups and regional ‘or functional interagency
groups to the extent necessary or desirable to
promote an effective NSC process; by June 30,
1987, the National Security Advisor shall be
notified of those interagency groups they have
determined shall continue to function.

The National Security Advisor is authorized to
approve or direct the formal establishment of
additional senior interagency groups to the
extent required for an effective NSC process, and
to approve the continuation of such existing
senior interagency groups as may be chaired by
members of the NSC staff.

NSDD 2 and other presidential Directives and applicable
memoranda, to the extent inconsistent with this Directive or
with NSDD 266, are rescinded.

.‘CONFIDBNTIAL




THE WHITE HOUSE

WASHINGTON

March 31, 1987

IMPLEMENTATION OF THE RECOMMENDATIONS OF

THE PRESIDENT'S SPECIAL REVIEW BOARD

The President's Special Review Board submitted its Report on
February 26, 1987. I addressed the Nation on March 4 and
announced first, that I endorse the Board's recommendations; and
second, that I intend to go beyond the Board's recommendations to
put the National Security Council (NSC) process in even better
order. This Directive spells out the specific steps I have
approved to implement the letter and spirit of the Board's
recommendations.

Many steps were taken even prior to the issuance of the Board's
Report. The NSC staff was rebuilt and made subject to proper
management discipline. A directive was issued on my instruction
to prohibit the NSC staff itself from undertaking covert
operations. A comprehensive legal and policy review of such
operations, ordered by me, was already far advanced. Proper
procedures for consultation with the Congress were reaffirmed and
are being observed.

In light of the Board's Report, additional measures are

required. This Directive sets forth the specific timetable
according to which I expect all such measures to be completed.

It is of utmost importance that the NSC == including all members
of, and advisors to, the NSC, the Assistant to the President for
National Security Affairs, the NSC staff, and all other )
participants in the NSC process =-- act decisively to accomplish
my objectives fully.

I shall inform Congress of the nature and progress of these
Executive branch efforts prior to the end of March; I also shall
call upon Congress to heed the balance of the Board's
recommendations, namely: ’

-- that no substantive change be made in the provisions of the
National Security Act dealing with the sgtructure and operation of
the NSC system; : ,

-- that the position of Assistant to the President for
National Security Affairs not be made subject to Senate
confirmation; and

-- that Congress replace the existing Intelligence Committees
of the Senate and House of Representatives with a new joint
committee with a restricted staff to oversee the intelligence
community. ‘

M Full Text of
NSDD 266




These recommendations of the Board, which are addressed io
Congress, I also strongly endorse.

I. Model for the National Security Council System

The structure and procedures of the National Security Council
shall incorporate all aspects of the model of the NSC system
described in the Report of the President's Special Review Board
as the Board's principal recommendation. This directive
implements that recommendation in each of the following respects:

-- organizing for national security, including provision of .
appropriate guidelines to participants in the NSC process;

-- the role and functions of the Assistant to the President for
National Security Affairs; '

-- the nature and responsibiliﬁies of the NSC staff; and
-- the NSC and interagency process.

A. Organizing for National Security

The National Security Council shall be the principal forum for

consideration of national security policy issues requiring
presidential decision. The function of the NSC shall be as set
forth in the National Security Act of 1947, as amended. Broadly
speaking, the NSC shall advise the President with respect to the
integration of domestic, foreign, and military policies relating
to the national security so as to enable Executive departments
and agencies to cooperate more effectively in matters involving
the national security. '

Participation in the NSC shall be as provided by law and this
Directive. Statutory members of the NSC are the President, the
Vice President, the Secretary of State, and the Secretary of
Defense. Other heads of Executive departments and agencies and
senior officials within the Executive Office of the President
shall participate in the NSC as provided in this Directive.

The Director of Central Intelligence and the Chairman of the
Joint Chiefs of Staff are statutory advisors to the NSC. The
Director of Central Intelligence shall advise the NSC with
respect to coordinating intelligence activities of Executive
departments and agencies in the interest of national security and
as otherwise provided by law. The Chairman of the Joint Chiefs
of Staff shall be principal military advisor to the President,
the Secretary of Defense, and the NSC.
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The Directors of the United States Arms Control and Disarmament
Agency and United States Information Agency are special statutory
advisors to the NSC. The Director of the Arms Control and
Disarmament Agency shall be principal advisor to the President,
the Secretary of State, and the NSC on arms control and
disarmament matters. The Director of the United States A
Information Agency shall be principal advisor to the President,
the Secretary of State, and the NSC on international
informational, educational, and cultural matters.

The Secretary of State shall be the President's principal foreign
policy advisor. As such, the Secretary shall be responsible for '
the formulation of foreign policy, subject to review within the
NSC process and the President's guidance as appropriate, and for
the execution of approved policy. I assign to the Secretary of
State authority and responsibility, to the extent permitted by
law and this Directive, for the overall direction, coordination,
and supervision of the interdepartmental activities incident to
foreign policy formulation, and the activities of Executive
departments and agencies of the United States overseas. Such
activities shall not include those of United States military
forces operating in the field under the command of a United
States area military commander, and such other military
activities as I elect, as Commander in Chief, to conduct
exclusively through military or other channels. Activities that
are internal to the execution and administration of the approved
programs of a single department or agency and that are not of
such nature as to affect significantly the overall United States
overseas program in a country or region are not considered to be
activities covered within the meaning of this Directive.

The Secretary of Defense shall be the President's principal
defense policy advisor. As such, the Secretary shall be
responsible for the formulation of general defense policy,
subject to review within the NSC process and the President's
guidance as appropriate, for policy related to all matters of
direct and primary concern to the Department of Defense, and for
the execution of approved policy. I assign to the Secretary of
Defense authority and responsibility, to the extent permitted by
law and this Directive, for the overall direction, coordination,
and supervision of the interdepartmental activities incident to
defense policy formulation. :

The Director of Central Intelligence shall be the President's
principal advisor on intelligence matters. As such, the Director
shall be responsible for the formulation of intelligence
activities, policy and proposals, subject to review within the
NSC process and the President's guidance as appropriate, as set
forth in law and relevant Executive orders. I assign to the
Director of Central Intelligence authority and responsibility, to
the extent permitted by law, Executive order, and this Directive,
for the overall direction, coordination, and supervision of the
interdepartmental activities incident to intelligence matters.




Although taking part in the NSC system by virtue of official
positions as heads of Executive departments or agencies or as
senior officials within the Executive Office of the President,
all NSC participants shall sit as advisors to the President in
connection with the President's exercise of authority under the
Constitution and laws of the United States. In their capacity .as
department and agency heads, NSC participants shall ensure the
effective and expeditious execution and implementation of overall
national security policies established by the President.
Execution and implementation of such policies shall not be the
respcnsibility of the Assistant to the President for National
Security Affairs or of the NSC staff except as the President
specifically directs.

B. The Assistant to the President for National Security Affairs

The Assistant to the President for National Security Affairs
("National Security Advisor™) shall have primary responsibility
for day-to-day management of the National Security Council
process, and shall serve as principal advisor on the President's
staff with respect to all national security affairs. The
National Security Advisor shall have access and report directly
to the President, and shall keep the President and the Chief of
Staff to the President fully and currently informed on all
matters of substance.

As manager of the NSC process, the National Security Advisor
shall ensure the following: that matters submitted for
consideration by the NSC cover the full range of issues on which
review is reguired; that those issues are fully analyzed; that a
full range of options is considered; that the prospects and risks
of each are examined; that all relevant intelligence and other
information is available to NSC participants; that legal matters
are addressed; and that difficulties in implementation are
confronted. The National Security Advisor shall monitor policy
implementation to ensure-that policies are executed in conformity
with the intent of presidential decisions. He shall initiate
periodic reassessments of policies and operations, in light of
changed circumstances or United States interests. The National
Security Advisor shall keep NSC participants currently informed
of presidential decisions. He shall ensure that NSC consulta-
tions and presidential decisions are adequately recorded, and
that appropriate and timely preparations are made with respect to
meetings convened under NSC auspices.

As the President's principal staff advisor on national security
affairs, the National Security Advisor shall present his own

' views and advice and, at the same time, faithfully represent the
‘ * views of other NSC participants.
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C. The National Security Council Staff

The functions and responsibilities of the Executive Secretary of
the National Security Council shall be as provided by the
National Security Act of 1947, as amended. The Executive
Secretary heads the NSC staff and, in accordance with applicable
laws and regulations, appoints and fixes the compensation of
personnel required to perform such duties as may be prescribed by
the President, the NSC, or the National Security Advisor. The
Executive Secretary shall establish procedures within the NSC
Executive Secretariat for maximum effective support of the NSC
and the Mational Security Advisor in performance of
responsibilities assigned by the President. With the guidance
and under the instruction of the Naticnal Security Advisor, the

‘Executive Secretary shall develop and implement appropriate

policies with respect to the overall size of the NSC staff, the
background and experience of its members, the duration of their
service, and the organization of staff offices. The objectives
shall be twofold: first, an NSC staff that is small, highly
competent, broadly experienced in the making of national security
policy, and properly balanced from among Executive departments
and agencies and persons drawn from within and outside
government; and second, an NSC staff organization that imposes
clear, vertical lines of control and accountability.

The Executive Secretary, through the National Security Advisor,
shall recommend for my consideration specific measures designed
to enhance the continuity of the functioning of the NSC,
including measures to ensure adequate institutional recordkeeping
from administration to administration. Specific recommendations
for these purposes shall be made not later than June 30, 1987.

)
The NSC staff, through the Executive Secretary, shall assist the
National Security Advisor in each aspect of his roles both as
manager of the NSC process and as my principal staff advisor on
national security affairs.

The NSC staff shall include a Legal Advisor whose particular
responsibility it will be to provide legal counsel to the
National Security Advisor, the Executive Secretary, and the NSC.
staff with respect to the full range of their activities, and to
assist the National Security Advisor in ensuring that legal
considerations are fully addressed in the NSC process and in
interagency deliberations. The NSC Legal Advisor shall be
accorded access to all information and deliberations as may be
required for these purposes, and shall advise the National
Security Advisor and Executive Secretary as appropriate on all
matters within his responsibility. He shall work cooperatively
with the Counsel to the President, the Legal Adviser of the
Department of State, and with senior counsel to all other NSC
members, advisors, and participants.
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. D. The National Security Council and Interagency Process
1. National Security Council Meetings

The National Security Council shall meet regularly to consider
matters directed by the President or recommended by the National
Security Advisor or by the other NSC members. The National

v Security Advisor shall attend all NSC meetings and shall be
responsible for the agenda and conduct of such meetings under my
direction. The statutory members of the NSC, and the Director of
Central Intelligence and Chairman of the Joint Chiefs of Staff as
statutory advisors to the NSC, shall attend NSC meetings. 1In
"addition, the Attorney General, the Secretary of the Treasury,
‘and the Chief of Staff to the President at my invitation shall
attend NSC meetings. The special statutory advisors to the NSC,
the Director of the Office of Management and Budget, and the
heads of other Executive departments and agencies shall be .
invited to attend such NSC meetings as relate to matters vested
unéer their authority.

The National Security Advisor shall provide NSC participants
advance notice of all NSC meetings and agenda therefor. To the
extent practicable, the National Security Advisor shall circulate
decision documents in advance of such meetings. The Executive
. Secretary of the NSC and the NSC staff shall assist the National
| . " Security Advisor in connection with appropriate preparations for,
| and follow-up to, NSC meetings, as directed by the President.
Such assistance shall include preparation of meeting minutes and
the development and dissemination of decision documents and, as
appropriate, study directives. All decision documents shall be
submitted for the President's review and action by the National
Security Advisor. The National Security Advisor shall transmit
decision documents to the President through the Chief of staff to
the President. National Security Decision Directives,
intelligence findings, and similar decision documents shall be
coordinated, in advance of their submission to the President, by
the NSC Legal Advisor with the Counsel to the President.

2. The Interagency Process ‘

To assist the NSC at large and its individual members and
advisors in fulfilling their responsibilities, I previously
directed or authorized the establishment of senior interagency
groups and regional and functional interagency groups. The
purpose of such groups was to establish policy objectives,
develop policy options, make appropriate recommendations,
consider the implications of agency programs for foreign policy
or overall national security policy, and undertake such other
activities as may be assigned by the NSC.

: The NSC, through the National Security Advisor, shall review the
‘ structure of senior interagency groups and regiocnal and .
functional interagency groups established pursuant to, or under
authority of, presidential directives or applicable memoranda,
and shall reccmmend all such changes thereto as may be necessary
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or desirable to realize fully and promptly in practice the
Special Review Board's recommended model for the NSC system, as
well as all of the Board's other recommendations. These inclucde
establishment of an interagency process in which the National
Security Advisor chairs the senior level committees of the NSC.
The National Security Advisor shall present, for consideration by
the NSC, a draft National Security Decision Directive for this
purpose not later than April 30, 1987.

II. Covert Actions and Use of Non-Government Personnel

I have directed the National Security Council's Planning and
Coordination Group (PCG) to review all covert action programs.
This review is designed to ensure that such programs are
commenced and pursued in accordance with law and are consistent
with United States policy. The PCG shall complete this review on
an expedited basis. It shall report its findings to the NSC on
or before April 30, 1987. The NSC promptly shall review all such
programs and seek my concurrence in their continuation as
appropriate. The NSC, through the National Security Advisor,
shall review current procedures for covert action policy approval
and coordination and shall recommend such changes as may be
necessary or desirable to ensure, among other things, the
following:

-- that proposed covert actions will be coordinated with NSC
participants, including the Attorney General, and their
respective recommendations communicated to the President;

-- that all requirements of law concerning covert activities,
including those requirements relating to presidential
authorization and congressional notification, will be addressed
in a timely manner and complied with fully;

-- consistent with the foregoing, that covert activities will
be subject to tightly restricted consideration, and measures to
protect the security of all information concerning such
activities will be enhanced;

-= that the NSC staff itself will not undertake the conduct of
covert activities; and '

-- that the use of private individuals and organizations as
intermediaries to conduct covert activities will be appropriately
limited and subject in every case to close observation and
supervision by appropriate Executive departments and agencies.




This review shall take fully into account such changes as I have
authorized by this Directive to the structure of the NSC. The
| National Security Advisor shall present, for consideration by the
| NSC, a revised National Security Decision Directive on procedures
| for covert action policy approval and coordination not later than
April 30, 1987. ‘ : :

8

III. Intelligence Process \

“Maintaining the integrity and objectivity of the intelligence
process is an important goal of the United States intelligence
effort. It demands, as the President's Special Review Board has
stated, careful differentiation between the respective roles of
foreign intelligence, on the one hand, and policy advocacy, on
the other. The Director of Central Intelligence shall provide
such additional review of, guidance for, and direction to, the
conduct of national foreign intelligence estimates as may
be required to accomplish fully this objective. The Director of
Central Intelligence shall review established procedures for the’
production of national foreign intelligence estimates and, not

, later than July 31, 1987, shall inform the NSC, through the
National Security Advisor, of any modifications or additions
thereto he may deem appropriate for this purpose.

Iv. Reportihg

The National Security Advisor shall keep me fully informed of
progress on all aspects of the implementation of the
recommendations of the President's Special Review Board.
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THE WHITE HOUSE

WASHINGTON

TOR OFFICIAL USE ONLY . January 13, 1982

INFORMATION

MEMORANDUM FOR THE VICE PRESIDENT
THE SECRETARY OF STATE
THE SECRETARY QOF THE TREASURY
) THZ SECRETARY OF DEFENSE

THE ATTORNEY GENERAL

THE SECRETARY OF COMMERCE

COUNSELLOR TO THE PRESIDENT

THE DIRECTOR, OFFICE OF MANAGEMENT
AND BUDGET )

ZEE DIRECTOR OF CENTRAL INTELLIGENCE

UNITED STATES REPRESENTATIVE TO 'TEE
UNITED NATIONS

UNITED STATES TRADE REFRESENTATIVE

CHIEF OF STAFF TO THE PRESIDENT

DEPUTY CEIEF OF STAFF TO THE PRESIDENT

CHAIRMAN, JOINT CHIEFS OF STAFF

DIRECTOR, ARMS CONTROL AND DISARMAMENT
AGENCY

DIRECTOR, OFFICE OF SCIENCE AND TECHNOLOGY

! DIRECTOR, FEDERAL BUREAU OF INVESTIGATION
DIRECTOR, NATIONAL SECURITY AGENCY

SUBJECT: National Security Council Structure

The President has approved the attached National
Security Decision Directive on Xational Security Council
structure.

FOR THZ PRESIDENT:

William P. Clark

Attachment

NSDD

FOR OFFICIAL USE ONLY
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THE WHITE HOUSE

WASHINGTON

NATIONAL SECURITY DECISION | January 12, 1982
DIRECTIVE NUMBER 2

NATIONAL SECURITY COUNCIL STRUCTURE

The National Security Council (NSC) shall be the principal
forum for consideration of naticnal security policy issues
requiring Presidential decision. , .~

The functions andé responsibilities of the NSC shall be
as set forth in the National Security Act of 1947, as amended.

The NSC shall meet regularly. Those heads of Departments
and Agencies who are no+ regular members shall participate as
appropriate, when matters affecting their Departments or Agencies
are considered. :

‘ The Assistant to the President for Natiomal Security Affairs,
in consultation with the regular members of the NSC, shall be
responsible for developing, coordinating and implementing
national security pPolicy as approved by me. He shall
determine and publish the agenda of NSC meetings. He shall
ensure that the necessary papers are precared and -- except in
unusual circums+ances -- distributed in advance to Council members.
Ee shall staZf and administer the National Security Council.

{

Decision documents shall be Prepared by the Assistant +to
the President for National Security Affairs, and disseminated

by him after approval by the President.

Il. NSC Responsibilities of the Secretarv of State

The Secretary of State is my principal forsicn policy
advisor. As such, he is responsible for the formulation of
fcreign policy and for the execution' of approved policy.

I have assigned +o the Secretary o0f State aucthority
and responsibility, to the extent permitted by law, for the
overall direction,.coordinaticn, and supervisicn of the
interdepartmen+al activities incident to Zoreign policy
formulation, and the activities of Executive Departments and
Agencies of the United States overseas. Such activities do
not include those of United States military forces operating
in the field under the command of a United States area
military commander, and such other military activities as T
elect, as Commander-in-Chief, to conduct exclusively through
military or other channels. Activities that are internal to
the execution and aéministration of the approved programs of
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a2 single Department or ‘Agency and which are not of such

nature as to affect significantly the overall US overseas
program in a country or region are not considered to be
activities covered within the meaning of this Directive.

The Secretary of State is responsible for preparation
of those papers addressing matters affecting the foreign
policy and foreign relations of the United States for
consideration by the NSC.

III. NsC Responsibilities of the Secretary of Defense

The Secretary of Defense is Ry principal defense policy
advisor. As such, he is responsible for the formulaticn o=
general defense policy, policy related to all matters of
direct and Primary concern to the Department of Defense, and
for the execution of approved policy. The Joint Chiefs of
Staff are the pPrincipal military advisors to me, the Secretary
of Defense, and the NSC. - -

I have assigned to the Secretary of Defense authority
and responsibhility, to the extent permitted by law, for the
overall direction, coordination, and supervision of the
interdepartmental activities incident to defense policy
formulation. : : y

: ‘'The Secretary of Defense is responsible ‘Zor preparation

cf those papers adéressing matters affecting the defense
policy of the United States Zor consideration by the NSC.

Iv. ©NSsC Responsibilities of the Director of Central Intelligence

The Director of Central Intelligence is my principal
advisor on intelligence matters. As such, he is responsibile
for the formulation of intelligence activities, policy, and
proposals, as set forth in relevant Executive Orders. T have
assigned to the Director of Central Intelligence authority and
responsibility, to the extent permitted by law and Executive
Order, for the overall direction, coordination, and supervision
©f the interdepartmental activities incident to intelligence
matters. : ‘

The Director of Central Intelligence is responsible for
the preparation of those Dapers addressing matters affecting
the intelligence activities, policy, and prcposals of the
United States for consideration by the NSC.

V. Interagency Groups

To assist the NSC at large and its individual members -
+ in fulfilling their responsibilities, interagency groups are
‘ established as described herein. The focus o these interagency
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groups is to establish policy objectives, develop policy
options, make appropriate recommendations, consider the
implications of agency programs Ior foreign policv or overall
national security policy, and undertake such other activities
as may be assigned by the NSC.

A. The Senior Interagencv Grous -- Foreign Policy
(SIG-FP)

To advise and assist the NSC in exercising its
authority and discharging its responsibility for foreign
policy and foreign affairs macters, the SIG-FP is established.
The SIG-FP shall be composed of the Director of Central
Intelligence; the Assistant to the President for National
Security Affairs; +the Deputy Secretary of State (Chairman);
the Deputy Secretary of Defense or Under Secretary of Defense
for Policy; and the Chairman, Joint Chiefs of Staff.
Representatives of other Departments and Agencies with
responsibility for specific matters to be considered will
attend on invitation by the Chairman. )

When meeting to consider arms control matters, the Group
will be augmented by the Director, Arms Control and Disarmament
Agency. :

The SIG-FP will:

1. Ensure that important foreign policy issues
regquiring interagency attention receive full, prompt,
and systematic consideration;

2. Deal with interdepartmental matters raised
by any member or referred to it by subordinate inter-
agency groups, or, if such matters require higher-level
consideration, report +hem %o the Secretary of State .
for decision or referral +o the NSC;

- 3. Assure a proper selectivity of :he foreign
policy/foreign affairs areas and issues <o which the
United States applies its efforts;

4. Monitor the execution of approved policies
and decisions;: and ' -

5. Evaluate the adeguacy and effectiveness of
interdepartmental overseas programs and activities.

A permanent secretariat, composed of personnel of the
State Department augmented as necessary by personnel provided
in resronse to the Chairman's request by the Depar*ments and
Agencies represented cn the SIG~FP, shall be established.

FOR OFFICIAL USE ONLY -
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B. The Senior Interagency Group -- Defense Policv |
(SIG-DP)

To advise and assist the NSC in exercising its
authority and discharging its responsibility for defense
policy and defense matters, the SIG-DP is es:tablished.

The SIG-DP shall consist of the Director of Central
Intelligence; the Assistant to the President for National
Security Affairs; the Deputy or an Under Secretary of State;
the Deputy Secretary of Defense (Chairman); and the  Chairman,
Joint Chiefs of Staff. Representatives of other Departments
and Agencies with responsibility far specific matters to be
considered will attend on invitation by the Chairman.

. The SIG-DP will:

1. Ensure that important defense policy issues
requiring interagency attention receive £full, prompt,
and systematic consideration; :

2. Deal with interdepartmental matters raised
by any member or referred to it by subordinate inter-
agency groups, or if such matters require higher-level
consideration, report them to the Secretary of Defense
for decision or referral to the NSC; and

. 3. Monitor the execution of approved policies
and decisions.

A permanent secretariat, composed of personnel of the
Department of Defense augmented as necessary by personnel
provided in response tc the Chairman's request by the
Departments and Agencies represented on the SIG-DP, shall
be established.

C. The Senior Interagency Group -- Intelligence (SIG-I)

To advise ané assist the NSC in exercising its
authority and discharging its responsibility for intelligence
policy and intelligence matters, the SIG-I is established.

The SIG-I shall consist of Director of Central Intelligence
(Chairman); the Assistant to the President for National -
Security Affairs:; the Deputy Secretary of State; the Deputy
Secretary of Defense; and the Chairman, Joint Chiefs of

Staff. Representatives of other Dapartments and Agencies

will attend on invitation by the Chairman when such Departments
and agencies have a direct interest in intelligence activities
under cecnsideration.
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activities referred by the Director of Central Intelligence,
the membership of the Group shall be augmented, as necessary,
oy the head of each organization within the Intelligence
Community directly involved in the activity in question.

When meeting to consider counterintelligence activities,

the Group shall be augmented by the Director, Federal Bureau
of Investigation and the Director, National Security Agency.

l When meeting to consider sensitive intelligence collection

The SIG-I will:

(1) Establish requirements and priorities for
national foreign intelligence;

(2) Review such National Foreign Intelligence
Program and budget proposals and other matters as are
referred to it by +he Director of Central Intelligence;

(3) Review proposals for sensitive foreign
intelligence collection cperations referred by the
Director of Central Intelligence;

\

!

l (4) Develop standards and doctrine for +the
counterintelligence activities of the United States;
resolve interagency differences concerning the

- implementation of counterintelligence policy; and
. develop and monitor guidelines, consistent with
applicable law and Executive orders, for the maintenance

' of central counterintelligence records;

(5) Consider and approve any counterintelligence
activity referred to the Group by the head of any
organizaticn in the Intelligence Community;

(6) Submit to the NSC an overall annual assessment
of the relative threat to United States interests from
intelligence and security services of foreign powers
and from international terrorist activities, including
an assessment of the effectiveness of the United States

counterintelligence activities;

(7) Conduct an annual review of ongoing sensitive
national foreign intelligence collection operations and
sensitive counterintelligence activities and report
thereon to the NSC; and

. ~(8) Carry out such additional coordination review
and approval of intelligence activities a2g the President
may direct.

. FOR OFFICI2ZL USE ONLY




-FOQR OFFICIAL USE ONLY

" A permanent secretariat, composed of personnel of the
Central Intelligence Agency augmented as necessary by
persornnel provided in response to the Chairman's reguest

by the Departments and Agencies represented on the SIG-I,
shall be established.

D. Regional and Functional Interagencv Groups

To assist the SIG-FPD, Interagency Groups (IGs)
shall be established by the Secretary of State for each
geographic region corresponding to the jurisdiction of +he
geographic bureaus in the Department of State, -for Political-
Military Affairs, and for International Economic Affairs.
Each IG shall be comprised of the Director of Central Intelli-
gence; the Assistant to the President for National Security
Affairs; the Chairman, Joint Chiefs of Staff; the appropriate
Assistant Secretary of State (Chairman); and a designated
representative of the Secretary of Defense. Representatives
of other Departments and Agencies with responsibility for
specific matters to be considered will attend on invitation by
the Chairman. The IG for International Economic Affairs will,
in addition to the above membership, include representatives
of the Secretary of Treasury, the Secretary of Commerce, and
the U.S. Trade Representative.

IGs for arms control matters will, in addition to the above
nembership, include a representative of the Director, Arms
-Control and Disarmament Agency. Arms control IGs will be
chaired by the representative of the Secretary of State cr the-
representative of the Director, Arms Control and Disarmament
Agency in accordance with guidelines to be provided by
the SIG-FP.

To assist the SIG-DP, IGs shall be established by the-
Secretary of Defense corresponding to the functional areas
within the Department of Defense. Each IG shall be comprised
of the appropriate Under or Assistant Secretary of Defense
(Chairman); a representative of the Secretary of State; the
Director of Central Intelligence; the Assistant %o the
President for Nat+ional Security Affairs; and the Chairman,
Joint Chiefs of Stafs. Rerresentatives of other Departments
and Agencies will attend on invitation by the Chairman.

Under and Assistant Secretaries, in their capacities
as Chairmen of the IGs, will assure the adeguacy of United
States policy in the areas of their responsibility and of
che plans, programs, resources, and performance for implementing
that policy. They will be responsible for the conduct of
interagency policy studies within the areas of their
responsibility for consideration by the SIG. {
The Regional IGs also shall prepare contingency plans
pertaining to potential crises in theis respective areas of
responsibility. Contingency planning will be conducted in
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. will .be under the chairmanship of the representative of the

v L 7

coordination with the Chairman of the Political-Military

IG, with the exception of the military response option for
employment of forces in potential crises, which will =amain
within the purview of the Department of Defense and w;ll be

developed by the Joint Chiefs of Stafs.

To deal with specific contingencies, the IGs will establish
full-time working groups, which will provide suppost to the
crisis management operations of the NSC. These groups will
reflect the institutional membership of the parent body, together
with such additional members as may be required to respond %o
the contingency with the full weight of available expertise.

To .assist the SIG-I, IGs shall be established by the
Director of Central Intelligence. The IG for Counter-
intelligence shall consist of representatives of the Secretary
of State; Secretary of Defzanse; the Director of Central
Intelligence; =he Director, Federal Bureau of Investigation;
the Assistant to the President for National Security Affairs;
Chairman, Joint Chiefs of Staff; the Director, National
Security Agency; and a representative of the head of any other
Intelligence Community organization directly involved in the
activities under discussion. The IG for Counterintelligence

Director of Central Intelligence or the Director, Federal
Bureau of Investigation in accordance with guidelines to be
-provided by the SIG-I. '

The operational responsibility or authority of a Secretary
T other Agency head cver personnel from the Department or
Agency concerned serving on IGs -- including the authority
to give necessary guidance to the representatives in the
performance of IG duties -- is not limited by this Directive.

etk (g
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THE WHITE HOUSE

WASHINGTON

OFFICIAL USE ONLY February 25, 1981

NATTONAL SECURITY DECISION
DIRECTIVE NUMBER 1

NATIONAL SECURITY COUNCIL DIRECTIVES

The following two directive series are hereby established to
inform the Departments and Agencies of Presidential actions:

involving national security. All decision directives in this
series shall be individually identified by number ana signed
by the President.

NATIONAL SECURITY STUDY DIRECTIVE (NSSD)

'This series shall be used to direct that studies be undertaken

involving national security policy and objectives.
The Presidential Review Memcrandum (PRM) and Presidential
Decision (PD) series are ‘ereby discontinued. An NSDD will be

issued setting forth the status and disposition of existing PRMs,
PDs and other NSC directives.

@MQ#&,_\
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MEMORANDUM FOR TF
THE
THE

TEE
THE

THE WHITE HOUSE

WASHINGTON

July 8, 1¢81

VICE PRESIDENT

SECRETARY OF STATE

SECRETARY OF DEFENSE

COUNSELLOR TO TEE PRESIDENT
DIRECTOR OF CENTRAL INTELLIGENCE
CEIEF OF STAFF TO THE PRESIDENT
CHAIRMAN, JOINT CHIEFS OF STAFF

SUBJECT: National Security Council Diréctiveg

The President has formally approved the attached National
Security Decision Directive on National Security Council

Directives.

FOR THE PRESIDENT:

At+achment

OFFICIAL USE ONLY

'K/M( 78

Richard V. Allen . .
Assistant to the President
for National Security Affairs
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THE WHITE HOUSE
WASHINGTQN

reeNFIDENTIIIT‘ June 17, 1981

The President

The Vice President

The Secretary of State

The Secretary of Defense

The Counsellor to the President

The Director of Central Intelligence

The Chief of Staff to the President

The Deputy Chief of Staff to the President

The Assistant to the President for o
National Security Affairsg

By special invitation, the Attorney General ang the
Chairman, Joint Chiefs of starfs will attend Certain meetings:
of the NSPG. .

Principals only will attend meetings. sStars Will not &ttend.

DECLASSIF!ED
. PERNSC WAIVER,4F7°'7’°3.
YA, By & NARA, Date a7 _

Richargd v. Allen
Assistant to the President
for National Security Affairs

&view on June 17, 1987
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Presidential Directive/NSC-

THE WHITE HOUSE

WASE - NZTON

January 20, 1977

2.

TO:

The Vice President

/ ' The Secretary of State
The Secretary of Defense

ALSO: The

The
The

The
The

The
The

The

The

The

SUBJECT:

Secretary of the Treasury

Attorney General

United States Representative to the

United Nations

Director, Office of Management and Budget
Assistant to the President for National
Security Affairs

Chairman, Council of Economic Advisers
Administrator, Agency for International
Development

Director, Arms Control and Dl.sarmament
Agency

Director, United States Information Agency
Chairman, Joint Chiefs of Staff

Director of Central Intelligence
Administrator, Energy Research and
Development Administration

The National Security Council System

To assist me in carrying out my responsibilities for the conduct of
national security affairs, I hereby direct the reorganization of the

National Security Council system.

The reorganization is intended to

place more responsibility in the departments and agencies while in-
suring that the NSC, with my Assistant for National Security Affairs,
continues to integrate and facilitate foreign and defense policy decisions.

Avgmt —
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E ; DZCLASS F ED
Auth: _,E0 1 11652
: Date: . 2 Aprll 1977

By: .M;.chael Hornblcm
NATIONAL €LCviil!
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a. The National Security Council (NSC)

FIEYIN
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The functions, membership, and responsibilities of the National
Security Council shall be as set forth in the National Security Act of
1947, as amended. In addition, other senior officials, including the
Secretary of the Treasury, the Attorney General, the United States
Representative to the United Nations, the Director of the Office of
Management and Budget, the Assistant to the President for National
Security Affairs, the Chairman of the Council of Economic Advisers,
the Director of the Arms Control and Disarmament Agency, the Chair-
man of the Joint Chiefs of Staff, the Director of Central Intelligence, and
the Administrator of the Energy Research and Development Administration,
shall attend appropriate NSC meetings.

The National Security Council shall be the principal forum for
international security issues requiring Presidential consideration. The
NSC shall assist me in analyzing, integrating and facilitating foreign,
defense, and intelligence policy decisions. International economic and
other interdependence issues which are pertinent to national security
shall also be considered by the NSC.

The Council shall meet regularly. 'The Assistant to the President
for National Security Affairs, at my direction and in coansultation with
the Secretaries of State and Defense and, when appropriate, the Secretary
of the Treasury and the Chairman, Council of Economic Advisers, shall
be responsible for determining the agenda and insuring that the necessary
papers are prepared. Other members of the NSC may propose items for
inclusion on the agenda. The Assistant to the President shall be assisted
by a National Security Council staff, as provided by law.

b. NSC Policy Review Committee

An NSC Policy Review Committee is hereby established to develop
national security policy for Presidential decision in those cases where
the basic responsibilities fall primarily within a given department but
where the subject also has important implications for other departments
and agencies. This Committee shall deal with such matters as:

-- foreign policy issues that contain significant military
or other interagency aspects;

-- defense policy issues having international implications
and the coordination of the annual Defense budget with foreign
policy objectives;

NeL N
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-- the preparation of a consolidated national intelligence
budget and resource allocation for the Intelligence Communit)l
(thus assuming under the chairmanaship of the Director of Central
Intelligence the functions and responsibilities oi the Committee
on Foreign Intelligence); and

-- those international economic issues pertineat to U. S.
foreign policy and security, with staffing of the uaderlyiag
economic issues through the Economic Policy Group. ‘

I shall designate for each meeting the appropriate Chairman of
the Policy Review Committee and attendance, depending on the subject
matter being considered. Membership, in addition to the statutory
members of the NSC and the Assistant for National Security Affairs,
shall include, as appropriate, other senior officials.

¢c. . The NSC Special Coordination Committee

|

} A second NSC Committee, the Special Coordination Committee,

| is hereby established to deal with specific cross-cutting issues requiring

* coordination in the development of options and the implementation of

i Presidential decisions. The Committee shall deal with such matters
as: the oversight of sensitive intelligence activities, such as covert
operations, which are undertaken on Presidential authority; arms

' control evaluation; and it will assist me in crisis management.

The Special Coordination Committee shall be chaired by the
Assistant for National Security Affairs. Membership shall include the
statutory members of the NSC, or their representatives, and other
senior officials, as appropriate.

d. NSC Interdepartmental Groups

Existing NSC Interdepartmental Groups, chaired by a designated
senior departmental official, are to continue as needed under the direction
of the NSC Policy Review Committee.

The membership of the Interdepartmental Groups shall include
the agencies represented on the NSC Policy Review Committee.
Depending on the issue under consideration, other agencies shall be
represented at the discretion of the Policy Review Committee.
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‘ e. National Security Council Ad Hoc Groups

When appropriate, [ intend to appoint NSC Ad Hoc Groups to
deal with particular problems, including those which transcend
departmental boundaries.
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THE WHITE HOUSE

WASHINGTON

January 27, 1977

MEMORANDUM FOR
THE ACTING DIRECTOR OF CENTRAL INTELLIGENCEL

SUBJECT: Presidential Directive NSC-2

In Presidential Directive NSC-2 the Director of Central Intelligence
will be appointed Chairman of those Policy Review Committee
meetings convened to address National Foreign Intelligence Program
and Budget matters, '

The President has directed that you continue to carry out your
responsibilities and functions Previously assigned to you as the
Chairman of the Committee on Foreign Intelligence in Exccutive
Order 11905, For the time being you are expected to continue
the same working arrangements as established in the past year.

The President desires that membership fromthe Defense and State
Departments be included in these deliberations. The Deputy
Assistant to the President for National Security Affairs will be my
representative. You will inform the Assistant for National Sccurity
Affairs when you judge that a meecting is necessary to carry out

your responsibilities,
w . )

Zbigniew Brzezinski

cc: The Secretary of Defense
The Sccretary of State

\ © GO D
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Presidential Directive/NSC-

WASHINGTON

January 20, 1977 o

1

TO: The Vice President
The Secretary of State
The Secretary of Defense

ALSO: The
The
The

The
The

The
The

. The

The

The

The
The

Secretary of the Treasury

Attorney General

United States Representative to the

United Nations ’
Director, Office of Management and Budget
Assistant to the President for National
Security Affairs

Chairman, Council of Economic Advisers
Administrator, Agency for International
Development

Director, Arms Control and Disarmament
Agency

Director, United States Information Agency
Chairman, Joint Chiefs of Staff

Director of Central Intelligence
Administrator, Energy Research and Development
Administration

SUBJECT: Establishment of Presidential Review and Directive

Series/NSC

The following instrumentalities are hereby established to direct the
work of the National Security Council and participating agencies and
to inform the departments and agencies of Presidential directives:

-- Presidential Review Memoranda (PRM)/NSC

This series will be used to direct that reviews and
analyses be undertaken by the departments and

3
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Date: 22 April 1977 ~ 7~
By:__ Michael Hornb]:_on o
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. -- Presidential Directive (PD)/NSC
This series will be used to promulgate Presidential
decisions on national security matters.

The National Security Study Memoranda (NSSM) and National Security
Decision Memoranda (NSDM) series are hereby abolished. A PD/NSC
will be issued shortly setting forth the status and disposition of existing
NSDM's and other NSC directives.

. (K
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THE WHITE HOUSE

WASHINGTON

W&Bﬂl August 9, 1974

National Sccurity Decision Memorandum 265

TO: The Secretary of State
The Secretary of the Treasury
The Secretary of Defense
The Attorney General
The Secretary of the Interior
The Secretary of Agriculture
The Secretary of Commerce .
The Director of Central Intelligence

TY™

SUDJECT: The National Security Counzil System

i

The provisions of NSDM 1 and NSDM 2, dated January 20, 1969,
as amended and extended by subsequent National Security
Decision Memoranda, which set forth the organization and
procedures of the National Security Council System, are.

reaffirmed and remain in effect. :

The National Security Council System shall assist me in
carrying out my responsibilities for national security affairs
and the National Security Council shall continue to be the
principal forum for consideration of policy issues requiring
Presidential determination. The operation of the National

Declassified/Released on 2-
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Security Council System will continue to be under the direction
of the Assistant to the President (National Security Affairs).
Communications to me relating to national security matters
shall be transmitted through the Assistant to the President
(National Security Affairs).
-/
i : ‘Henry A. Kissinger is hereby designated as Assistant to the
President (National Sec,urit}'r Affairs).

N

‘ © cee The Director, Office of Management and Budget
Counsellor to the President for Economic Policy
Assistant to the President for National Security Affairs
Administrator, Federal Energy Administration
Administrator, Agency for International Development
. Director, Arms Control and Disarmament Agency
Chairman, Council of Economic Advisers
Chairman, Joint Chiefs of Staff
Chairman, Atomic Energy Commission
Executive Director, Council for International Economic Aiair.

¢ JUSSFRD.




NATICHAL SRCURITY CCGUNCHL

WAGHINGTON, B.C, 20806

- April 21, 1976

National Sceurvity Decision Memorandum 326

TO: The

The
The
The
The
The
The
The
The

SUBJECT: - T"un

Vice President

Secrctary of State

Secretary of Delease

Attorney General

Chairman, Joint Chicf{s of Staff

Director ci Central Intelligence

Director, Office of Management and Budget
Dircctor, Arms Control and Disarmaiment Agency
Assistant to the President for National Security Al

ctions and Organizations of National

Security Council Sub-Groups

I have reviewed the organization and funciions of the various zub-
groups of the MNational Security Council and have made the following

delerminations:

The functions of the Senior Review Group will remain as described

in the second and third

saragraphs of Nationual Sccurity Decision

Memorandum 85. It will continue to be chaired by the Assistant to
the President for National Security Affairs and its membership will

include:

The
The
The
The

Depending on the issuc

Deputy Secretary of State
Deputy Secretary of Defense
Director of Cceutral Intelligence
Chairman, Joint Chicls of Stuif

under consideration, other agencices ghall

be represented at the discretion of the Chairman,

Declassified/Released on 42-7-8 ¢ :
under provisions of E.0, 12356 (F¢9-/66S
by N. Menan, National Security 'Courg;- )




The Verification Panel will continue to perform the basic technical
analysis to hiclp develop choices and proposals for strateyic arms
limitation, approaches to mutual and balanced force reduciions

in Burope, and other major arms control subjects. This analysis
will inctude the verificziion requirements which must accompany
aring limitaticns and the capabilitics of weapons systemis whose
limilstion is being considered, It will be chaired by the :iccretavy
of State in his capacity as a membar of the National Security
Council. Its mcmbership will include:

The Dcputy Secrctary of State

The Deputy Secretary of Defense

The Director of Central Intelligence

The Chairman, Joint Chiefs of Staff

The Director, Arms Control and Disarmament Agency
The Assistant to the Precident for National Security Ailc

o

! Thosc portions of the Memorandum of July’ 21, 1969, signed by the
Assistant to the President for National Security Affairs, and of National
Sccurity Study Memecrandza 92 and 123 which relate to the organization or

Ty functionz of the Verificztion Panel are superscded by this Decisicn

- Memorandun, ' ' ' :

The Defense Proaram Review Committee, estahlished by National
Sccurity Council Memorandum 26, shall be reconstituted as the
Defense Review Panel. The Panel will review major defeuse policy
| and program izsues which have strategic, political, diplematic and

| economic implications in relation to overall national priorities, The
Defense Review Panel will be chaired by the Secretary of Defense in
his capacity as a member of the National Security Council, Its
membership will include:

The Deputy Sacretary of State

The Deputy Scceretary of Defense

The Director of Central Intclligence

The Chairman, Joint Chicls of Staflf

The Dircctor, Office of Monagement and Budget =

The Assistant to the Presicent for NationalSceurity Alles

: [’:"_For conzideration of matters having budpetary implications, )

. Depending on the issue under concsideration, other agencics shall he
' represented ab the discration of the Chairman,

) National Secuvily Daecision Memorandwu 26 is bereby superseded by
thiz Deeision Memorandum, o
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The Waslington Special Actiors Groun will continue to develop
options for implementation of decisions during crises and for
integrating the politic ]l and militz vy requirements of crisis
action. It will be chaired by the Séeretary of State in his capacity
as a member of the National Sccurity Council. Its membership
will consist of: .

The Deputy Secretary of State

The Deputy Secrctary of Defense

The Dircctor of Central Intelligence

The Chairman, Joint Chiefs of Staff

The Assistant to the President {or National Security Afia!

"That portion of the Memorandum of May 16, 1969, signed by the
Assistant to the President for National Security Affairs,which
.relatcs to the organization and functions of the Groug is superscded
by this Decision Memorandum.

The 40 Conymittec, is hereby abolished, It is replaced by the

Operations Advisory Gronp, established by Executive Order 11905
of February 18, 1970. .

This  group will review and advise the President on covert operations
and certain sensitive forecign intelligence collection missions. It w11v
be chaived by the Assistant to the President for Nativnal Security
Affairs and its memberschip will be as follows:

The Secretary of State

The Secrctary of Defensc

The Director of Central Intelligence
The Chairmmnan, Joint Chicfs of Staff

The Attorncy General
The Dircctor, Office of Management and Bgdgc(&.

The Intellivence Cemmittee, established by the President's Memorandum
of November %, 1971, is lereby abolished,

The ((nj_\nu_tln'- on Faprcian Tfcilicence was established by Exceutive

Order U9us and its aabics ore as descerived n-the Bxe cutive Qudar,

C




fole

It is chaired by the Dlren."n. of Central Intc.lhgc'nc.c. and its rnecmber-
ship consists of:

The Deputy Secrcotary of Defense for Intelligence
The Depuly Assistant to the President {or
Nationr2l Securily Afiairs ’

The functions and membership of the Under Secretaries Committee
will remain as described in Nafional Security Decision Meniorande
-2 and 8. It will be chaired by the Decputy Secretary of State,

The functions and raembership of the six standing Interdeparétmenta
Groups will remnein as described in National Sccurity Decision
Mcmorandum 2. The five geographic Groups will be chaired by the
appropriate gecgraphic Assistant Secretary of State. The Inter-
.departmental Group for Political-Militory Affairs will be ch.sned
by a representative of the Secretary of Deéfense,

2 2
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1 \ The Council snall mest regularly, and d‘scuss*i7 will--except

! in unusual circumstances--be limit =d to agenda subjects.~ Ths Assistant

1 to the Prasident for MNetional Security Affairs, at my direztion arnd in
consultation with the Sszereiories of State and Defensz, shall Dbe

H responsible for dstarmining the agenda and ensuring that tha2 nscessary

/ The Diractor of Central Intelligence will brle; tha NSC on eacn
agenda ‘tem prior to its consideration.
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The mewbership of the Review Group shall include:

-~ The Assistent to the President for llationz
Security Affairs (Chzirzan);

-~ The representative of the Szcrotary of State;
-- The represcatative of the Secretary of Defense;
-+e- The Tepracentative of the Director cf Central
ige
-~ The representative of the Chairman, Joint
Chiefs of 3Stzfr

Depending on the issuve under consideration, other agencies shall be
reprasented at the discretion of the Chairzan,

C. The National 3zcurity Council Undar S=2cretaries Committee

The NSC Undar Szcretaries Committee shall consider:

1. Issues vhich are refzrred to it by the 13T Raview
Group.

g/ Discussed below,




‘ 2. Matters periteining to intorderartmental activities
‘;_}9 of the U3 Covernment overstas:

-- ¥hich are of an opcraticnrl. nature = (in distincstion

to matters involving o substantial security policy
: question); and :

-~ on vhich N3C Interdepzritmental Groups have baen
unzble to resch ecrsevent, or which ave of a breader
neture than is suitable to any suzh group; and

~~ yhich do ro* require consideration at Presidenvial
or HEC level aud

sich ere then referred to it by the 3Sacretary of
o
&S

Tae results of NST Under Szcretaries Committes consideration of
the ratters listed in 2. above, 1 will be submitted to the Secreiary,
of State.

. Other operational e .tters referred to it 301nt1y by the
Under Sscretory of 3tate and the Assistent to the President for
Security Affzivrs. '

The membership of tha Under Secretarie
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inciude:

D

-~ The Under Secretary of State (Chairman);
-- The Deputy Secretary of Deiense;

- The Assistant to the President for Naticnal
Security Affairs;

-~ The Director of Central Intelligence;
--,The Chairman, Joint Chiefs of Staff.

Dzpending on the issue under COPold ration, other agencies shall te
representad at the discretion of the Chairman.

3/ Deteraination shall b~ sade jointly by the Sscretary of State
end the Assistant to the President for llational Sscurity Affairs.
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“F. HNational Security Council Ad Hos Groups
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: boundarics.
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NATIONAL SECURITY COUNCIL
WASHINGTON, D.C. 20306

WUSERD

National Security Decision Memorandum 19

TO: The Secretary of State
The Secretary of Defense
The Director of Central Intelligence

SUBJECT: Washington Special Actions Group

The President has directed that henceforth political-military
contingency plans prepared by NSC Interdepartmental Groups

in accordance with NSDM 8 shall be forwarded to the NSC

Washington Special Actions Group. The Washington Special ,
Actions Group was created by Presidential decision reported to -

you in my memorandum of May 16, 1969.

cc: The Chairman, Joint Chiefs of Staff

ed on /'2“7'Y‘f

Declassified/Releas
under provizions of £0. 12203 (FEE-/66 5')

Mﬂ by N. Menan, Nationa Conuy Councll
i
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The Dirsctor of tha Cliic
Prapar nLE
SJ20T: Reorsasizatica of the National Szeurity Council System
o
Po assist m2 in carrying out my rﬁsponsibilities for ths conduct of
nationzl saeurity affairs, I hereby diract thzt the National Se cu”luj
Covncil system be raorganizsd a3 follows:

The functicns, mamberchip and responsibilities of the Naticnel
3 >
Sceurity Council shizll te as set forth in tha Naticnzl Szeurity Act of

7, as menizd.

The Maticnal Sscurity Cowicil shall be tha prineinal forum for
sidzeation of policy issuas requiring Presidentizl determination, Tne
naturs of the issucs to be considered may range froa current crisaes and
{mmedizte oparationsl problems to middls and long-rang2 planning.

Tha Council snall m2ot regularly, and discuss 197 will--except
in unusuzl circ'mstar**ﬁz—b 1imitsd to agenda subjzcis.= Th2 Assistant
to tha Prasident for MNetional Sscurity Affairs, at my direction and in

consultation with the Szevoiariez of S+tate and Defensz, shall b2
reapona;b;ﬁ for dstarnining the egenda and ensuring that th2 nscessary

l/ Tha Diractor of Cen

A

-

tral Inlelligsnee will brief tha XNSC on each
agenda “tem prior to it stdarat

M!awneﬂﬁemm-
BT BropeTE i€ ED. 12356 (F83
. by L. Recer, Nitlops! .- surify Coumel
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0
inclusion on %he asenda. The Assisiant to the President chall ba

\‘;> paprers ere prcyorad. Other manbers of the N3C may prorose it
o
essisted by a l'ztionzl ‘Security Council Stalfl, as pro‘ ided by lawv.

B. The NLational Sacurity Councild Review Group

An IS Review Greup is h 25tablisht to exarine papars
prior to their sule . i Ry bn reccived
from iT37 Interdeypa: atal Cv :-2., T 2 Groupsd/, or
frow Departments (et their liseration). -

role of thz Review Group shzll b2 to review parers to

be discussad by the N3T to assure thz ) the issue under considerction

is vorthy of NIZ attoniion; 2) 2ll rea iz alternniives are presented;

3) the facis, including cost implicaticns, and all Gepariment and agency
o} h

Th

Fy £ (D

vievs are fairly end sdequotely set out. The Review Group shall also
1 be e ﬂo"ﬂw:d to assign c2tion to the N&J Interdspartuental Groups or
] 3 &L I
i N3SC Ad Hos Croups, es eppropricte.

Py

The meubership of the Review Group shall include:

-~ The Assistant to the President for lletional
Security Affzirs (Chzirzan);

“; ) -~ The revresentative of the Seserctary of State;
I ‘ |
E\ ‘ -- The representative of the Secretary of Defense;
J .
] -- The ‘Teprasentative of the Director cf Centrel

tive of the Chairman, Joint
T

b sicanh

B Depending on the issue uvnder consideration, other ezeacies shall be
represented at the discretion of the Chairzan.

§ t C. The National 32curity Council Under Sscretaries Coznittee

9,

nall consider:

| : " The NSC Undsr Secretar

Joe

25 Comnmittee s

: : 1. Issues which are referred to it by the N3CT Review
V Group.

.~ 2/ Discussed belov.
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‘taining to interderarimental activities
s

~- vhich are of an operaticnnl nature (i distinstion
to matters involving o-s ubatantlal ecurity policy
ques tion ) 5 and

2. Katte“" o)
of the U3 Covernmen

-- on vhaich I3 Imterderartmental Groups have bzen
wnavle to reoch agreement, or whieh are of a breadar
neture than is suitadble to amy such group; and

-- which Go not recuire consideration at Presidential
or HEC level; ari

-~ vhich &re thcn referred to it by the 3zcretery of
State.

ormmittes consideration of

The results of NSY Under Secretaries C
will bz submitted to the Secretary

the natters llstea in 2. above
of State.

e
ver

3. Other operational m s
2 Ass

2
Under kccretﬂry of 3tate and tne
Naticnal Security Afflzirs.

referred to it 301nt1y by the
st=nt to the Prasident for

The membership of the Under Secretaries Committee shall
include:
-~ The Under Secretary of State (Chairman);
-- The Deputy Secretary of Defense;

-- The Assistant to the President for National
Security Affairs;

-~ The Director of Central Intelligence;
-- The Chairman, Joint Chiefs of Staff.

spending on the issue under consideration, other agencies shall te
reprasented at the discretion of the Chairman.

3/ Dateraination shall b ade jointly by the Sscretary of Stzte
and thh Assistant to sident for lationzl 3ecurity Affairs.

MM&SIHED
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Ds Natio1~l Sec urlty Council Inuerdc~:rtm:ntnl Grouns

Existing Intex onz) Grouns and the existing
Political-itilitary Inter iroup, crajred by the arpropriate
Assictent 3zcrctary of & reconstituted s port of th2
Eational Jzaurity Ceuneil struliu Tae Intcrderzrincnizl Creups
shall parfora the following Ko}y ¢iscussion end decision on
interdcpartnental issuss vhicn X txled a2t the Assistont Secretary
level, fncluding is: a e i:pleseatation of 1SC

-

avg Tor considaration by th

desssions; 2) prepds the
rs on goteatizl crisis wreas for

Nss;  3) }’:\crct;o. of
reviecw by the ISC.

Tae meibership of the interdeparins -atnl regional groups shzll
inelude inc egensics reproseatad on the 150 Raview Group. Depzading on
the issuc wader comsideration, othar agencies shall dbe -cpfcscntﬂd et
the dizcreiion of the Chalrian.

R, HNational Security Council AQ Hoc Greups

o

When appropriate, I intend to appoint IISC Ad Foc Groups to
eal wvith particular probdlens, inclnding thosc which transcend regional
bowadarics.

* ¥ ¥ X X

The operational responsibility or authcrity of a Szcretary over
persornz) froma his Deportient serving on int: rdetﬂrcﬂ‘ntﬂl corriittecs--
including the anthority to give necessary guidznce to his representotive
in the pclforzan"e of interderartmautal group du»ics--lf not linited bj
this L52M. DNor does this NSDM liuit the autnority and responsidility
of the 3zcretary of State for those interderarizental rmatiers assicne ed
to hin by LS 3.

Copies of rerorts of the interdepartmental grours shall be
transmitted to the heads of Departments and Acencles sizultancously

with their submissica to the IISC Review Group.

NSsAM 341 is hereby rescinded.

NELASSIFIED




NATIONAL SECURITY COUNCIL

‘ WASHINGTON. D.C. 20508

National Security Decision Memorandum 19

TO: The Secretary of State
The Secretary of Defense
The Director of Central Intelligence

SUBJECT: Washington Special Actions Group

The President has directed that henceforth political-military
contingency plans prepared by NSC Interdepartmental Groups
in accordance with NSDM 8 shall be forwarded to the NSC .\
Washington Special Actions Group. The Washington Special |

| Actions Group was created by Presidential decision reported to

you in my memorandum of May 16, 1969.

’
<

. | /m&,/ issinger ’Wﬁ

cc: The Chairman, Joint Chiefs of Staff

'Declassified/Released on /2-7-88

urder provisicns of £.0. 12223 ¢ F8e=/CC S )

M&%S"HED ‘ by N. Menan, Rational Szzu:ly Council




THE WHITE HOUSE

WASHINGTON

National Security Decision Memorandum 1

TO: The Vice President

The Secretary of State

The Secretary of Defense

The Secretary of the Treasury .

.The Administrator of the Agency for
International Development

The Director of Central Intelligence

The Chairman, Joint Chiefs of Staff

The Director of the US Information Agency

The Director of the Office of Emergency
Preparedness _

The Director of the Bureau of the Budget

SUBJECT: [Establishment of NSC Decision and Study Memoranda
Series

At the direction of the President, the following two Vmemoranda.
series are hereby established to inform the Departments and Agencies
of Presidential action: -

--National Security Decision Memoranda (NSDM)
This series shall be used to report Presidential

. decisions (whether the result of NSC meetings
or appropriate consultation with the Department
head concerned).

--National Security Study Memoranda (NSSM)
This series shall be used to direct that studies
be undertaken (normally for NSC consideration),

e o, 2 e 73
O kot e e

The National Security Action Memoranda (NSAM) series is
hereby abolished. An NSDM to be issued shortly will describe the
status of existing NSAMs.

Declassified/Reiczsed on 12-1-%F o
under provisions of 0. lew.s (F 8

by N. Menan, National Security Council




Note:

The Kennedy-Johnson organization is not well
documented, at least in NSC’s policy or
institutional files.

Attached are excerpts from Bromley K. Smith’s
Study on NSC Structure. '
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COPY NO, 25

. RECORD OF ACTIONS
. by the
NATIONAL SECURITY COUNCIL
at its
FOUR HUNDRED AND SEVENTY-FIFTH MEETING
: held on

Pebruary 1, 1961
(Approved by the President on February 2, 1961)

The President presided at this meeting., The secretary of ¢t

and the Director, Bureau of the Budget, participatcdr{n theh:cEI:::u:z-
low., The Director-designate, U. S. Information Agency, the Under Sec-
retary of State, the Special Assistants to the President for National
Security Affairs and for Science and Technology, Assistant Secretary of
State George McChees, Assistant Secretary of Defense Paul H, Nitze, and
the Military Aide to the President attended the mesting, The Dcp;cy
Director for Intelligence, Central Intelligence Agency, attended the
wveeting for NSC Actions Nos, 2396 and 2397, '

——  2401. ORGANIZATION AND PROCEDURES OF THE NATIONAL SECURITY COUNCIL

The Special Assistant to the President for National
Security Affairs reported that in response to the
Presideut's desires a different organization and
procedures would henceforth be used in the work of
the National Security Council, involving fewer and
smaller staff groups composed of more senior person-
nel. Policy recommendations would be brought to the
NSC without being obscured by inter-agency processs
ing but with adequate previous consultation and the
presentation of counter-proposals. The preparation
of such recommendations would require the full co-
operation of all agencies in providing access to
esgsential information.

e

NSC ACTIONS NOS, 2396-2401 =3 UNEW H]




Bromlev K. Smith Study on NSC

NATIONAL SECURITY ACTION
MEMORANDA (NSAM)

In the early days of the Kennedy Administration, a large amount of the president’s
national security business was carried on with the departments and agencies by
means of memoranda or “minutes.” These papers became institutionalized as
National Security Action Memoranda (NSAM). The first six NSAMs were written by
Bundy following the first National Security Council meeting. Reflecting presidential
decisions, they supplemented and later replaced NSC Records of Action. During the
eight years of the Kennedy and Johnson Administrations, there were 372 NSAMs —
272 in the years 1961-1963 and 100 in the years 1963-1969.

President Kennedy signed 94 NSAMs. In the beginning, he dictated “minutes” to
his secretary who dispatched them directly to the secretaries or agency heads
- concerned. Copies were later retrieved from the recipients or from the president’s
secretary, given an NSAM number by .the NSC staff and circulated to the original
addressees and other offices as appropriate: A numbered follow-up system was thus
gradually established.

The majority of NSAMs, however, were written and signed by Bundy, usually in
the President’s name after clearance with him. Most were classified.

NSAMs covered almost every aspect of national security business. Some were
specific instructions to department and agency heads and in one case, to Bundy
himself. Others requested that specific studies be undertaken. Some were presidential
questions which required answers from the bureaucracy. Others created task forces or
interdepartmental committees. Some asked for recommendations on revised or new
programs and still others were presidential statements of national security policy.

In August 1961, Secretary Rusk explained to Senator Jackson that careful records
were made of presidential decision.

® Our present practice is to put these matters in writing so the responsible
departments will better be able to follow up on the action to be taken. But some
care has to be taken not to let their action papers get imprisoned, because those
very pieces of paper themselves need constant monitoring to be sure they
continue to be relevant to the situation. ...Mr. Bundy, for example, after a
meeting at the White House, circulates a note to make clear to everybody exactly
what was decided. If there are differences of understanding as to what was
decided, that is straightened out.

During the Johnson Administration, NSAMs became more limited. A footnote in
President Johnson’s autobiography reads: A National Security Action Memorandum
was a formal notification to the head of a department or other government agency
informing him of a presidential decision in the field of national security affairs and
generally requiring follow-up action by the department or agency addressed.”

23



INTERIM REPORT ON
NATIONAL SECURITY SYSTEM, SEPTEMBER 1961

In July 1961, Senator Jackson wrote to McGeorge Bundy informing him that the
Senate sub-committee on National Policy Machinery was bringing to a close “its
nonpartisan study of how our Government can best staff and organize itself to develop
and carry out the kind of national security policies required to meet the challenge of
world communism.” The Senator asked whether the present Administration could
furnish official memoranda which would be the current equivalent of memoranda
given us by the Eisenhower Administration. '

. Bundy replied on September 4 by giving an interim report on how the Kennedy
Administration had changed the previous national security system. There is no more
authoritative description of the new system, including not only the Council but also
its staff, than this reply which reads in part: |

This Administration has been revising these arrangements [the large and
complex series of processes of the previous Administration] to fit the needs of a
new President, but the work of revision is far from done, and it is too scon for me
to report with any finality upon the matters about which you ask.

Much of what you have been told in the reports of the previous Administration
about the legal framework and concept of the Council remains true today. There
has been no recent change in the National Security Act of 1947. Nor has there
been any change in the basic and decisive fact that the Council is advisory only.
Decisions are made by the President. '

Finally, there has been no change in the basic proposition that, in the language
of Robert Cutler, ‘the Council is a vehicle for a President to use in accordance
with its suitability to his plans for conducting his great office.” As Mr. Cutler
further remarked, ‘a peculiar virtue of the N ational Security Act is its
flexibility,’ and ‘each President may use the Council as he finds most suitable at
a given time.’ It is within the spirit of this doctrine that a new process of using
the NSC is developing.

The specific changes which have occurred are three. First, the NSC meets less
often than it did. There were 16 meetings in the first 6 months of the Kennedy
Administration. Much that used to flow routinely to the weekly meetings of the
Council is now settled in other ways—by separate meetings with the President,
by letters, by written memoranda, and at levels below that of the President.
President Kennedy has preferred to call meetings of the NSC only after
determining that a particular issue is ready for discussion in this particular
forum.

I know you share my understanding that the National Security Council has
never been and should never become the only instrument of counsel and decision

\
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available to the President in dealing with the problems of our national security. ;
The National Security Council is one instrument among many; it must never be g
made an end in itself. ‘

But for certain issues of great moment, the NSC is indeed valuable. President S
Kennedy has used it for discussion of basic national policy toward a number of : i
countries. He has used it both for advice on particular pressing decisions and for

recommendations on long-term policy. As new attitudes develop within the

Administration, and as new issues arise in the world, the NSC is likely to

continue as a major channel through which broad issues of national security

policy come forward for Presidential decision.

Meanwhile, the President continues to meet at very frequent intervals with the
Secretary of State, the Secretary of Defense, and other officials closely concerned
with problems of national security. Such meetings may be as large as an NSC
meeting or as small as a face-to-face discussion with a single Cabinet officer.
What they have in common is that a careful record is kept, in the appropriate
way, whenever a decision is reached. Where primary responsibility falls clearly
to a single Department, the primary record of such decisions will usually be
made through the Department. Where the issue is broader, or where the action
requires continued White House attention, the decision will be recorded through
the process of the National Security Council. Thus the business of the National
Security Council staff goes well beyond what is treated in formal meetings of the
National Security Council. It is our purpose, in cooperation with other
Presidential staff officers, to meet the President’s staff needs throughout the
national security area.

L.

A Qb o

The second and more significant change in the administration of the National
Security Council and its subordinate agencies is the abolition by Executive
Order 10920 of the Operations Coordinating Board. This change needs to be
understood both for what it is and for what it is not. It is not in any sense a
downgrading of the tasks of coordination and follow-up; neither is it an
abandonment of Presidential responsibility for these tasks. It is rather a move to
eliminate an instrument that does not match the style of operation and
coordination of the current Administration.

PONTRRE 7 NEIP LT CewT T S PR

“

From the point of view of the new Administration, the decisive difficulty in the
OCB was that without unanimity it had no authority. No one of its eight -
members had authority over any other. It was never a truly Presidential
instrument, and its practices were those of a group of able men attempting, at
the second and third levels of Government, to keep large departments in
reasonable harmony with each other. Because of good will among its members,
and unusual administrative skill in its secretariat, it did much useful work; it
also had weaknesses. But its most serious weakness, for the new Administration,
was simply that neither the President himself nor the present Administration as
a whole conceives of operational coordination as a task for a large committee in
which no one man has authority. It was and is our belief that there is much to be
done that the OCB could not do, and that the. things it did do can be done as well
or better in other ways.

-—
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The most important of these other ways is an increased reliance on the
leadership of the Department of State. The President has made it very clear that
he does not want a large separate organization between him and his Secretary of
State. Neither does he wish any question to arise as to the clear authority and
responsibility of the Secretary of State, not only in his own Department, and not
. only in such large-scale related areas as foreign aid and information policy, but
also as the agent of coordination in all our major policies toward other nations.

The third change in the affairs of the N SC grows out of the first two and has a
similar purpose. We have deliberately rubbed out the distinction between
planning and operation which governed the administrative structure of the NSC
staff in the last Administration. This distinetion, real enough at the extremes of
the daily cable traffic and long-range assessment of future possibilities, breaks
down in most of the business of decision and action. This is especially true at the
level of Presidential action.

Mr. Bundy concluded his letter by saying: "I have been conscious... of the limits
which are imposed upon me by the need to avoid classified questions, and still more by
the requirement that the President’s own business be treated in confidence.”




THE NATIONAL SECURITY COUNCIL STAFF

By September 1961, McGeorge Bundy, the new president’s special assistant for
national security affairs, had revised the mission and replaced the personnel of the
National Security Council’s staff. In his letter to Senator Jackson referred to earlier,
Bundy stated that the NSC staff, “which is essentially a presidential instrument,
should be composed of men who can serve equally well in the process of planning and
in that of operationa] follow-up. The President’s interests and purposes can be better
served if the staff officer who keeps in daily touch with operations in a given area is
also the officer who acts for the White House staffin related Planning activities.”

As to the role of the Presidential staff as a whole in national security affairs, Bundy
said this staff would be smaller than it was in the last Administration and "more
closely knit.” “The president uses in these areas a number of officers holding White
House appointment, and a number of others holding appointments on the N ational

One major change gradually developed which greatly increased the responsibilities
of the NSC staff, Bundy took over the management of the president’s day-to-day
foreign policy and national security business. This activity had been handled for
President Eisenhower by the White House Staff Secretary while the special assistant
dealt primarily with longer-range Council papers and Council meetings.

In 1953, the mission of the career NSC staff had been set out in the report written
by Robert Cutler and approved by President Eisenhower. Part of the enlarged NSC

review of each Planning Board report before its submission to the Council; continuous
examination of the totality of national security policies with a view to determining if
gaps existed which should be filled and if important issues or anticipated
developments were sufficiently explored; and continuing integrated evaluation of the
capabilities of the free world versus the capabilities of the Soviet and Satellites and
estimates of the situation, in order to bring such evaluations and estimates before the
Council. As envisaged by Cutler, the entire N SC staff, beginning with the Executive
Secretary on down, would be career personnel, but the Special Assistant, as a political
figure, would go out with each administration.
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“in cooperation with other Presidential staff officers, to meet the President’s staff
needs throughout the national security area.”

The mission of the NSC staff as described by Bundy remained much the same
during the Kennedy and Johnson Administrations. The staff’'s work went to the
presidents through the special assistants and almost always in the name of Bundy or
later Walt Rostow. Four officers handled the four geographic areas corresponding to
State Department regional offices. Functional policies were handled by additional
officers. Daily staff meetings kept all staff officers informed of their colleagues’ work
and permitted the special assistant to manage the entire operation. Because the
Council was used less, the special assistants spent a great deal of their time, and that
of the staff, in arranging and preparing meetings for the president on specific national
security issues which were not formal Council meetings.

The special assistants and the NSC staff played the dominant role in activities
which were uniquely presidential such as summit conferences, visits of foreign heads
of state to Washington, trips of the presidents abroad and correspondence with heads
of foreign states. Approval of presidential instructions to heads of delegations was
another area of intense activity. Arms control, nuclear testing, NATO meetings—all

- required presidential guidance for U.S. negotiators.

Only rarely did the special assistants and NSC staff officers engage directly in
implementing policies. They were considered and considered themselves to be
presidential staff officers, giving advice or becoming line officers only when asked by
the president.



THE CUBAN MISSILE CRISIS — EXCOM

N

The October-November 1962 Cuban crisis was a major test of the system President
Kennedy used when dealing with national security problems. The first phase of the

decision.

Photographic evidence of the construction of Soviet offensive missiles sites in Cuba
reached ranking government officials late in the evening of October 15. The following
morning, before the President began his working day, Bundy summarized for him the
intelligence community’s findings. For the next four weeks, the President received
every day, and sometimes twice a day, either written summaries of the photographic
“readout” or enlarged pictures of the Soviet sites under construction in Cuba. During
the last two weeks of October, the United States Intelligence Board produced
numerous estimates covering many subjects such as the impact in Latin America and
worldwide of the deployment to Cuba of Soviet missiles.

The planning of the U.S. response to the mounting evidence of the Soviet missile
deployment began Tuesday morning, October 16, A working senior committee of
advisers comprising the President’s de facto choice of individuals was established,
During four days, these officials, meeting sometimes off-the-record with the
President, but often in the State Department without him, drafted alternative ways of
dealing with the problem, including lists of political, military and economic actions to
be taken under each alternative. The group included the Secretaries of State, Defense,
and Treasury, the Attorney General, the Chairman of the Joint Chiefs of Staff, the
Special Assistant to the President for National Security Affairs, the Deputy Director
of the Central Intelligence Agency, the Under Secretary of State, the Deputy Under
Secretary of State, and the Assistant Secretary of State for Latin America. Because

which he had not cancelled, in an effort to keep secret the existence of a crisis,

On the afternoon of October 20, a secret meeting of the National Security Council
was held in the White House, thus initiating the second organizational phase of the
Cuban crisis. This meeting, presided over by the President, was opened with a visual

number of reconnaissance missions flown over Cuba during the preceding days.
Papers outlining the alternative responses to the Soviet initiative, including
argumentation in support of each, were presented and discussed in detail.

A second meeting of the N SC, held on Sunday, October 21, centered on the draft of
a speech in which the President would inform the American people of the



situation—their first knowledge of it—and of his plan of action. Numerous policy
decisions were made by the President in the course of agreeing on the specific wording
of the draft. A detailed diplomatic plan, including our tactics in the United Nations,
consultations with the Organization of American States, with NATO and with other
Allies, non-committed or neutral, was presented and discussed. Military questions
were raised by the Chairman of the Joint Chiefs and the Secretary of Defense and
discussed by the Council.

The third NSC meeting, held October 22, reviewed the measures already taken to
place the military forces in a posture to respond to any contingency as well as to carry
out any course of action decided by the President. The objectives of the response to the

" Soviet action were decided upon, the mechanics of a possible quarantine were settled,

consultations with Congressional leaders and other national leaders were agreed -
upon, and public information guidelines were approved. '

By action of the President on October 22, the informal group working on the Cuban
problem was formally established as the Executive Committee of the National
Security Council, usually referred to as EXCOM. The President’'s memorandum

reads: .

“I hereby establish, for the purpose of effective conduct of the operations of the
Executive Branch in the current crisis, an Executive Committee of the National
Security Council. This committee will meet, until further notice, daily at 10:00
a.m. in the Cabinet Room. I shall act as Chairman of this committee and its
additional regular members will be as follows: the Vice President, the Secretary
of State, the Secretary of Defense, the Secretary of the Treasury, the Attorney
General, the Director of Central Intelligence, the Chairman of the Joint Chiefs of
Staff, the Ambassador-at-Large, the Special Counsel and the Special Assistant
to the President for National Security Affairs.

The first meeting of this committee will be held at the regular hour on Tuesday,
October 23rd, at which point further arrangements with respect to its
management and operation will be decided.” '

Additional officials who regularly were invited to attend later EXCOM meetings
included the Director of the United States Information Agency, the Deputy Under
Secretary of State, the Assistant Secretary of Defense, the Counselor of the State
Department, and the Executive Secretary of the NSC. Numerous other officials
attended some meetings. Among these were the Assistant Secretaries ‘of State for
Inter-American Affairs, for International Organization Affairs, and for Public
Affairs; the President’s Press Secretary and the U.S. Representative to the UN.

To facilitate the work of EXCOM, three interdepartmental sub-committees were
established. The first, chaired by Assistant Secretary of Defense Nitze, worked on
Berlin contingencies. The second, chaired by the Chairman of the State Department’s
Policy Planning Council, Walt W. Rostow, did advance planning, and the third,
chaired by the Deputy Under Secretary of State for Administration, William H.
Orrick, Jr., addressed itself to establishing an effective worldwide communications
system to meet the requirements of a crisis.
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On October 29, after the Russians had agreed to withdraw their missiles from
Cuba, the President established a coordinating committee to give full time to matters
involved in concluding the Cuban crisis. It served as a link between EXCOM and the
negotiations underway in New York with the Soviet representatives and with the
Acting Secretary General of the UN. John J. McCloy, a member of the U S, Mission to
the UN, was named Chairman. Other members were the Under Secretary of State and
the Deputy Secretary of Defense. After the crisis was over, it was dissolved by the
President on January 11, 1963, along with the two other sub-committees of EXCOM,

the Sub-committee for Berlin Contingencies and the' Sub-committee on Advance
Planning.

EXCOM meetings usually began with an intelligence briefing by the CIA Director.
In addition, the latest intelligence on the Cuban situation was circulated in writing by
means of a “Crisis Memorandum” prepared especially for EXCOM. The intelligence
material often gave rise to policy discussions.

Next on the committee’s regular agenda was a report by the Secretary of State on
political developments. Discussion and presidential decisions on diplomatic matters
usually followed.

Military questions were then raised by the Secrefaty of Defense. Operational
problems involved in carrying out the Cuban quarantine and in conducting aerial
reconnaissance were presented and decided.

The remainder of each meeting was spent on a wide variety of crisis problems as
diverse as directives to USIA, curtailing the “leaking” of information to the press, and
civil defense preparations. :

EXCOM met with the President 42 times from the date of its creation, October 22,
until it ceased operations on March 29, 1963. During the first month, when it dealt
only with the Cuban crisis, it met 30 times. Although the Vice President was an active
participant, he presided, at the President’s request, at only one meeting and then,
only until the President arrived. For one meeting, EXCOM members flew to Hyannis
Port to meet with the President.

Bundy, who was given total responsibility by the President for the operation of
EXCOM, made this half-serious comment in a speech in 1963. “I have sometimes
thought that my own principal contribution in those days was to see to it that a large
amount of carefully prepared and excellent advice did not get to the President. It is
very easy, when a government is full of able and energetic men, for any officer to be so
overwhelmed with good advice that he has no time to think his own thoughts and
hammer out his own decisions.”

The only subjects dealt with by EXCOM, other than Cuba, were policies toward
Brazil, the Congo, Europe, and South Asia; the multilateral nuclear European force,
and Assistant Secretary of State Harriman’s mission to India and Pakistan. Even
these subjects were discussed at meetings which also dealt with Cuba. One subject,

the reappraisal of policy toward Europe, started out in EXCOM but ended up being
discussed in a formal NSC meeting.

Several times, after the Cuban missile crisis, Cabinet secretaries suggested that
the EXCOM be used to deal with other major problems. In August 1963, both



Secretary Rusk and Secretary McNamara thought that EXCOM should be
reconstituted. However, in a memorandum to the President, Bundy recommended
against their suggestion. He wrote: “EXCOM, with you and the Secretary of State and
the Secretary of Defense on hand, is a good iristrument for major interdepartmental
 decision. It is not so good for lesser matters of coordination, and it has not proved
effective at all, except during the extraordinary week of October 16-22 (sic); in the

process of forward planning. "




The group met 15 times between January 1962 and August 1962 during its eight-
month life. Itg usefulness varied, but lack of driving Support from the State
Department representative resulted in a rather desultory life, It dealt with policy

the new organizati he “Plans and Operations Committee of the National Security
Council.” The name soon ch i

need for strengthening interdepartmental planning and coordination on major
national security issues, . | have talked at some length with the Secretary of
State, the Attorney General, Avere]] Harriman, and others, in an effort to find a
néw pattern which would help in both planning and operations. I have come out
with the following guidelines: ,

® One new committee should be responsible for planning and operations at the
level short of your own controlling judgment. We have done wel] in this
Administration not to let pPlanning get Separated from the responsibility for
action, and vice versa, -..We should not abandon this Principle now.
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exceptions its membership should be parallel to that of the Executive
Committee of the National Security Council. It should include such men as
the Secretary of the Treasury, the Attorney General, Ed Murrow (USIA),
John McCone (CIA) and probably (General) Max Taylor. The people it should
not include, in my judgment, are the President and Vice President, and the

" two Cabinet officers with a final responsibility for policy advice to you, the
Secretary of State and the Secretary of Defense. .

Neither of these two Cabinet officers can speak in committee without
engaging the whole weight of a great advisory department, and both of them
have preferred not to be pinned to any procedure in which their direct
responsibilities to you might somehow be absorbed in a committee process.

® The Plans and Operations Committee should be chaired from the White
House, presumably by me, but it should rely mainly upon State, Defense and
CIA for staff work. For this reason, it is of the greatest importance that the
State representative be a man with a broad and ‘continuous operational re-
sponsibility, but also with time and energy for this particular assignment. ...

® The committee should meet weekly, and it should have as little continuing
infrastructure as possible. Except for State, Defense, and CIA—its members
should attend as individuals and not as representatives of agencies. If a man
cannot come, in other words, no one automatically comes in his place—except
in the case of State, Defense and CIA, where the departments simply have to
be included.

My recommendation is that its initial composition should be as follows:

® The political Under Secretary, the Deputy Secretary, and the Director for
State, Defense and CIA, respectively; the following as members by your
personal appointment: Douglas Dillon, Robert Kennedy, Edward Murrow,
Dave Bell (Budget), Maxwell Taylor, Theodore Sorensen, and (Ambassador-
at-Large) Llewellyn Thompson. The chairman of this committee should be
myself, and its administrative support should be provided by Bromley Smith.

o The Plans and Operations Committee should not occupy itself with business
better handled through other channels. In particular, it should not try to get
on the cables or to replace the manifold arrangements through which your
own executive business is now conducted. Still less should it be concerned
with matters of daily Departmental operation. It should, instead, be alert to
planning problems that are a little less ripe than today’s required
decisions—Ilike Cuba a year from now—or China in 1965. It should serve as a
ready medium for review of ongoing programs with strongly
interdepartmental aspects: I think of overseas base planning, of counter-
insurgency support, and of information policy as examples. It should be used
for occasional discursive review of drastic alternatives to existing policy, and
its members should be encouraged to table unorthodox ideas for such review.
It would be a logical place for occasional review of intelligence estimates in
progress, from the point of view of their relevance to plans and operations.
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Ten days later, Bundy reported to the President t}_1at the e:stab'l'ishment of the

mmittee had been agreed around town and would begin operations in a week. *... We
-c»ot nd to have absolutely no publicity about it in order to avoid useless chatter about
:;i:ing the initiative from the State Department or restoring the OCB, or otherwise
reorganizing ourselves in the spring of our discontent.”

At the organizing meeting, Bundy outlined the Group’s area of work as (a)
planning problems—and longer range, and (b) review of on-going programs, such as
overseas base planning and information policy.

In the final list of members, the Director of the Bureau of the Budget and the State
Department’s Ambassador-at-Large were deleted while the Administrator of AID was
added. The Secretary of the Treasury was concerned about being a member of a
committee which included the Under Secretary of State and the Deputy Secretary of
Defense, so he was replaced as a member by the Under Secretary of the Treasury.

Only members were to attend meetings. A maximum of one or two experts could be
invited during discussions involving their expertise. A representative of an agency
not on the committee could be invited if the subject for discussion was of primary
interest to that agency, such as the Atomic Energy Commission or the Arms Control
and Disarmament Agency.

At its second meeting, when the subject of Cuba was on the agenda, the Secretaries
of Defense and Treasury attended as did the Assistant Secretary of State for Latin
America.

- The group spent most of its time dealing with interdepartmental papers which
were on their way to the President for decision. Nine full meetings and parts of two

more involved policy and programs toward Cuba. Other subjects were Spanish bases,
the test ban treaty, Israeli arms, Iran, Africa, military aid for India and Pakistan.

As once before, the Group meetings declined in number and its work was taken
over by informal ad hoc committees.

33




TUESDAY LUNCHEON MEETINGS

Early in the Johnson Administration there developed alongside the NSC system an
informal grouping which came to be known as the Tuesday lunch. Never formally
established by Executive Order or presidential memorandum, it grew out of the
President’s desire to discuss major national security and related political issues with
the small number of officials responsible for carrying out his policies in this field.

The first luncheon meeting was held in the second floor sitting room and adjoining
family dining room of the White House in August 1964. Joining the President were
only the-Secretaries of State and Defense and the Special Assistant for National
Security Affairs. Further luncheons were scheduled irregularly at first with month-
long lapses, but later, almost every Tuesday, sometimes immediately following

scheduled NSC meetings. Over the years, several other officials were regularly
invited, including the Director of Central Intelligence, the Chairman of the Joint-

Chiefs of Staff, the President’s press secretary and, in the final years, a presidential
aide who took full notes of the discussions for the President’s use only.

From the beginning there was an agenda for each meeting prepared by the Special
Assistant which included items suggested by the Secretaries of State and Defense.
Only decisions were reported to aides of the two Secretaries—not details of the
discussions.

President Johnson preferred the smaller grouping of the luncheons to the larger
formal NSC meetings, orie reason being that there were no leaks to the press of what
went on. Although Vietnam was very often on the agenda, many other national
security decisions were taken by the President after a discussion at lunch. In fact, the

NSC during the Johnson Administration dealt primarily with upcoming problems, .

while the luncheons discussed immediate presidential decisions.
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NSC AS MANAGED BY ROSTOW

From April 1966 to the end of the Johnson Administration, the use of the NSC
machinery was decided in large part by Walt W. Rostow, who had replaced Bundy as
the President’s special assistant for national security affairs.

those to formalize a decision already arrived at by the president; to hear a report from
areturning Ambassador or special emissary; or to debate an issue which the president -
would soon have to decide. He concluded that "there were two kinds of NSC meetings
to be avoided. First, a meeting on an important matter at which the president would
be under pressure to make a major decision. A formal session in the Cabinet Room
with some dozen men around the table and another dozen or more behind them along
the walls is not a:good setting for a final decision.” The second kind to be avoided was
"a session dealing with problems that might be interesting and important but on
which the president was not likely to have to act soon, if ever. A president generally
dislikes using his scarce working time, and that of his senior advisers, for formal
meetings that have no operational content.”

* "Typical NSC meetings of this type were, for example: a review of developments
in Indonesia over the previous year in anticipation of the annual meeting at The
Hague of countries assisting economic development in Indonesia; a review of the
food-population balance in the world over a ten-year period—a review which, in
fact, once led to a decision on the spot to expand United States wheat acreage. ..."
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THE SPECIAL ASSISTANT’S ROLE — 1969

The role of the Special Assistant for National Security Affairs varied with each of
the two Presidents and with each of the two officers who held that position from 1961
to 1969. In the Eisenhower Administration, the assistant and the NSC staff provided
staff support to the President. In the Kennedy and Johnson Administrations, the
assistants and the staff took on many additional responsibilities as directed by the
Presidents.

A summary of the duties of the special assistant and the NSC staff as seen from the
White House in the final year of the Johnson Administration reveals how much had
changed in eight years.

I. Operation of the National Security Council

A.

B.
C.

Organizing Council meetings, e.g., drawing up the agenda, arranging
intelligence presentations, recording decisions.

Reviewing departmental papers presented for discussion.
Briefing the president on the substance of the scheduled discussion.

II. Interdepartmental National Security Committees

A

B.

D.

Tuesday luncheon meeting--prepared agenda, attends meeting and follows
through on actions taken.

Chairman of the following groups:

1. Intelligence Coordinating Committee

2. Underground nuclear tests committee

White House representative on the following groups:

1. Senior Interdepartmental Group (SIG)

2. Vietnam cabinet-level group

3. Disarmament cabinet-level group (Committee of Principals)

Organization and management of presidential committees or certain task
forces, such as the Presidential Consultants on Foreign Policy.

II1. Working with Presidential Consultants and Advisors

A.
B.

Adyvisory groups such as the Foreign Intelligence Advisory Board.

Individuals such as General Taylor, special consultant on Vietnam.
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IV. Visits of Foreign Government Leaders

A

B.

Supervising the substantive preparations for presidential discussions with
heads of state, heads of governments, and other ranking officials visiting
Washington. '

Meeting with foreign officials the president is unable to see when the State
Department so recommends.

V. Working with U.S. Government Officials

A.

moow

Interviewing U.S. Ambassadors and other U.S. officials in Washington on
official business.

Organizing substantive preparations for presidential visits abroad.
Relaying to officials presidential instructions and requests.
Follow-up on presidential instructions.

Participating in cabinet-level discussions on national security problems

© prior to meetings with the president.

VI. Supervising Presidential Correspondence with Leaders of Foreign Governments

A

® .’

Private communications with heads of major powers.

Supervision of exchange of correspondence with leaders of smaller powers.

VII. Assignments as Presidential Agent

A

E.

As a member of an interdepartmental negotiating team, e.g., trip to the

. Dominican Republie.

As a member of a presidential inspection group, e.g., trip to South Vietnam.

As a member of party accompanying the president on a foreign trip, e.g.,
European trip.

Confidential assignments involving meetings with private individuals.

Assignments involving meetings with Congressmen and Senators.

VIII. Papers for the President

A.

B.

r
,

Preparation of summary information memoranda recommending a
presidential meeting or outlining courses of action needing discussion.

Preparation of analytical memoranda on the policy recommendations of
Departments and Agencies requiring presidential decision.

Writing substantive contributions to draft presidential speeches.
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IX. Press, Radio and TV

A
B.

C.

Receiving U.S. and foreign correspondents for background interviews.

Assisting in substantive preparations for presidential press conferences
and presidential press statements.

Public appearances as an Administration spokesman on national security
policy. .

X. Direction of NSC Staff

A

B.

Presides over tri-weekly meetings of senior NSC staff officers for discussion
of current problems and planning of staff work.

Receives formal as well as oral reports from staff officers on problems which
may require presidential attention. To make these reports, senior officers
keep in close touch with officers at the assistant secretary level in the
Department of State, AID and the Department of Defense. Each senior
officer keeps up-to-date on all problems involving his geographic or
functional area.

Reviews and signs for transmittal to the president memoranda and

' recommendations prepared for him by senior staff officers.

Assigns to staff officers special pi'ojects which may arise out of a
presidential request for information on a specific situation.

XI1. Information and Intelligence for the President
A,
B.

Supervision of the White House Situation Room.

Selecting and monitoring materials for presidential reading.
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'EXECUTIVE OFFICE OF THE PRESIDENT

‘, - . L' NATIONAL SECURITY COUNCIL

WASHINGTON

June 26, 1961

MEMORANDUM FOR MR. BUNDY

SUBJECT: \/Adapting the National Security Council Organization to
Existing Needs

. Without altering the President's present methods of carrying out
his work in the international field, there is need to make the following
changes in the existing National Security Council machinery.

1. The National Security Council

v a. The Council will meet regularly, at least every other week,
with a formal agenda set as far in advance as possible.

. v b. The participants will be more-or-less the same as those
who have attended recent meetings. An effort will be made to
reduce the size of these meetings.

vV  c. The record of actions of the meeting will continue to be
a short, specific directive which assigns actions approved by the
President to the appropriate department and agency heads. There
will be no other NSC documents.

2. National Security Council Deputies

: _.The existing Thursday informal luncheon meeting would be converted
3 into a formal group and responsible for facilitating the making and carrying
-t out of Presidential decisions in the international field.

a. The membership will be generally the same as that of the
Council but the representatives of the departments and agencies
will be at the Under Secretary level, nominated by the departments

v but named by the President. The Director of AID should also be

; . 6/21/79
v:_ B. Zweiben.
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' : a full.participant-. Council advisers (the Directors of CIA and USIA,
and the Chairman of the Joint Chiefs) would sit with the Deputies or
name alternates.

Others would be invited to participate in the Deputies meetings
when problems of special concern to them were under consideration.
/For example, the Special Assistant to the President far Science
and Technology, the Chairman of Economic Advisers, and the Chair-
man of the Atomic Energy Commission.

b. The Deputies would be chaired by the Special Assistant for
National Security Affairs as the President's representative. Other
White House staff members would participate in the consideration of
papers of interest to them. For example, the Deputy Special Assistant

Vior Natim al Security Affairs and the Military Representative of the
President,

c. The functions of the Deputies would be as follows:
(1) Act as a steering group for the Council;
studies and National Intelligence Estimates to recommend

which should be presented to the Council and which
should serve as the basis for Presidential decisions.

‘ (2) |Review situation reports, status reports and planning

|

l . (3) Provide for the monitoring of follow-up actions taken
by the departments and agencies in response to Presi-

- dential decisions;

|

|

(4) Recommend to the President the creation of temporary
Ad Hoc Task Forces to meet urgent requirements for
governmental action in specific situations, including

approval of terms of reference of such groups; (see
below) ' :

(5).' Meet jointly each month with the Planning Group.
(See below)

3. Special Projects Group of the Deputies would be composed of the
Military Representative of the President as Chairman, the Special Assistant

‘ : : ' -2-
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for National Security Affairs, the State and Defense Department Deputies,
and the Director of Central Intelligence. This group would coordinate and"
supervise certain activities authorized by the National Security Council,

4. The Planning Group

The weekly informal planning luncheons would be continued under the
guidance of the Deputy Assistant for National Security Affairs. In general,
the Group's present operations would continue unchanged. Its papers and
suggestions would be closely related to, or provide the basis for policy
recommendations being prepared for the Deputies for Council discussion a.nd
Presidential decision.

5. Task Forces

Under the chairmanship of Assistant Secretaries, Task Forces would
operate in general as they now do. However, when their recommendations
have been considered by the President, they would disband or be converted
into Standing Groups.

All Task Force reports would be presented to the Deputies before being
considered by the Council. The Deputies would not approve the paper,
thereby committing their departments and agencies, but would decide that
the report and its recommendations were of sufficient importance to be
presented to the President, directly or through the NSC, and was in such
form as to facilitate the President's decision.

NSC/White House representatives would closely follow the implementa-
tion of Presidential decisions ma de following consideration of Task Force
reports.

6. Standing Groups

New interdepartmental groups would be created by the President on
the recommendation of the Deputies, Such groups would be directed by a
full time Chairman and be established on a continuing basis to deal with
major problems, i.e., Vietnam. The new name is used to distinguish
such groups from temporary Task Forces and to permit a different type
of organization and membership required by the continuing nature of a
major problem. The terms of reference of such groups would state what
reports should be made by the Standing Group.
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The above changes require Presidential support even though his
method of dealing with international affairs would be affected only
slightly, The parpose of the changes would be to help the departments
respond better to Presidential direction as well as to improve ways of

ensuring that Presidential decisions in the international field are carried
out in a consistent manner.

; ) . Bromley Smith
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| . THE WHITE HOUSE - WLRUUL .

Washington

March 17, 1953

Dear Mr. Cutler:

I am returning your letter to me dated March 16,
1953, with 1ts enclosed report of recommendations regarding the
National Security Council, I understand that in the preparae
tion of this report you have had the assistance of the Dire
ector and Staff of the Bureau of the Budget and of the Presi-
dent'!s Advisory Committee on Government Organization. .

I approve both your letter and the recommendations,
and direct that they be circulated promptly to the Council for
information_and guidance.

Please call the special attention of Council Members

to Part VI of the Report ("Planning Board of the Council").

L is my wish that you bring to me as soon as you conveniently
‘an the names of persons nominated by department and agency

eads as Members or Advisers of the Planning Board, who are

approved by you, so that I can decide on their appointments
and the Planning Beard can begin to function. I place great
emphasis on the selecticn of men of high calibre for these .
positions, able to devote plenty of time to their Planning
Board functions; for thereby the Council will be better able
to operate promptly and effectively.

You will submit the appropriate budget amendments for
FY 1954 to the Bureau of the Budget and take up with Mr. Steffan
the arrangement for necessary space in the Executive Offices

Building, capable of being made into a restricted security
area.

Sincerely yours,

/s/ Dwight D. Eisenhowef‘

Mr. Robert Cutler HEn| Enngg‘i

1 g N . 'i ':
‘he White House nal g ol | BT
. ous Ia m;.




‘ EXECUTIVE 'OFF'ICE OF THE PRESIDENT
NATIONAL SECURITY COUNCIL E K( } '7‘ .r
o WASHINGTON /’7 A & e

—~——-

March 17, 1953

m\‘\‘i\ﬁ’i‘;‘\'ﬁ’ A

MEMORANDUM FOR THE NATIONAL SECURITY CGUNCIL

SUBJECT: Rocommsndations Regarding the National
Security Council '

. At the diroction of the President his enclosed
iotter and its attachmonts consiating of & memorandum for the
Prosidont from Mr. Cutler and his report on the subject are
circulsted herowith for the informstion end guldance of the
National Security Council. Special attention is caslled to the
third paragreph of the President's letter, about which )

.Mr. Cutler will confer with Jou 1individually,

JAMES S. LAY, Jr.
Executive Socretary

ee: The Socretary ef tha Treasury '
The Acting Director of Defonte Mobilization
The Chsirman, Joint Chiefs ¢f Staff :
Tho Director of (Uentral Intelligence

The Diroctor, Dureau of the Budget . ;f U <;T
. : Py ‘/‘u

) . J.?“/, ”-'757

- ' : f()’ '

<2

a
v

-gee -
e

FIDENTIEL  oociensified Retessed on Moy 3 6,195
! L"-‘ nhf. By the National Security Coun=t1

' under provisions of £.0, 12008
w Sceads e W g
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Part II
Part III
Part Iv
Part v
Parf VI
Part VII
Part VIII
Part IX
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SEGRITY INFORMATE

s amme ww W AR

16 March 1953

REPOQRT OF RECOMMENDATIONS
RELATIVE TO THE ,
NATIONAL SECURITY COUNCIL

Statutory Functions of the Council
The Council Machinery

Membership in the Council

Council Meetings

Executive Officers of the Council
Planning Board of the Council

The NSC Staff

Estimated Council Budget

Summary of Principal Recommendations

ROBERT CUTLER
Special Assistant to the President
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SECURITY INFORMATION

‘ PART I. STATUTORY FUNCTIONS OF THE COUNCIL

o

1. The National Security Act of 1947 establishes:
(Title I) the National Security Council,* the Central Intel=-
ligence Agency, and the National_Securi%y Resources Board;
and (Title II) the National Military Establishment. The pre-
amble to the Aet declares "the intent of Congress to provide
a comprehensive program for the future security of the United
States; to provide for the establishment of integrated policies
and procedures for the departments, agencies, and functions of
the Government relating to the national security...."

2. Title I of the Act, titled "Coordination for
National Security," states the functions of the Council:

a. "to advise the President with respect to _
the integration of domestic, foreign, and military
policies relating to the national security so as
to enable the military services and the other

" departments and agencies of the Government to
cooperate more effectively in matters involving
the natiocnal security." )

b. to perform "such other functions as the
President may direct for the purpose of more
effectively coordinating the policiés and func-
tions of the departments and agencies of the
Government relating to the national security."

c. from time to time to '"make such recommen-
dations, and such other reports to the President
as it seems appropriate or as the President wmay
require.” '

Title I further states that "it shall, subject to the direction
of the President, be the duty of the Council:

a. to assess and appraise the objectives
commitments and risks of the United States in
relation to our actual and potential military
power, in the interest of national security,.
for the purpose of making recommendations to
the President in connection therewith; and

b. to consider policies on matters of common
interest to the departments and agencies of the
Government concerned withkthe national security,

*Since the 1949 amendment, the NSC has been a part
of the Executive Office of the President.
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' ' and to make recommendations to the President
in connection therewith,"

data to other nations, provided that the President makes a
determination based on a "written recommendation" of the
Council.

- Explicit or implicit ip the governing statute
are these basic concepts: ‘

a. NSC deals only with issues affecting the
national security;

b. NSC is advisory; by advice and recommendations
to the President, it aids hipm to resolve the execu-
tive will;

S. NSC seeks to integrate domestic, foreign, and
military policies S0 as to enable Government agencies
to cooperate more effectively in national security
matters;

. _ d. NsC acts, according to Presidential direction,

to coordinate more effectively policies and functions
of Government agencles relating to the national
security;

£. NSC is concerned with both our actual and our
- potential military power;

£. NSC is not limited to areas of agency agree-
ment; on its own initiative, NSC nay seek out areas -
of agency conflict or omission to act, so as to
present alternative op neéw courses of action for
executive deeision,

5. The Council 1is a mechanism to aig the President
in formulating national sécurity policy. In that area, it
should perform whatever functions the President thinks will
help him best, It is believed that a proper appreciation and:
application of the foregoing concepts will make the NSC operate
effectively. No revision of the statutory statement of func-
tions is required, : . '
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ART II, THE COUNCIL MACHINERY

The National Security Council now operates through
the following mechanisms:

‘1. The Council itself

a. Council Meetings

b. Special Committee on Atomic Energy -

- : Secretary of State, Chalrman
Secretary of Defense
Chairman, Atomic Energy Commission

¢. Special Committee on COMINT (Supervises USCIB)
Secretary of State, Chalrman
“Secretary of Defense
: Attorney General (on matters
[ affecting FBI)

d. Ad hoc Committees and Consultants

2. The Council Staff Organization

‘ a. The Senior Staff

b. The Permanent Staff

3. Advisory Committees appointed by the Council:
2. Interdepartmental Intelligence Conference -

Director, Federal Bureau of
Investigation; Chairman

Director .of Intelligence, U.S. Army

Director of Naval Intelligence

Director of Special Investigations,
U.S. Air Force

(NSC Representative on Internal
Security - adviser)

b. Interdepartmental Committee on Internal
Security -

Special Assistant to the Attorney
General, Chairman

Director, Office of Controls, State
Department '

-3 -  RESTRICTED
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Director, Continental U.S. Defense
Planning Group, Department of
Defense

Chief Coordinator, Treasury

- Enforcement Agencies , Treasury
Department

(NSC Representative on Internal
Security - adviser)

4. Joint Chiefs of Staff:
a. "principél military advisersﬁ to the NSC
5. The Central Intelligence Agency:
a. established "under" the Council
b. functions "under the direction of" the Council
C. intelligénce adviser to the Council
6. Psycholégical Strategy Board:
&. reports to the Council on its activities and
on its evaluation of the national psychological
operations, including implementation of approved

objectives, pclicies, and programs by the depart-
ments and agencies concerned.

-4 - RESTRICTED
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PART III, MEMBERSHIP IN THE COUNCIL

l. In order to make possible a genuine exchange of
ideas and foster free discussion, there should not, as a
general rule, be more than eight persons who have %he right
formally to participate as Council members. This number ine
cludes Statutory Members and standing-request and ad hoc
Participant Members; but does not include Advisers, Observers,
and the Special Assistant to the President for National
Securlty Affairs and N¥SC Staff Members.,

2. Statutory Members. An ideal statute would pro=-
vide that the Council should consist of the President, the Vice-
President, and such other Members as the President from time
to time might designate. However, in view of legislative
history and present circumstances, it may be practicable to
amend the statute only by (a) eliminating the provision re-
quiring Senate confirmation of persons additionally designated
by the President to the Council, (b) adding the Secretary of
the Treasury, (c¢) transferring %he Council membershiip of the
Chairman of %he Natlonal Security Resources Board (which Board
is to be merged into ODM) to the Director of Defense liobili-
zation, It will be desirable for the immediately eusuing
future that the functions of the Treadury, of Mutual Security,
and of Defense Mobilization be represented on the Council,
elther through Statutory Membership or standing-request
Participant Membership, Therefore, pending final decision as
to statutory change, this report does not distinguish between
Statutory and Permanent-Request Membership in stating those
who regularly attend Council Meetings as follows:

President Secretary of Defense
Vice President Director for Mutual Security*
Secretary of State Director of Defense i.0bilization

Secretary of the Treasury

3. Participant Members, In addition to Statutory

.Members, the President should be free to invite such other

officiais of Government to attend as Participant Members, as

hls convenlence and the agenda items at a particular Mee%ing

make desirable, Such invitations may be either on standing-
request or ad hoc basis, A standing-request Participant
Member attends all Meetings until the President otherwise

*The present title for the head of the Mutual Security function
is used in this report, It is understood that this title may
later be changed... .. - ; S - CeaT

e C o
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decides. An ad hoc Participant Member attends only such
Meeting, or part.of a Meeting, as he.may be specifically in-
vited to attend. ‘

%, Advisers, Observers, Staff, 1In addition to
Statutory and.Participant Mem ers, there will be in attendance
at each Council meeting the followling persons who do ot
formally participate as Council Members:

2. Advisers: Chairman, Joint Chiefs of Staff =
Director, Central Intelligence
Agency - _
Special Assistant to the President
for Cold war Planning

Observers: Such person or persons as the
President may desire to attend for
the purpose of observing, but not
participating, - like his Military
Liaison Officer, Observers are
not seated at the table,

c. Staff: Special Assistant to the President
Executive Secretary
Deputy Executive Secretary

5. 2. Civilians without departmental responsibili-
ties should not be invited to sit as Partigipant Members,

o
*

. In order to bring to the Council deliberations
a fresh, frequently-changing civilian point of view and to gain
public understanding of national security problems through the
use of civilians of stature, from time to time the President
should appoint an an ad hoc basis one or more Civilian Con-
sultants or small Civilian Committees as informal Advisers to
the Counecil. This mechanism should be so used that no public
impression arise that any persons or committees have been -
interposed between the President and his responsible Cabinet
Ministers., Therefore, as a general rule, a Civilian Consultant
should not formally participate in a Council Meeting and a
Civilian Committee should appear at a Council Meeting only
when its report is presented,

° . Examples of potential usefulness of Civilian
Consultants or Civilian Committees = .

(1) to consider and report to the Council on
some specific new proposal or some long=-range
general Project, after which its Teport would be
revieged by the departments and agencies con-
cerned,

-6 - RESTRICTED -
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(2) to review for the Council some proposal
developed and recommended by the Policy Planning
Board, :

PART IV, COUNCIL MEETIHGS

- 1. A regular Council Meeting time should be estab-
lished and maintained, except in emergency or when omitted:
such as Wednesdays from 10:30 a.m. until luncheon. Speciai
Council Meetings should be called by the Special Assistant at
the request of the President. ~

2. The agenda for a Council Meeting should be deter-
mined by the President, acting through the Special Assistant.
Selectivity and discre%ion nust be used in composing the
agenda. N

3. Each Statutory and Participant Member and each
Adviser should attend every Couneil Meeting in person. If
substitution is necessary, the identity of the substitute
should be cleared with the Special Assistant before the Meeting
. in sufficient time for Presidential consideration.

%, If the President is unable to attend a lieeting,
ne should designate to preside in his place (in priority):
The Vice-President; the Secretary of State. The Special
Assistant never presides. :

, 5. The President as Chairman should lead the dis-
cussion at Council Meetings. He should exercise that leader-
ship by asking for views around the table so as to bring out
conflicts and so as to create a sense of team participation
among those present in making the policy which they must later
carry out, The Presidential deecision may be announced at a
Meetling or upon further consideration of the recommendations
made to him at such Meeting.

6, Members of the Congress should not be asked to
attend meetings of the liational Security Couneil.

-9 RESTRICTED ™
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‘ PART V, EXECUTIVE OFFICERS OF THE COUNGIL
PART V. EXECUTIVE OFFICERS OF THE COUNCIL

l. The Special Assistant to the President for
ifational Security Affairs should be the principal executive
officer of the Nat_.onal Security Council and should serve as
Chairman of the Couneilts Planning Board, He should ot have
status as a Statutory or Participant Member or preside at
Council Meetings., He should be appointed by the President on
the White House Staff ang compensated at {;20,000 a year,

/

appointed by the President and compensated respectively at
$15,000 and $14,000 a year, Under the supervision of tle
Special Assistant, the Executive Secretary should be tie head
of the NSC Steff, act for the Special Assistant in his absence,
and advise and aid him in the Performance of his duties.

| 3« The principal duties of the Special Assistant
- should inelude: '

2., Determination of agenda for, and presentation
of material for discussion at, Council meetings,

5. Briefing the President during the afternoon
before each Council Meeting on matters covered by
| the agenda, assisted by the Executive Secretary,

¢. Determination of agenda and scheduling of
work for Planning Board meetings. :

d. Presiding at, and participating i, Planning
Board meetings,

£. Responsibility for the rate of floy of work
through the Planning Board, and the manner of Pre=-
sentation and quality of such work,

f. Appointment of ad hoe Staff groups aad ad hoc

Civilian or Civilian-Stafs committees,

£. Bringing to the attention of the President,
with recommendations for appropriate action, laek of
progress on the part of an agency in carrying out a
particular policy which has been assigned to it;

-8 - . RESTRICTED ~
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‘where 1t is not possible to expedite performance at
the Planning Board level,* :

h. Supervision, through the Executive Secretary,
of the work of the 1SC Staff (See Part VII).

*The Council is an advisory, not an operational,
body. It is not appropriate for its permanent Staff to follow-
up on policy performance, beyond the valid requirements now in
effect for periocdic progress reports and semi-annual status of
projects reports.

Once a policy is assigned among Cabinet members for
performance, each such Cabinet member is responsible to the
President for accomplishing his assignment, Because the
President himself has not the time to undertake the various
follow=-ups, the Special Assistant should bring to his attention
situations where progress is delayed, with recommendations for
action, The Special Assistant's function should be to inspect,
not to evaluate or direct, Upon recelving the Special Assis-
tant's report and recommendations, the President should decide
whether to put the matter on the Council agenda for ain ensuing
meetling, appoint an ad hoc Council Committee, appoint an ad hoc
Civilian Committee, or deal otherwise directiy or indirectly
with the problem.
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. PART VI, PLANNING BOARD OF THE COUNCIL

1. At present, the principal body for formulation
and transmission of policy recommendations to the Council
1s called the "Senior Staff". Composed of Members and Ad-
visers from departments and agencies concerned with national
security, it has these functions:

a. To anticipate and identify problems and
situations affecting the security objectives, com-
mitments, and risks of the United States, and
initiate action to provide the required analyses
and draft policy statements for the consideration .
of the Council.

b. To facilitate the formulation of policies,
during the process of drafting policy recommendations,
by marshaling the resources of the respective de-
partments and agencies; by identifying the possible
alternatives; by endeavoring to achleve acceptable
agreements; by discussing differences; by avoiding
undesirable compromises which conceal or gloss over
real differences; and by reducing differences to as
clearly defined and narrow an area as possible

. prior to reference to the Council,

_ 2. The name, "Senior Staff", should be changed to
Planning Board. This Board should have the same functions,
be strictly limited as to membership, and be composed of
persons from these offices:

| Members Special Assistant to the President

’ (Chairman) )
Department of State

| Department of t.e Treasury

| Department of Defense

' Director for Mutual Security

\ Office of Defense Mobilization

| Advisers Office of the Joint Chiefs of Staff
| ) Central Intelligence Agency '
| Psychological Strategy Board

Staff Executive Secretary
' Deputy Executive Secretary
Coordinator, Board Assistants

‘ cluded in any report sent up to the Council, in his
. own words, any disagreement on the part of his de-

|

- .

a. Each Adviser has the full right to have in-
| partment or agency with any part of such report.

| _

\

|
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b. Other departments and agencies may be asked
by the Board's Chairman to attend meetings of the
Board on an ad hog basis, in accordance with the
agenda to be ﬁaken up at a particular meeting.

3. ,The effective functioning of the Council is
directly related to the calibre of the Planning Board personnel
and to the amount of time which each Member or Adviser devotes
to hig Planning Board work, To that -end, a Member or Adviser
should:

2. be nominated by the head of the department
or agency to the President;

b. be appointed by the President, upon approval
by the Special Assistant; with the title of "Special
Assistant to the (Sscretary of State) for NSC = - '
Affairs";

¢. have as his principal responsibility, which
overrides all other duties and with which no other
duty can interfere, his work with the Board, includ-
ing preparation for and attendance at meetings, yet
at the same time continue to be sufficiently in the
stream of activity of his department or agency so
as to be capable of representing its views;

d. have direct access to and the person@gi v
confidence of the head of his department or agency;

e. have the authority of the head of his de-
partment or agency to utilize its resources to per-
form his Board functionj

£. have an unbreakable engagement to brief the
head of his department or agency before every Council
Meeting;

Z. have such Assistants as the size and demands
of his department or agency require;

h. have access to a study room at the NSC
offices.

, ‘4, The Planning Board is assisted in the drafting of
papers by the Assistants (4-g above), acting under a Coordi-
nator selected from the NSC Staff.

5. The Special Assistant, as Chairman, should pre-
side at Board Meetings. He should set the frame of reference
and analyze the problem at the outset, He should lead the
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discuséion in such manner as to bring out the most active
participation by all present and the most expeditious dis-
patch of business, '

6. In order for the Board properly to function,
each Board Member and Adviser should be prepared promptly to
state to the Board the views of his department or agency as
to a report being prepared in its final form for submission
to the Council. ’

7. Slnce each Board Member or Adviser must express
and stand by his honest views, those views, if substantial
conflicts cannot be fairly resolved, may never be suppressed
or compromised, but should be reported to the Council.

8. The traffic of ideas to the Board may be either
(a) from the Council downward for study and report back with
recommendations, or (b) from any department or agency, or
(¢) from any Member or Adviser of the Board. Good ideas may
germinate at any level. It ils importiant that the Board be
constantly made aware of the matters in which the Council is
interested and desires to have worked upon in priority. It
is also important that if an idea germinates other than in a
department or agency which 1is concerned with the general area,
such department cr agency should be consulted in establishing
the frame of reference. _

9. Papérs sent up from the Board to the Council
for action, if lornger than a few pages (which may well be
necessary for background material? should be preceded by a
summary or the specific recommendations (referring to numbered
paragraphs in the longer text).

PART VII, THE NSC STAFF

1., The NSC Staff will continue to perform the
following duties - ‘ :

2. Furnishing the secretariat for the Council,
including the preparation of the agenda, record of
actions and status of projects, reproducing and
distributing papers for the Council, and maintaining
the official Council files,

b. Acting as the official channel of communi-
cation for the Council, including notifying agencies
of assignments to carry out approved policies,

¢. Briefing the Vice-President before each
Council Meeting on matters covered by the agenda,
and providing him with such other staff assistance
on NSC matters as he may desire.

R e
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d. Matters related to personnel, pay and office
facilities.

'@. Preparation of the Budget.
£. The operations of the Reporting Unit.
2. The present NSC Staff consists of:

(a) Executive (7) Executive Secretary, Deputy
Executive Secretary, Administrative Offi-
cer, 3 secretaries, 1 chauffeur-messenger

(b) Internal Securitv (2) - Internal Security
Officer, 1 secretary

(¢) Registry (8) - Assistant to Executive
Secretary, Administrative Assistant, 6
secretarial-plerical

_ (d) Reporting Unit (3) - Assistant Executive
\ Secretary, 1 Assistant, 1 secretary

(e) Staff Assistants (3) - Coordinator of
Suaff Assistants, Research Assistant, 1
secretary '

This total perscniel (22) 1is fully engaged in carrying on
necessary staff work,

3. There has been too' great a time-lag between the
initiation of a project and action upon it by the Council. 4&s
of February 16, 1953 20 projects were before or on their way
up to the Council, after time-lapse as follows -

Number of Proijects . ° -+ :Pending Final Action
3 ' over 20 months
3 over 10 months
5 , over 4 months
1 ~over 2 months
8 less than 1 month

This time-lag can be reduced by a strengthened Planning Board,
by provision of a directing executive with ready access to the
President, and by adding three Special Staff personnel.

4, The NSC Staff should be strengthened by the

creation-of a small Speclal Staff to assist in performing,
among other, the following:duties -
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3. independent analysis and review of each .
Planning Board report before its submission to the
Council by -

(1) examination of all documents (such as
intelligence estimates, JCS papers, dvaluations
by theater commanders, etc,)referred to in the
report in order to verify the reference.

(2) examination of the report to determine
that it states the issues comprehensively and
clearly; that it develops the subject logically
and presents, as a standard procedure, the
alternative courses of action and the factors
which support and which oppose each alternative;
and that the coneclusions reached are meaningful
as operational guidances.

, (3). . amendment of the report, in conformity
with™ (1) and 2?, before final approval and
forwarding by the Planning Board. 1If the
reviewing function cannot be completed by a
deadline, the report should be forwarded marked
"tentative" and later be fully reviewed before
the subject is considered disposed of.

b. continuous examination of the fotality of
national security policies with a view to deter-
mining if gaps exist which should be filled and if
important issues or aniticipated developments are
sufficiently explored.

S. continuing integrated evaluation of the
capabilities of the free world versus the capabilities
of the Soviet and satellites, and estimates of the
situation, in order to bring such evaluations and

estimates before the Council.

" d. providing a chairman or member of, or ob-
seérver with, ad hoe civilian or civilian-staff com-
mittees, and assistance, in recruiting such committees,

€. keeping currently informed on the status of
all national security programs and seeing that re-
ports and pertinent information thereon are currently
available (thus incor orating the present functions
of the Reporting Unit?.

5S¢ a. Members of this Special Staff should be

®mployed (full or part-time) by the Executive
Secretary, subject to the approval of the Special
Assistant. The annual compensation, depending upon
age 'and experience, should be between $6,000 ana

$14,800. |
"I {BESTRICTED ™+ -
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. p. The ideal person for the Special Staff should
‘ have intellectual breadth and acuity, general experi-

ence, capacity for work, selflessness, tact and
abllity to work with others, rather than any
specialized knowledge in a particular field. It
will be desirable that one member of the Special
Staff have an experience background in scientific
problems. ) '

¢. The Deputy Executive Secretary should be a
member of and supervise the Special Staff, and bve
responsible for its assignments, work load, and
functioning. ‘

6. The Ihternal Security'Officer should be provided
with a Staff Assistant, because of his work load and responsi-
bility. .

7. The permanent Council Staff, upon carrying into
effect the above recommendations, weould consist of 28 persons:

(a) Executive (6) - Executive Secretary, Deputy
Executive Secretary, Administrative
Officer, 1 Administrative Assistant, 1
‘ secretary, 1 chauffeur-messenger

(b) Internal Security (3) - Internal Security
Officer, 1 Assistant, 1 secretary

(¢) Registry (8) - Assistant to the Executive
- Secretary, 1 Adminisirative Assistant,
6 secretarial-clerical

(d) Board Assistants (3) - Coordinator of Board
Assistants, Research Assistant, 1 secre-
tary

(e) Special Staff (8) - 3 Staff members, 2 Staff
Assistants, 1 Administrative Assistant,
2 secretaries

The above tabulation does not include the Special Assistant to
the President and his secretary, who are members of the White
House Staff,

. 8. There should be allocated in the Executive Offices
Building space sufficient to accommodate the personnel
described in this report, including the Special Assistant to the
President and his secretary. Such space should be so located
. as to be capable of being made a restricted gecurity area.
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PART VIII. EOTIMATED COUNCIL BUDGET-

Truman Revised
Budget Budget
Estimate Estimate

FY 1954 FY 1954 4 Increase

01 Personal Services . 150,500 202,000 F 51,500 *
02 Travel 500 5,000 4 4,500 *
O4 Communication Services ' 2,306 2 500 / 200
06 Printing and Reproduction 500 1,000 / 500
07 Other Contractuel Services 1,740 | 2;000 7 260
08 Supplies and Material 2,000 2,500 f 500
09 .Equipment 2 460 5,000 / 2.540

Total $160,000 $220 000 / $60,000

* Principal aedditicnal items: increase for Deputy Executive
Secretary - $800; increase for Internal Security Officer -
1200; provision of Assistant Internal Security Officer -
5940; provision for Special Staff of two high calibre Staff
Members - ($25 000), one Staff Assistant - $8350; and one
secretary - §3410; additional allowance for consultants' com-
pensatlon - $10,000 (meking $14,200 total); additionel allow-
ence for consultants' travel - $45OO (making $5000 total). -

Notes: (1) The above Revised Budget Estimate FY 1954 does not
include the following items to be included in the White House
Budget FY 1954: Special Assistant to the President for
Netional Security Affeirs ($20,000 - at present $15,000);
Secretary ($5,060 - at present, same).

(2) Recommendations for compensation increases will
become effective July 1, 1953. To the extent that other recom-
mendations can be implemented during the remainder of FY 1953,
funds therefor should bte made available from partlicipating
NSC agencies,
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PART IX. SUMMARY OF PRiNCIPAL RECOMMENDATIONS

1. ~ (Part I) The statutory statement of NSC functions is

satisfactory.

2. (Part IJ) As a general rule,
who participate in discussions sho

follows:

Statutory Members (
Participent Members

not more than elght persons

amended statute)
(standing-request)

1.
2.
3.
b4,
5

A
7

pa;tiglgant. ‘Mgmbers (ad hOC)too..on-oo-o

Advisars .

Observers. . . .,

- 17 -

10.

lll

12.
13.

uld attend Counecil Meetings.

Attendance at Council Meetings should be as

President

Vice President

Secretary of State

Secretary of
Treasury

Secretary of
Defense

Director for
Mutual Security

Director of Defense
Mobilization

(Such other Govern-
ment offlclals as
the President may
from time to time
invite, in ac-
cordance with his
convenience and
the agenda items)

Chairman, Joint
Chiefs of Staff

Director, Central
Intelligence
Agency

Speclal Assistant
to the President
for Cold War
Planning

Special Assistant
to the President
for National
Security Affairs

Executive Secretary

Deputy Executive
_Secretary '

(Such other persons
as the President
may invite to ob-
.serve but not to
participate)
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. 3. (Part III) Clvilians without departmental responsibili-
tiecs should not be invited to NSC Meetings as Particlpant
Members. Clvilian advice and counsel should be obtained
through the appointment of civilians, on an ad hoc Consultant
or Committee basis, as Advisers to the Council.

4, (Papt IV) Members of the Congress should not attend
NSC Meetings.

5. (Part IV) A regular Council Meeting time (Wednesdays,
10:20 a.m. - 12:30 p.m.) should be estahlished.

6. (Part IV) The President should designate to preside in
his place (in priority): the Vice-President, the Secretary of
- State. .

7. (Part IV) The President may announce his decision upon
& policy recommendation at & Meeting, or, upon further consider
ation, at any time after a Meeting.

8. (Part V) The Special Assistant to the President for
National Security Affairs should be the principal executive
offlcer of the Council; should preside &s Chairman at and
actively participate in meetings of the Council's Planning
, - Board; should be appointed on the White House S;aff by the
‘ President; and should be compensated at $20,000' a year.

9. (Part V)  Subject to the Special Assistant, the Executive
Secretary should head the NSC Staff; should act for the Special
Assistant in his absence; and should advise and aid the Special
Assistant in the performance of his duties. The Executive
Secretary should be appointed by the President and should be
compensated at $15,000 & year.

10, (Part V) The Deputy Executive Secretary should head the
NSC Special Staff; should be appointed by the President; and
should be compensated at $14,000 a year.

11. (Part V) During the afternoon before each Counclil Meet-
ing, the President should be briefed by the Special Assistant,
essisted by the Executive Secretary.

12. (Part V) .The Special Assistant should bring to the -
Presldent's attention, with recommendations for appropriate
action, lack of progress on the part of a department or agency
in carrying out a particular policy. .

- 18 - - RESTRICTED - .
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13. (Part VI) The principel body for the formulation and
transmission of policy-recommendations to the Council should
pe e Planning Board, with strictly limited membership. The
Board (now called the "Senior Staff") should be composed of
personnel from departments and agencles, as follows:

Members - 1. Special Assistant to the President
' (Cheirman) : :
. Department of State
Department of the Treasury
Department cf Defense
Director for Mutual Security
Office of Defense Mobilizatlon
Office of Joint Chiefs of Staff
Central Intelligence Agency
. Psychological Strategy Board
Staff. . . . . . 10. Exscutlve Secretary
11. Deputy Executive Secretary
12. Coordinator, Board Assistants
Ad hoc Members . . . Such other departments and agencles
~ as the Board Chairman may from
time to time invite, in accordence
vith agenda items.

*Advisers .

WO O3\ =W

* Fach Adviser has the right to have included 1in any repoft
'sent up to the Council any disagreement on the part of his
department or agency, expressed in his own words.

14. (Part VI) A Member or Adviser of the Planning Board must:

&. be nominated by the head of the department o
agency to the President; .

b. be appointed by the Presidant, upon approval by
the Special Assistant; with the title of "Special Assis-
tant to the (Secretary of State) for National Security
Affairs"; ' ‘

c. have as his principal respousibility, which
overrides all other duties and with which no other duty
can interfere, his work with the Board; yet at the same
time continue to be sufficlently in the stream of activity
of his department or agency so &as to be capable of repre-
senting its views;

d. have direct access to and the personal confidence
of the head of his department or agency; 4

e. have the suthority of the head of his department
or agency to utilize 1ts resources to perform his Board
function;

- 19 - * RESTRICTED *™

T,
| - o
S




. | . “ESTRICTED
SECURITY INFORMATION

L. have an unbreakable engagement to brief the head
of his department or agency before every Councll Meeting;

. have such Assistants &s the size and demands of
his department or agency require;

h. °~ have access to & study room at the NSC offices.

15. (Part VI) The Chairman of the Planning Board should lead
the dlscussion at Board Meetings in such manner as to bring out
the most active participation by all present and the most ex-
peditious dispatch of business.

16. (Part VI) Each Planning Board Member and Adviser should
be prepared premptly to state to the Board the views of his
department or agency as to any report being prepared in its
final form for submission to the Council.

17. (Part VII) The NSC Staff should be responsible for brief-

ing the Vice-President before each Council Mesting, and pro-
viding him with such other staff assistance on NSC matters as
he may desire.

18, (Part VII) The NSC Staff should be strengthened by the

creation of a small Speciel Staff, under the Deputy Executive
Secretary, to perform, in addition to the Reporting Unit
function, important functions not hitherto performed: (a)
independent analysis and review of Policy Planning Board
reports before submission to the Council; (b) continuous
examination of the totality of NSC policles to discover gaps,
insufficiencies, etc.; (c) continuing integrated evaluation of
free world versus Soviet-satellite capabilities; (d) service
on ad hoc committees; etc. To this Special Staff should be
added 2 high calibre Staff members, 1 Staff Assistant, and

2 secretaries.

19. (Part VII) The NSC Staff should be strengthened by adding
an Assistant for the Internal Security Officer. ’

20. (Part VIII) Approval of all recommendations contained in
this report will call for an increase for FY 1954 Budget, over
the Truman Estimate FY 1954 Budget, of $60,000 for the Council
and $5,000 for the White House. Additionmal funds required for
the balance of FY 1953 should te made available from participa-
ting N3Cragencies.
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Note:

The Truman documentation is not available in
NSC’s policy or institutional files.

Attached are excerpts from the James S. Lay
Study of June 30, 1960, on Truman’s NSC
Structure.




Juge 30, 1960

AN _ORGANTZATIONAL EISTCRY OF THE NATIONAL SECURITY COUNCIL®*

By James S. lay, Jr. and Robert E. Johnson
I. GCENERAL INTRODUCTION

In a little less than thirteen years the Natiocnmal Security
Council has been transformed from a brief statement of purposes in the
National Security Act of 1947 into a well-established part of the
governmental machinery. Two Presidents have endorsed, supported and

- fully utilized it. The organization and procedures of the Council have

been adjusted to meet the individual peeds and desires of each of the
Presidents who have presided over it as well as the requirements of a
changing world situstion. However, the Council mechanism bas also
evolved continucusly; each stage in its development has been built upon
the stage bdefore.

Even in advance of World War II there were individuels who sav
the need for improved means of correlating ocur foreign policy with owr
militery and econcmic capabilities. BHowever, it was the deficiencles
exposed by the pre-Pearl Harbor period of diplomatic end military meaneuver,
the hendling of wartime problems invelving relationships between foreign,
military and domestic policies, and the development of policies for the
postwar period that demoostrated to many individuals, in and ocut of govera-
ment, the need for better machinmery for relating our foreign and ocur mili-
tary policies. During the wertime period Ceneral George C. Morshall is
understood to have been an early advocate of improved top-level coordia-

ating mathinery.

¥ This history deals only with the unclassified organizaticn and pro-
cedures of the National Security Council. It does not include the
substance of papers or discussions on paticnal security matters within
the NSC organization because they are of a confidential pature invol- .
ving matters of Presidential privilege and because most of them must
xemain classified for security reasoms. Obviously, it would be in-
appropriate for this history to contain any individuel appraisal of the
many distinguished officials who have been associated with the BSC
organization. However, it should be recognized that the organization
and procedures described herein were largely governed by the require-
ments of the subject matter and of the individuals igvolved in the
work of the Council during the various stages of its history. In fact,
the purpose of the crganization and procedures on which this history
concentrates is to serve the officials of the Council in dealing with
the substantive problems and issues affecting the security of the United
States now and in the foreseeable future. ‘

\




The genesis of the Naticaal Security Council has, however, many
cources. Ope such source was U.S. wartime participation with the
British in combined committees, and more particularly, our experience
with the Combiped Chiefs of Staff. In these cormittees the U.S. par-
ticipants became familisr with Zritish development and use of cormit-
tees apd cormittee secretariats. In the course of their collaborationm
with the British, U.S. officials also decame familier with the Eritish
Coamittee of Imperial Defemse which had been estedblished in 1904 as a
means of assuring high-level coordinaticn of national security patiers.

U.S. officiels recognized thet any similar U.S. orgenizatioas
would have to be adapted to the requirements of the U.S. Presidentisl
system which are, of ccurse, in izportant respects different from those
of the British Parliamentary system. The experience of the United
States with the Combined Chiefs of Staff orgonizetion wos cpplied during
the war to the develcpment of the organizaticnal structure of the U.S.
Joint Chiefs of Staff, as well as to the development cf the staff and
sub-committee stiucture of the State-War-Navy Cocrdinsting Committee
(SWNCC), established late im 1944 to provide & more regular cheanel of
commpunicaticn between the State Depertment and the U.S8. militery on
politico-military matters.*

The "Committee of Three" which was established during Werld War IT
and subsequently abolished was, in a sense, one cf the gredecessors of
the Nationsl Security Council. This committee was ccmposed of the ‘
Secretaries of State, War and Navy and wvas designed tc facilitate con-
sultation emong these Presidential advisers ca politico-pilitary matters.

In the irmediste post-wer period mumercus individuals and groups
studied the problem and advocated some kind of high-level ccordinating
mechanism. Ope of the more ccmprehensive of these studies, and the
first one to suggest the nmame "Naticmal Security Coupcil®, was the
report prepered by Mr. Ferdinand Eberstadt for Secretary of the Nevy
Forrestol in September 1945 es o result of the controversy cver unifi-
cation of the armed services.** '

So memy differect individuals end organizetions comtributed to the
development of the comcept cnd the specific legisletive propesals re-
lating to the Natiomal Security Council that apalysis of this phese of
the Council's history could readily provide the besis for a separate
study., It is necessary in this short history of the Counecil, therefore,
to copcentrate essentislly upon develomments which began with the

¥ SwNCC was recomstituted o5 the State-Army-Navy-Air Force Ceordinating
Committee (SANACC) following the emd of the war. For discussion of
the relstionship of SANACC to the NSC see infrs, p, 17.

## Unifiecation of War and Navy Departments end Post-wer Orgenization
for Netiopel Security , Report to Hon. James Forrestal, Secretary of
Navy. (Committee on Navel Affairs, United Stetes Semete, 79ta

Congress, First sessiom), pp. 7-8, 55-




enactment of the Natiopel Security Act of 19LT. Even for the period
covered, this histcry does oot pretend to be ccmpletely comprenensive,
tut it does attempt to cover all major developments. :

The Natiopal Security Act, passed by & Republican Congress and
epproved by & Democratic President, is best kpown as the legislation
that provided for "unification” of the armed servicas. Eowaver, i%
vas the intent of Congress in pessing the act "to provide a ccmprensnsive
prograr for the future security of the United States'"# and Title I of
the Act provides coordinating mechanisms ip three other areas of natiozal
security activity -- i. e., the areas of nsticpal security policy; of
intelligence; and of military, industrial and civilian meobilization.

The Natiopal Security Council (NSC), the Central Intelligence Agency
(CIA) and the Natiomal Security Resources Board (NSRB) were created to
coordinate the variocus activities of the existing Executive departments
and agencies in these three fields.®#

The Act provided that the function of the Council should be to
"edvise the President with respect to the integration of domestic,
foreign, cnd military policies relating to the pational sacurity so as
to ensble the militery services and other departwents and egencies of
the govermment to cooperate more effectively in matters involving the
national security." It further steted that, subject to the directics
of the President, the Council should:

"e. . . assess and appraise the objectives, commitments,
and risks of the United States in relation to ocur actual and
potentiel military power, in the interest of natiozal security,
for the purpose of meking recommendations to the President in

connection therewith; and

. ™. . . consider policies cn matters of common interest to
the departments and egeancies of the Goverzment concerned with
the national security, aod . . . make reccmmendations %0 the
President in comnection therewith."

The Central Intelligence Agency, created by the same Act, was placed
under the Council.¥*#

¥ Naticoal Security Act of 1o4(, Secticn 2.

»» The Eberstadt report had also proposed crestion of a CIA and an NSRB.

wen Secticn 102(a). The relatiocnship is spelled out iz Secticn 102(d). A

. predecesscr organization, the Ceotral Intelligence Group (CIG), hed
been established on January 22, 1946 by Presidential Directive. CIG
was, in September 1947, therefore a functicnoing organizatica caod pro-
vided the organizational base upen which CIA wes built.The Presidentisl
Directive of 1946 also created the Netional Intelligence Authority(NIA)
(composed of the Secretaries of State, War, and Navy and o persomal
representative of the President) to seak to emsure that the fcreign
intelligence activities of the U.S. Govermment were "glenned,developed
and coordipated o as to essure the most effective acccmplishment cf

(Continued cn the next page)
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President, Secreteries cf Stste, Defemse, Army, Nevy acd Alr Force,
and the Cheirman, National Security Rescurces Board, but esuthorized
the President tc designate the Secreteries of executive departaents,
the Chairmar of the Muniticas Boerd and the Chairmen of the Research
and Development Boerd as Ccuncil members. The Act furiher stoted that
the President should preside cver Council meetings, but providsd thet,
in Lis absence, he rmight desigmete 2 member ¢f the Council tc preside
iz his place. Finelly, the Act provided fer the esteblishment of a
career staff headed dy a civilian Executive Secretary appoizted by

the President,

It 1s possible to idertify three distinct phases inm the Council's

evoluticn: (&) an initial phese (Septezber 194T-Junme 1950) during

N wvhich the Ccuncil was organized and established itself es a useful part
of the gcovermmental machizery; (b) a second phase (June 1950-Jaguary
1953) during which the Council was recrganized in the light of cpera-
ticnal experience and tc meet the greatly increased demands placed
upen 1t by the Koreen War; end (¢) a third phase (Japusry 1953 to date)
during which the Council mechanism was further strecgthened and ad-
Justed to the requirements cf a new President.

. . The Act specified thzt the Coumcil should be ccmpesed cf the
N

The igtelligerce missicn related to the netiomal security"”. The
Director of Central Intelligence,” who headed CIG, performed his re-
sponsibilities "under the direction and cortrcl" cf the NIA (11
Federal Register 1337-39, February 5, 1946). NIA was, in turn,closely
assccicted with the sc-called "Ccrmittee of Three' which had the same
membership as NIA (except that it did 2ot inelude e President’s repre-
sentative) but a broader rcle. Mr. Silney Scuers, who wes nazed as the
first Directcr cf Central Intelligence, w2s subsequently the first KSC

Executive Secretary.




I7. TE® INTTIAL PEASE (SEPTEMBER 1947-JUNE 1950)

_ Introduction

Those vho participated in the initial organizaticn and work of the Comn-
cil vers motivated by certain key principles. central to everything else was

~ their recogniticn of and exphasis upcn the Council's role as & polisy advisary

body to the President.

At the time the Council vas organized there were scme within the Executive
Branch vho fevored & scmewhat different emphasis. They did not deny that the
Council was fundamentally an advisory body to the President. But they believed
that vhen, in the absence of the President, there was comsensus vwithin the Com.
cil on a particular matter; vwhen the departments or agencies represented oo the
Council wvere able to carry out the decision rsached; and vhen that decisicn vas
within the scope of previcusly approved Presidsntial policies, it would not de
necessary to take the matter to the President for decision.

It vas decided, however, that the Council's role should be limited strict-
ly to advising the President. The advisory character of the Council vas the
principsl theme of & statement of the "Concept" of the Council spproved by the
President in July 15i48.# The cnly qualification placed upen this proposition
wves the recognition that, under the statuts, the Council members had csrtain
sorporate responsidilities for issuing genersl directives ccocerning the organ-
{zation and coordination of suchk foreign intelligence activities of the seversl
governmeat departuments and agencies as relate to the national security. Even
this is not truly an excepticn, for the President retains the ultimate power of
decisicn within the Executive Braneh.

Corollary to this emphasis upon the advisory character of the Council was
the acceptance of the principle that divergencies of viev as to naticmal secu-
rity policy should not de suppressed, btut should be claarly reflscted at each
stage in the development of a policy. This principle has been applied to the
Couneil's work throughout its history and regularly resulted in presentation
to the President of what have ccms t0 be known as "split" policy reccmmenda-
tions. .

Within the broad and basic concept as to the advisory character of the
Council, the officials responsidle for organizing the Council's work faced
certain immediste practical decisions as to what kinds of problems should bde
tackled first. The Council's functions, as stated in the statute, vere very
broad indsed. It was believed, however, that the Council could most quickly
establish itself as an organization of recognized usefulness to the President
end to the departments and agencies if, initially, instead of comceatratlng oo
scme of the broader, longer-range naticnal security protlems, {t wers to meke

i

* The immediate occasion for the preparation of the "“Concept" was an appear-
ance bty the Executive Secretary before a Hoover Cozmission Task Force.
Hewever, it wvas based upoz and codified similar statements that had deen
zade upeon earlier occasions. ‘
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{tgel? gvailable to the Council agencies for the development of policles o
desl with prodlems vhich vere of immediste, current concern %o those agencies
and which required Presidential decisica. TFioally, it wvas recognized that the
Council vas likely, wmder the siccumstances existing at thet time, o5 de zo2-
cernad in very sczsidsrable messure with prodlems inveolving foreign adleirs
and that, accordingly, the State Departzezt would play & majer Tole witkin
the organization.®

The Organization of the Commeil

The Neticzal Security Act of 1547 vas approved by the President oo
July 26, 1547. Mr. 3idbey Souers, tie Exscutive Sscretary Dssigmate, began
asgexmbling a szall permanent Council Staf? ia August.®™* The Council beld its
2irss oeeting cn the effective date of the Act, Fridsy, September 26, 1947,
Mr. Scuers vas svorz in as Exscutive Secretary just prior to the meeting, to-
gether vith the hesds of two other new agencies established by the fect, the
Director of Central Intelligence and the Chairman, Fationsl Security Resources
Board,

Certain btasic organizaticnal decisions wvers meds at the first meeting c?
the Council. It was decided that the permanent membership should be restricted
to those officisls specified by the fct and that attandance of other officials
vould be oznly vith the appreval of the presiding officer. The beads of other
sgencies vers regularly invited for items of intersst to thea, ¥ It wg
agreed that the Director of Central Intslligence should attsnd all Council
meetings &s an adviser and observer. It vas decided that no set scheduls of
meetings should be established, dut that zeetings should bBe erTanged as re-
quired. The Coumecil at this insugursl meeting also approved recamendsticns
of the Exscutive Secretary, dsveloped in comsultaticn with the participating
sgencies, vith respect to the functicns and compositicn of the KC Staff and
wvith respect to the initisl study assignment to the Staff. It was agreed that
CIA should {nitially furnish necessary administrative services to the NSO
(e. £., fiscal, personnel and supply services).

—% On this 1ast point ses Sidney W. Souers, "Policy Formulation and Faticral
Security”. The American Political Ssience Reviev Vol. XLIII, Fo. 2
(June 1949) P. 535. N

#% On the day the Coumcil held its first meeting the Council had, in additica
to the Exacutive Secretary, thres exployees, all detailed by participating
egencies. Ons of these vas the prssent txseutive Secretary, Mr. James S.
lay, Jr..

4 It would not be useful to list for the period 1546-50, or for subsequent
pericds covered in this history, &ll of the other officials who martici-
pated in Council meetings on an §d hog besis. However, it may be of in-
terest to note that the following participated cn this tasis during tbe
period Septamber 1947 to December 15i8: The Secretaries of Treasury,
Cozmerce and laber; the Attorney Genersl; the Eccnemic Coopermtiocs Ad-
ministrator and the Chairman, Civil Aercuautics Board.




Although President Truman presided at the first Couneil meeting and occa.
sicnal meetings theresfter, he did 3ot regularly sttend such meetings until thre
begizning of the Koresn tar.* The President's decision not to ettend Couwnail
peetings Vas besed upon his concern that the discussioz zight be terminated
prezaturely by too early en expression 2 his own views®# and upon his viev
that in this way he conld best preserve his full freedom of action with respect
to the policy reccmmendations of the Comnoeil, including any 2isseats trerets.

There vere three who argued that, in view of the statement in the statuie
that "The Seesctary of Defense shall be the principsl assistant to the Pres:.
deat iu tll matters relating to the natioczal security”,he should preside in the
President's absence.* Hovever, the President decided that the Secretary of
Stats, as the second ranking member of the Council as then comstituted, would
preside. This decision wvas also consistent vith the comcept that, under the
circumstances thez existing, the State Department wotld pley a major role in
the organizatian.

The Council's recommendations were brought to the President for his cone.
sideraticn following the meeting, ordinarily by the Exscutive Secretary vho
served, in effect, as an Administrative Assistant to ths President for nmationmal
security matters. The President wvas kept regularly informed of the status of
Council business through regular driefings by the Exscutive Secretary. The
Exscutive Secretary saw the President daily to drief him on the latest foreign
intelligence as wvell as on Council matters.®+* BEven though the President 4id
not regularly preside, Council zeetings were, from the begimming, held in the
Cabinet Rocm of The White House. ' _

During this periocd certain changes occurred in the initial arrangements
regarding meetings and Council participation. In May 1948 the Council agreed
that meetings should be regularly scheduled twice a month. However, a meeting
might be cancelled if there was no business to tramsact and special meetings
might be scheduled as required. These rules prevailed until the beginning of
the Korean War. Tvwo significant changes in membership occurred in the period.
In January 1949 the President directed that the Secretary of the Treasury at-
tend all Council msetings. On August 19, 1549, the President approved amend.
ments to the Naticnal Security Act which created the Department of Defense as

* President Trucan presided at twalve of the 57 Council meetings which weze
held during the pericd from September 26, 1947 through Jwme 23, 1950.
**  Sousrs, op, cit p. Sil. _

% Natiomal Security Act of 1947, Sectiocn 202 (o). In 1949 this section was
amended to provide that "The Secretary of Defense shall be the principal
assistant to the President in all matters relating to the Department of
Defense” .

et Uith the retirement of Admiral William H. Leahy, Chief of Staff to the
Fresident, oo March 26, 1549, the Exscutive Secretary assumed full re-
sponsibility for driefing the President daily on politico-military af-
fairs, a task he had previously performed in cooperaticn with Admiral

Le.hyo,
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az Executive Department and grestly streagthened the positicz of the Sesretasry
of Defease giving bim cleer primacy over tbe Service 3ecretaries.* Taese acend-
zents also eliminated the Service 3Secretaries Ircm the Couneil membersiip a=zd
sdded the Vies President. The same apendments made the Joint Chiefs of 3tal?

" military aivisers to the Council. The Chairman, JCS, thereafter attended all
souneil meetings. By Reorganizaticn Plan No. 4 of 1949, effective August 20,
1549, the Council vas placed in the Exscutive OZfice of the Fresident, thus
formalizing & de facto situation.** " '

A Council staff and ccmmittee structure to dsal with U. S. intesnmal se-
curity problens wvas developed as & result of Coumeil scticn initisted in 2April
1548, At that tize the Council employed Mr. J. Patrick Coyns, former Chlef of
the Intermal Security Divisicn of the FEI, as a consultant. Mr. Coyne, vho
vas rrcczmended to the Council by Mr. J. Edgar Hoover, Directer of the FEI,
wmder sock st the Council's request & survey of the problem of interzal security.
Eis z.por:, sutmitted to the Council in August, ccncluded that e more thorough-
1y ccordinated and integrated effort vas required in this f£1eld. To this end,
be proposel creation of a Special Assistant on Internal Security to the Ne-
tionc) Secusity Council who would de charged vith responsidility for making an
asses:ment and appraisal of the over-ell internal security progzam o & cChe
tinnisg besis and who would arrangs through interested agenciss for studies of
partisular internal security problems vith & view to developing agreed solu-
ticnr, to euch prodlems. In carrying cut this funmction this ipdividual wes to
vork i1ogeiv oo ¢ consultative, advisory and mutually cooperstive besis with
the ravresc:tativas of the interested Exscutive departments end agencies. The
Council adcpted {:e conclusions of this report, but deferred sction on the rece
cxmendatica with respect %o & Special Assistant. .

After further ccmsideration of the problem the NC in March 1549 approved
e directive estavlishing the already existent Interdepartmantal Intelligence
Confersnce (IIC) cs s committee of the NSC and creating & nev Interderartmental

¢

Cammittee on Inte:mal Security (ICIS).®+# Specific charters for the two

¥ Publi- Lav 210, Sist Congress.

#» The Comscil offices wers frem the beginning located in ths Executive Of-
£ics Puilding. There vers those who, at the tizms the Cotmcil vas getting
organized, favored locating Council offices in the Pentagen. In fact,
office space was provided for the Exscutive Secretary in the Pentagon,
but pever occupied. The decisicn to locate the Coumcil offices Ln the
Exscutive Office Building reflected a comscicus recognitiocn of the Com-
eil's rols as ¢ staff arm to the President.

wet At the time it vas established as 2 ccmmittes of the NSC, the IIT wvas madle
up of Director of the Federsl Buresu o Investigaticn, Departzent of Jus-
tice; the Director of the Intelligesnce Divisicn of the Army; the Director
of Naval Iotelligense; end the Director, Office of Specisl Investigations,
U. S. Air Force. The membership today is the same except that the title
of the Army representative is mov "Assistant Chief of Staff, G-2, Depart-
ment of the Army" and, of the Air Force >epresemtative, "Director of Spece
1al Investigations, the Inspector Genersl, Headguarters U. S. Alr Force'.
The ICIS vas, and comtinues to be, cczposed of representatives of the
Departments of State, Treasury, Justice and the Naticmal Military Estedb-
1istment (nov, the Departmeat of Defense).
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scomittess were gpproved gubsequeatly by the Council. The IIT was already
responsidles for the coordinstion of the investigation of all demesti:c espion-
ege, counter-espionage, sabotage, subversion and other relsted intelligence
matters affecting interpal security. The ICIS was made responsible for co-
ordination of all other intermal security matters.

The directive of Mareh 1540 slso crested an NSC Representative on In-
ternsl Security who, under the directicn of ths Executive Secretary, wvas ree
eponsidls for (a) assisting and advising the NSC in coordinating the astivi.

 ties of the IIC and the ICIS; (b) assisting and advising the IIC and the ICIS

in carrying out their responsibilities; (e) submitting to the IIC and the ICIS

questicns vhich, in his opinion, required their ccasideration; (d4) particimmt.

ing, as the representative of the NSC, as an observer and sdviser in all meet.

ings - of the IIC and the ICIS; (e) submitting for N3C consideration any probdlems
vhich could not be resclved by the IIC end the ICIS, ocutlining divergent solu-

tions proposed and making his own recamendation; and (£) reporting to the NSC

at least quarterly ca progress being made in the provisicn of adequets internal
security. It wvas specified, however, that he should have no power of instruce

ticn, direction or supervision over the IIC or the ICIS. Mr. Coyne vas dasig-

cated as the NSC Representative cn Internal Security.

Vhen, acting witkin its Presidentislly-approved charter, either of the
cammittees reached an sgreement on & perticular course of actiocn, that agres-
ment could be referred to the appropriate agency for implementaticn without
prior reference of the matter to the NSC. The NSC Representative ca Internal
Security scught to ensure that matters that did appear to require Council ac-
ticn were brought to the Council's attention. The Council was kept regularly
informed of the committees' activities throughk reports cn those activities.

Beginning with this initial pericd and thersafter throughout its histery,
the Council has from time to time established other standing ccumittees or sube
committees. Such standing committees occasicnally include members frem non-
Council agencies. EHowever, they have characteristically been created to deal
with scme particularly sensitive subject or with a subdbject of direct interest
to only a few of the agenciss that participate in the Council's work.*®

* It zay be useful here to compare the recommendaticns of the Commission om
Organization of the Executive Branch of the Goveinment (tbe "Eoover Commis-
sicn") regarding the NSC with the organizaticmal changes descrided above.
The Boover Ccmmissicn in 1949 reccmmended inter alia: (a) that the Presi-
dent be given authority to determine the membership of ths Coumeil; (b) that
better working level relationships be established between the JCS organiza-
ticn and the NSC and other agencies; (e) that internal security planning be
{mproved; (d) that CIA be improved and strengthened; and (e) that the Com-
cil ve placed formally within the President's Office. The 1949 statutery
changes helped ease scme of the immediate problems with respect to member-
ship by limiting the military establishment to a single Council representa-
tive. The statutory change with respect to the JCS relationship to the
Council eased, but did not ccmpletely solve, the prodlem referred to in
(v); furtber orgacizational changes effected in 1950 did, however, largely
golve this problem (infra, p. 22). The surveys of internal security and

(Continued cn ths next page)
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. 4zation of the Stal?

Tae O

A major considerstion in the {nitial crganizaticn of the Council's stal?
vas stated as followvs by the first Executive Secretary of the Commsil:

‘ "In organizing ths staff, an effor: has been made to steer s middls
course betveez two undesirsbtls extremss. 1L the perscznel wers eatirely
composed of perzapent Council ezployees, there wvould de o tendensy to
resch 'ivery tover' cemclusicms out of step vitd cpersticoal develop-
ments. On the other hand, if the perscunel vers solsly officers de-
tailed from the participating departments, unavoidabls turaover Bight
cause a loss of continuity. The staff, therefore, is a mixture of
these two types.'® '

That part of the staf? organization drswn frem the agencies that partici-
pete in the Council's work bas, throughout the Council's history, performed
tvo basic functiecns. Ouo the one hand, the individuals vho comprise this part
of the staff have bees individuslly responsidle for dringing the resources of
their respsctive departments and agencies to bear upen the Commcil's vork.

On the other hand, these irdividuals have, as & @OUP, prepared the papers
censidered by the Council. The permanent sareer staff of ths Cocuncil has pro-
vided certain central services and has been a source of independeat amalysis
of the subjects befors the Council and its sudbordinate {nterdspartzental staf?

o .
The Counecil Staff, as initially organized, had three principal componants:
(s) the 0ffice of the Exscutive Secretary; (b) s Secretarist vhich performed
suck nsual secretarist duties as sirculating papers, preparing sgenda and re-
cording Council acticms; and (c) & unit called "The Staff" vhich developed
studies and policy reccmmendaticns for Coumcil censidersticn. The offics of
the Exscutive Secretary and the Secretarist vere composed eptirely of perma-
| pest Council employees. "The 3taff", cm the other hand, initially ccasisted
| vholly of officisls detailed oz & full-time besis by the departments and agen-
cies represented on the Coumecil, though it vas assisted by permanent staff
' members. DBecauss, &s sarlier ncted, it vas anticipatad that the majority of
| problems deelt with by the Council wmdsr then-existing condisions would relate
prizmarily to foreign affairs, the State Department vas asked to provide an
' official to head this Staf?. This official vas called the "Coordinator of
the Staf?". In December, 1547, s permanent Council employes vas added 0
l "The Staff". Obtained by perzanent transfer froam State, he was designated
"Assistant to the Coordinmator'. Immedistely folloving the first Coumeil
mesting, full-time members of "The Staff" were designated by State, Army,

Totelligence activities (oo the latter see infrs, pp, 12- 13), vhich kad al- |
resdy been undertaken by the Council, together with the Council acticns |
flowing therefram, covered the matters mentioned is (¢) and (4). Place-

: ' mant of the NSC iz the Exscative Office of the President dealt with the

. recommendation referred to in (e).

* Souers, op cit, p. 537.




Nevy, Air Force and CIA. The Stete 3Stalf Member was net initially the same
1pdividual as the "Coordinstor'. The Secretary of Defease, who was ot at
this tims represented opn "The Staff", designated & Special Assistact to main-
tain lisiscn with the Executive Secretary. 3ecause it was 1:i3elf in procese
of ocrganization during this period, the NSRE did not designate a Stall memder

- until February 1948, Nop-members of the Council were represented at meetings

of "The Staff" on an ad hoc basis when subjects of ecncern to them were Leing
considered. Members of "Ihe Staff" vere generally of the rank of lieutenant
colopel or colomel (Navy: commander or captain) or equivalent Civil Servize
rank; the Coordinator wvas a senior Foreign Service Officer.

It might be moted here that the changes that have occurred during the
14fe of the Council in the terminology applied to the diffsrent parts of the
Council staff organization have been a source of scme confusion to those out-
side the organization. Thus initially, as indicated, the tarm "The Stafs"
vas applied to the principal interdepartmental ccmponeat of "The NSC Staff".#
Following the 1950 recrganization the interdepartmental components, the :
"Senior NSC Staff" and the "Staff Assistants", were formally still considered
a part, along vith the perzanment career staff, of "The NSC Staff". Howvever,
in practice it became customary to apply the latter term to tbe permanent
career staff only. This practice vas formalized st the time of the 1553
reorganization.

In November 1947 a fourth component was added to the Council staff struc-
ture. As a result of a meeting of the Four Secretaries (Defense, Army, Navy
and Air Force) attended by Mr. Souers, the chiefs of the plans and operations
divisions in the three military services were designated "Comsultants” to the
Executive Secretsry. The Secretary of State similarly agresd to designate the
Chief of the Policy Planning Staff as the State Consultant to Mr. Souers. A
Consultant wvas named by NSRB in Jume 1948, and the Director of Central Intel-
ligence performed this function for CIA. In additiocn, the Secretary of De-
fense designated the Director of the Joint Staff to advise the Executive Sece
retary. Although a number of important changes have been made in the Council
staff organization since 1947, the basic pattern of a two-level interzgeacy
staff organization, established in 1947, has persisted down to the present day.

Only relatively minor changes cccurred in this staff organizstion during
the period under review. In April 1945, after Mr. Louis Johnson became Secre-
tary of Defense, hs nmamed a Member for "The Staff? and formally designated the
Director of the Joint Staff as his NSC Consultant. The position of State Mem-
ber of "The Staff" and the position of the Coordinmator of "The Sta2t" were
cemdined in July 1949. After the National Security Act was amended in August
1549, the three members of "The Staff" from the military services wvere redes-
ignated "Advisers" and the representative of the Secretary of Defense becane
the sole member from the Defense Department. The Service Advisers continued,
Bowvever, to participate fully im the werk of "The Staff".

¥ Hereafter wben reference is made to this interdepartmental staff component
of the 1947-50 pericd, it will be identified as "The Staff" in quotation
zarks. ’
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St32? and Zcuncil Procedures

#

Scmething of the charscter of the problems with whiech ¢he Council was come
cerned during this pericd, es wall as during subsequent periods; zay be sug-
gessed by & drief descripticn of the four prinaipel categories of policy papers
considered by the Council. First azd most important are the tagic over-all
policy papers vhich cover a vide rsage of pationel security prodblems axd ceone

© ¢ais related political, eccmomic and military strategy. Second are the pejers

covering individual foreign countries or larger geogrephical megicns. A thixd
category might be called "functicmal” polisies. These cover such naticnal se-
curity policy matters as mobilizaticn, atomic emergy, Free Vorlid-3ino-Soviet
Bloe trads, and regulation and contrel of armaments. Organizational policiss
ccnstitute the final category. These include, among others, policies relating
to the Council's ovn organization, interzal security organizaticn and tke gen-
eral policy directives relating to tbe organization and coordinsticn of foereign
{ntsliigence activities vhich sre issued by the Council pursuant to the Naticmal
Security Act.

The Council at its first meeting, cn the reccmmendation of the Exscutive
Secretary, made the assessment of U. 3. cbjectives, coumitments e2d risks in
relaticn to actual and potential U. S. power s coatinuing, long-radgs study
assigoment of the NSC Staff. However, in ascordance vith the besic aprroach
descrided earlier, it vas decided very early that this assigoment should e
tackled initially through studies of certain critical aress of the vorld., I¢
vas egreed that theg¢s studiss should subsequently de incorporated i1 a3 over-
all sppraieal of U. S. objectives, commitments end risks.

During much of the pericd 1547-50, therefors, the great majority of tie
policies considered by the Comncil vers policies dsaling wvith particular for-
eign countries or larger geographical regicns which presented prodlems of
eritical significance at the time. Initially papers of this kind were focused
cn single (though major) prodbleas and in some cases provided quite detalled
policy guidance for dealing vith those problams. Papers desling vith & single
foreign country did pot attempt to desl with all aspects of U. S. relations

with ths country, but only vith certain key aspects. Bowever, as the months

and years passed the Council and its staff progressively tackled broader,
longer-range problsms and broadened the scope and coversge of comntry and
regicoal policy papers. The first paper ef e bread over-all character deeling
with the besic naticsal security problems facing the United States was adopted
by the Council in Fovember 15L8.

In this initial phase of the Coumcil's existence relatively fev policies
of the "functiczal" variety were acted uped by the Council. Eowever, because
the Council wes establishing many of its basic organizaticcal arrangements dur-
ing this pericd and vas also making recczmendaticns for crganizational change
in areas of goverzmmental activity related to the Council's work, organizaticoal
policies constituted an important proportion of the Council's dusiness. For
example, the Comncil began in December 1947 to discharge its resvonsidilities
under the National Security Act for issuing genersl pelicy directives ccocern-
ing the erganizaticn and coordination of suck foreign intelligence astivities
of the several departments and agencies &s relata to the national security.

In Jazuary 1548 the Council initisted & gsmeral survey of foreign intalligence
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activities. This survey was zmade Dy & group of comsultants from outside the
goverrmest end marks the first such use of cutside consultants by the Council.*
The recommendstions made by this survey group were subsequenily conms {dered i

the Couneil.

Scme recrientation was given to the work of the Council and "The Stal?”
vhen, on May U4, 1549, not long after the beginning of President Truman's sec-

. ond Administrstiocn, the Executive Secretary met with the Under Secretary of

Stats, the Chief of the Policy Plaaning Staff and other State Depariment of-
ficials to discuss the work of the Staff, and, in particular, the type of re-
ports that the Staff had teen preparing. On the basis of the conclusions
resched in that discussion, the Executive Secretary on May 26 issued imstruc-
tions to the Coordinator of "The 3taff" requssting "The Staff" (a) to conduet
a periodical review of all current naticnal security policies in order to de-
termine what revisicns were necessary; and (b) to undertake a program of stud-
ies on major policy problems vhich would appraise the paticmal security aspects
of those problems and anslyze alternstive courses of action open to the United
States, without, however, making policy reccmmendstions. These instructions
thus initiated two nmev types of staff activity--s general reviev of existing
policies, and the preparation of papers vhich discussed policy alternmatives
without reccmmending a particular policy.#* Both types of activity have been
& recurrent feature of Council business in ths pericd since 1549,

From the beginning, proposals for Council projects cculd and did origicate
in & variety of different vays. In the first year of the Council's operstienm,
for exzmple, State was the most important single socurce of the Council's agenda
subjects tut the Secrstary of Defense, the Arzmy and the Air Forcs together orig-
inated nearly ss many Council projects. In fact, a striking feature of the
Council's early activities was the leading role vhich the late Mr. Forrestal
played in initiating Couneil projects during the period that he was Secretary
of Defense. The NSC Staff, the State-Army-Navy-Air Forecs Coordinating Commit-
tee,*** CIA apnd Commerce vere other scurces of projecis during the first year.

Members of "The Staff", though assigned to the Coumncil on a full-time
tasis and physically located togethber in the NSC offices, alsc maintained
offices in, and regular contact with, their respective agencirs.  Meetings of
"The Staff" were conducted on an informal basis with the Coordimator serving
as chairman. The first step in the prepearstion of a paper vas a meeting of
"The Staff" to discuss the policy problem and to define the scope of the par-
ticular report. Although the principal participants in these Staff discussicns
wvere the members detalled by the agencies, certain members of the permanent:
career staff also participated. 'hile the latter did not make policy reccmmen-
dations, they di4 raise gquesticns, suggest additicnal issues, and often prepared
redrafts of papers on the basis of the Staff discussions.

% Cne of the members of this survey group vas Mr, Allea V. Dulles, the
present Director of Central Intelligzence.
## The review of policies was undertaken immedistely; the first Staff repert
analyzing policy altermatives was discussed in the Council in August 1949.
##% On the relationships between the Council and SANACC see infrs, p, 17.
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: . Tach Staf? member obtained the gtaff-level views of nis respective deprt-
ment or ageacy vith respect o the matter under reviev. These vievs vere some-
times submitted io writing. . After one Or OTE Sta?? dissusgions, in the couTse

‘: of vhich the sgenciss represested oo "The Staff" further clarified thelr views
' oo the subject, coe member of "The Staf?" was ordinarily requested to prerace
;o draft report. Io the usual case, the first draft of the report was prepared
vy the State Department member. As & variant of this procedure, utilized pare
© tienlarly iz the early dsys of the Compeil, the members of "Ths Stas?" were
requested to prepare 1ndividual agency contridtuticns which were scosequently
{integrated into & single report.

The usual policy paper prepered by "The Staf?" during this period comsis-
ted of three basic elements: (a) s very brief and quite genersl statszent of
the blem to vhich the paper vas addressed; (b) an apalysis of the problem;
ezd (c) conclusions. The anslysis normally imecluded such elements &8 & state-
ment of U. S. objectives, & statement of existing policies and commitments, an
estizate of the situation and possidle future developmants, and an anslysis of
the alternative courses of scticn open to the United States. Ths "Conclusions”
wvers the only section of the paper norzally scted upon by the Comneil. The
paper as & vhcls vas ordinarily very drief.

After seversl meetings of "The Staff” om s policy draft, 1t was semt %0
' the Consultants for cemcurrences. The Coasultants were got requested to otm-
" eur {2 & paper in all of its particulars, mtalytoindiaumuﬂmu
’ to whether the paper vas in such conditicn es to be suitable for Comncil ccm-
sidersticn. Although ordimarily theee concurrences vere obtained vithout 8
meeting of the Ceosultasnts, Deetings vere occasicsally called by the Exscutive
Secretary, perticularly vhes thare vas a difference of viev amcag the Censul-
tants. Foliowing such clearance, the paper, ineluding any continuing diver-
gences of viev, wvas sutmitted to the Coumeil for its consideraticn.®* The
vievs of the Joint Chiefs of Stefl vere obtained by the Secretary of Defense
on any papers baving military implications and were eirculated to the Comneil
prior to its consideraticn of the paper.

Ordizarily the policy pToposals acted upen vy the Council vere prepared
vy "The Staff”. In these csses vhere & Council member sutmit<ed & polisy pro-
posal directly to the neuneil for considerstion, it vas ustally referred; scaa-
times after preliminary Council discussiom, o "The Staff" for preparation of
s report and reccumsndations. Nonetheless, there vere & nmuber of instances
iz which the Council scted directly upcn & report submitted by one of its oed-
bers (geserslly the Secretary of State). Upen occasion the Secretary of Stats
sutmitted reports for the informatics, sather thag for the considsraticn, of
the Coumeil. Such reports, stating the current U. S. foreign policy positica
on scme stbject, vers often digcussed in Council meetings and vere occasicnally
concurred iz by the Council and the President.*®

*The first policy peper prepared vy "The Staf?" wvas sutmitted to the Coumncil

ip mid-October, 1947, snd censidered and sdopted in November. Sincs this
paper vas prepared before there vere Constltants, it went directly 0 the
Comnedil. '

#» Scusrs, op cit, p. 539.
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‘ Ope 0f the features of the latter rart of the periocd under reviev was ile
inereasing use by the Council of &d hoc commitiees to prepere reports Ior its:
considersticn. Such committees were generally, et least in Original mecber.
ghip, composed of higher-level agensy rerresentatives than was "The 3taff",
They often included representatives of agencies vhich were not regularly repre.
'sented oo "The Staff". Ad hoc commitiees were assigned responsibility for rez.

 cmmending pelicies on same of the more critical problems during the letter rart
of this period. '

The Council agenda from the start included s variety of different {jpes of
report. Some were sutmitted for consideration as the besis for policy recoumez-
daticns to the President. Others were subtmitted solely for Council informaticm
though, when scheduled on a Council agenda, they might provoke a Council discus-

- sicn. Scme reports vere specifically designed to serve as the tasis for Counz=il
discussion. Scme Council papers vere subtmitted by Council members, scme by "The
Staff", scme by non-members of the Council, and others by special ccxmittees or .
by consultants. In scme instances these vere regular periodic reports, in other
cases they were prepared in response to specific requsast or because of scme de-
velopment or anticipeted development. The agends &lso included both oral and
written reperts.

Certain regular reports vers & standing feature of the Council agendas.
Thus in the £irst year of the Council's existence a written current intelli-
‘ gence report vas regularly placed cn the sgends for the Council's informaticn.

Subsequently this report was submitted and scheduled monthly. Ia 1950 it wes
dropped sltogether as an agenda item. Instead, the Director of Central Intel-
ligence would from time to time in the course of Council discussicn call the
Council's attention to intelligence information which had & bearing on the
policy papers under consideratiom or vhich wes otherwise of interest to the
Council. Begianing in May 1948 a report prepared by the NSC Secretariat on
the current status of vork on Counsil and Staff projects 8lso became & regular
agenda item.

In the Council meeting, the Executive Secretary introduced esch subjlect on
the agenda, but generally did not attempt to summarize the ccntents of the re-
ports before the Council on the assumption that esch participeat had dore his
"homework" in advance. The presiding officer was scmetimes the first to comment
upon & policy paper; cm other occasions he called first upon the other Council
members for comment. A general discussion of the policy raper followed.

A decision was zade at the beginning of the Council's exigtence not to
prepare vritten minutes whick would reflect the Council discussion. It was
,  believed that to Ao so would have an undesirable inhibiting effect upon the
' Aiscussion. Therefore, throughout the Council's history, the only permsnent
official record that has been made i3 & record of the Council's action on the
various subjects it has considered. During the peried 1547-53, this record wvas
prepared by the Executive Secretary on the besis of his understanding of the
Py Council's actions, but was not normally circulated to the Council members for
cleazrance in advance of its submission to the Presidemt. Council members could,
of course, raise questions as to the Executive Secretary's interpretatica of
what had oceurred in the meeting, following circulation of the approved reccrd.
Such actiorn was seldom takenm, bowever. :
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It should be noted that ocecasicmally, vhez it 444 not appear Desessary o
nave & formal Comaeil discussicn of e Teport, the Comnecil acted upes it Ty memo.
randum appeoval. This practice, criginsting in the earliest months of the Comne-
si1's sctivity, scotizmues to the present though it is used infrequently.

A day or two after the Coumncil meeting the Exseutive Secretary ganitted
to the Presidsst the record of the Comncil's actiocns and the policy zapess as
azended and adopted by the Comneil, including axy reraining differences of
viev. BEes also sutmitted any Joint Chiefs of Staff vievs @ the paper. The
President actad upes the Couneil's rscommendaticas, deciding azny remaining
Aisferences of viev. The President approved ocmly the "Comclusicns” of the
policy paper; these became the patiomal security policy on tke subject.

Folloving the President's actico upcn them, the record of the Counszil's
acticns and the approved policy pspers were circulated to a1l Council partisi.
pants. Frea the deginning, vben the President appreved policy reccmzmendaticos
sutmitted to him by the Council, he directed that they de implemented "by &ll
appropriste Exscutive departzents and agencles of the U. 8. Covermment under
the coordimation” of the department or agency head vho had the pri=ary respon-
gibility for implsmentation of the policy {inpvolved. Iz most cases this wvas the
Secratary of State. The bead of & department or agency vhich bad been assigned
responsibility by the President for {mplementation of & Coumeil actica or for
the coordination of implementation of a policy paper Vas informed of his re-
sponsibility by individusl memorandua frem the Exgcutive Secretary. It was
the respensidility of the coordinating agency to potify all otber departments
aad agencies of the sctiocms for vhieh each vas responsidle in implsmentatica
of the paper, and to ensure that such sctions wers taken i{n s coordinated man-
ner. The coordinating agency vas also respensible for sasuring sprropriate
Aisseninstion of the policy, or extracts from it, ¢0 agencies of ths govern-
zent which wers not members of the NSC.

The Couneil im 1948 established an ad hoc ccmmittee to re-examine proced-
ures for the implementstion of matiozal security policies. That commities rec-
cxmended, and the Council in October 1548 approved, contimaticn of existing
procedures with the additicmal provisicn that tbe "coordinating sagency" would
sutelit progress reports at appropriste intervals vhich sumarized the implemen-
tation of the policy. These reports Were circnlated to the Counéil for its in-
sormation and schednled co the agends of s Cowuncil meeting. Thus an opportm-
1ty wvas provided for discussion &t the Council lsvel. of the implementatica of
approved policies. Progress reports vere quite brief (generally no more than
cne or tvo single-speced pages). They scmetimes reported on implementaticn oo
s paragraph-by-parsgraph besis but 4initially there vas no standard format. In
the esrly period they were scoetimes sumitted as frequently as svery month or
two, though four to six momths was the more usual <izs peried.

Subsequently the instructicns relating to the i=plementaticz of nsticmal
security policies vere amended 0 provide further that, if the coordinating '
agezcy and another participsting agency differsd as to interpretation of the
policy or as to methods of izplementaticn and vere unsble t0 resclve thelr
differences, the divergent vigws vould be summitted in writing through the
Executive Secretary to the Presideat for his decisicn.




The State-Army-Navy-Air Forse Coordimating Committee

In late 1544, as noted earlier, there had been established, by agreement
petween the Secretaries concerned, a State.Vir-Navy Coordinating Commitiee
(SWNCC). When the Air Force was established as & separate depsriment by the
National Security Act of 1947 it was added to the membership of the commitiee
and the committee was re-christened the 3State-Army-Nevy-Alr Forse Coordinating
Coammittee (SARACC). Although SANACC dsalt with s broed range of problems,
those relating to occupied areas constituted its most important single field
of activity.

Scon after the Council was organized SANACC began to subtmit policy papers
to it for its cocnsiderstion. These wers generslly referred to the Staff for
revisicn following preliminary Council comsiderstion. Occasionelly the Coun-
cil in tura requested SARACC to prepare a report for it. The Exscutive Secre-
tary of the Council maintained regular contact with the secretariat of SANACC
and received SANACC papers. In this way, duplication of effort was avoided.
However, it wvas evident that SANACC's functions closely parsllaled, if they
414 not indeed in many respects duplicate, the functions of the NSC Staff.*
An important difference (and cne of the resscns that SARACC was temporarily
continued) was the fact that, unlike the Council or its staff, it could,
through sction by its members, initiste implemsntaticn of its decisicnms,
provided, of course, that the subject vas within {ts terms of reference and
that Presidential consideration was not required.*®

An ad hoc committee of the Council was established in March 1948 to study
the relationship between SANACC and the Council. That ccamittae proposed ine
terim terms of reference for SARACC vhich the Council approved in August 1948,
Those terms of reference provided that SANACC's principal funeticns would bde
(a) to advise and assist the NSC, preparing reports and studies requested by
1t; and (b) to coordinate matters referred to SARACC by any of its members or
by the NSC. Thus SANACC wvas, in effect, recognized as being a part of ths
Council's staffing mechanism vhile at the same time it continued to perform
coordinating functions on matters vhich did not come before the Coumncil.

In accordance with the interim terms of reference, the Council made s
further review of SANACC six months after approvil of the terms of reference.
That reviev resulted in action by the Council to dissolve SARACC as of Jwme 30,

1949, - :

* The Eberstadt report had recommended that the NSC take over the functions
of SWRCC (op cit p. 7; see pp. 53-54 of that report for a brief descrip-
tion of SWNCC organization and sctivities). .

¥* In this respect SANACC was scmewhat similar in character to the intermal
security committees of the Council established in 1549 and to the Opera-
tions Coordinating Board egtablished in 1953.
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| Though by the time of the Eoree2 Wes the Coumcil was a well-established,

‘ functiczing organizatica, certein problems relating to the initial crzaz-

: {zational arrangemants began to become apparent. ittendance at the Ceuzeil

zeetings, criginelly coafined to t2e Council members themselves, gradually

i srosdened to imclude the Censultants axd other departzental advisers. This

" temded st times to have an inhibiting effect upen discussion and te result
iz undue reliance by Council members upcn departmental advisers during the
Council discussion. The absence of the President from the Council tabdle,
though it had been thought desirable for certain reasocns noted sarller,
tended to produce a less sharply focused discussicn than if the President
had been present, and acticn on impertant points st issue wvas soxstimes
deferred or vas taken later outside the Couneil. Though the Couneil dlscus-
sics vas subsequently summarized for the President by the Exscutive Secretary,
the President's absence from the meeting deprived him of the cpportumity
of hearing the Couneil members' direct expressicn of thelr own vievs, axd
of the cppertunity to ask questicns and to engage psrsczally im the inter-
change of views around the Council table. Council members, lacking an

- oppertunity to present their respective positicns directly to the President
in Council meetings, scustimes tock cccasicn to de so inmdividuslly following
the meeting., '

. Merecver, detalled members of "The Staff", working as a growp in the

NSC staff offices, tanded increasingly to be looked upcm as rfoareigrers®
by their respective agencies. On the othar hand, the Consultants, all of
whom had heavy departmental responsibilities, tended over time to give lass
and less attention to NSC matters. These tendenciss toward the isclatica
of "The Staff" members from their sgencies and toward the increased sbscrp-
tien of the Comsultants in agency work produced two additicmal resulis:

(a) the tendency of Council members to submit policy recommendatlicns
directly to the Coumcil, by-passing "The Staff¥; and (b) the tendency of
the Council to refer mazy problems to ad hog Council commitiess.

Experience had shown that direct referral of departuential papers %o
the Council, vithout joint staff work, led generally to delay. In the
dbsence of suck staff work which expcsed pertinent facts, viewpeints and
alternative policies and which clearly defined the issues in sivance of the
Council meeting, the Council gensrally found it necessary to refer such
papers tc "The Staff? cr to an ad hos commitiee for interdeparimental
staffing prier to finmal Council acticm.

A4 hog committees wers scmetimes & useful and occasicnally & nctably
successful device, but regular rsferral of problems to such ccmmittess often
alsc delayed werk unduly. Suchk delays were the results of such facters
as (a) the heavy departmsntal responsibilities of many of the members.of such
committees; (b) the difficulties such committees have in arranging meetings

C axd meeting deadlines (comtrasted with staff groups that have regular, fixed
meeting times and werk trograms); (c) the unfamilisrity of many of the Dembers
of suck groups with Council requirements as to substance, fermat and
procedurs; and (d) finally, and most important, the frequent inabllity
of such committees to relate their
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work on a particular policy problem to other pertinent ayproved naticnal’
security policies, Ad hoc committee members also tended to approach protienms

primarily as representatives of thelr respective agencies,

Another problem was the lack of a Joint Chiefs of Staff regresentative
c= "The Staff", This lack made it very difficult to anticipate and take
imto account probable JCS views on a subject under discussion in advance
ef receipt of their formal written views, Such views, which were sudmitted
only after staff work had been completed and the paper circulated to tae
‘Council for consideration, frequently required referral of the paper back
to "The Staff" for reconsideration. '

A final problem related to the chairmanship of the Council's major

interdepartmental staff groups. As noted earlier, the State Department
was from the beginning assigned a major role in the Council because of
State's leading role in foreign affairs and because of the expectation that
the Council's major concerns would be in the foreign affairs field. As an
application of this principle, a State representative had been made Coor-
dinator (chairman) of "The Staff", As the Council developed, the matters
which were of concern to it gradually broadened to include many problens
which did not relate solely or even primarily to fcareign affairs, though
many of these problems had important foreign affairs aspects, o. g.,
military, defense mobilization, imternal security and atomic ensrgy probleams.
This gradual development was accelerated by the beginning of hostilities
in Korea, which increased the importance and urgency of military and defense
. mobilization problems and the role of the military and defense mobilization

representatives in the Council organization. In other words, while the
majority of the policy papers with which the Council contimed to be
concerned were papers dealing with foreign affairs and while the State
Department comtirued to play the major role in the development of these
policy papers, the rumber of subjects invelving direct, major responsidbil.
ities of other departments and agencies increased and with it, ‘their role,
In these changed circumstances the dual role of the State Coordinator of
"The Staff", as an impartial chairman and as advocate of a State Depart-
ment position, became increasingly difflicult, Over time the feeling grew
that other departmemts and agencies would cocperate more effectively in
the work of the Council in matters directly affecting their oswn.responsi-
bilities if the major interdepartmental staff groups were chaired by some-
one without departmental ties. Finally, and of zreat importance, was the
recognition that the work of the interdepartmental staff group which
prepared reports for the NSC could be fully effective in serving the Council
only if the chairman of the group was personilly cognizant, through regular
contact with the President, of his desires and requirements regarding the
work of the Council.

Reorganization of the Council and the Staff

All of these problems had been under consideration for some time by
the Executive Secretary and others associated with the organization. They
were provided with an opportunity te do scmething about them in connection
with a general review of basic U. S, security policies in the wister and
spring of 1950 which produced, as an early by-product, a general recommen-
dation for a revised and strengthened staff organization. In response to
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‘ . : £ 41 17, 1959, submitted
‘ : s-ie wecormendation, the Executive SecretarT# o0 Apr , ,
: . kis proposals lcr ihe reconstitution and strengthening of the NSC Stals.
Ye mmemosed the creation of a senicr sta’f group composed ¢f one Iepree

tat! Council member, +with a military adviser -
|
|
|
!
|
i
i
l
:
:

i :
- entative designated by each _ .
] :eszzmted |-y Eﬁ: JoLat Chiefs of Stafs and an inmtelllgence adviser desig-
1 nated by the Directer of Central Intelligence. In additicn, other agency

i heads igvited by the President to participate in Council work might, wzen
appropriate, designate an ad hoc representative on this sta’?, The nembers
of this senitr staff group were to be individuals who could fully and
accurstely reflect the views of their principals and were o have such
departmental status and freedom from other duties as to psrmit them to
devote a large part of their time to Council work. The existing Staf?
members were to become assistants to the senior staff group so as to take
full advantage of their experience and background and to ease ths transitlen
to the new organization,

One cbjection that was scon raised to these proposals related to the
matter cf JCS representation. It was argued that it was impossidle for an
individual "adviser" to represent a cerperate bedy like the Joint Chiefs
of Staff in such a staff organization.

In May 1950 the whole problem was referred by the Council to & special

NSC committee, consisting of representatives of State, Defense, and NSRB,
for the preparation, in collaboration with the Executive Secretary, of
appropriate recommendations. However, the Korean hostillitles began before

. the committes was ready to submit its repert. Immediately following the
beginning of the Korean War, President Truman began presiding regularly at
all Council mestings except for occasional instances when he was umable %o
attend.»* In those instances the Secretary of State presided. At about
this same time the President dirscted that the Council meet regularly every
Thursday and that all important recommendations relating to national
security pollcy be coordinated through the Council and its stalf,

On July 19, 1550,ths President issued a dirsctive with respect to the
reorganization and strengthening of the Council and its staff, Once more
he emphasized that all major naticnal security policles sheuld be recommended
to him through the Council. He directed that Council attendauce be restricted
to the statutory members of the Council plus the Secretary of the Treasury,
the Chairman, JCS, the Directoer of Central Intelligence, Mr. VW. Averell '
Harriman (Special Assistant to.the President), Mr, Souers, and the Exscutive
Secretary, He further directed that participation of other officials be
only with his specific approval. He requested the Secretaries of State

#» Mr. Sousrs resigned as Executive Secretary effective Jamuary 15, 1950,
and was succeeded by Mr. Lay. Mr., Souers was appointed a Special
Consultant to the President and contimued to attend all Council mestings

until January 1953. :

. B mi— . — . ..

#% Presiient Truman presided at &2 (or £7%) of the 71 Council meetings
. held from June 28, 1950, through January 9, 1933.
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‘and Defense, the Chairman, ISRZ, the Secretary of the Treasury, the Joint
Criefs of Staff and the 2irecict of Central Inmtelligence each to nominate
a2 pember for a senior staff gTOUP. The President himself designazted the
nembers of the sericr staff group on the basis cf these nominations.

Finally, B8 named the Executive Secretary, NSC, chairman cf the senior
staff group.

, Members of the senior stasf group, or the "Seaior NSC Stafim as It
was soon called, were cuickly nominated and, at the Seniocr Stalf meetine
on August 11, 1950, they in turn designated their assistants. Shertly
thereafter Mr, Harriman also nominated a representative for the Senior
Staff. Mr, Marion W. Boggs, a member of the career NSC Staff and former
Assistant to the Coordinator of the Staff, was named Coordinater (i. e.,
chairman) of the Staff Assistants. He also served as ths exscutive :
secretary of the Senior Staff. The functions of these two interdepartmenta
staff groups continued to be those functions that the Council had assigned
"The Staff" at the first Council meeting ia 19L7. On August 10, 1959, the
. Council directed that the Senicr Staff assume responsibility for projects
formerly assigned to ad hoc comnittees of the Council.

These changes were directed toward sclving the probleas noted above.
The relationship between the changes in Council arrangements and tbe
problems noted earlier is obviocus and direct, The relationship between
the changes and the problems at the staff level needs some elaboratlon,
however. At the senior level the agency represemtatives on the Senior
Staff were drawn much more fully and actively into the work of the Council
than their predecessors, the Consultants. Whereas the Consultants had
played a largely passive role, the Senior Staff replaced "The Staff" as
the principal staff arm of the Council and absorbed the assignments of
existing ad hoc committees, The members of the Senior Staff were generally
of Assistant Secretary level or above and met as a group approximately
twice a week (sometimes more frequently) during the first year. Thus the
Council was provided contimous staff support by a high-level interdepart-
mental staff group.

Meaminile, the Staff Assistamts, unlike the members of "The Staff",
no longer spent almost full time in KSC offices, but instead maintained
offices only in their respective agencies where they could play a more
active role in the development of agency views on papers before the Senior
Staff and the Council. The Staff Assistants as a group, however, continued
to do much of the pick and shovel work of redrafting papers for the Senicr
Staff. Thus, while their semi-estrangement from tlieir agencies was erded,
they comtinued, as a group, to look at national security problems Irom mcre
than an agency perspective and to take, as did the Senior Staff and the
Council, a national poimt of view.

Another change of considerable significance was the arrangement
with respect to the chairmanship of the two major interdepartmental staff
groups. The April proposals of the Executive Secretary had made no
recommendations on this point. The selection by the President of the
Ixecutive Secretary as the Chairman of the Senior Staff provided the
principal staff body with a chairman who, as head of the permanemt }SC
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geass in the Exscutive 0ffice cf the President, was an efficial without
dema-tmental ties. Although he maimtained a neutral position as 0 pclicy
| recommendations, he participated actively in leading the discussien in an
| erfert to bring out all relevamt racts and viewpoimts and to explore &l
| | reasible alternative policies. Cf zreatest significance was tne fact taat
N , the Sxecutive Secretary, because of nis daily coatact with the President,
' was in & position to know or to ascertair the President's desires ané require=
. memts with respect to problems pefors the Senior Staff and the Council.
Selection of a member of the permanent Council stats as the chairman of the

Staff Assistants was a change of parallel significance.

The 1550 changes also improved considerably the relatiocnship detween
the Council and the Joint Chiefs of Staff at the staff level by placing a
JCS represemtative on both of the new imterdepartmental staff groups. Fipally,
the changes provided the Secretary of the Treasury who, as previously noted,
had been a regular Council participant since 19L9, with representation at
the staff level.

Subsequent Changes in the Council and Staff Qg;gg;zation

Two major changes in Council membership and staff participation occurred
during the period following the 1950 recrganizaticn. Iamsdiately after the
begianing of the Kcrean war, the Office of Defense Mobilization (ODM) was
created to coordinsate mobilization activities immediately conpscted with
the war, as contrasted with general long-rangse mobilization planning, ’
responsibility fer which contimed to reside in NSRB. In December 1950 the
President requested that ths Director of Defense Mobilization participate
in a1l Council meetings and in March 1951 the Director rominated a Senlor
Staf? Member. The Economic Cocperation Administration had participsted on
an ad hoc basis in Council activities at both the Council and staff levels
since T908. However, the foreign assistance organization began participating
in all Council activities in October 1951 when the Mutual Security Act of
1551# amended the National Security Act to make the Dirsctor for Mutual
Security (a newly crested office) a statutory member of the Council. He,
in turn, nominated a member for the Senior Staff.w»

In August 1951 the Bureau of the Budget designated an iudividual to
serve as its representative in a purely advisory rols at meetings of the
Sendor Staff and as its channel of communication with the Sericr Staff, This
representative did not sttend all Senior Staff meetlings. The Directer,
Bureau of the Budget, did not normally attend Council meetlings.

“w Mutual Security Act of 1951, Public Law’iés, 82nd Congress, Title V,
Section 5J1-(e)=(1) (effective October 19, 1951).

#% Since Mr. Harriman, who was designated Director for Mutual Security,
nad been attending Council meetings as a Presidential assistant and
‘ since he had a representative on the Senior Staff, the change in the
statute did not affect attendance at Council and Senicr Staff meetings
though it did change the status of Mr. Harriman and his Senlor Staff

representative.




In Avgust 1951 an sdditicnal function was assigned to the permanent

_career staff of the Council. The President at that time, in commection

with his action cn a repert relating to the status of cwrrent naticnal
security programs, directed the Exscutive Secretary to create, as a part
of the KSC Staf?, & small reperting unit to work with the responsible
departments end agencies to ensure that reperts on the status of suca
prograns were made available promptly to the Coumcil or to tae Presilext.
Initially two members cf the ISC Staff wers assigned to this fumction,
They concentrated primarily upon the developmesnt and improvement, iz
cooperaticn with the agenciss concerned, of regulsr semi-annual (later
annual) status reperts to the Council. These reports bave regularly
covered the military, mutual security, atomic energy, civil defense,
mobilization, foreign information (now USIA), foreign intelligence, and
U. S. internal security programs.* Aftar the basic job of crganizing
this work had been dcne, the unit required only the part-tims services of
ons individual, A4Apart from this addition and the designation of the
Cocrdinator of Staff Assistants from the membership of the permanent
career staff of the Council, the career staff was not besically changed
as to function or organization during this pericd, Hewever, members

of the permanent career staff assisted the Executive Secretary in his
roles as Chairman of the Senior Staff and as an assistant to the President
for NSC matiers by such means as suggesting questicms with respect to
papers befors the Senior Staff, redrafting papers to reflect Senicr Staff
discussicn, and suggesting deficiencies in existing policy coverags.

Senior Staff and Coungll Procedurag

During the last half of 1950 and the first balf of 1951 the Seaicr Staff

and Council were very active, largely on policy matters relating to Korea

and other problems arising ocut of the generally tense intarnaticnal situaticn,

Questions relating to the strengthening of major national security programs
occupied a significant proportion of the times of the Senicr Staff and the
Council during this periocd. As has been indicated, the Sezaicr Staff met
approximately twice a week and sometimes mst wmors frequantly during the
first few months of its existencs, Tha Council was meeting an.average of
three times a month,

The latter part of 1951 and all of 1952 were characterized by a
resumption of a regular pattern of Council business. The Senior Staff
revieved existing policies and prepared policies on new subjects in
response to changes in the situation or anticipated devalopments., It
met on an average of sbout once a week,** Though a weekly HSC meeting
continued to be schedulsd, the schsduled mestings weroe sometimss cancelled
and the Council met an average of somewhat lsss than twice a month during
this pericd.

* Recently a report on thes Naticnal Aerocnsutics ard Space Adminigtration
programs has been added.

%* Tn addition, as indicated below, Senior Staff steering committees were
meeting during thls pericd.
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Alse dw the pericd 1950-51, as a result of Congressicnal passage
of the "Cmo:n‘ Amsndment? on September 27, 1950, and the "Ken Amsnd=ant”
waich superseded it on June 2, 1951,* the Council was given new statutory
responsibilities of a rather uwnprecedented character, In essence, the
Cannon smendment provided that, during aay pericd in which the armed
corces of the United States wers engaged i actilve bostilitles carTying
out a decision of the Security Coumcil of the United Hatloms, no
financial or econcmic assistance (other thas military assistance)
could be provided to a foreign country whose trade with Sino-Soviet
Bloe couptries was found by the NSC to be contrary to U. S, security
{nterests. This legislaticn did pot —=equire reperts to Congress. The
Een imendment spelled cut in scmewh: ce dotall vhat kinds of com-
modities fell under the trade prosc .on axd required the Secretary
of Defense to prepers & specific list of such commodities. It required
cortifications by the countries receiving U, S, assistance that tkey
had not besn engaging iz such trade, but provided that exceptions could
be made to thess requirements upen officisl determinaticn by the KSC .
that such an excepticn was in the security interesta of the United States.
The Council was required to repert any such excepticn, with the rsascns
therefore, immedliately to the ippropriaticns and Armed Services Coumittees
of the Semate azd House of Representatives, to the Committes on Forelgn
Relaticns of the Sepate and to the Committee cn Fereign Affairs of the
House. The Council was also required to make a quarterly revievw of such
determinaticns and to report the results of its reviev to these comittees.
Finally, the Kem Amerndment specified that each of these repcris should
contaln an analysis of the trade with the Sino-Soviet Bloe of the countries

covered by the reperts,

A Special Council Committes on East-West Trade undertock ibe
required Steff work.®* The Council made an initisl over-ell detarnina-
ticn under the Carnnon imendment in December 1550 but directed its
Special Committee to make s comtimuing review and reccumezdaticns as
required, The Council approved its seccnd (and last) detarminaticn
under the Cenncn amerdment in February 1951 and directed the Special
Committee to cocntinue its review., Twenty determinations affecting
thirty-six countries wers prepared by the Special Committee under the
Kam Amsndment and submitted through the Senicr Staff to the Coumell
vhich approved them, transmitted them to the speciflied Congressicnal
coumittees and relessed them publicly,®** The Committee als> prepared,
and ths Council approved, a final Teport and review of its determinaticms.
The legislative requirement for such Council determinations was eliminated
vhen the Kem Amerdment was superseded by the Mutual Defense iassistance

* Secticn 1304, Public Law 843, 8lst Congress, September 27, 195C, ax
Secticn 1302, Public law 45, 82nd Congress, June 2, 1951,

*# Mambership of this committes comsisted of representatives of Stata,
Treasury, Defense, Commerce, NSRB, O, EC4, JCS, CIi, Zxport-Impert
Bank, apd Mr, Harriman's office. .

*#% 4 number of additicnal countries provided ths requised certificaticas.
thus obviating the need for Council determinaticms to cover them.
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Control et (the MBattls Act") on October 26, 1951.* Following the 1950

recrganization the State Department ccntinued to se the source of first
drafts of foreign country and regicnal policy papers which continued to
constitute a major share of the Council's business. &s in the past, other
departments wers the source of & first draft where the subject fell
primarily within their ares of respensibility and sometimes drafts were
prepared in the Staff issistants or in the Senior Staff on the basis of
contributions from several agencies. After a preliminary discussion in
the Sezicr Staff, a draft policy paper was crdimarily referred to the
Staff Assistants for redrafting in the light of the discussicn. The
Staff Assistants' redraft was circulated to the Senicr Staff for further
censideraticn. This process was sometimes repeated cme or mors times
befors the paper was submitted to the Council., %hen the nature of 2
problem and the timing of action so dictated, the Senicr Staff's work oo
& paper could, of course, be considerably speeded up. Dwring the discus-
sicn of a draft policy paper in the Senlor Staff, azy Senier Staff member
could suggest new idsas or alternative policies. The many ldess and
pelicy alternatives generated by this process of interchange in ths Sezicr
Staff frequently provided the basis either for agreed or for "split®
policy recommendaticns to the Couneil,

Toward the end of this periocd an increasing amount of the preliminary
preparation of papers was dome in stesring committees of restricted asmber-
ship from the Senmior Staff and Board Assistants pricr to consideration bty
the full membership of these groups. A principal cbjective of this arrange-
ment was to permit greater frankness of interchange ocn sensitive subjects

. ameng the representatives of those agencies which had the most direct

concern with the particular subject matter.

In September 1950, shertly after the Council reorganizaticn, the
Senicr Staff agreed to & new format for Couneil policy papers. What had
formerly appeared at the end of the paper as "Conclusicns® was now placed
at the front of the paper as a draft "Statement of Policy®. This State-
ment of Policy contained the Council's policy advice to the President and
was the only part of the paper that the Council adcpted and the President
subsequently approved, The Statement of Pollcy was followed bLy.an "NSC
Staff Study" which normally imcluded four major secticns: (a) a state-
ment of the problem; (b) an analysis, which usually included such
elements as a statement of approved policies and octher relevant facts
bearing cn the problem, an assessment and appraisal of U. S, objectives,
comitments and risks in relation to actual and potential U, S, military
power, an estimate of the situatich and probable futurs developments,
and other mcre particular factors bearing on the problem; (¢) an enuvera-
ticn and analysis of alternative courses of actiom; and (d) comelusioms,
During this period the f{ormat of the Statemsnt of Policy went through
a further evolution. By the end of the peried it typlcally included
three elsments: (&) gensral considerations which consisted essentially
of a summary statement of the elements contained in the analysis section

* Public Law 213, 82nd Congress.
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of the staff stuly; (b) & statement of TU. S. objectives; axd (¢) courses -
of acticm. '

With staff work cotmleted, the paper Was cireulated to the Cowmeil
in advance of the Council meeting. The Joint Chiefs of 3taff exdimarily’
., submitted their views cn the paper 1o advance of the meeting and thess
! too wers usually cireulated, Zach Senicr Staff mamber vas respansibls
for brisfing his principal in advance of the meeting cn the subjects
pefcTe the Council; the Executive Secretary sinilgrly briefed iDe President.
The Council's agexds, which was determined by the President in cocnsulta-
ticn vith the Executive Secretary, ccntimusd to imclude a variely of
different kinds of reperts and presentaticns. In the Counclil meeting the
Exscutive Secrstary, as Chalrman of the Senior Staff, presested thse Senicr
Staff's papers, Other procedures Temained basically unchanged, Though
_the President movw presided st Council meetings, he contizued to reserve
his ovn decisien on Council policy reccumendaticns until after the Cowmell
zeeting vhen those recommendations were presented to bin by the Exscutive
Secretary for approval togethber with the recerd of the Council's actioms.

When the Presidezt spproved a policy Teccumended to him by the Counecil;
. he continued to designate the departuent or agency vhich hsd primary
' respensibllity for acticn to coordinate its implementaticn. During this
pericd be scmetimes designated two agencles, (g.g., State axd Defense) &s
‘ joint cocrdinatcrs, The cocrdinating agency continued to submit progress
reports; in the case of policies uxder joint coordinaticn these were joint
repcrts. Toward the end of the 1950-52 pericd, progress repoTts were
often submitted lass frequently than every six moptibs,

The format for progress Teports, as it had developed this time
in the Coupcil’s histery, contained two basic slsments: (a) & sumery
of impertant U, S. acticns to implement the policy, amd izportant
developments which had faverably or unfaverably affected the policy or
its izplepentaticn; and (b) & brief assessment of the effectiveness,
adequacy and timeliness of ths policy axd its implementaticn. Progress
reperts did not propose specific changes in pelicy, but indicated the
respects, if any, ia which the policy vas insdequate amd nerded.reviev. 4
If the Council recczmended, on the basis of the informaticn in s progress .
report, that a policy be reviewed exd if the President approved that reccd-
mendation, the review itself was undertaken by the Senicr Staff, ' '

The Psvchelogical Stratecy Boand

Toe Council had, virtually since its incepilcn, Te ly considered
problems relsting to the organizaticn of psychological (inmcluding foreign ..
informsticn) activities. 4is a result of cme such discussicn in Japuary 1951
the President requested Mr. Scuers, his Special Ccnsultant, and the Buresu

) } of the Budget to make a further study end reccumendaticms, Based upen
} this study the President in the Spring of 1951 issusd a directive
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establishing the Psychclogi'cai- Strategy Board (PSB ).* With a2 basic

msmbership of the Under gecretary of State, the Deputy Secretery:cf

axd the Director of Central.

Dafense

Intelligence axd with a fulliize

Director and staff, the PSB was respensible for the nformulation 232

vas established cutside the NSC structure, the Board .
.report to the Council "em its activities and on its eveluation of tae

‘naticnal psychological operations ineluding implementation of approved -

of over-

': peozuigaticn, as guidance to the departments and agencies responsible

; for psych'ological'opera.tiou, A
objectives, pclicles and programs, ‘apd for the coocrdimaticn and

all national psychological

although the PSB
was directed %0

objectives, policles, and programs by the departuments amd agencies con=

carned?.

: The Director of the PSB was laovited 0 attend Council meetings
' ‘as an- Observer and was represented by an Adviser oo the Senlor Staff /**.

* White House Prass Relsase,
#* Mr, Gordon Gray was cne of the
meetings as an Cbserver and Mr.

served as PSB Adviser to the Senior Staff.

June' 20, 1951.

Directors of PSB who attended Coumeil
‘Robert Cutler was one of thosa who -
Both of these individuals.

wers later to serve as Special Lssistants to the President for

Naticpal Security Affairs.



