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MEMORAHDUMPOR PRBSII>BN'l' KENNED'lAND VICB PRESIJltNT JOHNSOH1 

1'hia -orandua ia aubllitted 1n OGIIPlianM•1th Jour requeat 
tor~ 8\lggeationa tor enhano1ns our oapabllltJ tor oonduot1ng 11111ted 
war. These view• are preaented with full awaren••• that tbe7 are tho•• 
ot a o1v111an without prote ■ a1onal ooapetenoe 1n 111111tar, etrategy o~ 
taot1oa. 

The expreaa1on "llll1ted war" could reter to either the geogra­
phic area ot the operation or the .. apona eapl07ed, or both. 'l'hia 
memorandum relate• to a poea1ble oontllot ut111a1ng oonveat1onal 
weapon■ in a reatrioted area, • a •1•11' oalled a "bruah•tire" war. 

It 1a u.niteatq 1apoaa1ble and econoad.oall7 undea1rable tor 
ua to undertake to uioh tbe 8cw1et bloc 1n the maaerioal atrength ot 
ground toroea. Granted th1a illbalanoe in nuabera, it 1• exoeedins·lJ' 
d1tt1oult to be finite about tbe nu■ber ot d1v1a1ona we ahould ll&intain 
on aotive dutJ to deal with -rc•noJ aituationa. The three STRAC 
d1v1a1ona within the United Stat•• oon.atitute our on~ Affq force 
1-.diatelJ available tor deplo,ant, uoept tor the poaaible redeploy­
ment ot the tive d1v1a1ona 1n ClelWU'IJ,the two in Korea or the one in 
Hawaii. 

When'11• Jlar1ne Corpe waa reduoed troa 200,000 to 175,000 men, 
two battalion lan41ng te ... were inactivated within eaoh ot the three 
Marine Corp■ d1Yia1ona. Althouah there baa been a partial reatorat1on,
the Narine Corp• needa about 15,000 men above the 3,000 lnoreaae alreaclJ 
reo0111ended b7 the Preaident to bring ita unit ■ up to full Table ot 
Organ1aat1on ■tre111th. 

It a oonventional•tJJMt coabat in &IQ' toreaeeable trouble apot
should require the ooamitunt ot a aubatantial part ot the•• units,
additional sroun4 torcea, trained and equipped tor 1-diate deplOJ­
ment, are b1&hl~ cteairable not onq to aaaure v1e,e17., but to retain 
our poature ot readin••• and tlexib1llt7. 

Weknow all too well the t1u required to create and train 
an, additional o011bat•N&Q d1Yi ■1ona to replace the deplo,ed S'l'RAC 
or Narine d1via1ona. 

for the t1ret ti• in our h1ato17, praotioalq allot the 
personnel ot the National Guard unit• have had tbe benetit ot the aix 
■ontha baaio trainil!I with Anq units. Thia trained peraonnel 1a now 
1n 21 Infantry arMI6 Armored 41v1a1ona otthe National Guard 1n var,1ng 
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degree• otr d1n•••• S o ~o have been oonduoting unit 
training and are quit• P-.--.- l ringing adcl1t1onal Ar,q
d1v1a1on• to a atat• ot a t n aa, t would •••m that the moat 
praot1oal and eoonoaaioal Mthod ot ll&king available a reaq reaerve 
would be to aobillae aOM ot the Hat1onal Ouard unite. 

In the t1eld ot equ1paent and uteriel, tllrther mob111tr 1n 
the tora ot airlift 1a the sreateat need. The PNa14ent•• aot1on in 
ordering.. th1rtJ more C•l35'• and t•n•r•three more C•lJOS'•, in a4d1t1on 
to the tlttr c-130••• alreaq prosraaed, will belp. l'or the iae41at• 
tuture,•1t 111sht be adY1aable to oona1der hanng the unutaeturer ot 
the•• plan•• expedite del1ver1ea bJ acl41ns additional ahitta at their 
planta. Porr the longer tel'III, the developaent and Mating period ot 
the c-1•1 ahould be aooeleratecl it tb1a be poaa1ble. 

lnou&h troop trana,ort, both bJ air and aea, 1• probabl.7
available to take care ot &111'tranaport nNda to areas in the northern 
part ot tb1a helliapbere, wt ezlat1ns Ha &nd alr 11ft la inadequate 
tor the tranapo~ ot aubatant1al ~ra ot·m•n and quant1t1ea ot 
materiel to tar 41atant trouble apota. 

An 1..ediate reaurYeT ~tall ot the available tao111t1ea tor 
both air and aea tn.naport and adeQuat• prona1on tor their um.tied 
d1reot1on and ut1Unt1on in an -rg•nc1 are 1aperat1ve. 

Aa to ,raj.111111, I tear that the Ara, unit• in aot1on 11&1'l&ok 
etteotiv• oloae ail't)aupport ot the t1P9 that h&a oh&raoter1aed Narine 
Corpa operat1ona. Stud1ea to th1• det1o1enor are1111n1111ae 1n proc••••
The aolution 11Q be to plaoe uni ta ot the Air Poro••• hot1oal Air 
COllll&ndunder Arw17oontrol. 

The PNa1dent•• auu••ted prosram tor apee1allaed training in 
ranger or oOWlter Guerilla operation• tor certain unit• ot both Artq
and Narine Corp• aha11ld be proaeoutect with relentle•• naor. 

Among the uter1el aetione that•••• dea1rable to me are th•••• 

l. Accelerate prooureaent ot the N-60 tank. I under­
stand that at preaent rat•• the &1_'lg" w111 not have it• full 1nit1al 
allowance ot theae until about 1966. 

2. Prooure ad41t1onal quant1t1e ■ ot ~. 1ntantr, and 
artiller, U111Un1t1onand pl'OYide■ore conventional aaaan1t1on tor the 
NaV7. 

3. Speed the availabillt7 ot add1t1onal anti-tank 
a1aa1lea and launobeUot the ElffAC t1P9. Thia ahould prove to be an 
ettect1ve weapon. 

In 1eneral, I oonaider that a d1aproport1onate part ot Ara, 
reaourcea haa been applied to aurtaoe-to-air llliaaile detenH and to 
tactioal nuolear weapona. U•• ot the latter aee■a 111cei. to lead to 
unl11111ted war b7 eacal&t1on. Moreover, it 1a d1tt1oult \o peroe1ve
their etteotive utilization without unacoeptable deus• to th• populace
and perhaps to our own toro••• 



Although not d1reoti, related to oonvent1onal war, development
of a reoonnaiaaance aatelllte, auoh ae SANOS, 1a of tranacendent 
iaportanoe. Beoauae ot the relevanoe of th1a •1•t• to 1ntelllgenoe
aot1v1t1ea, let me reatate the opinion I eapreaaecl to the Preaident 
fr1dq attemoon that the poa1t1on of m.reotor ot Central Intelll• 
gene• Aaenc7 1n theae troubloua claya 1• aeoond in 1111>ortanoe onlr to 
the Prea1deno1. 

I have not undertaken to ••t forth the ooata of an, ot the 
materiel or aot1v1t1ea auaeated. herein. Th••• abould be read11J 
available within the l>epartaent of Deten••• 
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- SECRET 

April 20, 1961 

NATIONALSECURITY COUNCIL 

AGENDA 

For the Meeting to be held in the 
cabinet Room of the White House 

on Saturday, April 22, 1961, 
at 10:00 a. m. 

In addition to the Statutory Members and Advisers, the 
following are being invited to attend this meeting: The 
u. s. Representative to the United Nations; the Secretary
of the Treasury; the Director, Bureau of the Budget; the 
Director, United States Information Agency; the Under 
Secretary of State; the Deputy Secretary of Defense; the 
Special Assistants to the President for National Security
Affairs and for Science and Technology; the Counselor,
Department of State; Assistant Secretary of Defense, 
Paul H. Nitze; the Military Aide to the President. 

ITEM FOR DISCUSSION 

U.S. POLICYTOWARDCUBA 

For discussion ot future U. s. Policy 1n the light 
or recent events in Cu-a. 
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CONFIDENTIAt" 

EXECUTIVE OFFICE OF THE PRESIDENT 

NATIONAL SECURITY COUNCIL 

WASHINGTON 

April 17, 196]. 

)EM)RANDllt POR THE RATIONAL SECURITY CO~IL 

SUBJECT: Importation of Co181U1listPropaganda 

REFERDCESr A. 11!110 for BBC Pl.ann1.ng Board troa Director, PJ•DD1:ng 
Board Secretariat, same eubJect, dated July l, 1960 

B. Mem for BSC from Acting Executive Secretary, same 
1ubJect, dated March 20, 1961 

ror your 1ntorDBt1on, and for action by appropriate depe.rtment■ and 
agencies, tbe President, in addition to directing tbe recision of the 
RSC Actions referred to in Reference B, baa approved tbe rec011111endation 
contained in the report of the ad hoc cODIDittee dated June 29, 1960, 
vbich was enclosed v1 th Reference A, as follov1: 

"'l'he procedures under which printed •terial coming into tbe 
Um.ted States from ColllllUDist-dominated areas or sourcesC01111111miet 
in otber areas 11 f'X•m1ned should be -.1.ntained; aucb examination 
1hould be adequate to: 

"(a) Identify, and pend.t the taking ot requi ■ ite action 
aga1nst, •terial advocating or urging treason, sedition, 
insurrection or forcible resistance to any lav of tbe Olited 
States (18 u.s.c. 1717; 18 u.s.c. 957; 19 u.s.c. 1305, aee 
Exhibit 9). 

"(b) Ensure that propaganda •terialCo11111U111.1t 1a marked 
¥1th tbe Engllsh name of the country of origin 1n accordance 
with 19 u.s.c. 1304 (Exhibit 9) without regard to dollar value 
of tbe individual item. 

~(.o) Make available at the reque ■t ot interested agencies 
of the Government, appropriate exemplar■ and statistics covering 
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•ter1al proceaaed. Should cbangea in tbe intenaity and 
nature of tbe coawmt 11t propaganda be detected po11ib~ 
conatituting_a significant danger to tbe national 
security, tbe intonation abould be brought to tbe atten­
tion ot the ICIS." 

(l~0L'/½r
Acting Executive Secretary 

cc: The Secretary of the Treasury 
The Attorney General 
The Secretary of CoJ11Derce 
The Postmaster General 
Tbe Director, Bureau ot the Budget 
The Chairman, Joint Chiefs ot Staf't 
The Director of Central Intelligence 
The Chairman, Interdepartmental Intelligence Conference 
The Chairman, Interdepartmental Committee on Internal Security 

- 2 - CONFJIEJ!l'XAL 
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SECRET· 

J 7 

EXECUTIVE OFFICE OF THE PRESIDENT 

NATIONAL SECURITY COUNCIL 

WASHINGTON 

April 6, 1961 

!,EM)RAND(M FOR ALL ll>LDERS OF NSC 5438 

SUBJECT: Transmittal ot Intoraation to the Watch Comittee 
ot the t5IB 

BmBBmES: A. NBC54 38 
B. Memotor NSCfrom Executive Secretary, subject: "trans­

mittal of Infornation to the IAC Watch Colllllittee", dated 
November30, 1954 

c. Memo for NSCfrom Executive Secretary, subject: "National 
Security Council Intelligence Directives", dated 
September 15, 1958 

D. NSCID No. l, paragraph 4e 
E. NSC5906/1,paragraph 61-a and •b 
F. Memo For All Holders of ?me 4238'; subject: "Transmittal 

of• .Information to the Watch Collllli ttee of the USIB", 
dated February 5, 1959 

NSC5438contains a Directive approved by the President on November30,
1954(editorially amended to incorporate the new name ot the Watch 
Colllllittee and the number of the new DCID, transmitted by Reference F), and 
the Director ot Central Intelligence Directive No. l/5 (new series, trans­
mitted by Reference r). 

DCID No. l/5 baa been editorially reV1sed, without change in substance 
and, as revised, ia transmitted herewith as DCID No. 1/5 (new series), 
effective March 7, 1961. 

Accordingly, it ia requested that the enclosed DCID Ho. 1/5 be substituted 
tor the 1958DCID No. l/5; and that the superseded mterial be destroyed
by burning, in accordance with security regulations. 

MARIONW. :OOOOS 
Acting Executive Secretary 
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< 6EettEt - DCID No. 1/5 ~ 
(New Series) 

DIRECTOR OF CENTRAL INTELLIGENCE DIRECTIVE NO. 1/5 1 

TERMSOF REFERENCE,WATCH COMMITTEE OF THE USIB 
(Effective 7 March 1961) 

Pursuant to the provisions of paragraph 4e, NSCID No. 1, and para­
graph 61, a and b, of NSC 5906/1 (approved by the President on 3 De­
cember 1959), the following terms of reference for the Watch Com­
mittee of the usm are hereby established: 

Preamble 

The Sino-Soviet bloc, as a potential aggressor, has the capa­
bility to initiate, suddenly at any time and in a place and 
by methods of its own choosing hostile action 2 in such 
strength as to threaten gravely the security of the United 
States. The mission of providing earliest possible warning 
of hostile action or of impending developments that could 
eventuate in hostile action will be undertaken by the usm 
agencies, within the scope of their responsibilities, as of the 
highest priority. The proper discharge of this mission 
depends upon the carrying out of complementary watch and 
estimating functions. It is recognized that, beginning with 
evidence of an attack having been launched, there are also 
complementary responsibilities tor reporting and analysis 
by the intelligence mechanism and operational elements 
which report directly. 

A. Name 
Watch Committee of the USIB. 

B. Mission 
To provide the earliest possible warning to the United States Govern­

ment of hostile action, or of impending developments that could even­
tuate in hostile action, by the Sino-Soviet bloc, which endangers the 
security of the United States. 

C. Functions 
1. To develop and operate on a current and continuing basis an 

intelligence plan tor obtaining from USIB member departments and 
agencies, and from other U.S. departments and agencies through appro­
priate channels, the intelligence necessary to discharge the mission and 
for recommending collection priorities therefor. 

1 Th1B Directive supersedes DCID No. 1/5, effective 14 November 1958, which in 
turn had superseded DCID No. 1/2 of 11 May 1954. 

• Aggressive action by regular or irregular armed forces. 

1DECLASSIFIED 
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2. To analyze and evaluate information and intelligence, both cur­
rent and cumulative, on an all-source basis, received or produced by all 
agencies to determine whether it may relate to the imminence of hostile 
action, and to develop therefrom the conclusions as to indications of 
Sino-Soviet bloc intentions: 

a. to initiate hostile action against 
(1) the United States, U.S. possessions, or U.S. forces abroad, 
(2) U.S. allies or their forces, 
(3) other areas and forces outside the Sino-Soviet bloc. 

b. to initiate hostile action in reaction to or in exploitation of any 
other development, actual or potential. 
3. To draw conclusions regarding or to draw attention to, as appro­

priate, current and prospective developments involving the Sino-Soviet 
bloc which could eventuate in hostile action. 

4. When necessary in developing its conclusions, to make provisional 
estimative judgments but to avoid duplicating USIB estimating func­
tions. 

5. To report promptly its conclusions, together with significant 
indications, to the principals of the USIB and, following their action, to 
make dissemination to other recipients as appropriate. 

6. To make recommendations to the USIB, or member agencies 
thereof, on any matters appropriate to its mission, including such diver­
gent views as may be recorded. 

D. Composition and Organization 

The Watch Committee will be composed of a Senior Officer repre­
senting each USIB member and a Chairman who will be designated by 
the Director of Central Intelligence after consultation with the USIB. 
The Committee will be assisted in its duties and responsibilities by the 
National Indications Center (NIC), headed by a Director to be provided 
by CIA and staffed with professional intelligence and administrative 
personnel to be furnished by the USIB members. 

E. Duties and Responsibilities 

The Watch Committee shall discharge, or direct the National Indi­
cations Center in the discharge of, the below-listed duties and respon­
sibilities: 

1. Meet on a regular schedule as determined by the Committee and 
on special occasions when requested by one or more of its members or 
their principals. 

2. Arrange through the USIB or appropriate members thereof for 
the exploitation of every domestic and foreign source of information and 
intelligence pertinent to the Watch Committee mission and for the 
prompt reporting of such information. 

3. Arrange with USIB agencies for the systematic screening and 
forwarding to the National Indications Center of all pertinent informa-

2 
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tion and intelligence, especially that required by NSC 5438. An agency 
evaluation, where appropriate, will be forwarded as soon as possible. 

4. Maintain liaison with USIB agencies to ensure that all pertinent 
information and intelligence is made available to the National Indica­
tions Center. 

5. Screen all pertinent information received from USIB agencies for 
indications relating to the Watch Committee mission and develop evalu­
ations thereof in coordination with concerned USIB agencies. 

6. Maintain a 24-hour watch function in order to carry out a con­
tinuous study of incoming information, alert members of the Watch 
Committee and NIC as required and obtain from USIB agencies evalu­
ations of significant indications. 

7. Review periodically any USIB-approved General Indicator List 
and recommend changes to it as appropriate. 

8. Maintain files, graphic displays, charts and other devices to sup­
port and develop the interpretation of indications information. Study 
on a continuing basis the application of electronic data processing sys­
tems to the work of the NIC with a view to making appropriate recom­
mendations to the USIB. 

9. Study improvements in substantive analysis and analytical tech­
niques in the fteld of responsibility of the Watch Committee, calling on 
USIB agencies for assistance when appropriate. 

10. Perform such additional tasks as shall be required by the USIB 
in the discharge of the Watch Committee mission. 

ALLEN W. DULLES 
Director of Central Intelligence 
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FREEDOMFUND 

QUESTION: Should Congreaslonal authorization and appropriation 
ot $1 billion be sought to provide a "Freedom Fund" 
tor use by the President to meet oont1ngeno1es? 

DECLASSIFIED 
CONSIDII\ATIONS Authority AID letter MAY16 1978 

1. Existing authorlt7 and tunds By ,j>l ,NARS, Date l,-l~-7'1 

A.Bureau or .the Budget study dated February 28, 1961, 

appended, llsts Authority and Funds tor Ea~rgenc1ea and 

Untoreseen Needs presently in the hands or the President, 

the'Seoretary ot State, the Secretary ot Detenae, et al. 

While the authorities and tunds so available are not 

unlimited in amount or uae, they have proved adequate in 

the past to meet actual emergency and unroreaeen require­

ments (abort or war). It has sometimes been neoeasal'J' to 

deter other requirements in order to meet such contingencies, 

but it la tair to say no critically important and urgent 

requirements bas been unmet because or lack or authority or 

runds. 

2. FY 1962 Budget provisions 

Legis~ation tor foreign aid has not yet been introduced, 

although the President's message forecast a request for 

authorization and appropriations or $1.6 billion tor 

military assistance and a separate request for authorization 

tor economic aid ot $7.3 billion of public debt authority 

($900mlllion to be availab~e in FY 1962) and appropriations 

ot $1 •. S billion. 
The economic 

'f6P S~CFtEi' 
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The eoonomlo aid request 1• intended to lnolud• 

$2SOmillion of Contlngeno7 Punda. It th• uaount;a requeatecl 

are proT1ded, the tunda should be uipl• to aeet U1J aergeno7 

needs tor action 1n the non-ndlital"J field. Prealdentlal 

authorlt7 la generall7 adequate to proTide tlex1b111t7 

1n their uae. 

Tbe m111tal"J aid request call• tor $1.6 billion. '!be 

Prealdent•• Meaaage stated: 

"I am frank to aa7 that we cannot nov ■ a7 
with preo1a1on whether thia amount will meet 
the minimum leTel of military aid vhioh our 
baa1c aecurit7 pol107 might demand tbia year.
The mergenoe of new cr1••• or new oontliot• 
ma7 require ua to make an even greater effort.• 

Iii rana1na the opinion ot tboae obarged vitb progN111111ngand 

planning lldlit&l'J aaaiatanoe that the baa1o aeourlt7 pollole• 

require a minimum level of $2.4 billion~ JI'!' 1962 v1tbout 

tb.e ••rsenoe ot new ori••• or oontllota. Stud1ea made 

ot BATO need• (Aobeaon report) aupport tb1• riev, and 

further atudiea underva7 are expected to reentoroe tb1a 

opinion. 

In &Jl7oaae, tbe $1.6 billion requeat, 1t gNDted, 

vlll not provide tunda adequate to meet tore••• needa,-
auoh l••• •ergenoy or untoreaeen need•. !be poaa1billt7 

ot a aupplemental appropriation request tor toreaeen need• 

baa been under adv1••ent. 

It bad 

IGP 8118RM 
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It bad been planned to propose a Jll0d1t1oation ot • 

authorizing legislation to permit, 1n emergeno1ea, diversion 

ot up to $200 million ot Detenae tunda or equipnnt, subject 

to replenishment by later appropri~tion action. Suob a 

provision, it granted, would provide a means ot meeting 

emergenc7 and unforeseen needs abort ot war. 

Requirements tor intemal security or counter­

guerrilla programs which have been considered do not appear 

to involve large amounts ot tunds. Current non-m111ta17 

activity 1n this tield is less than $10 million. Estimated 

needs tor new starts were crudely estimated aome weeks 

ago at a maximum ot $50 million. Even it these eatlmatee 

are grossly low, the oapa·oity ot foreign nations ettect1vely 

to absorb and use aid in this field is limited. At moat 

a requirement ot $100-$200 million might be toreaeen. 

In aum, the FY 1962 budget proposals provide-generally 

adequate funds and authority in the non-milit&l"J field and 

do not do ao 1n the military tield. It the military-aid-
request were substantially increased {$400 to $800 million) 

and diversionary emergency authority to use Defense tunda- • 

up to $200 million were provided, funds and authority 1n 

the military field would also be generally adequate. Minor 

changes in law to increase flexibility in use ot tunds should 

probably be obtained 1n any case. 

_ ~gp 8B0flffl' ). Congressional 
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). Oongre1a1onal attitudes 

Oongre11 u1ually 11 moat reluotant to provide 

aubatantlal amount ■ ot money on an unprograamed baala. It 

baa been qulte generoua ln thla reapeot vlth regard t.o 

• torelgn ald tunda. The generally aooepted propoaltlon la 

that the President aholll.d be able to meet emergenolea 

vlthout having to valt tor Oongreaaional aotlon but that 
- \

the kind ot requirement tor tunda vhloh exceeded ln dlmenalon 

or dm-atlon the existing autho.rity is likely to b• one ot 

such importance aa to warrant and neoeaaltate Oongreaalonal 

aotlon. 

Oongreaalonal attitudes are, hovenr, alv•y• ••naltlve 

to publlo oplnlon and temper. It there la a strong tlde 

ot.publlo oplnlon· aupportlng action~ normal rule• do not 

apply. In 19$0 mllltary aaalatance appropriation■ ot 

a little over $1 billion which bad been alowlJ and 

grudgingly provided, were augmented by $4 billion within a 

week atter ~ outbreak ot ho ■ tUitle• ln Korea. Dramatlo 

event• oan produce abnormal patterns ot Oongreaalonal aotlon. 

4. Porelgn Reactions 

A dramatic request tor a $1 billion Freedom Pund 

would 

- !8P SB9RB'R 
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wollld preaaaablJ be interpreted abroad•• retleotlag a 

hardenlag ot A..-loan attltll4•• and-a sr•t•r detel'lllnatlon 

to aeet tb• tbreat llhloh oontroot• u. B11t tlM orltloal 

queatlon vlll be•• to the purpo•• tor whloh the 1uncl 

l• •ought. It lt 1• not_ allltarJ ald, Ult l• not eooDClllo 

ald, t~n what 1• lt torf ~o aapent 11.s. Deteue budgetat 

~o lnore••• OIA aotlYltJt ~o traln and &I'll reYol11tlonarl•• 

ooYertlJt Th• greater tbe 1moertalnt7, tbtl greater 1• the 

.danger that tear• and alanu wlll arlae rather than 

reaaaaranoe ot ·oar oapao_ltJ to, lead. 

OCIIOJ,YSIOBS 

1. Tm prlllarJ need tor added tUD4a lle• 1D the 

tleld ot allltarJ •••latanoe where a peraualYe oaae t• 

aore aoneJ to .. et.toreaeen neeu oan be -d• now. 

2. Preaent tlexlbUltJ ln tbl uae ot t11D4a oollld 

be llllpro••d (lnore•••d) b11t 1• generallJ adequate to 

-•t needa. 

3. Ao••• tor a •1 bllllon Ul9rg~noJ tllD4 oannot 

be u4• on groUDd■ ot pre ■ent or tore ■ eeable needa tor 

arq a11oh am_pUDt-. 

4. '!here l■ a danger ln aeeklng a .1 bllllon -rgenoJ 

tUDd that Ult la granted to .. et amtore ■een need■, lt 

vlll be 

'18P SBCRlst 
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wlll be at the expeoae ot torelgn ald approprlatlona 

required to meet need• we know exlat. Tim• we mlgbt 

haYe an exceaa ot t11nda tor emergenciea and a abortage 

ot tuada tor exiatlng requlremeata. 

S. Oongreaaional reaction la 11ncertaln. It 11 

conceivable that an attirmatlve reaponae wOllld ena11e a■ 

a political ge ■ t.ire. 

6. Porelgn reaction wlll depend on the p.irpo■ e• 

tor which lt la believed the t11nd la aought. There la 

real danger qt mlalnterpretatlon and adverse reaotlon. 
I 

RECOMMEHDATIOlf 

That tbe Prealdent aak tor aa lncreaaed military ald 

appropriation and greater authorit7 to uae theae t11Dd ■ 

tlexlbly rather than •••king a aeparate new oontlngenoy 

tu.nd • . 

18P 8B8RM-
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WSC ACTIOII IIC>. 2405 

con m. __ 2__ 
DECLASSIFIED 

Authority ~..[e' /2, ~/u/,z~ UCOID Of ACTIOIS 
by tbeBy...,..A??t'fl , NARS, Date ..yr/1r 

IIATIOIW. SICURlff COlaCIL 
at it• 

100a BUl1IJUDA111>U.Uff•SIVUIB MIITDIQ 
held on 

March29. 1961 
(Apprond by the Pruidut on April 5, lffl) 

'lb• Pruident preaided at thia ••tina. 'l'he Actlna Secretary of tbe 
Treaaury and the Director, lureau of tbl lud .. t, participated 1n the 
action below. Nr. DeanAcheaon; the Director, u. s. lnforaatioo Agency; 
the Deputy hcntary of Dllfaae; tbe Special Aaaiatanta to the Preaident 
for .. tional hcurity Affair• and for Selene• and 1'echnolo11: the -Coun­
••lor, Departaant of State; the Deputy Special Aaaiatant to tha Preaident 
for •tioul Security Affair•: ·Aa1iatant Secretary of State fo, D. lohler; 
Deputy Aaaiataat Secretary of Dllfenae VUU.aa Bundy; the Military Aide to 
the Preaident; and Mr. Henry o.n, Dlpartaant of State, attended the 
•• u.aa. 

SJJNICt 
2405. ~1111 ~ PD 6J'W'UC ROfYMS roa'I'll 1UJUM 

ort to the Pre1ident on the •~J•ct, March 1961, prepared 
by Mr. Dean Acbuon uauted by a Vorkina Croup which lncluded 
Aabuaador Pinletter and repre1entatiwa of tba Departaenta of 
State, Def••• and tbe Tr ... ury, the Joint Chief• of Staff and 
the Special Aa1iatant to the Pruident for •tional Security 
Affair1) 

A• Diacuued, on the but.a of a preaentation by Nr. Dean 
Ache1on, the propoaect policy directive reprding RA1'0 
&Dd tba Atlantic nationa contat.necl ill the "ConclU1iona" 
1ectiOD of tha refernca report. 

~. Concurred 1n principle ill the pneral auideliae• rec• 
oa.ended by the propo1ed policy directive, aubject to 
the cbanpa indicated below. 

J.• hted tha Pn1ident'1 de1lr• that paraaraph 2 of the 
propoe .. policy directive be rftlOrded. 

•c ACTIO.IIC>. 2405 -NP 818111 
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ACTION 
!Mt!D . 

2405. A uvpw or pn AJJMtlCplOILIN8 JOIJP ryTUU (Continued) 

j. Ap-eed that the term "Atlantic Ca DDVUlth" ahould 
be chaapcl to ''Ca.amity" and that the concept of 
auch a cOIIIIUDity abould be clarified l»Jappropriate 
reviaion1 1n the propoaed policy directive. 

S• Aareed that the concept 1n parqraph 6•a of the pro• 
poaed policy directive be clarified by appropriate 
reviaiou. takiq into account the laquap propoaed 
by the Joint Chief• of Staff. 

1• Roted the atat-nt by the Secretary 
he agTHd with paragTaph 7-b of tha 

of Defenae that 
propoaed policy 

directive but that i••ue• of interpretation might 
ari1e under thia paragraph, e.1., the extent to which 
it vaa de1irable to put additional resources into 
moderni&ation of fighter aircraft and abort-range 
miHil• 1y1t ... under tha propoeed doctrine. 

6ctiop
•pt $2 
Pl(•Mt 

&• Roted that the Secretary of Defeuae would undertake 
the atudy called for by paragraph 7•c of tha proposed 
policy dtrecttft. 

Actionrm 
•ept to 
Defeue 

ll• ltoted that tha Secretary of Defenae, after couulta• 
tion with General 1'or1tad and the Secretary of State, 
would aake rec011MUdationa resardtna SACIUll proced• 
urea for otdering the uae of nuclear weapons. 

,l. Roted the vin of tha Director, Office of Civil and 
Defense Nobili&ation 1 that tha illlportance of actiona 
to strengthen KATOcivil defeue and to make SACIIJa 
headquarter• and coammication• more ••cure had not 
been adequately reflected 1n tha proposed policy 
directive. 

J,. 1'oted that paragraph 7•c of the propoaed policy direc• 
tive w. to be replaced with auitable language from 
the body of the paper. 

k• Noted that paragraph 7•h of the propoaed policy direc• 
tive va• to be deleted. 

l• Roted that the reference to ''SAC fore•• in the UK" in 
paragraph 7•i of the propoa•d policy directive ahould 
be clarified. 

ISC ACTIONm. 2405 teP a,c,n 



ACTION 
SUIJICT-2405. A UYJIW or IOl'l'II A'1U!ft'ICPltOILIMSPOil '1111PU]UII (Continued) 

9- lloted the Preaident'• directive that paraaraph 7-k69ti99 
of the propoaed policy directive be deleted ad that•ns to 
a group repr•••ntina tba Department■ of Stat• (Chair•Stat• 
Mn) and DefenH and tbe Central IntelU,aenc• Agency 
ahould review th• queation of deployment of DIM'• 
to Turkey and make recoamandationa to the Preaident. 

ll• Noted that the Secretary of Def••• approved para• 
graph 7-m of the propoaed policy directive, but 
might aubaequently cballenp the paragraph after a 
revi• within the Department of Defen•• of tba pro• 
vuion of MUM'• for NATO• 

.2• Noted that the word "determined" in paragraph ll•a of 
tbe propoaed policy directive 1bould be replaced by 
•ome more auitabl• term, that reference ahould be 
made to an Atlantic development program, ratbar than 
•rely an Atlantic Developmant Center, and that the 
u. s. role in regard to th••• 011:D activitiu ahould 
be clarif t.d. 

ll• Apprcwed tb• reviaed tut of parqraph 12 of tba pro­
poaed policy directive diatrtbuted by Mr. Acheaon at 
the Meting. 

JI.• Agreed that a paragraph on equitable ■haring by the 
MTO nationa of tba coat ■ of the progr ... ducuaaed 
in the proposed policy directive ahould be inaerted 
in the Economic Section. 

X• Ref erred paragraph■ s., .s!., ~• .1, A, 1, !,, ll• and £ 
above, a• well aa other draftina propoaala aade in 
the meetina, to the Special Aaautant to the Pr••­
ident for National Security Affair• for preparation 
of a revued policy directive. 

J.• Noted that tba Preaident would conaider tba reviaed 
policy directive in tba light of tba ducuaaion at 
the meeting, after conaultation with th• Secretary 
of State. 

llSC ACTIOII 10. 2405 'l'OP SBCIBT- 3 -
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COPY 

IMMEDIATE RELEASE February 19, 1961 

Office of the White Houae Pre•• Secretary 

THE WHITE HOUSE 

FOLLOWnlG IS A STATEMENT BY THE 
PRESIDENT UPON ISSUANCE OF EXECU­
TIVE ORDER ABOLISHING THE OPERATION~ 
COORDINATING BOARD: 

I am today i ■ auing an Executive Order abolishing ~e Operation■ 
Coordinating Board. Thia Board was uaed in the la ■t Admini ■ tration for work 
which we now plan to do in other ways. Thi ■ action is part of our proaram for 
■trensthening the reapon ■ ibility of the individual departments. 

Fir ■t, we will center re ■ponaibility for much of the Board'• work in 
the Secretary of State. He expect ■ to rely particularly on the A■ ai■tant 

Secretariea in charge of regional bureaus, and they in turn will conawt closely 
with other department ■ and agenciea. Thia will be our ordinary rule for 
continuing coordination of our work in relation to a country or area. 

Second, inaofar as the OCB -- a■ a descendant of the old Paychological 
Strategy 3oard - - waa concerned with the impact of our action ■ on foreign 
opinion -- our "image" abroad -- we expect it ■ work to be done in a number of 
ways: in my own office, in the State Department, under Mr. Murrow of USIA, 
and by all who are concerned with the spirit and meaning of our action ■ in 
foreign policy. We believe that appropriate coordination can be aasured here 
without exten ■ ive formal machinery. 

Third, insofar a■ the OCB aerved aa an instrument for enauring action 
at the Preaident'• direction, we plan to continue it ■ work by maintaining direct 
communication with the reaponsible agencie ■, ao that everyone will know what I 
have decided, while I in turn keep fully informed of the actions taken to carry 
out decision ■• We of course expect that the policy of the White House will be 
the policy of the Executive Branch a■ a whole, and we ■hall take auch step• aa 
are needed to ensure thia reault. 

I expect that the aenior official ■ who served aa formal member ■ of OCB 
will ■till keep in clo■ e and informal touch with each other on problems of common 
intereat. Mr. Bromley Smith, who baa been the Executive Officer of the OCB, 
will continue to work with my Special Aaaiatant, Mr. McGeorge Bundy, in 
following up on 'White Houae decisions in the area of national security. In theae 
varied way ■ we intend that the net result ■ball be a strengthening of the process 
by which our policie ■ are effectively coordinated and carried out, throughout 
the Executive Branch. 

More 



CCPY 

EXECUTIVE ORDER 

REVOKING EXECUTIVE ORDER NO. 10700 
OF FEBRUARY 25, 1957, AS AMENDED 

By virtue of the authority vested in me by the Constitution and 
statutes, and as President of the United States, it ia ordered that 
Executive Order No. 10700 of February 25, 1957, entitled "Further 
Providing for the Operations Coordinating Board", as amended, be, 
and it is hereby, revoked. 

JOHN F. I<ENNEDY 

THE WHITE HOUSE 
February 18, 1961 

. f * * 



The Vice President 

EXECUTIVE OFFICE OF THE PRESIDENT 

NATIONAL SECURITY COUNCIL 

WASHINGTON 

Pebruary 14, 1961 

MEMORANDUMFOR THE NATIONAL SECURITYCOUNCIL 

There will be no meeting of the National Security 

Council during this week. 

JAMES S. LAY,JR. 
Executive Secretary 

cc: The Secretary of the Treasury 
The Director, Bureau of the Budget 
The Chairman, Joint Chiefs of Staff 
The Director of Central Intelligence 



The Vice President 

EXECUTIVE OFFICE OF THE PRESIDENT 

NATIONAL SECURITY COUNCIL 

WASHINGTON 

Pebruary 23, 1961 

Mr.MORANOOMF(ll ALL HOLDERS or TIIB AGENDA FOR 1'IIE477th NSC MEETING: 

Th• 477th NSCMeeting, echeduled for Friday, February 24, 

1961, at 10:00 a.m., a1 indicated in the above-mentioned agenda, 

ha• been cancelled. 

JAMESs. LAY,.D. 
Executive Secretary 



... 
NATIONAL 9ECURITV ~OUNCIL~MECHANISM 

eo ... •A-T,o ,••••••N
, • t • • ,............,,. 

THIE NATIONAL SECURITY. COUNCIL 
,,. ......... ,o...,. . 
TMC VIC• ..... ,o ... T 

TH• e•cRSTAIIV OIi' .TAT ■ 

~I.~ THC ecct1•TAIIV 0, DCP' ... a• ___-:­
TM• o, ... aTOII, OPP'IC ■ Of' D......... 

4 
• , . , • • AND CIYII.IAN MCMlll.l&ATIOM , 

'■TNml ...... ., .. ,.71. \TH,· ••011 ■TA1tv Of' TM■ TtlaAeUIIV 

. 11•Mes11a y '•'-er.l!H• Dlll•OTOll•·IIUll ■AU OIi' TMa auoe ■T 
,.. NOO MaM ■■-- ,.. 01••cftD ■ v TH■ ""•••o•NT 

TM• CNAIIIMAN 1 ,IOINT CMl•P'e Of' eTAP'f' 

.... Dtll&GTOII 0, c•NTIIAL INTCLL1e•NO• 

E' 
- 4/-.11 "~ Q,µ 

THlt N.S.C. SUBSTRUCTIJU - f ~~ 
--------------------....--------.....-------'----

THIE N.8.C. PL.AtfilNG BOARD 
TMC OPf'IGC 0, .TM• ....... aNOIAL ANT TO TM■ ..... P'OII NATIONAL 

••OIIST.ulV •• ••~· •~. ■■ OUIIITY APPAUla (ONAIIIMAN) 

■ rc,LIOV COOIIOIN4T~ ■ ••~AIITMDtT Of' ■TATC • 

TN■ ~IIATIOM■ Oo■IIOINAT .... D•~AIITMCNT 0, o•P•Ne• 

■oAAe .TAP'f' • • ••~AIITMKNT OIi' T ... TllllAaUIIV 
Ol'f'ICS OP' o•r•N8 ■ AND CIYII.IAN 

MOalLIZATION 

ADVl ■■ llel 8Ull ■AU 0, TM■ ■ueesT 

Of'l'to ■ .,, "f'.N8 -'OINT CMI_,,. OP STAPP' 
~ tNT•LL1eCNCS AaCNC'Y 

~- .NOIM. -•••TANT TO 
••cuaeTY O"UIATaotta 

TN■ ..... ,o ... T 
OOOIIDIMATION 

l'OII 

THI: OP RATIONS COORDINATING 
BOARD 

.. ........ I eHOIAL AaeT TO "9•• •"°"NAT 
aCCUIIITY ~P'Allla(CMAPIMAN)• 

UNO•• ••c11•TAJIV _,, eTATS 
D•"'TY a•Cll ■TAIIV OP o•f'CNeS 
., ... cTOII Of' ·cswT'tlAI. INT•LL•-

.. NC. 

o•••cTOII, u •••. 1aero,11111ATION 
Ae ... cv • 

Dlll ■ OTOR, INTPNATIOMAL COO~­
■ IIATIIOte ADMINI.TIIATION 

eTtm■ eHO Aa ■ T T'O ...... P'OR ••OU~ITY 
•• ■uaaTt Of"•IIATION8 COOIIOINATIOtt 

(Yac• OHAUIIIIIAN) 
' CHAIRMAN, ATOMIO a.NCllev 

COMMl ■■ ION 

UlaCII 8■0 0, Tll~IIV 
D ■PVTV DlllltCTOll 1 

TN ■ ■ueeff 

• 
8Ull&AU 0, 

----------------------

YFROXFROMOUICK-ffl 



EXECUTIVE OFFICE OF THE PRESIDENT 

NATIONAL SECURITY COUNCIL 

WASHINGTON 

April 10, 1961 

MDl>IWOOI POil ALL IIOLDIIS or IISC ACTION 110. 2405: 

lt 1• reque•ted that, on page 2 of the above-aentioned 

RSC Action, in paragraph j, the fir ■ t line be changed to read 

''Noted that paragraph 7•!.• •.•• " iutud of ''Roted that para-

graph 7•.£•••••"• 

MAllIOIIW. IOCGS 
Acting lxecuti•• Secretary 



Memorandum 

February 8, 1961 

To: The Vice President 

From: Col. Howard Burris 

Subject: National Security Council Briefings 

One of the principal functions which the Military 
Aide or a member of his staff would normally 
perform is briefing you on Agenda items for the 
National Security Council meetings. Last week, 
Mr. Bundy briefed you, but the extent,complexities/ 
and priorities of his duties with the President 
might preclude your reliance upon him in the future 
to any appreciable degree. 

Presently, I am furnished a list of the Agenda 
items, but the background and ramifications of 
each item are available only from the NSC Planning 
Board, where all the decisions are discussed and 
put in final form for presentation to the President. 
Only in the Planning Board will there be available 
sufficient detail and facts on all aspects of these 
vital is sues. 

If you desire a weekly briefing on NSC Agenda items 
on the day or morning preceeding the meeting, I 
shall perform studies at the NSC Planning Board 
for this purpose. If you desire more comprehensive 
presentations, additional information on all items 
even proposed for NSC action, it will be necessary 
to assign an Officer full time to this function. 

ti ti ti 



The Vice President 

DECLASSIFIED /
February 6, 1961 &IORB! 

Authority 1J.5e~ f£/U J? 
By M11-{ ,NARS, Date S/y/7? 

NATIONALSICUllITY COUNCIL 

AGENDI\ 

ror th• Meeting to be held in the 
Cabinet B.oom of Tbe White Houae 
on Wehn dip. lelti:uei'y I, 1961, r1iv,-s . ., r~6. 1,1~ t. I 

from a,ao •• 411S p. •• a.t- /():()o . .m."-

In addition to the Statutory IISC Members and Adviaer ■, the following are 
being invited to attend this meeting: The U. s. Representative to the 
United Nationa; the Secretary of the Treasury; the Director, Bureau of 
the Budget; the Director-deaignate, U.S. Information Agency; the Under 
Secretary of State; the Deputy Secretary of Defense; the Special Assis­
tants to the President for National Security Affairs and for Science and 
Technology; Aa ■ iatant Secretary of State George McGhee; Aaaiatant Secre­
tary of Defenae Paul B. Nitze; the Deputy Director (Intelligence), Central 
Intelligence Agency (for Item 1); and the Military Aide to the President. 

If!MSFOil DISCUSSION 

11.T.Ml •• SIGIIPICAlff WORLD DEVELOPMBnSAnE£fDtG u, S1 SBCUB.Iff 

Por discussion, in the light of an oral briefing on the 
subject by the Director of Central Intelligence. 

ITEM 2 •- DISCUSSIOllOF CRISIS AREAS 

Por diacussion of criaia areaa affecting the national 
security, especially Laos, the Congo, and Cuba. 

ITIM 3 -- MTIOIALSBCURI'l'YPOLICIBSUOUDDC 
(ISC Action No. 2400) 

URGENTAngTION 

Por diaciuaaiOII. 

476th RSCMeeting S!eH'I 



The Vice President 

EXECUTIVE OFFICE OF THE PRESIDENT 

NATIONAL SECURITY COUNCIL 

WASHINGTON 

February .'.3,1961 

MEMORANDUM SECURITYFCR THE NATIONAL COUNCIL 

SUBJF.CT: 476th Meeting or the National Security Council 

The next meeting or the National Security Council will 
be held in the Cabinet Room of the White House on Wednesday, 
February 8., 1961, at 4:00 p.m. 

An agenda for this 476th NSCmeeting will be circulated 
on Monday, February 6. 

The attendance at this next NSC meeting will consist 
ot the same officials whowere invited to attend the 475th NSC 
meeting on February 1., 1961. 

• 1./ ;J
dJ~,,,.. 

JAMF.SS. LAY,JR. 
Executive Secreta 

https://SUBJF.CT
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RSC ACTIONS HOS. 2396-2401 tef SB81Uff 1/ 

COPY HO. 
DECLASSIFIED 

Authority ~.f't./4 //1.2.1/?~ 
RECORDOF ACTIONS 

By,ln:lff , NA~, Date .5/y/?1 by the 
NATIONALSECURITYCOUNCIL 

at its 
POUR HUNDRED MEETINGAND SEVENTY-FIFTH 

held on 
Febru,ry 11 1961 

{Approved by the President on February 2, 1961) 

The President pretided at this meeting. The Secretary of the Treasury 
and the Director, Bureau of the Budget, participated in the actions be• 
low. The Director•deaignate, U. s. Information Agency, the Under Secre• 
tary of State, the Special Aasiatanta to the President for Rational 
Security Affairs and f-:>r Science and Technology, Aaaiatant Secretary of 
State George McGhee, Assistant Secretary of Defense Paul B. Nit&e, and 
the Military Aide to the President attended the meeting. The Deputy 
Director of Central Intelligence, Mr. Robert Amory, Jr., attended the 
meeting for RSC Actions Noa. 2396 and 2397. 

ACTION 
NUMBER 

2396. 

2397. 

SUBJECT 

ATTENIWfCEAT NATIONAL SECURITYCOUNCILMEETINGS 

The Preaident noted that be had invited certain offi~ 
ciala other than the Statutory Nelllbera and Aclviaera 
for tbia initial RSC -•ting of hie Adainiatration. 
Re aaid that the liat of tboae requeated to attend 
any given meetina would be decided in the light of 
the buaineaa he wanted to discuss each time, but he 
emphuised hie eagerness to keep aucb officer• as 
Mr. Murrow fully informed of •Jor iaauea. 

SIGNIFICANTWORLD AfflCTlBG SICURI'l'YDIVELOPMINTS U. S1 

•· Noted and diacuased an oral report by the Direc• 
tor of Central Intelligence which included di.a• 
cuasion of the new Preaident of Brull; proapecta 
for the Salasar regime in Portuaal, the serious 
agricultural situation in Co •niat China, and 
recent development• reaarding Indonesia and the 
Con10. 

1'SC ACTIOIIS BOS. 2396-2401 .TOP SICIIT 
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ACTION 
RUMBIR SUBJECT 

2397. SIGNIFICANT DEVELOPMENTS SICUlllTY (Cont'd) WORLD AFFECTINGU1 S1 

~- The Secretary of the Treasury stated that the 
Departments of State and Treasury were agreed 
that it would be desirable to make an early offer 
to the new President of Brazil of a $100 million 
Export-Import Bank loan. Mr. Dillon was hopeful 
that the Bank would agree to take this step. 

Action Memo £• The Council discussed a possible change in U. s. 
sent to policy relating to the bunkering of Free World 
Dept. of State ships under Comnunist Chinese charter, provided 

such ships were carrying only food and paid cash. 
The President requested that the Secretary of 
State study this question further, particularly 
whether any such change in policy could be at 
the request of the Canadian Govennent. 

_!!. The Secretary of State outlined a new proposed 
policy on the Congo which was being aubmitted to 
the President today after coordination with the 
Department of Defense and the Central Intelli­
gence Agency. The Preeident aubaequently re­
viewed and approved the State Department'• 
proposal. 

2398. MILITARYBUDGETSAND NATIONAL SECURITYPOLICY 

A· The Director, Bureau of the Budget, reported 
that the past aystem of preparing military 
budgets ha• the following weaknessee: 

(1) A lack of comnon uaumptions and doctrine• 
among the three military departments, re­
sulting in differing strategic doctrine• 
and appraisal• of the threat, which were 
not adequately understood or taken into 
account in tba budget proce••· 

(2) A lack of coaaon asaumptions and doctrine• 
among the three military department•, re­
eulting in differing atrategic doctrines 
and appraiaals of the threat, which were 
not adequately underatood or taken into 
account in the budaet proce••• 

NSC ACTIONS NOS. 2396-2401 - 2 -



iGP S!Cl.tB'l 

SUBJECT 

2398. MILITARYBUDGETSAND NATIONAL SECURITYPOLICY (Cont'd) 

(3) Military budgets were organized by depart• 
menta and by in-puta (auch aa personnel, 
procurement, etc.), but not by out•puta 
(auch aa strategic deterrence, limited war 
capabilities, etc.), making it difficult to 
determine what objective• were being ful• 
filled. 

(4) The perspective of the military budgets have 
been generally short-range, rather than be­
ing decided on the basis of five-year or 
longer range objectives. 

~- The Secretary of Defense reported that, with 
reference to the FY 1961 and 1962 military 
budgets, the following actions were being taken: 

(1) Acceleration of the procurement of five 
POLARIS submarines so that they would be 
completed nine to ten month• earlier than 
previoualy planned. 

(2) An increase in the airlift capacity of 50 
transport aircraft, including 30 jets. 

(3) A coq,lete re-appraiaal of the PY 1962 mil­
itary budget, to be cc,q,leted about March 1, 
1961, baaed on atudiea by four groups, each 
headed by a senior official of the Office of 
the Secretary of Defense, on strategic weap­
ons, requirements for limited war, selected 
weapons research and develop•nt programs, 
and base and inatallation requirements. 

£• The Secretary of Defenae reported further that, 
in collaboration with the Director, Bureau of the 
Budget, be would develop, between March 1 and 
July 1, 1961, guidelines for the President's con• 
sideration a• to the PY 1963 military budget. 

j. The Secretary of State aaid that he planned to 
send to the Secretary of Defenae certain revi• 
aiona in a previous memorand1m1of June 1960 which 
stated foreign policy requir ... nt ■ bearing upon 

NSC ACTIONS 1'08. 2396-2401 lf8P 81Ql:l' 



ACTION 
H0!113Ell SUBJECT 

2398. MILITARYBUDGETSANDNATIONALSECURITYPOLICY (Cont'd) 

U. s. strategy. 'l'bese revisions would relate to 
NATO strategic doctrine, airlift, counter­
guerrilla forces (including greater U.S. capa­
bility in this field), as well as the desirabil­
ity of improved civil defense. 

Action Memo !.• The President requested that the Secretary of 
sent to Dept. Defense, in consultation with other interested 
of Defense agencies, should examine means for placing more 

emphasis on the development of counter-guerrilla 
forces. 

Action Memo !• The President agreed with the suggestion by the 
sent to Bureau Secretary of the Treasury that mean■ be found to 
of the ~udget separate in the military and foreign assistance 

budgets the fUDds which would be spent in foreign 
countries, as a means of iq>roving the control of 
such expenditures. 

Action Memo &• The President requested the Secretary of Defense 
sent to Dept. to consult with the Atomic Energy Coaaission 
of Defense about a review of the purchaaes of uranium from 

foreign countries, as suggested by the Special 
Assistant to the President for Science and Tech­
nology. 

2399. STUDIIS OF EXECUTIVE BRANCHORGANIZAnON 

Action Memo A• Roted, in answer to the President's request, 
sent to Bureau that the Director, OCII(, and the Director, Bureau 
of the Budget of the Budget, would report by the end of Febru­

ary on their study of the Off ice of Civil and 
Defense Mobilization. 

k• Noted, in answer to the President's request, that 
the Secretary of State was submitting certain 
recoaaendations clarifying the relation between 
the educational exchange program and the foreign 
information program; and that the Director, U.S. 
Information Agency, would be submitting recoaaen­
datiou regarding that agency's program. 

NSC ACTIONS NOS. 2396-2401 ~p &ICR&t.,- 4 -
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ACTION 
N1J"M8ER SUBJECT 

2399. STUDIES OP BXECUTIVE ORGANIZATIONBRANCH (Cont'd) 

Action Memo £• Noted the President'• view that the foreign as­
••nt to Bureau sistance program must be reorganized before pre• 
of the Budget •entation to the Congress; and that the Director, 

Bureau of the Budget, was planning to submit such 
a reorganization along with the new foreign aid 
program. 

2400. NATIONAI,SECURITYPOLICIES REQUIRING UR.GENTATTENTION 

Deferred discussion of this subject, with the under­
standing that the Secretary of State would, after 
aprropriate consultation, recoamend to the President 
certain iamediate cha~1ges in current U. S. policy on 
Africa, to permit more flexible action in economic 
support of certain n.r~ governments. 

2401. ORGANIZATION OP THE NATIONALAND PROCEDURES SECUlllTY COUNCIL 

flle Special Aeelatant to the President for National 
Security Affairs reported that in response to the 
President'• desires a different organization and 
procedures would henceforth be used in the work of 
the National Security Council, involving fewer and 
1maller staff groups composed of more senior person­
nel. Policy recoamendatione would be brought to the 
RSC without being obscured by inter-agency process­
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 
essential information. 

RSC ACTIONS NOS. 2396-2401 18P SICPIT- 5 -
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FOREWORD 

The Subcommittee on National Policy Machinery has been making 
a nonpartisan study of how our Government can best organize to 
formulate and execute national security policy. 

During the past year, the subcommittee has sought the counsel of 
present and former officials of the Government?.outstanding private 
citizens, eminent scientists, military leaders, and distinguished students 
of the policy process. The subcommittee has also taken extensive 
testimon>' in public and executive session. Throughout, the spirit of 
its inqmry nasbeen scholarly and objective, and advice has been 
sought without regard to party. 

In the next few months a series of staff reports will be i88Ued con­
taining recommendations for improvements of the policy process. 
These will be followed with proposals for legislative action where 
appropriate. 

Among the matters to be discussed in these staff reports are problems 
of recrmting and retaining talented people for the national security 
departments and agencies; the National Security Council and its sub­
ordinate machinery; the budg1'tary process; the roles of the Secretary 
of State and the Secretary of Defense; and the relationship of science 
and technology to the policy process. 

Testimony given the subcommittee has established that the executive 
branch is not now organized to do its best in pulling together the 
policies and programs of the departments, agencies, and armed services 
m the cause of a coherent national strategy. The difficulties brought 
to light in the testimony are deep seated, and not amenable to qmck 
or easy correction. 

In the minds of some, these problems seem impossible of solution 
except throu~h far-reaching and novel changes in Government organ­
ization. Such chan~es have in common the creation of a "super­
Cabinet" officer or a ' superstaff" to help the President better discharge 
his national security responsibilities. 

The purpose of this first study is to examine the merit of such l>ro­
posals and to provide an introduction to the specific recommendations 
for improvements in the policy process which will be discu$8d in 
subsequent reports. 

HENRY M. JACKSON, 
0 hairman, Subcommittee on N atumal, Policy M(U)hi-nery. 

NOVEMBER 16, 1960. 
m 
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ORGANIZING FOR NATIONAL SECURITY 

SUPER-CABINET OFFICERS AND SUPERSTAFFS 

INTRODUCTION 

This is the first of a series of staff' reports to be issued by the Sub­
committee on National PolicJ Macbine17 during the next few months. 
Dr.a.wing upon testimony and counsel given the subcommittee during 
this past year, the reports will make detailed recommendations for 
improving the national security policymaking process. 

These studies will be appearing at a time when a new President is 
preparing to take over tlie reins of our Government. There is wide­
spread a~ment that the executive branch of our Government is not 
now givrng the President all the support he needs in meeting his 
responsibilities in foreign and defense aff'airs. This unsatisfactory 
situation has been clearly brought out in the testimony ,r.ven the sub­
committee and in comments by other competent authorities. 

The magnitude and the apparent intractability of many of these 
difficulties have led some to believe that the problems can be solved onl! 
by radical organizational changes. The changes proposed would tend 
to shift the center of gravity in policy development and coordination 
away from the great departments of the Government and closer to­
ward the Presidential level. The procEsa.lJJ have in common the 
creation of "su!)t'r-Cabinet" officers or super-Cabinet" staff's. 

This first report has a limited aim. Its purpose is to examine the 
merit of these proposals and to provide a background for the detailed 
suggestions for improving policy machinery which will be contained 
in forthcoming reports. 

THE BF.Srrrnm PROBLEK 

Bylaw and practice the President is re~nsible for the conduct of 
fore18'11,relations. He is Commander in Chief of the Armed Forces. 
He directs the departments and agencies. He makes the by decisions 
on the executive budget. He cannot delegate these great tasks to any
council or committ.ee. The responsibility is his, and· his alone. 

New dimensions of national security make the proper exercise of 
the President's respob.Sibility more difficult than ever before in our 

hi:ihi line between foreign and domestic policy, never clear to begin 
~th, has no:w almost been erased. Foreign _pohcy and'military pohcy 
have become more inseparable than ever. The tools of foreign policy 
have multiplied to include economic aid, information, technical assist­
anc;:e, scientific help, educational and cultural exchange, and foreign
military assistance. 

1 

https://committ.ee
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Historically, a President has looked to the Department of State for 
his principal help in developing and executing foreign policy. But 
today the sphere of the Department of State is far narrower than the 
full range of contemporary foreign relations. As an organization, the 
Depiu1;ment of State can now claim no greater concern in certain as­
pects of foreign policy than the Department of Defense. The interest 
of Treasury and Agriculture in some areas of international affairs is 
almost equal to that of State. 

Indeed, today, almost every department of our Government., and 
some 18 independent agencieS7dso, are involved with national security 
policy. Four Government agencies and six international financial or­
ganizations work in the field of foreign eceonomic aid alone. 

The net result is this: The pla.nn4tf and execution of nationa.l se­
curity poli.cy cut across the juriscliction of many depa.rtments and 
agencies. 1.t"hissituation imposes upon the President a. hea.vy burden. 
A host of responsible protagonists urge divergent advice upon him. 
He must resolve these conflicting approaches, select his own course of 
action-, and see to its faithful and ·efficient execution by the very officials 
whose advice he ma1, ha.ve rejected. 

Presidents have mthe po.st empleyed the pudgetary .Process as an 
instrument for policy and program review and coordmation. The 
budgetary process, in other words, has been traditionally much more 
than an exercise in ~oqntancy, in the sense of merely keeping ledgers 
on the cost of ongoing and c;ontempla.ted programs. Recent years, 
however, .have seen a decline m the use of the budgetacy J;>roces8as a 
prime tool of the President in program eva.luation ana mtegration. 
The process has become more and more limited to an overly narrow 
concern for the fiscal aspects of foreign policy and defense programs. 

Thro~ghout the pasf decade, increasingly elaborate and compli­
cated interdepartmental mechanisms have been created to assist the 
President in folicy development, coordination, and execution. The 
best known o these bodies is the N ationa.l Security Council and its 
subordina.te organsi the ~Janning Board a.nd the Operations Coordi­
na.ting Board. At ast count, there were some 160 other formal inter­
departmental and intera.gency committees in the field of international 
affairs a.lone. 

This interdepartmental ma<.hinery has certain inherent limitations 
in assisting the President. • 

Committees, including the N ation&l Secnrit_y Council, a.re prima.rily 
coordinating mechanisms. But they can coordinate and integrate only 
what their members brjng to them; they cannot originate national e&­
curity policy. The role of a committee in policy formulation is es­
sentially .critical and ca.utionary, not creative. The prime source of 
policy innovations is tJ:ie contribution of a.responsible inclividual who 
wrestles da;rin and day out with the problems of national security. 
Given im~ative proposa.ls from such individuals, a committ:eemay 
be helpful m criticizinf, countering! or embroidering them. 

If interdepartmenta committees have limitations in polic7 initia­
tiont they also have inherent shortcomings in policy coordination. The 
heads of the great departments and major agencies have been un­
willing for the most p&rt to concede to interagency committees the 
authority in policy develo~ment and execution which the1 regard as 
their right or the President s. 
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When policy stakes a.re high and clifferences in outlook sh&rp, de­
partment heads traditionally have sought to bypass coordina.ting com­
mittees while keeping them busy with seconda.ry matters. Where this 
has not been poo.ible, department heads have traditionally tried to 
keep the product of coordina.tion from binding them tightly or specifi .. 
ca.Uy to undesired courses of action. The net result has tended to be 
"coordination" on the lowest common denominator of agreement, 
which is often tantamount to no coordination a.tall. 

The President has been left in an unenvia.ble position. He h&S 
found it n~ry to undertake an endless round of negotiations with 
his own department heads or else he has been confronted at a very 
late date by crisis situations resulting from the lack of adequa.te 
coordina.tion at an earlier s~ The burdens of the President have 
been increased correspondingfy, and after-the-fact improvisation has 
too often substituted for forward pla.nning. 

A FIRST SECRETARY OY THE OOVERNKENT? 

Contemplating the pl\OOlemsnow faced by a President, some have 
con.eluded that he requires the assistance of a new "super-Ca.bin.et" 
official who would deal across the board with national security prob­
lems. The idea is not new. In 1955 former President Hoover sug­
gested creating two appointive Vice Presidents, one responsible for 
foreign and the other for domestic affairs. More recently, President 
Eisenhower's Advisory Committee on <Government Org&ruZatioJil has 
studied variants of the concept of a _"super-Cabinet" official. 

In July of this year, Gov. Nelson. Rockefeller,._ former Chairman of 
the Advisory Committee, a.ppea-red before the ~ubcommittee on N &­
tional Policy Machinery and made a specific proposal for statutory 
creation of a "First Secretary" of the Government. 

This officer would be appointed by the President su\>ject to Senate 
confirmation. In Governor Rockefeller's words, he would be "above 
the Ca.binet" and exercise Presidential a,uthont.y hy delegation in 
all a.reas "of national security and international aJf&1rs." The First 
Secretary would be authorized "to act for the President • • • at the 
Prime Ministeria.l level." He would have statutory designatiol\ as 
"Executive Chairman of NSC" and would have statutory authority 
by de)ega.tion from the President to a.pJ.><>intthe heads of subordinate 
and related interdepartmental comnuttees. The First Secretaxy 
would ha.ve a staff of his own, and would supervise the peQOnnel of 
the N ation&l Security Council and the Operations CoordiIJ.ating 
Boa.I'd. He would also be "empowered to use and reorganiz.e all of 
the interde{>artmeptal pl&Il.\llll~machinecy • • • in the area of na­
tional secunty imd foreign affairs." 

:At first· ~lAnoe, the proposal may a.ppea,r an answer to cun-ent 
difficulties m the· o~tion of= ma.chlnery. The First 88Cl'&­
tary's perspective would be ex to encompa.ss the whole .ra.nge 
of national security problems. He would be charged with Jivi,ig 
committee ~rd.ma.ting mechanisms the stiffen~ of authonta.tive 
direction. Theoretically, he would be no mere White House staff as­
sistant but a. sqper-Cdhmet member, thus able to direct fellow Oab­
.inet members ill a way that o.-dinaryPresidential a.ides ca.nnot. Th~ 
oretically age.in, he could relieve a President of many burdens both 

https://encompa.ss
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within the Government a.nd in negotiations with other chiefs of Gov­
ernment. Finally, he could act as a first adviser to the President on 
foreign policy in its full modern context. 

Careful analysis of the First Secretary proposal, however reveals 
serious shortcomings and limitations. The proposal would fail .to 
solve the problems 1t is meant to meet, and would a.1so introduce grave 
new difficulties into the working of our national policy machinery. 

This pro_posal ra.ises two problems. One concerns a First Secre-
tary 1s relationship with department heads. . 

Giving a man the title of "First Secretary" does not thereby give 
him power. Under this proposal, the Secretaries of Sta.te and De­
fense and other Cabinet officers would retain their present statutory 
functions and authority. These officials would continue to be ac­
countable t.othe Congress for the proper performance of their statu­
tory duties. They would equally continue to be responsible to the 
President. 

Being responsible to the President, the Secretaries of Sta.te and 
Defense and other Cabinet officers would report directly to him. They 
would be bound to question the decisions of a. First Secretary; his 
pla.cement between them and the President would inevitably genera.t.e 
friction and resentment. The First Secretary could gain the power 
he needed only if the President consiste.l)t.ly accepted the First Sec~ 
tary's judgment o~r that of his de1;>artment heads. . . . 

But if the President were consistently so deferential to his First 
Secretary, who then would be President f 

And who would then be willing to be Cabinet officers 9 The pri­
ma.cyof the First Secretary could conceivably be est.ablished by filling 
Cabmet offices with relatively submissive men who la.ck strong con­
victions or much .will of their own. But this is a period of history 
when our Government needs mor&-not.less-vigor and drive in high 
positions. This end would not be served by choosing for Cabinet 
positions men who could acquiesce to the downgrading of the historic 
post.sthat they are asked to occupy. • • 

A second· problem raised by this proposal involves the relations of 
the First Secretary to the President: 

The historical record shows that Presidential assistants draw effec­
tive power from their demonstrated intimacy with the President. On 
numerous occasions in the past, a President has deput~ed an intimate 
adviser to take charge of certain plans or operations and to act for 
him in dealing with department heads. In varying degree, BUch men 
as House, Hopkins, By~es, and Adams have served effectively as 
Presidential depu. ties. But the positions of sue~ men were always very 
different from that pro~ for the r-irst Secretal').'. Past deput~­
ships have ~n ad hoc assi~en~ grve'n temporanly_ at. the~­
dent's own pleasure to I?8rsons m his confidence w~ose mbmacy !1th 
him was matched by their complete dependence on him. At the hmght 
of their effectiveness in Government a Hopkins or an Adams drew 
power, not from statutes, titles,. staffs, or pa.per prerogatives of any 
sort, but solely from the Presi<tent's evident confidence in them and 
reliance on them. 

Yet the proposed First Secretary would be in a very poor position 
to sustain that intimate relationship even if he had it at the o~tset. 
His statutory position, his formal status in the Government, his super-
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vision of assorted staffs, his chairmanship of manifold committees, his 
attraction for the press, and his accountability to the Senate which 
confirmed him-all would mitigate against the maintenance of his 
close, confidential, persona.I relationship with the President. 

It is most unlikely that a President would in fact give a First Secre­
tary the consistent hacking and support he would require to maintain 
his primacy over other Cabinet members. To do so would run the risk 
that the First Secretary would become an independent force, politi­
cally capable of rivaling the President himself. It would run the 
further risk of rousing combined opposition from departmental and 
congressional sources and from affected interest groups. 

The likelihood of co~ssional opposition to domination of depart­
ments by a "super-Cabmet" officer rests on the fact that Congress is 
constitutionally the creator of departments, the source of their statu­
tory mandates, and the steward of their operations. Congressional 
committees long associated with particular governmental agencies 
could be expected to side with those agencies in their efforts to assert 
independence of the First Secretary. He would enjoy no counterpart 
of the solicitude which congressional committees often show to the 
heads of departments and a~ncies within their jurisdiction.

It is essential that a PreSident have full, frank, and frequent dis­
cussions with his departmental and agency chiefs. To fully under­
stand the meanin_g and consequences of alternative courses of action, 
he must expose hunself directly to the clash of argument and counter­
argument between advocates of different policy courses. Papers, no 
matter how carefully staffed, can never convey the full meaning of 
the i~es in question. To the degree a First Secretary insulated the 
President from day-to-day contact with key Cabinet officers, he would 
leave his chief less knowledgeable than ever about matters he alone 
had to decide. 

Even if the President were to give the First Secretary substantial 
backing, this official would still be unable to do the job expected of 
him. For the critical budgetary decisions on the allocation of re­
sources between national security needs and other national needs would 
still be outside his jurisdiction. 

Only the President's responsibility is as wide as the Nation's affairs. 
Only he can balance domestic, economic, and defense needs-and if 
anyone else were to be given the job the President would become a 
kind of constitutional figurehead. 

In summary : Our governmental system has no place for a First· 
Secretary. He is thought of as a mediator and a Judge of the con­
flicting national security policies advocated by the major departments, 
the Congress and its committees, and· private groups. But • in the­
American system only one official has the constitutional and political 
power required to assume that role ·and to· maintain it. That official is 
the President of the United States. He cannot be relieved of his 
burdens by supplying him with a "deputy" to do what only lie can do. 

THE VICE PRESIDENT AND NATIONAL SECURITY AFFAIBS 

A variation of the First Secretary plan would assign to the Vie& 
President continuing duties in the national security area as a. matter­
of discretionary delegation from the President. One proposal recom­
mends that the President authorize the Vice President to "coordinate-

https://consiste.l)t.ly
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and direct the Secretary of State, the Secretary of the Treasury, a.rtd 
all of the other instruments of Government" in the general area of 
national security, excluding defense matters. 

Such plans originate in the same dissatisfaction which gives rise to 
the First Secretary proposal. Yet assigning the Vice President this 
responsibility would not only create the same froblems associated with 
·a First Secretary~it would also produce stil other problems. 

The specific eroposal in quest.ion would exclude defense problems 
from the surveillance of the Vice President. This means that his 
juris<liction would end precisely at the wrong poin~the point of 
•coordination between diplomatic, economic, and mfonnation programs 
·on the one hand and military programs on the other. 

A "super-Cabinet" officer whose jurisdiction was confined to that 
.of the most tradition-bound Secretaries of State could do little to 
integrate foreign and military policy. If anything, the plan would 
make integration more difficult than it now is. It would reduce the 
Secretary of State to the level of Vice President's Assistant, and add 
one more set of relationships which can only be adjusted by the Presi­
·dent himself. 

A deput1,ship of this kind for an elected Vice President creates still 
·another difficulty for the President. A modern Vice President is 
likely to· be a ferson of importance in the President's own party. A 
broad grant o executive authority to the Vice President could mvite 
eventual misunderstandings and embarrassments between the two 
highest officials of our Government. The President, it must be remem­
bered:, has no oontrol over the Vice President's tenure of office. 

The role of the Vice President need not, of course, be limited to his 
conetitut.iona.l obligation to preside over the Senate. Many .ways of 
b.elping the President can be worked out by mutua.l agreement. When 
proper oooasions·arise, these can include tasks in the field of foreign 
-policy. For exa.mple, a Vice President can relieve the President of 
·pa.rt of the protocol burden; he can undertake special missions abroad; 
be can from time to time make specia.l studies. He may, of course, 
play a role of great importance in the relations between the legisla­
tive and executive branches. 

But any attempt to niake the Vice President a kind of Deputy 
President for Foreign Affairs would be to give the wrong man the 
-wrong job. It would impair the effectiveness of the responsible Cabi­
net officers, the Vice President, and the President himself. 

There ha.ve been still more drastic proposals regarding the Vice 
President which would make him not merely the repository of dele­
gated a.uthority from the President but a full-fledged deputy in the 
-executive branch, charged by statute with authority for direction 
·and coordination. 

But the Vice President is constitutionally the presiding officer of 
the senior body in the legislative branch. The executive power is 
,constitutionally vested in the President who heads another branch. 
At a minimum, any proposal to vest executive authority in an officer 
<0f the legislative branch by statute would raise serious questions in­
VQh'.ing both the spirit and letter of the Constitution. 
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A SUPERSTAFF FOR NATIONAL SEOURITY? 

A "super-Cabinet" official charged with broad responsibilities for· 
national security would, of course, require major staff assistance. 
Indeed, most proposals for a First Secretary assume he will have the, 
help of a sizable staff. 

Some who would stop short of the First Secretary coo.oept would. 
nonetheless establish ma.jor White House or Executive Office staffs; 
for national securi-ty pla.nning and coordination. A representative, 
proposa. l of this type ~ould replaoe the present ~a.tional ~u~ity
Council staff, the Planmng Board, a.nd the Operations Coordmatmg 
Board with a.Presidential Staff Agency for National Security Affairs. 

The appeal of such an above-th&-department staff agency 1s readily 
apparent. T~ose associated ~ith this AReJ1cy ~uld P.reswnab)y view 
national security problems "m the rounu"; their horizons would not. 
be limited to the more parochial perspectives of the departments.. 
And not being burdened with day-to•da.y operating responsibilities,. 
they could presumably do a better JOb of long-tenn planning than their 
harassed counterparts within the departments. 

But how much assistance would such an agency give the President t 
Its plans would la.ck the coloration, the perspectives and the realism 
which come from a.ctual involvement in operating pwt>lems. It would. 
be hard ooavoid ivory tower thinking. Beyond thi5! the Agency 
wbuld create a ne• layer of planning tietween the President and the 
departments and thus insulate and shield him from the full flavor of 
the planning of responsible operating officials. 

Such an agency would, of course, be a bureaucratic rival of the his­
toric departments. It seems safe to say the rivalry would be one sided. 
The Staff Agency would confront the traditional unwillin~ess of th& 
departments to surrender their own responsibility for policy develop­
ment and execution. Lacking the autonomy and fixed entrenchments 
of a departmental b~ such an agency could not compete for long, on 
favorable terms with ::state, Defense, or Treasury. 

The end res~t, in fact, might be the worst .of two possible worlds, 
with the Staff Agency lacking enough power to give the President 
effective assistance, but sufficiently powerful nonetheless to meddle in 
the affairsof the great departments. 

A President will, of course, need some assistants who concern them­
selves primarily with national security policy. But such assistants 
would act as extensions of the President's eyes and ears in a confiden­
tial relationship, not as members of a large and highly institutionalized 
"superstaff." 

CONCLUSION 

This study has argued that "super-Cabinet" officers or above-the­
depa.rtment "superstaffs" would not ease the problems now faced by 
the President in setting and maintaining our national course. In fact, 
such additions to the policy process would make his burdens heavier. 

Reforms, to be effective, must be ma.de in terms of the real require­
ments and possibilities of the American governmental system. 

That system provides no alternative to relying upon the President 
as the judge and arbiter of the forward course of policy for his ad­
ministration. 
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It provides no good alternative to reliance upon the great depart­
ment:s for the conduct of executive operations and for the initiation 
of most policy proposals relating to these operations. DeJ?artment:s 
possessthe statutory authority, the knowled~ and experience and 
the technical staffs needed to advise the Pnwdent, and the line ad­
ministrators wh~ alone c~ impleme~t ~ecutive d~isions: They will 
always bethe mamwellsprmgs of policy ideas and mnovation_s. 

Finally, the American system provides alternativ~no ~<><>(_I. to re­
liance on the budget process as a means of rev1ewmg the ongomg ac­
tivities of the department:s and raising ~iodically for Presidential 
decision issues of efi'ectiveness in actual performance. 

But to reject the rad~cal ~lutions is not at !Jle ~e time to dismiss 
the besetting problems m which they have their ongm. The problems 
remain. They cannot be sol~ by mair:1taining. the status quo. . 

Forthcoming staff reports ,nll make wide-ra.n~ng recommendations 
for cha.nges in the policy process. The promIBing paths to reform 
lead in these general directions: 

First: There are better ways for the President to delega~ mord 
au_~l/-<)rity/or, deci,sio-11:rnalcing ~ of department, a,ndto indivulual 
ag(!nc-iµ. 

There has been too much emphasis on coordination and too little 
on de\estation. Policymaking -has tended to be reduced to a.group 
effort wnere no single person has real authority to~ and whe~ no 
one individual can be rewarded for success or penalized for failure. 
In the words of Mr. Robert Lovett: 
• • • The authority of the Individual executive must be restored: The dero­
gation of the'auttlorlty of the Individual In government. and the exaltation ot 
tbe anonymous Diaas, haa resulted In a noticeable lack of declslveneu. Com­
mittees cannot effectively replacti the declslonmak~ power of the Individual 
who takes the oath of office; nor can colDJDlttees provides the essential qualltles 
of leadership • • •. -

Seco'M:1'hB1'eare bette-r wafts_ ~o 11Ulke t~ Nat'UJ!TUifSecurity 00tm­
cil,a f'?~ /<>; debate on isauea whu;h t'he P~ent more 1Tlf3a'Tl/,ngftil 
alone can decide. 

One ~qld not. ask the ;N'atipnal Seeµrity Council to _do what it, is 
not reo.lly capable of doing. The CHuncil IS ~ interagenci ¢ommit­
tee; ,Jt,,Cl1,Il _inf<mµ, debate, .review, adjust, and validate. But, as a 
coll~ive body'' th, Council' ~ot 'develop bold new ideas or trans-
late theminto etlectjve ~tipn. ,_ - - _ 
• Yat,the CQuncilca.xi,still be a highly, uaeful adv~~ m¢cha.nism to 

a President. Th~evidence strongly suggests tha.t tlus role can best 
be discharged by a Council whicp has fewer rather than more pa.r­
ticipants in it:s meetings; which concerns itself only with issues of 
central -•porumce• for: Ftesidep,tial decision; which works thro-.gh 
-~ rather, than,-mol'e, institutionalirAm p~ures; whicb, ~tes its 
_activit,jes more cl~y to the \>~tary p~; •and which gives ~ 
S~Qe~ ~ State a.greQ,t.er role m the develop~t of bivadpoijqy 
iDii,tiati:ve&. 

Third: Ther~ art better 10ay/t'b etuiblt the Secretarg of State to 
B~e_ ~he Presf,dtri.~ as fi,-atadvf.!er'fn ttati{f'hal aecuri,_~ problem8. 
- The Sedre'taty' of Sta.ta 'is th'e 'Fi'rsi'Secreta'tyof the Government. 
He should be able to a.cl.visethe President on the full range of national 
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,security-matters, from' the --point of view of their relation to foteign 
-prublems and policies. -

The Secretary of State need not and should not have any legal or 
superviso-ry "uthorityr over other C~et officers. Any moves in this 
direction would have Dl8J;ly of the disadvantages of the "su~r~ 
Cabinet" officer proposal., The goal is not to give the. Secretar.y of 
.State. g~r _command authority : it is to enlarge the scope of his 
_guidance and influence. 

If the President is to ~ ~ore, and to ~ more, from t!ie Sec!8tary 
-ofS~~ t~e Secretary must be better staffed. to offer poµcy gwdance 
,an~ mit1at1ves across the whole span of national _security proble~ 
ThIS doee not_m81J,n a larger Departme~t of State; it may well mean a 
-smaller one. But it does mean a Department competently sta.ffed 
with generalist:s, economis~ _·and tniJ~tary and, scientific experts to 
,support the Secretary in 'understanding and following all fields fall­
ing wj,thin }l.is l;>ro~4 con~rp. 

F QUrlh: ThMe are_~ett~ ~a to' r~uus ml,litarq 'P01De1'more clof~ly 
.to f ureign poUcy regui~flt& . • • , 
- Th& Secreta.ryof Defense shares with the -Secretazy of State the 
ma.in burden of advising the President on national security problems. 
A full' and welcome partnership' of the Departments-ofState and De­
·fenee is the prerequisite of coherent political-stna.tegic counsel for the 
President. - ' 

in viewing the Pentagon, one must guard ag;.inst seeking organiza­
tional solutions for problems which lire not 'really organizational in 
origin, Yet there are refQhns whicll are promising bf' results. Th~y 
point'in the direction of mbrevigbl'<>tiSetnployment of the broa~ au­
tl;iority ~lreacl.y,-inv~ted in.~\' .~reta~ of Defeqse\ more active pJLr­
-~tjpatiol), oJihe' ~~1;y Qf_~f~W, tqede~ilJe~tions pl tb,eJ~in~ 
Chiefs of Staff; mcrea.sed rel~,_upon tp,eJomt Staff fw p~~mg; 
an acceleration of existing trends toward-functional commands; a 
budgetary process more conson~ with the requirements of modern 
weapons technology; a promotion system which encourages officers to 
become versed in the broad problems of national security; a Pentagon 
career service which does more to develop outstanding civilian officials; 
And selecting for top policy positions only candidates willing to re­
main in their posts well beyond the period of apprenticeship on their 
jobs. 

Fifth: There are better ways to malce the 'budgetar-y ,rrocess a m,ore 
effective instroment for rev-iewing and integrating ,rrograma and per­
formance in the area of national security. 

There is need to return to the earlier tradition which regarded the 
budgetary process as a. key program management tool of the President. 

Budget targets should be regarded not primarily as fiscal instru­
ments but as policy instruments. The investigative analyses needed 
to achieve and adjust these targets must begin and end with substan­
tive concerns and not simply considerations of administrative organ­
ization a.nd financial management. 

https://Secreta.ry
https://greQ,t.er
https://thro-.gh
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a,tl,,: T MN M'S bettffo 'UJayl to orglllriM 
'{l,etlMly, im-aginatwily, a-nd fat to~ 

th.a P.~ 
ga,- :;,J.oltcy 

to ~ 
dn~ 

·fflfflt t>r ~ tMWIUft, to vpNt tM Pf'UidMtt', inal obj6CtiNu. 
This does not require new and elaborate staff offices or highly institll­

tionalized interdepartmental committees. It calls rather for more 
discriminating use of able staff assi9tants right in the immediate office 
of the President himself who are alert to trouble spots and sensitive 
to the President's own information needs. 

Stn>eff,th: There are better toay, to attf(M!t and retain outata#lding 
o:/11,ciau/or both appowwe and ca:rur po,ta in th.a national aecurity 
de~ and agenciu. ' )

P~ ~ecisions often result less from poor or~i,iation than from 
poor policymakers. Th4,one thing whicli could do the most to improve 
national ~urity ~y- wquld be to raise the standards of excellence 
among career and appointive officials. . . 

The Nation should be pteful for the skill and dedication of those 
who now man' the poets of responsibilicy in the area of foreigt! and 
defense }>C?licy. But there is still room for vast·improvement in devel­
oping and using the rich reeoureee of talent now· found among our 
careel' oftjciall. I , 

There is l'OOm for equally great improvement in eliminating the 
legal ·and financial problems which now diaoourage highly qualified 
pnvate citizens from serving govemmental tours of dut,-. 

And. abova,all,the~ is need to abandon the outmoded conventions 
which haveoften deF.ived an administration of the 881'Vice of members 
of the opposite political party. They~ for making appoint­
ments to key national security posts must be ability to do the job,
renrdless of party. 
•·S~iftc•reoommendations for ~g p~ in these seven area11, 

~er with suggestions for other reforms of the policy proceee, will 
be contained in suooeedina staff reports. 

. . ' 
0 
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FOREWORD 

The Subcommittee on National Policy Machinery was created in 
July 1959 for the purpose of making the first comprehensive review of 
our national security policy process since the discussion and debate 
preceding the passage of the National Security Act of 1947. 

The goal of the Subcommittee hes been to determine whether the 
policy-making machinery at the highest levels of our government is 
adeq_uate to identify and plan ahead on the critical issues of national 
surVIval; to determine whether this same machinery promotes effec­
tive coordination of policies; and to make constructive recommenda­
tions for improvement where necessary. 

The National Security Act of 1947 established the National Security 
Council as the main organ at the summit of the government for advis­
ing the President with respect to the integration of domestic, foreign 
and military policies relating to the national security. The National 
Security Council and its subordinate machinery have, therefore, been 
a central subject of the studies and hearings of the Subcommittee. 

I asked the Executive Secretary of the National Security Council 
whether he and his staff would be willing to take on the task of pre­
paring an organizational history of the Council, to be published as a 
Subcommittee print. This study represents their generous response 
to my request. 

The two authors of the study, Mr. James S. Lay, Jr. and Mr. Robert 
H. Johnson, write from a unique background of experience. Mr. Lay 
has served continuously with the NSC staff since the Council was 
established in 1947-as Assistant Executive Secretary of the Council 
from 1947 to 1950 and as its Executive Secretary since that time. 
Mr. Johnson has been a member of the NSC staff since 1951 and, since 
August 1959, has been Director of the Planning Board Secretariat. 

The Subcommittee is most grateful for this valuable work. I am 
confident it will prove of wide interest to the Congress, Executive 
Branch officials, scholars, and the general public. 

HENRY M. JACKSON, 
Chairman, Subcommittee on National Policy Machinery. 

AUGUST 11, 1960. 
m 
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ORGANIZATIONALHISTORY OF THE NATIONAL 
SECURITY COUNCII..1 

I. GE:SERAL INTRODUCTION 

In a little less than thirteen vears the N a.tional Security Council has 
been transformed from a. brief statement of purposes in the National 
Security Act of 1947 into a. well~ta.blished 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 needs and desires of each of the Presi­
dents who have presided over it as well as the requirements of a chang­
ing world situation. However, the Council mechanism has also 
evolved continuously; each stage in its development has been built 
upon the stage before. 

Even in advance of World War II there were individuals who saw 
the need for improved means of correlating our foreign policy with our 
military and economic capabilities. However, it was the deficiencies 
e,cposed by the pre-Pearl Harbor period of diplomatic and military 
maneuver, the handling of wartime problems involving relationships 
between foreign, military and domestic policies, and the development 
of policies for the rostwar period that demonstrated to many individ­
uals, in and out o government, the need for better machinery for re­
lating our foreign and our military policies. During the wartime 
pe1iod Genera.I George C. Marshall is understood to have been an early 
advocate of improved top-level coordinating machinery. 

The genesis of the National Security Council has, however, many 
sources. One such source was U.S. wartime participation with the 
British in combined committees, and more particularly, our experience 
with the Combined Chiefs of Staff. In these committees the U.S. 
participants became familiar with British development and use of 
committees and committee secretariats. In the course of their collab­
oration with tho British, U.S. officials also became familiar with the 
British Committee of Imperial Defense which had been established in 
1904 as a means of assuring high-level coordination of national security 
matters. 

U.S. officio.ls recognized that any similar U.S. organizations would 
have to be adapted to the requirements of the U.S. Presidential system 
which are, of course, in important respects different from those of the 
British Parliamentary system. The experience of the United States 
with the Combined Chiefs of Staff organization was applied during 

1 This history deals only with tho unclassified organlmtlon and prooeduree of the National Security
Council. It does not lnclnde the sub!tanoe of papers or ducusslons on national -urity mattcn within 
the NSC organlmtlon because they &I'll of a oonftdentlal nature Involving matters of Presidential prlvil8111e
and bccau.oe most of them must remain classilled for security reasons. Obvloualy, It would be Inappropriate 
for thia history to contain any Individual appralsa.l of the many distinguished omclals who have been u­
soclated with the N SC organimtlon. I Jowcver, it should be recognized that tbe organlutlon and procedures 
described herein were largely governed by the requirements of the 11t1b)ectmatter and of the lndlvlduala 
Involved in the work of tbe Council during the various stagea of its history. In fact, the porp09e of the 
orcanuatlon and prooeduree on which this history oonoootrate, ls to aerve the officials of the Council In 
dcall111 with the sub8tantive problems and lssoes affectlna: tbe aecurtty of the United States now and In the 
tl~ble futun. 

1 

https://bccau.oe
https://officio.ls
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the war to the development of the organizational structure of the US 
Joint Chi~fs of Sta.ff, a.s well a.s to the development of the staff a.;1d 
sub-committee structure of the State-War-Navy Coordinating Com­
mittee (SWNCC), establislwd late in 1944 to provide a. more regular 
channel of communication between the State Department and the 
U.S. military on politico-military matters. 2 

The "Committee of Three" which was established during World 
War II and subsequently abolished was, in a. sense, one of the predeces­
sors of the National Security Council. This committee was composed 
of the Secretar~es of State, War and Navy and was designed to facili­
ta~ consultation among these Presidential advisers on politico­
military matters. 

In_ the immediate post-war period numerous individuals and groups 
studied the problem and advocated some kind of high-level coordinat­
ing mechanism. One of the more compreheMive of these studies, and 
the first one to suggest the name "National Security Council", was the 
report. prepared by Mr. Ferdinand Eberstadt for Secretary of the 
Navy Forrestal in September 1945 as a result of the controversv over 
unification of the armed services. 3 • 

So many different individuals and organizations contributed to the 
de~elopment of t~e concept. and the specific legislative proposals re­
latmg to t~~ N~tional Security q<>unciJ that analysis of this phase of 
the Counc~ s history c<_mld _readily provide the ha.sis for a separate 
study. It IS necessary 111 this short history of the Council, therefore, 
to concentrate essentially upon developments which began with the 
enactment ?f t_he National Security Act of 1947. Even for the period 
cove_red, this history does not pretend to be completely comprehensive, 
but it d~es _attempt to_ cover all major developments. 

The National Security. Act, ~assed ~y a Republican Congress and 
approved by a D_emocratic President, 1s best known as the legislation 
that pr~vided for "unifica~ion" ~f the armed services. However, it 
~as the mtent of Congress 111 pa.ssmg the a.ct "to provide a comprehen­
sr~,.e program for the future security of the United States" ' and 
Title I of the Act provides coordinating mechanisms in three other 
areas of national security activity--i.e., the areas of national securitv 
~licy; of intelli~ence; and of military, industrial and civilian mobiliza­
tion. The National Securit:y Council (NSC), the Central Intelligence 
Agency (CIA) and t~e National Security Resources Board (NSRB) 
were created to coordinate the various activities of the existing Execu­
tive departments and agencies in these three fields.' 

The Act provided that the function of the Council should be to 
"_advise the ~:esident ~~tb respe_ct to the integration of domestic, for­
eign, and m~t_ary pohc1~ relatmg to the national security so as to 
enable the military services and other departments and agencies of 
the government to cooperate more effectively in matters involving the 
national security." It further stated that, subject to the direction of 
the President, the Council should: 

a. .... assess an~ appraise ~he objectives, commitments, 
and mks of the Uruted States m relation to our actual and 

1 SWNOO was reconstituted aa the State-Army-Navy-Air f'orce Coordinating Committee (SAN ACC) 
follo11'1D& For di8cuulon or the relationship or SAN ACC to the r-;sc- ln'ra ppthe end or the •·ar.H, 15. ,, • • 

1 
1 Unl/icallon of War and Nal)J Dtpartmfflu aAd Po,t-111ar Organization for Nalitmal Suuritr Report to Bon 

ames to_rres)tal, Secretary or Navy. (Committee on Naval Atlalrs Onlted States Senate' 79th Con~;
F 1n 1session pp. 7-11. 65. ' ' --• 

• National ~ty Act or 11147,Section 2. 
1 The Ebentadt reJ)Ort bad alao propoaod creation or a CIA and an ~SRB. 
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potential military power, in the interest of national security, 
for the purpose of making recommendations to the President 
in connection therewith; and 

b. ... consider policies on matters of common interest to 
the department.a and ~encies of the Government concerned 
with the national secunty, and ... make recommendations 
to the President in connection therewith. 

The Central Intelli2:ence Agency, created by the same Act, was placed 
under the Council.i" 

The Act specified that the Council should be composed of the Presi­
dent, Secretaries of State, Defense, Army, N a.vy and Air Force, and 
the Chairman, National Security Resources Board, but authorized the 
President to designate the Secretaries of executive departments, the 
Chairman of the Munitions Boa.rd and the Chairman of the Research 
and Development Board as Council members. The Act further stated 
that the President should preside over Council meetings, but provided 
that, in his absence, he might designate a member of the Council to 
preside in his place. Finally, the Act provided for the establishment 
of a career staff headed by a civilian Executive Secretary appointed 
by the President. 

It is possible to identify three distinct phases in the Council's 
evolution: (a) an initial phase (September 1947-June 1950) during 
which the Council was organized and established itself as a useful part 
of the governmental machinery; (b) a second phase (June 1950-
January 1953) during which the Council was reorganized in the light 
of operational experience and to meet the greatly increased demands 
placed upon it by the Korean War; and (c) a third phase (January 1953 
to date) during which the Council mechanism was further strengthened 
and adjusted to the requirements of a new President. 

II. THE INITUL PHASE 

(SEPTEMBER 1947-JUNE 1950) 
I ntrodudwn 

Those who participated in the initial organization and work of the 
Council were motivated by certain key principles. Central to every­
thing else was their recognition of and emphasis upon the Council's 
role as a policy advisory body to the President. 

At the time the Council was organized there were some within the 
Executive Branch who favored a somewhat different emphasis. 
They did not deny that the Council was fundamentall_y an advisory 
body to the President. But they believed that when, m the absence 
of the President, there was consensus within the Council on a par­
ticular matter; when the departments or agencies represented on the 
Council were able to carry out the decision reached; and when that 

• Section 102(a). The relationship Is spelled out In Section 102(d). A predeoe5.'!0r ornni1ntion the Cen­
tral Intclllgenoe Group (CfO), had been established on January 22. 1946 by Prcsidcnt1al Directl.-c. CIO 
wM, In September 11147 therefore a functioning organiutlon and pro.-lded the organliational b&91!upon
which CIA waabuilt. The Preoldentlal Ulrective or 11146al!IO created tho Notional Intclllgenoe Authority
(NIA) (composed or the Srerewlcs or State. War, and Navy 1md a pcr90na) representative or the President) 
to seek to erumm that the foreign intelligence activitie.! of the U .8. Government were "'planned! developed
and ooordinatc<I 90 a., to assure the most effective acromplishment or the int.-lligenoe ml..,1on re ated to the 
national security••. The Director or Centml Intelli~cnce, who headed CJO, pcrfonncd his rrsponsibllitiea
"'under the dln'Clion and control" or tho :-JTA \11 Ferltral Regilltr 1337..;J11,February 5, 11146). NIA was, 
in tum, closely associated with the so-cal~ "'Committee or Three"' ...-hlcb bad lhe same membership a., 
NI A (e,cept that It did not Include a Prcsldent•s representative) but a broader role. Mr. Sidney Souers, 
who WIIS named u tbe llrst Director or Central Intclligenoc, wu subsequently the 11.rst NSC Executive 
Secretary. 

1189119--00---2 
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decision was within the scope of previously approved Presidential 
policies, it would not be necessary to take the matter to the President 
for decision. 

It was decided, however, that the Council's role should be limited 
strictly to a.dvisin~ the President. The advisory character of the 
Council was the prmcipa.l theme of a statement of the "Concept" of 
the Council approved by the President in July 1948.7 The only 
qualification placed upon this proposition was the recognition that, 
under the statute, the Council members had certain corporate re­
sponsibilities for issuing genera.I directives concerning the organization 
and coordination of such foreign intelligence activities of the several 
government departments and agencies as relate to the national 
security. Even this is not truly an exce.Ption, for the President 
retains the ultimate power of decision withm the Executive Branch. 

Corollary to this emphasis upon the advisory character of the 
Council was the acceptance of the principle that divergencies of view 
as to national security policy should not be suppressed, but should 
be clearly reflected at ea.ch stage in the development of a policy. 
This principle has been applied to the Council's work throughout its 
history and regularly resulted in presentation to the President of 
what have come to be known as "split" policy recommendations. 

Within the broad and basic concept as to the advisory character of 
the Council, the officials responsible for organizing the Council's work 
faced certain immediate practical decisions as to what kinds of prob­
lems should be tackled first. The Council's functions, as stated in 
the statute, were very broad indeed. It was believed, however, that 
the Council could most quickly establish itself as an organization of 
recognized usefulness to the President and to the departments and 
agencies if, initially, instead of concentrating on some of the broader, 
longer-range national security problems, it were to make itself avail­
able to the Council agencies for the development of policies to deal 
with problems which were of immediate, current concern to those 
agencies and which required Presidential deci8ion. Finally, it was 
recognized that the Council was likely, under the circumstances exist­
ing at that time, to be concerned in very considerable measure with 
i>roblems involving foreign affairs and that, accordingly, the State 
Department would play a major role within the orga.niza.tion.8 

The organization of the Council 
The National Security Act of 1947 was approved by the President 

on July 26, 1947. M.r. Sidney Souers, the Executive Secretary Desig­
nate, began assembling a small permanent Council Staff in August.• 
The Council held its first meeting on the effective date of the Act, 
Friday September 26, 1947. Mr. Souers was sworn in as Executive 
Secret~ry Just prior to the meeting, together with the heads of two 
ot.her now agencies established by the Act, the Director of Central 
Intelligence and the Chairman, National Security Resources Boa.rd. 

Certain basic organizational decisions were ma.de at the first meet­
ing of the Council. It was decided that the permanent membership 

, The Immediate occa.,lon for the preparation of the "Conoept" was an appcnranoe by the E1ocutlve 
Secretary before a Hoover Commission Task Force. However, It was based opon and codlfied sl.mllar 
st.atements that had been made upon earlier occaslons. 

• On this last point see Sidney W. Souers, " Polley Formulation and N atlonal Security". Tiu A mcricGn 
Polilkal Sclffl« Rttllew, Vol. XLm, No. a(Juno 1049) p. 536. 

• On the day the Council held Its first meeting the Council bad, In addlUon to the E1eoutlve Secretary, 
three employees, &.II detailed by participating agencies. One or these was the present E1eoutlve Secretary,
Mr. James 8. Lay. Jr. 
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should be restricted to those officials specified by the Act and that 
attendance of other officials would be only with the approval of the 
presiding officer. The heads of other agencies were regularly invited 
for items of interest to them. 10 It was agreed that the Director of 
Central Intelligence should attend all Council meetings as an adviser 
and observer. It was decided that no set schedule of meetings should 
be established, but that meetings should be arranged as required. 
The Council at this inaugural meeting also approved recommenda­
tions of the Executive Secretary, developed in consultation with the 
participating agencies, with respect to the functions and composition 
of the NSC Sta.ff and with respect to the initial study assignment to 
the Sta.ff. It was a.greed that CIA should initially furnish necessary 
administrative services to the NSC (e.g., fiscal, personnel and supply 
services). 

Although President Truman presided at the first Council meeting 
and occasional meetings thereafter, he did not refi11arly attend such 
meetings until the beginning of the Korean War. 1 The President's 
decision not to attend Council meetings was based upon his concern 
that the discussion might be terminated prematurely by too early an 
expression of his own views u and upon his view that m this way he 
could best preserve his full freedom of action with respect to the 
policy recommendations of the Council, including any dissents thereto. 

There were those who argued that, in view of the statement in the 
statute that "The Secretary of Defense shall be the principal assistant 
to the President in all matters relating to the national security'', he 
should preside in the President's a.bsence.13 However, the President 
decided that the Secretary of State, as the second ranking member of 
the Council as then constituted, would preside. This decision wa.s 
also consistent with the concept that, under the circumstances then 
existing, the State Department would play a major role in the 
organization. 

The Council's recommendations were brought to the President !or 
his consideration following the meeting, ordinarily by the Executive 
Secretary who served, in effect, as an Administrative Assistant to the 
President for national security matters. The President was kept 
re~rly informed of the status of Council business through regular 
bnefings by the Executive Secretary. The Executive Secretary saw 
the President dail;r. to brief him on the la.test foreign intelligence as 
well as on Council matters. 14 Even though the President did not 
regularly preside, Council meetings were, from the beginning, held in 
the Cabinet Room of The White House. 

During this period certain changes occurred in the initial arra.nge­
men ts regarding meetings and Council participation. In May 1~8 
the Council agreed that meetings should be regularly scheduled twice 
a. month. However, a meeting might be cancelled if there was no 

11 It would not be useful to 11st ror the period 1046-50, or ror subsequent periods covered In tblabl.story,all 
of the other officials who participated In Councll meetings on an ad l«1cbasis. However, It may be ofbeln· 
terest to note that tbe following participated on this basis during the period September UM7to Deoem r 
UH8: The Secretaries or Treasury, Commerce and Labor; the Attorney General; the Economic Cooperation 
Admlnlstr&.t.or and the Chairman. Civil Aeronautics Board. 

11 President Truman presided &.t twelve or the 67 Council meetings which were held durlnl the period 
from September 2111,1947 through June 23, 1950. 

u Souers, op. ell.., p. Ml. vld ..... "The 
u N&.Uonal Security Act of 11147,Section 202(&.). In 11149this section was amended to pro e ............... _ 

Secret.arbor Defelllle shall be the principal assistant to the President In all matt.en relattnr to the ...._ ~ 
0 

m~~ {th t~e:::~~ement or Admiral William H. Leahy, Chief of Staff to the President, on March :18, IMO, 
the E1ccutlve Secretary assumed full responsibility for briefing the Pn,sldent dally on polltlco-milltarJ
&ffaln, a task be had prevlonsly performed In cooperation with Ad.lnlRl Leahy. 

https://Admlnlstr&.t.or
https://a.bsence.13
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bus~ess to transact and special meetings might be scheduled as 
reqwred. T~es~ rules prevaile_d until the ~eginning of the Korean 
War. Two Blgllificant changes m membership occurred in the period. 
In January 1949 the President directed that the Secretary of the 
Treasury attend all Council meetings. On August 19 1949 the 
President approved amendments to the National Security Act .;.hich 
created the Department of ~efense as an Executive Department and 
greatly stre~gthened the pos1tio_n of the Se~retary of Defense, giving 
him cl~a~ pnmacy over t_he Service Secretanes.15 These amendinents 
also eliminated the Service Secretaries from the Council membership 
and added the Vice President. The same amendments made the 
Joint Chiefs of Staff military advisers to the Council. The Chairman 
JCS, thereafter attended_ all Council meetings. By Reorganization' 
flan No. 4 of _1949,effective August 20, 1949, the Council was placed 
~ th~ Executive Office of the President, thus formalizing a <kfacto 
s1tuat1on.ie 

A ~uncil staff and committee structure to deal with U.S. internal 
!'6cunti problems was developed as a result of Council action initiated 
m April 1948. A_t that time the Council employed Mr. J. Patrick 
Coyne, former Chief of the Internal Security Division of the FBI, as 
a consultant. Mr. Co_yne, who was recommended to the Council by
Mr. J. Edgar Hoover, Director of the FBI, undertook at the Council's 
request a survey of the problem of internal security. His report sub­
mitte~ to the ~uncil in August, concluded that a more thoro~hly 
coordinated and mtegrated effort was required in this field. To this 
endt he p~posed crea~ion of a ~_pecial Assistant on Internal Security 
~ ~~e Nation~ Secunty Council who would be charged with respon­
Blhility for making an &88e88mentand appraisal of the over-all internal 
~urity progr~ on a cont~uing bas~ and '!ho would arrange through 
m_tereste~ agencies for st~dies of particular mternal security problems 
wtth _a view to developmg a~eed solutions to such problems. In 
carrying ~ut this _function this individual was to work closely on a 
consultative, advisory and mutually cooperative basis with the 
representaf:ives of the interested Executive departments and agencies. 
The Council adopted_ the C?nclusions of this report, but deferred action 
on the recommendation wtth respect to a Special Assistant. 

After furthe_r co1;1sideratioI?, o~ the problem the NSC in March 1949 
approved a ~irective estabhshrng the already existent lnterdepart­
ment!il Intelligence Conference (IIC) as a committee of the NSC and 
creatm~ a new_ Interdepartmental Committee on Internal Security 
(ICIS). 7 Specific charters for the two committees were approved 
subsequently by the Council. The nc was already responsible for 
the_coordination of the investigation of all domestic espionage, counter­
esp1oryage,_sabotage, subyersion and other related intelligence matters 
affectmg mternal security. The ICIS was made responsible for 
coordination of all other internal security matters. 

" Public L&w 216, Slat Congress. 
" Tbe Council offices were Crom tbe beclnnlnr located In tbe Executive Office Bulldlnc There were 

tboee w~ at tbe time tbe Council wassetting orpnued, favored 1ocatlnc Council offices In thePentaion. 
In fact, omce space wa.s provided !or tbe Exeeullve Sec:retary In tbe Pentagon but nner occupied, The 
decision to locate the Council offices In the Executive Office Bnlldlnc reftected a conxtous l'900IDIUonof 
tbe Council's role a.sa staff arm to tbe President. 

11 M the time It was established BSaoommltteeoltbeNSO, tbe no wa, made upol the Dlrectoroltbe Fed· 
era! Bureau ol Inveatl~atlon, Department ol Justice; the Director ol the Intelligence Division ol the Arm • 
tile Director ol Naval Intelligence; and the Director, Office ol Spcctal Investigations. O .8. Air Force. Tl: 
membership today la the same except that the title ol the Army representative la now "Assistant Ohle! ol 
Staff for Intelllge~ Department or the Army" and, or the Air Force representative, "Dlroctor of Special 
Investigations, the lDSpector General, Headquarten U.S. Air Force". The 1018 was, and contlnoee to 
be, ooml)08ed of representatives or the Departments of State, Treasury, Justice and the National Mllltar)'
Eatabllabmeot (now, the Department of Defense). 
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The directive of March 1949 also created an NSC Representative 
on Internal Security who, under the direction of the Executive 
Secretary, was responsible for (a) assisting and advising the NSC in 
coordinating the activities of the IIC and the ICIS; (b) assisting and 
advising the no and the ICIS in carrying out their responsibilities; 
(c) submitting to the no and the ICIS q_uestions which, in his opinion, 
required their consideration; (d) participating, as the representative 
of the NSC, as an observer and adviser in all meetings of the IIC and 
the ICIS; (e) submitting for NSC consideration any ltnn::lems which 
could not be resolved by the no and the ICIS, out • • g divergent 
solutions proposed and making his own recommendation; and (f) 
reporting to the NSC at least quarterly on progress being made in the 
provision of adequate internal security. It was specified, however, 
that he should have no power of instruction, direction or supervision 
over the nc or the ICIS. Mr. Coyne was designated as the NSC 
Representative on Internal Security. 

When, acting within its Presidentially-approved charter, either of 
the committees reached an agreement on a particular course of action, 
that agreement could be referred to the appropriate agency for 
implementation without prior reference of the matter to the NSC. 
The NSC RepMsentative on Internal Security sought to ensure that 
matters that did appear to require Council action were brought to the 
Council's attention. The Council was kept regularly informed of 
the committees' activities through reports on those activities. 

Beginning with this initial period and thereafter throughout its 
history, the Council has Crom time to time established other standing 
committees. or subcommittees. Such standing committees occasion­
ally include members from non-Council agencies. However, they 
have characteristically been created to deal with some particularly 
sensitive subject or with a subject of direct interest to only a few of 
t.he agencies that participate in the Council's woi:k.11 

Theorganization of the staff • 
A major consideration in the initial or_ganization of the Council's 

·staff was stated as follows by the first Executive Secret&ry of the 
Council: 

In organizing the staff, an effort has been made to steer a 
middle course between two undesirable extremes. If the 
personnel were entirely composed of permanent Council 
employees, there would be a tendency to reach "ivory tower" 
conclusions out of step with opera-tional developments. On 
the other hand, if the personnel were solely office.rs detailed 
from the participating departments, unavoidable turnover 
might cause a loss of continuity. The staff, therefore, is a 
mixture of these two types. 19 

" It may be usellll here to compare the reoommendatlo~ of lhe Commission on Organlzat1oo of tbe Execu­
tive Bnmch of tbe Government (the "Hoover Oomml!sloo") regarding the NSO with tbe orgaoll&tlonal
changes deecrtbed above. Tbe Hoover Oommlsslon In 19'9 recommended inler alla: (a) that the President 
he rtftll authority to determine tbe memberablp of the Oouncll; (b) that better working level relaUonsblps 
he establlabed between the JCS organlsat.loo and lhe NSO and other aguncl ; (c) thai Internal !leCUrlty
plannlnc be Improved; (d) that Of A he Improved and strengthened; and (e) that tbe Council he plaeed
formally w1tbJD the President's Office. The 19'11 atstutory changes helped eue 90me of the Immediate 
problems with respect to membership by llmltlnc the military eatabllsbmenl to a single Council repn,aenta•
tlve. Tbe statutory change with reepect to the JCS relationship to the Council ea!led, but did not oom-

letely IOlve, the problem referred to In (b); fllrtber organizational chaDlles effected In 1950 did, however,r.arge!J solve tbla problem (ir1/ra1 p. 111). The surveys ol lnlernal aecurfty and tntelllrence activities (on
tbe latter - Infra, p. 10), which nad already been undertaken by the Council, together with tbe Council 
actions tlowtnr tbereCrom, covered the matters mentioned In (c) and (d). Placement al tbe NSO ID tbe 
Executive Office of tbe President dealt wllb the recommendation referred to In (e). 

118ouen, op. dL, p. 637. 

https://office.rs
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That part of the staff organization drawn from the agencies that 
participate in the Council's work has, throughout the Council's his­
tory, performed two basic functions. On the one hand, the individ­
uals who comprise this part of the staff have been individually respon­
sible for bringing the resources of their respective departments and 
agencies to bear upon the Council's work. On the other hand these 
individuaJs have, as a group, prepared the papers considered by the 
Council. The permanent career staff of the Council has provided 
certain central services and has been a source of independent analysis 
of the subjects before the Council and its subordinate interdepart­
mental staff groups. 

The Council Staff, as initially organized, had three principal com­
ponents: (a) the Office of the Executive Secretary; (b) a Secretariat 
which performed such usual secretariat duties as cirulating papers 
preparing agenda and recording Council actions; and (c) a unit call~ 
"The Staff" which developed studies and policy recommendations for 
Council consideration. The office of the Executive Secretary and the 
Secretariat were composed entirely of permanent Council employees. 
"The Staff", on the other hand, initially consisted wholly of officials 
detailed on a full-time basis by the departments and agencies repre­
sented on the Council, though it was assisted by permanent staff 
members. Because, as earlier noted, it was anticipated that the 
majority of problems dealt with by the Council under then-existing 
conditions would relate primarily to foreign affairs, the State DeJ>art­
ment was asked to provide an official to head this Staff. This official 
was called the "Coordinator of the Staff". In December, 1947, a 
permanent Council employee was added to "The Staff". Obtained 
~y permanent transfer from State, he was designated "Assistant to the 
Coordinator". Immediately following the first Council meeting, full­
t~e members of "The Staff" were design_ated by State, ~~.f, Navy, 
Air Force and CI.A. The ·state Staff Member was not nntially the 
same individual as the "Coordinator". The Secretary of Defense, 
who was not at this time represented on "The Staff", designated a 
Special Assistant to maintain liaison with the Executive Secretary. 
Because it was itseli in process of organization during this period, the 
NSRB did not designate a Staff member until February 1948. Non­
members of the Council were represented at meetings of "The Staff" 
on an ad hoc basis when subjects of concern to them were being con­
sidered. Members of "The Staff" were generally of the rank of 
lieutenant colonel or colonel (Navy: commander or captain) or 
equivalent Civil Service rank; the Coordinator was a senior Foreign 
Service Officer. 

It might be noted here that the changes that have occurred during 
the lif&of the Council in the terminology applied to the different parts 
of the Council staff organization have been a source of some confusion 
to those outside the organization. Thus initially, as indicated, the 
term "The Staff" was applied to the principal interdepartmental 
com:ponent of "The NSC Staff".ai Following the 1950 reorganization 
the mterdepartmental components, the "Senior NSC Staff" and the 
"Staff Assis tan ts", were formally still considered a part, a.long with 
the permanent career staff, of "The NSC Staff". However, in prac­
tice it became customary to apply the latter term to the permanent 

• Henatter when reference Is made to thJs Interdepartmental staff component of the UK7-W period, lt will 
beldentllled as"The Staff" In quotation maru. 
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career staff only. This practice was formalized at the time of the 1953 
reorganization.

In November 1947 a fourth component was added to the Council 
staff structure. 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 "Consultants" to the Executive Secretary. 
The Secretary of State similarly agreed to designate the Chief of the 
Policy Planning Staff as the State Consultant to Mr. Souers. A 
Consultant was named by NSRB in June 1948, and the Director of 
Central Intelligence performed this function for CIA. In addition, 
the Secretary of Defense designated the Director of the Joint Staff to 
advise the Executive Secretary. Although a number of important 
changes have been ma.de in the 9ouncil staff organizati?n ~ince 1947, 
the basic pattern of a two-level rnteragency staff orgamzation, estab­
lished in 1947, has persisted down to the present day. 

Only relatively minor changes occurred in this staff organization 
during the period under review. In April 1949, after Mr. Louis 
Johnson became Secretary of Defense, he named a Member for "The 
Staff" and formally designated the Director of the Joint Staff as his 
NSC Consultant. The position of State Member of "The Staff" and 
the position of th13 Coordinator of "The Staff" were combined in July 
1949. After the National Security Act was amended in August 1949, 
the three members of "The Staff" from the military services were 
redesignated "Advisers" and the representative of the Secretary of 
Defense became the sole member from the Defense Department. The 
Service Advisers continued, however, to participate fully in the work 
of "The Staff". 
Staff and Council procedures 

Something of the character of the problems with which the Co':lllcil 
was concerned during this period, as well as during subsequent periods, 
may be suggested by a brief description of the four principal categories 
of policy papers considered by the Council. First and most impo~tant 
a.re the basic over-all policy papers which cover a wide range of national 
security problems and contain related political, economic and military 
strategy. Second are the papers covering individual foreign coun~ries 
or larger geo~aphical regions. A third category might b~ called "func­
tional" policies. These cover such national security policy matters as 
mobilization, atomic energy, Free World-Sino_-Soyiet Bloc_ t_rade, an~ 
regulation and control of armaments. Orgamzational policies consti­
tute the final category. These include, among others, policies relating 
to the Council's own or~anization, internal security organization and 
the general _policy directives relating to the organization and coordin~­
tion of foreign intelligence activities which are issued by the Council 
pursuant to the National Security Act. . 

The Council at its first meeting, on the recommendation of the 
Executive Secretary, made the assessment of U.S. _objectives, com­
mitments and risks in relation to actual and potential U.S. power a 
continuing, long-range stu1y assignment of ~he NSC_Sta~. Howe_ver1
in accordance with the basic approach described ea.rher, 1t was dec1dee1 
very early that this assignment should be tackled initially through 
studies of certain critical areas of the world. It was a.greed that these 
studies should subsequently be incorP?rated in an over-all appraisal .of 
U.S. objectives, commitments and nsks. 

https://Staff".ai
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During much of the period 1947-50, ~herefore, t~~ great ~ajo~ty 
of the policies. considere~ by the Council wer~ pohc1~s deah~g with 
particular foreign countries or larger geographical regions which pre­
sented problems of critical significance at the tiJ:ne. Initially pape~ 
of this kind were focused on single (though ma3or) problems and m 
some cases provided quite detailed policy guidance for dealing with 
those problems. Papers dealing with a single foreign country did not 
attempt to deal with all aspects of U.S. relations with the country, 
but only with certain ke:y: aspects. However, as the months and years 
passed the Council and its staff progressively tackled broader, longer­
range problems and broadened the scope and coverage of country and 
regional policy papers. The first paper of a broad over-all character 
dealing with the basic national security problems facing the United 
States was adofted by the Council in November 1948. 

In this initia phase of the Council's existence relatively fe~ policies 
of the "functional" variety were acted upon by the Council. How­
ever, because the Council was establishing many of its basi? organiza­
tional arrangements during this period and was also making re?O~­
mendations for organizational change in areas of governmental activity 
related to the Council's work, organizational policies constituted an 
important proportion of the Counc~'s busin:ess. For _e~~ple, the 
Council began m December 1947 to dIScharge its responsibilities under 
the National Security Act for issuing general policy directiv~ concern­
ing the organization and coordination of such foreign intelligenc~ ac­
tivities of the several departments and agencies as relate to the national 
security. In January 1948 the Council initiated a general survey of 
foreign intelligence activities. This survey was made by a group of 
consultants from outside the governJ?ent and marks the firs~ such use 
of outside consultants by the Council.21 Th~ recolll?1endattons J?lade 
by this survey group were subsequently considered m the _Council. 

Some reorientation was given to the work of the Council and "The 
Staff" when, on May 4, 1949, not long after the beginning of Presid~nt 
Truman's second Administration, the Executive Secretary met with 
the Under Secretary of State, the Chief of the Policy Planning Staff 
and other State Department officials to discuss the work of the Sta.ff, 
and, in particular, the type of rep?rts that the ~ta.ff had _been prepar­
ing. On the basis of the concl1;1-s1ons!'8ached_ m that discuss1~n, the 
Executive Secretary on May 26 issued mstructions to the Coor~m~tor 
of "The Staff" requesting "The Staff" (a) to conduct a periodical 
review of all current national security policies in order to determine 
what revisions were neces.5ary; and (b) to undertake a progra~ of 
studies on major policy problems which would appraise the national 
security aspects of those problems and analyze alternative _courses_of 
action open to the United Sta~ without, however, making policy 
recommendations. These instructions thus initiated two new types of 
staff activity-a $6neral review of existing policies, and the prepara­
tion of papers which discussed policy alternatives without recommend­
ing a particular policy.22 Both types of activity have been a recurrent 
feature of Council business in the period since 1049. 

From the beginning, proposals for Council projects could and did 
originate in a variety of different ways. In the first year of the 

11 One of the members of this survey group waa'Mr. Allen W. Dulles, the present Director of Oentral 
lntelll&ence. 

• The review of'J)Ollcleswasundertaken Immediately; the first Staff report analymig policy altemattvee 
WU discussed In the Council In August UM9. 
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Council's operation, for example, State was the most. important single 
source of the Council's agenda subjects but the Secretary of Defense, 
the Army and the Air Force together originated nearly as many 
Council projects. In fact, a striking feature of the Council's ea.rly 
activities was the leading role which the late Mr. Forrestal played in 
initiating Council projects during the period that he was Secretary of 
Defense. The NSC Staff, the State-Army-Navy4ir Force Coor­
dinating Committee, 23 CIA and Commerce were other sources of 
projects during the first year. 

Members of "The Staff", though assigned to the Council on a full­
time basis and physically located together in the NSC offices, also 
maintained offices in, and regular contact with, their respective 
agencies. Meetings of "The Staff" were conducted on an informal 
basis with the Coordinator serving as chairman. The first step in the 
preparation of a paper was a meeting of "The Staff" to discuss the 
pohcy problem and to define the scope of the particular report. 
Although the P.rincipal participants in these Staff discussions were the 
members detailed by the agencies, certain members of the permanent 
career staff also participated. While the latter did not make _policy 
recommendations, they did raise questions, suggest additional issues, 
and of ten prepared redrafts of papers on the basis of the Staff 
discussions. 

Each Staff member obtained the staff-level views of his respective 
department or agency with respect to the matter under review. 
These views were sometimes submitted in writing. After one or more 
Staff discussions, in the course of which the agencies represented on 
"The Staff" further clarified their views on the subject, one member 
of "The Staff" was ordinarily requested to prepare a draft report. 
In the usual case, the first draft of the report was prepared by the 
State Department member. As a variant of this procedure, utilized 
particularly in the early days of the Council, the members of "The 
Staff" were requested to prepare individual agency contributions 
which were subsequently integrated into a•single report. 

The usual policy paper prepared by "The Sta.t;f" during ~his period 
consisted of three basic elements: (a) a very bnef and qUite general 
statement of the problem to which the :{>aper was addressed; (b) an 
analysis of the problem; and (c) conclusions. The analysis normally 
included such elements as a statement of U.S. objectives, a statement 
of existing policies and commitments, an estima~e of the situation 9:nd 
possible future developments, and an analy:s1s of the alternative 
courses of action open to the United States. The "Conclusions" were 
the only section of the paper normally acted upon by the Council. 
The paper as a whole was ordinarily very brief. 

After several meetings of "The Staff" on a policy draft, it was sent 
to the Consultants for concurrences. The Consultants were not re­
quested to concur in a paper in all of its parti_culars, but ?~ly to 
indicate their views as to whether the paper was m such _con~tion as 
to be suitable for Council consideration. Although ordmarily these 
concurrences were obtained without a meeting of the Consultants, 
meetings were occasionally called by the Executive Secretary, par­
ticularly when there was a difference of vie'Y' among the _Co~sult~nts. 
Following such clearance, the paper, includmg any contmumg diver-

" On tbe relatlonshipe between the Council and SAN A CO see In/hi, PP. lf. 141 

IIS9119-GO--a 
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gencies of view, was submitted to the Council for its. considera.tion.24 

The views of the Joint Chiefs of Sta.ff were obtained by the Secretary 
of Defense on any papers having military implications and were cir­
culated to the Council prior to its consideration of the pa.per. 

Ordinarily the policy proposals acted upon by the Council were 
prepared by "The Staff". In these cases where a Council member 
submitted a policy proposal directly to the Council for consideration, 
it was usually referred, sometimes after preliminary Council discus­
sion, to "The Sta.ff" for preparation of a report and recommendations. 
Nonetheless there were a number of instances in which the Council 
acted directiy upon a report submitted by one of its members (gen­
erally the Secretary of State). Upon occasion the Secretary of State 
submitted reports for the information, rather than for the considera­
tion, of the Council. Such reports, stating the current U.S. foreign 
policy position on some subject, were often discussed in Council 
meetmgs and were occasionally concurred in by the Council and 
the President. 26 

One of the features of the latter pa.rt of the period under review was 
the increasing use by the Council of ad hoc committees to prepare 
reports for its consideration. Such committees were generally, at 
least in original membership, composed of higher-level agency rep­
resentatives than was "The Sta.ff." They often included representa­
tives of agencies which were not regularly reP.resented on "The Staff." 
Ad hoc committees were assigned responsibility for recommending 
policies on some of the more critical problems during the latter part 
of this period. 

The Council agenda. from the start included a variety of different 
types of reports. Some were submitted for consideration as the ~a.sis 
for f,olicy recommendations to the President. Others were submitte~ 
sole y for Council information though, when scheduled on a Council 
agenda., they m~ghtfrovoke a. Council disc~1SSion. Some_ rep?rts ~ere 
specifically designe to serve as the ba.sIB for Council discussion. 
Some Council papers were submitted by Council members, some by 
"The Sta.ff," some by non-members of the Council, and others by 
special committees or by consultants. In some instances these were 
regular periodic reports, in other cases they were prepared in i:~ponse 
to specific request or because of some development or anticipated 
development. The agenda. also included b?th oral and written repor~. 

Certain regular reports were a. sta.ndmg feature of the Council 
a.gendas. Thus in the first year of the Council's existence a written 
current intelligence report was regularly placed on the agen~a for the 
Council's information. Subsequently this report was submitted and 
scheduled monthly. In 1950 it was dropped altogether as an age?da 
item. Instead, the Director of Central Intelligence would from tune 
to time in the course of Council discussion call the Council's attention 
to intelligence information which bad a. bearing on the policy papers 
under consideration or which was otherwise of interest to the Council. 
Beginning in May 1948 a report prepared by the NSC Secretariat on 
the current status of work on Council and Sta.ff projects also became 
a.regular agenda item. 

,. The first policy paper prepared br "The St&ff'' was submitted to the Conncll In mid-October, 1947, 
and ooruldered and adopted In November. Since this paper was prepared before I.here were Consultant.,, 
It went dlrecUy to the Council. 

» 8Quers, op. cit.,p, 539- • 
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In the Council meeting, the Executive Secretary introduced each 
subject on the agenda, but generally did not attempt to summarize 
the contents of the reports before the Council on the assumption that 
each participant had done his "homework" in advance. The presid­
ing officer was sometimes the first to comment upon a policy pa.per; 
on other occasions he called first upon the other Council members for 
comment. A general discussion of the p0licy pa.per followed. 

A decision was ma.de at the beginnmg of the Council's existence 
not to prepare written minutes which would reflect the Council dis­
cussion. It was believed that to do so would have an undesirable 
inhibiting effect upon the discussion. Therefore, throughout the 
Council's history, the only permanent official record that has been 
ma.de is a. record of the Council's action on the various subjects it 
has considered. During the period 194 7-53, this record was prepared 
~y the Executive Secretary on the basis of his understanding of the 
Council's actions, but was not normally circulated to the Council 
members for clearance in advance of its submission to the President. 
Council members could, of course, raise questions as to the Executive 
Secretary's interpretation of what had occurred in t~e meeting, fol­
lowing circulation of the approved record. Such action was seldom 
ta.ken, however. 

It should be noted that occasionally, when it did not appear neces­
sary to have a formal Council discussion ?fa. reP?rt, th~ 9ou?cil _acted 
upon it by memorandum approval. This practice, ongmatmg rn the 
earliest months of the Council's activity, continues to the present 
though it is used infrequently. 

A day or two after the Council meeting the Executive Secretary 
submitted to the President the record of the Council's actions and 
the policy papers as amended and adopted by the Council, including 
any remaining differences of view. He also submitted any Join_t 
Chiefs of Staff views on the paper. The President acted upon the 
Council's recommendations, deciding any remaining differences of 
view. The President approved only the "Conclusions" of the policy 
paJ>er; these became the national security policy on the subject. 

Following the President's action upon them, the record of the 
Council's actions and the approved policy-papers were circulated to 
all Council participants. Fro_m the b~moing, ~hen the Preside1;1t 
approved policy recommendations submitted to him b:y the Council, 
he directed that they be irnflemented "by a.ll appropriate Executive 
departments and agencies o the U.S. Government under the coordi­
nation" of the department or agency head who had the primary 
responsibility for implementation of the policy involved. In most 
cases this was the Secretary of State. The head of a department or 
agency which had been assigned responsibility by the President for 
implementation of a Council action or for the co<?rdina.tion_o~ _imple­
mentation of a. policy paper was informed of his responsibility by 
individual memorandum from the Executive Secretary. It was the 
responsibility of the coordinating agency. to notify all other cf:epar_t­
ments and ~encies of the actions for which each was resp~>nsible m 
implementation of the paper, and to ensure that such actions were 
taken in a coordinated manner. The coordinating agency was also 
responsible for ensuring appropriate disseminatio~ of the policy, or 
extracts from it, to ~encies of the government which were not mem­
bers of the NSC. 

https://considera.tion.24
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The Council in 1948 established a.n ad hoe committee to re-examine 
procedures for the implementation of national security policies. That 
com~itte~ reco~ei:ided, and the Co_uncil in Oc~~ber 1948 approved,
contmuat10n of existmg procedures with the additional provision that 
th~ "c<;>ordinating ~ency" wo~d subll!it progress ~eports a.t appro­
fl_rmte mtervals which summanzed the rmplementat10n of the policy. 
These reports were circulated to the Council for its information and 
schedule~ on the ~end9: of a Council m~eting. Thus.an opportunity 
was provided for discussion at the Council level of the unplementation 
of approved policies. Progress reports were _quite brief (generally no 
mo~e than one o~ two single-spaced pages). They sometimes reported 
on rmplementation on a paragraph-by-paragraph be.sis but initially 
there was no standard format. In the early period they were some­
times submitted as frequently as every month or two though four to 
six months was the more usual time period. ' 

S_ubsequent~y the. i~1structions relating to t~e implementation of 
national security policies were amended to provide further that if the 
coordinating agency and another participating agency diff ere<l as to 
interpretation of the polic,Y or as to methods of implementation and 
were ~na.bl_e to ~e~olve their differences, ~he divergent views would be 
submitted m wntmg through the Executive Secret,ary to the President 
for his decision. 
The State-Army-Navy-Air Force Coordinating Committee 

In late 1944, as noted earlier, there had been established, by agree­
mei:it between. the Secretaries concerned, a ~tate-War-Navy Coordi­
natmg Comnuttee (SWN CC). When the Air Force was established 
as a separate department by the National Security Act of 1947 it was 
added to the membership of the committee and the committee was 
re-christened the Stat.e-Army-Navy-Air Force Coordinating Com­
mittee (SANACC). Although SANACC dealt with a broad range of 
problems, those relating to occupied areas constituted its most im­
portant single field of activity. 

Soon after the Council was organized SANACC began to submit 
policy papers to it for its consideration. These were generally referred 
to the Staff for revision following preliminary Council consideration. 
Occasionall;r the Council in tum requested SANACC to prepare a 
report for it. The Executive Secretary 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 was evident that SANACC's functions closely paralleled 
if they did not indeed in many respects duplicate, the functions of t.h~ 
NSC Staff. 28 .An important difference (and one of the reasons that 
SANACC was temporarily continued) was the fact that, unlike the 
Council or its staff, it could, through action by its members initiate 
imple~e~ta~ion of its decisions, provided, of course, that th~ subject 
was withm its terms of reference and that Presidential consideration 
was not required. 27 

An ad hoc committee of the Council was established in March 1948 
to study the relationship between SANACC and the Council. That 
committee rroposed interim terms of reference for SAN ACC which 
the Counci approved in August 1948. Those terms of reference 

,. The Eberst.adt report bad recommended that the !\SC take over the functions of S WNCC (op. cit., 
p. 7; see pp. 63-54 of that report for a brief dcscrir,tion of SWNCC organization and activities).

27 In this respect s ... XACC was somewhat simi ur in churacter to the internal S<>eurlty committee., of 
the Council established In 1949 and to tho Operutions Coor<llnatlng Board cstriblishcd In 196'1. 
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provided that SANACC's principal funct.ions would be (a.) to advise 
and assist the N~C, preparing reports and studies requested by it; 
and (b) to coordmate matters referred to SANACC by any of its 
members or by the NSC. Thus SAN.ACC was, in effect, recognized 
as being a. pa.rt of the Council's staffing mechanism while at the same 
time it continued to perform coordinating functions on matters which 
did not come before the Council. 

In accordance with the interim terms of reference, the Council made 
a further review of SAN ACC six months after approval of the terms 
of reference. That review resulted in action by the Council to dissolve 
SAN.ACC as of June 30, 1949. 

III. THE SECOND PHASE 

Introduction 
Though by the 

(JUNE 1960-JANUARY 

time of the Korean 

1968) 

War the Council was a well­
establj;shed, functioning organization, certain problems relating to the 
initial organizational arrangements began to become apparent. At­
tendance at the Council meetings, originally confined to the Council 
members themselves, gradually broadened to include the Consultants 
and other departmental advisers. This tended at times to have an 
inhibiting effect upon discussion and to result in undue relian'ce by 
Council members upon departmental advisers during the Council dis­
cussion. The absence of the President from the Council table, though 
it had been thou·ght desirable for certain reasons noted earlier, tended 
to produce a less sharply focused discussion than if the President had 
been present, and action on important points at issue was sometimes 
deferred or was ta.ken later outside the Council. Though the Council 
discussion was subsequently summarifled for the President by the 
Executive Secretary, the President's absence from the meeting de­
prived him of the opportunity of hearing the Council members' direct 
expression of their own views, and of the opportunity to ask questions 
and to engage personally in the interchange of views around the 
Council table. Council members, lacking an opportunity to present 
their respective positions directly to the President in Council meetings, 
sometimes took occasion to do so individually following the meeting. 

Moreover, detailed members of "The Staff", working as a group in 
the NSC staff offices, tended increasingly to be looked upon as "for­
eigners" by their respective agencies. On the other hand, the Con­
sul tan ts, all of whom had heavy departmental responsibilities, tended 
over time to give less and less attention to NSC matters. These 
tendencies toward the isolation of "The Staff" members from their 
agencies and toward the increased absorption of the Consultants in 
agency work produced two additional results: (a) the tendency of 
Council members to submit policy recommendations directly to the 
Council, by-passing "The Staff"; and (b) the tendency of the Council 
to refer many problems to ad hoc Council committees. 

Experience had shown that direct referral of departmental papers 
to the Council, without joint staff work, led generally to delay. In 
the absence of such staff work which exposed pertinent facts, vie~­
points and alternative policies and which clearly defined the issues m 
advance of the Council meeting, the Council generally found it neces-
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sa.ry to refer such papers to "The Sta.ff" or to an ad hoc committee for 
interdepartmental staffing prior to final Council action. 

Ad hoc committees were sometimes a useful and occasiona.lly a 
notably successful device, but regular referral of problems to such 
committees often also delayed work unduly. Such delays were the 
results of such factors as (a) the heavy departmental.responsibilities of 
many of the members of such collliajttees; (b) the difficulties such com­
mittees have in arranging meetings and meeting deadlines (contrasted 
with staff groups that have regular, fixed meeting times and work 
programs); (c) the unfamiliarity of many of the members of such 
groups with Council requirements as to substance, format and pro­
cedure; and (d) finally, and m?st important, t~e frequent inability 
of such corruru~tees to relate theu work on a. particular policy problem 
to ot~er pertrnent approved national security policies. Ad hoc 
comnuttee members also tended to approach problems primarily as 
representatives of their respective agencies. 

Another problem was the lack of a. Joint Chiefs of Sta.ff representa­
tive o_n "The Sta.ff". This la.ck ma~e it very diffi<?ult to anticipate and 
take mto account probable JCS views on a subJect under discussion 
in advance of receipt of their formal written views. Such views which 
were submitted only after staff work had been completed a~d the 
paper circulated to the Council for consideration, frequently required 
referral of the pa.per back to "The Sta.ff" for recon ideration. 

A final problem related to the chairmanship of the Council's major 
interdepartmental staff groups. As noted earlier, the State Depart­
ment was from the beginning assigned a major role in the Council be­
cause of State's leading role in foreign affairs and because of the ex­
pec~ation that the Co~cil'~ major _con~er~s would be in the foreign 
affaU"Sfield. As an application of this principle, a State representative 
had been made Coordinator (chairman) of "The ta.ff". As the 
Council developedl the matters which were of concern to it gradua.lly 
broadened to include many problems which did not relate solely or 
even primarily to foreign affairs, though many of these problems had 
important foreign affairs aspects, e.g., military, defense mobilization 
internal security and atomic ener~ problems. This ivadual develop~ 
ment was accelerated by the begrnning of hostilities rn Korea which 
increased the importance and urgency of military and defense 'mobili­
zation 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 cont~ued to 
be concerned were papers dealing with foreign affairs and while the 
State Departmen~ continued to play the major role in the develop­
me~t of these_p~µ<?Ypapers, the number of subjects involving direct, 
ma.Jor responsibilities of other departments and a.gencie increased and 
with it, their role. In these changed circumstances the dual role of 
the State Coordinator of "The Sta.ff", as an impartial chairman and 
as advocate of a State Department position, became increasingly 
difficu}t. Over time the feeling gre~ th~t other departments and 
agencies would cooperate more effectively m the work of the Council 
~ matters directly affecting their own r~ponsibilities if the major 
interdepartmental staff groups were charred by someone without 
d_epa.rtmenta.l ties. Fin8:llY, and of great importance, was the recogni­
t10n that the work of the mterdepartmenta.l staff group which prepared 
reports for the NSC could be fully effective in serving the Council only 
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if the chairman of the group was ~na.lly cognizant, through regular 
contact with the President, of his desires and requirements regarding 
the work of the Council. 
&organization of th8 Council and th8 Staff 

All of these problems had been under consideration for some time 
by the Executive Secretary and others associated with the organiza­
tion. They were provided with an opportunity to do something about 
them in connection with a. general review of basic U.S. security policies 
in the winter and spring of 1950 which produced, as an early by­
product, a. genera.I recommendation for a. revised and strengthened 
staff organization. In response to this recommendation, the Execu­
tive Secretary 28 on April 17, 1950, submitted his proposals for the 
reconstitution and strengthening of the NSC Staff. He proposed the 
creation of a. senior staff group composed of one representative desig­
nated by each Council member, with a. military adviser designated by 
the Joint Chiefs of Staff and an intelligence adviser designated by the 
Director of Central Intelligence. In addition, other agency heads in­
vited by the President to participate in Council work m1ght, when 
appropriate, designate an ad hoc representative on this staff. The 
members of this senior staff group were to be individuals who could 
fully and accurately reflect the views of their principals and were to 
have such departmental status and freedom from other duties as to 
permit them to devote a. large part of their time to Council work. 
The existing Staff members were to become assistants to the senior 
staff group so as to take full advantage of their experience and back­
ground and to ease the transition to the new organization. 

One objection that was soon raised to these proposals related to 
the matter of JCS representation. It was argued that it was im­
possible for an individual "adviser" to represent a corporate body 
like the Joint Chiefs of Sta.ff in such a staff organization. 

In May 1950 the whole problem was referred by the Council to a 
special N C committee, consisting of representatives of Sta.te-l-. Defense, 
and NSRB, for the preparation, in collaboration with the J<..jxecutive 
Secretary, of appropriate recommendations. However, the Korean 
hostilities began before the committee was ready to submit its report. 
Immediately followin~ the beginning of the Korean War, President 
Truman be~a.n presiding regularly at all Council meetings except for 
occasional msta.nces when lie was unable to a.ttend. 29 In those in­
stances the Secretary of State presided. At a.bout this same time 
the President directed that the Council meet regularly every Thurs­
day and that all important recommendations relating to national 
security policy be coordinated through the Council and its staff. 

On July 19, 1950, the President issued a directive with respect to 
the reorganization and strengthening of the Council and its staff. 
Once more he emphasized that a.11major national security policies 
should be recommended to him through the Council. He directed 
that Council attendance be restricted to the statutory members of 
the Council plus the Secretary of the Treasury, the Chairman, JCS 
the Director of Central Intelligence, Mr. W. Averell Harriman (Speciaf 
Assistant to the President), Mr. Souers, and the Executive Secretary. 

•Mr.Souers resigned as ExccuUve Socretary effective January 16, 1950, and waasucceeded by Mr. Lay.
Mr. Souers was appointed a Special Coll3Ultant to the President and continued to attend all Council meet• 
lnp until January 11163. 

• P~ldent Truman presided at e2 (or 'if1 percent) of the n Council meeUnp held from June 28, 1980,
through January 11, 11163. 
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~e f urt~er directed that _participation of other officials be only with 
his specific approval. He requested the Secretaries of State and 
D~fense,. the Chairman, NSR~, the Secretary of the Treasury, the 
Jorn~ Chiefs of Staff and the prrector of Central Intelligence each to 
nor~1mate a member for a semor staff group. The President himself 
des1~na~d the ~embers of the senior staff group on the ha.sis of these 
nomrnat1ons. Fmally, he named the Executive Secretary NSC 
chairman of the senior staff group. ' ' 

Members of the senior staff group, or the "Senior NSC Staff" as it 
wa.s ~oon called, were quickly nominated and, at the Senior Staff 
meetlllg on August 11, 1950, they in turn designated their assistants. 
Shortly 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 Co~rdinator of the Sta.ff wa.s 
named Coordinator (i.e., chairman) of the Staff Assistants. H~ also 
served a.s the executive secretary of the Senior Sta.ff. The functions 
of these two interdepartmental staff groups continued to be those 
f~ction_s th~t the Council had assigned "The Staff" at the first Coun­
cil mee~mg m 1947. On August 10, 1950, the Council directed that 
the Seruor Staff assume responsibility for projects formerly assigned 
to ad lwc committees of the Council. 

These changes ~ere _directed toward solving the problems noted 
above. The relationship between the changes in Council arrange­
ments and the problems noted earlier is obvious and direct. The 
relationship between the changes and the problems at the staff level 
needs some elaboration, however. At the senior level the agency 
rep!esent~tives on the Senior Sta.ff were drawn much more fully and 
actively mto the work of the Council than their predecessors, the 
Consultants.. Whereas the Consultants had played a largely passive 
role, the Sem_or Staff replaced "The Sta.ff" a.s the principal staff arm 
of_ the ColJ.1;1ciland absorbed the assignments of existing ad hoc com­
mittees. 'I he members of the Senior Staff were generally of .Assistant 
Secretary level or above and met as a group approxin:tately twice a 
week (sometimes more frequently) during the first year. Thus the 
Council was _provided continuous staff support by a high-level inter­
departmental staff_group. 

Meanwhile, the Staff Assistants, unlike the members of "The Staff", 
no longer spent almost full time in NSC offices, but instead maintained 
offi~es only _in their respective agencies where they could play a more 
act1_ve role m the development of agency views on papers before the 
Seruor St9:ff and the Council. The ~ta.ff Assistants as a group, how­
ever, contmued to do much of the pick and shovel work of redrafting 
papers f?r the ~enior Staff. Thus, while their semi-estrangement 
fro~ their ag~ncies wa.s ended, they continued, a.s a group, to look at 
national secl.1!1ty proble!115 from more than an agency perspective and
t? take, as did the Seruor Staff and the Council, a national point 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 recommen_dations on this point. T_he selection by the Presi­
dent of the Executive Secretary as the Chau-man of the Senior Staff 
provided the principal _staff body wi~h a chairman who, as head of the 
permanent NSC Staff m the Executive Office of the President, was an 
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offi?i~l without departmental ties. ~though he ~~intained a neutral 
position a.s to policy recommendations, he part1c1pated actively in 
leading the discussion in an effort to bring out all relevant facts and 
~e~oints and to explore all feasible alte~ative policies. Of greatest 
significance was the fact that the Executive Secretary, because of his 
daily contact with the President, wa.s in a position to know or to 
ascertain the President's desires and requirements with respect to 
problems before the Senior Staff and the Council. Selection of a 
member of the permanent Council staff as the chairman of the Staff 
Assistants was a change of parallel significance. 

The 1950 changes also improved considerably the relationship 
between the Council and the Joint Chiefs of Staff at the staff level by 
placing a JCS representative on both of the new interdepartmental 
staff groups. Finally, the changes provided the Secretary of the 
Treasury who, as previously noted, had been a regular Council par­
ticipant since 1949, with representation at the staff level. 
Subsequent changes in the Council and St,ajf organization 

Two major changes in Council membership and staff participation 
occurred during the period following the 1950 reorganization. Im­
mediately after the beginning of the Korean War, the Office of Defense 
Mobilization (ODM) was created to coordinate mobilization activities 
immediatelY. connected with the war, as contrasted with general long­
range mobilization planning, responsibility for which continued to 
reside in SRB. In December 1950 the President requested that the 
Director of Defense Mobilization participate in all Council meetings 
and in March 1951 the Director nominated a Senior Staff Member. 
The Economic Cooperation Administration had participated on an 
ad hoc basis in Council activities at both the Council and staff levels 
since 1948. However, the foreign assistance organization began 
participating in all Council activities in October 1951 when the Mutual 
Security Act of 1951 30 amended the National Security Act to make 
the Director for Mutual Security (a newly created office) a statutory 
member of the Council. He, in turn, nominated a member for the 
Senior Staff. 31 

In August 1951 the Bureau of the Budget designated an individual 
to serve as its representative in a purely advisory role at meetings of 
the Senior Staff and as its channel of communication with the Senior 
Staff. This representative did not attend all Senior Staff meetings. 
The pirector, Bureau of the Budget, did not normally attend Council 
meetmgs. 

In August 1951 an additional function was assigned to the perma­
nent career staff of the Council. The President at that time, in 
co~ection wi~h his action on_ a report relating to the status of current 
national security programs, directed the Execu. tive Secretary to create, 
as a part of the NSC Staff, a small reporting unit to work with the 
responsible departments and agencies to ensure that reports on the 
status of such programs were made available promptly to the Council 
or to the President. Initially two members of the NSC Staff were 
assigned to this function. They concentrated primarily upon the 

• Mutual Security Act or 1951, PubHc Law 1115,82nd Congress, TIUe V, Section 601-(e)-(1) (effective 
October 10, 1951). . _ 

" Since Mr. Harriman, wbo was deslgnsted Director for Mutual Securlty bad 1-n attending Council 
meetings as a Presidential assistant and since he bad a repnltl8Iltatlve on the Senior Staff, the change In the 
statute did not affect attendance at Council and Senlor Staff meetings though It did cb&11gathe atatu, of M.r. 
Han-Iman and bis SenJor Staff representative. 

1189119-60---4 



20 ORGANIZATIONAL msTORY-NATIONAL SECURITY COUNCIL 

development and improvement, in cooperation with the agencies con­
cerned, of regular semi-a.nnua.l (later a.nnua.l) status reports to the 
Council. These reports have regularly covered the military mutual 
s~curity, atomic energy, civil defense, mobilization, foreign informa­
tion (now USIA), foreign intelligence, and U.S. internal security 
progra.ms.82 

. After _the basic job of organizing this work had been 
done, the umt required only the part-time services of one individual. 
Apart from this addition and the designation of the Coordinator of 
Staff Assistants from the membership of the permanent career staff 
of the Council, the career staff was not basically changed as to func­
tion or organization durin~ this period. However, members of the 
perma~ent career staff !1-58tsted the Executive_ Secretary in his roles 
as Chamnan of the Seruor Staff and as an assistant to the President 
for NSC matters by sue~ means as sugg~ting questions with respect 
to pap~rs b~fore the Seruor Staff, redraftmg papers to reflect Senior 
Staff discussion, and suggesting deficiencies in existing policy coverage. 
Senior Staff and Council procedures 

During the last ha.If of 1950 and the first ha.If of 1951 the Senior 
Staff and Council were very active, largely on policy matters relating 
to ~orea. ~nd ?ther proble~ a.risin~ out of the generally tense inter­
na.tiona.l situation. Quest10ns relatmg to the strengthenin~ of major 
n_a.tional securit;r programs occupied a significant proportion of the 
trme of the Seruor Staff and the Council during this period. As has 
been indicated, the Senior Staff met approximately twice a. week and 
sometimes met more frequently during the first few months of its 
existence. The Council was meeting a.n average of three times a 
month. 

The latter fa.rt of 1951 and all of 1952 were characterized by a 
resumption o a regular pattern of Council business. The Senior 
Staff reviewed existing policies and prepared policies on new subjects 
in response to changes in the situation or anticipated developments. 
It met on a.n average of a.bout once a. week.11 Though a weekly NSC 
meeting continued to be scheduled, the scheduled meetings were some­
times cancelled and the Council met an a vera.ge of somewhat less than 
twice a month during this period. 

Also during the period 1950-51, as a. result of Congressiona.l passage 
of the "Cannon Amendment" on September 27, 1950, an:i th~ "Kem 
Amendment" which superseded it on June 2, 1951,34 the Council was 
given new statutory responsibilities of a rather unprecedented charac­
ter. In essence, the Cannon Amendment provided that, during any 
period in which the armed forces of the United States were engaged in 
active hostilities carrying out a. decision of the Security Council of 
the United Nations, no financia.l or economic assistance (other than 
military assistance) could be provided to a foreign country whose 
trade with Sino-Soviet Bloc countries was found by the NSC to be 
contrary to U.S. security interests. This legislation did not require 
reports to Congress. The Kem Amendment spelled out in somewhat 
more detail what kinds of commodities fell under the trade proscrip­
tion and required the Secretary of Defense to prepare a. specific list 
of such commodities. It required certifications by the countries 

• Recently a report on the Nation&! Aeronautics and SpBCe Admlnutration program1 baa beenadded. 
• In addition. Senlor Staff steering commitl.ees were meeting durinc this period. 
N Section 1304, Public Law 843, 81st Coner-, September Zl, lllro, and Section 1.n, Public Law '5, 82nd 

Oonpus, June 2, 11161. 
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receiving U.S. assistance that they had not been engaging in such 
trade, but provided that exceJ?tions could be ma.de to these require­
ments upon officia.l determination by the NSC that such a.n exception 
was in the security interests of the United States. The Council was 
required to report any such exception, with the reasons therefor, 
immediately to the Appropriations and Armed Services Committees 
of the Senate and House of Representatives, to the Committee on 
Foreign Relations of the Senate and to the Committee on Foreign 
Affairs of the House. The Council was also required to make a. 
quarterly review of such determinations and to report the results of 
its review to these committees. Fina.Uy, the Kem Amendment speci­
fied that each of these reports should contain an a.na.lysis of the trade 
with the Sino-Soviet Bloc of the countries covered by the reports. 

A Specia.l Council Committee on Ea.st-West Trade undertook the 
required staff work.16 The Council made an initia.l over-all determina­
tion under the Cannon Amendment in December 1950 but directed its 
Special Committee to make a continuing review and recommenda­
tions as required. The Council approved its second (and last) 
determination under the Cannon Amendment in February 1951 and 
directed the Specia.l Committee to continue its review. Twenty 
determinations affecting thirty-six countries were prepared by the 
Specia.l Committee under the Kem Amendment and submitted through 
the Senior Staff to the Council which approved them, transmitted 
them to the specified Congressional committees and released them 
publicly. 14 The Committee also prepared, and the Council a.pl?roved, 
a. fina.l report and review of its determinations. The legislative 
requirement for such Council determinations was eliminated when the 
Kem Amendment was superseded by the Mutua.l Defense Assistance 
Control Act (the "Battle Act") on October 26, 1951.17 

Following the 1950 reorganization the State Department continued 
to be the source of first dra.f ts of foreign country and regiona.l policy 
papers which continued to constitute a. major share of the Council's 
business. As in the past other departments were the source of a. first 
draft where the sub,·ect fcll primarily within their area. of responsibility 
and sometimes dra. ts were prepared in the Staff Assistants or in the 
Senior Staff on the basis of contributions from severa.l ~encies. After 
a preliminary discussion in the Senior Sta.ff, a. draft policy pa.I_>~r was 
ordinarily referred to the Staff Assistants for redrafting in the light of 
the discussion. The Sta.ff Assistants' redraft was circulated to the 
Senior Staff for further consideration. This process was sometimes 
repeated one or more times before the pa.per was submitted to the 
Council. When the nature of a problem and the timing of action so 
dictated, the Senior Sta.ff 's work on a pa.per could, of course, be con­
siderably speeded up. During the discussion of a. dra.f t policy paper 
in the Senior Staff any Senior Staff member could suggest new ideas 
or alternative _policies. The many ideas and policy a.lterna.tives 
generated by this process of interchange in the Senior Staff frequently 
provided the basis either for a.greed or for" split" policy recommenda­
tions to the Council. 

• Membership of this commttroe consisted of representatives of State, Treasury, Defense, CommeNle, 
NSRB, ODM, ECA, JCS, CIA, Export-Import Bank, and Mr. Harrlman's office. 

NA number ol additional countrlos provided the required cerUflcaUons thus obvlatln& the need for Oouncll 
de!A!rmlnatlons to eover them. 

.11 Public Law 213. 82nd Congress. 

https://progra.ms.82
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. ~oward the en? of this period an increasing amount of the pre­
lim~ary preparatio~ of papers was done in steering committees of 
restnc~ me~bersh1p from the Senior Staff and Staff Assistants prior 
to _con~1derat1o_nby the full membership o_f these groups. A principal 
ob1ect1ve of this ~~ngem~nt was to penrut greater frankness of inter­
chang_e on _sens1t1ve subJects among the representatives of those 
agencies which had the most direct concern with the particular subject
matter. 

11;1September 1950, shortly after the Council reorganization, the 
Semor Staff agreed to a new format for Council policy papers. What 
had formerly appeared at the end of the paper as "Conclusions" was 
no~ placed at the fron_t of the ~aper as a draft ."Statement of Policy". 
This_ Statement of Policy con tamed the Council's poli~y advice to the 
President and was the only part of the paper that the Council adopted 
and the President subsequently approved. The Statement of Policy 
w~ follow_ed by an "NSC Sta.ff Study" which normally included four 
ma1or s~t1ons: (a) a statement of the problem; (b) an analysis, which 
usually mcluded such elements as a statement of approved policies 
and other relevant facts bearing on the problem, an assessment and 
appraisal of U.S. objectives, commitments and risks in relation to 
actual and potential U.S. military power, a.n estimate of the situation 
and probable future developments, and other more particular factors 
beanng on the problem; (c) an enumeration a.nd analysis of alternative 
courses of action; and (d) conclusions. During this period the format 
of the Statement of Policy went through a further evolution. By the 
end of the period it typica.lly included three elements: (a) general 
considerations which consisted essentially of a summary statement of 
the elements contained in the analysis section of the staff study· (b) a 
statement of U.S: objectives; and (c) courses of action. ' 
. With staff work completed, the paper was circulated to the Council 
m advance of the Council meeting. The Joint Chiefs of Staff ordi­
narily submitted their views on the pae__erin advance of the meeting 
and these too were usually- circulated. Each Senior Staff member was 
responsible for briefing hts principal in advance of the meeting on the 
subjects _before the Council~ the Executive_Secretary simila.·rly briefed 
the rres1d~nt. The qounc~'s agenda, wh_ich was determined by the 
;president m <_ionsultat_1onwith ~he Executive Secretary, continued to 
mclude a vanety of different kinds of reports and presentations. In 
the Council meeting the Executive Secretary, as Chairman of the 
Seni~r Staff, _Presented the Senior Staff's papers .. Other procedures 
remamed_ ba.si~y uncha.ng~. Though the _President now presided 
at Council meetmgs, he contmued to reserve hts own decision on Coun­
cil policy recommendations until after the Council meeting when those 
recommendations were presented to him by the Executive Secretary 
for_ approval together wtth the record of the Council's actions. 

WhE:n the Pre~ident approv:ed a policy recommended to him by the 
Councµ, he contmu~d. ~ des1gn8:te the dep8:rtm~t ?r agency which 
had _Pnmaiy res~onsibil1ty foi:action ~ coordmate its implementation. 
During this period he sometunes designated two agencies (e.g., State 
a_nd Defense) 8:8joint coordinators. The coordinating agency con­
tmued to submit progress reports; in the case of policies under joint 
coordination these were joint reports. Toward the end of the 1950-52 
period,. progress reports were often submitted less frequently than 
every six months. 
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The format for progress reports, as it had developed by this time 
in the Council's history, contained two basic elements: (a) a summary 
of important U.S. actions to implement the policy, and important 
developments which had favorably or unfavorably affected the policy 
or its implementation; and (b) a brief assessment of the effectiveness, 
adequacy and timeliness of the policy and its implementation. Prog­
ress reports did not propose specific changes in policy, but indicated 
the respects, if any, in which the policy was inadequate and needed 
review. If the Council recommended, on the basis of the information 
in a progress report, that a policy be reviewed and if the President 
approved that recommendation, the review itself was undertaken by 
the Senior Staff. 
TM Psychologi.cal Strategy Board 

The Council bad, virtually since its inception, regularly considered 
problems relating to the organization of psychological (including for­
eign information) activities. As a result of one such discussion in 
January 1951 the President requested Mr. Souers, his Special Con­
sultant, and the Bureau of the Budget to make a further study and 
recommendations. Based upon this study the President in the spring 
of 1951 issued a directive establishing the Psychological Strategy 
Board (PSB). 18 With a basic membership of the Under Secretary 
of State, the Deputy Secretary of Defense and the Director of Central 
Intelligence and with a full-time Director and staff, the PSB was 
responsible for the "formulation and promulgation, as guidance to the 
departments and agencies responsible for psychologicaJ operations, 
of over-all national psychological objectives, policies and programs, 
and for the coordination and eva.Juation of the national psychological 
effort". Although the PSB was established outside the NSC struc­
ture, the Board was directed to report to the Council "on its activities 
and on its evaluation of the national psycholo~ical operations including 
implementation of approved objectives, e__olic1es,and programs by the 
departments and agencies concerned". The Director of the PSB was 
invited to attend Council meetings as an Observer and was repre-
sented by an Adviser on the Senior Staff. 39 • 

IV. THE THmn PHASE 

(JANUARY 1953 TO THE PRESENT) 
lmroductwn 

The third fhase of the Council's existence began with a thorough 
reappraisal o the Council's organization, as it had developed to 1953, 
and of the then current national security- policies. By direction of 
President Ti-uman, cUITent national security policies were made avail­
able shortl;r after the 1952 election to President-elect Eisenhower, 
together with brief progress reports on each and related intdligence 
material. In late December 1952 the President-elect advised the 
Executive Secretary that Mr. Robert Cutler would be his Administra­
tive Assistant with special responsibilities for the NSC. Mr. Cutler 
visited Washington soon after, and, on January 21, 1953, was sworn 
in as Administrative Assistant to the President. Mr. Cutler immedi­
ately embarked upon a thorough, wide-ranging study of the Council 

" Wblui House Press Relea3e, June 20, 11161. 
11 Mr. Gordon Oray was one or the Directors or PSB who attended Council meetings aa an Observer and 

Mr. Robert Cutler was one or those who !lel"ved as PSB Adviser to the Senior Staff. Both or tbe9e Ind!• 
vlduals were later to !lel"ve aa Special Assistants to tbe President for Notional Security Affail"ll. 

https://uncha.ng


24 ORGANIZATIONAL IDSTORY-NATIONAL SECURITY COUNCIL 

organization. At the same time he began to attend and to take an 
active po.rt in Senior Staff meetings. 

The President on January 21 asked each statutory Council member 
(excepting the Pre ident and Vice President), the Joint Chiefs of Staff 
and the Director of Central Intelligence to d ignate, on a temporary 
basis pending permanent arrangements, an acting member of the Senior 
Staff. This temporary Senior Staff continued in exi tence until the 
President approved Mr. Cutler's propo als for Council reorganization 
in March. Attendance at the first Council meeting of the new 
Administration on January 29, 1953, was restricted to the statutory 
members and advisers. However, the ecretary of the Treasury was 
invited by the Pre ident on February 2 to attend all Council meetings 
and to designate an acting member of the Senior Staff.•0 

The reappraisal of the Council by the new Administration was de­
signed to strengthen and improve it and to adapt it to the needs and 
desires of President Eisenhower. This reappraisal was based upon 
certain fundamental concepts with respect to the nature of the Council 
and how it should operate. These concepts contained a number of 
important elements of innovation; other elements were derived from 
the National Security Act itseU or were built upon prior experience in 
the development and operation of the Council. Together these con­
cepts form a coherent body of thinking on the subject, the understand­
ing of which is important to an appreciation of the changes subse­
quently made in the Council organization. They a.re stated here as 
eight key considerations: 41 

1. The importance of the Presidential advisory character of the 
Council, and, deriving therefrom, the importance of adjusting the 
Council's operation to the needs of the new President. 

2. The importance of achieving a proper balance in Council attend­
ance between the consideration on the one hand of obtaining the advice 
of all who have some responsibility for the subject matter under con­
sideration, and; on the other, of restricting attendance to that level 
which would permit intimate, frank and fruitful discussion. 

3. The importance of a highly active, vigorous organization; an 
organization characterized by regular and frequent meetings, full 
agenda, vigorous discussion and strong leadership at all levels. 

4. The importance of the most thorough sort of discussion in inter­
departmental staff groups below the Council as a means of en uring 
preparation of "precisely worded, carefully studied, and well pre­
sented" 42 papers which avoided ex 'JKl,rte presentation on the one hand, 
and the suppre sion of real differences of view on the other. 

5. The importance of viewing the Council and its subordinate ~roups 
as bodies mo.de up of individuals advising the President in their own 
right and not simply as the representatives of their agencies. 

6. The importance of relying fundamentally upon the responsible 
officials represented on the Council and upon tlrnir staffs for ideas, for 
analysis and for the preparation of policy advice, thus a.voiding an 
"ivory tower" approach or the interpo ition of individuals without 
departmental responsibilities between the President and his respo~si­
ble Cabinet officials. At the same time, the importance of (a) brmgmg 
fresh points of view to bear upon the Council's work through increased 

"'!'be activities of the Senior Staff and Council durin~ these flrst two months are set forth on pp. 25. 28. 
u Most or these oonslderstlons can be readily derived from an article by Mr. Cutler In Fortl,n Ajfalri, 

Vol. 34, pp. 441458 (April 11156),or from his !Ifarch 1953report to the President. 
u Ibid., p. '47. 
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use of outside consultants; an~ (b) strengthening ~he capa.bil~ties of the 
permanent ouncil staff for md~pendent analysis and review of na-
tional security problems and policy papers. . . . . 

7. The importan of taking into account the financial impl!cati?ns 
of propo ed polici ; their effect upon the fiscal and budgetary situation 
and upon the domestic economy. . . 

8. The importance of. en m:ing that a.pprov~d na.ttona~ secun~y 
policie are implemented 111 an rntegrated, coordmated fa h10~ and m 
such a way as to make a full con~ribution ~ th~ particular climate of 
opinion the United States is seekmg to achieve m the world. 

Reorganization of the Council and the Sta.ff 
In the course of Mr. Cutler's study of the Council organization he 

consulted regularly with the President and solicited views from a 
number of people both inside and outside the_ gover~ent who ha~ 
knowledge of and, in many cases, direct e~nence with the Councµ 
mechanism. Included in these consultations were former Cou~cil 
and Senior Staff Members and _t~e forme~ a._n~ prese1;1t Executive 
Secretary. In addition to obtalillilg the mdividua.l views of such 
knowledgeable persons orally ~r in writing (o~ both\ ¥r· Cutler met 
with small groups of them m all"4ay seSSions. ~- Cutler also 
consulted with and obtained the assistance of the J?1rector, BlJ!eau 
of the Bucfget and bis staff and the President's Advisory Committee 
on Governme~t Organization. . . 

On March 16, 1953, be submitted bis report to the President who 
approved it the following day. The report reco~e1:1ded m_any 
changes, but because it also incorporate~ all of the basic m_structio_ns 
governing the organization and operation of the C~w:icil and its 
subordinate bodies, it confirmed a number of already extstmg arrange-
ments as well. . 

After reaffirming the Presidential-advisory character of the Council, 
the report found that no changes were re<:\uired in the existing statutory 
statement of the functions of the Council_. . 

On the subject of attendance at Council meetmgs the report stated 
that, as a general rule no mo~e than eight _persons sho~d _ha.v~ the 
right to participate as Council members. The_ report dis~m~wshed 
the several types of attendance at Council meetmgs, establishmg five 
different categories of attendance: (a) statutory members, (b) par­
ticipant members, (c) advisers (statutory and <?t~er), (d) observ;~rs, 
and (e) staff. Within the caLegory of "pa.r_t101_p~ntmembers a 
further distinction was made between those mdividuals. who ~ere 
invited on a "standing-request" basis to attend all Council: m~etmgs 
until the President otherwise decided and those who were ~vited to 
attend a meeting or a po.rt _of a m~eting on_ an "ad hoc" basis. T~e 
categories generally form~li~ed p~ior pr11;c~1ce and ~~re of value m 
providing a framework with. m which md1vidua.l decisions o~ attend­
ance could be ma.de on a flexible basis in the light of the reqwrements 
of a particular Council agenda. . 

The report confirmed exi~ting arrai:1gemen~ as to actual Council 
attendance with two exceptions: (a) it provided that the statutory 
membership __of the Chairman, SRB, should be transferr~d to !,he 
Director, Office of Defense Mobilization/ 8 and (b) the Spec!al Asststht­
ant to the President for Cold War Plo.nnmg became an AdV1S0r to e 

n ReorKSlllzatlon Plan 3 or 1953 (effective lune 12, 1953) abolished NSRB and transferred all orthe funo. 
tlons or t!ie Chairman, NSRB (e1oopt those that It abolished altocetber) to the Director, ODM. 
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Council while the Director, Psychological Strategy Board, was elimi­
nated as an Observer. Thus, the Council membership was limited to 
a regular group of seven participants (the statutory members 44 and 
the Secretary of the Treasury). The two statutory advisers plus the 
Special Assistant for Cold War Planning also attended regularly. 
The absorption of NSRB by ODM had reduced the number of Council 
participants by one. 

An important innovation was the provision that, if the President 
was unable to attend a Council meeting, the Vice President would 
preside in his stead. 46 Only in the absence of both the President and 
the Vice President would the Secretary of State preside. The report 
specified that a re~ar weekly meeting time should be established and 
ordinarily maintamed. 

The report explicitly rejected participation in the Council by in­
dividuals who had no departmental responsibilities. However, it 
provided for the appointment on an ad hoc basis of Consultants from 
outside the government who would, either individually or in groups, 
serve as informal advisers to the Council. Two examples were cited 
of the potential use of such Consultants: (a) to consider some specific 
new proposals or long-range project and report to the Council (in such 
a case its report would be reviewed by the agencies concerned); and 
(b) to review for the Council a. proposal developed by the Planning 
Boa.rd. 

The Senior Sta.ff was renamed the "Planning Boa.rd", but retained 
the same functions. With the exception of the elimination of NSRB 
the agency representation on the Planning Board remained unchanged 
though the representatives of the JCS and CIA were re-designated 
"Advisers" rather than "Members" ...s However, as Advisers they 
l'etained their right to have their dissents, if any, included in Planning 
Boa.rd reports to the Council. As in the past, other agencies might 
be invited by the Chairman to attend Planning Board meetings for 
items of interest to them. The chairmanship of the Planning Boa.rd 
was assi~ned to the newly ~tablished Special Assistant to the President 
for National Security Affairs 47 instead of the Executive Secretary. 
This assignment was consistent with the important principle, men­
tioned earlier, that the Chairman of the Council's principal policy­
formulating staff body should be a. person without departmental ties 
who, through a direct and close staff relationship with the President, 
was fully cognizant of the desires and the requirements of the 
President. 

Mr. Cutler's report renamed the "Staff Assistl\nts" the "Board 
Assistants". They continued, however, to have the same functions 
and to be cha.ired by a Coordinator from the NSC Staff. 48 

Though, apart from the change in chairmanship, the membership 
and functions of the Planning Board were not essentially changed by 

" The President and Vloo President, the Sooretarlea or State and Defense, the Director ror Mutual Security
and the Director, ODM. 

" President Eisenhower has presided at 306(or IIOpercent) of tho 338Council meetings held from 1annary 
211,1953, through June 30, 1960. 

"Members or the Planning BO&rd at this time were, In addition to the Special Assistant, representatives 
or State, Tressury Defense, Mutual Security and ODM. JCS, CiA, and PSB were represented by
Advisers. When PSB was later abcllshed and the Oper&tlons CoordlnBtlng Board established, a member 
or the OCB Staff (usually the Executive Officer or bis Deputy) was a Planning Board Adviser. As noted 
below this ammrrment was further emended In 1~7. 
- "Tte functions or the Special Asslstt\llt are described In !!TCBter detail Jwt..below. 

o The Ad vlsers from the three mlUtary services oeued attending Boord Assistants meetings after A prU 
11153. They continue, howcve.r, to provide l!tlpport to Defense and JCS Planninl! Board representatives 
by ll&'llstl,pgin the development of service views on the papers before the Planning Boord and tho CounctL 
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the report, the report did contain some important specifications with 
respect to appointment of individual Planning Board Members a.nd 
Advisers. It continued the provision for nomination by the agency head 
and appointment by the President (after approval by the Special 
Assistant).' 9 It stated that each Member or Adviser should have 
direct access to and the personal confidence of his ~ency head. 
(Generally speaking, Planning Board Members a.re· Assistant Secre­
taries or equivalent, within their departments or agencies.) Most 
impo;tantly, the report specified that each Member or Adviser should: 

. . . have as his principal responsibility; which overrides 
all other duties and with which no other duty can interfere, 
his work with the Board, including 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. 

This requi,rement was addressed to a problem that had appeared 
toward the end of the 1950-53 period. Senior-Staff Members, tho?-gh 
of high caliber and adequate r.ank, frequently beca.me so absorbed m 
dep_artmental responsibilities that they found it difficult to devote 
sufficient time and attention to NSC work. They tended to delegate
real responsibility for Senior Staff work to a.lternates or to the head 
of the office within their agencies who was responsible for the particular 
sul>ject matter being considered. 

The report emphasized the importance of ensuring that the Boa.rd 
was constantly aware of the matters in which the Council was inter­
ested, though ideas for projects might germinate at any level in the 
o~anization. Finally, it stated that if conflicts of .view could not be 
fa.irly resolved, they should never be suppressed or compromised, but 
should be reported to the Council. 

The report simply listed the other existing standing committees of 
the Council and proposed no changes in them at that time. 

One of the most unportant changes introduced by the report was 
the creation .of the position of Special Assistant to the President for 
N a.tional Security Affairs. The Special Assistant was no.med the 
principal executive officer of the Council and Chairman of the NSC 
PlaDDlllg Board. This change_ represented the designation by the 
President of a member of the White House Staff as his principal staff 
officer for national security affairs. The Executive Secretary,. who 
had previously performed this general role, was reappointed head of 
the career staff of the Council and was designated to act for the 
Special Assistant in his absence and to advise and aid him in the 
performance of his duties. 

The Special Assistant was made responsible for determination, 
subject to the President's desires, of the Council agenda, for briefing 
the President in advance of Council meetings, 50 and for presenting 
matters for discussion at the Council meetings. As Chairman of the 
Planning Board he was responsible for scheduling Planning Boa.rd 
work and for the manner of presentation and quality of such work. 
He was to appoint (subject where necessary to the President's a.p-

" Each Planning Board ¥ember and. Advber receives a penonal letter of appointment from the 
Presldeut. . 
• • It ml•bt be noted here that, with the belrlnn1n,: of tbe new Administration In 11153,responslbutty fer 
dally brte·nog of the President on current forel1t11po1Jtloo-mllltary developmeuts was transferred from tbe· 
Executive Secretary to tbe White Homo Staff SecNltary, Tbe Executive Secretary did oontlnuo to partici­
pate In the Special Assistant's briefing or the President before Council meetings. 
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proval) such ad Mc committees, such consultants from outside the 
G?verument _and such ~ixed governmental-non-governmental com­
mittees as might be required. He supervised the work of the NSC 
Sta~ through the E~ecutiv~ Secretary. 

Fin~Uy, the Special_ Ass1sta1;1t was charged 'Ylth bringing to the 
at~nt1on of the President, with recom1:11endat1~ns for appropriate 
act~on, lack_ of progress. by an agency. m carrymg out any policy 
assigned to 1t; proVLded 1t was not possible to expedite performance 
at the ~11:1-1:ming _The report emphasized, however, thatB?ard level. 
respons1bil1ty for 1mplementat10n rested with the agency head con­
cern~d and th~t the role of the Special Assistant was, on behalf of the 
President, to mspect, not to evaluate or to direct. Mr. Cutler was 
na.m~d the President's first Special Assistant for National Security

51Affairs. 
The ~SC Staff, head_ed by the Executive Secretary, was to continue 

to proVLde the ~ecretar1at for the CoUJ?cil _and the Planning Board, to 
act ~ the ?ffic1al channel of commumcat1ons for the Council and to 
proVIde, With CIA support, administrative services for the Council. 
The report confirmed the new arrangement under which the NSC 
Staff was responsible for briefing the Vice President on the matters 
before the Council. 

In addition,_ as a final important change, the report provided for 
the strengtheJ?lilg of the NSC Staff by the establishment within it of 
a small "Sp~c1al Staff" under the supervision of the Deputy Executive 
Secret'!-ry with, 11:mong othersi,...the following duties: (a.) independent 
a~alys1s and reVIew of each rlanning Board report before its sub­
IDJ~1on to the_ Coun~il_; (b) _continl!ous examinat~o1;1 of _the totality of 
na.~10nal secunty policies ~t~ a view ~ determm1ng 1f gaps existed 
which should be ~ed and 1f unportant 1s_sue:5or_ anticipated develop­
ments were s~?1ently explored; (c) contmmng mtegrated evaluation 
of ~he capabil1t1~s of the free world versus the capabilities of the 
SoVIet and S~telhtes, and_ estimates of the situation, in order to bring 
sue~ evaluations and esttmates before the Council; (d) providing a 
cha.u:man or member of, or observer with, ad hoc non-governmental 
?r rmxe1 governmental-~on-governmental committees, and assistance 
m recrwtmg such co1;nrmttees; ~nd (e) keeping currently informed on 
the statu~ of a~ nat1on~l security programs and seeing that reJ><?rts 
!1-nd pert~ent mformat~on thereon were currently available (thus 
mcorporatrn~ the functions of the Reporting Unit). The Special 
St~ff, when 1t ~as established, was made up of two members of the 
eXIstmg professional staff _o_f the Council (plus the Deputy Executive 
~ecret9:r~') and three additional staff officers. It continues to have 
m addition to the Deputy Executive Secretary, five professionJ
members today. 

The_report re-affi!med and emphasized the distinction between the 
Council, the Planmng Board and the Special Assistant on the one 
hand ~nd the SC Staff on the other. The former group, it was 
recog:m_zed, _was a part of and would change with changes in the 
Admm1strat1on; the latter group, the report stated should not be 
subject to change with political change. ' 

11 Mr. Cutler served from March 1953 to March UIM and again from 1anuary 1957 to July 11168 O&ben 
.,ho have held this poslUon have-been Mr. Dillon Anderson (April 1955-AUjtust 1956)· Mr Wllllam H 
1ackson (Acting) (September IIIM-Deoomber 1956); and Mr. Gordon Oray (July 1958 to theiir-t). • 
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Subseq:u,ent changes in the organization of the Council and the P/,anning 
Board 

The basic organization of the Council established by the March 17, 
1953, report has been altered in only one fundamental respect since 
that time. That alteration occurred later in the same year when, on 
September 3, the President issued an Executive Order creating the 
Operations Coordinating Board (OCB). Because the development of 
the OCB is itself a large subject, it has been treated separately below, 
along with changes in the NSC Staff that relate to the integration of 
the OCB within the NSC structure in 1957. 

Several changes in Council participation, and related changes in 
Planning Board participation, occurred during the period. Attention 
will be concentrated here upon the changes that have occurred in the 
group of officials ·who have been entitled to participate fully in the 
work of the Council either as statutory members or as "participant 
members". 

Beginning in early February 1953 the Director, Bureau of the 
Budget, began to attend Council meetings. Although he attended 
almost all meetings, he was, until July 1953, invited on an ad Mc basis 
for particular agenda items. During this period a representative of 
Budget also Earticipated in the work of the Planning Board on an 
ad MC basis. In early July 1953 the Director became a standing­
request participant member of the Council and was represented 
thereafter on the Plannil!_g Board by a full member. 

ABalready noted, the Council membership of the National Security 
Resources Board (NSRB) was transferred in 1953 to the Office of 
Defense Mobilization (ODM). On July 1, 1958, the Office of Civil and 
Defense Mobilization was established, absorbing the funtions of ODM 
and the Federal Civil Defense Administration and assuming ODM's 
Council and Planning Board memberships. 63 When the Foreign 
Operations Administration (FOA) succeeded the Mutual Security 
Agency on August 6, 1953, the membership on the NSC of the Director 
for Mutual Security was transferred to the new Director of FOA.M 
When FOA was subsequently abolished on June 30, 1955, and its 
functions were transferred to the new International Cooperation 
Administration (ICA) within the State Department, the membership 
of the Director, FOA, on the Council was abolished. 55 However, 
the Director of ICA was authorized by the President to attend Coun­
cil meetings as an adviser to the Secrettiry of State. Subsequently, 
when responsibility for over-all coordination of the Mutual Security 
Program was assigned to the Under Secretary of State, he was invited 
to attend Council meetings as an observer, in lieu of the Director, 
ICA.5e The Mutual Security program function was represented on 
the Planning Board by a member until FOA was abolished. At that 
time an ICA Observer was designated to provide staff support for the 
State Memb r of the Board, attending Board meetings when items of 
interest to ICA were under consideru.t-ion. These arrangements 
continue to the present. 

• The Director designated an lndlvidoal who was available for such -.by-case participation as was 
determined n essary. This Budget repre~entaUve was assisted by an Individual who servod 118 the normal 
point orcontact and U!l!son with the NSC Staff. Budget durlnc this period received the agenda and 
reportaol the NSC and the Planning Board. 

u Raorganuatlon Plan I ol 1958. 
" Raorgan!zatlon Plan 7 or 1953. 
"His membenhl1> 011 the NBC was abolished by Executive BecUon 303 (a) and (b),Order IOC!_~0J FOA 

ltaelf was abolished by tho Mutual Becllrlty Act or 11164. (Public L&wao:,, 83d Congress.) 
"The Director, !CA, does, however, attend Coundl meet.lniS from time to time on an ad 114cbub. 
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A further sub-category was added to the list of categories of Council 
participatiou during this period in order to provide a further degree 
of flexibility. A distinction was made between "Regular Partici­
pant" members who aUended all Council meetings until the President 
otherwise determined (i.e., the Secretary of the Treasury and the 
Director, Bureau of the Budget) and " pecial-Request Members" 
who had a standing Presidential invitation to attend Council rneetin~s, 
but only for meetings or parts of meetings which wore concerned with 
matters relating to their official responsibilities. The practice of 
making such a distinction developed gradually in the period 1955-57. 
This practice was formalized by Mr. Cutler when he returned as 
Special A istant in early 1957 and issued, on July 1, 1957, a Presi­
dentially-approved revision of bis statement of Murch 17, 1953, on 
the tructure 11.nd functions of the Council. These Special-Request 
members are rep1· ented by observers on the Planning Board who have 
a similar standing invitation to attend Planning Board meetings for 
items of interest to their agencies. They receive Council and Planning 
Board agendas and other necessary Council and Planning Board 
documents. Currently Special-Request members of the Council 
are the Attorney General, the Chairman, Atomic Ener~y Commission 
(AEC), und the Administrator, National Aeronautics and Space 
Administ.ration ( ASA).57 In the past the officials in this category 
have included the Special Assistant to the President for Disarmament, 58 

and, before FCDA and ODM were combined, the Federal Civil 
Defense Administrator. 

Various officials have, from time to time, been invited to attend 
Council meetings for items of interest to them as "Observers". 
Though no attempt will be made to recount all of the changes in this 
group, its composition may be illustrated by the following list of 
officials who are presently in this category: The Assistant to the 
President and The Deputy Assistant, the Director, U.S. Information 
Agency (USIA), 6 the Special Assistants to the President for ForeignY 

Economic Policy and for Science and Technology, and the White 
House Sta.ff Secretary and his assistant. The Special Assistants to 
the President for National Security Affairs and Security Operations 
Coordination, together with the Executive Secretary and his De_puty, 
regularly attend Council meetings as the Council staff. Ordinarily the 
Council participants, a.pa.rt from the Secretaries of State and Defense, 
do not bring supporting staff personnel to the meeting except as may 
be necessary when they make special presentations to the Council. 
USIA and the Office of the Special Assistant to the President for 
Science and Technology, as well as Justice, AEC and NASA, a.re 
re{>resented at the Planning Board level by Observers. 

It should be noted that actual attendance at Council meetings varies 
according to the type of report being considered and the character 
of the meeting. Thus, when the Council hears a presentation of some 
special study or report, a number of additional officials may be invited 

" The Attoniey Qoneral hogan attending Connell meetlnl!l! regularly during the Prmidont's first illness 
In the fall or 19M. Following the President's recovery he was 1:lven the status described above. The 
Chairman, AEC.~ attending mectlngs on tho 11bovo basis In Januru-y 1956. Earlier he had attended as 
an observer in his capacity as Special Assl.stant to tbe President ror Atomic Energy Mnttors 110d oonllnocd 
to do so trom time to time art.er January 1966 when he was not participating as the Chairman, A.EC. The 
Administ.rntor or :-1ASA was given this stntus on August 19, 1958, Just ofter approval or the :-latlonal Aero­
nautics and Space Act which c,u.abllsbed ?\'."ASA. 

u Tbe Speclul AssistRnt to the Prcside.nt for Disarmament was represented on the Planning Board by 
a Member. 

• The Direct.or, USIA ls the only Obeerverwbo sllsat the Coandl tablo. 
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to attend and the purpose of the meeting may be largely expository. 
At the other end of the spectrum is an occasional Council meeting on_ a 
sensitive subject to which only t~e statuto_ry memb~rs of the Council, 
the statutory advisers and essential Council and White House staff are 
invited. Attendance at the usual Council meetings, when the agenda 
is a normal one of Planning Board and other reports, falls somewhere 
between these two unusual cases. The regular Cowicil attendant.a 
who sit at the Council table a.re the five statutolj" members (the 
President Vice President, Secretaries of State and Defense 8.lid the 
Director OCDM) the two regular participant members (the Secretary 
of the Treasury a.'nd the Director, Bureau of the ~udget), tho two 
statutory advisers (the Chairman, JCS, a.n~ the J?trector of Centr~l 
Intelligence), the Director, US~, the Sp_ecial ~ss1stant to the Presi­
dent for National Security Affairs, the Executive Secretary and the 
Deputy Executive Secretary. . . . 

In February 1953 the Council h~ agreed that th~ ex1strng internal 
security organization of the Council should be contmued. H;owever, 
in April 1954, the President requested the Attorn~y General, m coop .. 
oration with the interested departments and agencies, to make a study 
of the internal so.curity organization of the government and to make 
recommendations to the Council on the subject. On September 10, 
1954 tho President approved recommendations by the Attorney Gen­
eral 'as a.mended. and adopted by the Council. In general these 
reco'mmenda.tions continued the existing internal security organiza­
tion of the Council, including its two internal security committees 
(the Interdepartmental Intelligence Conference (IIC) and the Inter­
departmental Committee on Internal Security (ICIS)) and its Repre­
sentative on Internal Security. The major new provisions were as 
follows: (a) the Chairmen of the two committees were hereafter to be 
designated by the President from the membership of the committees 
after consultation with the Attorney General; (b) the Attorney Gen­
eral was to continue to take a lea.ding role in N C consideration of 
internal security matters and the Justice Observer was to take a 
similar role in the Planning Boa.rd (receiving all necessary Planning 
Board papers); (c) representatives of tho IIC and ICIS were to attend 
meetings of the Planning Boa.rd or other committees of tho NSC to 
participate in matters relating to the responsibilities of the two com­
mittees_; and (d) the joint report on the internal security program, 
which 1IC and ICIS were already submitting as a pa.rt of the semi­
annual (later annual) status reports on national security program~ 1 
was to be considered a substitute for separate reports to the Council 
by the NSC Representative on Internal Security; subject, however, 
to the understanding that the latter might submit comments on the 
joint IIC-ICIS report. 110 

Pwnning Board and Council procedures 
On October 13

1 
1953, the Council noted a statement by the President 

that his conception of the NSC was that of: 
a corporate body composed of individuals advising the Presi­
dent in their own right, rather than as representatives of 
their respective departments and agencies. Their function 
should be to seek, with their background of experience, the 

"'l'he NBC Representative on Interne.1 Security has since 1949 attended meeUnp ol the Council when­
ever motters relating to Internal security are ,cbeduled for oomlderal.lon. 

https://Direct.or
https://Prcside.nt


32 ~RGANI.ZATIONAL ;HISTOBY-N:A.TION~-BEctTBPIW ·COUNElIL 

most. statesmanlike solution to the problems of national 
secunty, rather than to reach solutions which represent
merely a compromise of departmental positions. The same 
concept is equally applicable to advisory and subordinate 
groups, such as the Jomt Chiefs of Staff and the NSC Plan­
ning Board. 11 

This concept continues to govern the work of the Council and its sub­
ordinate bodies. 

On January 21, 1953, at the time that Council members were asked 
to design~~ _!:'Cting_members for a Senior Staff, they were also informed 
that the mit1al assignment of the new Senior Staff members would be 
to develop, after cons'!ltati~n wi~h their r~spective principals, an 
agenda of policy que~t1<;>nshste~ m approxunate. order of priority,
~ased upon: (a) a prelimmary reVJew of current policies; (b) examina­
tio~ _of curren~ly active Council projects; and (c) initiation of new 
policies or pro1ects. 

. The period 1953-54 was marked by very great activity. The Plan­
mng Board (before March 17, 1953, the &>nior Staff) met regularly 
three times a week. During particularly busy periods it met even 
more frequently. M~tings were from three to _five hours long and 
the agenda regularly mcluded from three to five items. The Council 
met a~ average of once a week and its agendas, too, were very full. 

Durmg 1953 much of the Council's and Plannin~ Board's time was 
devo~d to: (a) certain urgent and critical international problems; (b) 
certa~ problems relating to the scope and char9:ctei: of major national 
secunty programs; and (c) a thorough exammatlon of alternative 
ov_er:all stra~gies and :eolicies: . At the same time a general review of 
eXIStmg national secunty pohmes was undertaken. In 1954 an in­
creasing amount of the Council's and Planning Board's time was de­
voted to this review and by the end of that year it had been largely 
completed. Interspersed with these activities was the development 
of policies on a number of new subjects. 

With the end of hostilities in Korea and Indochina in 1953 and 1954 
and with the completion of the initial review of national security 
policies in early 1955, the Council and Planning Board entered a 
period characterized by a somewhat reduced pace of activity and by 
reversion to a regular pattern of business. Beginning in mid-1955 and 
continuing to the present time, two Planning Board meetings per 
week became the rule, though additional meetings were sometimes 
scheduled. The Council has also met somewhat less frequently than 
in the first two years, the number of meetings ranging from 36 to 43 
per year. Much of the Council's and Planning Board's time in the 
yea.rs 1955-56 was devoted to regular activities involved in developing 
new :policies or reviewing existing policies in the light of current and 
anticipated developments. Perhaps the most significant individual 
projects during these two years were comprehensive studies which 
were done for the Council by outside groups or government com­
mittees of certain important national security programs. Thus cer­
tain military programs were studied in the ~ht of technological de­
velo.Pments. Similarly, a study was made o1 certain as:pects of the 
foreign assistance programs. Both of these studies imtiated long 

" When the President approwd a revised statement or the structure and fuoctlooa of the NBC oo Iuly 1, 
1957, the OC B was added to the list or ad vlsory and subordinate groups, and the statement was clarUled by 
addition at the end of the phrase '"although the members ortbe latter two boards [i.,., the Planolog Board 
and the OCBJ are responsible aJsofor stating the views of their reapectlve de~ments and aeenclea." 
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cycles of Planning Board and Council activity d~ which new 
policy guidance affecting important pr_ograms was developed. 

A new aspect of the value of the National Security Council was 
demonstrated in the fall of 1955 at the time of the President's first 
major i:Uness. ~y t~at time, as noted1 the Cour:icil had built up a 
reservoll' of Presidentially-approved national secunty policies. These 
permitted the heads of the various government departments to ca.rry 
on "with full knowledge of the continued validity of the broad con­
cepts established by the President in the cumulative experience of the 
Ns9." 12 The Vice ~reside~t presided over the Co~cil during this 
penod and the Council proVIded a useful forum for discussion of na­
tional security problems. Shortly after the middle of October 1955 
the President began to be kept informed of the Council's actions and 
began acting upon them. Tlie Council performed in a similar fashion 
though for a shorter period, following the President's second illness i~ 
June 1956. 

The second Administration of President Eisenhower b~an in the 
Co~cil with a ree'!aluation of variou~ maj~r elements of basic security 
policY. on the basis of a senes of d1Scuss1on papers, each of which 
exammed o~e of the major aspects of the over-all U.S. sec,urity policy. 
On the b8.Sl8 of t~e new basic policy, _certain other security policies 
were also re-exammed. Further studies were also made of certain 
national security programs. New policies were prepared against the 
background of a world situation characterized by- such outstanding 
features as the developing capabilities of the Umted States and the 
U.S.S.~: in the field of intercontinental ballistic missiles; the actual 
or anticipated emergence of a large number of newly independent 
countries; and the beginning of the exploration of outer space. The 
qouncil also reviewed its general directives relating to the organiza­
tion and coordination of the foreign intelligence activities of the several 
departments and agencies. 

Io the lattecart of the period there has been a resumption once 
more of the re ar process of policy re-examination and revision, but 
there has also een an increased effort to use the Council for discussion 
o~ major policy issues facin~ the United States now and in the future, 
without necessarily seeking unmediate policy decisions on those issues. 
To this end increased use has been made of consultants and of dis­
c~on p~pers which ~nsider the pros and cons of policy alternatives 
Without_ themselves recommending a policy. There has also been an 
emphasis upon the pre:paration of long-range studies of major prob­
l0Ill8 the United States 1s likely to face over the next five to ten yea.rs 
as background which will be of assistance in the development of 
future policies. 

The procedures of the Planning Board during the entire period from 
1953 to the present date have not varied significantly in basic outline 
although, of course they have been adjusted when necessary to meet 
the ~equirements of a particular policy problem or the c.haracter of a 
partwular type of report. The procedures are also in many funda­
mental respects comparable to those which earlier characterized the 
activities of the Senior Staff. Before the first draft of a new policy 
paper is prepared, the subject is sometimes discussed on the basis of 
the existmg policy, an intelligence estimate, a military appreciation 

• Dillon Andel'90ll, "The President and National Sec-•·••, TIie All<mlle MOAIAlW,Vol. 19'1,p, "2 
(1anuary 11166). 
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or similar ~aterial. !,--nintelligence estimate may be requested if a· 
current on~ 1s not availe:ble. ~he CIA representatives maintain close 
conta~t with_ the Spe~1al Assistant to the President for National 
Sec"!'ty Affal!B an~ with th~ NSC Staff in order to ensure, so far as 
pos~ble, that intelh~nce estimates are av!'-ilable at the time required. 

FlI"St ~afts of foreign country and regional papers continue to be 
prepared in the ~tat~ Department, just as first drafts of other types 
of ~apers ar~ ordinanly prepared ~y the agency of primary interest, 
or, m some instances, by a Planning Board Conumttee. As in tne 
past, papers are upon _occasion pre~ared directly by the Plann. ing 
Board or the Board Assistants, sometimes on the basis of a first draft 
prepared by the NSC Staff to reflect a Planning Board discussion 

~he for_mat ~f Com1<;il_papers went through a further evolutio~ 
d-gnng this pe_nod. I~1t1ally the state. ment of policy of a typical 
counti,y or regional po~cy p~per con~in~ed to oonsist of three basic 
elements: general cons1derat1ons, ob1ectives, and courses of action. 
In 1955 and 1956 there was some experimentation with the addition 
of a new seition of "policy conclusions" which, in general character 
fell so'!'-ewhere ~tw~en general_ considerations and courses of action'. 
E~ntml!y the. P?hcy concl~su?ns". constituted a statement of the 
mam policy ~d~lines. Beginning m 1957 such policy conclusions 
be~n to _be elu~mated; the courses of action were renamed "major 
policy guidan~ and were changed somewhat by the inclusion in 
them of material_ that had previously been contained in the "policy 
conclusions''. section. This c~ange was in line with the affirmation 
bl the President at about tlus time of the principle that except as 
~hrcctcd by hi~, matters to be considered by the Coulicil should 
in5?f~r as. poss1bl~ _deal with the makin~ or alteration of broad 
pohc1es-;-e1ther policies for the future or policies required by currently 
deve!opmg events. . 

Imt1ally almost all _pohcy papers were accompanied b1 a staff study.
In fac_t, tlrn preparation of :-uch a staff study and its discussion in the 
Plannmg B?ard wa_ssomelunes the first step in the preparation of a 
new or revISed policy paper. More recently staff studies have not 
~sue.Uy _been prepared, except in the case of a wholly new policy sub­
Jec~ or m a case where developments since the approval of the last 
policy paper are such as to seem to require preparation of such a staff 
study. The general considerations, of course cover the same ground 
though in son~ewhat less detail, and they ar~ regularly supported by 
the more detailed trPatmmt of a current intelligence ejtimate. 

~he abo".e-descr1bt>d format appli~ particularly to country and 
regional pohcy papers. As an _outhne 1t also covers the principal ele­
ments of almost i:i,ll ?ther policy papers considered by the Council 
thoug~• the material in some of these may be somewhat differently
org_amzed. 

~he most important innovation in the format of Council papers 
dunng ~he period _was the addition, in July 1953, of a "Financial 
Appen~1x" to pohcy papers having financial implications. Such 
append1cll:' are mcluded in "functional" as well as country and re­
gional po!1cy pal!ers_. Though the !onn of Financial Appendices has 
evolved smce 19a3, its purpose and its general content have remained 
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eesen_tia_lly u~ch!,Lnged.13 The_ primacy: purpose of the Financial Ap­
J>endixIS to md1cate, for the rnformation of the Pla~ Board &nd 
the C~>Un<?iltthe ~t implications of th~ proposed policy. It normall_y 
co~tains mtormat1on on past exp~nditures and order of magnitude 
estunates of future programs. It mcludes statements of 888umptions 
and ot_her i~formation _essential to an understanding of the cost data. 
Th~ Fman<;1al Appendu: does no~ presume to dispose of policy issues. 
It 18 submitted purely for the mformation of the Council and the 
Planning Board. Approval of a policy statement does not indicate 
approval of the cost estimates in the Financial Appendix. 

A ~t dra.f t of a policy paper is ordinarily discussed first in the 
Planrun~ Board and then referred to the Board Assistants for revision 
in the light of the discussion. This process may, if necessary be 
repea~ed several times. ~en a pf?blem is parti<?ularly urgent' the 
Planmng Board has on occasion met 10 ahnost contmuous session and 
bas itself done the essential redrafting. 

In the .process of Planning Board and Board Assistants discussion 
the Planrung Board members and their Board Assistants obtain their 
agencies' views on each successive draft. The NSC Staff and more 
particularly, the Executive Secretary, his Deputy and mem'.bers of the 
srecial Sta.ff, support the Special Assistant in his role as Chairman 
o the Planning Board. Members of the Special Staff make an inde­
pendent anJlysis and review of each Planning Board paper at each 
stage in its development for the benefit of the Special Assistant and 
the Executive Secretary. They also participate in the meetings of 
the Board Assistants. 

The Special Assistant plays a leading role in the Planning Board 
meetings as presidinf officer and as a non-voting participant. He 
expresses his persona views in the course of the Planning Board dis­
CllSSion of a subject, but as the principal staff officer of the President 
for national security affairs, he is concerned primarily to ensure that 
the paper is adequate and that it satisfactorily reflects the views of 
the members of the Planning Boa.rd representing the various agencies.
In par~foular, he is ~ncerned with 0nsming that, if there are signifi­
cant differencP,a of view as to policv recommendations within the 
Board, they are fully discussed and presented to the Council as clearly 
and accurately as possible. In recent experience about two-thirds 
of the papers sent to the Council by the 'Planning Board have con­
tained such "splits". The Special Assistant's own views are not re­
~rded ii:tthe paper when it goes forward to the Council. In the Coun­
cil mc:etmg, he makes an impartial presentation of the views of the 
Plannmg ~a.rd members, b~t also,. if he wishes, expresses his own 
personal views to the Council fo.llowmg such p.1resentation. 

. Whe~ a paJ?Cr has been sub~tted by the head of an agency for 
~ect circulation to the Council, t,he Planning Board almost always 
discusses it in advance of its consideration in the Council and some­
.times prep~ll:' written comments. upon it for consideration by the 
Council. S1m1larly, oral presentations for the Council are often made 
first to the Planning Board. Reports by outside study groups, by 

• Financial Appcndloes are prep&red by the NSC Staff on the b&."1sor contrlbutlona rrom the agenolee
"'8)l0nslhle for the programs involved and are reviewed by tho Planning Board. For the current dlrecthe 
on the use or Financial Appendices - "Orvanlzln, for Natfo11al s«ur11,", &l«W Maurloll prtp,n"' for 
1M Qi1'1m1Uu on o-ntme,sl Operallom, U11IIH Stalu &tlatl, olld Ill Subeon1t1llllff OIi Nalloltol Pollcw 
lil•dilntrJ, ~h Coner-, 2nd Semlon, pp. ~211. 

https://u~ch!,Lnged.13
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consultants or by special Council committees are also regularly dis­
e~sed in the Planning Board prior to the~ consideration by the Coun­
cil and may be referred back to the Planmng Board for the p. reparatio.n 
of recommendations following preliminary Council consideration. 
These procedures help ensure that Council members will be well 
briefed on Council agenda subjects prior to Council meetings. None­
theless the Council does, when the occasion warrants it, consider 
reports, either oral or written, which have not been discussed first 
in the Planning Board and which are not the basis of subsequent
Planning Board work. 
. In the usual case a Planning Board paper is circulated to the Coun­

cil ten days in advance of the Council meeting at which it is considered 
in order to ~ve the agencies sufficient opportunity to prepare for 
Council consideration and to give t.he Joint Chiefs of Staff time for 
preparation of their comments. Written JCS comments are submitted 
on most policy papers and are normally circulated to the Council in 
advance of the meetin~. Each Planning Board member is responsible 
for briefing his Council P.rincipal on the matters before the Council 
in advance of the Council meetings. 

As has been indicated, the character of the reports that the Council 
considers may be of various kinds. Such reports may include, for 
example, proposed policies prepared by the P.hlanning Board, policy
proposals submitted directly by Council members or other agency 
heads, oral presentations of special studies, OCB Reports and regular
briefings. 

In accordance with a directive of the President in January 1953, 
one feature of every Council meeting is an oral briefing by the Director 
of Central Intelligence summarizing important developments that 
are occurring throughout the world. He gives particular attention to 
those areas which a.re on the Council agenda that day." "The 
President looks to the Special Assistant at Council meetings to 
present the items UJ?On the agenda, to brief the Council on their 
background, to explam any 'splits' and to initiate discuBBion. Views 
a.re sought around the table so as to bring out relevant facts and opin­
ions and so as to give those present an opportunity to participate 
in making policy which they must later carry out." 11 In the course 
of the Council discuBBion, the Council members may agree upon a 
resolution of the policy questions at issue or the President may indi­
cate his own decision. The discussion sometimes stimulates a request 
by the Council or the President for an additional report on a related 
subject. 

Following the Council meeting a record of the Council's actions is 
drafted by the Executive Secretary and his Deputy, reviewed by the 
Special Assistant and then circulated for comment by the Council 
members and advisers. This latter procedure, introduced at the 
beginning of the Eisenhower Administration in 1953, gives the Council 
participants an opportunity to see and comment upon the record of 
actions before it IS subrmtted to the President. The President's 

" The report on tbe status of NBC projects baa been dropped aa a regular agenda Item. laatead a ronrard 
acenda and a 1WDmary of Council and Plannlng Board projects are ilsued roeu)arl7 and are perlodlcall7
reviewed b7 the Plannlnr Board. 

11 Gordon Ora7, "Role of the National Becw1ty Council ID tbe FormulaUon or National Polley," paper
prepared ror deUvl!r}'at tbe JD&g Annual Meeting of the American PollUcal Bclenoe AM>clation, Wub­
lDKton, D.C. September 10-12, JD&g, (n-prodnced in "Or,a,uzl,., /or Nodo11olS«urltf'': &let:td. M~ 
f)l'tpartd /or at Contnillut onO-nmn1t 0perallon,, U11lud .SW.tu Snot., °"Natloulo'IIIIlu Suhco1111111UM 
Pollq Maulnn,, p. 08). 
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action on this record, including his resolution of any remaining 
differences of view, constitutes his authoritative decision on the 
matters considered by the Council. The Presidentially-approved 
actions and policy papers continue to be communicated to the Council 
participants by the means described above ... 

Much use has been made of outside consultants and consultant 
groups during this entire phase of the Council's existence. Such con­
sultants have been utilized upon approximatelr twenty occasions.17 

The Special ABSistant to the President for National Security Affairs 
may himself arrange to call in such consultants, or one of the Council 
members may be asked to contract with some existing institution or 
to form a special consultants group to make a particular study. 
Essentially, use of such consultants has served one of three purposes: 
(a) to make an independent study of some proposal or of some prob­
lem; (b) to review existing policy on a subject and to make comments 
with respect thereto; or (c) to comment on tentative recommendations 
beiDJ? considered by the Planning Boa.rd prior to their submission to 
the Council. As a general rule such consultants discuss their recom­
mendations with the Planning Board prior to Council consideration 
of them. In cases where the consultants have made a study and 
specific recommendations, those recommendations have regularly been 
referred to the responsible agencies for comment prior to final Council 
action. The Council's and Planning Board's work on such consult­
ants' recommendations has often involved thorough study over a 
period of several months, followed by later progress reports and 
follow-up recommendations by the agencies concerned. 

There is so much variation in the manner that the Planning Board's 
and the Council's basic procedures are aP.plied to particular problems 
that it is difficult to attempt anything hke a completely comprehen­
sive account of them here. However, it is important to emphasize 
that, if the urgency of the situation requires itbmany of the usual 
Planning Board and Council procedures can e foreshortened or 
altogether dispensed with. For example, if necessary a subject may 
be considered in the Council on the basis of oral presentation with 
little or no prior staff work. 
~ Operation8 Coordinating Board 

Origin of the OOB.-AB indicated in the earlier discussion, the pri­
mar7 function of the Council machinery has been to provide ,Policy 
advice to the President. It has not been itself involved in the rmple­
mentation of policies. From the beginning of the Council's existence, 
when the President approved policies recommended to him by the 
Council, he directed that they be implemented by all approp11ate 
Executive departments and agencies and he designated the depart­
mentor agency which.had primary responsibility for implementation 
as the coordinator. It was the responsibility of this coordinating 
agency to see that actions by other agencies to implement the policy 
were taken in a coordinated manner. In the defense mobilization 
field there was an established coordinating agency (at first the NSRB, 
then ODM, and now, the Office of Civil and Defense Mobilization) 

11 SuJ>ro.p. 1a. 
., In a recent review of a fmldamental DOl1~7 2.1consultants met W'ith the PlaDDlDg Board IDcroapa

Of four or five and cue their views on the 1 CJ under revlewi.~ a J.arcell'OUP of them met ID a bOCl7 
With the Pl.ann!D,: Board and oommen Ul)Oll tbe revl91!dW1111 of tbe policy paper prepared by the 
Dowd. (Ora7, op. cU. p. MJ 

https://occasions.17
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W:i~ interdepartmental ~ordinating _mechanisms and procedures. 
S~arly, after 19~9 the mternal secw:1ty co~ittees of the Council 
provided an orgamzed means of effectmg coordination of the imple­
mentation of the policies in this field. There were other cases where 
the problem of coordination hardly arose because the responsibility 
for implementation resided almost entirely in a single agency. 

The coordination problems were most difficult with respect to the 
policies d~~ng with mternational affairs ~hich constituted a majority 
of the polic1e~ r~commended to the President through the Council. 
As h&a been mdicated, the normal procedure was to designate the 
Department of State as the coordinating agency for such policies 
though their implementation almost invariably involved action by a 
number of other agencies of the government as well. In order to 
deal with this problem, responsibility for coordination was sometimes 
assigned jointly to State and another agency. Such arrangements 
were, however, of an ad hoc character and as of January 1953 there 
was no regular, established interdepartmental mechanism directly 
char_ged by the President with broad responsibility for coordinating 
the unplementation of policies dealing with international affairs. 

This problem received new attention as a result of the establishment 
l>y President Eisenhower, on January- 24, 1953, of the "President's 
Committee on International Information Activities" to make a survey 
and evaluation of the international information policies and activities 
o~ the Ex~cutive Branch and of policies and activities related thereto, 
with particular reference to tho international relations and national 
security of the United States. The Committee, under the chairman­
ship of Mr. William H. Jackson, made its report to the President on 
June 30, 1953.88 General recommendations of the report were released 
publicly on July 8, 1953.89 

The Committee ·concluded that the existing Psychological Strategy 
Board (PSB) should be abolished because it was 

. . . founded upon the misconception that "psychological 
activities" and "psychological strategy" somehow exist spa.rt 
from official policies and actions and can be dealt with inde­
r,cnden t.ly by experts in this field. In reality there is a 
'psychological" aspect or implication to every diplomatic, eco­

nomic, or military policy and action. This irnphcation should 
receive more careful attention, both in the J.)lanning 11.nd ex­
ecution stage of policy, but not to the exclusion of other vitiu 
factors. 

In its place, the Committee recommended the creation of an Opera­
tions Coordinating Board within the NSC stn1cture. The principal 
function of the new Board, which would consist of agency representa­
tives at the Under Secretary level, would be the coordination and 
development by departments and agencies of detailed operational 
plans to carry out national security policies. This recommendation, 
1t was stated, was d<'si~nrd "to achieve better integrated direction of 
the program of the United States in the world struggle and to fill the 
gap which has existed in the past between the formulation of general 
ob1ectives and the detailed actions needed to give effect to them." 

., Other members or the committee? ,.-ere Robert Cutler, Oordon Oray, Barklle McKee Henry, 1ohn O. 
Hughes, 0. D. Jackson, Ro,:er M. Kyes, and Sigurd Larmon. 

u White Hou.e Press Release. July 8, 1953. lnformntton on the oontenta o! the report In thll hlatory,
lncludln& the quotations on thfs pap, Is taken from that press relea11e. • 
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On July 2, 1953, the NSC considered these recommendations and 
referred them to the Director, Bw·eau of the Budget, for preparation 
of a draft Executive Order. An Executive Order creating an Opera­
tions Coordinating Board and abolishing the Psychological Strategy
Boa.rdwas approved by the President on September 2, 1953.70 It 
provided for an OCB membership of the Under Secretary of St-ate 
(Chairman), the Deputy Secretary of Defense, the Director of the 
Foreign Operations Administration, the Director of Central Intelli­
gen~ and a representative of the President to be designated by the 
President. Heads of other agencies were to be invited to send a 
representative to OCB meetings when the OCB was dealing with 
matters bearing directly on their responsibilities. The Special Assist­
ant to the President for National Security Affairs might attend any 
meeting of the Board and the Director, USIA, was to advise the Board 
at its request. The Executive Order provided for the creation of a 
staff and for the arpointment of an Executive Officer for the Board. 

The functions o the Board were stated as follows by Section 2 of 
the Executive Order: 

The National Security Council having recommended a 
national security policy and the President having approved 
it, the Board shall (I) whenever the President shall hereafter 
so direct, advise with the agencies concerned as to (a) their 
detailed operational planning responsibilities respecting such 
policy, (b) the coordmation of the interdepartmental aspects 
of the detailed operational plans developed by the agencies 
to carry out such poliey, (c) the timely and coordinated 
execution of such policy and plans, and (d) the execution of 
ea.ch security action or project so that it shall ma.kc its full 
contribution to the attainment of national security objec­
tives ~d to. the particular clill'ate of opinion the United 
States 1s seeking to achieve in the world, and (2) initiate new 
proposals for action within the framework of national secu­
l"!ty ~licics in response to opportunity and changes in the 
s1tuat1on. The Board shall perform such other advisory 
f~nctions_ as the President may assign to it a.nd shall from 
time to time make reports to the National Security Council 
with respect to the carrying out of this order. 

Tho~h the Boa.rd was instructed to report to the NSC, it. w.as not a.t 
this time placed within the structure of the NSC as recommended by 
the Jackson Report. 

In essen~ 1 the OC~ was to/rovide a regular means through which 
the responsU>le agencies coul consult and coordinate their actions 
under _approved national security policies or with respect to other 
oper!,'tlonal m!,'tters ~f common concern not specifically related to a 
pa.rt1cula.r pohcy assigned to the Boa.rd. The OCB was to "advise 
with" the agencies; it had no power to direct action. It was to operate 
by agreements, and agreements reached in the Boa.rd would be rmple­
m~n~ ~y each member of the Board through appropriate action 
withm his own agency. The provision that the membership of the 
Boa.rd should be at the Under Secretary level was designed to ensure 
that the Board members would have sufficient authority within their 
respective agencies to direct the implementation of agreements reached 

" BuaaUn Order 10483. 
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within the Board. In this me.oner the coordinated implementation of 
policies was to be achieved without interposing the OCB between the 
President and the heads of the executive departments and agencies.

In practice, though it was not so specified in the Executive Order, 
the OCB was limited to policies dealing with international affa.irs or 
having an international affairs aspect, and was specifically excluded 
by the Executive Order from two fields in which coordinating mech­
anisms already existed-the fields of internal security and defense 
mobilization. Initially OCB was assigned coordinating responsibility 
for only those national security policies relating to internationai 
affairs which were approved by the President following the issuance 
of the Executive Order. As new policies were approved by the 
President and as existing policies were transferred to it, the OCB 
came to be the designated coordinator for the bulk of Presidentially­
approved national security policies since the majority of such policies 
relate to international affairs. In addition, the OCB assumed 
responsibility for all PSB projects. After a review of them, it retained 
and completed work upon the majority of current PSB projects while 
dropping others. In accordance with the Executive Order, the OCB 
also developed additional projects of its own under the "climate 
of opinion" ~rovision and under its authority to initiate new proposals 
for action within the existing framework of national security policies. 

Organization of tM OCB.-The basic pattern of OCB organization 
was set during tht> first month or two following the issuance of the 
Executive Order and has changed very little since that time. It is 
a three-level intera.gency organization-consisting of the Board itself, 
tho OCB Assistants (or "Board Assistants" as they are commonly 
called) and the OCB Working Groups-assisted at all levels by the 
OCB Staff. The basic types of reports and plans developed by the 
Board during these first months have continued to the present day, 
though the content of these documents has undergone a uumber of 
changes during the period. 

Standing and ad hoc OCB working groups or committees have 
existed since the beginning of OCB and, in fact, can be traced back 
to antecedents in the interagency "panels" of the Psychological 
Strategy Board. When the President designates tho OCB as co­
ordinator for a national security policy, that policy is referred to an 
existing working group or, if such a working grou_p does not exist, to 
a new working group created for the purpose. The working groups 
are composed of responsible operating officials from the agencies 
concerned with the implemcnte.t1on of the policy and a representative 
from the OCB Staff. 71 The agency which has chief rcsponsibility­
usually- State-chairs the group. Agencies which do not regularly 
participate in the activities of the Board but which have implementa­
tion responsibilities in connection with a particular policy (e.g., 
Commerce or Labor) may be regular participants at the working 
group level. The working groups have essentially two functions: 
(a) to provide a regular mechanism at the working level for consulting 
and for coordinating actions to implement national security policies 
or actions on other matters of mutual concern, and (b) to prepare 

n Agency representation on the worltln11 groaps Is approximately at the desk officer level, though the 
designal.ed cbalm1on areusually Office Directors or Deputy Offloo Dlroctois from the State Deplll'tment
and during pertoda when p!ll'tlcuilll'ly slgn11lcant or a-ltlcal problems a.re under consideration may be of 
even hlr:b• level. 
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reports (periodic or special) and operations plans for consideration by 
the Board. 

Each Board member is assisted by a Board Assistant, an individual 
from the Board member's agency whose rank is such as to give him 
direct access to the principal operating officials in his agency. The 
OCB Assistants were not specifically provided for in the Executive 
Order,. but were designated by the OCB at the first OCB meeting on 
September 17 1953, and began meetin~ together BB a group under 
the chairmanship of the Board's Executive Officer shortly thereafter. 
Individually, the OCB Assistants provide staff support for their 
respective Board members, assist them in intradepartmental and 
interdepartmental cooperation on subjects dealt with by the Board, 
and aid their agency's working group members in meeting OCB 
requirements. As a group, the OCB .Assistants meet once each week 
to review papers prepared (in the usual case by the working groups) 
for Board consideration to ensure that they are ready for Board 
consideration; they seek to ensure that these papers are adequate 
and that they accurately reflect any differences of view among the 
agencies. The OCB Assistants may, in some cases, also act on 
behalf of their principals when they consider that they have the 
authority to do so and when the Executive Officer concurs in such a 
procedure. 

No changes have been made in the prescribed functions of the OCB 
since the issuance of the original Executive Order, but a number of 
changes have occurred in participation and membership. The Direc­
tor, USIA, was added to the Board's membership by Executive Order 
on February 28, 1955.n Up to that time he had regularly attended 
OCB meetings BB an Observer. When the Foreign Operations Ad­
ministration was abolished by statute effective on June 30, 1955, the 
membership of the Director, FOA, on the OCB was also abolished. 
An Executive Order issued at this time provided, however, that the 
Director of the new International Cooperation Administration or his 
representative should "participate in the deliberations, and assist 
with the affairs of" the OCB.7' Pursuant to this authority and by 
agreement of the Board, the Director, ICA, participated with the 
Board in an informal status as an adviaer until July 1, 1957, when a 
revised Executive Order me.de him a Member.7' During this entire 
period ICA representatives participated regularly in the work of the 
OCB Assistants and Working Groups. By decision of the President, 
the Special Assistant to the President for Disarmament participated 
during the period 195&-58 in OCB meetin~ when matters of interest 
to the Disarmament Staff were under consideration. 

By action of the OCB on March 13, 1957, following a general review 
by it of arrangements with respect to participation, the Chairman, 
Atomic Energy Commission, the Under Secretary of the Treasury 
and the Deputy Director, Bureau of the Budget, became "Standing­
Request" members of the OCB. 76 Standing-Request members are 
authorized to participate in the work of the OCB to the extent that 
they consider desirable. In practice these three agencies have par-

ff ElleCUUn Order 10598. 
ff ExecuLivo Order 106!0, Section :nl(b). 
"EDlCUtlve Order 10700, Section l(b). 
n Prior to March 11157AEC and Treasury bad ror ,ome time been frequent parUclpant.a In OOB meeLlngs

onder the provlaion orthe Eiecutlve Order with respect to p&rUcipatlon by non-member agenclee. Treas­
ury and Budget bad 1-11 partlclpaUng in the work or the OCB Aaslatanta and of many or the ,nrlr:lng 
sn,upe. 

https://designal.ed
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ticipated in differing degrees at the three interdepartmental levels of 
the OCB organization. Treasury representatives are full participants 
at all levels. The Chairman, AEC, regular!y attends the informal 
weekly luncheon meetings of the OCB. AEC representatives attend 
formal OCB meetings and Board Assistants meetings only whtm a 
subject of interest to AEC is to be considered and AEC is represented 
only on those working groups in which it has a direct interest. Budge_t 
does not attend OCB luncheon meetings, usually attends formal OCB 
meetings in an observer statusi but is a full participant at the Board 
Assistants and working group evels. 

At the time of the issuance of the Executive Order creating the OCB 
the President desi~ated his Special Assi~~ant for Col~ War Plannini 
as his representative on the OCB . .,. Imt1ally the pnmary responsi­
bility of this Presidential representative lay in the "climate of opinion" 
area referred to in the Executive Order establishing the Board. The 
Special Assistant to the President for N atio~~ Sec~~y Aff~U:S.also 
attended all OCB meetings and was a full part1c1pant ~ its activiti~. 77 

The creation of the OCB and the assignment to it of operations 
coordinating functions had the e~ect of su~erseding t~e res~i:u3ibili~ies 
for follow-up of the impleme~tation_ of national secm:ity policies ~h1ch 
had been assigned to the Special Assistant to the President for National 
Security .Affairs by the March 17, 1953, report on the NSC. 78 None­
theless, something of this follow-up function continued to be performed 
by the President's representative on the Board. ABthe OCB evolved 
and as new Special Assistants occupied the position of President's 
representative there was a gradual increase in emphasis upon the 
follow-up fun~tion of the Presidon~'s. ~epresentative and h~ became 
tied more closely to the normal activities of the OCB. This change 
received aome formal recognition in May 1955 when the ?resident's 
representative became Vice Chairman of the Board. DlJ!lng t~e fall 
of 1956 Mr. William H. Jackson, who was already a Special Ass1Stant 
to the President and his represen_tative on th~ OCB, al!W b~e 
Acting Special Assistant to the President for N at1onal Secunty Affall"8. 
When Mr. Robert Cutler resumed the position of Special .Assistant 
to the President for National Security Affairs in January 1957 he 
temporarily assumed both of these roles. However, it was not until 
the changes of July 1957 (discussed below) that the functions_ of the 
President's representat.ive were clearly restated to accord with the 
developing practice. 

Tht 0GB Sui:1/.-The Executive Order of September 1953 which 
established the O<;)B instru~ted the agencies r~pr~nted on the Board 
to contribute to its financial support. Until fiscal year 1958 the 
OCB agencies contributed on an agreed-share basis to the OCB budget. 
State provided logistical support for _the Board. . . 

The Executive Order also authonzed the OCB agencies to detail 
personnel to the. OCB Staff. It was the policy of the OCB ~rom_the 
beginning, in the selection of its professional staff, to mamtain a 
balance between permanent staff officers who provided continuity and 
staff officers on two to three year assignments from the OCB member 
agencies who contributed experience derived from personal contact 

"Official! who held the position of President's repre.entatlve (and Bpe<ial A•l5tant to the President) 
Lhrou&h 11156 were C. D. Jacll:son (Special Assistant from February and the Prealdent'a reix-ntatl•e111611
fromSeptember !QM-March 1964); Nelaoo A. Rockefeller (l)e(ember !QM-December 11166); Wllllam B. 
1~ (March IIW>-Deoember 1966). 

n The Special Asalstant for National Security Affa1n wu n,pmeo.led oa tllO00B AIIIRanllmW 11167, 
n SuJ!ra, p, 28. 
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with the operations of their respective agencies. For a short period 
the Special Assistant to the President for Cold War Planning served 
as the Board's Acting Executive Officer. However, on November 4, 
1953, Mr. Elmer B. Staats became the full-time Executive Office~. 

AB initially organized in October 1953, tho OCB ~taff COD818ted 
essentiallx of four elements: (a) the Office of the Executive Officerand 
Deputy Executive Officer; (b) the Secretari~ti· (c) _the Special S~ 
headed by an official who was also the Spec1a Assistant for Intelli­
gence· and (d) the Executive Assistant. 

Th~ members of the secretariat unit provided executive secretaries 
for the working grou~s, contribute1 to drafting of documents by ~e 
working groups, provide_d su~tant1ve staff supJ>?r~ _to the Executive 
Officer on subjects within their areas of responsibility and generall,.­
facilitated the process by which ~B mo!Ilber agencies reached !1ec1-
sions with respect to implemontmg ~tio~ to carry ou~ national 
security policies. In January 1954 this umt was reorgamzed on a 
geographical area basis and its members began reporting direct!y _to 
the Executive Officer and his Deputy, rather than through a Chief 
of the Secret.ariat (a position which W!'-5ah<?lished). Th~y were IDJt:tle 
members of the working groups deal~ng_with those natio~al secunty
policies for which they had respons1bihty and were designated the 
"OCB Staff Representative" on the working group instead of "Execu­
tive Secretary". This part of the OCB Staff is presently called the 
"Area Staff". 

The Special Staff (later called the "Spe~ial Projects Staff") was 
established primarilr to perform two functions: (a) to provide staff 
support to the President's representative on the ~ard and ~ carry 
out special 8S8ignments for ~m; and (b) to provide the Pr~ident's 
representative and the Executive Officer current background mforma­
tion on foreign politi~, militarr, economic_ and ~!al dovelo~ments 
affecting implementation of national secunty policies. The impor­
tance of the former of these two functions_ gradually declined as the 
President's representative's role within the OOB cha~ed to emphasize 
the "follow-up" function over the "climate of opmion" function. 
Accordingly, in January 1956 this unit was re~a~ed the "Intelligence 
Liaison Staff" and its functions were largely lumted to the second of 
the two functions described above. 

The Executive Assistant was a general assistant to the Executive 
Officer performed secretariat functions for the Board itself, main­
taine<i'liaison with the NSC Staff and supervised administrative func­
tions and certain reporting functions not performed by the working 

gro.A~rganization of the OCB Staff in September 19~ adde_d a 
"Communications Staff" with personnel drawn from other sections 
of the Staff. This unit, which was subsequently renamed the "Me!1ia 
Prosra_m Staff" and still later, the "Information and Education 
ProJects Staff",' was :X,ncemed with OCB ac~ivities ~ the info~­
tion communications, education, cultural and ideological fields which 
cut ~cross the geographical organization of the Area Staff. It was a 
"functional" staff. . 

To sum up, the OCB Staff organization at the beginm~g of 1957 
included the following elements: (a) the Office of the Executive Offi~ 
and the Deputy Executive Officer; (b) the Offi~ of the Execut!ve 
Assistant· (c) the Area Staff; (d) the ~ormat1on and Education 
Projects Staff; and (e) the Intelligence Li&1SOnStaff. 
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Puuement of tM (!OB within ~ NSO Sb:'ucture.--On February 25, 
1957, the President issued a reVIsed Executive Order formally ela.cing 
the OCB within the structure of the National Security Council as of 
July 1, 1957.79 After well over three years of activity the OCB had 
proved its value; the time had therefore come to place it on a more 
permanent footing and to establish "a closer relation between the 
formulation and the carrying out of security rolicies." 80 In addition, 
the order added ICA to the membership o the Board (as already 
noted), chan~ed the arrangements with respect to the chairmanship 
and vice chairmanship of the OCB, and affected the relationship of 
the OCB Staff to the NSC Staff.81 Whereas the earlier order had 
provided that the Under Secretary of State would be chairman of the 
Board, the new order stated that the President would appoint the 
chairman and vice chairman from among the members of the Board. 
The President, at the time of the issuance of the order, appointed Mr. 
Christian A. Herter, the then Under Secretary of State, as Chairman 
and Mr. Robert Cutler, the Special Assistant to the President for 
National Security Affairs, as Vice Chairman. However, in May 1957, 
upon the recommendation of his Special Assistant for National 
Security Affairs, the President established a new position, that of 
Special Assistant to the President for Security Operations Coordina­
tion. The President appointed Mr. Frederick M. Dearborn to the 
new position.82 He designated Mr. Dearborn Vice Chairman of the 
OCB and his principal representative on the OCB. The Special 
Assistant to the President for National Security Affairs continued as a 
second representative of the President on the OCB. The new Special 
Assistant's functions were niuch more closely tied to the normal 
operation of the OCB mechanism than had been true in the case of 
previous Special Assistants who had served as the President's repre­
sentative on the OCB. Thus, his duties included, in addition to serv­
ing as Vice Chairman and participating in the meetings of the OCB: 
(a) consulting with the OCB Executive Officer as to the agenda. and 
scheduling of work for OCB meetings; (b) collaborating with the 
Chairman and the OCB Executive Officer to assure the effective 
functionin~ of the Operations Coordinating Board; (c) developing for 
OCB consideration new proposals for action within the framework of 
national security policies in response to opportunity and changes in 
the situation; (d) attending Council meetings and presenting thereat 
OCB reports; (e) attending and participating in, as appropriate, 
meetings of the NSC Planning Board, of the Council on Foreign 
Economic Policy, and other relevant groups; 81 (f) maintaining close 
liaison with the Special Assistant for National Security Affairs; and 
(g) such other assignments related to security operations coordination 
as the President might direct. In performmg all of these duties he 
was to act in close collaboration with the Chairman of the OCB. 
Following ConlP:essional action creating a second Under Secretary of 
State, the President, on September 16, 1959, designated Mr. Robert 
D. Murphy, the new Under Secretary for Political Affairs, as Chair­
man of the OCB. When Mr. Murphy resigned the chairmanship in 

n E1ecutlve Order IOiOO. 
"Quot.atloo from White Houoe Press Relea.<e, February 25, 1957. 
"The effect of the Order on the NSC and OCB St.affsIs dlscu5'1e<l lo the oe1t major section. 
"Followlniz Mr. Dearborn's death on February 26, 1958, Mr. Karl 0. llsrr was appointed Spec1al A9"1st­

aot for Security Operations CoordlnBtloo. 
A The Special As.,lstant became 8 Planning Boord Ad~oo. At this time the OCB Adviser to the Plan­

ning Board was eliminated. The Si-tal Assistant for Security Operations Coordination al80 attends 
meetings of the Cabinet and of the N atlooal Aeronautics Bild Space CouncU. 
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connection with his retirement from government service, the President 
on _January 13, _1960, desi~ated ~r. Gord~n Gray, his Speci;J 
Assistant for National Secunty Affall'S, as chamna.n. In taking this 
action the President stated in a letter to Mr. Gray: 

In view of your continuing responsibility as the princi~a.l 
supervisory officer of the work of the National Secunty 
Council in formulating national security policies including 
those assigned by me to the OCB for coordination, you a.re in 
a. position to provide impartial and objective guidance and 
leadership to the Board. This new assignment is one step 
which I feel should be taken toward enabling the President to 
look to one office for staff assistance in the whole range of 
national security affairs.84 

In a. letter to his Special Assistant for Security Operations Coordina­
tion, Mr. Karl G. Harr, on the same day the President assigned Mr. 
Harr special responsibility in two areas of the Board's work: (a.) taking 
the lead in initiating new proposals to the Board for actions within the 
framework of national security policies in response to opportunity and 
changes in the situation; and (b) seeing that Board actions contribute 
fully to the climate of forei~ opinion the United States is seeking to 
achieve in the world.85 ThIS assignment constituted reaffirmation of 
the President's desire that these two aspects of the OCB's activities 
receive fullest possible attention in the implementation of national 
security policy. 

TM Work ojtM OOB.-The OCB meets at 1:00 p.m. every Wednes­
day. The first hour and a. quarter is an informal luncheon meeting to 
which designated members only are regularly invited. At the 
luncheon meeting members bring up any matters that they consider 
appropriate. There is no agenda although frequently members of the 
Board give advance notice of topics they wish discussed. No minutes 
a.re kept for these meetings. The Executive Officer is the only staff 
officer who attends the luncheon meetings. 

Boa.rd discussions at the luncheon meeting are rarely conducted on 
the ha.sis of staff papers. Rather, the luncheons serve as an extremely 
valuable means by which the OCB members consult informally as 
ranking government officials with respect to important matters of 
mutual concern within the wide range of the Board's interests. This 
activity is thus distinguished from the more formal pa.rt of the Board's 
work which is concerned in large measure with discussion, revision and 
approval of written documents such as Operations Plans and reports. 

Agree~ents may be reached during the luncheon on some of the 
matters dISCussed, others a.re referred to the appropriate working group 
for study and later recommendations, and still others are referred to 
the agencies concerned for decision outside the OCB framework. 
The Executive Officer records the Board's actions and later advises 
the interested agencies of them. 

Items on the OCB agenda a.re discussed at the formal session which 
is convened at 2:15 p.m. As indicated previously, OCB documents 
prepared by the working groups a.re usually presented to the Board 
only after they have been reviewed by the OCB Assistants. Usually 
the Chairman of the working group which has prepared a particular 

"White Home Pres., Releue, 1anuary 13, 1960. 
• Ibid. 
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document (and in many instances an Assistant Secretary from the same 
agency) attends the Board meeting to answer questions and to report 
on developments which have occurred since the document was pre­
pared. 

The Board members discuss and settle or agree on a method for 
seeking settlement of all differences of view contained in the document 
under consideration. As previously indicated, the OCB always acts 
by "agreement" or "concurrence"; it does not "decide" or "direct". 
Action on a document therefore consists in concurring in it and agreeing 
to carry out any actions it contains. When there is a difference of 
view among the OCB members which cannot be resolved within the 
OCB itself, it is referred to the respective agency heads. If they 
cannot resolve the difference, it may be taken to the President for 
resolution, sometimes directly, but normally through the NSC. 

The agenda, which is determined by the Board upon the recom­
mendation of the Executive Officer, includes the folJowing principal 
types of documents: (a) operations plans for foreign countries or 
regions or major "functional" areas; (b) reports to the NSO on 
assigned policies; (c) semiannual appraisals of the validity of assi~ed 
policies and evaluations of their implementation; (d) the Activity 
Report and other standing items (such as the minutes of the previous 
meeti,ng); (e) special reports· for the OCB or the NSC prepared by 
OCB working groups to meet specific needs for information or action; 
and (f) oral reports which may serve as background briefings for 
papers on the agenda or as the basis for discussion of current problems 
of major interest. It is impossible to generalize about the last two 
types of reports because their character is determined by the special 
needs which give rise to their preparation. However, the first four 
types of reports have a history of development which is summarized 
below. 

When the President, after approving a national security policy, 
assigns it to OCB to coordinate implementation, the Board requests 
the working group which has responsibility for the foreign country or 
area to prepare Operations Plans for each country. Such Plans are 
comP.rehensive, detailed outlines of operating guidance to implement 
a policy. 

Initiallx the working groups had carried out their coordinating 
responsibilities directly under the policy. In September 1954, how­
ever following su~eetions by the Deputy Secretary of Defense and 
the 0irector, Foreign Operations Admmistration, the OCB Assistants 
agreed.J..on behalf of their principals, to initiate preparation of Opera­
tions rlans. Their purpose, as stated in 1954, was to provide a 
means by which the Board would review the working group's agree­
ment as to basic approach, emphasis, timing and agency action 
responsibilities under the policy. 

The Plans were, and continue to be, prepared by the working groups 
on the basis of material submitted by the responsible agencies. 
Under the original instructions approved in 1954 the Operations 
Plan 86 contained two basic elements: (a) a statement of basic ap­
proach which indicated the concept of operations; and (b) a statement 
of actions agreed upon, agency responsibilities for implementation, 
and timing of actions. In addition the Plan included annexes listing 
for consideration by the Board: (a) desirable actions which had not 

• Inltlally called" Oatllne Flam of Open1t1oaa". 
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been included because of policy, funding or other limitations; 17 and 
(b) proposed actions on which there was not agreement between the 
agencies. Those propasals in the annexes in which the Board con­
curred were included m the final agreed Plan, the rest were eliminated 
from the Plan. 

During the following two years a financial annex and a statement of 
major U.S. commitments (financiall military and political) with respect 
to the country were added. In July 1957 agreed courses of action 
based upon the courses of action in the policy paper were eliminated 
in favor of statements of existing and projected agency programs.
In making this latter change, the Board made the OCB Assistants and 
the working groups specifically responsible for assuring that proposed 
agency programs fully reflected the national security policy objectives 
and courses of action. 

In the course of a general review by- the OCB of its reports in the 
springand summer of 1959 following issuance of the new Presidential 
instructions on reporting, the format and content of Operations Plans 
was also reviewed. The plans now contain two major sections: (a) 
a section containing objectives and major policy directives; and (b) 
a section containing operational guidance. This latter section con­
sists of a series of paired paragraphs, the first of which states a prob­
lem; this problem statement is followed by one or more paragraphs of 
operational guidance. There may be "splits" in these sections when 
the Plan goes to the Board. Following the main body of the Plan are 
annexes containing: (a) a statement of arrangements or agreements 
between the country concerned and the United States; (b) statements 
of the agency programs for carrying out the Plan prepared by the 
agencies responsible for the programs; (c) financial data on U.S. 
assistance and other programs in the country concerned; and fre­
quently (d) an estimate of Sino-Soviet activities and intentions with 
respect to that country. 

Preparation of an Operations Plan helps to identify, clarify and 
resolve differences of policy interpretation, operating responsibility, 
or required actions. It also exposes operating difficulties and recom­
mends practical guidance for the more effective implementation of the 
policy. The approved Plan is designed to provide useful guidance for 
agency operations in Washington and in the field, with particular 
reference to those activities that are of interagency character and that 
require interagency coordination. Before a draft Plan is completed, 
interested diplomatic missions abroad are asked to comment upon it. 
When the Board has concurred in a Plan, it is sent by the State 
Department to the appropriate Chiefs of Mission abroad and by 
Defense to the appropriate unified commands. Copies or appropriate 
extracts are provided by other Washin~ton agencies to their field 
representatives. A Plan is subject to review at any time and may be 
modified to meet changed circumst.ances. All Plans are formally 
reviewed, and revised as necessary, every six months. 

What are called by the OCB "Reports to the NSC" are the current 
form of progress reports on policies assigned to the OCB for coordi­
nation. A September 9, 1953, NSC instruction on progress reports 
confirmed the existing NSC directive that Pro~ess Reports should 
contain two elements: (a) a summary of significant actions taken 

11Thia annex was later supplanted by a Ustinc, on a eelectlve buls, or addJUonal pro~ und• oon­
lldlntton In tbe working group which appeared IO he outs!de eliltl!lf policy. 
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~ ~plement the P.Olic1.; &nd (b) &n evaluation of the effectiveness 
timeliness and ap{llicability of the policy. This instruction indicated 
that the "_appropnate interval" for the submission of reports would be 
three to six months. A May 11, 1954, amendment to the instructions 
~ave the coordinating a_gency authority to determine the appropriate 
mterval. These general instructions still govern the content, though 
not the form or frequency, of progress reports. 

T~e first OCB instruction on the subject, dated April 30, 1954 
provided that _progr~ reports ~~ould be submitted every six mont~ 
unless otherwise specified. Irutially the progress reports contained 
both a summary statement of significant actions taken to implement 
the policy &nd a more detailed treatment keyed, on a paragraph-by­
paragraph basis, to the policy. Later this detailed treatment was 
dropped a~d by Sep~~ber 15, 1_955, OCB reports contained three 
maJor sections: (a) a hstmg of maJor developments durin_g the period· 
(b) a summary statement of operating progress in relationship ~ 
major NS~ objectives (incl~ding recommendations on the need for 
policy_ review); &nd (c) maJor problems or ares.s of difficulty. A 
~&ncial annex was attached to. the report. Reports continued to 
mclude these same elements until 1959, although changes in format 
gave ~creasing emphasis to the" major problems" section. 

Until January 1959 reports were ordinarily submitted to the Council 
every six months, though there were cases of both more and less fre­
quent reporting. On January 29, 1959, the President directed that 
progr~ r_eports normally ~e transmitted at yearly intervals unless the 
coordmatmg_ agency co~sidered _that there were significant develop­
ments affecting the policy or w1Shed to recommend a review. The 
Presid_ent'~ Janu~ry dire~tive was superseded on July 29, 1959, by a 
new dir~ctive whi~h. required each coordi1;1ating agency to continue to 
reappra1Se the validity and evaluat~ t~e 1mplementat10n of policy, as 
~equired by deye~opments or p~nodically, normally at six-month 
mterv'!-1s. I~ elu~unated the requirement for annual reporting to the 
Council, statmg msteud that reports should be submitted whenever 
t~e coordinating agency wished to recommend a policy review or con­
sidered that there had been developments of such significance as to 
warrant a progr':58 report. Both ~1rectives pointed out, in addition, 
that any Council Member or Adviser or the Planning Board could 
recommend review of a policy whenever developments were believed 
to justify it. The purpose of these directives was to eliminate routine 
reports to the Council and to concentrate the Council's time and 
attention on those cases where significant developments had occurred 
o_r where th~ P<;>licy appeared-~ !1eed review. They also placed addi­
~10nal and s1gn1fi~a~t responsibility upon the OCB itself for determin­
mg, through penod1c (normally semiannual) appraisals, the need for 
a report to the NSC. 

As a result of these changes, the OCB made a general review of its 
reports. Under revised OCB instructions, evaluations of the validity 
an~ t~e implementation of _assigned policies contin_ue to be prepared 
penodically (normally semiannually) by the workmg groups for the 
Board. These semiannual appraisals become reports to the Council 
only when the Board determines that developments or the need for 
policy review justify such action. In view of the new focus of the re­
ports, the "major problems" section has been dropped, but, as indi­
cated above, is now incorporated in the Operations Plans. The re-
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ports to the Council contain two sections: (a) a statement on the ade­
quacy of the p_~licy; and (b) a summary evaluation of progress in 
accomplishing U.S. objectives. The financial annex has been elimi­
natedi_ as noted, such an &nnex is included in the Operations Plans. 
q,OCH reports to the Council continue to be discussed in the Planning 
Board prior to the Council meeting. The Council notes or discusses 
the report and acts upon any recommendation for policy review. If 
it determines that such review is necessary, it directs the Planning 
Board to undertake it. 

Since October 21 1953, an important item on the agenda of every 
OCB meeting has tt;en the weekly "Activity Report." The report 
presently contains the following types of information: (a) follow-up 
on Board actions or matters discussed at Board meetings; (b) signifi­
cant developments related to major operating problems described in 
the latest l>l&n or report; (c) significant matters considered at the 
meetings o the Board Assistants or working groups and committees; 
(d) schedules of pending OCB papers; and (e) new assignments to 
the OCB with follow-up plans for coordination. Substantially the 
present format, which is org&nized on a geogra{>hical area basis &nd 
seeks to relate the report closely to OCB actiVIties, was adopted in 
March 1956. The Report is prepared by the Executive Officer with 
the assistance of the OCB Staff (more particularly the OCB Staff 
Representatives on the working groups and committees). It is based 
upon current material obtained primarily from the OCB agencies but 
due to time limitations is not formally cleared in advance with them. 
The Report helps keep OCB Members informed of current develop­
ments relating to the work of the OCB and discussion of the report m 
the OCB may result (for example) in agreement to request a report, 
to take action, or to follow-up on actions previously taken. 
Changes in the NSO Sw.jf sinceJuly 1, 1957 

The Executive Order of February 25, 1957, brought the OCB Staff 
within the NSC Staff, effective July 1, 1957. In anticipation of this 
action the offices of the OCB Staff were moved into the Executive 
Office Building in SJ>ace adjacent to the offices of the NSC Staff and 
the two Special Assistants. A single NSC budget for fiscalyear 1958, 
including funds for both the NSC &nd the OCB, was presented to 
Congress in J&nuary; upon its approval the OCB Staff was for the 
first time financed directly by a Congressional appropriation for the 
NSC rather than indirectly through contributions from OCB con­
stituent ~encies. 

The reVISed Executive Order had three major effects upon the NSC 
and OCB Staffs: (a) it integrated the staffs, making them into a single 
NSC Staff headed by the Executive Secretary of the NSC· (b) it pro­
vided for close liaison between members of the staffs and for better 
correlation of the staff work for the NSC &nd the OCB; and {c) it 
permitted the consolidation of certain administrative services for both 
staffs in the interests of economy and efficiency. The specific effects 
of the reorganization upon staff organization c&n best be illustrated 
by a description of the present organization of the new NSC Staff in 
the course of which changes will be indicated. 

The first major unit within the NSC Staff is the Office of the Execu­
tive Secretary. The NSC Executive Secretary as has been noted, 
acts for the Special Assist&nt to the President for National Security 



5() ORGANIZATIONAL mSTORY-NATIONAL SECURITY COUNCIL 

Affairs in his absence (mcluding acting as Chairman of the Planning 
Board) 18 and advises and aids him in the performance of his duties. 
He continues to be responsible for the over-all supervision of the NSC 
Staff, to supervise directly the staff services for the Council itself, and 
to give general direction to the Policy Coordinating Staff an<1 the 
Administrative Office. The Administrative Office, headed by an 
Administrative Officer, was created on July 1, 1957, as a part of the 
Office of the Executive Secretary to perform for the entire N_SC Staff 
certain personnel, budget,. fiscal supply an~ general servic~. and 
records, reprod~cti?n, c~~er ~d related services. ~e Administra­
tive Office mamtams li&1Son with the Central Intelligence Agency 
which continues to perform certain supporting administrative services 
on a reimbursable basis for the entire NSC Staff. 

A second major unit of the NSC Staff is the Policy Coordinating 
Staff, headed by the NSC Deputy Executiv~ Secretarr.• . This S~ 
is comprised of two elements: (a) the Pol!cy Coordin~t~g Special 
Staff; and (b) the Planning Board Secretariat. The _pnnmpal fu~c­
tions of the Special Staff continue to be to (a) assist the Special 
Assistant and the Executive Secretary by preparation for them of an 
independent analysis and r_eview of ea~h Planning :Soard _report at 
each stage in its preparation i (b) ass1St the Spec1_al ~IStant _by 
preparation of drafts of the briefing notes used by hun m presentmg 
pohcy papers to the Council; (c) perform staff work in connection 
with the Specia] Assistant•~ membership on ot:11ez:inter?epartmen~al 
bodies; 90 (d) seek to detenmne whether saps eiost m national ~unty 
policies and whether the policy implicati~ns of current or ant1c1pa!,ed 
developments are being ex.pl.ored; (e) provide NSC Staff repr~entation 
on ad hoc Council or Planning Board committees; ~d (f) ass1~tlfl the 
preparation of the annual status reports on national security pro­
grams. The Planning Board ~ecretariat cont~ues ~ perform secr&­
tariat functions for the Planmng Board, and its Director serves. as 
chairman of the Planning Board Assistants. The Deputy Executive 
Secretary, in addition to he~di~g the Policy qoordinat~ S~, acts 
for the Executive Secretary m his absence, advISes and aids him m the 
performance of his duties, and is directly responsible for Council 
secretariat activities. 

The third major unit in the NSC Staff is the OCB Staff, headed by 
the Executive Officer of the OCB.11 On July 1, 1957, when the OCB 
Staff was brought within the NSC Staff, it continued to consist of 
five elements: (a) the Office of the Executive Officer and Deyuty 
Executive Officer; (b) the OCB Secretariat (formerly the Offi~e o the 
Executive Assistant); (c) the Area Staff; (d) the lnfor~at1on and 
Education Projects Staff (recently renamed the l_nformat~o!1, Educa­
tion and Special Projects Staff); and (e) the lnte~ence µal80n S~. 

In addition to headin~ the OCB Staff, the Executive Officer 1s 
chairman of the OCB AssIStants. He serves the Board as its princiJ;lal 
staff officer, providing impartial and confidential staff work and adV1ce 

esThe E:ueuUve 8-'eeary doea not aet for the Bpedal Aulatant In hll role u Chairman of the OCB. 
That function Is perfonned by the Vice Chairman of tbe OC B. 

" Mr. B. Everett Oleaaon, wbo had been Deputy Executive Becntary of the NBC lllnce March &, 1980,
left the NBC Staff on August 16, 19611, and wureplaoed u Deputy Eiecutlve Becre&ary by Mr. Marion W, 

~be Sooclal Aalstant for National Becorlty Atraln la a member of the Coundl on Foretpi ltc,onomlc 
Policy and may attend Cabinet meetlnp. He la authorized to attend the meetinp of oertaln other bodlea 
of a standing character such as the National Aeronautics and Space Council and the J'edenl Oouncl1 1or 
8ciene11 and Teclmolo17. He Is a.bo from time lo time a member of various ad AoecommltteN and p-oupe. 

11 Mr. Elmer B. Staata real&ned1111Executive omoer September 12, 111611,and wu replaced by
Yr. Bromley Smith on JQlluary I, 111411. 

ORGANIZATIONAL mBTORY-NATIONAL SECURITY COUNCD, 51 

for the Board and for the agencies involved in OCB activities. He is 
expected to bring to the attention of the Board any matter that, in 
his judgment, should receive its consideration. He is responsibl_e !or 
the organization of necessary staff W?rk _for the Board, for ob~g 
the &SBistance of nonmember agenc10s m work on Board proJects, 
and for ensuring that qualified personnel are assigned by all agencies 
to such staff work. Through general supervision of the w:_ork~f the 
working groups, he seeks to ensure that they carry out the~ assigned 
functions and that documents pre~ared by them are responsive to the 
needs of the Boa.rd both as to timmg_ and 88 to substance. 

The OCB Secretariat under a Director who is also Executive 
Assistant to the Executive Officer performs secretariat functions for 
the OCB and the OCB Assistants and assists in the administration 
of the OCB Staff. The members of the OCB Area Staff and the 
Information Education and Special Projects Staff, under the super­
vision of the Executive Officer and the Deputy Executive Officer, 
serve 88 members of workins.? groups to which they are assigned, con­
tributing to t:h,e ~aft~ of documents, pr~p~rat_ion of agenda. an~ 
minutes, and !dentifi~tion of_ prob~eIIU! requmng mtera~e!lcy coordi­
nation· select information f?1: mclus1on m the ~eekly A<:ti~ty Re~rt; 
and heip id.~ntify oppor~~rut1es for psychological exploitation. . Since 
the OCB Intelligence Lia1SOn Staff has recently been absorbed mto a 
new NSC Staff unit, it will be dealt with separately below. 

Until July 1, 1957, t~e Special Assistan~ for National ~~urity 
Affairs had a representative on the OCB .~IStanta who participated 
as a member of that ~up and who assisted the Special Assistant in 
the performance of his OCB mt>mbers~p functions.n This r~prese~t­
ative was a member of the NSC Special Staff. In connection with 
the creation of the position of Special Assistant to the President for 
Security Operations Coordination, and the placins of the OCB Staff 
within the NSC Staff, the separate representation of the Special 
Assistant for National Security Affairs on the OCB Assis~nts ".Vas 
eliminated. Since July 1, 1957, staff s1;1pport for both Special AqsIS!,­
anta in their OCB work has been proV1ded bl the OCB Staff. This 
arransement was continu84 when the SpEic_ia Assistant for Natio~ 
Secunty Affairs became chairman of the OCB. Members of the _Pohcy 
Coordinating Special Staff may, however, attend OCB AssIStants 
meetings as observers for items of interest to them and OCB Staff 
members enjoy siroi:1ar rights ~th respect to Planni-?g ~oard and 
Planning Board .A.ssIStan~ meetm~. The new. orgaruza?on~ asso­
ciation, as well as the physical location of the Policy Coordinatin~ and 
OCB Staffs together, has increased markedly the exchange of infor­
mation and ideas between them. 

The fourth major unit of t.he NSC Staff is the Internal Security 
Coordinating_ Staff, headed by a Director who is also the NSC Repre­
sentative on Internal Security." In addition to performing the internal 
security functions of the latter office, the Director now proyides staff 
analysis ad vice and ~~t~nce on behalf of ~he ~SC Staff m. COD.1;lec­
tion with the responsibilities of the NSC for 1SSumg general directives 
for the purpose of organizing and coordinating the foreign intelligence 

• EllCIJ)t for a brW period, the Spedal A!ISistant who wu the President'• repr.entat~ve on the OCB 
dJd not have a ~tatlve on ihe OCB A.aa15tanta. Stair support for I.he Presidents reprmmtatln 
wu provided by the Encutlve Ofll- ot the OC B and the OC B Staff. 

•Mr.I. Patrtck Coyne conUnDMlo hold this poaltloa. 
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activities of the several agencies of the government. He also per­
forms on assignment the functions of a Policy Coordinating Special 
Staff member with respect to certain policies and programs. 

The fifth and final unit of the NSC Staff is the Research and Intel­
lli?ence Liaison Staff. The Special Assistant to the President for 
National Security Affairs in early January 1960 arranged for a study 
of research in relationship to national security policy. The Planning 
Board, after discussion of the results of this study, agreed that a 
unit should be established within the NSC Staff to serve as a clearing 
house on research on national security problems being done inside 
and outside the Government. The Planning Board did not believe 
that enough was known about the adequacy of such research and about 
whether there are serious gaps in research coverage to justify action 
beyond the creation of such a clearing house unit at this time. 

The President approved the creation of such a clearing house. The 
new unit was created, effective June 1, 1960, by abolishing the OCB 
Intelligence Liaison Staff and creating a new "Research and Intelli­
gence Liaison Staff" under a Director with the following functions: 
(a) keeping the NSC Planning Board, the Operations Coordinating 
Board, the Special Assistants to the President for National Security 
Affairs and for Security Operations Coordination and other compo­
nents of the NSC Staff informed of research being done within and out­
side the Government which has significant bearing upon their re­
s_ponsibilities for national security policy-making or operations coor­
dination; (b) facilitating appropriate access within the Government 
to such research; and (c) in cooperation with intelligence and other 
NSC participating agencies, obtaining or developing intelligence and 
other background information needed by the NSC Staff and the Special 
Assistants to the President for National Security Affairs and for 
Security Operations Coordination. 96 

The foregoing history indicates three fundamental organizational 
attributes which appear to be required for the effective functioning of 
the National Security Council: 

1. Ready adaptability of the organization to the particular needs 
and desires of each President during the course of each Administration. 

2. Well-established organizational structure and procedures which 
are thoroughly understood by officials who participate regularly in 
the work of the Council. 

3. Sufficient flexibility as to the manner and timing of the use of 
the organization to enable each project to be handled in accordance 
with its particular character and urgency. 

EXJ?enence since its creation in 1947 has shown that the National 
Secunt_y Council, when organized with the above attributes, is a 
valuable instrumentality for pI"oviding the President integrated advice 
on policies required for the Nation's security. 

N The OOB lntelllseooe Llal8on Staff, whUe oonUnnlng formall7 to he a pan ol the OOB Staff. had, ID 
fact. far mme time served the Polley Coordinating Stall u well aa the OCB Staff. The Director or the new 
8111! II Mr. NellaoD a. Dehevola who waa fonmrly Chief ol the OOB Intelllgence Llal8on Staff. 

0 



The Vice President 
;s 

January 26, 1901 SBGH:84' / 

NATIONALSECURITYCOUNCIL 

AGENDA 

For thd 
Cabinet 

Meeting to be held 
Room ot The White 

in the 
House 

on Wednesday, ebruar l 6 
at 10,00 a,m, 

IT!MS FOR DISCUSSION 

ITEM 1 -- SIGNIFICANTWORLDDEVELOPMENTSAFFECTINGU1 S. 
SECURITY 

For discussion, in the light ot an oral briefing 
on the subject by the Director ot Central 
Intelligence. 

ITEM 2 -- MILITARYBUDGETSAND NATIONAL SECURITYPOLICY 

For disucssion, on the basis or comments to 
be presented at the meeting by the Secretary 
ot Defense and the Director, Bureau ot the 
Budget. 

ITEMJ -- NATIONALSECURITYPOLICIES REQUIRING URGENT 
ATTENTION 

For discussion. 

ITEM4 -- AND PROCEDURES SECURITYORGANIZATION OF THENATIONAL 
COUNCIL 

For discussion ot initial plans tor the 
structure and tunct1oning ot the NSC 
organization. 

DECLASSIFIED 

Authority YJSe~_z:v ~p.//?~ 

By ~ , NARS, Date .5 / y/,p7 

475th NSCMeeting SECHIH' 



NSC ACTION NO. 2395 

2COPY NO. 

RECORDOF ACTION 
by the 

NATIONALSECURITY COUNCIL 
by

MEMORANDUMACTION 
as of 

January 19, 1961 

The Assistant Secretary of the Treasury, the Attorney
the Director, Bureau of the Budget, and the Chairman, 
Energy Commission, participated 1n the action below. 

General,
Atomic 

ACTION
NUMBER SUBJECT 

2395. ATTACKWARNINGCHANNELSAND PROCEDURES FOR CIVILIAN 
NSC 5 lJ l; NSC Action No. 15 5; Memos for NSC, same 

subject, dated February 20, 1957, December J, 1959, and 
December 14 and 28, 1960; NSC Action No. 2363; Memo for 
NSC from Executive Secretary, same subject, dated Janu­
ary 17, 1961) 

Adopted the chart on the subject transmitted by
the reference memorandum of January 17, 1961. 

NOTE: The above action, as approved by the 
President, subsequently transmitted to 
all holders of NSC 5513/1. 

DECLASSIFIED ,. 

Authority W.[ek #'2,.1/-?;:? 
By ~ , NARS, Date.s/f//,p,,z. 

NSC ACTIONNO. 2395 



NSC ACTIONS Nv~. 2393-2394 
COPY No. ___ 2__ 

' 
RECORDOF ACTIONS 

by the D!CI.AsslFIEDNATIONALSECURITY COUNCIL 
by 1.0. 12356,Sec.3.4 

MEMORANDUM ~ , 2o>-,v ACTION 
as of BJ-Ari.@,NARA,Date '· ;;;s-, ~ 

January 18 1 1961 

The Assistant Secretary of the Treasury ar.d the Director, 
Bureau of the Budget, participated in the actions below. 

ACTION 
NUMBER SUBJBC'l' 

2393. U.S. POLICY TOWARD THE SUDAN 
(NSC 5820/1, paragraph 42; NSC Action No. 2264 {NOTE);
Memo for NSC from Executive Secretary, subject: "U.S. 
Policy Toward the Near East 0 

, dated July 19, 1960; 
NSC 6011; NSC 6106; Memo for NSC from Executive Secre­
tary, subject: "U. s. Policy Toward the Sudan", dated 
January 10, 1961) 

Adopted the draft statement of policy contained 1n 
NSC 6106, subject to the following comments: 

Secretary of State: "Reword paragraph 25, 'A Sudan 
friendly to but not under the domination ot 
the UAR', to avoid the misleading implication
that Sudan-UAR friendship is itself a primary
objective of the us. To express correctly
what the Planning Board had in mind, I recom­
mend paragraph 25 be changed to read: 

"'A Sudan, although inclined by geograph­
ical, economic and political considerations to 
seek friendly relations with the UAR, able and 
willing to resist the political domination of 
its northern neighbor.'" 

Assistant Secretary of the Treasury: "Concurred in 
on the understanding that a Financial Appendix
will be supplied projecting economic assistance 
~rograms in the general order of magnitude ot 
17 to $10 million a year, technical assista.-~ce 

NSC ACTIONS NOS. 2J9J-2J94 TeP seeftfft' 



ACTION 
NUMBER SUBJECT 

2393. U.S. POLICY TOWARD THE SUDAN {Continued) 

programs of less than $5 million per year,
loans by the lending institutions in the order 
of $15 million over the next four years,
P. L. ij80 programs in the order of magnitude
of $10 million per year, and negligible amounts 
of military assistance for training." 

NOTE: In approving NSC 6106, the President approved
for inclusion therein the revision recom­
mended by the Secretary of State. NSC 6106, 
as amended and approved, has been circulated 
for implementation by all Executive depart­
ments and agencies of the u. s. Government, 
and referred to the Operations Coordinating
Board as the coordinating agency. 

2394. NATO ALERT PROCEDURES 
(Memo for NSC from Executive Secretary, same subject,
dated May 20, 1954; NSC Action No. 2215-c; Memo for NSC 
from Executive Secretary, same subject, dated January 9,
1961) 

Concurred, with the exception of the Secretary of 
Defense, in a recommendation to the President (as
proposed by the NSC Planning Board in the reference 
memorandum of January 9, 1961) that the reference 
memorandum of May 20, 1954, be rescinded because 
the policies therein are no longer valid. The 
Secretary of Defense recommended that the memo­
randum of May 20, 1954, not be rescinded and that 
the procedures be revised along the lines of 
MC 67/1, "The NATO Alert System", dated August 10, 
1960. 

NOTE: The President, on January 18, 1961, after 
consideration of the above recommendations, 
directed that the reference memorandum of 
May 20, 1954, should not be rescinded at 
this time and that the Secretary of Defense 
should request the Joint Chiefs of Staff to 
prepare, for consideration by the National 
Security Council, the revision recommended 
by the Secretary of D4ten.se. 

NSC ACTIONS NOS. 2393-2394 - 2 -
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EXECUTIVE OFFICE OF THE PRESIDENT 

NATIONAL SECURITY COUNCIL 

WASHINGTON 

DECLASSIFIED 

Au. ority tl.SC/4,, 3//.2.l'/4'4 
January 18, 1961 , 4<W¢ , NABS, Datod'""#fa? 

MEMORANDUMFOR'IHBNATIONALSECURITYCOUNCIL 

SUBJECT: u. s. Policy on Austria 

REFERENCES: A. NSC 5603 
B. SNIE 25-59 
C. Memos for NSC from Executive Secretary, 

same subject, dated May 27 and 
December 9, 1960 

D. NSC 6020 
E. NSC Action No. 2389 

The National Security Council, the Acting Secretary of 
the Treasury, the Attorney General, and the Director, Bureau of the 
Budget, by Memorandum Action (NSC 2389) adopted the draft statement 
of policy on the subject contained in NSC 6020. 

The President, on this date, approved NSC6020 for im­
plementation by all Executive departments and agencies of the u. s. 
Government, and referred it to the Operations Coordinating Board aa 
the coordinating agency designated by the President. 

NSC6020 supersedes NSC 5603. 

JJJZ:,j,
JAMESs. LAY,.JR. 
Executive Secreta 

cc: '1'he Secretary of the Treasury 
The Attorney General 
The Director, Bureau of the Budget 
The Chairman, Joint Chiefs of Staff 
The Director of Central Intelligence 
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