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HARRY J. COOPER. JR.
688 FLORENCE ROAD
RIVERSIDE, CONN. 08878

Let’s Keep A Lion In The White House

Seven years ago, when I was District Governor, I inducted into
membership in my New York Host Lions Club a fellow Lion who three
years later was elected to our nation's highest public office. It
was Richard M. Nixon.

Our President first joined Lions International in 1959 as a member
of the Washington Host Lions Club. In Miami in 1963 and in Los
Angeles in 1965 he addressed our International Convention and those
of you who heard his messages then, know his true feelings about the
important things Lionism stands for. He believes in and supports
our great community service programs.

Next month, Lion Richard Nixon is seeking re-election to the Pres-
idency. He has regained international respect for America. He has
brought great dignity and prestige to the office of President. He
is deeply committed to the first object of Lions International -
"to create and foster a spirit of generous consideration among the
peoples of the world." ‘

Now, more than ever we need a Lion in the White House.

We have a great President and you and the other members of your
Lions Club can help to re-elect him on November 7th. He deserves
our complete support.

Most sincerely,

Harry J. Cooper,
Past District Governor
Oct. 16, 1972 Lions International.
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WHITTIER COLLEGE ASSOCIATE

.“WHITTIER COLLEGE e WHITTIER, CALIFORNIA, OXBOW 3-0771, EXT. 26

\ President Richard M. Nixon
AJ White House
¥ 4 1600 Pennsylvania Avenue N.W.

Washington, D.C. 20006
Dear President Nixon:

We believe communication is the key that unlocks the channels
of understanding, involvement, and personal interest -- so
we're opening our own channels of communication.

Enclosed are the minutes of the latest meeting of your board of
directors. We are sending these, as a first step in building
awareness of Associate activities and concerns which are brought
to our attention. We want you to share these concerns and to
feel personally related to these activities, and we're sure you
share this desire.

Also we would like you to forward your suggestions on expanded
communications -- from the Associates board, from students,
administration, faculty -~ from anyone whose opinions and
activities might be of interest to you. Let us know what you
would like to know and how you would like to hear about your
favorite campus area. Others will share your interest I'm
sure, and it will be a great help to us as we open new channels
of information.

[ A postcard is enclosed for your convenience, so why not jot down
some suggestions right now? We really need your help so we can
be more help to you!
Cordially yours,

(Dithect socd XTEL

Alfred W. Stoll '49
President

Whittier College Associates
Enc.

Aws/ac
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MINUTES
Whittier College Associates
Board of Directors ieeting
Thursday, March 20, 196¢

The meeting was called to order at 7:26 n.m. following dinner in
the President's Dining Room by President Al Stoll. There were 14
members present.

Dean Charles iMontgomery was introduced and asked to speak to the
Board about the recent Black Students' Union activities on campus.
He commended President Smith and everyone involved on their

high level of co-operation and understanding in handling the
occurrence. He felt the demands of the BSU were reasonable, and
that all of the students and Whittier College in general will
benefit from the agreement reached on the demands.

The ininutes of the December 5th meeting were read and accepted
as corrected.

FINANCIAL REPCRT

Darrell Ryan renorted that although actual funds received to this
point are below those of last year, if three large contributions
that are being solicited are received, the project goal could
still be achieved.

This year the schedule of fund mailings will be such that a
contributor will not be asked to donate again within a year from
the date they contributed.

Darrell said that many plaque seals were getting lost because they
could not be seen attached to the Associate Membership Cards, and
because the member did not realize that the seal was to be

affixed to the plaque. He said action would be taken to correct
this problem.

OLD BUSINESS3

Membership Luncheons

Bud Jones reported that thirty-one new Associates have been gained
through these luncheons, many not Alumni of Whittier. The next
luncheon is scheduled within the next two weeks, and it is hoped
that every Associate will bring a guest and prospective member.
The luncheons are informally held in the President's Dining

Room with President Paul S. Smith giving a brief insight into
Whittier as it is today.

Nominating Committee

Appointed by President Stoll to serve with him on the Nominating
Committee are Wayne Harvey, Bud Jones, and Myron Claxton.



Minutes
Whittier CZollege Associates
Board of Directors Meeting Page 2

NEW BUSINESS

President Stoll opened a discussion of the Board's responsibil-
ities to the College. A general discussion developed among the
Board members with an overall feeling that while financial
contributions given by the Associates are of primary importance,
efforts should also be made to encourage personal commitment

and involvement. The feeling was equally held that it is important
and necessary that the Associates be more aware of the activities
and needs of Whittier. It was suggestied that a representative

of the Associates should act as a line of communications with

the Administration to see where the Associates could best help the
College. Similar exchanging of ideas between the Associate

Board,; the Alumni Board and the Faculty Senatie might also be
beneficial.

A committee served by Cal Callicott, Richard Spaulding, Wayne
Harvey, and Al Davidson was formed to further explore ideas on
strengthening the communication lines between the College and the
Associates, and how the Associates could best benefit the
College, the Alumni and the community.

Applauding the Associates' desires ito be involved in helping the
College other than financially, Dean Montgomery made a request
that fifty families be found who would serve as host families
for the Whittier College foreign studenis next Fall.

A motion was made by Wayne Harvey and seconded to send a copy of
the Board Minutes of this meeting to all Associate members with

a cover letter from President Stoll as an initial step to keeping
them informed of the activites of the Board of Directors and to
foster an increased participation and interest in the organization.

The next meeting of the Whittier College Associate ‘Board will
be early in June at Newport.

This meeting of the Whittier College Associates was adjourned
at 2:20 p.m.

—~~Respectfully sgﬁhiﬁted,
/ !

4=

Darrell w. Rgﬁﬁ
Secretary—T:éasurer




WHITTIER COLLEGE ASSOCIATES l

WHITTIER COLLEGE ® WHITTIER. CALIF. 80608, OXBOW 3.0771. EXT. 2

May 13, 1969

President Richard M. Nixon
1600 Pennsylvania Avenue
Washington D.C. 20006

Dear President Nixon:

A sincere thank you for joining the Whittier
College Associates with your generous con-
tribution of $500.00 to our College.

The private college today needs the support

of concerned individuals such as you in order

to successfully fulfill its potential to develop
the individual and to promote understanding

and the advancement of our society.

Your financial support, an investment in the
future and development of Whittier College,
signifies a faith in today's independent private
education.

Again, we thank you.
Sincerely yours, Aézf
Alfred W. Stoll '49
President

Whittier College Associates

Aws/ac
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HITTIER COLLEGE ASSOCIATES

WHITTIER COLLEGE * WHITTIER, CALIF, 90608, OXBOW 3.0771, EXT, 221

April 26, 1971

President Richard M. Nixon
1600 Pennsylvania Avenue N.,W.
Washington, D.C, 20006

Dear President Nixon:

It is a distinct personal pleasure and privilege
for me to congratulate you as a 1lO-year Associate.
Your continuing commitment to Whittier College is
significant in the ongoing development of this fine
college. Enclosed is a souvenier copy of the
program for the lst Annual Recognition Banquet on
April 23 where you were honored. Also enclosed is
a 1lO-year button which goes in the upper right
hand corner of your Associate Plaque.

Thanks again for your generous assistance in
helping Whittier continue the outstanding quality
of education which has come to be associated with
this excellent college.

Sincerely,

O Lgonl”

Don Vaupel
President
Whittier College Associates

DV:1t
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Mr. and Mrs. Marvin Agee
Mrs. Bewley Allen

Mr. Cecil Baker

Mr. and Mrs. Kenneth Ball
Mr. John S. Barnet

Mr. and Mrs. John P. Bertram
Mr. and Mrs. Gene Bishop

Mr. and Mrs. Roscoe Buckner
Mr. and Mrs. Norfleet Callicott
Mzr. James Carlisle

Mr. and Mrs. John Robert Cauffman
Mr. and Mrs. J. Robert Clift
Miss Loretta Cook

Dr. and Mrs. Charles Cooper
Mr. Joseph P. Cosand

Dr. James L. Cushingham

Mr. and Mrs. Richard H. Deihl
Mr. and Mrs. Everett Dietrick
Mr. Charles H. Dillon

Mr. and Mrs. Charles F. Eckels
Mr. Lester K. Gates

Mr. J. Robert Gibbs

Mr. and Mrs. Wood Glover
Mr. Max Goldman

Ten Year Associates

Judge and Mrs. Edward Guirado
Mr. and Mrs. Morgan Halvorson
Mr. and Mrs. Clinton O. Harris
Mzr. and Mrs. Wayne Harvey

Mr. and Mrs. Joseph G. Hernandez
Mr. and Mrs. William Hockett

Mzr. and Mrs. Douglas Houghton
Dr. and Mrs. Howard P. House
Dr. and Mrs. William Jones

Mr. John E. Kelly

Mr. and Mxrs. Charles B. Kemp
Mr. and Mrs. Robert M. Kennedy
Mr. and Mrs. William F. Krueger, Jr.
Mrs. Edmund Laport

Mr. and Mrs. J. Albert Larson

Mr. and Mrs. William M. Lassleben, Jr.

Mr. and Mrs. Albert E. Madden
Mr. and Mrs. Eugene Marrs

Dr. and Mrs. Max McPherson
Miss Betty Merritt

Mrs. Jean B. Miller

Mr. and Mrs. Tolbert Moorhead
Mr. and Mrs. John A. Murdy IIT

Pres. Richard M. Nixon

Mr. and Mrs. John L. Pearson
Miss Marion Plummer

Mr. and Mrs. Edwin Pressey

Dr. and Mrs. Carl L. Randolph
Mrs. James V. Robinson

Dr. and Mrs. Homer Rosenberger
Mr. and Mrs. Donald E. Shively
Mr. Mynatt Smith

Mr. and Mrs. William F. Soeberg
Mr. Richard Spaulding

Mr. and Mrs. Alfred E. Stoll

Mzr. and Mrs. Donald F. Stone
Mrs. Allan T. Stover :
Mr. and Mrs. Thurston E. Sydnor
Dr. and Mrs. Herbert Tebbetts
Dr. and Mrs. Robert R. Thompson
Dr. and Mrs. Clifford Thyberg
Mr. and Mrs. Allen R. Tomlinson
Mzrs. George E. Trotter, Jr.

Mr. Wallace R. Turner

Mr. Dwight L. Williams

Mr. and Mrs. Sam Yocum

The Ahmanson FFoundation

Dr. and Mrs. Carlos Bailey, Jr.

Mr. and Mrs. Kenneth L. Ball

Bank of America Foundation

Baumholder American Community
Scholarship Association

Dr. and Mrs. I'rederick M. Binder

Mr. and Mrs. Donald C. Bishop

Mr. and Mrs. Gene Bishop

California Community Foundation

California Congress of Parents &
Teachers, Inc.

Senior Class of 1971

Mr. and Mrs. J. Robert Clift
Mr. and Mrs. Richard H. Deihl
Mr. and Mrs. Ray Dezember
1195 Club

Whittier College FELLOWS

Mr. and Mrs. Malcolm Farmer
Mr. Leonard K. Firestone
Firestone Tire & Rubber Company
Ford Motor Company

Mr. C. Raymond Galbraith

Getty Oil Company

Mr. and Mrs. Clinton O. Harris
Dr. and Mrs. Richard Harvey
Hawaiian Trust Company, Ltd.

Helm Higher Education for Los-Angeles
Minorities, Inc.

Miss Mabel Hodson

Hughes Tool Co./Aircraft Division
Kaiser Steel Corporation

Mrs. Emma C. Lautrup

Leach Corporation/Relay Division

The Honorable John A. Murdy, Jr.
Dr. W. Roy Newsom
Quaker City Federal Savings & Loan

Association
Rotary Club of Whittier
The S and H Foundation
Mr. J. Stanley Sanders
Mr. and Mrs. Peter Sharpless
Mr. Richard H. Spaulding
John and Beverly Stauffer Foundation
Mr. Richard A. Thomson
U. S. Borax & Chemical Corporation
Dr. F. William Wagner, Jr.
Mr. Richard D. Willett
Sam Yocum, Inc.

Mr. Anthony T. Zee

BENEFACTORS

The Daily News

The John and Dora Haynes Foundation
PepsiCo Foundation

The Sears Roebuck Foundation
Southern California Edison Company
Southern Pacific Foundation

DETACH
AND
APPLY
TO

PLAQUE

PRESIDENT'S COUNCIL

Mr. and Mrs. T. H. Clements

William Randolph Hearst Foundation
Mr. J. Robert Jordan

George H. Mayr Educational Foundation
Mr. and Mrs. J. D. Robinson

Dr. and Mrs. Homer G. Rosenberger

Dr. John Stauffer

Woman’s Auxiliary of Whittier College



NAME;: Sanford Fox
ADDRESS: 6579 Braddock Road

Alexandria, Va. 22312

REQUESTED BY: Sandy Fox

RN
' INSCRIPTION ]

B}
‘ .

| SANFORD L FOX 7 3%74

o Marje—
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Avgust 15, 1966

MEMORANDUM FOR MR, NIXON

~a L

PREPARING TFOR TEE POST-LI
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A fevi obepsg toknn wow, howsvar. can giva you a Eoadstart on meeting the
wholly different, and ¢lmost lopossible, dewznds that foce s Presideat-

elect,
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ng thz election. .



The qualicy of your administration may be deteymined in the ten
weeks befeore you take office. |

Advance preparationsa are therefore ipperative. DBut thexe are two
problems., First, you and your immedlate staff must give top priority
to. the campalgn, Second, advance preparations might be misunderstood as
overconfidence of viectory. (There would be little risk of such misunder—
standing 1f 1t were known that both major candidates were undertaking
advance preparatilons.,) Both problems can be overcoma if you entrust
these prepavations to discreet and trusted personal advisers not immersed
in the campaign.

The four areas requiring advence worl. ars personnel, substantive

program, government organization, aund transitilonal arrangements,

I We rocommand that you now ask at- least one person to begin

identifying possible appointecs for syeéific key positions. If his

activities are to be of real use to you, a personnel adviser must enjoy
your complete Eruét. He should have a wide circle of vauéintancea and
possess good Judgment about people aud about the qualities needed for
effective governmcﬁt service., In addition, he must understand the
pérticular qualities demanded by particular positicns. He must be known
to be a man of great integrity with no tendsacy to "play favoritcs.”
Hopefully, he vould be intimate cnough so that you and he could discuss
gpecific Individuals in,cénﬂid detail, He ought also to enjoy the full
coufidencg of your staff,

It should be understood by the adviser and by any others who might

learn of his activities that he does not select, but only gathers names



and'inforﬁation for you, This adviser might or might not be useful

in the post-election periﬁd vhen you may wish to entrust larger scale
reqruitmeut to a different person, pessibly une‘nnw more actively
engaged in your campaign. Two or three pre-glection zdvisere, acting
separately, might be equally or even more useful. We describe in a
later sectién these key appointments which require decisions almost im-
mediately after the election. JIf you undertake this preliminary effort,

you will be much better preparad for that ordeal,

I1I We recommend that vou rzquest substantive stumlies on Iissues whiceh

may be in erisis during the first three to six months of 1969, issues

likely to demand gome early recponse from your administzation, and iesues

otherwise likely to be lmportant in your first year progrsm, particularly

those to be stressed in vour Ipaugural Addyess and othier early messzges,
To some exteﬁt, the ;ampaign apparatus 18 now delng this, but additional
steps outside the cempalgn effort may be'vipal for three rcasons: Flrst, -
there are issusg which may be important to vou as President, but which

are not important campalgn issves., Second, cempalgn priocritiecs usuaily
preclude the pursuit of dssues 1n sufficient depth or concretencss ﬁo

- provide for speclfic executive aétions or legislati§e proposals, Third,
such an effort might enl;st participants or conzultants who would not be
available for the campﬁign itgelf. I 18 difficult to'idcntify<the icgues
worthy of speclal pre-election ingquiry, but we offer some suggestions in

a later section.

IIT Wz recommend that you soliclt selected studies on government

organfzation. The success of your adminlstratlen In carryleg out your



policies will depend primarily on tbe quality of people gelected., The
division of reasponsibilitias emong executive departments and between the
departments énd the White Housa Staff ceuld, hoﬁever,'influance your
choices-fﬁr particular poaste. You may nzed to determine how you expect

to handle natilonal security policy or weifafc-urbéu»labor—transportation
problems even before you make your major Cabinet and Staff appointments,
Your personal preferences and working habilts will determine the kind of
White Hbuse Staff that would best serve you and would béar strongly on, the
other questions as well. You will have little time to pursue on even
discuss these questions before the election, but pricr staff work in these
fhree areag at least (national sccurity, urban problems, White liouse Staff)
should facilltate the actions you must take immediately aftef November 5,
You might, for example, wish to ask & man experianced in each area to
recommend'senéible approaches that could be implemented within existiag
statutory authority ard thus be of immedﬁatc'fclcvance to you. We offer

furtheyr observations later.

IV We recommend that prior to the electlen you prepare administrative

arvangenents for the transition perled. You will nesd somecne to deal with

the old administration after the election, or, if President Johunson sug-
gests 1it, earlier. You and your appointees will also need advice on.useful
pasﬁ transition experdences and on methods of moving smoothly and efficiently
into power., These ave clearly temporary'functionsf More géncrally, you
will need staff services other.than those required during the campalgn uné
simllar to ghose yoﬁ will soon need in the White House. We would be pre-

ared to offer suggestions in a later memorandum.
fvld
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APTOINTHNENTS

1. An impossible task. In the brief period batween alection and

Inauguration, you will have to select most of the saveral hundred top-

level appoiﬁtees upon whom the fate of your administration will largely
depend, DNo President-elect can know beforehand more than a handfu; of

men qualified for these posts, Many of those he chooses will be

strangers, The mumber of appointmants te be made; ccouplead with the

3

shortuness of time, Impairs the selection process. TFurther complicating
the President-elect's almost impossible task is pressure to rveward faith-
ful service to campaign or party. The authorSMQVho have never felt the
heat--believe that the discatisfactlon of disappointed office-seckers aud
thair suﬁpo:ters ave transient and niucs cotpared to the haym to the
countyry, and to the President, resulting from appointees of modest com-
petence or mere agceptability. The next Présidaut's responsibilities are
too grave ta be entrusted either to the bureaucracy or to thé merely

competent,

- A, Targe Scale Talent Hunt

2. You will neced a large-scale talent hunt primarily for the several

1

hundred sub-Cabinet posts you must fill. For your Cabinet, you will
probably draw on your intimate advisers and other major politlesl figures.

These sources in turn may suggest to you people vhom you will want to use,

but whom you way know cesually, 1f at all. It may be Instructive to



——
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récnll that the original Cablnets of your predecessors included men mot
at all well-known to the Presidcnt~élect; (Rusk, McNamara,-anﬁ Day

fail into this category among Kennedy's 1960 sypointess, CGeorge Humphroy
is the obvious example in Eisenhower's 1952 Cabinet.)

A well-conducted pre-and post-election talent hunt could turn up
progpects for Cabiluet as well as sub-Csb;net posts. Its major targets,
hoﬁévcr, would be potential sub-Cebinet Presidential appointecs. In ad-
dicicen, your Cabinet and Agency hceads might find the results of this
recearch of use to them in making their own important persemmsl selectionsz.

3. A committee, Unless you have available ean ddeal recruitment
éhief, you might procead by appoiﬁting a smail screening committea. This
method offers the advaﬁtages of wultiple sources and multiple evaluzatlons.

You might think in terms of three to five men of roughly equal
stature. Elder statesm:n’beyoud porsonal aubitien,weuid be uzeful; but
they may be somewhat out of touch with younger generations., But also suf-
ficiently beyond ambition for these purposes are many persons esteblished
inlsecure and relatively prestigious positions (such as a substantlal
industrialist or financier; senlor professor, or leading partner in 3 major
law firm). Your adviszer or advisers-»whethcf or not a committee is used--
need a wide perscnal agqﬁaintance in indusfry, finance, the pzpfcssious,
government, universities; etc.

You may wish to instruct your personnel advisers to consider not
only registered Republicans but also qualified independents and even

Democraty, ~ (It is particularily important not to inzist uanduly on political -
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credentials for younger persens, lest thé‘opportunity ke lost—-as in
1953-1960--ta draw new vitality into the party.) They should seek not
only the more senilor people who ﬁculd be approprlate-Prﬁsiéential ap»
pointees but the younger men who might be thelr deputies and assistants,
or vho might be useful later in the adninistration,

The places to look are many. . Among the more ohvious sources are
(1) foundations, (2) boardes of dirsctors of national companies (and es-
pecially of the insurance companilesa that often expend considerable effort

to secure broadly qualified and public spleited nationsl ropresentation)

- {3) metropolitan law firms, (4) major investment banking firms and other

financial institutions 5) universities; and (6) such business organi-
] 5 - el )

‘zations as the Cowmitfee for Lecnomic Development. The latter may be of

particular ald in ddentifylng shle nmiddle-lavel corporate executives.

B. Seminars with Prospective Appnointeas
R e 2ll

} J
—— W e

4. The'trgdiéional method by which Presidents-elect have selected
appointess has been the private intelvicw._ Iy some instances, your
interests could also ba served by arrvanging for a few seminars te be con-
duéted by small groups, including soms possible appointeas,

The format of such seminars should not be uniform., To one on
domestic and-intcrﬂational financial matters, tﬁree to six men might ba
invited; nost would be "éxpérts” in the sénna of having qualificationm.for
appolnturnt tﬁ the Treasury, Commerce, or the Council of Economle Advisers,

They. could receive invitations and be given agenda a week or so in advance.

In an hour or two with such a group, you could inform yourszlf on complex,



technical subjects, and at the same time-pbtnin impressione of how these
men might perform as mewbers of your administration.

In a less techinical area, you might sltermatively invite a few
poséible appointees to join you in a briefing sescion conducted by repre-
senfatives of tﬁe departing administration., You could find it profitable
to see how these men interact with experts and with each other. This:
device ié available before the election as well ag.later, and it could
Eoth extend the range of your knowledge and spare you some fruitless

private interviews.

€. _Appointment Prioqigigi

5. Earlier the better, To bz ready to operafe the government upon

- its inauguration, the new administration must be formed as much bafore
January 20 as possible, The new appolntess need time o familiarize
themselves with the fundamentals of their offices before assuming actual
responsibil;tiés, to get Eo know one anothey, to extricate theﬁselvcs fyom
thelyr previous.occupations, and to make the ﬁccessary personal moves. Al-.
though it was once customary to announce the Cabinet on Inavguration Day,
major appointments_éhould now be made as soon as possible after the election.
Ve have divided appointmznte into "jumediate" and "less-immediate' cate-
gories and arbitrgrily placed the dividing line at fifteen deys after the
election. All major appointments should be complcted by mid-December.

6. Superier positicus first. It is generally preferable to name a

departnent's Secretary before naming its Assistent Seeretaries.. This
might seem obvlious, but President Kennedy tried the oppesite in owvder to

“plant his own men' in the departments and thue provide alternative
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channzls to the departments. The Kenned&lcffort diq not accouplish

that purpose but tended to ippair effecetive worling relationships within'
thg depa?tments; the Secretary'sApasition was made anmblguous both with
respect. to his nominal subordinates and with respect to tﬁc,White liouse.
That is not the vay to make the departments effective eutlties (and es-
pecially not in Sta£e with ite chrenic organizational difficulties)., The
President-elect should, of course, participate in selecting major depart-
mental appolntees-—-especlally the Daputy orx Uﬁdcrsccre:ary.' But we
believe he will achieve a move effective aduinistration if he accords

the "Secretary-designate sﬁme role in this process,

7. Criteria for immedlate sppointments, Before naming the positions

* thet should be filled lumediately-—a list that islmennt to be sﬁggcativé
rathgr than definitive--we enmmarate gomé rolevaut criteria. Prompt ap-
péihkwent seens reauired for positions with-una or more of the following
charncteristicé:

(1) ihe agency 1s concerned with m&ttcrs in which decdislons are
required and in which wrong decisions may have disastrous consequenceé.
Here the appointee must be given the utmost time to prepere. (State,
Dafenses, and perhapérJustice)

(2) The agency is so complex, so ill-organized, or so poorly
staffed--or all of these--that successful mastery by the new administration
requires the longest possible prepavation, (State, Defense, end, depending
on your plans, HEY, HUD, or Transportation) |

’ (3) PFor thase or other reasons, carly ﬁrcparation must‘be undar-

taken by second and third leval Precldential appointees vhose appointment
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requires gome attention frém a2 Secretary-designate,

(4) The agency 4is likely to be confronted by early urgenf
demands for executive actlon or legisletive recommendationa such that
concrete agency preparations must begin at once, (Treasury and others)

(5) The position is so prestigious ox of such controversial

m

policy dmportance that the leading political figures in the party are
regarded as contenders. Until such positions are assigned, the Prgsident—
elect will have difficulty obtaining impartial advice regarding the many
othc; posts he must £il1,

(6) The position requires early appointuent for psychologieal

or symbolic reasons. (UN Anbasszador)

8. EBarly staff appointments., Your own st#ff nzeds for the transition
period must be attended to. Summerizing matters of great complexity, we
w;uld suégojt that ybu will nced one asclstent or rore for cach of nins
functions. Since you will requive permanent White House Staff to handle .
all but two of these functions, you night aﬁpoiuﬁ to your transition staff
men whom you ave considering using in the seome voles after Januvary 20. The
transition peridd can then give you an opportunity to find ocut in advénce
_whether they have the special capscities necded to help you carry your
pest-Laauguration responsibillities. The functions to be performed for you
both diuring the transition and later afe:

aj Mapagcment of your caluendar énd of adininistrative errangements
for yourself and your staff. This could be your permanent Appointmcnfs
Secretary.

b) Contact with the praess and advice on public relatiens. One
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man usuelly performss both functions and he could becoms your perminent
Press Secretary,

c) HNatlonal security lialson and advicc~"é rcle_similar to that
performed by Rostow for Johmson, Bundy for Kemnedy, and Gray and Goodpaster
for Risenho#er{

d) Liaison for and "translation" of military and intelligence
documents.

e) Personnel advice. There might be need for two parsons: one
coucerned with the general tzlent hunt and the other handling patranage
recémmendaticns. |

-

forceos and sinilar substantive work, This

h 4]

£) Oversight of tas
night be done by a géaeral alde for policy aud programs—-by a man with
tbe breadth of jurisdiction (tlough uot,ﬁeccssarily»ﬁhe povers) of a
Sheiman Adamé or Tieodore Soreusen, This funetion coulad be dividad zuong
several men who wiuld also collact ideas and ﬁrepare initlal drafts of
your Inaugural Address and later public messages. Actual assignments
depend, of course, ou many féctors including the distributioa of literary
talent.

g) Special contact for Secnators and Cengressmen. This could be
done by your parmanent Congressional lialson assistant(s).

The followiug functions need to bé performed only during the
transition‘aﬁd,for a2 short time thereafter. You might as$ign.tham to men
whase wiédom ybu waat but who, because of businecs comﬁitments, age,
health, or soce other reascn, will not accept long-tewm appointuments.

P=3

h) Advice on organization and reorganization.



12,

1) Advice on transitlon questions and transitlon contact with
the old administration,

Among deelsions which you will have to work out before ox
during the transitlon perlod will be some regarding organization of‘your
White House Staff. You will have to deternive how much access each assis-
tant is to have and, for example, whether there 15 to be a staff coordinater
1ike Adans, You will have to decide whether your bast interests will be
served by giving ecach assistant a gtrict functicnal assiznwant or by using

\ them to some extent interchangeably. Slnce the purpose of the Whlte Héuse
\Staff is to give the Presldent the extra eyes, ears, and hands he needs for
Ehis ineredibly difficult task, vour deéisionn ont these questlons and others

related to them could hdve profound effects on your proéidancy. We hope to
deseribe the dssuvaes in greater detall in a subsequent memorandum.

9. Early appointments in the national security area. Most of the

following positions meet several crilteries for eaxrly appolniment: =
a) Secretary of State and two Undersecretaries. The qualities
you seek will depend Iin part on your conception of his office. See Far. 21

below, %

% Lest we presvmptucusly state the ohvious, we relegate to the feotnotes
our limited observationz on the qualities necded for certain of«’ces.

#% Also, we belicve it important thst the top tesam in State bhave the capa-
city to edvise the FPresident, te gulde the Department, to deal with friends
and critics in Congress, and generally to explain administration policies

in ways that will naximize public understanding and support. Dulles, Herter,
and Rusk each possessed some of these qualities, but the lack of confidence,
communication, and team spirit at the top level of the Keunady-Johnson State
Department is not a happy precedent, . i
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b) Secretary of Defensc and ﬁaputy Seeretary, *%%

c¢) Central Intelligence Agency Director. If you intend to
appoint a new Diractor during your flrat few months, he ghould be ap-
péintéd early, You miéht wlsh to continue .My, Helms, who is a CIA
officlal with; we,undcrzfand, an excellent reputation. That course
requires no Irmediate actlon) you would simply have to ask him somatine
before Christmas to stey on and to announce that fact, (Either an in-
definite vedppolntment or o comgitmcuL of six montha ox so would seem
courtoous in such a case.)

d) Ambassador to the United Hations. .If yﬁu wish to continue-
the symbolie importance of this position and to £111 it with a promiuent
figure, then the apfciutce wiil have to be named aboui the same time as
the other high national seourdty officialg. |

e) Tha JCS, The térms of borh Generval Wheesler, the Chairman,
énd General‘McCohnell, the Chief of Staff of the Alr TPoree, will éxpire
in 1969, Following the precedent set by President Fisenhower, you could
indicate befove Inauguration, or even in November, vour cholces for these
posts, or you could defer acidon. Your decislons both on individuals |
and on timing will require careful consideration, These decisions will
be tekan as indicative of mapny of your policies, They will also be read
a3 suggestive of your éasic attitude tﬁward the militery establishument

and can Influence the amount of cocperatlon you and your appointees

——

k%% The prescxiption is easy to state: Judgment and wisdom plus Clifford's
reputed ability to deal with both the Congress and the JCS and Mclamara's
réputed analytical ability,
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obtain from the inner reaches of the Pentagon. Many complex issues
are involved, especially 1f, &3 a résuit of your decisions on Vietnezm,
of‘for other reasons, you were to contemplate asking the cther two chilefs
to step down or to take other pozts. (Adniral Moorer's term as Chief of
" Navel Operétions runs to 1971; General Westimoreland's as Chief of Staif
of the Army to 1972.) We are prepsred to submit an additional wemorandum
on'ﬁhis subjact.
£f) The fleld commander in Vietnam? -We raiseé the question because

reconfirmation or replscoment might have significant effeets iIn Salaon or

Paris and on your concepts for the conduct of the war within Vietnam.

a) The Ambaéﬁa@or to Moscow is an fmportant bridge batwezen the
two governments. Not only arc his functions important, but he may also
be a symbol to the Ruscians of yeur adoinintration's pfoxrnctivn atti-
tudes, loscow is-no place for an inéxperienced acadenic or other gmateur.
Unless early inquiries persudde you otherwvise,; you will want to consider
reéonfirming the present ambassador as a symbol ef continuity. If there
is to be a change, the new gppoiutee must be highly qualified. In any
event, an early announcement woulﬂ be desiraﬁle to permit the new ep-
polntee to consult fullyAwith his predacessor. R

| | b) Ambassadot to Saigon. This post will remaln Imporiant for
the foreseeable future. If you intend to continué the incumbent, 1t could

be wise to snnounce it early to preserve his effectiveresa in Saigon, iE

you make a change--perhaps necessary as a symbol of the pepular mandate



15.!

for chonge in Vietnam policy——the suecessor should have a maximum time
to prepare,

¢) Parls negotiating team with North Vietnamn, Your actions
here will appear to slignal the directlon of your policies toward fhe
negotiations end the war. You will want to conslder with your Vietnam
expertes the appropriateness or manner of changing the Paris team. If
you continue them for the near future es a synbol of & continuad "tough!
negotiating position (Lf that would be its moaning), it would be advisable
to ennounce your decision quickly.

d)A imbagsador to Ta;is, The ecountry Is important to ug, but
“its governuent is so highly sensitive and dffficult to deal with that en
early appointument is advisable.

e) Aubasszdore at large. These positions, as such, do not
reqﬁire {nmedlate attention unless you have particular functiona in mind.

£) Mogt other ambassadorshipe can prohably be deferred until
after Inaugurition in favor of more pressing work. A few cavests are,
however, in order: (1) The State Department's views on the relativé-
urgency of other positions shﬁuld be considered. Donn and Teolkyo, for
exeaﬁle, might be thought to require early attentlon, as might lLondon,
Prague, Warsow, Rio, or the speclal ewbassadors to NATO and the OAS. (2}
ihe goverﬁments notrecelving immedlate attentlon may feel slighted and
undervaluad by the United States,‘ To preserve feelings, you might dis-
paéch special'envoys to explain the delay and glve assurances of our

interest, (3) Mozt smbassadors would be aslked to édatinue (1) indefiniltely,
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(i1) for a few months, or (1ii) briefly. This will present few problems
for careér officizls who would stay or for'pclitical hacks who won't he
missed. Others may require gentle treatment i you wigh them to remailn.
(4) The longer such posts remain wafllled, the greater will be the
pressure for pollitical appointments, Your. Secretary of State—degignate
could form an advisory commlttee to identify the ambassadors who should
be dropped.quickly (former polizical ap?ointees of modest quality), those
who should be retained (the best carcer people and thoze non-caveer
ambassadoré vho have sexved with unusval distinetion), and to screen
names proposed for vacated posts.

11, Early "domestic” appointments.

8) Budget Director. This agency's name doés not connote the
breadth of qualities required by the office. The Dudget BPureaun and the
White House Staff provide the President's principel prbtection agalnst
dazpartmental and goﬁgressional gpecizal pleading. Only with their halp
. can he make the exseutive apparatus eerve his purposee. The Budget
Director should be the one man In government wilth an outlook virtually‘
as broad as thait of the President,; and he muat bz able to {udge not only
costs but1also relative impértancé among conpeting prograns, fhe office
neads a man of wisdoa and visicn with understanding of mauy policy issues,

.
Though no particulay professional background is vital, all testimony we
have token suggests that economlsts have proved unusually effective in
thi§ post, An'eafly appointment is crucial to master the current budget

and to galn early use of the invaluable resources of the Budget Bureau,
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b)) Secretary ef the Treasury.* It is 1likely that the problems

of‘balaucc of payments, taxaticn, and the generzl state of the econcmy
‘will argue for a November appoiniment. If the econeonic front is quiet,
however, it may be pessible to delay thic appointment uatll Decembher.

¢) Chairnan of the Council of Eeononie Adviaafs. This post
should be £illed early 1f the Treasury is. The Department is a powerful
agéncy and its Secratary bas tended to cﬁnsider himself the President's
primary economic adviser. In any case, it may bz uteful to have the
Chéirhan of the CEA et hand frem tha beglouiug.

d) Sccretary of health; lNdueation, end Welfare and/or Secretavy
of licusing and Urban Affedzs.®* The new administration has two problens
in this area: it will encounter strong damands for action and leglslative

reconmendations to deal with the "urbzn erisis." Because it is jmportant

L

% A Pepublican edministration enjoys thz presumptive confidence of the
financial comaunity. Thus, your appolntment nesd not be spaclally directed
to assuring them, But a diffevent asudlence may need reassurance!: your ap-
pointee should not only understand compensatory fiscal policy; he should be
able to speak the languaze and perhsps even gppeal to the ecomonlsts end
economle critics who do most of the populayr and serlous writing in this

area and who thus tend to shape the gensral yeception of an administretion's
econcnle preograw-—often in the loag-run es wall as the short., This
eriterion'" 1s almost cevteln to be satisfled by your CFA Chairman,

*% These are critical agencizs for the new sdministration. This 1s the srea
of key and explosive domestie challenges with the least assurance of "solu-
tion" In principle or legislation in practice. Innovations are necessary,
but innovations (ec.g., the "negative income tax") may be cestly and 1x-
reversible even though experience or later analysis may prove them unwise.
Yet, the pressure for action from politics and "the strcets" will be enox-
mous, And it is a Republican administraticn dn particular that needs to win
acceptance, trust, and confidence ia this avec. These agencies yequire at
least as much attention and care as ere customarlly asslgned to tha State
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to respond and because a failure to push affirmative proposale will

force it into au unhappy defensive posture, the new administration must
be ready to move. Secondly, a Republican President has a strong need to
demonstrate concern with poverty, urban decay, and assoclated problcms;
An early appointment could dramatize your céucern. Certain cutstanding
appointments could induce opposition critics to “walt and gcee" and to

givé the administration a chance "to prove itself." 4And the earlier the
appointments arve made, the sooner you can begin to ask your aduinistration

for results.

e) Secretary of Agriculture. There seems to have been a sweeping

. partisan turnover of Agriculture personuel in 1961, If siwnilar turnover

is to occur in 1969, the Secretary should be appointed ecarly to allow time
for departmentel recruiting aad orientation.

12, Other appolntwents,

a) Attorney General.* }e is involved in matters that are in-

trinsically and politically of great importence: civil rights, criminal

and Defense appointments--and even more because the qualities required - -are
even rarer. It will be difficult to find the nmen who can manage the depart-
ments, who can delegate but not too much, who can both relgn and rule, who
can react and appraise but who can also innovate and gonerate enthusiasm,
who can refrain from bucking every demand up to the White Housa, vha have
sufficient ldealism and clarity of purpose to demonstrate "concern’ and
"commitment" and indeed to push for improvement but who are also sulfi-
cient team players to azceept intra-administration "defeat" without leaking
all or resigning in a huff., Uhether such persons exist outside of heaver,
je cannot say., :

% The Attorney General can be a much moxe important asset to an administra-
tion than is commonly realized. (1) Presidents may lament the subsoguent
behavior of their Supreuwe Court appointees without appreciating the Frequent
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procedure, riot control, organlzad cerime, the FRI. The course of the
campaign, In particular, may require an early appoiﬁtmant for symbolic
purposeé. Revertheless, the Attorney Cenersl has velatively less nead
thén, for example, the S2eretary of Defense to master the technicalities
of ongolng prohlens, or to prepare for carly crilses (at least if riots
vemain infrequent during the winter),

b) Seerctary of Lebor,® Appointwment before Thankegiving would

source of their problem: they relied for advice on an Attorney General who
did not learn or appreciate the signlficance of an appointee's judledal
philosopliy but vho relied instezd on others' conelusionary appraiszzle of
quality and politicnl opinions. A President may have his mest lasting dm-
pact through his Judiclal appolntments (Ineluwling the lowver ecurts); tha
Attorney General will have a& role in that process. It 1s Important to have
. 8n Attommey General wvho will do you snd the nation ervedit ipn that yole, To
do so with appropriata attentlon to Sematerial and other patronage requests
requires great judgment and {incsse. (2) The Solicitor Ceneral's office
traditionally attracts brilliant talent. from law firmz and law schools,
“With appropriate leadership from the Atvornaey General, the Department can
do the sane both at the level of I'residential appointecs and below. This
rezulting reservolr of high-povered talent can multiply the Deparimont's
effectlveness and also serve, by loan or otherwise, other departnents and
the White House, (3) The Attoxney Ceneral's rectitude, vigilance, and
readiness to inquire can give you an important defense agalnsi corruption
wilthin the gowverament.

#This position has commonly been viewed as "labor's voilce in the Cabinet.”
When iuportint metters are at stake, howvever, union leaders vant to deal
with you end vour representative. And, of course, nelther mansgement nor
Congress will respeet & mere unlon labor spokesman, whatever his title.
To advise you, to serve as a buffer and (when appropriate) masdiator on
industrial relations matters, to supervise the medlation services, and to
deal (as sppropriate) with the Natlonal Labor Relations Boavd--your ap-
peintee muct be tolerable to labor but probavly not & union man. You
night find the right man in industrial relations; among raspected arbil-
trators, medlatevs, or umpilres; or even in & Busincss School, Ecenomies
or Law faculty.
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not sseem necessary unless (1) thers is or might be pressure for federal
involvement in jwportant mational strikes In progress or prospect before
March, or (2) you Intend Lo take e very early position én "wape~push!
inflation,

¢) Secretary of Tranzportation.* Nothing inherent In this paét
requires that appoiutmant be made In Hovember rather than December,

There is a serious orgenizational problem on thc domestile welfave
frout., As one Interim approach, you might ingist that the Secretaries of
HEW, HUD, Lébor, perhaps Transportation, and perhaps othera form a sub-
group of the Cebinet and work very closely togeiher to formulate and

‘dmplenznt pelicy. If that is to be done, i should be done from the begin-

=

ig

ning end calls for roughly simultancous appolntments. Thus, if one
appointed early, all sghould ba, (Altervpatively, if you intend to gilve one
Secretary- primary responsibility for the overlappiug welfare functions of

the several departments, he could be appointed early and the otheve late.)

e

% A trouble-avolding holding opzration may not be too difficelt in this
department. It will not be eagy, however, to find a man who can promote
inonovation and cope with it in the effort to keep the country livable not-
withstanding ite expauding and increasingly-concentrated population. More
common than creatdvity, but still rare enough to emphasize is the strength
_to stand up to the u~ocial interssts, such as the "highway lobby" or the
protagonists of the marchaent marine or supersenic transports. He will also
have to considar the desirability of now strpg to consolidate or coordinate
Executive Dranch operations with those of the "independeut" Civil Aexo-
nautics Poards and Interstate Commerce Cosmission. Whether now steps would
be both wise and politically practicable is not clear, but your appointes
should be one who cean both énswer the question and carry out any necessary
steps. '
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d) Postmaster CGeneral. Appointment before Thankspiving is
not required unless you must take a pogitiun in your firet few months
ot the pruposal of the recent Presldential Commission that the.postal
safvice be performed not by a repular government department bul hy.a
public corporatlon. If delay would iwpede zeform, your appointee cannotb
begln soon enough to appraise the substentive merits and political possi-
bilities ofAreform.

e) -Secretary of Commerce, There is less nead for appolntment
before December, The basic question lg whether you can mske something
more of this post than it has been in recent decades., IFf you are considexr-
ing werging the Labor &nd Commerce Departments, your appointees should be
wade aware of thiz at the time of appolntment.

f) Secretary of the Interior.® Agaln, early actlon may not scem
REcessary..

g) White House Scientific Adviscr. . Tha "scientific comunity”
attaches greatfimpcrtaucc to this post and became vary rvestive about
President-elect Kennedy's intentions until the post was filled in 1961. The
same scnsitiﬁity can be expeocted today. A sptrong and velatively early,
though not necessarily immediate,'appointmcnt can reassure this community
of your respect for them and help gain thelr regpazct for your White House

.
and thus facllitate the recruitment of top scientific talent in Defense

and elsewhere,

* In addition to the usuzl functions, it's worth noting that the man vho
can cleanse our rivers, save our parks, and consexve our natural spaces
in the face of growing population will make a President's place in
history——and in the here-and-now as well 1f it doesn't cost too nmueli,
And the man who can please public and prilvate power partisans and keep
the oll and mineral interssts off tha Presideat's back will be doubly
precious, .
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h) FBI Director. -Unless you are persuaded thatlyou want Mr.
Heover to continue, judiclous silence about this pest should give him
anple opportunity (which he might welcome in view of hié age) to indi-
caté that he does not wish reappointment. If a new appointment is to
be made, It must receive the greatest care, for you cannot later remavc-
the Director without being charged with "political misuse" of an ageucy
that sﬁould be "above politles.” For an agency long subject to single
contreol, there is reason to eppoint an cutsilder wheo could look ut the.
Bureau with.ﬁ fresh eye. At least, there should be no automatic presump-~
tion that a present Bureau official would be better then a first-rate
‘urban police chilef, an effective admiuistrator not now in police work, or
an elder sﬁatezman who conl& sarve for a short period, reassure the public
and give you a breaghing spell ia which to assext your control over this
important'bpt currently scmi-sovercign agency. Although your Attorney
Génergl should pro@ably have a voice in the appeintment, its importance
requires your close attention.

i) White House lizison with the academic commuuity. Your two
predacessors had resldent academies in the White louse presumably ia the
hope of generating a sympathetic. chironicle and a buidge to “intellectuals"
-at large. The first function is unsure (compsre Schlesinger with Goldﬁan)
and the secpnd.silly. You reach “intellectﬁals" not by having a special
communicator for that purpose, but by the actions and statements of
your'administraﬁioa. By all means, do not neglect academics in your

operéting and staff appointments. And, of course, their use in pre-
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and post~Inaupuration task forees is both (1) an effectlive and casy way
to lmpress “intellectusls" and (2) useful on the merits.

13, Immediate action by new appointees. Weny of your appolnieces

—

will need times-perhaps six to elght weeks~-to extricate thenselves frbm
other affairs.-.Even 50, all appointees should be asked to begin immedi-
ately, if only on a part-time basis, not only to familiarize themuselves

with their naw jobe, but to confer witﬁ membcrs_of_thc outgoing adninis-

tratlion, maet the civil servants who will worik for them, end learn the

routine of their agenciles,

D, Politiecal Criteria Generally; Holdover Peyzsonnel

14, Political considerations have an dnevita l; place in aprolntments.
Many excellent candidates will alsc enjoy ekcellent political credentizls.
But mot all those with political support will be worthy of important res—
'pohsiﬁilities;

a) _Thbugh judgeships need no épecial cavaat since everyone
understands their importance, regulatory agcﬁcies do. They are often
viewed as convenient "dumping grounds" for persone of minimum qualificatlons,
the assumptlon being that & coumission of five or seven membere can carry z{
few weak members. Often, however, most of the'memhcrs turn out to be weak,
Even when this is not the case, tha weak eappointees vote, and not always
wisely. It has reached the point where well-qualified men frequently
decline to serve ou regulateory commissions. 7To correet that situation, the

new President would need to instruct hils personnel recruiters in uwncquivecal
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terms *nd,Ain order to induce a good man to join an agency, he may have
to gilve assurances that he will £ill future vacancies with men of
gimilar high quality.

b) There are positions--often wasteful and unnecessary-—of
some prestige that can be filled with persons of minimum quality withouﬁ
undue damnge'to you or to the nation. A thorough (ond secret) pre~
and post-elcction attempt to identify such positions would be useful
to you.

15. ©Some personnel and patvoncge adviesrs have, in past administra-

tions, appeaved to insist on political credentials for every Presidentlal

appointes and for every lover position at the disposal of such appelntees,

Such an approach will deprive your administyation of vaivable scrvices end
will miss the opportunity to win indespendents to the Republicen cause,
There is obviously réason to avoid highly partisan Dewocrats, but inde~

=~

pendents and even nominal Democrate should be welcomed with eopen arms even
as Presidential appointees and especlally at lower levels. And if academics
who supported Democrats are excluded from task forces and from consultation,

an important resource will be lost.

16, Continuing old officials,

a) At least one Preasidential appointee in each agancy should be
asked to remain for a few days after-Iﬁauguration in crder to provide'each
dcpnytment'with an "Acting Secretarvy” to perform the formal depértmental
functions that éannot be~peffarmed by your appointees prior to thely of-

ficizl Senate confiimation,



b) Some Presidential appointeeé in the outgoiny administra-
tion are essentlally carcer wen of a quality you will wish to retailn.

(This 1s especially likely in sueh departmental positﬁons ;s the Assistant
Secretary for Aduinlstration--whe will be useful for a few months at least.)
¢) Some non~career officlals of the outgoing adminietration
might be of such outstanding quality that you would want them to stay. Your
pre-amd post-electlon perzonnel advisers should make the efiort to idéntify

any such perscus.
d) The preceding considerations are applicable with even grénter
force to those non-Presidential appointees occupying positions that are at

the disposal of the new administration.

i

SURSTANTTIVE POLICY PLANUHING

17. We haye fefrained thus: far from mautioning the Bay of Pigs, though
that episode dramatizes the dangers facing an cdninistration that takes
office ill-prepared for the exercise of power. We refer to it nov because
it illustrates some problems almost certaln to face you in your early
monthé in office.

(1) Elewents in'the bureaucracy will refurbigh end atscupt to
eell ideas studied and rejected by the preyious-administration or, as in
.the case of the Bay of Pigs plan, represent as beyond the point of no
return programa about which the previous administration had, in fact, bcen-

skeptical, reserved, or undecided,
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(2) Your epboinﬁecs willl be leés willing thaa latexr to go
against what seems a consensug among departmezntal esperts. &8s with the
Bay of Pigs plan, they may feel heslitant to express ﬁoubts; In athex
iﬂstances, they may hesitate to guestion bureaucratlc advice that sowe-
thing or the other caunot be done.

(3) Your eppointess will be less prone than later to recormend
courses of action 1nvolving.ri5ks of publie or Congressional criticism.
With each hoping for maximum accomplishments, each will be reluctant to
aee you Incur political costg_exéept in behalf of his program. Aftet'six

months or so, your eppointees will hopefully have Lesome not only more

realistic but more conscious of how thelr departmentzl interests fit into

the whole program of the admivnistraticn.
18. rom mere mention of these problems, several cobvious conclusions
emerge:

(1) Your appointces should identify ag quickly as possible the
hobby horses ¢f otherwise valuable and trustworthg men in the pern:nént
government. They should also make every effort to leayn from their prede-
cessors the exact statvs of issues likely to arise between January and
July, 1969.

(2) Your appointees will need to acquire 23 much advance knowledge
as possible about higher-level personnel in their agencles ané\about the
major issues which they are apt ;o face In the settling-in pericd.

(3) To cope with the third prébl&m, your appointees will need
better undeystamding than has been the case in thé past of what the

President expects——of what you expect.
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This means that you will need to make a ﬁumbsr of early
dccisions.abcut policy lssues and to communicate these decisiogs &3
clearly as possible to your prospsctive and actual appointees. These
decisions will concern uot only policy posliions, many of which will be’
developed during the campodgn, but also reldtive priorities, tactics teo
be followed (i.e., a push for legislation, an effort filrst to stimulate
puhlic prcssﬁre, or simple aduluistrative action), and desired timetsbles
(e.g., soma gywbolic actlon on cities before thg sumey even If high
_ \ priority meaﬁurcs have to come later).

\ ‘ 19. Wich this as prologue, we suggest below some of the more obvious
!iasues on which you might want to initlate ceéiouu prefclcction gtudy, with
a view to helpilng you nake the tough declslons on policy and taciics which
you will want to make as coon as possible after November 5@

(1) A first group of iesuen would be thons vhich could br in
crisis in early 1269: Vietnam, Thailand, Beflin and Eaﬁt Eurcpe, the Middle
East, urban "ghéttus," federal-state-local welfare programs, monetary
policies; threats to wage-price stability, and the balance of paymenta.

(2) A second group consists of issues with continuing or long
range rawifications requiring earl} declsions. This category doecs not
admit easy definition and is parbhaps better described by examp%g. General
defense and space programs, NATO, ABM, manned bémba:s, relations with Cuba
end Ked China, long-range anti~criﬁe policies, and‘relations.with regulatory
agencies all {llustrate in several ways watters upon which you may have to’
maké early choices that will eet in motlon programs laéting the length of

your adninistration.
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(3) A third group of issues would be in those areas in which
you plan early leglslative proposals. You, of course, know what these
will be;'any guesswork on our part would be derelevant.

| A considerable body of experience exists with regard to
task forces and how to get the wmost out of them. UWe would be happy to

prepare a summary on thids subject if it would be of use.

11T

THE IMPORTANCE OF GOVERIMENT ORCANIZATION

20, 1In a number of key policy arcas your ability as President to

formulate, coordinate, and execute programs will depend on putting ianto

particular pests men who can do what you want the cccupants of theze posts
to-dg} Given the number of high level offlcials that must be nared soon
after the election, you might usefully have some pre-election attention
glven to the division of responsibilities most compatidble with YOUT PUYPOSCS
as President. The followlng pavagraphs will identify two major issues

bearing on your prospective appointments,

A. Responsiblliity for Natlonal Security

21, Prior to choosing your Secretary of State, you nmight wall consider
the extent to which you wlll want your Secrectary to be your principal
adviser on all foreign pollicy problems, including wmilitary, financial and
economic policy; This decision will affect both the qualities you will
seck in a Secratary, and the breadth of charter yeu will assign to the

National Security adviser on your own staff.
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You face many alternatives, each involving conplex considera-
tions. We are prepared to develop a furﬁher memorandum on the subject.

‘a) Meanwhile, it 1s important to recopgnize that if you clicose
;o'give your Secretary of State a broader mandate, the conséquenbe will
be twofold: Firset, the Sccretary-designate must be a man who wants this
rols and who understands what he has to do to pérform it effectively,
Second, the State Department would bave to recyult a staff of men able to
think of foreign policy not wmervely in texms of diplomacy, but in much
Lroader terﬂs.

b) If State does not perform this role, such s staff must be
‘part of the Whilte House or Natlonal Securdty Council staff under the
directiou.of a national secority adviser. Thus, resolution of this
issue affects not dnly the requiremants for a Secretary of State, bui also
those for your natlenal security adviger and their personal staffs.

22, In any event, there are perenﬁial orgenizationsl prohlems within’
the State Depaytmant which in the past have prevented it from being as
useful to the President as it might be. In paritilcular, the ryelationships
among forcign serviee and non-foreign service men, the reglonal decks arid
functiecnal bureaus, and tha forelgn service en the one hand and program
groups such as AID on the other, need to be rotionalized. The Secretaﬁy«
designate must undorstqqd tha£ you care about the effilclency of State and
that he must address this problem, or at least entrust it, to an Undexr-
sccfatary with geuuine delegated power. You willl want to be sure that your
top’ team in State has the interests and resourcea to perform both the

policy and the management tasks.



B. Organiming te Desl with Ushan Affalys

23. The ebllity of the federal goveranent to respond to urban
problema is reducad by the difiusion_of responsibility and pouwer in
this arca gmong nany governmental departments and agencies. No matier
how much rusponsibility is trausfctred to states oé.]ucaliaiaa, the
federal governméut willl remain ecncerned with inter-urben transportetion,
assigtance to local police, and other foxns of grants—in-ald, Moreover,
the‘tfansfer'of other responsibllities will reguire conslderable study
and, at best, will take time, In rhort, the problem will continue.

24, The major issues here are wlicther and to what extent federal
vesponsibility for dealing with wrban affairs shculd'be centyalized,
end if €0, whether the centralization chould oceur within the existing
departmantal framework, within the White louse or Exccutive Office staff,
within some-other agency, or within o supsr-department created by merging
existing departments and agencizs. Any Such steps would, of course, affect
your personnel requilrements for Justice, HUD, 0LEO, and White House assist-
ant(s) primarily concerned with urban affairs.

25, If you contemplate reorganlzatlon requiziag Ccngreasional'action5
- preliminayry studles loolking tawu*d proposals for legislation night well be
undertaken prior to election. And if, as you have indicated, you are to
provide encouragement fo‘the developmant qf locally owned housing-and
business in black communities and to enlist private {ndustry in cfforts to

rebulld the ghettos, then pre-election studies of how the Vhite House ecould



MEMORANDUM FOR

MR. NIXON

DEALING WITH THE OLD ADMINISTRATION

Introduction and Summary

Relations between Presidents and Presidents-Elect of different parties
have always been delicate and often strained. Frequently the President's
natural disappointment at his party's defeat his been tinged with personal bitter-
ness because his administration and policies have borne the brunt of his succes-
sor 8 campalgn salvos., Nor has graciousness been an Inevitable characterlstic
of Presidents-Elect. Even the most sympathetic historians of the New Deal find
little to applaud in F.D.R.'s cavaller treatment of Hoover In 1932,

Yet cooperation is essential for several reasons. At least part of the public
will be offended if either fails to show courtesy and consideration. National unity
is hardly served by permitting a hard-fought campaign to merge Into post election
feuding. And, of course, much of the machinery for preparing a new President
for the transfer of power can be utilized only with the concert of his predecessor.
Thus it is in your interest that the interregnum be a time when old hatchets are
buried and the grinding of new axes postponed.

Both because he has more to gain and because the task is easier for him,
the burden of maintaining good will between Administrators falls to the President-

Elect. The outgoing Administration has valuable information, experience, and
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advice that you and your team will want to tap. To make cordial advances, to
overlook minor irritants, to soothe the President's wounded pride -- all these are
small prices to pay for such resources.

Pre-election Period. In order to exploit fully the opportunities for an effective

transfer of responsibility allowed by cooperation between the two Administrations,
you should consider the following actions:

- Appoint a counterpart to President Johnson's deslgnee, Charles Murphy,
experienced In the operations of the Executive Branch and able to bargain with
Murphy on equal terms.

~ Ask your designee to decide upon the requests to be made of the incumbent
Administration.

- Initiate planning for transition matters not directly related to relations with
the old Administration.

Post-election Perlod. Post-election customs are clear. President Johnson

will doubtless suggest an early meeting to set the tone of transitional cooperation
and lay the broad outlines of the actions you will take together. In summary -- to
be elaborated later -~ you will want to touch the following polnts:

- Becurity clearances: You should make arrangements for expediting security
clearances for your appointees.

- Current and background information: You should seek access to such Admin-
istration information as daily intelligence reports, briefings and memoranda on
current problems, and appropriate "cable traffic.” You should also request other
Information, to be described below, that may be difficult to obtain later or less

valusble unless studied In advance and acted upon early.



- National seourity and budget cooperation: You should plan for early and
close cooperatlon on natlonal security affalrs and the budget process.

- Orientation of appointees: You should arrange for the general orlentation
of your appointees: brieflng of new officials by the predecessors, access to career
staff and flles, clerical and professional assistance, and perhaps ground-rules
to be established for an ""open office" policy.

I. Pre-election contacts

1. It will be very much to your advantage to accept President Johnson's
invitation to begin discussions now about the transition. After Election Day you
will want as much cooperation as you can get from the outgoing Administration.

The more you get, the more effectively you and your appointees can govern after
January 20,

You cannot ask much prior to November 5. Whomever you designate to
negotiate with the Administration can, however, lay the groundwork for fulfilling
your many post-election requirements.

You must first therefore choose an individual to act for you in these nego-
tiations. President Johnson's appointee, Charles Murphy, is an affable but very
tough Southerner, long experienced in Washington, He acted for Truman in the
1952-53 transition, served In Agriculture and on the C. A. B. under Kennedy and
Johnson, returned to the White House recently as a Speclal Assistant, and reportedly
represented Johnson in Chicago during the democratic Convention. Your designee
must be able to deal with Murphy on equal terms. It seems essential that he possess
not only personal shrewdness and bargaining abilities, but experience in the total

operations of the Executive Branch, preferably In the Executive Office.
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2. You should develop with your designee a catalogue of your transitional
needs. For both political and administrative reasons, these will fall into three
general categories: (a) services that can be performed, at least in part, by the
outgoing Administration prior to November 5; (b) post-election cooperation that
can be plofted and arranged prior to the election; (c) post-election services that
need not, or should not, be discussed with the Incumbent Administration until
after the election. In subsequent sections of this memorandum, we suggest
several cooperative efforts and services you may want to request and, where
important, try to indicate the time when action Is most usefully initiated.

3. Although not directly rel.ted to dealings with the old Administration,
certain other transitional matters bear a gshort comment. In order to coordinate
later cooperation with the Administration and to make maximum use of interregnum
preparation, you should begin thinking about designees to perform two functions.
First, you will need some person(s) to direct and organize your transition activi-
ties in general. This man would conceivably play much the same role as Henry
Cabot Lodge did for Fisenhower in 1952-1953. Second, you may want to select a
transition planner, whose task will be to perform "think work'' about the transition.
The services of Richard Neustadt for Kennedy in 1960-6]1 suggest the nature of his

respongibilities.

II. The Immediate Post-Election Period

A. Meeting with the President.
4. The President will probably contact you shortly .fter November 5 and

suggest an early meeting. In order to gain maximum lead time for the transition,



you should accept the earllest possible date. Preliminary negotlating at the staff
level can settle many detalls of agenda and format, which then need not occupy the
time of the principals. *
5. You and the President may wish to Issue a jolnt statement after your
meeting., The ldeal statement would leave everything open and yet obviate any
appearance of friction which might result If the President later feels compelled to
emphasize that his power continues unimpaired until January 20 or if you later
wish to disclaim responsibility for interregnum Executive actions. A suggestion
follows:
The President and President-Elect had « full, friendly
and useful discussion. They and thelr ussoclates will
cooperate in every appropriate way in order to insure
a smooth and effective transfer of responsibllity on
January 20. They will continue to consult as they
think desirable and are confident that such coopera-
tion can be achieved without impairing the orderly func-
tloning of the Executive Branch In carrying out the
President 8 Constltutional responsibilities.

B. Principals fone shapes transition.

6. You and the President will have to take strong and positive action to
surmount the Impediments to effective cooperation that have traditionally charac-

terized transitions. Many in Government will feel that they and their policies

were treated unjustly during the campaign. Some new people will act as if they

‘For bargaining purposes, you will want these "White House negotiators' to be
aware not only of your various needs for the transition, but of their relative
priority. In addition, you will want to think about the general form.t of the
meeting. You may wish, for example, to request the presence of key members
of both Presidential staffs, either for purposes of coordlnation or In the hope of
exposing subordinates to the spirit of cooperation shown by the principals.



were already in offlce. New appointees have been known to assume that thelr
predecessors were fools or scoundrels or both and to show no regard for past
decislons, present reasons, or future insights. Some incumbents may attempt to
"gell" their pollcies to the new people. And the new people may feel that they are
belng asked to commit themselves prematurely,

By frankly anticipating these characteristic attitudes, you can try to offset
them, Hopefully, so will the retiring President who must set the example of
neither preempting hie successor unnecessarily nor deferring all action in critical
areas. And if he, who has suffered campalgn criticism, is wlilling to act respon-
sibly and constructively, his subordlnates can be encouraged to do the same.

You, in turn, cannot be too emphatic In urging your appointees to take
advantage of their predecessors valuable experience in coping with their depart-
ments, their constituencies, and their particular Congressional committees. In
the past, incoming officlals huve forfeited much of the advantage to be gained In
tapping this source of Information and advice. In 1952, for example, Charles
Wilson neglected entirely to profit from the experlence of Robert Lovett. FEight
yeara later, the Kennedy Administration retained Generasl Andrew Goodpaster
through the transition period but made little effort to draw upon his experience.
Those of your appointees who served in the Eisenhower Administration would do
well to recall how little thelr owd readiness to assist their successors was appre-

clated. K you can convince your appointees that the advice of former officeholders

is a valuable resource not to be wasted, you will have taken a major step toward

an effective and efficient transition.

- —




III. Clearance of New Appolntees

7. Arrangements must be made for Investigating the personal background of
your appointees for two reasons. First, some of your appointees will need the
Immedlate security clearances necessary for direct access to classified informa-
tion of the Johnson Administration. Nor will you yourself wish to entrust classified
materials to your people, either before or after the inauguration, without the assur-
ance of at least prellminary clearance, Second, you will probably want to continue
the practice of investigating all potential Presidential appointees -- regardless of
their need for classified datu -- In order to assure yourself of their personal
suitability for high government office.

8. The timing problem: Investigations not begun before the election require
attention. Obviously, the process should be initiated as early as possible to avold
the delays Incident to overloading the investigative agencies.

9. General procedure: (2) The reports on those needing pre-inaugural
access to classified Information must first be examined by the Administration -=
perhaps the White House itself -- which can then relay both its decisions and the
reports to you, Exposing such reports to the Administration may be politically
undesirable but is probably unavoldable, It seems unlikely that the information

thus revealed would be misused by the clearing officials. (b) Unless you recejve. ?(

direct access to the lnveatlgatlve‘ agencies, reports on persons not in the preceding
category must also be channeled through the Administration. Here, however, the
Administration Is merely a conduit to you; it has no need to examine the content of
the report. You should arrange for the Administration, therefore, to transmit to
you the unopened reports on persons not requiring pre-inauguration security

clearances,



10. In both the pre-election and post-Ilnauguration periods, the problem can
be mitigated through the use of temporary clearances. You will have to determine
the availability, limits, and conditions for such clearances.

IV. Information for the President-Elect and his designees.

A. Current information.

11. You should request the kind of military, diplomatic, and foreign intelli-
gence provided routinely for the President. Such information will give you back-
ground for declsions you will have to make after January 20th, Also it should help
you to establish early guldelines for distinguishing presidential from departmental
"business.' And it may permit you to judge the form and adequacy of such informa-
tion for your needs.

12. You will, of course, need a staff to sit astride this information flow,
direct your attention to the matters most relevant for you, and otherwise absorb

and use this flow.* Let us emphasize that your most useful and significant Infor-

mation may come not via formal transmissions from the old adminigtration but

via your own people working closely with incumbent counterparts -- as discussed

later In this memorandum, _
/

13. You should request a channel for obtaining appropriate briefings and
memoranda on current problems for yourself and your people. The Administration
would probably offer some on its own initiative but you should clear the way for
making your own specific requests for information and analysis on both substantive

matters and on transitional and organizational topics. **

*
Your basic needs for a transition staff were noted in our August |5 memorandum;
a later memorandum will address itself to White House organization.

%
Whether you should seek authority to request data directly from the departments
or from departmental staff is discussed in a later section.



Detaile are not cruclal in your initial dealings with the Administration; they

can be worked out later. What you must establish at the outset is the bagic prop-

osition that the President-Flect I8 entitled to full access and that government infor-
mation should move freely to you and your degignees. Whatever you can do to

create an atmosphere of willing cooperation and respect for the President s own
responsibilities will facilitate the flow of Information.
14. One of your most difflcult and critical problems during the transition

will be the gaining of mastery (insofar as mastery is possible) over national security
b—-—

affairs. You may want to request President Johnson to assign you one or more
—

career officials qualified to brief you during the trapgition period on military,

intelligence, diplomatic and related matters. The person(s) selected would be

approprlately cleared, sufficiently knowledgeable to Interpret and amplify informa-
tion received about substantive and agency problems, and sufficiently experlenced
and senlor to be respected by both sides for intelligence and discretion. Such a
person would know when it is appropriate to seek further information from the
staffs with which he is familiar and when not to do so.

15. You might want to request access to some ''cable traffic'' into the White
House a8 a preliminary exposure to later responsibllities. Your personal staff
for national security matters, to take one example, could serve as an effective
reclplent of this information to promote their own education and as a conduit to you.

B. Other information, especially from the White House and Executive Office.

16. You should ask President Johnson to arrange some way of giving access

(controlled by him) to national security materials that might be available, or

readily avallable, only in White House files which leave with the retiring President.
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2) One aspect of this request is easily presented and justified:
Eisenhower-Khrushchev conversations were covered completely only In the White
House files which left with President Eisenhower. Presldent Johnson would
doubtless agree that a new President must know what the preceding President sald
to foreign officials.

b) Your request should, if possible, embrace a second and more

e —"

elusive matter: There might be ''limited distribution” or other clogely held docu-

ments or memoranda that are conveniently assembled only In White House files. *

c) Perhaps you can do no more than to (1) raise the problem, (2) express

confidence that President Johngon will do everything he properly can to make sure
that his successor Is fully Informed on significant national security matters, and
(3) leave the details to be worked out by your national security adviser(s) and
their Incumbent counterparts. This reinforces another point: Unlike President
Kennedy 8 adviser, McGeorge Bundy, who did not begin work until January or

agsemble his staff until later, your national security staff should be appointed

early and begin performance as soon as posslble.

‘lt Is conceivable, for example, that complete details of various contacts with

foreign officlals on Vietnam matters may be so sensitive and restricted that full

information vital to the new President might not be readlly known to carry-over

personnel or readily revealed by surviving files. In other cases, important

material might be contained in permanent departmental fileg but yet not readily
~ accessible because dispersed among voluminous other materials.
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L7. You should ask to see Task Force reports prepared for the President
\

and not yet released to the publle. You could point out that work by thoughtful

people should not be wasted. You should, however, state your willingness to

accept any limitations imposed by President Johnson as to acknowledgment, attri-

bution, or guotation, and defer to his wishes regarding any reports which he might

Issue publicly himself or use in lute messages und speeches.

— e —

18, You should ask for reorganization studles completed or underway in the

Budget Bureau or in the Departments.

19. You will want to speclify certain useful personnel information that could

easlly be assembled by the Bureau of the Budget: availuble Presidential and

Departmental appolntments (to the extent not published elsewhere), explrlm

appointments, Presidential powers with respect to various classes of appointees,

personnel policy decisions that need to be made within the first three months, ete.

20. You should request the preparation of a memorandum on technical opera-
tions of the White House, office and mansion -- budget, accounting, permanent
personnel, customs, etc. This should be supplemented by personal consultation
between incoming and outgoing officials. In addition, Willlam Ho;akj:_u. the

T ——————

Executive Clerk, is a great storehouse of information on these matters.

21. The preceding enumeration of reports must not disgulse the Important
truth that your best source of information lies not on paper but in people. Present
(and former) members of the White House Staff are perhaps the most valuable
resource of all for a new Administration. The unique experience and responsibility

of Presldents seem to forge a common bond among them notwithstanding differences
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of party or pollcy. Presidential staffs should find a similar bond arising from the
special institution they serve. The insights, experience, and occasionally the
negative example of incumbent and former staff members can be extremely Illum-
inating for new people. And a2 common loyalty to the Presidency should be enough
to encourage the future staff to seek and the present staff to offer candid discussion

of the Office and its problems.

V. Orlentation of New Appolntees.

A. National Security and Budget observers.

22. Since you will need to master, at the earliest possible moment, the
massive flow of communications and advice relating to national security policy,
you should give high priority to obtaining from the outgoing administration permis-
gion for your prospective Special Assistant(s) for national security affairs to work
with their incumbent counterpart(s), and, if possible, immediately nearby, hope-

fully In adjoining offices. I such an arrangement is not offered by President

Johnson, you should request it. The terms of your understanding with the outgoing

President should not preclude your designating more than one person for this
function. Even If you choose to centrallze responsibllity on your own staff, your
deslgnee will want assistance to help in learning procedures, in mastering substan-

tive issues, and perh:ps in examining files soon to be removed.

23. In addition, your Administration must become familiar -- promptly and
RS o

in depth —- with the Budget Bureau and its current work on the 1970 budget. Apart
from intimate intra-Administration considerations of pecullarly partisan matters,
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it would be helpful for your Director (or other designee) and a few key staff to
observe as much of the budget preparation process as they can absorb. In this
way, your appointees can understand the nature of current issues, can help you
make prellminary judgments about the issues you want to re-examine after
Inauguration, and can better handle the new or repeated departmental requests
confronting them in early 1969. Close cooperation during the transition period

has become traditionzl in Budget, and it I8 a salutary tradition. In the unlikely

o —

event that the Administration fails to offer cooperation in this area, you should

request I.
B. General orientation of appolntees.

24. To reiterate a key polnt, you will find no greater resource in the out-
golng Adminigtration than the expertise and experlence of Its staff and appointees.
In the past, Incoming officials have generally suffered to learn the same lessons
time and again because they have not profited from their predecessors' experience.
On the whole, this seems attributable more to mistrust of the predecessors rather
than to any unwillingness of the latter to be helpful. Of course, not everyone can
be equally helpful. Of course, much that is said wlll have to be discounted by
different interests and circumstances. But the fact is: outgoing officials are a
valuable resource that should be utilized by the Incoming officials during the transi-
tion period.

25. You should press the old Administration to encourage Secretaries,

Under Secretaries, Assistant Secretaries, Adminlstrators, and other Presidential
appointees to receive their counterparts and to acquaint them with the administrative

practices and substantive issues of their agencles.
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a) You can expect the office of each Presidential appointee to have
prepared an appropriate "briefing book" on administrative and substantive matters.
Even excessively voluminous and routinely bureaucratic products can be useful to
the appointee (or his speclal assistant). Even the routine product can identify such
basic information (often unknown to new appointees) as both the "hot'" and recurring
issues facing the agency, the identity and arguments of important interest groups
concerned with each issue, and the relevant Congressional considerations.

b) On such topics, you should advise your appointees to seek the views of
the incumbents. The direct exchange can be more sharply focused and more candid.

¢) Furthermore, you should recommend that your appointees ask outgoing
officials (on a discreet and informal basis) for thelr views on the agencies career
people. (We would hope that some information of this type would have been gathered
in the pre-election period.) The new official with a different policy outlook may
react differently, but incoming and outgoing officials will often have a common
reaction -~ independent of policy -- to a subordinate 8 qualities. In time, the new
people may learn,l asg did thelr predecessors, that a subordinate ls analytical,
concerned, diligent, articulate, conclse, skeptical, discreet, or the opposites.
While the new official will not want to be bound by the predecessor's opinions, the
latter's views can accelerate the process of testing and appralsing. And, of course,

subordinates are most useful to one who knows what discounts and premlums to

apply to their work.
NPT PO -
26. Some incumbent officlals may value thelr successors or their agencies
sufficiently to open their offices to their successors, letting them read much of

the paper traffic and to observe conferences and meetings with subordinates and
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outsiders. Whether any particular official makes such an offer will depend upon
his work and working habits and the mesh of personalities. This assumes that the

‘w' approach occurs to him both as a possibility and as one to which the
President would not object. It follows, therefore, that if the President makes no

mention of the subject to you, you should diplomatically suggest its usefulness.

You should urge him, If agreeable, to authorize such cooperation perhaps by

mentioning it In a Cabinet discusslon of transitional arrangements. Some such

approach as this Is almost imperative in the State and Defense and perhaps else-
where, depending on your plans,

27. These approaches are not without this danger: such one to one Interaction
between incumbents and new appointees may unconsclously and uncritically tend to
freeze existing patterns of organization, allocations of responsibility, or ways of
seeing problems. We see two possible countermeasures: First, you can make
your appointees conscious of the issue, demand criticsl thinking about it, and warn
that organizational arrangements are subject to review and revision. Second, it
may be possible to postpone the appointment of some Assistant Secretaries In
those departments which can be efficiently managed at the outset wlthouf the full
complement of Assistant Secretaries. If o, your primary appointees would have
more time for a thorough personnel search and for a careful review of effective
organizational possibilities within the department.

28. Pre-inauguration access of appointees to the departmental staffs will
probably be opposed by the old Administration which might fear a premature

transfer of staff loyalty, Because no categorleal rule can cope entirely with
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individual and departmental variations, such contacts are best left to be worked
out agency by agency. At the Presldential level, you should limit yourself to two
requests:

a) Your study groups and task forces may feel particular need for access
to relevant departmental files and experts. Fully knowledgeable outside experts
are, to be sure, often available, But where this is not the case, the government
experts may be essential for thorough apprecisation of the data and correct analysis.
You should specify these situations as clearly as you can and request access rele-
vant to them. (They will be relatlvely‘few in number. )

b) You should seek agreement In principle that agencles lend a suitable
""expert or two'' to the new officials or task forces when they request them and
when such aid can be provided without disrupting the current work of the agency.

29. General pre-inauguration access to files (as distinct from staff) might
be rejected altogether if sought at the Presidential level. Since permanent depart-
mental files will be available later, the Administration may hesitate to grant early
access. You should ask no more than authority to make arrangements on a case-
by-case basis with each department. In light of your hopes to include younger men
in the intimate workings of Government, you might seek permission to designate
relatively junior persons -- prospective special ussistants to high officlals -- to
study relevant files and other background information which they can later bring to
bear in giving post-inauguration assistance to thelr chiefs. In other situations,
such work‘ might make it possible to delay the appointment of some Assistant

Secretaries, as discussed earller. This technique could prove extremely valuable
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in selected offices where orlentation of new appointees is difficult, Possible
examples are the Secretariat and a few other offices in the State Department as
well as 1.8, A. and Systems Analysis In Defense.

30. You should arrange quite early to have at least one Incumbent official
remaln as Acting Secretary in each Department. He will exercise formal statutory
power untll the new Secretary and his team are confirmed (which might not occur
on Inauguration day or the next).

3.. There are certain technical areas where you may expect a briefing from
the Administration. If one is not offered, you should request the following informa-
ﬁon:

a) To what extent will departmental office space be available? In 1960~
61, ten new officials were housed in State and two in each of the other Departments.
To accommodate any larger number might well prove disruptive but if an ''open
office’ policy I8 In effect, new officials would have to be housed nearby. In other
situations location may not be crucial if adequate Information is available.

b) What funds sre available to the President-Elect under the Transition
Act for personnel, suppllies, consultants, travel, and offlce space?

¢) To what extent can the varlous departments help to absorb the
expenses of transition by lending office space and clerical and professional

assistance?

VI The Handling of Crises

32. If a crisis arises during the transition and the response of the President
will have major continuing consequences (e.g., American response to a Chinese
invasion of Vietnam), the President will doubtless want to consult you since yours

will be the longer burden.
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You probably have little cholce but to assume that the President acts in
good faith when he calls upon you. The public would expect you to consult with
the President in a time of national emergency. You will have been recelving and
digesting information before and after the election; your confidence in the data
will be proportional to the varlety of your sources. Nevertheless, you may
hesitate to share the responsibllity, even symbolically, without clearly adequate
Information or time for deliberation, without decislon-making authority, and
without the inescapable mandate of office.

No one can tell either principal his duty. This much is clear: the President
can see that you are kept fully Informed and Invite you to express your views. You
may wish to decline and In most cases this is a real option. However, there may
be a crisis of such proportions that silence or the standard formulations of concern
are inadequate responses. Then if you have a clear policy view, there is every

reason to state It. Beyond this we do not venture.
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