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2lect.
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The quality of your admlnietration may be determined in the ten
waeks before you taske office.

Advance preparations are thorefore Imperative. But there are two
prablews., Flrst, you and your iwmediate staff must give top priority
to the cawnpaign. Second, advence prepavations might be misunderstood as
bvgrcon.iucnce cf victory (There would be little risk of svch misunder-
standing ig it ware known that both najor candidates were undertaking

advence preparationz.) Both problemz can be overcore iLf you entrvust

these preg cat and trusted personsl advisers not ilasavsad
in the campaign.

The four arzas requiring advance worl ave poavsonnsl, substantive

progran, povernment organization, and transitional arrnngen

nd that vou now

& m e o ] £ 1- ay ey B . e <4
ble aonoiuntecs for spezific key pesiticns. If his

activities are to be of veal use to you, & peroonnsl adviser wuast enjoy

your comzlete trust, He should have a wida cirecle of acquaintsnces aund

~ . vy d e, PEN JRP— . -t - Tm a1 et - £
possess good judzreat about psonle and about thz gualitiss neelad for

effective governuent service. Ih addicion, he must undzystand the

o

particular qualitiles by partilcular positions. He must be known

to be a man of great intsurity with no tendency to 'play favorites.,"

Hopefully, he would be intdnmate ecancuzh so that you and he cculd discuss

specific individuals in candid detail. He ocupht also to enjoy the full
—

confidenc> of your staff,

It should be understood by the adviser and by any other:z who might

lJearn of his activitias that e does not selcct, butbt only gathers n 3




and inforastion for you, This adviser might or might not be uszeful
in the post-election period vhen you may wich to entfvﬂt larger scale
recruitment to o different pevoon, possibly one now more éctively
cugared in your campaingn. Two or three pre-election advisers, acting
separately, might be ecunlly or evoen move useful., Ve describe in a

later scction thoese key appointronis vhich regulre docisions aluwost dmn-

7

rediately after the electlon, If you vadevtola this prelindnary effort,

you will be much bettor prepzred for (hat oxdesl,

- litely to

in yon

:lon

st2Ds utside the maglion
SUeps ouudhide e comdPalen ¢

there ave issues valeh may bz Important to vou 2¢ Presidont, but which

are not Inmportaant compaleon dssues,  Second, campaign priosities ususlly

praclude the pursuit of fssues in sufficient dedth or concretencss to
provide for specliic executlve actions or legislatvive proposals, Third,
such an effort might enli=t participants or concultants vho would not be

avallable for 0 to identify the docues

worthy of spe we-a2lect! ingulry, but we offer sooe suzgestiens dn
a latexr section,
III Ve racomrand that you solicit salected studins on covernnent

orzanization. The

cut your



polilicles will dep

division
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respo
departrents and ¢
choices for parti

to handle natioun

problems V‘n bafore

Your parsonal pr

=
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Ynite House Steif

other quasnticos &

three arzas at leg

ﬂuuuld facilitcate

You might, for ewa

recomend sensible

statutory authori

e

cily on the quality of peopls

scleected, The

rsiblidtics ceong executive deg 3rr‘~n*q and betwaen the

he White Houzz Staff could, howsver, influsnce your

g

cular pests, You moy nged to determine how you expect

e
1 sceurity policy orx walfare-urban-3

you maks your

s well., You will hove littls time t

C

bor~transportation

' pursue OF even

vy etaif work 3In theze

a5t (nationzl securiiy, uwrban problems, White Housa Stafl)

the actions you wmush take Imradiate

mple, wizsh to ask a man experieucsd

ty and thus be of domadiste relevans

further ocbservations

the old admindstr

gests 1t, earlier
past transition e
into powar., Thes
will nced staif s
sinilar to thoese

pared to offor cu

. You and your appointessz wlll alsc need advice oa useinl

zperdences and on mathods of woving

approaches tinat could be implemsated within enistin

oo NP 3
tor vovaexber b,

& to you, Ve offer

2 are clearly temporary functions. lMore gorunerally, you

ervices cther than those required during the czrprign aud

you will socn nzed in the White EHouse

azestions in a later memoraadam,

Ve would be pre-
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APPOINTILWIS

1. An impossible

In the brief period betwzen election and

Inauguration, you will have to s¢lect nost of the several hundred top-
level appointees upon whon the fate of yeur adninictration will largely

depend. Lo President-elect can oy beforehand move than a hondivl of

za he chonsaes will be

<
e

strangevs.,  The nuabzy of Lo oncde, coupl L ihe

o

ashortjuss of time, impalrs the selectlon procass. Turther complicalting
| .

the President-elect's almost iwmpo ig

ful service to campailgn or pavty. The guihors--wiio havz never Felt the

heat-=belinve that the dissatd

¢

sfaction of diseppointed office-seclers and
tiredr supporters are transient and winoy cowpared o Lhe Dara LU Lis

countyy, and to the President, rezulting from 7;Ao*vr'Ax of modes

petance or mere acceptability. The noxt

vesponasdbilitdies are

too grave to b
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competent.

A, Large Scale Talent Hunt

2. You will nead a large-scale talent huct primarily for The several
hundred sub-Cabinet posts you nust £fill, For your Cadinet, you will

probably draw on your intimate adviszers and other major po 13tic 1 fizure

.
These sources in turn may suggest to you pacple whom you will want to use,

but whom you may know casuzlly, iL at all, It may be dustructive to



recall that the original Cabinets of your predecessors included men not
at all well-known to the President-zclact.  (Fusk, Mclaw nara, and Day

fall into thls catagory among Kenncdv's 1950 appointee q, Ceorge Humphrey

4y

2 Cabi

L
o

is the obvious example dn Eiserhowon's 19! net,)

A wall-conducted pre~and post-clociden tolent hunt couid turn up

AN

prospects for Cubinet as woll as sub- Cabinet Its mojor targats

howaver, would bz pectentlal sub-Czbinct Prenidential zppointees. In ad-

ditior, your Cabinot and Azency hecds might find the results of this

recaareh of use to them in raking th=ir gun Lrperhant povesrnel pedoatlonz,
3. bnlc%s you have

cinief, you night provcead by appointiug o

v P T, oo iy s - o e ~ PR P S
mevnnd offcre the advantazos of wuliinle

~

You might thinlt in terms of

+

what out of touch with

thay may be oo

{iciertly beyond axbiticn for these purposes arve parions eateablished
in secure and a suhataptinl
P Aot . LR
ndustvialis vartner in 2 majory
law firm), Your advisey or advisers--whather or not a cownmitiee 1o used~-

need a wide parsonal ascquaintznce in Andustry, finence, the proiezsions,
government, universities; etc,

You may wish to instruct your persounel adviserz to counsider not

only rogisterad Ropublicans but also gualifiad independents azad even

Democrats. (It is particularly laportant not to iInsist unduly on political



[

crizdentilale for youunger persons, lest the opportunity be lect-~2s in
1653--1960-~to draw new vigallity into the pawty.) They should seck not
only the wmore senior people who weuld be appropriate Presidential ap-

po;nheﬁd but the younger men vwho might be their deputies and assistants,

or who micht be uveeful later in the o

(1) foundatiouns, (2) Loards of directors of noticnol companiles (and es-

pecially of the insurance companices that often erpend conniderabla effort

(a3
[e]
o
~
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2 broadly gualifiod and publiic spivitesd nacional wepresoncelion),

lrms, (A) major investrant banbing firme and otherx
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finsnclal dascitutions, (5) univarsitl

s A P Togem? o . i K
a, and (6} such business organi-

zations as tha Cormmittes for Uconocmic Development., The latter naoy be of

particular a2ld in identifyin: able niddle-~lovel corporate exsculives.
b. L

4. ernta-glocy have selecied
appeinteas 5 bao i Tivats L2YVioy In gowa instances, your

S e ey o PR, L B I PRSI B P S PN [ T T 0y
interests could also be seyved by arveugling for a fow seminars to be con~
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he format of such scwmdnars should not be uniform. To one on

domestic and Intevnational finoencial matters, three to zlix wan ht be
invited; most would ba "erperts' in the sense of having qualifications fou

appointnant to the Treasury, Commerce, or the Council of Fconomic Advigers

They could receive fonvitations and bhe glven asenda a week or so In advance

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



technical subjects, and at the same time obtain impressions of how these

men mlght perform as nembare o

n

yeuy adminiztration.

In a less technical area, you might alternatively invite a few
possible appointees to join you in a briefing session conducted by répre~
sentatives cf the departing admindsivation. You could find it profitable

to sze how thece men intera

(¢}

t with experts and with each other., This

device 1s aveilable boefove the election g well ss later, end it could

and spare you some fruitless

5. Earlier thz beitor. To be ready

to oparvate the govermment upon

-

its dnavguration, the new adnlnle lom must ba foirrad s much befersz

oly
gy ] RPN T 1 £ SRS var -
January 20 as poszible, Tho pow s

A~ - - - e 441 1. - A
Lhoanscaves witn tan L‘_.l—u;

o o I - S DS I oy I -
ntals ¢f thetix offlicn

reaspeonsibilities, to get to koow one auothzy, to extvicata thonzelves fronm

theilr previous ozcupations, end to maka the necasspry personal moves

thovgh it was once stomary to aunounce the Cabinet oo Innuguration Day,
najer appolniments should now be pade s goon a3 poscible after the election.
Vie hove divided appolntments into "immedicte" and "less-ivmediate' cate-

gories end arbitrarily placed the dividing line at {ifteen days afeer the
election, All major appointments should bz completad by wid-Dacomber,

6. Suporior positiow It is gencrally praferable to name a

department's Sacretary before naming its Assistant Secretavies

-
+3
5y
i
441

wlght seem obvious, but President Keunzdy tried the opposite In order to

"plant his own men' in the departments and thus provide slternativa



channels to the depavtmants. The Kennedy effort did not accomplish
that purpose but tended to impalvr effeetdve vorking relationships within

's position was wmade ambiguous both with

the departments; the Sscyetary
espect to his nominal subordinaies and with respect to the White House.

That 1s not the way to maks the dopartrants eflfective entities (and es-

peclally not in Stete with chronic crganizational difficelties). The
Prezident-aleet should, of course, parvticipate in selecting niajor depari-
mental appointens--—gspaclnlly the Dapuby or Uaderascrstary. Dbub ve

beliasve he will achisve a rore effs

S, Yo
he aceords

the Secratary-desipnate soma role

7. Criteria fov

-3 1izt tlint is meent o be sugpastive
sonn releveaut cyiteria. Prompt ap-~

pointrent seems requived for pesitions with one or wore of the following
characteristices:

(1} The age

requlred and in which wrongz decizicus may hove disosirous Contiuulages,
Bare the appointee wust be glven the utwost timz to prepers. (Siate,
Defense, and perhaps Justlc')

(2) The agency 1o so complex, so ill-orzanized, or so poorly

staffed--or 211 of these-—thalt successful mastery by the naw adnlalstretion

requires the longest possible preparation.  (Staie,

en your plans, HEW, HUR; or
(3) For thes2 or other reasous, early preparation must be under-

taken by seccond and thﬁrd level Presidential appointeas whose appolnimant
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requicres gome attention fron e Scerctary-desiguate.
(4) The agency is likely to be confronted by early urgent
demands for erecutlve asction or logislative recomnmendations such that

concrate ageucy prepora (Trezsury and others)

(5) The position is so prestlgious cr of such controversial

(%]

pelicy dmportznce thal the leading political {lguscs in the party are

regarded ag contenders,  Uatil euch positiownn are assigned, the Fresident-

diffdlenlty obtaining

Fasd - -~ S [ T oo, .
odvice regording thie wmany

cthar pozts ha nust £111.

peried must ba sttong ~d to. 5w

ters of great cowdlenity, we
would gunmest that you willl nzed one z2esictant or more for esch of nine

funceiones., Siuce you wlll reguilre pernansnt Vaite Hnuce Steff te handle

all but two of these functiens, you nizht arpoint to your cyvensition staff

to find out in advance
waethiesr they have the spzcial capacities nnzded te help you carry your
pest-Inauguvation responsibillities, The funetlons to be performad for you

a) lanzgenment of your calendar and eof admninistrative arrangements
for yourself and your staif, 7Thiec could b2 your paimanent Appolntmants

b) Contact with theo press and advice on public relntions., One



11,

man usually parforms both functions and lie could become your permasent
Press Secretary.

¢) Hatlonsl securivy lisicon and advice--a role similar to tha
perforhga by Rostow for Johauon, DBone
for Eisenhower,

d) Liesison for and "travnsloticen" of willtery and Intelligenca

e) Fergonnal advice, Theve might b nzud fovr tuo porsons:  one

concernaed with the geuerel telent hent and

TeLoin

ad st L h - ~ E Ty e T3 - . - e
might be done by a geazral aide fov poiicy wad pre

nen vy would also coll=ct dideas

talent,

g) Spacial contact for Senstors and Congresumen, This could be
done by your permancut Congresslonal lialsen assistant(s).

The following functioas need to culy during the

traositicn and for a shert tinc isodon them to men

viiose wisdom you want but who, bacause of busd

health, or scwe other reason, will not accapt

h} Advice on crganization and reorganization.



1) Advice on twansition guestions

the, 0ld aduinlstisd

C'L-l‘

Armons decis

during the tran~iticn pavi

Vhite House Staff,

tant 1s to hava gad; for

o, I3 +ann N PR T e
1ike Adomo. You will huve

\ earved by glving e

\ &

274y m e, P T . o
\'L‘.‘;:f-l £O ool axient antears

waad In g

Sl ey deram
Lv.a; [N

)

followdnr

veu of

bolow, %%

clry wo

AT

A wad % f
anl CrAilres

cornuni
Lepartnant

will Jdorvend dn purt

wer dz

12,

ansition contec with

your

7 much access each aaslo-

te bz a ctaff coordinator

21 your besi datersste will be

mnt or by using

2o of the White House

ions ard othars

¢, He hopz to

See Par. 21
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b) Secrctary of Dafense end Deputy Secretary, ##k
¢) Central Intellisgznce Agency Director. If you intend to
appoint a now Director durdang vouy first few months, he should be ap-~
L . )

pointed early, You might wish to continue Mr., Helms, who s a CTA

officlel with, we wnderstand, an ewecllont veputation., That coursn

requiyes no ir tate actlon: vou would gimpiy have to ask hinm som=time

bafore Christy

to stay on and to annouaca that fact. (Ficher an in-

definlte raappolntment or a eoimmitinont of six

- ecourteons in such a case.)
d) Ambsssador to the Unlted Natlong, If you wilsh to coniinue

“the symbolic importance of this posltion and to £111 1t with a v

flgure, then the appoil

the othor high nagional

e) The JCS. The terus of both Genoral UWheazler, the Chailrmen,
and Conzral YeConnell, the Chilef of fraff of the Adlr Toree, will explre

in 1

WO

59. Follouing the precaedeat gseot by Presidens Fidsonhewar, vou could

Judicate before Inzupuratlon, or even in MNos yveur cholices for thsse
posts, or you could defer actdon., Your decisicns beth on Individuzls

and on timing will requlre carcful consideration, These 4

be taken as Indlcative cf many of your pol;c*eo. Thay will alsc be read

.t 3 - R | DI .
ilitary establlishuent

as suggestive of your basic attitude toward the v

s

-

and can influsnce the awount of cooperatilon you and your eppointess

~

\;E) dnd }!C_‘-".

or1 plus Clifford's
ara's
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obtaln froam the inner resches of the Pentagon., Many complex issues
are invelved, especially if,

&s a result of your decisgions on Vietnam,

or for other reasons, you were to contomplate asking the other two chile

to step down ox to talke other poats. (Admiyal Moover's term as Chief of

Navel Ooegations runs to 19715 Cor
z b

semovelandis ss Chief of Staff
of the Arvmy to 1572.)

. 1.3 -4 o - -y -
z an odditional memoranden

on this subjaect.

\ _ ) The fleld commmdar in Vietnmin? Ve ral

PRI

jeostion bacause
reconflrnagion or

Sglaon or

Ty

Yot enly eve hie functlons iny

tudes, HMHeascow ds no place for

Unless ezrly dngquivies persuade yeu othorwlae

ho
yreasnt ambassnder as a syuahol

is to be a change, the nov appointee rmust be highly qualified. Ian =2

2

event, an carly aanouncoenent would be desirable to pormit the na

naw ap-—

L]
pointee to consult fully with bhis pradecesuo

SLBGLE0T .

.

o Saigon., This post will remain important for

[wad
~’
[0
~
3
=
o)
]
W
o
s
[
5
[

the foresccable future. If vou dntend to continuz the inc

umbent, 1t could

be wise to announce it early to preserve his effec

in Saigon. If

r

you mrke a clicnge~-pernaps necesssy nandate



15.

for change in Vistnen policy--the successor qhou?d have a maximem time
to prepare

¢) Paris nagetlating teenm with Hovth Vietnam. Your actions
here will anpaar to signal the dlvection of your policice toward the
negotiations and the war. You will wont to conslder with yovr Viztnsn

Pavris team. 1If

v
<
[
0
<
2
e
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a continuad “tough"

R I L2 O A . T NS VR I T TP, SO vl esnd
Tating position (A€ that vould Lo Lis wioning), it would be zdvisavle

d) ‘tobussader to Parls, The country l important to us, but

3 government is so highly sansicive and ¢ifficult to dezl with that on

carly appoint

\A . - Oy
e) [fupessedors at large.

10 ot

require lymeddate attentlon unless you bhave prartieculizy furctions in mind,

f) Most other ambazsadorshipas can probably be deferyad until

after

Tnauvguratich in favor of wove pressing work, A few caveats are,
hovever, in ordér: (1) The State Depavtrent's views on the relative
urgency of orther positions sheuld be considersd. Boan and Tokyo, for
eversnle, micht be thousht to raaguire early attentlon, as wight London,
Pragua, Warsaw, Rlo, or the srpecial arbassadors to NWATO and the OAS. 2)
The governmiats notrecsiving Irmedlate attentlen vay foel slichted and
tndervalued by the United States. To preserve feellngs, vou might dis-
patch gpeclal éﬁvoys to explain the delay and glve assurances of our

intcrest, (3) Most smbassadors would be azked to continue (4) i“dvx*n tely
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(11) for a fow wonths, or ({41) briefly. This will present few problems

:

for career officiale who would etay or for poelitical hazks who won't be
missed., Othexs zay raguire gentls treatment 1f yvou wigh L1Lm to renain.

(4) The longer such posts renain unfilled, thr greater will be the

preasere for political appoints Your Secretary of State-designate

¢ who should

ould fora an advisory comalties to identify thae o

ba droppad quichly (forver politleal approintces of nodest quality), those

1

vho ghould be vatainad (the best carcer people and these nonsczresy

axbassadors vho have servéd with unveusl 1), end to screen
nameg proeposed for vacatad poshe.

11.

&) Budget Director. This zueney's nawme doos not comnote the

¢
or
o}
&
~
)
o]
i
m
[
e
7,
ey
o]

breadth of qualities requived by the offlce, The Dudeat
White House Staff provide

antal and congrea:

Director should ba the oxe man dn gevernment wiz

as broad as that of the President, and he must be

costs but also relative imporiance awmong competing p

nzeds a2 man of wisdem and visieon with uandevstandding of many policy issues,
Though no particular professional background s wvital, 211 testincny w

have taken suggests that econondsts have proved uvnusvally eoffectiva in
this post. An earvly appointmant is crucial to mastar the current budget

and to gain early use of the invaluable recources of the Pudget Bureau,



]»7.

b) Scavezowy of the Treasury.? It is 1dkely thai the prodla
of balance of paywents, taxatlon, and the gencral state of the economy

-

will argue for a Noverdhoer appolintimant,

however, 1t may be pessible to delay this appointizent untll Decembeor.
¢) Claizisn of the Council of Ecenomice Advisors. This post
(4]

should Lo filled ce ivly 1f the Trazasevy is.  The Depaviment is a pewerful

asency and 1its Scevetary hos tonded o censfder himcoolf the President'

rrinacy ccoaenic adviser., In any case, it wav e uvseful 1o have the
Chairazan of the CEA gt haod {von the baginning,
d) Sacvotory of Fealth, Bdunstion

S I - SO | s b g
. ond Telfave and/or Sceretary

of hovsing and Urban Affalvs.ds

in this avea: it will enc'"qt r atyrone donends for sebidon and legizlative

recenmendations to d_hl wigh the "urton exrisis,”  DBecause 1t ds imnortant

% A Dopublic:
finzncial cowundty.

to azcuving therme Ut a
polntee should not enly wu
zble o speak the lu“,;:j: and payhagpa

>
econonie crivics who do nest of the pop , 7 AT

erxea a#nd vho thus tend to shnpe tha e of an cdministration's
econcnle progras-—often in the long~vun shiovt. This
"eritevlon" 1s almost cavtain to be sotisfied by your CRA Chairvmon.

#% These are fes for th2 new adrivdstrerion, This Is the area
of key and ie challenses with the lcost assurance of "solu—
tion" in p"" slatdion in proetica. Inmovacions are neoosssary,
but innova 'vﬂ*?thh iveom b ecstly and lv-
revorsibls nco or late v ooreve thom uawise,
Yet, the pre n £rom p0¢*t5: c:2ts'" will be eace-
mous, And i T con adnindistretde: reieunlay that naeds to vin
sccaeptanes, trest, and coafidence in this ananele

¥ T ~zncles
least a5 much attontlon end care as are customarily assigred to thre
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to respond and because a fallure to push affiymative proposals will
force 1t into an unhappy dafensive posture, the new administration must
be ready to-move. Szcondly, a Republican President hag a strong need to
demonstrate concern with poverty, urlban decay, and associated problems.,
An eavly appointment could dromatise your concexn. Cevtain outstanding
appolntments could induce onposition critics to “waoit and sce' and to
give the aduindstraticon a chance "to prove itself."” And the earlier the
%ppo_utu»atn are made, the sooner you can begin to achk yeour admindstraticen
|

3
for-results,

\

\ e) CSecret

w

1y of Agricuvlturce. Theve sevus to have beeon a sweep!

partisan turnover of Agricuiture personnel in 191, If sinmilar turnovar

~t

ig to cocur 1n 1969, the Sacrzetary chould be appointed o 2llow tiva

—
(]

t

o}

for depavtmantal recrulting and ovientaticon.

12, Othcr

ﬂo’ﬂbmeatg.

a) Attornay General.® He is involved 4n matters that are in-

trinsically ant pollechly of great iwportance: civil nights, criminal

and Dufense appolntients--and even more beczuse the qualitias requlred are
even rarer. It will be difficult to find the men who cen napnaze the depart-
ments, vho can delerate bubt not too much, who can both relign and rule, who

can react and appraise but who can elso Innsvate and generate entiscoiazn,
who can refraia from bucking every denand up to tha Wnite louse, v have
onL7C1QDL iﬂ‘”ll%l and clevity of purpeze to damc te "concern' and

"eommitment" and indeed to push for meIOVcrznt buh wio aye also suffi-
cient tesm plcyers to accept intra-cdminictreztion "defeot' without leoalidng
all or resisning dn a huff. Whethor svci persons L\i 't outside of heavar

we cauiot say.

% The Attcrrey General caen be a nmuch more imrortsunit eassct to an adoinistra-

tion than is cozrmonly realized. (1)  Presidents may lament the subscauant
behavier of their Suprene Co irt appointees vithout eppreciating the fraquent
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procedure, viot control, orcanized crime, the FBIL., The course of the
campaign, in partlevlar, may vequire an early aspointment for symbolie

purposes, MNewevtheless, th a1l has relatively less need

than, for cuzuple, the Scere te naster the techanieszldities

of ongoing prebiens, or to prep2ie for early cvises (at least 1f riots

remain infregueat during the wintov).

b) Socretary of Labor.® Aupointnont btefoce Thanksgiving would

G T AT ——

o]
=
v

Sl S
e N €

£

faw o B I o W V)

hig 1\31&?:'
yrney Goeneral will hav

T
<0

With approvriate lbdmvl‘hx“ e AT
do the sume both at the level of Phablﬁ
resvliing rescrvely of hich-poueved

effectivencss and also sgrve, by leoon or scherulise
the Wﬁiye Housa.,  (3)  The Attorney Cmmeval's vactit
readiness to dnqguize can give you on fumorioat dolcnse a
within thae gowvarnuznt.

ot}

sir’~n has commorly beon viewcd as ”1abcr 5 vaice iv t“e Can
g t nuatters are at stake t

ituw manacosnont nor
u lohor spokaf w, w\”“P"”I hiz it
er ond (Whon pﬁl:ﬁIAJ ) nallntor on
dustrial relations nattors, 3 atinn services, and to
11 (az eppropriate) with Che Maglonal Labor motat;Oﬁ” Board=~vour ap-

tee nust be tolerable to labor but proha 1y not a union man., You

bt find the visht man in indestrial relztions; @mons rasnected ?:oiﬂ
ors, rxdlatovs, or urpires; or even in & Buslness Szhonl, Econoandc
aw faculty.
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not scem necessary wiless (1) there le or n‘ﬂht be pressure for federal

involvenent in important national strilkes in progrzss or prospect Lefore
March, or (Z) you intend to take a very early position on "wage-push'
inflation.

~

c) Seccretary of Tramsportotioeos.® Nothing interept in th

e

6 post
requires that eppointment be made in Noveuwboy wvathar than December,

There is a gerlous organi=z tloanl problem on the domestic welfere

frout. Asg ona intevin approach, you might ivsist ther the Scoretaries of
fiW, HUD, Labor, perhans Transportation, aud nerhaps othaevs form a sub-
group of the Cabinzt and work very cleosely teopciher to foriwlate aud
implement policy. If that iz to be donc, 1t sbould be done from the begin-
nin; and calls fox shly sinultanaous appoinimants.  Thus, if onc is

appointed early, all should bz, (Alteraatively, if you interd to give ons

Secretary priviary resvonsibiiity {or the eoverlapping welfare functicas of

the several deparimenis, he could be appointed enviy and the othecs late,)
A

# A trouble-avoiding bolding operation wmay net be too difficult in this
departmant, It will not be Gdb/, however, to fiad a nan who can prozote
innovation and copz2 wita It in the cffort to leep thn country livable not-
withstanding its expanding eud incressingly-corcentrated populztion., More
comaon than creativiiy, dbut still rare encugh LO-CMyJﬁSlZQ is the strengih
to stand up toe the sne interests, such the "hdgioay lebby" or the
protegonists of the rarchant marine or supersenic transnovts, He will also
hieve to consider the desirebility of new sLutq to consclidate or coordinate
Executive Brauch operations wi 0 '
rautics Toavds end : Len. e

e both wisc and pol tically practicable is not clear, but youvr “)p)x
shou;u be one who can both euswer the question and carry cut any necessary
steps.
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d) Postmaster General. Appointment before Thankssiving is
not reguired uwnless you wust take a poaltion in your first few wmonths
on the proposal of the recent Presidentis] Ceompilesion that the pestal
service be perforred pot by a2 regular governmant department but by

public corporaticn, If delay would impads voeforw, your appointse cannot

begin soon evough to appraice the substantive

=}
i~
1
[
ot
[34]
i
o
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e
ja
=
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P
I
O

1 possi-
bililties of reform.

¢) Sacretary of Commerce., There is loss need for anpolutmont

- o - 4 [ B T T U, DL .
TolY . Ll 00 GRE guas SuiGi 16 VWi ondl ol Cafi s seasthing ¥

wove of thils post thon it has been in recent docades. IF you sre conside

Comarce

your appointees should be

time of anpolintment.

the InL sylor A

B2CIC5LTY .

g) White House Scientific Adviscr, The "sclentifie community

o]
(o4
(a3
o
(&)
o
6]
jage)
[
jal]
T
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Importance to this posat and becana

President-elect KenanMy's intentions uatil the post wes £i1led in 1061,

same sersitivity can be expected today A streong ond relatively early,

though not necessardily imnzdilate, eappointment can veassuroe this commuaity
of your respect for them snd hzalp gain thedr respect for wvour White House
and thus facilirtate the recruitmont of top sciantific talent in Defeunse
and clsewhere,

# In addition to the usual funciions, it's vorth noting that the man wh
can cleanse our rivers, save our parks, and conserve our nacural spacaes
i a ’

1
in the face of growing population will nake € g place in
history--and ia thz lLsve-a; ov as well 1f 1t doesn’t cost too nuch.
And the man who can please public and private power paritisors and kzen
‘he oil and ninersl interests off the presidear's baeclt will bz doubly
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h) FRI Direcior

H
~—
<
o
[y
13
5]
w
«

ou are persuaded that you want Mr,

ence about this post should give him

pe)

Hoover to continua, judlcious si
ample oppor;unity (wnich he might welcome in view of his age) to indi-
cate thét ke doas nét wish reenpointuent. 1f a2 new appolntment 1s to
be made, 1t wust receive the greatest ceve, for you caunot later remove
the Director without bci charged with "polltical wmilsuze" cf_an agency
that should be Yabeve politdes," TFor an sgency leng subjeet to single

control, there ic reasoun to appnlut an cutsid ¢could lcok at the

Bureau with o fresh eysz. At should be no avtenstie prasump-

ticn that a present Duveauw official would bs better theon a first-rate

urban police chicf, an effective strator not noyv 1o police werk, or

an elder could sexve for o chort paried, reas:

ure the public
and give yon a breathing opell in whizh to a=meeit ygur contyrol over this
lwportant but currently semi-sovercign agency. Althocugh yvour Attornay

Genaral should preobably have a velce in the apvolntunnt, its Importance

raquirces youy close attentlon.
LY

1) White Louse llaison with the acadonic conrunlyy,  Your tus

predecessors had resident acadomiles in the White presupzbly in the
hope of generating a sympathetic chronlele and a bridge to "intellectuals”
at large. The first function 1s unsure (coupare

and tha szcond silly. You wzach "intellectuszls"

cormunicazor for that purpessa, but by the actions

your azduinistration. By all wmeans, do not neglect

operating and staff appointmants Ard, of course, thelr use in pre-
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B

and post-Inauguration tusk forces L1z both (1) an effective and easy way
to impress "intellectrals" and (2) uscful on the merits
13. Iemediate acticn by now arpelniecs. Many of

.

wlll nead tlucs~perhaps six to eight weeks—-to extrica

other affalxs., Even so, all ointees should be aske
ately, 1f only on a part-tinz basisc, not oenly to famil

with thely new jobs, but to confwry with menbers of the
tration, meet the civdl servants vho will wvork for tho

allvy ioldever Vo

14, Politdcal considevations have sn dnevitable
Many excellent candidates will also enjny cxceellant po

But not 21l thosz with political support will be worth

ponsibilities

Though judges 13l cavsag

nins nesd no cunoo

understands thely importance, regulatory agonciss do,
AY

viewed as convenient "dumping grounds' for peveons of

the assumptlon being that a coumission of five or savae
Often, however, most of the members

F 7o
)

when this Is not the case, the weak app

!
i

your appointecs

te themselves from

4 to begin immedi-

5 7.
iar

rize thenselves

oy
(238

outgol adninis

aad learn the

,_1’

vy of important ves
.
since everyons

2Tl T

wisely, It hes rcached the point where well-gualifiad wen frequantly
dacline to sexve on regulatory coumlgsionz, To corre that situstlon, the
ew President would need to instruct his perscansl recruiters in uncquivocal
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terme end, in crder te induse a geod men to joln an agency, he may heve

to givp assurences that he will £11l futuve vacancies vith men of
similar hilgh quality.
-

b) There are positlons--cften wasteful and urmecesgary-—of

somé prestige that cen be filled with persons of mininum quality without

]
er

undue damzage to vou ot

aud post-electlon atto ould be usalul

to you.
T i3, bowe prrsonnsl and
L

N o e = s e
tioas, appeared to Inaist on polidticel credentinls for overy Tresidentilal
4 .
i
appeintee and §

0T eve slifon at the digvosal of such appointens,

PR ~ N -1 5 . - - K R o
uy adulnistration of veaunble sorvices sad

Such an spproach will

will misc the opportunity to win indepzndents to thaz lopublicsn cause.

There 18 obvicusly roasoa to avoid highi

T TP S
mocrats, but ludge

pendents and oven nexinral Democrate should be vweleonzd with open sazns oven

es Presideatial eppoivtees end ospecdslily at leowey levels. And 4f acqdenices
\

wio gupported Democrats asre excluacd from tack forces and fvom ceonsultation,

an important rescurce will be lost,

16, Continuing

a) At least one

asxed to remain for

' n : . F e, .t
department with an "Acting Sacretary” to pariora the forual d“"‘k”“qta]

functlons that connot be perfceraad by your U;Uobi'cc“ prior to thzir of-

ficial Senate Cﬁxf Tration,



b) Somz Presidentizl

in the outgoing administra-

tion are essentizally carcer men of a quality you will wish to retain,

(This 1s cspecially likely in such departmental positions as the Assistant
Secretary for Adninistrailon—whoe will be uscful for a few months at least.)

c) S ong non-career offiecials of the outgoing adwinlstration

might be of such cutstanding quality that you would want thenm to stay, Your

T

pre-é&id post-elecitlon parsonnel advicers should make the effort to

deatify

any such Forsons.
d) The preceding consldevationg are plicable with cven groater
ferce to these non-Prasidentizl appointecs occupyving positions that ave at

the disposal of the new adpinisiration,

11

SUBSTANTIVE POLICY PLANELIG

17. W2 have wxefrainad thus far fron mentioning the Day of Pigs, though
thot episode drawmatizes the dangers facing an gdmiaistration that takes
office ili-prepared for the exerciss of power. We refer to 1t now bLa se
it illustrates some problanms almost certain to face you In your early
wonths in offilce.

(1) Elements in the burcaucracy wil] refurbish and attennt to
sell ideas studied and rejected by the previous adwmipistraticn or, as in
the case of the Bay of Pics plan, represent as beyond the peint of po
return programd about which the previous administration hiad, in fact, been

skeptical, recervaed, or undecided.



(2) Your eppointees will be less willing than later to go

against what geens a cousensus gnong deparimantal experts. As with the

Bay of Pigs plan, thay may fcel hesitant to express doubts., In other

instances, they may heslitate to ativa burezucratic advice that some-

thing or the cthar caiaot be dona.

(3) Your anpointees will be

to recormend

couvses of action involving risks of public or Cougresslonal cerxlticlsn

cplishzants, cach will bo reluctant to

1 2

see you incuy political costs excepl in behalf of his progran,  After six

monihs or so, your appolniaus

w2 not only more
reallstic but move censclicus of how thaly devaritmevtal intereste fit dnto
the wiole program of the sdminieiration.

iS. From mere menticen of these problenms, several obvicus conclusic
emeyge:

(1) Your eppointess should 1denti£y‘as guickly as pessible the
hobby horecs of o%herwiss alunble and trustwerthy woea in the permanent
goverauent, Ghey saould also moke every effort to lesvn from their prede-
cassers the exact ctatus of dssues likely to arise betvzen January end
July, 1969,

(2} Your appointees will need to acquire as much advance knowlodge
az possible about highey~level pevsonnal in their ansencles and about the
najor isaues which thay ere apt to face in the scttiing-dn peviod.

(3) To cope with the third problem, your appoirtees will nesed
better undarstanding than has baan the cas2 In.the pas: of what the

President ezpects-—of wihat you expact.
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This means that you will nezad to mske a number of early
decistons about policy Josues and to communicate theae decilsions as
clearly as possible to youy prospective and actual appointees. These
decigions wlll concern not only policy posltions, many of vhich will be

developed during the campaign, bur alse velative prioritles, tazctics to

be follewed (d.e., o push for laglislation, an cffort fivst to stimulate

public pressure, or slupls administrative action), and desired timetables
(q,g., gome syabolle actlon on citizs 1f high
Co

1

to coma later

more obvious

{19, Uith this az prologuc, we

lgsuces on wideh you might want to initiate serious pro-clactieon study, with

& view to helplng you make the toush declsicns on policy end

you will want te nake as =2oon as poassible after Novewmber 5:

(1) A fdvst group of iLssuns would Lo thoze vhich could be in

L0 - -~ - oy < - 23
cxicis in early 1906%: Berlin aud Fast Eureps, the Middle
Fazt el Vol sbime W . .

azt, urba Brettos, s TONCLEYY

Y P R s g . gy ey
and the balsnce of Foyiaants.

(2) A second greup censists of igsues with contin

early decislons. This category docs not
(< 7

perhaps batter described by exaunple, Guneral

defense and space NATO, ALY, vanned bonbers, relatlons with Cuba
z2nd Red Chira, long-raaze anti-cvime pelicies, and velaticns wwith regulatory

agencics 2ll illustrate in several ways matters upon which you may hzve to
nake early choices that will set in motion programs lasting the length of

your adulnilstration,



(3) A third group
you plan early legislative p

will be; any guesswork

28.

ef dssues would be in those arcas in which

ropozals. You,

on our part vwould be irrelevant.

of course, kunow what these

A conslderable body of experilence exigts with regard to

task forces and how to get ¢

prepare a sunmary on thls

[¥s)

3%

THE 1LPORTANC

20, In a number of key
formulate, coordinate, and e
particulér pes'ﬁrnen wvio can
te do. Given the number of
after the election,
given to the divisioq of res
as President. The following

bearing on your prospeciive

A. Responsibilicy for Natloe

you might

he mosi out of thom.

biect if would be of use.

ITY
P GOVERNMENT CRGANTZATION
policy aveaz your ability as P

necute progroms will depend con
do what you want the occupan
}'”’h lovel o

pensibilitles wost compatidle v
paragraphs

[

appointments,

will ddentify tvo naj

ToERX

ts of these

usefully have some pre-clection attent!

21. Pricer to choosing your Secretary of State, you uight well

the extent to walch vou will

adviser on all foreign policy

economic policy, This decis

seex in a Secretary, and tne

want your Secre

problers, dncluding nillitary,

We would be happy to

idant to

putting into

POSLS

icials that must be nared scon

wvith your purposes

conslder

tary to be ycur principal

financial and

ion will affect both the qualities you will

breadtnh of charter you will ass

National Sccurity adviser on your own staff.
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You face rany alternatives, each involving complex censidera-
tions. We are prepared to develop a further memorandum on the subject.

a) Meanwhile, 1t is dlmportant to recognize thét if you clioose
to give. your Secretary of State a broader msndate, the consequence will
be twofold: Tirst, the Secrctary-designate must be a man who wants this
role and who understands what he has to de to perform 1t effectively.
Second, the State Derartment would have to recrult a staff of mon able to
think of foveign policy not maerely in term34of diplomacy, but dn nuch
preador terna.

= e e pvrade ot g B s 9 T, SN | Y-
b) If State does not perforn this role, sveh a staff oust be

part of the Walte Heuse or lintlenal Security Council staff under the

1]
w

ection of a national security adviser. Thus, resclutden of tl

izsue affects not ouly the roguizorents foy a q“rLCerV cf State, but also

thouse for your natlonul security edviscr cud chelr persowal sealls,

22, In auy event,; therxe arxe pzyonnle ational prehlens within

-
1o
[
o
3

)
[
.’.'3

the State Departmant vhilch in the past have prevented 1t from Lelng

%]
[

usaful to the Presiddnt as it might be. Iu particular, the relzatioaships
among foreign service and non-forcipn sayvice nan, the reglonal desks and
functilonal burcaus, and the forelen service on the onz hand and progran
groups such as AID on the other, need to be rationalized. The Secretavy-
designate must understand that you care about tha efficiency of State and
that he must address this preoblem, or at leaat entrust it, to an Uﬁdern
secretary with gehu¢“¢ delegated power., You will want to bLe sure that your
top team in State has the interests and resources to parform both the

policy aud the management rasks,



30,

B. Organizing to Deal with Urban Af& 1lrs

23. The &bdlity of the federal government to respond to urban
problema ig reduced by the diffusion of responsibility end power in
thls area auwong many gevernnmonial departments and agancies. Yo matter

how much rrevensibllity is transfevved to states or localilties, the

fedaral governsent will remzin cones -urban transpertation,

sgistavce to local polilcs, z2nd other forms of grants-~in-ald. Morcover,

t%ﬁ ransfer of other responsibilitics will reoulre cousiderable study

:F bast, will take tine, In short, the problon will centinud.
\
)
\

al

24,  The major issves hore ave w

raspomsibility for dealing with urban affairs should he centralized,

end 1f so, vwhethar

capartmental fresmework, within the Wilte llouse or Exceurive 0ffice staflf,
within gome othar agency, or within & supor-duparins cranted by narzing

T

cexisting departioents and agencizs, Any such steps would, of course, affect

S

your personnel yequi rpm*nt for Justice, HUD, CZO, and ¥
ant(3) primardily councernad with uvrban affairs.

25. If you coutemplate reovganlzation reqeirin
prelininary studiocs leoking townrd proposzale for leglslation night well be

undertakan prior to election. And 1f, as you hava indlcated, you ave to

provide encouragement to the developmont of locolly and
business in black communitices and te enlist private industry dun cfforts to

rebuild the ghettos, then pre-~elaction studies of how the Vhite louse could




