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DRAFT NO. 2 

T. White House and Executive Office Organization

• These are the organizations which help you administer your own
activities and through which you plan and coordinate the programs
of the Executive Branch. Executive Office officials must be
confirmed by the Senate and are required to testify; not so for
White House staff.

• There must be neither too few nor too many people having regular
direct access to you for this purpose.

e The organization must conform to your personal style of working
relationships.

• There must be a chief of staff for administration, but there should
not be a chief of staff for advice and policy direction.
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1-4 General Organization: 

• There is considerable agreement that in the White House Staff
you should have at least the following five separate and distinct
people, each having direct access to you:

1. Legal

Z. Press and public information
3. Congressional liaison and political advice
4. Personnel
5. White FIouse administration (paper flow, offices, cars,

schedules, correspondence, etc.)

• In addition, you may wish to have a principal adviser for domestic
policy as a member of the White House Staff.

• The Executive Office agencies should be used to develop policy
options for your consideration in conjunction with the heads of
departments and agencies, to monitor the progress and effective-
ness of governmental programs.

• The Cabinet-level department heads and heads of other line
agencies should be your principal advisers and spokesmen on
policy.

9 The White House Staff and the OM.B staff have grown much too
large and have become enmeshed in too much detailed direction
of the departments and agencies.
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jc.. Economic Policy Organization

• The major problem here is the competing and overlapping organizations

created during the last few years.

▪ Option 1

-- Eliminate Rush office.

-- Council on Economic Policy (CEP) to focus on domestic economic

issues, chaired by the Secretary of the Treasury.

-- Council on International Economic Policy (CIEP) to focus on

international economic issues regularly chaired by the Secretary

of State on behalf of you, the statutory Chairman.

-- You would be the overall (CEA) authority on all economic policy,

Greenspan as Chairman of the Council of Economic Advisers (CEA)

to monitor the overall economic situation and act as your

"consultant."

-- You, the Secretary of the Treasury , and the Secretary of State

would be the Administration's spokesmen on economic policy.

• Option Z:

-- Eliminate the Rush office.

— You chair the CEP, focused on domestic economic matters, as well

as the CIEP.

-- Designate Executive Director CEP and CIEP.

'40

-- You would be the sole authority and spokesman on all economic

policy, using Greenspan to coordinate the activities of the

domestic and international councils and to act as your "consultant."

Comment: Almost everyone we have talked to agrees that the Rush

office should be eliminated. Greenspan feels he cannot be effective

as the principal spokesman on economic matters. There is con-

siderable feeling you should personally direct and pronounce

economic policy.
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Recommendation: Option 1

• Reasons: You can decide overall policy direction and mediate

Cabinet disputes with Greenspan's staff support to you. You

will be overall spokesman for Administration economic policy,

but not the sole spokesman. The role of the Cabinet will be

more visible and more of the less impo'ftant decisions can be

delegated outside the White House and Executive Office.



I

COUNSEL TO THE PRESIDENT

The Office of the Legal Counsel 

In the early years of the Nixon Administration the Attorney

General's Department did major legal work for the Presidenynd

the Legal Office in the White House dealt primarily with matters of

propriety and other internal problems. Later, of course, both the

Legal Office and the Special Office became almost totally concerned

with the various aspects of the Watergate affair. Accordingly, a

big change is necessary.

In addition, because of Watergate, the Department of Justice

is now "independent" of the Presidency.

Option 1: Continue a relatively low-grade, internal operating Legal

Office.

Option II: Upgrade the Legal Counsel, establish it in the White House

k=dt-(
as the President's legal right arm. It continue

handling internal problems but in addition energize the

development of policy concerning conflict-of-interest,

ethics, etc., or, at the very least, have a major input on same.

The various functions outlined in the attached paper by

Ed McCabe should be considered for this office.



Comment: There is unanimity that this Office should not only be

upgraded but that the head of the Office should be a top-grade

personal appointee of the President, with regular entree' to him.

R ecommendation: Option II
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Reasons: Necessity, because of the independent Department of

Justice and the

President.

a strong legal right arm for any



THE \VHITE HOUSE COUNSEL
UNDER PRESIDENT EISENHOWER

By: Edward A. McCabe

1. Legal job, calling for mature and experienced lawyer judgments.

Not a Hill-type job. Not a speech-writing function. Not in any

sense a P.P. job.

2. Function very different from the Department of Justice. Many

in-house lawyer functions in the White House itself. Department

of Justice is an advocate for Departmental positions within the

Executive Branch. Also, Department is legal adviser to all

Departments and Agencies -- as well as the Chief Law Enforce-

ment office.

3. Even so -- very important that there be good relations with the

Attorney General and his senior aides. There should be no

encroachment by either office on the prerogatives and function

of the other. No conflict should be tolerated -- but key must

be which office handles which chore best. Once in a rare while,
the President himself might have to referee a dispute and
decide who does what. Unlikely.

4 Many lawyer things, by statute, come to the President. CAB

overseas air route matters. Some Maritime matters, and
others. Justice Department has no role in many such things --
and might even have an adversary role to defend. So, President's
White House Counsel handled.

5. White House Counsel's Office (under DDE) was focal point for
development of the President's legislative program.

a) Included the coordinating function on messages from
the President -- the coordinating of Departmental
views and advice on what these messages should say --
when a special message went to the Hill with a part of
the President's legislative program.

6. Counsel also processed bills the Congress passed -- for
Presidential signature or veto.

a) Seeing to it a bill as passed was consistent with
the program of the President. This, of course,
involved contact with Budget and the concerned

Departments. (Here, Justice on many bills
could well have a conflict of interest.)



b) Coordinate views and advice on any signing
message or comment.

c) Coordinate veto messages, with Budget and the
concerned Departments.

7 Handle various Presidential Proclamations -- Captive
Nations' Week, etc. , etc.

8. Pass on questions that touch on any private (usually
commercial) use of insignia, labels, etc., that may imply
Presidential or White House endorsement of some product.

9. Review FBI investigative reports and authorize clearance of
all Presidential appointments.

10. Gather the necessary facts and assess them in those cases
where disciplinary action develops against, say, a Presidential
appointee on one of the regulatory boards or commissions, or
someone in an Executive Department or Agency. Several times
this function led to a resignation, or a dismissal.

Coordinate Executive Branch activity on Congressional
investigations that overlapped 2 or 3 Departments and
Agencies.

12. Review, for the President, prior to his acting on them --
certain disciplinary matters in the military. These include
discipline of general officers, and military death sentences.
There were more than just a few of these in the Eisenhower
years, probably a Korean war aftermath. Pattern might
conceivably repeat itself in the next few years.

13. This office was manned by 3 people under President Eisenhower.
There seems to be a real advantage in holding the numbers
down (5 or 6 at the most) with at least half of these having
real experience.



Ford Presidency 

A. General 

The style and the institution of the Presidency have been inflated'
greatly since 1960, and must be put back into perspective. The
Ford Presidency should become a part of the American scene
rather than the focal point for planning the country's future. To
that end, we suggest the following for your consideration:

1. Cut the size of the White House Staff and of OMB substantially.
Cut the number of military assigned to White House duty and
insist on civilian attire except for formal occasions.

2. Cut the trappings of the Presidency. All staff not of Cabinet
rank should be given parking places instead of routine portal-to-
portal service. The black limousines should be used only for
distinguished guests.

3. You should consider stopping the practice of having the
Chairman of the Republican National Committee's routinely
attend Cabinet meetings.

4. You should consider a series of small informal dinners with
national leaders and top officials of your Administration.

5. Return to Grand Rapids, possibly on Veterans Day or
Thanksgiving. Richard Nixon didn't have a hometown.

6. Have a few dinners with your children and their friends.

7. Take occasional walks in various D. C. neighborhoods (not
just the inner city problem areas) to meet your new neighbors.

8. Play golf occasionally on the South Lawn, for relaxation
or while talking business.



II. Ford Presidency 

B. Specific New Ideas 

To start establishing a Ford presidency by actions as well as by
words, there are a number of specific actions you might take in
approach and on issues over the next few months.

1. Regional Visits. There will be pressure on you to
help Republicans campaign this fall, conflicting with
the need to avoid partisanship in. pulling the country
together. The people need to get to know you,
and you need to listen to non-Washington voices.

You should consider regional visits to several cities (not
necessarily the largest) representative of each region
of the country. In one or two days, you could schedule a few
speeches, meetings with elected officials, business, community
and labor leaders, give television interviews for use on broad-
cast stations in the region, and take side trips to suburbs and smaller
towns.

2. Visit with top career Civil Servants. The career Civil Service
was consistently treated by the former Administration with suspicion and
hostility. They are concerned about their role in government, about
the pay compression in the top grades, and about orderly career
development. You should consider meeting soon with ten or twenty
top civil servants in the Cabinet Room for about an hour. You also
might consider calling for a modest Congressional pay increase after
the elections to alleviate the pay compression problem.

3. Sharing your education. The people need to feel confident of your
grasp of the country's problems. You might convey this effectively
and also raise public understanding on inflation, energy, and a

few other key problems by "a little straight talk among friends"
sharing your education on these matters with the American people.
President Nixon always tried to sound like he had an infallible
answer when he went on TV, and a change in this regard would be
healthy.



4. Parks. America is recognized around the world as a leader
in preserving the beauty of its land through national parks and
wilderness areas. Moreover, the town park is a prominent feature
in American life. You might consider making the beauty of America
and the expansion of parks for the people one of the themes of
your Administration

5. Pension Reform. This bill could be signed on Labor Day, with
a strong statement about how sound pension rights are essential for
a mobile work force, as well as for the economic freedom of the
individual in our corporate economy. You could call the Nixon-
supported bill a solid beginning for truly comprehensive and far-
reaching pension reform in the future.

6. Automobile Safety Legislation. This bill, cutting back on the
over regulations of the Department of Transportation, points
up the hazards of government's over-protecting the public from
themselves. You could use the signing of this bill as an occasion
to make a key point of the "new conservatism" -- that excessive
government regulation of our lives and our commerce, even in a
good cause, can be carried too far.

7. Cuba. You might consider asking Kissinger to review the
desirability of reopening relations with Cuba.
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8. Amnesty. The issue of amnesty for draft eva.ders does not seemto have caught hold even though many are calling for it. You shouldconsider developing a proposal after the issue of President Nixon's
prosecution is resolved.

9. Murphy Commission on Organization for Foreign Policy. You
accepted Mike Mansfield's invitation to go to the Hill for a lunch
with this Commission hosted by Arend Lubbers. This might be a
good place to discuss organization for international economic policy
or to inform them of your thinking on that subject.



II. Ford Presidency

C. Review of Policy Proposals in Process.

We offer the following suggestions on how you may wish to handle
the following items already "in the pipeline" in a way significantly
different from the current thinking of OMB and the Domestic Council:

1. Reassessment of Project Independence and ERDA. FEA is to
submit a blueprint for Project Independence by November 1. The
quality of planning, however, has been marred by inter-agency
squabbles. Likewise, the legislation establishing ERDA has
become a Christmas Tree bill. The ideas behind Project Independence
and ERDA are good, but you might wish to get a good person in charge
and have a careful reassessment of the proposals before you get
committed to either. You might also wish to let the ERDA bill die
in conference and start over next year.

2.. Javits' Public Employment Proposal. The Javits public service
employment bill is opposed by Alan Greenspan and others as
unworkable. However, rather than veto the bill, it would be useful
to have Greenspan work with Javits to get a more practical plan to
achieve the shared objective.

3. Shift of 0E0 Community Action Programs to HEW. Rather than
continue the hard-line Administration opposition to retaining the
Community Action Programs in any form, you should consider
immediate support of a compromise to transfer Community Action
Programs to HEW and termination of 0E0. Once at HEW, the
appropriations for these programs can be decided as part of the
overall HEW appropriations.

4. FY 1976 Budget Projections. OMB has established a tentative
total of $330 billion for fiscal 1976 budget, and sent guidance letters
to the departments based on that figure. It is important that such
projections not become firm until after the Economic Summit
Conference.

5. Establishment of an Under Secretary of Defense. The Department
of Defense has requested authority to establish an Under Secretary of
Defense in lieu of a second Deputy Secretary of Defense, but State,
OMB, and NSC staffs are likely to oppose. The new age of
negotiations, combined with the need for maximum strength
without large defense budgets, require DOD to have top-quality
management. Treasury has a Deputy and two Under Secretaries
and the State Department has a Deputy and three Under Secretaries.



HI. Meeting with Key Individuals

• While carrying forward many of the policies of the past
Administration, you will want to end the accumulated
hostilities.

th The pattern of groups and individuals you meet with will
influence the character of your Presidency.

We have given Al Haig a list of individuals and groups we

think you should consider meeting over the next few months.

This list includes many distingUished leaders in their fields

and has been compiled for the above purposes rather than taken
only from White House files, also small businessmen, far-mers,

and small town law enforcement officers not normally found

on such lists.

The categories :recommended include business, labor, arts,
religion, science, education, health care, youth, civil rights,
and agriculture. We recommend no meetings with minority
groups as such, but rather careful inclusion of blacks, women,
and ethnics as part of one or several other categories.
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IMPLEMENTATION

With the submission of this report, the Transition Team completes

its assigned and agreed tasks. However, transition to a Ford Presidency

will continue.

That means that you, those who you have appointed, those who were

Y. 0
serving who you have decided to re-tarin on a permanent basis, and those

you bring in)must be organized to assure that you have the best chance

of continuing to move effectively towards a successful Presidency. This

is not an easy task. The institution has built-in resisters to change.

Following are some illustrative steps that might be taken towards this end:

1. You should meet each week with a small group of your new

White House appointees -- Marsh, Hartmann, terHorst, Buchen, etc.

The agenda for that meeting should be to review where you were,

Gnrj

where you are and where you are going. ThisIshould be continued through

1974. r
r-.7c cbt,, (

2. A meeting should be scheduled, at.4a,st every three weeks

throughout 1974 with some of the group that undertook the original

planning -- Burns, Griffin, Harlow, Laird, et al. This should be a

small group — n-o rnoler–tirlawk six, composed of people who know you

well enough that they can speak-tdirectly, disagree with you,

C

argue with you and girsett_zy.QA1 insights from outside the building.
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3. One of the interesting aspects of serving on the Transition

,

Team was to note that we immediately s-Erricecici-ee-s a lightening rod wire-r-o--1

suggestions arnablfl be directed from 411 sources in and out of government

as to how things could be done better. In most instances tina-s-e-ithad

rA t

been plugged into the regular system and rejected. ...Some erf-them-were

not worth much, but nzamihr were. There is a great deal in the pipeline in

3s1

terms of nominations, legislative cie-e4-84-eart-s, policies -- too many to review

at one time. However, 
r
it might be desirable to develop some mechanism

cz-e,t,n QC- 1.4 -)r

to4 serve as a lightening rod.c—This would 
require your designating someone who

would become known and identified to review the-'e matter s,szeritismailia%

,ba-e+s-r- It would give people a release valpve outside the system during
•

p ;

the si_A. .arrarrtills ahead.

4. As indicated in the personnel memo, you should personally

designate an individual to study, monitor, review, and establish a

personnel and recruiting function to serve you -- possibly through

February 1 or March 1.
,) r ,* 0+ P fe•v",)±-1, An-I sr--

5. ,To the extent there are items that you want someone to look

at -- problem areas -- that were not thought of during the life of the

Transition Team, you should ,IYamiimerhil-y identify them and have some pilaw&

• t‘p , I;-; cA) , t)

that-yrokmrcian assign responsibility et-444.r..._thari...the-p-rine-ip-94-- staff people in

4, 4 siv '- (i ,te I , r- vs. ,

charge of that function a#4he-pn.tJims.
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DUE DATE

Friday morning

Friday morning

Friday morning

Friday noon

Friday noon

Friday afternoon

Friday evening

Friday evening
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Monday morning

Monday afternoon

Monday evening
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Cheney
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Scranton/Buchen

Cheney
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President breaks up

A-White .House and Exe utive Office Organization
Principles 4,

V*Meetings with key indivi uals

Whitehead
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Rumsfeld, et al.

Implementation

Economic organization

.Domestic policy

/* Personnel

Legal

Organizational charts

Review with Morton, Marsh, Buchen, Hartmann

Redraft

Review and final typing
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DRAFT NO. 3

I. White House and Executive Office Organization 

• Following are the various organizational arrangements for
consideration to help in administering your activities and
through which you plan and coordinate the programs of
the Executive Branch. Executive Office officials must be
confirmed by the Senate and are required to testify; not
so for White House staff.

• There must be neither too few nor too many people having
regular direct access to you for this purpose.

• The organization must conform to your personal working
methods.

• There must be a chief of staff for administration, but there
need not be a chief of staff for control of information, advice
access, or policy direction.



DRAFT NO. 3

General Organization:

• There is considerable agreement that in the White House

staff you should have at least the following separate and

distinct people, each having direct access to you:

1. White House administration (scheduling paper flow,

offices, cars, correspondence, etc.)

2. Press and public information

3. Speech writing and other written statements

4. Congressional liaison and political advice

5. Legal

6. Personnel

• The Executive Office agencies should be used, in conjunction

with the heads of departments and agencies, to develop policy

options for your consideration and to monitor the progress

and effectiveness of governmental programs. You may wish

to have a principal advisor designated for:

1. Economic Policy

2. Domestic Policy
3v National Security Policy

4. Budget

• The White House staff and the OMB staff are too large and

have become involved in too much detailed direction of the

departments and agencies. A number of White House staff

functions could be moved to Executive Office agencies, and

a number of Executive Office functions could be moved to

the departments and agencies.



Domestic Policy Organization 

• The major problem is overlapping and competition between
OMB and the Domestic Council staff.

• A second problem is that both OMB and the Domestic Council
staffs have become involved in too much detail on depart-
mental programs and have interjected themselves between
the department heads and the President on policy formulation.

• Option 1:

President chairs the Domestic Council, as in Option 2.

The Director of OMB would be the Director of the
Domestic Council, and would work with the department
heads to provide the options and recommendations you
need for decisions on major domestic policy and
budget issues.

The Associate Director of OMB for Policy and Programs
would assist the Director of OMB in developing and
analyzing policy options.

• Option 2:

You chair the Domestic Council, changed to be composed
of heads of departments and agencies not principally
economic or international.

- The Director of the Domestic Council would be your
principal assistant for domestic policy development on
the White House staff.

The Domestic Council staff would work with the department
heads to provide the options and recommendations you need
for decisions on major domestic policy and budget issues.

- The OMB would be reduced in size and scope to provide
budgetary control, legislative clearance, and management
evaluation of departmental operations, much like the
office of a comptroller in a department or a corporation.



• Comment: Almost everyone we have talked to agrees that
you need to eliminate the overlap of functions between OMB
and the Domestic Council staff. The natural separation is
between (1) budgetary control and management and (2) develop-
ment of policy options and staffing of recommendations for your'
decision. There is considerable feeling that the President
and the appropriate department heads should be the spokesmen
for Administration policy and that each department head should
be allowed more flexibility than at present in implementing
your policy decisions. Option 2 is superficially more
palatable to Congress, but Option 1 would probably make
for better relations in the long run if you get a politically
attuned Director.

• Recommendation: Option 1.

• Reasons: With the new Budget Committees, you will need
high-level appointees who can be available to testify on the
policy aspects of the Administration's budget as well as the
financial details. You cannot afford to mediate personally
the inevitable disputes between those with budgetary control
and those with policy staffing control as Option 2 would
require. Moreover, you could more readily attract highly
capable people to top positions in OMB under Option 1 than
to OMB and Domestic Council Director under Option 2.



Economic Policy Organization 

o A major problem here is the competing and overlapping

organizations created during the last few years.

o Oytion 1:

Eliminate Counsellor-level Economic Coordination

office.

- Council on Economic Policy (CEP) to focus on domestic

economic issues, chaired by the Secretary of the

Treasury, on the President's behalf.

Council on International Economic Policy (CIEP)

merged with the Office of the Special Trade

Representative to focus on international economic

issues, regularly chaired by the Secretary of State

on behalf of you, the statutory Chairman.

You would be the overall authority on all economic

policy, Greenspan as Chairman of the Council of

Economic Advisers (CEA) to monitor the overall

economic situation and act as your "consultant"

and advisor.

- You, the Secretary of the Treasury, and the Secretary

of State would be the Administration's principal spokesmen

on economic policy.

Quadriad and Troika would function as in the past.

o Option 2:

- Eliminate Counsellor-level Economic Coordination

office.

• You chair the CEP, focused on domestic economic

matters, as well as the CIEP.

Designate Executive Director CEP and CIEP.

- You would be the sole authority and spokesman on all

economic policy, using Greenspan to coordinate the

activities of the domestic and international councils

and to act as your "consultant. "
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o Comment: Almost everyone we have talked to agrees that
the Rush office should be eliminated. Greenspan feels he
cannot be effective as the principal spokesman on economic
matters. There is considerable feeling you should personally
direct and pronounce economic policy.

o Advantage: President can decide overall policy direction and
mediate Cabinet disputes with Greenspan's staff support to you.
President will be overall spokesman for Administration's
economic policy, but not the sole spokesman. The role of the
Cabinet will be more visible and more of the less important
decisions can be delegated outside the White House and
Executive Office.

o Disadvantage: The economic area may well be the most
difficult problem of this Administration. Intimate public
Presidential involvement and identification with this issue
might do unnecessary harm.

o Recommendation: Option 1 Variation. Option 1, but place
the Vice President in charge of coordinating economic policy,
or appoint a man such as David Rockefeller or Walt Wriston as
Secretary of the Treasury or Secretary of Commerce and
also as Assistant to the President for economic policy to
perform the coordinater-spokesman role.
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PERSONNEL

Nothing you can plan will be more important to the success of

the Ford Administration than your selection of personnel.

Lady Bird Johnson wisely wrote in her book that, with no

disrespect to the Kennedy team, the single greatest mistake LBJ

made was not bringing his own team sooner.

The Administration is presently staffed with many fine, abled,
dedicated men. However:

(a) they were recruited, hired, and directed by personnel

system controlled totally by Haldeman, Malek, Jones and Weimer,

none of whom would seem to fit your approach to government,

(b) they are exhausted,

(c) some may have vulnerabilities from the past two years,

(d) some have developed difficult relationships with the
rest of the government during this tough period now past.

With the good feeling that exists toward you today, good people

can be recruited. However, the good feeling could erode during

the fall campaign and as economic or other problems arise. The

time to recruit is now. If not, the public will conclude, it is

"business as usual. "

Attention to personnel is vital to your success. It is your

principal control point. Without full attention by you to personnel

matters, there will not be a true Ford Presidency.

Some suggestions:

1. The most important thing you can do with respect to

personnel, is for you to resolve to spend a significant portion of

your personal time on the subject of personnel. The better job that

is done, the less time you will have to spend during the remainder

of your Presidency on problems, because you will have people in

whom you have confidence and who will have the statue and ability

to do the job.



2. Everyone previously connected with recruiting and

approving personnel should be taken out of that line of authority.

3. Freeze hiring now, except as specifically approved by

a person of your selection. This can be done by pointing out that

you intend to reduce the size of the White House staff.

4. Put a man of stature in charge of personnel immediately,

as your personal representative, if only for a five-month period, to

(1) advise you, (2) recommend reorganization of the system,

(3) staff the office with new personnel and recruiting people,

(4) initiate top recruiting now and (5) serve as a lightening rod and
point of information about people who would like to come in as

well as people who are presently on board.

5. The new man in charge of personnel should be someone
of stature, such as you would name to your Cabinet, but who would
prefer to spend only five months on leave either from another
government post or from the private sector (Laird, Scranton, etc.).

6. Go after two or three top appointments from outside
the government by early September. It will send a signal to the
country and the Administration that you plan to upgrade. The

appointment of a David Rockefeller or a Walter Reston would
serve as an attraction to other outstanding people around the

country who would then be encouraged to come. The appointment

of individuals of less statue in this early period will be a signal
to the contrary.

7. It may or may not be desirable or possible to make
your Vice President also the head of a Cabinet Department. However,
it might be desirable to see that he has something substantive to
do. You, of course, are an expert on the Vice Presidency. However,

it is my view that depending on who is selected, he might serve as
your top man for either Domestic Policy, Economic Policy or
National Security Policy.

8. There is general agreement that the White House staff
Ks deteriorated in the last two years and that many are one or two

notches over their heads. You should announce a reduction in the

White House staff of 10-30% within two weeks. The White House

staff is bloated. It has probably trippled over the last six years.

The only time you will be able to reduce it is now. If it is not down

by a third by January 20, 1975, it will be even larger than today by

1976.
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9. We have not been asked, and thus, not made specific
recommendations as to personnel. However, we have received a lot
of unsolicited advice during our discussions. When a personnel man
is selected by you, our files will be turned over to him.

10. You need Blacks in your Administration, including
minorities in your personal office.

11. You should promptly, in consultation with the former
President, name a man to handle liaison with Mr. Nixon.

12. Look over retiring House and Senate members, Governors,
Republican and Democrats, Frelinghuysen, Edith Green, Chamberlain,
etc., and sprinkle the good ones throughout the government soon.

13. There is some uncertainty at the present time. That is
not all bad. However, I recommend a direct approach. As soon as
decisions can be made, people should be seen personally. If it is
best that they leave, they should be told. If they are to go but could
be useful elsewhere in the Administration, we should go to work and
find the place. If they are to be kept, they should be told and relied
on and given responsibility and good management direction.

14. As far as timing, you might think of the personnel aspects
of the movement toward the Ford Presidency in three segments:

a. Changes to be made prior to October 1, 1974 --
prior to the election;

b. Changes to be made between the election and
January 20, 1975. The men that are in place on January 20, will
be your team for the remainder of this term;

c. Filling vacancies as they arrive -- Post-
January 20, 1975.

15. Specific procedures should be arranged so that there is
careful, humane, decent treatment of those individuals who will be
leaving. It is not complicated, but it takes a little time and has to
be organized. This should be the case whether they are leaving
voluntarily or involuntarily. These are fine men who came to serve
their country. It has been tough. It is critical to recruiting that those
who are thinking about coming into this Administration, see clearly
that the people who are there or have been there, were well treated.
Further, it is the right thing to do.
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16. As important as recruiting and having good people, is
managing and leading them once hired. The individual who assumes
the responsibility for personnel for you, who must report directly
to you, should attend to these matters. He should see that people
are briefed on ethics, their responsibilities, and on the expected
behavior pattern.

If the success or failure of the Ford Presidency depends in
large part on people, the personnel function is critical. To be
successful you must have full confidence in the individual you assign
that responsibility and he must be properly organized to do it.



COUNSEL TO THE PRESIDENT

The Office of the Legal Counsel

In the early years of the Nixon Administration, the Attorney
General's Department did major legal work for the President,
and the Legal Office in the White House dealt primarily with
matters of propriety and other internal problems. Later, of
course, both the Legal Office and the Special Office became
almost totally concerned with the various aspects of the
Watergate affair. Accordingly, a big change is necessary.

In addition, because of Watergate, the Department of Justice
now is seen as having some "independence" of the Presidency.

Option 1: 

Continue a relatively lower key, internal operating Legal Office.

Option 2:

Upgrade the Legal Counsel, establish it as the President's legal
right arm. It would continue handling internal problems but in
addition energize the development of policy concerning conflict-of -
interest, ethics, etc., or, at the very least, have a major input on
same. The various functions outlined in the attached paper should be
considered for this office.

Comment: There is unanimity that this Office should not only be
upgraded but that the head of the Office should be a top-grade
personal appointee of the President, with regular entree to him.

Recommendation: Option 2

Reasons: Desirable because of the "independent" Department of

Justice and the essentiality of a strong legal right arm for any

Pre sident.

Rumsfeld strongly favors Option I. The Department of Justice

should not be "independent. "



THC WHITT:: HOUSE COUNSEL

UNDER PRESIDENT EISENHOWER

By: Edward A. McCabe

Legal job, calling for mature and experienced lawyer judgments.
Not a political type. Not a speech-writing function. Not in any
sense a P.R. job.

2. Function very different from the Department of Justice. Many

in--house lawyer functions in the White House itself. Department

of Justice is an advocate for Departmental positions within the

Executive Branch. Also, Department is legal adviser to all

Departments and Agencies -- as well as the Chief Law Enforce-

ment office.

3. Even so -- very important that there be good relations with the

Attorney General and his senior aides. There should be no

encroachment by either office on the prerogatives and function

of the other. No conflict should be tolerated — but key must

be which office handles which chore best. Once in a rare while,

the President himself might have to referee a dispute and

decide who does what. Unlikely.

4. Many lawyer things, by statute, come to the President. CAB

overseas air route matters. Some Maritime matters, and

others. Justice Department has no role in many such things --

and might even have art adversary role to defend. So, President's

White House Counsel handled.

5. White House Counsel's Office (under DDE) was focal point for

development of the President's legislative program.

a) Included the coordinating function on messages from

the President -- the coordinating of Departmental

views and advice on what these messages should say --

when a special message went to the Hill. with a part of

the President's legislative program.

6. Counsel also processed bills the Congress passed -- for

Presidential signature or veto.

a) Seeing to it a bill as passed was consistent with

the program of the President. This, of course,

involved contact with Budget and the concerned

Departments. (liere„Tustice on many bills

could yell have a conflict of into )
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b) Coordinate vie.' r; and advice on any signing
messat-40 or comment.

c) Coordinate veto messages, with Budget and the
concerned Departments.

7. Handle various Presidential Proclamations -- Captive
Nations' Week, etc. , etc.

S. Pass on questions that touch on any private (usually
commercial) use of insignia, labels, etc., that may imply
Presidential or White House endorsement of some product.

9. Review FBI investigative reports and authorize clearance of
all Presidential appointments.

10. Gather the necessary facts and assess them in those cases
where disciplinary action develops against, say, a Presidential
appointee on one of the regulatory boards or commissions, or
someone in an Executive Department or Agency. Several times
this function led to a resignation, or a dismissal.

Coordinate Executive Branch activity on Congressiona.1
investigations that overlapped 2 or 3 Departments and
Agencies.

1 2. Review, for the President, prior to his acting on them --
certain disciplinary matters in the Tnilitary. These include
discipline of general officers, and military, death sentences.
There were more than just a few of these in the Eisenhower
years, probably a Korean war aftermath. Pattern might
conceivably repeat itself in the next few years.

13. This office was manned by 3 people under President Eisenhower.
There seems to be a real advantage in holding the numbers
down (5 or 6 at the most) with at least half of these having
real experience.



II. Ford Presidency 

A. General 

The style and the institution of the Presidency have been
expanded greatly since 1960. The Ford Presidency should
become a part of the American scene rather than the focal
point for planning the country's future. To that end, we
suggest the following:

1. Cut the size of the White House staff and of OMB
substantially.

2. Cut the number of military personnel assigned to
White House duty and consider civilian attire except
for formal occasions.

3. Reduce the trappings of the Presidency. Staff not
of Cabinet rank should be given parking places instead
of routine portal-to-portal service. The black
limousines should be used only for distinguished guests.

4. Stop the practice of having the Chairman of the
Republican National Committee routinely attend
Cabinet meetings.

S. Consider a series of small informal dinners with
national leaders and top officials of your Administration.

6. Return to Grand Rapids, possibly on Veterans Day
or Thanksgiving. You have a hometown.

7. Have a few dinners with your children and their friends.

8. Take occasional walks in various D.C. neighborhoods
(not just the inner city problem areas) to meet your new
neighbors.

9. Play golf occasionally on the South Lawn, for relaxation
or while talking business.



II. Ford Presidency 

B. Specific Ideas

To help establish a Ford Presidency, there are several
specific actions you might take in approach and on issues over
the next few months.

1. Regional Visits 

There will be pressure on you to help Republicans
campaign this fall, conflicting with the need to avoid
partinsanship in pulling the country together. The
people need to get to know you, and you need to listen to
non-Washington voices.

Consider regional visits to several cities (not
necessarily the largest) representative of each region of
the country. In one or two days, you could schedule a
few speeches, meetings with elected officials, business,
community and labor leaders, give television interviews
for use on broadcast stations in the region, and take side
trips to suburbs and smaller towns.

2. Visit with top career Civil Servants.

The career Civil Service was consistently treated by
the former Administration with suspicion and hostility.
They are concerned about their role in government, about
the pay compression in the top grades, and about orderly
career development. Consider meeting soon with ten or
twenty top civil servants in the Cabinet Room for about
an hour. You also might consider calling for a modest
Congressional pay increase after the elections to
alleviate the pay compression problem.

3. Sharing your education.

The people need to remain confident of your grasp of
the country's problems. You might convey this effectively
and also raise public understanding on inflation, energy, and a
few other key problems by "a little straight talk among friends"
sharing your knowledge on these matters with the American
people.



4. Parks

America is recognized around the world as a leader
in preserving the beauty of its land through national parks
and wilderness areas. Moreover, the town park is a proniinent
feature in American life. You might consider making the
beauty of America and the expansion of parks for the people
one of the themes of your Administration.

5. Pension Reform

This bill could be signed on Labor Day, with a strong
statement about how sound pension rights are essential for
a mobile work force, as well as for the economic freedom
of the individual in our corporate economy. You could call
the Administration-supported bill a solid beginning for
truly comprehensive and far-reaching pension reform in
the future.

6. Automobile Safety Legislation 

This bill, cutting back on the over-zealous regulations
of the Department of Transportation, points up the hazards
of government's over-protecting the public from themselves.
You could use the signing of this bill as an occasion to
make a key point of the "new conservatism" — that excessive
government regulation of our lives and our commerce, even
in a good cause, can be carried too far.

7. Cuba

You might review the desirability of reopening relations
with Cuba.

8. Amnesty

You could consider developing a proposal.

9. Murphy Commission on Organization for Foreign Policy

You accepted Mike Mansfield's invitation to go to the Hill for
a lunch with this Commission hosted by Arend Lubbers. This
might be a good place to discuss organization for international
economic policy or to inform them of your thinking on that
subject.



LI. Ford Presidency

C:. Review of Policy Proposals in Process.

Suggestions on how you may wish to handle the following items
already in the pipeline" in a way different from the current
thinking of OMB and the Domestic Council staff:

1. Reassessment of Project Independence and ERDA. FEA is to
submit a blueprint for Project Independence by November 1. The
quality of planning, however, has been marred by inter-agency
squabbles. Likewise, the legislation establishing ERDA has
become a Christmas Tree bill. The ideas behind Project Independence
and ERDA are good, but you might wish to get a good person in charge
and have a careful reassessment of the proposals before you get
committed to either. You might also wish to let the ERDA bill die
in conference and start over next year.

2. Javits' Public Employment Proposal. The Javits public service
employment bill is opposed by Alan Greenspan and others as
unworkable. However, rather than veto the bill, it would be useful
to have Greenspan work with Javits to get a more practical plan to
achieve the shared objective.

3. Shift of 0E0 Community Action Programs to HEW. Rather than
continue the hard-line Administration opposition to retaining the
Community Action Programs in any form, you should consider
immediate support of a compromise to transfer Community Action
Programs to HEW and termination of 0E0. Once at HEW, the
appropriations for these programs can be decided as part of the
overall HEW appropriations.

4. FY 1976 Budget Projections. OIVIB has established a tentative
total of $330 billion for fiscal 1976 budget, and sent guidance letters
to the departments based on that figure. It is important that such
projections not become firm until after the Economic Summit
Conference.

5. Establishment of an Under Secretary of Defense. The Department
of Defense has requested authority to establish an Under Secretary of
Defense in lieu of a second Deputy Secretary of Defense, but State,
OMB, and NSC staffs are likely to oppose. The new age of
negotiations, combined with the need for maximum strength
without large defense budgets, require DOD to have top-quality
management. Treasury has a Deputy and two Under Secretaries
and the State Department has a Deputy and three Under Secretaries.

A-



IlL Meeting _ _with Key Individuals 

While carrying forward many of the policies of the past
AdmilthAration, you will want to end the accumulated
hostilities.

o The pattern of groups and individuals you meet with will
significantly influence the character of your Presidency.

We have given Al Haig a list of individuals and groups we
think you should consider meeting over the next few months.
This list includes many distingiiished leaders in their fields
and has been compiled for the above purposes rather than taken
only from While House files, also small businessmen, farmers,
and small town law enforcement officers not always foundon such lists.

The categories recommended include business, labor, arts,
religion, science, education, health care, youth., civil rights,
and agriculture. We recommend no meetings with minority
groups as such, but rather inclusion of Blacks, women,
and ethnics as part of one or several other categories.
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IMPLEMENTATION

This report completes the tasks you asked us to undertake. However,
it does not complete the transition to a Ford Presidency.

You must organize, on an iniative basis, those whom you have appointed
or reappointed and those you will bring in to assure that you continue to
move effectively towards a successful Presidency. This cannot he an
easy task, since the institution has built-in resistance to change.

Some illustrative steps that might be taken to this end are:

1. Until you have implemented a new organization, you should meet
each week with a small group of your new White House appointees --
Marsh, Hartmann, terHorst, Buchen, etc. The agenda for that meeting
should be to review where you were, where you are and where you are
going.

2. You should meet every few weeks, individually or in small groups,
with some of your close friends and outside advisers. These should be
people who know you well enough that they can speak their mind directly,
disagree with you if need be, and give you the perspective from outside
the White House.

3. As indicated in the personnel memo, you should personally designate
an individual to study, monitor, review, and establish a personnel and
recruiting function to serve you at least through December.

4. You should designate an individual, either permanent or parttime
to serve for a time as a "lightening rod" or "wild card" outside the
regular White House organization until your new organization and personnel
begin to take hold. This individual could undertake special projects,
watch the flow of policy development in the staffing process, and serve
to get views of your outside advisers in to you and, as appropriate, into
the staffing system before things get too far committed.
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COMMEN7I'S ON AUGUST 20 DRAFT OF TRANSITION TEAM REPORT BY TAB 

TAB I - C: Domestic Policy Organization 

Second paragraph: Add . . in some cases they interject between 4

the agency head and the bureaus

TAB I - C: OPTIONS 

I do not agree that the best way to go is Option #1. The Director of
the Domestic Council must have creative and political responsibility
which are not necessarily part of the profile of the Director of OMB.
If they are one in the same, the President and/or agency heads will
not have the input necessary to make the "trade off" decisions which
will identify the policy of the Ford Administration. Constructive debate
must take place at the highest level of government before options go
to the President. 11.1........cailiad_and Agencies must _ave an agent in
the White House. viz. the Director of the Domestic Council. I don't
believe the Director of OMB who must retain budget control and
whose bureaucracy is career and anti-program in nature can fill
both roles without frustration for the President and the Cabinet.
(And the GOP members of Congress. )

Suggest the Vice President be considered for Director of Domestic
Council.

Comment and Reason:

1. The qualifier "if you get a politically attuned director" is too
big an "if. " It must be remembered that OMB is basically a career
non-schedule C organization with many bridges into the bureau
structure of the departments.

2. The reasons are not valid.

True -- the President cannot continually mediate between policy
and budget, but without a strong policy advocate the mediation
will then be required between OMB and the Cabinet and Agencies.
This will take more time and will be more disorderly.

The answer is of course in the quality and nature of the two
principle persons involved. It will be easier in judgment to
fill both slots than to combine them into one personality. Also
on major options the President can be sure they have been
challenged.

f



TAB II A:

1. Agree strongly

2. Agree

3. Would seek middle ground (present policy vs. suggestion)

4. Agree
5. Agree strongly

6. Agree

7. Agree

8. Agree
9. Agree

Add: Have White House staff people eat in cafeterias in nearby

Interior, GSA, Civil Service Commission, etc., to rub elbows

with career government people.

TAB II - C:

1. Project Independence and ERDA 

The FEA and ERDA concepts are a real step in the wrong direction.

The goals to make energy more visible in the scheme of things are

obvious but fragment and eroding the major resource department,

DOI, as a means of achieving a strong management system of natural

resources is going in the wrong direction. We should go for a DENR

and the intermediate steps should be:

a. Hold up ERDA bill

b. Put FEA into Interior

c. Add NOAH — then later add non-regulatory functions of

AEC and others

DENR cannot be put together any quicker than the jurisdictional

problems in the Congress can be resolved. This will require step by

step working with the Congress. With the long-term energy problems

ahead of us and a short term crisis behind us the time is now ripe to

move on a DENR.

2. Agree

3. Agree

4. Agree

5. Some older departments are at a grade level disadvantage vs. the

new departments and agencies. Would advise no unilateral action with

Defense unless other department needs were fully assessed.
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TAB I - D:

Don't like the idea of recommending an option variation.

Clarify the option so that the variation does not have to become a
mental exercise.

This area (economic) must be the number 1 focus for the President
during the next 6-10 months. Timing and tempo of statements and
actions become very critical. The options are too loose.

•

Confidence in the CEA is based on its complete objectivity and absence
of political response. International input should be equally analytical
and cold hearted. The President must establish an accountability for
economic policy utterances and it should be vested in the Secretary of
Treasury except when he chooses to speak himself. If this accountability
is established and clear cut, big name advisers can advise and not become
czars. The Treasury with its Deputy Secretary is organized so that
the Secretary of the Treasury can chair the Quadriad without limiting
the operations of the Department.

TAB I E: Personnel 

Additional Comment:

Establish a speeded up system of hiring once the clearances have
been completed. It now takes about 6-8 weeks for the sign-off system
to run its course This means that from time of contact and preliminary
job offer about 2-1- months are eaten up. We cannot afford this if Ford
men are going to have an impact on the Administration.

TAB I - F: Agree
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I. A. White House and Executive Office Organization

Following are the organizational arrangements we have identifiedfor your consideration to help in administering your activities andthrough which you plan and coordinate the programs of the ExecutikreBranch. The most significant principles to be taken into accountare:

• For effective control, you should not have so many people
reporting regularly to you that your span of control
exceeded. Nor should there be so few that power is.a7n--

Acentrated in a few White House Staff members.

• The organization must conform to your personal working
methods.

tedb•••*+./.1
• There must be some e in charge of administration, but

there need not be a information,advice, access, or policy6

•ovAi—• 
decentralizt pSome White HouseStaff functions might be moved to Executive Office agencies,and some Executive Office functions might be moved backto the departments and agencies.

• White House Staff traditionally do not testify before
Congressional committees; E-kecutive Office officials must
be confirmed by the Senate and do testify regularly. ..Tmlaier.•

-
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Your Counsellors should have specific operational overview
00responsibilitie)s. "

4A+4.115.044a4 speeches and major messages have logically
become the functional area of one Counsellor.

C-77; Congressional liaison and public liaison
the functional responsibility of one Counsellor.

LePerta_srinel s lection and re ruiting could well be the responsibi1i,4
eri-an additi J__Counsellor e of the " ting- Ccagialars. -

Dicita.44re-frerbiie-liaison imaiwalioaa.....filaialidag with nongovernmental
organizations eirr-iirtfirstreettittmeettreitt-treerks in a systematic way
flitiore-errrirairerrerel9re"ivritiv40 fits your open-door policy.



•j.
B. General Organization

• White House Staff: There is considerable agreement that
in the White House you should have at least the following six
separate and distinct people, each having direct access to
you:

1. White House administration paper flow, offices,

cars, correspondence, etc.)
2. Press and public information

3. Speeches and major messages

4. Congressional liaison soweilosiiiiiiiespiparamipsom•a

5. Legal
6. Personnel CO•4"*P44

• The Executive Office of the Presi' -nt: These agencies should

be used, in conjunction with th

141.g.fiiimei•ev.be develop policy options for your consideration and
to monitor the progress and effectiveness of governmental

programs. The major components of the Executive Office for

this purpose are:

1. Economic Policy

2. Domestic Policy

3. National Security Policy

4. Budget
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I. Co Domestic Policy Organization 

0•14-
114.6.-acia.14Qr problem is overlap and competition between

OMB and the Domestic Council staff. •

(i• A sed problem is that both OMB and the Domestic Council

staff ave become involved in too much detail on departmental

programs and have between the

dev.rtment heads and the Pres.4nt olicy formAtiL2n. .

• 7-00/40441•AwropoZ.4.04 44.4.6.0h.fte
 $e hiel dit".40'whiveve

• Option 1 (simplification of current arrangements):

- Change the membership of the Domestic Council to

include the heads of all departments and agencies not

principally international.

Name the Director of 0110U.s Executive Director of the

Domestic Council, with ..-ire--Associate Director of

OMB to work with department heads to provide impiirooperie,_.

options and recommendations for your domestic policy

and budget decisions.

- The Associate Director of OMB for Management would

continue to coordinate the execution and evaluation of

departmental programs.

• Option 2: 

-- Change the Domestic Council as in Option 1.

Name a who would serve as

Cabinet Secretary and Executive ieto 10 
o t eD mestic

44.0.....Council. He would work with the heads 41‘

-u r1--v4 to provide the program ideas,

policy options, and recommendations you need for decisions

on major domestic policy issues.

- The OMB would be reduced in size and scope to provide

budgetary control, routine clearance of testimony

legislation, and after-the-fact evaluation of the effective-

ness of departmental operations, much like the office of

comptroller in a department or corporation.
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__ Domestic policy issues for your decision would be

discussed by the Cabinet Secretary (who is also 
Executive

Director of the Domestic Council), the Director of OMB,

and the concerned agency heads before going to you 
for

decisions. 4.

- The Cabinet and other agency heads would be the
principal spokesmen of the Administration on policy
issues, rather than OMB or White House Staff.

• Comment: Almost everyone we have talked to agrees that
you need to eliminate the overlap of functions between OMB
and the Domestic Council staff. The natural separation is
between (1) budgetary control and program evaluation and
(2) development of policy options and staffing of recommenda-
tions for your decision. There is considerable feeling that
the President and the appropriate department heads should
be the spokesmen for Administration policy and that each
department head should be allowed more flexibility than at
present in implementing your policy decisions. There is
considerable feeling in the departments and on the Hill that
OMB has become too powerful on policy matters and that the
Domestic Council staff is not of sufficiently high quality.

• Recommendation: Option 2.

Reasons: Option 1 reduces the confusion about the roles of
OMB and the Domestic Council, but at the expense of con-
centrating too much power in OMB. Option 2 requires you to
make some hard decisions where the Cabinet Secretary, ,
Director of OMB, and the Cabinet officers disagree, but It
assures that you have all the information &mei options The
Cabinet Secretary would not tes i , eaving the Directcjr
of OMB to speak on budget ands, agency headtas sp cesmIn
for Administration positions. This arrangement also 4revents
either OMB or Domestic Council staff from interjec g them-
selves between you and the Cabineitt7744.04

Dielr°4

44/et4,
ottulioe
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I. D. Economic Policy Organization

• The major problem here is the competing and overlapping
organizations created during the last few years.

•

• Option I

.Y.1 i.a4m office of Counsellor for Economic Affairs

Council on Economic Policy (CEP) would focus on

domestic economic issues, chl7.7.7ed by the Secretary
of the Treaasury.

- Council on International Economic Policy (..1.,F) would

focus on international economic issues regularly chaired
by the Secretary of State on behalf of the President.

The Chairman of the Council of Economic Advisers

would monitor the overall economic situation and act as
your "consultant" to make sure you have all the informa-

tion and recommendations you need for overall economic
policy decisions.

The Tro(Secretary of the Treasury, Director of

OMB, and Chairman of CEA) and the Quadriad
(Troika plus Chairman of the Federal Reserve) would
continue to meet,as in the past, with the Cabinet
Secretary and an NSC representative as observers.

You, the Secretary of the Treasury, and the Secretary
of State would be the Administration's principal

spokesmen on economic policy.

Major decisions on economic policy would be discussed
and reviewed by the Quadriad, the Cabinet Secretary,
and the NSC representative before going to you for

decision.
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Option 2: 

-- Same as Option 1, with the following exception:

The Secretary of the Treasury would sibitariewiogai6 CEP
and CIEP and would be the principal spokesman on
economic policy except for those major issues you
dress.

t• Comm.en Almost eve one we have talked to agrees that
the Office of Counsello for Economic Affairs in the
White Hou -e should be '

There is broad agreement that domestic
and internat onal economic problems have become highly
interconnect d.

Recomrn.enda ion: Option 2.

Reasons: Yoi can decide overall policy direction with the
staff as sistan e of the Chairman of the CEA and the views
of the other agency heads involved and mediate Cabinet

decisions
may efer Op

olved.

r(r

•

Depending on your

of

met and oth-er erso c ges ou—. y-
more suita e to the personalities

.f. i • —Zziatly

&-4*i-d:::ati
tialp4 -a-vLs- 0.•-. 
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I. E. Personnel

• The major concern here, at least for the first five monthsof your Administration, is to have personnel problemshandled on the highest-caliber level possible and to providefor your direct review and decision on the most important
appointments, especially in the White House and the Cabinet.

• Option I:

At the present time the Personnel Office in the White Househandles pe,liair...a.1...4ea.tai&ara#04.0" recruiting t White House
approvalS(
But it does not participate except mechanically in the selectionof top personnel.

Option 1, therefore, is to continue the present operation.

• Option 2: 

Put a man of national stature in charge of Personnel
immediately as your personal representative, if only for
a five-month period, to (I) initiate top recruiting and
(2) to organize the office and its personnel in your image.

ahIes-44.4i+mite-ve-e+rrst-ti

• Recommendation: Option 2.

• Reason: In our opinion, it is of paramount importance forthe Ford Presidency that your personal representative, a
man of high caliber, be placed in this position immediatelyand that he have direct access to you as needed.



I. F. Legal Organization 

/614"fl7
• • The major problem here is that, in the wake of Waterga e,

•
the White House Counsel's office iiremw becpme very large

• . . .
adnalmitiga.41.94iiips.40ereertTrreirrt.inerigemitomihemaegovriviesmOi,

,..iafilefferifetertit+Fe-4arertriertr'

•

•

• Option 1:

- Accept the temporary "independence" of the Justice
Department.

Establish the Office of Counsel to the President as the

President's principal legal adviser, including advice on
legislation, suits against the government, and authorities
of the executive branch.

• Option 2:

-- Resist the concept of a Justice Department independent
of the President (but not too provacatively).

- Special , o ecutor in - s-nt of the Pr-eiertreht

nd the ney Gene

- Keep the Office of Counsel to the President relatively

small, but upgrade it sig -ficantly in the White House

dio•014014A.4 4 4114)4.144"81•
structure. 

3-

-- The Co !o the President would focus primarily on

matters

imosipen-ffiterrirte

• Comment: It would be basically wrong to lend support to the

notion of a Justice Department independent of the Presidential
authority over the Executive Branch. However, there is
considerable sensitivity on this subject and overt action to

re-establish old arrangements may be counterproductive.
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• Recommendation: Option

• Reasons: This will give you a strong personal legal arm and

allow upgrading of White House and Executive Office legal 4

talent to serve while Justice is slowly brought back into the

fold. The Special Prosecutor arrangements should be left

undisturbed until the need for the office wanes, or the

Congress might move to establish a more permanent

institution.

•





S I. G. Press and Public Information 

We agree with the organizational changes you have
worked out for the Press Office and with the
elimination of the old Office of Communications as
a separate entity.

•

•
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Ford Preddency

The style, power,p..nd the institution of the Presidency have
been inflated greatly since 1960. It should be put back into
perspa.c,4-V; E. The Ford Presidency should become a part of 4
theoirmerican scene, as well as the focal point for planning
the country's futurve,.., o that end, we sua s..t the following:/#4.04.6

••.#Apecific Idea silirt 001 rt g9

e4.4**44-
yai+eri the size of the White aous taff

Zr4
e n _12,. -r of military • to • and

•••"'"fr %
•A

70. the trappings of the Presidency. All staff not of Cabinet
rank should be given parking places instead of routine portal-to-
portal service. The black limousines should be used only for
distinguished guests, White House Mess privileges should be
reassigned to include only top White House Staff, Cabinet, and
top agency heads.

. Y.440—ithrm121 consider stopping the practice of having theJrhairman of the Republican National Committee's routinely
attending Cabinet meetings.

irRegional visits. There will be pressure on you to help
Republicans cl.mrlipaign this fall, conflicting with the need
to avoid partiiKanship in pulling the country together. The
people need to get to know you, and you need to listen to
non-Washington voices.

1)::"jj Pill4. Visit with to  career Civil Servants.--\t1

Consider regional visits to several cities (not necessarily
the largest) representative of each region of the country.
In one or two days, you could schedule a few speeches,
meetings with elected officials, business, community and
labor leaders, give telephone interviews for use on broad-
cast stations in the region, and take side trips to suburbs
and smaller towns.

The career Civil Service

suspicion and hostility. They are concerned about their role in
government, about the pay compression in the top grades, and
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about orderly career development. Consider meeting soon
with 15 or 20 top civil service servants in the Cabinet Room
for about an hour. You also might consider calling for a
modest Congressional pay increase after the elections to
alleviate the pa.y ompression problem.

•

/. The people need to remain
confident of your grasp of the country's problems. You might
convey this effectively and also raise public understanding on
inflation, energy, and a few other key problems by " a little
straight talk among friends" sharing your knowledge on these
matters with the American people. 

461

II. Parks and Historical Preservation. America is cognized
around the world as a leader in preserving the beaut of its land
through national parks and wilderness areas, and th town
park is a prominent feature in American Life. We ave not
done so well in historical preservation. You might consider
making the beauty of America, expansion of parks or the
people, and historical preservation one of the themes of your
Administration, in part to counterbalance the themes of energy
and economic development which are viewed by many as
destructi4leof our environment and our heritage.

dr Pension Reform. This but could be signed on Labor Day,
with a strong statement about how sound pension rights are
essential for a mobile work force, as well as for the economic
freedom of the individual in our corporate economy. You could
call this Act a solid beginning for the truly comprehensive and
far-reaching pension reform that must be our goal for the future.

10. Automobile Safety Legislation. This bill, cutting back on
the over-zealous regulations of the Department of Transportation,
points up the hazards of government over-protecting the public
from themselves. You could use the signing of this bill as an
occasion to make a key point of the "new conservatism" --
that excessive government regulation of our lives and our
commerce, even in a good cause, can be carried too far and
threaten the individual freedom that is essential to the concept
of "We the people. . ."

• Cuba. You might review the desirability of reopening
rela ns wi a.
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JirReview of Policy Proposals in Process.

You may wish to handle the following items already "in the

pipeline" in a way different from the current thinking of OMB

and the Domestic Council staff:

1. Reassessment of Project Independence and ERDA. FEA is to

submit a blueprint for Project Independence by November 1. The

quality of planning, however, has been marred by inter-agency

squabbles. Likewise, the legislation establishing ERDA has

become a Christmas Tree bill. The ideas ehnd Project Independence

and ERDA are good, but you might wish t a good person in charge

empreimkterpo a careful reassessment of the proposals before you get

committed to either. You might also wish to let the ERDA bill die

in conference and start over next year.

2. Javitst Public Employment Proposal. The Javits public service

employment bill is opposed by Alan Greenspan and others as

unworkable. However, rather than veto the bill, it would be useful

to have Greenspan work with Ja.vits to get a more practical plan to

achieve the shared obj ctive.

3. Shift o 0 Comrrrunity Action Programs to HEW. Rather thanlidit

hard-line Amitutiviirviembiliklia opposition to retaining the

Community ction Programs in any form, you should consider

immediate support of a compromise to transfer Community Action

Programs to HEW and termination of 0E0. Once at HEW, the

appropriations for these programs can be decided as part of the

overall HEW appropriations.

4. FY 1976 Budget Projections. OMB has established a tentative

total of $330 billion for fiscal 1976 budget, and sent guidance letters

to the departments based on that figure. It is important that such

projections not become firm until after the Economic Summit

Conference.

5. Establishment an Under Secretor of Defense. The Department

of Defense has reque ted authority to establish an Under Secretary of

Defense in lieu of a se nd Deputy Secretary of Defense, but State,

OMB, and NSC staffs ar likely to oppose. The new "age of

negotiations" and the need •r maximum military strength without

large defense budgets requir DOD to h ve top-quality leadership.

Treasury has a Deputy and two nder S reta.ries and the State

Department has a Deputy and thr Una - Secretaries.
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ojef. Meetin with Key Individuals 

• While tarrying forward many of the policies of the past
Adminio -ration, you will want to end the accumulated
hostilitie

'a The pattern of groups and individuals you meet with will
influence the character of your Presidency.

We have given,A1 Haig a list of individuals and groups we

think you should consider meeting over the next few months.

This list includes many distingdished leaders in their fields

and has been compiled for the above purposes rather than taken

only from White House files, also small businessmen, farmers,'

and small town law enforcement officers not normally found

on such lists.

The categories recommeoded include business, labor, arts,
religion, science, education, health care, youth., civil rights,
and agriculture. We recommend no meetings with minority
groups as such, but rather careful inclusion of blacks, women,
and ethnics as part of one or several other categories.
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Interim Measures

This report completes the effort you asked us to undertake. •

However, it does not complete the transition to a Ford Presidency.

r interim measures to help you move steadily
toward those organizational and personnel changes that will enable
you to fulfill your objectives for your Presidency. The following

suggestions may be of some help in deciding on those measures:

1. Y.att--ffireretiel bring in iitie person of stature for recruiting______

high-level personnel a.e.e.6•01..i.i.p.ccibl(..44,444 / 40,0514

Z. limatt—epirereitrt discuss organizational matters with your

closest advisers both in and out of government and reach some
de • si ns o White-Ho .e an. Execu e Office organization soon.

swim*. A. • —
Mk IP

of all or part of the reorganization.

oversee the implementation

3. "cf-ererrirrime14,1iink backwards from where you want to be
next February, afterlhe State of the Union, Economic, and Budget
messages to identif orderly sequence of events between now
and then. This include economic and domestic poi y,

budget, and international affairs. IiiiiraJadiiiiiwesthisii s major
policy decisions by you in early November; development of options
in October; and review and analysis in September. This also
suggests that you should consider the most key personnel decisions
(OMB, Domestic Council/Cabinet Secretary, and Treasury) as
soon as possible.

4. announcing some new personnel in
conjunction with or shortly after you announce any organizational
changes.

5. aii-eve.44pervitly.1 review policy areas to identify what messages
to Congress will be n—e-eded or desired before next year, and take
care that the Administration is not preempted by the Congressional
committees on legislative programs.

6. cons.der weekly meetings/iwith a small group
of White House Staff

to review general progress d strategy until your permanent
organizational and personnel isions are implemented.S.
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V4i7. Yo should meet every 4imho weeks

small group, of your close friends and outside advisers.

These should be people who know you well enough that they can speak

their mind directly, disagree with you if need be, and give you the

perspective from outside the White House.
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A

Specific Opportunities for the Ford Imprint over the next

few months 

A. Specific new ideas

There are a number of specific actions you might take, either-

substantive areas over the next two
or three months while you are
to establish 1-1establis a Ford by actions as well as -laff---words.• "
We axpeet-44' have a number of such items for your consideration

early next week, but Ilere are some examples:

1. There has been much positive comment about your

commuting from your/ Alexania home. Although this cannot

continue, E 111 C e (.L. X -S L13, a -t your-r-eception-oTICIEW-Hussein
-

would-Ere-to- extencra personal invitation to Irim for cocktails at

your home Friday evening and then drive with him to the State

Dinner at the White House.

2. There is coed-erable feeling that you could unite most
of the country around an appropriate proposal of earned immunity
(as opposed to amnesty) for the Vietnam war, draft evaders, and

desserters. This would have to be checked carefully on the Hill

(which we---have done--to--a limited- extent with Senator Griffin,
Senator Taft, and Congressman Howard Robison) -Lave

to-luo-Ga,refull rawn. But your addr es to the V in Clicago
on Mond- could be the ideal t• since you will have to nova- —
soo at all.

13. -T-ite President;overcr 14'plicy ALfnrcing the
Hill to come to You should consider going through with the

invitation you accepted earlier for luncheon with Mike Mansfield
and the Murphy Commission on Organization of Foreign Policy,

hosted by your friend Arend Lubbers.

We, •IJA

sidel!ati4'

se 4 are developing a number f-s-a-dc-ildeas for your

n, an. will present em to you with 641m-frinaT-rePort.



B. Review of Nixon Administration's policy proposals

in process

The OMB and Domestic Council staffing system is preparing a

.2161..Pg-e" number of action and information memoranda for your review

on the whole range of policy proposals and pending legislation

"in the pipeline", of the Nixon—Miministration. We expect that

most of these will present no unique problems, and that the existing

staffing system will provide you with adequate information and

recommendations. We are reviewing these items, however, and

may call some of them to your attention before we disband with

suggestions on how you might wish to handle some of these matters

in a way significantly different from the current thinking of the

OMB and Domestic Council staffs.
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items for you to make the needed decisions. We are reviewing

these items and may call some of them to your attention before

we disband with suggestions on how you might wish to handle

them in a way significantly different from the current thinking

of the OMB and Domestic Council.

IV. Meeting with Key Individuals 

One legacy you face is the accumulated hostilities with a number

of segments of our society. While it is assumed that your

Administration will carry over many of the same policies as

the Nixon Administration, it is important to avoid carrying over

the hostilities. We are preparing a list of individuals from

business, the arts, religious, academic, and other interest

groups to meet with you. This group will contain a number of

distinguished leaders in their fields, and also some small

businessmen, small town law enforcement officials, etc., who

are not normally found on such a list.

When these lists are completed, we will pass them on to

Al Haig for the normal scheduling process, except perhaps

for one or two key groups that we thin.k you should meet with

in the next few weeks.

V. Implementation 

Some of the items we will recommend in our final report can

be carried out through the present White House Staff structure.

Other items, such as organization and key personnel changes,

may best be handled through some special procedures to assure

that you have adequate flexibility and advice you need to make

your own decisions. We will make a few general recommendations

about how you might wish to proceed after we have submitted our

report.



Talking Paper for Transition Team Discussion
with the President

Oval Office
5:00 p.m.

August 15, 1974

The Team is working on five principal areas which we plan to
present to you early next week in our final report. The purpose
of this meeting is to review the approach we are taking and to
make sure it is what will be most useful to you.

I. White House and Executive Office Organization

A. Principles

In organizing and structuring the White House and Executive
Office of the President, there are at least three specific
objectives involved.

.1

First:, the needs of the President must be met. The White
House staff must provide assistance on legal matters,
personnel, press and public relations, Congressional
relations, schedule and services. The Executive Office of
the President should provide coordination for foreign policy,
economic policy, domestic policy, and budget. The
President himself must have direct control of all these entities.
There should be separate and distinct people for each function,
each with regular personal access to the President.

Second, the number of people on the White House Staff and 
in the Executive Office agencies is too large for a Ford 
presidency. It should be cut appreciably. This is possible
in several areas, notably OMB, the Rush office, and the
Communications office. Further cuts may be possible by
turning over some of the work from the White House Staff
to the Executive Office of the President to the Departments.
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With the Departments' taking more of the work from the

Executive Office of the President, the members of the

Cabinet (Department heads) should have access to the

President when they need it.

Third, the organization of the White House and Executive

Office of the President should be suitable to President Ford's

style. This is an open President, a non-isolated one.
Over the past two years, the White House and Executive

Office of the President acted more as a beseiged bastion

or prison compound than as the residence and offices of

the people's president in a republic. A smaller staff with

fewer trappings of power, greater entree to the President,

and more emphasis on the Cabinet and the relationships with

the Congress will help greatly in this regard.

I. B. Example: Economic Policy Organization

You gave us five areas of organization to consider: economic,
press and public affairs, domestic policy and administration,
personnel, and legal. As an example of the kind of recommendation
we expect to give you, here's a preliminary and summary report
on economic structure:

Nixon Structure:

A complicated and top-heavy hodgepodge organization. The Rush
Office obviously was established to ameliorate 'a Simon-Ash conflict.
The Council on International Economic Policy was established to
reduce conflicts among State, Treasury and the Special Trade
Representative. And the CEP was designed for George Shultz'
special role as Assistant to the President for Economic Policy.

Most everyone we have talked to
favor elimination of the Rush Office. Greenspan believes the Council
of Economic Advisers should be "a consulting operation for one
client, not 'the' spokesman for economic policy." There is considerable
feeling that the President personally deal with economic policy,
hut to do so, he will need strong and not fragmented staff support.
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Ac;:ordingly, we are likely to recommend: Elimination of the Rush

Office; A shift in focus of the Council on Economic Policy towards

domestic economic policy issues, perhaps chaired by the Secretary

of the Treasury; Rearrangement of the Council on International

Economic Policy, probably chaired by the Secretary of State; both

CEP and CIEP report to you with your staff assistance provided by

the Chairman of the CEA. You, the Secretary of Treasury, and

the Secretary of State would be the Administration spokesmen on

economic matters.

Other options would include status quo, or merging international

and domestic economic policy under one "czar" such as the

Secretary of the Treasury or the Council of Economic Advisers.



III. Specific Opportunities for the Ford Imprint over the next
few months

A. Specific new ideas

To start establishing a Ford presidency by actions as well as
by words, there are a number of specific actions you might
take, both in approach and in substantive areas, over the next
two or three months. We expect to have a number of such
items for your consideration early next week, but here are
some examples:

1. There has been much positive comment about your
commuting from your Alexandria home. Although this
cannot continue, you might consider extending a personal
invitation to King Hussein for cocktails at your home
Friday evening, and then drive with him to the State Dinner
at the White House.

2. There is some feeling that you could unite most of
the country around an appropriate proposal of earned immunity
(as opposed to amnesty) for the Vietnam war draft evaders and
desserters„ This would have to he checked carefully on the
Hill beforehand, and must be done soon if you are interested.

3. Former presidents have established the pattern of
having the Hill come to them. You should consider going
through with the invitation you accepted earlier for luncheon
with Mike Mansfield and the Murphy Commission on
Organization of Foreign Policy, hosted by your friend Arend
Lubbers.

B. Review of Nixon Administration's policy proposals in
process

The OMB and Domestic Council staffing system is preparing a
number of memoranda for your review on the policy proposals
and pending legislation "in the pipeline." We expect that you
will receive adequate information and options on most of these



items for you to make the needed decisions. We are reviewing

these items and may call some of them to your attention before

we disband with suggestions on how you might wish to handle t

them in a way significantly different from the current thinking

of the OMB and Domestic Council.

IV. Meeting with Key Individuals 

One legacy you face is the accumulated hostilities with a number

of segments of our society. While it is assumed that your

Administration will carry over many of the same policies as

the Nixon Administration, it is important to avoid carrying over

the hostilities. We are preparing a list of individuals from

business, the arts, religious, academic, and other interest

groups to meet with you. This group will contain a number of

distinguished leaders in their fields, and also some small

businessmen, small town law enforcement officials, etc., who

are not normally found on such a list.

When these lists are completed, we will pass them on to

Al Haig for the normal scheduling process, except perhaps

for one or two key groups that we think you should meet with

in the next few weeks.
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the next few weeks which we will tell you about at the time that

we pass the list on to Al Haig.
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THE WHITE HOUSE

WAS

August 15, 1974

MEMO1ANDU4 FOR: THE PRESIDENT

FROM: ANNE ARMSTRONG

SUBJECT: Funding of Federal Property Council

Executive Order 11724 of June 25, 1973 (attached) established the
Federal Property Council in the Executive Office of the President,
replacing the old Property Review Board. The FPC, of which I am
Chairman, was established to develop and review Federal real prop-
erty policies to ensure their consistency with the overall objec-
tives of the Government. It also administers the Legacy of Parks
program, which makes surplus Federal properties available for park
and recreational use.

Legacy of Parks has been a tremendously successful program and has
reflected great credit upon the President and the Administration.
Many Senators, Congressmen and State officials have commented favor-
ably on the Legacy of Parks program and have participated in convey-
ance ceremonies. Since its beginning in 1971, nearly 500 parcels of
surplus land have been made available to state and local governments
at no cost. Of these properties, 70 percent are in or near metropol-
itan areas. Current annual visits approximate 9 million and are ex-
pectea eventually to reach 58 million.

The FPC has always had difficulty obtaining the necessary funding.
During FY 73, its operations were funded by the Cost of Living Coun-
cil. In FY 74, funding of $65,000 came from the President's Emergen-
cy Fund, with staff personnel detailed from other Departments and
Agencies.

Earlier this year, General Haig determined that FPC funds for FY 75
should come from the Domestic Council budget. The funding level was
set at approximately $85,000 (budget attached), including a $20,000
item for rent. Me current expense for rent in the Winder Building
is only $6,000, although restoration of the building may force the
staff into other offices, which would undoubtedly be more expensive.)
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It now appears that the Domestic Council's appropriation will be cut
by approximately $80,000, and I am advised by Ken Cole that the cut
precludes Domestic Council's funding of FPC.

Our problem is complicated by the likelihood of Congressional action
requiring the White House to reimburse all agencies for the cost of
detailing employees. OMB advises that this provision will be written
into the White House authorization for FY 75, and that we must figure
personnel costs in our budget. The FPC currently operates with a ten-
person staff. While we are authorized a total of twelve, we can o.per-
ate with less personnel. However, personnel costs will approximate
$200,000 during the fiscal year, bringing the total budget require-
ment to approximately $270,000.

We cannot fund this program from a line agency. Our only option at
this point is to obtain necessary funds from the White House appro-
priation.

I realize that this is an extraordinary request at this late date.
However, if we cannot obtain the necessary funding from the White
House, our only other options are to close FPC entirely or merge it
into a line agency. In view of the tremendous success of the Legacy
of Parks program as part of the Executive Office of the President, I
believe it is well worth maintaining.

cc: General Alexander M. Haig, Jr.
Honorable Donald Pumsfeld



FOR IMMEDIATE RELEASE JUNE 25, 1 q72

Office of the White House Press Secretary

THE WHITE HOUSE

EXECUTIVE ORDER .

11724

FEDERAL PROPERTY COUNCIL

By virtue of the authority vested in me by section 205(a) of theFederal Property and Administrative Services Act of 1949 (40 U.S.C.486(a)), and as President of the United States of America, it is herebyordered as follows:

Section 1. There is hereby established in the Executive Office ofthe President a Federal Property Council (hereinafter referred to as theCouncil). The Council shall be composed of the Director of the Officeof Management and Budget, the Chairman of the Council of EconomicAdvisers, the Chairman of the Council on Environmental Ouality, and suchother members from the Executive Office of the President as the Presidentmay, from time to time, specify. The President shall designate one ofthe members to be Chairman of the Council, and shall designate itsExecutive Secretary.

Sec. 2. The Council shall:

(1) develop and review Federal real property policies with respectto their relationship to other policies and to the objectives of
the executiye branch of the Government and recommend to the
President such Federal real property policies or reforms of policiesas it deems necessary; and

(2) receive the reports made by the Administrator of General Ser-
vices pursuant to section 3 of this order, as well as other reportsrelating to Federal real property requested by the Chairman, with
particular attention to resolving conflicting claims on, and alter-
nate uses for, any property described in those reports, and it shall
make such reports and submit such recommendations to the President
as may be appropriate.

Sec. 3(a) The Administrator of General Services shall:

(1) conduct surveys of real property holdings of executive agencies
on a continuing basis and in a manner consistent with the needs of
the Council, to identify properties which are not utilized, are
underutilized, or are not being put to their optimum use, and

(2) make reports to the President, through the Council, describing
any Property or portion thereof which has not been reported excess
to the requirements of the holding agency and which, in the judgment
of the Administrator is either not utilized, is underutilized, or is



not being put to the optimum use, and which he recommends should be
reported as excess property.

(b) The Administrator of General Services shall participate in the
deliberations of the Council, where appropriate.

Sec. 4. As used in this order:

(1) the term "executive agency" means "executive agency" as defined
in section 3(d) of the Federal Property and Administrative Services
Act of 1949 (40 U.S.C. 472(a));

(2) the term "property", however modified, means real property or
an interest therein, which is covered by the definition of "property"
set forth in section 3(d) of the act (40 U.S.C. 472(d)), and also
lands withdrawn or reserved from the public domain which are utilized
by executive agencies for purposes other than national forests, '
national parks, or wildlife reserves; and

(3) the term "excess property" means "excess property" as defined
in section 3(e) of the act (40 U.S.C. 472(e)).

Sec. 5. Executive agencies shall cooperate with the Council in
the performance of its functions, and shall, to the extent permitted by
law, provide it with such information, assistance, and staff support as
may be needed to carry out those functions.

Sec. 6. Executive Order No. 11508 of February 10, 1970, and
Executive Order No. 11560 of September 23, 1970, are hereby superseded,
and the Property Review Board is hereby abolished.

Sec. 7. This order shall be effective as of July 1, 1973.

THF UNITE HOUSE,

June 25, 1973

RICHARD NIXON



FEDERAL PROPERTY COUNCIL

PROPOSED FY-75 BUDGET

I. FIXED COSTS

A. Telephone Service 
$ 4,900

B. Equipment Rental 
11,300

C. Printing and Stationery 
2,200

D. Postage 
5,000

E. Office Supplies 
3,600

F. Subscriptions, News Clippings 700
G. Special Mailing Services, etc. 900

II. VARIABLE COSTS 

A. Travel

B. Graphics

C. Consultants

Sub-Total: $ 28,600

Sub-Total:

$ 16,200

11,500

3,600

$ 31,300

III. CONTINGENCIES 

A. Office Rental 
$ 20,00'0

B. Final Report of Federal PropertyCouncil 
4,100

Sub-Total: $ 24,100

GRAND TOTAL: $ 84,000

DeceDber 3, 1973 
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MEMORANDUM

THE WHITE HOUSE

WASHINGTON

August 13, 1974

MEMORANDUM TO: Clay Whitehead

Don Rums feld

FROM: W. W. Scranton

My flight for Scranton leaves at 2:45 this afternoon

(Tuesday). I shall be back in this office at 5:00 p.m.

on Wednesday. On Friday morning, I must go to the

U. S. Railway Association meeting here in Washington

at 8:30 and will be there all morning.

Otherwise I am at your service at all times.

.1.1 _1/ 9 PI 10

--- 4 fi14,44
al
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