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FIRAL Proposals to Cope with ‘mltipolarity

In the owrs}f of our previons discussione, ¥ believe that we hove
eztablishod the :ﬁeé :f‘or better organization and improved procedures both
in ¥ashington and in sar aissions abroad $0 cope with the incressingly somplex
problems arising from the multipolar distribution of politieal power. Tn this
changing situation, our leaders will be obliged to attend to many problens
simultancouely and to be watehful in many directions without becoming unduly

ar excluzively immerssd in any one particulsr prodlem, Yn an internctional

world of multiplying ?riaea, wa should sgree, I bellcove, that 1% »111 he
dangerous to allow tmﬁsalves o hecome involved 09 Guloekly or too often

in opnosing the trouble-malers--~cortainly not without & eold-blooded znalysis
of the atske and the sible consegquences. In reflecting the lessons of our
Viet-Yem exporience, I sm lmpressed with the need %o recognise early the
gyuptons of sabvorsl | aggression, and vy 40 eliminate them before they csn
germinste into the kind of large sesle guerrilla warfare which we are com-
batsing in Southeast isia. ALl our decisions and actisng in future situstiors
will need to be ,;:smgf} hy an sccurate evaluation of owr true nations)
interestes and oontrolled by a2 prudent reluctance to aszume new commitmente
without strong caﬁae.%

Thess requirements of clomer atiention, clearer disecornment and more
accurate évaluztion can be met only if our leaders have accurste information
ahoul the countriss of the world which may be the tarpgets of the trouhle~
nakerg. Only with h iafaréatian can we expect our government to prepare
wvigely, decide rightly and act effectively in the multipllsity of trowbles
which nay arise,
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In discuzsing the need for selectivity in sccepting further involve-
ments abroad, wo have eommented upon the dangor of the plecomesl attrition
of our resources in undertaking to do too much in too many places. Perheps
we M4 not dwell mufficiently upen the copzequent need to maintsin adeguate
resources in being %o support those decisions which eventurlly we may feel
oblized %o tzke. The resources vwhich we will mesd will be of many sortze-
political, nilitary, sconouie, psycholazleal, morgl. And we must know how
to ¢oubine them best for an seffective, flexible response to challenges which
may assime many formg. It was the reslization of the difficulty of integrating
all these eomponants of our strengbth for effective use in meebing complex
problemsa abroad that led to my sonclusion that our present way of doing
bugineas, 1f adequate to get by without major loss in the pest, waz likely
to be inadequate Tor the oharging requirements of the future.

(ne may question thie conclusion and ask why these coamplex international
satters can mot be handled as intended within the framevork of the Ratiomsl
Security Council. The Batli-nal Becurity Council, you will reezll, was set
up in I5LT for the purpose of providing adviee %o the President with regard
to natters of the kint we are discusming, Although T personally bhelleve
that the concept of the Hationel Security Council amd of ite supporting
committors (the Planning Beard and Oparstisns Coordinating Board) was gound,
noverthelass the record indicates pretty clearly that it has not besn an
effective body for the integration of ovarscas programs and sctividdes.

So as you know, Presidert Nemnedy in Februery, 17961 dissolved the Flanning
Board and the Operations Coordinating Board, reduced the meetings of the
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'ﬁatmml Sscurity Council to the vanishirg point, and declided to rely on

the informal staff procedures of Hr. Holleorge Pundy and hie White House
assigtants, These inforaal procsdures had their failures and suvccesses,
“Thay failed conspicusurly in giving direction %o the Bay of Plss operstionm,
but we should remember that at that time all the key officials involved were
virtually stranszers to cach other. A maw sguad of pleyers who had just
reported o the stadium had been recuired to take on & major opponent without
preliminary practice or even inowledze of the sipmals., So the fatlure
conztituted by the Bay of Pigs affalr should not, I belisve, be held agnrinat
the organization and procedures which followed thw shandorment of the
procedures of the National Security Council and its committess. The inforwmal
method suacoedad brilliantly im coping with the Cuba misgile orisis, Mot
here agein, it is dargervus Yo pereraliss. The Cuban missile erdsiz 414 not
involve the coordination and dircotion of complex, interdepartuental programs,
It wvas more a matter Tor the President to take very tough declsions baged
wpon advies from a limited moup of his senlor advisers., The execution of
the Presidantial declsion was a relatively sisple militzary matter for vhich
the nilitary chain of command was thoroughly adequate.

The informal spprosch has attalned very ereditable repults in the
manasament of the highly cmaplex situation in Sowth Viet-Nam-.although by
the Yime of his departure from govermmert in 1966 Mr. Bundy's inforeal
etaff van hardly smell, and State had a highly developed interdepsrizental
organization for desling with Viet-¥am problems, Tn gensral, T feel that
SUY guccess ovar regent years in condueting our interdenariment buainsss
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in Viet-Nam and elsewhere has besn due largely to the performance of able
individuals and not t0 the organisational merits of the system or lack

of system employed. Furthermore, we have been lucky in not having a multi-
plicity of crises brasking out at the seme time to overload the "informal
approach." Hence, I conclude that the methods employed up to now, while able
to pass reasonably well the tests to date, would not be satisfactory for the
long pull in this evolving multipolar world. _

When I returned from Baigon in August of last year; the President gave
me the task of reviewing our goverrmental procedures in the field of foreign
affairs and of making recommendations of poseible improvements. After several
months of work in which many competent officials took part, I filed a report
in Jamuary which resulted in the Presidential decisions arnounced in Washington
last week, Although I am sure that at Lehigh Unlversity you ladies and
gentlemen attend closely to the news bearing upon forelgn affairs, and hence
that you are all probably aware of the substance and significance of these
changesg because of their pertinence to our discussion of the problems
arising from multipolarity, T am going to take time thls evening to go over
them with you and give you some of their background. First in capsule
form, let me indicate the gzubstance of the President'!s declsion,

"In order to assist him in discharging his responsibllity in the
conduct of foreign affairs, the President has directed the Secretary
of 8tate, as his agent, to assume respongibility to the full extent
pemitted by law for the overall direction, soordinstion and supervision
of interdepartmental sctivities of the United States Ooverrment overseas (less
exempted military activities). Up to now, the Secretary of State,




aseisted by the regional Assistant Secretaries, hes performed a coordinating
function in interdepartment matiters abroad, Now he has regeived formal and
speclfic overall directive authority from the President, While the tem
tinterdepartmental matter' has not been specifically defined, in the present
context it covers those activities abroad involving more than & single
department or agency, or which is of such a nature as to affeet significantly
the overall United States overseas program in a country or reglon,

"Po apsist the Secretsry of State in thie new role, there will be a
permanent interdepartmental committee, called the Senior Interdepartmental
Oroup (SIG) with the Under Secretary of State as ite 'Executive Chaiman',
The latter tem is used to describe & chaiyman who hag the authority and
responsibility to decide all matters coming before his committee, subject
to the right of any member %o appeal from his declslion to higher authority.
This is an important provision which makes the difference between the
nomal cormittee and an incisive, declsion-making body.

"The other regular members of the Senior Interdepartmental Croup are:
The Deputy Secretary of Deferse, the Adninistrator of the Agency for
International Development, the Director of the Cemtral Intelligence Ageney,
the Chaimman of the Joint Chlefs of Staff, the Direetor of the United States
Information Agency and the Speclal Assistant %o the Presldent for National
Security Affairs. The Chairman will invite representatives of other
dqartmenta and agencies when they have an interest in the matters under
conglderation. The Senioy Interdepartmental Group will function am a
focal point for deglsions and actions on overseas deparimental matters
which are referred to it by the Secretary of State or by an Assistant
Secretary of State, or raised by the action of an individual member,
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Any department or agengy not & member say also ralse matters for action by
the Croup.

“Baneath the Secretary of State and ide Senlor Interdepartaental Oroup,
the rerismal Assistant Secretaries of State will occupy important focal
poaitisone in the channel of responsibility for overall direetion, eoordination
and supervision of interdepartuental matters in the reglons of thelr re-
sponsibility. Supported by Imterdepartmentsl Regional Croups (IRD)
analogous im membership and responeibilities to the Sentor Tnterdepartaental
Group (of which the Assistant Secretaries are Fxocutive Chatmen), they
will work closely with United States Ambasgadors and the {oantry Teams
abroad and sesure the adequacy in their reglons of United States poliey,
plans, progrems, resocurces and performance. It is at thiz Jevel that the
volume of work will be done, lesving for the Zenlor Tnterdspartmental Croup
only the major problesia. Ag in the csse of the Denlor Trmterdeparimental
Oroup, the rew arrangements are for the purpose of expadiling decision
and action.

*Thus, the overall purpose of the changes dlrected by the President
is to formalize releticnships snd clarify responsidilitias In the conduct
of our overseas business, a::-éﬂﬁng within the framevork of existing law.
It oes not affect in any way the statutory rosponsibilities of any of the
key Oovermnsent officlals involved or thelr relatione with the Congress. In
establishing the Senlor Interdemertmental Oroup and the Interdepartsental
Reglonal Oroups, it crastes a regular meating placs for the key officiale
irvolved in overseas activitics end assures decisive action by giving

urusual authority to the 'Executive Chaiyman', Thege mestings also assuvre
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the departmcnte and sgenclss priamarily lavolved in overseas affairs a form
in which all visws can be sxpressed in advance of declelons, The departsents
and aconcien with an Sgcasional intsrvest will be invited to sttend thepe
peotings when there are matters affecting tham on the agenda, or they may
propose matters for the agenda. In any casze, thelr representative will have
the sama rights as the regular aesbers when thelr bhusiness 1s being eon-
aldered.

¥luch then are the highlighbts of this new organisation, Once put in
effect, 1% should bring greater method into the ¢onduct of foreigm affairs,
pemit & sharper and more rapid focus of the efforts of several depsriments
on complex overseas problems and assure thet no sector of the forelgn fromt
is nezlocted at a tinme of presceupation with some overriding problem,

Thus, in a gense, it is a response %o many of the requirements of multi-
polarity which we have been Mlacussing.”

Yeow, having set forth im hrosd ocutline the nature snd purpose of the
Preridontts decision, T would now like ¢o5 po back over 1t and comsent upon
certain important polints contaimed within 1%, The momt important ome, ¥
belleve, is the action of the Prasidemt in clesrly fixing reaponsidbility on
tha fecretary of State for the overall directlon, coordinstion and svpervision
of interdepsrimertal matiers overseae., In the past; the role of the
Secretary of Stste overseas has heen far Crom elesr. The only sritten
authority vhich he has had w to now for the courdination of oversess
programe ie contsired in a press relesse made by Preridant Kennedy on
February 19, 1961 at the time of the abolition of the Operstions Coordinating
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‘ Board, The sﬁafmm read: "Flrst, we will center resporzibility for smuch
of the Board's work (4hat ig of the Operations Coordinating Borrd) in the
Sacrctary of State, He expeets to rely particularly on the Asaistant
Secretaries in charge of reglonal buresus and they in turn will consuld
clonely with other derartuents and agencles. Thie will be ocur ordimary
rule for contimuln: coordinstion of our work in relation 4o a country oy
arca." This 18 a orelty limited grent of authority amd hardly makes the
Secrctary of State take charpe of govermment overscss programe. Yow the
Secretarvy is asoming wesponeibility for oversll dlirection, eoordim:tion and
supervigion which in combination amounte 0 something considerably differont
from hig previous limlted authority.

In giving the Secretary this new avthorily, however, the Prerident
requires him to exsrcise it by means of cearlain interdeparimenta) committess
or Oroups, one at the level of the Under Secretary of State, the othere
at the level of the Aassistant Secretaries of State. TIf these were Just
ordinary comnitiscs added to the proliferstion alyeady existing throughont
govermmont, T would derive little cheer from thie new propoesl. Portunately,
2 determined effort has Leen made Yo make these groupe soncthing quite
differemt from normal comalttens. One Important feature hes heen to make
the Chalrman an "Exscutive Chaimmen® which means that be will have the
awthority and responsibility to decide all matters which coms before his
Group, If any member does not like hls decision, that mesber kag the
right of appeal to hicher suthority. This device shovld prevent the Group
from bogeing doim in dime-conpuming debate and from compronising issuer to
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got unaninity at the coet of incisivensss.

The comxitise curse iz alse mitigated by the character of the membership,
All wesbers will hove permarnont assignmonts on the Groups which will have
first ¢all on thelr services. All members must ooy %o weetings prepared
0 comald thelr deparicent or agerey with respect %o the mattere on the
agenda. With this kind of membership end with an energetic HExecutive Chalrman
at the helm, these Groupe should coniribute importantly to expediting the
confuot of overgeas business in Yashirmglon. Abroad, I would expect the
currunt arrzncement of the Asxbassalor and Country Tesm to remain about zg
at present, There would be some walue in ay opinlon of a rew Presidertial
letter to Ambassadors to reaffirm thelr suthority and %o swpand 4% in
consigtoence with the rey anthority given the Executive Chaimen of the
Oroups at home,

Tn sumwmry, Y would express the hope that this new procedure would go
far in meeting the organiszations) amd procedural requirements for eoping with
multipolarity. However, 1 am thoroughly awere thal no mere organizatiomal
dovice will satisfy the meny neads of this problem. The hest sound
organization can do 18 %o facilitate the work of able officials, It can
aot replace the regquirement for qualified peopls,

nley thix pew procodure, the State Pepartment ie challenged 4o riee
to the posgibilities of the new authority conferred upon 18, The position
of the Fegional Assistant Cecretary of State will galn enormously im
importance as will the requirements placed wpon the ircumbents of these
positisng. They will have to be exscutive typer, capatle of giving
dirgetion to complex lmterdesarizcrtal matters and doing a0 in an
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atmosphere of hamony and team play, The Sxooutive Chalymen wmuet rememher
thas they are not reprosenting the State Departuent ia their mew role.
They are rerresenting the President of the United States and will nead to
approach the problems of the Oroups with his point of view,

Beé aven 1f the wew systen Tuetions perfectly, it w111 nt be & complete
angwey in itself. The Sutcowe will depend vpon the decisions and actions
taken as the result of the plame, cvalustions and recosnenmdtations whieh will
emerge from the channel of responsibility leadiny from the overssre misaiong
to the Secretary of Hlate and to the Presidenmt. In the last analysis, it
will 28111 be the Prerident who will have to take the oritieal decisiom
and besy the eromously heavy resporsibility for the conmequences.

In executing his respouaibllities, he will he helped or hindered by
sur national attitude. Tn some of the expressions of concern ovar the
sltustion in Viet-%am, wo are sseing curious sspects of owr national
charscter. In the country-wide reaction as well as in the Congrescsiomsl
debates, there s often a note of roluectance %o use the vast power repressnted
by the rogources of 4he United States at homs and abroad, Thore secme to be
a cortsin feoling of guilt arising from our posscssion and ouy use of this
strength. An wwasinsds aboud the asrallity of our eonduct keeps cropoing
up in the public dizcunaions which encourages those who deplore the vas of
poder fOr sny purpost.

its owm actlons to the people, is obliged vo disclose its plans and hoves %o
2 degree which must be vasztly helpful to our opponerts. Tmevitably ina
situation vhere we are using limited meuns to gzain lisited ends, there iz @




g S
-1 -
e

atrong elemert of bluff involved In our actisne and those of our adversaries,
The game 2 escalation whiech is being vlayed by Loth sides in Southeast
Agla-~to the distress of gome nlted States onlockers.-is not far removed
from & game 5f poker. In both cases, the outcome will depend wpon the
resources available %o the ospponents and thelr willingness $o risk these
rozources. JSince our slde obviously har resources fer supsyior to those

of any adversary, our gudcess in the game will 4n the long run be détémimd
by our nerve and will to carry through. Hone of the orpanizatioms) and
procadural devices whieh we have been talking sbout will solve this problem
ons lota., The resolution of problems of multipolarity which have been the
thexe of these discursions will in the lomg run depend upon the quality of
our leadership and the toughness of our ratiomsl charccter, Curz will be
the task %o use the gland strength of America met tyramnously like s glant
but generously snd forthrightly as becomes a great povey with & gence of
responeibility for she dimcharge of ites historie mission,




