FOIA Number: 2006-0470-F

FOIA
MARKER

This is not a textual record. This is used as an
administrative marker by the William J. Clinton
Presidential Library Staff.

Collection/Record Group: Clinton Presidential Records
Subgroup/Office of Origin:  Speechwriting

Series/Staff Member: Lowell Weiss

Subseries:

OA/ID Number:
FolderlD:

Folder Title:
Chiefs of Staff in History [Podesta University of Iowa 5/13/00]

Section:

2

Position:

1




THE WHITE HOUSE

WASHINGTON

FOR THE RECORD:

Shortly after the President's announcement on January 8, 1985,
that Donald Regan, Secretary of the Treasury, would be Chief of
Staff to the President, his Assistant, Christopher Hicks, called
and asked that we put together a list of the Chiefs of Staff of
the White House beginning with the Roosevelt Administration. We
immediately informed him that there was no Chief of Staff at the
White House during several Administrations because the concept or
position simply did not exist. We did, however, agree to put
together a list of persons who would closely fit the description
of Chief of Staff. This was a simple task: Simply contact
William J. Hopkins, former Executive Clerk of the White House
and Executive Assistant to Presidents Johnson and Nixon (1931-
1971) and Thomas M. Jones, former Chief of White House Records
and Executive Clerk of the White House (1952-1982). They both
agreed that the persons appearing on the attached list could
have been classified as Chief of Staff during their service on
the White House staff but strongly stressed that at no time could
anyone have been called Chief of Staff during the Administrations
of Presidents Roosevelt, Truman, Kennedy, and Johnson. It was
only at our insistance that they named the perons shown on the
list for these four Administrations.

Additionally, they both made the following general observations
on these four Administrations:

HOPKINS - President Roosevelt certainly would have opposed

(Roosevelt) the Chief of Staff concept. He served as his own
Chief of Staff. Some writers have placed Harry
Hopkins in this position, but this simply is not
true. He was a very close adviser to the President

and served him in many different assignments. He had

a very small apartment in the residence, even when
serving as Secretary of Commerce.

HOPKINS & JONES - President Truman was his own Chief of Staff.
(Truman) The last President to have daily morning meetings

with his senior staff. Mr. Hopkins attended these
meetings. Both Clark M. Clifford and John R. Steelman
were powerful and influential men on the staff but
Matthew J. Connelly would best fit the description

of Chief of Staff.

HOPKINS & JONES - President Kennedy had no Chief of Staff.

(Kennedy) Theodore C. Sorenson was a close adviser (speechwritinc
and domestic policy), but both agreed that P. Kenneth
O'Donnell would best fit the description of Chief of
Staff.
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HOPKINS & JONES - President Johnson had no Chief of Staff. He was

{Johnson) his own. Both agreed that Jenkins, Moyers, and
Watson would best fit the description of Chief of
Staff. Because of the President's strong dominance
in the day-to-day affairs of his administration,
this administration was the most difficult to pick.
Having been here, I agree. This President seemed
to enjoy reading and signing off on the enourmous
amount of staff papers, including his night reading
file. Additionally, he delighted in walking into
staff offices, especially in the evening hours, and
engaging the startled staffer in a conversation
about the functions of the office, what they were
doing, why, etc.

NOTE: After Marvin Watson was appointed Postmaster
General on 4/26/68, the President appointed James
Jones to replace him as Special Assistant to the
President. At the time of his appointment, Jones
was the "Appointments Secretary" and deputy to
Watson. Although he replaced Watson, he did not
have the same influence or duties during the 7 montl
he held this position that Watson had during his
tenure. Again, in the broadest of terms, he could
have been considered the Chief of Staff during the
7 months he held this position. The Johnson librar:
concurs with this assessment, but would not list hii
along with Jenkins, Moyers, or Watson.

To the best of my knowledge, this is the first list of this nature
prepared from sources who were serving on the White House staff during
these administrations.

Ronald Geisler
Executive Clerk

NOTE: In early 1986, public broadcasting produced a program that was
a round-table discussion between former Chiefs of Staff. The
person who represented the Johnson administration was Harry C.
McPherson, Jr., who served as Special Counsel to the President
from March 2, 1966, until January 20, 1969. It should be noted
that he did not claim to be the Chief of Staff, but was there
as a representative of that administration.



PERSONS WHO HAVE HELD THE POSITION OF CHIEF OF STAFF OF THE
WHITE HOUSE OR A COMPARABLE POSITION BUT WITHOUT THAT TITLE,
LISTED IN REVERSE CHRONOLOGICAL ORDER:

NAME

James A. Baker III

Jack H. Watson, Jr.

Hamilton Jordan

Richard B. Cheney

Donald Rumsfeld

Alexander M. Haig,

Alexander M. Haig,

H. R. Haldeman

W. Marvin Watson

Bill D. Moyers

Waltexr W. Jenkins

TITLE

PRESIDENT REAGAN

Chief of Staff and Assistant
to the President of the
United States of America

PRESIDENT CARTER

Assistant to the President
of the United States of
America and Chief of Staff

Assistant to the President

of the United States of
America and Chief of Staff

PRESIDENT FORD

Assistant to the President
of the United States of America

Assistant to the President
of the United States of America

Jr. Assistant to the President
of the United States of America

PRESIDENT NIXON

Jr. Assistant to the President
of the United States of America

Assistant to the President
of the United States of America

PRESIDENT JOHNSON

Special Assistant to the President
of the United States of America

Special Assistant to the President
of the United States of America

Special Assistant to the President
of the United States of America

PRESIDENT KENNEDY

P. Kenneth O'Donnell Special Assistant to the President

Wilton B. Persons

Sherman Adams

of the United States of America

PRESIDENT EISENHOWER

The Assistant to the President
of the United States of America

The Assistant to the President
of the United States of America



PRESIDENT TRUMAN

Matthew J. Connelly Secretary to the President

PRESIDENT FRANKLIN ROOSEVELT

Stephen Early Secretary to the President
Marvin McIntyre Secretary to the President
Louis McHenry Howe Secretary to the President

Prepared by: Ronald Geisler
Executive Clerk
The White House
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staft if they wish. Similarly, the functions assigned to a given
office may vary from one administration to another, and some-
(imes even within an administration. Presidents are free to
change the job description of any office at any time, whether it is
1n office passed down from a previous administration or one of
their own invention. Titles do not always accurately indicate
who does what in the White House, nor do they always reveal
whom the president consults on important matters. Presidents
rend to seek advice from those assistants with whom they feel
most comfortable, regardless of the staffer’s position or the sub-

ject matter.

CHIEF OF STAFF
The most important position in the present-day White
House is chief of staff. This senior aide is responsible for the

«mooth operation ot the White House, which is no small task.
\aterials must be made available to the president in a timely
manner. and the president’s requests and directives must be act-
ed upon and implemented quickly. The swift and accurate flow
of business is a primary goal. The chief also acts as head gate-
keeper to the president, and by reviewing all papers and visitors,
he or she channels as many as possible around the president.
sherman Adams in the Eisenhower administration and H. R.
Haldeman in the Nixon administration were very effective in
this role. The@g function provides the chiefs of staff
with a great dealwiinfldence, since anyone wishing to bring an
isue betore the president must obtain their approval.

Although most chiefs of staff have denied playing a role in
policy making, the position has acquired a policy function as
well. Because most chiefs have a close working relationship with
presidents, it is only natural for presidents to seek and heed
their opinions. Hamilton Jordan, who served as Carter’s chief of
sttf, was an important voice in the administration, and James
A, Baker [T was an adviser as well as a political operative under
Reagan and Bush. Bush acknowledged even before taking office
that his first chief of staff, John H. Sununu, would be an admin-
wtrator and a policy adviser, and indeed Sununu was, notably in
domestic dﬁllirs.(ScC Table 27-3.)

Another important function of the chief is presidential

ll presidents have had jobs that they wanted to
void, Tomfroftations that they wished to dodge. Haldeman
“hee noted that “every president needs his son-of-a-bitch” to do
the dirty work.** The chief of staff is that person. Adams repri-
Manded or dismissed people to save Eisenhower the unpleas-
hiness of doing it himself. Haldeman did the same for Nixon.
Atter the 1972 election, Nixon called a staff meeting and thanked
evervone for their efforts in his behalf. Then, just before leaving,

he turned the meeting over to Haldeman, who without preface

'mmediately demanded everyone's resignation. The demand

~as really Nixon's and everyone knew it, but Haldeman had the

“-"f.uf <arrying it out. Failure to be tough enough can lead to a

Maft that is ineffective and in disarray. Clinton’s first chief,

Thomas E “Mack” McLarty III, was seen as too easygoing (he

TABLE 27-3 Chiefs of Staff, 1932-1996

President Chief of Staff Years
Roosevelt — —
Truman John R. Steelman® 19461952
Eisenhower Sherman Adams® 1953-1958
Wilton Persons* 1958-1961
Kennedy — —
Johnson — —
Nixon H. R. Haldeman 1969-1973
Alexander M. Haig Jr. 1973-1974
Ford Donald Rumsfeld 1974-1975
Richard B. Cheney 1975-1977
Carter Hamilton Jordan 1979-1980
Jack H. Watson Jr. 1980-1981
Reagan . James A. Baker (il 1981-1985
Donald T. Regan 1985-1987
Howard H. Baker Jr. 1987-1988
Kenneth Duberstein 1988-1989
Bush John H. Sununu 1989-1991
Samuel Skinner 1991-1992
James A. Baker [11 1992-1993
Clinton Thomas F. “Mack” McLarty [II  1993-1994
Leon Panetta 1994-

SOURCES: Presidential libraries and the White House.

NoTEs: The Roosevelt, Kennedy, and Johnson presidential libraries each re-
ported that there was no chief of staff or even a presidential assistant who served
in that role.  a. These aides carried the title of “assistant” rather than “chiet of
staff.”

was nicknamed “Mack the Nice”) and was blamed for much of
the perceived confusion in the staff. He eventually was replaced
with budget director Leon Panetta.

Finally, the chief often shoulders the blame for the president.
Pertorming unpleasant jobs such as dismissals, which may have
political significance, and taking responsibility for misstate-
ments or other errors in fact made by the president are two ways
in which the chief may act as presidential shield. Or the chief
may act as a lightning rod to draw criticism away from the pres-
ident. This function will not be found in any job description,
but the possibility of being a scapegoat for the president is part
of the job, and most chiefs know it. Sununu’s failure to play this
role adequately for Bush was one of the major factors in his
ouster as chief of staff.

SPECIAL COUNSEL

The position of special counsel has varied in importance
over the vears. In creating the position, Franklin Roosevelt ar-
gued that the White House needed its own lawyer because the
attorney general, the nation’s chief law officer and the govern-
ment’s first lawyer, was too busy to give the White House the
necessary time. In reality, Roosevelt envisioned a larger role for
his counsel.

The special counsel is the president’s private lawyer. (He is
not, however, the president’s personal lawyer; the counsel was
not responsible for President Clinton’s defense in the Whitewa-
ter affair.) The special counsel provides legal advice on an as-
sortment of topics, reviews legislation before it is sent to Con-
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‘uete was a snort way and a long way of handling
ideas that I thought were mistaken. The long way has
already been described here. I would say, “Well, let’s
staff that out, let’s get a meeting on it,” and I would
make sure the people at the meeting were all against
the idea. (Laughter)

The short way was to say “That sounds ljke some-
thing Dick Nixon would have suggested.” (Laughter)

Chancellor: General Haig, how about you? You've got
broad experience as a big forceful military man.
Could you just march in? How do you feel when you
80 in to the president, and you know you are right,
youknow he’s wrong. What goes through your mind?
“Am I going to get fired?” What happens?

General Alexander Haig: What I usually did was to say,
“Right, boss. I wish I had thought of that,” and then
go back and be sure he had time to think about jt. |
think that's the most important thing you can do, to
protect him from some of these bumptious ideas that
presidents get because they do have to, as Bob has
said, have people around them who give them an op-
portunity to let off tensions and Steam and protect
them from themselves, so to speak.

But you must know your customer. Having been
exposed to several chief executives under differing
circumstances, I think sometimes it's best to say,
“No, you are wrong.” Other times, it’s far better to
say, “Well, let’s think about it” or “Let's get some
staff opinion on it.” That's what is at the heart of the
success of each and every one of the people who has
had these responsibilities: to know their boss and to
adjust to his idiosyncrasies.
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Up on the Bridge * 29

Haldeman: And Haig and I didn’t have the opportunity

that Ted had to say, ‘“That sounds like a Nixon idea.”
(Laughter)

Rumsfeld: The other side of the coin is _that the p;e&d::;
might be right and he's the president, an f s;) the
beauty is in the eye of the behold-er. The chl.e ;) s a.t
may think that it's a damn foc?l idea but, in 1act, i
may not be. In the last analysis, you have only one
president, and I wouldn't want this little ('ilscufssmg
to end by leaving the impression ‘that a chief o stz
actively subverted what the preSJdent' wanted to do
on his own hook because [ didn’t, and I'm sure no one
i i id.
mItrllutshle-olc:sri jnalysis, the president.is the presidc?nt
and he is perfectly capable of taking your advfllce
when you think he’s wrong and §tafﬁng it with ot eg
people and even disagreeing V\{lth all'of them, ani-
going ahead and having it be right. It’s n‘ot arfl accff
dent that he’s president and you are chief of staff.

(Laughter)

r: We had something that crystallized. tbat
Googf::;’ well. We called it Jack Martin's_ Empmca}i
Rule Number One, and Jack took a while to reac

e

thgewlf;va served on the staff of Senator Taft, an.cf}

when Eisenhower became president, he asked Taf‘t 1h

he would send one of his staff people to work w1td
Eisenhower so that he would be sure to understan

6. Jack Martin served as an administrative assistant to President Ei-
senhower from 1954 to 1958.
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To give an example. The Press Secretary in the
White House is asked a question by a member of the
White House press corps about agriculture. He's got
a choice: either he answers it or he says that’s 3 ques-
tion that should be directed to the Department of Ag-
riculture. Now, the person asking the question
doesn’t want to g0 to the department because his pa-
per already has someone covering the Agriculture
Department. He wants the story, and so he presses
and presses. Finally the press Secretary caves in, and
Pretty soon every question in the world is being an-
swered by the White House press secretary, which is
goofy, and then you need a giant White House press
staff. Whereas basically, a lot of that should be
shoved out. That’s true of issue after issue. It’s true of

substantive jurisdiction.

Haig: The simple facts are that this horrendous growth
in the White House staff has been paralleled by an
even more horrendous growth in the congressional
staffs, where today I think you are looking at a figure
of about twenty thousand.* A White House has to re-
spond to that behemoth, and therefore it’s a natural
contributor to this growth.

The other gimmick, which Bob Haldeman wil] re-

4. Between the mid-1950s and the early 1980s, the growth of staff in
Congress and its committees more than matched that of the White

1957 t0 11,432 in 1981; the number of commitiee staffers rose from
715in 1955 t0 2,865 in 1981. Norman J. Ornstein and others, Vital
Statistics on Congress, 1984-1985 Edition (Washington, D.C.:
American Enterprise Institute, 1984), pp. 121 and 124,

from the Inside * 105

member, is that administrations that want to sh}i)w
they are lean and mean merely keep the fCHO\'NS t. ez
have but charge them to the departments. It’s mcecl
anyway, because the department has to p,a}l/) arll( !
those fellows are counted on the department sl’1 00
and not counted by the White House press who are
i this growth. ‘

locl)l;glagrio];on Rﬁmsfeld’s view very, very V{gorouslyt.
Cutting down the staff—and I know pr t-nedh tobcut
it down, I know Don did, I know I did—is the ffes-
way. The leaner and meaner you are, the more effec
tive your White House will be.

tson: Another point, as a matter of c.lariﬁc?)tflf(i)né
There are about fifteen hundred. peqple in t}f)eh Ei_
of Management and Budget, which is part o the Bx
 ecutive Office of the President. The Wl:lltC Ho;s.e s i
is about 350 or less, generally speal.ung, and is ju
one of the components of the exe(?utlve- ofﬁcet.T
What runs the numbers of pre51de.nt1al sFa erstlflp

“ higher are the Council of Econf)mlc Adv1;ors, C}ei
+ Council on Environmental Quallty, and other su
3’ groups that are in the executive office.

" ial i i White House
aig: What's material is who gets in thl;e )I; * House
Mess, who gets a parking place. (Lazfg ter fy t
- been involved in the bureaucratic in-fighting, try to

::-decide that.

Watson: T'll make a suggestion, as a general proposi-

tion—and we were victims of this, so I'm speaking
.;.-out of bitter experience here. There began a tem;l(e'ncty,
."--I suspect under President Johnson, but we took it to




ident. There was a certain momentum left over from
his legislative days, and he fancied that the “spokes
of the wheel’”” was the right way to do it. Al Haig ar-
gued against it, Don Rumsfeld argued against it, Dick
Cheney argued against it, but the president had to go
through his period where he got that out of his sys-
tem.

In that system, with the spokes coming in, the pres-
ident is in the center, and the chief of staff is the
grease. All the grease does is get overheated and have
to be replaced. (Laughter and applause)

I'll give you an example of what Jack’s talking
about. Good motivations, honorable, decent, fine
people. Secretary of Labor John Dunlop comes in to
see the president; wants to see him alone. Sees him
alone. President when he was minority leader always
met with legislators alone. What's the problem? Fine.
Met with him alone, and they came to some under-
standing as to what John Dunlop would negotiate
with respect to situs picketing, as I recall.?® And Dun-
lop went out of the office and proceeded, as an intel-
ligent, honorable, talented man, to do exactly what

. Organized labor had sought passage of federal legislation that
would allow a union with a grievance against one contractor to
picket all the contractors at the same construction site. (Such pick-
eting, referred to as “common situs picketing,” had been ruled il-
legal by the Supreme Court, citing the ban on secondary boycotts
under the Taft-Hartley Act.) Secure with the impression that he
had the president’s backing, Dunlop testified in behalf of the pro-
posal at congressional hearings. When this position came under

Up on the Bridge * 75
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he believed the president wanted. The president
didn't tell me, didn’t tell Dick, didn’t tell anybody
else what was going on.

Chancellor: Not even ‘Oh, by the way'"?

Rumsfeld: No.And pretty soon, John Dunlop comes back

in and reports, ‘‘I've done it.” And the president looks
at it, says, “My gosh, I can’t do that, John, and I'm
very sorry.” Obviously it wasn’t what he had in-
tended. Events had intervened and there was no way
he could agree to what John had done, and John said,
“Well, I can appreciate that, but if you don't do it, I
can't stay. My credibility is gone.” So you lose a sec-
retary of labor unnecessarily. Two people who were
good people, intelligent people, liked each other.
Ford didn’t want Dunlop to leave. Dunlop didn’t
want to leave, but there was no way he could stay be-
cause of this spokes-of-the-wheel nonsense. There
was no question.

Conceivably in Eisenhower’s era, conceivably in
Kennedy'’s era, the nature of the world and the size
of the White House staff and the nature of the prob-
lems, you could have a different arrangement. Today,
I do think you need a chief of staff at the White House
who has a set of responsibilities that are understood.
He has to bring integrity to that staff system. He has
to assure that people do get the opportunity to have
their voices heard, but he has to be the one who helps
the president maintain a certain discipline and order
in the process or else the process loses its integrity.

Ay o s o e

attack from Republican constituencies, President Ford reversed
course and vetoed the measure. Thomas E. Cronin, The State of the
Presidency, 2d ed. (Boston: Little, Brown, 1980), p. 259.

Chancellor: Let me ask Ted Sorensen this because as I re-
call your stewardship at the White House, your ser-
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Chief of Staff to the President

The office of chief of staff to the president was
established as the post-World War II White
House became more institutionalized. Up to the
1970s presidents could choose to organize the
White House on a collegial basis or in a more
hierarchical manner by using a chief of staff.
Since the 1970s, however, each president has
sooner or later designated a chief of staff, and
some scholars argue that it is now a virtual neces-
sity for managing the White House.

Dwight Eisenhower was the first president to
use a chief of staff to manage the White House;
he chose Sherman Adams, who acted in the pres-
ident’s stead much of the time. Adams had full
range of the domestic side of the government
and coordinated White House operations au-
thoritatively. Adams’s official title was “assistant
to the president” because Eisenhower did not
want to create an appearance of military organi-
zation in the presidency. Nevertheless, his func-
tion was to be similar to the military chiefs of
staff with whom Eisenhower had worked during
his years in the Army. When Adams was forced
to resign because of appearing to help a business
friend with government regulations, Wilton Per-
sons became Eisenhower’s chief of staff.

John Kennedy and Lyndon Johnson, both
with legislative rather than executive careers,
chose to organize their presidencies along colle-
gial rather than hierarchical lines. Each had sev-
eral aides reporting directly to him in what has
been called a “spokes-of-the-wheel” model of
White House organization. During the 1960s the
White House staff was small enough to allow this
type of traditional approach to White House
management to work effectively.

When Richard Nixon was elected, he returned
to the more hierarchical approach of his White
House years as vice president and designated H.
R. (“Bob”) Haldeman to be his chief of staff. Dur-
ing the Nixon presidency the White House staff
grew considerably in size, and Haldeman ruled it
with an iron hand. He advised Nixon on the full
range of presidential issues and ensured that all
presentations to the president were fully “staffed
out” and ready for presidential consideration.
When Haldeman was forced to resign during the
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Watergate scandal, Alexander Haig took over as
Nixon’s chief of staff.

When Gerald Ford assumed the presidency he
decided not to have a chief of staff because he
felt that the tightly closed Nixon hierarchy con-
tributed to the Watergate problems. He thus began
his presidency with nine people reporting directly
to him, but soon became overwhelmed with coor-
dinating the large White House staff that had
grown under the Nixon administration. He then
asked Donald Rumsfeld to be his “staff coordina-
tor”—in reality, his chief of staff. When Rumsfeld
was appointed secretary of defense, his deputy,
Richard Cheney, became Ford’s chief of staff.

Jimmy Carter also began his presidency with-

- out a chief of staff for the same reason that Ford
did: he wanted to distinguish his administration
sharply from that of Nixon and to steer clear of
any suggestion of Watergate. But Carter also had
nine people reporting directly to him and in
1979 finally admitted that he could not run the
White House without a chief of staff. Hamilton
Jordan first held the position; upon taking over
the Carter reelection campaign, he was replaced
by Jack Watson.

The lessons of the Ford and Carter experiences
were not lost on Ronald Reagan, and when he
was elected in 1980 he designated James Baker as
his chief of staff. Baker did not have as complete
control of the White House as had his predeces-
sors Sherman Adams and H.. R. Haldeman, but
he held the official title, occupied the traditional
corner office, controlled White House personnel
and office space, and coordinated the adminis-
tration’s policy agenda. Access to President
Reagan, however, was shared with Edwin Meese
and Michael Deaver, who played important roles
during Reagan’s first term in office. After the
1984 election Baker traded positions with Secre-
tary of the Treasury Donald Regan, who, in con-
trast to Baker, took a very controlling approach
to his job, jealously guarding access to Reagan
and dominating the White House staff. Regan
was forced out after the Iran-contra scandal, and
former Senator Howard Baker (and later Kenneth
Duberstein) took over Reagan’s White House.

Governor John Sununu of New Hampshire
had played a crucial role in George Bush’s victory
in the 1988 state Republican primary, and upon
gaining the presidency, Bush asked Sununu to be

his chief of staff. Sununu was very intelligent but
a domineering personality, and unlike previous
chiefs of staff had strong policy preferences.
Thus, in addition to his chief of staff duties, Su-
nunu served as liaison to the right wing of the
Republican party and the protector of conserva-
tive values in the Bush White House. Sununu
took a particularly controlling approach to the
White House staff and antagonized many col-
leagues as well as members of Congress. He was
forced to resign after it was disclosed that he had
abused his perks as chief of staff and taken a
number of trips, many of which did not seem to
be related to his official duties. He was succeeded
by Samuel Skinner; less than a year later Skinner
was replaced by James A. Baker who resigned as
secretary of state to become Bush’s chief of staff
in the summer of 1992.

Bill Clinton was the first Democratic president
to begin his term with a chief of staff, naming
Thomas (“Mack”) Mclarty, a childhood friend,
to the post. Unlike other chiefs of staff, McLarty
spent a good portion of his time as a high-level
emissary from Clinton to Capitol Hill and the
business community and only about one-third of
his time managing the White House as a tradi-
tional chief of staff. After Clinton’s tumultuous
first year of mixed policy success, McLarty was
replaced in mid-1994 by Leon Panetta, who had
previously been chair of the House Appropria-
tions Committee and director of the Office of
Management and Budget in the Clinton White
House.

Several lessons can be drawn from the experi-
ence of these presidents. The first is that in the
contemporary White House, a chief of staff is a
virtual necessity. No president since Lyndon
Johnson has run the White House successfully
without one, and no one since Jimmy Carter has
tried. On the other hand, a too domineering ap-
proach to the job can easily result in trouble.
There have been four domineering chiefs of staff
(Adams for Eisenhower, Haldeman for Nixon, Re-
gan For Reagan, and Sununu for Bush). Each of
these men alienated members of Congress, alien-
ated members of his own administration, had
reputations for a lack of common civility, and
had hostile relations with the press. And each of
them was forced to resign in disgrace after vari-
ous degrees of scandal.

i !
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The job can be done well, however, and in
that case the chief of staff performs a number of
essential services for the president. The chief of
staff must enforce staff discipline by organizing
information flow to the president and ensuring
that all issue analyses are ripe for presidential
involvement. The chief must orchestrate admin-
istration policy development by coordinating
policy input from cabinet departments and agen-
cies and ensuring that all appropriate officials
have had a chance to comment on administra-
tion initiatives. Access to the president must be
regulated so as to ensure that differing perspec-
tives are brought to bear on administration poli-
cies and that limited presidential time is pro-
tected. All of this must be done with the chief of
staff acting as a neutral broker. That is, his ac-
tions must be, and be perceived to be, neutral
among different perspectives and members of
the administration. Each significant presidential
adviser and member of the administration must
have confidence that his or her advice is getting
through to the president without distortion. If
this is not done, back channels of communica-
tion to the president will be created, and organi-
zational discipline will be undermined.

Chiefs of staff also serve their presidents by
acting as high-level negotiators in crisis situa-
tions or by negotiating among members of the
cabinet who are in disagreement. No one else be-
sides the president has the clout to assuage the
large egos in the cabinet or enforce the presi-
dent’s wishes on reluctant members of the ad-
ministration. The chief enforces presidential di-
rectives and often delivers the bad news if a
White House staffer must be fired. He or she also
protects the president by taking the blame for in-
cidents that might be embarrassing to the presi-
dent. The chief of staff is the person who has
a close-enough relationship with the president
and a broad-enough perspective to make sure
that the politics of the president and the policies
of the administration mesh as smoothly as pos-
sible.

The bottom line is that somebody short of the
president must be in charge of the White House.
The president’s job is too overwhelming to in-
clude managerial duties and overseeing the
White House staff. The chief of staff should be as
informed as the president on all of the dimen-

sions of presidential policy making. But dele-
gated power must be monitored; the president
must make sure that the White House is being
managed to his specifications and that the chief
of staff does not abuse the great amount of au-
thority that is delegated to him.
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Children and Families, Administration
for.
See Health and Human Services, Department of.

CIA.
See Central Intelligence Agency.

Cities, Localities, and the Federal
Government

5‘}";‘;‘% Relationships between the federal
inraend  government and the many local gov-
ernments in the United States have taken a vari-
ety of forms over the years. Over the long term,
and with many deviations, the relationships
have become more numerous and more com-
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14. White House “€zars.” 1f a momentous prob-
lem slams itself ongg the presidential agenda, makihg
the nation apppthensive, provoking calls for swift
response, and qutting widely across departmental ju-
risdictions, a Pre idaw[be tempted to take quick,
and at least symbolic, action—often appointing a
“czar” right in the White House\ Eisenhower used this
technique often, and his successgrs have done likewise.
Some positions, such as the “Drug Czar,” have been
authorized by Congress.

15. TheFirst Lady. Studehts of the American pres-
idency should never undefestimate the policy role of
the President’s spouse. /ELeanor RooseveLt traveled
widely and wrote a newspaper column; RosaLyny CARTER
attended Cabinet megtings; Nancy Reacan hosted a
world summit conferénce of first ladies; and Barsara
BusH had an active schedule of public appearances. First
Labies have some thiny-ﬁWm to help them.

16. The Vice President. After~Harry S. Truman’s
experience of becoming President without any execu-
tive branch experience in 1945, Vi¢e Presidents have
increasingly become advisers to the President and
participants in the work of the administration. Under
John F. Kennedy, Lyndon Baiges Johnson became the
first Vice President to move His office and staff into the
White House environs. nder Jimmy Carter, Vice
President WaLTER MONDALE was the first whose advice
was truly welcomed; tlfe Ronald Reagan and George
Bush presidencies followed the Carter-Mondale
model. In the early 1990s the Vice President’s staff
numbered about oné, hundred, and even the Vice
President’s spouse had\‘a\slgff. Most of the President's
information is shared with thé-Vice President, who has
been made a statutory membe} of the National Secu-
rity Council and participatgs in important White
House meetings.

17. The Staff Secretary! First created under Eisen-
howerin 1953, the Staff Jecretary regulates the flow of
papers into the OvaL/Orrice, enforcing the internal
system of circulating draft speeches and papers for
staff comment.

18. The Officefof Cabinet Affairs. This office han-
dles external coordination with the departments and
agencies, sending, option memoranda and speech
drafts out for comment-and issuing the periodic “Cab-
inet Report” to which agency, heads contribute. The
full Cabinet meets rarely, but CaBINET counciLs and
subgroups convene constantly, and the Cabinet Secre-
tary and assistants provide the executive secretariat
services to these groups. Thif office also began under
Eisenhower in 1953.

19. The Personal Office Assistants. One or (wo
secretaries and a personalf assistant sit outside the

President’s door, the former performing standard
secretarial duties, the latter handling the myriad daily
personal details f boss: making sure that the
schedule is being followed, that people whose pres-
ence the President is gging to acknowledge will in fact
be on hand, and that a presidential request, made
while walking to or the office, is put into the
action system.

20. The Chief of Staff. Most centripetal of all, the
Cuier oF Starr is the system manager, “boss of none but
the quarterback of everything.” The Chief of Staff
does not command any other senior White House staff
officer, but his personal antennae reach into every
corner of the place. He enforces the indispensable
coordination across all of the sixteen principal offices
described above. Since it is the Chief of Staff who so
often has to say “no”"—to inadequate papers, beseech-
ing visitors, or proposed appointees—he swiftly makes
many more enemies than friends.

Support Staff. Undergirding these twenty offices
are the professional sypport units of the contempo-
rary White House, inchuding the Secret Service details
(involving eight hundred personnel, with others bor-
rowed as needed), the thirpeen-hundred-person Mili-
tary Office (with ten spetialized subunits, e.g., Air
Force One, the doctor, thie mess, Camp Davip, and the
eight-hundred-person White House Communications
Agency), the Chief Ushdr (who manages the mansion),
the Executive Clerk, and the Correspondence, Gifts,
Telephone, and Visitors o s. The number of peo-
ple in the entire White House Staff community totals
some thirty-four hundred. Many are assigned or de-
tailed from other agencies. In gddition, five hundred
volunteers help out part time

Every White House staff 4ill inevitably reflect the
style and working habits of the President. The offices
are often renamed and the lines of supervision rejig-
gered. But these twenty principal functions are such
basic responsibilities of the White House that future
Presidents are not likely to abolish any of them out-
right.
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WHITE HOUSE CHIEF OF STAFF. Up until the
advent of WorLp War Il the White House still served




primarily as the President’s residence. White House
staff maintained informal relations with President
Franklin D. Roosevelt: formal staff meetings did not
occur, but rather key advisers often met with Franklin
Roosevelt at breakfast to discuss the agenda for the
day. Advisers who needed to see him during the day
could readily gain access to Roosevelt in his office by
going through the President’s appointment secretary
or his personal secretary. Roosevelt was also typically
available during the afternoon cocktail hour, and he
frequently spent evenings with his speechwriters.

The war increased demands on the presidency, as
did the expanded role of the federal government, both
internationally and domestically, after the war. By the
time the war ended, the staff within the White House
reporting personally to the President had grown con-
siderably, and the White House had become alocus for
policy development and decision making as well as a
residence. These intensifying pressures contributed to
the creation of the post of White House Chief of Staff
during the Dwight D. Eisenhower administration.

Eisenhower’s predecessor, Harry S. Truman, had
initially intended to cut the White House staff back to
its prewar size. The coLp war, however, expanded the
role of the United States in global military and diplo-
matic affairs. The expanding role of the federal gov-
ernment in the domestic sphere can be traced back to
the Great Depression of the 1930s, which had
launched the country into an era of Keynesian fiscal
policy, with greater government intervention in the
economy. From the 1930s on, government regulation
had expanded incrementally (but seemingly inevita-
bly) to encompass regulation of business practices,
management-labor relations, and consumer protec-
tion. Government’s greater role, in turn, had gener-
ated greater demands by various constituencies to
pursue their cases before the President. Truman
therefore reversed himself and expanded the White
House staff, without, however, creating a chief of staff.
(One assistant did serve as a route to the President for
minor agencies without other direct presidential ac-
cess.)

Drawing on his military experience of managing
complex and sometimes competing units in unfamiliar
circumstances, Eisenhower replicated the military role
of chief of staff in the White House. Although Sterman
Apawms retained the previously used title of Assistant to
the President, his role was vastly expanded. Adams
functioned in a way similar to how General Walter
Bedell Smith had functioned as Eisenhower’s chief of
staff during the war. Eisenhower saw his Chief of Staff
as his personal “son of a bitch”: Adams served as a
gatekeeper for all activities, issues, and constituencies
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President

White House Chief of Staff
John R. Stedman, 1946-1952

Sherman Adams, 1953-1958
Wilton Persons, 1958-1961

33 Truman

34 Eisenhower

35 Kennedy None

36 L. B. Johnson None

37 Nixon H. R. Haldeman, 1969-1973
Alexander M. Haig, 1973-1974

38 Ford Donald Rumsfeld, 1974-1975
Richard B. Cheney, 1975-1977

39 Carter Hamilton Jordan, 1979-1980
Jack Watson, 1980-1981

40 Reagan James A. Baker 111, 1981-1985
Donald T. Regan, 1985-1987
Howard H. Baker, Jr., 1987-1988
Kenneth Duberstein, 1988-1989

41 Bush John H. Sununu, 1989-1991
Samuel K. Skinner, 1991-1992
James A. Baker 111, 1992-1993

42 Clinton Thomas F. (“Mack”™) McLarty, 1993 112 ¥
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(except for those involving foreign policy) wanting to
reach the President. He oversaw paTrRONAGE and per-
sonnel decisions, appointments and scheduling, presi-
DENTIAL SPEECHWRITERS, and PRess ReLATIONs. He also
served as the liaison to the CasinzT, headed up special
projects, and managed PRESIDENTIAL-CONGRESSIONAL RE-
LaTions. Adams held staff meetings as frequently as
three times a week to coordinate White House work.
Under his management the White House staff gained
a valued reputation for efficiency and a less-valued
reputation for rigidity. Adams wielded immense
power as Chief of Staff until he was forced outin 1958
after having been accused of accepting favors from a
Boston industrialist.

There was no formally appointed White House
Chief of Staff under Presidents John F. Kennedy and
Lyndon B. Johnson. Kennedy was more attracted to
the informal managerial techniques of Roosevelt than
to Eisenhower’s formal organizational structure,
which had been designed to meld relative strangers
into an efficient working team. In contrast, most of the
staff Kennedy appointed had worked with him previ-
ously and were personally loyal to him. Johnson, too,
preferred personal control and informal organization.
Richard M. Nixon, however, reinstituted the Chief of
Staff position, appointing H. R. Haldeman to fill it.
Haldeman’s mismanagement of the considerable pow-

rqey -

eers he was given as Chief of Staff played a major role to

the disastrous WATERGATE AFFAIR. In response to this,
Gerald Ford did not appoint a formal Chief of Staff,
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although Donald Rumsfeld, who had headed up the

Ford transition team, served as a de facto Chief of
Staff. At the end of the Ford Admlmslrduon Dick
CuEeney was the Chief of Staff.

Jimmy Carter also initially eschewed the formal
appointment of a Chief of Staff, preferring to serve as
his own. This overburdened the President with minor
details, however, and, by 1979, Hamilton Jordan was
appointed to the position. Ronald Reagan, likewise,
chose not to appoint a single Chief of Staff during his
first term, instead splitting the Chief of Staff’s func-
tions among three advisers. At the beginning of his
second term, he appointed a single Chief of Staff,
DonaLb Recan. In contrast to his two immediate prede-
cessors, George Bush embraced the Chief of Staff
concept and appointed the bright but contentious
John Sununu, former governor of New Hampshire, to
the post. Both Regan and Sununu were unpopular
with the public, and both were replaced before the
ends of their respective Presidents’ terms. Bill Clinton
followed in the tradition of Eisenhower, Nixon, and
Bush and appointed a chief of staff (Thomas F.
McLarty) on first assuming office.

The Chief of Staff requires no Senate approval and
serves at the pleasure of the President with few formal
constraints. The Chief of Staff wields considerable
power from serving daily at the President’s elbow and
may be the second most important person in an ad-
ministration.

The Chief of Staff performs several functions. One
primary duty is to organize the information flowing to
the President. The Chief of Staff must make sure that
important issues receive adequate attention and
enough staff to handle their workload. Further, the
Chief of Staff coordinates policy development and
work across various issues. Another important func-
tion of the Chief of Staff is to take the heat for the
President, serving as a buffer between the President
and angry constituencies. For example, appointments
are often announced by the President personally, but
personnel who are dismissed will likely receive the
news from the White House Chief of Staff.

The Chief of Staff manages Wuite House—pEpART-
MENT RELATIONS, negotiating with members of the Cab-
inet over budget and personnel matters. As the Presi-
dent’s surrogate, the Chief of Staff may be called on to
massage egos and soothe hurt feelings. Besides these
functions, a Chief of Staff may be asked to orchestrate
policy issues, cutting across several Cabinet departments
to develop policies on issues of particular interest to the
President, to uncover information (sometimes embar-
rassing) that Cabinet officers may be reluctant to report,
and to intervene in and monitor foreign and domestic
crises in which the White House has a role.
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WHITE HOUSE COUNXSEL. The key legal ad-

viser to the President j3’known as the White House
Counsel. The Coupsel works in the White House
Office and provideés legal advice to the President on a
wide array of i Sues; legal services performed by the
Counsel and sla[@ude legal clearance of docu-
ments for the President’s Signature, assistance on legal
problems not provided by the Justice Department, and
liaison between the President and the Justice Depart-
ment. The position of White Hous¢/Counsel is located
in the personal office of the President. White House
Counsel staff and facililiesyh)ow the President to
communicate with Congress, the press, the public, and
appointed department and f‘{gency heads.

Even during the Frank I{] D. Roosevelt and Harry S.
Truman administrationg, when members of the White
House office were mogstly generalists, the position of
legal counsel was some¢what functionally specialized,
although the counsel did not yet have a large staff at
his disposal. Despite thissgelative specialization, the
legal counsel continued to perform many nonlegal
duties as late as the Truman adminjstration.

Functional specialization within the White House
became more pronounced during the Dwight D.
Eisenhower administration. Spetialized staff units
were formed to handle funcuoés (including Cabinet
affairs, legislative liaison with Congress, and liaison
with the President’s partyy’previously handled by the
legal counsel as well as“other staff members. Under
Richard M. Nixon, (Ferald Ford, and }Jimmy Carter,
additional specializgd units were created to deal with
communications and.to provide liaison with state and
local governments and ifiterest-groups.

Some administrations have taken on,additional legal
advisers within the White House. By/the Lyndon B.
Johnson administration, the President’s legal staff had
grown to include not only a counsgl and four special
counsels but also a deputy specidl counsel, assistant
special counsel, associate counse}, and associate special
counsel. Besides serving the l¢gal unit, these special
counsels provided advice to White House speechwrit-
ing, appointments, and legislative program develop-
ment units. Counsel staff wgre also active in executive
guidance and control. More recent administrations
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gence network throughout the country. He doesn’t
have, whatever you might think, the FBI doing that.

How does he find out what'’s going on in the coun-
try? How does he get a sense of what's important and
how does he get a sense of whom to listen to, where
the weight is in the cities and in the agricultural
areas?

Chancellor: But he used you as an agent.

McPherson: That’s why he has a staff around him of peo-
ple who have big ears and listen and meet with peo-
ple all the time and will send him memoranda and
will talk to him on the phone and tell him what they
think is going on.

Johnson, in the evening, the end of his second day
in one, would have a navy guy come in and give him
a rubdown and then he’d start reading about 150
memoranda. At the bottom, he would write either
yes, no, ‘‘see me,” or something or other.

Well, every now and then, this would get to be too
much for him. So he decided to have a chief of staff,
and he picked Bob Kintner, who had been the NBC
chairman and had lost his job. He was an old friend
of Johnson'’s, and Johnson thought the world of him.
Bob didn’t really have a function around the White
House for a while. It just coincided that Johnson got
tired of reading all these memoranda, and Kintner
said, “Why don’t I be chief of staff "’ So Johnson said
fine. He was formerly a network chief of staff. “We
will make you the boss.”

Well, none of us believed it. We just sent stuff to
Johnson as always. Kintner got mad and asked that

i they all be sent to him. Johnson said, “Well, okay.

' Send them through Kintner first.” We did that.
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Lasted about two days. Kintner stopped something.
1 don't know what it was, some minor piece of busi-
ness. Johnson got furious and that was the end of
Kintner. (Laughter)

Ted Sorensen is quite right, and Don is quite right
talking about the nature of the fellow, the kind of man
he is. It would have been inconceivable to imagine
Lyndon Johnson as a Harvard Business School CEO
[chief executive officer} coming in—Imagine Lyndon
Johnson with a computer, with his pc? (Laughter) In-
conceivable. On the other hand, he had something
that many presidents, many CEOs don’t have. Out-
side of being the smartest man I've ever known, he
had twenty-five or thirty years of profound and far-
reaching political connections in Washington, which
even the smartest president, maybe in just sheer IQ
points, Jimmy Carter, did not have.

In 1977 Carter developed that great energy pro-
gram and tried to put it into effect. When Carter ex-
plained it, a Republican congressman whom 1 re-
spected a lot came back from a meeting up there and
said, “That fellow really knows everything about this
energy program. Taxes, all of it. He didn’t have to call
on the secretary of the treasury or energy or any of
them. He could do it all.” T was bowled over and I
said, "'Is he going to get it through?"’ And he said, "1
don't know. You know, he's got no agents up here.”
Having agents throughout the system who want to
help you out becomes a very essential part and a non-
organizational part of a successful presidency.

Chancellor: We have talked about the impact of technol-

ogy, of how fast-flowing information enters into the
president’s decision-making. It seems to me there’s
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request for a budget for next year has been sitting on

your desk for a very long time. What's happened? I've .

got to make some plans.” I said, “Gee, Joe, I've got a
stack of them on my desk. Yours unfortunately is at
t'he bottom of the pile. I've got so many other things
I'm trying to work out. For example, that problem be-
tween you and Udall. I don't know what to do about
that, but I sure wish you'd talk to him about it. If |
get that off my desk, I might have time to get back to
the pile.” (Laughter)

. He said, “Well, no, no, that'’s a question of the
rights of an independent agency.”

“Okay. Well, I'm sure it is.”

He called me back ten days later and said, “What
about that budget request?” And I said, "G’ee Joe
yours is still at the bottom of the pile.” Next da’y he,
saw Udall, and the matter was resolved. ,

Watson: Let me add just one quick one. People have dif-

fere.nt images. We have got the Rumnsfeld image of the
White House chief of staff as the grease, or the sand
on occasion. A friend of mine asked me if the White;
House chief of staff was more like, in sports terms, a
quarterback, which is sort of the glorified image ;)r
a goalie or a utility infielder. ,

Kernell: Or a cheerleader.

Watson: Ora cheerleader. I said the image that comes to

my mind, .bome out by some of the stories being told
this morning, is that of javelin catcher. (Laughter)

Haldeman: Excellent.

Rumsfeld: One thing we haven’t even talked about is tur-

bulence in government, the fact that so many of these

Quarterback, Cheerleader, Javelin Catcher? » 183

people hold these jobs for such short terms. If I ran
G.D. Searle the way the government of the United
States is run, it would go broke in five minutes. You
have had four national security advisors in the Rea-
gan administration in five years. That is not healthy
for this country.

It is damaging, and it is something that we ought
to think about. You don’t get good at those jobs in five
minutes, and if there’s anything we know, it's people
get out on that track and fall into the same damn pot-
holes that their predecessors fell in. With a job as im-
portant as that, it seems to me that it's important
that there be some stability; the same is true for some
of the other key jobs. There are other jobs, though,
that you can change every five minutes, and the
world would go on just fine.

Transition periods

Kernell: That raises another issue that we haven't talked

about yet. A president comes in and typically has to
make something like three thousand appointments.
How do you make those appointments? Where do the
names come from? Coming out of the campaign, how
do you set up an organization to govern?

Bob, could you begin with a discussion of that?

Haldeman: Yes. 1 wish Harry McPherson were here be-

cause we had, I think, an ideal transition, as ideal as
a transition can be from one party to the other, from

RPN TN
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sonalities. Pressures to bypass the coordination controls are so intenge that
the staff, Cabinet, and personal secretaries need reenforcement. A senior
guardian there must be, standing watch for the president over the integmy
of the entire decision process. This is the White House chief of staff

THE CHIEF OF STAFF

The title may sound grandiose, even militaristic; the two presidents fol-
lowing Nixon avoided it. Donald Rumsfeld and Richard Cheney were
designated “staff coordinators” in the Ford years. President Carter began
his presidency by banishing not only the title but the function as well. He
was wedded to a “spokes of the wheel” arrangement where he was the hub
and each senior staff office connected to him directly. It didnt work, and
his own staff told him so.

“I continue to believe that our most serious structural problem is the lack
of internal White House coordination,” wrote Domestic Policy advisor
Stuart Eizenstat to President Carter only eleven months after they entered
the White House. While the staff feels comfortable with one another, he
observed, “there is no mechanism by which, on a regular basis, we can find
out what the other is doing that may have impact on an area in which we
are working. . . . no one has been given the directive to sort out the various
priorities of our work, to coordinate our work and make sure it is all going
in the same direction, before it all pours in to you.” Acknowledging
Carter’s aversion to the chief-of-staff title, Eizenstat diplomatically pro-
posed the same responsibility with a different label:

... this White House coordination function, which is critical . . . can be done
by a key “coordinator” to whom we would all look as a point of coordination
between us. This would be particularly useful also in making sure that there was
domestic input into foreign policy decisions and likewise that there was foreign
policy input into domestic decisions !!

Nearly a decade later, distinguished presidential scholar Richard Neustadt
agrees: “Even at [the] . . . minimum you do need some administrative
coordinator . . . a modicum of administrative tidiness.”1*
“Administrative,” however, is too prosaic an adjective. The chief of staff
is system manager—the boss of none but the quarterback of everything. He

commands no senior person in the White House, but the decision-making
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edures he enforces leave not one of the sixteen staff centers exempt.
’- task is not to redo the internal work of any of them but to guarantee
? ot when their product touches the concern of others on the staff (as it
Ways does), the linkages are made. The chief of staff will not second-
5 uess the national security assistant on strategy in the Persian Gulf, but
'"the president’s legal powers are questioned, or if a congressional consul-
fation impends, he will see to it that the counsel or the Legislative Affairs
fﬁce is in the picture. As former Ford Chief of Staff Donald Rumsfeld
alled, “You are the person who sets up the staff system so that there
;m orderly flow of work, meetings, paper, appointments, thought, and
ion, and that it satisfies the president, and serves the president. You
hring those disparate threads up through a needle eye.”!? As for the first
lady’s and the vice president’s territories, here the president’s personal
gvord may be needed so that the chief of staff can also glue them de facto
to the whole White House framework.

While the chief of staff’s authority comes from only one place, his
intelligence sources must be ubiquitous, his antennae tuned to every cor-
j\er of the White House establishment. “It's ‘walking-around manage-
'” Rumsfeld remembers. ““You have lunch in the Mess; you talk to
ﬁongressmen and senators and press people, you hear things and learn
things, and end up asking questions. 14

_There can be no significant enterprise afoot of which the chief of staff
i unaware—be it a planned speech by the first lady or a covert action
hatching in the National Security Council. Thus alerted, it is he who must
) be able to say, to the national security assistant or to any other senior
gt White House staff member, “Hold everything, let’s have the boss look at
% this once more.”

While past chiefs of staff (Adams and Haldeman for instance) have
,_hung back from positioning themselves directly in the national security
affairs decision process, President Reagan—in the Iran-contra aftermath—
affirmed the chief of staff role here in perhaps the most explicit fashion in
all the history of that office. At the president’s invitation, the chief of staff
‘shall attend NSC meetings,”’ the president wrote, and he was made a
: formal member of the National Security Planning Group and the Senior
.: Review Group. National security decision documents, including “all pro-
posed Findings and MONs [memoranda of notification detailing changes
in ﬁndmgs]” for intended covert actions were to be transmitted “to the
Presideny through the Chief of Staff.” “The National Security Assistant,”
Reagan instructed, was to keep the chief of staff “fully informed on all
Matters of substance.’15

€ chief of staff must close the Oval Office door to some, open it to
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others—but only because he knows the president’s own priorities. To ope
Cabinet officer “who carried a huge briefcase and had an unending floy
of items to talk to Nixon about,” H. R. Haldeman must have seemed a
barrier. To a legislative leader whose arm Richard Cheney had to twist to
bring him back info the Ford Oval Office to avert a misunderstanding,
Cheney must have seemed a nag. The chief of staff is both, and will absorh
the heat for being so. He must be as wary of the staff or Cabinet member
who wants to tell the president only the “good news” as he is alert to thoge
who avoid the Oval Office, claiming that “we mustn’t bother the presi-
dent.”” The chief of staff assumes all those unpopular postures—he’s 2
“javelin-catcher,” observed Carter Chief Jack Watson.1®

Surprising as it sounds, a chief of staff must at times tell even the
president to “'go slow.”” A president can be tired, mad, punch-drunk, preoc-
cupied; he needs a buffer person at whom to vent an angry command, who
will perhaps say ““Yes, sitr” but then do nothing. Scholar Fred Greenstein
quotes Eisenhower:

[told my staft .. once in a while you people have just got to be my safety-valve,
So I'll get you in here and | will let go, but this is for you and vour knowledge,
and your knowledge only. Now 've seen these people going out, and I've gotten
a little extreme, a little white, but pretty soon one of them comes in and laughs
and says, “Well, you were in good form this morning, Mr. President. . . .7

Both former presidential assistants Haldeman and Califano describe
their similar experiences. When Nixon issued an intemperate instruction
on one occasion, Haldeman remembered, “I said nothing more, then
stepped out of the office and placed the order immediately on my mental
‘no-action-ever’ shelf.”’!3 President Johnson had the same habit and
Califano used the same response. Califano comments: “After three years
of serving on his White House staff, he would have expected me to have
some sense of how to measure his true meaning when he spoke in anger.”??

INlustrating the importance of enforcing escape-proof coordination sys-
tems are three notable failures, from the Truman, Nixon, and Reagan
presidencies.

On September 10, 1946, Secretary of Commerce Henry Wallace came
into the White House to clear with Truman in person a speech about
foreign policy that he intended to give two days later in New York. Report-
edly, Wallace realized that the Department of State would not approve of
what he was going to say, since it undercut the position being taken by
Secretary of State James Byrnes, who was in Paris. Wallace, however, read
his speech aloud to the president. As historian Robert Donovan’s account
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priorities. To gates, “The President, either through preoccupation with other matters or anony-
n unending i ply through lack of insight as to how others might read the speech, -of our
st have seeme owed Wallace to consider it cleared.”2° 3-
y had to twist't . When queried by the press, Truman had to admit that he had approved
i e speech, and as the embarrassment grew worse, Byrnes threatened to
h, and will abg ign. Angry at himself as well as at Wallace, Truman fired his secretary
- Cabinet meni¥ commerce.
he is alert to th %In letting himself be importuned to clear a speech, Truman put an unfair
bother the ph den on himself. What he needed then but didn’t have was an airtight
fing system, which would extract from even a Cabinet member’s hands
6 Lpolicy statement requiring interdepartmental review, and which would
nes tell eveit’ sist on completing that review before the secretary even got into the
\ch-drunk, p al Office. e
) e second example of failure, the Watergate wiretap, occurred when
r Fred Gr R upposedly strict staffing system was in effect, in the Nixon White
' use. It was apparently not strict enough. If Chief of Staff Haldeman'’s
‘ount is to be believed, the president, through private conversations with .

te House assistant Charles Colson, ““caused those burglars to break

p O’Brien’s office.” Of Colson, Haldeman writes: “Even though 1 knew

as a potentially troublesome person and represented a real possibility

damage, I let him go ahead rather than doing something about it.

I dealt with what came before me, leaving the rest to others.” He

mented as well: “Had Watergate been handled through the usual

hite House staff system . . . it never would have happened in the first _
l}e."“ Watergate, of course, was a disaster involving many other actions -
i people, but this one stupid move, Haldeman implies, might have been

thing mo
ely on m'j.,r
same habj¥
‘After t

e third example, the Iran-contra debacle, is another instance of a
osedly tough chief of staff who in the end was not tough enough.
questioning by the House-Senate Investigating Committee in July ‘
987, former Chief of Staff Donald Regan admitted that he allowed ' >
nal Security Assistant John Poindexter to “pass papers to the Presi-
.. getting his signature on them and having them returned . . . outside
formal way.” When pressed, he acknowledged, “I sort of lost track of
_' was going on.”’22 The Tower Commission itself was unforgiving. “He
], as much as anyone, should have insisted that an orderly process )
rved. . . . He must bear primary responsibility for the chaos that
ded upon the White House when . . . disclosure did occur.”’?3 '
deman and Regan may be underestimating what their respective
ents personally knew and personally commanded, thus putting too
.2 burden on their own shoulders. The lesson, however, seems clear.
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A chief of staff cannot afford to let any people or information go past him
without review. The hotter the enthusiast who marches toward the Ovaj
Office, the colder must be the scrutiny.

How cold? Does this mean that a chief of staff will inevitably be tagged
as an abrupt and arrogant martinet? Sherman Adams was called “the great
stone face”’; Haldeman “‘the Iron Chancellor,” “with a gaze that would
freeze Medusa”; Rumsfeld the ““Praetorian” and “the Haldeman who
smiles.” A joke told about Regan was: '"He’s leaving to be a cardinal. For
most of us it is a relief to know that we will now only have to kiss his
ring.”24

Most chiefs of staff will not escape those labels. Asked if he would have
changed his style, Adams declared, “No, I could not have gotten the job
done”’; Haldeman acknowledged, “’I should have used a velvet glove,” but
then reflected that courtesy could be misunderstood, that when he spoke
he was not merely making a polite suggestion, he was conveying a presi-
dential order.

Former President Ford summed up his experience:

The Chiefs of Staff we had were on the ball, paying attention to their responsi-
bility—which was the administrative side. They weren’t worried about getting
their face in a picture with the President; they weren’t worrying about getting
recognition themselves; they ran the shop.?

The chief of staff is system manager, but around the Cabinet and in the
White House, the system he is trying to manage throbs with centrifugal
thrust. While the White House is a unifying counterforce to the pluralist
Cabinet, within the White House staff itself sixteen miniworlds spin in
separate orbits. The central staff offices, and the chief of staff, are the
centripetal forces for the lot of them.
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A couple of my personal favorites:

Jack Watson, Chief of Staff for President Jimmy Carter, on the
role of the White House Chief of Staff:

People have different images [of the White House
Chief of Staff]. We have the Donald Rumsfeld
(chief of staff to President Ford) image of the
White House Chief of Staff as the grease, or the
sand, on occasion. A friend of mine asked me if
the White House Chief of Staff was more like, in
sports terms, a quarterback, which is sort of
the glorified image, or a goalie or a utility

infielder . . . or a cheerleader. I said the
image that comes to my mind is that of javelin
catcher.

John Sununu, Chief of Staff for President Bush:

I don't care if people hate me, as long as they hate me for
the right reasons.
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Organizing the White House

*“The most important decision the president has to make in the transition period,
more important than deciding what his policy or his state of the union message
will be or even his Secretary of State, is his choice of his principal White House
staff.””' If the president does not designate early who will be first among his
White House staff, the hesitation becomes an invitation to struggle. Much is at
stake because the president’s program must necessarily wait while the battle for
who is in charge is settled.

The Carter administration lost a lot of time while the relative positions of
White House aides Hamilton Jordan (Carter’s campaign director) and Jack Wat-
son (Carter’s transition planner) were established. This struggle negated some of
the other elaborate preparations the administration had undertaken to prepare for
office. In rejecting the strong chief of staff model of White House organization,
Presidents Ford and Carter lost valuable time and energy while they experi-
mented with a “spokes-of-the wheel” model of White House organization and
refused to designate their chiefs of staff.

The urgency of this first order of business is matched by the complexity of
making delicate judgments about human competence and chemistry. The presi-
dent must blend factors of personal confidence, intelligence, experience, knowl-
edge of the government, and compatibility with other members of the White
House team. He must also balance the need for personal loyalty and familiarity
with his need for people experienced with Congress and the Washington estab-
lishment as the winning team shifts from running the campaign to governing the
country.

Recent presidents have solved the puzzle of White House organization in
different ways, from the highly structured White House of Richard Nixon to
the more fluid approach of John Kennedy. This chapter will examine the
White House organizations of recent presidents. The emphasis will be on the

17
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role and functions of the White House staff and the importance of designating Rict
a chief of staff. ‘ White H
: the tradi
CHOOSING THE WHITE HOUSE STAFF Eovemm
] administ
Presidents choose their White House staffs primarily from among those individ- ngs:v.::
uals who have worked with them on their campaigns and who understand best g Herbert I
their personality and values. ‘““You use your own campaign organization because 3 were “lov
people know each other” and are used to working together.” More importantly, j Watergat;_
the president has confidence in the judgment of the people who have weathered  j The
the storms of the campaign. According to John Ehrlichman, “The president’s f power an:
confidence is the only qualification for working in the White House.™ the White
The Brownlow Committee, whose report led to the creation of the Executive good. Op
Office of the President in 1939, envisioned a White House staff of individuals A’ ences; 'll
“possessed of high competence, great vigor, and a passion for anonymity,” who _ heatec’ipt;;
would have “no power to make decisions or issue instructions in their own § plasma of
right.”* But there is often a disjunction between the time-honored prescriptions § Carter staf
for White House staff members and their actual behavior on the job.* In the competitic
contemporary presidency, White House staffers often seem to be “young, highly  j atmospher
intelligent, and unashamedly on the make. They take chances, they cut comers, | ; comes fro
and unlike most politicians they sometimes have a little spontaneity and irrev- & With the l
erence left in them. This accounts for much of their charm and most of their f pressure-f
problems.” # tance, witt

The natural choice of campaign aides, however, may lead to problems
because the nature of governing is different in important ways from the nature of 3
political campaigns. Bradley Patterson, with fourteen years’ working experience EISENHO
in the White House, argues that “the virtues needed in the crucible of a cam-

paign—are almost the opposite of the preparation needed for life within the 3 The two g
White House.” Cy are

In a political campaign issues are simplified and differences accentuated. In ; participati
the White House, however, issues take on “infinite shades of gray.””® Simplifica- the White

tion does not help the president deal with the tough issues. In a campaign people §
are either for you or against you, and the latter are seen as the enemy. But in the
White House coalitions must be built to gain support for the president’s pro-

- Roosevelt'
- hower felt

> a ge
grams, and the country must be united behind the administration. In a campaign starcely %’z
you can make points “if you make a strong speech or raise the right question o ST bl
sound the alarm. None of that does you any good at all when you are in the 10r his con

White House and you are responsible for running the show. You have to come
with the answers.” The shift from campaigning to governing entails importafiiy
changes in style, perspective, and attitude. Patterson asks: “Can a hard-drivin§
fast-moving bunch of egotists be so metamorphosed between November 5
January 20?” His answer is only “perhaps.”"
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Richard Neustadt argues that one critical component in the qualifications of

White House staffers 1s governmental expenence, which engenders a respect for
the traditions of the constitutional system and a sense that power in the U.S.
government is shared among several institutions. He argues that in the Nixon
administration the “new set” of advertising men and lawyers from the West
Coast and their “beaver patrol”™ pushed out the “older set” of Washingtonians
who were experienced in governing, such as Bryce Harlow, Arthur Bumns, and
Herbert Klein. The new staffers had no previous expenence in government and
were “loyal, empathetic, and ignorant. Ignorance and arrogance combined in
Watergate.”™"

The combination of high-strung personality types in the presence of great
power and the pressure to achieve short-term political goals combine to make
the White House a peculiar cauldron fraught with danger as well as potential for
good. Opportunities for greatness and abuse of power abound. “Policy differ-
ences, piled on top of personality clashes. multiplied by the time pressures, and
heated by sometimes vindictive news leaks, can add up to an incandescent
plasma of high-voltage conflict.”™ I would provide a staft psychiatrist,” one
Carter staffer observed, “because it is a world of hightliers . . . there is a lot of
competition between people. For instance, | have never worked before this in an
atmosphere where information is hoarded. Part of your strength and position
comes from hoarding and being very careful about whom you say things to.™
With the particular personality types likely to be in the White House and the
pressure-filled atmosphere. organizational issues take on extraordinary impor-
tance, with access to the president the prize.

EISENHOWER AND KENNEDY MODELS CONTRASTED

The two general models of White House organization in the contemporary presi-
dency are the Eisenhower and the Roosevelt-Kennedy models. Eisenhower’s
participation in staff advisory systems in the military led him to conclude that
the White House must be organized much more formally than Truman’s and
Roosevelt’s. While good organization would not guarantee sound advice, Eisen-
hower felt it would enhance the likelihood of efficiency. “Organization cannot
make a genius out of an incompetent. On the other hand. disorganization can
scarcely fail to result in inefficiency.””"* Eisenhower insisted that as many issues
as possible be settled below the presidential level and that issues be presented
for his consideration on one-page memoranda.

The driving force behind the Eisenhower White House staff system was for-
shire Governor Sherman Adams, who came to dominate the
White House with an iron handeAdams said that his job was “to manage a staff

that would boil down;Stmplify and expedite the urgent business that had to be
brought to [Eisenhower's] personal attention and to keep as much work of sec-
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ondary importance as possible off his desk.”” He controlled who saw the presi-
dent, and most cabinet officers reported to the president through him. He seemed

to dominate White House policy so thoroughly that one newspaper fan a story

headline declaring: “Adams Insists Ike Is Really President.”

mmect Kennedy, was
briefed by General Persons, who had succeeded Sherman Adams, Persons told
him: “With the exception of Press Secretary Hagerty, no member of the White
House staff went in to see President Eisenhower except in General Persons’
company or with General Persons’ blessing, and no piece of paper went in to
President Eisenhower without General Persons’ okaying it in advance.”” On
the other hand, Eisenhower felt strongly that certain matters were cabinet
rather than staff issues. According to Andrew Goodpaster, “I remember that
when important issues came up in staff meetings, Eisenhower would interrupt
and say, ‘Excuse me, but this is not a staff matter. I will take that up with the
secretary of defense, or interior.”"*

One of the useful functions Adams performed was to act as a lightning rod
when the president made an unpopular decision on a minor matter. Adams could
be seen as tife “abominable no man’Yor the one who denied access to the presi-
dent. This help®dmaintain Eisenhower’s image as a benevolent leader not con-
cemed with petty politics."” On the other hand, a chief of staff with tight control
of access to the president can isolate him from diverse points of view and keep
him from seeing people whom he ought to see. Greenstein argues that this was
not the case with Adams and Eisenhower, though the issue was raised later with
regard to the Nixon presidency.

After his election John Kennedy was strongly urged by his advisers to reject
the Eisenhower model of White House organization and to adopt a system closer
to that of Franklin Roosevelt. In his memorandum “Staffing the President-
Elect,” Richard Neustadt described the type of organization he thought Kennedy
ought to adopt: “You would be your own ‘chief of staff.” Your chief assistants
would have to work collegially, in constant touch with one another and with you.
There is room here for a primus inter pares to emerge, but no room for a staff
director or arbiter, short of you. . . . [Y]Jou would oversee, coordinate, and inter-
fere with virtually everything your staff was doing. A collegial staff has to be
managed; competition has to be audited.” Clark Clifford also urged Kennedy to
reject the Eisenhower model with its dominant chief of staff.” In a memorandum

to Kennedy he argued: “A vigorous President in the Democratic tradition of the §

Presidency will probably find it best to act as his own chief of staff, and to have
no highly visible majordomo standing between him and his staff.”?

These proposals of Neustadt and Clifford have been called the “spokes-of-
the-wheel” model of White House organization. The president himself is the hub
and his chief advisers the spokes, each of them having direct access to the presi-
dent without their advice being “filtered” or “coordinated” by any single chief of
staff. Kennedy followed this advice and ran a relatively loosely structured White
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House with several senior aides having access to him. Although Theodore
Sorensen became his principal adviser, he never became the keeper of the gate
that Adams was for Eisenhower or H. R. Haldeman was for Nixon. But the lack
of a chief of staff imposes a heavy burden on the president himself. After a long
day and night of work during the transition, Kennedy remarked: “Now | know
why Ike had Sherman Adams.”™

Lyndon Johnson continued the Kennedy model of a fluid, unstructured
White House staff. While Kennedy, like Roosevelt, dominated the White House
staff with his intelligence and choice of which assignments to dole out to whom,
Johnson carried his personal domination of White House staff members to
extremes. Jack Valenti recalls how Johnson treated his staff,

He brutalized them, always tried to shove spoonfuls of humility through
their clenched teeth. He never named any of his aides to be chief of staff. He
kept some aides unenlightene is-thinded as he instructed oth-
ers in several directions at the same time. . . . He once said: “If anyone is
going to make a big-ass blunder around here, I want it to be me and not
some assistant to me who thinks he is running the country.” He made sure
everyone knew the source of their power: “Now you very important guys
ought to keep one thing in mind. The folks tonight who tell you how smart
you are and how charming you are don’'t give a pig’s ass about you person-

ally. They think you can get to me. They also know you won't be around
this Oval Office one second longer than me.™

The lack of structure in Johnson's White House and Johnson's style of domi-
nating his staff led Patrick Anderson to entitle a section of his chapter on the
Johnson White House staff “Caligula’s Court.™ The White House under John-
son was so unstructured that when a new aide reported for duty and asked for an
organization chart he was told by an amused career official who had been in the

White House for thirty years: “We don’t have any organization chart at the
White House because we don't have any organization.”™

NIXON'S WHITE HOUSE

Richard Nixon rejected the loosely structured styles of Presidents Kennedy
and Johnson, and began his administration with a clear-cut White House orga-
nization. While staff members would change, the linchpin of the organization,
H. R. Haldeman, maintained tight control over the White House. According to
Haldeman, ““You've got 1o establish a clear cut organizational structure” in
order to keep staff rivalries and competition for the president's ear from domi-
nating the policy process. “We all knew where we fit. There were five of us
that were equal, but as [Bryce| Harlow said: there was a first among equals,
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and it was clearly me. Nobody questioned it. I never asserted it; I never argued T+
it. I never had 0.’
While others saw Haldeman as a barrier between them and the president U
) . . P
and suspected that the White House staff was arrogating much power to itself, ads

Haldeman saw his role as merely acting at the direction of the president. "'If I

told someone to do something, he knew it wasn’t me—he knew exactly what it a:e
was; it was an order from the President. They knew an appeal wouldn’t get gy;
anywhere.””® According to this view every president needs someone who will erfi
make the tough decisions about protecting the president’s time and who will inj
shield the president from having to make unpleasant face-to-face decisions
about personnel. Haldeman characterized himself: “Every President needs a oI
son of bitch, and I'm Nixon’s. I'm his buffer and I'm his bastard, 1 ge-dﬁﬁ‘" Off
what e wants done and | take the heat instead of him."® v thei
——Omneof the assets of a close stalf aide Who 18 atmostan alter ego to the presi- sitic
dent is that he can weigh what the president says and discount it if in his judg- pro
ment the president made a poor or hasty decision out of pique. Haldeman often that
stalled and held petty or vindictive orders untij Nixon had cooled down.” In one incl
instance Haldeman refused to implement an order to plug up leaks in the State
Department by subjecting each employee to lie detector tests. Haldeman argued him
that in such situations “It’s the obligation of the staff . . . not to carry out the order staf
until it has been at least reviewed once and then reordered by the president.”™ desc
Nixon also counted on Haldeman to protect his time and shield him from or |
unnecessary demands. This was a valuable service in that it diverted hostility the
from disappointed seekers of appointments from the president to Haldeman. It coh

also led to the dissatisfaction of some cabinet members, such as John Volpe and
Walter Hickel, who complained that the White House staff was preventing them
from seeing the president.

While others saw Haldeman’s role as heavily influencing the president’s
decisions, Haldeman perceived his role to be free of politics and values. His
function as he saw it was to “staff out” every issue that got to the president and
scrupulously ascertain that all sides of the issues were presented fairly. While
he consciously modeled himself after Sherman Adams, he saw himself as less
involved in policy. “Adams spent little time with the President but a lot of time
acting for him. I spend a lot of time with the President. 1 act at the President’s
direction. . . . | don’t directly act in policy matters.”"" One of Haldeman's aides |
estimated that Nixon spent more than 70 percent of his staff time alone with
Haldeman.* e

The reaction in the country to the Watergate scandal was so strong that the
next two presidents felt a need to distance themselves and their administrations i
from the Nixon legacy. This led Presidents Ford and Carter to begin their terms
with promises of open access to the president and a spokes-of-the-wheel struc-
ture of White House organization. Each was forced to admit failure after a peri-
od of attempting to run the White House without a chief of staff.

R i
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THE FORD AND CARTER REACTIONS

Upon succeeding 1o the presidency, President Ford took pains to distunguish his
administration from Nixon's." He spoke of a return to “cabinet government™ and
an open presidency without a powerful White House staft standing between the
president and his advisers or cabinet members. A Watergate was made possible
by a strong chiet of staft and ambitious White House aides who were more pow-
erful than members of the Cabinet but who had little or no practical expenence
in judgment. I wanted to reverse the trend.”™

A survey of department and agency heads during the transition trom Nixon
to Ford found that virtually all telt that they were dominated by the Executive
Office of the President and that their ideas did not receive a fair hearing. Nor did
they have confidence that their proposals reached the president intact. The tran-
sition team thus recommended that Ford avoid “isolation of the President by
providing a flow of information, access to the President. and a span of control
that can be handled while still allowing time for retlection. and an orderly but
inclusive decision making process.”™"

President Ford began his administration with nine people reporting to
him and with the intention of running his White House without a chief of
staff who might evoke the specter of H. R. Haldeman. As Robert Hartman
described Ford's intentions: “The President doesn’t want any Colonel House
or Rasputin around here. He prefers something analogous to the Knights of
the Round Table, where all are equal.”" But in order to lend some sort of
coherence to a White House staff of over 500 people, Ford designated Donald
Rumsfeld to be "Staft Coordinator.” After several months in office even Ford
had to admit that something akin to a chief of staff was necessary in order to
run the White House. Ford explained: “Someone, I decided. had to be respon-
sible for scheduling appointments, coordinating the paper tflow, following up
on decisions | had made and giving me status reports on projects and policy
development. | didn't like the idea of calling this person chief of staft, but
that was the role he would fill.”*

When Rumsfeld was appointed to be secretary of defense in the winter of
1975, his deputy Richard Cheney took over as Ford’s chief of staff, Cheney
perceived his role as chief of staff 1w be one of imposing order on presidential
advice, but in a low-key manner that kept him out of the spotlight. Cheney
viewed himself as an honest broker who saw to it that all views were presented
to the president. This had to be apparent to cabinet members and the rest of the
White House staff in order to prevent them from trying to establish back chan-
nels to the president in order to get their own views heard. "It is important that
the rest of the troops feel that we will honestly present their position to the
president.”"

Cheney felt that establishing a chief of staff in the White House entailed
some risks. but that they were worth it.
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It's really a matter of trade-offs. There is no question that to the extent that the administra;

you involve a number of people in the consultative process before you make speaking for th

a decision, you raise the level of noise in the system. You enhance the possi- Carter tole
bility of premature disclosures and leaks. You also take more time, cut down he went up (o

in efficiency. On the other side, by encouraging different viewpoints you ; throughout the
make sure that the President’s got a wide variety of options so he won’t be felt in the coun
blindsided. But it’s a very risky business to classify an open system with a 3 and cabinet an

lot of consuitation as all good, and a very tightly run system with little con- / Joseph Califanc
sultation as all bad.* k At this time Ca

the White Hous

Cheney concluded from his experience in the White House that the Roosevelt ’.Q: moved to work
and Kennedy system would no longer work: “Somebody has to be in charge.”' 18 four years as de
At a White House staff party Cheney was presented with a bicycle wheel £ cluded: “It is cri

mounted on a large board with ali of the spokes of the wheel mangled and tan-
gled except for one that was all that held the structure together. A plaque
mounted on the board read: “The spokes of the wheel: a rare form of manage-
ment artistry as conceived by Don Rumsfeld and modified by Dick Cheney.”
When the Ford administration left office on January 20, 1977, Cheney left the
present on his desk and appended a note reading “Dear Ham, beware the
spokes of the wheel.”?

Jimmy Carter did not heed Cheney’s warning. Carter, like Ford, was react-
ing to Watergate and the Nixon presidency and promised “no all-powerful

THE REAGAN

. The Reagan ad

. avoiding the m;
Meese, who had
t, and national
He shared his p)

palace guard in my White House, no anonymous aides, unelected, unknown to iite House w
the public, and unconfirmed by the Senate, wielding vast power from the White ff system. %

House basement.” Carter also started out with nine advisers reporting to him, “ Meese and I
and he intended to be his own chief of staff. This came naturally for Carter, who j and were lor
prided himself on being a good manager and who enjoyed (or was obsessed 3 'his choice,

with) the details of policy and management. As a result, it was difficult some-
times to determine who was in charge short of the president. And minor issues
tended to be elevated to the presidential level.

The situation was aggravated by the transition conflict between the Watson
and Jordan staffs. Valuable time was lost waiting for the dispute to be resolve
and while Jordan was unquestionably the winner, Carter refused to give him
unambiguous authority over the White House staff. This was in part because th
White House was dominated by a small band of Georgians, and Carter wagii
unwilling to choose one to put first. But also Jordan did not want the title o
chief of staff, because he did not enjoy the routine duties of administration
much as the formulation of political strategies.

In retrospect, Jack Watson concluded that the spokes-of-the wheel organiza
tion model is “a fatal mistake” in the White House. The Carter attempt resul
in “lack of cohesion” and coordination of decision making. Watson felt th
appointing a chief of staff earlier in the administration might have ameliora
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At to the extent that the ad_ministration’s pmblems with Congress and lack of clarity about who was
ss before you make speaking for the president.*

 enhance the possi- Carter. tolerated the lagk of any formal. chief of staff until July 1979, when
Jore time, cut down 4 he went up to Camp David to con_sult with various pro-rqinent people from
ent viewpoints you 3 thropghom the country and made his speech about the cnsis of confidence he
ons so he won'tbe felt in ttlxc country. He then demanded the resignations of his White House staff
open system with a and cabinet and accepted those of five cabinet members: Michael Blumenthal,

Joseph Califano, James Schlesinger, and Brock Adams, as well as Griffin Bell.
At this time Carter finally admitted the obvious need for a chief of staff to run
the White House and officially appointed Jordan to the post. Later, when Jordan
moved to work on the 1980 campaign, Jack Watson took over the title. After his
four years as domestic policy adviser to President Carter, Stuart Eizenstat con-
cluded: “It is critical to have one person in charge.”
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THE REAGAN WHITE HOUSE

The Reagan administration came to office with the conscious intention of
avoiding the mistakes they thought that President Carter had made. Edwin
Meese, who had overseen the transition, was put in charge of policy, the cabi-
- net, and national security. But Meese was not the president’s only top staff aide.
*.--He shared his primacy with Michael Deaver and James Baker. Thus Reagan’s
Whne House was organized in a modified spokes-of-the-wheel and chief of
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Meese and Deaver had been with Reagan when he was governor of Califor-
.\1 and were longtime, trusted associates. Baker was brought in after the elec-
gn; his choice, since he had worked for George Bush, showed that President

Shi _g&m old Washington hands, like Baker, Richard Darman, Max Friedersdorf,
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image and protector of the president’s time.*
:November 17, 1980, Meese and Baker came to an agreement on the
of duties between them and, as befits two lawyers, wrote it down in a
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Baker would not. Meese would coordinate the work of the Domestic Policy staff
and the National Security Council staff. Baker got the traditional office of the
chief of staff and control of the paper flow to the president and hiring and firing
authority in the White House staff.*

This' division of labor, though it was not immediately obvious, was loaded
in favor of Baker. Meese would have responsibility for the long-term Reagan

~agenda, and Baker would dominate day-to-day operations. It is a predictable rule
that in the White House day-to-day firefighting drives out longer-range (six
months or longer) planning. Baker’s control of operations, paper flow, and per-
sonnel would give him the upper hand.

Baker brought in Richard Darman as his aide. On February 17 Darman was =~ 3
named as the “contact person” to coordinate and plan activities related to the
economic recovery program and was named secretary to the Budget Review
Group. Darman wrote a memo on February 21 arguing for the need to coordi-
nate legislative strategy in order to achieve a “planned string of successes” to
develop momentum in Congress. From this memo grew the Legislative Strategy
Group that met in Baker’s office and included only the highest-level officials in
the White House. It played the crucial role in directing the administration’s rela- 3}
tions with Congress during the budget victories in its first year in office. Darman
was secretary to the Legislative Strategy Group.* ‘

During the first year of the administration, Meese, Baker, and Deaver ran
the White House by “troika” and met each morning for breakfast. But control
of policy gradually flowed to Baker through his domination of the budget and
legislative strategy of the administration and his control of day-to-day opera-
tions.»

Ideologically Baker was seen as a “moderate” or “pragmatist” and was
viewed as anathema by the right wing of the Republican party. But his pragmatic
abilities to get things done in Washington may have been an important reason
that he came to be such a strong chief of staff. Despite his longtime loyalty to
Reagan, Deaver was also seen as a pragmatist, and he was instrumental in getg
ting Reagan to bring Baker on board. Ideological conservatives on the right saw
only Meese among the three as the protector of the “real Reagan™ of ideological
purity. They were also displeased when William Clark, who had come to
White House as national security adviser and was seen as a true Reaganite, lefi#
to be secretary of the interior when James Watt was fired. ’

The White House organization dominated by the troika (or quadrumvira
when Clark was there) seemed to work quite well for the first part of the admi
istration. The first year’s victories seemed to be engineered quite well by 4}
functional separation of duties among the three top advisers. They all had ding
access to the president, and they coordinated their work with daily meetings
a minimum of friction. In late 1983, however, reports began to surface that s
of the traditional problems of lack of monocratic hierarchy (each person ba

only one boss) were being felt.
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The problems stemmed trom the fuct that no ore statt member was clearly
in charge. and the president was not closely enough engaged n policy making
and administration to settle disputes quickly. One White House otficial who had
served other presidents said: “I've never worked in an organization like this.
There 15 no one person to give orders. except the President. This lends itself o
jockeying for position and not letting anvone clse get oo far ahead.™ Another
administration official said that the early collective management team approach
no longer was operating and that top aides acted as “individual lords. each pos-
sessing his own liefdom. with middle-level people often brandishing the
swords.”" A former White House official put it this way: “It's hell to work in
that kind of situation. 1t's not natural. 1 think it’s because the President doesn’t
lay down the law. He wants to stay out of the whole thing. It kind of goes against
his nature. so he lets a few people he trusts just hight it out.™

The beginning of President Reagan’s second term was marked by major
personnel and organizational charges. At the invitation of Donald Regan. James
Baker agreed to swap positions with him in the administration. The change put
Baker in charge of the Treasury Department and Regan in charge of the White
House staff. At the sume time Edwin Meese left the White House to become
attommey general and Michael Deaver left to establish a public relations firm.
Thus the triumvirate was no longer in charge at the White House. and Donald
Regan moved to establish his dominance.

The chief of staff’s power might have been undercut by the dual roles
played by Meese and Baker. Each was to head a White House policy council as
well as his cabinet department. Mcese would be in charge of a council on
domestic policy. and Baker would head one on economic policy. which were to
replace the seven cabinet councils of the first term. The two hats wom by Baker
and Meese had the potential 1o give them powerful policy-making roles. but
Regan fought that. and Regan prevailed. Baker and Meese continued to be able
to pursue successfully their personal policy initatives. But this was due to their
personal stature and access to the prestdent and not to their roles as heads of cub-
inet councils.

Regan began to establish his preeminence with important.changes in White
House personnel. David Stockman. who resigned as OMB director in the sum-
mer of 1985, was replaced by James Miller. who was agreeable to Regan.
Robert McFarlane, the national security adviser. left the administration in
December. in part because of contlicts with Regan. In addition. other members
of Reagan's first-term team were leaving the White House. including Max
Friedersdorf. Edward Rollins. und Kenneth Duberstein. These White House
aides were replaced with people who were acceptable to Regan.

A former marine major and chairman of Merrill Lynch, Regan moved
establish control through a tight hierarchy in the White House. ~“He considers the
Executive Branch to be like a corporation.” said one of his aides. “Cabinet mem-
bers are vice presidents. the President is the chairman of the board. the chief of
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ey He personally approved virtually everything

- he presxdem speeches, schedule, paper flow, appointments, and
phone calls * Some thought that his control of the Reagan White House was
even more complete than Sherman Adams’s was over the Eisenhower White
House, in part because Adams did not have jurisdiction over foreign policy;
Regan did. “Regan often sits alone with the President and talks quite a bit. No
one knows what he says,” said one Reagan White House official.*

Regan’s approach to control contrasted sharply with the politically smooth
style of James Baker, though Regan gradually became more accustomed to the
fragmented power of American government. “When I was chief executive [at
Merill Lynch] and I said, ‘Jump,’ people asked, ‘How high?’ As Secretary of the
Treasury, when I said, ‘Jump,’ people said, “What do you mean by jump? What
do you mean by high?’ But having entered this milieu, I think I have learned to
live in it.”*” Regan considered the crowning achievement of his first few months
in office to be the elimination of the collective management system of president
Reagan’s first term.*

Regan saw his duty as chief of staff to take some of the heat for contro-
versial decisions for the president. “One of the reasons I've gained so much
prominence is because of the blame coming my way. It’s kind of nice for the
President to be able to lay the blame off and say: ‘I didn’t do it, it was some-

body down the line.”"*® At times, however, he chafed at the role oflightning rod

for the president.“If someone gets a cold in this town, I get blame T 1986
Regan characterized his role as leader of the “shovel brigade” that follows the
circus_through town. He saw himself as direcfor of political damage control

ter others had made blunders.

Regan’s tight control of access to the president solved the first-term prob- |
lem characterized by one aide as “nobody knows who’s in charge of what, and ;

people . . . slip in the back door and get policy changed at odd hours withou
anybody realizing what’s happened.” But the other side of the better coordina
tion coin is the perception of less access to the president for other White House
staff members. This was the reason for the departure of some White House aide
after Regan took over.®
' David Stockman criticized Regan for operating on the “echo principle” bj
reinforcing President Reagan’s optimism about the economy and firm oppositio
against any tax increase to narrow the deficit gap. To Stockman this was pr¢
venting White House aides from presenting the full fiscal policy picture to th
president. To Regan this was merely carrying out the policy preference o
president and “letting Reagan be Reagan.”* “I'm not interested in how I ¢
influence policy. I'm interested in how Reagan’s plans and policies get dev
oped and actually become part of American life.”*

In 1986 Regan’s performance as chief of staff came under attack when
was disclosed that White House staffers had arranged for shipments of a
be made to Iran for the purpose of freeing U.S. hostages and attempting to inf]
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... Iran, a terrorist state, without notifying Congress may have been a violation of
"+ -the Arms Export Control Act. But the president said that he had no knowledge of

‘North, was said to have carried out the operations without knowledge of Don
:Regan or the president.

:Council staff have carried out such a complex operation without the knowledge
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ence “moderates” in the Iran government. Many critics of the administration
argued that the policy amounted to appeasing terrorists and that it would encour-
age thé taking of future hostages. They also claimed that our credibility with our
allies may have been seriously undermined by the U.S. government’s sending
arms to the radical Iran government while at the same time strongly urging our
allies not to sell arms to Iran.

Even more damaging to the administration was the revelation that proceeds
from the sale of the arms to Iran were diverted into Swiss bank accounts and
destined to aid the Contra rebels in Nicaragua. This happened at a time that the
“Boland Amendment” was in effect which prohibited any direct or indirect U.S.
aid to the Contras. Thus it seemed that the administration was trying to achieve
its policy goals of aiding the Contras by secret means in spite of laws to the con-
trary. This raised questions of circumventing the constitutional prerogatives of
Congress as well as possible violations of laws by the administration.

Major issues were thus raised about the procedures set up to advise the presi-
dent on foreign policy. With regard to sales of arms to Iran, the president did
consult with Secretary of State George Shultz and Secretary of Defense Caspar
Weinberger, both of whom advised against the sales. The attempted rapproche-
ment with Iran, regardless of its wisdom, was probably within the president’s
prerogatives as head of state and commander in chief. The delivery of arms to

the diversion of funds to the Contras. An NSC staffer, Lieutenant Colonel Oliver

The question was raised: Could a lieutenant colonel on the National Security

f.the White House chief of staff? The irony is that Donald Regan had prided
mself on being in charge of every aspect of the White House. His style was
ne of tight control, and he told his subordinates that he did not like surprises.
His purview included foreign policy and national security issues to a broader
xtent than other presidential chiefs of staff.

+- So Regan was caught in a dilemma: either he knew about the diversion of
finds and was thus potentially guilty of serious breaches of the law, or he did not
Hiow about it and therefore was not in control of important actions of the White
se staff that affected U.S. foreign policy and national security.

Several issues were raised by these matters regarding the strong chief of
system of the second Reagan term. What is the proper role of the NSC staff?
ts creation in 1947, its role was not intended to be operational. It was created
a'staff agency to coordinate national security policy. Operations are normally
ed out by the State Department in diplomatic matters, by the Defense
artment in military matters, and by the CIA in clandestine matters. These
cies have strong institutional capabilities and professional personnel to carry
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out their missions. In the important matters of the arms to Iran and aid to the
Contras, these professional agencies were bypassed (except in minor matters) by
the NSC apparatus. .

The other issue is whether the exceptionally strong management control
over the White House exercised by Don Regan and the exceptionally detached
style of President Reagan contributed to the developments. It is doubtful that the
diversion of funds of the Contras would have happened if the policy had been
vetted with the members of the White House triumvirate of the first Reagan term
(Baker, Meese, and Deaver) or if the secretaries of state and defense had been
consulted. So, insofar as Regan’s operating style and procedures encouraged
excluding the president’s normal advisers, the system may have allowed the
scandal to occur when it should have been nipped in the bud.®

It was the Iran-Contra scandal that proved to be Regan’s downfall. Ac-
cording to the report of the commission headed by former senator John Tower:
“More than almost any chief of staff of recent memory, [Donald T. Regan]
asserted personal control over the White House staff and sought to extend this
control to the national security adviser. . . . He must bear primary responsibility
for the chaos that descended upon the White House.” The day after the report
was released in February of 1987, President Reagan decided to replace Regan as
chief of staff with former senator Howard Baker. Baker’s experience in politics

and in Congress provided a sharp contrast with the background and style of

Donald Regan. According to one former Reagan White House official,

Avenue is a two-way street. He never realized there is a difference between

being an elected and appointed official. He never realized the distinction 3
between being a staff person and the chief executive officer. He never real-gj

ized that the White House demands talent throughout, rather than talen

derived. He never realized his job was to compensate for the perceived
strengths and weaknesses of others, rather than to dominate those weak-3%

nesses.*

In this case the detached and passive leadership style of the president co
bined with the rigid and controlling approach of his chief of staff resulted i
disaster.

This scandal, however, ought not to lead future presidents or the Congre
to overreact. The president needs to have a chief of staff to organize the
House to suit the president’s management style. Congressional meddling
the president’s personal staff will not solve the problem. Future presid
should be aware of the potential for problems of operational units in the Wh
House and the potential dangers of a chief of staff who tries to shut out all o}
ers. But they should also remember the Ford and Carter administrations if tf
are tempted to try a spokes-of-the-wheel advistory system.

Don never realized that while Wall Street runs one way; Pennsylvania ]
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WHAT HAVE WE LEARNED?

No one questions that the modern presidency needs an active White House
staff. Cabinet members may complain, and staffers may abuse their power,
but the president cannot operate without a staff to protect his political inter-
ests and keep the administration focused on the central agenda. Departments
and agencies, as Stuart Eizenstat argues, are inherently incapable of coordi-
nating themselves. “Agencies simply do not trust each other. . . . This lack of
trust means that, when we have to deal with cross-cutting, conflicting, com-
plex issues of the day that involve more than one agency, it is very difficult, if
not impossible, to entrust to one agency the responsibility to coordinate the
development of policy that affects several agencies. . . . Without a central-
ized, strong, and effective White House staff, it is simply impossible to assure
the neutrality of the policymaking process.”

There is also a developing consensus that in the White House staff someone
must unequivocally be in charge. In the words of one Kennedy aide: “Eve
body believes in democracy until he gets to the White House and then you begm

to betievein-dictatorship, because it's so hard to get things done.” On this issue

we tavetire informed opinions of presidential chiefs of staff H. R. Haldeman,

Donald Rumsfeld, Richard Cheney, and Jack Watson. Each of them has con-

cluded that if the president does not designate someone to control White House

rivalries and competition, chaos will result.

Even Richard Neustadt, who had urged Presidents Kennedy and Carter to

- be their own chiefs of staff, concluded that “letting the president be his own ad-
" 'ministrative coordinator was probably unrealistic in 1976.”* Reagan’s first term,
with its troika of differentiated jurisdictions, has brought into question whether
access to the president must be controlled by only one person. Three staffers had
gular access to Reagan, but James Baker was clearly chief of staff with control
6f. White House personnel and paper flow to the president. The second-term
Reagan White House, however, reverted to a domineering chief of staff. The
pecial personal chemistry of the first-term Reagan White House troika was an
unusual occurrence.
It is still possible that a president may be elected with the skills and intelli-
pence of a Franklin Roosevelt or a John Kennedy, who can act as the hub of the
1 and be his own chief of staff. But the increased size of the White House
Siaff, the enhanced technological capabilities of the White House, its increased
tralization, and the experience of recent presidencies has brought into ques-
on whether we can return to the less formal days of the 1930s or even the
. The consequences of attempting a spokes-of-the-wheel model of White
Ouse organization and failing, as Presidents Ford and Carter discovered, are
gpparent and present a serious risk for any president who tries it.
»Several major functions must be performed by the White House chief of
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1. The chief of staff must organize the information flow to the president to
ensure that issues are “staffed out” and coordinated. All important options and
every relevant side of an issue must be presented to the president for his consid-
eration. For instance, if the president gives a speech, all of the substantive issues
touched upon must be cleared through the cabinet secretaries affected by them,
Secretaries should not, of course, have any final power over content, but the
president must have confidence that each relevant person has considered the
issue and has raised any reservations to the president.

The chief of staff must be, and be perceived to be, af
ensuring that the views of all concerned administration officig erited to
the president. If this is not done, cabinet members will do their utmost to estab-
lish “back channels™ to the president. The chief of staff must assure that the pres-
ident’s time is not dominated by one person or point of view and that dissenting
opinions have a chance to be presented.

One of the most important coordmatxve functions of the chief of staff, and
the one members of the cabinet, is the necessity to

t is, if a member of the cabinet catches
the president after a meeting or in a Soeidl situation and tries to get a decision on
a policy issue, there is the danger of a hasty or poorly planned decision. The :
president may not be immediately aware of the full ramifications of the decision. &
It is the chief of staff’s duty to delay the decision until it can be “roundtabled”. 3
and input can be gained from all the relevant administration officials.

2. Another indispensable function of the White House chief of staff is ¢
take heat for the president. Presidents must inevitably make unpopular decisf
sions and difficult personnel choices. If these unpopular actions can be per
ceived to be the doing of the chief of staff, the president can be spared some o!
the negative fatlout, though not the responsibility, for them. When a high-levé
administration official must be fired, it is the president’s decision, but “so
body has to do it . . . if there’s a dirty deed to be done, it’s the chief of std
who's got to do it. Wcrcdn for what works, and you get
blame fo ’t =20

3. The chief of staff must be the person who negotiates with cabinet mer
bers over budgets and personnel for their departments. There is no one el
short of the president, who has the clout to arbitrate among members of the ca
net. The president does not have time to do it, and so the chief of staff_mus
sage the “giant2806s” and decide when a little “presidential stroking” is nee
“I can’t count the number of times I would get a phone call, probably o
month, and it would be a situation in which Pat Moynihan {ambassador to
United Nations] was calling threatening to resign or Henry Kissinger [se
of state] was threatening to resign because they didn't like each other,”
Richard Cheney.”

Other functions that must be performed by the White House staff, acco
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(1) the interrogation/orchestration/moderator function on crosscutting policy
issues; (2) the personal poli€y deyelopment function on issues especially sensi-
dsk: of receiving and judging informal, antici-
patory information on probleilisdbout which cabinet officers are embarrassed or
reluctant; and (4) selective intervention where policy changes or crises make
necessary a White House monitorship even of operational details. Patterson
argues that these are functions unique to a White House staff and that no cabinet
officer would be able to perform these functions along with those of heading a
cabinet agency.”

The presence of a strong White House staff is not without its dangers. There
will inevitably by complaints from the cabinet and others that the White House
staff is isolating the president and limiting their access to him. These perceptions
will persist even though it will often be the president’s personal decision not to
see a cabinet member. Criticisms of the White House staff will often be intended
for the president. The danger is that these complaints will be well founded and
that the president may come to depend too heavily on his staff and limit his
sources of information.

Presidents must depend heavily on their immediate staffs, but they must
maintain a delicate balance between unconditionally supporting them and under-
mining their decisions. The danger of giving too much rein to White House
staffers is that they may claim to be speaking for the president when they are
merely pushing their own agendas. This, of course, is what cabinet members
often suspect of the White House staff, but it is often too risky for a cabinet sec-
retary to have a showdown to settle the issue. But the danger of a president regu-
larly undercutting the decisions of senior staff is that pretty soon the staff person
is seen as a cipher, and all decisions are appealed to the president.

Presidents are also faced with the danger that the chief of staff may take a
domineering approach to the job, as did Sherman Adams, H. R. Haldeman, Don-

- ald Regan, and John Sununu. Each of these chiefs of staff abused his power

while alienating members of Congress, the press, and his own colleagues, and
each ended up harming his president. Each of them also resigned in disgrace.”
Thus every president must appoint a chief of staff who can firmly control the
White House staff and operations, but if that person takes a domineering
approach to the job, the president will be ill served. Don Rumsfeld, Dick
Cheney, Jack Watson, and James Baker have demonstrated that the job can be
done with restrained firmness. The conduct of the chief of staff office in the
Bush and Clinton administrations will be taken up in Chapters 7 and 8.
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Despite the purge, Federalist officers continued to outnumber Republicans
by a majority of 140 to 38.% The only senior officer thought to be sympathetic
to the Republicans was Wilkinson—and he was notorious for swimming with
the tide. Jefferson had not gone as far as his more extreme supporters wished.
Secretary of War Henry Dearborn complained, “We have been much more
liberal towards them [the Federalists] than they would be towards us, and in
future I think we ought to give them measure for measure.”? Jefferson put it
well when he commented, “The army is undergoing a chaste reformation.” "
Lewis had been invaluable in bringing it about on a fair rather then an exces-
sively partisan basis.

Beyond his active role in the reduction of the army, Lewis’s duties were varied
and not particularly exciting. He spent long hours at the writing desk, per-
forming menial tasks, such as drawing up a list of all U.S. postmasters, with
their locations and compensation, a total of twenty pages. He copied many
other routine documents, including a list of prisoners in the Washington jail as
of March 29, 1802; an extract of a letter of March 6, 1802; four pages of a
report on the cost of a naval arsenal on December 4, 1802; and so on. He
delivered messages from Jefferson to Congress. ! [t was tedious work, but instruc-
tive.

Abigail Adams, the first resident of the President’s House, called it the “great
castle” and hated the place. It was too large—twenty-three rooms—and basi-
cally unfurnished and unfinished. Mrs. Adams complained that it took thirty
servants to run the place. The roof leaked. The walls were unplastered. In the
nearest stable, at Fourteenth and G Streets, John Adams told his successor,
were seven horses and two carriages in the stables that were the property of the
United States and available for the president’s use.

Jefferson ran the place with only eleven servants, brought up from Monti-
cello. There were no more powdered wigs, much less ceremony. Washington
and Adams, according to Republican critics, had kept up almost a royal court.
Jefferson substituted Republican simplicity—to a point. He had a French chef,
and French wines he personally selected. His salary was $25,000 per year—a

princely sum, but the expenses were also great. In 1801 Jefferson spent $6,500 §

for provisions and groceries, $2,700 for servants (some of whom were liveried),

$500 for Lewis's salary, $3,000 for wine. And it turned out he had to buy his
own horses; Congress, thinking it an outrage that the government should pay §
for the president’s horses, ordered that the ones Adams had turned over to 3
Jefterson be sold. Adams was so mortified over this action that he left town §

before the inauguration. !

Jefferson was a widower. His two daughters were married and had their §
husbands, children, and own affairs to look after. Secretary of State James §
Madison and his wife, Dolley, stayed with Jefferson in the President’s House for #
several weeks in May 1801, and Dolley Madison often acted as hostess for 3
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dinner parties, but essentially the President’s House was a bachelor-hause in the
years Lewis lived there.'? Other than the servan re the
gr}ly_r,esidf_nm On May 28, 1801, shortly after tW
residence e_his daughter Martha, ¥Capt. Lewis and myself are
ike two mice in a church.”
' They ate together, spent the evenings together—usually with guests—and
worked closely together, especially on matters concerning the army. Jefferson
came to know Lewis as well as he knew any man. He later praised Lewis for,
among other attributes, “sound understanding and a fidelity to truth.” But he
also noted, “While he lived with me in Washington, I observed at times sensible
depressions of mind.” He had seen the same melancholy in Lewis's father, and
felt it was a malady that ran in the family: “Knowing their constitutional source,
[ estimated their course by what I had seen in the family.” Lewis's depressions,
in other words, did not unduly alarm the president, or last long—but Jefferson
could not help noticing them. '’

Lewis's quarters were in what became the East Room. It contained almost
no furniture and was damp, cold, dr and depressing. Abigail Adams had
hyng her wash in it. Life in the President’s House, however, was as exciting
and rewarding to Lewis as life in the White House has been to most of the
young people lucky enough to live or work there in the following two centuries.

First of all, there was that daily association with Jefferson. No American
has ever surpassed Jefferson, and fewer than a handful have ever equaled him,
as friend, teacher, guide, model, leader, companion. Dumas Malone, author
of the definitive multivolume biography, called Jefferson “this extraordinarily
versatile and seemingly inexhaustible man.”'¢ For Lewis, left fatherless as a
child, thirty-one years younger than Jefferson, the president was all that and a

- father figure as well.

Lewis_took his mea i i ; ost always present
when he entertained, which was four or five nights a week. The dinner parties
were small affaifs, usuatly two or three guests, sometimes six to eight, never
more than a dozen.

One of the guests, Mahlon Dickerson, four years older than Lewis, was a

¥ lawyer from Philadelphia and a politician who later became governor of New
 Jersey and then a Cabinet officer. He noted in a letter that Jefferson “is accused

f being very slovenly in his dress, & to be sure he is not very particular in that
espect, but however he may neglect his person he takes good care of his table.

i No man in America keeps a better.” “You drink as you please, and converse at
p p

our ease,” another guest reported. "’
The table was an oval one, encouraging a general conversation. The talk
owed freely, on any subject that interested Jefferson, which meant practically

% . . .
zall subjects. But the concentration was on natural science, geography, natural

hilosophy, Indian affairs, and of course politics.
- Jefferson had promised Lewis that if he accepted the appointment he

Eiwould “know & be known to characters of influence in the affairs of our country,
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and give you the advantage of their wisdom,” and that was exactly what hap-
pened. Lewis sat with the Republican high command, including such regulars
as Madigon, Dearborn, Secretary of the Treasury Albert Gallatin, and Attorney
General Levi Lincoln. Nonpolitical guests included the poet and journalist Joel
Barlow, the artist Charles Willson Peale, the author Thomas Paine, the poet
Philip Freneau, and other writers, scientists, and travelers.

Lewis and Dickerson, who met at Jefferson’s table, became good friends.
Lewis visited him in Philadelphia, where young bachelor Dickerson moved in
the highest social circles. Dickerson kept a diary, with such entries as “Frid. 14
[May 1802], A fine day—Capt. Lewis & others dined with me—went to see
Rannie’s deceptions—much pleased.” Rannie was a magician and ventriloquist.
“Wed. 19 [May], Cloudy & rainy part of the day—cold at evg.—spent the evg.
at Madmoiselle Fries with Capt. L.” “Frid. 21. Clear in Momg. rained very
hard pm.—rode out with Capt. L. to Dr. Logans—diner there—retd. at
eveng.” George Logan was a physician and U.S. senator and a founder of the
American Philosophical Society, in which Dickerson was active and Jefferson

was a member. '8

It was a feature of Jefferson’s personality that he reached out to men older 4
and younger than he, men with different life experiences who could bring to his §
table perspectives and information foreign to him. Henry Adams wrote, “Three 4
more agreeable men than Jefferson, James Madison, and Albert Gallatin were 3

never collected round the dinner-table of the White House; and their difference

in age was enough to add zest to their friendship.”!® Jefferson was fifty-eight §

years of age in 1801, Madison fifty, Gallatin forty, and Lewis twenty-seven.

Lewis’s activities with Dickerson added to the list of famous men with §
whom he visited. “Mon. 24. A charming day—rode with Capt. L. to Wilming- §
ton—on a visit to Jno Dickinson—he was from home—we put up at Craigs.” 2
John Dickinson was the revolutionary pamphleteer who wrote the Letters from a
Farmer in Pennsylvania in 1768. That same week, Lewis and Dickerson dined 4
with Pennsylvania Governor Thomas McKean, former member of the Conti-
nental Congress and signer of the Declaration of Independence. On a visit to §
Philadelphia a year later, Lewis joined Dickerson for dinner with Henry Sheaff, 4
a merchant who had been the provider of wine and sundries for President
Washington when the capital was in Philadelphia.?® Clearly Captain Lewis was #

moving in elite circles.

In August 1802, Jefferson retired to Monticello for a two-month vacation. i
Lewis accompanied him and stayed at the clapboard house three miles east of
Monticello on the estate called Franklin, home of Ben Franklin's grandson 3
William Bache. Being there allowed Lewis to visit his mother, brothers, and}
sister at Locust Hill, and to attend dinners at Monticello. One Albemarle-'
planter, Lewis’s schoolboy friend Peachy Gilmer, called the company that gath-
ered at Jefferson’s table “the most accomplished and elegant society that has
been anywhere, at any time, within my knowledge in Virginia. MeriwetherM

Lewis was, too, sometimes with us, sometimes absent.” 2!
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In Washington, Lewis was on the move much of every day, carrying mes-
sages and invitations, gathering information for his boss. He had the honor of
copying and-then delivering Jefferson’s first State of the Union Address to
Congress. This broke the precedent set by Washington and Adams who had
delivered their speeches in person. Jefferson thought that practice a i)it monar-
chical; besides, he disliked making public speeches. *

The summer of 1802 was marked by a juicy scandal full of invective and slander
leaks from men in high places, hush money, blackmail, and charges of immorai
._r»exual conduct and miscegenation by Jefferson. Meriwether Lewis was involved
in his capacity as aide and messenger for the president. ’
' The scandal had its origins in 1798, when Jefferson leaked some informa-
tion on foreign affairs to a Richmond journalist named James Thomson
Callender. It was not new or secret information, but it had received little
publicity and Jefferson wanted it known, although he did not want his havin
supplied it to Callender to be known. He asked Callender to attribute what hf
had supplied to an unnamed source, which was done. Jefferson then read some
of the page proof of a book Callender was writing, The Prospect Before Us, for
the 1800 presidential campaign, and approved of what he saw. He “;rote
C_allender, “Such papers cannot fail to produce the best effect. They inform the
thinking part of the nation.”
But the work as a whole turned out to be full of such spleen and scurrility
that Jefferson disapproved of it and feared its extreme language would help the
Federalists and hurt the Republicans. For example, Callender called Washing-
ton “the grand lama of Federal adoration, the immaculate divinity of Mt. Ver-
nop," and described Adams as a “hideous hermaphroditical character which has
ither the force and firmness of a man, nor the gentleness and sensibility of a
man,” 2
§ Callender was arrested for his words, tried before Supreme Court Justice
and arch-Federalist Samuel Chase on charges of violating the Sedition Act of
;798. found guilty, fined two hundred dollars, and thrown into prison. By the
um:e Jefferson became president, Callender had paid his fine and served his
e-month sentence. Jefferson gave him a pardon. He could do no other, not
g0 much because Callender had been his supporter in the election as because he
d his party had denounced the Sedition Act—along with the Alien Act—as
I onstitutional in the Virginia and Kentucky Resolutions.
i When he granted the pardon, Jefferson also ordered the fine returned
Callender, who was pleading poverty and simultaneously demanding the
tmaster position in Richmond. But a series of red-tape delays held up the
ayment.
2 Callender came to Washington in May 1801 to demand his money. He

eﬂ’err_»on's precedent lasted until it was broken by another Virginian, Woodrow Wil
Wilson, a professor, could not resist a captive audience.
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