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Federal Government Interagency Operations

(Cabinet-level Interagency View)
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Expansion of National Security Effort
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U.S. Government Interagency

National Security Council (NSC)

NSC Principals ’N ATIOPA NSC Interagency

Committee securiTy@ Policy Committees
(NSC/PC) POLICY & (NSC/IPCs)

NSC Deputies Committee (NSC/DC)

DoD DOE Treasury DOJ

*The National Security Act of 1947 (as amended in 1949 and codified in titles 10
and 32 of the United States Code) created the National Security Council, the
Central Intelligence Agency, and the Joint Chiefs of Staff. Although these
organizations form the core of the NSC, each President lays out the organization
and membership of the NSC at the beginning of his administration and includes
any other government officials he chooses.

*The NSC—the principal forum for consideration of national security policy
issues requiring Presidential determination—advises and assists the President
in integrating all aspects of national security policy: domestic, foreign, military,
intelligence, and economic (in conjunction with the National Economic Council
or NEC). Along with its subordinate committees, the NSC is the principal means
for coordinating, developing, and implementing national security policy.

*The interagency process of national security policy development and
implementation is designed to provide well staffed and coordinated
positions/recommendations to the President and Secretary of Defense. This is
accomplished through a series of committees, composed of different elements
within the Executive Branch of the US Government, who work issues at each
level and pass recommendations up to the next higher level for consideration.
The goal is to build consensus before passing the action to the next higher
level.

* Policy developed during the interagency process often results in National
Security Presidential Directives (NSPDs), which are signed by the President and
remain in force until cancelled or superseded (many are still in force from the
Nixon Administration). NSPDs establish US national security policy and direct
elements of the US Government to conduct studies, many of which later result in
US policy.

* The primary agencies involved in formulating national security policy via the
interagency process are shown above.



The National Security Council (NSC)

~ Principal forum for consideration of national security policy
issues requiring Presidential determination;

~ Functions, membership, and responsibilities set forth in
:‘#’a;lg;'ngl Security Act of 1947 and Presidential Policy Directive

— Advises and assists the President in integrating all aspects of
national security policy as it affects the U.S.—domestic,
foreign, military, intelligence, and economic {in conjunction
with the National Economic Council, NEC);

- Along with subordinate committees, is the principal means for
coordinating executive departments and agencies in the
development and implementation of national security policy;

— Shall meet regularly and as required.

* The National Security Advisor, at President’s direction and in
consultation with the other NSC members, is responsible for
determining the agenda, ensuring papers are prepared, and
recording NSC actions and Presidential decisions in a timely
manner.




National Security Council /

Homeland Security Council: Purpose

» Advises the President with respect to the
integration of domestic, foreign, & military
policies relating to national/ homeland security

— Ensures coordination of all national/homeland
security-related activities among executive
departments and agencies

—~ Promotes the effective development and
implementation of all national/homeland
security policy.

The NSCs directive role in the establishment of national security policy
has diminished under the new structure. This is NOT to say that they
don’t have an important role to play. To the contrary, their role is
probably more important in the coordination end. The NSC works as
the coordinating body inside the Executive Branch.



NSC Membership
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- On 13 February 2001, President George W. Bush signed NSPD-1, which
established the Organization of the NSC System under the current
administration.

- In addition to the statutory members—the President, Vice President,
Secretary of State, and Secretary of Defense—and statutory advisors—the
Director of Central Intelligence (DCI) and the Chairman of the Joint Chiefs of
Staff (CJCS)—NSPD-1 adds the President’s National Security Advisor and the
Secretary of the Treasury to the NSC. Legislation creating the Director of
National Intelligence (DNI) position added that official to the NSC
membership. Other key members of the US Government are sometimes
invited to participate, depending on the subject matter.

-The NSC Principals Committee (NSC/PC) is the senior (Cabinet-level)
interagency forum for considering national security policy. The primary
members of the Principals Committee are the same as that of the full NSC
minus the President and Vice President. The difference is that the DCI and
CJCS are full members of the NSC/PC, as opposed to advisors to the NSC.

-When the “principal” of a particular agency is unavailable to attend a
meeting of the NSC or NSC/PC, the “deputy” or another designated official
will represent the principal. For the Joint Staff, this is often the Vice
Chairman of the Joint Chiefs of Staff (VCJCS), the Assistant to the Chairman
of the Joint Chiefs of Staff (ACJCS), or the Director for Strategic Plans and
Policy (J-5), although this delegation can extend to another 3-star G/FO,
depending on subject matter.




HSC Membership
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The White House Situation Room
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NSC/HSC Staff Functions

» Provide information and policy advice to President

+ Manage the interagency policy coordination process

Monitor implementation of Presidential policy decisions

Crisis management

Support negotiations

Articulate President’s policies (spokesman)

Liaison with Congress and foreign governments

» Coordinate summit meetings and national security-
related trips

Policy coordination «——— Policy-making
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National Security Council Staff

Carrantan of Feby
uary 2002 ATIETANT O THE PHESKENT
TR MATINAL SECUSITY AFTAIZS
JAVES L JONES
bk st ASNSTANT TO THE IWERDENT AND
CRPATY HATIONAG SECURITY ACY 0B
wi TEAML
s THOMASE. DONLON
BavANTHAROWES ™)
T ot
ey LEGALADVE0R LRGISLATIE INTELLIGRACE BAROUTIE
oo MANY D A arvams PROUAWS & HERGHY BCNET Ay
(VACANT) ~ (YACANT} CVACANT) MARAE. AUDWAN
P . y I 3 =
DErUTY M2 DEruTY A DEFUTY M3A pEryTY A Ty Ra | Bt
(AFGHABISTAN (STRATCG COMMS & INTERNATIONAL x (COMBATING RATARENICN
& gy GLOBAL OUTREACH) SCONCRRCE) HINATET) THAREN BTRATLGY]
LTCDOUGLASE. DN McDOMOUTH MICHALLE G rmOowAN (VACANT) JONNO, DN
wre
i — Yt ETUATION
s A wavesir || [ 111 ThADe. EAGY RN, MM CTATRATEGY OUNA
PeANNIG sanvmomert ||| swcers 5 ey oo MIGHOLAS 2 it dion
~t (VACANT) CVACANT)
ARG POUICY a
4 otstiorvear :
CWACANT) I e
NELES, STARRIZA- hEAREAST AND T
THOM A CEYEACOVENT NORTH AFRICA
roUGY CYACANT) U pameLs sarwo
TATICH
VACANT)
AN AFF AN DEFPENS POLICE EUMOPEAN AFFAIRE SOUTH AN GERTHAL
NICHELLE GAVN AMD STRATRCY DI ELIZADE™ ASWNAIT RS
AARRYPAVEL SHEEWOO0D RANDALL (VACANT)
COLNTENIEE TE A CAST ANAM ATT A i WESTENN HEWE
TION STRATR GY AMBLICHFREY A, MICHARL Mok R SPHERE AFEARG
(VACANRT) BaDC® (YACANT)

11



Homeland Security Council Staff

Organizational Structure — April 2008

Assistant to the President for Homeland
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Armed Forces Organization for National Security
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Operational Interagency for State and Defense

President

Ambassador / Deputy DOD
Chief of Mission (DCM)

State

- Embassy Country Teams

Regional Combatant
» Personal Representative Commands
of President to Host
Nation (HN) -- .Jor_nt Interagency
Coordination Groups
» Has authority over all (JIACG)

Ambassador

Dopm;z,‘:f o United States

Govemnment (USG) - - - Representatives

elements in-country from State, USAID,
Except those Justice, Treasury
assignedto a and the Intelligence
combatant Community

commanader

Security Other
Officer Agencies

Political
Officer

Pol-Mil Officer

We see that the DOS, like DOD, is organized along regional and functional lines. The
Ambassador or Deputy Chief of Mission (DCM) does the majority of his or her
coordination with these regional or functional bureaus, as well as with the RCCs
and OSD.

That said, the Ambassador or Deputy Chief of Mission (DCM) is formally the Senior
representative of President to Host Nation (HN) — and has a direct line to the
President.

The Ambassador has authority over all United States Government (USG) elements
in-country except those assigned to a combatant commander

The JTF or RCC Commander’s staff key interagency coordination link with any
foreign nation is the country team at the embassy

Abbreviations/Acronyms:

POTUS - President of the United States
USAMB - United States Ambassador
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Regional, International, and

Nongovernmental Organization Actors

Possess area of global influence and support

* Regional:
- NATO
- African Union
- Organization of American
States
* International Organizations (lO):
- United Nations
* Nongovernmental Organizations (NGO)
- International Committee
of the Red Cross

* 1O’s are very influential. The bring international legitimacy. They have well defined
roles, bring resources and have extensive expertise

» Talk to fact that their efforts may run counter to our objectives on challenges
slide...

Abbreviations/Acronyms:
NATO - North Atlantic Treaty Organization
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Actors and Connections

Original Concept
@
Y
\ I /
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IA Actors and Connections: Today’s Reality
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Facts: Stakeholders - Different authorities and objectives
Challenges: Gaining unity of effort. Enhancing coordination

Think inclusion vs exclusion

* Thisis the perfect world that many of us hope to experience as a JTF commander
(in the Green).

* Note the combatant commander is perceived as the middle of the hub. However,
the reality looks more like this..... (build)

* The challenge is defining the coordinating lines... And gaining unity of effort
recognizing the different objectives and authorities...

Abbreviations/Acronyms:
JS — Joint Staff
HHS- Health and Human Services




Future |A Actors

State and Local Governments
Multinational Corporations

Contractors

18



Interagency Military to Civilian Continuum

Environmental
Agriculture /\
Economic Civilian and Private Sector
Transportation
Energy
Education .
Health Civilian and NGSs
Humanitarian Assistance
Law Enforcement Support Civilian Lead with
Consequence Management Military Support
Disaster Relief
Maritime & B Military and Civilian Equal

Heavily Military and
Civilian Support

Military to Military
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The Interagency Process

* Not a place-----but a process
* Interagency role in 5 interrelated levels
of policy
— Conceptualization
— Articulation
- Resourcing
— Implementation
— Post Implementation Follow-Up

20



The Interagency Process and National Security

Working together
toward common
objectives

Integration

[ Coordination

\\)

Collaboration

Deconfliction
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Interagency Coordination Definition

“Within the context of Department of Defense
involvement, the coordination that occurs between
elements of Department of Defense and engaged US
Government agencies, nongovernmental organizations,
and regional and international organizations for the
purpose of accomplishing an objective.”

Joint Pub 1-02
International NGO
—
f |
P
cre| | S Smmemm

* Please take a moment to review this quote from JP 1-02. The essence of this slide
is that you must strive for unity of effort.

* Note the three areas of interagency coordination —you will need to deal with all
three

— U.S. Government Interagency, International Organizations, and Non-
Governmental Organizations

— DOD is part of the IA Community.

Abbreviations/Acronyms:

CIA — Central Intelligence Agency

DOD - Department of Defense

DOS - Department of State

ICRC - International Committee of the Red Cross
NGO - Nongovernmental Organizations
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- Gaining Unity of Effort — Interagency Coordination -

JIACG: Joint Interagency Coordination Group
ESG: Executive Steering Group

HOC: Humanitarian Operation Center
CMOC: Civil-Military Operation Center
EIPG: Embassy Interagency Planning Group
CCE: Country Coordination Element

* No authority or
decision makers...

Regional
Organizations
Embassy / International
Ra%ponse Organizations

USG Departments
And Agencies

- Stay involved in partners’ planning
- Enhance coordination

During the past several years there have been several bridges that have been developed
for the strategic and operational levels to aid greater interagency coordination.

These organizations are a start, but clearly not perfect. They normally don’t have decision
making authority — often with the full conscious decision of their parent organizations...

Define EIPG — Embassy Interagency Planning Group (in AFG) to plan IA actions.
Define CCE - country coordination Element — LNOs from CJTF HOA to Embassies.
Not all JTFs have a POLAD

23



Interagency Process
of

Policy
Formulation

ﬂ,m Decision on Issue Becomes:
National S Poli
Security ational Security Policy

Interagency Policy ‘ Policies
Committees (IPCs)

NSC STATE 0sp JONT HLS o
STAFE STAFF NEC | SECSTATE | SECDEF cics SECHLS | DW
Interagency Discussion on Issue Deputies Discussion on Issue

Deputies Committee (DC)

Ioemscnomon laepsecsmrs [ DEPSEC DEF l mcsloemcm.sloem]

Other executive depts/agencies/senior officials as required
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INTERAGENCY POLICY COMMITTEES (IPCs)

« Interagency Policy Committees:

-~ Manage development and implementation of national security policies by
multiple government agencies

— Main day-to-day fora for interagency coordination of national security policy

~ Provide policy analysis for consideration by the more senior committees of
}’he NSC system and ensure timely responses to decisions made by the
resident

- Established at the direction of the DC and chaired by either the NSC or
National Economic Council [NEC] staffs

— Convene on a regular basis to review and coordinate the implementation of
Presidential decisions in their policy areas

- Establish strict guidelines ‘govomlng the operation of IPCs, including
participants, decision making path, and time frame

— Set up by the DC, which provides their mandates for reviewing policies and
developing options in their respective areas for early consideration

- Include reps from the departments, offices & agencies represented in NSC/DC
(typically O-7/0-6 or DASDI/GS-15 for DoD)

NSC Policy Coordination Committees (NSC/PCCs), the main day-
to-day fora for interagency coordination of national security
policy, manage the development and implementation of national
security policies by multiple US Government agencies; provide
policy analysis for consideration by the more senior NSC system
committees; and ensure timely responses to presidential
decisions. PCC membership is drawn from the same
organizations as those represented in higher level meetings.
PCCs are attended by officials at a wide variety of levels and may
range from O-8 to O-4.

In an attempt to better manage and monitor the work of the PCCs,
NSPD-1 disestablished most of the old working groups and
organized the PCC network into a series of 6 regional and 11
functional PCCs. All of the regional PCCs—shown above-are
chaired within the State Department by the Under or Assistant
Secretary with responsibility for and oversight of that region, as
indicated.

25
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The Interagency Meeting Process and National Security

Deputies Committee (DC)

iPRCe\Stews and monitors the waork of the NSC interagency process (including
s

- Engures that issues being ht betore the PC or the NSC have been
properly analyzed and prepared for decision

- Schedules penodic reviews of major foreign policy inftiatives o ensure
that they are being implemented in‘a umerel%‘nd efécﬂve manner and
consld:erg whether existing poficy diréctives should be revamped or
rescin

: - Responsible for day-to-day crisss management, reporting to the NSC, and
Thomas E. Donilon ensures that all papers o be discussad by the NSC ar the PC fully analyze
the issues, fairly and adequately set out the facts, considear a full range of
views and options. and satisfa assess the prospects. risks. an
implications of each

- Any NSC pancipai or deputy, as well as the National Secunty Advisor,
request a8 meeting of the Ctyln its crisis management capacig. s

- The Deputy National Sacunty Adwisor is responsible for:

- calling meetings of the DC

- getermining the agenda

« ensuring that the necessary papers are red; and
- preparing and circulating conclusions and decisions in 8
timely manner




NSC Deputies Committee

No
Fhoto Vacar
Available

204 DOE
Lisa Monace®

Gen Jien Cartwright

Rob Nabars Tony Blnkan

FOR INTERNATIONAL T FOR SCIENCE & r
v GY 155

Ecmc zgs | IECHNOLOGY SSSUES | Othar
I | Dept/
| I Agency
1 Wacant I Heads
I | Officials
I 1 * acting o

NEC, Diana Farrel | Q8TP | Jesignale

Per NSPD-1, the NSC Deputies Committee (NSC/DC), the senior
sub-Cabinet inter-agency forum for consideration of national

security policy issues, prescribes and reviews the work of the NSC

interagency working groups and ensures that issues brought
before the NSC/PC or full NSC have been analyzed and prepared
for decision.

The NSC/DC handles issues which are not yet ready for decision
by the PC and/or the President through deliberation of national
security policy issues and day-to-day crisis management issues.
As the name implies, it consists of the deputies to the Cabinet
members who comprise the NSC/PC. VCJCS is the Joint Staff
member of the NSC/DC, but he may delegate attendance to the 3-
or (rarely) 2-star level depending on his availability and the equity
of the US military in the subject matter.

As with NSC and NSC/PC meetings, any other US Government
official may be invited to attend DC meetings when the subject
falls within his or her area of expertise.

28



James L. Jones

The Interagency Meeting Process and National Security

Principals Committee (PC)

Senior interagency forum for consideration
of national security policy

Meets at the call of National Security Advisor
(NSA)

The National Security Advisor:

Determines the agenda in consultation with
other committee members

Ensures that necessary papers are
prepared; and

Ensures that conclusions and decisions are
communicated in a timely manner.

29



NSC Principals Committee

REGULAR MEMBERS

Eric Holdar Steve Chu  Janet Napoldano  Pate Orszag
INVITED TO ALL NSC/PC MEETIN

R0

Jm Jonas  Htlary Cinton  Tim Geithoar  Bob Gates

Counsel OVEOTUS,
Tom Donilon i Steinbarg  Greg Cragy
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Bush Il Administration HSC PCCs

18 HSC-
Only
Chaired
Functional
PCCs

Note:

PCCs Chaired by
HSC Offices In
Parenthesis

Detection, Surveillance, and Intelligence Research & Development
(Intelligance & Datoction) (Research & Development)
(Proteciion & Pravention) (Response & Recovery)

Domestic Threat Response & ncident Avian and Pandemic influenza

Management (Respanse & Recovery) (Blodefenss)
Economic Consequences Border 8 Transportation Security
(Resources & Recovery) (Bardar & Transportation Security)

Key Asset, Border, Territorial Waters &

Arspace Securty Sorlisks
(Protection & Prevention)

Law Enforcement & Investigation Critical infrastructure Protection
{Intelligance & Datoction) (Preparedness|
Medical & Public Health Proparedness Domestic Nuclear Defense

(Protection & Prevention) (Nuclaar)
Plans, Training, Exercises, & Evaluation Domestic Readiness
(Policy & Plans) {Preparcdness & Respanse)

Public Affairs
(Communications)

Exercises
(Emergency Preparadness & Response)
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The Actual |IA Process

National Security Council (NSC) Meetings

- as announced

NSC Principals Committee Meetings

- Tuesdays: 1715-1845
- Thursdays: 1630-1800

NSC Deputies Committee Meetings
- Mondays: 1615-1715
- Tuesdays: 1300-1400
- Wednesdays: 1515-1615 & 1645-1745
- Thursdays: 1330-1430 & 1630-1800

(if no NSC/PC)
- Fridays: 1500-1600
NSC/IPC Meetings

- meet anywhere from never to several times per week

34



Alternative Interagency Fora

+ “Paper” PCs and DCs
« Small Group Meetings:
- “un-PCs”
- “un-DCs”
* Policy Time Meetings (W/POTUS)
» Secure Conference Calls

* Secure Video Teleconferences
(SVTCs)
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The Interagency Meeting Process and National Security

What Does the Interagency Produce?

» Planning guidance IA players
Negotiation or Country Team Guidance
Press Guidance

Legal readings

Minutes and taskings

NSPDs
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What Makes “Interagency” Work
Difficult

New faces--—-military especially

Lack of subject matter expertise often
requires “backstopping” by technical
experts

Takes time to build trust /traditional
barriers

Bureaucracy
Other complications
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Consistent Challenges

* Cultural differences
* Military v. civilian agency response
* Rivalries & tensions among and within agencies
+ Differences in roles, priorities & footprints
» Hesitant buy-in
» Peacetime planning incentives
» Coordination = ‘s ceding control
» Tight resources with declining trends — unless clear,
costs trump benefits
* Resistance to collaborative planning culture and tools
* Inter-department security policy and procedures
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- Cultural Realities -

/ - +Political
| NSC impacts and

Congress | options
g ¥ OMB
*Political and - e
constituent DO 3
DOD | - R *Fiscal
pressure E __/,/ ‘tl oversight
*Large and resourced *Small
*Planning centric *Limited resources
*Overwhelming *Reactive

+ Frequently Department/Agency interests come first
» Irrevocable decisions are rarely made

Challenge: Coherency and legitimacy - for unity of effort

Fact: Different cultures in US interagency J

* Hereis the challenge in the interagency environment.
e Cultural realities are difficult to overcome in order to achieve unity of effort

Abbreviations/Acronyms:
NSC - National Security Council
OMB - Office of Management and Budget




What Makes an Effective Interagency?

* Your definition is important
* Much depends on where you sit

« Differs markedly from one
administration to the next
* QOutside impacts
— Congress?
- Media?
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Potential Interagency Reform Changes

*Strategic Direction
—Improved connectivity between policy development and resourcing links

*Structure
—Expand NSC staff to facilitate policy integration and collaboration

*Processes

-Ensure a common framework of interagency processes to enable end-to-end
management of policy, strategy, planning, and short- and long-term
implementation and feedback

*Resources
~Better visibility and understanding of resource allocation choices to enable
strategic direction of the system

*Human Capitol
-Create national security professionals in every relevant department and agency

*Congressional Oversight
~Requires legislation to institutionalize some of the above




What Should Be The Role of the NSC Staff?

Facilitator?
Honest Broker?
Decisionmaker?
Policymaker?
Operational?
Other?
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* The structure places more emphasis on
and empowers the DCs.

* Role of the NSC has become more lead
than simple coordination.

* The interagency process is still hard but
there are tools to help.

The structure the Bush administration has established to deal with
complex contingencies streamlines the alignments of complex problems
and places them in both the functional and regional PCCs.

The NSCs role shifts more to a coordinating role rather than taking the
lead in all cases.

The process and structure continue to evolve and the current structure
certainly isn’t the final product.
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