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CENTRAL INTELLIGENCE AGENCY
WASHINGTON 25, D. C.

17 April 1952

MEMORANDUM
To: Stuart Hedden
Dear Stuart:

I am grateful to you for your participation in our recent
Agency Orientation Course. Regardless of your statements to
me after your presentation, I am convinced that your efforts
were most successful because of giving to the audience authori-
tative viewpoints about problems which are so inter-woven with
the daily life of each person in the Agency. Your informality
of approach was most pleasing to the audiesnce and had the effe:t
of meking the people aware that those "in the Administration
Building" have their best interestis at heart.

I hope we can count on you for a gimilar presentation
in future Orientation Courses.

Sincerely,

MATTHEW BAIRD
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CURRENT PROBLEMS

A Contral Iatelligence Agency 18 a relatively new concept
in American Soverament. Ite success depemia in part vpon the
cooperation of the entire ecnmmanity and im part upon the
industry, vision, insight arc. integrity with which it dees ite
Job., Progress has certainly beem made, particularly cops:ceris
the youth of the Agoency, but we are still faced with many probls s,
Those receiving priority relate to planning, to improving persx el
and sstablishing a career service, to improving methods, srd to
establishing and developing & longe-range program.
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The proﬁlem assigned to me for today is "3oME CURRENT PROBLEMS OF
CIA." It is almost rash to attempt to talk on this subject in the Mimis--
period allotted to me., T assure you that many hours are spent tops des
every day on this very subject, In fact, if and when this ceases t: he

S0, it will be a sad day indeed for our national intelligence effort,

You will therefore, I am sure, hold no brief against me if T fpil #e
mention what to you may appear to be the most pressing current problam of
the Agency. I have taken my instiuctions literally and picked out some

problems and have made ne effort to evaluate and present our most immortant

problems, nor do I even present those which I will discuss in any necasssy

order of importance —— rather, I have picked out a few probleme with which
I am currenv}y concerned, So, perhaps a more accurate title weuld be

"THOSE FROBLEMS TQ WHICH CTUART HEDDEN HAS BEEN GIVING 2 ATTENT LON.

You all know that the concepl, of central intelligence is a Very ew
concept in this country. The orgarie act which constitutes the charter oy
this Agency was passed by the Congress in 1947, It is therefore not sur-
prising that we are still struggling with problems of organization, Today,
however, they are relatively minor, I think we all concede that we have
been reorganized perhaps a little too often. I think we can look forw:rd
to a breathing spell for the next year or two as far as any maJo‘ chanses

. E

in organization are concerned, ;'?ﬁo(utf R T

One penalty of our youth is that we are still deeply concerned with

personnel problems, This is partly due to the nature of the Agenecy. It
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has very little to offer the ambitious man except am interesting job and
an opportunity to serve his country. This offer can be made by othor
agencies of government, too, and most of them are free of the handi~ap of
anonymity which qualifies service in CIA, The able and successful -roun
lawyer or businessman who becomes an Assistant Director of the Budget or
an Assistant in one of the other departments of government is by his
career brought to the attention of the public and can look forward -o a
build up of a public personality as a natural corollary of a zood job
well done, The stature he acquires as he moves along glves him the
prominence which makes him available for more important posts. His
counterpart in CIA may work harder and do a better job but must remsin
unknown t¢ the general public and, as a public knowledge of a man's
stature is of importance if he is to occupy an important seat in gai erm--
ment, the man who comes to CIA must look forward to iimiting his cé:eer
to that Agency., This places upon CIA a very real obligation to make a
career available for such a man within the Agency. To date, very little
has been done along this line. The Agency is too young to have deve Loped
2 career program and to have brought along young men who can fill its
important posts. We all hope that we are nearing the end of the day
when the Agency will go outside to fill its topsides jobs. Gen. Smith
has given high priority to the establishment of a career service oro-rag
within the Agency. Before this can become fully effective, it will

require further legislation and mch experiment, but it is under way.

CIA is not unique in that it has a current housing problem, and

obtaining a building of our own is cne of the problems receiving top
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attention today, The danger tc our security in being scattered tirousn
two-score buildings is serious, In at least two situations,which 1 know
about, documents which are unique and irreplaceable are housed behind
chicken wire in temporary builcings where the fire hazard is greal, Th:
economy of time and money which will be saved 1f and when we get &

building of our own more than justifies the investment.

To turn to more substantive matters, we recognize that adequate
planning for both intelligence and operations is one of our most
important problems, We have received so many important NSC directives
within the last year or two that our effort to perform them as qu:cklyr
as possible has admittedly resulted in a haphazard attack. The Direcwo:.
I assure you; is as well aware of this as anyone else and is work:ng n~:
on the problem of staffing our over-all operational problems, bhofl so
that performance will be more effective and so that our activities will
mesh better into each other. The sheer labor of directing and fo. lowin:
up on these problems occupies so much of the time today of the Deputies
charged with these responsibilities that they literally do not have tome
to think and plan, It is clear that we must supplement them with top i:vel

planners who will do that and nothing else.

This is not only a problem within the Agency but a problem wiich
overlaps Agency interests and involves the entire TAC commnity. If ow
intelligence effort is to be well directed and effective, it must conioru
to the general outlines of the plans of the Joint Chiefs of Staff. 'l‘(.-

cite an example where I know there has been complete cébpey%tion, our
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intelligence estimate of the possibility of a Chinese Communist attack
on Formosa depends as much upon the disposition of American fore:s -
Navy, Air and Army - in the area as upon the available Communist forzes:
and an estimate of the probable success| of such an cperation would, »f
course, rest in a most important degree\uﬁsn the plans of the Joint
Chiefs for meeting such a situation. I ;p sure that a much cloasr darroe
of cooperation between the Joint Chiefs agd the Agency has evolved undss
the directorship of General Smith,/énd I am sure that in time the problon
of coordinating intelligence plarning with military planning will wark
itself out to a satisfactory solutionm. My only point today is trat ii

is axiomatic that intelligence and plans be coordinated if intelligerce

is to serve én&y planners, because we cannot give priority to everythkirs.

Of course, our fundamental problem is obtaining zdaquate int:114:esc3.
Our other sins will be excused if we solve this one, But the so}utier .«
perhaps the most difficult that has ever faced an intelligence oparation,
The Iron Curtain not only means that normal travelers cannot be 1 filtratad
into the Soviet country, it means that even a Russian cannot move beyan:
the community where he is well known without the greatest difficu’ ty.
This makes normal intelligence techniques totally inadequate. The develone
ment of new techniques is expensive, slow, and at best ever doubtiul,
Considering these difficulties, it is encouraging that we have not been
completely stymied; and although we are not proud in any sense of our

limited successes, we are hopeful,

A recent event will illustrate how difficult obtaining intellicence

sometimes is even outside the Soviet Union and will also illustrate my

point below about pos ibly | . ‘
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most of you know, the Batista revolution in Cuba came as =a comp’ate cupa
prise to the intelligence commmity. This disturbed me greatly, but nrw

I do not feel so badly. For it now appears that this coup also came =< 2
complete surprise to Gen, Batista. The facts scem to be that thare wea
the usual general plotting among the generals and colonels, whic: ig =n
typical of all Latin American armies. They were after a change n gnveie
ment principally under their direction so that they could get an inera: i
in pay. The captains and lieutenants, of course, knew about this: ane
decided that they would Sponscr a coup d'etat and obtain the inerzase=n

at their echelon, They suddenly realized that they would have t« move
rather quickly and that they would need a figurehead to carrv out their
program. They awakened Gen. Batista and told him that he was lealing -
revolution., When they cot him to camp, they had to use the bugle to rncw
their men at 2:40 in the morning so that they would have suonort  or
revolution. The whole thing was just as much a surprise to him as it w= s

to us,

There is only time to Say a word about our operational problens,
There are, of course, many, From a planning point of view, the meat
serious is perhaps that we have been concentrating too exclusively on
the Soviet and Soviet Orbit tarzets, Our program, if this Agency is ¢~
serve its ultimate purpose, is a long-range program. I think we s-e awars
of the danger of acquiring a Pearl Harbor complex; of concentratim: ton
exclusively upon surprise or upon any single target, Priorities we mus+
always have, but recent Communist activity in Central and South Americsn

points up very clearly the danger of planning on too short rance a hasis.
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The world has been so full of trouble and our resources of skilled man-
power have been so limited that we have had to concentrate perhaps too
heavily on troubled areas. A scund program would envision similar
attention to quiet areas which may someday be trouble areas, Our
Director has therefore turned his mind to this problem and is actively

strengthening our Western Hemisphere activities.

Another operational problem has been the lack of adequate research
into operational means and tools and this problem, too, is currentiy
receiving topsides attention. There is an immense amount of scientific
research going on in this country and some of it has undoubtedly pointad
the way to operational devices which would be of inestimable value to
this Agency. TWe are currently working on ways of capitalizing upon such
developments much more fully than has heretofore been the case and are
calling to our aid a group of top scientists to supervise their ef: ort

as consultants.,

Fundamentally, however, our operational problem is not one of
devices and equipment but one of trained manpower. Our Director is
very conscious of the importance of building within this Agency a
service spirit so that every individual in it will be justly proud of

being a member of that service and so that out of that pride will springz

that extra effort which is the d:.fferen medi C :Lt T m
w-ﬂ w @ Plieg® u""i v lher 3
successful performance. "This ties right in to final problem o

any intelligence service, which is that of getting the poligy-make- to
use the intelligence the service produces, No intelligence, howeer.

adequate, is of any importance if it is not used. In a democracy with
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frequent changes of administration, both in the political and mi 13 tarm-
levels, this problenm is even more serious than under g dictatorshin
where, while the dictatorship lasts, you have a continuity of personnel
on the policy level, Therefore, it becomes more Incumbent unon us to me
good and to prove ourselves'bv a long record of performance that w.- ape
capable of producing reliable intelligence and sound estimates., I- ig
to that problem all of you who sre in this Agency must devote vour
careers, If we Succeed, there is little doubt in my mind that the
policy-maker will then use to the full the intelligence we produce, and

We can in a sense predetermine policy,
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