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20 November 1951

MEMORANDUM FOR: Colonel Hansen

SUBJECT: mpraining Section of Director's Report

1. See our marginal comments on the attached pnper.

2. As to whether it should appear 8s a separate annex L
or as an appendix to Annex 1, I suggest that the decision shouid
depend on the meaning of the word "Administration” as you wish
to use it. If you treat in Annex 1 the over«all ‘administratin’
or commend structure of the Agsncy (ineluding the DCI, the BL's
and AD's) &s vell as the more strictly "administrative’ suppor:
functions performed under the direction of DD/4, then I thimk
Training belongs with Ammex 1. This has no relation to toe
organizational position of the Training Cffice butl recopnises
that subatantively s training progran is pprt of the proper
"administration” of the Agemey., It is s supporting activiiy
which assists the rest of the Agency to improve the performan: 2
of its various functions; it is notl i{tegeif ap end-product.

25X1

| -
Assistant Direcior

Intelligence Coordination

S<-E+C=-R-E-T

FORICDF Pages 1 and 4-19
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SECURITY INFORMATION

SECTION III

Part ll-.

The Role and Responsibility of CIA in the Processing of Intelligence for
the National Intelligence System.

The processing, or intelligence producing organs of CIA are the
Office of Current Intelligence, the Office of Research and Reports, and
the Office of Scientific Intelligence. Closely related activitiss are
those of the Office of Collsction and Dissemination and the Office of
National Estimates. The former acts for the producers as collector,
custodian and distributor of all collateral intelligence, The latter
bases its long-range conclusions on their combined effort.

These offices share in many pfoblems which do not confront ¢other
elements of CIA and are, therefors, rightly grouped together in any report
on progresé,

Probably the major problem faced by the producers is their lack
of access to operational intelligence and their lack of control over what
is classed as operational, Tied in with this problem is the fact that
the great bulk of?collateral intelligence is gathered by unrelated
organizations without any central guidance over their operations, and that
their activities are governed not by the needs of national intelligence but
those of their various parent services, The CIA gets the incidental by-
product. No requirement system, however efficient — and the furctioning
of the present system leaves much to be desired — could ever compensats

for the absence of a coordinated intelligence-gathering program.

Another common problem is the proper handling and exploitation
of Special Intelligence. This is done in a common tcenter" which includes

all of OCI andfthefmajor portions of ORR and O8I, From a very small

{37 SECRE]
Approved For Release X0/ A SCNAIRBPSOR01731R003500120013-1



Approved For Release _g%c? géﬁﬂ@? RDP80R01731R003500120013-1
B!} -

B A1 ihrhbATiUR

beginning, this center has consistently expanded and it seems highly
probable that the expansion will continus, putting more*and more
intelligence—producing activities of CIA on an all-source basis.

The OCD recieves, distributes to the producers, and files a.l
jtems of collateral intelligence, The OCI, which is both a collector and
a producer, receives all Special Intelligence, OT Comint, and on the
basis of this and collateral, issues & day-to-day intelligence producti.
The ORR, OSI and QNE depend on the other two offices for their basic
material.

Part Four of Section Three will deal, in that order, with the
genesis, development, operation and problems of the Offices of (olleotion
and Dissemination, Current Intelligence, Research and Reports, 3cient.fic

Tntelligence and National Estimates,

T0P SECRET
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A DISCUSSICN OF THE
FUNCTIONS AND RESPONSIBILITIES OF THE
CENTRAL INTELLIGENCE AGENCY

The Intelligence Problem in the United States

Although the Central Intelligence Agency is largely an outgrowth of
our experience in World War IT, it would be wrong to proceed from the
Premise that prior to the war our Government operated without intelii -
gence as to the capabilities and intentions of possible enemies or

prospéctive ellies, The Department of State had long maintained a

widespread information gathering service. The Army, the Navy, and certain

other Departments of the Government had mainteined their cwn syotems P

collecting information and producing intelligence,

However, we had no integrated system of intelligence. We hed not
adequately exploited the available sources of intelligence. We had nc
central asgency to coordinate intelligence collection and production and
to assemble the best availeble intelligence for expression in national
estimates to gulde in the formuletion of foreign policy and the prepari-

tion of defense plans.

In World Wars I and IT our European allies, Great Britain in
particuler, had placed the product of their intelligence services
largely at our disposal. While we cen stlll expect assistance from th:

intelligence services of friends and allies, we have rightly concluded
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that we should nct depend on them for our intellipence ©o bhe uxbent We

were forced to do in World War I and during the garly days of Vorld "Tar ile

T+ was World War IT which showed both our deficiencies in intel.ii-
gence and also what we could accomplish under pressure. Throush the
expansion of the facilities of the State Department and the military
services, through the Office of Strategic Services —- cur first move
toward the Central Intelligence Agency —- through enlisting the bost
personnel that could be found, in and out of government services, we wem
turning out a very creditable perfornance in many phases of intelligence

work well before the end of the wars

e now racognize that if we are to have adequate intelligencs in
times of crisis, we must prepare in time of peace, and we have Sgriousiy
turned to the task of building up 2 central intelligence organizalioRs.
The country has now accepted the verdict, even if somgwhat reluctantlys,
that peacetime intelligence is essential tp security and, as many of
our military leaders have said, our {irst line of defense. I took us
a long time té reach this conclusion, and we are cnly now gradusily
getting over our suspicions ol intelligence and our tendency te ceonimse
it with mere intrigue and the more urid side of cspionage. Ve are

beginning to accept it as scrious and honorable work sad essenbial ho

our defensce.

Tt is well to rscognize, however, that an efficient intclligonce

organization cannot be built overnighte

-2 -
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Tt will require years o

t patient work to provide Firilled nersa asll
to do the jobs Blueprints and organization cherts, coven legislalion anc
ample sppropriations, will not take the place of competent and hightiy
trained men and women. ¥ithout them we shall have neither cifoctive
intelligence operations nor sound intcllizence estimates. Unfortenitewy,
in the difficult organizational period since the war, the future ef
intelligence as a carcer has seemed S0 uncertain that many var-trrined
and competent men have left the service ~nd it has bzen particularly

difficult to find recruits %o take their places.

Finally, security for our intelligence sctivities 1s not cass to
achiove in the United States. It is not only the penctration of ~ifth.
colunmists which we have to guard against. Ve have the gencral problem
rising out of our tradition that a1l of “he affairs of the Govermment
should ba conductad in the opun. Lometines we tend to corry this
even os regards the publication of the intirate details of intelligonce

operations. In peacetine narticulariv, it is not always easy to racone

©

.

cile our vital intercst in protecting the frecdom of the press with

the need for silence on certain phasus ol intelilipeonce.

1Te

Tational Intelligence and bhe Natiorol Security Act of 1947

Tn a serics of discussions, boginning o8 carly as 19Uk, among the
interested government agencics as to how the country could most orfect velr

organize its permanent long-range inteliligence, thore was pretiy genoral
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agreement on some form of a central agencye Therc was, howWIvoeTr, o L.
divergence of views as to the scope of the activities of such an agency,
the aubhority it should cnjoy, the manner in which it should be acminis-
tered and controlled and where inm the government it should be lecnbode
These issues were resclvad at that time through tic croatlon by
Pragidential Iotter of the Central Intelligence Group on 22 January 1908,
and then more definitely determined through the establishment of the
Cenbral Intclligence Agency by Congress in Section 102 of the Havionek
Security Act of 194L7. .
THE, DUTTES OF THL CENTRAL IMYELLIGENCE AGENCY UNDIR THE VATION,L fLOUR.IY

LCT

Secticn 102 (d) of this Lct defines the duties ot thc Contrral
Intelligence Agency as follows:-

n(d) For the purposs of coordinating the intelligence activitics of
the soveral Government departments 2nd agencies in the interest of nationa:
security, it shall be the duty of the lLgency, und:r the direction of t e
National Security Council --

"(1) to advise the National Sccurity Council in matiers .
concerning sueh intellizence activities of the Government doprrte
ments and agencies as reolate to natlonal sccurity;

"(2) to make recommendabilons to the Mational Sccurity
Council for the coordination cf such intelligence activities of
the departments and agencies of the Goverament as rolate to the
national sceuritys

"(3) to correlate ond cvaluate intolligence relating to the
national sccurity, and provide for the appropriate dissoeiration:
of such intclligonce within the Governinent using where appropriasio
existing agencics and facilitics: Provided, That the Lgoney
shall have no nolice, subpocna, law=cnforcement powars, or
internal-security functions: Providad further, That the depart-
ments and other agencies of the Govermmoent shall centinue to

- ) -
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collect, evaluate, corralate, and disseminate departmental Zntol i-
gence: And provided further, That the Director of Central Intelli-
gence shall be responsible for protecting intelligence scurces anc
methods from unauvthorized disclosure;

(L) to merform, for the benefit of the existing :
agencies, such additional services of common concern &g the

security Council determines can be more efficiently accompiizhed
centrallys :

"(Z) to perform such other functions and duties rolated to
intellipence affecting the national security as tne National
Security Council may from time to time direct."

In these provisions the authors of the National Security lct showel
a sound understanding of our basic intelligence needs by assipgning to tuie
Central Intelligence Agency turee broad duties which had never bafore
been adequately covered in cur national intelligence siructure. These
duties are: (1) to advise the National Security Ccuncil regarding the
intelligence activities of the government and nalce recommendatioms for
their coordination; (2) to provide for the central correlation, evaiuaw-
tion, and dissemination of intellience relating to the national sccurily;
and (3) to assure the performance, cantrally, subject to Wational Security
Council direction, of certain intelligence and rclated functions of

common concern to various departments of thoe Covernment.

The powers given to the HWational fecurity Council end the Central
Intelligence Agency under Seetion 102 of the let establlsh the frame-
work for a sound intelligence service for this country. It is of vital
importance that effect be given to the real legislative intsnt through

the continuing exercise Ly the Central Intelligence lfgency of the funct.ons

assigned to it by the Lcte The functions of mest importance relete to
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the rosponsibility of the Central Intelligence 4gency for the cooruinad it
of intelligence activities and the coordination of intelligence cpinior

in the form of national intelligence gstimates.

Vhen the National Sccurity Act was being drafted, doubts woie
expressed whether the Central Intelligence fgency 1S properly placed
in our govermmental structure under the National Security Council. here
was some concern whether a committec such as the Mational Sccurity Cowcik
would be” able to give effective directlon to the Agency. It was nrgued
that the National Security Council wes too large a body, would De pro-
occupied with high policy matters, ané wovid mect too infrequently o
be able to give sufficicnt attortion to the proper functiouing of the.

Central Intelligence Lgencya

There is force to the criticlem that a committec, no matter how
august, is rarely an effective body for the directicn of ancther agerye

Tt is true that the National Security Council camnot directly control

w

or run the Central Intclligence Sgeney and should not atterpt Lo do 3o,
except to the extent of assuring itsclf of compliance with its direct vess
However, bthe Council, whosg merborship comprises tho highesl awthoritics
in the departments most dircetly concerned with the products of -1l tae
intelligence agencies, can ronder effective service in determiring obo

nature and scope of the Central Intelligence .lgency within the {rome# OrK

of the National Szcurity Lcte

- b -
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The Central Tntelliscnee gency wust porform spocial zorr. .

common concern to these departments as dirccted by the Natlomad Seenrity

Council, must rccommend steps toward the coordination of the irtelld:gence

achbivitics of these departments as prescribed by Congress and coord .nato

the cxpression of intelligence opinien in the form of national csiirates
/

prescribed also by Congress™ or fail in its mission.

The Central Intelligonce Agency is not merely another intellig.nce
agency to duplicate and rival the existing agencles of Statey Jrmy, Havy
and ’ir Force. It was not dosigned as o competitor of these agenci s
hut as a contributor to them and as o coordinator of their intellig nce
activitics and of the oxpression of a notional intelligence opinicm. 1T
must make moxirum usce of the resources of cxisting agencics; 1t must not
duplicate their work but nelp to put an and to cxisting duplicntiom by

sceing to it that the bost qualified azency in cach phase of tho inbelli-

gence ficld should acsume and carry oul iis particular respozsibiliiy.

The job of the Dircetor of Central Intellipence, unique in the
history of intelligence orgenization, is hard to describe cleariye: In
o, tar-fetched comparison, it might be 8aid inm meny respects to consbsifutc

1o

the intelligence opwosite number of the Ssocretery of Delenses Of poursce,

1/ Congress actually uscd the words "evaluate inteliigence rolating
to the nobtional sccurity.”

-3
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an essential difference, msong others, is that th: Dircetor - o
Intelligence docs not and should not participate in the determination of
policya

iIT.

The Responsibility of tho Central Intelligence Agency for the Ceordipatien

of Tntelligence Activitics

The coordinztion of the intelligence activitics of the scveral dioparl-
ments and apencies concerned with nationnd scewrity was a »riasry rooson
for establishine the Central Intelligonec Jgency. This is cleor frof
the early discussions concerning the croation of a control ngeney and

from the longuage of Scetion 102 of the National Szeurity dcte.

Te achicve this purposae, the Central Intelligence dAgency vos assigned
the duty of advising the National Security Council in matters concerring
such int L111ggnﬂ; activities as relate to the netional sccurity and cf
naking reccommendntiions to the Matlonal Sceurity Council for their cocrdi-
nation., The fct does nob give the Contrsnl Tntelligence Jgeney indenine
dent authority to coordinnte intelligoneo activitics. Tinsl responsibility

to establish policics is vested in the National Securdity Council

This duty of advising the National Sscurity Council, togethor wath
the two otheor principal dutizs of corrclating notional intvellicence rnd

performing common scrvices as determined by the Natlonal Sceurity Covncil,

-8 -
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all sorve the gereral purposc of coordination. In faet, thee
duties of the Central Intelligence lgency, although distinet in tienscivou,
arc necessarily inter-rclated and the performance of onc function may in-

volve ancthere

For example, in performing its duty of advising on the coordination
of inteclligence activitics, the Central Intelligence Jgency mny 1o comusic
to the National Sccurity Council the means to be omployed in the rssenbiy
of reports and cstimates requisitce for the performance by the Jgancy o
its seccond duty, the correlation of national intelligences. ..s encthor
example, the Central Intelligence Agency may recommend, in accordonce wrilp
its duty to make recommendations for the coordination of intelliginmce
activities, that a particular intelligence function be performed hence-
forth by the Agency itsclf under its third duty of providing serv.ces ol

common concera more efficiently accomplished centrally.

The statutory limitations upon the authority of the Central “ntellli-
gence Agency to coordinate intelligence activities witheut the ap rova.
of the National Sccurity Council were obviously designed to protact B
autonomy and intcrnal arrangements of the various departmentis and azzicins
performing intelligence functionse. The Secretaries of Departmonts who
are members of the National Security Council are in a position to reviow
recommendations of the Central Intclligence Agoney concerning the r om
departments, and other departmental heads would doubtlcss he invied o

attend meetings of the Hational S:curity Council when matitors pertalning

-9 -
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to their activitiecs are under considerations In splte of those caieniastod
limitations on the authority of the Central Intelligence Agency, i~ is
clear that the Agency was expected to provide the initiative and 1 ader-

ship in developing a cocrdinated intelligence system,

The National Security Act does not define the "intellipence activeie-
ties" which are to be coordinated under the dircction of the Natioral
Security Council, or specify the departments whose activities are covered.
Fresumably all intelligence activitios relating to the natioral sorurity
arc inclucded, from collecting information in the first instarce to the
preparation and disscmination of finished intelligence reports and
estimatoss The criterion, = vory broad one, is Ysuch intelligcnec
activitiesSs.s...as relstc to the national sseurity" and not the ide-titv
of the departments concerned or the nature or locale of the intellt :cne»
activity. Thus, practically ne limitations are sét upon the scove of
the intelligence activities with which the Central Intelligence Agarey :is
to concern itsclf, except the statutory provisions on internal sceurity
functions and provisions protceting the independence of the departmdnts

with respect to so-called departmental intelligence.

v oe

The Responsibility of the Central Intelligence Agency for National

Intelligence Estimatas

One of the principal dutics assigm:d to the Central Inteiligenen

Agency "for the purposc of coordinating the intelligence activities' »f

- 10 -
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the several Govermment departments and agercies in the intercst of
national security" is "to correlate and evaluate intelligence rolakng

to the national security, and provide for its appropriate disscemina:iorps”
The Cenbral Intelligence Agency is thus given the responsibility of sceing
to it that the United Statcs has adequate central machinery for the exemi-
nation and interpretation of intelligence so that the nationel security
will not be jeopardized by fallure to coordinate the best intelliznce

opinion in the country, basced on all availablce informations

Although the Act provides that "the departments and other agor cies
of the Government shall continue to colleet, evaluate, correlatc, znd
disscminate departmental intelligence," the statute does not limit the
duties of the Central Intelligence Agency to corrclate and evaluetc

intelligonce, excopt by the standard of ™ational scceurity.”

The purport of the lationel Security Act can be understocd and
justified in the light of the history and genoral objcctives of the Ache
Behind the concept of a Central Intelligence Agency lay the neccess ty not
only for the coordination of a diversified intelligenco activitics, and
for the performance by the central agency itsclf of certain scrvie:s o.
cormon usefulness, but also for the coordination of intelligence oninion
in the form of reports ar cstimates affecting gencrally the nation <l

security as a whole,

- 11 -
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pendent right of producing national intelligence. As a practical met.er,

such cstimates cen be written only with the collaboration of experis

many ficlds of intellipsnce and with the cooperation of soveral dopor -

ments and agencics of the Govermments. A national intelligencoe ro rort or

ostimate as asscrbled and produced by the Cenbral Intellipgence Asency

should reflcet the coordination of the best intelligence cpinion,

on all availsble information. It should deal with topics of wide sco

rolevant to the determination of basic policy, such as the asscssuent

a country's viar potential, its preparcdness for war, its strotegic

capobilitics and intentions, its vulnerability to various forme of

d

¢

of

direct attaclk or indircet pressures.  An intclligorce cstimnte ol suei

scope would go beyond the competence of iy single depas clnent or agoney

of the Government. A major objective, tiwn, in cstatlishing the Cent:

Intolligence Agency was to provide the administrative machinery ior

coordination of intclligence opinion, for ibs asscrbly and roviow,
objectively and imvertially, and for its exprossion in the form oFf

cstimates of naticnal scope and imporiancces

The concept of national intclligence cstimates underlylinrg *the

statube is that of ar avthoritotive interpretotion and eppraisti that,

will sorve as a firm guide to policy-maksrs and plannerss 4 natiorna

intelligonce esthntc shoald refleet the coordination of the bhost

)

-+

lntulll"GﬂCL’ODln10n, witi notation of and ressons for dissent In the

instances when there is not unonimitye It should be based on 2l

- 12 -

Approved For Release 2006/11/07 : CIA-RDPS0OR01731R003500120013-1

2l

the



« .+ Approved For Release 2006/11/07 : CIA-RDP80R01731R003500120013-1

A 4

L4

availsble informotion and be prepered with fall knowledge of onr ovm Tt s

and in the light of our own policy roquirements. The estimnte shouid be

compiled and asscmbled centrally by an agency whose objzetivity and

disinterestedness arc not open to question. Its ultimate approvel s ould

rest upon the collective responsibility of the highost officials in the

various intelligence agencicse Finally, it should command receogniti n

and respect throughout the Government as the best availoble and prosums

ably the most authoritative intelligence estimate.

Although the task is made more difficult by a lack of gencral

acceptance of the concept of national int

elligonce estimatas in the

Government, it is, nevertheless, the clear duty of the Central Inta..ligar e

Agency under the statute to asscnble and

authoritative estimates.

Ve

oroduce such coordinnted 1.d

Services of Cormon Concern - Intelligence Rescarch and Reveorts

This is the function prescribed by Section 102 (d) of the MNrtdonad

Security Act of 1947 in the following l~ngusgce "to perform, for the

benefit of the cxisting intelligence agenelies, such additional sorvices

of common concern o5 tho National Sccurity Council deterninos can e

morc efficiently accomplished eontrally.’

!

Gonerally speaking, this function would invoive rosponsibiliby fer

authoritative rosearch and roports in economic, scicntific

- 13 -
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intelligonce, the meintonanee of eenbral reforones faciiitios, e uuans
other matters as arc deerod of common concorn by the Notional Secu ity

]
Counicils To thc cxtont nceessary, the Central Intelligonce Arsency wild
also coordinate the activitics of the othor acsencies 1In these ficl s,
The staff working in the Central Inteiligence Agency on such mathars oo

wile W i)

common concern should include in appropriate cascs adcequate repres ntas on
from the State Departmont and the military services so that, cubiaet to
policy guidanes from the principal consumers, its nroducts will roiloct

the work of the best available talent and be responsive to the req irves

ments of the consumer agenciss,

VTl

Limitation on what con be Tapeected of the Contral Intelligence Aguray

cr of the Amoricon Intcllicencs Systom as o Wholce

In concluding, any discussion of intelligence in general and tho
responsibility of the Certral Intelligence Agoney in tho procuctisr -ne

coordination of national estimates in pardicular would be ins aquat e withe-

out some caveatse.

Seldom 1if ecver will the collecting machinery of any intellig:pae
systom produce all or ~nywhere near all the raw inform~tion reauired,
after ovaluation, collation in the appropriate intelligonee sgency wnd

goneral interoretation, for the final oroduction of a comvletely reiiak

(=)

|
3

ntelligence estinmates Ticees of the intelligenee puzzle wilT™alwe s ke

Approved For Release 2006/11/07 : CIA-RDP80R01731R003500120013-1



L Ap'proaved For Release 2006/11/07 : CIA-RDP80R01731R003500120013-1
Ao -

miscing and informed guesscs or logical deductions at best will = nu:de

ree

to complete the picture of cnemy capabilitics and intentions.

Even the available picces of the puzzle are not invarizbly given to
intelligenece personncle  All information, whether it originatos foom
intolligence sources or whether it comes from other sources inclmiing ~wr

orm operations and plans, must be made available to the intelligonce
people who by putting together and studying 211 of the bits of irformatisna
_must provide the averazll interprctation. There is always a dongerous
tendency, particularly in time of crisis, whon it ean be most scrious,

for vital information to be vithheld on the grounds that the inteliligene:
personncl should not sec it becauwse it concerns operstions or for allzeeld
sgeurity recasons, In other instances, the dissemination of vitzl but
scnsitive material may be rostricted to o very fow people at the top
levels with the result that those individuals who are most competunt to

-

analyze a particular situation are loft out of the pileture cntireiy. It

He-

s therefore nccessary that intelligence estimates be mode in full lisght

of our own policies and oporations.

There is also a tendency to projudiec on the part of intelli-cnec
personncel cexpresscd in the form of stubborn adhorence to precence:ved

idease Estimates arc subject to the risk of being colored and twisted

to reflect the prejudices of those preparing them.

Finally, therc is danger of projudice on the part of policvyeancksrs
which may render thom blind even to brilliant achicvements of an
- 15 -
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intelligence service. They may just refuse to listen to what they do n-t
) ~ . k) : - .t\

like., Hence, notning would be more dangerous than to believe that an

efficient intellirence sysien with coordinabion of activities and supne-t

effected through a central intelli~ence agency would make this country

immune to a disaster like rearl Ilarbor.

This does not lead to the conclusion that intelligence is friilea.
Tt merely shows its limitations. If the intslligence appraiser can keed
from twistﬁg and coloring the dats he receives ard if ’_ohe policyr=makor
can keep an open mind and be ~reparcd for continual re-evalnetion of s
gosumpbions on which he is relyinc, then sound intellicence estinates .

can be a pillar of strength for our national security.

- 1A -
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§
AN
TRANSMITTAL SLIP e
11/20/51
(DATE)
TO: ‘5 A e iy
BUILDING i ROOM NO.
< Fho &cej
——7

REMARKS:

Attached s the unclassified
brief prepared by Mr.[____ Jon STAT
the role and mission of CIA. You
may recall that it was referred to
during theA/D's meeting on Novem-
ber 5th as an example of what can
be said about the agency and its
place in the intelligence system.

FROM: STAT

] C. B. Hansen
BUILDING ROOM NO. EXTENSION
£dmin, 220 I I STAT

DRM NO. 36__8 16---64575- 1  U. 3. GBY:RNMENT PRINTING OFFICE
SEP 1846
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TRANSMITTAL © P
&7

DATE

T0: |
__Col. C. B, Hansen
BUILDIRG ROOM NO.

.

‘ %MARKS:— ,
Herewith the 0OCD, OCI, ORR

\3 and (BI contributions to Section IIX
s\ Part 4 of the Director's progress

report, Sherman Kent will pass on

%.' the ONE contribution direct,

g I hope one day soon to renew
an

acquaintance begun, if I remember

rightly, in the Bradley headquarters
of f behind ford Streat

FROM: Beattie
BUILDING ROOM NO, EXTENSION

Q 2116 I_ | STAT
£ EYoug s6-8
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