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ER 62-2169

6 April 1962

MEMORANDUM FOR: Director of Central Intelligence

SUBJECT : Final Report of Working Group on Organization
and Activities

1. Ihave the honor to present herewith the final report of the
working group which you established in January to consult with you and
advise on the organization and activities of the Central Intelligence
Agency, and of its relationship with other agencies in the intelligence
community. This report reflects the views of the working group and is
divided into two parts. The first part deals primarily with the organiza-~
tion of the Central Intelligence Agency and reflects the unanimous views
of the working group. The second part contains comments and recom-
mendations on areas dealing with the work of the Central Intelligence
Agency and activities of the intelligence community in which the working
group was either unable to agree or felt that considerably more study
was needed before action was taken.

2. For the record I would note that the.working group held its
first session on January 3 and met on 35 different days between that date
and its final session with you on March 28. During its work the group
had approximately 100 briefings. Most of these briefings dealt with the
organization and activities of the Central Intelligence Agency, but also
included a full day spent with the Department of State in addition to several
briefings on State Department activities and its relations with CIA; approxi-
mately one-half day spent in the Pentagon in addition to other briefings
by the Defense Intelligence Agency; and a full week spent visiting SAC,
NORAD and other activities in the United States. We were briefed by
the head of every major component in the CIA with the exception of three
DD/P area divisions whose briefings had to be excluded because of the
pressure of time. However, we feel that having heard from four other
area divisions the working group had a knowledge of the activities and
problems of these units. In addition to the 100 briefings, the working
group had more than ten executive sessions in which it discussed and
debated at great length its findings and conclusions. Finally, there were

Approved For Release 2002/1 lﬁn—RDP86800269R00040001 0001-5
Y




SECAES

some 20 meetings with yourself, and with senior Agency officials to
discues our findings and conclusions. These included at least two
sessions with each of the Deputy Directors and w.th the Assistant
Director for National Estircates and the Assistant Director for Cur-
rent Intelligence.

3. The attached reporti does not purport to be compiete or ex-
haustive in any respsct, but rather it is an aide memoir to recall to
mind ovur oral discussions and to record some of the reasons and
philosophy behind our recommendations.

A/
Lymaa B. Kirkpatrick
cc: LDCI

Lttachrent

s -
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PART I

This section deals primarily with the organization
of the Central Intelligence Agency and represents

the view of the entire Working Group.
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SFFICL F THE DO

Drganization of DCI's Hifice

We recommend that the organization of the LCI's office be
changed in orde.r to provide s ore effective sdgpnrz: to the Gl a
systeiﬁétized control of xesgages boih oral and written, and a
c:lear deiineation of the respoansibilities of the assistaats to the !
LCL In this connection we wouid urge that & secretariat be
created, - that the head of this secretariat assign iadividual re-
s;ganéihiiities to each of the personal assistants to the DCI, that
daily staff meetings be held for a full ‘exchange on the activities
ol che staff, and that ail personnel in the Agency be adviseé‘; as

ts how 10 keep the DCT' s staff informed properly of the activities

e

of the Ageacy.

3‘:‘91’1‘::.’;;31’.3'0118 'y

Ve recommeand that the Comptéalier’o office be brought
out frnin under the DL/S, report directly to the DCI'as office and
receive full authority for ‘stal fiscal control of the Agency.

‘e recommend that the Uon.ptrolier be designated Chair-
man of & Financial Policy and Budget Sémmittec compoged of

ihe appropriate senior officers of the figency., we belleve that
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such a committee should be kept fully and currently inforined of

'

all Agency activities, and in order to be effective should ineet

regularly and submit its reports to the DDCI and DCI,

Inspector General

We recommaend that the Audit Staff be combined with the
staff of the Inspector General and that the merged staff report to
the DCI's office.

: ILLEGIB
We believe that the size of the Inspector General Staff

should be increased with qualified professional personnel assigned
from their respective coraponents in order to perforin more
frequent inspections of Agency units. We urge inspections at

least annually of major operations and of field stations.

General CQunsel

We recommend that the General Counsel's staff be
removed from the organization of the Leputy Director (Suppoxt)
aud report directly to the office of the DCI. In such a position
the General Counsel should resume the respounsibility for the
direction and guidance of the work of the liegislative Couusel,

which is currently the responsibility of the Inspector Lieneral,

-2-
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Cable Secretariat

We havg examined the Cable Becretariat which is currently
located in the office of the DCI and reports to the Executive }ffmer. v
e baheve it should continue to be in the office of the Director under
the careful supervision of the Executive Director. We are con~

cerned that as it now operates requirements for cables have not ILLEGIB

been adequately coordinated, and cables have been disseminated

too often on the judgment of junior officers. We believe this needs

careful study,

Contracts : ‘ ILLEGIB

We believe that the Agency is vulnerable on sole-source
contracts for such activities as TSI’ and DPD, and that those

contracts currently in existence should be reviewed and that all

such future contracts should be passed on by the DCI's office

prior to approval,

“ergonnel fissignments

We believe that the DDSI and LCI should be the final
approving authority for all assignments !-:a positions of Chief
or ieputy Chief vof Offices {(2D/P Divisions and Staffs) ox of

field stations and bases, both fareign and domestic.

-3 -
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We believe the DCI's office should also review all assign-
ments in the middle managemeni echelon with particular reference
to insuviag the proper language qualifications, operational training

and suitability.

*ublic Relations

- - ILLEGIB
~ We recommend that the present system of public relations |

by the Agency be changed. While we see the necesgity for the

DCI to have an assistant in his office handling relations with the

I e

. public media, we believe that every effort should be made to
rinimize the amount of oublicity that ClA receives.

We btrcngly recomirnend that the pr;Sent practice of
giving background briefings to newspapermen cease and tnat
CIA give information to the press only where CIA has sométhing
which for operational reasons should be released oa an uanatiri-
butable basis. We urge that no public speeches be given by

Agency officials.

Reduction in Force

we recommend that the LCI and LDCI insure that the
present reduction in force in the Agency include senior officers,
particularly supergrades who are no longer as effective as they
should be in their assiguments.

- } -
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Handling of Communications Other Than Cables

We note that under present arrungemants cammuniutions

ILLEGIB
other than cables are handled by the Records Integration Division:

of DD/P, wbich is not always fully cognizant of the interests of

non-DD/P parts of the Ageucy. We recommend that the entire

system of handling incoining and outgoing communications be

subjected to further study with & view to insuring adequate dis-
sernination of all communications, particularly in DD/I, DD/R
and DD/S, which may have need for prompt receipt of such

- material.

Lixeacutive Director

We have not tried to spell out the responsibilities of the
Executive Director, inasmuch as we believe this to be primarily
a matter that should be tailored to the personal preferéncea of
the DCI and LOCT and how they wish to operate their office and
the Agency. We urge, however, that special attention be directed
to the a{roidance of a straight vertical line of command; i.e., all

problems should not have to pass through each of the three officers.

HLxecutive Cormnmittee

We recommend the creation of an Executive Committee
to be chaired by the DDCI and consist of the four Deputies, the
L 5 -~

Approved For Release 2002/1 %‘é%% CIA-RDP86B00269R000400010001-5
i) Ej H—x;




R
~ Approved For Release 2002/1 0/%&:“ ‘%-RDP86800269R900400010001-5

Comptroiier. and the Assistant to the DCI for Coord'inttion and
-Intenigence Community Guidance. This Committee, from a
policy standpoint, would review proposed major projects and
maintain a contiguou: review of all ma;;ior sctivities and maiee

- appropriate recommendations thereon to the DCI. This Com- _

mittee would replace the present Project Review Committee.

4 E¥-RDP86B00269R000400010001-5
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CRCGANIZATION AND ACTIVITIES OF THE

DEPUTY DIRECTOR (PLANS) _ny?
B o

Cifice of the LD/P

We commend the decision of the DD/P to abolish the position
of the A/ DﬁP{A, and believe that the restoration of the pgevious
organization with just the DI}/ F and COP in the line of command
in the front o_fiii:e will resualt in a clear delineation of responeibili«

ties and more efficient operations.

The Staffs

‘e studied at some length the staffs in the DD/F. We con-
sidered a possible merger of the FI,‘ CI and CA staffs, We also
studied proposals for divesting the staffs of al operétional responsi-
bilities. We belisve that while both are desirable objectives, neither
are practicable under preseat circumstances., We therefore urge
that the FI, CI and CA staff functions be drawn closex together
under the Chief of Cperations and that these organizations insofar

as practical act in the classical sense as staifs for the DL/, Ve

-7 -
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lerger of Covert Sction Staff and International Crganizations Division

The LID/P has advised us of his desire to raeyge the Covert
Action 3taff with the Internacional Organizations Livision. While
this is contrary to the trend oi divesting staffs of operational f;lutie;a,
we nevertheless do not observe any p.ajor reasons againsi such a
merger and believe that it should be tried out in accorcance with

the DD/ s wishes,

Central Support Staff

“7e recommend that the L1/ P draw together into 2 Central
Support Staff control of perscnnel and other support matters cur~
rantly decentralized to the divisions and staffs in orcer to locate

these functions direcily under him.

special Task Force Cperatious

Ve recom:uend the creation of an organizational entity to
be known as ‘'Special Task Force Operations ' reporting directly
io the DI/ &, which shall be activated and deactivated upon need,
and which shall be the command zneéhaxiism for Imdling such
projects as the Cuban operation which demands the creation of an

ovgzanization from Agency-wide assets,
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Liaison with Department of State

We urge that the DD/P centralise liaison with the Departz;nen‘c
of State and maintain careful records of all discugsions between the
Agency and _State Department officials. We note that nearly every
area divigion chief has a weekly meeting with his counterpart in the
Ifiapartment but that under the present system there is no organized
method for keeping thg central manageraent of the DD/P informed

of what takes piace at these meetings.
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ORGANIZATION AND ACTIVITIES OF THE )
DEPUTY DIRECTOR (INTELLIGENCE)

Office of the DD/1

We have carefully ravtowed the organisation and activitiea
of the DD/I's immediate office and believe that with the addition
of a full time deputy hé will be able to assert the degree of
~ influence on the management of the units under him raqui_réd for
sound operations. At present his three office assistants provide
good staff work in this review, but we did observe that a con-

- 8iderable amount of the iatelligence produced in the DD/I area
is reviewed at no higher a level than oifice chief, if that,

. We recommend that the DD/I establish in his office a
focal poiant through which ail intelligence, processed or une\(aluated.
going to the White House wmust flow. If for reasons of urgency a
revort i‘s sent to the White House pricr to evaluation, we recom-
ménd that a special noﬁce to the effect that it is unevaluated be
attached to the repﬁrt and that an evaluation follow the report at

the earliest possible moment,

Board of National Estimates -

The Dffice of National Estimates should be strengthened by
the addition of one top-level foreign affairs expert to the Board of
Eatimates, and if obtainable a top-level scieatist and a top-~level
_acnnomiat; We also beiieve that the Board wmxlé benefit by the

Approved For Release 2002/40130 < CIA-RDP86B00269R000400010001-5
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addition of an individual experienced in business in the international
field, provided one of sufficient caliber could be found who would

be willing to spend two or three years on the Board of Estimates.

Control of Betimates

We urge that the DCI utilize the USID to control the

scheduling and to limit the number of National Estimates.

-1
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and other agencies is in a good position to assist in coordinating

the exploitation of foreign documents. e urge that the DD/1

integrate into the most compatible area of the

L5/l organization.

“ 18 «
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ORGANIZATION AND ACTIVITIES OF THE
DEPUTY DIRECTOR (SUPPORT)

Security Office

We recommend that the burden on the Security Office for
support of the DD/P be reviewed (see DD/ sectiou). In the
meantime, we believe that a careful look at the Security Office
is necessary to insure that the volume of work it is carrying
is not in any way jeopardizing its primary responsibility of
insuring that every possible measure is taken to keep the Agency
‘secure.

We recommend that all security clearances be centralized
under the Office of Security; e.g., clearances that are issued
by LPD, OCI, NPIC, and other Agency components. While we
would leave the policy of granting clearances with the appropriate
officials, we believe that the Dffice of Security should maintain
a centralized index for special clearances and do all of the

processing of these clearances.

Audit Staff

We recommend that the Inspaction and Audit Staff check

regularly on activities in the which are of vital

concern to the Agency.

- 19 .

-RDP86B00269R000400010001-5

Approved For Release 2002/10/3Q:-C g_’ ;

25X1




NEa
‘ Approvt_ad For?ease 2002/1 0/30\?CTA-RDP8630026800040001 0001-5 -

-~

i3:>D Support

We recoramend that the DD/S be given the rasponsibility for
support to all projects under the coutrol of OLfR, providing of
course the necessary security safeguards, and that in the future

no parallel support mechanism be developed in the Ageacy.

Sutomatic Lata Procegsing

We believe the Autoinatic Data Processing Steff can
araperly remain under the DD/E ingsmuch as this is a support
mechanism, although we stroagly recormunend that the LD/S
in cousultation with other deputies concerned direct this staff

. ta aggressively pursue the objective of autoiration in the Agency

in such & way as to insure the uitimate compatability of auto~
matic d&tﬁ processing systems throughout the inteiligence

coumanity.
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ORGANIZATION AND ACTIVITIES OF THE
DEPUTY DIRECTOR (RESEARCH)

The Office of the Deputy Director (Research) having already
been created, we now make the following recorumendations as to

those units which should be included under this Deputy.

Development Projects Division - Special Projects Branch

 We recommend that the spécial'Projecta Branch of DPD
plus the necessary supporting elements, including those projécts
supporting the Department of Defense in advance reconnaissance

programs, be placed under DD/R.

Technical Services Division
~ We recommend that all TSD research and development

be placed under DD/R.

Other Research and Development

We recommend that the extent to which research and
development for SIGINT collection equipment, including agents’
SIGIN"I' equipment, air-borne collection, etc., should be transferred
to DD/R, . be left a8 a matter for ncgotiation and agreement bﬁtweéq
'DD/1 and the Director of Communications.

We recommend all research and development in support of

NPIC be transferred to DD/R.
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PART 1I

This section contains comments and recommendations on areas
of the work of the Central Intelligence Agency and activities of the
intelligence community in which the working group wé,s either unable
to agree, qr felt that conaidera’;)ly more study was needeu before
action is taken. These views are presented herewith so that they
may assist and guide those who may be asked to pursue these matters

further.
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T oordination

“Ve note your intention to abolish the present office of the
Assistant for Coordination a_.nd to create in its stead an Assistant
‘to DCI for Coordination and Intelligence Comraunity Guidance.

“With the exception of Mr. Coyne, we are fully in accord. Ve set
forth below our concept of the principal functions of this Assistant.

a. He should be the DCI's principal advisor on coordina-
tion matters within the community and his peraonal repreaentafive
in dealing on such matters with top officials of the community.

b. When so directed he should represent the DCl in
negotiations aad discussions on intelligence matters with appropriate

: . officials of foreign governments.

c. He should be résponnible for development of Comint
anc «lint policy inseofar as this is an Agency function.

d. FHe should keep continually under review the general
extent and direction of the inielligence efforts of the comruunity to
insure that such efforts fully and effectively supgort national policy,
submitting reports and recomrendations to DCI as appropriate.

e, -H.e should corresgondingly rvaintain a continuing
review of activities and efforts of the sigency to insure that they
remain fully and effectively coordinated with the activitics and

. efforis of other membexrs of the coriununity.

-23
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\l’?e do net consider it practicable at this time to suggest the
nuruber or qual-ifications of supporting staff officers for this
Assistant. We feel, however, that he will need a group of such
ofiiceafs and that they should be of particularly high caliber and
broad experience. The functions we visualize for this office are
highly important for the community and for CIA. They have not
been adequately handled in the past. The Assistant should be given
whatever staff the full development of his role may later require., |

tir. Coyne does not concur in this recommendation. He dis-
agrees with (a) the proposed organisational placement and title of
the recommended office, because this would perpetuate the present
ineffective arrangement of the Coordination Office now in existence
and would not provide the recommended office with the stature required
to assist the LDCIin fulfilling his heavy responsibilities throughout
the Intelligence Community; (b} the limitations in the fuﬁctional
concepté of the office, as outline:i above. Further, he does not con~
cur in this recommendation because it does not distinguish sufficiently
the internal CIA operating functions of the DDCI from the community-
wide functions which the recomracnded office must perform if the
DCl is to execute effectively hic urincipal mission a5 as signed in

the Fresident's Directive of January 16, 1962, Mr. Coyne believes
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that if the oiﬁce is established along the lines recommended above,
it will be incapable of effectively assisting the DCI m' performing

| his principal Presidentially-assigned responsibilities §f (a)
coordinating and effectively guiding the. total U. 5. foreign intelli-
gence éffort; (b} establishing hecesaary policies and procedureé to
assure adequate coordination of foreign intelligehce activities at all
levels; {(c) malintaining a continuing review, with the héa&s of the
Departments and Agencies concerned, of _the programs and activities
of all U. 3, agencies engaged in foreign intelligence activities; and
(Q) assuring efficiency and effectiveness, and avoiding undesirable
duplication in the total foreign intelligence effort. Mr. Coyne will

submit his recommendations on this subject at a later date.

National Photggraphic Interpretation Center

We are concerned about the capability of NPIC to handle what

may be a greatly increased volume of work in coming months. We

Approved For Release 2002/10/30 : CIA-RDP86B00269R000400010001-5
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recommend that a8 a matter of priority the USIB have this matter
reviewed and insure that any increased flow of raw raterial does
not result in slowing down the prompt and complete processing so

urgently required.

Caliber of Personnel

‘We believe that the DD/I should devote some considerable
effort to improving the caliber of personnel in his offices. Although
we did not make a study in depth, s&e believe that there is a serious
problem in this regard in OCI and that steps should be taken under
the new management of CCI to improve the caliber of supervisory

personnel and thus improve the morale of that office.

‘ IMerger of ONE and OCI

‘We studied at some length the feasibility of merging the Office
of National Estimates with the Office of Current Inteiligence. We
found the Oifice of Current Intelligence eager for a merger, the
Cffice of National Estimates strongly opposed. The DD/I was inclined
to favor it, but foresees certain personnel difficulties. We do not
believe that such a merger would be wise unless it was well esta-
blished that the result would be the creation of better national estimates

and current intelligence dailies and weeklies. The DD/I feels that
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QRO
Ul -

[ :
' ¢ . Approved For iease 2002/10/3 =%%I‘A'—RDP8680026%)00400010001-5

. he should be given at least sixty days to explore this proposal and
to prepare hig recommendations. We concur,
Mr. Coyne does not agree with the above paragraph and in lieu
thereoi recommends that the ONE and OCI be merged now., He

believes that such merger will result in improved intelligence

products to support the national policy makers. /

Preparation and Dissemination of Memoranda

Ve have noted considerable unhappiness in the Departient of
State because ONE and OCI have established the practice of distri-
buting throughout the comimunity, and to the White House, uncoordinated
memoranda on intelligence matters. These memoranda are prepared
as "think pieces’, but the Department of State feels that they often
seem to influence policy at high levels. We think the Department
of State has a point, and we urge that such memeoranda be carefully
restricted to circulation within the Agency unless or until they have
been coordinated across-the-board.

we also urge that the DCI adopt the practice of asking other
agencies to prepare such memoranda if the subjects fall within the
purview of their responsibilities; e, g., the Departinent of State on
strictly political matters. We believe that, at a minimum, when

CIA is asked for a memorandum that inquiries should be made of

- 27 -
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other departments to determine whether such a memorandum hasn't

already been prepared or might be in the process of preparation.

“White House Relations

We are concerned about Agency relationships with the White
House insofar as handling of intelligence matters is concerned. e
would like the opportunity to discuss this with you orally before

framing recommendations.

Research on International Communism

We are concerned about the reported inadequacy of research
done on International Cornmunism. At the present time some is
done in the DD/I area in both OCI and ONE, some is done in the DD/P
area in the International Communism Division of the Counter Intelli~
gence Staff, and some is done in the State Department in the Special
Studies Group of INR. The DD/I expressed himself as believing
this was sufficiently covered. The Chief, CI Staff believes it is
insufficiently covered. Regpresentatives of the Department of State
urged that greater expertise be bfought to bear on the subject.
Inasmuch as it will fall squarely on the shoulders of the DCI if not
enough is being done, we urge that the matter be reviewed by the DCI
at an early date to satisfy himself that all necessary research in this

field is being accomplished.

-
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. Office of 3cientific Intelligence

On the new chart we have shown QSI as a division under DD/R
since we understand this to be your desire. We feel, however, that
O3l in its major activities is more closely linked to DD/I than to
DD/R and therefore more properly belongs under DD/I. DD/I himself
'strongly supports this view and urges that he retain OSI. We believe
that if this is approved, scientists in OSI should be members of DG/R's
career service, subject tb transier between OSI and units of DD/R as

might be agreed between the deputy directors concerned.

D/R's Operational Responsibilities

Ve have sorme concern relative to your intention to have DD/R
carry into the operational phase his responsibility for certain major
projects involving complex and coordinated operations which are
highly sensitive and where a mis-step could have serious national
or international repercussions. DID/R's key people will be mostly
scientists, technological experts or leaders in specialized develop-
ment fields. Such individuals on the average have no professional
intelligence operating experience and little background or interest
in detailed operational problems requiring thorough inter-agency
coordination, painstaking and tedious follow-up actions and careful

atteniion to security details. DD/P, on the other hand, has a number

.29 -
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of top-flight people who for some years have dealt almost exclusively
with just such problems.

We recognize all the difficulty, in the course of a project of this
type, of ghifting responsibility from one deputy to the other; and we
realize that development must algo lap over into the operational
phase. We suggest having as a general rule {but granting that excep~
tions will arise) that when operation begins the responsibility for the
operations should be the DD/P's, but that PD/R should retain his
responsibility for seeing that the equipment he has developed continues
to function properly. There is here attached a specially classified

annex.
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CRCGANIZATION AND ACTIVITIES OF THE
INTELLIGENCE COMMUNITY

National Indications Center - %atch Committee

‘We have examined quite carefully the National Indications
Center, its Organizatio'n, its capacity to support fully the Watch
Comumitiee, and its relations with other departmenis and agencies.
We note that opinions within the cominunity concerning NIC and its
functions vary widely -~ from the feeling that it should be abolished,
or combined with DIA indications center -= to the belief that it is
entirely satisfactory in its present situation. We do not fully sub-
scribe to either of these views.

The functions of the Waich Committee, and NIC, with their
terms of reference, were developed prior to the tirne when DIA was
created. Now DIA has developed a strong capability to provide both
early warning and indications of approaching crises fo the community.
Its capacity in this regard will develop even further in the months
abead.

e are aware that USIE is now consideriny the ifitch Committee
Report. But we doubt that few if any members of that Committee
were intimately aware of the full capacity of DIA and of its future
plans. We note that General Carroll was reluctant to be drawn into

the Committee’'s deliberations.

- 31 -
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We recommend, therefore, that except as noted below, NIC
operations be allowed to continve as they are for the next three or
four months. At that time we recommend a thoroughk review of the
Watch Committee and NIC operations, particularly in the light of
DiA's capabilities and activities, with a view to redefining the
responsibilities and functions of NIC as may then appear desirable.

iAr. Coyne disagrees and recommends that the NIC be abolished
now, and that the DIA be assigned the national strategic warning
function and that its personnel complement be enlarged to include
representation from appropriate memibers of USIB. Mr, Coyne
points to reasons outlined in his memorandum to the DCI dated
February 5, 1962,

iVe do believe that the National Indications Center should be
properly manned and should receive both the high caliber of per-
sonnel at the proper grade and the number of parsonnel to perform
its function promptly and efficiently. In this connection the Depart-
ment of State has no representatives at NIC at present and the DCI
should ask the 3ecretary to remedy this situation imrnediately.

Ve would suggest a change in the present method of preparing
the V atch Committee report. If NIC is adequately manned, we see

no reason why it should not draft, 24 hours in advance, the weekly
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Watch Committee report, circulate it to all agencies for considera-
tion prior to discussgion at the Watch Committee' meeting when it
could be decided upon in final form and reproduced and disseminated.
Related to the Watch Committee -- but also an important aspect
of all coordinated intelligence community reports -- we believe that
substantive disagreements should be encouraged and even spelled
out in Watch Committee reports; that NIEs and SNIEs rather than
being suppressed or covered by watered down language as is some-
times the case today, in all cases should reflect the consensus of
views of the intelligence cornmﬁnity. If there are differing minority
views on the part of one or more agencies, including CIA, these

' should be spelled out in appropriate footnotes.

CIA Relations with the Department of State

e examined the relations of CIA with the Department of State.

Several matters of concern in this area are mentioned in the section

on the DD/P, 25X1

25X1
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State's Counter Communism Office

We reviewed with some interest the proposed creation in the
oifice of the Deputy Under Secretary for Folitical Affairs of the
'Deﬁartment of State of a strategy group for combatting communism.
While the full scope of its function is as yet unclear, we believe that

CIA should follow the developments in this office closely as its

activities will have considerable bearing on the work of the Agency.
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State's Operationas Center

We reviewed with some interest the embryonic operational

center which the Department of State is developing. We found that

this is an interesting development and would obviously have bearing

on the intelligence community,

State at White House Briefings

We recommend that in accordance with the present practice of

a representative of the Defense Intelligence Agency attending the
briefings of the White House staff by CIA, that a representative of

the Department of State also be invited to attend these meetinga.

Receipt of Top Classification Messages

e recommend that the DCI take up directly with the Sresident
the problem of rq;:eiving all pertinent messages dealing with foreign
affairs'which might have any bearing on intelligence estimates o
report;, or.on covert operations. We have particularly in mind
agch communications as between the Presidgnt and Khrushchev, stc.
We believe that i; is important for the DCI to see such messages in
order to give proper guidance to the intelligence and operational

activities of the Agency.

- 35 .
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THE WHITE HOUSE
WASHINGTON

April 3, 1962

MEMORANDUM FOR: Mr, Lyman B. Kirkpatrick
Inspector General
Central Intelligence Agency

In the course of our dlscussions as members of Mr., McCone's
Working Group on Intelligence and in our March 28 meeting with
Messrs., McCone and Carter, I indicated that I did not concur
in the "Coordination" section of the draft report which we
discussed with the DCI and the DDCI.

In line with the foregoing, it would be appreciated if
you would:

1) Amend the second sentence of the section to read:
"With the exception of Mr., Coyne, we are fully in accord.™

2) Add at the end of the section a new paragraph
" reading as follows:

"Mr. Coyne does not concur in this recommenda-
tion. He disagrees with (a) the proposed
organizational placement and title of the recommended
Office, because this would perpetuate the present
ineffectlive arrangement of the Coordination Office
now in exlistence and would not provide the recommended
Office with the stature required to assist the DCI
in fulfilling his heavy responsibillities throughout
the Intelligence Community; (b) the limitations in
the functional concepts of the 0ffice, as outlined
above, Further, he does not concur in this recommenda-
tion because it does not distingulsh sufficiently
the internal CIA operating functions of the DDCI
from the community-wide functions which the recommended
Offlice must perform if the DCI is to execute
effectively his principal mission as assigned lin
the President!s Directive of January 16, 1962,

Mr, Coyne believes that 1f the Office 1s established
along the lines recommended above, it will be in-
capable of effectively assisting the DCI in performing
his principal Presidentially-assligned responsibilities
of (a) coordinating and effectively gulding the total
U. S. foreign intelligence effort; (b) establishing
necessary policlies and procedures to assure adequate
coordinatlion of foreilgn intelligence activitles at

all levels; (c) maintaining a continulng review,
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"with the heads of the Departments and Agencies
concerned, of the programs and activities of all

U. S. agencles engaged in foreign intelligence
activities; and (d) assuring efficiency and
effectiveness, and avoiding undesirable duplicatlon
in the total forelgn intelligence effort. Mr,
Coyne will submit his recommendations on this
subject at a later date."

I would appreclate recelving a copy of the revised report
of the Working Group at your earliest convenilence,

J¢ Patrick Coyne

-2 -

Approved For Release 2002/10/30 : CIA-RDP86B00269R000400010001-5




; -
‘ ReeU

Approved For Release 2002/10/30 : CIATRDP86800269R0004000110001 é;z' 72 gz.?

Y o
L~

23 Octobez.? 1962

M/«’»’ 62

MEMORANDUM FOUR: Director of Centrul Intelligence

SURJECT: After Action Report on the Fmdings
of the Working Group

This is with reference to the memorandum of 5 spril
1962 which presented you with the final report ¢f the Working
Group which you established in January to consult and advise
on the organization and activities of the Central Intelligence
Agency. This report indicates the action whick has been
taken on the findings of the Working Group, and if no action
has been taken the reasons therefor. The comments here
are in the same order 28 they appeared in the report of the
Working Group.

Lyman B, Kirkpatrick
Executive Director

Attachment

CC: DLCY

LBK:jrc: Retyped gmk (23 Oct. 62)
Distribution:

Orig - Addressee w/att

1 - DDCI w/att

1 - Exec. Dir. w/att
dr—er=forctrn
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Office of the DCI

Organization of DCI's Office

The change in organization of the DCI's office bas been accom-
plished and an Agency Notice is ready indicating the organization and
activities of the office. The staff of the DCI's office now operates under
the direction of the Executive Director who holds daily staff meetings,
and it {s believed that the Agency is now witting of how to keep the DCl's
staff informed properly of the activities of the Agency.

Comptroller

As recommended, the Cemptroller's office now reports directly
to the DCI and has full authority for fiscal control of the Agency. The
Comptroller has established the Financial Policy and Budget Commit-
tee which is operating as envisaged.

Inspector General

As recommended, the Audit Staff has baen combined with the staff
of the Inspector General and the merged staff reports directly to the
DQI'A office. The size of the Inspector General Staff is being increased.

General Counsel

, As recommended, the General Counsel's staff reports directly to
the Office of the DCI and has assumed responsibility for the work of the
Legislative Counsel, .

Cable secretariat

4w recommended, the Cable Secretariat is under the careful super -
vision of the Executive Director, and particular attention is being paid to
the dissemination of cables.

Contracts -
As recommended, sole-socurce contracts have been reviewed by

the DDCI, and any new contracts of this type will be reviewed in advance
by the DDCI and the Comptroller. -
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Personnel Assignments

A1l senior assignments are curreatly being checked with the
- Office of the Director prior to formalization. As yet, due to the
gtudy in progress of the entire area of personnel management in
the Agency, nothing has been done in regard to middle management
assignments,

Public Relations

ClA is now receiving about the minimum amount of publicity
that eould be expected in a democratic society with a free press. No
public speeches are being given by Agency officials. Background
briefings to newspapermen continue.

Riedugiiqu in Force

The reduction in force in the Agency did not include any super-
grades, as recommended.

‘Handling of Communications Other than Cables

: The Executive Director is now responsible for insuring that all
incoming and outgoing communications are circulated to those offices
of the Agency which should be informed. This is done particularly
through the media of the Executive Memorandum,

Executive Director

The position of the Executive Director has been established and
the responsibilities of this office are evolving as the method of organi-
zation and operation of the Agency becomes more clearly established.

It iz quite clearly understood throughout the Agency that there is not a
straight vertical line of command - requiring all actions to be cleared
with each of the top officers: DCI, DDCI and Executive Director -~ but
that decisions may be obtained by going to any one of the three. On the
other hand, experience indicates that the most prompt and effective
action is obtained when action Papers pass through the Executive Directo
to the DDCI, and if necessary the DCI. '

Executive Committee

~ The executive Commit:ee has been established and is now func«
tioning as envisaged,

L 2 -
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QOrganization and Activities of the
Deputy Director (Planas)

Office of the DD/P

g As recommended, the DD/P has abolished the position of
AIDDF A

The :taffs

The DD/P is still working on the entire matter of the staffs and
their functions. '

Merger of Covert Action Staff and International Organizations Division

f These two units have now been merged and appear to be function-
ing effectively. The Working Group simply commented on this and
observod that it was a prerogative of command to combine these unita. -

Central Support Staff

The DD/P has taken no action on this recommendation as yet.

Special Task Force Operations

The activities of Task Force W are identiaal to the intent of this
recommendation.
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QOperational Aids Unit

This recomnmendation was rendered inapplicable in view of the
_ decision not to transfer TSD to DD/R.

War Plans

As recommended, the DDCI is giving full support to the War
Plans Group, and is assisted in this effort by the Executive Director.

Liaison with the Department of State

The DD/P has centralized the control of liaison with the Depart-
ment of State and careful records are now maintained of all discussions.
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Organization and Activities of the
Deputy Direcior (Intelligence)

Cffice of the DD/1

| The DD/1has established a focal point in his office to follow the
flow of all intelligence to the White House. ' :

Board of National Estimates

The Board has been strengthened by the addition of a senior
DD/P officer, and we have suggested to the Department of State the
agsignment of a senior Foreign Service officer.

Control of Estimates

| The DCI through USIB is endeavoring to limit the number of
national estimates. .

Office of Qpera;tions 4

X1 Action on the recommendation to abolish the Office of Operations
25 has been deferred until the end of 1962.

‘6-
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Organization and Activitiss of the
Deputy Director {Support)

segurity Office’

The support for the DD/P rendersd by the Office of Lecurity is
currently under review. However, the Security Office has been auth-
orized to recruit additional personnel to handle its workload. As
recommended, the issuance of aecunty clearances has been central-
ized in the Oiﬁce of Security.

- Audit staff

AB recommended, thc Audit otaff has established an active check
on activities at] | :

DPD support

a8 recommended, the DI /S is mow supporting all projects under

Automatic Data Processing

As recommended, the Automatic Data Processing taff is aggress«
ively pursuing the objective of automation in the Agency toward insuring
compatibility with other systems in the intelligence community.
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Organization and sActivities of the
Deputy Director (Research)

Development Projects Division - Special Projects Branch

As recommended, the Special Projects Branch of DPD plus the
necessary supporting units have been transferred to DDI R.

Technical Services Division

Further study did not commend implementation of the Working
Group's recommendation that all TsD research and development be
placed under DD/R. The DD/P made a substantial argument in favor
of teaving all of TSD under his control in order to insure close and
intimate relations with the operating units. Further, an argument of
almost overwhelming proportions indicated that the DD/R already had
some very major responsibilities without taking on the diverse and
generauy unrelated responai‘bihtie: of TSB.

Other Research and Development

n.fter considerable additional study it was decided to transfer all
ELINT to DD/R, except for the direct command of certain field units
which under all circumstances should be left under the station chiefs.
Research and development in support of NPIC would fall under DD/R
for those very advanced items, but not for current production require-
ments,
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Coordination

The staff of the Assistant for Coordination has continued to work
on the same basis as formerly and continues to be constituted of
assignees from other agencies. There appears to be progress in
achieving closer inter-agency coordination, but whether this is due
to the work of the Coordination Staff or to the DCl's personal interest
in this subject would be hard to determine.

This group hém been continued.

National Photographic Interpretation Center

The Executive Director has personally kept under review the work-
load of NPIC. NPIC is recruiting in anticipation of an increased work-
load. _

Caliber of Personnel

'lhe new DD/I is cognizant of this problem and is taking steps to
improve the caliber of the personnel.

Merger of ONE and QC&
It has been decided not to merge these offices.

Pre;ﬁaration and Dissemination of Memoranda

Too many uncoordinated memoranda are still being circulated.
The practice of asking other departments to prepare memoranda has
not been adopted. :

White House Relations

{(This matter was handled orally by the Working Group and con-
sequently the comments will be handled similarly.)

”9-
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Research on International Commﬁnism

The DD/I has established a special staff under an experienced

intelligence officer for this purpose, and this staff is getting gradually
organized,

Qffice of Scientific Intclliﬁei:ce

05l is remaining under DD/I, but DD/R will eventually open his
career service to those who wish to join it.

DD/R's Operational Responsibilities

it has been firmly established that DD/R will operate those pro~
jects which he develops. We believe that DD/R has implemented some
of the principles in the special annex of the Working Group report.

- 10 ~
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Organization and Activities of the
Intelligence Community

National Indications Genter - Watch Committee

General Carter, the new Chairman of the Watch Committee, has
- made a therough review of its activities and NIC operations. Steps
have been taken to see that NIC is properly manned with the right
personnel, and the Department of State is being constantly reminded
of its obligations in this regard. We also believe that the methods of
operations of the Watch Committee have now been aligned in accord-
ance with the objectives of the Working Group.

state's Counter Commxmigm Office

_ The proposal for the creation of such an office in the Department
of State appears to have come to naught.

state's Operational Center

The State Operational Center also appears to have come to naught,

Litate at White House Briefingg

The Department of State does not attend the White House briefings.

Receipt of Top Ciusification Mesnie__g

'I‘he DCI bhas taken up with the White House the necessity for being
included in the dissemination of all top classification messages.
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1. The organization of the DCI/DDCI's office is currently under study.

2. The Audit Staff is removed from the DD/S area and placed.under
the Inspector General.

The Comptiroller is removed irom the DD/5 area, given greatly
expanded responsibilities, and will report directly to the DCI/
DDCI's office,

w

. The General Counsel's oifice is removed from under the DD/S,
will resume responsibility for Congressional relations, and will 25X
report direcily to the DCI/DDCI's office.

6. Position of Assistant DD/P for Covert Action abolished.

7. Assistant DD/P for rreated 25X1

8. Central Support Staff under DD/P created. This will draw together
such support as personnel, logistics and budget and will also take
over technical support from those operating units of TSD which
remain in the DD/P, e.g. | | 25X1
The Central Support Staff will also absorb the present Operational
Services Staff and certain other activities.

9. A Special Task Force is created for such operations of a magnitude
that transcends the capabilities of one division.

1C. The International Organizations Division and Covert Action Staff.
are combined, putting together our largest act1v1t1es in this field.

25X

12. A Deputy Director for Research is created. This organization will
take over the Oifice of Scientific Intelligence from the DD/I, Special
Projects :»2m DPD, all research and development from TSD, and
other research and development activities currently located in various
units of the Agency such as the Office of Communications, NPIC, etc.
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March 29, 1962
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 MEMORANDUM FOR THE RECORD

SUBJECT: Notes on discuszioms between myself, Carter, Kirkpatrick
Coyne and Schuyler in review of report of the Kirkpatrick
Committee

Fbﬁowing recommendationa call for further consideration and
pozsible meodification.

1. Uffice of the DCI

1. Pagell - Comptroller

Terms of Reference of the Financial Policy and Budget
Committee under the Comptroller and the Executive Committee
as provided hereafter must be clarified to provide continuing
program review by a senior committee as pari of an orderly
prog ram and budget process. '

2. Office of Coordination.

Differences between Kirkpatrick and Schuyler position
as outlined in the report and Coyne's position should be
considered and reconciled. Page 3, Item C. Responsibility for
SIGINT policies and resulting international arrangements as a
responsibility of this office should be further considered.

3. Public relations directive should be issued on policy of
speech making and public appearances by Agency employees,
including DCI and the Deputies. :

4. Page 6. Reduction of force consideration should be given
with continuing 3-man management review committee (such as
the Kirkpatrick Committee) exploring for the DCI and the DDCI
ways and means of eliminating duplication and consaolidating
functions, eliminating unnecessary activities, with the objective
of developing better organization at lesser cost and with

fewer personnel.

'§. 6.B. Terms of Reference for the Executive Director and

the selection of this man should be discussed between McCone
and Carter at an early date.
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05X 1 1. Office of DDJP
1. Page 9: Importan istant DU/P for
There is

continuing criticism of the Agency for lack of profeasionalism
in these activities, most particuhrlﬂ:&l

25X1

II. Office of DD/I

1. Carter and McCone should agree on .ulectitm of a DD/1,

Deputy DD/I and Chief of OCI S
- within this office. as iaitial step in imPf'OVmg personnel

4. Merger of O/NE and OCI should b
~ . e delayed until new
DD/1 is installed and makes his recammendations,

Approved For Release 2002/10/30& GIA-RDP86B00269R000400010001-5




A _ ’
LT Approved For Release 2002/10/30 : CIA-RDP86B00269R000400010001-5,
i e

w

3. National Board of Estimates should be reviewed and
impraved where necessary and consideration given te formation
of a special group within O/NE to ahalyze on a continuing basis
objectives of Soviet/Sino Bloc, international communism and
their pursuit of their cold war activities and in their efforts to
establish world domination. Note: This office previously
existed directly under DD/I but was abandoned a few months
ago.

4. Proper liaison with finance, State Dcpartmcﬁt. and
agreed methods for DCI to brief NSC as provided by law
should be worked out.

5. National Photographic Interpretation Center, Page 19.

Note this requires immediate study, possibly by UZIB.
Fear that the work 10ad on the NPIC will overwhelm it and as a
result it will be unable to process vast amount of information
during months of May through September should be quickly studied
and arrangements made through USIB to disperse read-out to SAC
and army 5t. Louis Center if doing so necessary to keep our
processing and read-out on a current basis. This matter

- congidered of greatest importance.

1V. Elements of DD/R

2. Location of O:l should be resclved. ,

3. Interrelationship between DU/R and DI}/P to provide
staff support and particularly the CI production should be
established by directive of Deputy DCI.

-3
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4. With respect to page 23, certain operational responsibi-
lties should pass frgm DD/R to DD/P upon completion of
ressarch and development; however a study should be made to

- determine whether the many fully integrated operational activities
such as OX CART and some| |
should not be permanently under DD/R who is to have both
operational and research and development responsibilities.

Considerations of OXCART

‘ - 1. Responsibility for all phases of OXCART are to follow
the direct supervision of Sec/Def and DCI by agreement with the

OD, Charyk as AR/Sec.Def., will be executive head of NRO, DD/R
will be his Deputy and by assignment will be responsible for all
phases of OXCART.

2. Details of operations, as contrasted to R&D, will be
worked out at a later date.

3. NSC directive agreed OXCART tasks are responsibility
of special Group and question of augmentation is a matter for Special
Group, not CIA, to decide. '

4. DD/R should be charged with the responsibility of
mobilizing and utilizing all necessary resources of DD/I, DD/P and
DD/5 and General Counsel in performance of DD/R's assigned respon-
sibility as Deputy Director NRO and manager of OXCART project. '

. 6. Because of imminence of commencement of test
flights immediate careful attention should be given to all aspects of
ihe cover story as certain information concerning the plane will
become known when it is obssrved in FAA {hat othed radaz

V. National Indications Center Watch Committee

1. Appointment should be made next week for General
Carter and myself to visit the NIC and the DIA Centers and
observe the Watch Committee operations and make a judgment
as to whether this organization is properly set up and
efficiently operating, and to resolve differences between
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2. White House briefings should continue; & substitute
for Mr. amory should be arzanged umtil & moxe adequate
arrangement is provided. Uaily briefings of Bundy, Clifton
and Taylor and an occasional hriefing of the President by
DCI should suffice. '

JOHN A, McCONE
Director
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WERE PERMANENTLY REMOVED ON

BY FOIA/PA/EO Review STAT

AND WILL BE RE-RETIRED UNDER A NEW JOB NUMBER, EARLY 1994.
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