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HEFORANDUR FOR: DIRYCTOR OF CENTRaL INTELLIGENCE

SUBJFCT: Duiles Comulttee roport upon ihe Of{iece of
Collsetion snd Disseminstion

i, The Dulles Coamitiee proposes, in sssence, bthet ihe refersnce
fanctlons of OCD be divorced from ihe ilaison functions, thet ine
refersrcs fnctions be tramelferred to OFE, &né thet ihe lielson fune-
tions be ndministersd by ICEPHE, The stated reeponm for this sroposal
iz thet the refersues cnd lisison functions heve little interrelstion,
that the former are closely related to Lhe resserch function of OHE,
apd that ihe latter ars closely related to the coordimetin. function
of 1CiPS, Tiww best reply to this seemingly logieel rropogel iz toat
the Agency hegz zlrsady tried it out in prectice, znd found it unpetis-
faetory.

2. The Comnittee szslstont who lnspected the [ resent OCD did pot
spend, 1n totzl, more then & few hours in the 0ffice, so it is not sur-
prising thet he emerged with the impression thet its functions were
many, verlous, and unrclsted. It had twken 'he Agency menmy months of
hard work, trlsl, snd error, to learn thet the seemlngly different
fanstions of refersuce wunc Lisisom ore, in fact, so closely reluted
that they are better _erformsd by « single uduinistretive unit tuan
by sepersts ones. It is too early to say that the present is ths best
of ull posslble crganizetionzl petterns lor these functions, bul it is
not too serly to say thet Lt represents en improvesent over tue older
end more obvious puttern shich is pow ,roposed snew,

3. It rould be exmct to stule thet the Yeghglsues of OCL sre meny
npG vericus, lovolvinmg the use of mumch unique muchine equipment, but it is
enly on paper thut the funed & wppeer unreletod. In truth they all
servz © singlas «nd comwon ends to get sud store intelligence informstion
and meke 1t avellable Lo those who need it,

4» Im 1947 the . jency w&e orgenizod with the Eefereonce Center,
embracing librery and reglaters, inm OFE; and with the lisison functions
sosigh~d to the -epurete Office of OCD. This 1z the saue, in primciple,
ap vhnt the Commlitee now proposes. The omly differcnce is tist the
Rafercnee Ceniter is now %o be installed in one of ihe two Divisions
into whieh ORE is to ba split, und thuti Lhe lizison functions zre to be
sdministered by & Tenned ICIPS steff instead of by ap ssslitent Director.
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5. The seperetion of liwison zud refersznes functlons ¢id not work
sut well In prectice, The sdndspistrative vold betwsen ine two =orzed to
the detriment ol both. If en nnelyst in OHE euiled for = documant known
to be in the State Depurtment's liorury, 1t wes clearly the job of the
intar~librery loan people in Cli's library to get it for himy but if it
wrned out thet the dooument wes subject to stringent security restric-
tlong tien it became the job of o Lizison Offiesr to make errangenonts,
with sppropriate offielels of the ftate bep riment, for the doecument to
be released. The two jobs were one wni the pmme, but they required
differsnt approsches wud differeat teshniques. 45 the Yibrery smnd
Alsison people rere under differsnt sdministraztlons they feiled %o
develop intim:te kmovledgs of eech other's dully problems, and of the
technlques and chennels being ceveleoped to desl with them, Commnica-
%lonz betwoen then vers by typed memorsads earrisd by eourisrs and
rescengers, *ith aultlple cerbon coples. Deleys vere many, ond tempers
ware exAcerbrted, Reference Conter and OCD were uceursed Ly =1l who had
%o Qeal ith them. Analysts who rented fest sction were prome to emberk
o independent lisigon venturses of iieir own, thersby adalmg notebly to
the geperel confusicn and imter-depsrtuentsl misunderstundings.

6. The Refersnce Centor, under ORE, found itself without sdequate
aduinistrative understanding end support. The mein business of ORE wae
te deul with eriticel problems of & substeniive neture, snd the gpepisl-
ists prepuring an important estimite egsinst « tight desdline ne burelly
teck precedence over 1ibrary snd regicter peopls whose ,roblems could be
pat off till the morrow, The ueeds of tn= anelysts had griority, and
there wes o tendency to postpone zetion on the more humdrums meeds of the
fefsrsnce Center, It peems inescapeble that the seme situstion would
develop tgein 1 the librury snd reglsters ware to be recssigned to URE,
6r to & Lesearch and Reports Divislon crested out of QRE. In sddition,
thars 18 wow &n Qffice of Sclentific Iutelligenee waich reguires librery
a5d regloter services no lesg than ORE, «nd it would be unwise to make
it dependent on iis sister Office for thesze servicss., I belisve thet the
CIA Libreyy end ths registers should serve sll of Cl&, ond ther they can
best do se if sdministersd sepiretely and sapart from sny oae of the cone
sumer O0ffices or Divisiona,

7+ The originsl Office of Collection wnd Dicreminstion had no
refersnce fumetions, but concentretsd on the many facets of tuw liaison
aetivity, 48 s seperste Office, it hed direet sceess to the Director of
Central Intelligence, and this would now be denied it the ICAPS (or
*oordineticn Division®) staff were interposed, This yropossl is diffi-
cult %o understund, for the Comnitiee Yeport places very great emphasis
on the need for more [orceful sfforte by CIls to sehisve eoordinstion with
the other sgencles, and it strongly expresces the opinion that direetion
of CI& sffnirs by tour-of-duty persomnel cen never win Lo the goel. How
the smell steff of ICAPS, or of tie proposed "Coordizstion Iivisgion®,
consiste entirely of representatives of ihe Ftote end Servics Departaents,
These men wre on tour-of-duty zssiguweats, If capebls snd energetic lhey
esn renler grsat service tc the Unlisd Liutes jovermment, to wueir re-
suoative Uspnrtuents, &nd to the Cenlrsl Intelligencs fzeney. But it is
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impoasible thet they should, &t one rnd the seme time, «nd during rels-
tively brief tours of cuty, sehieve success Doth (1) in hendling the
delieats and 4ifficult problems of policy deteraminction in inter-
Gepartaental velntiomshlps, end (2) in leerning, understanding, snd
dirseting the myrisd teghpliques of ccllzction, bibliogrephy, sznd die-
seminntion. Thie second job iz & coreer ansgignment in 1tself, snd 1%
is uallkely to Bs parformed well Ly men who are teokling it for the
firet time spd VYor = shert time. This job iz of so great common con-
cern to £11 the Offices of the Agency thet ii should heve direet scouss
to the Director.

&, Tue Comaittee slszo proposes thet the Contnot Brunch of 00 und
the Infermetisn Tonirel [ection of 080 ba ylven & greater degree of
sutemory in the diseemimetion of thalr reportz. It arguers that lhese
offices have betier knoslsdyge of the comsumers who npeed iheir metariols
timn coes OCD, ond in thds the Committes i» wisteken, No one k¥novwe
better vho neods vhet meterial than (1) the refersnce pecple vho, on
direet reguest from the consumers, tre dsily compiling bibliographiss
end stetements of svailsble informstion, snd {2) the lisieon people
wioee delly chors it is to meintain close contach vith conzumers in =11
the agenciss, reeslve iieir requests, <nd ansure thet tney are acled
upon to the best of Cli's sbility. The Committes in also migteken in
its belief ihat Conmtsech Branch snd G30 do not nov exercise sutonony
over the sistritution of taelr own products. OCD hses not in meny months
overriled & fontsct Branen deeislon us to where lt: reports should go
snd Trom wiom they should be withheld, nnd the Informution Control Use-
sion of OBU frsely distribute: to other ugencles regorts whioh it denies
both to ORE sné to OCD., This lutter sctivity is demgerous, ls drmeging
to the morele of ORE saslysts, znd 1z harmful to the preetigs of the
iszaneys Linisom Officers ure frequently asked by officlals of olher
agencies, "Fhy dossn't ClA coordinste itwelf? CIAats left hund doesn't
know whet 1ts right hend is doing.® The igency ls now toking gteps Lo
remedy this situstlon, and 1% is certcln thnt the remsdy involves less
autonomy rathsr than more sutomomy for tha sevaral 0ffieces.

JLEES H. AHDREES
Assglstant Directar for
Caolleetion % Disseminstlion

Y/ W@d For Release 2003/03/12 : CIA-RDP86B00269R000500030019-3

CONFIDENTIAL



