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~ OFFICE OF THE SECRETARY OF DEFENSE

WASHINGTON ‘.,'

12 #pril 1948

Mr. Mathias IF. Correa

Cahill, Gordon, Zachary
and Reindel

63 Wall Street

New York, New York

Dear Matt:

In the enclosed memorandum I have set forth some of my
views on the present position of the survey with recommendations
for our working program. For the reasons given in my memorandun,
I believe it is dmportant to consider some of the problems I
have raised and esteblish a fairly clear, yet flexible, program,
Allen and Bill are coming down at the end of the week and I hope
you will have a chance to go over this paper before then and
possibly discuss it with them,

When do you expect to be here again? There has been eome ¢we
interesting developmentg since your last visit., A large meeting
was held on 4pril 2, 19E8, at which regpresentatives from CIA,

ATC and the hllltary Liaison Committee were present, At that
meeting the present position of atomic enerzy intelligence was
reviewed and it was agreed that there should be appointed to the
Nuclear Energy Group a scientist acceptable to AEC who would have
full access to all raw reports and whose judgment would be accepted

by AEC, 25X1

and who has Deen SpoKen Ol very
nighly by several sclentlsts. This certainly looks like a step
in the right direction. I do not have the details of the dis-
‘cussion which led to this decision, but only the above report
which was given to me by Hillenkoetter. I will try to get a copy
of the minutes of the meetings

I have arranged to see Dr. Henderson, Army, and Dr. Brewer,
Navy, about this subject and will tell you ebout my conversations
with them when you are next in Jdashingtons

Sincerely yours,
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OFFICE OF THE SECRETARY OF DEFENSE

WASHINGTON

—- -

13 April 1948

Mr, Allen W, Dulles
Sullivan and Cromwell
48 Wall Street

New York, Wew York

Usar fk}.lnn:

I have trased the report which you gave me over the telephone
this morning, although I do not know the sowrce of the leak.

The commentator was Felix Morley on his regnler program, "Three
Star Extra" over the NBC at 6145 pm on Nonday, April 12, Following
is the text of the relevant portion of his broadcasi:

"Today two investisations were under way in Washington
to determine why our intelligence services wers so 1) pre-~
pared for this coup d'etat., The House of Representatives
has & special commiitse on exscutive expenditures, its chair-
man is Rep, Clare Hoffman of Michigan. Today he named &
subcommitise of three o detormine why our diplosscy was
agleep at the switch in Coloambia, Frank Hannegan of Three
Star Extre learns that another investigation by the Bational
Security Council ia also underway. It is headed by Allen
Dulles and is directed particularly at the hushehugh Centrsl
Intelligence Agency, orzanlsed sbout 2 year ago. This wholly
independent Central Intellizence Agency is supposed Lo know
what's going on everywhere, sesmingly it knew very little about
affuirg in Colembia. Certainly the State Department itself was
aslesp. In Washington alone that Department has arpund 1100
exscutive officers and ncme of them seems o have had any
inkling of what was being plétted. Scmewhere in the buresu-
oratic labyrinth somebody might have tipped Marshall off %o
what was ocoming but seemingly nobody did."

I belisve that the clamor for a Congressional inveetigatien is
dydng down but)will keep in touch with this end report to you on :
Thureday, Hillenkoetter has collscted a good desl of informatidh 3™
show that CIA was not caught completely unpreparsd and, as I mentionsd
in my letter, is using this occasion to press for a ooiut:lon of the
diffieulties he has been having with ths State Dapartunent,

I am sending a copy of this letter to BLl) Jacksen and Matt Corres,

L Sincerely,
V{ Mr. Correa

Approved For Release 2003/05/27 : CIA-RDP 620356 B2 aR0500050050-6



Approved For Release 2003§0§127 : CIA-RDP86B00269R000500050050-6
- OFFICE OF THE SECRETARY OF DEFENSE
WASHINGTON

12 April 19L8

MEMORANDUM TO Mr. Dulles
¥r. Corres <«
¥r. Jacksen

This is an attempt to set forth briefly a summary and appraisal
of the present position of the Survey, with recommendations for future
proosdures

In my memorandum of March 12, 1948, whioch 1s in your filee, I recom~
mended that the Survey Group attempt, within a relatively short time, to
sxrive at & gensral appraisal of CIA, its position in the nationel intelli~-
gence picture and its oversll management. I urged that this gensTal
survey be complsted as scon as possible and before looking into the detalls
of CIA operations or of the other intelligence agencles. I suggested that
this procedure was desirable because the Group might conclude that detailed
recommendations would serve no useful purpose in the sbsence of changes
in major policlies and smong principel personnel. I also proposed the
allecation of responsibility to individusl members of the Survey Group,
for inquiry into particuler parts of CIA and for the contact with the
other departments end agencies so as to ensure a fairly rapid oversll
covera;s during the first stage.

Although there seemed, &t the time, to be genersl agreement with
these recommendations we have in fact departed from them. I suggest
therefore that we revisw our present progreas and reconsider what should
be our priorities and working program, It is appropriate to do this now
for the further reeson thet, beginning April 19th we will have at least
one and probably two sdditional steff members. The most effective way of
using them can be determined only in light of our general plan.

The pressnt picture is approximately the followlng: - We have already
collected a fair amount of documentary material, firsi-hand impressions
and second-hand reports concerning most of the principal parts of CIA,

soms of CIA's major problems amd the position of CIA in relsiion to the 25X1
other parts of the Covernment.
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Mr. Gerris has begun investigating the preseni arrengements for
atomlie energy intelligence with which there is general dissatisfactions
He hes not yet looked at OCD or the CIA sdministrative setup.

Finally, ¥r. Jackson has had initisl conversations regerding ICAPS
and ORE, and has also spoken with Cenersl Sibert, heed of 00,

I have followed up on all of these lines of inquiry and in addition
have collected information and impressions on the other problems and
parts of CIA end the intelligence picture in general. This has included
conthcts with intelligence personnel in State, Army and Nevy.

Thus, the coverage hes been uneven and necessarily fncomplete and we
do not now seem to be proceeding toward an early, averall appraisal of CIA.
Although we have b-oxﬂ@i still sctively concerned in part with some of
the fundamental probleas concerning CIA, we are also giving priority to
certain specific problems brought urgsntly to ocur atiention. It sesems to
me that theré are a number of dfficulties in this procedurs which does not
corraspond to any clear objective or, in my opirien, to the requiremsnts of
the situation, In the first place, the dissatisfaction with CIi is w0
- widespread throughout the government and some of the internsl problems of
CIA meem s0 acute thet I do not think our presen: procedure will produce
adequate results regarding CIA on a priority basis as provided for in the
Termg of Refersnce for the survey. It is necessary, I believe, to proceed
on the basis ¢f a simple feirly clear, and flexible, program, which does
not have %o be substantially altered in ordsr to sbsorb the particular
problems and controversies which will be brought %o cur atiention from
time to time. We ocan expect urgent problems to be referred to us ss we

ter

we mugt pot be deflected too widely from our course.

progress and while we must, of course, be reedy to do what we can to hel
in e mat l

| As another example, the problem of atemic

energy intelllgence is obviously of outstanding importance, but I am

- beginning to doubt whether we can make any effective contribution thers
without placing the problem in its proper setting and exsmining at the same
time some of the broader questions on which it depends (scientific intellie
gence generally and CIA's responsibilities for collsction, evalustion and
coordination). If wa do not eonstantly iry to relats specific problems to
the general setiing of which they are a pert, we may find ourselves tackling
sysptoms with very little effect upon the causes. ’

There are two othsr things which should slso be mentioned in this
eonnection. The present procedure ia, I think, being seised upon by gume
of the people who are unfavorable to our sfforte as an excuse for saying
that we are not effectively tackling our job. Thus, in advance, an
attempt may be made to discount the results of our work, Ia addition, there
are within CIA & large number of people who are very friendly to our efforts
and hopeful that we will help correct the deficisnciss of the present setup.
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The morale of these people is very low and, rightly or wrongly, they are
looking to the Survey to remedy what they think is a deploreble situaiion.

Finally, events of the past few months, including the recent trouble
in Bogota -~ on which subject Representative Clarence Brown of Ohio is '
asking Admiral Hillenkestiter for an explanation =~ together with publie
eriticism of our intelligence setup, may lead to Congressionsl demand for
an investigation, which it will be difficult to resiet unless the Survey
group cen show substantial progress in a relatively short time.

CIA has three broad functions and, in ®y opinion, our immediate
objeotive should be s quick appraisal of the soundness of thaese funcilons,
the way in which they are belng performed and of the princips] personnel
responsible for them, In the first place, there is CIA's vesponsibility
for coordinating all intelligence activities econcerning the national
sscurity. This is en administrative and planning function which is sup-
posed to be carried on through the Intelligence Advisery Commitise, with
ICAPE as the reasponsible staf{ within CIA. In fact, CIA has been very
insctive slong these lines, the IAC is a field for departmental skirmishes
rether then a forum for coordination, and ICAPS is looked upon with scorn
both within OIA and outside, In the second place, CIA is supposed to
corrslats and evaluate intelligence relating to the national sacurity.
The purposelese way in which this task has Desn attempted by CIA through
ORE has ceused considerable antagonism outside CIA as well as dissatls-
faotion and demoralisstion within ONE. Finally, CIA is charged with
performing certain common services of an inteliigence character. It is

ander this mandate that 00 and 080 operais, and it is probably fair to say
- that although thers is s good deal of criticism of the efficlency of their
opsrations, there is not the antagonism and controversy regarding them
that there is for other parts of CIA, perticularly ORE. '

In summary, it is my present impression that CIA has not psrformed
well or not performed at g1l 1its two functlons of coordinating govern~
mental intelligence sctivitiss and of correlating the svaluation of in-
telligence. CIA's mission and actual operations within both these fields
are uncertaln, undefined and subject to much o ntroversy ang bitterness.
On the other hand, CIi's “common servicea®, 0S50 and 00, seem reasonably
well egtablished, and unless we wish to raise the quesiicn whether these
collention functions should properly remain combined with the coordins~-
tlon fanctions, the investigation of these common collsction services is
more & question of testing and promoting their effactiveness than of
beginning afresh to define their position in the government intellligence
getup, which is subetantlally whet has to be done with the twe functions.
of coordination outlined above.

\
In addition and as part of this, there is the problem of appraising
the gquality of CIA'e principal personnel and the offectivencas of its
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management and staff procedurss. On some of these points there seems 1o
be unenimity of critical opinion, boih within CIA and smong the agencies
wihich deal with CIA. The oriticiems that CIA ie organised as & top heavy -
bureaucracy and is hampered hy a predominance of military personnel in
key positions meet one at every turn. I think that very little inveatige=
tion is needed to test the valldity of these accusstions. It may be that
no substantial progress can be made on needed reforms unless there are
changes here. ’ :
In light of the nbove atatement, which I could expand and fill in at
grest length, I wish to renew my recommendation that we aim at ocompleting
within a reasonably short periocd (for example May 15th or June lst) &
preliminary report on certain key problems on which the success of the
entire survey depends. These would include the following: :

General competence of CIA'a top staff,
Ifficlency of CIA's administrative and steff procedures.
Balance between military and civiliasn f:trsennel in key positions.

CIA's functien to coordinate governmentsl intelligencs _cct.ivit.iu'
relating to national security.

CIAts mission Yo corrslate evaluation of intelligence,

The appropriatsness and adequacy of the ®common a&rﬂen" per-
formed by CIhk, . :

~ In each cass we should try io snalyse the probdblem, dsvelop our views
and establish recormendations which will enable us to proceed with a mere
detalled investigation with confidence that there is a readiness to
remady the basic difficulties on which the details depend.

In furtherance of this recommendation, I suggest that we complets,
if only in a provisionsl manner the two special problems with which Mr.
Dulles and ¥y, Correa are concerned., We should then expand sur coverage

within CIi,slong the lines already agreed upon, using

| 25X1

to help out in regard to OCD, ORE and 00. ¥e should alse extend our con-

tacts outside CIA oo as to get the departmental views mcre fully than we now have.

¥y own sfforts will be devoted to coordinating this work, and covering GBSO

{once full clearance has been obtalned), as well az the CIA managerial setup.

' ‘After this has been completed, we will be able with greater assursnce to go

inte more detalled problems of CIA and bsgin sur inquiry into the dspartmental

intelligence services,
After the above statsment and recommendations have besn discussed snd

revissd by the Survey Group and & progras approved for the first stage, I
will prepars & more detmiled statement of the problems and a working plan.
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