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EBERSTADT COM'ITTEE R7IPORT
INDEX OF RECOMMENDATIONS

INTHLLIOENCE
Cantral Intallire, nce Agency

Director
Appointment of competent civilian as Diractor
ia preferable but military aan should not
b diaqualified SHQEANEPOINNBEN LR OSENEBEOTRERGTORNS II 53
Dirsctor must have continuity of tenure seessssssess II 38, II 113
Inclusion of Director in membership of :
Joint Intellicence Committee of Joint
Chiafs of Staff should bs conaldered. 2LPSNTIEREESS I 52
Evaluation Board should bae established by CIA
at high level, consisting of amall group
of highly eapable people, freed from
administrstive raapcnsibilities sesERSSRIRIREETRE S 36’ II hg
Feasibility of shifting large part of State
Department's intelligence section to
Central Intellipence Agency should be
8tudied scsesvrcvsesarsssscvcrsrvessversnsrnversas II 50
Internal structure and external relations of _
CIA must be 1mDr073d SNSRI SOUEVERNOOINERPSRIEROEDS 36,‘11 haj II 53
Participation by CIA in planning and operations
of Chisfs of 8taff is recommended essvesssrssserse 11 52
Ralationship of CIA to other agencies '
Closor working relationships should be
eatablishsd between the sections of CIA
rasponsible for the preparation of ecstimates
and the National Security Council staff
and the Joint Intelligence Group of the
JOint Stﬂff ERCRNNEDITINSPEOARDROGONOVNINBENEICENVRVASY II 53
National Security Council should sive more
attention to relationships of CIA 4o
other intelliyence egencles sesescesebamcosvRevnee II 60
E%iom J6
opcsed revision of espilona;e laws should be
carefully sxamined by GOH&?BS# evervsevsssovsrrassse 1l 59, 11 2&9

Improvement of other intelliﬁence agencies should
receive at on of Natlonal Sec ¥ Councll esses II 6O

Joint lirence Comiittas of Joint Chisfs of
Inciuaion of Director of Cantral Intcllirence

‘Agency in membership of Joint Intelligzence _
CONMittBB is desireble sacesserescconsnscessscerense I 52
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llilitar!*f Services '
- 4ntelligence Corps or attractive intellizence

carecrs should be provided by the 8ervices seevesssssersesees 132, 1k, II ko
Intellipence estimates of services must be

imPr°VBd L Y Y N R L A oY I ha

&%ﬁ? of intelligence systems should be ‘
a n two or three years hence ssssecsceencerenssservese 1L 4O

Scient_l.f_Ti‘: ic intellirence including medical intellironce
ghoull B8V USEEE cantrnlly PERESREIIITRICI TSI TS RN ATNELESY h3; I 56‘5?
Facilities for evaluntion and collection

should be 1mprovod seseseevsvescsesveescsseressesensansesrase IX 56
Resoarch and Development Board and CIA should give

consideration to establishing a scientific and

medical intelligzence unit BERERRCINLENNTR ORI RIINOIB RIS IV RS iBh

INTERNAL SECURITY _ o .
One central aévrencx should formilate policiea for
H.B-E on's internsl socurity SassessssR RSB BsEERIberseenvavioy 21, !16, I 21&7.

III 248
Froposed revision of the Espionacse Act, now in
%a"ﬁﬁ T Lhe Burssu of % Egag*ei, shola

0 L ¥
be given a thorough study by all intercsted
agencies and by Congress before enactment to
aveld endangering fundamentsl liberties asooon;n:ucg;tqcnaﬁp"III 218

Vigorous attention should be glven to Internal "
curlty by National Security Council sesespssssssensscnccones 21, 166
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Report by the Commiesion on
THE NATIONAL SBCURITY ORGANIZATIOR R5/P-7

(?olumo 1) ~Shudiws
SUMMARY OR RECOMMERDATIONS
I1I. TEAMWORK AND COORDINATION THROUGHOUT Tﬁl HATIORAL SECURITY
ORGARIZATION SHOULD BE IH?ROYE

{d) that vigorous efforts be made to 1gprave the internal
structure of the Central Intelligence Agency and the quality of its
product, especially in the fields of sclentific and medicsl Intelli-
zence; that there be estsablished within the agency at the top echelon
an evaluation board or section comuosed of competent snd experienced
personnel who would have no administrative responsiblilities and vhose
duties would be confined solely to intelligence evaluation; and that
poeitive efforts be made to foster relations of mutual confidence
between the Central Intelligencs Agency and the several departments

and agenciss that it serven;<
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- Report by the Commiesion on
THE MATIONAL SECURITY CHGANIZATION NS/P=7

(Volume I)-SiwlfFen
FINDINGS AND CORKCLUSICNS
THE NATIONAL SECURITY ORGARIZATION AFFORDS A MEAKRS
FOR INTEGRATED PLANNING AKD PERFORMANCE
7. ab te is a
The second requisite to sound security measures is complete and
dependable intelligence. The Act properly placed the Central Intelli-
zence &gsncy' directly npder the Bational Security Council, Obviously,
the correctness of the Council's conclusions will be directly related
to the quelity of the information at its disposal. If the intentions
of foreign nations are incorrectly reported or thelr mllitary strength
and potentials are either underestimated or exaggerated, thi; will
affect the Council's decisions and recommendations to‘tho President
and, in turn, the size and cost of the armed forces. To reach valid
conclusions, the National Security Council needs, above all, full
and mccurate intelligence, developed to meet the needs of national
policy rather than in luppﬁrt of the views orla particular service
or department. So that the Counoil might receive composite, balanced,
and evaluated intolligencc. the Act provided that the Central Intelli-
gence hgency should drewv on all avallable sources snd thus aveoid in-

complete or “slanted" views.

"See Vol. II, Chapter II, Central Intelligence Agency
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Report by the Commission on : :
THE NATIONAL SECURITY ORGANIZATION NS/p=7

(Volume I)«Sizziles

' [NDIRG ORCLUSIONS

THE NATIONAL SFECURITY ORGANIZATION AFFORDS A MEANS
FOR INTEGRATED FLARRIRG AND PERFORMANCE

5., 1 st ' 28

Intelligence is the first line of defense in the atomic ags. Recog-
nition of its preeminent role in defense planning was given in the

. sational Security Aot by creation of the Central Intelligence Agency di-

rectly under the National Security Council to coordinate intelligence
activities of the Government and to collect, correlate, and evaluate
intelligence. The relationships of this sgency to some of the other
intelligence agencies of Government--notably to G-2 of the Army, the
Foderal Bureau of Investigation, the Atomic Energy Commission, and the
State’ﬁcpartaent have Deen and still are unsatisfactory. But even more
important, the Committee is oonvinced that too many disparate intelligence
astimates have been made by the individual departmental imtelligence
servicea; that thess separate estimates have often been asubjective and
biased, that the capabilities of potential enemies have frequently been
interpreted as their intentions, and that a more comprehensive Qolloe-
tion system, better coordination and more mature and axperienced
evaluation are imperative.

The Central Intelligence igency is sound in principle, dut im-
provement is needed in practice. It 1s not pow properly organised.

& serious deficiency 1s the lack of an adequate top-level evaluaticn
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board or section, whose duties are confined solely to the evaluation
of intelligence, with no responsibilities for general policy or
adminietrative matters.

Co-equal improvement ia G-2, FBI, ONI, Gtate Departzent and other
Government intelligence services 1l‘31'0 essential, Above 2ll, a
spirit of teamwork must govern intersgency intelligence relationnhipl;
The Central Intelligence Agency deserves and must have a greater‘
degree of acceptance and support from old-line intelligence services
thaplit has had in the past.

ihe Committee is odoncerned dy tﬁe somevhat hapharzard method employed
by the services in the selection of officers for 1nportant intelligence
poafe. G-2 in the Army has had seven chiefs in seven years, some of
thaé with no prior 1nt011;gence axperisnce whatsosver.

The Committee believes that intelligence carsers within the
services must be encouraged, sither by the establishmenf of a‘
naparuta'intelligancc cofpt or by other neans.” A prime problex

| within the Ceniral Intclli:enco Agency itsilf 1s the recruitment of
qualified persomnel. In the last analysis good intelligence depends
§n good personnsl, |

The Committee is particularly concerned over the Nation's
inadequacies in the fields of sclentific and medieal intelligence,
There are difficulties psculiar to this situation which the Com-
inittee has not overlooked, Yot the Tit;l importance of reliadble

and up-to=date scientific and medical information is such as to =

* The Committee has been informed that the Armed Services Personnel
Board has undertaken a study of vays and means to improve quali-
fications of intelligence officers and to provide attractive
careers for officer specialists in this field.
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call for far greater efforts than sppear to have been devoted
to this essential need in the past, A
Suggesilons were made to the Committee that the primary
.responiibility fof the gensration of scientific and medical .
intelligence should lie uith.the Hesearch and Development Board,
This conclusiqn was based upon the history of frustration of the
one scientist (uhb has now resigned charged with these duties
in tie Central Intelligence Agenqy.f An intelligence servics,
which must put a premium upon anonyamity, is unatiractive to a
scientist whose professicnsl reputation is so dependent upon
cpen contacts with other scientists and upon public expression
of his own zcientifﬁc views. Other elements of the National Mili-
tary Hstadlishment engage in specialized intelligence activities--~
the Navy collecting naval data, the Air Porce data peculiarly
lmportant to air power, the Army data about land arajies--and,
" therefore, 1% would be logical to equip the Research and Develop-
ment Board with its own service, the fruits of which could be
garnered and utilized by the Central Intelligence Agoﬁcy as in
the case of all the other ;ganciel. This suggestion has con-
siderable attractiveness, and perhaps in the future, if the
scientific intelligence activities of the Central Intelligence’
Agency 4o not materially improve, it may have to be adopted.
But it has th major disadvantages, The Research and Development

Board, unlike the services, is not an operating agency; intelligence

*Phe Committee has been advised that o replacement has been made,
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collection would put it into the operating field. Moreover, the
eateblishmant of etill sunother intelligence activity would render
more difficult the taek of the Central Intelligence Agency's
authority--which needs strengthening rather than weakening.
Accordingly, rather th;n recommending thie course, the Committes
felt that the Central Intelligenoe Agency and ths Research and
Developnent Board should in cooperation decide on the form and
placement of scientific and medicsl intelligence and, above, all
should proceed snergetically to obtaln a staff with competent
and experienced personnel. This task, in the Committee's judg- ’
ment, is an urgent one, demanding high priority in energy,
resourcefulness and attention.

In reaching 1ts conclusions, the Committee and its staff had
the benefit of consultation with a group, appointed by the Presi-
dent, who are making an examination of the Central Intelligence

Agency under the supervision of the National Security Council.

Approved For Release 2003/05/27 : CIA-RDP86B00269R000500050064-1



Approved For Release 2003/05/27 : CIA-RDP86B00269R000500050064-1
Raport ¢ the Cormission on
THE JTICNAT, SECURITY ORCANIZATION NS/P-7
(Volume II).
CHAPTRR II
THE CENTRAL INTELLIGENCE AGENCY
onal arn (s::] i) ""BHCH
I. HISTORICAL BACKGROUND

The first effort towerd a centrnl intelligence system was
taken in July 19L1, wﬁan the 0:Tice of Coordinator of Information
(scmetimes called‘itI) was csteblished by Executive Order and
autiz#)rised to collect, analyge, and make avallable to the
appropriate officials all infommation relating to national
security. Tha'i%l included proparanda functionss The organizmation
was large and unwieldy, In June of 1942, the propaganda aspects
of OCI's responsibilities were transferred to the Office of War
Information (OWI)., The Office of Strategic Services (0SS) was
established during the same month to continue the function of
avalnating énd correlating intell'rence information, It was also
to be the agency responsible for secrot intelligence and the
conduct of guerrilla warfare, _

065 caﬁtinued to perform these functions throughout the war,
Co:m‘;!.der.:sble thought was given in tho summer of 1945 to the way
in which the central sevaluation and collection of intelligence
could best be accormplished in peacetims, Papers on the subject
. were prepared for consideration by the Joint Chiefs of Staff,
the Secretaries of War and Ravy and other officials oconcerneds
In September 1945, by Executive Order the research and analysis
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functions of 0SS were transfrred to the State Department, From
this tranafer has rosulted the preaaht Office of Inteoliigence

and Research in the St.&tg Dapartment which now reports to an
-Asgistant Sécretary of Stete, Simultaneously with the transfer
of remearch and enalysis to the State Department, the Strategic
Services Unit (S5U) of the War Department wan established to
liquidate the rather substantial quantities of oporational material
accumulated by 0SS during the war, SS5SU was also charged with
carrying on, on & more or less caretaker beais, the secre}
intellipence functions formerly performed by 055¢ In other words,
the two most important units in 0SS were split between two
departmenta, o

By Executive Order dated January f22; 1945, the National Ine
tellisence Authorlity, consisting of the Secrstariocs of State, War,
and Navy, was eatablished by the President. Under the National
Intelliganée Authority was constituted an organisation

knmm as the Central Intallizenco Grdup (CIG) under the direction
of a Dimcﬁor of Central Intellicences The CI: wus charged with
corrolation and evalustion of intelligence, the e~ordination of
departmental intelligence activities, and the performance of .
intollipence services of common concorm, _

Tho Naticnal Security Act of 1947 abolished the Kational
Intellizence Authority and transferr-d the functions of the Central
Intsllivence Gmixp to the present Central Intolli-once Apency
(generally reforred to ae CIA),

t
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The new a roncy was supsrimposed as a topmlével national
security organization, zbove the older-established service
'intelli ence azencles, Thoge older servicss, =2 of the Army,
Office of Naval Intel:ligenca, A=2 of the Air Force, and the
Federal Buresu of Investigation (FBI) (with counterespionage
functions), all had long histories behind themy CIA with creat power,
great authority, and geat hopas was, in point of timo, a”nnu&eau
ighas In addition to its work wit’n thess agenclea, CIA had to
eateblish close working relationships with a new and ambitious
State Deportment intcllizence branch. Ibé wrk, therefore, cut
squarely across and through the Naiional Military Establishment
'(though 1% was nob, itsalf; a part of that establishment) and
extended boyond the militaery establishment to othar departments
of rovermment, CIA was given a misslon new to our histor; and

obviously occuploss a position of psculiar difficulty,

II. OKGANI ATION CP CENTRAL INTFLLIGENGCE A'ENCY

The National Security Act of 1947 (Sec. 102 (a)(1)(2)(3)(L)(5))

provides in substence that "for the purposs of coordinating the

intellirence activibiaa of the several Goverﬁmnt depart.mnts and

agencies in the intercst of national security" the Central

Inteliigence Agency, "under the direction of the National Security

Council" shall:

(1) pvs advise th;a Naticnal Securlity Council in matters

concarning such inteliigence activities of the
Government departments and agencles ag relate to

national securityj
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"(2) .ee make recommendations to the Nationsl Security Council
' for the coordination of such intelligence activities
of the departments and agencies of the Government as
relate to the national sscurity;

"(3) esecorTElate and evaluate intelligonce relating to the
national security, and provide for the appropriate dis-
semination of such intelligence within the Government

using where appropriate existing agencles and facilitios eee

(L)  eeeperform, for the bonofit of tho existing intelligence
a-encles, such additional services of common concern &s
the Hational Securdty Council determines can be more
efficlently accomplished centrallys

"(5) seeporform such other functions and duties related to
intellirence affecting the national securlty as the
National Security Council may from time to time direct.”
The stetute furthor provides (Sec; 102 (a) and (b)), that the
Director of Central Intelligsnce shall be appointed by the
President, by and with the oo’néent of the Senate, from among ‘
comnlassioned officers of the armad semce;s or from among individuals -
ineivilian life, His tenure is indefinite, His annual compens:tion
is $1h‘,090. If a comisaiona?‘i officer, he is expressly removed
from the chainof comzand of any of the three services "in the
performance of his duties as Pirector.” His tenure of office shall
not affect his service rank or status, The differenbe between his
sarﬁ.ca pay and $14,000 is made ups
At presont thers 1s one Deputy Mrector, The Deputy Director
acts for, and in the absence of, the Director. Ho i3 the pr'incipal
1ink between the Difactor and f.he opoerational and bdminiatrativo
functions of the Agencys,

CIA is divided into five major offices, each headed by an

‘ Assistant Director, In addition there is a division concerned with
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admiistration and housekeeping, and a divislon charged with the
eﬁforcamént of socurity.

The five major offices are the Offioce of Reports and Eaﬁimatqs
{ORE), the Office of Collection end Dissomination (OCD), and three
other offices charged with the collection of information by
moﬁltoring foreign broadcasﬁé, examining forelgn documents,
coliecting information by clandestiné means, ccnducting counter-
esplonage asbroad, and other works

The Office of Collection and Disseminetion performs services
not only for GIA'but for a number of other Government agencies as |
wells It mainstains,through the use of machine records, central
indexes indicating the substance and showing the location of

'informatian.rclating to foreign personalities, scientists, etcs
and grephic meterial such as photogrephs of foreign intelligence
value and foreign industriel information, OCD also includes a
so-called liaison bianch which endeavors to insure that routine ,
reciprocal channels betwoen CIA and other azencies (State, Commerce,
Agriculture, the Armed Services, etc,) are maintained so that
information secured by these othor agenoles is available to ClA
and that reports prepared by CIA are prop;rly diatribqtedg OCh
also triea to ;1iminabe duplication in the field of collection by
sceingt (1) that a request for information by a CIA division is
routed to the appropriate collsecting agency {State, O-2, the
clandestine service, etc.); (2) that collection machinery is not

put into operation at all if the information required is elready
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| | NS/Pa?
avallable (this is accomplished by refersnce to the machine
records)s and (3) that two or more roquests are not made by
differant individuals, branches, or agencles for colleciion of the
sams information. It disseminates CIA's reporta to other
CGovernment agencies,

The principle funotion of the Office of Research and Estimates
ié the evaluation of intelligence &nd the preparation of 1ntalligonue
estimates,s For this purpcse ORE is divided into six regional
branches representing éaographical areas, Thase branches are
charﬁed with the examination of "raw" information concerning their
reapective ar.as which ccmes in the form of thousands of asbles
and reports from State Department missions abroad, from military
and naval attaches, from clandestine sourcas, atc, Estimates made
by reglonal branches form the basis of renorts from CIA to the
National Security Cogncil or other "customers®, In addition to
the regional branches ther: are four groups concerned with
scononics, sclenca, traﬁspcrtation, and international drgsninations~
Those groups act &s expert consultants to the resional branches in
the preparation of their nstimates, Tho Assistant Diredtor in
charge of ORE is assisted by a planning, reviewing, and editorial
ataff,

OR¥ al=o performa a service of comuon concern to many
Government departments through the medium of & Map Branch where
central indexas of foreign meps ars kept and facilities for map
nmaking are availubla,
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III. OTHER INTELLIGENCE ACENCIES

CIA is the apex of a pyramidal intellizence structure, Other

Uovernment inteliigenco agencies, without which no intelli rence
service could ba complete, are numerous and important. This study

| ia primarily concerned with ClA since the Commlttea's work schodule
did not parmit detalled examination of the structures of the
separate service dopartmonts, The State Department and the

Federal Bureau of Investigotion and other Governmental departments

with intelligonce activities 1lie bayond the scope of the work of the

Comwittee, Nevertheless, it would be misleading and inaccurate

to focus attention solely upon CIA without meaningful referance

to the.othar intelligence agencies,

The service agenciea are three—the Army &-2, the Office of
Nava:l Intelligence, and A-2 of the Air Forca, The Federal Bureau
of Investigation is charged with counteresplonage in this Country,
although the Army's Counter Intelligence Corps carries out investigaw
tions within army rankss The Navy and the Air Force also investigate
their own personnel, calling in the FBI from time to time, The
State Depuriment mainteins its own Lntelligence branch._‘ Each of
those services maintain siszeable organizations for the collection
of intelligence {through military, neval, and air atteches and by
other means), for its clessificaticn, and for its evaluation and -
anelysia, Fach maintains certaln expert advisors and specialists,
each gomo researchers, Fach must cooperate with and dovetall inte
ths other; each must support and maintain CIA if there is to be
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effective intelligence, Nelther these agencises nor CIA can operate

wlith success independently; they are‘ all 1nterdapen§ent,

IV, RELATIONSHIP WITH OTHER AGENCIKS

Contact betweon the National Security Council and CIA is
‘maintained throuph the Director of CIA who attends Council meetings.
Three Joint comsltteea oontribute to the reletionship batween
CIA and other Government agencieazn
(a) By National Security Council directive there exists
an organizationknown as IAC (Intelligence Advisory Committee)
conglting of the prineipal intelligence officers of State,
Army, Navy, Air Force, the Joint Staff, and ths Atomlc Energy
Commission, The Dirsctor of CIA acts as chairman, although
CIA technlcally is not a member of the committea, In the
past it has doalt largely with procedural matters, although
on occasions it has mat to osnsider metters of substantive
intellizencey The Intelligancé Advisory Committee was probably
originally éstabliehad-by the Natlonal Security Council as a
forwm to desl with problems arising in the course of CIAls
diér::harga of 1ts statutory duty "of coordinating the intellt gence
activities of the several Uovernment departments eeeee”
(b) Within CIA is & group known as ICAPS {Interdepartmontal
Coordinsting end Planning Stafi) which consists of a number of
individuals assigned to CIA by the State Department and the
}nilitary servicesy Its activities to dute hove largely
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consisted of handling papers of procedural concern o
Intelligones Ardvisory Committee azencies. The chairman of
-ICAPS is the officisl CIA reprosentative at mectings of the
Nstional Security Council‘staff. A representative of ClA's
Office of Hescarch snd Estimntos attends meetings of the
Council's steff when invited, and is thus developing an
1n§orma1 working relationship between CIA and the Councilts
staff, h

{o) A t:ird Committee is the sowcalled "Standing
Committee™ which consists of ropresentatives of Stste and
the military sarvicea:on the "Colonel®™ level who are not
assigned to CIA but are charged within their respective
agencies with cognl ance of CIA matters,

:The Director of CIA has no direct, formel contact witix the
Joint Chiafa of Staffs The Joint Intelligence Comdtiee of the
Joint Chiefs of Staff does not include him in its membership
although tho lower-achelon Joint Intollipence Group of the Joint
Staff includes a CIA representotives Reprasantativaa‘of'both tha
Joint Staff and of CIA participate in Int lligence Advisory Cémw
mittee meetings, which does provide a certain contacte=thoush a
tenuous one--between the Joipt Chiefs of Staff end ClA,

working relations with outside azencies areinaintainad,thrcugh
the liaison sections of the Uffice of Collection and nisaominatioﬁ
of CIA, These maintain channels for routine reciprocal interchangs
of informetion needed by CIA or other Government agenciaes and for
the distribution of reports, siorking relationships also are being
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built up with warying degrees of success botween the reglonal branches
of the Office of Reports and Estimstes and their opposite numbers in
State; G=2, oloc, ’

" Another type of relationship is the ad hoc com-ittee, of which
a numbor have been constituteds An cxample is the cnmmittee.?ormad
under the chalrmanship of a repressntative of ORF, to allocate amongset
Gorernment .agencies responsibility for compiling appropriate ssctions
of basic regional studies (political sections to State, sections on
road commnications to Army, etcs) end to determine the priorities

. to be accorded to studies of various areas,

A working relationship exiats between FBI and CIA, O\

Liaison is accomplished by representatives of CIA and FBI, designateé
‘for the purpose, Lialson is also maintainod by interchange of reports
betwesn the counteresplonage offieials of CIA and appropriate fe—
presentatives of FBI, |

The FBI formerly investigated all progpective CIA employses for
socurity, but due to the pressurs of these and other commltments,
FBI has felt obliged to discontinue this service, The FBI, however,
cooperated with CIA, on the latter': rsquest, in specisl security
chockas

A type of relationship of oconsiderable importance is exemplified
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by the Chief of tho Map Section of CIA, who is &lso a spocial

agsistant to one of the divisions of tho State Department.

V. PERSONMEL

{a) Genez"alv

?here has br:en some newspaper and muchofficial and unofficial
eriticism of the parsonnel of CLl; During the course of a much too
rap.d expansion of the organization which took piaca under a pravio.s
Director, mistakes in porsonnel proocursment were madas There is
evidenon, however, of improvemani in the recruiting of men and women
with appropriate education, exporience, and parsonality, slthough
additional improvement is needed, Many of the individuals on the
¥desk" or staff level appear to be intellipgence, enthusiastic, and
competent., Time, experience, and tralning are neceasary, probably
roquiring years, to build up & fully competent ataff for sll offices
and echelons of CIA, This can only be a§complishad as é matter of
internal administrative development with -continuity of competent
leadership,
{(b) Size of Operating Staff

A pumber of the services that CLlA performs aé & matter of common

, wlle
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concern to other avencies of the Government require substantial
staffa, Those include the staffa necessary tot (1) meintain a

‘reference library and central indexes of all intelligencé materialsj

(2) verform certain assential liaison functicnag

(L) maintain

8 central map service fordl Yovernment agencies, and (5) examine
quantititea of forelgn documents measured in tons, The nurber of
- individuels employed in the conduct of CIA's olandestine activities

is probably not excessive when the peculiar services raciuimg! for

such operations are ocnsidered, A considerzble stoff will inevitably

bo necessary to enable ClA to perform its eveluating funection,
Although there is duplication in the eccnomic and politiee) research
done hy verioua Uovernment departments and agencies including CIA,
the t.c'f.al numher of persons amployed by the Covernment for research
purposes easnnot, in all probability, ‘be very substantially reduceds
(e} Administrative and Security Personnel

The size of the Security Division of CIA is probably reasonable,
The present size of the Administrative Division seems oxcessive,
particularly in light of requirements for an administrative steff in
‘oach of the offices in some of which security requires a large degree
of indopendence. On the other hand, an organization as large ss CIA

requiras s substantial amount of hoﬁaakeeping, telephone sérvice,
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maintenance of personnel records, etas The problem is compliccted
by ths faet that accammndétians to house CIA centrally are not
available and could only be constructed at a substantizl cost and
with considercble publicity.‘ A certain amount of decentrallszation
of GIA may be desirable for securliy reasons. CIA is spreed
saparate »

amongst twenty=-two/buildings, including warchouses,all of which
must be maintained and serviced separ:telys Morgover, CIA
maintéins a large mumber of field stations of one sort or another
in various psrts of the United States and a“road which ere supplied
b+ the Administrative Division. Reduetion of the adminisiretive
ovarhead is possible and desirable, Therc is some evidence of
interfarence bs administrative functiona;ias in matters of primerily
operational concerns A cortain amount of guch interferance is
inevitable due to the fact that a Diroctor will tend to antrust the
-enforcement of budgetary controls to his immediate administrative

representatives, Too much interference of this sort is undesirsbls,

but this is an administrative problem that must be sclved internally.

VI, EVALUATION

Intended as the major scurce of coordinated and evaluated
‘intélligence, on w'ich broad naticnal policy could be soundly based,
the GentrhlfIntélligance Arancy has as yot fallen sort of the
objactives fihile it Aas aads prozress in organising and equipping
itself, i.s product, howevsr valid, doss not presently enjoy the full

confidence of the Rational Security Organization or of the other
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agencies it serves and has not yet--with certain encouraging
exceptions=-=played an 1n§ortant role in the determinations qf the
~ MNational Security Council.
CIA raises some 4iffioult problems which, for reasons of
security, are not easy to discuss. The Committee feels that CIaA
is ﬁroporly loocated under the Natlonal Security Council; that its
organization needs continuing careful attention and that detter
working relationships yith other agencies must be established. In
this respect it suffers from a familfar fault, recurrent throughout
the whole Kational Security Organiszetion. Its main prodlem, as is
likewiss true of most of the other agencies, 1s one of personnel.
The Committee emphasises a truisa, that good intelligence depends
vpon . good personnel. CIA must have imaginative and vigorous
supervision. The Committee i certain that the director of the CIA
- must have continuity of tenure and should de selected primarily on
the basis of competence, but that, other things bdeing equal, it
would be preferable that he be a civilian,

The Committee was particularly conéarnod over the Nation's
insndeguscies in the field ofvpeientific. including medical
intelligence, The\vital importance of reliable and up-to-date
scientific information is such as %o call for far greater efforts
than appear to have been devoted to this need in the past, Scientists
in gensral have expressed considerable dlstress at the paucity of
information availeble and the relationship between science apd CIA

does not seem to be of tha bHest.

«l4-
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The intelligence agencies of the services, the State Depariment,
and the FBI must do their proper share, snd the whole must pull in
harness if our intelligence services are to be sdequate to the
difficult requirements of the atomic age. The very problems that
have beset CIA have troubled, to more or less degree, the other
intelligence agencies. Of all these problems, one looms largest—
personnsl, The skilled and experienced personnsl of wartime have 1n
most cases severed their connections with the services; selection
and replacement of new porsongol have becn.oxtromely haphezard. In
one of th@ service's intelligence systems at headquarters, Washingten,
no Russian linguist is nov permanently employed. In Germany, the

. conduct of the Army's Counter Intelligence Corps, & highly important
part of intellligence erk. became notorious, yet inherently this was
not the fault of the Corps; the personnel assigued to it had no
gualifications or training for the work and was often of inadequate
caliber. The Army's remedy for thls situation was not to inprove
personnel selection and iraining, but to order all CIf personnel to
wear uniforms, live in barracis. and report for regular Army meals.
Under uﬁch a8 regimen they vere expected to keep in contact with the
local pépulatinn and to catch spies!

Ghéioa intelligence bderths in the services have too often been
assigned to officers not particularly wanted by other arms or branches,.
The capable, experienced, and thoroughly devoted personnel who have

specialiged in intelligence have too often seen their organizatlons
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and their syetems ruined by supérior officers with no experience,

little capacity, and no imeginetion. In the Committee's opinion,

it is bighly importent that en intelligence corps--or at least an

intellizgence career--be provided by the services and that adequate
selection and training systems be imaugurated.

The services must also try to rid their intelligence eetingtes
of subjective blas., Partly because of their natural service interests,
partly because of inter-service budgetary competition, our estimates
of potential enemy strengths vary widely, dspending upon the service
that makes them. The Army will stress the potential enemy's ground
divisions, the Navy his submarines, the Alr Force his planes, aﬁd
each estimate differs somevhst from the others. In one q#ccific
instance, an estimste of the Jolnt Intelligence Oonmittoo of the
Joint Steff of the Joint Chiefs of Steff contained so many
inconsistencies within a single paper that it was considered value-
less for planning purposes. _Ont of this mass of Jumbled material,
and harzesed often by the open aﬁd covert opposition of the older
egencies, CIA has tried to make sense., That it has not always
succeeded has not been entirely the fault of CIA.

Intelligence can best flourish in the shade of silence. But 1if
it is not subjected %e scrutiny 1% could easily stagnate., Another
examination, two or three . yeara from now, of cur intelligence system
should be undertaken, elther by a Congrsssional watchdog commities,
or preferably by a committee akin to the Dulles group (deseribed

below). The baslodfraneunrk for a sound intelligence organizstion:
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now exists; yst the material so far produced is by no means adequate
to our national safety in this nga of "cold war' and the atomic
Yombd, That framework nustlbe fleshed cut by proper personnel and
sound adminintrafive measurss, Intelligence is the firat line of
dafense. |

Dulles Comsittee ‘

A detalled study of the organization mnd activitlies of the
intelligence divisions of the governmsnt, including CIA, ie belng
made by a committee comsisting of Mr., Allen Dulles,

- Hr. ¥illlam H. Jaockeon, and Mr. Mathias correu; who are assisted by
a staff of four diéectcd by Mr. Robert Blum, of the Office of the
Secretary of Defense. The Committee was appointed by the Prasidcnﬁ
on the recommendation of the Nationsl Security Council. It will make
its report'witﬁ specific recommendations by January 1, 1949, 4ll
problems here considered will also be reviewed by the Dulles Committee.
Jualifjcations of Director -
| A moot qnestion.il whcther.the Director ghould be 8 eivilien or
s professional ailitary man. The argument in favor of & service man
“1s that he will command mores confidence from the armed services who
talk his langusge and will respect his position and security, With a
military man, the present pay scale will not prove & deterrent. %The
job could be developsd into one of‘the top'staff assignments avelliable
to members of the three services.
hgainst this, 1% is sald that the posiiion Teguires a broaﬁor‘

background and greater versatility and diplomatic experience than is
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usually found in service personnel; that the best qpalifiad and
most competent officers would not accept the position if to do
80 meant permanent retirement and an end of the road to important
command. or operational responsibility. 1f a military man is
assigned to the position as a tour of duty, he will, it is said,
inevitably be influenced io some degres, in the executlion of his
duties, by his rank and status as compared with that of other
officers with whom he deals. He may also be influensced by concern
for his next billet. |

The principal argument against a civillan ias the diffioulty of
gotting a good one. It will be difficult %0 attract a man of force,
reputation, integrity, and proven administrative ability qho has an
adequate knowledge of faréign higtory and politice and is famillar
with intelligence technique and the working machinery of the *
Government nnd the military establishment, Hot only is the pay low
in comparison to industry and the profeseions, but the rewerd of
success is anonymity. The wiedom of putiing an individunl who lacks
intelligencs exparienoé in oharge simply because he 1s a competent
administrator is dublous. A civilian would have the advantage of
Leing free from taint of service ambitions or rivalries. On the
other haﬁd s civilian may be more subject to political pressure than
a militsry.men. In certain foreign coumntries this has ocourred.
In any event a oivilian would have to be 2 man of commanding
reputetion and personality in order to securs the'respect and
cooperation of the services, CIA's relations with the State

Departaent would andoubtedly benefit from the presence of a oivilian

-1 8- .
Approved For Release 2003/05/27 : CIA-RDP86B00269R000500050064-1



Approved For Release 2003/05/27 : CIA-RDP86B00269R000500050064-1

‘ KS/P=7
director, known and respected by the Sac?otary of State and his
assistants, .

‘The intrinsic interest of the wbrk. ite potential influsnce on
policy, and recognition of public service to be performed might
conbinz'ta persuade a competent civilian to accepi the position,

If so, his appoinfnént would seem desirable, A change in the siatute
that would disqualify a militery man is not, however, recommended,

Moreover it would not.be wvigse, at this time at leasi, to amend
the statute to include a iandatory requirement that a milltary man,
appointed as Director, must reiire from the service. A competent
officer could be persuaded to retire from his service and abandon
his career to Deconme Direetor'of G;A only if he fell some assurance
of a reasocnable tenure of office. That ﬁo such assurance exists today
appears from the fact that three different Directors have been
appointed since January of 1946. A provision requiring the retirement
from service of any commissioned officer appointed Director might
eppropriately be included in the statute--if coupled with provision
for edequate retirement pay in case he is removed as Director.
aocsation ‘ |
(1) GIA's Looation upder the JNSC

CIA wust necessarily be centrally loceted both as a
®ecoordinator® and as an "evalustor®, It must work with service
intelligence agencies and with agenclies outside the National Military
Establishment. It must accomplish the ellocation of responsibility

for collsction and research among Government agencies and fulflill

- «19-
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"its responsibility for central evaluation of intelligence free

from departmental prejudice, sontrol or bias, whether real or inaginad.
It must exercise authority through directives issusd centrally and
mast &t the same time malntain smooth and conetant working ralatioﬁ-
shiﬁs with the other departments and services,

It has been suggested that CIA should report directly to the
Fresident, One alleged adv;ntaga of such an arrangement is that
"CIA's authority as a‘coordinator would thus be enhanced, as its
directives could be issued as exscutive orders. Another is that
CIA would th@n report to an individual rather than a ccamittes.

. Apart from the question of burdening the President with
additional parsonal responsidility, it 1s doudtful whether, as a
praeciical matter, he has the tiﬁe to pay much attention to it.
Internal administration will always remain the parlonai responsibility
of 4he Director of CIA who can bBe held aceountéble by the Natlonal
Security Council, st the instance of any one of 1ts members, as
affectively as by the President. It is unlikely that the Director's
effectiveness either as a "coordinator” or an "evaluator" would
be increased by putting him on a White House level. His estimates
would, in all prﬁbability. receive neither mors nor less attention
from the departments if they emanated from the executive office of
the President or an appendage tﬁeroto. The exercise of CIA's
coordination function to allocate responsibllitles must, initially
' at least, be performed on a more or less negotiated besis. Efforts

to impose directives concerning the internal workings of a department
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upon officinls of the 10501 of the Sdcretary of State or Cecrstary
of Defense are not likely to meet with success,
sﬁggasticns have also been made that CIA should be in the

State Lepartment or in the Natlonal Hilitery Esteblishment. Dut
CIAt's functions and jnterests transcend both the militéry astabliahe
»ment ;nd ths State Dspartment., The Army haé suggaested that the |
Natlonal Security Act be amended té provide "tha§ the Secretary of
Defense shall be responsible for coordinating the intelligence
a&tiéitias of the departments and agencles of the Ratlonal Hilitary
Latablishment®, and that CIA "shsll dezl only with th; Secretary of
‘Defanse. or such other agency or agencies as he may designate"., 3Bub
inclusion of such a provision would tend to breek down the necessarily
complicated dbut established working relationships between CIA and
’individggl egencies, and in any case seems redundant., The Secretary
of Defense must be, per se, the coordinstor of intelligence and all
other activities within the military establishment, and CIA practically
auat denl with him--as 1t actually does through the Kational Security
Council. A better mechanism than now exists for coordianating the
service intelligence agencies in the Secretary's office sould be
established, but there should be no srtificiasl restriction of the
flexibility and puthority needed by CIA, CIA is properly placed
under the National Security Council.
{2) Location of "common gervices” undes CIA

Under the statute CIA ia entrusted with the perforamsnce of such

services of common concern as the Natlonal Security Couneil shall
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determine, At present these include, apart froa Snientifié
Intelligence, which is discussed separately: (a) maintenance of
central indexes of report, records and documents having intelligence
?alﬁn; (b) examination of foreign documents from which intelligence
materisl is extracted and disseminated; (c) msintenance of central
wap facilitiesy (d) monitoring of foreign broadcasts; and {(e) collection
of information by clandestine means and counterespionaze abroad.

There 1s 1ittle rea)l dispute that the first four of thess
functions should de looated centrally. The question of where the
clanﬁestino operational activities should be located has long heen
the subjeat of debate. wherever located, there is 1fttle doubt that
they should all be treated tozether as a single unit.

Froponente of the theory that the clandestine service should

25X1

be under the State Department

secrat intelligence is closely related to the

formulation of diplomatia decisions, Others meintain that esplonage
is assentislly valuabie for defenee and in wartime would inevitadly
pass to military control and become = function of command. They argus
that this service should be under the Secretary of Defénee or the
Joint Chiefs of Staff,
An objectian, loietincs made to continuing espionage under the
CIA, is that it éreatss 80 complex an administretive durden for the
Director as to render it difficuls for him to function as an *evaluator”;

#leo that as an "evaluator® he will be prejudiced in favor of
Approved For Release 2003/05/27 : CIA;RDP86800269R000500050064-1
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informetion procured by his 6wn service, fhis ocbjection has some
slight validity dut must be weighed against serious objection to
placing the service elsewhere,

fne argumente ia favor of cbntrol by the Secretary of Defense
or the Sacretary‘uf State are in large degree mutunlly exclusive,

and this fact suggests retention of the service in its present spot

under a body where both are represented,

25X1

Considersble thought must be given, howvever, to the desirability
of splitting CIA in time of var and transferring two or three of.ita
five uajor divisions--certainiy the operational services, the open
amki wovert collection of 1nform&tion—-§o the Nationsl Military
Lstabiishment, where they could function under the Joint Chiefs of
Staff (preferably) or under the Secretary of Defense, If inclusion
oi these services 4in the wartime chain of commanﬁ is deemed desiradle,
the objective could be faoilitated by a siight, and at the same bime
& desirable, change in CIA's present orgﬁni:ation—~the-gfouping ef
all operations under a Deputy Director who lhou;d have consldﬁrabip;

throuzh not unlimited independenca. In time of peace, the Deputy

B
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Director in charge of operations would function under the Director
CIA; in time of war he might if necessary repori directly to the
Joint Chiefs of 3taff.

Continued experience may suggest other changes, but change ia

‘ disruptive in itself, and one great present need of the 1ntolllganeé
services is a relatively reorganization~free period in which to work
out their probleme. If at eome future time it appears desirabdble to
toansfer CIA's operational functione to another agency, the transfer
might be accomplished with the approval of the Eational Security
Council, the Director CIA, and the President.
t or

So?e changes in the internsl strusture of CIA, in addition to
the groupment of the operating offiéos under‘a deputy -director, may
be needed. The very large number of pecple employed by CIA in itself
suggeats that a careful survey should be made of its sdminlstrative
pfocadures with a vilw to greater economy. The administrative
division seems 00 large with danger that the tall may bde wagging the
dog. The Office of Collection and Dissemination sometimes in the past
has acted as a bottleneck dut under its new hesd i% appears to e
porforning en efficlient Job. Some though should de given to merging
the na§ services, now under the Office of Research and Estimates, with °
the other reference facilities under the Office of Collection and
Bi:sénination.- The name of this latter office 12 a misnomer; it
probably should become purely a reference ssrvice with its tﬁll snergies

devoted to this importent work. Its 1iaisen functions might be split

-24-

Approved For Release 2003/05/27 : CIA-RDP86B00269R000500050064-1



Approved For Release 2003/05/27 : CIA-RDP86800269R%%9309050064-1

off to form a separate samall section. The Dulles study will
undoubtedly meske more detailed recommendations for internal reforu.
nte ce Evaluation Bo |
“he greatest need in CIA is the establishment at & high level of
. a small group of highly capable people, freed from adﬁinietrative
detsil, to concentrate upon intelligence evaluation. The Director
and his assistants have had to devote s0 large a portion of their
. time to administration that ‘they have been unable to give sufficient
time to analysis and evaluation. A small group of mature men of the
highest talents, having full access to all information, might well
re released.cOIDIotaly from routine and set to thinking adout
intelligence only. Many of the greatest fallures in intelligence have
pot been failures in collection, but failures in analysing and
evaluating correctly the informstion available.
Iuplication ' -
Thére is some duplication in the work done by the Office of
iﬁgsaarch.apd Katimates and the work in other governmmental intellligence
agencies. This duplication is caused in part by the fact that ORE
and other agencies, notably the intelligence division of tﬁe State

_ Department, but also nactioﬁs of G-2, ORI, A«Z and even the Department
of'ccnmerce. examine the sage basic matqrial.ror the purposs of making
;ntalligenoa estimates. To some degrec this may De inevitable and
even desirable as CIA must be in a position to verify thelinxelligence
that it evaluates, XExamination of basic material for this purpose

might be acqonplinhed with fewer people by placing CIA analysts in

2 Ee
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the message eoﬁ&ort and secreteriats of the departments and services
to sift out really important material for routing to ClA,

fhe present size of 6RE is in oonsideradble measurse due to
Cli's dependence on its ovn_faciiitien forresesrch. Research
divisions of other mgencies sare preoscupied with their immedlate
depsrimentsl requirements and are unsble to meet or are otherwise
anresponsive to CIA's priorities. CIA accordingly tends to do its
own basic research. Duplication in the field of economic research can
probably be reduced over aperiod of time by 1ﬁttlligent use of
fepordinating® power exercised over many Government agencies,

Duplication in £ha field of political reporting remalns an issue
betwsen CIA and the State Department. Some duplication may be justi-
fied on the ground that "$wo gussses are belter than one”; also because
CI4 and the intelligence division of the State Department work with
diffsrent objectlvcs and_difterent wriorities, However, it is now
clsar in retrospect that it was & mistake $o0 split up the 0ffice of
strategic Services after the war and to assign part of its funcilons
to one dspﬁrtment {State) and part to another (Army). This mistake
now has been largely remedied by creation of CIA, but its effects
linger on in the research and analysis duplication--partiocularly marked
in the scomomic and ﬁouum field--betweea CIA and State, The
fessibility of shifting a larze part of the State Department's
intelligence section %o CIA should be studied.: If this should prove
1o be impractic;l or undesirable, unnscessary duplication should de

eliminated by prozressive ebordination. interchange of personnel, and
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The allocation of speciﬁc responsibllities to various agencies by
Kational Security Council directives.

Evaluation and Correlation

| This function is currently performed by daily intelligence
summaries containing "spot" intellipgence items which zo to the
President, members of the NSC, and others. weekly and monthly
estimates of the world 1n‘bel]i@m situation are also prepared as
weil a8 estimates of spesific situstions, ATheae are drawn up from
tire to tine, as occasion arises, on CIA'a own initiative or in
regponse to requesis frois the Nationsl Security Council or oth:r
aganéias-, such as the Joint Chiefs of Staff, concerned with national
security.

CIA's estimates and surveys are criticized principally on two
grounds, One is that a2 a normal routine they receive insufficient
considerntion from the palicy makers, and aro not respdnaive to their
immediste problems and raquiz;emmag A second criticien, which is
allied to the firast, is that CIA sstimates are mde u:l.th_out access to
all relevant information includiig information concerning activities
and decisions of the military services, opsrationalin natura, such
as the extent and deployment of the fleet in the f’ncific, eto. Both
these criticisme have some elements of truth, The military services
tend to withhold opcrational inforration and the detalls of military
plans on th: grounds of security. In formulating plans the State
Departrent tends to rely on its own judgment and information without
consulting CIA, Although CIA appears to be supplied with all

- 27 kL
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im’mﬁon of a striotly "intelligence” nature, it is not clear
that CIA has adequats access to information about operational
developments. Yet effective intelligence is possible only when it is
closely linked with planning and policy-making.

Plans and decisions affecting national security are presently
made at various placecs by the National Ssourity Council, the Joint
Chiefs of Staff, the State-Army-Navy-Alr Force Coordinating Comud ttee,
by the Smﬁe Department and by the military services individually,
These varicms .aut.horitiau rely, in formmlating their plans and decisions,
on the respective departmentsl intallipence services, on the Joint '
Intelligence Coanmittee of the Joint Chiefs of Staff, and the Joint
Intelligence Group, which is the working body for the JIC, as well as
on CIA, If CIA is to perform adequatoly its function of evalusting
and carrelating intelligence relating to the mational secwrity, it muat
be aware of, and participate in, the thinking at all these levels.

It is partioularly desirable that the assoclation betwesn the
Joint Staff and the CIA be s intimate as possible, CIA s the
loglcal arbiter of differences betweon the s-rvices on the evaluation
of intelligence, Assumptions made by the Chiefs of Staff both for
planning and oper-tional purposos should be formilated with CIA
p&rticipat:!:dn or at least reviewed by CIA,

For the purpose of fostering a eloser relationship between CIA
and the Joint Chiefs of Staff, consideration should be ziven to
including the Director CIA among the membership of the Joint Intelligere
Committes of the Joint Chiefs of Staff. Furthermor:, it would scem

- 28 -
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desirable that the Intellipence Advisory Committee meot more rrequently
to consider questions of substantive intelligence. This would
contribute to an interchange of in‘elligemnce opinion betwa_en' the
principal intelligence officers of the Government and would in itmelf
ingure a closer .ralaﬁonahip between CIA and the Joint Intelligence
‘Committes both of which participate in Intelligence Advigory Committiee
meatings, |

It is also desirable that a closer workling relationship be
establishad between the mecions in CIA respongible for the preparation
of estimates and both the National Security Council staff and the
Joint Intelligence Uroup of the Joint Staff,
Scientific Intelligence

Fallure properly to appraise the extent of sclentific developments
in enemy countries may have mor immedlate amd catast.rophic consequences
than failuwre in any other fisld of intelligence. %hat is needed is
a cantral aunthority raspona;ble for uqimilating all information
concerning developments in the fleld of sclenca abraadand cazpetent
to estimate the signifioance of these drovelopments, This agency
obviously must have access to all available information bearing on tha-
problem. It must also be able to provide intelligence direction in the
collection of items of information likely to have significance in the
scientific fleld.

At present, re.ponsibility for intelligence evaluation in such
fields as biologiaa}i and cﬁemicnl warfare, electronios, aérodym:hd.cs,
developments in guided missiles, stc., is spread amongst various agencies,

.20 -
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including the Chemical Warfare Service (CWS), 02, A-2, ONI, and the
Atoric Frergy Commission as well as CIA. Medical intelligence is
virtually non-existent.# Istimates of foreign pot.enﬁialiﬁies mude by
various agencies are inadequate and contradictory. In CIk} itself
responsibility for asglentific intslligonce is divided between the
Scientific Brandh of ORE and a group concerned with atomic energy,

" Collsction of information ﬁomarnd.rug,acionufic davelopménts abroad
is clsarly inedequate.

On the recommendation ol Dr. Vannevar Bush, then Chairman of the
R&DB, a solentist of reputation has directed the work of the Scientific
Branch of ORE for the past ysar. 5He recently resigned## and the office
is awaiﬁng the mmexﬂatibn of a successor by Drs Compton, who
has replaced Dr, Bush. As presently constitutad, the Scientific Branch
of ORE 417 not in a position either to evaluate intelligence or to -
stimilate the collection of necessery information., There is no
physician and no mechanism for collecting or evaluating medical
intelligence in CIA,

Some of the difficulties presently experienced are irsvitable.

Any eminent sclentist will be impatdient with routine regulations, and
sore "red taps" exists in any poveriment organization. It is desirable,
however, that the individual responsible for seientific intellipence

#* See Chaptor XIII, Medical 3Jervices and Hospitalisation in the
Mlitary Services.

## The Comidttee has been advised that CIA has been successful in
finding a satisfactory replacement.

-.'30 -
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within CIA be freed, as far as possible, from subordination to
administrative officiala. This might be accorplished in CIA by
raising the Sclentific Branch to an office level and making its
chisf an Assistant Director,

A consideration that makes it dlificult to keep qualified
sclentists in CIAV is the undesirability of public acknowledgment of
the mature of the activity.,' The practida.l result is to creatth
impreasim that the indlviduel in queation isn't employed by anybody.
This makes 1t difficult for him to attend conferences or write papers,

25X1

and he soon loses standing in his profession.

| A currently |

popular but baseless theory that scientifist are inherently insecure
is advanced as an argument why individuale responsible for scientific
intelligence should be deried opportunities for active associztien with
othor sclentists at conferences, otc., on any basis, Security would
appear to be a matter of individual re.ponsibility. No evidence
Justifies the conolusion that insecurity is an occupatiomal fai".{ing
peculiar to scientists. |
The activities of Seientific Intellipnce should be directad by
a xientist and not by some otherwise competent individual whose
education and experience in the scisntific field is superficisl, An
educated guss. as to the lmplications of a given seientif_iu davelopmaht.
can be made only if -the guesser has a real understanding of the
potentiality of scientific development. Not only mist he be fully
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competent to éppreciate the significance of development himself,
‘but, 1f he is to be effsctive, he must be able to convince other
scientists that hils mterpretatim of a given development is
reasonable. He must speak the scientific language,.

Security considerations cocasioned th- divorce between the growp
in CIA concerned with atomic enorygy and the Scientific Branch., It
was felt that individuals concernocd with developments 4in the atorde
fiald shouid be strictly isolated. Pressnt arrangements for
intelligence relating to atomic enorgy seem to be working more
smoothly than those in other sclentific fields although the collection
of foreign iﬁfomation‘ is slow and diffioult, and ow atomic energy
iptélugamc is by no means adequate. _

iagio smgﬁst& that at some future time responsibility for all
sclontific intelligonce be centralized, An imnediate recrganization
for this purposc would probably be premsture and simply retard tre
developmont of atomic intelligence without contributing to the improve
ment of sciemtific intelligence generally.

" Vigorous action 1s imperative to improve all facilities for
evaluating and stimulating the collection of sclentific intelligence,
Outside the field of atomic energy this must be done by increasing the
authority and support ;iven to the official responsible for scientific
intelligence within CIA whether he remain on'a branch ar be raised to
" an office level. HNon-technical as well as technical intelligence
| informa tion coutriﬁutes 'oo the svaluvation of forelgn scisntifie

developrants. For this reason scientific intelligence including

- 32 -
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nadical intelligence should be evaluatod centrally where intelligence
information of all kinds is immediately available.,
Evaluation of Operations and location of Counterespionags

For security -easons no atterpt has been made at a detalled
analysis or appraisal of the clandestine operational activities of
CIA, Senior officers of the government who testified befors the
Comnittos on the Nationsl Security Organifstion expressed themselvos
as fairly well satiefied with the necessarily alow progress could be
more rapid. Ever; this limited satisfaction is not echoed in lower
ranks,

The counterespionage activities of CIA sbroad appear properly
intesgrated witﬁ CIAts other clandeatine operations, Although arguments
have been made in favor of extending CIA's authorityto include
responsibility for counterespionage in this Country, such an extension
of jurisdiction does not at present appear Justified, For one thing,
concentraﬁdn of power over counterespionage sctivities at home in
the hands of a Director of Central Intelligence responsible for
espionage and abroad might justifiably arcuse public susplolon and
opxﬁoaitiﬁn. Conceivably 1t could form thé basis for a charge that
a gastapo is in process of creation even though tho power to arrest
wepe spocirically withheld, To transfer responsibility for domestic
counterespionage from the F5I, which has .an egtablished organization
and long tradition, to CIA, which 1s not equipped for the assigmment,
would probably cre:te more problems than it would solve., It is
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doubtful whether the logical bemsfit of having ore apency responsible
. for aom’tetaspionaga throughout the world would Juatif:,r tha dislocation
and confusion that such a transfer would Enevita'ﬁly occasion,

CIA representatives have indicated that their present working
liaison with FBI is satisfactory, but the Committee doubts that
FBI-CIA relationships ars completely adequate, %¥he Director of FBI
declined the Comnittee'. invitation to appear befare it to discuss
the CI - with the comnittes or its representatives on the ground that
he know too little of its activitiee,

Budgg' t and Adminigtration

CIA's budget is a guarded secret. Present arrangements appear to
work satisfactorily. The inter:sted services participate in requests
for the allocation of funds to CIA. The amounts requested are reviewed
by reprosentatives of the Bursau of the Budget designated for the
purpose amd controlled by appropriate comittees of the Congress in
closed session. CIA has requested amplifying and implementing
lsglalation (8.2688, introduced but not acted upen during the 2d Session -
of the B0th Congress) to define better its power and to simplify
administration and payment of some of its employses. Most of the
proﬁa.tons of this legialation would confer upon CIA that adminlstrative
flexibility and anonymity that are essential to satisfactory intelli-
gence, but soms of them seem to involve undagirahljr broad grants of
power forihe new agencys Congress should examine this proposed
legislation carefully, modify it as seens necessary, and sot upon it |
as soon as pogsible,

-3 -
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Segurity Logislation

" The CIA, the IFBII, and the services have periodically su:ested
revislon of t&m Nationts eapionage laws t0 reduce the diffiocult
legal burdens of seouring convictions under these statutes. Detalled
suzzcetions for revision of the present law, shich would permit
convietlon irrespactive of proof of intent to injure the Govermment,
probably will be presented to the next session of Congress. This
Comnit tee sympathises with CIA and othor ujencles of the Coverment
in thelr desire to protact themselves againat dangerous disclosures
by indisecreet and irresponsible persons, and it recognizes the need
for more effective counterespionage protection, The Coamittee has
not examined the proposed reavision of the esplommge laws nor is it
corpetent to judge thems The Comittee feels astrongly, however, that
better protection for essentie) Govermment secrets does not lie in
legislation alone. Counterespionage is a difficult art, and it has
not always been wall practiceﬁ in this Country, Strengthening of the
FBI, the Counter Intelligence Corps of the Army, and CIA's omn
internal security is important regardless of new laws. Revision of
the esplonage laws to remove the necessity of proof of intent might
broaden the Act to such an extent as to constitute a peril to our
concepts of freedom. Such proposals should be examined most carefully
by Congress. |

The Com;t‘bfoe 1s of the firm opinion thet there must be major

improvement in all owr intslligence services. This cannot be schisved
overnighty time is required to build a good intelligence .aervioe, A

# See Chapter XIV, Civil Defense, Internal Security, otc.
Approved For Release 2003/05/27 '5C|A-RDP86300269R000500050964-1

i



Approved For Release 2003/05/27 : CIA-RDP86B00269R000500050064-1
Ns/P=7

proper selection of personnel and a well thoughteocut program for
thelr assligmment and training are essential—-particularly in ths
Army, .

The genersl framework of our intelligsnce orgamdzation is soundly
concelved, The portinent agencles are awarc of its assects and |
" 1labilities, of its virtues and shortoomings. The Ratlonal Security
- Council, which has proporly concernsd itsalf with CIA, should glve
more thought and attention to the relationships of CIA with othor
intelligonce agencles and working through the Seor:tary of Defence
and the Secretary of State, should encourage the improvement of
other intellgence a@mien;

‘Such of the refoarms su;gested by this survay, and by the Dulles
Committac, as are sccoptod, should b: made prompily, but when action
has been taken, CIA and othér Covormant intslligonce agencies should
be permitied a period of intermal development froe from the disruption
of continua) examimation and as free as possible from publicity.
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OUTLINE FOR FINAL REPORT : DRAFT NO, 5 -
5 Nov. 1948

 PREFACE (Zﬁﬁt:z(@i;q¢~¢ZQZ)
A statement of the terms of reference of the Survey Group,

how these terms have been interpreted and the procedure followed in

conducting the Survey.

INTRODUCTION —— The Nature of the Intelligence Problem
‘A brief statement of the nature of intelligence ami of the issues

which need to be examined and resolved.

Chapter 1 —— Present Organization for National Intelligence

A general analysis of the position of CIA as deﬁ%ﬁnﬁdﬁiu

the Nationsl Security Act, the relations between CIA and the

departments and a gencral description of the mechanisms for

coordinating intelligence activities.

Chapter 2 =~ Organization, Administration and Direction of CIA
An overall sketch of the organization of CIA with an examina-
tion and evaluation of its managerial set-up, administrative

operations, security, personnel, and direction,

Chapter 3 =- CIA's Responsibility for the Coordirstion of

Intelligence Activities

An examination of the organization and operations of IAC,
ICAPS, OCD, and other CIA activities fér the coordination of
intelligence activities, an analysis of the NSC Intelligence
Directives, and an appraisal of CIA's achievements in coordinat~

ing intelligence activities.
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Chapter 4 —- CIA's Responsibility for Intelligence Evaluation

.and Estimates

A discussion of CIA's responsibility for the coordim tion of

national intelligence and an examination of ORE's performance.

4”6;apter 5 == CIA's Performance of Common Services: The Collection

of Overt Intelligence

{

This chapter would deal with 00.

Chapter 6 =— CIA's Performance of Common Services: Secret

Intelligence and Secret Operations Abroad

This chapter would cover the activities of 0SO and the new

. Office of Policy Coordim tion.

Chapter 7 =~ The Department of State

An examination of the organization strength and position of
the intelligence agency in the Department of State, including a
~definition of its fields of activity and an appraisal and recom—
"mendations of its relationships to Department of State operations,

‘to the departments, and to CIA.

- Chapter 8 = The Service Intelligence Agencies s=General Discussioen.

A statement of the intelligence responsibilities of the
service intelligence agencies in relation to each other, to the

JIC, and to CIA,

 Chdgter 9 —— The Sepvice Intelligence Agencies: Ope?

amination and“sppralsal of théyintelligence activities

of the servic gencies.
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Chaptgrfio - Prificiples of Organization for National Intelligence

An analysis and appraisal of the general principles which (”;}

should guide intelligence organization and activities and a
4

1
ﬁi}ﬁM} i\ statement of the type of national intelligence organization which
-
Uﬁﬂijy is needed, the respective relations of the principal agencies
4 and of the major operations.

Chapter 1l -- Conclusions and Recommendations

A recapitulation and reinterpretation of the conclusions and

recommendations developed and stated in the previocw chapters.
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SECHRET DR&FT
Rblum
NOTES FOR CONCLUSIONS 1% Nov 1948

inteliizeuce Oegunizsation ~Generusl

The Natlonal Security act of 1847 provides on adeguute
basis for « sound intelligence organi:ution and no amendments are
reccmmende?<1/f‘27zvé Qibl4fuér

(:EE?plate centrilication of Intellivence is undesirable.
The departmental intelligence ugencies should be stronmg within
thelr respective spheres und should be supported by znd in turn
themselves support the Central Intelligence igency.

{féhere is no evidence thit intelligence 1s being neglected,
altheugﬁwihere is much evidence that its possibilities are not
being fully exploit;5:7

(&Eere isg egiésnce that within individusl departments and
as betweeﬁhene department or agency und another, there is not the
fullest measure of cooperation. This is scmetimes due to the
ever—éﬁph&sis given securlty consilderctions as contrasted with

e

rejulrements for effective operutions:/)

bteps should be taken tomgg;engtnen the zuthority of
the Nationul Security Council over tune CIli in order thut CIa
may recelive better support frum the members of the Nutionul Security
Council than heretofore andvso thut the Nition:l Security Council
may assure itself thut CLa is properly fulfilling its mission.
This ﬁighﬁ bé done by weslgnating the Secretaries of Htate snd
Defeﬁse 48 = subfommittee of the NSC for this purpose.

: “géég reluotionship between CIA, the Inteilizence advisory

Committee and the Joint Intelligence Committee of the Joint Chiefs

SECRET
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of Btaff needs to be readjusted in order that the National Security
Councll and the Joint Chiefs of Staff, together with the principal
departments concerned with national security, may receive
consolidated national intelligence estimates f{gm one source, arrived
at after appropriate discusslion and eritieism./’

S\ Th& Survey Group hus not been able to examine sufficlently
the very lmporisnt guestion of communic:tions intellizence so that
it has not been able to formulste definite views on this subject,
except in relation to specific prebléﬁi;”j

CENTRAL INTELLIGENCE AGENCY

Bra : aisal

Although CIa has in some raspects made good pragress,

; .....

in many respacta, 1%t nks ccmplé*qu f¢i1@d in ihs missian and
AN
thara are no aigng of ése deficlencises being remedied,

CI4 does not enjoy the confidence or support of the

.
[ im

b other departments and agencies of the Government,
The general qud“ge ﬂi?en to CI4a B ¢x)tae Hatl&n&lm ecurity -
= e
tl

Act seens to bg = proger onevxnd 3 fficien &Flﬁxi 1e 50 that

i

nec&aaary adjustmen%s can be mace within 1ts teris.,
The combination of responsibilities in CIi for coordinat-
ing intelligence activities and for conducting certain opersations

has some drawbacks, but it is felt thuat these czn be largely

’;i‘Ifj overcome by appropriite adjustments and that the disadventages
LA
i of making sny radiczl change in this respect would outweigh the

possible zdvantages.
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reganization and slor

The leadership of CIA gagainaf ‘demonstrute a clear

undarz}ﬁgdkng of CIA’S @1Sbian: doég not giveiEff§§:EVewg}necé&an
to CIA, anﬂ h&s fuiled towin the support of the othe; gencies
affége Government,

The Director of CIsa should be & civiliun, appointed
on a non-partisun basls snd a person with a good understanding
of intelliience problems.

The intern=zl organization of CI4 is unsatisfactory.

There is insufticlent flexibllity of udministruation und inadequate
participation by the intelligence chiefs in the determinstion of
CIa policies.

Too much lmportance rests witn the wdministrative and
managerial staffs, which are becoming the principasl meuns br
controlling intelligence oper.tions.

Rizidity of administrutian has led to & generul condition
of Insecurity, which needs to bé remedied by appropricte wdministra-
tive pélicy srrongements,

There sre too msny militaery personnel on tour of duty

in rositions of major responsibility.

Goordination of Intellizence Activities

CIA has not effectively promoted the coordinstion of

government intelligence activities. The oper.tioans of the various
Intelligence cgencles are lurgely unuffected by the existence of

CIA.

-F-
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The Intelligence idvisory Committee hes been largely
ineffective ss an agency to sssist the Director of Central
Intelligence in the coordinaztion of intelligence sctivities.
ﬁeverthsless,rthe principle of the JAC 1is sound and the Ial
should be continued,

ICAPS has not been u successful staff. It should be
revitalized as & staff for the Director of Cantr&l Intelligzence with
the concern of developing plans for the coordinstion of intelligence
activities, including those conducted under ﬁIA znd by other wgencies.

That portion of OCD which is concerned with the coordina-
tion of intelligence uctivities should be established ss part of
the reconstituted ICAPS. |

The Director of Centr:xl Intelligence should be concerned
primarily with the coordinstion of intelligence activitiles and
the coordination of intelligzence opinion. Intelligence operations

conducted by CIA a8 a common service should huove un wsutonomous

position within this framework.

The Qffice of Reports and Estimates is not now effectively
performing one of the major functions for whieh CIA was created,
namely, the correlation of national intelligence.

ORE huas become a producer of intelligence, whose production
is often unrel.uted to policy regulrements snd competitive with the

intellizence production of other ugencies.

—d=
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There has been a fullure to distinguish between ORE's
mission of coordinating intelligence und the intellisence producing
functions which it performs 2s 2 common service for other intell-
gence sgencies.

ORE should be reconstituted so that a small group of
high guulity concerns i1tself with the coordination of intelllzence
at the highest level of Government re;uirements. It would bhase
its work largely, but not exclusively, upon the intelligence
products of the other intelligence apgencles and would have the
responsibllity of monltoring the intelligence production of the
other uwgencles in order to improve its guality.

There would also be creuted = separate central research
und evalusting unit in CIA which would perform on behalf of zll
the intelligence agencies, including CIi, research and evaluating
services in flelds of common concern, e.g. economic, industrial,
sclentific, ete., and map research, document translation.

Common Services Performed by CIa

The central unit mentioned in the previous paragruph
will be creuted.

Ine Oftice of Bpeclsl Operations, the 0:fice of Policy
Coordination, and the Contacts Branch of the Office of Operutlons
should be consoliduted under « single head, This operuting unit
should be largely autonomous, enjoy speci.l security arrsngements,
control its own adminlstration, snd receive policy guldance directly fro

the Secratary of State and Defense. 4 closer relstionship needs to

-5y
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be established between thme operating units and the other depart-
ments and sgencles of the Government in order that there may be
more effective determination of reguirements for the operating
services and a higher degree of confidence in theilr work.

There needs to be s higher degree of coordinstion of
clandestine cctivities conducted by the various agencles of the
Government; in particular, the sctivities of the irmed Services
in occupled areas snd the ccunteééspionage activities of the FBI
need to be more closely reluted to the work of CIi.

More effective methods need to be developed for tie
exploitation of domsstic sources of intelligence, including
refugees and forelgn nationality groups, in coasultsation with the
FEI. |

The counterespionage zctivities of CI. need to be more
actively developed and the entire counterespionage .ctivities
of the Government need to be better coordinsted.

There is evidence thst communic.tions intelligence 1is
not belng effectively used ia rel.tion to CIi secret Intellizence and
secret operutions activities.

THE DEPA]

The position of &tyte Department intelligence needs to be
reexamined In light of the chunges in ORE which would nave the result
of placing & grester burden on the State Department for the production
of politicul intelligence.

The present separute intelligence org.nizuation in the State

Department needs to be brought in closer relationship to the policy desks

-
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There should be established in the Btate Department at
a high level & sinsle point of lisison and generul colicy guildunce
for ail CIa secret operutional matters.

The personnel policies for intellipence in the service depart-
ments should be re-examined to insure thut Lhe ressrve progrun is
being sctively prosecuted und that the tour of duty principle is not
being applied to the detriment of intelligence. The recrultment of
professional civilian employees for the service agencies should be
encouraged,

The service intellizence usgenciles should conceantrqate on
intelligence in thelr respective areas of domluasnt interest,

They should also be goncerned with such current intelligence as
is needed for staff purposes,.

The Joint Intelligence Comnittee should be recoastituted
to include representution from CIA and the State Departuwent. In
this reconstituted form and with the uesistance of the newliy
ereated unit for high level intsllizence coordination in the Cla,
it should provide the dsfinitive Govermment intelligence setim. tes
on &ll natlonal intelligence guestions.

The Joint Intelligence Group may continue to function as
& gtaff sgency for the Joint Chiefs of &taff,
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CHAPTER IV
The Orgenization, Administration, and Direction of CIA

Orpanigation
The National Security Act of 1947 has very 1ittle to say on the

. subject of the organization of CIA other than \to provide that it shall
be headed by a Director of Central Intelligence and that he "shall be
appointed by tha President, by and with the advice and consent of the
Senate, from among the commissiqned officers of the armed services or
from individuals in civilian 11fe?, The Dirsctor is free to organize
CIA as hs chooses and to appoint_io' positions within CIA persons of
his own selection,‘ subject to the general control of the Nationsl
Security Council, which has in fact been excercised only oncé in this

respect,

The—inmtermi-ermulsation—of G —dvws ot Tonforn 10 &ny Cloar

Mﬁﬁng the Director are a

Deputy Director and an Bxscutive Director who are his immediate sub-
ordinates in the chaln of command. Attached to the Director in s staff

capacity are the Interdepartmental Coordinating and Planning Staff

(I%?Srocv?f For R eave s 383 P R 418085 B8R BIRER BB Bl pes Armws
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Navy and Alr Force, who have the responsibility of assisting tle Director
and the Inte@ligame Advisory Committee with respect to plans and policles
for interdepartmental coordination (see p.____ below); the General
Counsel who handles all staff work of a legal and leglslative nature} and
the Advisory Council, a small staff which represents the Director in
handling cammunicatione intelligence matters.,

In additlon to the.e small staff sectlons with special responsi-
bilities there are two large mts called "Bxecutivesg" mmv A

. 3 have

in fact the major administrative responsibiiitiaa within CIA, These
are theA Ex=eutive for Administration and Management which handles finane
clal aﬁd budgetary mtters, adminia;trative services, supply and gersral
housekeeping, personnel and management advice and surveys; and the
Executive for Inspection and Security which is responaible for internsl
securlty policies and investlgations, physical security arrangemert 8,
inspections and audits.

The bulk of CIA's intelligence and related activity is performed

in five 8ffices, each headed by an Assistant Director. These Offices

Approved For Release 2003/9_5/57-5 CIS—EWTOZGQR000500050064-1



‘ SEGREL
Approved For Release 2003/05/27 : CIA-RP 9R000500050064-1
report through the Executive Director and Dsputy Director to the Director.
They are the following: Office of Reports and Estimates (OHE), which

‘prepareg intellizence reports and estimates (see p, balow)j Office 25X1

of Operations (00),

25X1

translates foreign T/\A/w 4»4)

dooumente (aée Ps below)3 Office of Specisl Opsrations (080) .

which carrlee out esplonags and counter-espionage abroa-d (ses p.
below) ; Office -_obf Policy Coordination {OPC), which conducts secret
operations abroad (ses Pe______ below); aﬁd the Office of Gollection and
Dissemination (OCD), which arranges for CIA to recoive and di;seminata
intelligence informatdon, coordinates to a limited extent :Lntgalligence
collection and houses certain reference faci-lities (see p.______i‘relcm)i
This structure does not present a very olear pattern when matched
against the three broad functions assigned to CIA by the National Secuiity
Aot of 1947. CIA's responsibilities for advising on the coardimstion
of intelligama actlivities are performed through the Interdepartmental
Coordinating and Planning Staff which does the ataff work for the Direc-

tor of Central Intelligence and the In‘bellige_nce Ad¥isory Committee

Approved For Release 2003/05/27 : CIA-RDP8§EEﬁEOP0500050064-1
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on the National Security Council Intelligence Directives referred to

in the previous chapter. However, ICAPS also performs miscell

staff functions for the Director, primarily of & liason naturs

.

Office of Collection and Dispomination also asaists in coordim

.aneous

The

ting

intel ligence activities, but does this at an administrative rather than

a planning level., It is concerned almost entirely with coordi

nating,

to a limited extent, the collection of intelligence required by CIA

and the various departments. However, OCD also performs certsi

vices of common concern, primarily of an information referaence

n gar-

nature,

in that it complles and maintains certain biographiéal and other refer-

ence indexes erITIoFMRESE, Finally, 0CD performs certain fw
which ara"prinmrily administrative, including the reception and

tion of documents and reports.

notions

disseminae-

GIA's‘respoﬁaibility to Ycorrelate amd evarlua‘_te intelligence relate

ing to the natior’_xél securlity" is carried out almost entirely by

Office of Reports and Estimtes,

However, as we will point out,
1 . :«I

!

|

’t:wq’fa-h the
Ve

P

]

/

.
[i

1
i

3

a clear dija

:jﬁnn has never been made within ORE be
/. ] . o

otCRET
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correlating and producting national intelligenoe and other duties which

ORE performs and which are primarily the production of reparts as 8
gservice of comuon concern for the bénefit of the sxlating intelligence
agencies. To some extent OHE also coordinates the intal}.igence activi-
ties of the other government agconcles to the extent of planning,
coordinating ard editing their contributions to basle intelligence
handbooks .

Csrtain services of common comcern which are primarily of informae
tion-producing and reference character are performed by the Office of
Collectlon and Dissemination and the Grﬁca of Reports and Estimtes,
as pointed out above. Anpther common eervice of this kind is carz:ied
"W"*"
out by the Office of Operations which 1s charged with thepimemeliertion GX

o T

% intelligenc ,\f ourd in foreign documents and publications. However,

the principal services of common concern which have been i’ormaﬂ‘]

allocated to CIA are of an operational nature.

,Foraign espionare and counter espionage

araAppoodeelmmmamy CIA-RIBPESENHL AR EAAANS ifd-dtiong,

s SECRFT

25X1
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Finally, the principal function "related to intelligence affecting

the national security" so far allocated to CIA is performed by thp
Office of Policy Coordination, which conducts secret operations abrpad.
However, a%é?5ggéigéﬁﬁ;eg?z%;égéﬁzgg?;;;e securityof vital industrial
operations abroad, is being coordinated by the Executive for Imspection
and Security.

.The internal organization of CIA has not been set up with a clear

conception of CIA's distinctive yet inter-related missions. This has

Cod il £, ‘
W&mmm-w¢iwlap}ywﬁh-mﬁ‘r
"L, L W — J
dutips—ef-coordinating InteIligénice activities and of cerellating in=.

O & Cla'< ) ) et
tellipgenoce-relating—to -the effect -of-ebseuring

Lihlg pweper relationships with the other Governmeht agencies concerned
with intelligence matters.

There are also certain administrafive policies and practices that
make it difficult to derive the maximum effectiveness from the activities
of CIA, The most seriogs of thege difficulties is the position of pre-
eminence which has gradually been acquired by administrative officials

and practices. Thus, administrative considerations are often given greater

o 4 =)
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weight than intelligence considerations, and the officials primarily
respongible for intelligence matters have little contagt with sach other
or with the general determination of CIA plané and policies., There is

no closs collaboration between the Director and the heads of the various
offices, Standing between them are not.only the Deputy Director and the
Executive Director but also, to a large extent, the adminiatrativ; staffs
which have acquired a positlon that enables them not merely to serve the
intelligence offices but to exert sontrol over them, Administrative and
command channels are riglidly adhered to, and there is little close con-
sultation on intelligence and policy matters between téxe various atrgtiﬂ. ed
levels. This situstion dpes not appsar to be due to any inherent organi-
zational weakness but to the policies pursued over a pariod of time by

/u -
the Director and his immediate subordinated who, as a result, are, moved

—

from the actual intellipence cperations on the success of which the strength
and affectivenese of CIA depends.
This sitwation is reflscted in the failure of the intelligence

working-levels to recelve adequate guldance from the Director, with the

result that to a large extent they are forced to determine their own

Approved For Release 2003/05/27 : CIA-RDP86B00289 050064-1
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wuhe]

plans, policies and activitiaé. Another consequence is tha£ the working-
levels often receive inadequate support for thelr asctivities bacause of
the fallure of the top levels to understand thelr problems, Finally,
relationships with ocutelde agencies are hindered because of various aq-
ministrative and lialson practices which, while not contrituting to
better security, impede the effeotivenssa of CIA's work and fhe nacessary
coopsration with other agsncles,

1t has not been possible to judge in detall the efficiency of th;
internal administrative services of CIA, Although there is no reason to
. dénbt that these activities have bsen efficlently performed, there is
1little doubt that CIA 1s over-administered and that the role of administra=-
tive'officigls ig out of proportionra their true impartan?e. It is
probable, therefors, that critici?m should be directed aga;nézgzaggg;;;rativa
and management polleles rather than againet the S%gﬁfi;?ggdzge administe~
tive organisatioﬁi:ﬁigﬁ; is alsc.borns out by the fact that CIA's dife
Ficultles with respect to persomnel and securlty are due largely to

poliocy rather than atrictly adminlstrative considerations. It 1s difficult

" .
Approved For Release 2003/05/27 : CIA-RDP86BO@E@RESF0050064-1
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to determine whether there is :}uﬁtice in the charge, frequently heard,

that there &re too many a&ninistrat.ive personnel in CIA, and that i’.h.e

organization is top heavy in this reaﬁeot’. Although the mumbers of

administrative perasonnel may be high as compared to other agencles, it

must be recognized’ that the operating problems of CIA are peculiar onas.;

Although this cannot be said wlth certainty, the criticism of numbers may

be more a oriticism of administrative policies and procedurss.

Approved For Release 2003/06(27 : CIA-RDP868002§E¢{9REOF0064-1
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The budget figures for the fiscal years 1949-5Q are the followingi

%.9 —

The great care with which CIA's budget 1s handled so as to make the
entire procedure & very securs one, even though CIA is a statutory agency,
'ia‘not matohed by a eimilar security consciousness in other mattiers.
Although thers is no evidence that there is any lsxness in CIA's administrative
arrangements for securlity, there dv-%an%m a number of cilrcumstances
and policies which dstract from the generai security of the organisation.

It 18 very difficult to create adequate securlty, other than normal

physical securlity, around an organigation like CIA which was created by

25X1 .
statute, and encompasses a wide variety

of activities, The fact that some of these activities are carried on
is a matter of public records the exlatence of others is highly clasalified,
Yot by combining in a single, centralized atructure a wide variety of
activities, the security of the most sensitive of these may be compromised

by the insecurity of the least sensitive. This situation is also sggra-

25X1

vated by the fact that individuals publicly identify

thems&lves with CIA and that s of these are enga ad in activities which
Approved For Release 2003/05/27 CIA-RDP86B00 %
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must be kept from publie notlce, although there is no satisfactory way

of sccomplishing this,

There are further examples of the same difficulty. In the Washington
area, CIA occuples 19 bulldings, all of which can readily be idéntified

‘ \’ -~ as CIA bulldings. In various cities throughout the United States, the
EERVIIC
i A

ot \Q\regional offices of the Office of Operations conduct their business under
v A
~  the public label, "Central Intelli:ence Agency.® &ftwere—posstbde

‘ ‘?hus all personnel,
regardless of the particular part of CIA in which they work, %re known
as CIA personnel and all bulldings, regardless of the activity they houaﬁ,
are known as CIA buildings.

These deficisnces are increased by the tendency within CIA toward |

- administrative uniformity and centralization, This seems highly unde=
sirable in an intelligence organization performing a variety of ﬁmcitia'ay_s
in which flexibility is important not only to ensure effective operatioms,

but also as a sscurity safelhuard.

A .
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Security also suffers because of poor morale among persons within
the organizatlon and thoss who have left it., An unfortunste tradition,
of which CIA 1s but the heir, has developsd according to which intel’ligencg}
is a subject of public discussion, at least in limdted cirolea; an?boor
morale and discordant V;.GHB ag to how intelligence should be orgzanized
contribute to fanning the flames of this discussion, This is not to say
that there is aacuri with respect to- of w
but that there is a general atmosphere ei‘,,gcurity in issediémerce—ratiors
which may endanger the securlty of particularly sensitlive questions,

Some of the factors which have contributed to this situation may be
unavoldable, but they can be compensated in part by proper adminiatrative
and operational policies, the coopez;ation of other agenclea of the
Govgrrment- and rigld indoctrination.

CIA also labors under a very difficult persomnel problem. A come .
prehensive intelllgence organizatlon such as CIA has extremely varied
personnel requiremen’bs. ' It needs persons with highly specislized talents
who are not easily found or trained, as well as persons with broad polttical:
and admiristrative badkgrounds The conditions of charg and uncertainty

Approved For Release 2003/05/27 : CIA-RDP86B00269R) &;ﬁgcﬁm 1
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whlch have prevailled in our intelligence organisation during the past
few yoars have made ths task even more difficult,because persons who
might otherwise be qualified and interested have been discouraged from

entering the intelligence fields The predominance of military personnel

i

in so many kaey positions in CIA, and the Wﬂhc%pm enjoyed

by CIA, have alsoc contributed to an unsatisfactory personnel situaﬁen
and to the difficulties of recrulting suitable psopls,

¥orale on the whole is poor, Th_a chief reasons appear to be dlssatig-
faction with the leadership, uncertainty as to the future Inf a career in
intelligence, and an awarehasa‘that CIA's atanding in the ngrmnent leaves
much to be desired.

It i1s difficult to make any swesplng judgment as %o the qualiﬁcation};
and competence of CIA personnel, It is probably accurate to say that
there are few outstanding persons but that, foi* the most p;rt,’ohoaa at
the "working levels" are loyal and competent. However, highly qualified
individuals have not been readlly attracted to the organization and scme
of the most qualified persons have left 1lt,

-1l

e
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One strong contributing factor to this situation is the relatively

high proportion of military service personnel in key positions in CIA,
At best, intellizence as a career is not favored in the armed services
and CIA,?Qas in many cases, accepted of ficers who were elther wiwmit.arw
intel 1izence experience whitsosver or wers not desired by their omn intel=
ligénce services., This is not to say that thers are not good intelligence
officers in the Semvices , but that CIA has 1ittle likelihood of getting
them and that these officers would be consclous of the fact that their
own careers would suffer from a long association with CIA, There are
the further facts that Servicq)personnel are normally assigned for a brief
tour of duty and that the turnover is exceptlonally high, prevénting
continuity, and that the presence of Service personnel in many key posiitonse
is discouraging to competent civilian personnel who desire io meke -
Intellligence a careor.

In the subsequent chapters, desling with the various activities of
CIA, we will seae how these activiiies have been affected by the admirdstrative

considerations mentioned in the present chapter. To soms extent, the

difficuliles mensken with respect to personnal, sscurlty, administratlve

“15= oy i , |
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StURET

policies and methods, and leadershlp affect the entirs organization,
Difficulties on such a wide soale attributed at least in part to ine
adequacy of leadership, The position of CIA in relation to the other
Departments and azencies of the Government is unsatisfactory and there
is no substantial evidence of improvement, The functions of CIA do not
appear to be clearly defined and seem to rasult more from the efforts
of individual workers interpreting their responsibilities rather than
from understanding, leadership and direction, In ®ome, there is 1ittle

is
prospect that CIA, as it/presently led, organized and operated, can win
the confidence of the Government departments and agencles which 1t was

created to serve and make an effective contribution %o tha coordination

of netlonal intellipencs,

=16m
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Chapter I -~ Coordination of Intellirence Activities

National Security Act of 1947 provides in Section 102 for the | _

esthblishment of a Central Intelligence Agency. Paragraph (d) of this
section reads in part as follows

| "Far the purpose of coordinating the intelliserce ac vities of the
several despartmends and agencies in the in-terest of tiona;.}. securit.y!.
it shall be the duty the Agency, under the direction of the National

Security Council

It seems clear from the declaration of policy underlying the Act and
from the import of Section 102 establishing the Central Intelli:ence

-»
Agency that the coordination of gence activities of the several
Approved For Release 20};@@ ‘: IA-RDP86B00269R000500050064-1
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departments an& azencies was intended to be the primary fum tion of GIA.?\["-M ’
&— e CIA is not granted unlimited authority to coordimate intelligence
activities upon its own initiative, It is given the duly to adviss the

National Security Councll in matters concerning' such intelligence act_ivi'bieg

and to make recommendations to the NSC for the coordination of intelligence
activities relating to the mational securlty. Final authority /to rJL;o“;r-
‘ dinaté\ﬁtallligﬁme activities is vested in the .NSG.

The statutory limitations upon the authority of the Central Intelligence
Agency to coordinate intelligence m upon 1ts own directive without
higher review are obviously designed to protect the autonomy and internal
arrangemsnts of the various departments and agencies perfarming intelli-
gence functions. The secretaries of depa.":tmexits s Who are members of NSC
are iq a position to review recommenddtiens of the CIA concerning their
own departmenﬁs and provision is made that §ther departmental heads may
be invited to atlend meetings of the NSC when matters pez;t-.a\ining to their
intelligence activities are under consideration.

The National Security Act does not define the “intelligence activities®
which the CIA is to coordinate with the approval of the Security Council.

Approved For Release 2003/05/27 CIABDPSGBOOZG9R000500050064 -1
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/ esmnably' all ihételfigeme activities relating to the national security
are included, from collscting information or raw intellicence in the SE(RH
first instance to the dissemination of finished intelligence roports as

the finsl stage of intelligence activity.

The\ Act prescribes for the Central Intelligence Agency functiyxé and

v
duties in addition to the duty to meke recommendations with reépect to
the coordination of intelligence activities, It is givyn’ the duty to

. ,v"i :

S/ i
carrelate and evaluate intelligence relating to ttgpr”naﬂonqi security
\ ‘/_f ' ! .

(Sge ‘Chapter--infra), }‘Q 18 also glven the d}z"&r to pcrfom;, "., for the

e
7
e

benefit of existing inteligq:e agencia/; such additional 'sérﬂ.ces of

common concern as the National Se ’ty Council determimss cgln be more
} .

A !
s i

efficiently accomplished cantrg’f]y. \N‘;ee Chapter-—infra) '
/ ; ’

\
3

4

The National Security’Act thus impos%hrea major and cﬁé{binct dutdes

upon the CIA: (1) ?f duty of recommendation to\the NSC, in;{the}\_intarsst
of proper coordiyation and greater efficiency, how a},q where b.mong‘\the

/ N i
variouws departments and agencies, intelligence activities ifelhting to the

|
[

mtio securlty should be performed, (2) The duty to prrbdu in GIA 3

/ |

ﬁésm&bly through coordination and assembly of intelligence opin:fén "

[
{ B
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within “ﬁm\gnowledge of particular departments and agenq;e/a, natlonal

- e

intelligence transcending in scope the infelligence mission of any
’/ R \“:»_M :

departmanpf"or agency, (3) The perfaﬁame\ of services of com:on con=

T —
. - .
. -

cefg}htéﬂ “gan be mave efficlently accomplished centfaiEN
Lz,Jjnesa three basic duties of the CIA, although distinct in themselves,
are npacegsarlly inter-related amnd .t.he performance of one function may
involve another. For example, in pefforming its padmery duty of coordle
nating intellicemce activities, CIA may recommend to the N3C the means
to be employed in the assembly of material and opinion requisite for the
performance by CIA of its second duty, t.he production of national intelli-
gence estimates., As another example, CIA may recommerd, in accordance .
with 1ts primaﬁr ‘duty of coox;dinating intellligence activ.'.l.tiea, that a
particular intelligence funotion be performed henceforth by the CIA
itself unﬁer its third duty of providing servlces of common concern more
afficiently accomplished centrally.

‘Before consldering in ‘hhis' chapter the performance by the CIA 02."
ite prima;'y duty to coordinamimgiggaﬁéb?cmﬁqp‘pgm simipary
observations are relevaht. - -

:%‘;*%\ii« i )
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three distinet if inter-relatsd dutiss, has had the consequence of

-,

confusing the Directorate of CIA in arranging the internal organization

of the agency and;%m performance of any of these duties, Intelligence
produced :l.ndependentiy by the CIA s a service of common concern in per—
formance of 1ts third function hss been confused with the coordimtion and
aszembly of nationsl intelligence in pursuance of its second functlon,
Coordination of intslligence opinion a&s a second functlon hag in turn

led to emphasis upon CIA relationship with the intelligence staffs of

State, Army, Navy and Alr Force departments to ths neglect of = primery

duty to coordinate the intelligence activities of all federal agencies

and (in propei' mlat?om bring them to bsa:)pon the fundamental

intelligence problems of the governnient. Confusion in the internal -

organization of CIA has been in part cause and in part affect of con-

fusion in 1ts directorats of 1lts three basle functlons,

The AdministratighMechanism for
Coordination of Inteliigence Activities by CIA

Three organizations assist the Director of CIA in discharging his

responsibllitles in the coordination of intelligence activitiesi The

| . ‘r"j{
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Intelligence Advisory Conmittes (IAC); the Interdepartmental Coordinating
_and Planning Staff (ICAPS) of CIA; and the Office of Collection and
Diasaminatio(g;y gisa in CIA.

(a) The Intelligence Advisory Commitiee

The membership of this committee includes the heads of the intelligence
staffs of State, Army, Navy and Air Force Departments, the lead of the
Joint Intelligence Group of the Joint Staff and the chief intellipence
officer of the Atomic Energy Commission., Its predecessor, the Intelligence
idvisory Board occupled a position approximately coordimte with the
Director of the Central Intelligence Group. The Natlonal Security Act
in establishing the Cenﬁral Intelligence Agency to supersede the Central
Intelligence Group made no mention of the Intelligence Advisory Board
or of an Intelligence Advisory Commlittee. . I plsead the Central Intelli-—
XWMMWWMI..-&%&; the Intelli-
gence Advisory Committee was established by the first Intelligence
Directive approved by the NSC on the recommendation ’of the Director of
CIA, it was given power merely "to advise the Dire'ctor of Central Intelli-

gence. Its coordinate atatus thus no longer existed.

Approved For Release 2003/05/27 6CIA RDP86800269R0005000500 (R 5':%
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The members of the Intelligence Advisory Committee, by directive of
the NSC are authorized to pass upon recommendations of the Director to
NSC and 'xzpc;n measures proposed by the Director in implementation of NSC
directives., 4lthough it is incumbhent upon‘ the Director to transmit to.
NSC digsgnts of membera of the IAC to his recommendations, the IAC may
not pravent th; Director from mé.king his own recommndgtions to N5C

regardless of dissents and he may accept the advice tendered him by the

IAC only as he sees fit. On-the one occasion, howewver, when dissents

-

-Wers of the IAC to a propossl by the Directer’(ﬁscm #9) were

\,_.g__ﬂ

" —

~—

forwarded to the Nscm: glven in favor of the IAC view

Wmmm Central Intelligenco. -
Whether because of its limited function of merely advising the

DMrector or because of the Director's failure to make more active we

of this administrative machirery for achieving coordination of intelli-

gence activitdes, the Intelligence Advisory Commities has in fact nade but

little contribution to the molution of problems affecting the intelligence

structure as a whole, There have been only infrequent meetings amd there

:I_.s littls evidence of thorough discussion at these meetinga,of such funda-
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mental problems., In fact, the Committes has met less than six times
since 1ts 'e;'t.abliahmant late-in 1947 and’does &w have any regular
5checﬁule of m mee’oings although meetings can ‘ba’called by the
Director or upon the initiation of any member by applicatiqn to the
Director. So far, the activities of the IAC have been largely confined
to passing formasl judgment, usually only by voting slips, upon recommenda-
{ions of the Director to the NSC or upon GI.A inmplemcnting directivesa.

Some of this work is conducted through the IAC Standing Committee c§ns:|.s‘b—
ing of representatives designated by each of the members.

On one occasion the IAC has made an important contribution to the
coorc}ination of intelligence activities aps?t from its formel procedurs
in granting concurrance to CIA recommendatlions and directives. The
Committee took the initiative in éatabliahing én interdepartmental ad
hoc committee to consider Soviet military capabllities and intentions
duﬁng 1948. The reports by this committee were of high quality. The .-
special importance of the incldent for the purposes of this chapter of

this report lies in the fact that the IAC proved itself capable of

action of importance, invflﬁng intelligence coordim:tion., It also

SeCRED
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demonstrated tin t the technique of producing national intelligence by
agsembly of departmental contribution and interdepartmental discussion under
CIA chalrmanship is effective,

(v) Interdepartmental Coordinating and Planning Staff (ICAPS)

Thls is the chief staff asency within CIA for the coordim tion of
intellisence activitiss in accordance with the duties and responsibilities
of the Director. Its chairman is a repregentative of the Department of
State of the grade of first mecretary serving with G;A. Its members
inclwle representatives of the intelligence orgaﬁizatiom of the Sta;ce,
Army, Navy, and Air Force Departments of the grade of captain, colonel,
and comparable civil service rank., It is significant that no n‘nmbe;* of
ICAPS had prior experisnce in intelligence organization and only one mem-
ber served at length with an inielligence agency. The Jolnt Intelligence
Grﬁup and the Atomlc Erergy Commission, although represented‘ on the Intel-
ligence Advigory Commitiee, do not supply members to ICAPS, An adiitionsl
member of ICAPS acts as the official liaison officer between the CIA_ and
J1ga,

The assizned task of ‘IGAPS is to review the intelligence activities

of the gqvpammediEoriibases308Y/08E7 DOKCROPASELA268RODOS (6O .
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coérdimtion for recommendation to NSCs In order to perform effectively,
ICAPS should have intimate knowledge of the organizations, responsibilities,
&ctivii-;ies ard priorities of the various intelligence apgancles which 1ts
menbers represent and should give constant consideration to the intelligence
relating to the mational security avallable in other federal departments

amd agenoies, Actually, its achisvements feflect inadequate knowledge of
these subjects and Biilure to appreciate the breadth of the GIA'a’ responsi-
bility for coordination,

During the first year 'cf CIA*. existence, ICAPS has been largely
coneernéd with the coordinati on;activities Wnine int-elligence
directives of the NSC and four implementing directives of the ﬁirector
of Central Intelligence. It has supervised the drafting of these papers,
secured more or leass complete a.ccepta.nce of thqm by the intelligence=-
producing branches of CIA, and submltted them to the IAC Standing
 Gommittee and the TAC prior to their submission to the NSC or their publim
cation as CIA directives., It was eriginally expected t0 act as a secre-
tariat or woarking staff for IAC, but owing to the infraquent meetings of

IAC this has never cccurred. As a mams of forcing IAC and its #tanding

Approved For Release 2003/05.27 ¢ CIA-RDP86B00269R0005000500 J-E'! :REN



Approved For Release 2003/05/27 : CIA-RDP86B00269R000500050064-1

Committee to assume morc responsibility (and bocause of the evident de-
fects of ICAPS itself), it hae often been suggested that ICAPS be
sliminated entirely. Such a step, however, would leave the Dirsctor
without a unit wi_thin his own agency to carry out his coordination re~ '
. spﬁnsibilities, and would not of 1§self cause IAC to become more effective.
As a planning and coordinating staff, ICAPS suffers from conflicting
organizational loyalties, It might be expected that the members of ICAPR}
. acting as a staff in CIA, would owe their primary all;agiame to its Direc-
tor and would use their departmental experience and status merely as an
appropriate background for the performance of their duties. The contrary
appears to be true. Ths members of ICAPS tend to regard themselves
primarily as representatives of their own departments assigned temporarily
to OIA, and only secondarily as agents of CIA charged with implomenting
ita respansibilities. Henwe they offer departimental polnts of view at
diacusﬂcna of matters afiecting thelr own agenciss, m—regard themsslves
a3 in some measure obligated to protect the Iinterests of thesse agenciesﬁ v_/@-, _
and to .reflect their poli;:ias rather ’t;han agsume the pbligations of the '
Director of CIA., To some extent they substitute themselves for the IAG,

but, ﬂmmrwudfmmnommcxemwmqupﬁga 1
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with ban;ytr such responsibility. The:,r. look in two directlons » btoward CIA and
toward thelr departmental agencles; but chiafly toward the latter.

They are, in addition, largaly out of touch with the internal arrange-
ments of CIA, pérticularly in its intelligence-producing offices. Because
of this aloofness, mumerous complaints are heard in intelligence producing
divisions of CIA that the members of ICAPS keep ghnost ehtirely apert; knor
little of their problems, and consult them only cursorily upon general
problems of coordination. There are exceptions to this generalizaion;

but '\ 2 ~I PS To rely upon its own
Judgment and to forego intensive study of the activities of CIA and theilr
relation to those of the deparimentsl sgencies. The congeguences are a
minimum of interdepartmental coordination and only a hazy recognition $m.
or entlre disregard of fuxriaz;mntal and critical problesms of intellirence
organization,

The member of ICAPS charged with ra_sponsihiiity for CIA lialson with

JIG acts as a ¢ amnel of transmission for JIG Papers upbn the conclusions

R ST PSR SR [ R

of whioch CIA comment is requested. This o

'ficez; al'ét; rke;epé the I}lmc‘b;r

of Central Intelligence personally: informeci of intelligence problems of
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JIG. His dutles relate to the availability of inteligence information and
the conclusions to be drawn from 1t. These duties have not been assumed
to involve, like the duties of cther members of ICAP, the formulation of
administrative plans for coordimetion of intellirence activitles, As a
'cor;sequence 3 t&" particular iiaisgn officer has only infrequent contacts
with other members of ICAPS, and reports only rarely to its chairman, thus
emphasizing the distinctlon between his functioms and those verformed by
the othsr members of the staff.

A gimilar problem arises with respect to the chalrman of ICAPS. As
& part of his duties, he attends msethings of te working staff of the
Natlonal Security Council, and 1is supposed to make available to thé Council
intal'ligema resources of CIA, whiles keeping the intelligence-producing
divisions of CIA informed of the problems of the N3C staff, This relation-
ship involves the discuasion of intelligerce requirements, the furnishing
by CIA of intelligence reports and the oral presentatlon of the conclusions
| which may be drawn therefrom. The. Cmﬁmn is not qualified by training
or experience to participate in such discuasions, This probler has been

at least partially solvea( on the irttiative of the NSC, The Chaivman of
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ICAPS has been prevailed upon to bring with him representatives of CIA quali-
fied by knowledge of the applicable intelligence to take part in the dis cus-
gion of particular sitwmtions or general policies, This has provided a
more efficient means of supplylng the NSC staff with the best thinking in
CIA, but designation ct‘f the CIA representative who will provide int.elligencé
adylce romains with the chairman of ICAPS. He ie at least potentially a
buffer, who by his mere presence can influence the flow of intellizence to
one of the most significant of the intelligence sonsumers served by CIA,

In general, we have found that ICAPS, staffaé by individuals whose
experience with problems of 1ntell;l.gence organization is not extensive,
has falled to undertske a broad and affective program of coordination of
intellipence activities. It has littie contact with the intelngeme pro-
ducing units ef G‘I_A, and on the contrary has tended to place itself between '
them and other agencies outside GIA with which they should properly be in
touch. Ithas even served to prevent working contfacts between units
within CIA, although as an administrative planning staff it shoﬁld advoe
cate and assist ;uch contacts where they serve a useful purpose, Nowhere
hag ICAPS recommended or itself undertaken an extensive program of study

g s
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within CIA and the various agenciss of the govermment logking toward cow
ordination of duplicating activitiaé. It has not sought systematlcally to
arrangs for the tapping of the resoumes of intelligence agencies not
ropresented on the Intelligence Advisory Committee except as some of these
have been approachéd in connection with the National Intellipence Sur VE¥.
In its preparation of recommendations for the Director to the NSC it las
’ﬁé as an organization in a desultory manner, which ha: not given the im-
presslon within ¢IA or outside that .its members or CIA 1tself grasp the
tremendous responsibility for coordination of intelligence activities which .
are imposed upon CIA under the NSC by ths National Sécurit.y Act.
#e are, of course, aware that CIA (and CIG) bas been in existence for

leas than three ye\ars, ard ﬁhat ICAPS 1tself has operated under its exist-
ing charter for considerably less ﬁau this time. We sre also aware that
it is exceedingly difficult to obtain the assignment of cpnmétent personnsl
acqué.int;ed with intelligence or@nization. The several dire; wors of CIG
and CIA have been burcjened with a ‘multitude of problems affecting a mew
organization, which m;y explain the general lack of direetibn which ICAPS

has received from the heads of its own agency, Finally, it must bs recog-
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rized thit any group having the responsibility of ICAPS must proceed slowly
ard tactfully, We are convinced, however, that even within the limiis
imposed by these circumstances, the present ICAPS ha’;/i;:ed or in many instancos
eveqn) considered the intricate pr.oblema involved in the coordination of

intelligence activities within the Goverment,

(¢) e Office of Collection and Dissemination {ocD)y

This is the third of the organiszations having an imper:bant role to
play in the coordination of intellipence activities, ILike IGAPS, it is
located in CIAj but unlike ICAPS, its members have no positive alleglance
to any intelligence organisation outside CIA.

It comblned three functions, only two of which bear directly upon
its task of coordination, In the first place, 1t acts as a service organi-
zation for the operating offices of CIA in procuring intelligence materials
froa;a other agencles, maintaining a central file service in its Reference
Center, and disseminating intelligence collected by CIA in its fleld
operationg, These are essentlally internal responsibilities » and although
related to OCD's con.rdimting tasks, are not a part of then,

The second function, which does involve coordination, 1s the furnishing

Approved For Release 2003/05/27 : CIA-RDP86800269R00050m
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as a whole., One of these 1s the malntenancs of a central biographic file
for sclentific and technological personalities; another is & centralized
index, not yet complete, of all biograi)hical information in the hands of
the several departmentel intelligence agencies as well as of CIA. Thess
functions invelve coordination to the extent that they make 1t unnecessary
for other agencles to undertake the ssms tasks, or to meke ingquiries for
the same information of several agencles.

The third and most important activity of OCD in the field of intelli-
gence ;oerdination is its responsibility for coordim ting intelligence
collection and dissemination within CIA and among the agencles of the &
goverpment naving national intelligence resources, In order to diascharge
this responsibility, it is to maintain "continusl surveys and contacta®
among the federal agencies in order to learn what intelligence they have

1

available which can be shared with other interested agencies, and what

information needs they may have which can properly be satiefied by other
agenoies. 1t 1z charged with being familiar with the ocllection capabili-
ties of all agencies as well as OlA, and %o recopmend procedures and poli-

oies throughout the collection and disgsemination field. The mtiyt‘biq?
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of OCD were intended not only %o serve the intelligence needs of ClAimd

of the depaftmental agencies, but also to comprehend the whole problem of
intelligence codlection end disseminetion within the entire intelligence
structure, and to initiete measures #nd condupt surveys designed to achieve
and maintain its greatest efficiency.

In fact, OCD hae devoted most of its energles to satiefylng the needs
of the operating unite of CIA for collection and dissemination. It coordi- |
nates the intelligance requirements iesued %o 1t from other offices of ClA,
but it does not teke spd hae not sought responsibility for coprdiniﬁ%gn of
the intelligence requirements of all agencies throughout thqubvern;é§§b

H‘\Z

Thus OCD will securs information for the Office of Reports and Batimaies

{OBE) of CIA from, for example, the Intelligence Division of the Arﬁy; ;ﬁt‘
it is not consulted and has no role in satisfying requirements of the Ién
telligence Diviaion from the Department of Stats. JIn the samne way, it'can- B
duote no surveys of the information resources or the collection pntepti&ii-
ties of other agencies except as these affect the present or anticipated }
requirements of CIA, It does not attempt to learn, for example, whather the

e¢onomic information collected throughout the several sgencles is aunfficient
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to satiefy the racngnized need of the Office of Neval Intelligence f?r in.-
formation on world shipbuilding cepacities. Such a request may be addressed
to OCD by 6NI. in which case OCD will determine the intelligence resources of
CIA in satiefying ONI's request; but it will not undertake to conslder this
requirsment in the light of the ovérall av;ilability of information throughout
the sntire goverament, A4ny such action must be teken by OKI, without furiher
aseistance from OUD except that which may be np;eifieally asked.

In line with its function of surveying intelligence resources, it may
be'a proper function of O0D to recommend to ICAPS that steps be taken by the
Director to secure authority for fhe inepection of intelligense in fsderal
agencies, such as the Treasury. ICAPS mey téka the initintive in such & pro-
Ject ithlf. but in either case the inspection mey well be conducted by OCD.
So far as we have been able to determine, 00D has not yet made any such pro-

; to :
posal of inspection to ICAPS or/the Director, and has not conducted any sur-
veys on its own part which go beyond the normal aetiviti;s of inter-depari-
meﬁtal liaiwon.

It may be observed in general that thevr-appnlibilitiea aselgned io

0CD in regard to the coordination of collection apd dissemination are
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appropriate, They have been interpreted narrowly, howsjer. in terme of the
needs of the producing offices of CIA rather than of intelligence production
throughout the government., It is evident that OCD has overlocked important
ereas where it should sponsor forarl measures of uaordinatidn in the fora
of recommendations by the Director to the ESC-Departmental inspections is a
cage in point. The fallure of OCD in perforhance of its coordinating funcw
t;on ig also apparent in connection with the sbsense of implementing direc-
tives designad to strengthen the position of CIA in preventing duplication
Iunder existing dirsciives auch a8 ¥SC Inteiligenéa Directive # 2. As with
ICAPS, we are aware of the difficulties be;oiting soordinntion of intelligence
activities by OCD. It is true, nevertheless that in OCD as in other dranches,
CIA hase emphasized its own role ae produter of intelligence reporis and esti-
mates at the expense of ite fesponsibility to boordinate.
- ag A c :
Coordination of 1nt§111¢enca activities ap achieved by the Directoé}
<l/ the Intelligence Advisory Committse, the Interdepartmental Gcordinatiﬁg ;S#

\ ‘;

Planning Steff and the Office of Collection and,Bisseminatiun-throuzh nff%cial

o
action iz represented by nine HSC intelligence directives and tonrécﬂt dﬁrgativeu.
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The NSC Intelligence Directive Afbr the coordination of 1n§elliganae
activities in verious weye. Four of them, N3C 5,6,7 and B, assign certain
“gervices of common concern® to CIA under the authority granted in the National
Security Act (102 4 4). These are coordinative in the sense that they desig~
nate more or less ﬁrecieely the roles to be played by CIA and thf depart-
mental agencies respectively in conducting certein intelligence operations.
Thus HNSC #5 provides that CIA slone will conduct covert espionage and counter-
esplonage operations abroad except for certein agreed activities by other
departments and agencies, including the use of casual agents on covert opera-
tions. It also provides that CIA will coordinate covert and overt collection
activities among the several ggenciea and CIA, XNSC #6 simllarly.gives ClA
auxhority‘ta econduct 211 monitoring of foreign press and propagaends brosd-
casts, and directs CIA to dlsseminate the 1nfcrﬁation thus recsived to in-~
_tarestnd departmental agencies. ¥NSC # 7 defines the dutles of CIh in exploiting
domestic sources of foreign intelllgence, and provi&cs for the participation
of departmente] agencies in this activity. The directive is comprehensive and
dafailgd. both as to CIA's functions and those of the departmental and other
agencies. A fourth "service of common concern” is provided in NSC # 8, in
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which CIA ie¢ assigned responsibility for the central file of biographical

data on foreigh scioniifio and technologleal paraqnalities which was nentiénud
asz & function of OCD, Here again the participation of departmeﬁtal and other
agencies is specified.

@enerally speaking, this series of NSC Intelligence Directives allocates
respadeibiiities to CIA in fielde which have besn concedsd to be thoss of
¢common concgrn where work can best be done centrally by CIA, ﬁhp directives
have not aroused particular controversy once the ?rinciple behind them was
accepted, and their terms have been generally ﬁpprovad.

The most important HSC Intelligence Directives are Noe. 1,2,3,4, and 9,
which represent CIA's approach to the basic problem of intelligence coordina-
tion by allocation of responsibility. They constitute an effort to sort out
departmental and GIA responsibdilities.

NSC Intelligence Directive #1 establishes the basic mechanism for such
coordination. It sets up the IAC "to advies® the Director, specifies, the
procedures for the issuance of NSC Intelligence Directives and those of the

Director of CIA; and defines the duty of CIi with respecﬁ to the production of

1'%
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#national intelligence." It provides for exchange of information between

CIA and the departmental agsncies, and auxhoriges the ageignment of officers
to CIA by the departmentel orgenigzetiona. It includes provision for CIA to
request authority to inspect intelligence material in agencles of the govern-
ment, sand provides that in producing nationsl intelligence, the GIA "shall not
duplicate the intelligence mctivities and research of the varlous Departments
and egencles, bul shall make use of existing iﬁtelligenoe facilities,*

N3¢ Intelligence Directive ¥2 determines the allocation of 1ntelliganne_
follection responsidbility abresd among the State, Army, Nevy and Alir Force
departments, It establiehes rether vague fielde of pr}mary iﬁterest (“certain
broed categories of agency responsibility®) so far as political, cultural and
laocielegical,.and military, navel and air intelligence are concerned, But it
merely allocates economic, sclentific and technological intelligence collection
to each agency "in accordénce with 1te¢ reepective needs.® It provides for
coordingtion of normel collection activities in the fleld bf the senlor US
reyresentétive within the spirit of the direcilve.

KSC Intelligence Directive #3 ig nn elaborste definition of the forms

of intelligence production, i.e.,, basic, current and stsff intelligence; and

= 2

?tggellig;nce.
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In defining these terms the directive specifiss the roles to be played by the
departmental agencies ahd CIA respectively in intelligence production .

The directize does not establish the Rational Intelligence Survey pro-
gram except to define broadly the general terms under which dasic intelligence
studies of this kind should be produced by cooperative inter-departmental
activity. There hae since been no CIA implementing directive on this subject,
_although the program is now well ntarte?én the basis of certain gg,ggg ATTANEO-
ment s,

‘With respeot to Staff Intelligence, the directive recognizes that "the
staff intelligence of each of the departments must be broader than any allo-
cation of coilection responsibility’“and specifies thai ?al pgrt of the oo
ordinstion program, the Director of Central Intelligence will seek the assis-
tance of the IAC intelligence agencles in ainimiging the neceseity for any
agency to develop intelligence in fimslds outelde its dominant interest." By
indirecbion. this provision pointa up ths vagueness of the origlunal alloca-
tions of dominaent interest, made in NSC Intelligence Directive $2. CIA has
sought no ﬁoaltive IAC assietance whicﬁ would reduce duplication in collec-
tion under NSC Intelligence Directive #2, and would coordinate the production
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of depertmental intellligence.
'

A further provision of NSC Intelligence Directive #3 cogmits CIA t0 &
~ program of planning and developing the production;of national intelligence in
order to obtain departmental 1n§elligenoe,ror this use within the capabilities
of the departmental agencies %o produce it. In an implementing directive
(DOID #3/1) & a;andard operating procedure for the production and coordination
of national intelligence is establieshed which is designed to regularize the
relations of OIA and the departmental ageuncies in this field. Another imple-
menting directive (DCID #3/2) epecifies procedures to be followed in coordi-
nating 1nta111§enca reports by CIA with the intelligence branches of thé
State, Army, EAyy and Alr Force departments. Helther ;mplementing directive
hes been in force long endugh for ite effectivensss to he'proved.

Nelther the NSC directive nor the CIA implementing directizes attempt. %o
establieh any control over thea production of 'national.intalligence" by CIA.
Tha.tern is defined as “intégrated departmental intelligence that dovers broad
aspects of nathnal policy and national security.ric of concern to more then
ons Department or Agendy, and transcends the exdlusive compgtonce of a singla‘
department or ageBSY. . . " It is left to CIA to deciée what is national
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intelligence in specific cases, as well as to produce it on the basis qf this
declelion. .

- XsC Iételligence Diractivalﬁé provides thét tﬁe CIA shall teke the leasd
in preparing & comprehensive cutline of national intelligence objectives, and
from time to time shall indicate the priorities lttaching to the items :g
1isted. The directive has been implemenied by DCID #4, which give; & rather
genersl 1ist of objeftives and provides that approved priority listinge shall
be dislqminated by CIA from time to Vime.

The most recent NSC Intelligence Directive is #9, which esiablishes the

7.5, Communicatione Intelligence Board {UsCIB), specifies its working mechan-
{sm, and makes it the authoritative agency for the coordination of communica-
.ticns intelligence activities of the Government. It places members from CIA,
State, Army, Navy and Alr Force on the Boérd. gnd provides that their unamimous
decision is necesaary.fer approval of particular ﬁatters. The diraet;?a is
partly significant because of its history., In ité earliest form 1£ pfﬁ?tded
for an independent, departmental board %o uontrol.cummunipattonl intglltéenﬂg;
which was #aﬁ to be under the NSC and Qaa not to imcluds CIA a1 a megsgy; How-

ever, CIA proposed to the NSC that the Dirsctor of Central Intelligence f@ke

i
N
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full control of coﬁmunications intelligence activities a;d direct and coopdi-
nate them himself with tﬁe advice of the departmental agencles involved. The
mliitary agencles of IAC took exception to this proposal, énd their dissents .
were §§he1d hy_the NSC ae reported earlier. In the finel directive CIA wae
included among the members of the Board, but was not given authority to diredt

or coordinate mctivities in this field,
B S P e —

Hote: Following this disounssion of the Directives there should be a
disouswign of the actusl practide of coordinstion, and its successes
and failures in various fields, sunch as scientific iﬁtalligence. intel-

ligence colleotion, counter intelligencs, intelligence production,

on ions
1. CIA has neglactedifa primary responeibility of promoting the co-
ordination of the intelligence activities of ths Government. That coordi-
nation which hee been achieved conslists mainly of the assignment to CIA of
.
certain common service funoctione; the mere alloocation by directive of respon-
sibilities for the collsction end production of intelligence has not been
offmotive.
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4. In gemeral, each department and agenoy continﬁas to conduct its
operations as it chooses without the benefit of coordination by CIA, There
i1s no attempt at systematic coordinmation in eome of the major fields of in-
telligence activity.

3. An sgency such as the Intelligence Advisory Committee is sound and
should aleo have reeponsibilities for the cooréination of intelligence oplnion
is a point wgich will be considered latér, It is essential that the Director
of CIA and the other members of thg Intelligence Advisory Committee take more
raapenaibilify in ensuring that it becomes an active agency for advieing on
the coﬁtinunuu coordination of intelligence mctivities.

4. The IAC Standing Gommittee>ahould be elinminated, ae it detracts from
the authority of the IAC and prevente the proper functioning of ICAPS.

5. ICAPS should be reconstituted so that it is more ¢learly a staff
agency responsible fo the Director of CIA although it should remain-in close
touch with the service departments and State. The members of this staff
should be responsible only for developing plane for the coordination of in-
telllgence activities and should not have any lisison duties relating to cur-
rent operatione.

Approved For Release 2003/05/27 ;m-RDPSGBOOZGQROW 4-1



Approved For Release 2003/05/27 : CIA-RDP86BOOZGQROOOSOOOSOmn

6« The Office of Collection and Diseemination should be broken up and
ite variocus responsidilities re-allocated. The dismemination of CIA intelli-
gence should be done by the officee producing it and not by a separate office,
as disouseed in later chapters. _Bofefance and related servicee should be
performed by a reconstituted Office of Reporta and Estimates, as discussed
later, The limited'reaponsibilitles of 00D for coordinating the collection
requiremente of the various government agencies should be carried out as a

subordinate activity under the reconstituted ICAPS,
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