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MEMORANDUM TO MEBSRS. %é%%%%ﬁ December 23, 1948.

d

Herewith a draft of & summary chapter. I
have no pride of authorship and I hope you will feel
free to change thle ln any way at all that it ought
to be changed.

MFC
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CHAPTER I.
RMHARL

The Committee belleves that 1t will be helpful
in following the detalled discussion eontalned in the
main body of thie Report to have at the outsetl a brief
summary of the approach of the Committee to the problem
which it was assigned to investigate and of the Committee's
principal findings and conclusions. This summary 1is in
no sense intendsd to take the place of tha detalled
statement of the findings and conclusions of the Committee
which is contained in Chapter .

The immediate objeot of the Committee's study
and the focal point of its attack upon the overall in-
telligence problem of the United States has been the
Gentral Intelligence Agency {(CIA), ite organization and
potivitles, As s necessary corollary the Committee has
hed to go into the activitlies of other governmental
intelligence agencles - at least to the extent that they
bear upon the carrying out by the CIA of its assigned

functions.

The Committee's éiproach

After a brief review of the background and

history of the concept of a central intelligence agenoy,
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we begin our consideration of the CIA with an analysls
of the statute pursuant to which it was created.

CIA is set up by Jection 102{(d) of the Natlonal
Security Act as an independent agency under the directlon
of the National Security Council (NSC). The N3G, in turn,
is the top policy-making body within the natlonal security
organization established by the Act.

j We have considered the position of CIA within
the Natlonal Security organization and in our view it le
properly situated for the effectlive carrying out of 1lts
assigned function.. We recommend, however, that CIA be
empowered and encouraged to establish through ite
Direotor closer limlson with the two members of the
RBational Security Couneil upon whieh it ls mostly de-
pendent - the Seoretary of State and the Seoretary of
Defense. '

The National Seourity Aot as implemented by
directives of the NSC imposes upcon CIA responsibllity
for carrying out three essentlal functions. These are!
1. The coordination of intslligence amotivities.
2, The ecoordination of intelligence relating
to the natlonal seourlity.
3. The performance centrally of certain
services of common conoern to the other intelligence

agencies of the Government.
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The National Security Act as implemented by
the directives of the NSC sets forth a framework upon
which a sound and adequate intelligence system can be
built. Accordingly, we have taken the three essential
functlone whlch CIA is charged with carrying ocut as the
frame of reference for our examination of CIA and of the
activities of other intelligence agenolies of Government
15 relation to CIA,

CIA's Respon
SRR N Rats

<1 [

$ W

8ibility for Co-

A
=25

Under the statute CIA's function of coordinating
intelligence activities is to be exercised by making
recommendations to the N3C for such coordinatlion. Ve
believe the statutory authorization to be suffliclent.
Under N30 directives CIA has avallable to it within its
pwn organization, adminlatratlve machlnery whlch ought
to be adequate to carry out its function of coordination.
We do not feel, however, that this responsibility of CIA
is belng adequately met at the present time.v

It 1e true that a number of formal directives
for the coordination of intelligence aotivitles have besn
issued by the KSC upon the recommendation of CIA. Except
in so far as these direotives specifically assigned to

CIA certain common services, they have not substantially
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affeoted departmentsl intelligenoce activities. These
activities oontinue to manifest the same sonfllcts of
Jurisdletion and duplioation which the provislon in the
National Security Act for ccordlnation was intended to
sliminate.

The amount of undesirable duplication 1s
congldersble and the absence of ooordinated plans and
operations is serious. What ls needed is a2 careful
and continuing study by CIA of how to meet these problems
and direotives which establish more precissly the respon~-
8ibllities of the warlous intelligence agenaies._

The effeot of this lask of coordinstion is
particulsarly serlous in the fleld of scientific and
technological intelligence which today has a high, if
not top priority of importance. Duplication In a fleld
such as this may be not only wasteful, but ag well dan-
gerously harmful to the effliolienoy of the intelligence
operation because of the extremely limited number of
avallable qualified personnel. Another example 1is to be
found in the various activitles in the field of domestic
intelligence of the FBI whioh at present lie entirely
putslde the exlisting maohinery for the coordination of
intelligence agtivities,

There ia little evidence that the dlrection of
CIA, or even those groups within CIA specifically charged
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with that duty, ls making any ocontinulng and intensive

effort to sharpen existing directives and thereby, as

well as by consultation and cooperation between the

interested parties, to achieve real coordination of

specific intellipence aotivities. There appears tc‘be

within the CIA no appreciation that the coordination

of intelligence activities 1a one of the three major

functions assigned to the Agency to whloch those con-

tinulng efforts should be devoted in a substantial measure.
CIA has avallable to it for the coordinatlon

of intelligence activities three groups. One 1sg the

Intelligence Advisory Committee (IAC) which 1s made up

of the heads of the intelligence staffs of the depari-

ments of State, Army, Navy and Air Force and of the

Atomic Energy Commission and the head of the Joint

Intelligence Group of the Joint Staff. IAC, Shough in

an advisory position to the Direcotor of CIA and in a

position to make & resl oontribution to effective coordina-

tion, has, up to date, had 1little impaot upon the solutlon

of this problem. The second organization is the Inter-

departmental Coordinating and Planning Siaff (ICAPS),

ICAPS should be the planning staflf withﬁn CIA for the

soordination of intelligence aotivities. Actuslly, for

a varlety of reasons, it has falled to funotion effectively

in any more than an almost completely nro lorma way-.
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The third group 1s the Office of Colleotlon and
Dissemination (0CD). OCD performs certain coordinating
functionse of a largely administrative and operating
nature with respeot to the coordinatlion of collection
requirements and capabllities. OCD lacks both the
authority and responsibility necessary to make its con-
tribution to coordination substantlal.

In order to asgsure the fullest possible dlscharge
by CIA of 1ts funotion of coordinating activities, the
Committee recommends that there be set up within CIA
& reoonstituted ICAPS responsible directly to the
Director and charged with gcarrying on, on a full time
basis, continuous planning for coordination of spesific
intelligence activitiee. This staff should be recognized
by the Direotor as his msjor support in fulfilling one
of his most important and diffiocult assignments under the
National Beourlty Act.

Additionaliy, the intelligence agencies of the
several departments of Government must share in the
general responeibility for sarrying out effective coordina-
tion by far more active partioipation under the leadershlp
of the Director of CIA in this work. IAC furnishee an
appraopriate machinery for this.

Finally,_in order to meet the specific problem
presented by the present uncoordinated activitles of the
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FBI, it is recommended that the Director of the FBL
be made a permanent member of IAC.

The responsibilities of 00D for coordinating
eollection requirements should be carried out as a
subordinate activity under the reconstituted ICAFS,

. In leaving this point, the Committee wishes

to note 1ts bellef that coordination is most effectively
achieved by agreement between the agencles to be co-
afdinated, rather than by superimposed directive and that
if leadership is supplied by CIA a major measure of
soordination will be accomplished in that manner,

CIA'gs Responeibility for the
Coordination of Intelligence
Relating to the National
Sscurity,

A long-felt need for the continuing ocoordination
on the highest level of intelligence opinion relating to
broad aspeots of national policy and national security
was probably the principal moving factor in bringing
about the areation of CIA and its predecessor organizatliony
Central Intelligence Group. The lack of any provision raf
the production of coordinated natlional intelligence of this
kind wes one of the most slgnificant causes of the Pearl
Harbor intelligence fallure.
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Ideally, this type of nstlonal intelligence
should be produced in the form of cocordinated natlonal
eatimates of such scope and breadth as to transcend the
interest and comnetence of any single intelligence agency.
8uch estimates, to be authoritative, must be fully par-
tioipated in by all of the principal intelligence agencles
and all jointly should share 1in responsibility for them.

¥With one or two significant exceptions whose
accurrence was largely fortuitous, it appearse that CIA
has not effectively carried out this most important funetlon.

The Office of Reports and Estimates (ORE) 1s the
gffioe within the CIA to which responsibility for productlon
of natlonal intelligence is presently allocated. It is
a large sprawling organlzation concerned with a varlety
of aotivities. A number of these activities, such as the
production of daily and weekly intelligence summaries, are
activities which, if they are to be carried on at all by
ORE {and in the case of these summaries, this is doubtful)
ought to be carried on as a common service. Where CRE
produces intelligence estimates, it usually doee 80 on
the basis of its own research and analysls and offers ite
product as competitive with the simllar product of other
agencies, rather than as the coordinated result of the best
intelligence product which each of the interested agencles

is able to econtribute.
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Nor is the fallure of thils type of intelll-
gence product to meet the requlrements of a coordinated
national estimate substantially mitigated by the exlstling
procedure whereby ORE eirculates 1te estimates %o in-
telligence ageneiaé of State, Army, Navy and Alr and
obtains a formal notation of the dissent or concurrence
of eaeh such agenocy. It is apparsnt that under thié
procedure none of the agenciee regards ltself as a full
particlipant contributing to a truly national estimate
and aocepting a share in the responsibility for it.

It is belleved that this situation can be
remedied only by the CIA recognizing the responsibllity
which it hae under the statute and assuming the leader-
ship in organizing 1ts own internal structure and the
intellipence agenclies of Government for $the produetion of
goordinated national estimates. Within 1ts own organi-
gation CIA ought to have, in lieu of the present ORE,

a small group of highly selected individusls whose task
1t would be to draw upon and review epecialized intelll-
genoce products of other intelligence agencles in order
to prepare, subjeot to discussion and aporoval by IAC a
finighed national intelligence estimate. This group
might appropriately be called the "Estimates Divielon®
of CIA,
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The final process of soordinatlon should teke
place in the IAC. It should, to the greatest extent
practicable, consist of actual discussion and review of
the proposed estimate in that body conducted under the
1eaﬁerehip of the Director of CIA. The finlshed gstimate
should be clearly established as the product of all of |
the contributing agenoies in which all share and for
whioh all take responsibllity.

| The revised arrangements should also make
apprapriate‘provision.icr-the handling of major emergency
sltuations so that there is automatic consultatlon and
gollective responsibility when quick eatimates are
required. Further, the inclusion of FBI as a permanent
member of IAC should assure that intelllgence appralsals
will be made in the light of all avallable evidence,

domestio and forelgn.

Parforman

ce Centrally of

The services of ocommon ooncern which can be
and which to a considerable extent are being performed
by CIA gan be broken down into statlic services congisting
of intelligence research, reporiing and estimating services
and operating services consisting of certain types of

intelligence colleotlion.
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A% the present time the statio services of
intelligence research and reporting are oarried out in
ORE. If ORE's duties in relation to the productlon of
national intelligence are separated out as has been
proposed, and assigned to a newly constituted Estimates
Divigion, 1%t would seem that the remalning functions
presently carried out by ORE and the personnel engaged
in them could appropriately be reconstltuted as another
and separate division of CIA,

There are a number of flelds, such as economlo
regoureces, industrial production, communication, sclencs,
technological and numerous others in which every intelll-
gence agency has some interest. At the present thers is
an extremely noticeable duplication in these and other
flelds of ecommon interest. Centrally produced reports
and estimates on such matters should result in great
goonomy of effort and improvement of product.

Such a central research division of CIA should
be staffed in part by repreeentatives of the departmental
intelligence services in order that the reports and es-
timates produced would represent the most authoritative
and coordinated opinion and be accepted as such by the

various consumer agencles.
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The planning staff for coordination of
aotivities of the Director of CIA, assisted by the IAC
should review the question as tc what subjects might
appropriately be assigned to the new research dlvision
of CIA for central research and report. In partioular,
the desirability of the continuance of publlication by
QIA& of a number of essentlally political summaries which
it now publishes should be reviewsd toc determine whether
or not such summaries might more apprepriately be prepared
in and ciroulated by the State Depariment which should be
better equipped to perform that funection.

The new Research Division of CIA, as it mf%%ﬁi;priately
be called, appraoprlately would appear to be the logleal
fanal point for the coordination and centralization of
solentific intelligence. The organization within thls
division of & golentific branch, staffed by highly
gualified personnel and empowered to draw upon the
golentific personnel of such organigzations of Government
as the Research and Development Board and the Atomie
Energy Commissién.for the purpose of dealing with the
problems in speoclalized fields, 1s a project which
ghould have the highest prilority.

Finally, it is belleved that the direotor of
the newly constituted Research Division, together with
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the direotore of the reconstituted ICAPS and of the
newly formed Estimates Divislon should be the immediate

staff of the Director of CIA,

The operating services of common concern presently
performed by CIA oconsist of the collection of overt ln-
telligenoe through the Office of Operatione (00), the
gollection of secret intelllgence through the Offlce of
Special Operations (080}, and the condust of secret
operations through the Office of Folioy Coordination{OPC).

It 18 believed that all of these services are
appropriately allocated toc CIA. Ve feel, however, that
these separate and different operating functions are eo
essentially inter-related and to a large extent, even
inter-dependent, that they ought to have a common
direotion centralligzed at some point, in the organiazation
of CIA, below the Director.

It 18 our further view that the general ad-
minietrative requirements and problems of these operatlng
offlces are of a unlque character and differ lmportantly
from the corresponding problems of the divisions of CIA
soncerned with coordination and research. Accordingly,

we feel that performance of administrative services for
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these three operating offices should be centered in

a single administrative office which, in turn, would
be responsible dirsotly to the official of CIA sharged
with direction of all three operating services.

It 1ia apparent that 1f these last ftwo recommen-—
dations are carried out, all of the operating services
would be combined in one branch or division of CIA whioh
will be self-sufficient as to administration and memi-
automonous under a single direoting head who, assumedly,
would be a deputy or aesistant director. This result,
the Committee belleves, would meet to a large extent, the
argument frequently voloed that it is essentlally unsound
to combine in a single intelligence ageney operating and
gcoordinating functions.

This is probably the most lmportant single
recommendation the Committee has to make with respect
to the operating offices of CIA. There are & number
of other polnts, however, in respect of which thelr
operations could be bettered and made more effectlve.

Thuas, for example, the 030 in ite collection of
gecret intelligence needs to have a much oloser liaison
with other intelligence agenocles, especlally those of the
military services and of the State Department which are
its chief consumers and which should be able to gulde,
more effeotively than they presently do, 1ts collecticn
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efforts.

The operating activities of CIA suffer as
well from the general lack of coordination of intelli-
gence activities,

The officlal of CIA ogharged with direction of
the three operating offices should work closely with the
Director and his immediate ataff as it would be consti-
tuted under these requirements. From them he should be
able to recelve a very high degree of poliey guildance

&8 to the objectives of his operation.

The Organigation and Direction

Fron the "ROSEDRREINGEEE e have thus Jmmpleedd ar
summarized, 1t ls apparent that the prinoipal defect
in the organization of CIA is that it does not reflect
a sufflolent understanding or appreciation of the
Agency's assigned funotions. Especlally is this true
of 1ts coordinating functions. The result has been that
CIA has tended to become just one more intelligence agenocy
producing intelligence in competition with older estab-
lished agenclies of the Government depsrtments.

There are a number of asepecte of the organi-

zation and administration of CIA yhieh are worthy of
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somment, but 1t is felt that these are best left for
the detalled disoussion which 1s contained in the
ensuing chapters. There 1s one overall point to be made
with respect to the administration of CIA. It is that
CIA is over-administered in the sense that sonsideratlions
of purely administrative efficlency have been alloved
to gulde and, on oocaslon, even control intelligence
policy to the detriment of the latter.

Obviously, since it is the taek of the
Director of CIA to see that the Agency carries out its
assigned functions, the fallure of the Agency to do
go is necessarily a refleotion of inadequacies of
direction. In conneotion with the problem of the
direction of CIA, we have carefully gonsidered whether
or not the Director cught to be a sivillan. It is our
eonclusion that the neture of the work of the agenocy 1B
auch that continuity of office in that post 1s escentlial.,
For this reason, as well as because ve deem freedom from
gorvice ties desirable, we belleve that the Director
should be a civilian. By this recommendation we do not
mean to exelude the possibility that the post may be
held by a qualified millitary man who has severed hls
esonnesction with the service by retirement.

Wwhile we recognlze that organlizatlon charts

oan never replace individual initiative and ability, it
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is our hope that CIA, reorganized along the functional
Zinaa we have indicated in this report, would be able
more effectively to oarry out the dutles assigned it by
law and thus bring our overall intelligence system
eloser to that high point of effloiency which, under
gonditions in the world today, it is imperative that

it +50%& resach.
CONCLUSION

We close this brief summary of the repori
with the same caveat with which we began it. This
summary is and can be no more than a most general

cutline of a few of the high points of the report.
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