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The Committes's rerort is an admirable effort to dire:t “uaz
Central Tnvellivence Asency to fundamentels and is s genuinely
congtructive effort to improve the rreduction of intelligeice on
whiich the volicy of the United States should be based. Tie observa-
tions of the Committee are, in general, accurate, and i%s objectives
aTe sound; its conclusions, however, are, in many respsg.s faultiy,
and the recommendations for their attainment are, in ma'7 cases,

impracticable,

The larger part of the Report is concerned with t»2 smount of
coordination exercised by the Central Intelligence Agenzy in regard
to the otner intelliscence activities of the Govermnment. It is
realized that an optimum coordination has not yet heern reached;
hcwerer, not only a start, but considerable progress slong the path
+f complete coordination has been atﬁained, No gaps -emain even
showh all dupliecation has not yet been abolished. (m this suhject
+f cecrdination, 1 am sure the members of the Nation:l Security Council'_
reslize the difficulties encountered; particularly, those members
1aving to do with the unification of the Armed Services. A comprarable
rrabiem has confronted the Centrel Intellisence Arency with the added

>bstacla that one additional derariment is invoived.

The Committer states (page 5): Y-w-coordination can most
2ffectively be achlevad by mitual asreement maong the various arenciea.”
‘here is no question as to the validity of th:i statement. However, to
achieve coordination in such = manner, enapromises of wording,

3, x

mrhasis, ote., have to he accepted. For example, three months were
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required to secure apreement on moat of the present NSCID's, while it
required one year to resolve the differences between the Air Force

and the Navy on ome NSCID.

The Committee'begins its discussions on coordination with the
above-mentioned declaration, but, in numerous cases thereafter,
throughout the Rerort, the element of "direction” in coordination 1as
intimated and even stressed. This element of "direction" has usually
been entirely unamcceptable to the interested agencies. Further, the
Director of Central Intelligence, per s&e, has no authority to enforce
coordination, and, indeed, the Committee {rage 41) recognizes this
when it says, “The Act does not give the Central Intellizenee Agency
independent authority to coerdinate intelligenee sctivities.” Yot
many of the Committes's recommendations hinge upon having such
authority, and meny of the alleged shortcominga are due to this laek
of authority. The rhrase, "such rrocedurs would violate the chain
of ecmmand,® was repeated over and over again in the discussions during

the drawing~up of the present NSCID's,

In view of this lack of exrlicit authority, in view of the
progress made in the relatively short time this activity has been in
oparation, and in view of the progress already made in eocordination
by mutual agreement, it is eonsidered that in not too long a period
the continued augmentation of such a rrogram will more than justify

any delaye incurred.

A second slleged shortcoming is that the Central Intelligence

Ageney is "overadministered in the sense that administrative
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cenditions have been ellowed to guide and, on oceasion, even contrel
intellteenoe roliey, to ths detriment of the latter."” The adminis-
tration of the Central Intelligence Ageney has bsen developed on

the following natiern:

(1) Budget, porsonnel, and other suppert services are
4assentisl t6 any operation, and are centralized to serve all

components of the Agency,

(2) Control procedures are restricted to k;eping withia
the budget requirements, insuring that i1legal transactions
are not permitted, avolding waste and duplicetion in expendi-
tures, and maintaining certain standards required by security,
the CGivl) Service Commission, the Buresu of the Budget, and the
General Accounting Office. No agency, repardlesc of its nature,
and most emphatically ome that handles eonfidential government

Dunda, oan nossibly avoid such eontrols.

Administration hag sdvised on policy metters and should continue
%0 o 80, particularly,in the determination of the abllity to suppori
operational proposals and in the ashlevement of grsater efficiency with
~ha meens svailable for operations., Administration has no volge in
determining the substance of operatienal direetion, guidance, and

nraduction, nor should 1t aver have,

There is g8 never~ending arpument on the merits of edministration
veraus operations. The operating people would like tc be given =

“umnp sun for their operstions and complets latitude with regard to
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numbers and grades of personnel, travel authorities, new projects,
ate. The resuits of such aetion, witheut controls, is obvious--
chacs--and, again, it simply cannot be done where govermment funds

are invelved,

The Committee further declares: ™Administratlve arrangements
which do not at first aprear to be efficient or esonomnical may be
nacessary in the Central Intelligence Agency. Personnel requirencats
for certain types of work eannot conferm to normal eivil service
standards, and the demands of security ofien impose specia) and
unusual procedurss, This situation must be understood not only by
thbse responsible for the internal orgsnization of the Central
Intellirence Ageney but also by Congress and the Burasu of the
Budget,” -we "The eentralization of all administration in one office
is undesirable since secrst operations require their own separate

administration ®

The Committee’s repart seems to indicate undue emphaais and
alarm in conneection with vomplete autonsmy for oovert components of
the Central Intelligence Agency. There has to be an unpires soma place,
and no one, directly responsible for operstions, should be his own

final authority and judse in the utilization of funds and personnel.

Security is adequately served ﬁhrough the physical segregation
of covert administrative branthes and the establishment of direct
shenne}s, both to the covert operétional officfals and to the

resronsible adnministrator who is the third senior officisl in the
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Agenoy, Covert and evert support activities are not intermingled,
but a single administrative chief over sach rhese insures adeguate
mutual support and minimizes duplication. fThe Central Intelligenos
Agenoy saved 6ver sixty positions by the new organlizational approach
and 80 far has had few complaints. From a strictl& sacurity point
of view, there will be better security than befors beeause of not

peinting up autonomous separats support functions in s single ageney.

It 1s 211 very well for a group with no responsidilities or
authority to state that both Congress and the Bureau of the Budpet
mugt understand that the Central Intelligenee Agency must be given,
in effect, a blank cheek and a free hand. In practice, the Central
Intelligence Agency must juatify its demands with some reasen and logic
and must reassure both of those bodiea that the Gentral Intelligence
Agency l1s, at least, somewhat careful with government funds and does

its best to guard sgainst waste and fraud.

Another Committee comment is: Many able persons have 1eft the
organization and few gqualified omes have been attracted to i1t. On
the higher levels, quality is uneven, and there are few persons whe

are outstandfng in intelligence work.”

The abave statement seems te be totally unwarranted, as well
23 to have no actual basis in fact. Out ofl::::kmplcyoes in the
thrae top rrades (P-6 to P8 and CAF-13 to CAF-15, both inclusive),
20 employees have left, not all of them voluntarily. The following

tabls shows this turnover,
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“or the #alendar pear 198, the turmover in the Contral
IntaXiigence Ageney for al) persomnel, for all Aanosg--death,
eiéknaas, mzternity leave, and all other vcluntary or involuntary
serars.tlons--has averaqed[::::lper month. This 1s a considerably

lower rate than for most other govermment agencies,

The charge that there are few persens Qutstanding in intelli.
genee work 1s andther general one and is difficult to sustain, It
is admittedly difficult te eataublish an absolute criterion as to

ability, but, if scholarship and experience do have scme bearing,

tha following tables will demenstrate that the Central Intellipence

Acency is not totally deveid of eapable people.
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CIA - ifications of i Personnel
As of September 1948)

Cellege 95%

No Desree 15%

T " 808

11 Degrees 30%

117 o 11%
Foreign Language

1 93%

11 688

111 or more 30%

Military Seryice 60%

Intelligence Experience

1 year 91%
IT years 6%
I1I " or more ' 61%

Related Experianes

1 year 95%
I7 yvears 889
111 ? or more

3

Residence, Foreipgn

T year LAY,

11 years 37%

IIT " or more 27%

Foreign Travel 55%
Sex

Mzle 70%

Female 302
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ORE = Qualifications of Profesgional Personnel
(As of September 19/3)

Collage 99%
No Degree 11%
I i
3
IT Degrees ?gé
111 " ]:A‘!

Woreion Language

Ii 95%
I 71%
11T or more _23%

dilitary Service 58%

-ntellipence iixperience

T vear 98%

I vears 84%

IIT " or more 70%
T "

[ year 98%

1T years 93%

IIT " or more g6%

Fesidence; Foreign

’E vear 46%
11 vears 39%
IIT ¥ or more 29%
Foreign Travel 55%
8%
ﬁale ‘ 67%
Female 33¢%
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Another error, states the Report, fs "The plaeing in key
Fosiilons of 4 large rercentage of military personnel, many of them
en relutively short 'tour of duty' assipgnment, tends to discourage
compateant civiilan personnel from looking to employment in the

Central Intelilpence Arfcnoy ws 2 cerser.®

Jaitting ths post of Directer, which is considered in another
part of the Report; there {s only cne~-out of six--Assistant Divector
whe 13 a military man. Pour-—out of aix~-Deputy Assistant Directors
are Urom the nmilitary services, but, considering the fact that the
niiiary services are both the greatest suprliers and the greatest

custemers, thia dees not appear unreagonable. The overall figure

25X1 ig nilitary perscnnel, or | of the total number of 25X1

seloyres ‘n the Central Intellirence Apency.

7he ahove Committee statement seems somewhat ineonsistent with
recosaendations in other parts of the Report vhich urge the assign-

aent of military personnel to various branches of the organization.

Budget

Cr page 33 of the Rerort is the statement: "Both Congress and
she Surean of the Budget have refrained from examining in detail the
‘nlarngl workings of the Central Intellicence Agency in order to
determine the justification for the budget." This statement is only
pzrtinlly corrset as, while Congress, so far, has not inguired into
tetsnii, *he details have baen gone over in the Buresu of the Budget

oy an o7ielal who has full security clearance, It was at the
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‘neislence of the Bureau of the Budget that a centrallzed

adainistrative staff was set up.
sseurity

The Comafitiee recomnizes the need for security, "---in tha
Centrel Intelligence Apency which has unfortunately hecome
runlicized as 8 gecret intelligence organization.” The Central
inteillizence Apency ccncurs completely in this, and the publicity
reerived has neither bsen sought nor gncouraged, but has been
actively discourared. By speéial »lea of the Diractor, various
periodieals and newspapers (Life, Tiue, Yeusweek, U. 5. News, Naew York

Haraid Tribume, smong others) have refrained from rubiishing articles.

ot

'nder the existineg conditlons of press and radio, it would be practi-

[

cally impossible to conceal completely, desirable as it undoubtedly
would he, activitiss of the Central Intellicence Agency. Ths more
Fracticable mapner, which has been adopied, is to conceal the covert
secrioss U7 a'lowing the overt asctions to serve as a "lightning rod"

and draw off nttention from the elandestine activities.

Conclge commenca ca the individuzl conclusions and recommendatione

-

o7 the Commithee Tollow:

Chapter i1, rage 27,

“{1, Section 102 of the Natiocnal Security Rct of 1947
astablishes a framework for & sound intelligence system and
nc ansndnents to this Section of the Act are desmed necessary
1% this time."

Concur,
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"(2)} The Central Intelligence Ageney 1s rroperly placed
in our govermmental structure under the National Security
Counecil."

Concur.

"(3} The Central Intelligence Acency should he empowered
and encouraged %o establish through its Director closer
“ialson with the two mombers of the National Security Council
on whom it chiefly depends, namely, the Secretaries of State
~nd Defense, ?

Concur. Although an effective liaison already exists,

clozer relations will be established.

Chepter 17T, page 3€.

"(1) The centralization of all administration in one
office is undesirable since secret operations require their
own separate administration.®

The Central Intellipence Agency is on the horms of a
dilemma in this problem. Until a few months ago, separate
sdministrations were rrovided for secret operations. Then,
the "berstadti Report recommended a decrease in the administra-
tive overhead, and the Bureau of the Budpet required that
adninistrative duplication be eliminated. So, a centralired
edministration was instituted. ®ither type of organization,
1t has baen demonstrated, will work.

"(2) The present arrangements for handlings the difficult
budgetary questions of the Central Intelligence Agancy are

soundly conceived, and the Agency has not been hampered in
carrying out its present regponsibilities by lack of funds.”

Comncur,
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"{3) To assist the Director in carrying out his statutory
duty of protecting intellipgence sources and methods he should
in cases where the disclosure of secret information is scught
from hin and he has doubt as to whather he should comrly, refer
the question to the National Security Council in order that
1t may determine whether or not disclosure is ir the yublie
interest "

Concur,

"(4) In the interest of security, the Central Intelligence
Agency should increasingly emphasize its duties as the coordinator
of intelligeneée rather than its secret intelligence activities
in order to rsverse the present unfortunate trend where it finds
itself advertised almost exclusively as a secrect service organi-
zation. 1In this way it canm help to cover ur rather than to
uncover the secret op-rations entrusted to it."

Concur.

*(5) The rlacing in key positions of a larpge percentage of
military personnel, many cof them on relatively short 'tour of
duty' assipnment, tends to discourage competent civilian
personnel from looking to emyloyment in the Central Intelligence
A~ency ag a career.n

Do not concur. Omitting the post of Director, which is
considered in another part of the Rerort, there is only one--
out of six--Assistant Mirector who i3 a military man. Four—

out of gix--Deputy Assistant Directors are from the military

services, but, considering the fact that the military services

4 e,

are both the greatest suppliers and the greatest customers, \\
this doss not aprear unreasonable. The overall figure i{::::::] 25X1
militery personnel, or f the total number of | 25X1
enrloyees in the Central Intelligence Avéncyﬂ

13
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The ahove Committee statement seems somewhat inconsistent
with recommendations in other parts of the Rerort which urge
the assienment of military personnel to various branches of

the organi_zationc

Chapter IV, page 63.

"(1) The responsibility of the Central Intelligence Agency
under the National Security Act with respect to the coordlaation
of intellipgence activities, which is one of the most important
ones assigned to the Central Intelligence Agency, has not been
fully discharged.”

Concur in the importance of coordination. Such coordination,
a3 the Committee points out, must be achieved by mutual agreement,
and; although a complete answer has not yet been made, progress
has been continuing along the desired course. Lacking explicit
authority, coordination cannot be imrosed, and, even whers sueh
authority might exist, its exercise mipht be undesirable becauge
of the tensiomsand resentments that would be set up. Coordination
by agreement should be continued and should be aceelerated by
rlacing into effect the practicable recommendations in the Report.

"(2) One of the important areas whers more active efforts
at coordination are needed is the field of scientific intelligence.®

Concur. This has been provided for with the establishment
of the Office of Scientific Intelligence,

"(3) Another important area is that of domeatic intelligence
and counterintelligence insofar as they relate to the national

securlty. To improve coordination in this area and between it
and the entire intelligence field, ve recommend that the

14
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Federal Bureau of Investigation should be made a member of
the intelligence Advisory Committee.”

Relationships in this field between the Central Intelli-
gence Agency and the Federal Bureau of Investigzation have
grown steadily in scope and in closeness during the past year.,
There is no objection whatsoever to the Federal Bureau of
Investigation becoming a part of the Intelligence Advisory
Committee, but it should be pointed out that the present
charter of the Intelligence Advisory Committee permits invi-
tation to Intelligence Advisory Committee meetings of agencies
in addition to the permanent members, when the subject matter
to be discussed is of interest to additional apencies. This
seems to be adequate. The Federal Bureau of Investigation
wa3 invited to meetings of the Intelligence Advisory Board,
but in 1946 discontinued attending these meetings. It is
thought that the Federal Bureau of Investigation would not now
care to join the Intelligence Advisory Committee as a permanent
member, but I shall be glad to invite the Federal Bureau of
Investigation to participate on a permanent basis if the
National Secufity Council aprroves this recommendation im the
Report.,

"(4) The Director of Central Intelligence should Le made
permanent chairman of the United States Communicaticas Intelligence
Board-"

Do not concur. Having memberahip on the United States

Comunications Intelligence Board, where procedures must bs

15
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adopted unanimously, scems to be sufficlent.

"{5) The Intelligence Advisory Committee is soyndly
concelved, but it should participate more actively with the
Director of Central Intelligence in the continuing coordination
of iptelligence activities.®

Concur. The Intelligence Advisory Committee is now neeting
regularcly, at more frequent intervala, both for the purposes of
coordination and for the joint preparation of estimates, oz
briefings and presentations to the Secretary of Defense, Committeas
of Congress (including the Joint Committse on Atomic Energy), and
the National 3ecurity Council. Increased use of the Intelligence
Advisory Committee for the continuing coordination of intelligence
activities will be earried out.

"(6) The Intelligence Advisory Committee should consist of
the Director of Central Intelligence and representatives of
the Departments of State, Army, Navy, and Air Foree, and the
Federal Bureau of Investigation. Other dspartments and agencies
would s1t as ad hoc members when appropriate.t

Jo not concur. There is no objection to the participation
of the Federal Bureau of Investigation as a member of the
Inteliipence idvisory Committee, but it is believed that much
benefit 1s obtaingd by the presence of representatives of the
Atomic Energy Commlssion and the Joint Intelligence Group as
permanent members. There ssems to be no valid reason for

drorring these latter two membsrs. The Atomic Inergy Comtigsion

te particularly desirous of maintaining this relationship.
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"(7) The Intsrdepartmental Coordirating and Planning Siaff
should %e rezonstituted as a ataff responsible only to the
Diractor of Central Intelligence, with the task of developing
pians Tor the coordination of intellirsnce activitieg

~

orcur. This is its present organization and its rresent
task.

"(?) The resronsidilities of the Office of Collection and
Disseninstion with respect to the coordination of coilection
requirements and requests and the dissemination of intelligence
should be ¢arried out under the new Coordination Division. This
is subfect to future determination of the extent to which
individual G Tices may conduet their own dissemination.®

Qo not concur. See recommended organization at the end

of thase comments.

Chaptor 7. rere 31.

“(1) In the Central Intelligence Agency there hes been
confusion between the resronsibility of producing coordinated
national intelligence eatimates and resvonsibility for
miscellaneous research and rerorting activities.”

This is a broad statement thzt needs quaiification. Both
types of activitles may havs been performed, but there has been
5o confusion Letween them, and both were found o be nacessary.
It is betleved that what the Committee describes as "eenfusion®
haa resu.ted from the Central intelligence Agency's recognition
of its threefold resyponsibilities as the rroducer of national
inteilipgence cstimatea, as the intellisence faecility of the

g

flational Security Council, :nd as tha ageney responsible for

Fad

rerforalng services of common conzeran. The Committes has Failed
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to recesnize the gap thal axlats between the Central Intsllicence
Adoency's sxriicit respenainilities, ae met forth in NSCID #3,
znd the Jentral Intellirencze Agensy's implicit responsibilities
28 the iutelilrence ferility of the National Security Counecil.
Yoreever, NSCID #3 is zo rleid with respect to the Central
Intellirsnes Agency' s preoduction responsibilities and so flexible
with resgect to those of the departmentsl i1anlelligence agencies
that its usefuiness as a workins document is seriously lmprired.
The Comzittez'y comclusion 13 made on the basis of a dangercusily
-
i1imitad vieu of ths Centra’ Intelllsence Agency's resronsibilities

for iniztligonce nroductins Such responsibilities should be

consideved not solsly in terms of the prodvetion of "goordinated

nabtiona’ 1intellirence eatirab and "inteliirence in flelds of
sommon tntevy2st” but sls30 im terms of the Central Intelligence

[ ]
Agency £ roie £s the intelligence fueility of the President,

the Nzblomal Jecurity Council, and such agencies as may be

dagignaved br then.
e Genteal Intzlligerce Agency’s intelligence produciion

repsronsibilistes shonld Include the following, and BSCID #1

and FuCID #5 shouwlad b2 modified zzccrdingly to include & revised

and muee appropriate definitlen of rational intelligence:

{i, Te produce intellizence rscuired to reduce

o nominimum Sheo silenent of surprise in foreign situations
3

il develorments which affect Uaited States national

soceurity .

18
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(2} To ﬁraduce aoordiﬁsﬁeﬁ intelligenes estimstes
if required for ﬁatiénal planninr. pelier, aad'opefaiional
“decisionsé | ,‘
}3) To nreduce intelligence reguired to suppert .
:.ﬁhééefggeﬁcies iesignatéd by_fhe‘ﬂaticnal Sscurity. {.
'Councii ts receivs it. o
v(@)_‘fo pfoduéa intelligsnce in fields:nf quﬁon
'"ﬁnié:eét ﬁq the Centrai Intellicence Ageﬁcv nnd the
ﬁeﬁartméntal intelligence agenciés, includinv,ecénomie
éx-l‘d' sc;iexlﬁi.fic inselligence, |
;(5) To rroducs in%ellig@nCe ?equlraﬁ ior Cenffél
Intelligeﬁés Agency estimates not ormid to ggg;'

dopartmental rearcnaibilities,

(It should be noted thet pavagraph (2) above is the only category
of intelligence whish conforms to tie Gefiniilon 6f vational
intelligence in NSCID £3.)

. "{(2) The proviaions of the National Security Aet for

- the productior of national intelligance estioates, as inter-
preted by the Nesionel Secuelty Couneil Intelligence Directives,
are sound but have not been effectively carriod out.”

Concur in the assertion that the rrovisions of the National

J.Secnrity Aet for the rroduaiion of neiienal intellimence estimates
are sound, but, af'ter almost a year's exverience, helieve that
WSCID #1 and NSCID #3 should be revised for tne yansons olted

immediately above and for the following ~cags s:

rmd
w3

TOP SECRET
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(1} The directives do not provide for adsquate
trastmant of the mettor of vpriority within the departmental
intelligence agencies with respect to their support of the
Cantra) Intellizence Agency. Consequently, the Central
Intellisence Ageney is unmabis to make optimm use of
dapartaental Intelligence and cannot cdepend upon timely
departmental action in meeting Central Intelligence Agency
commitments and daadlines.

(2) The dirzctives do not adequately allccate
zreduetion resronsidilities and do net definas intelligence
fields of comman soncerr.

*{3) There should be created in the Central Intelligonce
Ageney a small Estimates Division whieh would draw upen and
review the speelsiized intelligence product of the departmental
agenuies in order %o propsre coordinzted national intellizsnce
astimntes.”

The Rerert is vegue concerning the details of the propesed
reorganization, and, therefors, orinion is divided on the
naeeszalty oxr desirebility of a1 drastie internal reorganization
now., dowever. If the Committee's recommendation means that the
Catlmatea Divislon i3 to be large enough io yrrovide its owm
relatively high level research suproré, the recommendstior isg
workable and ni7ht result in simplifisation of the rreceass of
rreducing estimates. The problem 55 a greater dupliestion of

o9

affor’, than now exlats, immecdiztaly arises. It is believed,
herelore, ith:=%t this reccommandation iz premature end should bs

consicered only after ¢ revig’on of ¥30ID A1 and NSCID #3.
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#{4) Under the leadership of the Director of Central
Intellifgenca, these estimates should be submitted for discussion
and oprroval by the reconstituted Intelligence Advisory Committee
whog2 members should assume collective raesponsibility for them.”

®(5) Provision should be made in these arrangements for the
handling of crisis situations when coordinated estimates are
rsquired without delay." ‘

"(6)} Coordinated intelligence estimatea produced in this
way must, in order to be effective, be recognized as the most
authoritative estimates available to the policy makersg.?

Thegs three recommendations have been eonsidered together
as partes of the same prroblem. The Central Intelligence Agency
cannot 2pree with the view that members of the Intelligence
Advisory Comntttee should agsume collective resronsibility for
Centyal Intellisence igency cstimates. It is considered that the
main question 18 what gort of estimates should emerge from the
natinnal intelligence structure. Those who developed the original
coneopt of a eentral Intellirence group had eclearly in mind the
ever-rrasent factor of departnerts) blas as well as the short-
comings of joint inteliicence, which often produces estimates
30 watered down in the proeess of reaching agreement as to be
valualess. The Central Intelligence Agency estimates can be free
from such faults only if they are rroduced with full cognizance
of departmental vlews tuti without subservience to departmental
prejudices. Intelligence Advigory Committee review of the
Central Intsllizence fgency drafts should undertake to eliminate
wlnor or aprareant differences but not %o gloss over divergences
of inTormed opinion. The resuliant ssiimate must be essentlally

21
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that of the Gentral Intelligence Agency and not that of the
Intelligence Advisory Committee collectively. Any statements

of dissent should be limited to substantial and walledefined
issues, vs the directives now provide. Moreover, these

directives should be further modified to restriet dissent to

the field of responsibility of the dissenting agency. (For
examrle, the Offige of Naval Intelligence has an ipterest in
relitical matters but is net respongible for estimates in that
field, and the Central Intelligence Agency should not be required
to publish a dlassent by the Office of Naval Intelligence on purely
politieal matters if the State Department conocurs in the Central
Intelligence Ageney position.) The logle of this contention is
sinply that, just ae a dissenting member of the Intelligence
Advisory Committee cannot be expected to share in the respanaibility
for a Central Intelligence Agency estimate in which he dissents,
80, br extension, the Central Intelligence Agency has sole
responsibility for its estimates, even when Intelligence

Advisory Committee concurrence is complete, and dees not share
this responaibility collectively with the members of the
Intelligence Advisory Committee. Concurrence should fortify the
estimate; it should not create an artificial resronsibility.

The Report does net reflect a clear understanding of this vital
aspect of the coerdination theory. To the Committee, "national”
intelligence 1s merely "coordinated™ intelligence, and coordinated
intelligence is joint intelligence, at the mercy of departmental

biaSQ
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Although the Report favors the method of preparing drafts
in an ad hoc committes, experience shows that this precedure
is time-consuming and inefficient. The Central Intelligence Agenecy
believes that coordination procedures will be effective only if
its own estimates personnel produce the inttial draft as a basis
for discussion with a permanent, full-time, substantively
competent Intelligence Advisory Committee sub-committee, prier
to the submittal of the estimates to the Dirsctor for Intelligence

Advisory Committee action.

There must be effective means for handling crisis situations.
In the past, an informal procedure, which worked, was in effect.
This procedure is now in process of being Tormalized by agreed,

written understanding.

The Central Intelligence Agency's estimatesmust garn their
distinotion as the most authoritative intelligence availabls
to the rolicy mekera. It 1s, however, recommended that the
National Security Council enjoin the policy makers to give
the Central Intelligence Agency such guidance in matters
pertaining to national poliey that Centrsl Intelligence Agencey

suprert will be more directly responsive to their needs.

Chapter VI, page S1

(1) In additicn to the Estimates Division recommended in
the previaus Chapter, there should be created out of the present
Office of Rerorts and Estimates a Research and Rerorts Division
to accomplish central research in, and coordinated production of,

23
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intelligence in fields of common interest. The staff of this
Division should include sufficient representation from the
State Department and the Services to insure that their naeds
are adequately met."

The Reror% 1s vague coneerning the dntatls of the rroposed
reorganization, and, therefore, opinion is divided on the
necassity or desirability of a drastie internai reorganization
now. However, 1f the Committee's recommendation means thst the
Estimates Division 1s to be large enough to provide its own
relatively high level reséarch suprort, the recommendation is
workable and might result in simplification of the process of
rroducing estimates, The problem of a greater duplicatibn of
effort, than now exists, immmedlately arises. It is believed,

therefore, that this recommendation is premature and should be

considered only after a revision of NSCID #1 and NSCID #3.

Similarly, the proposed Researeh and Reports Division,
including a basic economic research unit as well as the present
Map Branch and such other facilities as might be determined to
beleng there, could profitably operate apart from the
Estimates Division. It must be pointed out, however, that
these recommendations are made within the framework of the
entire Report. It would be highly inadvisable to separate the
pregsent O0ffice of Reports and Estimates functions without
making sure that corresronding changes will be brought about
in the functions and facilities of the departmental intelligence

egencles, particularly in their relationships to the Central
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Intellicence Ageney. It should be recoghized that decentra-
lization of intelligehce production responsibilities, as
recommended in the Reﬁort, necagsarily involves substantial
problems of coordination, flow, routing, and priorities of
access to scurce materials, and raises the potential danger
¢f an even preater duplication of effort than now exists.
This prorosal will be further discussed in the recommended
organization at the end of these comments.

"(2) The Coordination Division (recondituted Interdepart-
mental Coordinating and Planning Staff) should be given the
responaibility for studying the actual scope of the Research
and Reports Diviseion and for recommending those services of
common eoneern which should be performed centrally.®

Coneur. It is believed that the reconstituted Interdepart~
mental Ceerdinating and Planning Staff should determine what
Tevisian of NSCID #3 is needed, in eclleboration with the
Intelligence Advisory Committee Standing Committee and repre~
sentatives of the Offica of Reperts and Estimates.

"(3) The propriety of the preparation by the Central
Intelligence Agency of essentially rolitical summaries should
be reviewed, taking 'nto consideration the need for such
summaries, the existence of a number of duplicating summaries
and the particular capabilities of the individual departments
to prepare them."

The Central In*telligence Agency does not concur in this
recomnendation or its implications. In referring to the Central

Intelligence Agency current intelligence publications as

"essentlally political summaries," the Report properly indicates

25
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that those publieatione are based to a considerable degree on
State Depariment materials. However, a major cause for this
preponderance of State Department materials is that *rmy, Navy,
and Alr Force did not until recently, as State doesy make all
their highest level intelligence and operational materials
available to the Central Intelligence Agency. A strong Natienal
Seourity Councll direstive is required to remedy this situstion,
Coneorning the problem of duplication, the Central Intelligence
Agency believes that such duplication is more apparent tham
real. Each of the departmental apencies produces periodic‘
summaries which are deasigned for a specific audience, and no

one of those publieations could meet the needs of the other

audiences. (Even the State Department swmmaries are specialized;

they are diplomatie summaries for readers with an intimate knowl-

edge of diplomatie operations.) The Central Intelligence Agency
current intelligenece publications are the only ones designed
primarily for the President and the National Security Council,
It is belisved that only the Central Intellipence *gsncy has the
rerspective and the fresdom fiom bias necessary for proper

performance of this delfioate and signifiecant function.

The President and the membere of the National Security
Council have repeatedly expressed their apyroval of the Central
Intelligence Agency Dally and Weekly Summaries, Although the
Report makes no specific recommendetion concerning the Central

Intelligence Agency monthly "Review of the World Situstion,”

Approved For Release 2002/11/14 : CIA-RDP86B00269R001100090001-9

26




Approved For Release 2002/11/14 : CIA-RDP86B00269R001100090001-9

the publication has been well received insofar as the Central

Intellipgence Agency has been able to ascertain,

"(4) The various reports, studies and summaries which are
not national intelligence or recognized services of common
concern should be discontinued,®

Conour,

Chapter Vi1, pase 104.

"(1) The Office of Operations consista of three distinctive
aotivities, which represent useful and recognized functions in
their own field but have no particular relation to eaech other,?

STAT

STAT
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STAT
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Concur. This is being done. It is not unprofitable to
think of the Office of 3peclal Opgrations career in terms of
other professions, such as the law. In law, three years of
formal study constitutes merely a mental conditioning and the
aequiring of a rationale preparatory to its practice. The
career itself has developed into innumerable fields of speciali-
zation, However, it is within the power of legal experts to
Judge the competence of members of the profession since it has
established standarde. An examination of the pleintiff's and
defendant's briefs against the judge's opinion and legal
rrecedence permits an evaluation of rrofessional ability which
will at least find a substantial body of concurrence within
the profession., The Office of Special Operations is only
beginning to establish standards or a relative sense of values
in ite own profession which enables competence to be recognized
universally within the intelligence profession. The Office of
Speclal Operations training is developing in a sound manner since
it 1s formalizing a program of instruction based on case histories
and field experience. This course of study is being continually
refined by the criticisms of incoming field persomnel who have
eained new techniques 2nd shcountered special. conditions which
require revisions in the tralning program.

"(5) The cover rolicies of the Office of Srecial Operations
in the field should be generally reviewed and tightened. Con-

25X1

k) .
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and cloger liamison in this field should be established with
the Federal Bureau of Investigation,"

Concur. This 1s being done. This eontinued implementation
will naturally result in a higher quality of counteresrionage
activity which will in turn directly influence the Central

Intellinsence Agency relationship with the Federal Buresu of

25X1

"(7) Relations with departmental acencies should be brought
cleser, and the puidance which the Office of Special Operations
receives from intelligence consumers should be strengthened,
This might be achieved by including representatives of the
Service aprencles and the State Department in the Information
Contro} Section of the Office of Special Operations.”

Concur, It must be noted that this will increase the
number of military personnel employed in the Central Intelligence
Amency. l

"(8) The Pirestor should assure himself that the Office
of Speeial Operations 1s receiving adequate information on the
current and strategic intelligence needs of the Govermment,

This might be achieved by establishing closer relatioms with
the Secretarias of State and Defense,"

Concur,
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"(9) The Office of Special Operations should exercise
a greater measure of control over the digsemination of its own
material, ¥

Do not concur. This would again produce duplication which
has already been so sharrly criticizad. Save for operational
matters, normal dissemination, subject to securlty safe-guards,
sheuid be employed.

"(10) The Nuclear Energy Group should be moved from the
Office of Speeial Operations to the proposed Research and
Reports Division where it should be a part of the general
gcientifie work,"

Concur. The Nuclear Fnergy Group has already been moved
to the Office of Scientific Intelligence.,

"(11) The Office of Special Operations should have access
to communications intelligence to the full extent required for
guidance in directing its operations and for more effective
conduct of counter-esrionage."

Concur. This is being done. In this connection, the
Committee's comment on page 126 appears & trifle gratuitous:
"Although, as pointed out elsewhere in this report (See Chapter
IV), we have not gone into this field, there appears to be some
question whether the Office of Special Operations now has
adequate and prompt access to this material." The Office of

Special Operations is receiving all information that is availeble

in this field.
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Chapter IX, page 134.

"(1) The clese relationship between covert intelligence
and covert operations and the fact that the latter is related
to intellicence affecting the national security justifies the
rlaeing of the Office of Policy Coordination within the
Central Intelligence Agency.”

"(2) The Office of Poliocy Coordination should be integrated
with the other covert Office of the Central Intelligence Avency,
namely, the Office of Special Operations, and with the Contact
Branch of the Office of Operations, and these three operations
should be under sinple over-all direction (Operations Division)
within the Central Intelligence Apency." 25X1

In this connection, the Office of Policy Coordination and
the Office of Special Operations were formerly integrated and
combined into one office during the period when NSC 4~A was in
effect, NSC 10/2 states explicitly thet the Office of Polioy
Coordination shall be autonomous in the Central Intelligence
Agency. To carry out the second recommendation above, NSC 10/2

will have to be revised,

Chapter X, page 138,

"l) The directing staff of the Central Intelligence Agency
has not demonstrated an adequate understanding of the mandate
of the organization or the ability to discharpe that mandate
effectively."

39
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Do not concur. Had the Centrai Intellirence Agency been
congtituted in a vaouum, where relatiocns with other established
arencies need not have been taken into acecount, progress in
coordination, organization, and rroduction mirht have been much
more rapid. However, the relationships and impacts between not
only the other inte.iigesnce agencles, but also the administrative
asencies of the Government---the Bureav of the Budget, the Ceneral
Accounting Office, the Civil Service Commission, etc.~-had to be
adjusted and had to be lived with. Dismissing the theoreticali
wonditions which one might have liked to enjoy, and considering
the res.istlec conditions wipich have confronted the Cential Intel-
~igence Agency, it is believed that much rrogress along scund
iines has been made  And. what is more gratifying, this tendency
is increasing in both scope and in the right direction.

"{2) Adminlstrative organization and policies tend to
impede the carrying cut of the essential intellirence functions
of" the Central Inteliigence Agency under the Act.

Do not eoncur. The development of our organirzation and
functions has bzen bagsed on a policy of centralirzation of specific
réspansibiliﬁlea in single offices and the coordinated work of
the uvffices as a teaw, each concentrating in its owm field and
locking to the others for support from other fieids. Only in this
manney ¢an we avoid the confusion, dupliecation of effort,
inafficiency, and aajor frictions which always attend a situation
wherein every component itries to be self-sufficient and attempts

te do the same thinps, at the same time, In the same sphere,
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and in constant competition. Our organizetional policy has

resuited in the centralized groupings shown below:

{1) Research, ovaluation, and production, and
coordination in these fields:
Office of Reports and Estimates (except science)
Office of Scientific Intelligence
{2) Collection and liaison control, dissemination,
liaison service, and information service, and coordination
in these fleids:
Office of Collection and Dissemination
(3) Overt field collection:
Office of Operations
{4) Covert field collection and counterespionage:

Office of Specigrl Operations

S
A
——"

Covert field operatiocns:

Office of Policy Coordination.

(The last two functions which had been integrated into one
covert office were separated as a result of a directive issued
by the National Security Council.)

"(3) Continuity of service is essential for the successful
carrying out of the duties of Director of Central Intelligence.”
Concur. This principle is obvious; and a lack of the

assurarce of continuity works a hardship on both the personnsl

P
AV Y

the Central Intelligence fLzency snd the gquality of work

rerformed. Changes of Directors with the following changes of
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organization tend tc¢ make the Central Intelligence arency
employee feel uncertain and insecure in his Job with con-
sequent harm to the quality and quantity of his output. This
was particuriariy noticeable last Falil Just before election when
literally dozens of rumors were extant in dashington that one of
the Committee members was to become Director of Central Intelli-~
Fence as sgsoon as the eiection was over,

"(4) As the test hope for continuity of service and the
greatest assurance of independence of action a civilian should
be Lirector of Central Intelligence. If = Service man is
gselected for the post he should resien from active military
duty "

This is a question that has arisen time and time again,
Perhaps the best discussion cf this rroblem is that stated in
the rerort of the “berstadt Committee which is quoted, as

follows:

"A moot question is whether the Director should be a
civilian or a professional military mar. The argument
in favor of a service man ig that he will commsnd more
confidence from the armed services who talk his language
and wili respect his rosition and security. With a mili-
tary man, the present pay scale will not rrove a deterrent.

The job could be developed into one of the top staff

assirmments available to members of the three gervices.

"Against this, it is said thet the position requires

a broader backeround and greater vergatility and diplomatie
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experience than is usually found in service personnecl;

that the best qualified and most competent officers

would not sccept the position if to do so meant permanent
retirement and an end of the road to important command or
aperational responéibility. If a military man is assigned
te the positiun as a tour of Quty, he will, it is said;
inevitably be influenced to some degree, in the execution
of his duties, by his rank and status as compared with that
of other offizers with whom he deals. He may also be

influenced by concern for his next billet.

"The principal argument against a civilian is the
difficulty of getting a good one. It will be difficult
to atiract a man of force, réputation, integrity, and
proven administrative ability who has an adequate knowledge
of foreign history and politics and is familiar with intelli-
gence technique and the workihg machinery of the Government
and the militsry esteblishment. Not only is the pay low in
compsrision to industry snd the professions, but the reward
of success is anonymity. The wisdom of patting an individual
whe lacks intelligence experience in charge simply because
he is & competent administrator is dubious. A eivilien
would have the advantage of being free from taint of service
ambitions or rivalries. On the other hand a civilian nay
be acre subject to political pressure than a military man,

In certain foreimn countries this has occurred. In any
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event a civilian would have to be a man of commanding
reputation and personality in order to secure the
respect and cooveration of the services. Cli‘s
relations with the Staite Department would undoubtedly
benefit from the presence of a civilian director. known
and respected by the Secretary of State and his

asgistants,

"The intrinsic interest of the work, its potential
influence on policy, and recopnition of public service
to be performed might combine to persuade a ccmpetent
civilian to accept the position. If so, his appointment
would sesm desirable. A change in the statute that would

digqualify a military man is not, however, recomnended.

"Moreover 1t wouid not be wise, at this time at least,
to amend the statute to include a mandatory requirement that
a militery man, aprointed as Director, must retire from
the sarvice. 4 competent officer could be rerauaded to
retire from his service and abandon his career to becone
Director of CIA only if he feit some assurance of a
redsonable tenure of office. That no such assurance exists
today arpears from the fact that three different Directors
have been appointed since January of 1946. A provision
requiring the retirement from service. of any commissicned

officer appeinted Director might aprrorriately be included
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In the statute--1if couried with the provision for
adequate retirsment pay in case he is removed as

irector.®

Chapter XI, page 149

“(1) The Service intelligence agencies have manifested
an increased interest in intelligence and zn attitude conducive
to accomplishing its effective coordination.™

Concur.,

"(2) In order to meet adequately their vital responsibilities
and maintain their proper position in the departmental struecture,
the Service intellirence agencies should be staffed with yualified
persennel who concentrate in intelligence over the ma jor portion
of their careers.*

Concur.

"(3) In accordance with a program of coordination initiated
and guildsd by the Central Intelligence Agency, the Service
intelligence agencies should confine themselves principaelly te
those fields of inteiligence in which they have the rrimary
interest "

Concur.

®(4) A more active program of coordinzstion br the Central
intelligence Agency would regult in a higher decree of centra-
lization and coordination of intelligence production in fields
where the Services have a common {nterest."

Concur .

"(5) There should be effective coordination hetween the
work of the Joint Intellieence Committee in the field of mili-
tery estimates and that cf the Central Intelligence Apency and
intelligence Advisory Commitice in the field of rnational
cstimates. "

Approved For Release 2002/11/14 : CIA-RDP86B00269R001100090001-9




Approved For Release 2002/11/14 : CIA-RDP86B00269R001100090001-9

Conecur

Chapter XII, pame 16J.

"(1) The State Uepartment, to which the National Security
Council has assigned dominant interest in the cojlection and
rroduceion of political, cultural and sociological intellipencs,
should oquip itseif more adequately to meet the legitimate
requirements of the Central Intelligence Agency and of other
Government intelligence agencies for such intelligence."

Concur.

"(2) The specialized intellipence staff in the State
Department, the Regearch and Inteiligence Staf{, does not now
have sufficient current knowledge of depsrtmental operations
and pelicies  to furnish, on behalf of the Department, the
bagic estimates which may be required by the Central Intelli-
zence Agency and the Service intelligence agencies.

No comment.

"{3) The liaison between the State Department and the
Central Inteliisence Agency should be closger and put on a
continuing, effective basis.”

Concur. Authorization should be granted the Office of
Reports and Estimates of the Central Intelliigence Agency to
naintain effective liaison with political and operational levels
in the State Department in addition to the liaison presently
authorized with the Office of Intelligence Research. It is
rarticuiarly imporvant that the Office of Reports and %“stimates
have effective working relations with the State Department's
Poliey Planning 3taff in order to cocrdinate intelligence

rroduction requiremsnts. The Office of Rerorts and Estimates!
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intellirence production plans should be in phase with the

peiley planning of the State Department.

"(4) Toc meet the foregoing requirements, consideration
should be given by the Department to designating a high officer
of the Department, who has full access to operational and
prolicy matters, to act as intelligence officer. This officer,
with a small staff, shouid process requests for departmental
intelligence received “rom the Central Intelligence Agency and
other agencies and see that legitimate requests are met through
the preparation of the requisite intelligence reports or
estimntes by the appropriate departmental officers. He should
nlso act as continuing intelligence liaison officer with the
Central Intelligence Agency and the Service intellicence agencies."”

Concur, depending upon the position of the person selected.
Unless the individual is situated at a high policy level within

the State Department, his designation would be meaningless, if

not detrimental.

47
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tentral Intellirence ireney Organization

Attached hereto are charts showing: (%nclosure A) the present
organiration and funetions of the Central Intelligrence Arency;
(Fnclosure B) an orranization recommended by the Committees; and
(Enclosure C) an organization recommended by the Central Intellipence
Agency. This latter recommended organization incorrorates those

recommendations of the Committee which are believed to be practicable

The chanpes in the functiong of the various bodies are discussed
belovw in connection with the orcanization (%¥nclosure C) recommanded

by the Central Intelligence Agency:

Intellirence Advisory Committee -~ The Intelligence Advisory Committee
is increased by the addition of a
representative of the Federal Bureau
of Investigation as a mamber.

interderartmental Coordinating -~ The Interdepartmental Coordinating

and Planning Staff
and Planning Staff is not placed in
a Coordination Division becsuse that
seeits merely to rlacze unrelated
elements into one body.

Office of Collection and ~ The Office of Collection and

Dissemination
Disgemination is retsined as a
collecting, disseminating, linison,
and reference branch as at present

constituted,
| 48
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The Comaittee proposes, in essence, that the reference fuastions
of the Office of Collection and Dissemination be divorced from the
liaison functions, that the reference functions be transferred te
the Dffice of Rerorts and "stimates, and that the liaison functionms
be administered by the Interdepartmental Coordinating and Flanning
Staff. The stated reason for this rroposal is that the reference
and liaison functions have 1little interrelation, that the former
are closely related to the research function of the Office of Rerorts
and Estimates, and that the latter are closely related to the ccordin-
ating function of the Interderartmental Coordinating and Planning
3taff. The best rerly to this seeningly logical prropesal is that
the Apency has already tried it out in practice and found it ugsatis-
factory. It had taken the Agency many months of hard work, trisl, and
error %o learn that the seemingly different functions of raference
and 'iaiscn are, in fact, so closely related that they are better

rerformed by a single administrative unit than by separate ones.

It would be exact to state that the techniques of the Office of
Collection and Dissemination are many and various, involving the use
of much unigue machine equipment, but it is only on paper that the
funciions arrear unrelated, In truth, they all serve ; single and
common end: to get and store intelligence informstion and make it

available to those who need it.

In 1947 the Apency was organized with the Reference Center,
cmbracing library and registers, in the Office of Rerorts and

“stimates; and with liaison assigned tc the separate Office of
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Collection and I'issemination. This was similar, in prineipis,

with what the Committee now rroposes. The only difference is that
the Reference Center (under the Committee's proposal) would now be
installed in one of the two Divisions into which the Office of
Reyorts and Zstimates would be srlit, and the liaison function would
be assigned to & renamed Interdepartmental Coordinnting and Planning

Staff.

The separation of liaison and reference functions did not work
out well in practice. The administrative void between the two worked
to the detriment of both. If an analyst in the Office of Reports and
Estimates calied for a document knownto be in the State Department's
library, it was clearly the job of the inter-library loan people in
the Central Intellirence Ageney's library to get it for him; but, if
1% turned out that the document was subject to stringent sscurity
restrictions, then it became the job of a liaison officer to make
arrangements, with aprrovriate officials of the State Department,
for tre document to be released. The two jobs were one and the same,
but they required different approaches and different techniques.,

As the library and liazison people were under different administra-
ticns, they failed to develop intimate knowledge of each other's
daily rroblems and of the techniques and channels being developed to

deal with them. Delays wsre many, and tempers were exacerbated,

The Reference Center, under the Office of Reports and Fstimates,
found itself without adequate administrative urnderstanding and support.

The main business of the Office of Reports and Estimates was to deal
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with eritical probiems of & substantive nature, and the speci:ligts
Fravarine an importent estimate against a tipght deadline naturally
took precedence over library and register reople vhose yrobleas could
be rut off until the morrow. The needs of the analysts had rriority,
and there wss a tendency to postrone action cn the more humdrum needs
of the Reference Center. It seems inescapable that the same situation
would devslop assin if the library and registers were to be reassigned
to ‘he Dffice of Parorts and “stimates, or to a Research and Reyorts
Division created out of the OFfice of Reports and fistimates. In
additivn, there ig now an Office of Scientific Intelligence which
Teguires library and register services no less than the Office 5?
Rerorte ond “stimstes, and it would be unwise to nmake it derendent

on ito sigtkr Office for these services. I believe that the Central
Zntelligeﬁée Azency Library and the registers should serve all of

the Centrai In‘ellipence Agency, and that they can best do so if
administered centrally, separately and apart from any one_of the

consumer offices or divisions.

Uffice ol Raports and Estimstes — An "Estimates" Group, 2s recommended
by the Committe= is formed at the
highest level im the OFfice of
Rerorts and Fatimstes. By rlacing
this sroup so, instead of making it
a separste office, duplication is
avoided by not requiring a spaeial

staff and research rroup to suprort

5%
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Office of Operations

Office of Special Projects

a new office. It is believed the
result desired by the Committee,
i.e., an ultimate control and
coordination of estimates can be
obtained in this way without
requiring additional, separate

surporting personnel.

This office is left intact az in
the present organization because
its task is the over: collucting )
of information, as distinguished
from the covert methods used by

the Mffice of Special Operations and

the Office of Policy Coordination.

This is a new office comprising the
present Office of Special Operations
and the Office of Poliey Coordination
and combines all covert operations
into one office as recommended by the
Committee., It differs from the
Committee organization in that the
administrative services are performed
centrally, which conforms to the
Bureau cf the Budget's ideas regarding

the avoidance of duplication. This

52
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organizration is similar to that
#hieh functioned before the
adoption of NSC 10/2, and for it

to be rlaced in effect now will

require the amendment of NSC 10/2.
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