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' gecond Frankfort Conference, May 1947)

By o 25X1

The Geptral Intelligence Group delegation greatly appreciates the invi-
tation to attend this conférenqé. Meetings of this typé promote the over-all
intelligence coordination which is a chief objective of.the National Intelli-
gence Authority.

Some members of this audience will.élmost certainly hold k#y positions in
the Central Intelligenceleroup in the future, while ofhera will deal directly
with the CIG. Thetefore, cIG is ospécially glad for a chance to explain some-.
thing of its functions and prodblems. Yburvunderstanding and sympathetic help
are assets that CIG will always value. -

The Central Intelligence Group was created in anéwer to a widespread demand
for an intelligence coordinating.mechaniam. The present’orgaﬁization is best
'understood as but one stage in a longfrange growth, far from ocomplete. Since
its creation in January 1946, the Group has experienced two radically different
forms of organization.‘and it may undefgo further alteration in connection with
the merger bill now being considered by Congress. As a result of>1egislation,
the functions of CIG may be transfetred and to some extent reviaed, but the
broad principles of operation which havé alreadyvproven successful and desirable
are expected to continue without material ;hange.

In attempting to explain the historic deficiencies which made the Central
Intelligence Group necessary, some press writers have suggested that intelli-
gence is & new idea to the American people - that we are by nature averse to
espionage. This strikes me as fictibn. It appears to overlook the very funda~-
mentals of American civilization. It overlooks the fact that the thirteen
colonies wefe settled by Englishmen, who were not by nature averse to espionage.f

It forgets that American spirtual training is based on the teachings of Moses,

who sent highly organized spies into the promised land. It forgets that the
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American peOple revere Néthan Hale. It forgets that espionage was faéhion-
able in the Civil War, all the way from Baltimore to.Lotisville.

The American intelligence shortcoming has not'been aversion to espionage;
réther. it has teen a supreme indifference to the wholevlntelligence problen,
basad on a feseling of secure isolatibn. This delusion formerly caused a
chronic failure to maintain an efficient intelligence system in peacetime.

The start of each war has caught us unprepared. and brought a last-minute effort
- to create an intelligenée system OVérnight. Initial results were invariadbly
inefficient. For example, at the start of the Civil War there was no federal
Secret Service, and the ﬁepartments of State, War and Névy‘began to hire detec-
tives separately. In this confusion and discoordination.of 1861,.A11an Pinkerton
was called from his civilian detective égency in Chicego to zrapple with the
difficulties in Washington. Under McClellan, he directed the Secret Service
‘6perations of the Army.of ihe Potom#c. and he mede reporfe directly to the |
President, the Secretary of War, the Provost Marshal General and the General-
in~Chief of the Armies, The country soon had {ts first greatropportunity to
learn that hastily improvised secret intelligence 1s'n6t a good substitute
for organized ooordination of trained intelligence services. The Secret Ser-
vice made huge mistakes iﬁ its 166? reports, invariably doubling the true sige
of the Confederate forces. This misinformation_misléd the fieldicommanders as
well as officials in Washington, so that the eampaigns-of 1862 were frustrated
by over-caution. If this 1n§elligence»failure wﬁs not the only cauee, it was
at least a ggjgg cause 0f prolonging the war, at the cost of 870,000 battle
casualties after 1862. |

© The lesson was not heeded - not by the public, nor by Congress, nor even
by the War Department. No system was established for peacetime coordination
and developﬁent of government intelligence activifies. Military Ihtelligence
was constantly neglected and its organizﬁtionvwas.not_aven continuous. Toward
the end of the 19th century, the Military Information Division was in The
Adjutant General's Office. After ths Spanish-American War, intellizence
became temporarily a function of the new;y created General Staff, but

soon pasged to the War College Division, where it remained submerged for a
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number of years. We entered World War I without an adéquate intelligence ser-
vice, and it wae not until 1918 that intelligence resumed its place as a
division of the War Department General Staff. - _

| After World War I, intelligence was starved by diminishing appropriatiqna.
Starting with $300,000 for military intelligence activities in 1921, the amounts
declined steadily, falling to less than $68,000 in 1931.

As late as November 1941, the Joiﬁt Army-Navy Board was reorganized without
intelligence representation, although G~é of the War Department General Staff
had recommended that the heads of military and naval intelligence should be in-
cluded., We‘entered World War Il with the Military Intelligence Service not
fully prepared, and in the early stages had to depend largely on oﬁr Allies.
Howsver, as in previéus wars, a momumental effort was made, asnd & highly
efficient organizatibn was developed before the fighting ended.

The'neéd for interdepartmental coordination had been recognized before
the war, and the President had aprointed General Donovan as Coordinator of
Information. However, hié office was shortly changed to the Office of Strateglc
Services, and functioned as an operating agency under the Joint Chiefs of Staff.
While it performed important operating services in some theaters, 1t was not a
coordinating agency and there was_considerable duplication between its 1ntelli;
gence activities and those of the departments. The main improvements in coordina-
tion resulted from voluntary action. ¥or example, by its own initiative‘ths War
Department coordinated all American intelligence activities related to German
secret weapons, and coordinated the planning of departmental intelligence objec~

tives in the Par East. Also, the Joint Intelligence Committee took important

 steps in coordination of intelligence policy. However, there was no single

official coordinating agency and the coordination was not complete. A clamor
arose for the establishment of such an agency, bécked by unparalleled unanimity
of public opinion that intelligence must form a keystone in the nation's first

line of defense.

Various plans were submitted by the major ihtelligénce agencies, all con-

. temvlating that the proposed central agency would require strong coordinating

authority. There was less agreement, howéver, on the question of whether the
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“central ageney should have operating functlons. For,exﬁmple.-Secretary

Stimson'expreased>the War Department view that the coordinating authority
should not 1tsélf engsage in operations since its lnevitable tendency would be
to expand its ovn operating functions #t.the expense of the other agencles.
The divergent viéws of all the responsible agencies_ware exhaustively
studied’before éhé decision was réached. TFinally, on Jamuary 22, 1946, the
President established the National Intelligence Authority by letter to the
Secretaries of State, ﬂhr and the Navy. It was &an exceptionally sound com-

promise. It gave strong coordinating powers.'gnd - while not epecifically

. mentioning intelligence operations - provided for certain common services to

be performed for the benefit of existing agencies.

The opening paragfaph of the Presidentts letter shows that the systenm
rests upon the existing authority of the Cabinet officers to whom the letter is
addressed. This paragraph reads: |

"It is my desiré. and I hereby direct, that all federal foreign intel-

ligence activities be planned, developed, and coordinated so as to assure

the most effective accomplishment of the intelligence mission related

to the Natlonal Security. I hereby designate you, together with another

person to be named by me as my personal representative, as the Nationsl

Intelligence Authority to accomplish this purpose.! _ ~ _

Obviously, the three Secretaries need a staff to handle the details of
this responsibility,'and the staff must have a director. Therefore, the Presi-.
dent's gecond paragraph created the necessary staff organization._under the
title: "The Central Intelligencé Group."_ The President provided its general
charter by enjoining the three Secretariés as follows:

#Within the limits of avallable appropriations, you shall each from -

time to time assign persons and faclilities from youwr respective depart-

ments, which persons shall collectively form a Central Intelligence

Group and shall, under the Director of Central Intelligence, assist the

National Intelligence Authority. The Director of Central Intelligence

‘shall be designated by me, shall be responsible to the National Intelli-

gence Authority, and shall sit as a non-voting member thereof."

The NIA thus has four voting members - the Secretaries of State, Wer, and .
the Navy, and the President's personal.representative - at this time his Chief
of Staff, Fleet Admiral Leahy. The Director of Central Intelligence performs a
dual function: he 1s & non-voting membe: of fhe NIA, and is algo the Director
of the staff which assists the NIA. The first Director was Rear Admiral Sidney

W. Souers, a former Deputy Director of Naval Intelligence. He was succeeded
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after six months by Lieutenant'Generai Hoyt Vandenberg, who»in turn was
recently eucceeded by Rear Admiral Roscoe H. Hillenkostter, lately'the U.S.
Neval Atteche in Paris. These changes have beeﬁ rapid, but have assured
steady infusion of new thoughts during the organizing period. Once CIG is
established on a firm legislative basis, continuity of policy will be a major
consideration. It is hoped fhﬁt Directors will-thereafter hold office for
fife years at least. _

The Natlonal Intelligence Authority has laid special stress en coordination.
Recognizing the need for dail&'actions and decisions based on their over-all
direction, the three Secretaries have charged the Director of Central Intelli-
gence aa'followsg . ‘ |

"The Director of Central Intelligence is hereby authorized and directed

%0 act for this Authority in coordinating all federel foreign intelli-

gence activities related to the national security to insure that the

over-all policies and obJectives established by this Authority are
properly implemented and executed."
The NIA has also published the following fundamentsl implementing policy:

"ﬁecommendations approved by this Authority will, where applicsable,

govern the intelligence activities of the separate departments repre-

sented herein."

Thus, a_directiye.by the National Iﬁtelligence Auihority binds each of
the three.Departments. It is in no sense an intrusion by an outside agency;
rather, it is a command of each Secretéry to his own Department.. Thﬁs, the
chain of command is cerefully and fully pbserVed.

In view of these relationships, thé Director of-centralentelligence must
understand the viewpoints of the departmental intelligeﬁce agenclies, and must
know in advance how fhey will ve affected by directives of the NIA. Therefore,
the President's letter eetablished an Intelligence Advisory Board, whose per-

_ manent members are>the.heads of the intelligence &gencies of the State, War,

and Navy.Departments, and the Army Alr Fo;ces. Also, provision is made to

invite the head of any other intelligence agency to elt as.temporary member of -
the Board on a matter_affecting his agency. Each permanent Board member has a
-dual function: i# addition to advising the Director of Central Intelligence, each
ordinarily holds the organic position of principal intelligence adviser to- the

NIA member directly over him.
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So much for the top structure. Let ue now examine the Central Intelli-
gence Group 1tself. First, where do the personnel come from? In compliance
with the President's letter, each department assignes a quota of personnel to.
the Group for tours of duty of about 2'years. These departmental personnel
hold key positions im CIG, tﬁus assuring a coalescence of departmental views
and interests. This is the fype of assignment that members of this audience
will be'likely to hold from time to time. The other source of personnel 1s
direct employment by CIG, under Civil>Service procedure and from CIG funds.
These employees constitute the preponderanpé of CIG peresnnel strength, and
pfovide the contimulty and stability. Sbme pf these eﬁployees will work up to
key positions which are now avallable only to departmental personnel.

When first organized, CIG defended upon the member depariments for bﬁdgetary
support; however, CIG now has its own budget wﬁich,-for security purposes, iq
hidden within the departmentsl budgets of the membér agencles.

With this background, we are readyfto conglder how the Central Intelligence
Groﬁp functions. In general, a separate Office of CIG has been established to
carry out each majof function aséigned by the President's letter. In keeﬁing
with the idea that an Office which coordinates should not algo operate, a clear
- separation haé been made: i.e., a CIG Office which performs coordihating func-
tions does not at the same time perform operating functions, and vice versa.

The Office which handles policy coordination is the Interdépartmental
Coordinating and Planning Staff - called-"ICAPS" for short. Its Job 1s to plan.
the over-all coordinatibn of deparimental intélligence activities and to work
out recommendations to the National Intelligence‘Authority for the eatablighment
of major policies and objectives. ICAPS ie headed by &a Chief. resﬁoneible to
ﬁhe Director of Central Intelligence. The members of ICAPS are represeﬁtatives
of the State, War, and Navy Departments, and of the Army Air Forces, deslgnated
by theﬁ bu£ under the administrative control of the Director ¢f Central Intelli-
gence. This group maintains liaison with the appropriate departments and agencies
and works with agency representatives to dévelop_the programgs for adoption by
the NIA. The resulting NIA Directives are published infrequeantly, but they are
very far-reaching sincé they announce the over-all policies by which intelli-

gence operations of all the agencies are coordinated.

SRERET
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.Operating coordinafion of colledtion aﬁd disseminntion is accomplished
through a.clearing house arranggment'which serves the intelligence requirements
of all aufhorized departments and agencies. This service 1s performed by the
Office of Collection and Diséemination. called OCD, and headed by the Assistant
Director for_Collection and Dissemination. The basic principles are simple.
Each department'determines its own requirements for intelligence information.

It attempts to satisfy each of 1tes requirements by using its own resources, except
when it is obvious that the material could be more readily furnished by an out-
slde agency. If it‘is unable to satisf& i1ts own requirement efficiently, 'it

then appéals directly to the Office of Collection and Disseminat#on. OCD maine
tains direct contact with all Washington agencies which may have intelligence
material available.in their files, or which have fieid collection facilities.

OCD mekes a continusl survey of all authqriied agencles to ascertain their needs
for intelligence material. It coordinates the requests received, eliminates
duplicﬁtion. an& assures that appropriaté file search_ig made 1o see whether the
material is already in Washington. If not, OCD then allocates a field collection
misslon to the appropriate operating agency or agencies. Thess allocations are
bﬁsed upon the clearly known primary interests and capabilities of the agencies,
and upon fesponsibilities determined by the NIA. Currently, about 250 requests
are received monthly, and the number increases steadily. Examples of agenciesv
served include the National Wér College, the FBI; the Departments of Interior,
Agriculture, and Treasury, the Joigt Research and Development Board, the Public
Heal th Service, the Library of Congress, the Ta:iff Commission, and others.

Thé colleéted material comés to the Reading Center of OCD, which has it disseminated
to the requesting agency as well as to other appropriate agencies. fhe Reading
Center reviews thg daily intake from all intelligence agencies of the Government
and assures that each iteﬁ ies avallable to every agency having a'proper need

fpr it. It processes more than 8,000 documents & month, not counting multiple
copies, and handles approximately 10,000 cableﬁ. The Reading Center is at
presént ﬁanﬁed only by CIG personnel, but plans under way will_shortly make it
possible to invite the major depaitmental agencies fo vigit the Center daily, to

select and screen material for their own departments.

se'q}ﬂ |
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Wo now come to the Office of Reports and Estimates, or ORE, which is at
the very heart of the intelligence problem. This Office is responsible for
" complete correlation and evaluation of intolligeme relating to fhe national
security. - ORE is headed by an Assistaﬁt Director; and 15 staffed with ressarch
subdivisions organized principally along geographical or regional lines. Copies
of all material received at the Reading Center go to CRE. This includes fin-
ished intelligence studies produced by the departmental intelligeﬁce agencies,-v
as well as raw informatioﬁ. ORE depends upon the agencies' finished intelli-
gence as the principal basis for CIG studies. However, ORE researchers must also
read the daily intake of raw information for two important reasons: first, ORE
must be continually expert on the world situation, and be aleft to decide when
an eétimate should be submitted to the Président on CiG initiative; second, ORE
must be continually ready to prepare any intolligence study or estimate on call
from tﬁe President or the RIA. ORE maintains close contaot with the research
divisions of the'principél departmental intelligeﬁce agencies, and depends upon
them for help in the preparation of hational intelligence estimates. In these |
ostimates ORE'attempts to achieve the maximum objectivity; from a-geutral posi-
tion, its iesearchers can evaluate and analy?e without regard to departmental
preoccupations or pressures. WNeverthsless, it is very important that the
President and the NIA shall have the full benefit of depértnehtal views. There=-
fore, all intelligence reports prepared.by ORE are reviewed by the intelligence
agencies whose hegds are'permanent members of theIntelligence Advisory Board,
ahd,substantiél dissent by any of than‘is noted in the published CIG report.

ORE prepares CIG Daily Intelligence Summaries and Weekly Summaries for the
information of the President; the NIA, and other selected high-leval offices.
In addition, it systematically produbeé intelligenée.studies based on the current
situation and objectives of the NIA;- Sdme idea of their scope may be gained
from titles selected at fandom, such as: estimates on Soviet Foreign Military
Policy, the Situation in ﬁofea, the Gresk Situation, and the Situation in |
Austria; an Estimate on Soviet Capabilities for the Development and Producﬁion -
of Certain Types of Weaponé; several special studies on Current Soviet Intentions;

a study of Chinese Minorities in Southeast Asia; a study of Revised Soviet

sz‘gizn |
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Tactics in International Affairs; and others of similar variety, ranging -
from brief special evaluations to formal estimates.

The CIG activities so far described have been staff or coordinating
functions rather than operating functions. Howevor,the President also charged
the Director with performing,.for the benefit of the departmental intelligence
ageucies, such sefvices of common concern as the NIA determines can be more
effiéiently accomplished ceﬁtrally.

For this purpose, two operating offies have been established: the
Office of Operations and the Office of Special Operations. The Office of
Special Operations has special security pfobléms, 80 I will only summarize by

saying that it performs espionage services for the benefit of the appropriate

federal intelligence apgencies. will amplify when he speaks to

you later this woelk.,

All the other operating functions of a service nature are concentrated in
the Office of Operations. I believe the most characteristic example of the
type service it renders is the monitoring of press and propaganda broadcasts
of forgign powers. The coverage is world-wide, and daily transcripts covering

varied fields of subject matter are distributed at high speed to all authorized
agencies. : : ‘ 25X1

8 A.M., are distributed to Washington addresses before sundown. Special sum-

maries, such as world reaction to the President's speech on aid for Greece and 25X%1

Turkey, are prepared and distributed as required. . ' 25X1

_\?his monitoring has frequently brought the first
informatién on important evehﬁg béhind the iron curtain, such as data on the
Yugoslav-Albanian treaty. Before leaving for Moscow, General Marshall asked CIG
to furnish a 500-word daily digest of Russian and satellite broadcasts relating

to the confsrence.
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Another service i3 the exploitation of captured Japanese documents - a
function formerly performed by the Waéhington Document Center. 1 am sory that
there is not time, this morning, to tell you more about Documents Branch acti-
vities and about still dtherAservices already under development or contemplated
for the future. However, those I have already mentioned will give you an
accurate general idea of what CIG is trying to do for the cammon benefit of the
intelligence agencies of'thé Goverment.,. v

The foregoing brief’oﬁtline.completes the sfory of CIG organization and
functions. I hope it has éuffioqﬂ to show how the establishment of the CIG
wa.s & necessary step in assuiing the security of the United States under modern
military conditions. I hope particularly that I have made olear its two prin-
cipal functions: i.e., coordination of Govermment intelligence activities, and
common service for the benefit of intelligence agencies. To perform these
functions efficiently, fhe_CIG will need cobperation and help. It is only with
advice and assistance of the departméntal intelligence agéncies, and with the
constructive help of the best intelligence officers in those services, that

CIG can eccomplish the objectives of the National Intelligence Authority.
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