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Repors by -ﬂ'u Coxmiesion on :
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(foluﬁo 1) -GhtEes
I11. TEANNORE AXD COCEDINATION TEEOUGHOUT THE BATIONAL SKCURITY
. ORGAFZHTIOI SHOULD BE IH?BOVBD '

{4) | ih-t 'vtgoroﬁl offorts {o made to improve the internal
struoture of tho 6&”&1 In‘ol.iuonn Qeuq and the quality of ﬂn &
produst, upochlli in the ﬁom.‘ot scientific and medical i_n_ﬁbllt-
gence; that thers be established within tpe agenoy at the top echelon
an evaluation board or section composed of coupqtont and oxpcdoncd
personnel who would have no administrative romoﬁdﬁllttiu apd vhose
duties would be oonfined solely to intelligence evaluation; and that
poloittn efforts be made to foster relations of mutual confidence

betwesn the Mtnl Intelligence Agency and the several departments

and agenocies that it serves; ‘
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(Volume I)-Sewsten
FIEDINGS AND ODNCLUSJONS

THE NATIONAL SECURITY OEGARIZATION AFFORDS A MBANS
FOR INTXORATED PLANNING AND PRRFCRMANCE

_ 7. Bslsble Intelligence is s Viial Heed -

The second requisite $o sound security measures 1: complets and
dependable intelligence. The Aot properly placed the Central Intelli-
gence Agency® direotly under the Hational Security Counoil. - Obviously,
the ocorrectness of the Oounoil's cosclusions will be directly related
to the quality of the information et its disposal. 1If the intentions 4
of forelgn naticns aFe inoorreotly reported or their military strength
and potentials are eitber wnderestimated or sxsggerated, this will
affect the Counoil’s decisions snd recommendations to he President
and, in turn, the size and cost of the armed forces. To reach valid
conclusions, the Netional Seourity Counoll needs, above all, full
and aogcurate hunl‘onu. davelcped to mest the neodu of national
policy rather sm in support of the views ot & particular uruco
‘or department. So that the Counoil might receive composite, balanced,
and evaluated intelligence, the Act provided that the Central Intelll-
gence Agenocy should draw on-‘u availadle sources and thns avoid in=-

complete or "slanted* views.

'ﬁa- Yol. II, Chapter 11, Central Intelligence Agemoy
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Beb_'ort by the Commission on ' .
THE NATIONAL SEOURITY ORGANIZATION NS[P=7

(Volume I)«diimtima
LIEDINGS AND CONCGLUSIONS

THE KATIONAL SFOURITY OROANIZATION AFFORDS A MEANS
FOR ISTEGRATED PLANNIRG AND PERFORMANCE

Intelligence is the first line of defense in the atomic age, Recog-

uition of ite preeninent role in defense planning was given in the
" Kational Security Aot by oreation of the Geatral Intelligence Agenoy di-

rectly under the National Security Council to coordinate intelligencs
activities of the Government and to sollest, correlate, and evaluate
intelligence. The relationships of this agency to soms of the other
intelligence ageaciss of Oovernaent--notadly to 0-3. of the Arwy, iho
Federal Bureau of Investigation, the Atamic Energy Oouqhuon.' and the
scan'nnparnont have been and still are unsatisfactory. But aves more
f{aportant, the Coamittes uvconv!.ncod that to0 many disparate intelligence
estimates have bdeen made by the indlividual departaental intelligence
services; shat these separate estimates have often be§£ subjeotive and
biased, that the capabilities of potential enemies have frequently besn
interpreted as their Intdtionn. and that a more comprehensive oono'o--
tion system, detter coordination and more mature and experienced
evaluation are imperative, |

The Central Intelligense Agency is sound in principle, but im-
provoient is ne@ded in practice. It 1s not now properly organised.

A serious deficisncy 1s the lack of an adequate top-level evaluation




~ board or section, whose duties are confined solely to the evaluation

of intelligence, vith no responsidilities for general poliey or
adninistrative matters. | ' |
Go-squal Lmprovemest ia G-3, Y3I. ONI, State Department and other '
‘Governzent intelligence urvi.cob 1-.-;1'» essential, Adove 211, a
mpirit of teamyork mush govern 1nt§ra¢uq ‘intelligence relationships.
| The Oentral Intelligence Agency daiorvon na must have a greater
degree of icoeptm. snd support fx}'oi 91&-1150 futelligence services
thap!tt has had in the past.

The Committes 18 odnosrned by ti;e somsvhat haphasard method employed
by the services in the seleotion of officers for important intelligence
poot;o. G~2 in the AThy has had seven ohiefs in seven years, some of
lbni with no prior utou"igenco experisnce whatsoever.

The Commiftee believes that intelligence careers within the
services must be encoursged, either by the utabuahaenlt of &
separsse '1nt‘on£¢ohco eoi'pn or by other means.’ A prime prodlem

within the Central Intelligence Agency itaslf 1s the recruitment of
qualified personnel. In She last -Mlﬂ.l good intelligence depends
oa &00d personnel. . ' g

The Commistes is particularly concerned over the N¥ation's
iudoqmin in the fields of scientific and medieal intelligence.
Yhere are difficulties peculiar to this situation which the Com-
nittes has not overlooked. Yes the vu.ﬂ importance of relisble

and upeto-date scientific and medicel information is such as to *

* The Committee has besn informed thas the Armed Services Personnel
Board has undertaken a study of wvays and means to improve quali-
fiostions of intelligence officers and to provide attractive
aareers for officer speclalists in this field,




call for far cfoatcr efforts than eppear to have been devoted .
" to this essentinl need in the past. ' A )
Suggestions were made to the Committee that the primary

B rupouxbuity,fo'r the generation of scientific nnd‘udicn-'
intelligence should lie with the Hessarch and Development Board,
This conclusion was Based upon the history of frustration of the
one solentist (uh'o has now resigned oharged vlfh these duties
in the Oentral Intelligence Agenoy.’ An intelligemoe service,
which must put a premium upon anonymity, is unattiractive to a
sclentist whose professional reputation is 0 dependent upon
open contacts with other scientists and wpon pudlic uprou'ton
of bis own solemdific views. Othér elements of the Eational Mili-
tary Estadlishment engage in specialized intelligence aouvitlu‘--
the FRavy collecting naval data, the Air Force data peculiarly
important to air power, the Arpy data adout landv srnies--and,

' therofore, it would bs logical to equip the Ruux"oh‘ and Develop-
ment Board with i%s own service, the fruite of vhich cculd be
garnored and utilized by the Central “Intelligence _&gcﬁy as 1a
the oase of all the other ;cmctos. This suggestion has con-
siderable attractiveness, and perhape in the future, if the
scientific intelligence activities of the Central Intelligence’
Agency 40 not materislly improve, it may have to de adopted.

But it bas tvo major disadvantages. The Research and Development
Board, unlike the services, is 20t an operating agency; intelligence

"The Committes has been advised that 2 replacement has been made.
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collection would put it into the operating field. Moreover, the
establishaent of still another intelligence astivity would render
sore diffioult the taek of the Central Intelligence Agency's
authortt.i--vhinh needs strengthening ntﬁor Shan weskening.

~ Mooordingly, rather tha'n reconmending this course, the Comnittee
felt that the Central Intslligence Agency and the Research and
Development Board should ia cooperation deoide on the fora and
placenent of scientific and medical intelligence and, adove, all
should proceed dnoi;qticall_y to obtain a staff with compstent

" and experienced personasl. This task, in the Coamittee's julg-
ment, .is an urgent one, demanding high prierity in onoru..
rolomomin; and attention. ) | _

In reaching its conolusions, the Comaittee and its starf had

the benefit of consultation with a group, sppointed Oy tho Presi-
dent, who sre making an omtnﬁtion' of the Central Intelligence

Agency under the supervision of the x'unou_i Security Council.




Rapart By tho Comission on
THE NATIOMAL, SEGURLTY QROANIZATIOR M/P7

(Volume II).
~ CHAPTKR IX
THE CENTRAL INTELLIGENCE AGENCY

Xetional and Service Tntellizence

I. RISTORICAL BACKGROUND

'l'he first effort t.onrd & centrol Q.nbén‘.gence system was

tako;» Ain4 July i9h1. ﬁﬁan the .Ofrice of coorg!inntdr of Information

| (nomti.n_:aﬁ' .mhd/t&I) was established by Executive Order and

‘ aut,l-bri;ed to cﬁnedi, analyse, and make available to the

. aﬁn'oprl.ata officials all information relating to nn\;ionnl..
security, TM@I inoluded propaganda functionse The organisation
was large and unwieldy, In Juno of 1942, the propaganda aspects
of OCI's rasponsibilities refn trensferred to the Office of War
Information (oWI)e The Otgiu of Sf.rat\egio Services (03S) was
eatn:bliuhed during the same month to dontinua the funotion of

‘ ev;al.nabing' and correlating intelliprence information, It was also
to be the agency responsible for secret intelligence and the
aonduct of guerrilla warfare, ‘

035 ocx;einued to perform those functi?m throughout the war,
Qo:m‘:idorablo thought was given in the summey of 19}45.140 .tho way
in which the central evalustion and oollection of intelligence
could bast be aocompliahed in peacetims, Papers on the sudbject

. were prepared for oonoidnmt.ion. by the Joint ¢h:leta of Staff,
the _Sooretariaa of War and Navy and other officials ooncerneds
In Soptember 1945, by Executive Ordor the research and analysis
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funotions of 0SS wore transfrred to the sw.e'nepmmnt. From
this transfer hea rosulted the prosent Office of Imtslligence
and Research in the stabg Department which now reports to an .
. Assistant &emtw of State. Simultaneously with 'tho transfer
of redearch and analysis to the State Department, the Strateglo
Services Untt (SSU) of tho War Department was ostablished to
liquidate the rather auﬁatanti&l quantities of oporationsl material
socumulated by 0SS during, the war. SSU was also charged with
carrying on, on & more ox.' loss caretaker basis, the sacret
B intelligence functions formerly performed by 055, Ir othor words,
the two most important units in 0SS were split between two
dopartmonta, o
By Executive Order dated Jamary 22, 1946, the National Tne
telligence Authority, consisting of the Secratarios of State, War,
and Navy, was established by the President, Undof the Nationadl
Intelligonéo Authority was constituted an organisation
:ﬁnm as the Central Intalligama Group (CID) under the direction
of & Diractor c;r Central Intelligence, Tho CX wus charged with -
correlation and evaluation of intclligence, the cmrdlnnt;on ol
departmantal intolligence activities, and the performance of .
intolligence services of common concorn, _ ,
‘Tho Naticnal Sooﬁrity Act of 1947 abolished the National
' Intollizenoe Authority and transferr-d the functions of the Central
_ Intelll. o000 Omup to the present Centrel Intomgenoe Agency
(generally refarred to as CIA),

-2
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_ The new & om0y was uuporimpoaod as & top-leval national
aecurity organha’d.on, .-abon the older-astablished service
.1nt3111 vence azencies. Those older aervlces, Ow2 of tha .lm,
Office of Maval Intsl igenca, A=2 of the Air Forcs, and the .
- Federal Bureau of Imntigatlon (FBI) (with counterespionage
f\motlons), all hed long histories behind thems CIA with great pownr,
A | gmat authorlt.y, and great hopos was, in point of time, a_w
' zighaa In addition to its work with these agenctes, CIA had to
eatablish close working relationships with a new and ambitious
State Department intclligence branch. ‘Its mri, therefore, ocut
_ squaroly across and through t.he National Militery Establishment
" (though 1t was not, :l.tsalf, a part of that o-t.a‘blial'mnt) end
oxtondnd boyond the m!.u‘un'y eababuslmont to other departments

of sovernment, CIA was given a mission new to our histor; and

obviously occupios a position of peculiar di:ficulwa

IT. OROANIATION OF CENTRAL INTFLLIOENCE A'ENCY

The National Security Act of 1947 (Secs 102 (a)(1)(2)(3){L)(5))
provides in substance that "for the purposo of coordinoting the

intellinence aot.ivj.t.iaa of the savaral Goverment dopax*hnent.s and

agéncies in the intercst of nationa‘l security" the Central
Intoliigence Agenay, "und_or the direction of the National Security
Council® shalls ' -
' %(1) ges advise the Maticnal Security Counoll in metters
concerning euch inteliipence activities of the

Government departments and agencies as relate to
national sscurityj
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"(2) «ee make recomnendations to the Nationsl Security Counoil
_ for the coordination of such intelligencs activities
of the departments and egencies of the Government as
‘ relate to the national security; ‘
| “(3) ecocorrelato and evaluate intelligonoe relating to the
‘ national security, and provide for the appropriate die-
semination of such intelligence within the Covermment
using whore appropriate exiating aganoios and facilities eee
(L) " eoeperforn, for the benefit of tha exiating intellipence
. arenoles, such sdditional services of common concern as
the National Security Council datarmines can be more
efficlently eccomplished centrallys .
*(5) ,eeperform such other functions and duties related to
intelligence affecting the national security as the
National Seourity Council may from time to time directs®
The statuto furthor provides (Sec; 102 (a) ana (b)), that the
‘Director of Central fntelligence shall be appointed by the .
Fresident, by and with the consent of the Senate, from among
commLasioned officors of the arwed services or from among individuals -
inoivilisn life. His tomure _io indofinite, Hla annual compens:tion
.i.a 31!3'.000. If a cominaicnéd officer, he ia ‘exprously removed
.from the chainof command of any of the throe sorvices ¥in the
porfomnea of hi.a duties as Dlreotor.“ Ha tenure of office .mn
not affect his service rank or atatus. The differende between his
sorvloa pay and 314,000 1s made up,
At present there is one Deputy IMrector, Tha Deputy Director
aots for, and in the absence of, the Director. Ho %s ihe pr'iudpal
"14nk betwesn the Director and the operational and edntniatrative
funotions of the Agenoy, |
CIA is divided into five major offices, each headed by an

* Assistant Director, In addition there is a division concerned with

4‘- .

.
i
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'adni:zt_-t.rnuon and housekoeping, and a division chargad with tho

e;ltomﬁnt of soourity.
The five major ofﬁoea aro tho 0ffioe of Reports and Eut;inatqu

' (ORE), the Office of Collection and Dissemination (0OD), and three
other orncoa oharged with the oolleotion of information by
mm.torlng torei.gn broadcaats, exemining foraign documents,
colleoting 1nfomti.on by chndnatine manl, oonducting counter-
espionage abroad, and other worke

| The Office of Collsction and Dissemination porforns services
not only for ﬁﬁ but. for a number of other Government agencies ag
well, It mainstains,through the use of machine records, contrsl

~ indoxes indicating tho substance and showing the location of

" information rolating %o forelgn personalities, scientists, etce
and greophio material such as photographs of foreign intelligence
value and foreign industriel information, OCD also includes a

" sowcalled iaison branch which endeavors to insure £Mt routine
reoiprocal channels between CIA and other azenoles (State, ﬂomroé, .
Agriculture, the Armed Services, etc,) are maintained so that
information secured by these other agencles is available to CIA
and that reports prepared by CIA are prop;rly distrituted, OCD
also trios o ;sliuﬂ.nato duplication in the fleld o; eollection by
saeings (1) tfmt a request for information by a CIA divisfon is
routed to the appropriate collscting agency (State, 0-2, the
clandestine service, oto,); (2) that collection mchinery is wot

" put into opsration at all if the information required is zlready
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available (this is accomplished by referonce to the machine
records)s and (3) that two or moro roqueste ‘are not mads by
different individusls, branches, or agénoies for colleotion of the
sams information. It disseminates CIA'a reportn to other
quernmnt. agenciese ) '

The pﬂ.noiplo funotion of the Office of Research and Estimates
15 the evaluantilon .of intelligence and the preparation o{‘ 1nte1ngomc
estimgtes; For this purpose ORE is divided into six regional
bra.nohaa mpresonung geographical areass These branches are
chu'god with tho sxamination of "pay? information concerning their
respoctiw ar_.as which comes in the form of thousands of cables
and reporta from State Department missions abrodd, from military
" and naval attaches, from olandestine sources, stc. Estimates made
by reglonal branches form the basis of renorts from CIA to the
National Seourity Ca;xncd.l or other "oustoinera". " In addition to
the regional branches ther: are four groups conoernod with
econonics, sclonce, tmnaportation, end internati.onal orgnnimt.ionoo
Those groups act as expert consultants to_tho resional _branohaa in.
the praparation of their nstimates, Tho Assistant Director in
charge of ORE 1is assisted by a planning, reviewing, and editorial
ataff, - |

ORL also porforma a service of common concern to many
Government departments through the medium of a Map Branch where

" central indexas of foreign maps are kept and faoiltties for map
_meking are availuble,
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'm. arm INTELLIOENCE ACENCIES

CIA is the spex of a pyz'anddnl intelligence atmoturo. Other
Uovermont intelidgence aganoiea, ui.thout which no intellizence
servico ocould ba complot.e, are numerous and importants This study

| 19 primarily concerned with cla since the Committee's work schadule
'did not permit detalled exanination of the structuras of the
separate service dopartments, The State Depertment and the
Federael Bureau of Imati‘gation and other Govnrnmht.al, departments
with intelligonce activities lie beyond the scope of the work of the
Counittes, Neverthelese, it would be misleading and ineccurate
to focus attention solely upon CIA without meamingful reference
to the.othn; intelligenos agsncies,

The sorvice agencies are three==the Army (.1-2, the Office of
Naval Intelliprence, and A2 ofvtho Air Foroe, The Fedoral Burean
.. of Investigation is charged with counterespionage in th1§ Country,

_ although the Army's Counter Intellipence Corps carries out investige-
tione within army rankss The Mavy end the Air Force also }nvompto
their own personnel, ocalling in the FBI from time to time, The
.stat.e Dapartunﬁ mainteins its own lntelligence branch.' "Bach of
thasa urvicen maintain siseable organizations ror tho collection
of intelligence (through militery, neval, and air attaches and by

" . other meana), for_ 1ts classification, and for its evalwation u_u!.
nnnlyniq. Each maintains cortain expert advisers and _apbcialiato,

" each soms researchers, Each must cooperate with and dovetail into

" the others each must support and maintain CIA 1f there is to be
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effeative intélngonoe. Neither t.hese agencies nor CIA can operate
with success independ-ntl.yj they are 111 interdependent,

IV, RELATTONSHIP WI'TH OTHER AQENCIKS

.Contaot betweon the Nntional Seourity Council and CIA ia
~ma1ntained through the Director of CIA who attends Council meetingss
Threa Joint caml.tteea contribute to the rolationuhip batwaen
CIA and other Government agonoieos
(a) By Notional Security Council directive there sxists
an orgaﬁiaattonkmm as IAG (Intelligence Advisory Committee)
qunhiting of the principal intelligence officers of State, '
Army, Navy, Air Force, tho Joint Staff, and the Atomic Enprgy
Comnigssions - The Director of CIA acts as oﬁumn, although
CIA tachnioally is mot a member of the comnitteey In the
past it hes doalt largely with procedural matters, although
on oocasions it has mot to ocnsider matters of substantive
1nt;cni.gonoc.; The Intelliganct; Advisory Committee was probably
originally establishad by the National Security Council as a |
forwm to deal with problems artsing in the course of CIA's
diucharge of ita uhntutory duty "of coordinating the mt.oniganu
" mctivities of the seversl Government departments avses®
‘(b) Within CIA is a group known as ICAPS {Interdepartmontal
coozfdinnting and Planning Staff) which oconsists of a number of
individuals assigned to CIA by tho State Departmont and the
militery services Its activities to date hove higel;r |

8-
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consisted of handling papors of procsdural concern to

Intelligonos Advisory Comrdttee esencles, The chairman of

-ICAPS is the official CIA reprrsentative at meotings of‘ the '

National Security Counocil Qtnff. A ropresentative of ClA's

Office of Rescsroh and Eatimtas attends meetings of the:

Counoll's staff when inéiﬁd.?and‘ 1- thus developing an

informal mrldng rel.&ttonuhi‘p betwean CIA and the Council's .

staff, ‘ |

~_{o) A tiird Commttes is tho sowcslled "Standing
Committee™ which consists of ropresentatives of Stste and
'the military services on the "Colonel" level who are not

assigned to CIA tut are charged within thelr respective
sgencies with cogni.ancas of CIA matters. -

" The Dirocior of CIA has no direct, formal contaot with the .
Joint Chiefs of Staffs The Joint Intelligenco Commdttes of the
Joint Chiefs of Staff does rnot include him in its membership
although tho lower-echelon Joint Intelligence Group of the Joint
Steff inoludes a CIA reprosentatives Representetives of both the
Joint Staff and of CIA participate in Int-1ligence Advisory Cou-
nd.tteé mertings, which does provids a certain contaocte=though a
teruous one=-betweon the Joint Chiefs of Staff and ClAs

Working relations ‘with outslde azencies are maintained through
" the 1iaison sectiohs of the Office of Collection and Diasemination
of CIA, These maintain channels for routine reciprocal interchange

of information necded by CIA or other Government agenocles and for
‘the distridution of raports, #dorking relationships aleo are being

-
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‘bullt up with warylng degrees of success botween the regional branches
of the Office of Reports and Estimites and their oppouite numbers in
State, G=2, atc. _
“Another type of rolationship is the ad hog com-dttee, of which
a mumbor have been constituteds An cxample is the comultteo formed
" under the chiairmanship of a representative of ORF, to allocate 'aﬁongat_
Government .agenoles responsibility for ooﬁxpinng sppropriata ssctions
of basic reglonal studies (political sections to State, sections on
road communications to Army, etc,) and to detorminq the priorities
. to be accorded to studies of various areass
A woridng ralation-hip exiats beﬁween,FBI and CIA; As CIA
' 1n'aerm:;.ateu .foreicnora who are in the United Stﬁtaa and who are
- patential sources of information about developmonts abroad and g'u
tho FBI ia concerned with the Security aspects of foreigners within
the Unlited Statea, the Jurisdiotions of the two arencies overlap,
:Iligison 1s accomplished by rapreaentativan of CIA and FBI, deeignatod
‘for the purpose, Idaison is also mintaimd by intorohange of rapcrts
.betmn the eountorespionage oﬂ‘iciala of CIA and appropriate row -
preeontativas of FBI.
The FBI formerly investigated all proapoctive CIA employves ror
‘sacurity, but dus to the pressure of these and other commitments,
:FBI has felt obliged to dimcontimie thie aervicq.;: Tho. FBY, however,
"cooperatnd with CIA, on the lattor': requeat, in specisl socurity

Achooqu
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Ve PERSONNEL

{a) Qe ____g,,

Them has bren soms nevmpapor and mo!mrncial and unofficial
‘ cr:!.tictsm of the parsonnel of CIA. Durinr the course of a much %too
rap.d expansion of the organization which took place under a previous
Director, mistakes in porsonnel procurement were rmades Thero is
evidenco, howaver, of improvemsnt in the recruiting of mon and‘woun
with appropriate education, exp-rience, and paraonality, clthough
additional improvement is needed, . Many of the individuals on the
"desk" or staff level appear to be intclligence, enthusiastic, and
compotent. Timo, experience, and tralning are neceasary, probably
roquiring years, to build np e fully cong:ef.ent. ataff fér all offices |
ond eohslons of CIA, This can only be @ccovmliahod ao & matter of
internal adwuinlatrative dévolopment with contimiity of competent
1eadorship,

(b) Size of Operating Staff

A number of the garvices that CIA psyforms aé & matter of common
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ooncern to other arencies of the Oovqﬁmint require substantial
_ptaffs, Those include the staffs nacessary tot (1) maintain a

} :;a:erenoe 1ibrary and central _indexee of all :Lnt.ol_l?. genoed mtaﬂalﬂ

(2) perform certain assentisl 1liaison '.hmct-ionnj (3) opofate five

.mdio mniporinn atations in tﬁiﬁ Country and ahmad' and madintain

"the nditorial staff necessery to monitor an avera;g of twe million

‘words a dry broadeaset by foreign radie: ~a§at5.onp, and to distribtute- -

daily dipests of information taken from tﬁoso broadcaste; (L) malntain

" 8 centrol map service foral Uovernment agencies, and (5) exanine

quant.itit.oa of foraign doouments measured in t.om, ‘rho number of

. individuals emnloyed in the conduct of CIA's olandestine activities -

i3 probably not excessive when the peculiar ssrvicens requi.red for

such opsrations are ccngidered, A considereble staff will inevitably

~ be necessary to enable CIA to-perform its svaluating function,

Although there is duplication in t.l'm economic and political research

dons hy Var.lpua Govermment departments and agencics _including c‘n',

the wﬁl munbay of persons employed by the Gwornm,en; for rescarch

purposes eannot, in sll probability, ‘be very aubntnnﬂul.‘.ly reduceds

(o) Administrative and Security Personnel . | |
The size of the Security Division of CIA 1s probebly reasonnbles
The prasent size of the Administrative Diviaion seems axcessive,

particularly in light of requirements for an administrative steff in

"onch of tho offices in some of which security requires a larpe deprees

of indopendence. On the other hand, an organisation as large as CIA .

requiras a substential amount of Muhkeeping, telaphone sorvice,

.
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_matntenance of ﬁersormal records, otas The problem is compliccted
by the fact that, acoﬁmda;tiono t.é houge CIA oant.raliy are pot
nvauebie and oould only b.e» conumcted at a substantial cost and
a 'lith coﬁsidér&ble publiclty;' A cortain amount of decentraliszation
| E,oi‘ CIA nay be desirable for seqm'lty ressons. CIA s spread
' - amongst twenty-two/b“umint;s, including mmhouues,all of which
must bc mn:lnbained and serviced separz tol_v. loreover, CIa
naint.ainu 8 lnrge mmber of field stations of one sort or amtror
in various perts of the United States and a“road which are supplied
by the Administrative Divisions Reduotion of the administretive
overhead 1is possible and desirables Thero is some evidence of
interforence by admm:l.utratlve runctionaries in matters of pr!.nnrily
_operational concerne A cortain amount of guch interferance is
‘ inevitable dus to the fact that a Diroctor will tend to entrust the
| anforcement of budgetary controls to his imediate administrative
'repressntatives; Too mach in_tgrférené'n of this sort is undesirable,
but this is an adminigtrative p;'obicn that must be aolved_in‘témally_.
VI, EVALUATION

Intended as the mejor scurce of .coordinated and evaluated
intelligence, on w:ich broad national policy could be soundly based,
the Centrel 3Inté111gonde Arancy has as yut fallen siort of the

_objactives While it has nadis progresis in organising and equipping
: itnl.f,. %8 product, however valid, does not presently enjoy the full
_confidence of the Netlonal Security Organisation or of the other

~13=
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agencies it serves and has not yet--vwith oorfain encouraging
exceptions-~played an uiportnnt Tole in the determinations of the

_ National Sesurity Counsil.

CIA raises some 4iffiouls problems which, for reasons of
securisy, are ﬁot nq.to. discuss. The Committse feels that CIA
is ﬁroporl.y located under the Jational Security Councili that its
organisation needs oonbinuing carerul attention snd that better

' working relationships with otber agencies must be established. In
this respeot it suffers froa - familiar fault, roc\u"rony throughout

~the whole Fational s«mﬂty Organiszetion. Its msin problem, as is
lixevise trus of most of the other agencies, is ous of personnel.
The Committes emphasises a truism, thas good intelligencs depends
vpon.good persomnel, CIA lilt have imaginative and vigorous
-ﬁ.porvhlon. The Comaittees is certain that the director of the CIA

_ must have gontiauity of Senure and should be sslected primarily on
the basis of compedence, but that, other things being equal, 1t
would be prcﬂr\auo that he de a olvilian, .

The Committes was particularly oonﬁmoﬁ over the Nation's
insdequacies in the fiol.d of sofentific, {ncluding medical ‘
intelligence. The vital importance of reliable and up-to-date
soientifio information is ‘waoh ms %0 cAll for far greater efforts -

' than sppear to have besn devoted to this need in the past. Soleatists
in general have expressed oons&dorat‘slo distress at the pnucuy._of
information available and the relationship between science apnd cu'

doi- not sesn to be of the best.

=14~
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The tnidltgﬁot agenocies of the services, the 3tate Department,
and the FBI must do their proper share, and the whols mast pull in
harness if our intelligence services are to be adequate to the

. difficult requirements of the atonic age. The very problens that
‘ han‘bous cn ‘have tmbiod. to more or less degres, the _t_murl
iigolllgégéo g‘gon‘nijo's.' 0f all thess problems, one looms largeste
personnel. !ht skilled and oxporhncodﬂ personnel of wartiae bave in
-oot_ onses severed their connections with the urvicu} selection
and roplacount; of new bor»ngol have b«nA sxtrenely haphaiard. In
one of th‘ service's intelligence w’nonﬁt headquarters, Washington,
no nuud nuuloi is nov permanently employsd. In Germany, the
_ conduct of the Army's Counter Intelligence Corps, a himy uportnt
part of intelligence iv;rk. became notorious, yet inherently this was
" not the fauld of $he Corps; the persomnel assigned to it had no
qualifications or training for the work end was oftea of inadequate
caliber, The Army's remedy for this lﬁution was not to improve
personnel seleotion and training, but to order all CIG personnel to
wear uniforams, live in barnci:f. and repprt for regular Army meals.
Under s&h a regimen they wvers expacted to keep in contaoct with the
looal p&pnl.auon and to ostch spies! . ' '

Choies intelligence derths in the ssrvices have too often been
assigned io officers not partioularly wanted by other aras or‘br’a.nohoo.
The capable, experienced, and thoroughly devoted persomel who bave

.npoohnnd.. in intelligence have too often seen their organisations

18-
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and their systems ruined vy superior officers with no experience,
1ittle capacity, and mo imaginstion. In the Comaittes’s opinion,
j it 1 uény. importent thet en Lﬁtolltgonq'e corps——or at least an
intelligence garcer«-be provided by the uﬁioes and that adequate
~ seleption and training systems de insugurated, | '

The |'orvzccllmst also try to rid their 1#“111;0:«:0 oatingteo
of subjective blas, Partly because of their satural service imterests,
partly decause of inter-service budgetary competition, omr oﬁumns
of potential enemy -trengthi vary wvidely, dspending wpon the service
thut mekes them. The Army will stress ihe potential enemy's ground
divisions, the lﬂnvy his submarines, the Alr Yorce his planes, axﬂ

| each estimate differs somevhat from the others. In one q:ioczne
1niianco. an estimste of the Joind Intelligence. coniuu.of- the
Joint Staff of the Joins Chiefs of Staff conteined so many
inconsistencies vithin a single paper that it vas constdeﬁ'od value-
less for plamning purposes. 'Out of this mass of jumbled material,
and harassed often by the open and covert opposition of the ‘dlder
sgencies, CIA has tried to make sense. 7That it has not alvays
succeeded has not deen entirely the fault of cn.'

Intelligence can best flourish in the shade of silence, But if
it 1@ not subjected .to sorutiny 1% could easily stagnete, Another

. examination, two or thres: yeara from now, of our intelligence system
" should be undertaken, either by a Congressional watchdog committes,
or prefersbly by a comnittae akin to the Dulles group (desoribed

below). The basio ‘fruwork for a sound intelligence organization: '
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now exists; yet the material so far prodused is Uy no means adi'qn‘u
" to our ut;éml satety in this sge of "oold var® and the atomic
bomd, That framework mt.bo fleshed ﬁut by proper personnel and
‘sound administrative measures. Intelligence is the £irst 1ine of
defonse. . ‘
. ‘ A detailed study of she ormtuupn and activities of the
4ntelligence divisions of the govarnment, including CIA; e being
nade by & aommistes consisting of Nr. Allen Dulles,
. Mr. William H. Jackson, and Mr, lathuo‘ corrcs; ‘who are itlﬁtid by
a staff of four dh"ocud by Mr. Robert Blum, of the Otfiée of thﬁ
' Segretary of Defense. The Committes was appointed by the Prnidoﬁt
on the resomuendation of the Natfonsl Seourity Council. It will make
‘1te veport 'vttﬁ speoific reconsendations by January 1, 1949, All
pfoblons here considered vill also de revieved by th.o_bbulln Commitiee.
malifications of Director . -
| & moot question 1s vhether the Director should be a civilian or
a professional ailitsry man. ‘The argument in favor of a service msn
‘is tha$ he will coamand aors oconfidence foom the armed ssrvices who
talk his language and will respect his position and security. With a
pilitary man, the preasat pay scale will not prove a deterreat. The
Job could be devslopesd into one of. the -to'p 'otat;r assignsents available
| to members of the three services. _
bgainst this, it is said that the position Tequires a broader

background and greater versatility and diplomatic experience than 1s
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ususlly found in service personnel; that the best qmufiod and
most competent officers would not accept the position if to do
s0 mennt permanent retirenent and an end of the road to important
command or operational responsidility. If a military man is .
 assigned to the position as & tour of duty, ho will, it is wmatd, '
i.ﬁvﬂably Ye innuncéd .to some degres, in the oxoontio:_\ of his
duties, by his rask and status as compared with that of other
officers wish vhom he deals. He msy slso be influsnced by concern
" for his next billet. ’ | _ )

.'rho principal argument against a civilian is the diffioculty of
gotting a good one, It will be difficult %0 atiract o nan of force,
repusation, integrity, and proven 'ahiaiﬁra\ivo bility who has an
adequate knowledge of for‘un nisSory and politics and is familisr
with intelligenoce sochnlqﬁo and the working machinery of the *
Goverament and the milidsary establishment, Not only is the pay iov
in comparieon $0 industry and the professions, but the rewerd of
succews is anonymisy. The wiedom of putting an individual who lacks
intelligence experience in charge sizply because he 1s a competent
administrator is dudbious. A civilian would have the aﬂvutqgo of
belng free from taint of service ambitions or rivalries. On the
other hand & civilian may be more sshjeot %o political pressure then
a m;lilm.ﬁn. In certain foreign countries this has ocourred. |
In any event & olvilian would have $o be a man of commanding
reputation amd personality in order to secure t.he. respect amd
cooperation of the serviges, CIA'a relations vitﬁ the State

Departuent would mdoubtedly benefit from the presence of a olvilian

-18-
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'. dirsctor, knowa and rupocﬁd by the Jecretary of State apd his
assistante, | ' )
" the intrinsic intersst of the work, its potential influsnce oa
policy, and reoontuoi_ of public service to be performed might -
"comblue $o ﬁormﬂdo Y ébnpetoht civilian to accept the poeition,
" If s0, his sppointment vould’ seem desirable, A chenge ia She statute
thad wuid disqualify u.-'iutary man 1s not, however, recommended.

. Korsover 1% would not be viss, at this Sime at least, to amend
the notud $0 include a ﬁdatoq requirenent that a ailltary man,
'appot'ntod as Dirsctor, must retire from the service. A competent.
offfcer could be persuaded ‘to retire from his service and abandon
hii aaresr to decome -Mrntor'ot O;A only 4f he felt SOmS assurance
of a reasonable tenure of office, %That me suoh assurance existe t_oday
appears from the faot that three different Directors have bdemn
appointed since January of 1946, h,pro'yhtdn i'oqurtnc the retirenent
from service of any commissioned officer appointed Director might
appropriately be inoluded in the ltptﬁto—-&t coupled v&fh provision
for adequate retirement pay in oase he is removed as Dh:octor.
uggatlon _

(1)  QIA'e keoation uoder the BEO

" CIA sust necessarily Ue centrally located both as a
"coordinator® and as n."cvnlutor". It must work -with‘ service
intelligence agsncies and with agencioes outside the National Military
Fetablishment. It must accomplish the allocation of rnpouﬁility

for collection snd ressarch among Government agencies and fulfill
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"its rnponlhnity for oentral evaluation ‘of intelligence froé
_from departmental prejuiise, control or bims, whether real or imsgined.
It sust exercise suthority through direotives Lfssusd centrally and |
nust at the same $ime maintain smooth and oonstent working rahuo‘n-

sh!.x.u with the other departments and ua'vlcin.

I8 has been suggested that OIA should report directly %o the
Presidens, Oné alleged advantage of mch an arrangesent 1s that
"CIA's authority as a .ooordinator would thus bs cnhhz;ooa. as its '
directives could de issusd as executive orders. Another is thas
CIA would then report to an individusl rather than e comaittes.

_Apart from the question of burdening the President vith
_additionsl persomal responsibilisy, it is doudsful vhether, ana
practical matter, he has the t-ﬁe $o pay much attention to 1%,
Internal sdministration will alvays remain the paﬂoui responsibility
" of the Director of OIA vho can de held accomtadle by the Hational
Seourity Council, at the 1n:§ance of any one of 1ts members, as
offectively as by the President. It is ul.i.kbly thgt the Director's
effeotiveness either as a "goordinator” or an "evalustor® would
be increased by pntﬁpg him on a White House level. KEis estimates
would, in all .pro"bal'suuy. receive neither more nor less attention
from the dspartaents if they emanated from the exo'cnuvo office of
the President or sn Appnduc tﬁoroto. The exercise of CIA's
ooordina_uon function %o a}.locate responsibilities must, initially
" at leass, be performed on e sore of less nototl;tod basis. Xfforss

to 1mpose dirsctives concerning the internal workings of a department
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upon officials of the ).ovol of the Snrotnry of State or uoerotuv
of Defense are not likely to meet vnh sucoess,
:;ugguuons_ have also Deen aade that CIA should be iln‘ the
State epartaent or in the Nadional Nilitery Bstablishuent. But
“X&'. funotions and intereste transcend both the nnum n\abnm-
.menf. and tho State Departrent. 'rhe Aray hu suggested that the
. ¥ntlional Socurity Act be nonaed. to provide "tnat the Secretary of
Defense ahall be responsible for coordinating the intelligence
activities of he departmonts and agoncies of She Nasional Kilitary
Eatablishment®, and that CIA "ahall desl only vith the Secretary of
‘Dei‘on‘ao‘. or suweh other a;onéy or sgencles as he may dp-lpa'to" . Bat
laclusion of such a provtolon would %end %0 bresk down t.he naé-c;;nruy'
oonunoatod dut established working relattonuhipu bot\mm CIA and
.indiudnal aganeial. and in any ocase sesms rocundant. The Socntlry
" of Defenss must be, per se, the coordinu_or of intelligence and all
other activities within the military establishment, and CIA practically
aust desl with hime-as 1t actually does through the National Security
- Counoll, A better mechanism than now exists for coordinating the
service intelligence agenocies in the Secretary's office sould de
astablished, but there should be mo u‘ttﬂcln restriction _of the
flexibility snd authority needed dy CIA, CIA is properly placed
under the ¥ationsl Security Cowneil. | |
(2) Logetion of “congon mervices® undep CIA
Under the statute CIA is entrusted with the porformnoe of such

services of common aonoern as the National Security Couneil shall
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determine, At present thess include, spart from Seieatific
Intelligence, which is disoussed ssparately: (a) saintonance of
central indexes of repors, records and doouments having intol;igoncc
. val;ug ») 'ominnuon.ojf foreisn dﬁcwunts fron which intelligence
- material tl.axtra'éted and disseminated; (o) maintenance of &Mn;‘
wap facilities; (_d) sonitoring of foreign broadcasis; and (e) oonoéuon
.ot inforaation by clandestine mesns and countersspionage abdroad.
There is little real dispute that the first four of these
functions should be located eentrany; 'rl;c question of where the
olam".luﬂno c_plr;tlonll activities should bs looated has long been
the subjeat of debate., Wherever located, there is 1ittle doubt that
they snbould all be treated together as a single unis. '
Proponents of the theory that the olanduﬂ_no uogvioa should '
_ be under the State Department point © the Britieh precedent and argue

that at least in time of peace the service is dependent on the State

' Departuent

and that secret intelligence ims clossly related to the

formulation of diplomatic decisions. Others maintain that esplonage
is essentislly valuable for defenss and in wartime would inevitably
pass to military control and becoms a function of command, They argue
that this service should de under the Sescretnry of Dofe‘noo or tho.'
Joint Chiefs of Staff,

An objection, loioelnei zade to c'onu‘mnnc esplonage under the
CIA, is Shad it creates eo complex sn administrative burden for the
Director as to render it diffieculs for him to function as an “evaluator”;

#lso that as an "svaluator® he will bde ‘projudlced ia favor of

e
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inforammtion proeurd by hin 6un service, i‘hh objJection hawm some
slight validity bdbus must de weighed against serious objestion to
placing the se¥vice elsewhers, o

‘fhe arguments ia favor of cvatrol by the Secretary of Defense
or the Seoretary of State are in largs. degree mutually mluitvo.
and this faot suggests retention of she service in its present spot

under e body where both are npuuntod. Too great a dependencs

upon the Foreign Service —‘

) is tnal to aany intelligence sorvi.ce and dngoro(u to the Foreign:

| servioce, uhioh would be compromised and onbmnud in oaze of
discovery. If war should come, any 1nt01u¢m0 sarvice too larsoly
dependent upon ite Foreign Service would find itaelf hobbied in enexy

countries at the vary tize vhen it wae most needed.

Jonsidersble thought wust be given, hovever, to the desirability
of zpnmug CIA 1n $ime of var aud transferring two or tures of'iitl |
~ five njor di.vuions-cortnny the opontionﬂ. services,  the opcn
and vovert oonoonon of 1nromt1.on-to the National Military
Lstablishment, whers they cowld function onder She Joint Chiefs of
Staff (preferadly) or under the s.éronry of Defense. If inclusien _
of thess services in the wartime chain of compand is desmed desiradle,
the cbjective sould be fa0ilitated by a slight, ast ab the same time
& desirable, change in CIA's presens orgu‘nhauon-.-the-g'roupiu. of
- all operasions under a Deputy Director who nhon;d have conold;rablg.'- ’

through not unlimited independence. In time of peace, the Dcpntyl
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Direotor in charge of operations would funchion under the Direotor
Cla; in time of war he might 1f necessary report dirsoily to the
Joint Chiefs of Staff. | |
Gongtinued expsrience may suggest other omwze-_. bus ohange is

" aisruptive fa iteslf, snd one great present nesd of the intelligence

| services is a relatively reorganisation-free period in which to work
out their prodlems. If at some future u-ﬁ 1t sppears desirable to
toansfer CIA's opintion-l functions $o0 another agency, the tranafer
miﬁt be accomplished with the approval of ti\o Yational Seourity
Counotl, the Director CIA, and the President. ‘
Internal Rsorzanisation

Some changes in the internal strusture of GIA, in sddition to

the growpment of ﬁo oparating ofﬁ.o.n under_n icpnty-diroctor. Bay
_de nudod. The very large nusber of pecpls employed by CIA in 1tself
suggests that a careful survey should be made of its gmm.strauﬁ
procedures with a viev to gruter'oconolq. The administrative

~ division seexms t00 large with danger that the tail may de vauiu the
dog. The Office of Collection and Dissemination sometimes in the past
has acted as a bottlenesk dbut under its new hesad it appears to be
perforeing an atfﬂciont Job. Some though should de given t0 merging
tho.na.p services, nov under the Office of Ruu,reﬁ and XYstimates, with °
the other reference facilitien under the Office of concctio# and
Viessmination. The mame of Shis latter office is & ismomer; it

: pgohably should become purely a reference service with its ﬁn onprﬁin

devoted %0 his important work. Its liaison functions might ds split
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off to form a separate small section. The Dx_'anu stody .vul
undoubledly make more detalled recomaendations for internal reforu.

| ] , ) :

The xriatost neeod in CIA 1s the estadlishment at a high 1.“1 of

. a smal) group of highly oapsble people, freed from nﬁiniotratho
.detan. to conié_ituto"upon intelligence evaluation. The Direstor
and his uiinﬁnh have had to devote so large a portion of their

. time o administration that they have Been unsble to give sufficient
time to analysis and cnlugttoi. A small group of maturs men of the
hig'ho-nt talents, having full access to all information, might vell -
rQ ro.leuod" do-pl.otoly from routine lnd set to thinking adout |
intelligence only. Many of the greateat failuras in intelligence have
oot besn failures in collection, dut fallures in analysing and
evaluating correctly the 1ﬁfomtion avallable.

Dupliea ' ' : -
.. There is some d_upl.teafion in the work done by the Office of
| _ Research u_:gl Entliato: and the vofk in other governmental intelligence
agencies. This duplication is caused in pars by the faoh that ORE
and other agencies, notadly the 1&0111"9:1« division of tiu State -

. Department, but also ssctions of 0-2, ORI, A=2 and U_vo‘nﬁho Departaent
of ‘Oonorco. examine the sass basic material for the i:urpou of making
intelligence estimates, To some degres this may be inevitable and
even desiradls as CIA must e ine po'ntti.on %o verify the intelligence
that it ovaluates. Examination of basic ut'eun' for this purpose
night be dcqo-pluhcd with fewer people by placing CIA saalysts in

25
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the aessage csnters and ncrofariatl of the departgents and services
%0 sift out really important material for routing to CIA,
Tha pressnt size of ORL is in oonsiderable measure dus to
CiA's dependence on its on.tactuue- forresearch, Research
 ivisions of other agencies sre preoscupied with thelr imsediste
. departmental requirencats and are unable to meet or are othervise
anresponsive to CIA's priorities. ©IA accordingly tends to do its
owa basic ro;uroh. Duplication in the field of sconomic research can
piobahly be reduced over aperied of time by ﬁtolltgont use of
fgoordinating® powsr exercissd over many Government agencles,
Duplication in the field of political reporting remains an issue
betwsen CIA and. the State Department. Some Anpnoau'on Rsy be jJusti-
fled on the ground shat "4vo guesses are better than one”; also because
CIA and the intelligence division of the Statse Dopartuént work with
different oh}ocuna apd different prioritiss. However, it is nov
| .clnr in retrospect that 1% was a alsteke to split up the Office of
Strasezic Services after the war and 1o assign part'ot its txu'wﬂ.on‘
to one io‘p.artnént (State) and part to enother (W). This mistake
nov has Been largely remedied by orsation of CIA, bul its effects
liager on in the research and analysis duplication--partioularly marked
in the econonic sad political field-between CIA and State. ¥he
z-n-ibnu: of uiu!unc a larze part of the State Departaent'’s '
montgum ncuon to CIA should be atudied.: If this should prbn
to be hpractionl or nndou.ublo. unnscessary duplication should de
eliminated by progressive coordiaauon. interchange of personnsl, and
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The allocation of specific responsitilities to varicus agencies by
nmonn Seourity Council directives,
nluat:log and Gorrogm
| s funotion do currently porformed by daily Arte114gonce
mﬂea conmmng "spot® intelligeuce items which go to the

Pros:!.dont., meabers of the NG, anr.l oﬂnrs. vaekly and ‘monthly
oat&uﬁsa of the world 1n’to1npmo situstion are alao propared as

i

wbil as estimates of spulﬁ.c situations, These are drewn uwp from
tims to td.m, an oocuion arises, on Qn'a om inttiative o in
‘response to requests from the Natioml Security Cownoil or otirr
. agemoies, euch as the Joint Chiefs of Staff, concerned with national
ity | |
CIAts estimates and survays are criticised prinotpeny on two
mnnda One 19 that as a normal routine they receive insufficient
consideration mm the ponw aakers, and aro not uapomivo to theiy
mmediate problems and roquirmm, A ueond oritician, which is
‘ulifed to the first, 1s that CIA sstimates are mede without access to
all mWnt information includirg information concerning activities
~ and decisions of the military services, operationalin nature, such
as the extent and deployment of the fleet in the.l"aomc, sto. Both
- these critioisns have some olemente of truth, The mdlitary services

‘tend to withhold oporational inforsation snd the details of military
plans an th: grounds of seourity. In formilating plans the State
“.Martmnt tends to rely on 1ts own judgment and infarmation without
consulting GIA, Although CIA appears to be supplied with all




_ N5/
wwmﬁon of a striotly "intelligence” nature, it is not clear
that CIA has adequate access to information about cperational
 dovelopmonts, Tet effective intellignos is possible only when it 1s
fcio,u]y Linked with planning and poltéy-nld.ng.
- .mm and decisions affecting national sssurity are presently
‘mage at varions placess by the Matlonal Seourity Councll, te Jednt
Chdefs of Stagf, the State-Armp-Havy-Alr Force Goordinating Committse,
by the State Departuent and ty the military services individually,
. Thieae varioﬁ.aut.hmlm'n xi_ny, in formmlating thoir plans and decisions,
on the respective departmsntal intslligence services, on the Jednt
Imelligence Cammittes of the Joint Chlafs of Staff, and the Joint
Intelligence Growp, which is the working body for the JIC, as well as
‘on GIA, If CIA 1s to perform adequately ite funotion of evaluating
‘and oarrelating intelligence relating to the mational security, it mat -
be aware of, and participate in, the thinicing at sll theze levels.
I% is particularly dnirable that. the Aqaooht.ion betwesn the
Jotnt Staff and the CIA be as intimats as possible, CIA is the
‘Iog_ioa'l arbiter of differences botween the s rvices on t.hs aevaluation
of intelligence, Assumptions made by the Chiofs of Staff both for
‘plamning and oper:tional purposos should be formulated with CIA
' plttd.cipeiw.l’&l or at least reﬂmnd by CIA,
For the pwrpose of rpoterlng a oloser rolationship betwsen CIA
'ant the Joint Chiefs of Staff, tonsideration should be given to
dncluding the Mrector CIA ampng' the ﬁnnberahip of the Joint Intelligerce
Cammittes of tie Joint Chiefs of Staff, Furthermors, it would scem
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desirable that the Intclligence Adviscry Conmittes meet more rrequently
to conatder questions of substentive intelligence. This would
contribute to an interchange of intelligsnce opdnton quen' the
 prinoipal intelligense fficers of the Government and wonld in dtaslf
- Ansure a oloser relationship betwoen CIA and the Joint Intelligence
 Goamittes both of which participate in Intelligence Mvisary Committae
fugﬁny.' -
I_g 15 also desirable that a oloser working relationship be

eatablishod betmsen the secions in CIA responsible for the mreparation
of estinstes and both the Mational Seowrlty Coumil staff and the
‘Joint Ente)ligence Croup of the Joint Staff,
| tdfio I 1pence
Failure proporly to appraise the extent of soientifia de;volopmentn
4n enemy countries may have mar - imrediate amd catsguvpliio oconsequences
than fallure in any other feld of intelligence. What ia needed is
& central authority responsible for assizilating ali information
‘_comm!.ng devalopments in tho field of solence abradand oampetent
to oatimate the significance of these davelopmonts, This agency
- obviocusly must have accass to 8]l available information bearing on th_o.
.problem, It must also be able to provide intalligence direction in ithe.
colleotion of items of information likely to have significance in the
- scientific field. _
At prosent, re:ponsibility for intelligence evaluation in such
fields as blolog:f.ogi and chemicsl warfars, electronips, abroctynu’d.ca,
develomments in g\ﬁdod_nﬂ.sailel,' otc., is spread amongst various agencies, .

20 -
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incloding the Chemical ¥arfare Service (CWS), G-2, A-2, ONI, and the
" Atordo Frergy Comission as well as CIA, Medical intelligence is |
virtually noneaxistent.® Cstimtes of forelgn pofnnﬁallﬁol made bty
various agencies aro inadequate and contradictory., In CIR 1tself
responsibility fcr s¢lentific intslligonoe is divided between the
Scientific Bnnch of ORE am a group concerned with atmrdo eneryys
. Collsction of 1n£mt1.on oomeming sciontific developments abroad
.18 clearly Moqmuu ' _
On the recamendation of Dr. Vannevar Bush, then Chairman of the
. RUZB, a solentist of reputation has directed the work of the Scientific
‘Erunoh of ORE for the past yoar, He mently resignedse and the offios
is. aniﬁng the rocmndauon of a suscesaor by Drs cunpton, who
has replaced Dre Bush. As presently comtiwud, the Scientifioc Branch
of OFE 43 5ot 1n a position efther o evaluate intelligence or to
stimlate the collecton of necessery information, There is no
physioian and no nochnnim for collooting or év‘nluati.ng medical
intelligence in CIA, S
Somo of the diffioulties presently experienced are irevitable,
Any eminent scientist will be inpatient with routins regulations, and
sorp "red tape” exists in any povernment organizations It is degireble,
‘however, that the individual reeponsidle for aciembiﬁ.o intelligence

#* 890 chnptar XIIX, Medical Services and Hospitalimation in the
Mlitary Services. '

#% The Committee has been advised that CIA hes been ma-mm
finding a satisfactory replacement.
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within CIA be M, as far as possible, fronm uubofdimtion to
administrative offioinls. This might be accomplished in CIA by
_ raising the Soientific Branch to an office Ie'nl and making its
chief an Assistant mmtu'.
" A consideration that makes it dlificult to keep qualified
n.ci.ontimA in CIA is tho undesirability of public acknowledgment of
the mature of the acuv?iﬁr"..' The practi& ‘result is to creatw th
impression that the Andtvidusl in question fsn't employed by anybody.
This makes it diffioult for him to attend conferences or writs ;iperu.
and he soon loses standing .tn hs profession, For these reasons, it -
is highly dogirable that arrangements be Qdo whepaby any eminsnt
scientist employed by CIA be given a "cover® position. A curremtly
populér but baseless theory that solentifist are inherently insecure
is advanced as an argument why individuala respomi_.ble for sciontific
{ntelligonce should be denied cpportuntties for active assoclation with
othor sciontists nt- conferences, otc,, on any tasls, Security would |
ap;iauj to be a matter of imiividual re.ponsidility. ¥No evidence
Justifies the conolusion that insecurity is an occupational failing
peculiar to scientists. | | )
The activitias of Soientific Intellipnce should be directed by
a mientist and not by asomo otherwise competent individual whose
admt.ion and oxperiome in the sclantific fleld is superficiul, An
| educated gues : 83 to the implications of a given soienu.tio dwalapnent
oan be made only if 'ﬂn guegser has a real understanding of the
potentiality of scientific development, Not only must he be fully
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" compstent to ﬂppmﬂte the significance of development himself,

but, 1 he is o be effsotivs, he must be able to convincs other
luc‘ionuotu that his interpretation of a given dewelopmant is
vessonsbls. He must speak the solentifioc hngunm...

| ".s'omw conoiderations occasioned tho divorce between the growp
in CIA soncernad with atomic energy and the Scientific Bysnch., It
was felt that individunls coucomcd with devel opmnta in the at.omlc
fis1d should be atrictly isolated. Present amngemuta for
intelligencs relating to atomic enargy ssen to be. mking more
m&oﬂo,y thnn those in other scientific fields although the colleotion
of foreign inm'nati.on 1o slow and dirﬁ.o\nt. and our atomlc energy
1nu1ncomt is by po means adsquate.

Loao lugguta thut at some future tine rupomibinw for all
soiontific intelligonce te centralizod, An imnediate recrganisation-
for this purposc would probably be prematurc and simply retard tie
dovelopment of atoric intelligenoe without contribtuting to the improve-
nent of scientific intelligence generally.

. vs.mm acuon is imperative to ingrove all taeinueo for
evaluating and stimulating the collection of scientific intelligence,
Outside the field of atomls energy this must be done Yy increasing the
suﬂw_rs.tq_r and support siven to the official responsible for ascientific
ints)ligence within CIA whethor he remain on'a branch or be raised to

Can ofﬂno Wl. Non-technical as well as technical mu1u§em :
informtion contributes o the evaluation of forelgn solentific
developments. For thie reason scientific intslligence imludin;
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‘pedical intelligence should be evaluated centrelly where intellignoe
information of all kinds ia imrediately available, |
Evaluatdon of Oporations and locetion spdomm |
. f For seourity reasons no sttempt has been made at a detailed
o analysie or appraisil of ths olandestine operational activities of
CIA. Senfor officers of the govarnment who testified before the
Comittes on the Natlonsl Seourity Organination expressed themsslves
an faiily well gsatiafied with the necossarily z_iléw pm'greaa -oould be |
m repid. Evan‘ this lizited satisfaction is not echoed in lower
ranks, . .
' The counterespionages aotivities of @A abroad appear properly
| integrated wltﬁ CIA's other clandeatine operations, Alfhaugh arguments
_have been made 4n faver of extending CIA's suthorityto include '
| ] iasmmiuliv for conn_tp:elpa.omge in this Country, such an extension
"o jurisdiction does not at present abpear';jusuﬁed.' For one thing,
| concentration of power ever countarespionage sctivities at hawe in '.
" the hands of a Director of Central Intelligence qu for
. esplonage and abroad, mighf. Justifiably arcuse pnbud nlpidon and
. dpﬁéainpn. Conceivably it could férm the bnil for a charge that
& gestapo is 1n process of creation even though tho power to arrest
wepe spooitieally withheld, To transfer responsibility for domestic
" counteresplonage from the FBI; "whioh has .an eatablished organisation
~and long tradition, ta CIA, which is not equipped for the assignment,
¥ would ﬁobnbly creats more provlems than it would solve. It 1s

O"’ -
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doubtful whether the logical bemefit of having one azency responsible
~for counterespionage throughout the warld would justify the dislocation
'and oonfusion that such & tranafer would Anevitably ocoasion.
J CIA reprosentatives have mdicaﬁd thot their present worlkdng
‘liataon with 7B is satisfactory, but the Conmittee doubts that
FBI~CIA relationships are ccmpletely adequats, She Director of FBI
deoldned the Gomittee’: invitaticn to appesr befers it to dlsouse
‘the CI. with the committes or ite representatives en the ground that
 he know too 1ittle of its sctivities.
: and A tratio)
| CIAta budget 1s a guarded secret. Prosent arrangements appear to '
workc eatisfactorily, The inter-sted eervices prticipate in requests
for the allocation of funds to CIA. The smounts requssted are reviewsd
. by reprosentatives of t.he Bureau of the Budget.designated for the
purpose and oonfrollod by appropriate comdttees of the Congress in
closed sesalon. . CIA has requssted amplifying and inplémenting
' lsglalation (3.2668, introduded but not acted upen during the 2d Session -
“of the BOth Gongress) to define better its power and to eimplify '
adndnistration and payment of some of its employses, Nost of the
: p'&ﬁaions of this hy.ﬁhﬁ.on would confer upon (IA that administrative -
 flaxidility and anonymity that are essential to satlefectory intelli-
ggﬁce, but soms of thom‘ua'm to involve undepi.nbl& broad grants of
' powar for the new agency. Congress should mmma this propoaed
" logislation carefully, modify it as seens necessary, and aot upon it .
j as. soon as possible, |

-.3‘ -




NS/Pa7’

Ssonrig &g-ngo

~ The OIA, t.r- FAI, and the services have pariodically mmud
Jrev.l.uion of tha Nationts upiomga laws to reduce the diffieunlt :
legal burdens of eecuring convictions under these statutes. Detalled
_sugzeetions for revision of the present law, shich would permit ° -
-convietion irrespactive of proof of intant to injure the Govarmment,
probably will be presented to the next sessfon of Congress, This ‘
;Comit.ﬁe sympathises with CIA and othor agencies of tho Oovermont
in thﬁ.r desire to protecg. thamselves against dmgeicnn digclosures
W-indiumet and irresponsible peracns, and it recognises the need
‘for more effectiwe counterespionage protection, The Committes has
not exnmined the proposed revision of the eépion@ laws nor is 4t
aczpetent to Juige thems The Comnittes feels strongly, howevar, that
'better protection for essentisl Govermment secrets does not. Uein
‘legislation alone. Counterssplonsge is a diffisult art, and it hus
‘not always been well practiced in this Country, Strengthening of the
'FBI, the Gounter Intelligsnce Corps of the Arxy, and CIA's o
“internal security is important regardless of new laws. Revision of
the espionage laws to remove the necesslty of proof of intent aight
“broaden the Aot to sush an extent as to constitute & peril to ow’
concspts of fresdmm. Such proposals should be exsained most oaremlly
: by Congress. .v | |
" The Committee is of the firm opinion that thers must be majar
tmproverent in a1l ow intelligence services, fhis camnot be achiaved
overnight; tine is required to bulld a good intelligense eorvice, A

R

; » su Chapter XIV, Civil Defense, Intermal Security, otc.
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proper saleotion of personnel and & woll thought-out progranm for
thetr asigrment and traiming are essentialporticulerly in the
The genercl framework Of our mmngam wrganisation 16 soundly
conoelved, The pcxt.imrit agenoios are swaro of its aszots am! ‘ '
' 14abi13tion, of ite virtues and shortoomings. The Fational Securlty
- Councdl, which m_mw conpar.rind_imu with CIA, should give
moxe thought amd athnﬁon to the relationghips of CIA u:lih othor
intel)igome agencies and working through the Secrstary of Dafence
" and the Secretary of State, should encouregn the improvement of
'othu intelligence agencles, |

Snohorﬂnrormmpatodbvthumw.amwwmnos
conut.ue. as are accepted,; should be made pronpily, but when action
bas dbeen tam. CIA and othor Covorment intelligonce agencies ohould
be permitisd & period of internal (dovolomment free fram the diampﬁon
of contimia) exaximtion and ap me a® posaidls fyom puvdblioity,
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. PREFACE (W%IM&M)
A atatement of the terms of reference of the Survey Group,
how these terms ha.ve been intarpreted and the procedure followed in

‘ conducting the Survey.

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

-which need to be examined and resolved. " ' .

Chapter 1 =~ Present Ox_;ganiiation for National Intel]:l.ggrice

A general analysis of t;he position. of CIA aé def&nﬁ‘in
the National Security Act,’ the relations between CIA and the

departments and a generja.l description of the mechanisms for
7 coordinating 1ntellig'enoe activities,

. Eter Orga nization, Administration and Direction of CIA

An ovgrall sketch of the organization of CIA wit.h an examina-
" tion and evalvation of its managerial set-up, administrative

_operations, security, personnel, a.nd direction.

Chapter 3 =~ CIA'!'s Responsibility for the Coordiration of
_Intelligence Activities '
| An examination of the organization and operations of IAC, ‘
ICABS, OCD, and other, CIA activities for the coordination of
intelligence activities, an analysis of the NSC Intelligence
Directives, aﬁd an appraisal of CIA's achlevements in coordinat

ing intelligence activities.
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.Chg.p'beg__l, == CIA's Responsibility for Intelligence Evaluatlon

:and Estimates
: A discussion of CIA's reaponsibility for the coérdim tion of

‘national intelligence and an examlnation of ORE's performarce.

o/Cl\xa tor 5 =~ CIA's Performance of Common Services: .‘The Collection

/

of Overt Intelligence
' This chapter would deal with 00.

‘Chapter 6 - CIA's Performance of Common Services: Secret

“Intelligence and Secret Operations Abroad
' This chapter would cover the activities of 0SO and the new
,0ffice of Policy Coordim tion, .

' Chapter 7 =~ The Department of State
An examination of the organization strength and position of

' the intelligence agency in the Department of State, including a
: definition of its fields of actd.v:lty and an appraisal and recom-—
' mendations of its relationships to Department of State operations,
' to the departments, and to CIA.

' Chapter 8 = The Service Intelligence Agencies re«General.Discussion..
© A statement of the intelligence responsibilities of the
- gervice intelligence agencies in relation to each other, to the

' JIC, and to CIA.

Agencies: OpePeiors

alsal of the\intelllgence activitfesa
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r" 10 - Prificiples of Organization for National Intelligence

An analysis and appraisidl of the general principles which 7
. should guide intelligence organization and activities and a

1
" statement of the type of national intelligence organization which

'M/ r
V%g/\ - | . is meeded, the respective relations of the principal agencies
7 ‘

and of the major operations,

. . Chepter 11 -~ Conclusions and Recommendations

[ A recapitulation and reinterpretativon of the conclusions and

" recommendations developed and stated in the previows chapters.
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Intellizence Qeganization —General

The National Security Act of 1947 provides uin adequute
basis for 4 sound 1ntell1gence4organ1zutibn and no amendments are
recommendeda /f\ﬂw y’ ‘l/(/l.—"\ﬁ’r’ _

<:Sgyplate centrilization of intelligence is undeairable.
The departmentul 1nte111gance agencies should be strong within -
their respective spheres and should be supported by and in turn
theﬂselves support the Centril Intelligence Agencyt;,

(ﬁﬁiero is no evidence thit intelligence is being neglected,
although there is much evidence that its possibilities are not
being fully exploitaé?)

C?here~is evidence that within individual departments and
as betweeéﬁone department or uagency and another, there is not the
fullest measure of cooperaﬁion. This is sometimes due to the
over-emphasis given seourity considerutions us contr;sted with
regulrements for effective operution;~\)

Steps should be taken.to—;;;;ngthen the suthority of
the Nationul Security COuncil over the Cla 1n order thut CIa
may receive batter support frum the members of the N“tional becurity
Council than heretofore and 8o thut the Nutionul Securlity Council
méy aigure itgelf that Cla is prope:ly fulfilling its missién.
mhis.ﬁighf bé doné by uesignating the Secretariés or'State and
Defeﬂse a8 & subﬁommiftee of thé NSC for this purpose.

iﬁ{é;s relutionship between CIA, the Intelligence advisory
Committee und the Joint Intellizence Committee of the Joint Chiefs

- SECRE
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, 6: Btatf needs to be readjusted in order‘that-the-National Becurity
Council and the Joint Chiefa of Staff, together with the principal
dopartmonts.concerned with naiional security, may recelive
oonsolldatod national intelligence estimates :Egm one source, arrived
at sfter appropriate disoussion und eriticiag;/ ‘

\\Ngﬁg Survey Group hus not been able to examine sufficiently
the very important question of communic:tions 1htelliganco so‘that
it has not been able to formulate definite views on this sublesct,
excopt.in relation to specific problé;;:m]

SENIRAL INTELLIGENCE AGENCY
Seneral Appraiss)
Althnugh CIA has in some respects uadg\good progress, \\\\
in manyxrospoc a, 1t h&; compléfq&zﬂfuilad in it mission and

tharl are no s gns of these deficiencies being romodiod.

CIA does not enjoy the confidence ar support of the

(e,

other depirtmonts.and agencies of the Goverament,

The goueral mgndaye g;gen to CIA by the Rattogal y_ -
Aot aoqms to bg Y proﬂer oﬁe ¢nd 8 fi‘i;;;i§&£%“11 le sonalat
dggigi;ry adjustments  can be mace within 1its teriis.

The combination of responsibilities in CIA for coordinats
ing intelligence activities and for conductling certain oﬁarationa
has some drawbacks, but 1t is felt that these can be largely

A

'i@ i overcome by appropriute sdjustments and that the disadvuntages
'\ of hgking any radiczl change in this respect would outweigh the

possible advanteges.
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The leado;nhip of CIA gd%é}pof deﬁbnstr¢te a cloar

1}¢h¢é&an

of he Government.

The Director of CIn ghould be a civiliun, appointed
on a non~partisun basis snd a person with a good understanding =
of intelligence problems.

The internul organization of CIA is unsatisfactory.
There 1s insuftiolient flexibility of zdministration and inadequate
- participation by the intelligence chiefs in tha determination of
CI4 polictes. |

Too much importince rests witn the zdministrative and
managerial staffs, which are becoming the principal meuns br
controlling intelligence operdtions.

Rizildity of administrupion has led to a generul condition
of insecurity, which neeqS to bé remedied by sppropriute administra-
tive pPlicy arringements.

There are too meny mllitary personnel on tour of duty

in rosltions of major responsibility.

CIA has not effectively promoted the coordination of
goverament 1htelligence activities. The oper:tions of the various
lntellisence agencies are lurgely unuffected by the existence of
CIA. ' |

SEC
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The Intelligence Advisory Committee has been largely
inetrective 88 an agency to assist the pirector oerentral
in£9111§§nce in the coordination of intelligence activities.
Neverthcleés,'the principle Sr the IAC is sound and the IAC
should be continued, | »

ICAPB has not been a successful staff. It should bé,
revitalizod'as’a‘ataff for the Director of Cent:ui Intelligzence with
the éoncern of developing plans for the coordination of intelligence
activitles, including those conducted under dIA and by other agencies.

That portion 6f OCD which is concerned with the coordina-
tion of 1n£ell£gence uctivities should be established as part of
the reconstituted ICAPS. )

| The Director of Centrul Intelligence should be concerned
primarily with the coordination of intelligence activitles und
the coordination of intelligence opinion. Intelligence operations
condiicted by CIA as a common service should have an sutonomous
po'&tﬁion_ within this frumework. |

: 1he 0ffice of quorts and Estimates is not now effectively

.performing one of the major functions for whieh CIA was created,
namely, the correlation of national intelligence.

ORE has become a producer of intelligence, whose production

i3z often unreluted to policy roguirement& and competitive with the

intelligence production of other agencies.
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There hag been a fullure to distinguish between ORE's
mission of coordinating intelligence znd the intelligence producing
functions whic& it performs as a common service for other ihtellp
gence agencies,. |

ORE should be reconstitnted.so that a small group of
high guullty concerns itself with the coordination of intelligence
at the highest level of Goverament rejuirements. It would base
ite work largely, but not exclusivély, upon the intelligence -
products of the other intelligence agencies und would ﬁave the
responsibility of monitoring the iutelligenee.pioduction of the
other sgercles in order to improve its quality. '

There wonld also be creuted a separate cemntrul researoh
and evaluating unit in CIA which wquld perform on behalf of all
the intelligence agencies, including CIA, research and evaluating
services in fields of common concern, e.g. economic, industrial,
scientific, etc, and map research, document translation.

Common Bervices Performed by CIA

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

The Qffice of Special Operations, the 0ffice of Policy
Coordination, ani the Contacts Branch of the Office of Operatlions
should be consolidated under « single head. This opersting unit
should be larsely.autonomous, enjoy speci.:l security arrangements,
control its own administration, and feceivv policy guldance directly fro:

the Becretary of State and Defense. A closer relationship needs to

BEC




be established between thme operating units and the other depért-

ments and agencies of the Government in order that there may be
more effective determination of'reduiéements for_the operating
services and a higher degree of confidence in their work.

There needs to be a higher degree of coordinustion of
clandestine .ctivities conducted by the various ugencies of the
Government; in particular, the activities of the Armed Servicaé
in occupled areas and the counte;éspionage activities of the FBI
need'to be more closely related to the work of Cla.

More effective methods need to be developed for the
exploitation of domestic sources of intelligence, including
refugess and torqign nationality groups, in consultation with the
FBI. ' '

The counterespionage sctivities of CIa need to be more
actively developed und the entire counterespionuge cotivities
of the Government need to be better coordinated.

There is evidence thut communicstions intelligence 1s
not being effectively used in rel:tion to CIA secret intelligence and
gecret operutions activities. | |

THE DEPARTMENTAL INTELLIOFNCE AGENCIES

The position of &tqte Department 1ﬁtelligenee needs to te
reoxamined in light of the chunges in ORE which would have the result
of placing a greater burden on the State Department for the production
of politicul intelligence. . |

The present separate intelligence org:nizution in the State
Department needs to be brought in closer relationship to the policy desis

-
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There should be established in the State Department at
a high level a single point of liaison and gener:l volicy guldunee
for all c!h secret operational matters.

The personnel poiicies for intelligence in the service depart-
ments should be rerzaninéd'to insure thut the reserve program 15 '4
belng sotively prosecuted und that tné tour of duty prineiple is not
being appli&d to the detriment of intelligence. The racruiﬁpenc of
professional ¢ivilian employees fér the servigce agencles éhoula be
encouraged., 1 _ |

The aservice intellizoence agonciea should concentruto on
1ntelligence in their respective areas of domlnsnt interest.
They should alse be goncerned with such current 1ntelligence &s
in needed for staff purposes. o

" The Joidt Intelligence Comnittee should be recoastituted

to include representation from CIA snd the State Department. In
this reconstituted form and with the ussistance of the newly
created unit for high level intelligence coordination in the CIa,
1t stould provide the definitive Government intelllgence estim.tes
on &ll natlonsl intsiligence guestions.,

The Joint Intelligence Group may continue to functdon as
a ptaff agency for the Joint Chiefs of 8taff. | |

-
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_ CHAPTER IV
The Organisation, Administration, and Diraction of GIA

Organization
' The National Seourity Act of 1947 has very 1ittle to say on the

. subject of the organisation of CIA other than +o provide that 4t shall
be headed b_v a Director of Central Intenigenco end that he "Qhall be

, #ppointed hy ﬂxa Pfes_ident, by and with the advice and coneent of the
-S@au,‘ﬁom among the commiseioned officers o? the amed eervices or
from individuals in civilian i:l.fo’t'. The ﬁirector is Me to organize
CIA as he @ooaea and to appoint to positions within CIA persons of
his own aeleotion,. subject to the .'generalb control of tho_ﬁauoml
Ssourity Gouncil, which has in fact been exercised only oncé in this
respect,

The-trtormai-erganisation-of-Gtk—dovsnot-conloFm 1o any tisar

MMRHM the Direcbo:.' BTe @
Dopu;,y Directof and an Bxecutive D:I.rgotdr who are his imdiata Sub=
ord:lnlatea' in the chain of command. Attached to the Director in a staff

capacity are the Interdepartmental Coordinating and Planning Staff

.(ICAPS) comprising persons designated by the Departments Sta}ta, Arm-{




. . '
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Bavy and Alr Force, who have the respo. ty of asslsting tle Director

and the Inte)ligence Advieory Committee with‘ respect to plans and policies
1591‘ 1m6rdeb$rtmanta1 coordination (see p.___ below); thg General
Counsel who handles avllv atéti; work of a legal and legislative naturej and
the Advisory Cmmii, e nn;ll ataff which rapresent;s the Director in
handling communications intelliyence matters,

In addition to ths..e mmall staff aaoﬂ;na'wiﬁx speocial responsi-

.

_ bilitdes there are two largs units called "Bxecutives" @W Qe
o Yt 0y e AL sEg et vl |
. | Mﬂn—ﬂm—w . have
in fact the major adminlstrative responsibilities within CIA. These
are the. Excoutive for Administration and Management which. handles finane
clal Qnd llmdgeta‘ry mttara‘; adm.niu.trauw services, supply and gereral
houaekaeping, personnel and nam;gement advice and surveysa; and ‘the
Executive for Ihapecuon and Seourity'which ies responaidle for 1ﬁberm1
ssourity polig:los and investigations, physical security arr.angemoml,
inspections and audits.

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

in five Offices, each headed Ly an Assistant Diregtor. These Offices




report through the Exsoutive Director and Dsputy Director to the Director.

They are the ?ollowingl Office of Reports and Estimates (ORE), whioh
'p;'oparqa intel 1igonce reports and aatimau:ia (see p.._____ balow)} orfice
of -Operaﬁonn (o0), whiéh ool?l.ecta mtgni_ge;\oe throug; contacts in the
Uni ted émua, mondtors forsign troadcasts aix;i translates foreign 7/\1/» é—-«p
doourents (a0s p.____;_ below)j Office of Speoial Operations (0s0), |
which carrdesa out. espionage and counter-espionage aWd .(soio P,
.bo.low);. 6!'1‘109 ;:1’ Polioy Coordinetion (OPC) ,' which conducts aecret
oxlxeratioﬁa'abrond.(sea Pr____ below)) and the Office of Golleotion and
Dissemination (OCD), which arranges for CIA to receive and di;ssmlnata
inte?.‘ngenoo‘inromaﬁ.on, oomuu to a Himited extbnt in‘t,glngenoo
collection and housea cortain reference facilities (eea p,_____nelow),
This qtrudture does not present.é vex-y. olear pattern when matched
against the tiree broad functions assigned to CIA by the National Sqou!:lity
Aot of 1947. CIA's responsibilities for advising on the coardimation
of intelligence activities are performed through the Tnterdepartmental

Coordinating and Planning Staff which does the ataff work for the Direc-

tor of Gentral Intelligence and the Intelligence Adtdsgfy Committee
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on the National Security Counoil Intellige Directives referred to
in the previous chapter. However, ICAPS also perforus miscellaneous
an fumti.dnq for the ﬁm%r, primarily of & lisson naturd, The
Office of Oolila:;ttoh and Di;eaem;nﬁ;ion also aasistd in coordirmting '

intel l4gence activities, but-does this at an administrative rather than

8 planning lavel, It is conéoméd almoat entirely with aocordinating,

to a limited extent, the collection of :|.ntaliigeno6. required by CIA

ard the various departmsnts. ﬁomva_r, 0CD also perfarms certar.n 86Y-
vices of ccmmon concern, primarily of an 1nf§rmatiop- reference| nature, ;
in that 1t oomplles and maintains certain biographiéal and oter yofer-

~

ence indexes erRiITLErMrRes,. Flnally, OCD performs certain functions

which aref'primér'ily adnd.niat.mtivé, including the reception an? dissemina-
tion of doouments and reports. |
GIAts responatbility to %correlate 8l evaluate intslligedoe relate
ing to the natiot;sl seourd ty" .13 carried out aﬁnost entlire]y by te
Office o;’\\nopm'ts and Eatimtes. Howev!;r, as we un poimz out, later,

a olear u)

 [duty of




. correlating and producting national inte)figence and other duliss which

ORE performs anq which are primarily the production of rapcrtL a8 8
: s;rvioe of comaon conaern for the bo.mﬂt; of the exiating intelligence
' agenoles. ‘fo sons extent ORE also coordinates the intslligence aotivi~ '
tieas of the other government ﬁgomiel to the extent of planning,
ooordinating and editing their contribuuqm to basio 1ntomgonce

" handbooks.

Cortain services of cammon concern which are primarily of informa~
uoﬁ-pmawing and refereme character are perfarmed by the Office of
Collection and Dissemination and the Dtﬁoo of Reporte and Estimtes,
as ‘pointed out above. Anpther common eervice of this kind is carried -
out bty the Office of Operations which is clarged with theytwes i
E 1ntenigemtorbim-doomnta and publications, H&noyer,
the primipal services of ‘comnon congern which have bpen fomoﬂj
allocated to OIA are of an oparational mature. Two o;_fr ﬁiao, tie
monitoring of '?oraign broadcasts and the collsction o!' toreign intelli-

gence through contacts in the United States are the responsibility

L :

the Offj.oo of 'Opm'atlom. Foreign espionagze and countér espionage

are the exclusive responsibility of thé Office of Special ations,
| -5 SE




Finally, the principsl function "related to 4£ntelligence affecting

the ngtioré.l seourity" so far sllocated to CIA is performed by the
Office of Policy Coordination, which conducts secret operations abwwvad,
However, &M—oﬁ—ﬂr Me securityof vital industrial \
. operations abroad, ia being coordinated by the Executive for Inspection fi ¢
and Securlity.
.The internal organization of CIA ‘has not been set up w_iﬁx a clear

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

S S S o, -
m“m-mmmw ticularly with-TBEPSCE 10 Cit'ls—

duﬂ»e—ef—ooeréimt&ng intelllgefics aotivities and of oerella.ﬂng—inz
cad it

CIAlg pweper relationships with the other CGovernmeht agencles concernmed

ﬁth intelligence mﬁttera. : o . ’
There are also certain adxn:!.nistra'r;ive éoliciea and practices that

make it diﬁ‘iculff to derive the maximum effectiveneés from the activities

of CIA, The most serim'xs of ﬂxege difficulties is the position of pré-

eminence whiQh has gradu;a.lly been acquired by administrativé officials

and practices. Thus, administrative considerations are often given greater

-6~
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weight than intelligence considerations, and the offioials primarily

responatble for intelligence mstters have 1ittle contact withlea.oh other
or with the general doternination of CIA plans and policies, There is
m:: close collaboration between the Director and the heads of the various
offices. Standing betmeen them are no*‘t.‘on'.ly fho Deputy Director and the
x:fnscutivo Direstar but alao, to 8 large extent, the adniriatrative statfe
uﬁioh have acquired a position that enables them not merely to uervﬁ the
1gulligeme offices but to exert control over them, Admimistrative and
cémnand channels are rigidly adhered 'to, and there is ntt1§ close con-.
sultation on intelligence and polioy matters betwsen ﬁxo- various stratifed
lévoh. This aiﬁtion does not appe#r to be due to0 any inherent organi=
a§ﬁom1 weakness tut to the policiss pursued ovaf & poriod of wu by
the Director and his imedists subordinated who, as & result, m:*nc’ma

from the actusl intelligence operetions on the success of which the strength

et 2 PO ——

and effeotivensss of CIA depends,

This sitvation is reflescted in the fatlure of the 1'nhelligo_nco

1

working-lsvels to mcoivb adaquate guidance fyom the Director, with the

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




plans, policies and astivitiss. Another oonsequence is tlat. the working-

levels often receive Mdeguate support for their ectivities bacause of
the failure of the top levels to understand their problems, Mnally,
relationships with outside agencies are hindersd becsuse of verious ad=
ministrative and lialson m;um ufxich,' w}'x‘il:o not contributing to
battor'aeouﬂtw, :hnpedo. the effeotivensss of CIA's work and ﬁo necesssry
cooparation with other agmpiea.

1t has .not been possible to judgs in detall the efficiency of the

internal admindistrative services of CIA, Although there is no reason to

. doubt ‘that thess activities have been efficiently performed, there is

11ttle doubt that CIA is over-administered and that the role of administra~
tive offioials 18 out of proportionlto their true importanta., It is

probable, therefore, that oriticlsm should be direated b.gainé A nigtrative

o

and management polioies rather than againat the Mﬁe administe~ -

. .
4

tive organisationy 1s also borne out by the fact that CIA's dif-
ficultiens vd.th'rospoct to personnel and security are due largely to -

polioy rather than strictly administrative considerations. It 1a.dif{$.dult

.




to deternine whether. there 15 justice in the chergs, ﬁequenﬂy heard,
that there sre too many sdministrative pemonxiel in OIA, and that th.e |
orémiution is top haafy in this reai)e;t'. Although the mumbers of
adx;ﬂ.nistrative persornel may be high as compared to othef agencies, it
mu#t bs requni#ed' that the operating problems of CIA are peculiar onea;
Alﬁm@ this cannot be said with vertainty, the critiocism of numbers may
be more & critioim of adainistrative policiss and procedures.
" GIA appeai-n to have no serious budéctary problen and 1s favored by
on:)oylng goneroun Gonmmxpplr}j‘]f’fho budget, 48 prepared in CIA
W\(’{m approved by the Direotor, is submitted each yesr to the NSC which,
M w;ﬂxout examininz the ﬁ.guros in detail, agthorises CIA to submit its
réquiremnts to the Budget Bureau where they are handled ty one official
- whohu full security clearance. |
After the Bursau of ﬂxe Budg;t has given its approval, the budget
1s taken to Congress, where it is defended before ssleoted subcommittees
of the Approprmiém Conmittees of tha two Houses. These Suboommlttees,

eaoh consisting of the Chairman and Senidr Minority Member, are given full

explamtion and justiﬁ.oation of the figures. After their approval of

e e e
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the budget, CIA mekee arrangements with the Buresu of the Budget for
concealing the CIA budget by having Congress appropriate parts of the
budget to other agencies. Thus, there is no official appropriation of

aiw kind to CIA, but there are &8 mum eX; of separate blanket and unidentified
appropriations to various parts of the Military Estsblishment, State

- Department at’xi other agomiea, which act ax the vehicles for transmitting
the funis to CIA. ©Once the momsy has been appropx‘iate& to thése igonoios.
CIA drews a voucher for the totsl amount and thoreafter doos all of its
own accounting under the supervision of the »Cbmral Accounting Office, .

Doth the Bureau of the Budget and Congress have refrained from

examining in deteil the internal worldngs of CIA in order to determine
the ‘Jﬁatiﬁoauon for CIA'a budgd. It is important that such disoretion
and security be continued and that CI. be given epecial treatment, How-
oever, in order to Justify this, it is nocessary that ths Natioml Seourity
GCouncil aassure itself as to CIA's proper management and opc ations and
serve,in a sense, @3 CIA's guarantar, It is also important that discretion

in these matters be matched by discrsét polioies and attitudes in all

other appropriate matters. : _ -




The budget figures for the fiscal years 1940w50 are the followings

em——
—
———

The. great care with whioh CIA's budget 4s handled so as to make the

ehtﬁo procedure & very securs one, even though CIA is a statutory agenocy,

':ls" not nﬁtuhed by & simlilar security oconsciousnsas in other matters.

Although there is no evidence that there ia;amr lsxness in CIA's adluntqtrativa
arrangemsnts for aecuz;iﬁ, there %‘m a nuber of circumstanoes
anjd policies wﬁioh dc;u-act from the gonami soourity of the organieation.

It 18 very ditﬁ.ouit to oreate adequate security, other than normal

phl;wieal‘ ssourity, around an organigation like CIA which was created by

statute, mﬁloy{ persons, and encompe.ues a wide variety

1

of activities. The fact that aom§ of these activities are carried on

1; s matter of public recards the existence of others is highly olassified,
Yot by combining in a single, centralized structure a wide varlety of
aetivitiea, the security of the most sensitive of these may be compromised

by the insecurity of the least sensitive. This situation is alab aggra-

vated by the fact that individuals publicly ideptify

themaelves with CIA and that some of thess are engaged in abtivities wiich

SECRET




‘ .
m;ist be kept from public ndticg, ‘although there is no satisfactory way
of sccomplishing fh;la.
’i’hefe are further enmpl@ of t.he' same .ditf;.oulty. In the Wa#hington
ufe#, CIA oécupios 19 bulldings, all of which can readiiy be iddntified
..-\! \ ! as as bulldings. In verlous cities throughout the United States, the
yaut | | |

o w9 '\_:kro‘gloml offices of the Office of Operations conduot their business under
AV P ‘

UL ' ' : '
O\\\& # | the public label, "Centrel Intellizence Agency,” If-t¥were-peasitle .

Yo ‘

R Thus a1l personnel,
re:‘gardlesa of the particular part of ClA in which they work, are known
aé CIA Apersonnol and all buildings, regardless of the acf;iv:lty they ho@é,
are known as CIA bulldings,.:
These doﬂciencu- are inoreassd by the tan;!ency within OIA toward |
' administrative uniformity and centr#lization. This seems highiﬁ undé-
o sirable in an Mteiligenca organisation performing a variety of ﬁuw'ﬁoip:s
‘ 1n which flexidbility is important not only to ensure sffective op.raﬁona,.

but also as a sscurity safoRuard,




Security also suffers because of poor morale among persons within

th?e orgapin.at.i.on and Athose who have laft it, An unfortunate tradii;,ion,
of ‘'which CIA 1s but the heir, has developed acoording to which intelligench
18 a subject of public discussion, at lesst 4n lmted ciroles, am}boor
morale and discordant rl‘evm &8 to how intelligence should}be organisad
c’ontribuhe ‘to fanning the flames of this discuaaion. !his is not to say
%7&@ St Bl

that there ia aecvri th respect to £:2 i 3
bu;h that there is & gemral a'hnosphere ofﬁ';ourity in inteddizence—matitars
whlich-may endanger the securlty of particularly sensitive qugst:lona.
Scme of the factors which iuva contributed to this situation may be
unavoidable, but they can be coﬁ;pensated in part by proper admiristrative
arnd oparmational policles, the coapeu;ation of other #genciea of the |
dovgrment and rigid indootrination,

ciA also labora w@u a very difficult paraom:zgl problem. A come -
prehensive i;ttelligoncg organization such as CIA has extremely varied
p;zrsonnel roquiirementa..‘ It needs persons with highly _apecialiled ta.l;nta_
who ;re not eesily found or traimd, as wen as perscns with broad polttd.oal

and adni.m.strative baskeground. 'l'he conditiona of cha

-'13-
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which have pravailed in our intelligence organisation during the past

few yoars have made the task even more difficult,because persons who
g:gght otherwise be qualified an¢ interested have boerx-..giaabtfraged h'qn
'entar?ing the inte_l?.igome, fleld, _'l‘hé pm§MMco of military parsqnnel
.in 8o many key positions 11; CIA, and the MM‘“ enjoyed
by CIA, have alao. contributed to an unsatisfaetory personnel situation
and to the difficulties of mcﬁiting sultable psople,
lorale on the whole 1s poor, 'l'h; chief reasons appear to be dlssatisw
faction with the leadership, u'ncbertainty as to the future frf a career in
“intelligence, and an avaronoco‘tﬁét CIAts standing in the chgrmnent leaves
muoh to be dasired,
It ia difficult to make any Bweoping' Jndgmnt as to 1;he éualiﬁcationf
and competance of CIA personnel. ‘It is probab]& accuréta to say that
there are faw outstanding perac;ns but that, far the most part, those at
th§ "working levels® are loyai and competsnt. ’Eare;er; highly qualified
individuals have not bea.n readily attraofed to the organigation and same -
of tﬁe moat qualified persons have left 1it,

L4
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One strong contributing factor to this situation-is the relatively

gh propertion of mi)itary service parsonrel in key positions in CIA,
At best, intellipence as a career 15 not favored in the armed services
and GIA,“)Qm in mny cﬁsee, accepted of ficers who were elther wlﬂm\if.‘am
1ntel 14 gence exporiéma whtsoever or were notl.'dea:lred by their ovn intel~
lig.ence services. m: is not to aay that there are not good intslligence
officers in the Services , but that CIA has 1ittle 1ikelihood of gutzing
them and that um;e officera would be conscious of the fact that their
.ovm cereers would suffer from a long association with GIA., There .aro
the further facts that Serv‘lcq{:ersonnel are normaliy aasi@od for a brief
tour of duty and that the turnover is meptional_la; Iﬁ.@x, prevénting
contimuity, and that the presence of Sarviée peréomel in many key posifions
i8 discouraging to competent civi.ﬁm poersonnel who desire to make | "
intelligence a careor.

In the _a’ubaeqt@nt chapters, desling nﬁh the verious activities of
CIA, we will sea how these activities have been ;fmtad by the adninistrative

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

difficultien wenében with respect to personnal, securlty, administrative

=% SECRL




policies and methods, and leaderahip affect the entire organisation.

mm®1tiee on such & wide soale attributed at least in pard }to in-
adequagy of leadership, The pouiﬂon of GIA in relation to the other
D;partmnts and ggencies of the Oo;r_emment 1s unsatisfactory and there
is no substantia) evidence of improvement, The functions of CA do not
appear to be .clearly doﬁnoﬁ and seem to result more. from the efforts
of individual workers interpreting their responsibilities rather than
from understanding, leadership and difection. In'% there 1s 11.1:t19.
pnﬁpeot that CIA, as :Lt/:eaantly 184, organized and operated, can win
the conrigenc; of the Governmsnt departments and .;genoies which 1t was

created to serve and make an effective sontribution to the coordination

of national intellipence,




Draft No. 2
lﬁ‘o ¥, n,' Jackson

Chapter $¥ — Coordination of Intellience Mtivitiai

- Yte National Security Agt of 1947 provides in Section 102 for thy |

esthblishwent of a Central Intelligence Agenoy. Paragraph (d) of #
sectiion reads in part as followes

- ﬁFo_r the purpose of coordinating the intelliperce acpfvities of

sev§ al departments and agencies in the iniarejat of ﬁ.opl;.i security |
1 be the duty Of the Agenoy, under the ¢ eotion oi‘ the Nationhl
ity Council |

) "(1) to s&vino the\ Nationa)/Becurity Council 4in matf;tera ogn-

) _ ; .
cprning such intelligence adpivities of the Govermmont departmente

agonoies as relate %o nationyl secwitys
A ' "(2) t0 make fecommendations t the National Sscurity Coungil

for the coordifiation of such 1ixtellig§nce activities of the departe

ments and agencies for the Govermment as relade to the mtioml.)\'

O Y

It seoms clear from the deolaratiori of policy underlying the Aot and
from the import of Section 102 establishing the Central Intelllizence | | {
. . .. |

f . N
Agsnoy that the coordinauWu activities of the several
‘ : 3 o
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I

depar tments ami apencles was intended to be the pM furc tdon of GIA.#»--‘M, |
&—te OIA is not granted unlimited authority to coordimte intelligence
. acgiutma wpon 1ts olm‘ indtiative. It is given the duty to aéviao the
Natioml Security Counoil in matters ooncern:lng' such intelligence act,ivi;tien
and’ to make reconmndati.ons to the NSC for the coordination of 1ntelligenoo
aotiwr].tieq relating to the mt.ional securlity. Flnal auﬂxoriwra‘:‘o:r—
. di-n‘faﬁ;ﬁtali'ixpmo activitles s vested in the NsC,

The statutory limitations upon the authorj.t.y of the Central Intémgonce
Agenoy tolcoordinato intelligemnce dkeoﬁvoo- upon 1ts own directive without
higher rev:lsw are obviously designed to protect the #utonmw an;l, internal
mamnu of the variocus departments and agenoies perfarmlng intslli-
gence functions.. The seoretaries of departmenta, who are members of NSC |
ar; 1n.'a position to review r;cdnmndatlbns of the CIA conc;rning thetr
ovrz; dapartﬁan?s and provision is made t;hat éf.her departmental heads may
be invited to atlend meotings of tho NSG when matters pertitning to their
intelligence activitlloa are under consideration,

The National Security Act does not define the *intelligence activities™

which the CIA is to coordinate with the approval of the Security Council.




s\mab'.ly all iftelYizence aot:l.v:l.tiea relating to the natlonal aeour:l.ty

are included, from collecting information or raw intellirence in the S/@ﬂ/

firet instance to the dissemination of finished intelligemce reports as

the final étage of intelligence astivity.

dutiss in alidition to the duty to meke recommondations w:.th /4::?, to
/ .

upon the CIA: (1) yduty of reccumendation to\the NSC, _in{thd interest

of proper coordixation and greater efficiency, how whoré. hmoné‘\the
; ! ‘ ,




T

within the_knowledge of particular departments and agencles, national

-

intelligence &m&&hm in scope fh,,e.finfai.ligemo mission of any -

/ e

departmongi"br agency, (3) The parfcﬁnma\qf services of com:on oon—

.~

- e

- -

’ e
be mare efficiently accomplished centrallys~_

- -

ce_x;n)hh( o;.n
| ‘Lﬁlfhm three basic duties of the CIA, although distinot in themselves,
&re moeuarily inter-related and 'the porfmance of Qne function may
involve another, For enmpié; in perfoming its pedwery duty of coordle »
nating &el]igemo activities, CIA may reccmmend to the NSC the means
to be employed in the aseembly of matarisl and opinion requisite for. the
per;'m-maqce Yy CIA of its second duty, tha production of nationai intelli-
gen:oe estimates, As another mn, CIA my recommerd, in ac;ordamo__ﬁ
with its m'ima‘x;y'dntw of ooor.dinaﬁn'g intelligence aotiﬁtibs, that a
partioular intelligence mmtiQn be performed. henceforth by u\e CTA
1tself un;le:? 1#.3 third duty of providing services of common concern more
afficiently accomplished centrally.

‘Befare considering in this chapter the perfomaﬁce bty the CIA of

Lte privery duty %o coordinades Esbb{EBRYLGO WFLEYSup R SIATRRSTY

cbservations are relevaht. -d-
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threa distinet if inter-related dutisa,. has nad the consequence of

-

confusing the Directorate of CIA in arranging the internal organisation

Al

of the agency am;“tha performance of any of theose duties. Intelligence

prodjuoo.d 1ndepandenﬁy bty the CIA as a aeryice of common oox'}oem in pr-
formansce of ;ta third ﬁmcti;on. h;a,been oonfused with the coordimtion and
asssmbly of national intelligence in pursuance of its second _mnction.
Coordimtion of intelligence opinion as a second function has in turn

led to emphasis upon CIA relationship with the intslligence staffs af
State, Army, Navy and Alr Foroe departments to the neglect of #s primary
duty to coordinate the 1ntell;gence aotivitieQ of all redorai agnocies

and (Grm;; EQ&ng-u.m to baapon the mniamantsl
1mémgeme problens of the gova;e;t | MG;I-mmion in the internal -
orgafnisation of CIA has been in part cause and in part affact of con=

fusion in 1t§ directorate of its three baslc functions,

The Adnd.nietratimﬂeohaniam for
Coordination of Intelligence Activities by CIA

. Three organisations assist the Director of CIA in discharging his

relf)omibﬂitiea in the coordination of intelligence activitiss: The

SEC

-5




L ——
]

—

Intelligence Advisory Commdtbes (IAC); the Interdepartmental Coordinating

, and Planniné Staff (ICAPS) of CIA; and the Office of Collection and
‘D:lsaan.d.natio(g,i' }Lao in CIA.
(a) The Intelligenca Advisory Commlbtes |
The membership of this committee includes the heads of the intelligence
ataffs of State, Army, Navy and Air Force Departments, the lpad of the
Joint Intelligance Group of the Jobut, Btagt end the ohief 1nt§111gence
officer of the Atom!.c Eporgy Commission, Its predecesscr, the Intelligence
idvigory Board cocupied a position spproximately coordimte with the
Director of the Central Intelligence Group. The Naﬁ.onal Security Act
in establishing the Cenﬁml Intailtgenoe Agency to supersede the Central
'In,belligomo. Oroup made no mention of the Intslligence Admory Board
or of an Intelligence Advisory Comittee. . I4-placnd-the Contral Intelli-—

WWM@ML_&% the Intelli- '

gonce Advisory Committee was sstablished by the first Intanigama
Directive approved by the NSC on the recmendatioti of the Direotor of
CIA, 4t was glven power merely "tG adviss the Director of Central Intelli-

gence. Its coordinate status thus no longer existed.




I
spaer
The .membara of the Intslligence Advisory Committes, by directive of
the NSC are autharized to pass upon reom-mendajuons. of the Director to
NSC and upt;n measures proposed by the Director in implementation of NSC
di!;egtives. Although it 1s incumbent upon the Directm' to transmit to.
NS'C:dls.agnts of membera of the IAC to his récémmndatiohs, the IAC may

not prevent the Director from making his own recommendations to NSC -

regﬁrdloce of dlssents and he may accept the advice tendered him by the

IAC only as he seas fit. Ja.ihe one occasion, however, when dissents

o~
-~

by peubers of the IAC to & proposal by the Diractor (NSCID #9) were

————

forwarded to the Mgﬁen 1n favor of the TAC view

_ Whether because of its limited function of merely advising the
Diréct&r ar jbecauae of the Direotor'; failure to make more active we
of ;hia administrative ;nachimxy Loxr achieﬂng coordination of intelli-
gonce activities, the .Intelligema Advisory Gwmittea’haa :l.n fact m.de.but

11ttle contribution to the solution of problems affecting the intelligence

strioture 83 a whole. There have been only infrequent meetings. aml thers

;a 1ittle evidence of thorough diacussion at these méotinga,of such funda~
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mnﬁ‘al préb;l.m. In faot, the Committee has met lese than six B
since 1ts éi;};;\bliéhment Jate 1n 1947 and- doos Adlwew have ary regular
ache?c‘lule of m meetd.ng5 although meetings ocan beloalud by the
Dinéctor or upon the iniuatiox; of any menbder by appl.tcaﬁ.o_n to tha
nn-eow So far, the mctivitiss of the IAC have boen‘largaly confined

. to éuoiﬁg formal judgment, mﬁnm onl;r by voting elips, upon recammenda~
_t.i.oxjm of the Directof to the NSC of upon OI’A impleﬁxcnting ;liroctim.

S of tnis work 1s condusted through the IAG Standing Committee c.qmiat.--.
ing of representatived designsted Ly each of the members.

' on one occaston the TAG has made an important contributien to the

ooox_;c.umﬁon of intelligence activities apa’t from iﬁs formal procedurs
in éranﬁ.ng concurraence to CIA :jeoommuona and directives. mo ,
Committee took the initiative in establishing in interdepartmental ad
oo conmittes to consider Soviet military cepabilities and 1ntenﬁona '.
dx:n&ng 1948, The repc;rta by this committes were-of high quality, The ‘.
apejcial Mport;anco of the incident for 'tho purposes of this chapter of

this report 1les in the fact that the IAC proved itself capable of

action of importance, inv!lufg mlhgance coordim tion, It also.

SEC
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demonstrated tia tthe technique of producing national intelligence by '
assenbly of d.apartmantal contribution and interdepartmental discussion under
CIA ohairmanship is effective,
(b): In.mrde tmental Coordinating and Planning Staff (ICAPS

| This is the chief steff agency within CIA for the coordim tion of
:I.nt&lligeme activities in accordance with the dutie; and reaponsibd.],itd.e;
of the Director. .Its chairman is a repreeentatifve of the Depnrtmang of |
State of the grade of first secréta:;v serving with QIA. iu menbers
1mi\do representatives of the mt;mgeme or@ﬂaaﬁm of tba.Sta'ia .
'Am;jj,-, Navy, and Alr Farce Depa.r;cments of the grade of Acapt.aj.n, colonel,
and oouparable otvil service rank. It is significant that no member of
ICAf’S héd prior exporience in intelligence orgamisation ané oﬁ.‘l.y e mEm
ber servad at lergth with an inielligeroe agency. The Joint Intelligence
Orc-mp and the Atomio Energy Commission, although rqpraa.entedvon the Intel-
ligence Advisary Committes, do not supply members to ICAPS, An adiitional
memjber of ICAPS acts as the &ﬁoial llaison officer between the QIA. and
JI0.
The assigned t.aak'or ICAPS 1s to review the mmmgémo ‘aotivities

of the. govermment, ax to assist the Director in :I.nitiatangi'mﬁms"i\i(-




coéraimﬁon for mc.ommenda'.d.on to NSCs In crder to perform effecﬁively,

| ICAPS should hawe intimate knowledge of the organizations, responsibilities,
acﬁvn;ie;mi pr.l.oritiea of the various intelligence agencies which ita

. menbers repreaent and should glve constant consideration to the intelligence
relatdng to the matdonal security availéble}n other federal departments
anl agenoies, Actually, its achievcm’entav faflect :!.nadﬁuate lmm’hdgp of
these subjects and Milure to éppreciate the breadth of the GIA'a' responai-
bllity for coordination. |

During the first year of CIA!. existence, ICAPS has been largely

"oonoerx;ad with the cmgnm%ﬂues ,Wnim intelligence
directives of the ﬁc and four implementing directives of the Director
of Central Intelligence. It has supervised the drafting of these papers,
secured more or less complete accepu;x:e of the;n by the intelligence-
produoing branches of CIA, and sulmitted them to the YAC Standing

, Commitiee and the IAC priar to t;heir submission to the NSC o their publi=
cation as CIA directives. It was ariginally expected to act as a secre-
tarlat or warking staff for IAC, b;lt oring to the infrequent ;seetings of

JAC this has never occurred. As a maans of forcing ];.AO and its 3tandin

SEC




Comms ttee to assume moro responsibility (and broause of the evident de-

fects of ICAPS iteelf), it has often been suggssted that ICAPS be
annﬁ.nated entirely, Such a'step, however, would leave the Director

without a unit within his own-agency to carry out his coocrdination re- '

. sponsibilities, and would not of iteelf cause IAC to become more effeotive,

'As a planning and coordinating staff, ICAPS suffers.firam conflicting

organizational loysltiss, It might be expected that the members of ICAR}

. acting as a staff in CIA, would owe their pr:!.mary alleglance to its Direc-

tor jané would use their departmental experience and at;atuenQr’ely as an
app@priate background for the performance of "cheir duties. The contrary
appears to be true. bm members of ICAPS tend to ragard themselves
primari-ly as regrosenfative- of their own departneﬁts assignad tamﬁorarny
to CIA, and only secondarily as agents of CIA charged with 1_mp1nment1ng
its jreaponsibilitua. Hanoe they offer departmental points of view at
diaémgiom of matters nrréoting _thair own agoncies, mregard themselvas
as 1n some measure obligated to protect the. 1nt§rests. of these agenéieuﬁ}» ,
andfto.reﬂect their pou;',iea ratheyr 't';han' aagunme ﬁe pbligationn of the .

Directom' of CIA. To scms extent they substitute themselves for the IAC,

but without being an of flolsl IAC secmumwnd without beingw
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Canm;ittae to' assums more resmmibmty (and broause of the evident de-

fects of ICAPS u_aeif), 1t has often beon suggested that ICAPS be

ommud entirely. Such a.atep, howevér, would leave the Director

withowg a unlt n'ﬂmin his own agency to carry out his coordination re-'
_sp&n‘nibilities, and would not of %jbsel'f cause IAC to become more effeotivav.

".Aa a plannirig gnd‘ coordinating staff, ICAPS vau.t‘fers'-d?um conﬁicti.ng

: org;niz.ational loyt.iltie.e. It might be expecte;i ﬁxat the members of ICAR}

. acting as a staff in CIA, would ows their primary al;;gxamo 4o 1ta Direo-
tor janc.l would use their dapartmentai cxpaﬂence and atatuarmﬁrely as an
app#opriate background for the performance of thelr duties. The contrary
appears to be true. .The members of ICAPS tend to rogard themaelfes

brimarﬂy as representatives of tholr own departments assigned bem;iorarny

to OIA, and only aebo;:dar:\.iy(au agents ofGIA charged with igxplnmsnting

its responsibilities. Hence 't;xey offer departmental points of view at
diaém;iom of matters nﬂ'ﬁcting their onr; agoncles, ﬁmgard themselves

as in_ som measure obligated to protect the interests of these agemiené/% .
ang to::'gﬂect their policies rather ‘l';han agsume the pbligations of the '

Director of CIA. To scms extant they substitute themselves for the IAG,

but without being an officlal IAC secretariafy and without beingw(
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with any such responsibility. They look in two diractions, towsrd GIA and |

tm?d their depertmantal agencies; but chiefly toward the latter.

jThey are,. in ad&ition, largely cut of touch with the internal arrange-
mentz;a of G;‘A,, pﬁr.ticularl& 1n its inteiligence—produgxing officea'. Because
" of this aloofness, mumerous oomplaints are heard in intelligence producing
divigions of CIA that the mombers of ICAP3 keep a;most ohtirely apyr_t-t,- knor
..ntt'l.e-btj' thoir probloms s axd comlt them only ‘ouraorily upon gensr 51_
problems of coordination. There are excaptions to this gsneralhption;.
but mmm&m&rs %o rely upon its onn
Jwg{nsm. amd to f..‘mgo.intansi\to study of the activities of CIA and thelir
relation to those of the departmentel agencies., ‘Tha conssquencas are a
miniinmn of Mterdepdrtmbntal coardination and only a hazy recognition s
ar ex;xtire disregard of ﬂnﬂax;lantal and critical problems of intellizence
orguﬂn;tion.

The member of ICAPS charged with responsibility for CIA Matson with

JI0 acts as a c:annel of transmisaion for JIG papers upfn the conclusions

L hesuil CE e AL FTr e cerenline s

of whioh CIA comnent is requested. This officer also keeps the Director
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of Cantral Intelligence personaily"' informed of intelligence problems of




JIG, His dutia§ relats to ﬂxe avallability of inte? lige'noe‘ information and
the conolusions to be dr;wn I‘rom i1t. These duties hawo not bean assumed
to involve, like the dutles of dher ;nambera of ICAP, the rohnulgtion of
administrative plans for coordimtion'ot intelligance activities, As a
.'cor;boquahca, tﬁ"partimﬂar ualaqn orficér has only inﬁéquent cor;tacta
-with other wrs of ICAPS, and réport’s only rarely to its chairman, thus
emphasizing the distinction between his functions and those performed by
the othsr merbers of the staff. |
‘A similar problem arises with respect to the cheirman of ICAPS. | As
a part of his duties, he ettends meethings of .t.'?e working staff of the
Natfonal Security Counodl, and 1s supposed to mke avallsbls %o the Counoll
1rm1.11gem.§ resources of CIR, vrhilo.kaoping the 1ntellié¢me-producing
div'isionu of OIA informad of tha problems of the NSC ;taff. This relaﬁoné
ship 1mr’olves the diséuasior; of intelligence requirements, the furnishing
by O;A of intelligence reports and the oral preaa;'xtatd.on of the conclusions
 whish may be dremn thorefrom. e Chateman 1o not qualii’;iad by trairing’
or eétpariema to partioipate in such discussions. This problem ixas been

at léasi partlally eolvenl on ths intiative of the NSC, Tho Chairman of

«l1d e ' SER‘B/
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ICAPS has been prevailsd upon tn; bring with him representatives of CIA quali-
fied by knowledge of the applicable intelligence to take part 1n the dis cus=
aion of partioular sitwmtions or general policies, m;a hae prqvidad a |
'murcl efficient means of supplying the NSC staf?f with the best thinﬂ.nz in
CIA, but designation of the CIA representative 'aho.vﬂl provide imtelligence .
adyice remains with the ohnman of ICAPS. He ie at laaaf potentially a
bufifor, who by his mere presence can influence the flow of infemgemo to
one ;of t,hs most significant of the intelligerce sonsumors served by CIA,

In general, wo have Jound that ICAPS, atam&_ by individuals whoss
experience with problems of 1ntolloigonco organigation is not exﬁnaiw, )
has falled to undertake a broad and effective program of coordinmation of
mtelligonce‘aotivitiea.- It has, litt."le contact with the intenigemo pro-.
dusing units of cn, and on the contrary has tended to place 1tself between _
them and other »aganc_:ias auéide GIA with which they ahou;d properly be in
toush, Ithas even gerved to provnnt iofld.ng contfucte between units
w:{hin CIA, awmgﬁ as a;, administrative planning staff it should advo-

cate and assist such contacts where they serve a useful purpose. KNowhere

hni ICAPS reeqnmended or itself undertaken an emnbive program of study

“u- W
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r.lﬂxin'cn and the various agencies of the govermment léqidng toWard coe
ordination of duplicating activitles. It has nﬁt sought systematically to
arrange for the tapping of the rescurces of intelligence agencies not
representad on the Intelligence A@vhory Oumnittqo except as some of these
have bnx; approachéd in connection with the National Intelligence SWV#.
In ite preparation of recommendations far th_e-Direc-bor to the NSC 1t h,é
”ﬁ as an organization in a desultory m@r, which ha: not g!.wn the im~
pression within CIA or outside ﬂ'xatlits mambers or CIA i;mu @aip-thu
tromandous responsibility for coordim'don of intelligence activities which "
are impogsed upon CIA under the NSC by the National So-o\n'ity Acte
We are, of course, aware that CIA (and CIO) has been in existence for
less than three years, amd thet ICAPS imu has operated under its exist-
ing cMr for considerably less t'hﬁn this time, We are also aware that
it is excesdingly diff:l.cult' to obtain the aaqignmnt of cfsnm'etant personnsl |
aoquhinﬁd with intelligence op@nizatd.on. The several direciore of CIC
and CIA have peen burgonad with a .mtltitude of probloms affeﬁting a mw

organization, which may explain the gensral lack of direction which ICAPS

has received from the heads of its own agenoy, Finally, it mst be reobgb
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‘rised tﬁ.z any group having the responsibility of icaps mat procesd slowly

amd tactfully, We are oonvinced, however, that even within the limits

wed by these oircumstances, tho present ICAPS ha’;?:aed ar in nﬁrw instancos
awxi considered the intricate p;obhms' involved in the coordimation of

intelligence activities within the Govermment.

(c) The Office of Collection and Dissemination (ocny

' This 1s the third of the orga!daﬁtions having an 1npm;ant role to
pley in the coordination of intelligence activities. Iike TGAPS, 1t 1s
located in CIAj but unlike ICAPS, 1to members ﬁava no positive allegiance
to aﬁr intelligence organization outside QIA. |

It combi.neg thres funotlons, only o of which bear diroctly upon
its :mk of com'dimtiop. .In the firet place, it acts as a service organi-
mtijon for the operating officea of GIA in procuring intalligenee mamm
I‘rm; othor agancies, maintaining a centrﬂ file aarﬂe;'in its Rafarence
Conter, and dissemimating intelligence ;:ollected ty CIA in ite field |
oporaf.iom. These are euenﬂ.any internal responaibiliﬁ.sa » and although.
ralajtad to OCD*s con;.'dimting tasks, are not a part of them,

i'rhﬁ second function, which does involve ¢oordination, is the furnishing

of csrtain "services of common concern® on behalf of fedeml. gme
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as a whols, One of these is the maintensnce of a central bilographic file

for sedentific and technologicel personalities; another ie & centralized
imiex, not yet complete, of all bioyaﬁhical information in the 'hands. of
the several dopartmnul:[ntel‘ugonce agencies as well as of CIA. These
funotione involve coordination to the extant that they make it nmomss@
for other agencies to undertake the same ﬁah, or to make inquiries for
the same information of several agencies,

The third and most impartant sotivity of OCD in e fleld of intellde
genoe ;oordimta.on is its x;eupomibnuw for coordimting intelligence
collection and dissemination wi'bhin CIA and among the agencies of the
government having national :lntell:lgémc resouraes, Iri ;)rder to d:lachlu'ga

' ﬂﬁs responsidbility, it is to maintain “oontinual surveys and coistactq'
among the fediral agenocles in order to loam what intelligencs they have

{

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

inforaaticn needs they may bave vhioh can properly be satisfied by other
sgenoles. It inx Mnd with deing familiar with the ngllootion_oupo.bsu-

tles of all agencies as well as OJA, and to recommend prooedures and x}qu-

oles throughout the collection and dlmsemination field. The acbivities

Ay
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of 0CD were intended not only to serve the intelligence needs of CIAmd

of the dopu:tnonul agencies, dut also to oonpro!;ond the whole problea 6:
xnm,iuonoo codlecsion sad “~“m““n viihin ym entire :q{ollamo, :

' . strustures, and to initiate meansures and conduot surveys designed to achieve
and n.‘.n;atn its greatest effioiency. |

In faot, OOD has devoted most of its energies to nﬂ.d:_ﬁ.u the nesds

of the operating units of OIA for collection and dissemination. It coordi-

nates the intelligence roqnl.ronouﬁ issusd %0 it from other offices. otb 0IA,
but it 4oes not take and has not sought responsidility for oo/ordtuiﬁ.qn of

the intelligence requirements of all agencies throughout the gavernﬁfsié';
Thus OCD will sscurs information for the Office of Reports and Betimaies

{ORB) of CIA fyom, for example, the Intelligence Division of the Army; bﬂk
. ﬁ \_A

1% is not consulted and has no role in satisfying requirsments of the I~

duots no surveys of the information resources or the collection poto_nuafl-

1Y
3

ties of 'other agéncies except as these affsct the pressnt or anticipated
requirenents of OIA. It does not attempt to learn, for on_aplo. vhether the

soononic inforantion collested throughout the several agencies is sufficient

_18_ m
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telligence Division fror the Departament of State. In the same way, it ocon- °
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to satisfy the resognized need .of the Office of Naval 'Intonigencs f?r in-
torn-‘,;uon on world shipbuilding onpaolﬁu. Budh A reguest may be addressed
t-o OOI? by 6315 in which.cass OOD will dotormaI ‘tho' intelligence resources of
" CIA in lathﬁing ONE's request; bus it will not uniertake to consider thie
raqu;roneﬁb ia the 1light of thg ov;arau av.uuub!.uty of utorutlén throughout
the éntire mvernn;oat, Any s\'wb action must be taken by OBI, without further
au&:ntanoo from 00D except that which may be lp;eiflouly a.ok_od.
‘In lize with its fumotion of 'lm"voying Antelligence resources, it may
bol a pfopor Zunotion of 00D to recommend to IOLPﬁ that I'ttpl be taken by the
Director to secure authority for 'tho inspection of intelligencs 1; !deral
agencies, such as the Treasury. | IdAPB ney t.ako the initiat:.ve in such a pro-
Joct 14self, bub in eiiher case the inspection may well be donduoted by 0CD.
8o rar as ve have been able %0 dotnri;ine. 00D has not yet made any suwch pro-
posal of 1x;lpocuon to 10APS or['::; Director, and has not condusted any sur-
.vomj on its own part which go beyond the aormal acuﬂu'u of in.tsr-ﬁupart-
nez;f.al liaison.
' I% may be observed in general that the ro§ggnn1bllltlos assigned fo

00D in regard to the coordination of colleotion and dissemination are

oA
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apprapriste. They have besn interpreted mro\ily.. howw_or. in terns of the
‘nesds of.tha prodqniu offices of OIA rather than of 1nt0111¢on§o production
throwhoyt the government, It is evident that ocn'hu.; overlooked importeant
sreas where it should sponsor foraal measures o? ooordlnaﬂ.dn in the fora

of recosmendations by the Director to the BSO-Dcputneutal~1nspecfion| isa
case 1n polnt.‘ The fallure of OCD :ln portorﬁanbo of its c.oordln.atiu func-
t}on; is also apparent in comnection with ltho ebsense of implementing direc-
tives designed to strengthen the position of CIA in frovonttn; duplication
ander exiating dtrastives sush as 50 Intelligende Directive # 3. As it
IOLPQ. ¥e are .um.-o ‘of the difficulties beui.stlng d#ordlnation of intelligence
aotiiﬂﬂu by écn.' It 1s true, nwertholon‘ that in OCD as in other dranches,

CIA has emphasised its own role as produse? of intelligence reports asd esti-

mates ad the expenss of its responsidility to coordinate.

t ; Coordination of intelligence activities as achieved by the mrect'og".j

.\

J) the xntonlgonce Advisory Committes, the Interdepartmental coordiuts.ni
!

Phnnta‘ Staff and the Office of conaouon and Diesenination thrcmch ofﬁoiul

ccuon iz represented by nine KS0 intelligence directives and ronr dgu Mr‘duvn.

E— \.
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The NS0 Iz.:tonlcanct;u Dirsctive s Sor the coordination of intelllgece
aotiﬂ.ties in various vays. FYour of them, ESO 5,6,7 and 8, assign certain
“a_&rvtcn of common concern® to CIA under the authority granted im the National
Seourity Act (102 & 4). These ars coordinasive in the sense that they desig-
nate more or lesa precisely the roles to bs played by GIA and the depars-
nontlal sgencies respactively ;n'conanoting certain intelligence operations.
Thue N3C 45 provides that bu alone will condun'_c ‘covert oapiomcé and counter-
esplonage opgrauons sbrosd sxcept for certaln agi'ead »act:lvitin by other
departments and agencies, imlmling ‘the use of casual sgents lc;n oovert opera-
tions. It also prov;du‘ that OIA will éuorunate covert and overt colleotion
aotivitien omong the smeveral ggemi;s and CIA, NSC #6 lh\il&l‘l’é:,mll Cia A
authority 'to conduot all monitoring df foreign press nd.vproplqanda broad-
oasts, and directs CIA to diueﬁlnata the intom;muon thus received to in- -

. terested departmental agenocies. NSO # 7 defines the dutles of CIA in exploiting

domeetio sources of foreign intelligence, and provides for the pnrtioipation

i . of departmentel agencies in this activity, The directive is comprehensivs and

detailed, both as to CIA's functions and thoss of the departmental and other

agenoies. A fourth "service of common concern” is provided in RS0 ¢ 8, {
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wvhich OIA is assigned rnpo'nubuui for the central file of biographical

dnuj'on goreigh solentifio and Yechnologioal p;rnqmit:l.u vhich was mentloned
i- a' tnnéﬁion of 00D, Here l(@n the_pu‘tiotpaﬁon of députnb;:tal and. other
asonjcxec is ;pocitied. |

Generally spesking, this -6:'10:{0!“!80 Intelligence Directives allooates
ronpion‘atbn'uin to CIA 4in fielde which have beea ;mce&od to be those of
conmjon concgrn vhere uo:;k can best de dqne centrally .b-y CIA, ng dtrecnud
have not aroused partiocular controversy oncs tho’jrinciple behind them was
ascepted, and Ghol._r terms have been generally .approved.. |

e mst‘il.portmt N8C Intelligence Directives are l.lon. 1,2,3,4, and 9,
vhich reprosent OIAts ;pproaoh to the b;tltc prodblen of intelligence coordtﬁ-
tioézby allooation ofirOIponllbtllty. They constitute an effors to sort out
tlepa}xrtnontn and. OIA responsibilities.

. NSC Intelligence Direciive #1 establishes the basic mechanisa for such .
coordin,ntlon.‘ It sets up the IAC "to advies" the Director, specifies, the

procedures for the issuance of XSO Intelligence Dtrectina and those of the

Director of CIA; and defines the duty of CIA with respaoﬁ to the production of
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*antionnl intelligence.” It provides for Mange of information between
cn and the departmental agencies, an;l authort_ses tﬁo asatxnl;ont of officers
to CIA by the departmental orgsnisabions. It inclules provieion for OIA to
request authority to 1nspgot intelligence material in agencies of the govern-
ment, and. provides that in péoducins nadional intelligencs, thé CIA "ghall not
. duplicate the intelligence aetlﬂtiu and regearch of the various Departments
and agencles, but shall make use of existing iﬁtenuenoe fao!.liﬁes.’"
| NSC Intelligence Direotive ¥2 determines the allocation of 1ntant¢onco.
€olleoston responsibility abrasd among the State, Army, Navy .a'nd. ALr Force
departments. It oetab:_l.uhon rntheg' vegue fields of primary ﬁtorest (*cortain
proad catog'o‘rias. of agency responsidility®) ® fer as political, oultu:;al and
.nooiologioa'l.. and military, naval and air intelligence are comom;d.' But it
merely auo:cutea economic, scientific and technological intelligence oollppeion'
to egch agency "1 nccoraehce with itc respective na_ods.-' x.tvprovidoa for
coordingtlon of normal collection activitias in the ﬁ.‘o'ld by the un;or us
reprooont;tlvo within the spirit of the ur;étivo.

FSC Intelligence Directive #3 is an slaborate definition of the forms

of intelligence production, i.e., basic, current and staff intolligonce; and

. ;:Iu.z: .
of kinds of {ntelligence, 1.e., departmental intelligsncs and 5 elligenoe.

-3~

. N \




‘In d@rihtas these terms the directive specifies the roles o be jlayed by tho

dapafrtnengu agencies ahd OIA renpecttfoly in 1ntoﬁ£gsnco product;on .

‘'The direotize doos not establish the Rational Intol;ngoncq Su.rny_.-pro-,
gran c'xotpi to define broadly the ¢onorai. teras under whi.éh dasic intelligence
studies of this kim;l should bo-produu"aa; by. ‘acoperative 1n§er~d¢putmﬁaﬂ.
.acn:vuy. There has since been nmo CIA implementing direotive on this subjeot,
:uthfom th; progran is nov well lfll“.?‘h thuinuh of certaln g4 hog mmo-

' qanﬁl. |

‘With respect to sur; Intelligenocs, u;o' directive recognizes ‘hat ";ho
lta.ff i.nto;.l;gmce of each of the dopaﬂmih nﬁ.n-bo br@or than any al!.;f-
oation of col;leouon ronponuiuity!“ua specifies that "‘u part of gho 00~
ordination program, the Director of Central Intelligence vill ssek the aswis-
tence of the u.c. intelligence aaono'ie; 1;1 lm;iglu the necessity for any
agency to d;yulop intelligence in fislds ﬁtltdo its dominant interess.®* By
ind;rocﬂ.on. this provision 'poitntsvup'.tho vagueness of the orictul ailooa-
tions of dominant iaterest, made in N3C Int_olugonoo Dirooti.vo §3. CIA has
-avfsht no ﬁoctuve. IAQ auufnnoo vhiu!; wvould redunce duplua;uan in ool;ec-

tion:onder NSO Intelligence Directive #2, and would coordinate the production




A further provision of NSC Intelligence Directive #3 commits CIA $0 &

of diputmtnl intelligence,
' e

. prog;ru of ‘phnnznc‘ end davoioping the proo;unttopa_g_og aational 1nt01u¢en¢;o in
order to obtain deplftmtal ;nfolligenoe_tor this use within the gapabuiun
of t;n. daparfnontn agencies %o prodwos it. In an ;nplenenung directive
(DOI}D {8/1) a -;andud opont_lgg proeodu;'e for the produotion and coordination
of n;ttongl intelligence in O-tablighod shich is designed to regularise the:
rolajuonn of OIA and the departmental agepciss in this field, Anotﬁer implo-
mont’tn.g directive (DCID $#3/2) epecifies procedures to ¥e followed in coordi-
ani'ng intell{gence reports by CIA with the ntellzgamo branches of thé
State, Arny, li;vy and Air Yoroe departmenta, 'loithor ;nplem;ntlng directive
hae been in force long snough for its oﬂe;tivenono to be 'prc'nred.

Nelther t_hp N80 directive nor the CIA i.mpl‘anonung directigee attempt. to
_ establish sny e;ntrol over the produstion of *nstionsl mmt;@w vy o1k
The .torl is defined as '1nt@tcd dopartmeuﬁal intelligence that dovars broad |
'upj-obl of nationel policy and nationsl uouri.ty-.‘ is of concern to ;orQ than

onJ Departasnt or Agency, and transocends the exdluuiva compatence of a single

departnent or naw. oo ot It hfloﬂ to OIA %o decide what 1s national




intol,licenco in specifio ceses, as well ee to produce it on the dasis of this )

awt;lon..

. 1§30 Iﬁtollzcancol mroowro' #4 provides .tho't the OIA ehall take the lead .
in 'pzj'opartng a comprehensive oufllno of nationa}) l#telitgouo objecsives, and
f:-mn:j time %o time shall icdicate the priorities l'otuoh'ing to the items a0
listed. The directive has bees upum;.a bty DOID #4, which ave;_ a rather
genoral list of objeStives and provides that approved priority liotixign shall
be diosgmtiafed by CIA from %tize to time. |

' The most recent HSC Intontconcg Directive ié §#9, which eofabli.uhu the
U.S. Oomnunications Intelligence Board (USCIR), Iptcilﬂml' its voikinc sechan~
ism, and nakes‘ it the anthoz;itattvolagonq for the coo:;dmtion of communioa-
‘tioz;n intelligence aotivities of $he Oovornlioni. It pﬁcu non’;ero fror 014,
State, Army, Navy and Air Yorce on the Board, end ﬁmldu that thei¥ unamimous
decision s noceuary‘ for approval of pg&rtioular ﬁaﬂ'er-. The Mrocti_:- is
paxtly significant because of its history. In u; earliest form ﬁ p:‘oﬂded
torj_m independent, dapnrtmtgi board t.o aontrol 'énmuni'oaiton- ut?n_t-\km_

3
i

wiich was not to de under the NSO in@ wvas not to include ClA: as & mﬁr.' How-

ever, OIA propossd to the NS0 that the Dirsctor of Gentral Intelligence if‘uka




full control of communications intelligence activities and direct and coofdi-
nate them himself with the advice of the departmental agencies involved. The '
nilivery agoncies of IAG took exception to thls proposal, and their dissenis .
were @hold by the NSC as reported earlier. In the finsl direstive CIA was

included among the members of the Board, but was not given authority to direft

or coordinate activisies in this field,

et = ST TN ————— o T e e gy

JYote: TFollowing this dieoussion of the Diraotives there should be a
disouswign of the sctual practife of coordination, and its successes
and failures in various fields, such as solentific ntolngenoe, intel-

ligence ocollestion, counter intelligence, intelligence production.

e Lt T

Qenolusions
1. OIA has neglectedits primary respoistbility of promoting the oo
ordiaation of the intelligence activities of the Government. That coordi.
nation which has been achieved consists mainly of the assignment to OIA of
. )
oertain oommon servios functions; the mere allooation by directive of respon-

sidilities for the colleotion and produotion of intelligence has not been

offective.

-T=




3. In general, each depariment anﬁ ‘sémoy connn;u- to conduot ite |
opoljrauéno as it @oonéa withoud the benefit of coordination by OIA, There

| is ;IO attempt at systematio ocoordination in -no'no of the major fields of in-
telligenoe activity. .

3. 'An agency such as the Intelligence Adv#.-nor; Compittee is nognd. and
nhoyld also have responsibilities for the oooriingttou of 1&2-111301100 opinion
i» I poiat u'h!.ch will bg' considered lat.or,. It 1s sssential that the Director
of cu and the other members of tho tnfelliganco Mitsox;y Ooﬁtttge bake more
responeibility in ensuring that it hco;ama an active agency for advising on
tho‘oox;ttmmul coordination of intelligence netﬁritiei. )

4 The UC Standing omnittes should be elimtnated, as it detracts from
the suthority of the IAC and prevents the proper funotioning of ICAPS.

5. IOAPB‘ should be reconstituted so .bhat it 1e more ol_oarly a staff
agency responsidle £o the Direotor of OIA although it should ramin. in olonb _
Sowh with the eervice departments sad Stste. ne members of this steff

should be responsibie only for developing plens for the coordination of in-

telligenoe aoﬂvttlin and should not have any liamison dutlies ra_hung to our-

rent operations.




-
. o

6# The Ofﬁo;s of Collaction and Dissemination should be broken up and
its varioue responsidilities roféllooatad. The uuoninauon‘ of CIA tnteli;-
gence ghould ds done by the offices producing it and nod by a separate office;
as discuseed in later chapters, “xo.t.ez"onco and related sorvices should be
porformed by a reconstituted Office of Reports and Bstimates, as discﬁnod
later. The limited hnponsibtliﬂbu of 0CD for coordinating the co;l.ecﬂon
requirenents of the various .a'vor_nnant agencles should be carried out as a

sudordinate activity under the reconstituted ICAPS.
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FORELGN INTELLTGENCE FROM DOMESTTC SOURCES
. At the present tims, the only domestic source of fﬁreign intelligense
| péim; propm-ly exploited 1s the business firms and trawihrl with which
the cor‘z'act'Bra.nch of 00 18 in touch. This seems to be proceeding well
amd the handling o;é thiﬁ intelligénce is properly centralised in CIA .
quevpr, this source’ 1; being used primipally in order to develop intel-
liéen?a from persons travelling abroad and not anl examination of the
nctunf_t. foi'eiigm.tranaacuons. in which bu_ainesa firms and o_thera'. are .ongagotj.
Obv-fgél:;',f' Alattar;é;o-ra certain diffié;xltiea, but 1t would appear
that mora oould be done than is pfesontly the case,
¥uch mare coor:;inhtion is needed 1;1 thd handling of foreign nati:onaliw‘

groups residing in the United States, refugses, defectora, polit:lca.l.
eﬁlo;, et;. éaaponsibility for all of these is scattered, and although
CIA ém‘any has mpénmmw under NSCID No. 7, in pracﬁcg, p'rocodure '
a;re uglxcortain and the peculiar poaitionvof the FBI aribing out. qf its
e@curiw m;pqnaibilit.ie_l makes 'intalligan‘ce exploitation di;fific\;lt.

| The situstion is even more unsatisfactory with remspect 'boi' foreign

intelligence derived from domostic counter intelligence work. fl‘he work




‘ .
SECRET-
of th; FBI :Ls: conoerned' primarily with seourity and law o@mmnt
ani there s 20 coordinated effart to relate: guch ;Aunm&. 10 the
cojmarab‘}o ;ntellige@ aoquirea abroad, | Furthermore, there 1s no
effective coardination of domat'%.o oounter é.ntelligemo and cpun'bar‘

_esjpiopa@ operations with those oconducted dibroad.'
Thus except for the activities of 'rbevéconhot Branch of 00, there
: | |
ssems to be no proper intelligence exploitation of domestic sources.
} - | '

&

-l ‘
~ The State Dspartment, FBI, Armed Servicea,af and Atomdc Energy Commission

{
. s {
are dl) concernsd. Assuming that the conuict Branch can adequatsly oover

its fleld with respect to U. S, nauonala{ the principal prodblem %o be
o .
worked out is the exploitation of 1ntoln@nce which is at present rendered
o ! .
. or o
diffigult bacause of real/slleged security congiderations, This affecte

: . .
al)l foreign naticnals.in the United Stataq.regardless of their categorys

I N
. i . .
‘foreign nationality groupsy and counter iﬂitellige'nce work, In the case

]

L

of all_i of tlmese,"ﬂw FBI is in the positiop of claim.ing t.hai{l they are

_of pq,f;imary socurity interoest, with the r_aa.f % that intelligence is in fact,
‘\. . . ' “ o : .

ir 14& in theory, reduced to a secondary 'ﬁosition. In ef'fect,.-.‘ the FHI,




. :lﬁ-,tel;ligehoo.ahould be more carefully examined.

‘

as a result of its law enfordement responsibilities and its interpreta=

tdon thereof, controls & vast intelligence area extending beyond its

security responsibilities, tut without fully exploiting that area for

1to 1ntelligence possibilities and making the results gencrally available,

 Thus,  there 18 no effeotive way in which domestic intelligence of this

_kind oan bs brought to bear on the full piotwre.

14 is interesting to compare this with the situatlon in Qreat
Britain where M[-5, the Security Service, sits as a member of the JIC

and works intimately with all of the intelligence sgenciess

| : Proggg als

tl) There must be representation,at the top level of intelligence

(2) This would apply to the ccordination of 1nte111g;enc; activities

ooordination

& i

and to the production of national estiates, with respsct to 'both of which
the FBI should play an active role. ..,

)
'

{3) The potentialities of exploiting domestic som-f:éa of foreign

H C
P :

3

i

./' ‘ (I.) CIA should recognize that its xfes;§nsibnit1es %W'Qoordinaung'
.y "‘d - ’ l .




e

intelligence {nolude intelligence from domestic sources as well as otlar
intelligence. The respective responsibilities of the varlow services -

and other agencles will have to be reexamined accordingly.

- Robert Blw




