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MEMORANDUM POR: Directar of Centrsl Intelligence 565-0756
FROM +  Inspecior Gemersl
SUBJECT : Burvey of CIA Briefing and Debriefing Hystems

&. PBRIEFING

1. The Agency's briefing functicns have been examined for the purpose
of determining the validity of the pgenerally expressed dissatisfectlion with
the manner in which they are being performed. The term "briefing,” as used
in this report, is defined as thc act of laperiing ciassified information
concerning CIA, its activities and the prodict or result of those activities
to persons other than staff membere of the Agency. This report doss not
consider such related programs as the orientation of new employees, the
indoctrination or re-imloctrination of staff members, and the briefing of
dependents of ovarsens persoucel. This review has been limited to briefings
econducted in dashington headquariers and does not include consideration of
briefing activities performed 1a the domestic or foreign field.

2. The lmparting of information coneerning the Agency snd its activities
is a daily ocourrence which takes many forms. It say be a formal presentatlion
of substantive intelligence to a government body, the indocirination of gov~
ernzent officials whose duties are related to the Agency, the deliberate
dizclosure of information concerning clandestine setivities to thase who need
to know, or the laformal conversations with cuteiders who can be of service
to the Agency. This activily, comonly called briefing, is participated in
or conducted Ly the components of all three sajor areas of the Agency and
the Office of the ICI, and ita extent is prectically immeasurable. No uni-
Torm, Agency-vide procedures have been established which are applicable to
2ll types of briefings and no authoritative statement of over-all Agency
policy on this subject has Desn iasued,

3. Por the purposes of this review, Agency triefings have been placed
in two brosd categories: (1) those which are given with some degree of
regularity to organized groups participating in intelligence activities or
which bave an inlerest in Agemcy affairs, and (2) those gives on a persosal
basis to individuals having a potential for usefulsess to the Agency. The
first estegory includes the preseantations given to the President, the ESC,
OCB, tke White Housc Btaff ard the IAC and USCIE and their sub-comzittees.
These are usually substantive or operational in sudject matter and are con-
ducted separately or Jointly by components of the BD/I end DD/P. Also
ineluded are the lecture coursen orn intelligence subjects given by the Office
of Training to pilitery wchools such as the Naval Intelligence 8chool., Stra-
tegic Inotelligence School, tha Armored School and the Alr Commard and Staff
College. Special briefings have beer conducted by the DU/P for the Doolittle
Committee and by nll ecomponentz of the Agency for the Clark Task Force.
Briefings are also given to govermeant agencies which are not pricarily
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concerned with intelligence activities but which are involved in Agency
affairs such as the Bureau of Buiget. Civil BSarvice Commlission, Bureau of
Employees® Compensstion snd, on vccasion, to the Departments of Treaswury
_and Jusiice. In addition, some presentations have been mede by the Office
of Training to won-govermmental osrganizations which bave included the
Foliticsl Study Group of Washington, Fordbam University and the Armed Forces
Chemicael Association.

k., Responsibility for arganized group briefipgs within the Agency is
divided. The DCI conducts the btriefings of the President asnd the NBL. Current
intelligence briefings such as those given the White House Biaff are the
responsibility of OCI. Other components of the DD/I area are responsible for
conducting or coptributing to substantive briefings of IAC gub-comeittees.
Feprasentatives of the DD/P slemenis have responsiblility for conducting or
participating in briefings that concern clandestine activities or covert
operations and ID/3 components sre principally respongible for briefings
glven to such crganizations as Buresu of the Budget and BEC. The only
responaibility assigned by regulatory issuance is that of briefing outgoing
military attaches by OFR vhich is econtained in

5. In gonersl, organised group briefings are handled in s satisfactory
manner. Those vhich are regalasrly scheduled have developed estatlished pro-
cedures over a period of years and thelr performance ls accepted a8 & matter
of course. Others are usually scheduled sufficiently far in advenes to
permit adeguate planning anf progreming, and coordimation is effected by the
component having ihe mmjor interest in the briefing. Although minor 4iffer-
ences may occur, the absence of authoritatively assigned, centralized respon-
sibility doas not lmpair the coenetent performance of the group bLriefing
function.

&. Unfortucately, this is not true of the second category, the perscual
briefing of individuals. A large number of persons, both government employees
and civilians, are given classified information on the aims and setivities of
CIA. Among these are:

a. Personnel of other departments and agencles of the Covernment
stationed in Washington vho are reguired to desl with the Agency in
the performance of their rcrmel duties;

b. Offieinls of State and Defense Departments and other govern-
meat offices assigned to duty overseas;

¢. Legizlators involved in Agency affairs;

é. Traveling U. 8. offisials from Executive and Legislative
Branches;

€. Frivete citizens cavatle of providing information of
intellligence value or suppcrt to Agency operations; and

f. Offieials of Toreign sovernments on duty or visiting in
Weshington.
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7. Iodividual briefings cover a wide variety of subjects and usually
must be tailor-made to meet 3 specific purpose. The Clisodestine Services
bave attempted to standardize the briefir which they conduct by means of
prescribed cutlines contained in Gne outline pertains to service
atteches and other service personnel and another is appropriste for Ambasss-
dors, Chiefs of Foreign Missions and principal officers of State, Defeuse,
and other sgencies. This instruction designates the PPC Staff ss the foeal
point for coordination of briefings within the DD/F but makes no provision
for over-all Agency coordination. The outlines are useful to establish o
pattern of briefings in e limited field tuat it would be impractical to try
4o develop a standardized formula which could be applied to all oeccasions.
Emeh briefing must be designed to obtain the maximum usefulness fron the
jndividual for all the Agercy and net just one segment.

8. The Agency's current method of ovriefing individuals is iscking in
direction and control. Arxrrangements for briefings are made in many parts
of the Agency and, too frequeantly, wishout reference to or concern for the
interests and needs of other components. The Office of Central Reference
is notified by the Departments of State and Defense of outgoing service
attaches and Foreign Berviece officers. These notices are circulated through-
out the Ageney and 1f sufficient interast is geperated in any individual &
briefing is arranged. OCR makes no effort to determine vho should be briefed
nor to what extent. It is a pnssive form of direstion in which the initiative
i eirculated along with the notices. Any eomponent which bas an interest in
briefing an outgoing guvernment official them proceeds on its own and no
active or effective coordination is aecomplished. The Office of Training
gives orientation lectures to milltary attaches at the Strategic Inteiligence
Behool but does not participete in the particularized briefings conducted
by other offices. OCR, for example, vriefs groups of military atiaches in
the functions of their Biographic, Infustrial and Graphics Registers and
sekes all arrangesmats with the SIS direct. The responsibility for briefing
Foreign Bervice econcmics repurtiog officers bas besn unofficially assigned
to ORR and for scilentific aspects to O8I, But over-all responsibility tor
all briefings has not been fixed.

9, As a result of this lack of direction and control the Agency is
not getting the full benefit of the sarvices available to it. Insufficlent
attention is given to the potantial for usefulness to the Agency of other
government officials and even when the potential is recognized it is seldom
developed to its fullest extent. There is a lack of aggressivenass in seexing
out individuals, government or non-govermment, who are in a position to advance
the secomplishment of the Agency's aission. An added deficiency in the present
method of briefing is the dangar of divuiging too such information about Ageancy
activities. Preoad programs giver to groups of persons will invariably ionclude
subjects which are not pertinent io the needs of individuals snd will result
in the unproductive and unnecessary disclosure of classified information.

10. Ko scourate statistias =re aveilable of the number of individual
briefings performed within the Agescy sonually. The PPC Btalf, DD/P, bas
reported ihat during cslendar year 195k they condueted or coordinated a total
of 215 briefings of non-CIA, U. ©. governmental personnel alcne. This does
not include briefings performed by otber Agency components which 3id not
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sire coordination with the Db/ P nor does it incliude briefings of nas-
g:gergmml individuals. Incompleie statisties for 1955 indicate an even
larger nasber of briefings were gonducted and it is soticipated t&? the
total will be higher in 1956. Many of taem were of the ‘high_level variety
for high ranking militery officers, Asbassadors sod other members of the
Diplomatie Corps, Meabers of Cougress, Direstors of gpovernment agencies and
even the Yice President. All of tbem were of suffielent importance to the
Agency to werrsst the most csreful atiention.

11. The Agency lacks & cantral facility having responsibility and
authority to develop and direct & sound briefing program. Such facility
iamnur:fw;nm-mtmmfﬁymmkwtmefwm
are in a position to further its misgics. Personsl briefings mist be care-
MHWWMWMﬁWqu@nWmﬁaWM
indoctrinstion he needs to permit him te act effectively and at the same
time guard against the disclosuras »f sore informaticn than be needs Lo Xaow.

Prograaing ;

smoothly with the sppropriste people in sttendance. Coordination batween
Agency components mast be accospllished effestively 50 that their best interests
are served. Thare are sany people in the Agency, expert in their fields, vho
are capable of imparting their knovisdge proficiently. The need is for &
centralization of responsibilivy and sutbority in s single place where the
persanal briefing function ean be ranaged and controlled. A competent manager
is required rather than a substantive expert. It should be his responsibility
to determine who should be dbriefed; plan the briefings to meet the nesds of
each individusl case; prograx snd sehedule them efficiently; and heve sufficlent
authority to effect the neCesssyy coordination between the mejor areas of the
Agency. He will be responsible for coaducting all personal briefings but will
draw on 51l appropriate compouents tor the needed substantive and operational
competence.

12. DBriefing is an Ageney-wise function which transcends the interests
or responsibilities of sny one pamponent OF ares. The need to slffect coor-
dination between elements of ihe Ageacy under the comsend of the threc Deputy
Directors snd the suthority to drav upen the Agency's best rescurces dictates
that the function be performed at tbe level of the Office of the DCI. An
added factor in favor of this determination {5 the large mumber of briefings
of high level government officials in which the DCI or ICI participate. The
Agency officer to vhom this respousibility is sssigned should be st least in
grade G8-15, bave & broad knowledze of the Agency's activities and interests;
and possess a aigh degres of sansgerial skill. The performance of the brief-
ing funetion should not be assigned s suberdinate position withir an operating
or producing component because whs; sxperience hus rated that Agency-
wide epordination cannot be accoeniis affectively at the level of a eomporent
of one of the major areas. _

1. The term debriefing is freely and rather loosely used throughout
the intelligence community as the astooym of "briefing,’ i.e., the removing
or extracting of informetion es spposed to the imparting or divalgiag of
{nformation. Ian this report, it is ased to descrive the act of extracting
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i{nfornation of jntelligence value py interview and interrogation from
jndividuals who have nowledge of gubjects of interest to the Agency.

o, This function is novw being performed in pach the same wmanner as
the function of briefing descridbed in the first section of this report.
Agency Regulation [ Jenunclates the policy of debriefing returning
government officials whose experisnces abroad have provided then with infor-
mation or opinion useful to intelligence and assigns regponsibility for the
arrangement of 4ebriefings to OCR. Through its Lialson Division, OCR obtains
notification of the return to Washington of the overssas personnel of other
agencies of the Goverrnment. This inforsation is passed to ocI, ORR, O8I,
and OBI in the DD/I eres and to RQM/0I8 in the pD/P area. In addition, the
office of the ICI 1s notified of the return of Ambasssdors. If eny of
these components express an interest 1n an individusl, & debriefing session
is arranged through the 1isison facilities of OtR. This is the usual pro~
cedure, although at times the regular 1iaison channels of OCR are avolded
and direct arrangements are made by the interested camponent of the Agency.
Elements of the DD/P sres frequently prefer to conduct their own debriefings
particularly if subjects of operntional interest are to be discussed. If
a private citizen is to be debriefed, the syrengements are usually made by
Contact Division, 00. The responsibility for conducting the debriefing
rests with the office which has expressed the major interest in the individual.
The initiative for bringing abcut a debriefing is supplied by an office having
well defined dut specialized interests rather than & centralized suthority
responsible for attending to all the interests of the Agency.

3. Those debriefings which are arrsaged by this method are frequently
eonducted in en unsatisfactory menner. The errieﬂna of a prominsnt official
may be attended by a large rugher of parsans mwany of whom are motivated more
by curiosity than an jnterest in his intelligence potential. A large audience
at g debriefing 1is unmanageable. guestions are asked at random and subject
matter changes with confusing rapldity. Invariably ons questioner will domin-
ate the interview, consuming much of the allotted time in the relentlass
pursuit of & topic of very B&ITOW interest and affectively preventing the

full expleitation of the seurce. To produce the best results debriefings
must be eonducted on & personal basls with only intelligence officers having
related interests in attendance.

L. Poor results are alsc caused by inexperienced jntelligence officers
who are incapable of conducting a debriefing in & professional menner. An
inept interrogator who has not properly prepered himself for the interviev
cannot help but fail to achieve his purpose. gfforte are often made to use
intelligence requirements which are inappropriate to the competence of the
source and he Tinds himself? wisble to anfwer the guestions put to him but
thoroughly capable of answering guestions which are not asked. Only intelli-
gence officers who are experienced in interrogetion as well as expert in
substantive matters should participate in debriefings.

5, ¥ot all returning government officials are suitable for debriefing.

Many engage in sctivities in areas where the Agency's knowledge is sufficiently
complete and little or pothing could bve gained by their debriefing. OCthers
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be guestiocnable. Some are unapproachedle for security reasons. Beturning
officisls must be selected by & ecareful snalyeis of their potential to pro-
duce informamtion of value to the Agency and it must be done with all of the
Agency's interests in mind. However, high~level govermment officials should
always be debriefed if only for the public relations benefits to be grined .

might be deficient in background or training 80 that their competence would \

5. The Agency's debriefing function suffers from the seme lack of
direetion and control which sppiies to the briefing function. The sbsence

of & centralized suthority bhaving responsibility for developing and directing

s debriefing program bas resulted in tiw inadequate and often incompetent

performance of this function. The two functions of briefing end debriefing |
are so similar in pature and so ciosely related that they could be performed

best under a single sdministrative authority. It would provide the continuity ‘
necessary to snsure thati those who are briefed are alsc debriefed. ‘

7. The responsibility for the briefing end debriefing of non-governsental
{individuals has been assused by Contact Division, 00, ss a part of their func~
tion of the “collection of forelgn intelligence information within the United

States from selected business end other non-gov organizations, unaf-
filiated individuals and aliens’ ns sasigned by Oceasionally, 00/C 25X1

brings non~-governmental individuais of unusual competence or potential to
Waghington Hesdquariers for briefing or debriefing. The arrangesents are made
by 00/C with other Offices or components usually supplying the appropriate
substantive competence. Ideally these functions should be combined with the
briefing and debriefing of goverrmental individuals to complete the centralize-
tion of autherity and respousibility. 1t is considered inadvisable to effect
such & consolidmtion at this time, pending the completlon of the IG surveys

of 00 and OCR. Those swrveys may indicate the desirability of eonsolidating
governzental end non-governmentsl exploliation by revising ESCID-7 and reor-
ganizing internally. It would be better st this time to limit the responsi-
bilities of the central administrative suthority to governmmental individuals
until such time as it has demomstrated the capacity to assume added functions.

B. It is recommanded that:

e S

a. The regular and welil-established briefings of organized
elements of the Government continue to be conducted as at present;

t. There be establisked a central authority responsible for
the development, directics, and supervision of & sound Agency
prograa for the casbined functious of the personal briefing and
debriefing of government individumle;

o. For this purpose, there be established the position of
CIA Briefing and Debriefing Officer i the Office of the DCI; and

d. &n suthoritative statemeni of over-all Agency pelicy on
briefing and debriefing be published. {Proposed statement of
policy sttached as Tad 8}
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