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The Prisident e

Thae White Haouse

- wWaghington 45, L.,

Dear Mr. President:

This is in reply to your memorancus of 30 November 1963
concerning your desire for masinum economy and eiliciency in the
Federal Covernment. [u the attached paper i have stated briefly
some oi the major steps taken within the Ceontral Inteil:gence Agency
in 1963 in fartherance o1 this goul. 1have also outlined certain
rasagures planned or in 3rocess which should continue aad acceleraie
the progress already mads in this direetion.

when [ agsumed ihe responsibility as Lirector o1 Centrai
Intelligence, Iimmediately organised a task force composed oft 25l
sip, Lyman Kirkpatrick, Lxecuiive Director-Comptreller, CIA;

ixecutive Seereiacy, Fresideut's Foreign

Inteiligence Advisory Bomrd; amd| ]

|to work under my dizettien ané with me in examining

ihe aciivities, operaticus anc mansgément of each and svery division
and directerate of the Cantral Intelligemce Agency ior ihe purpose of
determining the neeu for the work undertaken and the cificiency with
which the directorates were managed, The oral and written reporis
of this group have heen most usaiul to e and oy Deputy in admine
istering the affairs of the Agency.

55 = result of their axamination, two task iorces were astab-
lished, one under Mr. John Bross, my Depuly for National Intelligence
Frograms Evaluation, te study in éepth manpowaer utilization; the
second under A'r. Lyman i’irkpatrick oa personnel management. The
results of the siudies of these two graups significantly improved our

management functions anc stemmed the built~in persesnel growth,
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SULEE Y
SELHES

It {s pertinent to note that the Central Intelligence Agency,
in and of itaelf, represents only betwean 10% and 20% of the total
iInited Htates intelligence effort. The exact perceatage depends
apon whether certain military activities such as Alr Force and
HNaval reconnaissance units are classed as “inteiligence”, At
ieast 307 of the intelligence effort is in the Defense Intalligence
*gency, the intelligence units of the Services, the National Jecurity
fpency and the comrmunications intelligence activities of the Services.
it is obvious therefores thai the terms of reference of iny aspoiniment,
which placad upon me responaibility for coordination and guidance of
the cormununity, is of utmest importance if cur inislligence costs are
o be minimizred and duplication and unnecessary siiort avorded.

Coordination hae until recently been undertaken by me

personally, supported by CIA staff, and it has been eifecti e ia s

4 great many areas. Last fall I appointed as

vy lseputy for Nationai Intellipences Prograrss Zvaluation and he

i8 now squipped with 2 most capable staff drawn {rom the Bureau

»f the Budset| Dapartment of Defense 2541
White HKouse {(Mr. Thomas A. Sevl

arroti} and others. | [responsibility is to examine

~arious intelligence activities, to report to me and to the United
Hates intelligence Board on them, and to recommend changes and
wiodifications considered necessary in the interests of improved
intelligence and economy. 435 of now a task force under IMr. Benjamin
Zhute is commencing an examination in depth of our comm inications
inielligence organization and activity which in itself involves about
|civili&n and military personnel. A second task force under

lis examining intelligence collection

and reporting on the Middle East. This examination will be extendad
o other geographic areas.

The level of sffort in the field of intelligonce is not
rneasurable by any ‘norms’' applied to other government activities
or 1o private enterprise. 1 have found that the astablishment of
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intelligence objectives without consideration of the cost or man-
powar required to accomplish the obiectivea has in the past been
a serious deficiency in the management of the intelligence com-
rounity. I therefore plan that the United States Intelligence Board
in establishing intelligence objectives, which is the Board's
responsibility by NSC directive, will concern itself with the isgue
of manpower and cost involved in such decisions.

Zespectiully vours,

“igned)  JOHN A. MeCONE

Johr. ¢, niclone

O/BPAM 2 Jan 1964
Orig & 1 - addressee (w/attach)

1 - DDCI

1 - ER v«

]1 - EE&@%ir-Comptroller
Rewritten:JAMcCone:

Final typig: O/ExecDir;kg
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SHONMY FASURES WITHIN CTA

Fast Accomplishmenty

Iin tlm past yesr improvencents in the declsion-maliing process of
sppagement hove begn to maverialire Tolloving orgenizational
cinges mmggxmted in the previcus year. In particular, the Tlow of
informetion on fiscal anwtbers hes teen enlmneed, the bdudget review
process strengthened, and the control over allocatiom of Agency resources
i strengthened by assigning the Comptroller funetions to the Executive
‘ Hreetor,

| Yhe review and spproval process for Agency activities has been
revized to facilitate n more orderly sxecutica of ux plans and progrsme,
This is porbiculsrly taportant since much of the Agency's work is
| cemprised of a myriad of memll efforts vhich my requlre culy o few
| employess wnd o Few thoussnd dollars: thus sn effective meens af
i sathering in the reinsg ot successive echelons o7 commwnd is essentinl

in ouy daily operations.

i Inst year the Agency sdbered closely to a holé-the~lioe budpet
| pogture except for thoee high priority progreas vhore growlh wae
epsential nnd dirveected, e,3. photo-interpretation, recomelssance and
1 25%1 goomunications. On the senpover front, by cereful welghing of priorities,
1 pooitiong were reallocated from within the Agency to secomnadate o
: weatly expended sclembtific cpd techmologleal effort. Calculations ghow
| that a worklouwd absorption of move than years was schieved in 25X1
intelligence profuction, covert operwilons =apd support, apd In addition
unecpenseted overtine and forfelted ammial leevwe aecounted for nearl 25X 1
man years. The net effect of these economies was sbout &l:L|
' 251 vercent saving in manpover.

25X1
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Intelligence producing esaponents of the Ageney have experienced

o steeply rising volume of sctivity end, except for photographice inter-

pretetion, this has been largely sdaorhed within existing personnel 55X 1

levels (eptimated savings of more than yenrs). By careiul

ghifting of key intelligence officers, guidmnee to the inteliligenee

i sollection mechinery has been centrelized, providing move flexibility
mné puifter response to erises. The basic intelligence Dmetion wvp
completely reesst to eliminate work on infomation of « trapsient nnture,
anf the refepence services effort on infustrial insteallatices wpiated
to reflect only eurrvent tarmets of the highest priority {» reduction
from . In s governsent-vide sepse, the
contipumtion of the cenbrallited” concept with regard to national

25X1 photo interpretation needs sed certaln trusslation services upaoubtedly
paved o grest mmount of Pederal funds.

Qur support and service orgenlystion has f'or some yeors contended
with a gSeenly rising worklosd, ns demonstreted in en impraieive arvey
of statistics, with espentially no incronse 18 manpover, The omly
exeeption has been In comminlestions whare we Ieve regpondgd to a
mibional reguirement for a greatly luproved commanleations capabiiivy.
(In the last three yesrs, world-wide comwmnicetions traffiec volume nas

25X1 [P

Indicative of & £ the minor stens teken to curtail expenditures
25X1 unpre o sherp cutbasck in air truvel; in covert opurstions, &
move towerd greater use of in-bouse legal espebility rather than resort- 25X1
1 ing to more expensive privete lew firma; erestion of a zuch needed
| ald-caresr troining proprem from existing resources; and nev arraungenents

The effects of hold-~down actions teken during the budget cycle
vhen succeesive echelons of Agency menepemant ~re conductinz heerings,
weighing altematives, snd paring oway ooneensentisis sre itinstreted
graphigally in the following coupurison:

25X1
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HMemsures Planned or in Frogress

Upon receipt of the President's memorsndun ol 30 November 1963, a
number of actions were token Lmmedistely:

- the Executive Director-Comptroller wes instructec to revievw
with Deputy Directors at leagh once every guarter progress
mde in effecting further econcmies;

« reorultment was drastically cut baek and very rigid controls
applicd to entering on duty any new employees;

- the expangion of cur communicaticus staff was helted end
the rate of growth in photo interpretation ecapabillty checked
pending restudy of recuirements;

~ & much strengthened menpower control system was instituted,
with governing measures extending deep into orgnnizetional
gchelong;

« p peries of problem aresas vhereln Jurther econonnies may lie
wers 1dentified to subordinste ccemanders with instructions
for reappraisal ond reporting back;

- a system was invoked whereby umusual and/or costly demands
placed on support and pervice components will be goreened st
feecublve Mrector-Comptroller level;

- & resssessment of true Agency ncads for the input of Junilor
Officer Trainees over the mext 13 months will be meade;

- 3 -
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- o vigorous nttack wvas medé b ghe printing workload and
inetructions issuel which should @r&cz sonc real refuction
tn thils aroa.

Tue covert owm has in hnd an snalysis of all the basic charbeys
under which pur overgess poste cperate Lo eApure thet priceity objectiven
11gted therein conform with vresent ngeds auvd ore corpetivle with eurrent
opevational envirenment. LTha laborious, dollar~-triming reviev of all
clandestine projects continues. Pupther study vill be given to & seale-
dowvn of costz involving 1iedgon with foreign {ntelligence services.

Yery promising equipaant o ald in transiasticn o documente hes been
contracted for, which 1t is anticipated will permit =p immdiate 300%
incresse in cutput of Husslsn trapslstions with no zAditional personnel.
Undey the lenfership of 2 sepior substantive officer, the intelligence
produeing samponents wre waferbaking & self-exemination to engure thet

nergonnel 2re belnz ptilised with mexloum efficiency and in pursuit of

) ment cbjectives, In addition, the wvhole eostly busineas of docunent

hendling, o formnidable conumer of sappover, is going o be looked st
very coreiully.

Tme pecrultment slow-down will begin to nitect sot culy the persomnel
administration function wut aiso the securliy workload, medical services,
oifiee space requiresents and other asetivities which are divectly related
to persaunel gtwength, In any tnetepees the resqurecs relenged thereby
s111 have to be redirected O other pon-deferrable support taske, guch
an adainistering the nev asrly vetirement pROgreh. "he lewvaling off of
tne coppmigations buildenp will 1ower FY 1965 requirenents Tor thig
eotivity b;‘l;—l

The coming yesr will see a further strengthening i our amagenent
pechinery and sa incressed fiow of inforpation acroas coapoaents ond up
through the chain of ccrmend. We coticipate thel en incrcagel aworeness
of Ageney-wide problems smoung cuy employecs vill surfece other aspects
of subgtantivo Programes erersting proceduies, «od afministrative
practices whereln Purther sconcales can be effocted.

At the aame time thet these 2eaaUres ape bedmp waaen within &t
Centrul Imtelligence Agency, the intelligence communily as & whole will
e moving forward in concertsd attnck on the problems of wmele, dupltaation
and ipefvicieney. This commmity pelf-cxaaination will be faeilitated
by the efforts of the penuty to the Director of Central Inteiligence for
Tmtionsl Intelligence Prograus Byveluntion, & post created o fev momthe
agos ihe prime vesponeinility of this Deputy, vbo is being supported
by » small etalf esrefilly selected from within and without the Central
Intelligence Agency, is Yo ensure the coordination end guidance necesssry
for sound deeisions conceruing ipvestaent of nationel roscurces for
intellipanics DUTDOGEB.
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. THE WHITE HOUSE

Washington

November 30, 1963

¢

MEMORANDUM.‘FOR THE HEADS OF DEPARTMENTS AND AGENCIES

I have pledged that the Executive Branch will be administered with the
utmost thrift and fru'gality',"'"t'hat the Government will get a dollar's value
for a dollar spent; and that the ‘Government will set an example of pru-
dence and economy.

To carry out this-'pledge;' I intend:

To examine agehcy 'budg'et requests with the determination
to hold the 1965 Budget to the barest minimum consistent
with the efficient discharge of our domestic and foreign
responsibilities."

"To give you my full support in your efforts to achieve

administrative or legislative changes which will eliminate
unnecessary procedui‘es, curtail or drop programs of low
ut111ty, institute consolidations or other organizational
econom1es, and effect savings in procurement

To suppo.rt sglary-scales_ for civil servants, military per-

" sonnel, .and policy officials which will enable you to retain

and recruit ta.lented,- energetic, and imaginative employees.

To accord 1ncreased recogmtmn to those governmental units -
and 1nd1v1duals that make notable advances in prov1d1ng
efficient service at lower cost.

To assist me in ca',rixjyi_ng out my pledge, I ask you:

‘To assume personal day-to-day responsibility for making

your agency a model of good management and economical
administration. -
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‘ee To press ahead vigorously with your program for manpower
control and utilization which you developed in response to
President Kennedy's directive of October 11, 1962.

R

ﬁg hold agency employment at or below the personnel‘targets
) -~ established in response to President Kennedy's statement to
the Cabinet of September 23, 1963, -
-~ To make clear to your staff that each Government employee
is responsible, not only for doing his assigned job to the best
of his ab‘iﬂﬁy', but also for devising and proposing ways to
improve his performance. '

== To seek the advice of Committees of the Congress, and of
private organizations and individuals, in finding ways to do
the public business more economically.

== To submit to me promptly a report of major cost reduction
actions taken during the past year, and a statement of the
steps which you propose to take in the next year to tighten
your operations and effect savings.

The Federal Government has reason to be proud of its many recent achieve-
ments in management improvement. But we cannot rest on past accomplish-
ments. There are as many savings to be made in the future as have ever
been made in the past. The citizen's faith in free government is strongly
influenced by the extent of his confidence that public servants are alert and
efficient in conserving the Nation's resources entrusted to their care. For
this reason, we must work hard to reduce the costs of GCovernment, not

only for the sake of the sayings to be made, but also in the interest of
vindicating the people's confidence in the institutions of democragy.

signed Lyndon B. Johnson

Egc iV 61 m 9 330
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