Declassmed in Part - Sanltlzed Copy Approved for Release 2013/08/19 : CIA-RDP83- 01034R000400110009- 0

7 ( gz
G e &

THE CENTRAL INTELLIGENCE AGENCY
and |

NATIONAL ORGANIZATION FOR INTELLIGENCE

A REPORT TO THE NATIONAL SECURITY COUNCIL
by

Allen W, Dulles, Chairman
William H. Jackson
Mathias F. Correa

BRIy

E

50X1

'-‘ 1‘/ﬂt’7’ﬂ¢/(~ ZYIEWER:_}
FER VSE /?/’/’/? J’Zf??zf

1 January 1949

. Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0



Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0

THIS DOCUMENT CONTAINS INFORMATION
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LETTER OF TRANSMITTAL

"Jahuary 15, 1949

National Security Council
Washington, D. C.

Attention: Mr., Sidney W. Souers
Executive Secretary

Gentlemen:
In accordance with the terms of the memorandum to the under-
signed frém Mr., Sidney W. Souers, Executive Secretary of the National
Security Council, dated February 13, 1948, as supplemented by his
memorandum of March 17, 1948,* we submit herewith our report on "The
Central Intelligence Agency and National Organization for Intelligence."
On January 1%, 1948, the National Security Council recommended to

the President that a group comprising individuals not in Government

service should make a "comprehensive, impartiasl, and objective survey of

the organization, activities, and personnel of the Central Inteliigence

"

Agency. The group was asked to report to the Councll its findings and

recommendations on the following matters:
"(a) The adequacy and effectiveness of the present organi-
zational structure of CIA,
"(b) The value and efficiency of existing CIA activities.
'“(c) The relationship of these activities to those of other
Departments and Agencies.
"(d) The utilization and qualifications of CIA personnel."
As a result of this action, the present Survey Group was created and

the undersigned eppointed by the National Security Council with the approval

23

* GSee Annexes No, 1 and 2 for the texts of these two memorands whlch
constitute the terms of reference for this survey.
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of the President. The terms of the resolution approved by the National

Security Council were communicated to the Group on Fébruary 13, 1948,

Following discussions with the undersigned regarding the scope of
the survey, the Executive Secretary of the National Security Council,
with the approval of the Secretaries of State, Defense, Army, Navy and
Alr Force, sent to the Survey Group on March 17, 1948, a second memo-
randum which constituted an extension of the scope. of the survey as
originally set forth by the Natlonal Security Council. In particular,

this memorandum included the following provisions:

"The survey will comprise primarily a thorough and compre-
hensive examination of the structure, administration, activities
and inter-agency relationships of the Central Intelligence Agency
as outlined in the resolution of the National Security Council.

It will also include an examination of such intelligence activi-
tles of other Government Departments and Agencies as relate to

the national security, in order to make recommendations for their
effective operation and over-all coordination, subject to the
understanding that the Group will not engage in an actual physical
examination of departmental intelligence operations (a) outside

of Washington or (b) in the collection of communications intelli-
gence. On behalf of the National Security Council, I will under-
take to seek the cooperation in this survey of those Government !
Departments and Agencies not represented on the Council which have
-an interest in Intelligence as relates to national security.

"It should be understood that the Survey of the Central
Intelligence Agency and its relationship to other Departments and
Agencies will be done for and with the authority of the Nationel
Security Council. The survey of the intelligence activities of
the Departments of State, Army, the Navy, and the Air Force,

however, will be for and with the authority of the reepective‘
heads of those Departments."

It was also provided that the Survey Group should submit from time

to time recommendations on individusls problems, and that problems con-

cerning the Central Intelligence Agency should be given priority over

those involving other agencies.

iv
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The Survey Group has submitted two special reports to the National

Security Council, each one in connection with particular problems being

50X1 . considered by the Council and its members.
50X1
S0X1 ) The. second interim report, dated May 13, 1948, dealt

with the "Relations Between Secret Operations and Secret Intelligence."
The present report is based on an examination and appraisal of our
national intelligence structure and operations as created by the National
Security Act of 1947 and developed in the Central Intelligence Agency and
the individual departments and agencles concerned with national security.
In accordance with the directive from the National Security Council,
emphasis has been placed upon the Central Intelligence Agency, but theré
has also been an examination of the principal departmental intelligence
agencies in order to determine their scope in the field of intelligence,
and their relations to each other and to the Centrai Intelligence Agency.
o Our examination has been confined almost entirely to the over-all intelli~
B T )
gence orgenlzation and activities in the Washington headquarters of the

Central Intelligence Agency and the Departments of State, Army, Navy and

Air Force.

We have met with members of the directorate and personnel of the
Central Intelligence Agency and with representatives of other agencies,
With the assistance of our staff, we have consulted aprroximately 300
persons who by virtue of their present position or past experience are
fami%}ar with intelligence problems. In addition, a series of confer-
ences were held at which officials of all of the intelligence agenciles

were invited to submit their recommendations and suggestions and discuss

e s | v
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them with the Group. These conferences were attenced by representatives

from the Departments of State, Army, Navy and Air Force, the Joint Staff,
Reeeargh end Development Board and Atomic Energy Commission.
In conclusion, we desire to record our appreciation for the effective
work of the staff members of the Survey Group, Robert Blum, Joseph Larocquse,
Jr., Wallace A, Sprague and Edward L. Saxe, in assembling data with regard
| ’ to our nationsal intelligence organization and in assisting the members of

the Survey Group in carrying out the examinatlion of our intelligence

gstructure on which this report is based.
Faithfully yours,
Allen W, Dulles, Chairman
Mathias F. Correa

William H., Jackson
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SUMMARY

Tl;e primary obJect of this survey has beenthe C;ntral Intelligence Agency,
its organization and activities, and the relationship of these activities to
the intelligence work of other Government agencies. Examination has been made
of these other intelligence agencies only to the extent that their activities

bear upon the carrying out by the Central Intelligence Agency of its assigned

functions.

Section 102 (d) of the National Security Act of 1947 creates the Central
Intelligence Agencﬁr as an independent agency under the direction of the Nationsl
Security Council. It gives to the Council broad powers in the assignment of
functions to the Central Intelligence Agency and creates a framework upon which
a sound intelligence system can be built. The Central Intelligence Agency has
been properly placed under the National Security Council for the effective
carrying out of 1ts assigned function. It should, however, be empowered and
encouraged to establish, through its Director , Closer liaison with the two
members of the Natiomal Security Council on whom it chiefly depends end who

should be the main recipiente of its product--the Secretary of State and the

Secretary of Defense.

' The National Security Act, as implemented by directives of the National

Security Council, imposes upon the Central Intelligence Agency responsibility

for carrying out three essential functions:
(1) The coordination of intelligence activities;
(2) The correlation and evaluation of intelligence relating to the na-

tional securlty, which has been interpreted by directive as meaning the produc-

tion of national intelligence;
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(3) The performance centrally of certain intelligence services of common
concern. -These include services of a static nature, such as research in fields
of common usefulness, and operational services such as the collection through

the central agency of secret intelligence.

These three functions constitute the basis of an integrated system of in-
telligence and they have been used as the frame of reference for the examina-
tion of the Central Intelligence Agency and the related activities of other in-
telligence agencies of the Government represented on the National Secu::;ity
Council, particularly the Department of State and the Departments in the Na-

tional Military Establishment.

No amendment to the prbvision of the Act relating to intelligence is re-

quiredat this time. What is needed is action to give effect to its true intent.

THE RESPORSIBILITY OF THE CENTRAL INTELLIGENCE AGENCY FOR COORDINATING INTEL-
LIGENCE ACTIVITIES '

RS

i Under the statute, the Central Intelligence Agency has broad responsibility
: to coordinate intelligence activities relating to the national security. In
the discharge of this responeibility, +the Central Intelligence Agency should
review the intelligence field and ascertain where there are gaps or overlaps.
*l‘he' agency best equipped to do & particular job should f£11l any gapa. Where
two ;)r more- agencles are doing similar work, the one best equipped ought to

carry on the job and the others drop out or their efforts be coordinated.

This vitally important responsibility for coordination is to be exercised
by recommending directives for approval by the National Security Council. The

Central Intelligence' Agency has the duty of planning for coordination and, in

2 | | | 18P SEefT |
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1 . consultetion with the other intelligence agencies , of taking the initiative in

seeking directives to effect it. Today thls coordinating function of the

Central Intelligence Agency 1s not being adequately exercised.

To asslst 1t In carrying out this task the Central Intelligence Agency
has available the Intelligence Advisory Committee. This group includes the
Director of Central Intelligence as chairman, the the heads of the intelligence
staffs of the Departments of State, Army, Navy and Air Force, the Atomic Energy

Commission and the Joint Intelligence Group of the Joint Staff.

A number of formal directives for the coordination of intelligence activi-
ties have been issued by the National Security Council upon the recommendation
of the Central Intelligence Agency and the Intelligence Advisory Committee.
These directives, except those specifically assigning to the Central Intelli-
gence Agency the carrying out of certain common services described below, have
not gone far enough in defining the scope and limits of departmental intelli-

R

gence activities. These activities continue to present many of the same Jjuris-

dictional conflicts and duplication which the National Security Act was in-
tended to eliminate. Consequently, +the absence of coordinated intelligence
planning, as between the Central Intelligence Agency, the Service agencies and
the State Department, remains éerious. What 1s needed is continuing and effec-
tive coordinating action under existing directives and also directives estab-

lishing more precisely the responsibility of the various intelligence agenciles.

The field of scientific and technological intelligence 1s an example of
lack of coordination. Responsibilities are scattered, collection efforts

are uncoordinated, atomic energy intelligence 1s divorced from scilentific
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intelligence generally, and there is no recognized procedure for arriving at

authQritati#e intelligence estimates in the scientific Tield,with the possidle

exception of atomic energy matters.

Another important example of lack of coordination is in the field of do-
mestic intelligence and counter-intelligence relating to the national security.
Jurisdiction over counter-intelligence and counter-espionage activities is as-
signed to the Federal Bureau of Investigation in the United States and the Cen-

tral Intelligence Agency abroad. However, fifth column activities and espionage

do not begin or end at our geographical frontiers,and our intelligence to coun-
i ter them cangot be sharply divided on any such geographical basis. In order
‘ to meet the specific problem presented by the need for coordination of activ-
| ities in the field of domestic intelligence and counter-intelligence relating
to the national security, it 1s recommended that the Director of the Federal

Bureau of Investigation be made a permanent member of the Intelligence Advisory
Committeo.

The Intelligence Advisory Committee so far has had little impact on ' the
solution of the problem of coordination, except in formally approving proposed

directives. It should be Are-activated end called upon to play an important

role.

To assigt the Director of Central Intelligence in carrying out his duties
to plan for the coordination of intelligence, the staff in the Central Intel-
ligence Agency known as the Interdepartmental Coordinating and Planning Staff
should be reconstituted and strengthened. It should be composed of personnel
definitely assigned to, and respoﬁsible to, the Director of Central Intelli-

g8oence and charged, on a full-time basis, with carrying on continuous planning

4 /
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for the coordination of specific intelligence activities. This staff, which
might be called the "Coordination Division," should support the Directar in

fulfilling one of his most important and difficult duties under the National

Security Act.

In concluding the consideration of this most vital problem of coordination
of intelligence activities, it should be emphasized that coordination can most
effectively be achieved by mutual agreement among the various agencies. With
the right measure of leadership on the part of the Central Intelligence Agency,
a major degree of coordination can be accomplished in that manmer.

THE RESPONSIBILITY OF THE CENTRAL INTELLIGENCE AGENCY FOR THE PRODUCTION OF
INTELLIGENCE RELATING TO THE NATIONAL SECURITY

A long-felt need for the coordination, on the highest level, of intelli-
gence opinion relating to ’broad agpects of national policy and national security
wag probably the principal moving factor in bringing about the creation of the
Central Intelligence Agency. The lack of ény provision for the prompt produc-
tion of coordinated mational intelligence of this kind was one of the most

significant causes of the Pearl Harbor intelligence failure.

This type of national intelligence, expressed in the form of coordinated
national estimates, +transcends in scope and breadth the interest and compe-
tence of any single intelligence agency. Hence, such estimates should be fully
p;articipated in by all of the principal intelligence agencies. All Jointly

ghould share in the responsibility for them.

Wi*gh one or two significant exceptions, whose occurrence was largely for-

tultous, the Central Intelligence Agency has not as yet effectively carried

out this most important function.
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The Office of Reports and Estimates in the Central Intelligence Agency

was given- responsibility for production of national —'intéiliéénoe. It has,

however, been concerned with a wide veriety of activities and with the produc-
tion of miscellanecus reports and summaries which by no stretch of the imagi-

nation could be considered national estimates.

Where the Office of Reports and Estimates produces estimates, it usually
does so on the basis of its own remearch and analysis and offers its product
as competitive with the similar product of other agencies, rather than as the

coordinated resultof the best intelligence product which each of the interested

agencies is able to contribute.

The failure of this type of intelligemce product to meet the requirements
of a coordinated national estimate is not substantially mitigated by the exist-
ing procedure whereby the Office of Reports and Estimates circulates its esti-
mates to the intelligence agencies of State, Army, Na.vy and Air Force and ob-
tains a formal notation of dissent or concurrence. Under this procedure, none
of the agencies regards itself as a full rarticipant contributing to a truly

national estimate and accepting a share in the responsibility for it.

It 1s belleved that thigs situatioﬁ can be remedied if the Central Intel-
ligence Agency recognizes the responsibility whichit has wnder the statute and
assumes the leadership in organizing its own work and in drawing upon that of the
other Intelligence agencies of Government for the production of coordinated Intel-

ligence. Thus, within its own organization, the Central Intelligence Agency

should have, in lieu of the present Office of Reports and Estimates, a emall

group of specialists, which might appropriatelybe called "Estimates Division."
6
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It would be the task of this group toreview the intelligence products of other
intelligence agencles and of the Central Intelligence Agency, and to prepare
drafts of national intelligence estimates for consideration by the Intelligence

Advisory Committee.

The final process of coordination should take place in the Intelligence
Advisory Committee which would review and discuss the proposed estimates. The
finished estimate should be clearly established as the product of all of the
contributing agencies in which all share and for which all take responsibility.

It should be recognized as the most authoritative estimate available to the

policy-makers.

Where particular scientific ortechnical intelligence matters are Involved,

the Intelligence Advisory Committee should secure the views of the best quali-
fied technical experts available to them, Including experts from the Research

and Development Board and the Atomic Energy Commission.

There should also be provision for the prompt handling of major emergency
situations so that, as a matter of course, when quick estimates are required,
there is immediate consultation and collective appraisal by the Intelligence

Advisory Committee on the basis of all aveillable information.

The inclusion of the Federal Bureau of Investigation as a permanent member
should assure that intelligence estimates will be made in the light of domestic
as well as forelgn intelligence. Provision should be made for the representa-

tion on the Intelligence Advisory Committee of other agencies of the Government

when matters within their competence are under discussion.

0P SefET | :
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PERFORMANCE CENTRALLY OF SERVICES OF COMMON CONCERN
Under the National Security Act, the Central Intelligencé Agency should
perform, for the benefit of the existing intelligence agencies, such services

of common concern as may be assigned to it by the National Security Council.

These services, asnow being performed by the Central Intelligence Agency,
can be broken down into (1) static services ; consisting of intelligence research
and production on certain assigned subjects whichdonot fall exclusively within
the function of any one existing intelligence agency, and (2) operating serv-

ices, consisting of certain types of intelligence collection and related secret

operations,

STATIC SERVICES OF COMMON CONCERN

At the present time the static services of intelligence research and re-
porting are carried out in the Office of Reports and Estimates. If the duties
of this Office in relation to the production of mnational intelligence are as-
signed to a newly constituted Estimates Division, +the miscellaneous reporting
functions presently carried out by the Office of Reports and Estimates end a
part at least of the pei‘sonnel engaged in them could be reconstituted as the
nucleus of a separate division of the Central Intelligence Agency to be knowm
as the "Research and Reports Division." This Division would also include the
Foreign Documents Branch of the Office of'Opera.tions and the various reference

and library functions now carried an in the Office of Collection and Dissemination.

The ecqpomic, scientific and tecmological fields are ones in which all of
our intelligence agencies have varying degrees of interest. At the present

time there 1s serious duplication in these fields of common concern. Cex?ral

8 - SECRET
P4 / \
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production and coordination by the proposed Research and Reports Division,

would result in great economy of effort and improvement  of  the product. For

éxample, the organization within this division of a scientific branch, staffed
by highly qualified personnel and empowered to draw upon the scientific per-
sonnel of such organizations of Government as the Research and Development
Board and the Atomic ZEnergy Commigsion for the purpose of dealing with spe-

clalized sclentiflic problems, is a projJect which ehould have the highest

priority.

This division of the Central Intelligence Agency should be staffed in pert
by repregentatives of the departmental intelligence services eo that the reports

produced would represent authoritative and coordinated opinion and be accepted

as such by the various consumer agenciles.

The Director's plarming staff for coordination of activities, the proposed
Coordination Division, should review the questlion as to what subjJects might
appropriately be assigned to the new Research and Reports Division for central
research and report and what services now centrally performed in the Central
Intelligence Agency might be eliminated. The Intelligence Advisory Committee
would be the agency to determine the allocation of work, and in case of any

fallure to agree the matter would be referred to the National Security Council;

OPERATING SERVICES OF COMMON CONCERN

The operating services of common concern presently performed by the Central

Intelligence Agency consist of

8 e 9
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collection of secret intelligence abroad through the Office of Special Opera-

tions; and-the conduct of secret operations abroad through the Office of Policy

Coordination.

All of these services are appropriately allocated to the Central Intelli-
gence Agency. These operating functions are so inter-related and. inter-
dependent that they should have common direction at some point below the Direc-

tor of Central Intelligence.

e ——— e —y
C-/The generaluadmigistrat_gve.‘prphlemsigfﬂ,thesewopggati\;ng offi ces.are unique"}

because.of their secrecy and the consequent security requirements. They diffe{
importantly from that part of the work of the Central Intelligence Agen"éy which
is concerned with.the _coordination of activities and the préduction of intelli-
gence.  Accordingly, thesesthree operating offices ghould have common admin-

‘ g
istrative services, separate fram those \of/the balance of the Central Intelli-
_ iy

gence Agency.

A\

<33R Ry

The three activities, V:Lth the possible add‘itidﬁ\of the Foreign Broadcast W
Information Branch, ‘E}hould/be' responsible to one offici ’.krb‘*charged with their
direction. _THe ne”'{"'Operations Division" would be self-sufficiént as to ad-
ministrais/ion ‘and semi-autonomous. This would, to a large extent; heet the

—_— S
tially. unsound. to_combine 1in a sing]aetintellige_nce agency both secret_opera-
. — “"“%—‘—«a&_________f o —— ik

|
<crit;cism frequently voiced, and with a good deal of merit, that it is ‘ee{eq-
\

e -
ﬁa@@ —over=-all -coordinating and.estimating fun ctionsz
—_ e — e

In ite secret intelligence work, the Office of Special Operations requires
a closer liaison with the qther intelligence agencies, especially those of the

military services and of the State Department which are its chief consumers

10 RET
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and which should be able to guide its collection efforts more effectively than

~they abzrbpresent. The counter-intelligence function of the Office of Special
Operations requires more emphasis and there is need for better coordination of

all its activitles with the military, particularly in the occupied areas.

THE ORGANIZATION AND DIRECTION OF THE CENTRAL INTELLIGENCE AGENCY

The principal defect of the Central Intelligence Agency is that its direc-
tion, administrative organization and performance do not show sufficient ap-
preclation of the Agency's asslgned functions, particularly in the fields of
intelligence coordination and the production of intelligence estimates. The
result has been that the Central Intelligence Agency has tended to become Just

one more Intelligence agency producing intelligence in competition with older

establisghed agencles of the Government departments.

Since it is the task of the Director to see that the Agency carries out
its assigned functions, the failure to do 0 is necessarily a reflection of
|

SR

inadequacies of direction.

|
| There is ome over-all point to be made with respect to the administration
% of the Central Intelligence Agency. The organization is over-administered in
i the sense that administrative considerations have been gllowed to gulde and,
on occaslon, even cantrol intelligence policy to the detriment of the latter.
Under the arrangements proposed in this report, the heads of the newly consti-
tuted Coordination, Estimates, Research and Reports, and Operations Divisions
would be included in the immediate staff of the Director, In this way the
SRR Directar, who at present relies chiefly on his administrative staff, would

be brought into intimate contact with the day-to-day operations of his agency

end be able to glve policy guidance to them.
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In commenting on administration, +the question of security should also be
stressed. The Director is charged under the law with proteétiﬁé intelligence
sources and methods from unauthorized disclosure. One of the best methods of
achieving this is to correct the present situation where the Agency is viewed
and generally publicized as the collector of secret intelligence and t. bury
its secret functions within a Central Intelligence Agency whose chief recog-

nized activitles are the coordination of intelligence and the production of

Intelligence estimates.

In reviewing the work of the directorate, consideration has been given to
the question whether or not the Director should be a civilian. The work of
the Agency, from its very nature, requires continuity in that office which is
not likely to be achieved if a military man holds the post on a "tour of duty"
basis. For this reason, as well as because freedom from Service ties is de-
sirable, the Director sghould be a civilian. This recommendation does not ex-

clude the possibility that the post might be held by a military man who has

severed hls connection with the Service ﬁy retirement.

THE SERVICE INTELLIGENCE AGENCIES AND THE INTELLIGENCE FUNCTIONS OF THE STATE
DEPARTMENT

The Service intelligence agencies and the intelligence organization of
the State Department have been reviewed from the point of view of the over-all
coordination of intelligence and of the contribution which these agencies

should make to the assembly and production of national intelligence.

As regards the Service intelligence agencies, the active exercige by the

Central Intelligence Agency of its coordinating functions should result in a

more efficient allocation of effort than is presently the case.
12

The Service
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agencies should concern themselves principally with military intelligence
questj,on.s » leaving the Central Intelligence Agency to . perform agreed central
‘services of common interest. In addition, continumg responsibility of the
Central Intelligence Agency for coordination should be exercised with reapect
to certain Service activities, for example, esplonage and counter-espionage 'in
occupied areas. The Joint Intelligence Committee would continue +to operate
with 1ts membership unchanged and would concern itself exclusively with mili-
tary and strategic questions as directed by the Joint Chiefs of Staff. The
Services would participate in the formulation of national intelligence esti-
mates through their membership in the Intelligence Advisory Committee and would

share in the collectlve responsibility for these estimates.

In the case of the Research and Intelligenc;e staff of the State Department,
the conclusion has been reached that this staff, as at present constituted, is
not sufficiently close to operation and policy matters in the Department to
furaish the necessary liaison or the political intelligence estimates required
by the Central Inte].ligen_ce Agency for the preparation of national estimates.
Accordingly, it 1s desirable +that a high official of +the State Department be
designated as its Intelligenée Officer to coordinate these activities, to act
ag the Department's representatiw}e on the Intelligence Advisory Committee and,
in general, toact as liaison with the Central Intelligence Agency with resinect

to the intelligence and related activities of the two agencles and to develop

close working relations between them.

CONCLUSION

7

While organization charts can never replace individusl initiative end

ability, the Central Intelligence Agency, reorgenized along the functional
' 13
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lines indicated in this report, should be able more effectively to carry out

the dutles assigned it by law and thus dbring our over-all inﬁélligence system .

closer to that point of efficiency which the national gecurity demsands.

The foregolng summary is only a brief outline of the main pointe of the
report and does not take the place of the detailed discussion in the report

and the various conclusions and recommendations at the clogse of the respective

chapters.

14
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CHAPTER I
INTRODUCTION

THE INTELLIGENCE PROBLEM IN THE UNITED STATES

Before considering the adequacy and effectiveness of the work of the
Central Intelligence Agency and its relations to our other intelligence agen-

cies, a briei word of background may be helpful.

Although the Central Intelligence Agency is largely an outgrowth of our
experience in World War II, it would be wrong to proceed from the premise that
prior to the war our Government had operated without intelligence' as to the
capabilities and intentions of possible enemies or prospective allies. The -
Department of State had long maintained a widespread Information - gathering
service. The Army, the Navy and certain other departments of the Covernment

had maintained their own systems of collecting information and producing

intelligence.

Prior to World War II, however, we had no integrated secret intelligence
service. We had not adequately exploited the available sources of overt in-
telligence. We had no central agency to coordinate intelligence collection
and production, and to assemble the best available intelligence for expfession

in national estimates to guide in the formulation of foreign policy and the

breparation of our defense plans.

In World Wars I and II our European Allies, Great Britain in particular,
had placed the product of their intelligence services largely at our disposal.

While we can expect in the future agslistance from the Intelligence services of

friends and allies, we have rightly concluded that we should not depend on

1S
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them for our intelligence to the extent we were forced to do in World War I

and during -the early days of World War II.

It was World War II which showed both our deficiencies in intelligence
and also what we could accomplish under pressure. Through the expansion of
the facilities of the State Department and the military services, through the
Office of Strategic Services -- our first move towards a central‘ intelligence
agency -- through enlisting the best persomnel that could be found, in and out

of Government service, we were turning out a very creditable performance in

many phases of intelligence work well before the end of tihe war.

We now recognize that if we are to have adequate intelligence in times of
crisis, we must prepare in time of peace, and we have geriously turned to the
task of building up a central intelligence organization. The country has now
accepted the verdict, even if somewhat reluctantly, +that peace-time intelli-
gence 1s essential to security and, as many of our military leaders have saild,
our firast line of defense. It took us a long time +to reach this 'conclusion,
and we are only now gradually getting over our susplicions of intelligence and
our tendency to confuse’it with mere Intrigue and the more lurid side of es-

pionage. We are beginning to accept i1t as serious and honorasble work ard esgen-

tial to our defense.

-It 1s well to recognize, however, that an efficient Intelligence organiza-

tion camnot be built overmight.

It will require years of patient work to provide skilled personnel to do
the Job. Blueprints and organization charts, even legislation and ample appro-

priations will not take the place of competent and highly trained men and

16 CRET
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women. Without them we shall have neither effective intelligence operations

nor sound intelligence estimates. Uhfortunately,"in the difficult organiza-
tional period since the war, the future of intelligence as a career has seemed
so uncertain that many war-trained and competent men have left the service,

and it has been particularly difficult to find recruits to take their place.

Finally, security for our intelligence activities is not always easy to
achieve here in the United States. It is not only the penetration of fifth
columnists which we have to guard against. We have the general problem rising
out of our +tradition that all of the affairs of the Government shall be con-
ducted in the open. Sometimes we tend to carry this over even as regards the
publicatioﬁ of the intimate detalls of intelligence operations. In peacetime,
particularly, it is not always easy to reconcile our vital interest in pro-

tecting the freedom of the press with the need for silence on certain phases

of intelligence.

As against these debit items, we could citea long list of highly favorable
il factors. America has the potential resources, human and material, for the
best intelligence service in the world. Within our borders we have every race
and nationality, loyal sons speaking every language, travelling and resident ‘
in every foreign country. We have a wlde geographical base for the development
of Intelligence work. We have the greatest reservoir of scientific and tech-
nical skills. We have important allies abroad who are ready to Join their
knowledge to ours and to give us the benefit of thelr jyears of exverience in
intelligence. And last, and possibly most important of all, in the field of
_.intelligence work, we can develop the individual initiative, skill and ingenuity
of a free people, and, in dealing with our main intelligence antagonists, even

though they operate with the iron discipline imposed by the Kremlin, we can

[ ABEsecher "
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show that free men can be vastly more efficient than those working for a

slave system.

These are some of our great assets; our problem is to mdb_ilize them.
There are real elements of urgency in seeing that this task isaccomplished.

(1) America today, as never before in time of peace, is vulherable to
sudden and possibly devastating attack. To meet an initlal attack, there are
no sure military weapons of defense and it may well be _that our best protec-
tion lies 1in adequate advance knowledge of the character and timing of the
danger.

(2) A vast area of the world stretching from the Elbe River in Germany
to the Yangtse in Clii.na is largely behind an iron curtain vhere the normal
sources of information are partially or wholly lacking. The techniques of an
intelligence service ought to be oné of the important means of penetrating

this barrier.

R IGIR

(3) A whole new area of Inowledge in the field of science has became
vital for our defense. This fileld cuts across the functions of various Govern-

ment departments and presents new problems from the viewpoint of intelligence

collection and coordination.

(4) The far-flung activities of the fifth column, both here and abroad,
preéent & new type of threat to our security, and we require a concerted in-

telligence program to counter this danger.

These are only a few of the developments which give to intelligence an
importance in our defense system which it has never had in the past in time of

peace. Fortunately, these facts are now becoming well understood, and the

18 3]
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Administration, the Congress and the people share with deadly seriousness the
determination that the United States here and now shall build the best intelli-

gence service that our national genius and our great resources can provide.

SRR
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CHAPTER II
NATIONAL INTELLIGENCE AND THE
NATIONAL SECURITY ACT OF 1947
Beginning as early as 1944 preparations were under way for the transition
from war-time intelligence to a permanent intelligence organization suited to

our post-war needs.

In a geries of discussions among the interested Government agenciee as to
how the country could most effectively organize 1its permanent, long-range,
Peace-time intelligence there was general agreement on some form of a central
agency. There was, however, a sharp dive_rgence of views as to the scope of the
activities of such an agency, the authority it should enjoy, the manner in
which it should be administered and controlled and where in the Government 1t
should be located, These issues were resolved at that time through the crea-
tion by Presidentisl letter (See Annex No. 3) of the Central Intelligence Group,_
and then more definitely determined through the establishment = of the Central

2 Intelligence Agency by Congress in Section 102 of +he National Security Act of
1947, (See Annex No. 4),

THE DUTIES OF THE CENTRAL INTELLIGENCE AGENCY UNDER THE NATIONAL SECURITY ACT

Section 102 (d4) of this Act defines the duties of the Central Intelld-

gence Agency as follows: -

"(d) For the purpose of coordinating the inteliigence activities of the
several Government departments and agencies 1in the interest of national secu-

rity, 1t shall be the duty of the Agency, under the direction of the National
Security Council ~--

LEY

"(1) to advise the Natianal Security Council in matters concerning

such intelligence activities of the Government departments and agencies
a8 relate to natlonal security;

TG ,_ 2
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"(2) +to make recommendations to the National Security Council for
the coordination of such intelligence activities of the departments and
agencies of the Govermment as relate to the natiopal security;

"(3) to correlate and evaluate intelligence relating tothe national
security, and provide for the approprieate disssemination of such intelli-
gence within the Govermment using where appropriate existing agencles and
facilities: Provided, That the Agency shall have no police, subpoena,
law~-enforcement powers, or internsl-security functions: Provided further,
That the departments and other agencies of the Govermment shall. contirue
to collectt, evaluate, correlate, and disseminate departmental intelli-
gence: And provided further, That the Director of Central Intelligence
shall be responsible for protecting intelligence sources and methods from
unauthorized disclosure;

"(4) to perform, for the benefit of the exieting intelligence agen-
cies, such additional services of common concern as the National Security
Council determines can be more efficiently accomplished centrally;

"(5) to perform such other functions and duties related to intelli-
gence affecting the mnational security as the National Security Council
may from time to time direct.”

In these provisions the authors of the National Security Act showed a
sound understanding o our basic intelligence needs by assigning to the Central
Intelligence Agency three broad duties which had never before been adequately
covered In our national intelligencé structure, These duties are: (1) +to
advige the National Security Councll regarding the mteiligence activities of
the govermment and make recommendations for‘ their coordination; (2) to pro-
vide for the central correlation, evaluation and dissemination of intelligence
relating to the national security; and. (3) to assure the perfonna.nce; cen~
trally, subject to National Security Council direction, of certain intelligence
and related functions of common concern to various departments of the

Government .

The powers given to the National Security Council and the Centrsl Intel-
ligence Agency under Section 102 of the Act establish, in our opinion, the

framework for a sound intelligence service for this country. Accordingly, we

2 d
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do not suggest any amendments to the Act and belleve it would b3 unwise to
ta.mpér’nyith this legislation until we‘have had further experience in oper-
‘ating under it. Throughout our report we stres; the vital ZLnportance of
giving effect to the real 1leglslative intent through the effective exorcise
by the Central Intelligence Agency of those functions assigned to 1t by
the Act. We refer particularly to the responsibility of thec Central Intel-
ligence Agency for the coordination of intelligence activities and the co-
ordination of intelligence opinion in the form of mnational intelligence

estimates.

In providing for a semi-autonomous highly centralized agency with a broad
variety of ipte].ligence responsibilities affecting various Government agencles,
we have departed from the general pattern followed by other countries. There
the tendency in most phases of intelligence has been to avoid such a degree of
centra.liza.tion. Under the conditions existing in the United States we believe
that the degree of centralizatién proposed under the National Security Act can
be Justified, provided that the distinctive functions of the Central Intelii-

gence Agency are handled according to their special requirements.

e ——eee
As one Tecammendation deslgned to offget_the disadvanteges of ~over=
I

centralization in intelligence, we later propose in this repo: ""%ﬁ the
branches of the~Central Intelligence Agehcy which are_difectly engaged in clan-
destine activities , such a’s*secxtej:“*inteu;iféé;x}_gq,/counter-inte].ligence , secret
operations and the like, _be given & great_meagure of autonomy as to internal

admind stration,the control of their operations and. the-gelection of personmel.

:I’rTv thie connection we have considered the arguments which-have~been fre-

____-"‘-'-—-____— 3
quently advanced that the functions of coordination amd of evaluation, on the
S ———————— T N B a1

N .
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oné hand, should be wholly dvorced from collection and. operations on the
s P ————— ————

other. One argument is that the analyst will be overly impressed with the/ -
particular items of information which his own organization collects , ad 001{-

tragted with the information reaching him from other sources. Th7ie/(a fur-
. V.

ther fear, partly substantiated by experience under the Central Int/elligence
Agency, that™if the several functions are cambined, there”will be a tendency
to neglect +the coordinating respansibilities in favdr.dSf the more exciting
field of operatians. Finally, +the point is med® that by Joining together a
variety of operations whose security requiremants are quite different, the

possibility of providing effeotive aecurity to those activities that require

1%t most 18 thereby reduced. / \
We a.p_preciate the weight of these arguments but d.o not feel that they are

decisive. Ve believe that the recognition of the iietinctive functiona of the
Central Intelligence Agency, and the handling of each one according to its
special reduiréments and in proper relation to the over-all’mikeion, would
largely méet these objections. In particular, the granting of autohomy, to the
cls.zlestine work and adequate emphasis on the important coord.iné.ting responsi -
bilities of the Central Intelligence Agency would overcams the dis -

advantages )
T — — T —— ~.L——.-—---———\..-—~ —————
-“_-\,—_-_.___.—-—-..—

of combining these‘-functions‘in-enevorganizationb.

CONTROL OVER THE CENTRAL INTELLIGENCE AGENCY

We do not agree with the argument,often advanced, that the Central Intel-
ligence Agency, or at least its aperating services, should be placed under the
direct control of one of the executive departments of the Government, such as

the Department of State or the National Military Establishment. The activities

of the Central Intelligence Agency do not

concern either of these depe.rtments
.24' A

___ Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0

o

'
S s el




Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0
ET :

excluslively. Moreover, the administrative arrangements of these departments

are not well suited to +the conduct of extensive secret foreign intelligence
'.opera.tions. The fact that in time of war secret activitiles are primarily of
concéfn to the military is not, 1in our opinion, sufficlent Justification for
placing them under military control in time of peace. The National Security
Act 1s flexlble enough and the authority of the National Security Council
sufficiently broad to permlt any necessary adjustments within the Central In-

telligence Agency so that these operations will be responsive to the needs of
the policy-making and operating departmente of the Government , without sub-
ordinating them directly to these departments.

We have also comsidered the question whether the Central Intelligence
Agency as a whole is properly placed in ocur governmental structure wmder the
National Security Council. When the National Security Act was being drafted -

doubts were expressed whether a committee such ssthe National Security Council

would be able to give effective direction to the Central Intelligence Agency.
- It was argued that the National Security Council was too large a body, would
‘ be preoccupied with high policy matters, and would ﬁeet too infrequently to be
able to give sufficient attention to the proper functioning of the Central In-

telligence Agency. *

There is force to the criticism that & committee, no matter how august,
is rarely an effective body for the direction of the current operations of
another agency. It 1s true that the Natiomal Security Council cannot effec-
tively assume the task of directing such current operations, and ghould not
attempt, to do so, except to the extent of assuring itself of complisnce with
its directives. However, the Council, whose chairman is the President and

whose membership comprises the highest authority in the interested departments

[T0g seter | ' 25
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of the Government, can render effective service. in determining the nature and

scope of the activities of the Central Intelligence Agency .wiﬁhin the frame-

work of the National Security Act.

We recommend, however, that provision should be made for closer liaison

between the Central Intelligence Agency and the two members of the National

Security Council on whom it chiefly depends: namely, the Secretary of State and

the Secretary of Defense. We suggest that the Director of Central Intelligence
be encouraged to seek current asdvice and continuing guidance from these two
members of the National Security Council on matters which may not properly be
the subjéct of its formal directives, or which have not reached the point of
requiring such directives. Such close association would help countéract what
we feel is & growing tendency for thé Ceﬁtral Intelligence Agency to become a
‘separate and independent agency of Govermment working to some extent in com-
petition with, rather than for the pemefit of, those del;eirtmenté of Government

which are the primary users of what the Central Intelligence Agency should

produce.

THE GENERAL MISSION OF THE CENTRAL INTELLIGENCE AGENCY
Unless the Central Intelligence Agency performs an essential service for
each of these departments and coordinates their intelligence activities it

will fail in its mission. The Central Intelligence Agency should not be mere-

1y another intelligence agency duplicating and rivalling the existing agencies

of State, Army, Navy and Air Force. It should not be a competitor of these

-agencies, bYut a contributor to them and should help to coordinate their

intelligence activities. It must make maximum uge of the resources of exigt-

ing agencies; it must not duplicate their work but help to put an end to
26
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existing = duplication by seeing to it that the best qualified agency in each

phase of the intelligence field should assume and carry out itsvparticulér

responsibility.

In the succeeding chapters of this report we will suggest concrete steps
for giving effect to these general principles. In doing so we will start from
the premise which we have stated above that the existing legislation affords a
good basis on which to bulld a central intelligence service. Furthermore, as
the wost practical method of approach, we will examine what has been accom-
plished through the Central Intelligence Agency under this legislation and
suggest as we go along the specific and, in some cases, fundamental changes
vhich we conslder desirable. In this way we will build upon what we now have

rather thenh attempt to start anew and build from the ground up.

CONCLUSIONS AND RECOMMENDATIONS
/ .
(1) Section 102 of the National Security Act of 1947 establishes a
framework for a sound intelligence system and no amendments to this Section of

the Act are deemed necessary at this time.

(2) The Central Intelligence Agency 1s properly placed in our govern-
mental structure under the National Security Council.

(3) The Central Intelligence Agency should be empovwered and encouraged
to establish through its Director closer liaison with fhe two members of-the

National Security Council on whom it chiefly depends. namely, the Secretaries

of State and Defense.
vz | 27
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CHAPTER ilI |

THE ORGANIZATION AND ADMINISTRATION OF
THE CENTRAL INTELLIGENCE AGENCY

ORGANIZATTION

P

‘The National Security Act of 1947 does mot make detailed provision for

the organization of the Central Intelligence Agency. It provides that the

Agency sghall be headed bya Director of Central Intelligence and that he "ghall
be appointed by the President, by and with the advice and consent of the Sen-

ate, from among the commissioned officers of the Armed Services or from among

individuals in civilian 1ife".

With one exception, noted below, the Director is free to organize the
Central Intelligence Agency as he chooses and to appoint to positions within
i the organization persons of his own selection, as well as to terminate their

employment without regard for normal Civil Service procedures.

F' , In this chapter we discuss the administrative organization of the Central
3‘ Intelligence Agency, leaving for Chapter X, when we have completed our exami-
" nation of the various activ‘itiee of the Agency, an appraisal of the over-all

direction of the organization in relation to its agsigned mission.

{
1
{
¥
{
‘ In carrying out his task of organizing the Central Intelligence Agency,
3 - the Director has designated as his immediate subordinates & Deputy Director
]
and an Executive Director¥*. Assisting this directing group in a staff capacity

are the Interdepartmental Coordinating and Planning Staff (ICAPS); the General

ai

:{ ¥ General Order No. 11 of the Central Intelligence Agency, dated September 1k,

! 1948, which is to become effective shortly, abolishes the post of Executive
! Director.

| »
i
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Counsel who handles all legal and legislative vorkg-.-—t—h—h‘d“v’fﬁory Council ; 8

amall staff whichi-Tepresents the Director {m handling-*cormmmicationm
L e e — e —

————— e ————e

-
qgenc@me Executive for Administration and Management, in charge of

=

financial and budgetary matters, administrative services, supply and general
housekeeping, personnel and management advice and surveys; and the Executive
for Insepection and Security, responsible for intermal gecurity policies and
investigations, physical security arrangements, inspections and audits. (For

Organization Chart as of January 1, 1949, see Annex No. S).

The Interdepartmental Coordinating and Planning Staff (ICAPS) , comprising
rersons nominated by the Departments of State s Army, Navy and Air Force, has
the primary responsibility for agalisting the Director and the Intelligence

Advisory Committee with respect tothe coordination of intelligence activities.
(See Chapter IV).

Tﬁe other functions of the Central Intelugence‘ Agency are performed in
five Offices*, each headed by an Assistant Director. Theme are the Office of
Reports and Estimates (CRE), Office of Special Operations (0S0), Office of
Policy Coordination (OPC), Officé of Operations (00), and Office of Collection
and Disseminatibﬁ (0CD). A chart showing the persomel strength of the various

parts of the Agency as of December 2k, 1948 18 given in Annex No. 6.

The responsibility of the Central Intelligence Agency to "correlate and
evaluate intelligence relating to the matiomal security” ia assigned to the
Office of Reports and Estimates (ORE). However, as we will point out later,

(See Chapters V and VI), a clear distinction has never been made within the

* We understand that since this report was written steps are being taken to
create a separate Office of Scilentific Intelligence.

30

Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0




:i’ ~
Declassified in Part - Sanitized Copy Approved fpr Release 2013/08/19 : CIA-RDP83-01034R000400110009-0

Office of Reports and Estimates between the duty of correlating national in-

telligence and performing other miscellaneous reporting activities which are

more in the mature of "static" common service functions.

The “operating" services of common concern which have been assigned to
the Central Intelligence Agency are carried out by three Offices. The Office

of Special Operations isreaponsible for foreign espionage and counter-eespionage

(See Chapter VIII). The Office of Operations is charged with the exploitation
of domestic contacts for forelgn intelligence, the monitoring of foreign broad-
casts and the exploitatlion of intelligence information found in foreign docu-
ments, press and other publications (See Chapter VII). The Office of Policy
; Coordination is charged with conducting secret operations abroad under a spe-
1 clal mandate from the National Security Council which stipulated that the As-
| . .
|

slstant Director, Office of Policy Coordination, must be nominated by the

Secretary of State, and that his appointment by the Director is subject to
approval by the National Securlty Council. This is the only case, as mentioned
above, in which the National Security Council has prescribed internal arrange-

ments within the Central Intelllgence Agency or limited the appointive author-
1ty of the Director. (See Chapter IX).

The Office of Collection and Dissemination combines avariety of functions,
each somewhat differently related to the over-all mission of the Central In-
telligence Agency. It performs static gervices of comﬁon concern in that it
compiles and maintains certain biographical, library and other reference mate-
rials. It also performs a céordinating function in handling intelligence col-

lection.requests of the Central Intelligence Agency and the other departments.
Finally, it performs administrative functions such ag the reception and dis-

semination of documents and reports.- (See Chapter IV).
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_ADMINISTRATION
~—— S
(‘ The administrative requirements of an organization such ag the Centra.l\D

>
Intelligence Agency, which carries out overt and covert activities R of

which 'are highly specialized, cannot be expected to conform to normal adminig-
trative p‘rgctice. The entire organization 1s, to some extent, affected by
special secu>ity requirements, and these are particularly difffcult to handle

wlth respect o sSecret intelligence and related operations.

It 18 for thése reasons that we are opposed to proposals for increasing
the degree of administr}hive \Q{\ntralization in the Céntral Intelligence Agency*.
In particular, the administrative problems associated with secret work abroad

A

are of sguch an unconventional character that they need to be given apecial

treatment (See below, page 116\ (
Administrative arrangements whicli\do ot at firat sight appear to be ef-

ficient or economical may be necessary 1n the Central Intelligence Agency.
Personnel requirements for certain types of work cannot conformtonorma.l Civil
Service standards, and the demands of security often fmpose special and unusual
procedures. This situation must be understood not*only by those responsible
for the internal organizatiqn of the Central Intelligence Agency but also by

Congress and the Bureau of the Budget.

The 6ha.rg‘e is sometimes made that there are too many administrative person-

nel and that the Central Intelligence Agency organization is top Heavy, in thie

/

respect. The Executive for Administration and Management and the Executive for

STAT ' ‘provides for the centralization under an Executive for
Administrat‘ion (former Executive for Administration and Management) of all
budget ,_services,_personnel_a.nd..management functions, both overt and_covert.

This measure 1is, in our opinion, unsound and contrary._ to. the principles
advocated in this report. o T - ‘

32
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S ———— ™ e e 4 -
C:Inspecgion and Security together represent a large numbér of"pé}eonneIJQEEETEN:s
D T e e —————————— . ———

50X'] 1ing This-figure does no mb@
’ R t—
(eonnel performing administrative functions in other parts of the organiigiﬁ?fﬁ

T e e Ty

(}?ézgzir, regar&IEEE‘BT the criticism directed against numbers,criticism ehduld:
—_— T T T T _ N
I e e
U be properly directed against policies and procedures. (See/Chépﬁgzﬁglj
wrw 3

BUDGET

The Central Intelligence Agency appears to have no serious budgetary
problem and 1s favored by adequate Congressional support. The budget proposals,
as approved by the Director, are submitted each year with the authorization of

. the National Security Council to the Bureau of the Budget where they are
handled by one official who has full security clearance. Then the budget is

. supported before special sub-committees of the Appropriations Committee of the

50X1 two Houses of Congress.
50X1

%ﬁﬂ?if{“x%‘(i’ htd

Both Congress and the Bureau of the Budget have refrained from examining
in detail the intermal workings of the Central Intelligence Agency in order to
hetermine the Justification for the budget. It is important that such dis-

cretion and security be continued and that special treatment be accorded.

However, in order to Justify this, 1t 1s necessary that the National Security

Council continuously assure itself as to the proper management and operations

of the Central Intelligence Agency, serving as the informed sponsor of the
Agency and as the protector of its security.
0o o 33
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In sumary, we believe that the present arrangements for handling the

difficult question of the budget for the Central Ixitell'igenoé Aéency are sound

and that the Agency has not been hampered in carrying out its present respon- -

sibilities by lack of funds.

SECURITY

Althoug h”tli(ar’é*fsﬁnégridence of‘;qy laxness in the administrative ar-
T —— e e ———
rangements for security, there area number of circumstances and policies ”{i’ch

detract from the general security of the Central Intell igence Agency.. It 1s

very difficilt ‘to_create adequate security, other than mere physical security,

around an organization which was publicly created by statute; employs about

50X1

individuale, and encompasses a wide varfety of activities. The

fact that some of these activities are carried on” is‘amatter of public record;
the existence of others and particularly operating details are highly secret.
Yet, by combining in a single organizatidn a wide variety of activities, the
security of the covert activitied rgﬁ?c,s\bemg compraomised by the lower etand-

QR E S

ards of security.of the overt activities.

50X1 In the Washington/area, the Agency occupies~about buildings, all

of which can be readily 1dent1fied as buildings of e\Central Intelligence

Agency. In vdrious cities throughout the United Stateyle regional offices
of the Office ,Of Operations conduct their business under Name "Central

Intelligence  Agency". . Over individuals publicly\identify them-

50X1

selves with the Central Intelligence Agency which has unfortunately become

publicized as a secret intelligence organization.

a

This security problem 1s an aftermath of the wvartime period, with its

public dramatization__of. espionage_and other secret _ operations_and a rapid

——
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(activities abroad)
——— )

M'»/\J’-‘\i
turnover of personnel.._  Intelligence_has_become a__subject of general discus:
S " — T—— >

e

S ~
sion. to-whic¢h~the publicizing of inter-agency rivalries has contributed,/For

example, after theé~Bogota~riots_in April 1948 there was_a: pub'li_ic-fairing before

a Congressional Cammittee of the handling.of jgcret/intelligence concerning
developments in Colambia. Da/m;ag}ing,diecloeur}em{ere made regarding certain
operating details-of e,ecrét/ intelligence activitiés “conducted by the Central

Intei~l*15§nce’Agency. During the past year, there have beén. newepapgz and

e m_ '\.\
magazine articles concern the Central Intelligence Agenc end its secret
g2Ino articles concerning tho genco Agoncy &Hd 1ts secrdty

aadudih

Lest further incidents of this character occur, every effort should be

made to prevent the public disclosure of secret information relating to the

operations of the Central Intelligence Agency. Under the National Security

Act (Section 102 (d) (3)), the Director of Central Intelligence is made re-
sponsible for protecting intelligence ‘sources and methods fram unauthorized
disclosure. This mandate appears to give the Director authority to reaist

pressure for disclosure of sécret information.

If, however, in his relations with Congress or with other Government de-
partments, the disclosure of secret information is sought from the Director,
and if he has any doubt as to whether he should canply, it should be established

practice for him to refer the gquestion to the National Security Council in

order that itmay determine whether or not disclosure is in the public interest.

We believe that other steps can also be taken toward an mpfovement of
secu.riEy. There should be greater flexibility in the Central Intelligence
Agency's organization by distinguishing between those functions which are
written into the statute and hence are public é.nd those whose existence, and
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certainly whose operations, should remain secret. The two should be adminis-
tratively and functionally separated, and appropriate-concealment should be

given to the secret activities as discussed below. (See page 116). -~

At the same time, a serious endeavor should be mede to reverse the pres-
ent unfortunate tfend wherein the Central Intelligence Agency finds iteelf
advertised almost exclusively as a secret service organization. It should be
presented instead to the public as the centralized coordinator of intelligence.
This would help to cover rather than uncover its secret operations. Even with
these specific steps, in the long run only organizationsl discipline and per-

sonal discretion will insure security.

PERSONNEL

gt'_p_agntml,lnt&JWenﬁ”lﬁrs under a difficult personnel p_x;gb_-—__}
lem, in.part because a camprehensive intelligence organization such ad thisr -
has extremely ~varied personnel requirements. It is handicapped.in"meeting
them because of tﬁexsensit.ive security considerations which limit recruitment,
the anonymity which should~properly be demanded-of a8, ieﬁrge part of 1ite person-

/
nel, and the special relationships*vhichxneed/tz/c) be maintained with the other

branches of the Government. It needs-persons with highly specialized talents,
as well as persons with brodd experience. It also reguires personnel who are

femiliar with the ~problems of the agencies which the Central Intelligence

Agency serves.énd’with which it works.

The-youth of the organization and the conditions of chahge and uncertainty

whi/%h bave prevailed in our central intelligence organization during the past

few years hfj_fg mdwf&gg_igg‘and*holging_p@,ge__onn_elﬁqygn more )

C difficul‘b:.>

36
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POFEOHEWHO™ Eotherwide be JUAIITLed and interested in intelligence
Taons Hﬁ"ﬁi@h q , L__interested in intellig

ag-d - career have been discouraged from entering this fleld or have” left
it.

On ‘the whole, morale within the Central Intelligence Ageficy-is not good.
The chief reasons appear to be uncertainty as to the futuré of & career in in-

telligence, & widespread criticism of the performancé of the Central Intel-

ligence Agency.and\dissatisfaction with leadership< Among the civilians thqre
18 a realization t&military personnel who come”and go occupy many of the key
‘positions; and among. ecme of the milita.ry persormel there is often discontent
arising from a lack sint rest in intelligence and a belief that a towr of

duty in the Central Inteiligende Age/ziy/ will not lead to Service advancement.

\A"<
Delay in obtaining sec’ur/itg\cleara.ncee has caused particular difficulty
in recruiting personnel”’ ,/Although the\eec\n'ity of its personnel needs to dbe
beyond question, procedures and restrictiog}i shiuld not be so rigid that secu-

PR rity is obtainedély by sacrificing talent, \imaéination and initiative.

i There 18 a’relatively high proportion of Service personnel in key posi-
| AN
| tions in the Central Intelligence Agency. Although this f\igu.rg has decreased

over the past year, Service personnel still occupy the three top positions.

who are without adequate intelligence experience or aptitude. The}'e are the
further drawbacks that Service personnel are in many cages assignedifor a
Y

brief tour of duty, preventing continuity.

LRY

It 18, of course, important that highly qualified Service personnel be \int

cluded™~in responsible positions where re_they can use theim"backgrolmd

———— T A ——
s I

In cei'ta.in instances, officers have been accepted for responsibl\e positions
|
|

Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0




Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0

@ésm,

and traifning, and work for the closer association of the Central Intelligence
o TN L ——~— 7

Agenby\&nd the Services. However, we believe that thé proportion of Service

persom}‘el now in key positions is too high. ’

In our terms» of reference, we are asked to submit our findings and rec-
ommendations as tc; the "utilization and qualifications of Centél);ntelligence
Agency personnel". It Is _difficult to make any sweepi »/J)udgment on this
subject. The Central Intelligence Agency is a largé, /sprawling organization
which combines many diverse functions and has cofrespondingly difficult person-
nel requirements. Moreover, the organization has grown fast and, 41n many
cases, quantity has been attained at the"exp\ense of the quality of the person-
nel selected. Many able pefsons have left the, organizetion and few qualified
ones have been e.ttracte/dfto it. On the higher 1eve18~,\; quality i1s uneven and

there are few persons who are outstanding in Intelligence worgg.

Ah appraisal of the directing personnel of the Central Intelligence Agen-

I e

cy/ and of general administrative policiles goes 8o much to the heart of this

.

Survey_that we reserve discus@ion of these _questions 11"& later chapter.
- i T e e e e R o e e i, R e P S —--\J
(See Chapter X). '

CONCLUSIONS AND RECOMMENDATIONS

(1) The centralization of all administration in one office is undesirable .

since secret operationé require their own separate administration.

(2) The present arrangements for handling the d.ifficu.lt ‘budgetary ques-
tions of the'Central Intelligence Agency are soundly conceived, and the Agency

has not been hampered in carrying out its present responsibilities by lack of

funds.

| =
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(3) To assist the Director in carrying out his statutary duty of protect~

1ng<'intelligen<;e sources and methods he should,..in case& where the disclosure
of secret -information is sought from 'him and he has doubt as to whether he
should camply, refer the - question to the National Security Council in order
that it may determine- whether or mot disclosure is in +the public interest.
(4) In the interest of security, the Central Intelligence Agency should
increasingly emphasize its duties as the coordinator of intelligence rather
than its secret intelligence activities in order to reverse the present un-
fortunate trend where 1t finds 1tself advertised almost exclusively as & secret
eerjice organization. In this way 1t can help to cover up rather than to un-
cover the secret operations entrusted to 1t.
mm“Key'pﬁREMcmmgeéoﬁmﬂitarykpgl};z

((Sonnel, many of thel on Tolatively. ghort "tour of_duty" essigoment, tends to}

—~ . o g S
(" discourage campeterit G1¥iT1&n personnel fram-lotking to employment in the Cens
e ——— TR

(tral mﬁglligegg,e,Ag@y_qi a career. |

-
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CHAPTER IV /

THE RESPONSIBILITY OF THE CENTRAL INTELLIGENCE AGENCY
FOR THE COORDINATION OF INTELLIGENCE ACTIVITIES
The coordination of the intelligence activities of the several departments
and agencies concerned with national security was a primary reason far estab-
lishing the Cenfral Intelligence Agency. This is clear from the early discus-
slons concerning the creation of a central agency and from the language of

Section 102 of the National Security Act.

THE STATUTORY PROVISIONS

To achieve this purpose, the Central Intelligence Agency wae assigned the
duty of advising the National Security Council in matters concerning such in-
telligence activities as relate to the national security and of meking recom-
mendations to the National Security Council for their coordination. The Act
does not give the Central Intglligence Agency independent authority to coordi-

nate intelligence activities. Finsl responsibility to establish policies is

vested in the National Security Council.

This duty of advieing the National Security Council, together with the
two other principal duties of correlating national intelligence and performing
common services as determined by the Naticnal Security Council, ell serve the

general purpose of coordination. In fact, these three basic duties of the

inter-related and the performance of one function may involve another.,

For example, in performing its duty of advising on the coordination of
mtelligénce actlivities, the Central Intelligence Agency may reccmmend to the

National Security Council the means to be employed in the assembly of reports

Central Intelligence Agency, although distinct in themselves , are necessarily
41
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and es%imates requigite for the perfoma.nce by the Agency of its second duty,
the oorrelation of national intelligence. As another example, the Central In-
telligence Agency may recommend, in accordance with its duty to make recommen-
dations for the cOordination. of intelligence activities, that a particular in-
telligence function be performed henceforth by the Agency itself under its

third duty of providing services of common concern more efficiently accom-

plished centrally.

The statutory limitations upon the authority of the Central Intelliéence
Agency to coordinate intelligence activities without the approval of the Na-
tional Security Council were o'b;viously designed to protect the autonomy and
internal arrangements of the various departments and agencies performing in-
telligence functions. The Secretaries of departments who are members of the
ﬁatiomil Security Council are in a position to review recommendations of .th’e
Central Intelligence Agency concerning their own departments, and provision is

made that other departmental heads may be invited to attend meetings of the

National Security Council when matters pertaining to their activities aré under.

consideration. In spite of these ca}Lculated limitations on the authority of
the Central Intelligence Agency, 1t 1s clear that the Agency was expected to
provide the Inltiative and leadership in developing a coordinated intelligence
system. In practice, the National Security Council has, almost without excep-
tion," approved the recommendations sutmitted to it by the Central Intelligence

Agency for the coordination of intelligence activities.

The National Security Act does not define the "intelligence activitieg"
which are tobe coordinated under the direction of the National Security Council,

or specify +the departments whose activities are covered.
42
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intelligence activities relating to the national security are included, from

collecting information in the firet instance to the preparsation and dissemina-
Htion of finished intelligence reports and estimates. The criterion, a very
broad one, is "such intelligence activities ...... as relate to the national
security" and not the identity of the departments concerned or the nature or
locale of the intelligence activity. I&lue, practically no limitations are set
upon the scope of the intelligence activities with which the Central Intelli-

gence Agency is to concern itself.

THE ORGANIZATION AND OPERATION OF THE MACHINERY FOR COORDINATION

Three organizations assist the Director of Central Intelligence in dis-
charging his responsibilities respecting the coordination of intelligence ac-
tivities: the Intelligence Advisory Committee (IAC), with its Standing Com-
mittee; the Interdepartmental Coordinating and Planning Staff (ICAPS) of the
Centrai Intelligence Agency and the Off_ice of Collection and Dissemipa.tion

(0CD), also in the Central Intelligence Agency.

INTELLIGENCE ADVISORY COMMITTEE
The membership of this Committee, created by National Security Council

Intelligence Directive No. 1 of December 12, 1947 .(See Annex No. 7), includes
the Director of Central Intelligence, as chairman, the heads of the intelligence
staffs of the Departments of State, Army, Navy and Air Force » the head of the
Joint Intelligence Group of the Joint Staff and the Director of Intelligence

of the Atamic Energy Commission. It is the direct successor to the Intelligence
Advisory Board which was created by President Truman in his letter of January 22,

1946 setting up the Central Intelligence Group (See Annex No. 3).

iz - .
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Beginning with the discussions that preceded the creation of the Committee
there have been two different concepts as to its proper migsion. On the one |
hand ‘was' the view, held in the various departments, that the Committee should,
in a gense, be a ‘"governing board" for the Central Intelligence Agency. On
the other hand, it was argued that Congress had set up the Agency autonomously
and that any interdepartmental committee should serve merely in an advisory

capacity at the discretion of the Director. The solution established in Intel-

ligence Directive No. 1 lies between these views.

In practice, the role of the Committee has not been significant, and in
our opinion, this has been one of the reasons for the weakness of the present
arrangements for the coordination of intelligence. In this chapter and the
next we will submit our recommendations for increasing the responsibility of
the Intell_igence'Advisory Comittee, both with respect to the coordination of

intelligence activities and the preparation of intelligence estimates.

— The members of the Intelligence Advisory Committee are authorized to pass

upon recommendations of the Director of Central Intelligence to the Netional
Secqrity Council and upon directives proposed by the. Director'in implementation
of National Security Council Intelligence Directives. Although it ig incumbent
upon the Director to tranemit to the National Security Council dissents of
members of the Committee to his recommendations, the Committee may not prevent
the Director from making his recommendations to the National Security Council
regardless of dissents. Where unanimity is not obtained on a proposed direc-
tive among the military department members of the Committee, the Director ig

required to refer the problem to the Secretary of Defense before presenting it
to the National Security Council.
44
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The activities of the Intelligence Advigory Committee have been largely

confined to  taking formal action, usually by voting slips, upon directives
“proposed by the Direc‘bdr of Central Intelligence to be submitted to the National
Security Council or upon Iimplementing directives. These actions are prepared
for the Committee by the Interdepartmental Coordinating and Plamning Staff and
the Committee's own Standing Committee of departmental representatives. The
Committee has met only Infrequently and has had 1little to do with the continu-
ing coordination of intelligence activities or with the preparation of coordi-
nated intelligence estimates.* This situation isprobadbly due to a combination
of circumstances, including the faillure of the Director to appreciate the
responsibility of the Central Intelligence Agency for bringing about coordina-
tion, lack of mutual confidence among the departments and the Central Intelli-

, gence Agency anda general failure to understand how & coordinated intelligence

system can be brought about.

The conception of the Intelligence Advisory Committee is sound. It is
S sound because interdepartmental coordination in such a complicated field as
intelligence cammot be achieved solely by directives end without the fullest
cooperation of the interested departments. It requires frequent consultation
| and continuing collaboration on all important questions. The In-telligence
1 Advisory Committee ghould be the mdium for accomplishing this, but 1t will
i ‘not succeed if 1t continues to meet only infrequently, and avoids serious

grappling with intelligence problems and continuous consultation on questioms
of common interest.

A

*On this subject, see Chapter V and particularly page 75 where there 15 a dis-
cussion of the ad hoc committee set up in March, 1948,

] =

-~
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INTERDEPARTMENTAL COORDINATING AND PLANNING STAFF (ICAPS)

This was set up ag a staff unit of the Director of Central Intelligence
to assist him in his responsibilities for the coordination of intelligence ac-
tivities. Its members are representatives nominated by the intelligence or-
ganizations of the State, Army, Navy and Air Force Departments; the senior

State Department representative is the Chairman of the group.

The assigned task of ICAPS 1s to review the intelligence activities of
the ACk‘JVernment, and assist the Director in initiating measures of coordination
for recommendation to +the National Security Council. In order to accomplish
this mission effectively, 1t should have intimate knowledge of the organiza-
tions, responsibilities, activities and priorities of the various intelligence
agencies. Actually, its achievements reflect inadequate knowledge of these
subJects and failure +to appreciate the breadth of the responsibility of the

Central Intelligence Agency for coordination of intelligence activities.

ICAPS has been largely concerned with the coordination of intelligence
activities by assisting in the preparatiori of the nine National Security Council

Intelligence Directives eand the four implementing directives of the Director

of Central Intelligence.

It was originally expected that ICAPS would act as the secretariat
or working staff for the Intelligence Advisory Committee , but owing in pa.rt to
the infrequent meetings of the Committee, this has not happened. Moreover s

there has been confusion between the functions of ICAPS and those of the

Standing Committee comprising representatives from the staffs of the members

of the Intelligence Adwisgory Committee , Wwith the result that responsibilities

- are divided and unclear. Moreover, the status of the members of ICAPS has been

“  mE
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ambiguous because it has never been entirely clear whether the gr up was pri-
marily & staff of the Director of Central Intelligence or a committee repre-

senting the member agencies. This has left the group with divided loyalties

and uncertainty as to its mandate.

The position of ICAPS has been rendered more difficult because its members
have been giv_en operating responsibilities which are not only unrelated to
thelr primary task of assisting to formulate plans for the coordinating of in-
telligence, but are responsibilities which seem to belong more properly to the
operating branches of the Central Intelligence Agency. Thus, one member of
the staff gerves as the full-time liaison officer with the Joint Intelligencé
Group of the Joint Staff. This is purely an intelligence researcil and report-
ing function m which the Office of Reports and Estimates has almost exclusive
interest. Moreover, the official liaison officer from the Central Intelligencq
Agency to the National Security Council staff is the Cheirman of ICAPS. This

w function also concerns matters affecting primarily the Office of Reporte and

Estimates and, in fact, a representative from that Office now also works with

the National Security Council staff.

In these and other ways ICAPS has a.cquiréd operating rather than planning
functions and has become, to some exf,ent, a buffer between the opera.ting' parts
of the Central Intelligence Agency.and outside agencles. In carrying out both
its planning and operating functions, it is not in close touch with the intel-
ligence br_a.nches of the Central Intelligence Agency. There are numerous com;
pleintg thatitisnot only failing to carry out ites own mission properly, but is

actually impeding the other parts of the Central Intellligence Agenocy in carry-
ing out theirs.
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In general, we have found that ICAPS, staffed by individuals whose exper;
lence with problems of intelligence organization is not erﬁénsife, and lacking
& clear and firm mandate, has failed to undertake a broad and effective pro-
érmn of coordination of intelligence activities. It has been allowed to dig-
sipate its energies in activities for which it is not suited and to neglect its
primary mission. It has not given the impression within the Central Intelli-
gence Agency or outside that it grasps the nature of the responsibility for
coordination of intelligence activities which is imposed upon the Central

Intelligence Agency by the National Security Act.

OFFICE OF COLLECTION AND DISSEMINATION

The Office of Collection and Dissemination combines three functioms, only

one of which is directly related to the task of coordinating intelligence
activities.

In the first place, 1t acts as a service organizetion for the other Of-

fices of the Central Intelligence Agency by procuring intelligence data from

other agencies and by disseminating to those agencies the intelligence collected
or produced by these Offices. Its second task 1is the provision of certain
services of common concern for the benefit of the Central Intelligence Agency

and othér agéncies. . These include the maintenance of an intelligence lidbrery

and of certain central registers and indices.

Finally, the Office of Collection and Dissemination performs certain co-
ordinating fumctions with respect to the collection of Intelligence. It proc-
espes all intelligence requests received by the Central Intelligence Agency,

whether these call merely for docmnexita.ry material ar require field collection.

43 MH-
/

eclassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0

]

LOURUYVY




Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0

It canvasses the collection capabilities of the Agency e.nd all other appropriate
agenclies in order to determine how best to meet these requests. Thus, if the
| Office of Naval Intelligence should request of the Central Intelligence Agency
information on the petroleum producing capabilities of various foreign coun-

tries, the Office of Collection and Dissemination would determine the intelli-
gence resources which should be tapped in order to satisfy the request. If the
request cannot be satisfied within the Central Intelligence Agency it will de-
termine what outside agency is capable of procuring necessary information and
will be responsible for forwarding the request to such agency. In the course of
thie action, the Office of Collection and Dissemination will attempt to discover
vhether any other agency has a similar requirement for information which might
be combined with the original request. In this manner the Office assists in
coordinating the requirements and collection requests received from within the

Central Intelligence Agency and from outside agencies.

It 1s obvious that this function of coordination is designed to meet cur-

rent requeetsi and does not involve a broad responsibility continuously to mon-
'1tor and coordinate the collection procedures and requirements of the various
intelligence agencies, including the Central Intelligence Agency. Such a re-
sponsibility voﬁld force the Office of Collection and Dissemination into the
-positioﬁ of‘a 'centre.l clearing house for all collection requirements end re-
quests of all agencies. It would be Impractical to have such an arrangemsnt
due to the mass of administrative detall involved and the resulting delay in
the sefisfaction of .the requests. In practice, direct inter-agency requests,

not requiring coordination, may by-pass the Central Intelligence Agency

completely.

m o | "
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NATTIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVES

The formal accomplishment of over-all coordinatiom is represented mainly
by nine Intelligence Directives approved by the National Security Council upon
recaommendation of the Director of Central Inteliigence in consultation with

the Intelligence Advisory Committee, eand four implementing directives which

need not be discussed here.

The Natiomal Security Council Intelligence Directives* provide for the
coordination of intelligence activities invarious ways. The basic Directives,

Nos. 1, 2, 3 and 4 geek to achlieve coordination of intelligence activities by

allocation of general areas of responsibility to the several departments and

to the Central Intelligence Agency.

Directive No. 1, as we have pointed out, establishes the general arrange-
ments for such coordinatiom. It sets up the Intelligence Advisory Committee,
discusged above, to advise the Director of Central Intelligence, specifles the

procedures for the issuance of Intelligence Directives and defines the duty of

the Central Intelligence Agency with respect to the production of "national
intelligence."” Insofar as practicable, the Central Intelligence Agency "shall
not duplicate the intelligence activities and research of the various Depart-
ments and Agencies, but shall make use of existing intelligence facilities."
The Directive provides for exchange of Information between the Central Intel-
ligence Agency and the departmental agericles, and authorizes the assigmment 6f
officers to the Central Intelligence Agency by the departmental organizations.
It also includes provision for the Central Intelligence Agency to request au-

Iy

thority to inspect Intelligence material in agencies of the Govermnmemt.

*¥See Annexes No. 7-15 for the texts of the Directives.
50 .
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Directive No. 2 allocates responsibility for the collectiod abroad of
‘ overt intelligence among the Departments of State ,Army, Navy and Air Forcew’by ‘
establisning "certain broad categories of agency responsibility." Political,
cultural and sociological intelligence are agsigned to the State Department.
Military, naval and air intelligence are assigned to the respective Services.
The collection of economic, scientific and technological intelligence is allo-
cated to each agency "In accordance with its respective needs."™ The Directive

provides for coordination of these collection activities in the field by the

senior United States representative.

. Directive No. 3 is an elaborate definition of categories of intelligence
Production, i.e., basic, current, staff, departmental and national intelligence ,
and it assigns the responsibilities of the departmental agencies and the Central
Intelligence Agency in intelligence production. The same areas of "dominant
interest"” are specified as for intelligence collection, and the production of
"national mtelligence" is reserved to the Central Intelligence Agerncy. How-
ever, the terms of the various definitions are broadly drawn, the exceptions

are numerous, apd confusion of intelligence functions has continued despite

the effort to eliminate it by definition.

Directive No. 4 provides that the Central Intelligence Agency shall take
the lead in preparing a comprehensive outline of national intelligence objec-

tives, and from time to time shall indicate the priorities attaching to these

objectives.

. e ey
gence Directive—1g~NoT 97, —%hiChi ewvtablishes the:
Ny e = Wﬂ'___"_’_—-\'———’—}

R e s . ——
United States Commmications Intelligence Board (UsCIBY, specifiig_zt_s@
s=dull}

T~ -
mechaniem, and makes it tHé authoritative agency for the coordination of
> e — e -

BEt Yecent  Intelligence Directive—
———l_\-——'\
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commnications intelligence activities of 1 tl_@_VGovemment..—“ILP]qug_Ee‘mbers
—_— T T —

from the Central Intelligence Agency, State, Army, nNevy and Air Foryon the
Board, and provides that their unsnimous decision is necessary for“approval of
particular matters.~The original proposal for coordination-in.this field sub-

P
mitted by the departments was _that an Executive Order bé 1issued getting up an

independent, departznenta}\

oa.rd\t\o co\n;t}ol commmnications intelligence, which

would not have been under the th:i)onal Seeurity Council. In opposition to

this plan, the Centl\'al/Intel-l'igence Agency~proposed that the Director of
™~

Central Intelligefce beTesponsible far coordinating “c\G‘mmunicat\ions intelligence

activitied with the advice of the Board. As finally resolved\ the Board, and

(no}_ the Director of Central Intelligence , vas given the coordinating-responsi-

bility, but it was placed under the National Security Council and the Central
-.:'———~—/——*—~———‘—-——-—___.___.—1—-——‘———.~_____\_'/—

(_Intelligence Agency "~ was_given membership

Four of the Directives, Nos. 5, 6, 7 and 8, assign certain "serviées of
common concern” to the Central Imtelligence Agency under the authority granted
in the Naticnal Security Act (Section 102 (d)). These are coordinating actions
in the sense that, by common agreement, they assign to the Central Intelligence
Agency primary or exclusive responsibility for conducting certain intelligence
activities of cdmmoﬁ concern. D:Irective. No. 5 provides that the Central In-
telligence Agency will comduct all espionage and célmter-espionage operations
abroad except’ far certain agreed activities and it also provides that the Cen-

tral Intelligence Agency will coordinate covert ana overt collection activities.
(See Chapter VIII).
Directive No. 6 gives the Central Intelligence Agency authority to conduct

all federal monitoring of foreign press and propaganda broadcasts, and directs

§
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the Agency to disseminate the information thus received to interested depart-

mental agencies. (See Chapter VII).

Directive No. 7 gives the Central Intelligence Agency authority for the
exploitation of domestic sources of foreign intelligence, and provides for the

participation of departmental agencies in this activity. (See Chapter VII).

50X1

These Intelligence Directives allocate responsibilities to the Central
Intelligence Agency 1n fields which have been conceded to be those of common
concern vhere work can best be done centrally. This is also true of the allo-
cation to the Central Intelligence Agency of responsibility for the conduct of

secret operations (other than intelligence) abroad by the Office of Policy
Coordination which was accomplished by direct National Security Council action

(NSC 10/2) and not by Intelligence Directive submitted through the Intelligence
Advipory Committee. (See Chapter IX). In all of these cases where particular
functions of common concern have been assigned, the allocation of functions

has been generally accepted as sound.

THE DEGREE OF COORDINATION ACHIEVED

In spite of these formal directives for the coordination of intelligence

activities, it is probably correct to say that departmental Intelligence ac-
tivities are substantially unaffected by this program of coordination except

where the Central Intelligence Agency has been given exclusive responsibility

for certain activities.
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In general, there is an absence of effective coordination under the lead-
ership of the Central Intelligence Agency and there ieiﬁrtﬁ;llé'no supervision
of the ways in which the various directives are carried out, except that the
Central Intelligence Agency controls those common service activities assigned

to it. Conflicts of Jurisdiction and duplication of activities remain. In

many cases they have not oaly besn unrssolved, which is hardly surprising after

.

such a short time, but they remain unrecognized and unacknowledged.

Despite the provisions of Directives Noé. 2 and 3 in regard to the allo-
cation of dominant interest, each department collects and produces the intel-
ligence 1t chooses according to priorities 1t establishes. The very large
loopholes in these directives and the absence of any continuously effective
monitoring of their implementation makes thig possible. The Central Intelli-
gence Agency itself has become a competitive producer of intelligence on sub-
Jects of its own choosing which can by no stretch of the imagination be called
national iIntelligence. (SeefChaptere V and VI). The amount of undesirable
duplication among intelligence agencies is considerable and the absence of co-

ordinated intelligence collection and production is serious.

In our opinion, certain essentials for the improvement of this situation
would- include: continuous examination on the initiative of the Central Intel-
ligence Agency'of instances of duplication and failure of coordination; direc-
tives which establish more precisely the responsibilities of the various de-
partments; gnd the effective carrying out of plans through close inter-depart-
mental consultation at all levels. To a greater or lesser degree, all of these

eggentials are lacking at the present time.

54
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Clearly, as pointed out above, the authority of the Central Intelligence
Y;Agenéy to coordinate intelligence activities 1s -subjectnfo directives of the
National Security Council. However, the responsibility toadvise the Natiomal
Security Council and tomake recommendations for coordination is squarely placed
on the Central Intelligence Agency. Therefore, lack ofauthority in a epecific
situation should not deter the Central Intelligence Agency from exercising its
responsibility to submit recommendations so that proper coordination will re-
gult. If there are doubts as tohow the coordination should be affected, 1t is

the duty of the Agency to ask the National Security Council to resolve them.

The coordinationof intelligence activities today isparticularly lmportant
in three filelds illustrative of the general problem, namely -- sclentific in-
telligence, domestic Iintelligence and counter-intelligence affecting the na-

tional gecurity, and commmications intelligence.

SCIENTIFIC INTELLIGENCE*

The field of sclentific and technological intelligence is obviously one
which may overchadow all others in lmportance. At the present time there is
no proper coordination of effort in this field, which is one in which there is
a broad area of common interest. In fact, this diffusion of responeibility is
confirmed in National Security Council Intelligence Directives Nos. 2 and 3

-which allocate collection ‘and production responsibilities for scientific and

technologioal intelligence to "each agency in accordancezﬁifh its respective
needs."

3

¥Since this report was written, steps are belng teken to create in the Central
Intelligence Agency a separate Office of Sclentific Intelligence and to trans-
fer to it the Nuclear Energy Group now in the Offlce of Special Operations.

CIOESECRET . 55
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Each of the military Services collects scientific and technological in-
tt_alligeﬁce in accordance with its own program and produb.es”'éuch reports as it
chooses. The Central Intelligence Agency performs certain central collecting
services through its Office of Operations and Office of Special Operations.
The Office of Special Operations also houses the Nuclear Energy Group which is
the central governmental wnit for Interpreting atomic energy intelligence.
Separate from it i1s a Sclentific Branch in the Office of Reports and Estimates
which was expected tobecome the central group for stimlating end coordinating
aclentific intelligence. It has not yet filled this role. The Research and
Development Board does not itself actively engage 1in scientific Intelligence
but has an Iimportant interest in the fileld. TIts needs should therefore be

given major consideration in plans and arrangements for coordination.

In sumary, responsibilities are scattered, collection efforts are unco-

ordinated, atomic energy intelligence is divorced from scientific intelligence

' generally, and there is no recognized procedure for arriving at authoritative

intelligence estimates in the sclentific field, with the possible exception of
atomic energy. Here is a situation which must have priority in coordination of

intelligence activities. In Chapter VI we propose certain steps which come

‘vithin the scope of this survey.

DOMESTIC INTELLIGENCE AND COUNTER-INTELLIGENCE AFFECTING THE NATIONAL SECURITY

Another broad field requiring coordination is that of foreign intelligence

derived from domestic sources and the sllied field of domestic counter-intelli-

gence.

56 ]
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bThe Federal Bureau of Investigation, which has primarily security and law
enforcement responsibilities, 1s concerned in fact with an importent area of
Intelligence. This includes domestic counter-espionage and counter-sabotage,
control of comminist end other subversive activities and surveillance of alien
individuals and groups. All of these functions are closely related to the com=?
parable activities abroad of the Central Intelligence Agency. They all have
an important Iintelligence aspect, particularly today vwhen intelligence from
damestic and foreign sources is so closely related. The fact that the Federal
Bureau of Investigation is primarily concerned with secwrity and law enforce-
ment may result in a failure to exploit the intelligence possibilities of a

sltuation and may create difficulties in réconciling the intelligence with the
gecurity interests. v

The TFederal Bureau of Investigation is not part of the existing ma-
chinery for coordination of 1intelligence through the Intelligence Advisory
Committee or otherwise. There is no continuing manner whereby domestic intel-

- ligence and counter-intelligence are related to over-all naticnal intelligence
in order to serve the gemeral purpose set forth in the Nationsal Security Aot

S 7
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"of coordinating the intelligence activities of the Beveral Government depart-

ments and agencies in the interest of national security.”

In our opinion, the Central Intelligence Agency has the duty under the Act
to concern itself with the problem of coordinating those phages of domestic
intelligence and counter-intelligence which relate to the mnational security
and should submit recommendations on this subject to the National Security
Council. This isnot inconsistent with the stipulation of the National Security
Act that the Central Intelligence Agency ‘"shall have no police, subpoena, law-
oenforcement powers, or internal sccurity functions."” It would in fact serve to

carry out the program of coordination set forth in the Act in a broad fileld

which has hitherto been largely neglected.

A svep towa.rd bringing about the coordination we recommend would be to
provide for closer association of the Federal Bureau of Investigation with the

intelligence agencies by making it a member of +the Intelligence AdvisoryA
Committee.

COMMUNICATIONS INTELLIGENCE

_'“‘—"'_'—\'—'—-——\__,.-—— T T e TN e ———— e ——

A further problem in the TIeld of coordination of intelligence activities}
is_thatof cammmications intelligence. We have referred above to Intel;l.igenég

Directive NQEQ{ta‘blishing the United States Commmnications Intelligence

Board with tation-from the -
represen on~from ew,of State and the Central Intel

ligence Agency as well as of-the Arme’dxséififﬁz'es,

,w"’/j:
T

We haver ’n,ot"ﬁla.de anon-the-spot examination of commmiceations intelligence

and; /ﬁ:w’iev of the necessarily stringent security restrictions;~it \?’eemed un-

S— ™~

N\

wise that a non-governmental committee Buch as ours, withHout specific mandate
N e ——— e T e s A
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receipt of the product  of communications intelligence by its essenti‘al\users
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Survey Group 1s mnot in & positlon to express a Jjudgment-upon the effi€iency
'of the present arrangements for t'.he production of commnications intelligence
thriough the separate establishments of the Army and the Navy. We have, however,
geﬂerably'\ccnsidered the problem of communicstions intelligqnce‘ ingofar as it

relates to\ the over-all arrangemsnts for the coordinatidn of intelligence

activities.

We consider thats  coordination of commuiications i1ntelligence is of most
vital concern not onlyt\othe Services but ~to the Department of State 4n the
formulation of policy and to the Centr¥al-Intelligence Agency in its operations
and other activities. The procedu:pe\by vhich™the United Stz-ateu Commm1ications
Intelligence Board was establisghed conformed to what should be the normal fumc-
tioning of the arrangeménts for +the coordinatiom of activities in that the
Board was esta.’bli/shed/'by National Security Council Intelligence Directive
adopted upon {’che recommendation of the Director\oi\Central Intelligence and
the Intelligez’fce/idvisory Committee.

To/'bene/ffective s communications Intelligence must be properly coordinated

at /é.ll stages, from collection and production* to diesembatbn and use.
y. .

Oné of the prime objectives of coordination in this field is to assurs prompt

}n State Department and the Central Intelligence Agency, as well as in the

Services. As we have pointed out in our subsequent _\c:_lleigt—g;"déal‘ing with

——————— —— Y

*We understand that, at the directian of the Secretary of Defemse, a committee
comprising representatives of the three Services is completing a study of the

question of creating a Joint organization for the production of communications
Intelligence.

B8-SERET | 59
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eecret :Lntelligence operations (Chapter VIII), there is some reason to believe
———— et e __/—'———_...-————‘———\

———

th&ta’chese operations»a.nd communications ‘intelligence e.ctivitiee are/notat the

\
Present time sufficiently-Closely coordinated so &s’to provide for each the

maximm support from the other s work. <

We further believe that the recommendetion we have “made in this chapter
for the coordination/of Intelligence activities could 'tkét be achlieved with

reep‘e}te”commmications intelligence by making the Director of Cential_ In-

e e e M
telligence permsnent chairman of the United States Commmications Intelligence
\—"—'—~——_,_..J'__'——' ‘_.ﬂ-——-——.l_——“——_g ______
Gy

PROPOSALS FOR IMPROVED COORDINATION
: <&

In order to remedy the existing situation in respect of coordination of
activities, several steps are necessary. The Direetor of Central Intelligence
must show a much greater concern than hitherto with the general problem of co-
ordination of intelligence activities which is cne of his eseentiai statutory
duties. His 1is & responsibility to all of the departments concerned with ma.
tiondl security; 1t can be properly discharged by leadership, megination,

initlative and a realization that only a Joinipg of efforts can achieve the
desired resulta.

The  other members of the Intelligence Advisory Committee must also share
in the genere.l responsibility for carrying out the intent of the Natiomal Se-
curity Aot by quickepi.ng their interest and exhibiting & spirit of active co-
operation. No amendment to the Committee's charter asset forth in Intelligence

Directive No. 1 appears necessary to bring about this improvement.

"

In the next chapter where we deal with the question of national intelli-

gence estimates we propose that the Intelligence Advisory Committee assume,s
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more active role in producing these estimates. In our opinion, this would not
the Committee the impetus and the background it needs to deal effectively with
the coordination of intelligence activities. More than any other stage in the
intelligence process, the consideration of estimates should reveal the defi-

ciencies and overlaps as well as the accomplishments in intelligence.

We believe, as stated above, that the Federal Bureau of Investigation
ghould be added to the ﬁema.nent membership of the Intelligence Advisory Com-
mittee. We also believe that the Atomic Energy Commission and the Joint Staff
might be dropped from the regular membership. The role of the Atomic Energy
Comnission in intelligence i1sa limited one and confined toa highly specialized
field. The representation of the Joint Staff upon the Intelligence Advisory
Committee appears to be largely duplicative in view of the predominantly Serv-
ice membership of the Committee. However, they, together with other interested
agenciles sﬁch as the Departments of Treasury and Commerce, the Research and De-
velopment Board and the National Security Resources Board, should atbend mest-
ings whenevex: ‘matters of direct concern to them are being considered.

Within the internal organization of the Central Intelligence Agency the

Interdepartmental Coordinating and Planning Staff (ICAPS) should be set up

'clearly as anl integral part of the Agency, charged with the task of seeking

out, studying and developing, in conmsultation with the other parts of the
Central Intelllgence Agency and outside agencies, plans for the coordination
of intelligence activities. It should have mresponszbility for current oper-

ations, except that certain current tasks of coordination (such as some of

those now performed by the Office of Collection and Dissemination) might be
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carried out under its direction. The reconstituted ICAPS which might appro-

priately be called "Coordination Division" should be smsll. Its members should
be persons interested in, and qualified to deal with, problems of intelligence
organization. Finally, and perhaps most important of all, the Director must
look upon this reorganized and strengthened group as his major support in ful-
f11ling one of his most difficult assigmments under the National Security Act,
that of advising the National Security Council on the intelligence activities
of the Govermment and making recommendations for their coordination.

It is our belief that the relationship between certain of the functions
presently performed by ICAPS and the Office of Collection and Dissemination
should be considerably closer. ICAPS 1s responsible for the promulgation of

plans and policy in relation to the coordination of collection activities. As

one of 1ts tasks, the Office of Collection and Dissemination coordinates actual

collection and dissemination and in some respects is ina position to implement
the genersal plans and policies for coordination. Constantly dealing with the
day-to-day "working level" problems of collection, the Office of Collection and

Dissemination is in a good position to make recommendations in regard to the

improvement of collection procedures and the coordination of collection -

activities.

We, therefore, recommend that the collection and dissemination functions
of this Office be placed under the new Coordination Division, subject to future
determination of the extent toAvhich individual Offices may conduct their own

dissemination. (See Conclusions to Chapters VII and VIFI). We further recom-

~ mend that 81l of the library, index and register functions be separated from

the Office of Collection and Dissemination and be placed in a centralized Re-

search and Reports Division as described 4in Chapter VI.
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- CONCLUSIONS AND RECOMMENDATIONS /

{1) The responsiﬁility of the Central Intelligence Agency under the Na-
| tional Secﬁrity.Act with respect to the coordination of intelligence activities,
vhich ie one of the most important ones a_ssigned to the Central Intelligence
Agency, has not been fully discharged.

(2) One of the important areas where more active efforts at coordination
are needed 1s the field of scientific intelligence. (See Chapter VI).

(3) Another important area is that of domestic intelligence and counter-
intelligence insofar as they relate to the national security. To improve co-
ordination in this area and between it and the entire intelligence field, we
recommend that the Federal Bureau of Investigation ehoﬁld - be made a member of
the Intelligence Advieory Committee.

i"@ﬁn>6f the United States Communications Intelligence Board.

(5) The Intelligence Advisory Committee 1s soundly conceived, but it
should participate more actively with the Director of Central Intelligence in
the continuing coordination of intelligence activities.

(6) The Intelligence Advisory Committee should consist of the Director of
Central Intelligence and representafives of the Departments of State, Army,

Navy and Air Force and the Federal Bureau of Investigation. Other departments
and agencles would sit as ad hoc members when appropriate.
-b (7) The Interdepartmental Coordinating and Planning Staff should be recon-

stituted as a staff* responsible only to the Director of Central Tntelligence,

¥In this chapter we have called this new staff "Coordination Division." It
should be noted that this name and other names we have glven to proposed
branches of the Central Intelligence Agency are only for purposes of illustra-
tion and eimplification and not given as & formal recommendation.
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with the task of developing plans for the coordination of intelligence

activities::

(8) The responsibilities of the Office of Collection and Dissemination
with respect to the coordination of collection requirements and requests and
the dissemination of intelligence should be carried out under the nmew Coordi-
nation Division. This is subJect to future determination of the extent to

which individual Offices may conduct their own dissemination.

a3
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CHAPTER V

THE RESPONSIBILITY OF THE CENTRAL INTELLIGENCE
AGENCY FOR NATIONAL INTELLIGENCE ESTIMATES

THE MANDATE UNDER THE NATTIONAIL SECURITY ACT AND THE DIRECTIVES

One of the principal duties assigned to the Central Intelligence Agency
"for the purpose of coordinating the intelligence activities of the several
Government departments and agencies in the interest of national security" is
"to correlate and evaluate intelligence relating to the né.tional security; ‘and
provide for ﬁt_ej eppropriate dissemination." The Central Intelligence Agency
is thus given the responsibility of seeing to it that the United States has
adequate central machinery for the examination and interpretation of intelli-
gence so that the national security will not be Jeopardized by failure to co-

ordinate the best intelligence opinion in the country, based on all avallable

information.

In our opinion, this responsibility has not been adequately discharged,
e and remediel measures are necessary, There 1s confusion as to the proper role
of the Central Intelligence Agency in the preparation of intelligence reports
and estimates, This confusion has resulted from incorrect interpretation and
lack of proper inplementation of the statute and the directives. The reasons

for this go to the heart of the national intelligence problem and need to be

examined in some detail in order to discover how the necessary improvement can

Although the Act provides that "the departments and other agencies of the

\
\
be made,
i
1 .
i Govermment shall continue to collect, evaluate, correlate, and disseminate de-
|
|
|

partmental intelligence," the statute does not 1imit the duties of the Central

e | | "
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Intelligence Agency to correlate and evaluate intelligence, except by the
standard of "national security." Interpretation of these sfatliﬁory provisions

was made by the Natianal Security Council in Intelligence Directivea No, 1 and

No. 3.

Intelligence Directive No. 1 (See Annex No. 7) provides that the Director
of Central Intelligence shall produce* intelligence relating to the maticnal
security, called national intelligence, and that "in so far as practicable, he
ghall not duplicate the intelligence activities and research of the various
Departments and Agencies but shall make use of existing intelligence facilities
and ghall utilize departmental intelligence for such production purposes."
The directive also gtipulates that national intelligsnce disseminated by the
Central Intelligence Agency "shall be officlally concurred in by the Imtelli-

gence Agenciea or shall carry an agreed statement of substantial dissent,"

These provisions are to same extent clarified in Intelligence Directive

No. 3 (See Annex No. 9) which definss national intelligence as "integrated de-

partmental intelligence that covers the broad agpects of natiohal poiioy and
national security, 1s of concern to more +than one Department or Agency, and

transcends the exclusive campetence of a single Department or Agency or the
Military Establishment,"

Directive No. 3 then plaéee‘ on the Central Intelligence Agency the re-
sponsibility for +the production and disesemination of national intelligence,
Such intelligence is to be d.eveloped and assembled in doordina‘bion with other

departmentea and agencies in order to obtain intelligence developed within the

¥ The term "produce," as used here, means the preparation and issuance of as-
sembled and interpreted intelligsnce reports and estimates.

66
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scope of their respective missions which will asaist in the prod.uctioné com-

Plement the assembly of national intelligence. _ The directive also instmicts
all sgencles to maintain sufficient research facilities tq meet their individ-

ual needs and to asaist in satisfying the requirements of other agencies,

Areas of "dominant interest,"” a term which 1s not specifically defined,
are allocated by the directive to the various dep&rtmep.ts as follows: political,
cultural and soclological intelligence to the Department of State; military
intelligence to the Army, naval intelligence to the Navy, air intelligence to
the Air Force; and economic, sclentific and technological intelligence to "each
agency in accordance with its respective needs." Upon this framework is built

the formal program of intelligence production by the d.epa.rtmenté.l agencles and
the Central Intelligence Agency.

The significant provision of Directive No. 3 for the Central Intelligence
Agency 18 the definition of national intelligence s, for which the Agency is
given exclusive responsibility, a.lt’héugh it is recognized as having rights and
responsibilities with respect to other forms of intelligence as well. In ef-

fect the directive interprets the vague provision of the National 4S‘ecurity Act

on "intelligence relating to the national security” to cover a particular type
of intelligence reasonably distinct from departmental imtelligence and con-

forming to edmittedly broad but generally comprehensible specifications.

The purport of the National Security Act as supplemented by the directive
in regard +to the production of mnational intelligence can be understood and
Justified in the light of the history and general objectives of the Act., Be-
hind the concept of a Central Intelligence Agency 1ay the necessity not only
for the coordination of diversified Intelligence activities (See Chapter IV) s
and for the performance by the central agency 1teself of certain services of
67
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camon usefulness (See Chapters VI-IX) , but alaso for the coordination of in-

telligence opinion in the form of reports or estimates &ffe'cﬁing'”‘geneml]y the

na.tional gecurity as a whole,

Although the Act and the Intelligence Directives give the Central Intel-
ligence Agency the independent right of producing national intelligence , Direc~
tive No, 1 stipulates that such intelligence shall be officlally concurred in
by the intelligence agencies or shall carry statement of substantisl dissent,
As a practical matter, such estimates can be written only with the collabora-
tion of experts in many fields of Intelligence and with the cooperation of
several departments and agencies of Government. A national intelligence
report or estimate as assembled and produced by the Central Intelligence
Agency should reflect the coordination of the best intelligence opinion,

based on all available information. It should deal with tonics of wide
scope relevant +to the determination of basic policy, such as the assessment
of a country's war potential, its preparedness for var, its strategic capabil-

ities and intentions, 1ts vulpera.biuty to various forms of direct attack or
indirect preassures. A.n inteliigence estimate of such scope insvitably "tran-
scends the exclusive: competence of a single Department or Agency or the Mili-
tary Establishment.” A major objective, then, in establishing the Central In-
telligence Agency was to provide the administrative machinery for the coordi-
natioz} of Intelligence opinion, for its assembly and review, obJjectively and

impartially, and _for its expression in the form of estimates of national scope
and importance,

THE CONCEPT QF NATIONAL INTELLIGENCE ESTIMATES

The concept of national intelligence estimates underlying the statute and

the directives 1s that of an authoritative interpretation and appraisal that

68 | _XTORET
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will serve as a firm guide to policy-makers and planners. A national _intel-

ligence estimate should reflect the coordinat}pn of the best {ntelligenoce:
opinion. It should be based on all available information and be prepared with
full knowledge of our own plans and inthe light of our own policy requirements.
‘The estiﬁate should be compiied and. assembled centrally by an agency whose
obJectivity and disinterestedness are not open to question. Its wltimate
approval should rest upon the collective responsibility of the highest officials
in the various intelligence agencies. Finally, it should command recognition
and respect throughout the Government as the best available and presumably the

most authoritative intelligence estimate.

The production of national intélligence estimates by the Central Intelli-
gence Agency falls far short of such a .concept, in part for reasons which the
Central Intelligence Agency does not control. The principle of the authori-
tative national intelligence estimate does not 'yet have established acceptance
in the Govermment. Each department stiil depends more ar less on its own intel-
ligence estimates and establishes its plens and policies -accordingly. In the
Military Establishment there 1s some coordination through the Joint Chiefs of
Staff who rely upon the advice of the Joint Intelligence Committes which, in
turn, rests primarily upon the contribution of the three Service departments.
Nelther the Central Intelligénce Agency nor the State Department participates
directly in these procedures in the Military Establishment, and the estimates
of the Joint Intelligence Committee are in most céses more. restricted in scope
than a natiopal intelligence estimate. Within the State Department the policy-
maekers are, for the most part, their own intelligence .advisors.. Finally, there
is no‘;ystematic way of tapping that domestic intelligence information, which
should be chiefly in the_hands-of the Federal Bureau of Investigation,_having

69
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bearing on broader intelligence issuea. At the National Security Council

level the 1ntelligence estimate which is applied to- policy papers is brought
to bear through the individual departmental representatives and the independ-

ently produced contributions of the Central Intelligence Agency.

Although the task is made more difficult by a lack of general acceptance
of the concept of national intelligence estimates in the Govermment, it is,
nevertheless, the clear duty of the Central Intelligence Agency under the

statute and the directives to assemble and produce such coordinated and authori-

tatlive estimates.

THE ORGANIZATION AND ACTIVITIES OF THE CENTRAL INTELLIGENCE AGENCY FOR THE
PRODUCTION OF NATIONAL INTELLIGENCE

Unfortunately, the attention of the Central Intelligence Agency has been

largely diverted ffcm the obJective of producing national intelligence. We

find in examining its organization and activities, that major emphasis is not

Placed on the unigue national intelligence function of-the Central Intelligence

Agenicy but that thisAfunction is largely diffused and dispersed inen organiza-
tion which concerns itself with & variety of intelligence-producing activities.

These include summaries of current developments, political reports,‘background

studies on countries and areas, economic reports, etc. (See Chapter VI).

In the original Central Intelligence Group it was conceived thet there
would bea small organization of highly qualified individuals which would limit
itself strictly to national intelligence. preblems and.base its work primarily
on the specialized reports and estimates produced by the departments rather

than employ a large research and analysis organization of its own. Howeve )
70
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the character of the organization changed, and the Office of Reports and Esti-

- mates s which now cerries out the responsibility ‘of the Central Intelligence
Agency for -intelligence reporting, discha.rges a large mumber of intelligence-
producing functions. These include, to a limited extent, the production and
coordination of national intelligence but also other functions, to de describ-
ed in Chapter VI. Some of the latter functions duplicate those carried on in
other departments, and some are more in the nature of coamon services on be-

half of the other agencies, although they are not always recognized as such.

Under~the Assistant Director for Repe)ri‘,sﬁand Estimates and his deputy is

~ ,
a8 large organization comprising persons. There is a broad base of

50X1

gix regiona'él\gigeographic Branches, each a research and estdihate—producing

wnit with respons\i'-bility for one area of the world. In a.chjtion » & Map Branch
' ~

does map research “and publishes map and geogra.ph.‘bcfdata and & Scientific

|

| e

l Branch is concerned with studieg in the field”of scientific intelligence.
Studies and estimates are>alsc pr})duced by five '"Consultants Panels"

ot dealing with economics, transportafion end. commmications , military affairs,

international organizations-and /'"glo’bal survey;< respectively. The product of

these Branches and Pa.ne]/.fe/is/issued through one.of two "Groups," the Current
Intelligence Gmup/and/étai‘f Intelligence Group which have editorial and de-
partmental lia}eon responsibilities. A third Group,l the  Basic Intelligence
"Group ) perfom{é supervisory and editorial functione with respect to the fulfil-
nent of the National Intelligence Sur;rey (basic intelligence) program by the
Central Intelligence Agency and the departmental a.genciee. Finally, & Plans

a.r}d Policies Btaff develops programs , priorities and policies for th\Office

e ————

and includes & small unit which handles 1nformation from communications intel-
A

e : i
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The intelligence output of this Aorganiza.tion which cen be properly teimed
“national intelligence" is not impressive. The subjecty are normally selected
on the Initiative of the staff 1tself or as the result of discussions in the

National Security »Covu.ncil staff, where a member of the staff of the Office of
Reports and Estimates generally participates. In producing these reports the
Office usually employs +the research of 1its own staff instead of drawing to-
gether and coordinating contributions from departmental agencies. Such depart-
mental contributions are available to the Office of Reports and Estimatesunder
the terms of National Security Council Intelligence Directive No. 3 as inter-
preted in No. 3/1 ‘( "Standard Cperating Procedure for the Production of Staff
Intelligence") bdbut in fact only a small number of the reports a:rev actually
derived from dépa.rtmental contributions. The customary procedure has been for
_the Office of Reports and Estimates to prepare a basic draft which is then.
circulated to the Departments of State, Army, Navy and Air Force for their
g comments and concurrence or digsent. This procedure has proved to ._be ineffec-
tive as a means of producing éooz'dinated né.tional inteiligence. The depart-
ments participate more as outsiders refriewing the materlal of another agency

than as collaborators sharing responsibility in an enterprise of equal concern

to all.

In spite of the use of +the system of concurrences for certain types of
reports, the position today of the Central Intelligence Agency is that of an
independent producer of national intelligence » the quality of whose product is
variable and.the influence of which is questionable. The tendency within the

Central Intelligence Agency has been to emphasize the independent production

of Iintelligence and this emphasis has led to two results.
72
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In the first place, the mteuigenoe‘prpduced by the Central Intelligence

Agency has not always been relevant to policy requirements and has lacked effec-
tiveness. In the second place, there has been a failure to develop coordinated’
national intelligence which would supersede independent departmental efforts

to produce over-all intelligence.-

It is perhaps +true that the efforts of the Central Intelligence Agency
have been criticized partly because the opinions expressed by the Agency were
occaslonally at variance with the opinions held in the departments; but there
have besn other reasons. The independent intelligence estimate is felt to be
useful but never decisive inasmuch as the Central Intelligence Agency cannot
and does not by itself have all the specialized qualifications needed to pro-
duce national intelligence » and is not, as an independent agency, in constant
and intimate association with the policy-makers and planners, a knowledge of

whose work and intentions 1is indisﬁeneible to sound intelligence.

There is also criticism that the product oftt.he Central .Intelligence Agency,
regardless of its quality or Importance, gets formal circulation at the highest
levels in the Government even though 1ts content may not coincide with the
views of departmental officials whose own information may be more reliable and
complete. There is in fact & serious danger that the product of the Central

Intelligence Agency may be looked upon as coordinated national intelligence,

“which 1t usually is-not.

What has ha.ppened is that the creation in the Central Intelligence Agency
of a large Office of Reports and Estimates performing, as wlill be emphasized.

in the next chapter, a variety of functions that are not truly related to the

coordination of national mtel_}igence estimates, necessarily means that concern

D

eclassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0




Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-

Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0

with national Intelligence problems is diminished, that the area of competition
with the departmental agencies 1s enlarged and that the. Centrdl Intelligence
Agency concentrates more on the independent production of intelligence than on

its coordination.

Administrative arrangements within +the Central Intelligence Agency and
between the Agency and the other departments and agencies have contributed to
this situation. Personnel in the Office of Reports and Estimates who are
responsible for national intelligence (and this includes almost everybody in
part, inasmuch as national intelligence functions are scattered throughout all
parts of the Office) receive little guidance as to what they should report on.
To a large extent they select thelr own subjects and establish their own priori-

ties, and this practice only increases the criticism from which much of the

product suffers. Finally, the liaison relationships with outside agencies are

unsatisfactory although this situation 18 largely theiresult of the lack of a
clear conception of the proper mission of the Central Intelligence Agency in

the coordination of intelligence opinion in the form of national estimates.

. The most significant exception to a rather general failure to coordinate
J e e e

inte ligengpinion in national estimates was a series of reports“on Soviet
capabilities«aﬁd“intgptions , beginning in March, l9h8,_,'by an_ad-Yoc committee
of representatives of the Departm\e_.r‘{bs of State: /Atmy,/Navy and Air Force under
the chairmanship of the Central In'b;lligence Agency. This case 1llustrated
that y vhen yproperly used, th,e,e:‘c’ig’ing\ integ:;dfpa.rpmental arrangements can,

under the leadership of-the Central Intelligence Agen\éy‘,\pr“ovfide the President
; ~

and top po’lfz;y,-m'a.kers with an authoritative intelligence estimste,

After same initial delay following the receipt by the Army of mblng
m

}ﬂ%man
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mes%_e_rﬁ_'omAGeneml Clay, the Preeident on March 16, .1948 received from Central .-

——— T2 ‘“‘*-—"‘—-——‘7 /‘
Intelligence Agency a brief short-range estime.te a8 to the likelihood of war,

B dis sed and concurred in by all the interested agencies. Divergent ¥iews hed
been econciled and a unanimous estimate drafted. The importanceo/f this pro-
cedurx,particulm'ly in an emergency situation, is difficult }to overemphasize;
it insures,that all the interested agencies have contri‘o}med. to consideration
of the situation.and establishes their collective respoﬁ;ibility i‘or the esti-
mate. It divergencee cannot be reconciled, at/least the opposing points of
ﬁew can be i(lentif\iédr.* The possibility of. /e.gy one service arriving at a

Y
falese or completely contradictory estimaté and of independent actions being

taken as a result 1s theredby reduced.

The procedure of consultatiod ~followed in March was in this particular

cage largely fortuitous. There ,vas\at the time no regularly established pro-

cedure for such consultation/fft wag\not\nor has it since becoms normal prac-

tice either for ‘“ordinary’ "crisisl estimates &s we belleve it should.

SRR * The first message /from General Cle.y was recelved on March Lth, but there
does not appear to have been mterdepartmen\tal \coneultation before March
13th. Although/ views were at first divergent the_ estimate of March 16,
1948, submitted to “the President, was unanimouslsr\concurred in by the Central
Intelligence Agency and the intelligence agenciee of\the Departments of
State, Army, Navy and Air Force. It esgtimated the ‘likelihood of war during
the ensuing 60 -day period. However, the next estimate\in the series, dated
April 2 /19&8 vhich sought to extend the estimate ‘beyond the 60-day period, '
was accompanied by an Air Force dissent on the grounds that the international
situation was 80 dellcate that it would be unwise to epecula%e beyond the

short ,tern.

The/ircumstances leading to the March 16th estimate received wide pu’blicity
as/(a résult of the reference to 1t in Vol. I, p. 17 of the Report\of the
qommittee on the National Security Organization (Eberstadt Committee\) in
the/ following terms: "Testimony was presented to the Committee that in\the
spring of 1948, a mistaken Intelligence estimate, prepared ‘by a deparunental
inte‘lligence agency, stimilated recommendations -- which 1f followed -- might
well—have had had serious consequences. Fortune.tely, in this instance ..the_Cen-\

tral Intelligence Agency and other intelligence @o@_qumectly evaluated 3
the available - 1nforma.tion 1n~good time." SRR T

b)
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In fact, one of the most important recommanda.tioné of this report is that

a8 reconstituted Intelligence Advisory Committee should perform this function.

In at least one oth_er situation requiring immediate intelligence inter-
pretation there was once again only forﬁxitows coordination. This case was the
result of intelligence received by the Federal Bureau of Investigation and
distributed by it. The Central Intelligence Agency performed only a secondary
role and there was no formal intelligence estimate. This further illustrated
the fact that, under present arrangements, recognized and prompt pgbcedures
are lacking for the authérita.tive coordination of intelligence views in an
emefgenc‘y situation. In addition, 1t was seen that there 1s no regular and
agreed arrangement for participation by the Federal Bureau of Investigation

and for the use of intelligence from damestic sources in a national estimate.

PROPOSALS FOR IMPROVING THE _PRODUCTION OF NATIONAL ‘ESTDIIA'IES

In order to remedy the presént unsatisfactory a.rrangeménts foi' the. prd-
duction of national intelligence estimates and provide for the coordination of
intelligence opinion at times ‘-vof crisis and for long term planning, as contem-
plated 1n the Nationa.l Security Act, there needs-tb be a revision of the pres-
ent arrangements. Insofar ae' the Central Intelligence Agency is concerned it
ie necessary, in the first place, to make a cleé.r distinction between the
ﬁzﬁction of .correlating mnational intelligence Qpinion to assist plans and
polil:y formlation on the highest level and those Iintelligence reporting
activities which may be assigned to the Central Intelligence Agency as a cen-

tral service of common concern.

az

The mission with respect to the productionof national intelligence cannot

‘be fulfilled solely througha large staff such as the present Office of Reports

v

76 JoR-SECRET
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and Estimates whose work 1s directed more to the production of mis€ellaneous

reports than to the coordination of national intelligence opinion. In our

“opinion the present Office of Reports and Estimates should be replaced and for
1t substituted two offices one of which, to be described in the next chapter,
willrnot be involved with the production of national intelligence but will
perform intelligence research and reporting services of common concern. The

- other office, an "Estimates Division," would comprise a small group of highly
selected individuals vwhose +task it would be *Eo draw uporn and review the
specialized Intelligence product of the departmental esgencies in order to pre-
pare, for final diecussion and approval by the Intelligence Advisory Cormittee,
a finished national intelligence eastimate. This small group woul@ rely pri-
marily upon the intelligence reports of the individual agencieé but 1t would
have access to such source material as it requires in order to review depart-
mentdl contributions and prepare consolidated estimates for <final action by

the Intelligence Advisory Committee.

National intelligence estimates, . in order to be authoritative, must be
fully 'participatedl in by_a]_l of the principal Intelligence agencies in order
that the best advice may be tapped end responsibility shared for those major
estimates on which iiigh policy decisions depend. Therefore, the Intglligence
Advisory Camittee, under the Ileadership of the Director of Central Intel-
ligence, should actively asslst in esteblishing and _si;pervising the national
intelligence production program as well as discuss and review the pr.o;posed
estimates submitted to it for approval. The Committee vould., at fhe same
time, concern 1tself more actively +than at present with the coordination

of the other intelligence activities of the various departments and agencies,

as discugsed in Chapter IV. In fact, by assuming an active responsibility for

T88-§ 77
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the recor}ciliation of intelligence estimates the Committee would almost auto-
matically ‘be- able to assist the Director more effectively in coordinating in-

telligence requirements and developing sound arrangements for the coordination

of intelligence generally.

The membership of the Intelligence Advisory Committee, as we have pointed
out in Chapter IV, would include the Director of Central Intelligence as chair-
man, and representatives from the Departments of State,* Army, Navy and Ailr
Force and the Federal Bureau of Investigation. Ad hoc membership should be
given to other Agencies, such as the Atomic Energy Commission, Joint Staff and

Research and Development Board, whenever appropriate.

These revised arrangements should make adequate provision for the handling
of major emergency situations so that there is automatic consultation and
.collective responsibility when quick estimates are required. We have seen that -

in the past such consultation has been largely fortuitous and could not be
relied upon to operate pramptly.

This proposal would not affect the responsibility of the Joint Intelligence
Camittee to prepare strictly military estimates for the Joint Chiefs of
Staff and perform such other military duties as vthe Joint Chiefs of Staff might
asslgn. Through the membership of the Service intelligence chiefs on the In-
telligence Advisory Committee and through close lialson between the Joint
Intelligence Group and the new Estimates Division in the Central Intelligence

Agency, every effort should be made to inesuwre the consistency of the Joint

s

* See below, page 159, for a discussion of the status of the State Department
representative. ‘
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Intelligence Committee's military appraisals and the broader national egtimates

of the Central Intelligence Agency and the Intelligence Advisory Commitfee.

Whatever arrangement is decidsed upon, there - are certain general condi-
tions which must be observed, if intelligence estimates are to be sound and
timely. All information, whether it originates from intelligence sources or
whether it comes from other sources including operations, mist be available
to the intelligence people who by putting together and studying all of the
bits of information must provide the overall interpretation. There is always
8. dangerous | tendency, particularly in time of crisis, when it can be most
serious, for vital 1nform1;tion to be withheld on the grounds that the intel-
ligence personnel should not see it because it concerns operations or for
alleged security reasons. In other‘ instances the disseminatiqn of vital but
sensitive material 1is reatriqtecl to a very few people at +the top le;rels with
the result that those individuals who are most competent to analyze a.particu-
lar gituation aré left out of the plcture entirely. It is therefore neces-

Hosiiliors el > sary that intelligence estimates be made in full light of our own policies and
3
!

operations. The preparation of such estimates should not be ‘impeded by any
barriers arising from security considerations or otherwise, which may Jeop-

ardize the soundness of the intelligence product;

Finally, any discussion of the preparation of national estimateswould be in-
.a.de'quate without two caveats. The first applies tothose who prepare the estimates;
the second to those who may use them. Prejudice in the form of stubborn adher-
ence to preconceived ideas is likely tobe the gravest danger to sound intelli-
gence S Estimates are subject tothe risk of being colored and twisted to reflect

the prejudices of those who prepare them. This can best be countered by providing
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reasonable checks and balances as we have endeavored to do in the composition

and responsibilities of the Intelligence Advisory Committee. If, for example,

‘the State Department, which may be wedded to a particular policy, presents the

facts distorted by faulty preconceptions, +the final ‘product, as reflected in
an Intelligence estimate, will be defective. It is hoped that in such a case
the new Estimates Group of the Central Intelligence Agency will supply an ini-
tial corrective and that the non-State Department members of the Intelligence
Advisory Committee will have sufficlent breadth of lmowledge to challenge the
State Department estimate. Likewise, military estimates should be submitted
to scrutiny so that they are compatible with each other and avoid the error,

however unconscious, of magnifying the needs of their own branch of the Service.

The Intelligence Advisory Committee, if it functioms properly, and is as-
aisted by the disinterested work of the Central Intelligence Agency is the body
where such distortions should be caught and corrected and the prejudices of
one mind challenged by the thinking of a mind which at least does not suffer

from the same prejudices.

In turn, prejudice on the part of the policy-makers may render. them blind
even to brilliant achievements of‘ an Intelligence service. They may Just re-
fuse to listen to what they do not like. Hence, nothing would be more dan-~
gerous than to believe +that 1if we Aonce had an effective intelligence service

and an efficient luntelligence estimating body, we would be immmne to a disaster

like Pearl Harbor.

This does mnot lead to the conclusion that intelligence 1s futile. It
merely shows its limitations. If the intelligence appraiser can keep from

twlsting and coloring the data he receives and if the polic_y-maker can keep a
30 .
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relatively open mind and be prepared for continual re-evaluation of the Sssump-
tions on which he is relying, then sound intelligence estimates can be a

pillar of strength for our national security.

CONCLUSIONS AND RECOMMENDATIONS

(1) In the Central Intelligence Agency there has been confusion between
the responsibility of producing coordinated national intelligence estimates

and responsibility for miscellaneous research and reporting activities.

(2) The provisions of the National Security Act for the production of
national Intelligence estimates, as interpreted by the National Security
Council Intelligence Directives, are sound but have not been effectively

carried out.

(3) There should be created in the Central Intelligence Agency a amall
Estimates Division which would draw upon and review the specialized intelli-

gence product of the departmental agencies in order to prepare coordinated

o national intelligence estimates.

(4) Under the leadership of the Director of Central Intelligence, these
estimates should be sutmitted for discussion and approval by the reconstituted

Intéiligence Advisory Committee whose members should assume collective respon-

81bility for them.

(5) Provision should be made in these arrangements for the handling 'of

crisis situations when coordinated estimates are required without delay.

(é) Coordinated intelligence estimates produced in this way must, in

order to be effective, be recognized as the most authoritative estimates avail-

able to the peclicy makers.

- SE ' 81
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CHAPTER VI

SERVICES OF COMMON CONCERN: -
INTELLIGENCE RESEARCH AND REPORTS

PROPOSED RESEARCH AND REPORTS DIVISION

We have recommended 1in the preceding chapter that there be created a
small, high-level Estimates Division to concern itself primarily with the cor-
relation of national intelligence, subject to final approval by the Intel-
ligence Advisory Committee. If the responsibility of the Central Intelligence
Agency for the production of national intelligence 1s assumed by this Esti-
mates Divieion, there will remain certain research and intelligence reporting
functions now being performed by the Office of Reports and Estimates which
might properly be carried out as é, service of common concern by & newly con-
stituted “Research and Reportse _Division". Other activities of the Office of
Reports and Estimates should be discarded as being superfluous or campetitive

with the proper activities of departmental intelligence.

Bhedi oo

There 1is presently within the Office of Reports and Estimates a nucleus

for the proposed Research and Reports Division in flelds of cammon concern.

It_includes the Scientific Bramch, which should be strengthened and have re-}
e e A N —

attached to it the Nuclear Energy Group; the Map Branch, _which.produces maps’
:. T T [

. )_.M
and map intelligence a8 a recognized common service; the Economic and Trans-,

e R e S

{portation Panels; and some elements from the Geographic' Bra.nche;? To these
e\ T TN T T T A
there should be added the Foreign Documents Branch of the Office of Operations
(See below, page 103) and the library, biographical and other registers and in-

dices*presently maintained by the Office of Collection and Dissemination.

Generally speaking, " this Division will be responsible for authoritative '

research and reports in economic, scientific and technological intelligence,
| /
* JoE SERAET : 83
7 /

Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0




}
Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0

the maintenance of central reference facilities , and such other matters as are
deemeﬂd of common concern. To the extent necessary, 1t will a.l-l._so.“évoordinate the
activities of the other agéncies in these fields. Its staff should include in 3
appropriate cases adequate representation from the State Department and Serv-

ices so that, subject to policy guidance from the principal consumers, 1its

products will represent the coordinated opinion of the best available talent

ad

and should be fully responsive to the requirements of the consumer agenciles.

In this chapter we suggest the type of activity which should be discon-

tinued as wunessential or duplicative ; the type of activity which should be
retained as & common service and some activities, not presently carried out in
the Office of Reports and Estimates, which should be performed by the proposed
Research and Reports Division a8 services of common concern. It would be the
responsibllity of the National Security Council, acting on the advice of the
Director of Central Intelligence and the Intelligence Advisory Committee, to

determine which of these central services might properly be performed, and we
P __}
believe that the Coordination - Division (reconstituted Interdepartmental Co-

woe o

ordinating and Planning Staff) should examine this problem and prepare the

necessary plans. i

1
Mnnnnnsd

PERIODICAL SUMMARIES

>
e iamnad

The Office of Reports and Estimates presexitly produces current intelligence
in two principal forms: a top secret Dally Summary and a secret Weekly Surmary.

The former comprises abstracts of a small number of incoming and outgoing

|
|
|
cables recelved during the preceding twenty-four hours. Approximately ninety
| Per cent of the contents of the Dally Summery 1s derived from State Department
| Sources, including both operational a8 well as

84

intelligence material. There

4
3P SECRET
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are occasional comments by the Central Intelligence Agency on portions of the
Summary, but these,for the most part, appear gratuitous and lend little weiéht.
| to the material itself. The result is a fragmentary publication which deals
with operations as well as intelligence, without necessarily bLeing based on the
most significant materials in either category. In & summary of this type, cir-
culated to the President and the highest officials of the Goverrmment, there is
an inherent danger that it will be misleading to its consumers. This is because
it 1s based largely on abstracts of State Department materials, not in histor-
ical perspective, lacking a full knowledge of the background or policy involved

and with little previous consultation between the Central Intelligence Agency
and the State Department. Moreover, it is incomplete because it is not based on

all the most important materials.

The Weekly Summary is more widely circulated than the Daily Sumary, bdut
also represents primarily political reporting and competes for attention with

several departmental weekly summaries, particularly those of the State Depart-

WS ment and the Department .of the Army.

Still another periodical publication is the monthly "“Review of the World
Situation."

These summaries, particularly the Daily, are the subject of considerable
-controversy and are received with expressions ranging from moderate interest
to strong criticism. The Weekly and the Daily are,to a certain extent, duplica-
tive in that the State Department » to which political intelligence has been
assign‘?d as an area of dominant interest,a.lso disseminates its own operational
and intelligence summaries on the highest levels. As both Sumaries consume

an inordinate amount of time and effort and appear to be outside of the domain
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of the Central Intelligence Agency, we believe that the Daily, and possibly
the _Weekly; 'Summary should be discontinued in their présent form. We do , how-
ever, appreciate the fact that, to some extent, there may be a need for such

sumaries, and we suggest that the newly comstituted Coordination Division ex-

g —————

amine the situation to determine whether there is such a need and how it can

best be met.
MISCELLANEOUS REPORTS AND MEMORANDA
The Office of Reports and Estimates also produces a variety of other re-
‘. ports, studies and summaries. Same of these are strategic and basic studies
‘ . on forelgn countries or areas, presenting the political, economic and military
% sltuation. Others are intended to be estimates of current internstional prob-
i lems. These are formal reports,dealing with a variety of subjects ranging from

‘ "Possible Developments in China" to "Opposition to the ECA". These estimate-

type reports are circulated throughout the various sgencies for the purpose of
obtaining concurrence or dissent. But the fact that they are so circulated in
"=‘=F? g no wey means that they are properly coordinated estimates which represent the
? best thinking on the subject under review. They often deal with topics which
ere not particularly rélevant to departmental problems or national issues,

i

b with the result that the various agencies often feel that it is an Imposition
{ to be burdened with the responsibility for reviewing these documents, making
4

]

appropriate comments and noting concurrence or dissent.

The Office of Reports and Estimstes also initiates more informal ;'eports
" by means of intelligence memorande produced spontaneously or in answer to spe-

cific requests. These are not coordinated by circulation through the other

5OX1 egencles. Subjects again differ widely and include such topics

50X1 Lm
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_Much of this production is academic, tends to duplicate work in other de-

partments, has 1little relation to mnationsl intelligence, and ig not produced
as a recognized service of ccmmon concern. On the other hand, some of this
production might, subject to general agreement, be performed as & central com-
mon service. In our opinion, the newly constituted Research and Reports Divi-
sion should refrain from the production of essentially political studies and
miscellaneous reports and should concentrate its effort upon the production of

reports in those filelds clearly assigned to it as recognized services of com-

mon concern.

THE NATTONAL INTELLIGENCE SURVEY

Under National Security Council Intelligence Directive No. 3, the Central
Intelligence Agency is charged with preparing an outline for the National In-
telligence Survey -- an extensive series of basic studies on all countries and
areas of the world -- and with coordinating the necessary departmental contribu-

tions. This study has been assigned to the Office of Reports and Estimates,not

e

as the producer, but rather as coordinator of the progrem,under specifications
and priorities approved by the Joint Intelligence Committee. This coordination
is achleved through the allocation of topics for research and production for
the particular purpose of the Survey eeries ,but there is no provision for cen-

tralization or coordination of current production in these fields.

Under this serles, various chapters and sections have been farmed out Ato
the State Department,the Services, and other qualified agencies. For instance,

the Army has been assigned the responsibliity for the sections on transportation

and communications. The assigmment of these sections does not mean that Army

is recognized as having either primary interest in,or continuing responsibility

ik . :
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for, intelligence with respect to transportation and commmicetions. For the

purpose only of the handbooks,the Na.tional Intelligence Survey eliminates dup-
lication of production in certain fields and provides temporary editorial
coordination of basic intelligence through the allocation of topics. It does

not solve the ﬁroblem of centralizing or coordinating contimuing research and
production in the fields .of common interest.

ECONQMIC, SCIENTIFIC AND .TECHNOLOGICAL INTELLIGENCE

The Office of Reports and Estimates appearsto have made no serious attempt
to produce coordinated estimates or authoritative intelligence in the fields
of economic, technologicel and scientific intelligence, in which no department
is recoénized a8 having a dominant interest. The eix Geographic Branches ,‘th.e
Scientific Bra.hch and a number of the Consultant Panels are variously interested
ih these fields but have seldom produced authoritative Intelligence contribu-
tions therein. We have found in our examination of the Central Intell:lgence
Agency, State Department and the -three Service intelligence agencies tha:b there
18 much duplication and little ' coord.ina.tion of production on these subjects.
Although often &long para;lie'l J.:Lnés s studies are ind.épendehtly produced by the
various agencies a.nd. do not, therefore, represent the best availsble coordinated
opinion. |

There has been an attempt inNa.tiona.l Security Council Intelligence Direc-

tive No. 3 to_guid.e the effort of the various agencies into coordinated chan-

nels by the allocation of certain fields of dominant interest, but in the

fields of egonomic » 8cientific and technological 1intelligence ,b each agency is

authorized to produce 1in accordance with its needs, Thus, it 1s in .these'

flelds,

left open to all agencles and for which responsibility is now
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divided and diffused, that the proposed Research and Rep.orts Division could
perform a valuable service of common interest by cen’gral;z.ing or coord_ina_@ing

- research and intelligence production.

50X1

It is doubtful whether such & high degree of centralization in these fie lds,
including some essentially militery intelligence ,is desirable in this country.
Our Service intelligence agencies have been ?'assig'ued flelds of dominant interest,
and they will continue to produce military mteiligence within these areas.
However, even if each intelligence egency confines itself almost entirely to
"the production of intelligence within its fleld of dominant interest s there
remains a vast area of common interest in such necessary supporting fields asg

economic, scientific and ‘bechnologica.i intelligence.

EEs

The economic field could include, for example,industrial production, eco-

nomic resources, metallurgy, fuels, Povery.communications and telecommmunicetions.

"
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These are some of the subjects where there is rresent duplication emong our

agenciee and in which a great  economy of effort and -improvement of product
would result if intelligence were produced centrally. To provide an effective
contribution, the centrally produced reports on economic and industrial matters
must represent the most ' authoritative .coardinated opinion on the subject and.
must be accepted as such by tﬁe consumer agencies. A principal new consumer
would be the Estimates Division, recommended in the preceding chapter. Ve
also recognize that the requirements of the verious agencies in these matters
of common concern will differ, and that each agency will need to adapt to its

own particular problems the intelligence produced in these fields.

Few subjects of intelligence are more impartant than science and tech-
nology, and yet little success .has been achieved in this country toward coor-
dinating intelligence collectien end production in these fields. Among the
‘.agenciee which are interested end in e position to contribute are not only the
Céntral Intelligence Agency, the State Deparuﬁent and the three Services, but

R Taa also the Atomic Energy Conmission and the Research and Development Board.*

We believe that there is : a.n o'bvious Teed for more ore Genitrallzation of ecien-
P M e S

t'i‘fic;\u;_\g‘ell»igence. Where centralization is not practical there should be~-the

closest co;di\na‘tion among the‘ exlsting agencies through the  use-of committees

50X1

. — ]
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such as the preser;t__intgrdep?ﬁtmenta.l _atomic_energy 1ntel];lgenqe,ﬁ‘o’m1:b;;j
Pa et . R T ~=—— £

which~workssin . consultation with the Nuclear Energy ~Group of the~~Officé of

-~
\\ e

Special Opera‘tionsa(sgé\ “below, page 114). A strong Sclentific_Branch, as a com-

mon service within the Centraixlp\tfui’gence’ﬂéency:/woud be the logical focal

>

point for the coordinatjfn/ and: appropri’é:t‘e\cezx\\t\raiization of scientific intel-

- -~

- e
ligence. yapﬁé{z;s/to/be no overriding reason f‘or\the\\@regation of the

T \\"\»
Nuclear~Energy Group within the Office of Special Operations;~and 1t~would be

/ - - e ""__"_'-——-—_.a—-—'—-__,_l'ﬁ-———.‘_.\
, Vi S e
proferable~to—~reattach this ‘Group to the Scientific .Branch, even though some)
‘___.___M“\J— e ———— ﬁ——ﬂ_____)
ﬁ‘insulafﬁn may be necessary for security reasons.* |

To fulfill its responsibilities as the chief anelytical and evaluating

unit for scientific intelligence, and consequently as the principal guide for

i collection, the Branch would have to be staffed by scientists of the highest
} qualifications. We appreciate that in such a Branch it would be impossible to
obtain a leading scientist for each of the many segments of scientific and tech-
‘ nological intelligence, but we believe that a staff of moderate size and of
i R SR NS high quality cen cope with the normal research and evaluation,co-opting, where
' necessary,- personnel from such organizations as the Research and Development

Board and the Atomic Energy Commission.

CONCLUSIONS AND RECOMMENDATIONS

(1) In addition to the Estimates Division recommended in the yrevious
Chapter, "there should be created out of the present Office of Reparts and Es-
timates a Research and Reports Division toaccomplish central research in, and co-

ardinated production of, intelligence in fields of common interest. The staff

£

e ——

:'3* We understand that since this report was wri-ttenb steps have been taken to

4. create a separate Office of Scientific Intelligence which 1is to include the
{ Nuclear Energy Group™ e T e - Rl '

N e e ——
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of this Division should include sufficient representation fram the State De-
partment and the Services to insure that their needs are adequately met.

' (2) The Coordinstion Division (reconstituted Interdepartmental Coor-
dinating and Planning Staff) should be given the responsibility for studying
the actual scope of the Research and Reports Division and for redommending
those services of common concern which should be performwd.cenﬁrally.

(3) The propriety of the preparation by the Centrai Intelligence Agency
of essentially political summaries should be reviewed, taking into considera-
tion the need for such summaries, the vexistence of a number of duplicating
sumsaries and the pearticular capabilities of the individual departments to

prepare them.

(4) The various reports, studies and sumsaries which are not nastional

intelligence or recognized services of cammon concern should be discontinued.

92
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CHAPTER VII

SERVICES OF COMMON CONCERN:
THE COLLECTION OF OVERT INTELLIGENCE

The Officg of Operations, under an Assistant Director, performs a central

common service through the collection of overt intelligence by three easentially

S0X1 distinct means:
50X1

50X1

the Foreign

Broadcaet Information Branch is responsible for all federal monitoring of

foreign propaganda and press broadcasts; and the Foreign Documents Brench ex-
ploite foreign language documents and foreign periodicals and press for intel-

ligence purposes.

50X1
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FOREIGN BROADCAST INFORMATION BRANCH

~Under National Security Council Intelligepce”Directive No. 6 (See Annex _
No. 12), the Central Intelligence Agency is assigned the mission of monitoring
all foreign propa.gapda and press broadcasts and disseminating the resulting
intelligence. These duties are carried out by the Foreign Broedcast Informa-
tion Branch (FBIB) of the Office of Operations which conducts actual monitoring
operations through two stations 'located in this country (on the East end West
coasts respectively), one station 1in Cairo (being moved to Cyprus); one in

Tokyo and one in Hawail (being moved to Okinawa). (There is also an office in

London that processes and edits material from British monitoring-in-:acc

?

ordance
e g

EUA

(erage on the Middle East and South America and in retwrn furmich their oov—
e ——— T ——— — — = ‘—-‘.,——-\_____‘4_
erage for Western, Middle, and Central m
- _ T — ’—j

L M
with-reciprocal-arrangements with the Britigh, whereby they-receive ___our_covs

—

SO—

Approximately 2,000,000 words are monitored daily by these etations, of
which 150,000 are cabled to this country after local editing. Upon receipt
here, this material is re-edited and published as a daily summary of approii-
matély 90,000 words. In addition, weekly summaries and special digests on
particular topics are prepared. A considerable amount of date is produced for
the "Voice of America" activity of the State Department. Most of this moni-
toring work is routine s but the Branch also receives from various agencles

"statements of their continuing requirements as well as specific requests.

In general, it can be saild that the Foreign Broadcast Information Branch
perforgxs & non~controversial common service which is well received by the con-
sumer agencies. If there 1s any reservation as to the usefulness of 1ts work,

1t 1is that the material is not analyzed or evaluated prior to dissemination;
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it 18 merely caompiled and presented factually. However, this seems to be a
proper arrengement although there should be appropriate.- machinery outeide the

Branch for taking the monitoring reports and interpreting them in 1light of

other related intelligence. This would seem to be & proper function of the
appraisers and producers of intelligence, although the Fareign Broadcast In-
formation Branch, possessing as 1t does the full coverage, could continue to
meke summaries of the traffic 1t monitors. If, as was suggested in Chapter VI,
&8 Research and Reportis Division is created for research on questions of common
interest, this might be the proper place where this material could be further
enalyzed and appropriate studles prepared. The political analysis, however,

should be done in the State Department.

iThe Jurisdiction of the Foreign Broadcast Information™ Bra.nch‘do:es:not in- >_
,___....—4_5———"" —— ———— T ——

A e TN e —
% the monitoring of _clear text Morse__traffic, except for __press traffic, f

- —

_"\—________.. e r—
Thie field is prima.rily & responsibility of ‘bhe cmmmmica.tions int‘.ell.ligenceJ
_‘_——‘——_‘\'—_.__

S
e —-

e ‘______‘(‘\__“
merating under._ coordination _of the United Statés Communications In-

ST *~—-—*—-—r
R e =
@me Board. We cannot say whether 1t 1a being a.d.equately dovered as wej
iR T e

— __\-\. — e
have not exa._m.'_me_d._in.any_deta.il-the-conmnunicatipns inteliigence activities of)
—_—
<;11,6 Govermment. |
— T

We have experlenced some difficulty in arriving at a recommendation as to
where.the Foreign Broadcast Information Branch should be placed in view of our
recormendations for the dispersel of the other functions of the Office of
Operations. While the work of the Branch is essentially an operating function,
it 1s also g, purely overt one, and this militates samewhat against placing it
in the proposed Opereations Division which would be concerned almost exclusively

with covert operations. On the other hand, the fact that the Branch is
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operational argues against placing it in the proposed Research and Reporté Di-
_ vision which would be engaged in performance of yurely static functions. On
balance, we incline to the view that, as between the two, the Operations Divi-
slon, with 1ts greater facilities for handling communication operations in
general, 1s the preferable place within the Central Intelligence Agency. Fur-
ther, it is conceivable that the facilities of the Foreign Broadcast Informa-
tion Branch may, at some future time, prove useful to the proposed Operations
Division in its covert activities. Of course, the product of the Branch should

be immediately avallable to the new Research and Reports Divieion for analysis.

FOREIGN DOCUMENTS BRANCH

The third Branch of the Office of Operations is +the Foreign Documents
Branch which has the responsibility for exploiting foreign language documents
and foreign periodicals and press for intelligénce purposes. Unlike the Foreign
Broadcast Information Branch and +the Contact Branch, which operate by virtue
of charters _accorded thé Central Intelligence Agency by National Security
Council Intelligence Diziective Nos. 6 and 7, respectively, the Foreign D&cu—
ments Branch has no such charter and is, therefore, not recognized officially
as a unique common service. The other ‘depa.rtments and agencies do some of
their own translations of foreign lenguage documents, etc., but also rely on

the Foreign Documents Branch.

The Forelgn Documents Branch is engaged in completing its exploitatioﬁ of
large quantities of materials captured during the recent war., In addition, it
monitors current press and periodical publications and besides these routine
translations it occasionally translates specific documents upon request. It

also maintains for the various -consumer agencies a continuing program of

;ﬂ@smﬁ ) 103
/
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abstracting from periodical publica.tione specific materials in such fields as

electronics y tra.nsportation, ete,

There 1is a constant and large flow of production from the Foreign Docu-

‘ments Branch in the. form of extracts from the foreign press; current periodical

abstracts, both general and technical, dedling with 1tems of intelligence value
contained in Soviet amd other foreign periodicals; an industrial card file rec-
ord for inclusion in the Foreign-Induetrial Register of the Office of Collec-
tion and Dissemination; biographical intelligence reports; a bibliography of
Russian periodicals, special accession lists and various translations of cur-

rent material to meet continuing requirements.

Inasmuch as it is virtually - impossible to have a large pool of expert

translators who are at the same time -specialiste in various flelds, it ‘is most
important that the work of an agency such as the Forelgn Documente Branch be
performed in close reletionship to and ungiei' the cenétant guidance of the con-

sumer agencies. It would, therefore, seem that instead of being associated in

‘the 0ffice of Operations with the Contact Branch and the Foreign Broadcast In-

formation Branch, with which it has little' in common, 1t would be preferable
for the Foreign Documents Branch to be a pa.rt of +the proposed Resea.rch and

Reports Divie:lon suggested in Cha.pter VI.

CONCLUS IONS AND RECOMdEM)M IONS

(1) ‘The Office of Operations consists of three distinctive activities ’
which represent useful and recognized functions in their own field but have no
particular relation to each othexr.

(2) The Contact Branch should be integrated with the Office of Special
Operations and Office of Policy Coordination under single over-all direction

(Opera.tions Division) within the Central Intelligence Agency.

- -




Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0

50X1 | [30€ Segger ]

(4) The Foreign Documents Branch should be made part of the proposed
Research and Reports Division if one is created.

(5) If the Foreign Broadcast Information Branch remains a part of the
Central Intelligence Agency, it should probably be administered by the new

Operations Division, but its product should be currently available for analysis
in the new Research and Reports Division.

(%
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CHAPTER VIII

SERVICES OF COMMON CONCERN:
THE COLLECTION OF SECRET INTELLIGENCE

Under normal peacetime conditions, the bulk of the information on which
a government bases its actionin the international field is obtainable by overt
means -- that 1s to say, through iiplomatic and military eatablishments,
through the press, scientific and technical publications and the normal chan-
nels of trade and internatiomal intercourse. With theme facilities available,
the collection of intelligence in pea.ce‘time through secret means assumes rela-
tively secondary importance. In fact, as mentioned above, insofar as our own
Government is concerned, covert collection of intelligence was a negligible

factor prior to World war II.

Today it 1s an understatement to describe conditions as merely abnormal.
They are uniquely difficult from the viewpoint of intelligence. Where Com-

munist regimes are in control the ordinary means of securing information
are generally Ilacking. In these areas, 1t ie true, we have a few diplo-
matic missions and here and there some cansular estﬁblishments. Their staffs,
however, are so restrioted and spied upon that they cannot perform their usual .
information gathering functions. Even the type of information that is
"available for the asking hqre in the United States is uncbtainable there.

In this whole great area of communist domination it is not only military

information which 18 kept secret, but it is hard to get even simple and
seemingly immocuous details relating to the economic, finsncial and polit-

ical developments which may furnish vital clues to political and military
trends.
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Also, the methods of fifth colummn prenetration practiced by the Communigta
follow a uhique pattern in various foreign countries snd in the United States

which calle for the best that we have in the field of counter-intelligence.

As a result of this,there 18 an urgent call upen our skill and ingenuity
to find methods of informing ourselvea about Iron Curtain countries. Ag we
cannot do it adequately by orthodox mothods, an increasingly heavy burden is
placed\on"our gecret 1nteiligence and counter-intelligence and hence they have

today a higher priority in our over-all intelligence picture than in the past.

THE CHARTER OF THE CENTRAL INTELLIGENCE AGENCY TO CONDUCT SECRET INTELLIGENCE
ACTIVITIES

The responsibilitiesof the Central Intelligence Agency for the collection
of covert intelligence abroad are performed as & "service of common concern”
in accordance with the terms of National Security Council Intelligence Direc-
tive No. 5 of December 12, 1947. (See Annex No. 11). Unlike the collection
of overt intelligence, where the mission of the Central Intelligence Agency is

a limited one, the collection of practically all covert foreign 1intelligence

ig assigned to the Agency.

Intelligence Directive No. 5 glves to the Central Intelligence Agency the
following duties:

&. To conduct all organized federal esplonage operations abroad,
except for agreed activities by other departments and agencies.

b. To conduct all organized federal counter-esplonage abroad, in-
cluding occupled areas.

c. To coordinate covert and overt intelligence collection, and to

coordinate the activities of casual agents employed on covert missions by

108 . m
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other ' departments and agencies, members of the Intelligence Advisory
Committee. .
d. To disseminate the intelligence thus obtained to the wvarlous
departments and agencies having an authorized interest in 1it.
Covert collectlion thus includes esplonage and counter-espionage abroad,
i. e.,, the clandestine collection of information and countgr-action against
foreign secret 1ntelligen¢e activities. It does not include intelligence col-

lection by secret but essentially technical means, such as communications

intelligence.

National Security Council Intelligence Directive No. 2 sets forth the
respective responsibilities of the departmental agencies for collection of
certaln categories of foreign 1ntelligenée information. The Army was thus
given primary- responsibility for collecting foreign military information, the
Navy naval information, the State Department political, cultural, and socio-
logical information, etc. The effect of Directive No. 5, however, ie to limit

5 these responsibilities to overt collection, and set aside the entire field of
' covert intelligence operations (with a few exceptions) as the domain of the
Central Intelligence Agency. Further, the Agency is “responsible for -coordi-

nating covert and overt intelligence collegtion activities," and 18 also

charged with coordinating the activitles of casual covert agents employed by

_other agencles with its own "organized covert activities."

It is Important to note, in this connection, that the National Security
Council has rejected, and we belleve rightly, the concept that esplonage might
be cohducted by several agencies, each independent of the other, and each
authorized +to operate in the same areas wilth roughly the same objectives.

Multiple espionage of this kind has occaslonally been advocated as a means of

e -

Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0




Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0

50X1
50X1

Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0

protedting security., It is argued that the penetration of & centralized

esplonage agency might destroy its entireuroster of agents, leaving the nation

without an effective secret intelligence service in time of crisls, whereas
penetration of one of several esplonage units might destroy ite networks, but

would leave those of the others untouched.,

We consider this view to be largely theoretical, provided esplonage 1is

properly conducted to keep the identity of chains entirely separate and if

proper eecurity ig maintained in the central office. In any event, we feel

that this danger 1s less serious than the confusion and overlapping in the
field of espionage which would result if several services were engaged in 1it.
Adoption of a centralized-espionage structure has meant that, except for cer-
tain operations in occupied areas, the foreign covert operations of other

-

agencles of the Govefnment have been dissolved or turned over to the Centrai

Intelligence Agency.

OFGANIZATION OF THE OFFICE OF SPECIAL OPERATIORS

The Central Intelligence Agency does not enter the intricate fleld of
foreign espionage and counter-espionage without some background of experience,
The covert operations uﬁit, kmown aa the Office of Speciael Operations (OSO),
is in effedt the legatee of the operating éxperience, the records, and many
of the personnel of the secret intelligence (SI) and counter-espionage (X-2)

branches of the former Office of Strategic Services' and Strategic Services

Unit, War Department.

=
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In its headdiiarters structure 1t

has drawn heavily upon the previous experience of these organizations in

conducting war and post-war operations.

Administratively, the Office of Special Operations 1s on the same level
a8 the four other Offices of the Central Intelligence Agency. Contact with
the Director 1s maintained almost exclusively by its chief, the Assistant
Director for Special Operations, and his deputy. The Assistant Director's.
personal staff also includes an Executive Secretary, whose duties are ap-
proximately that of an executive officer, and several consultants and advisers

who deal with particular aspects of agent operations, archives, budget and
the 1like,

Under the Assistant Director, the oi'ganization is divided into three major

operating groups.

R /?1;3 Operations Group 18 responﬁibl?‘for the &ctua.l conduct of esplonage
puihcaanne

. e T — oy, e ——

and counter-espionage. Its major subdivieions are seven reglonal-bBranches,
- v

each of which controls and guides covert operations in the particular area -
o \ . —

abroad for which ftxis responsible. These operating braxféffes function inde-

pendently of each oﬁh‘e?hpt at the to /level,where"iranch chiefes coordinate
/

operations involving more thean one area.:Security of branch operations is thus

fairly well ma.inta.ix/zid/wiﬁm»hegd;u\a.rt\\ers-. It Is~the policy to assign person-

,/ ‘ TN -
nel to a particular area or country for considerable-periods._ \go gain adequate
Pl ‘ N\:‘\.
backgrousid for sound operations. Arrangements exist for ﬁhe\ggﬁt@ment of

rd

rd .
heddquarters persomnel to the field, and vice versa, although a comprehensiv?

o

progra.m for rota.tion of personnel has not yet 'been worked out. -
. - " e N e e T
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] - Several sta.ff unite, including & deputy chiei of operations for counter~ '

7 T e T T

\eiapionage, assist the branchea in directing operations of perticular ki/ndé,

P
a.nd in'\»\a.s_suriag orderly dissemination of the gecret imtelligence ,Materiala.

e

o'bi'._a.inedi asg & result of operat.ione} /
The ac3>ntific and tech.nical section of the Office of Special Operations

\

assiete the regional branches in directing operations lil:ely to mroduce infor-
N
mation in these Tflelds. The mection works closely/with’ the Nuclear Energy

< (
Group of the Office and hag some contact with the Scientific Branch of the
/

h .
Office of Reports and Eetimét_es.* For 1its owh ga;r/t, it receives direction
. 7
through the Nuclear Energy ‘Group,departmentdl intelligence collection requests

: S
submitted via the Office of Collection ,and Dissemination, and the Scilentific

Branch, Office of Reports and Estimates.

N
The Information Control Sectior{ is concerned with directing the work of

.
\

the regiona.l. branches, 'ane.l,vz‘i}:g and contrpl‘l.ing\their output, and reviewing
\
LS RN
the comments on reporta of/the'_ Office of Special Operations received from the
. . .,
hY

Office of Reports and/E;timtes and occa.aional'ly\ﬁjom departmental agencies.
: . . N

This 4s the point to/whioh intelligence requirementsof other agencies are

sent hy the Offfce of Collection and Dissemination. It Ar\es}oneible for the

editorial revie/v‘/of intelligence reports prepared by the bi‘anohes' of\t]ie Office
. / ' . :
of Speoia.l; Opera.ti'ons. N

/ ."\ \.
Approved reports are forwa.rded by the Infonnation Control Section% the

Offic; oi’ Collection e.nd Diseemimtion, which then determines the a.gencies to

“which they will be disseminated. When urgent dissemination 1s required 'bygle

R S T —— e

/ nature of a report received me__mbers of the eection may deliver it pe_rgo;&fly ‘

[ A

(* See footnote below, page 11ﬂ
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'\ to authorized recipients. ThlB dist.rlbution is subject to Toview by the Office

N /
\of Co%ection and Dissemination,which may extend it to other agencies on 1}5 o/wn

..\ |
mitiati've. In line with our recommendation, given below, to give the Office of

N (
N , ,
Special Operations greater independence and autonomy and to bring it m/closer

. %
contact 'v\ith the principal users of its product, we recommend t}a.t th7power to

s
determine \d*inéﬁsemm}it\ion of its reports should rest la.rgeZ,L/y/m the’ Office of
N £
Special Operations\‘tx_ite\elf. In order to bring the Offic/e‘ closer to its chief

N (/
consumers, we also requ\mnend that there be included in“the Information Control

N\
Sectlion representatives ofia‘ch of the Services and of the’Department of State.

Training of staff mem'bers\and career agents 1s/underta.ken-'by the tralning

. /
sectlion of the Operations Group. ‘Several courses,in basic and advanced intel-

ligence are given to administrative éhd operational personnel. The courses

emphaslze practical problems of fileld oBera&ti'ons » Dot only for administrative
. NN :

and secretarial personnel, bdbut a.ls/oéor/s‘tgf‘f members who will conduct opera-

tions. The building of a corpe/of‘,trained \pg;'sonnel for secret intelligence

s
g

work is one of the crucial pz/‘o‘b];en{s which the Office“of Special Operations-has

. /’J
to face.

\

The Operations Group/ algo includes a section which an\alyzee the needs of
the operational units for speclal devices and equipment. \Actua.l development
of such equipment 15 eupervised by the Administrative Group, but is conducted

in close collaboration with members of this section.
/

/

The eec?nd major division of the Office of Special Operations \is\ the

Adm}nigprative Group, headed by a chief and deputy chief, which has hit%e\r\to

Z 3
1;18.(1 responsibility under the Assistant Director for such matters as suppl\f\

T —— e e L
e -— — e —————— N

N P _ e e e ..
i&nd tra.nsportrat‘ifyg, specia.l funds, personnel, central fileisr,r cover and

113
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( documentaticn. The Adminietrative Group also controls field connﬁmmications‘_;

7

\vhich\ve recommend should be brought into cloger contact with the Operationa -

Group. . . .
\\\ \ . /' d

As\"we\mentioned in Chapter IIT,consideration 418 now being given in the

\

Central In’oellige\nce Agency to the removal of all of these services except for
central files, \cover and documentation, and conmnmica.tions to the Executive

for Adminisgtration- where they would be beyond th/edire’gt authority and control

of the Assistant Diré;tor for Speclal Operations.”

N\

‘ We consider that the Offi‘ce of Sp/eé/ia}f'()peratione and ite closely related
S

‘ sorvices should be largely a.utonom\gug e.ﬁd self-gufficient. Hence, we believe

i

Ve
that this proposed transfer of, its adminiatrative services 1s wmsound. From

NN

the point of view of i_ntern‘a.l security we also deprecate it. As a general -

A \
rule, sgecret administrative support should be as close and as acceassidble to

: \
gecret operations as possible. The most ele\l\nente.ry rules of security are
\

/1
breached when ove}rt /a.nd covert adminiatrative units are placed together; and
2o RGN

. by the same tokbn the unique cha.racber of secret operatione renders inapplicable

/
most ordinary rules of administration. Removal of a.dmmistrative support from

the direct a.uthority of the official responsible for aecret operations would
vitiatg his ability to conduct the very operations with which\he is charged.

\

N,

. The +third major division of' the Office of Special Operations is the

S /
/Nucle‘ar Epergy: Group. Unlike the Operations and Administra.tive\ \.;Div\ieione

/

} \ N\
. which we have discuseed above, it has no direct contact with agent operatlons
1‘ or'collection but is an analyzer and consumer of secret. intelligence. It\s

character, indeed, is that of a reports staff studying foreign resea.rch\and‘

\developments igvtge field of nuclea.r energy. Historically, the Group was ™
114 '
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{ organized 1n the Manhattan District and was traneferred: to the Centra.l In-"

N . R e T N e

e, —

\’\

telligence Agency at the time of the creation of the Atamic Energy Commiggion,
i Attached first to the Director of Central Intelligence, it was later ﬁzaggforred
to the Scientific Branch of the Office of Reports and Estimates wher,e’,/because
of 1ts analytic-and reporting functions, 1t loglcally belongsd. It was after-
wards (early 19148) moved to the Office of Special Operat’ions-’écause of dif-

ficulties within the Scientific Branch.

The succeas of the Nuclel?r Energy Group“will be msasured in terms of the

offectiveness of its relationship to-the Atomio Energy Commisesion, one of 1its

mejor consumers, and to the National Military-Establishment. The Group's work

with these asgencies has been ~considerably improved in recent months by the
v
appointment of a highly competent/scientiet as the_Chief of Intelligence in the
e
Atomic Energy Commission a./nd"the functioning of an inter-agency committee con=-

S . :
cerned exclusively with atomic energy intelligence. .

As we have :L\:{d.icated., it 1s obvious that from & functionalipointiof view,
o~ i .
the Niclear Energy Group does not belong in the Office of Special’ 5pe§’ations.
/! - \
Ag’a re/seérch unit, 4ts place 418 clearly with the Scientific Branch bf\the\
. 7o k

——— —_— e - —

TN T T TTT——
proposed Research and Re_port‘.s Divieictn the _succeasor to_the Office of Report.s i

P e [, ——
_..-—ﬁ,m_—__ - B —— ~.(‘ —

r——"—‘f_‘-
- and Egtimates.*

#

Before concluding our survey of the headquarters organization of the
Office of Special Operations, we wish to add a recommendation to which we

attach particulsr importance and which affects the relationship of this Office

to other covert activities of the Central Imtelligence Agency.

&

¥ See above, Chapter VI. Since this report was drafted, we understand that
steps have been taken to transfer the Nuclear Energy Group to a new Office
of Scientific Intelligence.

g Ef | 115
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In Chapters VII and IX we briefly consider the similarity of the opera-
tions and administrative problems faced dy the Office of”Spééial Operatione,'ﬂ
the Office of Policy Coordination and the Contract Branch of the Office of
Operations, ~All three offices carry on activities of a highly confidential
nature. These activities are intersrelated and require close coordination.

In addition they are ab1e mutually to service each other. This is particularly

true of the overseas operationé of the Office of Special Operations and the
Office of Policy Coordination., We recommend that the three activities be
placed under thé common control of a aingle.directing head who would be one
of the chief assistants of the Director. The three Offices might be set up as
éeparate branches of a common service of secret activities which should enjoy
large autonomy within the Central Intelligence Agency .and might appropriately
be called Operatione Division. Whether eventﬁally a closer .merger of the

three activities should be effected‘ can best be determined in the light of

experience.

As a‘part of such a'ceﬁtral organization devoted to covert operations,
centralized administrative services should be established under the single
chief of covert'éptivities, end should not.be-identified with or combined with
the administrative arrangements lﬁade for the balance of the Central Inteiligence
Agency. The covert organization thus established should, in particular, under-
take its>own éersonnel recruitment, using the facilities of the personnel

section of the Central Intelligence Agency only insofar as they appear to eervé
the purpose of the covert organization. |

22

In making +this recommendation, we appreciate that the Office of Policy

Coordination under NSC 10/2 has a special relationship to the Secretary of

116 : M
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N State and the Secretary of Defense., We believe that substantia] benefits

would accrue in having this same relationship eeta.blished through the hea.d of

the Operations Division, with both of the secret overseas activities of the

Central Intelligence Agency, assuming that they and the Contact Branch sare

brought together in the manner we recoumend above.

In this recommendation we have algo had in mind the desirability of quickly
establishing a particularly close relationship between the secret activities
of the Central Intelligence Agency, the Military Establishment and the Joint
Chiefs of Staff 1n case of war, If the measure of autonomy we suggest for
these sgervices 1sa achieved, they could be attached, without delay, to the
Secretary of Defense or to the Joint Chiefs of Staff, 1if the National Security
Council should consider this advisable,

-SubJect to the foregoing recammendation, we believe that the headquarters
organization of the Office of Special Operations 1s soundly conceived and has

made a satisfactory start toward setting up our mecret intelligence work,

R 22 B
ﬁmﬁﬁﬁsaf“éovmniﬁuﬁn&“
The heédquarters of 1 the_ i)ffice of Specia.l Ope{fa.tions diMensive,_
50X1 and rmifie?\netw;;;; 7fj:eld stations located
50X1 . throughout +the woi"'ld:.\ H
50X1
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In same countries, contact has been established

e

These relations are often most

useful, and their potentialities for the future are great,

™

In certain friendly but threatensd countriea, the Office of Special-

Operations has begun arranging with these services for the installstion of

instances independent networks are also being bullt up.

to be used in the event of a military emergency. In most

The agent operations of the Office of Special Operatlions abroad have been

critiocized as being too frequently directed against fairly obvious, short-term

obJectives, and as having overloocked or failed to exploit strategic targets.

The Office is also somstimes ériticized. in the departmental agenciea and in the

Office of Reports and Estimates for producing quantity rather than quality. It

can in part answer such criticism by showing that it has not received adequate

directivea from the policy-makers., This serious failure should be remedied.

10 SIReT |
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| N N\ Ve
| As a phase of the relationship betwe’én"the Central Intelligence Agency

B /
| and military commands, it may be noted.that firm arrangements have not yet been

completed for the conduct of s?/c’ret ~1{1telligence operations in a military

50X1 theatre in wartims.

50X1
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There 18 no easy solution to tﬁie‘/problem. We must recognize that 1t 4s
sggravated by putting so many eggs/ in the\entral Intelligence Agency bagket.
We believe the solution lies along the line:\ we _recommend in this report --

na.mely, to divide the functions of the Centra.l Inte]_ligence Agency generally B
into two parts: ( l) the overt, recognized and admitted functions of coordins-

tion and centxf'gl' appraiser and evaluator and (2) the covert &ctivities of the

Office /o“fgpe/gial Operations, Office of Policy Coordination, \etc. The two

coui(i be /physica_lly and, Yo a large extent, functionally separated, - Persons
working for the one would openly a.dmi'b ‘their connectione while those wor}c!.ng\

fqr,the other would £ind v va.rious “and’ ‘differing types of cover,

The Central Intelligence Agency should then endeavor to reverse the ‘

present unfortunate trend where 1t finds itself advertised almost exclusively ]

a8 a secrot gervice organization and become to the public the centralizer and
coordinator of intelligence, not the secret gatherer, If the changes we are
recommending are,effected, they would furnish g good point of departure for

the Central Intelligence Agency to do this. '
COUNI'ER-ES?IONAGE

Espionage and counter-espionage have been unified in the Operations Group

of the Office of Special Operations, This arrangement represents a departure
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from the wartime structure of the Office‘of Strateglc Serviced in which these
ractivities were conducted 1n separate branches. -It is also different from
most forelgn services, which have separate espionage And counter-espionage
branches, integrated only through their chiefs. Possibly because of this
organizational wumification counter-espionage has not yet been adequately ex-
plolted as a source of positive intelligence information, as a channel for
deception, as & means of protecting esplonage operations and as a basis for

penetrating fifth column operations abroad, which may be tied in with fifth

colum operations here.

‘ The techniques of esplonage seem somewhat simpler than those of counter-
esplonage, and the former generally is agsumed topromise more decisive results.
| Factors such as these have influenced the concentrationof the Office of Special
Cperations on espionage problems. It seems apparent that the present counter-
eapionage staff of the Office of Special Cperations should be materially

strengthened and more intensive counter-esplonage work promoted.

Owing to the subordination of counter-esplonage to espilonage, the ex-
prloitation by the Cffice of Special Cperations of counter-intelligence oppor-
tunities and its general approach to the broblems of counter-intelligence have
not been markedly successful. Its liaison arrangements with the Federal Bureau
of Investigation, which is charged with all counter-espionage responsibilities
in the United States, except those affecting personnel of the Armed Services,

have been limited for the most part to exchange of information on suspect

individuals.

Full collaboration on counter-espionage plans and operations has not yet

been achieved, and neither organization 1s fully acquainted with the over-all

Y0P SERET | | 125
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program of the other. Since the danger of foreign espionage and the menace of

fifth column activities does not stop or start at our'hationai-boundaries, 1t

is deasirable that the two agencies most concerned with counter-espionage should
maintain closer relations with each other. We have already pointed out in

Chapter IV the extent of the responsibility of the Central Intelligence Agency

to insure coordination of certain counter-intelligence activities of the

G

Ll

Government, We can only observe here that a ma jor aspect of such coordination

is a close working relationship between the Office of Speclal Operations and

the Federal Bureau of Investigation.

COMMUNICATIONS INTELLIGENCE

et < - e — -~ e —

~“ It 1s particul&rly important to coordinate the activities of the Office )
e N T —

of«Special}Operations with commnications intelligence so that the twc/éégivi-

”~

50X1 ties can work togetge? for mutual support and protection.
50X1

e

Communications intelligence, on the other hand;; éankpe a vital source of
. 7

. s ’/
information, guldahce -‘and protection for osplonage ani\“couhter-espionage

operatioii/prcxided that the Office of Special Operations has access to this

source’ﬁq/tﬁe full extent necessary for these purposes. Although, as pointed

ou%/elsewhere in this report (See Chapter IV) we have not gone into this

e

T T e e e —— \\_ﬁ
field, there appears to be some question whether the Office of Special Opera-
/iL *ions now has adeqﬁate and prompt access t& this material
126 S T
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THE NEED FOR POLICY DIRECTION OF SECRET INTELLIGENCE

To be genuinely effective, secret intelligence operations must be directed
toward the intelligence objectives of greatest importance to the Government.
Today, as we mentioned above, the Office of Special Operations lacks the
direction which it needs to insure the maximum relevancy of 1its operations to
the problems of foreign and military policy. It 1s, indeed, a fundamental
failing of the American intelligence services that, iIn general, they are not
advised of the current needs of policy-makers. Unfortunately, continuing ef-

fort is rarely made by intelligence consumers to guide intelligence activities

toward the most meaningful targets.

The formal requirement lists of the military services are received by the

Office of Special Operations; generally speaking, these are of & “spot", short-

term nature. They are often transmitted ﬁith the 1mp11ed expectation that the

desired answers can be secured almost immediately. Adequate guldance from

the State Department is lacking, except in the c&seé of a few officers of the

SR Officetxfsfecial Operations who~ma1ntain personal contact with policy officers
in the State Department. No regular evaluatory or other comments are received

on the intelligence reports put out by the Office except from the Office of

Reports and Estimates which is not necessarily the best source for such judg-

ments. It 1s thus deprived of the guidance in specific cases which Service

agencies and the State Department could supply.

We believe that these deficlencies would be remedied, at least in part,
- by the attachment to the Office of Special Operations, as suggested earlier in
this chapter, of representatives from the Department of State and the Services

and by the creation of a more direct relationship to the Secretaries of State

and Defense.

CRET 127
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In appraising the general results of the operations .of”fhe Office of
Special Operations, it is too early to arriveat definite conclugions. Certain
operations now being conducted, hitherto lacking in resulis, may prove to be
of the first importance at some time 1in the future. It can be said, however,
that the Office has been succegsful in securing certain categories of valuable
intelligence. It has also eastablished or maintained relations with +the in-
telligence services of several friendly countries, not only for the exchange

of information but, in some cases, for the conduct of operations.

Many priority targets of smecret intelligence remain untouched.

We recognize the vast

difficulties of this type of undertaking and the need for extreme caution.

Throughout the departmental intelligence services, as we have remarked
earlier, there existe ageneral feeiing’that the results of secret intelligence
operatlons have not yet attained the level which the current concentration of
personnel and funds should warrant, This, we belleve, ig in vart due to the

lack of sufficiently intimate liaison between the Office of Special Operations,

the Services and the State Department.

In thus assessing achievements, it cannot be forgotten that the agency is
still vefy young. This is the reason for some of the defects which have been
pointed out in the foregoing discussion. The organization does have the gerv-

ices of some highly talented and experiencedApersons, both in headquarters and

in the field. Their Presence giveg promise of systematic improvement for their

work as a whole.
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CONCLUSIONS AND RECOMMENDATIONS
(1) The covert operations of the Office of Special Operations and Office
of Policy Coordination and the activities of the Contact Branch of the Office
of Operations should be integrated, and the three operations-should be brought
‘together under single over-all direction (Operations Division) within the
Central Intelligence Agency.*
(2) Covert intelligence activities conducted by the Central Intelligence

Agency and other agencies in occupied areas should be reviewed in order to ef-

fect close coordination.

50X1

(4) The Office of Special Operations (or the new Operations Division)
must give primary attention to the building up of a corps of trained personnel

for operations abroad.

. (5) The cover policies of the Office of Special Operations in the field

S0X1 should be generally reviewed and tightened.

50X1

(6) The counter-espionage activities of the Office of Special Operations
should be increased in ecope and emphﬁsis, and closer liaison in this fileld
should be established with the Federal Bureau of Investigation.

(7) TRelations with departmental agencies should be brought closer, and

the guidance which the Office of Specilal Operations receives from intelligence

22

* TFor our recommendations regarding the Forelgn Broadcast Information Branch
of the Office of Operations, see Chapter VII.

0
...
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consumers should be strengthened. This might be achieved by including repre-
sentgtives”bf the Service agencies and the State Deparﬁﬁent“in £he Information
Control Section of the Office of Special Operations.

(8) The Director should assure himself that the Office of Special Opera-
tions 1s receiving adequate information on the current and strategic intelli-
gence needs of the Government. This might be achieved by establishing closer .
relations with the Secretaries of State and Defense.

‘ (9) The Office of Special Operations should exercise a greater measure

of control over the dissemination of its own material.

(10) The Nuclear Energy Group should be moved from the Office of Special

Operations to the proposed Research and Reports Divieion where it should be a

part of the general scientific work.

(11) The Office of Special Operations should have access to communications
Intelligence to the full extent required for guidance in dirécting its opera-

. tions and for more effective conduct of counter-espionage.

< e

FES
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CHAPTER IX
SERVICES OF COMMON CONCERN: -
THE CONDUCT OF SECRET OPERATIONS
RELATIONS BETWEEN SECRET INTELLIGENCE AND SECRET OPERATIONS
The collection of secret intelligence ig closely related to the conduct
of secret operations in support of national policy. These operations, includ-
ing covert psychologicai warfare, clandestine political activity, sabotage and
guerrilla aétivity, have always been ﬁhe companions of secret intelligence.
The two activities supporﬁi'e;ch-other and can be disassociated only to the
detriment of both. Effective gecret intelligence 1s a prerequisite to sound
secret operations and, where security considerations permit, channels for
secret intelligence may also serve ‘eecret operations. On the other hand, al-
though the acquisition of intelligence is not the‘immediate objective of secret

operations, the latter may prove to be amost productive source. of intelligence.

It was because of our views on the intimate relationship between these

two activities that we submitted our Interim Report No. 2, dated May 13, 1948,

"Relations Between Secret Operations and Secret Intelligence," which was a

comment on proposals, then before the National Security Council, for the ini-

tiation of a program of secret operations. In that report we made the follow-

ing observations:

_ "In carrying -out these special operations, the Director [Sf Secret
Operation§7_and his etaff should have intimate knowledge of what is being

done in the field of secret intelligence and acceses to all the facilities

which may be built up through a properly constituted secret intelligence
network. Secret operations, particularly through support of resistance
groups8, provide one of the most important sources of secret intelligence,
and the information gained from secret intelligence must immediately be
put to use in guiding and directing secret operations. In many cases it
is necessary to determine whether a particular agent or chain should

131
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primarily be used for secret intelligence or for secret operations, be-
cause the attempt to press both uses may endanger the security of each

|
50X1

50X1 ‘ | Unless the personnel for both operations is underi
‘one over-all control in Washington, even though a measure of insulation.
\‘15 provided in the field, there 1s likely to be overlapping of activitiee~‘
and func@iggg\jprrltical areas_which will 1mpe111 eecurity -
"The Allied experience in the carrying out of secret operations and
secret intelligence during the last war has pointed up the close relation-
50X1 : ship of the two activities. | |
50X1

THE OFFICE OF POLICY COORDINATION

The National Security Council in creating within the Central Intelligence
Agency, in -accordance with Section 102 (d) (5) of the National Security Act,
the Office of Special Projects (now knownas the Office of Policy Coordination)
recognized -these’ views to the extent' that both secret intelligence and secret
operations were included within the eame organization. However, this action
d1d not go as far . &s we hgd recommended, with the result that the Office of
Policy Coordination (secret 6berations) and the Office of Special Operations

(secret intelligence) are not bound together by any special relationship and

operate as entirely separate Offices.

Although 1t is too early to appraise the accomplishments of the Office of
Policy Coordination whidh has been 1in existence only a few months, experience
hag, in our opinion,'already shown that the organizational relationship be-
tween 1t and the Office of Special Operations should be closer. Al though the
problems wigp which the +two Offices are concerned are so intimately related,
there is no arrangement for coordinating their operations under common direc-

tion except insofar asthey are both under the Director of Central Intelligence.

132 : , ”
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. 5 Even this relationship is weakened by the fact that NSC 10/2 which created the

© Office of Policy Coordination provides that "for-purposes of security and of

flex1ibility of operations and tothe maximum degree consistent with efficiency,

the Office of Special ProJects shall operate independently of other components

of Central Intelligence Agency."™ Thus,complete separation was made mandatory.
‘ The Office of Policy Coordination, whichis the only Office in the Central

Intelligence Agency created by direct order of the National Security Council,

is also given a special position in that ite charter provides that the Direc-

tor of Central Intelligence shall be responsible for "insuring, through desig-
nated representatives of the Secretary of State and of the Secretary of Defense,
ﬁhat covert operations are planned and conducted in a manner consistent with
United States foreign and military policies and with overt activitiea" and
that disagreements between the Director and these representatives shall be re-
ferred to the National Security Council for decision. Furthermore, the Chief
of the Office of Policy Coordination can be appointed only upbn nomination by

ity ine

the Secretary of State and approval by the National Security Council.

-In practice, the Office of Policy Coordination enjoys & position which
gives it direct tles to the Department of State and the National Military
Establishment and support from them not enjoyed by the Office of Special Opera—-
tions. Consequently, the two activities which should be closely integrated
are in facp operating with differgnt Qutside guidance and support, with dig-~

similar charters, and they occupy a different status within the Central Intel-

ligence Agency. -

233

In our opinion, this situation is unsound. The cloae relationship between

these two activities, as pointed out above, needs to be recognized along with
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the fact that secret intelligence requires the same degree of control and sup-
port from ‘the State Department and the Military Establishment a8 secret opera-
tions. As recommended in Chapters VII and VIII, we propose therefore that
these two activities be clogsely integrated (along with parts of the Office of

Operations) in a single Operations Division which would enjoy considerable au-

tonomy, in accordance with our over-all recommendations for changes in the

organization of the Central Intelligence Agency.

As we have stated above, the operations of the Office of Policy Coordina-
tion have been so recently initiated that it is premature to comment upon them
in any detail. We believe, however, that the Assistant Director in charge of

the Office of Policy Coordination 1is proceeding wisely in building slowly in

this most difficult field.

CONCLUSIONS AND RECOMMENDATIONS

(1) The close relationship between covert intelligence and covert opera-
B iy tlons and the fact that the latter is related to intelligence affecting the

national security justifies the placing of the Office of Policy Coordination

within the Central Intelligence Agency.

(2) The Office of Policy Coordination should be integrated with the other
covert Office of the Central Intelligence Agency, namely,the Office of Special
Operations, and with the Contact Branch of the Office of Operations, and these

three operations should be under single over-all direction (Operationa Divi-
sion) within the Central Intelligence Agency.¥

az

¥ For our recommendations regarding the Foreign Broadcast Information Branch
of the Office of Operations, see Chapter VII.
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CHAPTER X
"THE DIRECTION OF THE CENTRAL INTELLIGENCE AGENCY

GENERAL APPRATSAL

We have reserved for this final chapt§r<xlthe Central Intelligence Agency
the discussion of the ﬁost of Director. An appraisal of the qualifications
and aqhiefements of the directing. personnel is only possible in light of an
examination of the entire organization. Within the scope of his mandate under
the National Security Act, it is the Director who must guide the organization
to the attainment of its obJectives, establish its operating policies and win

the confildence of other branches of the Government.

This is not an easy task. The Central Iﬁtelligence Agency has a diversi-
fled and difficult miselon to perform. Its success depends, to a large extent,
on the support it receives from other agencies which may be ignorant of its
problems and suspicious of its prerogatives. It has peculiar administrative,

SRS s personnel and security problems and has to handle complicated operating situa-
tions. Moreover, the pressure to build rapidly has been strong and there has

been little time in which to demonstrate substantial accomplishments.

We belleve that these difficulties cannot alone explain the pr;ncipal de-
ficiencies which we have discussed in previous chapters. The directing staff
;f the Cenﬁral Intelligencé Agency has not demonstrated an adequate under-
-standing of the mandate of +the organization or the ability to discharge that

mandate effectively.

The duties of the Central Intelligence Agency in regard to the coordina-

tion of intelligence activities :have not been fulfilled. The responsibility

9 SEeRfT | 135
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for the correlation of national intelligence has not been carried out in such

& manner as to provide the policy-makers with coordinated nafioﬁg.l intelligence
estimates. Some activities are being carried out by the Central Intelligence
Agency which largely duplicate the work of other departmente and agencies, and
there has been no adequate attempt to coordinate or centralize others. Gen-
erally speaking, satisfactory working relations have not been established with
other depa.rﬁﬁiéhts and agencies. Within the Central Intelligence Agency in-
adeqhate guidance as to the intelligence requirements of the Govermment 1is
received from the Director. These deficiencles exist in spite of a broad stat-

‘ utory mandate, reasonable appropriations and support from the National Security

‘ ' Council.

Administrative policies within the Agency contribute to this situation.

The internal organization does not reflect an appreciation of the Agency's sev-

eral distinctive yet inter-related missions umder the National Secufity Act.

In fact, the scheme of organization tends to blur and impede the performance

. of the organization's essential intelligence functions under the Act. The
Directorate has given positions of pre-eminence to officials who are primarily
administrators yet exert policy control over the intelligence Offices without

being qualified to do so. There is little close consultation on intelligence

and policy matters between the various stratified levels. Although the heads

of the several Offices are allowed considerable latitude in conducting their

respective operations, they do not share substantially in the determination of

over-all policy.

THE QUESTION OF CIVILIAN DIRECTION

We have also considered the question whether +the Director ought to be a

civilien. While we recognize that the statute provides that he may be either
136
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civilian or military we have reached the coﬁclusicn-that he should be a civil-
lan. We do mot mean to exclude the péésibility that a Service man may be se-
.:.Lected. for *f:he post, but if this is done he should resign from active military
duty and thereafter work As a civilian. In such a. case appropriate provision

should be made so that he does not lose his retirement benefits.

We have reached the canclusion that the Director should be civilian be-
cause we are convinced thest continuity of tenure is essential and complete In-
dependence of service ties desira.'bl_e for carrying out the duties of the Direc-
tor. The post cannot properly be filled as a mere tour of duty between mili-
tary assignmernts. Unless there is such continuity of service and complete in-
dependence of action, thé Director will not be able to build up the esprit de
corps, the techmical effviciency, the loyalty of home staff and field workers )
which are essential to the success of the enterprise. We agree with the intent
of the provision of the Na.tiona.i Security Act that the bDire‘ctor "shall be sub-
Ject to no supervision, comtrol, restri_.ction, or prohibition (military or oth-

erwise)" by the Bervice departments, but do not feel that this provision can

alone offset the disadvantages to which we have pointed.

It 1s 1nev_'1ta.‘ble that there should be rotation in the Service Intelligence
agencies, though in recent years that rotation has been far too rapid in the
top ranks. However, in the Central Intelligence Agency there should be sta-

bility and continuity of leadership.

Finé.ll,y,- We feco)mnandavcivilia.n Director b’eéa.use we bélievé that in work-
ing out a well balanced top echélon camittee (the reconstituted intelligéncé
Adviso;y cmittee) for appraising and coordinating Government intelligence,
the strong, and properly strong, representation of the milita.rj intelligence

- 137
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Services on such a body ahould. be balanced with an equalZLy strong civilian

representation. : -

We have ccmsidered the argument that the Director of Central Intelligence,
because of the high security req_uirements of the post should be a man perma-
nently devoted to Govermmemt sexrvice, amenable to the disciplines of the Serv-
ices and free of political ambitions or entanglements. We believe that the

qualifications of the Directar of Central Intelligence, whethor his past ex-
Perience has been in civilian life or in military or other Govermment service,
should be on so high alevel that there would be ro more doubt as to the loyalty
and responsibility of the Director than of ‘hha Secretary of State or the Sec-
retary of Defense. In appointing the Director of Central Intelligence with the
responsibilities he must carry today, we must select a man to whom we would

willingly entrust any position of responsibility whatsoever in our Government.

CONCLUSIONS AND RECOMMENDATIONS

. (1) The directing staff of the Cemtral Intelligence Agency has not dem-
anstrated ‘an adequate understanding of thé mandate of the organization or the
ability to discharge that mandate effectively.

(2) Administrative organization and policies tend to impede the carrying
out of the essential intelligemce fumctions of the Central Intelligence Agency
under the Act.

. (3) Continuity of service. is essential for the succeasful ocarrying out
of the duties of Director of Centra.l Intelligence.

(4) As the best hope for continuity of service and the greatest assur-
ance of mdepend.ence of action & clvilian should be Director of Central In-

telligence. If a Service man is selected <for the post he should resign from
active military duty.
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CHAPTER XI
THE SERVICE INTELLIGENCE AGENCIES

The Survey Group has been primarily concerned with examining the struc-
ture, administration, activities and inter-agency relationships of the Central
«Intelligence Agency. In the examination of the Service intelligence agencies,
emphasis has been placed on their contribution to national intelligence and
their relation to the Central Intelligence Agency. On the basis of this study,
the Survey Group does not consider itself qualified to submit recommendations
regarding either the details of the internal administration of the Services or

of their methods of collecting information and producing intelligence.

MTSSTON AND RESPONSIBILITIES

The National Security Act, in providing for the systematic coordination
of intelligence, also safeguarded the role of the Services in intelligence by
providing in Section 102 (&) (3) that "the departments and other agencies of
the Government shall continue to collect, evaluate, correlate, and disseminate
departmental intelligence." Subsequently, the National Security Council in
Intelligence Directive No. 3 (See Annex No. 9) defined departmental intelli-
gence as "that intelligence needed by a Department or independent Agency of
the Federal Government, and the subordinate units thereof, to execute its mis-

t_s_ion and to discharge its lawful responsibilities.”

The mission of the military services involves the enormous responsibility
of maintaining the security of the United States. vIt is incumbent upon them
to produce or obtain from other agencies the intelligence necessary to assist
them in fulfilling this mission. In the past this need for intelligence has

been met to a large extent by the Services acting independently and without
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the benefit of systematic coordination. Although it 1is now generally recog~

nized that such coordination is urgently needed, there is 8till a tendency on

the part of the Services to strive to create their own self-contained systems

of intelligence.

This tendency stems in part from the military doctrine that "intelligence

1s a function of command," a doctrine which has been interpreted to require
the control of the collection and production of all necessary intelligence by
the staff of the commander requiring it. The doctrine so construed can only
result in an obviouely unsatisfactory and impractical attempt at self-sufficiency.
As a matter of fact, at all staff levels intelligence must be supplemented by

contributions of both raw information and finished intelligence from other de-

partments and agencies,

The general definition of departmental intelligence must therefore be

quelified by practical limitations and subject to the overriding necessity for
coordination of the 1ntelliéence activities of all Government agencles, pur-
suant to the National Seocurity Act, The need for limiting the tendency toward
self-sufficiency, while acknowledging the broad interests of the departmente,

is formally recognized in National Security Council intelligence Directives
Nos. 2 end 3. These directives essign to the Departments of the Army, Navy

and Air Force, respectively, dominant interest in the collection and produc-

tion of military, navel and air intelligence. The directives also recognize

that the concern of the Services in intelligence is broader than their speeific

areas of dominant interest. Directive Ne. 2, concerning intelligence collec-

tlon, provides:

140 | SR
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“No interpretation of these established over-all policies and objec-
tives shall negate the basic principle that all Departmental repre-
gentatives abroad are individually responsible -for-the collection
and for the appropriate transmission to their Departments of all
intelligence information pertinent to their Departmental missions."

Similar safeguards are included 1n Directive No. 3> concerning intelligencs

production whichAprovides that:

"Each intelligence agency has the ultimate responsibility for the
preparation of such staff intelligence as its own Department shall
require, It is recognized that the staff intelligence of each of
the Departments must be broader in scope than any allocation of
collection responsibility or recognition of dominaent interest might
indicate, In fact, the full foreign intelligence picture is of
interest in varying degrees at different times to each of the

Departments.”

In practice,the Service departments, while concentreting on their respec-
tive areas of dominant interest, collect and produce substantial quantities of
information in fields with which they are not primarily concerned. As a result,

there 1is consideraeble duplication in the material collected and produced by

them and by other agenciles,

COORDINATION OF SERVICE INTELLIGENCE ACTIVITIES

Intelligence .collection by the Services is an important part of our intel-
ligence system. There are,for example, the intelligence components of overseas
commands in Europe and the Far East, and attaches etationed with United States

-diplomatic posts throughout the world who are in a position through observa-

tions and official liaison to collect valuable 1nforma.tion. ( There are alsc_f)

( 1litary miseions 1n va.rioue countries and epecie.lized representativee such as

——— - e

——

< the__Air Technical Liaison Pfficers “abroed end the Lond.on office “of the Office ﬁ

- —— T - TR e e

e -~ o ———

{of_ Naval ,Peeeerch.' The Servicea are also the exclusive collectors of communi‘-\

~.

¥ P S T R
Q cations intelligence. All of these channels are used to meet the collection
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requirements of the OServices as broadly interpreted by them, &s well as some

of the collection requirements of other departments end sgencies which make

use of Service collection facilities.

Some duplication and bve;'lap is inherent 4in the existence of eeveml in-
dep_endent Service collection agencies operating in all parts of the world. As
pointed out in Chapter IV, there has been no continuing coordination of their
efforts. The only formal limitations which have ‘been imposed Dy directives
gonerally prohibit cer£ain methods of intelligence collection, such as espio-
nage and the monitoring of foreign broadcasts ,‘ which have been assigned to the
Central Intelligence Agency as Befvices of common concern. More effective co-
ordination of collection is & recognized necessity and should be performed in
accordance. with the reconnnenda.tions outlined in Cha'.pt;er IV. In addition, co-

ordination can be improved within the Services either upon their own initistive

or upon that of the Secretary of Defense.

The production of intelligence by the Service agencies generally falls

into the three categories of current, basic and staff intelligence (inciuding
estimates). .

Current intelligence is prepared by each of the Services in the form of
dally, weekly or monthly summaries, briefings and digests derived from varied
sources. Much of this product, particulerly that dealing with general military
and political developments, .15 duplicative and of such common interest that
some consblidation of effort 1_5 desirable and should be possible. We recommend
that this ei}zuation be reviewed in order to determine ﬁh&t effort may be prop-
erly diepénsed with, what consolidation is poséible, and what common services

the Central Intelligence Agency might render in this regard. (See Chapter VI).
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In addition to basi¢ studies in their respective fields of dominant in-

terest, including such tasks as determining the armament potential and order
.of battle of varlous countries, each Service accomplishes a large emount of
research, ccmpilation of data and reporting in the fields of economic, scien-
tific and political intelligence with which they &all have some c’oz&cem. In
our examination of the Centfal Intelligence Agency and the intelligence agencies
of the Departments of State, Army, Navy and Air Force, we have found that there
is overlapping of interest and duplication of effort in intelligence research
and production in such filelds as petroleum resources, communications s Industrial
production, guided missiles and bioloéical wvarfare. Established procedures

for coordination in these and related subjects are lacking.

It'1s 1n order to improve thie situation that we have recommsnded in
Chapter VI the creation, within the Central Intelligence Agency, of a Research
and Reports Division which would perform research and production of intelli-
gonce in fields of common concern on ’beﬁalf of all of the interested agencies,
A, é.nd would coordinate their efforts in these fields when centralization was un-
desirable. This office, which should operate in close relationship with the
Services and be staffed in part with Service personnel, should perform much of |
the work now being done in the fields of economic, sclentific and technological
intelligence. There will, o.f c_oﬂrse, be specialized matters for which the in-
dividual Services must continue to be ultimately responsible, but there is a

vast area of common interest from which they can all draw.

Egtimates, prepared to meet the requirements of the departments and the
Joint Chiefs of Staff, are the most important type of staff intelligence pro-

duced by the Services. The present position with respect to their production

] 16
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is not satisfactory. - Each Service produces its estimates in accordance with
assu;xrptioﬁs » standards and methbds of its own selectién, and giiw'res to them the
scope 1t desires, not necessarily limiting them to 1ts own field of interest.
Departmental plens and policies may be based on such’ indepéndently produced

estimates, regardless of the divergent and even contradictory estimates of

other departments.

As pointed out in Chapter V, the Central Intelligence Agency has not as
yet adequately exercised its function to coordinate these and other estimates )
for example those of the State Department, for the purpose oi: prepa.r:_tng na-
tional estimates. The Joint Intelligence Committee performs this task to some
eitent in the military sphere, but.arrangements are lacking for regularly in-
suring that assumptions are comparable, analytical methods valid, and the final
estimates as sound as possible. In our opinion, an important étep toward im-
proving this situation would be teken if the recommendations submitted in

Chapter V regarding the production of national estimates were adopted.

These steps, together with the creation of the Research and Reporte Divi-

sion in areas of common interest, would have the effect of bolstering the Joint

- Intelligence Committee in ite special role and promoting the coordination of

Service estimates in both broad and limited fields. It ie important that the

_stric_:_tly militaxry eétima.tes of the Joint Intelligence Commijbtee end the national -

estimates pi‘oduced by the Central Intelligence Agency and the Intelligence

Advisory Committee, partly on basis of the same material, should be in harmony.

In the*general field of counter-intelligence, the Services have usually
Placed primary emphasis on protective gsecurity activities which do not neces-

sarily have intelligence as their primary aim an8 have often been performed by

144 | . JM}
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non-intelligence personnel.* The more specialized counter-esplionage function,

which has as 1its precise objective the 1dentification and thwarting of the
personnel, methods and aims of unfriendly foreign intelligence serv;ces,is a
true secret intelligence activity. Exclusive responsibility for its conduct
abroad has been properly assigned to the Central Intelligence Agency, except
for the counter-intelligence activities of the Services necessary for their
own security. (See Chapter VIII). In the areas of United States military oc-
cupation, this exception has been broadly interpreted and, in particular, the
Counter Intelligence Corps, bothin Germany and Japan, has devoted considerable

effort to counter-espionage, including the use of intelligence networks extend-

ing beyond the actual areas of occupation.

There has not been adequate recognition of the need for coordination of
these activities with the broader responsibilities of the Central Intelligence

Agency. The dissipation of trained personnel, failure to centralize informa-

tion concerning counter-intelligence targets, the risks inherent in the unco-

ordinated conduct of agent operations, all tend to weasken our prospects of suc-

:' ' cess in counter-espionage.

This need for coordination of the counter-intelligence effort also exists
in the United States where the reepohsibilities of the Services are limited in

- relation to those of the Federsl Bureau of Investigation,**

_* The Air Force has recognized this emphasis by transferring practically all

“counter-intelligence functions from the Director of Air Intelligence to the
Inspector General.

*¥Coordination in this field is carried out in accordance with the Presidential
memorandum of June 26, 1939, which stipulated that the War Department, Navy
Department and Federal Bureau of Investigation would be the only agencies of
the- Government to conduct investigations into matters involving espionage,
counter-espionage, or sabotage. The principal function of the Interdepart-
mental Intelligence Conference set up as a resultaf this memorandum has been

| to delimit the respective investigative responsibilities of the three agen-
' cies in the United States,
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We have seen that within the Military Establishment therv is no general

machinery for intelligence coordination. The Secretary of Defense at present

has no staff for this purpose or to do more than exercise very general super- _ -

vision and control. He 1is able to initiate particular projects for coordina-
tion and hes, in fact, done so with respect to the production of communications
| intelligence and the attache systems, He can also resolve particular contro-
versies which cannot be settled at a lower level in the Military Establishment.
Other examples within the Militery Esteblishment of coordination in limited

fields are the Joint Intelligence Committee's responsibllity for estimates re-

i nications intelligence, and the existence of the Air Intelligence Division for !

the production of air intelligence by the Air Force and Navy.

- Although coordination has been attempted or accomplished by the Services,
either on their own initiative or at the instigation. of the Secretary of De-

fense, in limited areas such &s those mentioned above, effective coordination

quired by the Joint Chiefs of Staff, arrangemsnts for the production of commu- $

it of the Service intelligence agencies requires the over-all coordination-of the 8

activities of all intelligence agencies in the Government., This is a duty as-
| signed to the Central Intelligence Agencyin consultation with the Intelligence
Advisory Committee. In Chapter IV we have recommended that the Intelligence
Advisory Committee, on which the Services are represented, should participate

more actively with the Director of Central Intelligence in the continuing co-
ordination of inteiligence activities. To a very considerable extent, responsi-
bility for the successful operation of. this machinery rests with the Services.
THE STATUS OF INTELLIGENCE IN THE SERVICES

Recognition of the important role of intelligence in the determination of

national policy and of the major responsibility which the Service
146 - '
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intelligence requires that the Service agencies enjoy in their depattments g
position comparable to the size of the task assigned to them. In order tonﬁe
able to carry out their responsibilities to their departments and to make an
effective contribution toward a coordinated national intelligence system, the
Service agencies must work closely with the planning and operational staffs and

be fully informed regarding departmental plans and policies.

To meet adequately +their vital responsibilities' and to maintain their
proper position in the departmental structure, the Service intelligence agen-
cles must be staffed with qualified personnel. This was too little recognized
prior to the last war, and upon the outbreak of hostilities we found that we

~were seriously deficient In numbers and quality of intelligence officers. We

did attempt to take stepsto correct this situation in the various intelligence

schools and by acquiring personnel from civilian life to be trained as intel-

ligence officers. Recently, the ;anortance of intelligence training has been

more fully realized, and the Services have taken steps to provide adequate

e schools. In consequence, the quality of both the intelligence officers and the
t

{

attaches has improved in recent years.

The theory of rotatlon inthe Services has been & handicap to sound intel-
ligence work in that 1t militates against experience and continuity. An
asslgmment to intelligence will probably last not more than four yeé.rs , and
-usually a shorter time.. This not only means that +the individual officer has
difficulty in becoming prqficient in intelligence, but that the Service intel-
ligence agency is in danger of suffering from a lack of continuity of leader-
ghip t;;ained in intelligence. - For example, the Army Intelligence Di'vision has
had seven chiefs in seven years, and the recently formed Directorate of

Intelligence, Alr Force, has already had two directors.
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It 1s not our purpose to suggest once more the often discuased possibility
of an intelligence corps, but we do believe that, 1if <the éérpé theory is un-
acceptable, some altermative method ghould be developed whersby officers, al-
though taking an occasional tour of duty in command, operations or other staff
positions, will feel that intelligence is their permenent interest and concen-

trate in it over the maJjor portion of their careers.

In the past, capable officers have not been attracted to intelligence work
due to their belief that intelligence was a backwater, might delay promotion,
and in any event would not further their careers. This tendency must be over-
come and officers made +to feel that their opportunities for advancement will
not be impaired by an assignment to intelligence duty. Intelligence must be
given prestige, and it must be made sufficiently attractive so that an officer

will seek an intelligence assignment as he would one to command or operations.

In addition to making a career in intelligence more attractive in the
Services, it is important to provide for the training and availability of re-
serve officers. There are thousands of such officers today who, during the
last war, were in various intelligence agencies or at overseas commends, and

many proved of inestimable value. Their talents and their willingness to gerve

must not be lost.

In conclusion, we wish to note that a measure of prbgress has been made
in that the Service intelligence agencies have manifested an increased interest
in 1ntelligegoe and an attitude conducive to accomplishing its effective co-
ordination. *The Services are conscious of their grave regponsibility for help-
ing to avert the danger of s national military catastrophe, created by modern

methods of warfare. They have come to recognize the need for effective
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coordination to the end that the intelligence upon which the national policy~
makers must act shall be the very best obtainable from every avallable source.
'fhis tendency on their part is in marked and encouraging contrast to the situ-
ation which prevailed not only immediately prior to our entry into World War 11,

‘ but even in the early days of that conflict itself. We believe that , 8&lven

effective leadership, the full cooperation of the Service agencies 1n the

achievement of genuine coordination can be obtained.

CONCLUSIONS AND RECOMMENDATIONS

(1) 'The Service intelligence agencies have manifested an increased in-
terest in intelligence and em attitude conducive to acocmplishing its effective
coordination.

(2) In order to meet adequately their vital responsibilities end main-

. taln their proper position in the departmental structure, the Service intelli-
gence agencles should be st&ffed with qualified persomnel who concentrate in
intelligence over the major portion of their careers.

(3) In accordance with a program of coordination initiated and guided by
the Central Intelligence Agency, the ‘Service intelligence agencies should con-
fine themselves principally to those fields of intelligence in which they have
the primary interest.

(4) A more active program of coordination by the Central Intelligence
Agency would result in a higher degree of centralization and coordination of
intelligence production in fields where the Services have & common interest.

(5) There should be effective coordination between the work of the Joint
Intelligence Committee in the field of military estimates and that of the

Central Intelligence Agency - and Intelligence Advigory Committee in the field
of national estimates.
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CHAPTER XII
THE INTELLIGENCE FUNCTIONS OF THE DEPARTMENT OF STATE

The- State Department 1s assigned daminant interest in the collection and
production of political, cultﬁra.l, and sociological intelligence by the Nationa.l
Security Council. It necessarily follows from this allocation that it 18 the
agency to which the Central Intelligence Agency and the military services
should turn to secure the reports and estimates they may require 1in these

fields of intelligence.

Posaibly we can best explain our ideas of the State Department'e role by

a concrete but hypothetical 1llustration. We shall assume, for example, that

the Secretary of the Navy, tq prepare himself to meet his responsibilities in

connection ﬁth a vislt of naval units to the western Mediterra.nea.n, desires a

report on political conditlons in Spain., To secure 1t, he would turn to his

Chief of Naval Intelligence. The latt_er in turn should seek the desired in-

e formation ’from the State Department, éither directly or +through the Central
Inte]iigence Agency. He should not try to get 1t from his own intelligence

| analysta, any more than he would expect the State Department to furnish from
its own resources an estlmate of the strength of the Spf.niah Navy. The reason
i1s obvious., The State Departmeﬁt is the main repository of political informs~

tion about Spain, It 1s also the final arbiter of our attitude with respect

to Spaln. For the Navy, our policy in this situation is a fact, and a vital

fact, to be taken into account.

If, to take another hypothetical case, the National Security Council felt
the need for an over-all estimate of the -Spanish situation -- an estimate that
would include not only political information from the State Department but

151
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military and strategic elements as well ~- then, as indicated more fully in

Chapter V, a national estimate should be prepared in'f:he Central Intelligence

Agency for review and approval by the Intelligence Advisory Cammittee, Here
would be brought together the intelligence resources of State s of the military
services, of the Central Intelligence Agency, and of any other agency equipped
to make & real contribution on the sub Ject, The State Department representa-
tive on the Intelligence Advisory Committee would, of course, share in the

responsibility for the final estimate.

Becauae of the intelligence contribution which the State Department should

-be prepared to make to the National Security Council and to other Goverrment

agencies, including the Central Intelligence Agency, the Department is called
upon to assume an importa.nf. role in the field of intelligence, even apart from
its task of supplying the information required by its own policy officers. We

have examined the intelligence functions of the State Department , and particu-

" larly the intelligence orgénization of the Department, = known as the Research

Intelligence staff, solely to determine how effectively the State Department

.18 organized tomeet these outside Intelligence requirements, particularly those

of the Central Intelligence Agency.
THE RESEARCE AND INTELLIGENCE STAFF
-The Research and Intelligence staff 1is unique among the departmental in-

telligence agencies for at least two reagond, In the first Place, 1t 1s an

intelligence agency within an ixitelligence agency, 8ince "the collection and

interpretation of all information bearing on our foreign relations is & primary
o‘b,jéctive of the Department as a whole and of ita officers in the field. 1In

the second place, the Research and Intelligence staff was not established by
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the Department in response to keenly felt internal needs. It was the result

of the transfer to the Department in 1945, of the Research and Analysis and

the Presentations Branches of the Office of Strateglc Servicesa.

At the head of the Research and Intelligence staff 1s a Speclal Assistant

""" to the Secretary. The staff is divided into three units: the Office of the
Special Assistant, comprising several personal assistents end a rather sub-
stential unit conducting research in special asource material; an Office of
Libraries and Intelligence Acquisition, and an Office of Intelligence Research

which is the intelligence producing branch of the organization.

The research analysts in the Office of Intelligence- Research are for the
most part persons of academic background, and many of them a.re‘of high quality,
In génera.‘l, however, the recruitment of first-rate Intelligence analysts and -
other spécia..‘l.ists has become increasingly difficult as the future of +the Re~

search and Intelligence staff became more and more uncertain.

The functions of the Research and Intelligence staff, as officially de-
fined, are to develop and implement a "comprehensive and coordinated intelli-
gence program for the United States;" and to develop and implement a similar
;:oordinated progran for "poasitive foreign mtelligence" for the Department,
mcluding procurement of information and the production of intelligence studies
a.nd gpot Intelligencse. In addition, Research and Intelligence i1s authorized
to Initiate instructions to Department officers abroad and to determine what

information flowing into the Department is required for the production of

"timely intelligence."

This definition of functions and responsibilities does not indicate the
i ) 153
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particular kind of "program for positive foreign intelligence" which Research

and Intelligence will develop. In particular, it does-not clearly distinguish
between factual studies and intelligence estimates, and it does not give the
staff any special authority or regponsibility in producing intelligence , Buch
ag the intelligence agencies of the military services enjoy in thelr respec-

tive departments. The charter is broad end vague, and invites a variety of

Interpretations.

The intelligence reports which Research and Intelligence prepares and
circulates within the Department are of several different kinds. They include

intelligence memoranda, which comprise a brief analysis of information on
current subjects; information notes,which are factual reports involving little
interpretation or estimating; Office of Intelligence Research studies, which

are exhaustive summaries of available information on subjects of particular

significance; periodical reports, which are confined to factual repoi'bing on

subJects of continuing interest; and situation reports, which comprise reviews

g of the political, economic and social eituations in foreign countries.

With the exception of situation a.nd periodical reports, the studies of
the Office of Intelligence Remearch are prepg.red., at least in theory, at the
request of policy or other officers of the department, Actually, many of them
are written on the initiastive of the Office itself., A majJority are in princi-
Ple requested by other offices in the Department, but generally result from
proposels which the .'Office of Intelligence Research has made and which have
elicited an indication of interest which can serve as & "request." The situ-
ation reportd have ordinarily not been prepared in response to requests, but
are now Integrated with the National Intelligence Survey program (see Chapter

VI) in which Research and Intelligence is extensively participating,
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The quality of thesme different reports varles greatly. The main criti-
olems of them are that they tend to be bao@a.dﬁmic, .ere unrelated to I1mmediate
policy problems, and are often too lengthy and detalled to influence busy
policy officers. It has been observed that Research and Intelligence produces

"Ph.D. intelligence," scholastically admirable, but of somewhat limited use in

the day-to-day formulation of policy.

The Policy Plamming Staff and the political (geographical) desks and eco-
naml¢c affaira offices of the Department are the principal recipients and users
of such reports. As indicated earlier, thease offices request a relatively
limited number of reports on their own initiative, and for the most part do not

conslder them essential to their work.

It 1s open to question whether Research and Intelligence occupies a posi-
tion in the State Department which permits it to play an effective and neces-
sary role in the over-all intelligence picture of the Govermment, As we have

gtated, Research and Intelligence wes, in effect, grafted upon the existing

[ organization of the Department. There was no large body of opinion within the
Department. or the Foreign Service which keenly supported +the . contributions

which an intelligence staff could make to policy decisiona, In faot there waa

substantial feeling that the functions called "intelligence" were at least

pa.ra.llel to, 1f not inclueivé of, many of tﬁose already performed by the policy

offices. For these reasons many members of the Department were originally

reluctant to make use of the physically separate inmtelligence staff,

This aloofness is confirmed by the failure to bring the intelligence or-
ganization into lmportant policy councils, In view of the special nature of

the Department's work, throughout which intelligence and policy are -closely
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~ Joined, this is understandable. In any event, the effect i1s to establish the
intelligerice staff not as the sole source of intelligerice a.na]:,;eis , but merely
as éne possible source which could be employed 1f the policy authorities so
desired, The intelligence staff, In the opinion of many policy officers, has
not seemed to offer the Departmént any uniquely significant contributions which

would Justify 1its regular and intensive employment,

The precise function of Research end Intelligence in produzing intelligence
reports has never been adequately defined. It has not been made clear whether
Remearch and Intelligence showld 1imit its activities to preparing exclusively
factual studies at the request of policy officers, or should produce intelli-

gence estimates,

Whatever the designed scope of its functions, Research and Intelligence

' has moved increasingly during the past year in the direction of intelligence
estima.tiné. In this respect it has. sought to assume & responéibility long

accepted by the other departmental intelligence agencies., But its movement in
this direction has brought it into conflict with the policy officers of 1is

own Department who conglder it their own function to be the analysts of current

Problems as well as the formulators of our policies.

Accordingly, Research and Intelligence enters the field of the | policy
officers when 1t presents estimates of its own, which appear to analyze the
Policy implications of a given pmblem. The conflict over this agpect of the
Regearch and Intelligence role is most evident in regard to 4ntelligence
memoranda prepared by the organization on more or less current developments,
Although such reports M2y regpresent a high degree of analytic 8kill, they are

likely to be regarded by the policy officer as a useless repetition of
156
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information with which he is already familiar, or an unwarranted gltempt to

tell him what he should think about a problem under his consideration.

Perﬁaps the most telling evidence of the Department's attitude toward the
Research and Intelligence reports is the line which appears 1in the printed
heading of each: "The conclusions expressed herein are based upon research
and analysis by the Intelligence Organization, and do not necessarily represent

the views of other offices of the Department of State."

If, in fact, Research and Intelligence does prepare estimates, there is
the poessibility that on certain matters two or more separate studies or esti-
mates covering the same subject may exist simultaneously in the Department,.
The Policy Planning Staff or the geographical desks, for example, are accus-
tamed to draft their own estimates quite independently of Research and Intel-
ligence, Yet.Research and Intelligence, knowing that a particular matter is
one of general concern to policy officlals,may prepare an estimate of Iits own.
So long as these remain in the State Department no direct harm may result,
although the duplication of effort and the existence of unreconciled points of-
view on the same subJject may be undesirable. If,"'-vhowever, as may well occur,
the separate estimates are used outside the Department in satisfying the needs

of the National Security Councll, the Central Intelligence Agency, or the

Services, the possibility of confusion 1s obvious.

INTELLIGENCE REIATTONS BETWEEN THE STATE DEPARTMENT AND OUTSIDE AGENCIES

' In the future ~-- particularly if action is taken on our recommendations
for the elimination of much of the misce.:l_].aneous political intelligence work
now done outside of the State Department -~ the latter will be called upon

more and more to make intelligence contributions to the Services, to the
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Central Intelligence Agency and to national intelligence estimstes. Then it

will be dSﬁbly important that the responsibility for the State Department's

contribution be more clearly fixed within the Department.

One possible solution might be to limit the Research and Intelligence
staff to factual reporting and to Place on the policy officers of the Depart-
ment the responsibility for passing upon any politicel intelligence estimétee
used outside of the Department. Alternatively these estimates might be prepared
by Research and Inteliigence and then passed upon by the appropriate policy
officers of the Department before they go to the Central Intelligence Agency
or to other Government departments. A third golution might be to allocate the
personnel of Research and Intelligence among thé policy offices (geOgraphical
desks) of the Department or attach them to the Policy Planning Staff and then
pléCe on the policy officers or Planning Staff the responsibility for State
Department estimates for the Central Intelligence Agency or for other outside

Government agencies.

The State Department should, of course, be protected from burdensome and
unreasonable demands for political estimates from other agencies. If such call

should create a problem, the Intelligence Advisory Cormittee, on: which the

Department will be represented, should exercise its coordinating function to

reduqe the demands to manageable proportions.

Furthermore, the Department has a primary responsibllity to exercise its
intelligence fﬁnctions for the purpose of formulating its own policies. It
must adopt the methods and techniques which will best meet this primary respon-
81bility. How this is done 1s not within our competence. However, in working

out its own internal procedure, it is important to the over-all intelligence
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set-up and particularly to the proper functioning of the Central In‘éligence

Agency, with which this report is immediately cancerned, that the State Depart-
ment should equip itself to meet the legitimate request for political intelli-
gence submitted by the Central Intelligence Agency or other Government intel-
ligence agenciea and to effect the closer liaison with the Central Intelligence:

Agency which we have recommended in this report.

To meet these requirements we recommend +that the State Department give
consideration to assigning to some senior officer of the Department the func-
tions of Intelligence Officer.* Such officer should have the prestige, the
authority, and the access to operational and policy matters which would equip
him to guide the production and control the digsemination of State Department
intelligence estimates. The Special Assistant for Research and Intelligence
and his staff do not today have such powers or position. Whether, in a given
cage, the intéllligence estimates would emsnate from the Policy Planning Staff,
the political offices (geographical desks), or fram a combination of the two,
Plus the Research and Intelligence staff, is a matter for internal State De-
partment determination.

The appointment of an Intelligence Officer , with the powers and functions
we have Indicated, and with a small but highly trained staff, in our opinion,

would result in 'a more efficient system whereby the Department could meet any

hlegitima.te needs of the Central Intelligence Agency and of other Govermment

agencles for political intelligencs. In this wéy the Department could also

effect closer 1lisison with the Central Intelligence Agency and the Service

23

* We have used the term "Intelligence Officer" here for reasons of clarity

only. Ag a practical matter and for security reasons some other and more
innocuous title would be desirable.
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agencies. This Intelligence Officer would serve as the Department's repre-
sentative an the reconstituted Intelligence Advisory Committee, described in
Chapter IV, He would also act as the Department's principal llaison officer
for other mattera cancerning the Central Intelligence Agency, including liaison
“with the Office of Policy Coordination as provided by the National Security
Council and with other covert activities of the Central Intelligence Agency as
suggested in this report, This Intelligence Officer would combine the func-
tions now being handled by several departmental officers or not belng handled
at all. He should not, however, stand between other department officers and
the appropriate officials of the Central Intelligence Agency, but he should
coordinate these relationships. For example, the various desks in the oper-
ating and estimating units of the Central Intelligence Agency should develop

close working relationships with the corresponding goeographical desks or other

policy officers of the Department,

We recognize that in recommending that the political: 1ntelliéence reports
and estimates be passed wupon by the policy officers of the Department , there
is the risk, which we discussed above in the chapter on national estimates,
that these reports will be colored, possibly even distorted, . by the policy

-prejudices of those who prepare them. As between this danger and that of having
the reports prepared by a group wﬁich is not thoroughly acquainted with the
operational and policy declsiona of the Department, we choose the former, We
do so in the hope that if the Central Intelligence Agency, and particularly its
Estimates Division, and the Intelligence Advisory Committee function as we be-
lieve ﬁhey should, an opportunity will be afforded to challenge departmental
estimates and to appraise them in the light of reports available to members of

the Intelligence Advisory Committee from other gources, (See Chapter V).
160
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i1t may be possible to correct estimates of any single department that have
gone "overboard™ for a particular policy line wHlch from a broader view of

avallable facts may be shown to be unsound.

CONCLUSIONS AND RECOMMENDATIONS

(L) The State Department, to which the National Security Council has
agsigned dominant interest in the collection and production of political,
cultural and sociological intelligence, should equip itself more adequately to
meet the legitimate requirements of the Central Intelligence Agency and of
other Government intelligence agencies for such intelligence.

(2) The speclalized intelligence staff 1n the State Department, the
Research and Intelligence staff, does not now have sufficient current knowledge
of departmental operations and policies to furnish, on behalf of the Depart-
ment, the baslc estimates which may be required by the Central Intelligence
Agency and the Service intelligence agenclesd.

(3) The liaison between the State Department and the Central Intelligence

r Agency should be closer and put on a continuing, effective basis.

(4) To meet the foregoing requirements, consideration should be given by
the Department to designating a high officer of the Department, who has full
acces; tooperational and policy matters, to act as intelligence officer.' This
officer, with a small staff, should process requests for departmental intelli-
gence received from the Central Intelligence Agency gnd other agencies and see
that legitimate requests are met through the preparation of the requisite in-

telligeﬁ%e reports or estimates by the appropriate departmental officers. He

should also act as continuing Intelligence liaison officer with the Central
Intelligence Agency and the Service intelligence agencies.
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SECRET
CHAPTER XIII /

CONCLUSION .

At the outset of this report we gave a brief summary of our survey and
findings, and at the various chapter endings we have added those conclusions

and recommendations which were applicable to the subject matter of the chapter.

ﬁe have been critical of the direction and administration of the Central
Intelligence Agency where we felt +that there had been failures to carry out
its Dbasic charter. We have also pointed out what we have Judged to be in-
adequacies in administration and lack of over-all policy guidance within the
organization. At no time, however, have we overlooked the great difficulties
facing a relatively new.and untried organization which has been viewed with
some suspicion and distrust even by those whom 1t should serve. We believe
that some measure of this suspicion and distrust ls being dissipated and that

wvhat is needed today is for the Central Intelligence Agency to prove that it

can and will carry out its assigned duties. We have proposed specific steps

which can be taken toward this obJjective.

The progress of the Central Intelligence Agency should be continuously

) tested by the National Security Council against the accomplishment of the pur-
posee of Sec. 102 of +the National Security Act. That is to say, the Central
Intelligence Agency should be prepared to show what is being accomplished:

(1) To coordinate the intelligence activities of the Government;
(2) To provide, in close collaboration with other governmental intelli-

gence agencies, for the central correlaticn of intelligence relating to the

national security; and

/ .
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(3) To perform the intelligence and related services of cammon concern

asgigned to it by the National Security Council. o

In these fields the Central Intelligence Agency has the duty to act.

It K

has been given, both by law and by National Security Council directive, wide ﬁ
authority, and it has the open invitation to seek from the National Security

Council any additional authority which may be essential. Tt must not wait to ?

have authority thrust upon i1t. Its basic mandate is clear. We recognize that ~

it will require initiative and vision to carry it out. If this is done, we I

will have made a satisfactory start toward achleving one of our most essential E

defense requirements, an adequate intelligence service. ,;

|

-

)
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ANNEX 1

SURVEY GROUP TERMS OF REFERENCE 1

NATIONAL SECURITY COUNCIL
WASHINGTON

February 13, 1948

MEMORANDUM FOR: Mr. Allen W. Dulles
Mr. Mathias F. Correa
Mr. William H. Jackson

| A SUBJECT: Survey of the Central Intelligence Agency

This is to confirm our understanding that you will
serve as the group to meke a survey of the Central Intelligence
Agency, in accordance with the enclosed resolution approved by the
Neational Security Council.

| This memorandum is your authorization to proceed
with this survey and, upon presentation by you, will constitute a
directive to the Director of Central Intelligence and the Intelli-
RN - gence Chiefs of the Departments represented on the Council, to fur-

' nish you necessary information and facilities as indicated in the
second paragraph of the enclosed resolution.

Your willingness to participate in this vitally
important survey is sincerely appreciated by all members of the
National Security Council.

SIDNEY W. SOUERS
Executlve Secretary

Incl
NatZonal Security Council Resolution

CONFID ~ 105

Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0




1
H

= —— e oo mebay + =
o a1t e A —

| Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0

CONFIDENTIAL

NATIONAL SECURITY COUNCIL RESOLUTION

January 13, 1948

The National Security Council has agreed that a group of
two or three speclally qualifie

d individuals not in tre Govermment
service should make a comprehen

] slve, impartial, and objective sur-
vey of the organization, activities, and personnel of the Central
Intelligence Agency. As a result of this survey, this group should

report to the Council its findings and recommendations on the fol-
lowing matters:

&a. The adequacy and effectiveness of the present or-
ganizational structure of CIA.

b.

The value and efficiency of existing CIA activi-
tles.

¢+ The relationship of these activities to those of
other Departments and Agencies.

4. The utilization and qualifications of CIA personnel.

» The National Security Council also authorized and directed
the Director of Central Intelligence and the Intelligence Chiefs of
the Departments represented on the Council to give the above group

access to all information and facilities required for their survey,

except details concerning intelligence sources and methods.

a3
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ANNEX 2
SURVEY GROUP TERMS OF REFERENCE II

NATIONAL SECURITY COUNCIL
WASHINGTON

March 17, 1948

MEMORANDUM FOR: Mr. Allen W. Dulles
Mr. Mathias F. Correa
Mr. William H. Jackson

SUBJECT: Survey of the Central Intelligence Agency

1. I have already sent you a memorandum with the terms
of the resclution of the National Security Council providing that a
survey should be made of the activities of the Central Intelligence
Agency and its relationship to other Departments and Agencies.

2. As a result of our further discussions on this sub-
Ject, 1t may be helpful if I set forth my understanding regarding the
scope of the survey and the procedures to be followed.

3. The survey will comprise primarily a thorough and
comprehensive examination of the structure, administration, activities
and inter-agency relationships of the Central Intelligence Agency as
outlined in the resolution of the National Security Council. It will
also Include an examination of such intelligence activities of other
Government Departments and Agencies as relate to the national secur-
i1ty, in order to make recommendations for their effective operation
and over-all coordination, subject to the understanding that the group
will not engage in an actual physical examination of departmental in-
telligence operations (a) outside of Washington or (b) in the collec-
tion of communications intelligence. On behalf of the National Secur-
ity Council I will undertake to seek the cooperation in this survey of
those Government Departments and Agencies not represented on the Coun-

cil which have an interest in intelligence as relates to national
gsecurity.

k., It should be understood that the survey of the Central
Intelligence Agency and its relationship to other Departments and Agen-
cies will be done for and with the authority of the National Security
Council. The survey of the intelligence activities of the Departments
of 8tate, the Army, the Navy, and the Air Force, however, will be for
and with the authority of the respective heads of those Departments.

167
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5. The survey group will submit from time to time recom-~
mendations on individual problems which need to be_brought-to the at-

tention of the Council or the heads of the respective Departments and

Agencies concerned. Problems concerning CIA will be given priority
over those involving other Agencies. It is contemplated that the sur-

vey will be completed and final report submitted on or before Janusary1l,

1949,

6. It is my understanding that at your request Mr. For-

‘restal has agreed to lend to the investigating group the services of

Mr. Robert Blum to head the staff work. I would appreciate the
group's advice as to additional staff members it may require in order
that I may clear them for this work. The members of the staff, when
cleared by the heads of the Agenciles concerned, will be given access
to information and facilities required for the survey in the same
manner as provided for your group in the Council's resolution.

7. Compensation and expenses for the members of the in-
vestigating group and 1ts staff will be paild for out of funds avail-
able to the National Security Council and the Central Intelligence
Agency.

8. I will be pleased to render so far as practicable

any further assistance which you may require in conducting your
survey.

SIDNEY W. SOUERS
Executive Secretary

23
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ANNEX 3

PRESIDENTIAL LETTER CREATING THE CENTRAL
INTELLIGENCE GROUP

THE WHITE HOUSE
WASHINGTON

January 22, 1946

To The Secretary of State
The Secretary of War, and
The Secretary of the Navy

1l. It is my desire, and I hereby direct, that all Federal foreign intelli-
gence activities be planned, developed and coordinated so as to assure the
most effective accomplishment of the intelligence mission related to the
national security. I hereby designate you, together with another person to
be named by me as my personal representative, as the National Intelligence
Authority to accomplish this purpose.

2. Within the limits of available appropriations, you shall each from time
to time assign persons and facilities from your respective Departments, which -
persons shall collectively form a Central Intelligence Group and shall, under
the direction of a Director of Central Intelligence, assist the National In-

Seigmin o telligence Authority. The Director of Central Intelligence shall be desig-
nated by me, shall de responsi'ble to the National Intelligence Authority, and
shall sit as a non-voting member thereof.

| 3. SubJject to the existirig law, and to the direction and control of the
| National Intelligence Authority, the Director of Central Intelliigence shall:

1 a. Accomplish the correlation asnd evaluation of intelligence relating

| to the national security, and the appropriate dissemination within the

! Government of the resulting strategic and national policy intelligence.
In so doing, full use shall be made of the staff and facilities of the

" 4intelligence agenciles of your Departments.

|

b. Plan for the coordination of such of the activities of the intel-
ligence agencies of your Departments as relate to the national security
and recommend to the National Intelligence Authority the establishment
of such over-all policiles and obJjectives as will assure the most ef-

fective accomplishment of the natlonal intelligence mlission.
|

c. Perform, for the benefit of sald intelligence agencies, such services
of common concern as the National Intelligence Authority determines can be
more efficiently accomplished centrally.
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d. Perform such other functions and duties related <to intelligence af-
fecting the national security as the President and the National Intellt-
gence Authority may from time to time direct.

h, No police, law enforcement or internal security functions shall be ex-
ercised under this directive.

freely available to the Director of Central Intelligence for correlation,
evaluation or dissemination. To the extent approved by the National Intel- E
ligence Authority, the operations of said intelligence agencies shall be open ;

to inepection by the Director of Central Intelligence in connection with
planning functions.

6. The existing intelligence agencles of your Departments shall continue
to collect, evaluate, correlate and disseminate departmental intelligence.

T. The Director of Central Intelligence shall be advised by an'Intelligence
Advisory Board consisting of the heads (or their representatives) of the
Principal military and civilian intelligence agencies of the Government having
functions related to national security, as determined by the National
Intelligence Authority.

rartments and agencies of the executive branch of the Federal Government

Authority.

o
Lae
e

9. Nothing herein shall be‘¢onstrued to authorize the making of investiga-
tions inside the continental 1imits of the United States and 1ts Possessions,
oxcept as provided by law and Presidential directives.

10. In the conduct of their activities the national Intelligence Aufhority
and the Director of Central Intelligence shall be responsible for fully
protecting intelligence sources and methods.

Sincerely yours

/8/ Harry Trumen

170
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ANNEX 4
NATIONAL SECURITY ACT OF 1947
(PUBLIC LAW 253 - 80th CONGRESS)

CENTRAL INTELLIGENCE AGENCY

Sec. 102. (&) There ie hereby established under the National Security
Council a Central Intelligence Agency with a Director of Central Intelligence,
who shall be the head thereof. The Director shall be appointed by the Presi-
dent, by and with the advice and consent of the Senate, from among the cam-
missioned officers of the armed services or from among individuals in civilian
life. The Director shall receive compensation at the rate of $14,000 a year.
- (b) (1) 1If a commissioned officer of the armed services is appointed as
Director then--

(A) 1n the performance of his duties as Director, he shall be subJect
to nosupervision, control, restriction, orprohibition (military or other-
wise) other than would be operative with respect to him if he were a ci-
vilian in no way connected with the Department of the Army, the Depart-
ment of the Navy, the Department of the Air Force, or the armed services
or any component thereof; and

(B) he shall not possess or exercise any supervision, control, powers,
or functions (other than such as he possesses, or is authorized or direct-
ed to exercise, as Director) with respect to the armed services or any
component thereof, the Department of the Army, the Department of the Navy,
or the Department of the Air Force, or any branch, bureau, unit or divi-
slon thereof, or with respect to any of the persomnel (military or civil-
ian) of any of the foregoing.

~ (2) Except as provided in paragraph (1), the appointment to the office
of Director of a commissioned officer of the armed servicee, and hie acceptance
of and service in such office, shall innoway affect any status, office, rank,
or grade he may occupy or hold in the armed services, or any emolument, per-
quisite, right, privilege, or benefit incident to or arising out of any such
status, office, rank, or grade. Any such cammiseioned officer shall, while
serving in the.office of Director, receive the military pay and allowances
(active or retired, as the case may be) payable to & commissioned officer of
his grade and length of service and shall be paid, from any funds available to
defray the expenses of the Agency, annual compensation at a rate equal to the
amount by which $14 ;000 exceeds the amount of his annual military pay and
allowances.

(¢) Notwithstanding the provisions of section 6 of the Act of August 2k,
1912 (37 Stat. 555), or the provisfons of any other law, the Director of
Contral Intelligence may, in his discretion, terminate the employment of any
officer or employee of the Agency whenever he shall deem such termination
necessary or advisable 1in the interests of the United States, but such
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termination shall not affect the right of such officer or employee to seek or
accept employment in any- other department or agency of the Government 1f
declared eligible for such employment by the United States Civil Service Com-
mission. .

(d) For the purpose of coordinating the intelligence activities of the
several Government departments and agencies in the interest of national secu-
rity, 1t shall be ‘the duty of the Agency, under the direction of the National
Security Councii-- .

(1) +to advise the National Security Council in matters concerning
such intelligence activities of the Government departments and agencies
as relate to national security;

(2) to make recommendations to the National Security Council for
the coordination of such intelligence activities of the departments and
agencies of the Government as relate to the national security;

(3) to correlate and evaluate intelligence relating to the national
security, and provide for the appropriate dissemination of such intel-~
ligence within the Government using where appropriate existing agencies
and facilities: Provided, That the Agency shall have no police, subpoena,
law-enforcement powers, or internal -security functions: Provided further,
That the departments and other agencies of the Government shall continue
to collect, evaluate, correlate, and disseminate departmental intelli-
gence: And provided further, That the Director of Central Intelligence
shall be responsible for protecting intelligence sources and methods
from unauthorized disclosure; -

(4) to perform, for the benefit of the existing intelligence agen-
cies, such additional services of common concern a&s the National Security
Council determines can be more efficlently accomplished centrally;

(5) to perform such other functions and duties related to ‘Intelli-
gence affecting the national security as the National Security Council
may from time to time direct.

(e) To the extent recommended by the National Security Council and ap-
proved by the President, such intelligence of the departments and agencies
of the Government, except as hereinafter provided, relating to the national
‘security shall be open to the inspection of the Director of Central Intelli-
gence, and such intelligence as relates to the national security and is possessed
by such departments and other agencies of the Government, except as herein-
after provided, shall be made available to the Director of Central Intelligence
for correlation, evaluation, and dissemination: . Provided, howgver, That upon
the written request of the Director of Central Intelligence, the Director of
the Federal Bureau of Investigation shall make availeble to the Director of
Central Intelligence such information for correlation, evaluation, and dis-
semination ag may be essential to the national security.

(f) Effective when the Director first appointed under subsection (a) has
taken office--

(1) the National Intelligence Authority (11 Fed. Reg. 1337, 1339,
February 5, 1946) shall cease to exiet; and

(g) the personnsl, property, and records of the Central Intelligence
Group are transferred to the Central Intelligence Agency, and such Group
shall cease to exist. Any unexpended balances of appropriations, alloca-
tions, or other funds available or authorized to be made available. for
such Group shall be available and shall be asuthorized tobe made available
in like manner for expenditure by the Agency. ‘
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NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 1
DUTIES AND RESPONSIBILITIES -

ANNEX 7

December 12, 1947

, Pursuant to the provisions of Section 102 of the National Security Act of
1947, and for the purposes enunciated in paragraphs (d) and (e) thereof, the
National Security Council hereby authorizes and directs that:

1. To maintain the relationship essential to coordination between
the Central Intelligence Agency and -the intelligence organizations, an
Intelligence Advisory Committee consisting of the respective intelligence
chiefs from the Departments of State, Army, Navy, and Air Force, and from
the Joint Staff (JCS), and the Atomic Energy Commission, or their repre-
sentatives, shall be established to advise the Director of Central Intel-
‘ ligence. The Director of Central Intelligence will invite the chief, or
i his representative, of any other intelligence Agency having functions re-
lated to the national security to sit with the Intelligence Advisory Com-
mittee whenever matters within the purview of his Agency are to be
| ' , discussed.

2. To the extent authorized by Section 102 (e) of the Nationsal
Security Act of 1947, the Director of Central Intelligence, or represen-
tatives designated by him, by arrangement with the head of the department
or agency concerned, shall meke such surveys and 1inspections of depart-
mental intelligence material of the various Federal Departments and Agen-
cies relating to the national security as he may deem necessary in con-
nection with his duty to advise the NSC and to make recommendations for
the coordination of intelligence activities.

3. Coordination of intelligence activities should be designed pri-
marily to etrengthen the over-all governmental intelligence structure.
Primary departmental requirements shall be recognized and shall receive
the cooperation and support of the Central Intelligence Agency.

ommendations or giving advice to the National Security Council per-
taining to the intelligence activities of the various Departments
and Agencies, transmit therewith a statement indicating the concur-
rence or non-concurrence of the members of the Intelligence Advisory
Committee; provided that, when unanimity is not obtained among the
Department heads of the National Military Establishment,the Director
of Central Intelligence shall refer the problem to the Secretary of
.. Defense before presenting it to the National Security Council.

' . &a. The Director of Central Intelligence shall, in making rec-
|

b.  Recommendations of the Director of Central Intelligence
shall, when approved by the National Security Council, issue as
Council Directives to the Director of Central Intelligence. The
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respective 1intelligence chiefs ghall be responsible for insuring

that such orders or directives, when applicable, are implemented
within their intelligence organizations. ’

c. The Director of Central Intelligence shall act for the
Rational Security Council to insure full and proper implementation
of Council directives by issuing such supplementary DCI directives
as may be required. Such implementing directives in which the In-
telligence Advisory Committee oconcurs unanimously shall be issued by
the Director of Central Intelligence, and shall be implemented with-
in the Departments and Agencies as provided in paragraph b. Where
disagreement arises between the Director of Central Intelligence and
one or more members of the Intelligence Advigory Committee over such
directives, the proposed directive, together with statements of non-

concurrence, shall be forwarded to the NSC for decision as provided
in paragraph a.

4. The Director of Central Intelligence shall produce intelligence
relating to the national security, hereafter referred to as national in-
telligence. In so far as practicable, he shall not duplicate the intel-

departmental intelligence for such production purposes. For definitions
gee NSCID No. 3.

5. The Director of Central Intelligence shall disseminate National
Intelligence to the President, to members of the National Security Coun-
cil, to the Intelligence Chiefs of the IAC Agencies, and to such Govern-
mental Departments and Agencies as the National Security Council from
tims to time may designate. Intelligence so disseminated ehall be off1-

clally concurred in by the Intelligence Agencies or shall carry an agreed
statement of substantial dissent.

T. The Director of Central Intell
fit of the existing intelligence
to these Agencies as the National
efficiently accomplished centrally

igence shall perform for the bene -
Agencies such servicea of common concern
Security Council determines can be more

8. The intelligence or

ganizations in each of the Departments and
Agencies shall maintain with

the Central Intelligence Agency and with
each other, ag appropriate to

thelr regpective responsibilities, a con-
tinuing interchangecﬁ?intelligence information and intelligence available
to them., .

9. The intelligence files
cluding the CIA, shall be made av.
the Department or Agency concerned

in each Intelligence organization, in-
allable under gecurity regulations of
to the others for consultation.

Z
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10. The intelligence organizations within the limite of their capa-

bilities shall provide, or procure, such intelligence as may be requésted

by the Director of Central Intelligence or by ons of the other Depart-
'ments or Agenciles.

11. The Director of Central Intelligence shall make arrangements
with the respective Devartments and Agencies to assign to the Central In-
telligence Agency such experienced and qualified officers and members as
may be of advantage for advisory, operational, or other purposes, in ad-
dition to such persommel as the Director of Central Intelligence may di-
rectly employ. In each case, such departmental personnel will be subject
to the necessary personnel procedures of each Department.

a3
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ANNEX 8
NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 2
COORDINATION OF COLLECTION ACTIVITIES ABROAD

January 13, 1948

The following over-all policies and objectives are established by the
National Security Council for the interdepartmental coordination of foreign
intelligence collection activities, so that measures may be taken promptly to
effect sound and efficient utilization of the various departmental collecting
and reporting facilitles abroad: '

1. There shall be an allocation within certain broad categories of
agency responsibility for collection abroad, as follows:

Political. . . . . . Department of State
Cultural . .. . . . Department of State
Soclological . . . . Department of State
Military . . . . . . Department of the Army
Naval. . . . . . . . Department of the Navy

Alr. . . . . . . . . Department of the Alr Force
Economic ) .

Scientific ). . . Each agency in accordance
Technological ) with 1ts respective needs

2. All avallable intelligence information, no matter by whom col-
lected, shall, wherever possible, be transmitted immediately to ‘the field
representative of the agency most concerned. However, the collector may
also send copies to or otherwise inform his own agency.

5. The senior US representative in each foreign area where the
United States maintains a foreign post shall, within the sapirit of the
pinricples enunciated herein, be responsible for the coordination of all
normal collection activities in his area.

k. The collecting and reporting facilities of each of the agencies
shall be utilized so as to avoid unproductive duplication and uncoordi-
nated overlap and to insure within budgetary limitations that full flow
of intelligence information which ig the major need of all departmente and
agencies for the accomplishment of their respective missions.

5. Full utilization shall be made of the individual initiative and
favorgble contacts of agency representatives.

6. ** No interpretation of these established over-all policies and
objectives shall negate the basic principle that all departmental repre-
sentatives alroad are individually responsible for the collection. and for
the appropriate transmiseion to their departments of all intelligence in-
formatlon pertinent to their departmental missions.

178 T
)

eclassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R0004001 10009-0

B3



Declassified in Part - Sanitized Copy Approved for Release 2013/08/19 : CIA-RDP83-01034R000400110009-0
H'|., ’i" |”!

T. There shall be free and unrestricted interdepartmental exchange
of intelligence information to meet the recognized secondary needs of
each department and agency for intelligence usually obtained or prepared
by other departments or agencies.
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NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 3
COORDINATION OF INTELLIGENCE PRODUCTION

ANNEX 9

January 13, 1948

Pursuant to the provisions of Section 102 of the National Security Act of
1947, and for the purposes enunciated in paragraphs (d) and (e) thereof, the
National Security Council hereby authorizes and directs that the following

over-all policies and obJectives are established for the coordination of the
production of intelligence:

1. In order that all facilities of the Government may be utilized to
their capacity and the responsibilities of each agency may be clearly de-
fined in accardance with 1its mission, dominant interest, and capabilities,
the whole field of intelligence production is divided into the following
categaries, and responsibilities are allocated as indicated:

2. Basic Intelligence

(1) Basic intelligence 1is that factual intelligence which
results from the collation of encyclopedic information of a more
or less permanent or static nature and general interest which, as

a result of evaluation and Interpretation, 1s determined to be
the best available.

(2) An outline of all basic intelligence required by the

e Goverment shall be prepared by the CIA in collaboration with the
appropriate agencies. Thls outline shall be broken down into

chapters, sections, and sub-sections which shall be allocated as

production and maintenance responsibilities to CIA and those

agencies of the Government which are best qualified by reason of

their intelligence requlrements, production capablilities, and

dominant interest to assume the production and maintenance
responsibility.

(3) When completed, this outline and tentative allocations
of production and maintenance responsibilities shall be sub-
mitted for NSC approval and 1ssued as an implementation of this
Directive. It is expected that as the result of constant con-
sultation with the agencies by the Director of Central Intelli-
gence, both the outline and the allocations will be revised from
time to time to insure the production of the basic intelligence

**required by the agencies and the fullest possible use of current
agency capabilities. Changes in the outline or allocations shall

be effected by agreement between the Director of Central Intelli-
gence and the agencies concerned.

180
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(4) This basic intelligence shall be compiled and continuous-

1y maintained in National Intelligence Surveys to cover foreign

~-countries, areas, or broad special subjects_ as appropriate. The

National Intelligence Surveys will be disseminated in such form

as shall be determined by the Director of Central Intelligence
and the agencies concerned.

(5) The Director of Central Intelligence shall be respon-
sible for coordinating production and maintenance and for accom-
plishing the editing, publication, and dissemination of these
National Intelligence Surveys and shall make such requests onthe

agencies as are necessery for their proper development and
maintenance.

(6) Departments or agencies to be called on for contribu-
tions to this undertaking may include agencies other than those
represented permanently in the IAC.

b. Cuwrrent Intelligence

(1) Current intelligence is that spot Information or intel-
ligence of all types and forms of immediate interest and value
to operating or policy staffs, which is used by them usually
without the delays incident to complete evaluation or interpre-
tation.

(2) The CIA and the several agencies shall produce and
disseminate such current intelligence as may be necessary to meet

their own internal requirements or external responsibilities.

(3) Interagency dissemination of current intelligence shall
be based on interagency agreement including NSC Intelligence

Directive No. 1 and the principle of informing all who needto
know.

c. Staff Intelligence

(1) Staff intelligence is that intelligence prepared by any
department or agency through the correlation and interpretation
of all intelligence materials available to it in order to meet
ite specific requirements and responsibilities.

‘ (2) Each intelligence agency has the ultimate responsibility

for the preparation of such staff intelligence as dits owm depart-
ment shall require. It is recognized that the staff intelligence
of each of the departmente must be broader in scope than any
llocation of collection responsibility or recognition of domi-
nant interest might indicate. In fact, the full foreign intel-
ligence picture is of interest in varying degrees at different
times to each of the departments
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(3) Any intelligence agency, either through the Director of
Central Intelligence or directly, may call upon otheér appropriate
agencies for intelligence which does not fall within its own
field of dominant interest. Such requeste shall be made upon

the agencies 1n accordance with their production capabilities and
dominant interest.

(4) As a part of the coordination program, the Director of

Central Intelligence will seek the assistance of the IAC “intel-.

ligence agencies in minimizing the necessity far any agency to
develop intelligence in fields outside its dominant interests.

(5) The CIA and the agencles shall, for purposes of coordi-
nation, exchange information on projects and plans for the pro-
duction of staff intelligence.

(6) It shall be normal practice that staff intelligence of
one agency 1s availableto the other Intelligence agencies perms. -~
nently represented on the IAC. _

d. Departmental Intelligence’

(1) Departmental intelligence is that intelligenée including
basic, cwrrent, and staff intelligence needed by a Department ar
independent Agency of the Federal Government, and the subordinate

units thereof,to execute its mission and to discharge ite lawful

responsibilities.

e. National Intelligence

(1) National intelligence is integrated departmental intel-
ligence that covers the broad aspects ‘of national policy and
national security, is of concern to more than one Department or
Agency, and +transcends the exclusive competence of a single
Department or Agency or the Military Establishment.

(2) The Director of Central Intelligence shall produce and
disseminate national intelligence.

" (3) The Director of Central Intelligence shall plan and

A develop the production of national intelligence in coardination

with the TAC Agencies in order that he may obtain from them
within the limits of their capabilities the departmental intel-

ligence which will assist him in the - production of national
intelligencs.

(k)  The Director of Central Intelligence shall, by agreement

‘with the pertinent Agency or Agencles, request and receive such

special estimates, reports, and periodic briefs or summaries
Prepared by the individual Departments or Agencies in their fieldse
of dominant ' interest or in accordance with their production
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capabilities as may be necessary in the production of intelli-
gence reports or estimates undertaken mutually.

2. The research facilities required by any agency to process its
own current and staff intelligence shall be adequate to satisfy ite indi-
vidual needs after taking full cognizance of the facilities of the other
agenclies. Each agency shall endeavorto maintain adequate research facili-
ties, not only to accomplish the intelligence production tasks allocated
to it directly under the foregoing provisions but also to provide such
additional intelllgence reports or estimates within its field of i@ominant
interest as may be necesasary to satisfy the requirements of the other
agencies under such allocations.

3. For the purposes of intelligence production, the following divi-
sion of interests, subject to refinement through a continuous program of
coordination by the Director of Central Intelligence, shall serve as a
general delineation of dominant interests:

Political, Cultural,
Sociological Intelligence..Department of State
Military Intelligence........Department of the Army
Naval Intelligence...........Department of the Navy
| Alr Intelligence.............Department of the Air Farce
Economic, Scientific, and Fach agency in accord-

Technological ance with its respective
Intelligence...... eeeeess. 0048
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ANNEX 10
NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 4

™

NATIONAL INTELLIGENCE OBJECTIVES ~

December 12, 1947

Pursuant to the provisions of Section 102 (d) (5) of the National Security
Act of 1947 and for the purpose of providing intelligence support for the

H
preparation of studies required by the National Security Council in the ful- '
fillment of 1ts duties, it is directed that:

1. The Director of Central Intelligence, in collaboration with the
other agencies concerned, shall DPrepare & comprehensive outline of national
intelligence obJectives applicable to foreign countries and areas to serve

as a guide for the coordinated collection and production of National
Intelligence.

|

2. The Director of Central Intelligence, in collaboration with the
other agencies concerned, and under the guidance of the NSC Staff* shall
select from time to time and ona current basis sections and items of such
outline which have a priority interest. These selections will be issued
by the Director of Centrdl Intelligence to supply the desired priority
guidance for the production of National Intelligence by the Central In-

telligence Agency and for the contributions to such production by other
agencies concerned. ‘

the Departmental represéntatives designated by Council members to advise and

assist the Executive Secretary. Any cases of disagreement within this group

|
|
|
|
¥ For this vpurpose, the NSC Staff shall consist of the Executive Secretary and
will be referred to the National Security Council for decision.

8 | AT
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ANNEX 11

NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 5
ESPIONAGE AND COUNTERESPIONAGE CPERATIONS

December 12, 1947

Pursuant to the provisions of Section 102 (d) of the National Security
Act of 1947, the National Security Council hereby authorizes and directs that:

1. The Director of Central Intelligence shall conduct all organized
Federal espionage operations outside the United States and its possessions
for the collection of foreign intelligence information required to meet
the needs of all Departments and Agencies concerned, in connection with
the national security, except for certain agreed activities by other
Departments and Agencies. '

2. The Director of Central Intelligenhce shall conduct all orgenized
Federal counter-espionage operations outside the United States and its
possessions and in occupied areas, provided that this authority shall not
he construed to preclude the counter-intelligence activities of any army,
navy or air command or installation and certain agreed activities by De-
partments and Agencies necessary for the security of such organizations.

3. The Director of Central Intelligence shall be responsible for
coordinating covert and overt intelligence collection activities.

h: When casual agents are employed or otherwise utilized by an IAC
Department or Agency in other than an overt . capacity, the Director of

Central Intelligence shall coordinate.their activities with the organized
covert activities.

5. The Director of Central Intelligence shall disseminate such in-
telligence information to the various Departments and Agencies which have
an authorized interest therein.

6. All other National Security Council Intelligence Directives or
implementing supplements shall be construed to apply solely to overt in-
telligence activities unless otherwise specified.

a3
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ANNEX 12
NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 6
.. FOREIGN WIRELESS AND RADIO MONITORING

December 12, 1947

Pursuant to the provisions of Section 102 of the National Security Act of

1947, and for the purposes enunciated in paragraphs (d) and (e) thereof, the
Netional Security Council hereby authorizes and directs that:

1. The Director of Central Intelligence shall conduct all Federal
monitoring of foreign propaganda and Press broadcasts required for the
collection of intelligence information to meet the needs of all Depart-
ments and agencies in connection with the Nationsl Security.

2. The Director of Central Intelligence shall disseminate such in-

telligence information to the various Departments and Agencies which have
an authorized interest therein.

186 ) 1
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ANNEX 13

NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 7
DOMESTIC EXPLOITATION

: February 12, 1948

Pursuant to the provisions of Section 102 of the National Security Act of
1947, and for the purpose enunciated in paragraphs (d) and (e) thereof, the
National Security Council hereby authorizes and directs that:

1. The Central Intelligence Agency shall be responsible for the
exploitation, on a highly selective basis, within the United States of
business concerns, other non-governmental organizations and individuals
ag gources of foreign intelligence information.

2. To implement this wundertaking, the Central Intelligence Agency
shall:

a. Determine the foareign intelligence potential of sources so
that the best avallable may be selected expeditiously for exploita-
tion upon the receipt of collection requests from the intelligence

‘ agencies. For this purpose, CIA will maintain a central index of
| : non-governmental sources in the United States.

b. Establish uniform procedures and standards for security
clearance of all contacts in this field, and arrange such clearances.

€. Establish unifoarm procedures to insure that the interests
of organizations and individuals contacted will not be Jeopardized.

d. Collect through the establishment of field offices within
the United States, foreign intelligence information required in the
interests of the national security or by the individual intelligence
agencies.

e. Arrange for direct contact between intelligence agency
representatives and non-governmental sources within the United States
whenever conditions require such action or wupon the request of a

member agency to secure technical or other foreign intelligence
information.

f. Obtain the agreement of responeible policy-making officials
of American organizations having a foreign intelligence potential be-
fore establishing and maintaining contacts within that organization.

g. Inform the intelligence egencies of the prospective depar-
ture from or return to the United States of selected American citi-
zens having a high foreign intelligence potential, so that the agen-

cies may furnish requirements or provide specialists for briefing or
interrogation.

187
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h. Disseminate to the appropriate agencies all foreign in-
telligence information obtained through this program..-- Reports pro-
duced by the agencies shall be identified as such, unless the origi-
nating agency stipulates to the contrary -

3. Further to implement this undertaking, the intelligence agen-
cies shall:

a. Assign to duty in the Central Intelligence Agency field
offices, if they so desire and within their capabilities, represent-
atives to serve their interests under the direction of the CIA man-
agers. Member agencies may, at their discretion, establish active
working liaison between their Regional Offices and CIA Field Offices.

b. Send directly to the Central Intelligence Agency for col-
lection all their requests for foreign intelligence information to
be obtained from non-govermmental sources within the United States.

c. Transmit to the Central Intelligence Agency for appropriate
dissemination full information and reports resulting from approved
direct contacts by agency representatives with non-governmental
sources, identifying such sources by CIA code number.

d. Obtain, to the maximum extent possible, from their depart-
ments and agencies the foreign intelligence information which the
departments and agencies have received as a by-product of the normal
relationshlip with business concerns and other non-governmental or-
ganlzations and individuals in the United States in connection with -
non-intelligence activities, and transmit to the maximm extent pos-
sible, the information tothe Central Intelligence Agency for editing

for source security and for appropriate dissemination.

e. Obtain, in so far as is practicable and within existing
security regulations, from their departments and agencles informstion
concerning business concerns and other non-goverrmental organiza-
tions and individuals in the United States having foreign intelli-
gence potential, which the department or agency possesses or sub-

sequently acquires,and make the information available to the Central
Intelligence Agency.

. f. Nominate representatives to serve on a committee , under
the chalrmanship of the Central Intelligence Agency, to meet periodi-

cally to consider mutual problems and interests in connection with
this program. ’ '

4. Further to implement this undertaking, the National Security
Resources Board and the camponents of the Military Establishment, other
than the componente represented on the IAC, shall furnish directly to the
CIA, to the maximum extent possible, all foreign intelligence information
which is received as ‘a by-product of their narmal relaticnship with busi-
ness concerns and other non-governmental arganizations and individuals in
the United States, in connection with non-intelligence activities.
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5. Nothing in this program shall be interpreted to affect the
established relationship of the Departments and Agencies with business
concerns, other non-governmental organizations, and individuals in the
United States for purposes other than the procurement of foreign intelli-
gence information. Nor shall it affect the normal interchange of docu-
ments between 1libraries of the departments and other libraries, or the

development of research projects with indlviduals or non-governmental
institutions.
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ANNEX 14
NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 8

BIOGRAPHICAL DATA ON FOREIGN ‘
SCIENTIFIC AND TECHNOLOGICAL PERSONALITIES

May 25, 1948

Pursuant to the provisions of Section 102 of the National Security Act
of 1947 and for the purpose enunciated in paragraph d(4) thereof, the primary
responsibility for the maintenance of Biographical Data on Forelign Scientific
and Technological Personalities is assigned to the Central Intelligence Agency.

1. To implement this undertaking, the following procedurés are
established:

&. Departmental intelligence agencies shall continue to collect,
analyze, and abstract biographicel data on forelgn scientific and
technological personalities in accordance with their needs.

b. Depertmental intelligence agencies shall forwerd to the
Central Intelligence Agency, in the manner most satisfactory to the
Department concerned, all bilographical date originating within their
respective Departments, or complete documentary references thereto y
on foreign scientific and technological personalities.

c. The Central Intelligence Agency shall codify end index all
such data received, including such date es may be received from all

_ -8ources, and shall incorporate the actual material received in its
B files.

4. All biographical data on foreign scientific and technologicsl
personalities maintained by the .Central Intelligence Agency shall be
readlly available to the participating. Departments and Agencies.

19¢
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<(\* : ANNEX 15
NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO 9
\\ COMMUNICATIONS INTELLIGENCE /,/"/
/
N \\\ July 1, 1948

* Pursuant to the provisions of Section 101 and Section 102 of the National
Security Act of \1947 [, ‘the National Security Council /hereby authorizes and

directs that: N ,

/

1. There 1is hereby established under the/Nationa.l Security Council
.the United States\Connnunications Intelligence Boa.rd (hereinafter referred
to as the "Board") to\effect the authoritative/ coordination of Communica-

ilons Intelligence a.ctivities of the Government and to advise the Director
of Central Intelligence in those matters in the field of Communications
Intelligence for which he\is responsible. ./ : '
/

2. The Board will be composed/otf not to exceed two members from each
of the following Depa.rtments or Agencies The Departments of State, the
Arny, the Navy, and the Alr. Force , /and the Central Intelligence Agency.
Only those Departments or Agencies ‘designated by the President are author-
ized to engage in Communications Intelligence activities..

3. The Board members will be\vested with authority +to represent
thelr respective Depa.rtments ‘or Agencies in the field of Communications
Intelligence and each member Department\or Agency will be represented at
each meeting by at least one member, or alternate, with the necessary
powers to act. ) \ \

4. Decisions 6f the Board will be basged ' on the principle of unanimity,
which shall be aprerequisite for matters within the purview of the Board,
except that the Chairman shall be elected by ma,jority vote. When deci-
slon cannot be.reached, the Board will promptly refer the matter for reso-
lution to the'National Security Council; provided\tha.t when unanimity is
not obtained among the Department heads of the National .Military Estab-
lishment, the Board shall present the problem to\the\Secretary of Defense
before preeenting it to the National Security Council)

5. Decisions and policies promulgated by the Board within the gcope
of its/Jurisdiction shall be applicable to all Departments and Agencies
represen‘ted on or subordinate to the Natiopnal Security Council and any
others / designated by the President, and shall be 1molemented by those
Depa.rtments and Agencies of which action is required. N

/6 The speclal nature of Commnications Intelligence activities
requires that they be treated in all respects as being outside\the frame-
vork of other or general intelligence activities. Orders, directives,

: policies > or recommendations of any authority of the Executive\ Branch

. relating to the collection, production, security,handling, disseminaf{on,
CONFIETIL 191
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/
or utilization of intelligence, and/or classified material, shall not be
applicable to Communications Intelligence -activities, unless specifically

gso-stated and issued by competent departmental or agency authority rep-
resented on the Board.
AN

/

T. The Board shall act for the National Security Council’éo insure
proper and’ full implementation of Council directives by issuing such
supplementary\directives as may be required. Such hnplementing directives
in which the Board concurs unanimously shall be issued to and implemented
by the member - Departments and Agencles. When disagreempnt arises in the
Board upon such" directive, the proposed directive, together with state-
ment of nonconcurrence, shall be forwarded to the National Security
Council for decision as provided in paragraph 4.

- 8. Other National Security Council Intelligence Directives to the
Director of Central Intelligence and related implementing directives
issued by the Director of Central Intelligence shall be construed as non-

" applicable to Communications Intelligence activities under the authority
of paragraph 6 above, unless the National Security Council has made its
directive specifically applicable to- Communications Intelligence.

9. The Board will perform such functions as may be required to i
accomplish 1its objective set forth in paragraph 1 above, and in the

exercise of responsibilities and.authority delegated to it by the National
Becurity Council in this directive.

10. The Board shall léave the inter;:}\administration and operation

of Communications Intelligence activities to the member Departments or
Agencies. . / \\

11. All currently effective decisions, policies, and operating
arrangements of the Board and its predecessors, ‘the Army-Navy Communica-
tions Intelligence Board, and the State-Army-Navy Communications Intelli-
gence Board, as previously constituted, which are not in conflict with

this directive, will remain in full force and effect unless changed by
subsequent decisions of the Board.

s

12. Definitions. For purposes of thie directive the following defi-
nitions apply: A

‘a. "Foreign communications" include all telecommunications and
related materials (except Foreign Press and Propaganda Broadcasts) of
the goverument and/or their nationals or of any military, air, or
naval force, faction, party, department, agency, or bureau of a
foreign country, or of any person or persons acting or purporting to
" adt therefor; they shall include all other telecommmications and re-
léated material - of y -to,-and from.a foreign country -which may contain
information of military, political, scientific or economic value.

/

' b. "Communications Intelligence" is intelligence produced by
the study of foreign communications. Intelligence based in whole or
in part on Communications Intelligence aources shall be considerszd

_ [o
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asc?mmu?ications Intelligence as pertains to the authority and respbh~
8ibility of the United States Communications Intelligence Board.

’

c. "Communications Intelligence activities" comprise all procs
esses involved in the collection for intelligence purposes, of forcign
communicationsg the production of information from such communications
the dissemination of that information, and the control - of the proi
tection of that information and the security of its sources.

e
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