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The Committeg's rerort is an admirsble effort to dire:t the
Central Intellireénce Arency to fundamentals and is a genuinely
congtructive sffort to improve the production of intelligeice on
which the policy of the United States should be based. Tie observa-
tions of the Committee atre, in peneral, accurate, and it: objectives
are sound; its conclusions, however, are, in many reapec:s, faultiy,

and the recommendations for their attainment are, in.mary cases,

impracticable.

fhe larger part of the Report is concerned with ths amount of
coordination exercised by the Central Intelligence Agersy in regard
to the other intelligence activities of the Govermment. It is
realized that an optimum edordinatioﬁ has not yet been reached;
however, not only a start, but considerable progress slong the path
of comrlete coordination has been attained. No gaps ‘emain even
thourh all duplication has not yet been abolished. (mn this subject
of coordination, I am sure the members of the Nationil Security Couneil
realize the difficulties encountered; particularly, those members
having to do with the unification of the Armed Serv’ces. A comparable
problem has confronted the Central Intellisence Asency with the added

obstacle that one additional department is involred.

The Committee states (page 5): "---coordination can moat

affactively be achieved by mutual agreement among the various arenciesa.”

There is no question as to the validity of thit statement. However, to

achieve coordinastion in such a manner, compromises of wording,

emphasis, =te., have to be accepted.- For example, three months were
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required to secure agreement on most of the present NSCID's, while it
required one year to resolve the differences between the Alr Force

and the Navy on one NSCID.

The Committes begins 1ts dlscusslons on coordination with the
above-mentioned declaration, but, in numerous oases thereafter,
throughout the Renort, the element of "direetion" in coordination ia
intimated and even stressed. This plement of "direction" has usually
been entirely unaccertable to .the intereafed agencies. Further, the
Director of Central Intelligence, per se, has no authority to enforce
coordination, and, indeed, the Committee (rage 41) recognizes this
when it says, "The Act does not give the Central Intelligence Agency
independent auﬁhority to coordinate intelligence activities." TYet
many of the Committee's recommendations hinge upon having such
authority, and msny of the alleged shortcomings are due to this lack
of authority. The phrase, "such procsdure would violate the chain
of command," was repeated over and over again in the discussions during

the drawing-up of the present NSCID's.

In view of this lack of explicit authority, in view of the
progress made in the relatiﬁely short time this activity has been in
operation, and in view of the progress already made in coordination
by mutual agreement, .it is considered that in not too long a period
the continued augmentation of such a program will mors than justify

any delays incurred.

A second alleged shortcoming is-that the Central Intelligence

Agency is "overadministered in the sense that administrative
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cenditions have been allowed to guide and; on occasion, even control
intelligence policy, to the detriment of the latter.® The adminis-
tration of the Central Intellipence Agency has been devaloped on

the following pattern:

(1) Budget, personnel, and other support services are
easential to any operation, and are centralized to serve all

components of the Agency.

{2) Control procedures are festricted to keeping within
the budget requirements; insuring that illegal transactions
ars not permitted, avoiding waste and duplication in expendi-
tures, and maintaining certalin standards required by sedurity,
the Civil Service Commiseion, the Bureau of the Budget, and the
General Accounting Office. No agency, ragérdless of its nature;
and most emphatically ome that handles confidential governmént

funda, can possibly avoid such controls.

Administraticn has advised on policy matters and should continue
to do so, particulerly,in the determination of the ability to support
operational propoéals ana in the achievement of greater efficiency with
the means available for operations. Administration has no voice in
determining the‘substance of operational direction, guidance; and

rroduction, nor should it ever have,

. There 1s & never;ending arpunent on the merits of administration
versus operations. The operating people would like to be given a

lump sum for their operations and comﬁlete latitude with regard %o

\

Approved For Release 2003/05/08 : CIA-RDP86B00269R000500030002-1
TOP SECRET



TOP SECRET
Approved For Release 2003/05/08 : CIA-RDP86B00269R000500030002-1

numbers znd grades of personnel, travel authorities, new proj]ects,
etc, The results of such action, without controls, is obvious--
chaog--and, again, it simply cannot be done where government funds

are involved,

The Committee further declares: "Administrative arrangementes

- which do not at first aprear to be efficlent or economical mey be

necessary in the Central Intelligence Agency. Personnel requircments
for certain types of work cannot conform to normal civil service

standards, and the demands of security often impose specisl and

unusual procedures. This situation must be understood not only by

those responsible for the internal organization. of the Central

Intellicence Agency but also by Congress and the Bureau of the

Budget." --~ "The centralization of all administration in one office
is undesirabie aince secret operations réquire thelr own separate

administration.®

The Committee's report seems to indicate undue emphasis and
alarm in connection with complete'autonbmy for covert components of
the Ceutral.Intelligence Agency. There has to be an umplre some place,
and no one, directly responasible Pof operationa, should be his own

final suthority and judee in the utilization of funds and personncl.

Security is adequately served through the physical segregation
of covert administrative branches and the establishment of direct
channelas, both to the covert operational officials and to %he

resronsible administrator who is the third senior official in the
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Agency. Covert and overt support activities are not 1nterm1ngled;
but a single administrative chief over each phase insures adequate
mutual support and minimizes duplication. The Central Intelligence
Agenocy saved over sixty positions by the new organizational approach
and so far has had few complaints. From a strictly security point
of view, there will be better security than before because of not

pointing up autonomous separste support functions in a single agency.

It is 8]l very well for a group with no‘feaponsibilities or
- authority to state that both Congress and the Bureau of the Budget
must understand that the Gen@ral Intelligence Agency must be given,
in effect, a blank check and a free hand. In practice, the Central
Intelligence Agency must justify its demands with some reason and logic
and must‘reassure both of those bodies that the Central Intelligence
Agency is, at least, somewhat careful with goverrment funds and does

its best to pguand apainst waste and fraud.

Another Committee comment is: ®Many able persons have left the
organization and few qualified ones have been attracted to it. On
the higher levels, quality is uneven, and there are few persons who

are outstanding in intelligence work."

The above siatement seems to be totally unwarranted, as well
as to have no actusl basis in fact. Out of 267 employees in the
three top srades (P-6 to P-8 and CAF-13 to CAF-15, both inclusive),
20 empleyees have left, not all of them voluntarily. The following

table shows this turnover.
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Losses of CIA Persomnel in Top Three Grades in Calendar Year 1948

1.

2.

3.

4.,

9.

Reaigned due to extended illness and
physical inability to return to work.

Death.

Requested by CIA to resign (not competent
to perform duties adequately-~would not
conform to CIA policies--not competent
to handle the job).

Resigned due to NSC action requiring a
State Department nominee to rerlace
him (OPC).

Resigned due to difficulties in securing
essential special security clearances and
dissatisfaction over lack of oprortunity for
personal publicity. (Replacement has been
obtained who is much better qualified.) (0SI)

Resigned to accept other positions and aince
replaced by better qualified persomnel.
(This group comprised of employees whose
work was adequate but not exceptional. In
each case CIA was pleased to accept the
resignation,)

Resigned to accept oprortunitiea in either
govermment or private business not immedi-
ately available in CIA.

Resigned to accept aprointment as Foreign
Service Officer.

Resipgned to accept military commission.

1l

3

(P-8)

.(GAF-13)

(1, p-B)

(1, P-7)

(1, CAP-13)

(p-8)

{P-8)

(2, P'7)
(6, P-6)

(P-7)

(P-6)

(P-6)
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For the calendar year 1948, the turnover in the Central
Intelligence Agency for all personnel, for all causes--death,
slckness, maternity leave, and all other voluntary or involuntary
separations-~has averapged 1.6% per month. This is a considerably

lower rate than for most other govermment agencies.

- The chérge that there are few persons outstanding in intelli-
gence work is ano%her general one and is difficult to sustain, If
is admittedly difficult te establish an absolute critérion as to
ability, but, if scholarship and exporience do hdave some bearing,
the following tables will demonstrate that the Central Intelligence

Agency is not totally devoid of capable people.
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CIA - Qualifications of Professional Person
ZAs of September 1948)

College ' 95%
No Defree ég‘é
I "
IT Degreces 30%
1T » 11%

Foreion Languare

1 93%
13 68%
I1IT or more 30%
Military Service ~ 60%

Intelligence Exporience

I year : ‘ S 91%
11 years 76%
ITI " or more 61%

Related Experience

I year - 95%
IT years 88%
IIT " or more - 79%

Residence, Foreign

1 year Li%

II years . 37%

IIT " or more 27%

Foreign Travel 55%
Sex

Male ’ ‘ . ' 70%

Female - _ 30%
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- College ' 4
No Degree 11%

X n 38%

I1 Degraes ‘ 27%

11X " 14%

Foreiegn Lanpugge

I 95%

II ' 71%

ITII or more 23%

Military Service 58,

Intelli Experienc

I year 98%

IT years 84%

ITI " or more 704
Related Experience

I year 98¢

11 years ' 93%

TII " or more 86t

Residence, Foreigm

I year " 46%

II years 39%
ITI " or more 29%
Foreign Travel 55%
Sex

Male , 67%

Female } 33%
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Another error, states the Report, is "The placing in key
poaitions of a large percentage of military personnel, many of them
on relatively short !'tour of duty' assignment, tends to discourage
competent civilian personnel from looking to employment in the

Central Intelligence Agency as a carser."

Omitting the post of Director, which is considered in another
part of the Report, there is only one--out of six--Assistant Directors
who 1s a military man., PFour--out of six--Deputy Asslstant Directors
are from the military services, but, considering the fact that the
military services are both the greatest suppliers and the greatest
customers, this does not appear unreascnable. The overall figure
is 58 military personnel, or less than 2% of the total number of

employnes in the Central Intelligence Agency.

- The above Committee statement seems somewhat inconsistent with
recomnendations in other parts of the Report which urge the assign-

ment of military personnel to various branches of the organization.

Budget

On page 33 of the Report is the statement: "Both Congress and
the Bureau of the Budget have refrained from examining im detail the
internal workihgs of the Central Intelligence Agency in order to
determine thé justification for the budget." This statement is only
partially correct as, while Congress, sc far, has not inqnired into
detall, the details have been gone over in the Bureau of the Budget

by an official who has full security. clearance. It was at the
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insiatence of the Bureau of the Budget that a centralized

administrative staff was set up.

Security

The Committee recognizes the need for security, %---in the
Central Intelligence Agency which has unfortunately become
publicized ms a secrat inteiligenoe organization.® The Central
Intellirence Agency concurs completely in this, and the publiciiy

received has neither been gought nor encouraged, but has been

actively discouraged.

Urnder the existing conditions of press and radio, it would be practi-
cally impossible to conceal completely, desirable as it undoubtedly
would be, activities of the Central Intelligence Agency. The more
practicable manner, which has been adopted, is to conceal the covert
seations by allowing the overt sections to serve as a "lightning rod"

and draw off attention from the clandestine activities.

Concise comments on the individua%ififjiifiifi-ii? recommendatig;;j:>
of the Committee follow3: _ —

Chaypter II, page 27.

n(1) Section 102 of the Natiomal Security Act of 1947
establishes g framework for a sound intelligence system and
no amendments to thlis Section of the Act are deemed necessary
at this time," '

Concur,
11
Approved For Release 2003/05/08 : CIA-RDP86B00269R000500030002-1
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ingiatence of the Bureau of the Budget that a centralized

administrative staff was set up.
Secur:

The Committee recognizes the need for security, "e--in tha
Central Intelligence Agency which has unfortunately become
rublicized as a secret intelligence organization.® The Central
Intelligence Agemcy concurs completely in this, and the publiciiy

received has neither been sought nor encouraged, but has been

actively discouraged.

Uﬁder the existing conditions of press and radio, 1t would be practi-
cally impossible to conceal completely, desirable as it undoubtedly
would be, activities of the Central-Intelligenoe Agency. Ths more
practicable manner, which has been adopted, is to conceal the covert
sectiona by allowing the overt sections to serve as a "lightning rod"

and draw off attention from the clandestine activities.

Concise comments on the individual conclusions and recommendations

of the Committes follow:

Chapter II, page_27.

1(1) Section 102 of the National Security Act of 1947
establishes a framework for a sound intelligence system and
no amendments to this Saection of the Act are deemed necessary
at this time,"

Concur,

Approved For Release 2003/05/08 : CIA-RDP86B00269R000500030002-1
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"(2) The Central Intelligence Agency is properly placed
in our govermmental structure under the National Security
Couneil."

Concur,

®(3) The Central Intelligence Agency should he empowered
and encouraged to establish through its Director closer
liaiszon with the two members of the Natlonal Securlity Council
on whom it chiefly depends, namely, the Secretaries of State
and Defense,"

Concur. Although an effective liaison already exists,

closer relationa will be established.

Chepter ITI, page 38.

"(1) The centralization of all administration in one
office is undesirable since secret operations require their
own separate adminlstration.”

The Central Intellipence Agency is on the horms of>a
dilemma in this problem. Until a few months ago, separate
administrations were rrovided for secret operations. Then,
the Fberstadt Report recommended a decrease in the administra-~
tive overhead, and the Bureau of the Budget required that
administrative duplication be eliminated. So, a centralized
administration was inatituted., Either type of organization,
it has been demonstrated, will work.

"(2) The present arrangements for handling the difficult
budgetary questions 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.®

Conecur,

Approved For Release 2003/05/08 : CIA-RDP86B00269R000500030002-1
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"(3) To assist the Director in carrying out his statutory
duty of protecting intelligence sources and methods he should
in cases where the disclosure of secret information is sought
from him and he has doubt as to whether he should comrly, refer
the question to the National Security Council in order that
it may determine whether or not disclosure is ir the public
interest."

Conecur.

#(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 unfortunate trend where it finds
itself advertised almost exelusively as a secret service organi-
zation. In this way 1t can help to cover up rather than to
uncover the secret op-rations entrusted to it."

Concur.

.

"(5) The placing in key positions of a large percentage of
" military personnel, many of them on relatively short !'tour of
duty' agsipgnment, tends to discourage competent civilian
personnel from looking to employment in the Central Intelligence
Arency as a career."

Do not concur. -Omitting the post of Director, which is
considered in another part of the Rerort, there is only one--
out of six--Asglistant MNirector who i3 a military man. Four-——
out of sik--Deputy Assistant Directors are from the military
services, but, considering the fact that the military services

_nn.-x\y

are both the greatest suppliers and the greatest customers,
this does not appear unreasonable. The overall figure is 58
military personnel, or less than 2% of the total number of

enprloyees in the Central Intelligence Arency.
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The above Committee statement seems somewhat inconsistent
with recommendations in other parts of the Report which urge
the assigmment of military personnel to vaflous branches of

the organization.

Chapter IV, papge 63.

n(1) The responsibility of the Central Intelligence Agency
under the National Security Act with respect to the coordination
of intellipence activities, which 1s one of the most important
ones assigned to the Central Intelligence Agency, has not been
fully discharged."

Concur in the importance of coordination. Such coordination,
as the Committee points out, must be achieved by mutual agreement;
and, although a complete answer has not yet been made, progreas
has been continuing along the desired course., Lacking explicit
authority, coordination cannot be imposed, and, even where such
authority might exist, its exercise might be undesirable because
of the tensiomsand resentments that would be set up. Coordination
by agreement should be continued and should be accelerated by |
rlacing into effect the practicable recommendations in the Report.

#(2) One of the important areas where more active efforts
at coordination are needed is the field of scientific intelligence.”

Concur. T}}is has been provided for with the sstablishment
of the Office of Scientific Intelligence,

#(3) Another important area is that of domestic intelligence
and counterintelligence insofar as they relate to the national

security. To improve coordination in this area and between it
and the entire intelligence field, we recommend that the

Approved For Release 2003/05/08 : CIA-RDP86B00269R000500030002-1 14
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Federal Bureau of Investigation should be made a member of
the Intelligence Advisory Committee."

Redationships in thia field between the Central Intelli~-
gence Agency and the Federal Bureau of Investigation have
grown steadily in acope and in closeness duting the rast year.
There is no objectidn whatsoever to the Federal Bureau of
Invéstigation becoming a part of the Intelligence Advisorj
Committee, but it should be polnted out that the present
charter of the Intelligence Advisory Committee permits invi-
'tation to Intelligence Advigory Committee meetings of aggnciea
in addition to the permanent members, when the subject matter
to be discussed is of interest to additional apencies. This
seems to be adequate. The Federal Bureau of Investigation
wasg 1nvitéd to meetings of the Intellipgence Advisory Board,
but in 1946 discontinued attending these meetings. It is
thought that the Federsal Bureau of Investigation would not now
care to join the Intelligence Advisory Committee as a permanent

. member, but I shall be glad to invite the Federal Bureau of
Investigation to participate on a permanent basis if the
National Security Council apprroves this recommendation in the
Report.,

"(4) The Director of Central Intelligence should Le made
permanent chairman of the United States Communicaticas Intelligence
Board." .

Do not concur, Heving membership on the United States

Communications Intelligence Board, where procedures must be

Approved For Release 2003/05/08 : CIA-RDP86B00269R000500030002-1 15
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adopted unanimously, seems to be sufficient.

"(5) The Intelligence Advisorv Committes is soundly
conceived, but it should participate more actively with the
Director of Central Intelligence in the continuing coordination
of intelligence activities."

Coneur. The Intelligence Advisory Committee is now meéting
regularly, at more frequent intervals, both for the purposes of
coordination and for the jolnt preparation of estimates, for
briefings and presentations to the Secretary of Defense, Committess
of Congress (including the Joint Committee on Atomic Fnergy), and
the National Security Council. Increased use of the Intelligence
Advigory Gommitfee for the continuing coordination of intelligence
activities will be carried out.

7(6) The Intelligence Advisory Committee should consist of
the Director of Central Intelligence and representatives of
the Departments of State, Army, Navy, and Air Force, and the

Federal Bureau of Investigation. Other departments and agencies
would sit as ad hoc members when arpropriate."

¢

Do not concur. There is no objection to the participation
of the Federal Bureau of Investigation as a member of the
© Intellipence Advisory Committee, but it 1s believed that much
benefit 1s obtained by the presence of representatives of the
Atomic Energy Commission and the Joint Intelligence Group as
permanent members. There seems to be no valid reason for
dropping these latter two members. The Atomic Energy Commissionm

is particularly desirous of maintaining this relationship,

4
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"(7) The Interdepartmental Coordinsting and Planning Staff
ghould be reconstituted as a staff responsible only to the
Director of Central Intellipgence, with the task of developing
plans for the coordination of intelligence activities.®

Concur. This is its present organization and its present

task. -

"(2) The resronsibilities of the Office of Collection and
Disseminstion with respect to the coordination of collection
requirenents and requests and the disseminstion of intelligence
should be carried out under the new Coordination NDivision. This
is subject to future determination of the extent to which
individual Offices may conduct their own dissemination.”

Do not concur. See recommended organization at the end

of these comments.

Chapter V, page 81.

"(1) In the Central Intelligence Agency there has been
confusion between the responsibility of producing coordinated
national intelligence estimates and responsibility for
miscellaneous research snd reporting activities.®

This is a broad stetement that needs qualification. Both
types of activiiies may have been performed, but there has been
no confusion between them, and both were found to be necessary.
It is believed that what the Committes describes as "confusionn
has resulted from the Central Intelligence Agency's recognition
of its threefold responsibilities as the producer of national
intelligence estimates, as the intelligence facllity of the

National Security Council, and as the agency responsible for

performing services of common concern. The Committee has failed

Approved For Release 2003/05/08 : CIA-RDP86B00269R000500030002-1
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to recegnize the gap that existe between the Central Intelligence
Apency's explicit responsibllities, as sel forth in NSCID #3,

and the Central Intelligence Agensy's implicit responsibilities
as the intelligence fecility of the National Security Councii.
Morecver, NSCID #3 is so rigid with respect to the Central
Intellirence Agency“; prﬁduction reaponsibilities and so flexibls
with respect to those of the departmental intelligence agencies
that its usefuinesa ae a working document is seriously impezired.
The Committee's conclusion 1s made on the basis of & dangerousliy
limited view of the Central Intelligence Agency's responsibilities
for intelligence productionq Such responsibilities should be
considered not solely im terms of the production of "goordinated

nstional intellicence estimates" .and "intelligence in fields of

sommorn:_interegt” bul also in terms of the Central Intelligence
Agency’s role as the intelligence feeility of the President,
the National 3ecurity Council, and such agencids as may be

desizaated by then.

The Central Intelligence Agency's intelligence production
resyonsibilities should include the following, and NSCID #1

and NSCID #3 should he modified accordingly to include a revised

e

an?{more;ppropriate(éé%initidn ,f national inte%}{ggééé{i)
\:;;%-mlij\fTﬁ"ﬁFSEﬁEE’ihieiligence required to reduce
vo a minimum the elément of surprise in foreign situations
and develorments which affect United States national

security.
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(2) To produce coordinated intelligence estimates
required for national planning, policy, and operational
declaions,

(3) To produce 1ﬁtelligence required to support
those agencies designated by the National Security
Gouneil to receive it.

(4) To produce intelligence in fields of aommon
interest to the Central Intelligence Agency and the
derartmental intelligence agencies, including economic
and scientific intelligence.

(5) To produce intelligence required for Central
Intelligence Agency estimates not normal to any

departmental responsibilities.

(It should be noted that peragraph (2) abbve is the only category
of ihtelligence which conformeg to the definition of national
intelligence in NSCID #3.)

7{2) The rrovisions of the National Security Act for
the production of national intelligence estimates, as inter-
preted by the National Security Council Intelligence Directives,
are sound but have not been effectively carried out.®

Concur in the assertion that the provisions of the National
Security Aet for phe rroduction of national intelligence estimates
are gound, but, after almost a year's experience, believe that
NSCID #1 and NSCID #3 should be revised for the reasons cited

immediately above and for the following reasons:
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(lj The directives do not provide for adequate
treatmert of the matter of priority within the departmental
intelligence agencles with respect to their suprort of the
Central Intelligence Agency. Consequently, the Central
Intelligence Agency is unable to make optimum use of
departmental intelligence and cannot depend upon timely
departmental action in meeting Central Intelligence Agency
commitments and deadlines.

(2) The directives do not adequately allocate
rroduction responsibilities and do not defina‘ inteliigence
fields of commoﬁ congern.
®*{3) There should be created in the Central Intelligence

Agency a smail Estimates Division which would draw upon and

review the spscialized intelligence produet of the departmentel
agencies 1n order to prepare coordirated national intelligence

estimates.?

The Rerort is vague conecerning the details of thé proposed
reorganization, and, therefore, opinion is divided on the
necesaity or desirability'of a4 drastie internal reorganization
now, Xowever, if the Committee's recommendation means that the
fstimates Division i3 to be large enough to provide its own
relatively high level rgsearch suprort, the recommendation is
workable and misht result in simplificstion of the process of
rroducing estimates. The problem of a greater duplication of
effort, than now exists, immediately arises. It is believed,
therefors, that this recommendation is premature and should be

considered only after z revision of NSCID #1 and NSCID #3,
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n(4) Under the leadership of the Director of Central
Intelligence, these estimates should be submitted for discussion
and approval by the reconstituted Intelligence Advisory Committee
whose members should assume collective responsibility for them."

u(5) Provision should be made in these arrangemerits for the
hendiing of crisis situations when coordinated estimetes are
required without delay."

"(6) Coordinated intelligence estimates preduced in this
way must, in order to be effective, be recognized as the uost
authoritative estimates available to the policy makers.”

t

These three recommendations have been considered together
ag parts of the same problem. The Central Intelligenée Agency

cannot agree with the view that members of thgwlntelligence

Advisory Committee should assume“pcllective responsibiliff:ror
Central Intelllgence Agency estiﬁates, It is considé;égwthat the
main question is what sort of estimates should emerge from the
national intelligence structure. Those who developed the original
concept of a centrsl intelligence group had cleafly in mind the
ever-rresent factor of departmental blas as well as the short-
conings of joint intelligence, which often produces estimates

so watered down in the process of reaching agreemént as to be
valueless. The Central Intelligence Agency estimates can be free
from'such faults only if they are rroduced with full cognizapce
of departmental views but without subservience‘to departmental
prejudices. Intelligence Advisory Committee review of the
ngtral Intelligence Agency drafts should undertake to eliminate

minor or apparent differences but not to gloss over divergences

of informed opinion. The resultant estimate must be essentially
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that of the Central Intelligence Agency and not that of the /?/

Intelligencs Advisory Committee collectively. Any statements

of @t should be 11mit§%>to substantial and well-defined
lasues, as the directives n§w provide. Moreover, these
directives should be further modified to restrict dissent %o
the field of responsibility of the diasenting agency. (For
example, the Office of Naval Intelligence has sn interest ina
political matters but 1= not respongible for estimates in tnat
field, and the Central Intelligence Agency should not be required
to publish a dissent by the Office of Naval Intelligence on purely
rolitical matters if the State Departmeht concurs in the Central
Intellipence Agency position.) The loglic of this contention is
sinply that, Just as a dissenting member of the Intelligence
Advisory Committee cannot be expected to share in the respsnsibility
for a Central Intelligence Agency estimate in which he dissents,
80, br extenslon, the Central Intelligence Agency has sole
responsibllity for its estimates, even when Intelligence '
Advisory Committee coneurrence is complets, and does not share

| this responsibility collectively with the members of the
Intellipence Advisory Committee. Concurrence should fortlfy the
estimate; it should not create an artificial resronsibility.
The Report does not reflecf a clear understanding of this vital
aspect of the coordination theory. To the Committee, "national®
intelligence is merely "coordinated" intellipence, and coordinated
intelligence is joint intelligence, at the mercy of departmental

bilas,
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Although the Report favors the method of prepering drafts
in an ad hoc comfiittes, experience shows that thias praceduré
is time-consuming and inefficlent. The Central Intelligence Agency
believaea that<coordinatioﬁ nrocedures will be effective only if

its égé:bstimatas personnel produce the initial draft as a basis

for discussion with a permanent, full-time, substantively
éompetent Intelligence Advisory Committee sub;committee, prior
to the submittal of the estimates to the Director for Intelligence

Advisory Committee action.

. e T T "'“""““""-—-—-\1
There must be effective means for handling:friais situationafJB
In the past, an informal procedure, which worked, was in effect.
This procedure is now in process of being formalized by agreed,

written understanding.

The Central Intelligence Agency's estimatesmusat earn their
distinction as the most authoritative intelligence available
to the policv makers., It is, howevef, recommended that the
National Security Council enjoin the policy makers to pive
the Central Intelligence Agency such puidance in matters
pertaining to national poliey thdﬁ Central Intelligence Agency

support will be more directly responsive to their needs.

- Chagter;gl, page 91

"(1) In addition to the Eatimates Division recommended in
the previous Chapter, there should be created out of the present
Office of Rerorts and Estimates a Research and Reports Division
to accomplish central research in, and coordinated production of,
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intelligence in fields of common interest. The staff of this
Division should include sufficient representation from the
State Department and the Services to insure that thelr needa
are adequately met." '

_The Rerort is vague concerning the details of the proposed
reorganlization; and, therefore, opinion is divided on the
necessity or desirability of a drastic internal reorganization
now., However, i1f the Commlttee's recommendation means that the
Eatimates Division is to be large encugh to provide its own
relatively high level research support, the racommendation is
workable and might resultlin simplification of the process of
producing estimates. The problem of a greater duplication of
effort, than now exiats, immmediately arises. It is bhelieved,

therefore, that this recommendation is premuature and should be

considered only after a revision of NSCID #1 and NSCID #3.

Similarly, the proposed Research and Reports Division,
including a basic economic research unit as well as the preséht
Map Branch and such other facilities as might be determined to
belong there, could profitably operate apart from the
Estimates Division. It must be pointed out, however, that
these recommendations are made ﬁiﬁhin the framework of the
entire Report. It would be highly inadvisable to separate the
present Office of Reports and Estimates functions without
making surelthat corresronding changes will be brought about
in the functions and faeilities of the departmental intelligence

agencies, particularly in their relationships to the Central
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Intellirence Agency. It should be recognized that decentra~
lization of intelligence production responsibilities, as
recommended in the Report, necessarily involves substantial
rroblems of coordination, flow, routing, and priorities of
access to sburce materials, and raises the potentialtdanqer
of an even greater duplication of effort than now exists.
This proposal will be further discussed in the recommended
organization at the end of these comments. | /;9

cw/ )

"(2) The Coordination Division (reconslfituted Interdepart-
mental Coordinating and Planning Staff) should be given the
responsibility for studying the actual scope of the Research
and Reporte Division and for recommending those services of
common concern which should be performed centrally."

Concur, It 1s believed that the reconstituted Interdepar \
mentasl Coordinating and Planning Staff should determine what g%g?'" ?
revision of N3SCID #3 ia needed; in collaboration with the
Intelligence Advisory Committee Standing Committee and repre-

sentatives of the Office of Reports and Estimates., P

"(3) The propriety of the preparation by the Central
Intelligence Agency of essentially rolitical sunmmaries should
be reviewed, taking into consideration- the need for such

summaries, the exiastence of a number of duplicating summaries v ﬁ?i
and the particular capabilities of the individual departments Z{ )_g
to prepare them." £

The Central In*telligence Agency does not concur in this 1“%‘ﬁh.r

-

recommendation or its implications. In referring to the Central
Intelligence Agency current intelligence publications as

- "essentlally political summaries," the Report properly indicates

‘ ' 25
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that those publications are based to a considerable degree on
State Department materials. However, a major cause for this
preponderances of State Department materials is that Army, Navy,
and Air Force did'not until recently, as State does, make all
their highest level intelligence and operational materials

available to the Central Intelligence Agency. A strong National

Security Councll diggg&iyguzgmygguéred to remedy this situation.

Conccrning’ége problem af duplication, the Central Intéiligence
- Agency believes that such duplication is more apparent thap/
‘real, Each of the departmental agencies produces periodic
summaries which are designed for a specific audience, and no
ons Ef those publications could meet the needs of the other
audiences. (Even the State Departmént summaries are specialized;
they are diplomatic summaries fér readers with an intimate knowl-
edgé of diplomatié operations.) The Central Intelligence Agency
current intelligence publications are the only ones designed
primarily for the President and the National Security Council.
It is belleved that only the‘Central Intelligence Agency has the
rerspective and the freedom from bias necessary for proper

perforuance of this delicate and significant function.

The President and the/membera of the National Security
Counecil have repeatedly expressed their aprroval of the Central
Inﬁelligence Agency Daily and Weekly Summaries. Although the
Repert makes no specific recommendation concern{ng the Central

Intelligence Agency monthly "Review of the World Situation,”
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thea publication has been well received insofar as the Central
Intelligence Agency has been able to ascertain. ‘
"{4) The various reports, studiés and summaries which ares

not national intelligence or recognlized services of common
concern should be discontinued.”

’ 7 L ;
% HE)

Chapter VII, vage 104.

"(1) The Office of Nperations consists of three distinctive
activities, which represent useful and recognized functions in
their own field but have no particular relation to each other.™

Do not concur. These activities are closely bound by the
link that they sre the only Centrai Intelligence Agency activities
engaged In the overt collection of intelligence information. They
are alike in that each maintains "open" field offices, each
collects "raw" information from "open" sources, and each
provides services of common concern. These activities do not
perform research; analysis, or evaluation. Ali, by their taska,
musé admit openly to heing'part of the Central Intelligence

Agency. The three branches are further related, as follows:

STAT
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Concur. An agreement on procedures regarding this task
is now practically completed between the Central Intelligence
Agency, the Intelligence Advisory Committee apencies, and the
FederallBureau of Investigation.

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

Do not ooncur. The Foreign Documents Branch at presen’
operates under various inter-agency agr;ements, providing =
central exploitation service for captured documents and current
foreign publications, including books, periodicals, and the
daily press. The translation service of the Foreign Ducuménts
Branch, although established primarily for the Central Intelli-
gence Agency, ls extensively used by 8ll ﬁhe Intelligence
Advisory Commi ttee agencies, which have limited translation
facilities, especiaiiy for the Oriental and Near Eastern languages.
.That the Foreign DocﬁmenﬁaBranch'g work must "be performed in
close relationship to and under the constant puidance of the
consumer agencies" is concurred in. Since the Foreign Documents
Branch's main work is done gt the request of; and accordiﬁg to
the specific requirements of, the departmental intelligence
apgencies as well as those of the Central Intelligence Agency
(Office of Reports and Estimates, Office of Specisl Operations,
et~.), the guidance of the interssted sections or desks is
always available. The Branch at present operates centrally,

producing raw intelligence information in English from foreign
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lanpuage sources f{or wide dissemination. Closer intesration

of the Branch with research and evaluati&n sectiona of the
Central Intelligence Agency would bensfit the latter, but would
tend to cut the operation off from the Intelligence Advisory
Committee consuners. It may be noted that this Branch was once
a part of the curren£ Office of Reports and Estimates, and this
subordination was found impractical. Under such direction, the
operation tends to become an adjunct to Central Intelligence
Agency research projects, rather than a collsction service
which frovides large quantities of foreign Information in a
useable form, not only to all the intelligence agencles, but to
other parts of the military establishment, such ss the Research

STAT

and Development Board, the technical services, ete.

Approved For Release 2003/05/08 : CIA-RDP86B00269R000500030002-1 32
TOP SECRET



STAT Approved For Release 2003/05/08 : CIA-RDP86B00269R000500030002-1

Approved For Release 2003/05/08 : CIA-RDP86B00269R000500030002-1



{ . ;,1«»'&

TOP SECRET VY
Approved For Release 2003/05/08 : CIA-RDP86B00269R0005000 };1_,, el |

e

e \ £,

Chapter VIII, page 129.

25X1

In this connection, the Office of Spécial Operations and
the Office of Policy Coordination were formerly integrated and
combined into one office during the period when NSC 4-A was in
effect. NSC 10/2 states explicitly that the Office of Policy
Coordination shall be autonomous in the Central Intelligence
Agency.

"(2) Covert intelligence mctivities conducted by the

Central Imtelligence Agency and other agencies in oeccupiled areas
should be reviewed in order to effect close coordination."

Concur., This is being carried out at the present time. 25X1

Concur. Thig, too, is being done on a continuing basis.

"(4) The Office of Special Operations {or the ncw Operations
Division) must give primary attention to the building up of a
corps of trained personnel for operations abroad."

Approved For Release 2003/05/08 : CIA-RDP86B00269R000500030002-1 _3"‘"
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Conéur. This is being done. It 1s not unprofitable <o
think of the Office of Special Operations career in terms of -
other profegsions, such as the law. In law, three years of
formal study constitutes merely a mental conditioning and the
acquiring of a rationale preparatory to its practice. The
career itself has developed into innumerable fields of speciali-
zation, However, it is within the power of legal experts to
Judge the competence of members of the profession since it haé
established standards. An examination of the plaintiff's and
defendant's briefs against the judge's opinion and legal
precedence permits an evaluation of rrofessional ability which
will at‘least find a gubstantial body of concurrence within
the profession. The Office of Special Operations is only
beginning to establish standards or a rqlative sense of values
in its own profession which enables competence to be recognized
universally within the intelligence profession. The 0ffice of
Special Operations training is developing in a sound manner since
it is formalizing a program of instruction based on case historles :
and field experience. This course of study is being continually
refined by the criticisms of incoming field persomnel who have
ralned new techniques and encountered special conditions which

25X1

require revisions in the training program.
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and closer 1liaison In this field should be established with
the Foderal Bureau of Investigation.”

Concur. This is being done. This continued implementation
will naturally result in a higher quality of counteresrionage
activity which will in turn directly influence the Central

Intelligence Agency rélationship with the Federal Buresu of

Investiration. I - 25X1

"(7) Relations with departmental acencies should be brought
closer, and the guidance which the Office of Speciaml Operations
receives from intelligence consumers should be strengthened.
This might be achieved by including representatives of the
Service azencles and the State Department in the Information
Control Section of the Office of Special Operations.”

Concur, It must be noted that this will increase the
number of military personnel employed in the Central Intelligence
Apency.

"(8) The Nirector should assure himself that the Office
of Special Operations is recelving adequate information on the
current and strategic intelligence needs of the Govermment.

This might be achieved by establishing closer relations with
the Secretaries of State and Defense."

Coneur.
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"{9) The Office of Special Operations should exercise
a greater measure of control over the dissemination of 1ts own
material."

Do not concur. This would again produce duplication which
has already been so sharyly criticigzed. Save for operational
matters, normal dissemination, subject to security safe-guards,
should be employed.

"(10) The Nuclear Energy Group should be moved from the
Office of Special Operations to the proposed Research and
Reports Division where it should be a part of the general
gelentific work.®

Concur. The Nuclear Energy Group has already been moved
to the O0ffice of Scientific Intelligehcen

"(11) The Office of Special Operations should have access
to communications intelligence to the full extent required for
guldance in directing its operations and for more effective
conduct of counter-esrionage."

Concur. This is being done. In this comnection, the
Committee's comment on page 126 appears a trifle gratuitous:
"Although, as pointed out elsewhere in this report (See Chapter
IV), we have not gone into this field, there appears to be some
question whether the Office of Special Operations now has
adequate and prompt access to this material.® The Office of
Speclal Operations 1s receiving sll information that is available

in this field. | '
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Chagter 1X, pape 134.

"(1) The clese relationship between covert intelligence
and covert operations and the faet that the latter is related
to Intelligence affecting the national security justifies the
prlacing of the Office of Policy Coordination within the
Central Intelligence Agency."

#(2) The Office of Policy Coordination stould be integrated
with the other covert Office of the Central Intelligence Avency,
namely, the Office of Special Operations, and with the

f the Office of Operations, and these three operations
should be under single over-all direction (Operations Division)
within the Central Intellipence Agency. "

Concur,l

In this connection, the Office of Policy Coordination and
the Office of Special Operations were formerly integrated and
combined into one office during the period when NSC 4=~A was in
effect. NSC 10/2 states explicitly that the O0ffice of FPolicy
Coordination shall be autonomous_in the Central Intelligence
Agency. To carry out the second recommendation above, NSG{lO/Z

will have to be revised.

Chapter X, page 138.

"1) The directing staff of the Central Intelligence Agency
has not demonstrated an adequate understanding of the mandate
of the organization or the ability to discharge that mandate
effectively."
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Do not eoncur, Had the Central Intelligente Agenoy been
constituted in & vasuum, where relations with vther ostablished
apencies nesd not have been taken 1ﬁto account, progress in
coordination, organization, and pfoduetion,might have been much
more rapid. Huwéver, the ielationahips and impagts between not
‘qnly the éther.inteiligenoe agentles, dut aled the adninistrative
agenciass of the Governmant-~the Bursau of the Budget, the General
Accounting Offica, the Civil Service Commission, etc,--had te be
adjusted and had to be lived with, Disamissing the thecretical
conditfons whish one might have liked to enjoy, end considering
the realistic conditions which have confronted the Central Iﬁtel-
Yigence Agency, 1t ls believed that much rregress along sound
1ines has been made, And, what is more gratifying, this tendency
1s Snecreaging in both seops and in the right direction,

"{2) Administrative orgenization and policies tend to
impede the carrying out of the essential intelligence functions
of the Csntral Intellligence Agency under the Act.!

Do not cancur, The develomment of our organivation and
funutiona,has been basedeen a policy cf'centralizatﬁon of specifie
reapensibilitiea in aingle offleces and the coordinated work of
the sf'fices ap & team, each concentrating in its ov,;n field and
looking to the others for support from other fielde, Only in this
nanney can we avoid the confusion, Guplieatien of effort,
ineffisiency, and major frictione which always attend a situation
vherein every component tries to be self-suffieient and attempts

to do the same things, at the same time, in the same sphere,
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and in oonatant uampetitiuﬁ. Our organizational policy has
resulted in the centralized groupings shown belaw:

(1) Researeh, svaluation and production, armd
soordination in these fields:
0ffice of Reports and Estimates (excspt sciencs)
Offlce of Seientif‘lo Intelligence |
{2 Colleetion and liaison controly diaaem:lnatiun,
1iaison service, and information service, and coordimation
in these fielda: |
Office of Collestion and Digsemination
(3) Overt fie}d collegtion:
Of'fice of Operatiocns
(4) Covert field sollegti¢n and cousteresplomuges
 0fftas of Speolal Operations
(5) Covert fleld operations:
Offti¢e of Poliay Coordination, .
(The last two funotiens which had bsen Integtated into one
covert office were Baparated as a result of a directive issued
by the National‘séuurity Counciig)
n(3) Gontinuity ‘of servioce is essential for the suocessful
carrying out bf the dutles of Direvtor of Central Intelligence.”
" Concur. Thia primeiple is obvious, and 2 lack of the
assurance of continuity works a hardship on both ths personnel
of the Central Intelligence &gencj' and ‘t,he quality of work

performed. Changes of Direvtors with the following changes of

Approved For Release 2003/05/08 : CIA-RDP86B00269R000500030002-1
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organization tend to make the Central Intelligence Ageney
employee feel uncertain and insecure in his job‘with coné
sequent harm to the qualfty and quantity of his cutput. This
was partiuurlarly notiooabla Yast Fall Just before election when

literally do?ena of rumors were extant in Washington that one of

the Committee members was to beecme Director of Central Intellie
gence a3 soon an the eleation was over,

"(4) As the best hope for continuity of servios and the
greatest aagurance of independence of astien a eivilian should
be Direstor of Centwal Intelligence. 1If & Service man is
aeleqted fer the post he should resign from aetive military
duﬁy *

This is & guestion that has arissn time and time again;
Perhaps the best discussion of this problem is that stated in
the report of the Cberatadt Committee which is quoted, as

folldwa:

"4 moot quéstian is whether the Directbf should be a
¢ivilian or a professional military mam. The argumént
1n'favor of a gervice man {s that He will eommsnd more

' confidenee fron the armed services uho ‘talk his languaga
and uill raspect his rosition and seaurity. with 2 mili~
tary men, the present pay scale will nét prove s deterrent.
The jeb could be developad into one of the top gtaff

assignments available to members of the three services.

"Againgt thie, it is sald that the pesition requires

a broader backeround and gréater versatility and diplomatie
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experienee than 1s usually feund in serviee personnel;

that the best qualifled and most competent offigera

would not aocept ﬁhe position 1f to d¢ so meant permament
retirement and an end of the road to impertant command or
operational responsibility. If a military man 13 assigned
te the position as a tour of duty, he will, 1t 1s said,
inevitably be influenced te some dogree, in the exsecution
of his dutdes, by his rank and status as compared with that
of other offieqrs.with vhom he deals, He may aleo be

influenced by c¢oncern for his next billet.

"Thé ﬁitncipal argum@ﬁt against a éivilian is the
diffioulty ef getting a good one. It wild Be difficult
to attraot a man of—fbrcé,‘raputatidn, integrity, and
proven administrative abiliﬁy who has an aéoquata knowledge
of foreign history and pciitica and ia familisr with intelli-
gencs teehnique and the working machinery of the Covernment
and the militery establichment. MNot only is the pay low in
oomparision to industry and the profesaions, but the revard
of sucoess is anonymity. fhe wisdom of putting an individual
- whe laﬁks,intelligence experience in charge aimply because
he is a cempetent administrator is dublous. A olvilien
would have the advantege of being free from taint of service
ambitione or rivalries. On the othér hand a uivilian wmay
be more subject to politieal pressure than a militéry man,

In certaln foreign countries this hus occurred. In any
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evend a oivilian would have to be a man 4f eommanding
reputaiidn and personality im order to seoure the
respect and eocoperaztion of thalsorv1ces. CIA's _
relations With ‘the Stats Department wwuld undoubtedly
_benafit fp@m the preaenaé of a eivilian dlrector, knownm
and respected by the 3ecretary of State and his |

ssgslstanta.

"The 1ntrinsio interest of the work, its pstentisl
influence én pbligy, and recOgnitidn of publie service
to Be performed might tombine to persuade a cﬁmpetent
sivilian t§ accepi the poaition. If so, his appointment
would seem desirable, A change in the statute that would

disquallfy a military man 1s not, however, redommended.

"Morsover it would not be uiaégiat this time at least,
to amend the statute to inc!ude'a mandatory requirement that
a military man, appointed as Direetor, must retires from
the service. A eompetent offlocr eould be persuaded to
retire from his service end sbandon his career to become
Diraator of CIA enly if he felt some assurance of &
ressenable temire of offlce. That no such assurance exists
today appea;s'frum the feet that threa different Directors
have baen appointed sinee January of 1946. A provision
requiring the ratirement from service of any commiasioned

offiter appointed Divector might eprropristely be included
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in the statute~1if soupled with the provisisn for
adequate retirement pay in<cese he is removed ag
~ Director,"

‘ghéﬂiélLﬁéauﬂﬂgﬁglﬁge

"(2) The Service intelligence agencies have manifosted
an inareassd interest in intelligence and an attitude conducive
to aacompllishing its effective coordination,”

Coneur,

*(2) In order to meet adequately their vital responsibilities
and maintain their proper position in the departmental strusture,
the Service intelligence agencles should be staffed with qualifted
- personnel who conoentrate in intellfpence over the major portion

of their eagreers." : -

Conour,

"(3) In accordance with a pregram of coordimation initiated
and gulded by the Central Intelligence Ageney, the Service -
intelligence sgencies should confine themselves prineipally te
those flelds of intellipence in which they have the primary - '
interest,” _ :

Conour,

*(4) A more active program of coordipation by the Central
Intelligence Agency would result in a higher degres of centra-
lization and coordination of intelligence preduction in fields
vhere the Services have a common interest."

Coneur,

*{5) There should be effective coordination between the
work of the Joint Intelllgence Commlitteé in the field of mili.
tery estimates and that of the Central Intelligence Agency and
Intelllgence Advisory Commitiee in the field of national
estimates.”
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Coneur,
Ghapter X1, pgee 161, -

(1) The St.ate Daparinneut. to which the Natisnal Seeurity
Council has assigned deminant Interest in the collegtion and
producilon of political, ocultural and sociologieal intelligenes,
should equlp itself m®re adequately to meet the Yegltimate
requirenents of the Ceniral Intelligense Agenay and of other
Goverrment intelligence agencies for suoh Intelligence."

Conour,

"(2) The specialized intelligencs staff in the State
Depaytment, the Research and Intelligance Staff, dees not now
have sufficient surrent knowledge of departmental operations
and polieisg t6 furnish, on behalf of ths Department, the
basic estimates which may be required by the Cenmiral Intelli-
génce Aganqy and tbe Serviee intellipgence agencleg,™

No comment,

*(3) The 1iaison between the State Department and the
Centrsl Intelligense Agency should be closer and put on a
continuing, effentive baeis.

Goneur, Authbrization ghould be granted the 0ffice ol

Reports and Estimates of the Central Intelligence Agency te ? i

‘maiﬁtam ef festive 'Iiaisdn with politics) and operatiunal levels | *'
in the State Degpartment in sddition to the 1lialaon presently
euthorizaed ‘_:ith tha Office of Intelligence ﬁeaearqh. It ins
particulerly important that the Office of Reﬁrte and Estinates

have affective working ralations with the State Department‘'s LUS
: . Q&vaﬁ‘ ‘? ;

Poliey Planning Staff in order to eoordinate intelligencs esle”

production requiremsnts. The Dt‘fi.ce of Reparts and Estimates‘ W *‘(“'i
' n‘»‘«’(’i-

Nevter”
CmmWWﬁ\
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intellicence production plens should be in phase with the
poligy planning of the State Department,

"{4) To meat the foregoing regquiremenmts, consideration
should be given by the Department to designating a high officer
of the Department, who has full aveess t0 operationsl and
rolicy matters, to act as intelligence officer. This officer,
with a small staff, should process requests for departmental
intelligence received from the Central Intelligence Agency and
other agencies and ses that legitimate requeasts are met through
the preparation of the requisite intelligence reporis or

eatimates by the appropriate departmentel offigers. He should
also act as continuing intelligence lialson officer with the
Central Intelligence Agency and the Service intellicence agencies.”

Concur, depending upon the pssition of the person selscted.
Unless the individusl is situated at a high policy level within

the State Depurtment, his designation would be meaningless, if
not detrimental.
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Central Intellisance eﬂgmx.mmmim\*
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e

P

Attached hereto are charts showing: (Enelosure A) the present
organization and funotions of the Central Intelligence Agenay;
(Enolesure B) aﬁ organization recommended by the Committea; and
(Znelosure C) an organization rqcommended by the Centrel Intelligence
Aganey. This latter recommended organization incotporatea those
recomnendations of the Committee'whieh ara believed to be practicable..

The chanpes in the functions of the varioua bodies are discussed
_-below in connestion with the organization (Enclesure C) regommended
by the Central Intelligende Agency:

Intelligence Advisory Committee - The Intelligence Advisory Committee
is Increaged by the addition of o
representative of the Federal Bureen

of Investigation as a member.

and Planning Staff , - \
and Planning Staff ie not placed in |

a Goordination Division bessusa that
seems merely to placed unrelated
aelements into one body.
Office of Collection and - The O0ffice of Collection end
Disgemination ’ .
Disaemination is retained as a
colleeting, disseminating, liamisen,

and refersnee branch as at present

constituted,

Approved For Release 2003/05/08 : CIA-RDP86B00269R000500030002-1 48
' TOP SECRET

&

-

A
Interdepartmental Coordinating - The Interdepartmental Coordinating \\
i

,{:;"‘;
H



_TOP SECRET j
Approved For Release 2003/05/08 : CIA-RDP86B00269R000500030002- —

L]

The Committec propeses, in essense, that the refersnce functions
of the Offica of Collection and Dissemination bda diverded from the
lialson funetions, that the feferance'funﬂtloné be transforred te
the Office of Reports and Estimates, and that the liaison functions
be administered by the Interdepartmental Coordinmating and Plamning
Staff, The stated reagon for this rropoaal is that the reference
and liaison funbtions hava 1ittle interrelation, that the former
aregclosehy related to the research function of the Office of Reperts _
and Estimates, and that the latter are elosely related to the.caordin—
ating function of the Interdepartmental Coordinating and Plamning
Statf, The best reply to this asemingly logical propesal is that
the Agency has already tried it out in practice and found it unsatis-

~ factory, It had taken the Agency many months of haerd work, trial, and
error 1o Yearn that the séemingly different functions of referencs
and liaison are, in fact, so closely related that thqy are better

perfermed by a single adninistrative unit than by separate ones.

It would be exset to state that the techniques of the Office of
Colleetion and Dissemination are maﬁy and various, invélving the use
6f much untque machine equipment, but it is only an paper that the
functiona arpear unrelﬁted. In truth, they all serve a single and
dommon.ondz to get and store intelligence 1nfbrmation and make 1t
availablé to those who need it,

In 1947 the Agenty was organized with the Refaerencs Center,
embracing librexry and regiasters, in the 0ffice of Reports and
Estimates; and with lialson assigned to the separate 0ffice of
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Colieotian end Dissemination. This ves similar, in prineiple,

with whet the Committee now proposes. The only differemce is that
the Ref'erence Center (under the Committee's j:ropeaal} would now be
installed in ono of the two Divisions into wﬁich_tﬁe Office of
;Rsporta andﬁ!ﬁtimates would be sp1!%, and the 11aison funetioen would
be assigned to o renamed Interdepartuental Coordinating and Flannimg
Staff, ‘

The separation of lialson and referente funetiens did net work
out well in practice. The administrative vold between the two worked
%o the detriment of both, If an anatyst in-the Office of Reports and
Estimates called for a document knownts be in the State Department' s
library, it was tlearly the job of the 1nter—librarylloan pedple in
the Central Intelligence Agenay's library fc get 1t for him; but, if
It turned out that the Qocument was subjeot to stringent security:
,restrietions. then 1t bscame the job of ahliaiaOn offieer t0 make
arrangements, with appropfiats officials of the State Department,
for the dooument t6 be released, The two-Jobs were ome and the sane,
but they required different approaches and difrareni techniques.

A2 the library and liaison people were under different atdministra=-

' tiuﬁs, they f'ailed to develop intimate knowledge of each other's
daily prdbiems'énd of the toéhniques and channels being developed to
deal ﬁith then, Dslays vere many, and tempers were exacerbated.

The Reference Conter, under the Office of Reports and Estimates,
found itself without adequate sdministrative understanding and support.

The main business of the Office of Reports and Estimates was to deal

Approved For Release 2003/05/08 : CIA-RDP86B00269R000500030002-1 50

TOP SECRET



TOP SECRET
Approved For Release 2003/05/08 : CIA-RDP86B00269R000500030002-1

Qith ocritical pmb!eais of a substantive nat-ure, and the spscialists
preparinp an important eetimate agalnat a tight deadline naturally
ook pregadsnce ovey library and regiater people whose problems could
ba put off until the morrew, The needa of the ane.lysts had priority,
and there was a tendency to pastpone aation on the more humdrum needs
of the Rof‘erenm Genter.. It seems inescepsble t.hat the same situation
would develbp again if the library and registers were to be reaaaignad
to the 0ffiee of Reports and Eatimates, or to a Hesearah and Reports
Diviaion ere'a;ted out of the Office of Répurts and Egtimates., In
additien, there is now an Oﬂ‘iée of Scientifie' Intelligence whieh
requires 1ibrary and regisﬁar serviteg no less than the Office of
Reports and Estimates, and it would be unwise to make it dependent

on ita si}?ﬁ&r Office for these services, I Eeliev'e that the Central
Intelligé;ice Agsney Library ond the reglsters ghould serve all of

the Central Intellipence Agency, snd that they ocan bast do so if
adminlstored sentrally, sepurately and apart f‘rbm any dne of the

consumer offices or divisiens,

Office of Rspofts and Estimates ~ An "Estimates" Group, es recomnended
by the coM'ttee 1s formed at the
highest level 1a the Office of
Reports and Estimatess By placing
this group so, instead laf Im“aking 1t
a separate office, duplication ia |
avelded by not requiring a special

staff and research group to s'upport
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0ffice of Operations

Office of 3Special Projecta

a new offices It 1s belleved the
result desired by the Committee,
o T

1.8, an ultimate&gontrd};and
coordinatioen of eatim;tes can be
obtained in this wvay without
requiring additienal, separate
supporting persecnnsl,

This offite is left intact as i

the present organization heoagae

its task 1s the ggggaugg;;gggzgg,f‘
of information, as distinguished
from the eovert methads used by

the NEflce of Spectal Operations and

the Office of Poliey Coordinatien.

This 1s a new office comprising the
present Office of Speclal Opsrations
and the Offies of Polley Coordination
and combines all covert operationa
intd one offide as recommended by the

Committee., It differs from the

Coumittee ¢rganlzation in that the

administrative services are performed
centrally, which econforms to the
Burgau of the Budget's idese regarding

the awoidance of duplication. This
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organization 1s similar to that
whieh functioned before the
- adoption of NSC 10/2, and for it
to be rlaeced in effect now will
require the amendment of NSC 10/2.

/
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