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MEMORARDUM
SUBJECT: kaNISTRflTIﬂN ANDLMANAQEMENT | o1y
General
1. Administration and Henagement (4 & M) 1is charged with matters per

talning to budgetsery aotion, Gacounting and fiscal support, logistics and
: ces8 and sansgement. It is & moderately large unit of some

Since the ssperstion of Reference Center snd its reconstitution

as UITice of Colleotion and tilssemination, A & ¥ hss four branches, 1. e.,
Budget and Finance Branch, Services Branch, Personnel Brench and Managemant
Er&!wh. ’

2. enlisted in the reguler
Aray at— 9l 10 and by LY43 had risen to the temporary rank of Colonael.
He retired from active service in 1947 as & mhetor sergeent at the age of
h2. HBis background sppears to be mostly adainistrative, and he is probably
a oapable administrative officer. From seversl tealks with | | X
would judge him to be shrewd snd somewhat ealeoulating, with a dusire for
power and ability to have his finger in eve r ple (this may be elightly ,
colored by outside opinion, but| told me that he considers him-
solf as & combinetion of G-1, G-3 and G=k). I believe him to be deternined
snd ambitiouns, :

3, ] | I nave talked with
him twlce, and he has made no very clear impression. I beliuve he admires
I | and is imbued with the A & M spirit.

Budget end Finance Brauch

1. Ohlef of the Budget snd Finance Branch is Bdward L. Ssunders, HSC
and MG, Southeastern University, Washington, D. ¢, Ssunders has a long
background of Government experience, wostly in affeirs of budget and finance.
He appeary to be & rather mild =an, perhaps slightly lacking in force, but
he is enthusiastic about his job and, I believe, knows his businase., MNe
cleims that bhis relations with Lhe Buresu of the Budget end the GAO ere ex-
cellent, Lhitt he has never had & budget pared down, and iz confident of
his ability to obtain eupplementary funds when necespeary. His noh is
divided lato three divisions, totslling approximately.

2. % Mvisio

Tide Divielon is responsible for preparation of the smnusl budget
and for handling of all CIA budgetery affairs with the Bureau of the ‘
Budget. They also coordinate with Management Branch in bhe establishment
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of ceilings. Saunders diacussed briefly the various steps in praparstien
of the budget. There are werious hidden items whien CIA guards Jealously.
Seunders also told me that he would bs delighted to show us a cony of the
ocmplete budget, but he felt that this ought to be done cn a high level,
If the Committee iz to uvse the budgzet as a whole and go into the varicus

items in iis comporition, I feel thut one of the group should take this wp
with the Director.

25X1
3. [Fiscal tivision
L. Speelal “srvices Pivision
This Divislon deals exclusively with budgetary and acecunting problems
of 080, Thls needs more amplification but, needle:s to say, Ssunders did not
want to0 discuss such funds in detail. .
Services Brench
1. This Branch, comprising five main divisions, is responaible for house-
keeping functions and leglstic support for CIA. It consists of aprruximately
25X1 .- sonnel. Chisf of the Branch i who spresrs to be 25X
reeful and, as far as I could judge, efficient, AAs & backrround of
Oovernment work since 193L and waz in 0SS from 1942 up until his sssi;nment
to Cla,
2. Trenssortation Divislen
Is responsible for operaiing a motor pool for trensporiation purpoaes,
end al3o & pool of 2l trucks for delivery of supplies and equipmsnt in
Ngahington, and slse the cecasional delivery of squipmwnt | | 25X1

25X1 | to embarkation polats for shipment to foreizn installatiena,

3. Beproduction Division

This Division handles sll reproductions consisting of photostats,
sloro-films, photographs, aimeogrephs, FBIB matorial, ete. Printing is
done by a GPO unit which handlas -ostly TIA and State Department productse
All personnel are fully cleared, [ | in Merch this Divisionosyq
processed ap roximately 5,600,000 reproductizng of all kinds.

ke Supply Division

This Diviaion handles all bide, contracts, reguisitions, purchases
snd supplies, They are slso responsidble for packing snd shipment,

5. Property Control Pivision

. Is responsidls for property accounting procedure &nd the maintensnce
of pIRPPIFEYedFBRERBmSse 2003/10/22 : CIA-RDP86B00269R00050005 QT . .
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é. Services Vivision

Is responsible for ceuriers, intsrior telephone maintancnoe, space
control, bullding msintenance and administretive activities in relation to
moving F3IR installsticns sbread and in this country. '

7. The Services Pranch is vitally interested in the poasibility of
mors centralisation, [ _ ] told me that at this time CIA had some 400,000
square feet of space in 19 buildings. Gome munths ago, studiss were zsde
of wvarious locations and bullding :stinzates with the idea in mind of putting
all of CIA under one roof, They were unable to find a spot centrally located
whioh thoy considored sdequete, and they discovered thet 8 building of the
type necessary would o008t approximately b The :lan was temporarily og5x1
shelved as it was felt that the time was not propitious to ewmbark »n such a
projsct. '

Personnel Eranch

1. Thie Branch i3 primsrily interested in reoruiting, ssintaining per-
sonnel position control system to reflsct budgetary, clossifiestlon, and
organizational status of sll positio It also providos medlezl and employee
relation services and has spproximate | ®lliaa J, lany,25X1
Chief of the Bronch, is a yosung man of 30 who took an AR degree ut Boston
Collage in Political Science and Business Administration. From 1340 until
his sssignment to CIA in 1946, ha had diversified exp.rience im various
Goverrment departssnts. He was slso Chief of Parscnneliin the ETH and VFDTD
daring 19,5 and 1546, I have hed seversl talks with Kelly and find him a
hard-working, enthusiastic individuel, who 1s aware of the many difficultios with
which his Bpench is confronted, and gll in ell, msde a favorable impression on
me. Incideatally, although recrulting and personnel problems are a very sere
point throughout CIA, I have never heard any criticiam of Kelly personally.

2. FProblemss of recrulting and turnover of personnel will te discussed

later o Ne
Mmcnt g;angh

1., 7This Branch ¢c-nducts over-ell management surveys, supervises organi~ 25X1

sational matte astablishes sonnel cellings, and provides ratio

2. gment 5

These surveys are not produced at regular intervals but only in
specific & cez ay required by the directorate or the Executive for
A A, elalms that his Pranch keeps closely in touch with day to day
operations and suggests from time to time improvements ln methods and pro-

. SECRE}
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oedures, so that a ccamplete survey ls seldom negessary. Ho feels thut the
functlions of his Hranch should be more preventive than curative i noture.

3+ Operetional Analysis

A systen has been devised for the varicus cffices to report thelr
activitias on a monthly basis. These reports are sammariszed and ressnted
graphically whers possidle by the Brunch with the intentlon of showing
trends in intel.ijence production, reque.ts for colicoti-n and dissemination,
ets. Only four coples of this report are produced, end it is very Jealously
guardad,

ke One always fesls that & management branch, tc Justify its existence,
mast have 2 tendency to continually ovar-menage, Howev r Ithough
young end fired with great seal, sttempts to approach his Hro with
moderation,

Oyit of Administration and Marna n

1. Criticism of A & M necessarily comes from inside CIA and, sore
specifically, from 20 end OHE. There is & eonsiderabls amcunt of critieiss
on such alnor matters ms spa-e, delay in obtsining supplics, ete. There ars,
however, five major subjescts which are worthy of discussion.

2, The orineiple criticiss leveied a-ainst 4 & K i3 t» the affect thrat
thers has been ereated by Acministration a virtually imponetreble layer
between the Uirector and the Assistant Directors for the operating JM{lees,
and that| _personally wields far too much suthority and his become
the closeat and most lmportant adviscr to the Director, This sriticlsm would
sppesr valid. The whole quostion of staff levels seems io be areng. #heross
in thecry the Executives and Asslstant TArectors are np the same level, in
practice this ls not so, Whethar by chance, progressive encroachment, or
deliberate usurpation of prerozatives and power, tha Executive for A & M has
become the sust influential staff member, and the Assistent Directors find
themedves on & somewhiut lower level. The faot that CIA iz so decentralized
inereesss this diffieculty ss the Agsistant Directors ars located at a con-
siderable distance from the Director. To my mind, the Assistant Directors
of the operating Offices should form & close advisory group to ihe Iiractor,
At the rresant time, this does n-t appear tc be so. Thers have boen so
many directives for procedure lssued, and so many channols for reporting
have been #at up, thst 1t is very difficult tc forw.rd important papers to
the Iirector #nd receive favorsble considerstion. Thers appear: to be
very little discussion on msjor problems between the Director and Assistant
Direetors, an I am told, that, at present, ths weekly staff meeting cunsumes
less then half an hour, &nd that no current problams are disecussed in deteil
at these msatings. The sucoess of CIA will depend upon the efficlemcy of the
eoparsting Offices and not upon performance of A % M,

3. There is criticism of the predominance of Service snd State personnel
in hkign brackets, ard the fact thet replacements arz frequently mede from
outalde and not by promotion. Tis eriticisa would alse eppear valid. At
present, key slots sre reserved for approxisately[ |repreaentatives of each
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of the Arued Services anc |for Stste Department. The Service jerscmnel
anquastionably consider thelr assignment to CIA a8 & two-year Lour of dubye
—Joleims thet this comstant change brings in new personnel

with ivesh ideas who mre in toush with the latest Service thidin;., OUn the
other hand, 1 believe that it must destroy contlaulty, It 2lso means that
occasionally replacsment in these reserved slois are mude by selection of
s Service or State representative wiih too little consideraticn of the fact
that thers may be better qualified civilian perscnnel svallable, ¥hen re—
placement is mads from outside lan this manner and not fhrough promotion, it
tends to discourcge CIA personnel. For instance, who was 25X1
gen. Sibert's Deputy in 00, has been promoted to be Assigian recter in
General 3iberi's plsce. Howaver, nis Deputy, instead of celng brought
shrough ths ranks, is going to oe procured from one of the Services.

cleims ti ¢ graduslly the number of these Serviece slots will be whittled
down frcm ths present Unquestionsbly, there should be
some Bervica and State personnel in CIA, but to.ve is & very grave question
in my mind as to whether the pressnt nusber is not fer too large.

size of A & ¥ has often been criticived, and 1t has been stated
I am not quite 25X1

I
sure whotnsr Luls oribiclsm 16 valic, &8 il 1s basec -n Dé nnel figures
of spproximately]  \for 4 & M and approximately for CIA. Roference 25X1

' Center haw teen Temoved from A & M (although 1% unquestionibly remain

very much athin the [ [sphere of influence), which will reduce the

4 & 8 personnel to approximtelyl | The CIA figure of does not ine 25X1
clude 20 purscnnsl. If the 070 personnel figure wers inclu in the CIA

sotal and Feference Ceater were deducted from A & N, the resultsnt ratio

would be very much mo:e favorable tc A & M, On this comparative Lasis, the

sise of A & M doos not sppesr unreasonably large, and 1t 1s probable that

A & ¥ is ac-omplishing 1ts noramel mission of service, supply, puorsonnel
procurement, etcs In &n adsquate manner,

5. Personnsl recruiting within CIA alsc seems to be the subject of much
unfavorable comment, snd the proportlon cf turnover hus bevn mentioned
saveral times. Actually, for the -eriod 1 Februsry 19L7 through 30 April
1943, thore ware & total o separstions. This figurs does nct lnclude
0S80, During the seme period, ascretlions amounted both through 25X1
recruiting and sbsorption of entire units such as the Map Division of OKE.
Recruiting, however, does present many difficulties. At the present time,
there is a noticeable shortage of clerical personnel and severs woapetition
between the various Waushington Departments and agencies. MNew and temporary
agencies such &s ECA are asking drives for clerical personnel and, in some
ceses, &rs :ble to offsr them better positions than the existing depactmenis.
Kelly, Chief :f the Personiel Branch, has been in close eontact with schools
in Mashington «nd feels ithat upon gradustion ln June, he will have beilween
100 and 150 ca:didates lined up. I feel that ne is doing everything sithin
his power to solve this problem. Reeruiting for OFE, o0 and S0 also presents
problems as requiresents in many cases are specialised. For instance, 00 in
their | |Branches require & lerge nusder of paople
«ith @9 or wors language Dackgrounds, some intolligence sxpsrience and, in
many cases, considersble ares knowladge. As many of thesze peopls are foreign
born, the security quesiion is rather acute, 7%This, to & certein extant, is
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slso true of ORZ, Kelly feels that he is tapping eVery availa soures.

e is combing the lists of reserve ONI, Air Intelligence and irmy Intellizence
effices. He is in close coutact with many eolleges and univarsities and
otbar institutions in the country. His Branch has manned, for instence,

the 1ist of ECA appliocants, He now has recrulting teams that travel about

the eountry cslling on colleges, large banks and corporations. The recruiting
problea in & new and growing srganisation is always difficult, but 1 feal

that the program, given time, may show remlts,

- SECRE"

6. As is usually the cese, there has been criticism of the difflculty
in obtaining promotions. Kelly etates that Personnel Pranch only checks 25X 1
promotivns on the basis of availsble slots and time in grade, and he says
that sbeut 90 per cent go through on recommendation of the Pranch Chief.
Thiz may be true, but on the other hand, I am told by |
25X1 [ | that CIA has changed, more than once, the time in grade re-
: quirements, 1IN one specific cass, he ststed that they hed taken on & Pl
with the understanding that within six moths he would be promoted to P=5e
After the man had been hired, time in grads requirements had been changed
to a year and later 138 months, sc that as far as I kneow, nan is * 25X
still s P-4, By and large, however, promotion problems are probsbly not
more acuts than in other departments and agenciee.

Matters thot Posgibly Require Purther Study

1. Whether the Executive for A & M oceupies too powerful a position in
relation to the Assistant Directors. o

2. FEhether A % N has becoms a barrier betwaen the Tirector and the
Assistant Directors, theraby hincering the issistant Directors in the per-
formance of their normsl function as close advisors tc the Dirsctor.
Whothsr this 1s due to red tape, channelizing, physical decentralizatlen
o bulldings, personalities or other reasons.

3. That the question of Service and State slots ls one that merits '
sttention due Lo the attendant luck of continuity in higher brackets hrought
about by the return of such personnel to their parent Jervice after a two-
year tour of duty.

4. ®hether it might be wiss to further review ihe recrulting program
in light of clerical persounel problems and the difficulty through special
quallficetions of recruiting for ORE, 00 and 080, It 1ia admittedly s
difficult thing to meke s survey of @ personncl program, and the Chief of
the Personnel Zreanch does apsear to be energetic and to be attempting to
tap svery 8ource.

25X1

25X1
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MEEOIANMLUM, B Interdecartmonial coordlieting and Planndn: Staff

1. ICGARS 48 o surviver of e iorsor contepidon of the Central
Intelli enoe Uroup ac & cooporstive intomieparimental enterpriso. Its
members ave all appoluted as representatives of thoir respective
agancies, #ith the furction of advising the Dreotor of Canteral Intolli-
ponce on the coordirmtion of interdepartnentsl agtivities of the IAC
agencles, the sm&ﬁmr&hﬁ" imlu: e the ollsmirxgt two fvon Slote Tepard~

mant, inoludling Chmdrwan of ICATS, oo Hawy ceptaln, one fragy
oulonel (poot mh vacanh}, two Aly Force colonsls.

2, ICAPH hma the remponsibility of acting as & Seoretariat for
tha IAC and, gomarvally, advieing the Mrector of Cenmtral Intelligenco
on the coordimetion of intardepartoental aotivitiss. UYstters now
ponding befora 1t includs the followingt the preparation of & standard
oporating procedure for the clearamnce of papersy & State lepartment
plan for the creation of sclentific attaches, which hes been undor
consideration for meny monthog & prnnme& intelligonce directive regard-
ing Gl tollection of intellisences t.a yrogram for the production of
mtlonal intallicence survays (handbocks of basie inigllimsnce); o plan
foy the prevaration of inte‘iliv_;mma productdion schedules. In additlon,
aopm of the senmbers of ICAPS have special reogponsiddlitise. The
Chadrman, e Chdl g, represents CIA at the meotings of the NSC otaff
for proparation of W pspers, but iz sonetlases accompanicd bty reprosenia-
tives of GRE. The oth.p Stote lDopartment mombor of ICAPS repressnta CIA
on & SAHACE fubcomudbise noncorined with plans for payohologlosl) eurfare
orpandzation. dno of the Adr Foree mesbers of ICAPS, while performing no
active ICAIY service, spandg most of ks Woe &g 8 JiA llalson officer
with the Joint Int:lligence Growpd of the Joint Chiefs of Staff,

3s Thore i penerel Sgroasent approaching undflintity that thore 1o
an important job of intmkw;:ari santal coordinatdon to be dow which LOAPRS
15 not doing and which its nonbars are not qualified %o doy Critdcism
of ICAPI, both within CIA and outside, is considerable. Inside CIA
there ig much resentment becauno of the fact that I0APS or its mewbers
ropresent CIA in mary interdepariacntal matters that could more offectively
bo handled by the opersting sections of CIA., Thus it is »eparded, in
part, as an instrument which serves to keep the aporating ceoctions away

from | 18 3 Lary

o Ao knls Pesanbmont 15 pariAeulerly strong bosause of Who Fesling
%& geaus to bo :}ustifind th t. t&ze mombars of ICAPS are, on the whole,
incompatont. Affocting this eitumtlon, however, is the fact tint the
vhole irtardeparimantal machinery for coordim t.i.tm of intelliyence is
not worldng properly, snd the ineffoctivonese of ICAPS is largely a
refleotion of the inafiecct] vamse of the Intelligence Advisory Lomsities
as pointed out above, ﬁ&;i&ai |
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Interdepartment Coordinating 10 Juns 1948 Page 2
snd Planrdng Staff

4+ It is probabls that a move to do away with XCAPS would
sncounter inditial objections from the member agenciss of IAC, who
probebly regard ICAFS as an existing, however, poor, lirk with CIA.
The sonseption of having an interdepartmental staff to advise the
Diresctor of CIA oan, however, be effective only if the IAC becomes a
more effective body than it now is and if JCAPS is staffed with more
competent porsonnel. Mowsver, fven if these conditions were met, it
is to serious doubt whether a staff such as ICAPS can more effao-
tively promots interdepartmental coordination than the competent
persennsl in the operating sections of CIA, This view was clesrly
stated 1in a resent memorsndum to the Director of CIA frem Mr, Jabbity,
Assistant Director for the Office of Rasearch and Estimates, in which
Iw proposed that a staff courncil, corprising the asalstant directors
of the several of fices of CIA,replace ICAPS a8 a staff advisary body to
the Plrector, ;

25X1
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MEMORANDUM P80 INTELLIGENCE ADVISORY COMMITTER

1. The IAC created by NSC Intelligence Directive No. 1 is a
successor o the former Intelligence Adviaory Board which existed dur—
ing tha 1life of the Central Intelligence Group under the National
Intelligence Authority. Some of the present diffiocultles concerning
the 14C can best be understood by reference to its development out of
the former IAB.

2. The IAB wag created by the Presidential letter of 22 Januvary
1946 which set up the Central Intelligence Group. This letter was
implemented by NIA DMrective No. 1 of 8 February 1946 which provided
that CIG Yehall bo considered, organized and opsrated as a cooperative
interdepartmental activity". The NIA directive also established the
composition of the IAB and provided that "all recommendations, prier
to submisslon to this Authority (i.e. NIA) will be referred to the
Board for concurrence or comment'. The general effect of this situa~
tion was to give the JAB a position coordinate with that of the Divector
of the CIG, stemming from the seme eauthority that eontrolled CIG.

3. The National Security Aot which created CIA made no reference
to an Intelligence Adviaory Committee, slthough it included, ameng
its general provisiops, an authorization to the Uirector of Central
Intelligenve (as well as to other officlals created by the Act) %o
appoint such advisory commitiees ez he deems necessary. When, last
fall, digcussions began as to the settlng up of an advisory committee
to work with the Director of the Central Intelllgence Agency oreated
by the Act, two divergent points of view were brought out in sharp
opposition to each other. On the one hand, the Director of Central
Intelllgence held that a new IAC should simply be created by him by
viytue of the general muthority granted him under the Act, and that
this Committee would be turned to by him for advice, The departmental
agencies, on the other hand, held that a new IAC should act in a sense
as a board of the directors to the Dlrector of CI, They refused to
accept membership on an advisory committee simply set up by him and
agreed to serve only on a Oomulttee oreated by the National Security
Council. The Depariment of the Army was particulsrly adamant during
this controversy.

-+ 4o Finally, after several months of dlscussion, the present IAC
was created by N3C Intelligence Directive No. 1, of 12 December 194%.

In the words of the Directdve, in order “to maintain the relationship
esgential to coordinsiion betwean the CIA and the intelligence organiza-
tdlons, an Intelligence Advieory Committee ... shall be sstablishad to
advise the Directer of Central Intelligence®, Under the Directive,

SEGRES
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the Director of Central Intelligence is required to obisin the views of
the IAC before making any recommendations to the National Security
Gouncil pertaining to the intelligence activities of the various depart-
ments and agencles. In the event of non-concurrence one of the
Members of IAC, the problem is to be referred to the Mational Security
Councll for decision. The Mombers of the IAC, sitting under the
Chalrmanship of the Director of Central Intelli~ence, consist of the
respective intelligence Chiefs from the Depertments of State, Army,

¥avy and Air Force, the Joint Staff, and Atomlc Energy Commiseion.

. It is not clear, even to the people in CIA, whether the IAC
has held one or two meetings since 1ts creation; in any case, no more.
The one meeting which is clearly established was called on the initia-
tive of the Executive Secretary, NSC, to discuss a specific question
pursuant to the wishes of the !‘é iThis question was that of hww to
protect the intelligence agencies from belng required to disclose confi-

. dential information to Congressional Gemmittees). The IAC has never met
to conslder actuasl forelgn intelligence situations and intelligence
eatimates, &lthough Admira) Hillenkcetter seems to be scmewhat confused
on this point and has made statements to the contrary. However, the IAC
has cleared and submitied to the NSC eight National Security Council
‘Directivee, ‘which have been approved by the Council,

6. In practice, IAC action has been carvied out through the
routing of papers for concurrence and by the delegation of responsibility
for the p ration of intelligence directives,and other interdepart-

- mental inteﬁigeme papers to & Standing Committee comprising
representatives of each of the IAC agencles, usually from the plamning
staffs, This Standing Committee has just recently considered the
sdvipabllity of further delegating its responsibilities to a subcommittee
undar 1t.

7. The fact is that the TAC machinery has not been effective in
promoting interdeparimental coordination, and there seems now to be a
feeling, at least in CIA, that it is preferable t0 avold meetings which
uwsually give rise to formal statements of positlon by the various
representatives and, instead, to use informal channels for obiaining
approval of nescessary papers.

8. One fact contributing to the failure of the IAC has been the
so-existence of simllar bodies, comprising somewhat the same membership,
with important responsibilities in the intelligence fleld. The member-
ship of the U, S. Communications Intelligence Board 1s. almost the same
s that of the IAC, and the four Members of the Joint Intelligence
Committee are, at the same time, four of the seven Members of the IAC.
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9. The basic weakness reaches back to the unwillingneas of
the IAC Menbers o give their full cooperation if they are o be
purely advisory and the abesence of strong CIA leadership which would
be neoessayy to overcoms this umwillingness and make IAC effective
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15 Juna 1948
| SECRET
HEMORANDUM
SUBJECTs Executive for Inspection and Security
~ General

1. The Executive for Inspection and Security (I & 8) is charged with
formulating and supervising the implementation of seourity polieles per~
taelning to the safeguarding of olessified informstion, the security of
operations, personnel, equipment end instellatlons of CIAj epecisl in-
spections and investigations as directed by the Director; security clear-
ance of all personuel; sxewinstions and audit of all CIA fiscal transsctions,
I & 8, with at preseny lon duty, has two main brenches, namely, the
Saourity Brsach and Inspactlion and Audit Branch. '

2, Cole. Sheffield Fdwards, Executive for T & &, 1s a_’regular Army
officer with a diversified background. I have known Col. Edwards for the
last five years and I consider him an imtelligent, enthualastic and capable
of ficer.

. 3e | | i Peputy to Colonel Edwardss Mr.[_____ | hus
gpent the years batween 1929 and 1943 in the banking busiuess and from 1943
to 1946 was in the Msrine Corps and 085, I have had several talks with
¥r. :md he also impressed me faversblys -

Security Branch

1. The Security Branch, in genersl, is responsible for the development
and enforoing of securlty regulations governing personnsl, property and
intelligence materiala, It 18 also respongible for the couduct of special
investigations, lielson with the FBI, and investigation and security clesre

snce of parsonnel. The Branch has on duty some and La divided
into Physical Security Division, Investigatien @ Security Control
Staff, -

2. Mr, | | Ghief of Security Branch, was with the

Department of spriculture from 1930 to 1936 and with the Despartment of
ftate as & elal apent and security officer from 1936 to hiz assignment
to CIA in 1947. I have had meveral tulks with | | and believe
him to be capsble. ; '

3. Fhysigel Becurity Division

‘This Division is rasponsible for d&!‘acﬁﬁs"hhe program designed

for the protsotion and security of zl) classmified documents, installations,

equipment and personnel. More specifically, it is responsible for pass
control, FBA guards, day and night inspsctions, security procedures, finger
prints, photographs, etoe ,

aEcRE‘
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ke Imvestigation Division

Includes a Persomnel Security Section, Appraisal Section end
Ldaison 3ection cherged withe

£ rity clearance of personnel

il
“Confucting exit interviews
Iiaison with other Government agencles on security gquesticns
Appraisel of recruited personnel, based on sacurity checks
and other informatien

25X1

OO Ok

- S¢ Segurity Control Staff

: Is to a1l intants and purposes & policy a&nd planning group. Its
duties -inghude: :

(a) Develops, in cooperation with other Jovermment sgencies,
solform security control policles and praciices

{v) Prepares over-all security control policlea for the
eollsction and dissemination of intellizance msterizls

(e) Develops coordinated security progrems for regalation of
internal security practices

{4) Plans specific security projects as may be directed by ihe
Director ‘

Inapection snd Audit Pranch

1., Triz Branch conducts sudits of the manner in which special funds
are used and makes repcrts of fimanclal trensactions involving special and
regilar funds. It also conducts inspections to ascertain the sdecuacy and
effectiveness of service and support. The Branch has only[ |persons snd 25X1
is breken down into Audit Division and Imspection Division. ‘

25X1 2. Deputy to Colenel Edwards, 1s slsc Chief of the
Inspection #nd Audit Branch.

3. Audit Division

This Division 18 responsibls for the conduct of sudits and special
examinations of vouchered snd unvouchersd funds, They do general periodic
audits, They also prepars reports for the Director and make recomwnendations
on policy regulations and procedurss for greater efficiency in accounting and
budgetary activitles,

be Ipspecti:n Division

Tnis Division is responsible for the conduct of lnapections in the
United States and forsign countries of sll installstlons, lncluding 70 and
050, They meke annual zeneral inspsctions and such special inspections as
mey be directed by the Dirsctor, During the reorgsnization of OCD, the
‘ ction Tivision was assigned the function of determining timeliness and
quality of CIA output. Col, Edwerds states that due to his request, this
function has now bsen reassigned to ICAFB.
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By 1 August 19L8, thers will e organised and opersting within CIA
rgnch set up to handle complete CTA sscurity elesrances. | 25X1

t
will be necessary %o fet up a mme)l administrative staff in T & § and the
‘ whole brench, including investigators, clericsl and adei-istrative personnel,

25X1  will total about Tnis ie in addition to the present I & 8 |
25X1 personnel fizure o ntioned in the first paragraph., It is hoped that
25X1 they will be sble to handle clearances & month, and that by Octobder of

this year, the time for a wingle dearance will be reduced to between five

and six weeks, Col. Edwards estimates that on & yearly basis, clearances
25X1 will amount to around Thers is in the file for I & 8 & more detalled
memorendun on this maitisyr,

Sritigigms

The functions of I & & are primarily routine and, therafore, cne hears

little comment, There is, howsver, one universal critlcism i regard to the
in security clearances, Until 1 January 1948, these clearsnces were

led by the FEI and wore teking, during the later months, sprroximately
ik weeks, In October, 1947, the FBI stated thst they could no longer handle
CIk clearances sud an eventual deadline was set for 1 Janusry 1918, The
reason for this tersination was the clalm of FBI that their workload had
besn materially increased by Co.srmment loyalty checks, ECA clearances, stce
Yo atteapt was made by CIA until after the first of this yesr to set wp
their own ¢learance organization, and this unfortunats delay has resulied
in the practicsl stalling of the processing of recruiis, T am told thai
the MMrectcr was in hopes that Er. Foover would reconsider the FBI positien
in relstion to clearances and was therefore reluctant, at an early dete, to
inttiste steps to set up hia own clesrance branch. Durlng the interim
pariod, there hes been an attempt by 050 to ald in clearances but this has
been most unsatislactery.

1, Segurity clearsnces &s mentioned in the previous paragreph, I am
in some doub% as to whether it will be possible to jersulde FEI to once more
Sake on CIA clesrances and at this late date with a {IA Clearence Branch well
oa 1ts way to being sstsblished, it =ight bs ilmpractical. However, I do feel
that & CIA ¢learance should be on a much higher priority level than Covernment
1oy8lty cheeke, Undoubtedly, FBI is better equipred to handie such clear-
snees, snd the crestion of the CIA branch is a costly duplication, (I em
sdvised by Col. Edwards that the cost of a full clearance under "IA will be
apsroximately 8200 as comparsd with 2100 pald to the FBI), In considerstion
of this duplication snd expense involved, the clearance question, even at
ehis late date, might warrant somc thought.

3o
SECRET
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f soma designation
‘ ol be given to the ersation ¢ ne (
s :;wf-e;ﬁ;;:iﬁl oﬁn. At the prasent time, s8ll CIA bulldings are

known as such, There are sizns in some corridors with asrrows marked “CIA®

: 1lowed to sey that the :
and pointing to CI4 of All personnsl are & ﬁ o5
| for - ["¥ith sn sstablished ofgenluxation &8 large as Cik,

ion, and the ccniention
It tc provide any cover desiznation, ’
ﬁ ‘lih; 2: :ﬁ?i‘im such an ageney, created by nututy, 12 iaagr:f:?r:}t.;
:: i te under its resal dagignation, ﬁuw;n; s t;heﬁz:s:; 311 et
rmel arises from the point o ey

to cti:gd ai?g}:.:rzl econtact with other units and psmc;hm’nlrgrig;ﬁ g;
praspects for oovert operstions visit CIA gimd :i:a mi'? ot

- h? Csn they de in any w&y Purt
m% gﬁm seourity question might be investigated.

25X1

SECRET
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21 dJune 1948
MEMORARUUN FOR BTLE
SUBIEGT s The Offtes of Collection and Dlassemination

1. The OfTice of Colloution and IMsssmination (OCDY performs for
GIA the internal sexrvice of handling requirements, collection and die-
seninationy meinteining & refaerence libraryy oreating and maintaining _
warious indlcos and registers. 1t is also mw wpon to porfors common
sorvices. Under the broad coordimsting funetion generally assigned to
CIA undar BSCID Ho, 1 and | 1 0Ch sacepts regquiresents fyrom
outoide agenvles and superviases thw ocllection snd disperdnation of the
m iﬁmiﬁw. Under N3OLD !g, g, Mg; the ;yﬁmrym
ty far the mainiensnce blo on forelegn

scientifin and teohnolopiosl parsonaliiies." This, needlsss to say
in & eomson sorvice. OCD slso parforms comon sarvices through itt

s forelgn indusirial roglater, reading centar; ato, Although
OCD 1p am@d with certain duties in rolotion o aamﬁmziag eollention
of intelligence, no outaide agency ie prohibited fyom direct liatson with

. one or more agencies outside of CIA in ram to collection and disserdinge

Haone

2, OCh performs functions vital to operations of CIA, 'wth *nwn&m;r
and exioraally, but ite history has beoen varisd and ungatisls
incaptiong 1% has beon constantly eriticised by other Offices Bi m
and by agencies cutside of CIA, Dus to this rising tide of oriticies,
Hari gement. Branoh made & survey of the O0Lfice ROy mordhe sgo with the

 vesult that, wpon | !reﬁrmut in Ry, OO0 wes marged with
Refarence Conter ntive for i&uﬁ.ﬁtmwan and Haragomont.,

Thia lusted several maize and then the combined Mefavencs Center - 00D
was reconstituted on the 0ffice level as ﬂa Offics of Colleotion and
Magentnation,

3« The original 0Cil, with some | |inolvded threw '
Branches, 1. o., Regquiroments Bramh, ention noh and Diszesinetion
Bramhy : .
Functions ine:mdadt
{a) Foruulation of policfes nnd progedures relsting to collssticn
and diesonination of intellipgence and fzplementing prodedurss estabe
Jished {n sscordance with MIA poligy., _

(b} Contimul surveys smi eontacty WMM agernies 40
mrmm& inumwmmmmmmmm
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(2) Determinatien of the collsctlon and dissemination recuires
m:«mwwmmmmqu'

(d) Detarsination of whether volisction and disseniistion sew
by CIA aotion has boen adequate and tisely.

for imtelll enoe. Rroce:.lng of all reguirenents

() I:cumnoe of neeessary collectisn divect:ves,

(g) Apmlysing collestion Lilitdea of ad €
. fog i eapalil govermpentsl and Cla

(h) Pecsption and review for disseminstion of all
received in, or prepared by, CIA, af all intelii eece

(1) Preparation of drafts of disscnination ma ,
(3] Naintenmnse of a reading cemter,

Ao

1. The maw OCU is attespting totresaling procedurs, kach of the
mmmm«mmmmmumemm
ICAFS has assumed the function of determining adequacy uni timeliness of
m&tumwafﬂmfwuumat the old Requirenents Zralch have
pasand to OllL, maﬂllmmlopmmrwuu@aﬁﬁagnsw
mwt detornine peliey in relatl.n to ocnstantly arising questieas, but ita
main aim i3 to sxpedite collsstion and dissemination, ‘

'2s  OCD doss not determine priorities. On uiremsnte necesslitating
fiald eanuﬁw 1t accepis ani passes oo the w‘?igi%' estabiished by the
requisting agenqy. Tila would ap.ear t0 be the best solution ss D is not
qualifind to deternine priarities between UHE, State snd the Services,
Xoveovey, &4 field calieatfon unit rarely receives simdtanecusly two or
sore golleotiun directives with the same priorvity.

3¢ Under the %t plan, CCL (aem ned O Defia forece S tori
25X1 opley some conaist of the following geven di;:iion;zml

25X1 | ‘ |
' c; Forelgn Industrial Register

Blogrephical Register
F; Urophic Materials ivision
vistion

' S

2} lisisen ifvision (0L 0.0)

4s Lre dumes N, Andrews, foruar Chief of hefuremce Lentax, is Asistant

mw{ Ofrise of Colisotion and desemination, Avdrews i a profes-iomal

clogist and was Dr. looten's assistent at Harvard, bofore jolalag ClA,

_ Approved For Release 2003/1 0/2; : CIA-P&EHRETEOOOSOOSQ-?
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25X1

He is having & diffloult and confusing time in eombining OCD and Reference
Center. 1 am .lad Lo sy that iz main ideas iz to cut red tape, ie drives
himpelf hard, le uquestionably sble, opsn to yeason 'nl suggrotion, and I
wlleve wil” do a good %ob with 00D,

- 5 | |is Teputy Asalstant IHrector.

old, is a graduste of st Pointl and & reguk r Alr Farce officor with &
good records He «as Chilel of the Collestion Branch of the old OCD and is,
therefure, =ell ssqualnted with past troubles and fuwrn iwq:us Think he

shotld work wall with Andrews,

Sentral Index
Ihis iz a reference imdex of all librery and srapiic material

held by ClA, It is the intention to also dulld up an index of such zmatorisls

held outsiue of CIA in #Washington and other parts of the country.

25X1

- Porelgn I % Resiste

: #1111 intluds as much information as possible on forelign iudusiry,
trangportation gyawens, sinerals, petrcleurn, eto.

#111 be the custodian of all graphlic materinls such as naps,
photographs, etc. It will also neclude an index where such materials not
held by ClA can be obta: neds

Em' Livision

Inis Udvision will perform a seneral librars function, It will
have physiocsl possession of more thsn 4,000 refarerce works and wil] =zlso
have gn hant files of all CIA »rocduct and alsco material derived froo other
A;encles,

1. The Hoquirersnis irunch (the old WU ) hap besn virtuslly
alinlnated, an! its remain ng funotions are vested in the person of

Approyed For Release 2003/10/22. £|A-RD§£§H€¥00050059-7
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25X1 | | wio 4s the Chief of t
recolved by Ol ars processad by i ey are puraly documentary 25X1
i mature, they will be hendlsd dirvectly Ly the Library Divieion or one of
tho reristorse Pre Androws estimstos that approximately 50 per cent of the
roquents to (OGU ave of a docusontery nature. Virtually ewvery other refuost

25X1 coming into OCD 1is scamned by i then svbwitted to URE where it is

pagged to the vardous Reglonal W7o Other branchege ‘here is an sgreament
wheraty they will not delete or change in any way the eriginal requeat, but
they are at ilberty %o add additional requirements of their own. This having
bean dono, the origioA) request goos back to| | and sp official col~
logtive dirgotive is lasuod,

ot Pdvisions ALl regulresents

25X1

2« The Yolleation and lssemination Branshes of the OUD have besn
totally slinipated and their functions concentrated in fowr desks, namely,
State,Dosk, Amiy-Mr Desk, Navy-Hon-IAC Desk and CIA Deok, Each of these
voske has one OF mTe ops whoy Yo 8 rreat extent, parfors the functions
of the old Digsominatien Branche Ihe Uoske alse include & Yisison officer
with an assiagtant who, dn ediition to performing normsl lisison duties with
the Services or Staits Bapartmont, wlll aleo teke over the functiona of the
old Gollectlon Bramvhe & '

3. 4 rogquest from Aymy would bo processed somewbat as followg. The
requast would be received on & special form which has boen supplied to
ORE, the Services and State iwpariment, IThig forwm would incorporate the
information requested and the priorlfy, desdline, any previous coordinstdon
and sugrastions for possible mouroe. Lhe request is flrst pushned by Mr.
25X1 Chief of liafison Uivislion, who detorsines whether the raguest is
Turely documentary o noogesitates fleld actions If the request is purely
doommentary or ¢an be gatisfled by saterisl held io Heferences Center, it is
handled se a simple Mbrary functlon. I thorequest neosssiistos Lisld
action, 1t is passed to OBE for any addltional requivemsnts that they say
sant to &dd and for ible coordinstion on a working level, The request
25X1 iz then returned tﬂﬂ'ﬂha sends 1t to tho sppropriste desk and sujgesis
sources for collection. JThe desk thon writes the colleation direstive showe
ing the regvestor, the natwre of the vequost, other sgencles recelving &
collsetion dirsstive, the priority, and the deadline. A file is then opencd
and ag reports fvom the fleld are received, thoy are checked by the dlis-
sominator on the dosk and ontered. When the materisl is completa, the
dissenimator and the Chief of the desk cheok ity closs the file, and pass
25X1 it to who ohotke the comploted nsterisl, X6 is then disseninated
to the origiml requestor and any other interested agenoies. If the requast
is urgenty materisl £8 forwarded to the reguestor as yecoived by 00D without
walting for the completion of the fila, Heports go to the reguestor in
thely olzinel fors and ere in no way oditad by 00D In denling with
reguasts macessitating fleld collection, (KU elaim that they use great
care in not sondlng Cha to collestors who will bo unable to susdly the
informations ‘

25X1 e i laims that one requiresent
: Eook ¢ ' be clea through 00D, There grous
to be & goneral feeling that OCD was cospletely bogged down im paper work

-~ SERf

]
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snd amlysis. There bad been sufficient oriticimm sc Tmti they ware oo the de-
fensive, and on ever; request checked, doubtle oheecked, and analyred to prevent
&y possibility of errar. This was 8 very careful procedurs, but militated against
any requrgt or eollsetion Zirsctive being processed in a reasonable amount of time.
Under the old (XD, in the case of a pursly documentary roquast, varicus stops en-
tailed exazination of tie request by tho tweeo Sranches, an s of the reguest
itself, an amalysis of the manner in which OCi sccomplished ite siesion in relation
Yo the request and ive or six different forms with innuaratle coples. Under e
raw 0CD, the dotumentary request will be ai=ply a library fanoticn =ith ro tyouble
or delny involved, OUD 1s alse attarpting to sxoedite disssaination and fleld
collsotlon torough elimimation of red tape, complex precedurss and papor work.

2. Dlavs $ goend e The old Uissemination Arangh, according to ip.
Andrews, ussd © ARG 1n detall ail of the 300 to 1000 documents received daily,
Thay are at presant trying to speed up this process ant will in all probability
scan documonts quickly amd mol read them at length, A Readin; Penel iz beins set
W in w ich thay hope to have permanent [ulletime representaiive. froz the Services
&nd State Departments These readers will scan all incoming informetion and detere _
wine what itoms thelr parent Service would be interested in. At ;resent, reading
taniorg are salntaloed by the lervices and Stave, but 4t is hoped that the =ain
Readin: Panel will operate at the CIA Heading Center. Tho:e will almys be cupli=-
cations of Reatin; Panels, however, unless all material put out ¥ the Scrvices
and Gtate 1s dleseminated to Cik, If CIA rscelved al! suoh materisl, s full-tima
Eeedin; Fansl at CIA would obviste the necessity of tuo prescni Rsading Panels
8t State and the Services. Morale in the old idseemin:tion Dranch 23 very had.
Teis incrasged the delay in diseemiration, 25X 1

digeeinaiion, There has boen much criticisa of the 2bility of OCC
1o detera propar dissesinaiion, of the Zeientifle Braich, URE, has
stated that he does not receive 7 &L the ascier {i lon dissexineted.

Out of 70 reports received in oo month aprroximately
3G did not reach Army snd nearly 400 <7 a0t re@ch AiTs TNl DTLngs op the 25X1

quallfications of OCU to determine disscuination. The Office will from now on, -
however, ask collecting units to suyzest thelir own dissedination,

4» It has boen said that OCD is & "bottlensck and porforms o useful Nmetion,”
The first part of tids statenenct wes unquestiomably true, and it remains to be
seen wether t will beejually true in the new OCD, Bo processing wdt, omever,
processes & dooument as fas as the orijinntor or the eventual regiplont deems
nacesstrye. 000, oan, however, perfors a Muscful function,” Socme umit nust
FAysloally colisct and diaperirate and a good case can be made out for this wdd
to be & part of {or in close touch with) the depoeitory for roference works,
intelligenca files and ocard indises (Reference Center). Eoguests and requirements
must be ser<wned, bul Licre is more to as-ureie collection and dissaniration than
the phyeleal shufflin: of papors.

S+ It has boen nentioned eoveral times thet effective persoisl contsots are
hindsped by the OC. function of arranging eonforences. Undor the old sys if
Seientific Br.neh, {EZy dewmired a meoting with Adr Technical Intalligence, &
would be arranged by UU ani one of OCD's representatives would preeide. This ie
now out, an! the paw 007 jrefors closs contact on a1l warking levols, without

0CH kmowladge or 1mrm. | \‘.FBRE‘ .

S
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6. M1itary inocmpetence in OCD has been criticized. The Assistont
Flreotor and t.e Gmeoutivu Assiztant Director of the new UCD are civilisns
andy I bolieve, that t is will furnish the snswer tc such eriticimm,

l1s That the old X0 failed in the perfamance of its mlssion, therely
ereating delay and oonfusion, and wns instrumenial in preventing CIA from
fureetioning i & toely and e'ficiant menner,

2., Thav Smportant duties wore v-sted in X and tiat raorsanization
was reeess«ry for the prorer periormance of ¥hoae Juties,

3+ That te coordimetils. asl ority ana functions of iCU are ot
elearly delineated,

4e Thut present top personnel are stiampting o mke U0 8 gervice
B ot o "hottlanegk," :

S¢ That no Judgment of ‘he raw OCD iz nz yot pusdible, althowd: it
By Lo sxsun-d Ul a eeriow attempt ls Leiny mede %o correct former
faulte} tmt o periou of trial snd error mu-t be expeeted befors it can
suerge Ln £al forzg Wat cloge scrutiny &nd able direct on and advice
must be given UG during this perlod of crvatallization,

st

le Iz it proper to combine L ons undt lSbeary anc card index functions

#its those of plyysical onollection anl dissenination?

2, is it propar to add to tieubove the moro oparational functions of
detoraining requirewenis and coord:mting interdeparimental collscticn?

3. What qualifications hms OCU for deter:inizg the bast m-tiods ofy
and the sources for, gollection?

4s Is proper Jissemination azsured under tie rresent aysiem?

5¢ Hhold toe systew of reaiin. centers and reading panels be
revismod” FHou'd 1t be possible to have one c.niined voading cenler
ai C:A throyg: w:ich would pass a1l saterisl from IAC merhers?

‘ 6. Is tis present setlsl of determiumstion of pricrities by the
various ooencics propor? -

7o Although tirre 18 no prohibition ajairst direct cortact hetwoen
depariavntal agenclies Ifor collsotion, shiould a copr of all requssts be rew
eslved by CCu for awre couplete coardlmmtion? {(Thiz worid not obligate
@ encles Lo pass requosta through OCLj,

8. Under NLCID No. 2, paragraph 1, the State ant and the
Approved For Release 2003/10/22 : CIA-RDP8 50059-7



25X1

' - -
Approved For Release 2003/8/EGREIGBOOZGQR000500050059e7

Services are allo ated rasponsidb lities for collsgilon abroud and under
HSCID No, 3, paregraph 3, the 2 is s forth for State lepartsent amd the
Services & delinocation of dominant interostss Should CIA {and, more speei-
figally, OCh) constantly wateh collection wit in fislde of deminant inierest
for the purpose of elisminetdng duplication and assurdng trus cowrdlssilon?

25X1
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1, July 1940

HEMORANDUM FOR FILE
SUBJECT - Cbgervations on the Peard Harbor Report
The Joint Congressionsl Committes which underteck the definitive in-
ventigation of the Fearl Harbor diaster of 1941 mede & most careful study
of the intelligence information avsilsble in Hewail and in Washington prdor
to ﬂm Japanese atbeck, and resched & nunber of conelusione as to the adew
quasy of the informstion, its interpretation, and the administrative sction
based upon 1%, The Coosaitboa's study wae primarily of the substance of the
intelligence. BRowever, judging from what the intelligence showed, who in
fact vecelived it .m what fnstmotions or declsions wore formulated ae &
oonsecuensa, The Comuittee made certain recomsondations as to tho handling
of intelligmoe. It hes not, however, sttempted to peview the criels with
aﬁmmmmmmmwmw technioue dlaplayed by the gove
ernzent and the muitary suthorition in Hawali was either necessartly adecuste
@WWM,MWWM%&@W aystens of intelligeace honde
ling which might have given better results, Ite approach hus thus been essens
tally substentive, so thst for the purrores of the Imtelligence Survy 16
 has seamed desirable to conaider the handling of Pesr) Harbor intelligence as , |
a problem in Steelf, This noto is thus an abtemph to detersioe what mm-im;:
were available, mmmmmwﬂmmm, ravigwod
m MMMGW&I purposs in mind. Sinde ihh?amm a'bbmk
' - ' wf the most signifiiant wuﬁmf ALY .3

hmdl‘!mnf waugme by the American govertment intnim'c Mur tore

Approved For Release 2003/10/22 : CIA-RDP86B00269R000500050059-7



Y 2.
X

e E9ERE ¢
Approved ForRelease 2003/1&% P86B00263R000500050059-7
Ry e @ o as ¥

M

3

%e shall consider first the intelligence materiala which were avail-
able, These fall into six catsgories:

{a) Diplomatic intercepts., This was the single most significant
source of infornation which figured in the orisis, It included some hundreds
of messages, some of them of considerable length, and represented the corres-
pondance of the Japanese government with its diplomatic and militery repre- -
sontatives abroad during the entire period of the growing oriels of 1941 and
earlier. It included the vitally important exchanges between the Japanese
government and its ambassaders in Washington, as well 2s communications be-
tween Tokyo and other strateglcally placed diplomats in East Asia and Ewrope,
particularly Cermany. Altogether, it provided 2 broad and contimubus picture
of the development of Japanese offieisl thinking during the negotiations with
the U, 3, Pmobebly few governmonts in history, engagedinprbtraatadandiﬁ-
tricate negotistions was a major foreign powsr, have had such compleste access

| to the secrets of lts antagonist &s sccurred during these negotistions,

(b) Esplonags intercepts. This materisl is in the seme category as
ths diplomatic intercept materisl, but was less voluminous and less significant
in terms ot‘ foreign policy. It comprised for the most part comapondeﬂca
betwesn the Japanese government and consular agents on the West Coast of the
Vs 3¢, in Mexico and Central Americe, and in Hawali who were conduoting local
sspionage operations, Since the operations thamselves were not notably suc-
ma:tui, in Hewail as elsewhere, the intercepts w‘ere of limited importance.
At lesst one decisive item of intelligence, however, the sco-callsd "bomb~plot® .
message, was derived from this traffic.
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- {0) Greund sourcs information. Only one item cbtained from actual
observation on the scene fisures largsly in the Pearl Narbon erisis. This
m'ﬂmmmmw&mghmwﬂmmtethmmmm
porta from Shanghal southward, (p. ). |

{d4) Y. 3. Diplecntic reports, Thess inelude ths repular diplomatic
wrmmﬁtm&&«W%&ﬁ.&MmW, portioular

with the U, S. Enbasey in Tokyo. 25X1

{£) Aetion reports, On the morning of Decemher 7 the Havy made gontacts
with Japanese submarines off Feard Harbor, and eventually sank ons sueh ship
before the snesy aly attack oocurved, Similarly, the Ammy redar 1istening
pm@éﬂaﬁudimaamummhafquwuu;ﬂuumammi&azmzhmrhﬂ%nruuw
struak, Only imperfeetly available to the somanders on the sosne, none of
these data were lmown in Washington pricr to the attack,

How were the intelligance materials fram thess variocus sources assanhled,
and to whon were they avallable? The jand the Desamber 7 action 25X1
and ensuy uovement rejorts, st the outsst, were not avallahle in Washington at
all, and not in an effective way to the cammanders on the soens, The ground
awwma&mmmmamxmiﬁwnwwmmme!Jqumun@mwmmnmaawﬁmuﬂateﬁdh
2%rﬁmmﬂmuﬂ,nmiuucﬁerMmdtocmX&miﬂux%whn&amﬂmmw,aauﬁasm
to the hichest levels of the governuent. The most aingle striiing thing sbout

Approved For Release 2003/10/22 : CIA-RDP86B00269R000500050059-7



7
Approved ForRelease 2003/}

the receipt of intelligense prior to Fearl Harbor, however, is that the ree
smining intellisence natorials, and most notsbly the vital intercept traffie,
both ddplomatio and sapionare, was availabls only to a singularly saall zreup
of the top polioy authoritics of the nation: to iresident Rocssvelt, Secre-
‘taries lull, Stimson and Knox, Gensrals Harshell, Gerow and Milesy Adairals
Sterk, Turner, ‘ilkinson, Hoyes, Seluirmanng Col. Bretton; Capts, Frumer and
Safford and Commnder McCollum, The State Department's reparts from its mie-
sions abroad were also furnished te the President end the secretaries either
in draft form or as reported verbally by Secretary Hull, Virtually none of
the intelligence and particularly not the diplemstic intereept materisl, wes
sireulated any more widely omong the intelligense sgencles of the serviees, or
in the State Department.

Una of the subsscuant oriticisns mode of Pearl Harbor intalligenece, and
on¢ which 1s discussed in the Report (p, 228 et seq.), is the delay in trans-
lating nome of the Jepeneme intercepts, Certain of theso, whish in retrospect
'a& least bere strongly upen the projected attack on Hawall, were nod avallable
for hours or days after the Japanseo struck, This represonts some daficiency
in the orypbographie and tranalsting branshes of the Ay and Nevy (sltheugh
the Report apecifiscally preises {p, 231) both of these units), but hoe Litéle
beaping on how the intelligence available bafore the attack was handled, It
is snother of the fasoinating “might have beens® of the time, snd does not ale
er conslualons on how interespt information was dlstribated, and who teock
responsibility for analysing and evalusting iss brosd meaning. |

It should also be noted that the Japansse officlals of the Fereign Office
who wave conducting the nezotliations with the United States were in all
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;wobability sware of tho .Jan for the atback by the Imperial Havy and also
aware of its intendsd tarsel, The espionage messages were also inaspdred by
suthordtlies of the Japenese lavy who were presumably sware of the nature of
the intended blow. This faat seams to rule out the Izpossildlity of divining
the Japansss intentions ot soms peint by studying thedr messaes, Certainly
in retrospect—althouh hindsight Ls notoriously more exact thon foresigite
1% goecs clear that the information prior te Decesber 7 was aderuabs upon whish
to prepore an intellizence estimute jolnting out the extrene gravity of the site
uatdon and sugpesting the yoseible meuns by whlch the Japuness might attempd to
resolve 1it, |

Two things are sapecially important about the handling of Information
jrior to the attagk, Firat, the latercepts and US diplomstic correspondence
were circulsded to the Frevident and the Secretsries as "rew” intalligence.
Until sarly in Rovember the Fresidert had besn receiving briefs of the Japanese
ressages; afterwards he received the complete drafts, as did the other affisclals
ntioned above who wore lotimately invelved in the orials, These drafis were
in almest precisely the form in whieh thay were sent by the Japenews Forelgn
ofrfioe and diplomatic officiale. The American cilitary and naval interception
agencies (Signa). Irtellipence Servise and Op~20«C) were atrictly technisal,
with networks of radic 1istening yosts, oryptanalytic specislists, translabters,
ote,, %m, without intellipence anslysts. Interospted messsges were tihus 000s-
sionally disteituted under the mibric "an interesting message,” Wit no efford
was nade by 815 or Op=20=G to bring them together, snalyze ithen 2s to gonbent
and meaning, and maks un estimate of their implieations before sending them on
%o the tormost suthorities of the govermment, This was not by reason of over
sight, but because these ngencies were not expected to perform more then Seeh-
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Jatond, the materlal thus obtained was not made avallable to any group
of irdellisence anzlysts anywhere slse in the sarvice departasnts or the 3tate
Departagnt for study over = period of time and in tha licht of ol) other ine
forpaticn resching the poverrnment whish might have had an indivect besring ron
Japanss¢g-imarienn relationa snd thair midtary implications, The penerals and
adiairals and senior State Departmont offielals who had ageess to this material
wers not analysts in this sense, and habitually discharged senlor aduinistre-
tive rether than substsntive intellizence responaibdilities in thelr nowmal
capacities, Hot only where they busy and distracted peopls, but they were mot
intalligence analyests alﬂnr by assigrment or tralning.

o far as the ﬁqmri. of the Joint Comitiee states, there weve few estie
mates of the aituation prepared by the &Mﬁ most invelved, Only three
‘are meniloned: Un November 27, Seeretery Tull and Undersecretary Welles had on
thelr desks 2 report by Dr, Stanley K, Hombeok, polities) edviser to the Sso-
retary, entitled "iroblem of Par Fastern Relatlons-—Zastimate of Situation aod
certein probabiiities,” in wich Hopnbeck expressed the szregious opinion that
he did rot belleve the ﬁ'_. 5. wne "on the Ymmediste verge of 'wmr' in the Fagifis®
(Report, pe 393)» On Hovember 25 G-2 provided Seoretary Stimson with s suwmary
of the avallable inforation resarding Japamses milibary ard nawa) movemants in
the Far Bast (5.394). It doss not appenr to have besn an estimate in the steied
senss, ut Stlmson carvied 36 to the President and sugrested that 1t be read to
the var Counoll. On Docomber 1, Commander NeGollum of OMI prepared o memoran-
dum outlining the eritical situstien in the Far East (pe 207), But this study
fipured crdy na it provided the beslyround for a later sugpested meseags to the
Commander in Chief of the Flast of Decerber 4 which was not sent, but which is

¥y .*"“Fzgk&*—a
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surrounded 4n retrospect by mueh fruitless but compelling spssulation as to
its remilte had it been dilsaaﬁehtd. Actually, 1t 1e 41€f1icult to assens the
rolos jlaged hy &twma studies and mt.iaaﬁu, bub siree Lier are barely sen-
tioned in the Report, and sinos throughout its discussion, emphasis le placed
almost solsly upen the information sup;lisd by intercepts and evaltated by

the President and the Searetaries, particularly ¥p, Midl, 1% seems jrobable
that they were not ccnsidered sspselally isportant, perticulsrly in @ situstien
shanging almost hourly, They were not, it should bs neted, “soordinated" smti~
mtes, but were prepared in sagh deprtment upon the basis of ite own understand-
ing of the situation, There is no record of any attempt to form a joint Arvge
Havy view or estimate, or to assesble an explicit, coordinsted interdepartments
ammeabmmzmmmmxmwmcmrarammcmwn-
sonally,

A major fastor wiilch prevented the study of intsllirence materials ot a
lower lovel in the departments was the extress ssourity presautions whieh muw
rounded the Japanese intercejt intelligencs, Thue, in ORI, it was availadble
only to the Director, /da. [ilidnson, and to Comdr, :eCollun, hend of the Fer
Zastern lranch. Feither was on the "working level,” neither prepered studies or
oﬂimﬁaﬁrmmmﬁ]guawml&dng,mﬁm&ﬁmmiﬁsmumwgﬂ
undivided attention to the development of the orisis. Officers in the Ay and
Havy ot this lewel, morecver, wers fully comscdous that their superiors and the
heeds of the governsent wore aldng the most active and psreona) interest in
mmmmm,mm:'mmmmmrmmwmsm
visws without solieitation in sdvense, They wers slso concerned primarily with
military end navol poliey rather than with natdenal polley,
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Agtually, the final and ervelal intellipgence evaluation was done by the
heads of the poverrment; the Fremident, the Seeretaries of 3tate, War and
Navy, the Chlef of Staff and the Chief of Haval Operations, These individuals
worked without outside consultation except with esch other, and, as indicated,
mﬁwmmswmmammmwmﬁmrmmmmw
slant information awmilable to him upen which to base a judgmant or sstimate the
Navy's waich might have been helpful to the makers of polley. ONI, indesd, had
suwrendered ite svaluation funetion to dar Plane Division, Thass individuals
at no pulm suaght the production of any *mations) estimate® from anyone oube
side themselves, and there s no imtiretdion that need for this arossed sheir
sdnds, st lsast hefore Dscember 7, They felt themmolves responsible, and eon-
mwatnaammm&mwtmtmmtemﬂudmﬁmm_‘
its broadest aspects; and so gambined in themselves the funetions of intelligense
estimation and peliey deoclslion.

The Heport of the Joint Committes reccemends (on psge 253) "That thars be
a coaplete integration of Army and Navy intellisence agencies in order to awoid
the pifalls of divided responsibility. . f and that officers be salested for
intelligenice work who possess the beckground, ebo,, for such worky ¢ » " How-
svor velld this conglusion moy be, it does not follow directly from the rols
played by departasntal intelligsnce in the Pearl Harbor criais, Thess agensios,
axcoph for their topmost meabers, placed wall sbove the level where useful in-
telligence snalyais is supposed to be dons, were not inwolved at all, It is
very possibly true that neither O=2 nor OHI had availshle the inte)ligence offie
oars of the saliber re-uired o deal sdecustely with the information which migh

have been made avallable to shem, This may hawe been a practical reason for

o EE
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withholding 1t from the partiocular officers then at work in the two agencies,
Yot ssounlng that intelligence anslysis is an art and 2 ssience, and that able
mmmmwmmmzmmmmumammmﬂm
per than, persons without such training, this argunent is only practically and
oot genardeally sound, If there wap a reason for having regional intelligence
erganisations in the military departments and the State Depertewnt (not there
sallod an "intelligence” unit), there was sven grester resscn for allowing
WWWM&{M&M%WM&@&%MM&&W&M
a presninently threatening sitvation.

Assuming 1t to be true that the heads of the povernment acted as their owmn
intelligence analysbe during the crisis, was there any reasen in prineiple why
thay should exsinde the established anslytiesl agencies at their diaspossl? There
nay sean b0 have been an elemant of perversensss on thelr part in this almost
gonscious divorcement from facilities which might have atood them in gecd stead,
and the implicit assumpdion seems only too evident that if they had reloxed thelr
overvhelzing securliy precsutions and had attampled to share the intelligsnse
problen of the Japanese ¢risls nithmtm&md individusls, the result adght
have been differant, This ean only be presumed, howsver; and ecertainly there
can be no desonstration beyond doubt that the yesults would necessurily have
bean different had intelligence analynis cocurred in depth, and had s sucoesslon
of "national estimates® of ths deweloping situation been lald on Fresident Roose-
velit's deak each memning,

Thers is a further elesent, however. Coneldering the nature of the orisis,
and of thaiy responsibility in it, eould the Fresident, the Searetaries, the
Cafs snd CHO have been expeeted to rely upcn the estimates of departmental or of
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an ®inpartisl® central agenoy in a msdter which went to the very hesrt of thalr
reaponaibilities to the natlion? Perhaps they could not rely upon them to the o=
tent of lotting such agenciss presant irterpretations to be followed implisity,
But oould they depend vren them $o any significant derres at alli ﬁeuﬁhnnaﬁuﬂ
of such an upheavel allow that more then one &ency can share the responaibility
for snalysis® Could any sgensy, no matter how wall stoffed, no matter how well
provided with written reports (lut excluded from the Mts.ma of those re«
sponiaible for poliey), rrovide estimates which would add to the understanding of
the problam by the senlor axecutives? Is perhaps the charatter of national eriads
such that in its shaping and existence there is room only for these in control of
poliey to*know everything” and to judge action in the 1ight of this knewledge?
May there not be an lnevitabls tendency in such times for the persons ultimetely
responsible to place themselves in the line of recelving all factual information,
from which they dvaw thelr own conclusions in the lipght of their understanding of
pationel zepiwationa and ideals? If this is the case, 1% sugsests that no "inme
partial® ostimating group, not in the chain of esommend, snd not cecupying by the
mature of its shatutory or constitutional basls an expliclt Wm&w Lfor

nationsl policy; esn sxpect Lo receive the information adecuate for the formotion
of inclusive and judicious estimate which sould emert influsnos upen the Prosi-
dent, and hies esbinet offieials., Certainly the experience of 194 shows that all
irdellipence sstimating capabilities of the governmant wore in fact disregsarded
hy the heads of the state, The sxperience thers, mereover, sugcests that ﬁﬂirv
fallure to share ths burden of estineting the isplications of the svallable in-
formation goes besyond the meve limdtations of security and asswoss the form of
sn inevitabls charasteristis of pallay formstion on the highest leve) in ime of
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extyreoma orisio. The polioy authoritlen alone share the "broad view" and have
“g]), the information”; theirs slone is the heavy responeibility for notional
policy; thelrs, aa a result, is the function of intelligence estimstlan,

In the 1ight of the foregoing dlscusaion, it is pessible 4o meke scrw gonw
eral obsarvations which may have bearing an the present handling of intelligense
within the govermment:

() Intelligence ovalustion, as such, at the time of Foarl Harbor, was ale
zost exolusively a function of the yelisy authorities on the highest level. The
saze has been true of orises in 1948, when the policy suthorities have Loen thedy
o estimators, bosing thelr eanclusions on perusal of more or leor rew intellie
gonoe,

{b) There weuld have been, in the nature of things, little reliance upon &
Caentral Inbelligence Asency of the sort that now axists had 1t been funetioning
in 1941, Similerly, there has been little reliance on CIA, sxsept for the potens
tial contribution of 50, in recent erises,

(e} The sonce;t of intelligence evaluatlon and estimation by an “impartisl®
agency which®sess overything” may not be valid, for the reasons that it cammob,
in the nature of the case, "see everytiing” peouptly, and its rewvel from polley
responsibility in the time of erlisls maiss its views scademie to those who are
responsible,

{d) 4 sentral apency may perhspe serve better in sush times through its
"Comaon services® thun theough 1te sstimating funetion, The raw intellizence
which S0 aay ;wovide tan be of the highest Importance, irrespective of whether
or not an estimsting staff also existe, N

& n Y |

MMhmmmmWMM#rthhmmwmﬁ'
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view that intellisence estimation 1s effectively performed only by the MespOn
ibile rolliey authoritios. In the Derlin difficuliy of the present ucosnt the
mt&nl 1oliey declsions heve been in the hamde of 5State snd service depuarts
mantal chiefs, with the President being kept inforwsd for his ih!mﬂﬂn and
coneuryence, Those most concerned have been Secrotary Forpestal, Undersscrebary
lovett, the VWar, Havy snd Alr seoretarles, thalr chlefs of m;ffs; and their
staff ghiiaf intellipence officers., CIA has appcgmd only to the esbent of di-
gesting cartain State Departnent commnications in 1ts Dailyp in eommemting upon
the situstion in i4s Yeokly (without noticesble effect on yoliay)s in oirculating
gertain “paw” peports secured by 50; and in producing, us of several wesks before
the develorment of the emarcency, a rather generzliszed diseculsitlon upon the cone
slderations inveived in maintaining our chake in the Cerman capibtal, As of the
fresent moment, when ths matter is cost vexed, cur polisy seeme to dapend to &
larpe extent upen a sonsle basie estimater that the Russians are not prepared

for war, 2ot will not fight merely to throw us cut of Barlln, But this Judgment,
for all tiat is gvident in the output of CIA, sprears to have been schisved in-
dependently of 1t or its eatimators. The overall estimates of Russisn indentlions
appesr %4 have been formulated in the State Department, and to have besn asscepled
by the military agencies, It is entirely cleer that CIA does not ovan recaive
cortain of the basle correspondenss in which our poliey is discussed hetwoen Washe
incton and Germany.

_ It may again ba true, as it was at the time of Fearl Harbor, that the peliey
authorities of the government do not place suffiolent rellance in the existing
eotimting apengyw-CTAweto provide it with all pessihle informaticn, and to aweit
its views a8 having a significant bearing upen their decisions, 4 in 1941 thias

Ay be im part because of security ocnsiderationsi dut in the almest automatic
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handling of the arisls by the policy suthorities comteroed, both as to lnter-
mmm@:mmnmm»mmmmmm;m@,mm
mm that impartial inwllismwa' estination, by an azency :kst responaible
for policy, has more effective sxistence in theory than in fact,

In an effective woy, ﬁwmmt&h&wap;ﬂﬁthWevmu
of the yesr involving Azsrican security. Cla's gontribution in the alisnation
of Yugoslavia from Lhe Soviet sphere has besn in terms of paraphrascs of State
Departasnt ftems in the Dally Sumsary, not comsented upon with an ovsrebundance
of insight; similar digests of avallable informaticn in Feeldy Swemaries; and
the aduission that all official informatlon from Yugoslavis has cone from She
State Depurtament, ainoe no 50 reports have been received, Insefar ss Amriesn
goliey with respect to Tugoslavia has been soncerned, CIA hus filled the role
of spsctator rether than psrtielipant.

ILLEGIB
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SECRET

MEMORANDUNM

SUBJECT: Solentifioc Intelligence

There are c?rtain peculiarities whioch affect the field of
Scientific intelligence znd the position which it ocouples in relation
to other forme of intelligence., In the first place, there 1s the
absence of an agreed understanding of what is involved in "sclentific
intelligence?, including the question of whether it ig concerned
primarily with "pure science® of "applied ecience". There is also
the fact that solentific intelligence ia of general interest to the
entire scientific world and does not affect only the national security.
This ie unlike the fleld of military 1ntélligance. for example, which
ig almost exclusively of interest to prafessionél milltary people,
One aspect o this situation 1s that in golence many of the most
competent personnel are outside of Government service and certainly
ouiside of service in the natlonal security agenclea. The problem of
putting them to effective use for solentifioc intellligence purposes
affecting the national security oreates, in consequence, &ifficulties
over bthe proper security precautions which need be observed and the
relatlions between the solentists and the military. There are aslso
Certain questlons as to whether the primary interests and loyalties
of the scientlists rest with thelr professlon and with the desire
thereof th increase the general fund of sclentifliec knowledge or with
sclentific intelligence, its special needs and its security require-

mnents.
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Eesoause science contributes to almost all phauén.of ths'
n&hi&iz&ticn and war oapadilisies §f s nation and to its offensive
and defensive pewer, interest inm sclentific intelligence is scattered
in meny places. The various Armed Services, holding 1t to be thelr
proper responsibility to atiack and defend with their resmutive
aras, feel that they dc not have ar identical interest in scientifip
intelligences, btnt that céoh has az intsrest corresponiing to the
offansive or fefensive missions of thcApartiuular Service, As n
Tesult of this and of the fact that interest in scientific matters
is #o widely scattered throughout the Goverument and cuteide, thers
bas been little prn;;oal in developing a ceantral argnnifation for
scientific iniélli:lnce or in defining the respsciive spheres of the
ilf!erant Services or the interests which they have in common. .

Pinally, shere is a psculair situation today in which, for
practical purposes, aa artifiecisl distinction exists heﬁvoﬂn %auclear®
and *"zmon-nuclear® sclence. A variety of legislative add historiecal
consideratioas have contriduted to this distinction, which cbvicusly
has no validity but, as a practical fact, it cannot be ignored in
organising and devsloping scientific intelligence,

seagad
€

Scientific intelligence, as it affects the national security,
is hanﬁlnd in a uumder of different places., There is no clear-cut
delineation of funotioms or ratponcibllitiani and there is no effective
machinery for coordination, except in limited respects. The agencles

concernad as producere and consumers inclule the State Department,
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Army, Ravy, Alr Force, Atomic Energy Commission, hm:;ch and
Devslopaent anard., Central Intelligonce Lg;nny. Joint Chiefs of
Staff and the Armed Forces Special Weapons Projesct. This 1list, of
courss, doss not include the non-military agencies, such as the
nopa#tunt of Agriculture, the Burean of Standards, Weather Bureau,
and ﬂatlonai Security Rescurces Board, all of ;thich have a real
iatersst ia this problem as well as a contribution to mske. For
pressnt purposes, we ocan 1imit ourselves %o the ﬁgcnciu siich are
primarily eona;rna& giﬁh selontific intelligence as it affects the
zsational seocurity, although ve susti assure purselves that these
agencies are draving assistance from other sources.

The Goilsction of scientific intslligence is carried on by
s number of agencies operating in the 'ﬂnlie& States ané abdrosd, The
Eational Sescurity Council Intelligence Directive Ho. 2, dealing with
collestion, does not assign the dominant interest for sclemtific '
1nto3.3l.igonen to any department, bt prescribes shat sach agency \dll
enlicct scientific (as well as economic acd technological ) intelligence

*in nceormns with its rupacuvc needs”. Ap a result, the Army,

Bavy, M.r Foreo, and Stato Department are all, te the extent that they

individually ohooss, collectors of scisntific inhlugenoe. In

add$tion, CIA oollects selentific intelligencs on behalf of all of the

>

agencies through the Office of Special Oporl.tlon.| 25X 1

25X1

25X1
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The collection procedures, the assignment of requirements,
and ihu determination of priorities are not made in accordance with
sny over-all plan centrally controlled and corrdinsted. 3ach collecting
sgency gives the nssignments it whshes %0 i%s own collectors, although
it mey receive and handle Tegquesis from other agencies. Ia cases where
& collsotion regusst is semt %o GIA, the Office of Collection and
Dissemination sktnpt.s to canvaas the collection possibilities through-
out the Government ani to see to 1% that the collection requesst is
esnt to all collaction sgenciea inside and outside CIA whioh might be
in a. position to meke s contridution. Hovever, the Offios of Jollection
and Bieniinatinn is ﬁle to act only with respsot to those collectlon
Pequests that come into CIA from the outeide or vhich are pesed from
one part of CIA %o imthor. There is no c§ordinatnd praco_&nn with
respect to the whole fisld or individaal parts thersof {except for
. atosic snergy) weredy the’ experts in and consumers of scientific
intﬂiigema develop their collection rc.qnireuntn in close consultation
with each other and with the collectéws.

In the case of atomio smergy intelligence there is the same

mul tiplicity of colleoting agencies {80, €O, Army, Savy, Alr, State,
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und the ABC), but the problenm has been somewhat differently handled.
Because of the conuntut&c;g of responsidllity for atomic energy
intslligence in the ¥uclear Energy Group of OKA, which has worked
slosely with the nuclear snergy specislists of Army, Xavy m& Alr,
theré hae besn a greater seasurs of sovordlaation in this fleld of
solentific collection than in the others, The ohief collsction diffi-
culty has arisen betwesn the Nuolear Energy Oroup and ARC, whoee facil-
1ties have been nsad info#melly for colleotionm, without all of these
facilities having been placed at the disposal of the ¥uclear Energy
ﬁrnq::. It is %o be hoped, however, that this situation will de
remsdied 1f other difficultiss can be worked out snd as a result of
the association of Dr. Colby with the Atomic Energy Commission afdid hisw
working together with She Nuclear Energy Group. |
' seses

with certain sxoeptions governing the case of particularly
‘sensitive saterials such as astomie enwrgy 1“0111;0&\« or coami#ationn
1::&&11;&».. there seams %0 de fairly broad dissemination of all
solentific intelligence received in Weshingion. %The pri.@ipll airfi-
culties scem to arise cut of the dissatisfackion of the expert consumers
whsn they are not allowed to have sccess to Inforkmtion concernling the |
souros of the iantelligence they are called upon to use. Scientists
who are callsd upom to evaluwate highly specislized informetion claim
that nzg; cennot 4o their job propsrly unless Shey have full accsss %o
Taw s.nféruuen m complets kuowledge of sources. This problem has

' been particularly scute in the case of atomid energy and the present
i_. ‘ ‘ -
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arrsmgement vhersby Dr. Colby of the }inlc Energy Commission is to
bave full mccess to all source materisl is a recognition that the
resolution of this dilemma hinges upon an agreement that the expert
consumer needs to de satisfied as to the validity of the :Memum :
banded to him. If this problem has mot arisen so acutsly for other
£1e1ds of sclentific intelligence, the only reason msy de that thers
has been less activity in those fields. It may be that the same |
difficulties exist thers smd would becoms evident if the persons working
in these fields had concerted ami ecordinated their sfforts to an
sxtent that caused them to become more conscious of the difficulties
‘ hasticazping thair wvork.

' One further difficulsy lies in the fact that not all availadle
printed msterial can be put io effective use bacause of the language
diffioculty. The systematic simly of foraign 11taraturo is hampered
by & aha_rtm of security-cleared personnel possessing the necessary
langoage sod other gqualifications. .

| Bxcept in the field of atomic snergy intelllgence vhere
there is -un room for 1lproamacnt. there i3 zo means for producing
what might be considered natiozal wlm‘nﬁa intelligence alttnﬁn.
Ia othsr words, althongh scientifie iannlgoaee is an object of concern
%o & number of individuals in different agencies, thers is no recognized
wy of produning am agreed and authoritative ntmn’of. & prauﬂr;.
Under National Security Gouncil Directive ¥o. 3, each agency is respon-
dble for the production of sclentific intelligence *in accordance

with 18 respective needs®. One would expect to find that Sciemtific

SECRET ,
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Branch in CIA-ORE performed the functionof drawing together snd
coordinating the production of soclentific intelligenits estimates.

This has not happened. Fhe reason may be the slowness of the Soientific
Branch in forming ite orznnh@tion or it may rcaﬁ in the conception that
its Chief, |:|hu of its mission, being, as ke is, more
intereated in science for science's sake than in scientific lsntelli-
gence, , Alsc, the Solentific Branch may be suffering from some of the
seme uncersainty that affeots the entire ORE organizstion so that it

is not olear whother ORB is Jjust another produser of intelligence or
has the responsibilisy for coordination the efforts of other agencies.
The faot remains that there is no recognized method by vhich coordinated
estimates, generally recognized as valid, are produced. The Reaa@reh
i Development Beard, which obviously has a major interest in scleatific
intelligencs, frequently complains, amd with reason, of this deficiency.

in the Central Intelligence Agency, thers are a aumber of different

places where scientific intelligence 1s handled., On the collection

side, the Office of Operations has a Sclentific Specialist

panels of qualified and securisy-clsared consultants in various cities,
so that the memders of thsse panels can be called upon fed assiatance
in Sapping specialiszed sources o scientific intelligence and will

at the same time kesp thler eyes ocpen for thie kind of Sathlligences .
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The Poreign Documents Branch of the Office of Operations has several

_ translstors vho spend most of their time abstracting and translating

forclgn ieiuntiﬂc documents on & rvoutine basis smid slso 1ix response

o .pasna requuu. in the Office of sgnaxnl Opsrations, there is

s Teghunical and Scientific Sectieon wi_th the task of

nuhﬂu the geographic desks in the produrement ani handling of
soientific intelligence obtdned through covert nlmn. Also 4m the
Office of Speoial Operations is the Nuolear lnorgy Growp (aolonel
|:| which, in additien %o purfornu this same function \d.th
respect to the spscial field of atomic energy intelligence, is also
the principal central sveluating unit in the Goverament for atemic
snergy iamtelligemce; thus, it advises ml guldes ihe collsstion of
atomie energy intelligence and at the same time evaluates the product.
Its proper place in CIA is really the CBS Seiutiﬂ.# Branch and only
p-ouliar and personal comsiderations have caussd it to be put om 080,

In tho Ofice of Reports and Estimates, the Scientific Braach |:|

has been very slow in getting stadted. The Branch does met yet

have ; recognised position sither in CIA or im relatioz to the other
gre#pl interested in scientific i.nu‘nigmm. As originally concelved,
at least fiu the minds of the Research and Development Board, ﬁtieh
mm:imtaa:lto his present position, the Sclentlfic Branch was
$b have been the central coordination point for scientific intalligencs.
This development has not yet occurred and in fact tke Scisatific Bramch
has done little toward u‘uu‘ producing or coordinmation the produétion

of gcientific estimates., It has been working on individual gquestions

Approved For Release 2001’&1&&3 IR-RDP86B00269R000500050059-7
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that have Desn brought to its atti@igxtion ami 1t is not certain that

it has a clear undsrstanding of mt is involved in scientific intel-
l1igence as comparsd %o & g-ural 1ntnrut in setent&ﬁ.e developnents.
It should also be moted that the work of the Scientific Branch in ORR
sesme to bs quite nnniatcd to the work of the various regional
hr;néhei. ‘vhieh cosprise the main portlon of ORE. Siace the rsorgan-
tsation of the office of Collsction and Dissemination, there is now

[ 4
in the Office of Reports and Estimates an ipdividnal whose task it is

to coordinate the cblloclion re'quireatnﬁ of tha ORE lmehe: {incliuding

the Scientiﬂa Brnnoh) snd thon of cutside agencies so thet approprhto

couaﬁﬁon directives n;r be issusd to 00 amd 080, OCD ias still

ruponliblo for coordinating conmtiun requirements vhich are referred

to gutside agencles.

wsas s

. The principa; problea in the sciemtific intelligence field

seems to be how to devslop & soordinated sffort wvhioh will make 1%

possidle—- ‘

| (a) To plam collection reguirements and nt&odt in
coordination with the colksaiors.

(v} To uhbxilh prhorities.

(c) 7o produce authoritative estimates which resuls

1
from their concerted efforts,

SECRET

Approved For Release 2003/10/22.: €14-RDP86B00269R000500050059-7

25X 1



Approved FOLReIeaS%Eﬁ : CIA-RDP86BOOZﬁ9R000500050059-7

This concerting of efforts should alsc rﬁnlt in bring
$o 1ight cases whers there 1s a dangercus gap betwesn ’the solleactors
and the consumers and vhers the anslysts reguire information %0 which
they arc not ghven access.

Assusming that CIA contiouss to m- the nupnnlibuitx for
the dgardiutian of intelligence, it seems necessary that ia the
scientific tiﬂ.& steps should be takon ac that Cli mgntanés amd
anre a!foetiﬂly discharges that rnpnuihutt;r. In strengthening
the solentific work of CIA 1% may be duin‘bla to consider conto}.masin‘
1% in ome place rather than leave it scattered, as at present.

1t sesms unnecesssry at $his time to press foward with any
fnrther inquiry of the atomic energy intelligence plcturs, although we
shouid follow cloaely thc wey in which the new arrangements work out

Detwesn the Atomic Bnergy Commission and CIA.
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I. General Description °

The Office of Reports and Istimates (ORE) of the Central Intelligence Agency
25X1

is one of three major branches which deels with the procurement, analysis, evaluation

end dissemination of intelligence information. |

|The Office of Reports and

Estimates has the special function of receiving informetion from these two agencles
of CIA (although nof necessarily ell of it in the case of 080); of receiving in
addition a far larger and voightier flow of information from the intelligence services
of the Intelligence Advisory Committee (IAC) agencies, including tho‘stato Department,
War Department, Navy Department, and Department of Air Force; and of gathering etill
bther information from outside sources such as non-IAC agencies, the Library of
Congresas, and elsewhere; of reviewing and considering this mass of raw or nearly raw
material; and of freparing from 1t & series of intelligence reports in different
forms, the cheracter of which is supposed to be '#stioaal intelligence required for
national plenning policy and operational decisions,"
N¥o other branch of CIA shares this reporting rolponéibility to any droad extent,
25X1 althoush[:::::::::]diuuomlnato information to tbe Director of CIA, and in raw form
to‘depa{tmental agenclies, The senior peroonnei of CRE are generally sgreed that
insofar as CIA has the function of providing the top echelons of the-fodor-i
government with considered intelligence reports and estimates, the unit within Cla
vhich will perform this function 1is their own,

The Chief of ORE at the present time'il Mr. Theodore Babbit, aged 51, a former
instructor in Romantic languages at Yale University, an assistant dean of frashnen
there, and during the recent wir. a colonel in the Army with duties of g itailon and'
attache nature in the Hoditorranoln-arén. Personally agreeable, he is not generally
conlidorqﬁ to heve much force; and his appointment in CIA evidently wtems from
previous positions held in the Office of Intollig;nce Research (OIR) of the Department

. of State. His title is Aseistant Director for Reports and Estimates,

Mr, Babbitt's deputy until May 1 was Capt. Arthur H, McCollum, USN, a naval

intelligence officer of considbrable experience, who remained in close touch with

25)(1he Office of Naval Intelligence during his tenure in ORE. His successor is a

| | a recent graduate of the Navy War College who will begin his

V]

essignment in ORE soon a!tor June 1.
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Under the Assistant Director and his Deputy are an Administrative Officer snd

25X1
a Plans and Policles Officer. Only one of them, the Pleans and FPolicles Officer,

| has Tesponesibilities in flelds which basically affect ORE's work

with substantive intelligence,

The operating unite of ORE, those which actually receive, study, and write
estimates based on intelligence reports, are six reglonal branches and five
consultant's penels. In addition, two branches, devoted respectively to mep research
end intelligencs, and to sclentific intelligence, operate as independent functional
unite within the ORE structure. These intelligence-producing drenches and peanels
iseue their completed reports through two chennels: the Current Intellligence Group,
which controls the form and manner in which intelligence is reported on a daily and
weekxly basis; end the Estimates Group, which 0perat§| the mechanisn for publishing--
although not for writing-- steff intelligence, i.e., special reports on rather droad
subjecte detalled in some length. A third intelllgence-producing channel is the Basic
Intelligence Group, the chlef responeibility of which is %o produce a series of National
Intelligence Surveys eccording to Joint Intelligence Committee priorit@uo with the
asnistence of departmentel intelligence agencles. The work of the Basic Intelligence
Group 1; essentially that of coordinating departmental activities; and in this sense
1t Aiffers substantially from Current and Estlmates Group, which phbliuh intelli%?neo

prepared within ORE itself,

9ince the units of ORE just summarized comprise the "working" suddivisions of
the Office, it is worthwhile to review their activities and relationes in some detall
before going on to coneider their product. We shall oonsider the Regional Branches,
the Consultant's Panels, and the Current and Estimates Groups in that order, ‘

The li; Reglonal Branches, in addition to being tthout controversial ontitioil
in ORE, are pro£ab1y its backbone, Rach branch has responsibility for intelligence
estinates sffecting a designated geographiosl region: Western Zurope, 1ncludingl

25X1
Austria and Ozechoslovakie; Kastern lurope/UBSR; Hear Emst and Africe; Tar Dast;

covering all countries south of the Rio Grande. In thése dranches work the bulk of
the ORE personnel; to them go most of the reports which ORE recelves in the first
instance, and elmost all reports before being sent to file., They are the producers
of the overvhelming quantity of intelligence issued by ORE; and on them in theory
falls the basic responsibility for preparing the estimates "required for netional

plenning polioy end operational decisions.” Bilace thelr responsibllities are great,

since they have most of the personnel in ORE, and since they are jealous of their

Approved For Release 2003/1 h B00269R000500050059-7
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central functions, they figure largely in the internal controversies which dietinguieh
& nuaber of the working relationships in GHE. Individually, they may be .dolcrib.d
as follows:

a, Western European Branch: This is the target of a great quantity of internal
criticies within ORE., It is held up by numerous people as the exemplification of most
of what is wrong with ORE in terms of competent personnel, useful product, convenient

vorking relations, Conversely, however, when one interviews the Branch Chief,

25X1|

and talks with his deputy,

25X1 |

25X1

25X1

one receives an equally warm indictment of other branches and individaals

in ORE. The Western Europesn Branch appears to carry on a running battle with Current

Group for reasons which will be described later; and is regularly out of step with

Egtimates Group., It is 1‘1lt0d by several Judges as the next to the poorest if not

the poorest regional branch in ORE. Yet in conversation vith:l much stress is 25X1
Placed on the Br;mch'a responsidility for estimates, and much criticiss is expressed

of other parts of ORE for preventing the publication of estimates, and for throttling
attempts to make comments on intelligence items 1n current intelligence reports,

b. Eastern Buropean/USSR Branch: Until recently the chief of this branch vag

He wvas criticized for

25X1

%carrying all his intelligence in his head", and for measuring all events in the

Soviet Union in teras of preformed judgements., Eis successor
:l an 0ld and experienced Army intelligence officer with much oxporionco in
the Yar Bast and some firet-hand acqueintence with Russis during the recent war, Eis

branch personnel are said to be very weak, or at best spotty; and to be committed to

a priorl interpretations of Soviet intentions and cqabilitiol.:Ll s momber 25X1
of & JIC committee on the Soviet Union, and so has contact with the higher levels of

policy: he 8180 is chairman of an informal committee on departmental intelligence

officers responsible for Eastern Eurcpe. MNost recent estimates characterize this

Branch as the poorest in ORE, although it is egreed that|:|hu not yet had 25X1
time to improve 1it.

¢. Near Eastern-Africa Branch: This is generally o nsidered to be the best

of the (RE regional branches. Its chief, |1. a former naval 25X1

intelligence officer who saw duty in the Near and Middle Bast after having visited
and worked there as an archeologist. BHe has the respect of his ORE-colleagues, and
works véry closaiy wvith the Near Eastern political desk of the State Department,
while maintaining close relations at the same ti;e vith his opposite number in OIR,
State, He considers his branch personnel to be o*igh quality, end 1s satisfied with
his working relationships with Current Group and Estimates Group, although not wholly

80 with the Consultant's Panels or the Basic Intelligence Gronp,

G B - ‘ ' " P
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4. Tar Rastern Branch: Its chief 1u| |a regular 25X1

navel officer with some ONI experience. The branch hes been characterited as "fair®

25X1 in lﬁn personnel and output; I was not much impressed by_|:| but rather more so by 25X1

| Ihls deputy. The bran&1 appears to have established normal lialson

‘relationnhipn which are effective, and to follow in other respects the general pattern
of ORE working relationships. I bave not heard particular criticlem of the branch
#rom Current or Estimates Group or elsewhere, but have geined the impression that its
contribution is somewhat colorless end uninspired.
25X1 o. TWorthern Brencht Chief i | former university professor
(public administration) snd civil servaent, during the recent war an Armf officer
asaigned to London as aseistent mllitery attache. He is methodical but rather
unimaginative, and the outsilde estimate of his brahoh is along the same lines, His
relations vith Current Group are generaliy good, but Northern Branch has been criticized
25)(Lor low productivity =and for poor quallty oftltaff intelligence. It is presumed that

[::::::]recognilel the inadequate quality but feels unable to do enythlng about 1it.

f. Latin American Branch: Ohlef ial a former school- 25X1

master who served during the war as & colonel &and secretary-general of the Inter-

Americsn Defenge Board, His branch is held in generally good repute, ulthough>ong
25)(£earu references to[:::::::::::::]au "academic? and "pedestrlan'. He is & member

of 8 JIC committee on anti-sabotage, eto., defense of the Western Hemisphere, and’

thus has some insight into high-level policy planning. Latin American Branch appears

to be fairly well staffed., It falled, of course, to glve waraning of the Bogata incldent.

Despite their individual differences in staff, quality of intelligence output,

etc,, the reglonal dranches have numerous points of similarity in regard to operating

prectices, Tor all of them, the main source of 1nform£tion is the State Department,

voth cables end reports. This renges from en estimated 60% of all matorial received

(Far Eastern Brench) %0 nearly_90$. Next most important source is nilitqry‘httaché»

reports, which amount to from 10% to 15% of reports received, B0 generally contributes

more than ONI, Navy, but quelity is irregular and queantity limited. 00, for most

branches; is only starting to contridbute, and some of them have recéived next to

nothiﬁg from it, but indicate that they expect 1t to become an important source in

the fu%ﬁre. Alr Intelligence, being still nascent, contributes virtually nothing to ORE,

All regional dranches profe!l to have well-established lialson contacts with

departmentel intelligence ageﬁciol. both for consultation and for providing concurrence
with finished papers. Intimacy of contect veries to some degree with agencies; OIR,
State, sppears to be rather temperamentsl in desling with ORE brenches (and it is known

generally that OIR considers that ORE duplicates its own function in large neasgre).

.1"‘ Ta i‘ 5 L
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With some branches OIR has good relations (EBastern Europe, for example), and with
others, rather more distant (Northern Branch). Army contacts are generally good, but
not much used. Navy seems cordial, but hae very little to offer., Alr is eager bdut

next to informstionless, ORE Branches take a somewhat ecid view of 0S0 security,

vhich prevents them from entering the is housed; but all indicate 25X

that they have good and cordiel telephone relations with 80, and several (Near East,
Western Zurcpe) indicste that the 80 men working on problems shared by ORE will visit

tho[:::::::::] on request for consultation., ORE personnel are inclined to resent

their exclusion from[::::::::::] however, '
Tew of the branches see fini-had| reportn on their aress, 25X1
and those that are seen Fre out of date when received. They

are descridbed ss very valuable, however, ;

The Brenches spend varylng amounts of time in preparing ltems from cable traffic
for the Dally Summery of the Current Intelligence Group. Some estimate this as low
as two to three hours' dally; from other sources it seems clear that some dranches
spent an inordinate amount of time each day on this work--all morning for several
analysts, for example. Articles for the former Top Secret Weekly Report took an
estimated six to twelve hours per week to prepare; no estimate has been.recoivod on
time lpaﬁt‘on the present Secret Wsekly, but it is probebly as much. The pervading
difficulty of desling with the Dally and Weekly Summaries so far as branches are
boncerned will be treated in connection with the Current Intelligence Group.

Stsff Intelligence, i.e., the production of lengthy, rather thoughtful estimates
and reports on given situations affecting reglonal Branches, is at present on an
informal basis in ORE, This will be treated in detall in connection with the work of
the Petimstes Group, but it should be noted here that most projects for staff ;
intelligence, unless requested by an outside agency such as NSC, are initiated by
b¥anoh peroonnol; usuelly by the snalyst assigned to a partiocular country, FPapers
thus prepsred sre reviewed and edited by the "branch editor” in those instances where
such an officer exists (Near East, Western Europe, Emstern Europe have such editors),
end forwarded to Estimates Group for further revliew, publication, and clearance,

The Plan; and Policles Group has not yet cetedblished r system of priorities on the
subdect-matter‘of such reporte, a fact which bas resulted in the production of steff
intelligence which is out of date and occasionally irrelevent, and the failure to
produce needed and relevent estimates,

The quéetion of outside, top-level guldsnce in the production of intelligence

estimstes on importent subjects is dealt with differently by the Branches, The best

of them, notebly Near Iastern, believe most strongly thet ORE should have such

CECRET

guildence., The question seems less importent to the Northern Branch and Latin Apericsn

Brench; but ieappesvidtorRirnak 7087 10723 T ReROM 55 200X008858085688 980 Branch,
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much criticized by ites peers, insists that top-level guidance is imperative,
Actually, at the present time, little suck guldance is received: wmle branchee have
completed papers at NSC request (the question of liateon with NSC end JIC is & very
vexed point with CRE), but for the most part intelligence production by the dranches
and penels proceeds in ignorsnce of the questions 1n the minds of the very national
policy plemners end the maker of "operational declisions® whom ORE is intended to serve,

All branches share personpel problems coxmon to CRE: all are short of CAF -
personnel, all suffer from the extreme delays in security clearance which obstruct
recruitment of new personnel.

In general, the dbranches tolerater the consultent's panell'vhich exist alongside
them in the ORE structure rather than uphold their special function. They are inclined
to be critical of tho-editorial privileges taken by penles on their mmpleted intelli-
gence, and one of the basic questions of responsibility in ORE refers to the obligations
of regionsl 'I;ranches to accept the advice of consultent's peanels and vice versa.

The branchai take little or no responeibllity for the coordination of intelligence
sctivity anoﬁg departmentel agencies. They refer to the "concurrences" extracted from
these agencies for ORE's staff intellligence reports, and point out that as nowv constitused
they are not in a position tc; coordinate departmental intelligence production in their
particular spheres except by means of mutusl agreement. In some instances Branch
personnel lament the inabillty of CIA to "compel® deparimentsl action on common
objectives, dut oth'erl simply refuse the question. B8imilarly, CRE 'bram;hu do not
attem];t to0 coordinste departmentsl intelligence collection requests, which are handled
by OCD,

The dranches 40, however, at least appeear t6 teke seriously their nltimate respon-
eibility for top-grade utimate‘a of situations affecting U.8. security. Although one
-;aay sense & certain alr of unreality considering the fact that ORE does not yet have
21l source materiel of the highest grade, and consldering that ORE is divorc\cd from
close contact with policy plenners, the responsible Branch officers unhesitatingly
essert that the responsibility would be theirs within CIA in the syes of the country
end Congress in the event of, for example, a surprise attack in unexpected farce,

The two speclel branches of CRE witbout reglonal cognitance are the Map Branch,
which was teken over in toto from the State Department in 1947 in order to avoid its
dissolution for leck of funds; and the Scientific Brench, which was started in ORE as

. & besic 1nteiligence reporting unit aessembling end eveluating information on foreign

sclentific developments. The Map Branch, headed byl conducts mep 25X1

intelligence activities, receiving and collating all new information received in ORR
on cartogrephic subjects; intelligence cartograpby, i.e., the drawing and printing of

mepe to show intelligence situstions, such as boundary line questions, ethnic or industrial

eletirudtion in a5, e50% F8YRdcsRd fé’oﬂﬂ%ﬁﬁfé‘é&%z&ﬁ&o’&%ﬁoo&%"'°‘“‘°" of
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which are availsble to other map agencies in Washington, and which to a degres

coordinates the map intelligence requirements of the government,

The Scientific ‘Branch, the chief of which is

was intended to

Prepare estimates and reports on sclentific matters. Aoctually, it hes hed a scent
steff (which is now growing, however), and has suffered from a basic inability on

the pert of[:::::::::]to fit himself into the intelligence field. ' He coneiders
himself en RDB representative with ORE, and has resented what he considers diminution
of his authority in a ‘number of respects involving RIB, Ee has lost coﬂtrolef the
Fuclear Energy Group formerly in ORE and now in 0S0, and hes resented this. In
eddition, he has a basic concept of Sclentific Intelligence vhich centers in serving
the ncientific profession rather than the informetion and lecurity requirements of

the government, This likewise has mede his ponition diffiocult, 8o far as his

outward relations are concerned, his branch functions much as does the consultant's
penels of ORE, but to date has produced vefy little intelligence, and that of mediocre
quality, |

Next to the regional branchel, the most numerous memborl of ORE are aosigned to
the conlultant's penels. These units review 1nte111genqe reportl from a functional
point of vicv depending upon their perticular interest, ‘hoy vary in size and m;thod
of procedure, As indicated above, their pjft;culer relation to the regional branches
18 not precisely clesr, a fact which gives rise to frequent difficultiol. .The Panels
are as follows: ' | |
a, Olobal Survey: Strictly speaking, thie 1s not a penel in the same sense

,that the others are., It comprises two individuals, Lﬁdwell L. Montague snd
[ Ivoth former colonels in the intelligence branch of the Army, snd both with
& background as teachers of history on.the college level., They serve a duel function:
as the suthors anq editors of thdponthly "Review of the World Situation as it Relut;l
to the Security of the United States"; and as mentsl prods and censors for the regional 25X1
branches, other penels, and Current and Estimates Gfoups of ORE, Méntague and[::::::::}

altbough regarded with high suspicion by the Western Furopean Branch for an alleged

opposition to the production of forecasts and estimates, are elsewhers regarded as the
most capeble of the senior men in ORE, and their montbly product as the most thoughtful
and worthwhile of all ORE publications. Contributions for the latter they receive ol ]

from regionsl brenches and other panels; editing they do themselves by compromise and £:3=rl

sgreement with the initiating branches and psnels, The final product is timed to L.I.:
appear for meetings of the National Security Council. Montague ud:.ppgu to -
teke a rather bdroad responsibility in reviewing the staff and cﬁrront intelligence 25X1

prepered elsewhere in ORE, and their influence seems to be rather pervasive and generally

good. They have very strong opinions upon the ultimate from which ORE should take:
Approved For Release 2003/10/22 : ‘CIA-RDP86B00269R000500050059-7 7
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& small, highly selective group of senlor, experienced men, whose main fuetion
shnll be the prepsrstion of estimates for the uee of policy planners., Despite

their intervention, they consider the present output of ORE to be markedly inferior,

25X1 b. Economics Panel: a former colonel in the Army and

economics Adviser to certain Furopean commande, who prior to the wer served in various
civil service capscities as an economic anelyst. The psnel undertakes to review
information for its economics implications, end to prepsre estimates on the economic
capebilities, etc., of potentinl enemles. In addition, it reviews the staff intelli-
gence of other branches and panels in terms of its economics content., It has been
criticised recently as having become obstructionist, and for having produced 1ittle
on its own deapite a largé personnel roll, The latter charge is not wholly accurate,

eince it has prepered studies at the request of the Nunitions Board, and hes 1n1~';t1ated

some other staff intelligence, but not a very impressive total, is convinced 25X1 _

thet hie staff is excellent, and is pleased that it includes experts in petroleunm,
mines, metallurgy and other fields, He considers the economic outiau.t of the regional
brenches generslly very poor, and believes it highly important to check 1t carefully.
¢. Treneportatlon Penel: This also operates as a true panel of experts who
review the trensportation implications of steff intelligence papers, and who also
produce intelligence reports of their own. Some of the latter heve been on inter~
‘national civil aeronautical subjects, and have been Ir epared at the request of .
federal seronautical agenices. Oirculated es OIA studies, however, they have appeared

to lack the essentisl elements of nationel intelligence. The panel is generally well

thought of, I am not able to comment on the capabilities of the chief, 25X1

but the penel hes more respect than the other in CRE.

25X1
d. Internstionel Orgsnizations Panel: This unit, the head of which is

| a former naval intelligence officer and for meny yeers a lawyer

practicing in New York, studies developments in the United Nations, its nany sub-

sidiary committees and organizations, the internationsl trade union movement, the

World Trade Orgenization, international youth movements, and even the ECA. 25X1

is enoréetic, mad is proud of the quantity of intelligence which his smell unit (two
assistants) hél turned out, Elsewhere one hoari that the penel has perhaps taken too
broad a fleld, and has become wrapped up in petty organizational mnt‘torn of little

25X1 generel concern. | |admits thet his unit does little "consulting® with branches
or other pahell.

e, Militsry Penel: This 1s staffed by three senlor officers of the Aray,

Navy (Marine Corps), and Air Force. The two whom I -e't.l | 25X1

were by no meens impressive, I gather that their contridution to ORE intelligence

0050059-7

Pepers is very limited and that they produco_littlhntelligenisxthoir own,

Approved For Release 2003/10/22 : CIA-RDP%E%
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The intelligence product of the several regionsl branches and panels is edited

and published, ss indicated earlier, through the Current Intelligence Group and the

Estimetes Group. These will now be considered.

The Current Group, the chief of which is| | Be was assigned 25X1

to CIA by the State Depertment and is a former member of RiA Branch, 0S8, as a member
of which he assisted with the preparation of current intelligence reports, He is
generally well regarded. in CRE, except by the Western Eurcpean Branch. The work of
his Group falls into ‘three categories: the preparation and publication of the Dany.
Susmary, the Weekly Summary, and of Special Evaluation ieport..

The Dally Summary, issued deily except Sunday to the Pruid_ﬁt, the Secretaries,
the Chiefs of Staffs and the Departmental intelligence chiefs, contains bfiefs of the
most significant reports received during the preceding 24 hours. It is irepared
baeically from the delly increment of State Department cables. This material is
received in the morning in ORE; one copy of each cable is kept for Current Group, and
another 1s sent immediately to the appropriate regional branch., In each place the
cebles are reviewed and decision made on which should be c;nlidored for inclusion in
the Daily., The branch then undertakes to draft brieﬁ_ of cables which it wishes to
nominate for the Daily, together with such comment as it wishes t0 make, This material
is then brought to Current Group, and submitted to editors there., These individuals may
accept the brief and comment as written, reject both out of hand, or recommend changes.
In elther of the latter circumstances there is likely to ensue a pericd of negotiation
with branch prsonnel, who must be _convincod as to changes or reconciled to droppin{
of the item, One of the constant sources of internal irritation in ORE is the lack of
clear-cut responsibility between the Branches and the Current Oroup on the editing
of Current Intelligence.

. I:l 1t should be noted, is aware of criticisms directed against the Daily
Summary: 1.e., thet it 1s not a summary, that it gives & necessarily fraguentery snd
spotty view of the totality of events of the preceding day. He seys, however, that the
¥oite House in particular seems pleased with the Daily; there is general consent
that_ such a publication must be preparédd dy some Washington agency; end that State
Depertment, which supplies 90% of the material appearing in the Delly, is generally
willing end even anxiouQ to have CIA assume the responsidility for the pudblication,

It may be noted that working-level views of OIR, State, differ substentially with this
view in regard to thg Deily. .
A The Weekly Summary, formerly Top Secret and now Secret, is now in effect a

situation report, withitems contributed by each regional branch on significant events

ECRET

in its area during the preceding eight days. Ruddock agrees that the contents of at

3

least the first such Weekly as contributed by the branches vere neither very illuminat-

ing nor very thoughtful--sbout on the lovél of informed newspaper comment, Be says
Approved For Release 2003/10/22 : CIA-RDP86B00269R000500050059-7
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summary of the week's developments prepared in Current Group::lhal hopes thet this
section may come to perfz;m a task of synthesis which vt:!.l improve the general
choracter of the Weekly.

. The Speciel Evalustion reports sre prepareq infrequently and only when ORB wishes
to report on a situation of urgency and gravity. Orlginally, conceived as & |
¥Memorendum for fhe President? from CIA, the Speclal Evaluastion now receives distribution
1denticel with that of the Dally Summary, end is regarded by CRE as & channel for
reporting quick evalusrtions, besed, however, on more than one source, to the upper
reaches of the Government, :l-f”l' that in the event of sudden national
emergency the facts as avallable to CORE would probably be reported via this channel,

It il.not used 80 rarely as to be disregarded by Current Group or regional brenches
in the event such an emergency did. oceur. At the same time, no aﬁcciﬂ%vduatiom
were prepared during the Ruseian orisis of March, nor during the Ozechoslovakian or
other sudden alert, It lhOl’lJ.d be. noted that Special Evaluations, like the Dally
Summary but unlilke the Weekly Summery, need not be concurred in in advance by
departmental agen;:iel are consultedon them, . '

The handling of steff intelligence reports yrritten' in some detall on relatively
broad subjects is the responsidility of the Estimates Group, '.Originally concelved,
elong with Current Group, as a single Intelligence Group> for ORE, the Estimates Gioup
1s now not much more than an editing un:l.f; in the sense of adding literary polish, not
in the sense of altering interpretation or mea.nins which aleo uoic to the detalls of
printing snd to the mechanical aspects of obtaining departmental concurrences prior to
publication. Its acting chief ul:l e former naval intelligence officer
whose civilian experiénce was ip the fields of engineering end finencial and management

enalysis. He is regarded as somewhat lacking in force,

As originally conceived, and as cgrried out by

the function of Estimates Grouﬁ was to indicate priorities for the produc;tion of staff
intelligence: to -mggest sreas that qﬁould be concentrated upon, and to eassign 25X
perticular subjects if necessary in the 1light of .over-ull' intelligernce needs. A part
of thi- function is to be taken over by the Programs section. of the Plans and Policies
Office in the near future; but for the present there is no effective guidance of the
production of eteff intelligence outeide of the regional branches and panels themselves,
Thus, the brench chlef mey uiig:; an snalyst to prepare a paper on a subject that

seems 1mp§rtant; or, as more freguently happens, the analyst may decide that frem

his own point:of view a subject is interesting and’ perhaps important, and so he N
prepares an extensive paper, More or less by thé inertia of the orgeni-ation, this é*?

paper climbs up through the ranks of the regional branch, past its chlef and undor IQ}

»

the scrutiny of its own editor, into Estimates Group where it ls polished and in par el

~

perhaps rewritbed FoF clar e}e%%%2995‘119’{?«1:9'Q'&*'ﬁ%ﬁﬁ?&‘&&?@ﬁ”&é&"&ﬁ?&’?& concurrence,



25X1

o ) - OLULRL]

and eventually '%R‘EHMI %%Reﬂe‘aierg 993’.1:%%48%‘5@259?’9@9 ? ROBtO 5:9«.9 opsooionstgiou it

now pase a rigld end responsidle inspection for lts relevancy, nstional intelligence
significence, or its timeliness, and i1t has generally been so te;.rdy s no longer to
be timely if it was planned to be so et the outeet,

The Estimates Group hes the same problem as the Ourrent Group in reaching
sgreement with the branches and panels on the wording of papers, but probadly not to
the same degree. Its special grievence is the unwieldiness of the present method of
obfaining departmental concurrences on ORN intelligence reports. The mechanical
aspeot:,s of thils procedure--messengers, deadlines, consultations with departmental
anthoﬂtiu, etc.‘.--are handled by Estimates Group. Wwhen dejartmental agencies raise
objections to the contents of papers, however, the Estimates Group then arranges
conferences at which the originating branch and the dlssenting agency may review
together the causes of the latter's diesent, I:la.nd the branch pergonnel finﬁ 25X1
this system tedious end often 1ittle more then & dlscussion of semantics, More‘
seriously, they state that there is a fundamental lack of understending among the
departmentsl agencles as to the precise nature of "concurrence”" and "substsntial diesent,"
i.e,, whether concurrence means absolute sgreement on the-puticular- of ansalysis,
interpretetion, estimation, etc., or whether it may mean general belief that the main
considoret'ionl have been set forth feirly. Equally, does "dissent" mean opposition

to the whole concept of the peper, or may it be entered if a deparimental agency

disagrees in one of several conclusions?! These matters have been drawn to the

attention of ICAPS with the hope of getting a clarifylng directive issued by NSC:

these efforts sre now at a stslemate. Becruse of its difficulties with the departmental
concurrence system and its difficult relations with the reglonal dranches and panels,
the personnel of Estimaxeo Group have elaborated rather strong but prodadly inaccurate
views on exactly how a Central Intelligence Agency should operate, and how it should
coordinate departmental intelligence agencies. The departmental agencies,for their
part, are not seriouely troubled by the concurrence problem. Although they find it
occeasionally troublesome, '

Existing epsrt from the branches and panels, and also from the Current snd
Estimates Group, is the Basic Intelligence Group mentioned briefly in an eerlier portima
of this report, Its single mission at the present time, and in the foreseeable future,
1g to promote the compilation end publication of a series of Nationsl Intelligence
Surveys, These will include a summary of all the basic data availadble on national
areae: locatlon, geography, topography, bydrography, people, cities, politics,
soclological structurs, eté.. and will constitute d permenent replacement for the
war-time JANIS series 2nd the subsequent War Department’ SID series. On the basis of

experience as chairmen of an ad hoc committee of CIA and departmental authorities,

chief of ¢ ]GX‘up. has drawn up an elabdorste

Approved For Release 2003/10/2] 00269R000500050059-7 !
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susnary of th'g contents of each future NIS, and has arranged for allocation of each
chepter, section a.ni sub-section to one or moTre departmental agency. -The latter will

have responsibility for the collection and reviev of the material reqni.rod for sections
sssigned and will furnisb Baslc Group, ORB, with finished text. Basic Group will

review this text with its own staf? of editors, submit 1t to the appropriate ro,ﬂ.onﬂ_.
branch or panel of ORE, and 1nclude it in the f£inished loose-leaf study. In co-
ordinating dapartnent.-.al production of this material, |:|hu had Mpart-ontd.. . 25X1
agencies state their p‘er'sonnol and finsncial needs in advance, so that these may be ’
considered and spproved in advance by IAC. Tinal spproval of the program has yet to

be glven by NSC, but is expected before 1 July 1948,

| The staff groups of ORE, as indicated earller, are the Administrative Office and

the Plans and Policles Office. Administration undertakes three major ru]ionlibiliuns
control of intelligence reports; procurement of personnel; snd working facilities

and srrengements, The extensive control system for documents appears to be not only
adequate but good, without being too ponderous for 1its ]:nppou. The porlom?cl procure-
ment task is very difficult beceuse of the length of time-—four to six months—now
required to obtsin security clearances on all clerical and professional help, and

because of the difficulty of sttracting genuinely higb-caliber individoals inio ORE
positions because of selary, snonymity, and deley in appointment, These considerations
have contributed to a number of personnel problems which seem nov to hamper the efficliency

of the entire organisation. The allocation of working facilities, space, etc., is oa 25X1

a level with other federal agenclee. Its chief hl |

and civil servent.
The Plans and Policles Officer 1-|:| a former air force 1ntlol.11;encc 25X1
of ficer with an erchitectural snd dullding beckground, His staff is responsidle for
ORE 1isissh with such outside groups es ICAPS and departmental intelligence planning
groups. It also reviews allocation of responsibility, etc., within CRE, and acts as
the Assistent Director's edvisory group on intelligence planning. Vhen fully established,
the Programs section of Plene and Policles will provide firm guidance for the production
of steff intelligence papers. Its fequirements section slready reviews requirement
r;questl of ORE divisions and passes them to OCD; it has elso tsken over some general
field collection requiremerits responsitilities from the original OCD before its recent
reorgenizetion., Pleans and Policies, interestingly enough, now has a m_;it x'-evtemg
pmeterisl from special sources, and it is understood that this sctivity will expand
in the future, rather then be surrendered t6 regional branches, panels, etc., where o5y
other substentive reports are revieved. :lh acutely aware of the "coordinatioa®
responsibilities of CIA and ORE, and conscious that they have not been discharged as
wes originally enticipated., He credits this failurs to an unwillingness of the
departmental A?) ncies to submit to coordination by CIA, with the result that in some

roved For Release 2003/10/22 : CIA-RDP86B00269R000500050059-7
degres the latter produces intelligence by supplication, not of right., He is also
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awsre of the divorcement of ORE from plenning sgencles on the highest level, with

the result that ORE lacks contact with the reslities of national policy. These
erdticisms snd others of ORE will be reviewed in some detall in later portions of

this review,

‘i’@
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This diecussion will be based upon the four aspects of intelllgence coordination
descrived 1# Mr. Jackson's 1at£er to Secretary Forrestal of 1l November 1345. Although
the categories of coordination set forth there were mesnt to apply to a central
intelligence sgency as & whole, they are applicable to a degree to the Office of Reparts
end Estimates as now established, and will be conn.:l.dored here in that limited sense, '

1. Coordination in the collection ofinformations 'ORI‘-'l contribution to this
sspect of centralized intelligence activity is confined to one fu ction, and thet one
lately mcquired. This is the responsidility for coordinating and evsluating priorities
of field collection requirements of its own and of departmental agencies. Until
approximately 15 May 1948 this function was dlscharged by the Office of Collection and
Dissemination of CIA, but following 0CD's reorgenisgation the requirements task wu
hended to ORE, end has been assumed ae indicated earlier by its Plans and Policies
Officer. ;

In theory, ORE's function in this field is to recelve intelligence requirquent.
specified by depertmental agencies, review them in the light of the overall needs of
U.S. intelligence, decide which requirements are most pressing, end forwerd those
given priority to OCD f;u' sssignment to the proper division or divisions within CIA
or to the departmental age.nciu (or both) for action in Washington or in the field
or 'both_.

The mechanism for 1ssuing requirements has not been fully elsborated, At present,

however, snd in the foreseesble future, there will be no coordination through the IAC,

the closest corollary now in existence to the Directorate of Intelligence mentioned
in Mr. Jackson's letter. BSince ORE is almost wholly deprived of access to the current
plens of the chiefs of steff end the intimete objectives of Americean foreign policy,
there 1s little question of coordinamion in this respect, except as ORE personnel may
meke shrewd assumptions as to nationel objectives and plans. The specific colloctio;
essignments end the procedures tc be followed by agencies receiving the aselgnment
are beyond the purviev.of ORE, Similarly, the renponpibility for seeing that
intelligence furnished as a result of 1"ﬁed requirements ls sent to the proper
place belongs to OCD rather than to ORE,

Neither dﬁl nor other divisions of CIA have attempted to become a centralised
collection agency. Instead, full use is mede of departmental collection facilities,

o8 well ns the common services of 00 snd 0SO esteblishedin CIA.

Materiesl from special sources 1s not now centralized in CIA. 25X1

5X1
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“duplicate 1D, Army's order of battle function;
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2 Coordination in the eveluation and collation of intelligence material., In
a's letter, this would involve ui.ignnnt of primary

theory, as explained in Mr. Jackso

responsidbility in certain intelligence spheres to'dcpartuntal agencles (such as has

been done to a degree in ¥sc-3), with CIA (ORE) performing the function .vith regerd

to fields of common usefulness.
Actually, there is no doudbt that ORE serves as a #£ifth" departmental intelli-

gence agency overlapping to & greater or lesser degree the collating anq. ov;luatory" L
L]

functions performed iﬁ departmentel agencies. ORE does not, it is true, attempt to

¥avy's strictly paval intelligence,

or Air Yorce's intelligence with fegard to forelgn air caspabilities. It does, however,

broadly overlep OIR, Stete's work in economic and political intelligence; it does

duplicate military-politlcsl and militery-economic enalyses which (properly or

improperly) are now being written in ID, Army; and 1t does undertake extensive projects

of reporting current end staff intelligence wbich incorporates the same besic ravw

materisl used by the depertmentsl agencies in their owp work,
The theoreticel Ju-tiﬁcatioﬁ of this extra-deparimental intelligence production

7 on ORE's part 1s the asgertion thet ORE is producing "national intelligenfe"” rather than

depertmental intelllgence. Insofar as this tera is defined, it meens that OFE is
concerned with a "brosder field® than departmentel agencies; thet 1t considers national
security as e wvhole rather than segments or fragments of it; that it interprets reports
independent of 8 "gepartmental bias.® A more practical Juttification.vhich recurs
lr‘epeatedly ss the explenation for -the prodnction of, in particuler, iteas of steff
1x;telligence. ie thet "no one else is doing it." By such negative reasoning, RE

appesrs rather frequently to explsin the production of intelligence studies which

are circulated into the highest levels of the government.

The true significance of ORR's stotus as & "fifth? intelligence producing .ggney .
1ies in the fact that it has rejected any intelligence concept wheredy the departmental
agencies would provide it with finished studies which it would then review and perhaps
incorporete in pationsal eltimatn;' or any further concept of defining departmental
‘responsibilities in the flelds of evalustion and collation, with consequent a_ntgm.nf,
of function end exercise of control over the product. More precisely, ORE has
largely snd conmsclously abdiceted any responsidility or right to define departmental
eveluatory and collating functions, to require that they be performed, and to demeand
that they iae made to conform to an over-d_l pattern of netional intelligence activity.
It is true that ORE 1s now ipvolved in a project under consideration by JCAPS for
establishment of s stendsrd operating procedure in the interdepartmental production
of staff intelligence papers, which will define the terms upon which such papers may

be proposed, written, and issued by CIA with the coogoration of depertmental agencies.
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This measure hes not yet got near the stage of approvel, end 1t seens probable that if
‘approvea it will incorporate amplo provision for departmentel agencies to plead prior
commityﬁntn in declining ORE requests for collsboration.

‘Interdepartmental coordinetion, indeed, has never meent much more to ORE than
1ntofde§artmentel entreaty to assist in the production of intelligence studies. The
present Diresctor hes never tzken 2 firm line with his own people or with depertmantal
agencles in iﬂ;ilting upon coordination of this sorth; and in the absehce of any such
sttempt, the depsrtmentel agencles have coneistently refused to place CIA requirements
ahead of thelr own commitments to their cheifs of steff, secreteries, etc, There ls
general agreement in:ORE that until NSC or other agency can enforce CIA'l ficht and
responsibility to coordinate eveluatlon and collatlon, there can be nothing left to
ORE except to fu ction es it ﬁov‘doeu. as an independent intelligence producing agency
with no more rights or influence then the departmental asﬂncioi.

With respect to the "fields of common usefulness! now incorporated in ORE, vie,,

.the Scientific Brench and'thé Mep Branch, there is no question of their primary .
function in cpl;axion end evalustion. The Map Branch is nowhere duplicated in the
government; snd the Scientific Branch is onthbl;lhed on lomevhaf different terme

from the technical.and scientific branches of the dnpirtment,l agenclies, Iti main
quarrel, indeed, 1s over the distribution of reapqnlibilityjfor lcieqtific intelligence
within CIA, not outside, Economic intelligence is assigned b& N8C-3 to each
departmental agency insofar as 1t is 1ntdrds§ed; the economics panel of ORE serves as

a8 conenlting body and es & collating and evaluatory agency to éccept specjil requests

| for economic studies addressed to CIA. It attempts no general cooidinatioﬁ of

economic ihtelligence in the government,

. . ‘ 3 --
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3. Coordinstion through centrelization of intelligence facilities or services

of common uaefulnelo: In a broad sense the "services of common usefulness" of CIA

are those performed by 00 and 0S0, ORE iteself, however, does provide certain such
gervices, Ae indicated above, the Map Branch and Scientific Branch perform functiona

not specifically duplicated elsewhre, In mome degree the economic panel, transportation

panel, interndtional orgenizatione panel and the glcbal survey panel afford facilities
ﬁot .apecificnlly provided elsewhere, In a aomewhat limited sense, the Current
Intelligence Croup, in producing its Daily Summary end its Reekly Summary, performs

a sei-vice to th;a higher levels of the government not avjailable at present through
departmental agencies, but possibly cepable of being performed by them,

The unique "service of common usefulness" involving a high degree of do_partmentll
| coordination now performed by ORE is the work of the Basic Intélligence Group in
planning and executing the National Intellipence Survey eeries, Ar indicated in
Part I of this summary, the Group's role is purely that of allocating intelligenm
responaitility to departmental arenciee, receiving a finished product from them,
eaiting' and cheéking it, and issuing completed studies which represent the combined

end coordinated work of the departmentél intelligence agencies,

-

R

Approved I-;or Release 2003/10/22 : CIA-RDP86B00269R000500050059-7

1]



b gmdi‘fgfoﬁ°s,ﬁe'ﬁf§e%% 040083 6,0 AR RREFBAOAEPRANAP W T4 stratents

nature: As conceived in Mr, Jackson's letter, and as originally conceived in CIG under

Adm, Souers, the function of coordination in the prbdnction of strategic estimates
involved contributione of finished estimates within their own spheres from departzentsl . ‘
agencies, similar contributions from the "special service® department.a Qf CIA, and the
discussion and reworking of fhe whole into a completed national estimate by CIA, specifi-
cally by ORE. Actually, in its role of a "fifth" departmentsl agency, (RE is not h
now performing this funétién, and probably cannot perform it under existing conditions.

Instead of comtining the considered opinions of departmentsl agencies into
.integrated and balanced national estimatee, ORE now undertakes to prepare ite own
intelligence studies (which may or may not be estimates in any broad senee) from the
meterials availsble tc-> jt. Having completed and edited its draft, GRE through its
Estimates Group sende the text to the depertmental agencies for their review and
formal conctn:rence or substantial dissent. In this way, agein by indirection, CGRE
considers that it expresses coordinated departmental opipion throﬁgh its own reparts.
Should departments enter objections,' ORE representatives discuse the questions with
ihem, make alterations 1f neceesary to obtain concurrence, and then publish the paper
as 1t appears after this scrt;tiny and compromise, The £{nal product, instead ‘of being
a basic disoussion and reworking of departmental contributions, no one of which covers
the entire scope of the finished estimate, is a sort of Gallup Poll of depertmental
agencies on the literary efforts of ORE employes. . .

There are numerous reasons why ORE, as it is now consituted, is not and probably
cann;:t undertake & broad estimate-producing function of weight and meaning, At the
outéet it has no adequate access to policy-msking circles, either in JIC or XSC. It
lacks almost entirely any informetion on day-to-day formulation of American foreign
‘policy and militery policy. Tt assumes that it can only solicit, hat in hand,
department.ai gtudies on given subjects, which are then supplied within the limits
of departmental convenience or not at all, It has relatively few peraonnelreqnipped by
background and intellectusl competence to prepere national estimates on the highest
level, It does not have sufficient guidance within itself or within CIA which would
give 1t the moral and intellectual strength necesesry to perform euch a task,

The curious contradiction of (RE at present is that some--but not all--of ite
personnel believe it to be performing a national intelligence function of great
value to the }gavernnent. They recognize in large part that responsibility would be
theire in the event of another Pearl Harbor; 'yet. fail to comprehend that they are
not producing the sort of national estimates which would most probably preclude

Pearl Harbor from recurring.
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Eveﬁ Mr, Bebbitt, the head of ORE, recognizee that the present activities of (RE
are much different from 'thoae envisaged by Adm, Souers or contemplated in Mr. ‘Jackson's
letter, He professes confidence that ORE as now constituted could discharge such a

' function provided it had the right to compel support and aesistance from the departmental
agencies, He obviously feels that there is no danger of the departmental agencies
approving any e'!;ich outside demande upon themeelvee, and appears to be content to allow
ORE to continue as at present, It is not readily possible to obtain from him a precise
definition of just what ORE is now doing, and for whom,

In thie connectiqn, it should be noted that the considered etaff intelligence
repqrts which CRE now lesues 1n the "ORE Serieas" are generally initiated on a low or
medium branch level, are approved by branch heads without reference to or knowledge
of broad 1ntelligence needs except as these appear evident on the working level, and
are finally completed and issued again without much concern for timeliness or
relevancy. The programs séction of the Plans and Policies Staff i; expected to
remedy this eituation in ﬁome part; but until ORE hed access to policy planning it
can never hbe rel;rt.ed precisely to the real intelligence needa_of'the country at any

" given moment, |

In fine, the coordinative function of CRE 1s negetive 1f not nonsexistent except
in certain specified and rather closely limited aréaa. ‘Underl'ying (RE's failure;to
contribute in this fleld is a conviction,-held in varfing strength by the responsible
_people in ORE, that it should be doing more coordinating, that 1t wes 1ntended
originally to coordinate rather than to produce, that it could coordinafe :lf it had
stronger lesdership, a more precise charter, more authority over ‘the departmental
egencies, . There is in some éuartere coneiderable dismatisfaction with ORE'e present
output, and an anxiety to change 1t back' to the earlier concept of high-grade co-
ordinator of.departmental intelligence the mission of which was to produce .national
estimates., The practical difficulties of achleving ﬁue coordination at the present
time, the inertia of events since ACIG‘ days, lack of real leadership in CIA, and the
ponderous characrer of the present ORE structure, however, all militate 'agaihat

CRE's assumption of a firm commitment in the fileld of interdepartmental coordinetion.
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ﬁe have now reviewed the present organization and operntiqn‘of ORE, and have
considered the manner in which it discﬁarges - or fails to discharge - its function as
a coordinating agency in the production of national intelligence. It now remains to
specify in what manner ORE has earned praise or censure from its own people and from
qualified observers outside; and to evaluate what appear to be its strengths and its
weaknesses. It is important to point out that this attempt to arrive at a balanced
view of ORE's good and bad upaliéiea is shaped by the assumption that its miasion is
properly the one which ORE itself professes, viz., that it shall prcduce "national
intelligence reqﬁired for national planning policy and operational decisions." It
shall be assumed that such policy and decisions are on the top level of the government,
and potentially may affect the fundamentals of national security. _

The praise which one hears for ORE is more or less desultory, given frequently in
reference to a psrticular report or series of repor£s, and with greater or less
mindfulness of the broad misaion of CIA and ORE. Thus there is some attempt to justify
ORE by saying that it "does what nobody else is doing,™ that its papers and reports
cover gaps in the Washington intelligence picture which Aeed to be filled, and which would
remain gap were it not for ORE's intervention. It is hardly necessary to point out that
any such Ftatement begs the question of whether the gap which ORE happens to fill genuinely

needs filling from the point of view of national security; and algo whether it is, truly

o
-

.-ORE's function to act as intelligence backstop and gap-filler in any event.
ORE is a}so described, generally by its own people, as "the only agency that gets
everything" in thé way of intelligénce raw materials. Actually, they do not "Get everything
particularly special source material and operational informagtion. When it is pointed out
that there is wide interchange of raw intelligence among departmental agencies, ORE psople

reply that they get the fullest dissemination first, and therefore can perform an
evaluating ‘functlion more rapidly than other agencies._ In rebuttal it may be pointed out
that speed of distribution is rarely of the essence when it comes to preparing allongthy
and weighty staff intelligénce estimate. In the field of Current Intelligence it has
some application, but is not an intrinsic superiority of CIA or ORE. At best, it implies -
& broad- field of duplication between ORE and departmental agencies, which presumably
recelve as much raw material as ORE and which read it with equal care a few hours later.

"ORE contains many good men, and given a chance could do a lot." This rather
uncritical observation is related to another point of view, to the effect that ORE 13'
after all a very young agency, and must go through the customary tribulations of growing '
up. It is a recognition of present short comings rather than a definite promise of
better things to comé.

Some observers give ORE's output of finished intelligence fairly full marks. The

most frequently pralsed item is probably the monthly "Revire of the Norld Situation as
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it Relates to U. S. Security". Other, rather general, approval is given to the Daily

Summary and to the ORE series; the Weekly Summary appears to make relatively little
impression. On the other hand, one experienced observer, whose view is not unique,
remarked that ORE's output is Mspotty, ranging from less than fair to excellent."”

Some critics find the Monthly Summary itself wordy, irrelevant and not very penetrati.ng..
In general, one can confidently say that the ORE output is variable in quality and
usefulness. ' o

The criticisms of ORE are more numerous and specific than the plaudits, perhApa be-
cause it is easier to solicit unfavorable comt_ent than it is the opposite. 1In broad terms,
these criticisms are as follows: .

. It is frequently said, both inside and outside of ORE, that ORE (and CIA) fails to
coordinate intelligence .in Washington and the field. This bas been considered in Part II
of this summary, and so will not be reviewed here. _

It is also said that the ORE product is frequently not "national intelligence,® and
that ORE, apart from its Current and Basic Intelligence which are not meant to be considered
commentaries on national security problems, produces much that has 1little specific
connection with U. S, security, even when broadly considered, and is often not timely so far
as the subjects considered are concerned. In this con;iection may be cited the reports on
civil aeronautical subjects mentioned earlier; and other reviews of subjects unrelated to
operational needs., Some branch chiefs of ORE go so far as to say that all of ORE's output
is by its nature "national infelligence" others, more cautious, consider only that "national
intellig_ence" occurs in many ORE studies, but is not necessarily the sole content of these
studies, and not necessarily as rigoroixsly defined as should be the case.

It is also objected that all CIA reports, although they may and often are unrelated
to operational requirements or to national planning go directly to the President. This
results in his receiving a flow of intelligence information which may not be relevant or
timely, but which conveys the iupression that it represents the best efforts of the combined
intelligence services of the government. Aside from questions of departmental resentsent,
there is a serious question of whether the White House may not be misled by the intelligence
products which i3 not privy to national security policy, lacks full source aaterial, and is
staffed overwhelmingly by junior analysts.

With regard ti Current Intelligence, there is a rather vocal body of opinion which
questions the necessity either for the Daily and Weekly Summaries to be produced at all, or,
it they must be produced, whether ORE should be responsible for the function rather than
the State Department. It is pointed out that the Daily, in particular, ies fragmentary,
disconnected, and in no sense a summary except as it happens to brief the cable messages
of State and other agencies which are most vital on the day they are received. It provides

no daily running comment on the world sacurity situation of the nation, and such comments
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as CIA adds to departmental field reports are often no more than truisms, and sometimes

judgments'which in their nature can only be made effectively in the field and not by any
headquarters agency. In rebuttal, the Current Group of ORE asserts (correctly) that Mr.
Trumanlﬁlikes" the Daily Summary in its present form; and that State is not anxious to take
.over the editorial responsibility of producing it. The Group also asserts broadly that
"some such" repgrt of the cream of daily cable traffic is required in the government, and
that their product fulfills the requirement.

Finally, there is some criticism to the effect that ORE duplicates departmental
agencles., This comes in particular from OIR, State, which considers that thelpoliticnl
intelligence produced By ORE is parallel to their own output, and could ﬁe supplied by them
on request of ORE. Such criticism draws a distinction between the "special services" which
a central agency can perform for all intelligence and the broad duplication of services or
functions which occurs in fact. When thl; is discussed with ORE personnel they are inclined
to say that they have not fqund it possible ﬁo obtain the coverage in fislds allegedly
duplicated from the departmesntal agencies, and thus have had to enter these fields themselves,
This is an attitude also reflected in ORE's'atand toward departmental coordination: that is
an attitude also reflected in ORE's stand toward departnental coordination: that in the
absencé of" coordination, ORE muét éupply the services f£ needs and which departﬁental agencies
will not supbly. _ -

There are a number of other criticisms of a more specific nature which are directed
against ORE. Each of them, however, has behfiqg on the general problems just cited. They
will be considered individually in the analysis of ORE's weaknesség to follow later.

On balance, the criticiam of ORE function seems to outweigh the praisé accorded it.
Yet there are certain assets in ORE as it is now composed which caﬁnot be overlooked and
yhich gives some promise of a more effective and healthier organizgtion., One such asset is
the generally serious and sincere purpose of the psople holding responsible positions in'bRE.
Some of them, it is true, are more than mildly critical of the present organtzation and its
output; others are less inclined to_find fault, but still hopeful that better thingsAcan
come. Broadly spoéking, however, there is interest in ORE and CIA, an anxiet& to perform
well, and. a certain pride in ORE and its products, The personnel situation appsars to have
a numbér of defects which will bse mentioned later, but along with the defects is a certain

amount of 'espfrit which may in itself overcome some present shortcomings. More specifically,
' 25X1

there are a number of able men in ORE; among then are Montague and[:::::::::]of the Global

Survey panel, although these are warmly criticized by Western Furopean Branch; [ | o£%§?§1

5>ét;lrrent Intelligence; |:| the Plans Officer; :I chief of Near Eastern Branch; and
some others. There is much question as to the con&ﬂbution ofl:l chief of Western 25X1
. European Branch, but he h@s a forceful personalit} and vigorous ideas, ORE appears to have
moved rather slowly - perhaps too slowly - in its relations with departmental aggncies, but

as & consequence has established generally good if not unique working relations with them.

N s T B i
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and while it may be argued that a central sgency should command greater respect than this
among its peers, the existing situation could be much worse. ORE'a Daily Summary appears

to be well thought of at the White House. In the production of its staff intelligence CRE

- appsars to stress the'overriding question of national security, and to make some attempts

at estimating capabilities and intentions. Thus is does not lay itself open to the criticism
of OIR, Stats, viz., that reports are often academic and post facto. Some ORE products have
been out of date, but have made some effort to cope with an existing security situation,

and not merely to recite what has gone before.

With due regard to the merits which ORE may now claim to have, its defects and
weaknesses are more telling than its points of strength. Especially is this true in
measuring the present ORE against the yardstick of natiénal intelligence production for
policy planning and operational direction. The following appear to be the outstanding
weaknesses of the present organization

(a) It has insufficient access to the éounaels of the policy planners and the
directors of diplomatic and potential military operations. As.explained in Part I, ORE's
contact with the National Security Council is, in the first instance, through Mr. Childs
ICAPS, who is not a substantive inﬁelligence officer, and is personally rather limited
in optlook. In the second instance, Mr. Montague of ORE attends some meetings of the
NSC staff in an effort to ascertsin the problems of national security upon which the
Council and its staff are working and which may be presumed tuo;be‘ important. ;:-He
éttenpta to keep ORE informed of the intelligence requirements, and to guide.bRE'a
operationé in the light of the NSC's own needs and priorities. Neither effort is
particularly successful, but not because of Montague. Although he has obtained some
specific requests for estimates from IC, and although he has provided substantive

counsel in discussions by the NSC staff, he has not been able to obtain constant ;ccess
to NSC deliyerations in such a way that ORE potentialities can bs exploited fuliy, or

. that ORE may have the advantage of NSC guldance and direction. The Director, who attends
NSC meetings, provides no assistance at all, ‘ |
A similar situation exists with regard to JIC and JIG. The lialson again is through ‘—\
menmber of fCAPS, whose net contribution since his appointment as CIA member of JIG in
January, 1948, has been to present two JIG papers to ORE for comment. He has in no way
kept ORE informed of JIG or JIC thinking or problems, and has not conveyed any requests
for original estimates from the Joint Chiefs to ORE. Thus with respect; to both of
these 59nior agencies which guide and develop American policy, ORE's atatus is that of
isolated agency more ignored than consulted and given only limited responsibility for
the preparation of national intelligence estimates pertnining to actual security
problena.' The fault lies perhaps as much with NSCAand JIC as with CIA, but the failure
of the latter to exploit its special status with respect to NSC in particular cannot
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(b) ORE has little or no access to current U.S. operational information., This is
another aspect of the agency's separation from the policy planners. Not only is it
ignorant in most instances of the immediate problems confronting t.he.se planners ( the
Russian crisis of March - April, and the recent Tsingtao problems are exsmples) and no"t
only does it not provide intelligence estimates tailored to fit these problems, but it
1s not informed ot: steps taken by State Department snd service departments thrqughout.,
the world which nay'md regularly do deeply affect _the capabilities and the probable
moves of foreign states. It is true that the Current Branch_ of ORE does receive a
limited flow of State Department operational informstion, but not to a degree or in
sufficient volume to keep all branches and panels of ORE informed of U.S. diplomatic
moves as they are anticipated and as they occur. Equally important, there is no flow
of any kind of army, navy or air movements in occupied areas or foreign parts which may
result in corresponding measures or movements on the part of foreign states under
scrutiny by ORE. In the absence of such operational information, except as it appears
in the press or is transmitted by government grapevin;, ORE cannot fully evaluate the
national intelligence it produces. Again, the Director does not insist that his agency
has access to such information. A

(¢) ORE personnel are mot capable of preparing genuinely high-grade national
intelligence. This weakness is traced to the recruitment policy of ORE after it under-
took rapid expansion in 1946 and 1947. At that time numerous junior analysts were
employed before senior .poait.io'ns were filled. ‘As recrultment for the senior positions
lagged, juniors were too frequently promoted to take these vacant places for lack of
incumbents. The result was the placing of heavy substantive responsibility in the
hande of youngish individuals whose academic experience and travel were strictly limited,
and who lacked almost completely any first-hand appreciation of the problems of forming
national security policy. An eqﬁally dangerous situation has arisen as a result of this
policy of rapid promotion: the subsequent applications of more qualified individuals
for senior positions in ORE have sometimes been ignored purposely in order to protect
the positions of individuals already on the rolls.

' Not all branches in ORE have suffered from this administrative failure; notable
exceptions are the Near Eastern and the Latin American branches. Some of the younger
men, moreover, have risen to their jobs and have shown genuine promise. The opinion
persists in ORE, however, reinforced by the almost deily experience of the Current Group,
that a large body of not fully competent but somewhat stubborn individuals is still
employed in ORE, with the result that intelligence production is not on the intellectual
plane which might be supposed.

A further criticism of the personnel situation is based on the prevalency of active
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or f;rmer service officers in the higher administrative positions of ORE who tend to
hang together. Thar; is evidence in ORE that a so-called "Navy clique® exists among
naval officers, active and reserve, assigned there, and that this clique has been able
to influence internal ORE policy through the outside intervention of ONI with the
Director of CIA. This is denied by Mr. Babbitt, but almost certainly existis.

The pefébnnol situation in ORE is particularly serious when considered in the

pilnning, etc. If the estimates to be used by planners are to be written by men of
1limited experienée,and background, who may or may not be conscious of th;ir limitations,
yut who cannot fail to be aware and perhaps jealous of their important roles, some
miajudgnont zay be expected to occur. Even review by highly competent senior officin{s

cannot prevent mistakes from being made; and certainly cannot prevent the issuance of

fact a function of value and importance to policy planners, ORE will need to be staffed
by the moat competent 1htelligence analysts available.

As a turtﬁer commentary of the personnel qituation in soné‘regionnl branches in
ORE, it should be noted that the tendency is for the branch chief to assume an
administretive rather than a substantive intelligence rolé; with the result that the
intelligence product is often that contributed by tp; leaat‘eiporienced individuals in
the branch, and merely reviewed by the brench chief.,

(d) There is little control over the p}oduqtion of atafr:;ntelligeqce in terms of

subjects or priorities. A4s matters stand, it is the theoretical function of ths

Estimates Group to guide the production of staff 1nte111gence.' Actually, the Programs
section of the Planning Staff is expected to assume this function shortly. Hitherto
there has been little or no control over the preparation of staff estimates in terns'ér
their relqyancy to the national intelligenco needs, or the need for them.- As one ORE

observer described the situation, "the P-2s decide what intelligence will be prodﬁced,"

i.e.,, the most junior analysts afe ﬁerfectly free to suggest proposals for'intelliginoe

studies, their proposals are usually reviewed only at the branch level, and the study or
estin;te is then produced with only working-le;el checks with departmental agencies to
compgre notes and to avoid duplication. There is little or no programming from the top:
a definition of the fields in which effort should be directed, and a priority 1inting_of.
the particular subjects whiéh should be considered first. The problem is related, of ‘
course, to ORE's separation from policy planning; but also reflects a lack of ﬁiroction
within the organization itself. As indicated, the Programs section of the Planning Staff
is expected to give firmer guidance in this tiéf; in the future.

(e) OREjregardy the system of clearances and concurrences as a sufficient substitute

for coordination of departmental 1nto}1ig'nce activities. This has been more fully
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discussed in Part II, but cannot be overlooked here. The net effect of ORE's
willingness to become a “fifth® agency, and to abdicate r;sponaibility for depending
upon dapartmental contributions as the basis of national intelligence estimates has
been to leave departmental agencies in their native state of independent units serving
chiefs of staff, ete., and not hecessarily the broader needs of national security.

The agencies themselves profess to see a need for CIA and for coordination in
production through ORE, and consider that ORE's railuro to give guidance in this field
has been in some degree a failura of the bright promise of central intelligence,

(f) ORE lacks a firm and uniform understanding of precisely what "national
intelligence™ is. This again clearly relgted to the agency's separation from the
consumers of national intelligence. Since intelligence production as it now exists
is chiefly a one way street for ORE, down which its completed studies go, never to
return and to send back no word of the Joy or sorrow in which they were received, the
organization cannot perhaps be blamed for not having clearer comprehension of its
mission., Still, an outside observer cannot fail to observe that neither the Director
nor other CIA or ORE individuals have been able to ﬁfovide any effectual link with
the high level consumers of the ORE product. No praise, criticism, nor comment is
thus returned on most ORE publications and studies, with the result that production
tends to be along the same lines as in the past, with "no comnont" 1nterprotod as
meaning "good*® or “enough.® It is difficult to avoid the conclulion that’ tua Director
.of CIA should be more anxious than he apparently is to make sure that the completed
product of his reports section should be indispensible to policy planners. He should
regard anything less than ind;aponsibility - mere "usefulne#s® or “interesting - as in
some sense failure. , ‘ -

(g) The ponderous and departmentalised organfiltiop of ORE makes for inefficient
production, This gnct, coupled with the apparent tendency of Mr. Babbitt to go along
- «with rathef slack administration, leaves two areas ripe for ocontention in the daily
working relations of ORE. One of these is the ever-sensitive relationship of the
regional brcnches and the panels to the Current Intelligence Group. This has been
lentionad in Part I. The other is the equally undefined responsibility of regional
branches with respect to conlu;tant's panels, Oranted that 1ntolli¢onoe production,
or the production of any opinion for that matter, is not a subject for the absolute
‘ delinitatién of authority, it appears that ORE is now 80 organized as rather to favor
.argument and discussion rather than to provide a means for resolving controversy. -
Granted allo that the -analysts of ORE now enjoy full intellectual freedom, and should
have full freedom to arrive at their own expert conclusions, means light.-ull exist for
the reconciliation of divergent views without the friction and controversy that now
exist, |

o
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IV. Tentative Conclusions

In the 1ight of the foregoing eritique, 1t.13 poseible to suggest
éertain major headings to which the Committee may give consideration
in arriving at its ultimate recommendations, For the most part, these
may be traced directly to the criticisms and wesknesses detailed in

the preceding section. The following are perhaps the most significant:

1. 'I"he task of CRE to produce a distinctive national intelligence
product, i,e., reports and estimates involving the national security,
chould be designated ae ite overriding function,

National intelligence should be defined as intelligence
affecting U.S. security on the highest level, both currently and
potentially. It should be prepared from the distinctive contributions
of the military, paval and air intelligence agencies-and from ‘the
political, economic and social c;mtributions of OIR, State, as well
a8 by ORE itself, It should be intelligence of %the highest quality
and broadest scope, and reprecenting a synthesis of departmental
contributions in its final foram. It should stress quality instead of
quantity, genuine signiﬁcanco instead of mere interest or convenience,
Tt ghould be prepared in anticlpation of all international devdopments
which are crises or which might reach the stage of crisis involving

_the national security. It should also comprehend world strategic
developrents which may affect American national interests in years to
come,

Interpreting national intelligence in this light, CRE should
cleave strictly to it, and should not undertake intelligence reporting

| of a lesser or ancilliary sort, If undertaken at all, this should be
done by the departmental agency nost concerned and in any event should
not be regarded as national intelligence,

2, ORE must gain access to policy thinking as conducted in the
National Security Council, the Joint Intelligence Bommittee, the President's
Cabinet, or other agency of national planning on the highest level,

It nust serve this agency or agenciea with its intelligence

estimates, prepared in the terms in which problems present themselves

to the planners, ORE, for its part, should integrate its producton program

0
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to the precige needs of the policy plannere, with due regard to its function of

giving.warning to policy planners of future problems implicit in the intelligence
picture., Thus, ORE must be able to rely upon its consumer for guidance in the
production of intelligence; and the consumer must depend primarily upon ORE for e

" intelligence studies it needs. As a further corollary, ORE must receive the
'operational f;ports of the departmental agencies which will keep it informed of
the day-to-day develgpment of American foreign policy in the diplomatic, economic
and military spheres. It should assume or allocate responsibility for repqrting
operational measures to the President and other recipisnts of its Daiiy Summary.
ORE should alao develop a more perfect system for the use of special source
information within its own ofganization than has yet been the case,

‘With the assumption of the b;oad privileges and responsibilities of
producing national 1ntell;gence, ORE muat.train ite personnel much more rigorously
than in the past to consider intelligence in ite broad'and eésentially national
aspects, It.mqst have a carefully guide& system of intelligencg priorities, and
a continuing criticlsm of its intelligence éollection requirements to make sure
that its subetantive efforts.arQ most frultfully expéﬁded. It should try to.
develop a'high sense of discrimination as to what is ngtioﬁﬁ] intelligen&o and
what is not; and to relegate what is not to departmental agencies,

3. ORE should underteke a broad.ahd'rgaponsible function of departmental
coordination in the production of intelligence satimates and in the guidgnce of
intelligence generally, ‘

As Indicated above, ORE should tend to rely more than in the past on
departmental contributions to 1ntellipopce estimatea; it should encourage CIA
to establish (RE's right to control the éepértmental arencies in this field, and
should enforce any responsibilities given to it., By the same token, it should
avoid research duplication in specifically departmental fields, including that of
political intelligence.

In coordinating departnental contributioné to national infelligenco
estiﬁatea, ORE may well continue to afford some "common services" on the order of
Baéié'Intelligence and porhabe Current Intelligence, It may also include a
Scientific Branch for ite own egtimating purposes and also-ms a common service
avallable to departmental agéncies. Ite Map Branch, however, insofar as it is a
service function and not an intelligence estimating unit, might ﬁe turned back to
the State Department, with provieion for its fingcial support there,

4., ORE's adminiaﬁration must be strengthened in order to perform the ro}o

outlined here,
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Some consideration should be given to Mr. Babbitt's present capacity as

Aseistant Director. More partieularly, administrative measures should be encouraged
which will resolve as much as possible the time-consuming and relatively futile
discussions and argumants between the substantive intelligence producers and the
editore of the Burrent and staff intelligence publications of ORE, If it is
assumed that the Daily Summary shall continue, its editing should be scrutinized
and perhaps given to one group as its sole responsibility, giving the substantive
groups and braqches the right only to comment upon briefs which the responsible
unit shall write, |

5. The personnel policy of ORE should be rigorously reviewed and revised,

The qualifications of the intelligencs analyete, etc., now employed in

ORE should be reviewed in the light of the strict definition of (RE's national
intellipgence function, and those whoge responsibilities outweigh- their background
and achievement should be dropped or placed under closer superviaion. The
personnel situation in'each branch should be carefully analyzed, and employment of
new personnel planned to atrengthen each unit in terms of ite function ag a producer
of national intelligence, Consideration may be given to reducing the oversll
personnel of ORE, with & view to tightening administrative and working relationehipak
and to providing for more convenient exchangs of views within thg organisntion.g
"It 18 assumed that the CIA administrative lag in security clearances will be :
overcome not only with respect to ORE but with regard to the entire organization,

Emphasis in procuring new personnel should be rut on mature persons of broad

experience not only academically and regionally, but in the planning and implemsntation

2

of national pdlicy. Stricter administration should eiiminate any tendency for
the formation of "eliques" by service or other groups of individuals.

6. CRE should keep in close touch with the Director of Central Intelligenco,
who should lend his assistance in gulding its function. The Director should consider
ORE his most valuable unit with respect to his duties in connection with the Nationa}
Security‘Coundil He should keep it informed of his own NSC contacta, and should
take an active interest in the manner in which its estimates are received, comments
upon their timolinees, relevancy, etc., and ehould communicate thim at once to the
Assistant Director, (RE,

While the Director himeelf is in close touch with ORE, the branch chiefs of
ORE should seek to divest themeelvea a8 much as poseible of mere administrative

dutiee in favor of assuming greater substantive burdens, They should take active

¥
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charge of the production of intelligence reports, and should produce s.ome
themselves, on the sssumption that their position 1s Justified more by their broader
substantive experience than by their competence as administrators.

7. The organization of (RE may perhaps be simplified. It is possible that
the consultant's panels might be unified, and given a more precise definition of
their work than now exists, Similarly, the conflict between them and the regional
branchee should be reaoived.- Their requests for additional personnel should be
reviewed cz;refully in terms of the definite contribution which they can make, The
question of economics intelligence as agsembled in the govermment should Le
considered by itself, with a view to establishment of OIR or CRE as the responsible
unit in this field.

8. The production of Current Intelligence, particularly of the Daiiy Summary,
should be reviewed as to its real value to the government, If nothing else, con-
sideration should be given to altering its form, to provide more comprehensive
coverage. Allocation of the function to the State Department should also be
considered. As indicated earlier, the production of staff intelligence ehould be
rigorously regulated in terms of the strict néeds of policy planners and operati:onnl

authorities, Consideration should be given to dropping the weekly summary entirely.
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