
MEMORANDUM 

SUBJECT: Discussion at the 474th Meeting 
or the National. Security Council, 
Thursday, January 12, 1961 

Present at the 474th NSC Meeting -were the President or the United 
States, presiding; the Vice President of the United States; the 
Secretary or State; the Secretary or Defense; and the Director, 
Office or Civil. and Defense Mobil.ization. Al.so present at the 
Meeting and participating in the Council actions bel.ov -were the 

· Secretary or the Treasury; the Director 1 Bureau of the Budget; 
the Attorney General. and the Chairman, Atomic Energy Commission 
(Items 2, 4 ,and 5); and the Administrator, Housing and Home Finance 
Agency (Item 5). Al.so attending the Meeting -were the Chairman, Joint 
Chiefs of Staff; the Director of Central. Intel.llgence; the Acting 
Director, u.s. Information Agency; the Assistant to the President; 
the Special. Assistants to the President for National. Security Affairs, 
for Science and Technol.ogy 1 and for Foreign Economic Policy; Ass is-

. tant Secretary of State Gerard c. Smith; Assistant Secretary of 
Defense John N. Irvin, II; Mr. Hobert A:J:Jmey, CIA; the ~te House 
Staff Secretary; the Assistant 'Wl!ite House Staff ~taq; the 
Naval. Aide to the President; the Executive Secre~~ NSC'; and the 
Deimty Executive Secretary, NSC. ;-. 

There fol.l.ovs a summary of the crrs·cussion at the Meeting 
and the main points taken. 

l.. SCOPE OF OPERATIONAL CAPABILITY OF THE POLARIS PROGBAM- · 
{Memo for Special. Assistant to the President for National 
Security Affairs from. Secretary of Defense, same subject, 
dated January l.O, J.96l.) 

Mr. Gray introduced this subject to the Council. (A copy of 
Mr. Gray' a· Briefing Note is filed in the Minutes of the Meeting 
and another cow is attached to this Mem.orand'OIII.). 

Secretary Gates remarked that this w.s a controversial. subject 
on 'Which the Joint Chiefs of Staff had. su'bmitted "spl.it papers"· 
Some time ago a. program invol.ving the installation of POLARIS mis­
siles on some six to eight cruisers had been eva.l.uated in the Depart­
ment of Defense. According to the Weapons Systems Eva..luation Group 
(WSEG) studies,fram the standpoint of cost~effectiveness and other 
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Recommendation 34 Which would require that military agencies 
intelligence instructions to components of unified commands 
be transmitted through the JCS. Mr. Dulles said he concurred 
in this recommendation, subject to the ~roviso that it did not 
include NSA communications to the service. cryptographic agencies 
in the field. General Lemnitzer said this recommendation in­
volved a :problem because of the vast volume of requirements in 
the technical intelligence field. The JCS were not organized 
for transmission of this vast volume of requirements. He felt 
there must be some middle ground; :perhaps broad operational 
re~irements as distinct from technical requirements could be 
transmitted through the JCS. The President :pointed out that 
the rec:emmendation referred to "instructions". Mr. Dulles sug­
gested that the recommendation be amended to indicate that in­
structions be transmitted through the JCS or as the JCS may 
direct. General Lemnitzer and Secretary Gates and the President 
agreed with Z.fr. Dulles' suggestion. 

Mr. G:r:ay next took up Recommendation 37 Vlhich would continue 
the responsibility of CIA stations abroad to coordinate clandes­
tine activities but would relieve CIA case officers of the author­
ity to veto :pro:posed clandestine operations of another agency. 
Mr. Dulles said he believed this recommendation unnecessary and 
distinguished between the final decision to a:pprove·and the final 
decision to veto. He said if a military service ~shes to ap~eal 
the veto of a CIA case officer 1 the matter •rould be d~ded in 
Washington by the Director of C_@ntral Intelligen~O::r;_lle Chief 
of the Military Intelligence Service. · He :pointsCl.:?Out a'Yso that 

-. 

if a field commander considers an operation es~ential to the 
security of his command, he can go ahead. vitll ~he operation :pending 
Washington's decision regardless of the ob"Jection of the CIA case 
officer in the field. General Lemnitzer said the JCS agreed ~th 
this reco::-.mendation._ l.fr. Dulles said he had no further objection 
to the recommendation. 

Mr. Gray then- turned to a category of recommendations, tw 
in number 1 on which there is disagreement but with res~ect to 
Vlhich the DCI recommends a decision at this time. The first recom­
mendation in this category -was No. 16 which called for the issu­
ance of a new NSCID No. 8 establishing a National Photographic 
Intelligence Center. Mr. Gray :pointed out that the Secretary of 
Defense and the DCI were in disagreement on this recommendation, 
each feeling that his agency should have responsibility for ad­
ministering the :pro:posed Center. General Lemnitzer believed the 
Center should operate under the general direction of the Defense 
Department because the vast amonnt of the in-put -would be produced 
by the Military Services. Moreover, the Military Services would 
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be required to provi~e rorand would be the principal-customers 
of the Center,which would be especially important in time of 
war. He recognized the need of other agencies for photographic 
intelligence and such intelligence would be made available. He 
gave assurance that the Center would not be removed from Washing­
ton if it vere placed under the Department·, of Defense. Vast 
quantities of photographic intelligence were now being acquired. 
No :photographic center was available at the :present time and 
the .Joint Chief's of Staff wished to avoid duplicate centers. 
The Chief's feel that the center could most effectively be oper­
ated by the Department of Defense with the participation of CIA. 
Secretary Gates added that Mr. Dulles had agreed that the Center 
should be operated by Defense in time of war but he (Mr. Gates) 
felt the need of continuity in the quick transition·. from . peace 
to war 'Which might occur in the :future. This :problem 'WaS not one 
of intelligence interpreation but 'WaS one of management-. Every 
user agency could interpret the intelligence. Secretary Gates 
added that the existing Center 'WOuld have to be expanded in the 
near :future; 

Mr. Dul.les said some misinterpretation appeared to exist 
on this subject. The present :photographic Center was a joint 
enterprise consisting of 140 CIA. officials, 100 Arrrry officers, 
and a small but competent NaVy contingent of 10 and 7-15 Air 
Force officers. The Center had been- a joint operation for five 
years and had handled most:cy U-2 photography under the ~ge­
ment of CIA. The President asked whether the Defense.,.siA:~stion 
was that the Center ~ under .J-2.· .... General Lemnit~~:tepJ.:Rd, no, 
under the Department of Defense. Secretary Ge.tes::M.ded, direct:cy 
under the Secretary of Defense just as NE!A i~ •. _ ~e President 
tho~t the three Military Services should~e--..Oe separate:cy in-
volved in this Center. Since the basic danger to be detected 
by the Center is military, he believed it 'WOuld be satisfactory 
for the military to give central direction to the operation •. · 

Mr. Dulles said the infonna.tion obtained through this Center 
was chiefly military o~ in the targeting field. Photographic 
intelligence had tremendous :political significance and was a mat­
ter of common concern to the Washington agencies. The matter was 
one -which fell within the field CIA was established to coordinate. 
In its fiVe years of operation the Center had developed a group 
of career off'icial.s llho intended to make :photographic intelligence 
their life work. If' the Center -were :placed in the hands of the 
military, rotation of personnel 'WOuld be the :principle followed, 
if :pa.st :practice is any guide. The President f'elt rotation would 
be fatal to an operation of this kind. Secretary Gates said that 

1· 
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if the Center were ~laced under Defense, a career staff would 
be retained and develo~ed. Mr. Dulles said abandonment of ro­
tation was a new idea for the military. He added that the Center 
had been operated for five years without a leak. Preliminary 
analysis of photogra~hy is made by the Center and information 
is then disseminated to user agencies. Soril.e of this information 

I 

is vital to the De~rtment of State. Mr. Dulles felt it would 
be very damaging to morale to disrupt this going concern at the 
~resent time. _ The President said he would like to inquire into 
the time element. 1-lhile some of the information coming from the 
Center might be vi tal to the Department of State 1 he wondered 
Whether it ~s not the military rather than the State Department 
Which had an instant need for the information. Mr. Dulles said 
the information developed by the Center 'was important to the 
military but ~s also important to other agencies such as State 
because of its effect on policy. The President said the inform­
ation 'Was important but need not reach State as soon as it reached 
the military~ The information might be needed in a matter of 
seconds by-the military. 

Secretary Gates said the Center would be considerably ex­
panded in the future and the operation would be different from 
the U-2 operation. The Pres.ident believed that the Center must 
be operated by an expert career staff. This ~s a question of 
management --which,perha~s,should be studied before being decided 
so quickly. If he had to decide at the ~resent time, h~ver, 
he would say, since the present Center is doing well, l~t 
alone except for its enlargement;- He understood thlrlPthe-~epart­
ment of Defense and the JCS had no complaints abo~'-"the o~eration 
of the Center. . -/-____ .; 

Mr. Stans said one difficulty was that the Air Force was 
establishing its o-wn Center. Secretary Herter said he understood 
that the film was processed by the Air Force before it -went ~ 
the Center. Mr. Dulles said this understanding ~s erroneous. 
The film is developed by a private COIJll?SllY1 -whigh has the greatest 
competence in this field. This company has been developing this · 
film for five years in the greatest secrecy. The film goes to a 
special branch of the company and is then flo-wn to Washington. 
The Air Force gets the film at the same time as the Center • 

. The President said there should be only one Center and that 
no Service should establish a se~te center. Matters of this 
kind were ~laced under CIA by the National Security Act because 
of their common usefulness. Secretary Gates said Mr. Stans -was 
correct in his statement that the Air Force intended to have its 
o;m center. When great masses of photographic data were involved, 

8. 
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there 1~1as a question o:f 1-ibat should be looked at first and 
hm-r soon. Mr. Gray said he :felt the discussion -was getting 
on to very sensitive grounds. The issue -was "Whether ther~ 
should be a single center or not. The President said there 
must be a single photographic center. Since CIA -was the 
principal user and collector, he believed the center should 
be under CIA management as a principle ofJ organization even 
though the time element still bothered him. 

On being called on by the President, Dr. Kistiakowsey 
said that the existing photographic Center under CIA provided 
copies of its material without delay to all Services "Which 
concentrated on tactical intelligence. The Center does not 
retain the matter until it makes an exhaustive analysis; it 
passes it on immediately. Dr. Kistiakowsky felt the existing 
Center 'WaS a revolution in photographic techniques. In a year 
-we wuld be able to obtain as much information from photographs 
taken 200 miles above the earth as -we -were able to get from 
our best reconnaissance plane in World War II. Operation of 
the Center required expertise. CIA had taken the lead in 
ma.nB.ging and developing this Center in the past. Dr.Kistiakovsky 
felt it wuld result in delay and loss of progress to disturb 
the Center at the present time. From the technical :point of 
view, he wuld much prefer .an expansion of the present Center 
to a transfer of the Center a'Wa.y from _CIA management. 

Mr. Stans raised the possibility of joint CIA/DOD -'l!l§.Dage­
ment. The President said he disliked divided respons~ity. 
He believed Defense had not show a:ny unhappiness:JiUh 'l':he 
existing Center. While he knew how important 1;;~ ~time element 
-was 1 he believed the present Center should: be lfept under CIA 
management and expanded. The DOD should s1rctBe its requirements 
for photographic intelligence. There should be a single center 
and no Service should be allo-wed to set up its o-wn center. Mr. 
Dulles pointed out that the draft NSCrn No. 8 provided that the 
Director of the Center wuld be chosen by agreement bet-ween the 
DCI and the Secretary of Defense. 

Mr. Gray then turned to Recommendation 29 -which -would pro­
vide the DCI with a Coordinating Staff. The sole dissent on 
this recommendation -was that of the Secretary of Defense wo 
feels that the DCI should be separated from the CIA without 
further delay. Mr. Gncy- also mentioned the views of the Hull 
Board on this matter (bottom of Page 3 of the Briefing Note). 
Secretary Gates said the Defense view mentioned by Mr. Gray 
-was the view of the Defense representative on the Joint Stuey 
Group. He (Mr. Gates) did not feel that he should comment on 
the organization of CIA; accordingly, he wuld take no strong 
position on this recommendation. The President believed the 
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