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AFFECTING THE NATIONAL DEFENSE OF
THE UNITED STATES WITHIN THE MEAN-
ING OF THE ESPIONAGE ACT, 50 u.8.C., 31
AND 32 AS AMENDED. ITS TRANSMISSION
OR THE REVELATION OF ITS CONTENTS
IN ANY MANNER TO AN UNAUTHORIZED
w PERSON IS PROHIBITED BY LAW,
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LETTER OF TRANSMITTAL

January 15, 1949

National Securlty Council
Washington, D, C,

Attention: Mr. Sidney W. Souers
Executive Secretary

Gentlemen:

In accordance with the terms of the memorandum to the under-
gigned from Mr, Sidney W. Souers, Executlve Secretary of the National
Security Councll, dated February 13, 1948, as supplemented by his
memorandum of March 17, 1948,* we submit herewith our report on "The

3B Central Intelligence Agency and Natlonal Organizatlon for Intelligence."”

On January 13, 1948, the National Security Council recommended to

the President that a group comprising individuals not in Government
gervice should make a "comprehenslve, impartial, and objective survey of

the organization, activitles, and personnel of the Central Intelligence

Agency." The group was asked to report to the Councll 1its findings and

recommendations on the following matters:

"(a) The adequacy and effectlveness of the present organil-
zational structure of CIA,

"(b) The value and efficlency of exlsting CIA activities.
"(¢)} The relationship of these activitles to those of other

Departments and Agencles,
"(d) The utilization and qualifications of CIA personnel.”
As a result of thie action, the present Survey Group was created and

the undersigned appointed by the National Security Council with the approval

. "-‘r,m;rrm' 5

D e it

* See Annexes No, 1 and 2 for the texte of these two memoranda which
constitute the terms of reference for this survey.

TOP SECRET
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of the Presldent. The terme of the resolution approved by the National

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

Following discussions with the undersigned regarding the scope of
the survey, the Executive Secretary of the National Security Council,
with the approval of the Secretaries of State, Defense, Army, Navy and

Alr Force, sent to the Survey Group on March 17, 1948, a second memo-

randum which constituted an extension of the scope of the survey as
originally set forth by the National Security Council., In particular,

thls memorandum included the following provisions:

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

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

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

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

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

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

i'

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

cerning the Central Intelligence Agency should be given priority over

ety

those involving other agencies.

Approved For Release 2003/04/01 : CIA-RDP86B00269R000500010001-4
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The Survey Group has submitted two special reporte to the National
Security Council, each one in comnection with particular problems being

considered by the Council and its members. The first of these reports,

dated May 3, 1948, dealt with

Ajifhe gecond interim report, dated May 13, 1948, dealt

with the "Relations Betwsen Secret Operations and Secret Intelligence."

The present report 1s bagsed on an examination and appralsal of our

national intelligence structure and operations as created by the National

Security Act of 1947 and developed in the Central Intelligence Agency and

the individusl departments and agencies concerned with national security.
In accordance with the directive from the Natlonal Security Council,
emphasis has been placed upon the Central Intelligence Agency, but there
has aleo been an examinatlon of the principal departmental intelligence
agencies in order to determine thelr scope in the fleld of intelligence,

and their relations to each other and to the Central Intelllgence Agency.

Our examination has been confined almost entlrely to the over-all intelli~

gence orgenization and activities in the Washington headguarters of the
Central Intelligence Agency and the Departments of State, Army, Navy and

Air Force.

Wo have met with members of the direétorate and personnel of the
Central Intelligence Agency and with representatives of other agencles.
With the asslstance of our staff, we have consulted approximately'BOO
persons who by virtue of thelr present position or past experience are
familiar with intelligence problems. In asddition, a series of confer-
ences were held at which officiale of all of the intelligence agencles

were invited to submit thelr recommendations and suggestions and discuss

TOP SECRET
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them with the Group. These conferences were attended by representatives
from the Departments of State, Army, Navy and Air Force, the Joint Staff,
Research and Development Board and Atomic Energy Commission,

| In conclusion, we desire to record owr appreciation for the effective
work of the staff members of the Survey Group, Robert Blum, Joseph Larocque,
Jr., Wallace A, Sprague and Edward L. Saxe, in essembling data with regard
to our national intelligence organization and in aselsting the members of
the Survey Group in carrying out the examination of our intelligence
structure on which this report is based,

Falthfully yours,

Allen W. Dulles, Chairman
Mathias F, Correa

William H, Jackson

vi TOP SECRET
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SUMMARY

The primary object of this survey has beenthe Central Intelligence Agency,
its orgenization and activitles, and the relationship of these a.ctivitiee to
the intelligence work of other Govermment agencies. Examination has been made
of these other intelligence agencies only to the extent that thelr activities
bear upon the carrying out by the Central Intelligence Agency of its aggligned

functions.

Section 102 (d) of the National Securlty Act of 1947 creates the Central
Intelligence Agency asan independent agency under the direction of the National
Security Councill. It gives to the Council broad powers in the assigmment of
functions to the Central Intelligence Agency and creates a framework upon which
a sound intelligence system can be built. The Central Intelligence Agency has
been properly placed under +the National Security Council for the effective
carrying out of its assigned function. It should, however, be flx};gqverlgd and
encouraged to establish, through i1ts Director, closer llaison with the two
members of the National Security Council on whom it chlefly depends and who
ghould be 'bhe‘ma.j_n recipients of 1ts product--the Secretary of State and the

Secretary of Defense.

The Natlonal Security Act, as implemented by directives of the National
Security Council, imposes upon the Central Intelligence Agency responslbility
for carrying out three essentlal functions:

(1) The coordiﬁation of intelligence activities;

(2) The correlation and evaluation of intelligence relating to the na-
tional security, which has been interpreted by directive es meaning the pro;iuc-

tion of national intelligence;

[ TOP SECRET | 1
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(3) The performance centrally of certain Intelligence mervices of common
concern. These Include services of a static nature, such as research in fields
of common usefulness, and operational services such as the collection through

the central agency of secret intelligence.

These three functions constitute the basis of an integrated system of in-
telligence and they have been used as the frame of reference for the examina-
tion of the Centiral Intelligence Agency and the related activities of other iIn-
telligence agencles of the Govermment represented on the National Security
Council, particularly the Department of State and the Departments in the Na-

tional Military Establishlment,

No amendment to the provieion of the Act relating to intelligence 1is re-

quiredat this time. What 18 needed is action to give effect to its true intent.

THE RESPONSIBILITY OF THE CENTRAL INTELLIGENCE AGENCY FOR COORDINATING INTEL-
LI(ENCE ACTIVITIES

Under the statute, the Central Intelligence Agency has broad responsibility
to coordinate intelligence activities relating to the national security. In
the discharge of +this responsibility, +he Central Intelligence Agency should
review the intelligence field and ascertain where there are gaps or overlaps‘.
The agency best equipped +to do a particular Job should f£ill any gaps. Where
two or more- é,gencies are doing similar work, +the one best equipped ought to

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

This vitally important responsibility for coordination is to be exercised
by recommending directives for approval by the National Security Council. The
Central Intelligence Agency has the duty of planning for coordination and, in
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consultation with the other intelligence agencies, of taking the initilative 1in

seeking directives to effect 1t. Todasy this coordinating function of the

Central Intelligence Agency is not being adequately exercised.

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

Commission and the Jolnt Intelligence Group of the Joint Staff.

A number of formal dlrectives for the coordinationof intelligence activi-
tles have been lssued by the Natlonal Security Council upon the recommendation

of the Central Intelligence Agency and the Intelligence Advisory Committee.

These directives, except those specifically assigning to the Central Imtelli-

)gence Agency the carrying out of certain common serxrvices described below, have

not gone far enough In defining the scope and limits of departmental intelll-
gence activities. These activitles continue to present many of the same Jjuris-
dictional conflicts and duplication which the Natlonal Security Act was in-
tended to eliminate, Consequently, the absence of coordinated intelligence
planning, as between the Central Intelllgence Agency, the Service agencies and
the State Department, remains serious. What 1ls needed 1s continuing and effec-
tive coordinating actlion under exlsting directives and also directives estab-

lishing more precisely the responsibility of the various intelligence agencles.

The field of scilentific and teclmologlcal intelligence 1is an example of
lack of coordination. Responslbilities are scattered, collectlon efforts

are uncoordinated, atomic energy Intelligence i1s dlverced from scientific
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intelligence generally, and thers 1s no rgcognized procedure for arriving at

authoritative Intelligence estimates in the sclentific fleld,with the possible

exception of atomlc energy matters.

Another important example of lack of coordination is in the field of do-
‘mestic intelligence and counter-intelligence relating to the natlonal security.
Jurlsdiction over counter-intelligence and counter-esplonage activitles is as-
signed to the Federal Bureau of Investigation in the United States and the Cen-
tral Intelligence Agency abroad. However, fifth colwmn activitles and esplonage
do not begin or end at our geographical frontlers,and our Intslligence to coun-
- ter them cannot be sharply divided on any such geographical basis, In order
to meet the specifiic problem presented by the need for coordination of activ-
ities in the fleld of domestlc intelligence and counter-intelligence relating
to the natlional security, 1t is recommended that the Director of the Federal
Bureau of Investigation be made a permanent member of the Intelligence Advisory

Committes.

The Intelligence Advisory Committee so far has had 1little impact on the
solution of the problem of coordination, excegt in formally approving proposed
directives, It should be re-activated and called upon to play an important

role.

To asgeist the Director of Central Intelligence in carrying out hls dutles
to plan for the coordination of intelligence, the staff in the Central Intel-
ligence Agehcy.known as the Interdepartmental Coordinating and Planning Staff
should be reconstituted and strengthened, It should be composed of' personnel
definitely assigned to, and responslble to, the Director of Central Intelli-

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

4 : TOP SECRET
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for the coordination of specific intelligence activitles. This staff, vhich

might be called the "Coordination Division," should support the Director in
fulfilling one of his wmogt lmportant and difficult duties under the National

Security Act.

In concluding the conslderation of this most vital problém of coordination
of intelligence activities , 1t sghould be emphasized that coordinatlion can most
-effectively be achieved by mutual agreement among the various agencles. With
the right measure of leadershlp on the part of the Central Intelligence Agency,
&8 ma jor degree o:f coordination can be accomplished in that manner.
THE RESPONSIBILITY OF THE CENTRAL INTELLIGENCE AGENCY FOR THE PRODUCTION OFV
INTELLIGENCE RELATING TO THE NATIONAL SECURITY

A long-felt meed for the coordination, on the highest level, of intelll-
gence opinion relating to brosad aspe'cf;s of nationsel policy a.ﬁd national security
was probably the principal moving factor In bringing about the creation of the
Central Ihtelligen_.ce Agency. The lack of any provision for the iprom_pt produc-
tlon of coordinated national intelligenc?:" of this kind was one of the most

signiflicant causes of the Pearl Harbor intelligence fallure.

This type of natlonal intelligence, expres.sed in the form of coordinated
national estimates, transcends in scope and breadth +the interest and compe-
tence of any single intelligence agency. Hence, such estimates should be fully |
participated in by all of the principal j_utelligencé agencies. All Jointly

should share in the responsibility for them.

With one or two significant exceptions, whose occurrence was largely for-
tuitous, the Central Intellligence Agency has not as yet effectlively carried

out this most important function.
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The Office of Reports and Estimates 1in the Central Intelligence Agency
was glven responsibility for production of national intelligence. It has,

however, been concerned with a wide variety of activitles and with the produc-

tion of miscellanecus reports and summaries which by no stretch of the imagi-

nation could be considered national estimates.

Where the Office of Reports and Estimates produces estimates, ﬂs usually
does so on the basis of 1ts own research and analysis and offers 1ts producf,
e8 ocompetitive with the similar product of other aggncies, rather than as the
‘coordina.ted result of the best Intelligence product which ea;ch of the interested

agencles 1s able to contribute.

The fallure of this type of intelligence product to meet the requirements

of a coordinated national estimate 1is not substa.nfially mitigated by the exiet- -

ing procedure whereby the Office of Reports and Estimates circulates its esti-

mates to the intelligence agencies of State, Army, Navy and Air Force and ob-

talns a formal notatlon of dissent or concurrence. Under this procedure, none
of the agencles regards 1itself as a full participant contributing to a truly

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

It 1s helleved that this situation can be remedied 1f the Central Intel-

ligence Agency récognizes the responsibllity whichilt has under the statute and

- agsumes the leadership In organizing 1ts own work and in drawing upon that of the -

other Intelligence agencles of Government for the productlon of coordinated intel~

ligencs. Thus, within its own organization, +the Central Intelligence Agency

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

group of speclalists, which might appropriatelybe called "Estimates Division." ‘
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It would be the task of this group toreview the Intelligence products of other

intelligence agencles and of the Central Intelligence Agency, and to prepare

drafts of natlonal intelligence estimates for conslderstion by the Intelligence

Advisory Committee.

- The final procegs of coordination should take place in the Intelligence

", Advisory Committee which would review and discuss the proposed estimates. The

* finished estimate should be clearly established as the product of all of the

contributing.agencies in which all share and for which all take responsibillity.

Tt should be recognized as the most authoritative estimate available to the .
policy-makers.
P
Where particular scientific orteclmical intelligence matters are involved,

the Intelligence Advisory Committee should secure the views of the best quali-
fled technical experts avallable to them, iIncluding experts from the Research

and Development Board a:dd the Atomic FEnergy Commission.

There should also be provision for the prompt handling of major emergency '
sltuations so that, as a matter of course, when quick estimates are required, '
there ls Immedlate 'consulta.tion -and collective appraisal by the Intelligence

Advisory Committee on the basis of all avallable information.

Thqé Incluslon of the Federal Bureau of Ihvestiga:bion as a permanent member
should assure %lha.t intelligence estimates will be made in the light of domestic
as well as foreign intelligence. Provision should be made for the representa-
tion on ﬁhe Intelligence Advisory Committee of other agencles of the Govermment

when matters within their competence are undexr discussilon.
| TOP SECRET | _ L 7
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PERFORMANCE CENTRALLY OF SERVICES OF COMMON CONCERN
Under the National Securlty Act, the Central Intelligence Agency should
perform, for the beneflt of the exlsting Intelllgence agencles, such services

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

These services, asnow belng performed by the Central Intelligence Agency,

can be broken down into (1) static services, consistingof intelligence research

and production on certaln assigned subJects whichdo not fall exclusively within

the function of any one existing Intelligence agency, and (2) operating serv-
' ices, consisting of certaln types of intelligence collectlon and related secret

operations.,

STATIC SERVICES OF COMMON CONCERN

At the present tlme the statlc services of intelligence research and re-
porting are carried out in the Office of Reports and Estimates. If the duties
of this Office in relation to the production of mnational Intelligence are as-

signed to a newly constituted Estimates Division, +the miscellaneous reporting

functions presently carried out by the Office of Reports and Estlmates and a .

part at least of the personnel engaged in them could be reconstituted as the
nucleus of & gseparate division of the Central Intelligence Agency to be known
as the "Research and Reports Division." This Division would also include the
Foreign Documents Branch of the Office of Operations and the varilous refereizlce

and library functions now carried on in the Office of Collection and Diésemination.

The economic, scientific and teclmological flelds are ones in which all of
our intelligence agencies have varying degrees of Interest. At the present

time there 1s serious duplication In these flelds of common concern. Central
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production and coordination by the proposed Research and Reports Divislon,
wo;ld result in great economy of effort and iin’provement of the product. For
oxample, the organization within this division of a sclentifilc branch, staffed
by highly qualified personnel and empowered to draw upon the sclentific per-
sonnel of such organizations of Government as the Research and Development
Board and the At':omic Energy Commigsion for the purpose of dealing with spe-
clallized sclentlfic problems, 1s a projJect which sghould have +the highest

priority.

This divigion of the Central Intelligence Agency should be staffed in part
by representatlves of the departmentel intellligence services so that the reports

produced would represent authoritative and coordinated opinion and be accepted

as such by the various consumer agenciss.

| The Director's plarming staff for coordination of actlvities, the proposed
Coordination Division, ehould review the question as to what subjects might
ajpropriately be asslgned to the new Research and Reports Division for cen'brél
research and report and what services now centrally performed in the Central
Intelligence Agency mighf be eliminated. The Intelligence Advisory Commities
“would be the agency to debtermine the allocatlion of work, and 1n case of any

fallure to agree the matter would be referred to the Natlional Security Council.

OPERATING SERVICES OF COMMON CONCERN

‘The operating services of common concern presently performed by the Central

Intelligence Agency consist of the I
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collection of secret intelligence sbroad through the 0ffice of Special Opera-
tions; and the conduct of sscret operations abroad through the Office of Policy

Coordination.

All of these services are appropristely allocated to the Central Intellil-
gence Agency. These operating functions are so inter-relasted and Inter-
depehdent that they should have common directionat some point below the Direc-

tor’ of Central Intelligence.

The general administrative problems of these operating offices are unique
because of.their secrecy and the consequent security requlrements. They differ
importantly from that part of the work of the Central Intelligence Agency which
is concerned with the coordination of activities and the production of intelli-
gence. Accordingly, these three operating offices should have common admin-

istrative services, separate from thoge of the balance of the Central Intelli-

gence Agency.

.

The three activities,|

| should be responsible to one offlclal charged with their

‘direction. The new "Operatlons Divislion" would be self-gufficlent as to ad-

‘minigtration and seml-autonomous. This would, to a large extent, meet the

criticiem frequently volced, and with a good deal of merit, that it is essen-

tially unsound to combine 1n a single intellligence agency both secret opera-

¢
tions and over-all coordinating and estimating functloms.

In its secret intelligence work, the Office of Special Operations requires
a closer lialson with the other intelligence agencles, especlally those of the

mi.litary gservices eand of the State Department which are its chief consumers

10 TOP SECRET
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and which should be able to gulde its collectlion efforts more effectively than :

they doat present. The counter-intelligence function of the Office of Special
Operations requlres more emphasis and there is need for better coordination of

all its activitles with the military, particularly 1n the occupiéd areas.

THE ORGANIZATION AND DIRECTION OF THE CENTRAL INTFLLIGENCE AGENCY

The principal defect of the Central Intelligence Agency is that 1ts dii'{éc-‘ -
tion, adminlstrative orgesnizaetion and performsnce do not show sufficient ap-

preciation of the Agency's assigned functions, particularly in the fields of

intelligence coordination and the production of Intelligence estimates. The
result hag been that the Central Intelligence Agency has tended tc become Just
one more intelligence agency producing intelllgence in competition with older

ostablished agencies of the Government departments.

Since 1t 1s the task of the Director to mee that the Agency carries out
its aseigned functions, the fallure to do &0 1s necessarily a reflectliom of

ina.deq_uacies of direction.

There 1s ome over-all point to be made with respect to the administration
of the Central Intelligence Agency. The organization 1s over-&dm,iniéterec"i in

the sense that administrative considerations have been allowed to guide and,

on occasion, even‘control intelligence policy to the detriment of the la'bt_er.‘i

Under the arrangsments proposed in this report, the heads of the newly consti-

‘tu‘_ted‘ Coordination, Estimates, Research and Reports, and Operatlionsg Divis‘i'ons

would be included in the immedliate staff of the Director. In this w‘ray,'the* :

Director, who at present relles chiefly c;n his administrative sta.f‘f,," wdulz_i
be brought into intimate comtact with the day-to-day operations of his agency

and be able to give policy guidance to them.
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In commenting on administration, +the gquestion of security should alsc be
gtressed. The Director is charged under the law with protecting intelligence
sources and methods from unauthorized disclosure. One of the best methods of
achieving thle 1g to correct the present situation where the Agency is viewed
and generally publicized as the collector of gecret intelligence and to bury
its secret functlons within s Central Inteliigence Agency vwhosge chlef recog-
nized actlvitles are the coordination of Intelligence and the production of

intelligence estimates.

In reviewing the work of the directorate, consideration has been given to
the questlon whether or not the Director should be a civilian. The work of
the Agency, from its very nature, requires continuity in that offlce which is
not'iikely to be achieved if a military man holds the post on a "tour of duty"
basls. For thls reason, as well as because freedom from Service ties 1s de-
sirable, the Director should be a civilian. This recommendation does not ex.-
clude the possibility that the post might be held by a military men who has

gevered hls connection with the Service by retirement. .

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

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

gshould meke to the assembly and production®of national intelligence.

As regards the Service Intelligence agencles, the active exerclse by the
Central Intelligence Agency of its coordinating functlions should result in a

more efficient allocatlion of effort than 1s presently the case. The Service
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agencles should concern themselves principally with military intelligence

questions, leaving the Central Intelligence agency to perform agreed central
services of common interest. In addition, ocontinuing responsibility of the
Central Intelligence Agency for coordination should be exercised with respect
to certgin Service activitles, for example, sspionage and counter-espionage in
occuplied areas. The Joint Intelligemnce Committee would continue to operate
with its membership unchanged and would concern itself exclusively with mili-
tary and strategic questions as directed by the Jolnt Chlefs of Staff. The
Services would participate In the formulation of natlonal intelligence esti-
mates through their membership inthe Intelligence Advisory Committee and would

share in the collective responsibility for these estimates.

In the case of the Research and In’selligenc;e staff of the State Department,
the conclusion has been reached that this staff, as at present constituted, is
not sufficiently close to operation and policy matters in the Department tec
furnish the necessary liaison or the political intelligence estimates required
' by the Central Imtelligence Agency for the preparation of national estimates.
Accordingly, it 1s desirable +that a high official of the State Department be
deslgnated as its Intellligence Officer to coordinate these activities , to act
as the Department's representative on the Intelligence Advisory Committee and,
in general, toact as liasison with the Central Intelligence Agency with respect
to the intelligence and related activities of the two agencies and to develop

cloge working relations between them.

CONCLUSION

While organization charts cen never replace 1individual initiative and

ability, the Central Intelligence Agency, reorganlzed along the functional
13
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lines indicated In this report, should be able more effectively to cerry out
the duties asslgned 1t by law and thus bring our over-all intelligence system

closer to that point of efficlency which the national security demsands.

The foregoing summary 1s only a brief outline of the main pointe of the
report and does not take the place of the detailled dlscugsion in the report
and the verious conclusions and recommendations at the close of the respective

chapters.
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CHAPTER I
INTRODUCTION

THE INTELLIGENCE PROBLEM IN THE UNITED STATES

Before congldering the adequacy and effectivensss of the work of the
Central Intelligence Agency and 1ts relations to our other intelligence agen-

cles, a brief word of background may be helpful.

Although the Central Intelligence Agency is largely an outgrowth of our
experlence In World War IT, it would be wrong to proceed from the premise that
prior to the war our Govermment had operated without intelligence as to the
capablilities and intentions of possible enemises or prospective allies. The
Department of State had long maintained a widespread information - gathering
service. The Army, the Navy and certain other depariments of the Government
had maintained thelr own systems of collecting iInformation and producing

intelligence.

Prior to World Wer II, however, we had no integrated secret intelligence
service. We had not ad.eqpately explolted the avallable sources of overt in-
telligence. We had no central agency to coordinate iIntelligence collection
and production, and to assemble the best availlable Intelligence for expression
in national estimates to gulde in the formulation of forelign policy and the

preparation of our defense plans.

In World Wars I and IT our Furopean Allies, Great Britain in particular,
had placed the product of their intelligence services largely at our disposal.
While we can expect in the future assistance from the intelligence services of

friends and allies, we have rightly concluded that we should not depend on
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them for our intelligence to the extent we were forced to do in World War I

end during the early days of World War II.

It was World War II which showed both our deficlencies in intelligence
and. alsc what we could accomplish under pressure. Through the expanslon of
the facilitles of the State Department and the military services, through the
Off'ice of Strateglc Services -- our first move towards a central Intelligence

agency -- through enlisting the best personnel that could be found, in and out
of Govermment service, we were turning out a very creditable performance In

many phases of Intelligence work well before the end of Lhe war.

We now recognize that if we are to have adequate intelligence in times of
crisis, we must prepare In time of peace, and we have serlously turned to the
task of building up & central Intelligence organizatlom. The country has now
accepted the verdlct, even 1f somewhat Irelucta.n‘bly, that peace-time Intelli-
gence 1s essential to securlty and, as many of our military leaders have sald,
our first line of defense. It took us & long time to reach this conclusion,
and we are only now gradually getting over owr susplcions of intelligence and
our tendency to confuse it with mere intrigue and the more lurld side of es-
pionage. We are beglmning to accept it as serious and honorable work and essen-

© tial to our defense.

Tt is well Lo recognize however, that an efficlent Intelligence orgemniza-

tion cannot be bullt overmight.

It will require years of patlent work to provide skilled persomnel to do
the Job. Blueprints and organization charts, even leglslation and ample appro-

priations will not take the place of competent and highly trained men and
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women. Without them we shall have neither effective intelligence operations
nor sound intelligence estimates. Unfortunately, in the difficult organiza-
tional period since the war, the future of intelligence as a career has sesmed
80 uncertain that many war—trainéd_and competent men have left +the service,

and 1t has been particularly difficult to find recruits to take their place.

Finally, securlty for our Intelligence activitles 1ls not always easy tq
achleve here - 1n the Unlted States. It is not only the penetration of fifth
columniste which we have to gunard against. We have the general problem rising
out of our +tradltion that all of the affalrs of the Government shall be con-
ducted in the open. Sometimes we tend to carry thls over even as regards the
publication of the intimate detalls of Iintellligence operations. In peacetime,
particularly, 1t is not always easy to reconcile our vital interest in pro-
tecting the freedom of the press with the need for sllence on certain phases

of intelligence.

As agalnst these deblt items, we could citea long 1list of highly favorable
factors. America has the potential resources, human and material, for the
best Intelligence service in the world. Within our borders we have every race
and nationality, loyal sons speaklng every languagé, travelling and resident -
in‘every forelgn country. We have a wide geographical base for the development
of Intelllgence work. We have the greatest reservolr of scientific and tech-
nical skills. We have important allies abroad who are ready to Join their
mowledge to ours and to give us the benefit of their years of experience in
intelligence. And last, and possibly most impoftant of all, in the field of
intelligence work,we can develop the individual initiative, skill and ingenuity

of a free people, and, in dealing with our main intelligence antagonists, even

though they operate with the iron discipline imposed by the Kremlin, we can
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show that free men can be vastly more efficlent than those working for a

slave system.

These are some of our great assets; our problem 1s to mobilize them.
There are real elements of urgency in seeing that this task isaccompllshed.

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

(2) A vest area of the world stretching from the Elbe River in Germany
to the Yangtee in Chine is largely behind an iron curtain where the normal
sources of information are partially or wholly lacking. The technlques of an

intelligence service ought to be one of the important means of penetrating

thls barrier.

(3) A whole new area of knowledge in the field of science has become
vital for our defense. This fleld cuts across the functions of varlous Govern-
ment departments and presents new problems from the viewpolnt of intelligence

collection and coordination.

(4) The far-flung activities of the fifth column, both here and abroad,

present & new type of threat to our security, and we require a concerted In-

telligence progrem to counter thls danger.

These are only & few of the developments which glve to Intelligence an
importance in our defense system which 1t has never had In the past in time of

peace. TFortunately, these facts are now becoming well understood, and the
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Administration, the Congress and the people share with deadly seriousness the

determination that the United States here and now shall build the best intelli-

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

TOP SECRET

Approved For Release 2003/04/01 : CIA-RDP86B00269R000500010001-4

19



04/01 : CIA-RDP86B00269R000500010001
Approved For Release 2003/ 1 P SECRET

CHAPTER II
NATIONAL INTELLIGENCE AND THE
NATIONAL SECURITY ACT OF 1947
Beginning as early as 1944 preparations were under way for the transition
from war-time intelligence 4o a permanent Iintelligence organization sulted to

our post-war needs.

In a series of discussions among the interested Government agencies as to
how the country could most effectively organize 1ts permanent, léng-ra.nge,
peace~-time intelligence there was general agreement on scms form of a centfal
agency. There was, however, a sharp d.ive_rgence of vlews as to the scope of the
activities of such an agency, the authority it should enjoy, the manner in
which 1t should be administered and controlled and where 1n the Government it
should be located, These lssues were resolved at that time through the crea-

tilon by Presidential letter (See Annex No. 3) of the Central Intelligence Group,

and then more definltely determined through the esstablishment - of the Central

‘ Intelligence Agency by Congress in Section 102 of the National Security Act of

1947, (Sge Amnex No, L),
AN

. THE DUTTES OF THE CENTRAL INTELLIGENCE AGENCY UNDER THE NATTONAL SECURITY ACT

Section 102 (d) of this Act defines the duties of the Central Intelli-

gence Agency as follows: -

"(d) TFor the purpose of coordinating the intelligence activities of the
geveral Govermment departments and agencies in the interest of national secu-
rity, 1t shall be the duty of the Agency, under the direction of the National
Security Councll -~

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

such intelligence activities of the Government departments and agencies
a8 relate to national security;
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"(2) +to make recommendations to the National Security Council for
the coordinstion of such intelligence activities of the departments and
agencles of the Govermment as relate to the national security;

[————_———-—‘Approved For Release 2003/04/01 : CIA-RDP86B00269R000500010001-4

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

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

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

In these provislons the authors of the National Security Act showsd s
sound understanding of our bamsic intelligence needs by assigning to the Central
Intelligence Agency three broad duties which had never before been adequately
covered In our national intelligence structure. These dutles are: (1) to
advise the Natlonal Security Council regarding the intelligence activities of
the govermment and make recommsndations for theilr coordination; (2) +to pro-
vide for the central correlation, evaluation and dissemination of intelligence

relating to the national security; and (3) to assure the performance, cen-

trally, subJect to National Security Councll direction,of certain intelligence

and related functions of common concern to various departments of the

Government., N

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

framework for a sound Intelligence service for this country. Accordingly, we
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do not suggest any amendments to the Act and believe 1%t would b unwise to
tamper with +this legislation until we have hed further experience Iin oper-
ating under 1it. Throughout our report we stress the vital importance of
giving effect to the real legislative intent through the effective exeorcise
by the Central Intelligence Agency of those functions assigned to 1t by
the Act. We refer particularly to the responsibility of the Central Intel-
ligence Agency for the coordination of intelligence activities and the co-
ordination of intelligence opinion in the form of national intelligence

estimates.

In providing for a semi-autonomous highly centralized agency with a broad
variety of intelligence responsibilitles affecting various Govermment agenciles,
we have departed from the general pattern followed by other countries. There
the tendency in most phases of intelligence has been to avold such a degree of
centrallzation, -Under the conditions exlsting in the Unlted States we belleve
that the degree of centralization proposed under the National Security Act can
be Justified, provided that the distinctive functions of the Central Intelll-

gence Agency are handled according to their special requirements.

Ag one recommendation d'.esigned to offset the disadvantages of over-
centralization in intelligence, we later propose 1in this report +that +the
branches of the Central Intelligence Agshcy which are directly engaged in clan-
destine activities, such as secret intelligence, counter-intelligence, secret
operations and the like, be given a great measure of autonomy as to inteﬁwl

admindstration,the control of thelr operatlons and the selection of personnel,

Tn this comnection we have consldered the arguments which have been fre-

quently advanced that the functions of coordination and of evaluation, on the
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ane hand, should be wholly divorced from collection and operations on the

other. One argument is that +the analyst will be overly impressed with the
rartlcular items of information which his own organization collects, as con-
tragted with the information reaching him from other sources. There is a fur-
ther fear, partly substantiated by experience under the Central Intelligence
Agency, that 1f the several functions are combined, there will be a tendency
to neglect the coordinating respomsibilities in favor of the more exciting
field of oparatfions. Finally, +the point is made that by Joining together a
varlety of operations whose security requirementa are quite different s the
Poseibllity of providing effective security to those activities that require

it most 1s thereby reduced,

We appreciate the weight of these arguments but do not Pesl that they are
decieive, We believe that the recognition of the distinctive functions of the
Ceﬁtral Intelligence Agency, and the handling of each one according to its

~ gpeclal requirements and in proper relation to the over-all mission, would
largely meet these objections. In particular, the granting of autonomy to the
clandestine work and adequate emphasis on the important coordinating responsi-
bilities of the Central Intel_ligence Agenoy wouid overcome the disadvantages

of comblning these functions in one organization,

CONTROL OVER THE CENTRAL INTELLIGENCE AGENCY

"We do not agree with the argument,often advanced, that the Central Intel-
ligence Agency, or at least 1ts aperating services, should be placed under the
direct control of one of the executive departments of the Government s Buch as
the Department of State or the National Military Establishment, The activities

of the Central Intelligence Agency do not concern either of these departments
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exclusively. Moreover, the adminiatrative arrangements of these departinanta

are not well sulted to +the conduct of extensive secret foreign intelligencs
operatione., The facht that in time of war secret activities are primerily of
concern to the military is not, in our oplnion, sufficlent Justification for
placing them under milltary control in time of peace. The Natlonal Security
Act 1s flexible enough &and the authority of the Natlonal Security Council
sufficiently broad to permit any necessary adJustments within the Central In-

telligence Agency so that these operatlons will be responsive to the needs of
the policy-making and operating departments of the Govermment, without sub-
ordinating them dlrectly %o these departments,

Wo have aleo considered the gquestion whether the Central Intelligence
Agency as a whole 1s properly placed in ocur govermmentel struoture wmder the
National Security Council, When the National Security Act was being drafted

doubte were expressed whether a committee such asthe Netionsl Security Council
would be able to give effective dlrection to the Central Intelligence Agency.

It was argued that the National Security Council was too large a body, would
be preoccupied with high pollcy matters, and would meet too infrequently to Dbe
able to give sufficlent attention to the proper functloning of the Central In-

telllgence Agency.

There 1s force to the critlcism that a commlitiee, no matter how august,
is rarely an effective body for the direction of the current operations of
another agency. It 18 true that the National Securlty Councll cannot effec-
tively aésume the task of directing such current operations, and should not
attempt to do so, except to the extent of amsuring ltself of compliance with
its directives. However, the Council, whose chairmen i1s the President and

whose membershlp comprises the highsest authority in the interested departments
TOP SECRET 25
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of the Government, can render effective service in determining the nature and

scope of the activitles of the Central Intelligence Agency within the frame-

work of the National Security Act.

* We recommend, however, that provieion should be made for closer liaison
between the Central Intelligence Agency and the two members of the National
Security Council on whom 1t chiefly depends: namely, the Secretary of State and
the Secretary of Defense. We suggest that the Director of Central Intelligence
be encouraged to seek current advice and continulng guidance from these two
members of the National Security Council on matters which ﬁay not properly be
the subJect of ite formal directives, o} which Lave not reached the point of
requirling such directives. Such close association- would help counteract what
we feel is a grgwing tendency for the Central Intelligence Agency to become &
separate and independent agency of Government working to some extent in com-
petition with, rather than for the bpenefit of, those departments of Government
which are the primary users of what the Central Intelligence Agency should

produce.

THE GENERAL MISSION OF THE CENTRAL INTELLIGENCE AGENCY
-Bnless the Central Intelllgence Agency performs an essential service for
each of these departments and coordinates thelr 1intelligence activities it

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

ly another intelligence agency duplicating and rivalling the exlsting agencies

of State, Army, Navy and Air Force. It should not be a competitor of these
agencies, but a contributor to them and should help to coordinate their
intelligence activities. It must make maximum use of the resources of exist-

ing agencles; 1t must not duplicate thelr work but help to put an end to
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existing = duplication by seeing to it that the best qualified agency in each
phase of the intelligence fleld should assume and carry out 1ts particular

reasponslbllity.

In the succeeding chapters of this report we will suggest concrete steps
for giving effect to these general principles. In doing 8o we will start ffom
the premise which we have stated above that the existing leglslation afforde a
good basis on which to bulld a central intelligence service. Furthermore, as
the wost practical method of approach, we will examine what has been accom-
plished +through the Central Intelllgence Agency under this Jlegislation and
suggest as we g0 along the specific and, 1in some cases, fundamental changes
which we cénsider degirable. In thls way we will bulld upon what we now have

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

CONCLUSIONS AND RECOMMENDATIONS

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

(2) The Central Intelligence Agency 1s properly placed in our govern-

mental structure under the National Securlty Council.

e A E

(3) The Central Intelligence Agency should be empowered and encouraged
to establish through its Director closer liaison with the two members of the |
National Securlty Council oﬁ whom 1t chilefly depends. namely, the Secretarles

of State and Defense.
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CHAPTER 1II

THE ORGANIZATION AND ADMINISTRATION OF
THE CENTRAL INTELLIGENCE AGENCY

ORGANIZATTION

'The National Securlty Act of 1947 does not make detalled provision for
the organization of the Central Intelligence Agency. It provides that the
Agency shall be headed bya Director of Central Intelligence and that he "ghall
be appointed by the President, by and with +the advice and consent of the Sen-
ate, from among the commissloned officers of the Armed Services or from among

individuals in civilian 1ife".

With one exception, noted below, the Director 1s free to organize the
Central Intelligence Agency as he chooges and to appoint to positlions within
the organization persons of his own selection, as well as to terminate their

employment wlthout regard for normal Civil Service procedures.

In this chapter we discuss the administrative organizatlion of the Centri._a.l

Intelligence Agency, leaving for Chapter X, when we have completed our exaxﬁi-

" nation of the various activities of the Agency, an appraisal of the over-all

direction of the organization in relation to 1ts assigned mission.

In carrylng out his tagk of organizing the Central Intelligence Agency,
the Director has deslgnated as his Iimmediate subordinates & Deputy Director
and an Executive Director*. Assisting this directing group in a staff capaclty

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

|of the Central Intelligence Agency, dated September 1k,

T9%8, which 1s to become effective shortly, abolishes the post of Executive
Director.
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Counsel who handles all legal and legilglative work; the Advisory Council, a

gmall staff whiéh repregents the Director in handling commmications intelli-
gence matters; the Executive for Administration and Management, in charge. of
flpancial and budgetary matters, administrative services, supply and general
housekeeping, personnel and management advice and surveys; and the Executive
for Ingpection a.nd‘Se"curity ; regponglble for Intermal securlty policies and
investigatlions, physical security arrangements, inspections and auwdits. (For

Orgenization Chart as of Jenuary 1, 1949, see Annex No. 5).

The Interdepartment;al Coordinating and Planning Staff (ICAPS), comprising
persons nominated by the Departments of State s Army, Navy and Alr Force, has
the primary responsibility for assisting the Director and the Intelligence
Advisory Committee with respect to the coordination of intelligence activities.

(See Chapter IV).

The other fumctions of the Central Intelligence Agency are performed in

Reports and Estimates (ORE), Office of Special Operations (0S0), Office of
Policy Coordination (OPC), Office of Operations (00), and Office of Collection
and Dissemination (OCD). A chart showing the persommel strength of the various

parts of the Agency as of December 24, 1948 ig given in Annex No. 6.

The responsibility of the Central Intelligence Agency to "correla.t_e and
evaluate intelligence relating to the national mecurity" is assigned to the
Office of Reports and Estimates (ORE). However, as we will point out later,

(See Chapters V and VI), & clear distinction has mever been made within the

* Wo understand <that since thls report was written steps are being <taken to
create a separate Office of Sclentific Intelligence.
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Office of Reports and Estlmates between the duty of correlating national in-

telligence and performing other miascellaneous reporting activities which are

more in the nature of "static” common service functiona.

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

of Special Operatlions 1s responsible for forelgn espionage and counter-esplonage

(ses Chapter VIII). The Office of Operatlions 1ls charged with

the exploitation of intellligence Informatlon found in forelgn docu-

ments, press and other publications (See Chapter VII)., The Office of Policy
Coordination is charged with conductlng secret operatlons abroad under a spe-
cial mandate from the ﬁational Seéurity Council which stipulated that the As-
slatent Director, Office of Pollicy Coordination, must be nominated by the
Secretary of State, and that his appolntment by the Director 1s subject to
approval by the National Sécurity Council. This ig the only case, as mentioned
above, in which the Natlonal Security Council has prescribed internal arrange-

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

The Office of Collection and Dissemination combines avariety of functions,
each somewhat differently related to the over-all mission of the Central In-
telligence Agenéy. It performs static services of common concern ln that 1t
compiles and maintalns certain blographlcel, library and other reference mate-
riale. It also performs a coordinating function in handling Intelligence col-

lectlion requests of the Central Intelllgence Agency and the other departments.
Finally, it performs administrative functlons such as the receptlon and dis-

permination of documents and reports.‘_(See Chapter IV).
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ADMINTISTRATTON
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The administrative requirements of an organization such as the Central
Intelligence Agency, which carries out overt and covert activitiea, many of
which are highly apeclalized, cannot be expected to conform to normal adminis-
trative practide. The entlire organization 1g, to some extent, affected by
speclal securlty requirements, and these are particularly difficult to handle

wlth respect to secret intelligence and related operations.

It is for these reasons that we are opposed to proposals for increasing
the degree of administrative centralization in the Central Intelligence Agericy*.

In particular, the administrative problems associated with secret work abroad
are of such an unconventional character that they need to be glven special

treatment. (See below, page 116).

Adminlstrative arrangements which do not at first sight appear to be ef-
Ticlent or economical may be necessary in the Central Intelligence Agency.
Personnel requirements for certain types of work cannot conform to normal Civil
Service standards, and the demands of securlty often impose apeclal and unusual

procedures. This sltuation must be understood not only by those responsible

for the internal organization of the Central Intelligence Agency but alao by

Congress and the Bureau of the Budget.

The charge 1s sometimes made that there are too many administrative person-
nel and that the Central Intelligence Agency organization 1s top heavy in this

reapect. The Executive for Administration and Management and the Executlve for

* 1des for the centralization under an Executive for
ecutive for Administration and Management) of all

budget, services, personnel and management functions, both overt and covert.
This measure 1s, in our opinion, unsound and contrary to the principles
advocated in thls report.
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Inspection and Security together represent a large number of persomnel total-

ling This figure does not include per-

sonnel performing administrative functions in other parts of the organization.
However, regardless of the criticism directed agalnst numbers,criticism should

be properly directed against policies and procedures. (See Chapter X).
BUDGET
The Central Intelligence Agency appears to have no serious budgetary

problem and 1s favored by adequate Congressional support. The budget proposals,

" as approved by the Director, are submitted each year with the authorization of

the DNational Security Council to the Bureau of the Budget where they are
handled by one officlal who has full securlty clearance. Then the budget is

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

two Houses of Congress.

Both Congress and the Bureau of the Budget have refralned from examining
in detail the intermal workings of the Central Intelligence Agency in order to
determine +the justification for the budget. It is important that such dls-

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

However, in order to jJustify this, it 1s necessary that the Natlonal Security
Council continuously assure iteelf as to the proper management and operations

of the Central Intelligence Agency, serving as the informed sponsor of the
Agency and as the protector of its securlty.
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In summary, we belleve that the present arrangements for handling the

difficult question of the budget for the Central Iritelligence Agency are sound
and that the Agency has not been hampered in carrying out its present respon-

aibilitles by lack of funds.

SECURITY

Although there 1s no evidence of any laxness in the administrative ar-
rangements for security, there are a number of circumstences and policiles which
detract from the general security of .the Central Intelligence Agency. It is
very difficult to create adequate security, other than mere physical security,

around an organizatlion which was publicly created by statute, employs about

| |individuals, and encompasses & wide variety of activities. The

fact that some of these activitles are carried on imamatter of public record;
the existence’\ of others and particularly operating details are highly secret.
Yet, by cambining in a single organization a wide variety of activities, the
se‘cln'ity of the covert activities risks being compromised by the lower. staﬁd-

srds of securlty of the overt activities.

In the Washington area, the Agency occupies about I buildings,

In various cities throughout the United States, the regional offices

of the Office of Operations conduct theilr business under the name "Central

Intelligence Agency". Over individuals publicly identify them-

gelves with the Central Intelligence Agency which has unfortunately become

publiclzed as a secret intelligence organization.

This security problem is an aftermath of the wartime periocd, with its

publlic dramatization of espionage and other secret operations and a rapid
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turnover of personnel. TIntelligence has become a subJect of general dlscus-
sion to which the publicizing of Inter-agency rivalrlies has contributed. For

example, after the Bogote riots in April 1948 there was a public alring befor?_i_
a Congressional Committee of the handling of secret intelligence concerning
developments in Colombia. Damagiﬁg disclosures were made regarding certain
operating detalls of secret intelligence actlivities conducted by the Central
Intelllgence Agency. During the past year, there have been newspaper a.;ad.
magazine articles concerning the Central Intelligence Agency and 1ts secret

activities abroad.

Lest further incidents of this character occur, every‘effort should be
made to prevenf the public disclosure of secret‘ information relating to the
operations of +the Central Intelligence Agency. Under the National Security
Act (Section 102 (d) (3)), the Director of Central Intelligence 1s rﬁade ro-
gspongible for protecting Intelligence sources and methods from unauthorized
disclosure. This mandate appears to give. the Director authofity to‘. I;eéist

pressure for disclosure of secret information.

If, however, in his relatlons with Congress or with other Government de-
partments, the disclosure of gecret Information is sought from the Director,
and if he has any doub-tr as to whether he should c;omply, it shbuld be esfablished
practice for him 1o refer tﬁe questlon to the National Securlity Council in

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

We believe that other steps can also be taken toward an improvement of
gecurity. There should be greater <flexibility In the Central Intelligencé
Agency'as organization by distinguishing between those functions which are

written Into the statuté and hence are public and those whose existence, and
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certalnly whose operations, should remain secret. The two should be adminis-

tratively and functionally separated, and appropriate concealment should be

ven to the secret activitles as discussed below. (See page 116).

At the same time, a serious endeavor should be made to reverse the pres-

ent unfortunate trend wherein the Central Intelligence Agency finds itself

advertised almost exclusively as a secret service organization. It should be
presented lnstead to the public as the centralized coordinator of intelligence.
This would help to cover rather than uncover 1ts secret operatlions. Even with
these specific steps, in the long run only organizational d:iscipline and per-

sonal discretion will insure security.

PERSONNEL

The Central Intelligence Agency labors under a difficult personnel prob-
lem, in part because a ' camprehensive intelligence organization such as this
has extremely varied persomnel requirements. It is handicapped In mesting
them because of the sensitive security considerations which limit recruitment,
the anonymity which should properly be demanded of a large part of its person-
nel, and the specilal relationships which need to be maintained with the other
branches of the Govermment. It needs persons with highly specialized talents,
as well as persons with broad experience. It also requires personnel who are
fémiliar with the problems of the agencies which +the Central Intelligence

Agency serves and wilth which it works.

The youth of'the organization and the condltions of change and uncertainty
which have prevailled in our central intelligence organization during the past
few years have made the task of recrulting and holding personnel even more
difficult.
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Persons who might otherwise be qualified and interested in intelligence

as a career have been discouraged from entering this field or have 1left

1t.

On the whole, morale within the Central Intelligence Agency 1s not good.

| The chief reasons appear to be uncerta.inty as to the future of a career in in-
telligence, the wideapread oriticism of the performance of the Central Intel-

ligence Agency and dissatisfaction with leadership. Among the civilians there

1s a realization that military persomnel who come and go occupy many of the key

‘Positions; and among some of the military perscnnel there 1s often discontent
arising from a lack of interest in intelligence and a belief that a tour of

duty in the Central Inteiligence Agency will not lead to Service advancement.

Delay in obtaining security clearances has caused particular difficulty
in recruilting personnel. Although the security of its personnel needs to be
beyond question, procedures and restrictions should not be so rigid that secu-

rity is obtained only by sacrificing talent, imagination and initiative.

There ris a relatively high proportion of Service personnel in key posi-
tions In the Central Intelligence Agency. . Although this figure has decréased
over the past year, Service personnel etill occupy the three top positions.
In certaln instances, officers have been accepted for responsible positions
who are without adequate intelligence experience or aptitude. There are the
further drawbacks that Service personnel are in many cases assigned for a

brief tour of duty, preventing continuity.

It 18, of course, important that highly qualified Service personnel be in-

cluded in responsible positions where they can use their particular background
s

Approved For Release 2003/04/01 : CIA-RDP86B00269R000500010001-4



Approved For Release 2003/04/01 : CIA-RDP86B00269R000500010001-4
TOP SECRET

and training, and work for the closer assoclation of the Central Intelligence
Agency and the Services. However, we belleve that the proportion of Service

personnel now in key positions is too high.

In owr terms of reference, we are asked to submit our findings and rec-
omendations as to the "utilization and qualifications of Centml Intelligence
Agency persomnsl”. It is difficult to make any eweeping Judgment on this
subject. The Central Intelligence Agency 1s a large, sprawling organization
which combines many diverse functions and has correspondingly difficult person-
nel requirementa. Moreover, the orgenization has grown <fast and, in meny
éa.seé ,.; quantity has been attained at the expense of the quality of the person-
nel selected. Many able persons have left the orgenization and few qualifled
ones have been attracted to it. On the higher levels, quality is uneven and

there are few persons who are outstanding in intelligence work.

An appraisal of the directing personnel of the Central Intelligence Agen-
cy and of general administrative policles goes 8o much to the heart of this
Survey that we reserve discussion of these questions until a later chapter.

(See Chapter X).

S—

CONCLUSIONS AND RECOMMENDATIONS
(1) The centralization of all adminiatration in one office is undesirable

gince secret operations require thelr own separate administration.

— 8

(2) The present arrangements for handling the difficult budgetary ques-
t’i’.onvs of the Central Intelligence Agency are soundly conceived, and the Agency
has not been hampered in carrying out 1ts present responsibilities by lack of
funds.
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(3) To assist the Director in carrying out his statutory duty of protect-
ing intelligence sources and methods he should, in cases where the disclosure
of secret information is sought from him and hé has doubt as to whether he
ghould comply, refer the question to the National Security Council in order
that 1t may determine- whether or not disclosure is in +the public interest.

(4) In the interest of éecurifcy,' the Central Intelligence Agency should
increasingly emphasize its duties as the coordinator of intelligence rather
than its secret intelligence activitlies 1n order to reverse the present un-
fortunate trend where it finds itself advertised almost exclusively asa gecret
gervice organization. In this way it can help to cover up rather than to un-
cover the secret operations entrusted to it.

(5) The placing in key positions of a large perceﬁtaga of nilitary per-
gsonnel, meny of | them on relatively short "tour of duty" assignment, tends to
discourage competent civilian personnel from looking to employment in the Cen-

tral Intelligence Agency ag a career.
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CHAPTER IV

THE RESPONSIBILITY OF THE CENTRAL INTELLIGENCE AGENCY
FOR THE COORDINATION OF INTELLIGENCE ACTIVITIES

The coordination of the intelligence activities of the several departments
and agencies concernmed with national security was a primery reason for estab-
lighing the Central Iﬁtelligence Agency. Thie is clear from the early dlscus-
sions concerning the creation of a central agency and from the language of

Section 102 of the Naticnal Security Act.

THE STATUTORY PROVISIONS

To achieve this purpose, the Central Intelligence Agency was assigned the
duty of advising the National Securlty Councll in matters concerniné micliﬂin‘-ﬂ--
telligenyce activities as relate to the national securlty and of meking recom-
mendations £0" the Natiocnal Security Council for their coordination. The Act
does not glve the Central Intelligence Agency independent authority to coordi-
"nate intelligence activities. Final responsibllity to establish policles 1s

vested in the Natlonal Security Council.

This duty of advising the National Security Council, together with the
two other principal duties of correlating national intelligence and performing
common services as determined by the Natlomal Security Council, all serve the
general purpose of coordination. In fact, these three basic dutles of the
Central Intelligence Agency, although distinct in themselves, are neoeesarily

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

For example, in performing its duty of advising on the coordination of
intelligence activities, the Central Intelligence Agency may recomuend to the

National Security Council the means to be employed in the assembly of reports
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and estimates requlsite for the performance by the Agency of its second duty,
the correlation of national intel]'.’igenoe. As another example, the Central In-
telligence Agency may recommend, in accordance with 1ts duty to make recommen-
dations for the coordination of intelligence activities, that a particular in-
telligence functlon be performed henceforth by the Agency itself under its
third duty of providing services of common concerm more efficlently accom-

plished centrally.

The statutory limitations upon the authority of the Central Intelligence
Agency to coordinate intelligence actlivities without +the approwlral of the Na-
tional Securlty Councll were obviously deslgned to protect the autonomy and
internal arrangements of the varlous departments and agencies performing in-
telligence functlons. The Secretaries of departments who are membera of the
National Security Councll are in a position to review recommendations of the
Central Intelligence Agency concerning thelr own departments, and provieion is
made that other departmental heads may be invited to attend meetings of the
Natlonal Security Council when matters pertainingto their activities aré under
considerstion. In spite of these calculated limitations on the authority of
the Central Intelligence Agency, 1t is clear that the Agency was expected to
provide the Initlative and leamdership in developing a coordinated intelligence
gystem., In practicé , the Natlonal Security Council has, almost without excep-
tlon, approved the recommendations submitted to it by the Central Intelligence

Agency for the coordination of intelligence acti‘iities.

The National Security Aot . does not define the "intelligence activities"
vwhich are tobe coordinated under the directlon of the National Security Council,

or gpeclfy +the departments whose activities are covered. Presumably all
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| intelligence activities relating to the national security are included, from

/ collecting information in the first inéta.nce to the preparation and dissemina-
tion of finished intelligencs reports and estimates. The criterion, a very
broad one, is "such Intelligence activities ...... as relate to the natiomal .
gecurity" and not the identity of the departments concerned or the nature orILLEGIB

locale of the intelligence activity. Thus, practically no limitations are seﬁ

upon the scope of the intelligence activities with which the Central Intelll-

~ gence Agency is to concern itself.

THE ORGANIZATION AND OPERATION OF THE MACHINERY FOR COORDINATION

Three organizations aselst the Director of Central Intelligence in dis-
charging his responsibilities respecting the coordination of Intelligence ac-
tivities: the Intelligence Advisory Committee (IAC), with 1its Stending Com-
mittee; the Interdepartmental Coordinating and Plamning Staff (ICAPS) of the
Central Intelligence Agency and the Office of Collectlon and Dissemina.tion

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

INTELLIGENCE ADVISORY COMMITTEE

The membérship of thie Committee, created by National Security Council)
Intelligence Directive No. 1 of December 12, 1947 (See Annex No. 7), includes
the Director of Central Intelligence, as chalrman, the heads of the intelligence
staffs of the Departments of State, Army, Navy and Alr Force, the head of the
.Joint Intelligence Group of the Joint Staff and.‘the Director of Intelligence

of the Atomic Energy Commlssion. It is the dlrect successor to the Intelligence
Advisory Board which was created by President Trumanlin his letter of January 22,

1946 setting up the Central Intelligence Group (See Annex No. 3).
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Beginning with the discussions that preceded the creastion of the Committee

there have been two different concepts as to 1ts proper mission. On the one
hand waé the view, held In the various departments, that the Committee should,
in a sense,l be & "governing board" for the Central Intelligence Agency. On
the other hand, 1t was argued that Congress had set up the Agency asutonomously
and that any Interdepartmental conmittee should serve merely in an advisory
capacity at the dlscretion of the Director. The solution established in Intel-

ligence Directive No. 1 lies between these views.

I_n practice, the role of the Commlttee has not been significant, and in
our opinion, this has been one of the reasons for the weakness of the presént
arrangements for the coordination of intelligence. In thie chapter =and the
next we will sﬁbmit our recommendations for increasing the responsi'bility of
the Intelligence Advisory Committee, both with respect to the coordination of

intelligence activities and the preparation of intelligence estimates.

The members of the Intelligence Advisory Committee are authorized to pass

upon recommsndations of the Dilrector of Central Intelligence to the National

Securlty Council and upon directives proposed by the Director in implementation
of National Security Council Intelligence Directives. Althoughit is incumbent
upon the Dilrector to transmit to the National Securi‘b} Council dissents of
newbere of the Committee to his recommendations, the Committee may not prevent
the Director from meking his recommendatione to the National Security Council
regardless of dissents. Where unanimity is not obtained on a proposéd direc-
tive among the military department members of the Committee, the Director is
required to refer the problem to the Secretary of Defense before presenting it

to the National Securlity Council.
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The activities of the Intelligence Advigory Committee have been largely

confined to taking formal action, Lusually by voting alips, wupon directives
pro:posed by the Director of Central Intelligence to be submitted tothe National
Security Qouncil or upon implementing directives. These actions are prepared
for the Committee by the Interdepartmental Coordinating and Plamning Staff and
the Committee's own Standing Committee of departmental representatives. The
Conmﬁttee has met only infrequently and has had little ‘to do with the con—t),inu-
1né coordination of intelligence activitles or with the preparation of coqrdi-
nated ihtelligence estma.te?.* This situation isprobably due to a combination
of circums‘ba.nées, including the fallure of the Director to appreciate the
responsibility of the Central Intelllgence Agency for bringing about coordina-

tion, lack of mubtual oconfldence among the departments and the Central Intelli-

gence Agency anda general ff.:.ilure to understand how & coordinated intelligence

syétém can be brought about.

The conception of the Intelligence Advisory Committee 1s sound. It 1s
sound because Iinterdepartmental coordination in such a complicated field as
intelligence cammot be achieved solely by directives and without the fullest
cooperation of the Interested departments. It requires frequent consultation
and continuing collaboration on all important questiome. The Intelligence
Advisory Committee should be the medium for accomplishing this, but 1t will
not suoc'eed if it continues to meet only infrequently, and avolds serlous
grappling with intelligence problems and continuous consultation on questiome

of common interest.

*0n this subject, see Chapter V and particularly page 75 where there is a dis-
cussion of the ad hoc committee set up in March, 1948.
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INTERDEPARTMENTAT, COORDINATING AND PLANNING STAFF (ICAPS)

This was set up as & staff unit of the Director of Central Intelligence
to asslst him in his responsibilities for the coordination of 1n£elligence ac-
tivities. Its members are representatlives nominated by the intelligence or-
ganlzations of the State, Army, Navy and Alr Force Departments; the genlor

State Department representative 1s the Chalrman of the group.

The assigned task of ICAPS 1s to review the intelligence activities. of
the Government, and assist the Director in initiating measures of coordination
for recommendatlon to +the National Securilty Council. In order to accompligh
this mlgsion effectively, 1t should have Intimate Imowledge of the organiza-
tions, responsibilities, activities and priorities of the various intelligence
agencles. Actually, its achievements reflect inadequate knowledge of these
subJects and failure to appreclate the breadth of thel regponslibility of the

Central Intelligence Agency for coordination of intelligence activities.

ICAPS hag been largely concerned with the coordination of intelligence
activitles by assisting In the preparation of the nine National Security Council
Intelligence Directives and the four lmplementing  directives of the Director

of Central Intelligence.

It was originally expected that ICAi’S would act as the secretariat
or working staff for the Intelligence Advlsory Commlttee, but owing In part to
the infrequent msetings of the Committee, +this has not happened. Moreover,
there has been confusion between the functions of ICAPS and those of the
Btanding Cormittee comprising representatives from the staffe of the members
of the Intelligence Advisory Committee, with the result that respongibilities

are divided and unclear. Moreover, the status of the membersof ICAPS has been
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ambiguous because it has never been entirely clear whether the group was pri-
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marily a staff of the Director of Central Intelligence or & commlittee repre-
senting the member agencies. Thilg has left the group with divided loyalties

and uncertainty as to 1ts mandate.

The position of ICAPS has been rendered more difficult because its members
have been given operating reeponsibilities which are not only unrelated to
their primery task of assisting to formulate plans for the coordinating of in-
telligence, ‘Dﬁt are responsibllities which seem to 'belong more properly to the
operating branches .of the Central Intelligence Agency. Thus, one“membér of
the staff serves as the full-time llaigon officer with the Jolnt Imtelligence
Group of the Joint Staff. This 1s purely an intelllgence research and report-
ing function in which the Office of Reports and Estimates has almost exclusive
interest. Moreover, the officlal liaison officer from the Central I.ntelligence_
Agency to the National Security Council staff is the Chalrman of ICAPS. This
function also concerns matters affecting primarily the Offlce of Reports and
Estimates and, in fact, a representative from that 0ffice now also works with

the National Security Council staff.

In these and other ways ICAPS has acquired operating ;-a.ther thén pia.nning
functions and has become, to some extent, a buffer between the operating parts
of the Central Intelligence Agency and outside agencies. In carrying out both
its planning and operating fumctlons, 1t is not iIn cloﬁe touch with the intel-
ligence br_anches of +the Central Intelligence Agency. There are numerous com-
plainta thatitisnot only failing to carry out its own mission properly, but is
actually impeding the other parts of the Central Intelligence Agency in carry-

ing out theirs.
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In general, we have found that ICAPS, staffed by individuals whose exper;-
lence with problems of intelligence organization is not extenslve, and lacking
& clear and firm mandate, has failed to undertake a broad and effective pro-
gram of coordlnation of intelligence activities. It has been allowed to dis-
sipate 1ts energles 1n activities for which it is not suited a.nd‘ to neglect its
primary migaion. It has not given the impression within the Central Intelli-

gence Agency or outside that 1t gragps the nature of the responsibillty for

coordination of Iintelligence activities which 1s imposed upon the Central

Intelligence Agency by the Natlonal Security Act.

OFFICE OF COLLECTION AND DISSEMINATION
The Office of Collection and Dissemination combines three functioms, only
one of which 1s directly related to the task of coordinating Intelligence

activities.

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

fices of the Central Intelligence Agency by procuring intelligence data from.

other agencies and by disseminating to those agencies the intelligence collected

or produced by these Offices. Its second task is the provision of certain
services of common concern for the benefit of the Central Intelligence Agency
and other agencies. These include the maintensnce of an intelligence library

and of certaln central registers and indices.

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

whether these call merely for documentary materiel or requirs field collect.ion.
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It canvasses the collection capasbilities of the Agency and all other appropriate
agencies in order to determine how best to méet these requests. Thus, if the
0ffice of Naval Intelligence should request of the Central Intelligence Agency
information on the petroleum producing capabilities of varlous foreign coun-

triea, the Office of Collectlon and Dissemination would determine the intelli-
gence resources which should be tapped in order to sstisfy the requeet. If ths
request cannot be satlsfied within the Central Intelligence Agency it will de-
termine what outside agency is capable of proouring necessary informatlion a.nd
will be responsible for forwarding the request to such agency. In the course of
thils action, the Office of Collection and Diesemination will attempt to discover
whether any other agency has a similar requifement for information which might
be combined with the original request. In this manner the Office assists in

coordinsting the requirements and collection requests received from within the

" Central Imtelligence Agency and from outslde agencles.

It is obvious that this function of coordination is designed to meet cur-
rent requests and does not involve a broad responsibllity continuously to mon- '
itor and coordinate the collection procedures and requirements of the various
intelligence agencies, 1including the Central Intelligence Agency. Such a re-
sponsiblility would force the Office of Coilection and Dissemination into the
position of a central clearing house for all collection requlrements and re-
quests of all agencles. It would be impracticael to have such an arrangement
due to the mass of administrative detall involved and the resulting delay in
the satisfaction of the requests. In practice, direct inter-agency requests,
not requiring coordination, may by-pass the Central Intelligence Agency

completely.
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NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVES
The formal accompllishment of over-all coordination is represented mainly

by nine Intelligence Directives approved by the National Securlty Council upon
recommendation of the Director of Central Intelligence in consultation with
the Intelligence Advisory Committee, and four implementing directives which

need not be discussed here.

The National Security Council Intelligence Directives* provide for the
coordination of intelligence activities Invarious ways. The basic Directives,
Nos. 1, 2, 3 and 4 geek to achieve coordination of intelligence activities by
allocatlon of general areas of responsibility to the several departments and

to the Central Intelligence Agency.

Directive No. 1, as we have pointed out, establighes the general arrange-
ments for such coordination. It sets up the Intelligence Advisory Committese,
discusged above, to advise the Director of Central Intelligence, specifies the
procedures for the lssuance of Intelligence Directives and defines the duty of
the Central Intelligence Agency wlth respect +to the production of "natiomal
‘intelligence." Insofar as practicable, the Central Intelligence Agency "shall
not duplicate the Intelligence activities and research of the various Depart-
ments and Agencies, but shall make use of exlsting intelligehce facilities."”
The Directive provides for exchange of information between the Central Intel-
"ligence Agency and the departmental agencies, and suthorizes the assigmnment of
officers to the Central Intelligence Agency by the departmental organizations.
It also includes provision for the Central Intelligence Agency to request au-

thority to inspect Intelligence material in agencies of the Government.

*See Annexes No. 7-15 for the texts of the Directives.
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Directive No. 2 allocates respongsibility for the collection abroad of
overt intelligence smong the 'Departmen‘bs‘ of State, Army, Navy and Air Force by
establisning "certain broad categories of agency responsibility.” Politlcal,
cultural and socib’logica,l intelligence are agsigned to the State Department.
Military, naval and air intelligence are assigned to the respective Services.
The collection of economic, sclentific and techmological intelligence 1s allo-
cated to each agency "in accordence with its respective needs.” The Directive
provides for coordination of these collectlon activities in the fleld by the

senior United States representative.

Directive No. 3 is an elaborate definition of categorles of intelligence
production, 1.e., baslc, current, gtaff, departmental and national intellligence,
and it assigns the responsibilities of the departmental agenciee and the Central
Intelligence Agency in 1ntelligenée-production. The same areas of "dominant
interest" are specified as for intelligence collection, é.nd the production of
"national inteiligence" is reserved to the Central Intelligence Agenicy. How-
ever, the terms of the various definitions are broadly drawn, the exceptions
are numerous, and confusion of intelligence functions has continued desplte

the effort to eliminate 1t by definitlon.

Directive No. 4 provides that the Central Intelligence Agency ghall take
the lead in preparing a comprehensive outline of national intelligence obJjec-
tives, and from time to time shall indicate the priorities attaching to these

obJectives.
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Four of the Directives, Nos. 5, 6, 7 and 8, assign certain "services of
common. concern"” to the Central Intelligence Agency under the authority granted
in the National Security Act (Section 102 (8)). These are coordinating actiéns
in the gense that, by common agreement, they assign to the Central Intelligence
Agency primary or exclusive responsibility for conducting certain Intelligence
activities of cammon concern. Directive No. 5 provides that the Central In-
telligence Agency will conduct all espionage and counter-espionage operations
abroad except for certain agreed activities and it also provides that the Cen-
tral Intelligence Agency will coordinste covert and overt collection activities.

(See Chapter VIII).
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A fourth "service of common concern" is provided in Directive No. 8 which
agsligne to the Central Intelligence Agency responsibllity for malntaining a
central file of blographical data on forelgn scientiflc and technological

pérsonalities.

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

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

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

has been generslly accepted as sound.

THE DEGREE OF COORDINATION ACHIEVED

In spite of these formal directives for the coordination of intelligence
activities, it 1s probably correct to say that departmental Intelligence ac-
tivities are substantially unaffected bj this program of coordination except
wherse the Central Intelligence Agency has been given exclusive responsibility

for certaln activitiles.

TOP SECRET 53

Approved For Release 2003/04/01 : CIA-RDP86B00269R000500010001-4

25X1



Approved For Release 2003/04/01 : CIA-RDP86B00269R000500010001-4

TOP SECRET

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

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

many cases they have not only been unrssolved,which is hardly surprising after

0y

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

Despite the provisions of Directives Nos. 2 and 3 in regard to the allo-

cation of domlnant interest, each department collects and produces the intel-
ligence 1t chooses according to priorities 1t establishes. The very large
loopholes 1n these directives and the absence of any continuously effective
monitoring of thelr implementation makes this possible. The Central Intelli-
gence Agency itself has become a competitive producer of intelligence on sub-
Jects of its own choosging which can by no stretch of the imsgination be called
national Intelligence. (See Chapters V and VI). The amount of undesirable
duplication among intelligence agencles 1s considerable and the absence of co-

ordinated intelligence collection and production 18 serious.

In ouwr opinion, certain essentials for the improvement éf thls aituation
would include: continuous exemination on the initiative of the Central Intel-
ligence Agency of instances of duplication and fallure of coordination; direc-
tives which establish more precisely the responsibilities of the varilous de-
partments; and the effective carrying out of plans through close inter-depart-
mental consultation at all levels. To a greater or lesser degree, all of these

eagentials are lacking at the present time.
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Clearly, as pointed out above, the authorlty of the Central Intelligence
Agenoy to coordinate 1ntelligence activities is sﬁbjact to directives of the
National Security Council. However, the responsibility“boadviée the National
Security Councll and tomske recommendations for coordination is squarely placed
on the Central Intelligence Agency. Therefore, lack ofauthority in a specific
situation should not deter the Central Intelligence Agency from exercising 1ts
responsibility té submit recommendations so that proper coordination will re-
sult, If there are doubts astohow the coordination should be affected, 1t is

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

The coordination of intelligence activities today isparticularly lmportant
in three fields illugtrative of the general problem, namely -- gclentific in-
telligence, domestic intelligence and counter-intelligence affecting the na-

tional egecurity, and commnications intelligence.

" SCIENTIFIC INTELLIGENCE*

The field of sclentific and technological intelligence 1is obviously one

which may overshadow all others in importance. At the present time there is

no proper coordination of effort im this field, which is one in which there 1s
a broad area of common interest. In fact, this diffusion of responsibility 1s
confirmed in Nationﬁl Security Council Intelligence Directives Nos. 2 and 3
which allocate collection and production responsibilities for sclentific and
technological intelligence to "each agency in accordance with its respective

needs."

*Since this report was written, steps are being taken to create In the Central
Intelligence Agency a separate Office of Sclentific Intelligence and to trans-
for to it the Nuclear Energy Group now in the O0ffice of Special Operationms.
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Each of the military Services collects scientific and technological in-

telligence in accordance with its own program and produces such reports as it
chooses. The Central Intelligence Agency performs certain central collecting
gervices through its Office of Operations and Office of Speclal Operations.
The Office of Special Operations also houses the Nuclear Energy Group which is
the central govermmental unit for Interpreting atomic energy intelligence.
Separate from it 1s a Scilentlific Branch in the Office of Reports and Estimates
which was expected tobecome the central group for stimilating and coordinating
sclentific intelligence. It has not yet fllled thils role. The Research and
Development Board does not itgelf actively engage in sclentific intelligence
but has an Important interest 1n the fileld. Its needs should therefore be

given major consideration in plans and arrangements for coordinationm.

In summary, responsaibllitles are scattered, collection efforts are unco-

ordinated, atomic energy intelligence is dlvorced from sclentific intelligemce
generally, and there is no recognized procedure for arriving at authoritative
intelligence estimates in the scientific.field, with the possible exception of
stomic energy. Here ig a situation which must have priority in coordination of
intelligence actlvities. In Chapter VI we proposs certaln steps which coms

within the scope of this survey.
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The Federal Bureau of Investigation, which has primarily gecurity and law
enforcement responsibilities, 1s concerned in fact with an Ilmportant area of
1ﬁtelligence. This includes domestic counter-espionege and counter-sabotage,
control of communist end other subversive activities and survelllance of allen
individuals and groups. All of these functions are closely related to the com-
parable activities abroad of the Central Intelligence Agency. They all have
an importent intelligence aspect, particularly today when intelligence from
domestic and foreign sources is so clogely related. The fact that the Federal
Bureau of Investigetion is primarily concerned with security and law enforce-
ment may result in a failure to exploit the intellligemce poseibilities of a
situation and may create difficulties in reconciling the intelligence with the

securlty interests.

The Federal Bureau of Investigation is not part of the exlsting ma-
chinery for coordimation of intelligence through the Intelligence Advisory
Committee or otherwise. There is no continuing manner whereby domestlc intel-
ligence and counter-intelligence are related to over-all national intelligence

in order to serve the gemeral purpose set forth In the Natiomal Securlty Act
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"of coordinating the Intelligence activities of the several Govermment depart-

ments and agencies In the interest of national security.”

In our opinlon, the Central Intelligence Agency has the duty under the Act
to concern 1tself with the problem of coordinating those phases of domestic
intelligence and counter-intelligence which relate to the m“ﬁm&l pecurity
and should submit recommendations on this subject +to the National Security
Council. This isnot Inconsistent with the stipulationof the Natiomal Security
Act that the Central Intelligence Agency "shall have no police, subpbena, law-
enforcement powers, or internal sccurity functioms." It would in fact serve to
carry out the program of coordination set forth in the Act i1n a broad field

which has hitherto been largely neglected.

A step toward bringing about the coordination we recommend would be to
rrovide for closer association of the Federal Bureau of Investigation with the
intelligence agencies by making it a member of the Intelligence Advisory
Committee. |

\ COMMUNICATIONS INTELLIGENCE
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. PROPOSALS FOR IMPROVED COORDINATION

In order to remedy the exlsting situation Iin respect of coordination of
activities, several steps are necessary. The Director of Central Intelligence
must' show a much greater concern than hitherto with the general problem of co-
ordination of intelligence activities vhich i1s one of his essential statutory
dutles. His is a responsibllity to all of the departments concermed with na-
tional security; it can be properly dlscharged by leadership, imaginstion,
initiative and a realization that only a Joining of efforts can achieve the

desired results.

The other members of the Intelligence Advisory Committee must also share
in the generé.l responsibility for carrying out the intent of the National Se-
'éprity Aot by quickening their interest and exhibiting a spirit of %gtivewco-
operation, No amendment to the Committee's charteresset forth in iﬁtelligence

Directive ]Nd. 1 appears necegsary tc bring about thig impi-ovement.

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

~gence estimates we propose that the Intelligence Advisory Cormittee assume a
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more active role in producing these estimates. In our opinion, this would not
only improve the relevance and quality of the estimates but would glve
the Committee the impetus and the background it needs to deal effectively with
the coordination of intelligence activities. More than any other stage in the
intelligence process, the consideration of ogtimates should reveal the defil-

clencles and overlaps as well as the accomplishments in intelligence.

We believe, as stated above, that the Federal Bureau of Investigation
should be added to the permanent membership of the Intelligence Advisory Conm-
mittee. We also believe that the Atomic Energy Commlssion and the Jolnt staff
might be dropped from the regular mem'bership. The role of the Atomio:x}'Energy
Commission in intelligence isa limited one and conflned toa highly si)ecialized
field. The representation of the Joint Staff upon the Intelligence Advisory
Committee appears to be Z_Laréely duplicative in view of the predominantly Serv-
ice membership of the Committee. However, they, together with other interested
agenocies such as the Departments of Treasury and Commerce, the Research and De-
velopment Board and the National Security Resources Board, should attend meet-

ings whenever matters of direct concern to them are being considered.

Within the intermal orgenization of the Central Intelligence Agency the
Interdepartmental Coordinating and Planning Staff (ICAPS) should be set up
clearly as an integral part of the Agency, charged with the task of seeking
out, studying and developing, 1in consultat‘ion with the other parts of the
Central Intelligence Agency and _Qutside agencles, plans for the coordination
of intelligence activiti;s. Ii: should have mresponsibility for current oper-

r

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

those now performed by the Office of Collection and Dissemination) might be
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carried out under 1ts dlrection. The reconstituted ICAPS which might appro-

::] Approved For Release 2003/04/01 : CIA-RDP86B00269R000500010001-4

priately be called "Coordination Divieion" should be emall. Its members should
be persons Iinterested in, and qualified to deal with, problems of intelligence
organization. Finally, and perhaps most important of all, the Director must
look upon this reorganized and strengthened group as his ma Jor support 1ln ful-
filling one of his most difficult assigmments under the National Security Act,
that of advising the National Security Council on the intelligence activities
of the Government and meking recormendations for their coordination.

| It 1s our bellef that the relationship between certain of the functions
presently performed by ICAPS and the Office of Collection and Dissemination

should be considerably closer. ICAPS 18 responsible for the promulgation of

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

one of its tasks, the Office of Collection and Dissemination coordinates actual
collection and dissemination and in some respecte is ina position to implement
‘the general plans and policles for coordination. Constantly dealing with the
day-to-day "working level" problems of collectlon, the Office of Collection and

\

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

improvement of collection procedures and the coordination of collection

activities.

We, therefore, recommend that the collection esnd dissemination functions
of this Offlice be placed under the new Coordination Division, subJect to future
determination of the sxtent tovwhiéh individual Offices may conduct their own
dissemination. (See Conclusions to Chapters VIT and VIFI). We further recom-
mend that 8ll of the library, index and register functions be separated from
the Office of Collection and Dissemination and be pleaced in a centralized Re-

search and Reports Division as described in Chapter VI.
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- CONCLUSIONS AND RECOMMENDATIONS
(1) The responsiﬁility of the Central Intelligence Agency under the Na-
tional Secﬁrity.Act with respect to the coordinatioﬁ of intelligence activities,
which is one of the most important ones assigned to the Central Intelligence
Agency, has not been fully discharged.
| (2) One of the important ereas where more active efforts at coordination
are noeded 1s the fleld of sclentific Intelligence. (Seé Chapter VI). .
(3) Another important area 1s that of domestic intelligence and counter-
intelligence insofar as they relate to the national secﬁrity.a To improve co-
ordination in this area and between 1t and the entire intelligence field, we
recommend -that the Federal Bureau of Investlgation should be made & member of
the Intelligence Advisory Committee.
(4) The Director of Central Intelligence ghould be made permanent dﬁgg;jy‘
man of the Unlted States Communications Intelligence Board. |
(5) The Intelligence Advieory Committee 1s soundly conceived, but it
should participate more actively with the Director of Central Intelligence in
the continuing coordination of intelligence activities.

. (6) The Imtelligence Advisory Committee should consist of the Director of
Central Intelligence and representafives of the Departments of State, Army,
Navy and Alr Force and the Federal Bureau of Investigation. Other departments
and agencles would sit as ad hoc members when appropriate.

/“ (7) The Interdepartmental Coordinating and Planning Staff should be recon-
gtituted as a'staff*.responsible only to the Director of Cemtral Tntelligence,

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

#

activitiles.

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

which individuval Offlces may conduct theilr own dissemination.

64 TOP SECRET
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CHAPTER V

THE RESPONSIBILITY OF THE CENTRAL INTELLIGENCE
AGENCY FOR NATIONAL INTELLIGENCE ESTIMATES

THE MANDATE UNDER THE NATIONAT, SECURTTY ACT AND THE DIRECTIVES

One of the principal duties assigned to the Central Intelligence Agency
"for the purpose of coordinating the intelligence activitles of the aseveral
Government departments and agencles in the interest of natlonal gecurity" 1is
"to correlste and evaluate intelligence relating to the mational security, and
provide for ﬁtg appropriate dissemination."” The Central Intelligence Agency
is thus given the responsibility of seeing to 1t that the Unlted States has
sdequate central machinery for the examination and interpretation of intelli~
gence 8o that the national sscurity will not be Jeoﬁard.ized. by failtii‘e'"ﬁviio‘: co- 7
ordinate the best intelligence opinion in the country, based on all availlable

information,

In our opinion, this responsibility has not been adequately discharged,
and remedial measures are necessary. There 1s confusion as to the proper role
of the Central Intelliéence Agency i1n the preparation of intelligence repoﬂ:s
and esbimates, This confusion has resulted from incorrect interpretation and
lé.ck of proper inplementatlon of the statute and the directives. The reasons
for this go to the heart of the national intelligence problem and need to be
oxamined in some deteil in order to discover how the necessary lmprovemsnt can

be made,

Although the Act provides that "the departments and other agencies of the
. Govermment shall continue to collect, evaluate, correlate, and disseminate de-

partmental intelligence," the statute does not limit the dutles of the Central

[TOP SEGRET | 6
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Intelligence Agency to correlate and evaluate intelligence, except by the
standard of "national seocurity." Interpretation of these statutory provisions
vwas made by the Natianal Security Council in Intelligence Directives No, 1 and

No. 3.

Intelligence Directive No, 1 (See Annex No, 7) provides that the Director
of Central Intelligence shall produce* intelligence relating to the nationsl
security, called national intelligence, and that "in so.fa,r ag practicable, he
ghall not duplicate the intelligence activities and research of the various
Departments and Agencies but shall make use of existing intelligence facllities
and shall wutilize departmental :L‘ntelligence for such production purposes.”

' The d.ire_ctive also stipulatea thet national intelligsnce disseminated by the
Central Intelligence Agency "shall be officially conecurred in by the Imtelli-

gence Agencles or shall carry en agreed statement of substantial dissent,”

These provisions are to some extent clarified in Intelligence Directive'

No. 3 (See Annex No. 9) which defines national intelligence as "integrated de-
partmental intelligence that covers the broad aspects of naticnal policy and
national gecurity, 1s of concern to more than one Department or Agency, and
trangcends the exclusive ocompetence of a single Department or Agency or the
Military Establishment,"

Directive No. 3 then places on the Central Intelligence Agency the re-
sponsibility for the production and dissemination of national intelligence.

Such intelligence is to be developed and assembled in coordination with other

departments and agencies in order +to obtain intelligence developed within the .

* The term "produce," as used here, means the preparation and issuance of aa-
sembled and interpreted intelligence reports and egtimmtes,

66 TOP SECRET
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acope of thelr reapective missions which will assist In the production or cam-
plement the assembly of national intslligence. The directive alsc instmcéﬂ
all agencles to maintaln sufficient research faclllitles to meet theilr individ-

ual needs and to asalst in satlsfying the requirements of other sgenciles.

Areas of "dominant interest," a term which is not specifically dgf:l.ned.,
are allocated by the directive to the varlous departments as follows: poliﬁical,
cultural and soclologlical mtelligénce to the Department of State; military
intelligence to the Army, mnaval intelligence to the Navy, air intelligence fo
the Alr Force: and economic, scientific and technological intelligence to "each
agency in accordance with its respective needs." Upon this framework is bullt
the formal progrem of inbtelllgence production by the departmental agencies and

the Central Intelligence Agency.

The aslgnificant provision of Directive No., 3 for the Central Intelligence

Agency is the definition of mnational intelligence, for which the Agency is
given exclusive responsibility, although it 1s recognized as having righta and

responsibilitles wlth respect to other forms of intelllgence as well, In ef=-

fect the directive interprets the vague provision of the National Securlty Act
on "intelligence relating to the national security” to cover a particular type
of intelligence reasomably distinct from departmental intelligence and con-

forming to admittedly broad but generally comprehensible specifications,

The purport of the National Security Act as supplemented by the direotive
in regard to the production of national intelligence can be understood and

Justified in the light of the history and general obJectives of the Act, Be-
hind the concept of a Centrasl Intelligence Agency lay the necessity not only

for the coordination of diversified intelligence activities (see Chapter IV) s

and for the performsnce by the central agency itself of certain services of
T0P SEGRET 67
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common usefulness (See Chapters VI-IX), but also for the coordination of in-
t;uigence oplnlon in the form of reports or sstimates affecting generally the

national security as a whole.

Although the Act and the Intelligence Directives give the Central Intel~
ligence Agency the independent right of producing national intelligence, Direc=-
tive No, 1 stipulates that such intelligence shall be officially conocurred in
by the intelllgence agencies or shall carry statement of substantial diasent.
Ag = practical matter, such estimates can be written only with the collabora-
tion of experts in many fields of iIntelligence and with the cooperation of
several departments and agencles of Government. A national Intelligence
report or estimate as assembled and produced by the Central Intelligence
Agency should reflect the coordination of the hest Intelligence opinion,

based on all avallable information. It should deal with toplce of wide
gcope relevant +to the determination of basic policy,. such as the asgessment

of a country's war potential, its preparedness for war, its strategic capabil-~
itles and intentions, 1ts vulnerabllity to varilous forms of direct attack or
indirect pressures. An intelligence estimate of such scope lnevitably "tran-
scends the exclusive campetence of & single Department or Agency or ‘the M1li-
tary Establighment." A major obJective, then, in establishing the Central In-
telligence Agency wes to provide the administrative machinery for the coordi-
nation of 1ntelligence opinion, for its assembly and review, obJectively and
Impartially, and for its expression in the form of estimates of national scope

and lmportance,

THE CONCEPT OF NATIONAL INTELLIGENCE ESTIMATES
The concept of national intellige:ioe estimates underlying the statute and

the dlrectives 1s that of an authoritative interpretation and appraisal that
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will serve as a firm guide to policy-makers and planners. A national intel-
llgence estimate should reflect the coordination of the best intelligence
opinion. It should be based on all availablé information and be prepared with
Pull knowledge of our own plans and inthe light of our own policy requirements.
The estimate should be compiled and assembled centrally by an agency whose
objectivity and disinterestedness are not open to question. - Its ultimate
approval should rest upon the collective responsibility of the highest officials
in the various Intelligence agencies. Finally, it should command recognition
and respect throughout the Govermment as the best availlable and presumably the

most authoritative intelligence estimate.

The production of national intelligence estimates by the Central Intelli-
gence Agency falls far short of such a concept, in part for reasons which the
Central Intelligence Agency does not control. The principle of the authori-
tative national intelligence estimate does not yet have established acceptance
in the Government. Each department still depends more(n?iess on its own intel-
ligence estiﬁates and establishes lts plane and policies -accordingly. In the
Military Establishment there 1s some coordination through the Joint Chiefs of
Staeff who rely upon the advice of the Joint Intelligence Committee which, in
turn, rests primarily upon the contribution of the three Service departments.
Neither the Central Intelligence Agency nor the State Departmeﬁt particlipates
directly in these procedures in the Military Establishment, and the estimates
of fhe Joint Intelligence Committee are 1n most cases more restricted in scope
than a natiogal intelligence estimate. Within the State Department the policy-
m&kers are, for the most part, their own intelligence .advisors. TFinally, there
1s no systematic way of tapping that domestic intelligence information, which

should be chiefly in the hands of the Federal Bureau of Investigation, having
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& bearing on broader intelligence dissues. At the National Security Council

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

ently produced contributions of the Central Intelligence Agency.

Although the task is made more difficult by a lack of general acceptance
of the concept of natlonal intelligence estimates in the Govermment, it is,
nevertheless, the clear duty of the Central Intelligence Agency under the
statute and the dirsctives to a..ssemble and produce such coordinated and authori-

tative estimates.

THE ORGANIZM‘ION AND ACTIVITIES OF THE CEN‘I‘RAL INTELLIGENCE AGENCY FOR THE
PRODUCTION OF NATIONAL INTELLIGENCE '

Unfortunately, the attention of the Central Intelligence Agency has been

largely diverted from the objective of producing nationmal intelligence. We

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

placed on the unique national intelligence function of the Central Intelligencse

Agency but that this function 1s largely diffused and dlspersed inan organiza-

tlon which concerns itself with a variety of intelligence-producing activities.

These include summaries of current developments, political reports, background

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

In the original .Central Intelligence Group it was conceived that there
would bea small organizetion of highly qualified individuals which would limit
itself strictly to nationa.i intelligence problems and base 1ts work primarily
on the speclalized reports and estimates produced by the departments rather

than employ a large research and enalysis organization of its own. However,
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the character of the organization changed, and the Office of Reports and Esti-
mates,‘which now carries out the responsibilitj‘of' the Central Intelligence
Agency for intelligence reporting, discharges a large number of intelligence-
producing functions. These include, to & limited extent, the production and
coordination of national intelligence but also other functions, to be describe

‘ed in Chapter VI. Some of the latter functions duplicate those carried on in

other departments, and some are more in the nabure of camon services on be-

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

TUnder the Assistant Director for Reports and Estimates and his deputy is

a large organlization comprising persons. There is a broad bass of

six regional or geographic Branches, each a research and estlimate-producing
unii with responsibility for one area of the world. In addition, a Map Branch
does map research and publishes map end geographic data and a Scientific

Branch is concerned with studies in the fleld of scientific intelligence.

Studies and estimates ars also produced by five 'Consultants Panels"
dealing with economicse, transportation and communicatlons, military affairs,

international organizations and "global survey,"

respectively. The product of
these Branches and Panels is issued through one of two "Groups," the Cufrent
Intelligence Group and Staff Intelligence Group which have edlitorial and de-
partmental liaison responsibllitlies. A third Group, the Besic Intelllgence
Group, performs supervisory and editorial functions with respect to the fulfil-
ment of the National Imtelligence Sur;ey (basic intelligence) program by the
Central Intelligence Agency and the departmental agencies. Finally, a Plans
and Policles Staff develops programs, priorities and policles for the Office

and includes e small unit which handles information from communications intel-

ligence sources.
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The intelligence output of this organization which can be properly termed

M"national intelligence" 1s not Impressive. The subjects are normally selected

on the Initiative of the staff 1tself or as the result  of discussions in the

National Security Councll staff, where a member of the staff of the Office of

Reports and Estlmates generaily participates. In producing these reports the

Office usually employs +the research of 1ts own staff instead of drawing to-

gether and coordinating contributions from departmental agencies., Such depart-
mental contributlons are available to the Office of Reports and Estimatesunder
the terms of National Securlty Council Intelligence Directive No. 3 as inter-
preted in No. 3/1 ("Standard Operating Procedure for the Production of Staff
Intelligence”) but in fact only a small number of the reports are actually
derived from departmental contributions. The customary procedure has been for
the Office of Reports and Estimates to prepare a basic draft which is then
clrculated to the Departments of State, Army, Navy and Alr Force for their
comments and concurrencé or dissent. This procedure has proved to be ineffec-
tive as a means of producing coordinated national intelligence. The depart-
ments participate more as outslders reviewing the material of another agency
‘than as collaborators sharing responsibility in an enterprise of equal concern

to all.

In splte of the use of +the system of concurrences for certain types of
reports, the positioh today of the Central Intelligence Agency is that of an
independent producer of national mtelligencé ; the quality of whose product is
variable and the iInfluence of which is questionable. The tendency within the
Central Intelligence Agency has been to emphasize the independent production

of intelligence and this emphasis has led to two results.
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In the first place, the Intelligence produced by the Central Intalligenceg

Agency has not always been relevant 1o policy requirements and has iadked. effec-. .
tiveness. In the second place, there has been a fallure to develop coordinated:
national intelligence which would supersede Independent departmsntal effortsf

to produce over-all intelligence.
!

It is perhaps true that the efforts of the Central Intelligence Agency;
have been criticized partly because the opinions expressed by the Agency werei
occasionally at variance with the opinions held in the departments; but there
have been other reasons. The independent intelligence eatimate 1s felt to bej
useful but never decisive imasmuch as the Central Intelligence Agency cannot?
and does not by i1tself have all the specialized qualifications needed i;o pro-:
duce national 1htelligence , and is not, as an independent agency, in constant
and intimate assoclation with the policy-makers and planners, a knowledge of

whose work and Intentions is 1ndis§ensible to sound Intelligence.

There 1s also criticiem that the product of the Central Intelligence Agency,r
regardless of 1ts quality or Iimportance, gets formal circulatlon at the highesti
levels in the Government even though 1te content may not ¢oinclde with the
views of departmental officials whose own information may be more reliable and
complete. There is in fact s serious danger that the product of the Centra.l:
Intelligence Agency may be looked upon as coordinated mnatilonal intelligence,

which it usually is not.

What has happened 1s that the creation in the Central Intelligence Agency
of a large Office of Reports and Estimates performing, as will be emphasized
in the next chapter, a varlety of functions that are not truly related to the

coordination of national intelligenée eatimates necessarily means that concern
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with natlional intelligence problemé is diminished, that the area of competition
with the departmental agencies 1s enlarged and that the Central Intelligence
Agency concentrates more on the independent production of intelligence than on

its coordination.

Admﬁnigstrative arrangements within +the Central Intelligence Agency and
between the Agency and the other departments and agencies have contributed to
this situation. Persommel in the Office of Reports and ZEstimates who are
resﬁonsible for national intelligence (and this includes almost everybody in
part, inasmuch as natlonsl intelligence functions are scattered throughout all
parts of the Office) receive little guldance as to what they should report on.
To a large extent they select thelr own subJects and establish their own priori-
tles, and this practice only increases the criticism from which much of the

* product suffers. Finally, the liaison relationships with outside agencles are
unsatisfactory although this situation is largely theresult of the lack of a
clear concéption of them proper mission of the Central Intelligence Agency in

the coordination of Intelligence opinion in the form of natioﬁdl estimates.

J The most siénificant exceptlon to a rather general faillure to coordinate
intelligence opinion in ﬁational estimates was a series of reports on Soviet
capabilities and intentions, beginning in March, 1948, by an ad hoc committes
'. of representatives of the Depa.‘rtments of State, Army, Navy and Air Force under
the chalrmanship of the Central Intelligence Agency. This case 1illustrated
that, when properly ugsed, the existing Interdepartmental a.rrangemehts can,
under the leadership of the Central Intelligence Agency, provide the President

and top policy-mekers with an authoritative intelligence estimate.

After some initial delay following the receipt by the Army of a dlsturbing
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message from General Clay, the President onMarch 16, 1948 received from Central
Intelligence Agency a brief shori-range estimate as to the likelihood of war,
discussed and concurred in by all the Interested agenciles. Divergent views had
peen reconciled and a unanimous estimate drafted. The lmportance of this pro-
cedure, particularly in an emergency sltuation, 1s difficuit to overemphasize;
it insures that ;ll the interested agencies have contributed to consideration
‘of the sitﬁation and establishes their collectivelresponsibility for the esti-
mats. If divergences cannot be reconclled, at least the opposing points of
view cen be identified.* The possibility of any one service arriving at a
false or completely contradictory estimate and of independent actions belng

taken as a result ls thereby reduced.

The procedure of consultation followed in Merch was in this particular
cagse largely fortuiltous. There was at the time no regularly established pro-
cedure for such consultation. It was not nor has it since become normal prac-

tice elther for "ordinary" or ‘"crisis" estimates as we belleve it should.

* The first message from General Clay was recelved on March 4th, but there
does not appear to have been interdepartmental consultation before March
13th. Although views were at first divergent, the estimate of March 16,
1948, submitted to the President, was unanimously concurred inby the Central
Intelligence Agency and the intelligence agencies of the Departments of
State, Army, Navy and Alr Force. It estimated the likelihood of war during
the ensuing 60-day period. However, the next estimate in the serles, dated
April 2, 1948, which sought to extend the estimate beyond the 60-day period,
was accompanied by an Alr Force dlssent on the grounds that the international

gituation was so delicate that it -would be unwise to speculate beyond the
short term.

The circumstances leading to the March 16th estimate received wide publiclty
es & result of the referemce to it in Vol. I, p. 17 of the Report of the
Committee on the National Security Organization (Eberstadt Committee), in
the following terms: "Testimony was presented to the Committee that in the
spring of 1948, a mistaken intelligence estimate, prepared by a departmental
intelligence agency, stimulated recommendations -- which if followed -- might
well have had serious consequences. Fortunately, in this Instance, the Cen-
tral Intelligence Agency and other intelligence groups correctly evaluated

the availlable information in good time." ve
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In fact, one of the most important recomnendaﬁioné of thils report is that

& reconstituted Intelligence Advisory Committee should perform this function.

In at least one other situation requiring immediate intelllgence inter-
pretation there was once again only fortultous coordimation. This case was the
result of mtelligénce received by the Federal Bureau of Investigation and
distributed by it. Z‘he Central Intelligence Agency performed only a secondary
role and there was no formal Intelligence estimate. This further illustrated
the fact that, under present arrangements, recognized and prompt procedures
are lacking for the authoritative coordination of intelligence views in an
emai'gency situation. In addition, 1t was seen that there 1s no regular and
agreed arrangement for participation by the Federal Bureau of Investigation

end for the use of intelligence from domestic sources in & national estimate.

PROPOSALS FOR IMPROVING THE PRODUCTION OF NATIONAL ESTIMATES

In order to remedy the present unsatisfactory arrangements for the prd-
duction of natlonal intelligence estimates and provide for the coordination. of
intelligence opinion at times of crisis and for long term pla.nﬁing, as contem-
plated _inb the National Security Act, there needs-'lio be a revision of the pres-
ent arrangements. Insofar as the Central Intelligence Agency is concermed it
is ne‘cessgry, in the first place, to make a clear distinction between the
function of correlating national intelligence opinion to assist plans and
policy formulation on the ”highest level and those intelligence reporting
aotﬁities which may be assigned to the Central Intelligence Agency as a cen-

tral service of common concern.

The mission with respect to the productionof national intelligence cannot

‘be fulfilled solely through a large staff such as’ the present 0ffice of Reports
76 TOP SECRET
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and Estimates whose work is directed more to the production of miscellaneous
reports than to the cooréinatiOn of mnational intelligence opinion. In our
opinion the present Offilce of Reports and Estimates should be replaced and for
1t substituted two offices one of which, to be described in the next chapter,
will not be involved with the production of national iIntelligence but will
perform intelligence research and reporting servicés of common concerm. The
other office, an "Estimates Division," would comprise ébsmall group of highly
gelected 1ndividuals whose task 1t would be fo draw upon and review the
gpecialized intelligence product of the departmental agencies in order to pre-
pare, for final discussion and approvel by the Infelligénce Advisory Committese,
a finished national intelligence estimate. This small group would reiy pri¥
marily upon the intelligence reports of the individual agencies but 1t would
heve access to such source material as it requires in order to review depart-
mental contributions and prepare consolidated estimates for final action by

the Intelligence Advisory Committee.

National intelligence estimates, 1in order to be authoritative, must be
fully participated in by all of the principal intelligence agencies in order

that the best advice may be tapped end responsibility shered for those major

estimates on which ﬁigh policy decisions depend. Therefore, the Intelligence

Advisory Committee, under the leadership of the Director of Central Intel-
ligence, éhould actively assist in establishing and sgpervising the national
intelligence production program as well as discuss and review the proposed
estimates submitted to it for approval. The Committee would, at the s&ﬁe
time, concern 1tself more actively than at present with +the coordination
of the other intelligence activities of the varlous departments and agencles,

as discussed in Chapter IV. Im fact, by assuming an active responsibility for
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the reconclliation of intelligence estimates the Committee would slmost auto-
matically be able to assist the Director more effectively in coordinating in-
telligence requirements and developing sound arrangements for the coordination

of Intelligence generally.

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

Research and Development Board, whenever appropriate.

These revised arrangements should make adequate provieion for the handling
of maJjor émergency gltuations so +that there is automatic consultation and
collective responsibility when quick estimates ars required. We have seen that
in the past such consultation has been largely fortultous and could not be

relled upon to operate promptly.

This proposal would not affect the responsibility of the Joint Intelligence

Committes 1o prepare strictly military estimatés for the Joint Chiefs of
Staff and perform such other military duties as the Joint Chiefs of Staff mig);t
asgign. Through the membership of the Service intelligence chiefs on the In-
telligence Advisory Committee and through close liaison between the Joint
Intelligence Group and the néw Estimates Division In the Central Intelligence

Agency, every effort should be made to insure the comsistency of the Joint

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

of the Central Intelligence Agency and the Intelligence Advisory Committee.

»

Whatever arrangement 1s declded upon, there  are certain general condi-
tions which must be obmerved, if Intelligence estimates are to be sound aﬁd
timely. All information, whether 1t originates from intelligence sources or
whether it comes from other sources including operations, mist be avallable
to the intelligence people who by putting <together and gtudying all of the
pits of informstion must provide the overall Interpretation. There is always »
a déngerous >tendency, particularly in time of orisis, when it can be most
gerious, for vital information to be withheld on the grounds <that the intel-
ligence persomnel should not see 1t because 1t concerns operatioms or for
alleged security reasons. In othef instances the disseminatiqn of vital but
gensitive material is restriqted to a very few people at the top ievels with
the result that those individuals who are most competent to anaiyze a particu-
lar situstion are left out of the plecture entirely. IV 1ls therefore neCes-‘
sary that intelligence estimates be made in full light of our own policles and
operations. The preparation of such ostimates should not be Impeded by any
barriers arising ffam security congiderations or otherwise, which may Jeop-

ardize +the soundness of the intelligence product.

Tinelly, any discussion of the preparation of national estimateswould be in-
adequate without two caveats. The firet epplies to those who prepare the estimates;
the second to those who may use them. Prejudice in the form of stubborn adher-
ence to preconcelved ldees is likely tobe the gravest danger to sound intelll-
gence. Egtimates are subject tothe risk of being .colored; and twisted i:o reflect

the prejudices of those who prepare them. This can best be countered by providing

TOP SECRET | 79

Approved For Release 2003/04/01 : CIA-RDP86B00269R000500010001-4



E_] Approved For Release 2003/04/01 : CIA-RDP86B00269R000500010001-4
P SECRET

reagonable checks and balances ag we have endeavored to do in thé composition
and responsibilities of the Intelligence Advisory Committes. If, for example,
the State Department, which may be wedded to a ba.rticula.r policy, presents the
facts distorted by faulty preconceptions ; ‘the final product, as reflected in
an intelligence estimate, will be defective. It is hoped that In such a case
the new Estimates Group of the Central Intelligence Agency will supply an ini-
tial corrective and that the non-State Department members of the Intelligence
Advisory Committee will have sufficlent breadth of lmowlgdge to challenge the
State Department estimate. Likewlse, millitary estimates should be submitted
to scrutiny so that they are compatible with each other and avoid the error,

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

The Intelligence Advisory Committee, if 1t functions properly, and 1s ag-
sisted by the disinterested work of the Central Intelligence Agency is the body
vhere such distortions should be caught and corrected and the prejudices of

one mind challenged by the thinkIng of a mind which et least does not suffer

from the same prejudices.

In turn, preJudice on the part of the policy-makers may render them blind
even to brilliant achlevements of an intelligence service. They may Just re-
fuse to listen to what they do not like. Hence, mnothing would be more dan-
gerous than to believe that if we once had an effective intelligence service
and an efficlent intelligence estimating body, we would be immne to a disaster

like Pearl Harbor.

This does mnot lead to the conclusion that intelligence is futils. It
merely shows its limitatioms. If the intelligence appraiser can keep from

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

pillaf of strength for our natlional security.

CONCLUSIONS AND RECQMMENDATIONS

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

and responsibility for miscellaneous research and rsporting activities.

(2) The provisions of the National Security Act for the production of
national intelligence estimates, as interpreted by the National Securify
Council Imtelligence Directives, are sound but have not been effectively
carried out.

(3) There should be created in the Central Intelligence Agency & small {
Eétimates Division which would draw upon and review the specialized Intelli- \
gence product of the departmental agencies In order to prepare coordinated ' ‘

national intelligence estimates.

w”,w e

(4) Under the leadership of the Director of Central Intelligence, these '

;

estimates should be submitted for discussion and approval by the reconstituted

4
Intelligence Advisory Committee whose members should assume collective respon-
/

¢
£

gibility for them.

§
i

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

N,

\

i

/

(6) Coordinated 1nteliigence estimates produced in this way must, in /
{
order to be effective, be recognized as the most authoritative estimates avail-

crisis situations when coordinated estimates are required without delay.

able to the policy makers.
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CHAPTER VI

SERVICES OF COMMON CONCERN:
INTELLIGENCE RESEARCH AND REPORTS

PROPOSED RESEARCH AND REPdRTS DIVISION

We have recommended in the preceding chapter +that there be created a
small, high-level Estimates Divisién to concern 1tself primerily wlth the cor-
relation of natlonal intelligence, subject to final approval by the Intel-
ligence Advisory Committee. If the responsibility of the Central Intelligence
Agency for the production of national . intelligence is assumed by this Esti-
mates Divieion, there will remain certaln research and intelligence reporting
functione now belng performed by the Office of Reports and Estimates which
might properly be carrled out as & service of common éoncern by a newly con-
stituted "Research and Reports Division".  Other activitles of the Office of
Reports and Estimates should be dlscarded as belng superfluous or competitive

with the proper activities of departmental intelligence.

There is presently within the Office of Reports and Estimates_gﬁyuqleus
for the proposed Research and Reporte Division in filelds of common concern.
It includes the Sclentific Branch, which should be strengthened and have re-
attached to it the Nuélear Enefgy Groﬁp;, the Map Branch, whilch produces maps
and map intelligence as a recognlzed common service; the Economic and Trans-
portation Panels; and éome elements from the Geographic Branches. To these
there ghould be added the Foreign Documents Branch of the Office of Operétions
(See below,page 103) and the library, blographical and other reglsters and in-

dlces presently maintained by the Office of Collection and Disgemination.

Génerally speaking, thils Division will be responsible for authoritative

regearch and reports in economic, scientifilc and technological intelligence,
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the malntenance of central reference facilitieé » end such other matters as are

deemed of common concern. To the extent necessary, 1t will also coordinate the

-actlvities of the other agencies in these fields. Its staff should include in

appropriate cases adequate representation from the State Department and Serv-
ices so that, subject to policy guldance from the principal consumers, its
products will represent the coordinated opinion of the best avallable talent

~and should be fully responsive to the requirements of the congumer agencles.

In this chapter’ we suggest the type éf activity bwhich should be discon-
tinued as unessential or duplicative, the type of activity which‘should be
‘retained as a common service and some activities, not presently carried out in
the Office of Reports and Estimates, which should be performed by the proposed
Research and Reports Division as services of common concern. It would be the
responsibility of the National Security Council, acting on the advice of the
Director of Central Intelligence and the Intelligence Advisory Comittee, to
determine which of these central services might properly be performed, and we
belleve that the Coordination Division (reconstituted Interdepartmental Co-
ordinating and Planning Steff) should examine this problem and prepare the

necegsary plans,

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

The former comprises abstracts of & emell number of inconing and outgoing

cables received during the preceding twenty-four hours.  Approximately ninety

per cent of the contents of the Daily Summery is derived from State Department

sources, including both operational as well asg intelligence material. There
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are occaslonal comments by the Central Intelligence Agency on portions of the

Sumery, but these,for the most part, appear gratultous and lend little weight

to the material 1tself. The result is a fragmentary publication which deals
with operations aa wéllaﬁ‘hntelligence, wlthout necessarily being based on the
most gignificant materials in elther category. In a summary of thls type, cir-
culated to the President and the highest officials of the Govermment, there 1s
an inherent danger that it will be misleading to 1its consumers. Thisls because
it is baped largely on abstracts of Sta:te Department materlals, not in hlstor-
ical perspective, lacking a full knowledge of the background or policy involved

and with 1ittle previous consultation between the Central Intelligence Agency

and the State Department. Moreover; it is incomplete because 1t is not baged on

all the most importent materials.

The Weekly Summary is more widely circulated than the Daily Summary, but
also represents primarily political reporting and compstes for attention with
geveral departmental weekly summaries, particularly those of the State Depart-

ment and the Department of the Army.

Still another periodical publication is the monthly "Review of the World

Situation."

These summaries, particularly the Daily, are the subject of conslderable
controversy and are recelved with expressions ranging from moderate interest
to strong criticism. The Weekly and the Dally are, to a certain extent, duplica-
tive In that the State Department, to which political I1ntelligence has been.
assligned as an area of dominant interest,also disseminates its own operatlonal
and intelligence summaries on the highest levels. As both Summaries consume

an inordinate amount of time and effort and appear to be outside of the domailn
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of the Central Intelligence Agency, we believe that the Daily, and possibly
the Weekly, Summary should be dlscontinued in their present form. We do, how-

ever, appreciate the fact that, to some extent, there may be a need for such

aumearies, and we suggest that the newly constituted Coordination Division ex-

"

emine the situation to determine whether there is such a need and how 1t can

best be met.

MISCELLANEOUS REPORTS AND MEMORANDA

The Office of Reports and Estimates also produces a variety of other re-
ports, studies and summaries. Some of these are strategic and bhasic studies
on forelgn countries or ereas, pregenting the political, economic and military
gituation. Others are intended to be estimates of current internatlonal prob-
lems. These are formal reports,dealing with a varlety of subJects ranging from
"Posgible Developments in China" to "Oppesition to the ECA". These estimate-
type reporté are clirculated throughout the various agenciles for the purpose of
obtaining concurrence or dissent. But the fact that théy are so circulated in
no way means that they are properly coordinated estimates which represent the
best thinking on the subject under review. They often deal with topicse which
ere not particularly relevent to departmental problems or national 1ssues,
with the result that the various agencies often feel that it 1s an lmposltion
to be burdeped with the responsibility for reviewing these documents, m#king

appropriate corments and noting concurrence or dissent.

-The Office of Reports and Estimates also initiates more informal reports

_ by means of intelligence memorande produced spontaneously or in answer to spe-

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

egencles. Subjects again differ widely and include such toplcs as
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.Much of this produption is academic, tends to duplicate work in other de-

partments, has little relation to national intelligence, and is not produced
as a recognized service of common concern. On the other hand, same of this
productibn might, subject to gemeral agreemsnt, be performed as & central com-
mon service. In our opinion, the newly constituted Research and Reports Divi-
sion should refrain from the production of essentially political studles and
_miscella.neous reports and should concentrate its effort upon the production of

reports in those fields clearly assigned to 1t as recognized services of com-

mon concern.

THE I\IATIONAL INTELLIGENCE SURVEY

Under National Securlty Councll Inteliigence Directive No. 3, the Central
Intelligence Agency is charged wlth preparing an outline for the National In-
telligence Survey -- an extensive serles of basic studies on all countries and
areas of the world -- and with coordinating the necessary departmental contribu-
tions. This study has been assigned to the 0ffice of Reports end Estimates,not
as the producer, but rather as coordinator of the program,under specificatioﬁs
and priorities approved by the Joint Intelligence Committee. This coordination
is achieved through the allocatlion of topics for research and production for
the particular purpose of the Survey s_eries ,but there 1s no provision for cen-

tralization or coordination of current production in these fields.

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

the Army has been assigned the responsibllity for the sections on transportatidn

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

1s recognized as having either primary interestin,or continuing responsibllity

TOP SECRET I

- Approved For Release 2003/04/01 : CIA-RDP86B00269R000500010001-4



Approved For Release 2003/04/01 : CIA-RDP86B00269R000500010001-4

for, mtélligence wifh respect to 'bra.nsportatidn and communications. For the
ijpurp'oge only of the ‘ha.ndbooks »the Na.tional Intelligence Swrvey eliminates dup-
v:uc_;a.ﬂion of production 111» cortain fields and prc;vides temporary veditoria.l
coprdinatidn‘ of basic ﬁtelligence through the allocation of. topics. It does

not polve the problem of centralizing or coordinating continuing research and

]p'roducti'oﬁ in the fields of common interest.

JCONOMIC, SCIENTIFIC AND TECENOLOGICAL INTELLIGENCE

The Office of Reports and Estimates appearsto have made no serious attempt
%o produce coordinated estimates or authoritative intelligence in the fields
‘of econéinic ,"technologvica.l and sclentific intelligence, in which no dspa.r‘h'ment‘

48 recognized as having a dominant interest. The six Geographic Branches, the

L . #lcientific Branch and & number of the Consultant Panels are variously interested

1.11 these flelds but have seldom produced authoritative intelligence contribu-
tions therein. We have found in owr examination of the Central Intelligence
hgency, State Department a.nd. the three Service intelligence agencles that there
18 much duplication and little coordination of production on these subjects.
#1though often along pa.ra;lie'l lines, studies are independ.enﬁly produced by the
yvarious agencies a.nd do not, therefore, represent the best available coordinated

opinlon.

There has been an attempt inNationsl Security Com;xcil Intelligence Direc-
tlve No, 3 to gulde the effort of the various agencies into coordineted chan-
nels by the allocation of certaln flelds of dominent dinterest, but in the

j.’ield.s of economic, scientific and technological intelligence, each agency is
authorized to produce 1in accordance with its needs. Thus, it 1is in vthese

flelds, left open +to all eagencles and for which responsibility is now
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divided and diffused, that the proposed Ressarch and Reports Division could

perform a valuable gervice of common interest by centralizlng or coordinating

research and intelligence production.

25X1

It is doubtful whether such a high degree of centralization in these fields,
including some essentially milltery intelligence ,is desirable In this country.
Our Service intelligence sgencles have been assigned fields of dominant interest,
and they will continue to produce military intelligence within these areas.
However, evén if each intelligence agency confines itself almost entirely to
the production of intelllgence within its fleld of domlnant interest, there
remains & vast area of common interest in such necessary supporting fields as

economlc, scientiflc and technologicai intelligence.

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

nomic resources, metallurgy, fuels, power, comnunications and telecommnications.
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%@hese are some of the subjects where there 1s present duplication among our
‘agencles and in which a great economy of effort and improvement of product
would result if intelligence were produced centrally. To provide an effective
contribution, the centrally produced reports on economic énd industrial matters
must represent the most authoritative coardinated opinion on the subject and
ﬁﬁst be accepted as such by the consumer agencies. A principal new consumer
'would"be the ZEatimates Divislion, recommended in the preceding chapter. We

also recognize that the requlrements of the varioue agencles in thease matters

of common concern will differ, and that each agency will need to adapt to its

own particulsr problems the intelligence produced in these fields.

Few subJects of intelligence a.re more 1mportant than science and tech-w

pology, a.nd yet little success .has been a.chieved. in this country towa.rd coor-,

dina.ting 1ntelligence collection and production in these fislds. Among the

'a.gencies which are interested and in 8 position to contribute are not only the

C‘éntra.l Intelligence Agency, the State Department and the +three Servlces, butb

hﬂ.so’ the Atomic Energy Commission and the Research and Development Board.#*

'We belleve that there is an obvious need for more centralization of scien-
tific intelligence. Where centralization is not practical there should be the

closest coordination emopg the existing agencies through the use of committeesn
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such as the present Iinterdepartmental atomic energy Intelligence commlittee
which works in consultation with the Nuclear Energy Group of the Office of
Special Operations (See below,page 114). A strong Scilentific Branch, as & com-
mon service within the Central Intelligence Agency, would be the loglical focal
point for the coordination and appropriate céntralization of sclentific Intel-
ligence. There a.ppearé to be no overriding reason for the segregatlion of the

Nuclear Energy Group within the Office of Special Operations, and 1t would be

preferable to reattach this Group to the Scilentific Branch, even though some

insulation may be necessary for security reasons.¥

"To fulfill its responsibilities as the chlef anelytlcal and evaluating
unit for scientific intelligence, and consequently as the principal gulde for
collection, the Branch would have to be staffed by sclentlsts of the highest
qualifications. We appreciate that in such a Branch 1t would be impossible to
obtain & leadlng scientist for each of the many segments of sclentific and tech-
nological intelligence, but we believe that a staff of moderate size and of
high quality can cope with thé normal research and evaluation,co-opting, where
necessary, personnel from such orgenizations as the Research and Development

Board and the Atomic Energy Commisslon.

CONCLUSIONS AND RECOMMENDATIONS

» (1) In addition to fhe Eatimates Division recommended in thé previous
Chapter,‘ there should be created out of the present Office of Reports and Es-
timates a Research and Reports Division toaccomplish central research in, and co-

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

% We understand that since this report was written steps have been taken to

create & separate Office of Scilentific Intelligence which 1s to include the
Nuclear Energy Group.
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] DT this Divislon should include sufif‘icient represenﬁation fram the State De-
épartment and the Services to insure ‘that their needs .a.re adequately met.

(2) Thé Coordination Divisio;l (reconstituted Interdepartmental Coor-
:*ﬁin&ting and Plenning Staff) should he glven the responsibility for studying
‘bhe actual scope of +the Research a.nd Reports Division and for reccmnending

088 .sverviéces of common concern which should be performed centra.l.‘l,y.

(3) The propriety of the prepa:@‘ation by the Central Intelligence Agency

of eggsentlally poiitical summaries sﬁou;Ld be reviewed, taking dinto considersa.-
%;t.ion the need for such summariles, tﬁe existence of a number of duplicating

sma:c'ies and the particular oa.pabilit les of the mdividual " departments to
grepare them.

(4) The va.rious reports, studies and summaries which are  not nationsl

%‘sﬂtalligence or recogﬁzed. services of common concern should be discontinued.
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CHAPTER VII |

SERVICES OF COMMON CONCERN:
THE COLLECTION OF OVERT INTELLIGENCE

The Office of Operations, under an Assistant Dirvector, performs a central

common service through the collectionof overt intelligence by three essentially

distinct means:

and the Forelgn Documents Branch ex-

ploits foreign language documents and foreign periocdicals and press for intel-

. ligence purposes.
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FOREIGN DOCUMENTS BRANCH

The third Branch of the Office of Operations is the Foreign Documents

Branch whici; has the responﬂ'i:bility for explolting foreign language documents

and foreign periodicals and press for intelligence purposes.

the Foreign Docu-

mente Branchl |is| jnot recognized officially

as a unique common service, The other departments and agencies do some of
their own trenslations of foreign language documents, etec., but also rely on

the Forelgn Documents Branch.

The Foreign Documents Branch is engaged.in completing its exploitation of
large quantities of materials captured during the recent war. In addition, it
monitors current press and periocdical publications and besides +hese routine
translations 1t occasionally translates specific dbcmnen‘ts upon request. It

also maintains for the various -comsumer agencies a continuing progrem of
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‘Bbetracting from pericdical publications specific materials in such flelds as

‘Blectronics, transportation, ete.

‘There 18 & constant and large flow of i:rodt.ction from the Foreign Docu-

ey tts Brench in the formof extre.cte from the foreign press; current periodice.L
&’bstrecte ’ bcth general and techmical, dealing with iteme of intelligence valie
ﬁbﬂt‘ﬁined in Soviet end other foreign periodicala ; an industrial card file rec-
’crd. for inclusion in the Fcreigi‘Indﬁstrial Regis’ter’of‘ the Office of Collec-

éE::!.tm and Disaemina.tion; biogra.phical intelligence reports; a 'bi'bliography of

seian periodicals, special accession lists and various transle.tione of cur-

n‘t ‘materia.l to meet continuing requirements.

Inasm:uch ag it is virtually impossible to have a large pool of expert

yfrenslators who are at the same time specialists in varlous fields » 1t 18 most
a.nt that the work of an agency such as the Foreign Documents Bra:nch 'be
'rfomed in close relationship to and under the con.etant guida.nce of the con-

; e.gencies. It would, therefore, seem that instead of 'being associated in

S

- e

i e

he Office of Operations

e > = - oa

it would 'be prefere’ble

.:‘for the Foreign Documents Bra.noh to be e part of the propoeed Resea.rch and

_,Reports Divieion euggested in Chapter VI.

GONCI.USIONS ANRD RECOM&ENDATIONS
o (1) The Office of Operations consists of three distinctive activities,
i wnich represent #8eful and recognized functione in their own field but h_eve no

¥ . _‘ i : jf:

iparticular relation to each other.

- =

!
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(4) The Foreign Documnts Branch should be mede part of the proposed STAT

Research and Reports Division if one is created.
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CHAPTER VIII

SERVICES OF COMMON CONCERN:
THE COLLECTION OF SECRET INTELLIGENCE

Under normal peacetime conditlons, the bulk of the information on which

S
a government bases its actlonin the Intermational field las obtalnable by overt

meang - that 1s +to say, through 1ilplomatic and mllitary establishments,
through the press, scientific and technical publicatlons and the normal chan-
nels of trade and intermational intercourse, With these facllities available,
the collectiop of Intelligence in peacetims through secret means assumes rela-
tively secondary Iimportance. In fact, as mentionsd above, insofer as our own
Government 1s concerned, covert collection of intelllgence was a negligible -

factor prior to World War II.

Today it 1s an understatement +to descrlbe conditions as merely abnormal,
They are wniquely difficult from the viewpolnt of intelligence. Where Com-
munist regimea are in control the ordinary means of securing Information
are generally 1lacking. In these areas, 1t 1s true, we have a few diplo-
matic missions and here and there some consular establishments. Thelr staffs,

however, are so restricted and spled upon that they cannot perform thelr usual

information gathering functions, ©Even the type of information that 1is
available for the asking here iIn the United States is unobtainable there.

In this whole great area of communist domination it is not only military
information which 1s kept secret, but it 1s hard to get even simple and
seemingly imnocuous details relating to the economic, finsncial and polit-~
lcal ‘developmsnts which may furnish vital clues to political and military
trends.

(TP SEGREY | il
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Algo, the methods of fifth column penetration practiced by the Communista

follow a unique pattern in various foreign countries and in the United States

‘shich calls for the best that we have in the fleld of counter-intelligence,

As a resul‘t of thie there ie an urgent call upen our ekill and ingenuity
‘f"bo and methode of informing ourselves about Iron Curtain countries. A we
‘cannot do it a.deq_uately by orthodox methods, an increasingly heavy burden is
‘placed on.our secret intelligence a.nd counter-intelligence and hence they have

?"boda;r & higher priority in our over-all intelligence picture than in the rast,

ém CHARTER OF THE CENTRAL INTELLIGENCE AGENCY TO CONDUCT SECRET INTELLIGENCE

(" 'fhe responsibilitiesof the Central Intelligence Agency for the collection

e gr.",g;m'exw'i; intellligence abroad are performed asm & "service of common concexn"

ﬁn a.c.corda.nce with the terms of Nat.iona.l Security Council Intellligence Direc-
*tive No. 5 of Decem'ber 12 19&7 (See Annex No. 11). Unlike the collection
@f over’a intelligence » whe re the mission of t.he Central Intelligence Agency is

i

g I.imited one, the collection of px“actically all covert foreign intelligence

ie asueigned to the Agency.

{Intelligence' Directlve No. 5 gives to the Central Intelligence Agency the

E;‘foll'c»wing duties:

&, To conduct .all organized federal esplonage operations abroad,
-except for agreed activitles by other departments and agencles.
- B To conduct all organized federal counﬁer-espionage;: abroad, in-
c¢luding occupied areas. - |
g. To coordinate covert and overt intelligence collection, and to
coordlnate the activities of casual agentm employed on covert missione b;r
108 10 &EL'RET
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other departments and agesncles, members of the Intelligence Advisory
Commlttes.
d. To disseminate the intellligence thus obtalned to the various
departments and agencles having an authorlzed interest in it.
Covert collectlon thus includes esplonage and counter-eaplonage abroad,
1. e., the clandestlne collectlon of Information and counter-action against
foreign secret intelligence activities. It does not include intelligence col-
lection by secret but essentlally tecﬁnical means, such as communications

intelligence.

Natlional Securlity Councll Intelligence Directlve No. 2 sets forth the
respectlve responsibillities of the departmental agencises for collection of
certaln categories of forelgn intelligence Information. The Army was thus
glven primary responsibllity for collecting forelgn military information, the
Navy naval Iinformation, the State Department political, cultural, aﬁd soclo-
loglcal Informatlon, etc., The effect of Directive No. 5, however, is to limit
these responsibilities to overt collection, and set aslide the entire field of
covert intellligence operations (with a few exceptions) as the domain of the
Central Intelligencé Agency. TFurther, the Agency i1s "responsible for coordl-
nating covert and overt intelligence collection activities," and 18 also
charged with coordinafing the activitlies of casual covert agents employed by-

other agencles with its own "organized covert activitles.”

It is 1important to note, in this connection, that the National Securlty
Council has rejected, and we belleve rightly, the éoncept that esplonage might
be conducted by several agencles, each independent of the other, and each
authorized +to operate in the game areas wilth roughly the same obJectives.

Multiple espionage of this kind has occasionally been advocated as a means of
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grotec'ting gecurity. It 1s argued that the penetratlon of a centralized

?apionége agency might destroy 1te enmtire roster of agents, leaving the nation
:&rithc»ut an effective secret intelligence service in time of crisis, vhereas

fpenetration of one of several esplonage units might destroy its networks, but

yrould. leave those of the others untouched.,

We consider this view to be largely theoretical, provided esplonage is
properly conducted to keep the identity of chains entirely separate and 1if
“broper security 1s maintained in the central office. In any event, we feel

that this danger is less serious than the confusion and overlapping in the

i’ield of egpionage which would result if several services were engaged in 1t.

fd.option of a centralized easpionage structure has meant that, except for cer-
”%"f A’i operations in occupi ed areas, the. foreign covert operations of other
ﬁgencies of the Governmen’f have been dissolved or turned over to the Centra.

ginjbgg,lj,gepce Agency,

@IGANIZAIION OF THE OFFICE OF SPECIAL OPERATIONS

% The Central In'belligence Agency does not enter the intricate field. of
;oreign esplonage and coun't.er-espionage without some backgrozmd. of experience.
‘&‘he covert operations u.nii‘., known aa the Office of Special Operations ( 0)
;i}s in effect the legatee of the operating experisnce, the records, and mamr
pf the vperson.nel of the secret intelligence (SI) and counter-espionage (X=2)

;ﬁiiranghes of the former Office of Strategic Services and Strateglc Servicea

:ﬁnit ; War Department.

110 TOP SEGRET
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In 1ts headquarters structure 1t

hag drawn heavily wupon the previous experience of these organizations in

conducting war and post-war operations.

Administratively, the Office of Speclal Operations 1s on the same level
as the four other Offices of the Central Intelligence Agency. Contact with
the Director is malntalned almost exclusively by its chief, the Assistant
Director for Speclal Opsratlons, and hia deputy. The Assistant Dirsctor's
personal staff also includes an Executive Secretary, whose duties are ap-
proximately that of an executive officer, and several consultants and advisers
who deal with particular aspects of agent operaticns, archives, budget and
the like,

Under the Assistant Director, the organization ls divlided into three major

operating groups.

The Operations Group 1s responeible for the actual conduct of esplonage
and counter-egpionage. Its major subdivisions are seven reglonal branches,
each of which controls and guldes covert operations In the particular area
abroad for which 1t ls responsible. These operating branches functlon inde-
pendently of each other except at the top level,where branch chiefs coordinate
operations involving more than one area. Security of branch operations 1s thus
falrly well maintained within headquarters. It 1s the policy to assign person-
nel to a particular area or country for coneiderable periods to gain adequate
background for sound operations. Arrangements exist for the assignment of
headquarters personnel to the fleld, and vice versa, although a comprehensive

program for rotation of personnel has not yet been worked out.

TOP SECREY 11
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Beveral staff wunits, including a deputy chief of operations for counter-
esgplonage, assist the brarches in directing operations of particular kinds,
and in assuriog orderlj dissemination of the georet intelligence materials

wb'pt,_ai:ned ag a result of operat.iona..

The sclentific and technical section of the Office of Special Operations
agslats the regional branches in directing operations likely to produce Infor-
lpa.tio:n in these flelds. The section works closely with 'l;he Nuclear Energy
(iﬁ:'oup of the Office and has some contact with the Scientific Bra.nch of the

Qfflce of Reports and Estimates.* For 1te own part, it receives direction

1ihrom§h the Nuclear Energy Group, departmental intelligence collection requests

sr;:gfbmi1:foedﬂvia the Office of Collection and Dissemination, and the Scientific

I_gr_ancl_l, 0ffice of Reports and Estimates.

The Information Contrél Section 1a concermed with directing the work of
%he reglonal branches, analyzing and controlling their output, and reviewing
the comments on reporta of the Office of Special Operations recelved from the
(éfficea of Reports and Estimates and occaglomally ‘from departmental agencles.
"];hi‘E i1s the point to which intelligence requimmehts of other agéncies are
#gent by the Office of Collection and Dissemination. It is responsible for the
editorial revievw of intelligence reports prepared by the branches of the Office

of Spebial Operations.

Approved - reports are forwa:rd.ed by the Infomtion Control Section to the

Office of Golleotion and Diaeemimticm, which then determines the a.genciea to

which they will be disseminated. When urgent dissemination is required by t.he

na_.tur«a of a rebort recelved, mem.bers of the section may deliver 1t personally

* See footnote below, page 115.
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to authorized recipients. This distribution is subject to review by the Office
of Collection and Dissemination,which may extend it to other agencies on its own
initigtive. In line with our recommendation, given below,to give the Office of
Special Operations greater independence and autonomy and to bping it in closer
contact with the principal users of its product,we reccmmend that the power to
determine dissemination of 1ts reports should rest largely in the Office of
Special Operations itself. In order to bring the Office closer to its chief
consumers, we also recomuend that there be included In the Information Control

Sectlon representat!ves of each of the Services and of the Depariment of State.

Tralning of staff members and career agents ls undertaken by the tralning
gection of the Operations Group. Several courses Iin basic and advanced intel-
ligence are given to administrstive and operational personnel. The courses
emphaglze practlcal problems of fleld operations, not only for administrative
and secretarlal perscomnel, but also for staff members who will conduct opera-
tions. The bullding of a corps of trained personnel for secret intelligence
work 1s onme of the cruclal problems which the Office of Special Operations has

to face.

The Operations Group also includes a section which anslyzes the needs of
the operational unlts for speclal devices and equipment., Actual development
of such equipment 1s supervised by the Administrative Group, but is conducted

in close collaboration with members of this ssction.

The second major division of the Office of Special Operations 1is the
Administrative Group, headed by a chilef and deputy chilef, which has hitherto
had responsibility under the Assistant Director <for such matters as supply

and transportation, special funds, personnel, central files, cover and
TOP SECRET o 18
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documentation. The Administrative Group also controls field commmicatlons

7

shich we recommend should be brought into cloger contact with the Operationa

. Group.

As we mentloned in Chapter IIT,consideration 1s now belng glven 1in the

Central Intelligence Agency to the removal of all of thess mervices except for

. central files, cover and documentation, and commmications to the Executive

- for Administration where they would be beyond the direct authority and control

#geefhhe Agslstant Director for Special Operations.
i . ir 4

B

~
it o ek b8 i e & o o

il o

We consider that the Office of Special Operations and its closely related
aerrﬁ.ces should be largely autonomous and self-sufflcient. Hence, we belleve

t‘hat; this . proposed transfer of its administrative services is wmsownd. From

S
. the point of view of intermal securlty we also deprecate it. As a general

- rule, secret administrative support should be .as close and as accessible to

 secret opera.tiéns_ as posalble. The most elementary rules of gecurity are

; bresched when overt and covert administrative units are placed together; and

by the same token the unique character of secret operations renders inappliceble

. most ordinary rules of administration. Removal of administrative support from

. the direct é‘.uthority of the official responsible for secret operations would

.~ vitiate his a.bilitjr to conduct the very operations with which he 1s charged.

The +third major divieion of +the Office of Special Operations is the

Nuclear Energy Group. 'Unlike the Operations and Adminigtrative Divisions

- which we have discussed above, it has no direct contact with agent operations

or collection but is an analyzer and consumer of secret intelligence. Its

. cheracter, indeed, is that of a reports staff studying foreign research and

developments 1in the field of nuclear energy. Historically, the Group was

114 TOP SECRET
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organized in the Manhattan District and was transferred to the Central In-

telligence Agency at the time of the creation of the Atamlc Energy Conmlasion,
Attached first to the Director of Central Intelligence , 1t was later transferred
to the Scilentific Branch of the Office of Reports and Estimates where, because
of its analytic and reporting functions, 1t logically belonged. It was after-
wards (early 1948) moved to the Office of Special Operations because of dif-

£1oulties within the Sclentific Branch,

The succesa of the Nuclear Energy Group will be measured in terms of the
effectiveness of its relationéhip to the Atomic Energy Commission, one of ita
ma jor consumers, and to the National Military Establishment, The Group's work 1
with these asgoncies has been conslderably improved in recent months by the
appointment of a highly campetent solentist as the Chief of Intelligence in the
Atomic Energy Commission and the functioning of an Inter-agency committee con-

corned exclueively with atomic energy intelligence.

As we have Indicated, 1t 18 obvious that fram a functional voint of view,
the Nuclear Energy Group does not belong in the Office of Speciel Operationa,
As & research wunit, 1ts place 1s clearly with the Scientific Branch of the
Proposed Research and Reporta Division, the successor to the Office of Reports

and Estimates.*_

Before concluding our survey of the headquarters organization of the
Office of Special Operationa, we wish to add a recommsndstion +to which we |

attach particular importance and which affects the relationship of this Office

to other covert activities of the Central Intelligence Agency.

¥ BDee above, Chapter VI. Since thim report was drafted, we understand that
steps have heen taken to transfer the Nuclear Energy Group to a new Office
of Sclentific Intelligence.

TOP SECRET 115
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A Ithhapters VII and I we briefly consider the similarity of the opera-

tions ‘and administrative problems faced by the Office of Specilal Operations,

‘Ithe ‘Office of Policy Coordination and of the Office of

'ﬁperzations. "All three oi‘:f‘ices carry on activities of a highly confidential
énatw:'e. ' 'I'hese a.ctivities are intersrelated and require close coordination.
In addition they are able mutually to service each other. This is particularly
;true of the oireraeas op‘era.tions of the Office of Special Operations and the
&foic,e £ Polioy Coordination. We recomnend‘ that the three activities bs
‘ u,ﬁaer the common control of a eingle directing head who would be one
&Qf ﬂl,e o;h,ief assistants of the Direotor. The three Offices might be set up as
;se;pa,ra."te 'branohes of a common service of secret activities which should enjoy
La.rge a\:‘;tonomy within the <"entra.l Intelligence Agency a.nd ‘might appropriately
be cta;lled Operations Division. Whether eventually a closer merger of the
| éichr,e.,qa activitles should be effeote‘d can best be determined in the light of

experience.

s o { ‘a5’ a part of such a central organization devoted to covert operations ,.

! centralized administrative services should be established under the single
§”«::iff:t:lé':(.’ of covert activities, and should not be identified with or combined with
the a.dminietrative a.rrangements made for the balance of the Central Intelligence

gAgency ~ The covert orga.nj za.tion thus established should in pa.rticular, under-
k)

;,take its own personnel 1ecruitment using the faoilities of the pereonne'l '

gsection of the Central Intelligence Agency only insofar as they a.ppear to serve

- the purpose of the covert organization.

In making this recoxﬁanndation , We appreciate that the Offioe of 'Polioy

Cooz dination under NSC 10/2 has a special relationehip to the Secretary of

16 [ TopStcRer
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State and the Secretary of Defense., We belleve that substantial benefits

would accrue in having this same relationship established, through the head of

the Operations Division, with both of the secret overseas activities of the

Central Intelligence Agency, assuming that +they and are

brought together in the manner we recommend sbove,

In this recaommendstion we have also had inmind the desirability of quickly
oatablishing a particularly close relationship between the secret activities
of the Central Inteiligence Agency, the Military Establishment and the Joint
Chiefs of Staff in case of war, If the measure of autonomy we suggest for
these aervices 1s achleved, they could be attached, without delay, té the
Secretary of Defense or to the Jolnt Chlefa of Staff, if the National Security

Councll should consider this advisable.

SubJect to the foregolng recommendation, we believe that the headquarters
orgaenization of the Office of Speclal Operations 1s soundly conceived and has

made a satlsfactory start toward setting up our secret intelligence work,

FIELD ACTIVITIES OF COVERT INTELLIGENCE

The headquarters of the Office of Speclal Operations directs an extensive

and ramified networka® field statlions located

throughout +the world,
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In some countries, contact has been established |

These relations are often most

a3

useful, and thelr potentialities for the future are great,

In certain friendly bdut threatened countries, the Office of Special

Operations has begun arranging with these services for the installation of

be used in the event of a military emsrgency. In most

Ingtances independent networks are also being built up,

25X1

The agent operations of the Office of Speoial Operations abroad have been
criticized as being too frequently direot'ed. againat falrly obvious ; short=term
obJectives, and as having overlooked or failed to exploit strategic targets.
The Office 1s also sometimes criticized inthe departmental agencles and in thé
Office of Reports and Estimates for producing quantity rather than quality, It
can in part answer such criticism by showing that 1t has not received adequate

directives from the policy-makers. This serious failure should be remesdied.

25X1
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As a phase of the relationship between the Central Intelllgence Agency

and military commandis, 1t may benoted that firm arrangements have not yet been -

completed for the conduct of secret 1imtelligence operations in a military

theatre in wartlms.

25X1
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. the Central Intelligence Agency to do this,

There is no easy solution to this problem. We must recognize that it 1s

' aggravated by putting so many eggs in the Central Intelligence Agency basket,

We believe the solution lies along the lines we recommend in this report --

n&.nely, to divide the functions of the Cen'bral Intelligence Agency generally

into two parts: (1) the overt, recognized and admitted functions of coordina- -

“tion and central appralser and evalustor and (2) the covert activities of the

Ofiice of Special Operations, Office of Policy Coordinstion, etc, The two

could be physically and, to a large extent , Tunctionally separated, Persons
working for ’the one would openly admit thelr commections while thoge working

for the other would find various and differing types of cover.

The Central Intelligence Agency should then endeavor Yo reverse the

pfesent unfortunate trend where it finds itself advertised almost exclusively

. 88 a secret gervice organlzation and becoms to the public the centralizer and
coordinator of intelligerice, not the secret gatherer, It the changes we are

recommending are effected, they would furnish a good point of departure for

. COUNTER-ESPIONAGE

Eaplonage and counter-esplonage have been unified in the Operations Group

of the Office of Special Operstions. This arrangement represents a departu:r'e
t-124
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from the wartime structure of the Offlce of Strategic Services in which these
activities were conducted 1n separate pranches. It is also dlifferent from
most foreign services, which have geparate esplonage and counter-espionage
branches, integrated only through thelr chiefs. FPossibly because of this
organizational unification counter-esplonage has not yet been adequately ex-
ploited as a source of positive intellligence information, as & chamnel for
deception, as a means of protecting esplonage operations and as a basls for
penetrating fifth column operations abroad, which may be tied in with fifth

column operations here.

The technlques of esplonage seem gomewhat simpler than those of counter-

esplonage, and the former generally ls agsumed topromise more declslve results.

Tactors suchas these have influenced the concentration of the Office of Special

Operations on esplonage problems. Tt seems apparent that the present counter-
esplonage staff of the 0ffice of Special Operations ghould Dbe materially

strengthened and more intenslve counter-esplonage work promoted.

Owing to the subordination of counter-esplonage to esplonage, the ex-
ploitation by the Office of Special Cperations of counter-intelligence oppor-
tunities and 1ts general aepproach to the problems of counter-intelllgence heave
not been markedly successful. Its lialson arrengements with the Federal Bureau
of Investigation, which is charged with all counter-ssplonage regponsibilities
i1n the Unlted States, except those affecting personnel of the Armed Services,
have been limited for the mogt part +to exchange of information on suspect

individuals.

Full collaboration on counter-esplonage plans and operations has not yet

been achieved, and nelther organization is fully acquainted with the over-all
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""B‘“ieﬂca.n work together for mutual support and protection.
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pregrem of the other, Since the danger of foreign espionagé and the mensace of
fifth column activities does not stop or start at our national boundaries, it

is desirable that the two agencles most concermed with counter-espionage should

maintain closer relations with each other. We have already pointed out in
Chapter IV the extent of the responsibility of the Central Intelligence Agency
to insure coordination of certain counter-intelligence activitles of +the
i Government, We can only observe 'here that a major aspect of such coordinstion
: is a close working relationship between the Office ‘of Speclal Operations and

: the Federal Bureau of Investigation,

P

It 1s particularly important to coordinate the activitles of the Office

Speclal Operations with communications Intelligence so that the two gctivi-

: Coﬁ;dl;mioations intelligence on the other hand, can be a vital source of
inform&tion, guida.nce and protection for egplonage and oouhter-espionage
perutions provided that the Office of Special Operations has geepas to th:Ls
*Bouroe to the full extent necessary for these purposes. Al;ho{zgnhhas pointed
éout ¢lsewhere in this report (See Chapter IV) we have not gone into thiB
gfield, there appears to bs some question whe‘bher the Office of Special Opera-
tionq now has a.dequate and prompt access to this material,
126 | TOP SEG S£BRH
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THE NEED FOR POLICY DIRECTION OF SECRET INTELLIGENCE

To be genuinely effective, gecretl iﬁtelligence operations must be directed
toward the 1ntelligence objectives of greatest ilmportance to the Government.
Today, a8 we mentioned above, the Office of Special Operatlons lacks the
direction which 1t needs to 1nsure the maximum vrelevancy of its operations to
the problems of foreign and wmilitary policy. It 1s, indeed, a fundamental
failing of the American {ntelligence services that, in general, they are not
adviged of the current needs of policy-makers. Unfortunately, continuing ef-

fort is rarely made Dby intelligence consumers to gulde intelligence activitles

toward the most meaningful targets.

The formal requirement llsts of the military services are received by the

Office of Speclal Operations; generally gpeakling, these areof a "gpot", shori-
term nature. They are often transmitted with the lmplied expectationtfhaiythe
deglred answers can be secured almost immediately. Adequate guidance .from
the State Department is lacking, except 1in the cases of a fow officers of the
Office of Speclal Operatlons who maintaln personal contact with policy offlcers
in the State Department. No regular evaluatory or other comments are recelved
on the intelligence reports put out by the 0ffice except from the Office of
Reports and Eetlmates which ig not necessarlly the best source for sqch Judg-
ments. It 1s thue deprived of the guldance in speclfic cases which Service

agencles and the State Department could aupply.

We believe that these deficlencles would be remedied, at least in part,
by the attachment to the Offlce of Speclal Operations, &as suggested earller 1ﬁ
this chapter, of representatives from the Department of State and the Services
and by the creation of a more direct relationshlp to the Secretariea of State

and Defense.
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In appraising the general results of the operations of the Office of

. Specisl Operations, it is too early to arriveat definite conclusions. Certain

" operations now being conducted, hitherto lacking in results, may prove to he
:of the first importance at some time in the future, It can be sald, however,
fthat the Office has been successful in securing certaln categories of valugble
'éintelligence. It has alwo established or malntained relations with the in-

‘ f‘belligence services of several friendly countries, not only for the exchange

‘of Laformation but, In some cases, for the conduct of operations.

Many priority targets of secret Intelligence remain untouched,

\ We recognize the vaat

i Qi fficulties of this type of undertaking and the need for extreme caution.

, u@l the departmental intelligence eervicee as we have remarked

Earlier, there exietseageneral feoling that the results of secret intelligence

Qperations have not yet attained the level which the current concentration of

ﬁersomnel and funds should warrant. This, we believe, 1s in part due to the
E&ck of eufficiently intimate lialson between the Office of Special Operations,

Tme Services and the State Department.,

In thus assessing achievemente, it camot be forgotten that the agency is
atill vory young. This is the reassom for some of the defects which have been
pointed out in the foregoing discussion. The orgenization doses have the serv-
iwes of some highly talented and experienced. pergons, both in headquarters and
1n the field Thelr presence gives promise of systematic improvement for their

wqu a3 a whole,

148 [ TOP SECRET |

- Approved For Release 2003/04/01 : CIA-RDP86B00269R000500010001-4

"

e

m ..

+
2]
i

Im

. BN

-3 &8




Approved For Release 2003/04/01 : CIA-RDP86B00269R000500010001 0P SECRET
| £CR

CONCLUSIONS AND RECOMMENDATIONS

(1) The covert operations of the Office of Special Operations and Office

of Policy Coordination and the activities of | |of the Office

of Operations should be integrated, and the three operations should be brought
together under single over-all direction (Operations Division) within the

Central Intelligence Agency.®

25X1

25X1

(4) The Office of Special Operations (or the new Operations Division)
mugt give pri_mary attention to the bullding up of a corps of tralned personnel
for operations abroad.

(5) The cover policies of the Office of Special Operations in the field

should be generally reviewed and tightened.

(6) The counter-espionage activities of the Office of Special Operations
should be increased in scope and emphé.sis, and closer liaison in this fleld
ghould be established with the Federal Bureau of Investigation.

(7) TRelations with departmental aéencies ghould be brought closer, and

the guidance which the Office of Special Operatilons recelves from intelligence

-
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?’consumers should be strengthened. This might be achieved by including repre-
isentatives of the Service agencies and the State Department in the Information
~ Control Section of the Office of Spécial Operations,

(8) The Director should assure himself that the Office of Special Opera-
tions 1s receiving adequate information on the current and gtrategic intelli-
‘gence needs of the Gévermnent. This might be achieved by establishing closer
relations with the Secretaries of State and Defense. "

(9) The Office of Special Operations should exercise a greater measures

% of control over the dissemination of its own material. |

i 7 - {10) The Nuclear Energy Group should be moved from the Office of Special
i - ﬁperations to the proposed Research and Reports Division where it should be a
Fumﬁwﬁﬁ ﬁhe general scientific work.,

(11) The Office of Special Operations should have access tocommnications

,’:Inteflligence to the full extent required for guldance in dir ecting 1ts opera-

;bionﬁl and for more effective conduct of counter-espionage.
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CHAPTER X
SERVICES OF COMMON CONCERN:

THE CONDUCT OF SECRET OPERATIONS

RELATIONS BETWEEN SECRET INTELLIGENCE AND SECRET OFERATIONS
The collection of secret intelligence 1a closely related to the conduct
of secret operations in support of national policy. These operations, Includ-
ing covert ps&chological warfare, clandestine political actlivity, sabotage and
guerrilla aétivity, have always been fhe éompanions of secret intelligence.
The two~ activities supporﬁlkeéch other and can be dlsassoclated only to the

detriment of both, _Effective secret intelligence 1s a prerequisite to sound

gecret operatlons and, where securlty conslderations permit, channels for

gecret lntelligence may also serve secret operatlons. On the other‘ﬁand, al-

though the acquleition of intelligence is not the.immediate obJectlve of secret

operations, the latter may prove to bezimosf yroductive source, of Intelligence,

It was because of our views on the intimate relationship between these
two activities that we submitted our Interim Report No. 2, dated May 13, 1948,
"Relations Between ISecret Operatlons and Secret Intelligence,"” which was a
comment on proposals, then before the National Securlty Councll, for the ini-

tiation of & program of secret operations; In that report we made the follow-

ing observations:

*In carrying out these special operations, the Director [3? Secret
Operatioq§7 and lis staff should have 1Intimate knowledge of what is being
done in the fleld of secret Intelligence and access to all the facilitles

vwhich may be built up through a properly constituted secret intelligence
network. Secret operations, particularly through support of resistance
groups, provide one of the most important sources of secret intelligence,
and the informatlon gained from secret intelligence must immedlately be
put to uee in guiding and directing secret operations. In many cases it

1s necessary to determine whether & particular agent or chain should
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primarily be wsed for secret 1ntelligence or for secret operations, be-
cause the attempt to press both uses may endanger the securlty of each.

[ Unless the personnel for both operations is under
one over-all control I1n Washington, even though a measure of insulation
is provided in the field, there ie likely to be overlapping of activitles
and functions in crltical areas which will imperil security.

"The Allied experience in the carrying out of secret operations and
" mecret intelligence during the last war has pointed up the close relation-

ghip of the two activities.|

1
?,

@EE CFFICE OF POLICY COORDINATION

The National Security Council in creating within the Central Intelligence

%ﬁenéy;‘in-accordance with Section 102 (d) (5) of the National Security Act,

hﬁ‘*k%é,@ffice of Special Projects (now knownas the Office of Policy Coordination)

recognized these views to the extent that both secret intelligence and secret

bperations were included within the same organization. However, this action

1ia Eat g0 as far as we had recommended, with the result that the Office of

Policy Coordination (secret operations) and the Office of Special Operations

?Becfet intelligence) are not bound together by any epecial relationship and

~?> @perate as entirely separate Offices.

Although 1t 1s too early to appralse the accomplishments of the Office of

:?olicy Coordination which has been in existence only a few months, experience

has, in our opinion, already ‘shown that the organizational relatieneh}p be-

&ween 1t and the Office of Speciai Operatioﬁe ;hcﬁidlﬁe‘cfoéeﬁtv Although the

trobleme’with which the two Offices are concerned are so intimately related,

ﬂffkﬁeieyis no arrangement f01 coordinating their operations ‘under common direc-

tion except insofar as they are both under the Director of Cenbral Intelligence.
k32 | | TP SECRET
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Even this reiationship 15 weakened by the fact that NSC 10/2 which created the
Office of Policy Coordination provides that "for purposes of security and of
flex1bility of operations and tothe maximum degree consistent with efficiency,
the Office of Special Projects shall operate independently of other components

of Central Intelligence Agency." Thus,complete separation was made mandatory.

The Office of Policy Coordination, whichis the only Office in the Central
Intelligence Agency created by direct order of the National Security Council,
1s.also given a speclal position in that ite charter provides that the Dlrec-
tor of Central Intelligence shall be responsible for "insurlng, through desig-
nated representatives of the Secretary of State and of the Secretary of Defense,
that covert operatlone are planned and conducted {n  a mammer conelstent with
United States foreign and military policles and with overt activities" and
that disagreements between the Director and these representatives shall be re-
ferred to the National Security Council for decision. Furthermore, the Chief
éf ;he_Office of Policy Coordinatlion can be appointed only upon nomination by

the Secretary of State and approval by the Natlonal Security Council.

'In practice, the Office of Policy Coordinatlion enjoys a position which
g&ves 1t direct ties to the Department of State and the National Military
Egteblishment and support from them not enjoyed by the Office of Special Opera-
tions. Consequently, the two actifities which should be closely integrated
are in fact operating with different outside guldance and support, with dis- -
glmilar charters,‘and they gccupy‘a dlfferent gtatus within the Central Intel-

ligence Agency.

In owr opinion, this situatlon is unsound. The cloge relationshlp between

these two activities, as pointed out above, needs to be recognized albng with
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* pcrt from the State Department and the Military Establishment as secret opera-

; tions. ’As' recomnended in Chapters VII and VIII, we propose therefore that
'g theze two activities be clogely integrated (along with parts of the Office of
; Operations) in a single Operations Division which would enjoy considerable gu-
é tonomy, in accordance w1th our over-all recommendations for changes in the

organlzation of the Central Intelligence Agency

+.Ag we have stated above, the operations of the Office of Policy Coordina-
tior have been so recently initiated that it 1ig premature t0 comment upon them
'in any detail. We believe, however, that the Assistant Director in charge of

_ﬁhetOffice of Policy Coordination is proceeding wisely 1in building slowly in

’&hiémost difficult fleld.

*G‘ONG LUSIONS ATD RECOMMENDATIONS

;*  . (i) The close relatipnship between covert intelligence and covert opera-
ﬁioée end the fact that the latter is related to intelligence affecting the
natienal security Justifies the placing of the Office of Policy Coordination

ﬁithii the Central Intelligence Agercy

(2) The Office of PoLicy Coordination ehouhibeintegrated with the other

.overt Office of the Central Intelligence Agency, namely,the Office of Special

e M!
) 5peratione, and with kf the Office of Ope*ations, and these

“ Ehree operatione should be under single over- all direction (Operations Divi-

wion) within the Central Irtelligence Agency *

1 £
_i"the Pfact that secret intelligence requires the same degree of control and sup-

T | 0P SECRET
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CHAPTER X
THE DIRECTION OF THE CENTRAL INTELLIGENCE AGENCY

GENERAL APPRATSAL

We have reserved for this final chapter cn the Central Intelligence Agency

" the discussion of +the post of Director. An appraisal.of the qualificatlons

and achiefemants of the directing. persomnel is only possible in‘light of an
examinatiqn of the éntire organization. Within the scope of his mandate under
the National Security Act, 1t 1s the Director who must guide the orgenization
to the attainment of its obJectlives, establish 1ts operating policies and win

the confidence of other branches of the Govermment.

This is not an easy task. The Central Intelligence Agency has a diversi-
f1ed and difficult mission to perform. Its success depends, to a large extent,

on the support it recelves from other "agencles which may be ignorant of its

‘problems and suspiclous of 1ts prerogatives. Tt has peculiar administrative,

personnel and security problems and has to handle complicated operating sltua-
tions. Moreover, the pressure to bulld rapidly has been strong and there has

veon little time in which to demonstrate gubstantial accomplishments.

We belleve that these difficulties cannot alone explain the principal de-

ficienciles which we have discussed in previous chapters. The directing staff

*

of the Central Intelligence Agency has not demonstrated an adequate under-

'standing of the mandate of the organization or the ab1lity to discharge that

mandate effectively.

The duties of the Central Intelligence Agency in regard to the coordina-

tion of intelligence activities have not been fulfilled. The responsibility
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for the correlation of national Intelligence has not been carried out in such

" a menner as to provide the policy-makers with coordinated nationsgl intelligence

| Agency which largely duplicate the work of other departments and agencies , and
! there has been no adequate e.ttempt to coordina.te or centralize others, Gen-
: era.J ly speaking, satisfactory working relations have not besn este.bliehed. with
~other departments and a.gencies. Within the Central Intelligence Agency in-

: ad.e_q,uate guldance as to the intelliéence requlrements of +the Govermment is

*i‘%;é'ec‘eived from the Director. These deficlencles exist in epite of & broad stat-

: ntory ma.ndate, reasonable exppropria.tione e.nd support from the National Securit

Cou.ncil

{ Administrative policles within the Agency contribute to thie gltuation.

wr

‘{‘l’he ,mtemal organlzation does not reflect an eppreciation of the Agency's sev-
'era‘.l gistinctive yot Inter-related missions under the Natlional Security Act.
;In fact, the scheme of organization tends to blur and lmpede the performance
‘of the organization's essential intelligence functions under the Act. The
iﬁirectcrate has gilven positions of pre-eminence to officials who are primiiily
iad.minietra.tore yot exert policy control over the intelligence Offices without
Z;‘nei:ng:' qualified to do so. There ism little close consultation on intelligence
&and J\olicy matters between the ve.riou,e etre.tified levels. Although the heads
of the gseveral Offices are allowed considerable latitude in conducting thelr
respectlive operations, the;y do not share eubetentially in the deternine,ticn o;F

over-all policy.

THE QUESTION OF CIVILIAN DIRECTION
We have also considered the guestion whether the Dir'ector ought to be a
%’,ivilien. While we i’ecogzlize that the statute pi'ovides that he may be either

o6 [TOP SECRET
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civilian or military we have reached the conclusion that he should be a civil-
fan. We do mot mean to exclude the possibility that a Service man may be se-
lécted. for the post, but if this 1s done he should resign from active milltary
duty and thereafter work as & civillan. In such a case appropriate provision

ghould be made so that he doss not lose his retirement benefits.

We have reached the conclusion that the Director should be civilian be-
cauge we are convinced that continuity of tenure 1s essential and complete in-
dependence of servlice ties desirable for carrying out the duties of the Direc-
tor. The post cammot properly be filled as a mere tour of duty between mili-
tary assignments. Unless there is such continulty of service and complete in-
dependence of actlon, the Director will not be able to bulld up the esprit de
corps, the technical efficlency, the loyalty of home staff and fleld workers,
which are essential to the succesa of the enterprise. We agree with the intent
of the provision of the National Securlty Act that the Director "ghall be sub-
Ject to no supervision, control, restriction, or prohibiltlon (military or oth-
erwise)" by the Service departments, but do mot feel that this provision can

alone offset the disadvantages to which we have pointed.

It is 1inevitable that there should be rotation in the Servlce intelllgence
agencies, though in recent years that rotation has heen far too rapid in the
top ranks. However, in the Central Intelligence Agency there should be sta-

bility and continuity of leadership.

Finally, we recommend & civilian Director because we believe that in work-
ing out a well balemced top echelon committee (the reconstituted Intelligence
Advisory Committee) for a.ppraising and coordinating Government intelligence,

the strong, and properly strong, representation of the military intelligence
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Services on such a body should bs balanced with an equally strong clvilian

repregentation.

We have comsidered the argument that the Director of Central Intelligence,
because of the high security requiréments of the post, should be a man perma-
nently devoted to Govermment service, amenable to the disciplines of the Serv-

icen and free of polltical ambitions or entanglements. We believe that the
qualificatigns of the Director of Central Intelligence, whether his past er-
Perisnce has been In civilian 1ife or in military or other Government gervice,
should be on so high alevel that there would be no more doubt as to the loyalty
and responsibility of the Director than of the Secretary of State or the Sec-
retzary of Defense. In appointing the Director of Central Intelligence with the
:responsihilities he mst carry today, we must select a man to whom we would

willingly entrust any position of responsibility whatscever in our Government.

CONCLUSIONS AND RECOMMENDATIONS
(1) The directing staff of the Cemtral Intelligence Agency has not derm-

onstrated an adequate understanding of the mandate of the organization or the
ability to dlischarge that mandate effectively.

(2) Administrative organization and policies tend to Impede the carrying
out. of the essential intelligence functions of the Central Intelligence Agency
under the Act.

(3) Continuity of service is essential for the succqasei‘ul carrying out
of the dutles of Director of Central Intelligence.

’(lt) As the beet hope for continuity of service and the greatest assur-
ance of Independence of actlon a civilian should be Director of Central In-
telllgence. If a Service man 18 selected for the post he should resign from

active military duty.
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CHAPTER XI
THE SERVICE INTELLIGENCE AGENCIES

The Survey Group has bheen primarily concermed with examining the struc-
ture, administration, activitles and inter-agency relationships of the Central
«Intelligence Agency. In the examination of the Service Ilntelligence agencles,
emphasis has been placed on their contribution to national intelligence and
their relation to the Central Intelligence Agency. On the basils of thils study,
the Survey Group does not consider itself qualified to submit recommendatlons

regarding either the details of the internal administration of the Services or

~ of their methods of collecting information end preducing Intelligence.

MISSION AND RESPONSIBILIT IES

The National Security Act, in providing for the systematlc coordlnation
of intelligence, also safeguarded the role of the Services in intelligence by
providing in Section 102 (d) (3) that '"the departments and other agencles of
the Govermment shall continue to collect, evaluate , correlate, and disseﬁ]inate
departmental intelligence."  Subsequently, the National Security Council in
Intelligence Directive No. 3 (See Annex No. 9) defined departmental intelli-
gence as "that intelligence needed by a Department or independent Agency of
the Federal Govermnment, and the subordinate unlte thereof, to execute itspis-

sion and to discharge its lawful responsibilities.”

The mission of the military services involves the enormous responsibility
of maintaining the security of the United States. It is Incumbent upon them
to produce or obtain from other agencies +the intelligence necessary to assist
them in fulfilling thls misslon. In the past this need <for intelligence has
been met to a large extent by the Services acting independently and without

TOP SECRET 139

Approved For Release 2003/04/01 : CIA-RDP86B00269R000500010001-4




Approved For Release 2003/04/01 : CIA-RDP86B00269R000500010001-4

TOP SECRET
the benefit of systematic coordination., Although 1t 1is now generally recog-
nized that such coordination is urgently needed, there is still a tendency on
the part of the Services 1o strive to create their own self-contained systems

of intelligence.

This tendency stems in part from the military doctrine that "intelligence

is & function of command,” & doctrime which has been Iinterpreted to require
the control of the collection and production of 211 necessary intelligence by
the staff of the commander requiring it, The doctrine 80 construed can only
result in an obviously unsatisfactory and impracticel attempt at self-sufficiency.
As & matter of fact, at all staff levels intellligence must be supplemented by

contributions of both raw information and finished intelligence from other de-

partmentes and agencles.

The general definition of departmental intelligence must therefore be

qualified by practical linitations and subject to the overrlding necessity for
coordinetion of the intelligence activitles of all Government agencies, pur-
suant to the National Seocurity Act, The need for limiting the tendency towerd
gelf-sufficiency, while acknowledging the broad interests of the departments,
is formally recognlzed in Nationel Securlity Council Intelligence Directives
Nos. 2 and 3., These directives assign to the Departments of the Army, Navy
and Air Force, respectively, dominant interest in the collection and produc-
tior of military, naval and alr intelligence. The directives also recognlze

that the concern of the Services in intelligence 1s broader than thelr sepecific
areas of domlnant intersst, Directive No. 2, concerning latelligence collec-

tior, provides:
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"No interpretation of these established over-all policles and objJec-
tives shall negate the basic prinociple that all Departmental repre-
gentatives abroad are 1ndividually responsible for the collection
and for the appropriate +transmiseion to thelr Departments of all
intelligence information pertinent to their Departmental missions,"
Similar safeguards are included in Directive No. 3 concerning intelligence
production which provides that:
"Each intelligence agency has the ultimate résponsibility for the
preparation of such staff intelllgence as its own Department shall
require. It is recognized that the gtaff intelligence of each of
the Departments must be broader in scope than any allocation of
collection responsibility or recognition of dominant interest might

indicate. In fact, the full forelgn intelligence plcture 1s of
interest in varying degrees at different times to each of the

Departments.”

In practice,the Service departments, while concentrating on their respec-
tive areas of dominant interest, collect and produce substantial guantities of
information in fields with which they are not primarily concerned. As & result,
there 1s coneiderable duplication in the naterial collected and produced by

them end by other agencles,.

COORDINATION OF SERVICE INTELLIGENCE ACTIVITIES

Intelligence collection by the Services is an important part of our intel-
ligence system. There are, for example, the intelligence’ components of overseas
commands in Furope and the Far East, and attaches gtationed with United States
diplomatic posts throughout +the world who are in a position through observa-
tions end official liaison to collect valuable informstion. There are also
military misslons in various countries and speciamlized representatives such as
the Alr Technical Liaison Officers abroad and the London office of the Office
of Naval Researchi, The Services are also the exclusive collectors of communi-

cations intelligence. All of these chennels are used to meet the collection
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requirements of the BServices as broadly interpreted by them, as well as some
of the collection requirements of other departments and agencles which maks

use of Service collection facilities.

Some duplication and overlap is inherent in the existence of several in-
dependent Bervice collectlon agencles operating in all parts of the world, As
pointed out in Chapter IV, there has been no continuing coordination of their
offcrts. The only formal limitations which have been Imposed by directives

generally prohibit certaln methods of intelligence collection, such as espic.

nage and \which have been assigned to the

Central Intelllgence Agency as services of common concern. More effective co-
ordination of collection 1s a recognized neceeslty and should be performed in
accordance. with the recommendations outlined in Chspter IV, In addition, co-
ordinatlon can be improved within the Services either upon thelr own initiative

or upon that of the Secretary of Defense.

The production of intelligence by +the Service agencles generally falls
into the three categories of current, basic and staff intelligence (including

estinates).

Current intellligence 1s prepared by each of the Services in the form of

daily, weekly or monthly summaries, briefings and digests derived from varied
sources. Much of this product, particularly that dealling with general miliery

and political developments, is duplicative and of such common Interest that
some consblldation of effort 1s desirable and should be poasible. We recommend
that this situation be reviewed in order to determine what effort may be prop-

erly dispensed with, what consolidation is possible, and what common services

the Central Intelligence Agency might render in this regard. (See Chapter VI).
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In addition to basi¢ studies in thelr respective fields of dominant in-

terest, Iincluding such tasks as determining the armasment potential and order
of battle of various countries, each Service accomplishes a large amount of
research, compllation of dats and reporting in the flelds of economic, scien-
tiflc and polltical iIntelligence with which they all have some concerm. In
our examinetionof the Central Intelligence Agency end the intelligence agencles
of the Departments of State, Army, Navy and Air Force, we have found that there
is overlapping of Interest and duplicatlon of effort in intelllgence research
and production in such fislds as petroleum resources, communications, industrial
production, guided miseiles and biologlcal warfare. Establlished procedures

for coordination in these and related subJects are lacking.

It'1s in order to improve this sltuation that we have recommended in

Chapter VI the creation, within the Central Intelligence Agency, of a Research
and Reports Division which would perform resesrch and production of intelli-
gence 1n flelds of common concern on behalf of all of the interested agenciles,
and would coordinate thelr efforts In these fields when centralization was un-
deslrable. This office, which should operate in close relationship with the
Services and be staffed in part with Servlice persomnel, should perform much of
the work now belng done in the flelds of economic, scientlific and technologlcal
intelligence. There will, of course, be specialized matters for which the in-
dividual Services must continue to be ultimately responsible, but there i1s a

vast area of common Interest from which they can all draw.

Egtimates, prepared to meet the requlrements of the departments and the
Joint Chiefs of Staff, are the most lmportant type of staff Intelligence pro-

duced by the Services. The present position with respect to their productlon
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1s not satisfactory. Fach Service produces its estimates 1in accordance with
agssunptions, gtandards and methbds of 1ts own selectlion, and glves to them the
gcope 1t desires, not necessarily limiting them to 1ts own field of interest.
Departmental plans and policles mey be based on such Independently produced
estimates, regardless of the divergent and even contradictory estimates of

other departments.

As pointed out in Chapter V, the Central Intelligence Agency has not as
yet adequately exerclsed 1ts functicn to coordinate these and other estlmates,
for example those of the State Department, <for the purpose of preparing na-
tional estimates. The Joint Intelligence Committee performs this task to soms
extent in the military sphere, but.arrangements are lacking for regularly in-
suring that assumptions are compasrable, analytical methods valid, and the final
estinates as sound as possible. In our opinion, an important step toward 1im-
proving this situation would be <+eken 1f the recommendations submitted in

Chapter V regarding the production of natlonal estimates were adopted.

These steps, together with the creastion of the Research and Reports Divi-
gilon in areas of common interest, would have the effect of bolstering the Joint
Intelligence Committee in 1ts special role and promoting the coordination of
Service estimates in both broad and limlted flelds. It is lmportant that the
strictly military estimates of the Joint Intelligence Comuittee and the national
estimates produced by the Central Intelligence Agency and the Intelllgence

Advisory Committee, partly on basis of the same material, should be in harmony.

In the general fileld of counter-intelligence, the Services have usually
placed primsry emphasis on protective security actlvltles which do not neces-
sarily have intelligence as thelr primery aim and have cften been performed by
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non-intelligence personnel.* The more specialized counter-esplonage function,
which has as 1ts precise obJective the jdentification and thwarting of the
personnel, methods and alms of unfriendly forelgn intelligence gervices, is a
true secret intelligence activity. Exclueive responsibility for its conduct
abroad has been properly assigned to the Central Intelligence Agency, oxcepv
for the counter-intelligence activities of the Services necessary for thelr
own gecurity. (Sée Chepter VIII). In the areas of United States military oc-
cupation, this exception has been broedly interpreted and, in particular, the
Counter Intelligence Corps, bothin Germany and Japan, has devoted conslderable
effort to counter-espionage, including the use of intelligence networks extend-

ing beyond the actual areas of occupation,

There has not been adequate recognition of the noed for coordination of
these activities with the broader respongibllitles of the Central Intelligence

Agency. The dissipation of trained persomnel, fallure to centralize informa-
tion concerning counter-intelligence targets, the riske inherent in the unco-

ordinated conduct of agent operations, all tend to weaken our prospects of suc-

cess 1In counter-esplonage.

This need for coordination of the counter-intelligence effort also exists
in the United States where the responsibllities of the Services are limited in

relation to those of the Federal Bureau of Investigation, *¥*

* The Alr Force has recognlzed thie emphasis by trensferring practically all
counter-intelligence functions from the Director of Air Intelligence to the
Inspector General.

*»Coordination in this field is carried outin accordance with the Presidential
memorandum of June 26, 1939, which stipulated that the War Department, Navy
Department and Federal Bureau of Investigation would be the only agencles of
the Govermment to conduct investigations into matters involving esplonage,
counter-esplonage, or sabotage. The principal function of the Interdepart-
mental Intelligence Conference set up as & result of this memorandum has been
to delimit the respective investigatilve responeibilities of the three agen-
cles in the United States.
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We have seen that within the Military Establishment there is no gensral
machinery for intelligence coordinetion. The Secretary of Defense at present
has no staff for this purpose or to do more than exercise very general super-
vision and control. He i3 sble to initiate particular projecte for coordina-
tion and has, in fact, done so with respect to the production of communications
intelligence and the attache systems, He can also resolve particular contro-
vereles which cannot be settled at a lower level in the Military Establishment,,
Other examples within the Military Establishment of coordination in limited
fields are the Joint Intelligence Committee's responsibility for estimates re-
quired by the Joint Chisefs of Staff, arrangements for the production of commu-

nications Intelligence, and the existence of the Alr Intelligence Division for

the production of alr intelligence by the Air Force and Navy,

Although coordination has been attempted or accomplished by the Services,
elther on their own initiative or at the instigation of the Secretary of De-
fense, in limited areas such as those mentioned above, effective coordination
of the Service intelligence agencies reguires the over-all coordination of ths
activities of all Intelligence agencies in the Government. This 1s a duty as-
signed to the Central Intelligence Agencyin consultation with the Intelligencs
Advisory Committee, In Chapter IV we have recommended that the Intelligence

Advisory Committee, on which the Services are represented, should participate

more actively with the Director of Centrsl Intelligence in fhe continuing co-
ordination of intelligence activities. To a very considerable extent, responai-
bility for the succesasful operation of this machinery rests wilth the Services.
THE STATUS OF INTELLIGENCE IN THE SERVICE

Recognition of the important role of Intelligence in the determination of

national pollcy and of the major responsibility which the Services have in
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intelligence requires that +the Service agencles enjoy in thelr depariments a
position comparable to the size of the task assigned to them. In order to be
able to carry out their responsibilitles to thelr departments and to make an
effective contribution toward a coordinated national intelligence gsystem, the
Service agencies must work closely with the planning and operatlonal staffs and

be fully informed regarding departmental plans and policles.

To meet adequately thelr vital responsibilities and to maintain thelr
proper position in the departmental structure, the Service lntelligence agen-
clee must be staffed with qualifiled persor_mel. This was too little recognized
prior to the last war, and upon the outbresk of hostilitles we found that we
were serlously defilclent in numbers and quallty of intellligence officers. We
d1d attempt to take stepsto correct this gituation in the verious intelligence
schools and by acquiring personnel from civilian life to be trained as intel-
ligence officers. Recently, the importance of intelligence training has been
more fully realized, and the Servlces have taken steps to provide adequate
schools. In consequence, the quallty of both the intelligemce officers and the

attaches has improved in recent years.

The theory of rotation inthe Services has been s handicap to sound intel-
ligence work 1n that 1t militates against experlence and continulty. An
assignment to intelligence will probably last not more than four years, and
usually s shorter time. This not only means that the individual offlcer has
difficulty in becoming proflclent in intelligence, but that the Service 1ntel-
ligence agency 1s in danger of gsuffering from & lack of continulty of leader-
ghip trained in intelligence. For exsmple, the Army Intelligence Divlsion has
had seven chlefs In seven years, and the recently formed Directorate of

Intelligence, Air Force, has already had two directors.
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It 1s not our purpose to suggest once more the often dlscussed possibility
of an intelligence corps, but we do believe that » 1f the corps theory is un-
acceptable, some alternative method should be developed whereby officers, al-
though taking an occasionsl tour of duty 1n command, operations or other staff
positions, will feel that intelligence is their rermanent interest and concen-

trate in 1t over the major portion of their careers.

In the past, capable officers have not been sttracted to Intelligence work
due o their bellef that intelligence wasg a backwater, might delay promotion,
and in any event would not further their careers. This tendency must be over-
come and officers made to feel tha®t their opportunities for advancement will

not be impaired by an assignment to Intelllgence duty. Intelligence muast be

glven prestige, and it must be made sufficlently attractive so that an officer

will seek an intelligence assignment as he would one to command or operations.

In addition to making a career in intelligence more attractive in the
Services, it is Important to provide for the training and availabilAity of re-
serve officers. There are thousands of such officers today who, during the
last war, were in various intelligence agencies or at oversess commands, and
many proved of inestimable value. Their talents and their willingness to serve

must not be lost.

.]Zﬁ concluglon, we wilsh to note that a measure of progress has been made
in that the Service intelligence agencles have manifested an Increased interest
n Intelligence and an attltude conducive to accomplishing 1tg effective co-
ordination. The Services are conscious of their grave regponslbllity for help-
ing o avert the danger of s national milltary catastrophe, created by modern
methodsg of warfare. They have come to recognize the need for effective
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coordination to the end that the Intelligence upon which the national policy-

makers must act shall be the very best obtalnable from every avallable source.
This tendency on their part 1s in marked and encouraging oontrast to the sltu-
ation which prevailed not only lmmedlately prior to our entry into World War II,
but even in +the early days of that conflict itself. We belleve that, given
effective leadership, the full ocooperation of the Service agencies 1n the

achievement of genuine coordination can be obtained.

CONCLUSIONS AND RECOMMENDATIONS

(1) The Service intelligence agencies have manifested an inoreased in-
terest in intelligence and en attltude conducive to acocomplishing 1ts effective
coordination.

(2) In order to meet adequately thelr vital responsibilities and main-
tain thelr proper positlon in the departmental structure, the Service intelli-
gence agencles should be staffed with qualifled persomnel who concentrate in
intelligence over the major portion of thelr careers.

(3) In accordance with s program of coordination initiasted and guided by
the Central Intelligence Agency, the Service intelligence agencles should con-
fine themselves principally to those flelds of intelligence in which they have
the primary interest.

(4) A more active program of coordination by the Central Intelligence
Agency would result in a higher degree of centralization and coordination of
intelligence production in fields where the Services have a common Interest.

(5) There should be effective coordination between the work of the Joint
Intelligence Commlttee in the field of military estimates and that of the

Central Intelligence Agency and Intelligence Advisory Committee in the fleld

of national estimates.
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CHAPTER XII
THE INTELLIGENCE FUNCTIONS OF THE DEPARTMENT OF STATE

The State Department i1s assigned daminant interest in the collectlon and
production of political, cultural, and sociological imtelligence by the National
Security Council., It necessarlly follows from this allocation that 1t is the
agency to whilch the Central Intelligence Agency and the military gervices
should turn to secare <the reports and estimates +they may require in tﬁese

fields of intelligence.

Possibly we can best explaln our jdeas of the State Department's role by
a concrete but hypothetical 1llustration. We shall assume, for example, that
the Secretary of the Navy, to prepare himself to meet his responsibilities in
connection with a visit of naval units to the western Mediterraneen, deslres a
report on political conditions in Spain, To secure it, he would turn to his
Chief of Naval Intelllgence. The latter in turn should seek the desired in~
formation "from the State Department, elther directly or i'.hrough the Central
Inteiligence Agency., He should not try to get it from his own intelllgence
analyats, any more than he would expect the State Department to furnish from
its own resources an egtimate of the strength of the Spanish Navy. The reason
18 obvious. The State Department is the main repository of political informa-
tion about Spain. Tt is also the final arbiter of our attitude with respect
to Spain., For the Navy, our policy in this situation is a fact, and a vital

fact, to be taken into account.

If, to take another hypothetical casme, the National Security Council felt
the need for an over-all estimate of the -Spanish situation -- an estimate that

would include mnot only political information from the State Department but
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milltary and strategic elements sas well == then, as indicated more fully in
Chapter V, a national estimate should be prepared in the Central Intelligence
Agency for review and approval by the Intelligence Advigory Committes, Here
wowld be brought together the intelligence resources of State, of the military
services, of the Central Intelligerce Agency, and of any other agency equipped
to uake & real contribution on the subject, The State Department representa-
tive on the Intelligence Advisory Committee would, of course, share In ths

regponalbllity for the final estimaste.

Because of the intelligence contribution which the State Department should
be yrepared to make to the National Security Council and %o other Goverrmert
agencies, Including the Central Intelligence Agency, the Department is called
upoii. to assume an important role in the field of Intelligence, even apart from
1ts task of supplying the information required by its own policy officeras. We
have examined the intelligence functions of the State Department, and particu-
larly the intelligence organization of the Department, known as the Research
Intelligence staff, solely to determine how effectively the State Depa:_rt;men.i;
is organized tomeet these outside intelligence requirements, particularly those

of the Central Intelligence Agency.

THE XESEARCH AND INTELLIGENCE STAFF

The Research and Intelligence staff is unique among the departmental in-
tellligence agencies for at least two reasona. In the first place, it is an
intelligence agency within an intelligence agency, alnce the collsction and
Interpretation of all information besring on our foreign relations is a primary
objective of the Department as a whole and of ite officers in the field. In
the mecond place, <+he Ressarch and Intelligence staff was not established by
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the Department in response to keenly felt internal needs. It was the result

of the transfer to the Department in 1945, of the Research and Analysis and

the Presentations Branches of the Office of Strateglc Services.

At the head of the Remearch and Intelligence astaff is a Speclal Assistant

to the Secretary, The staff is divided into three units: the Offlce of the
Special Assistant, comprising several personal assistants and a rather sub-
gtantial unit conducting research in apecial source material; an Office of
Libraries and Intelligence Acguisition, and an Office of Intelligence Research

which is the intelligence producing branch of the organization.

The research analysts 1in the Office of Intelligence Research are for the
most part persons of academlc background, and many of them are of high quality.
In general, however, the recruitment of first-rate intelligence analysts and
other speclallsts has become increasingly difficult as the future of the Re-

pearch and Intelligence staff became more and more uncertaln.

The functions of the Research and Intelligence staff, as offlclally de-
fined, are to develop and implement s "comprehensive and coordinated intelli-
gence progrem for the United States;" and to develop and implement a slmilar
coordinated program for "positive foreilgn intelligence" for the Department,
including procurement of information and the production of intelligence studles
and. apot intelligence. In addltion, Research and Intelligence is authorized
to initiate instructions to Department offlcers abroad and to determine what
information flowlng into the Department is required for +the production of

"timely intelligence."

This definition of funcbions and responsibilities does not Iindicate the
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particular kind of "program for positive foreign intelligence" which Research

and Intelligence will develop. In particular, 1t does not c¢learly distinguieh
betwoen factual studles and intellilgence estimates, and it does not give the
staff any speclal authority or responsibility in producing intelligence s Buch
ag thle lntelligence agencles of the military services enjoy in their respecs
tlve departments. The charter ias broad and vague, and invites a varlety of

interpretations,

The intelllgence reports which Research and Intelligence prepares and

clrculatea within the Department are of several different kinds. They include
intelligence memoranda, which comprise a brief analysis of informeticn on
current subJects; information notes,which are factual reports involving little
interpretation or estlimating; Office of Intelligence Ressarch studies, which

are exhaustive summaries of available information on subjects of particular

significance; periodical reports, which are confined to factual reporting on
subJects of continuing interest; and situation reports, which comprise reviews

of the political, economic and social situations in foreign countries,

With the exception of situaticn and periodical reports, the studies of
the COffice of Intelligence Research are prepared, at least in theory, at the
request of policy or other officers of the department. Actually, many of them.
are written on the inltiative of the Offlce itself, A majority are in princi-
Ple rsquested by other offices in the Department s, but gene:raﬁ.y result from
propcaale which the Office of Intelligence Research has made and which have
elicited an indication of interest which can serve as a "request," The situ~
atlon reports have ordinarily not been prepared in response to requests, but
are now integrated with the National Intelligence Survey program (see Chapter

VI) in which Research and Intelligence 18 extensively participating.
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The quality of these different reports varles greatly. The main critl-

olems of them are that they tend to be academic, are unrelated to immedlate
policy problems, and are often too lengthy and detalled to influence busy
policy officers, It has been observed that Research and Intelligence produces
"Ph,D, intelligence,” scholastically admirable, but of somewhat limited use in

the day-to-day formulation of policy.

The Pollcy Planning Staff and the political (geographica.l) desks and eco-~
nomic affalre officea of the Department are the principal reciplents and users
of such reporta, As indicated earlier, these offices request a TrTelatlively
limited number of reports on their own initlative, and for the most part do not

conalder them eamentlal to their work,

Tt im open to question whether Research and Intelligence occuples a posl-
tion in the State Department which permits 1t to play an effective and necea-
sary role in the over-all intelligence picture of the Govermnment. As we have
atated, Research and Intelligence was, in effect, grafted upon the existing
organization of the Department. There was no large body of opinion within the
Department or the Foreign Service which keenly supported the contributions
which an intelligence staff could make to poliocy decisiona, In fact there was
gubstantial feeling that the functions called "{ntelligence” were at leaat
parallel to, 1f not I1ncluslve of, many of those already performed by the pollicy
offices. For these reasons many members of the Department were originelly

reluctant to make use of the physically separate imtelligence staff,

This aloofness is confirmed by the fallure to bring the intelligence or-
ganization into important pollocy counclls, In view of the special nature of

the Department's work, throughout which intelligence and policy are closely
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Jolned, this is understardable. In any event, the effect 1s to establish the
intelligence staff not as the sole source of intelligence analysis , but merely
as one possible source which could be employed if the policy authorities so
degired. The intelligence staff, 1In the opinion of many prolicy officers, has
not seemed to offer the Department eny uniquely significant contributions which

would Justify ite regular and intensive employment.

The precise function of Research and Intelligence in producing intelligence
reports has never been adsquately defined., It has not been made clear whether
Research and Intelligence should limit its activities to preparing exclualvely
factual studiea at the request of polioy officers » ©r sghould produce intelli-

gence estlmates.

Whatever the designed scope of its functions, Research and Intelligence
has moved increasingly during the past year in the direction of intelligencs
estimating, In this respect it has sought to assume a responaibllity long
accepted by the other departmental intelligence agencles, But its movement in
this direction has brought it into conflict with the policy officers of its
own Department who consider 1t their own function to be the analysts of current

problems ae well as the formlators of our policies.

Accordingly, Research and Intelligence enters the fleld of the policy
officers when 1t presemts estimates of its own, vhich appear to ansalyze the
policy implications of a given problem. The conflict over this aspect of the
Remearch and Intelligence role is most oevident in méa.rd to intelligence
memorande prepared by the organization on more or less current developments,
Although such reports may rgpresent a high degree of analytic skill, they are
likely to he regarded by the policy officer as a useless repetition of
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informstion with which he is already familiar, or an unwarranted attempt to

tell him what he should think about & problem under his consideration.

Perhaps the most telling evldence of the Department's sttltude toward the
Research and Intelligence reports is the line which appears 1in the printed
heading of each: "The conclusions expressed herein are based upon research
and analysis by the Intelllgence Organization, and do not necessarily represent
the views of other officeé.of the Department of State,"

If, in fact, Regearch and Intelligence does prepare estimates, there is
the possibility that on certaln matters {;; or more separate studles or esti-
metes covering the same subJect may exlst simultaneously in the Department,
The Policy Planning Staff or the goographical desks, for example, are accus-
tomed to draft their own estimates qulte independently of Research and Intel-
ligence, Yot Research and Intelligence, knowing that a particular matter is
one of general concern to pollcy officlals, may prepare an estimate of its own,
So long as these remain in the State Department no direct harm may result,
although the duplication of effort and the existence of unreconciled pointe of
view on the same subject may be undeslrable. If, however, as may well occur,
the separate estimates are used outside the Department in satlsfylng the needs
of the National Security Council, the Central Intelligence Agency, or the

Services, the possibility of confusion is obvious.

INTELLIGENCE RELATTONS BETWEEN THE STATE DEPARTMENT AND OUTSIDE AGENCIES

Tn the future ~-- particularly if action 1s taken on our recommendations
for the elimination of much of the mlscellaneous political intelligence work
now done outside of the State Department -- the latter will be called upon

more and more +to make intelligence contributlons to the Services, to the
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Central Intelligence Agency and to national intelligence estimates. Then it
will be doubly important that the responelbility for the State Department's

contribution be more clearly fixed within the Department.

One possible solution might be to limit the Research and Intelligence
sta’f to factual reporting and to place on the policy officers of the Depart-
ment the responsibility for passing upon any political intelligence estimates
used outside of the Department. Alternatively these estimates might be prepared
by Research and Intelligence and then passed upon by the appropriate rolicy
officers of the Department before they go to the Central Intelligence Agency
or to other Government departments. A third solution might be to allocate the
persomnel of Reseamrch and Intelligence among the policy offices (geographical
desks) of the Department or attach them to the Policy Planaing Staff and then
place on ‘the policy officers or Planning Staff the responsibility for State
Department estimates for the Central Intelligence Agency or for other outside

Government agencies.

The State Department should, of course, be protected from burdensome and
unreasonable demands for political estimates from other agencles. If such call
should create a problem, the Intelligence Advisory Committee, on which the
Department will be represented, should exercise its ccordlnating function +o

reduce the demands to manageable proportions.

Furthermore, the Department hags a primary responsibility to exercise its
intelligence functions for the purpose of formulating its own policies. It
must adopt -the methods and techniques which will best meet th?s primary respon-
8ibility. How this is done 18 not within our competence. However, in working

out its own intermal procedure, i1t 1 luwportant to the over-all intelligence
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set-up and particularly to the proper functloning of the Central Intelligence

Agency, with which this report i1s immedlately concerned, that the State Depart-
ment should equilp itaelf to meet the leglitimmte request for political intelli-
gonce aubmltted by the Central Intelligence Agency or other Government intel-
ligence agencies and to effect the closer llalson with the Central Intelligence

Agency which we have recommended in this report.

To meet thess requirements we recommend +that the State Department glve
consideration to assigning to scme senior officer of the Department the func-
tions of Intelligence Officer.* Such officer should have the prestlge, the
authority, and the access to operational and policy matters which would equlp
him to guide the _production and control +the dissemination of State Department
intelligence estimateas, The Speclal Asslistant for Research and Intelligence
and his staff do not today have such powers or positlon., Whether, in a given
cage, the intelligence estlmates would emanate from the Policy Planning Staff,
the political offices (geographical desks) , or from a combination of the two,
plus the Research and Intelligence staff, is a matter for internal State De-

partment determination.
The appointment of an Intelligence Officer, wlth the powers and functions
\
we have 1lndlcated, and with a small but highly trained staff, in our opinion,
would result in a more efflcient aystem whereby the Department could meet any
legitimate needs of the Central Intelllgence Agency and of other Govermment

agencles for political intellligencs. In this way the Department could also

effect closer lilalson with the Central Intellligence Agency and the Service

* We have used the term '"Intelligence Officer" here for reasons of clarity
only, As a practical matter and for security reasons some other and more
innocuous title would be desirable.
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agencles, This Intelligence Officer would serve as the TIepartment's repre-
gentative an the reconstituted Intelligence Advisory Conmmittee, described in
Chaptier IV, He would also act as the Department's principal Ilialson officer
for other matters concerning the Central Intelligence Agency, including liailson
with the Cffice of Policy Coordination as provided by the National Security
Council and with other covert activities of the Central Intelligence Agency as
sug'gested. in this report. Thia Intelligence Offlcer would combine the func-
tlons now being handled by several departmental officers or not being handled
at all. He should not, however, sgtand between other department officers and
the appropriate officlals of the Central Intelligence Agency, but he should
coordinate these relatlonships, For example, the various desks in the b;per'-
atlng and estimating units of the Central Intelligence Agency should develop
close working relationships with the corresponding geographical desks or other

policy officers of the Department.

We recognize that in recommending that the political intelligence reports
and estimates be passed upon by the policy officers of the Department , Ghere
is the rigk, which we discusaed above 1n the chapter on natlional estimatesn,
that these reporta will be colored, possibly even distorted, by the policy

Prejudices of those who preopare them. As between this danger and that of having

the reports prepared by a group which i1s not thoroughly acquainted with the

operational and policy decisions of the Department, we choose the former, We
do 8¢ in the hope that 1f the Central Intelligence Agency, and particularly ita
Estimates Division, and the Intelligence Advisory Committee function as we be-
lieve they whould, an opportunity will be afforded to challenge departmental
ogtirates and to appralse them in the light of reports avatlable to members of
the Intelligence Advisory Committee from other sources, (See Chapter V). Here
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1t may be possible to correct estimates of any gingle department that have
gone "overboard" for a particular policy line which from a broader view of

avallable facts may be shown to be unsound.

CONCLUSIONS AND RECOMMENDATIONS

(L) The State Department, to which the National Securlty Council has
asslgned dominant interest 1in the collectlon and production of political,
cultural and soclologlcal intelligence, should equlp ltself more adequately to
meet the legltimate requirements of the Cemtral Intelligence Agency an& of
other Govermment intelligence agencles for such intelligence.

(2) The specialized 1intelligence staff 1in the State Depariment, the
Researchand Intelligence staff, does not now have gufficient current knowledge
of departmental operations and policies to furnish, on behalf of the Depart-
ment, the baslc estimates which may be required by the Central Intelligence
| Agency and the Service Intelligence agencles.

(5) The lialson between the State Department and the Central Intelligence

Agency should be cloger and put on a contlnulng, effectlve basls,

(%) To meet the‘foregoing requlrements, conglderatlon should be given by
the Department to deslgnating a high officer of the Department, who has full
access tooperational and policy matters, to act as lntelligence officer. This
officer, with a small gtaff, should process requests for departmental intelli-
gence received from the Central Intelligence Agency and other agencles and aee

that legitimate requests are met through the preparation of the requisite in-
telligence reports or estimates by the appropriate departmental officers. He

ghould algo act as continuing Intelligence liaison officer with the Central

Intelligence Agency and the Service intellligence agencles.
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CHAPTER XIII
CONCLUSION

At the outset of thls report we gave a brief sumary of our survey and
findings; and at the verious chapter endings we have added those conclusions

~and recommendations which were applicable to the subject matter of the chapter.

We héve been critical of the directlon and administration of the Central
Intelligence Agency where we felt +that there had been failures to carry out
1ts basic charter. We have algso pointed out what we have Judged to be in-
adequacies in administration and iack of over-all policy guldance within the
organization. At no time, however, have we overlooked the great difficulties

facing a relatively mnew and untried organization which has been viewed with

gome euspicion and distrust even by those whom 1%t ghould serve. We believe. -~

that some measure of thls guspicion and distrust 1s being dissipated and that
what is needed today is for the Central Intelligence Agency to prove that 1t
can and will carry out ite assigned duties. We have proposed specific steps

which can be taken toward this obJjective.

The progress of the Central Intelligence Agency should be continuously

tested by the National Security Council against the accomplishment of the pur-
poses of Sec. 102 of the National Security Act. That is to say, the Central
Intelligence Agency ghould be prepared to show what is being accomplished:

(1) To coordinate the intelligence activities of the Government;

(2) To provide, in cloee collaboration with other govermnmental intelli-
gence agencies, for the central correlatlion of intelligence relating to the

national security; and
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) To perform the intelligence and related services of ¢ommon concern
3

asgigned to 1t by the National Securlty Council.

In these fields the Central Intelligence Agency has the duty to act. Tt
has been given, both by law and by National Security Council directive, wide
authority, and 1t has the open invitation to seek from the National Security
Council any additional authority which may be essential. Tt must not walt to
have authority thrust upon 1t. Ite basic mandate is clear. We recognize thrat
it will require initiative and vision to carry it out. If this is done, we
will have made a satisfactbry 8tart toward achieving one of our most esgentisl

defenge requirements, an adequate Intelligence service,
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ANNEX 1

SURVEY GROUP TERMS OF REFERENCE 1

NATIONAL SECURITY COUNCIL
WASHINGTON

February 13, 1948

MEMORANDUM FOR: Mr. Allen W, Dulles
Mr. Mathias ¥. Correa
Mr., Williem H. Jackson

SUBJECT: Survey of the Central Intelllgence Agency

This is to confirm our understanding that you will
gerve as the group to make a survey of the Central Intelllgence
Agency, in mccordance with the enclosed resolution approved by the
Natlonal Security Council.

This memcrandum is your authorization to proceed
with this survey and, upon presentatlon by you, willl constitute a
directive Lo the Director of Central Intelligence and the Intelll-
gence Chilefs of the Departments represented on the Council, to fur-
nish you necessery information and facilitlies as indicated in the
gsecond paragraph of the enclosed resgolution.

Your willingness to participate in this vitally
important survey is sincerely appreciated by all members of the
National Security Council.

SIDNEY W. SOUERS
Executive Secretary

Incl
National Security Council Resolution

CONFIDENTIAL]
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NATICNAL SECURITY COUNCIL RESOLUTION

January 13, 1948

The National Security Council has sgreed that a group of
two or three speclally qualified individuals not in tke Govermment
service should make & comprehensive, impartial, and objective sur-
vey of the organization, activities, and rersonnel of the Central
Intelligence Agency. As a result of this survey, this group should
report to the Council its findings and recommendations on the fol-
lowlng matters:

&a. The adequacy and effectiveness of the present or-
ganizational structure of CIA.

b. The value and efficiency of exlsting CIA activi-
tles. :

¢. The relationship of these activities to those of
other Departments and Agencies,

4. The utilization and qualifications of CIA personnel.

The National Security Council also authorized and directed
the Director of Central Intelligence and the Intelligence Chiefs of
the Departments represented on the Council to glve the above group
access to all information and facilities required for their survey,
except detalls concerning intelligence sources and methods.

[CONFIDENTIAL]
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ANNEX 2
SURVEY GROUP TERMS OF REFERENCE II

NATIONAL SECURITY COUNCIL
WASHINGION

March 17, 1948

MEMORANDUM FOR: Mr. Allen W. Dulles
Mr. Mathias F. Correa
Mr. William H. Jackson

SUBJECT: Survey of the Central Intelligence Agency

1. I have already sent you a memorandum with the terms
of the resolution of the National Security Council providing that a
gurvey should be made of the activities of the Central Intelligence
Agency and 1ts relationship to other Departments and Agenciles.

o, As a result of our further discussions on this sub-
Ject, it may be helpful if I set forth my understanding regarding the
gcops of the survey and the procedures to be followed.

3. The survey will comprise primarily a thorough and
comprehensive examination of the structure, administration, activities
and inter-agency relationships of the Central Intelligence Agency &as
outlined in the resolution of the National Security Council. It will
also include an examination of such intelligence activities of other
Government Departments and Agencles as relate to the national secur-
1ty, in order to make recommendatlons for their effective operation
and over-all coordination, subject to the understending that the group
will not engage in an actual physical examination of departmental in-
telligence operations (a) outside of Washington or (b) in the collec-
tion of communications intelligence. On behalf of the National Secur-
1ty Council I will underteke to peek the cooperation in this survey of
those Government Departments and Agencles not represented on the Coun-
cil which have an interest in intelligence as relates to national
security.

4. Tt should be understood that the survey of the Central
Intelligence Agency and its relationship to other Departments and Agen-
cies will be done for and with the authority of the National Securlty
Council. The survey of the intelligence activitles of the Departments
of State, the Army, the Navy, and the Alr Force, however, will be for
and with the authority of the respective heads of those Departments.
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5. The survey group will submit from time to time recom-
mendetions on individual problems which need to be brought to the at-
tention of the Council or the heads of the respective Departments and
Agencles concerned. Problems concerning CIA will be glven priority
over those involving other Agencies. It is contemplated that the sur-

vey will be completed and final report submitted on or before January 1,

19k9.

6. It is my understanding that at your request Mr. For-
restal has agreed to lend to the investigating group the services of
Mr. Robert Blum to head the staff work. I would appreciate the
group's advice as to additionsl staff members it may require in order
that I may clear them for thie work. The members of the gtaff, when
cleared by the heads of the Agsnciles concerned, will be glven access
to Information and facilities required for the survey in the same
manner ae provlded for your group in the Council's resolution.

7. Compensation and expenses for the members of the in-
vestigating group and its staff will be pald for out of funds avail-
able to the National Security Council and the Central Intelligence
Agency.

: 8. I wlll be pleased to render so far as practicable
any further assistance which you may require in conducting your
survey.

SIDNEY W. SOUERS
Executive Secretary

[CONFIDENTIAL]
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ANNEX 3

PRESIDENTIAL LETTER CREATING THE CENTRAL
INTELLIGENCE GROUP

THE WHITE HOUSE
WASHTNGTON

Jenvary 22, 1946

To The Secretary of State
The Secretary of War, and
The Secretary of the Navy

1. It is my desire, and I hereby direct, that all Foderal foreign intelll-
gence activities be planned, developed and coordinated so as to assure the
most effective accomplishment of the intelligence misslon related to the
national security. I hersby deslgnate you, together with snother person to
be named by me as my personal representatlve, as the National Imtelligence
Authority to accomplish this purpose.

2. Within the 1imits of availlable appropriations, you shall each from time
to time assign persons and facilitles from your respective Departments, which
persons shall collectively form a Central Intelligence Group and shall, under
the direction of & Director of Central Intelligence, assist the National In-
telligence Authority. The Director of Central Intellligence shall be desig-
nated by me, shall be responsible to the Netlonal Intelligence Authority, and
shall sit as a non-voting member thereof.

3, SubJect to the existing law, and to the direction and control of the
National Intelligence Authority, the Director of Central Intelllgence shall:

a. Accomplish the correlation and evaluatlon of intelligence relating
to the mational securlty, and the appropriate dlssemination within the
Govermment of the resulting strategic and national pollcy intelligence.
In so doing, full use shall be made of the gtaff and facilities of the
intelligence agencles of your Departments.

b. Plan for the coordination of such of the actlvitles of the intel-
ligence agenoles of your Departments as relate to the national securlty
and recommend to the National Intelligence Authority the establishment
of such over-all policles and obJjectives as will assure the most ef-
Pectlive accomplishment of the national intelligence mission.

c. Perform, for the benefit of said intelllgence agencles, such services
of common concern as the National Intelligence Authorilty determines can he
more efficlently accomplished centrally.
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d. Perform such other functions and duties related to intelligence af-
Pecting the national security as the President and the National Intelli-
gence Authority may from time to time direct.

I, No rolice, law enforcement or internal security functions shall be ex-
ercised under this directive.

9. Such iIntelligence racelved by the intelligence agencies of your Depart-
menis as may be designated by the lNational Intelligence Authority shall be
freely available to the Director of Central Intelligence for correlation,
evaluation or dissemination. To the extent approved by the National Intel-
ligence Authority, the operations of sald intelligence agencies shall be open

to Inspection by the Director of Central Intelligence in connection with
planning functions.

€. The existing intelligence agencies of your Departments shall continue
to collect, evaluate, correlate and disseminate departmental intelligence.

7. The Director of Central Intelligence shall be advised by an Intelligence
Advisory Board conglsting of the heads (or their representatives) of the '
Principal military and clvilian intelligence agencies of the Government having
functions related to naticnal securlity, as determined by the National
Tntelligence Authority.

8. Within the scope of existing law and Presidential directives, other de-
partments and agencles of the executive branch of the Federal Government
shall furnish such intelligence informstion relating to the national security
as 1e in theilr bosgesslion, and as the Director of Central Intelligence may

from time to time request pursuant to regulations of the National Intelligencs
Authority.

9. Nothing herein shall be construed to authorize the making of investiga-
tlone inside the continental limits of the Unlted States and its possessions,
except as provided by law and Presidentisl directives.

10. In the conduct of thelr activities the national Intelligence Aufhority
end the Director of Central Intelligence shall be responsible for fully
protecting Intelligence sources and methods.

Sincerely yours

/s/ Harry Truman
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ANNEX 4
NATIONAL SECURITY ACT OF 1947
(PUBLIC LAW 253 - 80th CONGRESS)

CENTRAL INTELLIGENCE AGENCY

Sec. 102. (a) There 1s hereby established under the National Security
Council a Central Intelligence Agency with a Director of Central Intelligence,
who shall be the head thereof. The Director shall be appointed by the Presi-
dent, by and with the advice and consent of the Senate, from among the com-
misgioned officers of the armed services or fram among individuals 1n cilvilian
life. The Director shall receilve campensation at the rate of $14,000 a year.

(v) (1) If a commissioned officer of the armed services 1s appointed as
Director then--

(A) 1in the performance of his dutles as Director, he shall be subject
to nosupervision, control, restriction, orprohibition (militery or other-
wise) other than would be operative with respect to him if he were a ci-
vilian in no way connected with the Department of the Army, the Depart-
ment of the Navy, the Department of the Air Force, or the armed services
or any component thereof; and

(B) he shall not possess or exercise any supervision, control, powers,
or functions (other than such as he possesses, or is authorized or direct-
ed to exercise, as Director) with respect to the armed services or any
component thereof, the Department of the Army, the Department of the Navy,
or the Department of the Alr Force, or any branch, bureaw, unit or divi-
sion thereof, or with respect to any of the persomnel (military or civil-
ian) of any of ths foregoing.

(2) Except as provided in paragraph (1), the appointment to the office
of Director of a commissioned officer of the axrmed services, and his acceptance
of and service in such office, shall innoway affect any status, offlce, rank,
or grade he may occupy or hold in the armed services, or any emolument, per-
quisite, right, privilege, or beneflt incident to or ariesing out of any such
status, office, rank, or grade. Any such commissioned officer shall, while
serving in the.office of Director, recelve the military pay and allowances
(active or retired, as the case may be) payable to a commissioned officer of
his grade and length of eervice and shall be paid, from any funde available to
defray the expenses of the Agency, annual compensatlion at a rate equal to the
amount by which $14,000 exceeds the amount of his annual military pay and
allowances.

(¢) Notwithstanding the provisions of section 6 of the Act of August 24,
1912 (37 Stat. 955), or the provisions of any other law, the Director of
Central Intelligence may, 1n his discretion, terminate the employment of any
officer or employse of the Agency whenever he shall deem such termination
necessary or advieable in the interests of the United States, but such
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termination shall not affect the right of such officer or employee to seek or
accept employment in any- other department or agency of the Government if
declared eligible for such employment by the United States Civil Service Com-
mission.

(d) For the purpose of coordinating the intelligence activitles of the
soveral Government departments and agencies in the interest of natlcnal secu-
rity, 1t shall be the duty of the Agency, under the directlon of the National
Security Council--

(1) to advise the National Security Council In matters concerning
guch intelligence activities of the Government departments and agencles
ag relate to natlonal security;

(2) +to make recammendations to the National Security Council for
the coordination of such intelligence actlivities of +ths departmente and
agencies of the Government as relate to the national security;

(3) +to correlate and evaluate intelligence relating to the national
gecurity, and provide for the appropriate dissemination of such intel-
ligence within the Government using where appropriate existing agencles
and facilities: Provided, That the Agency shall have no police, subpoena,
law-enforcement powers, or internal-security functions: Provided further,
That the departments and other agencies of the Government shall continue
to collect, evaluate, correlats, and dissemlnate departmental Intelli-
gence: And provided further, That the Director of Central Intelligence
shall be responsible for protecting intelligence sources and methods
from unauthorized disclosure;

{4) +to perform, for the benefit of the existing intelligence agen-
cles, such additional services of common concern as the National Securlty
Council determines can be more efficiently accomplished centrally;.

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

(e) To the extent recommended by the National Security Council and ap-
proved by the President, such Intelligence of the departments and agencies
of the Government, except as hereinafter provided, relating to the nationsl
security shall be open to the inspectlon of the Director of Central Intelli-
gencs, and such Intelligence as relates to the national security and is possessed
by such departments and other agencies of the Government, except ag herein-
after provided, shall be made available to the Director of Central Intelligence
for correlaticn, evaluation, and dissemination: Provided, howgver, That upon
the written request of the Director of Central Intelligence, the Director of
the Federal Bureau of Investigation shall make avallable to the Director of
Centiral Intelligence such information for correlation, evaluation, and disg-
semination as may be essential to the national security.

(f) Effective when the Director first appointed under subsection (a) has
taken offlce--

(1) +the National Intelligence Authority (11 Fed. Reg. 1337, 1339,
February 5, 1946) shall cease to exist; and

(2) the personnel, property, and records of the Central Intelligence
Group are transferred to the Central Intelligence Agency, and such Group
shall cease to exist. Any unexpended balances of appropriations, alloca-
tions, or other funds avallable or authorized to be made avallable for
such Group shall be available and shall be authorized tobe made avallable
in 1like manner for expenditure by the Agency.
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ANNEX 6
CENTRAL INTELLIGENCE AGENCY
PERSONNEL STRENGTH AS OF 24 DECEMBER 1948

OFFICY

Director
Executive for Administration
Executive
Budget & Finance
Services
Pergonnel
Management
ICAPS
General Counsel
Advigory Council
Office of Reports & Estimates.
Office of Scientific Intelligence
Office of Collection & Disgemination
Executive for Inspection & Security
Office of Special Operations
Offics of Policy Coordination

Office of Operations

CEILING ASSTGNED

TOTAL -
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ANNEX T

NATIONAL SECURITY COUNCIL INTE LLIGENCE DIRECTIVE NO. 1
DUTIES AND RESPONSIBILITIES

December 12, 1947

Pursuant to the provisions of Section 102 of the Natlonal Security Act of
1947, and for the purposes enunclated in paragraphs (d) and (e) thereof, the
National Security Council hereby authorizes and directs that:

1. To maintaln the relationship essential to coordination between
the Central Intelligence Agency and the intelllgence organizations, an
Intelligence Advisory Commlttee conslsting of the respective intelligence
chiefs from the Departments of State, Army, Navy, and Alr Force, and from
the Joint Staff (JCS), and the Atomlc Energy Commission, or thelr repre-
gentatives, shall be established to advise the Director of Central Intel-
ligence. The Director of Central Intelligence will invite the chief, or
his representative, of any other intelligence Agency having functions re-
1ated to the national securlty to sit with the Intelligence Advisory Com-
mittee whenever matters within the purview of his Agency are %o be
discussed.

2. To the extent authorized by Section 102 (e) of the National
Security Act of 1947, the Director of Central Intelllgence, or represen-
tatives designsted by him, by arrangement with the head of the department
or agency concerned, shall make such surveys snd ingpections of depart-
mental intelligence material of the various Federal Departments and Agen-
cies relating to the national security as he may deem necessary in con-
nection with his duty to adviee +the NSC and to make recommendations for
the coordination of intelligence activitles.

3. Coordination of intelligence activitles should be designed pri-
marily to strengthen the over-all governmental intelligence structure.
Primary departmental requirements shall be recognized and shall receive
the cooperation and support of the Central Intelligence Agency.

a. The Director of Central Intelligence shall, in making rec-
ommendatlions or giving advice to the National Securlty Council per-
taining to the intelligence activities of the various Departments
and Agencies, transmlit therewlth a statement indicating the concur-
rence or non-concurrence of the members of the Intelligence Advisory
Cormittee; provided that, when unanimity 1s not obtalned among the
Department heads of the Natlonal Military Establighwent,the Director
of Central Intelligence shall refer the problem to the Secretary of
Defense before presenting it to the National Security Councll.

b. Recommendations of the Director of Central Intelligence

shallj when approved by the Natlonal Security Council, issuve a8
Council Tirectives to the Director of Central Intelligence. The
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respective Intelligence chiefs shall be responsible for insuring
that such orders or directives, when applicable, are implemented
within their intelligence organizations.

S. The Director of Central Intelligence shall mct for the
National Security Council to insure full and proper implementaticn
of Council directives by issuing such supplementary DCI directives
&8 may be required. Such implementing directives 1in which the In-
telligence Advisory Committee concurs unanimously shall be iggued by
the Director of Central Intelligence, and shall be implemented with-
in the Departments and Agencies as provided in paragraph b, Where
disagreement arises between the Director of Central Intelligence and
one or more members of the Intelligence Advisory Committee over such
directives, the proposed directive, together with statements of non-
concurrence, shall be forwarded to the NSC for decision as provided
in paragraph a.

4.  The Director of Central Intelligence shall produce intelligence
relating to the national security, hereafter referred to as national in-
telligence. In so far as practicable, he shall not duplicate the intel-
ligence activities and research of the various Departments and Agencies
but shall make use of exlsting intelligence facilities and shall utilize
departmental intelligence for such production purposes. For definitlons
gee NSCID Ko, 3. :

3. The Director of Central Intelligence shall disseminate National.
Intelligence to the President, to members of the National Security Coun-
¢1ll, to the Intelligence Chiefs of the IAC Agencies, and to such Govern-
mental Departments and Agencies as the National Security Council from
time to time may designate. Intelligence 80 disseminated shall be offi-
¢lally concurred in by the Intelligence Agencies or shall carry an agreed
gtatement of substantial digsent.

6. When Security Regulations of the originating Agency permit, the
Director of Central Intelligence shall disseminate to the Federal Burean
of Investigation and other Departments or Agencies intelligence or intel-
ligence information which he may possess when he deems such dissemination
appropriate to theilr functions relating to the national security.

7. The Director of Central Intelligence shall perform for the bene-
it of the existing intelligence Agencies such gervices of common concern
tio these Agencies as the Natlonsl Security Council determines can be more
efficiently accomplished centrally.

8. The intelligence orgenlzations In each of the Departments and
/gencles shall maintain with the Central Intelligence Agency and with
each other, as appropriate to their regpective responeibilitiea, a con-
tinuing interchange of intelligence information and intelligence available
to them.

9. The intelligence files 1in each intelligence organization, in-

cluding the CIA, shall be made available under security regulations of
the Department or Agency concerned to the others for consultation.

SECRET]

Approved For Release 2003/04/01 : CIA-RDP86B00269R000500010001-4

B



Approved For Release 2003/04/01 : CIA-RDP86800269R000500010oom

10. The intelligence organizations within the llmits of thelr capa-
bilities shall provide, or procure, such Intelligence as may be requested
by the Director of Central Intelligence or by one of the other Depart-
ments or Agencies.

11. The Director of Central Intelligence shall make arrangements
with the respective Departments and Agencies to asslgn to the Central In-
telligence Agency such experienced and qualifled officers and members as
nay be of advantage for advisory, operational, or other purposes, in ad-
dition to such personnel as the Director of Central Intelligence may di-

_ rectly employ. In each case, such departmental personnsl will be subJect
to the necessary personnel procedures of each Depariment.
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ANNEX 8

NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 2

COORDINATION OF COLLECTION ACTIVITIES ABROAD

January 1%, 1948

The following over-all policies and objectives are established by the

National Security Council for the interdepartmental coordination of forelgn
intelligence collection activities, so that measures may be taken promptly to
offect sound and efficient utilization of the various departmental collecting
and reporting facilities abroad:

‘178

1. There shall be an allocation within certain broad categories of
agency responsibility for collection abroad, as follows:

Political. . . . . . Department of State

Jultural . . . . . . Department of State
Soclologlcal . . . . Department of State
Militery . . . . . . Department of the Army
Naval. . . . . . . . Department of the Navy

Air. . . . . . . . . Department of the Air Force
Economic )

Sclentific ). . . Each agency in accordance
Technological ) with 1ts respective needs

2. All available intelligence informatlon, no matter by whom col-
lected, shall, wherever possible, be transmitted immediately to the field
representative of the agency most concerned. However, the collector may
also send coples to or otherwise inform his own agency.

3. The senior US representative 1n each foreign area where the
United States maintains a foreign post shall, within tae gpirit of the
rinricples enunclated herein, be responsible for the coordination of all
rormal collection activities in his area.

L. The collecting and reporting facilitiee of each of the agenciles
shall be utilized so as to avoid unproductive duplication and uncoordi-
nated overlap and to insure within budgetary limitations that full flow
of intelligence information which is the major need of all departments and
agencies for the accomplishment of their respective missions.

5. Full utilization shall be made of the individual initiative and
favorable contacts of agency representatives.

6. No interpretation of these established over-all policies and
objectives shall negate the basic principle that all departmental repre-
sentatives atroad are individually responsible for the collection and for
the appropriate tranemission to their departments of all intelligence in-

formation pertinent to their departmental missions.
[CONFIDENTIAL)
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7. There shall be free and unrestricted interdepartmental exchange
of intelligence information to meet the recognized secondary neede of
each department and agency for intelligence usually obtained or prepared
by other departments or agencies.
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ANNEX 9
NATIONAL SECURITY COUNCIL INTE LLIGENCE DIRECTIVE NO. 3
COORDINATION OF INTELLIGENCE PRODUCTION

January 13, 1948

" Pursuant to the provisions of Section 102 of the Natlonal Security Act of
1947, and for the purposes enunclated in paragraphs (d) and (e) thereof, the
Natlonal Securlity Council hereby sauthorizes and directs that the following
over-all policies and obJectives are established for the cdordination of tle
rroduction of intelligence:

1. In order that all facilities of the Government may be utilized to
their capacity and the responsibilities of each agency may be clearly de-
fined in accardance with its mission, dominant interest, and capabilitiles,
the whole field of intelligence production ie divided into the following
categaries, and responsibilities are allocated as indicated:

&. Bagic Intelligence

(1) Basic intelligence 1s that factual intelligence which
results from the collation of encyclopedic information of a more
or less permanent or static nature and general interest which, as
A result of evaluation and interpretation, is determined to bs
the best available.

(2) An outline of all basic intelligence required by the
Govermment shall be prepared by the CIA in collaboration with the
appropriate agencies. This outline shall be broken down into
chapters, sections, and sub-sections which shall be allocated as
production and malintenance responsibilities to CTA and thoae
agencles of the Goverrment which are best qualified by reason of
their intelligence requirements, production capabilities, and
dominant interest tco assume the productlion and maintenance
responsibility.

(3) When completed, this outline and tentative allocations
of production and maintenance responsibilities shall be sub-
mitted for NSC approval and 1ssued as an implementation of this
Directive. It is expected that as <the result of constant con-
sultation with the agencies by the Director of Central Intelli-
gence, both the outline and the allocations will be revised from
time to time to insure the production of the basic Intellligence
requlred by the agenciss and the fullest possible use of current
agency capabilities. Changes in the ocutline or allocations shall
be effected by agreement between the Director of Central Intelli-
gence and the agencles concerned.

180 @R:Eﬂ
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(4) This basic intelligence shall be compiled and contlnuous=
ly maintained in National Intelligence Surveys to cover foreign
countries, areas, or hroad speclal subJects as appropriate. The
National Intelligence Surveys wlll be disseminated in such form
as shall be determined by the Director of Central Intelligence
and the agencies concerned.

(5) The Director of Central Intelligence shall be respon-
gible for coordinating production and maintenance and for accom-
plishing the editing, publication, and dissemination of thease
National Intelligence Surveys and shall make such requests onthe
agencies ae are necessery for thelr proper development and
maintenance.

(6) Departments or agencles to be called on for contribu-
tions to this undertaking mey include agenciee other than those
represented permesnently in the TAC.

b. Current Intelligence

(1) Current intelligence is that spot information or intel-
ligence of all types and forms of immedlate interest and value
to operating or policy etaffs, which 1is used by them usually
without the delays incident to complete evaluation or interpre-
tation.

(2) The CIA and the several agencies ghall produce and
disseminate such current intelligence as may be necessary to meet
their own internal requirements or external responsibllitiles.

(3) Interagency dissemination of current intelligence shall
be based on intersgency eagreement Including NSC Intelligence
Directive No. 1 and the principle of informing all who need to
know.

c. Staff Intelligence

(1) sStaff intelligence is that Ilntelligence prepared by any
department or agency through the correlation and interpretation
of all intelligence materials available to 1t in order to meet
1ts specific requirements and responsibilities.

(2) Each intelligence agency has the ultimate responsibility
for the preperation of such staff 1ntelligence as its own depart-
ment shall require. It 1s recognized that the gtaff intelligence
of each of the departmente must be broader in scope than any
allocetion of collection responsibility or recognition of domi-
nant interest might indicate. In fact, the full forelgn intel-
ligence picture is of intereet in varying degrees at different
times to each of the departments.
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(3) Any intelligence agency, either through the Director of
Central Intellligence or directly,may call upon other appropriate
agencies for iIntelligence which does not fall within its own
field of dominant interest. Such requests shall be made upon
the agencies In accordance with their production capabilities and
dominant interest.

(4) As a part of the coordination program, the Director of
Central Intelligence will seek the assistance of the IAC intel-
ligence agencles in minimizing the necessity far any agency to
develop Intelligence in flelds outside 1its dominant interests.

(5) The CIA and the agencies shall, for purposes of coordi-
nation, exchenge informatlion on projJects and plans for the pro-
duction of staff intelligence.

(6) It shall be normal practice that staff intelligence of
one agency 1s avallableto the other Intelligence agencles perma-
nently repregented on the TAC.

d. Departmental Intelligence

(1) Departmental intelligence is that intelligence including
basic, current, and staff intelligence needed by a Department ar
independent Agency of the Federal Govermment,and the subordinate
units thereof,to execute its mission and to discharge its lawful
responsibilities.

6. National Intelligence

(1) DNational intelligence is integrated departmental intel-
ligence that covers the ©Droad aspects 'of national policy and
national security, is of concern to more than one Department or
Agency, and transcends the exclusive competence of a single
Department or Agency ar the Military Establishment.

(2) The Dirsctor of Central Intelligence shall produce and
disseminate naticnal intelligence.

(3) The Director of Central Intelligence shall plan and
develop the production of national Iintelligence in coardination
with the TIAC Agencies 1in order that he may obtain from them
within the limits of their capabilitles the departmentasl intel-
ligence which will assist him in the production of national
intelligencs.

(4) The Director of Central Intelligence shall, by agreement
with the pertinent Agency or Agencles, request and receive such
special estimates, reports, and periodic briefs or summaries
prepared by the individual Departments or Agenciles in thelr fields
of dominant - interest or in s&accordence with their production
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capabilities as may be necessary in the production of intelll-
gence reperts or estimates undertaken mutually.

2. The research facilities required by any agency to process ita
own current and staff intelligence shall be adequate to satisfy 1te indi-
vidusl needs after taking full cognizance of the facilities of the other
agencies. Bach agency ehall endeavorto maintain adequate research facili-
ties, not only to accomplish the intelligence production tasks allocated
to 1t directly under the foregoing provisiona but also to provide such
additional intelligence reports or estimates within its fleld of idominant

interest as may be necessary to satisfy the requirements of the other
agencies under such allocations.

3. For the purposes of intelligence production, the following divi-
sion of interests, subJect to refinement through a continuous program of
coordinstion by the Director of Central Intelligence, shall smerve as a
general delineation of dominant Interestas:

Politlcal, Cultural,
Sociological Intelligence..Department of State
Military Intelligence........Department of the Army

Naval Intelligence...........Department of the Navy

Alr Intelligence...... teevees Department of the Alr Force

Economic, Scientific, and Each agency in accord-
Technological ance with ite respective
Intelligence.......... .+ s 00048 '
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ANNEX 10
NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 4

NATIONAL INTELLIGENCE OBJECTIVES

December 12, 1947

Pursuant to the provisions of SectZon 102 (d) (5) of the National Security

Act of 1947 and for the purpose of providing intelligence support for

the

preparation of gtudies required by the National Security Councll in the ful-

fillment of its duties, it 1s directed that:

L. The Director of Central Intelligence, 1in collaboration with the
other agencies concerned, shall prepare a comprehensive outline of national
intelligence obJectives applicable to foreign countries and areas to gerve
as a gulde for the coordinated collection and production of National

Intelligence.

2. The Director of Central Intelligence, in collaboration wlth the
other agencles concerned, and under the guldance of the NSC Staff* sghall
select from time to time and ona current basis sections and iteme of such
outline which have a priority interest. These selections will be issued
by the Director of Central Intelligence to supply the desired priority
guldance for the production of National Intelligence by the Central In-
telligence Agency and for the contributions to such production by other

agencies concerned.

* For this vurpose, the NSC Staff shall consist of the Executive Secretary and
the Departmental representatives designated by Council members to advise and
assigt the Executive Secretary. Any casges of disagreement within this group

will be referred toc the National Security Council for decision.
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ANNEX 11

NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 5
ESPIONAGE AND COUNTERESPIONAGE OPERATIONS

December 12, 1947

Pursuant to the provisions of Section 102 (d) of the National Security
Act of 1947, the National Security Council hereby authorizes and dilrects that:

1. The Director of Central Intelligence shall conduct all organized
Federal espionage operations outslde the United States end its possesslons
for the collection of foreign intelligence information required to meet
the needs of all Departments and Agencies concerned, 1n connection with
the national securlty, except for certain agreed activities by other
Departments and Agencles.

. The Director of Central Intelligence shall conduct all organized
Federal counter-esplonage operations outside the United States and 1ts
possessions and in occupled areas, provided that this authority shall not
he construed to preclude the counter-intelligence activitlies of any army,
navy or air command or installation and certain agreed actlivitles by De-
partments and Agencles necessary for the securlty of such organizations.

3. The Director of Central Intelligence shall be responsible for
coordinating covert and overt intelligence collectlon activities.

h: When casual agents are employed or otherwise utilized by an IAC
Dopartment or Agency in other than an overt capacity, the Director. of
Central Intelligence shall coordinate thelir activities with the organized
covert actlvities.

5. The Director of Central Intelligence shall disseminate such in-
telligence information to the various Departments and Agenciles whilch have
an authorized interest thereln.

6. All other National Security Councill Intelligence Directlves or
implementing supplements shall be construed to apply solely to overt in-
telligence activities unless otherwise specified.
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ANNEX 12
NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 6

FOREIGN WIRELESS AND RADIO MONITORING

December 12, 1947

Pursuant to the provislons of Section 102 of the National Security Act of
1947, and for the purposes emunciated in paragraphs (d) and (e) thereof, the

National Security Council hereby authorizes and directs that:

1. The Director of Central Intelligence shall conduct all Federsl
monitoring of forelgn propagandsa and press broadcasts required for the
collection of intelligence information to meet the needs of all Depart -

ments and agencles Iin connection with the National Security.

2. The Director of Central Intelligence shall disseminate such 1ir-
telligence information to the various Departments and Agencies which have

an authorized interest therein.
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ANNEX 13

NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 7

DOMESTIC EXPLOITATION

February 12, 1948

Pursuant to the provislons of Section 102 of the National Security Act of
1947, and for the purpose enunciated in paragraphs (d) and (e) thereof, the
Naetional Security Council hereby authorizes and directs that:

1. The Central Intelligence Agency shall be vresponsible for the

exploitation, on a highly selective hasis, within the United States of
business concerns, other non-govermmental organizations and individuals
ag sources of foreign intelligence information.

2. To implement this undertaking, the Central Intelligence Agency

ghall:

‘

a. Determine the foreign intelligence potential of sources so
that the best available may be sgelected expeditiously for exploita-
tion upon the recelpt of collection requests from the intelligence
agencies. For this purpose, CIA will maintain a central index of
non-governmental sources in the United States.

b. IEstablish uniform procedures and standards for security
clearance of all contacts in this f1eld, and arrange such clearances.

¢. Eptablish uniform procedures to inswure that the interestis
of organizations and individuals contacted will not be Jeopardized.

d. Collect through the establishment of field offices within
the United States, foreign intelligence information required in the
interests of the national security or by the individual intelligence
agencles.

9. Arrange for direct contact Dbetween intelligence agency
representativesanﬁ.non-governmental sources within the United States
whenever conditions require such action or upon the reguest of a
member agency to secure technical or other foreign intelligence
information.

f. Obtain the agreement of responsible policy-making officials
of American organizations havinga forelgn intelligence potential be-
fore establishing and maintaining contacts within that organizatilon.

g. Inform the intelligence agenciee of the prospective depar-
ture from or return to the Unlted States of selected American citl-
zene having a high forelgn intelligence potential, so that the agen-
cles may furnish requiremente or provide speclalists for briefing or
Interrogation.
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h. Disgeminate to the appropriate agencles all forelgn in-
telllgence information obtained through this program. Reports prc-
duced by the agencies shall be identifled 28 such, unleas the origi-
nating agency stipulates to the contrary

3. Further to implement this undertaking, the intelligence agen-

-

shall:

a. Asslign to duty in the Central Intelligence Agency fleld
offices, if they so desire and within their capabilities, represent-
atives to serve thelr interests under the direction of the CIA man-
agers. Member sgencles may, at thelr discretlon, establish active
working llaison between thelr Regilonal Offices and CIA Field Offices.

b. Send directly to the Central Intelligence Agency for col-
lection all their requests for foreign intelligence information to
be obtained from non-governmental sources within the United States.

C. Tranamit to the Central Intelligence Agency for appropriate
dissemination full information and reports resulting from approved
direct contacts by agency representatives with non-governmental
gources, ldentifying such sources by CIA code number.

4. Obtain, to the maximum extent possible, from their depart-
ments and agencies +the forelgn Intelligence information which ths
departments and agencles have recelved as a by-product of the normsl
relationship with Dbusiness ccncerns and other non-governmental or-
ganizations and individuals in the 7United States in connection with
non-intelligence activities, and transmit to the maximum extent pos-
8ible, the information tothe Central Intelligence Agency for editing
for source security and for appropriate dissemination.

e. Obtain, in so far as is practicable and within existing
gecurity regulations, from thelir departments and agenclies information
concerning business concerns and other non-govermmental organlza-
tions and individuals in the Unlted States having forelgn intelli-
gence potential, which +the depertment or agency possesses or sub-
sequently acquires,and meke the information available to the Central
Intelligence Agency.

£. Nominate representatives to serve on a committee, under
the chairmanship of the Central Intelligence Agency, to meet periodi-
cally to conslder mutual problems and interests in connection with
this program.

Y, Further to Implement this wundertaking, the National Security

Repources Board and the components of the Military Establishment, other
than
CIA, to the maximum extent possible, all foreign intelligence infarmation
which is recelved as a by-product of their narmal relaticnship with busi-
ness concerns and other non-govermmental argenizations and individuals in
the United States, in connection with non-intelligence activities.

the components represented on the IAC, shall furnish directly to the
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5. Nothing in this program shall be interpreted to affect the
egtablished relationship of the Departments and Agencles with business
concerng, other non-govermmental organizations, and i1individuals in the
United States for purposes other than the procurement of foreign intelli-
gence Information. Nor shall 1t affect +the normal interchange of docu-
ments between libraries of the departments and other libraries, or the

development of research projects with individvals or non-governmental
institutions.
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ANNEX 14
NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 8

BIOGRAPHICAL DATA ON FOREIGN
SCIENTIFIC AND TECHNOLOGICAL PERSONALITIES

May 25, 1948

Pursuant to the provisions of Section 102 of the National Security Act
of 1947 and for the purpose enunciated in paragraph a(4) thereof, the primary
responsibility for the maintenance of Blographical Data on Forelgn Scientifis
and Technological Personalities ls assigned to the Central Intelligence Agency.

1. To implement this undertaking, the following procedures ars
established:

2. Departmental intelligence agencies shall continue to collect,
analyze, and abstract biographical date on forelgn sclentific and
technoleogical personalities in accordasnce with their needs.

b. Departmental intelligence agencies shall forwerd %o the
Central Intelligence Agency, in the manner most satisfactory to the
Department concerned, all biographical data originating within their
respective Departments, or complete documentary references thereto,
on foreign sclentific and technological personalities.

¢. The Central Intelligence Agency shall codify and index al’.
such data recelved, Including such data as may be received from all.
sources, and shall incorporate the actusl materimsl received in its
files.

&. All blographical data cn foreign scientific end technological

personalities maintained by the Central Intelligence Agency shall be
readily avallable to the participating Departments and Agencies.
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