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LETTER OF TRANSMITTAL

January 15, 1949

National Security Council
Washington, D, C,

Attention: Mr. Sidney W. Souers
Executive Secretary

 Gentlemen:
In accordance with the terms of the memorandum to the under-
signed from Mr, Sidney W, Souers, Executive Secretary of the National

Security Council, dated February 13, 1948, as supplemented by his

_memorandum of March 17, 1948,* we submit herewith our report on "The
Central Intelligence Agenoy and National Organization for Intelligence.”

On January 1%, 1948, the National Security Council recommended to
the President that a group comprising individuals not in Government
service should make_a "comprehensive, impartial, and obJective survey of
the organization, activities, and personnel of the Central Intelllgence
Agency." The group was asked to report to the Council its findings and
recommendations on the following matters:

. "(a) The adequacy and effectivenees of the present orgeni-
zational structure of CIA,

"(b) The value and efficlency of existing CIA aotivities,
"(c¢) The relationship of these activities to those of other

Departments and Agenciles,
"(4) The utilization and gualifications of CIA personnel.,"”
As & result of thie action, the present Survey Group was created and

the undersigned appointed bythe National Security Council with the approval

}

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

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

Following discussions with the undersigned regarding the scope of
the survey, the Executive Secretary of the National Security Council, s

with the approval of the Secreterles of State, Defense, Army, Navy and =i s

Air 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
originelly set forth by the National Security Council. In particular,

this memorandum included the following provisions:

"The survey will comprise primarily a thorough and compre-
henaive examination of the atructure, administration, activitles
and inter-agency relationships of the Central Intslligence Agency
as outlined in the resolution of the Natlonal Security Council.

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

the national security, in order to make recommsndatione for thelr
effective operation and over-all coordination, subject to the
understanding that the Group will not engege in an actual physical
exanmination of departmental intelligence operations (a) outeide

of Waghington or (b) in the collection of communications intelli-
gonce, On behalf of the National SBecurity 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 relsates to national security.

"It should be understood that the Survey of the Central
Intelligence Agency and ite relationship to other Depertments and
Agencies will be done for and with the authority of the Nationel
Seourity Council. The survey of the intelligence activities of
the Departments of State, Army, the Navy, and the Alr 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 sudbmit from time !

to time recommendations on individuals problems, and that prodblems con- i
cerning the Central Intelligence Agency should be given priority over

those involving other agencles.
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The Survey Group has submltted two epecial reports to the National

Security Council, each one in comnection with particular problems being

oonsidered by the Council and ite members. The first of these reports,

dated May 3, 1948, dealt with "Alloocation of over

to CIA Persommel.” The second interim report, dated May 13, 1948, dealt
with the "Relations Between Secret Operations and Secret Intelligence.”
The present report 18 babéd on an examination and appraisal of our

national intelligence structure and operations as oreated by the National

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

the individual departments and agencies concerned with national security,
In acocordance with the directive from the Natilonal Security Council,
emphasis has been placed upon the Central Intelligence Agency, but there
has also been an examination of the principal departmental lntelligence
agencies in order to determine their scope in the field of intelligence,
and their relations to each other and to the Central Intelllgence Agency.
Our examination has been confined almost entirely 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.

We have met with members of the direétorate and personnel of the
Central Intelligence Agency and with representatives of other agencies.
With the assistance of our staff, we have consulted approximately‘ioo
persons who by virtue of their present positioh or past experience are
familiaf with intelligence problems, In addition, a series of confer-
ences were held at which officlals of all of the intelligence agencles

were invited to submit their recommendations and suggestions and discuss

LNt ] v




them with the Group., These conferences were attenied by representatives
from the Departments of State, Army, Navy and Air Forge, the Joint Staff,
Research end Development Board and Atomic Energy Commission,

| In conclusion, we desire to rocérd 6ur appreciation Zor the effective
work of the staff members of the Survey Group, Robert Blum, Joseph Larooque,
Jr., Wallace A, Sprague and Edward L. Se&o,’ in assembling data with regard
to our national intelligence organization and in assisting the members of
the Survey Group in carrying out the sxamination of our intelligence
struoture on which this report is based,

Faithfully yowrs,

Allen W. Dulles, Chalrman
Mathies F, Correa

i Williem H, Jackson
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SUMMARY

The primary obJect of 'bhi_.a survey hes beenthe Central Intelligence Agency,
1te organization and activities, and the relationship of these activities to
the intelligence work of other Government agencies. Examination has been made
of these other intelligence agencies only to the extent that their activities
bear upon the carrying out by the Central Intelligence Agenoy of its assigned

functions.

Section 102 (d) of the National Security Act of 1947 creates the Central
Intelligence Agency asan independent agency under the direction of the National
Security Council., It gives to the Council broad powers in the assigmment of
functions to the Central Intelligence Agency and creates e framework upon which
a sound intelligence system can be built. The Central Intelligence Agemcy has
been properly placed under the National S8eowrity Counoil for the effeotive
carrying out of its aaéigned funotion. It should, however, be _ﬂ?.‘?.‘i{?d and
encouraged to establish, through ite Director, closer liaison with the two
members of the National Security Council on vhom it chiefly depends and who.
should be the- main reciplents of 1ts product--the Secretary of State and the

Secretary of Defense.

The Naticnel Security Act, es implemented ‘n& directives of the Natiomal
Security Council, imposes wnpon the' Central Intelligence Agency responsibility
for oarryiné out three essentlal) functions:

(1) The ooord;at:lon of intelligence activities;

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

tion of national intelligence;
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(3) The performance centrally of certain intelligence services of common

concern. Thease inolude services of a static nature, such as research in flelds
of common wsefulnese, and operational services such as the ocollection through

the central agency of seoret intelligence.

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

tional Military Establishment,

Fo amendment to the provielon of the Act relating to intelligemce is re-
quiredat this time, What 1e needed i1s actlon to give effect to its true intent.

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

Under the statute, the Central Intelligence Agemoy has broad responsibility
to coordinate intelligence activities relating to the national security. In
the discharge of +this responsibility, the Central Int'olli@ca Agency should
review the intelligence field and ascertain where there are gaps or overlaps.
The agenoy hest equipped to do a partioular Job should £il1 amy gaps. Where
two or more- .agenoiea 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 recomending directives for approval by the National Becurity Counocil. The

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

T
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consultation with the other intelligence agencles, of taking the inifiative in

seeking directives to effect it. Today this coordinating function of the
Central Intelligénce Agency is not being adequately exercised.

To ageist 1t in carrying out this task the Central Intelligence Agency
has availsble the Intelligence Advisory Committee, This group includes the
Director of Central Intelligence as chairman, the the heads of the intelligence -
steffs of the Departments of State, Army, Navy and Air Force, the Atomic Energy
Commission and the Joint Intelli?ence Group of the Joint Staff,

A number of formal directives for the coordinationof intelligence activi-
ties have been issued by the National Seocurity Council upon the recommendation
of the Central Intelligence Agency and the Intelligence Advisory Committee.

These directives, except those specificelly asaigning to the Central Intelli-

'gence Agency the carrying out of certain common services described below, have

not gone far enough in defining the scope and limite of departmental intelli-
gence actlvities., These aotivitles continue to present many of the same Juris-
dictional conflicts and duplication which the National Security Act was in-
tended to eliminate. Consequently, the absence of coordinated intelligence
planning, ag between the Central Intelligence Agency, the Service agencles and
the Stete Department, remains serious. What is needed is continulng and effec-
tive coordinsting action under existing directives and also directives estab-

lishing more precisely the responsibility of the various intelligence agencles.

The field of scientific and teclmological intelligence 18 an example of

lack of coordination. Regponaibilities are scattered, collection efforts

ers uncoordinated, atomic energy Iintelligence 1is diverced from scientific

il | | 3
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intelligence generally, and there 1s no recognized procedure for arriving at

e |

authoritative intelligence estimates in the scientific fleld,with the possible

exception of atomic energy matters.

Another important exemple of lack of coordination 18 in the field of do-

‘mostic intelligence and counter-intelligence relating to the national security.

Jurisdiotion over counter-intelligence and oo@ter-eapiona@e activities is as-

signed to the Federal Bureau of Investigation inthe United States and the Cen-

FH

tral Intelligence Agency abroad, However, fifth columm activities and espionage

do not begin or end at our geographical frontiers,and our intelligence to cown-

’
s

- ter them cannot be sharply divided om any such geographical basis, In order
to meet the specific probleﬁn presented by the need for coordination of activ-
ities in the fiel_d of domestic intelligence and counter-intelligence relating
to tha national security, 1t is recommended that the Director of the Federal

4 e

Bureauw of Investigation be made a permanent member of the Intelligence Advisory

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

dirsctives., It should be re-activated and called wpon to play an Iimportant

role.

N-a.‘

To assist the Director of Central Intelligence in carrying out his dutles

i

to plan for the coordination of intelligence, the staff in the Central Intel- '
ligence Agency known as the Interdepartmental Coordinating and Planning Staff

‘ghould be reconstituted and strengthened, It should be composed of personnel
definitely assigned to, and responsidble to, the Director of Central Intelli-

gence and charged, on a full-time basls, with carrying on continuous plannilp]g

E el
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v
4 for the coordination of specific Intelligence activities. This stalf, vhicﬁ
: ’ might be called the "Coordination Division,” should support the Director in
Y fulfilling one of his wmost important and daifficult duties umder the Natiomal
" Seourify Aoct.
* In concluding the oconsideratiom of this most vital problem of coordination
G | of intelligenoce aotivztiés, 1t should be ehphgsizea that ocoordination can most
” . effe‘otively be achleved by mutual agreement among the various agencieé. With
- . the right measure of leadership on tixe part of the Central Intelligence Agency,
| a major degree of coordination can be accomplished in that manner.
-
\ THE RESPONSIBILITY OF THE CENTRAL INTELLIGENCE AGENCY FOR THE PRODUCTION OF
- .+ INTELLIGENCE RELATING TO THE NATIOM SECURITY
v A long-felt need for the coordipa.tion, on the highest level, of intelli-
- - genoe opinion relating to broad a.epe'of;a of national policy and national security
= was pro'baﬁly the prinocipal moving factor in bringing sbout the oreation of the
If Central Ihtelligez}oe Agency. The lack of any provision for the {;)romyt produc-
n " tion of coordinated natiomal 1ntellisen09} of this kind was one of the n;oat
) signifioant causes of the Pearl Harbor intelligence failure.
- -
o This type of national Intelligenoce, exyres'sed in the form of coordinated
’:_ national estimates, transcends in scope and breadth the interest and compe-
;‘.‘ tence of eny single intelligence agency. Hemoe, such estimates should dbe fully '
partioipated in by all of the principal 'intelligenoé agencies. All Jointly
L should share in the responeibility for them,
- With ane or two signiflcant exceptlons, whose ocourrence was largely for-

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




TOP SECRE
The 0ffice of Reports and Estimates in the Central Intelligence Agency

was glven responsibility for production of natiomal iIntelligence. It has,

however, been ooncerned with a wide varlety of activities and with the produc-

tion of miscellaneous reports and summaries which dDy no stretch of the imagi-

nation could be considered national estimates.

where the Qffice of Reports and Ratimates produces estimates, ﬁ—a usually
does 50 on the dasis of its own research and analysis and offers its producf:
&as oompetitive with the similar product of other aggnciel, rather than &ds the
vooordinated result of the best intelligence product which ea‘ch of the interested

agencies is able to oomtribute.

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

of & coordinated national estimete 1s not subgtantially mitigated by the exiet-

ing procedure vhereby the 0ffice of Repcrﬁ and Estimates olrculates its esti-

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

tains a formal notation of dissent or comowrrence. Under this procedurs, none
of the agencies regards itself am a full partioipamt ocontributing to a truly
national estimate and accepting a share in the responsibility for it.

It is believed that this situation can be remedied if the Cemtral Intel-

ligenoce Agency réoogaizes the responsibility whichithas under the statute and

- agsumes the lsadership in organizing its own work and in drawing upon that of the -

other intelligence agenciles of Govermnment for the production of coordinated intel-
ligence. Thus, within its own organization, the Central Inteiligence Agency
should have, in lieu of the present 0ffloe of Reports and Estimates, a small
group of specialists, vhioch might appropriatelybe called "Eatimates Division.

“®m " W W

B

]

A ;.

i

» rw

(23

e

Y S

v sre




» It would be the task of thié group to review the Intelligence products of other
: .' . intelligence a.genoie.a end of the Central Intelligence Agency, and to prepare
' drafts of national intelligence estimates for consideration by the Intelligence
o : Advisory Committee.
‘| | ~ -
v _ . The finel process of coordination should take place in the Intelligence
a . Advieory Committee which would réview and discuss the proposed estimates. The
" ' fj.lniahed estimate should be clearly established as the product of all of the
‘ oontributing'agencies mwhiéh all shere and for which all teke responsibllity.
,‘ - I shﬁuld be recognized as the most authoritative estimate available to the .
o policy-makers, o o
o T
' { { Where pMicM soientific or_technica.l intelligence matters are involved,
t the Intelligence Advisory Committee should’ Beoure the views of the best quall-
. filed technical experts availlable to‘them, Including experts from the Research
’ end Development Board and the Atomic Fnergy Commission. '
-
There should also be provision for the prompt handling of mejor emergency :
~ situations so that, as a matter of course, when quick estimates ere required, ‘ '
- there 1a immediate ‘consultation -and colleotive appmisﬂ 'b& the Intelligenbe

Advisory Committee on the besis of all avalleble information.

The inclusion of the Federal Bureau of Iﬁvestiga.tion as a pen&a.nént member
should aeéure i-.'m-. intelligence estimates will be mede in the light of domestic
as well as forelgn intelligence. Provieilon should de made for the representa-
tion on the Intelligence Advisory Committee of other agencies of the Goverrment

vhen matters within their competence are under discussion.




| TOP SECREL)
PERFORMANCE CENTRALLY OF SERVICES OF COMMON CONCERN

Under the National Security Act, the Central Intelligence Agency should
perform, for the benefit of the existing intelligence agencles, such aservices

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

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

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

operations.

STATIC SERVICES OF COMMON CONCERN

At the present time the statlc services of intelligence research and re-
porting are carried out in the Office of Reports and Estimates. If the dutiles
of this Office in relation to the production of national intelligence are as-

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

functions presently carried out by the Office of Reports and Estimates and &

part at least of the personnel engaged in them could be reconstituted as the
nucleus of a separgte 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 various refere;w

and library fimctions now carried on in the Office of Collectionand Dissemination.

The economic, scientific and techmological fields are ones in which all of

our intelligence agencies have vearying degrees of Interest, " At the present

time there is serious duplication in these fields of common concern. Centra
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production and coordinetion by the proposed Research and Reports Division,
®

would resixlt in great economy of effort and improvement of the product. For
example, the organization within this division of a solentiflic branch, staffed
by highly qualified personnel and empowered to- draw upom the scientific per-
gonnel of such organizations of Government as the Research and Development
Board and the At.omic Energy Commimsion for the purpose of dealing with spe-
clalized scientific problems, 1s & projJect which should have the highest

priority.

This division of the Central Intelligence Agency should be staffed in pert
by representatives of the departmentel intelligence services so that the reports
produced would represent aunthoritative and coordineted opinion and be acoepted

as suoh by the various consumer agencies.

. The Director's plamming staff for ooordination of activities, the proposed
Coordination Division, should review the questlon as to vhat subjects might
ai)propriately be apsigned to the new Research and Reports :Divisioﬁ for oentz;al
regearch and report and what services now oentrally performed in the Central
Intelligence Agency nig}.it be eliminated. The Intelligence Advisory Committee

“would be the agency to determine the allocation of work, and in case of any

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

OPERATING SFRVICES CF COMMON CONCERN

‘The dpera.ting servlces of common comcern prosemtly performed by the Central .

Intelligence Agenocy comsist of the collection, through the Office of Operatlons,
of certaln types qf intelligence in the United States - 1.e., intelligence -from

private individuals, firms, educational and sclentific ingtitutioms, etc.; the
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collection of secret intelligence abroad +through the Office of Special Opera-

tions; and the conductof secret operations abroad through the Office of Policy

Coordination.

All of thege services are appropristely allocated to the Central Intelli-
genoce Agency. These operating functions are so inter-related and Inter-
giepe’pdont that they should have commcn directionat scme point below the Direc-

tor of ‘Centrel Intelligenoce.

" The general administrative problems of these operating offices are unique
beocause of.their secrecy and the comsequent security requirements. They differ
importantly from that part of the workof the Central Intelligence Agenoy which
is concerned with the cocrdination of activities and the production of intelli-
gence. . Aoocordingly, these three operating offices should have common admin-

lptrative services, separate from those of the balance of the Cemtral Intelli-

gence Agenoy. .
| \
The thres activitles, with the possidle addition of the Foreign Broadcast

Information Branch, should be responsidle to ocne official charged with their

_"direction. The new "Operations Division” would be self-gufficient as to ad-

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

6131ticism frequently voiced, and with & good deal of merit, that 1t is essen-

tielly unsound to cambine in a single intelligence agency both secret opera-

tions and over-all coordinating and estimsting functioms.

In 1ts secret intelligence work, the Office of Special Operations requires

a closer ‘1iaigon with the other intelligence agencles, especially those of the

military services and of the State Department which are 1ts chief consumers,
10
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~ and vhich should be gble to guide 1te colleotion efforts more effectively than g ,

they doat present. The counter-intelligence functiom of the 0ffice of Special
Operations requires more emphasls and there is need for better coordination of
all 1ts activities with the military, particularly in the occupied areas.

THE CRGANIZATION AND DIRECTION OF THE CENTRAL INTELLIGENCE AGENCY

The principal defect of the Central Intelligence Agemoyis that its direc- .
tion, administrative organization and performamce do not show suffioient a.p;."
- preciation of the Agency's assigned functions, particularly in the fields of

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

ectablighed agencies of the Government departments.

Since it 1s the task of the Directpr to see that the Agency carries out
its assigned functions, the fallure to do so 1s neéeesarily a feflecticn of
ix;adequa.cies of direction.

Tl;ere is one over-all point to be made with respect to the adminiatratiGh

of the Central Intelligence Agency. The organization is over-adminiétered in

the sense that administrative considerations have been allowed to gulde and, .

oxi occeslion, evon'comn'ol intelligence policy to the detriment of the la.tt_er.i'

Under thé arrangements proposed In this report, the heads of the newly comstl-

‘tuted Coordination, Estimates, Research and Reports, and Operations Divisicns

would be included in the immediate staff of the Director. In this w-my,'thé ;

3

Director, who at present relles chiefly c;n his administrative staff, wbulc_i
be brought into intimate comtact with the day-to-day operaticns of his agemcy

and be able #b give policy guidance to them.

1
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In commenting on administration, +the question of security should also be
stressed. The Director is charged wnder the law with protecting intelligence
sources and methods from unauthorized digclosure. One of the best methods of
achieving thls 1s to correct the present situation where the Agency is viewed
and generally publlicized as the collectar of secret intelligence and to bury
1ts setret functions within a Centfél Inteliigence Agency whose chlef recog-
nlzed activitiea 'a:r;e the coordination of intelligence and the production of

intelligence estimates.

In reviewing the work of the directorate, consideration has been.givem to
the question whether or not the Director should be a civilian. The work of
the Agency, from its very nature, requires continuity in that office which is
not 1ikely to be achieved 1f a military man holds the post om a "tour of duty"
basis. For this reason, as well as because freedom from Service ties 18 de-
slrable, the Dirsctor should be a civilien. This reconmendai';ion does not ex-
clude the possibllity that the post might be held by a military man who bas

severed his 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 agencies

should make to the apsembly and production’of national intelligence.

As regards the Service intelligence agencleas,,6 the active exerclse by the
Central Intelligence Agency of its coordinating functions should result in a
more officlent allocation of effort than is presently the casse. The Service
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agenclies should ooncern themselves principally with militéry intelligence
questions, leaving the Central Intelligence agency to perform.agreed central
gervices of common interest. In addition, oontinuing responsibility of the
Central Intelligence Agency for coordination should bde exercised with respect
to certain Service activitles, for example, espionage and counter-espionage in
oooupied arees. The Joint Intelligence Committee would continue to operate
with its membership unchanged and would concern itself exolixaively with mili-
tary and strateglo questions as directed by the Joilnt Chiefs of Btaf_i’. The
Services would participate in the formulation of national intelligence esti-
mates through thelr membership inthe Intelligence Advlsory Commltitee and would

share in the collective responsibility for these estimates.

In the oase of the Research and Inte.uigent;e staff of the State Department,
the conclusion has been reached tbat this staff, as at present comstituted, 1is
not sufficlently close to operation and poliocy matters In the Department to
furaish the necessary lialson or the politicel intelligence estimates required
" Dby the Central Imtelligence Agency for the preparation of national estimates.
Accordingly, it 1s desirable that a high officisl of the State Depexrtment be
deslgnated as its Intelllgence Officer to oocordinate these activities, to act ‘
a8 the Department's representative on the Intelligence Advisory Committee and,
in general, toact as liaison wiﬁh the Central Intelligence Agency ivith respect
t0 the intelligence and related activitlies of the two agencies and to develop

close working relations between them.

CONCLUSION

While organigzation charts cen never replace individual initiative and

ability, therCentral Intelligence Agency, reorganired along the functional

13




LLRCT | ”
lines indicated in this report, ehould be able more effectively to carry out -
the duties assigned 1t by law and thus bring ouwr over-all intelligence system .
oloser to that point of efficilency which the national security demands. ]

*

‘The foregoing swmmary is only a brief outline of the main points of the »
report and does not take the place of the detailed discussion in the repart
and the various comolusions and recommendetions at the close of the respective !
chapters. . B
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CHAPTER I

INTRODUCTION

THE INTELLIGENCE PROBLEM IN THE UNITED STATES

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

cies, a brief word of background may be helpful.

Although the Central Intelligence Agency 1s largely an outgrowth of our
experience In World War II, it would be wrong to proceed from the premise that
prior to the war our Government had operated without intelligence as to the
capabilities and intentions éf possible enemies or prospective allies. The
Department of State had long maintained a widespread information - gathering
gervice. The Army, the Navy and certain other departments of the Government
had maintained their own systems of collecting 1nfomation and producing

intelligence.

Prior to World War II, however, we had no integrated secret intelligence
sexrvice. We had not adeguately exploited the avallable sources of overt in-

telligence. We had no central agency to coordinate iIntelligence collection

. and production, and to assemble the best available Intelligence for expression

in national estimates to gulde in the fornulation of foreign policy and the

preparation of our defense plans.

In World Wars I and II our European Allles, 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 allles, we have rightly concluded that we should not depend on

JOP SECRFT) . 15



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

and during the early days of World War IT.

It was World War IX which showed both our deficlencies in intelligemoe

" and also what we could accomplish under pressure. Through the expansion of

the facilitles of the State Department and the military servicea, through the
Offlice of Strateglic Services -- owr first move towards a central intelligence

. agency -- through enlisting the best persomnel that could be found, In and out

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

meny 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
orisis, we must prepare In time of peace, and we have seriously twrmed to the
task of bullding up a central intelligemce organization. The country has now
accepted the verdict, even if somewhat reluctantly, that peace-time Intelli-
gence 1s essential to security and, as many of our military leaders have saild,
owr first line of defense. It took us a long time to reach this conclusion,
and we are only now gradually getting over our suspicions of intelligence and
owr tendenocy to confuse it wiih mere Intrigue and the more lurild slde of es-

pionage. We are begimning to accept 1t as serious and homorable work and essen-

" tial to our defense.

It is well %o recognize however, that an efficlent intelligence organiza-

tion cannot be built overmight.

I% will require yeara of patient work to provide skilled persomnel to &o
the Job. Blueprints and organization charts, even leglslation and ample appro-
priations will not take the place of competent and highly trained men ang
16 '
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women. Without them we shall heve nelther effective intelligence operations
nor sound intelligence estimates. Unfortunately, in the difficult organiza-
tional period seince the war, the futufe of intelligence as a career has seemed
80 uncertain that meny war-trained and competent men have left the servics,

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

Finally, seourity for our intelligence activities is not always easy to
achieve hers . in the United States. It 1s not only the penetration of fifth
columnists which we have to guard against. We have the general problem rising
out of our tradition that all of the affairs of the Government shall be con-
ducted in the open. Scometimes we tend to carry this over even as regarde the
publication of the intimate details of intelligence operations. In peacetims,
partioularly, it is not always easy to reconclle our vital Inberest in pro-
tooting the freedem of the press with the need for silence on certain phases

of intelligence.

As against these deblt items we could cites long list of highly favorable
faoctors. America has the potential resources, humen and material, for the
best intelligence service in the world. Within our borders we have every race
and na.tiobality, loyal sons gpeaking every la.ng'uagé » travelling and resident .
in 'every foreign country. We have a wlde geographical base for the development
of intelligence work. We have the greatest reservolr of scientific and tech-
nical skille. We have important allles abroad who are ready to Join their
knowledge to oura and to give us the benefit of thelr jyears of experience in
intelligence. And last, eand possibly most hupdrtant of all, in the field of

1ﬁtelligence work,we can develop the indlvidual initiative, skill and ingenulty

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



show that free men can be vastly more efficient than thoss working for a

slave system.

These are eame of our . great assetsy our problem 1is to mobilize them.
There &re real elements of urgency in seeing that this task lsaoccomplished.

(1) Amerioa today, as never before in time of peace, is vulherable to

‘sudden and possibly devastating attack. To meet an initial attack, there are

no sure military weapoms of defense and it may well be that our best protec-
tion lies in adequate advance knowledge of the ocharacter and timing of the
danger.

(2) A vast area of the world stretching from the Elbe River in Germany
to the Yangtase in Chine is largely behind an iron ourtain whers the normal
sources of information are partially or wholly lacking. The techniques of an
mtelligenpe gervice ought to be one of the important means of penstrating
this barriler.

(3) A whole new area of kpowledge in the -field of science has beocme
vital for our defense. This fleld ocuts acrose the funotions of various Govern-
ment departments and presents new problems from the viewpoint of intelligence

collection and ooordination.

(4) The far-flung activities af the fifth columm, both hers and abroad,

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

telligence progream to counter this danger.

Theee are only & few of the developments which give to intelligence an
importance in our defense system which it has never bad in the past in time of

peace. Fortunately, these faocts are now becoming well understood, and the
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Administration, the Congress and the people share with deadly eeriousness the
determination that the United States here and now shall build the best intelll-

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




CHAPTER II
NATIONAL INTELLIGENCE AND THE
NATIONAL SECURITY ACT OF 1947
Beginning as early as 194k preparations were under way for the tremsition
from war-time intelligence to a permanent intelligenoce organization suited to

our post-war needs.

In a series of discussions among the interested Government g.genciea as to
how the oountry could most effectively organize its permenent, long-range,
peace~-time intelligence there wes genersl agreement on same form of a central
agenoy. There was, however, & sharp dive;-genoe of views as to the 8cope of the
aotivities of such an agency, the authority it should snjoy, the manner in
whioh it should be administered and comtrolled and where in the Government 1t
should be loocated, Theae issuss wers resolved at that. time through the crea-
tion by Presidential letter (See Annex No. 3) of the Cent'reg. Intelligence Group,
and then more defmitely" dstermined through the establishment : of the Central

© Intelligence Agency by Congress in Section 102 of the Nationmal Seourity Act of

1947, (Sge Annex No. 4).
\

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

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

gence Agency as follows: -

"(4) TFor the purpose of coordinating the intelligence activities of the
several Govermment departments and egencles in the inberest of national secu-
rity, 1%t shall be the duty ¢6f the Agenoy, under the direction of the National
Security Counocll -- .

"(1) to advise the Natianal Security Council in matters concerning
such intelligence activities of the Goverrment departments and agencies
a8 relate to national security;

TS .




"(2) to make recommendations +to the National Security Council for
the coordination of such intelligence activities of the departments and
agencies of the Goverment as relate to the national security;

"(3) to correlate and evaluate intelligence relating tothe national
seourity, and provide for the sppropriate dissemination of such intelli~
gence within the Goverrment using where appropriate existing agencies and
facilities: Provided, That the Agency shall have no police, subpoena,
lav-enforcement Dowers, or internal-security functions: Provided further,
That the departmenta and other agencies of the Govermment shall ocontinue
to oollest, evaluate, oorrelate, and disseminate departmental intelli-
genoce: And vided further, That the Director of Central Intelligence
shall be reip:m'?_sIFI'e' Tor p'ratactmg intelligence sources and methods from
unauthorized disclosure;

"(k) to perfom, for the bemefit of the existlng intelligence agen-
cles, such additional services of common oconoern as the National Security
Council determines oan be more effioiently accomplished centrally;

"(5) +to perform such other functions and duties related to intelli-
gence -affecting the naticmal security as the Natlional Security Ceuncil

my from time to time direct.” .

In these provisions the authors of the National Security Act showed a
sound mﬂerﬁtand.ing d’ our basio intelligence ne&d.s by assigning to the Central
Intelligence Agency three breoad dutiea which had never before besen adegquately
covered in our national intelligence structure., These dutles are: (1) to
advise the Natianal Security Council regarding the mteuigence activities of
the goverrnment and meke recommendations for their coordination; (2) to pro-
vide for the central oorrélation, evaluation and dissemination of intelligence
relating to the national security; and (3) to assure the performance, cen~

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

and related funotiona of common ooncern to various departments of the

_Government, ' , N

The powers glven to the National Security Council and the Central Intel-
" 1igence Agency under Section 102 of the Act establish, in our opimion, the

framework for a sound intelligence service for this country, Accordingly, we
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" 40 not suggest any amendments to the Act and belleve 1t would b» Tmwise to

s tamper with this legislation wmntil we have bhad further experience 1in oper-

b ating wunder 1t. Throughout our report we stress the vital importance of
- giving effect to the real legislative intent through the effective exoroise
: by the Central Intelligence Agemcy of thoso funotions assigned to 1t by
“ the Act. VWe refer particularly to the responsibility of the Central Intel-
. ligence Agency for the ocoordination of Intelligence activities and the co-
= ordination of intelligence opinion in the form of national intelligence
- eatimates.
= In providing for a semi-autonomous highly cemtralized agency with a droad
iy varisty of intelligence responeibilities affecting various Government agenoles,
- we have departed from the general patterm followed by other countries. There
- the tendency in most phases of intelligemce has been to avold such a degree of
: centralization., Under the conditions existing in the Unlted States we believe
- that the degree of centraligation proposed under the Natlonal Security Act can
;_ be Justified, provided that the distinctlve functions of the Central Intelli-
. gence Agency are handled according to thelr special requirements.
i
-
» As one recamendation designed to offset the disadvantages of over-
- centralization in intelligence, we later propose 1n this report that the
branches of the Central Intelligence Agelicy which are directly engaged in clan-
- destine activities, such as seoret intelligence, counter-intelligence, secret
- operationa and the like, be given.a great measure of autonomy as to internal
admindstration,the oonf;rol of their operations and the selection of persomnel.
- .
In this connection we have oonsidered the arguments which have been fre-
.- quently advenced that the functions of coordination and of eveluation, on the

3




one hand, should be whally divorced from collection and operations on the
other, One argument ia that the analyst wlll be overly impressed with the
pafticuhr items of information wlﬁoh his own organization collects, as con=
trasted with the information reaching him from other sources. There is & fur-
ther fea.r,‘ partly :ubatantiitod by c.tpeﬁmoé under the Central Intelligenop
Jlgenoy, that 1f the several functions are combined, there will be a tendency
to neglect the coordinating respomaibllities in favor of the nore exciting
field of apera.f.ions. Finally, +the point is made that by Joining together a
variety of operatians whose security requiremernita are quite different, the
posaibility of providing effective security to those activities that require

i1t most 1s thereby reduced,

We appreciate the weight of these arguments but do not fesl that they are
decisive. We believe that the recognition of the distinotive functioms of the
ceﬁtml Intelligence Agency, and the handling of each one according to its

~ apeolal requirements and in proper relation to the over-all miseion, would
largely meet these objections, In partioular, the granting of sutonomy to the
olandestine work and adequate emphasis an the important coordinating responsie-
bilities of the Central Inte].'l.isonoe Agenoy wouid overocme the disadvantages

of combining these funotione 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 its operating services, should be placed under the
direct oomtrol of one of the executive departments of the Govermment, such as .
the Department of State or the National Military Establishment, The activities.
of the Central Intelligenoe Aggnoy do not conosrn either of these departments
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» exclusively. Moreover, the administrative arrangements of these departinents
., are not well suited to +the conduot of extensive seorst foreign intelligence
- operations, The faot that in time of war seoret sotivities are primarily of
» oonoern to the military is not, in our qpinion, sufficient Justification for
, placing them under military control in time of peace. The National Seourlty
' Aot 18 flexible enough and the authority of the National Security Counoil
» " sufficiently broad to permit any necessary adjustments within the Central In-
telligence Agency 8o that these operations will be responsive to the needs of
® the policy-meking and operating departments of the Govermment, without eub-
, ordinating them direotly to these departments,
- Wp have also considered the gquestion whether the Central Intelligénoa
Agency as a whole is properly placed in our govermmental structure umder the
- National Security Council, When the Natianal Seourlty Act was being drefted
doubts were expressed whether a committee such asthe Natiomal Security Council
- would be able to give effective direction to the Central Intelligence Agenoy.
- It was argued that the National Seocurity Council was too large a dbody, would = -
be preocccupied with high poliocy matters, and would meet 400 infrequently to be
- able to give suffioclent attention to the proper functioning of .the Central In-
; telligence Agenoy. '
-

There 1s force to the oriticiam that a committes, no matter how august,
® _ is rarely an effective body for the direction of the ourrent operations of
- another mgency. It is true that the National Security Councll cannot effeoc~

| tively assume the task of directing such ourrent operations, and showld not
v attempt to do so, except to the extent of assuring itsslf of oompliance with
- i1ts directives., However, the Counoil, whose ohairman is the Fresident and

whose membership oomprises ths highest authority in the interested departments

- [ s
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of the Government, oan render effective gervice in determining the nature and -
scope of the activities of the Central Intelligence Agency within the frame- !

» work of the National Security Act. r
* We recommend, however, that provision should be made for closer liaison e

~ between the Central Intelligence Agenoy and the two members of the Natlonal
Becurity Council on whom it chiefly depends: namely, the Secretary of State and ,
the Secretary of Defense. We suggest that the Director of Central Intelligence E
be encouraged to seek current advice and continuing guidance from these two °
nmembers of the National Security Council on matters which me.y not properly be '
the subJect of its formal directives, o'r §h1ch ;xave not reached the poinf. of )
requiring such direotives. Such close a.seociation. would help counteract what P
we feel 18 a gr.owing tendency for the Central Intelligence Agenoy to become a g
separate and independent agency of Govermment vor]éing to some extent in com- Y
petition with, rather than for the bensfit of s those departments of Government -.
which are the primery users of what the Central Intelligence Agency should »
produce. . i
»

THE GENERAL MISSION OF THE CENTRAL INTELLIGENCE AGENCY .
=- .+ .<8nless the Central Intelligence Agency performs an essential service for B
each of these departments and coordinates their intelligence activities it r
will fail in its mission. The Central Intelligence Agency should not be mere- .
ly another intelligence agency duplicating and rivalling the existing agencles .
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 rescurces of exist-

ing agencies; 1t must not duplicate their work but help to put an end to
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existing . duplication by seeing to it that the best qualified
phase of the intelligence field should assume and carry out 1ts particular

reaponsibility.

In the succeeding chapters of this report we will suggest concrete steps
for giving effect to these general principles. In doing so we wlll start ﬁ‘om

the premise which we have stated above that the exlsting legislation affords a

" good basgis on whioch to build & central intelligence mervice. Furthermore, as

the most practicaL method of approach, we wlll examine what has been acconm-
plished through the Central Intelligence Agency under this legislation =and
suggest as we go along the specific and, in some cases, fundamental changes

which we consider desirable. Im this way ve will bulld upon what we now have

_rather than attempt to start enew and build from the grownd up.

CONCLUSIONS AND RECOMMENDATIONS

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

(2) The Central Intelligence Agenoy 1s properly placed in our govera-

mental struoture under the National Security Council.

e ———

(3) The Central Intelligence Agenoy should be empowered and encouraged

to establish through 1t§ Director oloser liailson with i;he two members of the

1

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

- of State and Defense.
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; » CHAPTER Il
. | ' THE ORGANIZATION AND ADMINISTRATION OF
THE CENTRAL INTELLIGENCE AGENCY

- CBOANTEATI O

- ‘The National Seourity Act of 191}? does not mke detailed provision for

_ the orgéniza.t:lon of the Central Intelligence Agency, It provides that the

i- Agency shall be headed bya Director of Central Inﬁeluganoe and that he "ehall

be appointed by the President; by and with the advice and consept of the Sen-

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

5 individuals in oivilian 11fe".

_ With one exceptlion, noted beloﬁ , the Director 1g free to organize the

Contral Intelligence Agency ag le chooses and to appoint to positions within

- the organization persons of his own. seleotion, as well as to terminate their

- employment without regard for normal Civil Service procedures.

. In this chapter we discuss the administrative organization of the Centr‘g.i

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

- - nation of the varlous activities of the Agency, an appraisal of the over-all _
; direotion of the organization in relation to its assigned ﬁtseion. ‘

L4 ! - i
’ In carrying out his task of organizing the Central Intelligence Agency,

- the Director has designated as hip irmediate subordinates & Deputy Director

- end an Executive Director*, Assisting this diract;ng groupb in a gtaff capacity i
. are the Interdepartmental Coordimating and Plaming Staff (ICAPS); the Gemeral

. * Geneyal Order No. 11 of the Central Intelligence Agency, dated September 1k,

- 1948, which ia to become effective phartly, abolishes the post of Executive

Director.




o>t p

Cowunsel who handles all legal and legislative work; the Advisory Council, a
emall staff whioh represents bthe Director in handling commmioations intelll-

gence nmatters; the Executive for Adminiptration and Management, in oha.rge'of
- financial and bDudgetary matters, adminigtrative servicea, supply and general

housekeeping, personnel and mmgmnt advice and gurveya; and the Executive

for Inspeotion and'séc\u'itw , reaponsible for internmal mecurity poliocies and
investigations, physioal security arrangements, inspections and audits. (For
Orgentzation Chart ag of Jenuary 1, 1949, see Annex No. 5). -

The Interdepartmental Coordinating and Planning Staff (ICAPS), comprising
persons unominated by the Departments of St.a.fco » Axny, Navy and Alr Force, has
the primary responsibility for assisting the Director and the Intelligence
Advigory Committes with rempect tothe cocrdimation of intelligence activities.
(Bee Chapter IV).

The other funotions of the coﬁtra.l Intelligence Agency are peirformed in
_ five Offices*, each headed by an Assimtant Director. Theme are the Office of
Reports and Estimates (CRE), Office of BSpecial Operations (0S0), Offioe of

Policy Coordination (OPC), Office of Operations (00), and Office of Colleotion
and Disseminatibn (OCD), A chart showing the persomel streugth of the various
parts of the Agenoy as of December 2, 1948 is given in Ammex No. 6.

The responsibility of the Central Intelligence Agency to "correlate and
evaluate 1nteluger;oe relating to the natiomal meourity" is aseigned to the
0ffice of Reports and Estimates (ORE). However, as we will point out later,
(See Chapters V and VI), & clear distinction has never been made within the

* We understand <that since thls report was written steps are being taken to
oreate a sesparate Office of Solentific Intelligence.
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Office of Reporte and Esfcimtes betwoen the duty of correlating national in-.
tolligence and performing other miscellaneous reporting activities which are

more in the nature of "static" common service fumctiona.

The "operating" services of oommon ooncern which have been assig_ned' to
the Central Intelligence Agency are carrled out by three Offices. The Office

of S,ﬁecial Operations is reeponsible for forelgn espionage and counter-espionage
(See Chapter VIII). The Office of Operations is charged with the exploitation

of domestic contacts for foreign intelligence, the monitoring of forelgn broed-
cagts and the exploitation of 1intelligence informatlon found in foreign docu-
ments, press and other publications (See Cha.pter VII). The Office of Policy
Coordination 1s charged with conducting secret operations abroad under a spe-
clal mandate from the National Se;nn'ity Council which stipulated that the As-
slstant Director, Office of Policy Coordination, must be nominated by the
Secretary of Htate, and that his appolntment by tﬁe Director is subject to
approval by the Natlonal Bécurity Councll, This is the only case, as ment:lone_d.
above, in vhich the National Security Cownolil has presoribed internal arrange-

ments within the Central Intelligence Agency or l.imi»ted the appointive author-
1ty of the Divector. (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-
telligende Agen;xy. It performs atatic services of common concern In that 1t
compiles and maintains certain blographical, library and other reference mate-
rials. It also performs a coordinating funotion in handling intelligence col-

lection requests of the Central Intelligence Agency and the other departmenta.
Finally, it performa administrative functlons such as the reception a.n@ dis-

semination of documents and reports.- (See Chapter IV).

T <




| TOP SECREH
ATMINISTRATION

The administrative requirements of an organization much as the Central
Intelligenoe Agency, which carrles out overt and covert activitiea, many of
which are highly speclalized, cannot be expected to conform to normal adminig-
trative pz"a.ctio.e.' The entire organization is, to some extent, affected by
special gecurity requirements, and these are particularly difficult to handle

wlth respect to secret intelligemce and irelated oi:erationa.

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

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

treatment. (See below, page 116).

Adminigtrative arrangements which do not at first sight appear to be ef-

- fleiemt or economical may boe mneoessary in the Central Intelligence Agency.

.-Per'smmel requirements for certain types of work cannot canforntonomi Civil

Service standards, and the demands of security often impose speclal and unusual
procedurea, This situation must be understood not only by those responsible
for the internal organization of the Central Intelligence Agency but also by

Congress and the Bureau of the Budget.

The charge is sometimes made that there are too many administrative person-

nel and that the Central Intelligence Agency organization 1s top heavy in thie

respect. The Exeoutive for Administration and Management and the Executlve for

# General Order No. 1l provides for the centralization under an Executive for
Administration (former Executive for Administration and Management) of all
budget, services, personnel and menagement funotions, both overt and covert.
This measure 1@, in our opinion, unsound and contrary to the principles
advocated in this report.
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Ingpection and Security together represent a large number of persomnel total-

ling over out of a total of about This figure does not include per-

sounel performing administrative functions in other parts of the organization.
However, regardless of the oriticism directed against numbers,oriticism should
be properly directed against polioles and procedures. (See Chapter X).
BUDGET

The Central Intelligence Agency appears to have no serious budgetary

problem and is favored by adequate Uongressional support. The budget proposals ’

' as approved bty the Director, are submitted each year with the authorization of

the National SBecurity Council <to the Bureau of the Budget whers they are
haniled by one offiolal who has full security clearance. Ther +the budget is
supported before special sub-~committees of the Appropriatione Committes of the -
two Houses of Congress. After approval, arrangements are made with the Bureau
of the Budget so that various parts of the budget are appropriated to other
dopartments. Thus, there is no officlal appropriation to the Central Intelli;-

gonce Agenoy ,.but there are a number of peparate blanket and unidentified ap-
propriations to other departments, which act as th_e vehicles for transmitting

the funds to ths Central Intelligence Agency.

Both Congress and the Bureau of the Budget have refrained from examining
in detall the intermnal workings of the Central Intelligence Agency in order to
determine the Jjustification for the buiget. It is importent that such dle-
cretion and security be continued and that speclal treatment be accorded.
However, in order to Justify thise, it 18 necessary that the Natlonal Security
Council continuously assure itself as to the proper management and operations

of the Central Intelligence Agency, serving as the informed sponsor of the

Agency and as the protector of its seocurity.
' 33
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In swmary, we believe that the present arrangements for handling thoA
difficult question of the dbudget for the Central Initelligence Agency are sound
| and that the Agency has not been hampered in carrying out its present respon-
8ibllities by lack of finds.

SECURITY
Although there ig no evidence of eny lexness in the administrative ar-

rangements for security, there are a mmber of ciroumstances and policies which
detract from the general security of .the Central Intelligence Agency. It is
very diffioult to create adequate security, other than mere physical security,
around an organization which was publ'ioly. created by statute, employs about
three thousand individuals, and enocompasses & wide variety of activities. The

of these activities are carried on isamatter of public record;

the ex:lstencé_ of others and partioularly operating details are highly secret.
Yot, by oambining in a single organization a wide variety of aoctivities, the
ee\ourity of the oovert activities riske being oompramised by the lover. staﬁd-

ards of seourity of the overt activities.

In the Washington area, the Agency occupies about twenyv buildings, all
of vlgg_ic‘n can be readily identified as buildings of the Central Intelligence
Agency. In various oitles throughout the United States, the regiomal offices

of the Office of Operations oonduct their bdusiness under the name "Central

Intélligqnoe Agency". Over individuale publicly identify them-

Belves with the Central Intelligence Agency which has unfortunately become

publicized as & secret intelligence organization.

This security problem is an aftermath of the wartime period, with 1ts

public dramatization of espionage and other secret operations and a rapid
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tuwrnover of personnel. Intelligence has becoms a subJect of general discus-

sion to which the publicizing of inter-agency rivalries has contributed. For
enmplo; after the Bogota riots in April 1948 there was & public airing before
& Congressional Comittee of the handling of secret intelligence concerning
developments in Colombia. Damagixig disclosures were made regarding certain
operating detalls of secret intelligence activities conducted by the Central -
Intelligence Agency. Dwring the past year, -there have been newspaper a.nd.
magazine articles conoemix_)g the Central Intell;genqe Agency and ites secret

eotivities abroad.

Lest further inoidents of this character ocowr, every-effart should de
mdel to prevexr;t the public disclosure ot‘secre'_o' information relating to the
operations of the Central Intelligence Agency. Under the National Security
Aot (S8ection 102 (d) (3)), the Director of Central Intelligence 18 made re-
gponaible for protecting mtelligeme'aouroea and me_thoda from unAuthorized
d.isolosuro_. This mandate appears to glve. the Director auth&ity tq‘ reaist

pressure for disclosure of seoret information.

If, however, in his relations with Congreas or with other Government de-
partments, the disclosure of secret information is sought from the Direotor,

and 1f he has any doubt as to whether he should comply, 1t should be established

practice for him to refer the question to the National Security Cownoil in

order that itmay determine whether or not disclosure is iathe public intereat.

L

We believe that other steps can also be taken toward en improvement of

geourity. There should be greater flexibility in <the Central ‘:mtell:lgeno.e

Agency's organization by distinguishing between those funotiocns which are

vritten into the statute and hence are public and those whose existence, and :
. 35 M
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! oertainly whose operations, should remain secret. The two should be adminis-

’ tratively and functionally separated, and appropriate concealment should be

ven to the secret activities 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 1tself

advertised almost exclusively as a secret service organization., It should be
presented lnstead to the public as the centralized coordinstor of intelligence.
This would help to cover brather than uncover its secret operations. Even with
these specific steps, 1n the iong run only organizational é.isoipl:lne and per-

gonal discretion will insure gecurity.

PERSONNEL

‘Tho Central Intelligence Agency labors under a difficult personnel prob-
lem, in part because a - comprehensive intelligence organization such as this
has extremely varied persomnel requirements. It is handicapped in maeting
then b-ecause of the sensitive ssourity conaidsrations whioh 1imit recruitment,
the anonymity which should properly be demanded of a large part of its person-
nel, and the special relationships which need to be maintained with the other
branches of the Govermment. It needs persomns with hiéhly specialized talents,
as well as persons with broad experience. It also requires personnel who are
f'gmilia.r with the problems of the agencies which the Central Intelligence

Agenoy serves and with whioch it works,

The youth of.'l:h'e organization and the conditions of change and unceri:ainty
which have prevailed in our central intelligence organization during the past
fow years have made the task of recruiting and holding perscnnel even more

difficult.
36
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Persons who might otherwise be qualified and interested in intelligence

as a oareer have been discouraged from entering this fileld or have left
it.

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

The chief reasons appear to be \imertain'by as to the future of a career in in-

telligence, the ﬂhmad oritioism of the performance of the Central Intel-
ligence Agency and dissatisfaction with leadership. Amng the civiliana there
is a realization that military persomnel who come and go occupy many of the key
’pogiticns: and among some of the military perscnnel there is often discontent
arising from & lack of interest in intelligence and a belief that a tour of
duty in the Central Intelligence Agenoy will not lead to Service advanceiment.

Delay in obtaining security clearances has caused partioular difficulty
in recruiting personnel. Although the security of its personnel needs to be
beyond question, procedures and restrictions should not be so rigid that seou-
rity is obtained only by sacrificing talent, imagination and initiative.

There .15 a relatively high proportion of Service personnel in key posi-
tions in the Central Intelligence Agency.. Although this figure has dowéased
over the past year, Service personnel still occupy the three top poaitioms.
In oertain instances, officers have been accepted for responsible positions
who ‘a.ro without adequate intelligence experience or aptitude. There are the
further drawbacke that Service perscnnel are in many cases assigned for a
brief tour of duty, preventing continmity.

It is, of course, important that highly qualified Service persomnel de in-
oluded in responaible positicns where they can use their partioular background
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and training, and work for the closer assooiation of the Central Intelligence

Agency and the Services. Howeyer, we believe that the proportion of Service

perscmnel now in key positions is too high.

In owr tems of reference, we are asked to submii our findings and rec-
omnendations ag to the "utilization and qualifications of Central Intelligerice
Agenoy persommel". It is difficult ‘to meke any swoeping Judgment on this
sudbJect. The Central Intelligence Ageuncy 1s & large, sprawling drp.nization
whiok combines many diverse fuﬁotiona and has correspondingly difficult person-
ﬁol'rgquirements. Moreover, the organization has grown fast and, in many

- ga'sea‘:{ quantity has been attained at the expense of the quality of the peréon-
nel selected. Many able persons have left the organization and few qualified
ones have been attracted to it. On the higher levels, quality is wneven and

there are few persons who are outstanding in intelligence work.

" An appraisal of the directing persommel of the Central Intelligence Agen-
oy and of gemeral administrative policies goes 80 much to the heart of this
8urvey ‘Ehat we reserve discusaion of these questions untll a later chapter.

(S8ee Chapter X).

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

since seoret operaticns require their own separate administration.

oo———

~ (2) The present arrangemente for handling the diffiocult budgetary ques-
t‘ione of the Central Intelligence Agency are soundly conceived, and the Agency
has not been hampered in carrying out its present responsibilities by lack of

funds.
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(3) To assiat the Director in carrying out his etatutory duty of protecte

ing intelligence sources and mothods he should, in omses where the disclosure
of seoret information is sought from him and he has doubt a8 to whether he
should oomply, refer the - question to the National Beowrity Counocil in order
that it may determine- whether ar not disclosure is in the public Interest.

(4) In the interest of security, the Central Intelligence Agency should
increasingly emphasize its duties as the ocoordinator of intelligence rather
than its secret intelligence activitles in order to reverse the present un-
fortunate trend where it fﬁds itgelf advertised almost exclusively as a secret
gorvice organlezation. In this way 1t oan help to oover wp rather than to un- .
ocover the secret operations entrusted to 1t,

(5) The placing in key positiomns of a large percentage of military per-
gonhel, many of | them on relatively shart "towr of duty" assigoment, tends to
d1scourage competent oivilian personnel fram looking to employment in the Cen-
tral Intelligence Agency as.a career.
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CHAPTER IV

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

The coordination of the intelligence activities of the several departments
and agencies concerned with national seocurity wes a primary reason for eatab-
lishing the Central ﬁ:telligenoe Agency. This is olear from the early disoué-
sioh‘s oonocerning the oreation of a oentral agenoy and from the language of
Seotion 102 of the National Security Aot.

THE STATUTORY PROVISIONS

To achieve this purpose, the Central Intelligence Agency was assigned the
duty of advising the Naticnal Secur'ity Council in matters concerning gick in-
telliganbe activities ap relate to the national security and of making recom~
mendations ﬁo- the National Security Council for their ocoordination. The Act
does not give the Central Intelligemce Agency independent authority to cocrdi-

" nate . intelligence activities. Final- reaponéi‘bility to estadblish policies is

vested in the Nationsal Seourity Council.

This duty of edvieing the RKational Security Council, together with the
two other principal duties of correlating naticnal intelligence and performing
common servioces as determined by the Netiomal éecurity Counoil, all serve the
general pwoose of coordimation, In faoct, these three basic duties of the
Central Intelligence Agenoy, elthough distinot in themselves, are necessarily
inter-related and the performance of om; function may involve another.

For example, in performing its duty of advising on the ooordination of
intelligence activities, +the Central Intelligence Agenoy may recommend to the

National Becurity Counocil the means to be employed in the assenbly of reports

T .
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and estimates requisite for the performance by the Agency of its seoond duty,
the oorrelaticn of national intelizigenoe. As another example, the Central In-
telligence Agemcy may reccmmend, in accordance with i1ts duty to make recoomen-
dations for the coordination of intelligence activitles, that e particular ine
telligence funotion be performed henceforth by the Agency itself under its
“third duty of providing services of common concern more efficlently acoom-

plished ocemtrally.

The statutory limitations upon the authority of the Central Intelligence
Agency to coordinate intelligence activities without the a.ppro"ml of the Na-
tional Seourity Council were obdviously designed to protect the gutonom_ and
internal arrangements of the various departments and aé’enc:les performing in-
telligence functiona. The Secretaries of departments who are members of the
National Security Council are in a position to review reoomnendntioﬁs of the
Central Intelligence Agency concerning thelr own departments, and provielon 1s
made that other departmental heads may be invited to attend meetings of the
National Seocurity Council when matters pertainingto thelr activities are under
ocmsideration. In spite of these calculated limitations on the authority of
the Central Intelligence Agemcy, 1ib is clear that the Agency was expected to
provide the initiative and leadership in developing a coordinated intelligence
gyostem, In practice, the National Seourity Council has, almost without excep-
tion, approved the reccumsndations sutmitted to it by the Central Intelligence

Agency for the coordinatiom of intelligence actiﬁtios.

The National Seourity Aot - doss not define the "intelligence activitieas"
vhich are to be coordinated under the direoction of the National Security Council,

or gpecify the departments vwhoses activities are coversdi. Presumadbly all
42 DREF

LEE R ]

LA RS

ol |

iz ]

M MOt B HR e s

o |

I IS B




| Tep SEaneT |

E intelligence activities relating to the national security are included, from
: ‘ " colleoting information in the first instance to the preparation and dissemina-
tion of finished intelligence reports and estimates. The criterion, a very
- droad one, 18 "euch intelligence activities ...... as relate to the natiomal
IH security” and not the identity . of the departments ooncerned or the nature or
_’ looale of the intelligence activity. Thus, practically no limitatione are seﬁ 1
- upon the scope of ,the.intelligm&e activities with which the Central Intelli-!
: ~ gence Agenocy is to conocern itself.
-
_ THE ORGANIZATION AND OPERATION OF THE MACHINERY FOR COORDINATION
- Three arganizations assist the Dirsctor of Centrel Intelligemce in dis-
- charging his respomsibllities respeoting the coordination of intelligence ac- -
_ tivities: the Intelligence Advieory Camittee (IAC), with its Standing Com-
- nittes; the Interdepartmental Coordinating and Planning Staff (ICAPS) of the
‘- Central Intelligence Agency and the Office of Colleotion and Dissemination
" ‘- (OCD)‘, also in the Cemtral Intelligence Agenoy.
&  INTELLIGRNCE ADVISCRY COMMITTEE
The membershlp of this Committee, created by Natiopal Seourity Council
y Intelligence Directive No. 1 of December 12, 1947 (8ee Ammex Wo. 7), includes
U ~ the Director of Central Intelligence, as chairman, the heads of the intelligence
— staffs of the Departments of State, Army, Navy and Alr Force, the head of the
AJoint Intelligence Group of the Joint Staff e.nd..the Director of Intelligence
- of tie Atcmic Energy Commission. It is the direct successor to the Intslligence
. Advisory Boaxd whioh was oreated by President Truman in his letter of January 22,

1946 metting up the Central Intelligence Group (See Annex No. 3).
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Begimning with the discussions that preceded the oreation of the Committee
there have been two different concepts as to ite proper migsion. On the one
hand was' thq view, held in the various departments, that the Committes should,
ina aense; be a "governing board" for the Central Intelligence Agency. On
the other hand, it was argued that Congress had set up the Agency autonomously
and that any  interdepartmental committee should serve merely in an advisory
oapacity at the discretion of the Dﬁrector. The solution established in Intel-

ligence Directive No. 1 lies between these vievs.

In practice, the role of the Comuittee has not been significant, and in
- 'oui' opinion, this hes been one of the reasons for the weakness of the present
arrangements for the ocoardination of intelligence. In this chapter and the
next we will submit our reccmmendations for inareasing the responsmnty of
the Intelligence Advisory Committee, both with respect to the coordination of

intelligence activitlies and the preparation of intelligence estimates.

The members of the Intelligence Advieory Committee are authorized to pass

upon recomendations of the Directar of Central Intelligence to the Natiomal

Seourity Cownoil end upon directives proposed by the Director in implementation
of National Security Couﬁcil Intelligence Directives. Although it ig incumbent
upon the Director to tranemit to the National Seourity Council dissemts of
n@ws of the Comittes to his recommendations, the Committee may not prevent
the Director from meking his reocmnda.tims to the Naticnal Security Council
regardless of dissenta. Where umanimity is not obtained on a proposek direc-
tive among the military department members of the Committee, the Director 1s
required to refer the problem to the Seoretary of Defense before presenting 1t

to the Naticmal Security Council.
4 (RELA

"~

S ’

o :
T L iue

e BN ]

bt ]

SR T e

il ' & |

e :‘




vl

e

L LT

_

The activities of the Inteiligence Advigory Committee have been largely

confined to taking formal sotiom, " usually by voting slipe, upon directives
praposed by the Director of Central Intelligence to be submitted tothe National
Seourity Qaunail or upom mlmn't:dng directives. These aotions are prepared
for the Committee by the Interdepartmental Coordinating and Plamming Staff and
the Committee's own Standing Committee of departmental representatives. The
Comnittes has met only Infrequently end has hed 1ittle to do with the oombimu-
1n§ coordination 61' intelligence activities or with the preparation of coordi-
nated intelligence eetimte's.* This situation i1sprobably due to a oonbi:iaticn
of olroumetances, inoluding the failure of the Director to appreoiate the

responsibility of the Central Intelligence Agenoy for bringing about coordina- -

tion, lack of mutual oonfidence among the departments and the Central Intelli-

gence Agency anda general f_a.ilure to underqta.nd how a coordinated intelligence

sjstém can be brought about.

The oonception of the Intelligence Advisory Committee is sound. It is
sound because Iinterdepartmental coordination in such a compliocated field as
intelligence camot be achieved solely by directives and without the fullest
cooperation of the interested departments. It requires frequent consultation
and contimuing oollsboraticn on all important questions. The Imtelligemce
Advisory Committee should be the medium for accomplishing this, but it will
not succeed if it oontinues to mest omly infrequently, and avolds serious
grappling with intelligence problems and continuous consultation on questione

of common interest.

#0n this subject, see Chapter V and partioularly page 75 where there is a dis-
cussion of the ad hoo committee set up in March, 1948,

—
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INTERDEPARTMENTAL COORDINATING AND PLANNING STAFF (ICAPS)

Thig was set up as a wmtaff unit of the Director of Central Intelligemce
to assist him in hig responsibilities for the coordination of ini;elligonce ao-
tivities, Its members are Irepresentatives nominated by the intelligence or-
ganizations of the State, Army, NRavy and Air Foroe ‘Dap‘arménts; the senlor
State Depariment representative is the Chairmen of the group. '

The assigned tagk of ICAPS is to review the intelligence activities. of
the Goverrmment, and assigt the Director in initiating measures of coordination
for recammendation to the National Security Council. In order to accomplish
this mission effectively, it sghould have intimate knowledge of the arganiza-
tions, responsibilities, activities a.nd priarities of the various intelligemnce
agencies. Actually, its aoﬁiev_ements reflect inadequate ¥nowledge of these
sub'decfe and failure to appreciate the 'brrea.dtﬁ of the respensidility of the
Central Inteliigance Agency for coordination of intelligence activities.

ICAPS has been largely oconcerned with the ooordination of intelligence
activities by asgisting in the prqparation of the nine National Securlty Cownocil
Intelligence Directives and the four implementing. directives of the Director

of Central Tntelligenoce.

It was originally expected that ICAi’S would a&ct mas the secretariat
or working staff for the Intelligence Advisory Cammittee, but owing in part to
the infrequent meetings of the Committee, this has not happemed. Moreover,
there has been oonfusion between the fumnoctions of ICAPS and those of the
Standing Committes ocomprising representatives from the staffs of the members
of the Intelligence Advlgory Committes, with the result that responsibilities
are divided and unclear. Moreover, the status of the membersof ICAPS has been
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ambiguous because it has never been entirely olear whether the group was pri-

marily a staff of the Director of Central Intelligence or a committes repre-
penting the member agencies. This hag left the group with divided loyalties
and uncertainty as to 1ts mandate.

The positicn of ICAPS has been remdered more difficult because its members
bave been givem operating respongibilities whioh are not only \m:related to
their primary task of assisting to formmlate plans for the coordin#ting of in-
telligence, but are responsibilities which seem to belong more properly to the
operating hranches of the Central Intelligence Agency. Thus, one-memb& of
the staff serves as the full-time lisison officer with the Joint Intelligemce
Group of the Joint Staff. This 1s purely an intelligence research and report-
ing funotion in vhich the Office of Reports and Estimetes has almost exolusive
interest. Moreover, the official liaison officer from the Central Intelligence_
Agency to the National Seocurity Council staff is the Chairmen of ICAPS. This
function als§ concerns matters affecting primarily the Office of Reports and
Estimates and, in fact, a representative from that Office now also works with
the National Seowrity Counoll staff,

In these and other ways ICAPS has acquired operating rather than planning
functions and has became, to scme extent, a buffer between the operating parts
of the Central Intelligenoe Agenoy and ocutside agencises. In carrying out both
its planning and operating funotions, 1t is not in cléae touch with the intel-
ligence bi'lanchee of the Central Intelligence Agency. There are nUmerous Gom-
plainta thatitisnot only failing to carry out 11:5 own mission properly, but is
actually impeding the other parts of the Central Intelligence Agenoy in carry-

ing out thelirs.
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Tn general, we have found that ICAPS, staffed by individuals whose exper-

lence with problems of in'telligence organization is not extensive, and lacking
& olear and firm ﬁdate, has failed to undertaks e broad and effective pro-
gram of ocoordination of 1lntelligence activities. It has been allowed to dis-
sipate its energles In activities for which it is not sulted and to neglect its
primary mission. It has not given the impression within the Central Intelli-
gence Agenoy or outside that it grasps the nature of the responsibility for
"coordination of intelligence activities which 1s imposed upon the Cemtral
Intelligence Agency by the Natiomal Security Aot.

OFFICE OF COLLECTION AND DISSEMINATION
The Office of Collectlon and Digsemination combines three functiomns, only
one of vhich is directly related to the task of coordinating .intelligence

activities.

In the first place, it acts as & service organizatiom for the other Of-

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

other agencies andbf disseminating to those sgencles the intelligence collected

or proc!ueed by these 0ffices. Its second task 1is the provision of certain
sexrvices of oommon ooncern for the benefit of the Central Intelligence Agen;:y
and other agenoies, _Theso include the maintensnoe of an intelligemce librery
end of certain central registers end indices. '

Finally, the Qffice of Collectiom and Diseemination performs certain oo-
ordinating funotions with reespect to the ocollectiom of intelligence. It proc-
egpes all intelligence requests received by the Central mtelligenoo Agency,

whether these call merely for documentary material o require fisld oo]_.leotion.
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It canvasses the collection oapabilitles of the Agency and all other appropriate

agenoies in order to determine how bDest to mest these roquests. Thus, if the
0ffice of Naval Intelligence should request of the Central Intelligence Agenocy
information on the petroleum producing capabilities of various foreign coun-

tries, the Office of Colleotion and Dissemination would determine the intelli-
gencs resources whioh should be tapped in érdlérto satisfy the request. If the
request cannot be satiafied within the Central Intelligence Agency it will de-
termine what outside agency is oapable of proocuring necessary information anci
will be responsible for forwarding the request to such agenocy. In the course of
this aoction, the Oﬁioe of Colleotion and Dissemination will attempt to discover
vhether any other agency has a.\ gimilay requir'ement for information which might
be combined with +the original request. In this manner the 0ffice assista in
coordinating the requirements and collection requests received from within the

- Central Intelligemce Agency and from outslde agencies.

It is obvious that this funotion of ocoordination 1s designed to meet cur-
rent requests and does mot involve a broad responsibility continuously to mon-
1tor and ooordinate the collection procedwres and requirements of the various
intelligence agencies, inoluding the Central Intelligence Agency. Such a re-
sponsibility would foroe the Office of Collection end Dissemination into the
position of a oentral olearing house for all collection req_uirementsvand re-
quests of all agenoios. It would be impractical to have such an arrangement
due to the mass of administrative detailA involved and the resulting delay in
the satisfaotion of the requests. Ir practice, direoct inter-agency reguests,

not requiring ocoordination, may by-pass the Céntral Intelligence Agemncy

completely.
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NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVES

The formal accomplishment of over-all coordimation is represented mainly
by nine Intelligemce Directives approved by the National Security Covncil wpon
reccumendation of the Director of Cemtral Intelligemnce in owmsultation with
the Intelligence Advisory -Committes, and four implementing directives which

need not be disoussed here.

The Naticmal Security Comoil Intelligence Directives* provide for the
coordination of intelligence activities Invarlous ways. The basic Directives,
Nos. 1, 2, 3 and 4 geek to achieve coordination of intelligence a.c:tivitliea.'by
Allocation of gemeral areas of responsibility to the several departments and

to the Central Intelllgence Agency.

Directive No. 1, as we have polnted out, establishes the general arrange-

ments for such coordination. It sets up the Intelligence Advisory Committee,

- digcusged above, to advise the Director of Cemtral Intelligemce, specifies the

procedures for the i1ssuance of Intelligence Directives and defines the duty of
the Central Intelligence Agency with respect to the production of "patiomal
'mtelligenco." Ineofar as practicable, the Central Intelligence Agency "shall
not duplioate the intelligence activities and research of the various Depart-
ments and Agencies, dut shall make use of existing 1ntellige;n0e facilities."
The Directive provides for exchange of infarmatiom detween the Central Intel-
‘ligence Agency and the deparimental agencles, and authorizes the a.'saisment of
officers to the Central Intelligence Agenocy by the departmental organizatioms.
It also includes provision for the Cenmtral Intelligence Agemcy to request au-
thority to inspect intelligence material in agenéies of the Governmemt.

¥See Annexes No. 7-15 for the texts of the Directives.
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Directive No. 2 allocates responsibility for the collection abroad of
overt intelligence emong the Departments' of State, Army, Navy and Alr Force by
establisning "certain broad categories of agenoy responsiblility.” Polltical,
cultural and sooib‘logical intelligence are ageigned to the State Department.
Military, naval and eir intelligence are assigned to the respective Services.
The collection of economio, solentific and teclmological intelligence 1s allo-
oated to each agency "in accordance with 1ts respective needs."” The Directive
provides for courdinatiom of these ocollection activities in the field by the

senlor United States representative.

Directive No. 3 is an elaborate definition of categories of intelligemce
production, i.e., basic, cwrent, staff, departmental and national intelligenoce,
and it assigne the responsidilities of the departmental agemcies and ‘the Cemtral
Intelligence Agency in intelligenée'producticn. The same areas of "dominant
interest” are specified as for intelligence oollection, eand the production of
"national intelligemcs" is reserved to the Central Intelligence Agency. How-
ever, the terms of the various definitions are broadly drawn, the exceptions
are numerous, and confusion of intelligemce fimotlons has continued despite

the effort to eliminate it by definitiom.

' Directive No. 4 provides that the Cemtral Intelligence Agemoy shall take
the lead in preparing a comprehensive outline of national intelligence obJjec-
tives, and from time to time shall Indicate the prioritles attaching to these

obJectives.

The most recent Intelligence Directive i1s No. 9, which establighes the

United States Commmnlcatioms Intelligence Board (USCIB), specifies its working

mechaniem, and makes it the authoritative agency for the coordination of

| TOP SEBRET |
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commnioaticns intelllgence actlvities of the Governmemt. It places members

from the Cemtral Intelligence Agency, State, Army, nWavy and Air Force on the

Board, and provides that ﬁhoir unenimous decision 1s necessary for approval of ‘

partioular ﬁatteu-s. The original proposal for coordination in this field sub-
mitted by the departments was tha.t‘an Executive AOrder be issued setting up an
independent, depertmental board o ocontrol commmicaticna intelligence, which
would not have been under +the Na;bidna.l Security Council. 1In opposition to
this plan, the Central Intelligence Agency proposed that the Director of
Central Intelligence be responsible for coordinating commmmications intelligence
activities with the advice of the Board. As finally resélved, the Board, and
not the Director of Central Intelligence, was given the coordinating responsi-
bility, but it was placed under the Natiomal Seourity Council ané the Cemtral

Intelligence Agency was given membership.

Four of the Directives, Nos. 5, 6, 7 and 8, assign certaln "services of
copmon: concern” to the Central Intelligence Agency under the ‘authority granted
in the National Seourity Aot (Section 102 (4)). These are coordinating actions
in the asenss that, by common agreemsnt, they assign to the Central Intelligence
Agency primary or exclusive responsibility for conducting certain intelligence
activities of ccammom comcern. Directive No. 5 provides that the Central In-
telligence Agency will conduct all espionage and covnter-espionage operations
abroad exoept for certain agreed activities and 1t also provides that the Cen-
tral Intelligence Agency will coordinate covertandovert collection activities.
(See Chapter VIII). '

" Directive No. 6 gives the Cemntral Inmtelligence Agéncy authority to conduct

all federal monitoring of foreign press and propagande broadcasts, and directa
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the Agenoy to disseminate the information thus received to interested depart-

mental agenoies. (See Chapter VII).

Directive No. 7 gives the Central Intelligence Agency authority for the
exploitation of domestic sources of forelgn Intelligence, and provides for the
participation of depertmental agemocies in thie activity. (See Chapter VII).

A fourth "service of common concern” is provided in Directive No. 8 which
agsigneg to the Central Inteliigence Agency responsibllity for maintaining a
oentral file of 'biographibal data on foreign scientific and technological

p'eraqnalities .

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

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

(NSC 10/2) and not by Intelligence Directive submitted through the Intelligence
Advigsory Committee., (See Chapter IX). In all of theme cases where particular
functions of commion concern have been agsigned, the allocation of functions

has been generally accepted as sound.

THE DEGREE OF COORDINATION ACHIEVED

In spite of these formal directives for the coardination of intelligence
activities, it 1s probably ocorrect to eay thet departmental intelligence ac-
tivities are substantially unaffected by this program of coordination except

where the Central Intelligence Agency has been glven exclusive'responsibility

for oertain aotivitiles.




In general, there is an absence of effective coordination under the lead-
ership of the (;en'bral Intelligence Agency and there is virtually no éupervision
of the ways in which the various directives are carrled out, except that the
Central Intelligence Agency controls those ocommon service activities assigned
to 1t, Conflicts of Jurisdiction and duplication of activities remain. In

meny casges they have not only been unrssolved,which is hardly surprising after

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

Despite the provielons of Directives Nos. 2 end 3 in regard to the allo-

cation of dominant interest, each department collects and produces the intel-
ligence 1t chooses according to priorities 1t establishes. The very large

loopholes in these directives and the absence of any continuocusly effective

monitoring of their implementation makes this possible. The Central Intelli-
gence Agency itself has become a competitive éroducer of intelligence on sub-
Jects of its own choosing which can by no stretch of the imagination be called
national intelligence. (See Chapters V and VI). The amount of undesirable
duplication among intelligence agencles is considerabls and the absence of co-

ordinated intelligence collection and production 1s serious.

In owr opinion, certain essentials for the improvement of this situation
would include: cont:muo’us oxamination on the initiative of the Central Intel-
ligence Agenoy of instances of duplication and fallure of coordinstion; direc-
tives whlch establish more preclsely the responsibilities of the various de-
partments; and the effective carrying out of plans through close Inter-depart-

mental consultation at all levels. To a greater or lesper degree, all of these

essentials are lacking at the present time.
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Clearly, as pointed out above, the authority of the Central Intelligence

Agenoy to coordinate intelligence activities 1is au'bject. to directives of the
National Security Council. However, the respomslbility to advige the National
Security Councll and tomake recammendations for coordination is gquarely placed
on the Central Intelligence Agency. Therefore, lack ofauthority in a speclfic
situation ghould not deter the Central Intelligence Agency from exerclsing its
responsibllity t& submit recommendations so that proper coordination will re-
sult, If there are doubts as tohow the coordination should be affected, 1t is

the duty of the Agency to &gk the Natiomal Seocurity Council +to resolve them.

The cooxdination of intelligence activities today isparticularly important
in three fields 1llustrative of the gemeral problem, namely -- sclentific in-
telligence, damestic I1ntelligence ard counter-intelligence affeoting the na-

tional seourity, and commmications intelligence.

" SCIRRTIFIC INTELLIGENCE®

The field of solentific and technological intelligence is obviously one

vhich mey overshadow all others in lmportence. At the present time thers is

no proper coordination of effort in this field, which 1s cne in which there is
a droad area of oomenon interest. In fact, this dilffusion of responeibility is
csanfirmed in Na.tionﬁl Seourlty Council Intelligence Directives Nos. 2 and 3
whioch allooate collection ~and produstion responsibilities for sclentific and
technologioal intelligence to "each agency in aoccordance with its respective

needs."

#Since this report was written, steps are being taken to create in the Cemntral
Intelligence Agenoy a separate Office of Scilentific Intelligence and to trans-
for to it Nuclear Energy Group now in the Office of Speclal Operatioms.

55




Each of the military Services colleots scientific and technologiocal in-
telligence in aocordance with 1ts own program and produces such reports as 1t
chooses., The Central Intelligence Agency performs oertain central collecting
services through 1its Offlce of (Qperatioms and Office of Special Operatioms.
The 0fflice of Speclal Operations also houses the Nuclear Energy Group which is
the central governmental unit for interpreting atomic emergy intelligence.
Separate from it is a Solentific Branch in the Office of Reports and Estimates
vhich vas expected tobecome the central group for stimlating and coordinating
scientifio Intelligence. It has not yet filled this role. The Research and
Development Board does not itself actively engsge in scientific intelligence
but has an important interest im the field. Itas needs should therefore be
given major consideration in plans and arrangements far coordination.

In summry, responsibilitles are scattered, collection efforts are umco-

ordinated, atomic energy intelligence is divorced from sclentific intelligemce
generally, and there is no recognized procedure for arriving at authoritative
intelligence estimates in the sclentific field, with the possible exceptiom of
atomic energy. Here is a situatiom which mat have priority in coordination of
intelligence aoctivities., In Chapter VI we prcpose certain steps which come
within the soope of this survey.

DOMESTIC INTELLIGENCE AND COUNTER-INTELLIGENCE AFFECTING THE NATIONAL SECURITY

Another broad field requiring coordination is that of foreign intelligence
derived from domestic sources and the allied fileld of domestic counter-intelli-
gence. This includes the exploitation of intelligence from United States dusi-
ness firms, travellers, etc., exploitation of the Intelligence possibilities

of kroupa and 1individuale of foreign nationality In the United States, the
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relating of domestic ocounter-intelligence to foreign intelligence add the
coordination of domestic counter-espicmage with counter-espionmage abroad. Ex-
oept for the exploitetiom of private sources of foreign intelligemce in the
United States which 1s oentralized In the Qffice of Operatioms of the Central
Intelligence Agency (see Chapter VII), respomsibility for the other activities
is soattered amumng the State Department, theArmed Services, the Federal Bureau
of Inveatigation and the Central Intelligence Agency. There is little effec-
tive coordinstion among them, exoept on a case basis.

The Federal Bureau of Investigatiom, vhich has primarily security and law
enforoement responsibilities, 1s concermed in fact with an important area of
ﬁtelligenoe. This inocludes domestic ocounter-espionage and counter-sadbotage,
control of commmist and other subversive activitles and survelllance of allen
individuals and groups. All of these funotions are closely related tothe com-
parable activities abroad of the Central Intelligemoce Agency. They all have
an important intelligemce aspect, particularly today whem intelligence from
domestic and foreign sources is so clogely related. The fact that the Federal
Bureau of Investigation 1s primarily oconcerned with secwrity and law enferce-
ment may result in a failure to exploit the intelligence possibilities of a
situation and may create difficulties in resonoiling the intelligence with the

geourity interests.

The Federal Bursau of Investigation 1s not part of the existing ma-
chinery for ooordination of intelligenocs through the Intelligence Adviscry
Ocmmittee or otherwise. There is no contimuing manner whereby domestic intel-
ligence and ocounter-intelligence are related to over-all nmatiomal intelligemce

in order to perve the gemeral purpose set forth in the Natiomal Security Act
' 57
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"of coordinating the intelligence activities of the several Government depart-

ments and agenoles in the interest of national security.”

In owr opinion, the Central Intelligence Agemcy has the dﬁtj under the Aot
to concern itgelf with the problem of coordinating those phases of domsfic
intelligence and counter-intelligence which relate to the ‘mi®lomal security
and should submit roMatims on thls subJect to the Natiomal Security
_Counoil. This isnot inconsistent with the stipulationof the National Security
Aot that the Central Intelllgence Agency "shall have mo police, subpoens, law-
enforcement powers, or internal soourity functioms." It would in faot serve to
carry out the program of coordination set forth in the Act in a droad field
which has hitherto been largely neglected.

A step toward bringing about the cootrd_ﬂnﬁtiou we recommend wonld be to
provide far oloser asgooiation of the Federal Bureeu of Investigation with the
intelligence agencies Dy making 1t a member of the Intelligence Adviaor_.yv
Cozmittee. '

COMMUNICATIONS INTELLIGENCE

A furﬁha‘ problem in the field of coordination of intelligence activities
is that of cammmiocations intelligencs. We. have referred ebove to Intelligence
-Directive No. 9 establishing the Unlted States Commmications Intelligenoe
Board with representation from the Department of State and the Central Intel-
ligence Agency as well as of the Armed Services.

We have not made an on-the-spot examination of commnications intelligence
and, ir view of the necessarily stringent security reatrictions, 1t seemed un-

¥ise that a non-governmental committee such as ours, without epecific mandate
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to go ihto the whole subject, should press such an inquiry. Aoccordingly, the

Survey Group 1s not in a position to express a Judgment upon the efficlency
of the present arvangements for the production of commmnicaticns intelligence
through the separate establishments of the Army and the Navy. We have, however,
generally oconsidered the problem of ocommmnicaticns intelligence insofar as 1t
-relates to the over-all arrangements for the ocoordination of intelligence
aativities,

We consider that coordination of commmnications Intelligence is of most
' vital ooncern not only to the Services dut to the Department of_ State 1in the
formulation of policy and to the Central Intelligence Agenoy in its operations
and other activities. The procedure by which the United States Commmnications
Intelligence Board was established conformed tovhat should be the normal fume-
tioning of the arrangements for +the ocordination. of activities 1n that the
‘Board was establiched by Netiomal Seourity Couhoil Intelligence Directive
edopted upon the reoccmmendation of the Director of Central Inte.uigenoe. and
the Intelligenoe Advieory Committeo.

To be effective, commmnioations intelligence must be properly coordineated
at all stages, from collootionA and production* to dissemination and u;se.
One of the prime o'b.‘jeofives of ocoordination in this field is to egsurs prompt
receipt of the product of communioations intelligence by its essential users
in State Department and the Central Intelligence Agency, as well as in the

Services. As we have pointed out in our subsequent ohapter dealing with

#We understand that, at the direotlon of the Secretary o:r Defense, a committee
ocomprising repreaenta.tiven of the three Services is completing a study of the
question of oreating e Joint organization for the production of commmiocations
intelligence.
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'sgoreﬁ intelligence operations (Chapter VIII), there is somes reason to belisve
that these operatlons and communications *intelligence activities ars notat the
Iresent time sufficiently closely coordinated so &8 to provide for each the
maximum support from the other's work.

We further 'believo that the reoomendation we have made in this chapter
tor the ooordina.tian of intelligence activitles could best be achieved with
regpect to oommunioaticns intelligence by making the Director of Central In-
telligence permanent chairmen of the United States Commmications Intelligence

Board.

PROPOSAIB FOR IMFROVED COORDINATION
In arder to remedy the existing situation In respect of coordimation of

. aotivities, several steps are necessary. The Director of Cemtral Intelligemce
mat' show a much greater concern than hitherto with the genersl problem of co-
ord:!.na.tion of intelligence activitiea vwhich is ome of his easentiai statutory
dutles.. Eis is a responsibility to all of the departmemts ccnoerned'with ne-
timﬁl.aocuritn 1% can dbe properriy Qigcherged Dby leadership, imagination,
initiative and & realization that only a Joining of efforts can "achieve the

desired rssults.

The other menbers of the Intelligence Advigory Committee must also share
in the gm;l responaidbility for oarrying out the intent of the Netiomal Se-
our:lty Aot by quickening their interest and exhibiting e spirit of act:lve co-
operation. No amendment to the cmttee's charter as get forth 1n Intolligenoe
‘ mrootivo No. 1 appears necessary to bring about this ingarovemnt.

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

_gence estimates we propose that the Intelligence Advisory Committee assume e
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more active role in producing these estimates. In our oplnion, this would not

only 4improve the relevance and quality of the estimates but would give
the Committee the impetus and the background it needs to deal effectiveiy_ with
the coordination of intelligence activities. More than any other stage in the
intelligence process, the conmsideration of estimates should reveal the defi-

olencles and overlaps as well as the accomplishments in intelligence.

We believe, =as stated above, that the Federal Bureau of Investigation
gshould be added to the permanent membership of the Intelligence Advisory Com-
mittee. We also believe that the Atomic Bnergy Commismsion and the Joint Staff
might bo dropped from the reguler membership. The role of the Atomid Eneray
cmiasion in intelligence isa limited one and confined toa highly sfocia.lized
field. The representation of the Joint Staff upon the Intelligence Advisory
Committee appears to be ]_.ar-gely duplicative in visvw of the predominantly Serv-
10e membership of the Committee. Howover, they, together with other interested
agenoles such as the Departmeﬁtu of Treasury and Commexce, the Research and De-
velopment Board and the National Seourity Resources Board, should attend meet-

ings whenever matters of direct concexrn to them ars being considered.

Within the internal organization of the Cemtral Intelligence Agenoy the
Interdepartmental Coordinating and Planning Staff (ICAPS) should be set up
clearly as axd integral part of the Agency, charged with the task of seeking
out, studying and developing, ‘.‘m oonsultaﬁon with the other parts of the

Central Intelligence Agency and outside agencles, plens for the coo;‘_d_ination

of intelligence activiti'es. I_tj should have mresponsi‘bility for current oper-

[

ations, except that. dertain current tasks of coordination (such as some of
those now performed by the Office of Colleotion and Dissemination) might be

(T | -




carried out under its direction. The reconstituted ICAPS which might appro-
~ priately be called "Coordination Division” should be small. Its members should

be persons interested in, and qualified to deal with, problems of intelligence

organization. PFinally, and perhaps moat important of all, the Director must
- ook upon this reorganized and strengthened group as hig major support in ful-

£11ling one of his most difficult assigmuents under the National Seocwrity Act,

that of advising the National Security Council on the intelligence activities
- of the Govermment and making recamsendations for their coordination.

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

‘iyla.ne_and policy in relation to the coordination of collection activities. As
_ 6ne of its tasks, the Offfice of Collection and Dissemination coordinates actual
oollection and dissemination and in some respects 1s ina position to implement
the general plans and polic.ies for ooord.ina.tion. Constantly dealing with the

U

-day-to-day "working level" problems of collection,the Office of Collection and

Dissemination 1s in a good position to make reconmendations in regard to the
improvement of colleotion procedures and the coordinatioh of collection

activities.

We, therefors, recommend that the collection and dissemination funotions
of this 0ffice be placed under the new Coordination Division subject to future
determination of the eiten’c to Awhiéh individual Offices may conduct their own

dissemination. (See Conclusions to Chapters VII and VIXI). We further recom-
mend that all of the library, index and register funotions be separated from
the O0ffice of Colleotion and Dissemination and be placed in a centralized Re~
pearch and Reports Division as desoribed in Chapter VI.
62
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(1) . The responsidility of the Central Intelligehoe Agenoy under the Na-

- CONCLUSIONS AND RECOMMENDATICNS

tional Seoﬁrity 'Act with respeoct to the coordination of intelligence activities, .

which 18 one of the most importent ones agsigned to the Central Intelligence

Agonoy, has not been fully discharged. ‘ .

| (2) One of the important areas where more active efforts at coordination

are needed 1s the fleld of soientifio intelligence. (See Chapter VI). ’
(3) Another important area is that of domestio intelligence end counter-

L 4 . . - .
intelligence insofar as they relats to the national security. To improve co-

ordination in this area and between it and the entire intelligence field, we
recoumend -that the Federal Bureau of Investigation should be made a member of

. the Intelligence Advisory Committee.

* r———=

(4) The Director of Central Intelligence should be made permanent chair-
man of the United States Commmnications Intelligence Board. |

(5) The Intelligence Advisory Cammittee 1s soundly conceived, but it
should participate more actively with the Director of Central Intelligenoe in
the oontjnuing coordination of intelligence aotivities.

(6) The Intelligsnce Advisory Committee should comsist of the Dirsctor of
Central Intelligence and representaﬁives of the Departments of State, Army,
Navy and Alr Force and the Federal Bureau of Investigation. othér de’parﬁments
and agenoies would sit as ad hoo members when appropriate.

/) (7) The ;htemepartmental Coordinating and Planning Staff should b recon-
stituted as a ataff*.responsible only to the Direotor of Cemtral Intelligence,

#In this ohapter we have called this new staff "Coordination Divisiom.” It
should be noted that this name and other names we have given to proposed
branches of the Central Intelligence Agenoy are only for purposes of illustra-
tion and simplification and not given as a formal recommendation. .



with the task of developing plans for the ooordinmation of mteiligence
aotivities. | ‘

v (8) The responsidilities of the Office of Collection and Dissemination
with respect to the ocoordination of oollection requiremsnts and requests and
the dissemination of mteliigenoe should be oarrled out under the new Coordi-
'mtiqn Division. This is subject to future determination of the ézﬁent to
whioh individuel Offices may conduct their own dissemination.

i
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CHAPTER V

THE RESPONSIBILITY OF THE CENTRAL INTELLIGENCE
AGENCY FOR NATIONAL INTELLIGENCE ESTIMATES

THE MANDATE UNDER THE NATTONAL SECURITY ACT AND THE DIRECTIVES

One of the prineipal duties asaigned to the Central Intelligence Agency
"Por the purpose of ooordinating the intelligence activities of the gmeveral
Government departments and agencies in the interest of natlonal seourify" is
"to correlate and evaluate intelligence relating to the national security, and
provide for [Tts/ appropriete dissemination.” The Central Intelligence Aeeno§
1s thus given the responsibility of seeing to it that the United States has

adequate central machinery for +the examination and interpretation of intelli-

- -

gence g0 that the national security will not be Jeopardized by failure tooo-
ordinate the best intelligence opinior in the country, based on all avallable

information,

‘In our opinion, this responsidility has not been adequately discharged,
and rempdial measures are necessary. There ie confusion as to the proper role
of the Central Intelliéenoe Agenoy 1in the preparation of intelligence repofbs-
and estimates, This confusion has resulted from incorrect interpretation and
lé.ok of proper inplementation of the statute and the direotives. The reasons
for thia go to the heart of the national intelligence problem and need to be
examined in scme detail in order to discover how the necessary Improvement can
be made, | |

Althqugh the Act provides that "the departments and other agenciem of the
' Govermment shall oomtinue to collect, evaluate, correlate, and disseminate de-
 partmental intelligence,” the statute does not limit the duties of the Central

s ®
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Intelligence Agenoy to correlate and eveluste 1intelligence, except by the

standard of "national seourity.” Interpretation of these statutory provisions
vas made by the Natianal Security Counoil in Intelligenoe Directives No, 1 and

No. 3.

Intelligence Directive No, 1 (See Aunex No, T) provides that the Director
of Central Intelligenoce nha:ll produce* mtelligénoe relating to the national
security, called national imtelligence, and that "in so far as practicable, he
shall not duplicate the intelligence activities and research of the various
Dopartments and Agencies but shall make use of existing intelligence facilities
and shall utilize departmental inbelligenoo for such production purposes.'

‘The directive also stipulates that national intelligsnce disseminated by the
Central Intelligence Agency "shall be offiolally omed in by the Intelli~
gence Agenoies or shall carry an agreed statement of substential dissent.”

These provisions are to some extent olarified in Intelligence Directive

No. 3 (See Ammex No, 9) which defines national intelligence as "integrated de-
ja.rtmantal intelligence that covers the broad aspects of national policy and
naticpal geourity, 4is of concern to more than one Department or Agency, and

transocends the exclusive ocmpetence of a single Department or Agency or the )

Military Eatablishment,”

Directive No. 3 then places on the Central Intelligence Agenoy the re-
sponsidility for the production and dissemination of national intelligence,
Such intelligence 1s 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 as-
serbled and interpreted intelligsnce reports ani estimetes.
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- acope of thelr ‘reepeotive misgions which will amssigt In the productioﬁ or com-
3 plement the assembly of natiomal intelligence. The directive also instructs
- all agencies to malntain sufficient research facilities to meet their 1n_d.'lv1d.-
- wal needs and to asslst in matisfying the requirements of other agencies.
- Areas of "dominant interest,” a term which is not specifically dgfinad,
are allocated by the directive to the various departments as follows: political,
. cultural and sooiologloal intelligence to the Department of State; military
N intelligence to the Army, naval imtelligence to the Navy, air intelligence to
- the Alr Faroe: and econamio, solsutific and. techmological intelligence to "sach
-! agency .in accordanos with 1ts reapsctive needs," Upon f.hin framework is dullt
. the formal program of intelligence production by the departmental agencies and
® the Central Intelligence Agenoy.
- The significant provg.aion of Directive No, 3 for the Central Imtelligence
Agency is the definition of n;tiom.l intelligence, for which the Agency is
_. given exolug\ive responaibility, although it is moognz;d as having riéhtu and
- ‘responsibilities with respect to other forma of intelligence as well. In of-
%ot the directive interprets the vague provieicn of the Natiomal Security Act
- on "intelligence relating to the mational security” to cover a partioular type
_ of intelligence reascmably distinct from departmental intelligence and con~
" forming to admittedly broad but generally oomprehensible specifications.
* The purport of the National Security Act as supplemented by the directive
_' in regard to the production of national intelligence o¢an be understood and
i Justified in the light of the history and general obJectivea of the Act., Be-
-' hind the oonocept of a Central Intelligence Agency lay the necessity not only
. for the coordination of diversified intelligence activities (See Chapter IV),
L

and for the performance by the certral agency iteelf of certain sorvices of
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ootmon usefulness (See Chapters VI-IX), but also for the coordination of in-
t;mgenoe opinion in the form of reports or estimates affecting generally the

na.tibnal security as a whole,

Although the Act and the Intelligence Directives give the Central Intel-
11gence Agency the independent right of producing national intelligence, Direc-

tive No. 1 stipulates that such intelligence shall be officially conourred in

by the\intelligenoe agencies or shall carry statemsnt of substantial dissent.
As a practioal matter, such estimates oan be written only with the collsbora-
tion of experts in many fields of intelligence "and with the ococoperation of
several - departments and agemoies of Govermmemt. A natiomal intelligence
report or estimate as assemdbled and produced by the Central Intelligence
Agency ahould. reflect the coordination of the best intelligence opiniom,

based on all available information. - It should deal with <toplos'of wide
acope relevant to the determination of basic yolicy,- such ag the asgessment
of a oountry'n war potential, its preparedness for war, its strateglo oapabil~

itles and intentions, 1ts vulnerability to varicus forms of direct attack or
{ndirect pressurss. An intelligence sstimate of such ncop§ inevitably "tran-
soends the exclusive oampetence of a single Department or Agency or the Mili-
tary Batablishment." A major objective, then, in establishing the Central In-
telligence Agency wes to provide the administrative machinery for th§ coordi~
mtioh of intelligence opinion, for its assembly and review, objectively and
inpartially, and for its expression in the form of estimatea of national scope
and importance,

THE CONCEPT OF NATIONAL INTELLIGENCE ESTIMATES
The ocmoept of national intelligence estimates wnderlying the statute and
the directives 1s that of an authoritative interpretation and appraisal that
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» will serve as a £irm  guide to policy-makers and plamers. A4 national.intel-
f lLigence estimate should reflect the ooordination of the best intelligenoce:
y opinion. Tt should be based on all available information and be prepared wit
H full knowledge of owr own plans and inthe light of our oun policy requirements.
X » The estimate should be campiled eand assembled benti'ally by an agency whoase
y obJesctivity and disinterestedness are not open to. queation. ' Its ultimate
\- approval should reat upon the collective responaibility of the highest officials
: in the various Intelligence agencies. Finally, it should command recognition
it and respect throwghout the Government as the best available and presumably the
. most authoritative . mtelligence estimate.
. The production of national intelligence estimates by the Central Intelli-
® gence Agonoy falls far short of such a .concept, 1n 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
e in the Government. Bach department st11l depends more or less on ite owa imtel-
- ligence est:l.x;ntea and establishes 1ts plans and polioles .accordingly. In the
' . Military Establishment thgre is some ooordination through the Joint Chiefs of
- . Btage vho rely upon the advice of the Joint Intelligence Committee which, in
) turn, reste primarily upon the contribution of the three Service depaxrtments.
- | Nelther the Central Intelligence Agenoy nor the State Departneﬁt rarticipates
., directly in these procedures In the Military Establishment, eand the estimates
M of ﬁhe Joint Intelligence Comittee are in most cases more restricted in scope
- than a natioz;a.l intelligence estimate. Within the State Department the polloy-
_ mkors are, for the most part, their own intelligence .advisors.’ Finally, there
‘ is no systematioc 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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a bearing on broader intelligence issues. At the Natlonal Security Cowncil

level the int'elligonoe " estimate which is applied to- policy papers is brought
to bear through the individusl departmental representatives and the independ-
ently produoed contributions of the cexitral' Intelligence Agency.

Although the task is made more difficult by a lack of general acceptance
of the conoept of national intelligence ostimatos in the Government, it is,
nevertheleas, the olear duty of the .Central Intelligence Agency under the
sta.tut§ and the directivesto@ssemble and produce such coordinatedand authori-

tative estimates.

THE ORGANIZATION 'AND ACTIVITIES GFTEECMAL INTELLIGENCE AGENCY FOR THE
PRODUCTION OF NATIONAL INTELLIGENCE

Unfortunately, the attention of the Central Intelligence Agency has been
largely diverted from the obaeotive of producing national 1ntelligence. We

find in examining its organization and activities, that major emphasis is not
placed on the unique national intelligence function of the Central Intelligence

Agenby btut that this funotion 1s largely diffused and dispersed inan organiza-

tion 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, etc. (See Chapter VI).

In the original .Central Intelligence Group it was conceived that there
would be & mmall organization ¢f highly qualified individuals which would limit
iteelf striotly to national intelligence problems and base its work primarily
on the specialized reports and estimates produced by the departments rather

than employ a large research and analysis organization of its owm. However,
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the oharacter of the organizati?n changed, and the Office of Reports and Esti-
nates, .'whioh now carries out the responsibility— of - the Central Intelligence
Agenoy for intelligence reporting, discha.rges a large mmber of intelligence-
producing functions, These imoclude, to & limited extent, the production and
coordination of national intelligence but also other functions, to he describe

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

other departiments, and some are moxe in the nature of camon services on be-

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

Under the Assistant Direotor for Reports end Estimates and his deputy 1s

a large organization oomprising persons. There is a drosd bass of

gix regional or geographio Branches, each & research and estimate-producing
wnit with responsibility for one ares of the world. In addition, a Map Branch
does map research and publishes map and geographioc data and a Solentific

Branch 1y ooncerned with studles in the fleld of solentific intelligence.

Studies and estimates are aleo produced by five 'Consultants Panels"
dealing with economics, transportation and communications, nilitary arraiis »
international organizations and "global survey," respectively. The produoct of
these Branches and Panels is 1seued through one of two "Groups,” the Cui’rent
Intelligence Group and Staff Intelligence Group which have editorial and de-
partmental 1iaison responsibilities. A third Group, the Basic Intelligence
Group, performs supervisory and editorial functions with respect to the fulfil-
ment of the National Intelligenoce sur;rey {basic intelligence) program by the
Central Intelligence Agenocy and the departmental agencies. Finally, a Plans
and Policles Btaff develops -programs, priorities and policies for the Office
and includes a small unit which handles information from communications intel-

ligence sources.

(T2 sevaert— | | "




The intelligence output éf this organization which ca.n be properly termed
“national intelligence" 1s not impressive. The subjects are normally selected
on the initiative of the staff itself or as the result . of discussions in the
National Seourity Council staff, where a member of the steff of the Office of

Reports and Estimates generaily partioipates. In producing these reports the

Office usually émploys the research 61‘ its own staff instead of drawing to-

gether md. coordinating contributions from deﬁarbmental agencles, Such depart-
mental éontri'butions are available to the Office of Reports and Estiﬁatea under
the terms of National Security 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 mumber of the reports are actually
.d,er_ived from departmental contributions. The customary procedure has been for
the Office of Reports and Estimates to prepare a basic draft which 1s then
ciroulated to the Departments of %te, Army, Navy and Air Force for their
comments and concurrencé or dissent. This procedure has proved to de ineffec-
tive as a means of producing coordinated national intelligence. The departe-
menta participate more as outsiders reviewing the material of another agency
‘than as collaborators sharing rosponsi'bii:lty in an enterprise of equal concern

to all.

' In spite of the use of the system of concurrences for certain types of
reports, the positidn ‘today of the Central Intelligence Agency is that of an
independent producer of natiocnal mteiligenoe » the quality of whose product is
mie.'blﬁ and the influence of which is questionable. The tendency within the
Central Intelligence Agency has been to smphasize the independent production
of intelligence and this emphasis has led to two results.
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- In the firet place, the intelligence produced by the Central Tntelligence |

- Agenoy has not always been relevant to policy requirements and has lacked offec-! |

tiveness. In the second place, there has been a fallure to develop coordinated; "

- national intelligence which would supersede independent departmental efforbsg
o to produce over-all intellligence.- i

P It ia perhaps true that the efforts of the Cemtral Intelligence- Agenoy!;

- ‘have been oriticized partly because the opiniona expressed by the Agency were '
. _ oéoasional_ly at variance with the opinions held in the departments; but there% !
‘ | have. been other reasons. The mdependeﬁt intelligence estimate 18 felt to bel_;
- useful bdut never decisive inasmuoh as the Central Intelligence Agency cannot

. | and does not by itself have all ‘the ‘syec:ta.lized qualifications needed to pro-"
- duce national intelligence, and 18 not, as an {ndspendent agenoy, in constant

- * and ‘intimate association with +the policy-makers and planners, & knowledge of
. whoae work and {ntentions 1s 1nd151;exm1ble to sound intelligence.

-

: There is also criticiem that the produot of the Central Intelligence Aeency,;

- regardless of 1ts quality or importance, gets formal circulation at the highesti

- levels in the Government even though its content may not ecoincide with the

’ views of departmental officlals whose own information may be more reliable and"

- . complete. There is in fact a serious danger that the product of the Cent.ru.l-j

! Intelligence Agenoy may be looked | upon as coordinated national intelligence,

N which it usually 1s not. ‘

- |

) What has happened ia that the creatiom in the Central Intelligence Agency
- of & largs Office of Reports and Dstimates performing, as will be emphasized.

: in the next chapter, a varlety of funotions that are not truly related to the
-

coordination of national intelligenée egtimates, necegsarily means that concern




with national intelligence problems 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

ite coordination.

Mnigtmtivo mangeméﬁts within the Central Intelligence Agency and

" between the Agency and the other deparﬁnentg a.nd agencies have contributed to
" this situstion, Persomel in the Office of Reports and Estimstes vho are
reap‘ons:lble for national intelligence (and this includes almost everybody in
part, inssmuch as national intelligence functions are scattered throughout all
parts of the Office) receive little guidance as to what they should report on.
To a large extent they gelect their own gubJeots and establish their own priori-

tles, and this practice only Increases the criticiem from which much of the

* produot suffers. Finally, the liaison relationships with outeide agencies are

unsatisfactory although this situation ie largely theresult of the lack of a
clear oondeption of 'bhn; proper mission of the Central Intelligence Agency in

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

:‘/ The most siéniﬁoant exception to a rather general failure to coordinate
intelligence opinion in ﬁatiml estimates was a series of reports on Soviet
! capabilities and intentions, beginning in March, 1948, by en ad hoc commlttes
" of representatives of the fDepartmnts of State, Army, Navy and Air Foréo under
the chairmanship of the Central Tmtelligence Agency. This case 1llustrated
that, when properly used, the existing Iinterdepartmental a.rra.ngemﬁnts can,
under the leadership of the Oentrﬁl Intelligence Agency, provide the President

,and top policy-makers with an authoritative intelligence estimate.

: After same initial delay following the receipt by the Army of & disturbing
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message from General Clay, the President onMarch 16, 1948 received from Central

Intelligence Agency a brief short-range estimate as to the likelihood of war,
diacusaeq. and conowrred in by all the Interested agencles. Divergent views bad
been reconciled and a wunanimous estimate drafted. The importance of this pro-
cedure, particularly in an emergency situation, is difficult to overemphasize;
it fnswres that t;.ll the Interested agencies have contributed to consideration

‘of the situation and establishes their collective responsibility for the esti-

mate. If divergences carmot be reconciled, at least the opposing points of

view osn be identified.* The possibility of any cne service arriving at a
falge or completely comtradictory estimate and of independent actions being
taken as a result ia therebdby reduoced. - .

The procedure of consultation followed in March was in this particular
case largely fortuitous. There was at the time no regularly established pro-
oedure for such consultation. It was not nor has it since become normal prac-

tice either for ‘"ordinary" or ‘“orisis" estimates &s we believe it should.

* The first message from General (lay was received on March 4th, but there
does not appear to have been interdepartmental oconsultation before March
13th. Although views were at first divergent, the estimate of March 16,
1948, submitted to the President, was unanimously conourred inby the Central
Intelligence Agency and the intelligence agencies of the Departments of
Btate, Army, Navy and Air Force. It estimated the likelihood of war during
the ensuing 60-day period. However, the next estimate in the series, dated
April 2, 191;8, vhich sought to extend the estimate beyond the 60-day period,
was accompanied by an Alr Foroce dissent on the grounds that the international
pituation was so delicate that it -would be unwise to speculate beyond the
ghort term.

The circumstances leading to the March 16th estimate received wide publicity -
as & result of the reference to it in Vol. I, p. 1T of the Report of the
Committee on the National Security Organization (Eberstadt Committee), 1in
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, stimilated recormendations -- which 1f followed -- might
well have had serious consequences. Fortunately, in this instance, the Cen--
tral Intelligence Agency and other intelligence growps correctly evaluated
the availadble information 111 good tims." .
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In fact, one of the most important recommendations of this report is that
o reconstituted Intelligence Advisory Committee should perform this fimotion.

In at least ome other situation requiring immediate intelligence inter-
pretation there was cnce again only fortuitous coordimation. This case was the
result of 1ntellig§noe received by the Federal Bureau of Investigation and
Adistridbuted by 1t. l'he Central Intelligence Agency performed only & se‘comhry
role and there was no formal intelligence estimate. . This further 1llustrated
the fact that, under present arrangements, recognlzed and prampt proocedures
are lacking for the authoritative coordination of intelligence views in an
emergency situation. In addition, 1t was seen that there 1s no regular and
agreod Wt for participation by the Federal Bureau of Investigation
and for the use of intelligence from damestic sources in & national estimate.

PROPOSALS FOR IMPROVING THE PRODUCTION OF NATIONAL ESTIMATES

In order to remedy the present unsatisfactory arrangements for the pro-
duction of national intelligence estimates and provide for the coordination.-of
mtolligonce opinion at times of orisis and for long term planﬁing, as ocontem-
plated in the Naticmal Security Act, there needs-to be a revision of the pres-
ent 'u"ranemnta. Insofar as the Central Intelligence Agency is concerned it
1s necessary, 1in the first place, to make a clear distinotion Detween the
fuﬁotion of oo:.;rolating national 1intelligence opinion to assist plans and
poliocy formulation on the Nhigheut level and those intelligence reporting
activities vhich may be assigned to the Central Intelligence Agency as a cen-

tral service of common COnoern.’

The mission vith respect to the productioncf nationmal intelligence carmot

‘be fulfilled sclely through a large staff such as’ the present Office of Reporta
76 ™
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and Estimates whose work ‘ie directed more to the production of miscellaneocus

reports than to the oootéination of natlonal intelligence opinion. In our
opinion the present Office of Reports and Estimates should be replaced and for
1t substituted two offices cme of which, to be described in the next chapter,
will not be involved with the proanétion of pational intelligence but will
perform intelligence research and reporting servioe"e of common concern. The
other office, an "Estimates Division,” would comprise & amall group of highly
seleoted individuals whose task 1t would be to draw upon and review the
gpeclalized intelligence product of the departmental agencies in order to pre-
pare, for final disoussion and approval by the Intelligence Advisory Cammittee,
a finished national intelligence estimate. This Emall group would rely pri-
marily upon the intelligemce i‘ejpprts of the individual agenoieé but 1t would
have Acooaa to suck sowrce material as it requires in order to review do:part-
mnta;l contributions and prepare consolidated estimates for fim.; ‘_aotica‘x by
the Intelligsnce Adviscry Committes. '

National intelligence estimates, in ordér to be authoritative, must be
fully 'partioipa.ted in by all of the principal intelligence agencies in order
that the best advice may be tapped and responsibility shared for th(oée ma.joi
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estimates an which high policy declsions depend. Therefore, the Intelligence | '

Advisory Cammittee, under the lesdership of the Director of Cenmtral Intel-

ligence, should actively assist in establishing and supervising the natiomal

intelligence production progrem as well as discuss and review the proposed
estimates submitted to it for approval. The Committee would, at the san;e
time, concern itgelf more actively than at present with the coordination
of the other intelligence activities of the various departments and agenciles,

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

-
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the reconciliation of intelligence estimates the Committee would almost auto-
matically be able to assist the Director more effectively in coordinating in-
telligence requirements and developing sound arrangements for the coordination

of intelligence gensrally.

The membership of the Intelligence Advisory Commlttee, as we have pointed
out in Chapter IV, would include the Director of Central Intelligence as chair-
man, and representatives from the Departments of State,* Army, Navy and Alr
Force and the Federal Bureau of Investigation. Ad hoc membership sh-ould be
glven to other Agenoles, such as the Atomic Energy Commlssion, Joint Staff and

Research and Development Board, whenever appropriate.

These revised arrangements should make adequate provigion for the handling
of major emergency situations so that there i{s automatic consultation and
collective responsibility when quick estimates are required. We have seen that
in the past such oconsultation has been largely fortuitous and could mnot be
Telied upon to operate pramptly.

This proposal would not affeot the responsibility of the Joint Intelligence
Committee +to prepare strictly military esti.ma'b.es for the Joint Chiefs of
Staff and perform such other military duties as the Joint Chiefs of Staff migl;t
asgign. Through the membership of the Service intelligence chiefs on the In-
telligenoces Advisory Committee and through close liaison between the Joint
Intelligence Group and the nev Estimates Division In the Central Intelligence
Agenoy, every effort should be made to inewre the oonsistency of the Joint

* See below, page 159, for a discussion of the status of the State Department
representative.
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Tntelligence Cammittee’s military appraisals and the broader national estimates

of the Central Intelligence Agency and the Intelligence Advisory Committee.

Whatever arrangement is decided upon, there - are certain general condi-

tions which nmust be observed, if 1intelligence estimates are to be sound and

timely. All information, whether it originates from intelligence sources or

whether it comes from other sources including operations, mist be avallable

to the intelligence people who by putting +together and studylng all of the

bites of information must provide the overall interpretation. There is always »

a dangerocus 'tendenoy;, partionlarly in time of orisls, when it can be most
serious, for vital information to be withheld on the grounds that the intel-
. ligence persomnel should not see it because 1t concerns operations aor for
plleged seourity reasons. In othef instances the disseminatiqn of vital but
sensitive material 1s restrioted Yo & very few people at <the top ievela with
the result that those individwals who are most comjefent to anaiyze a particu-

lar situation are left out of the plcture entirely. It is therefore neces-
sary that intelligence estimates be made in full light of owr own policies and

operations. The preparation of such estimates should not be Impeded by any
barriers arising from security oonaidera.tionav or otherwise, which mey jeop-

ardize the soundnesé of the intelligence product.

Finally, any discusslon of the preparation of national estimateswould be in-
adequate without two caveats. The first applies to those who prepare the estimates;
the second to those who may use them. Prejudice in the. form of stubborn adher-
ence to preconceived ideas is likely tode the gravest danger to sound intelll-

gence. Batimates are subject tothe risk of being colored and twisted to reflect

the prejudices of those who prepere them. This can best be comterqd_ by providing
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reasonable checks and balances as we have endeavored to do in the composition
and responsibilitlies of the Imtelligence Advisory Committee. If, for example,
the State Department, which may be wedded to a particular policy, presents the
faots distorted by faulty preconceptions » the final ‘product, as reflected in
an intelligence estimate, will be defective. It is }ioped that in such a case
the new Fstimates 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 sufficient breadth of lmowlgdge to ohallenge the
State Department estimate. Likewlse ; military estimates should be submitted
to scrutiny so that they are compatible with each other and avoid the error,
however unoonscious, of magnifying the needs of their own branch of the Servicg.

The Intelligence Advisory Committee, if 1t fumctions properly, and is as-
oisted by the disinterested work of the Central Igtenigenoe Agency is the body
vhere such distortions should be ocaught and corrected and the prejudices of
one mind challenged by the thinking of a mind which at least does not suffer

from' the same prejudices.

In turm, prejudice on the part of the policy-makers may render them blind
aven to brilliant achievemenis of an intelligence service. They may Just re-
fuse to listen to what they do not like. Hence, nothing would be more dan-

~gerous than to believe that if we onoe had &n effective intelligence service
and an efficlent iuntelligence estimating body, we would be immme to a disaster

like Pearl Harbhor.

This doea not lead to the conclusion that intelligence 1a futile. It

merely shows its limitations. If the intelligence appraiser can keep from

twisting and coloring the da.ta ho receives and if the policy-meker can keep a
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relatively open mind and be prepared for continual re-evaluation of the assump-

tione on vwhich he is relying, then sound intelligence estimates can be &

pilla.‘z"' of strength for our national seourity.

CONCLUSIONS AND RECQMMENDATIONS

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

and responsibility for miscellaneous research and reoporting activities.

(2) The provisions of the National Security Act for the production of
national Intslligence estimates, as interpreted by the National Seourity
Council Intelligenoce Directives, are sound but bhave not been effectively
carried out.

(3) There ehould be oreated in the Central Imtelligence Agency a emall
Eétime.tes Division which would draw upon and review the specilalized intelli-
gence product of the departmental agencies in order to prepare coordinated - i

national intelligence estimates. 3
e et % !

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

Inteliigence Advisory Committee whose members should assume collectlive respon-
;}
/

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

A\

\

sibdility for them.

erisis situations when goordinated estimates are required without delay.

(6) Coordinated intelligence estimates produced in this way mmst, in (,

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

able to the policy makers.
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CHAPTER VI

.SERVICES OF COMMON CONCERN:
INTELLIGENCE RESEARCH AND REPORTS

PROPOSED RESKARCH AND REPORI'S DIVISION

We have récommanded in the preceding chapter +that there be created a
fmall, high-level Estimates Divislon to conosrn Lteelf primarily with the cor-
relation of national 1ﬁtelligenoe, su‘bdec'ﬁ 4o final approvel by the Intel-
ligence Advisory Committee. If the responsibility of the Central Intelligence
Agency for the production of national . intelligence 1s essumed by this Eeti-
mates Division, there will remaln certain research and intelligence reporting
functlone now beilng performed by the Office of Reports and Estimates which
might properly be carried out as & service of common éoncern by & newly con-
stituted "Research and Reports Divigion". Other activities of the Office of
Reports and Estimates should be dlscerded as belng superfluous or campetitive

with the proper activities of departmental intelligence.

There ig presently within the Offlce of Reports and Estimates & nucleus
for the proposed Research and Reports Division in filelds of cammon concern.
It inoludes the Scientific Branch, which should be strengthened and have re-
attached to 1t the Nuélea:r Enex"gy Groﬁp 3 - the Map Rranch, which produces maps
end map intelligence as & recognlzed common service; the Economic and Tra.ns-
yortation Panels; and éome olements from the Geographlc Branchea. To these
there should be added the Foreign Documents Branch of the Office of Operé.tions
{See bvelow,page 103) and the libz;ary, blographical and other registers and in-

dices presently maintained by the Office of COlledtion and Dissemination.

Generally spesking, this Division will be responsible for authoritative

research apd reports in economlc, aclentific and technologlcal intelligence,
e ‘ "
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the mailntenance of central reference fac:llitieé, and such other mattera as are
deemed of cammon concern. To the exfent necessary it will also coordinate the
.activities of the other asgencies in these fields. Its stai’f-should include in
appropriate casss adequate representation from the State bepartment and Serv-
ices so that, subject to policy guidance from the principal consumers, 1its
products will represent the coordinated opinion of the best avallable talent

-and should be fully responsive to the requirements of the consumer egencies.

In this oha.pterl we suggest the type of activ;ty Awhich should be discon-
timued as unessential or duplicative, the type of activity which Ashould be
-.‘reta,ined as a common service and-am_na aotivities, not pregently carried ocut in
the Office of Reports and Eastimates, which should be performed by the proposed
Research and Reports Division as services of common conoern. It would be the
responsibility of the National Security Council, acting on the advice of the

Directar of Central Intelligence and the Intelligence Advisory Committee, to

determin_e which of these central services might properly be performed, and we

" believe that the Coordination Divisiom (reconstituted Interdepartmental Co-
ordinating and Planning Staff) should examine thie problem and prepare the

necessary plans.

"PERIODICAL BUMMARIES

The 0fflce of Reports and Estimates presently produces current intelligence
in two prinocipal forms: a top secret Dally Swmary and a pecret Weekly Summary,
The former ocomprises abstracts of a emall mumbder of incoming and outgoing

. cables received during the preceding twenty-four hours. Approximately ninety
per cent of the contents of the Daily Summary is derived from State Department

sources, including both operational as well as intelligence materiel. There
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ere ocoaslonal comments by the Central Intelligence Agency on portiona of the

Sumnary, but these,for the most part, appear gratuitous and lend little weight

to the matefia.l itself. The result is & fragmentery publication which deals
with operations a.s,wélla.s intelligence, without necessarily belng bdased on the
moat gignificant materials in elther category. In a sumary of this type, cir-
culated to the President and the highest officiels of the Govermment, there 1s
en inherent danger that it will be misleading to its consumers. Thlsis because
1t is based largely on abstraots of Sta'te Department materials, not in histor-
ical perspective, lacking & full lmowledge of the background or policy involved

and with little previous consultation between the Central Intelligence Agency
and the State Department. Moreover, it is incomplete because 1t 1a not dbased on

81l the most important materials.

The Weekly Summary is more widely circulated than the Deily Summary, but
also represents primari?l.y political reporting and competes for attention with
eevera;l departiental weekly swmaries, pa.rtibula.rly those of the State Depa.rt;-
ment and the Department of the Army.

St1ll ancther perfodical publication is the monthly "Review of the World

Situation,"

These sumaries, particularly the Dally, are thé subject of considerable
controversy and are received with expressions ranging from moderate interest
to strong oriticism. The Weekly and the Daily are, to a certain extent, duplica-
tive in that the State Department, to which political 4intelligence has been.
assigned as an area of dominant interest,also disseminates ite own operational

and intelligence swmaries on the highest levels. As both Summarles consume

p-fimount of time and effort and appear to be ocutside of the damain
: 85
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of the Central Intelligence Agency, we believe that the Deily, end possibly

- the Weekly, Summary should be discontinmued Iln their present form. We do, how-

ever, apyreciate the fact that, to same extent, there may be a mneed for such

~ swmaries and we suggest that the newly constituted Coordination Division ex-

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

best de met.

- MISCELLANEOUS REPORTS AND MEMORANDA

The Office of Reports and Estimates also produces a veriety of other re-
ports, studies and summaries 8ame of these are strategic and basic studies
on foreign oountrie's or areas, presenting the pol:ltiéal, econamlc and military
pituation. Others are intended to be estimates of current intermational prob-
lems. Those are formal reports,dsaling with a veriety of subJects ranging from
";Possible Developments in China" to “Opposition to the ECA". These estimate-
type rpporté are circulated yhroughout the various egencies for the purpose of
obtaining ooncurrense or dissent. But the fact that théy are go circulated in
no way means that they are properly coordinated estimates which represent the
best fhinking on the subject under review. They often deal with topics which
are not partiocularly relsvant to departmental problems or national isswes,
with the result that the various asgencies often feel. that it 1is an imposition
to be 'burde:;ed with the responsibility for reviewing these documents, making

appropriate comments and noting concurrence or dissent.

*The Office of Reports and Estimates also initiates more informal ?repurts

. 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 egain differ widely and include such topice aas "Soviet

Financing of the French Coal Strike" end "Tungeten in South EKorea'.
M.
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. Much of this production is academic, tends to duplicate work in other de-
- partments, has little relation to national intellligence, and im not produced
as a réo‘ogﬁ.zed service of cummon concern. On the other hand, same of this
- productién night, subject to general agreement, be performed as a central com-
- mon sérvice. In our opinion, the newly constituted Ressarch and Reports Divi-
sion should refrain fram the production of essentially political studies and
- ;niscellaneous reports and should ooncentrate its effort upon the production of
; reports in those fields clearly assigned to it as recognized services of com~
'_ mon concern. |
- _
THE NATTONAL INTELLIGENCE SURVEY
» Under National Securlty Council Intelligence Directive No. 3, the Central
Intelligence Agency is charged wlth preparing an outline for the Natiomal In-
- telligence Survey -- an extensive series of basic studies on all countries and
- aroas of the world -- and with coordinating the necessary departmental contribu-
tions. This study has been assigned to the Office of Reports and Estimates,not
.. as thg producer, but rather es coordinator of the program,under specifioatior;s
_ and priorities approved by the Joint Intelligence Committee. This coordination
; is achieved through the allocation of toplcs for research and prodyction for
- the particular purpose of the Survey series,but there is no provision for cen-
- tralization or coordination of ourrent production in these fislds.
- Under thie series, various chapters and sectiona have been farmed out to
the State Department,the Services, and other qualified agencles. For instance,
- ‘the Army has been assigned the responsidility for the sections.on u'ansp_ortatldn
- and communications., The _assigmnent of these sections doss not mean that Army

is recognized as having either primary interestin,or contlnuing responsibility




. Por, intelligence with respect to transportation and commmications. Por the
‘purpose only of the handbooks,the National Intelligence.Survey elininstes dup-
-ucation of produotion in cerbain flelds and provides ta:worary od.itoria.l
coardination of basio mteuigenco through the allooa.tion of topioa. It does

not golve the pro'blem of centralizing or coordinating contimiing research and
productibh in the fields of 6omon interest.

]!CONQ&[G, SCIENTIFIC AND TEC‘BNOLG}ICAI. INTEILIGM

'I'he Offioe of Reports and Estimates appaa.rsto have made no serious attempt
%o protiice coordinated estimates or authoritative mtelligenoe in the fields
‘of ocon.gnic:""ﬁ'oéhnologlioal and solentific intelligence, in which no d.epa.rtmnt‘
48 ‘redognized as having & dominant interest. The six Geographic Branches, the

1 _iﬁdienﬁiﬁo Brench and a mmber of the Consultant Panels are variously interested

1.n these field.s but have seldom produced authoritative intelligence contribu-
tions thorein We have found in our examination of the Central Intelligence
Agency, State Department and. the three Service intelligence agencles that there
_ 48 much duplication and 1ittle coordination of production on these subjects.
i #lthough often along paraliel lines, studies are mdspendantly produnced by the
various agenoles and do not, therefors, represent the best available coordinated

opi.nion. ’

There has 'been an attempt 1nNatioml Security Cmmoil Intelligence Direc-
bive No. 3 to éulde the effort of the various agencies into coord.im.ted. chan-~
nels by the allocation of certain fields of dominant {interest, but in the
¥1elds of economic, scientifio and technological intelligence, each agency 1is
eutharized to produce in mocordance with ite needs. Thus, 1t 1s in these

fields, left open to all agenocies and for which responsibility is
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divlided end diffused, that the proposed Ressarch and Reports Division could
perform a valuable service of common interest by centrallzing or coordinating

research and intelligence' pr'o_d.uction. :

It 1 doubtful whether such & high degree of centralization in these_ flelds,
including some essentlially military intelligence ,ie desirable in this country.
0& Servioce intelligence aeoﬁoies have been assigned fields of dominant interest,
and they will contimue to produog military intelligence within these areas.
However, efen if each intelligence egency oonfines itself almost enfirely to
the production of intelligence within its fleld of dominant interest, there
remains a vast area of common interest in such necessary supporting fields as
eqoncmio » scilentific and technologicai 1nte]iigenoe.

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

nomic resources, metallurgy, fusls, power, communications and teleoconmmmnications.
SEGRET |- 89




\?‘-.E‘;’E'es'e' are some of the subjects wherg there 1is present duplication among our

;igencieé and in which a great economy of effdrt and in;provement of product
would reault by intelligence ware produced central],y To provide an effective

-dontri'bution, the centrally produced reparts oo econcmic and industrial metters

nust represent the most ' authoritative .ccard:lmted opinion on the subject and

wust be accepted as such by the consumer agencies. A principal new consumer
would be the Eotimates Division, recommended in the preceding chapter. We
also recognize that the requirements of the various agencies in these mattera

ot comuon conoern will differ, and that each agency will need to adapt to its
'plm Wtiouhr problems the 1ntelligenco produced in these fields.

Fow subjJects of mtoll:lgonoe a.ro more impwtant than soience and tech-

oloy, a.nd. ywet 1ittle success -has been aohieved. 1n this coxmtry towa.rd coor-,

natina 1nte]ligence collection a.nd prodnotion in these fislds. Among the

'uencies which are interested and 1n a position to contribute are not only the
| béntra.l Intelligenoce Agency, the Sta.te Depa.r'hnsnt and the three Services , but

l.lao '_bhe Atunio Energy Commission and the Rasea.rch and Develoment vBoa.rd.*

‘

H‘e ’beliove that there is an ob'v'ioua need :t‘ur more oentra.uzation of scien-
‘vtifio mtolligenoe. Where centralization is not practioa.l there should be the

blosest coordination among thp existing agencies through the use of committees
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such as the present interdepartmental atomic energy intelligence committes
w_hich‘ works in oonsultation with the Nuclear Energy Group of the Office of
Special Operations (S8ee bolow,page 114). A strong Scientific Branch, as a com-
non gervice within the Central Intelligence Agency, would be the logicel focal
point for the coordination and a.mnfopriate oéntra.liza.tion of sclentific intel-
ligence. There a.ppearé to be no overriding reason for the segregation of the

Nuclear Energy Group within the 0ffice of Special Operations, and 1t would be
preferable to reattach this Group to the B8cientific Branch, even though some

" insulation may be necessary for security reasons.*

' To fulfill its responsibilities as the chief amnalytical end evaluating
unit for sclentiffc intelligence, and oonsequently a8 the principal gulde for
collection, the Branch would have to be staffed by scientists of the highest
qualifioations. We appreciate that in such a Branch 1t would be ﬁnpqssible to
obtain a leading sclentist 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 ca.n'cope with the‘ normal research and evaluation,co-opting, where
necessary, personnel from such organizations as the Research and DPevelopment

Board and the Atomic Energy Commission.

CONCIUSIOﬁS AND RECOMMENDATTONS

(1) mm addition to the Estimates Division recommended in the. previous
Chapter,'thefe should be created out of the present (Office of Reparts and Es-
timates a Research and Reports Division toaccomplish central research in, end co-

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

# We understand that since thim repcrt was written steps bhave been taken to
create a separate Office of Sclentific Intelligence which 18 to include the
Nuclear Energy Group.
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this Division should include su:ffioient representa.tion from the State De-

partmsnt and the Services to insure ‘{hha.t their needs are adequately met.

(2) 'l'he COOrG.ina.tion Division (reoonstituted Interdepartmental Coor-
‘mting and Plenning Staff) should be given the responaibility for studying
o aptual saope of the Research a.nc‘l Reports Division and for reccmnend.ing

ﬂ;pae Bervi,ces of common concern whigh should be performed central.‘l\y

EE - {3) The propriety of the pre;para.tion by the Central Intelligence Agency

iof ouentially political sumaries sl‘wuld De revimd., taking into considera-

~tion the need for such sumaries, t}fe existence of a mmber of duplica.ting

”'e them. _

hJ £l
G R P

() Tho va.rioua reports, studies and smmmries which are not na.tiom.l

:;{muigenoe or recogp‘ized gervices of camon oonoecrn should. be discontinued

’pmmxes and the partioular oa.pabilities of the individua.l ' departments to

il N

‘o W W N Y W

e




CHAPTER VII
- SERVICES OF COMMON CONCERN:
: THE COLLECTION OF OVERT INTELLIGENCE
- The Office of Operations, under an Assistant Director, performs a central
: J common service through the collectionof overt intelligence by three essentially
distinct means: the Contact Branch 1 responsible for the exploitation of
- business concerns and other non-governmental organizations end individuals in
_ the United States as sources of foreign intelligence information; the Foreign
= Broadcast Information Branoh 1s responsible for all federal monitoring of
- forelign ‘pmpa.ganda and press broadoasts; a.nd the Foreign Documents Branch ex-
ploits foreign language documents end forelgn periodicals and press for intel-
- . ligence purposes.
- CON'I'AGT BRANCH
National Security Council Intelligence Directive No. 7 (See Anmex No. 13)
© provides that "The Central Intelligence Agency shall be responsible for the
- . exploitation, on a highly melective .baeia , within the Tnited States of business
concerns, other non-governmental organizations emd Mividw a8 sources of
- foreign intelligence infomsbién". The directive aleo establishes the generai
- "rmles under vhich these activities are to be conducted and provides for the
waye in which the needs of the other intelligence agencies are to be met. Thie
- represents an important sﬁp forward toward tapping a valusble source of in-
telligence and overooming the difficulties enocuntersd dwring Vorld Ve II,
- when procedures for this purposs hed to be improvised and the overlapping in-
- tereaté of a.number of ag?noiu reconciled.
The amount of Pforelgn intelligence which can be obtained through the ex-
- ploitation of non-goverrmental sources in the United States 1s considerable,
- SpID! 3 93
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i ,nd 1ts qmity can be ‘very high if appropriate arrangements are made &nd dis-
: ‘ erimination is employed. |
Do ’
1
- i
| ‘a
. r '-‘-‘.l‘hose organizations and individuals are in a position to providé mfom-
[ AN ':
& ' :»tion obfained from their foreign contacts and from the findings of their own
. poople abroa.d. They can also supply. valuablo 1nfomtion as reflected in their
i !wn sommercial and other dealings.
i i

In all of these weys the intelligence arm

! _ or the Government can ‘be assisted in reaching farther and penetrati.ng deeger-

,; u'-!<

'There geems no question but that this entire aotivity 18 yroperly centralized

bt : . :

E a8 an intelligence service of common concern. o ,
I e
| o ~

‘pew sources of intelligence can be developed and opera.tions ca.n be supported..
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The Contact Branch seems to have successfully Initlated the handling of

~these problems and to have @ained the confidence of the agencles 1t ie serving.

Through ite Washington headguarters and f1e1d offices in the United

States 1t has developed an organization to exploit the local ocontacts on which
this method of oollecting intelligence depends. A good start has been made in
setting up these offices, aocquaimting the £leld representatives with the re-
qﬁirementa of the consumers and solvihg the problems invclved In es%é.‘bliahi.ng
useful contacts end developing the mesns of exploiting them. Through the as-
gignment to some fleld offilces of liaison representa.tivee' from the Service in-
telligence agencies an attempt has been made to satisfy their special require-
ments and take advantege of thelr oontaots.

At the present time, about one-half of the intelligence collection activ-
ity of the Comtact Branoch is spontansous, that is, 1t is not in response to
specific intelligence requests submitted by the consumer agencies. In part,
this 1e due to the fact that the Branch is not yet fully acquainted with the
requirements of its oonsumers, and, conversely, the consumers do not clearly
appreciate the capabilities and limitations of the Branch. It is also & result
of the general lack of coordination of intelligence operations which haﬁjbe.é’n' -

noted alsewhere in this report.

There 1s little systematic inter-agency plaming of intelligenoe require-
ments and of the best wajs of satisfying thege requirements. The collectors
of intelligence are often in the position of having to guess what 1is wanted
and wmaking their own decisions as to what is important. However, the Con-
tact Branch hag made a partioularly strong effort to bring its field collectors
and the consumers of its intelligence together so that they might better under-

gtand their respective capabilities and requiremsnts.
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A further difficulty arises from the adm;nistrative arrangements 1in the
Con‘bra.l Intqlligenoe Agency where‘by control over the dissemination of the re-

,}yorhs of the Contact Branch 1o exez_‘ci,eed. by thp Office of Collection and Die-

.:;.lomhmtion which dqes not have intimfto knowledge of the diesemination problems
1o the Eranch. This also applies to the hamuine of the intelligence requests
gitubliitted by various ‘a_ge‘ncies, as these, too, muet go through the Office of
’Gcllection and Dissemination, As a fresult of these procedures » the Contact
JBz'a.nch is to soms exten‘b :!.mpeded in 1te efforts to be in intimate touch with

L the a.genoios 1t serves anxl cannot uva.ya control 'the h.andling of sensitive ma-

,teriala 1t colleota so a8 to protect 1ts own sources.

It is not aocurate to regard the work of the Contact Branch as entirely

Lver’t- in contraat to the covert collectlion by the O0ffice of 8pecial 0peraticna

rr-..“ P

}Ll.'chough in some cases the information which 1t receives may be readily obtain-
able without éecurity restrictions ’ in other oﬁ‘aseaA highiy confidential rela-
iions with the outside contacts are required and the ‘greatest discretion must

be oXérciseéd in o'bta:lning the desired Mtelliggnoe. Unless good security ia

"-w ]

intained 1nd.1v1duals and institutions will be reluota.nt to asaist in thpao

’-.

ibtivities leat they 'become suspect to their ouatomers md business assoclates
: ar other foreign govenmsnta and mtionals vith vhich- they deal. These gources
‘ib 20t wish to be embroiled in anythina ‘that reaembles esplonage despite their

-ntngernesa to place at the dispoeal of the Govermment infomtion vhich they

’; Pg "1, i ~7M

Mquiro in their normal course of businesa. 'I‘he Contact v
lhe 4 peculiar: problem, and 11'. 1s neoassary that its ent:l.re 'rélationship with

lirivate organizations a.nd mdividua.lq be qonduqtod . with complete security as

well as with discretion and tact.
96
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A further important asource of information, the exploitation for intelli-
gence purposes of foreign individuals and groups in the United States is also

being developed.J

=




_JAa a nation, we have not yet fully appreociated

t}w intelligence posesibilities to be’ exploited at hone. In the case of foreign
rp.‘bionala and groups we m gtill confused as to the respective claims of "uo-
cg\n'ity and "intelligence" and have not yet olearly worked out the proper re-.
thionsh:lp betvoen the !'oderal Bureau or Investigation on the ome hand a.nd the
ciantral Intelligence Agenay, the State Department and the Service intelligence

qgencioa or; the other hand.

The Central 'Intelligenoe Agegoy and the othqr intelligence a;gencios have

| 'f-lp\vé'loped coordinated and effective policies &nd procedures for the ex-
¥ _qti_:}, of mtelligenoe in this important fisld. The charter of the Central

' :';:):Iiganco Agency in this respect ,a.s presori'bed in National Security Gouncil
elligence Direot:lve To. T, is broad, and includes the exploitation of "non-
vernmental organizations and 1ndividuala as gources of foreigx intelligence

"om’cion + The raderal Bureau of Investigation, howver, has a major 1n-

wrest in forelgn individuals and groups in the United States beoause of the
szuiblo security tmpLiostions. ‘The Bureau has in its hands considerable in-
:tmtion oonoerning mn: such individuala and groups, but this information
*u been obtained primarily vith security rather than intelligonce considera-
L b.’uons in mind and s not normally given the kind of interpretation or dissemi-
o p;tion that intelligenoe requires if 1t 18 Yo de properly used. Moreover, the
' ,adoral Bureau of Investig&tion is, in cases vhoro 1t has a security interest,
}‘Dlnctm on security groumla to have 1nt9111gonco exploitation by outside

o dnem vy et o oo

I:nteuigenoe 18 not being fully exploited. Part of the remedy lies, as poinyed

om | A
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cies. The genoral result of this situation is that an :Inportant source of '
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- out in Chapter IV, in a general review and improvement in the handling of in-
- telligence derived from domestic sources so that it is incorporated as part of
the broader intelligence pioture.
- Although the Contact Branch has the responsibility within the Central In-
- telligence Age.ncy, and mure gemerally on behalf of all the intelligence agen-
cies, to develop foreign intelligence from foreign contacts in the United
.- States, both the Office of Special Operations and tﬁe Office of Policy Coordi-
._ nation are also very mch interested in some of these same groups and individ-
\;als wvho may provide important asslstance for the conduct of secret intelli-
- ‘gence end secret operations abroad. It is, therefore, important that common
, procedures be developed for handling these cases and that appropriate arrangs- -
- memts bo worked out, possibly through the Contact Branch, with the Federal
a Buresu of Tnvestigation and with the Ststs Department and Service sgencies to
the extent of their interest. In addition, the Contact Branch could, whersver
o appropriate, serve the otﬁer two Offices as an intermediary with the foreign
- groups and individuals. It would also seem that“tho pmson£ procedwre whereby
coxrespondence e;ohmged between the Contaot Branch and the Federal Bureauof In-
 " vestigation goes through tﬁe Exooutive for Inspeotion and Seourity of the Cen-
; tral Intelligence Agency oould de simplified so that thp Contact :Bra.noﬁ could
- deal directly with the Bureau.” '
- This whole question of the exploitation for intelligence purposes of
s foreign groupe and individuals in the United Stat?s i1s a oleaxr example where
- the reconstituted Intelligémce Advigory Committes, with the Federal Bureau of
- Tnvestigation as a member, should establish principles and rules for coordina-
. tion. We recommend that in this way further efforts be made to work out an
-

agreed procedure which would permit adequate exploitation of forelgn intelligance'
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bourtes in the United States while taking into account the legitimate security

(o oprn of ‘the Federal Bureau or"Ix;yeﬁtigation.'

' ’;, . 'I'he close relatiomhip between tho work ot the Contact .'B:-a.nch, 0ffice of
f.ﬁpeoial O:perstiom ad Oﬁ‘ioo of Polioy Goorumtion 1s the basis for owr
':naomdation thut thetr aotivitien 'bo closely integrated in a new Operations

B TS W W

‘L}Lviqion. (See 'below,paga 116) 'I.'hin relatiomhip oan be aummarived as follows:

’ @groups in this country end those abroad; consequently, the opera-
i.{onLA’J. pro‘biems of Contact Branoh and the other two Offices are closely
Jih’bod; for onnplo, the Orf:l.ces of Special Oporationa and Policy Co-
"o:dimtion may beve & definite interest 1n certain foreign 'nationals end
. .;groups in t)_x,i_s ooxmtry who oap q‘uist then} in their operations abrogd;

" (3) Both the Comtaot Brench and the Office of Special Operstions

are t1e1d intglligéﬂoo oo'lle‘otio:i opemtiéne and ars, to a large oxfoﬁt;

quidod by the seme oollection roquimnta of the various Goverment

-agencies. They should gerve thoir oonsumrn ina ooord.ina.tod mannsx;
" .(4) Contact Branch has, to some extent, tho same security problems
’ of yroteoting source as the Office of Special Operations;

(3) There 1s a olosar relationship between the Contact Brancb. a;nd S

;s.
%he Office of Special Opera.tions and Offioe ot Policy COOrdi.nation than
%bere is between the Contact mfaqch and the othor two branches with which
‘4% 18 nov asgocisted under the Office of Operatioms.

!
|
o o s

{2) There are close comneotions between the foreign nationals and
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FOREIGN BROADCAST DINFORMATION BRANCH

Under National Security Counocil Intelligence Directive No. 6 (Bee Amnex
No. 12), the Central Intolligence' Agency is assigned the mission of monitoring
all foreign propaganda and press broadcasts and disseminating the resulting
intelligence. These duties are carried out by the Foreign Broadcast Informa-
tion Branch (FBIB) of the Office of Operatioms whioh oconducts actual monitoring

oyei'qt ions

Approximately 2,000,000 words are monitored daily by these stations, of
which 150,000 are oabled to this ocountry after local editing, Upon recelpt
here, this material is re-edited and publiched as a daily sumary of approxi-
mately 90,000 words. In addition, weekly ewmmaries and speclal digests on
particular topiocs are propared., A considerable amowit of data is produced for
the "Voice of Americe" activity of the State Department. -Most of this moni-
toripg work is routine, bdbut the Branch also receives from various a.genoiea-

statements of their continuing requirément a8 well as specific requests.

In general, it can be said that the Fareign Broadcast Informatlion Branch
performs a non-ocontroversial common service which is well received by the con-
sumer agencles. If there is any reservation as to the usefulness of its work,

it 1s that the material is not mmamlyzed or evaluated prior to dissemination;




ggt_ii’s' merely oampiled end presont.e( ractually. However, this ‘s,oen.m to he &
[propér arrengement although there should be appropriste machinery outaide the
'h'moh for teking the monitoring reports and interpreting them in light of

’athor rola.‘bed. 1ntelligence. This wvuld. seem to he a proper f\motion of the

mrraiaers and producers of 1ntelligence ) although the Fareign Broadoa.st In-
toma.tion Branch, posseesing as 1t does the full coverage, conld oontinne
;uke swmaries of the txaffic it nmitora. If, as was suggested in Chapter VI,

vi, Research a.nd Reports Division 1s orsatod for research om questions of cammon

. targst, this might be the proper place where th.is material could be further

ed. and a.ppropriate studies prepared. Thp political analysis, however,
mn 'be done 1n the State nepartment " '

1'% W & 19 W B wn

" '
L Wle have experienced some dirfioul,ty 1n a.rrivinq at a recqqmenda;bion #s to
}here the roreign Broadoa,st Inromtion nra.noh ahov.ld be pla.ood. 1n v;ew of opr
:tnomand.ationa for the diaporaal o.f the other functions of thq thioe pr

‘ 15 alsa a purely overt ons, and thi{s mil:lta;g‘s SameNbak. t placing 1t
’§.: tha Jproposed Operations Diviqion wb}oh vorld he oéncernod almost, e;claaiw;y

'~:th poyert operatioms. On the othrr hand, the faot that the m-th :.s

ra.tiona. While the work of the Braqoh is assqntie.lly an oporati r%ct;o?,, o
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operational argues against placing it in the proposed Research and Reporte Di-
vision which would be engeged in performance of purely static functions. On
balance, we incline to the view that, as between the two, the Operations Divi-

sion, with 1its greater facilities for handling communication operations in

general, is the preferable place within the Central Intelligence Agency.

Of ocourse, the product of the Branch should

be immediestely available to the new Research and Reports Division for analysis.

FOREIGN DOCUMENRTS BRANCH

The third Branoh of the Offlce of Operations is the Foreign Documents

Branch wh:loi; has the responafbility for exploiting foreign language documents

‘ and forelign perlodicals and press for intelligence purposes. Unlike the Foreign

Broadoast Information Branch and the Comtact Branch, which operate by virtue
of ocharters acoorde;l the Central Intelligence Agency by National Security
Counoii Intelligenoce :Direotive Nos. 6 and 7; respectively, the Fo::eign Docu-
ments Branch has no such oharter and is, therefore, not recognized officially
as a wnique common service, The other departments and agencles do some of
their own translations of foreign language documenta, etc.,, but also reJ; on
the Foreign 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 ourrent press and periodical publications and besides these routine

tranglations it ococasionally translates speo.ifio dbmmants upon request, It

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




’c"bronios, trangportation, eto.

» "‘rhere 16 & constant and large florw or production from the I‘oreign Doou~
. nte 3mnoh in the. tormof orbracbu fm the foroigx press; ourrent periodical
Whstracts, both general and tecimical, desling “ith itemecf intolligsnoe valis
biitlined in Soviet and other forsign periodicsls; an industrial card 110 Foo-
‘bt for inolusion in the rémip'mtriai' Reglster of the O0ffice of Coliec-
'_:Liﬁtﬁ'l'hh{iﬁiééqmingﬁlong. ';biégé'aphidali 1ntellig€no$ ﬂreports; a bibliography of
o m pei'iodio;als, ‘special accession lists and various translations of our-

! ‘ﬁhter:lcl to meet oontinuing raq_uirmnta.

: mmith as it 1s virtually imposaible to have a larga pool of export
la rd vho are at tho same time - apecio.lists 1n varioua fiolda, it is met

Lr the roroip Doounonta Bra.noh to 'bo a parb of tho propoud Rssearch and
rbs Division suggeated 1n clnptor VI, ‘

"commms AND RECOMMERDAT 10K
(1) The Office of Operations oconsists of three distinctive activities,

4’»‘& r,pr”,m-, usom ;nd reoogaued function? in tlmir own ﬁold but Bave no

,1#\1

g e
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:]?fa.rcioula.r relation to eaoh other.

. Operationp and 0ff4ice of Polioy Coordination undor ainglo over-s.ll dirootion

‘ - (O;perations Division) within the Central Intelligeneo Aaancy. i

T tion Branoh, vith vhioh it hu little 1n comon, it vould be prafora'ble '

'm as.

Pl v (2) The contact Branoh should 'be integmtod vith the ornoe of Speoial
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- . (3) More active efforts should be made to exploit imtelligence from
- foreign nationality groups and foreign individuals in the United States, and
ateps should be taken by the Director of Central Intelligence and the Intelli-
- gence Advisory Committee to coordinate thé' aotivities of the various agenoles
in this fleld. | '
-
(4) The Poreign Dommmrba Branoh should be made part of the propoaed '
- o Research and Reporis ‘Diviuicn if one 1/ created.
s (5) If the Foreign Broadcast Information Branch remains a part of the
- Central Intelligence Agency, 1t ghould probably 'bo administered by the new
-i Operations Division, dut ite prod.ucb should be mu-mntly available for analysis
in the nev Research and Reports Division.
- »
-
-
-
-




CHAPTER VIII

- SERVICES OF COMMON CONCERN:
THE COLLECTION OF SECRET INTELLIGENCE

Under normal peacetime conditions, the bulk of the information on which
a government bases its actionin the internatiomal field is obtalnmable 'byfovert
means --.tha.t 18 to say, through iiplomatioc and military establishments,
t.hrpugh the press, scientific and technlcal publications and the normal chan-
nels of trade and international intercourse. With these facilitles ava.ilabie,
the oollooti@ of intelligence in peacetims through secret means assumes rela-
tively secondary Importance. In fact, as mentioned above, insofar as ow own
Government is concermed, cqvert collection of intelligence was a negligible -

factor priar to World War II.

Today 1t 18 an understatement to descridbe conditions as merely abnormal.
They are wniquely difficult from the viewpoint of intelligence. Where Com-
munist regimes are in oontrol the ordinary means of securing iInformation
are generally lacking. In these areas, it is true, we have a few dlplo-
matioc missions and here and there some ccmiula.r establishments. Thelir etaffs,

however, are so restrioted and spled upon that they camnot perform their usual

information gathering funoctions, Even the type of information that 1s
available for the asking here in the United States is wobtainable there.

In this whole great area of communist domination i1t is not only military
information whioh is kept secret, but it is hard to get even simple and
peamingly innocuous details relating to the econamic, financial and polit-
loal Idevelo;mmts which may furnish vital clues to political and military
trends.
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Also, the methods of fifth colwm penetration practiced by the Commmists
b :follow a uniqno pattern in various roreign aountries and in the United States
uhioh calls for tho 'beat tha.t ve have 1n t.he ﬂom of counter-inteuigenoe

' Asa rosult of this tharu iu an urgent call upon our ‘a1l and ingemil ty

I
e
Eied

: to i’i.nd methods of infomins ourselvoa about Iron Curta.in uountries. As ve
'eunnot do it adeq,uately ‘by orf.hodon: mothods , an 1ncreasingly heavy burden ig
p‘l.aoad on..our socrot 1ntelugence and. co\mter-inteuigenoe and hanoe they have
"l'.ody a highor priority in ouwr over-all intelligence picture than in the paat.

m oF THB cmmu,m_'m.mqu _AGENCY TO CONDUCT, ,sncm INTELLIGINCE

N N i

' . l" Thn reapdnsibilitio's of the Central Intelligence Agency for the collection

f'%;?grt intelligence abroad are performed as a "service of common ooncexn”

a.ooorda.noo with the tems of Natiomal Bocurit,y counon Intelligence Direc-
*t.iva 1!0. 5 or Deoon'bor 12, 1947, (See Annox No. 11). Unuk'e the col].ection

t

pf Qvert 1ntouigence » whero the m.asion of f.ho Centml Intcnigence Agency 1s

Iimited one 3 the col.leo t:l.on of practioauy all oovert foroign 1nt.elngence
g!.l aas!.g\o'a Yo the Agenoy. ' " o

g .
b Intelligonoe Directive No. 5 gives to the Central Intolligence Agency the

%roucming th;tieq:

|3

: &+ To oonduct all organized federal espionage operations abroad,
o - exoept for agreed activities k4 other departments and agencles.

. B To conduct all organized federal counter-osplonage ‘atroad, in-

P oluding ocoupled areas.
' g+ To ocoardinate covert and overt intelligence ocolleotion, and to
' coordinate the activities of cagual agenta employsd on covert missions by

ioc
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-
other departments and agencles, members of the Intelligence Advisory
- Comml ttee,
; d. To disssminate the intelllgence thus obtained to the various
- departments and agencies having an authorized interest in 1t.
- Covert oolleotion thus inoludes esplonage and counter;espioﬁage abroad,
1. e., the olandestine collection of information =and counter-action againat
" foreign pecret intelligenoce aotivities. It d.oés not inolude intelligence col-
i lection by secret but essentlally tecﬁnida.l means, such as commniocationn
~ intelligence,
- .
_ National Seourity Counocll Intelligence Directive No. 2 sets forth the
- respoctive responsibilities of the departmental agencles for collection of
certain categories of foreign intelligemne Iinformation. The Army was thus
i given primary responsidility for ocolleoting foreign military information, the
- Navy naval information, the State Department polltical, oultural, aﬁd soclo-
v logloal information, eto. The effect of Directive No. 5, however, is to limit !
. these responai'bilities to overt collection, and set aside the entire field of |
oovert 1nt9111.gence operations (with e few exceptions) as the 'domain of the :
- ~ Central Intelligegcé Agency., Further, the Agenocy is "reaponsible for coor&i- :
nating ocovert and overt intelligence ocollection activities,” and is also
* charged with coordimfing the activities of camual covert agents employed by ‘
- other agencies with ites own "organized covert activities.”
- It 1s important to note, in this connection, that the Natlonal Secwrity
Council has rejscted, and we belleve rightly, the concept that esplonage might
- be oconducted by several agencies, each independent of the other, and sach
- authorized to operate in the same areas with roughly the same objectives.

Multiple espionage of this kind has occasionally been advocated as a means of

] | 109
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frotedting escurity, It is argued that the penotration of a centralized
.‘hf‘niémgb egency might destroy ite emtire roster of agents, leaving the nation
rithout an effective secret intelligence service in time of crisis, whoreas

[ .
%‘enetration of one of several esapionage units might destroy its nstworka, but

?roulﬂ leave thome of the othors untouched,

i
+
i
C

We consider this v_iow_' %0 be la.x‘sely thecretical, provided espicanage is
properly oconducted to keep the identity of chalns entirely separate and if

= proper security is maintained in the central office. In any event, we feel

hat this danger i lou serious than the confusion and overlapping 1n the
:lald of eaplonage vhich would result if several servioes were eneaged 1n 1t,
""ﬁ.option of a centralized enpiomge stmoture bas meext tha.t exoept for oer-
opora.ﬁiom in ocou;piod. aroa.l, the_ foreign coverb operations of Other

ciol of the Govemmgn% have boen dissolved or turned over to the Centra.x.
Me}#smos Asenoy-

.:;mn:tzmbn' Of THE OFFICE OF SPECTAL OPERATIONS

| The Contra.l Intomgenoe ‘Agenocy does not enter the intrica.te fiold. ‘of
'roreign eap:lomga and oomnter-espiomge without scme backgzvund. of erperianoe.

#’ho covort operations unit, lmown 2a tha Ofﬁ.ce ot Spooial Operatioms (oso) E
in effect the legatee of the operating oxperienco, tha records, and m.ny
P& the personnel of the gecret intelligence (SI) and counter-espionage (X-2)
Pru;pheﬂ _of the former Office of Strategic Services and Strat.e_gio Services
Init, War Department. It also imherits the valusble relstionships built up
;3:: these organizations with certain foreign ix‘:teiligep_qg ???J;iégq, ’ e

In numerous instarces the Office of Special Operatioms has maintained
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fleld stations originally opened by the Office of Strateglo. Bervices and

maintained by the BStrateglc Services Unit. In its headquarters structure 1t
has drawn heavily upon the previous experience of these organizaticns in

conduoting war and post-war operations.

Administratively, the Office of Bpeclal Operations 1s on the same level
as the four other Offices of the Central Intelligence Agency. Contact with
the Director 1s maintained almost exoluslvely by its chlef, the Assistant
Director for Special Operations, and hie deputy, The Assistant Director's
personal staff also includes an Executive Secretary, whoss duties are ap-
proximately that of an sxecutive officer, and several consultants and advisers
who deal with particular aspects of agent operations, archives, budget and
the like. |

Under the Assistant Director, the organization 1s divided into three major

operating groups.

The Operations Group 18 responsidble for the actual conduct of esplonage
and counter-espionage. Ite major subdivisions are seven reglonal branches,
each of which controls and guldes covert operations in the particuler area
abroad for which it 18 responsidble. These operating branches function inde-
pendently of each other except at the top level,where dbranch chiefs coordinate
operations involving more than one area. Security of branch operations 1s thus
fairly well maintained within headquarters. It 1s the policy to assign person-
nel to & particular area or country for considerable periods to gain adequate
background for sound operations, Arrangements exist for the essignment of
headquarters personnel to the field, and vice versa, although a comprehensive

program for rotation of personnel has not yet been worked out.
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‘Several staff wnits, including a deputy chief of operations for oounter-
eaplanage, asgist the branches in direoting operations of rartioular Ikinds,
and in agguriog orderly dissemination of the seoret imtelligence materials
ébtalned ag a result of operaticns.

. The solentific and technical section of the Office of Special Operations
assists the reglomal tranches in directing operations likely to produce infor-
mtion in these flelds. The section works olossly with the Muoclear Fnergy
Group of the Office and haa some contaot with the Scientific Branch of the
0ffics of Reports and Estimates.* For 1ts own part, it receives direction

through the Nuolsar Energy Group, departmental intelligence collection requests

mpmitted via the Office of Collpotion and Dissemination, and the Sclentific
Hx‘mh, Office of Reports aad Estimates.

The ]_:nromtiqn COntrél Section ia ooncermed with directing the work of

' iho rogional ‘branches, analyzing and controlling their output, and reviewing

the ocomments on Areportsvof the Office of Special Operations received from the
drnoo of Reports and Estimates and occaaionally from departmnml agencles.

. "L'nis is tho yoint to vhich Intelligence requinments of other agenoiea are

‘gent by the Orﬂoe of Collection and Disaoldmt:lm. It ie responsible for the
‘editorlal review of intelligence reports pre_'pared‘by the branohee» of the Office

of Spuoclal Operaticms.

Approved- reporta are fowaraad by the Inm'mtion Control Section to the

Office of Oolleotion and Diuen!.mtlm, vhich ﬂzqn determines the agenoioa to

whioh they will be dissem:l.natod. When urgent d:lssgmmtion 1s required ‘by the

ne..tur«g of a report recelved, 'members of the section may deliver 1t personally

% Bee footnote below, page 115, ‘
112 | (¥

M. WS WE e v mm g

v D &9 e

s W - W &»

[




oK

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
initiative. In line with our recoimendation, given below, to give the Offilce of
Special Operatione greater independence and autonomy and to bxfing 1t in olomer
contaot with the principal users of its product,we recommend that the power to
determine dissemination of its reports should rest largely in the Office of
Special Operatiéns i1tself. In order to bring the Office closer to its ohief
consumers, we also recommend that there be included in the Information Control

Seotion representativea of each of the Services and of the Department of State.

Training of staff members and career agents 1s undertaken by the trelning
section of the Operations Group. Beveral courses in basic and advanced intel-
ligence are given to administrative and operational personnel. The courées
emphasize practlical problems of field operations, not only for administrative
and secretarial persomnel, bdut also for staff members who will conduct opera-
tions. The bullding of a coxrpe of tralned personnel for secret intelligence
work is one of the crucial problems whioh the Office of Special Operations has

to face,

The Operations Group also includes a section which analyzes the needs of
the operational unita for special devices and egquipment., Actual development
of such equipment 1s supervised by the Administrative Group, but 1s conducted

in oclose collaboration with members of this section.

The seoond major division of the Office of Special Operations is the
Administré,tive Group, headed by a chief and deputy chief, which has hitherto
bad responsibility wunder the Assistant Director for such matters as supply

and tramsportation, sepecial funds, personnel, central files, cover and
+ 113
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{ documentation. The Administrative Group also controls field ocommmications
i'ihiuh we recommend should be brought into olomer oontact with the Operationa

13
Group.

As ve mentlioned in Chapter IIT,omsidemation 1s now belng given in the
- Central Intelligence Agenoy to t.ho removal of all of these services except for
. central files, cover and documentatiom, and commmications to the Executive
- for Administra.tian where they would be beyond the direct authority and control

I hhe Agsiatant Director for Speoial Operations.
. We oonsider that the Office of Spacial Operations and its closely related

} nMcqs should be largely asutonomous and aolf-su.fﬁoient Hence, ve Delleve
| ’&ab_th;.a “proposed transfor of its adminimtrative pervices is wnsound. From
f ‘hho point of view of 1nterm1 security we a.lso deprecate 1t. As a general

1

. mile, seorot adminiatmtiw support should 'ba -ag8 close and as aooesaible to

‘ uc:rot operationq as pouible. The most elementary rules of gecurity are

maohed vhen overt and covert administrative wnits are plaoed'tggethaz"-; and
s ‘the ghine toksn the unique character of secret operations renders inapplicable
moet ordinai'y:mles of administration. Removal of administrative support from
. the direot suthority of the officfal responsible for secret operations would
. vitlate his ability to conduot the very operations with vhich he is charged.

The third major division of the Office of Special Operations is the

- Nuclear Emrgy Group. ﬁnlike the Operations and Adminigtrative Divisions
‘ vhich we have discussed above, it has no direct contact with agent operaﬂons

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

. character, indeed, is that of a reports staff studylng foreign research and

' @evelopments in the field of nuolear emergy. Historlcally, the Group vp#
14 | TOP SELRET |
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‘organized in the Manhattan Distriot and was transferred to the Central In-
telligence Agenoy at the time of the creation of the Atamic Ensrgy Commlasion.
Attached firat to the Director of Central Imtelligence, it was later tranaferred
to the Solentifio Branch of the Office of Reports and Estimates where, because
of 1ts enalytlio and reporting functicns, it logically belonged, It was after-~
vards (early 1948) moved to thé Office of Special Operations beo;use of dif-
f1oulties within the Solentific Branch,

The suocess of the Nuclear Energy Group will be measured in terms of the

effeotivencss of its relationship to the Atamlc Energy Coomission, one of ita

.

major consumers, ahd to the National Military Establistment. The Group's work ,

with +these agencles has been oconsiderably improved in recent months by the
appointment of a highly competent solentist as the Chief of Intelligence in the
'Atcnio.nnorgy Cormission and the funotioning of an inter-agency committes con-
l oerned exolusively with atamic energy intelligence,

As wo have Indicated, it is obvious that fram a functional point of view,
the Nuclear Energy Group does not belong in the Office of Special Operatioms.
As a rvesearch unit, its place 1s olearly with the Sclemtific Branch of ths
rroposed Research and Reports Division, the awccesmor to the Office of Reports
and Estimates,*

Before concluding our survey of the headquarters organization of <the

Office of Speoial Operations, we wish to add a recammendation to which we

attach particular importance and which affects the relationship of this Office
to other covert activities of the Central Intelligence Agency.

* See above, Chapter VI. Sinoe this report was drafted, we understand that
steps have been taken to transfer the Nuclear Energy Group to a new Office
of Solentific Intelligence,
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‘g"?f - fn Chéptere VIT and It we briefly conslder the staflarity of the opéra-
}tiom; m}d administrative problema faced by the Office of Special Operationa,
fttié 0fffos "of Policy Coofdination and the Conffaot Branch of the Offfce of
gﬁperlstions A11 three oﬂ’ioes carry on activities of a highly confidential
linture, * These activities are interarelated and require close ocoordination.

'gIn atidition they are able mui:ually to service each other. Thls is partioularly

ltrua of the owrseas operat.tona of the 0ffice of Speoial Operations and the

'fice gf Polioy COordination. We recammend that the throe activities bde
it

; er the oomon oontrol of a singla directing head who would be one

{of tho qhlef sesistants of the Director. The thres Offices might be sst up as

i . : ;
';.quato branche of a common gervice of secret activitles which should enjoy

;Lqrq_a autonomy within the central Intelligence Agonoy a.nd ‘might appropriately
"bo 00.119(1 Oporations Division. Whether ovantually a oloser .merger of the
R thras agtivities should be orfeoted can best be datenuned in the light of

Lqu:l;e.e*ience .

Bentrallzed administrative servicés should be eétablished under the aingle

_'6ﬂi§f ‘of covert activities, and ehquid. not be idex_ztified with or combined with
‘the administrative a.rfaﬁgementa made for the balance of the Central Ini‘.‘éiﬁ’génce
|

1Agenoy 'I’he covert orga.niza.tion thus established ehould, in pa.rtioula.r » wnder-

'ba.kne i'bs ‘own peraonnel recmitment ) using the faoilitiea of the peraonnel 4

v—,o-——»- -

- ':...

uctiond.’ the Central Intelligence Agenoy only insofar a.s they a.ppear 7 sem '

' the purposs of the covert organization.

In ma.king this recommendation, we appreoiate that the Ofﬁ.ce of Policy
B O

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

2116 : ' \ ‘ m

g . .”‘_kb_j"i“*pa.rt of such & central organization devoted to ocovert operations ,
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 throughout the world, |
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State and the Secretary of Defense. Ve belleve that substamtisl benefite
would acorue in having this samo relationship eatablished, through the head of
the Operations Division, with both of the secret overseas activitiea of the
Central Intelligenoce Agenocy, aseuning that they and the Contact Branch are

- brought together in the mammer we recommend above,

In this recommendation we have also had inmind the desirability of quiokly

ostablishing a partioularly olose relationship between the gecret activities

of the Central Intelligence Agency, the Military Establishment and the Joint

Chiefs of Staff in oase of war, If the measure of autonamy we suggest for
these aervices 1s achleved, they conld be attached, without delay, to the
Secretary of Defense or to the Joint Chiefs of Staff, if the National Security
Council should oconsider this advisable,

Subjeot to the foregoing recommendation, we believe that the headquarters
organization of the Office of Speclal Operations 1s soundly conceived and has

made a satisfactory start toward setting up our secret intelligence work.

FIEID ACTIVITIES OF COVERT INTELLIGENCE
The headquarters of the Office of Specisl Operations directs an extensive
and ramified networkd field etations located in capitals and principal citiea
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In some oountries, contact has been established with local police, in~

teliigonoe, or counter-intelligence services. These relaticns are often most
useful, and their potentialitles for the future are great. The most successful

example is the oomtinuiig liaieon with the | |
| |

In oertain friendly but threatemed ocountries, the Office of Special

Operations has begun arranging with these services for the installation of

stay-behind agents to be used in the event of a military emergency. In most

ingtances independent networks are also being bullt up, f

The agent operstions of the Office of Special Operations abroad have been
oritiocized as being too frequently direct‘:ed. againet falrly obvious, short-term
obJectives, and aa having overlooked or failed to exploit strategic targets.
The Offilce is also sametimes critiocized inthe departmental agencises and in th§
0fflce of Reports and Estimates for producing quantity rather than quality, It
oan in pert anawer such oriticiem by showing that it has not received adequate
direotivea fram the policy-makers., This serious failure should be remedied.

/ Close liaison with the theastre intelligence

authorities has beocme a matter of the first importance, | ]
and because the military commander is a

consuner <€ & sigriificant part of the intelligences collected ty local operations.
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Lobesnns

. The f1eld relationship 1s complicated by the fact that the theatre oom-
.?;mmlers, under National Sscurlty éounci} Iétélligenpe ‘Directive No. 5, are
' permitted to employ camual or other se'ore',;t agents as a part of their local
. intelligence collection activities. Technicelly, the Central Intellligence

' R W Y ™

| Agency Ls empowered to ooor‘dinate.a‘. these local agent activities with its own
; operations in the same area; but thers 1s no evidence to‘augg'est that any
active program of coordination is undertaken by the Office of Special Opere-
. tions or other Central Intelligence Agency authority in any country occupled
: by United St..gtoa troops. In view of the wide powers exercised by the occupa-
ti&n ooﬁn’muderb in their respective areas, we recognize the " aifrticulties of
effecting this coordination, but we believa further effort should be ‘made in
‘ this direction, particularly in the handling of defectors which we discuass

‘ 'beL:w.
L 3

“Fortunately, the lialson between the field stations of the Office of

v el @9 B &3 W =D

| Bpeolal Operations and the Army intelligence ‘staffs, particularly in Germany

; and Austria, are close and this may in part make up for lack of more formal

B 4 . .
. coordination of covert activitles.
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In our

opinion, 1f they undertake lomg-term or strategic operations of a clandestine
nature, such activities should be .ooordinated by the Central Intelligence
Agency in order to prevent serious overlap of operatlons and consequent danger

to securlty.

In Japan the general relationship between the Office of Special Operations
and the military authorities hasbesn less intlmate than inGermany and Austria,
L ]
with greater control exercised by the military authorities.

As & phagse of the relationship between the Central Intelligence Agency
and military commands, it may benoted that firm arrangements have not yet been
completed for the conduct of secrot intelligence operations in a milltary
theatre in wartime, Present plamning follows the theory that unlts of the
Office of Special Operations should be attached at an Army or Army Group level,
with no personnsl responsidble directly to any lower echelon of command,
Although operations would be oonduoted in the areas of particular corps, divi-
sions or even lower schelons, control and authority would be exercised exclu-

sively at the Army or Army Group level.

Field stations oonduoting the opem't:loﬁs vhich we have outlined in the
preceding paragraphs report all intelligence directly to headquarters, but are
obliged to show material of interest to the local chief of mission or military
commander at his request, Chiefs of missions are not authorized to prevent
Central Intelligence Aéency representatives from communiceting with their own
headquerters. Aotual arrangements depend upon local ciroumstences and the
personal interests of the chief of mission. For their commmnications, fleld

» provided with their own codes.
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The encouragement of defection of sti'ategically placed persomnel in
" Bovist and eatellite government services should be another major objective of
© the field operations of the Office of Bpecia.l Operations and to some extent of
© the Office of Polioy Coordimation. A few successes have been achleved in such
; activities, but thus far most Soviet defections have been largely fortultous.

In our opinion, ncither the Central Intclligence Agency nor the Arnv has fully
§ axploited the intelligence possibiuties or munerous mdividuals vho ha.ve
' nlhered into the Amerioan zones of Gemany and Austria. Often 1nterrogations

hame ‘been so delayed or so conducted as to be virtually rruitless.

thre is also & domestic phase of this problem both in t.he cage of defec-
: tora in the United States and inthe handling of those vho may be brought here.
..' i The ‘entire question, both at home and abroad, clearly involves the .coordination
:.of Antelligence activities ang is an important one with which the Central In-
E»talq,;,gpnce Agency should deal. Here it should essume 1its mspomi{bilities to
iwon;.cut amore effective procedure to coordiunafe the activities of the various

| 8gercles involyed. (See Chapter IV).

| BCURITY OF SECRET INTELLIGENCE ACTIVITIES
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Inoidents in oortain field stations have been embarrassing to the local United
States diplamatic mlesiona. The ejeotlon of Cembtral Intelligence Agency per-
sonnel from oertain countrles abroad, and the methods of maintaining ocover

smployed by some stations, bhave made the organigation in the field fairly ace
ceseible to foreign counter-espionage organizations. ~ Partiocular operations,
it is true, have been conducted with apparent security, or at least without

obvious compromise,

L]

A breach of security respecting seoret operatione which received wide pub-
lic notice, bdut for which the Office of Special Operations was not itself re-
sponsible, took yl&oe in comnection with the Bogota riots in April, 1948. (See
above, page 35). Subsequently, magazine and newspaper a.ft;iclee have tended to
ldentify the Central Intelligence Agency as the center of American secret in-
telligence oollsotion and of little else. All thls has roflected om the

gscurlty of field operations.

Before turning from the question of operational security, 1t may be ob-
served that the headquarters security of the Office of Special Operations is
not impeccable, (See above, page 34 ). It ocouples a separate building readily
identifiable as belonging to the Central Intelligence Agency. Secret opera-
tlons of this nature should preferably be located in a bullding having so many
services and vislitors that the 1dentification of a seorst staff and their
visitors would be rendered difficult., Further, the staff could more easily
cover the explanation of its work by giving & well-known and relatively in-

noocuous address,
123
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#dantity es members of thelr particular Offics, |

In general, persomnel of the Offioce of Special Operations wmake no at-
Yampt to conceal their employment by the Cemtral Intelligence Agenoy so long
a3 they are assligned to the heagqmters gbaff, but do seek to hide their

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

- aggravated by putting so many eggs in the Central Intelligence Agenoy basket.

We beliovo the solution 1ioe along the lines we recommend in this report -~
nd:mly, to d.ivid.e the functions of the Contral Intelligence Agency generauy
1n'bo two parts: (1) the overt, recognized end admitted funoctions of coordina~

'bion a.nd. oexxbral appraiser end ovaluator and (2) the covert activities of the
Oﬁ.’ice of Speocial Opera.tiona, O0ffice of Policy Coordd.na.tion, etc. The two

; oonld Ye phyaically a.ml to a large extent, functionally separated., Persons
working for the one would openly admit thelr comnnections while those working

fox the other jrould find various and differing types o; cover,

The Central Intelligence Agency should then endeavor to reverme the

:_pi"f’g‘s;éolnt unfortunate trend where ':H: ‘finds ite,elf.a.dvertised almost exolusively
| a8 a secret gervice organization and become to the public the gentralizer and

f coordinator of intelligence, not the secret gatherer, If the changes we are

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

the Central Intelligence Agency to do this,

SIS

; COUNTER-ESPIONAGE

- of the Offioce of Specia:l. Opera.tiona This arrangement represents a departure
! 124

Eapionage and ommter-aspionage have been unifisd in the Operationg Group
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from the wartime structure of the Office of Strategic Serviced in which these

aotivitiss were conducted in separate branches. It 1s also different from
most foreign services, which have separate espicnage and ocounter-espionage
branches, integrated only through thelr chiefs. Possibly because of this
organizational wnification counter-espionage has not yot been adequately ex-

ploited as & source of positive intelligence information, as a chamnel for

deception, as a means of protecting espionage operations and as a dasls for

penetrating fifth column operations abroad, which mey be tled im with fifth

column operations here.

The techniques of esplonage seem somewhat simpler than those of counter-

esplonage, and the former generally is assumed topromise more decislve results.

Tactors suchas these have influenced the concentration of the Office of Spec;;al_

Operations on espionege problems. It seems apparent that the present counter-
esplonage staff of the Office of Speclal Operations should be mterially

strengthened and more intensive 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-
tunitiss and ite general approach to the problems of counter-intelligence have
not been markedly successful. Its liaigon errangements with the Federal Bureau
of Investigation, which 1s charged with all counter-esplonage responsibilitles
in the Unlted Stetes, except those affecting personnel of the Armed Serviceas,
have bheen limited for the most part to exchange of Iinformetion on suspect
individuals. .

Full collaboration on counter-espionage plans and operations has not yeti

been achieved, and nelther organization 1s fully ecquainted with the over-all

[0 §eE— ‘”5
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h“""‘"*ﬂ!‘eﬂ“m vork together for mitual support and protection,J

| program of the other. Sinoe the danger of foreign espionage and the menace of

£1fth colum activities does not atop or start at our naticmal ﬁoundp.riea, ~1t
1s desirable that the two agencies most concermed with oounter-e_apiomge should
nﬁinj;a.j.n clqsbr relationg with each other, We have already pointed out in
Chapter IV the extent of the respansibillity of the Central Int;ellieanée Agency
to insure ooordination of certain counter-intelligence activitles of the
. Govermment. We oan only observe 'here that a ﬁaaor aspect of such coordination
is a close working reJ_;ationship batween the Office .of Speoie.l Operations and

the Federsl Bureau of Investigation,

"',commmrons TNELLIGENE

It is particularly ﬁqporta.nt to coordinate the activitlies of the Office

i

¥ of fipecial Operations with commmunications intelligence so that the two activi-

Coﬁﬂknioations intelligence, on the other hand, can be a vital source of

e g

] emtions prov:lded. that the Office of Special Operations has qccpss o this

+ uﬂ Eiaic o

!ou.rue %o the full extent necessa.ry for theae pu.rposes. Although, as pointed

rrmtigr

)l

iou olsevhere in this report (See Chapter IV), we have not gone into this
'ifield, there appears to bs some question whatt;er *t.he Office, of:'Special Opera-

tions now has adequate and prompt access to this material

Moxmtion, g.uida.née and protection for espionage and couhter-espionage_
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To be genulnely effective, secret intslligence operations mmst de directed

THE NEED FOR POLICY DIRECTION OF SKCRET INTELLIGENCE

toward the intelligence objectives of greatest importance to the Government.
Taoday, as we mentioned adbove, the Offloce of B8pecial Operations lacks the
direction which 1t needs to insure the maximmn relevancy of its operations to
the problems of foreign and military policy. It is, indeed, a fundamental
faillng of the American intelligence services that, in gemeral, they ars not
advliged of the current needs of pollicy-makers. Unfortunately, continuing ef-
fort 18 rarely made by intelligence consumers to guide Intelligence acstivities
toward the most meaningful targets.

The formal requirement Llsta of the military services are received by the
Offioce of Speclal Operations; generally speaking, these are of a "spot", short-
term nature. They are often transmitted with the implied e:cpectat:lon‘_'t.ha.i-:~ the
degired sanswers can be seecured almost lmmediately. Adequate guiclaﬁce 'rrom
the State Department is lacking, except 1n the cases of a few officers of the
Office of Specia