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

January 15, 1949

National Security Council
Waghington, D. C,

Attention: Mr, Sildney W. Souers
Executive Secretary

Gentlemen:
In asccordance with the terms of the memorandum to the under-~
signed from Mr., Sidney W, Souers, Exscutive Secretary of the National
Security Councll, dated February 13, 1948, as supplemented by his
memorandum of March 17, 1948,* we submit herewith our report on "The
Central Intelligence Agency and Natlonal Organizatlion for Intelligénce."
On January 13, 1948, the Natlonal Security Council recommended to
the President that a group comprising individuale not in Government
service should mske a "comprehensive, impartial, and objective survey of
the organization, activities, and personnel of the Central Intelligence
Agency." The group was asked to report to the Councll its findings and
recommendations on the following matters:
"(a) The adequacy snd effectiveness of the present organi-
zational structure of CIA,
"(b) The value and efficlency of existing CIA activities.
_"(c) The relationship of these activities to those of other
Departments and Agencles.
"(d) The utilization and qualifications of CIA personnel."

As a result of this action, the present Survey Group was created and

the undersigned appointedﬂbythe National Security Councll with the approval

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

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

Followlng discussions with the undersigned regarding the scope of
the survey, the Executive Secretary of the National Security Council,
with the approval of the Secretaries of State, Defense, Army, Navy and
Alr Force, sent to the Survey Group on March 17, 1948, s second memo-
randum which constituted an extension of the scope of the survey as
originally set forth by the National Security Council. In particular,

thls memorandum included the following provisions:

"The survey will comprise primarily a thorough and compre-
hensive examination of the structure, administration, activities
and Inter-agency relationships of the Central Intelligence Agency
as outlined in ths resolution of the National Security Council.

It will also include an exsmination of such intellligence activi-
tles of other Government Departments and Agencies as relate to

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

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

"It should be understood that the Survey of the Central
Intelligence Agency and 1ts relationship to other Departments and
Agencles will be done for and with the authority of the National
Security Council, The survey of the intelligence activities of
the Departments of State, Army, the Navy, and the Alir Force,
however, will be for and with the authority of the respective
heads of those Departments.”

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

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

those Involving other agencles,

v [ TOP SECRET |
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The Survey Group has submitted two speclal reports to the Natlonal

Security Council, each one in connection with particular problems being

congidered by the Council and its members. 25X1

25X1°

The. second interim report, dated May 13, 1948, dealt

with the "Relations Between Secret Operations and Secret Intelligence."
The present report is based on an examination and appralsal of our
national intelligence structure and operations as created by the National
Security Act of 1947 and developed in the Central Intelligehce Agency and
the individual departments and agencles concerned with national security.
In accordance with the dlrective from the National Security Council,
emphasis has been placed upon the Central Intelligence Agency, but thefe
haé also been an examination of the principal departmental intelligence
agencies 1n order to determine their scope in the fleld of intelllgence,
and their relations to each other and to the Central Intelligence Agency.
Our examination has been confined almost entirely to the over-all intelli-
gence orgaenization and activities in the Washington headquarters of the
Central Intelligence Agency and the Departments of State, Army, Navy and

Air Force,

We have met with members of the directorate and personnel of the
Central Intelligence Agency and with representatives of other agencies.
With the assistance of our staff, we have consulted approximately 300
persons who by virtue of their present position or past experience are
familiar with intelligence problems. In addition, a series of confer-
ences were held at which officials - of all of the intelligence agencles

were invited to submit thelr recommendations and suggestions and discuss

TOP SECRET
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them with the Group. These conferences were attended by representatives

from the Departmente of State, Army, Navy and Alr Force, the Joint Staff, ™
Research and Development Board and Atomic Energy Commission, "
In conclusion, we desire to record our appreclation for the effective |
work of the starff members of the Survey Group, 2%1
25X1 in essembling data with regard
»
to our natlonal intelligence organization and in asssisting the members of :
the Survey Group in carrying out the examination of our intelligence &
gtructure on which this report 1s based.
L
Falthfully yours, '
”
Allen W, Dulles, Chalrman ’
Ll
Mathias F. Correa -
r
William H, Jackson
»
»
»
p
"
i
»
»
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SUMMARY

The primary obJect of thls survey has beenthe Central Intelligence Agency,

ites organization and activitles, and the relationship of these activities to

_the intelligence work of other Government agencles. FExamination has been made

of these other intelligence agencies only to the extent that their activities
bear upon the carrylng out by the Central Intelligence Agency of its assigned

functions.

Section 102 (d) of the National Security Act of 1947 creates the Central
Intelligence Agency as an independent agency under the direction of the National
Security Council. It gives to the Councll broad powers in the assignment of
functions to the Central Intelligence Agency and creates a framework upon which
a sound intelligence system can be bullt., The Central Intelligence Agency has
been properly placed under +the Natlonal Security Council for the effective
carrying out of its assigned function. It should, however, be empowered and
encouraged to establish, through 1ts Director, closer llaison with the two
members of the Naticnal Security Council on whom it chiefly depends and who
should be the main recipiente of its product--the Secretary of State and the

Secretary of Defenss.

The Natlonal Security Act, as implemented by directives of the National
Securlty Councll, imposes upon the Central Intelligence Agency responsibility
for carryling out three essentiasl functions:

(1) The coordination of intelligence activities;

(2) The correlation and evaluation of intelligence relating to the na-
tional security, which has been interpreted by directive asmeaning the produc-

tion of natlonal intelligencs;

TOP SECRET 1
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(3) The performance centrally of certain intelligence services of common
concern. These include mervices of a statlc nature, such as research in flelds
of common uwsefulness, and operational services such as +the collection through

$he central agency of secret Intelligence.

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

© tional Milltary Establislment.

No amendment to the provislilon of the Act relating to iIntelligence 1s re-

quiredat this time., What is needed 1s action to give effect to 1its true intent.

THE RESPONSIBILITY OF THE CENTRAL INTELLIGENCE AGENCY FOR COORDINAT ING INTEL-
LIGENCE ACTIVITIES

Undexr the statute, the Central Intelligence Agenoy has broad responsibility
to coordinate intelligence activities relating to the national security. In
the discharge of thils responsibility, the Central Intelligence Agency should
review the intelligence field and ascertain where there are gaps or overlaps.
The agency best equipped +to do a particular Job should fill any gaps. Where
two or more- agenciles are doing similar work, +the one best equipped ought to

carry on the job and the others drop out or thelr efforts be coordinated.

This vitally importent responsibility for coordination 1s to be exercised
by recommending directives for approval by the National Securlty Council. The

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

2 | TOP SERRET |
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consultation with the other intelligence agencies, of taking the initiative in

seeking directives to effect it. Today this coordinating function of the

Central Intelligence Agency is not being adequately exercised.

To assist it in carrying out thie task the Central Intelligence Agency
has available the Intelligence Advisory Commitiee. This group includes the
Director of Central Intelligence as chalrman, the the heads of the intelligence
steffs of the Departments of State, Army, Navy and Air Force, the Atomic Energy

Commission and the Joint Intelligence Group of the Joint Staff.

A number of formal directives for the coordination of intelligence activi-
ties have been issued by the National Securlty Council upon the recommendation
of the Central Tntelligence Agency and the Intelligence Advisory Committee.
These directives, except those epecifically assigning 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 limits of departmental Intelll~
gence activities. These activitiles continue to present many of the same Juris-
dictional conflicts and duplication which the National Securlty Act was in-
tended to eliminate. Consequently, the absence of coordinated intelligence
planning, as between the Central Intolligence Agency, the Service agenciles and
the Stete Department, remeins serious. What is needed 1s continuing and effec-
tive coordinating actlon under existing directives and also directives estab-

lishing more precisely the responsibility of the various intelllgence agencles.

The field of scientific and technological intelligence i3 an example of
lack of coordination. Responsibilitles are scattered, collection efforts

are uncoordinated, atomic energy Intelligence ig divorced from sclentific

TOP SECRET 3
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intelligence generally, and there is no recognlzed procedure for arriving at

authoritative Intelligence estimates in the scientific fleld, with the possitle

exception of atomic ensrgy matters,

Another important example of lack of coordination is in the field of do-
mestic intelligence and counter-intelligence relating to the national security.
Jurilsdiction over counter-intelligence and counter-esplonage activities 1s asg-
slgned to the Federal Bursau of Investigation in the United States and the Con~
tral Intelligence Agency abroad. However, f1fth column activities and espionage
do not begin or end at our geographical frontiers,and our intelligence to coun-
ter them canqot be sharply divided on any such geographical basis, In order
to meet the specific problem presented by the need for coordination of active
ities In the field of domestic intelligence and counter-intelligence relating
to the national security, 1t is recommsnded that the Director of the Federal
Bureau of Investigation be made a permanent member of the Intelligence Advisory

Committee,

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

role,

To asslst the Director of Central Intelligence in carrying out his duties
to plan for the coordination of intelligence, the staff In the Central Intel-
ligence Agency known as the Interdepertmental Coordinating and Planning Steff
should be reconstituted and strengthened. It should be composed of personnel
definitely assigned to, and responsible to, the Director of Central Intelli-

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

4 TOP SECRET
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for the coordination of gpecific intelligence activities. This staff, which

might be called the "Coordination Division,” should support the Director in
fulfilling one of his most important and 4difficult duties under the National

Security Act.

In concluding the congideration of this most vital problem of coordination
of intelligence activities, 1t should be emphasized that coordination can most
effectively be achieved by mutual agreement among the various agencles. With
the_ right measure of leadership on the psrt of the Central Intelligence Agency,
a major degree of coordination can be accomplished in that menner.

THE RESPONSIBILITY OF THE CENTRAL INTELLIGENCE AGENCY FOR THE PRODUCTION OF
INTELLIGENCE RELATING TO THE NATIONAL SECURITY

A long-felt need for the coordination, on the highest level, of intellil-
gence opinion relating to broad aspects of national policy and national securlty
was probably the principal moving factor in bringing about the creation of the
Central Intelligence Agency. The lack of ény provigion for the prompt produc-
tion of coordinated national Intelligence of +his kind was one of the most

gsignificant causes of the Pearl Harbor intelligence fallure.

This type of national intelligence, expressed in the form of coordinated
national estimates, transcends In scope and breadth the interest and compe-
tence of any single intelligence agency. Hence, such estimates should be fully
participated in by all of the principal Intelligence agencles. All Jointly

ghould share in the responslbllity for them.

With one or two significant exceptions, whose ococurrence was largely for-
tultous, the Central Intelligence Agency has not as yet effectively carried

out this most important function.

TOP SECRET 5
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| The Office of Reports and Estimates in the Central Intelligence Agency
was glven responsibility for productlon of national intelligence. It has,
however, been concerned with a wide variety of activitles and with the produc-
tlon of miscellanecus reports and summaries which by no stretch of the imagi-

nation could be considered national estimates.

Where the Office of Reports and Estimates produces estimates, 1t usually
does so on the bapis of 1ts own research and analysis and offers its product
ag competlitive with the similar product of other agencles, rather than as the
coordinated result of the best Intelligence product which each of the interested

agencles is able to contribute.

The fallure of this type of intelligence product to meet the requirements
of a coordinated national estimate is not substantially mitigated by the exist-
Ing procedure whereby ths Office of Reports and Estimates circulates its esti-
mates to the intelllgence agencles of State, Army, Navy and Alr Force and ob-
tains a formal notation of diseent or concurrence. Under this procedure, none
of the agencles regards 1tself as a full participant contributing to & truly

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

It is believed that this situation can be remedied if the Central Intel-
ligence Agency recognizes the responsibility whichilt has under the statute and
aspumes the leadership in organizing its own work and In drawing upon that of the
other intelligence agenciles of Government for the production of coordinated intel~
ligence, Thus, within its own organization, the Centfal Intelligence Agency
ghculd have, in lieu of the present Office of Reports and Estimates, a emall

group of gpeclalists, which might appropriatelybe called "Estimates Divieion.”
6 T0P SEGRET
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Tt would be the task of this group toreview the intelligence products of other
intelligence agencles and of the Central Tntelligence Agency, and to prepare
drafts of national intelligence estlmates for consideration by the Intelligence

Advisory Committee.

The final process of coordination should take place in the Intelligence
Advisory Committee which would review and discuss the proposed estimates. The
finished estimate should be clearly established as the product of all of the

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

Tt should be recognized as the most authoritative estimate available to the

policy-makers.

Where particular sclentifilc ortechnical intelligence matters are involved,

the Intelligence Advisory Committee' should secure the views of the best quali-
fied technical experts available to them, including experts from the Regearch

and Development Board end the Atomic Energy Commisslon.

There should also be provision for the prompt handling of major emsrgency
situations so that, as a matter of course, when quick estimates are required,
there 1s lmmediate consultetion and collective appraisal by the Intelligence

Advisory Committee on the basis of all avallable information.

The jnclusion of the Federal Bureau of Investigation as a permanent member
should assure that intelligence estimates will be made in the light of domestic
as well as foreign intelligence. Provislon should be made for the representa-
tion on the Intelligence Advisory Committee of othef agencles of the Government

when matters within their competence are under discussion.

T0P SECRET | d
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PEFFORMANCE CENTRALLY OF SERVICES OF COMMON CONCERN
Under the National Security Act » the Central Intelligence Agency should
porform, for the benefit of the existing intelligence agencies, such services

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

These services, asncw belng performed by the Central Intelligence Agency,
can be broken down into (1) static services » consisting of intelligence research
and production an certain assigned subjects whichdo not 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

opsrations.

STATIC SERVICES OF COMMON CONCERN

At the present time the static services of intelligence research and re-
porting are carried out in the Office of Reports and Estimates, If the duties
of thls 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 a
part at least of the pei‘se!mel engaged In them could be reconstituted as the
nucleus of a separate 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'0perations and the various reference

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

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

our intelligence agencies have varying degrees of interest. At the present

time there 1s seriocus duplication In these fields of common concern. Central
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production and coordination by the proposed Research and Reports Division,
would result in great economy of effort and improvement of the product. For
exemple, the orgenization within this divislon of a sclentific branéh, staffed
by highly qualified personnel and empowered to draw upon the sclentifilc per-
somnel of such organizations of Government as the Research and Development
Board and the Atomlc Energy Commission for the purpose of dealing with spe-
clalized scientific problems, 1is a project which should have the highest

priority.

This division of the Central Intelligence Agency should be gtaffed in part
by representatives of the departmental intélligence gervices so that the reporis
produced would represent authoritative and coordinated opinion and be accepted

as such by the various consumer agencles.

The Director's plaming staff for coordination of activitles, the proposed
Coordination Division, should review the question as +to what subJects might
appropriately be assigned to the new Research and Reports Division for central
regearch and report and what servlices now centrally performed in the Central
Intelligence Agency might be eliminated. The Intelligence Advisory Committes
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 National Security Council;

OPERATING SERVICES OF COMMON CONCERN

The operating services of common concern presently performed by the Central
Intelligence Agency consist of the collectlon, through the Office of Operations,
of certaln types of intelligence in the United 3tates - i.e., intelligence from

privete Individuals, firms, educational and scientific ingtitutions, etc.; the
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collection of secret intelligence abroad through the Office of Special Opera-
tlons; and the conduct of secret operations abroad through the Office of Pclicy

Coordination.

All of these services are appropriately allocated to the Central Tntelli-
gence Agency. These opsrating functions are so inter-related and. Inter-
dependent that they should have common direction at some point below the Direc-

tor of Central Intelligencs.

In its secret Intelligence work, the Office of Speclal Operations requlres
a closer llaipon with the qgther intelligence agencles, egpeclally those of the

military services and of the State Department which are its chief consumers
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and which should be able to guide 1ts collection efforts more effectively than
they doat present. The counter-intelligence function of the Office of Special
Operations requires more emphasié and there is need for better coordination of

all 1ts activities with the military, particularly in the occupled areas.

THE ORGANIZATION AND DIRECTION OF THE CENTRAL INTELLIGENCE AGENCY

The principal defect of the Central Intelligence Agency is that its direc-
tion, adminlstrative orgenizetion and performance do notlshow sufficlent ap-
preciation of the Agency's assigned functions, particularly in the fields of
intelligence coordination and the production of intelllgence estimates. The
reault hag been that the Central Intelllgence Agency has tended to become Just
one more intelligence agency producing intelligence in competition with older

establighed agencies of the Government departments.

Since 1t is the task of the Director to see that the Agency carries out
1ts asslgned functions, the fallure to do so0 1g necessarily a reflection of

inadequacies of directlon.

There is ome over-all point to be made with respect to the administration
of the Central Tntelligence Agency. The organization 1s over-adminigtered in
the sense that administrative considerations have been allowed to guide and,
on occaslon, even control intelligence policy to the detriment of the latter.
Under the arrengements proposed in this report, theo heads of the newly consti-
tuted Coordination, Estimates, Research and Reports, and Operations Divisions
would be included in the immediate staff of the Director. In this way the
Director, who at present relles chiefly on his administrdtive staff, would
be brought into intimate contact with the day-to-day operatlions of his agency

and be able to glve policy guidance to them.
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In commenting on administration, the question of gecurity should also be
stressed. The Director is charged under the law with protecting Intelligence
sources and methods from unauthorized disgclosure. One of the best methods of
achieving this is to correct the present situation where the Agency 1g viewed
and generally publicized as the collector of gecret Intelligence and to bury
its secret functlions within a Central Intelligence Agency whoge chief recog-
nized actlivities are the coordination of intelligence and the production of

intelligence estimates.

In reviewing the work of the directorate, consideration has been given 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 1s
not likely to be achieved if a military man holds the post on a "tour of duty”
basls. For this reason, as well as because freedom from Service ties is de-
sirable, the Director should be & civilian. This recommendation does not ex-
clude the possibility that the post might be held by a military man who has

gevered hlsg commection with the Service .by retirement.

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

The Service intelligence agencies end 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 agenciles

should meke to the assembly and production of national intelligence.

As regards the Service intelligence agencles, the active exercise by the
Central Imtelligence Agency of its coordinating functions should result in a

more efficlent -allocation of effort than is presently the case. The Service
12 | TOP SECRET |
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agencles should concern themselves principally with military intelligence
questions, leaving the Central Intelligence agency to perform. agreed central
gervices of cormon interest. In addition, continumg responsibility of the
Central Intelligence Agency for coordinstion should be exercised with respect
to certain Service activities, for exemple, esplonage and counter-esplonage in
occupied areas. The Joint Inﬁelligence Committee would continue to operate
with its membership unchanged and would concern iteself exclusively with mili-
tary and strateglc questions as directed by the Joint Chiefs of Staff. The
Services would perticipate in the formulatilon of national intelligence esti-
mates through their membership in the Intelligence Advisory Committee and would

ghare in the collective responsibility for these estimates.

In the case of the Research and Intelligenc;e gtaff of the State Department,
the conclusion has been reached that this staff, as at present constituted, l1s
not sufficiently close to operation and policy matters in the Department to
furaish the necessary liaison or the political intelligence estimates required
by the Central Intelligence Agency for the preparation of national estimates.
Accordingly, it is desirable that a high official of +the State Department be
doslgnated as its Intelligence Officer to coordinate these activities, to act
a8 the Department's representa,ti{re on the Intelligence Advisory Committee and,
in general, toact as liaison with the Central Intelligence Agency with respect
to the intelligence and related activitles of the two agencles and to develop

close working relations between them.

CONCLUSION

While organizatlion charts cen never replace individual Iinltiative and

ability, +the Central Intelligence Agency, reorgenized along the functional
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lines indicated in this report, chould be able more effectively to carry out
the dutles assigned 1t by law and thus bring our over-all Intelligence system

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

The foreéoing sumary is only a brief outline of the main points of the
report and does not take the place of the detailed discussion in the report
and the various conclusions and recommendations at the close of the respective

chapters,
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CHAPTER I
INTRODUCTION

THE INTELLIGENCE PROBLEM IN THE UNITED STATES

Before considering +the adequacy and effectiveness of the work of the
Central Intelligence Agency and 1ts relatlons to our other intelligence agen-

cles, a brief word of background may be helpful.

- Although the Central Intelligence Agency 18 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 a.nd‘ intentions of possible enemles or prospective allies. The -
Department of State had long maintalned a wildespread information - gathering
service. The Army, the Navy and certain other departments of the Govermment
had maintained thelr own systems of collect:’Lng information and producing

intelligence.

Prior to World Wer II, however, we had no integrated secret intelligence
gervice. We had not adsgquately explolted the available sources of overt in-
telligence. We had no central agency to coordinate intelligence collectiqn
and productlon, and to assemble the best available intelligence for expression
in national estimates to gulde In the formulation of foreign policy and the

preparation of our defense plans.

In World Wars I and IT 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
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them for our intelligence to the extent we were forced to do in World War I

and during the early days of World War II.

It was World War II which showed both our deficiencies in intelligence
and also what we could accomplish under pressure. Through the expansion of
the facilitles of the State Department and the military services, through the
Off'ice of Strateglic Services -- our first move towards a centra.l‘ intelligernce
agency -- through enlisting the best personnel that could be found, in and out
of Government service, we were turning out a very creditable performance in

many phases of intelligerice work well before the end of the war.

We now recognlze that 1f we are 'tol have adequate intelligence in times of
crisis, we must prepare In time of peace, and we have meriously turned to the
tagk of building up a central intelligence organization. The country has now
accepbed the verdict, even 1f somewhat reluctantly, that peace-time Intelll-
genice ls essential to securlty and, as many of our milltary leaders have sald,
our first line of defense. It took us a long time to reach this concluslon,
and we are only now gradually getting over our susplclons of intelligence asnd
our tendency to con;f‘use.it with mere Intrigue and the more lurild slde of esn-
plonage. We are beginning to accept 1t as serious and honorable work and esgen-

tial to our defense.

It 1s well to recognlize however, that an efficlent intelligence organilza-

tlon cannot be bullt overmight.

It will require years of patlent work to provide gkilled personnel to do
the Job. Blueprints and organization charts, even leglslation and ample appro-
priations will not take the place of competent and highly trained men and
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women. Withouwt them ﬁe ghall heve neither effective intelligence operations
nor sound intelligence estimates. Unfortunately, in the difficult organiza-
tional period since the war, the future of intelligence as a career has seemed
a0 uncertain that many war-trained and competent men have left the gervice,

and it has been particularly difficult to find recrults to take thelr place.

Finally, sscurity for our intelligence activities is not always easy to
achieve here 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 affalrs of the Govermment shall be con-
ducted in the open. Sometimes we tend to carry this over even aB regards the
publicatlon of the intimate detalls of intelligence operations. In peacetlme,
particularly, 1t is not always easy to reconcile our vital interest in pro-
tecting the freedem of the press with the need for silence on certain phasges

of intelllgence.

As against these deblt items, we could citea long list of highly favorable
factors. America has the potential resources, human and material, for the
best intelligence service in the world. Within our borders we have every race
and nationality, loyal sons speaking every language, travelling and resldent V
in every foreign country. We have a wilde geographical base for the development
of intelligence work. We have the greatest regervolr of scientific and tech-
nical skills. We have important allies abroad who are ready to Join their
knowledge to ours and to give us the benefit of their years of experlence in
intelligence. And last, and possibly most important of all, in the field of
intelligence work,we can develop the individual 1niti§tive,skill and ingenuity
of a free people, and, in dealing with our malin intelligence antagonists, even

though they operate with the 1ron discipline imposed by the XKremlin, we can
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show that free men can be vastly more efficlent than those vorking for a

slave system.
These are some of our great assets 3 our problem 18 to mobilize them.
There are real slements of urgency in seeing that this task Is accomplished.

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

(2) A vast area of the world gtretching from the Elbe River in Germany
to the Yangtse in Cﬁina is largely bshind an iron curtain where the normal
sources of information are partially or wholly lacking. The techniques of an
Intelligence service ought to be one of the important means of penetrating

this barrier.

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

collection and coordination.

(4) The far-flung ectivities of the fifth column, both here and abrosd,
present a new type of threat to our securlty, and we require a concerted in-

telligence progrem to counter this danger.

These ars only a few of the develomments which give to intelligence an
Importance in our defense system which it has never hed in the past in time of

beace. Fortunately, these facts are now becoming well understood, and fhe
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Administration, the Congress and the people share with deadly seriousness the

determination that the United States here and now ghall build the best intel

gence service that our national genius and our great resgources can provi
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CHAPTER II
NATIONAL INTELLIGENCE AND THE
NATIONAL SECURITY ACT OF 1947
Beginning as early as 1944 preparations were under way for the transition
from war-time intelligence to a permanent intelllgence organization sulted to

our post-war needs.

Tn a series of dilscussions among the interested Government agencies ag to
how the country could most effectively organize its permanent, long-range,
peace-time intelligence there wes general agreement on same form of & centfa,l
agency. There was, however, a sharp divergence of views &8 to the scope of the
activities of such an agency, the authority it should enjoy, the manner in
which it should be administered and controlled and where in the Government it
ghould be located, These issues were resolved at that time through the crea-
tion by Presidential letter (See Annex No, 3) of the Central Intelligence Group,
and then more definitely determined through the egtablishment of the Central
Intelligence Agency by Congress in Sectlon 102 of the National Security Act of

1947. (See Ammex No, L),

—~—

THE DUTIES OF THE CENTRAL INTELLIGENCE AGENCY UNDER THE NATIONAL SECURTTY ACT

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

gence Agency as follows: -

"(d) For the purpose of coordinating the intelligence ac‘bivitiés of the
geveral Government departments and agencies 1in the interest of national secu-

rity, 1t shall be the duty of the Agency, under the direction of the National
Security Councll -~

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

such intelligence activities of the Govermment departments and agencies
as relate to national securlty;

TOP SECRET A

Approved For Release 2006/11/30 : CIA-RDP86B00269R000500040001-1



. proved For Release 2006/11/30 : CIA-RDP86B00269R000500040001-1
[ T0P SECRET ']

"(2) +to meke recommendstions to the National Security Council for
the coordination of such intelligence activities of the departmenta and
agenclea of the Govermment as relate to the national security;

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

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

"(5) to perform such other functians and duties related to 1atslli-
gence affecting the national securlty as the National Security Council
way from time to time direct,”

In these provisions the authors of the National Security Act showed a
sound understanding o our basic intelligence needs by assigning %o the Central
Intelligence Agency three broad duties which had never before been asdequately
covered 1n our national intelligence structure. Thess duties are: (1) +to
advise the National Security Council regarding the inteiligence activities of
the government and make rocommendations for_ their coordination; (2) +to pro-
vide for the central correlation, evaluation and dissemination of intelligence
relating to the national security; and (3) to assure the berformence, cen-
trally, subJect to National Security Council direction, of certain intelllgence

and related functions of common concern to various departments of the

Government,

The powers given to the Nationsl Security Council and the Central Intel-
ligence Agency under Section 102 of the Act egtablish, in our opinion, +the
framswork for a sound Intelligence service for this country, Accordingly, we
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do not suggest any amendments to the Act snd believe 1t would b3 unwise %o

tampér with this legislation until we‘ha.ve had further experience 1n oper-
ating under it. Throughout our report we stress the vital ixmportance of
giving effect to the real leglslative intent through the effective execrcise
by the Central Intelligence Agency of those functions assigned to 1t by
the Act. We refer particularly to the responsibility of thc Central Intel-
ligence Agency for the .coordination of intelligence activities and thé co-
ordination of intelligence opinion 1n the form of national iIntelligence

estimates.

In providing for a semi-autonomous highly centralized agency with a broad
variety ofintelligence responeibilities affecting various Government agencles,
we have departed from the general pattern followed by other countries. There
the tendency in most phases of intelligence has been to avold such a degree of
centralization. Under the conditions existing in the United States we belleve
thet the degree of centmlizati;n propoged under the National Security Act can
be Justified, provided that the dlstinctive functions of the Central Intelli-

gence Agency are handled according to their speclal requirements,
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CONTROL OVER THE CENTRAL INTELLIGENCE AGENCY

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

of th_e Central Intelligence Agency do not concern elther of these departments
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excluaively. Moreover, the administrative srrangemsnts of these departments

are not well sulted to the conduct of extensive secret foreign intelligence
operations. The fact that in time of war secret activities are primerily of
concefn to the military is not, in our opinion, sufflclent Justification for
placing them under military control in time of peace. The National Security
Act 18 flexible enough and the authority of the Natlonal Securlty Councll
gpufficiently broad to permit any necessary adJjustments within the Central In-

telligence Agency 8o that these operations will be responsive to the needs of
the policy-making and operating departmente of the Government, without sub~-
ordinating them directly to these departments.

We have also considered the gusstion whether the Central Intelligence
Agency as a whole 1s properly placed in our governmental ghruoture under the
National Security Council. When the National Seocurity Act was being drafted-

doubts were expressed whether a committee such esthe Natiomal Security Council
would be able to gilve effective direction to the Central Intelligence Agency.

It was argued that the Nationsl Securlty Council was too large & body, would
be preoccupied with high policy matters, and would meet too infrequently to bhe
able to glve sufficlent attention to the proper functioning of the Central In-

telligence Agency. '

There is force to the criticism that a committee, no matter how saugust,
ig rarely an effective body for the direction of the ocurrent operations of
another agency. It 1s true that the National Security Council cannot effec-
tively assume the task of directing such current opsrations, and should not
attempt to do so, except to the extent of assuring itself of compliance with
ite directives, However, the Councll, whose chalrmen 1s the President and

whose membershlp comprises the highest authority in the interested departments
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of the Government, can render effective service in determining the nature and
scope of the activities of the Central Intelligence Agency within the frame-

work of the Natlonal Security Act.

We recommend, however, that proviesion should be made for closer lialson
between the Central Intelligence Agency and the two members of the National
Security Councll on whom 1t chiefly depends: namely, the Secretary of State and
the Secretary of Defense. We suggest that the Director of Central Intelligence
be encouraged to seek current advice and continuing guidance from these two
members of the National Security Council on matters which may not properly be
the subject of 1ts formal directives, or which have not reached the point of
requlring such directives. Such close association would help counteract what
we feel is a growing tendency for thé Ceﬁtral Intelligence Agency to become &
éeparate and Independent agency of Govermment working to some extent in com-
petlition with, rather.than for the penefit of, those deﬁértmenté of Government
which are the primary users of what the Central Intelligence Agency shonld

produce.

THE GENERAL MISSION OF THE CENTRAL INTELLIGENCE AGENCY
Unless the Central Intelligence Agency performs an essential service for
each of these departments and coordinates their Intelligence activities 1t

will fail in 1ts mlsslon. The Central Intelligence Agency should not be mere -

ly another Intelligence agency duplicating and rivalling the existing agencies

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

ing sgencles; 1t must no% duplicate their work but help to put an end to
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existing duplication by seeing to 1t that the best qualified agency in each
phase of the 1ntelligence £1eld should assume and carry out 1ts particular

responelbllity.

In the succeeding chapters of this report we will suggest concrete steps
for glving effect to these general princlples. In doing so we will start from
the premise which we have stated above that the exlsting legislation affords a
good basis on which to build a central intelllgence gervice. Furthexrmore, as
the umost pr&ctical method of approach, we will examine what heas been accom-
plished through the Central Tntelligence Agency under this legislation and
suggest as we go along the gpecific and, 1in some cases, fundamental changes
vhich we consider desirable. In this way we will build upon what we now have

rather thah attempt to start anew and bulld from the ground up.

CONCLUSIONS AND RECOMMENDATIONS

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

(2) The Central Intelligence Agency is properly placed in our govern-
mental structure under the Netional Securlty Council.

(3) The Central Intelligence Agency should be empowered and encouraged
to establish through its Director closer llaison with'the two members of the
National Security Council on whom 1t chiefly depends. namely, the Secretaries

of State and Defense.
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CHAPTER III

THE ORGANIZATION AND ADMINISTRATION OF
THE CENTRAL INTELLIGENCE AGENCY

ORGANIZATTON

'The Natlonal Securlty Act of 1947 does not meke detalled provislon for
the organization of the Central Intelligence Agency. It provides that the
Agency shall be headed bya Director of Central Intelligence and that he "ghall
be appolnted by the President, by and with the advice and consent of the Sen-
ate, from among the commissioned officers of the Armed Services or from among

individuals in civilian life".

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

employment without regard for normal Clvil Service procedures.

In this chapter we discuss the administrative organization of the Central

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

~ nation of the various actiﬁtiea of the Agency, an appralsal of the over-all

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

In carrying out his task of organizing the Central Intelligence Agency,
the Director has designated as his immedlate subordinates a Deputy Director
and an Executive Director*. Assisting this directing group in a staff capacity

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

* General Order No., 11 of the Central Intelligence Agency, dated September 1k,
1948, which is to become effective shortly, abolishes the post of Executive
Director.
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Counsel who handles all legal and legislative work;|

the Executive for Administratlon and Management, in charge of

financlal and budgetary matters, administrative. gervices, supply and gencral
housekeeping, personnel and management advice and surveys; and the Executive
for Inspection and Security, responsible for internal security policles end
investigations, physical security arrangements, inspections and audits. (For

Organization Chart as of January 1, 1949, see Annex No. 5).

The Interdepartmental Coordinating and Plamming Staff (ICAPS), comprising
persons nomirated by the Departments of State, Army, Navy and Air Force, has
the primary responsibility for asmsisting the Director and the Intelligence
Advisory Committee with respect to the coordination of intelligence activities,

(See Chapter IV).

Thé other functions of the Central Intelligence Agency are vperformed in
five Offices*, each headed by an Assistant Director. Theme are the Office of
Reports and Estimates (ORE), Office of Special Operations (0S0), Office of
Policy Coordination (OPC), Officé of Operations (00), amd Office of Collection
and Dissem:l.natibﬁ (0CD). A chart showing the persommel strength of the various

parts of the Agency as of December 2k, 194B 1s given in Annex No. 6.

The responeibility of the Central Intelligence Agency to "correlate and
evaluate Iintellligence relating to the mationmal security" 1ls assigned to the
Office of Reports and Estimates (ORE), However, as we will point out later,

(See Chapters V end VI), & clear distinction has never been made within the

* We understand <that since this report was written steps are being taken to
croate a separate Office of Sclentific Intelligence.
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0ffice of Reports and Estimates between the duty of correlating natlonal in-

telligence and performing other miscellaneous reporting activities which are

more in the nmature of "statlc" common service functlons.

The "operating" services of common concorn which have been assigned %o
the Central Intelllgence Agency are carrled out by three Offices. The Office

of Special Operations is responsible for forelgn espionageandcounter-espionage

(See Chapter VIII). The Offlce of Operations 1s charged with the exploitation
of domestic contacts for forelgn intelligence, the monitoring of foreign broad-
cagts and the exploitatlon of intelligence information found in forelgn docu-
ments, press and other publicatlions (See Chapter VII), The Office of Pollcy
Coordination is charged with conducting secret operations abroad under a spe-
cial mandate from the National Security Councll which stipuiated that the As-
glgtant Director, Office of Pollcy Coordination, must be mominated by the
Secretary of State, and that his appointment by the Director is subjoct to
approval by the Natlonal Security Council. This is the only case, as mentioned
above, in which the National Security Council has prescribed intermal arrange-

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

i

The Office of Collection and Dissemination combines avariety of functionms,
each somewhat differently related to the over-all mission of the Central In-
telligence Agency. It performs atatlc mervices of common concern in that 1t
compiles and malntalns certain blographical, library and other reference mate-
rials. It also performs a coordinating function in handling intelligence col-

lection requests of the Central Tntelligence Agency and the other departments.
Finally, it performs adminlstrative functions such as the reception and dls-

geminatlion of documents and reports.- (See Chapter IV).
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BUDGET
The Central Intelligence Agency appesars to have no serious dbudgetary

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

~ as approved by the Director, are submitted sach year wilth the authorizatlion of

the Natiomal Securlty Council 1o the 3Bureau of +the Budget wheré they are
handlsd by one official who has full security clearance. Then the budget is
supported before speclal sub-committees of the Appropriations Committee of the
two Houses of Congress. After approval, arrangemsnts are made wlth the Bureau
of the Budget so that varlous parts of the budget are appropriated to other
departments., Thus, there 1s no official approprlation to the Central Intelli-

gence Agency, but there are a number of separate blanket and unldentifled ap-

propriations to other departments, which act as the vehlcles for transmitting

the funds fo the Central Intelligence Agency.

Both Congress and the Bureau of the Budget have refrained from examining
in detall the internal workings of the Central Intellligence Agency in order to
determine the Justification for the budget. It 1s important that such dis-

cretion and securlity be continued and that speclal treatment be accorded.

However, in order to justify this, 1t 18 necessary that the Natlonal Security
Council continuously assure itself as to the proper mansgement and operations

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

and that the Agency has not been hampered in carrying out its present respon-

sibilities

SECURITY

by lack of funds.
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Lest further incidents of this character occur, every effort should be
ma.de‘ to prevent the public disclosure of secret. information i‘elating to the
operations of the Central Intelligence Agency. Under the National Security
Act (Section 102 (d) (3)), the Director of Central Intelligence 1is made re-
gponsible for protecting intelligence sources and methods fraom unauthorized
disclosure. This mandate appears to gilve the Director a.uthofity to resist

pressure for dlsclosure of s.ecret information.

If, however, in his relations with Congress or with other Government de-
partments, the disclosure of gecrot information is sought from the Director,
and if he has any doubt as to whether he ghould comply, it shéuld be establlshed
practice for him to refer the gquestlon to the National Security Cowncil In

order that itmay determine whether or not disclosure 1is in the public interest.

We bolleve that other steps can also be taken toward an improvement of
gecurity. There should be greater flexibility in the Central Intelligence
Agency's organization by distinguishing between those functions which are

written into the statute and hancé are public and those whose existence, and

Approved For Release 2006/11/30 : CIA-RDP86B00269R000500040001-1
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certainly whose operations, should remain secret. The two should be adminis-

tratively and functionally separated, and appropriate concealment should be

given to the secret activities as discussed below. (See page 116),

At the same time, a serious endeavor should be made to reverse the presg-
ent unfortunate ‘brénd wherein the Central Intelligence Agency finds 1teelf
advertised almost exclusively as a secret service organization, It should be
Presented instead to the public as the centralized coordinstor of Intelligence.
This would help to cover rather than uncover its sscret operations. Even with
these specific steps, 1in the long run only organizational discipline and per-

sonal discretion will insure security.

PERSONNEL
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(See Chapter X).

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

8ince secret operations require their own geparate administration.

(2) The present arrangements for handling the difficult budgetary ques-
tlons 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 aseist the Director in carrying out his statutory duty of protect-
ing intelligence saources and methods he should, in cases where the disclosure
of secret information is sought fram .him and he has doubt as to whether he
ahouid comply, refer the  questlon to the National Security Council in order
that 1t may determine- whether or not disclosure 18 in the public interest.

(4) In the interest of security, the Central Intelligence Agency should
increasingly emphasize ite dutlea as the coordinator of intelligence rather
than its secret intelligence activitles i1n order to reverse the present un-
Portunate trend where it finds iteelf advertised almost exclusively as & secret
gervice organization. In this way it can help to cover up rather than to un-

cover the secret operations entrusted to it.
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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 egencies concerned with netional security wes a primary reason for estab-
lighing the Cen’éral Intelligence Agenoy. This 1s clear from the early discus-
sloms concerning the creation of a central agency and from the language of

Section 102 of the National Security Act.

THE STATUTORY PROVISIONS

To achieve this purpose, the Central Tntelligence Agency was assigned the
duty of advising the Natlonal Security Council in matters concerming puch in-
telligence activities as relate to the national security and of meking recom-
mendations to the Natlonal Security Council for their coordination. The Act
does not glve the Central Intfalligence Agency independent authority to coordi-
nate intelligence activities. Final responsibility to establish policies l1s

vested in the National Security Council.

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

inter-related and the performsnce of one functlon may involve another.

For exemple, Iin performing its duty of advising on the coordination of
intelligence activities, the Central Intellligence Agency may reccmmend to the

National Security Council the means to be employed in the assembly of reports

TOP SECRET #1
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and estimstes requisite for the perfo:mance by the Agency of 1ts second duty,
the ocorrelation of national intelligence. As another example, the Central In-
telligence Agency may recommend, In accordance with its duty to make recommen-
dations for the coordination of intelligence activities, that a particular in-
telligence function be performed henceforth by the Agency itself under its
third duty of providing services of common concern more eff:tciently accom-

plished centrally.

The statutory limitations upon the authority of the Central Intelligence
Agency to coordinate intelligence activities without the approval of the Na-
tional Security Council were obviously designed to protect the autonomy and
internal arrangements of the various departments and agencles performing in-
telllgence functions. The Secretaries of departments who are members of the
I\fationé.l Security Council are in a position to review recomendations of the
Central Intelligence Agency concerning their own depertments, and provision is
made that other departmental heads way be invited to attend meetings of the
National Security Council when matters pertaining to their activities are under
conglderation. In spite of these ca;l.culated limitations cn the authority of
the Central Intelllgence Agency, 1t 1s clear that the Agency was expected to
provide the initlative and leamdership in developing a coordinated intelligerce
system. In practlice, the National Jecurity Council has, almost without excep-~
tion, approved the recommendations gubmitted to 1% by the Central Intelligence

Agency for the coordination of intelligence activities.

The National Security Act does not define the "intelligence activities"
which are to be coordinated under the direction of the National Security Council,

or gpecify the departments whose activities are covered. Presumably all

42 | TOP SECRET
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intelligence activities relating to the natlonal security are included, from

collecting information in the first instance to the preparation and dissemina-
tion of finished intelligense reports and estimates. The criterion, a Vvery
broed one, is "such intelligence activities ...... as relate to the national
socurlty” end not the identity of the departments concerned or the nature or
locale of the intelligence activity. Thus, practically no limitations are set
upon the scope of the intelligence activitles with which the Central Intelli-

gence Agency is to concerm itself.

THE ORGANIZATION AND OPERATION OF THE MACHINERY FOR COORDINATION

Three orgenizations asslst the Director of Cemtral Intelligence in dis-

chérging his responsibilities respecting the coordination of intelligence ac-
tivities: the Intelligence Advisory Commlttes (1aC), with 1its Standing Com-
mittee; the Interdepartmental Coordinating end Plamning Staff (ICAPS) of the
Centrai Tntelligence Agency and the Office of Collection and Dissemipa.tion

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

INTELLIGENCE ADVISORY COMMITTEE

The membership of this Committee, created by Natlonal Security Council
Intelligence Directive No. 1 of December 12, 1947 (See Annex No. T7), includes
the Director of Central Intelligencs, as chalrman, the heads of the intelligence
gstaffs of the Departments of State, Army, Navy and Alr Force, the head of the
Joint Intelligence Group of the Joint Staff and the Director of Intelligence

of the Atomic Energy Commiseion. It 1s the direct successor to the Intelligence
Advisory Board which was created by President Truman in his letter of January 22,

1946 setting up the Cenmtral Intelligence Group (See Anmex No. 3).
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Beginning with the discussions that preceded the creation of the Committes

there have been two different concepts as to its proper mission. On the one
hand was, the view, held in the various departments, that the Committee should ’
In a sense, be a "governing board" for the Central Intelligence Agency. ™n
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
capaclty at the discretian of the Director. The solution established in Intel-

ligence Directive No. 1 lies between these views.

In practice, the role of the Committee has not been significant, and in
our opinlon, this has been one of the reasons for the weakness of the present
arrengements for the coordination of intelligence. In this chapter and the
next we will submit ouwr recommendations for increasing the responsibility of
the Intelllgence Advisory Committee, both with respect to the coordinaticon of

intelligence activities and the preparation of intelligence estimates.

The members of the Intelligence Advisory Committee are au'bhoriz‘ed to pasgs
upon recommendations of the Director of Central Intelligence to the National
Security Council and upon directlves proposed by the Director in implementation
of Natlonal Security Council Intelligence Directives. Although it is incumbent
upont the Director to transmit to the National Security Council dissents of
meubers of the Committee to his recommendations, the Committee may not prevent
the Director from making his recommendations to the Natiomel Security Council
regardless of dissents. Where unanimity 1s not obtained on a proposed direc-
tive among the military department members of the Committee, the Director is
required to refer the problem to the Secretary of Defense before pregenting it

to the National Security Council.
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The activities of the Intelllgence Advisory Committee have been largely

confined to taking formal action, wusually by voting slips, upon directives
proposed by the Director of Centrel Intelligence to be submitted tothe National
Security Councll or upon implementing directives. These actions are prepared
for the Committee by the Interdepartmental Coordinating and Planning Staff and
the Committee's own Standing Committee of departmental representatives. The
Committee has met , only infrequently and has had 1little to do with the continu-
ing coordination of intelligence activitles or with the preparation of coordl-
nated intelligence estimates.* Thils situation isprobably due to a combination
of circumstances, including the fallure of the Director to appreciate the
responaibllity of the Central Intelligenoce Agency for bringing about coordina-
tion, lack of mutual oconfidence among the departments and the Central Intelli-
gence Agency anda general failure to understand how a coordinated intelligemce

gystem can be brought about .

The conception of the Intelligence Advisory Committee is sound. It 1s
sound because interdepartmental coordination in such a complicated fileld as
intelligence camnot be achieved gsolely by direoctives and without the fullest
cooperation of the interested departments. It requires frequent consultation
and continuing collaboration on all important gquestions. The Intelligence
Advisory Committee should be the medium for accomplishing this, but it will
not succeed 1if 1t continues to meet only infrequently, and avolds serious
grappling with intelligence problems and oontinuou; consultation on questions

of common interest.

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

This was set up as a staff unit of the Director of Central Intelligence
to assist him in hig respomsibilities for the coordination of intelligence ac-
tivities. Its members are representatives nominated by the intelligence or-
ganlzations of the State, Army, Navy and Alr Force Departments ;s the senior

State Department representative 1s the Chalrmsn of the group.

The assigned tagk of ICAPS is to review the intelligence activities. of
the Government, and assist the Director in Initlating measures of coordination
for recommendation to +the National Security Council, In order to accomplish
this migsion effectively, 1t should have intimate knowledge of the organiza-
tioms, responsibilities, actlvities and priorities of the various Intelligence
agencles. Actually, 1ts achievements reflect inadequate knowledge of these
subJects and failure +to appreclate the breadth of the regponslipility of the

Central Intelligence Agency for coordination of intelligence activities.

ICAPS hap been largely concerned with the coordinaticm of intelligence
activities by assisting in the preparation of the nine Nationsl Security Council
Intelligence Directives and the four implementing. directives of the Director

of Central Intelligence.

It was originally expected that ICAPS would act as the secretariat
or working staff for the Intelligence Advigory Committee, but owing in ;bart to
the Infrequent meetings of the Committee, +this has not happened. Moreover,

there has been confusion between the functions of ICAPS and those of the

Standing Commlittee comprising representatives from the staffs of the members

of the Intelligence Advisory Committee, with the result that respongibllities

- are divided and unclear. Moreover, the status of the membersof ICAPS hag been
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ambiguous because it has never been entirely clear whether the group was pri-
marily a staff of the Director of Central Intelligence or a committee repre-

genting the member agencies. This has left the group with divided loyalties

and uncertainty as to its mandate.

The position of ICAPS has been rendered more difficult because its members
have been glven operating responsibilities which are not only umrelated to
their primsry task of assisting to formulate plans for the coordinating of In-
telligence, but are responsibilities which seem to belong more properly to the
operating branches of the Central Intelligence Agency. Thus, one member of

the staff serves as the full-time liaison officer with the Joint Intelllgence
Group of the Joint S‘baff; This 1s purely an intelllgence research and report-

ing function in which the Office of Reports and Estimates has almost exclusive
interest. Moreover, the official lialson offlcer from the Central Intelllgence
Agency to the Natlonal Security Council staff 1s the Chalrmen of ICAPS. This
function also concerns matters affecting primarily the Office of Reports and
Estimates and, 1n fact, a representative from that Offlce now also works with

the National Security Councll staff.

In these and other ways ICAPS hes acquired operating rather thé.n planning
functions and has become, to some exﬁent, a bufier between the operating partsl
of the Central Intelligence Agency and outslde agencles. In carrying out both
1ts planning and operating functions, 1t is not in close touch with the intel-
ligence branches of the Central Intelligence Agency. There are NWNerous Oom-
plaints thatitisnot only failing to carry out 1té own mission properly, but is
actually impeding the other‘parts of the Central Intelligence Agenocy 1n carry-

ing out thelrs.
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In general, we have found that ICAPS, staffed by individuals whose e:@er;-
lence with problems of intelligence organization is not extensive, and lacking
& clear and firm mandate, has failed to undertake a broad and effective pro-
gram of coordination of Intelligence activities. It has been allowed to dig-
sipate its energles in activities for which it is not suited and to neglect its
primary mission. It has not given the impression within the Central Intelli-

gence Agency or outside that it gragps the nature of the responeibility for

cocrdination of intelligence activities which i1s imposed upon the Central

Intelligence Agency by the National Security Act.

OFFICE OF COLLECTION AND DISSEMTINATION
The Office of Collection and Disseminaticn combines three functions, cnly
one of which 1s directly related to the task of coardinating Intelligence

activities.

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

fices of the Central Intelligence Agency by procuring intelligence data from

other agencies and by dlsseminating to thoge agencles the Intelligence collected
or produced by these Offices. Ite second task 1s the provision of certain
services of common concern for the benefit of the Central Intelligence Agency
and other agencies, These include the maintenance of en intelligence librexry

and of certaln central reglisters and indices.

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

whether these call mersly for documentary material ar require field collecticn.
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It canvasses the collection capabllities of the Agency and all other appropriats

agencies in order to dotermine how best to meet these requests. Thus, if the

 Office of Naval Intelligence should request of the Central Intelligence Agency

information on the petroleum producing capabilities of various forelgn coyn-

tries, the Office of Collection and Disseminetion would determine the intellli-
gence resources whilch should be tapped in order to satisfy the request. If the
request cannot be gatisfied within the Central Intelligence Agency 1t will de-
termine what outside agency 1s capable of procuring necessary information and
will be responsible for forwarding the request to such agency. In the course of
this action, the Office of Collection and Dissemination will attempt to discover
whether any other agency has a similar requirement for information which might
be combined with the originmal request. In this menner the Office assists 1n
coordinating the requirements and collection requests recelved from within the

Central Intelligence Agency and from outsilde agencies.

It 18 obvious that this functlon of coordination is designed to meet cur-

rent requests and does not involve a broad responsibility continuously to mon-
1tor and coordinate the collection procedures and requirements of the various
intelligence agenclies, including the Central Imtelligence Agency. Such a re-
sponsibllity would force the Office of Collection and Digsemination into the
position of a central clearing house for all collection requirements and re-
quests of all agencies. It would be impractical to have such &an arrangement
dus to the ma.ssr of adminisﬁrative detall involved and the resulting delay in
the satisfaection of rthe requests. In practice, direct inter-agency requests,
not requiring coordination, may by-pess the Central .Intelligence Agency

completely.
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NATTONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVES

The formal accomplighment of over-all coordination is represented mainly
by nine Intelligence Directives approved by the National Securlty Council upon
recommendation of the Director of Central Inteliigence in consultation with
thé Intelligence Advisory Committee, and four implementing directives which

need not be discussed here.

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

to the Central Intelligence Agency.

Directive No. 1, as we have pointed out, establishes the general arrange-
ments for such coordinatiom. It sets up the Intelligence Advisory Committee s
discusged above, to advise the Director of Central Intellligence, specifies the
procedures for the lssusnce of Inte.lligencé Directives and defines the duty of
the Central Intelligence Agency with respect to the production of ‘"pational
intelligence."” Insofar as practicable , the Central Intelligence Agency "shall
not duplicate the intelligence activities a.nd research of the varilous Depart-
ments and Agencles, but shall make use of oxlsgting intelligence facilitiesm."
The Directive provides for exchange of Informaticm between the Central Intel-
ligence Agency and the departmental agenicles, and authorizes the assigmment of
offlcers to the Central Intelligence Agency by the departmental organizationa.
It also includes provigion for the Central Intelligence Agency to request su-

thority to inspect intelligence material in agenciea of the Goverrment.

*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 among the Departments of State, Army, Navy and Air Force by
establisning "certain broad categorles of agency responsgibility." Politlcal,
cultural and sociological intélligence are agsigned to the State Department.
Military, naval and alr intelligence are assigned to the respective Services.
The collection of economic, sclentific and technological intelligence 1s allo-
cated to each agency "in accordance with its respective needs." The Directive
provides for coordination of these collection activities in the field by the

genior United States representative.

Directive No. 3 is an elaborate definition of categories of intelligence
production, i.e., basic, current, staff, departmental and national intelligence,
and it assigns the responsibilitles of the departmental agencles and the Central
Intelligence Agency in intelligence production. The same areas of "dominant
interest" are specified as for intelligence collection, and the production of
"national inteiligence" 15 reserved to the Central Intelligence Agency. How-
ever, the lLerms of the various definitions are broadly drawn, the exceptions
are numerous, and confusion of intelligence functions hag continued despite

the effort to sliminate it by definition.

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

obJectives.
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Four of the Directives, Nos. 5, 6, 7 and 8, assign certain "services of
common concern” to the Central Imtelligence Agency under the authority granted
in theNational Security Act (Section 102 (d)). These are coordinating acticns
in the sense that, by common agreemont, they aselgn to the Central Intelligence
Agency primary or exclugilve responslibllity for conducting certain intelligence
activities of common concern. Directive No. 5 provides that the Central In-
telligence Agency will conduct all esplonage and counter-espionage operations
abroad except for certain agreed activities and it also providea that the Cen-
tral Intelligence Agency will coordinate covert and overt collection activities.

(See Chapter VIII).

Directive No. 6 gives the Central Intelligence Agency authority to conduct

all federal monitoring of foreign press and propaganda broadcasts, and directs

% [ToP SEGRET
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the Agency to digseminate the information thus received to interested depart-

mental agencies. (See Chapter VII).

Directive No. 7 gives the Central Tntelligence Agency suthority for the
exploitation of domestic sources of foreign intelligence, and provides for the

participation of departmental agencies in this activity. (See Chapter VII).

25511

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

gecret operations (other than intelligence) abroad by the office of Polley
Coordination which was accomplished by direct National Security Council action

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

has been generally accepted as sound.

THE DEGREE OF COORDINATION ACHIEVED

In splte of these formal directives for the coordination of intelligence
activities, it 1s probably correct to say that departmental intelligence ac-
tivities are substantlally wnaffected by this program of coordination except
where the Central Intelligence Agency has been glven exclusive responsibility

for certain activitles.
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In general, there 15 an absence of effective coordination under the lead-
ereghip of the Central Intelligence Agency and there is virtually no supervision
of the ways in which the various directives are carried out, except that the
Central Intelligence Agerncy controls those common service activlities agsigned

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

many cases they have not only been unrssolved, which 1s hardly surprising after

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

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

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

loorholes In these directives and the absence of any continuousgly effective

monitoring of their implementation makes this possible. The Central Intelli-
gence Agency itself hasg become g competitive producer of Intelligence on sub-
Jects of ite own choosing which can by no stretch of the imaginstion be called

national intelligence. (See Chapters V and VI). The amount of wundesirable

duplication among Intelligence agencies is considerable and the absence of co-

ordinated intelligence collection and production ls serilous.

In our opinion, certain essentials for the improvement of this situstion
would include: continuous examination on the initiative of the Central Intel-
ligence Agency of instances of duplication and failure of coordination; direc-
tives which establigh more precisely the responsibilities of the various de-
rartments; and the effective carrylng out of plans through close inter-depart-
mental consultation at all levels. To g greater or lesser degree, all of thase

eggentiala are lacking at the present time,
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Clearly, as pointed out above, the authority of the Central Intelligence
Agency to coordinate intelligence activitles 1s gubJect to directlves of the
Netional Security Council.  However, the responsibility toadvise the National
Security Councll and tomake recommendations for coordination is squarely placed
on the Central Intelligence Agency. Therefore, lack of authority in a gpecific
gituation ghould not deter the Central Intelligence Agency from exerclsing its
responsibility to gubmit recommendetlons BO that proper coordination will re-
gult. If there are doubts astohow the coordination should be affected, 1t 1s

“the duty of the Agency to agk the Natlonal Security Council to resolve them.

The coordination of intelligence activities today is particularly important
in three fields illustrative of the general problem, nemely -- sclentific in-
telligence, domestic imtelligence and counter-intelligence affecting the na-

tional security, snd commmications intelligence.

SCIENTIFIC INTELLIGENCE*

The fleld of sclentific and technological intelligence ig obvliously one
which may overshadow all others in importance. At the present time there is
no proper coordination of effort in this field, which ie one in which there 1s
a broad area of cormon interest. In fact, this diffusion of responsibility is
confirmed in Natlional Security Councll Intelllgence Directives Nos. 2 and 3
which allocate collection and production responsibilities for scientific and
technological intelligence to "each agency in accordance with 1ts respective

needs."

*3ince thls report was written, gteps are belng taken to create in the Central
Tntelligence Agency a geparate Offlce of Scilentific Intelllgence and to trans-
fer to it the Nuclear Energy Group DIOW in the Office of Speclal Operations.
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Bach of the military Services collects scientific and technological in-

telligence In accordance with its own program and produces such reports as it
chooses. The Central Intelligence Agency performs certain central collecting
gervices through its Office of Operations and Office of Special Operatlons.
The Office of Speclal Operations also houses the Nuclear Energy Group which is
the central govermmental unit for interpreting atomic energy intelligence,
Beparate from 1t is a Sclentific Branch in the Office of Reports and Estimates
which was expected tobecome the central group for gtimilating and coordinating
sclentific Intelligence. It has not yot filled this role. The Research and
Development Board does not itgelf actively engage in scientific Intelligence
but has an Important interest in the field. Its needs should thersfore be

given ma jor consideration in plans and arrangements far coordination.

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

crdinated, atomic energy intelligence is divorced from scientific intelligence
generally, and there is no recognized procedure for arriving at authoritstive
intelligence estimates in the gscientific field, with the possible exception of
atomic energy. Here ie a situation vhich must have priority in coordination of
Intelligence activities. In Chapter VI we propose certain steps which come

within the scope of thisg survey.

DOMESTIC INTELLIGENCE AND COUNTER- INTELLIGENCE AFFECTING THE NATIONAL SECURITY

Another broad field requiring coordination is that of forelgn intelligence

derived from domestic sources and the allied field of domestic counter-intelli-
gence. Thils inciudes the exploitation of intelligence from United States busi-
ness firms, travellers, etc., exploitation of the intelligence possibilities
of groups and individusls of foreign nationality in the United States, the
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releting of domestic counter-intelligence to foreign intelligence and the

coordinstion of domestic counter-espiomage with counter-esplonage abroad. Ex-
cept for the exploltation of private sources of foreign intelligence in the
United States which 1s centralized in the Office of Operations of the Central
Intelligence Agency (see Chapter VII), respomsibllity for the other activities
18 socattered among the State Department, the Armed Services, the Federal Bureau
of Investigation and the Central Intelligence Agency. There is little effec-

tive coordination among them, except on a case basis,

.The TFederal Bureau of Investigation, which has primarily security and law
enforcement responsibilities, 1s concerned in fact with an importent area of
intelligence. This Includes domestlc counter-esplonage and counter-sabotage,
control of comminist and other subversive activities and survelllance of alien
individuals and groups. All of these functions are closely related to the com~’
parable activities abroad of the Central Intelligence Agency. They all have
an important intelllgence aspect, particularly todey when Intelligence from
domestic and foreign sources is so clogely related. The fact that the Federal
Bureau of Investigation is primarlly concerned with security and law enforce-
ment may result in a fallure to explolt the intelligence possibilities of a
gituation and may create difficulties 1n reconciling the intelligemce with the

gecurity interests.

The TFederal Buresu of Investigation 1s nmot part of the existing ma-
chinery for coordipation of intelligence through the Intelligence Advisory

Commlttee or otherwise. There is no continuing manner vhereby domestic intel-

. ligence and oounter-intel}.igence are related to over-all national intelligence

in order to serve the gemeral purpose set forth in the National Securlity Act
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"of coordinating the Intelligence activities of the meveral Government depart-

ments and agencies In the interest of national sscurlty."

In our opinion, the Central Intellligence Agency has the duty under the Act
to concern itself with the problem of coordinating thoge Pheses of domestic
intelligence and counter-intelligence which relate to the national security
and should submit recommendations on thig subject +to the National Security
Council. This isnot Inconsistent with the stipulation of the National Security
Act that the Central Intelligence Agency "shall have mno police, subpoena, law-
enforcement powers, or internal svourity functions.”™ It would in fact serve to
carry out the program of coordination set forth in the Act in a broad field

vwhich has hitherto been largely neglected.

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

Committee.

COMMUNICATIONS INTELLIGENCHE

T (T0P SECRET |
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¥io understend that, at the directlon of the Secretary of Defemse, & commuittee
comprising repregentatives of the three Services ls completing a gtudy of the
question of creating a Joint organization for the production of communicatlions
intelligence.
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PROPOSALS FOR IMPROVED COORDINATION

In order to remedy the exﬁting sltuation in respect of coordimstion of
activities, several steps are necessary. The Director of (entral Intelligence
mugt show a much greater concern than hitherto with the general broblem of c¢o-
ordination of intelligence activities which i1s one of his essential statutory
duties. FHis ig a responglbility to all of the departments concarnedeith na-
tiomal security; i1t can be properly discharged by leadership, imagination,
Initlative and a realization that only a Joining of efforts can achleve the

desired results.

The other members of the Intelligence Advigory Committee must alsgo share
in the general responsiblliity for carrying out the intent of the Natiomal Se-
curlty Aot by quickening their interest and exhibiting a spirit of active CO=-
operation. No amendment to the Committee's charter as get forth in Intelligence

Directive No. 1 appears necessary to bring sbout thig improvement.

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

gence estimates we propose that the Intelligence Advisory Committee agsume a
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more actlve role in producing these eatimates. In our opinlon, this would not
only improve the relovance and quality of the estimates but would give
the Committee the impetus and the background it needs to deal effectively with
the coordination of intelligence activities. More than any other stage in the
intelligence Process, the consideration of estimat.es should reveal the defl-

clencies and overlaps as well as the accomplishments 1n intelligence.

We believe, as stated above, that the Federal Bureau of Investigation
ghould be added to the i)ermanent membership of the Intelligénoe Advisory Com-
mittee. We also belleve that the Atomic Energy Gommission and the Joint Staff
might be dropped from the regular membership. The role of the Atomic Energy
Commission in intelligence isa limited one and confined toa highly gspecilalized
field. The representation of the Joint Staff upon the Intelligence Advisory
Committee appears to be largely duplicative 1n vlew of the predominantly Serv-
ice membership of the Committee. However, they, together with other interested
agencies guch as the Departments of Treasury and Commerce, the Research and De-
velomment Board and the Natiopal Security Resources Board, ghould attend meet-

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

Within the internmal organizatlon of the Central Intelligence Agency the
Tnterdepartmental Coordinating and Planning Staff (ICAPS) should be set up
clearly as ai integral part of the Agency, charged with the task of seeking
out, studying and developing, in consultat.ion with the other parts of the
Central Intelligence Agency and outside agencies, Dplans for the coordinatlon
of intelligence activitiles. Tt should have mresponsibility for current oper-

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

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

priately be called "Coofdinati_on Division" should be emall. Its members should
be persons interested in, and qualified to deal with, problems of intelligence
organization. Finally, and perhaps most important of all, the Director must
look upon this reorganized end strengthened group as his major support in ful-
filling one of his most difficult assigmments under the National Security Act,
that of advising the National Security Council on the intelligence activities
of the (Govermment and making recommendations for their coordination.

It 18 our bellef that the relationship between certaln of the functions
presently performed by ICAPS and the Office of Collection and Dissemination
should be coneiderably closer. ICAPS 1s responsible for the promulgation of
Plans and policy in relation to the coordination of collection activities. As
one of its tasks, the Office of Collection and Dissemination coordinates actual
collection and dissemination and in some respects 1s Ina position to Implement;
the general plans and policles for coordination. Constantly dealing with the
day-to-dsy "working level" problems of collectlon, the Office of Collection and

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

improvement of collection procedures and the coordination of collection

activities.

We, therefore, recommend that the collection and diesemination functions
of this Office be placed under the new Coordination Division, subJect to future
determination of the extent to which individual Offices may conduct their own
dissemination. (See Conclusions to Chapters VIT and VIII). We further recom-
mend that gll of the library, index and register functions be separeted from
the Office of Collection and Dissemination and be placed 1n a centralized Re-

search and Reports Division as described 1in Chapter VI.
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CONCLUSIONS AND RECOMMENDATIONS

(1) The responsibility of the Central Intelligence Agency under the Na-
tional Secﬁrity.Act with respect to the coordination of intelligence activities,
which ie one of the most important ones assigned to the Central Intelligence
Agency, has not been fully discharged.
| (2) One of the Important areas where mors active efforts at coordination
are needed 1s the fleld of scilentific intelligence. (See Chapter VI).

(3) Another important area is that of domestic intelligence and coﬁnter-
intelligence insofar as they relats to the national secﬁrity. To improve co-
ordination in this area and betwesn it and the entire intelligence field, we
recommend that the Federal Bureau of Investigation shduld - be made a member of

‘the Intelligence Advisory Committee.

(5) The Intelligence Advisory Committee 1s soundly conceived, but 1t
should participate more actively with the Director of Central Intelligence in
the continuing coordination of intelligence activities.

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

(7) The Interdepartmental Coordinating and Planning Staff should be recon-

stituted as a staff¥* responsible only to the Director of Central Intelligence,

*In thie chapter we have called this new etaff "Coordination Division." It
ghould be noted that this name and other names we have glven %o proposed
branches of the Central Intelligence Agency are only for purposes of illustra-
tion and simplification and not given as a formal recommendatlon.
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with +the task of developing plans for the coordination of intelligence
actlivities.

(8) The responsiblilities of the Office of Collection and Diesemination
with respect to the coordination of collection requirements and requests and
the disssmination of intelligence should be carried out under the new Coordi-
nation Division. This 1s sublect to future determination of the extent to

which individual Offices may conduct their own dissemination.
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CHAPTER V

THE RESPONSIBILITY OF THE CENTRAL INTELLIGENCE
AGENCY FOR NATIONAL INTELLIGENCE ESTIMATES

THE MANDATE UNDER THE NATIONAIL SECURITY ACT AND THE DIRECTIVES

One of the principal duties assigned to the Central Intelllgence Agency
"for the purpose of coordinsting the intelligence actlvitles of the several
Government departments and agencies in the interest of national security" is
"to correlaste and evaluate intellligence relating to the national security; and
provide for /[Tts] sppropriate dissemination.” The Central Intelligence Agency
is thus given the responsibility of seeing +o 1t that the United States has
adequate central machinery for +the examinstion and interpretation of intelll-
gence so that the national security will not be Jeopardized by faillure to co-
ordinate the best intelligence opinion in the country, based on all avallable

information,

In our opinion, this responsibility has not been adequately discharged,
and remedisl messures are necessary. There ie confusion as to the proper role
of the Central Intelligence Agency in the preparation of 1lntelligence reports
and estimates. This confusion has resulted from incorrect interpretation and
lack of proper inplementation of the statute and the directives., The reasons
for this go to the heart of the national intelligence problem and need to be
examined in éome detail in order to dlscover how the necessary lmprovement can

be meads.

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

partmental intelligence,” the statute does not limlt the dutles of the Central
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Intelligence Agency to correlate and evaluate intellligence, except by the
standard of "national security.” Interpretation of these statutory provisians
was mads by the Natlanal Security Council in Intelligence Directives No, 1 and

No. 3.

Intelligence Directive No. 1 (See Annex No., T) provides that the Dirsctor
of Central Intelllgence shall produce* intelligence relating to +the national
security, called national intelligence, and that "in so far as practicable, he
shall not duplicate the imtelligence activities and research of the various
Departments and Agencies but shall make use of existing Intelligence facilities
and shall utilize departmental intelligence for such production purposes.”
The directive also satipulates that national intelligsnce dismeminated by the
Central Intelligence Agency "ghall be officially concurred in by the Imtelld-

gence Agencles or shall carry an agreed statement of substantial diseent,”

These provisions are to scme 'ex-tent clarified in Intelligence Directive
No. 3 (See Annex No, 9) which defines national intelligence as "integrated de-
partmental intelligence that covers the broad aspects of mnatlonal policy and
national securlty, is of concern to more than one Department or Agency, and
transcends the exclusive competence of a single Department or Agency or the
Military Establishment,"

Directive No. 3 then places on the Central Intelligence Agency the re=-
sponaibility for the production and dissemination of national intelligence,
Such intelligence i1s to be developed and assembled in coordinstion with other

departments and agencies in order to obtain intelligence developed within the

* The term "produce,” as used here, means the preparation and imsuance of as-
serbled and interpreted intelligsnce reports and estimstes.

66
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acope of thelr respective missions which will assist in the production or com~

plement the assembly of national intelligence. The directive also instructs
all agencies to maintain sufficlent research facilities tq meet thelr individ-

ual needs and to asglist 1n satisfying the requirements of other agenciles.

Arveas of "dominant interest,” a term which is not specifically defined,
are allocated by the dlrective to the various depaxtmepts as follows: polltlcal,
cultural and sociological intelligence to the Department of State; military
intelligence to the Army, naval intelligence to the Navy, air intelligence to
the Alr Force; and economic, sclentific and technologlcal intelligence to "each
agency .in accordance with its respective needs.”" Upon thie framework is built
the formal program of intelligence production by the departmental agencles and

the Central Intelligence Agency.

The mslgnificant provision of Directive No, 3 for the Central Intelligence

Agency 1s the definition of national intelligence, for which the Agency is
given exclusive responsibility, although it 1s recognlzed as having rights and

responglbllities with reapect to other forms of intelllgence as well. In ef-

fect the directive Interpreta the vague provision of the National Security Act

on "intelligence relating to the matlonal security” to cover a particular type
- of Intelligence reasonably distinct from departmental intelligence and cone

forming to admlttedly broad but generally comprehensible apecifications.

The purport of the National Securlty Act as supplemented by the directive
in regard to the production of national intelligence can be undermtood and

Justified In the light of the history and general objJectivea of the Act, Be-
hind the concept of a Central Intelligence Agency lay +the necesalty not only

for the coordination of diversified intelligence activities (See Chapter IV) ’

and for the performance by the central agency 1tmelf of certein services of
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cormon usefulness (See Chapters VI-IX), but also for the coordination of in-

telligence opinion in the form of reports or estimates affecting generally the

national security as & whole.

Although the Act and the Intellligence Directives give the Central Intel~
ligence Agency the independent right of producing national intelligence, Direc~
tive No, 1 stipulates that such intelligence shall be officlally concurred in
by the intelllgence agencles or shall carry statement of substantial diesent.
As a practical matter, such estimates can be written only with the collabora-
tlon of experts in many flelds of Intelligence and with the cocperation of
several departments and agencles of Govermnment. A national intelligence
report or estimate as assembled &and produced by the Central Intelligence
Agency should reflect the coordination of the best intelligence opinion,

based on all available information. It should deal with +topilce of wide
scope relevent to the determination of basic pollcy, such as the assessment

of a country's war potential, its preparedness for war, its strategic capabil-
ities and intentions, i1ts vulnerabllity to various forms of direct attack or
indirect pressures, An intelligence estimate of such scope ilnevitadbly "tran-
scends the exclusive competence of a single Department or Agency or the Milil-
tary Establishment,”" A major objective, then, in establishing the Cemtral In-
tellligence Agenoy was to provide the administrative machinery for the coordi-
naticn of intelllgence opinion, for 1ts assembly and review, obJectively and.
impartially, and 'i’or its expression in the form of estimates of natilonal scope

and. lmportance,

THE CONCEPT OF NATIONAL INTELLIGENCE EST.IMATES
The concept of national intelligence estimates underlylng the statute amd

the directives 1s that of an suthoritatlve Interpretation and appraissl that
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will serve as a firm guide to policy-makers and planners. A national .intel-

ligence estimate should reflect the coordination of the best 1intelligenoce
opinion. It should be based on all avallable information and be prepared with
full knowledge of our own plans and inthe light of our own pollcy requirements.
The estiﬁate should be compiled and assembled centrally by an agency whose
obJectlivity and disinterestedness are not open'to.question.b Its wltimate
approval should rest upon the collsctive responsibility of the highest officials
in the various Intelligence agencles. Finally, it should command recognition
and respect throughout the Governmment as the best available and presumably the

most authoritative intelligence estimate.

The production of national intélligence egtimates by the Central Intelli-
gence Agency falls far short of such a concept, In part for reasons which the
Central Intelligence Agency does not control. The principle of the authori-
tative national intelligence estlmate does not yet have established acceptance
in the Govermment. Each department still depends more or lese on its own intel-
ligence estimates and establishes 1ts plans and policies -accordingly. In the
Millltary Establishment there 1s some coordination through the Joint Chiefs of
Staff who rely upon the advice of the Joint Intelligence Committee which, in
turn, rests primarily upon the contribution of the three Service departments.
Nelther the Central Intelligence Agency nor the State Department participates
directly in these procedures in the Military Establishment, end the estimates
of the Joint Intelligence Committee are in most cases more restricted in scope
than a national Intelligence estimate. Within the State Department the policy-
makers are, for the most part, their own intelligence .advisors. Finally, there
1s no systematic way of tapping that domestic intelligence information, which

ghould be chiefly in the hands of the Federal Bureau of Investigation, having
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& bearing on broader intelligence issues. At the Natlonal Security Council
level ths intelllgence estimate which 1s applied to policy papers ls brought
to bear through the individual departmental representatives and the independ-

ently produced contributlcns of the Central Intelligence Agency.

Although the task ls made more difficult by a lack of general acceptance
of the concept of national Intelligence estimates in the Govermment, it is,
nevertheless, the clear dJduty of the Central Intelligence Agency under the
statute and the directives to assemble and produce such coordinated and authori-

tative estimates.

THE ORGANIZATION AND ACTIVITIES OF THE CENTRAL INTELLIGENCE AGENCY FOR THE
PRODUCTION OF NATTONAL INTELLIGENCE

Unfortunately, the attention of the Central Intelligence Agency has been

largely diverted from the obJjectlve -of producing national  intelligence. We

find in oxamining 1ts organization and activities, that major -empha.sis is not

placed on the unique national intelligence function of the Central Intelligence

Agency but that this function 1s largely diffused and dispersegl in an organiza-

tion which concerns itself with a variety of inteliigence-producing activities.

These include summaries of current developments » political reporis, background

studies on countries and areas, economlc reports, etc. (See Chapter VI).

In the original Central Intelligence Group it was concelved that there
would bea emall organization of highly qualified individuals which would limit
itself strictly to national intelligence problems and base its work primasrily
on the speclalized reports and estimates produced by the departments rather

than employ a large research and analysis organization of its own. However,
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the character of the organlzation changed, and the Office of Report.s'and. Esti-
mates, which now carries out the vresponsibility of +the Centrasl Intellligence
Agency for Intelligence reporting, discharges a large number of Intelligence-
producing functions. These includs, to a limited extent, the production and
coordination of national intelligence but alsoc other functions, to be describ-
ed in Chapter VI. Some of the latter functlons duplicate those carried on in
other departments, and some are more in the nature of cammon servicea on he-

half of the other agencies, although they are not always recognized as such.
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The intelligence output of this organization whlch can be properly termed

"national intelligence" is not impressive. The subJects are normally selected
on the initiative of the gtaff itself or as the result of discussions in the
National Security Councll staff, where a member of the staff of the Office of
Reports and Estimates generally participates. In producing these reports the
Office usually employs +the research of lts own staff Instead of drawing to-
gether and coordinating contributions from departmental agencies. Such depart-
mental contributions are available to the Office of Reports end Estimates under
the terms of National Security Councll Intelligence Directive No. 3 as inter-
preted in No. 3/1 ("Sta.ndard Operating Procedure for the ZProductlon of Staff
Intelligence"”) but in fact only a small number of the reports a.re‘ actually
vderived from departmental contributions. The customary procedure has been for
~the Office of Reports and Estimates to prepare a basic draft which is then

circulated to the Departments of State, Avmy, Navy and Alr Force for their
comments and concurrence or dissent. This procedure has proved to 'be ineffec-
tive as & means of produclng coordinated national intelligence. The depart-
ments participate more as outsiders reviewing the material of ancother agency
than as collaborators sharing responsibility in an enterprlse of equal concern

to all.

In spite of the use of the system of concurrences for certaln types of
reports, the positlion today of the Central Intelligence Agency 1s tbat of an
independent producer of national intelligence, the guallity of whose product is
variable and the influence of which is questionable. The tendency within the
Central Intelligence Agency has been to emphasize the Independent production

of intelligence and this emphasis has led to two results.
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In the first place, the Intellligence produced by the Central Intelligence
Agency has not always bheen relevant to policy requirements and has ia.cked effec-
t1iveness. In the second place, there has been a fallure to develop coordinated
national intelligence whilch would supersede Independent departmental efforts

to produce over-all intellligence.-

It is perhaps true that the efforts of the Central Intelligence Agency
‘have been criticized partly because the opinlons expressed by the Agency were
occasionally at variance with the opinions held in the departments; but there
have been other reasons. The independent intelligence estimate is felt to be
ngeful bdut never decisive imasmuch as the Central Intelligence Agency cannot
and does not by 1tself have all the specialized qualifications needed to pro-
duce national intelligence, and is not, as an independent agency, in constant
and intimate association with the policy-makers and planners, a knowledge of

whose work and Intentions 1s indisﬂensi‘ble to sound intelligence.

There is also criticism that the product of 'l;he Central Intelligence Agency,
regardless of its quality or Importance, gets formal circulation at the highest
levels in +the Government even though 1ts content may not coinclde with the
views of departmental officials whose own Information may be more reliable and
complete. There is 1n fact a serious danger that +the product of the Centra}l
Intelligence Agency mey be looked upon as coordinated mnaticnal intelligence,

which 1t usually is not.

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

coordination of national intel}.igence egtimates, necessarlly means that concern
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with natlonal intelligence problems is diminished, that the area of competition
with the departmental agencies is enlarged and that the Central Intelligence
Agency concentrates more on the independent production of Intelligence than on

its coordination,

Administrative arrangements within +the Central Intelligence Agency and
betwoen the Agency and the other departments and agencies have contributed to
this situation. Personnel iIn the Office of Reports and Estimates who are
responsible for national intelligence (and this includes almost everybody in
part, inssmuch as national intelligence functions are s_cattered throughout all
parts of the Office) receive 1little guldance as to what they should report on.
To a large extent they select thelr own subjects and establish their own priori.
tles, and this practice only increases the criticism from which much of the
product suffers. Finally, the liaison relationships with outside agencies are
unsatisfactory although this situation 1s largely theresult of the lack of a
clear conception of the proper mission of the Central Intelligence Agency in

the coordination of intelligence opinion in the form of national estimates.
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In _fact ; one of the most important recommendations of this report 1g that

& recongtlituted Intelligence Advisory Committee should perform this Puncticm.

In at least ome other situation requiring immediate Intelligence inter-
pretation there was once agaln only fortultous coordimation. This case was the
result of Intelligence received by the Federal Bureau of Investigation and
distributed by it. The Central Intelligence Agency performed only a seccndary
role anidl there was no formal Intelligerice estlmate. This further 1llustrated
the fact that, under present arrangements, recognized and prompt procedures
are lacking for the authoritative coordination of intelligence views in an
emefgency sltuation. In addition, 1t was seen that there 18 no regular and
agroed arrangement for participation by the Federal Bureau of Investigation

end for the use of intelligence from dcmestic sources in a national estimate.

PROPOSAIS FOR IMPROVING THE 'PRODUCTION OF NATIONAL ESTIMATES

In order to remedy the presént unsatisfactory a.rra.ngeménts for the pro-
duction of national intelligence estimates and provide for the coordination of
Intelligence opinion at times of crisis and for long term planning, as contem-
plated in the National Security Act, there needs- to be & revision of the prea-
ent arrangements. Ingofar as the Central Intelligence Agency is concermed it
18 necessary, In the first place, to make a clear distinction between the
f'uﬁcztion. of correlating natiomal Intelligence opinion to assist plans and
pollicy formmlation on the highest level and +those intelligence reporting
activities which may be assigned to the Central Intelligence Agency as a cen-

tral service of common concern.

The mission with respect to the productionof natlonal iIntelligence cannot

be fulfilled solely through a large staff such as the present Office of Reporta
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and Estimates whose work 1s directed more. to the productlon of miscellaneous
reports than to the coordination of mnatlonal intelllgence opinion. In our
opinion the present Office of Reports and Estimates should be replaced and for
it substituted two offices one of which, +to be described in the mext chapter,
will not be involved with the production of national intelligence but will

perform Intelligence research and reporting gervices of common concerm. The

- other office, an "Estimates Division," would comprise a small group of highly

selected individuals whose task 1t would be 'Eo draw wupon and review the
gpeciallzed Intelligence product of the departmental egencles in order to pre-
pare, for final discussion and approval by the Intelligence Advisory Commlttee,
a finished national intelligence estimate. This emall group would rely pri-
marily upon the intelligence reports of the individual agencieé but it would
have access to such source materlal as it requires in order to review depert-
mentdl contributions and prepare comsolidated estimates for final action by

the Tntelligence Advisory Committee.

National intelligence estimates, in order to be authorltative, must be
fully 'participated.‘ in by all of the principal intelligence agencles in order
that the best advice may be tapped and respcnslbility shared for those major
estimates on which high policy decisions depend. Therefore, the Intelllgence
Advisory Cammittee, under +the leadershlp of the Director of Cemtral Intel-
ligence, should actively assist in establishing and supervising the national
intelligence production program as well as discuss and review the pr‘oposed
estimates submltted to it for approval. The Committee would, at the same
time, concern itself more actively than at present with the coordination
of the other intelligence actlvities of the various departments and agencies,

as discussed in Chapter IV. In fact, by assuming an active responeibility for
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the reconciliation of intelligence estimates the Committee would almost auto-
ma.tically be able to assist the Director more effectlvely in coordinating in-
telligence reguirements and developing sound arrangements for the coordination

of intelligence generally.

The membership of the Intelligence Advisory Committee, as we have poilnted
out 1n Chapter IV, would include the Director of Central Intelligence as chair-
man, and repregentatives from the Departments of State,* Army, Navy and Air
Force ani the Federal Bureau of Investigation. Ad hoc membership should be
given to other Agencies, such as the Atomic Energy Commission, Joint Staff and

Research and Development Board, whenever appropriate.

These revised arrangements should make adequate provision for the handling
of major emergency sltuations sc +that there i1s sautomatic consultatlion and
collective responsibility when quick estimates are required. We have seen that
In the past such consultation has been largely fortultous and could not be

relied upon to operate promptly.

This proposal would not affect the responsibility of the Joint Intelligence
Comnitter to prepare strlctly military estimates for +the Joint Chiefs of
Staff and perform such other military duties as the Joint Chilefs of Staff might
assign. Through the membership of the Service intelligence chiefs on the In-
telligence Advisory Committee and through close liaison between +the Joint
Intelligence Group and the new Estimates Division in the Central Intelligence

Agency, every effort should bDe made to inswre the consistency of the Joint

* See below, page 159, for a discussion of the status of the State Department
reproseniative. .
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Intelligence Committee's mllitary appraisals and the broader natlonal estimates

of the Central Intelligence Agency and the Intelllgence Advisory Committes.

Whatever arrangement 1s declded upon, there ' are certain general condi-
tions which must be observed, if intelligence estimates are to be sound and
timely. All information, whether 1t originates from intelligence sources or
whether.it cames from other sources including‘operations, mist Dbe available
to the intelligence people who by putting +together and studylng all of the
bits of information must provide the.overall interpretation. There 1s always
8, dangerous  tendencw, particularly in time of crisis, when 1t can be most
gerious, for vital informatioh to be withheld on the grounds that the intel-
- ligence personnel should not gee 1% because it concerns operations or for
alleged security reasons. In other instances the disseminatiqn of vital but
gensitive material is restricted to a very few people at the top levels with
the result that those individuals who are most competent to analyze a particu-
lar situation are left out of the pilcture entirely. It 1s therefore neces-
sary that intelligence estimates be made in full light of our own policles and
operations. The preparation of such estimates should not be impeded by any
barriers arlsing ffqm security congiderations or otherwise, which may Jeop-

ardize the soundness of the intelligence product.

TMnally, any discusslon of the preparation of national estimateswould be In-
adequate without two caveats. The first applies tothose who prepare the estimates;
the second to those who may use them, Prejudice in the form of stubborﬁ adher-
ence to preconceived ideas 1s likely tobe the gravest danger to sound intelli-
gence. Estimates are subject tothe risk of being colored and twisted to reflect

the prejudices of those who prepare them. This can best be countered byproviding
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reasgonable checks and balances as we have endeavored to do in the composition
and responsibilities of the Intelligence Advisory Committee. If, for example,
the State Department, which may be wedded to a particular policy, presents the
facts distorted by faulty preconceptions, the final ‘product, as reflected in
an Intellilgence eatimate, will be defective. It 1s hoped that 1n such a case
~ the new Estimates Group of the Central Intelligence Agency will supply an ini-
tial corrective and that the non-State Department members of the Intelligence
Advisory Committee will have sufficlent breadth of knowledge to challenge 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 unconscious, of magnifying the needs of their own branch of the Service.

The Intelllgence Advisory Commlttee, 1f i1t functions properly, and is as-
glsted by the disinterested work of the Central Intellimence Agency 1s the body
where such distortions should be caught 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 turn, prejudice on the part of the policy-meskers may render them blind
avan to brilliant achievements of‘ an Intelligence service. They may Just re-
fuse to listen to what they do not like. Hence, nothing would be more den-
gerous then %o believe that 1f we once had an effective intelligence service
and an efficlent intelligence estimating body, we would be immune to a disaster

like Pearl Harbor.

This does not lead to the conclusion that intelligence is futile. It
merely shows its Llimitations. If the Intelligence appraiser can keep from

twisting and coloring the data he receives and 1f the policy-masker can keep a
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relatively open mind and be prepared for continual re-evaluation of the assump-
tions on which he ig relying, then sound 1intelligence estimates can be a

plllar of strength for our natlonal security.

CONCLUSIONS AND RECOMMENDATIONS

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

and responsibility for miscellaneous research and reporting activities.

(2) The provisions of the National Security Act for the production of
national 1Intelligence estimates, as interpreted by the National Security
Councll Intelligence Dlrectives, are sound but have not been effectively
carried out.

(3) There should be created in the Central Intelligence Agency a amall
Egtimates Division which would draw upon and review the specialized intelli-
gence product of the departmental agencies in order to prepars coordinated

national intelligence estimates.

(4) Under the leadership of the Director of Central Intelligence, these
estimates should be submitted for discussion and approval by the reconstituted
Intélligence Advisory Comlttee whose members should agsume collective respon-

gibility for them.

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

crisis situations when coordinated estimates are required without delay.

(6) Coordinated intelligence estimates produced in this way must, in
order to be effective, be recognized as the most suthoritative estimates avail-

able to the policy makers.
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CHAPTER VI

SERVICES OF COMMON CONCERN:
INTELLIGENCE RESEARCH AND REPORTS

PROPOSED RESEARCH AND REPORTS DIVISION

Wo have recommended 1in the preceding chapter that there be created 8
amall, high-level Estimates Division to concern itself primerily with the cor-
relation of national intelligence, subJect to finel approval by the Intel-
ligence Advisory Commlttee. If the responsibility of the Central Intelligence
Agency for the production of national intelligence 1ig assumed by this Esti-
mates Divieion, there will remain certaln research and. intelligence reporting
functions now beilng performed by the 0ffice of Reports and Estimates which
might properly be carrled out as é service of common concern by & newly con-
gtituted '"Research and Reports_Division". Other activities of the O0ffice of
Reports and Betimaetes should be dlscarded as belng superfluous or competltive

with the proper activities of departmental intelligence.

There is presently within the Office of Reports and Egtimates a nucleus

for the proposed Research and Reports Division in flelds of cammon concern.

J To these

there should be added the Foreign Documents Branch of the Office of Operations
(See below,page 103) and the llbrary, biographical and other registers and 1in-

dices presently malntained by the Offlce of Collection and Disseminatiocn.

Generally speaking, " this Division will be responsible for authorltative

research and reports in economlc, scientlific and technological intelligence,
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the maintenance of central reference facilities ; and such other matters as are

deemed of common concernm. To the extent necegsary, it will also coordinate the

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

approprlate cases adequate representation from the State Department and Serv-
ices so that, eubject to policyi guldance from the principal. consumers , its
products will represent the coordlnated opinion of the best available talent

and should be fully responsive to the requirements of the consumer agencles.

In this chapter we suggest the type of activity which should be discon-
tinued as unessential or duplicative s the .'by'pe'of activity which should be
retained asa common service and some activities » not presently carried out in
the Office of Reports and Kstimates s which should be performed by the proposged
Research and Reports Division as services of common concern. It would be the
responsibility of the National Security Council, acting on the advice of the
Director of Central Intelligence and the Intelligence Ad.visory Committee, to
determine which of these central services might properly be performed, and we
believe tiaat the Coordination Division (reconstituted Interdepartmental Co-
ordinating end Planning Staff) should examine this problem and prepare the

necessary plans.

PERIODICAL SUMMARIES

The Office of Reports and Estimates Tresently produces current intelligence
in two principal forms: a top secret Daily Summary and a secret Weekly Summary.
The former comprises abstracts of & small number of I1ncoming and outgoing
cables recelved during the preceding twenty-four hours.  Approximately ninety
ber cent of the contents of the Deily Summery is derived from State Department

sources, including both operational as well as intelllgence material. There
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are occasional comments by the Central Intelligence Agency on portions of the
Summary, but these,for the most part, appear gratultous and lend little welght
to the material iteelf. The result is a fragmentary publication which deals
with operations as well as intelligence, wlthout necessarily being based on the
most significant materials in elther category. In a summary of thils type, cir-
culated to the President and the higheat officials of the Govermment, there 1is
an inherent danger that it will be misleadlng to 1ts consumers. This is because
1t is based largely on abstracts of State Department materials, not in histor-
ical perspective, lacking a full kmowledge of the background or pollcy involved

and with little previous consultation between the Central Intelligence Agency

and the State Department. Moreover; it is incomplete because it is not based on

all the most important materisals.

The Weekly Summary 1ls more wldely circulated than the Dally Summary, bdut
algo represents primarily polltical reporting and competes for attention with
several departmental weekly summaries, particularly those of the State Depart-

ment and the Department of the Army.

Still another periodical publicetion 1s the monthly "Review of the World

Situation.”

These sumaries, particularly the Dally, are the subject of considerable
controversy and are recelved with expressions ranging from moderate interest
to strong criticism. The Weekly and the Dally are, to a certain extent, duplica-
tive in that the State Department, to which political i1ntelligence has been
asgligned as an area of dominant interest ,also disseminates its own operatlional
and Intelligence summarles on the highest levels. As both Summaries consume

an inordinate amount of time and effort and appear to be outside of the domain
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of the Central Intelligence Agency, we belleve that the Daily, and possibly
the Weekly, Summary should be discontinued in their present form. We do, how-
ever, appreclate the fact that, to some extent, there may be a need for such
sumaries, and we suggest that the newly constlituted Coordination Divisilon ex-
emlne the situation to determine whether there is such & need and how it can

best be met.

MISCELLANFEOUS REPORTS AND MEMORANDA

The Office of Reports asnd Estimates also produces a veriety of other re-
ports, studlies and smmna,rieé. Some of these are strategic and bagic studles
on forelpgn countrles or areas, presen‘bing the political, economlc and military
gltuation. Others are intended to be estimates of current internationsl prob-
lems. These are formal reports,dealing with a variety of subjects ranging from
"Posgible Developments in China" to "Opposition to the ECA". These estimate-
type reports are circulated throughout the various agencies for the purpose of
obtaining concurrence or dissent. But the fact that they are so circulated in
no way meens that they are properly coordinated estimstes which represent the
best thinking on the subject under review. They often deal with topics which
ars not particularly relevant to departmental problems or national issues,
wlth the result that the various agencies often feel +that 1t is an imposition
to be burdened with the responsibility for reviewing these documents, making

appropriate comments and noting concurrence or dissent.

The Office of Reports and Estimates also initlates more informal ;eport;a
" by means of intelligence memorande produced spontaneously or in answer to épe--
cific requests. These ars not coordinated by circulation through +the other
agencies. BSublects agaln differ widely and include such topics =as "Soviet

Financing of the French Coal Strike" and "Tungsten in South Korea'.
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‘Much of this production is academic, tends to duplicate work in other de-
partments, has little relation to national intelllgence, and is mnot produced
as a recognized service of common concern. On the other hend, some of thls
production might, subject to general agreement, be performed as a central com-
mon service. In our opinion, the newly constituted Regearch and Reports Divi-
gion should refrain from the production of essentlally political gstudies and
miscellaneous reports and should concentrate 1lts effort upon the production of

reports in those flelds clearly assigned to it as recognized services of com-

mor concern.

THE NA’I‘IONAL INTELLIGENCE SURVEY

Under National Security Councll Intelligence Directive No. 3, the Central
Intelligence Agency is charged with preparing an outline for +the National In-
telligence Survey -- an extensive serles of basic gtudies on all countries and
ereas of the world -- and with coordinating the necessary departmental contribu-
tions. This study has been assigned to the Offlce of Reports and Estimates,not
as the producer, but rather as coordinator of the program,under -s‘pecifications
and priorities approved by the Jolnt Intelligence Committee. This coordination
1g achieved through the allocation of topics for research and production for
the particular purpose of the Survey serles ,but there is no provision for cen-

tralization or coordination of current production in these flelds.

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

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

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

1s recognized as having either primary Interest in,or continuing responsibllity
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for, intelligence with respect to transportation and commzmicé.tions. For the
purpose only of the handbooks,the National Intelligence. Survey el;lmin_a.'bes dup~
l:!.cauﬁion. of production ini certain fields and provides temporary editorial
coordination of basic iﬁtelligance through the allocation of topics. It does

not solve the problem of centralizing or coordinating continuing research and

production in the fields'.of common interest.

ECONOMIC, SCIENTIFIC AND ﬁ‘ECBIVOLOGICAL INTELLIGENCE

The. Office of Reports and Estimates appears to have made no serious attempt
to produce coordinated estimates or authoritative intelligence 1n the fields
of ecoﬁomic s tecbnological and scientific 1nte]li_gence, in which no department
“is recoénize(i a8 having a dominant interest. The six Geographic Branches, the
Sclentific Branch and a number of the Consultant Panels are variously interested
in these flelds but have seldom produced authoritative intelligence contribu-
tiong therein. We have found in our examination of the Central Intelligencs
Agency, State Department and the three Service Intelllgence agencies that thers
1s much duplication and little coordination of. production on these subjects.
Although often slong pa.rdlle’l lines, studies are independ.ently produced by the
various agencles and do not, therefore, represent the best avallable coordinated

opinion.

There has been an attempt in Nationsl Security Council Intelligence Direc-
tive No. 3 to gulde the effort of the various agencies into coordinated chan-
nels by the allocation of certain fields of dominant interest, but in the

fields of economic, scientific and technological intelligence ,' each agency is

authcrized to produce in accordance with its needs. Thus, it 18 in these

flelds, left open to all egencies and for which responsidility 1s now
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divided and diffused, that the proposed Research and Reports Dlvision could
perform a valuable gervice of common Interest by centrallzling or coordinating

regearch and intelligence production. -

2541

It is doubtful whether such a high degree of centralization in these flelds,
including some essentially militery intelligence,is desirable in this country.
Our Service intelllgence agencies have been .ass 1gned fields of dominant interest,
and they will continue to produce militery intelligence wlithin these areas.
However, even if each intelligence egency confines itself almost entirely to
the production of intelligence within its field of dominant interest, there
remains a vast area of common interest In such necessary supporting fields as

econcmlic, scientific and technologlcal intelllgence.

The economlc fleld could include, for exemple,industrial production, eco-

nomic resources, metallurgy, fuels, power, coomunications and telecommmnications.
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Theee are some of the subjects where there i1s present duplication among our
egencles and in which a great economy of effort and improvement of product
would result if 1ntalligence wore produced centrally. To provide an effective
contribution, the centrally produced reports on economic and industriasl matters
must represent the most sauthoritative coardinated opinion on the subject and
must be accepted as such by thé consumer agencies. A principal new consumer
would be the Estimates Division, recommended in the preceding chapter. We
algo recognize that the requirements of the various agencles in theme matters
of common concern will differ, and that each agency will need. to adapt to its

own particular problems the intelligence produced in these fields.

Few subJects of intelligence are more important than science and tech-

nology, and yet little success .has been achieved in this country towsrd coor-

dinating intelligence collection and rroduction in these filelds. Among the

agencies which are interested and in a position to contribute are not only the

Céntral Intelllgence Agency, the State Department and the three Services , but

also the Atomic Energy Commission and the Research and Development Board.*
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To fulfill its responsibilities as the chief analytical and evaluating
unit for sclentific intelligence, and consequently as the principal gulde for
collection, the Branch would have to be staffed by scientists of the highest
qualifications. We appreclate that in such a Branch it would be imposslble to
obtain a leading scientiet for each of the many segments of scientific and tech-
nological intelligencs, but we believe that a staff of moderate silze and of

_ high quality can cope with the normal research and evaluation,co-opting, where
necessary,A personnel from such orgenizations as the Research and Development

Board and the Atomic Energy Commission.

CONCLUSIONS AND RECOMMENDATIONS

(1) In addition to the Estimstes Division recommended in the previous
Chapter, there should be created out of the presesnt Offlice of Reports and Es-
timates a Research and Reports Division toaccomplish centril research in, and co-

25X1
ordinated production of, intelligence in flelds of common interest. The staff
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of This Division should include suffici.ent representation from the State De-

partment and the Services to insure that their needs are adequately met.

(2) The Coordlnation Division (recénstituted. Interdepartmental Coor-
dinating and Planning Staff) should be given the responsibllity for studying
the actval scope of the Research end Reports Division and for redommemding
those services of common concern which should be performed cenﬁra.lly.

(3) The proprlety of the preparation by the Centra,i Intelligence Agency
of essentially political summaries should be reviewed, taking into considera-;

tion the need for such summaries, the exlstence of a number of duplicating

summaries and the particular capabilities of the individual departments to

prepare them.

(4) The various reports, studies and summaries which are not nationsl

intelligence or recognized services of common concern should be discontinued.
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CHAPTER VII

SERVICES OF COMMON CONCERN:
THE COLLECTION OF OVERT INTELLIGENCE

The Office of Operations, under an Asslstant Director, performs a central
common service through the collec.tion of overt intelligence by three essentially
distinct means: +the Contact Branch 13 responsible for the exploitation of
business concerms and other non-governmental organizations and individuals in
the United States as sources of forelgn Intelligence informastion; +the Foreign
Broadcast Information Branch is responsible for all federal monitoring of
foreign propaganda and press broadcasts; and £he Forelgn Documents Branch ex-
ploits foreign language documents and foreign periodicals and press for intel-

ligence purposed.

CONTACT BRANCH

National Security Council Intelligence Directive No. 7 (See Anmex No. 13)
provides that "The Centrel Intelligence Agency shall be responsible for the
exploitation, on a highly selectlve "basis , within the United States of business
concerns, other non-governmental orgsnizations and individvals as sources of
foreign intelligence information". The directive also egtablishes the general
rules under which these activities are to be conducted and provides for the
ways in which the needs o_:t‘ the other intelligence agencles are to be met. This
represents an important s-b.ep forwerd toward tepping a valuable source of in-
telligence and overcoming the difficulties encountered during World War IT,
when procedures for this purpose had to be improvised and the overlapping in-

terests of a number of agenciles reconciled.
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FOREIGN BROADCAST INFORMATION BRANCH

Under National Security Council Intelligence Directive No. 6 (See Amnex
No. 12), the Central Intelligence Agency 1s assigned the mission of monitoring
all forelgn prdpaganda. and press broadcasts and disseminating the resulting
intelligence. These dutles are carried out by the Foreign Broadcast Informa-
tion Branch (FBIB) of the Office of Operatlons which conducts actual monltoring
operations through two stations ‘located in this country (on the East and West

coasts respectively), one station in Calro (being moved to Cyprus); one in

2551

Tokyo and one in Hawail (being moved to Okinawa). |\

Approximately 2,000,000 words are monitored dally by these stations, of
vhich 150,000 are cabled to this country after local editing. Upon receipt
here, this material is re-edited and published as a daily summary of approxi-
matély 90,000 words. In addition, weekly summaries and special digeste on
particular topice are prepared. A considerable emount of data 1s produced for
the "Voice of America" activity of the State Department. Most of this moni-
toring work is routine, but the Branch also receives from various agencles

gtatements of their continuing requirements as well as speciflc requests.

In general, it can be said that the Forelgn Broadcast Information Branch
performs a non-controversisl common service which is well received by the con-
sumer agencies. If there 1s any reservation as to the usefulness of its work,

it is that the material is not amalyzed or evaluated prior to dissemination;
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it 1s merely complled and presented fectually. However, this seems to be a
proper arrangement although there should be appropriate machinery outside the
Branch for taking the monltoring reports and Interpreting them in light of
other related Intelligence. This would seem to be a proper function of the
eppralsers and producers of intelligence, slthough the Farelgn Broadcast In-
formation Branch, possessing as 1t does the full coverage, could continue to
make summeries of the traffic it monitors. If, as was suggested in Chapter VI,
& Repearch and Reports Divislon is oreated for research on questions of common
interest, thls might be the proper place where this material could be further
analyzed and appropriate studies prepared. The political analysis, however,

should be done in the State Department.

We have experlenced some difficulty in arriving at a recommendstion as to
where the Forelgn Broadcast Information Branch should be placed in view of our
recormendations for the dispersal of the other functions of the Office of
Operatlons. While the work of the Branch is essentielly an operating function,
it 1s also a purely overt one, and this militates scmewhat against placing it
In the proposed Operations Division which would be concerned almost exclusively

with covert operations. On the other hand, the fact that the Branch is
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operational argues against placing 1t in the proposed Research and Reports Di-
vision which would be engaged in performance of purely statlic functions. On
balance, we incline to the view that, as between the two, the Operations Divi-
sion, with 1its greater facilitles for handling communication operations in
general, ls the preferable place within the Central Tntelligence Agency. Fur-
ther, 1t is conceiveble that the facllltles of the Forelgn Broadcast Informa-
tion Branch may, at some future time, prove useful to the proposed Operations
Division in its covert activitles. Of course, the product of the Branch should

be immediately avallable to the new Research and Reports Division for analysis.

FOREIGN DOCUMENTS BRANCH

The third Branch of the Offlce of Opéra.tions is the Foreign Documents
Branch which has the responsibility for explolting foreign language documents
and foreign periodicals and press for intelligence purposes. Unlike the Forelgn
Broadcast Information Branch snd the Contact Branch, which operate by virtue
of charters accorded the Central Intelligence Agency by Natlonal Securlty
Council Intelligence Directive Nos. 6 and 7, respectively, the Forelgn Doéu-
ments Branch has no such charter and is, therefore, mnot recognized officially
as a wnique common service. The other .departments and &agencies do some of
their own trenslations of foreign langusge documents, etc., but also rely on

the Foreign Documents Branch.

The Foreign Documents Branch is engaged in completing its exploltation of
large quantitles of materials captured during the recent war. In addition, 1t
monitors current press and periodical publications and besides these routine
translations it occasionally tramslates specific documents upon request. It

also maintains for the various -consumer agencles a continulng program of
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abstracting from periodical publications specific materials in such fields as

electronles, transportation, etc.

There 1s a constant and large flow of production from the Forelgn Docu-
‘ments Branch in the. form of extracta from the foreign press; ourrent pericdical
abstracts, both general and technical, dealing with items of intelligénce value
contalned in Soviet emd other foreign periodicals; an industrial card file rec-
ord for inclusion in the Foreign Industrisl Register of the Office of Collec~
tlon and Disseminationj blographical intelligence reports; a biblidgr-’aphy of
Russian periodicals, special accession lists and various trans_lations of cur-

rent material to meet continuing requiremeﬁta.

Inssmuch as 1t is virtually impossible to have a large pool of expert

translators who are at the same time speclaliste in various fields y 1t is most
important that the work of an agency such as the Forelgn Documents Branoch be
verformed In close relatlonship to and ‘under the constant guidance of the con-
sumer agencles. It would, therefore, soem that Instead of heing assoclated in
the Office of Operations with the Conta»cti Branch and the Foreign Broadcast In-
formation Branch, with which it has li'btlé' in common, it would be preferable
for the Foreign Documents Branch +to be é part of the proposed Research and

Reports Division suggested in Chapter VI.

CONCLUSIONS AND RECOMMENDAT IONS
(1) The Office of Operationsa consists of three distinctive activities,
which represent useful and recognized functions in their own field but have no

particular relation to each other.

(2) The Contact Branch should be integrated with the Office of Special

Operations and Office of Policy Coordination under single over-all direction

(Operations Division) within the Central Intelligence Agency.
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(3) More active effortes should be made to exploit iIntelligence Zfrom
foreign nationality groups and forelgn individuals in the United States, end
steps should be taken by the Director of Central Intelligence and the Intelli-
gence Advisory Committee to coordinate the activitles of the various agencles
in this field.

(4) The Foreign Documents Branch should be made part of the proposed
Research and Reports Division if one 1s created.

(5) If the Foreign Broadcast Information Branch remains a part of the
Central Intelligence Agency, 1t should probably be administered by the new
Operations Division, but 1ts product should be currently available for analysis

in the new Research and Reports Division.
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CHAPTER VIII

SERVICES OF COMMON CONCERN:
THE COLLECTION OF SECRET INTELLIGENCE

Under normal peacetime conditions, the bulk of the information on which
a governmeﬁt bases its achionin the Internmatiomal field is obtalnable by overt
means -- that 18 to say, through iiplomatic and mllitary establishments,
through the press, sclentific and technical publicatlons and the normal chan-
nels of trade and internatiomal intercourse. With these facllitles avallsable,
the collsction of intelligence in peace:bime through secret means assumes rela-
tively secondary importance. In fact, as mentloned above, insofar as owr own
Government 1s concerned, covert collection of intelligence was a mnegligible

factor prior to World War II.

Today it 1s an understatement to describe conditlons as merely abnormal.
They are wniguely difficult from the viewpolnt of intelligence. Where Con-

mmist regimes are in control the ordinary means of securing Information
are generally lacking. In these areas, i1t 1s true, we have a few diplo-
matic missions and here and there some consuler esté.blialunents. Their staffs,
however, are so restricted and spled upon that they cannot perform their usual
information gathering functions., Even the type of information that is
available for the asking here in the United States is unobtainable there.

In this whole great area of communist domination 1t 1s not only military
information which is kept secret, but it is bard to get even simple and
seemingly innocuous detalls relating to the economic, finsncial and pollt-
ical developments which may furnish vital clues to political and military
trends.
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Also, the methods of fifth column penetration practiced by the Communista
follow a unlque pattern in various foreign countries and in the United States

which calls for the best that we have in the fisld of counter-intelligence.

As a result of this,there 1s an urgent call upon our skill and Ingenuity
to find methods of informing ourselvea about Iron Curtain countries. As we
cannot do 1t adequately by orthodox methods, an increasingly heavy burden 1s
rlaced on.our secret inteiligence and counter-intelligence and hence they have

today a higher priority in our over-all intelligence picture than in the past.

THE CHARTER OF THE CENTRAL INTELLIGENCE AGENCY TO CONDUCT SECRET INTELLIGENCE

ACTIVITIES

The responsibilities of the Centrsal Intelligence Agency for the ocollection
of covert 1intelligence abrosd are performed as a "service of common concern”
in accordance with the terms of Nationsl Security Council Intelligence Direc-
tive No. 5 of December 12, 1947. (See Annex No. 11). Unlike the collection
of overt intelligence, where the mission of the Central Intelligence Agency 1is
8 limlted ome, the collection of practically all covert foreign Iintelligencs

is as;sigﬁed to the Agency.

Intelligence Directive No. 5 glves to the Central Intelligence Agency the

following duties:

2. To conduct all orgenized federal espiomage operations abroad,
except for agreed activities by other departments and agencies.

b. To conduct all organized federal counter-esplonage abroad, in-
cluding occupied areas.

&. To coordinate covert and overt intelligence collection, and to

cooriinate the activities of casual agents employed on covert missions by
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other departments and agencies, members of the Intelligence Advisory

Commlttee.

d. To dlsseminate the Iintelligence thus obtained to the varlous

departments and agencles having an authorlzed interest in it.

Covert collection thus includes emplonage and counter-esplonage abroad,
1. e., the clandestine collection of informatlon and counter-action against
foreign gecret 1ntelligen¢e activities., It does not include intelligence col-
lection by secret but eseentlally technical means, such as commumications

Intelligence.

~

National Security Council Intelligence Directive No. 2 sets forth the
respective responsibilities of the departmental agenclies for collection of
certaln categories of forelgn intelligence Information. The Army was thus
given primary- responsibility for collecting foreign military information, the
Navy naval information, the State Department pollitical, cultural, and soclo-
loglcal information, etc. The effect of Directive No. 5, however, 18 to limit
these responsibilities to overt collection, and pet aside the entire fleld of
covert I1ntelligence operations (with a few exceptions) as the domain of the
Central Intelligence Agency. Further, the Agency 1s "responsible for coordi-

nating covert and overt imntelligence collection activities," and 1s also
charged with coordimating the activitles of casual covert agenta employed by

other agencies with its own "organized covert activities."

Tt 1is important to note, in thils connection, that the National Securlty
Councll has rejected, and we belleve rightly, the concept that esplonage might
be conducted by several agencles, each independent of the other, and each
authorized +to operate in the same areas with roughly the sams obJectives.

Multiple espionage of this kind has occasionally been advocated as a weans of
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protecting security, It 1s argued that the penstration of a céntra,lizad
egplonage agency might destroy ite entire roster of agents, leaving the nation

without an effective secret intelligence service in time of corisis , Wwhereas
penetration of one of several eaplonage units might destroy 1ts networks, but

would leave those of the others untouched,

-

We consider ihis view to be largely theorstical, provided espionage l1s
properly conducted to keep the identity of chains entlrely separate and if
proper security 1s maintained in the central office. In any event, we feel
thaf this danger i1s leas serious then the confusion and overlapping in the
fleld of esmpionage which would result if several services were engeged in it,
Adortion of a centralized espionage structure has meant that, except for cer-
tailn opsrations in occupied areas, the foreign covert operations of other

agencles of the Government have bheen dissolved or turned over to the Central

Intelligence Agency.

ORGANIZATDION OF THE OFFICE OF SPECIAL OPERATIONS

The Central Intelligence Agency does not enter the intricete field of
forelign espionage and counter-espionsge without soms background of experience,
The covert operationa uﬂt, known aa the Office of Special Operations (0SO),
is iIn eff’ect the legatee of the operating experience, the records, and many
of the personnel of the secret intelligence (SI) and counter-espionage (x=2)
branches of the forx;Ler Office of Strateglc Services and Strategic Services

Unit, Wear Department. It also inherits the valuable relationships built up

by these organizations with certain foreign intelligence services,

’ In numerous instances the Office of Special Operations has maintained

110
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Pield statlons originally opened by the Office of Strateglc Services and
maintained by the Strateglc Services Unilt. In its headquarters structure it
has drawn heavily upon the previous experlence of +these organlzations in

conducting war and post-war operatlons.

Administratively, the Office of Speclal Operatlions 1s on the same level
ag the four other Offices of the Central Intelligence Agency. Contact with
the Director is maintalned almosat exclusively by its chief, the Assistant
Director for Speclal Operations, and his deputy. The Assistant Director's
personal staff also includes an Executive Secretary, whose duties are ap-
proximately that of an executive officer, and several consultants and advisers
who dgal with particular aspects of agent operations, archives, budget and

the 1like.

Under the Assistant Director, the organlzation is divided into three major

operating groups.

2541
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Before concluding our survey of the headguarters organization of the
Office of Speoial Operations, we wish to add a recommendation +to which we

attach partlicular Iimportance and which affects the relationship of this Office

to other covert sctivities of the Central Intelligence Agency.

* See above, Chapter VI, Since thie report was drafted, we underatand that
steps have been taken to transfer the Nuclear Energy Group to a new Office
of Sclentific Intelligence.
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In Chapters VII and IX we briefly consider the similarity of the opera-

tions end administrative problems faced by the Office of Specisal Operations,
the Office .of Policy Coordination and the Contract Branch of the Office of
Operations, ~All three offices carry on activities of a highly confidential
nature, These activities are inter-related and require close coordination.
In addition they are able mutually to service each other. This is particularly
true of the overseas operations of the O0ffice of Spéoial Operations and the
0ffice of Policy Coordination., We recommend that the three activities be
placed under +the common control of a single directing head who would be cne
of the chief asslstants of the Director. The three Offices might be set up as
separate branches of a common service of secret activities which should enjoy
large autonomy within the Central Intelligence Agency and might appropriately
bs called Operations Division. Whether eventually a cloaer merger of the
three activitles should be effected can best be determined in the light of

experience.

As a part of such a central organization devoted to covert operatlons,
centrallzed adminlstrative services should be established under +the single
chilef of covert é.ctivities » and should not be ldentifled with or comblned with
the administrative arrangements made for the balance of the Central Intelligence
Agency. The covert organlzatlon thus established should, in particular, under-
take 1ts own personnel recruitment, using the facllities of +the personnel
section of the Central Intelligence Agency only insofar as they appear to serve

the purpose of the covert organization,

In making +thils recommendation, we appreciate that the Office of Policy

Coordination under NSC 10/2 has a speclal relatlonshlp to the Secretary of
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State and +the Secretary of Defense., We belleve that substantial benefits

would accrue in having this same relationship established, through the head of
the Operations Division, with both of the secret overseas activities of the
Contral Intelligence Agency, assuming that they and the Contact Branch are

brought together in the manner we recommend above,

In this recommendstion we have algo had inmind the desirabllity of quickly
establishing a particularly close relationshlp between the secret activities
of the Central Intelligence Agency, the Military Establishment and the Jolnt
Chiefs of Staff i1in case of war. If the measure of autonomy we suggest for
these services 1s achleved, +they could be attached, without delay, %to the
Secretary of Defense or to the Jolnt Chlefs of Staff, if the Natlonal Security

Council should. consider thia advissble,

SubJect to the foregoing recommendation, we belleve that the headquarters
organization of the Office of Speclal Operations i1s soundly conceived and has

made a satisfactory start toward setting up our secret intelligence work,
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In some countries, contact has been established with local police, in-

telligence, or counter-intelligence services. These relations are oftten most

useful, and their potentialities for the future are great. The most successful

example 1ia the continuing 1liaison with the

In certain friendly but threatened countries, 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 milltary emergency. In most

instances independent networks are also being bullt up.

The agent operations of the Office of Speclal Operations abroad have been
criticlzed as being too frequently directed sgainst failrly obvious, short-term
obJectives, and as having overlooked or failed to explolt strateglc targets.
The Office is also sometimes criticized inthe departmental agencles and in the
Office of Reports and Estimates for producing quahtity rather than quality. It
can in part answer such criticism by showing that it has not received adequate

directivea from the policy-makers, This serious fallure should be remedled.
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The encoursgement of defection of strategically placed personnel in
Soviet and satelllte government services should be another major obJective of
the fleld operations of the Office of Speclal Operations and to some extent of
the Office of Policy Coordination. A few successes have been achleved in such
activities, but thus far most Soviet defections have been largely fortultous.
In our opinlon, nelther the Central Intelligence Agency nor the Army has fully
exploited the intelligence poesibilities of numerous individuals who have
flltered into the American zones of Germany and Austria.. Often interrogations

have been so delayed or so conducted as to be virtually fruitless.

There 1s also a domestic phase of thls problem both in the case of defec-
tors in the United States and inthe handling of those who may be brought here.
The entire question, both at home and abroad, clearly involves the coordination
of Intelligence actlvities and 1s an important one with which the Central In-
telligence Agency should deal. Here 1t should assume 1its responsibilities to
work out amore effectlve procedure to coordinate the activities of the various

agencies involved. (See Chapter IV).

SECURITY OF SECRET INTELLIGENCE ACTIVITIES
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Before turning from the questlion of operational security, 1t may be ob-

gerved that the. headguarters security of the Office of Speclal Operations is

not impeccable. (See above, page 5&). It occupies a separate bhullding readily

ldentifiable as belonging to the Central Intelligence Agency. Secret opera-

tions of this nature should preferably be located in a bullding having so many

gervices and vigltora that the 1dentification of a secret staff and thelr

visltors would be remdered difficult, Further, the staff could more easily

cover the explama,tion' of 1its work by glving a well-known and relatively in-

nocuous ad.dresg .
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The Central Intelligence Agency should +then endeavor +to Teverse the

present; unfortunate trend where 1t finds 1tself advertised almost exclusively

as a secrot gervice organlization and become to the public the centralizer and
coordinator of intelligence, not the secret gatherer, If the changes we are
recommending are effected, they would furnish a good point of departure for

the Central Intelligence Agency to do thia,

COUNTEE~ESPIONAGE

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

of the Office of Special Operations. This arrangement represents a departure

124 [TOP SECRET |

Approved For Release 2006/11/30 : CIA-RDP86B00269R000500040001-1

R

Hie: |

= TR



Approved For Release 2006/11/30 : CIA-RDP86BOO269R000500040001il
TOP SECRET

from the wartime structure of the Office of Strateglc Servlcesd in which these
activities were conducted in separate branches. It is also different from
most forelgn services, which have gseparate esplonage énd counter-esplonage
branches, integrated only through their chiefs. Possibly because of this
organizational uniflcatiog counter-esplonage has not yet been adequately ex-
ploited as a source of positlve intelligence information, as a chamel for
deception, as a means of protectlng esplonage operations and as a basgls for
penetrating fifth column operations abroad, which may be tied im with fifth

column operations here.

The techniques of esplonage seem somewhat slmpler than those of counter-
esplonage, and the former generally 1s agsumed topromise more declsive results.
Fectors suchas these have influenced the concentrationof the Offlce of Speclal
Operatlons on esplonage problems. It seems apparent that the present counter-
esplonage staff of the Office of Speclal Operations should be materlally

strengthened and more intenslve counter-esplonage work promoted.

Owing to the subordination of counter-esplonage to esplonage, the ex-
ploitation by the Offlice of Speclal Cperations of counter-intelligence oppor-
tunitles and its general approach to the problems of counter-intelllgence have
not been markedly successful. Its lialson arrangements withtherderal Bureau
of Investigation, which 1s charged with all counter-esplonage responsibilities
in the Unlted States, except those affectlng pergonnel of the Armed Services,
have been limited for the most part to exchange of information on suspect

individuals.

Tull colleboration on counter-espionage plens and operatlons has not yet

been achigved, and neither organization i1s fully acqualnted with the over-all
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progran. of {;he other, Since the da.nger of foreign espionagé and the mensce of
fifth column activities does not stop or start at our nationsl boundaries, 1t
1s desirable that the two agencies most concerned with counter-esplonage should
maintain closer relations with each other., We have already pointed out in
Chapter IV the extent of the responsibility of the Central Intelligence Agency
to insure coordination of certaln counter-intelligence activities of the
Government, We can only observe .here that a major aspect of such coordinstion
is a close working vrelationship between the Office Aof Speclal Operations and

the Fedsral Bureau of Inveastigstion.

COMMUNICATIONS INTELLIGENCE

[TOP SEERET|
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THE NEED FOR POLICY DIRECTION OF SECRET INTELLIGENCE
To be genuinely effective, secret intelligence operations must be directed
toward the intelligence objectives of greatest lmportance to the Government.
Today, as we mentioned above, the Offlce of Specilal Operations lacks the

direction which 1t needs to insure the meximum relevancy of its operatlons to
the problems of foreign and mllltary pollcy. It 1s, indeed, a fundamental
failing of the Amerlcan intelligence services that, in general, they are not
adviged of the current needs of pollcy-makers. Unfortunately, continuing ef-

fort is rarely made by intelligence consumers to guide intelligence activities

toward the most meaningful targets.

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

Office of Special Operations; generally speaklng, these areof a "gpot", short-
term nature. They are often transmitted wilth the implied expectation that the
degired sanswers cen be g@ecured almost immedlately. Adequate guldance from
the State Department is lacking, except in the cases of a few officers of the
Officeofiaﬁecial Operations who maintein personal contact with policy officers
in the State Department. No regular evaluatory or other comments are received
on the intelligence reports put out by the Offide except from the Offlce of
Reports and Estimates which 1s not necessarlly the best source for such judg-
ments. It is +thus deprived of the guldance in specific cases which Service

agenclies and the State Department could supply.

We belleve that these deficlenclies would be remedled, at least In part,
by the attachment to the Offlce of Special Operations, as suggested earlier in
this chapter, of representatives from the Department of State and the Services
and by the creatlon of a more direct relationship to the Secretaries of State

and Defense.
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GENFRAL APPRAISAL

In a.ppré.ising the general results of the operatlons of the Office of
Speclal Operations, it 1s too early to arriveat definite conclusions. Certain
operatlions now being conducted, hitherto lacking in results y Ay prove +to be
of the first importance at some time 1n the future. It can be said, however,
that the Office has been successful in gecuring certaln categorles of wvaluabls
Intelligsnce. It has also established or maintained relations with the in-
telllgence services of geveral friendly countries, not only for the exchange

of information but, in some cages » for the conduct of operations.

Many priority targets of secret intelligence remaln untouched. TFew glg-
nificant operations have been conducted within the Soviet Union, and operational
planning for others remsins at a falrly early stage. We recognize +the vast

difficultles of this type of undertaking and the need for extrems caution,

Threughout the departmental Intelligence services » 88 we have remarked
earller, there exists ageneral feeling that the results of secret intelligence
operations have not yet attained the level which the current concentration of
perscrmel and funds should warrant. Thig » we belleve, 1s In part due to the
lack of sufficlently intimete 1liaison between the Office of Special Operations,

the Services and the State Department.

In thus assessing achievements s 1t camnot be forgotten that the agency is
8till very young. Thie is the reason for some of the defects which have been
polnted out in the foregoing discumeion. The organlzation doces have the serv-
ices of soms highly talented and experienced persons, both in headquarters and

in the fleld. Their presence glves promise of systematic Improvement for their

work ag a whole.
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CONCLUSIONS AND RECOMMENDATICNS

(1) The covert operations of the Offlce of Special Operations and Offilce
of Policy Coordination and the activities of the Contact Branch of the Office
of Operations should be mtegr'ated, and the three opera.tions‘ should be brought
together under single over-all direction (Operaticns Division) within the
Central Intelligence Agency.*

(2) Covert intelligence activities conducted by the Central Intelligence
Agency and other agencles in occupied areas should be reviewed in order to ef-
fect close coordination.

(3) Measures should be initlated within the Central Intelligence Agency
looking toward bvetter coordination of the handling of defectors, which concerns
American intelllgence aéencies a.broadasweil as in the continentalUnited States.

(4) The Office of Special Operations (or 'Ehe new Operations Division)
must give primary attention to the bullding uwp of a corps of trained personnel
for operations abroad. '

(5) The cover policies of the Office of Special Operations in the field
ghould be generally reviewed and tightened. Continuous and careful considera-
tion should be given to increasing the use of non-official cover at the sams
time that demands for diplomatic or military cover are reduced to a minimum,

(6) The counter-esplonage activities of the Office of Special Operations
should be increased in scope and emphasis, and closer lialson in this fileld
should be established with the Federal Bureau of Investilation.

(7) TRelations with departmental agencles should be brought closer, and

the guidance which the Office of Speclel Operations receives from intelligence

* Tor our recommendations regarding the Foreign Broadcast Information Branch
of the Office of Operations, see Chapter VII.
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consumers should be strengthened. This might be achileved by including repre-
sentatives of the Service agencies and the State Department In the Information
Control Section of the Office of Special Operatione,

(8) The Director should assure himself that the Office of Special Opera-

tions 1s recelving adequate information on the current and atrategic intellil-

gence needs of the Government. This might be achleved by establishing closer

relations with the Secretaries of State and Defense.
(9) The Office of Special Operations should exercise a greater meesure
of control over the dissemination of 1ta own material.,

(10) The Nuclear Energy Group should be moved from the Office of Special
Operatlons to the proposed Research and Reports Divisicn where it shouwld be a
part of the general scientific work.

(11) vThe Office of Special Operations should have access tocommunications
intelligence to the full extent required for guldance in dirécfing its opera-~

tions and for more effective conduct of counter-espionage.
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CHAPTER IX
SERVICES OF COMMON CONCERN:

THE CONDUCT OF SECRET OPERATIONS

RELATIONS BETWEEN SECRET INTELLIGENCE AND SECRET OFERATIONS
The eollection of secret 1ntélligence 1g closely related to the conduct
of secret operations in support of natlonal ﬁolicy. These operations, includ-
ing covert peychologlcal warfare, clandestine political activity, sabotage and
guerrilla adtivity, have always been the companions of aecret intelllgence.
The two activitles supporﬁ‘ve;ch-other and can be disasgoclated only to the
detriment of both. ‘Effective gecret intelligence 1s a prersqulsite to sound
gecret operations and, where security considerations permit, chamnnels for
secret intelligence may alsoc serve ‘secret operations. On the other hand, al-
though the acquisition of intelligence is not theiimmediate obJective of secret

operations, the latter may prove to be amost productive source. of Intelligence.

It was because of our views on the intimate relationshlp between these
two activities that we submitted our Interim Report No. 2, dated May 13, 1948,
“"Relations Between Secret Operations and Secret Intelligence," which was a
comment on proposeals, then before the National Security Councll, for the ini-
tlation of a program of secret operations. In that report we made the follow-

ing observations:

"In carrylng -out these speclal operations, the Director [Ef Secret
Operation§7 and Lis staff should have intimate knowledge of what is belng
done in the field of secret intelligence and access to all the facllltles
which may be built up through a properly constituted secret Intelligence
network. Secret operations, particularly through support of resistance
groups, provide one of the most lmportant sources of secret intelligence,
and the information gained from secret intelligence must immediately be
put to use in gulding and directing secret operations. In many cases it

is necessary to determine whether a particular agent or chain should
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primarily be used for secret intelligence or for secret operatlons, be-
cavge the attempt to press both usesg may endanger the security of each.

"The Allied experience in the carrying out of secret operations and
secret intelligence durlng the last war has pointed up the close relation-
ship of the two actlvitles. The Briltish, for example, who had geparate
gystems during the war, have now come around to the view that secret in-
telligence and secret operations should be carried out under a single
operational head and have reorganized their services accordingly.”

THE OFFICE OF POLICY COORDINATION

The National Securlty Council in creating within the Central Intelligence
Agercy, in accordance with Sectlon 102 (4) (5) of the Natlonal Security Act,
the Office of Special Projects (now known as the Office of Policy Coordination)
reccgnized these views to the extent <that both secret intelligence and secret
operations were Included within +the same organizétion, However, thies action
d1d not go as far ag we hgd recommended, with the result that the Office of
Policy Coordination (secret operations) and the Office of Special Operations
(secret intelligence) are not bound together by any special relationship and

operate as entirely separate Offices.

Altaough it 1s too esrly to appralse the accomplishments of the Office of
Policy Coordination which has been in existence only a few monthe, experience
has, in our opinion, already shown that the organizational relationship be-
tween 1t and the Offlce of Speclal Operations should be closer. Although the
problems with which the two Offices are concerned are so intimately related,
thers 1s no arrangement for coordinating their operations under common direc-

tion except insofar as they are both under the Director of Central Intelligence.
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Even this relationship is.weakened by the fact that NSC 10/2 which created the
Office of Policy Coordination provides that "for purposes of security and of
flexibility of operations and tothe maximum degree consistent with efficlency,
the Office of Special Projects shall operate independently of other componenta

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

The Office of Policy Coordination, whichis the only Office in the Central
Intelligence Agency created by direct order of the National Security Council,
is also glven a special position in that its charter provides that the Direc-
tor of Central Intelligence shall be responsiblé for "insuring, through desig-
nated representatives of the Secretary of State and of the Secretary of Defense,
that covert operations are plamned and conducted in a manner consistent with
United States foreign and military pollcles and»with éyert activities" and
that disagreements between the Director and these representatives shall bYe re-
ferred to the National Security Council for declslon. Furthermore, the Chief
of the Office of Policy Coordination can be appointed only upon nomination by

the Secretary of State and approval by the National Securlty Council.

In practice, the Office of Policy Coordinatlion enjoys a position which
gives it direct tles to the Department of State and the National Military
Establishment and support from them not enjoyed by the Office of Special Opera-
tions. Consequently, the two activities which should be closely integrated
are in fact operating with different outside guldance and supporﬁ, with dis-
gimilar charters, and they occupy a dlfferent status within the Central Intel-

ligence Agency.

In our opinion, this situation is unsound. The cloge relatlonship between

these two activities, as pointed out above, needs to be recognized along with
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the fact that secret intelligence requires the same degree of control and aup-
port from the State Department and the Military Establishment as secret opera-
tions. As recommended in Chapters VII and VIII, we propose therefore that
these two actlvities be closely integrated (along with parts of the Office of
Operations) in a single Operations Division which would enJoy considerable ;u-
tonomy, in accordance with our over-asll recommendations for changes in the

organization of the Central Intelligence Agency.

Ag we have stated above, the operations of the Office of Policy Coordina-
tlon have been so recently initiated that it 1s premature to comment upon them
in any detall. We belleve, however, that the Assistant Director in charge of
the Offlce of Policy Coordination 1s proceeding wigely 1n building slowly in

thie most difficult fileld.

CONCLUSIONS AND RECOMMENDATIONS

(1) The close relationshlp between covert intelligence and covert opera-
tlone and the fact +that the latter 1s related to intelligence affecting the
national security Jjustifies the placing of the Office of Policy Coordination

within ths Central Intelligence Agency.

(2) The Office of Policy Coordination should be integrated with the other
covert Office of the Central Intelligence Agency, namely,the Office of Special
Operations, and with the Contact Branch of the Office of Operations, and theae
thres operations should be under single over-all direction (Operations Divi-

sion) within the Central Intelligence Agency.*

¥ For our recommendations regarding the Foreign Broadcast Information Branch
of the Office of Operations, see Chapter VII.
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CHAPTER X
THE DIRECTION OF THE CENTRAL INTELLIGENCE AGENCY

GENERAL APPRAISAL

We have reservéd. for this final chaptér on the Central Intelligence Agency
the discussion of the post of Director. An appraisal' of the qualifications
and achlevements pf the directing. personnel 1s only possible in light of an
examination of the entlre organizatlon. Within the scope'of his mendate under
the National Security Act, 1t is the Director who must gulde the organization
to the attainment of 1te obJjectives, establish its operating policies and win

the confidence of other branches of the Govermment.

This 1s not an easy task. The Central Iﬁtelligence Agency has a dlversl-
fied and difficult uission to perform. Its success depends, to a large extent,
on the support it receives from other agencles which may be ignorant of 1ts
problems and suspiclous of 1ts prerogatives. It has pecullar administrative,
personnel and security problems and has to handle complicated operating situa-
tions. Moreover, the pressure to build rapidly has been strong and there has

been 1little time in which to demonstrate substantial accomplishments.

We believe that these difficulties cannot alone explaln the pri_ncipal de-
ficlencies which we have discussed In previous chapters. The directing staff

of the Central Intelligence Agency has not demonstrated an adequate under-

| standing of the mandate of the organization or the abllity to discharge that

mandate effectively.

The duties of the Central Intelligence Agency In regard to the coordina-

tion of Intelligence activities rhave not been fulfilled. The responsibillity
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for the correlation of mational Intelligence has not been carried out in such
a manner as to provide the policy-makers wilth coordinated national intelligence
estimates. Some activities are being carried out by the Central Intelligence
Agency which largely duplicate the work of other departments and agencies, and
there has been no adequate attempt to coordinate or centralize others. Gen-
erally speaking, satlsfactory working relations have not been established with
other departments and agencies. Within the Central Intelligence Agency in-
adeqliate guldance as to the iIntelligence requiremente of the Govermment is
recelved from the Director. These deficlencles exilst in splte of a broad stat-
utory mendate, reasonable appropriations and support from the Natiomal Security

Council.

Administrative policles within the Agency contribute to this asituation.
The Intermal organization does not reflect an appreclsation of the Agency's sev-
eral dlstinctive yet Inter-related missions wunder the National Security Act.
In fact, the scheme of organizatlon tends to blur and impede the performance
of the organlzation's essentlal intelligence functione under the Act. The
Directorate has glven positions of pre-eminence to officlals who are primarily
adminlstrators yet exert policy control over the intelligence Offices wilthout
being qualified to do so. There 18 little close consultatlion on intelligence
and policy matters hetween the varlous stratified levels. Although the heads
of the geveral Offices are allowed considerable latitude In conducting thelr
respectlive operations, they do not share substantially in the determinatlon of

over-all policy.

THE QUESTION OF CIVILIAN DIRECTICN
We have also consldered +the guestion whether the Director ought to be a
civilian. While we recognize that the statute provides that he may be elther
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civilian or military we have reached the oconclusion that he should be a civil-

jan. We do mot mean to exclude the péssibility ‘that a Service man may be se-

'lec‘bed. for ﬁhe post, but if this is done he should. resign from active military

duty and thereafter work as a clvilian. In such a case sppropriate provision

shbuld be made so that he does not lose his retirement beneflits.

We have reached the conélusion that the Director sh'oﬁld be civilian be-
cause we are convinced that continuity of tenure 1s esgential and complete In-
dependence of service ties desira.'bLe for carrying out the duties of the Direc-
tor. The post cammot properly be filled as a mere tour of duty between mili-
tary assignments. Unless there is such continulty of service and complete in-
dependence of action, the Director will not be able to build up the esprit de
corps, the technical effniciency, the loyalty of home staff and fleld workers,
vhich are essential to the success of the enterprise. We agree with the intent
of the provision of the Nationa.i Security Act that the birect‘or "gshall be sub-

Ject to no supervislom, comtrol, restrlction, or prohibition (military or oth-

e_rwise)." by the Service departments, but do not feel that this provision can

alone offset the disadvantages to which we have polnted.

It 1s mevitable that there should be rotation in the Service intelligence
agencies, though in recent years that r_otaQtion has hesn far too rapid in the
top ranks. However, in the Central Tntelligence Agency there should be sta-

bility and continuity of leadership.

Finélly, wo recommend & civilian Dirsctor because we believé that in work-
ing out & well bdlanced top echelon committee (the reconstituted Intelligence
Advisory Committee) for appraising and c_oordiné.ting Government, intelligence,

the strong, and properly strong, representation of the military intelligence
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Bervices on such a body should be balanced with an equally strong civilian

representation.

We have comsidered the argumsmt that the Director of Central Intelligencs,
besause of fhe high security requiréments of the post P éhmzld. be a man perma-
nently devoted to Govermment service, amenable to_ the disciplines of the Serv-
ices and free of political ambitioms or entanglements. Wo belleve that the

qualifications of the Director of Centrel Intelligence, whether his past ex-
perlence has been in civilian 1ife or In military or other Government service,
should be on so high alevel ti:.at théra would be no more doubt as to the loyalty
_ and. responsibility ‘of' the Director than of the Secretary of State or the Sec-
retary of Defemse. In appointing the Director of Central Intelligence wlth the
responsibllities he must carry today, wo must select s man to whom we would

willingly entrust any position of responsibllity whatsoever in our Govermment.

GONGi'..US IONS AND RECOMMENDATIONS

- (1) The direoting staff of the (emtral Intelligence Agency has not dem-

onstrated ‘an adequate understanding of the mandate of the organization or the
ability to ‘discharge that mandate efféc:tively.

(2) Administrative organization and policies tend to impede the carrying
out of the essentilal intelligence functions of the Central Intelligence Agency
undor the Act.

(3) Continuity of service i1s essential for the successful carrying out
of the dutles of Director of Central Intelligence.

(4} As the best hope for continuity of service and the greatest assur-
ance of independsnce of éction a .civilia.n should be Director of Central In-
telligernce. If a Service man is selected for the post he should resign from

active military duty.
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CHAPTER XI
THE SERVICE INTELLIGENCE AGENCIES

The Survey Group has been primarily concerned with examining the struc-
ture, administration, activities and inter-agency relatlionships of the Central
«Intelligence Agency. In the examination of the Service intelligence agencles,
emphasis has been placed on thelr contribution to national intelligence and
thelr relation to the Central Intelligence Agency. On the basis of this study,
the Survey Group does not consider ltself qualified to submit recommendations
regarding either the details of the internal administration of the Services or

of their methods of collecting information and producing Iintelligence.

MISSION AND RESPONSIBILIT IES

The National Security Act, in providing for the systematlic coordination
of intelligence, also safeguarded the role of the Services in intelligence by
providing in Section 102 (d) (3) that "the departments and other agencles of
the Govermment shall continue to collect, evaluate, correlate, and disseminate
departmental intelligence."  Subsequently, the National Security Council in
Intelligence Directlive No. 3 (See Annex No. 9) defined departmental intelli-
gence as 'that intelligence needed by a Department or independent Agency of
the Federal Government, and the subordinate units thereof, to execute 1ts mis-

sion and to dlscharge its lawful responsibilities."

The mission of the military services involves the enormous responsibility
of maintaining the security of the Unlted States. It is incumbent upon ‘them
to produce or obtaln from other agencies the intelligence necessary to assist
them In fulfilling this mlssion. In the past this need for intelligence has

been met to a large extent by the Services acting independently and without
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the benefit of syetematic coordination. Although it 1s now generally recog-
nized that sush coordination is urgently needed, there is still a tendency on
the part of the Services to strive to create their own self-contalned systems

of intelllgence.

Tris tendency stems in part from the military doctrine that "intelligence

is a function of command," =& doctrine which has been interpreted to regquire
the control of the collection and production of all necessary intelligence by
the staff of the commander requiring it. The doctrine so construed can only
result In an obviously unsatisfactory and impractical attempt at self-sufficlency.
As a matter of fact, at all staff levels intelligence must be supplemsnted by

contributions of both raw Information and finished Intelligence from other de-

partments and agencles.

The general definition of departmental intelligence must therefore be

quglified by practical limltations and subject to the overriding necessity for
coordination of the intelllgence activities of all Government agencies, pur-
suant to the Natlonal Secourity Act, The need for limiting the tendency towsard
gelf-sufficlency, whille acknowledging the broad interests of the departments,
is formally recognized in National Securlty Council Intelligence Dlrectives
Nos. 2 and 3. These directives assign to the Departments of the Army, Navy
and Ailr Force, respectively, domlnant interest 1n the collection and produc-
tion of military, naval end alr intelligence. The directives also recegnize

that the concern of the Services in intelllgence 1s brosasder than thelr specific
areas of dominant Intereet. Directive No. 2, concerning intelligence collec-

tion, provides:
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"No interpretation of these established over-all policies and objec-
tives shall negate the baslc principle that all Departmental repre-
sentatives abroad are individually responsible for the collection

and for the appropriate transmisslon to thelr Departments of all

intelligence information pertinent to thelr Departmental miseions."
Similar safeguards are included in Directive No. 3 concerning intelligence
production which provides that:

"Each intelligence agency has the ultimate résponsibility for the

preparation of such staff intelligence as 1ts own Department shall

require. It is recognized that the staff intelligence of each of

the Departments must be broader in scope than any allocatlion of

collection responsibility or recognition of dominant interest might

indicate. In fact, the full foreign intelligence picture 1s of
interest in varying degrees at different +times to each of the

Departments."

In practice,the Service departmenxs,.while concentrating on thelr respec-
tive areas of dominant interest, collect and produce substantlial quantities of
information in fields with which they are not primarily concerned. As a result,
there 1s considerable duplication in the materiel collected and produced by

them and by other agencies.

COORDINATION OF SERVICE INTELLIGENCE ACTIVITIES

Intelligence collection by the SBervices is an important part of our intel-
ligence system, There are,for example, the intelligence components of overseas
commsnds in Europe and the Far East, and attaches stationed with United States

diplomatic posts throughout the world who are in a posiltion through observa-

25811

tions end official liaison to collect valuable information.

I All of these channels are used to meet the collection
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requirenents of the BServices as broadly interpreted by them, as well as some

of the collectlon requirements of other departments _and agencles which make

uge of Service collectlon facilities.

Some duplication and overlaep 1s inherent in the existence of several in-
dependent Service collection agencles operating in all parts of the world. As
pointed out in Chapter IV » there has been no continuing coordination of their
efforts. The only formal limitations which have ‘been imposed by directives
generally prohibit certain methods of intelligence collection, such as eaplo-
nage and the monitoring of foreign broadcasts ,' which have been asaligned to the
Central Intelligence Agency as services of common concern. More effective co-
ordination of collectlon gls a recognized necessity and should be performed in
accordance. with the reccnmaanda.tions outlined in Chapter IV, In addition, co-
ordination can be improved within the SBervices either upon their own imitiative

or upon that of the Secretary of Defense.

The production of Intelligence by the Service agencies generally falls
into the three categories of current, baslc and staff intelligence (including

estimates).

Current intelllgence 1s prepared by each of the Services in the form of
daily, weekly or monthly summaries, briefings and digests derived from varied
sources, Much of thie product, particulerly that dealing with ge:ieral military
and politlical developments, -is duplicative and of such common interest that
some consblidation of effort 1s desirable and should be possible. We recommend
that this situation be reviewed in order to determine what effort may be prop-
erly dispensed with, what consolidation 1s possible, and what common services

the Central Intelligence Agency might render in this regard. (See Chapter VI).
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In addition to basic studles in their respective flelds of dominant in-

terest, including such tasks as determining the armament potential and o?der
of battle of various countries, each Service accomplishes a large amount of
research, compllation of data and reporting in the flelds of economic, scien-
tific and political intelligence with which they all have some concexrn. In
our examination of the Centﬁl Intelligence Agency and the intelligence agencies

of the Departments of State, Army, Navy and Alr Force, we have found that there

is overlapping of interest and duplication of effort in intelligence research

and production insuch fields as petroleum resources, communicatlons, industrial
production, guided miesiles end blologlical warfare. Established procedures

for coordination in these and related subjects esre lacking.

It is in order to Iimprove this situation that we have recommended in

Chapter VI the crea.t'ion, within the Central Intelligence Agency, of a Research
and Reports Division which would perform research and production of intelli-
gence in flelds of common concern on behalf of all of the interested agencles,
and would coordinste thelr efforts in these flelds when cemtralizatlon was un-
desirable. This office, which should operate in close relationship with the
Services and be staffed in part with Service persomnel, should perform much of
the work now beilng done in the fields of economlc, sclentific and technological
intelligence. There will, of course, be speciallzed matters for which the in-
dividual Services must continue to be ultimately responsible, but there is a

vast area of common interest from which they can all draw.

Estimates, prepared +to meet the requirements of +the departments and the
Joint Chiefs of Staff, are the most important type of staff intelligence pro-

duced by the Services. The present position with respect to their production
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1s not satlefactory. Each Service produces 1ts estimates in accordance with
a:ssu;nptf’.ons » otandards and methods of ite own selectlon,and gives to them the
gcope 1t desires, mnot necessarily limiting them to 1ts own field of interest.
Departmental plans and policles may be based on such Independently produced
estlimates, rega.rdlesé of +the dlvergent and even contradlctory estimates of

other departments.

As pointed out in Chapter V, the Central Intelligence Agency has not &s
yot adequately exercised 1ts function to coordinate these and other estimates,
for example those of the State Department, for the purpose of preparing na-
tlonal estimates. The Jolnt Intelligence Committee performs this task to some
extent in the military sphere, but.arrangements are lacking for regularly 1in-
suring that assumptions are compareble, enalytical methods valid, and the final
estlmates as sound as possible. In our opinion, an Important étep toward 1m-
proving this situation would be taken if the recommendations submitted in

Chapter V regarding the productlon of national estimetes were adopted.

These steps, together with the crestion of the Research and Reports Divi-
slon in areas of common interest, would have the effect of bolstering the Joint
- Intelligence Committee iIn 1ts speclal role and promoting the coordination of
Service estimates in both broad end limited flelds. It is Important that the
strictly military eétimates of the Joint Intelllgence Committee and the national
egtimates produced by the Central Intelligence Agency &and the Intelllgence

Advisory Committee, partly on basis of the seame material, should be in harmony.

In the general fileld of counter-intelligence, the Services have usually
placed primery emphasis on protective security activities which do not neces-

sarily have intelllgence as thelr primary aim anfl have often been performed by
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non-intelligence personnel.* The more speciallzed counter-esplonage function,
which has as 1ts precise obJective the identification and thwarting of the
personnel, methods and alms of unfriendly forelgn Iintelligence services,is a
true secret intelligence activity. Exclusive responsibility for its conduct

sbroad hes been properly assligned to the Central Intelligence Agency, except
for the counter-intelligence activitles of the Services necessary for thelr
own security. (See Chapter VIII). In the areas of United States militery oc-~
cupation, this exception has been broadly interpreted and, in particular, the
Counter Intelligence Corps, bothin Genndny end Japan, has devoted considerable
effort to counter-esplonage, including the use of intelllgence networks extend-

ing beyond the actual areas of occupation.

There has not been adequate vrecognition of the need for coordination of
these activities with the broader responsibilities of the Central Intelligence

Agency. The dissipation of trained persomnel, failure to centralize Informa-
tion concerning counter-intelligence targets, the risks inherent in the unco-

ordinated conduct of agent operations,all tend to weaken our prospects of suc-

cess in counter-esplonage.

This need for coordination of the counter-lntelligence effort also exists
in the United States where the responsibilities of the Services are limited in

relation to those of the Federal Bureau of Investigation, **

* The Air Force has recognized this emphesis by transferring practically all
counter-intelligence functions from the Director of Alr Intelligence to the
Inspector General.

*%Coordination in this field is carried outin accordance with the Presidential
memorandum of June 26, 1939, which gtipulated that the War Department, Navy
Department and Federal Bureau of Investigation would be the only agenclies of
the Government to conduct investligations into matters involving esplonage,
counter-esplonage, or sabotage. The principal function of the Interdepart-
mental Intelligence Conference set up as a reault of this memorandum has been
to delimit the respective investigatlve responeibilities of the three agen-
cles in the Unlted States.
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We have seen that within the Military Establishment there is no general
machinery for intelligence coordination. The Secretary of Defense at present
has no staff for this purpose or to do more than exercise very general guper-
vision and control. He is able to initiste particular projects for coordina-
tion and has, in fact, done so with respect to the production of communicstions

| intelligence and the attache systems, He can also resolve particular contro-
versies which cannot be gettled at a lower level in the Military Establishment.
Other examples within the Military Establishment of coordination in limited
fields are the Joint Intelligence Committee's responsibility for estimates rs-
quired by the Joint Chiefs of Staff, arrangementes for the production of comma-
nications intelligence, and thse existen&e of the Alr Intelligence Division for

the production of air intelligence by the Air Force and Navy.

Although coordination has been attempted or accomplished by the Services,
either on their own initiative or at the instigétion of the Secretary of De-
fense, in limited areas such as those mentioned above, effective coordination
of the Service intelligence agencies requires the over-all coordination‘of the
activitlies of all intelligence agencies in the Government. This is a duty as-
sigred to the Centrel Intelligence Agencyin consultation with the Intelligence
Advisory Committee, In Chapter IV we have recommended that the Intelligence

Advisory Committee, on which the Services are represented, should participate

more actlvely with the Director of Centrsl Intelligence in the continuing co-
ordination of intelligence activities. To a very conslderable extent, responsi-
bility for the successful operation of this machinery rests with the Services.
THE STATUS OF INTELLIGENCE IN THE SERVICES

Recognition of the importent role of intelligence in the determination of

national policy eand of the major responegibility which the Services have in
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intelligence requires that +the Service agencles enjoy 1n their departments a
position comparable to the size of the task assigned to them. In order to be
able to carry out their responsibilities to their departments and to make an
effective contribution toward a coordinated national intelligence system, the
Service agencies must work closely with the planning and operatlonal staffs and

be fully informed regarding departmental plans and policles.

To meet adequately thelr vital responsibilities' and to maintain thelr
proper position in the departmental structure, the Service Intelligence agen-
cles must be staffed with qualified persomnel. Thls was too lltile recognized

prior to the last war, and upon the outbreak of hogtilities we found that we

~were serlously deficient in numbers and quality of intelligence officers. We

did attempt to take stepsto correct this situation in the various intelligence
schools and by acquiring perscmmel from civilian life to be tralned as intel-
ligence officers. Recently, the importence of intelligence training has been
more fully realized, and the Services have taken steps to provide adequate
schools. In comsequence, the qualltyof both the intelligence officers and the

attaches has improved 1n recent years.

The theory of rotation inthe Services has been a handlcap to sound intel-
ligence work in that 1t militates against experlence and continuity. An
assignment to intelligence will probably last not more than four yeﬁrs, and
usually a shorter time. Thig not only means that the individual officer has
difficulty in becoming proficient in intelligence, but that the Service intel-
ligence agency ig in danger of suffering from a lack of continuity of leader-
ghip trained in intelligence. For example, the Army Intelligence Division has
had seven chiefs In seven years, and the recently formed Directorate of

Intelligence, Alr Force, has already had two directors.
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It 1s not our purpose to suggest once more the often discussed posslbility
of an intelligence corps, but we do believe that , 1f the corps theory is un-
acceptable, some altermative method ghould be developed vhereby offlcers, al-
though taking an occasional tour of duty in commend, operstions or other staff
positions, will feel that intelligence is theilr permsment interest and concen-

trate 1n 1t over the maJjor portion of their careers.

In the past, capable officers have not been attracted to intelligence work
due to thelr bellef that intelligence was a backwater, mlight delay promotion,
and 1n any event would not further their careers. This tendency must be over-
come and officers made +to feel that their opportunitles for advancement will
not be impaired by an assignment to intelligence duty. Intelligence must be
given prestige, and it mugt be made sufficiently attractive so that an officer

will seelk en intellligence assignment as he would one to commend or operations.

In addition to meking a career in intelligence more attractive in the
Services, 1t 1s important to provide for the tralning and availability of re-
serve officers. There are thousands of such officers today who, during the
last war, were in varlous iIntelligence agencles or at overseas commands, and
many proved of Inestimable value. Their talents and their willingness to serve

must not be lost.

In concluglon, we wish +to note that a measure of progress has been made
in that the Service intelligence agencies have manlfested an increased interest
in Intelligence and an attlitude conducive to accomplishing 1ts effective co-
ordination., The Services are conscious of theilr grave responsibility for help-
ing to avert the danger of a natlonal military catastrophe s, Created by modern

methode of warfars. They have come to recognize the need for effective
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coordination to the end that the intellligence upon which the nationsl policy-

makers must act shall be the very best obtainable from every avallable source.
This tendency on their part 1s in marked and encouraging contrast to the sltu-
ation which prevalled not only immediately prior to our entry into World War II,
but even in the early days of that conflict itself. We believe that, given
effective leadership, the full cooperation of the Service sgencles 1n the

achlevement of genulne coordination can be obtained.

CONCLUSIONS AND RECOMMENDATIONS

(1) The Service intelligence agencies have manifested an increased in-
terest in intelligence and en attitude conducive to accomplishing its effective
coordination.

(2) In order to meet adequately their vital responsibilities and main-
taln thelr proper posltion in the departmental structure, the Service intelll-
gence agencies should be staffed with qualified persomnel who concentrate in
intelligence over the ms jor portion of thelr careers.

(3) In accordance with a program of coordination initiated and guided by
the Central Intelligence Agency, the Service intelligence agencies sghould con-
fine themselves princlpally to those fields of intelligence in which they have
the primery interest. | |

(4) A more active program of coordination by the Central Intelligence
Agency would result in a higher degree of centralizatlon and coordination of
intelligence production in flelds where the Services have a common interest.

(5) There should be effective coordination between the work of the Joint
Intelligence Commlittes in the field of military estimates and that of the

Central Intelligence Agency send Intelligence Advisory Committee in the field

of national estimates.
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CHAPTER XII
THE INTELLIGENCE FUNCTIONS OF THE DEPARTMENT OF STATE

The State Department 1s sgalgned dominant interest in the collection and
production of political, cultﬁra..’l, and sociological intelligence by the National
Security Council. Tt necessarlly follows from th:LB allocetion that 1t i's the
agency to which the Central Intelligence Agency and the military services
should turn +o secare the reports and estimates they may require 1n these

fields of intelligence,

Possibly we can best explaln our {deas of the State Department's role by
s concrete but hypothetical 1lllustration. We shall assume, for example, that
the Secretary of the Navy, to prepare himself to meet his responsibilities in
comnection with a visit of naval units to the wostern Mediterranean, desires &

report on political conditions in Spain. To secure 1t, he would turn to his

' Chief of Naval Intelligence. The latter in turn should seek the desired in-

formation 9frcnn the State Department, éither directly or through the Central
Intei.ligence Agency., He should not try to get 1t from his own intelligence
analysts, any more than he would expect the State Department to furnish from
its own resources an estimate of the strength of the Spfnish Navy. The reason
1g obvious. The State Department 1s the main repoaitor:} of political informa-
tion about Spain. It ias also the final arbiter of our attitude with respect
to Spain. For the Navy, our policy in this sltuation is a fact, and a vital

fact, to be taken into account.,

If, to take another hypothetical case, the National Security Councll folt
the need for an over-all estlmate of the -Spanigh situation -- an estimate that

would include mnot only political informstion from the State Department but

!
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military and strategic elements ag well == then, as indicated more fully in
Chapter V, a national estimate should be Prepared in the Central Intelligence
Agency for review and approval by the Intelligence Advisory Committes, Here
would be brought together the intelligence reasources of State, of the military
gervices, of the Central Intelligence Agency, and of any other agency equipped
to make & real contribution on the subJect, The State Department representa-
tive on the Intelligence Advisory Committee would, of course ,‘ share in +the

reeponalbllity for the final estimate,

Because of the intelligence contribution which the State Department ghould
be prepared to make to the National Security Council and to other Governmsnt
agencles, iIncluding the Central Intelligence Agéncy, the Department is called
upon to agsume an importanﬁ role in the fleld of intelligence , even apart from
ita tagk of aupplyiné the information required by its own policy officers, We
have examined the intelligence functions of the State Department , and particu~
" larly the mtelligenée orgdnization of the Department, known as the Research
Intelligence staff, solely to determine how effectively the State _Depa.rtmant
is organized to meet these outside Intelligence requirements, particularly those

of the Central Intelligence Agency,

THE RESEARCH AND INTELLIGENCE STAFF

The Research and Intelligence staff is unique among the departmental in-
telligence agencies for at least two ressona, In the first place s 1t 18 an
intelligence agency within an inte.lligence agency, since the collection and
1n.terpretati§n of all information bearing on our forelgn relations 1s a primsry
ob,jéc'bive of the Department as a whole and of its offi_oers in the field. 1In

the second blace, +the Research and Intelligence staff was not established by
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the Department in response to keenly felt internal needs. It was the result

of the transfer to the Department in 1945, of the Research and Analysis and

the Presentations Branches of the Office of Strategic Servicea.

At the head of the Research and Intelligonce staff 1s a Specilal Assistant

to the Secretary., The staff is divided into three unite: the Office of the
Specilal Assistant, comprising several personal aggigtante and a rather sub-
stantial unit conducting remearch in special source materilasl; an Office of
Libraries end Intelligence Acquisition, and an Office of Intelligence Research

which 1s the intelligence producing branch of the organization.

The research analysts in the Office of Intelligence Research are for the
most part persons of academic background, and many of them are of high quality.
In génera.‘l, however, the recrultment of first-rate intelligence analysts and -
other speclalists has becoms increasingly difficult as the future of the Re-

pearch and Intelligence staff became more and more uncertaln.

The functions of the Research and Intelligence staff, as officlally de-
fined, are to develop and implement a "comprehensive and coordinated intelli-
gence program for the United States;" and to develop and implement a similar
coordinsted program for '"positive foreign intelligence” for the Department,
including procurement of information and the production of intelligence studies
and spot intelligence. In addition, Research and Intelligence is authorized ‘
to initiate instructions to Department offlcers abroad and to determine what
information flowing into the Department is required for +the productlion of

"4imely intelligence."

This definition of functions and responsibilities does not indicate the
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particular kind of "program for positive foreign intelligence" which Ressarch

and Intelligence will develop., In partlicular, it does not clearly distinguish
between factual studies and intelligence estimstes, and 1t does not give the
staff any special authority or responsibility in producing intelligence, such
as the intelligence agencies of the military services enjoy in their redgpec~
tive departments, The charter is broad and vague, and invites a variety of

interpretations,

The Intelligence rerorts which Research and Intelligence prepares and
circulates within the Department are of several different kinde, They include

intelligence memoranda, which comprise a brief analysis of information on
current subjects; Ilnformation notes,which are factual reports involving 1little
Interpretation or estimating; Office of Intelligence Research studies, which

ars sxhaustive summaries of available information on subjects of particulsr

significarce; periodical reports, which are confined to factual reporting on
subJects of continuing interest; and situation reports, which comprise reviews

of the political, economic and soclel asituations in foreign countries,

With the exception of situation and periodical reporta, +the studies of

the Office of Intelligence Research are prepared, at least in theory, at the
requeat of policy or other officers of the departumsnt, Actually, meny of them
are written on the initiative of the Office itself, A majority are in princi-
ple requested by other offices in the Department, but generally result from
proposale which the Office of Intelligence Research has made and which have
elicited an indication of :lnterest which can serve as a "request." The s.Ltu--
atlor. reports have ordinarily not been prepared in regponse to requests, but
are now integrated with the National Intelligence Survey program (see Chapter

VI) in which Research and Intelligence ls extensively participating.
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The quallty of these d1fferent reporta varies greatly. The mein criti-

olsms of them are that they tend to be academlic, are unrelated to Ilmmedlate
policy problems, and are often too lengthy and detailed to influence busy
policy officers, It has been observed that Research and Intelligence produces
"Ph,D. intelligence,” scholastlcally admirable, but of somewhat limited use in

the day-to-day formulation of policy.

The Policy Plarming Staff and the political (geogra'phica.l) desks and eco-
nomic affsira offices of the Department; are the principal reciplents and users
of such reporta, As indlcated earlier, theme offices request a relatively
1imited number of reports on thelr own initiative, and for the most part do not

consider them essential to thelr work,

Tt is open to guestion whether Regesrch and Imtelligence occuples a posi-
tion in the State Department which permits 1t to play an effective and neces-
sary role in the over-all intelligence plcture of the Govermment, As we have
gtated, Research and Intelligence wes, in effect , @arafted ui)on the existing
orgsnization of the Department., There was no large body of opinion within the
Department or the Foreign Service which keenly gupported the contributions
which an intelligence staff could make to policy decisiona. In fact there was
gubstantial feeling that the functilona called "intelligemoce" were at least
parallel to, 1f not incluslve of, many of those already performed by the policy

offices. TFor these reasons many members of the Department were originally

_ reluctant to make use of the physically separate intelligence staff.

This sloofness is confirmed by the failure +to bring the intelligence or-
ganization into important polloy counclls, In view of the special nature of

the Department's work, throughout which intelligence and policy are cloaely
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Jolned, this is understandsble. In any event, the effect 1s to establish the

intelligence staff not as the sole source of intelligence analysis s but merely
as one possible source which could be employed 1if the policy authorities so
desired, The intelligence staff, in the opinion of many policy officers , has
not seemed to offer the Department any uniquely significant contributions which

would Justify ite regular and intensive employment.,

The precise function of Resssrch end. Intelligence in produzing intelligence
reports has never been adequately defined, It has not been made clear whether
Research and Intelligence should limit its activities to preparing exclusively
factual studies at the request of policy officers, or should produce intelli-

gence egtimates,

Whatever the designed scope of 1tas functions, Reaearch and Intelligence
has moved increasingly during the past year in the direction of intelligence
estimating, In this respect it has. sought to assume a responsibllity long
accepted by the other departmental intelligence agencies. But ita movement in
this direction has brought 1t into conflioct wi'bh the policy officers of its
own Department who consider it their own function to be the analysts of currert

Problems as well as the formulators of our pollciea.

Accordingly, .Researc.h and Intelligence enters the field of the policy
officers when i1t presents estimates of ite own, which appear to analyze the
pollcy imi:lioations of a given problem, The conflict over this agpect of the
Research end Intelligence role is most evident in regard to intelligence
memoranda prepared. ‘by the organization on more or leas current developments,
Although such reports ey represent a high d.egree of enalytic sklll, +they arse

likely to be rega.rd.ed by the policy officer as a useless repetition of
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informstion with which he is already famillar, or an unwarranted attempt to

toll him what he should think about & problem under his consideration.

Perhéps the most telling evidence of the Department's attitude toward the
Research and Intelligence reports is the line which appears 1in the printed
heading of each: "The conclusions expressed herein are based upon reseaxrch
and analysis by the Intelligence Organization, and do not necessarily represent

the views of other offices of the Department of State,"

If, in fact, Research and Intelligence does prepare estimates, there 1s
the possibility that on certain matters two or more separate studies or eati-
mates covering the same subJect may exlst simltaneously in the Department.
The Policy Planning Staff or the geographical desks, for example, are accus-
tomed to draft their own estimates quite independently of Research and Intel-
ligence. Yet'Research snd Intelligence, knowing that a particular matter is
one of general concern to policy offlclals, may prepare an estimate of its own.
So long as these remain In the State Department no direct harm may result,
although the duplication of effort and the oxlstence of unreconciled points of-
view on the same subject may be undeslrable. If, however, as may well occur,
the separate estimates are used outslde the Department in satlsfying the needs

of the National Security Council, the Central Intelligence Agency, or the

Services, the possibllity of confusion 1s obvious,

TNTELLIGENCE REIATIONS BETWEEN THE STATE DEPARTMENT AND OUTSIDE AGENCIES

Tn the future -- particularly if action is taken on our recommendations
for the elimination of much of the misceilaneoue political intelllgence work
now done outside of the State Department -- the latter will be called upon

more and more +o make intelligence contributions to the BServices, to the
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Central Intelligence Agency and to national intelligence estimates. Then it
will be doubly important that the responsibility for the State Department 's

contribution be more clearly fixed within the Department.

One possible solution might be to limlt the Research and Intelllgence
staff to factual reporting and to Place on the policy officers of the Depart-
ment the responsibility for passing upon any political intelllgence estimétes
used outside of the Department. Alternatively these estimates might be prepared
by Research and Intelligence and then prassed upon by the appropriate policy
cfficers of the Department before they g0 to the Central Intelligence Agericy
or to other Government departments. A third solution might be to allocate the
personnel of Research and Intelligence among thé policy offices (geographical
desks) of the Department or attach them to the Policy Plamning Staff and then
place on the policy officers or Planning Staff the respengibility for State
Department estimates for the Central Intelligence Agency or for other outeiﬁe

Government agenciles.,

The State Department should, of course, be protected from burdensome and
unreasonable demands for political estimates from other agenciea. If such call
should create a problem, the Intelligencg Advisory Committee, on which the
Department will be represented, should exercise its ceordinating function to

reduce the demande to mansgeable proportions.

Furthermore, the Department has a primary respongibility to exercise itg
intelligence functions for the purpose of formulating ite own policles. It
must adopt the methods and techniques which will best meet this primary respon-
8ibility. How this is done 18 not within our competence. However, in working

out its own internal procsdure, it is important to the over-all intelligence
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sot-up and particularly to the proper functioning of the Central Intelligence

Agency, with which this report is immediately cancerned, that the State Depart-
ment should equip itmelf to meet the legltimate request for political intelli-
gence aubmltted by the Central Intelligence Agency or other Govermment intel-
ligence agenciea and to effect the closer lisilson with the Central Intelligence-

Agency which we have recommended in this report.

To mest these requirements we recommend that the State Department give
conglderation to assigning to some menior officer of the Department the func-
tions of Intelligence Officer.* Such officer should have the prestige, the
authority, and the access to operational and policy matters which would equlp
him to gulde the production and comtrol the dissemination of State Department
intelligence estimates, The Speclal Agaistant for Research and Intelligence
and his staff do not today have such powers or positlon. Whether, in a gliven
case, the intelligence estimates would emanate from 'Bhe Policy Planning Staff,
the political offices (geographical desks), or from a combination of the two,
plus the Research and Intelligence staff, 18 a matter for internal State De-

partment determination.

The appointment of an Intelligence Offlcer, with the powers and functlons
we have indicated, and with a small but highly trained staff, in our opinion,
would result in a more efficient system whereby the Department could meet any
legitimate needs of the Central Intelligence Agency and of other Government
agenclies for political intelligence. In this wé,y the Department could also

effect closer liasison with the Central Intelligence Agency and the Service

% We have used the term "Intelligence Officer" here for reasons of clarity
only. As a practical matter and for security reasons scme other and more
innocuous title would be desirable.
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agencles. Thim Intelligence Officer would serve as the Department's repro-

sentative on the reconstituted Intelligence Advisory Committes, described in
Chapter IV, He would also act as the Department's Principal liaison officer
for other matters concerning the Central Intelligence Agency, Including liaison
“with the Office of Policy Coordinstion ag provided by the National Security
Council and with other covert activities of the Central Intelligence Agency aa
suggested In this report, This Intelligence Officer would cambine the func~
tlorne now being handled by several departmental officers or not being handled
at ell. He should not, however, stand between other department officers and
the appropriste officlals of the Central Intelligence Agency, but he should
coordinats these relationships., For example, the various desks in the oper-
ating and estimating units of the Central Intelligence Agency should develcp
close working relationships with the corresponding geographical desks or other

DPolicy officers of the Department,

We recognize that in recommending that the political intelliéence reportsa
and ostimates be passed wupon by the policy officers of the Department, there
1s the risk, which we discussed above in the chapter on national estimates,
that these reports will bs colored, possibly even distorted, by the policy
- prejudices of those who prspare them. As between this danger and that of having
the reports prepared by a group which 1s not thoroughly acquainted with the
operational and policy declsions of the Department, we choose the former. We
do 80 in the hope that if the Central Intelligence Agency, and particularly itas
Egtimates Division, and the Intelligence Advisory Committee function as we be-
lleve they should, an opportunity will be afforded to challenge departmental
estimates and to appraise them in the light of reports available to members of

the Intelligence Advisory Committee from other sources, (See Chapter V). Here
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1t may be possible to correct ostimates of any single department that have
gone "overboard” for a particular policy line which from a broader view of

avallable facts may be shown to be unsound.

CONCLUSIONS AND RECOMMENDATIONS

(1) The State Departmen£, to which the National Security Council has
asslgned dominant interest in the collection and production of political,
cultural and socilological intelligence, should equip itself more adequately to
meet the legiltimate requiremsnts of the Central Intelligence Agency and of
other Govermment intelligence agencles for such lntelligence.

(2) The specialized intelligence staff 1in the State Department, the
Repearch and Intelligence staff, does not now have sufficlent current lmowledge
of departmental operations and policles to fwrnish, on behalf of the Depart-
ment, the basic estimates which may be required by the Central Intellligence
Agency and the Service lntelligence agencies.

(3) The lialson between the State Department and the Central Intelligence

Agency should be closer and put on a continuing, effectlve bagls,

(4) To meet the foregolng requirements, consideration should be given by
the Department to designatlng a high officer of the Department, who has full
acces; tooperational and policy matters, to act as intelligence officer. This
officer, with a small staff, should process requests for departmental intelll-
gence received from the Central Intellligence Agency and other agenclies and see

that legitimate requests are met through the preparation of the requisite In-
telligence reports or estimates by the appropriate departmental officers. He

ghould also act as continuing Intelligence lialson officer with the Central

Intelligence Agency and the Service intelligence agencles.
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CHAPTER XIII
CONCLUSION

At the outset of thils report we gave a brief summary of our survey and
findings, and at the various chapter endings we have added those conclusions

and recommendations whlch were applicable to the sub Ject matter of the chapter.

We have been critical of the direction and administration of the Central
Intelligence Agency where we felt +that there had been fallures to carry out
its bagic charter. We have also pointed out what we have Judged to be in-
adequacies in administration énd lack of over-all policy guidance within the
organization. At no time, however, have we overlooked the great difficultles
facing a relatively new.and untried organization which has been viewed with
gome suspicion and distrust even by those whom 1t ghould serve. We belleve
that some measure of this suspicion and distrust 1s being dissipated and that
what 18 needed today is for the Central Intelligence Agency to prove that 1+
cen and will carry out ite assigned duties. We have proposed speclfic steps

which can be taken toward this obJective.

The progress of the Central Intelligence Agency ghould be continuously

tested by the National Security Council against the accomplishment of the pur-
pogee of Sec. 102 of the National Security Act. That is to say, the Central
Tntelligence Agency should be prepared to show what 1s belng accgmplished;

(1) To coordinate the intelligence aétivitiea of the Government;

(2) To provide, in close collaboration with other governmental intelll-
gence sgencles, for the central correlation of intelligence relating to the

national securlty; and
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(3) To perform the intelligence and related services of common concern

assigned to 1t by the National Security Council.

In these Tields the Central Intellligence Agency has the duty to act. It
has been given, both by law and by National Security Council directive, wide
authority, and it has the open invitation +to seek from the National Security
Council any additional authority which may be essential. It must not wait to
have authority thrust upon 1t. Its basic mandate is clear. We recognlze that
1t will require initiative and vision +to carry it out. If this 1s dome, we
will have made a satlsfactory start toward achleving one of our most esgential

defense requirements » an adequate intelligence service,
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ANNEX 1

SURVEY GROUP TERMS OF REFERENCE I

NATIONAL SECURITY COUNCIL
WASHINGTON

February 13, 1948

-

MEMORANDUM FOR: Mr. Allen W. Dulles
Mr. Mathias F. Corresa
Mr. Williem E. Jackson

SUBJECT : Survey of the Central Intellligence Agency

This is to confirm our understending that you will
gerve as the group to meke a survey of the Central Intelligence
Agency, in accordence with the enclosed resolution approved by the
Netional Securlty Councll. :

This memcrandum is your authorization to proceed
with this survey end, upon presentation by you, will constitute a
directive to the Director of Central Intelligence and the Intelli-
gence Chiefs of the Departments represented on the Council, to fur-
nish you necessary informetion end facllitles as indicated in the
second. paragreph of the encloged resolution.

Your willingness to particlpate in this vitally
important survey 1is gincerely appreciated by all members of the
National Security Council.

SIDNEY W. SCOUERS
Executlve Secretary

Incl )
National Securilty Council Resolution

CONFIDENTIAL
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NATIONAL SECURITY COUNCIL RESOLUTION

January 13, 1948

The Natlonal Securilty Council has agreed that a group of
two or three speclally qualified individuals not in the Govermment
service should meke a comprehsnsive, Impartial, and objective sur-
vey of the organization, activities, and persomnel of the Central
Intelligence Agency. As a result of this survey, this group should

report to the Council its findings and recommendations on the fol-
lowling matters:

&a. The adequacy and effectivensss of the present or-
ganlzational structure of CIA.

b. The value and efficliency of exlsting CIA activi-
ties,

¢. The relationship of these actlvities to those of

other Departments and Agencies.

4. The utilization and qualifications of CIA personnel,

The National Security Council also authorized and dirscted
the Director of Central Intelligence and the Intelligence Chiefs of
the Departments represented on the Councll to give the above group
acceds to all information snd facilitles required for their survey,
oxcept detaills concerning intelligence sources and methods .
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ANNEX 2
SURVEY GROUP TERMS OF REFERENCE II

NATIONAL SECURITY COUNCIL
WASHINGION

March 17, 1948

MEMORANDUM FOR: Mr. Allen W. Dulles
Mr. Mathias F. Correa
Mr. William H. Jackson

SUBJECT: Survey of the Central Intelligence Agency

1. I have already sent you & memorandum with the terms
of the resolution of the National Security Council providing that a
survey should be made of the activities of the Central Intelligence
Agency and 1its relationship to other Departments and Agenciles.

n., As & result of our further discussions on this sub-
Ject, 1t may be helpful if I set forth my understanding regarding the
scope of the survey and the procedures to be followed.

3. The survey will comprise primarily a thorough and
comprehensive examination of the gtructure, administration, activities
and inter-agency relationships of the Central Intelligence Agency as
outlined in the resolution of the Natlonal Security Council. It will
also include an examination of such intelligence activities of other
Government Departments and Agencles as relate to the national secur-
1ty, in order to make recommendations for their effective operation
and over-all coordination, subject to the understanding that the group
will not engage in an actual physical examination of departmental in-
telligence operations (a) outside of Washington or (b) in the collec-
tion of communications intelligence. On behalf of the National Secur-
ity Council I will undertake to seek the cooperation in this survey of
those Government Departments and Agencles not represented on the Coun-
cil which have an interest in Intelligence as relates to national
security.

4., Tt should be understood that the survey of the Central
Intelligence Agency and 1ts relationship to other Departments and Agen-
cies will be done for and with the authority of the National Securlty
Council. The survey of the intelligence activities of the Departments
of State, the Army, the Navy, and the Air Force, however, will be for
and with the authority of the respective heads of those Departments.
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5. The survey group will submit from time to time recom-
merdations on Individual problems which need to be brought to the at-
tentlon of the Council or the heads of the respective Departments and
Agencies concerned. Problems concerning CIA will be given priority
over those involving other Agencies. It 1is contemplated that the sur-
veg will be completed and final report submitted on or before January 1,
1949,

6. It 1s my understanding that at your request Mr. For-
restal has agreed to lend to ‘the investiga.ting group the services of
Mr. Robert Blum to head the staff work. I would appreciste the
group's advice as toc additional staff members it may require in order
that I may clear them for this work. The members of the staff, when
cleared by the heads of the Agencies concerned, will be glven access
to Information and facilities required for the survey in the same
manner as provided for your group in the Council's resolution.

T. Compensation and expenses for the members of the in-
vestigating group and its starf will be pald for out of funds avail-
able to the National Security Council and the Central Intelligence
Agency.

8. I will be pleased to render 80 far as practicable
any further assistance which you may require in conducting your
survey.

STIDNEY W. SCUERS
Executive Secretary
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ANNEX 3

PRESIDENTIAL LETTER CREATING THE CENTRAL
INTELLIGENCE GROUP

THE WHITE HOUSE
WASHINGTON

January 22, 1946

To The Secretary of State
The Secretary of War, and
The Secretary of the Navy

1. Tt ie my desire, and I hereby direct, that all Federal foreign intelll-
gence activitles be plamned, developed and coordinated so as to assure the
most effective accomplishment of the intelligence mission related to the
national security. I hereby designate you, together with another person to
be named by me &g my personal representative, as the National Intellligence
Authority to accomplish this purpose.

o Within the limits of available appropriations, you shall each from time
to time assign persons and facillties from your respectlve Departments, which
persons shall collectively form a Central Intelligence Group and shall, under
the direction of & Director of Central Intelligence, assist the Natlonal In-
telligence Authority. The Director of Central Intelligence shall be desig-
nated by me, shall be responsible to the Natlonal Intelligence Authority, and
ghall sit as a non-voting member thersof.

3. SubJect to the existing law, and to the direction and control of the
National Intelligence Authority, the Director of Central Intelligence shall:

a. Accomplish the correlation and evaluation of intelligence relating
to the natlonal security, snd the appropriate dissemination within the
Government of the resulting strategic and national policy Intelligence.
In so doing, full use shall be made of the staff and facilitles of the
intelligence agencles of your Departments.

1. Plan for the coordination of such of the activities of the intel-
ligence agencies of your Departments as relate to the national securlty
and precommend to the National Intelligence Authority the establishment
of such over-all policies and objectives as wlll assure the most ef-
fective accomplishment of the national intelligence misslon.

¢. Perform, for the benefit of gald intelligence agencies, such gervices
of common concern ag the Natlonal Tntelligence Authority determlnes can be
more efficiently accomplished centrally.
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d. Perform such other functions and duties related to intelligence af-
fecting the national security as the President and the National Intelli-
gence Authority may from time to time dlirect.

4, No police, law enforcement or intermal security functions shall be ex-
ercised under this directive.

5. Such Intelligence received by the Intelligence agencies of your Depart-
ments as may be designated by the National Intelligence Authority shall be
freely available to the Director of Central Intelligence for correlation,
ovaluation or dissemination. To the extent approved by the National Intel-

"~ lilgence Authority, the operations of gsaid intelligence agencies shall be open

to inspection by the Director of Central Intelligence in connection with
rlanning functions.

6. The existing intelligence agencies of your Departments ghall continue
to collect, evaluate » correlate and disseminate departmental intelligence.

7. The Director of Central Intelligence shall be advised by an Intelligence
Advisory Board congisting of the heads (or their representatives) of the
Principal military and civilian Intelligence agencies of the Government having

functions related to national securlty, as determined by the National
Intelligence Authority.

from time to time req.uest‘pursua.nt to regulations of the National Intellig';enca
Autkority. :

G. Nothing herein shall be construed to authorize the making of Investiga-
tions inside the continental limits of the United States and 1ts possessions,
except as provided by law and Presidential directives.

10. In the conduct of their activities the national Intelligence Aufhority
and the Director of Central Intelligence shall be responsible for fully
protecting intelligence sources and methods.

Sincerely yours

/8/ Barry Trumsn
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ANNEX 4
NATIONAL SECURITY ACT OF 1947
(PUBLIC LAW 253 - 80th CONGRESS)

CENTRAL INTELLIGENCE AGENCY

Sec., 102. (a) There is hereby ostablished under the National Security
Council a Central Intelligence Agency with a Director of Central Intelllgence, .
who shall be the head thereof. The Director shall be appointed by the Fresi-
dent, by and with the advice and consent of the Senate, from among the cam-
missioned officers of the armed services or from among individuals in civilian
1ife. The Director shall receive compensation at the rate of $14,000 a year.

(b) (1) If a commissioned officer of the armed gervices is appointed as
Director then--

(A) 1in the performance of his dutles as Director, he shall be subject
to no supervision, control, restriction, orprohibition (military or other-
wise) other than would be operative with respect to him if he were a cl-
vilian in no way connected with the Department of the Army, the Depart-
ment of the Navy, the Department of the Air Force, or the armed services
or any component thereof; and

(B) he shall not possess or exercise any supervision, control, powers,
or functions (other than such as he possesses, or 1s authorized or direct-
ed to exercise, as Director) with respect to the armed gervices or any
component thereof, the Department of the Army, the Department of the Navy,
or the Department of the Air Force, or any branch, bureau, unit or divi-
sion thereof, or with respect to any of the persomnel (military or civil-
ijan) of any of the foregoing.

- (2) Except as provided in paragraph (1), the appointment to the offlce
of Director of a commissioned officer of the armed services, and hiles acceptance
of and servige in such office, shall innoway affect any gtatus, office, rank,
or grade he may occupy or hold in the armed services, or any emolument, per-
quisite, right, privilege, or benefit incident to or arising out of any such
gtatus, office, rank, or grade. Any such commissioned officer ghall, while
gerving in the office of Director, receive the military pay and allowances
(active or retired, as the case may be) payable to & commlssioned officer of
his grade and length of service and shall be paild, from any funde available to
defray the expenses of the Agency, ‘annual compensation at a rate equal to the
amount by which $14,000 exceeds the amount of his annual military pay and
allowances.

(¢) Notwithstanding the provislons of eectlon 6 of the Act of August 24,
1912 (37 Stat. 555), or the provisions of any other law, the Director of
Central Intelligence may, in his discretion, terminate the employment of any
officer or employee of the Agency whenever he shall deem such termination
necessary or advisable in the Interesmts of the United States, but such
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termination shall not affect the right of such officer or employee to seek or
accept employment in any- other department or agency of the Government if
declared eligible for such employment by the United States Civil Service Cam-
mission. :

() For the purpose of coordinating the intelligence activities of the
several Government departments and agencies in the interest of national secu-
rivty, 1t shall be the duty of the Agency, under the direction of the Nationsl
Security Council-- .

(1) to advise the National Security Council in matters concerning
such intelligence activities of the Government departments and agencies
ag relate to natlonal security;

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

(3) to correlate and evaluate intelligence relating to the national
security, and provide for the appropriate dissemination of such intel-
ligence within the Government using where appropriate exilsting agencles
and facilitles: Provided, That the Agency shall have no police, subpoena,
law-enforcement powers, or internal-security functions: Provided further,
That the departments and other agencies of the Government shall continue
to collect, evaluate, correlate, and dissemlnate departmental iIntelli-
gence: And provided further, That the Director of Central Intelligence
shall be responsible for protecting intelligence sources and methods
from wnauthorized disclosure;

(b) to perform, for the benefit of the existing intelligence agen-
cles, such additional services of common concern &g the National Security
Council determines can be more efficlently accomplished centrally;

(5) to perform such other functions and duties related to -intelll-
gonce affecting the national security as the National Security Council
may from time to tims direct.

(e) To the extent rocommended. by the Natlonal Security Council and ap-
proved by the President, such intelligence of the departments and agencies
of the Govermment, except as hereinafter provided, relating to the national
security shall be open to the inspection of the Director of Central Intelli-
gence, and such intelligence as relates to the national security and is possessed
by such departments and other agencies of the Government, - except as herein-
af'ter provided, shall be made avallable to the Director of Central Intelligence
for correlation, evaluation, and dissemination:  Provided, howgver, That upon
the written request of the Director of Central Intelligence, the Director of
the Federal Bureau of Investigation shall meke available to the Director of
Central Intelligence such information for correlation, evaluation, and dig-
semination as may be essentlal to the national security.

(f) Effective when the Director first appointed under subsection (a) has
taken office--

(1) the National Intelligence Authority (11 Fed. Reg. 1337, 1339,
February 5, 1946) shall cease to exist; and

(2) the persommsl, property, and records of the Central Intelligence
Group are transferred to the Central Intelligence Agency, and such Group
shall cease to exist. Any unexpended balances of appropriations, alloca-
tions, or other funds available or authorized to be made available. for
such Group shall be avallable and shall be authorized tobe made availlable
in like manner for expendlture by the Agency.
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ANNEX 6
CENTRAL INTELLIGENCE AGENCY
PERSONNEL STRENGTH AS OF 24 DECEMBER 1948
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ANNEX 7

NATIONAL SECURITY COUNCIL INTE LLIGENCE DIRECTIVE NO. 1
DUTIES AND RESPONSIBILITIES

December 12, 1947

~ Pursuant to the provisions of Section 102 of the National Securlty Act of
1947, and for the purposes enunciated in paragraphs (d) eand (e) thereof, the
National Security Council hereby authorizes and dlrects that:

1. To maintain the relationship essential to coordination between
the Central Intelligence Agency and the intelligence organizations, an
Intelligence Advisory Committee consisting of the respective intelligence
chiefs from the Departments of State, Army, Navy, and Alr Force, and from
the Joint Staff (JCS), and the Atomic Energy Commlssion, or thelr repre-
sentatives, shall be established to advise the Director of Central Intel-
ligence. The Director of Central Intelligence will invite the chief, or
his representative, of any other intelligence Agency having functions re-
lated to the national security to sit with the Intelligence Advisory Com-
mittee whenever matters within the purview of his Agency are to be
discussed.

5. To the extent authorized by Section 102 (e) of the National
Security Act of 1947, the Director of Central Intellligence, or represen-
tatives deslgnated by him, by arrangement with the head of the department
or agency concerned, shall make such surveys and Iinspections of depart-
mental intelligence material of the various Federal Departments and Agen-
cles relating to the national security as he may deem necessary in con-
nection with his duty to advise the NSC and to make recommendations for
the coordination of intelligence activitles.

3, Coordination of intelligence activities should be deslgned pri-
marily to strengthen the over-all govermmental I1ntelligence structure.
Primary departnmental requirements shall be recognized and shall recelve
the cooperation and support of the Central Intelligence Agency.

a. The Director of Central Intelligence shall, in making rec-
ommendations or gilving advice to the Natlonal Security Council per-
taining to the intelligence activities of the varlous Departments
and Agencies, transmit therewlth a statement indicating the concur-
rence or non-concurrence of the members of the Intelligence Advisory
Committee; provided that, when unanimity 1s not obtained among the
Department heads of the National Military Establishment,the Director
of Central Intelligence shall refer the proplem to the Secretary of
Defense before presenting it to the National Security Council.

b. Recommendations of the Director of Central Intelligence

shali? when approved by the National Security Council, issue as
Council Directives to the Director of Central Intelligence. The
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regpective 1ntelligence chisfe shall be responsible for insuring
that such orders or directives, when applicable, are implemented
within their intelligence organizations.

&. The Director of Central Intelligence shall act for the
National Security Council to insure full and proper implementation
of Council directives by issulng such supplementary DCI directives
&8 may be required. Such implementing directives in which the In-
telligence Advisory Committee concurs unanimously shall be issued by
the Director of Central Intelligence, and shall be implemented with-
in the Departments and Agencies as provided 1n paragraph b. Where
disagreement arises between the Director of Centrel Intelligence and
one or more members of the Intelligence Advisory Comnittee over such
directives, the proposed directive, together with statements of non-
concurrence, shall be forwarded to the NSC for decision as provided
in paragraph a.

4.  The Director of Central Intelligence shall produce Intelligence
relating to the national security, hereafter referred to as national in-
telligence. In so far as practicable, he shall not duplicate the intel-
ligence activities and research of the various Departments and Agencies
but shall make use of existing intelligence facilities and shall utilize
departmental intelligence for such production purposes. For definitions
gee NSCID No. 3.

5. The Director of Central Intelligence shall disseminate National
Intelligence to the President, to members of the National Security Coun-
c1l, to the Intelligence Chiefs of the TAC Agencies, and to such Govern-
mental Departments and Agencies as the Natlonal Security Council fron
time to time may designats. Intelligence 8o disseminated shall be offi-
clally concurred in by the Intelligence Agencies or shall carry an sagreed
statement of subatantial disasent.

6. When Security Regulations of the originating Agency permit, the
Director of Central Intelligence shall disseminate to the Federal Bureau
of Investigation and other Departments or Agencies intelligence or intel-
ligence information which he may possess when he deems such dissemination
appropriate to theilr functionsg relating to the national security.

7. The Director of Central Intelligence shall perform for the bene-
f1t of the existing intelligence Agencies such services of common concern
to these Agencles as the National Security Council determines can be more
efficlently accomplished centrally.

8. The intelligence organizations in each of the Departments and
Agencles shall maintain with the Central Intelligence Agency and with
sach other, as appropriate to their regpective responsibilities, a con-
tinuing interchange of intelligence information and intelligence available
‘to them.

9. The intelligence files 1in each intelligence organization, in-
¢luding the CIA, shall be made available under securlty regulations of
the Department or Agency concerned to the others for consultation.
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10. The intelligence organizations within the limits of their capa-
bilitles shall provide, or procure, such intelligence as may be requested
by the Director of Central Intelligence or by one of the other Depart-
ments or Agenciles.

L3

11. The Director of Central Intelligence shall make arrangements
with the respective Departments and Agencles to assign to the Central In-
telligence Agency such experilenced and qualified officers and members asg
may be of advantage for advisory, operational, or other pwrposes, in ad-
dition to such persomnel as the Director of Central Intelligence may di-
rectly employ. In each case, such departmental personnel will be subJect
to the necessary personnel procedures of each Department.
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ANNEX 8

NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 2

COORDINATION OF COLLECTION ACTIVITIES ABROAD

January 13, 1948

The following over-all policles and objectives are established by the

National Security Council for the interdepartmental coordination of forelgn
intelligence collection activities, so that measures may be taken promptly to
offect sound and efficient utilization of the various departmental collecting
and reporting facilitles abroad:

178

1. There shall be an allocation within certain broad categories of
agency responsibility for collection abroad, as follows:

Political. . . . . . Department of State
Cultural . .. . . . Department of State
Soclologlcal . . . . Department of State
Military . . . . . . Department of the Army
Naval. . . . . . . . Department of the Navy

Alr. . . . . . . . . Department of the Air Force
Economic ) :
Scientific ). . . Each agency in accordance
Technologicsal ) with 1ts respective needs

2. All avallable intelligence information, no matter by whom col-
lected, shall, wherever possible, be transmitted immediately to the field
repregentative of the agency most concerned. However, the collector may
also send coples to or otherwise inform his own agency.

3. The senior US representative 1in each forelgn area where the
United States maintains a foreign post shall, within the spirit of the
pinricples enunciated herein, be responsible for the coordinstion of all
normal collection activities in his area.

k, The collecting and reporting facilities of each of the agencies
shall be utilized so as to avoid unproductive duplication and uncoordi-
nated overlap and to insure within budgetary limitations that full flow
of intelligence information which is the major need of all departments and
agencles for the accomplishment of their respective missions.

5. Full utilization shall be made of the individual initiative and
favorable contacts of agency representatives.

6. DNo interpretation of these established over-all policies and
objectives shall negate the basic principle that all departmental repre-
sentatives atroad are individually responsible for the collection and for
the appropriate transmission to their departments of all intelligence in-
formation pertinent to their departmental missions.

CONFIDENTIAL]
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7. There shall be free and wnrestricted interdepartmental exchange
of intelligence information to meet the recognized secondary needs of
each department and agency for Intelllgence usually obtalned or prepared
by other depertmente or agencies.
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ANNEX 9

NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 3

COORDINATION OF INTELLIGENCE PRODUCTION

January 13, 1948

Pursuant to the provisions of Section 102 of the National Security Act of

1947, and for the purposes enmunciated in paragraphs (d) and (e) thereof, the
National Security Council hereby authorizes and directs that the following
over-all policles and objectives are established for the coordination of the
production of intelligence:
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1. In order that all facilities of the Goverrmment may be utilized %o
thelir capacity and the responsibilities of each agency may be clearly de-
fined in accordance with its mission, dominant interest, and capabllities,
the whole field of intelligence production is divided into the following
categories, and responsibilities are allocated as indicated:

&. Basic Intelligence

(1) Basic Intelligence is that factual intelligence which
results from the collation of encyclopedic information of a more
or less permanent or static nature and general interest which, as
a result of evaluation and interpretation, 1s determined to be
the best available.

(2) An outline of all basic intelligence required by the
Govermment ghall be prepared by the CIA in collaboration wlth the
appropriate agencies. This outline shall be broken down into
chapters, sections, and sub-sections which shall be allocated as
Production and maintenance responsibilities to CTA and those
agencles of the Government which are best qualified by resscn of
their intelligence requirements, production capabilities, and
dominant interest +to assume the rroducticn and maintenancs
respongibility.

(3) When completed, this outline and tentative sllocations
of production and maintenance regponsgibilities shall be sub-
mitted for NSC approval and issued as an implementation of this
Directive. It is expected that as the result of constant con-
sultation with the agencies by the Director of Central Intelli-
gence, both the outline and the allocations will be revised from
time to time to insure the production of the basic intelligence
required by the agencles and the fullest possible use of current
agency capabilities. Changss in the outline or allocations shall
be effected by agreement between the Director of Central Intelli-
gence and the sgencies concerned.
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(L) This basic intelligence shall be compiled end continuous=
ly maintained in National Intelllgence Surveys to cover foreign
countries, areas, or hroad special subjects as appropriate. The
National Intelligence Surveys will be disseminated in such form
a8 shall be determined by the Director of Central Intelligence
and the agencies concerned.

(5) The Director of Central Intelligence shall be respon-
gible for coordinating production and maintenance and for accom-
plishing the editing, publication, and dissemination of these
National Intelligence Surveys and shall make such requests on the
agencies as are mnecesssary for +thelr proper development and
maintenance.

(6) Departments or agencies to be called on for contribu-
tions to this undertaking may include agencles other than those
represented permanently in the IAC.

b. Current Intelligence

(1) Current intelligence is that spot information or intel-
ligence of all types and forms of immediate interest and value
to operating or policy staffs, which 1s used by them usually
without the delays incident to complete evaluation cr interpre-
tation.

(2) The CIA and the several agencies shall produce and
disseminate such current intelligence as may be necessary to meet
their own internal requirements or exiternal regponsibilities.

(3) Interagency dlssemination of current intelligence shall
be based on interagency agreement I1ncluding NSC 1Intelligence
Directive No. 1 and the principle of iInforming all who need to
know.

c. Steff Intelligence

(1) Staff intelligence is thac intelligence prepared by any
department or agency through the correlation and interpretation
of all intelligence materials avallable to it in order to meet
its specific requirements and responslbilities.

(2) Each intelligence agency has the ultimate responsibility

‘for the preparation of such staff intelligence as its own depart-

ment shall require. It 1s recognized that the steff intelligence
of each of the departments must be broader in scope than any
allocation of collecti////reeponsibility or recognition of domi-
nant interest might lnaicate. In fact, the full foreign intel-
ligence picture is of interest in varying degrees at different
times to each of the departments.

181
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(3) Any intelligence agency, elither through the Director of
Central Intelligence or directly,may call upon other appropriate
agencles for intelligencs which does not fall within its own
field of dominant interest. Such requests shall be made wupon
the agencies ln accordance with thelr production capabilities and
dominant interest.

() As a part of the cocrdination program, the Director of
Central Intelligence will seek the assistance of the IAC intel~
ligence agencies in minimizing the necesslty far any agency to
develop intelligence 1in fields outside its dominant intereets.

(5) The CIA and the agencies shall, for purposes of coordi-
nation, exchange informatlion on projects and plans for the pro-
duction of staff intelligence.

(6) It shall be normal practice that staff intelligence of
one agency is avallableto the other intelligence agencies perma-
nently represented on the IAC.

4. Departmental Intelligence

(1) Departmental intelligence is that intelligence including
basic, current, and staff intelligence needed by a Department or
independent Agency of the Federal Govermment,and the subordinate
units thereof,to execute 1ts mission and to discharge its lawful

responsibilities.

e. National Intelligence

(1) National intelligence is integrated departmental intel-
ligence that covers the broad aspects ‘'of national policy and
national mecurity, is of concern to more than one Department or
Agency, and transcends the sxclusive competence of a single
Department or Agency or the Military Establishment. :

(2) The Director of Central Intelligence shall produce and
disseminate national intelligence.

(3) The Director of Central Intelligence shall plan and
develop the production of national intelligence in coardination
with the TIAC Agencies 1in order that he may obtain from them
within the limits of their capabilities the departmental intel-
ligence which will assist him in the . production of national
intelligence.

() The Director of Central Intelligence shall, by agreement
with the pertinent Agency or Agencies, request and receive such
special estimates, reports, and periodic briefs or sunmmarles
prepared by the individusl Departments or Agencies in their fields
of dominant - interest or in accordance with their production
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capabilities as may be necessary in the productlon of intelli-
gence reports or estimdtes undertaken mutually.

2. The research facilities required by any agency to process its
own current and staff intelligence shall be adequate to satisfy its indi-
vidual needs after taking full cognizance of the facilitles of the other
agencies. BEach agency shall endeavorto maintain adoquate research facili-
tles, not only to accomplish the intelligence productlon tasks allocated
to it directly under the foregoing provisions but also to provide such
additional intelligence reports or estimates within its field of idominant
interest as may be necessary to satisfy the requirements of the other
agencies under such allocations.

3, For the purposes of intelligence production, the following divi-
sion of interests, subJect to refinement through a continuous program of
coordination by the Director of Central Intelligence, shall merve as a
general delineation of dominant interests:

Political, Cultural,

Socioclogical Intelligence..Department of State
Military Intelligence........Department of the Army
Naval Intelligence...........Department of the Navy

Air Intelligence....... ee«...Dopartment of the Alr Force

Economic, Sclentific, and Bach agency in accord-
Technological ance with its respective
Intelligence........ R =TT '
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[CONFIDENTIAL
ANNEX 10
NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 4
NATIONAL INTELLIGENCE OBJECTIVES

December 12, 1947

Pursuant to the provisions of Section 102 (d) (5) of the National Security
Act of 1947 and for the purpose of providing intelligence support for the
preparation of studies required by the National Securlty Councll in the ful-
Tillment of 1ts duties, 1t i1s directed that:

l. The Director of Central Intelligence, 1in collaboration with the
other agencies concerned, shall prepare & comprehensive outline of national
intelligence obJectlives applicable to foreign countries and areas to serve
as a gulde for the coordinated collection and production of Natiomal
Intelligence.

2. The Director of Central Intelligence, in ocollaboration with the
other agencles concerned, and under the guldance of the NSC Staff¥ shall
gelect from time to time and ona current basis sections and items of such
outline which have & priority interest. These selections will be issued
by the Director of Centrdl Intelligence to supply the desired priority
guldance for the production of National Intelligence by the Centrel In-
telligence Agency and for the contributions to such production by other
agencles concerned.

* For thils purpose, the NSC Staff shall consist of the Executlve Secretary and
the Departmental representatives designated by Council members to advise and
asslst the Executive Secrstary. Any cases of disagreement within this group
will be referred to the National Security Councll for decision.

184 (CONFIDENTIAL]
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ANNEX 11

NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 5
ESPIONAGE AND COUNTERESPIONAGE OPERATIONS

December 12, 1947

Pursuant to the provisions of Section 102 (d4) of the National Security
Act of 1947, the National Securlty Council hereby authorizes and directs that:

1. The Director of Central Intelligence shall conduct all organized
Tederal esplonage opsrations outside the United States and its possessions
for the collection of foreign intelligence informatlon required to meet
the needs of all Departments and Agencies concerned, in connection with
the national security, except Tfor certain agreed activities by other
Departments and Agencles.

o. The Director of Central Intelligence shall conduct all organized
Federal counter-esplonage operations outside the United States and its
possessions and in occupled areas, provided that this authority shall not
he construed to preclude the counter-intelligence activities of any army,
navy or alr command or ingtallation and certain agreed activities by De-
partments and Agencles necessary for the security of such organizations.

3. The Director of Central Intelligence shall be responsible . for
coordinating covert and overt intelllgence collectlon activities.

%, When casual agents are employed or otherwise utilized by an IAC
Department or Agency in other then an overt . capacity, the Director of
Central Intelligence shall coordinate.thelr activities with the organized
covert activities.

5. The Director of Central Intelligence shall disseminate such in-
telligence information to the varlous Departments and Agencies which have
an authorized interest thereln.

6. All other National Security Council Intelligence Directives or
implementing supplements shall be construed to apply solely to overt in-
telligence activities unless otherwlse ppecified.
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ANNEX 12
NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 6
FOREIGN WIRELESS AND RADIO MONITORING

December 12, 1947

Pursuant to the provisions of Section 102 of the National Security Act of
1947, and for the purposes enunclated in paragraphs (d) end (e) thereof, the
National Security Council hereby authorizes and directs that:

1. The Director of Central Intelligence shall conduct all Federal
monitoring of foreign propaganda and Press Dbroadcasts required for the
collection of intelligence information to meet the needs of all Depart-
ments and agencies in connection with the National Security.

2. The Director of Central Intelligence shall disseminate such in-
telligence information to the various Departments and Agencies which have
an authorized interest therein.
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ANNEX 13

NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 7

DOMESTIC EXPLOITATION

' February 12, 1948

Pursuant to the provisions of Section 102 of the Natiomal Security Act of
‘1947, and for the purpose enunciated in paragraphs (d) and (e) thereof, the
National Security Council hereby authorizes and directs that:

1. The Central Intelligence Agency shall be responsible for the

exploitation, on & highly selective basis, within +the United States of
business concerns, other non-governmental organizations and individuals
as sources of foreign intelligence information.

2. To implement this wundertaking, the Central Intelligence Agency

ghall:

a. Determine the foreign Ilntelligence potential of sources so
that the best available may be selected expeditiously for exploita-
tlon upon the receipt of collection requests from the intelligence
agencies. TFor this purpose, CIA will maintain a central index of
non-governmental sources in the United States.

b. Esteblish uniform procedures and standards for security
clearance of all contacts in this field, and arrange such clearances.

¢. Establish uniform procedures to insure that the Interests
of organizations and individuals contacted will not be Jeopardized.

4. Collect through the establighment of field offices within
the United States, forelgn intelligence information required in the
interests of the national security or by the individual intelligence
agencies.

9. Arrange for direct contact between intelligence agency
representatives and non-govermmental sources within the United States
whenever conditions require such actlion or upon the request of a
member agency to secure ‘technical or other forelgn intelligence
information.

f. Obtain the agreement of responeible policy-making offlcilals
of American organizations havinga foreign Intelligence potential be-
fore establishing and maintaining contacts within that organization.

g Inform the Intelligence agencies of the prospective depar-
ture from or return to the United States of selected American citl-
zens having a high foreign intelligence potentilal, so that the agen-
cies may furnish reguirements or provide speciallsts for briefing or
interrogation.
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h. Dismeminate to the appropriate agencies all foreign in=-
telligence information obtaired through this program. Reports pro-
duced by the agencies shzall be identified as such, unless the origi-
nating agency stipulates to the contrary

3. Further to implement this undertaking, the intelligence agen-
cles shall:

a. Agsign to duty in the Central Intelligence Agency field
offices, if they so desire and within their capabilities, represent-
atives to serve thelr interests wunder the direction of the CIA man-
agers. Member agencles may, at thelr discretion, establish active
working liaison between thelr Regional Offices and CIA Field Offices.

b. Send directly to the Central Intelligence Agency for col-
lection all their requests for forelgn intelligence information to
be obtalned from non-govermmental sources within the United States.

C. Tranamit to the Central Intelllgence Agency for appropriate
dissemination full information and reports resulting from approved
direct contacts by agency representatives with non-governmental
sources, ldentifying such sources by CIA code number.

4. Obtaln, to the maxlmum extent possible, from their depart-
ments and agencles the foreign Intelligence information which the
departments and agencies have received as a by-product of the normsl
relationship with business concerns and other non-governmental or-
ganizations and individuals in the United States in connection with
non-intelligence activities, and transmit to the maximum extent pog-
sible, the informatlon tothe Central Intelligence Agency for editing
for source security and for appropriate dissemination.

. Obtaln, in so far as 1s practicable and within existing
gecurlty regulations, from their departments and agencies informstion
concerning business concerns and other non-govermmental organlza-
tions and individuals in the United States having forelign intelli-
gence potential, which the department or agency possesses or sub-
sequently acqulres,and make the information available to the Central
Intellligence Agency.

L. Nomlnate representatives to serve on 8 committee, under
the chairmanship of the Central Intelligence Agency, to meet periodi-
cally to consider mutual problems and interests in connection with
this program.

L, Further to implement this undertaking, the National Security
Resources Board and the components of the Military Bstablishment, other
than the components represented on the IAC, shall furnish directly to the
CIA, to the maximum extent possible, all foreign intelligence infarmation
which 18 recelved as a by-product of their normal relaticnship wlth busi-
ness concerns and othsr non-govermmental arganizations and individuals in
the United States, in connection with non-intelligence activities.
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5. Nothing in this program shall be interpreted to affect the
ogtablished relationship of the Departments and Agencies with business
concerns, other non-govermmental organizations, and 1ndividuals in the
United States for purposes other than the procurement of foreign Intelli-
gence informatilon, Nor shall it affect +the normal interchange of docu-
ments between libraries of the departments and other librariles, or the

development of research projects with individuals or non-governmental
institutions.
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ANNEX 14
NATIONAL SECURITY COUNCIL INTELLIGENCE DIRECTIVE NO. 8

BIOGRAPHICAL DATA ON FOREIGN
SCIENTIFIC AND TECHNOLOGICAL PERSONALITIES

May 25, 1948

Pursuant to the provisions of Section 102 of the National Security Act
of 1947 and for the purpose enunciated in paragraph d(4) thereof, the primery
responsibility for the maintenance of Blographical Deta on Foreign Scientific
and Technological Personalities is assigned to the Central Intelligence Agency.

l. To implement this undertaking, the following procedures are
ostablished:

&. Departmental intelligence asgencles shsll continue to collect,
analyze, and abastract bilographical dats on Toreign sclentific and
technological personalities in accordance with their needs.

b. Departmental intelligence agencies sghall forward to the
Central Intelligence Agency, in the manner most satisfactory to the
Department concerned, all blographical data originating within their
respective Departments, or complete documentary references thereto s
on foreign sclentific and technological perscnalities.

€. The Central Intelligence Agency shall codify end index all
such data received, including such data as may be received from all
sources, and shall Incorporate the actual materisl recelved in its
files.

4. All blographical dataon forelgn scientific and technological
personalities maintained by the Central Intelligence Agency shall be
readily avallable to the participating Departments and Agencies.
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