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June 30, 1961
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. MLMGRANDUM FU- THE PRESIDENT

SURJECT: CIA Raorganization

0 THE DETERIORATION

i submit the foilowlng views as one who worked in CSS during the
- war and scrvcé aga poriodsc CIA consultant £n the you'o since..

Un balanco. ClA's record has ptobohly booa very pod. In the
‘nature of clandestine oparations, the triumphs of an lmlugonce
agency are unknown?; all the public hears about (or should hear
‘sbout} are its errors. Put, agsin in the nature of the case, an
‘agency dedlcated to clandeotine activity can afford dunnod fsw
visidle errors. . The important thing to recognise ndsy. tamy ..o
judgment. is that the CIA, as ot present named and coastituted, hn ;
- about used up its quota. - RBs margin for future erroz is ptutlca.ly '
R j .mon-existent. - Cne more CIA debacle will shake faith considerably

“ORIGINAL:'

'
-
ity

KENNED

HE.

.%' . in 1S salicy, at bome ae mn 88 abroad. And, until CIA is visibly . e
‘_'S" N ‘reorgantised, it will (as in the Algerian {nstance) be vuloly humed for f ER
R dwolopmenu of whxch it. ln whcny Lnnoccu. " ' R I '
8. D : - ' -

D - .. .
.-
St : ‘and that thie autonoray is dus to three main causes: .

doctnm of clandestine oporaucna -{2) an lnuhqnm conception of

DocId:32622644 -
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SECRET \o
. . :
| conception of the. ro.nzionlup betweoen opotm and htdupnu.

*. The meomeorandum also suggests ways in which sems of these prob-
loms can perhaps be aleviateds _

L CLA Aatonomy

ClA conducts three i ain forms of secret work; clandestins istelll-

gence collection; co~ert pelitical operations; sad paramilitary o
. activities. It carv:~s a: these functions with relative autonemy.

The reasoad for the autonomy are historical.

hoa -..m began, the Rate Dopartmnt. gtill thinking toe mech in
: 'torm of its traditienal missions in foreign affairs, losked onthis .
", new venture with suspleion and rencunced the oppertunity to seize T
. {ixm contrel of CIA aperaticns. It did net, for example, tryto .
cmbuobanyducun system of clesrance far CIA activities; and
 some ambassadors frankly preferred not to know what ClA wsa wp to
! in their countries. After nssmtacnmmwdauem
" the Director of Central Intelligence were brothers further endlxmod
ch'a independence ’rcm cupcm by smc Department duha

hthmunumc. _Cngnvhunudm mmm«u;!-;
bopnlnnmam-umm&-MWhtMpnqd _
ite personntl. - Partly beczuse CIA paid higher salaries and even ‘
‘meore perhaps because Allen Dulles gave his pecple couragesus pro- .

. tection against McCarthyite attacks, CMmahhhMudhald
'..hrgambordtblooadbdom-mlﬂdm The mere it
nmdbrmmmmnmmm"-mmwm

a-nand. oxd the pum role it phyd (n the tnttistion of p-uey.

| Mu&u intelligence collection; - nluhlhu‘u—lh“_ch;:
~‘muwmmwmu_mum_wu :

NW 49061 DocId:32622644 Page 3.~ ..
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¥or its part, CIA bed developed o whole ssrics of functions paral-
laling alveady existing functions of the State Department, and of

the Defense Coparts..aat as well. Today it has its own political
desixs and military afls; it has in effect its cwn foretign service;

it has (or bes had) i:6 own combat forces;. it even bes its own aiy
force.  Rs annual “udget ls about __ times that of the Stats Depart-

inent. The contemporary CiA p“mm many of tho charsctoristice
" of B state vtthl.n 3 siate.

- II. Dectrice

Theugh ClA's autooe ny devdobed for higtorical rcasons, it has been
able to endure because there is 2o doctrine governing our conduct of :
- ¢landestine cperaticne. Thae prodlem of doctrine for CIA e the extent -

" to which ito various clandestine missions are cunpamo with a (ree
" and open society. '

770 THE-DETERIORATION| = .

TS

“OF THE-ORIGINAL g %% it

It ig idle to argue that, becauee the Communists can é&o cnch-and-such

_ we are freo to do it t100. Communism is a'cresd murtured in con- '
epiracy; &od the whole polnt of Communist sacisl snd pelitical orga::i-
sation {s to ake couspiracy effective., I ‘fighting five with fire’ moans
contracting the {recdoms traditianally enjoyed by Americans in order

~ to give more froedo: 1o CIA, no cne serionsly wiskes to do that. Yet
I 4o not feel that we have tried rigorously to think through the limits
which the Mcmmdnommimm-amm
Until this {s done, CIA's rels will not be clearly defined and under-
otood. The proble: which must be faced is: what sort of secret -
activity is conelatent with the pnnmuen d a free secial order?

2oV, LTBRARY. DUE

nd

- We must begin, ! bcu.n. by accepting the M that the Unlud Wco ,
will continue to be a uummwmupwum-mmmmm

, - . make speechas, reportere will dig ot stories, newspspers will pub-
1. lish sditoriale, individaals, driven by pnwungo of coanscience, "will ...

_'.".,-‘f‘_".blm out things hnrmtu.l to the state, and 8o on.. ' We 4o not wish to y

!
i
+
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6
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3
%
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2

. | PHOTOCOPIED, BY - THE KENN
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."-:"-raust operate. - In ahort, they constitute the predlem; sod, as -
ot ,C.mn.l Manhan u«l mo aay "Tbon s no pdnt h n.m.. tln

awy ennr-e MNAanTAINENDEAA Damva 4



SECRET '
\eo

. There follows from tails, ] would think, the cenclusion that mrct
 activities are perm.ssible so long as qu g0 ot cosrupt the =
* principiss and praclices of our society, that they cease to be
: sermissible when their effect ia to corr_gz_t_ those &gm uul
IS gractlca
Each (orm of secre: .wtiinty prqunu its own ptohhm. Clandestine
intelligence collectiz: hao been a traditional funection of the national
otate. K3 rules and usages are fairly well establighed. - In the
mbin, espionage, if conducted with discretion, should pregsent no -
- grest problem. Howsever, when conducted with an gpea checkbook
and a broad maandats even espionage can begin to push against the
limits of secret activity in an opea society. I coasider later, for
example, the questica of the Controlled American Scurce (CAS) snd -
whether the overdoing of CAS {s gt boglnnu; to harm other ae:  ati .y -
tof the government. - > -

T;ON)f SR

E-DETERIORA

N

Ccnrt political operatione present a trickier predlem. Occasions
_arise when i is necessary to subsidize newspapers, politicians anc .
organisations in cther countries. Put corruption of the pelitical life -
of ancther nation {s not u respensibility to be lightly assumed. I
wender whethor CIA haa not done too much of this for the joy of it. .

e, :"';"'i:‘.":f" e . . : )

RARYOUE: T0 . TH

g qumuryuuviuacmnpnumm’odlm. T S
SR dymmmpnumdwmmnwhnmwtcdt.

hguoul. lmuﬁmwﬂthtmmmm:uuuu
' dependent on the suppression of news, on lying te Cengressmen and
journalists and on the decaption of the eclectorste sheuld de undertaken
culy when ths crisis ie s0 considarable that the gains really seem to
. outweigh the disadvautages. This suggests that the sise of the pro- =
- poaed eperatien may be of crucial importange. SJ;Mm .
" be dons with 3 minimum of accompanying corvuptisn. The grester -~ -
. the viaibility of the apsratica, the move its sucoess depends on ,._'f_
'-_,fthw.ﬂh;tholm’dus.ndhmmm‘uq-mw
;10 the sliskier it bocomes, meoupuuuuummg
"”"mobomndototunuuum. .

L In uhort. w!m: confroated with a pcw m we mw not only

L uk whether the oporation is uchnlnuy Iudhh io its owm mmu

V5 miagt sk whether ite seccess requires our c’n m ubo in i
.;-_' urhu mwn nm mprmln. S

i

PHOTOCOPIED BY THE KENNEDVS
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ln. Cperations and Jolicy

Clandestine activitic ohould be agssessed not galy ia the context
of their relationship cncpoaemmbaﬂnhmmdthd.
uluion:hip to United States foreign pdlcy. :

CIA opornlens dave ot been hold adccuvtly suboedinats to U. S
foreign policy. _

l. Clandestins iztelligence collection is, by charter, fres fror.

- State Dopertment control. This {act exposes American foreign policy
to a muitituds of embarrassments whea CIA is discovered recruiting
agents or developing sources in a friendly countyry. The recent
Singanore case, when CIA, without netice to the Consul Gensral,
trisd to subvert & member of the Specisl Branch of the Singapere
Police provides an instructive axample. After complications of

. ludicrous complexity, including an attempt to subject the recruit to

a lle-deisctor toet, it turaed out that the recruit bad long since
informed bis superiors of tha CIA approsch and wes leeding CIA

into a trap which, when sprung, produced constdoradie embarrass-
ment to relations batween the -US and the Siagapore government.
mnmb«nmﬂudamﬁcmhmwh
Jw(wbonamdcumu!hﬂomlmmm&nbo
to work in a CIA-NSA operation). .

CIA has said that, in such cases, neither the Embassy nor the Dapar:-
ment in Washington is normally informed of this type of eperstion.
1n shogt, DO cme krowe how many petential preblems fer US foreign
policy -- and how much potential friction with frisndly states -- are
being crested at this moment by CIA clandestine intelligence operations.
Surely there is an argument for permitting Stats to decide whether the
advantage to be gainsd by the cperstion (o. g., the information derivetis
{rom en agent within the Spocial Branch of the Singspore Pelice) out-
weighe tho risk (e: g., examsperating the iccal government and sheking
{it9 confideuce both in pur purpoees and in cur esase), Clandestine
" intelligence opsrations should plainly be cleared beth with the Depart-
md&mmtunforueopu-ahmuuwd
the Suutuyd State) with the local U. S, Am.

\
WEr AQNE4 NanTAMMA?27644 "'Paae 6



. SECRET:

6 ..

A ) 2. -Covert polmm.l eporations technically require Stats
wERT Department clearaacy. - In practice, however, ClA has often been

o able to seizo the initiscive in ways which reduce State's role almost
to that of 3 rubker ota: :p.

Thia has dbeen partly e cemoqucnca of tha superior drive and .

' activism of CIA perr-.unei, especially as compared with the difficec.e
of State Lepartmern: jeygvornel. For ezample, when men Come to LiA
with the assignment i developing covert political campaigne or
organising covps or preparicg for peramilitary warfare, these men
astorally fall to work with irgeéauity and seal; they probably foel that
the” are act earning their pay uoiese, oay, they erganise as many :
coups 83 possible. The coucopt of ‘centingancy planning’ has
legitimatized the coxcreis praparation of opersticns still presumally
in @ hypuzhettcd stage; people did nat at first notice that 'eontinge:cy
:planning, ' when carried to the stage of recruitment and traiaing of
persecunel, crvaten a vested interest which cften transforms contin-
geacies into apparent necossities. Thus, if a group is sssembled
and revved up on a contingancy basis, then the failure to carry the

" project through (it ls.argued) will iavite the disappointment and
alienation of the greup; ee the pressure luruuab(dlwmugh

THE 'DETERIORA

._.~,:d * ". '.

DUE:TD.

> 3
N - mmmmaaumomm Thais was a ceitral factor,
o fEE of course, inthe Cuban decisicn -- the fact that disbandment of the
PR TR Cuban force in Guatemals just sesmed to cyests tos many problems and
R ¥ emdarraserments. Inving eatsroed into relsiions with pevsenalities in
“gm foreign lands, CIA has sometimes socmed to foel that we must thoro-
S ':g.f after do pretty much what they want -- or else they will blow gecurity
RN oz even o ever to tac Communists. mwmmum_
v EE, oceukntbcpriomrodmmagm. ,
: DS . :
\ 1 hm o
B Y - Owcbeempruonoudmsmuhm- eenge toe. The Cubai
e apiscde leaves the strang impredsion that CIA 1s not abhu contrul its -
i18.:]  ownlow-level operatives.. -While the CIA people in Washingten are ivun
i5 . it of excepticnally high quality, the mea sttyacted to field jobe ars some
Ex ] Jmswqhandmnﬁdm.pmwmdby&“udﬂnhmm
T ' . and bot necossarily updmw”emwdm'llbtbpuryuam

" of ths cporation. .Such actions ae locking up ths Revelaticaary Couacil,
scch cmrpmea as Cperstion 40 in Miami where CIA agests uportze o

:;' third degree repertodly séministered to Dr. Rodelfs ,
. umemoemtccmmrm--mmmmu;'

Dot e cen el S et

W 49061 Docld:32622644 Page.?
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'@ the reputation of the United States;, world public eplaion,

. United States..

Wk Z.IL- 8. .

it hae meant 100 the e State Department, often spprised of an

operation only in ity .ater stagee, is under great pressure to

endoree the operatic. ae already mounted because of the slleged

cvil consequences o axercising a vete. [ well remember Tem

Mann's romark the ay the decisien was made to go abead on Cuba:

"1 would never have isvored initiating this cperation; but, since it

bas gone as far as it hae, I do not think we can risk calling it off. '

X¥oreover, 8t a time vhen there s incressing premium en activier,

State, whan it quast.cus CIA gperations or initiatives, casts itself in

2 prissy, sissy, negutive rols. Tha advocate of clandestine activitice

scems 'tough' and realistic; the epponent has te invoke sueh intangibles
! "W¥hat

do we say in the United Nations?', etc., and ssemse hopelosgsly

idealistic, legalistic and 'soft.

The result of CIA's :nitiative in covert. political opomuu has bsen

to create situstions chich have forced policy on the State Departoiaat.
This wag not the or:;uaal idea behind Cl\, As Allen Dulles wrote

in his 1947 memorandum to the Senates Armed Services Committ. ¢,

*The Central Intellizence Agency should have aothing to do with palicy.
Yet, ia the years siaco, CIA has, in effsct, 'made’ pelicy ia many
parts of the world. - Annmbordgmmdnhmtbow
that they bave even t«en targets of CIA attompts at everthrow -- not

8 stato of mind calcuiated to stinmulate (riendly feelings toward the
Indengeia, of course, is a prime ezample.

This experience suggests that the present system by which CIA notifies
State of & projected covert opsration is inadequats te protect US
interests. There must be some meoans by which Stats can ds inforad
of such cperations at an early enough stage te aifest the cenception

" and preliminary planiing of the operaticn, Othsrwise CIA will con-
tinue to confroct State with propositions baving potential Limpact on
!mtgnpdlcybuumhuapdnutﬂdoﬂmmnm-m-
- able ¢ontrol. . . .

: 3. The Controlied American Soures reprosenia & particular
aspect of CIA's encroschmest on peolicy-meking functione.  CIA today
has nearly as many people under cofficial cover overssas as State --
390010 3700. About 1500 of thees are under State Department covar

-t e e o Pe S———— -

AQGNK1
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{the other 2200 are > sgsunably under military or c&n un-auo
oificial cover). Cr: gnally the use ¢f State Department cover for

CIA pereonnel wag s-pposed to be atrictly limited and temporary.

The Dulles-Corraa-. ackecn report statod in 1948, “The ClA should
pot use 3isto Deparirent cover as a simple acswer to all ite problen:a,
but should preoceed t. develop its own outside cover and aveatually in
this way ard throuy: {zcreagsed efficiency of its overesas personnel,
find a way to tompe: {8 dar:ands upon the State Dopartment.” Nooz-
theiess CIA has steaslly iocroased its requisitions for efficial cover.

| There are several c«asoma why ClA has abandoned its original fntent:.

cf ds=veioping ayste...3 of private cover. B is ecaslier to arrange covc:

| thrungn State; it is iess expersive; it 18 quicker; -it facilitatee it

szcurity £ operatiocis g8 well as of communicstiong; it insures a

. pieasantey life for the CIA people. But the eflect is to further the

CIA encroachmert on the treditional functions of State.

In some missions, I understand, CAS pevsonans! cutnumnbers regulsr
State Department porsennal. In the American Embessey in Yienns,

out of 20 perscns llsted in the October 1960 Foreign Sarvice List ae
being in the Political Section, 16.are CAS perscanel; of the 31 officers
listed as engaging in reporting activities, over half are CAS, A the
13 officers listed in the Political Section in cur Embasey in Chile,

11 ave CAS. . Cnu the day of President Kennedy's Inanguration 47 perce::t
of the political afficers serving in United States Embacsies were CAL.
Sometimes the C1A mission chief has beean ia the country lenger, bas
more money 8t his disposal, wislds more influence (and is abler) thin
the Ambassador. <iteu be bas direct access to the local Prime
Mizister. Somatinss (ss during a critical period in Laos) he pursieas
a different policy {rom that of the Ambassador, Also he is genorally
mn known locnny as the ClA npnmlvo. '

ln the Paris Emblaesy todiy, these are 128 CIA peeple. CIA in Fans

"has long since bagun te move into arcas of political reporting mrmahv _
occupied by Stats. The Cli mea doing overt intersal palitical reportii;
outaumber thoss in the Smbassy's palitical section by 10-2.. CiA hes

even scught to monopelise contact with cortain French pdulcal ponc- adiv
. ties, among them the President of the National Aesambly. CIA uc-,;.
mupﬂmr dtho Fuh ..mbuoy. ohzt-dlhv-nbunn nndoz' :

W 49061

DocId:32622644 Page 9
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the night of the Gen-rals’ revolt in Algeria, passers-by nated
with amugsement tke: tha top floor was ablase with lights. (I am
iaformod that Ambaseador Cavin was able to secure estrance that
night to the CIA off:: es only with difficulty. )

CIA is appareutly puw firrly committed to the CAS approsch as a
permanent solution ;or its problemns. R is pressing to have ClA
pecple given the ranx of Counselor. Before State loses contral of

. mozre snd more of ito presumed overseas personnsl, and dbefore CAS:
becomes permanantiy intagrated into the Foreign Service, it would

. seem important (a) t0 assure every ambassador the {irm contrel
over the local CAS station nominally promised in the NSC Directive
‘of January 19, 1961, and {b) to review the current CAS sttustion wits:
an eye to a steady recduction of CAS pu-umol. :

|

THE DETERIORATION§

¥ .

: 4 Pazamnilitary warfare, [ gather, ie regarded in some quarters -

" as a purely technical matter, sasily detachabls from pelicy and thore-
fore a proper function ef the Department of Cefense. Yet there is
almost oo CIA function more peculiarly W on the puacu
contaxt :hnn paramilitary warfare.

o
S

q W

1E:3

152

{88 There are several rmmﬁorthu. For ous thing, a paramilitary :
I>= operation is in its nature & large and attributable operation and therziy,
‘Qz as suggestsd above, clashes with the presuppositions of eur open

18 society. (These considerations need not apply, however, to the

€ u training of, say, the Scuth Vietnamese in gusrrilla tactics ev to the

z° . suppert of alresdy existing guerrilla activitiea,) For snether, the

o moral and political >rice of direct paramilitary failure is acuts for

| @ us. Communists, when they stimalate peramilitary activity, are

Q doing what the world axpects from them; whan we de {t, we appear

g - to batray cur own professed principles and therefore cannet afiozd to
18 _compound delinqusancy by defsat. Moreover, as the regsut Algerian
15 " opisode showed, cnce we cenvince the world that we are eommitted to &
i | paramilitary endeavor, we will be blamed for all ssrts of things. Acd,

" . as the recent tractors-for-priscaers episods shewed, when we do se:.d _
men to poasible death, we cannet lightly write themn off and clese the
bocka., mComumnmthhwnmm

uq\ﬂdsun.ulah'm

- o ~ b e,

HW 49NA1 DnanTd:32622644 Paae 10



SECRET 10. \o-

Morgover, guertilla warfare is fought, much mere than military
men ordinarily real: u. in an ideclogicsl context. The guwerrilla
‘gusceeds when his yrogram enliste grassroets support; snd it is
ol qdﬂmltm:ewmwoamwumum
"+ -Van Mock told Genoral Marshall in 1946 not to worry sbout the

v . guerrillas ip Indonsas; '‘we are s3zding 50, 000 men out theve
BECHE ' snd will clean the sitsation up in the three menthe. " Marchall,
2 w17 . who bad bad experie-ce fighting guerrillas in the Philippines,

Lo T replied, "nm't!.ioomy You will find thst they will bleed

" you to 8eath.” Cypvus and Algeria illustrate the difficulty of over-
L comring guerrilla resistance through sheer weight of military torce.

ooriouo 3uernna r.overents have been defeated only throo umoa oirce
the ezd of she Secovs Vorid %.ar: ia Greecs, because Tite's defectics .
closes the sorihars order; in the Fhilippinee; srd in Malsya. i
" the last two cases the guorrilla resistance ended boczuse of tae
! ‘combination of politiczl and military countsrmeasurds. The struggic
"In dalaym, 29 field :arshal Templer understocd {acd sald), wes fov
 the misde and hearta of the peaple; it therefore involved not oxi; - o
‘paraniilitary aperations but a vast oducational progrem, aunlutw-: PR
' of trade unions, political reform sad an offer of nsticnsl independencs. -
2. If the guerrilla's power lies in Rs reveluticnary program, the mmn- :
" lies in part in meeting the ngeds which énable the guarrills to rouse
the countryside. 'V ithowt @ political goal, ' wrete Mao Tse-tung, .
<. “gueryilla warfare nust fail, as it maet if its politieal cbjectives do ' o
" not eolacide with the aspiraticns of ths peeple and U their eympathy, . . °
cooperation and aseistancs cannct be gained,” He edded, “Dowe = . -
want the support of the massss? I wa do, we pmst go ameng the .-
. masses; arouse them to uzivim concera urnlvu with Mr wu&
T m mo

._'
\

.For these ressons, pa.nm.um" m{uo m ‘bo w es i
.. primarily a military weapon. . Ris prim:nylpdwmand

‘Docid:32622644  Pade 11 ..
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5. How to Esta:lish Policy Coatrol? Here I wonder whether the
British experience . ight aot be of value. The notadle festure of ths
Eritish intelligence vetem is the determination to kesep clandestine
activity under atric: “oreign Uffice contral. This control is achicved

a) Secret .swngmcc Service (Ml-b) itealf opemu under
. the direction of \ho Joint Intelligonce Committee, which has 2
~ Foreign Cffice <nairmen (until receutly Sir Patrick Dean, who
'is now the Eriticx representative st the UN) and which includes
the Service Inteiligence directors and representatives of the

‘Coleoaial Cffice and the Comonwulth Relations Qffice as well
as the Chief of :4S,

, b)mwlwmowomv«mwm T
by SIS, dut by tae Information Research Department in the '

' Forelgn Cffice, uften in consultation with an interdepartmeantal
Vorking Group <o Internaticnal Communist Fronts, and under

the ultimate co:irol of the Superintending Under-Secretary of

" the Permanem . mr-&cmxy'a w in the l‘mign
cmco. :

-

c) mcm-rcmumam.mmuym
“form to Foreign Uffice divectives but must be cleared with thc
appuptmo rontgn oauo mpuul dulu. S

d) vorklng zrmwmwmmu-
Muwwm euch as, for example, Mnh-
uau or the 'loru Youth ruﬂnl.

o) nrumememubmsm_
Chtd. mrmipmz«m.umh-oduyhm '
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enforced by directiv+s, by State Depertment chalrmanship of
. workicg groupe, 1« by the iafiltvaticn of State Department
' pcroonncx into the x’-ecmzmc agency.

"vatouly thls det-<5 would pot succeed, howeves, wnloss the - . | -

Zito 0 T State Departraeat itself vere prepared to overcoms it inbred i

el pabite of diffusion, -egauﬂunandwayudbm.armnd
e DT _purpossful gnpoa-aom

Cpenuona anc mtomjggco

n:e relaticaship berwaen mnuona axd I.nulnganco nlm pam.. e
1 'laply perplexing questions. 'Intelligsace' includes twe separshlc
. ""'.'_:".actlviues. clandessine cellecticn; and resesrch, analysis and
.’ evaluation. The firet desls with that small portion of raw inteili-
.. gence procured by secret means (Ms. Dullss sstimsated in 1947 that -
a aroper analyeis of the tatelligence obtainsble by , . . overt, .
.1 . nermal, Mabwouadmwwyuvnmwmeu.'
*1. 1 should eetimate, of the informsation reqrired fer the guidance of ouxr
7" natiensl policy™); ths second iovelves the collstion and interpretation
dm!omadtnumaonu. mmmmmm
. ootlmalu.

DETERIORATION

BRARY,’DUELTO’ THE :

Under the British system, clandestine collection is entrusted to the - . -’

3

Muummmrmwumw

=3
é.’i Secret Intelligence Sevvice. The researeh, snslysis and octlaauna
Q=)

HE::

. Uudotlhel\mrlmm cummhw
1 clandestine colloction and ressarch and snalyeie. - TboMDo;m-t-
- raent's Bureau of Intelligence snd Research alse has ressarch and °
Ifnnlyou responsidilitien; but, ia prectice, CIA hes established

PHOTOCOPIED 8Y (T
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The argument agains: incorporating the research and estimate
function in State wa: made by Dulles in 1947: "For the proper
Judging of the situst:on in any foreign country it is {mportant that

. informatien skould b processed by an agency whose duty it is to
‘weoigh facts, and to iraw conclusions from thase facts, without ™ =
having either the facis or the conclusions warped by the inevitable
and ¢ven proper pra wdices of the men whoee duty it is to determine
pelicy and who, havi~g once determined a policy, are too likely to
be blind to any facta wblch ngmunduprwcthpouzytobe

S Iaulty.

Puduly the samse -rgnmm can be used with equal effect ngainst

the incorporation ol -he research and estimaste function in CIA ..

i, e., if ingelligoncs i9 too closely connectod with operstions, thea - .
“those committed to « sarticular operation will tend to uloct out the - -
tmolugonco which validates the qnmha. :

Coviously both ug! ents conclude tn & cass for the omuhment of ‘
a fairly indopendent -¢senrch and estimate growp. But, if the R i .
. "group is too independent, oue runs into the oppoeite danger: thatu.;-. NI
‘that neither policy .or. q;omlm will be .m‘to ld.qn‘“ '-.-"-.‘;_;.;.2-‘.' T
Imemgcnee checks. ,

muom.-mmvummnun.mm ma-uhu
intelligence and apsrations wero combined, bus precisely that ths . 7 .-
Cnhamruhnmaaymnwcmmsmjﬂpm. mu--
_telligence branch (DI of C1A was never lnformed of the existence

- of the Coban opsration. The om«am-m Enlnnummor

" saked te comment on the sssumption, for exsmple, that disconten:
hdmhodchopmhcmmu.nccn“m'mmm
-+ would proveke uprisings behind the lines and defoctiens from the -
- - Militia, - In December asd February, thoOﬂuc(NMkuumnea
: pndueod goneral appraicals of the Cuban situstion, dut these werse -
--wymmdmcmm lmm l!lu o
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‘that knowledge of the Cuban eporation, flaunted in Miami bare

by aay cumber of lc-=-level agents ia the operatiens dranch of CIA,

was denled to even :no top officiale of thoe inteiligencs brench., Tho
_ Eureau of Intclligenye and Reseaych of the w of &au '
' 'knew sven lzss abcu. the Cuoban mutbn.

‘The’ uroblam. t.ncn. i3 to have aa R&E group My Moponaam
" of both palicy and cueraticns to resist the pressure to maks the casc
for veoted idean anc iatcrests -- yet sufficiently cless to be ablo to
subjact projectad orerations or pe.ucuo to tbo most intense and

mrchtng acnmny. : _

Y he'rc could this g:oup be located? I the CIA were to become
subordinate to Statc. as 24i-6 is to the Foreign Uffice, then the F.i:..
. function mignt be veted in 3 coordinate subagency, somewhat inde-
. - pendent of both Stats and CIA, yet closely cennected with both in ‘dr.. -
_-to~day operations. The R&E subagency would receive intelligence .' ‘
"~ fyom CIA and frem ‘tate, 28 well as from the services and, of cowrse, "
" . from public sources. I would represest, in effect, & fusion of CIA/i D71
and Stats/Intelligence and Research. B might slso take over certai- .
sf ths service functicas new conflded 2o CIA -~ phatographic interpre-. ,'
eauén. blographice. 3ata, loﬂlsn brosdcast menitoring, overt collec- -
tien, maps, 6tc. - There might ba in additien 8 Joint Intelligence Ecers’
with ropressotatives from all the iutalligence m u‘ m . R
Suu Dcpartmm or \‘hlu Hau“ ehm -

THE DETERIORATION] *. -

T8

Ty

" ‘l'ho argumcat cf thic mmrm implm a falrly m mrrm,‘..
‘raemt of ouz presect.intslligence set-up. R aleo implies the capacir

", of the State Departmeant to agsume command of the situation and to ¢
ulnmoﬁecuvo andpmm{ul way. I¥ the smow..m

intoutgenco. x
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‘The structure woict ~ould r.met the crnom uwued in nu. B '..j-.jf
mamorandn'n wodt' 2 as fullows: s

. 1) The Stas Dcpart nemt would be granted general .
. cieavazce authy: ity ever all clandestino sctivity,  This . .
roight be effactuated on the British model by the lppd.nhncn:

of 8 Deputy Undlr csacretary of State for intslligence, whe

would act for t! 3ecretary in thees matters and who ml;m

. 88TVE 88 chairr >3 of & Jeint Intalltgmo Board,

ik

2) 'Ihe Joir. Intenlnencc Poard would {nclode repre-
ortatives froor il elowrents in the intelligence ccmmnnity
~and aled from t.. hh te Houm. ’

THE' DETERIORATION

S B 3) The operati.ng b:am:hn of the pruent CIA wounld be .
reconstituted urder soma blameless title (the Nationsal Infor—a-
©- 7 tien Service). This rew ageacy would be charged with rasponai-
v bility for clandestine collection, for covert pelitical eperations - - -
. ... snd-for paramilitary sctivities. It would submit projects to the . -
" Deputy Usdersecretary of State for Intalligence for clearance. - .-

AT0!

TTaRAn

In general, the agency would bear somewhat the sa tatione © | )
=4 _ship to State as tne Dnurumn A&nmmumm SRR
! punnﬂyio. I , S L

CLT 4) A ucond ooml-lndopcndoat ‘M mld bo sot up. again »
= ' bcarlng a blamelass title (the F oreign Research Agency), coordi-

i> L ‘nate with the operstions agency. ‘This agsncy would be char gsd

:’ - T ‘with responsibility for collation and interpretatien. - It would 5

27 L . include CIA/DDI, the Lureau of Intelligencs snd Research in .

& f - - State, and the varicus service functions now carried .on by C!A

8 «wif.w 7 . (phutegrsphic interprotation, biegrapbical files, foreign broadcas:

'55: _7 s I inonitoring, octe.-ztifu lntonigcnco, ‘mapse, overt cdloctien. ote ).

=z R




