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J«n« 30, 1961

MEMORANDUM FC THE PRESIDENT

SUBJECT:

<?■

■j

3
1

UJ

UI

Wt

I lubmit the following views as one who worked in CSS during the 
. war and served as a periodic CIA consultant in the years since.

Unbalance, CIA* In the

UI

we 

o

:ui

nature uf clandestine operations, the triumphs of an intelligence 
. agency are unknown*; all the public hears about (or should hear .

about} arc its errors. But, again in the nature of the case, an . 
agency dedicated to clandestine activity can afford damned few . ? ;■ 
visible errors. The important thing to recognise today, tn my ' 
judgment, is that the GIA, as at present named and coostitated, has 
about used up its quota. Its margin for figure error is practically .

' . non-existent. Ono more CIA debacle will shake faith considerably
' . in US policy, at home as well as abroad. And, until CIA is visibly
' reorganised, it will (as in ths Algerian instance) bo widely blamed for 

developments of which it is wholly innocent. . .' 1 \

The argument of this memorandum is that CIA's trouble can be traced 
to the autonomy with which the agency has been permitted to operate/^ 
and that this autonomy is due to throe main causes: (1) ah inadequate

4

!^ hhould be

W

SECRET

^5^
■Ji’.!:

publicity '
nullified by .the Good of self-congratulatory publicity which flowed 
thainfe.g.Vtheartieles^^^^ ~
Mystirious-bdijQfis af CIA,' ?
S^1954)OS®S;<
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conception of the reintionship between operation* and intelligence.

lema can perhap* be Uleviated^

CJA^SSSSI
CIA conducts thro* r ain forma of secret work; clandestine tatelll

. activities. It carries or. these function* with relative aatonevny 
The reasons for the autonomy ar* historical.

terms .of its traditional miastoo* in foreign affairs, looked on this . 
; new venture with suspicion and renounced the opportunity to sols*

establish any effective system of clearance for CIA activiti**] and 
some ambassadors frankly preferred not to knew what CIA was up to

. in their countries. After 1953 the facFthni the Secretary of State and 
the Director of Central Intelligence were brothers farther confirmed

taction against McCarthyite attacks* CIA was abla te attract and held

:6:

^a^
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For its part. CIA tod developed a whole cerias of fuactioas paral­
leling already existing functions of the State Department* and of 
the Defense Departs.ent as well. Today It has its own political 
desks and military ^affs; it baa Ln offset Us own foreign service; 
it has (or has had) he own combat forces), it even has its own air 
force. Us annual budget is about times that of the State Depart­
ment. The contemporary CIA possesses many of the characteristics 
of a state within a state.

Doctrine

UJ

UJ 
a.

UJ

Though CIA's autoov^ny developed for historical reasons* it has been 
able to endure because there is no doctrine governing our conduct of 
clandestine operations, The problem of doctrine for CIA io the extent 
to which Ue various clandestine missions are compatible with a free

LU

E

□

UJ I—

. uJ q

tn

UJ

It is idle to argue that* because the Communists can do such-and-such, 
we are free to do it too. Communism is s creed matured in ccn> 
spiracy; and the whole point of Communist social and political organa-
nation is to make coo piracy effective. If *1 means
contracting the freedoms traditionally enjoyed by Americans in order 
to give more freedom-, to CIA* no one seriously wishes to do that. Yet 
I do not feel that we have tried rigorously to think through the limits 
which the maintenance of an open society places on secret activity. 
Until this Is done* CIA's role will not be clearly defined and under­
stood. The problem which must bo faced io: what sort of secret 
activity is consistent with the preservation of a free social order *

We must begin. I believe* by accepting the tact that the United States

□ make speeches* reporters will dig out stories, newspapers will pub­
lish editorials, individuals* driven by promptings of conscience, will

7 J H things harmful to the state* and bo on* We do not wish to;^

of our society, 
must operate.

proMem.
;S;



There fellows from ' ds, I would think* the conclusion that secret .

principles and pracncss erf cur society, and that they cossets be 
permissible when their effect is to corrupt those principles and

a

Lach form of secre Activity presents its own problem. Clandestine 
intelligence collect!^ ; has been a traditional function of the national 
state. Its rules and usages are fairly well established, fa the 
main, espionage, if conducted with discretion, should present no 
great problem. However, when conducted with an open checkbook

UI

UI .

UI

limits of secret aetXTtty in an open society. I consider later, (or 
example, the que«boa <rf the Controlled American Source (CAS) &nd 
whether the overdoing of CAS is not beginning to harm other *r iv . < 

; erf the government.

Covert political operations present a trickier problem. Occasions
tu organisations in other countries

I

□

CT

UI In general* I wuM suggest that any secret operettas whose success is
UJ

UJ

ui

case he made for its necessity.

serious way false to its owe princlplos* ;

UW nnrita • ^OMQAdj
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12. Operation* and dtey

Clandestine activUir should ba uaeutd not only la the context 
of their relationship a an open society bat tb# in the •Bbai of that? 
relationship to United State# foreign policy*

CIA operations haw tot bean held affectively subordinate to U. S. 
foreign policy.

I. Cland#etlns >ataUigs»co collsctioa is. by chaster, free from 
State D«^Ttaenicc^r9riSnacr«ij^ American foreign policy 
to a multitude of embarrassments when CIA to discovered recruiting 
agent# or developing source# in a friendly country. The recent 
Singapore caw, when CIA. without notice to th# C«aid General, 
tried to subvert a member of the Spacial Branch of the Singapore 
Police provide# an instructive example. After cosnpHcattoas of 
ludicrous complexity, including an attempt to subject the recruit to 
a Lie-detector teat, it turned out that the recruit had long since 
informed bi# superior# of the CIA approach and woe leading CIA 
into a trap which* when sprung, produced considerable embarrass­
ment to relation# between the US and Che Singapore government. 
There have been trouble# of a' comparable cart in Pakistan and in 
Japan (where a group d Chinee# National# were smuggled into Sasebo 
to work in a C1A-NSA operation).

CIA baa said that, in such cases, neither the Embaesy nor the Depart­
ment in Washington is normally informed to Okie typo to operation.
In abort, no one knew# bow many potential problems for US foreign 
policy — and hew much petoxdial friction with friendly state# — ar# 
being created at this moment by CIA clandeottaa tetelligenee operation#. 
Surely there is an argument for permitting State to decide whether the 
advantage to be gained by the operation (ap, the tafaemetieas darivstie 
from an agent within the Special Branch to the Singapore Felice) out­
weigh# the risk (a. g., exasperating the local government and #hakin^ 
its confidence both in our purpose# and in ear oases). Clandestine 
intelligence operations should plainly bo cleared both with the Depart­
ment to State and (save for exceptional instances Sad on agreement to 
th# Secretary to State) with th# local U.S. Ambassador.

1W DnrTd • 'tOAQ^dd ■ Pacfp 6
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2. Covert political operations technically rtoriw Stale 
Department clearance In practice, however, CIA has often been 
able to seise the initiative Ln ways-which reduce State1* role almost 
to that of a rubber eta ip.

Thia h&s been partly ^e CMMqucaca of the fuperior dxH and

ui •

ui ■

of State Department personnel. For example, whan men come to CLA 
with the assignment n' developing eevert political campaign* or 
organising coops or preparing for paramilitary warfare, these men 
naturally fall to work with ingenuity and bmI; they probably foci that 
they are not earning their pay unless, uy, they organise as many 
coup* as possible. The concept of ‘contingency phaoiag1 has

in a hypothetical stag®; people did act at first notice that *

ui

ui

genciea into apparent necessities. Than* if a group is assembled 
and revved up on a contingency basis, than the failure to cany the 
project through (It 1* argued) will invito the disappointment and 
alienation of the groups so the pressure increases to follow through . 
on what had started s* a pare-speculation.- Thiswoo a central factor,

Cohan force in Guatemala jest seemed to create toe many problem* and

' to

UJ

a 
q
R

episode leave* the «#Mg iraprsselaa that CIA io net able to control its 
own low-level operative*.. While the CIA people in Washington are rr^n 

. of exceptionally high qoality. the men attracted to Hold Jobe are some-.;

of the operation. Seek actions ae locking Hp the RevdeiMtry Council. 
• such enterprise* a* Operation 40 1st Miami etere GIA agent* Npcrt^i;

.st
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It has meant too ths the State Department, often apprised of an 
operation only in it* ater stages, is under great pressure to 
endorse the operatic, ae already mounted because of the alleged 
evil consequences a oxerciatag a veto. I well remember Tam 
Kiana's remark the ^y the decision was made to go ahead oo Cuba: 
"I would Borer have levered initiating this operations but, since it 
has gone as far as B has, X do not think we can risk railing it oft.:' 
Moreover, at a time ebon there is Increasing premium on activism.

~z~~\ State, when it question* CIA operations or initiatives, casta itself in 
2 | a prissy, sissy, negative role. Ths advocate of clandestine activities 
g seems 'tough* and realistic} the opponent has to invoke ouch intangibles 
£ fl *e the reputation of ths United States, world public opinion, "What
£ | do we say in the Untied Nations ?", etc., and seems hopelessly
u idealistic, legalistic and 'soft. *

The result of CIA's ^dilative in covert.political operations has been 
to create situations «Mch have forced policy on the State Departmea 
This was not the ordinal idea behind CIA. As Allen Dulles wrote 
in his 1947 memoxaritium to the Senate Armed Services Committ a,
"The Central Intelligence Agency should have nothing to do with policy. '

If ^ I ?*** 1x1 ^ years si^ee, CIA has, in effect* 'made' policy la many 
| parts of the world. A number of governments still in power know

P S | that they have even t<«a targets of CIA attempts at overthrow — not
!5 ° a * state of mind calculated to stimulate friendly feelings toward the
I e x I United States, Indonesia, of course, is a prime example. .

This experience suggests that the present system by which CIA notifies
State of a projected covert operation la inadequate to protect US 
interests. There must be seme means by which State can be informed
of such operations at an early enough stage to affect the conception
and preliminary planning of the operation. Otherwise CIA will con­
tinue to confront State with propositions having potential impact on 
foreign policy but at too late a point to subject that impact to reason­
able control.

3. The Controlled American Source (CAS) represents a particular 
aspect of CIA's encroachment on policy-making functions. CIA today 
has nearly as many people under official cover overseas as State — 
3900 to 3700. About ISOS of these are wader Slate Department cover

uu ^onci n«nTH•I9fi99fi44 Pane 8



(the other 2200 are 9 reeuaeahiy under military or other sen-State

The Duller-Correa-- ackeoa report stated in 1940, ’The CIA should

thia way and throu^; Increased efficiency of its oversea# personnel, 
find a way to temps? its demands upon the State Department. ” N<w- 
thefes# CIA has »wviUy increased its requisitions for official cover.

UI 
f- 
Ul

UI

There are several s^esona why CIA has abandoned Us original intent 
of developing systems of private cover. It is easier to arrange ct-; 
thresh State; it is less expensive} it is quicker} it facilitates ibt 
security d operation# us well as cf communications; it insures a 
pleasanter life for the CIA people. But the effect is to further the 
CIA encroachment on the traditional functions of State,

IU

-J O

out of 20 persons listed in ths October I960 Foreign Service List ns 
being in the Political Section, 16 are CAS personnel} of the 31 officer 
listed as engaging in reporting activities, ever half are CAS, U the 
13 officers listed in the Political Section in cur Embassy in Chile,

UI H
of the political officers serving in United States Embassies were CAS

tn

ui

more money at his disposal, wields more influence (and is abler) than 
the / mbaesador. -~ftea be has direct access to the local Prims 
Minister. Sometimes (as during a critical period in Laos) he pursues 
a different policy from that of the Ambassador, Also ho la generally 
well known locally as the CIA representative* I

has long since begun to move into areas of political reporting normally 
occupied by State. The CIA men doing overt internal political reporti;^ 
outnumber those in the Cmbae«y,e political sect ion by 10-2. . CIA has

ties, among them the President of the National Assembly. CIA uc^uj

HW 49061 Dodd:32622644 Page 9
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the night of the Generals* revolt in Algeria, p«M«n«by noted 
with amusement the*, the top floor wee ablass with lights. (I am 
Informed that >>mba reader Gavin was able to secure entrants that 
night to the CIA off', so only with difficulty.)

CIA io apparently n**« firmly committed to the CAS approach as a 
permanent solution ; nr its problems. It is pressing to have CIA 
people given the rank of Counselor. Before State loose control of 
snore and more of its presumed overseas personnel, and before CAJ? 
becomes permanently integrated into the Foreign Service, it would 
seem important (a) to assure every ambassador the firm control 
over the local CAS station nominally promised in the NSC Directive 
of January 19, 1961. and (b) to review the current CAS situation wish 
an aye to a steady reduction of CAS personnel.

4. Paramilitary warfare, I gather, ia regarded in some quarter a 
as a purely technical matter, easily detachable from policy and there­
fore a proper function cf the Department cd Defense. Yet there is 
almost no CIA function more peculiarly dependent on the political 
context than paramilitary warfare.

There are several reasons for this. For one thing, a paramilitary 
operation ie la Ite nature a large and attributable operation and thereby, 
as suggested above, clashes with the preeuppoaitfoBO of our open 
society. (These considerations need not apply, however, to the 
training cf, say, the South Vietnamese in guerrilla tactics or to the 
support of already existing guerrilla Kttvtttea ) For another, the 
moral and political price of direct paramilitary failure is accts for 
os. Communists, when they stlmnlate paramilitary activity, are 
doing what the world expects from thsmt whan we do tt, wo appear 
to betray our own professed principles and therefore cannot afford to 
compound deUmpMcy by defeat. Moreover, as foe recent Algerian 
episode showed, once we convince the world that wo are committed to a 
paramilitary endeavor, wo will be blamed for all sorts of things. Aad, 
as foe recent tractora«for-priscMre episode showed, whan wo do m:^ 
men to possible death, ws cannot lively write them off and close the 
books. Ths CoDomaniots, on the other han4 have no oervpioo about 
liquidating a losing shout

NW 49061 DnnTd: 37622644 Paae 10
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and will clean the •twation up in the three months. ” Marshall, 
who had had experience fighting guerrillas in the Philippines, 
replied. 11 It won't L« eo easy. Yoe will find that they will bleed 
you to death." Cypvns and Algeria illustrate the difficulty of eves

LU

the encl of the Secord World War: la Greece, because Tito's defecticr 
. doe^d the eortharn uordw; in the Philippines! and in Malaya. Lu

UI coxnbinatioo cf political and cnilitary cogattraowM.

JJCD the fiomtryiide.

UI □

and woe."

UI

O

%

W

I:

^*S

K^^’^wisa'

s
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5. How ^ ^^ih Policy Control? Hore I wander whether the 
British experience e ight not be of value. The notable feotere of the 
British intelligence rvstern is the determination to keep clandestine
activity under stxic> foreign Office control. This control io achieved

a) Secret ^ttalligence Service (MI-6) itself operates tinder 
the direction of ths Joint Intelligence Committee, which has a

tr ui
ui

Colonial Office and the Commonwealth Relations Office ae well 
as the Chief of tS.

Ui

•5

UJ

$ rtD:2 Office

form to Foreign office disodtiveo bat meat be cleared with the

tn

uj

/ Chief, and Foreign Office cffieialo serve tears of doty in SIS 
sections.

'# $

V

'i?
i'fis^JSi’Siiv? < 
^S®!sS‘a<!ir:;:^
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12.
4

personnel Into the i -<.4Ulg«M« agency.

purpowiful grip on iM ottoatinn.

^* Cperationa aat iattiligeac*

UI

Id

u

. larly perplexing questions. 'Intelligence* include# too Mput 
activities: daodseio collection! and research. analysis and 

. evaluation. The fuet dadi with that assail portion .of raw inti
$

overt.
^7

;K?i

eatimataa.

;ui:r-

uro

CD'

Id

:i

1^
^^so®

4

&a&U£ UbW JAaUMaWUa
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13. ^

Judging of Um situation in any foreign country it U important that

faulty,

ui 
I™ 
UI

the incorporation el -he research and estimate function in CIA --

X

£

u

Obviously both argt ''Mots conclude tn a case for the establishment of

UT.O

03

LU would provoke prising# behind the line# and dofootiesM frees the

it;

A

^^
-'9S

W

U

■r
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ocunci

u 
H 
UJ

searching scrutiny

Where could this g: uup be located? 
subordinate to Stat?, an Mi-6 is to i

UI

from public sources, ft would represent* in effect* a fatten of CIA/
f 
J

of th* Mrvice functions now cesdlded to CIA •• photographic interpre­
tation. biographies-, data, foreign broadcast monitoring, overt ccUec *

k '4* .co

£

Conclusion.

CD

intelligent*. ft la an argument for a drastic owlmil of tha Stat*

,r

agfita
\

J’
;^ ^OT'^?' • t ^X^j>

i^j^ US
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15.

The structure wide! ^culd meet the criteria suggested in this 
. memorandum would a as foHuws: ?

clearance authu -tty over all clandestine activity. This 
might be eff4Ctis*«Ml on the British model by the appointment 
of a Deputy Unt> ?secretary of State for Intelligence, who 
would act for t! Secretary in these matters and who might 
serve as chairr .* a of a Joint Intelligence Board*

o.

■‘j
UI

2) The Joi.- <. Intelligence Board would include repre­
sentatives freer dl eiorceote In the intelligence community 
and alee from L: Vrhite House.

UI

^AiS;'':,- * yn

> 5-

UI

Sill

CD

3) The operating branches of ths present CIA would ba 
reconstituted under some blameless title (the National Informa­
tion Service). This new agency would be charged with responsi­
bility for clandestine collection* for covert political operations 
and for paramilitary activities. It would submit projects to the 
Deputy Coder sec rotary of Stale for Intelligence for clearance. . 
In general, the agency would bear somewhat the same relation.

prtienUy do.

4) A second semi •independent agency would be sot up, again 
bearing a blameless title (the Foreign Research Agency), coordi­
nate with the operations agency. This agency would be charged

include CIA/DDI, ths Bureau of Intelligence and Research in 
Stale, and the various service functions new carried on by CIAa^ 
(photographic interpretation, biographical files, foreign bsoadcas 

; monitoring, scientific intelligence, maps, overt collection, etc. ). 
\ It might well be located in the CIA building in McLean.

Arthur Schlesinger, Jr
The Attorney General 
Mri?Buady • 
Mr;; Dungan




