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June 30, 1961

MEMORANDUM FOR THE PRESIDENT

SUBJECT: CIA Reorganization

I gubmit the following viewa 38 gne who worked in OSS during the
war and gerved as a poriadic CIA consultant in the years eince.

On balance, CIA's racord has probsbly been very goed. In the
nature of clandesatine epcratione, the triumphe of an intelligence
agoncy are unknown®; all the public heare dtiout (or should hear
about) are its errove. But, again tn the nature of the case, an
agency dedicated to clandeetine activity can afford damned few
vigible ervors. Tho tmportant thing to recognize today, in my
judgmeont, {e that the CIA, a5 at presont named énd congtituted, has
_abiout uged up {ts quota. Its margin for futurc orray is practically
non-exioteat,. O©One more CIA debacle will shake faith considerably
in US policy, 8¢ home 98 well as abroad. And, until CIA g vieibly
reorganized, it will (ae in the Algeérian {natauce) be widely blamed for
@evelepments of which it {s wholly innocent. : _

The argument of thig moraorandum te that CIA'e trouble can be traced

to the autonomy with which the agency has boen permitted to operate;
and that thia cutonomy {8 due to three main cauges: (1) dn inadequate
ductrine of clandegtine oporations; (2) en inadequate conception of
the :elauouhxp between cperations end poncy. (3} an Madaquate

| ‘Or ehoulé be eea gtosa aaé tepeatee CIA tsﬂing has been its

cccasional réadineqs to suceumb to the temptations of favopable
pulilicity. The Guatemalan and Irgnian cperations were almost
nullifted by the fload of self<congratulatory publicity whtch follewed
them (e. g., the articlos by Richard anéd Giadye Hazkoegs, "The
13, 1954). o '
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canception of the relationship betwesn opersticns sud intelligence.
The memorandwn &lgo suggests waye in which gome of thase prad-
hunacanswrmqan&saﬂsvmwm&

I CIA Awtonomy

cmA<unnhumethtea!nzhnﬁnmmneﬂsecnetﬁumki ¢unﬁkmuhusnnen1e
genge collections covert political aperativns: dod pars

- activitie, !Ecasvhavéne&amaﬁmmuamaﬁwﬂﬁssehuhuaanununuy
The reagons for the guiongmy are hiateeical.

Whea CIA begsn, the State Department, atill thinking teo mach to
teerne of ite traditional migsicns in lovelgn afaied, looked an this
new venture with éugpiotion dnd cenpunced the cppurunity ¢o eeize
fiova cootrol of CIA gpovatione, B did mot, for exsmple, try to
astablich eay effective opttom of clasrance far GIA activitties: and
sare amhasoadors frankly preforred not €9 Rnow what CIA was W to
in their coustrice.. Aftar 1953 the fact chat the Secretasy of State and
ﬂhasnmmunrufe&uhml8u#“hmmmanmuenmaﬁwmoﬁmuaetenm&mmms
€iA's indepasdencs feom guporvision by State Depastm

In the meantime, emalgnnrunaﬁyaanaggmm,. Dusing the ffttes it
began in dorao &¥eas to outateip ¢ epaztment tn e quality of
ita pevuonosl, “"ﬂﬂﬁﬁgﬂﬂuﬁeﬁ&sﬁﬁﬂhanmmcﬁ&ﬁnaecndaman
more pestiags becauss Allan Dullog gave hig people courageaus pros
tection ageingt te sttgele, GIA wad ablo to attraot and Bold

& lovge wumber of dble Ak tedependentsminded wen, The more it
adtied brillast activigts o ite otaff, tho more mGmestum 160 cjovaticns
daveloped, and the grester rale it pleyed ta the lolslation of palley,.

Byﬂhaﬂnusﬁm&SEnnaadtnnmn&aheﬁﬂﬁrasntecﬂtheﬁmn&hune
hyanamuwaaudnuﬁmamnuatnA¢iﬁhﬂétﬂmgukms:auunﬁ

tho chavte to eatabiich s own ultimate authosi % gnghgsuum,gg,

tainsd @ nomingl superviaion over covert polisteal apueaticne

| wuamumadnmumunaﬂh&&ﬁqﬂc&aﬁsmmm&munr@wswaaeu:aspuasaaedqmpmum&aa

ait accompliy Gtate never had'title to comtral avert

ntelligence colldetions and 1t iad et growd tn suoh

amuasascwmﬂunnﬁnmaumpaﬂ&ugamﬁewaaﬁncmanmuﬂuuuaneeu

ovart diplomstic contacts

SECRET

AR



SECRET,

For its part, CIA had developed g whole aeri¢s of functiong parals
l¢ling alveady exiating functions of the Stata Department, and of

the Defonse Depavtment a2 well. Today it hag ita own political
desks and military staffa; it has in effect its own foreign service:

it has (or bae bad) ito own combat forces; it .even hag its own air
force. Rs annual budget {8 about __ times that of the State Departe
ment. The contemporary CIA pogsesges maay of the characteriatice
of a gtate within a atate.

II, Doetrine

Though CIA'e astonymy developed for higtorical reasons, it hae been
able to endure becauge thexe io no doctrine governing our donduct of
clandeating operations, The pyoblem of doctrine for CIA {a tho extent
to which ite varicus alanﬁut{ne migsiong are compatihle with a freo
and open gociety.

B is idle to argue that, bacduse the Communisty ¢an do such-gad-guch,
we are free to do {t too. Communiom ¢ & ¢reed aurtured in cone
gpiracy; and tho whole polut of Connnunist eccial and polittcal opgani- .
sation 18 to make congpirscy effective. I "fighting fire with fize' means
contracting the frecdoms traditienally enjoyed by Americens in order
to give morve freedom to €A, no ene séricucly wishes to do that, Vet
£ do not feel that we bave tried rigorously to think through the limits
which the maintanance of an open saclcty places on gecret activity.
Untl! thio to done, CIA'e role will not be clearly defined and undere
gtoed. The problem which muct b faced fns what soet of gecret
adtivity is conglctent with ¢the preservation of & fireo goctal ovdar? .

We mudt begin, I bolisve, by accepting the fict that the United States
will continue to be & nation in which politicians will ack queations asd
make gpeeches, reportere will dig out stofies, newgpapers will pubs
1iah aditeriale, individuals, driven by promptingse of conscicnce, will
blure cut things harmful to the state, and so oy  We do nat wish to
chiange thege thinge &nd could not do 60 witiont viclating the essense
of our qoclety,. Thaese things make up the frameworh (o which CIa
must operete, I chowh mymmmmMﬁmt&u
General Marahall uged to aay, “"Theve's no potut fo fighting the

: m_em,"
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I Operations and Paliey

Clandestine activities cbould be asseseed ndt enly in the contoxt

of thelr relationship €0 an cpen scélety but alde in the ¢ongext of thelr
salationship to United States foreign policy. ’

CIA operations have not begn held effeciively suborédinate to U.B.
foreign pelicy.

iy
State Departmew cem

igence colliection is, by charter, free from
. This fact expoces American foreign pelicy

t0 & multitude of embarragssmente when CIA {8 dlgcovered rec¢ruiting
. agents or developing gourcees in & friendly country. 7The receat

Singapore case, whea CiA, without notice 2o the Congul Geneval,
teied to gubvest @ membey of the Special Branch of the Singepore -
Polico provides en lagtructive enample. After complications of
ludicroue complexity, including an attompt to sabject the récruit ¢o
@ Ho-detector tast, it turncd out that the secruit hed leng since
isformed bio suporiore of tho CIA appreach ard wes leading CIA
into 3 tvap which, when oprung, preduced considuzgblic embarrass.
mant $0 rolations hetweon the US and the Singlporo governoment.
Thérve havo beca tronbies ¢f 3 comparable sort tn Pakistan end (o
Japan {where a group of GRincse Nationals were smuggled into Saacho
to work in o CIA-MBA opezetion).

C1A h2s eaid that, in such cases, neither the Embaugey nor the Doporte
ment {n Waghington is normally informed of this type of cporatian.,

fn chore, no one knows how many potential probloms for UB forveign .
policy -- and bow much potential friction with frtondly statee -- are
boing created at thio moement by CIA elandsgtine iatelligence operations.
Buyely there ia an avgumest for permitting State to docido whether ¢he
advantage to be gained by the cperation {e:gy. the information derivable
from an agent within (o Special Branch of the Stegapore Palice) out«
wefgho the risk {(eogys cOaporating tho local goverament and shaking
ite confidonco both in cur purpoded and in guy sonec). Clandestine
intelligence cperaticns ghould plainly be cleased both with the Bepavte
ment of State and (anve for excepticnal (notances and on ageeemont of

- the Becretary of State} with the local U.-8; Ambastados,

SECRET
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. ﬂepaﬁmne [ éﬁﬁc&’.‘- ~In ymuce. hOWEVEE, cza has oftcn beon
able to seize the initfative in ways which reduce State's sale almodt

to that of a rubbes Glamp.
This has been pertly the cengeguence of the Superior drive and

.getiviem of CIA perecnncl, ospacially g6 compared with the éiffidence

of State Department pozsonnel. Feor cxanple, when men ¢ome to CIA
with the aseignmant of devaloping covart political campaigne or
ovganising coups or preparing for paramilitasy wagfarve, these mea
naturally fall to work with tegeauity and zeal; thoy probably fecl thet
they are ngt earniag their pay unlede, eay, they orginice as many
coups 2o pogeible. The conceps of ‘coatingency plooaing’ hae
legitimatized the concrate prepavation of cpeseticns sHil presumably

'mehypaheﬁealatagw peoplo 614 not at fivet avtice that ‘contingency

planning, ' whea carried to the ctage of recvuitment gud training of
porscnnel, ¢eeaten & vasted interest which often transforms contine
gencies {ato apparent secogesities. Thua, If & group 10 agsembled
anduewe&upma' ntingenty baste, thentheiaﬂmtoumthe
ptoject theough (it tﬂavam invite the dissppointmeont and
allenstion of the gesupt ao%wmmh«meeml&ww
¢n what had etarted s @ pure speculation. This wde o contral facter,

' of eauvse, intho Suban decision ~« $tho fact that disbaadment of the

Cuban force in Guatomale just scemed to Creato too many problemy and
embarrasomente. Having eéntered into relatiens with peveaaalitios in
foseign lands, CIA has sometimes ¢eemed to feel thet wo must thoreo
eficy do protty much what they vant «« of ¢lae they will dlow aecuefty
¢ cven go over to the Gommuntate. Thio appyoeach bhag mads ua en

_mmm;&mwm-dmmm 9

Wommprwmme!magmehmcmam mcma
opiscdo leaves the abrong improsgaion that CIA {o nat ablo o cantrol ito
mtow-levdepet‘a&mg While the CIA people in Washingion are men
wmuquwm the men attracted to ficld Jobs are some.
timeg tough aad aven vicious people motivated By Griveo of tholr owa -
mwaecemtﬁwinyelmalmemwﬂmmmma
of the opevaticn. Buch adtions as locking up thic Revolutisnary Coundil,
such etorpriges &5 Qperation 40 in Miami where CIA sgente repartedly
trained Cubans in methods of torture, such ¢piscden as the dotontion and
third degree reportcdly gdmministered te Dy, Radolfs Kodel Tavaln and
16 other democratic Cubang this Fedruary ~- 2lf thoae suggest that things
gemmnmepmmmmmmwmmnmm
scquainted.
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It has meant too that the State Department, often epprised of an
opévation only in i8¢ later etoges, is under great preégsure ¢o

endorse the oparation &s dlieady mounted Beesuse of the allegad

evi) consequences of exoreising a vete. £ weoll pomembey Tom
Mann's remerk the day the declaton wes mids to go ahead an Gubas

. "} would never have favoved iniftating this epexations but, since it

- bag gone as far ag it bag, §do nat think we cou risk calling ¢ off, *
Mozreover; at g time when theve ie (nereasing premium on activigm,
Eiate; when it queationsd CIA operaticns or inftiativas, caaty iteslf in
a prigsy, eiasy, negative ¥ole. The advocate of clandestine activitios
gedms "tough' and vealistic: mwmtowmemhwww
Bo the reputation of the United States, world public opinton, ""Whas

- 30 wo gay inthe United Naticng?; otc., and ceging Bopelogely
taralistic, legalistic ¢nd ‘sofe.’

mmacm'smmwmemmmm@mtdmmm
to cyeate sftuaticns which have feyeed policy on the State Depsstment.
This vae oot the oviginal idea bobind GlA. As Allon Pulles weote

L in bis 1947 memorendum t0 the Beaate Armed Bovicsd Gommittas,
-*7The Central Intelligance Agoncy should have authing to do with paliey. ©
Yat, io the yeore vince, CIA hae, in effoct, 'mide’ policy in wany
parts of the worid. A number of governmants Bt in power kocw
mmnmmmmgmammmmmw«sm
‘& state of mind ¢aleunlated 6o atimulate feicodly fedlings twward the
Yaited Statee. Indonosis, of qourac, i & pRime emtﬂz :

wmwmmmmmmmwmmm
State of & projected couvert operation 16 ingdeqguate &0 preiact US
totovsets. Thoro pmat be some mesns by wbich fate cao Be informed
- of such operatichs st an early enough etags to affect the ¢ :
and prelimingey planuing of the operation: | emmﬁew een-
mmmﬁm&&emwmﬁmm o2 T

Abgut xsaa a m &eo wntey sa;a e ks

3900 to 3?60«.,

b=
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. cutnumber thoae in tho Embassy'e political
even gought to menopélige cantact with cetain Freneh pelitical pordonsils

SECRET
8.

(the other 2200 are présumgbly undes military or other ngn«State
official cover). Oziginally the ugo of State Department covor for
CIA pé¢rsonnel was guppoged to be atrictly limited and temporary.

The inlles~Correa+~Jackgon report étated in 1948, "The ClA should
not use State Department cover as 2 simple anawer to all its probloms,
but should prauceed to davelop its own cutside cover and eventually in

.fhig way and through incveaasd effictency of it overseas persomel,

fiud a way to temper {15 démands upon the State Department. ¥ Nonge

-theless CIA has staadily incrcaned its requigitiong for official cover.

Theye are aeveral rensons why CIA has abandoned ite original intention
of developing systems of private covar. It i casier to arvange cover
through State; {¢ is Jog® axpensive; (it is quicker; i facilitates the
8¢curity of gperations ag well as of communications (¢ insuree @
pleasanter life for the CIA pecple. But tho ¢ffect 19 to further the

CtA encrcachment on the traditional functigus of State.

In ¢ome miscions, fundergtand, GAS pergunndl cutoumbers regular
State Department pevgonnsgl. lIa the American Embagey in Vieana,

‘out of 20 pergons ligted in the Gotoder 3960 Foreipn Service List a9
‘being in the Political Saction, 16 are CAS peragmul; of the 31 officore

licted as ¢nguging in seportisg activitien, over half are CAS, Ofthe

13 officere lmad in the Political Section in cur Embasesgy (n Chile,

11 ace CAS. On the day of Pregident Kennsdy's Inavguration 47 poyeent
of the political offfedre gerving in Usited States Embassies were CAS,
Bometimes the CIA minsicn chiof has bégn {n the country tonger, hae
more monejy at hie dispoast, wiclds mere {nfluence (gnd fe abler) than
the Ambasgador. ORen ba bas divect accegs to the local Prime
Mintgter. Sometimes (@0 during a criticsl pezicd in Laos) ke purgues
a diffeveént pulicy from that of the Ambasendos; Aldo he {3 generally
well known locally a¢ the CIA repregentative.

mmmtsmymv.mﬁmtzaemm msaam

m:mdmmmwmmwmqummmmm

accupied by State. The CIA men doing gvert tuternal political
goction by 1042, GIA bse

tieg, among them the Feegldent of the Nitional Agsemily, CIA gocupics
the top floor of the Parie Embagey, o fact weil kuown locally: asd on

SECRET]
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asoctety, (Thoee ¢«
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the night of the Genoyale' revolt in Algez'la:. paggere«<by noted
with emugement thas the top flaor was abluke with lights, (fam
informed that Ambaceador Cavin was atle to gecure entrance that
night to the CIA ffices only with difficuley. §

CIA ia apparently oow flrmly committed to the GAS approach as &
permanent gclution fov its problema. It {3 pregRing to hive GIA

- people given the gauk of Coungelor. Before State loges controd of

tagre and more of ite presumed gveraces peragunel, and defore CAS
bocomes permanently intagrated into the Foveign Service, 1t would
seerm (mportant (a} to gesuse every ambageadoy the fizm contral
gver the local CAS etition nominglly promiged in the NEC Diredtive

- of January 19, 1961, and (b} to réview the cursant CAS aituation with

an ¢yo to o sfeady reducticn of mmm

y wizfare, §gather, {8 regarded (n somo quartors
asawﬂym ical matter, casily detachslils fiom policy and theres
fors B proper function of the Depastment of Defonge.  Yét thove {0
Mmcmmmmpwuﬂymm@mmm

] contaxt than paramilitay wariar

Thase ape scveral vesaond for thls, Pur 0oo thing, & paremilitacy
mmsemmmswmmtwewmmmm
&8 mmeém elam with theo presuppositions ¢f gar opesn
aeadmang. however, to the
tealning of, goy, %Mvmmwmwwcsnmm
support of siready existing goeerilla activitian,} For guother, the
movel and political price of direct pavamiiftary fiilure 19 acute for
up;, Communiste, when ¢hey ctimulate pscesmilitary activity, are
dofng what tho world oxpects from themy ohen we 4o (6, wo appear
1o betray our ouvm profedaed privcipies and thiorefors ganunt afford to
compound delinqueney by dafeqs; DBioreovey; 82 the rouesdt fAtgevian
epicede ebowed, onte we convines the world that wa are committedto 8
gardmilitary endegvor; wo will ho damad for 4ik éorts of thingd, And,

aa the recent tractars+for«prigonces eptscde hicwad, whon we éo 6ond

men to posstbile desth, we cganot lightly wyite them off and elose the

_ bookes Tho Commwmigts, on the othey hands hve no scruples gbout

Hguidating » losing ahow

SECRET
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Mogeover, gucrrilla warfare ie fought, much more than military
men ordinarily realize, in an tdeclogical context. The gucrrilla

. gucceede when his program enlists gragsroote dupport; and it is
very difficult tndeed to beat Bim when the countryside 16 with him.,
Van Mook told General Marshall in 1940 n¢t to worsy about the
guorrillag in Indcnesia; "we are eending 50, 00C men out there
and will ¢lean the aituation up in the three months. " Marshall,
who had had expericace fighting guerrillag in the Philippines,
péplied, "It won't bs 66 eagy. You will find ¢hat they wiil bleed
you to death. " Cyprus &nd Algeria illustrate the difficalty of overw
coming gum'r-ina regigtance through sheey weight of mailitary foree.

-Serious guerrilla movements have been defeated anly three times einceo
.the énd of the Second Worid War: in Greecs, because Tito's defection

closed the novthern Bourder; in the Phbilippines; and in Malaya. In

-thelaattwumcs&eguﬁrtﬂaresumewmedm

in Maloys, ag Fleld Maye 'remplet undepatocd (and said), wae for
the minde aadhearcsdtkaaaaﬁla: it therefore invelved not only
paramilitavy operatione but & vaet educationsl program, organisation
of tredo anfong, politicyd relovm and an effor of national independence,
1€ the guersillaw power lice in hio revolutlenary program, the anowsy .
Iies in part in mecting the aceds which engbie the guorrilla to rouse
the counteyside. “Without a political geal, * weote Mao Taa«tung,
“eyerrille wasfere taust £541, a9 it must (€ {ts polizical adjectives do
agt coincids with the aspirations of the M@M(ﬁt&eﬁv sympathy,
casperation and agsistinee cannot begained. ¥ He added, “Do we
want tha support of the maeses? K we 4o, we must go among the
maysed; .awuse them to activity; cencorn euyeelves with thelr weal
and woes '

. Forv thego reasons, paramiiitary wrrfare caanot be considered ao
primarvily a miilitaey weapon, It Lo primsreily & pelitical weapon and
muet therefare be gubjedtad to clase and careful peolitical cversight,
& prodbably ehould be retained in @ reconatitutad GIA esther than
ﬁamievzaﬂwm

- SECRET
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Britieh mﬂme migm Bt be of va!ue. The notible feature of the
British tatelfigence gyetem is the detevmination to Beep clandestine
actévity under gteice Forvelign Office contrel. Thie ¢untrol ie achieved
in o numboy of ways:

a) Becret Intelligence Service {MI«E) (geelf operates undes
the direction ¢of the Joint Intelligonce Cemmittee, which beg e
Foreign Office chigirmas luntil rocontly Sip Pagtrick Bedn, who
148 now the Britich fepresentative &4 the UNY) and which includes
. tho Sazvice Inteliigence dircetors and veprosontatives of the
Colonial Offtce and the Commonweaith Relutions Office ag well
" ag the Chief of 8I5.

b} basic politicst warfare directives gre originated, not
ty 616, but by the Information Regcaveh RDopactnent ta the
Fozeign Qfflen, often in congultation with sn intovdepartmeantal
Woskicg Svoup on {utérnational Comesunist Fronts, aod uodey
mwmmwmmmmgm&emya
mmsmumm o the Fare
Office,

) SEcmnpmwmmgqumtym
form to Foecign Office directiven it xaud} be ¢leared with e
agpropriste Ferelgn fice geographical deghs,

4} working graups undew IRD chatemassabip gavern cposss
Slgug (o epecial éreaa, ouch e, for axample. Simo«Bavies velae

' meﬁh@ Weoeld Youlh Fostivals
e} & Poveign Offfce Swif Lisioon Officer gits nest to the SIS
Chlef, and Fovelgn Office afficlale ¢evve toure of duty in SI5

Al $hedo devices might Bo adaptes fop uge by o Otate Depaste

etmﬁmm mmmmmwmemﬂym
" retain opesational eutoncrny Bug that ite opdrations would Be at a}
-,meen&jmmmmmum“ﬁmw&e :
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enforced by diraétivas. by State mpamm Whﬂ? of
‘watking groups, and by (o toflleration of Stute Department
persomel info the intelligence agency.

Obvigusly tbig ¢st-up would age succesd, howsver, unieds the
State Dupastracnt itgelf were prepared to evercome 26 inbred
habite of diffusion, négativiém and delay and to take & fiym angd

wpommmmeaittmum

W.’ 21ty Eﬁﬂm , - =

The relationobip batween egmm and intolligence galans particus
larly povplexing questiony. & 'Intelligence' ineledes two saparable
activitiog: cigndoétine eﬁteeusm end rogegych, analysis and
evalustion. The firet dealn with that omall porticn of raw intallte
goence procured by gecvet meane {idy. Bulles ogtimated in 1947 thae
"a proper analysts of the tuteiiigence abtatnstle by . . . overs,
mormal, and abovebeaid moass whuld supply ud with ever 80 peveent,
1 chould estimate, of the information required for the guidance of cur
national paltey'h tho eccund luvelveo the cellaticn and interpretation
of ali forma of intelitgancs, kowaver obtalned and the production of
-ogtimgton,

" Usder the Beitien ayétem, clandestine collection i@ entrudted to the
Secret lutelitgenco Service. The redaasch, gnalytic end eetlmadug
emeuen io located in the Foreign Cffice Ragsaveh Doparin

Uadar the Amorican gyeteny CGlA has responathility for both
clandestine collection and zesearch and analysie, Tho ate Depaste
ment'o Burcav of Intell{gencs and Roecoareh Alse has readagech asd
anslyato sreeponsitilftieq: but. in practice, GIA hao ostablished
contral over the maghingny for producing adtional edtimates ia such
3 way 69 to reduce Slate's contribution to submisting ite views to CIA
for Bcoopiance o vojection: In othor wordh, wWhows in Groat Britain
| -msm@memwmmmmmmmmtm
in the United States that eolo hag boen asaumesd by €14,

13
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. The ergument sgaingt locarporating the vescaech and estimate

function in State @28 mide by Dulles in 1947 “For the propsy
judging of the sitnation {n any forelgn country i6 i3 fmportant that
toformaation should be processed by an sgency whoge duty 1t is ¢o
weigh facte, and todriw cenclunions {vom those facts, withous
baving cither the facts oF the conctusions worpad by tha insvitsble
and even proper prejudicos of the min whoge duty 16 is to determine
policy and who, heving gnce determined a policy, are too likely to
bebhndmaayfa:t&which@gbnaﬁmmeﬁ&p&cymba
faulty.

Precigely the same srgument can be usgd with equal ¢ffect against
the incorporation of the seaearch and egtimate function in €IA «»

L. e., §f {otelligence {¢ ta0 cloaely connccted with oporations, tlien
thase committed to & particular operation will ¢end to ectect out the
mmmwammum@mm

Wymwgmwmemmmnmmﬁ
& faiely {ndependent susessch sud ogtimate- geoup, But; if the RRE
geowp is too independent, one runa info the Oppasite dangers that fe,
mmrpﬂiszymmm&eneqﬂlIMGtmmma&m
mmgemm

neumb:ewmmaubmmm mmnmh. was oot that
intelligenge and operstions wewe combined, bLub peécieely that the
mmwmmmmmm Tho fne
telligenca branch (DD of GEA wae nover informed of the existonce
of the Cobain cperation: The Offico of Nutlonst Edtimates wag nover
ashed to comment on the assumpiion, for csacnple, that discontent
#34 veached the polnt (n Cubs wheve ¢ sucyesefol landing oporation
would provoke uelsings bebind the liaeo aad defections framn the
Attis,.  In Decémbér and Fedrusry, the Office of National Botimates
praduced genoral apprafaste of ke Cuban situation, but thees wese
wholly independent of (he Cuban operation. [ gathor ckag, if ite
opinton hgd boen fuvited, DES would have given quite o differént
aatimate of the atate of opiaion in Cudbs fromn tiat ou which the oporde
tion was baced, Thero exiated, in ghort. tho sidiculous difuction
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that knowledge of the Cuben cperation, flaunted in Miami bars

by any asumber of lowslevel gents in the cperationd branch of €lA,
was denied to even the top officials of the intelligence bygnch. The
Bureau of Intalligence and Research of the Departmeont of State
knew even leea about the Cabdn operation.

The problem, then, 18 t¢ have an R&E group sufficiently independent
of both policy and gporations to résist the pregsure to make the case
for vested ideas and {utercits -- yet qufficiently clase to be eble to
subject projectad operstions or policiee to the moat tntvnge and
searching ecrutiay.

Where could thig group be located? If the- CIA were to become
gubordinate to State, 48 kii-6 {g to the Foreign Office, then the R&E
function might be vested in & coordinate ssbagenecy, somewhat inde
pendent of both State and CIA, yet closely connécted with both in day~
to«day operationa. The R&E subsgency would recéive intelligence

from CIA and from Stste, a6 well ae from the gserviceg and, of courge,
fyem pudlic sources. It would repregént, in effect, a fusien of CIA/DEE
and State/Intélligance and Regearch, It might algo take aver cortain

of the gervice functiong now confided to CIA <« pihotographic intorpre.

tation, biogrephical data, foreign breadcadt monitoring, overt cellees
tiom, mépe, etc.. Thers might be in addition & Jolat Intelligence Beard
with zaprecemuven from all the {ntelligence agoncice snd with @

. : o White Houge chiatyman,.

Y. Conetwen.

The argument of thig memoséndum w@uw a fatsly drestic vesrranges
meut of gur present intelligance geteup. It alde {toxplics the capacity
- rimont (5 S49ume comxmand of the éitustion énd to do

g0 in 8o effective .m puxpateful way. I the State Departmont a8 at
present etaffed i uod copsble of agauming effactive commend, thie i&
uot;. in my judgment, an argument agatngt & ritional redrganination of ‘

_lntamsme. & {9 dn Srgument fuadramwmdmm
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"The structure which would meet the criteria guggested in thig
memorandum would be 8¢ follows:

cc:

AmTaA.DONEANANS

1) The State Depattment wqulé be granted general
cleazance authority over all clandestine dctivity. This
might be effectuated on the British mode! by the appointment
of a Deputy Undeyaecreétary of State fox kitelligence, who
wauld act for the Secrotary in thegse matters and who might
sexve as chairimain of a Joint Inteiligence Board.

2) The Joint Intelligence Board would include repre-
gentatives from all cle¢ments in the intellfgence coramunity
and also from the White House. .

- 3) The cperating branches of tho presaent CIA would be
reconstituted undey gome blameless title {the Kational Informae
tion Service). - This new agency would be charged with reéponsi-
bility for clandestine collection, for covert political cperations
and for paramilitiry activities, IR would syubmit projects to the
Deputy Undersecretary of State for Intelligence for clearance.

In general, the agency would bear gomewhat the game felatione
abip to State as the Digarmament Admminidtration and ICA
pregently do. .

4} A accond eamtdnﬁependw ageucy would be ect up, agaln
bearing a blameleas title (the Foreign Ressavch Agency), coordie
nate with the cperations agency. This egeucy would be charged
with responsibility for collation and interpretation. I woulé

inciude GIA/DPY, the Bureasu of Intelligence and Research in

State, and the varioud gervice functions now eagried on by CIA
(photographic interpretation, blographical fileg, fordign broadcast
monitoring, scientifie intelligence, mapa, avest collection, ete. k),
It might well be lotated {n the ClA building in Mclean.

: Apthue Bchiegingér, ju.
The Attorney General
Mr. Bundy

Mr. Dungan
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