i
o
E.r----m
-
CL
&2
=1
POkl W
E i I
| —

MEORANDUN FOR THE FRESIDENT

v, Cr =t
bR

7

INT 558 [,

OCT 31 1945

Subject: Orgenisation of Intelligence Activities in the Government

R s e

Tithin the pest few monthe, with your approval, & mumber of steps
have been taken to readjust ihe Qoverrmentts intelligence activities to
& post-war basis and to establish within the normal framwork of the
Soverrmant an effestive intelligsnce opsration, These staps imvye been
consistent witk a plan for the post-war orgenization of intslligence
which has resuliad from ssveral ywars of study by staff of the Bureau
of the Budget. The basic siements of that pian have been discusewed
with you and wers set forth brisfly in the meacrands transsitting the
recommendstions of I, Snyder, Judge Rosenman, and mysel! om the dis-
position of the Office of Strategic Services which yuvc approved through

Bxsoutive Order No, 9521 of Saplember 20,

Attached iz omr complets report of recommendatiors in this field,
This msmcrandon sommarizes the recommendations cof the report and progress

made to dale.

A Bazis for the Post-war Organixation of Intelligance

IS is commonly socoepisd thad, despiis a continuoun improvement
during the wer and coms Individusi instances of suoasssful perforasnoe,
total performunos in intalligencs has not teen on & per with that of

soms other mations,

¥y staff has endeavored to determine the aduinis-

irativs resasons for this in order that we might learn from the mistakes
of the past in bullding for the future.

Attached to this memorandum is & report resulting from onr studles.
It revisws the Qovernment'!s prewar and wartime intslligence activities
and develops conolutions and recommendations. For your convenience,

repert.

Eﬁ of fimﬂ.a; .
inadequacy

. thars follows a summary of the primeipal findinga and conclusionm of the

The peineipal weslress has been the

n ganoe opsrations of the departments concernsd,
indesd the lack of any intelligenocs operstion in the State Departrment.
Imadequats oporations hxve rssulied in failure to anticipate intelli-
genas raede, in fallure to recognise trends, in lack of perspective,
and in insdequates pocling of intelligence sxcapt on the basis of matoal
exchange ‘of individual reports.
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Jafere the war, aml t0 2 sonwiderable sxtent wiill, there has
been sn overwaphasis on seeurity ixtslligmws, l.s., intelligence whiah
is sonserwed with wafrisndly or indt viduals eithey a% home
oy aAwrend., The evwerumphasis on this kind of intelligewmee was largely
respensible for sur failure to develep sarly engugh the Wype of orpwmi-
ssiion nesessary $o0 producs reslliy bastsc ixtedliigemes. Pwriher, the
unﬁmﬂpmcmmvmuimqmm:ﬂunm
ssan units respongihls for more besis inkelligence has ssused many of
our sstinstes Yo be oversed mad'li seourily considerations and Jms

on guird against the lssst of our dangers.

Oar martise expinalon w53 not in sooord with any prier plan, nor
och ecordinstina could be mchieved.

operetion om smything approsshizg 135 present soals was

mmxuerntxmmcu,
bow it is produced, znd in uixt way 1% relstes to and serves the setiom
ami poliqy-making pooplas. Yor exanupls, sexy persons nhose astive
partizipation in dereloping am effsciive pesi-uay oparation 1s essential
sra i1l thinkdng narrowly in terms of md intrigws, in terws of
surrect developmsnic and the lotest news, or in terms, mlely, of the
develapmunt of zew or special gourcec ef informsiiom.

Suamrr of conclusions. The report develcps, frem an amalyeis of
thess weslneesss, four mjor vonelnsions and two of sesondary
importance which are in effect the slemants of & plan for post-mar
orgaplsation.

1. Cur sapandsd requiremsnts Ior intalligenos will require
more Widespresd undsystanding amsng Covermmnt officizly
and agencios of what intelligemee is and how it is produced,
and & more wldespread participeation in the dewelopment and
implesmtaticn of plans for laproved opemtion.

2. The prinsipal intelligence cperaticns of the Government
should be corgwized at the point whers deciszion is mede or
astion taken, i.e., at the departmntal, or lowar, level
and not within Aoy singls contral Rgency. Each depariment
{or smubdiviaion of & department} which has luportsnt
respougibilities in international matters or which has
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reaponsikilitise for providing the publio with informstion
about foreign countries should provide for & competent
forelgn intelligense operetion.

The basie lntelligsnos operation in esch depariment sheuld
be orgmnised apert from the security or “oounter" intelli-
gonoe opardtiom serving intewnal seourity purposes; sxcepb
for the mtual exchangs of highly sumsarised sand sigoifiosnt
Aintelligence.

To snrure optimue results from the departmental intslligence
ad seourity operstions, homever, integrsted Government-wide

szhoald be devaloped under the lssdership of the
Stats Depertmsrnt, through the orestien of two interdepart-
ranial sommitiees, cne dealing with basie intelligence in
gemrel (politiocal, sconomie, xilitary, sociologlioal, geo—
graphic, ete,) and tho othsy with ssourity snd security
igtelligence.

Gf & less preassing snd longer-range nature are the following two
conclusicms:

5

6.

Soma high-level intelligeves is nseded to guide declsions
mide at 2 leysl above tie departamts themselyss. The
State Department should scrve as the prineipsl agency for

ths dsvelopment or procursment of sach intelligemos. The
Pregident, however, my fini rscessary an indspancent
research steff to sorve his own meeds. Should this be found
desirebln, th research staff should be smll and be ocn—
osrped rimerily with winging together intelligence zvkilables
in all departments %o faifill a partioular need.

Thare my b 30me need to centralize under the direction of
the Ainterdepartmental grovpe organised undsr the leadsrskip
of the Ssoretary of State ocertdin operstions which zre
common to all agencies or wrich for poligr ressons my best
be porformed centrally. The determinsiion of the ldnd of
osmtral operstion shish will be needed can swait study Wy
the central coordinating body provided for in 4, sbove. In -
geuarsl, howewer, no operatiom should be undertaken cen-
trally which osn be performed satisgfastorily at the depart-~
mantal lavel. )

i) or 2}

The principal staps alrescdty taken toward eschieving a post-war
organimatisn bieod on the conolusions outiined above #re the following:



1. Of grestest importames ix stvengihexing eur irtelligence fer

oumtweted withia (he departmsuts retlwy thax in & ssnbyul
agenay, wis the sgisblishmmt of s Offiss of Nesearch mad
ia the Sists Departmné. The imperience of this
step wss gtressed in the Baretu of the Dudgetts repord 4o
Secretary Byrawe of lash sumer. On Sepbeuder 28 Uw Depart-
oharge of Research md

;s
;
i

the
2. On September 10, thweugh Emeutive Order Fe. 9671, im

Servige, ufter sensliderabdleo resdjustuent smd ewrtailment,
inte the persstent Dopartmmmt. The Offies in the State Dupart-

3. A small pors of the Feredign Esenonis Adeizistretion will be
trensferrad to the Stete Dopartmewt in ascordanes with

Budget is currently working with the State Department in pre-
Paring fer abserption of the tremsferred activitise.

i. On Beptember X, ocoineident with the pudlis someunsemsnt of
the 053 tramfer, you directed Secretary Jyrves te aAssum the
iz Governmmt-wide

pre;

somittees to coardimmts the intelligemse opsrations withia
iw veriows deparitoents. 7The immsdisate probless of building
his own fasilitSies and of assembling a staff lave delayed
astien om this msiter. Staff of the Burees of the Buiget is
sxrrerily werking with the State Departami te asxist in

orgeniaing these greups and in develsping sn crderly pre-
oedxro. -

Stepe Oarregtly Deing Plarmed

The desirmiilily of effecting » weparation of sesurity and
sesurity intelligencs from basis intslligenos will nesessitate the
organisation of two committases in the Stats Departmend. IV is possible
that the State Department will requsst yowr approvel eof an additiomal
direstive o tls departamts conserned to olarify the exsoi responsi-
lities plased oo the Secretary of State in your previous publls
Intherw.
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intevdeparbammiol groups sh will be Breught Segebbariwdsr the State
Departmnt will sesomplish a groit deal. lMearwhile, however, the
Beremu of the Badged will intansify its activities. Among other things,
we intemd %o glve appropriate distributiom te the attashed report.

|
i

|

Wih yeur approval, the spoeifis sddiiional proposals which 1
aball resssamnd fyoem tiss 4o 4ime relsting %o the ocrganisation of
inteliigenes and sweurity astivities will conform to the gersyel plan
eutlined iz this acscoyandwm amd im the attasled report.

{Signed) HARULD D, SMITH

Director
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Plan for Orgenizing and Staffing
INTERDEPARTMENTAL COORDINATING COMMITTEES

INTELLIGENCE AND SECURITY
INTERDEPARTMENTAL COORDINATING COMMITTEES

SECURITY INTELLIGENCE

Secretary of State Chairman Secretary of State

Secretary of War Secretary of Wer

Seeretary of Navy Secretary of Navy

Secretary of Treasury Secretary of Commerce

Attorney Genera!

SECRETARIAT

Fxecutive Secretary providad by the Depl. of State
Other staff provided by the Dept of State supplementad by indévidusks made available
onafull-time besis o5 determined by the appropriate Committee.

VARIOUS SUB-COMMITTEES AS DETERMINED BY THE APPROPRIATE COMMITTEE

SECURITY O SECURITY (COUNTER) SPECIAL OR COMMON SUBJECTS OINERAL INTELLIEENCE SUBJECTS
INTELLIGFRCE SUBJECTS OR KIHPS OF GPERATION OR KINDS OF OPERATION OF KINDS OF OPERATION
Chairmen provided from the Secretariat

Secrstarial services provided by the Secretarial

Members of the sub-committees designated by all departments of interest, either as users
or producers, in the subject or Kind of operation with which the sub-committee is
concarnied. Departmental participation will be 5 determined upon, and on the iwilstion of

the appropriste Committee.

$har i
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Functional Organization Chart

INTERDEPARTMENTAL COORDINATING COMMITTEES
INTELLIGENCE AND SECURITY

INTERPEPARTMENTAL INTELLIGENCE COORDINATING COMMITTEE
INTERPEPARTMENTAL SECURITY COORMNATING COMMITTEE

Establish criteriz and policies for the organization of e Goernments infeligence and security aciivities

romulgate specific operating pons for the tonduct of the Govemment's inteifigeace and security activibies to insure fhat
they Rufill alf wational requirements including those of iy departmant ; that they uitize 10 the fullest i awilzbie
rescurces within or without the Government:and thatany vanccessary overlap or duplication is stiminated

Establish operating plans in readiness for futyre use fo mect changing conditions

SECRETARIAT

Han e Commitiees programs and serve as the exacutive carrying them oot

firec) and coordinata the activities of the sub-commideas and serve 2s their chairmen

$resent recommendations and plans Jo e commiNeas for decision

Develop the document procadura and 3if other procoduncs of tha commitiecsor sub-commiNees

Provide the Commitiees and cub-commintes with secretarial servics

Miiatdin the document Files inchuding 3H correspondence agandas, minules, shudy sheeis, decisions, directivas,

operating plans and nanvals

Frovide other nocessaiy servicas
SUK-COMMITTEES IN VARIOUS SUBJECTS OR KINDS OF GPERATION AS DETERMINED BY THE APPROPRIATE COMMITTEE

Within the assigned subject or kind of operation sssigned .
Develop a detailed stabement in compikd and indexed form of e kational requirerments including those of any department of islerest

Beerming the means, n derms of achual operations for fulfitling those requirements
Detciap. for submission o the appropriabe fommiee, proposed specific opeating plans

-%4 "

$enclop, for submission o tha appropriate Commilice, provesed phans, kegiskation and other inst ts for the adj

: the event of emergency or ofher changed condihions
Serve 45 a continung group responsibie for devtioping 3 coordinated pagdtam for seviewing ibs adequacy and economy of operation
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