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CHAPTER iII -

THE ORGANIZATION AND ADMINISTRATION OF
THE CENTRAL INTELLIGENCE AGENCY

CRGANIZATION

The Natiomal Secwrity Act of 1947 does not m¥e detetled provisien for

the crgantzetion ‘of the Contral Intelligence Agency. It provides tgat the
Agency shall be headed bya Dirac"c.or of Central Intelligence and that he "shall
be appointed by the President, by and with the sdvice and comsent of the Sen-
ete, from smong the commissloned officers of the Armed Services or from among

individuale in civilian 1life".

With one exception, noted bslow, the Director 1g free to crganize the
C:ntral Intelligence Agency es he chooses and to appoint to posiiions within
tke crganization persons of his own selectlon, as well as to terwlmate their

employrent, withoui regard for normal Clvil Service precedures.

In thia chapter we discuss the adminlistratlive organization of ihe Cantral
Intelllgence Agency, leaving for Chapter I, when we have completed owr exeml-
nation of the varlous mctlvities of the Agerncy, =r sppraisal of the over-sll

direction of the orgenizetlion in reletlion to iis amsignsd miszlon.

In carrying ount his task of organizing the Ceniral Intslligence Agency,
the Director has designated as hila Irmediste gubordinates a Tepuly Dlraclor
end zn Executlve Director*. Aspisting this directing group in a staff cepacliy

ere the Interdeparimental Coordinating and Planning Staff (ICAPS); the Ceneral

* Geperal Crder No. 1l of the Central Intelligence Agency, dated September 1k,

1948, +which 1a to become effective shortly, sboliskes the post of Execuilve
Directer. - ’
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Coumnsel who kendles all m.sa'}. snd leglelatlve work; the Advisory Cowmell, =

i .
1 gmall staff which repregents the Dirsctor in handling commnications Intelll-

..--u.ﬁ:i;..;._ s e S »

gence watiera; the Executive for Aduzinistiatlon and Munszsicont, in  chargy of

Tinansfal end bulgetery matbers, edministrative services, mipply end grascsl

vy

o

housekeeplog, persomisl snd menegement edvice and surveys; eud the Exesutive

Tor Ipspectlen mpd Security, responsible for intermal security policles aund
investigations, physical security erremgemsnip, inspections and auilits. {For

Crgzpization Chari s of Jenuary 1, 1945, see Annex No. 5).

The Interdopartmenisl Coordinoting ard Plaunding Stalr {ICAFS), comprisirg

beraons nominated by the Depertments of Siate, Army, Navy end Alr Force, hes

RS
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h a the primery responsidility For nasleting the Director and the ) Intelligence
| . .

1 Advipory Commlitee with respect io the ceordination of intelligence activities.
|. _ {See Chapter IV).

W

The other fNmctione of the Central Intelligence Agency mre periorrzd in

five 0ffices¥, sach headed hy an Asslatent Pirsctor. Theme are the Office of
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Reporis and. Estimates (CRE), Office of Specisl Opermtlioms (¢s0}, Office of

]
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Policy Coordination {OPC), Office of Opernticns (O‘J), and Office of Collectlon

4 - b e

! ‘pod Dissemination {OCD}. A chart showlng the 'perscme‘; ghrength of the verious

-

perts of the Agency se of December 2k, 1948 1= given in Anrex No. 6.
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The responsibility of the Central Intelligence Agency to “correlete and
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evaluste intelligence relating to the natiomal smecurity™ fg assigned _ to the .
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Office of Reports end Estimates {CRE). FEowever, es we will point out later,

PE T

(Bes Chapters ¥ and VI), & clear distircticn bas never beer mede within the

SV

T T e tID T T
s

* We understend that ﬂince this report was written steps are being t.a}:en to
create a peparate Office of Sclentific Intelligence.
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Office of Reporis and Egtimates betwsen the duty of correlating neiional in-
telllgence and performing other miscellaneous rsporting activities which are

more in the mature of “static” common service functlions.

The ﬁopemting“ pervices of gommon concern which heve becn assigned to

the Central Intelligence Agency are carried out by three Offices. The Office

. of Spezial Cperatlons lsresponsible for foreign espionsge and coumnier-esplonzge

{See Chapter VIII). The Office of Operations is charged with the exploitation
of domestlic contacts for foreig)_: intgllisence, the monitoring of forelgn broad-
casts and the exploitation of intslllgence inforvation found in forclgn docu-
ments, press and other publications (See Chapter VIT}. The Office of Policy
Coordination 1s charged with conductiing secret cperations abroad under a spe-
clal nondate from the Hatlonal Sccurity Council which siipulated that the As-
sigtent Director, Office of Policy Coordinatlon, must be nomlnated by the
Secretary of State, and that his appointmént by the Director is subjlect to
approval by the Natlonal Security Council, This Is the only case, as nenticmed
sbove, in vhich the Naticnal Security Councll has prescribed interral arrange-

ments within the Central Intelligence Asency or limited the appointive author-
ty of the Director. {See Chapter IX).

The Office of Collecilcn and Diseemination combines avaristy of functicns,
each somowhat @iffercntly releted to the over-all mission of ihe Ceairal In-
tellipence Agemcy. It porforrms siatic services of comnom concern in that it
compllen and caintains certain blographical, Library and other reference wate-
riale. It also parforms a coordinating function in handling intelligence col-

lection requests of the Centrnl Intelligence Agency snd ike other departients.
Finally, 1t performs sdministrative funciicns such as  the recepllon and dis-

semnation of documcnts and reporta.- (See Chapter IV).
31
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ATHINISTRATION

1y " ' The administrative requirememts of en organization such as the Cenbtral

Intelligence Agensy, which ocerries oubt | overt and covert eactivities, wenmy ol .

which are highly spsclalized, camnot be expected te conform fo morwal aidminis-

1
i - trative ypractice. The entire orgenization 1is, to scmo exteni, affecled by

speclel sccurity requirementis, and these ere partloularly difficult to banile

~ wlth respect to secret intelligence and related operatlons.

It 1o for these reasons that we are oppesad to propoeels for increesing
: the degree of administretlve centralizatlon in the Centrel Intelligsnce Agoncy™.

In particular, the administrative problens assoclaied with secret work abroad

!.- ' ere or such an unconventional charscter thai they need +to be given apeczial

trectrent., {See below, pege 116).

i
i " Adminigtrative errangements which do not mt first sight appear to be ef-
: ficient or cconomicel mey be necessary In the Central Intelligemce Agency.
Perconnel requiremsnis for certain types of work cennot 'coni’orm to noroel Civil
' Bervice standards, and the demends of pecurity often impoge speciesl and unusual

f procedurcs. This psituation must be unierstood mnot only by those r'eapons'lb'f_e

for the internal orgenization of the Central Intelligence Agency but also by

Congress and the Burecau of the Budget.

The charge ie sumetlomes made that there eare too meny administrative person- .

L ; nel and thut the Cenitral Intelligence Agéncy crganization is top heavy In thls

reapect. The Executive for Administration snd Mansgement and the Executive for -

|
1
. i e - .
. * Generzl Order No. 11 provides for +the centrelizatlon under an Exscutive for
, Administration (former Executive for Admiristration and Mansgement) of all
i budget, services, personnel ani manngewent functlone, both overt end covert.
’ Thie messure &g, ‘An our oplnion, unsound and contrery 4o the principles
i
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Inapecticn and Security together represent & lerge nucher of persomnnel total-
1ing over 600 out of e totdl of sbout 3000. Thils figure does not include per-

sonnel performing adminisirative fumctions in other _'ée.rts of the orgunization.

Howsver, regardleas of the criticiom directed against numbers,criticlsm should

be properly directed ageinst policles and procedures. {See Chapter X).

The Centrel Inte;'{igence Agency appears to ;i:uve no sex;ious budgetary
prodblen and is favored by adequats Congresslional pupport. The buiget preyosals;l ’
as approved by the Director, are submltted each year with the suthorization of
the Natlonal Seeurliy Council o the BPBureau of +the Budget where they are
handled by one officlal whe has full socurity clesrance, Then the bulget is
eupporied before sreciel sub-cczmittecs of the Appropriations Comilttee of 'tj:le
two Housss of Congress. Afiler spproval, arrvangemenis are made with ibhe Burean
of the Budget so that vziarlous paris of the buiget are appropriated to other
departments, Thus, there 18 no officlal appropriatiorn to the Central Intelli-

gence Agency, but ithere are a number of separate blenket end unidentified ap-
propriations to other departmsnts, which sct es the vehicles for transmittlng

the funds fo the Cuntral Intelligence Agency.

Both Congress and the Burezu of the Budget have relrained from examininpg
in detall the internal workings of the Ceniral Intellilgence Agzency in order to
deteroire the justifiecation for the buiget. Lt Is icportant ihat such dig-

cretlon end  pecuriiy be continued =and thet special treatment be accorded.

Howsver, in order to Jusilfy this, it 1s pecensary thatb the Natlional Security
Cowmell comtinucusly asnure Itself a&s to the proper maoegessnt snd operatlons

of the Central Intelligence Agency, serving as the informed sponsor of the
‘Agency anl s the protector of its security.
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Io swmery, we belleve that +the present arrangemsnts for handling the
d41fficult question of ths bulget for the Central Irtelligence Agency-a.re sound
and thet the Agency hes nol been hempered in cerrying oul 1ts yrasent reenon-

sibllities by lack of funds.

BECURITY
Alihough there 18 no evidence of any lexmess in ths administrative ar- _

rungements for security, there srea niumber of circumstences and policles which
detract from the general security of . the Central Intellligence Agensy. ‘It ie
very difficult to create 2dsquals sscurity, other than rors physical gocurity,
arcund en organizetion which was publicly created by statute ; exploya about
three thousend individusls, and encompesses a wide varlety of mctlvitiea. The
fact that gome of these activities are carried on isemattor of public record;
tbe existunce of others and particularly operating de:i:&i,ls arg highly secret.
Yet, by combining in a single organization a wide variety of sctivities, the
ascirity of tho covert activities risks belinzg compromlsed by the lower stand-

erds of securlty of the overt ectivities. ;

In the Washington area, the Agency 6ccupies about twenty bulldings, all
of which can bo reedily identified as builldings of the Centrasl Intelligence
Ageacy. In various cities throv,éhcut. the Unlted Stetes, the regional offices
of the Office of Operatlons conduct thelr business under the nama "Central
Intelligence Agency”. Over two thousand Individuals publicly identify them-
Belves with the Centrul Intslligence Agency which has unforiunately becoze . .

publicized ms & mecret Intelligence organizetion.

Taise Becurlty problem is an aftermath of the warilme pericd, with its

public drematization of esplonegs and other secret operations and & rapid

© [RCUSSFED  —-—
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t\;mcver of personnel. Intelligence bes become & subject of general discus-
sion to which the publicizing of inter-spgency rivalries has contributed. TFor
example, efter the Bogote riots in April 1948 thers was a public airing before
e Congresslonal Committee of 1he hendiing of secret iIntslligence concerning

dovelopnents in Colombia. DTamaging dlsclcswures were mede regerding ceriain

operating detalls of mecret Intelligence activities conducted by the Central |

Intelligence Agency. During the past year, thers hava bean  newspeper and
magerine articles concerning the Central Intelligence Agency and its secret

activities e.bx“oad.

Lest further Incidents of this character occur, every effort shouwld be

made to prevent the public disclosure of secret Iinformation relating to th

operations of the Ceatral JInielligence Agency. Under the Neticnal Security
Act (Section 102 (a) (3)), the Director of Central Intelligsnce 1o made re-
gponsible for protecting Intelligence sources and mothods from unanthorized

disclogure. This menlate appears to glve the Director euthority to resist

pressure for disclosure of secret Information.

If, however, In his relations with Congress or with other Government de;
partrents, the éinclosure of secret iInfermaiion is songht from the Director,
end 1f he has any doubt as {o whelher he should comply, 1t should be established
practice for him to refer the question to the National Security Council in

order that itmay deterinine wholher or not discloswure is in the public Intsrest.

Wo bolieve that other sisps can alpo be taken towvard an  iwmprovement of
security. Thore ghould be greater flexibility in the Central Intelligence
Ageacy's orgmnizatien by distinguishing bstween those functions which are

written Into the statute and hence are pudblic and thoee whose sxistence, and

— | 35
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certainly whose operations, should remain secret. The two showld be adminie-
tratively end functionelly separated, and appropriate concealment should bs
given to the sceret actlivitles as diecusszd bslow. (Seo pag: L16).

At ths same tims , & serious endeavor should be mede Lo reverse the pres-

ent unfortuneie trend whersin the Central Intelligence Ageacy finds itself

1 .
adveriised elmozi exclusively es e sSecret service organiretion. It should be

presented ingteud to the pudlic &s the ceniralized cecrdinetor of intelligence.

This would help to cover rather then uncover lte secret operations. Eyen with

thezs specifl}: steps, in the long run only orgenizationsl discipline and per-

scazd discretion will insure securiiy.

PERSOINFL |

The Csnt}al Intalligence Agency lebors nder & difficult persoanel pf‘o‘o- )

I
lem, In part because a canprehensive intelligence organization suck 28 this

has extremaly\‘ varied personnel reguirezentis. It iz D2eniicapped in mesiing

thexz because 6{ the Bi‘msitive socurity considerations which limit recrultment,
the a.nomity‘.which should properly be dem;-.nded of & lexrge part of ita person-
nel, and the els_pecial rela.tionships which need to be maintained wlitiz the other
branzhes of tl%ze Governmant; It needs persons with highly specialized taleanis,

&s well as persons with broad experlence. It elsc requires persconel who are

familier with: the problems of the sagencies which +the Central Intelligence

Agency Berves end with which it works.

| ' i
The youth of the orgenization 2nd the condltions ofchange and uncertainty

wiich have prémiled in our central Intelligence orgenizatlon during ths past
1l

few years h.-wé made the tesk of recruiting and holding perscnnel aven more

difficult.
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FPersons who might otherwise be qualified and interested in Intelligance
as a cazeler have been discouraged Ifrom entering this fleld or bhave left

it. |

|

On ti;e yhole , morale within the Central Intelllgence Agency is not good.
The chief I:c‘aatson.ﬂ appaar to bs uncertainty as to the fubture of a careser in in-
telligence, the widespread criticism of the perfarmance of the Central Tatel-
ligence Aéency end dlssatiefection wiih lesdership. Among the civilians there
is a re;lization that military personnel who coms and go occupy many of t‘ﬁe key
‘positions; and emong scme of the military personnel there is often diascontent
arising ﬁ'mn & lack of interest in intelligesnce mnd a belief that & tour of

duty in the Central Intelligence Agency will. not lead to Service ajvancement.

Dalay in obialning security cleerances has caused particulay difficulty
i .
in recruiting persemnel. Alihough the security of i1is personnel needs to be
|
bejond questlon, procedures and restricticns should not be so rigid that secu-

rity ls obtained only by sscrificing talent, imaginatiocn and Initiative.

Toere is a relatively high proportion of Service perscrnel in key posi-
ticas In i'.lha Ceatrel Intelligence Agency. Although this figura hes decreesed
over tha 'ng.e.st. year, Service persomnel still occupy the three top positimé.
In certain: inslances, officers heve been acceptsd for responsible positions
vho are wi:thout cdequzte inf..elligcnce experleonce or aptituie. Thera are ithe
further d;raw?:.acks that Service personnel are in many ceses agsigned for a

|
brief towr; of duty, greventing comtinuity.

It 15:, of course, imporiant that highly qualified Service personms] 'be' In-

I
c¢luded Iin responsible positlons where they can use their particular backgroimd

ASSIFED
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B and training, eand work for the closer assoclatlon of ths Centrel Intelligence

: 5‘ |  Agency and the Services. However, we believe thed the proportiom of Service
)
t

personnel now in key positilons 1s oo high.

In our terms of reference, we are sekad to submii our findings aod rac-

i . ermendstions as to the ™atilizetion and qualifications of Ceatral Intelligence
Agency persormal®, It is difficult to pake eny swesping Judgzment on this

subject. The Centrel Intelligence Agency 1s a lergs, spravling orge.niz,ation-

’f l! which cor:binefs Eeny dlverse funciions and hus correspondingly difficult person-

g l . nel req‘.:iremeéztr-. Moreaver, the orginizatlon bhas grown fast and, in oy
5‘4 ; ! i| cases, gquenbtity has been a‘h’w.:'_nec; at the expensa of the quz;.lity of the per;io-n- .
H 1 ! l: nel aeloctcd.j Meny eble peraons bave lefi the orgenizetion and fou qualifiled
i . ! :

I

TN T ones hevs heen ettracted to 1t. On the higher levels, gquailty is unsven .?.r_{_c}

there are few peramcas vho ere ouistanding in intelligence work. oo

An appraisnl of the dlrecling persconsl of the Centrel Intelligsnce Agaﬁ-

cy and of gonarel administrative policles goes so much to the heart of this

PR 48
R B

Survey that we reserve digcussicm of these questions until e leter chepter.

(See Chkapter X}.

N S,

CONCLUSIONS AND RECOMMENDATIONS

(1} The centralizatlon of all adminlstration in one office is undeslreble

!:_:.:.,; K

aince secrel operatlocs reguire thelr own separaste adminlstratlon.

R O

(2} The present arrangsments for handli.ns tﬁe difficult budgetary ques- h

A

tions of the Ceatrel Intelligence Agency ere soundly concelved, and the Agency

|
has not been hempered 1n carrylng out ite present responsibilities by lack of

funds. !
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(3) To assist the Director in carrying out his statutory duty of motect-
ing Intsllligends sourced end msthods he should, in cases whore tho disclosure
of secret 'mrormation is souvght from him and he . has doubt as to whether he
should comply, refer the - gquestion to the Natiopal Securlity Cowncil in order
that it -;n.a.y determine- vhetbqr or not diasclosure 1s In the publie interest.

{4) Tn the interest of security, the Central Intelligence Agency should
Increesingly emphasize its d.u.t.‘:es aa the coordinator of Iintelligence rather
than 1ts secrst initellligence activities 1In order to rsverse the present un-
fortunate trend where it finds itaelf sdveriised almost exclusively asa secret
pervice organizaticn. In this way it can help to cover up rather than to un-
cover the gecret operations entrusted to 1t.

(5} The placing in key positions of a large percentage of military per-
somnel, meny of them on relatively short "towr of duly" mssignment, tends to
discourage competent civilian persomnel from looking to employment in the Cen-

tral Intelligence fAgency &8 8 carser.
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