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HBORANDUM FOR: DArector of Central Intelllgence
SUBJECT: "Tulles Committee® Report

2) 1548 personnel Losses in Senior Grades (Encl #2)

3) CIs Orgsnipstion and Functions Recommended by
Committes (Encl #3) |

(4) current CIA Organigation and Functions (sncl #4)

REFERENCES: gl) Bxtracts from the committee report (Encl #1)

1, &, TWhen the Mulles Committes mads its initisl visit to CIA
they were briefed by me in one gession on the general overall
organigation and functions of CIi, Similsr brlefing was given

to a portion of the staff group F shortly 25X1A9A
thereafter. I sav | cnce for five minutes and did not ™

seeJ v tiwe.

be After these briefings I had virtually no contact with
elther the commitiee or its staff, and was at no time queried,
sither specificaelly or generally, about our administrative
arranpgenenta.

s Al no time during the survey did any member of the come
mitteo or its staff exsmine any part of our administrative
organigation, or mske any effort W ascertain whethsr there may
nave been at least some reasonable basis for it.

2. Administrative references in the Dulles Committee report are
queted in Enclosure §Fl. With the exception of the favorable comment
on budget arrangements tha general tenor of the report, insofer &s
administration is concernad, Is reflected in the quoted comments which
follow, with reply ito each.

3. "The principle defect of the CIA is that its » » » %, admin-
istrative organization and performance do not show suf ficient
apprsciation of the Agency's sssigned functions.”

8. 7The development of our organisation and functions has

baen hased on a policy of centralization of specific responsi-
Pilities in asingle offices and the coordinated work of the offices
as a team, esach concentrating in its own field and looking to the
others for asupport from other fields. Only in this manner can we
awid the confusion, duplication of effort, inefficlency, and major
frictions which always attend a situation wherein every component
tries to be self-sufficlent and attempte to do the same things, at
the same time, in the same sphere, and in constant competition,
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be Cur orgmizational nolicy has resulted in the centralized
groupings shown below:

(1) Research, svaluation and production, and coordination
in thoge flelds:

0ffice of Reports and Estimates (except science)
Of fice of Selentific Intelligence

(2) Collection and liaison control, dissemination,
liaison service, and information service, and coordination
in there fields:

0ffice of (ollection and Dissemination
{3) Overt fisld collection:
Office of Oparations
{L) Covert field collection and counter-espionage:
Qffice of Special Operatlons
(5) Covert field operations:
0ffice of Policy Coordination

¢e TFxcapt for ICAPS and the coverti support problem, there
is no specific criticism of the adminlstrative and siaff organ-
izational structure contained in the committee report.

d. Comparative organizational charts showing broad funcitions
are attached as ™closuras #3 and . It should be apparent that
nghange for the sake of change® is reflected in the committes
roport, and that the recommended reorganizstion would result in
cansiderable duplication and operational confusion, with resuli-
ing frictions among its components and sxternally.

8. The peveral refersnces to policy direction from IAC
agencies contained in the report arg contradictory to other
portions of the rsport, in which a strong directing hand is
rocoomanded for the Mrector in his dealings with those agencles.

L. "There ig one overall point to be made wikh respect to the

administration of the CIA, The organization is over-adain-
igtersd in the senss that administrative considerations have

allow , and on occasion, even control in -

8 podicy W Ehe datriment of the latter, under arrenge-
mancﬁ proposed 1n this repori, the nheads ol the newly
constituted Coordination, Fstimates, Regearch and Reports,
and Operations Divisions would be included in the immediate
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staff of the Director. In this way the Director, who at
present rellies chiefly on his administrative staff, would be
brought into intimate contact with day-to-day operations of
his agency and be able to give poliey puidance to them.r

&. The administration of CIA has been developed on the follow.

ing pattern:
(1) Budget, rersonnel, and other support services are
ssagentisal to any operation, and are established in separate
staff offices to servs sll couponents of the Agemcy.

(2) A smell, restricted Management staff hag been estab-

lished to advise the componsnts of CIA on their organizational,

functional, persumnel, and procedural needs, and to be of
every possible assisiance in aiding those components to meset
thoir day~to-dsy problems within budget restrictions and
policy limitatlions., 7This service has paid for itself many
times over, and appears to be rather generally accepted by
owr peopls &3 being helpful and necessary. As an exampls,

recently informed me that the Management Officer
providsd outstanding service to him in assisting in setting
up the Sclentific Uffices

(3) Control procedures are restricted to keeping within
budget requirementa, Projecta Review (bmmittee recommendations
to the Jirestor, insuring that illegal transactions are not
permiited, avoiding waste and duplication in expendftures or
obligation of funds, and naintenance of certzin standards
required by our security oolicies, ths Civil Service Commis~
slon, Buresu of the Oudget, Ueneral Accounting Office, etc.
Ho sgency, rsgardless of its nature, which is dependent on
govermment funds appropriated by Congress can possibly ewid
such adninistrative controls.

(4) Administrative actions policy-wise are restricted
to those essential to implementation of the Dirsctor's
announced policies and insuring, when necessary, that such
policies are not violated.

b, Admipistration has advised on policy matters and should
continue togdo so, particularly in the determination of ability
1o suppart opsrational proposals, and in connsctlon with achisv-
ing greater efficlency in utilizing the msans available to ws for
cperations. Administration has no voice in determining the sub-
stance of operational direction, guidance, and production, nor
should it have,

-3

-IA-RDP78-04718A002700120002-9




s — s W,
1% 3 -

" Approved For Release 2002/01/07 : cm-mW\%@z-g
S D £F A ]‘ et
g

¢. Former Assistant Directors have indicated personally to
me on various occasions a congiderable resentment against any
administrative limitations on their activities. Their stand was
that they should be given a lump sun for their annual operational
requirements and given complete latitude in both adminiatration
and operations within such overall amounts, including numbers and
grades of personnel, travel authorities, new projects, external
contacts and arrangements, etc, That a chsotic condition would
regult from such an arrangement is apparent without discusslon.

d. There is a never-ending argument on the merits of staff
versug commend, and administration versus operations. The comnander
(or operational officialg continually ineists that the staff (or
sdministrative officials) hinder, restrict, interfere with, attempt
to contrel, or otherwise act adversely on his operations and never
understand or sympathize with his problems. The staff officer
(or administrator), faced with overall considerations of policy,
availability of funds or other support facilities, legsl restric-
tiona, coordinating responsibility, protection of his of ficial
superiors against justifiable criticism for loose or incompetent
earrying out of their overall management responsibilities, etc.,
etc., i3 always the unpopular buffer and empire builder who blocks
everyone's progress. Having been both commander and staff officer
T can understand both points of view. There really isn't any
snswer to this sort of criticism which will altogsther satisfy
the operational people except a continual "yes" to everyihing
they want. I believe, however, that & friendly understanding has
beer daveloped with Assistant Directors which is resulting in
little friction and smooth relationships.

;ﬁ' "The powers given to the National Sscurity Council and the

CIA under Section 102 of the Act estaiblish, in our opinion,
the framework of a& sound intelligence service for this
country. Accordingly we do not suggest any amendments to
the Act and balieve it would be unwise to tamper with this
legislation urilihl we have had further experience in operating
under it.®

a., There has been no intention on the part of the Agency to
#tamper with" the National Security Act of 1947, and no such recom-
mendations have been made or are planned. THowever, the separate
legislation we are proposing is essential to our day-to-day
operating needs, and ip badly needed to carry out our commitments
4o other agencies to obtain legal authority for certain of our
sotions which are not sctually supported by law.
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6. "Administrative arrangements which do not at first appear to
%o efficiznt or economical may be neceasary in the CIA.
Personnel requirements for certain types of work cannot cone
form to normal civil servics standards, and the demandg of
security often impose special and unusual procedurss., This
sltuation must be understood not only by those responsible
for the intemdl organisation of the (TA but alsc by Congress
and the Bureau of the Hudpet.n

"The centralization of all administration in one office is
undesirable since secret operations require their own saparate
administration,n

4s  The committee report seems to indicate undue emphssis and
alarm in connection with couplete autonomy for covert componentg
of ClA« There has t be an umpire someplace and it should not be
necogsary for the Director or his Deputy pargonally te adjudicate
administrative problems. Neither should anyone directly responsi-
bls for operations be hia own {insal authority and judge in the
utilization of funds and personnel,

b, Security is adequately served through the physical segre-
gation of covert adminis trative branches and the establishment of
4 . direct channels both to covert operational officials and t¢ the
resporslible administrator who is the third senior official in the
Agency. Covert and overt support activities ars mot :I.nmmingled,
tut single administrative chiels over both pheses insures adsquate
- mutual support and minimizes duplication, We saved over 40 DOGL~
tions by our new organizational approach, and so far we havse had
no complsints. In some respecis we have actually effected adnitted
impmments, and more will follow. From a strict security noint
of view, tisre will be better security than befors because of not
pointing up antonomous separate support functiong in a single

&gency.

e It is all very well for a survey group with no responsi-
bility or authority to state that both Congress and the Budget
Buresu must understand that we must be given, in effect, a blank
check and a fres hand, 1In oractice we must justifly cur demands
with some reason and logic, and nust somehow reassure both of
those Lodies that we are at lsast somewhat careful with govarn-
ment funds and do our best to guard against waste and fraud.

This is becoming increasingly necessary as we approach pome gitabili.
zation, and also in view of the growing emphasis on the respongi~
bility of Department and fgency heads for sood aanagement practices.
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7« "™e charge is somstimes made that there are too maly acnine
istratiw ersomnel and that the CIA organisation is top-heavy
in this respect. The Executive for A% and the Ixecutive for

1.5 twgether re ent a large number of personnel toteling
owr* Tois figure dose mot
include personnel performing administrative functions in other

parts of the organization., However, regardless of the criti-
cism directed against mumbers, criticism should be properly
directed against policles and procedures."

&, ‘Ye may have too many administrative personnel. Tt will
be awhille yei before we can be reasonably certain. Howaver, we
are daily reexamining our requirements in this respect and ere
making constant progress in streamlining aud cutting out dupli-
cation and loose ends., On the other hand, we are meeting con-
stantly increasing demands for uwore and better support service,
and we st Keep up with thems Untdl we complete our buildup
and kuow better what load will evolve from OPC, we wont be sble
to make a final determination on definite numbers needed although
we are not increasing them and have made some recent reductions.

b. Luaping security strength with other administrative sup-
port strength creates an unwarranted exaggeration. Security is
a distincily separate and inescapable problem. lowsver, our
security force has been constantly streamlined, and strong per-
sonnel gontrol by I&S has kent its requirements to a minimus,

c. In connection with this subject, the committee has used
the term "the charge is sometines made ete.,” and "regardless of
criticism agulnst nwibers”. Sinilar expressions are also employed
elgewhere in the reports No indication of the source of charges
or criticism is anywhere indicated., Unsupported statements of
this nature should bear no weight in any critical anslysis.

8. ™iany avls persons bave left the organizstion and few qalie
fled ones have been atiracted to ite On the higher levels,
quslity is uwneven and there are few persons who are outstand-
ing in intelligence work,"

8. The statement that many able persons have left the organ-
ization and few qualified ones have been attracted to it has no
basis in fact. "There was a total loss of Z0 individuals in the
top three grades of employees during the calsndar year 194%., An
analysis of reasons for leaving and situstion with respect W
replacements is attached as Fnclosure #2.

bs The charge thet few persons outstanding in intelligence
work are on the higher levels would be diffienlt to sustain.
Reputations based on personsl publicity are not mecessarily sound,
and some credit must be givenm to the wealth of background and
experience gained by one, two, or three ysars' aciually working,
anonymously it is true, with the practical problems of intelligence
in CIss The only competent judicisl basis is the results attained
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by ths Agency and their beneflit to the Presidsnt and other national
policy makers, and owr progress in providing central services for
all intelligence agencies.

9« Mihe placing in key positions of a large percentage of mili-

' tary personnel, many of them on relatively short !'tour of
duty! assignment, tends to discourage competent civilian per-
sonnel from looking to employment in the CIA as 2 career.t

a, ‘There are very few military personnel in key pogitions
in CIA, and the mumber 1s congtantly decressing.

be Only one of the six Assistant Directors is a militery mmm.

Ce Pour of the six Denruty ‘ssistant Directors are military
men, and this is considered reascnable and justifiable in the
light of our coordinating mission,

de Except for one OPE Branch Chief (FE) all of our branch
chiels are c¢ivilians. _

e, Three of the senior staff positionpg are held by military
personnel, but this fact is strictly fortuitous due to lack at
time of thelr appointments of competent civilians for the positions.
Fach of these staff officers now has a competent civilian deputy
who will possibly in time succeed to the senior positions.

25X9A2 fe A total of military personnel are assizned to CIA in
departaental positions, or | -F its current depart-
25X9 mental strength. It iz antlcipated thet this will be rediced to

approximately 1.5 per cent as we complete our buildup. In over
half of these cases no civilian positions have been establlsned
Tor the duties being performed, and none nill be establisned in
SUCH cases As Uhey are essential ONLy 1f occupled Dy milltary

pers Qnnels

g+ 22 2 senior career civilian official of CTA, I have not
found that a military Director is 2 handicap in any way. On the
other hand, the Agency has been adminietered fairly and objec-
tively and mejor emphesis placed on gecuring the best career
conditions for civiliens. If there has been any emphagis on
military perscnnel, it has been in the direction of reducing the
nunbers in senior positions.

10, "Arrangements exist for the assigmment of headquarters pere
sonnel to the fleld, and vice verss, although & comprehensive
program for rotation of persomnel has not yet Leen worke 4 out.®

as A specific program of rotation of persomnel to and from
field stations has been preparsd since the Executive assumed
respongibility for all administrative support functions, and is
ready for active implementation,
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