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DEVELOPMENT OF A NATIONAL INTGLLIVENCL PROGRAM

TUE_PROBLE

To recommend action pursuant to the letter from the Fresident
dated September 20, 1945 directing the Secretary of State to "take
the lead in developing a comprehensive sand coordinated foreign

intelligence program for all Federal sgencies concerned with that

type of activity."
RECOMIENDA TTONS

It is recommended that:
The proposed agreement establishing an Interdepa}tmental

Intelligence Coordinating futhority and en Interdepartmentel

Security Coordinating Authority conteined in hnnex A", be
" [
approved. )
Y
The lettsr in dnnex "B" be dispstched. ‘\‘{\
] =
Centralized conduct of espionage and counter-esplonage '5 i{\ ‘% N
potivities be epproved in principle, subject to the formula~ g% s §EE t
O= o
tion of detailed oremnizational end operating plens. 88"3;‘31_,_%_ ;;’
" >-}55g73:>
: oc = QO
In lieu of & central agency responsible for producing EC( @ g_,gﬂ: ?E:
S 89
. : o =<
netional intelligence estimetes, the projected Speciel %égz‘g
. A [#m
. ‘ Ny LPPO
Lstimates Staf? of the Special hssistent for Hesearch-end ’u;:' ™ 5
_ ‘ wSFE2T N
Intelligence be assigned this responsibility in collabora- ég o
= 0N
tion with representatives from other interested agencies as -?:;’ @
=1 13
[an’

desoribed in the last parsgraph of the following discussion.

DISCUSSION

&7

The President, in & letter to the Secretary of State ?§ated

Aigence AGEnGY.

September 20, 1945, issued the following directive:
"I particulerly desire that you teke the leed in deve:lop-

ing & comprehensive end coordinated foreign intelligence program

Thie document has bes

for 81l Yederal agencies concerned with that type of ‘i‘é.ctivity.

the Central I

This should be done through the creation of en interci;;parmental

group, heading up under the State “epartment, which W;uld formu- 4
late plans for my approvel. this procedure will pemxj_it the plenning

of complete coversge of the foreign intelligence f’iefd and the

assigning and controlling of operations in such manne;' thet the

needs of both the individual agencies snd the Governni’ent as &
" X

whole will be met with maximun effectiveness.
5
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Ine Secretaries of War and the Nevy, in e letter to the Secretary
of State dated Septemher 29, 1945, trensmitted the recommendations of
the Joint Chiefs of Staff &s to how best to "provide for the develop-

e e e

netional security". Studies on various amspects of intelligence activi-

ties in the post-war period have also been produced by mah& other
individuels end agencies, such as the Attorney Genersal, thé Director
of the Sureau of the Budset, the Secretary of the Navy, the Director
of Censorship, the Librarien of Conpress, and a committee;in the

War Yepertment., #11 of these studies and recommendations ﬁave been
considered in the preparation of this report.

The President's directive olearly specifies that the coordinating
authority mustlbe en interdepartmental group heeding up under the Stete
Department, but it does not speocify the orgenization, membership,
or method of operation of that group. The directive also estab-
lishes the scope of ectivity of the group as the entire "foreign
in%elligence field." It does not confine it to "intelligence
sotivities related to the nationsl security", security(or cownter) intelli-
gence, censorship, or other specialized fields, but expands it to
cover the furtherance of our national interests as well as“the se.fle-
guerding of our netional security. It therefors includes the commerciel
and cultural fields in eddition to the military and nationél security
fields. The directive further authorizes the "essigning and controlling"
of all forelgn intelligence operations, and the formulatiop of operat-
ing plens to accomplish this for the President's approval,gpresumably
when necessary. the directive does not specifically indicéte the source
of the funds, pefsonnel, and facilities required to perrorg the coérdi-
neting function end any other centralized operations deemeé necessary.
The interdepartmentel character of the group, under State éépartment
leedership, implies, however, thaet such funds, personnel a;d facilities
should be provided by the participating agencies, with the;principal
responsibility resting upon the State Department. ‘he varéous foactors
which require decision under the President's directive areidiscﬁssed
below, |

Orgenization of the InterdegprtmentalyGroup

The job of coordinsting the entire intelligence fields will require

two seperate interdepartmental coordinsting bodies; one with authority
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in' the specialized field of internal security end security intelli-
gence, This division is necessary because the agencies interested,
points of view, end types of operations very markedly in those two
fields, ©Some coordination will be necessary between the activities
of the intellipgence and the security coordinating authorities. Ihis
coordinetion, however, is accomplished through the dual membership

of three agenclies on the two authorities and throupgh the existence of
a single secretariat serving both authorities, L

Membership of the Coordinating Suthorities. i \\

*\,

N,
The Interdepartmental Intelligence Coordinsting Authority (I.I.C.a.)

™,

N\

will consist of the Wecretery of “tate as Chairmen, end of the becretaries ™\
of War end the Nevy, .ieny other departments end agencies, such as
Commer ce, fgrioulture, lreasury,’ Interior, Labor, etc., have an
important but speclalized contribution to meke to end an interest in
the Uovernment-wide foreign intelligence progrem. The departments
designated, however, are the principel users and prbducers of foreign
intelligence; In determining what membership would be most satis-

fectory, the relative adventage of including ell departments of interest

had to be weighed ageinst the disadvantage of ocreating too lerge end
unwieldly & top group. The interests of the departments ofher then Steve,

War eand Navy are provided for through representation on every Committee

in which they have an interest, thus, while the omission of many de-
partnents puts & special responsibility on the State “eparthent to
represent their interests adequately, it is suggested that the member=
ship be limited to the three principal departments.

llembership of the Joint Chiefs of btaff is not considé;ed necessary
or eppropriete since their interests and requirements are nét distinet o
from but cen be represented by the Secretsries of War and tﬁe Navz;///fja

The Interdepertmental becurity Coordinating “uthority gI.S.C.A.)
will consist of the Secretery of Stete as Cheirmen, end of Ehe becrefary
of the Ireasury, the Secretary of Wer, the Attomey General;vand the
Secretary of the Navy, These represent the only erartmenté with mejor
responsibilities in that field, and other egencies having sé}cialized
interests may be adequately represented on the proposed spegialized
suboommittess.

Method of Operation,

¥

The functions enviseged for the coordinsting huthoritié@ are the

formuleti : ineti b1
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tiéns where the need exlsts,

Formule tion of Plens for Coordinetion

the formulation of plens for ocoordinating activities will be per-
formed by the formation of committees covering specializedfsubjects,
areas, or kinds of opsrations. The intelligence coordinatinm *uthority,
for exsmple, will establish Cmmnitteesrwhich might cover such subjects
as Politics and Yovernment; People and “ocisl Forces; Hconomics; “rmed
Forces; ueogrephy; etc.; end such types of operations as Standerdize-
tion of Terminology, Fb}ms end Procedures; fcquisition of ?oreign Fubli~
cation; bMepping end Fhotography; etec. Committees formed by the security
coordineting #uthority might cover such métters as Censorsbip; Travel
Control; Preventive Investigetions; Seourity ddvisory Services;

Loonomic decurity Controls; ete. Lach Committee will consist of e
“heirmen responsible for the effective conduct of the Committee's
affairs, and of representetives from ell agencies heving o%ficial
responsibilities in the Committee's field of activity. ihe chairmen
wil; normally be deteiled on & ressonebly long-term basis from the
arency having primery responsibility or interest in thet field, S
determined by the eppropriste suthority. i~ach of the other members should
normally be the official in his egency responsible for the%conduct of
affeirs in theCommittee's field. In eny cese, he must be ﬁhoroughly
coguizent of and cepeble of representing his agency's oojeétives end
requirements in that field.

The ultimete objective of each Qommittee will be the éontinuing
review and development of & complete operating plan to acﬁieve most
efficiently and effectively the national objectives end rq;uirwments
in its field, including those of all agencies. In most ca?es,vthis
will heve to be done plecemenl through the preparation of é series of
detailed plems covering speoific problems in the field. Tge first step

will probably determining those problems, assigning them péiorities,

end mapping & program along that line.
In the case of each problem, each member will submit %he require=-
ments of his amgency, <‘hese will be collated end carefullé studied to
f£ill in any gaps or omlssions from & national point of vie%.
lhe motuel operaﬁions, such as collection, evaluationﬁand dissemin-
stion necessary to meet these requirements will then be dé%ermined.

Wext, the Committee, by mutual agreement, will determine @hich egencies,

oen mmmsotmasér@ommﬁ:mﬂmemmé to
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pocomplish the complete operetion. These findings, in the form §f an
operating plen and in sufficlent deteil to permit their effective
implementetion, will then be submitted to the eppropriate Authority
for epprovel., The Yoimittee will subsequently keep thet plan under
continuing review, end recommend promptly eny desirsble revisions,

Execution of Plens for Coordination.

The responsibility for initisting and supervising the:exeoution
of epproved plens will rest with an Bxecutive Secretary ofthe
Authorities, who will elso plen the isuthorities' programs,idirect
end coordinsate the Committees' activities, end otherwise serve the
Authorities, bxecution of epproved plens should normelly consist of
trensmitting such decisions to the agencies desipnated to implement
them, snd subseguently reviewinpg the meaner of implementation.

In sccordence with the President's desire for “tete U%partmant
lesdership, the Secretsry of State as Cheirmen of the nutharities
should eppoint the Executiveibecretary snd his deputies, aﬁd should
penerally be responsible lfor furnishing the %ecretarist. %his will
provide for simplified, consistent and effective administfétion.
Proéﬁrement of appropriations will elso be facilitated. Tge elterne-
tive to this is either en independent budget, which 1is not?possible
without legislation, or dispersal of the responsibility for edminis-
trative services emongst the perticipating agencies. ﬁuchfdispersal
is uﬁdesirable.

To ensure that the officials of the various depurtmen¥s primerily
responsible for the conduct of operations are adequately f%presented

B

in the alffeirs of the Authorities and to assist the Exeoutive Secretary
in conducting the futhorities' affairs snd implementing th;ir deci-
sions, there should be an &dvisory Group with the Secretariat consist-

ing of full-time representatives of the above-mentioned opérating

officiels,

Conduct of Centralized Operations.

fhe actual performence of centrelized operetions wiliirequire e
radically different procedure from that outlined ebove, a%? in fact
should be individuelly designed in eech cese fto fit the t;be of
operation. Certain basic principles mey however be esteblished.

First of all, no central operation should be undartakén which
cen effectively performed by existing agencles within thejﬁormal
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taken only when required because no individual arency can effectively
perform it. Second; when e centralized operstion is decided upon,
responsibility for its effective conduct should elways ve plabed

upon & sinpgle executive, who should be responsible directly to the
appropriate Agthority. Inird, a centrolized operetion should be &
completely cooperative venture on the pert of all agencies having
official responsibilities in that field. The necessary funds, per-
sonnel, snd facilities should be provided by such agencles, appor-
tioped by egreement emongst them eand with the approval of phe
eppropriate Authority on the hasis of their reletive respoﬁsibilities
snd capsbilities in that field. Any other solution will ngt provide
for meximum utilization of existing resources, will enooufage over-
centralizaetion and lead to unesondomiéal end unnecesseary d@plication,
end will inevitably infringe upon the basic responsibilitiés of
existing depertments end & gencles. Ln independent budget‘would
require en ennual eiring of the operation, thus jeopardizing its
seourity which in certain ceses would result in serious loss of
elfectiveness, loreover, it is iikely thet independent agenoies oute
side the normal governmental fremework would find it incréasingly
difficult to obtein edequate funds. Finally, as previousf& noted,
the President's directive, by its stress on interdepartme@tal activi-
ties, implies a desire for cooperative, rather then indep;ndent,

operations.

Proposed Types of Centrslized Operations.

centralized operations which have slready been propoged include
the conduct of espionage end counter-espionage activities: and the
production of nationsel intelligence estimates. Other typ;s of operetions
which might later be given consideration as sultable to bé oconducted
centrally are the production of topogrephic studies of spécific arees end
the meintenance of & centrel file of biographical recordsiof foreign
personelities. ‘ -f

The principle of centralized conduct of espionage anﬁ counter-
espionege activities should be approved, subject to the f%rmulation
of deteiled orgenizationel end operating plans by speciai%committées
eppointed by the intelligence and “eourity Authorities respectively

immediately upon their esteblishment., The difficulties, dengers and

expense of such activities end the imperative need for utmost security
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caréfully controlled by & centrsl Authority. woreover, their usefulness
to &ll agencles cha}ged with sefeguerding the netional security mekes it
inapprogriante end undesirable for eny single agency to undertake such
activities. dipportionment of the responsibility for providing funds,
personnel end facilities will also enhance the possibilities of meintein-
ing security. Such epportionment of funds not specificelly -earmerked for this
purpose is understood to be acceptable to theBuresu of the Budget.
It is further recommended thet the Department of Stete oppose
the esteblishment of an interdepartmental or independent agency for
the production of nationtl intelligence estimetes. Intelligence
estimates are useless if produced in & vecuum, They are useful only } o
when they assist directly in the formulstion of Fforeign policy, or

the conduet of foreipn aflfairs., Any intelligence agency producing

X iﬁ-ﬁ_g\w\ w_“’“f“
estimates must therefore be & part of somebody performing those % ?haaavcwwhk Q“*“&
!

functions, Only by such en integrated relationship cen an intelli-

I
,,,,,

B T —

1)
that it may essist in their aocompllshment and conduot. It has been\
suggested that & centrel agency producing nationul 1ntelligence } %rvxwxw“
estimétes could serve the President, the Secretaries of Stete, Wer

}
{
and Navy and various interdepertmentel groups dealing in foreign £

i
affeirs. 'Thet suggestion overlooks the fect that the becretery of iﬁ*“&ﬁjﬁw ,vfkﬂhw
State is principelly responsible for advising and assisting the \“W'Q‘ ******** \ P

President in the field of foreign affairs and for coordin&ting the Q*uznwﬁwrhhh P

5
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activities of ell governmental sgencies in thet field. It is there- grers -
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fore appropriate that the Department of Stete assume the reéponsi~ o) Dot & Mo Bery
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with the asdvice end essistance of other govemmmentel agencies. Lach - %TAsaya .

bility for the production of eny national intelligence vstimates,

Secretary should end will inevitably continue to look to his own /
intelligence sgency despite the existence of a centrel agendy.'wﬂ_wi/
It is recommended that, in lieu oI such a central ag ency, the

projedted Special Estimates Staff of the Speciml hssistant for Research

end Intellipence underteke the production of eny nationsel i@telligence
estimates‘required by the President, the Secretary of btate*und other
top-level or supra-depertmental officlals and agencies of the Govenn-
ment. For thet purpose, the Secretaries of War end Nevy shquld be !
invited to detail full time representetives from eir, grouné and

navel intelligenoce to each of the four geographic sections of
that stAPProvadfierRelease2004410/d2::¢IARBPE4:00022R08840867601 350
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tﬁe event of disagreement within thaet reinforoced staff, the heads of
the interested agencies should attempt %o reconcile such differences
through consultetion, Should thet prove impossible, the nature of the
disagreement should be cleerly stated in the finel estimate.

| It is also proposed thet the Speciel Estimetes Staff in the
Department of bﬁate, with the essistance of an aaequ&te number of
representetives from the Wer end Nevy Departments, shell assume
responsibility for prepering weekly polltical reports of ﬁhe type thet
are now produced independently, &nd with much duplicationlof effort,
by units in the Stete Department, the uilitery Intelligence Service
‘and the Office of Naval Intellizence. In that menner é central reporting
organization can be achieved end such orgenizetion cen bs‘given
any other reporting functions of en interdeportmental cha}acter

which it can perform with adventage.
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