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1. It is understood that you desire ny comments upon»thq_nport\

S« The report puts its fingsr squarely upon the principal weakness
of ths Central Intellfgence Arenay, nsmely the lack of adequate leader-
ship. Prom this deficionoy there flows a host of evils which camnot de
pat to right without correcting tbe bdasic fault. Virtually every indi-
vi who has had ocosaion to deal with or lock into the activities of
the Central Intslligence Agency has recognised that the system of rotat-
ing directors and top staff personnel at fairly r'requent intervals has
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disastrous consequences and that it 1s necessary to appoint to the top
position & civilian director who sbhould be a man of very comsiderable
stature and persoual reputation. This thought wes well expressed in
Formit Roasevalt's recent memorandim to the Seoretary, when he stated
that the first necessary condition to the health of the Centrul Intel-
ligence Agenoy is continuity of direction and that the second 1s
oivilian direction. He wen? on to say that continnity is essential
not only for the reesans which make it desirable in any

department, btut because intelligence and subversive aativitios are the
most highly specialized undertakings and it is wrong to be oconstantly
educating a series of rapidly moving heads and thelr immediate ataffs-
particularly when many of them regard their CIA assignment einply as an
unweloome stopgap to £111 in between more desirably Army end Navy com-
mands,

4« The oritiolisms of the direoction of the Central Intelligence
Agency which are developed ab pp. 135 through 138 of the report are in
the mein well jusbified and they would in large pers de applicabls to
any divection othsr than the present one 50 loag as it 1s composed of
military persomnel. It is anticipated that the argumont will be made
that ths report is unduly critical of the Director for his fallure to
offeotive the intelligence sotivitiss of this zovermment-—
for military estadblishmeuts do nmot acknowledge that he holds a
olear~ocut chartsr to demand coordiration. Be this as it may, there kas
beon vary little progress in the direction of ocordination and it is
sudmitted that any military man, with his ingrained respect for superior
rank and his dependence upon the goodwill of the top military hierarchy
for his own future advancemsnt, mmst be expected %o meke all of the
"necessary cocmpronises.”

5¢ Yor many reagons, of which the following sre only & fow, it is
vital th:t an adsolutsly top=notch civilian be jersusded or dragoomed
into acoepliing the position as director. The selectiom of such an
individuel would bring to the entire organization the lsadership and
inspiration which it so badly needs and only in this mannser can the
organization be elsvated from its state of low repute among the govern~
ment agenoles with wham it must work closely in order to be successful.
If a person of the caliber of Messrs. Lovett, Dulles, Jackson or Gray
cannot be prevailed upon to accept the position for a period of long
duration, it would dbe worthwhile to have ons of them take it for a year
or more in order to sccoaplish the many improvements which they could
make and give tims for the permansent person to be located outside or
allowed to grow up within the organization. I understand that the
President himself may entertaln some views on this point which would be
helpful in obtaining the proper result.

8. Ths recocmmendation, several times repeated in the report, to

the effect

i




A
3=

the effect that the three covert activities of CIA+ be more closely
integrated under a common chisf and within & new overall Operations
Division, is considered sound and desirable, provided (a) that the
decision to place OPC within the Central Intelligence Agency is
final; and (b) that this will not result in a cutting-off of OPC
from the policy guidance of the Department af State and the Nationsl
Wilitary Establishment. Gim :the: desired reconstitution of the
directorate of ths Central Iutonigmc Agency, there would be very
little danger in the adoption of this proposed new setup, but it mmst
be borne in mind that the Depirtment of Stats and the National Mili-
tary Establishaent have a vital interest f{n the planning and conduct
of politicsl and psychological warfare cperations. It follows from
the last point that provision should be made for allowing the Depart-
ment of State and the National Eilitary Establishment to exsrolse a
controlling influence over thess operations. A variety of spproaches
have been considered in the past: tor the ‘accomplishment of this pure
poss, .and 1% may well develop that one or more of these will be raised
again in connsotion with the current consideration of the Dulles
report by tho varions interested sgenciss. One of these approaches
contemplates that the macessary degree of policy guidance can best be
provided through the medium of a small and very high level (NSC star?
level)} inter-departzental committove, chaired by the Department of
State representative and having ropresentatives from the three milia
tary establishments. Such a committee would be empowsred to obtain
tke asaistance, esdvice and active cooperation wherever necessary of
the other govermmental departments and agencles having responsidilities
in fields of importance to the owverall objeotives of political and
psychological warfare.. Another approach would be to have a group or
sdvisors with representatives from the Department of State and-the
elemonts: of the Fatlonal Military Establishment, which would adviss
the chief of the Office of Policy Coordination or the new Division of
Operations. In ordar to be effective and useful, this group would have
to consist of fairly high level and very well qualified individuals,
who could speak with authority for their respective departments and
whose recommendations back to their departments would command respect
and complisnce. It 1s believed that support might be found for this
approach in certain areas of the National Hilitary Bstablishment,
‘although the Havy would probadbly be reluctast to lend real partioipstion
on this basis. [ An effort along the lines of the latter approach was
actually made at the outset of OPC operations, with a view to obtaining
esgistance in the initial planning of OP® activities and in order to
engender within the military services a real sense of participation.
However, this weas only partially successful as the result of the failure
of the military services to come forward with more than ons or two

suffiocjently

sThe Offlce ol Spedlal Uperations (secret Intelllgencs), the UIflce
of Policy Coordination (secret operations) and the Contact Branch of
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sufficiently qualified and. mﬁmriﬁtivc representatives. 7The Bavy's
representation was partioularly weak and contributed so little as o

raise the inferonce of delibersts foot-dragging and to give support to
the suspicion that the hvyhkesa gxaavvxa of any CIA wﬁ.ﬂfaj

be mdg as Mm iolt-lnftiaicne as poaiblo. espechl];r as
regards having 1%s gn administrative support services. I fully sub-
scride to the points whioh ‘arp zade at pe 114 to the effect thal socret
sdeinistrative suppart-should be as close.and as accessible to ssoret
oparations as possibdle,’ that the mosh olmtu'x rulu of uouﬂ.w are
brekched when overt and cavert adainistratiye units. mphud;bopmr
axd that ﬂnuﬂm cmto: M_antm md-u iupgnenbh

: 'ths . respanaidls’for mr-s m.ni.

m cprationn ‘and’7 have found' tht"ﬂn Tesuiltirg concentintion of
power in the hands of ‘& arge: sduinlstrutive arganization: Ansvitadly
means that mm&.mﬁmﬁm mulond to pu:dc nnd even
control muuwm opmucul polioy.

8. A nhﬁvc]va—llmm:u important pohxﬂ'huh 1
mmldlmhuinforthonmd‘icmtwmwmmo
of OPC subordinate to that of (80 i the fie1d of encoursging.the defeo-
tion of mgctuyvlmd porsml 4n the Baviet and. satelltte
governnent, : : Ante 3 otourmmam/a)'
,,M_ummth%mm

Oprstim (ccamm).‘
mmwwmm.,j'
mﬁm‘go.mlﬁod& Topase

can bomclvdm‘ly as. thc roﬂtnf ﬁunj«r djum -bm nen~
tioned, since under present circumstanges "tha Director can argus when-
over it suits. hil miueo. ‘that he bas been given responsibility
without cmrm -suthority o:nr ‘the sctivities of OPFC.

9. The observations of the cowmittee about the insecurity of the
present physical setup of the Rashington headquerters of 0SO (and OPC)
are also well justified. O0SO and, OPC are placed together in a con-
splcuously identifiable building when ‘they should be covered in & large
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establishment having no previous 0SS or CIA taint and having so many
services and visitors that the identification of the starf msmbers and
their visitors would be rendsred most difficult. GCivenm the "cloak and
dagger” reputation which ths CIA so prevalently enjoys, it is difficult
if not inmpossible for us to cover or explain awsy the significance of
o works

10. A word should be said concerning the finding of the report
to the effsct that the CIA has not been hampered in its work for lack
of funds. I agree that this is the case but I think it is most impor-
tant that this statement not be interpreted as meaning that the CIA
budget for the fiscal year 1548 should be taken as a cedllng. ¥hen
that budgeb was prepared ths 0ffice of Policy Coordination was not in
contemplatiog/and it should be recognized that the very consideradle
additional responsibilities which have been given to ths Cantral Intel-
1igencs Agency as the result of the adoption of ESC 10/2 will require a
substantial ircreass in future appropriations. I have heard it sald
that the Chairman of the Sensts Appropristions Committes (who is not
generally mown for his liberality in dealing with govermment agencies)
had estimated that $50,000,000 would nct de too mmck to appropriste for
the monpluhnentorthatorkvhichm 13 sot up to doe. For the
balance of fiscal 1549, we are trying to gst along on funds which have
been scraped up by the Dirsctor from the other areas of his responsi-
bility. Considering the nature and extemt of our responsibilities and
the largs smounts which could easily bs expended in subsidies .of various
kinds, we have submitted a very modest budget satimate for filscal 1550,
although we have reserved the right to reopen this question before the
deadline dats.

11. Xy final coament is made in connsction with ths reccumandatson
that a so-called “intelligence officsr” within the Department of State
sarve as the principal liaison officer between the Depariment and the
Central Intelligence Agensy, including the 0ffice of Policy Coordinatien.
This recommendation is, of ocourse, ocontrary to the present arrsangement
tut my reaction to it {n gemeral would depend upon the identity of the
individual and the position at which ho is placed in the hierarchy of
the Department. Unless this "intellizence officer” is situated at a
very bigh polioy level within the Department, the result would be very
datrimental and under no oircumstances should the liaison betweem OFC
ard the Department be tied in with the research and intelligence staff

of the Department.
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