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SANITILEY UL W 26VE 512

June 30, 1961

MEMORANDUM FOR THE PRESIDENT

SUBJECT: CIA Reorganization

1 gubmit the fellowing viewa as gne who worked in OSS during the
war and gerved as 4 poriadic CIA consultant in the years eince.

On balance, CIA's record has probably been very good. In the
nature of clandeatine sperations, the triumphe of an intelligence
agoncy are unknown®; all the public hears dtiout (or should hear
about) are its errova. Buat, again in the nature of the case, an
agency dedicated to clandeetine activity can afford damned few
vigible erxors. The {imporvtant thing to recogunize today, in my
judgmont, {e that the CIA, 88 at present named énd conatituted, has
_about uged up ite quots. Its margin for futurc orrgy is practically
non-exictent,. One more CIA debacle wm chake faith considerably
in US policy, #¢ home as we ad,  Aund. until CIA e vieibly
reorganised, i¢ will be widsly blamed for
@ovelopmente of whick :

vholly inngcent.

The argument of this momorandum {e that CIA'e trouble can be traced

to the autonomy with which the agency has boen pormitted to operate;
and that this autonomy 18 due to three main cauges: (1) dn inadequate
doctrine of clandestine oporations; (2} en inadequate conception of
the :alaumhip between opezmons end poucy. (3} an tnadaquata

- eOp ahoulé be e @ gtosa aaé repeate& ClA iaﬂmg hae Men its

cccasional réadineds to sutcumb to the temptations of favepable
pulilicity. The Guatemalan and Irgnian cperstions were almost
nullified by the fload of self<congratulatory publicity whtch followed
them (e. g. , the articlos by Richard and Gladye Haskoesgs, “The
Mystorious Doings of GIA, Saturday EWPM(’. Qet. 30, NN, 6,
13, 1954).
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cmneepunacltherwhﬁ&nuﬂmp&m@aaencnnmaﬂunﬁamﬁia&ﬂnmpmﬂe.
The memorandumn &lgo suggests waye in which gume of thaye prad-
hnmscwnpeﬂhqunbeeﬂMwmwm&

L CIA Autonomy

cuicqm&wm;uueanﬁmnﬁmunnaﬂsaunavmn*a mwm&mmw@iuuaue

gence collections covest political operations: aud pars

- activities, Sicnavﬁmiﬁneheueﬁwmu&aﬂﬁaﬁﬁSrehuhuaanﬁunnny
The reagony for the sufonomy afe hiaterical.

Whea CIA begen, ﬂuaﬂhﬁalmmxunnukﬂ.enaxﬁwumangteosuachtn
tegrng of ite teaditional rigsions in doveign affaied, looked anthis
new vepture with euspidion dnd eenbunced the cppurtunity ¢o evize
fizva cootrol of CIA gpovations, R did mot, for exsmple, try o
esinblich any effoctive eygtem of clesrance for GIA activities; and
gome smbassadors frankly grelorred not & know what GIA wns W to
in theie coustrice.. Aftar 1953 the fact that the Secretary of State and
ﬂﬁaxnmmaorulﬁ&mhml&umuﬂgm@anmwenmaﬂmmeﬁmuaatenm&zmmﬁ

ZﬁﬁlkﬁhﬁmdhmmsﬁmanlngnrvhﬂmubyEMng~-;r@u“

ﬁné&aumunﬂhaa.tmusgmmuﬁnahuaam&pauar Buging the fifties it
began in gomme &reas to outeteip ¢ epsztment o the quality of
fte pevaonnel. Mymemmmmmmamam
more perbiaps becauss Allen Bulles gave hig pecple couvegeems proe
tection ageingt MoCantbyite attache, GIA wag sble to attract and hold

& levgo sumber of gble god iedependenteminded men, The more i$
adted brilliant activigte to ite etafl, tho mure mamastum 6 opovaticnd
memmnmhmmam

BythetuneﬂuuﬁkmmEuﬂimgmaﬂaheﬁﬂﬁrﬂsmwacﬂthepmﬁﬁamm

gmuna&ayannmumoauanmﬁunmmnstnaﬁiﬁhﬂﬁtnasuhumunuumﬁ
' | €H§m$$QWetno

dan sopegvie
'tuaanunmnweeeﬂ&m&ﬁrCﬁ&h@hﬂﬁh@ﬂyeﬂﬁﬁamuﬂdbﬁﬂmmmeﬂc@mmn&x:

a9 & fale accomplis Gtate nevop had'titlo to cuntral Gvert

tondontin lMETF“fa§¥eﬁnﬂaﬁuwn and i kadfoet grownd tn such
dﬂﬁﬁﬂﬂﬁ!ﬂwwtpduﬂMdteﬂpamunsamﬁewaaﬁnﬂmanunnmunm@ecﬁ
overt diplomutia contastay
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For its past, CIA had developed @ whole gerics of functions paral-
léling alresdy existing functions of the State Department, and of

the Defense Depavtment ag well., Today it bag ite own political
desks and military staffa; it has in effect ito own foreign saxvicel

it has (or bas had) its own combat foreess 1t even has its own ailr
force. Its annual bulget {8 about __ times that of the Stete Depart-
ment. The contemporary GIA pogssages many of the characteriatice
of & state within a etate. : o

If. Duetrine

Though CIA's autonymy developed for higtorical reagons, it hae been
ablée to endure becauge thexe io no doctrine governing our donduct of
clandoating operations, The pyublem of doctrine for CIA (o the extont
to which {te various clandedtine missions are compatible with a froe

It is idle to argue that, bacduse the Communists can do suchrgud-guch,
we ave free to do it ton, Communiom {6 & ¢reed nurtupred in cone
gpiracy; and tho whole polut of Gonmmunist eccial and polittanl opgani-
satien is to make conapizacy effective. If *fighting fire with fize' means
contracting the frecdoms traditienally enjoyed by Americens in order

to give move freedom to CIA, oo ene sericusly wishes to do that. Vet

1 do not feel that we have tried rigorously to think through the lmits
which the maintenance of an open caeciety places on gecret activity.

Until thie le done, CIA'e role will not be clesrly dofined and under.
gteed:  The problem which must bs faced {03 what eset of secret
gctivity is constotent with ¢the preservation of & freo soctal ovder? .

We muat begin, § bolisve, by accepting the fuct that the United Stateo
will continue to be o naticn in which politicione will ack questions asd
make gpeeches, reportese will dig out atoglce, aswepapera will pube
liah sditeriale, individuals, driven by promptinge of comecience, will
blure out things hasmful to the etate, and so oy We do aet wish to
chiange these thinge &nd could nct do g0 without vielating the essence
of our goclety,. Thede things ranke up the {amevorh to which CIA
must operets, In ehovh théy constitute the problems dad, ae
General u;gsmn used o say, “"Theve's ne polit o fighting the
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.grest problem, Howeves, whon cox

- quitwoigh the

SECRET)

Each t'om of gecret activity pregents ite gum peoblem. Clanddetine
intelligance collsction hae beun a traditionn! function of the agtional
amte Bo rules and usages azo (aisly well odtalilished: In the
main, egpionage, If conducted with discretion, shoui@ present no
ited with gn open checkbook
end 8 bycad mandste, even ¢spionage cen begin €0 push agaings the
tirsits of seceet activity in on open gogiety, I¢onsgider Inter, for

- exomple, the question of the Gontrolled Ameorisin Bouice (CAS) and

whether the evendoing of GAS to not bogloning to bazm other activities

- of the government,

Covert political opevations wesm o trickiep nm&iam.
aﬁeemuhmwmmammmmmm
otganizations in othep countries; But corrupiion of the political life
of anuthey netion {0 not @ peapencibility to be lighily assumed. §

wondar whether CIA hao not done tod much of Gals for the joy of it.

Paramilitary activitics ¢2¢al0 an tven mope difficult problom, if
mvmmemepmmmeumwmmm ¢0 much move Jifficule.

Is geneval, I wuld euggest that any secret opervation whoee eucecss fa
depeadant on the euppragaton of news, an lying to Congrosamen and

Jouvnsliets and on the deception of the alectorats dhould be tndestalien
Mywhm&ecnteteteeownmm@mmmmvmw '

Mmmmmavboucmmmm 8 SETEtitns oo
mm&ﬂ&wdmmmMcemmmm .
thwarting the tmpuless dnid denyiag the volues of an open society,
m:m«nW&mwcmwmkwwuasmmm
cage be mede for {86 neevealey,

In ghost, Mcmmmammmm @0 must not culy
sk shethor the cpepstida 1o technically fepaltis in (to own tormey wo
mmm»mm&w&mwmmmwmm
metﬂae&ﬁamsmme@
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I Operations and Policy

Clandestine activities cbould e assessed not enly in the contoxt

of thelr relationship €0 an open soclety bu alde in the ¢omgext of thelr
sclationship to United States foreign palicy. ’

ClA operations have oot beon held effeciively subordinate to U. 8.
mmm policy.

Clandastine intoll ¢ collection is, by chavtsr, free from
Sta:e Bepamnenﬂ conts Thia fact exposes American foreign policy
-ta a zaultituﬂe of emhutaasmnm when cm ts aac : mﬂmmj

ClA hoo eaid that, in such cases, neithor the Embugey nor the Depart-
ment {n Waghington is aormally informed of this type of cporation.

fn chort, no one knowe how many potential problome for UB foveign .
policy -- ané bow much patential friction with fricndly states -- are
being creatad ot thio mement by GXA eLandesthe lntelngenco aparatiene.

b} oute

weafighs the rish {(eogy. Gaaporating the local goveramnent and shaking
ite confidonco both in cur purpeded and in guy sonee). Clandestine
intelligence cperaticns ghould plainly be cleared both with the Depavte
ment of State and (anve for exceptional (notances and on agreemont of

- the Becretary of State} with the local U-8; Ambaseados,

SECRET - Y
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. ﬁepaﬁmne : éﬁénéa;- ~In @mﬂce. hOWEVEL, sm has often beon
able to seize the initiative in ways which reduce Siate’s role almoat

to that of & zubbey alamp.
This has been pertly the cengequence of the §uperior drive and

.getiviem of CIA perecnnsl, ospacially g6 compared with the éiffidence

of State Department porsonnel. Fer czawple, when men ¢ome to CIA
with the sseignmant of developing covart political campaigne o2
ovganising coups or prepazing for paramilitary wasiare, these mea
natuvally fall to work with ingeauity and zeal; thoy probably fecl thet
they are oot earniag their pay unlede, eay, they orginize as many
coups ao pogeible. The concopt of ‘contingency plgnaing' haa
legitimatized the concrate preparation of cpesaticns sHIl presumably

‘in @ hypothetical stages people éid net at fivet astice that ‘contingency

planning, ' when carried ¢ the ctage of recruitment gnd training of
porsonnel, ¢reatpa & vosted interest which often transforme contine
gmmﬁapmemwums. Thua, if & group s assembled
and revved up on @ contingenty basis, thentbefaﬂmtommm
projeet sheough {18 taavmé&wmmmthe diesppolntment and
allenation of the gesup 6o e pregeure incsmsea m lenaw through
on what kad started 4o o pure speculation. This wse o countral facter,

¢f equves, inthe Cuban docision ~» tho fact hat distandment of the

Culan forco in Guatsmale Just scemed to ¢roato £00 many problams and
embarrassmente. Having ¢ntered into relations with pevecasltities in
forcign lapds, CIA has sometimes ¢cemed to feel thet wo must thereo
efier do pretty much what they want ~- ov ¢lao theoy will blow dacusity
¢ oven go ovar to the Gommuniats. This appreach hag mads us en

_ecoaaien the prisgaers of our own ageats. 9

¥We bocome prisancre of cur agonie in ancthor eauge toe. The Cuban
opiscdo leaves the atrong impresaion that CIA io nat able to control ite
own low-level epevatived, While the CIA people in Washingion are mén
of exceptionally high quality, the msea attracted ¢o ficld jobs are eome-
timen tough asd even vicious pecplo motivated By drives of tBolr owa
and not necogearily in political or even movel eywnpathy with the purposos
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it has meant oo thue the State Bopartment, often Gpprised of en
opgvation only in ite later elages io undee great preesure ¢o

enéorse the operativn a8 alvendy mounted beeguce of the slteged

evil congequénces of exerditing a vote. I well vemembey Toms
Mann's remesk the dey the declsion wes muds o go dhead an Gubai

. "} would never have faveved initiating (hie epexation; bus, since it

- bag gone as far ae it Bag, {do not think we s risk calling it off,
Meozreovey, at & time viien theve ie intreasing premium on activigm,
State, when it queationd CIA operations or inftiativas, ceatg iteclf in
a pricsy, eissy, negative ¥olo. The advocate of clindestine activities
gesms "tough' snd vealistic: the opponent hago to invoke auch {ntangibles
ao the reputation of the United States, world public opinton, “Whas
-do we cay inthe United Naticne?®; otc., and doging hopelogsly
idealigtie, logalistic sod ‘poft.*

mnmuacwsmmwmemmmmwmmm
to create situations which have foveed policy on the Stute Depistment.
Thic wae oot the orviginal idea bohind ClA. A¢ &llon Dulles weete

in bis 1947 memorendiun t0 the Benate Armed Boivicod Gommities,
-"Tho Centrol Intelligance Agoncy ehould have nbfling to do with paliey. ©
Yat, in the yeore eince, CIA hae, in effect, 'mide’ policy in wany
pate of the wosld. A number of gaveramants Gk tn powes koow
MMthemmmgmacmWﬁmmme
,am?mmwmawvwmw&w
Uoited Eiate.

?mmmmwwmmmwmmm
Stwate of & projected covert operation 16 inadequate ¢ pretact UB

foteveats. There tmat’be sombd mesns by which Ftate can be infopmed
- dmummammxymmammm : :
sud prelimingey planuning of the operation: masww m'
mmmﬁm&&emwmm 1P

49061 DocId:32629331 Pame a
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& Dazamilitery warfare, lgamet. is geganded (n somo quartere
88 & purely tochnical mattenr, oosily detachslis from policy and there.
fozo B peoper function of the Depastment of Dofends. Vet theve {0
abmost oo CIA function mose peculiarly dependent on the pelitieal |

] contaxt than pasamilitary wasrlare,

Thase ape scveral vesaonsd for thiles, Pur ooo thiang, & pavomilitacy
mmsemmmesmgemmtmmwmww
AGLGRTECond mmdmam!y:. hm; ”G&Q
traintng of, oy, vammmm“armm
support of siveady existing guesrille activitian,) Forv snother, the
mozel and political price of direct pavamiifiary ftlore 19 acute for
up;, Communiste, when they ctimulate pscemilitary activity, ave
mmmmmmmem when we 4o {6, wo appsar

¢ betray cur own profesacd prisciples and thereiors gannot afford to

& fofl,

aa the recent tractavs-forsprigoners eptogde dhiswed, whon we do Gond

men to poastble desth, we chanot Llightly wylte them off and elove the
 booke: The Commwnigts, on the other hands hive no scyuples gbout

Hguidating » losing showy

SECRET
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Moteover, guerrille warfare is fought, much more than military
men ordingrily realize, in an {declogical context. The gucrrilla

. succeedes when his prégram enlists gragevoote duppovt; and it is

very difficult indeed to beat Mm when the countryslde {6 with him.,
Van Mook told General Marshall in 1946 ndt to worey about the
guerrillase in Indongsia; "we are sending 50, 000 men out there
and will ¢lean the situation up in the three monthe.” Magehall,
who kad had experience fighting guerrillag in the Philippines,

geplied, It won't be g6 eagy. You will find ¢hat they will bleed

you to death. " Cyprus &nd Algeria illustrate the &ifficulty of over«
coming gua:vrina regigtance through sheer weight of military foree.

-Serious guerrills movements have been defeated only three times eince
.the end of the Second World War: in Greecs, because Tito's defection

closed the novthern border; in the Philippines; and in Malaya, In

-thelautmmesthemﬂmareeuuneeea&abmeam
“ . ) y e 6t

the minds mmﬂsdmnwale: uthemi'm melve«&mm?
paramilitsvy ¢peraticas but 6 vaet educationsl p¥ogram, erganisation
of trode aniong, political refovm snd an offor of tational {ndependence.
16 the guergillay power lige in hio rovelutiérary program, the eunswer
fies {n part in mecting the atedn which ensbie the guesrilla to rouse
the conntryaide. “Withowt a political geal, * weole Mao Taa-tung,
“eygrrille wasfare must £all, as (¢t must (€ {ts political abjectives do
agt coincids with the aépirations of the gaoglewtﬁthein sympathy,
cosperation and agistinee caonot begained. © He added, “Do we
want the support of the maeses? K we do, we mutt go among the
magsed; avouse thom to adtivity; concesn eayecives with thetr weal

and woe "

- ¥For thegd reaaons, Mwmwemmmas

primarvily a mullitsey weapon, It Lo primarily a peliticst weapon and
must theérefare be gubjestad to close and careful political averaight,
& probably ehould be retained in @ reconatituted CIA gsther than
mfovaeﬂmmteaﬁa‘@

- SECRET
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All thedo devices might bo adapted for use by G .
Gt' W Sy U

| mﬁng::ggggzhﬂ“é“ﬂmhi““‘””mﬂ*ﬁﬁﬂﬂﬁﬂhﬁmseegﬁwvtﬂﬂwﬂ
. peints subjuce: sutcamny bus that te opévitions would be as ald
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cufovesd by dizactives, by Stato Department chaiveonshp of
‘working groups, and by the tofiltration of State Department
persomael into the intelligonce agency.

Obvigudly ¢big eet-up would nae euccoed, however, unless the
State Dupartracnt itgelf were prepared to overcoma ¥e inbred
habite of diffusion, négativiém and delay and to (3ke & firm and

purpogeful geip on the situation.

The pelationabip betoeen W and intolligence galdes pasticus
lasly porplesting quostiony. 'intelligence’ ineledes two saparable
activities: clandogtine eauee.usm end reaegych, analyeis and
cvatustion. The fivet desly with that omall porticn of rew intellle
gence procured by gecvet sneans (My. Bulles gatimated in 1947 that
"a proper analysts of the lutelligonce oltalngtlo by . . . overt,
mormal, and abovohoaid mosgs would supply ud with over 80 peveent,
1 should estimate, of the informntion required for the guldance of cuw
pational pellcy™h tho geeond luvelves the cellation and interpretation
of oli forms of intéliigance, however obiained and the proeduction of
-agtinmglen,

" Uoter the Beitich syétem, cloadestine collection {8 entrusted to the
Secret Intelligence Seyvice. The reseasch, gnalysie eaé eeumaaag
fmﬁu is located in the Forelgn Office Ressavch Dopaptmont,

Uuder the Amovicen gyetoms ClA has vesponalbility for bath
clandestine collection end vegearch and analysie, Tho Hate Depaste
ment's Bureaw of Intelligenes and Reecareh #lse hae seacgech and
anslyélo seeponsibilftieqs but. in practice, GIA hao established
gontrel over the maghingey for produsing aitiongl eatimates {n ouch
‘amywmmdmemw‘emm»wmuavﬁmmm
for bccepiancs o wejection; In cther wordy whowe in Great Britain
| »msm@mepbwmmmmmmmmm&
in the United States that egle hao boen agsumed by €la,

13

2
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- ‘The ergument againgt {ncorporating the vegeaech and sstimate
fusction in State w28 midea by Dulles in 19¢7: “For the propse
judging of the situation {n any forelgn country {6 i2 fmportant that
taforraation should be processed by an sgency whoge duty 1t ie ¢o
weigh facte, gnd toderdw conclusione (vom those facts, withous
baving cither the facte or tho conclugions wirped by the insvitgble
and even proper prejudices of the mén whoge duty it ie to determine
policy and who, heving onze determined @ palicy, are too likely to
bebnnaﬁoanyﬁmueﬂﬁﬁnbzn&ﬁaimudtupmavethepducyﬁabe
faulty.

Precisely the same srgument can be used erith equal effect agatnst
the incorporation of the roaearch and estimate function in CIA «»
A.e.. atu:emsmwmemaewemecteémthmra&m. then
smmitted 0 & particalar opevation will ¢end to acteet out the
WW@W&M@W

Wymwammmammmeemm
& falely independent segeisch and ogtimate geoup, But; if the RRE
geoup is too infependent, one runa into the oppesite dacgers that fe,
mmrpﬁm“smmamba-mmm»a&m
mamgemm

'mumemmammm mme. was not that
intelligence and opesations wewe combined, bLub peécicely that the
mmwwwwmmm The fpe
telligence branch {DDF) of GIA wae nover informed of the existonce
dchesn&anmrm memceamzmmmm
MW&GMN@@%Q&&M&W&GMWQW
would provobke welsings bebind the Liaeo aad defections fromn the
Attis,. In Docémibér and Fedbrusry, the Office of National Botinstes
praduced genoral apprasaste of ke Cuban situation, but thees wese
wholly independent of (he Cubgn opevetion. [ githos chas, {f ite
opinton hed boen fuvited, DES would have given quite o differént
eatimate of the atate of opiaion i Cubs from it oo which the oporde
tion was huced, Thero exfited, inm ghort. theo sidicolous aifuction

SECRET,
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e,

. Beste Departmen

was denied to even the top officiale of the intelligonce branch. The
Buresau of Intalligence and Revearch of the Departmeont of State
knew oven leaa about the Cubdn operation.

The problem, then, i8¢ hive an R&E group sufficiently independent
of both policy and gporations to resist the preggure t6 make the case
for vested ideas and {uteredts «- yet aufficiently cloge to be able to
gubject projected operstiong ox gouciee to the moat intvnge and
seayching gcrutiay.

Where ¢ould this group Ve tocated? If ¢the CIA were to become
gubordinite to State, & M6 ig to the Foreign Office, then the RGE
function might be vested in & coordinate esbagensy, ¢omewhat indes
pendent of both State gnd CEA, yet closely connécted with botb io days
to-day opervations. The R&E subsgency would vecéive intelligence

from CIA and from State, 48 well ae from the serviceg and, of courae,
fyem public svurces. It would represént, in effect, a fusion of CIA/DDY
and State/Intélligence and Research, It might also take cver certain

of the gervice functivng now confided te CIA <« photographic taterpre«

tation, biogrephical dats, foreign breadcadt monftoring, ovest cellec~
tion, mipe, etc.. There might be in additien a Jolat Intelligence Boayd
with :epreaen:aﬁven from all the {utelligence agencics 4nd with @

: o White Houge chatyman,

Y. Conetutm

The asgument of this memosdndarm mam & fairly dreatic gegerangde
mont of our present intelligence seteup. It alao implios the capacity
of the State Department ¢ S64ume eommand of the ditustion dnd to do
go in oo effective and puxpogeful way. I the State Deépartment a8 at
pregunt stiffed i nd capible of sesuming effective commaad, thie {8
uots. in my judgment: an argument againgt & ritionil redrganination of

{intelligence. IR ig dn ¢rguinent for o dradtic overhaul of the State

SECRET
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"The structure which would meet the criteria suggested in thig
meémorandumn would be 8¢ follows:

€c:

o Tl o DIRL AT R @

1} The State Depattmenc woulé be graunted geneval
cleazance authority over all clandestine dctivity. This
might be effectuated on the British model by the appointment
of a Deputy Underysecrétary of State fox Intelligence, who
would act for the Secrotary in thege matters and who might
sexve as chairmmain of a Joint Intelligence Board,

2) The Joint Intelligence Board would include repre-
gentatives from all clements in the intellfgence community
and also from the White House. .

- 3) The ¢perating branches of tho pregaent CIA would be
reconstituted undey gome blameless title {the National Informas
tion Service). - This new agency would be charged with regponsi-
bility for clandestine ccollection, for covert palitical cperations
and for pavamilitary activities, R would gubmit projects to the
Deputy Underdecyetary of State for Intelligence for clearance.

In general, the agency would bear somewhat the same felation.
ahip to State as the Dissrmament Adeninistration and ICA
pregengly do. .

4} A accond eammnaapendw agency would be ect up, agaln
bearing & blameleas title (the Forelgn Ressavch Agencyl, cooedie
nate with the eperations agency. This egeucy would be charged
with responsibility for collation and {nterpretation. I would

inciude GIA/DDY, the Buresu of Intelligence and Research in

State, and the varioud gervice functions now eagried on by CIA
{(photographic interpretation, blographical fileg, for¢ign broadcast
monitoring, scientifie intelligence, mape, ovest collection, etd.
It might well be lotated {o the ClA building in Mclean.

: Apthur Bchlegingéy, ju.
The Attorney General
Mr. Bundy

Mr. Bungan
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