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19 September 1962

MEMORANDUM FOR: Acting Director of Central Intelligence

SUBJECT ; Inspection of the Office of Natlonal Estimates
snd the Estimative Process

1. The cbjectives of the ONE inspection were {a) to
determine the views of the intelligence commmmity on the quality
and usefulness of national intelligence estimates, apd (b) to
appraise the efficiehcy of the estimative process and the Office
of Hational Estimates.

R 2. The inspection team was not qualified to weigh sub-
stantive conflicts revealed during USIB drafting and coordination
of specific estimates. Many ONE participants in estimating cited
examples of apparent deficiencles in estimating as, for example,
foreseeing the impact of the Cammunist Chinese sgricultural crisis,
or assessing the operational capabilitles of the Royal Laotian
Army. However, the Inspection team heard no proposals for
mo@ification of the existing authorily and structure of the
estimative system. The inspectors concluded that a national

intelligence estlimate wndergoes as widespread, continuous and

intenee an evaluation as any other document produced in the ORICDF

intelligence commmity.

-~ 8ECRET oAt g

Approved For Release 2006/10/13 : CIA-RDPS80-00948A000100020012-6



Approved For Release 2006/10/13 : CIA-RDP80-00948A000100020012-6

- ~—

SECRET

3. Hational estimates are recelving cesreful consideration
by the top planning and policy-meking officers of the U.S.
Government. This is shown in the attached memorands covering
discusslons with Mr. Walt W. Rostow, Counsellor and Chief, Policy
Planning Council, Department of State, and Mr. Williem P. Bundy,
Deputy Assistant Secretary of Defense for International Security
Affalre. Equivalent testimony was obtained from spokesmen in
the offices of General Maxwell D. Taylor, Military Advisor to
the President, and Mr. McGeorge Bundy, Special Assistant to the
President for National Security Affailrs.

4. These sources were consistent in their praise of the
current estimative product dealing with the Soviet Union--
particularly that on militery subjecte--and with alternative
eourses of action in various contingency situstions, Less
interest was expressed in the scheduled estimates on specific
countries, dut there was general sgreement that these estimetes
had improved in usefulness by evolution from their earlier
encyclopedic approach toward better focussed analyses of key
issues.

5. The inspectors' principal findings are sumearized in the
following paragraphs. In general, thls survey proposes measures
vhich in ocur opinion would tend to incresse the flexibility of
ONE and USIB mmnsgement within existing patterns of coperation.

2. CONFIDENTIAN
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6. 'The performances of the inaividual mesbers of the Board
of National Estimates vary in quality depending on the experience
of the individual in intelligence enslysis and vwriting snd on
nis sptitude for the estimating process. This fact in no way
discounts the guality of his previcus sccomplishments in other
fields. The survey recommends that there be 8 continuing effort
to upgrade the quality of Board nepber performence by establishing
a time l4mit to the initial assignment of new menivers. Bimilarly
as merbers of outstanding talent acguire seniority, attention

mist be given to sebbatical assigmments.

The Estimates gtaff

7. The Estinmates Jreff of ONE has yet to determine whether
the talented drafter of estimates should work on & Career basis.
The prevailing attitude of the staff is to reject reassigmment in
the DD/I aves unless this involves clear sdvancement. The DD/
ig now moving to promote a freer flov of senior personnel among
nis offices. Thls survey recommends meagures in support of ONE
career plaming.

The Princeton Panel of Consultants

8. The use of s panel of outside specialists meeting
frequently at Princeton University to provide an additional check

on the adequacy of sptimates was an obvious need and safeguard

_BECRET
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during the early years of the present estimetive process. With
the growing professicmalism of the NS performence, review of
sstimates by & panel of ocutside comsultanie has lost ita vitality
in the virituslly uwnsanimous opinion of the ONE Zstimntes Staff.
The DAD/NE, hovever, continues to sse utility in the panel sessions
both as a gheck for fresh views and to promote s healthy relation-
ship between the intelligsnce mnd scedemic commumities. The
present survey recommenda that the needs of the Batimetes Staeff
be governing in this srea. The present pansl spprosch to
consulting should be discontinued as a regular practice in favor
of mora individual contactz with a grester variety of cleared
speclislists of agresd interest to Zutimetes Staff perscnnel.

GHE Contact with Pulicy Makers

9. Thare is toe 1ittle contact at present between ONG
perscornel and Government poliey planners. This atems in largs
part from a long-standing doctrine of separation of intelligence
producers and users. The inspectors concluded that the profes~
sicnalionm of present day estimators insures sgsinst the risk
of partissn involvements. The estimmtors need mors guldance from
policy makers on the context of estimsting prodlems. Ths survey
recommands regular face-to-face discussions at the start of

esch estimative effort betueen ONE rapresentestivez and senior

- H o
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policy-making personnel. Notes from these discussions should
be included in the termz of reference for sach eatimute,
USIB Contribution to the Estimstive Process

10. The USIB organizations contributing to estimating were
Irequently described in CIA as a loose confederstion in which each
perticipant decides what resources he can comuit to the estimating
effort. Present contributions are widely uneven in quality, and
some participents are not substantively qualified. The inspectors
have proposed thet the USIB underiske periodic assessments of the
performance and program comnitments of the participating sgencies
and recommend standards of staffing and levele of research effort.

11. G&Specialized UIIB cammittees, such as the Sclentific
Intelligence Committee, have explicit responsibilities in their
DCID charters for contridbuting to national estimates. The
coordinating end pblishing procedures employed by the Scientific
Intelligence _Qcmittee are not consistent with those of the
Board of National Estimates. The inspectors have recommended
that the Assistant to the DCI for Coordination be charged with
inveastigating through the USIB and recommending action to meet
this problen.

12. The inspectors suggest that the senior command of CIa
stimiste reactlon to the estimetes by direct dissemination to

- 5 -
SECHET
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sppropriate consumers, e.g., an Agsistant Secretary for African
Affairs at the Department of State in the caee of an estimate on
an African subject. Such disseminstion should be accompanied by

gorrespondence requesting comment on leading lssues.

C LA
/5] 1.5, Earman

J. 8. Esrman
Inspector General

Attachments

.6 -
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20 August 1962

MEMORANDUM FOR THE RECCORD

SUBJECT: Discussion of national estimetes and the estimeting
process with Mr. Walt V. Rostow, Deparitment of
State, 16 August 1962

1. Mr. Allsn Evans who handles coordimation of national
estimating for the Department srranged for us to see Mr. Rostow
in connection with the inspection of the estimsting system now
in progress in the Agency. Mr. Rostow very genercusly geave us
more then an hour of his time and ccomanted fresely on many
aspacts of the objectives and eontributions of estimetes Lo
the natlonsl security.

2, Qur first question to Mr. Rostow was whether he reads
the estimates himself. He ansvwered promptly that he reads them
all, He added that he finds tham t¢ be of high quality in
organization, clarity, managamant of backgrouwnd information, and
in soundness of the judgments presented, (This response
perellsled an earlier statement from Mr. Parrot of General Taylor's
office that General Taylor whils at the White House alsc read all
of the eatimmtes.) Mr. Rostov alsc believes thet the estimstes
on gpecific areas sund subjects are read in the Department by the
appropriate oparating officiamls. At a lster point he cbzerved,
however, thet cpsrating officisls jwobably still make most of
thelr decisions without close utilization of formel estimmtes.
Be doubted further that these officiale employ personsl staff to
provide them with anything approximeting professional intelligence
support.

3. Mr, Rostov then spent epproximstely fiftesn minutes
daveloping what he sees &as two critical areaes of wealkness or
chalienge to effectiveness of performance by the present-day U.8.
estimmting system. The firet of those was & speculation vhether
the estimating system is not prone today to a too even treatment
of all of the facets of the given target country under estimmtive
analysis. He thought that the effect of this tendency would be &
fallura to isolate and highlight arems of impending critical changs.
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k. His second point wes parhaps more speculstive and con-
cerned the cepebility of the estimeting spparatus to fuse its
findings on each segment of a target country--sconomic, political,
military, scientific--into en effective appracistion of how
these parts interset to produce events and trends of strategic

9. Mr. Rostov cited the sstimeting problems facing the
United Btates in dealing with Commumist China in hiz discussion
of each of the sbove points. Be returned repeatedly to the
problem of estimating the sppearance and effects of the Chinese
agricuituwral orisis and its fer-reeching lmplicatiocns for other
parts of the Chinese economy, defense system and current political
posture,

6. Questions on the adequacy of intelligerce resesrch in
suppart of estimeting bdrought forth several interesting cobserva-~
tiens. Other cbservers with whom we had telked had expressed the
opinion that there are lmportent geps in inteliigence research
today including, for exempls, econcmic research in free world
areas, anslysis of dsfanse systems, and appreciastion of geo-
politicnl problems in Africa. M. Rostow commented that thers
is & wealth of good background intelligence analysis being
produced today and that he depends on it in golng behind the
estimates into critical problem areas. He recalled & conversation
vith an sssociate from the Joint Chiefs of Staff in which he
speculated that 75% of intelligence is wasted im terms of
utilization by cpsrating officials and the friend felt that 90%
whE & more realistic figwwe. He expressed little fear of
duplication of analytic effort and seemad to fesl that an intele
ligence organization that senses s deficiancy in anplysis should
move in and try its hand st the problem. Be suggested that thers
is & basic weskness in the present U.8. system of collection of
intelligence. Diplommtic repressntatives ere schooled in the
collaction techniques evolved in the sdvanced Western countries.
In Africen countries asssocistion with whet might be called the
standard diplomatie circles is quite inedequate as o means of
apprecliating the forces of change in tribal, labor amnd political
groupings .

7+ Mr. Rostow bad meuy idess for dealing with the problems

of estimating. Ha spoke of his own efforts to bulld yp the policy
planning apperatus of the Department and the exseutive branch of

R
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the Government but 4id not go into detail on specific measures.
He sgreaed that there 1s a distinet nsed for close commmication
batween plarmers and estimators and peid that he would welcome a
two~wvay exchangs of steff between the Poliey Planning Council and
the Bosrd and 8taff of CNE.

8. He was particularly interested in ineressing commmication
betvean estimstors and operating officisls. Preseat procedures for
satting terms of reference for naticnal estimates should be modified
to include early face-to~face dlscussions between opersbors who
raquest estimates and ONE estimators to explore issuss and agree on
ressarch snd sstlmating Jjudgrents moat likely to be of significence
to the operators. He thought it might be useful to append ths notes
of such discussions to the formal terms of refarence.

9. Mr. Rostow apoke of his own visits to ONE to get mcquainted
with QB personnel and the estimating system. He falt thet it is
very Important that room be maintained oa the Board of Hationsl
Estimatos for several menbers who would be gquite unorthodox In
background and outlook sand who would help thereby to introduce real
challenges to Board thinking. {His own suggestions on Bomrd member-
ship in the futwe would be of interest.)

10, On the subject of avaluation of the sstimabing performence
Mr. Rostow agaln emphasized the need for fresh views and suggested
that validity studies should be undertaken by outslde professors
vho might spend e swmer in CHE examining the preparation, quality,
snd lmpect of & serles of sstimetes on a particular problem.

11, ILate in the meeting Mr. Rostow referred to & fortheoming
ook on Pearl Harbor of which he had an advance copy. (CIA Library
leceted & copy on Friday and will notify the Deputy Inspector
General when it is received.) A parsgrepk in the preface of this
book diacusses the problem of systems coping with swprises.

Mr. Rostow sald he had resd the pertinent passages to his own
staff and proceeded to have tha book retrieved from & collespue
and to read them to us. This resums: by no meane does Justice to
the freshness of Mr. Bestow's thinking and conversation. It
would be most appropriate to invite him to set down his ideas on
eztimating problems for publieation in Studies in Intelligence.

go:  Bxacowutive Director
/1 r
AD/NE
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6 Beptemher 1962

SUBJECT: Discussion of netionsl sstimates and the estimating
progess with Mr. Willier P. Bundy, Department of
Dafense

1. For about %0 minutes during the morning of 6 Septesber
1962 we diseussad national estimmtes and the astimnting process
with Mr. Willism P, Bundy, Deputy Assistent Secretary of Defsuse
for Interoationsl Security Affairs. Mr. Bundy bad a high opinion
of awrrent estiuates and ONE personnnl. Be commsnted that ISA
iz nov 8 bigger customar of sstimmtes than aver befors mud that
many estimates have a definite impact and influsnce on policy
decisdons, ALl Soviet estimmtes are read with great interest Ly
the highost levels of the Department of Defense, and the most
importent ingredients of these sstimates are highlighted for the
Becretary of Defense. Mr. Bwmdy referred to contingency papers
88 being "topeuse items” Ly his office.

2. Aside from enswring closer comtect betvean sstimators
and policy planners, Mr. Bundy bad no suggestions for Improvement
of the estimating process. He considars the estimetes to ba
well written and well organized, and, L there 1s any fault with
the syetem, 1t lies with the framing of the questions.

3» Mr. Bundy remerked thet the Survey of NIR Disssmination
and Use sampleted in 1956 was & useful exercise end would be
vorth repaating to atimulate a vider use of sstimmtas.

ke Mr. Bundy would welcoms the datail of egtimtors to his
office for a touwr of duty as well ag the opportunity to detell
et of his pecple to ONZ.

5. In our dlscussion on the Bowrd of Hational Batimaton,
Mr, Bundy commanted that each military service at cne time or
anotbar had su outstanding representative ou the Soard, It is
aiffioult to Judge beforehand whether a particular ullitary
efffesr vould eucceed a3 a Board membar. The sclution might be
to sppodat & militery man for & specific period of time, sublect
to sxtension. I his performance were actavorthy, he could then
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be granted indefinite temue. He was much in fevor of the Board
baving a8 /e reprasentative, a Foreign Ser : LaTéd
sclantist. He considered the mppoiatment m‘:‘l

to be axcellent.

6. Mr. Bundy felt that it vas a waste of talent
M e v ; At Ak t for
sxcellent drafters and writers not %o continue writing estimates
whan elaveted to membership on the Board. Be said that he often
wrote 35*&1:@:&3 while serving on the Board, and ha recslled that
some of his Board collsegues also 444 zo.

T« As regards carears for ONE staff persomnel, he belisved
that these psople should be rotated through other Dﬁ/r mm,,;,
;33, ﬁmmg;;&rgm in the DD/P. fixceptions should be made
fo tal @stimators who prefer to '
Agency career in estimating, p-r opend thelr entire

e Brsoutive Diresctor
m/t
AD/NE

—BECRET
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“surprise, when 1t happens to & government, 1s
likely to be a2 complicated, diffuse, bureaucratic
thing. It includes neglect of responeibility, but
also responsibllity mo poorly defined or so ambiguously
delegated that actiom gets lost. It includes gaps in
intelligence, but also intelligence that, like a string
of pearls too precicus {0 wear, is too sensitive to
give to those who need 1t. It includes the aslaru that
falls to work, but alsc the alarm thet has gone off so
often it has been disconnected. It includes the unslert
wvatohman, but also the one wvho knowe he'll be chewed out
Yy bis superior if he gets higher suathority cut of bed.
It includes the contingencles that occwr to no one, but
also those that everyone assumes scmebody else is taking
care of . It includes straightforward procrastination,
but also decisioms protracted by internal disegreement.
It includes, in addition, the insbility of individuml
hnen deings to rise to the occasicm until th&y are sure
it 1s the oceasion--vhich is usually too late.”

Frem the Forevord by Thomas C. Schelling in Pearl
Haxbor, end Decision by Rotertas Wohlstetter,
%mtcrd, 19

V/,ﬁm
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A. SCOPE

1. The productiom of nstional intelligence estimates ss g
coordinated effort of the United States mteiligmce comnmity
has been under way since the establishment of the Office of
Hational Estimetes (OKE) 1n the Fal1 o 1950. The structure,
formate and the Frincipal procedures in estinating have shown
substantial continuity down to the present time. At its present
stage of evolution the estimating process congtitutes a
remarkably smell evaluative effort at the apex of the broad
eollection and analytical efforts of the intelligence commnity.
A gulding doctrine in the shaping of the Bystem to date has been
the separstion of estimating from Policy in order to agsure the
Presentation by the intelligence community of unbissed compre-
hensive judgments to the policy makers. In this climate few
participants in the estimating system will hazard a guess as
to the influvence of estimates on Policy decisions.

reviev and evalustion., The Boover Commission Report of 28 Decenber
1948 and the Dulles-Jackson-Correa Committee Report or 1 Jenuary
1949 examined the subjeet in detail and laid wuch of the groundwork
for the establishment of the Office of Netional Estimates. The

—SEcheT
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Inspector Genaral comducted & "Survey of the 0ffice of Eational
Bstimetes™ in April of 1954. A Task Forcs on Intelligence
Activities under General Mark Clerk issued a report in May 1955
dealing at lsngth with estimmting. Background material in the
Clark Committee files dealt with most of the key ilssues brought
to our sttention during the current inspection.

3. Another mediun for more general discussions of tie
pwposes and problems of national estimmting has been the
quarterly Studies in Intelligsnce nov in ;ts aixth yemnr. Many
members of ONE, of the Board of Nationsl Estimmtes, and of other
eompongnts of the intelligence commpnity bave countributed
Tirsthand sccounts and Judgments on Lmportent espects of the
subject.

b, Pinelly, in the pest 12 mopthas the Joint Study Group on
the Foreign Intelligence Activities of the United States Covernment
and the pressnt Director's Ad Hoc Comittee on Organizational
Mattars both chaired by Mr. Lymsn B. Kirkpatrick have completed
studies with implications for the estimmting process. Thess were
axplored orally by the inspectors with Mr. Kirkpatricik.

5. A three-man tesm from the Inspector General's staff spent the
months of July and August 1962 reviswing primarily the crganizational
and menagewaent aspects of the netiomal estimeting processe. The

S ECRET
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bulk of the survey was concernad with the Office of Rational
Estimetes which providas most of the apparatus and the day-to-day
coordination of the commmity's offort in national estimsting.
Discussions vere held with all menbers of ONE and the Board of
National Estimmtes, with many other senior officlals of CIA and
with selected contributors and usars of astimates in the
Government.

6. An Ageney inspection of this intelligence comenmity
system nscessarily stopped short of o detalled axemination and
comparison smong the United States Intelligsmce Board (UBIE)
member orgenizations of their levels of effort, quality of
performancs, and standards of menegsment. Such reviev would be
essentianl to B coordinated UBYB effort to apprsise and improve
the estimnting process. The USIB cammnity @praaeh to estimsting
wes Traguently charscterized to ua by its participants as & loose
faderated system of very wnsven guality and performance. The
UBIE does not maintain a formal management group to analyze end
propose sclutions to non-substantive community problems, for
exsmpls, in estimating. In the past the excellence of the
exarple set by the ONE estimstors appears to have been the
principal stimilus to improved commnity performance,
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T» This reviev of the astimating process would not be
camplete vithout mention of the continuec presenca st the helm
of the Office of Natlonal Zstimetes of Sherman Kant, vho bas
probebly made the largest individusl contribution to the present
highly respected stature of his office. We encountered s wids
rangs of varm personsl tributes to Mr. Kent.
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OFFICE OF HATIONAL ESTIMATES

(1) MISSION. The Assistant Drector for Neticnal
Estimates is charged with the production of
nstional intelligence estimstes.

(2) PUBCTIONS. The Assistant Director for National
Extiantes shall:

(2) Direct the production of national intelligence
estlmates. Thie includes the setting of
Fricrities and the assignment of rroduction
regponsibilities among the components of the
Central Intelligence Agency, and among the
intelligence agencies of the Federal
Government.

(b) Prepare national intelligence estimates for
isguance by the Director of Central Intelligence.

{e) 8it as Chairman of the Board of National
Estimntes.

(4) Provide CIA representation and intelligence
support at the Staff Asmistents level of the
Hational Security Council Stafr.

(e)

(£) Give appropriste guidsnce to the intelligence
research sgencies.

(g) Give appropriate guidance to the intelligence
collection sgencies,

(kens
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B. THE ESTDMATING SYSTIM

8. Authority pertaining to the Wuctian of natiomel
intelligence sstimates 1s provided in Betiona) Sacurity Counefl
Inteiligence Directivas (BBCID) Kumbore 1 sna 3 and in Director of
Central Intelligence Dirsctive (DCID) Wamber 1/1. pomms 33, 3/4,
and 3/5 vhich establish under the United Stateg Intelligence Board
the Joint Atomic Energy Intelligance Comittee, {mrc); the Quided
Missile and Astronautics Intelligence Camittes {(@IC), and the
Sclentific Intelligence Caxdttee (8IC) incorporate a standard
paragraph providing for the participation of thege Commitiees in
national eetimating. Thas inspgctors encountered ne concrate
praposals for the modification of thase directives.

9. Within CIA the Office of Naotional Zatimates g designated
85 8 coaponant of the Deputy Directorate for Intelligence, and
Bsadquartass Reguiation specifiss that the Deputy Directar
(Intelligence) (DD/T) 1s "responsible for dirseting and
ecordinating the activities of the Office of...Hationsnl
Sstimates...." The relationshtp botwesn ID/T end Assietant Director
Tor Hetioral Zstimates (AD/NE) nes varted with the incunbents
dapending in large part on the relation desired by the Director of
Central Intelligence with his AD/HE. There is an evident nsed for
keaping the DD/I fully ana preeptly informed on the pProgramaing of
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02 assigoments. Further, the DD/Y clearly will need to oversee
the exchange of views between his staff in ONE and in other DD/Y
offices to inmwre maximm reconcllistiion or full identification of
differences of position betwsen himself and the Board of Haticnal
Estimstes on national security problems.

Somponen:s,

10. 7Zhe Board of National Estinmtes conslsts at the present
time of 12 members selected by the Director of Central Intelligence
on indafinite tenure to glve Loth substantive and procedursl
atidance to the nstional estimsting process. Present mexbers have
besn selscted for thelr ¢ivilian or militery experience in academic,
military or intelligence pursuits. The Board is thoroughly
integrated into the CRE structure dbut ite members srs fieed of a&ll
sdninistrative duties. The AD/NE is Boerd Chairmen, there is &
deputy chalrman, and the Deputy Assistant Dirvector for Hational
Estimates {DAD/NE), vwho is responsible for the administration of
the Office, iz also s menber of the Boexd.

1l. The Bosard's existence rests on the authority of the DCY,
There ig no cognizance of its existence and functions in the
directives of the National Security Cowncil. DCID 1/1 spells out

séu
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Board functions in scheduwling and essigning work on estimates,
in setting terms of reference and in coordinmating estimetes for
final presentetion to the USIB.

12. The Bosard was an intagal part of the original conception
of the naticnel estimating process. In the sarly yeers itz
pomposition and purpose vere visualized, however, as an essexblage
of independent authorities of the highest national reputation,
acting in a corporate capacity, to develop the substentive product
of the estimating effort. This concept hes besen subatantlally
modified through time with the growing professiomalism of the
Estimates Staff. Ths Board anjoys the services of many gifted
individuals, but the demands of cocrdination bave restricted their
contributions in the strictly coreative sense of concsiving estimmtes
and hiphlighted their skills in criticism and negotiation.

13, A second festwre of the evoluticn of Bosrd fumctions hes
been the sherp reduction in the functioning of the Board as &
gorporate Dody in coordinating sstizmtes. The gilven estimmiing
project is todey steered through the system by a panel of twe or
three Board merbers, ons of whom is designatad chalrmsn with wide
Jatitude to igpress his personal views of coordinating procedwre
on the commmity effort. 2fficlency in coordination hes risen
through the years and the panel approsch with the use of strong

EECRET
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chairmen haz enablad the Boerd to heandle s larger volume of
buginess without commnity complaint concerning the objectivity and
fadrness of the process. Quastions concerning the selection,
earser manmaganment, and alternative uses of Board talents are
digscussed in detail in Section C of the survay.

1h. taff iz a group of intelligsnce officsrs

mainteined in ONE to perform the final drafting of natioual
eptimmtes. These men are respomsible first of all for keeping
themsalves comprehensively informed on the sreams or subjects for
vhich they have sssigned responsibility. Their effectiveness at
drafting derives from perscnal command of a subject fleld and from
utilizaetion of the estimstive contributlons from the intelligence
community. Their product mey in turn undergo substantisl
modification at the hends of membera of the Boerd of Hstional
Sstimstes and during the intersgency coordination of the draft
prior to its sulmission to the UBIB. The groving competence of
the ONE staff has been a noteble fsature of the evolution of ONE
to date snd has contributed to a relstively autonomous status for
the staff vis & vis the Board In ONE.

15. The mesaswe of 8 staff mzan is his ability to welgh
svents and trands in the glven arsa or subject fileld, to make
perceptive Judgments of thelr asignifisance for intelllgence end

- B -
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policy plamning parposes, and to cammmicats thase ldess ¢ffectively
orally or in writing to the varisd ranks of Covermment officials.
Objectivity of analyels is of the essence both in the preparaiion
of 8 draft estimate, & commissionsd memorandum or & self-initimted
sppreciation of a forelgn situstlon, and in its defenss befors the
Board of Hational Egtimates, and subsequently in the market place
of the intelligence and policy community. The charactsristic
influence of such experisnce on the individuel cannot yei be fully
appraised, but thers is an svident premium on initiative and
forcefulnzss. Thera is s distimet pull on the moet aptly sulted
individusls to move from this arena of evaluation into positions
of command both in CIA and elsevhers in the Jovernment.

16. ‘The Support Steff provides for the edministrative needs
of both the Board of Retional Zstivates and the Zstimetas Staff.
These activities include maintensnce of an Informetion Control
wmit, reading and reference rooms, & Publiecations and Reproduction
wnis, and research, secretarisl end clerical services. There is 2
substantial volume of publishing and diseemination of revised
arafte of sstimmtes, much of 1t ogewrring outside regular working
hours. The skills and dedicetion of the stefi vere widely
eomsendad by ON2's professional menbers.

- -
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Estimating Procedures
I7. 'The estimative product may take any cne of many forms,

depanding cn the nature and urgsncy of the problem being dealt

with by the policy makers of the Govermment. The majority of
eatimetive papers ars ccmaizcioned by the DCI, the Vhite House
staff, the policy plmmning mechanisn of the Dapartment of State,
poliey task forces, the Joint Chiefs of Staff and other military
opersticns suthorities. There is a substantial demand for
estimative memorands by the ICI end the USIB and, finally, &
lssser volume of sslf-initiated ONE steff and Board memoranie.
Channels for requesting estimates are informml and wary from
direct contacts batwean outside requesters sad mesbers of ORE to
command sssigmments delivered either directly from the DCT or
vim the DD/I.

18. The USIB or the DOT oo its behalf must epprove the
sehaduling of & nationsl estimate. The USIB approves each
quarter s program of nstionml intelligence estimstes for the
succeeding six momths which ie preparad by the Board of Bational
#atimates. The next step is the preparation of terma of refersnce
for the sstimate vhich define the subject to be covered, aud poss
the questions to be answered. The terms of refersnce sre drafted
in 32 and submittad to the USIB sgencies for revisw. Repre-
sentatives designated by the UBIB sgencies to coordinate the

w 305 -
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production of the estimate then meet with a panal from the Board
of Hetional Zstimates to confirm the terms of reference, and to
asalgn responsibility and dsadiines for the producticn of
departmental contributions. The coniributions from sll sources
are deliverad to the Esiimntes Staff of CHE and s designataed
estisatas team proceeds to draft the estimate for Boawd
oonsideration.

i9. The drefting of estimates is by and large the
prevogative of CNE and 1o the source of some comtention on the
part of contributora to eatimntes in other agencies. The problem
{2 te proluce a cobesive esstimete writien in an effsctive style.
integgation must come in the last enalysis es the performance
of ong individual. It derives from the individual drefter's
command, of pertinent informetion, his ability to focuz and meke
perceptive Judgments on the ecsentisl problems, and his skill
in presenting them lucidly ena convineingly. The authors of
eontributicns from the other sgeneies inevitebly tend to
vhallange the style, 1f not the Judpments, 1o the final draft
aud Yo gusstion the discard of their own comsclentious and
soeetimes excellent efforts.
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20. OHE end the estimating poccess have been cperating in a
climate of organizational stability for sowe years. There is a
gemeral lack of sentiment smong the paxrdicipants for redfosl
fentures of the ysten. There are a mumber
of fmstors thmt belp to sccoumt for this atadility. Ope of the
nost dmportant is that ONE has been able to sttrant high caliber
» oxrkat place for i4ems snd it offers both the Sroedon sod the
rressures condueive to strong performunce iy perceptive individuals.
Ay tendency in the individual perticipant to relsz in comfortable

dares is 1ikely, we Judged. to yrove a relatively

short-lived condition,

&l. A wecond faptor maling for stability is the reputabion
that the system and the product hsve estallished for themselves
in the U.8, Govermment. There is & wide resdarehip for ¢stimaten,
tending to be more comprehensive the higher placed the individus)
offioial, Our &lecuasions outside the Agency indicated thmt the

ssiimates are resd st the operating level by the suthorities
responsible for the arees wnd mubject fields with which they deal.
The construction and style of estimmtes arve regsrdsd as srofessional

. T-
ERCHED
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in gquality. Amgwummmmmuwmk@mm
dnta. memmammWMmewm~
faotory. MWMMMummWMMim
in sstimmting and thess sve dealt with in wors detall below. But
the reservations vere prefaced with apressions of respect and
spyracistion such ss are noted bers,

B2z, A third factor keeping the wyatem on 1ts present course
is ite record of substeantive
m~mmmwm19wuwnmawmm
estimetive Judgments on Bliitary subjecta, somebtimes inwlving
issuss that the mllitary hed falled to moalyze or scordinate
sffectively among themselves, Indepeniant civilisn ansliygis of
mliitary/strategic problems vas considared by at lesst one observer
88 perhape the most sdgnificert currens eopbrivution of the
mmmmmmmmmﬁm Mery individusls

pregsed ths cpinion, alwaye sn intangible one as to comerete
svidence, thst the polisy commitwents of the other USIE
organizations influence their estimative judguente. The absence
of mwh commitments sohances the oinjectivity end usefulness of
the estimative contridutions Produced by CIa,

rated cepabllity of ORE end the ID/T

23, MWmaamwmmimmemwﬁ

af%Mm%MMm:mmein

» 3,5. -
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the system are defective bu iacking vbvious remedy, The broadest
tﬁf%&m@rﬁt&e&mmmmnﬁmmmtahtmm
faawmuﬁtmma%mtwhmm,mhmm
o poliey vmkers, MW%L%&W%M@
WWW&@WWW%M-W&M
velopments with precision, 1t would soem that this oritictlsy
hmmm'mﬁefammxmafam@ft&m
fentures of the game.

mm-mﬁfthmm of an swtiote, ﬂm'ummﬁ%&
%WM&M&%WWRW&%%%@&%MW
mmmmwmm. m»mmmr
consideved a recent MR (58-5/1-68) "Commmndat, Beaction to
Additional U.8, mawmmmmmmw % ba
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as follown:

“Phe mg institutional swﬁg Wﬁﬂ mﬁiggﬁxg
amliysis) is to separate as abso. us B DOss

80 the staff vhich executes fram the ataf® which investigates.
Tha two should be parsailel but gquite distinet boldles of uen,

mmammﬂy zdaifymmﬁwwmﬁsx

responeible to

mm%mmimma.

, intrinsically wninterested in

mwwmm‘mam:mﬁawmmmm
very comproniss that is usually stterpied: gumrantee
intelligence itp Mﬁmﬁig nnd gubatantive integrity

it from emmgwmmry
wmm tm users fomiliar with the producers
crganizetion, and the yroduters with the usera' wmimam

G veview of the GNE Cusrterly Report of Staff Activities tended
to mupmport the concluaion thwt ONE persomnel at poesent have very
1tmited comtact with senior poliey«mslking persomnel in the
Government. T record iz by no means blsck or vhite and such
sctacts have perbeaps besn on the increase of late. The change
in emplawis Ly the present zational administration from reguler
use of the formal Hatiomal Secwrity Councll poliey-meking
spparatus to inaressed use of task forces snd estimative

gECHED S R
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mmmam@nmthawmmwmmm
of usefulnesa of the estimting effert.

P6. Ancther sres of estimsting under frequent criticism is
the quality of performance of the other USIB organisations. The
level and pricrity of effort snd the quality of the combributions
are generslly regarded sg uneven. Some comtritutions are excellent.
Many ave regarded by ONE as clearly deficlent. The contributions
shavacterized ns ow wme because it tends to become editing
W&MMWM&M%&W%@?WMW.
Bome participants are regharded ss yrofessionsl weeting-gosrs vho
meke 1ittle useful contritution to the substentive questions at

Lasue.

£7. 'The USIR agencien make uneven inveatments in the resemrch
essantial to estimating in thelr assigped areas of responsibility.
Eeonomic research on some aress of the free world, gec-political
questions in Africs, interrelationships muong wilitary wespons
gystams wre cited ss examples of gubiects on vhieh community
ressareh afforts sre considersd deficient by ONHE. Recommeniations
on these matters are provided in parsgreph 84 of this survey.

. 16 -
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Staffing Policy
28. e interviewed all professionsl end clerical perscnnel
on the ONS staffs. The staffs cwrantly hav{  |orofessionsl

perscnnel on board out of a T/0 of Without exception, we

were favoraebly ilmpressed with the dedication, intelligence, and

intellectual curiogity of each of the professionel officers

we interviewsd. It 1s significant o note that each of these
officers admires and respacts all of his staff collssgues, both
professionally and personally. Morale, except for the overcrowdad
working conditions, is axcellsnt throughout ths staffs,

29. Hach member of the Board of National Bstimates (BNE)
rates staff perscnnel as high-quality and outstanding. The
reputation of the staffs is alao high vith other CIA components
a5 well as with outeide depsrtments and agencies.

30. The vackgrounds, experience, and interests of staff
persommel ars, to a lerge extent, remarkably similer. Almoat
every one did undergraduate and/or graduate work in a social
sclence at one of the better lmoun universitise. Many have had
teaching exparience, and thare seemw to be a combinuing desirs
to write Tor scademic jJournals. Interest in an acadsmic career
has never completely waned, and current Job setisfaction is
attributable in no ssmall measure to the scademic mnd Intsllsctusl
atmosphers pervading ONB. A large numbar of stef?f personnel

- 17 -
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served in OCI and/or CRR and & few in the Deputy Director (Plans),
(Db/P) before coming to OME. The other staff personnel were
recruited dlirectly from the univeraities. All employees inter-
viewed felt that the blending of Agency and university people is
an ideal arrangement for ONE.

3i. Despite the fact that the steffs sare only three under
professional strength, ONE has had considersble difficulty in its
recrultment efforte. At the universities, OHE has encountered
stiff competition from the scademic community, bueiness world, and
other Government agencies. Since ONE has had only limited succesa
in university recruitment, it would seem that most of its people
in the future will again have %o be recruited Prom other CIA compo-
pents. Many able employees in othex CIA components aspire to work
in ONE, but thelr supervisors sre nsturally reluctant to lose
these good pecple, particularly since they too have sericus recruit-
ment problems. To avold animosity and friction with these compo-
sents, ONE should begin to develop & program wherein the careers
of its employses should include rotational tours in ettractive
positions in other parte of the DD/I as well as in the DD/P. A4t
the same time other components should seriouely consider and plan
for the assignment of promising talent to ONE for a tour of duty.

These components would be more willing to release people to ONE if

- 18 «
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they vere assursd of getting OME people on occmsion for & specific
tour of duty. {See Recommendation No. 1) .

32. ONE staff personnel today express little interest in work-
ing elsewhere in the DD/I arsa. Thie attitude ls at least sympto-
mstic of a copdition of overcompartmentation in the ID/I Offices.
These ONE personnel now view the other DD/I Offices as offering only
routine assignments and limited hesmdroom for advancement. Sharper
delineation of 8 DD/I career service with assurances of opportunity
%o move with more freedom through mcre aress of DD/I operations
should tend to remove the present scmewhat pasrochiel attitude, At
stake for the DD/I is the cultivation of & corps of officers who
sppreciste estimating in relation to other DD/I progrmmming prob-
lems, who bring versatility to their sssignments, and who regard
the entire DD/I as an exciting place in which to work.

33. ONE has had a large turnover of staff personnel over the
years. At the time of the 195k IG Survey, there were 29 officers
gerving on the ONE staffs. Six remain todsy, of whom four are
gerving in suyerviwry‘or gpecialized capacities. There 1s an un-
written philosophy in the office that personnel either go up or
out, and we believe that this is a sound philosophy. When we
congider that the natlonel intelligence estimate is one of the

most importent studies profduced in the Unlted States Government,

-19 -
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it is obvious that OND musi be staffed with top-flight career
people. The celiber of the present ONE steff is most fmpressive,
and vhen an estimetor demonstrates outetanding talsnt and intevest
in this type of work, a carser service would presumsably take
these factors into account in career planning.

34. It is gemerally recognized that four to five years of
eantimous estimating for most people should be followad by a
change of geenery to permit the development of fresh approaches
and nav ideas and to prevent stagnation. A periodic changs of
Beenery would be rewsrding if it involved rotation to another
stimilating DD/T assignmsnt, a ssbbstical at a untversity, or an
oversets tour. An overseas tour, vherein he would acquire ares
background and experience, would be refreshing and invaluabls to
the individuel as well as to the Agency. The individual would
return to ONE with added lnouwledge and expartise, ani his oversess
performence may serve Yo aliminate some of thes barriers and
prejudices that exist between DD/I end DD/P personnsl. Ve are not

© suggesting that the DD/P £111 clmssicel clendestine paéiti«:ms
overseas with ONE personnel, slthough we believe that some of them
could serve with distinction in such positions. Hovever, we do
believe that ONE personnel, as well ms other DD/I personnsl, could
mehe significant and valusble contributions se substentive intelli.

gence advisors to chiefs of station.

- 00 -
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It 15 recommendsd that: HBo. 1

a. The DD/I and AD/NE develop & long-term carger
progan for ONE staff personnel carefully srticulated
with the DD/I career planning policy.

b. The DD/I pegotiste with DD/P the establishment
of at lamst five slots--to be furnished by the DD/I--
At major stations in cviticel areas of the world and
stafy these positions vith DD/I officers assigned %o
rendar close substantive support to chiefs of station
in the respective sarsas.

¢. ONE vacancies ba munounced in DD/P staffs and

divisions and the DD/P regularly nominets qualifiad

afficers for sach vmcancy as possible candidetes for

gtaff service towrs in ONE.

35, COBE seems to concenirats its recruitment efforts on the
salsstion of pecple with specific eree background and knowledgs.

gl In certain areas, such 8s Africe snd Iatin Americs, it has basn

virtuslly impossible to find these specialists. Ve hsva bheen
repeatedly advised thaet an area background may not be ss assential

to the drafting of good estimates as the ability to think clearly

and write vith facility. ZExperience over tha yesrs has demonstrated

thet many of the best estimmtors began their (ME carsers without
any apecific area beckground. Although ONE should not abandon its
ssarch for epecialists, it should devote more attention to filling
exigting vmcancies with top-flight generalists who are clsar

thinkers and fgoile writers.
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36. During the pest two years there has been an increasing
number of requests for special estimates and memorands emanating
from the White House and other high echelons of the U.S. Govern-
ment. This has resulted in an increased workload on some ONE
staffs, particularly EE and PE, There is no evidence thet this
workload, which has required considersble overtime, will decresse ’
especially since we have learned that the ONE product is respected
and read with great interest by the highest levels of Government.
Under these pressures it would be infeasible for ONE to recruit
generalists to fill certain existing vacancies, since even the
best generaliet would require some training in the estimsting
field. We believe that the problem can be resclved by increasing
the ONE staff T/O by six professionsls. These officers, while
serving in an on-the-Job training cepacity, conld also assist with
some of the workleoad. As they pick up more and more of the worke
locad, the other proi‘eaxiangla will presumably have more time for
reading and thinking. Some ORE staff personnel have compented
that they sorely miss the opportunity to read the literature and
reflect on developments in their ares field of speciaslization.
They consider the knowledge acquired from a review of this liters-
ture to be & vitally important part of the estimating jJob. Addi-
tional staff perscnnel would mlso permit more flexibility for career

022*
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planning purposes sud rotationel towrs as well as assure ONE
of adequate menpower to fill gaps dwring emergencles. In view
of the tims, money and effort thet goes into the entire sstima-
tive process and the importance of the end product, the additiom
of six professionsls, one for each staff {see Recommendstion Fo.
L}, in & temporsry training stetus is & very small investment.
It is recommended that: Fo. 2

The ID/I initiste necessary steps to authorize an
incresse of eix profesaional positioms in the CHE

Batimates Staff to provide incressed flexibility for
the AD/NE to sdminister his persomnel progromm.

37. NS staff personnel camented favorsbly on the profes-
sional competences and cooperation of the OCY snd GRR personnal
with vhom they work. The aseistance, support, snd contributions
mviﬁeé,_ta (2 by these offices sre considered to be very good.
Mexny OHE staff personmel previously servad in these offices, and
thiz has helped lmmessurably to dawelop the sxcellent rapport

and relations which exist betwesn them. The entirs present comple.-
mant of the XE Staff, for example, sll cmmes from aither OCY or CHR.
38. On the other band, OBE is critical of OBI. BSpecifically,

OHE criticizes OSY comtributions sz baing too generslived and
lacking facte. 0BT beliaoves that ONE should be more specific in

its terms of reference., It ssems to us thet the two offices bhave

& difficult time commmicating with and wnderstanding ons another.

- 23 -
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Ro O8I man hag &ver served e tour of duty with ORE, and we sugpect
that this may be s contributing factor to the lack of understang.
ing between them. He believe that g resolution of the Broblem
could begin with +the sssignment of an sble GBI officer to ONE to
work on papers dealing with mlitary-seientiric Problems., Papers
of thie type have sccounted for a considerable part of the overtime
york required of some stafrs.

It s recommended that: Ho. 3
M""‘m

The AD/NE adopt a policy of 11ling one of hig
star? positiong With an officer from OSI gerving on
& rotational basig.

39. In the orgaaization of the ORE #taffs, the combination
of latin Americe and Afriecs in one stars seems infeasible ang
wnrealiptic. Thia combination may have originally been g matter
of edministrative ¢onvenience. However, in view of the increasing
vorldly importance of €ach area per ge s ¥e believe that tﬁ& Latin
America-Africa Staff should pe divided into two Beparate starrs,
one for Latin Americs and one for Africa. We do not feel that
the musber of people working on any given eres should necaaéarily
deternmine whether that ares should or should not ‘Ee & separate

staff,

- 2k o
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It is recommended that: No. L

The AD/ME divide his present Latin America-Africa
Btaff into separste staffs for the two regions end
pursue as & staffing objective the maintenance of
three or four estimmior spacislists in each of the new
units.

. ONE sppsrently views elevation to membership on the Board
of National Eetimates me the only financisl method of rewarding its
best estimators. Many staff personnel do not necessarily aspire to
the Bosrd, since they feel that the Board has insufficient oppor-
tunity for creative work and they would much prefer to contime
drafting estimates. OStaff personnel respect many Board mepbers,
&l they feel that Beard guldance and suggestions often strengthen
the final estimate. However, when excellent estimators are
promoted to the Board, their tamlents and value toc the Agency are
diluted, and they are truly not doing what they are best quali-
fied to do. The importance of the estimate by itself ghould
require that the seiimate be drafted by the bvest Qnil&hle man.

We feel that the DD/I =pd the AD/NE together should determine the
worth of a particulsar estimmtor. If he is considered to be tops
in his profession, the DD/I and AD/EE should be permitted to
promote him up to the GB-18 level without changing his position

or altering his responsibilities.

- 25 -
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It is recommended tha‘&}: ’ Ho. 5
The DD/I with the Director of Personnel devise &
syetem that will permit the promotion to super grade
of selected eatimeiors without chenging their posi~
tions or responsibilities. This should be done with

the utmost discretion and only in those cases where
it is determined that it 1s in the best interests of
the Agency,

k1. ve dlscussed the feasibility of the assignment of Forelign
Service and military officers to ONE staffs on rotational toure.
OME personnel do not consider this to be & sound ides, since the
development of an estimsting skill is in many cases a time-consuming
chore. There are & few exanples of military officers on setive
duty who in the pest served with the ONE Estimates Staff, and only
one of these was considered to have mmde a worthwhile contribution.
Purther, Foreign Bervieau and military officers may not consider
guch an assignment to be particularly beneficiael to advancement
within their own mejor careers » Which are ususlly outside of the
field of intelligence.

k2, on the other hand, many ONE staff personnel are favorably
disposed toward a rotationsl assignment for themselves with s
yolicy planning group in the Department of State or Department of
Defense. Senior policy officials in State and Defense remarked
that they would welcome ONE Perzonnel on their staffs for tours of
duty. Buch an assigoment would permit the intelligence officer

- 26 -
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to gain significant insight into the extent that policy planning
1s influenced by national intelligence estimates. His back-
ground and experience in the estimmtlve process would alse permit
him to make veluable contributions to intelligence-related policy.
Be would be in e position to utilize his intelligence contacts to
assist the policy-msking mechinery to the meximmum extent fesgible.
The intelligence officer would returs to ONE with brosder knowl- -
edge and experience vhich would enable him to draft hie estlimates

to be more responsive to the needs of the policy mekers.
&‘ 6

The DD/I arrange with appropriate State and
Defenge officlals the sssignment of able OHE staff
officers to thely policy planning staffs for
specific tours of duty. Reclprocel arrangements
should be encouraged.

43. Over the years certain DD/I positions have been construed

2ol to be the exclusive prerogative of CNE.

The four ONE men who previously served in this position are

currently sesigned to some of the most lmportent Jobe in the Agency,
e.g., the DD/I himself, & member of the ENE, the DAD/NE, and the

- 27 -
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DAD/CI respectively. Although we reccgnize the need for some

estipating background in the Job, we feel that there ave 2541

DB/I men cutside cf ONE who may also be well qualified for this
Job. ¥e have been advocalling greater carcer plamning for ONE
personnel, but we do not mesn to imply that the better DD/I Jobs
be given exclusively to ONE. We feel thet one of the weys that
other DD/ offices mey be made more attractive is for the DD/I
to designate all positions as DD/I slots rather than as slote
belonging to & specific office. Within this framework the DD/I
ean gtill assure thet the best estimator will spend most of his
career in the estimmting fleld. At the same time morale in
other DD/I components will be considerably strengthened by the
kncwledge that ONE is not getting preferentisl treatment for the
better Jjobs. We siress the need to sssure that interesting and
stimlating careers are planned for ONE personnel, but we do not sev]
feel that the impression should contimue that certain jobs are
#vaila’ble only for ONE men.

It is recommended that: Fo. 7

The DD/I insure that any of his employees with
proper qualificatlions will be coneidered for any
existing vacancy in hig directorate. Csre should be
exercised to insure that no pomition, particulsrly
t?ge overseas, be identified with any one DD/I
é 3 Q&;
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ks, The Bomdl of Hations) Bstimstesn (BHE) iz et the apex
of CIA's astimmtive process and ne such is responsible for the
sativetes produced. The Board reviews the terms of reference
sult the draft of an estimnte before 1% is coordinmted with the
HIE agencies. A Bomrd mewber is assigned to chnly» the meetings
Muering the interagency coordinatios process. The B Jdecides
vhon an estimste is vealy for USIE comidersiion, and the

pan of the Board and the mesber sharged with responsivility
for the particular estimate attend the USID meeting to defend
the papar on behalf of the interagency group produsing it.
sy 1550 woen Gensvel Bmith, then ICY, referred to &

panel of five or aix izzﬁiﬁ@aln congbituting the top brains” of
the new sstinmtes orpenlestion. 7The HEE wme mentiomed in ONE's
first apgroved Table of Crganizetion in Jmwary 1551, The present
group is made up of 10 mwders plus the Assistant Director for
Mationnl Bebimates, vho serves conowrnently ws Boaed Chalrmen,

and the Deputy Assistant Mrector. Of thece 12, two bave Leen

o the Poard of ¥Natioma) Estimstes since its inception, four are
alumt of the ONB staf?, one is a senior economist from the Office

"2‘9‘
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mﬁfﬁmmmmtthMM of the remeining
two mewbers one has s lagal beckgrowyl and came to the B »
Secade sgo from ECA vhile his collesgus, coming from the Btate
Dapartuent, Joined the group not long after. 4 senior stabion
chief from the Deputy Director (Plams) will join the Board in e
fow woeka. %ﬁht&tm@ﬂimafﬁ&mﬁ%&ﬁmywﬁm
of the M0/I office almni, the Board mebers bave been in place
for over half a deosde.

k6. The original Board vas largely
Aesoriced sa "oubstanding scholmrs of nationsl repute, axperts in
the fislds of strategy, politicsl sclence, economies, mnd other
sooisl sclences....” We believe the comcept of baving both out-
sifters asd insiders, s& it were, on the Board is & healthy cme.
mmu%yMWMpmi%W»mm&gimt&
septor staff mewber & goal. The outsiders bring to the Agency &
fresh spproach and help to stifle sny tendency towsrds inmtellectusl

47, It is appavently difficult to sttract “neme” scholers %o
become seat-permsnent rezbers of the ¥oard. The irspection team
belisves the concept of part-time or short-tern Boerd mesbsrs from
the suteide is to be encournged.

Yor several yesrs a mesber of
wmmzmwmmmm&wuxwmm

- 30 -
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mﬁmaamwmmmmm. Yo believe
thie infusion of Cresh idees sheuld be sncoursged and that a
ﬁwmmmmummmmmmm

mﬁm&mmwaﬁmwﬁm;mgmm Board for o
mumber of sucoeasive SUIEETS, Por 8 ssbbatical year's lesve or
4755 & demewter.

L8, mwwﬁmtmm;mﬂimﬁmmwwﬁ
the Bosrd is vneven. In particular, wie vere afvised that more
WW@IW#&W&Q&M%&WW@MMW

m&mn@iﬁ@tm&mtecmsmmf@mm%mimm
mdmmmﬁmmm Ye telisve that there shouid
%mﬁiﬁmm‘immtham, gt the abilities
m,wwwtwmfhmwmwmmﬁ@w
GrTor. MM%qum;w'mtmmrfm
w&afmf@arﬁmm&taummmﬁﬁmeﬂimm
the Soard at all tiwes. ﬂ,mm:mm,mmwm
Wmm%ammmﬂmm@@@wem
m,ﬂmmmwmgﬂhmmamﬁﬁmmﬂwm,
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Board mewbers mist be selected because of their over-all skills

and talents and not solely because of thelr past militery

affilistion.

It is recommended that: ¥o. 8
The policy of having a representative from

each of the three military services on the Board be
reconsidered.

49, We would favor bringing one or more senior foreign
service officers apd s scientist onto the Board., The nasture of
the Board does not lend itself to rigid delineaetion of the type
of individusl desired. Once again, ve stress the need to insure
that the individual is selected solely because of his ocutstanding
qualifications. To get the high-level forelgn service officer
ONE seeks, it will probsbly be necessary for the DCI perscnally
to approach the Secretary of State with a request for the
services of an individusl of ambassaéorial rank snd definitely
onme who has not retired. In the case of & sclientist, since there
gre a limited number of KIE's with scientific overtounes, we
believe he should be sufficlently broad to be sble to deal with
problems outside his own field--possibly the type of individual
desired is s professional writer on sclentific subjects.

- 32 -
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ot Bl Ho. 3
o .;?é.’i" @%@:ﬁ.ﬂmxmw
of Wtional Bstimetes of » nemed individusl of anbasgsadorisal
rexk.
a5, $ince the Dosrd's inception there han been s changs

dure of its combritwtion snd in its weok habits. Origlmally

it that a Poard cogposed of prominest men with netion-

vifis veputetions wan needed in order, through thedr quasi.-judiclal
res, Lo srhance the estimetes by comferring on them the
canized as suthoritative in its own right. The workload in

the early years was light snough so that the finel form of esch
sstinste yepressnuted the Bosrd's corporate view. The intrease
in Somadls oo the Soxrd's time hes mede the corporste deliberation
impossibie in most situstions and slnost all KIE's eve now handlied
by » papel from the Boerd consisting of the peper’s chairmen and
two perel mewhers. The chairmsn lends an sure of lmpartislity to
are fromd to concentrate on substance. Also thare are public
relations overtones to plasing the Ioard's stamp of epgroval on
51, The incressing
sharply the smount of time the individual Board mesber can devole

worklosd sppesrs to have cuvtalled quite

- 33
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role of Board members hse dscome lmrgely oritical. By prowmoting
one of the lumingries of the Estimates Stafr to the Board, O in
effect prowotes hinm to a position where bis speciaiized dmowledgs
has less lmpact as Slme passes. The survey tem is strongly of
the opinion tha grester cpportunity should be provided for the
younger wnbere--Bosyd meubers rangs in sage from bl to Ghewto
replanish the wellgprings of cveativity. We are of the opinion
thet there 1s high caliber merpowver svailable here thet is not
being sufficiently stinmulsted intellectually asd that some
talization of the BE’s role ia neoessary.

2, Board sppointments are wade persorully ty the Director
Intelligence., At times, ewrlier DOT's bave sought
the views of Domrd mesbers on & variely of problems. IS mey be
thet the present I 1s not to be ubtilized in this mmer. We
wold Pavor soom experbmautetion to mubleve s move stimilating
role. It is possidle thwt a cloper relstionabip hetween the
/1 and the Bosrd wherdby the latber would serve as a high
ealiber reservolr to be tapped as needed for sbef? work would
provide the creative opportunities now lasking. The tesm sees
no loss in reducing the size of the Board penels to provide the
DD/T with this informal staf? assistance. |

« 34 -
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Bo. 10

maaft with the ID/I vays sof mesns of
mmm&mkmw@mmmm
attracted and shlmilsded.

.35 -
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5%. BSinve sarly 1952 thers has been s continuing progrsm to
associste leading civilian apecialists in internationsl affeirs
and former mesbers of ONE with the CTA elsments of the estimating
process. The roster of consultants now stands at 23, inciuding
two in procesaing. Nina are forwer members of the Board of
Hstionnl Estimmtes and three are former wembers of the ONE
Batimates Staff. Available consultents are asgembled periodically
2t Princeton University as & pauel to comsult with appropriate
Board and stalf meumbers on currant estimates and estimmting
problems. The frequency of meetingas during the early years vas
aight times annually. Cuwrently this is declining to an average
of four meetings per year. Several of the consultants serve
periodically in ONE, and cthers in Covernment assigmmentisz sre in
frequent contact with the Agancy on o:fieial business.

5%, The original objective in estedlishing ths consultant
paael was to obtain independent expert Judgment on naticual
security problams and to guard against gaps and deficiencies in
ORE staf? and Boerd snelysis. But the increasing gréfessiamlim
of the OBE performance and the superior sources of informeticn
avellable to ONE have cowbined to alter the nature of the consultant
relationship. Working staff were virtuslly upsnimous in thelr

-3 -
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Jusigment that the relationship had lost its prineipal intended
value. It is now desecridbed a3 a one-wzy relationship on
substantive problems in which the consultents are reciplents
rather than gemuinely constructive contridbutors to the ORE
enalysis.

55. The potential value of the individual consuliant iz
by no means ruled out, particularly in aress and eubject fields
where OFE experience is limited or where the pre-eminence or
freshness of view of the potential comsultant practically
guerantees useful discussion. In the case of the Princeton
panel, however, the ONE staff finds the corporate approach often
superficial and time consuming. Ho satisfactory way has been
found to prune from the penel those members who by staff consensus
have ceased to make useful comtributions.

56. Fanel procedures were also criticized with respect to
the time sllotted participants--usually overnight--to familiarize
themselves with the texts and critical problems snalyzed in the
estimetes. An inordinate smount of group time is then expended
making up for lack of “homework”. Preferred spproaches to
conaulting would include longer sessions with ameller groups
thoroughly prepared for the discussions, or employment of the
eonsultent at Headquarters %o assist in the drafiing of the
estimate.

- 37 -

£EBRET

Approved For Release 2006/10/13 : CIA-RDPS80-00948A000100020012-6



Approved For Release 2006/10/13 : CIA-RDP80-00948€;9FOO100020012-6

e

SECRET

2. Other valuss wave been and continue to be attributed to
the OHE eomsultant progranm. The consuliamts provide a link to the
universities vhich is of potential valus in promoting fevorable
attitudes toward imtelligence and in assisting ORE with 1ts
recrultment problems. Such benefits sre 4ifficult to measure
snd it is questionsble whether the present composition of the
puwel represents & broad enough approach to the wiversities In
the metter of countering hostile attitudes towards intelligence.
The tesm did not find conmvineing evidance that the consultsuts
hed 1ived up to their potential in either field.

58. In swmery, the frame of reference for the present OFE
mmmwmwmm‘mmcwor
ORE} personnel, the lack of flexibility in reaching experts vho can
make & significant contribution, and due to growing At ssetisfaction
with the consulting procedures. -

It is recommended thet:

N AD/ mtewamtmafmmwt
the :se ?mﬂ:mltmts in panel consultations.

. 5 ursue a policy of eompultation vith |
sroper . ‘HW$W regarded by his staff and Board
as capable of making comstructive contributions o specific
estimstes particalarly in the drafting phese.

.38 .
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Miscellansous Prcblems

%. OB bas succeeded ever gince its Ingeption In ieeping
its edministrative, support and ssoretarial elsments to a miniwm.

25¥X1

Qut: of & total on omrd stremgth of asecrataries
or LWypista sud & Support Stelf of nine. The latter group is

composed of an Inforastion Control Mreach of who perforn 25%1

the normel document routing and registry funetions for the office.

The group also handles documant logping for the DD/I's immediste

offica. A Publications Branch of| |individuals cuts stencils 25%1
on the drafts of NIB's, proofreads drafts and printsr's galleys

of WIf's and yunes off such other documents as the Daily Status

Report. The Reading Room Branch vith a staff off  [mendles the 25%1

Mbravy facilities in the specisl irtellipence sres.

€0. (HR is having a difficult time in finding end keeping
sdeguate clerical assistance., ONB's situation in this regsrd in
not wnigue tut is a pert of the large:r Agesncy problem of
ancouraging secretaries te commmute to the Headguarisrs Bullding.
The teem does wish to record its belief that CRZ requires a
high priority for secreteries in view of its alveady spertan
steffing arrangemants and, 17 necessary, its clerical grade
structure should reflect this priceity.
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6l. (mE's administration is generally supervised by the
DAD/NE. Dey-to-day administrative problems, howevar, are

soncantrated in the hands of & coppetent

gS-12 vho is cne of ONE's charter members. This individusl ia
responsible for preparing the ?mﬁw , locking after travel, and
selecting and supervising the seacretarial-clerical menbers of the
office. Ghe has no desigpated assistant or dsputy. The tesm
undsratands that in her absence the administrative problems that
cannot be postponed wotil her retwm are hendied on &
cabchwmas-catchecan basis. Ve are of the opinion that ONE should
nave & designated individual, in the grade range of G8-7 to 9,
aasisting the Administrative Officer and trained Yo take over

25X1

ILLEGIB

during her dbsence.
recommended that: Fo. 12

Tha AD/NE take stepe to mcquire a slot and recrult sn
Apsistant Adaministretive Officer.

62, The most serious single complaint volced to the inspection
team vas the problem of crowded working conditions for the
Setimates Staff. With the exception of the staff chiaefs, the
astimators sve two or three to & roomt. Privacy for the production
of thoughtful idems couchsd in finished prose is wmavalleble. 4
manber of etelf merbers indimtevi thery wrote ths bulk of the work

- U0 -
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over the weskend vhen e modicum of privacy is avaliable. Tt would
appesy to be outragsous economics to house the camparatively
wallepaid astimators under these rabbit warren conditions. Ve
beifeve the minimm adequate for the individual is a asingle room,

hovevar smell. If space is avmileble elsevhere in the Bsadquarters

structure other than on the seventh floor, we believe the need for
space outweighs the convenlencs of being close to ONE's fromt
office.

63. Becurity 1s also & potential problem under such close
wvorking conditions. There is & Jdiffusion of responsibility, and

when in a smell complex, such as tha E£E Staff with peaple,
some individusls hava special clearwrces while others do not,

rizk of compromise is ever present.
It is ye ad that: ¥o. 13
The An/m raquest tha DD/I Yo make the strongest possible
representetion to the ND/S to meke minimel adequate space
available for the now badly overcrowded Estimates Staff.
WM Cold War Crisis Situations end Re
Gh, The "Cold Wer Survey” svnlved a5 an ONE pwblicstion sbout

a yeur sgo. The creation of the wsebly is very largely iz vesponse
to & request from Oensral Maxwell Taylor, then Military Advisor

to the President. It is understood to be for the conmuption of
top policy level resders snd not for the country speclalist,

- 31 -
SECERhR

Approved For Release 2006/10/13 : CIA-RDPS80-00948A000100020012-6

25¥1




Approved For Release 2006/10/13 : CIA-RDP80-00948A000100020012-6

e

B8ECRIT

65, The Cold War Survey presents & capsuls Juigment of crisis
srsege-in egsence slmost an OCT handling of orisis situations.

The “sstiwative™ quality of OME iz bLrought into play by the function
of o weskly reviev of current and potential problem aress and ths
decision as to which merit attention. The HIE process is brought
to banr by mesns of a Board chalvmen, intersgency coovdination and
USIB approval. The formet of the Survey ea.lis for the introductien
of Mew Situeitions, changes in areas discussed in emriler lssues

and & checklist of watched areas.

66, Mermally erisis situstions are discussed on Fridays by the
Bonrd and 5taff mernbers assigned to the Survey along vith two
substantive represantatives of 001, The OCI persamnel normally
draft a third or move of the publicution. The DD/P does not
participate in the initial drafting. Bowsver, his commnts are
solicited on each draft prior to final publication. From fivst
eomposition through USIB approval tokes from Mondsy moruing
through Wednesday noon of each wesk,

67. This pdbiteation differs from the weekly report of the

Wotch Committee in that the latter covers militsry--hot wer--situntions

vhile the Cold Wer Swrvey ls mere deeply involved in jJudgments of
political situations, which in some cases have obvious militsry or
eomterinsurgency ovartonss such as recent Indonesisn.tiost Now

- 4o .
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Guinea developments. The team has been advised that the Watch
Commitiee’s general coversge is probebly going to be restricted
to the Sino-Soviet Bloc militery threat. Such a development
would throv a greater workload on the small group producing the
Burvey and their mubers may heve to be enlsrged. OCI 1is probably
the place to look for such sssistance.

63. The survey team discovered mixed readevehip imterest in
the publication. We were repeatedly mssured that Cenersl Teylor
found it very useful and liked the present format. A senior
Btate Department officisl steted he read it faithfully and never
found any "surprises” in it. A senior Pentagon official reported
that 1t has a wide readership snd that 1t iz s useful publicstion.
CHE staff generally were of the opinion thet the publication is
too costly and adds litile to an understanding of the areas
involved. In view of this mixed reaction, we believe that the
views of the intelligence commuity should be solicited from time
to time.

1t is recommended that: No. 1h

The AD/NE poll the intelligence commmity periodically
tc determine the continuing usefulness of the Cold ¥ar

69. During the Summer of 1962 ONE initiated 2 new publication
identified as the Regional Estimative Review. This publication
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iz designed to provide s genersal estimative outlook on an ares

a8 a vhole, the kinds of changs conaiderad likely to oseuwr, and
the foresseable contingencies which might precipitete such changs.
We feel that such innowvatlons are to be copmended. An analysils of
reglonel interrslationships should prove to be of valus Lo |
policy makere concerned with such problems.

Ligsnce Cblectivea

T0. HBCID Ko. 1 lays on the DOI responsibility for
fammtificontion on & current basis of Pricrity Netionnl Intellipence
Objectives {PNIO's) and for their imsumnce to the iutelligence
commmnity. PNIO's should be valid over s paricd end limited to
those critiecal factors requiring special attention over and sbove
nermel collaction and resemrch efforte. The PNIO's have beon
divided into four broad ecntegories of criticalily and dlsseminated
as per DCID No. 1/3 (Revised 7 March 1962). OME staffs out the
PHIO's anmully utilizing the HIE coordimation mechonism,
Submizelone are received from contributing agenciss, en GHE draft
iz coordinsted and the final draft goes to USIB for epprovel. Ho
suggestims vers proposed for modifying the existing system.

—
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Post-Mortems and Validity Studies

71, The post-mortem is e study prepared after the completion
of s pnational intelligence estimate t2 record and highlight the
deficiencies and gaps in information pertaining to the estimate.
The study is coordinated and approved by the USIB snd disseminated
as an official U3SIB document. Xssentially the post-moriem
represents e gulde to the collector, but the extent to vhich the
collector relies on this study per se is dubious. There is
naturally considershle overlap between the deficiencles recorded
in 2 post-mortem and the regular requirements submitted by other
CIA components and the rest of the intelligence commnity. The
usefulness and valus of a post-mortem is questioned by OHE, but
two examples were clted vherein specific collection sction wes
undertaken in apparent response to a post-mortem.

72. Initially a post-mortem was prepared routinely alter
the completion of each eptimate. Fewer post-mortems were prepared
in succeeding years desplie sn increase in the number of estimates,
since OHE often considers a post-mortem umecessary and of dublous
value. There appears to be no clear-cut policy pertaining to the
preparation of post-mortems. Today s pogt-mortem is prepared
only 1f the drafter or chairmasn of an eatimate or a USIB

repregsentative determines it to be worthvhile.

- 45 .
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T3. The validity study is a review of the last sstimate on
a given subject to determine how accwrate that actimate appears
%0 be with the passage of time. It is usually undertaken sbout one
year after the completion of the egtimmte snd Just prior to the
beginning of a subsequent estimmte on the same subject. Ths
validity study is coordinated and spproved by the USIB and
disseminated as an official USIE document.

75. We understsnd thet initislly validity studies weve
regularly prepared for most estimmtes. The number of valldity
studies has decressed lmmeasursbly over the years, simce ONE has
consldered these studies to be too perfunctory. ONE feels that
it 18 more useful and vmluabls to prepars a study ssseesing the
valldity of estimates completed over a periocd of several years
on & given area or subject. Here again, the policy 1s unclesr,
and the declsion to prepare a velidity study 1z left to the
discretion of the drafter or chalrmar of an estimste or to a
request from a USIB representative.

It 1s recow lad that: Bo. 15

The AD/NE, in consultation with USIB representstives,
astablish firm guideiines delimesting the cenditions wnder
vhich a post-mortenm and/or validity study be prepered.

SEECRET
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Promoting the Use of Bstimates

76. We have sscertmined that the natfonsl intelligence estimpte
iz read with great interest by the bighast levels of Govermment.
Hovever, 1t is still dubious whethe:r the estimate is rend Bs
extensively as it should be throughout the Govermment. In viav
of its Lmportance snd potentisl impact on the making of policy, we
fesl that & campaign should be undertaken to insure that the
estimmte definitely resches all appropriate senlor officisls. In
thie connection, we suggest that a personal copy of each estimnte

be sent to appropriste officisls in State and Defense, @.g., an
assistant secrotary. This copy showld be accompanied by a personal
letter from the DCI, DICI, or IO/I requesting en evalustion snd
copments on its wtility. We feal thet a promotionsl program of
this kind will eventually insure a greater use and influence éf
the estimete on the policy-making apparstus.

It 1s recormended that: Ho. 17

The ID/I transmit & personsl copy of each estimate to
selected Covermmsnt officials to widen the resdarshipy and
inerease the influence of estimetes mmang policy mekers.
Each ¢opy should be sccompanied by a personal letter from
the DCI, DICI, or DD/I requesting an evaluation and ccomenta
on its utility.

T9. The plenned research Prograne of OBRR and OS] are submittsd
to ONE for comments and suggestions. This systen parmdts ONE io

.
SECRET
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offer constructive suggestions and call attention te problam aress
where these offices mey be raquired to prepere contributions for
national intelligence satimates. In this way the research programe
can be streamlined to be more respousive to upcoming OHE
regquiremants as wall 2s to anticipete and ellminmte unnscessary
duplicative research. Regrettably in past years ONE only glenced
a8t these progranms and reacted in a very perfunctory manner. However,
ONE took time and responded in some detall to CRR's latest research
progeam. (RR was plessad and inpressed with ONE's erditicsl review
and suggestions. Constructive criticism of research programs is
a salutary and useful function and serves to develop s greater
understanding between producer and consumer. ORE should ba
encouragaed to review thess progrsms regularly in & detallad and
meaningful menner,

| It is recommended that: %o. 18

The AD/NE insure that ONE review and coument constructively
on the CAR and 0SI research programs ¢n a regulsr basis.

Batimating Relationships between CHE and the UID Agancies

80. Reference hes been made proviously to the limitastions on

an Agancy inspection of man interagency provess. Thare ars severe
restraints on identifying both substantive and menagement
deficlencies in other agsacles and in mmking practical

- 50 -
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recoamendations for dealing with them. This swvey presents
vary limited findings in this area. Presuuably s USIB mansgeme

snden or 4 Yhite Houss Commission would be required to deal
with this subject cauprebancively.

8i. Assigament of mubstantive Jurisdletionz to the USIB
agencies a2 provided in N5CID Mo. 3 1s regarded by meny USIB
chgervers a8 wmecessarily rigld., There is no obvious mecheniss
for reviev and redress vhan the lavel of resesrch mnd estimative

affort of a glven UBIB sgency 1z regerded in ONE as deaficient.

KEne of these cbearvers expressed feor of unnecsssary duplication
of sffort ewong the agenciss. 4uite to the econtrary, mmny
individusis swpported the right of any sgency to prepers estimetive
eoptributions on any subject end endorsed the propositicn that

the eriticizing sgency institute 1ts own ressarch progras to
ramedy the deficlenciles 1t 1dentifiel in the progrem of suother
sgancy. CIA resesrch on military defenss systems and on econcaic
probleme In wastern countries wera the two exxmplas on this point
freguently eited to us.

82. The USID spectialized commitiess {e.g., the Scisntific
Intelligsnce Committes} do not eppesr to employ a poliey of
eoordination of thelr estimstive comtributiocns consistant with
the dottrine on this aubject smploysd by the Board of Hetionsl

BECRET
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Estimmtes. The inspection team ai4 pot exmmine this subjsct with
representatives of such committess, nor was there time to review
a further proposal that the s8I0, for axample, should be provided
with its own documentary seriss in which to publish interegency
studles that prosent detatled analysen outside the acceptad goope
of the national estimmte.
It 18 recommended that: ¥o. 19
mm}mﬁthmmmvsamm/mWsl

for raview of USIB committee esoordinating and publishing

procedures; thet the review ba performed by the Assistant

to the DCI for Coordinstion.

£3. Heny Inddviduals with whom we discusssd the estlimtive
process suggested that the terss of referencs for prepuration of
pational intalligence sstimetes ars rov too formalistic and
feil to inswre that producers and conaumers of astimates Are
fully informed of the contaxt and core slsmants of each other's
pesis. There was general consensus shet the remedy is to bLe
found in face-to-face ddgeussions of proposel Lerss of veference
vetusen apprupriste representatives of ONS and the senior
responsible officiais in the policy~maiking offices of the
Government. These cbaervers believe that both parties wvould
profit imsensely from one or tvo sarly discussions of each
forthooming estimatae snd that the notes of such discusslona

- 52
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should be published ss o major element of the forzal terms of
reforence. Tha press of businsse on senior officisls would
require that the AD/NE snd ID/I provide the lsadership in
Rrranging thase discusaions.

It is reccmmendad that: o. 20
The ID/T establish the policy of holding face~to-fece
discussions between appropriste setimators snd U.5. pollcy-

mekxing officials on the terme of reference of each forthcoming

natimel intelligence sstimate; that the motes of such

dipcussions be appended to the present terms of reference
ertheoming estimbe. .

85, ™e swbject of appropriats level of rasearch and
sstimative effert within esch mexber sgency of the USIB sscompasse

& varisty of substantive and management fcgues. Vith respect o

gubstantive @{,, ormmnce we heye Teccemended thet there b s
re-gvaluntion of the need and purposs of validity stulies by
OHZ psrocanel snd consultants. These studies should take poor
performenoes to task wherever {dentified. On the subject of

wgement of the USIB estimesive provess, ve bave compentsd
sariler that the sgencies participating in estimeting ars regardsd
B2 & locse confaderaticn in vhieh sxcellsnce of perfommance by the
piven agency 1s the principal means of bringing pressura to bear
o defiotent performancs. There are no standerds and oo
provisions for enforcemsat of commmity objectives conesrning the

. 53 «
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selaction, training, and carcer wensgement of sstimators. There
is no formml provision for commmity revisw of the staffing end
programming efforts of esch member ajency, for enforcement of
dsadlines, snd for corrvection of deficlent persomal psrformances
in writing and coordinating esiimative drafis.

LE relon 9';;:.&[ t: gﬂ.} 2}_

The DP/I in concert with the Assistont to the ICI for
Coordinetion propose to the UBIS a veview of mmagmment
aspscts of the USIE estimating jrocess for the purpose of
rexording agreed deficiencies in estimating performance,
imoroving procedures, establishing stendsrds of persomnel
selection and carser manageesnt, and evaluating perlodically
the objectives and lavels of raesearch effort in the
imtalligence agencise.

83, There is no formel reguirsment that the MD/P provide
regular contributions to the nstional estimeting process.

However, DD/P suggestions are invited on the scheduling of toplcs
for future sstimeting end on the terms of refersnce for spacific
setizptes getiling undsr wvay.

86. Most ONE steff with vhom the subject was discussed
eonnidered that thelr comamication with the DD/P uns satisfmctory
snd that the DO/P wes becoming incressingly frenk and cooperative
in doscridbing its programs and cbjlectives in aress undar
satimative analysiz. Exchenge of personnsl betusen the two arsas

BECRET
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has been rather limites in the pest and this swrvey hasz provided
sations on this subject earlisr in this Bection.

87. Appraisal of the significence of estimates ta tha
pD/P invelved substantive questions which could not be fully
{nvestigated within the scope of the pragent inspectiom. An
exapmple illustrating the fact that WIE's sad operational programs
are not alvays In accord concerned estimative vieus cu coverd
sotion projects nov under vay 1o | OME staff members
coserved that, in their Julgent, these projects in the
memwmmwwwwmmawof

politionl factions hostile to any acoommodetion of their parties
vis a vis th4 Without judging the merits of this particuls:
issue, it would seem essential thet wide dlsparities of view

between the DD/P and the DD/I be recognized and re-gxamined
frequently, One means of insuring zuch exchange of views would
be to selicit DD/I-ONE comsent onually on the Related Missions

Directives of the DD/P for foreign countrias. The DO/P should on

such occasions brief ksy DD/I perscunsl on tha general scope of
their eovert sction progrems. No recommsndation iz offered 00
this point since it spplies to DD/I-DD/P relstions in general and
pot slone to the GNS-DD/P relationship. In addition, the smell
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in this
{ts sanior meubers praclude any major increase 4n sctivity
ares. We believe, however, that the major objective here 1=
valid, napely that astimators acquire & sharyp appreciation
¥

1iay positicns and operating problema of intelligence cONSURNRIS.
PO
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