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CHAPTER V

THE RESPONSIBILITY OF THE CENTRAL INTELLIGENCE |
AGENCY FOR NATIONAL INTELLIGENCE ESTIMATES

e

) 8
LS

THE MANDATE UNDER THE FATIORAL SECURITY ACT ARD THE DIRECTIVES

s PR

One of the principal duties assigned to the Centrel Intelligence Agency

"for the purpose of coordinating the intelligence activities of the several

Government departments and agencies in the interest of national security” 1is

"to correlate and evaluate intelligence relating to the naticmal security, and

T o T o R nar I

provide for [Tts] appropriate dissemination.” The Central Intelligence Agency
is thus given the responsidility of seeing to it that the United States has

" adoquate central machinery for the examination and interpretation of imtelli- ]

R

gence so that the national security will mot be Jeopardized by failure to o= {4
ordinate the best intelligence opinicn in the country, based on all avallable

information.

In our opinion, this responsidbility has not been adsquately discharged,
and remedial measures are necessary. There is oonfusicn as to the proper role
of the Central Inteméenu Agency in the preparation of intelligence reports
and estimates, This confusion has resulted from incorrect interpretation and
lack of proper inplementation of the statute and the directives., The reasons
for this go to the heart of the national intelligence problem and need to be

examined in same detail in order to discover how the necessary izprovemsnt can !
be made, ;

Althongh the Ach pravides that "the depariments and other agencieq of the
Goverrment shall cantimus to oollect, evaluate, ocorrelste, and disseminate de-

partmental intelligense,” the statute does not limit the duties of the Centrel
14
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standard of "pat
ianal security,” Interpretatian of thege statutory provisians

f Intelliganoe Directive N?. 1 (See A-nnex No. 7) provides that the Director
of Central Intelligence ahall produce* intelligence relating to the natiaonal
Socurity, called natiomal intelligence, and that "in 80 far as practicable, he
ahall not duplicate the intelligenoce activities and Tesearch of the mr;aus
Departments and Agencies but shall make use of existing intelligance facilities

- e e e e e

: rartmental
)g‘ intelligence that Covers the broad aspects of naticmal 14
i natiopal security, 14 of ( o
£ y conocern 1o more than ane Department or ’
HE transcends the exclusive -
3 campetence of a single Departmen:
.- ; t or Agency or the
P g Mlitary Establishment,” ;
i : Directive No. 3 then places an the C
;m entral Intelligence Agency the re-

B ‘* The tern "produce "
$ » 88 used here, mesang
‘ Sembled and interpreted intelligance m:hempr:znmté: a7 awuance of as-
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scope of thelr ‘nspective missions vhich will asaist in the production or com-

plement the assembly of nmaticmal intelligence. The directive also instructs
all agencies to maintain sufficient research facilities to meet their individ-
ual needs and to assist in satisfying the requirements of other agencies.

Al.ﬁu of "dominant interest,” a term which is not specifiocally d.gfinad,
are allocated by the directive to the various dspartmentis as fomws: political,
cultural and sociological intelligence to the Department of State; ‘military
intelligence to the Army, maval intelligence o the Navy, air intslligance to
the Air Force; and economic, scientific and technological intelligence to "each
agency in accordance with its respective needs." Upon this framework is built
the formal program of intelligence production by the departmental agencies and
the Central Intelligence Agency.

The significant provision of Directive No, 3 for the Central Intelligence

Agency is the definition of naticnal intelligence, for which the Agency is
given exclugife respansibility, although it is recognized as having rights and

responsibilities with respect to other forms of intelligence as well, In ef-

fect the directive interprets the vague provision of the Nationmal Security Act

on "intelligence relating to the maticnal security” to cover a particular type
of intelligence reascnably distinct from departmental inmtelligence and come

forming to admittedly bdroad bdut generally camprehensible specifications,

The purport of the Natiocnal Security Act as supplemsnted by the directive
in regard to the production of mnational intelligence ocan be understood and

Justified in the light of the history and general objectives of the Act. Be-
hind the oconcept of ‘a Central Intelligence Agency lay +the neceasity not only

for the ooordination of diversified intelligsnce activities (Bee Chapter IV) ’

and for the performance by tha ocentral agency 1tself of certain uérvioes of

[ TOP SESRET | ' G

L




.,r—DecIa'ssified in Part - Sanitized Copy Approved for Release 2012/04/26 : CIA-RDP93T01 132ROOQ100010008-5

T ST

oumon usefulnsss (See Chapters VI-IX), but also for the ocoordimatian of inm-

weam, v

t‘emgence opinion in the form of reports or estimates affecting generally the
national security as a whole,

Although the Act and the Intelligence Directives give the Central Intel-
ligence Agency the independent right of producing national intelligence, Direc-
tive No, 1 stipulates that such intelligence ghall dbe officially concurred in
by the intelligence agencies or shall caxry statement of substantial disaent.
As a practical matter, such estimates can de written only with the colladara--
tion of experts in many fields of intelligence vand with the cocperation of
several departments and ~agencies of Government. A naticmal intelligence
repoxrt or estimate as assembled and préduced by the Central Intelligence
Agency should reflect the coordination of the best intelligence opiniem,

Eadusdindiandr 2>AN e

based aon all available information. It should deal with topics of wide
Scope relevant to the determination of dasic po.ucy,' such as the assesament
of a country's war Dotential, its preparedness for war, its strategic capabil-

e S SeTTse=T = o =0 o
T o e et t—— « s ot § - & o . it = v ® .

1ties and intentions, its vulnerability to various forms of direct attack or |
indirect pressures. An intelligence estimate of such scope inevitably "tran- |
scends the exclusive campetence of a single Department or Agency or '.the Mili- }
: tary Establishment.” A major objective, then, in establishing the Central In- l
4 telligence Agency was to provide the administrative machinery for thoL coordi-

1 pation of intelligence opiniom, for its assembly and review, objectively and N |
inpartielly, and for its expressiaon in the form of estimates of national scope

and importance, f

THE CONCEPT OF NATIONAL INTELLIGENCE ESTIMATES
The cancept of natiomal mtelliguioo estimates underlying the statute and
the directives 1s that of an sutharitative interpretation and appreisal that

. - ]
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will serve as a firm guide to policy-makers and plamnars. A national .intel- [;;

ligence estimate abould reflsct the ooordination of the best 1intelligenoe

opinion. It should be based on all available informaticn and de prepared with
full knowledge of our own plans and in the 1ight of our own policy requirements.
The estimate should be compiled and assembled centrally by an agency whose
objectivity and disinterestedness are not open to question. Its ultimate
approval should rest upon the collective responsibility of the highest officials
in the various intelligence agencies. Finally, it should command recognition
and respect throughout the Government as the best available and presumably the

most authoritative intelligence eatinate.

The production of national intelligence estimates by the Central Intelli-
gence Agency falls far short of such a cancept, in part for reasons which the
Central Intelligence Agency does not ocomtrol. The principle of the authori-
tative national intelligence estimate does not yet have established acceptance
in the Govermment. Each department still depends more ar less on 1te own intel-
ligence estix;ates a.nd' establishes its plans and policies -accordingly. In the
Military Establishment there is some coordination through the Joint Chiefs of
Staff vho rely upon the advice of the Joint Intelligence Committee which, in
turn, rests primarily upon the contribution of the three Service departments.

| Neither the Central Intelligence Agency mor the State Depertment participates
directly in these procedurep in the Military Establishment, and the estimates
of the Joint Intelligence Cammittee are in most cases more restricted in scope
than a ngtional intelligence estimate. Within the State Depertment the policy-
makers are, for the most part, their own intelligence .advisors. Finally, there
18 no systematic way of tapping that domestic intelligence information, which

should be chiefly in the hands of the Federal Bureau of Investigation, having

TOP-SERET - | 69
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a bearing on broader intelligence issues. At the National Security Council
b level the intelligence estimate wvhich is applied to policy papers is brought
to bear through the individusl departmental representatives and the independ-

Although the task i1s made more difficult by a lack of general acceptance
of the concept of national intelligence estimates in the Govermment, it is,
nevertheless, the olear duty of the Central Intelligence Agency under the
statute and the directives to assemble and produce such coordinated amd authori- -

tative estimates.

THE ORGANIZATION AND ACTIVITIES (F THE CENTRAL INTELLIGENCE AGENCY FCR THE
PRODUCTION OF NATIORAL INTELLIGENCE

Unfortunately, the attention of the Central Intelligence Agency has been
largely diverted from the obJective of producing national intelligence. We
find in examining its organization and activities, that major emphasis is not

placed on the unique national intelligence function of the Central Intelligence

Agency tut that this function i1s largely diffused and dispersed inan organiza-
tion which concerns itself with a variety of intelligence-producing activities.

These include summaries of current developments, political reports, background

i) studies on countries and areas, economic reports, etc. (See Chapter VI).

o - ently produced contributions of the Central Intelligence Agency. y F
\
]
!
In the original .Central Intelligence Group it was conceived that there ,
i h would bea small organization of highly qualified individuals vhich would limit
i itself strictly to national intelligence problems and base its work primarily ’
L ‘ |
on the specialized reports and estimates produced by the departments rather ‘;

: | than employ a largs research and analysis brga.nizatio_n of its own. EHovever,

|
! _ [@«- ‘
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the character of the organization changed, and the Office of Reports and Esti-

mates, which now carries out the rosponsibmti of ‘' the Central Imtelligence
Agency for intelligence reparting, discharges a large mmber of intelligence-
yrodncing functions. These include, to a limited extent, the production and
coordination of national intelligence but also other functions, to de descrid-

ed in Chapter VI. Same of the latter funotions duplicate those carried on in

other departments, and scme are nore in the pature of camon services on be-

palf of the other agencies, although they are not always recognized as such.

Under the Assistant Director for Reports and Estimates and his deputy is

a large organization comprising persons. There is & broad base of

six regional or geographic Branches, each a research and estimate-producing
unit with responsibility for one area of the world. In addition, a Map Branch
does map research and publishes map and geographic data and a Scientific

Branch is concerned with studies in the field of scientific intelligence.

Studies and estimates are also produced by five "Consultants Panels"”
dealing with economiocs, transportation and commmications, militaxry affa'irs ’
international organizations and "glodal survey,” respectively. The product of
these Branches and Panels is issued through one of two "Groups," the Current
Intelligence Group and Staff Intelligence Group which have editorial and de-
partmental lialson responsibilities. A third Group, the BPBmsic Intelligence
Group, performs supervisory and editorial functions with respect to the fulfil-
ment of the National Intelligence M} (basic intelligence) program by the
Central Intelligence Agency and the depa.rtmantai agencies. Finally, 2 Plans
and Policies Btaff develops programs, priorities and policies for the Office
and includes a amall unit vhich handles information from cammmnicatione intel-

ligence sources.
A VP
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B The intelligence output of this organization which can be properly termed

"national intelligence” is not impressive. The subjects are normally selected

on the initiative of the sgtaff itself or as the result of diacuss’ions in the

National Security Council staff, where a member of the staff of the Office of
Reports and Estimates genera.i.l; participates. In producing these reports the
o Office usually employs the research of ite own staff instead of drawing to-
gother and coordinating contributions from departmental agencies. Such depart-
F mental contributions ‘m avallable to the Office of Reports and Estimatesunder
E' 1 the terms of National Security Council Intelligence Directive No. 3 as inter-
preted in Fo. 3/1 ("Standard Operating Procedure for the Production of Staff
! Intelligence”) but in fact only a small number of the reports are actually
derived from departmental contributions. The customary procedure has been for
* the Office of Reports and Estimates to prepare a basic draft which is then

}

g .

!. circulated to the Departments of State, Army, Navy and Air Force for their
', .

comments and concurrence or dissent. This procedure has proved to be ineffec-
tive as a means of producing coordinated national intelligence. The depart-

|
i
i ments participate more as outsiders reviewing the material of another agency
]
]

‘than as collaborators sharing responsibility in an enterprise of equal concern
to all.

N e ol

In spite of the use of the system of concurrences for certain types of
reports, the position today of the Central Intelligence Agency is that of an

independent producer of national intelligence, the quality of whose product is

BT LV R

variable and the influence of which is questionable. The tendency within the

Central Intelligence Agency has been to emphasize the independent production
| : of intelligence and this emphasis has led to two results.

o (O S0T |
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In the first place, the intelligence produced by the Central Intelligence f
Agency has not always been relevant to policy requirements and has lacked effec-!
tiveness. In the second place, there has been a fallure to develop ooord.inatedl
pational intelligence which would supersede independent departmental ei‘forts
to produce over-all intelligence. '

It is perhaps true that the efforts of the Central Intelligence Agency
have been criticized partly because :ﬁhe opinions expressed by the Agency wros
occasionally at variance with the opinions held in the departments; but there
have been other reasons. The independent intelligence estimate is felt to be
useful but pever decisive inasmuch as the Central Intelligence Agency cannot
and does not by itself have all the specialized qualifications needed ;o pro-

duce national intelligence, a&nd is not, as an independent agency, in constant

and intimate association with the policy-makers and planners, & knowledge of °

vhose work and intentions 1is mtsﬁensi'ble to sound intelligence.

regardless of ite quality or importance, gets formal circulation at the higheat
levels in the Government even though 1ts content may not coincide with the
vievs of departmental officials whose own information may be more reliable and
complete. There is in fact & serious danger that the product of the Centralv
Intelligence Agency may be looked upon as coordinated natiocnal intelligence,

vhich it usually is not.

Woat has happened is tbat the creation in the Central Intelligence Agency
of a large Office of Reports and Estimates performing, as will de emphasized

in the next chapter, a variety of functions that are not truly related to the

H
coordination of national intelligence estimates, necessarily means that concern jt;

LE N

—

;

'l

!'

i Tnere is also criticism that the product of the Central Intelligence Agency,
i
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with national intelligence pro'bleuns is diminished, tha.t the area of competition

--»«-'

with the departmental agencies is enlargsd and that the Central Intelligence
Agency concentrates more on the independent production of intelligence than on

its coordination.

Administrative arrangements within the Central Intelligence Agency and
between the Agency snd the other departments eand agencies have contributed to
this situation. Personnel in the Office of Reports and Estimates who are
responsible for national intelligence (and this includes almost everybody in
part, inasmch as national intelligence functions are scattered throughout all
perts of the Office) receive little guidance as to what they should report on.
To a large extent they eelect their own subjects and establish their ‘own priori-
ties, and this practice only increases the criticism from which much of the
prodnct suffers. Finally, the liaison relationships with outside sgencies are
unsatisfactory although this eituation is largely theresult of the lack of a
clear conception of the proper mission of the Central Intelligence Agency in

the coordination of intelligence opinion in the form of national estimates.

J The most siguficant exception to a rather general failure to coordinate

¢

_intelligence opinion in national estimates was a series of reports on Soviet
capabilities and intentions, beginning in March, 1948, by an ad hoc committee
of representatives of the Departments of State, Army, Navy, and Air Force under
the chairmanship of the Central Intelligence Agency. This case 1llustrated
that, when properly used, the existing interdepartmental u:ﬁmgemnts can,

under the leadership of the Central Intelligence Agency, provide the Presldent

and top policy-makers with an suthoritative intelligence estimate.

After same initial delay following the receipt by the Army of a disturbing

Declassmed in Part Sanltlzed Copy Approved for Release 2012/04/26 CIA RDP93T01132R0001008 5
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message from General Clay, the President cnMarch 16, 1948 received from Central

Intelligence Agency & brief short-renge estimate as to the likelihood of war,

discussed and concurred in by all the interested agencies. Divergent views hald

been reconciled and a unanimous sstimate drafted. The importance of this pro-
cedure, particularly 4in an emergency situation, 4s d4ifficult to overemphasize;
it insuree that a.l.l the 4nterested agencies have contributed to consideration
of the situation and establishes their col.lective. responsibility for the esti-
mate. If divergences camnot be reconciled, at least the opposing points of

view can be identified.* The poseidbility of any cne service arriving at a

false or completely contradictory estimate and of independent actions being

taken as a result is theredy reduced.

The procedure of consultation followed in March was in this particular E '
case largely fortuitous. There was at the time no regularly established pro-
cedure for such consultation. It was not nor has it since become normal prac-

tice either for ‘"ordinary" or crisis" estimates as we believe it should.

% The first message from Gemeral Clay was received on March 4th, but there
does not appear to have been interdepartmental consultation before March
13th. Although views were at first divergent, the estimate of March 16,
1948, submitted to the President, was unanimously concurred in by the Central
Intelligence Agency and the intelligence agencies of the Departments of
State, Ammy, Navy and Alr Force. It estimated the likelihood of war during
the ensuing 60-day period. However, the next estimate in the meries, dated
April 2, 1948, which sought to extend the estimate beyond the 60-day period,
wvas accompanied by an Air Force dissent on the grounds that the international

pituation was so delicate that 1t -would be unwise to speculate bdeyond the 1 :
short term. ) g

The circumstances leading to the March 16th estimate received wide publicity
as a result of the reference to it in Vol. I, p. 17 of the Report of the
Committee on the National Security Organization (Eberstadt Committee), 1in :
the following terms: "Testimony was presented to the Committee that in the ;
spring of 1948, & mistaken intelligence estimate, prepared by a departmental
intelligence agency, stimilated recammendations -- vhich if followed -- might
well have had serious consequences. Fortunately, in this instance, the Cen-
tral Intelligence Agency and other 4ntelligence groups correctly evaluated 3
the available information ii good tims." . : v

TOPSECRET | : - 75
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- In fact, cme of the most inpartant reccmmendations of this report is that

a reconstituted Intelligence Advisory Committee shau.fd perform this function.

i
i
In at least one other aituation requiring i{mmediate intelligence inter- '
pretation there was cnce again only fo:’tﬁitou coordination. This case was the

result of mtoniéenco received by the Federal Bureau of Investigation and '
distriduted dy 1it. m Central Intelligence Agency performed only a secondary

role and there was no farmal intelligence estimate. This further illustrated l,
the fact that, under present arrangements, recognized and prompt procedures . '
are lacking for the suthoritative coordination of intelligence Vievs in an ;
mfgency situation. In additiaon, 1% wvas seen that thers 18 no regular and !
agreed arrangement for participation by the Federal 3Bureau of Investigation l

and for the use of intelligence from damestlic sources in & national estimate. Y

PROFOSALS FOR IMPROVING THE PRODUCTION OF NATIORAL ESTIMATES
In order to remedy the presént wnsatisfactory arrangements for the pro-
duction of national intelligence estimates and provide for the coordination. of

intelligence opinion at times of crisis and for long term planning, as contem-

B T

plated in the Natiomal Security Act, there needs-to be a revision of the pres-

is neceassary, in the first place, to make a clear distinction between the
function of co:;xslating pational intelligence opinicn to assist plans and
polioy formilation on the highest level and those intelligence reporting
activities vhich may be assigned to the Central Intelligenée Agency as & cen-

tral service of cocmmon concern.

The missicn with respect to the productioncf pational intelligence camnot

N ent arrangements. Insofar as the Central Intelligence Agency is concerned it .
i
|

i be fulfilled sclely througha large staff such as the present Office of Reports

3 TOP SEIRET]
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» and Estimates whose work 18 directed maore to the production of miscellaneous

reports than to the o:mréim.tfon of patiopal intelligence opinion. In our
opinion the present Office of Reports and Estimates should be replaced and for

1t substituted two offices cme of vhich, to be described in the next chapter,

vill not be involved with the productiom of national intelligence dut will

perform intelligence research apd reporting services of cammon concern. The £

other office, an "Estimates Divisicn," would camprise a small group of highly i'

pelected individuals whose task it would bde to drav upon and reviev the .

-apecialized intelligence product of the departmental egencies in order to yre-

pare, for final discussion and epproval by the Intelligence Advisory Camuittee, B
o finished national intelligence estimate. This small group would rely pri- f
marily upon the intelllgence reporte of the 4ndividual aaencieﬁ Put it would ‘ '
have access to such source material as 1t requires in order to reviev dopart :
mental contributions and prepare oonsolidated estimates for final action 'by

the Intelligence Advisary Committee.

i
s " National intelligence estimates, in order to be authoritative, must be

fully pu-ticipated 4n dy all of the principal intelligence sgencies in order

that the best advice may be tapped and responsibility shared for those major - '

. .
IR T 7.~ ot rmmat | 18 2o RO W St

estimtos on which high policy decisioms depend. Therefore, the Intelligence
Advisory Comittee, under. the lsadership of the Director of Central Intel-
ligence, should actively assist in esta'blﬁhing and supervising the pational
intslligence production progran as wvell as discuss and review the proposed
estimates sutmitted to it for approval. The Conmittes would, at the aan;a
time, concern itself moare actively ‘than at present with the coordination
of the other mtenigence activities of the various departmentes and sgencies,

as discussed in Chapter IV. In fact, by assuming an active respensibility for

WA T
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the reconciliation of intelligence estimates the Committee would almost auto-
matically be able to assist the Director more effectively in coordinating in-
telligence requirements and developing sound arrangements for the coordination

of intelligence generally. ,

The membership of the Intelligence Advisory Committee, as we have pointed
out in Chapter IV, would include the Director of Central Intelligence as chair-
man, and representatives from the Departments of State,* Army, Navy and Air
Force and the Federal Bureau of Investigation. Ad hoc membership Bl;mlld be
given to other Agencies, such as the Atamic Energy Cormission, Joint Staff and

Research and Development Board, whenever appropriate.

.These revised arrangements should make adequate pi'oviaion for the handling
of major emergency situations so that there 1is automatic consultation and
collective responsibility when quick estimates are required. We have seen that
in the past such consultation has been largely fortuitous and could not bde

relied upon to operate pramptly.

This proposal would not affectthe responsidility of the Joint Intelligence

Committee to prepare strictly military estim‘b.el for the Joint Chiefs of
Staff and perform such other military duties as the Joint Chiefs of Staff might
assign. Through the mambership of the Service intelligence chiefs on the In-
telligence Adviscry Committee and through close liaiscon between the Joint
Intelligence Group uul the nev Estimates Division in the Central Intelligence
Agency, every effort should be made to ineure the consistency of the Joint

# Ses belov, page 159, for a discussion of the status of the State Department
representative.

, \
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Intelligence Cammittee's military appraisals end the broader pational estimates

of the Central Intelligence Agency and the Intelligence Advisory Committee. i

Whatever arrangement is declded upon, there  are certain general condi-
tions which must be observed, if intelligence estimates are to be sound and .
timely. All informatiom, whether it originates fram {ntelligence .sources ar :
whether it cames fram other sources including operations, mst be available A
4o the intelligence people vwho by putting together and studying all of the _
bits of information must provide the overall interpretatiom. There is always . h
a dangerous tendency, pa-rt;cularly in time of crisis, when 1t can De nos£
gserious, for vital information to be withheld on the grounds that the intel- ;
ligence persommel should not see it because 11 concerns operations or far ;
alleged security reasons. In other instances the disseminatiqn of vital but u
gensitive material is restricted to & very few people at the top levels with !
i the result that those ipdividusls who are most canpetent to analyze & particu-
; lar situation are 1eft out of the picture entirely. It is therefore neces-

sary that intelligence estimates be made in full light of owr own policies and

e e @ P

operations. The preparation of guch estimates should not be -impeded by any V
berriers arising fram gecurity considerations or otherwise, which may JeoP-

a-dize the soundness of the intelligence product.

Finally, any discussion of the preparation of national es_tim‘bes would be in-
a.d.aqua‘be without two caveats. The firstapplies tothose who prepare the estimates;
the second to those who may use them. Prejudice in the form of stubborn adher-
ence to preconceived. 4deas 1s likely tobde the gravest danger to sound 1ntelli;
gence. Estimates are subject tothe risk of being colored and twisted to reflect

the prejudices of those who prepare them. Thiscan best be countered dy providing
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reascnable checks and balances as we have endeavored to do in the composition .

and responsibilities of the Intelligence Advisory Committee. If, for exmnple‘ y
the State Department, which may be wedded to a .pa.rticular policy, presents the
facts distorted by faulty preconceptions, the final product, as reflected in
an intelligence estimate, will be defective. It 1s hoped that in m'zch a case
the new Estimates Group of the Central Intelligence Agency will supply an ini-
tial corrective and that the non-State Department members of the Intelligence
Advisory Cammittee \rill have sufficient breadth of lmowledge to challenge the
State Department estimate. Likewise, military estimates should be submitted
} to scrutiny so that they are compatible with each other and avoid the error,

hovever unconscious, of magnifying the needs of their own branch of the Servicg.

The Intelligence Advisory Committee, if it functions properly, and 1s as-

sisted by the disinterested work of the Central Intelligence Agency is the body

e eSS &

vhere such distortions should be caught and corrected and the prejudices of
one mind challenged by the thinking of a mind which at least does not suffer

from the same prejudices.

et SRS 3 WEWT
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In turn, prejudice on the part of the policy-mekers may render them dlind
even to brilliant achievements of an intelligence service. They may Just re-
fuse to listen to vhat they do not like. Hence, nothing would be more dan-
\ gerous than to believe that if we once had an effective intelligence service '
and an efficient intelligence estimating body, we would be immne to a disaster

( like Pearl Harbor. . |

This does not lead to the conclusion that intelligence 1s futile. It

; merely shows its limitatioms. If the intelligence appralser can keep from

. twisting and coloring the data he receives and if the policy-maker can keep a
; _
, 80 N
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relatively open mind and be prepared for continual A:'o-evaluation of the assump-

tions on vhich he is relying, then sound intelligence estimates can be a

pillar of strength for our natiocnal security.

CONCLUSIONS AND RECQMMENDATIORS

(1) In the Central Intelligence Agency there has been confusion between

i
3

the responsibility of producing coordinated national intelligence estimates

and responsibility for miscellaneous research and reporting activities.

| (2) The provieions of the National Becurity Act for the production of ﬁ
pational 4ntelligence estimates, as interpreted by the National Becurity 1 '
Council Intelligence Directives, are sound but bhave not been effectively : '?

carried out. X
1 (3) There should be created in the Central Intelligence Agency a mmall '
Estimates Division which would draw upon and review the speclalized intelli-

' gence product of the departmental agencies in order to prepere coordinated - {

i Berr L

national intelligence estimates. - ‘

—— ¢ o
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(4) Under the leadership of the Director of Central Intelligence, these ’

estimates should be sutmitted for discussion and epproval by the reconstituted -;

\
3

Intelligence Advisory Cammittee whose members should assume collective respon-

sibility for them.

(5) Provieion should be made in these arrangements for the handling of '~.\

-ty e 2 DU
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crisis situations vhen coordinated estimates are required without delay.

(6) Coordinated mteliigence estimates produced in this way mmst, in
order to be effectiie, be recognized as the most authoritative estimates avail-

able to the policy makers.
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