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MEMORANDUM FOR: Executive Dirvector
SUBJECT : Response of DD/I to Report of the Inspector
' General 'm the Office of Hatlional Estimates

There is attached a recapitulation of the replies of the DD.'I
and the AD/ONE to my recent report of swrvey of the Office of
National Estimates. My interpretation of the results, also tallied
- below, hms been complicated by the lack of a consolldated response
on each recommendation. I belleve that it is still necessary to
ocbtain such & response from the ID. I on those recommendations where
he non-concurs or does not take a position.

Concur: |

Nos. la, 2, 3, 4, 5, 6, 7, 9, 11b, 12, 13, 14, 15, 16, 18.

Tetal » . - - - - - » . L3 » - . * L2 . * . - L] . - L] L d - .

Concur with gqualificationsa:

No. 12

Total . + .

Non-goneur:

Nos. 10, 1la, 17, 20, 21

Total « & v v v 4 4 s e v W

No DD;I position indicated:

Nos. 1b, le, 8

Tot&l « ® % = 5 0 s e v & s o ) s & & 2 s s e ¥ & ¢ w

J. 5. Bayman
Inspector General

sthachment: As stated.

T . ! e

Appr&ved For Release 2003/07/29 : CIA-RDP80B01676R003200030006-0
[ tlets

&ﬁx b1

£anlatad 5
p




ES———
b eI A
L s

Approved For Release 2003/0429:::CiA-RDP8@¢Bad 676R003200030006-0

INSPECTOR GEMERAL'S SURVEY OF THE OFFICE OF
FATIONAL ESTIMATES

Replies %0 Recommendations with IG Comments Added

IG Recommendatlons

IG Recommendation #la: '"The
P07'Y end AD. [ develop a long-
term career program for ONE
staff personnel carefully
artisulated with the ID'I
career plarnnlng policy.”

IG Recommendation #lb: ‘The
DD negotiste with DD 'P the
eatablishment of st least five
slots-~-te be furnished by the
DD I--at major stations in
¢ritical areas of the world
and staf” these positions with
DD, I officers asaigned to
render close substantive support
to ehiefs of statlon in the re-
spective areas.”
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AD/NE Corments

Inscfar as anyone can devise long-
term career programs for ptaff
personnel, I feel that we have done
it. A better effort to integrate

0. W8 planning with other ccrponents
of the ID'I 1is doubtless pussible.

I look to the new O NE Executive
Officer, who was & menmber of the IO
survey Team and who hes had s falrly
broad experience in DD, I components
for & very impressive assist in this
matter.

It is noted that this recommendation
1s addressed specifically {0 fhSws—""
/Y and to the AD'NE only by in-
direction. It hes my heartiest
endorsement. Indeed, I have argued
this matter over the years with
present and past DD 'P's, thelr
divigion chiefs, and a mmber of

their Chiefs of Station. My point

has been that there is no Chief of
Station whe would not benefit im-
neasuyably by baving a Tirsthand
substantive man from DD, I at his

_eloow, and that the DD I offices

would mein vestly by the experienes.
The rub, of course, is not IB'I'S
unwillingness to find the slots.

It has been the other way., DD P

and the Chiefs of Station lLave felt
that thay can best use the limited
number of officisl cover slots for

their own operational purposes.

IAHRDPSOBM676R003200030006-0 ‘
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DD/I Comments

The DD/1 Ims established a Person-
nel Practlces Committee coneisting
“of the Deputy ADs and the Assist-
st to the DD'I (Admin.) subordinate
10 4he Intelligence Career Board.
This eemmittee is now developing a
nore centyalized career planning
effcrt for the area. ONE's new
Executive Offricer will represent
that office cn this committee.

DD’'I bas furnished officers to M P
for tre purpose recommended; only
recently | |and one eamch
shortly o go | |
DD'I bas always been prepared to
Provide this type of support if

— reymested to do so by DD P.

16 Commenta

Status of recommendation: Concurrence, |
The ONE-DD, I actions satisfy the IG's
objectives.

Status. of recommendstion: DB/I's
position not indicated. IO did not
propose that DD I await DD P requests.
There is no ONE officer among the four
men earmarked for 1y a firm
DD. I-DD P coumitment to the proposel in
principle will allow ONE staff officers
to do serious career plamning for
overgeas experience.

do not satisfy the intent of the recom-
mendation.
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Ad hoc arrangements .
may well occur from time to time but they .



IG Recommendations

IG Recommendation #lc: 'ONB
vecencies be announced in DD P
staffs and divisions and the .

DD. P regularly nominate qualified
officers for each vacancy as pog-
sible candidates for stafl
service tours in ONE."

IG Recomsendation #2: 'The DD/I
initiate necessary steps to
authorize an increase of six
piofessional positions in the
OlE Estimmtes Staff to provide
ircreased flexibllity for the
AD'NE to administer his per-
sonnel program.”

I¢ Recommendation #s: ‘‘The AD NE
adopt a policy of £illing one.of
his staf? positions with an officer
From 031 serving on a rotational
basis.’

IG Recommendetion ;4: "The AD KR
divide his present latin America-
Africa Staff into separate staffs
for the two regions and pursue as
& staffing objective the main-
tensnce of three or four estimator
specialists in each of the new
units.’

'::)‘v.'-,:yr v_'% . . .
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AD/IE Couments

Agein, this recommendation is not
addressed to the AD’'NE, but to DD'P.
It has my hearty endorsement. A
number of our best staff members
have come to us from junior positions
in /P. Ve have been delighted
with the work ol those who stayed.

I am sure that those who returned
to DD./'P did so with a f{resh ap-
preciation of how finighed
intelligence is produced,
distributed, and used, and, above
&ll, of the value of raw intel-
ligence to the final product.

This action is completed. O/M8
has filled all but two of the new
positions.

" I heartily concur. We have begun

negotiations with 0SI. Obviously,
there will be difficulties be- =~
caupe the man to do our work will,
almost by definition, be foand
among the AD. SI's most valuable.
middle-grade analysts.

I believe that the IG and any other
officer of the Agency who knows of
this strangely mixed group realizes#
that it results purely and simply
Prom our inability to recruit the
required number of Latin American
and African experts. Sinee the
1G's report, things are looking up.
25 soon es we can find a sufficiently
senior African speciaslist tc head the
African group, the separation will be
Meanwhile, it will have te

made.
continue underl_:l excellent

management .
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DD/I Commmnts ~ IG Comments

All DD/I Vaeancy Notices are Status of recommendation: DD I's

distributed through the Person- position not fully indicated. Db I

nel Operations Division of the " ghould secure DD . P's agreement to

Of'fice of Personnel to the eirculate notices throughout his area

Cermtyal Clandestine Services and to nominate candidates. (EE Survey

Persompel Division. has found that reporis officers are s
likely source of candidates and of
exchange arrangements.)

gtatus of recommendation: Concurrence
“and implementetion.

Status of recommendation: Concurrence.

Status of recommendation: Concurrence. w-' )
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IG6 Recommendations

IG Recommendation #5: ‘The m I
th the Director of Personne]
devigse a system that will permit
the promotion to super grade of

selected estimstors without
changing their positions or re-
sponaibilities. This should he
done with the wtmost discretion
and only in those cases where it
1s determined that 1t is in the
best interests of the Agency,’

4G Recormendation #6: 'The Db/
arrange with appropriate State and
Defense officials the assignrent

9% sble OIF staff officers to their
policy and planning staffs for
specific tours of quty. Reciprocal
arrangements should be encouraged,”

- Nationsl War G ™
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AD/NE Comments

Agein, note that this reeommendation
is addressed to the ID /¥ -end the
Director of Personnel. It has ny
hearty concurrence.

Agaln, eddreesed to the DD'I. Again,

my concurrence. I have already been

in touch with Peputy Assistant Secre-

teary of Defense William P. Bundy as S
to a possible switch of one of my Far .
REast experts, (at the = 25X1
Vear) with

someone from Bundy's office. Ag 1y,

the erperience would be of L value b ;
to ﬁﬁi’subsequently to 0/nE, 25X1 .

tha cannot find a proper
nominee from his group, I would be

willing to have! po anyway. We  o5y1
are exploring sImdlar arrangements :
with State.

&
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DD I Comments : IG Comments . Ciel

This is now provided for with the . Btatus of recommendstion: @oncurrence.
approval by the ICY of & mumber of . ‘

‘pocl” supergrade slots in the ID,I

for just such s purpose. Two in-

dividuals, one from ONE, have been

nominated for promotion under this ‘ o )
aystem. :

LA At one time a senior DD/I officer was ®atus of recommendation: Concurrence.
v attached to State's Policy Planning '
Rl Statf but a new head of the 3tarf felt

: CIA participation was not needed or
wanted. The present 3Staff head might
well feel gdiffevently. I will explore
thirs.’

R It iS poseible & CIA detellee to the
»M of the Assistant Secretary of
Defense or International Security
Affeirs might gain some useful ex-
Perience. AD NE is discussing this
with Deputy Assistant Secretary -
William P. Bundy. S

We agree that State Department member-
ship on the ONE Board would be usefil
and have made representations tovard
this end. Of course the Defense
Depertment ia al-eady represented

by the service people on the Board
but we will bring up the matter of

an exchenge when talking to Bundy
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JG Recommendations

IC Recommendation #7: '"Toe DB/I
inswe that any of his employees
with proper gqualificatiocns will be
considered for any existing
vacancy in his dirvectorste. Care
should be exercised tc insure that
ne position, particulariy those
overgeas, be identified with any
ons ¥ T office.”

AD/NE Comments

This has been of great importance %o

the men themselves and to the Office.

I do not want to argue that there l1s no
officer outside O/NE who could handle the
job. I do, however, most emphatically
wish to make the point that I persenally
would not want to send a non-0/NE man to
the job who had not spent as much as 8
year working as a member of the O/NE
staff. :

Approved For Release 2003/07/2_23:«59%;?DP80801676R003200030006-0
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IDD/I Cormentse _ ' 16 Comnents

/I Vacancy YNotice procedure ealls Status of recommendation: Concurrence.
for @stribution to all ID I em- : ‘ . -
p.Lo;,ﬁees. Anyone may epply from sny
offce. All oversesas positions are
advertized. However, certain over-
seas positicus calling for seientific
or econcmic qualifications are apt to
alamys be filled by 0SI or ORR person-

-/ nely, T agree with AD NE that generally
O people will st gusliried for

ut
HIITETes from other offices will
aiways te congidered.
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16 Recommendations

16 Mecommendation #3: The

policy o ng & representative
fron each of the three military
services on the Board be re-

congldered.”

IG Recomuendation #0: “The AD/ B
request the Dirvector of Central
Intelijgence to ask the State
Deprirtrin. for the services on the
Board of National Bstimstes of &
named individual of embassadorial

" yank.

I0 Recommendation #10: 'The AD/NE
explore with the DD. I ways and means
of erbancing the Board's role 8o
that good men esn be attracted and
gtirmlated.”

1¢ Reecommendation F1ls: 'The AD/NE
Terminate as a matter of regular
prociies the use of ONE consultents
in panel eonsultsations.’

Approved For Release 2003/07/29 : CIA-RDP80B01676R003200030006-0
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AD NE Comments

T have had some discussion with the
Director, both with respect o
gervice representation on the Board
and with respect to & sclentific
pember end & member from the very
senior ranks of the Foreign Service.
‘My. McCone has spoken of > approaching

25X1 |

Boc _ N

ope FOoeB TOTWAL this. I ‘
have also h 25X1

might be available for part- a

time work on the Board. He would be .

my own preferred candidate above
almost all Foreign gervice eligibles.
17 the Director would prefer to have

a Foreign Service Officer who is still
on the active list, I recommend that
he maintain the initiative of &ppzjqanhy
laying before the Secretary of state

a panel of names from which the
gsecretary might choose.

This in an unexceptionable exbhortatiocn.
1 agsume that the 16 did not mean to
imply by it that good men hed not been
attracted to the Board and had mt
veen stimlated by its sctivities. .

I take it that thie recommendation is . .
addressed to the matter of the :
- | The termination
of this institution lles by no means in

the hands of the AD NE. All of the
meppers of the Panel regard themselves

responsibility with regpect to Natiomal _ B
 Intelligence Batimates. The presence of 7
Mr. Dulles at a great msny of the meet-
ings and of Mr. McCone et at 1east one,
has reinforced this bellefl. Both the :

t and present DCI's are fully aware ]
of the shortcomings of the ’ ]
as & major contributor to suoatence Ol

. estimates. I know that Mr.Dulles, end I
bslieve that Mr.McCone sls0,1a sware of the
walue of this group from the point of view. o
of strict public relations. Any determination |
to liguidate the organization must be a '
determination of the DCI wmade in full reali '
zation of the public reletions implications

b
I3




I6 Comments

_Status of recommendation #3: 1
poaition not indicated.

Status of recommendation #9: Concurrence. L;:

S

Status of recommendation: Non-copeurrence.. . '
Tt is still the I0's opinion thet DD I and ° .-
AD'ONE can teke further meesures o en-
hance the Board's role so that good men
will be attracted and stimated. :
Status of recomnendation: NHon-congurranees
Parhaps the IG recommendation wag devious
4p its wording. The intention w8 to v
recommend sufficiently fraquent use of the -
panel to fulfill the objectives mentioned
in the reply of AD'ONE. Ome or two i
meetings per year rather thrn six of eight -
- meetings might serve this purpoges The :
reduction would both economize on staffl
time and heed the staff's widely held
reservations sbout the intrimsic worth of
the

&
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; IG Recommendations AD/NE Comrents

16 Recommendstion #11b: 'The AD NE Concur. We have done a good smount of
pursue a policy of consultation with this in the past and obviously wili
properly cleared individuals reparded enlarge our efforts.
by his staff and Board as cepable of
malking eongtructive coptributions to
specific estimates particularly in
the drafting phase.
I0; Recommendstion #12: "The iD NE This has been accomplished.

— trize steps to acquire a slot and re-

~ erult an
Of'ficen.

Aspistant Administrative

1G Recommendstion #13: The AD'NE This has been taken care cl.
reguest the DD, I to meke the
.ft, ngest possible representation
t0 the DD/S to make minimal adequate e
space gvallable for the now bad ly e

oveverovwded Estimntes Staff.’

IG Decormendation #1L: “The AD NE
poll the intelligence. communilty
periodicall; to determine the con-
tinuing useulness of the Cold War
Swrrey.

Not necessary. The Cold War Weekly O
Swvey 1s dead. o

Coﬁcur. This problem is nov under
gctive study.

1G Recommendation ;15: 'The AD'NE,
in ceonsultation with USIB rep-
regentatives, establish firm
Galelines delineating the condifions
wider wrich a post-mortem and. ox

validity study be prepared.’ ' , s

AR

Qoncur. There is, of course, & Very &r-
flcult fundamental problem which the IG
seems unaware of. It 1s that the Cfiflce

FAVEPILT-T7% A

IG Recommendstion ¥16: 'The AD NE
talle the inltiative to invite the

| Ppresen’c.ative to visit
more frequently for general and

susstantive intelligence discussions.’

25
25,
. : ; _ ,|

| | 25)
Pormal schedule of estimates. Perhaps even.

with these sround-rulea we could enlarge owr
-‘j‘«* contacts and will endeavor to do so. ‘
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DD/I Comments IG Comments

Btatus of recomendation: Concurrence.

Status of recoimnendation:v Concurrance.

The DD I hes presented these re- Status of recommendation: ~Coneurrence.
quirenents to the DD S and has been '
assured of rellefl as a high priority

matter in the space allocation re-

view now under way for the whole

thwdlding.

Status of recommendstion: Cr)neui}ence.

Status of recommendstion: ComgMirrence.

Status of recomnmendation: Concurrence.

Approved For Release 2003/07/29.: CIA-RDP80B01676R003200030006-0
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IG Recqmnendations

IG_Recommendation 717: 'The DD/
transmit a personal copy of each
estlunte to selected Government

officials to widen the readership and

increase the influence of estimates
among policy makers. Each copy
should be accompanled by a perscnsl
lstter from the ICI, DICI, or DD/I
requesting an evaluation and com-
ments on 1t utility.’

IG Recoumendation #18: "The AD/NE
insure tast ONE review and comment
constructively on the ORR and OSI

resgeareh programs on 8 regular
bagis.”

 IG Fecommendation #15: ‘The AD/NR
submit to the USIB via the DD'I a
propoeal for review of USIB come .
mittee ¢sordinating and publishing
procedures; that the review be per-
formed by the Assistant to the DCI
fer Coordination.”

AD/NE Comments

This recomsendation is addressed to the
1D/I. 1 certainly see no harm in trying
it. I em very dubious that it would in-
crease the quantity or quality of NIE
readership.

This recommendation, it seems to me,
should in the first instance be addressed
to AD/SI and AD. RR. In the psat we have
not solicited advance glimpses of their
reseerch programs, and indeed I would be

‘reluctant to do so in the future. How-

ever, when, as has happenec in the paat,
the AD,RR has requested our comments, we
have given the request most serlous Tomr———-
sideration and Forwerded our best effort.

I do not understand how the AD/1E hog
any role to play in thisg matter.
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ID'I Commenis

The standard distribution of NIEs
oW numbers about 40O and all ap-
provelate policy makers in the
Execulive Branch doc or can see them.
I questlion the need for a perscnal
transnittal and belleve the request
for eveluation and comment on each

, Qgpixmte nlght be an unacceptable

burgen on senior officials,

I will iasure that the 0SI and ORR
tesearch programs sre made available
to ONE for review and that comment is
‘ Of course the research pro-
g are attuned to meny requirements
beycnd those of ONE, but obvious holes
in ihe programs related to planned ONE
production should be identifted.

This suggestion may have some merit.
However, the decision to earry it
out 1s elosely bound up in the con-
slderations of the estimating process
which I wish to discuss with the DCI.

.. Approved For Release 2003/07/29 :
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IG Comments , ‘

- Btatus of recmmeridation: Non-copgurrence .v_f

Both AD ONE and DD, I express their doubts
about the practical value of this recom-
mendation. In effect this recomsendation

is s companion plece to #20 which urges
higher level, face-to-face discussions with
policy people in setting {exms of reference
for new estimates. Mr. Rostow pushes this
idea with enthusiasm. The most critical esw
timates will always tend to receive full
attention from all appropriate goveriment
officials. We were thinking in particular

of estimagtes on particular ecuntries where
assessment of estimating problems and re-
sults, for example by AID, USIS, or military
assistance officlals would be el intarest ——
Oceasional follow-up would also give the
Director further perspective on the esti-
mating process.

Status of recommendation: Conourrence.

8tetus of recummendation: B
qualifications. o commitment Lye¥D, L
take action. During the inspeeWon we read
& paper written by a senior Bsard member
outlining the defleiencies in a specific
estimating performance of the USIB Scientifie
Intelltgence Committee (SIC). The paper was
never surfaced. Our objective here was to
have the issues sired and resolved and to
verify that similar issues do not exidst
slmevhere among the USIB committees.

-
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1G Recommendations

1G Recormendation 720: ‘The DD I
establish the policy of holding face~
to~-Tace discusalions between
appropriate estimators and U.8.
policy making officials on the terms
of reference of each forthcominy
natioanl. intelligence estimate; that
the notes of such discussions be ap-
pended to the present terms of
reference for each forthcoming
estimmte.”

I¢ Recommendation #21: "The DD/ I
in concert with the Assistant to

the ICI for Coordination propose to
the USIS a review of mansgement
aagpects of the USIB estimating
process for the purpose of recording
agreed deficiencies in estimating
performance, improving procedures,
"establishing standards of personnel
selectisn and career management,

., 81K evaluating periodically the

Objectives and levels of research

effort in the intelligence agencies.”

Approved For Release 2003/07/29 : C

AD/'HE Comments

This, again, is directed to the DB,/ I.
Obvicusly, the AD'NE is a party at
interest. This recomrendstion mekes
sense only if it is restricted. A con~
giderable mmber of our estimstes would
not be affected by the kind of discussion :
aoted in this recoumendation. Other estl- §
mates where the nature of the requast is
obscure, where we are imcertain of the
policy issues which have dictsted the
estimate in the first place, or where the
problen ig so badly phrased that we can
meke no sense of it have caused us in-
variably to go back to the policy maker. .,
requeator for clarificaticn. We have also
frequently submitted the Terms of Jmferewes
document to the requestor, asking whether
or not we are on the right track. In
short I think we have done wery well in
this matter for a long period of yeers.

The IG here slips gently into one oFf the
big problems of the estimative husineas, 4
nemely, how to improve the quallity of the
wrdtten contributions the UBIE agencies
make to NIE's, how to improve the quality
of the recearch which lies behind such
contributions, and how to make sure that
every agency is represented at our co-
ordinating sessions by the right lind of’
intellipence officer. In my view, you do
not solve a problem of this sort by some -
huge bureaucratic investigation and report. -
You do it as we have tried to do it in the N
past -- by sttempting to set standards Of
quality, which others hopefully are in-"""—
duced to emulate, and also by politely :
complaining aboub inadequacies of con-
tributions and, upon occasion, maling &

mild remonstrance about the poor per-
formance of & given representative. We

have never been thanked for the latter.
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DD’ Compents

Prepent procedure on terms of ref-
erence cglls for CIA to coordinate
them witl USIB agencies. In mwosd -
cases this is sufficient. ‘

The sest way to get at the problem
here is for ONE to pin down the re-
questcr uf the NIE (White House, IAS,
etc.) as to exactly what it 1s they
want covered.

To try to personally involve policy
nekers in this exercise would be Im-
practicel in most instances. '

I d> not feel the review suggested
here is the responsibility of USIB
or of the Assistant for Coordina-
tion. It is the continuing
yesoneibility of the DD/I and the
oY,

4“'
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16 Corments

gtetus of recommsendation: Hon-concurrence
with qualifications. Mr. Rostow argued
the need for this. Most ONE staff of-
flcers are strongly favorable. They are
ususlly left out of discussions seeking
to clexify terms of rererence.

status of recommendstilon: Non~-concurrence.
DD I dces not state his views on the
quality of the USIB estimating performance
and does not commit himself to take any
gpecific action. :
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