K1

st

\ AR e Py i
L 4 -

Approved For Releasgf)03lo7l30 @F’&}BEPSORO1731ROO34(‘)-(§)7001O -1

MEMORANOUM FOR THE DIREGTOR OF CENTRAL INTLLLIGENCE
SUBJECT: State/Defense Staff Study

I. Analysis of the Staff Study
1. The actual objéctive of sub'iect study and its implementing
‘\TSC directive is to change the ind*vidual statutory responsibility of

the Director of Central Intelligence for the production of nationsl

intelligence, to that of a collective responsibility of the Intelligence
Advisory Comritiea, |
2. The study accamplishes its actual objective in the NSC Directive
as followss
a. by interpreting the National Security Act of 1947 a8
amended in paragraph 10 b and 10 ¢ in the following manner:

(1) "... Until the emergence of a national estimate or
study from the IAC, collective responsibility is inesecapable
under the Act of 19L7.7 |

(2) "... The full statutory responsisility of the D/CT
for the production of national intelligence becomes operative
only when . . . £inal drafts of netional estimates or studies
era recommended by the YAC to the D/CI.®
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b. by defining national intelligence in paragreph 2 in such
a wey as to prescribe its production as being a "cooperative process
of preparation" (preduction by committce) for the purpose of intesrstin:,
(1.e. incorporating the substance of) the best intelligence opiniom
of the departuents,

¢. by providing the IAC with responsibiiities in pavagraph 3
for planning, preseribing scope and terms of reference, initiating
prbjects, reviewing and accepting or rejesting drafts, and, in certain
cases; producing rnational inﬁelligence estinates and studies, including
related liaison and coordinating functions presently allocated to
the D/CT and CIA.

d. by providing in paragrephs 5, 6, and 7 an organimstional
realigment of the intelligence produstion facilities of CIA siich
transfers the current intelligénce and estdmating facilities from
the jurisdiotion of the D/GI (except for admimistration) o the
functional direction and operational control of the TAC, and further

which provides the TAC with responsinilities for fmetionl direstion
of the remainder of CIA's intelligence production and collection
machinery. (See Chart attached under Tsb A.)
3. Using the National Security Act of 197 as anended, the NSCID's,
the Dulles Report and NSC 50 as terms of reference, the study asserts:

2. that experiencs has indicated that the quality of national
intellligence estimates has nct substantially imrarovad since lissua.nce
of NSC 50 (1 July 19l9). |
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b. that unwarranted duplication of effart as between the

various agencies has continued.
o In support of these assertions, the study states that the above
conditions result in large measure f{rom:

a., disagreement between CIA and departmental agencies as to
the meaning of national intelligence.

b. Ainadequacies of existing mechanisms and procedures for
the production of national intelligence.

c. continuing internal CIA confusion between its responsiblility
for producing national intelligence and miscellaneous research amd
reporting.

5. The study concludes that remedial action required consists of:

a., re-defining national intelligence in such terms as to
_;_)_r_escribe the principle of collective responsibility of the IAC
for its production as the criterion which distinghishes it from all
other kinds of intelligence.

b. Revising existing mechanisms and procedures in accordance
with the principle of callective responsibility.

¢, reorganizing CIA to place its current intelligence and
estimating facilities uader the functional direciion and operational
control of the IAC, and the remainder of CIA's production and
collection facilities under the functional direction of the IAC.

6. Accordingly the study reccmmends that the NSC:

| a. approve and issue the implementing NSC directive attached
| to the study. | |

SECRET

Approved For Release 2003/07/30 : CIA-RDP80R01731R003400070010-1



Approved For Releaggy?003/07/30 : CIA-RDP80R01731R003430070010-1

Yie siace & LI i on the etrength ok ihe prolnsed Nabticnal
Totelligencs Geoun, ok fo excasn 100 oflicer amyfor vroelessional
parsonnel of Wi no sore LoaR S0 mey e deballed by the departmentzi
agencies. {(How: Aar tue sotanul s MAon ul peracing experience;
the D/CT, with zdrice and assistancs of dw IAC, wuoll recommend o
®SC such noddficasions in streapis and coposition of the National
Tatellipence Gooun ar gay e DECaisary.

e azbe twan ine LAUY with advice and assistaoce ol the
YAC will submi’ rovislons of existing H3CIN+s and J/UI's as may be

remiired o b shree girestives into conformity with the atlached

SErantive.

Tilm Biacussion

1. The vrincisle o3 sollecitive responsibility of wha LAQ Jor the
wrodnetlion of natlonal injellipence is nellfher present nor implied in
he National Security Aot of 1SLT as amended. (o the contrary this
azponeibility ie clesrly on individusl statutory respoasioiiivy of the
rector of Central Irielligence and the Cemitral Intelligence Agency;
a5 evidenced by the vefereuces cited below,
4. Hefersice Section 102 4  “...it shall be the duty of
the Agency. . . {31 o correlate end evaluate irtelligence relating
o the nationsl secwrdity . . . using where approprigte existing
a_gférs.rzj.es ang faciiities. . .-« Provided fuwriher, that the departments
andd other a,gamir-zs sné."ll coﬁm to collaect, evaluaite, correlate

snd disseminate departmental intellisence.
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b. Referonse Sectiom 102 e: M.,.such intelligence as relates
to the national seourity end is possessed by such departments and
other agencies of the goverament. . . shall be made available to the
Director of Ceniral Intelllgence for correlation, evaluation, and

dissemination:s. . "

2. Moreover, tha National Seourity Cowncil in NS3 50 has ddsavowsd
the principle of collective regponglbility for the preduction of natﬁ.onal
intglligence as folloms:

M o o we dq not believe that the Director and the IAC should
be bound by the c«m;eept_ of collective responsibility because this
would inevlitably reduce coordinated national intelligence to the
lowest common denominatar among tha agencies cencarnedn,

3. It is therefore neither the intent of the Cengress nor the NSC
that the responsibility for national intelligencs production should be
other than an individual responsibﬂj.‘by of the D/CI and CIA.

4o In addition to the foregoing, further objecticns to the prineiple
of collective responsibili’zsy are a:be.‘bad es followss
| a. The primgry mission o.f 4 departmental intellipence agency

is to fulfill the intelligenge requirasents of its om Secretary o

Chief of Steff, as the cose may be. Because of this si‘buation, it

inevitably follows that: .

b. Departmental intelligenee reasponsibility in a given field,

~ such as naval affairs, is wndenisble. Intelligence estimates in a
field of tpis kind may easily beccne "national® in importance, but

they do not became "national" in character until related to other
Approved For Release 2003/07/30 : CIA-RDP80R01731R003400070010-1
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"national”, not departmental, aspects of the situations from which

they arise. This process of relating all pertinent "national®

aspects of a situation is a truly national intellipence functionm,

not a collective departmental responsibility, which must be

performed by personnel selected and trained for the purpose, among

whom departmental personnel can profitably be included, provided

they become an organic part of the natlonal intelligence machinery.
¢» The production of nationally important departmental

intelligence is not equivalent to the production of national

intelligence, yet the contrary presumption is inherent in the concept

of collective responsibility, a concept which gives final control
over a carefully synthesized intelligence product to individuals

who have no responsibility for, or experience with, the process of

intelligence ‘gynthasis at the national level.

d. The factar of timeliness in the production of intelligence
is important at all levels., This 18 no less true at the national
level. The proposed arrangement would interpose two additional
layers in the review and coordination process, namely the IAC Staff,
and the assembled IAC. Even if this were sound in theory, it would
be monat;'ous in pra.c‘bice and tend to reduce the intelligence process
to an historical process. Timeliness would never characterlze
naticnal intelligence under such procedures.

e. The principle of collective responsibility on any basis
inevitably invites the participants to consider and assume responsibility
for 211 aspects of the estimate, not merely those within his particular

Approved For Release 2003/07/30 : CIA-RDP80R01731R003400070010-1
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departmental {ields of responglihllity and competence. In effact this
principle gives each agency an equal volce on issues outslds its
normal responsibilities and competence.

£, It ls inescapable uder any working principle of collectlive
responsiblility to avoid the pitfall of national intelligence becoming

merely-coordinated intelligence which in effect is joint-intelligence,
at the mercy of departmental bilas., CIA came into being out of the
intelligence exporience of World War II wherein the JIC/JIS intslligencs
process resulted in reduction of intelligence to the lowest common
dencminator.

g. It is the individual responsibilitiez of the deparitmental
agencles to CIA that ‘are of lmportance here. Thelr individusl
collection affart and productiom effort is required and must support
national intelligence production. The prinmeiple of collective
responsibility merely involves them beyond thelr responsibilitdes
and competence and slowes down the entire natiomal intellipence production
process.

~S. CIA cannot support the principle of callective reaponsibiliw
on any of the bases in which 1t permeates the subject atudy. CIA does
most assuredly require that the individual responsibilities of the depart-
mental agencies to CIA in support of CIA'e mission be recognized wmequivoeahly,
and be fulfilled om a priority basis upon request by CIA of the department
concarned., Thege dspartmentsl responsibilities are delineated and included
in the revised N3CID attached hereto under Tab B,

Approved For Release 2003/07/30 : ~RBP80R01731R003400070010-1
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6. The assertion in the study that "Experience has indicated that
the quality of national intelligence estimates has not substantially
improved since the issusncs of NSC 50" (1 July 1949) carries with it
the implication that CIA's estimatss ars qualitatively deficient. Further
the study doeg not identify the source of the atated “auperiempca®, nor
clarifly the nature of the implied qualitative deficlencles. With respect
to these two pointa:

a2, an immediste survey should be made at the policy, planming
and operational levels of the government, particularly the NSC Staff
and the Joint Chiefs, to determine wherein CIA's intelligance production
ig qualitatively inadequate in order that specific remedial action
can be taken.

b, 1if ‘the "experience® citod has occwrred solely at the
intelligence level in one or more departments, then it would be
appropriate for s discussion of particulars to be conducted within
the IAC.

¢, in elther svent it would be 1ll-advised far the subject
gtudy to receive consideration by the NSC uwatil it has besn preclsely
determined oxactly what ia meant by the above staled assertion.

7. The charge thal "urwarranted duplication of effort as betwsen
the various agencies has continued® cannot possibly apply to national
intelligence production, which iz the subject under discussion in the
Staff Study. Mereover, CIA is the only agency responsible for the production
of nzticonal intellipence, therefore duplication of any kind in the field
iz illepal by statubte and N3C intelligence directives. If, however, the
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helievad that this assertion is more valid in theory than in fact. CIA
has negotiated an Interdepartmental Operating Procedure designed to
accomplish an interchange of information on projects mdaertaken by each
of the departmental intelligence agencles. Until very recently only the
Department of State has complied with the procedure. Vhen and if the
proced_mré Eecomea fully operative within each dapartmental agency there
will be a basis uponvwhich action can proceed to reduce such duplication as
may arise.

8. ‘The assertion that "continuing disagreement between CIA on the
one hand and the departmental agencies on the other as to the meaning of
national intelligence® is trus, as evidenced in subject study. CIA cannot
accept the definition of national intelligence which the subject study
recommenda in view of the fact that the definition prescribes the principle
of collective responsibility of the YAC for its production as the criterion
which distinguishes it from all other kinds of intelligence. Accordingly
CIA has re-defined national intelligence in terms of content and end use
and ag an individual statutory respomsibility of the Director of Central
Intelligence and CIA. A copy of this definition is incorporated in
Seetion 10, paragraph 1 of the attached WSCID under Tab B.

9., The study further charges that existing mechanisms and procedures
for production of naticnal intellligemce are inadequate on the grounds that
they do not inswre its production in accordance with the principle of

collective responsibility. Accordingly, CIA; for reasons expressed under

SECRET,
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Section 1I, paragraphs 1 through 4 on this principle camnot accept the
mechanisus and procedures recommended by the atudy. The NSCID

mnder Tsh B attached hereto, prescribes mechanisms and procedures which
are acceptable %o CIA and which will provide for the more effective
production of national intelligence if the authorities of the Director
contained therein are approved by the NSC.

10, ‘The so-called "eontimuing internal CIA confusion” between its
responsibilities for producing nat&.onal intelligence and miscellanecus
research and reporting has become an over-worked catch phrase and actually
stems from external confusion regarding the individnsl as distinguished
from the collective departmentsl reaponsibilities to CIA in support of
national intelligence productiom. As long as the departmental agencies
neglect to meet their lndividuel respansibilities to CIA; them CIA is
required to engage in the production of such miscellansous intellipence
as may be necessary %o provide the intelligence basis and framework

required in the production of national intelligence eatimates.

ITI. Conclusions
1. That CIA must reject the subject study as being unacceptable
on the grounds that the (a) assertions in the study are not supported in
fact and conbain implications which must be elarified prior to referral
of the issue raised by this study to the NSC, and (b) that the principls
of collactive responsibllity of the IAC for the productiom of national

intelligencs is in conflict with the National Security Act of 1947 as
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smemced., tha'ﬁ thia rrinsinle hes been dizsvrwed by the Fatlonsl Secrity
Counell in WSO S0 dsted I Jaly 1947, aad furthsr, that this vrinsiple is
invalid on the greunds that it violates the concept of » strmmp Cenmtral
Intelligenes Aconey, romowas the control and authority of ths Dircetor
of Central Imtellipemnn ower mechanisms presently available to him to
discharye vesponaibil:iien Tor which he is held solely responsible, and
that it imposes dutles unvir the deparitmental acencies vhich axcaed their
partiocular respongibiiitisa and cwrpetence.

2,  That the subiect gtudy probably originated at the inye.!:’l:g,‘gpm:qr
level of the Department im view of its strong ressmblance %o one of the
four Armsirong vropessis.

3. That in view of the emexgence of subieot study, CIA shonld
praas for NSC actiom on iis atisched draft KSCDD.

I¥, Recompendations
1o That you forward the leticr attached imder Teb C. in reoply %o
Y¥r, Webb, encloszlupg 2 conv of the ¥SCID included wnder Tab B.

THEOBORE BRABBTIY
aeeigbant roertap
#ruorts sl Fstim tas

CONCURRENCE

T T

Exsoobive, CIA

Lo A RSB PAT A WM L Y s L L e T

Beneral (omanl

S O U

Chiaf,

.
g&
4
a

Approved For Release 2003/07/30 : CIA*RDP80R01731R003400070010-1



Approved For Release 2003/07/30 : CIA-RDP80R01731R003400070010-1

SECREp

! QOepandzationel Realigrment of the IAC and COI4 Froposed in the HSC Dirsctive
Accompanying the State/Defense Staff Study on the Production of Nabtional Intelligence
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