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7 October 15h9

4 FOR RECORD

SUBJECT: Departmental Participation in the Preparetion of CIA
' Reports and Estimates

1. The present DCTI 3/1 prescribes an unvieldy procedwre for de-
partmentsl participation in the preparation of CIA "psticnal intelli-
gence reports and estimates,” from wvhich CIA is partially released omly
under "exceptional circumstences.” The procedure has three main features,
conslating of CYA solicitation of specific departmental contriduticns
for esch peper, followed by continued econsultation with deparimental
representatives vhile the peaper is in preparstion, and wound uwp by the
sutmission of the Tinal draft for deparitmental concurrence or dispent.

In the end, CIA s obligated to include the statements of concurrence or
dissent with the paper as published.

§. This procedure has alresdy defeated its purpose, vhich vas
ostensibly to wake "naticmal intelligence reports asd eatinates” more
valueble to the user under the principle of collectlive responsibility.
Whatever was its purpose, however, the procedure has been discredited
dus to its penderosity which detracte from the value of the product be«
gause & paper can rarely be timsly unless CIA simply disregards the Pro-
codure. The cpecific departmentnl contributions would be wanecessary if
thare were a true fres-flow of produced intelligence, 4n ascordance with
& master plan. In sny event, a CIA peper is valusbla becausc it is o
CIA paper, and the related IAC concurreances or dissents, the latter often
zot in the field of primary responsibility of the dissenting egency, are
in many cases mere gratuitous appendages. In otfier cases the dissents
ave positively hermful, since the arientation 48 toward the suppceart of de-

tal interests or the defense of departmental policy with consequent
loss of cdbjectivity.

3, Specifically, the principle of collective responsibility, if that
was the original basis for the procedure prescrided by DCL 3/1, has been
discarded by REC amom‘amwsvg%ﬂ of H3C 50, vhich
states in partt ".vsee ve 40 Dot believe that Director snd the IAC
should be bound by the concept of collective responsibility, becsuse this
would imevitably reduce coordinated national intelligence t0 the lowest
eosmon denominator smong the egenciss concerned.”

b, The yrocedure would be pondercus even if the intelligence agen-
eles vere conveniently located ralative to esch other sad geve full and
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instant cooperation to CIA. But the procedure is ridicucusly ponderous
on secount of the fact that esch IAC is responsidble primarily to
the head of its own depariment, It is the sgency, not CIA, vhich
deternines whather the preparation of s given eontridution or participa-
tion in the preparation of a given paper will Be given sdequate yriority
3o moet CIA's nesd. If this fact L8 coupled with the fact of the dise

sod .atim'wmmwiea,mdthemcmﬁmdmmnght
of ranuing eround” principle, the procefure appears almost

S« As the General Counsel has pointed out, there is adsclutely no
question of the intent of Congress as implemented in the National Security
Act of 1947, The primary pescestime mission of CIA 4s to prevent the sur-
prise of the United States by sny turn in the international situation o
by & suiden saymed onslaught. The responsibility that CIA csrries out
this mission rests on the DCI glone. In fact, his responsidbility with
respect to the naticnal security 4is unique in its clarity and weight.

6. The hesds of the IAC egencies have 10 such vesponsibvility. The
State Depariment {ntelligence organivation has a vegue responsibility for
the support of the conduct of foreign affoirs, but thers is considerable
eonfusion even within the State Depariment es to Just vhat this responsi-
Bility da. Actually, it is & woot point as to whather State should have
an intelligence organization, 8s such, at all. The intelligence organisza~
tions of the RNE have & mission of preporing for war, and that is all,
This statement can be enlorged upon, but the enlargzement can elveys be
boiled back down to the basic statemept, Military intelligence dces not
function normelly re such without contsct with the dnemy in cembat, '

Ts Considering the relative status of the DCY versus the heads of
the IAC agencies, it is indeed utterly presumptucus for snyone to advance
the "Board of Directors™ concept of the IAC or to saddle CIA vith suy such
procedare as that prescrided by DCX 3/1. There is no reason vhy CIA, an
independent agency, should permit its documents to bdecome vehicles for the
satisfuction of departmental conceits. In fuect, inclusion of extranecus
matter in o GfI peper detrecis from its valus through dfluticn, snd the
recipient 43 Zorced to become an intelligence officer himself in order to
reconcile opposing comsents and dissents. :

8, What should be stated as ths momt important function of the IAC
agancles 43 the cbligation to support CIA both in the collection of in-
formation end in the production of intelligence. If departmental produce
tion affort were then conducted in accordance with a CIA msater plan, acme
order vould begin to appear from cheos. In the production of CIA papers,
fall sccount should be taken of all availadle departmental produced intole
lgence, but there departmental participaticn in CIA production should stop.
Vhen necessary, pap o & glven subject could de solicited from appropriste
depariments by CIA, but suchmpers should de fimally approved by the
intelligence chiefs concerned before receipt by CIA, and they should become
simply axrist to the mill. )

e
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9. l&ﬁw&@:th&!ﬂ:mymchm*mmhihmm to give some priority to
production for CIA wader the procedurs outlined sbove, and wnce in o
smﬂasmemlyammmwojectu@thmw, it 18 very doubte
ful that the departments would really de hurt. As a matter of fact, CIA
sai&eaeeni@twllaetthamtmtmkmwtommlm,

10. The tue provisc is that the CIA master plen would have to be
theroughly coordinated with the Joint Chiefs of Staff and with the NSC
ﬁmwMthummmmummt.

1. ERCOMERDATION. As the question of smending the various NSCIDs
and DCIs comes up fYom time to time, I recommend that any and all of them
hmméintm mﬁitwmmmcmimmmycmﬂtct.

25X1
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1} October 194%

KEMORANDUM FOR RECORD .
BUBJECT ¢ The Importance of a CIA Master Plan for Production

REFERENCEs My Memorandum For Record dated 7 October 1949, Subject:
"Departmental Farticipation in the Preparation of CIA
Reports and Estimates"

l, The reference memorandum gave the reasons why the present
eysten for departmental participation in the preparation of CIA re-
porte and estimates, as prescribed by DCI 3/1, should be scrapped.

On the positive side, the memorandum went on to develop the concept
that departmental participation in CIA production should be cbtained
by the generation of a free flow of departmental produced intelligence
to CIA in accordance with a master plan, The recommendation was to
the effect that as the question of amending various ISCIDe and DCIs
comes up from time to time, any and all of them should be amended in
the spirit of the discussion,

2. The purpose of the present paper is to emphasize the impor-
tance of the sxpeditious development of & CIA master plan for produc~
tion.

3. Among other responsibilities, the National Security Act of

1947 chargeas CIA, under the direction of the NSC, with: (1) advising
the NSC in matiers concerning such intelligence activities of the

overnment departments and agencies as relate to national security;
: ?2) making recommendations to the NSC for the coordination of such in-
tslligence activities andg (3) producing and disseminating intelligence 4
relating to the national security, using, where appropriats, existing d
agencles and facilitles, When these clauses of the Act are considered
in the light of the recorded intent of Congress, there is no doubt that
the responsibilities of the Dirsctor are clear, Furthermore, thera is
no doubt that the NSCIDs and DCIs are in violation of the law in so far
a8 they tend to vitlate the ability of the Director to carry out his
responsibilities, which, in fact, they do.

i+ Recently the Dulles Survey Group averred, "The responsibility
of CIA with respect to the coordination of intelligence activities has
not been fully discharged." This statement has been approved by the
HSC via peragraph 2a(l), XSC 50, The Dulles Surve; Greup also expressed
dissatisfaction with CIA's production effort, this dissatisfaction
having been echoed by the NSC through the approval of paragraph 5, NSC
50. Viith these actions of the N3C in mind, emphasised by CIA's omn
conviotion that the Agency now finde itself in an unsatiafactory situas-
tion,; it appesrs mandatory that suitable action he taken to resolve the
problems involved in the coordination of intelligencs activities.
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5. The coordination of intelligence activities is a broad field,
including operations, production, collection, and dissemination, both
CIA and departmental - but production is the phase where action should
start. If we could formlate a definite production program for CIA
that would meet the requirements of strategic planning and would call
for and receive the cooperation of the IAC agencles, we could, in effect,
orient the entire national intelligence efforti, because CIA production,
if CIA is to utilisme rather than duplicate departmental effort, is de-
pendeant. upon departmentsl production. Since operations, collection,
send dissenination are sinply supporting activities to production, the
problem of thelir coordination would be on the road to solution if we had
a gensrally accepted national production plan. At the very least, we
would have begun to expose and clarify their deficlencies in a clear
atmosphere,

6. The three provisions of the National Security Act of 1947,
which are condensed in parsgraph 3 above, are certainly adequate authority
to formulate a master plan for production, In fact, they may even be
construed to imply a eongressional directive to do so.

7. Although, in many respects, the N3CIDs and DCIs are actually
illegal, they do give the Director, even though not in strong language,
the machinery for the promulgation of a master plan for production. The
pertinent references are as followss paragraphs L, 8, and 10, NSCID Wo.
1j peragraphs le and 2, ¥SCID No. 3j NSCID Ro., Ly DCI No. L/1. Paragraph
le(3), NSCID No. 3 is the most cogent of theme references. It readsi
*The Director of Central Intelligence shall plan and develop the produc-
tion of national intelligence in coordination with the IAC sgencles in
order that he may obtain from them within the limits of their capabilities
the departmental intelligence which will assiset hinm in the production ef
naticnal intelligence,™

8. In the light of the above discussion, the key to the coordina-
tion of intelligence activities as a whole is the coordination of produc—
tion. The basis for the coordination of production is a master plan,

The lew and the directives giwe the Dlrector the authority and the
machinery to formulate and promulgate a master plan.

9« Thers is no doubt that the NSCIDs and DCIs require drastic re-
vision to seliminate their tendency to vitiate the abllity of the Directar
to ecarry out his responsibilitiss, Put more positively, they should be
revimed to give the Director more suthority. But such revision will be
8 difficult snd long drawn-out process, particularly since it can be
pointed cut that CIA has not so far come forth with positive leadership
in the form of that prerequisite of all intelligence astivities, a
master plan for production. The IAC agenciesa are already subject to a
sufficlency of ad hoc herassment within their own departments. In their
eyes, a further grant of authority to the Director can, under present
circumstances, but add more ad hoc harassment.

2.
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10, Meamwhile, although the NSCIDs and DCIs ars so worded at the.
present time as to enable the IAC agencles to avold their responsibilities
to CIA, they do not rule out the adoption of a role of unflagging effort
by the DMrector to meld the national intelligence structure. Oranted
that their vegueness and qualifications will constitute road blocks
which must be overcome on the way to the zoal desired, still it is sound.
tactics to overcome such road blocks one by ons. Conversely, even if it
were possible to create a new system over night ty the simultanecus re-
vision of sll the directives, nothing would be accomplished unless the
IAC agencies were disposed to conform to the revised directives.

11. ALl in all, it appears that the first action to be taken by
CIA to resolve the problems involved in the coordination of intelll-
gence activities is to formulate and promulgate a master plan for pro-
duction. The revision of the NSCIDs and DCIs should be underiaken
gradually as the master plen begins to have an effect. The sooner the
zaater plan is formulated the sooner it can be used as a coordinating
instrument.

12, The requirements of a master plan and the tactics to be eme
ployed to make it effective are subjects in themselves which can be
exanined separately.

13, Conclusionsg In conclusion it follows that:

a, It is mandatory that CIA take effective action to coordi=-
nate intslligence activities and to create & situation in which
the Director can truly carry out his responsibilities; :

b, The key to the coordiration of intelligence asctivities
is the coordination of prodyctiong

. "@e ‘The basie for the coordination of production is a mmber
plang and

d. The revision of the NSCIDs and DCIs should be subordinated
to progress with the master plan.

* 1. Recommendation: It is recommended that for the present the
maln effort of CIA in the coordination of intelligence activities, and
in the process of creating a situatien in which the Director can truly
carry out his responsibilities, bs devoted to the expsditious develop~
ment ‘af & master plan for productien.

25X1
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2l October 1549

MEMORANDUM FOR RECORD
SUBJECT 3 The Hequirements of & CIA Master Flan for Production

REFERENCE: () My memorandum for record dated 7 October 1949, Sub-
' jects "Departmental Participation in the Preparation
‘of CIA Reports snd Estimates.” ‘
(v) My memorandum for record dated 1L October 1949, Sub~
Jecti "Importance of a CIA Master Plan fer Production.,”

1, Reference (b} recommended that for the present the main effort
of CIA in the coordination of intelligence activitles and in the process
of ereating a situation in which the Director can truly carry out his
responsitilities be devoted to the expeditious development of a master
plan for production. Reference {a) discussed the desirable extent of
departmental participation in the preparation of CIA reports and esti-
mates, such participation to be cbtained through the utilization of de-
partmental produced intelligence provided in sccordance with the master
ylan-

2. The purpose of the present paper is ‘o establish the requirements
of a master plan for productions In order to determine the requirements
of a master plsn, the relationship of CIA production to that of the de-
partments must be examined.

3. Bection 102 {(a) (3) of the Naticnal Security Act of 1947 gives
CIA the duty, under the HSC, "to carrelate and evaluate intelligence re-
lating to the national security, and provide for the appropriate dissemi-
nation of such intelligence within the Government using where appropriate
existing agenoiesg and facilities: Provided ....t Provided further,
That the departments and other agencies of the Government shall continue
to collect, ovaluate, correiate, and disseminate departmental intelli=
E6Nncet sexsss® The Act doss not otherwise specifically mention productlon.

4. Thus the principal production effart of CIA under the law nust
be devoted to the production of what has been defined by NSCID 3 as
snational intelligence.® To quote the directives "National Intelligence
i integrated departmental intelligence that covers the brosd aspects of
national policy and nationsl security, is of concern to more. then one De-
partment or Agency, and transcends the exclusive competence of a single
Department or Agency or the Military Establishment.” There is no doubt
that this definition can be improved upon, but there is equally no doubt
that excessive duplication is wasteful of funds and effort and a fertile
aource of confusion through the production of conflicting reports and
estimates. There is, therefors, no sound argument which can be edvanced
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ageingt the implication in this definition that departmental produc~
tion must be utilized by CIA in the production of netional intelligence
to the greatest extent practicable,

5. From this point of view, it 1s plain that the basic material
for CIA production must consist in great part of produced intelligence
received fronm the departments, yet the sum of departmentsl production
does not add up to the total need of CIA for evaluated material to be
used in the production of national intelligence. Therefors, it goes
without saying that the Agency must undertake some original production
itself, CIA's original production effort may be expanded from time to
time to take in flelds of cosmon concern approved by the 4SC. From the
CIA point of view, let us categorize as primary production all the in-
flowing departmental produced intelligence, %«&er with the intelli=
gence produced by CIA either to £111 gaps or in fields of common concern,

6. But, as already pointed out, the principal productiocn effort of
CIA must be devoted to the production of national intelligence, to obtain
which, in a given case, the related primary production of the departments
and of CIA itself is reviewed and synthesized. The effort in this re-
spect and the result may be termed comprehensive production.

T Under the ideal situation which may be deduced from the law,
CIA's production effort should be limited to (1) primary production
which does not duplicate departmental effort either because of lack of
departmental interest or responsibility or becasuse of departmental sgree—
ment, and (2) comprehensive production. But for a number of reasons,
the idesl situstion has never materialised, and CIA has found itself
rather often in corpetition with the departments., These reascns appear
to be those ocutlinsd below:

&s CIA has had no production progra: either for internsl
guidance or for the overall coordination of intelligence activities.

by The IAC agencies ars unwilling clearly to define their omn
production efforts.

¢+ CIA has 8 tendency to accept requests for intelligencs that
clearly should have been sddressed to another szency, but they
have been sent to CIA purely as a matter of convenience to the
high-ranking requester,

ds CIA has been called upon by higher aughority for intelli~
gence clearly within the field of another agency, but in which case
the requester has wanted an answer free from departmental biaa,

6. The "standing operating procedures for depsrtaental parti-
cipation in the production and coordination of national intelligence,”
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prescribed by DCT 3/1 and amplified by DCI 3/2, have proved un~
workable according to any reasonable standard as & means of
svoiding duplication or of cbtaining departmental support for
CIA production. (See Reference (a))

8. Reference (b) discussed the importance of the formmlation and
promulgation of a CIA master plan for preduction as the prerequisite to
any other gction the Director may take toward the coordination of ine-
telligence activities, The effect of such a plan should te not only %o
glve badly needed guidance to CIA's omn production effort, but to guide
the departments in meeting the requiremente of CIA for departrzentsl pro-
duced intelligence, The plan should not attempt to delineate the entirs
production of each department since such action is the prerogative of the
respective heads of the departments under superior supervieion, and in
any event, the intelligence production of any one department will te the.
sun of that production required for internal use plus that required by
CIi. As @& matter of fact, however, en snnounced program for CIA produe-
tion, limited to that work required to e undertaken to fulfill the legal
responsibvilities of the Agency, would tend tc eliminate deparimental
competition automatically.

9« ©Such a plan must be thoroughly coordinated with the Joint Chiefe
of Staff and with the N3C Staff to insure that all foreseeable planning
requirements are met, Afterwsmrds CIA should stesdfastly refuse to under-
take production work in response to requeste addressed casually to the
Agency but concerning matters clearly the responsibility of a particular
department,: Such requests ahould sinply be forwarded to the proper de-~
partment for sction. Vhen ectlon by CIA in the field of & particular
department is required in order to eliminate departmental -las, each such
request should clearly be sc labeled. The planners and policy makers at
high level must be given fully to understand that unforeseen requests
upon CIA cannot be made casually if the Agency is to operate effsctively,
#ince intelligence production must have been programmed to be of high
quality, On the other hand, a considered rsquest from high level consti=-
tutes a mandate to CIA requiring amendment of the Program, if not pre-
viously foressen, tc provide for the necessary collection and production
effort, particularly sincs each such request poses the likelihood of e
chain of similar rejquests in the futwre.

10. The objections which are raised against the concept of a master
plan as an essential instrument overlook in the first place the axiom
that production must be programmed in order to be of hizh quality. The
objectors, in stressing that such & plan will have no immediate effect in
inducing a flow of produced intelligence to CIA, also overlock the con~
sideration that because what they say is true, it is all the more important
%o get the plan in operation as soon as possible 1n order to advance the
date of its becoming sffective. Poatponing action on a plan simply pgives
an ever longer life to chaos.
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1L It is true that a production plan such as visualised cannot
&t once create & full flow of produced primary intelligence to CIA.
But the flow induced by the plan, starting with a trickle, could even-
tually be made to grow into whatever aize stream is contemplated by the
plan. The plan should provide that while the flow is yet a brickle,
specific departmental support for each report or estimate would be
solicited by CIA. But as the flow incressed, the area of such specifie
departmentsl contriiutions would continue to decrease, mntil finally,
upon undertaking a given project, CIA's requests on the departments would
be limited only to insuring that the holdings of related departmental
produced intelligence were up to date. In any event, whatever depart-
mental support is solicited at any time, it should be prescribed that
the ensuing papers be final departmental produced intelligence, approved
by the intelligence chiefs concerned, to be used as griest to the CIA mill.
{In this connection see Heference (33}.

12, Conclusions: With the above discussion in mind, the require~
ments of & ULA master plan for production can be stated:

&, BSuch a plan should govern the entire field of production of
CIA and the IAC agencles, both as to area and subject matter.

‘bs  The plan must be coordinated with the Joint Chiefs of Staff
and the NSC Staff, _

ts The plan should key together CIA comprehensive production
with departmental primary production.

ds The production programmed for CIA should be confined to
that sphere for which CIA is legally responsible, namely compre-
hensive production with the addition of such primary production
a8 15 needed to fill gaps in departmental production or such as
falls in agreed flelds of cammon concern.

e. The plan should make clear to each of the IAC agencies the
requirenments of CIA for produced intelligence,

f+ The plan should include a time element which would generate
8 flow of primery production to CIA.

g+ The plan should provide a method of obtaining specific de-
partmental support for CIA reports and estimates whenever holdings
of departmentsl produced intelligence are inadequate to the current
projJect, such support to consist of appropriate papers in final form.

13s Recommendation. It is recommended that the CIA master pla.n for
production be ormulated in accordance with the requirements listed in
the conclusions above,.

L.
Approved For Release 2003/07/30_f&ﬁ?SOR01 731R003400070017-4

25X1



Approved F‘%Release 2003/07/30 : CIA-RDP80R01Z31R003400070017-4

Approved For Release 2003/07/30 : CIA-RDP80R01731R003400070017-4



Approved For Relggse 2003/07/355&RE$T%0R01731Rogg4ooo7oo17-4
6 Pebyuary 1950

Wa The Heture of a CIA Master Plan for Production
REFEREHCES Ky sssovanda for record:

{a) W Participetion in the Prepsration
and Estinates, 7 Osteber 1949
{v) mwdammmmm
duotion, 1L October 194
(o) :a-mmunummnmtw
Production, 2 Octodber 1949

« The of this paper is to supplement Reference (o) Wy
disens in somehat more detall what a CIA saster plan for poduc-
¥.en or sight be like, It 42 rscognised st the cutsst, bhowe
ey, thak tion in this wein by a staff officer is highly

0 o¥7or, and that only the producing ts of CIA have
wmm te to & full development of the concept of &

£ The foremost characteristic of & CIA master plan should be
ite slastiolly plrtieuhm in the early stages of its application.
umm swm;mum nore and more detall
mmm««mmgmw
mmmmmmuuummawm but
lasticlty should renain the foremost characteristiec. Id -u‘
nmbered, nevertheless, that "elaaticity” does not iaply a sacrifice
ﬂm;mmmt@ummmm

3s To put 4w conoeph of flswiWility in envtber way, a CIA master
plan for produstion should de s0 conowlved and 20 that 1%
would constitute & shaletal framework whioh would endure as as the
 basio global situation, Upon this fyemework would be hung the
wmwwmmmmm,hnmnww
Piay of inteynats

he mmm»:ormmmaummtam

miemmMudm guidance furmished hy the
wvirious sgencies whiol are sonsusers of produced intelligenos, the
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*Lragnentary | oe” i3 uswd

indioates t the Lregesatary is all that can be

wpected lines; sotually guidance say never bs recalvsd
sxoupt in the form of requeste over a period of tiss, on the dasis of
widoh future can be ' . The agencies frem whioh CIA
- HECy the X and the Dew

soklystis

s plans fon on for sach, Mmited strictly to what 1o

deeired mgm ot + Bsoh agency plan should be

prafaced by an s statenent, again in drosd terwe, of sxtra~
tun Uil for pr prodastion, Zach plan

shoold oover subjest apen prioritiss, o2 well an the soape
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8¢ After presenting plans for CIA cemprehensive productlon and
deparbaente MMMN,%»»MMMMW
Saice & oartain smount of actual programing of beth CIA and departmentsl
a@a&m The axtent of programing o be undertaken would wary in
we rospeote, Firet, it would vary in respect o clapsed time after
mma%mxwm.nmsuwmww '
 of Pian, pere and nole programming eould bs provided,

o o8 o

winte for shich osn be foresemn well in sdvsnos, and (2) thooe ¥ |

and sstimaten ,mwmmwm&aﬁwm«xn-
mﬁammm«uwmmm.

L 4
A0 mm:munwmuummuuum

wight de referved to 4s "periodic reparts ‘
Slon would comp that required t0 keep current owr mtionsl sstimate
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3.1 mmmmnmnmmwwnnm
'm » ®noe the requirsments coould be foresssn. Row

% to foresse, og mwuummmu
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UECY W "~
Chief, COAPS
Anglstant Dlrector for Reporis and Estimztes
Developuent of an Integrated Imtelligence Production Program
REFERENCE:  Your memorandwn to AD/ORE, same subject, dated € December 1949

1. Reference memorandum has been carefully considered, and your
sonments and suggestions are appreciated,

2, Kevertheless, the principlss and procedures for developing
integrated national intelligence production whiech were contained in
the serles of papers you have just examined, are still considered
valld by this Qffice,

3. It 1a therefore reguested that the CRE memorandum to the
Hrector of Central Intelligence, subject as above, dated 2 Decamber
1949, be presented for his eonsideration, despite your inability to
recommend all aspects cof our position. It is requested that you
advise ms of the date and hour at which this pressataticn will be
zade to the Director in order that I may attend with you.
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