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Orffice ofthe Director

of Central Intelligence

15 July 1975

MEMORANDUM FOR: D/DCI/IC

SUBJECT : Comments on Murphy 54

1. To my complete non—surprise, the
Commission's recommandation for an
estimative drafting staff has produced
divergent reactions among the NIOs.

Two of my colleagues have set forth
personal views, which I attaech. I do
not know what George Carver's view will
be upon his return from leave.

2. In this situation, we might be
well advised to cope with thz impossibly
short deadline by saying that we per-
ceive a lot of pros and cons on this one
and wish to cgasidernthe matter further.

: ﬂActing D/DCI/NIO

Attachment

cc:

A11 NIO's
EA/NIO
DDI

IC Staff4
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COMMENT OM MURPHY COMMISSION RECOMMENDATION 54

.

Taken literally, all the provisions of this
recommendation were carried out wnen the NIJ system
was established to do precisely these things. The text
of the Commission Report makes it clear, however, that
what is meant is the additional establishment ofF a
succassor organization to the ONE Staff.

It is indisputable that a high-quality staff
devoted full time to the drafting of Estimates would
produce papers of a high and steady literary standard,
Experience with part-time drafters under the NIO system
shows that the use of drafters detached from their
regular jobs for individual papers results in uneven
quality and generally poorer compositions tnan were

ILLEGIB obtained when a separate staff was dedicated to this
task.
g On the other hand, literary quality is not the

most important aspect of an Estimate, and drafts can be

improvad, albeit at some expense, by NI0s and the USIB

representatives. Furthermore, a staf? substantively

qualified to draft on the large number of geographical

and functional specialties relevant to Estimates nowadays

would not turn out to be very small. N s

S D aiang Ao

In an era of scarce resources, it makes sense to )

use {always scarce) quality specialists on various kinds

of intelligence production, rather than reserving some

for drafting Estimates. In most specialties, not enough

Mational Intelligence Estimates need doing per year to

justify tying up quality analysts full time. In this

connection, when the OME Staff existed, it naturally

tended to the overproduction of NIEs for obvious

bureaucratic reasons.

Analysts involved in analytical and production
efforts other than just Estimates are more in touch with
the full range of developments in their fields and can

Jh o & - 3 3 - :
Sf+on d¥af: more informed and policy-relevant Estimates

i 15 (AR e

than officers concerned oniy with the gestimative aspects ILLEGIB
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of production. Using Estimate drafters from various

Community production offices encourages a greater degree

of expert input and cross-fertilization of idesas and™

data than does the exclusive use of one staff, with

*the attendant burzaucratic tendency toward development

of "house" points o7 view. ILLEGIB
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SECRET

15 July 1975

MEMORANDUM FOR: Acting D/DCL/NIO

SUBJECT: Comment on Murphy Commission Recommendation 34

1. We have some serious problems with the proposed cozments
on Recommendation 54.

2. The draft comment assumes that the principal objsctive of
the recommendation is to improve "literary quality'. This is nowhere
said in the recommendation, and I doubt that it is what the Commission
has ia mind. The real problem is that preparing drafts by detaching .
people from their regular jobs often results in products of poor over-
all quality, i.e., failure to address thz right quastions, failure to
organiza the paper properly, failure to make ''tough estimative judg-
ments', lack of clarity and the like. The lack of literary quality
is only one aspect and, as the comment notes, not the most important
one. The basic difficulty is two-fold: Omne, writing an estimative
paper takes particular skills which few people possess and which cannot P//
be quickly or easily acquired. The notion that aanyonz who is suffi-
ciently "'steeped in the particular substance’ can write a gecod esti~
mative paper is just plain wrong. Two, the drafters are not literally
detachad from their regular jobs; indeed, our experience is that they 'V//
continue to give their regular jobs priority and must necessarily
treat the drafting of an estimate as an add-on.

3. The third paragraph argues that analysts involvad in analyti-
cal and production efforts can often do a better job than officers con-=
cerned only with the estimative aspects of production. Depznding on
what is meant by "estimative aspects" this could be a highly questionable
assertion, and it in any event makes a false cormparison, bacause no gone
is asking for drafters who are concerned only with "estimative aspects"”.
One can turn this argument around and say that quality drafting will not
result unless, in one way or another, we can get our hands on informed
officers who can focus on the 'estimative aspects' of analysis and pro-
duction.

4. The pronosed draft potas that tough estimafive indomenta
require that the drafter be steeped in substance as well as being a
good estimative writer. I do not know what ''good estimative writer"

E2, IMPDET

CLBy[ ] 25X1

SECRET

Approved For Release 2003/02/27 : CIA-RDP86B00269R000600030020-0



Approved For Release 2003/02{27.;, C}A-RDP86B00269R000600030020-0

-
0
I
B
m W

3 n

. Vhat is needad is a wman who not only is knowledgeable in

tive field, but who can also understand and express tha i1
£ the developments in his field, and, in particuler,
ful conclusions about the future. The present systen
papers is on the whole not surfacing such people and i
astublished that they exist in suiiicient quantity in the ana-
al and production componznts of the various agsncies.
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. The last paragraph of the proposed comment reflacts a state
which I find disturbing. I do not see how it can bz said,
t, that not enough NIEs nead deing in most specialities to

"tying up" (why not "using" or "employing") quality analysts
~time. This statement implies, wrongly, that all that is nsaded
actual drafting time. Ironically, after expressing thase reserva-
ions about tying up the time of quality specialists, the proposad
mcent, in paragranh 2, serves up the time of NIOs (and USI3 repre-
at es!) to improve literary quality, which "is not the cost im-
aspect of an estimate"
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ing that the rurphy Commission recozmendaticn
talk only about NIEs. Surely thare should be
of

other NIO-sponsored products, such as
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£opo comm nt
:out the qual ity
interagazcy memoranda.

7. Eaving said all this, I must confess that I do not know
ethar the recommendation of the Murphy Commission is the correct
solution. The small staff it proposes would have to ba substantively

ienteé. Furthermore, it could not be responsible for both 'drafting
and ""review'" of NIEs. DNor should the staff dtself report directly to
the DCI. It is hard to tell, but Recozmendation 54 seems to DPropose
something outside the NIO system rather than within it. All this not-
withstanding, 1t addresses a serious problem. If the Murphy recom-
mendaticn is not the answer, we should come up with an alternative
The proposad comment, except briefly intl irst paragraph, a:gues
g pa t

fir
T~ H 3 e e de
hat 21l i niogc 506,

National Intelligence Officer
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15 July 1375

HEMORANDUM FOR: The Director
THROUGH : Acting D/DCI/NIO and D/DCIL/IC

SUBJECT : Comment on Murphy Commission Recommendation #34

1. I wish to record some disagreement with the argument and
conclusion of the proposed response to Recommendation #3534, and to
suggest another line of response.

2. The argument in the draft comment rests chiefly on literary
quality and is addressed only to formal NIEs. Literary quality is

only one -~ and probably the least —- of several important criteria.
Moreover, NIEs are only one —- and in the present era not usually the
most important -- of several forms of estimative, judgmental and.

forward-reaching papers being done by the Agency and the Community.

3. The Murphy Commission Recommendation do2s not talk about
literary quality, and it is hardly responsive for the Agency comment
to dwell on it. I would guess that what it is talking about are
qualicies of brevity, precision, and analytical rigor -- in short, the
art of asking the right questions and giving analytical judgments and
differences of view with economy of words, clarity of presentation, and
relevance of argumentation.

4. My own experience as NIO in the past 21 months leads me to
the view that the skills required to meet these criteria are not the
same as those required for good current intelligence reporting or
political research, that with some exceptions they are seldom found in
the same analysts, and that in most cases OCI analysts are usually too
committed to other requirements to do the job as it ought to be done.
And this includes developing the skills over a period of time.

5. With certain notable exceptions, most of the major estimative
jobs which have been done well in the past year and a half, and which
have been done without inordinate delays, have been satisfactorily
accomplished because the drafter and/or the chairman had learmed the
business on the staff of the former estimates office. (¥otice I do
nor szv tha Basrd: it was the staff where fhese skills warse learned.
inculcated and flourished. We are still living on that capital and not
replacing it.)

INTERMAL USE CNLY
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6. Tt is of course true that NIOs and USIB representatives can
imorove the quality of drafts. They should and do. DBut experience
has shown repeatedly that unless they have a good draft to begin with,
they can bring it up to acceptable standards only at inordinate expense
in time and effort, often with exteunsive delays, at the price of slight-
inyg other duties, and with a final result that is less than outstanding.

« 7. The foregoinz is not intendad to argue for recreating ONE or
for a large estimative staff -- and certainly not for a staff devoted
only to NIEs. The argument that not enough NIEs are done per year to
justify tying up quality analysts full time on that account is quite
true. But it is not really relevant. NIEs are only a part of the
estimates business these days. ;

8. Moreover, the duty of reporting Agency differences, mentioned
in Murphy Recommendation #54, is surely one of the prime responsibili-
ties of the NIO and should not be transferred to anyone else.

What the foregoing is intended to suggest is that we should

9.
ir more forthcoming to the spirit of Recommendation #54 by:

be a b

— acknowledging we have had troubles (as the draft comment .
does);

—— stating that we do propose to develop (or are developing)
a small core of top quality drafters for estimates of all
kinds, including but not confined to NIEs;

—— that these will be charged as a first priority with
support of NIOs in accomplishing interagency estimative
tasks, as a second priority with other estimative tasks;

—~- that they may be drawn from whatever parts of the Commu-
nity have the required top quality;

l'—- that they will be attached to any of sevaral production
N offices for administrative purposes and be available to
help out there when not engaged on the above priority

tasks. (This is only to illustrate a minimum-change
option; I would not quarrel with a 5 or 6 man NIO drafting
staff.)

formula would improve and clarify a de facto set of practices which
Lawve hern evnlvad har which are workine now somewhat erratically and

with soma conflict and confusion of priorities.

National Intelligence Officer
for Western Europe

JINTERNAL USE ORNLY
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Memcrandum on the .(.ganization of the Governm<at for the Conduct
¢of Foreign Intelligence

Inquiry has been directed to me as to how I felt the intelli-
gence community should be organized to meet the sécurity needs of
the country, provide necessary intelligence resources for special
purposes, prepare objective analyses of intelligence findings and
estimates on international trends derived therefrom and other in-
telligence responsibilities. Inherent in the question was, "How
should intelligence be handled in view of the criticism of the CIA
which has damaged CIA's standing with the Congress, with our allies,
with the news media and, most important, with the public." The need
for a strong competent foreign intelligence services is obviously
necessary in our national interests.

My suggestions are based on three conclusions:

A. The image and the name of the Central Intelligence
Agency has been so seriously tarnished by reports
and accusations, most of which are exaggerated -
many totally untrue - but some bearing some
credibility, that, in my opinion, the name of and
the confidence in the CIA cannot be re-established
and, therefore, our national intelligence effort
must be restructured.

B. In spite of criticism, the CIA remains a most able
organization in areas of its special compstence.
This includes the capability for objectively analyzing
all intelligence findings and to produce therefrom
estimates important to the President and his policy

advisors. CIA's commendable achievements in the
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for the collection of technical intelligence -
comint, sigint, satellite and other aerial photo-
graphy - represents a valuable naﬁional asset as
does their skill in covert operational undertakings.
All of these assets must be preserved, encouraged
and expanded to meet the needs of our national
interest, but always properly controlled.

C. Intelligence is basically the responsibility of the
National Security Council (NSC). It should be noted
that this is an organization created by the Conéfgés, 
chaired by the President, with the Vice-President,
Secretary of State, Secretary of Defense and one
or two others as statutory members. The Director
of the Central Iptelligence Agency while not a

-
statutory memberA?s responsible by statute to brief
the NSC and theref%}e attend all meetings. NSC is
well respected throughout the country, has never been
subject to serious criticism and decisions made by
NSC have generally commanded the respect of the

Congress, the press and the public.

Since the NSC is responsible for intelligence, I suggest that it
is logical to create a National Intelligence Authority (NIA) which
would bz responsive to the NSC needs and would have a broad chafter,
encomoassing activities now assigned to CIA by law and the respon-
sipilities for the entire intelligence community now assigned to the
DZI by executive order of the President (this authority might be

P

"ied by another designation to include "Foreign"). Under-

¥

identi:

-
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standably, the responsibilities bf the CIA, which have grown out
of the National Security Act of 1947, as amended, should be re-
examinad and modified, if necessary. Such re—examination»would
establish the "Roles and Missions" of the new Authority.

The Central Intelligence Agency's organization would become
the organization upon which NIA would build.

The Director of NIA (D-NIA), appointed by the President and
confirmed by the Senate would be the nation's principal intelligence
officer; would be responsible to the President and have direct access
to him and the National Security Council. The authority of the
President should be absolute. To insure contimous surveillance,
this authority would probably be best exercised by a sub-committee,
not unlike the present "40 Committee" but formalized, expanded and
staffed.

The D-NIA would exercise direction and control over the intelli-
gence organization (formerly CIA) through one or two deputies
appointed by the President and confirmed by the Senate. The deputies
would actually operate the Authority and exercise control over the
intelligence community subject always to the policy guidance and
general direction of the D-NIA.

The D-NIA would serve as Chairman of the United States Intelli-
gence Board which body would be reorganized to conform to the new
pattern of organization, would be responsible for all national
estimates and special estimates and for establishing requiremeﬁts
and priorities for the entire intelligence community in such fields
as overt and covert collection of intelligence, comint, sigint, aerial

reconnaissance, etc. USIB would carry on other responsibilities now
assigned to it but all such responsibilities must be carefully
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The National Security Agency (NSA) and the National Reconnaissance
Organization (NRO) would be continued under the Sécretary of Defense
as executive agent. The SecDef would exercise his responsibilities
through an Assistant Secretary ofADefense (Intelligence) who would
be endowed with the authority of the Secretary, and, therefore, would
actually be in operational control of NSA and NRO from the standpoint
of budget, manpower, programming, R & D, etc., taking guidance from
an executive committee as discussed below.

An executive committee composed of the D-NIA as chairman and
the Assistant Secretary of Defense (Intelligence) would give guidance
to XN5A and NRO to insure that the requirements and priorities estab-
lished by'USIB are met on a timely basis and are not exceeded and also,
insurs a continuing research and development ?rogram. In exercising
this responsibility, the executive committee would understandébly
have a strong voice in the budgets of these two organizations.

The Defense Intelligence Agency should continue, the DIA should
have direct access to the Assistant SecDef (Intelligence) at all

irmes and should be granted broad authority over the Service intelli-

ot

Q

en

(9]

e organizations. This authority must be positive to avoid dup-
lication between DIA organizabion and activities and those of the
Service intelligence organizations.

The control of NSC over the NIA should be positive and shogld

be xnowvn at all times by the Congress, the press and the public.

-

This should be handled in such a way that the accusations of an

intzlligence agency being undisciplined and uncontrolled would be

-

disvoosad of, once and for all.
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Additional checks should be:

1. The President's Foreign Intelligence Advisory
Board (PFIAB) should be formalizea, made a statutory
body with members appointed by the President and
confirmed by the Senate. This Board should meet
regularly and should be sufficiently staffed to
insure the Board is reasonably informed on all
operations and activities of the intelligence
community.

2. A joint committee made up of members from the House
of Representatives and the Senate should be formed
to provide Congressional oversight of the intelligence
community. This committee should be well staffed
and should be kept currently and fully informed of
intelligence activities. Members of the committee
should preserve the confidentiality of information
given to them and such information should not be
passed on to non-members of the committee. This
joint committee should function as does the Joint
Committee on Atomic Energy. Oversight by this com-
mittee should be accepted as responsible oversight
by the Congress as a whole.

3. An executive order, issued by the President, should
carefully define the areas of responsibility of the
FBI and the NIA prescribing domestic surveillance
and counter-intelligence as an FBI responsibility

and foreign activities aof a similar nature an NIA
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responsibility. The organizations and their
directors must adhere to this executive order at

all times.

The above plan, which, in my opinion, disposes of most of the
criticism now directed at our intelligence operations, provides for
control by NSC, review by a civilian advisory board responsible to
the President and oversight by a joint committee of Congress. This
proposal does not attempt to dispose of the many problems involved
in the interface between units of the intelligence community.
However, it is my belief, from my personal experience, that none.
of these problems are insurmountable or would foreclose implementa-

tion of the foregoing plan.
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