Approved For.ease 2004/09/13 : CIA-RDP64-00654‘)0200170001-2 3rd carbon

SECRET

CH-.PTER IX

ARMY, DOS, JCS and USAF review(s)
completed.

Approved For Release 2004/&56RE\TRDP64-00654A000200170001-2




Approved For.lease 2004/09/13 : CIA-RDP64-0065Q00200170001-2

ORCANIZATIONAL AISTORY OF CTVTRAL INTELLICHNCH ADLNCY, 19501953

Chapter T¥{: PRODUCTI. 4 Cuguil ATION OF T.7- TLIGPRCE BSTTHATES

Contents
R Page
Status of CIA's Estimating Progrem and Procedure in 1950 1
Departmental Participation as of 1750 : b
Production Reeerd by 1950 8
Proposals and Initial Decisions for Contimuity and Chunce, 1950 10
teactivation of Intelligence Advisory Committee, Oct, 1950 2)
Fstablistment of New Office of National Tsiimates, Nov, 1950 27
Organizing and Staffing of New Estimates Office, 1950-1953 32
Initial Organization of CYE
Board of Hational Estimates, ONR
Estimates Staff, OME
Support Staff, ONKE
25X1A [ | OME
, Training Programs Affecting Estimating
Clientele and Scope of "Hational" Fstimates, 1950-1953
froadening Definition of National Estimates
Procramaing and Scheduling of Estimates
Format Decisions and Char:es
Clientals for Estimates
Geopraphic and Tepical Coverage of Estimates
Summary of Progress, 1950-1953
Changing Needs for Supporting Documentation, 1950-1953
Departmental and Agency Researeh Participation in Production
Contributions by Departmental Intelligence Agencies
Contributions by (IA Research Offices

Inter-Avency Coordination of Draft Estimates

[ |
[ ]

stimating In Felatlon to Operational Planning, 1950~1953
UHF's Relations with the Joint Chiefs of Staff, 1951-1952
Fxperimentation with "Net" Estimates, 1951-1952

ARMY, DOS, JCS and USAF review(s) completed.

)
Approved For Release ZO&EQ‘IRE*IA-RDP64-00654A000200170001-2




Approved For.lease 2004/09/13 : CIA-RDPG4-0065“00200170001-2

w

Chaptey IX
PHODUCTION ANDG CUCKDINATION OF INTELLIGENCE LoTIMATLS

vtatus of CIA's Estimating Program and :rocedure in 1950

By August 1950, when lenersl umith was appointed as Director,

CIA had had some h%~years orlexporience, under three successive
Mrectors, with the Governmanzfé experiment of producing intellie
gence estimates on o cooperative, interdepartaental bssis, His-
torically there was probably nothing oldef or more basic in
intellizence .ork than the ultimste task of estimating a foreign
power 's capavilities, veaknesses, and intentions. Only in recent
years, houever, had the Government sttempied a contimiing, crganized
effort at comorehensive cstiseting, in which *he Netion's totel
intellirence resources and talents, traditionally decentralized among
several depart:wnts ard sgencies, misht sowxhow be regularly brought
to beur, in a single integrated and objective evaluation, on a ziven
foreign policy issue or iﬁternntional situation. Such a concerted
spproach had been informally sttempted durin: Yorld ar IT by the
doint Intelligence Committes (JIC), which had been contimed after
the war, cven though responsibility for coordinated, interdeparimental
estimating was officially assimed to the Director of Central Intel-
lizence,

The years 171650 were experieptal <ith respect to this
nroblen znd marked by 2 measure of zecomplishment Withy perhaps, a

larger measure of v blems and difficulties, Responsibility to
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produce intelligence estimates on foreign preblems of "national®
significance, in "coordination® with all the Jdeparirenty and agencies
ecncernsd vith national sacurity, was vested in the €I, sveceswively
by ‘reazidential oriler, Gongressional statuts, »1d Hational Security
Couneil directive.t Under these dirwetives the sstndlished intelliw
gence orenches of the operating and planning departiments aand agenciﬂ;
wera axpected to contribuie o Cli-produced ostimates, z:d Lo pare
tidipnm in the deliberatlons leading to the final estirative con-
¢lusions. 4t the same time, howom; the existing prerogu-ives of
those agencies to produce independent *uspartmental® esiimates were
l1aft undisturdbed; and in practiee their cooperstion and attention
%o the tentrally sponsored program of coordinated estimating was
- not undivided, “requently iheir coopsration was .euly pasgsive,
Within CI? end CIA, the new ostimates progran was managed,
from 1946 to 1950, by a centrel production staff which waz inown
successively as the Central Heports Stafr (v98), February « July
1948, the ' ffice of “esearch sad valuations (CHE), July 1946 -

Janvary 19h7, and the Office ef feports and tstimstes, February

1 see sapectally (1) President Traman's letter of Jan. 22, 1946
(mcluniﬂaﬁ), ordering the establishment of the Hational intel«
ligence futhority (#14) and the Central intelligence Croup (CIC)g
- {2} HIA Virective Ho, 1, Teb, 19k63 (3) the Jational Gecurity ict,

of July 26, 1917, effective in Sept. 1947, wnich (among other things)
renaped I3 the entral Intelligence igency (LIi) and zave stetstory
recognition {6 the :(I'g responsibility "to correlste znd swaluate
intelligence relating to the rationsl security*s and (I} Nationsl
Security Couneil intellisence ireciive (BiCID) Hoo 3, -ec, 1947,
which implementsd that statute in relation to .IA'g estimating
reaponsibllities, {(Coples in SOUT/ME f1les, )

o> 2
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1947 - Nevember 1950. Fven uithin this staff, however, attention
to estimates was divided, becsuse ORE glse bad responsibilities for
other types of production such as pcriséic summaries, regional sur-

veys, inforanl memornﬁdn, snd oral briefings,

In the f&ll of 1949, lciipn} changes hsd been mede in the

organisation of the Cffice of ?eﬁértu iﬁd_%ﬁtiuates. The moat
important of them involved the crestion of e#n “"istimates ‘roduction
Board" consisting of the chisfs of all picdueing divisions and of
the two principal staffs under the cheiraenszhip of the issistant
Uirector. USubordinate to thls chenge was the formetion of &n
®gtimates Erench® within each of the producing divisions., The
intention of the reorganisation Qas to make the sgtimates branchoa
responsible for adequncyvand ascuracy of estimative material pre~
pared by their divisions, while the :stimates Produstion Loard was
to act as 2 reviewing esuthority for all ORE eaﬁinntive material,
in polnt of fact, however, this system was never fully utilized
during the year when it was technically in operation,

in July 1950, shortly after the begimning of hostilities in
Korea, the ’ssistant lirector appointed . “8pecial Steff” to essist
bhim in the review of current 1ntelligun§a and eatimstive material
concerning the Xorean sitnatien.l This move was undoubitedly prompted

by the urgency of demsnds for intelligence on Korea after June 25

1 o0 Uperating irocedure Urcer No. 15, July 3, 1950 (Secret),

in 0/UC1/65 files. See alsc two further orders: Instruction Ko. 27,
JBJ&' 12; and Order HNo. 1&, éug. 3, 19500 (Ibido)

x 3
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whon delays in praoductien th;t had fermerly been eomnenplice had
begun to seem inacmiseible, The Assistant iirector's thought sesms
.to have Lien thst if he himself, assisted Ly a steff o intelligsnce
satinators, gave suthoritetive considerstion to all metezrinl on Korea,
time otherwise spent in unresolved dinagraanont sight be zavad,

%ha "Speciel taff" wes not, however, the equivalent or the
“small estimating group" recomsended so frequently im 15h¥~1550.
For one thing, thie Staff did not supersede the “Estimates -roduotion
Posrd", nor did it in any way disturd the general organization of
0iid as determined inm 194S. It was emphasised, on the other hand,
that the Special Staff was a temporary device, concernmed only with
material arising out of the Koresen war. '

Inasmuch a8 virtually ail material being prepared by uhf in
the swaner of 1550 was related dircéﬁly to the war in Korea, however,
the Gpecisl Staff's responsibilitiea, as lemg a8 it was in existence,
were relztively comprehensive. It nnu’aviddnt that the Ltalf could
eeslly be transformed into a permanent sstimaiing group such as ON% _
was to become. On Ooteber 26, however, the Gpecial Staff wes abolished
on groundis thet the Korean emergency no longer required 1%.1

arallel with the preblem of internal organization was the
problem of dapartsantal‘partiaipatiou in the Czﬁ-sgensorea estinating
program. Ey 1950, CI: had experimented with a variety of procedurss
and practicee, including commitiee systems, formal correapondence,

‘and direct contact and liaison, to the end of promoting and jeproving

1 Qi Operating -rocedure COrder Fe. 21, Get. 26, 1950.

IX L
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departanental ecoperation in the naiiguulyiutinnting progess, end
obtaining a worksble consensus on contpewersial issues.

luring the peried 1546-1950, CIA hed been heavily dependent
on cther intellisence orgamisatiens for eil tyves of material to be
used in estiaetcs, because iti omn colleetion services neg not had
tiug to develop. This matariel,‘hiunvivg ceme to L. , in uart,
througn'regular ehammels primerily d&signealta serve Cli's current-
intellizence needs., iccause GRE ﬁad developes since 1947 as & re-
saarch or.anisation, it was able to g&rrive st gome conelusions
sPimerily on the basis of this material e storec in its own Piles,
Buppliemented through dirsct conBultation with snelysts in ot ner
a4enciea.  “orzal ‘geney eontributicns to aatisates slso fisured in
the process when they were orovided, onitg practice of dejending
on its own risearch, however, isc to criticissy {ineluding that %o
be found in the ‘ulles ieport) to the aeffect that Cia imored other
szencies 'n the sreparation of estinmites rather then leading them
in a cooperative effort,

“n the olher hend, however, there ecould be little questicn
that i attesxpted to take ol) relevant agencies inte sceount in
framing final drafts of cstimaton, ifter exparimenting for two
years with written cireulstion of drafts “for eoncurrence, dissent,
or comment?, i by 1950 adopted the method of discussing all re-
pered drafis with ad hoe committees made up of representatives
assigned frog all purticipating syencies, under the ehairxmenshiy
of a lsinterested 72 representative who hed had re serh o in

x5
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prepering the estinmute undir discussion. These commitiges~-made
up essentially of expsrts--continied to meet on the astisste at
iesue untll substantiel u;resaent . been reached by those pare
ticipating. sfter the final weeting & new draft was prepared by
2" vased on the consensus reached, ciicul&tad for final comment,
snd then sent offieislly to the 1i(C members themselves for coneurrence
or dissent, This was made particularly necessery by virtue of the
fact that members of the ad hoo commitiees frequently were not per~
mitted Lo speak offieially for their agencies, For this reason,
there was, of ?ouraa, no guarsntee that agreemants reached at
inter-agency moetings would be final, Frequently, in fact, depart-
mental intelligence chiefs, or studying drafts agrecable to their
subordinates, raised unforeseen cbjectiens. The ensuing effort to
redch agreenent, however (which was frequently of lony duration),
did not normally take place st the level of the departmental chiefs
but rether was handled indireetly through subordinstes in the foprm
of correspondence, telephone calls, or further aeetings of the ad
hoc committess. /it the conclusion of these negotiations 2 satis~
factory uraft would be produced or a dissent would become unavoidable.
CIA/CRE was norsally in a diffieult position in these negotiations
becsuss it could never be sure that concessions it made to dissenting
opinion on the part of one department mizht not render a previously
agresd <raft unscceptable to one of the others, In no csse observed
in the course of this study dic the 1AC itself meet to settile any
of these disputes. 7This was, cf ccurse, a cerdinal difference
between coorcination srocedures vefore and after Loteber 1950,

X6
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For ressons ag indicated above, it can Le seen tihst no single,
unvarying method could be made to auply to the yreparstion and coor-
dination of all estimates uring the 19461950 perfod. Iin very
general terms, however, the procedure in use by Uctober 1950 was
&8 follows.

A given estimate project was scheduled in OX” on the basis
of & request Trom the ASC or one of the operating departmaﬁts, or
on the initiative of CIA. Next, an ocutline of the “terms of reference”
was prepsred by OHE, cireulated to the departmental member sgencies
of the [AC, along with a request for contributions to the fortheoming
estinete. On occasion, &d hoc commitiees discussed terms of relerence
and the allocation of contributions before they were circulatsd,

%ach department was expected to prepare & contribution according to
its speclal field of interest. The principsl contributions came
from the Ltate, irmy, Navy, and Air Force [epartments; rarely from
the other inteiligence syencies in the Joint Staff, the stomic

inergy lommissicn, snd the Federal Buresu of Investigation. These
contributions were used by OR¥ in the formation of a draft estimate.
This draft was then circulatec to the departmentsl intelligence
agencies by OfE. Oki then called informsl meetings with IAC "working-
level representatives” st which conflioting views were aired, further
research invited if appropriate, and a consensus sought. After
whatever revision was indicated at this meeting, & final draft was
formally sent to each departmental intelligence chief, for the
written concurrence of that apency, or its comment or dissent.

x 7
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Fin:lly, the {inished estiliii nun printed and disseminated,t

By August 1950, & hundred sows .itinates hed been produced,
under Ci2/oun sponsership, aceording télVlriaaiona of this general
formule that hsd been followed uinneiiyhﬁ. Hore ressntly, during
the eight nonths mince January 1950, some 21 such estimates had
been ecapieted.z/ ‘o8t of t&q;t:éealt with Sovies Union or Soviete

controlled arees, or trouble spots on the Soviet periphery

/included, for oxample, was a series of estimates early

In June 1950 warning of the caming war in xerea. Other cstimetes

disgeminated in 1950 dealt with areaz of the ¥ree world, 25

25X1C

In eddition the following O..° estimating projects were under
way in fugust 1950, at verious sta;es of completion:

“"Prospects for the !efenme of Indechina against a
“hineme Communist Invasion* (0RE 50=-50), and "Frospects
for Chiness Communist Aetion in indochina during 1950¢
{044 5050 Supplement); requested Ly tate Lspartment,
‘ugust 1950; completed and disseminated on 3epteaber 7,
1950,

"‘robsble levelopments in Xastern ermsny by the
end of 1551 (ORE 3)1-50); initiated by c1a/onk, ay 1950;
Gomuletsd and disseminated Septesber 29, 1950,

1 The system described here was highly variakle. in assny coses,
the "toras of reference” end "oontribution” steps were omittaed,
Zach individual cstimate usually brought its own problems which
required adaptations of the syatenm,

2 Coples of these estimates, together with working pepers and
eorrespondencs, are in O/LIT/HS files.

X 8
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25X1¢
- Tluaseguences to the U, §, of Communist Domination
of Jeindend Loutheast ssia® (ORE 29-50); requested by
State *.ﬁp&rtmex}t, Jpril 19503 eompleted and disseainsted
October 13, 1550, with dissemts by State, iruy, and 7ir
Force. '
25X1C

"outh ~fricsn ‘olities snd U, &. Sﬁcﬁritw" {uid 27-50);
begun April 1950, requester unknmown; completed ond vissemie
neles vovember 17, 195C.

25X1C

) ”u&gt:ality and Third-Force Tendencies in wWestern
Surepe® (077 36-50); initdated by C12/C &, sy 1950;
completed and disseaincted lecember 19, 1550.

. "iepercussions on the Netherlands of Indonesian
independence” (04l 6~50); initisted Ly CIA/ORE, December
19L9; completed and disseminated iscember 19, 1550,

o "Soviet Courses of Action with fespect to Korea®
f?f* hbtsa); requested by N3G, July 195C; draft sent to
d55 in September 19503 end subsequently cancelled as a
foraal estiante.

‘ “rrobable ‘{titudes of llon-3oviet Countriss toward s

Ue 5o lecision to initiste Jar againet the Ussir (Duw 51-5013
initisted by CI?/07F, avout July 1950; draft completed
about Septenber 20, 1950; and subseguently cancelled as #
formgl satimate,

x 9
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Ptadg Proposals and Initial Decia;tgg_for :’:antlnuigg snd Shugg_

dhen General Cmith becams ﬁw, this 032 experimemt in
cooperative, interdepsrtmental estimating had been the subject of
eriticism and controversy for almoat four years. ?mpo}enla for |
sdministrative changes had come toth from within and cutside the
agency, vurticularly in 1949 and 1950. Ey the suamner of 1550, some
changes had been made, while others had bsen shelved or wers pending.
in September 1950, the outgeimg Director, on the occasion of I.'s
annual request for funds to the iresident snd the Furesu of the
‘udget, hed singled out the mana;sment of national estimating and
the need for "improving" the estiseting process as the number-one
mana g oment, problem of the ﬁgtmy."

Thnree major types of oc ntinuing edministrative protlens
appear to have been involved., !irst, how could the ostimates be
made more responsive to the needs of the white House, the Ketional
security Couneil, the Joint Chiefs of Staff, and the several opersting
departaents end agencies concerned with the netional security? Next,
how could departmental intellizence resources and telents be better
marshalled for nstional estime:ing? Finally, how could CI/'s own
staff for estimating be better orgénised and stuffed to serve the

camplicated purposes for which it was intended?

1 "Introduction" to CIA Budget Istimate for Fiscal Year 1952,
dsted sept. 1, 1950, Seeret, p. 10 copy atteched to CI7 Comptrollert's
"!istorical Notes . . .%, 1945-52, in
O/D1/15 files.

I 10
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Three sets of recomsendations cal rat  °; iiied in the -
national intelligence SY.M. éﬁfroum th® outgoing 4nd inceming -

iirectors in September 1950, a3l thr”#thm baving been dMbmitted

by outside parties, on the besiaatv»qﬁx-nyn and investigations of
CIA and t:.c departmental intolligerﬁ;.agemiea ndoin 1548, 1949,
and 1950. The first wes a repert of the mw Gomsirsion's sub~
comaitice or task force on natfesal ;”gj‘gy,‘kded by Ferdimend
“berstadt, prepared late in 1548 amd submitted to Congress by the
Hoover lommimsion in February lvh§y. 1 he sesond wag & report of |
the lullee lurvey Oroup to the National Security Council, submitted
in January 199 snd endorsed in principle by the NSC in July 19h9.2
The third was a ph:u for a *national intelligence sroup”, centained
ina sgart study prepared in My 1950, chiefly by Oeneral John
Magruder of the Defense Department and W. Park /rmstreng of ah}:
State Department, This last plan was 'ct;hutgtod to CI2 in July 1950,

1 the mmerstadt Task Force on about Nov. 15, 194E, submitted a
report 1o the licowver Commission entitled "The Central

inteliigense igency, Netionsl and Serviee Intelligence®, which com-
prised Chapter 1I (pp. 25-60) ef a longer report {(some 250 pp.) on
the "Hational Security Organisation” as s whole. (4 copy of Chap-
ter (I, undated, is en file in 0/T0I/EZR.) This report, which in
turn was trangmitied to Congress by Mr. Hoover om Jan. 13, 199,
remsined unpublished, and should not be confused with 2 briefer,
unclassified report, slso entitled "Hationsl Security Organisation”
(121 pp., 194%), published by the Hoover Commission as “ippendix "
of its reports, nor with the iicover Commission's own report to Con~ -
gress, alsc entitled "The Nationel Security Orgenisstien” (30 pp.).
Coples of these two published reports are in the CIA Library.

? Mulles Survey Group, Report..., Jam. 1, 1949, copy
in O/iCI/H5 files. ' ) - '

Ix 1
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and subsequently revised in eollaborstion with GiA offioials, in

ﬁﬁguét nd Beptember 1950,

while the thres survey'gragéu were far from unaningus in many
of thelr recommendations, they expressed & common concern for improving
rthé inter<departmental estinating preeess rather than serapping it and
reverting te a decentreliz?k‘qyatcn of departmental estimetes., The
Fberstadt comaittee, for example, had found the traditional systea
of departmental estimating to be deficient. It‘had.nriticiled the
military intelligence services for the wide diverzence in their
individual depsrtmental estimates of potentisl enemy strength, and
attributed this divergence partly to their "natursl service interests"
and partly to the "inter-service budgetary competition® smong them. 2
The berstadt comaittes had fownd, furthermore, that such inter-service
eatimates as were being coerdimated -1§han;tha lefense lepartment
by the Joint Intelligence Committee “contained so many inconsistencies
within & single paper thet it was considered valueless for planning
purpotaa.“3 The Dalles Group had questiensd the objectivity of esti-
mates made by the Joint Intelligence Committee and by the individusl

1 the plan, dated May 1, 1950, vas sent o the DCI on July 7, 1850,
by UnderSecretsry of State webb) eopy in O/ICI/HS files. Later versions
wers revisions made in collsboration with OIA offieials in fog.=Sept.
1950. Coples of these later drafts, mostly undated, together with
related correspondence, are in 3/ICI/7R.

2 Eberstadt Task Yorce report b De 4O, Dres
viously cited.

3 tu4d., p. Lo.

REY
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military services, and had nuﬂ.d tmwithin the State lepartaent,
"the poligy mekers are, for mmt part, their own intelligence
advisors,*d s

Yar frem sbandoning the experiment of CY/-supervised esti-
mating, the Ebarsﬁdt committes had nphntinlly urged thet CIA
“must . o . fulfill its responsibility l‘or central evalustion of
intelligence free rmvdeparm prejudice, econtrol, or bias,
whether resl or 1mﬂgiﬂ&d‘.“z In t.ha same vain, the “ulles ‘roup
had urged that the national imtelligence estimate become "an authori-
tative interpretation an: appreisal thet will serve as a firm guide
to policy-makers and plannera." CIN had the "asndate® in existing
legislative and executive Mttwa, the Tulles Oroup concluded,
to insure that the U. 8, Jovernmemt did have “adequate centrel
machinery® for '"the exasinstion and interpretaticn of intelligence
8o that netionel security will not be jeopardised by failure to
coerdinate the best intelligemee opinion in the country, based on
all availatle inf'ornstian."h |

The Magruder-Armstrong plan of July 1§50, had one farther
than eithery the berstadt oi Balles :lsns in proposing that the
scope of "nationel"” astimates be enlarged to include "strictly

1

2 Lherstadt Tasx orce report L pe Ll
previously ecited,

3

tulles Survey Oroup repert, previeusly cited, p. 69.

Dulles Survey iroup repert, pravicusly cited, pp. 6£-69.
hlbid-, 121 65.
IX 13
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political® and "strictly n(nw n_wﬁ, whenever such subjects

Were af nationsl pelioy intm In nﬁiw of existing directives
specifying that thess wers wnm the "exclusive cozpetience” of the
State amﬁ. iefense iﬁapaﬂm“,l the Magruder-irustrong plan pro-
posed that they be processed as “mﬁ@* ":"ntwtan. |

With respect to the pm of Cii's “customer relations”
with the policy echelems to which national sstinates wsre asddressed,
the iberstact and [ulles plans both had griticisss Lo offer and
some improvements to suggest. The Bberstadi comsittee had concluded
that CIA was not enjaying "the fll ecnﬁmv‘ of the Rational
Security louncil, and had *not as yet, with certsin encouraging
cxcept;ons, played mlimperunt hl.e in [ft_l] determinatiens®, 2
More specifically, the commitses cz-:l.m.{iea the CIi estimating staff
in OAE for not having develapad close smeugh working relations,
either with the HS5C Staff, whess meetings OR: attemded only "when
invited", or with the Joint Chiefs of Staff, with which CIA hed only
& temous ccntact.’

The committee also critdcized the polidy and operating sgencies
for withholding background infermation on the Jovernment's own opera~
tional activities and dceislau.h The Ebarsttﬁt somalttee concluded

b

2 tyerstadt Task Force repart previously
ﬂim, PPe 37"‘330 ‘ —

iraft of “ghtional intelligence group” plan, previeusly cited.

3 1vid., p. 32
4 rbie., op. 33, 37-38, S2.
IX i
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that " + - « 6ffective intelligence is peszible only when 1# is closely
linked with planning and poliey neking.® Furthersore, "if* CIA was
-to perform its job cdeegutcly, 1t "wast be awsre of , and part.iemh
in, the thinking st ail thoss [pelicy snd planning/ levels.® 1

The Dalles report, similarly, dad found & lack of eenfidence
in JIi's estimates, but attributed 4§ primerily to Cii's tendwmey
to take the initiative in lsunching estinates independently of the
departmental intelligence ayencies, and $o "sclect /Tts/ own subjects
and establish /ita/ oun prioritiest,? Like the ‘verstadt comaitice,
the lulles Croup critieized pelicy s8affs for withholding background
operationsl informetien from CIA, eand warned ayainst the da#gerws
tendenoy of Lhe policy staifs %o ignore estimates. 3

The ulles Jroup had 1ittle to recomumend, however, on how to
. meet the neads of the policy siaffs, except that CIA should rely
more heavily on greater pertieipation by the departaental intelli-
gence ngencics, inoluding their participation in the ;:lafnning of
estimeting projects and the seiting eof prieritiu.b

The Yagruder-irmstrong plan fer & "natiomal intelligence
group® had relativelﬁ little to say on this subject, exc'ept to pro-
pose that lhe advice of the Intelligence ‘dvisory Committee be

! 16ad., p. s2. |
2 Iulles Survey lroup report, previocusly cited, pp. &Y, 70, 72, The
3 v, poe 79, 60
L Ibid., 2 73,
1x 15
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brought into the ulanning of ostiantig‘ projects, snd into the
reviewing of any projects that milkﬁmib iiqitiatad“ by iZze*
Oreater partieiration ty the deparimental intellicence
agemiés st =1l stages of the estimsting urocess wes, msanwhile,
the major theme in &1l thre¢~§ots of propsosals, The tlerstsdt
comnittee had recommended that t&§ ocontacts between the Ci/ esti-
mating staff and the 140 2gencies be strengthened, and that the
Intelligence “dvisory Comaittee itkelf be convensd more f{requently

2 e

by tie .21 on substantive issues in specifis emtimates.
deparimental rescarch contributions to estimates, the sberstads
committec observed that both the depsrtments smd C14/047 frequently
"examined the same basic material", but conclu&ad that te “szome
degree® guch duplication was "inevit&blﬁ;ané even deairable”.’
anather than curtail C1/ resemreh, the "bersiadt committee Suggested
that ©I7's analysta be placed “in the message centers and secrs-
teriats of the departaents snd /military/ services, to sift out
really lmportant nmaterial for routing te 61&*.h On the controversial
issue of "political® intelligence work, shared by 14 and the itate

Jepertment, the ‘berstadt commlittee recomnended thet "z large pert®

1 “lan for '"nationel intelligenece group”, including both originsl

version of May 1950 and revised version of fug.-Sept. 1950, pree-
viously cited stove,

25

2 "herstadt Task ¥Yorce repert previously
cited), e 53

3 .
* 1kide, ppe Low=50.
k I.tiﬁ., L 5(30
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of State's intelligence research branch, which during the war had
heern o porh of 155, be transferred to C'{.{i.l

The Dulles Croup had come to somswhat different cénc].usi::ns
on how to itmrove departmental cooperation in ['IA's estimating nro-
grame ~ot only should the depz:rtmnﬁ *fally participate® at all
stares of the progranm, but all of them should assume collective
rasponsibility for the finished eatimates.z (F¥'s practice of
r2lying beavily on its own ressarch was categorically condemned,
s its procedure of eirenlating drafts of estinates and laviting
"a formal notation of dissent or concurrence” did "mot substantially
mitiyate" CTits *failure" to achieve full cooperation.:)’ RE's
"initistive® in selecting ssti-ates projects and setting priorities
on thew without departmental eonsultation was daap?x.c:«md..)'x While the
Tulles {‘ roup did not itranslate these indictments into a full posi-
tive statement of revised procadures, it did, in general, urge |
fuller narticipation by the TAT and its departmentsal mmﬁars at 811
stares in the estinating process.

Somawhat in the aame direction, but with propossls in fuller
detail, was ihe Magruder-Arastrong plan, which called for greater

participation by the departments, individually and through bhe TAL,

1Ib§-d.9 D {;O-

2

Dulles Survey Croup report (previeusly cited), pp. 5, 77, 63, Cl.
Thide, poe 6, 72, Th=T5.

} e
Prvide, v 2, 70, 72, The

v 17
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in CIA's estisating prosraa.  Ihus, the TAC was cisenisd ;a faavise”
the i:21 on sstimet:ng projects being 1#it§ﬁteé Ly o0, a5 well as
on lovernwent lens “which should be bssed . . . on eatim&tﬁa".l

The ectusl «rifiing of estigetes woule contimue to be hendled within
CIa, btut should Lo besed as fully as possible on "departmental con~
tributions, oral snd writtem, and [5@;7 deuartacnﬁal vigus . . o cone
gidered st nll stages of praduciign".z On the other hend, “depart-
mental . . . rescurces [should/ be subjected to adequate safegunrds
azainst Liss", snd [ii's existing intelligence rescurces should

3 ~The indivicuzl departments aust have

"continue” to te empleyed.
gn opportunity to review an estimste in draft stage, while the 170
would subject the final dra’t to *forngl review”, In e&dcition, the
12 should review research anc cellection inadequacies revealed in
a ziven estiasting oroject, and “advise” the NIl on cellsloration
with foreign irtelligence agén&iga for the sroduction of 'combined®
eatimntes,

Finelly, @s to 7Ii's internal organisation for estimating,
£11 tﬁr&a survey uroups had recommendutions to offer. 7The lbars#adt
committes, unlike the others, did not criticize (Q4&'s hLasic organi-

gation, with its geversal re;icnal tranches, its several branches

1 .raft of slen Tor "natiomsl intelligence group®, *ay and
fuge=iepte 1950 versions, previously cited.

2 1144,
3

i

1nids
1bid.
R

ix 18
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specialising in pariicular tepiesl fielde, and its planning,

reviewing, andi cditerisl stafr:.;

At the sane £ine, however, it
propoped thet 11 esteblish n ?intglligence gvaluation board® at
"g high level”, sresumably in od7 if net in the .irector's immediate
office, whers & mmall group ef highly eapable evple, frecd from
adninistrative vetsil", would be sssigned to "concenirate upon
intelligence evaiuation” snd be "set te thinking sbout intellligence
anly".2

The Iulles iroup, on the other hand, regarded 070 as the
§§Eg noire of the Jovernment's entire estimating systes, which should
be thoroughly reorzanised. It chargdd 7 generally with Uil's
"failure” in estimsting, "with one er two. exceptions, whose eccur-
rence was largely fortuitous®, snd socused ORE of having heen
sgiverted” from national estimstes to "the oroductien of miscellaneocus
reports snd sumnaries which by no stretch of the imagination could
e considered national eatimatea“.’ The sclution, accourding te the
iulles ‘rous, wes to divorce estimatin: completely from other types
of intelligence production, amd re-establish it in 8 new, separate
“stimates .ivision, Thet ’ivision would consist of "a snall group

of hizhly selected individuals” who would “review® the products of

the deperitmental intellizence agencles, dra’t the sstimetes frem

1 “berstact Task Force { veraion, previously cited),
Da 33,

2 Ibiﬁw, }")Q b;-
3 .

ity

.ulies wupvey roup repert (previcusly cited), .u. 5, 6, 70, 77.

Ix 19
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them, 2nd 2t various ztsges subject the drafts to review bty the
den rtxaer.;ts end the ,E:»‘:’;‘.1
| 54111 srother aporoseh to reorgenization was offered by
‘agruder cn! irastronz, in thedr plan for & new “national intelli-
rence group™, previously mentioned. like the athers, this plan
called for thne end of URF and for s separate eztimaling stsff/kff
>5lso cnlled for a comapsnion staff to be cencerned with current
intelligence, In {his plen, both the ”hatianal estimstes stsff™
snd the "current intelligence staff" would work in clese coopera=-
tion as Lwo complementary parts of 2 larger "national intelligence
group”s both steffs would be concerned with evaluating foreign
ecapabilities and intentions, &nd each staff in turn would werk in
close collatwration with the departacntal intelligence agenéies:
ope staff fros the iammediate viewpoint of current indlcetions; and
-the other from the more .Jetached "long-range” viewpoint of "well-
confiraed” estimztes.
Thus ‘ieneral Smith was confronted, botwcen iugust and {ctober

1950, with taree sets of similar but somewhat divergent proposals
afTecting the future course of (Ii's estimating progrsm and proce-
dure. Tokan together, these proposals coaprised a censiderable
body of informed opinion on the problem a8 & whole, and each report

carried & perticular weight of autherity with it.

11pid., po. 6-7, 77, €1, E3.
IX 20
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The “berstadt regort, for exasavle, =< ,cne to ongress the
year before, witﬁ the endorsement of the -aver -orzaiesion, and with
it, the implication, et least, tinat Uif would eventually be accownt~
8ble Lo Jongress on the recom:endations that the logver Commissicn
had made, _

The iulles report had been cndnréad by the Hational Zecurity
touncil, at least in principle, in July 19L%; and now (in ‘ugust-
Cetober 1950) the report had taken on a special persuasivenese, in
the sense that two of the three pringipal signers of the report
{(7llen 4. Iulles and william H. Jeckson) were in the process of being
appointed by the :‘resident as Deputy 7irectors on _eneral Omith's
staff. Jackson, in particular, is known to hsve urged the .ulles
report on omith, end recalled later thet he had accepted the position
of ‘eputy (to which he was eppointsd by the “resident in :ugust 1950)1
only on the condition that leneral Smith "reec end approve” the ‘ulles
report. |

The ﬁa;ruder~&rmxtfong alen had at first been rejectec by

fdalral ciillenkoetter (July 1950), but it had been subsequently

1 Un fug. 22, 1Y50, while Jeneral Smith's nomination ss [l was
before the ..enate, the «es8hington rost ssserted categorically that
Jackson had Leen arpcinted as ch;u{y Wrector of 24, “bout the
same time, ‘ribur Krock reported, in the Hew York Times, that
‘verell ‘arrimsn (a nember of ‘resident Truman's shite ilouse staff),
"had 2 nand” in Jackson's appcintment. (Hee scraptock of press
clippinzs entitled "CIA in the Hews”, 1950 volume, in the Cia

Library.)

‘2 distorical Lta’f interview with williem . Jackson, Feb. 16,
1955, in o/.<Ii/i files.

Ix a1
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revised Ly the Jencrsl Jounsel und otner Ui’ efficlals in collebora-
tion wit!. state and Lefense oflicisls, and by miu~ eptenber 1550
ﬁillenkoattér wag ready tc accept it. {m lctoker 3, 1us0,
s le JaCkBOR re&d.&nd comaenced the plan 8s a Ysound® one, and
had endorsed it for Jeneral Smith's conaidarution.l

Your days later, Jackson had agked (%I for its viéwa, 873 23

ticularly on & separste estimsting staff in Cii, and on (ctober 10,

" had received from Uii & “rough plan® fur & sepsrete "Office of

-stimates”, over the signature of its chief, fhecdore . 3ebbitt,

and his two senior agsistants for estimating, iludwell L. “ontague
2

and Like the ulles report of 1%Ly and the

"netionsl intellicence zroup” oslen of 1950 (which were cited), [i:'e
plan czlled for esteblishing the estimates function e 2 separste
comperent in CIA. n the matter of inter-agency partioipstion in
estinstles, the i+0 was to provide final review, while the cdetuiled,
continulng, dey-to~day job of inter-sgency liaison and consultation
was to be achieved, not by formal comsitteos, btut through & Jocrdina=-
tion and L;ainan staff in the new ’stizates (ffice. Tnis coordination

ataff would be couposed of full-time representstives frum tha other

1 Hemorandun by Jeckson Lo -Pmth’ Qet. 3, 1950. in 25 {]

Uf Gy Filed under “HSIID1950%. Jackson &n¢ Salth ned been on
duty in Cié since Got. 1, but were not saworn in until Uct. 7, 1950.

? temorandun by vsbbits, foatague, and [ Jto .eputy ~
irectar («illiom 4. Jackson), Uct. 10, 1950,] lentitled 25X
"“lan for & CI4 Uffice of ‘stizates*; copy in TS VEN

1x 22
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intelligence~producing a encies, znd of ‘stimaies representatives
who would be statloned at the majcr:inyeli§genc&f2§£§§ agzencies,
notebly at the Lationsl tecurity Coumeil #taff, the Joint Intelli-
pence iroup (of the Joint Chiefs of Staff}, ant the Q?fiée of the
secretary of lefense. Ui%'s plan also ineluded a current intelli-
gence division, accountable ta;;nd [ respcnsibla component of;tha
new :stimates Offiece. 4part Irom organizatinaal}particulara, e
specified three conditions which had to be met to insure greater
success in cooperative estimating: (l)rthc recruitment of sdditionel,
qualified senior pgrsunnnl far estimstes work, tut not from aﬁong
personnel "now im UIi%; (2) more adeguate research contributions
from the :tate snd lefense Lepartments, a condition /Which/ cammot
be met st present;* eand (3) "a cooperative attitude” smong those
departments and the other intelligence azencies, especially with
respect to the process of coordinetion of the drafts of eatimﬂtes.l
Jow importently each of the four sets of propesals just
. outlined Tiured in Jenersl Hmith's plenning during his first weeks
in office, is not entirely clear from the records seen in this study;
and whether he was influenced by &till other scurces oonpiniaa is
not known. The .ulles report was apperently feremost in his .:ind,
aud central in Jackson's thinking as well. Thus, on Octocber 12,
Ltmith expressed his suherence to thet report, et is first APDORIENCE
at the sectings of the Netional uecurdty Jouncil; anﬁ sgain on

Uctober 20 he declared (this t.me at 8 meeting of the Intelligence

1 roia.

IX 23
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idvisory Jémaittuﬂ; siat the BSC'e previous chiwrscaent of the .alles
report, in 144y, constituted t;’xé governing direciive on aise ot the
gane bime, oo annouheud thet (s hea "terminated® further considerstiion
of the State~.:lense nlan feor a "nationel intélligence groua’, #ith
tie soregwent of those departimsnts.

Tne swover ﬁomniasion recommendations were not cited &t ail
at the meeting of uolober 20,2 nor sii;ﬂﬁﬁ's reorganization plan
of Lctober 10. It appears, nevertielese, from zaith's decisions in
_etober snd November, and in lster modificeticns ip iy51 and 1952,
that elements in CIA'S new orgamization were derived from &ll Four
Slens. |

In sny case, two major ateps were taken imuwediztely that
stemned directly frox the .alles report.;'vﬂa wes to reactivate the
intellisence  cvisory Comsmittes (beginming on Uctober 1z, 1550) 28

the Tocsl point for departaental partioipatien in estlasting,

1 .irutes of 1'0 meeting, .ct. 20, 1550, in two versions {"rough
notes” aznd final copy as circulated), both in O/ICI/HS. At this
neeting neral onith sumserised what he hsc sald ai the #i mesting
on Gotober 12,

2 ibide Although the mimnutes of Cetober 20 indicate thet leneral
saith made no reference at that meeting %o the isover comalssion's
survey of Ci4 in 194t (the .berstadt Tesk Force), he nevertheless
xnow of the purvey and had read the report. Tmus, tWo months before,
at the ~enste hearing on his nomimation in sugust, he hsd singled
out the :oover .oasission's report as the one item of "homewcrk®”
he hag reed 8o far, along witn the directives and statules covering

T
g e |
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especlally for interdeperioc ntal éelibsration on the figel gr;?t

of the estimate., The cinal wie to establish & new JJitice of satleral
stiastes (on Hoveater 13, 15:0) as tﬁé;fuC&l codint witndn J for
Yne drafting of estiaster and tue plenning and supurvision of the
estimetes orogram enerally,

Tha Intellisrnce dvisery Committee, made up ol Lhe departe

mentel intelligence chiefam :nc ﬁreﬂid&é over by the 0UI, w88 not,

of course, ¢ new inter-agency cowaitbee in the lLovernusnt's intelli-
senge orgeniszation, but its p&rticipufion in the estin: ting process
wag & new departure in october 1950. Initially Jeneral lmith first
“convened the LSO for ecoordinatiem of estimates, on uctober 12, 1550,
in particular, to Jiscuss and approve the finsl crafts of several
astiastes on;Eir satern situstion, which had been prepared by ir
{uncer its estsblished procedures) for use by the resident ai his
fortheoming suke sland conference #ith Jeneral %acﬁr:hur.l Trus
Wwas insu urated under the J£4, 8 mebthod for hermenizing 2nt regon=-
ciling conflicting views, for increasing the arca of sgrecment, and

for increasine the sense of desurtmental participation snd inter-

departaental cooperation.

wneral baith convened the 1:C, for the firat tiae in his adminis-
tretion, Tor the “preeise” purvose of working out Var -ast estinstes
for . resident Truman to take slong to weke Islend, ond this meeting
led to bLhe “first resl coordination of nationsl estimates in the
history of . ... irtelligence®, it was said later. (See menorandunm
by Le De tirkpatrick, "I/'s ‘ole . ., . in . . o voordination®,
undated, stout iove 1951, | oo Lj copy in 25
v/ .01/, filed under "5ii7,) Tee alse U/ 1/ B study concerning
estimptes of Jhinese omsunist Intervention in the Koresn war dated
() AN 1’?:;:70 A

Ix 25,
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Ahhnhe nexd oo mseting, on Uctober 20, Jrvasan sregented a
restatenent of uis theory éﬁ;nationnl estimatin:, cn. ensral Smidiy
fellowed with @n outline of srogedure eslling henceforth for formal
i sction at adaitional sta o8 1QQQ£; estinating process, ‘encee-
Tordis tie 710 would bé invited to participate in the ~lanning of
estinmsting “rejects, to the extent of reviewing and adopting & oro-
Jset list end sevling %rioiitios in 1t, i#mch department was asked
to submit project proposals by the next ﬁ@eting, to Le sdded to the
liet tiel was meanwnile to be srepéired by OHis Likewise, on the
vlanning of terms of yeference for individual érojacts, Jeneral Smith
ennounced that the L/U henceforth would discuss and pass on the "frame
of reference and . , agsumptions on which the estimate im basad;ﬂl
(This sten wes revised in sutsequent wecks, however, to provide,
irstead, thart js0a estinsting steff would first discuss esch set
of terms of reference irformally with the working-level reurcsenta-
tives of the ‘epariuents, and refer to t&e 140 only those drafts of

. , 2
terns of refersnce un which agreement eould not be reached,)

1 Anutes of 10 mesting, Cet, 20, 1550, in o/Lo1/is.

2 “noiete 26, the 150 consicered and e.proved terms of reference
for estimates on indo- nine anc Jermany, snd went on to &zree on
the general urinciole thst terms of reference should not, however,
te inflexible, thet “the exparts should be a.lowed some latitude in
WOrking cut necessary changes.” (“inutes of Iic meeting, in 1:(
secretariat files, in Uxi,) ‘arly in lecember, UN: proposed to OI0
that draft terse of rofsrence "1eed not be clesred in the I/.
unless lssues cvise at the working level", and this procedyre {en=-

dorsed by Uil on lec, 6) was ausroved bf the 1’0 on Dec. 7. (Sce

aemcrandum by - 1L to LICI, Dec, 6, and I/C mimutes, -ec, Ts
I7=1=10y both in U/ 0I5k, )

X 26
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In other aayrcta,ithe,procedure outlined on cctober 20 was
not unlike existing U:: practiem; czliﬁoulﬁ sasiyn contributions
tc the IAC masber departments, ;;aap,t deadlines in ?connultnticﬁ”
“ith them. Upon the completion of the firat draft of the eztimate,
LA wauld send it to the depertments for review, commint, and
“further discuswicr, if required.® The "second, or later drafta
il recuired,” would be aubmitted g¢ the 1.0 itself Ffor "finsl
bni@cussicn, resolution of differences, and approval," in sccordance
with the srecedent z:t on (etober 12.1 ‘

i any remaining cifferences eould not be resclved there, the
estimate would be issued with “motation of suistantial dissent and
ressons therafore,” For “crash® estimates, such as the Far rastern
reperts conpleted on Cetober 12 for the “resident, a special mecting
of the 14U would be convened k) the IXI, whereupon agency represen-
tatives (thst is, from CI4 snd the departments) would be “assigned
al ence" to nroduce & draft, and the 150 would receive it for
"cigecususion, revislion,and appruval.“z

The eastablishment of 2 separate estimating staff within SIate
orgenization was leneral Smith's second major decision, announced
first on Jetcber 20, 1950, 8t the {fC weeting with the departaental
intelligence chiefs, and agein on Hovember 13, to the staff of Cls4,
«nether this reoryenization was to ocnsist simuly of a re-neaing of

the Sueclal Steff, which had besn established within 4ui in July 1550

b otmutes of 10 meeting, Oct. 20, 1959,[::::::] in ofii/fhs files,
2 ) :
Thid,

X027
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to sugervise the &stim&tidéip;agrlm,rgr whether there was to be a
liquidation of Ui and & ¢onnlatt,61§urca of estimsting from Oii'a
other production functions, was nni;‘imedia'tely clear, however,
from two versions of the sinutes of the aeeting of clober Zu which
heve survived,.

‘ocording to one which wes repdrted Ly one of the ‘ruy
observers preaenh,l Oeneral Smith called (:X "the hesrt an: soul
of i/ &nd of the netionsl intelligence machinery,” which he uro-
posad sluply to divice into twe divieicns--a *Divislon of stimstes”,
which would nendie the estimates brogram, end & "ivision of Hssic

2

intelliigence,"”" which would “confine" its sctivities to oroducing
reports on "subjects assigned specifieally by law to CLli." ‘U.ithin
the new ‘stimstes .division of iKY, Gnﬁéfal Smith went on, &ccording
to this version, there would be estatlished "& panel of five or six
individuals constituting the tep brains™ of the new estiaates orgsni-
zatione omith had been "looking bard for & retired General or
‘dmirel" to head the division, 8o the frmy's minutes reported, and

he had attempled to recruit /‘dmiral Leslie Stevens, recent laval

fttache a8t fodcow. while .mith was continuing his efforts to "per-

suace” Stevens to cone to (12, he wes @lsc Ysnxious to zet leneral

1 Fiough draft” of minutes of £70 meeting, vet. 20, 1350, sizned
by vele . . towzs, = in O/0CI/45 files,

2 shether the phrese "lLasic intelligence Livision® was used advisedly,
in ite technical sense, to cover only the lational Intelligence Surveys

{(see Chapjter VI , shove) s Or whether it simuly denoted & general
regesreh divisic.. in Ui, 1s not clear from the ainutes cited above.
I1x¥ 28
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éfflarmo fef Husbner o Le a member of the panel, and sousibly
L fead the division.“l o

in 3 later edited version of ainutos of the meeting on
Jetober iy £3 eirculsted atcut Noveaber 1,2 the new estimates
2Larl was lobelliev or an entirely seperate office--the "Lffice of
Hationsl !stiactes,” rother then & new division of Gilkg énd the
research ccmoonents ¢f i, which Jenersl .mith had proposed to
call the “Fesic Intelligence idvision® of Litny WAre pow also czlled
& separate offloe-~the Jifice of Hesearch and Neports. resumably,
Jenersl saith was aore certain by Hoveamber 1 that Uif shoulu be
liguidased and replaced Ly two new cifices. Ho menbicn was nade
in the revised minutss, ‘wwever, of any board or panel of esti-
MILOrs within Vs new estimazing orgenisation. Nor wes tne
sesren for on “seistant  ireotor of Oko mﬁntianw,:" presumably
heceuse, by Novesber 1, ‘enerel Smith hed settled on thne appointe
ment of «lllies i, Langer.

sefther versien of these decisions of Cctober 20 indicated

whetner jenersl .imith exuwcted to keep & current intelligence staff

buiouzn araft’ of wiiutes of 1°: seetimy, Got. 20, 1950, |
nprevioualy cited,

2 tevized “raft of minutes, labelled "IAT=ved", dn G/ICI/HB files,
inis typescript, with longhand chenges and carrying the oririnal date
vetober 20, zo.arently was the finel dresft fros which a “"stencil was
ceut? and simeoirashed coples prionted for ¢irculstion, nsrobably sbout
Yove 1. [ copy of the srinted ainutes is in I/ fecretarist files in

410
Wiilee

3 eid.

Tk 29
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in CI4, anc i 56, 5ow it was to be related to the estimotin: Tunction.
4 fow deys leter, however, on Hovember 7 and £, » "ecurrent éiviaién”
sppeared nf & cuagonont of the new Officc ¢ oilunsl -stimetes, on
Lwo sucvesaive drafts s??prc;pa; sed organization eharl of TIA's pro=-
duction uf?iees;l and a few weeks later, siiortly after UN was
offieinlly esterlished, such a éﬁ:rent staff wes actually instelled
in JH., by the tronsfer of sous 3G fbrmar agsbers of UHEVs current
intellizence group.z Thas the issue of current intellizencs a#peared
to bte settled, st least for the tiae being, much slong the lines of
("8 recommendations of otobsr 10, rather than according to the
iulles revort (which hed questioned UI4's need for that activity)
or the Ltate-iefense plen of September 1950 {which had called for
& current intslligencs staff fm €14 tut one thet would be co-equal
with the esilmeting staff),

ine cther item in the planning bein: dene in the fall of 1550
might Lear mention with reference to the later development of ii/I.
£ preliminary version of the Agency's new organisation chart, whieh
had appsarad on November 7 and 8, 1550, showed & “leputy ‘drector for
hetional Istimates", &8 superintending not only ONZ but the other

production officas as well, together with the Office of (perations

1’;9& provosed charts for (1) ClA as a whole, Hov. 7, 1950, and
(2) ciate inteiligence offices, grouped under a proposed " Ceputy
{drector for Hational :stimetes". Copies of thiesec charts are in
DS PoeMSe file, and in ‘nnex B, below.

2 see below, Dp. 35,

IX 30

neY
CIA-RDP64-00654A000200170001-2

~
Approved For Release 2004/03&»:‘




Approved For.ease 2004/09/13 : CIA-RDP64-0065‘Q0200170001-2

and the Gffice of ‘ollection and Disgeminstion.: while this chart
wag éiilr adopted, it zrobably rafln.qu gﬂ.ﬁthing vl the iﬂﬁortﬂBC&
attached by the ‘irector to hia @stinigﬁig~tasnansibiiity waring
those critiesl weeks. Furthermar&,.wiéi the eat&blisnménﬁ of &
eruly drecler af intelligence sons fourteen months later (in Jonu-
ary 1952), aomeiiiin: repeabling the 1950 roovssl was actuslly
inetelled, Heanwhile, the sag,méj’ vireetor, <illles 4. Jaokeon, proba-
bly seve sore then 8 proportionate share of hiu attention frosm ‘oto-
ber 1550 to iugust 1951 to the e’fairs ef $he new .ffice of Hational
stimates, ttus schieving sonawhet the sawe purcose, |

in spite of the cstablisbment of 2 new estineting ¢7fice, there
wag & substantial thread of eoatinuity with thu‘ﬁaat sxperience of
the ‘sency with this yroblén. While Ciii wes Tormally liquidsted,
with the announcement of sovember 13,_195#, its job and resources
were not ebandoned, Its experienced eaiinatere wers to bécnéo the
rucleus of the new (K3} some of 1t8 srocedures and methods for elloiting
interdepartmental cooperation were continued snd othere revised, fou,
at least, of its pending estisstes were continmed by ChE &nd wers con-
f#leted in the weuks end months ahead, and 6ias&minﬁ£eﬂ under the new
formet of *pational intelilgence estimates.” It was alsc apuarent
thet man; of the substantive and adainistretive problems confronting
%o in the next two years were nol unlixe those that had faced 0%

before it,

1 hee propeged UF orgenisation cherts dated nov, T end £, 1950,
eited sbovae, . )

X 31
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Crgenizing: snd Staffiquth. Hew “stimeter o i{ive

Heacing the USfice of Nlt;gnii fatimstes s ‘ssistant Direetor,
beginnl on Nevember 13, 1955,1'ulszqr. “illiam L. .anger, who esme
to Ji° froa darvard University end wio brought with him both & dis-
tinguished secadewic record in history and intermetlonsl relations,
and‘thﬁ intellizence exparience &f havin: headed the wertime Research
snd fnalysis treneh of 0SS snd (for some months after the wer) the
Stete  epirtment's intelligenca resesich brarnch, / few days 1ﬁﬁsr2
he wag jolned by Mr. Sherman Kamt, professor of Listory on leave
from Yale uUnivereity, former instructor et the Hoticnal dar .cllege,
and, like lanser, & key officer of the wertime intellience production
group in L. auring his firs. weeks in N5, Kent was designated us
2 “consultant” in (%73 atout _ecember 1950 he was ramed its :eputy
fasiatant Cirector; &nd some tnirteen months later (in Jenuary 1$52)
he was appointed ssistant iirector, upon Langer's return to ;wrvard.h

Cui's tatle of crganisation was evolved during the first woeks

of the revorganizetion, in November and [ecember 1950. it was described

: tangerts appointment was zanounced in enersl Urder ho. 37;
Tove 13, 1450, | |in LI+ Gecords lenter,

2 Rent csme to Ci4 in Hov. 1950, sccording to & Hew York Times
article zhout nia nublished Jan, 22, 1952. (tee press-elionping sora -
book, "UI4 in the News, in I: Library.)

3 rent's title “"consultant® wes used in virlous 5% memorsnda curing
aie firat weexs on cuty, for exauple, on iec. 15, 1950. (See 08T
fehrone filev, in ORY,)

h’ﬁﬂnt‘s anpointuent as fssistant .Arector was announced ty the
il deuss on dens 21, 1952.  (Kew York Times, Jan. 22, 1952, in
sresg-clinein: seranbook cited sueve.) The Li's formal hoties to
Cthe Ui stafP has neot been Found. : '
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by Langer as &n "incredibly simple® internel organization; in sizs,

“"one of tne smallest zﬁbsponEnq§7 in CIA,* and "chicken I'weu by usual

Jovernment standards.® 1
while the size of ONi's staff Was lerger than iLhe preceding
estinating group in L. (the "Ilpecial 5taff"), it wes cunsiderably

smailer than any of the other production offices in the ‘.cency in

Jeneral Laith's 4ime,

zation for N[, in Jam 25)

1 “XLemporaneous resarks Lengsr £1 JTH's Agensy Urientation
sonfersnce, eb. 13, 1951, on disc recerding, in OT: files,

2 .
"Table of Crgenization for the (ffice of Hational ‘stimates®,
dens 17, 1951, 3o0., | | in UKL %chrone file®,
3 ‘lemorandum by “dainistrative uificer, (N, to Mr. 25X1
"Table of cryunization Gffice of Nationsl . stimetes", 7arch 22, 1951,
L-ppe, | |in Ux7 ®earono file,
L

7 Urerponnel ceport, (ffice of National Istimates, #s of 17 Feb.
1552," b oo, [::::::] in UNE “~hrono file”.

s-ﬁgmoranéum ty -eputy /sosistent Director of ¢HE for Administration

to tneelal isalstant for deinistretion, (/ffice of

.1, dans 29, 1993, in GHK "chromo ile,.®

X 33
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25X
Gelected aembers of the former estimsting staff anc certain
other intelligence officers of the now-liguidated ... constituted
the nucleus of the staff that was initial iy recruited for i,
between Noveaber 1950 znd Jenuary 1951. 25X17
.1 OliYs T/C for Jsn. 1951, cited asbove. ln lec. 1950, the ICI-
bad &skec Lhe Cecratery of efenge for | ot ricers® 25X1A
for estima?en work. (vee letter from i1 to Secretary of .efense,
fecs 26, 1950, | in 0/ix1fs8, filed under
"eusrtument of “elense, Lover . uu,ort.")
2
25X1A
w8 L tables of organization, March 1951 end Jen. 1553, cited atcve.
N
25X1

X 3,

V- .
S ,
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Ly ‘eren 1¥51, srineipal

estimetlin: cersonncl on full-time duty im UN- had come from this

original O: «rouwy, =nd emong them was represented, 88 Kent put 4t

Ieter, & "consicersble experienge in writing estimstes.”

L

aring

vhe next two years, aluost helf of these Uil-trained men, together

1

The [xi's decisgion to place the current intellizence function

in R: was not cnnounced in hie Jenersl Crder of Wov. 13, but it was
probatly slreasy eettled hy thet dete. Thus, two days laser, NE
asked the .3 (xecutive to transfer | bo (i, Bpe=
cificeally tu head thot function, #nd on lov. 22 it submitted & list
of [ Iformer k. employees | | "o
constitute &« .urrent intelligemee Cteff" in UHE. (lLee memorandz by
fasistunt irector of UNT to £l Ixecutive, lov. 15 and Kov. 22,

| in (N2 "ehrono file®; ged also “hapter VII, sbove,}

L

‘e fent later recalled tc the HL/I, in fug. 1952, that the "entire

starf" of K-, wnen it wes irst orgeanised, wss recruited from within

TR,
.
(ree

tius coarrying lorward “considersble exverience in writirg cstimstes®,
his mese to L, fure Ly 1952, in 0N Ychreono Tile.Y)

ta 35
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with a good number of clerieal and administrative psrzaanai who had
also been obtained from Uif late im 1950, remaized with the new
Fatimatea Cffice, The oihers wers meamwhile released for overseas
duty, for duty with other headquartaru>affieara, or for what Hent
called ressons of ”1ncompttih&11%y.”1
The other fnll-#ime pereonnel, who made up the staff of OKE
in 1951 and 1992, were for the most part new %o CIA.Z In addition

to Langer and fent, those appointed to senior positions during the

firet yesar wers fros ‘uka Hn'lvarsit.y;3

k?ua the University of ”alifbrnia;h

[Feston ln:vlr;s amd

he internal organization of ONE, as it developed in 1751

and 1952, seemed to follow partly the experisnce ot URE, partly the

Y Ioia,

2 Thess men were brought into CIA "systemsticslly,” -artly as
"auw blood” aad uartly because of the Jifficulty of zetting “"releases”
for existing ClA persomnel from other offices, snd the net result
waz "an optimum balance between 'old handa' an? 'new blood,' so
Zent observed in Auz, 1952, {Ibid.)

3 cawe in Dsc. 1950 and served until sbout Hay 1951, and
thereafler was shifted te e part-time consultant basis because of
. iilness,

2‘[:::::]cnmu in Jan. 1951 and a year later beoame the Jeputy
Agsistant ‘irector, when fent moved up to bscome Assigtont Uirector,

5 zerved from about Karsh to June 1951, and then became &
part-timé conaultant,

6 These men caze ilater in 1951,

I 3%
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lulles and ‘terstodt recommendations of ASh9, and artly the ideas
of iahger and his lrmediste advigers., The general outline of QNdits
orgsnization was apperent shortif:arzer its establishaent in
vevésber 1950, and provided for four principsl components concerned
with the estinrting program, together with s fiftn cosponent, the
current intellivence staff, which resained sttached to - until
exrly January 1951. uf thé four compenents for estiasting, three
were fixed In ONY'a table of arganization on Jenuary 17, 1951, aa

- follows: the Board of kational fytimates; the istimates otall
(divided into a Jeneral “roup, s :peeialist aroup, snd g “ilitary
Jrouply snd & Cupport Steff (with three branches for editorial and
reproduction services, resding roos services, and information

1

control).

The fourth component, consisting of 2 oanel of part-time

consultants 25

25X1A did not apgesr in the table of organization, Lut

it hsad bren snnounced by Jenersl Smith on [ecember 18, 1950,2 and

‘ 1‘“?at1e of Urganization for the Uffice of Nationsl sStimntes”,
X 1 Jen. 17, 1451, | | 1a OKZ “chrono file.®

¢ Jeneral uith arnounced to the Azsistant irectors on .ec. 1&,
1550, the farmation of what he called a "consulting board, to meet

%’ff)“ A  periodicelly] on estimating probleme, and that
25XTA IW nand others"
teen or were being appointed to that boerd. (“inutes of It
b1 staff conference Suedel, [ 1in 0/i<I/¥i,) tarly in 1951,' 25X1
withdrew from the | — (S0e memorancum by Ul' to somD=
25X1A troller, ilarch 7, 1951, and meacrsndun to LICI, iov. 29, 1550, both
X 1 in O "ehrono file”.)
X 37
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and by May 1951 1%, too, was in qpuratiqn as @ recoznized element
in OHE'i*organizstion znd procedura;%ﬁ§§xh minor changes'tﬁis was
in general the outline of CHE's argghiaatian during ite first
two £nd one half years, to Februery 1553.

‘ar the four caaganentilufﬂosﬁ, the new Bosrd of kational “sti-
" mates became, in effect, the senler staff in OKE, with the finsl
responsibility for reviewing, revising, and aporoving sll drafts of
svstinztes written in CIi before they i;iokqphaittsﬂ for formal
inter-departmental review snd approval in the 1iC and releaszed by
the :Arector for dissemination. Uenersl Smith apparently had had
such a senior steff in mind when he spoke of the need for what hs
calléd "z panel of five or six individuels constituting the top
breins" in the estimatin: prosram, in his reorganisation plans out-

iined 4o Lhs T43 on Cotober 20, 1950.2

25X1

2 5ee minutes of 140 meeting, Det. 20, 1950, im 0/0CI/HS. widle

this concept of an internal besrd or panel was not specificelly wmen-
tioned in the lulles report in 1y49, it was singled out for special
recomsendation in the :berstadt committee's recommendations, previously
cited sbove, ifowever, in the preliminary organisation chart for ONV,
early in Nov. 1550 snd a wesk before the new office was launched, no
such top panel or board was mentloned, &lthough the chart did show @
“menior staffr, (Jes uroposed CIA organisation chart, licv. B, 1950,

in Annex #, below.) Dby isc, if, 1950, the idea was revived, when
Jeneral smith announced to his immediate staff that a "high level
board" was telng estoblished within DONF. (lee minutes of XI's steff

conference, 5i-t=1,[  |in ofIaL/En.)
IX 38
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In its nroce lurey the new Board of Haticnel wLimsles operated
largely by collective deliberation in mmch of 18 werk in the next
iw& veErR.  In nembership and crganizs’lonal status because 1t was
not 2 tysical board in the ususl governmentel wesning of the word;
that is, 1% was not @& committes whose meabers were representativ&s
of differznt azencies cor reprcrentative of various sststlished points
of view, ¥or wns it comperable to Cii7's esrlier expeériment of 2n
eetimates rroduction besrd, which had beeh mace up principally cof
chiefs of TAt's research divisions and tranches who had tended to
reprepent the particular regional or topicsl fields of research
specislization for which they had individual respepsibility. TInstead,
the new eera, presided over by the !ssistant ‘irector hinself, was
pee uh entirely of senior stalf members of "¥-, most ¢f them ssrving
under full-time CTA sppointments, who were expected to hsve z Yzeneral”
and “mature® point of view towerd the interpationsl problem &t hend,
langer deseribed theam as intelligence officers with leng experience,
acacemic men with extensive knowledyge of intsrnational relations,
and former military officers w.th "global® judgmcnt.l

Ferhans the name “board" wses originally attached to this group
in order to zive CIf's estimating procedure asn a’ditionsl measure of
prestige; te mateh the formal committee review by the Interdepartaentzl
Intelligence dvisory Committee, Thus, lLenzer, szt one point esrly in

Jamasry 1951, secmed to repsrd the internsl board snd the externsl

1 ixtemuoraneous remarks by sillism L. iLsnger, A5/ /ut, Feb. 13,
1y51, at OTits 4pency Crientation Confercnce; on disc rescording,

in i Tiles.

IX 3%
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comittee a2g comawhet competitive, unen he sxpryvuia zoae skepticlsna
at "the stility o tne I40 o o o to keep pace =ith such 2 high level
zroup” as his own "high powered estimbtes board, "

In eny case, the membersnips of tLhe Board, like thet of the
evher components of JHE, wes saue up, from the beginning, of "aold
hends and nuw bloed,” as Kent later cheracterized oNG's entire ataﬁf.a

in eneral Lmltnt's snnouncement on lesember 1C, 1950, he listed

lr, Langer {the neu ’'ssistant Arector}, Ir. ient (about Lo be

ap.ointed nis Ceputy),

a8 the initial members of ihe anrd.B :1sc included,

virtuelly from the beginning, Jere the twe serior estinastors fron

the now-1%5:idated o ’-~Ludwell L. ‘ontague

wao almost immedistely became the hioerd's

sxecutive Sﬁcretar}.q' 11 three of these i "aluani" served con-
tinuously on the leard during the next two yeors ol the present study,

&g well &8 during the period following. 211 originel members, however,

1 “inutes of {7 staff conferences, Jan, 19514 in OfiCL/H.

2 . ) - i mern T 1e e
tee memorendum by Rent to uh/I, fuge 1, 1952, in QKR
“chrone file”,

/ 3{;inutes of ((I's staif conference, lec. 1§, 1950, li-Hel, in
Y PN S

4 Fosition during JFE's first weeka wes "Ipecial fasistent®;
beginAing oCe 25, 1550, he was called !xecutive lecretary of the
Beard of Helionel “stimates.  Jee verious wemorenda, lec. 15950, in

4° "chrono file".) On Jan. 4, 1952, wis re-cesisnated leputy
/gsistent  ircctor For ‘oministration., (hotice 5«52, Jon. L, 1552,

o~

| in 017 ‘ecords (enter.)

¥ Lo
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except Kent, denrrico eventually in 1951 and 1952, wut continued to
serve ONF subsequently on rn s#wiscry, part-time basis, Lhroaghv

(HFtg "poanel of consultants,® jeseribed below.

25X1A

[ ]

At first, the National ‘stimates Beard's single, domirant
function was to review, discuss, and revise drafts of estimates
written by the "stimates Staff, and this remained ite continuing
responsibility in 1551 snd 1952, In this task the !oard!s procedure
was somewhat akin to the academic seuinar, in theat the one or more
members of the . stimates 5taff who had worked on the draft were
ususlly =lso present, during tae Hoard's delibarstions, to defend
their conclusions and their evaluation of the evidence on which the

estimste wan buidt-
ix L

% ’
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The Board alsc ndopted 1 second type of meeting to whi‘ch, on
8 glvan draft esti-wie, 1t invited "woridng~level® representstives
of the coptrituting groups in She 14C agencies anc the i/ resesreh
offices, In this second phase sf}daliber&tian, the Moard carefully
edherai Lo the theory (in its orozress reports and formal carres-
pondence) that it wos simply iaviting “6onsideration“ of the estimete
by tae devartmental renresentatives, and not asking thew for their

1

“apurovalts T Yet this auvditiemal step; of infurmsl consultation wes
& vitsl step in the preliminsr esordcination of & given estimate,
snd wes recarded as a peycholo ically important factor in promcting
B aoirit of inter-sjency cosperation.z

The Torrd 2lsc soon entered the roview phase of other stazes
in the estimsiing process, espeeially ot the significsnt first sten
of estimate making, when the torae of reference were being formulated,
This functionlof formulating the proper freame of refersnce and
asgumptions in an estimate~<"acking th: rizht gueations"--was zt
first, in tctober 1950, yieldec by enersl Smith almost completely
to the 240, as o step to Le taken in formal committes; but on lioven-

ber 2, he re-sssignad the job, dividing it between Ci4, which would

SEg EiU=nves {progress resorts) aac Us.o eorraspondence with 140
agencles, in Oyt files,.

The ucard of hatlonal “stiaates slso ceccasionelly invited to its
neelings .overnaent officisls from outside the intelliyence orgeni-
zation, @.., ‘oreiyn lervice officers from the State . ejartment,

in Zepte and Jet. 1552, (see 042 "chgggg_{;lg;ﬁl_k__ | 25X1

1 .

X L2
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henceforth draft the terms of rqferencé, and {4, whieh wculd review
t}"}.ﬂmol
with the establisiment of ONY later in Noveaber 1950, Lhis

procecdure war further re-defined, so that the job w#s left almost

entirely to (1A/OKE, excapt that the IAC would review any essential

differsnces of opinion hetween Ji aﬁ&»ihe depertaental represen-
t.atives.g ifter mid-lecember 1950, the function of reviswing terms
of reference belonged to Lhe Burd of Wational ‘atimates, end the
drafting of terms to the istinmates Staff, Here s;ein, as with the
drafts of the estimates themselves, the Bosrd normally invited in
to the discussion the mpresémativﬂ"k of the 120 departments to
whon contrivulions were to be‘lasigned,j end only rerely, in 1y51
and 1952, were the terms of refersnce epoealed to tﬁs 14l

ine¢ Board eventually served as an advisory sta’f to the
fgBistant .irector on other aspects of UN:'s work. Individually,

the bosrcd members were ziven specisl tasks on occasion, such as the

assignments to at different .

times in 1951 and 1¥52, on the continuing problem of lieison with
the operstionsl planning groups in the ‘efense Lepertment, discussed

wmore fully later in this chapter. Collectively, the foard deliberated

1 inutes of i’ meetings, ixt. 20, Get. 26, and Nov. 2, 1950,
in I40 Seecreteriat files, in OHE,

2 Jinutes of 70 meeting, lec. 7, 1990, 1:0~4-10, in 25
¢/re1/ b,

3 See (N correspondence with IAU ajencies, 1551-52, pvergim, in
OR- "ehrono Tlles.

b

Gee 1A mimutes, 1551-52, paseim, in /101700,
| IX L3
'al "y .
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on the lists of nonding estimates projects, including the anmual
programs of estinmates beginning early in 1952, They also received
new requests for estimates; though these required final I/C apuroval,

The RBoard also served as a forum for staf discussions with
the Estinates 0taff and the assistant Director on & wide range of
other problams that were incidental to the estimating job, such as
the quelity o research contributions, ccllection overtones and

deficienciss, dissemination poliey, OlFE's relations wiih the con-

tributing and operating agencies,

The Goard was slso responsible for reviewing and approving
for release, types of intelligence evaluations other then formal
estimates, which were produced from time to time by the Fstimstes
Staff, such &s the many intelligence memoranda written for the
Directort's use independently of fermal inter~departmental coordina-
tion, and the various types of prepared comments on NSC planning
papers that were referred to the NCI for intelligence appraiaal.l

The Estimetes Staff became the second echelon in ONE. It
was in this Staff that the estimates were actually drafted; con-
tributions from the departments and CIA's research offices assigned,
received, and studied; and the day-to-day consultation with the
contributors carried on. Ths Estimates Staff was headed by Fay 3.

Cline from about December 1950 to about May 1?‘51.{

1See files of intelllipence memoranda (other than estimates),

prepsred by Estimates Staff for the Board of hational Estimates,
[ [Ln ONE files.
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GCline was sacceeded first by "tbot .. Smith, then

by ¥illlam . uncy, and again, by Swith.

The “ntimetes Staff wes orgsnized st firet, late in 1900,
simply as 2 smell group of senior estimetes writers, leeving to o
segarate proup of anaslyste ir OHE's support firanch: the jot of undar-
taking whatever nesess:ry supvlexentary reuaﬁrch gnd spnalysis waes
required in the courss of constructing an astimete. [n Jamuary 1551,
however, the ‘stimates “toflf uas réorg#niged into three groupsy a
Jeneral .Jroup, consisting of the "generalists®, who resained réspon—
sible for orafting the conclusions and the discussion eection of the
estinete; & bp&ciaiiat droup, consistinﬁ essentially of research men
(formerly in the Support 5taf?) expert en partioular aress or topics;
and e {ilitary “roup, which was to aaﬁyrise the working level repre~
sentatives from the ‘ray, Nevy, snd ’ir Force who (it wes originally
planned) would oe permanently stationed in Gé&‘ﬁ'.l

“f the three groups in the :stimates Staff, the #ilitary Jroup

hac the shortest history. Originelly (in iecember 1950), it had

been planned taat | ef ricers would be assigned Tull-time

e B ;
Lo CHT, T in order to “give counmel on military, naval, and air

1 "lelle of Urganizstion for the Offics of Kationsl #stimates®,
dane 17, 1951, | | -n Ol ®chrono file®.

X iS5

SECRET
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matters znd critically review the contributions of the lefense
srenuies” submitted to 9&%;?"1n sractice, however, 1l did not use

e &

i

esboniivaly er ag regularly as planned, "because of 1
depepaence on L Tarvice/ representatives sent by the [ . agencies
to qur flosxc7 wwetings to sresent She viewpoint of their respective

» - ,u? - s » M ) L3
X1 a:encields” " - ororeingly, the officers involved were aszigned

to reguler sisi'f Lositlons in the pecialist Group of the stimctes
Stalfy wnere Lney porformed o variety of useful tasks, btul tasks
thet were not one of "representing” thelr home departments.3 felde
from the sersonzl capaitilities »nd quelifications of the individusl
officers tnus swsisned full tiwme to .4, there was 2z growing feeling
of dissstisfaction with their positien in ONL, In Cotober 1951,
Genzral nith guestioned whetner ONU wss using them "to the full
extent ol thelr csapsbilities,” and he 2sked Langer snd sent “to

exaaine the present method of using Service personnel in staf

X1A 1‘ﬁﬂmoranﬁum hy| |to ~hief, “ilitery “ersonnel
X1 iivisien, foril 30, 1551, | [4n OKF "chrone file*,
2 Ibid.
3 ibide For exampla, | Lhc was assignesd to 25X1
""" fTom the ‘ir Torce, was RsS18Ling on Tar -astern estimetes in
uril 1551s  cimilarly, | from the Nevy, wee 25X1

sssigned in July 1951 to The job of attempting to improve UKE'S cone
tact and liaison with the 1nt¢lligance and olsnning echelons of tha
Joint Chiefs of Htaff {de wore fully laster, in this chapter);
and the next »onth, wWhen was deteched from UWI &t the end of
his tour of Jdut cver this particular problem. (See
meaorandum by to vhiefl of ilitary ‘ersonnel, .ept. 11,
1951, | | #nc other correspondence in (5. Yehrono file",
Jﬁly, 34709 1981, i

EES S

iz L6
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assignments.”l In subsequent months, ONE reliterated its need for
Pilitary wositions on 18 table avarganizaticn,| | 25X
2
i | but spparently did not find it necessary to

change its preciice of assigning them to the Specialist roup., In
eny case, ! did nct restore a eeparate "ysilitary Croup”.
With the abandonment of & separste ‘ilitary Jroup, the - sti-

metes Ltaff developed, early -n 1951, im two parts, a Jeneral Jroup

and a Specialist .roup, end tils arpapgemwent persisted unchsnged

from about Merch 1951 until after Februery 1953. This internal
organization wes largely one qt administrative convenience, however,
wuich in practice wes frequently ignored. /s a pragtical matter,
these twe .roups, rather than being sepsrated, were brought together
intimetely in the course of a ;iven estimstes oroject.

‘ctuel preparetion of estimates was by small specisl committees
(called "Task Teams") made up of one of the "renersl" group &8 chair-
man, with avsistance from several "specialists® ansigned for the pare

ticular project involved. The cheirman wse given zeneral responsibility

for seeing thet, first "terms of reference" and them & draft estimate

would be brousht before the Board an¢ afterwards before the foard's
meeting with the depsrimental representatives, This tesk, in point

of fact (once departmental aceignments had been sgreed upon and

1 Minutes of IXI's staff ccafercnce, Oct. 22, 1951, S0=M=29

in O/ISI/ER.

2 ‘lemorandum by ONE to Chief, Military ersonnel idvision, ‘ay 26,

1952.[:::::::]in LN “orrono file4,

IX L7
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dspartmental contrivbutions had been receiwed by HE ), was largely
ane of synthesizing four separale stuliee into 2 single brie? slate-
ment of the rese at hsnd, re;resenting an estimate that might be
avreeatle to the Hoerd, the depsrtmental representatives, snd finally,
the Iafl, This synthesis was usually undertaken by the “ gk Tean®
chairman who, owever, could not hope to produce a fully valld atate-
ment without reference to hls "tesmmates” who specialized in area
and functional mowledee and the immediate sources thereof,

After the Tirst seversl months of ONE's experience, there
seemed Lo be no longer any debate on the old questlon whether Clatg
. gstimatine staff needed a complete resesrch organization, The
'mlles Oroup had seversly criticiszed O7E for havingz “eonfused" esti-
mating with research, slthough the ORE proposals of Uctober 10, 1950,
nad strassed ‘he need for "research sunport,* Genergl 'mith and
¥r, Jackson, in their plsn of October 20, had gone back to the ulles
repert in calling for 5 clear-cut divorce of estimating from resesrch.
Alonz the seme lines, Langer, in his first weeks in OHf, announcaed
that UM: intended to do mo "substantive research” on "regional” or
*topical” matters, and he expressed impatience, at onﬁ point sarly

in 1951, with the need of supervising sny additional staff in ﬁﬁ.l

1 fxtemporzneous remarks by william j.. Langer, Feb. 13, 1951, at
OTH's Agency “rientation Conferencej on disc recording, in 25X
UTR files,

X L8
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The ctober 20 plan was subseguently moaifie:d, however, to
tne sxtent first of providinzg an "inalysis Oroup” in Vi'3s new
Support (taff snd than, about mi-i-Jamuary 1951, re-naming these ONE
analyats a "Snecialist Gr@up‘ and shif. ing them tc the [stimates
Snaff;l THE thus had & small graﬁp of apecialists immediately st
hané, for the purpose of anniyzing deparimental research onm which
OME primsrily depended, As indicated laeter in this chapter, ONE
relied ever rmors heavily, in 1951 nn811952, on both the research
offices in IIA, especially OSI, ORR, end OCI, for supplementary
rasgarch bearing on particular questions arising in pendinz estimates,

ihe third snd last full-time component in CHE's Lable of
grganigation in 1951 and 1952 was the Support itaff, In (NE's
original table of arglﬁi!ltioﬂ,z three branches wers to wake up the
Support Stalf: an inalysis Branch, consisting of research assistants
for the istimetes Staff, mentioned above; 2 Publications Iranch,
which was made responsible for arranging for the reproduction of
finished estimates by the Agency's printing plant; and an Informs~

tion Control Hranch, which was to log in and out of HE all

L yemorandum by "“illiam L. Langer, AN/NE, to ‘D/A, Jan, 17, 1951,
subject “Table of Organization for O/NE,® in ¢HI "chrono
f1le.”

? o Table of urganiszation of Tec. 21, 1950, mentioned in ibid,

IX L9
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departaentsl aoﬁﬁributians to estimates, and to mmint=in » relerence
file of sslected intsllizence u(tcﬁ.ﬂlils for consultatior i; ine
stimates Utatf and the foaerd,

in subsequent revision: of "%¥'s tsbhle of argenizction, the
support Ltel! unterwent some changee. In Jonvary 1951 the ‘rnalysis
Zranch, #8 indiceted suove, wam shifted to the siiastes tall,
where it became a Upecialist :r;ip of research sssi&tants.l The
information :ontrol Lranch was divided, also in Jeonuary 1y5l, to
inclade 2 .ezcing “oom Granch containing intelligence reference
aaterials torrowed from the ‘gency's central librery and elsewhers,
for tie convenience of the members of Lhe istimates :;;t,afz‘ &nd the
hoarﬁ.e “inally, some changes were msde in the ‘ublications Lranch,
which frranved for the reproduction of the finished estimets by the
fpeneyts orinting gl&nﬁ and provided the necessary Lyping, mroof-
reading, and vditorisl services incidental tovpublicatinn.3

aardng; its first year, the ‘ubliceticn® Brench was staffad
beth with clerical sersennel :nd intellisence officers, sugzsesting
that 4 may heve plenned on & kind of editorizl work on estimstes

that would he more thsn stylistic, and somewhat compsrable to (:itm

1 “enorandus by Lenger to .../2, Jan, 17, 1951, | | ibid,. 25
2 2bide .ca alsc report of UK. "Ad Hoe vommittee on eading .oom” ,
1 Fele 21y 1953, | b astached to (KD Staff semorepuvuam k. 333,
“arcn 11, 1%53, 16 .0 TileS.
3 tenorandum by Langer to . .ufé, Jan. 17, 1551,' |in 25
sHEL Mehrono [ilen,

I¥ 50
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practicc -reviously. pBut 1! 1552 the persoanel of that “ranch had
baaa converted entirely to & clerical baau.l cresumely Lhe.
:nblications “rench wa# not ex: ,m.d t*° pﬁrmcipat.e L. the estimsting
rocess until the estinate was real? for the printer.

These tLhroc service bremches of 1%, although formsily and
Collectively c=lile the Suppert 8taff, were never he-ded by 2 separate
~nief serving fulle-time, de, thay were at firat superviaed by
& menber oF the istimates kta" 2s pnri of nis cther duties, and

later, by early 1953, seem to hove been re;arded informally es a
group of Auministrative services attached to the iwediate office
of the ‘=uistant L’iractur.2

7 Tourth component of wﬁ’“s orgvaniution for estinating was
i%;a ¢rnel of Lensultsnts, firet ”nmmtd ty Tenersl Smith on Decem-
ter 10, 1950.3 The idea of heving sttached to . %' an advisory panel
of cart-iine eonsultants, made up of distinguished and ex;erienced
men from cutside the Tovernment's intelli once enteryrise, was, of
811 the develouaents in ©4+'s organizstion, the cne entirely new
deperture in O..'s estimating arograme. ®¢ such panel had bveen part

of “uo's nermel estimeting procedure daring the ymré 1546-1950, nor

1 tee M tavles of organisation amd personnel rosters, Jan. 1951,
farch 1951, VYeb. 1952, darch 1952, previcusly cited,

2 tenor endum by cau/if i/#dmin, to bpseial 4ssistant
for ifdministraticn, Gfilid, Jéne 29, 19)3;:111 CKe "chrono file".

3 ¥ utes/uf }w 's staff cenference, Jec. b, 1650, SCesxel,

1x 51
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had one besn recommended {n any of the severel sets o reorganisation
L . )

o

propesals confronting Jemeral Saith im Ootober 1550,

The first sopcintzents %o bk‘ ansgl of Consultents included

ILLEGIB

nd exypert on the Soviel inion;
2

I

25X1A

in 1;51.%  cenwaile, other appointments were made, esrly in 1551,

he¢ ‘ulles repert, the ‘Lerstadt report, the iiste-iefense
plan for 2 “neisonal intellis: nee group,” epd ORits plan for the
new “stimetes Urfice sulaitiec on Uet. 10, 1950; pravicusly dis-
cussed, stove, ’

idnutes of [ staff ccnference

|:| in /51

3 tudid. | |had baen recomuended te UNY by the Consultants

25X1A  zned ltself 5T ITs first "orgenimationsl aeetling” late in Novem~
per 1¥50. Lar.cer regarusd nis &ppolintuent a8 sn "extremely impor-

tant" ene, in the interest ef fagroving SlA's relatiens with those

a;encies concerned with sclentific intelligence; and urged lensral

3aith to convey the invitatior to! peraonally. (Hescrandum by

ianger te [0, Yov. 29, 1950, in CNZ ®chrono file",)

_ u HY told Lbe “amntroller, on March 7, 1551 (by mesorandum,
ivid, ), that 1d declined te serve |
tut that he w - asbly caonsult, gratis, with "I, U5, and
ebhizr Mpency cowponsnts, "in other ways’,

Y .. kg
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. . . I {
GHEYS Jenel of Consultants utnrggyat convenad in 3y 1y51,

to rivcuss the pending revision of the ;eneral estimsteé of the

crusbilities and Intentions ef the UuLl (NI =241,

] Daring the next two yeurs

they wmet on the average of once & wsonth, They usurlly =et, nob
by themselves, but with one or more UKR Rosrd and asmimétes stafy
nenbers,

ihe agends of .N.'s Comsultents usually consisted of the
drafts of one or more pending estimates nearing completion, on
wihdch the ‘anel's function wes to provide additionmal independent,
eritical review, %he .2nel's deliberations did not, however, con-
stitute & furmal step in O[2's review urccedure, Unly rsrely were
its meetings noted in OEI's paricdie progress reports circulated to
the (4O msmbera;z and aspparently the ‘anel was never exopectod to
share (1''s responsibility for the finished eatimatea,

“he membership of f7's Jonsultants .snel expanded somewhzt

in 1552, &nd by early 1553 it totslled twelve men.> ‘nong the new

1 The Janel's.first meetin.; to consider = spreific cstimate was

in 42y 1951, but 4t had had one preliminary meeting, late in Yovem
ber 1%50. ({iee correspondence, previously cited, above,)

2 Geg 17l i's (Orogress reports), 1951-52, paasinm, in U§- files,

3 ee uk:r lists of consultants dated ey 21, 1551, lec. Y, 1552,
and Feb. 2, 1$53, in ON: "chrono file”,

1z &3
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appeintaents in 1352 weruJ//

Aﬁ sractice

of edding such clstinguished sssdemiclans snd men of mblie effeirs

to UNE'S roster of part-time consultsmts was regarded nob only &s
a prreficst ey to solicit their sdvice when it wes eotuelly needed,
but also & cevice, sa &' later theorized, for recruiting and treining

hew men for possible full-time work on the bosrd of .ctionsl  stimates,

for example, did "graduste" later (in 1953) from

the apel to btiae Bosrd.

“n the other nend, still other new nart-time sppoirtazents to

the were 14 "alumni® who had retired from full-time

WOk with the cstimates program and who took on «hat misht be called
2 "reserve’ ststus. smong these appointees in 1952 were -illinm L.

LEREer, the retiring ‘seistint drector eof G4, former iumbassador

(till other new -snpel menbers in 1952 wers

wino 81l hed previcusly served

on full-time besis in other iniellicence capacities closely related

to sstimating,.

parte-tise consultents wers

also retsined by <FE from time to time for a variety of suecial

IX sk
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purposes. -or example, theee of its Hoard member:

and wers placed on & part-tise basis in 1951 ond

1952.1‘ 2o eceasion, certain specigxiéte were temporarily stisched
to the Board for c.nsultation on a specific estimate., ouch wag Lhe

case on un stiaete of Soviet eir defense capstilities (Nir=60, pt. 1),

for which {NU retsined three saientiﬂtl/

to hel) resclve a con-~

fllet of opinion wetween the ir Yarce, en the one hend, end CjA

and the avy, on the other hand,

vn &nother gecasion in 1552, OX¥ retained

# former Jourd member, &8s & “"consuliant in connectlion with & study

of estilmstive language used in ﬁlﬁ'l“.’ {(ther specizl consultants

were two fzle tUniversity aen,

wno late ir 1552 were appeinted to supervise .2 's externel resesrch

project for an estimetive study, to be based entirely on unclessifisc

saterials, of the USDH's intentions towerd the iUnited btatas.h

sge UL "clirono files®, Lassim.
mggramsmsrasnsvern

2 vemorsndan bty :I/HE te L3I, Uet. 28, 1952 |

in .4 “chrono file"; and Glic production record, 1950~53, in ‘nnex
below,

3 demorands by ‘./HE to ICI, Merch 21, March 27, 1952,

in OWY "ghrone filev,
b memorancs by ‘L/HE te O, Nov. 2L, Tec. 19, 1952 | |
in "HE "chrono file"), recommending [as
®intermittent consultents®., n June 1951 & relsted exLernsl-research
project had been rssigned to| [For analyzing unclassi-
fied press =nd ‘overnment publications on "The Xremlin's “stimate
of the ‘#nstilities snd inten<ions of the (S*, {.ee correspondence,
June 1951, in "k ‘chrone fil=".)

ix 55
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Srom the above outlindiaf Clir.'s staffin; problems during 1£a
first two years, it appears that ONE relied heavily at first, in 1950
&nd 1951, on men with extensive priar‘i&ﬁhnicﬂi txperience in pro=-
ducing intellijcnce evalustions, and later on men from cutside the
fiovernnent's intelligence orgamization who nevertheless had extensive
acadenic krowledge or brosd practicsl ex.erience, or botn, in inter-
nationsl affairs which could te applied to the daily iroblem of
evolusting intelligence eviderce and speculating on the aesning
of the evidence in the continuing irternational conflict.

Jonversely, (N did not depend to any great extent on formal
treining procrams for either its original staff or its later recruits,
The "recruiting of trained persoﬁnal“ ratﬁer than the "training of
recruited personnel® seemed tc be Uii's basie staffing policy in
CRE in 1951 and 1952, <hile 1ts new personnel were normelly enrclled
in CIA's genersl, introductory training courses, as required, there
wés no special furmal course for estimetors &s such, nor cid CiC
fevor the estavlishment of a "super-intelligence schoel . . . at the

tational Imtelligence level” at which the processes of estiimating
1 .

might be formally teught,” Thes, for example, who served 25X1

in NI both as losrd secretary and as Deputy ?ssistant .irector for
féministraztion, commented at some length i» fugust 1951 on the -lsns

for 2 CIA Carcer lorps., le questioned the need for "training schools

I'Hemorandum bty on behalf of the ’[/H¥i, to the
drector of Training, Tug. 3I, I951,[  |commenting on "4 Pro- 25
rosal for the -stablishment of a Career Lorps in CIA®, 4n ONZ
“chrono file®,

IX 56
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in the upper trackets," critiecismed traimin: :.ro;rnis which placed
“too auch ¢aghsgis on e:sz:~1~-alabonu testing techniques, schoels, -
ete.”, and concluded thst, in fﬁa;;‘experiénca, Ha zear of gnethas
Job treiring would be mmech more valnstle than a yesr spent in a
surer-inteiii-ence schocl.”l
p-thes ot treinineg was provided by the stinctea #t@ff,

especlially o the new intelll rence offieers rscruited later from
the universities sn? “rom other corpenents of OUC. Oimilerly, the
_anel c?.ionsultﬂnts orovided, to 2z nore 1imitsd extent, #n on-the-
Job period of orientation for outsice ¢x erts frem non-jovernmental
institutions whe =mizht laﬁer be considerad for apnointment to the
Yoard of Hationel “stimetes. In aldition, CU7 alsc conducted » few
sctivities which were entire} in the name of trsining, V‘or exasple,
fuesl lecturars were invited o spesk fros tiwme Lo time Lo the Foard
anc the “stimntes “taff, and were paid “ro- a special fund aliotted
te Uit  included ameng these lecturers were “certsin professors

of leadin,; universities who 2re perticulariy ~usliffed ip fields

of concern %o . . . this ffice, as well &= other ex;erts sresently
in non-governwentel cayacitiés.“z On the :overnmental side, too,
“Hi. alsu took sdvantage of the courses st the National Jar -ollege,
wiere Ci/ wes given 2 saall cuota of students in 1551, as well as

3

briefinrs ot other ‘overnment agencies.

1 ibic,

Lee TN correspondence with rroject eview Committee, 1551,
panein, in %Y "onreno file”.

For example, Linger, remt, Lttendaﬁ the *Flw:* course 25X1
at endia in dov.-lec. 1551. (Jee DR- "chrono file”.)
¥ 57

o
Approved For Release 2004/09/’EMP64-00654A000200170001-2




Approved For‘ease 2004/09/13 : CIA-RDP64-0065‘00200170001-2

Like otner campanents.hf the gggggy, Lho &lBo guuk sdvantage

of the training value of having a fey of its aen =ssigned on teme
~orEry Juty at otaer offices of %h@ﬁ¥éﬁney and 2t aversess statigns,
under thu rotation program or under cther arran emenite, In addition,

E.ooegtaliehe ) o sesargte ovarsecs travsl  ToorEe v the summer and
fadl of 1551, under wilch selected BOArd &n. . 1i- 0 ie-ters were sent
abtroig [or several wegks of ”re-?aﬁiii&rizauian » v o willi OVerseas
ﬂrﬁﬁso”l Iy this mesns, the estimaiors were i ectmd not Lo under-
Leke suecific collection assigmments, Lut ‘Lo .ain btrroush unofficlsl
cbservation & ‘resh sense of tne intangible elenents i the gituation
ebrosad, which it » o o e8sentisal . . o in the process of inteitigence
ustim&tion."g in 1yS52 thls plan wes expanced to peramit ol personnel,
whnen o much & trevel status, to visit with sclected Aey policy
officlals in certain J. o, misslons &brosd who algnt express vYinforasl
comnent” on I 's Liet Ywould e worta many tiames thet waden is

foraclly tramsndttied in writing,”

}enorandun by 11/K% to BEI, Sest. 19, 1951, | | in 25)
UET "eurono Milet. lee rlSo . if memcrande to i/ ersonnel, septe 16,
det. 26, 1951 } and to /¢, Get. 15, Cet. 1%, 1551
| |in icia, ha.l spoken on Lhe neod {or such oversess
wreining for ‘oard ceérsonnel, at the XI's sta’'f conference on
July ¥, 1441, zm! the 1 agreed that Losrd members “shsuld get to
Lhe field -ore often”, (“inutes, July §, 1951, LGl=:=23, i O/ 01/ R )

X
x>

UN: mencrandus of ept. 17, 1951, cited above,

3 cul stafl study, rov. 25, 1582 E;::::::] on "prograsm for re- 25
fanmiliearization of /% .erscnnel willi oversess Breas; in ono
*ghrono ile”,
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L.lientele and Sespe of “Nationsl" Istimutes

In contrast to the t;?lnnive internsl ocrgenisational chinges
in . 's estimating procedurcs, desoribed above, 1'ere were no
revisione, between Ootover 1950 and Fehruwry 1953, in the foraal
definitions which outlined the subject-matter scope of "national”
intellizence estinotses and which sﬁacifiwd the "pationel security"
ajencies of the overnment and the kinds of needs which were to ke
served by suci estimates. in particular, the 14 orgenic act of
July 1547 and the %Sc‘dlrachive of Jamnary 1948, in which tnege natters
were outlined, were left unchanged d;ring the périod of Jeneral Smith'se
tirectorabip. - In practice, hewsvor, the rzlstionship of nationsl
estinates to foreign and defense polidy fbrnnlution‘uaa clarified
further, less by statements o’ estimating éoéirine, expressed from
tine 0 time, than by the forse of precedent in the expending program
of «stimates that wers actually requested and produeed for various.
cchelons of the Jovermment's national security organisation.

The dircotives in force in Ostober 1950 had definec estimates
only in bareat outline., 7ihe act of l9h71, for exanple, nad simply
'aunertsd that the 4drector of Central intelligence shall evaluate
intslligence "relsting to the national sccurity®, and in suteecquent
directives of the istionel Security Council esuch 1nte111gan§a was

called "national intelligence®, The cirectives had not, however,

1 Hational lLscurity fet of July 26, 19h47.
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differentisted national intel iigence fros departamontal intcili ernce,
and had left in <oubt the further 15@:3&;; wasther cagart&Pntil
inteili ence, tuo, wss nct, aft.r all, ahviously a&drsﬂacd 0 probloms
of "national sscurity"., & zurtnor‘mﬁﬁ direciive, in Jannary;19h8',
had aitepted to clarify thie relationanip by atating'thét 'ﬁétianél
inueill tnce is intecrated deosrtmental intellisence th { coveras the
rroad esuects of nationsl peliey snd naticnal securlty, is of soncern
tﬁ nore than one depsrtacnt or agendy, or transecends the exc 15817&
competsnce ¢f 8 sinsle depsrtsent op Ageney or the Astional dlitsry
stablishment®, Neither of tness directives gpecifivd who or what
azencics in the overnment were to use . i's estimates, wnich of them
aiyht cemand estimates, whst types of subjeots were to be cnphasized or
excluded, end whether Cli could initiate estinstes independently or
only on the basis of a specific request. (be implicstion, however,
use thet the Netionel Uecurity Council would be the prineipal customer
for "national® zstisates,

The ulles Lurvey .roup, in its recommendations for changing
ths estineting progrssm in Jamery 1949, in effect ned endorsed this
HSl=gpnroved conecept of nationsl sstimates as az reclations on
"broad” olicy problems, snd had not attesmpted 8 more srecise cdefinition
of their scope, nor had cutlined more exactly whst using a;encies

(from the .hite iiouse on cdown, were to be exclusively served or

1 550 inteliigence tirecuive Wo. 3, Jan. 13, 1gLé.
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or specificslly excluded. A!hq national estimstc, the -urvey Jroup
relterated, should deal with "‘brm m of nevional policy and
national socurity®, it shoulc ”tran;iéhé in breadin anc soepe the
interest and competence of any sinzle intelldzence agency™, anc it
should be "an mitsoritative Anterpretation snc a;.raissl that will
serve as = fira julde to policy-makers anc plsnﬁ&rs“.l

The ‘overnaent's oriticsl need of such “broad® estimetes had,
indeed, been "the woving factor” in the very establishment of the
ventral  ntellizence Agency, the Survey ‘roup aaaartad.ﬁ tg 1F to
eashasige 418 concern for estimates of "broad® scope, the urvey
roup had, converscly, eriticized LIA's Office of seports and -stimates
far havin: become “diverted” to Lhe préduatien of what it cslled
‘miscellaneous reports and sumearies”, inelhdxng "susmaries of current
developments, politiesl éeporta, beak sround studies on countries and
areas, aconomic reports, etc.?, which "by no sireteh of the imagination
could be consivered mational eotinntus“.s

Up to dctober 1950 these jurisdictional quastions of cefinitions
and customer rela.lons had been met pragasticelly by Ci2 and its

sTfice of eports snd .stimates., oifvs four years of ex;erionce had

“urvey roup, ‘eport . . . , Jan. 1, 1949
PPe 5, 6B=69.

Pe 5o

Hite 6, 10.
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7rtvqlled beth vnriety in subject mattu: cnﬂ flexibility in serving

nny and all echelons of the GIVirnnsnt's nationsl security orglail‘t&oa
that expressed ¢ legitimate naniL Requests for eetin:fes hag’ %‘mn
secepted not only froam the ﬁazianﬁ!'Sccurity Council and its Smmediete
.stﬁf!, tut alsc {rom the department 1l members on that Uouneil.

dequests came not énly from sip_peliqy planning anﬁ‘cp@rntional echelons
of the departments tut &lso mam iptelligence s.encles represented
on the intelligence Advisory ommittes, A mod mumber o€ CIAvs
estimates, finally, wers initiated by Cl* withont waltin: for =

requeat froa an outside agency. In ony case, whatever the origin

of & particular estimate, the finished renorts were all customarily
distrituted, broadly and in quantity, tc the entire group of

"~ departaents and 2 wnoles reprasented on the ¥37 and on the i3, and
occasionslly to non-IAC agencies as well,

Letween October snd .ecember 1950, éarl#g the first weeks of
eeaefnl imith's administration when the estimatin. work of the Uffice
of reperts and stimates was bdeing reorzenised inte the new Office of
“ationel ‘stimates, & number of further interpretive statements of
acainistrative olicy were zttempted, in the direection of clarifying
‘tﬁe subject-natter scope of ”nationnl“’ontimntea and the end-purpose
of such ¢stimstes in relation to the using sgencies. The short-lived
Magruder«/rastrons plan for a *national 1u£e11igance group® (on which
CIE ahd departaental officials hacd agreed in September 1950 and which
the new .eputy irector, Willism H. Jackson, had endorsed on October 3)

reiterated the HSU-approved concepts of January 19LE, Mt went on
IX 62
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to add that ;‘atfictlr noelitical or stristly nilitary intelligence
astimates” (thet 1w, those ncrnalxybiﬁ t¢he Juriscdiction of the tate
and Lefense tpartésnt intelligenééﬁigencias, resocctively), ﬁsnould
also be regarded as nationsl intelligzence when used in formulating
poliey +% the national level”.lv *1thoush this definition failed
of foraal dontion, when the ~lsn as a whole was sheIVsd by eneral
aith later {hot month, the concept nevertheless represented at least
a degree of infermal inter-agoncy a2gresment for an exi.awdin: concept
of "national" estimates that uns to be followed, in effect, cdaring
the next two years. Frequently, in fact, the title of #n . ‘-sponsored
estisate was asgentizlly =ailisary, politieal, or etacrwise limited
to particular "topical” or "Nmetionsl” subject of interest to a
partlicular departaent, but rarely was there any evidence of =&
controversy as to whether suca an estimate was truly "national® in
scope, and one for C1A lezitimately to hendle,

The osroblem of iacnnoiling topicsl estimates of intra-departsental
concern and thos: of broader eignificance 2t the “nationsl level" slso

wag iaplicit in & statement by Jackson, made in October 1950,2rnhich

]'Sndated draft of "KST IAreetive® for 2 "Hstional :ntellizence )
roup®, 11 pp., undated (about Sept. 1950),[ | together with 25
coveriny nemorandum by ~. . sackson to ten. a. B. Cmith, Uet. 3,

1950,[::::::] both in O/1C1/fk, filed under "RSCID=1950.

e veper ly Jacksen entitlec "4 [dscussion of the Punctions and
‘esponsibilities of the “entrsl Intelligence igeney”, np. 10-13,
undated, | | in 0/ix1/48 files. This .sper was apparently
prepsred atout Jetober 1950, criginally for press-relations purposes
epparently for Jslter Lippmenr. in pertieular (see /i file, "0 & ¥ 5%);
and the substance c¢f it was also delivered by Jackson at tho is¢ neeting
of Jets 20, 1550 (8ee¢ 10U ainutes, in O/.C1/H5 files).
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departed scuewh:t from the earlier wiews of the iulles  roup report
of which he was & co-zuthor, The scopt:u:,a national estinate was
limited only, he said, in the sensz thst ﬁt would veal with foreign
situations, “not domestic or internal security” matters. zeyond
thet limitation, however, the sshimate "should desl with topics of
& wide scope relevamt to the dotarmiﬁitaou of basic palicy, such as
the assesgment of o countryts war potanttal, its reperedness for
war, 1ts atrate.ic cepabilities end intentions, its wulnerability
to various forms of direct atteek or indircet pressure”, rere Bzain,
wnile so 8 uf the toplcs he ci:ted might pieusibly hetve been interyreted
88 exclusively departmental intelligence probleas, they wera sll to
become acceptable subjects of naiional estinstes, in the aﬁtual
produation program of GNE during the following two years,

in still snother analysis of the concegt of pational egtimates,
presented by the Office of Heports and ﬁstinateaz'aaon after Jeneral
dmith and dr, Jackson took office, Ok reminded Jackson that, while
soze estinates would, indeed, desl with 2 single country, others
would cut scross particular areas and regions of the world. Furthermore,
Bome cstinates miht be heavily scientific, econoamic, or geographic
in content, but normally they would cut across such "functionsl” factors
and represent a uslanced "apprecistion of the effect of e2ll factors
in conmtinstion“. rinally, 0% expected that an estimate would not

be confined to *long-tera® trends alons, but desl also with “current

1 ““lan for a 1: Dffice of tatimates”, by “essrs. Labbits, fonta,ue,

| 2y Det. 10, 1950, in 0/ J1/85 files,
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developments’, =nd nence it, had nrgcd t.h;t. J%'s eurrent-intellisence

m& L ervised ty the ncw M Cfi’mm

fhese soveral visws, s:ai‘mﬂia some Jetails andg diver,«ent in
others, were crrsti.liseu further by uonersl Smith, at his [irst
severs] meetin s wiih the 1#".}, betwean ﬁctcbcr And ‘wmhér 15;:’3(;:.1
te outlinsd nc theoretical, pr&#étemin&d subjest-aetter Coundarics
within which nationsl estimastes aust bo s:_anf‘i,nm, wt stress:d instend
the prac:i:cal m;scrt#nea of seaxing' t0 meke iniellligence & praisals
on the day~tu-day forei;m prubleas, wﬁ{&te‘wr they aight be, that were
faged by the delicy-planning ofﬁcialu 'ef the lovermuent. Hstlionsl
estimates, he sald, “should a&uﬂr to answer specific uestions
relatsd to .olicy cetermination rsther than be gzensralised countyy

at.u« ies', 2

“8 yrecogaised, howcver, tm gose of these problems might,
indesd, be "specific or general, regional jbr functionel® ,3 and that

in &ny cese the estimstes et be ”tiuly*.h The poliﬁy c{ficers, he
added, "nust hove the inteilipgence they need when tre; sre faced with
their decisiocns rether thin *ﬁft;@ the decigions are tfekm‘:".s ¥inally,

ne emphasized that the endeproduct of the dstmaung process should

. ‘lvi’imteﬂ'ﬁf LAG :&Oetings, Jot. 20’ 26 hov. 33’ +BC, ‘31, 1/50’
Liumial, 2, U, and 11, | |in ()/if,k/‘ # and HS files.
2 “inutes for sov, 30, 1950, cited abeva.
3 rpsa.

h‘iinut&?s for isc. 21, 1956, cited above; snd ¥inutes of .I's staff
conference, 'ec. 1¥, 1950, |in OficI/eR.

5 ‘imates for Nev. 30, 1950, cited above.
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be a brief, undecumented wval.atinn, confinec Lo the conclssions snd
to "a summary o Lthe deducllong crawa {row tne cste su,porting the
estims w:“.l

<UL this pragmatic view of nstion:l estimates, Senersl Cmith's
sarly urulaions alse suggest shat “jats oirﬂla‘cf cuslonar assncies,
wilch under 1is .redegersor had customarily included koth the »o . Ltaff
ad the desartaentsl poliey offices, would not be nsrrowcd o &ny one
e€chelon of the ‘overnmeént. For exanple, the very first estimste thet
was launched zfter nls érrival; early in Colober 1550, we: for the
-realdent's personel use st t.e fortheoming «ake sland confersnce
with 2iersl oo rthur, +nd dealt with the iorean ar sne ihe prospects
for .iinese casunist intervention.a severel other estimstes aere
scheduled, slsost immediately, at the reguest of the 0 Htalf, on
problems rel:bing to iran, recce, and Turk@3.3 Tollowing them,
eneral .aith next solicited estimating problems from the departacntsl
polioy offices, tirough tha depsrimental intslliivence eniefs sitting
on the [/0; snd their needs, which included both new itess nz well

others 2lreacy uncder way for some tinme in (>, seea be have actually

outnunbersd tnose requested by the Kis, in CI/'s initiel survey of

1.

- 3 i
+¢€ iptoriesl Staff stucy, "Study of Cl# seporting on .hinese
vomuunist ‘ntervention in the Korean War", September-lecember 15507,
Dot 19.{)5, I

y 3 ;muws of 14( meeting, (ct. 26, 1550, 1/0e%e2,[  Jin 25X
9/TCL/ R |
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the requirsments for estimates cowpleted on Getober 26, 1950'1

One =rjur srocedural deperture by eneral nithy, in the
continulny teak of planning>estiaates ond <etoraining priorities on
them, wes to rive & rreataer velce te the intellijence /fdvisory
Comulttee over the suthorization of new rojects urderteken by 04,
Tnitially, on “cleber 26, emerel Oeitn Livited the |0 neabers to
golicit the ne&dé cf their respective Jepartaents Tor retimntes, and
he indicated then tnst 1T there was & priority conflict between the
departnents ond the U700, he hinself would be the finel arbiter.a
<n e subsegquont meeting, however, he began the nractice of subtjuetding
the entire list of projeets to 170 review and aporovel, and theraalter
he re al=rly submitted 21l new proposels to 7/0 sathorization, item
by iteas In croctiece, during the next two jeers, very few of the many
requesats for estimctes werc rejected either by the 170 or the :Ffice
of retioral -eiimdtes, and in no case recorded in ihe aimutes Jid the

140 agtually overrule s prior OIF decision or reeoqmendation to snccent,

3

refest, or defer s glven requssted project.” On the ¢ her hend, in a

L

fow cages the 7’0 did chenge relative pricrities™, end there nny have

1 ibide
2 jpid.

3 o0 15 alnutes, kov. 1950 - Jan. 1953, pasaim, in o/ixi/ui,
in one cane, upheld by the 1.7, 247 rejected a request from the Joint
intellisence Jomaittee for an estimate on the effects of 2 possible
"Holy ~#r" in the 'iddle rast, s belng "lmrgely hypothetical®. (J/C
mirutes, fuw 23, 1951, in O/iCY/4R.)

b See %ilstorical .ecord of lMatlonal stimstes -rojects Undertaken...,"
snnex &, below.

Ix 67
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been other cases, nut rava&lod”in the atmutes, wherz Lhe sere prospect
of i’0 revisw and consensus 2i.ht have had 2n indirect irfluence en
Lio1s seneduling of a given request.

The initial schedule of estimates assemhled uncer theze new
policles wes encled by the Oai Speeisl 5taff and approved by tne
i20 on Uetober 26, 1950,1 sonc two weeks belors the Office of Uetionel
“stinates wrs estsblished. It listed elever proposed estiammtes,
divided abcut evenly between HSQ raqneéta, departaentsl requests,
and Clreinitisted projects, Oh Yovember 1 snd 15, the 1list was exuanded
twice, first by G3F and then Wy OL, respeotively, to & total of some

twenty prcjects.2

generalized
#/country~by-country breakdown of critical areas in iurope, the Hiddle

3ach of these sarly priority lists was eesentlially

48ty and 'Bis, headed by two continuing priority prejects on the

Soviet nion, including one on its “strengths and wesknesses” and the
other on its "intentions %o resort to genersl war®., in fulure revisions,
however, besinning in Jenuary 1951 amt occurring &nnuslly thereafter,
projects on sore specific problems were added. Howme of them were
comprehensive multi-nationsl appraisale actually broader then so-called

ceneral country studies on & perticular nction, while others were

~ addressed to particular political, military, economic, or scientifioc

factors in 8 given forelin siwation.

1 listed in 1A minutes for Jct. 26, 1950, cited sbove.

2; ACei=l, Nove 1, 1950, Jim G/ICI/ER filesj and i/ i =iRe2,
Yov. 15, 1950, [::::::]in ONE flles,

Iy 68
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It was quickly evident, late in 1950, that no list of
pre~datermined projects could antisipate all policy problems on
which intelligence appraisals dgmf vbe wseful, During ONE's first
six weeks {that is, by the end of December 1950) no less than eight
additional studiss vere requested of CIA, chiefly by the NiC and the
State Depariment, on subjects as diverse as the following, On the
Korean wWar, a third review of the prebabilities of Chinese Commanist
intervention was requested (NIE 2/1), together with one on the conse=
quences of Chinese Yationalist participation (KIE-12), one on Soviet
participation in the air defense of Manchuria (MIE 2/2), and (after
Chinese intervention hsd actually oceurred), one on the internstional
implications of maintaining a beschhead in Scuth Korea (NIE-16).

Others dealt with the 3owviet Union, and all were on specific
ispues rather than en her intentions to launch "general war," Ome
dealt with her intentions to “exploit the current situation" (NIE-15);
snother with her reactions if remilitarization of West Osrmany were
undertaken (NIF-17); and still another with her plans to use bacterio-
logical and chemieal warfare on the U, S, if attacked (NIE-18),

From the hegimning ON& was faced with the need of accommodating
both a continuing, schedulsd program of estimates and a program of
ad hoe requests, some of them with comfortable deadlines but others
needed on a crash priority bu‘.ln.l By 1951 ONE was dividing its

11p March 1951, OME established five relative degrecs of prierity
for handling estimates: crash, urgent, high, routine, snd deferred,
Ses IAC propress report, March 21, 1951, IAC~MR-9, :l in ONE files,

X 6
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manpoweyr resourceés about cqually botgpen:tnese narallel zpproaches,
and this retio continued into 1953,1; -
C The eqoergence of these paraliﬁi prograns of estimates also
'was reflected somewhat in the ehanging format of UNi'e end product-~the
rinished estiz~te itself. Initially, on November 1, 1550, some two
weeks beforo ON7 formally ruﬁlgcid the Office of “euorts and :stimstes
68 the " venoy's estimating group, a single series of "Hational
Intellizence “stimates® (WIE's) ned been launehed, in which (it was
slarmed) all of CIA's estimatos would be rnumbered serislly in one
sequence and disseminated broadlyj and with this new series, the
seversl labels previously used by GRZ, imcluding the numerical "ORI's"
ond the "inecial “stimotes” series, were discontimued. In Janusry 1951,
sfter about two montha of experiaentqtlon with the i formet, =
second series, called "Special Fstimates® (ii%'s), was established by
NN7, patterned somewhat after the old 57 series of 0i%. The new &=
format, #lthourh its nurpose was not officially desqribed,z WASs
evidently expected to accommcdate those estimates which were cutside
the remlnr echeduled program of eatiuates,'aSpooially those that
might be dissewminated to & liaited clientele or deal with subjects
wors reatricted than those in the gzemeral estimates, Iluring the

next two ve~rs about 35 such 3R's were produced and dissemineted,

1 145 minutes, Jan. 15, 1953, 1AC-4=9k,[ | in 0/iCL/ik. 25X

2 The new S: series waa first mentioned, tut without cxplanetion,
in the [4¢ ainutes fer Jan.‘lﬁ, 19513 see 1:C-4=15, in O/iCI/iH,

IxX 70
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as compared %o sbout 70 WIE's 1nyths’ﬁ:&a noria3.1 In addition %o
these two principal products, s third, ealled "Special Intelligence
Kstimataa“yzgi'iiarzad later in 1951, as a means of Iisseminating
estinstes Lhat were based cn specislly s-nsitive materials that
reqiired spucial hundling.a In all, about 135 estimates were issusd
in the three series, during the emtire period Hovember 1350-February 19%53.
| aglis from these lormsal aasiautoi; each one normully prepared
with iepsrtsantal cooperatios snd coarﬂ;anteﬁ in the IAC belore
dissamination,3 aurerous informal unccordinated eatimates were also
prepared and releused Lo custemer sgencies by the Uffice of Hatlional
Letimates from tire to time during this peried. For example, advance
drafts of forrel eatinates were cironl.to@ inforaslly by HE, in
advance of formal IAC coordinatisn, freguently to the HSC suﬂ," and

occasionslly to the State, Jefense, and other policy offices as wull,s

ee "Historical Tscord of Hational Fstimatea Projecis Undertaken...,
Getober 1950-Februsry 195:," Annsx K helow,.

2 .
The 5iY series wss first mentiened on March 21, 1951; zee I7C !

proiress report IAB-?R~9,[::::::] in GNE files, '

3 Jeparinental participation is discussed below, in section on
" ‘apartmental end CIA Contributors...,” pp. 7L-118.

h iimilarly, o had on occasion sent advence, uncoordinsted drefts
of astivates to the N3C Staf” (for example, -ne on the ‘hilippines
in June 1950) and to the State Dept. (one on Indo-China, inm ‘ugust 1950).
tee D7 case files on projects OPF §6<50 and ORE 50-50, in J/CI/HS
cuatedy,

5 Ineluded, for axsmple, was an aivance draft of HIE-18 sent to
the Hational Security ‘esources Hoard in ec, 19503 see proiress
report [AC-Pl=l, in N files.

Ix 1
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{n order to meet & particularly urgent dewmand on whicn an intelligence
opinion was needed.l In sddition, informal memoranda were prepared

as intelligence cammdt: on specific NSC planning documents referraed

%o the Uirector by the H50 or the N30 Staff, Tinslly, intellizance
appralsals vers written in the form of "Memoranda for tie Tlrector,”
sora by ?‘?‘?F“.‘:; “surd of Natiomal “stimates snd othars by its "sti-ates
Ceaff., Fremiently these intelligence memorands were »rapared in
advance of sny formel reousst for sn opinien, and they were intended

to serve & variety of purposes, sugh as oral briefings rade by the
“{ractor to the NSC, {nformal dissemina®lomby him to particular polley

azencies »f the F’sanmmnt,‘ or alerts ecirculated as prelixinary

1CIa did not ocneeal thess informsl disseminations from the IAC
monbers, regularly notisg them &n the I:C meetings, ond carefully
statiag in sach case that th: draft wes “only a preliminary,
uncoordinated draft by CIA, sad. . . %0 represanted to the ‘enlor
R staff for other customer agemcy involved/." (iee, for example,
memovendum by 0Nz to IAC worxing-level representatives, Jan. 11,

1 1951, | in ©HE files.) Hot until June 1952 were any .iepart-
mentsl objections to this informal practice railsed in the LAl
neatings, on Juna 5, 1952, tvhe State member (Vr. irrstrong) warned
that acvanne «rafis sent to policy officers might sc "impress” them
that the "final aspproved version might not be reasd, and earlier
irpressions changed,” and he cited the Barlin estimate (Si-30) as
a case in noint. This practice, furthermore, might alss "freaze”
the views of the : NE Board, ne cautioned. Ceneral Smith defended
the praciice by ewnlainiag tnat he had boen "4isturbed" “hat the
N tenior “taff, lacking a finished estimate, "had on occasion
written 1ts own intellizaice into policy nipers.” The IiC agreed
that estirates, in order to be "more useful,” wust be "awvailable
eariiar in the pre-aration of & poliey paper.” (I:C minules,

June 5, 1952, in o/ UI/ER.)

2 In sugust 1951 the DCI ordered that copies of all OKE "intelliw
gence memoranda,” alver approval by himsell, be sent in the future
L0 TGensral sissnhower in H2PE; ani in Jenuery 19%2, to the Havel
Aluye to i‘resldent Trumsn. Gee ONi memorandum wo UIL, Ause T, 1951,
| in (i chrono files; and 0U/! memorandum Lo UL,
Jan. 30, 192, | |1n a9/ CLfin, filed ancder “ONL,"

——
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hypotheses and speculations to the seversl departmental intelligence
agzencies on urobloms thet alat r‘qigfﬁ'fﬁrthﬁv, eopeartad analysis.
These several types of informsl mamnfﬁﬁdal'sctualiy cuthumbered the
foim&l estimstes, duriny the two years ending Jenuary 1953,

although in tolel oase length, and in the menpewer rescurces involvad
in them, they were wutwei;haé by the léngthiar, Porasl estimates
thai were produced by CK |,

‘ne tativnal Lecurity louncil's Sgaff, or the ienlor staff
as it was lster eslled, romained the principal customer from which
requests Tor estimetes were received, in 1951 snd 1952. un the
other hand, requests from the several cepsrtaental policy offices,
wnen cosbined, scwually exceeded 1uJ requests, and & substantisl
number of estiqstes (abtout 1/3 of the total) remained to be initisted
by Clre f 2 sewple 100 estimates whose origzins esn be verifisd
from the raaorda,z the largest mumber (25) stemced fros requesta
from the uLC “taff. The ‘tate Department sccounted for some 19 oiher
estinates, whila the efense .eopartwent ealled for 15, with the
latter's requests divided among the fray (6), the xavy (2), the *ir

“orce {3), thu Joint Uhiefs of Staff (L), the 5ffice of Cscretery

1 “opies of thess memorsnde, variously entitled DI Hexoranda,
Htaff “emoranda, and Poarc of iational Fstimates “emorsnda, are in
GH'8 files,

2 -ee "listorical ‘ecord of Wational stimates rrojects Undertaken
s o o " clied zbove. ibout 130 of the 135 sstimates are identified
by recuester,

X 13
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of efense (2), 2nd the Wuigjiénn Bosrd {1). to rﬁéuestd at all

were recordad for the other two agenn;QQ‘fiﬁresented on the IAL

(the Pederal tureaw of Inveatiaafi.!f;aé the ‘tomie “nergy Coniisaion),
but there were requests from two agéncies outside the 1AC complex,

one froam the lationsl bacurigg_ﬂnaourqeq Bqa:d and the other from

the Joint Jongressionsl Cé-iiiiic‘en itﬂn&c'ﬁnergy.l The rest of

the estimntes, 3L in sll (or about ;]s of the total of 100), were
initisted by "1f: L at the requastw;r the “irector; 3 st the request
of the clancastine operations group; and the remeining 27 on the

initietive of the Office of Hational Ebiiuntoa.e in any case, the

1 “he request from thie Congressional Comittee, in Janusry 1951
{see NIE-30, ibid.), wes for an estinate on certein Soviet defenses
azeinet stomie a?tack, and was ultimately cancelled, not becsuse of
172 or C12 objections but beosuse it was to be based partly on
certain U. I, operational planning information which the Secretery
of lefense daclined to revesl to the Congresas. The Congress {iured
in 2t least one other estimate during this peried: NIT=7, on Yugoslavia
(ibid.). In this case the ;tate Dept. had "urgently® requeated the
esiimate, in Movember 1950, for use "in connection with iis request
before ~ongress for Yugoslavia aid.! The IAC eoncluded that it was
"a proper intellizence function”, in this case, %o tell the ‘overmmsnt's
policy officers that "the current situation may provide opportunities
for creating a situation more {favorably disposed toward the sestem
‘owers and leading to @ weakening of Tite." (see iAC minutes, tiov, 11,
16, 1950, IAC~M-5,.5, in O/ICI/%8.)

2*ﬁistorical +ecord of Kational :stimates “rojects Undertaken
s » » 3" cited esrlier., : .

X Th
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finished astisates vers rom.m diskributed to some 20 policy
offices and officiels, as nﬁ a3 Lo the partisipsting intelligence
amel”.l

The reograshic coverage of the 135 or more formal astimates
produced by Faorusry 1751 pmnd h ba az diveru as *1’!}.,'3 initlial
program {7 the rall of 1?50. Pirst of sll, the ::‘c“-*'iet Unien
contimued %o tominate ONE's work, to the extent of zone U5 estimates.
A few of horm were addressed to Soviet cagahni}tua and intentlons,
ganerally snd in relation to a "genersl wer,” while most of them
dealt with its control over Jommunist countries elsewhers, and with
1%3 specific threats, maneuvers, an.a motives loward ti:e ancommitted
sountries and toward the West generally. Fstimates were zlso made,
however, on vay of the countries cutside the “ovlet Bloc, inoluding
dastern - urcpean, Middle Zas.ern, &fri@an, igian, amd "atin ‘merican

nations. :‘2re, zgain, the sstimates dealt variously with capablilities,

1 Phe disseminstion schedule for NIE's followsd by O3 as of April
1951 included, vesides the LiC sgencles, the ’nllowing policy an! opera=
tional officials snd agencisss President Trumen; his security-sffairs
sssiztant, ’verell Harrizen; the Frecutive Jecretary of the H'C, the
{oordinator of the NiC Jtaff, snd the N3C Starf iteelf; the Lecretery
of Ttate snd vie Poliey Planaing Staff; the Jecretary of «fense and
ithe three departmentsl lervies secretaries; the Chaireman an! the Jecree
tary o tho Joini “hiefs of Jt&ff, together with their Jolint “trategle
Plans Croup sn:! thelr Jolnt .absidiary Plans ifvision; the Funitions
Boprey the ‘encarch und “evelopsent Eosrd; the Satlional ar Jollugej the
Lrmed "cm eg Swaff Collegej ‘he Hationel lecurity lesources Boardj the
Atopic frerpy Tomissiony and the Gffice of “efense Houllization. (See
x: ? memorandun to . B, Ilripetrick, e/ ©1, April 17, 15351, | | 25X
CI/5R, filed under YIKE.") Semlor iplomatic offlcers snd silitary
eommders in the ¥ar Last sad Surope, av well as General iisenhower in
LR, were 2130 curtorarily sent estisstas, through their departmental
headewarters in ~eshinzton, | | 25X1(

2 Ipid.
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weskneszes, and réactions toward intermal and ettarml prossures,

including .oviet pressures aad pupoud changes in U. &, poliey,

25X1C

25X1

R 25X1

\

25X1C

The iUnited States itsalf slso figured directly or indireetly
in each egtimate, at loast to the extent that every estimate, since
1% was ultimstely addressed (directly or indirectly) to an intelligence
appreciation of an existing er changing U. S. policy, required the
sstimatora to have at hand (or to guess at) certain sasumptions
regarding U, ', capabllities, vulnerabilitiss, and intentions in a
given developing foreign sitwation. Only rerely, hémmr, was HE
able o sttempt sn estimste thai frankly went beyond & "raw" aaﬁﬁnm
of a foreicn country in the direction of a "net" estimate of its

capabilities specifically in relation to U, S, cm&omzp&bﬂitiu.?

I I 25X1C

2 thie problem i: discussed later in this chapter, under
"Intelligence Satimeting in lslation to Uperational Planning®;
see pp. 151182 below.
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Khetever Lie :zrehf d&nted, 21l o!_" the est..:tes were, of oourse,
intended to be ¢nsentially ;Mstiw a;::f;‘edzctiw; tiout the nﬁn,
rather then desuri;tive or }zistoricil t;mt the present :ng paé»t.‘, and
therefore all of tnewm contained scmimﬁzmra of forecasting on a
perticular develcopment or carried @ warning, express or implied, about
the future. Only rarely, in eontrest, wes » c’oapi%e:i estinate
essentislly e dosoristive surv@f,"u in the case of a8 Vencruelan
estinate (4 Y«67) in 195;5,1 ;an;ar th. estim:tes, neverthoeless, were
not only Lredictive tut slsc hiaturim, in the genss tﬁ-zs.t, .t.ha;z
inevitetl, ciscussec past trepds as eﬁé“ bugis for percelvin: trends
into the future, The ;;mjmog tine span, !‘nrt;&amre, varied from
ane estimste to snother, ¢ fow took & very long-renge view into the

future, such #s the l0-year foresest of soviet intentions (H1i=78).

L one to01d the ixIy oft July 23, 1952 (memorendua in 3NF “ehrono
files") that the Venesuelan estimate, requested by State, contained
more "descristive (es distinguished from estiantive) matter than is
usual or generaily cesirable in NiY's.? The “estimate turned out
t0 be ne rtivee-no radleal change in the situation is expected-~lenving
the psper little function save to desoribe the situation” (ibid.).
arlier, in ecenber 1950, NE bad rejected a draft of an (3. estizate
on the Yar ast (OHF 10-50), seying that while it was "ar excellent
snd comprehensive survey of develcoments in the Far .amt," 1t "does
not weet the requirements of an .5 as presently defined.” (uns
wemorandum to U ., lec. 6, 1950, -dn KT “chrono files”,) 25
“imilarly, i{n 2ccepting the tesk of 7e 8ing the estimate on Soviet
intentions, rreviously handled by the Jil, OKE's head had commented
thet the Jil's estinate "ip wore releted to Netional Intellirence
turvey meterial” znd that such "survey" aspects should be handled
elsewhere thsn in i (I4C winutes, Jan. 18, 1951, I4C-#=16, ] 25
in 0/°1/7% files)s While there was no obviocus "competition” between
Hel'm ond NTS's, there was some priority conflict between them, in
soms of the depsrtzents, which Buggests thet some of the same resesarch
enelyste worked on both types of reports. (Jee IiC mimates, ‘ug, 16,

1951, Is ‘I--‘%hl,l:lin OfiCi/oR.)
X7
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@

“any others ware of 2 sure intermediete renge, Sach »v L tﬁbim@te
on the Sovist wor _otentlis)] rer hh¢ n¢xt»t¢ur ye€r51{~- =5, or
& psrifonler foreipn situstiorn gangrallyﬁbvsr the next yeer <r twe
\r=13, 0 «1lh, eng others). (till others deslt with ti.rezts end
crises likely Lo £7i8e in the imaediete wecks end monlhs shesd,
indeed, the very titles of somQ,ﬁatiastaﬁ, puch sp Yiecwvied Iﬁtentionx
fro bhe Tmyrent Titueatlon® (NIT«11) amd TOurrent evelopments in Iran®
(767, surnested t9ol 1t was not lweys precticsble to ochere to &
gre~detnrnined, theerctieal keundary tetween spoculative estimates
srout the future snd :urrant-intslligtnc§ evalusations ¢ the
imnediste situstion., Gowe of UNT's informel estimetes, in particular,
dL invelve furtsdiotional {csues and probleas of cocrdinetion with
the Ifice of ™arrent ?ntwlligcnae.l. |

tany of the 13§ estimates produced deslt comprehensively
with the whole rin « of political, military, ecconoanie, scientifle,
peycheols deal, ond cther foctcrs in & given power situatian.z Yet
the very editorisl errongeaent of aany sueh estimstes, subclivided
eg they were into toclesl pars raphs corrss.onding to such [zclors,
sugiested £ certain prectical departures froa the theory of so-cslled

“"inte; ratad” cstimetes, and & cdesree of sesre ation of thoss factors

Jee hapter VI slove, oa “Ifice of Current Intelli’ence,
especially ppe 37-ul. By eceaber 1952, UCIe(k! relations were
called "an aruwed truce", by 12, Lee TIC lenning Rook.

2 wee “ristoriesl “ecord of Hational Istimstes ‘rojects Under-
tﬁk'ﬂ . » L ,Q "ﬂnQI K. :
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for which the seversl comtribeting depariments amd agencies each had
primary jurisdiction, om'mmm, furthermore, were individually
confined to particular functional or toplesl factors in many 08883.1
Among such sxamples were Soviet militery and civﬂ-dnféme capabilities
against atomie attack (WIE-30, M}, the psyehological impact of

an air offencive against the §SSE (NIE-39, SE~15), the importance of
Middle East oil {47:-1L), the threat of Soviet economic imperialisam
(NIE=-hO, HIE=45) ,2 the possibilities of economie warfare (NIE-22),

the East-¥est trade problem (NIE-59), specific political meneuvers

by the Soviet Union, the parliamsntary elsetions in Italy

L, Sovist Blological amd chenical warfare

plans [HIF~18), Soviet clandestine-warfare capabilities (HIE=-31), and
Soviet eleciro-msgnetic warfare capabilities, While coordinated

]'Ibié. Initially, ONE had avelded what it regarded as strictly
political estimetes which, it felt, the State Department would wish
to reserve for itself., Thms, for example, the mew AD of ONE, Mr. Langer,
in cancelling one of (RE's pending ORE projects (one on Argentina,
CRE 30-50), on Dee. 12, 1950, commentad that, while the draft was
"entirely satisfactory,” he wanted to svoid challsnging the Stste
Department, He wrote: "In view of the present policy of leaving ithe
field of political reporting to the State Department, and in view of
the close working relations that hawe been devcloped with the Depart-
ment, it would seam that any gain from the publication of Lhe attached
study would outweigh the disadvantages of creating an issue of prin-
ciple at this time.," His views were concurred in by the DICI, Mr.
Jackson, on Dec, 15. (Correspondence in ORE case folder on (RE 30-50,
in O/DCI /M5 files,) It is notabls, as an indication of a changing
climate among the intelligence sgencies, that some 15 months later the
State Department itsslf requasted an estimate on Argentina, on subject
mettar that was heavily pelitical. (See IAC progress report, IAC-PR-23,

kpril 21, 1952, Jin ON files.)

?Both of these projects were eventually cancelled, presumably in
favor of the Trconomie Intelligzence Committes,
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economic and scientific intelligence estimstes were orepared in
greater numters by il and 0SI, through She interdepartmental Seonomic
and Secientific intelligence Gcniitgg—iii respactively, & substinettl
" number of topical estimates 1n‘tﬁi§; Tields were issued 88 Nii's
and 5'm, , -

dith respect to most of these amd ether specifically topical
estinates, esch of them was tnaoroignilly within the yrimery cegnisance
of one of the contributing‘agtnelc;)(autlidc C1A or in Oxi and éSI),
but there seems to have been & notable absence of jurisdictional
gontroversy on the pert of the departaental intellizence agencles
affected, .arely, in fact, were any of these specific non-integrated
projects challengzed as inappropriate for a clAusponioreﬁ estimnte,
at least as far as the deliberations im the 1AC mactings were uonoorned.z
dhile there was some doctrimal couta&iicn on the length of estimates,
on their timeliness, esnd on the jurisdiction between an intellijience

sstimate and an operational plan (described later, below), there was

1’?hese 510 and SIC projects were sotuzlly listed (in the IAC
progress reports) as “estimates® rather than as rsports., (See
1AC-R=25, Jaly 15, 1952, anc leter issues, in ONE files.)

2 In one case, involving sn estimate on India (NiE=23), Ceneral
Smith questioned whether it was proper to include a warning of possible
_“lossea in terus of strateglc raw materiels ," but the iil expressed
“ageneral & reement” thet to meke such economic predictions "was &
proper mission of intelli:ence’." (IAC mirutes, Aug. 30, 1951,
IpCe#=b3,[ | in 0/0C1/%.) In snother case, CIA rejected a
request from the JC5 for a "psychologissl warfere intelligence estimate,"
and referred the requester tc¢ the State lept. (Letter by wWilliam H.
Jackson to Sscretery, Joint intelligemce iroup, Jan. 2§, 1551, in
0/i1/%k, filed under "State lept.”) '
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no persistent debvate on tﬁ#%proprieﬁy=érVCIAbsponsaring an essentially
nilitary, political, econonie, or m:lﬁo appreisal when one was
regusated by one of the policy aMu.

In summary, the estimstes rwgnnsted of CIA by the policy
2 encios between October 1950 and February 1953 revealed & civersity
of subject mattér, 8 widcuing’citelo‘of custoners, and a flexibility
ef product hendled Ly Ui''s seversl series of formal, coordinated
caﬁimten and informal inullibg-ence memoranda, 21]1 of these tnetera
help to explain the development of CIA's ability to meet the éhanging
needs of the NS end the departmental policy eehelons.

The progress during this ;‘mri@ wag summerised by leneral Smith

occasions, one near the berimning and the other near the énd

adainistration. In leesember 1950 he told & steff canferenec‘

".olicy aakers in the other departments are turning
more and more to CiA for advice and assistance, and
e o o the Agenoy is receiving greater responsibility
2ll the time, The Agency has not really wissed any
timely estinates, with one possible exception « . « «*

In 3 similar vein, two years latnr;z Generel 3mith praised Ciifs
progress in meeting the policy needs especially of the N5C. He

rejretted that "the demand for . . . estimates exceeds cur ability

1 Hinutes of ((i's ataff oonference, lec. 18, 1950, bb-M-l,

in ‘J/UUI/ 5
2

vem8rks at the /geney Uriomtation Conference, Hov. 21. 1962
reproduced in 073 Training Bulletin No. 1, Feb. 11, 1953,|:|
in 0I2 lecords Center,
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to supply them," but he exprassed the lf%éraﬁee that estimntes "heve
become, or at leixi they sheuld become, wh i in nilitary parlanes

i ealled the =3 snnex on uhi&h_yperational plans are bhased,it

"iore and more," he added, they are "beiny used in that way." The
contimxing srablem,he found, was that »

Wie are Lisving & 1ittls dif?f‘icﬁlt.‘y patting estimates in

in & timely way sc that the staff of{lcers whe do the

work for the Security louncil will have then well in

advance of their own job, which is the preparation of

draft policy papers., 'n soms cases, we have been A&

little behind the policy papers, but more and ncre

we are keeping ap to date zpd = litile bit ahead of

the psrade,”

Throughout this period it is evident that CIA's position as
the overnment's central estimating authority was certainly
strengthened, and that the prestise of its estimates was enhenced
by closer contact with the policy aaﬁrl and by laproved inter-
departaental exchange and consultative arrangements with the
intelligence contritutors. Om the other hemd, CIA did not achieve
exclusive jurisdiction over the produetion of all estimates needed
by the poliey officials, The departutﬁili intnlligance agencies,
including State's (ffice of .ntelligence Research and the Army, Nevy,
and r Force invelligence agencies in the lefense lepartaent, each
contimed to produce sstimates for intra-departmentsl consumption,
including reports intended for their depsrtaental members on the HSi

- &nd the F57 Sentor Staff. So also did the Joint Intelligence Committes,

14,
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under the Joint liefs of Lteff, continae to produce appreisels,

sxcept thit Lhe u. - jlelded to Qii the jurdsdiction uvor Lihe basie,

pericdic set.ante of _oviet copaBilities &nd intentions, beginming

in loveuter 1&,‘;';’).1 Finully, <hen jﬂsuc securit; policlies were
&% issusr, jurisdiotion over intel:igence estimates was normelly Liken
not by .. oud the 140 but by the Interdepartaental intellijence
Conference (... and the Intewdepartmental “emmittes un internal
seeurity (.oIf) headed by the ?éd.rnl bureeu of inveatl . xilon.

e coabinad eflorts of sll these intelligence saliamnting
Jroups represented & comprehensive, sigaif&caﬁt, end .rowing body
of intelli:ence opinion and adéice, availadle contimiously ond oa
deménd te the policy echelons of the [overnment, +hile thure was
seneral ayrecment thet the estimetes were useful and germane to
policy formulstion, 1t is not a8 clesr, from the historicsl records
availeble, whethier (2nd how) the estimstes were actually used by
the pciiny cfficers, {ne eritic, who had eccess to the views and
records of the policy echelons themselves during this period,
questioned wunether intellizonce estimates were a major ingredient

in policy'faraulation.! He magrested that the poliey officers were

1 ee 15 prozress repart, Hov. 2, 1950, I7J=Fiel, =
UHE fides.

2 noger iillsman, Stratesic Intelligence end kational Lecisions
(¥ree ‘ress, 1556); tased in oart on interviews, spparently curing
the pericd 15750-52, with various U. 5. intellizence aznd policy
officials.

1x 8

SECRET

Approved For Release 2004/09/13 : CIA-RDP64-00654A000200170001-2




Approved For aease 2004/09/13 : CIA-RDP64-00654‘00200170001-2

characteristicelly influenced, instead, by & sacophony oi voapeling
Coition® on foreizn developments supplied by & variciy of non-
intell: cnece sources, sucih as ‘yerig@ﬁl friends, lobbiiels, perty

bosses, ward heslers, swnators, ccn;fiaﬁmqn, gabinet wenbsreg, union
lecaders, new:.sgermen, and even pollsters and gocial pﬂycaalagi#ts."l
%o Buch swedping  encralizatiem een be sup.crited Ly the evidonce
used ‘n Lhe present study. ;'1cé§t for isolated cesea, notaily bhe
public cuniroversy in 1451 which revealed mixed resctions by varlous
poliey coificials tc the intel_igence esiimates on thinese .ommunist
intervention in Korea in the fall of ’.1.95(),2 no conclusive evidence
has been found 9f sny genersl indifference to intellijence estimetes
on the pert of the pclicy echelons of the sovernment., .Jeneral imith,
for his part, seemed convinced, both ot the beginning and the end of
his sduinistretion, that Clfieproduced estimates were, in fact, becﬁning
incressinyly influential. is own membership in the ksC,- to.ether

with the assiznaent of key (4. officers to work dircctly with the

1ypid., p. 148,

? For varylng, publiecly exyreased reactions to intelligence
estimates Ly the ~‘resident, cebinet members, and the Far ast com-
ninder (General Macirthur), see fidstorical Staff study, "Study of
CIf Seporting on Jhinese Tomamnist Intervention in the horeen war,
September-lecember 1950%, Get. 1955, |
especially exhibit &,

3 Ural briefings were made by the ldrector et HSU meetings early
in his acdministration, and the practice continued duriny his next
two years, (See [IC unnumbered mimutes, lec. 11, 1950, and later,
in U/001/7x files.)

IXx &b
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4 senler utaff,l grababié’gave CIA a further, oo direct voice
in the policy cu.unvls of the qﬁ?ﬁlﬂﬂ‘ﬂ‘; to insurc Losd ebjcctivtly
Froduced inthligéau.u »oraisals acra lver Mere ioscly a2 idre:sed
to the needs of tiose who wers resﬂonSgQLe for the cunouct of the

. . 2
Yation's foreign pclieles end operstional srograms.

1 Tn Tecenber 1950, the .iI expegfed to personally keep %%
informed, primrrily through his sttendence ai N5C meeiings, of
"setion token or contexplated by the N5S", (S5ee minutes of 201
stafl conference, lee. 18, 1950, 5 mi=l, in 0/iCl/2.,) Later,

in 4April 1551, he directed the il of Y5 (Mr. Langer) to atiend
regular bi-weekly meetings of the NIC Gtarf., #r. Langer apparently
objected to atlending perscn&ily, with ™ay tise wvery rulxy taken
up" (see his memo to the LTI, April 19, 1951, im 0/LcI/i); and
later thiz lialson task was agsigned to specific %N staff meabers.
In 1952, this task was re-assigned to stafl assistants of the 11/,

? inile %! perticipated increasingly in KSC Staff committee
meetingys, only rarely did the policy of "icers (convers:ly) par-
ticipate in % Toard meetings, when the crucial matter of "terns
of reference" was decided on a given request. There were excsptions,
of courseg in "pril 1951, for exaaple, tue N7 Board met for that
surpose with representotives of “tete's i'ulicy “laaning dtaff,

{Gee 1.0 p:;o ress reuory I1°0-7H-10, spril 10, 1951,[  in
Gk files,
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Changing Needs for ‘uppertipgg Documentation

ONE continued the practice, i‘olhmd by ORE &n previous
years, ¢ providing the user of the finished estirate not oniy with
the gctusl e#stimaiive conclustons themselves, in e p.ge ar two of
text at the front of the report, but slso with an sccompanying
"discussion® section, and soretimes - . - with an eprendix in addi-
ﬁien, in which the evidence bearing ou the conclusions was summsrised
and svalustad, hriefly or in more extended detail.

Althoush ONE's practice seersd to represent no essential
change from precading ysars, 1% was subjected to critical review
from tize % time, Various itssues were raised on occasion: how
detaliled sn estinate should bej whether aupporting documentation of
any kind was needed at all by the poliey officisls to whom the
estirative conclusions were addressed; and whether it was appropriate
to reveal, outside the intelligence orgenisatien, the na'ure, extent,
and reliabllity of the factusl evidence on which the sreculative
conclusiona wers bullt,

In Novewber 1950, Nensral Smith had aired the case tnr & bare
winimum of factusl detail, at ome of his first meetinga with the IAC,
apparently on behalf of Ur, Lcngor.l In order for nmational sstimates
%o pmet "the requirsmsnts of the policy makers,” Neneral Smith pro-
posed that the finished report *would have to be drief, that the

argument attached thereto should be & summary of the deductions

1 #inutes of ILC meeting, Nov. 30, 1950, IAC-M-f 25X
1“ ;J/’JGI/ R.
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drawn fyom the deta supporting the estimute, end, Tincily, that ell
readers would hsve Lo understand tutgifar ap exaxinatlon of ihe
volusinous Jstail, reference iuu;d heve to be sade Lo the exserts,”
‘s a statgm&nt of adminiatr&tiit principles these views prevailed,
with the unénincus agresament of the departaental intellicence chiefs
szaesbled at thet nmating.x

in actusl praectice, im 1951 ond 1952, however, it waes spparently
impossible to exclude supporting cocumentsetion completely from the
finished report. It is doubtful, on the other hand, whether in
practicas the policy reeders :velled themselves with any regularity
of the opportunity for a first-hend “exsminstion of the voluminous
detail” ron which the estimates wur.fvritton, in casez where they
aight wish to challenge the coﬁulvaiona subtmitted to thea or pursue
the underlying ranifieaﬁicnd'inldetail. In any case, not 2 single
trenaaiital of eny such neterial to sny of then hes bcen found in
CR-'s ey outsoing letters for this period,

The “discussion® section of the finished estisate, in 1951-52
as belfore, typically included not only several pagzes of what lenersl
aith hed enrlled the srgumentation, but 2lso gome sumsarisation, at
lemst, deseribing snd evaluating the intelligence documentstion from
which the opinions were drawn. In addition, & substantizl nu=ber

of estimates contained appencixes us well, in which further factusl

1 psid.
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detail was presented, Thus;{;§;0&§'p first weeks, in MNovember-
lDecember 1950, appendixes upﬁ;iﬁiﬂ iﬁxtuéiiatim&bes,l and in 1%51
they wers included in eleven cf thnn.t'

The need for supporting documentation was éuestiened &nd
defended a number efrtiaas in 1951 and 1952, both within and outside
“IR. Gecasionally a final dreft of an estimate was criticizec by
an IAC wmember agency as being simply "overly leagtny”.3 In srch
1952, for example, the Army intelljgsnce chief urged thet LIiAts
estimates in jeneral should be ahort.er.h Generel Omith spparently
continued tc take a skeptical :ttitude toward supporting detail of
any kinde Un several occcasions Smith was quocted 28 seying thst the
cpening “conclusions® in an estimzte were, after all, “the only part
that the top policy maker, especially the iresident, ie likely to
reeﬁ."s #

vwidently his ‘eputy, silliam H, Jsckson, shared these views,
at least in his flrst months in (Y4, which seemed to confora to his

own theories sbout national estimating, s expressed in the lulles

1

2 15=18, WL =21, N1i-27, BIE=19, SE5, Si-§, HIZ-35, 4Ti-kl,
#li=33, and £:-20. Uce (HT production record, 1950~53, in 4nnex K
below,

Hi¥=3 and HTiw7,

3 womaent by icneral Dolling, (-2, Hareh 27, 1952. CLee minutes
of 147 meetiny, ‘arch 27, 1952, Iéw~ﬁ~66 |in 0/ 151/ it

4 Ibids

5

Quoted by Sherman Kent, SL/NE, in his memorandum to the [1/I,
April 10, 1954, commentin: on Lhe Qroblem "authentication of Facts®
in CME "chreono file®,

X &8
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roup repcrt snd in later sta:ementi,l in which he hed distinguished
sharply between estinstes, as statements of “opinion", and other
intellivence ﬁradncta g “factual” reports, Iy 1Y51, however,
Jacxson wrs insisting, with respect to some of the estiastes which
come Lo him for review, that they be wore strongly supported "hy

facta and reasoniny from facta "2
L ]

iis successer, icftus ., [lecker,
expressed the same criticissm after Jemuary 1952.3

In foril 1952, ONL formally sought out the views of the
¥atlonal ecurity ‘ouneil Zenior Staff members, on theif preferences
for supporting detail, /it a meeting with thea on ‘pril 10, which
shermsn kent regerded as "ceriainly the best consumer guidance we
have reéeived," he found % .a&t that group of readers “would on

h

occasion like more detsil thar is now supplied."” &imilarly, on
subsequent occzsions in 1952 and 1953, the NSO representatives asked
agein for "u fuller arrsy of facts upon which the conclusicns were

baned."s The .tate .cpartment ens Lthe ‘sychological Strategy Loard

1 Yor exsasle, &t the 10 meeting on Cclober 20, 1%50, r. Jackson
ande the distinction between "estimates and siample reports of faet”
(125 Minutes, in /000705 files),

¢ Comment hy ‘r. Jackson, recslled by :r. Kent, in memorandum to
©yfI, Jan. 1952, in ©FS “chromo file”,

3 Ivid,
L Memorandua by *i/N. te ii/L, &pril 10, 1952, "/uthenticaiion
of “acts™,] |[in ONE "chrona file".
5 nenorancum by L/%F to LI, Sept. 23, 1953, [ Jimo/oan/en, 25X

filed under "uiii™,

it B

-~
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agreed, It secmed evident thet a diseriminating and critical resder

of an intellipence appraisal would have the keenest interest in

going behind the tightly measured words of a page or two of conclu~

sions, not only to check for Himself the logle thst led to those

conclusions, but also to satisfly himself about the extent, authenticity,

and reliasbility of the evidence on whieh the conclusions were basced,
In April 1952, apparenily et the request of the new DD/I,

OWF. explored comprehensively the problem of improving the supporting

documentation, not only in the {inished estimate but also in the

departmental and intra-CIA comtributions on which 1% was expected

to be based, In a staff study on "authentication of facts,”

Sherman Kent discussed the relative merits of several alternatives

that might be employed.}‘

He mentioned, first, the time-honored
acadenic practice, common to all flelds of critical scholarship
and not uncommon Lo curremt imtelligence reporting and to some other
types of intelligence production, of footnoting the "discussion®
section of an estimate with asequately evaluated referances to the
specific documentary evidence involved, He dismdissed footnotes
summarily, howaver, as being "presumably anasthema™ to the reader.
Similarly he discarded the comparable practice of systematically
summarizing the documentary references in the text by means of such
tyrical documentary phrases as "on the basis of PA reports® and
"on the basis of agent reports.® He questioned whether such docu-

rentation "would add to the Judgment of a consumer noi trained in

Lsemorandun by AD/ME to DD/I, April 10, 1952, ] | 25X
in ONF %ehronc file."
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intelligence,” and he wondered whether such a practice would not
also present problems of "bulx® and "occasionally, of secnrity.'*l
Other alternatives Kent considered more favorably, in cases
vhere thore was a demonstrated need for more documentation. The
practice of oral "briefings" could be extended, he thought, except
that more briefings might take undue time for ONE staff members.
A& rrester use of "tabs" or aprendixes would also appeal to the
consumers, he said, HNext, he sugprested a greater use of "graphic

metiods of presentation.”z

Wiile 211 these alternatives were pri-
marily methods of presenting facts and figures, rather than devices
for revealing the reliablility of the evidence presented, thay were
all used increasingly by ONE for extending and improving the supporting
detail in the finished report.

Appendixes, in partienlar, contimued to appear with some
regularity, but not without a formal re-examination of the problem
by the I4C in September 1952. All the recipients of ONE msterial
in 1952 had responded faverably to appendixes, so ONE reported,
but some of the producing agencles, especially the military intel-
ligence services, had raised objections to supporting detsil in
general, and to certain kinds of sppendixes in particular. While
the military agencies no longer objected, so ONE had found, to such
appsndixes as "maps, . . . tables of estimated military strengths,

o » « tables of military end items, or . . . rough inventories of

Approved For Release 2004/09/'{' § : &%—R§PEQ§G3£A000200170001-2




Approved For.lease 2004/09/13 : CIA-RDP64-0065‘00200170001-2

the strategic rescurces of ancther state,” wiuich were 211 primerily
thin the Ticlds of their speclal coapetense, those agencies hed
been "es & rule, ., . . either lukewarm or definitely orposes ﬁm
7ets which were of & genersl oliticel, sociel, or econo it ﬂaturc.gl
Un ceptember L, 1952, ithe I/C took 8 formel rosition e alnst
espendixes as an intogral, ceordinated -art of the finished estiante,
ant 1eft the problem to C14 ss to whether » wiven a,.endix might
bte issued aioni with &n estinmte merely as "background iaformatien.“z
in the future, so the 20 ruled, if an appendix would be -ro;osed,
the 1/1 would determine, after consultstion with the departmental
intelligence ajencies, whether it should be iesued 25 "beckground
inforaation.” ¢urthermore, however, winile thé 120 would ot
formelly review the substance of an appendix, the appendixes "should
be 'scroened! bty the fintelli, ence/ agencies and emy serious
d¢isereement taken into accourt,” befeore it was circulatec with
the estimnte ag unofTicial bscksround infarmation.B
between . entember 1962 ané "eoruary 1553 th&'number of
zusendixes dJeclined. Inly three estimater a .pesred with them curing

Lt ;:ericcﬁ.h Those that survived did, however, carry the formsl

1 jemorands by ¥%, July=fug. 1562, in ONF “chrone file’.
¥ [ ]

2 .. LR A }
“inutes of 170 meeting, {ept. L, 1952, [iCene{l, in i
GECE et
3 1pq,

h.%if-sa, Nl i=6L (part 1), and 41:-21/1; see .4’ production record
below, Znnex K.
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concurrence of the IAC, in spite of the "eu\garical pesition it had
taken in September 1952, The issue was raised again the naxi year,
when the »rinciple of fully eocerdinated appencilxes was unce sgaln

let‘ld.l

In suweary, the presence of ad.quu wapporsing documentation,
in mufficient r-levaat detall and in rcndablo and unierstandable
form, ssemad to be one of the fRotors contrisuting to increasing
"oustonar Bccentance” snd "consuwsr confidence™ In A% extinates
in 1951 and 1992, Among the intelligence preducers, documentation
was variously regarded either as a strictly aditorial provlem of
form snd oresentation or 8s a ssbatantive probler affeciing the
wvary intarrity of the final svaluation., In any case, supporting
docurentation wes a production problem which, aside I{rom formal
administrative rulings, had to be re-appraised fror tire to line,
and seamed to be inherent in the very nature of crderly znd respoa-

sible ewtisating,

1 jtemorandum by AD/NE to 5CI, Sept. 23, 1953, om YI:C ialicy
on Approval of Appsndixes te NIE's," | | approved by 25X
I, vete 1, 1993 in O/MCI/AR, filed under "ONE.®
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Depertwental snd Agenecy “Sessarc Tertlcintiion
in “stimates Production

verellsl with the problems of cna_tar.:et‘ relutdonsg, deszribed
sbove, wert : HL'S sroblems of naintainiﬁg working relatianshipﬁ
with the several intelli.ence research an: producilon sgencles and
offices, both aron; the departments snd within LA, which hed
varying inb-llizence resources ecad points ol view Lo contribute in
the construcilon of vhe {inlsned estimate, The need for hetier
cepartmental eontributions end for fuller psrticipstion by the IAT
membsr sroencles in the estima.ing proces: had been commonly urged
by s1. of tha several aurveys that had investigate. U .:'s salinates
programs before Goiober 1950, even though trney had not sgreed in
all details s t: what chanzes mizht bring sboubt the <issired resuli.
Furthemmors, wit) the interna. roorgenisation of {2 and the emer-
gence of four separate produciion oifices by January 1951, there
wa3 2ls¢ & corresponding need, unforesesn by the seversl surveys
of the old D/ fice of Heports and “stimates, for redefining the
relationships between the new Office of National fstimales and the
research nnd anelvais divisions in the 2{fice of Tcleniific Intel=
ligence, tha J7fice of Ressarch and Heporits, and the LUfilce of
Lurrent (ntellisence,

uotynan ctober 1950 and January 1951, after a seriod of
experimentation “irat by the Jffice of Teports and "stimeies and
then {after Yormmber 13) by the naw OfTice of Hational “stimates,

ir 9k
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the procedurss “or intersgency pirticipatinn were revised, in the
d{waction of ~iving the parﬁicipqting agzencies aid offices a more
direct a4 rontinaing volce 7t various stazes of “he estimsting
nrocass, and at the sare time making thelir perdicinetion a more
rerularized end responsible ome, There was no brosd reocrganisa-
tisn of t-= intellirence proietion arpa=ization ontside T2, which
romained decantralizad essentisliy in the State and "afenss ‘epart=
ments, Mer wag there any chanre in the ossential stens of the
estimnting nroress,which included {as befsre) the formulation of
the tarms of reference, the assignment and asroduction of ressarch
contrinhationg, the drafting of the estimate, and the review,
revision, and final approval of the finished es‘inaaa. In all of
thess asssantial sieps, howaver, new procedures were attempted
toward the 2im of fuller and better participetion by ths depart-
mentsl intel izence agencies, and & widening eivele of participating
agcncles and officasﬁzogiultai during the rescearch and delibarative |
stegas,

The procedural changes, while not Jdramatic or revolutinnary,
were both definite and flexihle, Thus, the terms of referance for

peremptorily

a ziven astimate, inste:c of being sent/to ths contributng avencies,
wore [irst disenszzed in advance with thelr revresentatives, thus
providinrs aa corortunity for s conssnsus in whiich the research and
avalustive cuestions invelved could be more clearly definad or

understacd snd in which ths assignment of ressarch soniributlons

X 95
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would be rore acceptzble. The pattern of contributing agencies
remained basicsily the sare as bitqn '1950, but there wis a dezree
of flexibility with an oeccasional smsller cirele of contributors
(if the subject matter wes lirdted) or one that was wider (if more
ramifying subject matter wes involved),

- The drafting itself was ususl.y reserved as a function for
the #: Ystimates Staff itself, but again the procedure wrs [lexible
enoush to yleld t.his task . one or another dofnrtmntal agency
{particularly when the subject wss in a department's primafy Juris-~
diction) or to an ad hot committee of CIi and depsrtmentsl repre-
sentatives {(on subjects that were more spuculative than factusl),
Finally, the raview of the draft was divided into two steps: in
the first instance, within CI:, by ONE's Bosrd and Fatimatans Stafl;
ami secontl, by T4 and the departments jointly, in the subsequent |
discussions, uhile this second step corresvonded to :3:'s former
practice of discussing & drait with IAC representatives, an addi-
tional, third step was added, calling for & further review and a
final concurrence by the Jepartmental int-iligence chiefs themselves,
asserbiled in the full TAC comrittee, In not & single cese, awong
the 135-sone estimates published betwssn October 1950 and February
1953, was en estimate formal.y disseminated until the IAC had had
an sooortanliy to consider and concmf in the final draft,

The inter-departmental eharacter that nermeated much of the
work of estimating followed 8 pattern of flexibility and regulsrity
during the neriod Cetobar 19%:-Februar; 1953. 211 seven depsrtmental

Ix 96
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intellizence sgencies were regularly representsd, -long with 74,
in the Iantelli-ence idvisory Caﬁuitt‘c; uﬁnn the Pinal roview of
an oati&nte wan heing undertaken, ﬁﬁt anly the four princioal
nroduction azenci:s (those in the tate, Army, Navy, and Alr Poree,
raspectivel s} sarticipated with any reqularity in the earlier
reteareh and deliherative stazes of the eatimative proceas, In
those =arlier, sormetimes time-consuming stages, the other three
agencizs (the ~tomic Tnergy Comndission, the Fadaral buresu of
Investigstinn, and the Jolnt Intelligenes Com-ittee) participated
only to a lipitec axtent, chiefly in relation to specific problems,
The Ai{, for example, itself precccupied with a separaie series of
atomiceenergy estimates (outaide the UNi program but nevertheless
ultimately clearsd through the IAG), served chiefiy (alon. with
the 0ffiece of’&e{@ntirie Intelligence) in advisingz Wi on atomice
snergy factors ttst figured in a lerger national estirmste,
Similarly, the "BI, which also had 1ts own estimeting program in
thae “Lald of domestic~securitly intclligence, participated in CO¥F's
most part

program for the/nnly when domestic matters were {nvolved, 1 Finally,

the JIC, which as &n agency under the Joint {hlefs of Staff was

1 the ¥BI objected to ONi's standard credit line (in the WIE's),
that "all” IAU members "concurred in this estimaie,” comrenting that
it resurded it: resvonsibility to "eoordinating forelsn and domestic
intel:igence an! related matters.” (Memorandum by| } 25X 1/
o, te ™/T, daly 29, 1952, | [in NHE "ehrono flles.") 25X
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1teelf an 1nz.¢r-—«:£op¢mmai tnﬁuﬁ.ﬁt group (for military intelli-
gence in particular), rarely submitted military contributions to CIA's
estimate program, and only rarely undertook %o coordinate Army, Navy,
and Alr ¥yrce military information needod by "HE, leaving thal task
either t~ one of the three Service deparimente, or to OKE ivgell.
Instead, JT:'s ~hief function in She CIA/ON: estimstes program was
1o serve &5 an intermediary ‘utm the intelligence cstimslors in
6TA and the operational plammsrs in the J05, in relation to problams
of "net® estimates, ﬁmus#d further ht—ar.l

“ The remsining four departmental intelligence ajgnncies mesn-
while participated not only in the final I‘C meetings but also in
a merles of regular meetings of Wnt-—nppomud working~-level
representatives (called IAC representatives). These meetings,
syplcally, were scheduled by the ONE bBoard of Hational :siimates,
first to consider the terms of reference snd next to consider lhe
successive irafts of the estimate itself, Th§ ONE Board meetlings
with the IAC representatives consisted usually of & single meatiag
on & given sad of terms of reference, but the meetings on the
drafta averazed between two and three meetings per estimste, and
ccoasionally the record indicated that "several loar and protrasted
meetings” were i{nvolved on & draft that was partisularly econtro-
versisl or in which the speculative vfoaburn outweighed the factual
svidence that was av&ilahla.z

X See below, pp. 151 ff.

2 5ee "Historical iecord of “stivates Projects Undertsken. . ."
ainnex K, below, passinm.
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In addition, the departmental representatives and Lieir home
agencies performed other functions, on oeesasion, which departed some-
what from the typical procedure wmz’mt in the fall of 1950. The
State Department's intelligence agency, for exarple, occasionally was
asked to drafl ihe terms of reference, as in the ease of Durma (KIE-36),
in April 1951, Similarly, the State Depertment slso occasionally did
the initial drafting of an estimate, as in the case of the Soviet
Unlon's current intentions, in November 1950 (NIE~11l), Soviet tactics
in a proposed Council of Foreign Ministers, in Jamary 1951 (MIE-28),
Soviet vulnerability to econcmic varfare, in Jamary 1951 (NIE-22),
the San Trancisco treaty conferemee, in August 1951 (SE~11), and the
political situation in Pamama in Jarmary 1952 (8E-21). Furthermore,
beginming early in 1951, ONE mede special requests on the State
Depariment for special backgreund stodies on particular political
problems, such as Mainland Chinese attitudes toward Chiang Kai~Shek
(March 1951), French polities (March 1951), Indonesian
and Thailand politics (June-September 1951), and further mm.cal
studies on France and China (in February and June 1952).1

The three military depertments, similarly, oceasionally pro-
vided special services to the A estimates program which want
beyond their normal research contributions and their normal partie
cipation in ONE meetings to deliberate on the terms of reference
and on the drafts. While most of the military contributions were

Lpia,
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separately submitted to “Ni by the imdividusl departments, they were
occasionally subjected to ‘in*.m--sé;we coordination, usually by whe
pariicular department ‘nabt had *he Jominsiing iniereat in the wiliw
tary subject ca’ler of the estimaie projeci. fthe ‘rmy, or éxmph,
was responalvle for "coordinated” eontridutions on Southoast Asia
(HI:-20, Jamusry 1951), Korea (¥15-32, February 1951}, ani the
Yuropean etellites (N1L.33, Apru 1951). The Navy, sissiluly,
as%sft-mb}.né 2 single Tefense Departeent contribution o whe ‘hincse
Hasionalists (WIE-27, Mareh 19%51). 8o almo 14 the Alr Furce, on
a U700 psychological warlsre estimate (3E-15, July 1951). liks the
Siate ‘epartnent, the irmy oceeasionally was asked to do the drafiing
of the estimate itaelf, in lieu of ONE, a» in the case of a
Tugoslavian estimate in April 1951 (NIS-29/1), but there is no
record thsh Havy and Alr Foree parilcipated in the initial-drafiing
stage, excent in 5 faw cages whers thay and éthev IAY reuresentatives
were temnorarily constituted as an ad hoo drafting comittee, ‘Such
drafting cormlitees were usec in the case of the est.bsatg on “ovied
biological and chemical warfare (HIE~18, Deceuber 1950), caw on
Soviet defense z-ainst atomic abttack (NIE-30, Februsry 1951), amd
the first of the special-intelligencs estimates (5I5-1, March 1?51}.1
There were still other departures from the typlcal patierm of
IAC participation, In Say 1951, for exsample, sn estimate on the

probebilities of a new Sovietd blockade of Lerlin was ‘slevated by

1 “pafting committees were also used “or soms of the “nat® USSR-US
capabilities estimatess see pp. 101 ff,

X 100

Approved For Release 2004IO9%6R‘RPP64-00654A000200170001-2
X, . ‘ ‘




Approved For.ease 2004/09/13 : CIA-RDP64-0065“00200170001-2

thg IAT to the several . 5, intellizence representetives in
“ewa»uy.l {n another case. the following vesr 2 project on Indoe
Chins led t9 8 speclal recuest to bhe 7, ', "ohnszsiag at Saigon
and Carls, oskine thew to prepare a consolidatel sng coordinsied
contribution of the views, "includinr minority viaws,” of sll the
U. oo intelti-ance sesncies in thoSe two Areas.?

In gddition to the jour principal IA7 wmerbers, s nuzber of
non=IAC rzencica also purticisate in the resesrch and de.iberative
stagzes of esilrzting from time to time, [n one of Nty very firat
estimeles nrojects, dealing with the iddle East netroleun situya-
b {70 =10, the researe: aad drafting wss don: by an ad hoe
commitiee Lhobt inciuded representatives of the Treasury an'! iomrsrce
enariments, the oonomic (eoperation Administration, and the
“atrelens tommittee of the Munitions “oard,3 In enotner cuge,; in
July 1951, a draft estimetz o1 Soviet clandestine-w-rfare iof 327 B
bilities {¥7 «31) was revised on the basis of discussions with a
varicly of arcencies having pa=tlcular technical comnctences,
including (besides the 721 and the A%}, the ‘ericulture Depsri-
mentls duresus of inilmal Industry and of “ntorolngy, the Treasury
Yepartment's Customs surean a3d Coest Tuard, the Army's Cherical

vorps, bhe Federal Tivil fefense Administreation, and the ublic

L Vinutes, tay 3, 1951, [AC-he29, [::::::] in ofti/ A,
2 IAL “inuten, Jesn, 2L, 1952, IAQ-V.57,| in ibid,

IAT “rosress report, fHov. 15, 1350, TAC="Fa2, S
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Health Smica.l Indirectly, toc, and mere typlcally, these and

other Foderal agencies also partieipated in the estimates proeram
through their assistance to the departmental intelligence agencies
in connection with the normsl research and collection programs of
the latter agencies,

The contributions of CIA's own research offices meanwhile
became an increasingly regular feature in a2 substantial rnmmwber of
estimates projects, beginning early in 1951. Although CIA had been
eriticized, bafore 1950, for conducting research on estimative
problems independently of IAC member sgencies, the practice vas
regumed in modified farm, early in 1951, partly (it appears) &n
order to retain an independent review of the reliability of
evidence supplied in the departmental contributions, snd partly to
take advantage of special research and collection resources being
strengthened in CIA after(/)lclgggfr

Among the partieipating offices of CIA, the Office of
Seientific Intelligence contimned (as before October 1950) to
prepare contributions when a particular sstimate deall with
scientifiec subjects or the sconomic aspects of new weapons,

In addition, beginming early im 1991, OST was ocoasionally
given the further responsibility of drafting a major section
of the estimate. Two such cases were the estinmates on Western
Furopean Defense (NIF-13) in Jamary 1951, and Civil Defense
in the USSR (NIF-60, part II) in February 1952. With the

lLAC Progress report, Aug. 1, 1951, IAC~PR~16, in ibid,
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reorzanization of 061 and the establiehment of the Libor-agency
Selentific Zstimates Jom-ittee later in;iQSZ, both :I's ressarch
conbributi: g snd {us drafts of sections of the estimate were
increaslinrly subjected to advunca, in*»r-mvpartment&l coordination,
an! .ere scuordingly submi uted to ONE Ln the fors of Molantific
‘stin ses Committee" contributions, !

irilarly, the new 0ffice of Research and 7Teports soon
became & naisr contributor to those esﬁimates projects thai were
heavlile ecosnrmic in subject matter., Inttlslly (late in 1950 and
2xrly in 1951) economic-intelligence contributions had been sine
nliec by the “tate "epartment, but beginning in February 191,
this worl was eradualiy teker over by OR”, The first case was a
generel cstimate on Coviet capwbilitiﬁs an? intentions (d71-2%),
in which cke econoric sections were divided three ways bsotween the
“tate Tepartment, 077, and 0ZI, as follows: (1) (tate, the " R's
"Lotal economic potential relative to the nited Nilates and
western arope®; (2) O%R, the U8SH's industrial cenversion %o war
procuction, 1ts capsbilitles to meet essentisl civilian snd mili-
tary needs, an stockpiling; and (3) 051, the USSR's produection

capacity in the fields of the newsr "weapons of mass éestructiun".z

L example, & "CiC" contribution wez prepared, in Jai,-feb,

1953, for VT -A5, on coviet W.r Potential, Mi4-1953 to ¥id-1357,

(Cee Ti nrogress “oporb, Mereh 13, 1953, 1A0-72.31, [;::::] in o 25
fil#s.,)  4s ecarle ss turil 1351, there hat been occsslonal inter-

a-ency cocr’instien of sclentific coniributions by 0571, as in the

i 2 of “fal) on "Tnirllizence Imnlisations of a “ensus and

& lficathn nf irmed Forces and /rmaments,"
2 vero my | | 0™ vorrd feerctary, to 700 weoresenla-
f_,_u:sm, Feh, 10, 131 7T | fin 27 fetrone iles,t 25
IX 103
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Ia subsecuent estinates, hbu.vwr, the economic contributions were
more definltel vy ventralized {n Gﬁﬁs(gxq.pt that L continusd %o
handle the ecousmic aspects af new !-tbans}. Purtherrore, as 07
itselfl becarme @ coordinating agency on econoric in%élliﬁance, con-
firm:! with ths establishment of the inter-departmental fconomic
intellizence Comvittes in June 1991, the scomoric econtributions to
7 -gpungorcd astimates became (like 051's. scientific conribu-
tinns, wentisaed earlier), & for- of "pre-coordinated” material
upon its delivery o 0%{'&.1
The 3ffice of Current Intellizence was still ancther gource
of resaarch and sveluation fer ONE, By June 1951 001 wau making
occasional "informel® contribatlons, as in the case of an astimate
on Opain (1% ~34}, and in ietober 19?1 M wog sasking 771 to pare-
ticlpate in the terms-of-referance mesting on an estimate on ino-
Sovi-t relations [715«58), I1 a number of cases O i's wori on
indicalion= snid warnings, conducted in eollaboration with Lhe TiC
deteh Lowrdittee, also fliured in the estimstes, ax in the case of
an estimefe on Jommunist intentions in Japan, in Aurust 1951 {7-11),
./ one on soviet alr-defense capabilities, in Novewbar 1951

in 1952 OHF experimented with the practice of rezularly

1~£monz the =:timates containing GHA% IC contributions were
NIEB=56, HIT-549, 41n«69, and NIF-65, (Sees " 'istorical [:cord of
“stlmates “roject: ‘indertaken . . .% Annex K , below.) In addition,
IR gn! £17 slso wroduced sep o+l series ol reports, entivelw
econamic in scoue, whi o a4 e 1A% preiens reports {100 7i13) were
ldetified ns “wabtim: wx’.

2 fea T lztorics. seord of Pstimales Projeects Undertzien . , .,7
trmex K, below., “eor othur aspects of O <17 relr irnz, see
Jrguter VIL shove, ‘

IX 1ok
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subjectingz departmsnial contridutions to "factual” vevinw by OC
regionsl specialists, in the interast of overcoming "shortcomings
or possible arrors® and improving the deparimentel contributions,
ﬁut “% yound that beosuse of "the pressure of other com:itments
in 0rL," this review "almost never results in major somment,”
except for 7 I's Far ~astern “ivision, and except for OUI's
Support taff, which "has also contributed substantialiy to the
factual side of some estimates of loviat intentian:J;

¥esnwhile, ©1z's operational zgroups slse were used on
nccasion in the estimetes program. while their normal relstion-
ship to 7% was that of a customer, they also servec occasionally
23 an intel:izence contributer. The saversl estsablished series
of secretly coliected reports of N5), for exsmpls, were of course
rer larly svailsble (in ssnitized form) to 0¥ as they were to
all of the production ofricez in and out of [I*. In additlon,

moreover, (i occasionally scught the specific mnd direct col-

lection xssisiance of {50 on special prcblemsJ

r 25X14

=

1 ¥emorandum by Thermen Kent, AD/KE, "ruthentication of “acts.®
Top Seeret (T2 475300, p. 163 in O¥° *chrono files.”
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informailonal Lusis than is availahle 4a Weshington.” ‘nother
| a8 0PC) to briet the O Board

spievach wea to lavite 050 (as vell

on pariicular irzzafs, a8 was dope im March an? /ipril 1781 »n Thina

and castern ?:%:mpes.z Formal contributions were scuasionally

requested o thone swatioadofﬂml 25X

By the beginning of UHE's second year, UHE was alsc drawing

dtrectly on the (ffice of Uperaiions, . STATSPE
\TSPEC fo# spacisl psychologicel studies
to supplement the analysea normslly mede of the
25X
25X1A L
B
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“tate Department,l | 25X
25X

STATSPEC ]

The natvern of contributing agencias and offices ountlined
above réanvsd row the standardised formula of four 140 member

agencies, on which NP Zepended in the great majority of projects,

STATSPE(Q
25X1A I

STATSPEC [ ]

I 25X1
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te a highly flexible procedure that permitted ONE independently
to draw on the additionsl assistance of a2 variety of specialized
officss (within CIA snd among the non~IAC agencies), in order to
meet research nesds in specli®ic estimstive problems, HNormally the
contributions were in written form, But usually not supported by
&ocumnt.at,ion.l In other casas, furthermore, contributions were
received orally by ONF, Oral briefings by the IAC representatives
figured in two projects, condueted experimentally in Novenber and
Decerber 1952: one on Albania (SE-3L) amd the other on "Iree
World Attitudes . . " (NIReLS) .2 The results wers regerded hy
ORE as "sufficiently successful to warrant repstition in similaer

cases® in the i‘utnre.3

lm&mr departmental contributions were long or short, they

were generally not footnoted or otherwise referenced 1o specific
documentary evidence, Sherman Kent (AD/ME) said in a survey in
April, 1952, While contributions “gererally give the subsidiary
facts or line of reasoning in support of statements,” they "do
not under present practice go inte questions of intelligence
methodology,” he sald, becsuse the contributors might object to
the additional warkload and would regard a request for documenta=
tion "as a serious reflection on their competence." To require
documaentation "might easily impair good relations,™ he concluded.
(See Kent's study, "Authentiecation ef Facts," April 10, 1952,
pp. 13, 16, 31, [in ONE "chrono files.*)
For customsr (ss against contributar) interest in supporting
documentation, see above, pp. 86-93,

anamrandum by AD/ME to DCI, Dec. 17, 1952, and IAC
progress report, Dsc, 12, 1952, IAC-PR-29, h in OME
filﬁs.

3

Mamorandum by AD/NE to DCI, Dee. 17, 1952, ibid.
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At the other procedural extreme, "N slso had sccasion to
draft an sstim te without any fermel depsarimentz. contributions
whatsosver, &% least tnree estimates projects, all of them in
1952, ware handled in this way, Zmong them was an aestimate on
Guntemala (K" «%2), one on Herlin (5E-30), and'one on Italy {RI¥-71).
The «rafis written by OHY were agubjected, of course, to “ormsl
review un: revision by the IAJ representatives meetinz with the O
Soard, but they were based entirsly on initial research and evalu-
atlon conducted within 0¥k, Her was ORE's worik on the many other,
more riormal inter-agency nrojscts confined to that of a middicnan
for contributinns, Prom the deginning ONE had had a Support Stalf
for handling s hoc research probless thet figured in estimating
projacts.l Furtharmore, both the supportingz analystas and the esti-
matora themselves generslly had direct access to a varlety of “raw
intellirence™ revorts and other materials, including certain
special series of departmental ceble and radio messages, from which
to draw evidence at first hand,?2 The key personnel in
UM had a “il{lonal clearsnces for usins directly certain categories
of meterial, speclally those in the custody of 03I and 2CI, which

hrd 8 resesrch value for estinatea.3

1 foe abOW, ts }18“‘;0.

2 vemorsndun by ¥illiam L. Langer, AD/NC, to ONE Staff,
Dec. 9, 1950, [ _lin ONE "chrons files'j and memorandum by ON¥
to OGO/, June 18, 1951, |(regarding :CA “Paily Lable
Sumeary® j, In ibld,

:35t0m1c~enargy " % cleerances and speclal-inteliizence clearances
wara promplly reguested and oontalned br GH: between Hov, 1950 and
mareh 19513 ses re-orands in 28F "chrono files.”
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Ascsrdless of an abundance or a miaiwum of contribations, OME
charscteristically added an "infusion of /Tte/ own sources of
information® in the initlal drafting of an estimete, *he Lasis-
tant Director { ‘herman Zent) sald in 1952.1

Whatever the degree o departmeatal and agency particips-
tion in research contributiens, the evaluative probl:w conflroniing
O was 4o core to intelligence comclusions snd make them toth
intelligent ancd {ntelligible. This tesk was sometinmes called,
fizuratively, the job of pleeing iogether & "jig saw pussls” of
the enemv's intentiona, or of mansgiag an “"assewbly line” to which
the separais producers of compononts made nontnibatians.z Both of
these figures of speech, apt ss they were, implied erronesously
that itha boundaries of each of the sevaral elewents of an intslli-
gence satimate and each of the aonmsuuea eould be exactly
drawm, snd that pre-fabricated reports on each slement, once thay
were prepared, nseded only te de Joimed together editorially. Hor
vwas the drafting task in ONE a fumotion of "s mere editorial

1 deport by therman Kent, AD/WE, "Authentieation of Facta®,
April 10, 1952, p. 17, previcusly ecited.

2 e asacnbly-line and Jig-saw pussle figures were !‘nqucany
used (amony others) by willism H, Jackeon, the "I, im 1951, and
aluo appesred in the CI's progress repert to the %5C, in 1952,
("ise recordings,| ¢ Jaekson's remarks at UTR Orientaton
Confsrences, ipril 11, 1951, in OTR filews; his letter to Jenersl
Omar Bradley, JC5, Ju. 10, 1952, amclassified, in c/'x 1780, fﬂad
under "JOS," and U1 progress repors, April 23, 1952, 25X
40 0/°CI/tR.) Jackson slse regarded the entire U. 5.
intelligence orgsnisstion as, flguratively, a “iears, ‘cebuck
Enterprise,”

ix 110
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secratariat,” Kent said. Rather it was a critical analysis and
synthesis of formsl contributions amd of sapplementary material,
iIn this process, UNE "does not lightly depart from the contribu-
tions," but it "does deliberately amplify, modify, snd om occasion
contradict contributions, on the theory that such departures
should be ironed out, in the main, in the coordinetion process.”r
This inter-sgency coordination process, handled by person-toe
person discussion in the OHE Soard's maeny meetings with the I14C
representatives, was probably more akin, figuratively, to an scademic
seminar, than to an assembly-line or a jig-saw puszazle, insofar as
ths meetings were concerned with such matters as establishing the

reliability of svidence, reconciling conflicting evidence, and

arriving objectively at generalizations and conclusions, The

Assistant 'Arector of OMe described these meetings, in 1952, as &
period of "constent serutiny” ind "cross-examinatios” which usually
result in "2 very searching ap raisal of the essentisl factunl points.“z
un the other hand, such cross-exsminations were sometimss "2 dim-
couraging business,” he said, especislly when they involve military
representatives who are "not the workimp-level pecple snd are not
&ccompanied by Lhess people,” who hawve "some tendency...to take a

fixed view and to decline to argue it, on the ground thet it is

solely within their particular agency'’s cm%m-“’ In any case,

1 deport by Sherman Kent, “authentieatlion of Fscts,® p. 17, pree
viously cited.

2 feport by “herman Kent, "suthentication of Facts,” April 10, 1952,
Ppe 19«20, nreviously cited.

Ibid., pe 19, 1
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however, "at the vary lsast we mhm ovardogmatic or wvainforaed
azency revresentative {(or O staff meuber} fairly uncomfortable,®
£ont sald, end he concluded that by 1952 the msetings had bsscmm'
"far franker , . .than in tae esrly menths of GHi's existence."}
{iis hope was that, “"with the paseage 6:‘ time® the Loard's proe
coedings would develop to the point whers “group spirii, plus a
1ittle genial eriticlen, will pernit factual sad intelligence
weaknesses Lo be discussed with complete frmus."z A year later
he vas able to report further progress towsrd improving the factual
content of eatimatlive contributions, Both military-strengih and
sclentific~capabilities studies on the Coviet Unlon, which “two or
three years sgo . . . nay have been h large part uncritical
Svoilsr-platel” are “"emphatically not" in that eaiegory today, he
wrote in 19'33.3 The committee dsliberstions wers goin- "% great
lengths %o squeeze eut a2ll inflation possidilities® in such con-
tributiona, he .-m.d.k
The inter-agency coordinstion meetings cenducted by the
Board, tozether with the fimal meetings of the IAC, revealed not
enly differences over the svaluation of factusl evidence, bul slso

differences o5 opinfon and Judgment on the conclusions and

Y 1n4d., p. 20
? 1v10., p. 20

3 nirage® memorandum by AS/NE ve UGI, Sept. 28, 1953, on "possible
topies for «iseussion vith Admiral dasdferd /JC87," in OF°CI/ER, filed
under "Memos for CI,%

b 1nid,
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speeulations rendered. There were relatively few coues of formal
dissents, an: no ¢o .85 whrere an estimmte wag cancelled for lack of
conclusinns, smong the 135-sone estimates produced betwaen ‘icto-
ber 1950 snd February 1953, The records suggest, however, that
conbrovere: wis characteristic of many of the deliberrtive sessions
in the Bosrd and [AC meetings.

In one early cesc, the iir Fomge membor of the TAU objected
vigorousl: to a draft eztimate on Jom-unist China (HIx~10) in
Jarmary 1951, because:

The effect of the , . ., paper would be to point

oat to the policy makers advantages of taking positive

sleps with respect %o . .inz, and he stated frankly :hat

his own inclinationz we-# in the epposite direction,
In another estimate, on Comwrunist intentions in Jepan (£7-11), in
August 1951, the Havy and the 0N Hesrd were in & minority on
certain of the conclusions, while the majority views (held by the
State, frwy, and flr Force ‘epartments an<d the Joint Intellisence
Committee) wers in the end upheld by the &ﬁl.e in still enother
case, in Janusry 1952, the State lepartment and 0N had divergent
views on the likelihood of anthoritarian rile in Iran (NIt-l6),3
Ho ons department or agency was consistently in a ainority posi-

tion., In June 1952, the Office of Scientific Intelilgence and the

1 T Fintes, Jen. 15, 1951, I[ACeM-15, in 0/M1/fim,
2 [4¢ Minutes, Aug. 13, 1951, in 0/NCL/FR.

3£ha hiistorical Hecord of Pstimates Projects ndertaken o o of
Annex K ,below,
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Air Force contsnde! on Soviet capsbilities to jam Jestern communi- -
cations (i~ ’¢~305;1 in Dctober 1t was O°T snd the Navy, versus
the Alr Yorce, with respect %o certaln aspects of fovisct alr
defensas (?IE~S)32 and in Dacember 1952, it was “iate and frmy
dissenting on how the USSR was appreising U. I. reactlons to
coviet measures against Berlin (in WIE-Gh, part II.)3

‘arely was an initial draft of an estimate not reviged, First
by the 0. rd in deliveraticn withi the fztimates seaft members
involved, next in Sosrd meetinzs with IAC working level representa-
tives, and finslly in the I2 Ltself, The 135-some estimates
projects sverzzed betwegn two and three tosrd meatings on a projeet,
preceded by at lesst one meeting on the terms of refer-nes, snd
ac-asionally thare wers "several long and protrscted reaiings® on
] drafa.h tlmost no revisec drafis were ¢iven {insl concurrence
in the T8C without at least ainor modifications, so the IAT
minutes revnal.s “hile & case analysls of the actusl deliberations
in these estimates projects i# outside the scope of this study, an

examination of the records available (such ss I4C minutes and

I‘Minutes of T's staff conference, June 2, 1952, SC-¥-37,
[ ] in o/ c1/En,

2 yemorancum by ID/HL to DCI, Oct. 28, 1952, | | 25X

| in &0F ®chrono files.”

, 3 :;mums of I4. reeting, Dec. 1, 1952, iAC-N=89, in 25X
SIS U

b wiggporical “seord of @ stimates Projects Undertaken . . .,"
hnnex K, below, paszsim,
|4
IA0 minuies, b, 1950-Feb. 1953, passim, in 0/DClEYW,

™ 11k
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iater=agzency correspondence of OME) suggests that e ifferences
of opinion were occasicnslly iatra-CEA and more often lileresgency
in scope, and that they stemeed from & wariety of factors, such as
a lack of conclusive intelligence evidsnce, a cellsction or research
delficiency, or e deparimental or policy bias asrmong the participants
in the delibverations,

The degree of controversy seemed to be ~reater 2s %the
quantity of reliable intelligence evidence was lower. For sxample,
the esiimate on ino-Sovict reiations (NIE-58), late inm feptember
1952, was described as follows by 03&‘-#1

There is not much %o be sald for NIB.58 excest that

it does eatablish 2 small ares of agreement.s.cone-

cerning s subject on which thers is little knowledge and

much fealinge sesbarge areas of the subject are

inadecuately treated, 3t w8 <o now havee..8 faw
significant gensrsllzations, znd we may hope to extend

this azreement in subsequent estlimates,

While unanlmity wes achisved in most of ihe finizied esiie-
males, there were dissents in some cases, and in a few, thao .lver-
gance of oninion was 8o umreconcilable that it was founsd to be
preferable to submit tha divergent conclusions to the ¥.( and
other pollcy agencles rather than o give them s misleading
impression of apparent unanimity, In one early estimate on .oviet

intentions, in dovember 1950 (NIE-1l), the IAC accepted an

1 lemorandum by AU/HE to I, Septe 3, 1952, in CE “chrono files,”
she 1AC approved the estimate, with a "reservation® by ths ‘ate
lepartment, on the conclusions that related to "the wulnerability of
iino=.oviet soli arity to Western pressures.” (IAC Himutes, -eut, k,
1952, LiceM=8l, in O/ICL/LR,)
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additional paragraph explaining to the ¥SC and the President that
"there s 8 mricus difference of view , + « of the [irmness of
the ‘oviet nosition, and that it is thought desirsble to maie

these views available to the policy mamm.”l There 13 no one

Nearrect® position, the IAC agreed, "on the bazis of available
inteilizence."® In another sstimste, & yoar laier (E-3, on Kores),
tus consensus in the IAC was, similarly, "no. to reconcile™ the
remainin- differences of opiaion but “simply inilcate the several
points of wiew vhere they are ai variance M3 This practice became
legs fracuent in ONE's second year, but reflected & contiming
vroblem. 1In February 1953, ‘or example, when a1 unreconc:ilable

aspect of s estimate on :astewWest trade (WI:-59) confronted the

estimators, on- of the GNE Panel of Consnltants 25X1

25X1A suggested, again, that the eatimate simply "summerize

argunents of both sides," and let the NSCU "choose the horn of the
dilemma which it ysmfars."k Among the objections tc this practice

was one by #illiam I, Langer (former sssistant Director of (MY and

now & Panel membior), who said that "the NSU cannot make » deciasion

if the professionals cannot /Egree/.”>

1 1950,

I47 wminules, Yov. 30, /IAC-H«H, in O/DCL/E |, 25X
? roiq.
3 1ac mimutes, Aug. 2, 1991, IAC-M38, | |i.n ibld. 25X
h Memorandum on N: meeting with its Panel of Consultants ("the

1 | Feb. 6, 1953, filed in ON¢ developmental file
on project Nirehs (sic).
5 rbic.
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cik kbrod ’
Approved For Release 2004/09/13 : ClA- IE)‘Y 00654A000200170001-2




Approved For‘lease 2004/09/13 : CIA-RDP64-0065‘00200170001-2

More characteristicslly, however, the overwhalniny majority
of the finished astimates .ere presented as a wnenimous report.
Ihis achisvement was doubtless a eredit to the increasinz effec-
tivenegss of the deliberative machinery of the ONE Board axi the
[A0, in nerrowine down the sreas of disazreement on fsztusl and
goeculrtive noinis. The many cemelttse deliberations and personal
conferences inwlved in 8 projsct frequently resulted in some
desres of corpromise, reflescted in the earefully measur+d langzuage
in which Lhe sgreed eonclusions were couched, ®ilways,” in faet,
fthe final » stimates « « o reflect a certzin amount of compromise,”
v concluded near the end of 1ts first yzar of axperienca.l' Come
manting on certain critical views received after the disserination
of & e@stimaic on Chinese Communist vulnerabilities (3:-5), ONE
acknowledeed -hat these views "were, in cenersl, shared b the
Gonrd of National Ystimat~s,” ani went on to explain thats

4 number of other intelligence szencies were unwilling
to o along with flat s.atements on thisz subject, and that
gince the final estimetes slways reflect a ceritsin amount
of compromise, the /Chinese/ Nationslists! capabilities
were oeriaps scmowhat generously defined,

The daﬂéars and hagards of seeki-c unanimity &L any cost
remained s provlem of continuing concern in 1951 sn:. 1952, The
i fanel, for example, expressed "some concern,” in January 1952,
"over what they thouszht & teadency to blur sitluations anc the

) 8

Hemoran.ium by AD/ALT #a 4D/ 0.8 Iz OF
comments racelved
| in CSE "GRrO Py
® Inid.
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probable consecuences of courses of action in order to secure

unanimity."l The new Assiatant m.mué, Sherwan Kent, likewise
warne:i repeétﬁdly that while an estimats must be ®"the product of
delibepstion :nd srgument and deduction and expert guessing," the
Tinished product must not be "i watersc~down common denominator."2
If neceasary, 7e &iied, one or more dissents were preferable "so
that the palicy makers, who z{ter all are not sc wel. informed in
regard to Jetail, should have every sspect of the complex issue
before tham.“3

1 pemorantum revort of Panel meeting. by| | A/, 25X14
to NI, Jen, 22, 1952, :lin o/nCcT/ei, 8d under Ui "

2 istorical “taff interviews with Kent, Farch 25, Let. 7, 1952,
in OfUCLATT flles,

3 Ibid.
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Intelligence 'stimating in Relation to Operational lanning, 1950-53

“arallel with the prohlp- of improving the xntcliiglac'
content of eetimates was the contiuuiag problem confronting “eneral
Smith and GNE as it had their predécassors, of insurimg that the
intelliyence on & given foreign vower situstion wes reaiistiecally
examined snd steted in relation to the U. 5. Covernment's own
operational capabilities, counter-messures, and plans. Un to
Uctober 1950, such planning dats had usually been withheld, toth
from 514 and from the departmental intelligence ageneies, by the
planning groups in the Joint hiefs of itaff, the State i'gpartuent,
and the agencies in charge of the overnment's foreign 2nd donestic
security programs. The problem was also partly one of recomeiling
Jurisdictionsl ciflerences between the intelligence and volicy
elements of the national security ocrganization~-between those who
were expscted to estimate & foreign situstion from the intelligence
point of view and those wio were evaluating it from the U, &.
operatio:wl voint of view,

Both the :ulles Survey Jroup and the :Lerstadt Task Force
had criticized iA's estimating, in 1949, for being inadequstely
based on current U, 5. operational information, and both had
deplored the denartmental practice bf~withholding relevant operationsl

information from cIt.l The sberstadt committee, in addition, had

1 Mulles Jurvey iroup report, Jan. 1949 pp. 77-81,
and ‘berstadi Task Force report, ec. 1548
pe 52, previously cited,
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concluded thet estisnting wes *iag ossible! without tho bonaefit of
such information, snd urged that CI4 met enly be .iven vrousr
acéeikfgb'ﬁha planning anc ﬁulicy—kaﬁig levels of the nntienel
sscwvit;korganisdtion, btut be respﬁéiible for participating, &s
well, “i: +the 1 irking at 8ll those leveli;ﬂl

The crables of what was cmﬁnl,y‘ca}.lcd ‘*’withh&ld cperational
information” wro nmghéaizﬁd ir the;ﬁiiifing& civen te cenernl Ladth,
in fugust 1-;»5;«;';,2 a1t w8s reised by his leputy, »1illics de Jeckson,
at thelr first -eneral meeting with the Iﬁﬂ, on Oototer 20.3 In
the general sresoectus of estiunting greasnteé £t thet meeting by
Jackson, ls tre sirtcement tiat Op4 latiiéteﬁ "should be urepered
itk the full knowledse of sur cwn plans end ‘n the light of eur
own policy raruireﬂants."b

it some holley levels TXF Brperently enjoyed & xezsure of
succens from the cotset, wille 2t olhers ithwerc Wwere serious diffi-
culties from the beginning.  ith the Nstlonszl Jecurity Jouncil
Senior 5tafl, for example,  KF established direct contact early in
its new orogram, and from it regularly received s measurs of ocpera-
tionsl guidence, especislly on those estizates epecificsally re-

quested by the N55. oimilarly, ON3 kept im regular anc informal

1 -berstadt [ask Force repcrt, cited above, p. 52,
2 . o .
iietorical ialf interview with L. . iicusten, General .ounssl,
in 3/:2i/45 files, ,
3 inutes of 00 aseting, ‘et. 20, 1950, [ |im 0/ C1/s8.
Ibiae Jackscn re-iterated these views in later negotiations
wilh the efense ept, {(Bee below), 28 well za at (T4 staff confer-
ences. (.ee, for example, his extesporaneous resnrxs at (7.'s /pency

rientatvion Jonference, June 13, 1951; on disc recording,[  |in
0T files.)
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contact with the clendestine cperations group in CIf (Ch3, -, and
the ‘rea Iivisions under the i5/r), recepwing occanionsl briefings
“on antects of this work bearimg on antiaatea."l

| 3 to the State gepartxsﬁt,'ﬁﬁk at first was especlally
interesied in certain specisl caté;aries of policy messeages of the
state cepartwent, which {r. iLanger sought to heve ronted regulerly
to i as a device for keoping abreast ¢f the curront viewooints

of the policy offiecials in thsd ;eparmmt.z

In addition, 5. staff
members resularly sought background peliey inforamation from the tiete
Jepartment cn specifie estim:tes under way, either through tate's
intelligence office or by direot contact with itate peliey officers
who would ultinately use the finished ostimate, 4As of ipril 1752

the .CI regarded CIA's liaison arrangements with State policy
officers as "reasonably satisfactory, although there is room for

bettarmant."3 DNY reported later in 1§52, however, that it was

1 This arrange&ent was confirmed by Charles V. ‘laliek, o/:1%,
in & moemorendum to 4./K7, Feb. 6, 1952, comeurring in a qemarandum
by :Hi, Vebe 1 (both[;:::::::}n 0/ 4I/#, filed under "UNi¥), On
various occcasicns, ulick agreed, "it has been important lor OHE
to xnow to waat extent operations within CI2 control affected
developments snd trends which IKE had to identify and whose signi-
ficance NI hed to appraise .," (Ibid.) &8 a compromise arrangenent
in the interest of cuerstional security, ONE Wi l)l "continue the
asractice of furnishing draft teras of reference and estizstes for
review" (by the i/ ‘rea [ivisions), so that ONZ "may be advised
of information which /they/ possess which by the content of the
paper it is clear is not in the posazession of ik ." (Ibid.)

2 ‘inutes of *JI'a staf ! conferences, lec. 1950, Jan. 1991,

in 3/ Ci/s
3 i . e
L1 progress repert to i3, on B3C-50, roril 23, 1952
in ,;/ \.‘A,/ e :l
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not always effuvcilvi to seek out poliqy»ihtﬁraaticn ¢n an *ad hoc"
basis, end reccﬂéendea te the op/1 thafv;a policy-ievsl unoer-
standing between the ICI anc ti§ Seeretary of [lsle « o o7 be
developed, followed by the necesﬁéry directives Irox the secre-
tary Lo nis w&f&annal.l

“I4 had less guccess with the Joint Chiefs of staff. arly
in iecmmber 1950, ir. Langer wrged the Deputy ‘irector to seek a
tirect information chunnel, furVQXE, from key policy offices in
the afense lepartaent, includiné the Eecrat&rybof Jefense and
*possibly” the three Service tecretaries as well, in order to
snable OHE to "receive cables . . . which are not normelly regarded
ag intellizence materiala," In partisuler, he specified such itens
#8 Jeneral Becirthur's roports from the UK command headquarters
in Tokyo, :idsiral Struble's reports froa the . 5. Ueventh Fleet,
and "similsr high-level traffie moving to and froa the Joint
hiefs of Staff.t?

cvidently RS had no immediate success in getting access to
Jdus eperstional wessages, since three woeks lsater denersl Lmith wrote
formally to Secretary of ‘efense Harshall, urying on him OI°'s need
to “be kept fully informed of operatlonal declisions and plans® of

the Js&.3 It wes not uatil April 1951 thet ‘enezral Yarshall

1 y ) . - .
temorandus by 20/#% to /I, July 18, 1952, in OEE
“chreno filc,* : :l

“emorandum by <L/Ki te DICI, tee. 7, 1950, [ |in o/ uI/ s
3 petter by <! Lo Uene cecrge . Harshall, cccretary of efense,

vec, 26, 1550, | ir 2/ ©ifv, filed under
Tieserbaent of  elcnsem.
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acknowledged TIi's request.l' while 'ﬁfﬁmurred in srinciple, he
9iaply referrad I to & ataading policy stateaent issued hy th.*
U5 in neptenter 1950, uhieh 9r'tcriheu the lepartment’'s various
restrictions governing the dissemination of operstionsl ulanning
informatian.2 o
feanwhile, since late rvtobc§é195b;iﬁfﬁ had =lso Loin
attempting to solve the JI5 oporatioﬁai—guidanca problem on the
bagls of specific project needs.. Thus, in the current estiute
of Soviet moves with respect te Jermsny (NIE-h), leunched by Uii
in Tetober and completed by ;ﬁgvin Januery 1951, the Ji3 represen~
tative on the Eﬁu,~hrig. Gen. Vernom &, Hegee, ngreed to supply
the necesasry 4., 5. operational plaﬁuibg information, in the form
of a contribution tc¢ the estimate, But work on the contribution
for Cii was at first delayed and then stopped,vand the estimate‘
was nitimataly izsued without an operaticnal evaluntion.3
similarly, late in Daccibei 1950, with respegt to & pending
estimate on the Forean war (S--1), CIA had sought to check the
validity of certein operstional sssusptions om U,5. czpabilities

and olans. This time ONF apparently had a measure of success in

obtaining the nertinent information, not now from the J.Ui but

1 deply by Genersl darshali to iCi, April 13, 1951, in ibid.

2 seneral vsrshall oited (ibid.) the JCS paper JIC-»-1205,
Sept. 1950, for restrictions on dissemination of JUS operational
pXsnning date., The text of tals paper has not bewn located,

3

see UHP production record, 1950-53, ‘mnnex K btelow,
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- dirsetly from two of the $gr§ice denpartments (/rivy ond /ir Force),

through the ;vod officies of ene of URA'S new .caru aeabers,

4§$;r tha 14c representativoiﬁhav

concﬁrr&ﬁ in‘uﬁg's‘final drafs, hﬁwsvar, the JI5 repressmistive
entered # ‘strong objection® {during an Ii. meetin:' to the estlmate
#8 8 Wnole, bechuse it cantainoéjﬁclnients e » o whic: transcend
intelligence, encrosenin,s upon the fields ¢f clannin and poldey
asking " e announced, furtherwore, that his sygeney "will wint to
file sinilar objections in tnv future.”l
The sase issue arose lster in Januery 151, in tuis instence
with 8 pending estimate on the “rrospects for the .reation of an
fdequate western -uropean lefense” (iil~13), which had baeen
requested Ly the Htate ‘epartment, apparently on behslf of the
‘resident, In thia case, after the intellisence contributiona werse
under way, (I sent out & supplementary questiornaire to the several
wervice intellizence agencies, agking for operational inforwation
on i1y cesabilities in Jestern :urope.® fzain there were objections
in the .efense (e artment begause I, 5. overational plans and slanning
inforaation ware involved.z
inctead of insisting on this supplementery operational con-

trivution, ‘enerzl “alth proposed at the next 1! meeting (January 22)

1 wee UPe production recora, 1950-53, ibid.; 1°0 minutes, Jen. C,
1951, i7 ,-I-lu,[::::::] 14s=iw§ (progress report), Jan. 2, 191,
and winutes of ‘uI'3 stafl conference, Iev. 28, 1551, &0-1=10,

in Ofi0T .

sroduction record, 1550=53, Annex X below.
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uhiat the esiimete be "approsshed Jointly by tha intelligence and
e plensing of{icers of the Jewermment.” The lAC merbers, evi-
danily Lncluding the JUo ﬁmunma&w prsaent, agrsed Lo ihils
BeW approsch., Whorbly taeresiter, Genersl Smii. ulscussed his
proposal with Luv cusirsan of the Jolnt vhlels of taff, Jwar id.
wradley, sn. reported w the l.& thas he had dredley's sssuraice
of coeparstion, no% only for the completlos of the .uropean .e¢fense
s3kinele but also {or workiaz cuil "a standard opersa.ing vrocedurs
for coordination with the JCC pleaners in lubure similar mmo."l
General dmith, the deperimental intelligence ciiels, sau
now Lhe cghsirman of the Jud thus all appeared Lo conuur LL.at uhe
method of & joint inweliigence-cperalionsl sveluation was @
workable compromise, in order vo overcone the cbjeetiona of the
rilitary pisnners and at ohe shme Lime successiulily mset iLhie needs
of whie Jresident and the poliey officers ia the other agenuies,
Aoknowleawiny hat he called the "marginal area betwesn polioy and
intelligence,” Jeneral Smith expleained “thet the questions aswed
by the Uresident and others do not always fall clsarly on omse side
or ihe obrer,* and nobted "tnat here sre many Iaclors iavolved in
sasessing the adecuacy of Luropsan Jdefense wnich sre bezond intel-
ligeuce.” e coneluded, with the cencurrence of the Iil, that in
such cazes thers wes a clear need for "a combined Intelligence-

operations astimate,.” 2

1 Binutes of IAC meatings, Jan, 22, Jan, 25, 1951, IA0-E«17, -8,
in /017 %,

? 1544,
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N The coveration of the glsnﬁcra havinz been suthorized by
thn‘GhA;rman of thu ok, thg;ggs rapresentotive on the [0 (Tenersl
‘e:e8) undertook late inldahhlkg#ta solicit on ¥informsl®™ operational
evalustion from the J. i:lanners, for the use of ¥, ¥ cenwhile
srocectat Lo complete its draft of the estinate, aimgly &8 an
intelliconce n;er,‘ that is, without the benelit of tacirand
operational * urmatiem, and with the un. erstending thot the draft
would be fchecks o o . against the Joiat taff contritution
when L4 hss boen received.®l Ly tne end of Janusry, {3 's draft
was ceom o dcted, but the JU5 paper was still not fortheoaing, snd
#nersl e rce now reported thet he had been "unsble Lo convince
the slanning officials in JOU that they should participate cn an
inforaal basis."? de added, however, that they woule do so "Lf
instructed as & result of a formel requesti tu Lie Secretary of
-efense or the halrman of the JSE.“3» Instead of walting for the
information, however, the 'O announced on Yabruary €, 1551, that
he intended to sabalt the inﬁeiligénce draft “formelly" to Ji&,

and tu the ‘tomic .nergy Jommission as well, for their ccmmenta.b

1, .. ..
1ileilm?, Jome 31, 1951, |4in ONS files; and 140 mirutes
Pere €, 1951, Lii-4mi9,[fin 9/i<1/ix. ’ HEEE

2 V
iimites of 1/¢ meeting, Teb. &, 1951, T4l-i-ly N
Gfna /e ’ ’ » » |:| n

3

Lhid,
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OK:'s draft of the ‘uropean ﬁu:ﬁagﬁ;estia&te never reached
d T Itrims first ruéuitted~tq';nfarnﬁi;&iseuaaion witix the 120
rﬁwrczgatatiﬁes on “sbruersy lﬁ;fand to the Tormel review of the I#C
on February 23‘1 The 14L would ;et acceot it, howsver. Its objections
were those of tre J 00 repr.aunﬁaﬁivs £f mot also of Lhe lervice intele
lizence chiefs, thrt "the est inate gnua bqyan# *h9 vrevinee ef intel-
lizence in undertakins to assess the adaquacy of u:uroved U, 5. plans,®
he esliag’ e was referred back to 'ysﬂfar the dul&tior of the "objec-
tionstle .criions”, %o attempted to revise it, and Jiscussed the
revision in turn with the 1[40 rcprasentativés, early ip ierch. Heone
while, howsver, it e cesred ﬁht£ JCB cooperation, still hoped for,
would net be forthcoming. The rroject was reduced to "deferred”
priority,’ anc late in épril O0%° reported ﬁhat "ne further e{forts
would be made to s&cﬁre operational informétion for . . . this paper.”h
shortly thereafter, the itate epartaent, which had originslly requested
the estimate, wit drew its request,

Py fpril 1951 OB< had suffered set-baeckse on several sdditional

estimetes, for izck of sdequate backgreund operationsl information,

1 % letter of transatttal (for Lth draft of KIie13) to i’s
r@~r@sentativas, Fet. 1L, 1951, in CNZ "chrono file"j and
ninutes of Y40 neeting, Yeb. 22 » ﬁC—%—Zl,[::::::] in 0/ CI/xR.

2 inutes » Tebe 23, 1951, ibid.

» #pril 10, 1551, Fn GHE files,

" Tﬂinute\'ﬁ, g ,}ri}. 23’ 1951’ I;G‘%"Z?, in u‘/.lk;,ﬁ:/‘h;.
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but bad had soac success in at least one caso. This wes 2 projeet

1

for evalueting loasurist Chima in #elstion ¢ Taiwen, ~ in which

Rationnlist liina's coupter-capatilities were cbviously densnlent
on the cis.«altlon of U. U. forees in the srea., In Lhis cuse, Uu.

<33 abiv Lo ohinin stovencnts of U, 8, operaiional &ssurptions

Tnoproxiasling Lt

Fob

i real fagia™ (aq m phrased it leter), not by
Cirsct evcpersuion from the 375 bub through coneideratlc nosotiation
“ith the Cervice iateliigence ehiefs.a in the sa=xs aonth, however,
anothor esiimate was cancelled for lack of operationsl juidance Irgm

T

J Lead

[

n this new case, which involved & phase of Soviet defense
against atode-warfere sttacks (il $-31), snd in which the Jom-
pressional Toamittee on ~tomie snergy was the requester, Gin had

been led bte believe, in the course sf ne otietions with the ;‘Lﬁi’ensv
~epartaent extending over two aonths, thot suldance on U e CPeT e
vional factors would be forthcoming. The Joo ultimately declined

to cooperate, however, with the further objection, cited in its final
decision ond concurred in by the Secretary of efonse, that the JI5
would not reiesse <ata on war 3lsns for an cstimste Lhat waz to £0

te a loprensional ca::mitm.B

1 The estimste in queation was HIS~27; see OWi oroduction record,
balow, ‘unex K,

2 remorandua by <illieam . undy, OHD istinates :‘;tarf‘, subject,
"The tlet ‘stimates' roblem", prepared ‘u;, 25, 195L, ror use of
i Comaitteey copy in /i ‘Z" H5 files.

3 Ui HeGy Qmmh 21, 1951, in CK: files; minutes of IAL

neeting, “nril ZT, » 1ii~¥=27,[  ]in ”a/_iﬁ’/;&u; and letter 25
by en, seorie ', arshail, cgoretary of .efense, to iil, /pril i7,
1,51 | |tn oS "developmental file" on 1:=30.
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iate in fpril 1951, the issue of opercticnsl information was
re-studied Tor tw  eputy m;.dur, now bty CLo retoer than by ORE,
as & orebles of necesssry collaboration between the estimetors and
the operational =nd plamnnin: scosle, (IC observed tiw: to venture
2n intellizence 2ppreciztion of cnexmy capabilities "witiicut taking
into sccount the cepabillities and fntentions of the orposing friendly
forces {including U. 5.)" was a “vacuous" sxereise, tut for ONE end
the [0 contributors to get imto '"the business of War-ganing'" would
ke "ouposed by the JCS and would, in faet, not be croper and useful !

shat was needed was “some midway point between these two extremes,”

Uil concluded, and it pointed hopefully to | |eon- 25X1

tinuing negotiations with the JUS representative on the (/¢ (leneral

“egee), with the ainm of fixing responsibility on the Joint staff

for "guiding the intelligence estimators in sueh a way as to provide

the operational and planning information essential to .12king their

estimates useful.“l
“ithough 1T suggested in ites study of April 1551 that the

necessary arrsngeaents for Jeoint Staff assistance to OHE were already

1 emorsndus by CHY to DIXI, fpril 25, 1951, n Ofner/ sk, 25X
filed unger "uli", Various Cli officiels undertook €O negotiate
the sroblem. {r. Jackson, the DI, for example, talked with the
“halrmen of the JI0, len. Umar N, Bradley, sosetizme in fuge 1951,
anc found him “"willing® to *"attempt to work out scme scrt of liaison
arréngements between the entral Intelligence Agency, specifically
its Office of National .stimates, and the Joint Jhiefs of “taff v
dlecalling this conversation to Bradley later (in Jan. 1952}, Jackson
said: “As I told you Zih fuge l9§£7, I persensally would not under
any circumsiences sccevt Jenerel Smith'sm statopitory responsitilities
without & cess Lo such’zsyerationsl planniqg7 infcrmation.” (Letter
by Jackson to tradley, Jame 16, 1952, unclassified; copy in Z/i0L/ei,
filed under 4.7, )

Iz 17; '
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‘#established" throuw | eCforte, ihc course of still

snother estiazting project c’m‘t&g the next month indicated that the
probles ramsined unresolved. 7 hiﬁfihbkrked on a project on the
sraprtilities of 8 ﬁoviei invasion of Jépan {H1R=137), rnd oroncsed,
throurh an outline of terms of reference smbtmitted tc the ./. repre-
sentetives on Hay 22, to incliude fn it the pertinent U. ., operg-
ticnel-gupoport factors affectin: Japaneses resistance, in order %o
neke the estimelc z more reallstic cn&Q ‘Im » counter-progosal by

the ‘ir Yorce, cougurred im by the othgf‘ﬁerviee intellizence apencies,
ij, .. cperational factors were excluded, however; and cn say 25 the
two alternsiive agproaches were discussed by the (55 Board with the
working-ievel representatives from the 1AL egencles., #lthough the
military a:encles had alremuly concurre&"?n the aore llmited 2o roech,

apparently joined the other I/0 representatives in expressing "con=
giderable sympathy" with the troader approach propossed by Hi. In
fact, the JCS reoresentative ggreed to "attempt” to et the opera-
tional queostions snswered.

hgein, however, operational guidance was nct forthcoming from

the J.5, and eventuelly the Japanese estimate also was cancelled,

Captain -, J. “clcol, the JCi representative, reported to Ui, on

1 The progress snd difficuities with NI-37 sre described at soae
length in & mesorandum by .r. Langer, AD/NF, tc the IXI, Jume 1, 1951,
| | 4+ 0¥ *ehromo file". iee 8180 I/U urogress
reperts, [iu- =13 (@y 22, 1¥51) end IiC-7k-1h (June 12, 1351},

[ ]in 7 files.
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fay 29, that he wss "unable" to get the necessary cperalional inforaa-
tion, but went on to suzgest, on behalf of the cervice inteiilgence
azencies, that the ;roblem be referred Ly the [')I to the L‘C.l i

taereupon undertock to prepare & statement for the 41 {er the next

to evaluate Soviet intentions "without det&rminiﬁg what epposition
the Soviets would expect to meet.” To limit the estimste, as the
militesry denartments had propcsed, by "carefully deleting anything
thet could be remctely described as operational,® would be to "reduce®
the evaluatlon of the Uoviet Lmion "prethy much to a statement of

2

Z§§§7 rew capebilities,”” the GNE board contended. The expected

discussion in the ;70 did not take place, however, for ressons not

3
Ey esrly 1952 there appeared some prospect that cooperation

from the JU& planners might be forthooming. On darch 4 the new

seputy -irector for Intelligence, :r. Becker, conferred with the

recently appeinted senior officers im the Joint Staff, “j. lene ¢o te

Cabell and “&j. en. iidchard U, ﬁartridgc,hland found that (while

they reserved “war paming® for their operational plammers) they
ey

1 semorandun by Langer, June 1, 1951, cited zhove,
2 Thid,
3 #inutes of 1’ meeting, July 19, 1551, 1£C~ﬁ-35,[:::::::]1n 25X

UfTC1/ e

4 abell, new Jirector of the Joint Gtaff, hed previously been
the [#2 member for the /ir Ferce, and Partridge vefore July 1951
had been in ‘rmy =2 and a freguent participant in I°C meetings.
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conceded the need for oscrational "relativity® in JIASI7C eatim&tes.l

Three days later Gensral .sith had another sersonel dizcussion with
Jeneral ‘radley (chairasn of the JI8) on the ssbarilsnent of
teffective liaison"” between UXE and the plﬁmﬂﬂrs.z fradley, in turn,
"directed” the new heasd cof his Joint Stafl, ‘~nersl .abell, teo
rgstablish sueh lisiscn', snd Cab 1) desl nztes his recently-appolnted
apuby lrsetor Por intelilzerce {General ~ariridgze) s "ihe point
of contact® Lo recsive (I2 reculrements fer planning information and
operationsl guiﬁ&nca.B

R sromptly submitted dra®ts. of tuo cstiantes on ommunist
saina bo the 5oL, in fareh 1952, along with questlons bearing on
zsocumptions 28 te Y. . operational slens ond cspatilities in the
sr “ast, The JoJ ploaners replied on the sanme day, in one case,
and in little wore than a week, in the other. Oherasn ient, the new
head of 17, comsended the Jo. for 1ts cooverstion, finding its
reylies “direct, to the point, and extremely helpful, in short, . « .
211 we hoped they would ba.?‘*b It appeared as if the sresence of new

leadership in the Joint Staflf mey hsve bLuen 2 major factor in iwmproving

ILLEGIB
25X1A 1 Yemorandua by /i1, listing pending
projects of concern—wo——7T; —ovws 1952, in "CIC rlenning
in ofici/ia/C files,
2 The recent Snithetiredley conversetions were recuslled on dsreh 7, !
1952, by aj. enes 2. , JBbell, them drector of the Joint taff,
J.y in 2 memcrancum to the DI copy of memorandum | | 25X
|:| in /i1 /%4, filed under "Jii®,
3 Ibid,
L

temorancun bty /N0, ecommenting on reclies received from Joint
¥ 3 " i
Svaff on Gered 1Y ans Sareh 21, 19523 in o/.01/.0, filed under "JI8",
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LIASIGE reletions. _The assiatance of ghgfgﬂﬁ plenners was limited,
however, to comments on apicizicAqneutiogﬁﬁrainad by CI* estimators,
snd did not provide for any'con&;guing troremittal of material to
214, nor any coanittee proesdure ;; other systenm for regular end
direct conmultstion by the estimztors with the plamera.l

There wes one project, however, whleh had scanwhile been
under way slnce June 1951, ecalling rorxgwfarmsl systea ol coopera-
tion between estimators and plamners, and carrying the Llessing of
the Ketional .ecurity Gouneil;, This project was frankly eacdressed
to an overslil “net" estimate of ﬁavi&t capabilities to stiack the
1o Say specificslly in relatior to U. 5. eounter-cepabilities and
counter-nlans., Jome sighteen yonths eiaga.d between June 1%51, when
the X “xecutive Secretary first wrote the IUI about the need for
such an sstimete, and Hovember 1952, when the final evalustion was
‘delivered by ik, snile the project was msrked by delsys anc diffi-
culties, the end result was an evalustion that was actually produced
and delivered, snc¢ one that represented at least a ninimum of pro-
cedural success in interdeparsmental estimoting in collatoration

with the planners., -articipeting at various stazes were all the

1 In 4pril 1852 Jenerzl Omith went on record, 2% the K5(, on CIi's
need for oprrational ;uldance and on the close "interrelationship
between intellijence and operational plsnning.” de warned that "if®
JiA's "product is to be tinely /' his estimator "must have adequate
advence information at least of the genersl neture and cbjectives of
eny nlans toward which hir can neke an intelligence contribution, as
weil ag of such nationel or internetionsal policies and a,;reexents as
precede them." «hile contacts with the itate lept.'s policy officials
were "reasontbly setisfactory-, these with the .efense .ept. &nd the
military fervices were "mtill somewhst less than satisfactory.”

{ ] orogress r;;ars to HoU on Ruie80, Joril 23, 19§2,| | 25X
c ot i )
Y .
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major intdlligence igenciea and all the principai planning agencies,
including not only the Joint ’hiefs of taeff bLut also the Federal
Pfureau of Investigation and the other sgencies having cpeiational
reaponsibilities for the Nation's domestic meourity prograns,

In CIl's initial reaction toc the Xiits ;roject'propoaal; in
June 1951,1 im ICI concurred at once in the need for such & net
estinate, and agreed to accept responsibility for providing the
leadership to see iﬁythrough to completion. Im his commwent, however,
the (1 reminded the N3¢ that such a net appiaisal would be "neces-
sarily much brosder in scope than the ususl Xational I[ntelligence
“stimste ," snd would involve "the integration of intellizence on
the NiLy with vario.s types of informetion on the U. S5." It was
essentlal, therefore, the XTI contimued, that the :5C's directive
to the participating intelligence and planning mgencies be worded
stronzly enough to insure that all iypee of necessary informstion,
both ‘intelligence and operationel, would be fortheoming. ile
questioned "certain qualifying phrases" #bent interdepartmental
cooperation in the draft of the directive, and urged that the direec-
tive be worded so that it would "not be interpreted in such s way
&8 to 1limit the scope or otherwise prevent the scecomplistment of
the project.” In addition, the ICI proposed th:t CiA be loaned
the services of the necessary planning 8nd other personnel from the

other sgencies, on a full-time or temporary basis, to assist at

various stazes of the evaluation proccsa.z_
: neply by L.l te :xecutive Secretery, !iC, June 1k, 1951, drafted
by %Ea (ir. Lon:er) and 0OSI | [s in N7 “ehrono file®. 25X1
ibid.
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Pending th: arrival of the formal request from the oo,
Seneral Smith announced the proposed ®met estimste¥ .roject to the
12, on July 19, 1551, describing the scope of the jreject as "2
Jjoint effort Letween the intelligenee agyencies and the slsnners or
operators " He invited the 1, ayencies to participate initially
to the extent of assisting ONE in produding first "a pure intelli-
pence cstisute on Soviet caﬁahiliti@s, as & point of deyarture,
and directed N7 to launch that phase of the evaluation innmediately,
without wanitinz for the iU dir'otivo.l

Later in July, the request came officially to UI?, now in
the name of the resident, anc with it a request from K50, that TIf
draft the necsssary adainistrative directive for the 30 to lssuye
to the intelligence and operationsl éepartmentn,kagencies, end
comnittees involved., That directive was sccordingly drefied, by
210 rather than TEE, snd wasg La;ued on August 30 to the several
agencies coneern@d.2

Yeur participating groups were assigned to prepare the wmajor
contributions, two for intelligence estimates of Séviet capabilities,
and two for evsluatione of U, &. eoﬁnteracapabilities to repel a

coviet attack; and the [CT was to be responsible for inte;reting

the contributions intc s [insl "net" evaluation, in collacoration with

, 1.}inutea of T:C neeting, July 19, 1951, 1il~4=35, in 25X
ST '

2

ige srogress report on this estimate, in memorsndum by | | 25X14
| en/uT, te 9I, June 23, 1952, |:|cam* in of01/7%, 25X
filed under wiuus,
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the chairmen of the contributing groups. The assignments, in summary,
were 88 Tollows:

1. /n estimste of Joviet cssabilities for militery
attack mcailnst the U, {., excluding Seviet clandestiine
ce abilities, to be prepsred by i /OND in eollsboration
with the 120 member agencies;

2. fn estimste of Soviet capacilities for clen-

destine attack and subvapsive seiion against the . 3o,

to be srepared by the Tnterdepartmentsl Intelligence

sonference (IIC);

3, &n evaluation of u. 5. eapabilities 10 repel

“oplet sttick (excluding eounter-messures for clun-

destine attack), to be prepared by the Joint Chlefa

of utaff; .

L, *n evaluation of U. 5. capabilities to resist

Soviet clendestine snd subversive atisck, tc be pre-

~ared by the Interdepartmentsl Committee on internal

security (1715)p and

5. & "final evalaation of the net capabllities of

the enemy," to te prepared from the foregoing estimates

by toe D3I with the collaboration of the above four

contributing groups,.

CMEYs "uure intellizence” contribution to the nei evaluation
was conpleted siuost imzediately, in collaborstion with the 1.¢
agencies, and was issued separstely in fctobar 1951 in the form of
a regular estinste (as Sﬁnlh).a 5iailarly, the cospenion estimate
on tha clandestine aspects of Soviet ecapabilities, prepared by the
rederal bursau of investigation snd the other agencies thet mmde
up the Interdessrimental Intelligence Confersnce, was &lsc ready

in Uctober, exespt for a supplementary contributien requested later

1 Thides; ?nﬁ 7inﬂtea ef 1.0 meeting, ‘ug. 2, 1951, 1 G-4=3%,

g .. . o em
Sge On- oreduction record, 1550~53, jfnnex K below,
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by Ui from UI2/0S50, desling with ULSR clasxdéqﬂm cepatilities
ageinst U, G. teéritoriu outside the contimtal limits; which was
resdy early in January 1952. The two operational evalustions, fow-
ever, were not completed until mid-1953, The JC5 evaluation of

. &. counter-capabilities was ready ia June 1952; while the cor-
responding evaluation of U. 8. resistance to Soviet clandestine
attack, prepared by the PBIJ and the other agenciss on the Inter-
departmental Committes on intermal securily, was ready in “ay 1952,

The final "net" evaluation wes drefted in July 1952 by an

interagency “working group" oonsisting of .r. of 25X1

OKE, chairman, (also of ONE), & representa-

tive from the 140 (¥aj. Gen. dobmn 2, Sanford of the fir Force), and
one from the J03 (General :falsﬁ}s_z Their work wee done prineipally
in the .‘entagon, ap;arently because the JC5 dqclined to relesse its
own cvaluation cutside its remises; and insisted instead on meking
its findings available to the drafters on su oral Mlil.a
On substentive issuee, Lhe working group found themselves in
eventual agreesent on #£11 btul one issue, tlelruported to the 925X1A

01 on hugust 1, 1952. That issue was on the "USSH stomic boab

1 “rogress resort to ICI by I, 0¥:i, on "net estimate” 25X1
on USSR, June 23, 1952, cited above; and minutes of I/J meeting,
June 26, 1952, 1:{-a7%, in O/ 01/t
2 Ibdd.; and memorandum byl | GBS {(Uhairman of the 25X1/
“sorking .roup” on net estimate], to IGL, Aug. 1, 1952,] | 25X
| in ONC file "Memos for ICI, 1952%.
3

“emorandusm by doover o . UI, fug. 1, 1952, cited sbove.
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attack capab{lity,” in which ohlected Lo the "admitledly

unreslisiic assnepiion of 10°% &é’iinry” rmede by the J 0 plannere,
The 4°7 representatives defended this formwls asz "zafe -lanning,”
am: prued thyl uhlle inm plamming 1t is "beiler o overesii-
pate than to un eresticaie,” suwch wide "sefely raryins, . » should
mot ba atiermted In rn svalosted imelligema report”

The dra™ of the “"net s3timate’ unjerwant fairther revision,
firet in the ha-de of he working group and then in ths “.d Hee
Eivﬂmﬁm emmitiee,” on which the four contrituting Intelligzence
snd planning zrou 3 were rep-esentad snd aver which the T pre-
aliad, in sncardares wit the 30 direclive of the yesr befora,
5n f’ré;ﬁ‘}ar 21, 1952, the report was dullivered to the M7, and late
1n dovembder 1t was Followed by a revised version.

The National Securiby Council, whick reviewed ttiis finel
"nat” evelustion on Hovesber 25, 1952, foun' the ond result sore-
what lens t'sn satisfactory. It noted Lhat the report was “iharsc~
torined by é nurser of limiiations and insde-uecles, including the
fael Lha' developmenis zince the evaluatiun was preparsd have ren-

dared 1% in part out of d&to.“’ The expearizent was not abendened,

X nvid,

2 the estimete entitled "Net Capability of ths UZSR to Injure
the ontinental U, S.,® was sent to the 3¢ cm Uet. 21, 1902, snc
an amended estimate on Nov, 25, 1952, (Ses memorandus by J. Lo Lay,
Jr., ixscutive _scretary of EiC, lte LI, Nov. 25, 1952, | | 25X

kn O/0CI/ER, filed under ®HiC.")

3 Yemorandur by Lay to ™ T, WKov, 2%, 1952, cited sbove.
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however. The NSC instructed the DCI to prepare a new set of terms
of reference (in collaboratiom with offfeisls of the JCS, IIC, ICIS,
and other Government agencies "as required®), for a "more adequate®
evaluation of the "USSR's net cspabilities to inflict direct injury
on the U, S."1

In Jamary 1953, the ¥5C ostsblished ancther *Special Fvalua-
tion Subcommittes,” this time giving 44 the position of a subeom-
mittee of the HSC. Represemtatives of CIA, JCS, 1IC, and ICIS were

to meke up the committes, with a cheirmen who was to be acceptable

to all of them.| lof the ONR Board was 25X1

nominated by the DCI as the CTA member; and Li. Gen. Idwal H, Edwards
became chairman of the committee, on the nowmination by JCS and with
the concurrence of CIA and the other grwp-.z

Thus General Smith's administration came to a close, with
the experiment of joint intelligence-operational swvaluatlon still
eontinuing, in the direction of preparing what were now being called
®commander's estimates.” Whsther this new type of commitiee at the
KSC level was to be mors Successful than the experiment in 1951-52
remained to bc seen, In any case, the problem of adequate operatiomal

lIbid.
2Hemamia by DCI to Exeeutive Secretary, BSC, Jan. 1k and
Jan. 22, 1953, both in 0/DCI/ER, filed under SNSC.”
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guldanos to normal intelligence estimating ranainod.l' shortly before
his retirement, Jenersl imith summariszed the situation during his

two years in CIA, and concluded that Cli-produced estinzstes nad been
“steadily imereasing in quality ard /have/ . . . now attained a
standard of excellence wrich justifies scceptance as the basis for
national olanning.” m the other hand, he »ointed to what he regarded
88 UI)'s one major remaining rroblem, “tha imupcssibility of aaking
certain estimetes in the ebsence of military sssumptions.” ithout
realistic yuldance on i, =, counter-capebilities, I/ and its 1.0
contritutors could only "prepare 2 sort of bill of =materisls of loviet
assets and let it ¢ 8t thet," he stated. iHe expre:sed doubt whether
the problem would be resclved "untll we sst up on the hizhest level
some nachinery for ccordinsted (=2 and -3 estianstes”; Lut "whether
that'a possible or not, 1 don't know," he concluded.z

1iate in 1952 the scope of two pending estimates on the UuSi was
revised to avoid operstional metters. On Kii=-6L (part 1), for example,
Ui reported to the .CI thet in accordanee with instructiong froa the
T27 on vete 23, 1952, “we have exoluded all war-gaming paragraphs end
liamited ourselves to sstimetes of raw cepabilities." (Hemorandum by
AL/RE to ILI, Uet. 29, 1952, [ ]in OXZ "chrono file".) 25X
‘nother estimate (Hii-lL0) was recommended for csncelletion by the OKL
Loard, on Nov. 25, because its scope (%0 equate the "strategic value"
of wWestern :‘urope to the Soviet Union against “US and 1TV forces and
plans®) "goes beyond I/C responsibility." (Memorendum by Board of
National :stimales to LIC representatives, Hov., 25, 1952, in (NP
"developuental file" on NIF-40.) ‘tesnwhile, the NP ianel of Con-
sultants had an extended discussion, on Oct. 1€, "on the risks attend-

sant on sttenpits to introduce war-gaming into intellicence eztimates”;
and 2t lesst one member of the Fanel . subsequently25X1A '
objected to 47 using the term “communist capebilities®, "uwithout refer- 25X1A
ence to ooposition on the part of UN/US forces.” (Memorancum by
i | | PAu/%E, to ¥aj, Cem. R. C. rartridge, then =2,
Gete 1B, 1957, | [in CH¥ *chrone file™; and summary of ‘onsul-
tants meeting of “arch 19, 1953, in ONF Staff “emoremdus He. 340,
in OK. "itaff Aemos® file.)

Extemporsneous remarks by iCI at OTR's Agency Orientstion Con-
ference, kov. 21, 1952, printed in OT# Trsining bulletin Xo., 1, Feb. i1,
1953,[:::::::]copy in I¢ iecords Center.
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