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CONFIDENTIAL

5 May 1952

MEMORARDIM FOR THE DEPUTY DIRECTOR/INTELLIGENCE
SUBJECT: Post-Mortem Procedures for Estinmstes

1. 1 attach herewith a draft propesal for post-mortes
procedurcs advanced by 0-2, together with 0/W ts rovision and
amplification thereof, Su?’:;}wt to your nppmval we intend to
elreulate the latter to the TAC representatives io serve as the
basie for g meeting to iron this out, Ys have worked from the
Gm2 dyeft for reasoms of taect and also becausge -7 ineluded some
good 4dens st stages prior to the actual post.rortenm,

2. The G2 proposal was made before your recent talk with
General Bolling, from which it is now olsar that C-2 will agree
to the noting of a ogb-morten reguld by the TAL, tub nob to lta

discuesion. “he - revieion now provides thet an "Agroad
Statement of Intallimnce Deficienciea” {substantially sinilar
to that ad Tor the NIE-35/1, though ;mmzy not 50 dfamma

in the u mg) will b& san't to tha YAG,

agnm ha reacer& t}mn the m-ter wmzd ma' ainl:y e Nim
"dlscussion® at the TAC lml As we ges 1%, the only pmaa&m in

case of disagrecment 1s to have DCI decide whather the matier is so

important that he should invoke his powers in the rield of coordina-
tion, At any rate, the matter would then appsar to be beyond /1%'s
depth,

3. The Air Force has sent us some "working level comments®
indicsting disapproval of the 1dem of sending anything to the IAC,
However, if 0-2 1s ready to play, I think the Alr Force will agree
to a "moting” method,
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PROCEDURES FOR REDUCING INTELLIGENCE DEFICIENCIES
IN NATIONAL INTELLIGENCE ESTIMATES
(O/¥E Revision of G=2 Draft)

1. When terms of refersnce are circulated, agencies will be
requested to ascertain at once items in their fields regarding which
there is inadequate intelligence. Such items will be referred to
appropriate collection agencies with & request that needed intelli-
gence be secured, when practicable, in time for use in the estimate,

Comment. This combines paragraphs 1 and 2 of the (=2
proposal. ~Aside from verbal changes, it eliminates the idea that
agencies "indicate" (to whom 13 not clear) items on which intelli-
gence appears tc be inadequate. Such inadequacy can be assessed at
this stage only by the contributing sgency itself, and there seems to
be little use in a procedure for indicating to O/NE or to other
agencies what needs to be done or is being done,

2., During the preparation of the integrated draft, apparent
inadequacies that are discovered in contributions will be referred to
the contributing agencies for elaboration. This may be done in writing
or through informal conference., Somotimes the slaboration will be a
matter of research. At other times collection may be necesgsary.

Comment. - This follows closely parsgraph 3 of the Ge2
propossl. 1T adds the idea that reference need not be through formel
mothods, Under present procedures informal discussion is frequently
used to great profit. We hope this practice will continue and expand
to the extent practicabdble,

3+ During the formalizing of the estimate by IAC representatives,
if spparently inadequate intelligence is found, the requirement may
be discussed either within the meeting or informally outside it. Vhen
a subsequent draft is cireulated, this draft will note the requirement
with a statement that the appropriate agency either has been or is
thereby requested to clarify or amplify the point,.
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Comment. This amplifies somewhat the first sentence of
paragraph [} of the G.2 proposal. In some cases,; meetings of IAC
reprasentatives ars scheduled at such close intervals that new drafts
are nol circulated between meetings, It therefore seems desirable
to provide for informal means of discussion, such as are now used on
many occasions. The idea of'noting requirements in the next draft
ie an excellent ons, however, and should be followed whsre there is
such a draft.

s After an estimate iz finished, each agency will collect
comments from appropriate sources and refer them to the Assistant
Director for National Estimates., On the basis of these comments,
supplamshted by its own views, the Office of Natlonal Estimates will
~ pursue one of the two followlng courses:

(&) Prepare & "Consolidated Critique” containing the com=-
ments recelved from agencies and also O/NE views, with a summary
indicating weaknesser in the conclusions or supporting evidence that
are suggested either by the comments or by O/li itself., 3Such a
"Consolidated Critique™ will require no further action and will be
c¢irculated to the agencies for information only.

{(8) Draft a proposed "Statement of Intelllgence Deficien~
eles." This will include intelligence deficiencies pointed ocut in
commente recaeived from agencies and also those bslieved by O/NE to
exist. Following circulation of this draft Statement, O/NE will
convena a meating to be sttended by representatives of the estimates
staffs of the s encles, of the JSegretary of the IAC (who is also the
Aseistant Dircctor for Intelligence Coordination, CIA), and tc the
extent practlcable of collection agencles. The purpose of this
meeting will be (1) to determine whether agreement exists among the

estimators that existing intelligence is inadequate and in what
CONFIDENTIAL
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respects; (2) to determine whether corrective action is indicated in
the sssignment of collection priorities or responsibilities for
collection. After thie meeting tha‘énsuing procedure will depend
on whether agreement is reached on peints {1) and (2), as followe:

(1) If agreement is reachad on point (1), but the
answer on point (2) is agreed to be negative -- i.e., if 1t
appears that averything possible is being done to meet the
deficiencies -- ths Statement will be forwarded to the IAC ror
noting as an "Agrasd Statement”, with ﬁ covering statsment that
no specific action is rscommended and that each agency will take
continuing action within the field of its responsibilities,

(2) If agreement is reached on point (1) and the
answer on point (2) is agreed to bs afrirm;tive, the "Agreed
Stgtement? will be forwarded to the IAC for noting, accompanied
either by specific recormendations for sction or by a general
recommendation that the Seeretary of the IAC be directed to
explore corrective action with the agencies concerned,

(3) If sgreement is reached on point (1) but thers is
no sgreement on point (2), ss to whether further action is re~
quired, the "Agrecd Statement” will be forwarded to the IAC for
noting, with an accompanying stetement that the agencies have
been vnable to reach agreement as to whether specifie action is
reguired and indiceting the names of the agencles that bellave
action is required. Dissenting agencles may append statements

indicating their disagreement and the reasons therefor. The
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ﬂiractof of Central Intelligence shall then consider whether to
take action under Section 102{d)(2) of the Haticnal Security
Act and paragraph 3 of NSCID #1, Revised, dated 28 March 1952,
(4) If agreement is not reached on pﬁint {1), no
nigreed Statement® will be forwarded to the TAC, O/HE will
forward its Statement {rovised if necessary) to the Direstor of
Central Intelligence, indicating which agencies concur in it and
which disagres, and the Jirector shall then consider whether to
take sction under Section 102{d){2) of the Hational Security Act
and paragraph 3 of NSCID #1, Revised, |

Commant. This adopts C-2's ides of collecting comment from
appropriatu sources, but goss substantielly further than the rest
of the U«~2 proposal. At the same time il attempts to limit the
amount of agency time, and specifically the number of meetlngs,
required for the process. The noteble differences from the G-2
propossl, and the reasons therefor, are as follows:

1. It is left to O/NE to deter.ine whether a cupplow
montary meeting shall be held. 1In the (-2 proposal such a
meeting 48 to be held only if the apercies concur thet "further
action" is necessary. It is not olear whether such concurrence
hes to be uvnanimovs, nor is it clear whether "further action”
means that specifio corrective steps musi be in mind, as opposed
to admission of ths existence of the deficlencies. Ip any event
O/NE beliaves thet the (-2 system would be unwieldy and time-
consuming in itself. £t the same tirme it expects that O/HE'm
own serlous workload problems, plus its interest in preserving
cooperative relationshipes with the apgencies; will prevent mecetings
from beiny called unadvisedly or lightly.

2. A separation is made between & statement of intale
ligence deficiencies and recommendaticns for corrective actioa.
The former i3 felt to lie within the province of the estlimators,
vhile the latter must necessarily involve the collectors as well,
To bring collectors fully into the picture, however, would be
cumberscome and, if it develops that the deficlencies are not as
steted {or even non-existent), premature., For this reason,
unlegs thers lg 3 clsar gsp in the intellizence affort, it is
not expectad that the meeting will generally be able to produce
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concrete recommendations for correctivs action. Although pro-
vision is made for such recommendations, it is expacted that

in the normal case the matter will bs handed over to the Secretary
of the IAC.

3. Suggestions or recommendstions for corrective
asction are not limited te the assignment of collection reepon-
sibilities but may also include collection priorities. O/NE
beslieves that the great bulk of correctible deficioncies will be
found to ariss from insufficient priority, and that suggestions
for action in this field are essential to the usefulness of the
process.

4o In line with the distinctien drawn between the
naming of weaknesses and recommendations for corrective actiocn,
provision is made for tabling & statement of the former, if
agreement can be reached, regardless of the conclusion-as to the
latter. Whether or not there is agreement on corrective action,
0/NE believes that the sstimators have an obligation to submit to
the IAC & statement within their competence. (In O/NE's judgment
the filing of such a statement is less likely %Yo lead to future
recrimination than the non-filing of one,) Even if no specific
changes in priority or rasponsibility are made, moreover, a state-
ment of deficiencies may serve an extremely useful purpose as a
guide in the preparation of requirements.

5. If agreement cannot be reached on the statement of
deficiencies, the Director of Central Intelligence may proceed
under the powers conferred by the National Securliy Act and
directives thereunder. This power would exist in any event.

The proposed procedure, however, carries out the letter and spirit
of paragraphs 1 and 3 of K8CID #1, Revised, in securing maximum
consultation with the representatives of the IAC,
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