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THE TUTTLLIGENCE ADVISCRY COMMLITER

Ag presently sonstibuted, the Intelligence Advisory Committes (IAC) con
agiste of the follmeing officinla:
The Director of Central Intelligenss, Chairmin
The Speoial Assistant for Intellipense, Department of State
The Agpistant Ghisf of Staff, G-2, Department of the Army
The Divestor of Neval Intelligense
Tha Director of Intelligsuce, Headguariers, United States Alxr Foree
The Deputy biraet-oz for Intelligence, The Joint 3tal¥
Tae Atomie Energy Commission Rapreaemﬁﬂve %o the JAC
The Assistent to the Direotor, Federal Buresn of Investigation

The funetlon of the IAC 13 %o advise and assist the Dlrector of Ceniral
Intalligsﬁéé in the discharge of his siatutory responsibilities (ses NSCID-1),

THE GVOLUTION OF THE Z.A.C.

Begimning with Generel Dorovan's original proposals, in Jums 1941, it has
aluays been considersd that a commities cowposed of the heeds of the seversl
departwental intelligence agencles should be an essentiel elemsnt in any plan
for the coordivation of the pational intelligence effort. In times post,
housvar, there has been considerable eontrovergy rogarding the proper peoiaiion-
ship belwesn such a comndties and the director of centrel intelligence: that
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13, whother the commlttee’s function should be to advise and assist &

director individually responsible to higher authority, or wbéther the commitise
itaelf should function 2s & sollectively reapomsible board of directors, the
direotar being merely an exeoutive officer responsible to it. These conflicting
congepts have been referred to in brief as the principles of individual versus
collestive raaponaimity.

Donoven strongly advocated the prineiple of individual respensibility, bat
his concept of an individual "eoordinator of strategie information® was too
novel and undeveloped to be accepted in 1941. The golution then adopted, under
presgure of the war emergoncy, was the establishment of a Joint Intelligence
Committes wder the Joint Chiafs of Staff. In imitatiom of the British JIC,
this Comittee included representatives of the State Department, the Board of
Ecovomio Verfare, and the Office of Strategle Servisces, as well as the hoads

~ of the thees servics intelligence agancies, but &t lacked both the British team

spdrit and suo} personal leadershlp and responsibility as was vested in the
British JIC eheirmen. Wortime experlence with the hindrances resulting from
diffuaicn of responaibility in a committes gystem finally made the case for
the principle of individual responaidbility.

“Several plans were proposed for a postuar organization for the coordination
of tho national intelligence effort. That ultimately ac‘fo.ptéd wag beged on

. proposals by Donoven ag modified by the JIC after a bitter intermal struggle.

It vas subsequently adopted by the JUS, subjected to thorough examination hy
the Lovett Committes on behalf of the Secretary of War, and recommended to the
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President by the Seorotaries of State, Wer, and Navy. In this plean ths Direstor
of Centyal Intelligence (DCI) was mede reaponsible to a National Intellipemes
Avthority (NIA) composed of the Seovetaries of State, Wer, and Navy, and thé
cormittee of heads of departmental intelligence agenoles, colled the Intelligemocs
Advisory Boerd (IAB) was made expressly advisory in its relationship to him,

‘Tha prinedple of eollestive responsibllity hed boen strongly advocated
before the Lovett Coamittes, and had been deliberately rojested by it, In
his presentation to the thres Seoretaries, Lowett had emphasized that the DCI
should consult the YAB mmmrwmttm,mmtmmmnrm
the power of deelsion, in keeping with his individual responsibdility to the
NIA, vhile reporting to the NIA any svbstantial dissent by any IAB member,

 ‘Suoh was the approved dostrine when the Central Ingelligenee Group (C1G) was

established pursuant to the President's letter of 22 Jamuary 1946. (See also
NJA Directive No. 1, 8 February 1946)

Admrel Sousrs, the first Diveotor of Central Intelligence, fully wder-
stood the Loveth dootrine. At the same tdme he was careful to sultivate the
goodwill and eooperation of the IAB members. FHo sonsulited fully with them,
but, inasmuoch as few plaus for soordination and no national intelligencs
estimatos wore prodused during his teief tenure, no firm precedents in DCI-I/B
Wﬁom wore asot.

Gemeral Vandenberg suecesded Admirel Souers as DCI in June 1946. He was’
determined to make CIG an independent, solf-gufficient intelligence agenny and
in the process to reduce the depertmental agencies to amall units restricted

‘3-
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o technlcal matters of exalusively departmental interest. This determination
brought him into conflict with the menbers of the IAB, whose rice boils wors
to be broken. The fssue came to & head in Vendenberg'e proposals that he be
authorired to engnge in independent, intalmgmoa regseareh at his discretion
and to ast ap executive agent of the NIA in coordinating end supervising the
departmental agemoles. Vaadenberg had to forego executive supervision of the

~ dopartmental agencies, but othorwise he did obtain fyom the NIA substantially

the authority he wanted. (See NIA Diveotive No. 5, 8 July 1944) Thereafler
he procesded to build up CIG in competition with the departmental agencies
and with seant regard fur the IAB. |

Such was the state of affairs uille the Noblonal Security Act of 1947

- was in preparation. The Act established the Centwyal Intelligence Agency as an

indepandont ageney under the direetion of the Habiopal Security Courail. It

made the Direotor of Central Intelligence golely rosponsible for advising the

NSO 4n intelligence matters, meking recommendations to the NSC for the coordination
of intelligence activitics, preparing natioral intelligense estimates, and
porforming such other services as the NSC might dirset. The Act intenﬂonally

wade no refevence to any committee analogous to the IAB, Under its terms,

subjeet to NSC direstion, any eomsultation with the heads of the departmental
agenoies would be a matter of the Dircctorfs own eonveniense and diseretion.

Tt way be noted paremthetically that the National Security Act of 1947 also
omltted any refoerence to the Joint Intelligonce Comititss, or to any intelligence
function in the JCS and Joint Steff. The JIC ocwes ite continued existence to
the disorotion exercised by the JCS in organiwing the Joind Staff, The confliot
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botusen the principles of individusl and sollective responsibility arose in
that eoancciion elso. An attempt was made to establish individuwel vesponsidiiity
by the designation of a Deputy Director of the Joint Staff for Intelligence
in charge of the Joint Intelligence Group., However, inagmoch as the work of
the Group was subject to the review and approval of the JIC, the peineiple of
collective responsibility prevailed there and the Deputy Director for Tmtell-
lgemes became in effoot an axecutive offlesr responsible to the JI0 as a
board of divestors. o

Mmirel Hillenkostter relieved General Vandenberg as Dircotar of Central
Intelligence on 1 May 1947. Realizming that Vandenisorg's enbattled relations
vith the IAB had been karmful to proper coordinaticn of the nations) intell-
igenee affort, Hillenkoetter voluntarily scught and obtained the rewosation of
NIA Divective No. 5. He hoped thereby to restors mutual econfidence and
cooperation, However, certain meibers of the IAB (Admiral Inzles and General
Chamberlain) took advantage of his conelliatory attitude to press for establish-
ment of the principle of collootive responsibility in the drafting of NSC |
Intelligence Directive Ne. 1. The ensuing controversy beoame so intense that |
Hillenlootter requested the intervention of the Secretary of Defense. Mre
Forrestal very forcefully instrusted his subordinates on this point, and eon-
sequently NSOID-1 vas drewn up on Mdmival Eillenkvetter's terns.

NSCID~-1 establishes the Intelligence Advisory Committee as it im presently
constituted, In consonmance with the National Seeurity Act 1tself, 1t leaves
the Director of Central Intelligence solely responsible for the advise,
rocommendations, and intelligence which he submite to the NSO, and for the
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" other services which he performs. It does require, hOWSVQ!‘; that he consult
with the IAC with respeot to his recommendations and estimates in order o
obtain their eoncurrence or to roport any substantial dissent.

Despite this further authoriletive deoision on the ‘issue of individusl
vorsus collestive responsibility, Admiral Hillenkoetter's relations with the
IAC rena;nea strained, his antagonists having been convineed against their will.
Certain practices and procedures which he had inherited (seo below) continued "
to produse frictlon with the departmental agenciss, and, in the sircumstances, |
he vas unable to ameliorate the situation without compromising his authority
and responslbiiity under the Statute and NSCID~1l. This he was not willing to

do, Consequently he came to make no more use of the IAC than NSCID-1 abaclutely
required. '

The contimation of this unsatisfactory situation saused the HSC to establish
the Dulles-Corea~Jackson Study Group to look into the matter and recommend
remedial aotion. The Group's report, dated 1 January 1949, was highly critical
of CIA, attr:buting the Agency's shortcomincs primarily to the Director’s
failure to enlist the cooporation and participation‘ of the IAC with respoct to

both ceordination and estimates. The report contained one intermal inconsistency.
The section on coordination stressed the Directorts obligation to axert leader—
ship and recognized the function of the IAC as advisory, but that on estimates
espoused the doctrine of collective responsibilﬂ.ty.'

The DCY and the members of the IAC were invited to comment on the Dulles
Report and did so, the IAC members seizing the opportunity to rencw their drive
to establish the prineiple of colleetive résponsi'bilitj’. The NSC found that
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it eould not readily digest tho cumiletive volume of sontroversial literature.
It therefors requested the Scoreteries of Stats and Defense %o prepere a
suceinct action papsr for its consideration.

The Seevetaries' roport, NSC 50, 1 July 1949, was actually prepared by
General MoWarney. It held thet, under more forthright loadersbip by the DOI,
the TAC should partisipate more sotively in the coordinstion of intelligence
aotivities and the adoption of mational intelligence estimates, but only as
an advisory body. It again expwressly rejected the doctrine of collective
responsibility. It was NSG 50, not the Dulles Report, which the NSC finally
adopied as direction to the DCI. _

Tven this did not solve the problem, for the ICI and the IAC found theme
selves mable to agres regarding the implementation of NSC 50. On the ground
that NSC 50 had been systamtically frustrated, the members of the IAC were
actively preparing a now approach to the NSC designed to adwance the cause of
colleative reaponaiﬁili’cy vhen Admiral Hﬁlanhoetter wasg rolieved as pDOY and
General Bedell Smith was called to take his place.

At his first mesting with the IAC, on 20 Ootober 1950, General Smith
agnounsed & new e in DCI.TAG rolations, stressing the nocessity of active
collaboration and eollsctive judgment, To some of those present his remarks
may heve sounded 1ike an sccoptance of the prineiple of collestive responsibility.
On another ogoasion, however, when an exuberant merber of the IAC referrec.i to
it as a board of directors, Genoral Smith cud hix short, reminding him and hia
colleagues of the individusl responsibility and authority of the DCI. General
Smith had the personal preatige necessary to maintain his leadership and individual

-‘7‘
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euthority, but the poinb is thot, by invoking full IAC partieipation in a
eolleetive effort, he wendeved b mmae@saazv..to assort sush guthority.

The prrogent posi‘hion iz that established by Gonepal Smith. TUnder the'é law
and HSC direction, the Director is solely respaneible for the reccmmendations
ard estimates which he submits to the NSC and rstaling a corresponding pwew:
of porsonsl Qecision vegarding them, bub the IAC partisipates fully and aﬁi_tivaly
in tholr proparation and normally consurs in them, with provision for the Froe
axpreagion of any diaaentﬂng opinion.

The TAG now meets regularly once a wosk and cocesionally in adoﬁ.ﬁioml
special wmiom -Aboua WO percent of its actlons 'conc@m the review and
finsl mﬁl@pﬁon of national. intelligence mtmateap An additional 37 p@roant
are mlawd to @stimama productlion (initiation, programwing, release, otso)o
About 23 percant of i’tl actiom concern thw interdepartmontal coordinntion
of othey imiligmm aobivities. In peint of tine, a&xmﬁ t.hmeufm'bhs ei'
the JAC%s meeting time is given to discussion of the eubstanse of astimates.

THE COORDIMATION OF HATIONAL INTELLIGENCE ESTMTES

In the earlisp plenning steges and during Aduirsd Souwsrs' brief? temuwre
as DCI, the commoa widerstanding wes that national intslligence estimedes
wuld be dx'ai‘t@d by a CIC gtaff on the basis of current departmental esti-
nates ant special d@gmtéwntal contzibubions, as reoquireds wuvld be thor-
oughly coordinated ab the wrking levold in confevences hetwoen the CIG esti-

awtorg and depertmental representatives; and would be finally reviewsd,

- & -
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omendod if necessary, and adopted at meebings of the DCT with the IAB. In
working lewvel coordination the DCI's representative would have the pomf of
deoision with vespsct to the text te bs submltied, taking into e.ecoﬁnt the -
visws of the depertmental reprossntatives and enswing thst divergent opiniona
on swbstantlial iasueé were duly reported with the adopted text. The Dirscéor
would exercise the Bém power of decision at his lovel, taeking imto 'consid%
eration the advice of the IiB and reporting in tha published estimate any dl- -
vergont opimion on a substentiel lssus. The CIG., however, was never sble ‘bo

produce sn estimate during Admiral Souers®’ ¥ime, so that this contemplated. :
procedure was never established in practice, j !

The initistive in departing from this originslly izrbmdsd‘ procedure i.s |
attributable, not %o Gensral Vanderberg, but to the IAB itself, altbough its
newbers wafe mxdoubtédly influenced by the hostillities which had already de-
veloped over NIA Directive No. 5. First, IAB membors demanded that Vanden-
berg weke his @s‘aimaﬁom stop calling for comtributions from their ovemrkéetj
staffs, Then the IAB repregentatives refusad to attend conferences with CZ%G,

resorting instoad to written comment on draft estimates. These dsvelopmemts
compslled CIG to rely primarily upon its own imtelligence research, prscluded
the posaiblility of reaching & consensus in joint discusaion, and reduced the
coordination process '_to a solicitation, by mail, of concurrence, cosment, or
digsent from agancieé whose interest was essentially negative (%o prevent |
any CIG ection poseibly prejudicial to their own interasts) rather then posi-
tive (to make a constructive contribution to the dsvelopasnt of an suthori-
ative nationsl egtimate). To complete the ruin, Gemeral Vardenberg'e

::9 u‘
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relatlons with the IAB were such that he nsver submitted an estimate to con-
sideration abt a mesting with the IAB. CIG, in effecht, abandoned its mission
o8 coordinator to becoms & competing fifth intelligsnce agsnoy, porimps ®OTS
objective than othmrs bacause of its frsedos from departmental policy bi.a.a,
but under a peculiar obligation to submit its product to the criticimm of ita
cempstitors. The prﬁ_cedurs of "coordination® which evolved in these circma-
stances could hardlyv"hava bsen more rigid, indirect, cumbersoms, and atorﬁea
The result was mither truo indspendence of act.ion and judgment nor a trw
collective effort in the natiomal interest.
This sibtuation was improved to some extent during Admiral Hillénkoetférﬂs

time, bub the basic z;m'm remained unchangsd, Under the terms of DGID-3/1,

8 July 1948, CIA wndertook to motify the TAC agenciss of projects undorta.ken
by requast or on its om initiative. Ib might or might not request contri=
butions. In dm comrm draft estimates, usually bassd for the most part on
CIAts own msa-arch, wore submitted to the IAC sgencies for written corz®nt
Divergent views revoalsd by such comments wers discussed with repromzfontj.{ées
of the agencica concernsd, Ultimately CIA submitted a final draft to the .
wembors. of the IAC for their written comurr@m or diasent, The IAC nevo“f
met o diseuaa the gubstanoa of an astimste.
: Within t.hin framework, CIA p@raomml often nede sarnest and 1aborions
efi‘orts to achiseve a trus coordination. At the working levsl there was con-
siderable congultation and coopsration with regard to terms of refersnce,
contributions, and prelimwy drafts, The most thorough working levsl
coordination, howsver, gave no assurance regerding finsl action at the IAC
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1svelo The entirs Process seonzd discouragingly involved, tims-consuming,
and somotimes futile. Nevertheless, CIA did produce, during this period, =&
congiderable body‘ of ostimatas &2 well coordinated as any today. Aboutd

R [
s elom

three-fourths of them had the full concurrence of all msmbers of the IAG..
In moét othér‘ cases, the dissents wore similer in mmbsr amd kind to those
now published. There wero, howsver, a few cases of gpactacular failure in
coordination. |

A mom significent consequsnce of the difﬂbulty of the coordination
proéos was sn increasing tendency on the part of CIA to divert its effort
from the production of coordinated estimates to the producﬁon of uncoordi-
nated current intelligence publications snd mliscellansous ressarch reports.
This tendency was undirected snd largely unconscious but was basically pro-
determined by the organizationsl snd functional structurs which Genersl Van-
denberg had purposefully created; It alarmed answ the IAC agencies, es-
pe/cially State, snd was sswerely condemned by the Dullss Report. No effective
aotion was taken in tho matter, however, matil the coming of Cemeral Smith,
when the entire process of estimates production and coordination was completely
transfarmed.

The organisation énd procedures established by OGeneral Smith and now in
eifect are essontially a retwrn to the concept hold by Admiral Souers at the
beginning, The Office of National Entimates, the responsible office within
CTA, is composed of tho Boerd of Naticnal Estimates, a mmzll group of senior
efficisle distinguished for pertinent experience and aptitude (e.g., Dr.
Shorman Kent, Ideut, General Hareld Bull), and & suall, select Supporting
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gtaff, The Office hay no other funotion than the drafiing and cooxdimtion
of national intelligonce esiimates. The procedurs of cocrdinstion im oute
‘iined in DOID3/5, 1 Septembver 1953. The estimates produstion progrem ia
davelopod by the Boaid in coordimatdon with IAG representatives, and is
adcpted by the IAC, Ths estimates are drafted by ONE on the basis of
contributions recedved from the IAC agencies pavsnant o agreed terms of
reforence and aye thovoughly coordinated at meetings ﬂ.‘&h IAC pepresentatives
miar to thalr submdsadon to the IAC, _A'b such meetings ell diffevencoes are
nortally resolved, bub if, in the judgment of the Bomid, the nature of the
ddgme rogquires 1ty & Board position is taken and divergent wicws are duly
secordsd., IJAC agtion on & woll--coordinated estimate may de no more than
ratification of tho agreement reached abt the working level. When thero are
wwosolved Issues, however, the JAC dlscusses them Iully and either resclves
whem or eloa accepts tho notation of a dissenting opinion with underatending
and goodwill on the part of all concerned.

THE GOCRDXNATION OF INTELLIGENCE ACTIVITIES

The development of procedurss for the coordination of intelligence agti~
vities has roughly parallellsd that with respeet to the cocrdination of est-
watos. Admira) Scusrg contemplated full oonsultation with the IAB in such
mattars, but the consept wae lost in the controversy batwesn General Vandenberg

*
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and the IAB gver HIA Divective No. 5. Theveafber plans for cocrdiration
were davelopad in CIA with 1ittle or no agmultation with the departmental
sgoncies, aend were then submitted to o process of formal and indirect coordi-
aadion 1ike thot Lo ewdiwates, Fingl IAB aebimm nermally cobéained

by the mariing of voting mlips. Actual IAB mestings to dlecuss suoh matters
ware Tare, bt were oceaslonally held, ss they never were to consider
egtinaton,

The Mzesbor’s staff for the preparation of such plans was called ICAPS
{Intecdepertmental Coordinating and Flanning Staff). It was eomposed of
personnel detalleod from the eseveral Departments, bub represomd the Dirsctor
rather than the JAB agemﬁgs; Daring Gemnvrel Vandenberg's time the IAB
cugtomardily established ad hoe comalbicess Vo deal wi%h ICAFS in particular
cosan. At Admirsl Hillenkootter®s request, s Standing Ocmittes of the IAC
was established in 1leu of theus ad hoo eommitiees, but that made no eppreciable
difforomos. In either case, CIA (ICAPS) was oonfronted by the JAG representatives
in batile sy and thers was no cemnon approach o the soluiion of common
problens in the national interest. |

An with vesprat to estimatos, CGensral Smith abolished his predscessors?’
avrangements and established & small offics, the Office of Intelligence
Coordination, clearly MQ'al o CIA and respansible to him, to serve as
hin agent in the development of plans far the coordination of inbtelligenes

‘913‘“
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aetivities, Wt o do 89 in close colleboration with JAC ropresentatives.
s office alas seyved as the IAC gecretardat. In effect its heed, as
TAC soerstary, formed various ad hoo comnitbess to desl with partieular
probilome, as the IAC might direct, and then served as their chairman,
The office conmisted only of himself smd ome or two assistants.

Resonily, in pavognition of the fact that IAC meetings wore prepounder-
ently comserned with the consideration of national intelligencs estimates
and related matlers, the JAC secrebaryship was msaiémd to the Depuaty |
, Asglstant Dirsstor for Naiionsl Estisates axd OIC's ecordinating functlcnm -
and pesrsonnsl were transforred to the Dixestorts Speeial Agsistant for
Flanndng and Coordination. '

SUBORDINATE COMMITTEES OF THE I.A.C.

Fer the gondimuing coordination of certain intelligence activitdes, ths
DBI and JAG have eslablished ten permonent ¢osmitises gomposed of repressnta-—
tives of UIA and of other agenciee, as sppropriats. There follows a list of
these sommittees, with the dates of thelr establisiment., |

Joint Atosic Ensrgy Intelligence Cummittee (JABIC) 31 December 1947
Interdeparimental Jommittee for the Implementation |

ard Coozrdimaticn of NSGID.T 12 Fetwuary 1948
IS Comuities i9h8
o 1 -
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