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T. JINTRODUCTION: TTIE COSTS AND BENEPITS
O INTELLIGLNCE

The operations of the inteélligence Eommunity have pro-
duced two disturbing phenomena. The first is an impressive
:rise in ‘theirx eize and cost. .The second is an apjarent in-
ability to achieve a commenéurate improvemeFﬁ in the scope

v . ; R
and overall éuality of,inteliigence products.

. ’
During the past decade alone, the ccst of the intelli-

gence communityjhas almost doubled.. At the same timé, spec—
tacular increases in collectlon act1v1t1cs have occurred.
Where satellite pho;ography.ls concerned; .the increases have
led to greatly improved knowledge abduﬁ.the military ca§a~

" bilities of potential enemies. But exparded.collecgieﬂ by
means other than photography‘ﬁas not brought about axsimilar
reduction in our uncertalnty about. the int% entlon;, doctrines, -
and political‘processes of foreignrpowers. Instead, the )
growth in raw intelligeﬂce —-= and here sateilite photography
must be included -~ has come to serve as a Proxy for improved

analysis, inference, and estimation.

The félloWing-report secks to identify the causes of

[0z}

these two phenomena and the areas in which constructive changa
can take place. Its prlnc1pal conclu31on is that while a

193

number.of,speciLlc measures may ﬂulU uO Dflng abouc a closer

: . . .- TOP SECRET
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\\ relationship' bCprLn cost and cficctlveness, the main hope

\ L X .
for doing so lies in a fundamental reform of the intelligence

community's decisionmaking bodics and procedures.

~N

This conclusion is advanced in full recognition that

r0019aW1zatlon will, at best, only crecate the condltlon in
N
which wise and imaginative lcaderohlb can flourloh. In the

absence of reorganization,_however, the}hablts of 1ntelligence

community will remain as difficult to control as was the pexr-
formance of the Department of Defense priox to the Defense

Reorganization'Act‘of'1958;.:
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AN
\ , IL. COST TRENDS

\\ To understand the phenomenon of 1nchaglng costs, it
is Secessary,to consider briefly the organizational history
of the‘intelligence comummunity. The National Securit& net of
1947 ané the National Security_ceuncil Ihtelligence Direc—
tives (NSCIDs) of the late 1940s and ea%ly;léSOs established
the basic divisieh of'responeibilities among agencies end
departments. This aivision.hed its origins in traditional
distinctions between military and non»military intelligence,
between tactlca1 and national 1ntelllgence, and between

'”communlcatlons (COMINT)-and non—-communications (ox agedt)
intelligence. '“hus, CIA was directed to employ clandestine
agents to collect “non-military” intelligence and producer
"national® intelligence. he Deiartment Qf State was made
resoonSLble for the .overt collectlon of "non~mllltary in-
telllgence. The National Securlty Agency (NSA) was estab—
‘1ished to manage COMINT collectlon. The Military Services

- were lnstructed to collecn “mllltarj" 1ntelllgence as well
.as maintain tactlcal 1ntelllgenee capabilities for use in
wartime. All werxe permltted to produce "departmental®” in-

LR y Le .1 yay —~ P . o s IV 1y 4 -~ N - ]
i C) - their separaca needs. whilae not i1deal,

-

Y3 e ~ A
Lrgence CO ez

(f

this divisien of functions and.responeibilities-worked rea-
sonably well into the mid—lSSOe.. ‘

Since that timé, these traditional distinctions and
the o;gambmvé@mkeféawmmmécmbéﬁwmge?éﬁm@éfaézo‘ﬁb@e?s have

L POP SECRET
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become increasingly obsolescent. The line between "militaxy"
and "non-military" has faded; scientific and technical in-
tclligcnce'with both civilian and militaxy applications has
become a principal area of endeavor, for.almost all intelli-~
gence organlzations Similarly, under the olg distinctions,
the national leadexrship -- namely the Preuldcnt and the NSC ~=~
vconcerned itself with. "natlonal" 1ntelllgence, while pr
sumably only battle;leld-cqmmanders cared about'tactlcal 1ﬁr"
telligence. But a rapidly advancing téchnology which has
;evolutionized the colleétion, processiﬁg, and commuﬁiqation | )
of intelligence data casts doubt othhe.falidity of the dis~ |
tinctions.‘ | —
Simultaneouslyt téchﬁologicgl aBvances have crgated new
collection'possibilities which do not:fii convenienﬁiy withiﬂ;
a structure based on traditional distinciions and were not
covered in the orxiginal diréctiVes. Satellite photography,
telemetry intercept, electronic intelligencé (ELINT), acoustic
détecﬁion, and radax havé become some of'the most important and
‘ﬁitalu@etﬁo&s of inteiligencé collection not currently cqvered‘*
by any uniformjnaﬁional policy.
| The breakdown of theléld distinétions and the appearance
of new collection methods has bgcn a simultaneous proccess
raising a host:oflquestions abéﬁt intelligencé.oigénization.

Ts ELINT related to COMINT, is it technical or military in

" TOP SECRET .
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nature, is it of primary intercst to tactical or national
consumers? Where should the radar tracking of misslile ox
the acoustic survcillancé.of Soviet ballistic missile sub-
marines fit? Is telemetry more similar to COMINT or to
ELINT; who should analyze it? Who should be responsible for
satellite‘photography? On the moie mundane, bht nonethelgss
critical le§el, ques%ions arise about éhe?@rganizatiqnal re-
séonéibilities for such topics as Sihanoukville supply in-
'filtration, VC/NVA oxder of battle, and missile.deployments
in the Suez Canal arca. Are these m}litary ox nbn—military .

issues? Is thé intelligence about them tactical or national?
; . .
Who should be responsible for collection and what collection
resources should be tasked?
In the absence\of an authoritative governing body to
resolve these iséues, the community has'resorted tO'é series
of compromise sdlutions that aéversely iffect its perfofmance

and cost. In general, these compromises have favored multiple

. and diffuse'collectiqn programs. and the neglect of difficult

and searching analytical approaches.  The most serious of thé '

resulting problems are outlined below in brief form, and dis-

cussed in more detail in the appendices.

1. The distribution of intelligence functions has bacome

.increasingly fragmented and disorganized.

°© The old distinctions among national, departmental,

and tactical intelligence are out of date. Today,

- TOP SECRET
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CTA is as likely to produce intelligence relevant

to, say, NVA/VC orxdex of battle as DIA ox MACV,

just as MACV produccs many rcpoxrtis that are of

“interest to the national leadership.

"
\

Similarly, the relatively neat ordering of collec-
+ion funcﬁions that existed afFe:.World War II has

. .. J
broken down.. CIA now engages in a wide range oOf

’

collection activities =~ aircraft and satellite

photography, ELINT, COMINT, radar, telemetry as

' well as clandestine, and overt agent collection.

NSA has added telemetry and ELINT to its COMINT
capabilities.' The Services now have a full panoply
of senscrs to perform a variety of functions --
taétical inﬁelligenceﬁfsu;veillance; earlngrﬁing,.

and so o0n.

Table I illustrates how almosi all major com—

ponents of the intelligence community are in—.

‘volved in each of its various collection and
[y L . . . . .. T ".-‘lf .

.-

production functions.

| : TOP SECRET |
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2 The community's activitics awe dor ninated by collection

compaetition and have become unoroductively duplicative.

25X1 - o | | budgeted for in-

telligence in 1972 will be spen% on collection
(Table I above) . Despite past massive increases in
. the 'collection of photography, COMINT, ELINT, radax
and other sensor datay sizeable;additidnal collec—,

4L ’

tion capabilities are planned to become operational

o The blurriné'of ﬁraditional boundaries has encouﬁaged
community memberé to éngage in a competitive struggle
for survival and'doﬁinance, primafily through new
technology?‘which has resulted in the reduhaant

acquisition of data at virtually all levels =—-

_tactical, theater command, and national.,

cion c,\J‘DLW'%**C° nava

Yo 3 2| 4 . 3 ~ -
Gross redundancics in collze 0
’

become commonnlece as CLCTDllfled by alrcraft in -

»Y

- both CIA_and Defense whlch collect photography,

TO‘j SECRET
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and by aircraft which compete with satellites in

+he collection of BLINT.

Collection capabilities remain in operation beyond
-heir useful lives. As older sySte@s lose their
attractiveness at the ﬁational 1evqi, they are
taken over at the command ox téctical.level wheXxe
they dupllcate hlgher 1evel ac»lV1t1es or collec»

data of little value,

Simultaneously, compartmentalization.: within various
security systems has served to hide or obscure com-—
petitive capabilities from evaluation, comparison,

and tradeoff analysis.

3. ‘fhe community's growth is largely'unplanned and un-

guicded.

o

Serious forward planning is often lacking as decisions

are made about the allocation of resources.

The'consumer frequently fails to épecify his product
needs . for the producer; the'pioducer, uncertain about
eventual demands, encotre ageas .the coilector to pfo—
vide data without selectivity or prioxity; and the

collectoruemphasizes quahtiﬁy'rather'than'quality.

e .-
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The community's acltivities have become exccedingly cx-

Eensive.

The fragmentation of inteclligence funcitions and the
. . :

competitive drive for improved collection technologv

are important reasons why the cost of intelligence

3

has almost doubled during the past decade.

!\ N
L
A 51gn1L1cant part of this cost growth 1s attr 1buuable

to the acquisition of expensive new systems without
simultancous reductions in obsolescent collection -

programs.

In the absence of planning and cuidance, internally

¥ .

generataed values predominate in the community‘®s in-
*titutionsﬁ.“These values favor increasingly soohisti~
'caLed and eypenSlve collectlon tcchnologles at the

éxpense of analytlcal capabilities. ' .

Few interagency comparisons are contemplated. Po-—

.tehtial tradeoffs between PHOTINT and SIGINT, bétween

PHOTINT and HUMINT, and between data collection and

analysis are neglected.

While the budgetary process might be used to curb
some of the more obvious excgesses, it cannot sub-

stitute for centralized management of the community.

’ . . . oD - o .- T
Approved For Release ZOOM P74B00681R000100300006-3
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IIT. QUESTIONS AROUT THE PRODUCE

In a world of perfect information, there would be ne
uncertainties about the prcscnt and future intentions, capa-
bilities, and activitics of foreign powers. Information,
however, is bound to be iﬁperfect for the most part. Con-
'sequegtly, the intelligence community een;eﬁ best reduce the
uneertainties and construct plausible . hypotheses about these
_-ﬁacﬁors on the basis of what.continues to be partiai and
often conflicting evidence. |

~ Despite thé richness of the data made available by modern
nethods of collection},and the rising costs of'their acquisi-
-tion, it is not at all clear that our hypotheses about.foreigﬁ :
‘_fintentiqhs, capabilities, and activities have imprqoved com-
mensurately iﬁ scope and quality. ©Nor cun it be asse ted with
confidence that the intelligence eommunity has shown much in-
itiative in developing the full range of poesible explanations
in light of'available‘data. /Among the more recent results of 
thielfailure to acknowledge uncertainty and enteftain new |
ideas in tﬁe’face;of,it, has been a propensity to overlook
such unpleasant possibilities as a large-scale exploitatiom
of Sihanoukville by thez NVA to transship supplies, a continu-
ation of the SSj9:buildup and its possible MIRVing, or Soviet

. . - . ’ . . I 4 ' .

willingness to ihvade:Czechoslovakia'and put ioréee:into-the' b

o o=

Middle East.

TOP SECRET
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Diffiicultics of this kind with the intelligence product
are all the more disturbing becausc the nced 0o ecxzplore aﬂd
test a number of hypotheses will, if anything, cxpand as the
Soviets project their military power and come to play a more
direct global role. Yet there is no evidenpe that‘the in-
telliéence community, givén its present structure, Will come
to grips with this class of problems“3 s |

The community's‘heavy emphasis on.collection is itself
detrimehtai to co:recting prodﬁct pfoblems. Becauser each

organization sees the maintenance and expansion of its col-

I R

lection capabilities as the principal route to survival and

strength with the community, there is & strong presumption

in today's intelligence set-up that addirtional data colleca-

tion rather than improved analysis, will provide the answer

its cost.

to particular intelligence problems. It has become common-

place to translate product criticism intc demands for en-

larged collection efforts. Seldom does.anvone ask if a
g .

further reduction in uncertainty, however small, is worth
The inevitable result is that production remains the
stepchild of the community. It is a profession that lacks
strong nilitary and civilian carcer incentives, cven within
CIA. . The analysts, with a heavy burden of responsibility,

find themselves swamped with data. The consumexrs, at the

Approved For Rleleas‘ev 2004447145 6HERBP74800681 R000100300006-3
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sama time, trecat their product as a free good, so that demand

oxceaeds suppl >riorities arc not established, the system
_ PRLY., .

beéomes overloaded and the quality of 'the output suffers.

AS if this were not enough, production, instead of qguiding

collection, is itself guided by collectors and the impetus

of technology. Sincce the military are the prlnClpal collec~
- L .

tors, they are more likely to focus on the needs ‘and interests

of their own Sexvices than on the issues of concern to the

national leadership, and they continue the wasteful practice

of counterpart targeting. '~ Under such difficult conditions,

it is not surprising that hypotheses tend to harden into

.

"dogma, that their sensitivity to changed conditions is not

: articulated,_and<thétenewedata are not sought to test them.

Approved For Release 2604/01/14 : GIA- RDP74800681R000100300006 3
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“IV.  ORGANIZNLIONAL DILIMMAS

Quesitions aboul cost and pfoduc£ might exist even if the
intelligence community posscessed strong‘leadership. It is
notewoxthy, however, that they have arisen under conditions
the most marked of which'is a lack of institutions govexrning
the community with tﬁe authority and re§po§sibility to rc—i
solve issues without excessive compromise, allocate resources
-accoxrding to criteria of effectiveness, and consider the re-

)

lationship between cost and substantive output from a national

perspective. B
This lack of governing institutions stems fundamentally
Crom the failure of the National Secu:ity Act of.1947 to.
'tanticipéte'the‘ﬁconstitutionalf needs of a modern_éﬂéAéeChno—
logically complex ihﬁelligence community. The primary intent
of the Act, understandably;gwés to prevent a recurrence of'the
intelligence confusions and delays that occurred prior to
Pearl Harxboxr. These problems were seen as having resultedi
from defects'in.the'centrai processing, pfoduction, and dis-
éemiﬁéﬁion oﬁ intelligence. The critical need, accordingly,
was to create an oxganization which would have access:to all

irtelligence and rxeport its estimates to the

B

‘,‘—"~-:f-v\,?1 FToan T
[ S ) S S R ORGSR Ao

U
[
o

ship.
4

- -

In 1947, the size and cost of individual programs were

relatively small, and the scope and-naturc of the management

Approved F'or Release 200/01A4C CIAsRDP74B00681R000100300006-3
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problems assoclated with today's commuunity were not antici-—
:pgted. Consequently the issuc of how to plan and fationalize
thé.pollcction of intelligence did not,seem of great moment}
and éhe Act did not explicitiy provide for. a mechanism to pexr-
form these functions or evaluate the scope. and quality of its
product. | .

. . . '.‘ .-J.-
There is another reason why the 1947" Act did so little

to provide strong leadership for the community: powerful in-

‘terests in the Military Services and elsewhere opposed (and

-

continue to oppose) more centralized management of intelli-

 gence activities. Partly, this opposition arises from the
.9 .

- belief of the Saxvices that direct contrxol over intelligence

programs is essential if they are to conduct successful mili-

" tary operations; partly, it results from bureaucratic concerns.

The Services are reluctant to accept assurance that informa-—

- -tibn_from systems not controlled by them will be available as

and when they require it.

Despite such oppoéition,,the National Security Act of
1947 did stipulate that the CIA would coordinate ‘{;he”"in—-
telligence activitieé" of the Government under the directionA
of the National'Sedurity-Council. waever, the Act also made
clear provision for. the continuation of‘“aepartmental in-= -
telligence”. Since then, thrxee Presidents have exhorted the

Director of Centxal'intelligenca (DCI) to play the role of

v

Approved For Release 2004/09%4 SC{AIRIIP74B800681R000100300006-3
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connmunity leader and coordinator, hut his‘authority overx the
corsiunity has remainea minimal. While the DCI has been {Lhc

. catalyst in cooxdinating substantive intalligence production,.
he has made little usé of-suéh authority as he possesses to
manage the resources of the community. )

Realistically,. it is‘cleér that the'DCI,_as his.office,
is now constituted, cannot be expected tg péfform effectiveiy
the community~wide leadership role becaﬁse:

~® As an agency head he bears a number of wéighty op-
. erational and advisory responsibilities which limit

the effort he can devote to community-wide management.

°© He bears a particularly heavy burden for the planning
and conduct of covert actions.

® His multiple roles as community leadex, agency head;'

and intelligence.adviser to 'the President, and to

2 number of sensitive executive committees, are

mutually conflicting.
I ' ’
° He is a competitor for resources within the community '
"owing to his responsibilities as Director of CIA, :

P E Gt M e T ooy v —~ H Loy o~ - - ~ o~ -
wnilcn nas langs collection programs of 1is cwn; thus

he cannot be wholly objective in providing gdidance ’

for community-wide collection.

' - TOP SLCRET . |
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° jle controls only 15 percent of the community's re-
~ sources and must therefore rely on pcrsuaglon to
\ .
4\\ influence his colleagues regarding the allocatlon
N , ,

*_and management of the othex 85 percent, whlch is .
. appropriated to the Department’ of Defense. Since
"Defense is legally responsiblc!for,these very large

resoﬁrces, it feels that it.caﬁgoéﬁbe bound by out-—

side advice on how they should be used.

° The DCI is outranked by other departmental heads who
report directly to the Presidént and are his immediate

supervisors on the National Security Council.

'Iﬁ spite of these handicaps, the DC1 has estéblished
scverdl institutioﬁal<devices to assist him in leading the
cormmunity. They arxe the National Intelligence Program Tvalua—
tion Staff (NIPE) and the Natlonal Intelllghnce Resources
Board (NIRB). However, the principal agencies have largely
ignorxed Or rQSlsted the -eff oxts of managément by-theSe bodies.
As a‘conseguence, the NIPB and the NIRB have concenbraued on
developing improved data about intelligence programs and
better mechanisms for coordination. Because of theixr work,
poth institutions could prove useiful to a strong cdmmunity
leadex; howéver,'thgir contribution ﬁo_thelefforts of the

A

currently constituted DCI is smali,

Approved For Release 2004/93/14,;:C{:RDP74B00681R000100300006-3
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Ty the abscnce of an cffactive institutional Eranework
within which onc official could be held responsible and ac—

N\,
coun able for the performancc and cost of +the intelligence

'
communlty, +he United States Intelligence Roard (UsSIB) , origi-
nally establishcd to advise the DCI, has becones 2 soit of
govcrnlng body for the commuﬁlty Fowever, the USIB has provea
generally ineffective as a management mec ﬁanism for several
reasons: | |

. o T¢ is a committee of eguals who must form coalitions..

to make decisions.

6 Tt is Gominated by collectors and producexrs who avoxd

raising critical questions about the collection pro-

grams operated by their colleagues.

'F"As a result, USLB' collection'requirements ~— which
are an gqgrbgate of all reque%ts, new. and 0ld ~-—- mean
all things to all agencies, thus leaving Lhem free

to pursue their own intercsts.

\‘-. g ° since po.Llcy~level consumers axe ‘NoT represented on

the Board, they are unable to glve guidance'as'ﬁo

~

RS vw'f\-'\ SR
oOYiLTY nNeads.

i

Eos

P

.

Tven within the Department of Defense, there is no cen-—

tralized management of intelligence resources and activities.

Althougn the ASSl tant Sucretary for Administration has baen

Approved For Release 2004/ Sk RBP74B00681R000100300006-3
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given a responsibility in this axca, together with a small
st ¥ for resource analysis, his efforts to master the Deﬁénse
lanlllgchC complex have proved of little avail for scveral
rcasons. First, not all Defcnse programs come undor-his pur-
view, and this limits his ability to do crogs—program analysis.
Second, he remains responsible for his functions as Assistant
Secretary for Administration. LB v -
Below the level.of review provided by an Assistant
’Secretar?, managemen£ leadérship is stily absent. The
Directoxs of DIA and NS A arec ghpmsblve unable ﬁo confrol
the activities of the components suoposealy subordinate to
them but operated by the Military Sexvices. Because of a
hlstory of comovomlses and “treaties", the Director of the
Nat lonal ReconnnlssancL Office (RO} ig similarly ﬁhable(ta‘
" control a la;ge'part_of hl; program which is xﬁn by the Deputy
Director fbr Science ana fechnology (DD/S&T) in CIA.
This.lack of lower-level 1eaderéﬁip'shows up in the fol-
lowing wdys: |
- ® The.durrent failure of NSA adequately to direct
Service cryptologic activities, brganize'them ihto
a coherent system, or manage ELINT activities.
° Large-scale Service*;ontrolled tactical intelli-
" gence asseﬁé,_inflated ﬁy_éhé war and partly dupli-
cating bbth'national and allied capabilities, but-
programmed'and‘operated outsidg-of the community.

Appréved Fo'rf Réleaé-ej2004/g‘1él,4 IARDR74B00681R000100300006-3
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° A host of unresolved problems concerning organizazion
and the allocation of resources within both CGeneral
Defense Intelligence Program (GDIP) and non-GDIP

)
activities, including: duplication in the collection
of ELINT between NRO and SAC; internally overlapping

activities among varous mapping, charting, and
‘geodesy agencies, and the several! investigative
sexvices; and inadequate supervision and control of

counterintelligence activities.

;It follows from this analysis that the P:esident's ob~—
jectiyes can be achieved only if reform addresses four or--~
ganizational.iusueS: S : : : ; " ‘ . |

e The'leadershipﬁof the intelligence community as‘a

»

whole.

° The dircction and control of Defense intelligence

. activities.

°® The division of functions among the major. intelli-

- gence agencies.

° The structuring, staffing, and funding of the
processes by which our raw intelligence data are

analyzed and interpreted. .

T ROP SECRBT
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V. SPECIFIC ORCANIZANIONAL ISSURS

The effcctiveness and efficiency of the intelligence
' 1

community depend on a number of organizational variables.

- Among the most important of these variables are:

. . . 4
°  TJhe power over resources avallable to the lcader of

the community. How much pover’ the leader can ex-
. i L-

excise, particularly over collection programs, will
determine the size of the economies that can be

achieved within the community.

® 7The size and functions of the staff provided to the

. leader of the community. 'The effectiveness of a

national in#elligence leadex will depend no+<vnly'
onvhis powér Qvér resouxces}'bui also on how well
informed he is about issues and options within '

. the community, which, in tdrn) 1s a function of his
immediéte staff. Amoﬁg the potential functiéns for;
such a staff are: |
u4fiThe plénning, érdgramming,'aﬁd budgetin§ of

"resources._ r -
~=  Control over resources once allocated.

. == Supervision of R&D. h

-- Inspection of ongoing programs.

-

N Productionfand dissemination of national estimates.

_ TOP SECRET
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o ILLEGIB

-—  Net asscessments of U.S., allicd, and o:
/ 4
capabilities and doctrincs.
The future role of the United States Intelligence

t

Roard (USIB). As matters now stand, the USIB is both

a parliament and a confederate head of the community.
If more authoxitative leadershlp is establlshcd, the

- USIB could become simply. an obétrgction unless its .

.'ioie is specifically redefined. Since the leader of
the community, however powerful, will need close and

'-continuing relationshiés with prodwucers .: and collectors
as well és consumexs, one.possibility would bejto re—
constitute the USIB so as to fornalize these relation-
ships ¢ an advisoxy basis.. In any case the future
role of USIB should be addreésédlas parﬁ of a com-—
prehensiﬁe review pf new institutional_arfangements
for .the functioning of avxeorganized intelliéence.

community. ' : - ; .

Future Defense Department control over the resources

under its jurisdiction. Even without changes in the
community as a whole, najox imprﬁvements in effective-'
ness and efficicncy could be achieved if Defenée-wcre
.to master its own massive intelligence operations.
Hoﬁever; a number of: community-wide issues WOuld still

rcmaln, and subgtonc1allv firmer Defense mawagc. nt

' ' TO” SLCRIT ) |
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of its intelligence resources could prejudice the
ability of a future leadexr of the community to ex-—

cercise his own authority.

The Jurisdiction of either a national leader or a

E3

Defense lcader over the Military Sexrvices. "The three

Military Services are estimatedftdfspend

hpart from

.their svpport of the national agencies. Yet these

activities, which partly duplicate national intelli-

gence programs, are reviewed in isolation from them.

If the Seryicéshretain contrel cver the assets for

Y

tnis "ractical" intelligence, they can probably weaken

efforts to improve the efficiency of the community.

At the same time, there is little'queStionlabout their

need to have access to the output of specified assets
in both peace and war. How to combine overall re-
source management. and control with this access is an

isspe that will regquire resolution.

‘The future.functional boundaries of the major in-

telligence agencies. Collection and production

activities 'do not now tend to be consolidated by type
. N . oy N
in particular functional agencies. Important econo-—

mies can.probably be achieved by rationalizing these

Approved For Release 2084/01/145 SHA:RDP74B00681R000100300006-3
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The number and location of national analytical and
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activities. Howcver, it should be noted that cconomy
and organizational {tidiness, without concoﬁitant
strengthening of the'communityfleadership, might be
achicved at the cost.of creating even nore powerful

vested interests and losing diverse and usefully com-

.

petitive approachecs to collection problems.
b

estimating centers. The National estimating machinery

‘no doubi will have to be presexved under the leader

of the community in order to continue production of

national estimates and inputs to the NSSM process.
Thd<continuation_of DiA and the State Departmentﬁs
purcau of Intelligence Research (INR) as producers
is eséeﬁtial as.well. Beyond that,.improvement‘in
the intelligence prdduct will probably depend to a
large extent on increasing the competition in the
interpretation of evidencc and the developmeft of
hypotheses about foreign .intentions, capabilities,
and)strategiés. This may requiré not only the
strengthening of existing organizations,,but perhaps

B e — v e g on ey S P S - -
Adition On NolW OSTIMaIng CenllIls. L a

cdxt
LG y
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O
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I

some entirely new oxganizational units may be needed
. v

to perform currently neglected intelligence analysis

funcitions, for example, to conduct rescarch on im- -

proved intelligence analysis methods and fechniques.

Approvgd For Release 2004/01#141GIARPP74B00681R000100300006-3
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X [N
o  fhe role of the independant roview mechanisms. - Be-

s
:
72

ﬁ\\ - cause of the sccrecy surrounding the operations of

N the intelligence qommunity, the' necd for strong in-

* dependent review mechanilsms Qiuhln Lhc Executive

. Branch remains particularly importanc.‘ Since Lhe
President's Foreign Intelligence Advisory'Board

K .

(DPIAB), the "40" Cormittee, the Olflce of Scmcnce .
'and Technology (OST), and the Office of Managenent
and Budget (OMB) already exist to perform this
function, the only issues are how they can be .
strcng*bened to what extent thev need larger and
more petmanent StaLLS, and whether new rev1ew

boards ,hould be crcaeed, especially to evaluate

the ana;ytlcal and estlmaelng aCulVltleS of the'.'

community. .

Subséquent sections do not address ali of these issﬁes;
nor.do they exhaust the list of organizational possibilities.,
Only. the moet_salient options are presented with respect to
the leaéership:of‘the community, the_Deparﬁment'oﬁ Defense,
and functionalfreorgqﬁii;tion.; Each‘isidescriped in schematic

LOIM.

riy
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\{ . VvI. LEADERSHIP O0F THE COM:A NITY -
N . . .

\\_ The effectiveness of a new lcader of “he community will’
]

AY
depend critically on his ability to control intelli ge ce re-—
sources and meke his declsions stick. . Basically, there axre
"+ three different roles he can play in this respect, each with

different organlzatlona1 lmollcgulons. SPhey ares:

° As legal or direct,contrOTIer of all or most 1nbelll—

gence resources. T _ L N
.°. As de facto managexr of most resources even though - N

they axe not appropriated to him.

° as coordinator of resources tbaL are appronri ted  ~

elsewhere, as now..

,

Although each of the three basic approaches could be in—-- -

stitutioralized 'in a number of different ways, the principal

e

- options that accoxd With these roles. are listed below.

- A Director of National intelligence (Option 1Yy, with ¢

25X1 'the.ﬁhlk of ' sppropriated .
to his office. That office would control all the majoxr col- -
lecition éﬁbECS and rasaoarcn and devalopment acziviﬁies, which
are the most costly programs of the cémmunity and are mnost
likely to yield large long~tefm saviégs. The Director would -
also operé ce the Gova*nmbnt S or;nCLOa“ production and )

.)

nationad cstimating center and retain Lhe CIA's vresent

Approved For Rélease 20044011 %@A-LREP74BOOGS1 R0601 00300006-3
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responsibility for covert action programs. Defense and State

sould retain production groups, both to serve their own leaae;~ |
ship and to provide competing centefs in the analysis of in~ |
telligence inputs to the natioaal intelligence process. The
Defense DeparEment would maintaia budgetary gnd operational
~control ovex only the selected "L“ctlcal" collectlon and
prOCGSSlng assets necessary foxr dlrect subpoat oz military
forces, although these assets should.be subject to the DNI
.geview.
This option affords a number of advantages:

o It plnpOlntS resnonSLbﬂllty, the Pr es1dent knows wno

"“is in charge.

°© Xt permits ma]o: economies through ratlonallvaslon of
the community’s lunCCLOns and through the ellﬂlnaelon

-of dupllcatlve and redunaant capabllleles.

°:.It establlshes a managewent system which can deal com-
. orehensmvely wmth the 1mpl*catloas of evolVLng Lech~
nology and make efficient choices between competing
collection systems. .

.° It brings p?oducerc and collectors.closer togethere
and increases the u*ob“bllltv that'collectors will
hecome moxe I'ESDOD.SJ.VQ to DrOdUCGI needs,' .

°. It allows the Dlrector to evaluate fully the con-

trlbutlon each comoonent Wahes co the Ilnal Droduce,

Approved For Release 2004/01/14 : CIA-RDP74800681R000100360006-3
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olements and permitting subscquent adjustments to

6]

"

[

heir milssion. e . : .

°° It provides one responsible point in the community

which high-level consumers.can express their changin

- e
-needs. o

° It facilitates the timély-selection and coordination
of the 1ntelllgbnce assets necessarj to provide in-
telligence support to the PrGSLdent in periods oI

crisis. -

-

Creation of a DNI has at least five potential disadvan-

T . - E268
i It glves Stlll Further respons;blll cies to the DCI.
. A major prltLClsm of the present confederate organ
.zgfion is that the DCI is overloaded and cannot be
expécted_ﬁo peiform well.the many functions now
assigned to him. 'As noted,-thesé.include'substantiva
ad#iée +o the President and to several high—lavel
éommittees, day—to-day managemen nt.of a large opexating
program, appearing as & witness before Congress, an

running numerous sensitive cdllection and govext

ction projects. It should be noted, howevex, that

th

with adequate stafl and compecent_deputies, the

A . ’ L i . . . N ‘ o
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Y

Dircctor should be able to delegate responsibilities

and case his task. Also, under this option, the

DCI's power would be commensurate with his present

‘“responsibilities.

~

RN : . ,
This option could generate substantlal resistance

from the Secretary of Defense and the Joint Chiefs
A .

Yoo .
over the transfer of intelligence functions to a new

agency. It would also necessitate fundamental changes

in the National Security Act which might cause major -

" congressional resistance and open debate on a xange

of sensitive national security issues..

Even 1if ail U. S. Government.intelligence assets wvere
traﬁsfelred to tﬁe Director,,théie would reﬁ;iﬁ;tﬁé
serious and éontinuing prbblem of fin&ing ways to
neet thé‘intelligence.ﬁeeds oﬁ.Défense.without, at

the- same time, causing the Services to reconstitute

~thelir own intelligence activities, even at the expense

of pther programs.

There could be adverse reaction from the news media

1)
3

x‘_l
[

O

¢
~
Q
U

H

dation of such 'sensitive

¥

zctivities undexr the control of one man, even though
or B :

so many of them already are controlled, 'in principle,

by the Secretary of Decfense. . EURE L

Approved For Release 200410014 43 CORRDP74B00681R000100300006-3



*intélligence production component, the other part, principally

‘gence adviser to the NSC. He would produce all National <
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“

© Tt is possible that this option will continue the
present dominant influence of collectors relative

... to producers and consumers in the intelligence
1 .

. process. o .
: \ _ . '
A Director of Central Intelligence (Option #2), with a

strong Presidential mandate and a subsﬁan?ial staff. ©NSA,

NRO, and DIA would remain under present jurisdiction.' The

,CIA'wquld be divided —-- one part supplying the DCI staff and

current CIA coliection oxrganization, comprising a new agency

aundexr a separatse director. The DCI would have seniox status

within +he Government and would sexrve as principal intelli-

Intelligence Estimates and other national intelligence re-—

red by top 1evel national decisionmakers, and would control

" the necessary pronCtLOﬂ assets, including NPIC. - This would

include continued management of a national 1ntelllgence

process that involved the varticipation, and inputs from,

»

other intelligence production organizations.
Under Presidential directive, the DCI would review and

L S .
{L2ive Ol +ne Intael Lrgence

§-2.

A , .
R PR s Y eV ala il Ealere e o A B
MAaxe Iroconmmendatlions oo el resih

plans, programs, and budgets of his own office, a reconstituted
. . Y

CIA, and the Department of Defense. He would also prasent a

consolidated’ 1n+e'l g ence bud dget for review by the 0MB. By

Approved For Release 2004/04#4 - CiA:REP74B00681R000100300006-3
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“his means the Director would be able to guide recsouxrce "allo-

25X 1

-

cation and influence tommunlty organiza tion.

-

. Although Option #1 offcrs the greatest promise of.
achieving the President's objectives, this.option has ad-

vantages over it and over the.present situation in the fol-

I3

lowing xrespects: L ) S

h °© The DCI would:.be freed from the day-to-day management
tasks incumbent upon the head of a large operating
agency with major collection and covert action xre-

2 -~ ’ -

sponsibilities. This would enable him to devote

most of his attention to substantive’ intelligence
natters, the tasklng of collectors, and community

S resource managemenu issues as they relate ﬁo hlS
e I

productlon activities.

© ohis option eliminates the present situation in
+ > o Lo . )
_which the DCI.sexrves as both advocate for agency

. '~ programs and judge in community-wide matters, a

vyole which diminishes the community's willingness

to accept his guidance as impartial.

ST v o , b TP R . - Y 3 S PR S~
¢  ohe reforms could be accomplished,; witiaduo mKAJOX -

legislation, by a reorganization plan and PreSLdenglal
. [ 4

directives to the DCI, the Secretary of Defense,-and -

- the head of CIA. . S .

Approved For Release 2004/0 124 : EIACRBF4B00681 R000100300006-3
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Py

o ghis option would oficx improvements in efficilency

or.disruptions in

.

.
\ >

\\ - and effectivencss without tne

1

\\a

>

- ¢
N, the community reguired under option onc.
J .
\ . ‘ i .

e 1t would enhance the stature of the community leadeXr
N : a

while. avoiding the potentially dangerous concentra-

>
+

- tion of power inherent in optidn one. o o

Option #2 has several potential. disadvantages:

© Responsibility for. the community as a whole would

be more diffuse than under option one.

© - phe ability of the DCI to supervise the detailed
activities of the operating.parts of the community

would ba weakeXx. _ . )

"o 1ghe new DCI, comp%red'to +he DNI under option one,
“would have to . rely on éersﬁasion and the process o=
budgetary review rather than directive authority in
orxdexr to'eliminate redundant and duplicative activi-
.
ties, resolve trade-off issues, and reduce oVerhead;
°  le wouid lack the ability'“o mobilize, deploy, and
taxrget collection assets in a time of &risis, unless

given specific Presidentials authority.

A Coordinathin of National Tntelligence (Option #3), who,

under Presidential mandate, would act as White louse oxr NSC

' g Lm0 LCRET e
Approved For Release 2004[01%26&%’7#800681R000100300006-3
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verseer of the Intelligence Community, directing particulax
ttention to: ' -
E}‘iﬁtelligence resource and management issues.
.\

°© Representing the concerns and needs of national

policy level consumers. e "

‘¢ pEvaluating the suitability of intelligence output in

.

light c¢f consumer demand.

-

Undexr this arrangement, CIA, Defense,-and»state intelli~

gence responsidbilities would-remain essentially unchanged.

.

The Coordinator would express the views and concerns of the

President and the National Security Council on product needs

and guality; he would provide guidance on present and future
collection priorities; he would critique and evaluate the
current performance of the community, .identifying gaps and

oversights; and he would conduct studies of specific intelli-

gence community activities as required. But he would not be

responsible for the actual production of intelligence. Nox

-

~

would he have any direct control over resources.

ft

A

I

S

This option oifers two advantages:
® fhe creation of this position would provide a means
i e )

esentation of Presidential in-

H

forx more dirxect xep

terest in the Intelligénce Community. - Consumex

Approved For Release 2004/01{45,5 C&BREEABOOGMR00010_0300006-3 )
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o

roepresentation in the intelllgence process weuld be

cnhanced.

t

° XNo lcglalatlo would be required, and the Presicent
would be spazxed a number oL bureaucratlc battles.

]
The ootlon h.yweveral marked dlsadvantages- .
L

© There is the potential fo* unproductlve compat1t101

between the Coo*dlnator and th Whlte House stafZ

© achievement of the President's management and re-=

v . . . .
. source control objectives 1s unlikely.

o

4800681R0001003000063 '
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L VIL. - DEPARTMENT OF DEFINSE LADERSHIP

‘Although the President has indicated his desire to in—- .

t

stitute community~wide roform, changes within the Department
of Defense alone could improve the allocation and managemenc
of resourccs and reduce the overall 51ze of bhe 1ntelllcenca
budget. Provided that care. is taken iﬁ\making them, these

“>forms need not be incompatible with subsequent de01510ns,k

about the governance of the communlty as a whole.

- Within the Denartmcnt of Defense, there has never been
an individual with formal responsiblllty for management of |
all DoD-iptelligance activitiés, The D2puty Secretary of

Defense historically has been uharded wi h his task, but he

e s e

has very little staff to assist him and can devote onlv a
modest amount of time to the conplex intelliqence iéSues that
arise within his domain. Consequently, 3f the problems of

Defense intelligence are to be resolved in a fashion satis-

-

féctory'to the President, it will be necessary either to

create a Director of Defense Intelligence (DDI) with specific

responsibility foxr the Department's collection assets, or

provide the Deputy Secretary with major staff support in the

L ‘o o e vy i oy e r ey A oy P P T
form of an Assiscant Cacraztarv O Deranse

-

or

Fh

Neithexr of these Dosbs would be incompatible w1th options

4

rwo and three relating to community-wide leadersnlp reform.

Howevex, the DDX concept conflicts with option one, in which

. ) o SWCRE
.‘App'roved For Release 2004/ = C:\ 74800681R000100300006 3
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the bulk of U. S. .intelligence resources would be appropria-—

ted Lo a Director of MNational Intelligence.
t

~~ A Dircctor of Defensce Intelligence would have the autn-

ority and responsibility to direct and control all Defense

intelligence activities. He would allocate all the Defense

intelligence resources, inbluding.thoge.fof tactical intelli-
. { = .

‘ i
gence, the funds for the NRP, and budgets .for other national

. programs under departmental.jurisdiction. He would report to

and represent the Secretary of Defense in all matters xe-

lating to the management of intelligence resources; review

“the need for, and conduct of, sensitive intelligence collec—

-

tion and operations; review all Defense intelligence “"require-

ments"” with resource implications in order to evaluate need
and determine priorities; serve 'as the principal Defense

représentative on the USIB; and monitor other DoD programs

which have clear implications Ffor the collection of intelli-

-

" gence. Undexr this option the DDI would.be able to reoxder

completely the Defense intelligence collection structure as

’

deemed appropriate.

- The DIA would be.involved in collection management only
1f so dixreccted by the DDI, ard would concentrate on the vro-

duction of finished intelligence for the Secretary of Defanse

vy

and other national consumers.
. It is impoxrtant that the Dixector of Dafense Intelligen

be responsive to tasking by the community leader, who would

-
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Yo the principal substantive intelligence official of the :

Government. Both Lnﬂ,comﬁuw 1ty leader and the DDA should xe-

ccive authoritative guidance about naitional consumexr interests.
. _

J_-v_,.

is could be provided by & COLﬂC’l of Intelligence const

+uted within the NSC and with the Assistant to the President

»

4

. for National Security Affairs, the Secretary of State, and

the Secretary of Defense as iis members. The restructuring

of USTB and revision of NSCIDs can help Ln estaollsnlng ;he

appropri iate DCI/DDI relatlonshlp.

-

B .

The Dost of DDI has great pvospecclve advantages: = .

© It_would provide for the concentration of resource

.

management authority.in one individual, which would
" allow authoritative comparisons arnd decisions about

competi ing COllECulOﬁ Programs . - A 4

o 1t would pxrovide for the centralization of direction
¢ ¢ . ) .

and control over all Defense- intelligence activities,

including conduct of sensitive intelligence collec-

. .. tion operatioas. o

But there are possible drawbacks as well, in that the
position would:

a2t a single voint in Defense.

%]

Concentraie great bowar
This could possibly diminish the community leaderts

. ’ . o
‘ access to information, as well as his ability to . .

Approved For Release 200410118 “EIAIRDP74B00681R000100300006-3
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ta X collecc1on systems in support of national in- 25X1

telligence productlon, and design balanced collec—
1

tion programs, in support of his production respon-

o " sibilities. : o : o .

FY

th

b Supcrlmnose a large staf

fX, e

lnuelllgcubp managers w1th1n Defense (the Directors

»

", of DIA, NSA, and NRO),‘although aireduction in
. various coordination staffs should be possible at

the same time. - o : T .

4

An Assistant Secretary of Defense for Intelligence (ASD/I)

ovexr those of other majox .

~who would act as the principal staff asscistant to the Secretary

of Defense. His responsibilities would be similar tc those of

-
v

the DDI, except that he would not exercise direct control over

-

Defense intelligence collection programs, and would not be a -
member of USIB unless the Board were reconstituted to advise
.£he DCI on the allocation of collection resources.

This, optlon has a nunber of advantages:

.

° It allows for effective cross~program analysis within

Defense., -

2. It avoids the concentration of power Inhexent in the

..- DDI option, if that is con’s iderxed a dangerx.

’ . .. . >

. TOY SECRET
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° Comovrud to the DDI, an PSD/I would be more likely
to resnond to the necds o#.chc present DCI or the
community-wide leader cstablishéd under either option

two or three.

The post has a numoer of potential weakresses ‘in that,’

-_Lack both the strong mandate orov;ded to the DDI

and dixect authorlty over Defense intelligence

activities, including'those carrled out’ by the

program managers.

Make the ASD/I vﬁlherable to "end runs" by major

'comooneqts W1th1n t+he Defense 19LeTlldence com~

. munity who mlght w1sh to apoeal ﬁlrectly to tne

Deputy Secretary of De:ensee,rﬂj'
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o achieve furthexr cconomics, particulary wit hout najoz
:corganizatién, will be difificult foxr scvéral'rgasons.
° Savings that we forcseec as %mmeéiately fpasiblc
are likely to be counterbalanced to a considerablg
‘dcgree'by further.pay and price increases. .

.
%

° yWith the heavy R&D costs fpr.prépo%éd new systemns,

C there already'is built into the budget a ét:ong

-

upward bias whlch nay prove dlrflcult to. control -
'partlcularly con51der1ng the ntense 1nteresp ln .

high-technology and expensive new systems foxr SALT
) ‘

- and oth=2r purposes.

° The U.S. withdrawal from Southeast Asia will permit

reductions in SIGINT and EUMINT resources, but they

‘will only partially oiffset the above cost increases.

o Some of the largest savings can only result from
- shifiting and consolidating current activities in

such a way as to redraw the functional boundaries

of the major intelligence organizations.

ifficulties, it is the case that func-—
) . .Y : . * . -
+ional boundaries can be withdrawn without a majoX xeoxganiz

tion of Defense intelligence or thé community as a whole. -We

joF

Despite these

‘Approved For Release 2004491/14-GIA-RDP74B00681R000100300006-3
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should siress, howevelr,

Aioproved For Relea'se 200‘4701le}: CIA-RDP74B00

of this

ave a number of community-wide issucs unresolved

e

. 5 . 3 .1 - -
ane time arouse all the opposLtlon of the mail

cax

cheracter will

and

v

Scrvices and the Joint Chiefs -of Sta

rapid evolution of technology,

Moreovexr,.wlith the

further changes in boundaries

and comparable upheavals -r will probably have 'to follow in

the future.

th all these caLtlons,

"unc;lonal actions yhau can be taken at the present

. [ . : .-
. . Lo k
. . . .,' -

there are“a number of specific
time.

among the most. important are ‘the establlshmone of VSA as a

truly natlonal cryptologlcel serV1ce with authority over all

‘signal 1ntelllgence,
ace1v1eles now operated separately by thea Military Services.

The effect of theso cnandes snould be to achﬁeve ee01on1es

_ oI scale,

eliminate

"1 : .

and the consolldatlon of a number of

excessive cppllcaelon, and’ prowo te com~

petition.among like activities so as to weed out the_less

productive programs.

The

following table of possible savings; while only an.

timate, indicates what economies might . be feasible as a

rresult of redrawing functiona l boundax ies, consolid

‘r"-’

ackhivitiasg,

Approved ForRelease .2QGEWI133@W§'DP74800681 R000100300006-3 -
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changes. We also believe that the economies should be ef-

focted over a period of years. Without these two conditions,
. . . * N . ’
the reducitions could prove illusory or transicnt, and a L
heavy price in disruption and lowered morale might follovw.
Y P a~ -4
£ should be noted that the anticipated savings come
primarily from collection activities; . majox analytical and
: S
h ‘[_ . ) . }
estimating capabilities are not affected. .Their improvement
is the subject of the next section. E o - .- R
’ - . - _ ~
“ R .. ] . . . <
. Ty . - .
-/'_ 1
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T¥. TOWARD IMPROVEMENTS IN THE PRODUCT

ruch of the emphasis by an intelligence community and

1

+he bulk of its resources go to the h gh technology necessary
to overcome barriers to information in the USSR and China.

Yet this stress on the technolégy of collection —- admittedly

important —— comes at a time when improved aralysis is even
. \ S
i L . -

more important. . ) -

T

Because .of the keener competition from the Soviets, and

the narrowing gap in relative resources devoted to defense,

=

the U. S. nust refine its evaluation of foselgn capa bilities;

in ntlons, ac;;vmtles, and aoctrlnes rather than assume that

it huS the resources to insure aaalnsh all pOSSlbllltleS.

The community must also 1mprove its current polltlcaL est1~
mates ana f£ind ways of becoming more responsive to;natlonal

consunmers and their concerns. o . . .
¢moo tant lmprovcments ln per formance may be- feasible
without majon reorganization. BUu prellmlnarj investigation

nggesus that ngheL quallty is much more llkely Lo come

about within Lhe framework of a coherently orgaﬂlzcd con—
munity which is focused on lmproving .output rather than in-

hat the Pres

— [ -

-
207C

r :
pie
o]

}’n

.
caliloa

')

WL ncaad, 1t S&ams 2

U)
UJ

s
sumstion

would be willing to rebate some of the potential savings from

-

the community if he had any hope of improved performance as
‘a consequence. As of now, however, he has no such assurance

SECREA

I N

IR , b
Approved_For Releasg 20 : : = 74800681R0004 00300006 3

.



.

- 45 -
Approved For Release 2004/01/14 : CIA-RDP74B00681R000100300006-3 . ’

and may recasonably arguc that, for current performancs, he

0n

shoulda at lcast obtain the beneiit of lowver CcoSst

}—J.

- - n N — —— . 4 Py - > Y
Lven if we knew how to mcasure the bencfits of intellil-
/

()]
N, + A

genee, 1t wouwld be dif lculu to rclate specific cnangea in

A3

pvogfams to improvements in performancc. Nontt heless, il

perienced obsexvers pelicve that.the following steps —- all
. . Ao ‘
o0f them comparatively inexpensive —- should increase the use-~

fulness of the product to the.national. leadership: 3

.

]
JOTTRTI VPR S S

° Major consumexr representation to and within.the iﬁ~
telligence community, perhaps through a restructured
USIB, a high-level consuner counc1l; oxr othexr insti:~ 4 ';
tutionalized ways of communlc;tlng consumer needs,

priorities,_and evaluations to in telllgence DvoaucL~s. T

. ' i S

o assessment.of the intelligence product through quality t

» - - ; '

. . < r

control and product evaluaktion scctions within the
production organizations themselves.

¢ Upgrading existing analytical centers.to increase . {

- £he tompetition oOf ideas, including a DIA with improved

organization and staffing as a major compatitor tc CIA i

s

in the area of military intelligence.
°© ‘periodic reviews bv outslabrs of ‘intelligence products. §
. 1

™

of the main workﬂﬁg hyootqe as WLthln.Lhe community,

and of analytical methods being used. I -

7
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o A not assessment group cstablished at the national

1ich, 2leng with the NSSM process, will keep

fo)

lcvel w
‘questioning the community and challenging it to xe-

fine and support its hypotheses.

»

° Stronger incentives to attract good analysts, better

career opoortunltles to hold uhom as analysts 1nsuead
( 'L

of for ing them +to.become gupeerSOIS in orde* to

achieve promotion, and a more effective use of per-

. " sonnel already trained and ehoevlen ed in intelli~

gence.

~

° -Increased resources and improved orgaulvatlonal ar-

*aﬁngeﬁpS w1uH11 the intelligence communluy for = - -

researchAonfimproved methods of analysis aﬁa Ebtl"
mation. St A ) -

_It is'prouably premature io récommendfthe detailed
measures neéessary to improve the qualltj and scope of the
'ntelligencg product._.In the near future, this lssue should
be Cunsidéred aé greater length by the leadership of a fe—
organized community. Indeed, the lead dership should be

- - Y :
PR i T r\n—:.wv-\
[T O NN UNEPY LU N y RS eE: G

(o]
<
T
Pl

B
\

1

. N
= imnrovenant

-2l of produ

()

S
*

as a ma*tcr of the highest pr;ority. What stens will prove oo
VY .

Lca31olc w111 dencnd on. the parti cular tyDe ok ruorganlvat >

-
-
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slected, and, in the present circumstances, it may be well

2o bo gulded in the choice by considerations of economy in
~
Lhe use of resources. But it should be stresscd, in con-

clusion, that improvement of the product at current budget

levels is simply another way of achieving the efficiency that
is so desperately needed within the intelligence community

. . ) . !\ . a
as i1t 1s presently constiltuted. R .

>
-‘ hd
'.\-. .
s - .Y -
Yoo 3 -
TOP SECRET .
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