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PG..D-.17/2

25 August 1965

THE PRESENT AND FUTURE ROLE OF ClA

1. General

A. At the oulset in long-range plaaning for the Central
Intelligence Agency it is necessary to examine its present and fmtum
responsibilities, bearing in mind that while the National Security Act
of 1947 which created the Agency describes certain functions for the
organization, the evclution of the intelligeace community, the changing
roles and responsibilities of other departments and agencies and the
creation of new agencies have all served to affect the activities of the
CIA. It is equally important to CIA's planning that there be clear under-
standing within the U, S, Government of the Agency's responsibility and
authority. It is therefore believed essential that the Agency continue
and intensify efforts to brief selected Congressmen and \Congressienal
staff members, taking into account their continuing and special interests

and including discussions of CIA's functions and responsibilities in

general. Such briefings should alsc be initiated for the Executive Branch

SECRET
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of the Government, including particularly such policy groups as the
President's Foreign intelligence Advisﬁ;‘ry Board. While it is realized
that the NCI must carry the principal g\irden in briéﬁng U. S. Govern-
ment officials, greater use of second e“ch@i@n officers of CIA, as feasible,
would increase the scope of the Ageﬁéy’s efforts in this area without
increasing the Director's already hea,w s;éhedule.

i War Planhing

'A. | Thg'r@ie of the CIA in wéfﬁme is not fully understood or
accepted byl th.je member agencies of the :dnited States Intelligence Board
(USIB). In 1957, fﬁe'National Security Cbuncil instructed tl?_e Director
of.Cemtr;l Tantelligence to pr@ceed‘ wii:h th.cg devélopment of war plans for
the intelligence comumunity. The Director took the position that it would
be necessary first to develop directives gévérnimg peacetime arrange-
ments. Du?ing ‘fh.e ensuing two years, Qéricms National Security Council
intelligence Directivés defining foreign intelliggnce responsibilities of
the USEE;: member agencies weré puﬁlished. In 1959 the Emergency
Planning Steerihg Committee (never f@rmallv constituted or recognized
by the USIB) initiated a2 study which was concerned largely with emergency

relocation-~-only one facet of war planning. The Committee ceased to

2
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function when the Beard reached an impasse on the intelligence advisory
role of the DCI to the President during wartime.

B The CIA Act of 1947 makes no distinction between the
peacetime and the wartime roles of the DCI or the Agency. The Act.
provides all of the authority needed by the A~ency for the pursuit of
wartime activities. Positive assertion of existing statutory authority
in the form of a CIA war plan is needed, - Subsequent planning should
integrate the w%rtime roles of thé US}IE member agencies,

C Paragraph 8 of National Securty Council Intelligence
Directive 5 and the Command Relationships Agreement {between the
DCI and the Secretary of Defense) place the Agency's forces operating
in or from an active theatre of war under the command of the Thea;re
Commander. The Theatre Commander would be under the operational
control of the Joint Chiefs of Staff.

D. Relationships between CIA Headquarters and the military
command structure in time of war have not been defined. As matters
now stand, CIA would tend to lose its forces located in an active theatre
of war and would be without any plan of action for the wartime operation
of the remainder of the Agency. It is imperative that CIA clarify its
mission in war and its relations witk# the Department of Defense,

3
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E. The Agency is small in size as compared to the military.
Its real worth is based upon qualitative characteristics and & quick
reaction capability. Being irregular and unorthodox by nature, its
activities and capabilities are understood little by the mil#ary, Its
field components cannot operate effectively without the resources and

guidance of CIA Headquarters.

The DCI and Warhi:lg_

A As Chairman of USIB, the DCI is the senior intelligence

officer concerned with warning. The USIB's formal intelligence warning

/
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mechanism--<the Watch Committee and its staff, the National Indications
Center--reports to USIB by the tgrﬁxs of DCIiD 1/5 and the Chairman of
the Watch Coi’rlmittee is designated by the DCI after consultation with
USIB  We have dealt with early warning in a separate monograph else-
whefe in this plan.

v Intelligence Production

A - The Agency's role in the production of intelligence has
been quite well established in most areas, both by law and by directive,
as being charged with the production of national intelligencg. In some
areas of intelligence production this is more specifically established
than in others, and therefore in planning it is important that it be .
firmly established in all areas where the Agency must make major .
commitments, In this regard the National Security'Act of 1947 states,

"(b) for the purpose of coordinating the intelligence

activities of the several Government departments and

agencies in the interest of national security, it shall be

the duty of the Agency, under the direction of the

National Security Council-~(3} to correlate and evaluate

intelligence relating to the national security, and provide

for the appropriate dissemination of such intelligence

within the Government using where apprpopriate existing

agencies and facilities. "

What this says in simplfst modern-day terms is that the Agency is

charged with procucing national intelligence.
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B The responsibility for the production of National Intel-

ligence Estimates has been clearly established by common practice over

the years and is spelled out in DCID 1/1. This is one of the most important
important responsibilities of the Agency and has created for the United
States Government a document of incalculable value in which the greatest
objectivity of the intelligence system provides the policymaker with thé

top intelligence viewpoint. Its integrity should be preserved at all costs

in the interests of national security, most particularly the responsibility

of an independent agency for its production.

C. The responsibility for national current intelligence is

less clearly established by directive although it appears that there is a
clear understanding with DIA as to the division of responsibilities. In

the negotiations conducted in 1962 and 1963 between the Agency and DiA,

specifically Messrs Kirkpatrick and Cline for the Agency and 25X1

25X1

for DIA, a clear understanding was reached that DIA pro-

duced departmental current intelligence while CIA produced national
current intelligence. However, this has not been inscribed in any direc-

tive and this should be done at an early date in order to insure logical

25X1
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organizational development both within the Agency and the Department
of Defense that will implement the agreement,

D The Foreign Missiles; and Space Analysis Center (FMSAC)
was established by the DCI as a means of meeting his statutory |
responsibilities under the National Séé\;rity Act of 1947 to correlate and

intelligence relating to national security and to provide appropriate
evaluate/dissemination of such intelligence within the Government,
Mr McCone expressed the view that his authority to form such an
organization was clear and he felt there was no need for supporting
documents--i.e., NSCIDs and DCIDs No additional action is believed

necessary at this time.

E . The production of national economic intelligence on.

speciﬁed areas of the world w.és'established asa CIA responsibility by
letter from General Walter Bedell Smith to Secretary of State

Dean Acheson. This was formally delineated in DCID 3/1 which assigns
to CIA primary responsibility.fqr the production of economic intelligence
on the Communist countries. The DCI in March of this ye:i'r_ advised the
Secretary of State that hg foppd it necessary to develop within CiA a

limited capability for economic analysis on non-Communist countries as

25X1
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well. 1In the fields of military-economic intelligence CIA has also under-
taken to supplement intelligence produced elsewhere in order to provide
essential contributions to National Intelligence Estimates on military
questions and to provide the support required by the Director of antral
Intelligence in carrying out his responsibilities to the President.
Research relating to the cost and resource impact of foreign militan’r -
and space programs has been recognized by the Department of Defense
as a prixhary responsibility of CIA. Finally, the coordination of economic
intelligence is carried out through the Economic Intelligence Committee,
chaired by a representative of the Central Intelligence Agency in accord-
ance with DCID 3/1.

F The responsibility for the production of national basic

intellipence as typified by‘tﬁe National Intelligence Surveys is ciearly
established and is specified in NSCID 3, paragraph la, b, c d, and e.
However, theve is considerable duplication of effort in the broad area

of basic intelligence, since each community organization produces intel-
ligence for different purposes and can clearly establish that their.product

is not identical with the National Intelligence Surveys and within the

SECRET
Approved For Release 2005/05/20 : CIA-RDP76B00952R000100020001-6




Approved Foﬁlease 2005/05/20 : CIA-RDP768009‘*000100020001-6

SECRET

PG-D-17/2

military area basic intelligence is often produced under contract from
non-intelligence components. Basic intelligence research and produc-
tion is therefore an area in which there is considerable uncorirolled and
uncoordinated effort. It is recommended that in planning for the future
the entire area of basic intelligence, not just the production of National
Intelligence Surveys, be subjected to intensive scrutiny and clearly
delineated responsibilities be éstablished in order to insure orderly
progress. While this is being done--it may take a matter of years--the
CIA should continue to carry the responsibility for the production of the
National Intelligence Surveys.

G. Present and future demands on the Director emphasize
the importance of completing the Agency’s strategic base in research

by extending it in political intelligence. This is an area as critical as

it is difficult. 7t is a major challenge, but must be met if intelligence
is to match its findings in hostile capabilities with correlative insight
into intentions. In recent years the State Department has more and
more withdrawn from this field and devoted its limited resources to

quick support of policy. The Agency does not have a '"charter" for
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for political research and does not ask for one. There are gaps here
which must be filled in the national interest and CIA m=2ans to fill them,
H. Responsibility for the Agency's production of finished
intell;xgence on all foreign scientific and technical activities rests with
the Office of Scientific Intelligence under the authority of National
Security Council Intelligence Directive 3 and Director of Central Intel-
ligence Directives 3/3 for atomic energy, 3/4 for guided missiles and
astronautics, and 3/5 for other scientific and technical intelligénce.
The pertinent citations in NSCID 3 are contained in paragraph 7c ("the
CIA shall produce.. .. scientific and technical intelligence as a service
of common concern'') and 7d on gtomic energy intelligence. DCID 3/3
and 3/4 both state in paragraph 2 that the production of intelligence on
| the responeibility of all departments and agencies
atomic energy and guided missiles and astronautics is/represented on
the USIB. Paragraph 2a of DCID 3/5 reiterates paragraph 7c of
NSCID 3 that the CIA shall product scientific and technical intelligence
as a service of common coneern "and as required to fulfill_ the statutory
responsibilities of the DCI." Thus OSI produces intelligence in nearly
every phase of foreign military research and development consistent

with its manpower capabilities and external research facilities.

10
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National Reference Services

A Over ihe years CIA has developed certain national intel-

ligence reference services required for independent intelligence produc-

tion by the Agency in direct support of the DCI, to support assigned
intelligence resp'onsibilities and to provide services of common support
to the community. Likewise, the simultaneous development of
reference services by each of the USIB intelligenée organizations would
be costly, duplicative, and unnecessary. This is an area where the
attention of the DCI is needed in order to reach agreement with the .
military agencies and the Department of State as to the responsibility
for the devglopment and rnaintenance of mat;ional intelligencé reference
services of common concern. .It is_ also clear that this Agency's ability
to cope with its own immediate needs for infqrmation handling, v,much .
less to move t'oward.a more centralized ;ommunity effort, will deéénd
heavily, if not entirely, upon the use of autdmati; data processir;g teche
niques. The Agency's future need for automatic duta processing is,
there_fo._re, given special emphasis later on ira_th.is plan.

B The Central Intelligence Agency now has fjrmly established

its responsibility for the maintenance of a national reference service in

11
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the field of biographic intelligence dealing with all foreign personalities

outside of the military field. This is an important service and should
be maintained. Its charter is DCID 1/9.

C. The CIA alsec has an established national intelligence

reference service responsibility in the field of the acquisition and

indexing of foreign documents. This is prescribed in DCID 2/4 and is one

one of the better coordinated efforts in the Federal Government.

D Whil;a CiA's library and substantive intelligence files
are at the present time used more extensively by other agencies than
by ClA-<and this is as it should be--<this is nevertheless one area where
centralization and coordination can achieve savings for the intelligence
community. With substantive intelligence documents entering the
system at a rate in excess of a million a month, it is obviously waste-
ful for each agency to pian to file the identical documents. On the other
hand, each agency obvicusly has the right to be able to retrieve imme-
diately documents on any subject which it may need. It is therefore
important that the DCI insist on the clear delineation of responsibility
in the intelligence system forlthe storage and retrieval of substantive

documents.

12
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Vi Intelli_g_gnce Collection

B. The Central Intelligence Agency by intent of Congress is
responsible for the conduct of Federally directed espionage and counter-
espionage on a world-wide basis. This has been dirscted in NSCID 5
which also provides that the armed services may participate in clandes-
tine operations for departmental purposes provided that their efforts
are coordinated with the designated representatives of the DCI. This
requires-especial attention to the necessity for the security implications

of clandestinity.
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The Present and Future Role of CIA

1. In preparing any long-range plan for the Central Intelligence Agency
it is necessary to examine its present and future responsibilities, bearing
in mind that the National Security Act of 1947 which created the Agency
describes certain functions for the organization, the evolution of the
intelligence community, the changing roles and responsibilities of other
departments and agencies and the creation of new agencies have all served
to affect the activities of the CIA. It is equally important to CIA's
Planning that there be clear understanding within the U.S. Government
of the Agency's responsibility and authority. It is therefore believed
essential that the Agency continue and intensify efforts to brief selected
Congressmen and Congressional staff members, taking into account their
continuing and special interests and including discussions of CIA's functions
and responsibilities in general. Such briefings should also be initiated for
the Executive Branch of the Government, including Particularly such policy
groups as the President's Foreign Intelligence Advisory Board. While it is
realized that the DCI must carry the principal burden in briefing U.S. Govern-
ment officials, greater use of second echelon officers of CIA, as feasible,
would increase the scope of the Agency's efforts in this aréa without

increasing the Director's already heavy schedule.
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War Planning

2. The role of the CIA in wartime is not fully understood or accepted
by the member agencies of the United States Intelligence Board (USIB).
In 1957, the National Security Council instructed the Director of Central
Intelligence to proceed with the development of war plans for the Intelligence
Communit&. The Director took the position that it would be necessary first
to develop directives governing peacetime arrangements. During the ensuing
two years, various National Security Council Intelligence Directives defining
foreign intelligence responsibilities of the USIB member agencies were published.
In 1959 the Emergency Planning Steering Committee (never formally constituted
or recognized by the USIB) initiated a study which-was concerned largely with
emergency relocation -- only one facet of war planning. The Committee
ceased to function when the Board reached an impasse on the intelligence
advisory role of the DCI to the President during wartime. The CIA Act of
1947 makes no distinction between the peacetime and the wartime roles of the
DCI or the Agency. The Act provides all of the authority needed by the Agency
for the pursuit of wartime activities. Pogitive assertion of existing statutory
authority in the form of a CIA war plan is needed. Subsequent planning should
integrate the wartime roles of the USIB member agencies. Paragraph 8 of
National Security Council Intelligence Directive 5 and the Command Relationships
Agreement (between the DCI. and the Secretary of Defense) place the Agency's
forces operating in or from an active-theatre of war under the command of the
Theatre Commander. The Theatre Commender would be under the operational

control of the Joint Chiefs of Staff. Relationships between CIA Headquarters
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and the militery command structure in time of war have not been defined. As
matters now stand, CIA would lose its forces located in an active theatre

of war, and would be without any plan of action for the wartime operation of
the remainder of the Agency. The Agency is small in size as compared

to the military. Its real worth is based upon qualitative characteristics
and a quick reaction capability. Being irregular and unorthodox by nature,
its activities and capabilities aré understood little by the military. Its

field components cannot operate effectively without the resources and guidance

25X1 of CIA Headquarters.

The DCI and Warning 25X1

3. As Chaimman of USIB, the DCI is the senior intelligence officer
concerned with warning. The USIB's formal intelligence warning mecheanism =--
the Watch Committee and its staff, the National Indications Center -- reports
to USIB by the terms of DCID 1/5 and the Chairman of the Watch Committee is

designated by the DCI after consultation with USIB.

Intelligence Production

4. The Agency's role in the production of intelligence has been quite

well established in most areas, both by law and by directive, as being charged

3
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with the production of national intelligence. In somé areas of intelligence
production this is more specifically establishea than in others, and therefore
in planning it is important that it be firmly established in all areas where
the Agency must make major commitments. In this regard the National Security
Act of 1947 states, "(b) for the purpose of coordinating the intelligence
activities of the seﬁerél Government departments and agencies in the interest
of national security, it shall be the duty of the Agency, under the direction
of the National Security Council -- (3) to correlate and evaluate intelligence
relating to the national security, and provide for the appropriate dissemination
of such intelligence within the Government using where appropriate existing
agencies and facilities.”

5. The responsibility for the production of National Intelligence
Estimates has been clearly established by common practice over the years
and is spelled out in DCID 1/1. This is one of the most important responsibili-
ties of the Agency and has created for the United States Govermnment a document
of incalculable value in which the greatest objectivity of the intelligence
system provides the policymaker with the top intelligence viewpoint. Its
integrity should be preserved at all costs in the interests of national
security, most particularly the responsibility of an independent agency for
its production.

6. The respénsibility for national current intelligence is less clearly
established by directive, although it appears that there is a clear under-
standing with DIA ags to the division of responsibilities. In the negotiations
conducted in 1962 and 1963 between the Agency and DIA, specifically

4
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25X1
Messrs. Kirkpatrick and Cline for the Agency andl for

DIA, & ciear understanding was reached that DIA pfoduced departmental current
intelligence while CIA produced national curfént intelligence. However,
this has not been inscribed in any directive and this should be done at an
early date in order to insure logical orgenizational development both
within the Agency and the Department of Defense.

T. The production of national economic intelligence on specified areas
of the world was established as a CIA responsibility by letter from General
Walter Bedell Smith to Secretary ofAState Dean Acheson. This was formally
delineated in DCID 3/1 which assigns to CIA primary respohsibility for the
production of economic intelligence on the Communist countries. The DCI
in March of this year advised the Secretary of State that he found it
neéessary to develop within CIA a limited capability for economic analysis
on non-Communist countries as well. 1In the fields of military-~-economic
intelligence CIA has also undertaken fo supplement intelligence produced
elsewhere. in order to provide essential contributions to National
Intelligence Estimates on military questions and to provide the support
required by the Director of Central Intelligence in carrying out his
responsibilities to the President. Research relating to the cost and
resource impact of foreign military and space programs has been recognized
by the Department of Defense as a primary responsibility of CIA. Finally,
the coordination of economic intelligence is carried out throﬁgh the
Economic Intelligence Committee, chaired by a representative of the Central

Intelligence Agency in accordance with DCID 3/1.
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8. The responsibility for the production of basic intelligence as
typified by the National Intelligence Surveys is clearly established and is
specified in NSCID 3, parégraph la, b, ¢, 4, and e. However, there is

. considerable duplication of effort in the broad area of basic intelligence,
since each Community orgaenization produces intelligence for different'purposes
and can clearly establish that their product is not identical.with the
National Intelligence Surveys. Basic intelligence research and production is
therefore an area in which there is considerable uncontrolled and uncoordinated
effort. It is recommended that in planning for the future the entire area of
basic intelligence, not just the production of National Intelligence Surveys,
be subjected to intensive scrutiny and clearly delineated responsibilities
be established in order to insure orderly progress. While this is being
done -- it may take a matter of years -- the CIA should continue to carry the

responsibility for the production of the Natioﬁal Intelligence Surveys.

National Reference Services

9. Over the years CIA has developed certain national intelligence
reference services required for independent intelligence production by the
Agency in direct support of the DCI, to support assigned intelligence
responsibilities and to provide éefvices of common support to the Community.
This has been an expensive area as far as money and manpower is concerned and
with the information explosion already upon us will, without proper attention
in the near future, consume a very large portion of Agency resources. Likewise,
the simultaneous development of reference services by each of the USIB

intelligence organizations would be costly, duplicative and unnecessaiy.

6
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This is an area where the attention of the DCI is needed in order to reach
égreement with the nmilitary agencies and thé Department of State as to the
responsibility for the development and mainteﬁance of national intelligence
reference services of common concern. It is also clear that this Agency's
ability to cope with its own immediate ﬁeeds for information handling, much
less to move toward a more centralized Community effort, will depend heavily,
if not entirely, upon the use of automatic data processing techniques. The
Agency's future need for automatic dats processing is therefore given spécial
emphasis later on in this plan.

10. The Central Intelligence Agency now has firmly established its
responsibility for the maintenance of a national reference service in the
field of biographic intelligence dealing with all foreign personalities
outside of the military field. This is an important service and should
be maintained. Its charter is DCID 1/9.

11l. The CIA also has an established national intelligence reference
service responsibility in the field of the acquisition and indexing of foreign
documents. - This is prescribed in DCID 2/4.and is one of the better coordinated
efforts in the PFederal Govermment.

12, While CIA's library and substantive intelligence files are at the
present time used more extensively by other agencies than by CIA ~- and
this is as it should be -- this is nevertheless one area whereAcentralization
and coordination can achieve savings. With substantive intelligence documents
entering the system at a rate in excess of a million a month, it is obviously
wasteful for each agency to plan to file the identical documents. On the

other hand, each agency obviously has the right to be able to retrieve

T
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immediately documents on any subject which it may need. It is therefore
important that the DCI insist on the clear delineation of'responsibility in

the intelligence sysﬁém for the storage and retrieval of substantive documents.

25X

Intélligence Collection

14. The Central Intelligence Agency by intent of Congress is responsible
for the conduct of federally directed espionage and counterespionage on
a world-wide basis. This has been directed in NSCID 5 which also provides
that the services may participate in clandestine operations provided that
their efforts are coordinated with the designated representatives of the DCI.
This requires especial attention to the necessity for the security implica-
tions of clandestinity. It is one of the few Agency activities which has
its wartime charter in existence through the command relationship agreement
with the Joint Chiefs of Staff, which provides that in times of war or
national emergency or when directed by the President, CIA assets in a theatre
of war or zone of military operations will be under the direction of the

25

theatre commander.

8
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ASSUMPTIONS--THE ROLE OF CIA

1. In preparing any long-range plan for the Central Intelligence

Agency it is necessary to make certain assumptions as to its future

responsibilities. While the National Security Act of 1947 which created

the Agency describes certain functions for the organization, the evoluFion
| of the intelligence community, the changing roles and responsibilities of
other departments and agencies and the creation of new agencres have all
served to affect the activities of the CIA. We consider it important as a
basis for sound planning that theré be clear understanding both within the
Agency and within the United States Government, including the Executive"
Branch and' the Congress, to what re sponsibilities rest with the CIA,

2. 11;1 a later section we deal with the subject of emergency and war
planning and note the necessity for action in these areas. However, we-
would stress at this point the necessity for simply establishing an under-
standing in the Government as to the role of the CIA in the time of nafio/nal ,
emergency or general war. It is essential that this be c}arifiéd before
any national emergency or general war creates a situaﬁon where national
assets can be lost thz-'ough hasty action in time of stress. The CoAngre‘ss
has made no distinction between CIA's role in wartime and that‘in peacetime.
It is therefore assumed that, except where qualified by National Security

Council Directives or Presidential orders, the CIA will continue to perform,
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the same functions in wartime that it does at present. Except for the command

relationship agreement with the Joint Chiefs of Staff, which establishes the

role of the CIA clandestine services overseas in the military command

structure, and for the few sentences in the National Military Command System

paper on the role of CIA, there is no statement of understanding as to what

the Agency will do in wartime. Views on this subject range all the way from

it becoming a completely subordinate unit to the Pentagon or being phased

completely out of existence--both of which are held in Pentagon circles--to

the position that its functions and responsibilities would not be materially

altered in wartime. These extremes are obviously both impractical and unwise,

and therefore we recommend that

the initiative in preparing and reaching an understanding with the Government

on its war role.

Intelligence Production

3. The Agency's role in the production of intelligence has been quite

rective, as being charged

well established in most areas, both by law and by di

with the production of national intelligence. In some areas of intelligence

production this is more specifically established than in others, and therefore

in planning it is important that it be firmly established in all areas where the

Agency is planning to make major commitments. In.this regard the National

"(b) for the purpose af coordinating the intelligence

s

Security Act of 1947 states,

activities of the several Government departments and agencies in the interest

of national security, it shall be the duty of the Agency, under the direction of

the National Security Council--(3) to corollate and evaluate intelligence v
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relating to the national security, and provide for the appropriate dissemination

of such intelligence within the Governfnent using where appropriate existing
agencies and facilities:"

4. The responsibility for the production of National Intelligence
Estimates has been clearly established by common practice over the years
and is spelled out in DCID 1/1. This is one of the most important
responsibilities of the Agency and has created for the United States Govern-
ment a document of incalculable value in which the greatest objectivity of
the intelligence system provides the policy maker with the top intelligence
viewpoint. Its integrity should be preserved at all costs in the interests
of national security, most particularly the responsibility of an independent
agency for its production. There is at least some assurance of the
prevention of another Pearl Harbor through this vehicle of a coordinated
National Intelligence Estimate.

5. The responsibility for national current intelligence is less clearly
established by directive, although it appears that there is a clear under-
standing with DIA as to the division of responsibilities. In the negotiations

conducted in 1962 and 1963 between the Agency and DIA, specifically

Messrs. Kirkpatrick and Cline for the Agency and for

25X1

DIA, a clear understanding was reached that DIA produced departmental current

intelligence while CIA produced national current intelligence. However, this

has not been inscribed in any directive and this should be done at an early

SECRET
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date in order to insure logical organizational development both within
the Agency and the Department of Defense.

6. The production of national economic intelligence on specified
areas of the world was established as a CIA responsibility by letter from
General Walter Bedell Smith to Secreta’ry of State Dean Acheson. This
is further delineated in DCID 3/1.

7. The responsibility for the production of basic intelligence as
typified by the National Intelligence Surveys is clearly established and is

p/aragraph la,b,c,d, and e.
However, despite this clear understanding,

specified in NSCID No. 3,
one of the areas where there is considerable duplication of effort is in the
broad area in the production of basic intelligence. This is a difficult region

to legislate because each organization produces intelligence for different
purposes and can clearly establish that their product is not identical with

the National Intelligence Surveys. On the other hand, it is patently clear,

and has been for years, that this area of basic intelligence research and
production is one in which t};ere is considerable uncontrolled and uncoordinated
effort. It is recommended that in planning for the future the entire area of
basic intelligence, not just the production of National Intelligence Surveys,

be subjected to intensive scrutiny and clearly delineated responsibilities

be established in order to insure orderly progress. While this is being done--
it may take a matter of years--the CIA should continue to carry the responsi-

bility for the production of the National Intelligence Surveys.
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National Reference Services

8. While originally located in the Directorate for Intelligence, and
closely related to intelligence production, over the years the Agency has
been developing certain national intelligence reference services. This is
an expensive area as far as money and manpower is concerned and is one
in which there is considerable room for greater coordination and integration.
With the infor‘mation explosion already upon us, it is vital that the U.S. and
National Intelligence System agree upon certain services of common
concern which can be performed in the reference field. The simultaneous
development of reference services by each of the intelligence organizations
will be costly, duplicative and unnecessary. This is another area where
the attention of the DCI is needed in order to reach agreement with the
military intelligence agencies and the Department of State as to the responsi-
bility for the development and maintenance of national intelligence reference
services.

9. The Central Intelligence Agency now has firmly established its
responsibility for the maintenance of a national reference service in the
field of biographic intelligence dealing with all foreign personalities outside
of the military field. This is an important service and should be maintained.
Its charter is DCID 1/9.

10. The CIA also has an established national intelligence reference

service responsibility in the field of the acquisition and indexing of foreign
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‘,_dobc‘:l‘imerits. | This ié i:)réscﬁbéd in DCID2/4and is one‘of the b’ette'r‘g |
‘:"‘coo‘rdirjxatéd’ effor‘ts 1n the Fédéral Go‘vernment.

11 While CIA"s»library and sub’stantive ihfelligence files are at thé
| '.rtk_prese‘nt’time usved more extensively by other agéncies than by CIA- Qéhc{

_ this.is as it should be=--this is nevertheless one area where centralization

. ‘and coordination can aéhieve%ﬂmﬁmse savings. With substantive intelligence’

':.,»;:déc‘uments entering the 'system at a rate in excess of a million a mdnth, it

S 'i_s‘uobviouélly absurd for each agency to plan to file the identical docum‘e‘n'ts; el

- -On the other hand, each agency obviously has the right to be able to réiriévé
: "i‘mmediately documents on any subject which it may need. It is thevre'fo'rre‘ D

: important that the DCI insist on the clear delineation of responsiBiklityiiVn‘ o

the’intelligénce system for the storage and retrieval of subystantiye Vdocufn‘(ents«.‘"-
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LONG RANGE PLAN
PRODUCTION OF KN?ELLIGEHCE
SUMMARY
1. The major objectives in CIA’s long range plan

for the production of intelligence are:

a. To strengthen the capability foy assuring
24-hour current and net tactical intelligence;

b. To strengthen the strategic base of research
in support of estimates - economic, economic=military,
and scientific-technical - and to complete the base
by extending it im political research,

These objectives must be realized concurrently.

| 2. Research and analysis against Communist China

.muét be more than doubled during the next five years,

without relaxing effort against the USSR. By request

of the Secretary of Defense the Agency's work in military

‘costing must be expanded to include 2ll Communist military

establishments, especially the Chinese., It should be

noted that the sharp imc:ease against Communist China
25X1 will mean a sm&il,

relative decrease against the USSR. The effort against

SECRET
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the Communist power as a whole, however, may increase
from 64 to 68% of the total production effort during
this period,

3. At the same time, care is necessary to prevent
a weakening of capability directed to the instability and
disorder which threaten from the underdeveloped countries

and regions of the world.

3. The intelligence required during the period of
this plan will be more and more nationmal in character, whether
it pertains to localized political turbulence in a less
developed or newly emerging natiom; to the conflicting
interests of great powers in local nationalisms, racism,
or populism in the inciting crossfires of revolutionary
soéial and political movements: to the potential for
confrontation with Communist China and the USSR; or to

2
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Olympian cumpetitions between'the U.S., the USSR, and

possibly others such as China.
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DISCUSSION

1. Twenty-four Hour Current Intelliggnce, From the

time of the Korean War, when the Agency operated on a shoe
string, sending bne or two analysts to the Pentagon each

- morning to summarize the daily telecon for the President,
to the present war in Vietnam, there have been many alarms
and crises of widely differing kinds. The Agency knows
from experience that it must stay ahead of the changing
tempos in the development and progression of enduring
Crises, and that it must not let new crises and untoward
events take our Government by surprise, In serving the
President it serves the entiré foreign operations of the
Government, The degree of the President's involvement
in the direction of foreign operatioas.has varied with
time, style, and situation, But over the years a rising -
premium has attached to fast and accurate current intelli-
gence. The current intelligence front has increased in
importance, with corresponding demands upon the CIA Watch
systen,

2, Operations Center amd‘Curr@gﬁ_ggggllig@nce Strength

For the duration of this plan the goal is maximum prepar edness
for simultaneous crises of all kinds, from obscure and

SECRET
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multifarious developments in the revolutionary world of

the backward, to the actions and reactions of the Communist
powers, both im their internal and external policies and
thelr relations to new and old opportunities and contests.
The perfecting of means for alert involves not only the
ability to concentrate resources for quick response, but
also advanced readliness with the strength and quality of
analysis required.,

a. The Operations Center.

It is an immediate objective to press
on to 2 proper locus in which to concentrate analytical
forces on critical situations, ome equipped with the
best in supporting services and communications, especially
served by Clandestine Service reporting with proper
protection by the DDP of its operations and sources.
The Operations Center must be a nerve center im fact
as well as in ném@a |

b. Current Int@llgggnce Strength

At the same time there is the objective of
strengthening the analytical roster for current
reporting by about 50% during the next five years,

2
SECRET
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i.e., from a strength of This plan will

and should be subjected to continuous review and re-
assessment, As now seen the increase should provide
the measure needed to sustain task forces and analytical
support of the Operatiohs Center.
3. The planned increase, however, will not man a
watch bill such as would be required in general war., To
plan now for a full watch bill of analysts would multiply
the projected increase by a factor of four. This would mean
to plan now for a war-time scale of operations by 1970,
without regard to the ambivalence of our position in
external affairs. It does not seem advisable to take this
full step in planning at this time, alﬁhough with the
possibility clearly in mind, the measurement of on-duty
and glanmed strength against the degrees of war should
be a continuing task of a permanent planning group.
4. The expansion of curiént intelligence should
not take place at the expense of or as a surrogate for the
completion and the manning of the Agemcy“é strategic base

in research,
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Approved For aease 2005/05/20 : CIA-RDP7680095@00100020001-6

SECRET

PG-D-16/3

5. Strategic Base in Research. The next major

concern, then, is the strategic base in research, It
is not second in time or priorityo Research here means
research in support of estimates. It seeks painstakingly
for the most reliable answers which all of the information
will yield to the critical questions of major import to
our national security. While the emphasis falls on
support of estimates of hostile capabilities and inten-
tions, the research is directly pertinent to the evalua-
tions mneeded in current intelligence., Without anchorage
in the depth of conclusions from relevant research, current
intelligence is always in danger of drifting with a tide,
imperceptible from one day to the nexﬁ in the preocccupation
with the immediate and the immediately foilowing; Further-
more,‘the kind of research which constitutes the strategic
base must be done within the Government by specialists in
their several fields who bring to the peculiarities and
sensitivities of classified information a knowledge not
only equal to that of their call@agu@s'ﬁutsid@ of Govern-
ment but already shaped by experience to the practical
. 4 ,
SECRET
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questions which confront the Administration in its
decisions of foreign policy.,

6. There is an old controversy in the intelligence
community over CIA's role in research. It stemmed from
the question of jurisdictional responsibility and authority
for estimates. This in turn reflected the thesis that
each department preempted the responsibility for research
in the fileld of its own operational authority. In
research lay the authority of superior knowledge. Depart-
mental authority for estimates in the field of departmental
operations and departmental jurisdiction in research
combined against CIA's earliest efforts to do national
intelligence,

7. Following the reorganization of 1350-51, CIA
was chartered to do research in economic intelligence on
the Bloc only, and the charter came as much by default
of State as by CIA's insisteﬁce on research in an aresa
which was then unknown territory. Research in the
Sovilet ecoﬁomy had to tura its back on requests for
current intelligence in ord@r~first'toiest&blish base
lines and norms. In time, the CIA becaﬁe authoritative
in the field of Soviet economic capabilities and performance.

5
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8. From this base, by force of circumstance - the
Director's need inm support of the Department of Defense
and the President - the Agency moved into military
economics, military costing of the Sowiet military
establishment, research and development, production of
advanced weapons, and the allocation of resources.

9. It is planned to strengthen this base to meet the
requirement of the S@crétary of Defense for military

costing of the Chinese and satellite military establishments.

An increase is necessary in any case 25X6

25X6 = and the amticipated increase im volume of

information on Chinese nilitary capabilities, im research
and development as well as in pwoductioﬁ and'allocationc
10. In political research the problem is to strengthen
the small existing base and build from it to the end of
a diagaostic grasp and improved capability for prognosis
Cin ﬁﬁe'many problems of Communigt political capabilities
and intemtions as they relate to the practical dilemmag
of thelr domestic and foreign policies. The Agency has
secured a small base of research in special problems of
6
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political intelligence: Sino=-Soviet relations, Communist
doctrine and practice, Chinese policy and leadership,
The international base of political research should extend

beyond Sino-Soviet relations into the evolving relations

25X1

25

of the powers, both Communist and non-Communist,

25X6

11. In terms of dollars and positions relative t@
other efforts this expansion is not costly. But it will
be well to meke haste slowly and therefore surely. The
analysts who can. do the kind of work required must be
masters, not journeymen apprentices, and they are hard
to find - or hard to spare from othey pressing duties,

12, As a unique subbateg@ry, research im support of
ciand@stine operational needs requires emphasis and
r@éognitiomo It is necessary to bring a v&ri@ty of
specialists together for this effort, Long experience
and experimentation point to the conclusion that this
kind of support to the clandestine service must'be carried
out in and by, or uander the auspices of the Directorate
of Plaﬁs because of the considerations of security and
the requirement fcr detailed knowlédge of operations.,

7
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This 1s treated especially im the clandestine services
section,

18, Balance of P@@gramso The review of imitial

projections for the Agemcy’s long-range plan ralses a
fundamental questiom about long-rangs trends in the
distribution of positions and funds. In particular, the
investment in the corps of analysts sesms to diminish
relative to that in techmnieal EQS@ér@h and development,
collection, processing, and support. The identification
and investigation of imbalances im our system should be
an important part of the work of the pormancnt planning
group.,

14, Orgarization for Productiom. The present

organization is not necessarily the bkest because 1t has
grown the way 1¢ has. It is obviously essertial to have
fuﬁ@%i@mal as well as reglomal @p@cﬁ&iistg'am@ a strong
group of generalists., But there is always the question of
the most effective way im wﬁich to relate these groups
in order to keep floxibility vithout loss of organization
discipline., There is no umchamgimg'a&sW@r;to the practical
question of the right organization, as betweon gé@gr&pﬁic
and functional, fow example. Response to need by tagk Forces

: T .
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will always be one of our organizational answers, because
no rigid alignment will anticipate the overlapping com-
plexities of substantive problems as they change im

thelr particular formulations with events,

13, The question of organization is a wvital Agency
concern., It should be on the agenda of the permanent
planning group, In preparation, it is recommended that
the directorates review their organization imn being or
projected for production, and in coliaboration with the
permancnt plamning group submit their review and recommenda—
tioms to the Director. The review should not bo dome im |
haste, It should presuppose the findings @f'stmdy groups
assigned by directorates to review our major substantive

p?@bﬁ@msa
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RECONMENDATIONS

1. A&pprove the long range objectives for the
production of intelligence:

2. To strengthern the Agency capabllity for
24-hour current intelligence and the development
of the Operations Center in comnection therewith;

b. To strengthen the CIA strategic base im
research and to extend it in political intelligence;
- and

c. 7To increase CIA's amalytical strength

against Communist China during the next five years

in the measure of strength, 25X

2. Request the permanent planaing groups

2, To as8ess p@?i@@ic&lly the on-duty
and planned strength against the degree of way
existing and ectimated (with the assistance of the
Board of National Estimates); and

b, %o identify and lavestigate actual and
p@t@mﬁjal‘i&halan@@g in the distributior of positions
and funds imn the Agency. ' |

SECREY
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2D August 1965

PRODUCTION OF INTELLIGENCE
RECOMMENDATIONS

Approve the long range objectives for the production
of intelligence:
a. To strengthen the Agency ca‘g%a‘éili‘;ty‘
for Z4-hour current intelligence and the develop-
ment of the Operations Center in connection therewith:
b. To strength the CIA strategic base
in research and to extend it in political intelligence;
and
c. To increase CIA's analytical astrength

against Comrmunist China during the next five years

in the measure of strength,

2, ‘Request the permanent planning group:

a. To assess periodically the on-duty
and planned strength against the degree of war existing
and estimated {with the aésistan;e of the Board of

National Estimates); and

: 52R000100020001-6
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b, To identify and investigate actual
and potential imbalances in the distribution of

positions and funds in the Agency.

(Note: was good encugh to provide both recommendations
25X1 ‘which you have just read and the following two-page summary. It is
 suggested that the members in examining this paper consider whether
both are necessary for discussion when we reach this paper. )

2
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LONG RANGE PLAN
PRODUCTION OF INTELLIGENCE

SUMMARY

i, The major objectives in CIA's long range plan for the
producticn of intelligence are:
a. To strengthen thecapability for assu:&ing
Z4-hour current and net tactical intelligence;
b, To strengthen the Strategic base of
research in support of estimnates - economic, economic=
military, and scientific ntechni:cai -~ and to complete
the base by extending it in political research.
These objectives must be realized concurrently,
Z, Research and analysis against Communist China must be
more than doubled during the next five vears, without relaxing effort

against
against the USSR. It should be noted that the sharp increase/C%mmunist

China will mean a smalil, relative decrease

against the USSR, even though theeffort against the Communist power ag a

whole may increase during this period.

3. At the same time, care is necessary to prevent a weaken-
ing of capability directed to the instability and disorder which threaten

irom the underdeveloped countries and regions of the world.
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5, The intelligence required during the period of this plan
will be more and more naticnal in character, whether it periaing to
localized political turbulence in a less developed or newly emevrging
nation; to the conflicting interests of great powers in loca! national-
isms, racism, or populism in the inciting crossiires of revolutionary
social and political movements; to the potential for confromiation wi‘cﬁ

Communist China and the USSR; or to Olympian competitions Letween

the U.S., the USSR, and possibly others such as China.
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DISCUSSION

1. Twenty-four Hour Current Intelligence. From the

time of the Korean War, when the Agency operated on a shoe string,
sending one or two analysts to the Peuntagon each morning to summarize

the daily telzcon for the President, to theApresent war in Vietnam, there

‘have been many alarms and crises of widely differing kinds, The Agency

knows from experience that it must stay ahead of the changing tempos in
the development and progreésion of enduring crises, and that it must

not let new crises and untoward events take our Government by surprisge.
In sexrving the President it gerves the entire foreign operationsl of the
Government, and in a way \%/hich malkes the question of what is national
and what iz departmental of academic interest, for all practical purposes,
The degree of the President’s involvement in the direction of féreign operations
has varied with time, style, and situation. But cver the years a rising
premium has attached to fast and accurate current intelligence. The
current intelligence froot has increased in importance, with corresponding
demands upon the CIA Watch system. .

2o Operations Center and Current Inielligence Strength.

For the duration of this plan the goal is maximum preparedness for

simultaneous crises of all kinds, from obscure and multifaricus develop-

ments in the revolutionary world of the backward, io the actions and

| | 25X1
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reactions qf t}.ze Cemmufxist powers, both in ﬂ,seir‘internal and

external g}oliéie; and thleir rreiations to r'ae“-/ and old cpportunities and
contés@s; The perfecting of means for alert involves not only the ability
to concentrate resources for quick response, but also advanced readiness

with the strength and quality of analysis required,

2. The Operations Center.,

it is a.ﬁ immediate objective {o press
on to a proper locus in which to concentrate analytical
forcee on critical situations, one equipped with the best
in supporting services and commuunications. A nerve
center ia fact as weil as in name.

b, Current Intelligence Strength,

At the pame time there is the objective of

strengthening the analytical roster for current reporting

K1 by during the next five years, i.e., froma

25X1 strength of This plan will and should be

subjected to continuous review and reassessment. As
now seen the increase should provide the measure
needed to sustain task forces and analytical support

of the Operations Center,
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SECRET




Approved For.ease 2005/05/20 : CIA-RDP7680095@00100020001-6

PG-D-16/2
The planned increase, however, will not man a waich

bill such as would be reguired in geceral war, Teo plan now for a full
watch bill of analysts would multiply the projected increase by é factor
of four. This would mean to plan now for a war-time seale of operations
by 1970, without regard to the ambivalence of our position in external
affairs. It does not seem advisable to take this full step in'plan.ning
at this time, although with the poésibility- clearly in mindg, tha mgagure -
ment of cnaéuty and plaaoned strength against the degrees of war should
be a2 continuing fask ¢f a- permanent planning group.

4. The sxzpausion of current intelligence should not take
place at the expevse of or as a surrcgate for the completion and the
manning of the Agency’s strategic base in research.

5. Strategic Base in Research. The next major concern,

then, is the givategic bage in research, It is not second in time or
priority. Research here means research in support of estimates.

It seeks painstakingly for the most reliable answers which all of the
information will yield to the critical questions of major import to our
national seﬂcurityu While the emphasis falls on support of estimates of
hostile capabilities and intentiona; the research is directly pertinent
to the evaluations needed in current intelligence. Without anchorage

in the depth of conclusions from relevant research, current intelligence

3
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is always in danger of driffing with a tide, impercepiible from one

day to the next in the precccupation with the immediate and the immediately
following, Furthermore, the kind of research which constitutea the
sirategic base must be done within the Government by specialists in

thier several fields who bring to the peculiarities and sensitivities of
clagsified information a knowledge not only equal te that of their

collzagues outséde of Government but already sh&ped by experience to

the practical questions which confront the Administration in its decisions
of fm’eigxﬁ policy.

6. There is an old controversy in"the'im‘;elligence community
over CIA's role in reseavch, It stemmied érom the question of juris-
dictional respounsibility aund authority for estimates. This in turn
reflect ed the thesis that each department preempted the responsibﬂitﬁr |
for research in the ficld of its own operational authority. In research lay
the authority of superior knowledge. Departmental authority for estimates
in the field of departmental operations and departmental juvisdiction in

research combined againat CIA's earliest efforts to do national intelligence.

25X1
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7. Following the reorganization of 1950~51, CIA was
chartered to do ressarch in economic intelligence on the Bloc only,
and the charter came as much by default of State as by CIA's insistence
on research in an area which was then unknown territory. Research
in the Soviet economy had to turn its back on requesis for current
intelligence in order firast to establish base lines and normeg, In fime,
the CLA became authoritative in the field of Soviet economic capabilities
and performance.

8. From this base, by foice of circumstance - the Director's
need in support of the President - the Agency moved into military economics,
military costing of the Soviet military establishment, ressarch and develop-
ment, production of advgnced weapons, and the alioc&tion of resources,

9. It iz planned to strengthen this base to meet the_ reguiree
ment of the Secretary of Defense for military costing of the Chinese and

satellite military establishments., An increase is necesgsary in any case

= and the anticipated increase in volume of

information on Chinese military capabilities, in research and development
as well as in production and allocation.
10, Present and future demands on the Director emphasize

the importance of compleiing the Agency's strategic base in research by

5
Approved For Release 2005/05/20 : CIA-RDP76B00952R000100020001-6 25X1

[N 5 SRR W W oV - -




Approved For'ease 2005/05/20 : CIA-RDP7680095‘00100020001-6

SECRETY

PG-D-16/2

extending it in political intelligence. This is an area as critical as it

is difficult. It is a major challenge, but must be met if intelligence is
to match its findings in hostile capabilities with correlative insight into
intentions. In recent yeavs the Staie Department has more and more
withdrawn from this field and devoted its limited resources to quick
support of policy. The Ageﬁcy does not have a “"charter’ for peolitical
research and does not ask for one. There are gaps here which must
be filled in the national interest and CIA means to fill them, |

11. In political research the problem is to sirengthen the
small existing base and build from it to the end of 2 diagnostic grasp
and improved capability for prognosis in the many problems of Communist
poiitical capabilities and intentions as they felate to the practical 6i§.emxﬁas
of their domestic and foreign policies, The Agency has secured a smé.ll
base of research in special problems of polité.cal intelligence: Sino-
Soviet relations, Communist doctrine and practice, Chinese policy and
leadership. The international base of political research should extend

beyond Sino-Soviet relations into the evolving relations of the powers,

both Communist and non-Commaunist

12, In terms of dollars and positions relative to other efforts

this expansion is not costly. But it will be well to make haste slowly and

6
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and therefore gurely, The analysts who can do the kind of work raquired
must be masters, not journeymen apprentices, and they are hard to fingd -
or hard fo spare from other pressing duties.

13, As a unigue subcategory, research in support of clandestine
operational needs requirves emphasis and recognition, It is necessary to
bring a variety of specialists together for this effort, Long experience and
experimentation point to the conclusion that this kind of support to the
clandestine service must be carried out in the Dirvectorate of Plans because
of the considerations of security and %:h_e requirerent for detailed knowledge
of operations, This is treated especially in the monograph oen DDP,

i4. Balance of Programs., The review of initial prejections for

the "Agency’s long-range plan raises a fundamental question about long-
range trends in the dﬁistributim\. of positions and funds. In particular, the
investment in the corpe of analysta seems to diminish relative to that in
technical regearch and development, couecticn, processing, and supporti,
The identification and investigation of imbalances in our system should be
an important part of the work §f the permanent planning group.

15, Organization for Production. The present organization is

not necessarily the best because it has grown the way it bas, It is obviously

essential to have functional as well as regional specialists and a strong

7
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group of generalista, But there is always the question of the most
effective way in which to relate these groups in order to keep flexibility
without }osé of organization discipline, Thevre is no unchanging answer
to the prac%icél question of the right organization, as bstween jeographic
and functional, for example. Response to nsed by iask forces wvill always
be one of our organizational answers, because no rigid alignment will
anticipate the overlapping complexities of substantive problems as they
change in their pariicular formulations with events.

16. The question of organization is a vital Ageacy concern.
It should be on the agenda of the permanent planning group. In preparation,
it is recommended that the directorates review their organization in being
or projected for preduction, and in collaboration with.the permanent
planning group submit their review and recommendations o the Director,
The review should not be done in haste, It should presuppose taz findings
of gtudy groups assigned by directorates to review our major sulstantive

problems,

8
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Long Range Plan

Production of Intelligence

1. The major objectives in CIA's long range plan
for the production of intelligence are:
-a) to strehgthen the capability for assuring
24-hour current and net tactical intelligence;

b) to strengthen the strategic base of
research in support of estimates -~ economic, economic-
military, and scienfifig—téchnical -~ and to complete

' the base by extending ifiin political research.
These objectives must be realized concurrently.

2. Research and analysis against Communist China
must be more than doubled during the next five years,
without relaxing effort against the USSR. It should be

noted that the sharp increase against Communist China

will mean a small, relative decrease

against the USSR, even though the effort against the

Communist power as a whole may increase

during this period.
3. At the same time, care is necessary to prevent
a weakening of capability directed to the instability

and disorder which threaten from the underdeveloped

@
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countries and regions of the world.

25

5. The intelligence required during the period

of this plan will be more and more national in character;‘
whether it pertains to localized political turbulence

in ; less developed or newly emerging nation; to the
conflictingvinterests of great powers in local national-
isms, racism, or populismvin the inciting crossfires

of revolutionary social and political movements; to the
potential for confrontation with Communist éhina and

the USSR; or to Olympian competitions between the US,

the USSR, and possibly others such as China.
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7. Twenty-four Hour Current Intelligence
From the time of the Korean War, when the

Agency operated on a shoe string, sending one or tWo

analysts to the Pentagon each morning to summarize the

daily telecon for the President, to the present war in
Viet Nam, there have been many alarms and crisgs ot
widely differing kinds. The Agency knows from experience
that it must stay ahead of the changing tempos in the
development and progression of enduring crises, and

that it must not let newchiéés.and untoward events take
our Government by surprise. In serving the President

it serves the entire foreign operations of the Govern-
ment, and in a way which makes the question of what is
national and what is departmental of academic interest,
for all practical purposes. The degree of the President's
involvement in the direction of foreign operations has
varied with time, style, and situation. But over the
yvears a rising premium hasggttached to fast and accurate
current intelligence. fTﬁé*gﬁéféht intelligence front

has increased in importancé, with corresponding demands

upon the CIA Watch system.
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8. For the duratioh cfgfgis éian the goal is
maximum preparedness for simultaneous crises of all kinds,
from obscure and multifarious developments in the revolu-
tionary world of the backward, to the actions and reactions
of the Communist powers, boﬁﬁ_in their internal and
external policies and their felations to new and old
opportunities and contests. The perfecting of means
for alert involves not only the ability to concentrate
resources for quick responéé} but also advanced readiness
wit£ the strength and quaiity of analysis required.

9. ’

a) The Operations Center._
It is an immediate objective to press on

to a proper locus in which to concentrafe analytical

forces on critical situations, one equipped with the

Best in supporting services and communications. A

nérve center in fact as well as in name.

b) Current intelligence strength,
At the same time there is the objective of

strengthening the analytical roster for current

25X1

reporting by during the next five years,

i.e. from a strength of This plan will 29K1
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énd should be subjecié&,to continuous review
and reassessment. As néﬁ seen the increase should
provide the measure needed to sustain task forces
and analytical support of the Operations Center.

10. The planned increase, however, will not man
a watch bill such as would be required in general war.
To plan now for a full watch bill of analysts would
multiply the projected increase by a factor of four.
This would mean to plan nbw’for'a war-time scale of
ope}ations by 1970, withdut'régard to the ambivalence
of our position in external affairs. It does not seem
advisable to take this full step in planning at this time,
although with the possibility clearly in mind, the
measurement of on-duty and planned strength'against the
degrees of war should be continuing task of a permanent
planning group.

11.. The expansion of current intelligence should
not take place at the expense of or as a surrogate for the
completion and the manning of the Agency's strategic
base in research, |

12, The next major p;ngern, then, is the strategic
base in research. It ianbi’éecond in time or priority.

Research here means research in support of estimates.
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It seeks painsfakingly for the most reliable answers
which all of the information will yield to the critical
questions of major import to our national security.

While the emphasis falls on support of estimates of
hostile capabilities and intentions, the research is
directly pertinent to the evaluations needed in current
intelligence. Without anchorage in the depth of con-
clusions from relevant research, current intelligence

is always in danger of drifting with a tide, imperceptible
from one day to the next in the preoccupation with the
immediate and the immediately following. Furthermore,

the kind of research which constitutes the strategic base
must be done within the Government by specialists in their
several fiélds who bring to.the peculiarities and
sensitivities of classified information a knowledge not
only equal to that of their colleagues outside of
Government but already shaped by experience to the practical.
questions which confront the Administration in its decisions
of foreign policy.

13. There is an old cnntrove”sy in the intelligence

community over CIA's role in research. It stemmed from

the question of jurisdictional responsibility and authority‘

for estimates. This in turn reflected the ‘thesis that
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each department preempted the responsibility for

research in the field of its own operational authority.
In research lay the authority of superior knowledge.
Departmental authority for estimates in the field of
departmental operations and departmental jurisdiction
in research combined against CIA's earliest efforts to
do national intelligence.

414. Following the reorganization of 1950-51, CIA
was chartered to do research in economic inteliigence
on the Bloc only, and the charter came as much by default
of State as by the fact that CIA insisted on research
in an area which was then unknown territory. Research

in the So&iét economy had to turn its back to requests
. for current intelligence in order first to establish
base lines and norms. In'time, the CIA established
jtself as authoritative in the field of Soviet economic
capabilities and performance.
15. From this base, by force of circumstance - the
Director's need in support of the President - the Agency
moved iﬁto military economics, military costing of the
Soviet military establishment, research and development,
production of advanced weapons, and the allocation of

resources.
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. 16. It is planned to strengthen this base to meet

the Secretary of Defense's requirement for military

costing of the Chinese and Satellite military establish-

ments. An increase is necessary in any case 25X6

25X6

- and the anticipated increase in volume

of information on Chinese military capabilities, in
research and development as well as in production and
allocatlon

17. Preseﬁt and future demands on the Director
emphasize the importance of completing the Agency's
strategic base in reseafeh by extending it in political
intelligence. This is an area as critical as it is

. difficult, It is a major challenge, ‘but must be met if

intelligence is to match its findings in hostile capa-
bilities with correlative insight into intentions. 1In
recent years the State Department has more and more
withdrawn from this field and devoted its limited
resources to quick support of policy. The Agency does
not have a "charter" for political research and does
not ask for one. There are gaps here which must be filled
in the national interest and CIA means to fill ‘them.

18. Political research in support of estimates
cannot count on increasing volumes of information to

provide improved quality. And it cannot count on
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breakthroughs into intentions, or on kind of assistance
‘which computers can give to subjects which lend them-
;selves to quantitative‘measurement and visual data.

19. The Agency has secured a small base in special
problems of political intelligence: Sino-Soviet relations,
Communist doctrine and practice, Chinese policy and
leadership. The problem now is‘to strengthen this base
and build from it to the end of a diagnostic grasp and
improved capability for prognosis in the many problems of
_Communist political capabilities and intentions as fhey
relate to the practical dilemmas of their domestic and
foreign policiés. The field of specialized research

. should extend beyond Sino-Soviet relations into the

evolving relations of the pbwers, both Communist and

non-Communist 25X1

25X6

20. In terms of dollaré'and positioﬁs relative to
other efforts this expansion is not costly. But it will
be well- to make haste slowly and therefore surely. The
analysts who can do the kind of work required must be
masters, not journeymenAapQrentices, and they are hard
to find - or hard to spare from other pressing duties.
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21. As a unique subcategory, research in support
of clandestine operational needs requires emphasis and
recognition. It is necessary to bring a variety of
specialists together for this effort, Long experience
and experimentation point to the conclusion that this
kind of support to the clandestine service must be
carried out in the Directorate of Plans because of the
considerations of security and the requirement for
defailed knowledge of opergﬁions.

" 22. The review of initial projections for the
Agency's long range plan raises a fundamental question
about long range trends in the distribution of positions
and funds. In particular, the investment in the corps
of analysts seems to diminish relativé Fo that in technical
research and development, collection, processing and
support. The identification and investigation of
imbalances in our system should be an important part
of the work of the permanent planning group.

23. Organization for Production

fhe present organization is not necessarily the
best because it has grown the way it has. It is obviously

essential to have functional as well as regional specialists

. =10~
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and a strong group of generalists. But fhere is
always the questioﬁ of the most effective way in which
to relate these groups in order to keep flexibility
without loss of orgahizational discipline. There is
no unchanging answer tb the'practical question of the
right organization, as.between geographic and functional,
for example. Response to ﬁééd by task forces will
always be one of our. organizational énswers, because no
rigid alignment will anticipate the overlépping complexities
of substéntive problems as they change in their particular
formulations with events.
24. The question of organization is a vital Agency
' concern. It should be on the agenda of the permanent
planning group. In preparation, it is recommended that
the Directorates review their organizations in being or
projected for production, énd in collaboration with the.
permanent planning group submit their review and
recommendations to the Director. The review should not
be done.in haste. It should presuppose the findings
- of study groups assigned by directorates to review our

major substantive problems. -
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12 August 1965

MEMORANDUM FOR: Planning Group

SUBJECT: Twenty-four Hour Current Intelligence

1. The difference between a 24-hour watch and
24 hour current intelligence is one of degree. At
one extreme you have a message center and an operator
who has instructions to call people according to a
list of requirements; at the other extreme, analysts
on duty who evaluate information as it comes in, report
their findings promptly on matters of critical import
and maintain a continuous summary of critical situations.
The degree of 24 hour current intelligence, in terms
of depth and breadth of regional/functional coverage,
depends on
a) the.nature and condition of our affairs
abroad;
b) the flow of information pertinent to them;
c¢) the kind of command structure served, (i.e.
how directly the.command involves itself in
the tactical direction of operatidns); and
d) the number of analysts qualified and

trained for quick evaluation,
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2. An illustration of the two extremes may be
useful. It is taken from experience during the last
great war, when one became an intelligence officer
before he could dissociate the term intelligence from
academic usage. An intelligence unit at headquarters
worked frantically, coming in early and leaving late,
but its night watch consisted of one man. Every
member of the unit took his turn as watch officer.

His function was to keep the office open - for telephone
calls, the possible receipt of information, etc. The
condition of our affairs abroad was very grim indeed,
but the unit had no current information bearing on

the particular form and front of warfare to which it
was assigned and therefore could not assist the combat
intelligence comménd to which it was subordinated.

As soon however as the unit began to receive current
information - fortunately it was soon - it converted

at once into a 24 hour intelligence '"production" watch
with the necessary number of officers assigned to it

to make up a full complement for each watch. As a
point of interest, the command combat intelligence

unit (very few officers) did not itself go to a watch
bill. These officers rested on the assurance that they

would be wakened at any hour of the night when there

-2
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was intelligence which could not await the opening

%
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of business. And the intelligence officers on watch,
in return for agonies of judgment, had the assurance
that they would get their own share of sleep - unlike
the sitﬁation which existed when they were working to
obtain current information.

3. One could elaborate at great length on conditions
a), b) and c) above as they apply to our present and
to the future we anticipate, but it would be unnecessary,
at least as far as our Director is concerned. For
purposes of contrast, however, one might recall our
situation in the Agency during the Korean War. We had
no current intelligence watch. But then the President
was not in tactical command, and it never occurred to
anyone that he should be. As for CIA, at least some
were confﬁsed about what CIA's role was - until the
White House informed the Director that the President
wished to have summaries of the situation from CIA.
We sent qhe or two officers to the Pentagon early each
morning to read the daily telecon report, which we
then summarized and sent to the President.

4., Since the mid-50's our current intelligence
has developed toward a 24 hour operation, subject to

-3-
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the changes in conditions a), b), and c) above and
limited by d), the number of analysts. When a), b),
and c) came together in a certain combination the
limitation of d) had to be overcome, by extending the
analysts.

5. If the tempo'of events has not accelerated,
our Government's reactions have. By now the Agency
has probably tried every expedient which could provide
24 hour current intelligence without going to a regular
watch bill - SIDO's, every current analyst at one time
or another on prolonged duty (overtime), staggered duty
hours, task forces to divide the hours, stay behinds,
and special forces for early morning duty. And now,
to the information about the rising events themselves,
has been added information about U.S. tactical operations.
We have an Operations Center.

6. As the strategic seriousness of our situations
and engagements abroad deepens and as no diminution
can be foreseen of extraordinary calls for faster,
more continuous and better current and tactical
intelligence, there is no sensible way to face the
future except to plan now for a regular, instead of an

irregular, 24-hour current intelligence service.

-4
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7. It is true that what we have experienced and
what we foresee are several crises at the same time -
of unequal degrees and kinds of seriousneés. One can
argue that our irregular system is regular enough, and
flexible enough, to continue’giving us adequate coverage
of the things that need to be covered at any hour of
need. To begin planning now for a complete 24-hour
current intelligence service, net, tactiqal and all,
may seem to accept a premise that we prepare for war.

We are at war in Viet Nam, but it is a limited war and

it is our policy to keep it limited., To declare a

state of national emergency would in itself tend to

raise the limit and contribute to a process of escalation.
The same might be said in relation to an escalation

of current intelligence.

8. The Operations Center plans a capability to
bhandle from 2 to 3 crises simultaneously. But why 2 to
3? Two is Viet Nam plus the Dominican Republic. Three
allows for one more. More than that would saturate the
system and relegate the surplus to lower orders of
priority - if one can always make so clear_a distinction

between one crisis and another. A crisis may be one

-5-

J

S

-

Approved For Release 2005/05/20 : CIA-RDP76B00952R000100020001-6




Approved Fo'lease 2005/05/20 : C@E’R@QEEOOQ‘OOM00020001-6

D)
i

large and long affair evoking, provoking others which
it then absorbs and subordinates. Inherent in our
preseﬁt situation in Viet Nam are the continuing
preoccupations with reactions and actions in Communist
China and the Soviet Union, and with repercussions
throughout South East Asia and the rest of the Far East.
From an epicenter waves go out, extending far beyond,
disturbing areas which previously appeared calm, and
agitating ofhers already disturbed. Thisiis not to
estimate the progression and outcome of the war in
Viet Nam, but it is to say that when tensions rise and
concern increases, we must be prepared to keep an
accurate and quick account of changeA— and must not
let untoward events také us by surprise, whether they
are directly related to the locus of power engagement
or not.

9. The degree of 24 hour current intelligence at
any given time will be determined by the conditions
stated in para. one. The ‘degree may continue to rise,
may fali, or may have its ups and downs in between.

But the degree should not be determined after the

event or events. The purpose of planning is to lead
the events. It is a matter for judgment when to shift
to a stronger watch - to prevent a crisis from heading

-6—
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up, if that be possible by action, or, if not,.to be
geared and ready when it comes,.

10. Wé cannot foresee how many crises, of What
kinds and interrelations, we shall face in any coming
year, Ve can say however that a long range plan, as
of August 1965, should provide for a current intelligence
strength that can cover the world with order and dispatch
at all hours - and do so without weakening our strategic
base in research.

11. 1t rémains to be said that 24 hour collection .
and transmission of information, as foretold by research
and development, will generate its own pressure toward
24 hour analysis, if the future is at all so tense
and turbulent as to warrant the increase in collection.
And if warranted, the same improvement in communications
will have its own effect on the command :center in

Washington, which must and will be served.
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PERSONNEL AND TRAINING

I Introduction

A, In the years ahead the Ageney must undertake new, diverse, and
digtinctly more demanding responsibilities if it ic to sezve adaequately the
increasingly critical security interests of the U,8, How.well it will be
able to respond to these chzllenges depcnds in large part on how well we
manage our human resources, In plafning for the future, therefore, the
CIA should recognize that its most valuable asset is its trained proe-
fesszional cadre of career pemonnalc These people provide the cutting
edge for everything we do. Evolved over time, a.'nd cendiﬁ;iohed‘by- '
eéxposure to the disciplines and pressures of a demanding envirenmaént,
they represent a unique Body of talent, It b@hooves us to makse certain
that we sustain it and consesve it,

I Discussgion

A, We can be proud of the cadre of career personnel that
conducts the business of this Agency toddy. As one senior Bugsau of the
Budget officer recently put it, "the CIA has the largest reservoir of
highly trained and compctent personnel in the Government, ' Key slemonts
of this cadre began their professional careers during and after Wozrld War [

and constitute the "first generation” of CIA personnsl, Othere of this
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cadre were developed over latexr years with considerable efforts by top
management, the career gervice boards, and the Office of Personnel and
Training. We have been particularly succesoful in the recruitment of
voung people for CIA, The establishment in 195! of 2 Junior Cfficer
Traines (JOT) program has agsured a regular input of highly gualified
junior officers. Many of these young officers have fulfilled their high
prumise and form an increasingly lazge percentage of those officers
selected for the mid-career training program. This program has been
recognized as one of the finest of ity type in the U,8, Govornment, It

currently producses anduafs@@ each year as of September 1965, This

output should be expanded if we are to meet our needs in the yecrs just
ahead. Its program content likewise must be continually reviewed to
asgess possible ehanges for improvement,

B, The mid-careor program hds been used as a vehicle for
identifying those with a potential to become senior executives and for
providing further training for them. This program has worked well but
now needs increased emphasis and closer attention,

C. While at the senior levels the Agency has made creditable
attempts to improve its managerial capacities, including executive
training programs, this will not suffice for the future. The Agency
should therefore plan also for the early creation of an executive career

service and a senior training program to sustain it,

B00952R000100020001-6
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D, In orcer to preserve the tope-flight quality of its personneal
cadre well into the "second gen"’;'xm oni' and i assvvre a vital continuity
of leadership, we¢ must, in addition io susteining o vegulaw input of young
officerc & 1 i Cavegr Tz ¢ Program {fovmerly JOT), on which
we have lazgely @ ! for officer recruitment sinze 957, als
encourage lateral entry ot varicus relo of 63 1188 and generalists.,
Thig practice would provide the new ideuy and new blood thzt the Agency

£,

needs, A program of lateral entry cannot be hapbazard but mnst be

scheduled on a regular besic b stated ] @3, Wa must
aloo recognize that ceriain needed disciplines nd skilly will remain in

for example, tra’n our own pholo interpye

short supply. We ghould,
if wone can be recruited from thi market.

E, It muet also b2 vesognized that the acguisiticn of meany of
the okills that the Agency roquirces nesd not involve long-ierm cazser
employment, This is pariicularly true of the tachnical and seientific
field where the "state-ofothe-nri' | ing 8o quickly and where, afis
several years, the gcis ician hiz on shox ans
mants by @xo Agency does wall ¢ - return fo his particuler discipling in
order ¢o maintzin his prefessional credentials and standing in it, Raﬂos
than wegist the 2 I perxcoens with rare gkills to return 50 acadamic

or secientific discipline, the Agsacy chould, where apnropriate, accommo-

date it, In those circinstances where the Agensy feols its interests are
3
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besi served by reiaining people with special skills on a long-term career
basis who are desirous of remaining loyal to and :retammg gtatus in their
particulay disciplines, then if rust take steps in the iuture to help them
todo so, Specifically, the Agency must adopt a mors flexible policy
than it now has, in which academic rabbaticals, external training,
acceptance of grants, and publication of works is nol just allowad, but
actually encouraged,

F, The Agency, in order to sustain the coniinued input of high
caliber personnel, must plan for a more aggressivy recruitrnent nrogram
and make uge of the considerable latitude of its auth,rities to insure that
CIA remaias cbmpatitive in the i.nereas:@m.gly tight pro‘assional labor
ma»x'lf‘:et, Thg Agency should more clearly enunciate :.h fact that it is ite
policy to encourage the use of qualified se11_§.o: personnel :f:';-cm the various
directorates to assist direcily and on a cm;ﬁinueqs basis i\i_ic‘;enﬁ.fying
and‘recruitix;g individuals of the same skillg_and discipj‘.i;rxe;, ,:vMajna,gers

of operating components should therefore take greater initiniive to

rovide opportunities for them to do so, underwriting necesaary travel
P ? OppoT 8 y

and arranging work schedules to accommodate it. We giould note most _
particularly in planning for the future ihat the Agency's irvags and
reputation will continue tc have a very direct effect on the 1hility to

recruil people,

4
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G, We must point out that training in the Agency has not been
restricted to formalized courses of instruction., A significant amount
of training consists of the inshouse on-thesjob variety throughout the
directorates, This is so becauss many of the skills required by the
Agency are either unique to it or must be developed to respond quickly
to new requirements. Much that we have done in this field has been
distinctly innovative, has reflected the "can do" philogophy of the Agency,
and has spelled the difference between success or failure in many |
critical areas of our operations.

H, While the Agency has achieved commandable progress in
the development of professional personnel, it must plan for an increased
emphasis and a broader recognition of the need for it as well as a more
systematic approach to professional training, particularly at the mid-
career and gsenior levels. To be successful in this endeavor the Agency
must more sharply defins its needs. In any event, there should certainly
be brought into being some form of rotation in executive positions within
directorates and whaere appropriate betwaen direéﬁ;ora&@s in order to
develop professionals with broader bases of experience, Such rotations

would open up new perspactives and provide new ingighte essential to an
exgcutive development concept. Extension of rotation to include other
departments of the Government, particularly the Departments of Defense,
and Sate, pose significant collateral benefits for CIA.

5
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%, Any executive development concept should include the
creation of an executive career service under the immediate aegis of the
DCi. This service sheuld be created as soon as possible and should
include senior echelons of the Agency, except specialists so uniquely
qualified that they can and should be excluded from a general executive
program. This executive cadre should havs a regular inflow of officers
identified as having executive potential. The latter, by assignment to
the executive career service, automatically ;;Jould be assured of oppor-
tunities for rotational assignments, executive training, and appropriate
consgideration for senior; executive jobs within their own and other
directorates., A genior training program should also include, as it has
to a limited de:g.ree in th@‘paa&,, exposure fo certain of the disciplines
found in the Senior Seminar in Foreign Policy of the Foreign Service
Instimte and in the National War College.

Jo We racognize that there are organizational difficulties
that would hamper the development of an executive career service
particularly as it applies to the concept of rotation but recommaend,
nonetheless, that immediate attention be given to it, Inherent in any

be :
executive career service Wauld/zhe understanding that training would be
more mandatory than permissive and that promotion to certain levsls
would &@pend on successful completion of prescribed training,

6
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K. In light of the retirement exodus from the ranks of the
preeent executive group of CIA which will start in just a few years,
the Agency must address itself to the challenges of professional-cadre
development with a certain sense of urgency. This task lies primarily
in the years immediately ahead. It cannot be postponed, or aitacked,
in a leisurely sequence without risk of serious adverse impact in the
decade beyond,

L. Hand~invhand with the recruitment of qualified personns} -
and the institution of realistic and well ordered training mechanisms
goés the equally important task of selection-out and retirement., | The
Agsney must, beginning immediately, recognize that it cannot maintain a
regular input of professionals into the Agency and expect to keep them
unless it takes stops to assure the orderly and timely promotions that
are inhibited by stagnation at higher levels. There should therefore be
a much greater emphasis at all levels of selection-out of individuals who
fail to meet staadards or who are otherwise inadequate. There should be
an efficient anl theraeby attractive outeplacement system for those
eligible for rstirement or for those who must change their carsers,
Serious corsideration shduld be given to CIA -sponsored external training
to encourige such persons to leave the Agency in a manner beneficial to

them ani to the Agency.

7
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M. The Agency should finally, seeck authority for the estab-

.lighment of a training complement. in doing so, it would be following

a practice routinely found in the military establishments. Any such
complement that CIA possessed at one time has long since been
dissipated because of the need to respond to mountiﬁg responsibilities
and mounting demands on its human resources. The reinstitution of a
traiﬁing complement would assure a slender but vitally .i..mp@rﬁana
reserve that we do not now enjoy. It would not only assure moze orderly
and planned training but would also, in effect, create a strength in depth
to sustain us as we meet crises that will further strain our resources,
These crises\ and theii' dxaig on manpower have izghibi_&@d_ the training and
rotation that good rvnana,g.ement requires.

N, Over the next five years, approxzimately ~__people
over a.pd a_bove gurrent-authorized strength, will ha.ve_ tq be recruited,
trained, and diqused throughout ﬁh@ Agency. Prudence dic;a&@@ that a
large p.ropo;'tion#should be acquired early in the period. The training
establishmgnt»ip b.e'_ing,mu&t be_f@adi‘ed to’@@@d;_ at the same time,
@é.rly critical attention must be given to the crea_tiqn{ of professional |
career .d@velopment mechanisms of the type recommended above if the

Agency is to get and keep the skilled careerists that it must have.

8
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I Recommendations. It is recommended that;
A, The Caraer Trainee Program be expanded from its

25X1 current annual output of :I(co a.pp;;*oximatély' double this figure, beginning
immediately.

B; The Directox authorize (1) the creation of an Executive
Career Service under the aegis of the DCI, which would include a system
of rotation, and {2) the inauguration of a senior officer training program
geared to the requirements of this service,

C, Lateral entry of persons with wanted skills and dicciplines
in short supply into the Agency be programmed and given much greater
emphasis to provide new blood the Agency nseds,

D. The Agency make greater use of its authorities and conduct
a more aggressive recruitment program,,

E, Selection-out and retirement be given much greater
emphasis in the near future and that strong efforts be made to create
attractive and efficient out-placement mechanisms to include Agency-
sponsored external training.

F, The Agency participate in the developmeni of new methods
of ingtruction (program learning) which give promise of great efficiency

and economy in the future, particularly in languate training,

9
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Y
G. The Agency clarify its language training needs and

reorder iis training faicility to .accormneda,t@ the increased requirementis
for training veflected in the Long Range Plan.

H, The Ageéncy seek authority to establish a training comple~
ment to assure a slender but vital reserve of manpower without which
the career development mission of the Agency canvoi be adequately

accomplished,
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23 Aug 65

Personnel and Tra:‘ining

i. it is eviaent that in the years ahead, the A gency must
undertake new, diverse, and distinctly more demanding responsibilities
if it is to serve adequately the increasingly critical security interests
of the U.S, How well it will be able to respond to the challenges of the
next five years and the decade beyond depends in large part on how well
wWe manage our human resources, Jn planning for the fuiure therefore,
the CIA should recognize that its most valuable asset is its trained pro-
fessional cadre of carcer personnel. These people provide the cutting
edge of everything we do, Evoived over time, and conditioned by exposure
to th_@ disciplines and pressures of a demanding environment, they represent
a unique body of talent, It behooves us to make certain that every effort
is made to sustain it and to cmnsérv@ it,

2. We can be justifiably proud of the cadre of career per-
sonnel that conducts the basiness of this Agency today. As one senior
Bureau of the Budget officer recently put it, “the CIA has the largest
reservoir of highly-trained and competent personnel in the Government,
Key elements of thiz cadre began their professional careers during and
after World War [l and constitute the '"first generation’ of CIA p@rsonneL
Others of this cadre were developed over the years with considerable
efforts by top management, the career service boards, and the Office

of Personnel and Training. We have been particularly successful in the
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recruitment of young people for CIA. The establishment in 1951 of a |
Junior Officer Trainee (JOT} program has assured a regular input of
highly qualified junior officers. Many of these young officers have
fulfilled their high promise and form an increasingly large percentage
of those officers selected for the mid-career training program. This

program has been recogrized as one of the finest of its type in the

U.S. Government. It currently produces graduates each year, 25X1

This output should be expanded if we are to meet our needs in the years
just ahead. [¢’s program content likewise must be criticaily reviewed
to assess possible changes for improvement.

3, The mid-career proegram has been used as a vehicle for
identifying those with a potential to become senior executives and for
providing further training for them. This program now ne@ds increased
emphasis and closer attention. While the Agency has made creditable
attemp%s to improve its managerial capacities, including executive
training programs, this will not suffice for the future. The Agency
should, therefore, plan also for the early creation of a senior training

program.

4, In order to preserve the top-flight quality of its personnel
cadre well into the “second generation’’ and to assure a vital continuity of
leadership, we must, in addition to sustaining a regular input of young

Z
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officers thrcugh the Caveer Trainee Program {(formerly JOT), on which
we have largely depenced for officer recruitment since 1957, also
encourage lateral entry at various levels of specialistsand genéralisﬁ
This praética would provide the new ideas and new blood that the Agency
needs. A program of fateral entry cannot be haphazard but must be
scheduled or 2 ragular basis with stated goals and objectives. In this
regard, the Agency should create a holding mechanism for ‘proiés'sionals
in order to avoid the loss of those possessing vars skiils while they wait
for security clearance. We rust also 1ecognize that certain needed
disciplines #nd skills will remain in short supply. We should, for example,
train our own photo interpretors, if none can be recruited from the market.

5. The Agency, ir order to sustain the continued input of high
calibre personnel, must plan for 2 more aggressive recruitment prograrm
and make usn of the considerable latitude of its authoritics to insure that
CiA remains compﬁtitivé in the iincr@asingly tight professional labor markaet,
Greater use should be made of qualified senior personnel from the various
directorates to recruit individuals of the same skills and disciplines.
We should note most particularly in planning for the future that the Ag@n_cy"s
image and reputation wﬂl continue to have a very direct cffect on the ébility
to recruit people.

b While the Agency has achieved commendable progress in

the development of profassional personncl, it must plan for an increased
3
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emphasis and a broader recognition of the nzed for it as well as a more
systematic approach tc professional training, particularly at the mid-
career and senior levels, To be successful in this endeavor the Agency
must more sharply define its needs, In any event, there should certainly
be brought into being some form of rotation in executive positions within
directoratzs and where appropriate between directorates in order to
develop ?rof@ssioﬁals with broader bases of experience. Such rotations
would open up new percpectives and provide new insights essential to an
executive development concept. Extension of rotation to include other
departments of the Government, particularly the Departments of Defense,
and State, pose significant collateral benefits for CIA,

7 Any executive developmernt concept should include the
creation of aa executivs carecr service under the immediate aegis of the
DCL. This sarvice sheould be created as soon as possible and should
include senior echelons of the Agency, except specialists so uniquely
qualified that they can and should be excluded from a general executive
program. This exzcutive cadre should have a regular inflow of office'rs
identified as having exccutive potential. The latter, by assignment to
the execative career service, automatically would be assured of gppor-
tunities for rotational assignments, executive training, and appropriate
consideration for senior executive jobs within their own and other directorates,

4
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A senicr training program sheuld also include, as it has o a limited
degree in the past, exposure to certain of the disciplines found in the
Senior Seminar in Foreign Policy of the Foreign Service Institute and
in the National War College.

8. We recognize that there are orvganizational difficulties
that would hamper the development of an executive careser service par-
ticularly as it appli@é to the concept of votation but recommend, non@;
theless, thaﬁ immediate attention be given to it. Inherent in any execitive
career sexvice weuld be the understanding that training would be more
rhandai:ory than permissive and that promotion to certain levels would
depend on successful compleiion of prescribed training.

9, In light of the retivement exodus from the ranks of the
present executive group of CLA whi ch will start in just a few years,
the Agency must address itself to the chailenges of professional-cadre
development with a ceriain sense of urgency. Thiu task lies primarily
in the years immediately ahead. & cannct be postponad, or attacked in
a leisurely seqaence without risk of sevicus adverse impect in the dacade
beyond.

10, Hand-in-hond with the recruitment of qualificd personnel
and the inatitution of realistic and well ordered training mechanismsgoes
the equally irnporiant tesk of selection-out and retirement. The Agency

must, beginning immediately, recognize that it cannot maintain a regular

‘ 5
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input of professicnals inte the Agency ard expect to kuep them unless it
takes steps to assure the orderly and timely promoticns that are inhibited
by stagnaticn at higher levals., There should, th@referg,, be a much
greater emphasis ai all levels of selection-out of individuals who fail

to m eet standards or who are otherwiss inadeguate, There should be

an efficient and thereby attractive out-placement systém for those eligible
for retirement ox for these who must change their careers. Serious
consideration should be given to CLA -sponsorad external training to
encourage such persons iv leave the Agency in a2 manner beneficial to
them and to the Agency.

L. The Agency should, firally, seek authoriiy for the estab-
lishmeat of o training complement of at least 10-15%. In doing so, it
would be following a practice routinely found in the military astablishments.
Any such complement that ClA pogs&assgd at one time has long since been
dissipated bacause of the need to respond to mouniing responsibilities
and mounting dem=znds on its human resources. The ceinstitution of a
tréimimg complement would assure a slender dut vitally impertant reserve
that we de not now enjoy. It would not only assure mcre orderiy and
planned tra_ining bit wouild alsc, in effect, creste a strength in depth to
sustain us az we meet crises that will fuzrther sirain our resources.
These crises and their drain on manpower have inhibited the training and
rotation thai good management requires.,

&)
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12, Over the next five years, approximately B people

over and a‘ékaove current authorized strength, will have to be recruited,
trained, and disposed throughout the Agency. Prudence dictates that

a large proportion should be acquired early in the period. The training
establishment ir being must be readied to expand; early critical attention
must be givean to the creation of professional career development mechanisms

of the type recommendad abeve if the Ageacy is to get and keep the skilled

careerists that it must have,
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MEMORANDUM FOR: Planning Group
SUBJECT:  Personnel and Training
The attached re-write of the monograph on Personnel
25X1 and Training was prepared by Mr. Kirkpatrick with the asgistance of
This paper should be kept with your package of documents
for the semi-finals,
Executive Secretary
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Subject monograph re-write
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Personnel and Training

1, In planning for the future the Central Intclliigence Agency
should recognize that its most valuable asset is the trained professional
cadre of career personnel. This has been developed over the years wiih
considerable effort on behalf of top management, the career service boaids,
and the Offices of Personnel and Training. The creation of the Junior
Officer Training Program in 1951 resulted in the development by the Agency
of a regular input of highly qualified junior officers in a program which
has been recognized as the finest of its kind in the U. 3. Government,
if not in the country but which should be enlarged and made even more
responsive to meet the need of the late 60's. As one senior Bureau of the
Budget officer recently put it, '"The CIA has the largest reservoir of high.y
trained and competent personnel in the Government.' It behooves us to
maintain it.

2, ‘In order to maintain this important reputation and to preserve
the top-flight quality of its personnel cadre well into the zecond generation
of CIA professionals and to assure a vital continuity of leadership, the CI4
must plan for and sustain a regular input of officer perscnnel, bota throusgh
the Career Training Program {(formerly JOT) and through lateral entry of
specialists and generalists at various lsvels. This cannot be & haphazard
program, but must be one which is scheduled on 2 regulax basig and for
which there must be stated goals and objectives. To be successful in this
endeavor the Agency must define more sharply what it neads for carcer
planning. The latter should certainly include some form of rotation withiz
the Agency in order to develop professionals with broader bases of experiznce.
It should include rotation to other departmentg-particularly the Departmenis
of State and Defense in which there are significant collateral benefits to
CIA=-and it should include the creation of an executive career service-undzr
the immediate direction of the Director.

3. While the Agency has made creditable attempts to improve
its managerial capacities, including executive training programs, it is
clear that this will not be enough for the future. An executive career
service should be created immediately which would include all of the senicr
echelons of the Agency except those specialists who are so uniquely quaiified
in a particular area that they can and should be eliminated from considex
tion for a general executive program. This executive cadre should include

vy
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all those at office chief level or equivalent and above. znd, further,

it should have a regular inflow of those individuals who are identified

as having executive qualities and who, uy assignmen® ic the executive
career service, will be assured of rotationsl assignments, executive
training and consideration for senior exccutive jobs it roughout the entir:
Agency rather than within one Directorate as now is lzrgely the case. W=
recognize that there will be initial resislance to this concept within the
Directorates, but strongly recommend that it be implemented by a
command decision at an early date afier the Offices oi Personne! and
Training have developed a plan for its im>lementation,

4, In order to ingure the continued input of aigh caliber
personnel, the Agency should plan for a more aggressive recruitment
program, and make use of the considerabls latitude of its authorities
to insure that CIA remains competitive in the increasingly vigorous
professional labor market. Greater use should be made of qualified -
senior personnel from the various componeats to recruit individuals of
the same skillg and disciplines. The Agency should pian to create a
holding mechanism for professionals similar to the one zlready in
existence for clericals ‘n order to avoid losing those posseswsing rare
skills while their security clearance is in process. The Agency should
recognize that there 'vill be some disciplines and skille which will con-
tinue in short suppl" and therefore it should, for exarnple, plan to develcs
'its own photo intergreters, through interaal training programsor devele -
more economisty Dy extending its use of University rezources. The Age.
should also plar to increase the rather limited latera! eniry at various
grades, particalarly in the DD/P, which faces a whole gpectrum of dewa:
cn its persorael resources in order to insu: = periodic injection of new it
new expertise and new blood for the good of Lhe Agency. We would note
most particularly in planning for the future tnat the Agency's image and
reputatica will continue to have a very direct effect on its ability to recruiz
people,

5. CIA must plan for increased emphasis on the development
of its professivnal personnel. While it is noted in the opening paragraph
oi this section that the Agency has achieved an enviabie reputation in thi.
field, we believe that in planning for the future there must be a broader
recognition of the need and a more systematic approach to professional
training, and that it should be more mandatory than permissive. The
Career Training Program should be expanded well beyond its present
objective ofDew CTs a year. In this connection the Agency should

3
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seek approval from the appropriate authorities for a training complement

of at least 10-15%. In doing so it would be following a practite routinely

found in the military establishment. This would not only assure more

orderly and planned training, but would also in effect crzate 2 strength

in depth to sustain us as we meet Turther crisis situaticns of the type that

have strained our resources and have inhibited the training and the rotat on
that good management requires but which we have found cannot be accomyp:ished
in the absence of an adequate training complement. The Agency should p’-ce-
increased emphasis on the midcareer program as a vehicle for identifying ——
these with the potential to become genior executives and 28 a basis for’

initial admission to the executive development program. The Agency

should plan also for an early creation of & senior trainirg program which

would include exposure to certain of the disciplines found /n the Senior

Seminarx in Foreign Policy of the Foreign Service Institute and in the

National War College. There should, in shori, be increased and more

planned training for executives. Under this concept, it st.ould be under-

stood throughout the Agency that promotion to certain levels will not be
forthcoming until certain training programs have been successfully

completed by the individual,

6. Finally, in planning its personnel program, the Agency
must recognize that it cannot maintain a regular input of qualified
\ individuals and expect to keep them in the Agency unleis it also has a
‘ planned program for selection out and for retirement in crder to prevent
\ stagnation at senior levels which severely limits promotion from within.,
‘ There should therefore be a much greater emphasis at all levels of
selection out of those individuals who fail to meet standards or who are
otherwise inadequate. There should be an efficient and thereby attractive
out placement for individuals who are qualified for retirement and there
should be CIA sponscred training for cut placement for them and for otkes
individuals who need to change careers.

7. The Agency must address itself to the challenges of profes-
sicnal cadre development with a certain sense of urgency, particularly in
light of the retirement exodus from the ranks of the present executive
group which will start in 1972. Not only the dictates of good management
require it but the clear need to maintain the vital continuity of our executivz
leadership require that a concerted, and well ordered emphasis be given fo
professional career development immediately.
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This is & one man paper. Though not all of the ideas are mine, this
particular synthesis is - hence there is only one responsible for the ideas
expressed.

In the interest of brevity and provocation this is bare-bones,
articulated enough to give form to the skeleton, but unfleshed.

I
The Agency cannot expect to remain immune €0 nor avoid théﬂi;b}essional
manpover shortage in the country.

The next generation of executives and managers in the Agency will be
unprepared for their responsibilities.

The career service system is an excellent management tool but nothing
more.

Personnel mansgement policy and personnel training policy are not
separable, though orgenizational separation has been permitted for various
historical reasons.

II

The current exercise is the first attempt at Agency-wide long-range
planning in the personnel and training area. Out of it must come a system
for planning personnel input. We are now planning for the cycle which begins
this fall and there are no hard plans for FY '67 to say nothing of the years
beyond '67. We must also establish a system - not Just a policy - for
employee development, with primary emphasis on executive development, but
including skills, particularly language. Finally, we need to provide for
the casualities of change - those who are technologically or organizationally
displaced.

III

Even & casual reading of the back of Sunday edition of & metropolitan
newspaper is convinecing that there is now, today, a professional manpower
shortage. The professional help wanted ads can be measured in pounds
rather than column inches. Our experience in recruiting - whether it
be economists for ORR, photogrammetists for NPIC or astrophysicists for
DDS&T - attests to the same fact. (We think we may be running into the
same thing even with stenographers!) In the past we d4id well. We got

S-E-C~R-E-T '‘and declassification.
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pretty well the pick of the pack and in the numbers we needed. This is

no lenger the case - and not because our image is dulled or because we

are not working as hard at it. There aren't enough to go around, and the
competition is smarter as well as greater, and; the very developments which
sharpen our requirements are sharpening those outside:

I shan't assume a program adauétment for I don't believe we need to
cut the pattern to fit the cloth. But we may well have to do with different
cloth. :

Let me start by positing a training/hiring policy. We should expect
a professional whose particular discipline is not unique to CIA to come to
us fully prepared professionally, peeding only perhaps four to six weeks
orientation and indoctrination (miserable words but they do have currency). .
We should, on the other hand, expect to provide the training - call it '
vocational if you will - for those areas in which the disciplines are, if
not unique to CIA, at least uncommon elsewhere and not taught by the schools
of the country. I avoid "colleges and universities" for we are concerned
with technical disciplines, too. Lest this lead to too narrow a view,
note that the Clandestine Services are not alone in needing skills peculiar
only to the Agency. More and more, Communications is finding that the
Armed Forces are not training and discharging Communicators with the breadth
of skills needed by the Agency. (How convenient that was!) In-house training,
wider and longer, must be the answer. I would suggest that the NPIC problem
is not merely that the cream has been skimmed from the available sources,
but perhaps more likely, that the technological explosion is taking place
inside their own shop and that nowhere outside can & man get the training
or have the experience to meet fully NPIC's qualifications.

' With the distinction between professional and vocational training, the
Agency training policy should be to provide, with our own facilities, only
that vhich is peculiar to us and to buy the rest. It would undoubtedly
be cheaper, and would not require facilities and staff which are relatively
inflexible - incapable of ebbing and flowing with demand. Note from the
earlier argument that the need for in-house training may be one of degree -
as well as kind.

While we hold to the principle that professionals should come prepared,
we must for the near term, accept those with good basic qualifications and
foot the bill for the necessary additional academic work, Just as we must
provide the training in the arcane arts.

This leads me to the Career Training Program which I believe is out of
step with the times. With the exception of lateral entries of middle and
senior grade professionals, the CTP has become, by agreement, the primary
source of professionals. Yet the selection standards are those to be
expected were ve looking only for potential GS-lS's and higher. If this
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were to continue we would become & tribe of chiefs and frustrated would-be
chiefs. I believe we should be hiring potential 12'32 ij's, and 14's as
well. The program should be raised in increments to a year, emphasis
should be on interest, drive and motivation with a m: requirement of
an AB degree. I would not insist that the academic record be unblemished
but that there be evidence the applicant had found himself. I would main-
tain a minimum on ordinary intelligence, though perhaps not as high as at
present. We should expect to lose, by their action or ours, a fourth to a
third during training or the first couple years. Further, the CTP course
for the DDI or DDS&T professional should be the minimum necessary to generate
identification with the Agency and make him aware of his role in it -- the
four to six weeks mentioned earlier. Those who were to receive operations
or support training would be held for the necessarily longer time.

Iv

Most of the present executive group (GS-15/18) were born within the
second decade of this century. The average age of all GS-13's is only six
years less than the average of all G3-17's. If age is the sole determinant -
and it is thesp’gibn;‘ary one - most of the present 15's, 16's and 17's will
retire withina A’iwo year period. Granted that averages hide the spread of
ages for any grade, but the essential fact is that the next generation of
executives will not have had a chance as a group to prepare themselves for
their new responsibilities, unless we do something about it, now. The
retirement exodus for the present 15's and higher will start in 1972 and
be over by 1977. The natural process of evolution and self-gelection
produced the present executive group, most of whom have held senior positions
for ten years and will for another five or ten. But vhere is the present
b year old GS-13 (that's the average) going to get his experience? Or
will he be the next executive?

When the military services prepare their officer ceiling figures,
they allow for training losses. In other words, the total exceeds operating
requirements by the number planned for training. The Agency has a device
on the books which would permit such an allowance - the Development Complement .
For & short time we used it, at least in some components, for that purpose.
Soon, though, the allowance was frittered away, and now with vworking positions
matching ceiling, there is no slack and training assignments come out of our
hide. I offer no solutions here but believe that more courage than imagi-
nation is needed. '

v

I have recently become concerned with what I think is a semantic
trap we have laid for ourselves. Unhappily, :lm silent when I sought

S-B-C-R-E-T 19roup I i
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support for my thought that profession and professional, though of common
root, are indeed of quite different meaning. By 'profession) I would mean
that particular discipline in which one was formally trained and which he
might apply to any of several purposes, while by 'professional' I would mean
a high level of skill on a job. Thus a graduate of a lav school is by
profession a lawyer whether he be an attorney, counselor, solicitor or
advocate and whether he has hung out a shingle or works for the Department
of Iabor. Whether he would be accorded the adjective 'professional’ is
another matter. My concern is that this confusion has led to confusion

of thinking about "Career Service."

The attempt to put economists, computer programmers, astrophysicists,
field case officers and nurses under & single tent flying the flag "eareer
service” and thereby, in some miraculous fashion, give them a common identity
is to deny the substance of their chosen disciplines. This 1s not to deny
that they all take pride in applying their various skills to the Agency's
task and intend to make a career of their CIA employment. Grouping people
by like functions (Career Services) for the purpcse of management makes
good sense. In fact, other Agencies think so well of the idea that thay
have come to us for help in setting up similar systems. The principle is
particularly effective in the Support services where so many serve in other
components. But I suggest that the lengths to which we have attempted to
push the idea of Career Service - that is, to the point of a single all-
encompassing, all-purpose profession - has created management problems and
that the sooner we back-off, the better. We are in fact but a collection
of many professions all trying to be 'pros' in the practice of intelligence.

VI

My last point - that of the inseparability of the management of
personnel and the training of personnel - has by now been established if
you accept my earlier arguments. Whether & marriage of the two organizations
is: necessary, possible or wise may be moot but there can be no question that
a singleness of policy and execution is essential. The policy must be
Agency policy, derived from informed planning, understood, accepted and
defended by the total command structure.

iGroup I i
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CENTRAL INTELLIGENCE AGENCY SCIENTIFIC RESEARCH

I. Missicn-Oriented Research, '"Mission-oriented" means

to carry out research efforts along functional lines rather

than by organization or discipline. Research on the process

¢Z human perception

though basic in natuTe, provides the building blocks for dg—

velopment of systems to support the National Photographic In-

25X1

terpretation Center, DD/2, and other groups and in this sense

is mission oriented, I

II. In-House Research., The most difficult part of research

is proper identification of the problen, Government, industry,
and university research groups cannot provide us with the kind
of as§istance we need unfil we are prepareé to study in depth
the nature of our problems and assist in the translation of
these problens into‘technically feasible solutions, This will
undoubtedly require some in-house research but should not im-
Ply the establishment of 2 number of laboratories or indeed any
laboratories until it is abundantly clear that it is necessary

and that it will be necessary for many years (see ADP and

S-E-C-R-E-T
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Analysis monograph).

III. External Research. The keystone of our research .
philos0phy'shouid be that we use the resources of other fed-
eral agencies, industries, and universities and that we "piggy-
baqk” on their research to the greatest extent possible. To |
this end we have.devoted a major part of our time for the pur-
pose of establishing a network whiéh connects us with nafional
research and development. This includes access to Department
of Defense, Defense Documentation Center, Scientific Informé—
tion Exchange, National Institutes of Health, National Science

Foundation, Atomic Energy Commission, and other government re-

gearch programs. The products of this network include research,

reports, and periodic meetings with key research and development 25X1

pesrsonnel. The university research community

and the various scien- 25X1
tific advisory committees throughout the government. There are o
hundreds of leading scientists in the university environment
who are in direct and often frequent contact with us. Expanded
contacts with industrial research groups are at an early stage
but are accelerating rapidly as industry becones increasingly
aware of the Agency's research and deQeIOpment mission. Security
restrictions in some cases prevent us from disseminating re—.
~>quests foi‘proposals in the usual sense, but we have asked in-
e dustrial organizations to submit informal ideas to us for con-
‘ 2‘
o S.E-C_R-E-T
Approved For Releake 2005/05/20 : CIA-RDP76B00d952R000100020001-6

25X1

P A s i A - st v . “ . e MR T e IR L e 1§

JEINS R N R R e




25X1

E&3

-

[

kd

-

e

Approved For vase 2005/05/20 : 9IA-R‘£)P7680095 0100020001-6

S—-C-R-u-1

PG-D-13/3

sideration and discussion before the submission of formal
proposals. This has led to many fruitful discussions with
industrial research groups without the necessity of their
spending large sums of money for proposals which might not

be of interest to this Agency. This is not to say that our
contacts should not be broader nor is it to suggest that we
have our fingers on all research under way in the United
States. It should be pointéd out, however, that a certain de-
gree of discrimination is neéessary as in other fields and

that it is possible to select and maintain contact with key

individuals in a given field who, in turn, can guide and direct.

us to the appropriate research activities in their general

~area of knowledge.

IV, Research Versus Development. This Agency, like De-

partment of Defense, National Aeronautics and Space Administra-
tion, and others, tends to lump research and development to-

gether. In most cases the funds for development far outweigh

those for research. There is a distinct danger that the pres-

sures to produce quick solutions to complex problems lead to
the impovérishment of research. It is often accompanied by a
reluctance to terminate a development program (Russian prd—
verb: "The better is the eneny of the good."). This Agency
must establish and protect a small percentage of its budget
for research which is not to be diverted to the day-to-day

3
S-E-C.R-E-T
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technical requirements,

At this time very little research is being supported
by this Agency, probably well under 1 per cent of the total
operating budget of the Agency. Indeed the present budget
breakdown by programé and projects does not distinguish be-
tween research énd development currently under way in such
organizations as the Office of Communications, Office of ELINT,
Office of Research and Development, National Photographic
Interpretation Center; ana Technical Services Division of
DD/P. The time has come when the Agency must focus attention
in a more organized way on those key research problems neces-

séry for the achievement of the Agency's objectives.

Recommendation, Budget submissions and records must

identify funds allocated to research as distinct from develop-

ment.

V. Key Areas for Research, A few of the critical areas

for research in behalf of the Agency's objectives have been

25X1 o
identified, ' 25
Vi, Control of Research. Research by its nature requires
4
S-E-C-R-E-T
25X1
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long term support and continuity and shbﬁld be undertaken
only in high priority areas where results are applicable to
several components of the Agency. Research funds should be
budgeted for and alloéated centrally within the Agency to
ensure that research programs are viable, coordinated, not
compeﬁiiive, and are responsive, . Research funds may be allo-

cated to those components best able to carry out the programs.

Recommendation, Research funds should be budgeted

and allocated centrally.

VII. Level of Research. Experience in private industry

and government indicates that 3 to 5 per cent of the operating
budget is a reasonable investment for research. The Agency's
lack of experience or criteria necessary to determine the level
of research dictates that our research program be re-examined
frequently in the light of future needs as well aslresults of
research undertaken by other government and private organiza-

tions,

Recommendation,., The Agency should 23

per cent of its operating budget for scientific research in

»

reas critical to the accomplishment of Agency objectives. . The

Fad

avel of research effort should be re-examined at frequent

intervals,

5
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AGENCY RESEARCH

Summary

Agency research must be mission oriented, Both in
funding, organizatioﬁ, and definition it must be insulated
from development even though the separation will not in all
cases be clean and exceptions may be necessary as in the
instance of sensors for overhead reconnaissance (see mono-
graph on overhead reconnaissance). ORD should be respon-

2 sible for the control of research funds to insure that the
programs are viable, coordinated, not competitive, and yet
are responsive to the highest priority problems in support
of the DCI, This does not mean that all research will be
carried out by ORD since case by case it may be necessary

to allocate funds to other offices. The funds now assigned

5X1
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Discussion

Mission Oriented Research. Research on the process of

human perception of a visual image or auditory signal, al-
though basic in nature, provides the building blocks for

development of systems to support NPIC, DD/P, and other groups.

In this sense, it is mission oriented.

Research Versus Development, This Agency, like DOD, NASA,

and others, tends to lump research and development together.
In most cases the funds for development far outweigh those
for research., There is a distinct danger that the pressures
to produce quick solutions to complex problems lead to the

impoverishment of research. It is often accompanied by a

~reluctance to terminate a development program (Russian pro-

verb: '"The better is the enemy of the good."). This Agency

must establish and protect a small percentage of its budget

for research which is not to be diverted to the day-to-day

13

technical requirements,. i
X i

At this time, there is very little research undertaken by

the Agency, perhaps as little as .7 per cent of the total

2
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operating budget for the Agency. That which is being done
is scattered through ORD, OEL, NPIC, Commo, and TSD, To
identify projects which are research would be difficult in-
deed since the exigencies of budget presentation often

dictate that we provide a '"cover story" for research in order

to make it appear as development with a high priority. The

time has come when the Agency must focus on a few key re-
search problems as, for example, those indicated in the fol-
lowing paragraph.

Key Areas for Research, There are a number of critical

areas for research which can be identified.

Control of Research, Research by its nature requires long

term supporf and continuity. Research should be undertaken
oniy in high priority areas=where results are applicable to
ma?y parts of the Agency. For these reasons, reseérch funds
shbuld be centralized in one organization within tﬁe Agency

to be allocated for the solution of problems of common interest

3
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by those best able to carry it out.

Level of Research. A proposal that three to five per

cent of the operating budget be set aside forufesearch seems
to be a reasonable one but should be re-examined frequentlyv
in the light of future needs within the Agency and results
of research undertaken by other government and private or-

ganizations,

In-House Research., The most difficult part of research

is proper identification of the problem, Government, indus-
try, and university research groups cannot provide us with

the kind of assistance we need until we are prepared to study
in depth the nature of our problems and assist in the trans-
lation of these problems into technically feasible solutions.
This will undoubtedly require some in-house research but
should not imply the establishment of a number of 1aborat9ries
or- indeed any laboratories until it is abundantly clear that
itiis necessary and that it will be necessary for many years.
(Sée ADP and Analysis monograph),

External Contracts., The cornerstone of our research

i

philosophy should be that we use the resources of éther federal

agencies, industries, and universities and that we '"piggyback"
H 1

on their research to the greatest extent possible.§ To this

end we have devoted perhaps 50 per cent of our time for the

4
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purpose of establishing a network which connects us with
n;tional research and development., This includes complete
access to DOD, DDC, SIE, NIH, NSF, AEC, and other government
research programs. The product of the network includes not

only research reports but periodic meetings with key research

and development personnel, The university commuhity'

and the

various scientific advisory committees throughout the govern;
ment. There are hundreds of leading scientists in the uni-
versity environment who are in direct and often frequent
contact with us. Expanded contacts with industrial research
groups is at an early stage but is accelerating rapidly as
industry becomes increasingly aware of the Agency's research
and development mission, Security restrictions prevent us
from disseminating requests for proposals in the usual sense,
but we have asked industrial organizations to submit informal
ideas to us for consideration and discussion before the sub-
miésion of formal proposals. This has led to many fruitful
d1scuss1ons with 1ndustr1al research groups without the neces-
51ty of their spending large sums of money for proéosals which
mlght not be of interest to this Agency. This is pot to say
thét our contacts should not be even broader nor ié it to

suggest that we have our fingers on every piece of research
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under way in the United States. It should be pointed out,
however, that a certain degree of discrimination is neces-
sary as in other fields and that it is possible to select

and maintain contact with relatively few individﬁals in

a given field who, in turn, can guide and direct us to the

appropriate research activities in their general area of

knowledge.,
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But Is the

My subject is the conncction be-
tween the university, particularly the
scientific university, and society. Inso-
far as this connection aflects the uni-
versity’s interests and its manner and
style of teaching, I am concerned
with the question, “But is the teacher
also a citizen?” The tensions and con-
tradictions I sec in the relation be-
tween the modern scientific university
and society are much the same as
those described by others, but I de-
scribe them in a slightly different lan-
guage, a language that comes from
my own nonuniversity world.

Perhaps I should explain what this
tanguage is. 1 come from a large gov-
crnment laboratory. The laboratory
organized into 16 scicntific divisions,
cach of which is concerned with a
particular scientific discipline—that is
cach is

’
“discipline-oriented.” But the
primary purposc of the laboratory is
to accomplish applied missions—de-
sulting the sca economically, or pro-
viding an inexhaustible, cheap, cnergy
source, or alleviating radiation disease.

The author is director of Oak Ridge National
Laboratory, Oak Ridge, Tennessee. This article
is based on a paper presented at the session
“Whither the university?” of the Purdue Univer-
sity Symposium on Science and Public Policy, 14
April 1965, and as one of a series of lectures on
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Also a Citizen?

Alvin M. Weinberg

The laboratory as a whole is “mission-
oriented.” Thus our laboratory, like so
many other institutions, has a dual
structure—organizationally it is “dis-
cipline-oriented”; functionally it is “mis-
sion-oriented.” To accomplish each mis-
sion we establish projects which cross
divisional, disciplinary lines. A large
project can involve a dozen divisions.
This  “mission-discipline  duality” s
evident in many social structures, not
only in large laboratories. I see the
relations between the university and
society in terms of this duality.

The Mission-Discipline Duality

Our society is “mission-oriented.” Its
mission is resolution of problems aris-
ing from social, technical, and psycho-
logical conflicts and pressures. Since
these problems are not generated with-
in any single intellectual discipline,
their resolution is not to be found
within a single discipline. Society’s stan-
dards of achievement are set pragmati-
cally: what works is excellent, whether
or not it falls into a neatly classified
discipline. In society the nonspecialist

and synthesizer is king.
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sum of the viewpoints of the separate,
traditional disciplines that constitute it.
The problems it deals with are. by and
large, problems generated and solved
within the disciplines themselves. Iis
standards of excellence are set by and
within the disciplines. What deepens
our understanding of a discipline is
excellent. In the university the special-
ist and analyst is king.

The structure of the discipline-orient-
ed university and the structure of the
mission-oriented society tend to be in-
congruent. Moreover, as the disciplines
making up the university become more
complex and elaborate in response to
their own internal logic, the discrep-
ancy between the university and so-
ciety grows. The university becomes
more remote; its conncction with so-
ciety weakens: ultimately it could be-
come irrelevant. The growth of this
discrepancy appears to me to be a

central problem in the relation between

the umversrty and society. It poses ma-
jor difficultics for the university pro-
fessor, especially in the natural sci-
ences, who views his responsibility as
a citizen broadly.

Harvey Brooks, dean of engineering
and applied physics at Harvard Uni-
versity, put the matter with his usual
incisiveness (/):

The . . . issue is the relationship between
science and technology in education. The
original concept of an engineering school,
as of a medical school, was an association
of practitioners who used the benefit of
their varied experience to teach young
people. This tradition is somewhat main-
tained to this day in the field of archi-
tecture, but in both medicine and engineer-
ing the importance of the underlying sci-
ences has become so great that medical
and engineering faculties are increasingly
populated with basic scientists who do
research or teaching in sciences which
are relevant to but by no means identical
thh the practice of medicine or engincer-
ing. The old form of teaching primarily

00952R000100020004 6 engineers .was

found wanting because practical knowl-
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cdge was too rnpidlyﬁsﬁi gﬁ' sol
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coutd not be fully absorbed or apprecmt

by the muaturc practitioner. Yet in the
wrocess something of the spirit and at-
dtude of the skiilled practitioner was lost,
particulurly lis seillingness to déal with
prodlems whole rather than in terms of
the individual contributing disciplites. . . .
fn medicine this problem has been par-
tially met by the teaching hospital, but in
vrgineering the snalog of the teaching
hospital is the big engincering develop-
meat laboratery in industry. How. then.
it the spirit of applied science and engi-
neering to be retained in engincering edu-
cation? The intellectual found‘nilons of
engincering lie increasingly in the basic

seences: inevitably engineering faculties
with gontain lurge numbers of' people
winse way of thinking is more akin to

ur ne scientist than the éngineer.
wese people who will develop many
of the technicues which will be iused by
r of the future. And it is their
knowiedge, not that of the current en-
gineer, which the student will be using
ten years from now. The reconciliation
of these two necessary attitudes ‘of mind
in the process of engineering education is
the central dilemma of the field today.

The Trend foward Purity i

Though Brooks's critique is 'directed
mainly ar the engineering schobl. what
he says has wider relevance. The uni-
versity’s  disciplinary vicwpoi;nt and
cven organiziior creatc many points
of tension between the univerbity and
the socicty in which it is embedded.

Onc is the tendency toward, increas-
ing purity, especially in the isciences
and most notably in mmhcn:mtics. 1
would mcasure “purity” of a) branch
of scienge by the degree to w;hich the
phenomena studied are of intrinsic in-
terest to that science or arel of ex-
trinsic interest. In the first instance the
science is more pure: in thc; second,
where the motivation is to understand
phenomena which lie outsiide the
branch, the science is less pure. Thus
I would divide science into “pure” or
intrinsically motivated, and “applied”
or, morc broadly, extrinsically moti-
vated. For example, applied science (in
the usual scnse of the term) 'seeks to
clarify some aspect of. say, éngincer-
ing or medicine: we study thel chemis-
try of molten fluorides at Oak Ridge
because we wish to build a reactor
that uses molten fluorides; or we study
certain viruses because these vifuses are
implicated in certain kinds of leukemia.

Extrinsically motivated science also
includes those sciences that are pursued
in order to deepen our understanding

of some other bA&ﬂered«ExprpBl%lea&e 2R03(0r420 -»\QJAaBQBZﬁ@OQ&ﬂR&
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ear physics that are studied pri-
marily to elucidate the origin of the
clements rather than the structure of
the nucleus would, in my usage, be
termed “extrinsically motivated.” On
the other hand, the study of elemen-
tary particles, originally motivated by
our desire to understand the nuclear
force, now develops with a logic and
urgency of its own dictated by the in-
rrinsic  interest and beauty of the
phenomena occurring at very high
energy. I would therefore call elemen-
tary particle physics “pure.” Of course
it is in the nature of “pure” science
that the light it eventually will shed
on other branches of science or tech-
nology is to some degree unpredictable;
vet at any given time I believe one
can often make a judgment of relevance
on the basis of the motivation of those
practicing the science. Thus, many nu-
clear physicists who measure capture
cross sections make no bones about
their primary motivation—it is to help
the astrophysicist understand stellar
nucleosynthesis better, rather than to
help themselves understand the nucleus
better.

At its inception nearly every science
is extrinsically motivated—that is, it
seeks to explain questions that were
originally part of some other branch
of human interest, usually, though by
no means always, some practical mat-
ter. Mathematics originated because
men had to measure, weigh, and count
to -maintain an organized economic
system. The study of thermodynamics
started from Carnot’s interest in steam
engines. Pasteur’s science of bacteriolo-
gy began when he tried to prevent

French beer and wine manufacturers’*

products from turning sour. Group
theory was invented by Galois as a
means of studying the properties of
algebraic equations. So to speak, nearly
every “pure” science starts as an “ap-
plied,” or at least as an extrinsically
motivated, science. .

And, indeed, in previous genera-
tions the distinction between pure and
applied science was less pronounced
than it is today, The three great-
est pure mathematicians—Archimedes,
Newton, and Gauss—were also great
applied mathematicians; to these one
can add the three greatest pure mathe-
maticians of the 20th century—Poin-
caré, Hilbert, and von Neumann—
each of whom was also a great applied
mathematician. Pasteur, the foun

5 0‘&%62@“‘“6 was equally at
ﬁg in applied and basic physics.

Similarly, the distinction between theo-
retical and experimental science was
much less sharp two gencrations ago
than it is now. Maxwell did experi-

‘ments as well as construct theories.

But daughter sciences, once they bud
off the stalk of the parent science,
acquire a separate existence, grow, and
luxuriate. In the process these offspring
generally become purer and narrower.
The parent stalk had closer roots in
the original questions posed by some
urgent need: in chemistry, the need
to extract metals, or to find the elixir
of life; in mechanics, to build more
accurate missiles; in astronomy, to pre-
dict the seasons. But, today, many
pressures compel the daughter science
to become purer, especially when the
science is pursued within the univer-
sity.

To wunderstand how this comes
about, I remind you that every scientist
or, for that matter, any intellectual
creator, in plying his trade, tries to
choose for himself problems that are
both soluble and important. The im-
portance of a problem is judged, by
the scientist, by the bréadth of added
understanding its solution affords. The
discovery of the second law of thermo-
dynamics was important because it or-
ganized so many otherwise disjointed
elements of physics and chemistry. Its
discovery was much morc important
than, say, the discovery that light re-
flected at the Brewster angle is com-
pletely polarized, since the latter dis-
covery- affects a much narrower seg-
ment of related science or technology.
The “important” questions often tend
to be posed as much from without as
from within a given narrow field of
inquiry. The solution of . an “im-
portant” problem tends to reinforce the
relation between a scientific discipline
and the disciplines to which it is re-
lated. In this sense, the “important”
questions are broad—they tend to be
extrinsically motivated.

Unfortunately, the “important”
tions are often the most intractable
ones, and therefore most of science
is concerned with “soluble” problems,
not “important” problems. We do not
know how to create a controlled ther-
monuclear plasma; we therefore study
aspects of plasmas that are tractable
rather than necessarily relevant in the
hope that our added general knowl-
wxll eventually help us make prog-

oal of controlled

ques-
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fusiod. But in the process the science
of , piasma physics becomes “purer.”
So, in geacral, the strategy of pure
science s always to deal with soluble

problems which, by their nature, tend
0 be narrow in impact. The “im-
probfems are skirted until
cacugh soluble problems have been
sclved to permit a successful attack
on the impnriant problems.

structure and purpose of
the university accentuate the pressure
towurd purity. For the university’s pur-

portunt”

3
The sccial

posc i not o solve problems that are
sct from outside a discipline. The uni-
versity i3 w0l mission-oriented. Its pur-
pose ir . create and encourage the
ineeilectual life per se. If a scientific
diseipline sets off on an independent

Sotang, separate

plicd porent, it

from its original ap-
tends, in the university,
greater purity and remoteness
simply because there are few counter-
vailing pressures there. In the university
it is improper to ask of the scientist,
“What is the relevance of what you are
doing to the rest of the world or cven
to the rest of science?” The accept-
able question i ~"What do your sci-
entific peers, who view your work
with the -amie intellectual prejudices as
you. think of youe work?”

The process ieading toward greater
purity and remoteness was described
with oxquisite perception by John von
Neunuwnp, though it had been dis-
cussca previously by David Hilbert (2).
Spcwki:w of the development of mathe-
muatics, von Neumann put it (3):

lowara

As & muathematical discipline travels from
its cmpirical source, or still more, if it
is a sccond and third generation only in-
directly inspired from ‘reality’ it is besct
with very grave dangers. It becomes more
and more pure acstheticizing, more and
more purcly lart pour I'art. This need not
be bad if the field is surrounded by cor-
related subjects, which still have closer
cmpirical connections, or if the discipline
is under the influence of men with excep-
tionally well-developed taste. But there
is o grave danger that the subject will
develop along the line of least resistance,
that the stream so far from its source will
scparate into a multitude of insignificant
branches, and that the discipline will be-
come a disorganized mass of details and
complexities. In other words, at a great
distance from its empirical source, or
after much abstract inbreeding, a mathe-
matical subject is in danger of (kgencra-
tion. At the inception the style is usually
clussical: when it shows signs of becoming
baroque, then the danger signal is up.

. whenever this stage is rcached, the
only remedy seems to me to be the re-
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ecessury condition to conserve the fresh-
ness and vitality of the subject a2nd that
this will remain equally true in the future.

Von Neumann’'s plex for greater uni-
ty in the mathemaiical sciences has
been taken up by others, notably Mark
Kac and Richard Courant, who see
grave danger in the trend toward super-
purity, abstractness, and remoteness.
Kac speaks of the professional purist
in mathematics; Courant speaks of the
“isolation that threatens every pursuit
of science—certainly very much the
pursuit of mathematics—this isolation
can be very stifling.” The trend toward
isolation that has marked modern
mathematics seems to me to have in-
vaded the empirical sciences, and pos-
sibly even the social sciences, and for
the same reasons. For example, the
nuclear structure physicist today con-
cerns himself with subtler, more deli-
cate questions about nuclear structure
than he did 20 years ago. And just be-
cause the questions are subtler, and
more detailed, they tend to have less
relevance to the fields of science and
technology that surround nuclear struc-
ure physics. The language of the nu-
clear structure physicist becomes more
sophisticated, his techniques more spe-
cialized. His ability to communicate
with his colleagues in surrounding
fields becomes impaired; and, insofar
as what he studies becomes of less
rclevance to the fields in which his
own field is embedded, his own field
becomes purer.

The Denial of Science as Codifier

The other major danger I see in the
development of science in the univer-
sity is the tendency to downgrade sci-
ence’s role as codifier of human knowi-
edge. Science traditionally has two
aspects: it is on the one hand a tech-
nique for acquiring new knowledge; it
is on the other hand a means for or-
ganizing and codifying existing knowl-
cdge, and therefore a tool for applica-
tion. Both aspects of science are valid.
The discovery of SU,; symmetry does
not in the slightest detract from the
importance of the second law of ther-
modynamics. This law, with its enor-
mous power as an organizing principle
for much of existing chemistry, though
discovered more than a century ago,

much ‘“science”

00100020001-6

p Po scicnce as scarch at the ex-
pense of science as codification, and
for many of the same reasons it drives
science toward fragmentation and puri-
ty. The codified parts of scicnce are
often most useful in the neighboring
sciences, not in the science in which
the codification originally took place.
X-ray crystal analysis sprang up in
physics; most x-ray crystallographers
nowadays work as chemists, metallur-
gists, or even biologists. Thus the uni-
versity's disciplinarity, its tendency to
deal with pure problems that are in-
trinsically motivated, reduces its con-
cern for science as codification; such
science has already been by-passed by
the researcher in the field.

The pressure to do research rather
than teach accentuates the denial of
science as codification, Much has been
said about the conflict between re-
search and teaching in the university.
As I see it, at least part of the con-
flict amounts to a philosophic judg-
ment as to whether science is the
search for new knowledge or the or-
ganizer of existing knowledge. In em-
phasizing research at the expense of
teaching one is implicitly valuing the
one above the other.

One by-product of this trend is the
waning of the tradition of scientific
scholarship. As our sciences become
more and more fragmented and nar-
rowly specialized, and as their connec-
tion with earlier, more general phases
of science weakens, the relevance of
what came before for the pursuit of
current . research decreases. For ex-
ample, it is possible to carry out re-
search on elementary particles without

-knowing much about nuclear struc-

ture. The taste for knowing the his-
torical origin and development of a
science wanes, partly because such
knowledge is unnecessary for prosecut-
ing current research, partly because
there is too little time and energy left
over after learning what is needed to
do the research at hand.

Implications: For Education

These two tendencies—toward purity
and fragmentation as opposed to ap-
plication and interdisciplinarity, and to-
ward rescarch and away from scholar-
ship—seem to me to portend trouble
in the relation between the university
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I am convinced that this was a
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The modern university tends to em-




These reforms started in the high
.heels but have pow been, exien
particularly n %W?‘é?dd‘io:\%
1 he grlude scnools, and in many
upward to the colicges. They
are relevant 1o my discussion. because
the reforms have becn instigated by
uwad they certainly re-
Hectual spirit of the uni-
certain of the aims of
reform, one can have
The new curricula try hard
interesting, and in this I think
they succeed: ulvo, they demand more
tort ang present more challenge
ofd. But, insofar as the new cur-
N captured by univer-
mathematicians  of
outlook, insofar as
ihe curricula reflect deplorable
mentaiion : &
maihe

Cnces.

SLANCCy

the university,
flect the inte
versity, With
the curricnium
W0 quarrel,
to he

than

have

sty weientists and

naccowly  puristic
frag-
tnd abstraction, especially of
insofar ws the curricula
deny science as Vodxﬁc‘mon in ravor of
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scien I consider them 1o
be duni:
The ! oworry  about was

brought home 'o me oy 2 distinguished
physice owraressor. According to him,
the mathematics department at his uni-
versity no the kind of
caiculus course which .cvelops power
ane o in handling
i Litls arc

!A)ﬂs\.: teaches

simple integra-

ently  too

appar

and i any oveat are no

needed wy one who wishes to

pursen & carcer as o rescarch mathe-
mualician, As Loresult. many physics
stucents are unable e do the mathe-
matics  which wtill is  important for
physics, even i+ not for marhematics.
This physics professor has therefore

writien 2 book on calculus which pre-
seints the traditional parts of the sub-
that have been by-passed by the
professionals, 1 think this ancedote illus-
trates both what is wrong with, and
what might be done to remedy. the
situation. The professional purists, rep-
resenting the spirit of the fragmented.
rescarch-oriented  university, got hold
of the curriculum reform and. by their
ditigence and aggressiveness, created

puristic monsters. But education at the
clementary level of a field is too im-
portant to be left entirely to the pro-
fessionals in that field, especially if
the professionals are themselves too
narrowly specialized in outlook. In-
stead, curriculum reform should be
strongly influenced by disciplines bor-
dering the .discipline being reformed.
The mathematics curriculum  should
receive strong cues from the cmpirical
scicnces and from engineering; the

ject

as well as from the neighboring sci-
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calculus

books, or engineering pro-
fessors writing pnsics texts, as long

as the physics prefessor knows eal-
culus or the cngineering professor
knows physics. And, indeed.
the counterrevolution in  curriculum
reform seem to be sprouting. In physics
a group at Harvarid under Gerald Hoi-
ton is irying to Jevise a curriculum
which views physicé as a more broadly
cultural activity than some of the other
curricula do. In mathematics a coun-
terrevolution also seems to be taking
place: for example. a group of 73 lead-
ing American mathematicians

3

stated:
to offer such subjects to all
students as could interest only the small
minority of prospective mathematicians
is wasteful and amounts to ignoring
the nceds of the scientific community
and of society as a whole” (¢). And
the American Council for Curricular
Evaluation has been organized to main-
tain "the intellectual integrity of our
schools”—that is, 1o scrutinize some of
our newer curriculum reforms.

Related to the trend toward purity
in curriculum reform is the relatively
poor place of applied science in the
universities. This matter has been em-
phasized by Edward Telier (5, pp.
257-266). He points out that most of
the money our government spends for
research and development goes for ap-
plied research: yet most of the prestige
and emphasis in the university goes
to basic science. The best scientific
minds go into basic, not applied, sci-
ence; and the social hierarchy of sci-
ence, reflecting the discipline-orienta-
tion of the university as much as it

does the intrinsic logic of the situation,

places pure science above the inter-
disciplinary applied science. Hans
Bethe, in speaking of the social re-
sponsibility of the scientist. has also
noted this denigration of the applied
sciences in the university. He exhorts
the wuniversity scientist to overconie
his prejudice against application and
especially urges him, as part of his so-
cial responsibility, to reaffirm the digni-
ty of applied science (6).

Implications: For Government

What are the implications of these
trends for government and society?
Our society increasingly is a product
of the university. As the university de-

sceds of

—it may be ncnrl\' as common, c¢ven-

8819“0\02b h school .diploma. is
outiook and point of view
socicty and of our govern-
ment becomes the outlook and point
of view of the university.

I want to make perfectly clear that
on balance 1 believe this to be enor-
mously good. The university is rational,
and its outlook is basically tolerant and
knowledgeable. For example, 1 believe

L our

our whole enlightenment in race rela-
tions would be unthinkable if anthro-
pological and psychological doctrings,

developed largely in the university, had
not penetrated society as a whole. One
must never forget that the Supreme
Court, in justifying its 1934 decision
on school desegregation, invoked a psy-
chological doctrine (psychic damage to
the scgregated child) that catches the
spirit of and was certainly nurturec
by the university.

But my purpose is to point out the
dangers to government, to society, and
to the university that lie in the lat-
ter's narrow disciplinarity. Thus uni-
versity's picture of science as rescarch
and denial of scicnce as codification
or as a tool deadens its taste for ac-
tion. Let me illustrate with the views
of Growth of Waorld Population, re-

leased Dby the WNational Academy of
Sciences in 1963, :o which 1 sub-
scribed at the time (7). The report

concluded that the overall task was to
achieve “universal acceptance of the
desirability of planning and controlling
family size.” The report then made
four major recommendations, which I
paraphrase:

1) Support graduate and postdoctor-
al training in demography.

2) Expand research laboratories for
scientific investigation of human repro-
duction.

3) Cooperate in international stud-
ies of voluntary fertility regulation.

4) Train more administrators of
family planning.

With none of these recommendations
can anyone concerned with the popu-
lation problem take issue. Of course
we need more research and more stud-
ies, as well as more administrators. But
such recommendations are, it now
seems to me, tangential to the main
issuc. They substitute research about
the problem of family planning for
action on the problem. Complicated so-
ciai problems such as control of family
proaing must be attacked with the in-
fo.:ination at hand even as we learn
more about them. And, indeed, the
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McElroy, who chaired Approved For

“Al-
agreement
think

issued #e repbrt, said recently:
though * I am still in full
with: these recommendations, |
the time has come when we must
move ahead cven without the addi-
tionul biological knowledge™ (8).

Nor is this instance an isolated one.
Panels that advise government, especial-
ly on matters having scientific impli-
cations (and what affair of government
these days does not?), are usually domi-
nated by university people, especially
those active in rescarch. What is more
natural than to recommend more re-
scarch as a kind of magical talisman
that will solve profound and complex
social problems? I was therefore much
impressed with the contrast® between
the recent study on heart. cancer, and
stroke, which proposed specific con-
crete action on the basis of the knowl-
edge at hand, and the many other
studices, such as the NAS study on popu-
lation, which display an inclination to
study rather than to do.

Even the choice of what things our
government decides to spend its re-
scarch funds on is now deeply in-
fluenced by the puristic university. In
carlier, and simpler, times the govern-
ment’s attitude toward scicnce was un-
sophisticated and inexpensive. First.
the nonscientific goals of the society
were ascertained by the political proc-

esst these goals by and large tran-
scended the goals of the university.
Thus. we had long s .ce decided that

national defense was 1 necessary goal;
or good public health: or better navi-
gation; or adequate physical and chemi-
cal standards. We then decided to sup-
port the science that scientists belicved
would help achieve these goals. How
much we spent on the relevant science
was determined by how important we
regarded the goals themselves to be,
~and this was a political decision. Tt is
truc that in recent years we have be-
come very relaxed over how relevant
4 science need be to warrant sup-
port: ncvertheless, the mission-oriented
agencies support basic science per se
largely as a justificd overhead expense
charged agninst achicvement of the
overall mission. Just as a good applied
labaratory does 2 fair amount of re-

lated basic science, so an enlightened
government agency supports a large
amount of relnted bhasic research. Bur

the cation of this basic
rescarch. &3 ir as society at large is
concerned. the achievement of

ultimaiz

some

finds that an eventual
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tungible

and palpable pay-off 3!’ scicnce was
strongly in the minds of those who
conceived the NSF.

The current active debate on  sci-
entific priorities bespeaks a change in
our viewpoint. Whereas in previous
times government support of science

was justified by its contribution to the
achievement of some nonscientific end,
we seem now to have accepted the
view that science deserves large sup-
port solcly for its own sake: with this
development no scientist can quarrel.
However, to my mind, the same pro-
fessionally puristic viewpoint that has
captured the elementary mathematics

curriculum seems to be prevailing in-

the present debate on scientific priority.
The debate at the moment centers
on the support given high-energy phys-
ics relative to that given other fields
of science. Now, high-energy physics
is at once the most elegant and, in a
the most fascinating branch of
physics. The new unitary symmetries
are beautiful to behold and astonish-
ingly unexpected. The high-energy
physicists themselves are brilliant and
dedicated. Because the field is rich and
exciting in itself it cerwainly deserves
support. 1 cannot, however, under-
stand the argument that high-cnergy
physics commands an urgency of sup-
port simply because, as Robert Op-
penheimer puts it, it is ‘“the convic-
tion of those who are in it that, with-
out further penetration into the realm
of the very small, the agony may this
time not end in a triumph of human
reason” (9). The agony Oppenheimer
refers to is surely not shared by all
of society, nor even by all scientists.
The question is why the intellectual
agony of this generation of physicists
needs to be relieved as quicklv as pos-
sible rather than being resolved. at a
slower place. by succeeding generations.
To me urgent support of a field is
justified only if that field is likely in
some way to solve a pressing human
need. The biomedical sciences merit
urgent support because out of them
come means of allevicting some of
man’s most primitive suffering—illness
and premature death. The social sci-
ences would merit urgent support inso-
far as they are aimed at helping solve
man’s social problems: unfortunately,
in my opinion, they do not at this
time seem ripe for great expansion. By
contrast, offers

sense,

. high-ener sics
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amines the original basis for establish-

human need.

QQJQO:Q%OQOH vﬁ\-cncrgy phys-
ics ong our country's highest-
priority basic scientific enterprises is a
manifestation both of the university's
deification of purity in science and of
its influence on what our society does.
High-energy physics is the purest
branch of physics. In the university
community it towers above most sci-
ences in prestige and in the caliber of
the students it attracts. That it should
be placed so high on our society's list
of things to be done attests at once to
the pervasiveness of the university’s in-
fluence on the society and to the way
in which fragmentation and concern
for disciplinary purity of the univer-
sity, when imposed on the “mission-
oriented” society, diverts the society
from its real goals. Our society is not
a university; the goals of our society
are not the same as the goals of the
fragmented and discipline-oriented uni-
versity. For the university to persuade
the socicty that at this stage in history
the university’'s own intellectual goals
and aspirations—remote, pure, and
fragmented—deserve the highest place
among the goals of the society is hardly
tenable.

Recapitulation:

The Imbeddedness of Values

My remarks have been a fuguc on
a single theme. T began by pointing
out that the wuniversity and socicty
are incongruent in that the university
is discipline-oriented and fragmented,
the sociefy, mission-oriented and
whole. T tried to show how the ecology
of the discipline-oriented university ¢n-
courages the rise of purism and spe-
cialization and the denial of scholar-
ship and application in science. I then
argued that these trends in the uni-
versities are affecting our elementary
curricula; are giving us poorer people
to get on with the applied work of
the day: are substituting research for
action; and are tending to impose the
scientific values of the fragmented uni-
versity upon society.

In every one of these trends I dis-
cern the same underlying issue: a fail-
ure to realize that no judgment of the
relative value of a universe can be
made from the narrow base of that
universe. Values are established from
without a universe of discourse; means
are established from within. Thus, our

ience _tends 5,@63: more frag-
ﬁ' puristic be-

cause its practitioners, harried as thcy




are by the social pressurzs of ths urni-
versity commuARfPr}QN'gqi ugr‘eﬁs

':"ir'xclination to view what they coh. o
a universe other than their own. They
impose upon the clementary curricula
their  narrowly disciplinary point of
view, which places greater value on
the frontiers of a field than on its
tradition, and they 1wy to pui across
what scems important to them. not
what is important when viewed in a
larger perspective. The practitioners
have no taste for application or even
for interdisciplinarity since this takes
them away from their own universe:
and they naturally and honestly try
to impose their style and their stan-
dards of value upon society, as when
they insist on rescarch instead of ac-
tion, or when they claim urgency for
matters whose urgency—that is, im-
portance—is largely self-gencrated.

For the universities, and for the
members  of the universities, I have
some recommendaticns though 1T put
them forward diffidenty. The univer-
sity must accord the specialist of broad
outlook the status and prestige it now
confers solely upon the specialist of
narrow outlook. Granted that speciali-
zation is “blessed” in the scnse that
only the specialist knows wnat he is
talking about: yet, if only the specialist
knows what he is talking about, only
the gencralisi knows why he should
talk at all.

Can the wmiversity combine the point
of view ¢ he specialist with that of
the generaist? Can it acquire some of
thc mission-orientation of the large
laboratory, vet retain its discipline-
oricntation intact? Can it truly be-
come interdisciplinary and whole, and
thus become congruent with society?

Several  possibilitics suggest them-
selves, though T do not pretend that
these  possibilities are panaceas. The
university could convert itself into the
National Luaboratory. This is surely go-
ing too far, even though mission-
oriented institutes are springing up on
university  campuses, largely T believe
in response to the contradictions that
I have outlined. The university cer-
tainly should not give up the freedom
and the individual autonomy of the
professor—the freedom and autonomy
he cannot enjoy when he enters the
mission-oriented institute. Thus, much
as 1 approve of the mission-oriented
institute, 1 value the professor’s stub-

-born fr:edom cven more, and so I
wouiad hate
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are intrinsic chiracteristics of the uni-
versity and a.c hardly susceptible to
change. The ucziversity jcses something
unique and oracious when it submerges
the professor’s jndependence to achieve
a commion scientific mission conceived
by administrators. But this means, sim-
ply, that some ;hings are not properly
done at the uiversity. For example,
the “important” probiems even in pure
science that transcend in difficulty the
capacity and sivle of the university,
like studies of genetics involving 200.-
000 mice, or modern plasma physics,
must be done outside the university.,
Moreover, the hasic research that coes
10 support such activities is properly
the business of institutions having such
responsibilities. Thus my plea amounts
to reasserting the validity of the Na-
tional Laboratory, with its shortcom-
ings that T know so well, as a home
for certain kinds of basic and applied
research, even as I emphasize the place
of the university, with its shortcom-
ings, in the sciextific society, The view
that federal support of basic research
is the university’s inalienable right and
that if competition with the mission-
oricnted institutions arises then the
university’s is the prior claim (as im-
plied in the recent Wooldridge report
on NIH, /0) to my mind ignores the
shortcomings of the university in ba-
sic research. There is an appropriate
analogy here between the two kinds of
institutions: the university and the mis-
sion-oriented luboratory.  Basic  re-
search is supported in the mission-
oriented laboratory to help the labora-
fory accomplish its mission. As Harvey
Brooks suggested (3, pp. 77-110), it
ought to be looked upon as a reward
for achievement of the laboratory’s
mission, especially since the basic re-
searcher is thereby given a stake in
achievement of the laboratory’s mis-
sion. Similarly, a case can be made for
giving the university, as an institution,
support for basic research as a reward
for excellence in teaching, since one
thereby gives the rescarch professor a
stake in the university's mission.

For in a sense the university, no
less than the laboratory, is already
mission-oriented if only it will accept
and recognize its traditional mission—
education of the young. And just as
the mission orientation of the National
Laboratory adds point and wholeness

P76B0095288 004 00020001 Biucation at the under-

graduate level should properly be less
professionalized and puristic than it is
at the highest levels. Just as ontogeny
recapitulates phylogeny, so elementary
education properly should recapitulate
the historic path of a discipline: its
connections with other disciplines and
with practical purposes, its origin, its
scholarship—in short, its place in the
scheme of things. If the university
takes undergraduate education serious-
ly. and does not look upon it simply
s attenuated  professional education,
the  university community will be
forced to broaden its outlook. The uni-
versity professor would, by enforced
contacts  with  young people whose
backgrounds "are diverse, surely be
obliged to relate his narrow profes-
sional interest to the rest of the world.
And in the process, as he becomes part
of the interdisciplinary real world, the
teacher ought once more to become a
citizen,
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Planning Group

I would recommend this recent
article from Science to all
members of the Planning Group
even though it is rather
lengthy. Dr, Weinberg has
expressed the concept of mis-
sion oriented research and
the role of R&D in support

of social needs better than
anyone I know. I also be-
lieve his remarks on basic
research and the trend toward
purity without codification
should be a warning to intel-
ligence as well as science. I
would particularly like to
call your attention to the
second paragraph on p, 606,
For those who are interested,
Weinberg also wrote an equallyj
stimulating article on Big
Science in an earlier journal.
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MEMORANDUM FOR: Planning Group

SUBJECT; Agency Research

Attached is a revision of the first paper on R&D (PG-D-13)

25X1 as revised by This should be placed

in your package of papers for the semi-finals.

25X1

Exécutive Secretary
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AGENCY RESEARCH

Summa.ry

Agency research must be entirely mission oriented. Both in
funding and in organizaﬁo"n it must be separated f;dm development even
though the separaﬁon will not in all casés be clean and exceptions rha.y
be neces.sary as in the instance of sensors for overhead reconnaissance
{see monograph on overhead reconnaissancse). ORD should be responsible
for the control of research funds to insure that the programs are viable,
not competitive, and are responsive to the highsst priority problems in
support of the DCI, This does not mean that all research will be carried
out by ORD since case by case it may be necessary to allocate funds to
other offices. The funds now agsigned to ressarch (as épposed to
development) are less than one per cent of the total Agency budget. In
the future we believe this fund should escalate to perhaps three to five per

cent of the budget.
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Diacussion

Mission Oriented Research. Research on the process of human

perception of a visual image or auditory signal, although basic in nature,

provides the building blocks for development of systems to support NPIC,

DDP, and other groups. In this sense, it is miseion oriented.

Research Versus Development., This Agency, like DoD, NASA,

and others, tends to lump research and development together, In most
cases the funds for development far outweigh those for research, There
is a dis;inct danger that the pressures to produce quick solutions to
complex problems lead to the impoverishment of research, It is often
‘accompanied by a reluctance to terminate a development program
{Russian proverb: '"The better is the enemy of the good. ") This Age:icy
must establish and protéct a small percentage of its budget for rescarch
which is not to be diverted to the day-to-day technical requirements,

At this time, there is very little research undertaken by the
Agency, perhaps as little as one to two per cent of the research and
development budget for the Agency. That which is being done is scattered

through ORD, OEL, NPIC, Commo, and TSD. To identify projects which

are research would be difficult indeed since the exigencies of budgel
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presentation dictate that we provide a cover story for research in order
to make it appear as development. The time has come when the Agency
must focus on a few key research problems as, for example, those
indicated in the following paragraph.

Key Areas for Research. There are a number of critical areas

for research which can be enumarated,

Control of Research. Rssearch by its nature tends to be more
generalized than development and requires long term support and
continuity. In addition, research should be undertaken only in high
priority areas where results are applicable to many parts of the Agency.
For these reasons, research funds should be centralized in one organization
wilthin the Agency to be used for the solution of problems of éommon
interast,

Level of Research. A proposal that three to five per cent of the

operating budget be set aside for research gseems to be a reasonable ore

but should be re-examined in the light of future needs within the Agency
and results of research undertaken by other government and private

organizations,
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In-House Research. The most difficult part of research is proper

identification of the problem. Government, industry, and university

research groups cannot provide us with the kind of assistance we need
until we are prepared to study in cieptb; the nature of our problems and
assist in the translation of these problems into technically feasible
solutions. This will 'undbubtedly require some in-house research but
should not imply the establishment of a2 number of laboratories >'or' igdeed
any laboratories until it is abundantly cléa.r that it is necesgsary afx’d .that
it will be necessary for many years.

'External Contacts, The cornerstone of our research philosophy

should be that we use the resources of other federal agencies, industries,
and universities and that we '"piggyback' on their research to the greatest
sxtent possible. To this end we have devoted perhaps 50 per cent of our
time for the purpose of establishing a network which connects us with
national research and development, This includes complete access to
DDC, SIE, NIH, NSF, AEC, and other research programs., The product
of the network includes not only research reports but periodic meetings

with key research and development personnel, The university community

and the various

scientific advisory committees throughout the government. There are
hundreds of leading scientists in the university environment who are in
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dire;t contact and frequent contact with us, Expanded contacts with indus-
trial research groups is at an early stage of development but is accelerating
rapidly as industry becomes aware of the fact that the Agency has a
research and development mission. Security restrictions prevent us

from disseminating requests for proposals in the usual sense, but we

have asked industrial organizations to submit informal ideas %o us for
congideration and discussion before the submission of formal proposals,
This has had a tendency to open up many fruitful discussions with indus-
tria?_l research groups without the necessity of their spending large sums

of money for proposals for research which might not be of interest to this
Agency. This is not to say that our contacts should not be even broader
nor is it to suggest that we have our fingers on every piece of research
under way in the United States, It should be pointed out, however, that a
certain degree of discrimination is necessary as in other fields and that

it is possible to select and maintain contact with relatively few individuals
in a given field who, in turn, can guide and direct to us the appropriate

research activities in their general area of knowledge,
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MEMORANDUM FOR: Planning Group

SUBJECT : Research, Development, and Engineering

Attached are two papers covering the topics of re-
search, development, and engineering. The first paper is
primarily designed to define and explain the terms which
we have used during our discussions, The second paper em-
phasizes research as distinct from development and engineer-
ing since it is an area which is relatively new to the
Agency and requires special emphasis,

25X1
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and declassification.
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Agency Research, Development, 2nd Engineering

The purpose of this paper is t: Zarify the role of
research and development in the Age: ~ and to define some of
the terms which are used rather locs :.y in our discussions.

Assumptions and Definitions

a. CIA is in the intelligence, not research and
development, business.

b, Research, development, and engineering activities
have been undertaken by the Agency for two major reasons:

(1) 1Intelligence collection and analysis have
required technical collection systems primarily tar-
geted against strategic weapons systems.

(2) Research, development, and enginnering by ,
other government and private groups, although helpful
in some respects, have not fulfilled the technical
requirements of the Agency.

c, Historically, research and development in the
Agency has been heavily weighted toward collection with
relatively little effort in analysis.

d. Basic research - This term generally denotes at-
tempts to understand the laws of nature without concern
for their ultimate application. Examples might include
the study of why grass is green ("Engine Charlie'" Wilson)
or the study of DNA and RNA as transmitters of genetic
characteristics,

e. Applied research - This term generally denotes
the application of research findings to a particular prob-
lem., An example might include the harnessing of nuclear
energy to generate power.

f. Development and engineering - Once it has been
determined that research knowledge can be applied to
some practical problem, it is usually necessary to de-
velop and engineer a prototype device and ultimately re-
fine it to be used in a specific situation. For example,
one first might develop a prototype nuclear reactor which

~generates power, This reactor would be further engineered
and modified for special purposes such as a power plant
for a nuclear submarine,

Group I - Excluded from
automatic downgrading
and declassification,
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It is a mistake for the Agency to think in terms of
basic and applied research and development. It is better to
use the term mission oriented research and development. This
implies that all of our research and development is oriented
toward intelligence problems although in some cases this re-
search is guite basic in nature.

Current Missions and Roles of Research and Development
Activities in the Agency

Most research (excluding intelligence ana1y81s) carried
on by the Agency is done by ORD. OEL, OSA,“4f18'0CS are carry--
ing on some research but primarily development in support of
their specific missions, ~TSD does development and engineering
in direct support to the clandestine services, The interface
between ORD and other offices is being developed gradually as
we develop experience but cannot be rigidly defined at this

time. Much depends on the technical sophistication of the
consumer,

During the next few years, there will be a greatly in-
creased requirement for research and deve10pment with greater
emphasis on the intelligence analysis problem, It is important
that the Agency piggyback on other research and development pro-
grams as much as possible and that it define its priority re-
search and development requirements carefully.
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Agency Research

Research as used in this paper refers to the study and
identification of improved methods of collection and analysis
as distinguished from intelligence research (political, eco-
nomic, etc.) carried out by the DD/I and other intelligence
production units. The nature of the Agency's activities re-
quires that it be abreast or ahead of the state-of-the-art
with respect to research.

Significant research tasks may be defined by a particular
office or division based upon its own needs, It is also neces-
sary that some centralized organization review and define
research requirements which apply to the Agency as a whole but
may not be sufficiently obvious or important to many single
offices,

Centralized control of research for the Agency is recom-
mended not only to assure coordination and to avoid overlap
but also to identify significant gaps and to assure that the
support to research is adequate to permit a viable program
which reflects the objectives of the DCI, This is particu-
larly true in the Agency where security practices tend to pre-
vent intra-agency exchange of information on research. Cen-
tralized control of research by an appropriate executive
authority means centralized control of the allocation of funds
for research,

Although a centralized system of control is recommended,
specific research tasks should be performed by those groups
best able to perform it. In many cases, the responsibility
for research contracts will rest with the particular office or
division which identified the research problem. The executive
group would primarily direct research programs which affect
several components of the Agency [

25X1 |

[ and research

tasks which require technical skills not available in the user
office or division.

Significant research contains a considerable element of
risk, making it difficult to determine an exact allocation of
funds. It is recommended that the Agency adopt the procedure
followed by many large organizations of allocating certain

Group I - Excluded from

automatic downgrading

and declassification
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percentage of its total budget for research., This percentage,
which might run from 2% to 5%, would be administered by the
executive organization, It is imperative that the central
executive authority assure that research funds are used for
research only and not for development tasks., It must also
insure that research programs undertaken by the Agency have the

potential of providing a major advance in the Agency's capa-
bilities.

85-E-C-R-E-T
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L, Define mission-oriented research.

2, Explain need for research in future and how development
gobbles up money.

3. Describe some critical areas where research is required.

4, Point up Agency organizations now involved in research and
lack of concentrated focus on Key problems.

5. Point up need for central authority and general mission
and authority.

6. Suggeat., in some order of magnitude, the Agency's future
research budget requirements.

7. Explain degrees of in-house research capability needed,

and degree of knowledge of external research.
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SYSTEMS ANALYSIS

I. Introduction

A. TFor purposes of this paper, systems.analysis is defined to
include three elements:
l. A systematic investigation of the intelligence
objectives to be achleved by a particular program including,
for example, programs or systems involving new collection
devicesj
2. A comparison of the cost, effectiveness and risks
of alternative programs or systems for achieving these
objectives, considering all aspects of the intelligence
procéss related to the programs in question; and
3. The selection of an alternative which will permit
the system as a whole (collection, processing, and snalysis) ]
to best approximate the achievements of the intelligence
objectives with a minimal expenditure of resources.
II. Background

A. Over the past five-ten years the development of increasingly
expensive and complex intelligence systems, involving many critical
inter-relationships within the field of collectién, information

processing and intelligence production, has made systems analysis

| imperative for top level CIA management. New collection programs

involving expensive vehicles and equipment as well as elaborate

requirements for processing and analyzing masses: of dats makes

S-E-C-R-E-T
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systems analysis most compelling both for CIA and for the intelli-

gence community. -

B. There is already a growing awareness of the need for employ-
ing this analytic method in the Agency. The DDCI and the Executive
Director-Comptroller have recently authorized the establishment of
a systems analysis capability in BPAM. Moreover, a number of com- '
ponents of the Agency have undertaken program analysis in varying
degrees, although for the most part this has not been done with

sufficient rigor and comprehensiveness.

2
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III. Problems Arising From the Absence of Systems Analysis

A. The Agency has already suffered from the absence of this
kind of thorough-going program evaluation in the case of the U-2
and the early satellite reconnaissance vehicles. Incredibly good
judgment and intuition were applied to the development of the collec-
tion vehicles and to many of the arrangements for formulating priority
requirements, for information processing and for final use in intelli-
gence production. However, serious problems have arisen which were
predictable/and could have been substantially mitigated through some
form of systems analysis at the outset. Such analysis would have
ineluded consideration of the role of other means of collection and
the various trade-off possibilities; the problems of developing a
processing capability which would keep pace with the volume of infor-
mation collected; and, the need for an analytic capability able to
effectively exploit this material. For example:

1. Other collection activities continued much too long
to<acquire some of the very same material which was being
obtailned more effectively by these reconnaissance wvehicles.

2. The interpretation and analysis capability was
inadequate to keep pace with the flow of film and tapes
and, over time, the backlog became intolerably large.

3./A2nalytical capability to exploit this material
effectively for intelligence production was not adequately

ponsidered during the R&D phase of this program.

3
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Iv. TImmediate Need for Systems Analysis

A. VWhatever the losses suffered by lntelligence because of
the fallure to analyze systematically the entire spectrum of intelli-
gence in relation to these programs they will be small in comparison
with the waste and confusion which could occuf if we fail to analyze
properly -- at the outset -- the more expensive and complex systems
that are already on the drawing boards or in more advanced stages
of development. There will be numerous decisions during the R&D
phases of development which will affect not only the program under
consideration but many other related activities for collection, pro-
cessing, and analysis as well. ' '

B. Systems analysis of certain Agency programs is needed in
part for the same reasons that have prompted its use in the Pentagon
today, namely, for decisions related to the development of hardware
programs. This would involve decisions as to what information is
critical for intelligence, the alternatives for acquiring it, the
kinds 6f equipment to be employed, the selection from among alterna-
tives in terms of effectiveness, costs, time of delivery, etc. There
are related decisions and considerations which will have a bearing
on the functions we want the equipment to perform and the kind of
equipment we select to perform it. As two examples:

l. An expensive new collection device may and probably
will have several capabilities for acquiring different kinds

of information. We must determine which of these functions

L
S-E-C-R-E-T
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should be performed, to what extent, and in what combina-

tion. Answers to these questions should depend to a signi-

ficant degree on the information which the offices responsible

for intelligence production and intelligence operations
believe would be of gieatest importance and on the prospects
we have for processing the information. This in turn hinges
on read-out, collation, and indexing capability. These are
dependent on processing equipment, ADP application, and the
ability to obtain the funds and qualified personnel for all
phases of the process. Decisions relating to the develop-
ment of these capabilities must take into account the need
for reasonable synchronization in the phasing and the possi-
bility of trade-offs between all of these developments.

2. Decisions of this kind regarding new devices and
new programs must take into account the.. relationship to
and théir impact on existing activities. For example, what
is‘the relationship of a particular new collection device to
programs of the clandestine services -- programs which are
also employing new sophisticated collection equipment?

Are they unnecessarily duplicative or usefully supplementary?
Are there trade-offs involved in the sense that the existence

of one program may obviate or reduce the necessity for the

other?

P
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If so, what decisions should be made about the division of

scarce linquistic talent and joint recruiting, etc.?

C. The foregoing emphasizes/:ggtneed for systems analysis in
CIA -- and in the intelligence community as well -- is now a matter
of urgency. Many important decisions of the Agency regarding major
programs -- particulsrly programs centered on expensive new collection
devices -- could gain substantially in savings and effectiveness
through the application of this analytic approach.

D. Finally, it would not be the responsibility of a plans and
programs staff to perform the entire analysis functions. The prin-
cipal job of the staff would be to make certain that such analysis
is carried out. This would mean, of course, there should be members
of the staff who are trained and experienced in systems analysis.
The staff would provide the professional and technical guidance for
the anélysis and whatever support is required to ensure appropriate
coordination with interested components of the Agency and their
external research contractors.

Recommendations

A. That CIA employ systems analysis in the selection and
evaluation of major intelligence programs and that CIA study possible
applications of systems analysis to major activities within the

intelligence commmnity.

6
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B. That the responsibility for ensuring that systems analysis

is applied to selected prégrams and for providing technical assistance
and guidance be assigned to a plans and programs étaff reporting
directly to the Executive Director-Comptroller. Further, it is
recommended that this function be integrated with the responsibili-
ties for planmning, scheduling and monitoring selected programs as
we gain experience with the application of this technique; and that
these functions be administered in close consultation with the
Office of Budget, Program Analysis and Manpower (BPAM) but separate
from BPAM. The functions of systems analysis would overlap and
duplicate some functions currently being carried out by BPAM and
the Inspector General. There should be a delineation of these func-
tions at the time a plans and program staff is established.

C. That several projects be selected for systems analysis some-

time within the next six months,

25X1

25X1

In underteking this initial effort great care

should be exercised to avoid overly detailed analysis requiring

elaborate mathematical models. Moreover, since certain of these

projects will have been under consideration for some time, this

analysis should not be permitted to inordinately delay critical decisions.
As we gain experience with this technique, our analysis can become

more comprehensive and penetrating and perhaps more mathematical.

7
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D. That a program be established for training sélected CIA

managerial personnel in systems analysis.

8
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21 Aug 65,

The Need for Systems Analysis in CIA

Re commendations:

e st

1. That CIA @mploy syat@ms analysns in the selection and
evaluation of major inw}hgance programs and that CIA study possible
applicatione of systems andlysis to major activities within the inteiligence

community, -
2, ‘That the responsibility for ensuring that syst@ms analysis is

applied to selected programs and for providing techmcail assistance and

guidance be assign@d to a plans and programs staff reportmg dwectlly to

the Executwe Director- Comptromeru Further, it is r@commegded that
this function be integrated with the résponsibiliti@s for planning, scheduling
and monitoring selected programs aé we gain experienc.@ with the appli-
cation of this technique; and that these functions be administered in close
consu]itatio_n with the Cffice of Budget Program Aﬁalysis and Manpower
{(BPAM) but as a separate staff,

3. That the following actions be undertaken within the next six

months: Initiate systems analysis of project

. In undertakmg this initial cffort great

care shmﬁd b@ @xerczs@d to avoid overlly detaxled analysis r@quarmg
elaborate mathematical models, Moreover, since these projects have
been under consideration for some time, this analysis should not be

permitted to inordinately delay cifitical decisions. As we gain experience
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Release 2005/05/20 : CIA-RDP76B00952R000100020
Approved For ogeI20 L




Approved For iease 2005/05/20 : CIA-RDP76800952“00100020001-6

S-E-C-R-E-T PG-D-12/1

with tnis technique, our analysis can become more comprehensive and
penetrating and periaps more mathematical,
4, That a program be established for training selected CIA

managerial personnel in systems analysis.

3, For purposes of this paper, systems analysis is defined to
incl.de thr@é elements:

a. A systematic investigation of the intelligence
objectives to be achieved by a partic‘ular program including,
for example, programs or systems invdving new coM@ceion
devices.

b. | A cémparison of the cost, effectiveness and
risks of alternative programs or systems for achieving these
objectives, considering all aspects of th@. inteuigencevproéess
related to the. programs in question; and

Co Thé se}l@ctgon of an alte;native. _whiich will permit
the system as a whole {collection, processing, and analysis) to
best approximate thief a_c.l_;ie;vement ofthe intelligénce_.objectiv@s »

with a minimal expenditure of resouurces.

Discussions . )
T 6. Over the past five-ten years the development of increasingly

expensive and complex intelligence systems have involved many critical

2
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inter-relationships within the field of collection, information processing
and intelligence production has made systems analysis imperative for top
level CIA management. New collection programs involving @xpénsiv&
vehicles and equipment as well as elaborate requirements for processing
and analyzing masses of data makes systems analysis most comneliing
both for ClAand for the intelligence community. There is already a
growing awareness of the need for emploﬂng this analytic method in

the Agency. The DDCI and the Executive Director-Comptroller have |
recently authorized the establishment of a systems analysis capabiliiy

in BPAM. Moreover, a number of components of the Agency haye
undertaken program analysis in varying degrees, although for the most
part this has not been done with sufficient rigor and comprehensiveness,

Perhaps the most advanced effort is the éomprehensiv@ study undertaken

for CIA by for project

. .

25X1

This study

shows very clearly the kind of integrated systems analysis which could

be carried out in a reasonably short period of time. It did not include
elaborate cost-effectiveness models, but represented a major step
forward in the employment of at least more systematic and comprehensive
analysis and has enabled the Agency to anticipate many of the require-
ments which must be met by forwérd programming. Moreover, it has
been structured in a way which will facilitate schedc;lling and prograﬁu
monitoring and took ifxto account the priority objectives of the pfogra’m

Approved For Release 2005/05/20 : CIA-RDP76B00952R000100020001-6
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T The Agency has already suffered from the absence of
this kind of thorough-going program evaluation in the case of thé U-2
and the early satellite reconnaissance vehicles, Incredibly good judgment
and intuition were applied to the development of the collection vehicles
and to many of the arrangem@x;ts for formulating priority requirements,
for information processing and for final use in intelligence productisn,
However, serious problems have arisen which were predictable and
could have been subétantially mitigated through some form of systems
analysis at the outset. Such analysis would have included consideration
of the role of other means of collection and the various trade-off possi-
bilities; the problems of developing a processing capability which would
keep pace with the v;)lmme of information collected; and, the need for an
analytic capability able to effectively exploit this material. For example:
a, Other collection activities éontinu@d much too
long to acquire some of the very same material which was
‘bein‘g obtained more effectively by these reconnaissance vehicles.
b. The interpretation and;nglysis capability was
inadequate to keep pace with the flow of film and tapes, and,
over time, the backlog became“;in&eﬁlferably large.

c. Analytical capability to exploit this material
effectively for intelligence production was not adequately
considered during the R&D phase of this program.

s
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8. Whatever the losses suffered by intelligence because of
the failure to analyze systematically the entire spectrum of intelligence
in relation to these programs they will be small in compariso.n with the
waste and confusion which could occur if we fail to analyze properly--

- & the outset--the more expensive and complex systems that are already
en the drawing bogrds "_pr- in more advanced stages of development.

and

are two prominent examples of these, “here will be nuﬁerous decisions
during the R&D phases of development wiich will affect not only the
program under onsiderstion but many other related activities for col-
lection, processing and analysis as well.

9. Systerns analyeis of certain Agency programs is needed
in part for the same reasons that have prompted its use in the Peuntagon
today, namely, for decisions related to the developm.ent of hardware
programs, This would involve decisions as to what informai;ion is
critical for intelligence, the alternatives for écq_uiriné it, the kinds of
equipment to be employed, the selection from aﬁong alternatives in
terms of @fﬁ’er.;tfwen@ss,9 costs, time of delivery, etc. There are felat@d
decisions and considerations which will have a bearing on the functions
we want the equipmgnt to perform and the kind of equipment we select
to perform it. As two examples:

| 5
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a. An expensive new collection device may and
probably will have several capabilities for acquiring different
kinds of information. We must determine which of these
functions should be performed, to what extent and in what
combination, Answers to these questions should depend to
a significant degree on the information which the offices
responsible for intelligence production and intelligenc operations
believe would be of greatest importance and on the prospects
we have for processing the information. This in turn hinges
on read-out, collation,and indexing capability, These are
dependent on p'rocessing equipment, ADP application, and the
ability to obtain the funds and qualified personnel for all phases
of the process. Decisions relating to the developmert of these
capabilities must take into account the need for reasonabie
synchronization in the phasing and the possitility of trade-offs
between all of these developments.

b. Decisions of this kind regarding new devices
and new programs must take into account their relationship
to and their impact on existing activities. For example, what
is the relationship of a particular new collection device to
programs of the clandestine services--programs which are

also employing new sophisticated collection equipment? Are

6 .
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they unnecessarily duplicative or usefully supplementary?
Are there trade-offs involved in the sense that the existence

of one program may obviate or reduce the necessity for the

other ?

10. The foregoing emphesizes the need for systems analysis in
CIA--and in the intelligence community as well--is now a matter of urgency.
Many important decisions of the Ageacy regarding major programs--par-
ticularly programé centered on expensive new coll@ction devices-~could -
gain substantially in savings and effectiveness through the application of
this analytic approach.

il Finally, it would not be the vesponsibility of a plans and
programs staff to perform the entire analysis functions., The principal
job of the staff would be to make certain that such analysis is carried out.
The staff Wouid provide the professional and iechnical guidance for the
analysis and whatever s ipport is required to cnsure appropriate coordina-
tion with vinter@st.@d components of the Agency and their external research
contractors. This would mean, of course, there should be members of

the staff who are trained and experienced in systems analysis,
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The Need for Systems Analysis in CIA
7 Proposal:

1. This paper proposes that systems analysis be included as a
major vresponsibility of a CIA planning and management staff. This
is suggested not only because of the promise of systems a.nalyéis as
such in the management of Agency affairs but 'because much of the frame-
work which is required for systems analysis is also essential for:
(a) consistent planning and scheduling of certain major Agency programs 3
and, (b) for the review, evaluation and integration of these programs \
_ into the total intelligence framework regardlese of whether they are
monitored by the Program ﬁvalua.tion and Review Technique (PERT), by
the Critical Path Method (CPM), or by some other arrangement.
. Background: ' | \\.
2. The technique of systems analysis as an element of management
is well known and has been successfully employed in both industry and
government. The importance which Mr. McNamara attachef to systems |
enalysis was i'eflected firs_t in the requirement which he gave to his
previous Comptroller, Charles Hitch, to carry out such analysis for
'US militaery programs and, more recently, was evidenced by his creation
of an Office of Assistant Secretary of Defense for Systems Analysis,

headed by Alain Enthoven.
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3. A definition of systems analysis and a discussion of its
essential elements is‘attached to this paper. Very briefly, however,
it can ﬁe defined as having three elements -- (1) "inquiry to aid a
decision maker choose & course of action by systematically investi~
gating his proper objectives, (2) comparing quantitatively where
possible the cost effectiveness and risks associated with the alterna-
tive policies or strategies for achieving them and (3) formulating
additional alternatives of thoselexamined are found wanting." It is
designed to assist the decision makers to choose & course of action
which will yield "the best balance among risks, effectiveness and
costs".and "to place each element in its proper context so that in
fhe end the system- as a whole may achieve its aims with a minimal . \
expenditure of resources.”

Relevance to CIA Program Management:

4. It is the thesis of this paper that systems analysis can have
important epplications in the management of major CIA programs.

5. Over the past 5-;0 years CIA alone, and in conjunction with
other agencies, has been responsible for the development of increasingly
complex and expensive collection systems. In the case of the U-2 and
the first satellite reconnaissance vehicle incredibly good Judgment

SRS
and intuition was apparentlxqapplied to the planning and implementation

:@g'ﬂj;
of $$s development as @ collection devices., While the arrangements for
requirements, information processing, and the final anaslyses were planned

‘and worked out in a fairly primitive way, the ultimate results were

reasonably satisfactory. A number of decisions could have been made
2
nan
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¢. The need for development of an analytical capability to
effectively exploit this material for intelligence production
was not adquately considered during the R&D phase of this program
and, as a consequence, the inforﬁation from this new source was
lnot used as fully and effectively as it might have been. This

despite the fact that, to a great extent, certain intelligence

production problems were predictable. 25

25
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the point is that the

material's use was delayed, the development of staffing complementg
was delayed and inadequate and the material was not fully and \
effectively analyzed‘for purposes of intelligence production.

6. Whatever losses have been suffered by intelligence because of
the‘failure to systematically analyze the entire spectrum of intelli-
gence in relation to these wmwew- programs they will be small in comperison
with future deficiencies, waste and confusion when we consider the in-
creasing cost and complexity of new systems and thelr relationship to

other on-going programs. There will be numerous decisions during the

R&D phases of development which will affect not only the program under

Y
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consideration but many other related activities for collection, pro-
cessihg and analysis as well, Systems anaiysis of certain Agency
programs is needed in part for the same reasons that have prompted its
use in the Pentagon today, namely for decisions related to the develop-
ment of hardware programs,‘(e.g., what information is most critical to
acquire, what are the alternatives for acquiring it, what kindq of .
~equipment might be employed, which of theoptions should be adopted from
among the contractors' alternatives in terms of capability; costs, time
of delivery, etc.). In addition, however, there are a whole host of
related decisions and considerations -- considerations which in turn
will have a bearing on the functions we want theAequipmentAto perform
“and the kind'éf equipment we select to perform it. For example: \
a. If we are developing a new system which has a multiple
capability for acquiring different kinds of information and per-
forming a variety of functions, there is the question of which of
these functions should be performed, to what extent and in what
combination. This decision depends in part on what the offices
responsible for intelligence production and intelligence operations
believe would be of greatestimportance; it depends on the prospects
we have for processing various kinds of information and in what
volumes, which in turn depends on various kinds of read-out, col-
lation and indexing capability, which in turn depends on such
things as processing equipment, ADP applicaﬁion, ability to budget

.for and to obtain the numbers of professionsl personnel required

SEGIET
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_with the proper skills, the abllity to train people in skills

which represent critical bottlenecks

and the ability to budget for and to recruit professional, ana-
lytical personnel with the training and experience to effectively
utilize the informatién. Decisions relating to the development

of these capabilities must take into account the need for reasonable
synchronization in the time phasing of all of these dévelopments.
All of these decisions are related as part of a systeﬁ and there
are numerous trade-offs involved.

b. Decisions of this kind regarding new programs must take
into account their relationship to and their impact on existing
activities. For example, what is the relationship of any new
collection devices to programs of the clandestine services which
are also employing new sohphisticated collection equipment. Are

they unnecessarily duplicative or usefully supplementary, are

there trade-offs involved in the sense that the existence of one

program may obviate the necessity for the other.

¢. Finally, the Agency will want to compare alternative
programs -- progrems as they relate to all aspects of the intel-

ligence process -~ on some cost/effectiveness basis. It may not

6
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be desirable, for example, to design a new collection device to
perform at full potential in terms of the state of the art simply
because the need for a volume of information and degree of detail
cannot be justified beyond a certain point in the light of:
(1) the ultimate purposes for which the information is
to be used;
(2) +the cost of developing the equipment required to yield
an output beyond this point; and
(3) the inability to effectively process information of
a given quality in excess of a particular amount without
imposing unacceptable costs and intolerable impediments on
other programs.
Conclusions:

7. All of this is simply to argue that the Agency has a job of_'
defining its objectives in relationship to major new programs, not only
for the programs themselves but in relationship to their role in the
entire intelligence system, that there are alternative ways of achieviﬂé

" these objectives and alternative combinations of alternatives that
ought to be selected in a way which considers cost, effectiveness,
timing and inter-related intelligence activities.

8. This is not to say that systems analysis of Agency programs
will be carried out to a great extent through the use of complex models
with elaborate calculations. Much of it can be done in a logical way
with a minimum amount of quantitative célculation but structured within

a systematic framework.
7
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9. Finally, it would not be the responsibility of the management
staff to perform the entii'e analysis function; rather it would be the
principal job of the staff to make certain that such analysis is carried
out. The staff would provide the professiohal guidance and methodology

for the analysis and whatever assistance and guidance is required to

‘ensure appropriate coordination with interested components of tlpe Agency.

This would mean, of course, there should be members of the management

staff who are trained and experienced in systems analysis.

A
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A ' OD/RR: (9 Aug 65) .25X1

The Concept of Systems Analysis¥*

1. Systems analysis might be defined as an inquiry to aid a
decision maker choose a course of action by systematically'investigating
hié proper objectives, comparing quantitatively where possible, the

v costs, effectiveness, and risks assoclated with the alternative policies
or strategies for achieving them and formulating additional alternatives
if those examined are fbund wanting. Systems analysis represents an

approach to, or a way of looking at, complex problems of choice under
uncertainty, such as those associated with national security. In such
problems objectives are usually multiple and possibly conflicting and
analysis designed to assist the decision maker must necessarily involve

| .a large element of judgment.l/

2. The concept of systems analysis is by no means exclusively
military but one that is used extensively by managers and engineers
of large industriél enterprises such as telephone companies and pro-
ducers and distributors of electric power. It offers a means of
discovering how to design or to make effective use over time of a

technologically complex structure in which the different components

may have apparently conflicting objectives; that is, an approach to

¥ All of this material is quoted directly from Analysis for Military
Decisions, R-387-PR, November 196k, | | 25X 1

25X1

1/ Page 4
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choosing a strategy that yields the best balance among risks, effective-
ness and costs. Its pﬁrpose is to place each element in its proper con-~
text so that in the end the system "as a whole may achieve its aims
with a minimal expenditure of_resources.g/

3. Systems analysis should be looked upon not‘as the antithesis

of judgment but as a framework which permits the judgment of experts

in numerous sub-fields to be utilized -- to yield results which transcend

3/

any individual judgmente’fiis is its aim and opportunity.
L. Decisions pertaining to choices of alternative weapons systems
or force strz;tures (of intelligence systems for collection, processing
and analysié— ) and strategies for their employment are eésentially
'matters for economié choice. Certaln elements are common to such.

problems, although these elements may not always be explicitly utilized

by the analyst.

a. The Objective (or Objectives). Systems analysis is under-.
taken primarily to suggest or, at the very least, to help choose \
a course of action. This action must have an aim or objective.
Policies or strategies, sources or equipment are examined, compared
and preferred on the basis of how well‘and how cheaply they can
accomplish the aim or objective. |

b. The Alternatives. The alternatives are the means by which

it is hoped the objectives can be obtained. They need not be

obvious substitutes or perform the same specific functions.

2/ Page L . -
3/ Page 23 | |
H/ Insertion not taken from the referenced publication

2 . .
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c. The Costs. Each alternative means of accomplishing the
objectives implies the use of specific resources which can then
be used for other purposes.

d. A Model (or Models). The model is a representation of .-

the éituations under study designed to predict the cost and per-
formance of each alternative. It abstractslthe relevant features
of the situations by means which may vary from a set of mathemati-
cal equations or a computer program to an idealized description
of the situations in which judgment alone is used to assess the
consequences of various choices.

e. A Criterion. A criterion is a role or test by which one

alternative can be chosen in preference to another. Tt provides

5/

s means for using cost and effectiveness to order the alternativq.

5. The central theme of this book has been that while model
building, which is to say quantitative analysis, can assist the decision
maker it must be tempered with experignced Judgment and intuitive analyéis
and cannot entirely replace other approaches but it can help build a
framework in which they operate more frofitably. It is no magic de?ice
to eliminate all uncertainty from decision making and the systems analyét
does not believe that he can read the future or that his models wili
prove ; sure guide to tomorrow. He does believe, however, that it is

necessary to use all of the available resources of experience, of judg-

6/

ment, of intuition -- and of analysis.

5/ Page 155

6/ Page 330 | 3
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-PG-D-11/2
25 August 1965

“

AUTOMATIC DATA PROCESSING AND ANALYSIS

Discussion

A, The Planning Group has been exposed to facts
which argue for the earliest possible employxﬁent of Automatic
Data Procea;sing techniques in intelligence processihg. For
example, achievements in photographic reconnaissance, both
in the quantity of photography acquired and in the resolution of
the prociuct, have created a crisis in image processing and
analysié. According to estimates of the National Photographic
Interpretation Center, anticipated developments in photographic
reconnaissance systems, unless matched by para.llell developments

in processing and analytical techniques, will by 1970 require that

NPIC personne1|:| and that the NPIC budget com-

pared with FY-65.
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B. The allocation of additional personnel and ad-
ditional money, will no longer suffice. The highly skilled
people required are not available in sufficient numbers to
satisfy the needs of CIA alone, much less the anticipated needs
of the intelligence community. The CIA can no longer afford
the expense of employ;ing brute force techniques for the
resolution of problems which may be amenable to the applica-

tion of advanced technology.

C. The examples we have cited above

are typical of what we have come to

know as the '"data explosion.'" The problems have been created

by preoccupation with collection programs. The ''data explosion, "
in turn, has created an "analysis gap.' The clearest evidence
that such a gap may exist can be obtained from an examination

of the Agency budget. We estimate that whereas approximately

TOP SECRET
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will be allocated to technical collection programs

in 1966, will be devoted.to Automatic Data Pro-

~ cessing (ADP), which appears to be the most likely tool for

solving some of the critical processing problems which we
anticipate.

D. Considerable effort by the Agency has been devoted
to the study.and analysis of computer appiications within CIA, The
use of computers in Agency accounting activities and specialized
support applicationé (WALNUT, collection systems engineering
and operations, and photographic mensuration) have been going
on for some time and plans exist for the implementation of advanced
compute; programs to intelligence processes. Nevertheless, the
effective application of ADP to the inteliigence processes has |
not made sufficient progress due to some misconceptions. It

is not true that to employ effectively Automatic Data Processing

" techniques an analyst must be a computer programmer, or that

a successful programmer must acquire significant analytical

% Includes |INRO.
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skills. 1Itis ﬁot. true that the effective utilization of ADP
equipment will require organizational adjustment of a disrup-
tive character. While it is advisable to have centralized control
of technical knowledge in ADP programs, it is not necessary to
centr.alize control over component computer systems. Yet these
contentions, and more appear to have rather wide currency.

The man-machine relationship as it will develop through the ap-
plication of ADP programs to the intelligence process will be its
own best denial of tﬁe misconception and organizational anxieties
arising from them can best be relieved by training and indoctrina-
tion of our personnel in the principles and applications of ADP;

E. The past five years of study, debate and the limited
application of ADP have effectively paved the way for a more
aggressive application of ADP techniques to Agency lprograms.
The program which has been described for thehlogical and pro-
gressive application of ADP is basically valid. However, the
schedule shc;uld be accelerated and, unless the CIA undertakes

to do so on its own initiative, a program may well be imposed

TOP SECRET
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upon us by external elements which will exacerbate those very
problems which our conservatism has heretofore sought to

minimize.

F. ' With regard to specific applications, the equip-

- ment and techniques now exist for the rapid application of ADP

to many management tasks including budget, inventory control,
persomiel' records, contract data, etc. Planning for the ap-
plication of machine processing to information filing and
retrieval is well advanced and its implementation probably can
be accelerated. These applications will develop into a capability
for data manipulation and then evolve into true analytical pro-
grams from which relationships among various types of events
and data through the application of correlation techniques can be
derived. There will be a necessity for greater utilization of
large data bases in analytical programs and for experimentatiop
to develop new processes having direct a.ppiication to the sub-

stantive intelligence activities of the Agency. Hopefully,

25X1

predictive processes ‘will evolve with time and experience.
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H. | The application of machine processing techniques
to Agency managerial, operé,tional and intelligence programs
probably will develop a momentum which will tend to compress
the schedules now envisioned. Such a program must be supported,
however', by adequate research programs in intelligence processes,
if the program is not to become prohibitively expensive because
of false applications and false starts. We believe that, in adf
dition to the inyestment in quaiified personnel and eqﬁipment,
provision shoulci be made to fund and staff research programs
of the following magnitude:

Research Funding and ‘ 25X1
Manpower Requirements FY'66 FY'67 FY'68 FY'69 FY'70

Funds ($ million)

Technical Staff 25X1 |
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II. Recommendations: It is recommended that:
A, The DCI direct each Deputy Director to review

his programs for the application of ADP to his operations and
processes as a matter of high priority and to submit within
60 days a phased and costed program.

B. The CIA Planning Staff prepare within 90 days
‘a phased and costed Agency program for ADP, based on Directorate
submission;, for review by the Executive Director-Comptroller
‘and approval by the DCI.

C. The Députy Director for Sciencé and Technology be
directed by the DCI to impiement the approved Agency ADP pro-
gram as executive agent and to act as Chairman of an ADP
executive coordination committee cohsisting of the Deputy Directors
concerned, -The committee should report to the DCI. quarterly.

D. The DD/S&T establish and staff an intelligence
sciences laboratory to study and apply on an experimenta.l basis .
rew techniques in ADP and analysis to Agency programs as a service

of common concern.

25X1
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MEMORANDUM FOR: Planning Group

SUBJECT : Automatic Data Processing

1. In the course of its deliberations, the Planning
Group has been exposed to facts which appear to argue for the
earliest possible employment of Automatic Data Processing
techniques in intelligence processing. Notwithstanding the
large effort which has been devoted to the study and analysis
of computer applications, the use of computers in Agency ac-
counting activities and specialized support applications
(WALNUT, collection systems engineering and operations
and photographic mensuration), and the plans which exist for
the orderly (and somewhat leisurely) implementation of ad-
vanced computer programs to intelligence processes, we have
been impressed with the number and the character of problems
which have been identified of immediate concern which appear
to be most amenable to solution by automatic data processing
techniques.

2. For example, achievements in photographic recon-
naissance, both in the quantity of photography acquired and in
the resolution of the product, have created a crisis in image
processing and analysis. According to estimates of the National
Photographic Interpretation Center, anticipated developments
in photographic reconnaissance systems, unless matched by
parallel developments in processing and analytical techniques,
will by 1970 require that NPIC personnel requirementslil
and that the NPIC budget compared with FY-65.

' T
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SUBJECT: Automatic Data Processing

3. We believe that the classical reaction to problems
such as these, which involves the allocation of additional per-
sonnel and additional money, will no longer be possible or
desirable. The highly skilled people required for these pro-
grams are not available in sufficient numbers to satisfy the
needs of CIA alone, much less the anticipated needs of the
intelligence community, and it is clear that the CIA can no
longer afford the luxury of employing brute force techniques
for the resolution of problems which are to a large extent
amenable to resolution by the application of advanced tech-

nology.
4. The examples we have cited above 25X
[are typical of what we have come to know as
the ''data explosion.' The problems have been created in large

measure by the historic preoccupation of the intelligence com-
munity with collection programs and their successful resolution.
However, faced with the consequences of a '"data explosion' we
are now anticipatinga '"processing gap.'" The clearest evidence
that such a gap may exist can be obtained from an examination
of the Agency budget. We estimate that whereas approximately
$____ million will be allocated to advanced collection programs
in the period 1966 through 1970, only $ million, according to
present plans, will be devoted to Automatic Data Processing
(ADP), which appears to be the most likely tool for solving some
of the critical processing problems which we anticipate.

5. The effective application of ADP to the intelligence
processes are being delayed by a number of myths. It is not
true that to effectively employ or utilize Automatic Data Pro-
cessing techniques an analyst must be a computer programmer,
or that a successful programmer must acquire significant
analytical skills. It is not true that the broad application of
machine techniques will necessarily result in fewer analysts
or supporting personnel. It is not true that the effective
utilization of ADP equipment will require organizational-ad-
justment of a disruptive character. Yet, these contentions,
and more, appear to have rather wide currency. We are con-
vinced that the man-machine relationship as it will develop

25X
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SUBJECT: Automatic Data Processing

through the application of ADP programs to the intelligence

process will be.its own best denial of the myths and that the

organizational anxieties arising from them can best be

relieved by training and indoctrination of our personnel in
the principles and applications of ADP.

6. The past five years of study, debate and the limited
application of ADP have effectively paved the way for a more
aggressive application of ADP techniques to Agency programs.
The program which has been described for the logical and pro-
gressive application of ADP is basically valid. However, we
are convinced that the schedule should be dramatically accel-
erated and that, unless the CIA undertakes to do so on its own
initiative, a program will be imposed upon us by external
elements which will exacerbate those very problems which our
conservatism has heretofore sought to minimize. To do so
efficiently will require the appointment of a highly qualified
and experienced individual to oversee, direct and guide the
implementation of ADP to the processes and programs of the
CIA. To function effectively such an individual should be re-
sponsible to, and derive authority directly from, the DCI. He
should not, in our view, attempt to implement and coordinate
these programs from the Directorate level. In addition to his
role as a policy advisor to the DCI on ADP, he should have
authority to approve all ADP programs and expenditures of the
Agency.

7. With regard to specific applications, we believe that
equipment and techniques now exist for the rapid application of
ADP to many management tasks including budget, inventory con-
trol, personnel records, contract data, etc. Planning for the
application of machine processing to information filing and re-
trieval is well advanced and its implementation probably can be
accelerated. We would expect these applications rapidly to
develop into a capability for data manipulation and then to evolve
into true analytical programs from which relationships among
various types of events and data through the application’of cor-
relation techniques can be derived. We foresee the opportunity

Ag d For Releas SF -RDP76BP0952R000100020001-6
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SUBJECT: Automatic Data Processing

to utilize large data bases and analytical programs in the develop-
ment of true predictive pfocesses possessing a high degree of
confidence and reliability and having direct application to the
current intelligence and indications intelligence activities of the
Agency.

9. The application of machine processing techniques to
Agency managerial, operational and intelligence programs pro-
bably will develop a momentum which will tend to compress the
most optimistic schedules which we can now envision. Such a
program must be supported, however, by an adequate basic and
applied research program in intelligence processes, if the pro-

_gram’is not to become prohibitively expensive because of false

applications and false starts. We believe that, in addition to the
investment in qualified personnel and equipment, provision should
be made to fund and staff research programs of the following
magnitude:

Funding and Manpower .
Requirements FY'66 FY'67 FY'68 FY'69 FY'70

Funds ($ million)

Technical Staff

10, Recommendations: Accordingly, we recommend the

- following:

a. The appointment of an advisor to the DCI
on ADP programs with responsibility for all ADP pro-
jects, programs and funding approval. .

QREE

TP Qen
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’ ‘ SUBJECT: Automatic Data Processing

b. The implementation of all ADP pro-
grams capable of being immediately employed
by the Agency.

c. The acceleration of current schedules
, Hr ADP to compress significantly the lead times
’ now envisaged for short, mid- and long-range
applications.

b ' d. The augmentation of basic and applied
research programs in intelligence processes.

e. The approval of funding programs to as-
sure the availability of financial assets adequate
for the accelerated programs.

\ . o f. The establishment of Agency-sponsored
' : or in-house training programs on ADP to more ef-
fectively employ available ADP assets and to prepare
for the acceptance of more extensive applications.

g. The early recruitment and/or training
of ADP staffs adequate to support the programs
recommended above.

- 25X1
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26 Aug 65
OVERHEAD RECONNAISSANCE
1. Requirements and Systems Enfe&ration J
A, The Director of Central Intelligence with the advice and :

assistance oi the United States Zimeii}!igénce Board (USIB) has the respon-
sibility to e:tablish requirements for present systems operationally
employed and for future systems, including the timing of their collection
to be responaive to intelligence. These requirements must reflect our
needs not only for sirategic intelligence Qut alao for early warning.
Perhaps because of the nature of the collection devices, the DCY and the
Board have a notable record of @ffecgive control over the last ten years.
This ha.s been true becags@ this collection system lends itself to very
dir@ct guidance; But it is. also u'mques‘tionabﬁy true that the participation
of the DCI and the Board in this mattesz; has been becanqe of the sizeable
.costs involved, poﬂ.itical and physical ﬁskso and the very bigh productivity
with its impressive ﬁmpgc‘;t on intelligence research and estimates of major
concern to the policﬁnakersa Whatever the reasons, this control must

be continued and gtrengthgn@d,{ being adapz@d to meet the ever 'éhaniging
dernands »f more sophisticated collection mechanisms,

1. ‘The Board's concern, however, has lagged in taking into
accouut the full impact once the results of the collection are available.
True, the DC’Z-’. and the Board did agrég to establish a National Photographic
Znt-@rpr@tation_ Center under NSCID 8, making what was previously an Agency

25X1

facility more directly responsive to the needs of the community,
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Individuailly some agencies of the Government have engaged in extensive

construction and development of photographic interpretation centers to

meet their departmental needs

25X1 But our projections for

the future clearly show there must be 2 more vigorous effort toward
resolving the various factors which contribute to our predicted inability
to handle the massive amount of information which is portended for the
future, Théa@ factors inciude the formating of the information a¢ vhe
time of collection so that it may be integrated with previous materials and
exploited by available hardware, the development and appiicaeion of auto-
matic data processing and other automation techniques to readout functiomns,
and the coordination of the output of processing and sxploitation for maximum
efficient use by analysts. In the future, cost-effectiveness studies will
have to be employed to aid the Board in discharging its responsibilitics
with full impact at the appropriate time.
I, Operations

A. The U-2 experience especially from 1955 to 1960, the first
contemporary proj'ect of this Government in the overflight of denied areas
of major and comprehensive significance, was a joint CIA-U,S, Air Force

project under the executive direction of the CiA, Ail factors seem to

25X1
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point to the management relationship which was developed at that time
by individuals in control in CIA {(Mr. Dulles, General Cabell, and
.Mr. Bissell) whose background, experience, and talents were an
important element in making that arrangement work.

B. We have tended to generalize this experience to all
overhead reconnaissance without taking proper account of the unique
factors at work, -

C. Again, the transfer of CORONA responsibility to the
Agency at the termination of SAMOS was an extension of thé manage-
ment arrangements functioning in the U-2 case, a very heavy factor
being the necessity to conduct the CORONA program as covertly as
possible. However, 'theheed was geen at that time énd to ward the end

of Mr. Bissell's stay to establish a national recennaissance organiza-

tion because of the obvious expansion of the Government's efforts in

space fields bearing on reconnaissance. The plan extended the
tbintnéaa then existing between CIA and the USAF, and therefore was

still hydraheaded. [t might have worked to our satisfacton with

TOP SECRET
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Mr. Bisseill at the head., But when he departed, there being no note-
worthy and logical candidate of his station from the Agency, the execu-

tive agency leadership understandably gravitated to the USAF (Depart-
ment of Defense) which had, while chafing (but tolerating) the U-2/CORONA
arrangement, always felt that the management of such projects was
essentially DoD business, most particularly Air Force. Apart frem

the Air Force's historic role in the air, DoeD assets weré essential and

the largest sums of money involved were directly related to installations
égc’ll hardware normally their province.

D. it thelré is tb be a national reconnaissance organization,
it must be subject to the direction of the Secretary of Defense and the
Director qf Cev{xtrgl Intelligence. _The l_,a;tt;e:r. must be {n a position to
o;;;er.;ise an ix_:ﬂnen;e in the _op_era.tiqml circ,wnstancgs of the NRO and
this can be achieved witbout CIA, ur;der his direction, ngrating all of
the overflight programs. In 'fhis he gains a'ddi__ti@na.l stre,nxgth from his
rgquqsibilities to t‘helP;esi.dﬁemt and ,as‘(l';hairman of thg Board in
defining requirements and in exe“rcising influence in the selection aad |

use of reconnaissance capabilities. In the latter regard, it is a fair

25X1
25X1
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conclusion that the U-2 has been under the collection control of the
Board except for the brief period in late 1962 and the recent situation
in Southeast Asia. However, it is to be noted that even when SAC -
(not CIA) has been overflying Cuba it has been subject to the Board's
control to the degree necessary. It is quite clear that the contrel of

KH-4 and KH-7 since the ecarly stages of the operaticnal status of each

has been directly controlled by the Board.

E. The OXCART research and developmental stages seem
in retrospect 2t those times and in those conditicns to have been
entirely a proper assignment to CIA. We doubt it will fly ovér Russia.
It will probably fly over China and at that time it may well be that ,ali
the factors point to CIA management. It is quite likely that it 'will‘ fly
over many other areas of the world which cannot be construed as denied
in the same sense as the USSR and China. And it may well be that there
is no good reason why in those instances it needs to be operated by CIA.

F. It is proper and highly desirable that the Agency took

the initiative in the development of ISINGLASS, but whether it needs to

Approved For Release 30851055 €A IRBP76800952R000100020001-6
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be operated by the Agency, if indeed it is to become cperational, is

not clear,
25X1
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I. The determination of operational responsibilities in the
field of overflight reconnaissance cannot be judged from history alone
nor from the claims regarding the relative bureaucratic excezlience of
the DoD or the CIA. In each case there will be required a reasoned
examination of the factors obtaining at the time and a decision based
on this process. The Secretary of Defense and the Director of Central
Intelligence will always be confronted with claims of their respective
departinents. And these they will always have to resist in reaching a
conclusion which is rasst viable and profitable for the United States

Government. Their leadership and the climate of discussion which

7
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they establish and which they insist must prevail, will 3o far to make
it possible for the DoD and the CIA to work closely together which is
obviously essential,

r. Research and Development (R&D}

A In strategic overhead recounaissance, experience since
1955 (the development of the U-2) has amply demonstrated that the
Director must maintain a capability in CIA for research and develop-
ment in sensors and associated platforms to provide him witk a -
dependgble source of new and advanced ideas, to evaluate new proposals
from any source, and to insure sufficient competiton to permit choices.
The Agency has a good research and .development; record both in terms
of the fruitfulnesq of ideas ax_'\d of the spead with‘wh"lch they have been

brought to fruition. The research and development for the U-2, the

25X1
25X1

CORONA,

are examples.

25X1 it is interesting that one of the

concerns of the Land Panel in reviewing ISINGLASS is the absence of

any competition. 25X1

25X1
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B. The concept that the Director should have an R&D
organization under his control involved in this area of research is
generally accepted. The present concept of funding for it, however,
is not satisfactory. Research and development of ideas up to the point
where they can be subjected to competitive examination or to cost-
effectiveness analysis should not be, as it is now, subject to exclu-
sive funding control by an outside source such as the NRO. It is
imperative either that the funding for the Agency's R&D in this field
should be established in its budget or that some greater flexibility in
our relations with the NRO must be achieved.

Iv. Recommendations: That the mission role of the Central Intel-

Agency in strategic overhead reconnaissance programs is as follows:
A, To support the Director of Central Intelligence and the

United States Intelligence Board
1. In establishing the requirements and

-timing for on-going systems, 25X1
9
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2. in selecting the systems

which will provide maximum intelligence benefit

with maximum economy, and
3. In insuring that the products

of new systems provide materials and information

in a form and with a timeliness which will permit

effective use and integration with the products of

other sources,

B, To operate overhead reconnaissance systems
by assignment where specific considerations demand.

C.  To fund and engage in research and development
in sensors and associated platforms which can collect information
fom overhead, whether from a manned or unmanned vehicle.
{(This is not an excliusive assignment inasmuch as other agencies
of the Government, specifically DoD agencies, will also be so

engaged. )

25X1
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14 August 1965

MEMORANDUM FOR: Planning Group

‘SUBJECT: Overhead Reconnaissance

Attached is the revised version of PG-D~10 prepared by
Mr. Reber. Please include this document in your package for discus-

sion during the semi-finals,

25X1

Executive Secretary

Attachment
Subject Document

Copies

1 Ch/PG

2-4 DD/S

5-8 DD/1

9,10 DD/P
11-13 DID/S&T
15-18 BPAM

_ 19 NIPE
20,21 C/Staff
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(2) In selecting the systems

which will provide maximum intelligence

benefit with maximum economy, and

(3) In insuring that the products

of new systems provide materials and

information in a form and with a timeli-

ness which will permit effective use and

integration with the products of other

sources,
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Discussion

Research and Development (R&D)

1. The Director of Centrai Intelligence and the Central
Intelligence Agency must be appropriately involved in the development
of intelligence collection systems and théir application if the DCI is to
discharge his responsibility to the President and the National Security
Council. The degree of involvement will vary with the nature of the
collection system, its importé.nce in terms of political and physical
risk. cost, and productivity.

2. In strategic overhead reconnaissance, experience since
1955 (the development of the U-2} has amply demonstrated that the
Direqwr must maintain a capability in CIA for research and develop-
ment in sensors and associated platforms to provide h'iml with a dependa-
ble source of new and a,dvapc#d ideas, to evaluate new p;oposals from
any source, ‘and to insure sufficient competition lto pe?mit choices. The

Agency has a good research and development record both in terms of

4 ' 25X
25X
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the fruitfulness of ideas and of the speed with which they have been

brought to fruition. The research and development for the U-2, the

25X1 CORONA |

25

25X1 it is interesting that one of the con-

cerns of the Land Panel in reviewing ISINGLASS is the absence of any

25

competition.

25X1

3. The concept that the Director sheuld have an R&D organi-
zation under his control involved in this area of résearch isgenerally
accepted. The present concept of funding for it, however, is not
satisfactory, Research and development of ideas up to the point where
they can be subject'ed to competitive examination or to éostaeffectivenesa
analysis should not be, as it is now, subject to exclusive funding control

by an outside source such as the NRO. It is imperative either that the
5 25X
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funding for the Agency's R&D in this field should be established in its
budget or that some greater flexibility in our relations with the NRO

must be achieved.

Operatione
4. The U-2 experience especially from 1955 to 1960, the

first contemporary project of this Goverament in the overflight of
denied areas of major and comprehensive significance, was a joint
CIA-U,S, Air Force project under the executive direction of the CIA.
All factors seem to point to the management relationship which was
developed at that time by individuals in control in CIA (Mr. Dulles,
General Cabell, and Mr. Bissell) whose background, experience, and
talents were an important element in making that arrangement work.

5. We have tended to generalize this experience to all
overhead reconnaissance without taking proper account of the unique
factors at work,

6. Again, the transfer of CORONA regponsibility to the

Agency at the termination of SAMOS was an extension of the management 25X

6
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arrangements functioning in the U-2 case, a very heavy factor being
the necessity to conduct the CORONA program as covertly as possible,
However, the need was seen at that time and toward the end of

Mr. Bissell's stay to establish a national reconnaissance organization
because of the obvious expansion of the Government's efforts in space
fields bearing on reconnaissance. The plan exteanded the jointness then
existing between CIA and the USAF, and therefore was still hydra-
headed. It might have worked to our satisfaction with Mr. Bissell at
the head. But when he departed, there being no noteworthy and logical
candidate of his station from the Agency, the executive agency leader-
ship ur;derstandably gravitated to the USAF (Department of Defense)
which had, while chafing (but tolerating) the U-2 / CORONA arrangement,
always felt that the management of such projects was essentially DoD
business, most particularly Air Force. Apart from the Air Force's
historic role in the air, DoD assets were essential and the largest
sums of money involved were directly related to installations and hard-

ware normally their province.

TOP SECRET
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7. ' Leaving aside hot war, there can be no question but what
all the factors point clearly to the necessity for a continuation of the
control of the National Reconnaissance Organization by the Secretary
of Defense and the Director of Central Intelligence. The latter must
be in a position to exercise an influence in the operational circumstances
of the NRO and this can be achieved without CIA, under his direction,
operating all of the overfli’ght prbgramé. In this he gains additional
strength.frt.)m his responsibilities to the President and as Chairman of
the anrd in defining requiremepts and_in exerc{sing inﬁﬁence in the
selection and use of reconnaissance capabilities. In the lattgr regard,
it is a fair conclusion that the U-2 has been under the collection control
of the Board except for the brief period in late 1962 and the recent
situation in Southeast Asia. However, it is to be noted that even when
SAC (not CIA) has been overflying Cuba it has been subject to the Board's
control to the degree necessary. It is quite clear that the control of

KH-4 and KH-7 since the early stages of the operational status of each

25
25X

has been directiy controlled by the Board.

25X
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8. The OXCART research and developmental stages seem
in retrospect at those times agd in those conditions to have been entirely
a proper assignment to CIA., We doubt it will fly over Russia. It will
probably ﬂy over China and at that time it may well be that all the
factors point to CIA management. It is quite likely that it will fly over
many other areas of the world which cannot be construed as denied in
the same sense as the USSR and China. And it may well be that there
is no good reason why in those instances it needs to be opeiated by CIA.

9. it is proper and highly desirable that the Agency took the
initiative in the development of ISINGLASS, but whether it needs to be
operated by the Agency; if indeed it is to become operational, is not

clear.

25
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12, The determination of operational responsibilities in the
field of overflight reconnaissance cannot be judged from history alone
nor from the claims regarding the relative bureaucratic excellence of
the DoD or the CIA. In each case there will be required a reasoned
examination of the factors obtaining at the time and a decision based on
this process. The Secretary of Defense and the Director of Ceﬁfra.l
Intelligence will always be confronted with claims of their respective
departments. A;xd these they will aiways have to resist in reaching a
conclusion which is most viable and profitable for the United States
Government. Their ;eadership and the climate of discussion which
they establish‘and which they insist must prevail, will go far to make
- it possible for the.Dol? and the CIA to work closely together which is

cbviously es sential.

Requirements and Systems Integration

13. - The discussion above has referred to the importance of

the control by the DCI and the Board of the requirements agaihst which

systems are developed and operationally employed, including the

11
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timing of their collection to be responsive to intelligence. Perhaps
because of the nature of the collection devices, the DCI and the Board

have a notable record of effective control over the last ten years, This

has been true because the nature of this collection system lends itself

to very direct guidance. But it is also unquestionably true that the
participation of the DCI and the Board in this matter has been because

of the sizeable costs involved, political and physical risks, and the

 very high productivity with its impressive impact on intelligence

research and estimates of major concern to the policy makers. 'Wh;ate
ever the reasons, this control must be continued and strengthened, being
adapted to meet the ever changing demands of more sophisticated
collection mechanisms.,

14, The Boardfs cor;cern,' however, has lagged ia taking into
account the full impact once the results of the collection are avai;able. :
True, the DCI and the Board did agree to establish a National Photo-
graphic Interpretafion Center under NSCIb 8, making what was pre-

viously an Agency facility more directly responsive to the needs of the

12
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community. Individually some agencies of the Government have engaged

in extensive construction and development of photographic interpretation

centers to meet their departmental needs

But our pro-

jections for the future clearly show there must be a more vigorous effort
toward resolving the various factors which contribute to our predicted
inability to handle the massive amount of information which is portended
for the future. These féctors include the formatiﬁg of tﬁe infox;mation at
the time of collection so that it may be integrated with previous materials
and exploited by available hardware, the develocpment and application of
automatic data processing and other automation techniques to readout
functions, and the coordination of the output of processing and exploita-
tion for maximum efficient use by analysts. In the future, cost-
effectiveness studies will have to be employed to aid the Board in dis-

charging its responsibilities with full impact at the appropriate time.

13
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9 August /965

MEMORANDUM FOR: Planning Group
SUBJECT: Overhead Reconnaissance
L The mission and role of the Agency in strategic overhe
reconnaigeance programs is as followss
. To engage in research in seneors of
every sort which can collect information from overhead,
whether from a manned or unmanned vehicle., (This is
not an exclusive assignment inasmuch as other ageacies
of the Government, specifically DoD agencies, will also
be so engaged. )
ko By aesignment, to carvy on the development
of projects emerging from 2 or on projecis the research
for which has been done by the military but development
has been discontinued.
Co By assignment where specific consideraiions
demand, to operate systems.

i, To support the Director of Central Intelligence

and the United States Intelligence Board in establishing the

R000T06026564% <0
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reguirements for on-going systems and to aid them in

selecting the systems which will provide maximum

intelligence bereflt with maximum economsy.
2. uomnﬂ@m“ The DCI and the USIR must exercise w timate

R T

control over the selection and employinsnt of overh=ad reconnais sance
systema o mea! overhead ‘ntelligence reguirements, Tils does aot
ean that to achieve control the C/A wnder the direction of the DO must
perform %he research, the developraient, and the operations. This would

only he possible through a vast expansion of the Agency®s funds 2 1d
perscnnel. There are fav ton many existing military programs, facilities,
and installations to warvant such a bhudgeting arrang?nmm There arve
today and thess no doubt will be in the future selected instances in which
all qf there functions, o» almost 3ll of them, will have to be perfirmed

by the Agency, They shovld be however, where a confluence of $actor:s

point to the Agency uc he most appropriate Government unit for “his purpose.

3, Liscussion: The U.2 experience especially from ‘958 to

: NS .

1960, the Srst o atemperary project of this Governmenst n the oveorfiizht

-~

of deried areas of majcy and comprehensive significance, was a joint

e s e

ClA=1. 5. Afr project under the executive direction of the CLA, All faciors

* 25X1
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seem to poimt to the management relationship which was developed at that
time by individuals in control in CIA (Mr. Dulles, General Cabell, and
Mr. Bissell) whese background, experience, énd talents were an important
element in making that arrangement work.

4. We have tended to generalize this experience tel all overhead
reconnaissance without taking proper account of the unique factors at work.

5. Again, the transfer o.f CORONA responsibility to the Agency
at the termination of SAMOS was an extension of the manag@m@n@; arrange-
ments functioning in the U-2 case, a very heavy facﬁ:gr being the necsssity
to conduct the CORONA program as covertly as possible, | However, the
need was seen at that time and toward the‘end of Mro_ Bisgﬂ“@ stay to
establish a national reconnaissance organization because of the obvious
expansion of the Gove:nm@nt?s efforts inlspaca fields .b@arﬁ‘;ng on » &COmALSEVR,
The piLan extended thg jointness then existing between CIA and the USAF,
and therefore was still hvdraheaded. It might have worked to our satis-
faction with Mr. Bissell at the head. But wh_@ra he depa;tedp th@fe being
no noteworthy and logical candidate of his station from the Ag@ncyD the
executive agency leadership understandably gravitated to the USAF (1'3?@5 _

partment of Defense) which had, while chaﬁng fbu: tolerating) the U-2

3 . 25X1
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CORONA arwvangement, always felt that the management of such projects
was essentially DoD business, most particularly Air Force, Apart from
the Alr Force historic role in the air, DoD anssels were essential and the
largest sums of money involved were directly related to installations and
hardware normally their province.

6. Leaving aside hot war, there can be no qu@séion bul what
all the factors point clearly to the necessity for a continuation of thy
control of the National Reconnaissance organization by the SecDef and
the DCi. The latter must bg in a position to exercise an influence in \he
operational circumstances of the NRO and this can be achieved withovt CIA,
under his _direction? operating all of the qverﬂight programs, lEn‘ this he
gains additional strenggh_ from his responeihiiitiges, to &h@. Px;fzsid@nt 'anc_i ta
Chairman of the Board in defining requirements and iq_ exercising great
influence in the selection and use of r@connaissance.cap}abiliti@sc in the
later regard, it is 2 fair conclusion that the U-2 has been under the collec-
tion control of the Board's or its agent, COMOR, except foxi the brief period
in,lat_.ev 1962 and the recent situation in Southeast Asia, ‘ Howey_@?,, it is to be
noted that even whaen SAC (not' CIA) has been qy@rﬂying Cuba‘it has been

sbgect to the Board’s control to the degree necessary. It is quite clear

4 | L 25X1
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25X1 that the contvrol ¢f KH-4 and Kii-7 since the eariy stages of the operational

status of each has been directly controlled by the Board (or COMOR!.

7. The OXCART reﬂ@a:ch and developmental stages seem in
retrospect at those times and in those 'conditi“;ons to have been eatirely a
proper assignment to CIA, We doubt it will fly over Russian It will probably
flly over China and at that time it may v.f_eIUl be that a;l the factors 'poim to
CIA management, It is quite Likely thét it will fly over many other areas
of the world which cannot be construed as denied in th@_ same sense as fhe
USSR and China., And it may wgﬂ,l be that? there is no good reason why in
th_osg instances it needs to be operated by Cla,

85 : ‘It is proper and high}ly. desirgbﬁ@ that the Agency took the
initiative in the development of ISINGLASS, but whether it needs to be

operated by the Agency, if indeed it is to become operational, is not clear.
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11, The determination of operational rssponsibilities in the field
of overflight reconnaissance cannot be judged from history alone nor from
the claims regarding the relative bureaucratic excellence of the DoD or the
ClA, In each case there will be required 2 reasoned examination of the
factors obtaining at the time and a decision based on this process, The
Secretary of Defense and the Director of Central Intelligence wigii always
be confronted with claims of their respective departments. And these they
will always have to resist in reaching 2 conclusion which is most viable and
profitable for the United States Government. Their leadership and the
climate of discussion which they establish and which they insist must
prevail, ‘vffﬂ.l go ﬁar to mak@ it possible for the DoD and the Glté.»tg worlt .
closely together which is obviously essential,

J, Q. Reber
SA{COMOR)/DDS&T
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A OD/RR: (26 Jul 65)

Proposals for Reorganization Within CIA More Along Geographic Lines

W
)

Obgective:

l. A reorganization of CIA more along geographic lines would have
the following objectives:
&. To bring the organization of major intelligence produciﬁg
_ components more into conformity with the geographic organization
" of its rrincipal customers == notably State; DOD and the White
Houee Staff -- in order to more effectively meet the needs of \
these customers.
b. To centralize the expertise and intelligence broduction
on particular geographic areas in & manner which will enable the
Director and other CIA officlals to obtain information and advice -
on any country or geographic aree from one point in the Agency.
c.. To facilitate the brogramming of intélligence production
on all foreign areas in a way which will enswre maximum coverage
'.of Iriority intelligence toples and will minimize unnecessary
duplication.
d. To ensure that the best.availeble information and pro-
fessional talent within the Agency is brought to bear both in
intelligence production and ‘intelligence briefings on any foreign

axrea. -

Giider 3

Excladst fro salematicf
SEGHET us'.'m;;mu'ia; and
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Limitations
3 ' 2. There are, of course, many altérnative organizational arrange=-
.ments that could be adopted in an effort to achieve these obJjectives;
but before considering some of these ;lternatives, it might be well tq

review somé of the practical limitations to the establishment of an

; o organization strictly on geographic lines.
a. We must'fxmt the outset that State, Defense,
and the White House Staff all recognize the importance of
lhaving functional components and experts separate and apart
from the basic geographic organization. In State, for
. exsmple, tﬁere i1s a component for Political-Military.Affairs
(6/PM); a Bureau of Economlic Affairs, a Bureau of Inter- '\
national Organization Affairs; a component responsible for
. International Scientific and Technological Affairs and, of
course, there are functional components as well as geo=-
; . B graphic compohents in AID. Within the Department of Defense
there is a new Assistant Secretary for Systems Analysis who
represents one of the Agency's principal customers for mili~
tary-economic intelligence, and, as is well known, there argfv’

a whole host of other functional non~geographic components

covering such subjects as space, research and technology,

logistics, etc. In fact, the Pentagon is organized much

more along functional than geographic lines. While most

members of the White House Staff have some geographic identi-
'fication, there are also staff members concerned with scientific,

economic and military affairs. Therefore, 1t would Appear that,

-2 -
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;if one of our objectives is to establish an organization which
roughly parallels that of our principal customers, we must
recognize the continuing need for functional compartments.
| b. The great majoriﬁy of intelligence support presently
rendeged t6 officials ﬁnd operating components withih CIA end f:—'
policy and action officials within the Government by these
components of the Agency now concerned with economic, sclen~
-.ltific, military and geographic intelligence do not require
extensive coordination in any geographlc céntext but are keyed
almost exclusively to the category of intelligence for which
.the produqing'office is responsible. |
c. It is essential to récognize that the recruiﬁment,
training, and professional development of specilalized personnel
such as geographers, economists, sclentists and military ;ntel-
liéence experts can best be carried out 1n an organization which
linﬁegrates these disciplineé. The universities, in thelr efforts
to establish centers of area concentration such as Russian centeré\
etc., have long recognlzed that, while 1t is possible to establish
a corps of area experts, they must draw thelr economists, scientists,
geographers, etec., from the parent departments without destrgying
their identification with these departments. The Agency has been
able to recruit, train and hold highly qualified personnel in
these special fields by giving them top Jobs with the prestige,
position and research environment which 1s keyed to their chosen
profession. We have avoided subgerging.these prpfeesional pefsonnel

under the control of other professionals who do not fully under=-

- 3 - . »
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stand the importance of expanding the frontiers of knowledge

through intelligence research in their particular field of

specialization. The Agency has, to a significant extent,
developed ifs reputation through the research production of
: ' its top professienals in these various fields of functional
specialization.. Most of this work has been carried out with
relatively little supervision from generalists concerned with
geographic areaslbeyond the ee;t of broad guidance which:
; ' . pormally takes place in the preparation of National Intelli-
gence Estimates, Current Intelligence and Special CIA Memoranda.
: olesclff nee
d. We also understend t t he effective employment of con-
sultants depends to a great extent on the contacts between our

\
top professional employees working out of functional intelligence

components and those experts working in similar fields for in-
dustry, research foundations, the universities, etc., on the
outside.
| e. One great advantage in centralizing functional expertise \
| is that 1t gives the Agency greater flexibility in employing

these personnel on the most important problem of the moment.,

Some of the same shipping experts who were followlng the sifﬁa-

tion at the time of the missile buildup in Cuba are now watching

the shipping situation in Vietnam. Overland transportation

specialists who were concerned with the capacity of the Trans-
i ' Siberian rallroad to support Communist forces at tne time of the
Korean War were shifted to a study of Chinese logistic capabili-
ties on the northern borders of India at the time of the Sino-

. L.

,..m{
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Indian border conflict and now are concerned with Communist
logistics in the Vietnam war. These functional speclalists

must not only be flexible enough 8o that they can shift from

one crisis situation to another but, while tending the crisis, '
they must also continue sufficient basic research on other areas .
and continue sufficient file maintenance so that thelr 1nforma-
; ‘ tion base will be adequate to meet the next crisis. A great many
more functional specialists would be requirea if geograpyic,
transportation, agficultural, various scientific, military and
other specialists were to be parceled out to a number of geo-
graphic offices. |
f. It is also important.that one office be responsible for

the recrultment and caieer management of these functional special~
ists. This is true because of the scarcity of these human
% ' resources, the higﬁ attrition rates and the need to develop backup

personnel for top professionals in key Jobs. When O/NE takes a

25X1 when an outside research organization lures,
\
. 25X1 ' avay a[:::::::::] or when the President takes a

there must be key people in the pipe-

25X1 ,
1ine who can fill these gaps and the selection must be made from

.8 pool of competent professionals in-a speclalized field.

g. The political scientlsts and historians can more readily
organize thelr research and output on a geographic basis because
their respective disciplines, almost b& definition, involve
synthesis and a feeding on the findings of anaiysts in other
speéiglized fields. This has long been recognized in CIA in.
existing arrangements for pulling together 1nte1£igence production

-5 -
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_from more“technical areas, largely through the use of political
sclentists, historians and area experts. These arrangements
have been develoﬁed to a high degree by the Office of National
Estimates and the Office of Current Intelligence. In addition,
thé'special CIA memos issued by the DD/I are lgrgel& written by -
ggogfaphic area specialists from these two Qffices.

Alternative Arrangements

A, Alternative 1l

3. One of the more extreme alternatives for achieving central-
ization of the Agency's activities along geographic lines would be to
merge into geographic offices not only all of the intelligence production
(DD/I) components concerned with each geographic area but the area divi~
sions of the clandestine services as well. There are a whole host of '

problems which would argue against a sweeping change of this kind --

problems arlsing not only from reasons of securlty but from reasons of

'operational management as well. Moreover, such arrangements would yleld

- very little with respect to the centralization of information and expe%?-

ise which could not be achieved more effectively in other ways.

B. Alternative 2

4. A second alternative wauld be to merge those producing aétivi-

ties of the DD/I which presently have a geographic orientation and add

© to these components certaln speclalized political intelligence functionms.

We could hypothesize a reorganization which would:
a. Take components of the O/NE staffs and parcel them out
among & series of geographic offices, retaining the O/NE Board

as a separate entity under the DCI. This would leave the Board
N . ) . ~

-6 -
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responsible for the coordination, presentation and ultimate
publication of the_NIE's and would assign to the various

geographic offilces the Job of preparing what now amounts to

the staff draft.
b. All of the geographic components of OCI would be

assignéd to geographic offices, leaving a current intelligence
staff under the‘DD/I responsible for current intelligence publi-
cations, the Watch Committee, the National Indications anter
and perhaps the Operations Center as wellt Contributions to .
current intelligence publications would be the rennonsibility

. of the geographic offices in much the same manner as economic
contributions are now provided by thé Offiée of Research and

\

Reports. SIDOS would also be drawn from the geographic offices.

c. Additional personnel for the geographic offices would be

drawn from from the 25X1 .,

. ~ Biographic Reglstry and from the DD/I Research Staff. There may
‘ be other similar activities which could be drawn on, including '
perhaps certain of the strictly research, analysis and informationl
! . sections of the DD/P divisions.
5. Each office would have, in addition to the usual staffs (Adnin,
Publications, Programs and Planning), a panel of consultants and an
advisory committee drawn ex officlo (or on the basis of expert knowledge)
from other components of the Agency (e.g., the Office of Eastern European
Intelligence would have on its advisqry panel key personnel from offices

§ concerned with economic, military, geographic nnd scientific research,

as well as appropriate repreaent&tives from the clandestine aervicea).

~

-7 - ' -
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6. Each of these geographic offices would then have the responsi-

bility for providing contributions to NIE's, to current intelligence

publications, to the speclal CIA memoranda, and to ad hoc responses

for the DD/I and the DCI, the White House Staff, policy and action
offiqials in the Executive Branch and the Congress. Each Office Director
would be' looked o by the DD/I, the DD/P and the DCI as the man' responsi-
ble for all information on thét ared; or at least knowing what informa-
"tion is available‘regardless of where this infofmation can be obtained
within-the Agency. A representative from this Office would head all
task forces estgblished by the birector'on ma jor questions falling within
! o that Office's area of responsibility and transcending the responsibility
| of any single Office such as OSI or ORR. Each Office Directo{;)or his’
nominee; would be designated as the Director's representative with \
appropriafe countérparts around town. For example, the Director for the
Office of Far Eastern and Southeast Asian Intelligence would be assigned
as the principal contact for Chet Cooper on the White House Staff and
Bill Bundy, the Assistant Secretary of State for Far Eastern Affairs.‘f
7. 1In addition, there would be separate Offices for economic and\
military research; basic intelligence, including geographic research;
scientific intelligence; and, perhaps, political research, depending on
vhether it was judged desirable to have political resesrch (including
contributioné to the NIS's) as a part of the geographic offices or not.
5 One reason for placing this responsibility in a separate office would
; be to ensure concentration on subjects which require some depth of

: research and understanding in order to meet cqnﬁinﬁing and long-term

H -
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intelligence needs. There is always the danger that the integration of

research personnel with those responsible for current intelligence,

national estimates and ad hoc responses will result in little time for

research with all resources being applied to the hot problem of the
E o moment .

8. Directors, or appropriate ndminees of the functional offices,.'
(0SI, ORR, OBI, etc.j, also would be designated as a DCI representative‘
with key officials in certain other deparfmenﬁs and agencles. For |
example, a representative from ORR would be a principal Agenc& contact
with: +the Assistant Secretary of State for Economic Affairs; the
Assistant Secretary of Defense for Systems Analysis (on certain matters
| of military intelligence research); Francis Bator, principal economist
; , for the White House Staff; etc. \

9. There would be a number of advantages in adopting this éltefna-
tive of a comblned geographic/functional organization:

a. + It would combine into a number of geographlc offices
all or most of the intelligence generalists concentrating on

a particular area of the worid and would provide the Agency

with greater flexibility in the utilizatioﬁ of these personnel
. ' vhether on national estimates, current intelligence, special{.l

" task forces, or whatever.

b. It would faéilitate professional personnel training
- - and management.

T ¢, It would provide one point in the Agency for the
Director and the DD/I to obtain complete information on any
geogfgphic ;rea. hl '

| : - erpad
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d. It would provide one polnt of contact in the Agency for
officials around town concerned with the acquisition of informa-

. tion on questions relating to particular geograephic areas, and

1t would enable the Director to deslgnate a person from each of
the geographic offices as his man, thereby perhaps facilitgting
the Agency's liaison with key policy officlals and enabling the
Agency to maintain a closer awareness of policy discussions and
decisions. This would not only improve the timing and relevance
of intelligence support but would sharpen our understaqding of
current developments and would improve the focus of our intelli-
gencé programs.

e. Tt would facllitate intelligence production programming
and development of intelligence requiremehts on any glven areas. \

10. There are, of course, a number of disadvantages as well. One of
the most lmportant would be that those offices responsible for national
intelligence and cufrent intelligence would have less direct control over
the personnel responsible for the intelligence inputs. This would pre;\
sent serious work-out problems on matters of both scheduling and contenﬁ.
There is also the problem of the psychologlical attitude and aptitude of
the individual professional as it relates to his working environmé;t. An
individual who may be terribly good in the more contemplative atmosphere
of NIE work may find the daily tempo of current intelligence not to his
liking. In addition, of course, there would be all sorts of horrendous

bureaucratic problems assoclated with a merger of this kind -~ problems

of grade structure, slotting, placement of key individuals, problems of

i
i
|
!
|
i

esprit and morale. In brief, the kinds of problems that have been faced

- 10 -
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vefore and eventually resolved in similar situations but, nevertheless,

the kinds of problems that should be avoided unless we anticipate major

gains from the change.

Variant on Alternative 2

11. A variant method of implementing alternative 2 would be the
division df the DD/I area into thrée major components -- suppor£, produc=-
tion;,and'research. |

12.  The intelligence support compgnent would be in recogpition of
the fact that much present DD/I strength is not directly concerned with

the producti.on of finished intelligence at the national level, but with 25X1

supporting such production.

; 25x1 the Office of Central Reference, and pro-

bably the National Photographic Interpretation Center, fall into this

\.

category. Aggregating these offices into a single component would
relieve the DD/I of the necessity of time-consuming direct responsibility
~ for supervising maJjor activities.

13. Secondly, basilc research could be continued on a functional bésis,
much as at present but at somewhat reduced strength. This would comprise
military, economic, political (if desired) and geographic offices. The
‘precise organlzational breakdown and the link to scientific and téchnical

- intelligence would be a matter of convenience. This would keep alive a
strong functional organization, which we bélieve is most important for
reasons stated earlier.

14. Thirdly, at the heart of the DD/I would be a production component,
or center, composed of the existiﬂg Offlices of Curfenb Intelligenée and

National Estimates; augmented bi.limited additions from other exlsting

offices of the DD/I. This production compouent would be organilzed
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geographically (Western Europe, Southeast Asia, Latin America, etc.).

Tt would be the group of offices directly in production support of the

DD/I, and contain the experts on individual countries and regions who
would support or represent the DD/I and DCI as required. Publication

of NIE's and of current intelligence Jburnals could be the requnsibility
of, respeciively, a National Intelligence Board and a Current Intelli-
gence Board. . étaff support would come from the individual regional

offices. Organizationally, the DD/I area would look as follovys:
‘ !
5 | po/I

I P
! : Deputy for Deputy for ' Deputy for| . _
‘ Support Production Research i
= g -
Cur. Int. Nat'l. Est. f
Board ] Board
Geographic Functional
25X1 Offlices Offices
C. Alternative 3 ' ‘\ ‘

15. There are, of course, an infinite variety of less sweeping

{ , alternatives which center around some form of committee or task force
arrangement which draws on the competence of existing offices. Tﬂis,
obviously, can vary from the most formal and permanent arrangement to the
most ad hoc and the most informal. The reéent establishment of the Viet-
nai Task Force is probably consldered permapent for the duration of the

s Vietnam crisis and is clearly a formal arrangement which is designed to
serve the Director. It not only will have a fulltime staff with répre-

. sentatives from both the DD/I and. the DD/P, but it will bave the right to

- 12 =
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draw on any component of the Agency. It will be expected to know, at

least in general terms, everything that i1s golng on within CIA that
relates to the Vietnam situation, and 1t will be expected to give some

guidance to the programming of the various producting offilces.

16. It would be possible, of course, to achieve some of the obJjec-
tives outlined in the beginning of this paper simply By establishing
task forces along the lines of that set up for Vietnam to cover crises
‘L ' - . and major continuing problems with which the Agency is concerned. This
| will include task forces on such toples as the Dominican Repuﬁlic, Cuba,

Berlin, the Congo, etc.
17. A modification of this arrangement would be to establish a
" formal structuré of geographic committees covering all foieign axreas of .
- the world. Each committee might have a small permanent‘;taff with the
best available man from either the DD/P or the DD/I selected as chairman.
Like the Vietnam Task Force, it would mobilize all of the talent and
information within the Agency on whatever problems were sufficiently
important to warrant the committee's and the Director's attention and -
would have priority in levying assignments on any Agency component. IA\
addition, such committees would have the respongibility of overseeing
" the programs of all Agency activities which relate to the committer's
! ' area of responsibility. The chalrman of the committee would be résponsi-
ble for'maintaining contact with top officialsvaround town concerned with
the chailrman's geographic area.
i | 18. Any such committee arrangements would not belparticularly
helpful in developing more flexibility in the use of professional
personnel and would not go as far as alternative 2 in reducing the frag-

mentation which presently characterizes the Agency's efforts on practically
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all géographic areas. On the other hand, it would avoid much of the pain,
and~turmoil aggectatedwith~the=patrburmedl and other disadvantages

which were spelled out in connection with alternative 2.

'Fundamentally 1t would seem that there are three general kinds of
alternativés to exlsting organizationél arrangements for produciﬁg intel-
ligence on forelgn aréas, ranging from the most extreme as posed in
alternative 1 to the more moderate re-arrangements outlines in alpgrna-
tive 3 which would overlay the present structure with the system of task
forces or committees. Within these three categeries thére are obviously

an infinite number of shapes into which the bureaucratic molecules can

be formed.
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