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23 October 1974

MEMORANDUM FOR: Chairman, NSCIC

SUBJECT: Intelligence “Warning

INTRODUGCTION

1. In the bréadest'sens,e, the function of intelligence is to provide
the policy maker with a forecast of future international developments
that are likely to have a significant effect on U, S, national interests.
This is done on a continuing basis through the production of current
intelligence‘_and estimates,

2. Within this broad, general responsibility to forecast,
intelligence‘lms also a special responsibility to warn the policy

maker of potential developments that are perceived to represent

a spectal threat to U.S. national interests. Implicit in warning

"intelligence is the assumption that something might occur which-

rgquires a U.S. response and, thus, the special, focuéed attention
of tbé policy maker.

3. ’\"-Fit‘n.in the overall respoasibility of the; ;:ammrlnity to pravide
warning lies the more specialized responsibility to provide warning .
of military attack againat the U.S, or its allies. An sven more

snacializad resnongibility is warnine of nuclear attack. (Ssz Tab A
& v pn |

for a graphic display of the progression from the intelligence

NSA, DIA reviews completed
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community's Vsteady state' forecasting role to its role in providing
alerts and strategic warning.)

4. TUntil recently, the intelligence.community has had no established
mechanism to provide explicit warning to the policy ma‘.«:ez; excent
for the USIB Watch Commitise. This was established in 1954, in
response to the so-called Pearl Harb-r syndrome, -:’:o pravide .warrnmg
of imminent military attack against the U, S, Given the'nar.rowness
of its charter, ii has had little nccasion to produc%&ﬁva;nings during
the 20 ye;trs of its existence. Its weekly reports, containing

-éssentially negative threat assessments, have been of little, if

| S — e

any, valus to ;he policy maker. And eve‘n w1th s~me loosening sver
time_.‘c__)f its reporting criteria, e.g., to cover militai'y dex;elopme.nts
m Vietnam, the policy ﬁmaker has been left unwarned, in any;
explicit sense; of a wide range of critical develdpments == military,
technological, political, and economic ~- which have deserved his’ ”
focused attention. He has been left lar.gely t? his own devices to
glean from the mass of finished intelligence products constantly _
available to him which itzms deserve his special atténtidn. The -
intelligence producer, after the event, has usually béen abl’e: t-o '

demonstrate that in one way or an-~ther he {fhracasted the svent,
Yy

But he has generally assumed no rzanonsibility t5 warn.
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THE ALERT MEMORANDUM

5. In order to fill this gap in the community's procedurss, I’
am in the process of developing a new intelligence art form, the
Alert Memorandum (AM). Its purpose will be to p.rovida me with a
rﬁadium explicitly to warn the members of WSAG of a for-eign
development of special gravity in terms of U‘.S. national interests.
6. In recognitibn of the fé.ct that warning is a responsibility of‘
the whole commaunity, no special group or sffice will be established
to produce this docurment. An alert memorandum can be proposed
byl any element o*" the commuaity; it Wi_ﬂ. be producad by the appropriate
National Int@.liéence Oificer in conjunction with Whatever.elerﬁents of
the community he wishes to call on to do the job., To the gxként that -
time permits, it will bz coordinated among the USIS agencies.

STRATEGIC WARNING

7. The‘possibility of a milité.ry attack aga‘i,nst the U.S. or its
allies, becauga of its vextreme gravity, reqﬁires, in my viex:v, an
additional, discrete, and si:xeciaiized effort.

8. Genearally, U.S, poilcy interests will require warning of
military events -« whether Communist~iaitiated or nnt -- more often

and at an earlizr stzoe of develooment than sirictly policical,

technolozical, or economic events, Providing suc

I's
.

)
Q
[a]
Q
o}
i

-

P
Ui
@
A
o
L
6]
a3
o
&
i::‘
=3
[a
P
1y
Lo
-
[#]
o
i
133
o
[
{2
jo]
[or}
34
0]
)
e
8y

._i_':?
G
i3
o

o
i3
e}
ol
o]
jo ¥
e
L]
at
i
P
>}
o
«




/\\ ’

( .
( e ——— { ‘
Approved For Rele@e 2003/06/06 : CIA-RDP84B00506R00%00180038-5

exist of the intent to employ military measures until a very short
period before the action is taken. While the decision to launch some
miliﬁai‘y actions {e. g., Hitler's invasion of Poland and the Arab

initiation of the October War) almost certainly occurs some time

before the actions ars adopted, in many cases {e.g., Crzachoslovakia

in 1948.and Turkey's invasion of Cyprus in 1974) the decision to use

force is not made until almost immediately before ti;xe action i.s taken.
9. In cases such as thegé the use of forcea {or initiafion of
hostilities) becomaes, early on, one of a range of serious option.sl
addre.ssed by a potential aggressor's top policy-making body.
C‘apabilities ars augmente;d, sometimes behind a screen of del-iber_ate
deception, to keep this option open and Eﬁf&ake_ it genuinely, or
increaaingly, viable. But the actual decision t> exercise this
optio;x, i.e., to strike, may .not be made until very late in the
process rather than at the outset. There will be no evidencé early
in the game of firm intent to go to war -- oot because intellizence
is deficient but bacause no such firm decision has yet been made. A
warning keyed to hard evidence of an attack decision --i.e., a firm

Nimtent to o0 to war!! -- will in these instances inevitably come ve
O

close to the actual initiation of hostilities, too late for couantar-action.

4
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In this sort of s . ituation, the Intelligence Community needs to give
formarl warning when a potential adversary first begins to weigh
‘initiating hostilities as a sérious éractica}. éption. The final
.decmzon point may come much later -- lond after capa.bxlxtles are
already aucmentsd -w= or not at all. (See Tab B a detailed desc_:ripf:ion,
and é;aphic represéntatitm, of how the Japanese kept thelr options
open ué until a few hoﬁrs pﬂor to the Pearl Harbor attack. )

10. ‘Indeed the final decision print is often so fnu'ch an immediate
or tactical matter that no single system can be expected to ﬁéar the
ient::ire burden cof giving suc ‘1 warning. }\JIgist likely the warning(s).

would 'be_reﬂected by various elernents of the Community in one or

more forms of Yeritic" communication: e.g., 25X1

the FBIS ticker; the White House Spot Report; the DIA

Servxcp ~and I‘\IR biriefings; the secure telecnona call from the USIB
principal. Only if time nermitted would conaultatmn batween Com*numty
agencies take place, though the recent introduction of the Natipnal
Operations Intelligence v atch Officer’s Net (NOIWON) has improved

tha possibilities of such consultation, .

traresic warning r’wi_g.n-sm (tha VWatch

f USID and the National Tndicatinns Center) is in the

O
:J
G
o]
~
e
[
or
@
W
Q

- »

process of ¥eing revised. In its new form it will consist of a small
national-level oversight committee and a srnail staff consiating of
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analysts drawn from the major production elements of the community.
The committee chairman will be responsible directly to me but will
work in‘closé coordination with the specialized warning mch#&isma
of the Department of Defense. The staff will be co-locatsd with
the NMIC and will rély on the NMIC to perform the 24-hour watch
functions formerly p_erformed by the NIC.
12. The mission of the new Strategic Waraing Committee énd

taff will be tés assist me in carrying out my resp{onsibiii‘a; for
pr_oviéin-g s‘trategic warning to the National Security C‘.o{mc.il‘.' They
will be responaible for providing the earlisst z;aossi‘ole warning of
military action against the U.5. or its allies, They will alsa bs |
responsible for poviding waraing of military action in developing ‘
crigis situations, in any are;a, which could involve U. 5. f_or(ces.,
If, for example, Arab-Israeli tensidns suddenly increased and
culminated in a Syrian attack agaiqst israsl, the strategic waz‘ﬁing
mechanism would not be responsible for providing warning of this
evant. Ths responsibility would rest with the community at large
and the NIOs to produce an Alert Memorandum, The Strategic - -

by

Yarning Commiitiee and 5iaif would, 2 wwever, e respoasivie for

izllowing the situation clasely, evan belure the Cyrian attack, to

193

determine whether any iadications exisizd of 2 Soviat military role
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‘in the crisis. The personnel of the Vatch mechanism would noL

only scan the cu:.frent traffic forksigns of Soviet military movement,
but would bring to bear their special understanding of Soviet alert
and combat readiness procedureé, mpobilization laws, war games

or exercises, civil defense doctrine and practice, and other similar
material §f a type rarely needed for day~to~day iﬁtenigenca reporting
but absgolutely vital when thare is é threat of emplofment of inilitar;y

force by a major Communist state. And because this expertise

presumably would be unique to the stratezic warning mechanism, no

other elemsant of the Community would attaimnpt to comp-eté with it.
Other Community Efforts t» Improve "Warning

13. A community effort to address the nuclear dimension of the
warning pro‘blem wasg set in train by NSDM 242, 'Policy for Planning
tha Employment of Nuclear Wespons, ! issued in January 1974, Ah

Ad Hoc Lmeragency Crisi «ianagemem Task Force (IC“‘»T"I‘} haired

by J-3 and wuh rnpresenaa’tion fr~m the Sacrataries of State and
Defense, the DCI (IC Staff), JCS, MNSC Staff, ASDI(I), and DIA. The
ICMTE in turn sreated separate grouns to concentrate on crisis

Tiana

[xs
3

ament communiaaticag and e continvency planziag. The "
revigsed NETM 242, awsziting Dr. Nissinger's adproval, would

2adar further srzaanizational measures.

El T

4.-—Cathe theoratical level, a veteran analyst in the MNational

1

Indications Center has produced 2 Mandbook of Warning Intellizence

. | - :
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A (3 vola., 1'972-751»). it is the first of its kind, and has assisted many
in the Community bdth in understanding the many forms of warning
and in identifying the particular expertisg which should bé associated
with the. strategic warning function.

15. Other projects relatad to warning are:

a. The establishment by the ASD(I) of an.Intelligence and
Wafrning ﬁéviaw Panel chaired by the Director of Indications
and VWarning in ASD{I). This has led to the f_oi‘ma‘cioﬁ of an
Indi.cations and Warnfmg Functional Review Group, which
presently includes repraesentatives from J~3, J=5, NSA, DIA;

State, IC Stafi and CIA, as well as ASD(I). >ASD{I) hgé algo

- commissioned several major warning studies, such as War .
in Europe (WINE), and on .' 25X1AS5-|A/£T
25X1A5A1

warning hardware requirerments,
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policy levels in the State Danartment.
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e. The esta.bliahma.nt by CIA of a Committee on Internal
Organiza;ion for Crisis Management.

“f. The IC Staff’s promation of conferencing networks
{(NOIWON, NOIAN, CONTEXT, Meet-Me), which hopafully‘_
will improvs thé technical support aspects of warning.

-8« The IC Staff's compilation c.f a Crisis Directory,
intended to link watch centers in operational, intelligence,

and related government agencies.

1

W. E. Colby
Diractor
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