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MEETING WITH JAMES R. SCHLESINGER
SECRETARY OF DEFENSE
Thursday, July 24, 1975
4: 00 p.m. (45 minutes)
The Oval Office

From: Henry A. Kissinger / @

I. "PURPOSE .

. .' . ’\
To hear Secretary Schlesinger's views on the future of the
Intelligence Community .

iI. - BACKGROUND, PARTICIPANTS & PRESS ARRANGEMENTS

A. Background: Secretary Schlesinger requested a meeting with
you to discuss intelligence. We anticipate that he will empha-
size the future structure and management of the Intelligence
Community. The written comments which Secretary Schlesinger
has submitted on the Rockefeller and Murphy Commission
recommendations are at Tabs A and B respectively. In his
comments, Secretary Schlesinger characterizes most of the
thirty Rockefeller Commission recommendations as "thoughtful
and constructive". His memorandum specifically addresses
‘'only the ten recommendations which he feels would benefit
from revision. Secretary Schlesinger considers the ten Murphy.
Commission recommendations on intelligence for the most part
"reasonable and sound". He points out, however, that success
in carrying out the recommended structural and procedural
changes does depend on such factors as the manner of imple-~
mentation, the selection of key personnel and the clear definition
of organizational tasks and roles.
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Two important points which Secretary Schlesinger covers
in his memoranda, and may wish to discuss with you are the
roles of the DCI and of PFIAB. Secretary Schlesinger favors
separating the position of Director of CIA and that of the
President's intelligence advisor and manager of the Intelligence
Community (Tab B, response to Recommendation No. 46).
Secretary Schlesinger questions the advisability of expanding
* the functions of the President's Foreign Intelligence Advisory
Board, as recommended in the Rockefeller Commission report.
He points out that full implementation of this recommendation
- would place PFIAB in direct competition with the statutory
members of the National Security Council, with OMB and
with Congressional oversight committees (Tab A, response-
to Recommendation No. 5).

For your convenience, the thirty recommendations from the
. Rockefeller Commission report are listed at Tab C; the ten

Murphy Commission recommendations on intelligence are

included in Secretary Schlesinger's memorandum at Tab B.

In early 1971, while serving in OMB, Secretary Schlesinger
submitted a report recommending a fundamental reorgani-
zation of the Intelligence Community (copy at Tab D). This
report was the basis for President Nixon's directive of
November 5, 1971 for the Organization and Management of
the U.S. Foreign Intelligence Community (copy at Tab E),
In his report, Secretary Schlesinger made a strong case
for a poweriul Director of National Intelligence. Almost
the entire intelligence budget would be appropriated to

the office of the Director of National Intelligence. And,

in addition to budgetary control, the Director would be .
responsible for operating the government's principal intel-
ligence production and national estimating organization.

B. Participants: Secretary Schlesinger and General Scowcroft.

C. Press Arrangements: White House Photographer only. Meeting
not to be announced.
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Im. TALKING POINTS

1.

I welcome this opportunity to hear your views on intelligence
and the Intelligence Community.

I have seen your written comments on the recommendations
on intelligence in the reports of the Rockefeller and Murphy
Commissions. ‘

I am not yet prepared to discuss the comments received from
other agency and department heads on the recommendations
inn these Reports. We all recognize the critical importance
to the national security of the decisions which must be made
in the coming months on the future structure and direction
of our intelligence agencies. These decisions must be made
deliberately and with full consideration of diverse views
and contributions.

t

Iam particularly interested in your views because you have

had the experience of seeing the Intelligence Community from

several Key vantage points. After preparing a detailed proposal
for intelligence reorganization while you were at OMB, you

had the opportunity, as DCI, of observing the Intelligence
Community operating under the reorganization directed by
President Nixon in 1971. And, of course, in your position

as Secretary of Defense you now manage the major portion

of the Intelligence Community's budget and resources.

I will give your suggestions and advice careful consideration
in reaching my decisions on how the government should structure
and control its future intelligence activities.
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Attachments

Tab A - Secretary Schlesinger's memorandum of 25 June 1975 on the
Rockefeller Commission recommendations.

]

Secretary Schlesinger's memorandum of 19 July 1975 on the -
Murphy Commission intelligence recommendations .

Tab B

Tab C -~ List of the Rockefeller Commission recommendations.

The 1971 Schlesinger "Review of the Intelligence Community",
submitted to President Nixon by Henry A. Kissinger and
George P. Shultz. :

t

Tab D

Tab E - President Nixon's November 5, 1971 memorandum on the
Orgamza.hon and Management of 'the U.S. Foreign Intelligence
Community .’
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25 June 1975

MEMORANDUM FOR The President
. o . N
FROM:  Secretary Schlesiager'\ég;if

o\ . .
SUBJECT: Comments on the Rockeéfeller Panel Reconmendations

Most of the recommendations in the Report are thoughtful and
constructive. If implemented, they should significantly reduce
the likelihood of the CIA again beconing embroiled in controversial
domestic activity. Several of the recommendations, however, could
benefit by somc additions or deletiens. The following comments are
addressed to those specific recormendations: .

- .

Recommendation (1)

R Ugection 403 of tha Wational Security Act of 1947 should be
- . amended in the form ser forth io Appeudix VI to this Report. These’
amendments in summary would:

!a) Malke explicit the CIA's activity must be related to foreign
intelligence.

(b) Clarify the responsibility of the CIA to protect intelligence
gources and methods frouw mauthorized disclocure..." :

COMMENT:

Presont language in the National Security Act makes the DCI
responsible for protecting intelligence sources and methods. The
Commission's recommendaticn would revise the Act to assign the
functions to CIA as an agency. The DCI rather than the CIA should
continue to be assignnd this responsibility.

.. - IO

‘Recommendation (3)

"The President sheuld recormend to Conpress the establishment of
a joint commirtee on intellipeuce to assume the oversight tole currcutly
played by the Armod Sservices Commlttees.”
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COMMENT:

As writton, this Recommendation suggests that such a joint com-
mittee would have jurisdiction over the entire intelligence community
npot just thue Contral lntelligence Agency. I1f so, its creation would
result in serious jurisdictional problems between comuittees. Fox
example, Defense agencies such as DIA and NSA would come under the
purview of the joint committee, both Armed Services Committees and

_both Appropriations Committees. If any recommendation is made on this
point, T, urge that Recommendation (3) be rewrittem to call for the
establishment of a Joint Committee on the Central Intelligence Agency
rather than a Joint Committee on Intelligence. .

Recommendation (4) . _ L .

“Conmrogs should give careful consideration to the question of
whether the budeet of the CIA should not, at least to some extent, be
‘made public, zarcicularly in view of the provisions of Article L,
Section 9, clause 7 of the Constitution." .

COMMENT :

Once CIA's budget is made public there will certainly be increased
pressure to make public the budgets for each of the other intelligence
agencies such as NSA, DIA, the NRO, etc. Publication of a lump sum-
for any single year for any one of the intelligence agencies might be
-yelatively harmless but over a period of several successive years such .
-publication will reveal changes which could point towards sensitive N
new projects. ) ) .

.,

Recommendntion (5)

“(3) The functions of the President's Foreign Intelligence
Advisorv lLioara should be expanded to include oversight of the CIA.
This expmricd_oversicht board should be composed of distinguished
citizens with varyine backgrounds and experience. It should be
headed by o full-time Chairman and should have a full-time staff
appropriute to its role. Its functions related to the CIA should

include: . . . , L

(1) Assessing compliance by the CIA with a
statutory authoritv.

| P -
(2) Asscssing the quality of foreign intel- i
1ipence collection. . - /; §

et o
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(3) Assessing the quality of foreign intel-
lipence estimates.

(4) Assessing the quality of the orpanization
of the CIA. ’

(5) Assessing the guality of the management
of the CIA. :

- ',g-

. {6) Making recommendations with respect to the
above subjocts to the President and the Director of
Central Intelligence, and, where appropriate, the
Attorney General.

(b) The Board should have access to all information in the CIA..
It should be authorized to audit and investigate CIA expenditures and
activities on its own initiative.

(c) The Inspector General of the CIA should be authorized to-

.. report directly to the Beard, after having notified the Director of

Intelligence, in cases he deems appropriate."

COMMENT: .

This Recommendation, if fully implemented, would place the
PFIAB in direct competition, not only with the statutory members
of the National Security Council but also with OMB and Congressional
oversight committees. The members of the National Security Council
are in the best position to assess the guality of the intelligence
collected and produced'by CIA. Moreover, the PFIAB ought to retain
a certain flexibility in its charter so that it cam be used effectively
by the President for ad hoc projects and oversight functions. The ‘
President currently has sufficient authority to utilize the Board in
. a broader oversight fashion, if he so chooses. .

F

-t

- .. . g Y o

Recommendation (7) ‘ .. . -

» . - 3

"(3) Persons appointed to the position of Director of Central
Intelligence should be individuals of stature, independence and
integrity. In making this appointment, considerations should be
given to individuals outside the career service of the CIA, althouph
promotion from within should nmot be barred. Experience in intellinence
service is not necessarily a prerequisite for the position; mananement
and administrative skills are at least as important as the technical
expertise which can always be found in an able deputy.

’
" ’
. l‘ -
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! " (b) Althouch the Director serves at the pleasure of the
President, no Dircctor should serve in that position for more
than 10 vears.' ; : -

COMINTS . . _,.r_..."m:.-._l:. Jies
It is a good idea to limit the tenure of the DCI; however,

if this is to be effective, it needs to be written into the

Naticnal Security Act. : Ce e . ‘e

- .. .
S g R . [
. . m——. T e T A e e .
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. Recommendation (8) - Lo

“(a) The Office of Deputv Director of Central Intellipence
should be reconstituted to provide for two such depuries. in addition
to the four heads of the atengv's directorate. One deputy would act

» as the administrative officer, freeings the Director irem dayv-to-dav
management duties. The other deputy should be a military officer.
" servicine the functions of fostering relatiomns with the zmilicary and
. providing the Agency with technical expertise on military intelligence
-  regquirements. ' ‘ :

- ——tan— . A - e - - -

"(b) The advice and consent of the Senate should be required for
the appointment of each deputy director of Central Intelligence.'

§ e — ' - -
. )

COMMENT: T e P .
) There is much merit to this Recommendation. Creation of a Deputy

Directorate for a military officer would be accomplished by designating
the Deputy Dixector for the Intelligence Comaunity as that position. '
Care should be taken however, in filling the othexr Deputy spot. One
should be alert to the possibility that the CIA professionals might
-~ attempt to freeze out the DCI and keep him ignorant of what was actually
REEELEE .+ happening within the Agency itself.

-
- L
Recormendation (9) " R R R e

%“(a) The Inspector General should be uperaded to a status
equivalent to that of the Deputy Directors in charpe of the four
Pirectorates within the Cla..." T .

. as . -

- COMMENT: i e e e e

It 1s not necessary that the Inspector General be uppraded to
a status equivalent to the Deputy Directors at CIA. It is more
jmportant that he be given authority to conduct thorough investigations.

- .
. R .
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Recommendation (19)

“(a) In cases involving serious or continuing security
violatious as determined by the Sccurity Committee of the U.S.
Intelligence Board, the Committee should be authorized to recom-
mend in writing to the Director of Central Intellieence (with a
copy to the NSC) that the case be referred to the FBI for further
investigation, under precedures to be developed by the Attorney

General..."

COMMENT :

The National Security Act assigns to the DCI responsibility
for protecting intelligence sources and methods. The Security
Conmittee of USIB pravides staff support to the DCI., Recommendation
(19) should be rewritten as follows:

(a) "In cases involving serious or continuing security
violations, as determined by the DCI, the DCI should refer the
case to the FBI for further investigation, under procedures to
‘be developed by the Attorney General."

A

Recommendation (20)

- .
. P e -

"The CIA and other components and agencies of the intelligence
cormunity should conduct periodic reviews of all classified material

originating within that Devartment or Agency. with a view to de-
classifying as much of that material as possible. The purpose of
such information that should properly be disclosed.”

COMMENT: . . S e

Automatic downgrading of classified materials and periodic
review are provide for in existing directives. In particular,
Executive Order 11652, ' .

No Objection to Declassification in Part 2013/03/19 : LOC-HAK-539-3-1-9
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Récommcndntion (21)

"The Committee endorses lepislation, drafted with appropriate
safepuards of the constitutional riphts of all affected and to

individuals, which would make it a criminal offense for employees

or former cmployees of the CIA willfully to divulze to any un-

authorized person clagsificd information pertaining to foreignm

intelligence or the collection thereof obtained during the course

of their employment.''
/

i

 COMMENT:-

. Because of the serious and growing problem of protecting highly
sensitive information affecting the national security from unauthorized
disclosures, it is recommended that the language of the fourth line of
Recommendation (21) be amended to read: “Emoloyees of any Federal

;Dggartment or Agenqy w1llfu1lz)tu divulpe..."

anlmn . aa

bt 4
o |
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THE SECRETARY OF DEFENSE
WASHINGTON. D, C, 20301

19 JUL 675
MEMORANDUM FOR THE PRESIDENT :

FROM: Secretary Schlesinger:}'ﬁs

SUBJECT: Comments on the Recommendations Regarding Intelligence in the
Report of the Commission on the Organization of the Government
for the Conduct of Foreign Policy

The recommendations for the most part are reasonable and sound. It should be
noted, however, that while the structural and procedural changes which the
Commission recommends may be helpful, their success depends on a number of _
factors not addressed in the Commission report, such as the manner of im~
plementation, the selection of key personnel, and the clear definition of organi- -
zational tasks and roles. Comments on specific recommendations are as follows:

Recommendation #46: The DCI should have an office in close proximity to the
White House and be accorded regular and direct contact with the President.

Of more importance than the ph'ysical location of the DCI's office

.is the question of whether or not-the DCI should retain-his role as
Head of the Central Intelligence Agency. Itis my view that as long
as the DCI is responsible for the day-to~day operations of the
clandestine services at CIA, he will be unable to perform ade-
quately his larger role as the President's premier intelligence
advisor and as leader and coordinator of the entire intelligence
community. Therefore, I believe that the DCI should be given an
office in close proximity to the President only if one is prepared
to redefine his role so that he is no longer responsible for directly
managing the CIA and instead, is responsible for managing the

~ intelligence community and producing national intelligence esti-
mates. I further believe that other arrangements should be made
for managing the CIA. .

Recommendation #47- The CIA should be retitled the Foreign Intelligence Agency
(F14), and its Director the Director of Foreign Intelligence (DFI),

Concur.

Recommendation #48: In order io best utilize the PFIAB:
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.-~ each incoming President should review and make such changes in PFIAB's
membership as may be required to give him high personal confidence in that
body's values and judgement; that

~=~ he make himself directly available to the Chairman of PFIAB upon the latter's
request; and that

-~ the PFIAB staff should be increased in size, and drawn in part from sources
outside the intelligence community,

Concur.

Recommendation #49: Covert action cannot be abandoned, but it should be employed
only when clearly essential to vital U.S. purposes and then only after a careful
process of high level review,

Concur.

Recommendation #50: As the sensitivity and risks of covert action require appropriate
review and consultation:

-~ govert action should only be authorized after collective consideration of its bene-~
- fits and risks by all available 40 Commiitee m‘embers, -and that,

-~ besides granting initial approvals, the 40 Committee should regularly review the
continuing appropriateness of activities still being pursued.

Concur.

Recommendation #51: PL 93-559 be amended to require reporting of covert actions
to the proposed Joint Committee on National Security, and to omit any requirement
for the personal certification of the President as to their necessity.

1 wholéheértedly endorse this proposal which calls for PL 93-559 to
be amended to omit any requirement for the personal certification of
the President. . :

Recommendation #52: The NSCIC should be actively used as the principal forum
for the resolution, short of the President, of the differing perspectives of intel-

ligence consumers and producers, and should meet frequently for that purpose.

The recommenation describes an appropriate role for the NSCIC
in meeting the intelligence needs of senior policy makers, However,

No Obijection to Declassification in Part 2013/03/19 : LOC-HAK-539-3-1-9
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the effectiveness of the NSCIC will be highly dependent on its ability-
to call upon the limited time of decision makers and upon its flexi~
bility in developing different methods fo identify and communicate
top level demands. Moreover, the Commission's comment envisions-
an NSCIC focused principally on improving intelligence products
rather than on improving the management of the process by which
users and intfelligence producers relate. This may be an entirely
appropriate role, but product evaluation and guidance is a time con-
suming and demanding role which necessarily restricts the scope

of the committee's activities.

‘The recommendation does not respond to the needs of lower level
users of intelligence--the Departments, Services, special agencies,
staffs to senior decision makers, etc. These organizations probably
represent the greatest body of consumers of mtelhgence data. To
meet their broader needs a process is needed:

-~ Which resolves both the short term and longer range
needs of consumers,

~~ Which provides effective guidance to intelligence pro-
ducers to meet the needs of both major decision makers
and the larger body of less visible users,

" =~ Which monitors and improves the interaction of intel-
ligence producers and users, such as review procedures
for individual products or groups of products.

The NSCIC recommendation only addresses a portion of these needs,

Recommendation #53: While the intelligence agencies should retain and- exercise their
improved competence in the analysis of international economic issues, the Depart~
ments of State, Treasury, Commerce, and Agriculture, and the Council of Economic -
Advisors must maintain similar capabilities focused on the analysis of issues involving
their own responsibilities. We believe that, in all four of the Departments, those
capabilities should be significantly strengthened.

Concur.

Recommendation #54: A small staff of the highest quality, drawn from within and
without the intelligence community and responsible for the drafting and review of
NIEs, should be established. This staff, reporting directly to the DFI, should be
charged with reporting clearly any important dlfferences in the views of concerned
agencies, and the reasons for such differences.
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Therc is no particular advantage to be gained by returning to
s the old ONE format which has recently been replaced by the NIO
-+ concept, The key element is the ability to find first-rate people
to write the estimates.

Recommendation #55: a. Under the direction of the DFI, the IC staff should ex-
pand "Perspectives for Intelligence" into an annually revised multi~year plan

for the allocation of responsibilities across the intelligence community. The plan
should be reviewed in USIB and approved by the NSCIC. b. On the basis of

the multi~year plan, the IC staff should prepare an annual Consolidated Foreign
Intelligence Budget. After review by IRAC and OMB, this document should guide
" the budget submission of each of the agencies and departments of the intelligence
community to OMB, It should also provide a basis for the consideration, by the
proposed Joint Committee of the Congress on National Security, of the funds to be
annually authorized the intelligence community.

There are two points which ought to be made regarding this recom~
mendation, The recommended role for the DFI presupposes that he
has been divested of the special responsibilities which he has his-
torically borne in the clandestine operations area as indicated in
my comment on Recommendation #46. Only under such circumstances |
can the DFI's leadership over intelligence community budgetary

... matters be-accepted by other elements of the community ‘as legitimate,
Thus, the feasibility of this recommendation depends upon structural
reforms which The Murphy Commission has not recommended.

The second point is that as long as the Secretary of Defense has re-
sponsibility for the performance of intelligence elements in the De-
pariment of Defense, requisite authority for budgetary matters,
particularly those bearing on the efficacy of the fighting forces, must
be commensurate with the responsibility. Turning such authority
over to a committee will either be disruptive or a sham. Reviews
conducted should not be provided to Committees any more than

other documentation outside the President's budget.
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Recommendations from the Rockefeller Commission Report

RECOMMENDATION (1)

a. Make explicit that the CIA's activities must be related to foreign
intelligence.

b. Clarify the responsibility of the CIA to protect intelligence sources
and methods from unauthorized disclosure. (The Agency would be respon-
sible for protecting against unauthorized disclosure within the CIA, and it
would be responsible for providing guidance and technical assistance to
other agency and department heads in protecting against unauthorized
disclosures within their own agencies and departments.)

¢. Confirm publicly the CIA's existing authority to collect foreign
intelligence from willing sources within the United States, and, except
as specified by the President in a published Executive Order, prohibit
the CIA' from collection efforts within the United States directed at securing
foreign intelligence from unknowing American citizens.

RECOMMENDATION (2)

The President should by Executive Order prohibit the CIA from the
collection of information about the domestic activities of United States
citizens (whether by overt or covert means), the evaluation, correlation,
and dissemination of analyses or reports about such activities, and the
storage of such information, with exceptions for the following categories
of persons or activities:

a. Persons presently or formerly affiliated, or being considered
for affiliation, with the CIA, directly or indirectly, or others
who require clearance by the CIA to receive classified infor-
mation;

b. Persons or activities that pose a clear threat to CIA facilities

' or personnel, provided that proper coordination with the FBI
is accomplished;

c¢. Persons suspected of espionage or other illegal activities
relating to foreign intelligence, provided that proper coordi-

pation with the FBI is accomplished,

d. Information which is received incidental to appropriate CIA
activities may be transmitted to an agency with appropriate
jurisdiction, including law enforcement agencies.

Collection of information from normal library sources such as

newspapers, books, magazines and other such documents is not to be
affected by this order.
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Information currently being maintainted which is inconsistent with
the order should be destroyed at the conclusion of the current congressional
investigations or as soon thereafter as permitted by law.

The CIA should periodically screen its files and eliminate all material
- inconsistent with the order.

The order should be issued after consultation with the National Security
Council, the Attorney General, and the Director of Central Intelligence.
Any modifications of the order would be permitted only through published
amendments .

RECOMMENDATION (3)

The President should recommend to Congress the establishment of a
Joint Committee on Intelligence to assume the oversight role currently
played by the Armed Services Committees.

RECOMMENDATION (4)

Congress should give careful consideration to the question whether
the budget of the CIA should not, at least to some extent, be made public,
particularly in view of the provisions of Article I, Section 9, Clause 7
of the Constitution.

RECOMMENDATION (5)

a. The functions of the President's Foreign Intelligence Advisory

Board should be expanded to include oversight of the CIA. This expanded
oversight board should be composed of distinguished citizens with varying
backgrounds and experience., It should be headed by a full-time chairman
and should have a full-time staff appropriate to its role. Its functions related
to the CIA should include:

1.  Assessing compliance by the CIA with its statutory authority.

2. Assessing the quality of foreign intelligence collection,

3. Assessing the quality of foreign intelligence estimates.

4. Assessing the quality of the organization of the CIA.
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5. Assessing the quality of the management of the CIA.

6. Making recommendations with respect to the above subjects
to the President and the Director of Central Intelligence, and,
where appropriate, the Attorney General.

b. The Board should have access to all information in the CIA. It
should be authorized to audit and investigate CIA ‘expenditures and activities
on its own initiative.

¢. The Inspector General of the CIA should be authorized to report
directly to the Board, after having notified the Director of Central Intel~
ligence, in cases he deems appropriate.

RECOMMENDATION (6)

The Department of Justice and the CIA should establish written
guidelines for the handling of reports of criminal violations by employees
of the Agency or relating to its affairs. These guidelines should require
that the criminal investigation and the decision whether to prosecute be
‘made by the Department of Justice, after consideration of Agency views
regarding the impact of prosecution on the national security. The Agency
should be permitted to conduct such investigations as it requires to deter-
mine whether its operations have been jeopardized. The Agency should
scrupulously avoid exercise of the prosecutorial function.

RECOMMENDATION (7)

a. Persons appointed to the position of Director of Central
Intelligence should be individuals of stature, independence, and
integrity. In making this appointment, consideration should be given
to individuals from outside the career service of the CIA, although
promotion from within should not be barred. Experience in intelligence
service is not necessarily a prerequisite for the position; management
and administrative skills are at least as important as the technical ex-
pertise which can always be found in an able deputy.

b. Although the Director serves at the pleasure of the Presuient,
no Director should serve in that position for more than 10 years.
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RECOMMENDATION {(8)

a. The Office of Deputy Director of Central Intelligence should be
reconstituted to provide for two deputies, in addition to the four heads
of the Agency's directorates. One deputy would act as the administrative
officer, freeing the Director from day-to-day management duties. The
other deputy should be a military officer, serving the functions of
fostering relations with the military and providing the Agency with technical
expertise on military intelligence requirements.

b. The advice and consent of the Senate should be required for the
appointment of each Deputy Director of Central Intelligence.

RECOMMENDATION (9)

2. The Inspector General should be upgraded to a status equivalent
- to that of the deputy directors in charge of the four directorates within
the CIA.

b. The Office of Inspector General should be staffed-by outstanding,
experienced officers from both inside and outside the CIA, with ability
to understand the various branches of the Agency.

c. The Inspector General's duties with respect to domestic CIA
activities should include periodic reviews of all offices within the United
States. He should examine each office for compliance with CIA authority
and regulations as well as for the effectiveness of their programs in
implementing policy objectives.

d. The Inspector General should investigate all reports from employees
concerning possible violations of the CIA statute.

e. The Inspector General should be given complete access to all
information in the CIA relevant to his reviews, '

f. An effective Inspector General's office will require a larger staff,
more frequent reviews, and highly qualified personnel. _

g. Inspector General reports should be provided to the National Security
Council and the recommended executive oversight body. The Inspector General
should have the authority, when he deems it appropriate, after notifying the
Director of Central Intelligence, to consult with the executive oversight body
on any CIA activity (see Recommendation 5).
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RECOMMENDATION (10)

a. The Director should review the composition and operation of
the Office of General Counsel and the degree to which this office is ‘
consulted to determine whether the Agency is receiving adequate legal
assistance and representation in view of current requirements.

b. Consideration should be given to measures which would strengthen
the office's professional capabilities and resources including, among other
things, (1) occasionally departing from the existing practice of hiring
lawyers from within the Agency to bring in seasoned lawyers from private
practice as well as to hire law school graduates without prior CIA experience;
(2) occasionally assigning Agency lawyers to serve a tour of duty elsewhere
in the government to expand their experience; (3) encouraging lawyers to
participate in outside professional activities.

RECOMMENDATION (11)

To a degree consistent with the need for security, the CIA should be
encouraged to provide for increased lateral movement of personnel among
the directorates and to bring persons with outside experlence into the

Agency at all levels.

RECOMMENDATION: (12)

a. The Agency should issue detailed guidelines for its employees
further specifying those activities within the United States which are
permitted and those which are prohibited by statute, Executive Orders.
and NSC and DCI directives.

b. These guidelines should also set forth the standards which govern
CIA activities and the general types of activities which are permitted and
prohibited. They should, among other things, specify that:

- Clandestine collection of intelligence directed against
United States citizens is prohibited except as specifically
‘permitted by law or published Executive Order.

- Unlawful methods or activities are prohibited.
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~ Prior approval of the DCI shall be required for any activities
which may raise questions of compliance with the law or
with Agency regulations.
¢. The guidelines should also provide that employees with information
on possibly improper activities are to bring it promptly to the attention of
the Director of Central Intelligence or the Inspector General.

RECOMMENDATION (13)

a. The President should instruct the Director of Central Intelligence
that the CIA is not to engage again in domestic mail openings except with .
express statutory authority in time of war. (See also Recommendation 23.)
b. The President should instruct the Director of Central Intelligence
that mail cover examinations are to be in compliance with postal regulations;
they are to be undertaken only in furtherance of the CIA's legitimate activities
and then only on alimited and selected basis clearly involving matters of
national security.

RECOMMENDATION (14)

a. A capability should be developed within the FBI, or elsewhere
in the Department of Justice, to evaluate, analyze, and coordinate intelligence
and counterintelligence collected by the FBI concerning espionage, terrorism,
and other related matters of internal security .,

b. The CIA should restrict its participation in any joint intelligence
committees to foreign intelligence matters.

¢. The FBI should be encouraged to continue to look to the CIA for
such foreign intelligence and counter~intelligence as is relevant to FBI needs.

RECOMMENDATION (15)

a. Presidents should refrain from directing the CIA to perform what
are essentially internal security tasks.

b. The CIA should resist any efforts, whatever their origin, to involve
it again in such improper activities.
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c. The Agency should guard against allowing any component (like
the Special Operations Group) to become so self-contained and isolated
from top leadership that regular supervision and review are lost.

d. The files of CHAOS project which have no foreign itntelligence value
should be destroyed by the Agency at the conclusion of the current congres-
sional investigations, or as soon thereafter as permitted by law.

RECOMMENDATION (16)

The CIA should not infiltrate dissident groups or other organizations
of Americans in the absence of a written determination by the Director
of Central Intelligence that such action is necessary to meet a clear danger
to Agency facilities, operations, or personnel and that adequate coverage
by law enforcement agencies is unavailable.

RECOMMENDATION (17)

All files on individuals accumulated by ‘the Office of Security in the
program relating to dissidents should be identified, and, except where
necessary for a legitimate foreign intelligence activity, be destroyed at
the conclusion of the current congressional investigations, or as soon
thereafter as permitted by law.

RECOMMENDATION (18)

a. The Director of Central Intelligence should issue clear guidelines
setting forth the situations in which the CIA is justified in conducting its
own investigation of individuals presently or formerly affiliated with it.

" b. The guidelines should permit the CIA to conduct investigations of
such persons only when the Director of Central Intelligence first determines
that the investigation is necessary to protect intelligence sources and methods
the disclosure of which might endanger the national security.

c. Such investigations must be coordinated with the FBI whenever sub-
stantial evidence suggesting espionage or violation of a federal criminal
statute is discovered.
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RECOMMENDATION. (19)

a. In cases involving serious or continuing security violations, as
determined by the Security Committee of the United States Intelligence
Board, the Committee should be authorized to recommend in writing to
the Director of Central Intelligence (with a copy to the National Security
Council) that the case be referred to the FBI for further investigation,
under procedures to be developed by the Attorney General.

b. These procedures should include a requirement that the FBI
accept such referrals without regard to whether a favorable prosecutive
opinion is issued by the Justice Department. The CIA should not engage
in such further investigations. '

- RECOMMENDATION (20)

The CIA and other components and agencies of the intelligence
community should conduct periodic reviews of all classifeid material
originating within those departments or agencies, with a view to
declassifying as much of that material as possible. The purpose of
such review would be to assure the public that it has access to all
information that should properly be disclosed.

RECOMMENDATION (21)

The Commission endorses legislation, drafted with appropriate
safeguards of the constitutional rights of all affected individuals, which
would make it a criminal offense for employees or former employees of
the CIA willfully to divulge to any unauthorized person classified infor-
mation pertaining to foreign intelligence or the collection thereof obtained
during the course of their employment.

RECOMMENDATION (22)

The CIA should not undertake physical surveillance (defined as
systematic observation) of Agency employees, contractors or related
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personnel within the United States without first obtaining written approval
of the Director of Central Intelligence.

RECOMMENDATION (23)

In the United States and its possessions, the CIA should not intercept
wire or oral communications or otherwise engage in activities that would
require a warrant if conducted by a law enforcement agency. Responsibility
for such activities belongs with the FBI.

RECOMMENDATION (24)

The CIA should strictly adhere to established legal procedures
governing access to federal income tax information.

RECOMMENDATION (25)

CIA investigation records should show that each investigation was
duly authorized, and by whom, and should clearly set forth the factual
basis for undertaking the investigation and the results of the investigation.

RECOMMENDATION (26)

a. A single and exclusive high-level channel should be established
for transmission of all White House staff requests to the CIA. This channel
should run between an officer of the National Security Council staff desig-
nated by the President and the office of the Director or his Deputy.

b. All Agency officers and employees should be instructed that any
direction or request reaching them directly and out of regularly established

channels should be immediately reported to the Director of Central Intelligence.
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RECOMMENDATION (27)

In accordance with its present guidelines, the CIA should not again
engage in the testing of drugs on unsuspecting persons.

RECOMMENDATION (28)

Testing of equipment for monitoring conversations should not
involve unsuspecting persons living within the United States.

RECOMMENDATION (29)

A civilian agency committee should be reestablished to oversee the i
civilian uses of aerial intelligence photography in order to avoid any con-
cerns over the improper domestic use of a CIA-developed system. -

- !

RECOMMENDATION (30) - 5 |
|

J

The Director of Central Intelligence and the Director of the FBI should
prepare and submit for approval by the National Security Council a detailed
agreement setting forth the jurisdiction of each agency and providing for
effective liaison with respect to all matters of mutual concern. This agree- C
ment should be consistent with the provisions of law and with other applicable
recommendations of this Report.

No Objection to Declassification in Part 2013/03/19 : LOC-HAK-539-3-1-9




v No Objection to Dec:lassificatio_n“i‘r’1~Pa_[t__'2_9_‘I_§_/_()3/19 - LOC-HAK-539-3-1-9 1ile via
. 9 © A BY LN -COMINT

. : o ' control systems
THE WHITE HOUSE : jaintly

o C TS. HRIE(E3

* MEMORANDUM FOR THE PRESIDENT

Subject: Review of the Intelligence Community

vour expression of serious concern about the per formance and

cost of the intelligence community has led to a detailed

review of the community's present structure and a searching

analysis of how you might improve its operation. The review

shows that the overriding woakness of the community is the

absence of authoritative leadership. Appearances to the

contrary, the community lacks both a leader and a staff

unit -- intimately involved with programmatic issuas but

without a vested interest in any particular collection system

or program =-- to solve recurrent problems of overlap and
duplication, make efficient chnices batween new and competing
systems, and consider the balance batween various mathods of
collection and between collection and production. The Director

of Central Intelligence (DCI), while nominal head, suffers from

his many burdensome and often conflicting roles; in addition ,

he directly controls only | of the community's current oy
budget | The United States Intelligence Board Ny
(US1IB) - in which the DCI is assisted by the heads o the
National Security Agency, the Defense Intelligence Agency,
the Service intelligence chiefs, and State/INR - has also
proved incapable of decisive action with respect to community
matters. Even within the Department of Defense, wnich con-
tains 85 percent of the resources, effective dixrection and
control is lacking. '

1n the absence of leadership, the comnunity has accumulated a
host of serious problems. The National Security Council
Intelligence Directives (1iscibs) which established the division
of responsibilitics and govern conmunity relations are largely
obsolete. The blurring of traditional community bouncaries has
caused its activities to become increasingly fragmanited and
functionally disorganized. Undex the impact of new technology:
a generally unhealthy and costly compeltition in ¢ollection has
been fostered, largely without guidance ox planning. At the
same time, the concerns of the intelligence consumer and the
welfare of the producer have been relegated to the sidelines.

These conclusions are not new. Presidential commission, the
PFIAR, special study groups, and BOB/OMB have often axpressad
dissatisfaction with the performance and cost of the intelligenca

POP SECRET

No Objection to Declassification in Part 2013/03/19 : LOC-HAK-539-3-1-9



No Objectlon to Declassification in Part 2013/03/19 : LOC HAK-539-3-1-9 jana -~ vin

PYENM =200
_ contiol syouzinm
-2 - joinely
o unity and recommended various piecemeal orﬂariza“ erzl
reforms., 1In the abisonce of forceful and pexsistent lnazershig
and undexr the impact of COHtLHH‘ﬂU *Otholocv changeg, trnosa
reforms have largely failed. We believe that the soL tion to
the community's DIOHW“NN and dCthVzﬂ*ﬂL of your objectives
reguires major changes in the organization and Zunctioning of
the community. These changes must attack three major proslisms:
(1) the leadership cf the community as a whole, (2) dirscz=ion
and control of Deparitmznt of Dofense intelligence actl\ltias,
and (3) the division of functional responsibilities.
We recommend the following major changes:
« The role of the DCT should he modifiod and CIA re-
uilU"“UT&O 5O thut they are separaced fron direct
responsibkility for the conduct of i telligence colloo-
tion and covert action crexations which, along wiith
residual activities, would be inherited Iy a new
agency; the DCI would acguire & strong Prasifential
mandate to plan, program, and review all intelligence
resources and continue to produce @ll national inteli-
ligence reqguired by the President, the NE2C, and otrhar
" national level c¢onsumers, A roorganization plan Loz
L fiewW dyelcy 18 reguirea,
« A Director.of Deiznse Inte 111"9339 should ha creatsd
" in order to direct and control all Defensze inteili-
gence resources; the DDI would concentrate on xaticnale
izing Dafense collection and orocezsing cavabilitiss.
Substantive inteclligsnce pTD\UCtan would remain undex

.)

o

the Derense Intelligance Agency, vihich would continu
to report through the Joxnt thcfs of Staff.

. The NS5CIDs should bz reviged Lo redraw current func
boundaries among intelligence agencies; in pvarticul
‘NSCID 3:1 should be changed to make Lne United Staze
Intelligence Board strictly an advisory body to t

As the attached report indicates, there are other courses oF
action, both more and less radical, that you could taxz in
light of your objectives. We believe, however, that our zsc-
omuendations constitute the right steps at this tine. hey

-

b
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. focus on the establishment of lecadership centers both within
" the community as a whole and within the Dcpartment of Defense;
they require minimem- legislative action and cause minimum
“  disruption of the comnunity commensurate with your concerns;
and they leave you the option.of further modification later.

If you approve the recommended actions, we will prepare the -
necessary implenenting letters and directives,

fo_ A 11{7,6/ ZC‘Z"/WJ/)H

- .
/ T

Menty R. KiSsingor / George P. Shultz

Enclosures
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T. INTRODUCTION: THE COSTS AND BENEFITS
OF INTELLIGENCE

The operations of the intelligence community have pro-
- doced two disturbiné phenomena. The first is an impressive
' rise indtheir éize and cost. .The second is an apparent in-
ability to achieve a commensurate 1mprovement 1n "the scope

and overall quality of intelligence products. ;

During the past decade alone, the ccst of the intelli-
gence communi ty has almost doubled. At the same tlme, spec—
tacular increases in oollectlon aCth1tleS have occurred.
Where satellite photography is concerned,.the increases have
led to greatly improved knowledge about the militaxy capa~
bilities of potentlal enemies. But exparded collectlon by
means other than phoLography has not brought about a similar
reduction in our uncexrtainty about the ln*entlons, doctrlnes,~
and polltlcal processes of foreign powers. Instead, the

~growth in raw intelligence -- and here satellite photography
must be included -- has come to serve as a proxy for improved
analysis, inference, and estimation. ]
The following report secks to identify the causes of
these two phenomena and the areas in which constructive change
can take plaoo. Its prlncipal conclusion is that while a

number of spocific measures may help to bring about 5 closer
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ﬁg relationship between cost and effectiveness; the main_hope
‘for doing so lies in a fundamental reform of the inéelligence

., .

dommunity's decisionmaking bodies and procedures.

xfhis qpnclusion is aavanced in full recognition_that
‘reorganization will, at best, only create the conditions in
which wise ;hd imaginative ;éadership can flourish. In éhe
absence of reorganization,.however, the habits of intelligence
community will remain as difficult to conlrol as was the per-— -
formance of the bepartment of Defense prior to the Defenée

Reorganization Act of 1958.
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N . .II. COST TRENDS

\\ 1To uhderstand the phenomenon of increasing costs, it
is ;écessary to consider brieﬁly‘the-organizational history
of the intelligence community. The National Sccurity Act of
19247 anad the National Security Council Intelligence Direc-
tives (NSCIDs) of the late 1940s and early 1950s established
the basic divisidn of responsibilities among agencies and
departments. This aivision had its origins in traditional
distinctions between military and non-military intelligence,
‘betweeﬁ tactical and national intelligence, and between
commuﬂications (COMINT) and non-communications (or agent)
intelligeﬁ;e. Thus, CIA was diIECtEdyiﬁ employ clandestine
agents to colle:t "non-military" intelligence and produce
“national" intelligenéé. ‘The Deﬁartment of State was made
responsible for the overt collection of "non-military" in-
telligence. The National Security Agency (NSA) was estab-
*lished to manage COMINT collectiqn; The Military Services
were instructed to collect "militéry" intelligence as vell
as maintain tactical intelligence capabilities for use in
vartime. All were permitted'to produce "departmental" in-
telligence to meet fheir separate ﬁeeds. While not ideal,
this division of functions and responsibilities worked reca-
sonably well into the mid-1950s. '

Since that time, these traditional distinctions and
the organizational arrangements which accompanied them have
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‘become ihcreasinglylobsolcscent. The line between "military"
and "non~milita£y“ hés faded; scientific and technicél in-
telligence with both civilian and military applications has
become a principal area of endeavor for almost all intelli-
.génce organizations Similarly, under the old distinctions,

~ the national leadership -- namely the President and the NSC -~

éﬁ'ﬁféoncerned itself with "national? intelligence, while pre-

sumabiy only battlefield commanders carea about tactical in-
telligence. But a rapidly advancing tgchnology vhich has
revolﬁtionized the‘collection, processing, and communication
of intelligence data casts doubt dh the validity df tlie dis-
tinctions. |
Simultaneously: technological advan ‘es have created new
collection possibilities whicﬁ do not f£i{ conveniently within
a structure based on traditional.distinctions and were not
covered in £he original directives. Satellite photography,
telemetry intercept, electronic intelligence (ELINT), acoustic
detection, and radar have become somé of the most important and

,,;;vital yethods of intelligence collection not currently covered
bf any uniform national policy.

The breakdown of the éid distinctions and the appearance

* of new collection methods has been a simultaneous process
raising a host of questions about intelligence oxrganization.

Is ELINT related to COMINT, is it tech.nical or military in

* TOP SKCRET
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nature, is it of primary interest to tactical or naticnal
consumers? Where sﬁould the radar tracking of missile ox
the acoustic surveillance of soviet ballistic missile sub-
marines fit? 1Is telemetry more similar to COMINT or to
ELINT; who should analyze it? Who should be responsible for
satellite photography? On'the more mundane, but nonetheless
critical level, questions arise. about the organizational re-
sﬁonéibilities for such topics as Sihanoukville supply in-

‘ filtration, VC/iVA order of battle, and missile deployments
in the Suez Canal area. Are these m?litary or non-military
issues? Is the intelligence about them tactical or national?
Wwho should be rzsponsible for collection ;nd what collécfion
resoﬁrces should be tasked?

In the absence\of an authoritative governing body to
resolve these issues, the community has resorted to a series
of comproemise s>lutions that adversely wffect its performance
and cost. In general, these compromises have favored multiple
_and diffuse collection programs and the neglect of difficult
and searching analytical approaches. ~The most serious of the
.;ésulting problems are ouglined below in brief form, and dis-
cussed iﬁ more detail in the appendices.

B N The distribution of intelligence functions has become

.increasingly fragmented and disorganized.

© ghe old distinctions among national, departmental,

and tactical intelligence axe out of date. Today s
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N roin  CIA is aé likely to produéc intelligence relevant
f*ﬂkg; ° to, say, NVR/VC order of battle as DIA or MACV,
“. just as MACV produces many reports that are of
~interest to the national leadership:
N L
© gimilarly, the relatively neat ordering of colleCj
tion functions that existed after World War II has
broken down. CIA now engages in a wide range of
collection activities -- aircraft and satellite
photography, ELIRT, COMINT, radar, telemetry as
well as clandestine, and overt agent collectio#.
NSA has added telemetry and ELINT to its COMINT
capabilities. The Services now have a Ffull panoply
of senscrs to perform a variety of functions --

tactical intelligence, surveillance, early warning,

and so on.

Pable I illustrates how almost all major com-
. ponents of the intelligence community are in=-

_volved in each of its various collection and

production functions.
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2. The community's activities are dominated by collection

~competition and have become unproductively duplicative.

25X1

Despite past massive increases in
- the collection of photography, COMINT, ELINT, radar

and other sensor data, sizeabLe additional collec~

tion capabilities are planned to become operational

this calendar year:

° The blurring of traditional bhoundaries has encouraged
community members to engage in a competitive'struggle
for survival and doﬁinande, primafily through new
technology, which has resulted in the redundant
acquisition of data at virtually all levels --

tactical, theater command, and national.

® @ross redundancies in collection capabilities have
. 4

become commonplace as cexemplified by aircrxaft in

. both CIA and Defense which cbllect photography,
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“ s and by aircraft which compete with satellites in
the collection of ELINT.
°  Collection capabilities remain in operation beyond
their useful lives. As older systems lose their
attractiveness at the national ‘level, they are
taken over at the command or tactical level where

they duplicate higher level activities or collect

data of little value.

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

and tradeoff analysis.

3. The community's growth is largely unplanned-éhd un-

guided. l

° gerious forward planning is often lacking as decisions

are made abouL the allocation of resouxrces.,

° fThe consumer frequently fails to specify hi# product
ﬁéeds for the producer; the prodgcef,'unCertain about
eventual demands, encourages the collector to pro-
vide data without selectivity or priority; and the

collector emphasizes quantity rather than quality.
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~i'4phe community's activities have become exccedingly ex-~

Eensive.

. ©

o -

The fragmentation oﬁ:intelligence‘functions and the
competitive drive for improved collection technology

are important reasons vhy the cost of intelligence

has almost doubled during the past decade.

A significant part of this cost growth is attributable
to the acquisition of expensive new systems without

simultaneous reductions in obsolescent collection .

' programs.

In the absence of planning and cuidance, internally
!

‘generated values predowinate in the community's in-

stitutions. These values favor increasingly sophisti-

. cated and expensive collection technologies at the

expense of analytical capabilities.

Few interagency comparisons are contemplated. Po-

_tential tradeoffs between PHOTINT and SIGINT, between

PHOTINT and HUMINT, and between data collection and

analysis are neglected.

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

stitute for centralized management of the comminity.
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T1T. QUESTIONS AROUT THE PRODUCT

In a world of perfect infoiﬁation, there would be ns.
uncertainties about the present and future intentions, capa-
bilities, and activities of foreign powers. Information,
however, is béund to be iﬁperfect for the most part. Con-
sequently, the intelligence community can at'bgst reduce the
unéertainties and construc£ plausible hypotheses about these
factors on the basis of what continues to be partial and
often conflicting evidence.

Déspite the richness of the data made available by modexrn
methods of collection, and the rising costs of their acguilsi-
tion, "it is not at all clear that our hypotheses about foreign
intentions, capzbilities, and activities have improved com=
mensurately in scope and guality. Nor can it be‘assérted with
confidence ﬁhat the intelligence community has shown much in-~
jtiative in developing the full range of possible explanations
in light of available data. Amoﬁg the more recent results of
this failure to acknowledge uncertainty and entertain new
ideas in the facz of it, has been a pfopensity to overlook
such unpleasant possibilitieé as a laxge;scale exploitﬁtion
of Sihanoukville by the NVA to transship supplies, a continu-
ation of the 85-9 buildup and its possible MIRVing, or Soviet
willingness to invade Czechoslovakia and put forces into the’

Middle East.
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siRifficulties of this kind with the intelligence producﬁ
usérevall the more disturbing because the need to explore and
test a number of hypotheses will, if anything, expand as the
Soviets'project their milita;? power and come to play a more
direct glbbal role. Yet there is no evidence that‘the in-_
telligence community, given its preﬁent structure,'will come
to grips with this class of problems.

The community‘s.heavy emphasis on collection is itself
detrimental to correcting prodﬁct pfoblems. Because: each
organization sees the maintenance and expansion of its cél;
lection capabilities as the principal route to survival and
strength with the community, there is a strong presumption
in today's intelligence set-up that $dditional data collec-
'tion rather than improved analysis, will provide the answer
to pérticular intelligence problens. ';t‘has become common-
place to transla*e product criticism into demands for en-
larged collection efforts. Seldom does anyone ask if a
further reduction in uncertainty, however small, is worth
1ts cost.

The 1ncv1table result 1s that productlon lcmalns the
stepchild of the community. It is a profession that lacks
strong military and civilian career incentives, even within

CIA. The analysts, with a heavy burden of responsibility,

find themselves swamped with data. The consumers, at the
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\\same lee, treat their product as a free good, so0 thaL demand
\\

eyceeds supply, priorities are not euLabllshed, the system
[.be;omes overloaded and the quality of the output suffers.

"AS 1f thls were mot enough production, instead of guldlng

collectlon, igs itself guided by collectors and the impetus

of technology. Since the military are the principal collec~

tors, they are mure 1ikely_to focus on the needé and interests

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

‘national leadership, and they continue the ﬁasteful-practice

of countelpart targetlng. Undex such difficult coﬁditions,

it is not surprising that hypotheses tend to harden into

"dogma, that their sensitivity to changed conditions is not

;artiCulatea)»and that new data are not sought to test them.
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"IV. ORGANIZATIONAL DILEMMAS

Questions aboul cost and producﬁ might exist even if the
intelligence community posséssed strong leadership. It is
noteworthy, however, that thcey have arisen under conditions
the most marked of which.is a lack of institutions governing
the community with the authority.and responsibi}ity to re-
solve igéues without excessive compromise, allocate resources
according to criteria of effectiveness, an@_cénsider the re—- .
lationship between cost and substantive dutput from a national
perspective. | )

This lack of governing institutions rtems fundamentally
from the failure of the Nationél Security Act of 1947 to.
anticipate tﬁe "constitutionalf needs of a modern and techno-
logically complex intelligence community. The primary intent
of the Adt, understanﬁably; wés to prevent a recurrence of the
intelligence confusions and delays that cccurred prior to
Pearl Harbor. These problems were seen as having resulted
from defects in the cent;al processing, production, and dis-
semination of intelligence. The critical need, accordingly,
was to create an organization which would have access to all
intelligence and report its estimates to the national leadex-
ship.

In 1947, the size and cost of individual programs were

relatively small, and the scope and nature of the management
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Y problems associated with today's community were not antici-
‘{ ey

. v.
- e,
SAVE

patéd. Consecuently the igsue of how to plan and rationalize

tﬁé.pollcction of intelligenee did not seem of grcat moment,
and ghe Act did not explicitl& provide for. a mechanism to per-—
form these functioﬁs or evaluate the scope and quality of its
producf. ‘ .

Therxe is anotﬁer reason why the 1947 Act did so little
to provide strong leadership for the community: powerful in-
terests in the Military Services and elsewhere opposed (and
.continue to oppose) more centralized management of intelli-
gence aétivitics. Partly,.tﬁis opposition arises from the
belief of the Survices that direct control over intelligence
programs is essential if they are to conduct successful mili-
tary operations; partlf, it results from bureaucratic concerns.
The Servieces are reluctant to accept assurance that informa-
tion from systems not controlled@ by them will be available as

. and when they require it.

Despite such opposition, the National Security Act of
1947 did stipulate that the CIA would coordinate the "in-
telligence activities" of the Government under the direction
of the National Security Council. However, the Act also made
¢lear provision for the continuation of "departmental in-

telligence”. Since then, three Presidents have exhorted the

Director of Central Intelligence (DCI) to play the role of

TOP SLECRET .

No Obijection to Declassification in Part 2013/03/19 : LOC-HAK-539-3-1-9




LOE Dl ) Jiancdue Vid

No Objection to Declassification in Part 2013/03/19 : LOC-HAK-539-3-1-9 PN-=-COMLIT

’Ju whod eystems jointly
- 15 ~ i

community leader and coordinator, but his authority over the

community has remaines minimal. While the DCI has been the

. catalyst in coordinating substantive intelligence production,

he has made little use of such authority as he possesses to

manage the resources of the community.

Realistically, it is clear that the DCI, as his office

is now constituted, cannot be expected to perform effectively

the community-wide leadership role becaure:

o

No Obijection to Declassification in Part 2013/03/19 : LOC-HAK-539-3-1-9

As an agency head he bears a numb2x of weighty op-

erational and advisory responsibilities which limit

- the effort he can devote to community-wide management.

He bears a particularly heavy burden for the planning

and conduct of covert actions.

His multiple roles as community leader, agency head,

and intelligence adviser to the President, and to
a number of sensitive executive committees, are

mutually conflicting.

*

He is a competitor for resources within the community

"owing to his responsibilities as Director of CIA,

which has large collection programs of its own; thus
he cannot be wholly objective in providing guidance

for community-wide collection.

TOP SECRET
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BN ' '
g . 25X1
\K ..o ~He controls, of the community's re-

N T . ‘ |
é?“\‘“ sources and must therefore rely on persuasion to
§i” influence his colleagues regarding the allocation
~ ' ‘oh is | 25X1
, and management of the which is

appropriated to the Department of Defense. Since
Defense is legally responsible for these very large
resources, it feels that it cannot be bound by out-
side advice on how they should be used.

° The DCI is outranked by other departmental heads who

report directly to the President and are his immediate

superviscrs on the National Security Council.

In spite of these handicaps, the DCI has established
several institutional devices to assist Lim in leading the
comﬁunity. They are t?e National Intelligence Program Evalua-
tion Staff (NIPE) and the National Intelligence Resources
Board (NIRB).' However, the principal.agencies have largely ,
ignored or resistzd the -efforts of manageﬁent by these bbdies.
As a conéequénce, the NIPE and the NIRB have concentrated on
developing improved data about intelligence programs and
better mechanisms for cOOrdination. Because of their work,
both institutions could prove useful to a strong community
leader; however, their contribution to the efforts of the

.

currently constituted DCI is small.
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In the ab ence . of an effecctive institutional framework

N,
within which one qff1c1a1 could be held responsible and ac-

\-n

coﬁnpabie for the performance and cost of the intelligence

community, the United States Intelligence Boaxrd

(USIB) ., origi~

‘nally established to advise the DCI, has become a sort of

governin@ body for the community. However, the USIB has proved

generally ineffective as a management mechanism for several

reasons:

©

It is a committee of equals who must form coalitions

+o make decisions.

It is dominated by collectors and producers who avoid
raising critical questions about the collection pro-

grams operated by their colleagues.

.As a result, USIB's collection requirements -—- which

are an cggregate of all reguests, new and old -~ mean
all things to all agencies, thus leaving them free

to pursue their own interests.

-

"since policy-level consumers are not represented on

the Board, they are unable to give guidance as to

priority needs.

Even within the Department of Defense, there is no cen-

tralized management of intelligence resources and activities.

Although the Assistant Secretary for Administration has been
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‘“‘given a responsibility in this area, together with a small
Qstaff for resource analyQLs, his efforts to master the Defense
ntclllgenco complex have proved of little avail fOL several
reasons. First, not all Defcnse programs come under his pur-
view, and this limits his ability to.do cross-—program analysis.
Second, he remains responsible for his functions as Assistant
Secretary for Administration. f

Below tﬁe level.of review provided by an Assistant
SecretarQ, management leadership is still absent. The
Directors of DIA and NSA are themselves unable to control
the activities of the components supposedly subordinate to
‘them but operated by the Military Serviges. Because of a
history of comp:omises and “treaties", the Diregtar of the
National Reconni.issance Ofifice (mab) ié similarly unable to
control a 1§;ge part of hié program which is run by the Deputy
Director for Science ané Technology (DD/S&T) in CIA.

This lack of lower-level 1eaders£ip shows up in the fol-
lowing ways: |

°© fhe current failure of NSA adequately to direct

Service cryptologic activities, prganize:them into

a coherent system, or manage ELINT activities.

¢ Larde-scale Sexrvice~controlled tactical intelli-
" gence assets, inflated by the war and partly dupli-
cating both national and allied capabilities, but

programmed and operated outside of {he community.
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A host of unresolved problems concerning organization
and the allocation of resources within both General

pDefense Intelligence Program (6pIP) and non=~GDIP

activities, includipgl duplication in the collection

of ELINT internally overlapping 25X1

A

activities among varous mapping, charting, and

geodesy agencies, and the several investigative

services: and inadequate supervision and control of

counterintelligence activities.

T+ follows from this analysis that the President's ob-

jectives can be achieved only if reform addresses four or-

ganizational irsues:

©

The'léadership.of the intelliger.ce community as a

whole.

The direction and control of Defense intelligence

activities.

The division of functions among the majox intelli~

gence agencies.

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

-

analyzed and interpreted.
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Y. SPRCIFIC ORCLNIZATIONAL ISS5ULS

the effectiveness and efficiency of the intelligence
community depend on a numbexr of organizational variables.
_Among the most important of these variables are:

¢ . The powexr OVCr resources available to the leader of

the community. How much power the leader can ex-
ercise, particularly over collection programs, will
determine the size of the economies that can be

achieved within the community. .

° 7ghe size and functions of the staff provided to the

_leader ¢f the communitv. %he effectiveness of a

‘nationalvintélligence leader will depend not only

on his power over resources, but also on how well
v _ informed he is about issues and options within

the community, which, in turn, is a function of his

immediate staff. Amoﬁg t+he potential functions fox

such a staff are: |

-=  The plénning, érogramﬁing, and budgetiné of

resources. | ‘

~~ Control over resources once allocated.

. == Supervision of R&D.

-~ Inspection of ongoing programs.

-~—~  Production and dissemination of national estimates.
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- Neit asseessments of U.S., allied, and opposing
capabilitics and doctrines.

° The future role of the United States Intelligence

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

a parliament and a confederate head of the community.
If more auvthoritative leaderéhip is established, the
USIB could become simply. an obstructiop unless its

A io&e is specifically redefined. Sincé'the leader of
t+he community, however powerful, will need close.and

.f.continuing-relationships with progucers and collectors

as well as consumers, one possibility would be to re-
constitite the USIB so as to formalize these relation-
ships ¢ an advisory basis. In any case the future
role of USIB should be adéresséd as part of a com~
Vprehensive review of new institutionalnarrangéments
for .the functioning of a reoxrganized intellidence.

community.

.° TFuture Dafense Department control ovexr the resources

under its jurisdiction. Even without changes in the

community as a whole, major improvements in eﬁfective—
ness and efficiency could be achieved if Defense were
to master its own massive intelligence opcrations.
However, a number of. community-wide issues would still

‘remain, and substantially firmer Defense managcmcnt

TOP SECRET

No Objection to Declassification in Part 2013/03/19 : LOC-HAK-539-3-1-9

ety ¢ = N A AL RIASE R R A AT RAA T T TARA RIS T R R AT R e AT T RS AT LT WA A TV e

e MR e R ST AT T



No Objection to Declassification in Part 2013/03/19 : LOC-HAK-539.3-1.9 1€ V32

[ N ' AN~ COMINT
. "' ‘!Entx

col systems jointly
—22...

of itis 1ntellmgcnce re&ources could prejudice the
- ability of a future 1cadcr of the communlty to ex-~

excise his own authorlty.

e phe jurisdiction of either a national leader Or a’

pefense leadexr over the Military Services. 'The three

Military Servicés are estimated to spend about $1.2
billion a year on intelligence activities apért from
their suppoft of the national agencies. Yet these
activities, which partly duplicate national intelli~
gence programs, are reviewed in isolation from them.
If the Seréices retain control cver the assets for
£his "tactical" intelligcnce, Loy Can_pxébably weaken
efférts to improve the efficiency of the.commﬁnity.

. At the same time, there is little question about their
need to have access to the output of specified assets
in both peace and war. How to combine overall re-
soufce management. and control with this access is an

issue that will require resolution.

o mhe future functional poundaries of the major in-

. telligence agencies. Collection and production

activities do not now tend to be consolidated by typé
in particular functional agencies. Important econo-

mies can probably be achieved by rationalizing these
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activitics.  llowever, it should bhe noted that cconomy
and organizational tidiness, without concomitant
strengthening of the'community leadership, might be
achievéd at the cost.of creating even more powexrful
vested interests and losing diverse and usefully com-

petitive approaches to collection problems.
!

© . Phe number and location of naticaal analytical and

. estlmatlnq centers. The National estimating machinery
no doubt will have to be preserved under the leaaer |
of the community in order to continue precduction of
national estimates and inputs tc the NSSM process.
The. continuation of DIA and thce State Department's
Bureau of Intelligence Research (INR) as producers

is essential as well. Beyond that, improvement in
£he;intelligence product will probably depend to a
large extent on increasing the competition in the
interpretation of ev;dencé and the development of
hypotheses about foreign intentions, capabilities,
.and strategies. This may requiré not only the
strengthening of ecxisting organiéations, but perhaps
the addition of new estimating centers. In addition,
séme entirely new oxrganizational units may be necded
to perform currently neglected intelligence analysis
functions, for example, to conduct research on'im"
proved intelligence analysis methods. and thhniqucs.
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¢ ghe role of the indercendent review mechanisms. Be-

X cause of the secrecy surrounding the operations of
. S the intelligence community, the need for strong in-
. debendent review mechanisms within the Executive

Branch remainé particuiaxly'important._ Since the‘
President's Foreign Intelligenéé Advisory Board
'(PFIAB), the "40" Committee, the Officé‘of Séience
and Technology (0ST), and the Office of Management
and Budgaet (OMB) already exist to perform this.
function, the only issues are how they can be
strenéthenéd{ to vhat extent they need largerxr énd
mofe permanent staffs, and whether new geview
boards should be created, especially to evaluate
the ana;yﬁical and estimating activitics of the'

community.

'SUbééquent sections do not address all of these issues;
nor do‘they exhaust the list of oﬁganizational possibilities.
Only the most salient options are pfesented with respect to
the leadership of the community, the Department of Defense,
‘and functional reorganization. Each ié Bescribed-in schematic

form.
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‘ﬁk : VI. . ﬂEADERSHIP OF THE COMMUNITY

;‘.I

\\1 The effectlveness of a new leader of the communlty will
_"depend crltlcally on his ability to control lntelllgence re-
.'.sources and make his decisions Sthk . Ba51cally, there are
three dlfferent roles he can play in this respect, each with
different organizational implications. They are:
° As legal_dr direct controller of all or most intelli-

.

gence xesources.

2 As de facto manager of most resources even though

they arn not appropriated to him.

©  As cooxdinator of resources -that are appropriated

elsevhere, as nov.

-,

.Although each of the three basic approaches could be in-
stitutionalized in a number of different ways, the principal
options that .accoxd with these roles are listed below.

A Director of National Intelligence (Option {#1), with '
25X1

"the bulk of the intelligence budget appropriated

to his office. That office would control all the major col-
"lection éssets and research and development activities, which
are the most costly programs of the community and are most
likely to yield large long-term savings. The Director would
also operate the Governmént's principal production and

national estimating center and retain the CIA's present
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responsxblllty for covert action programs. Defensé and State.
would retaln productlon groups, both to serve their own leader-
ship and to provide competing centers in the analysis of in-
felligence'inputs to the nat%ohal intelligence procéss. The
"befense Depérément would maintain budgetary and operational
_control.over only the selected "tactical" collection and
proceséing aSséts necessary for direct support of military
forces, élthough these assets should . be sﬁbject to the DNI's
’:ev§ew. '
This option affords a number of advantages:
e It plnp01nts respon51blllty, the Pre51dent knows who

is 1n-charge.

¢ It permits major economies through rationalization of
: | 5
the community's functions and through the elimination

-of duplicative and redundant capabilities.

9..It.establishgs a management system which can deal com-
K - préhenéiﬁély with the implications of evolving tech-
noloéy'and make efficient choices between competing
collection systems. . .
.® Xt brings producers and collectors closer together
and increases the probability that collectors will

become more responsive to producer needs. .

® It allows the Director to evaluate fully the con-

tribution each component makes to the final product,

]
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pe enabling ready identification of low performance
elements and permitting subsequent adjustments to
o . their mission.

-

°" It provides one responsible point in the community to
. which high-level consumers can express'their changing

‘needs.

® It facilitates the timely selection and coordination
of the intelligence assets necessary to provide in-
telligence support to the President in periods of

crisis. .

Creation of a DNI has at least five ébtential disadvan-
tages: | ' 1
° It gives still further xesponsibilities to the DCI.
g A major criticiém of the present confederate organi-
§éétion is that the DCI is overloaded and cannot be.
expédted to perform well the many functions now
assigned to him. As noted, these include substantive
advice to the President and to several high~level
éommittees, day-to—éay management of a large operating
program, appearing as a witness before Congress, and
running numerous sensitive collection and covert

action projects. It should be noted, however, that

with adeqguate staff and competent deputies, the
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Director should be able to delegate responsibilities

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

PCI's power would be commensurate with his present
~ yesponsibilities.

.:\ . .
°© phis option could generate substantial resistance

from the Secretary of Defense and the Joint Chiefs
© . over the transfer of intelligence functions fo.a new
. | agency. It would also necessitate fundamental changes
| -in the'Nationai Security Act which might cause major
' congressional resistance and oéen debate on a range

. "+ . " of semsjitive national security issues.

3 Even if all U. S. Governmentlintelligence assets were-
transfexréd to the Director, there wounld remain the
sexious and éontinﬁing problem of finding ways to
meet the intelligence‘ﬁeeds of Défense without, at
the same time, causing the Services to reconstitute
their own intelligence aétivities, even at the expense

of other programs.

¢ There could be adverse reaction from the news media
aﬂd the public to a consolidation of such sensitive
activities under the control of one man, even tbough
so0 many of them already are controlled, in pfinciple,

by the Secrctary of Defense.
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° "It is possible that this option will continue the
present dominant influence of collectoxrs relative
Y t? producers and consumers in the intelligence

~ .

’.\, .
‘N Process. - o . )

TN ) ' .
A Director of Central Intelligence (Option #2), with a

strong Presidential mandate and a substantial staff. NSa,
NRO, and DIA would remain under present jurisdiction. The

CIA would be divided -- one part supplying the DCI staff and

. intelligence production component, the other part, piincipally

current CIA coliection organization, comprising a new agency
under a separat: director. The DCI would ha&e‘senior status
Withiﬁ the_Government‘and would serve as érincipal intelli~
gence adviser t» the NSC. He would produce all Nationai
Intelligence Eshtimates and §ther national intelligence re-

‘quired by top level national decisionmakers, and would control

" the necessary production assets, including NPIC. This would

include continued management of a national inteiligence
process that involved fhe participation, and inputs from,
other intelligence production organizations. |

Under Presidential directive, the DCI. would review and i
make recommendations to the President on the Intelligcﬁce
plans, progiams, and budgets of his own office, a reconstituted
CIA, and the Department of Defense. He would also present a

consolidated intelligence budget for review by the OMB. By
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; thi%’means the Director would be able to guide resource allo-
’ éatibﬁpané influence community organization. |
‘Although Option #1 offefs the greatest promise of.
aéhieving the President's objéctives,_this.aption has ad-

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

~

lowing respects:
| °© fThe DCI would be freed from tﬁe day-to-day management
tésks incumbent upon the head of a large operating '
agency with major collection and covert action re-
'sponsibilities.' Tgis would enable him to'devoté
- most of his attention to substantive intelligence
-matters, thé tasking of collecters, and community

resource management issues as they relate to his

production activities.

° This option eliminates the present situation in

¢ . R »

which the DCI serves as both advocate for agency
e programs and judge in community-wide matters, a
role which diminishes the community's willingness

to accept his guidance as impartial.

" o wghe reforms could be accomplished, without major
legislation, by a reorganization plan and Presidential
directives to the DCI, the Secretary of Defense, and

* the hecad of CIA.
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e rhis option would offer improvements in efficiency
\\ and effectiveness without the major disruptions in

. the community required under option one.

#

" e Tt would enhance the stature of the‘éommunity leader
‘while. avoiding the potentially dangerous concentra-

tion of power inherent in option one.

Optlon £2 has several potential dlsadvantages.
° Respon51blllty for the community as a whole would

be more diffuse than_under optlon one.

° The ability of the DCI to supervise the detailed
activities of the opcrating.parts'of the community

would bo weaker. . o _ 5

°© fhe new DCI, compared to the DNI under option one,
‘would have to rely on persuasion and the process of
budgetary review rather than directive authority in
order to eliminate redundant and duplicative activi-

ties, resolve trade-off issues, and reduce overhead.

°© He would lack the ability to mobilize, deploy, and
target collection assets in a time of crisis, unless

given specific Presidential authority.

A Coordlnator of Natmonal Intelllqence (Option #3), who,

under Prc51dentlal mandate., would act as White House or NSC
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overseer of the Intelligence Commﬁnity,.directing particular
\
atteptlon to:

i
A

o Intelligence resource and management issues.

" ‘ :
. ° Representing the concerns and needs of national

‘policy level consumers.
/

.o Evaluating the suitability of intelligence output in

light cf consumer demand.

-

Underx this arrangement, ClA, Defense,‘and State intelli-
gence responsibilities‘would-remain essentially unchanged.
The Coord&nator would express the views and concerns of the
Presiden£ and the National gecurity Council on product needs
and quality; he woﬁld provide guidance on preséﬂt and futu;e
collection priorities; he would critique and evaluate the
cufrent performance of the community, identifying gaps and
oversights; and he would conduct studies of specific intelli—
gence commnunity activities as required. put he would not be
respon51b1e'for the actual production of intelligence. Noxr
w?uld he have any direct control over resources. '

This option offers two advantages:

° ihe creation of this position would provide a means

for more direct representaticn of Presidential in-

terest in the Intelligence Community. Consumer

o b * 0P SECRET
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representa%ion‘in the intelligence process would be

enhanced.

¢ No leglslatlon would be requlred, and ‘the President

would he spared a number of bureaucratlc battles.

' . '
The optlon bk ..iweveral marked disadvantages:

'°” There is the potential for unproductlve competltlon

between the Coordlnator and the Whlte House staff.

°. Achievement of the President's management and re-

. source control objectives is unlikely.

-
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e . VIX. - DEPARTMENT OF DEFENSE LEADERSHIP

'Although the Pxesident has indicated his desire to in-
stitute community-wide reform, changes within the Department
of Defense alone could improve the allocation and management
of resources and reduce the overall size of thé intelligence
budget. Provided that care. is taken in making them, these
reforms need not be incompatible with subsequént decisions
about the governance of the community as a whole.

. Within the Debartment of Defense, there has never been
an individual with formal responsiﬁiléty for management of
‘all DoD intelligence-activities- The D:2puty Secretary of
Defense historically has bheen charged with this task, but he
has very little staff to assist him and can devote only a }
modest amount of time to the complex-intelligence issues that
arise within his domain. Consequently, if the problems of
Défenge intelligence are to be resolved in a fashion satis~
factory to the President, it will be necessary either to
create a Director of Defense Intelligence (DDI) with specific
responsibility for the Department's collection assets, or
prov}de the Deputy Secretary with major staff support in the
form of an Assistant Secretary of Defense for Intelligénce.

Neither of these posts would be incompatible with options
two and three relating to community-wide leadership reform.

However, the DDI concept conflicts with option one, in which
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the bulk of U. S. .intelligence resources would be appropria-

ted to a Director ot Wational Intelligence.

.A Directoxr of Defense‘Intelliqence would have the auth-
ority and responsibility to direct and contrel all Defense
- :-intelligence activities. He would allocate all the Defense
intelligence resources, includihg those for tactical intelli-
gence, the funds for the NRP, and budgets for'other.national
' programs under departmental jurisdiction, He would report to
and represent the Secretery of Defense in all matters re-
1ating'te the managemeht of intelligence resources; review
the need for, and conduct of, sensitive intelligence collec—'
tion ahd operatlons, review all Defense 1nte111gence "require-
ments" with resource implications in ordexr to evaluate need
and determine priorities; serve as the principal Defense
representative on the USiB; and monitor oﬁher DoD programs
which have clear implications for the collection of ihtelli~‘
- .gence. Under this option the DDI1 would be able to reorder
completely the Defense intelligence collection structure as
deemed appropriate.
- The DIA would be involved in collection management only
if so directed by the DDI, and would concentrate on the pro-
o duction of finished intelligence for the Secretary of Defense
J and other national consumers. |
- ¢ is important that the pDirector of Defense Intelligence.

be responsive to tasking by the community leader, who would

-
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" be the principal substant1Ve intelligence official of the

Government. Both tha.cammunlty leader and the DDI should re-‘
ceive authoritative guidance about national consumer interests.
“This could be provided by'a Eéuncil of Intelligence consti-

.. tuted within the NSC and w;th the Assistant to the President
for Natmonal Security Affalrs, the Secrctary of State, and
the Secretary of Def;hse as its members. The restructurlng
of USIB and revision of NSCIDs can help in establlshlng the
approprlate DCI/DDI relatlonshlp.
| The post of DDI has great prospectlve advantages.

e It would provmde foxr the concentratlon of resource
'management authorlty in one 1nd1v1dual which would

allow authoritative comparisons and decisions about

competing collection programs.

° . It would provide for the centralization of direction
-u, s and control over all Defense intelligence activitiéé,
including conduct of sensitive intelligence collec-
ftlon operations. |
" But there are possible drawbacks as well, in that the
position would.
® Concentrate great power at a single point in Defense.
‘This could possibly diminish the community leaderl!s

‘access to information, as well as his ability to
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task collectlon systems in support of national in-
telligence’ productlon, and design balanced collec—
tion programs, im support of his production respon-
. sibilities.
°. Superimpose a large staff over those of other majoxr
_int&liigﬂuuo managers w1th1n Defense (the Dlrectors
of DIA, NSA, and NROf, although &« reduction in
various cqordination staffs should be poséible at

the same time.

An Assistant Secretary of Defensé for Intelligence (ASD/T)

. who would act as the principal staff astistant to the Secretary
of Defense. 'His responsibilities.would be similar to those of
the DDI, except‘that he woﬁla not eﬁercise direct control overx

; pefense intelligence collection programs, and would not be a
menber of USIB unless the Board were reconstltuted to advise
the DCI on the allocation.of collection resourxces.

This option has a number of advantages:
° It allows.for effective cross~progrém analysis within

Defense. - -

o Tt avoids the concentration of povex inherent in the

.- DDI option, if that is considered a dangex.
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o Compared to the DDI, an th/I would be mdre likely
‘to respond to the needs of the present DCI or the
communlty—w1de leader established under elther option
two ox three. '
The post has a number of potent1a1 weaknesses 1n that,
compared Wlth the DDI, lt would probably: ,
"o. Lack both the strong mandate provided to the bpI
-and direct authority over Defense intelligence
.activities, inclﬁding'those carr;éd.out Qy tbe.

.
‘.-

. program managers.

o -Make”thé'Ash/I vﬁiherable_tgi"ena runs” by major
componénts within the Defense intelligence com-
munity who might wish tb éppeal directly to the
- Deputy Secretary of Defensé. -
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.To achieve further economles, partlculary w;thout major
V:reorganlzatlon, will be: dlfflcult for several reasons.
® SBavings that we foresee as ;mmedlately fga51ble
are likely to be couﬂterbaianced to a considerablg

. degree by further pay and price increases.

° With the heavy R&D costs for proposed new systefs,

such as the nearly real-time photo satellite, 25X1

there already'is built into the budget a'étrong
. upward bias which may prove difficult to controi,
particulaﬁly considering the igtense interést in.
. high-technology and expensive new systems for SALT

p ]

and oth=r purposes. - : - .

® fThe U.S. withdrawal from Southeast Asia will permit
‘reductions in SIGINT and HUMINT resources, but they

will oniy partially offset the above éost increases.

° Sdﬁejof the largest savinés caﬁ only result from
shifting and consolidating current activities in

- sucH é way as to redraw the functional boundariés
of the major intelligence organizations.

Despite these difficulties, it is the case that func-
tional boundaries can be withdrawn without a major reorganiza-

tion of Defense intelligence or'the‘commuhity as a whole. We

. .
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should stress, however,. that act;ons of this character wxll

sLlll leave a number of con: unmty—wxde issues unresolved and
at the same time arouse all the opp051tlon of the military
hé;rv1ces and the Joint Chiefs of Staff. Morcover, with the '

- rapid evolution of technolégy, furtherlchanges in bounﬁarigs -
and comﬁarable upheayéls - wiil ﬁrobably have'ta follow in .
the future. L | ' '. B

With all these cautlons, there are a number of Spelel;
.functlonal actlons that can be taken at the present tlme.
Among the most important are the establlshment of NSA as a
truly natlonal crpr9log;cal‘Seerge‘Wlth authority over al
signal intelligéﬁce,'and thé.coﬁsoiidétiaﬁ'of.a nﬁmbér of
act1v1tles now operated separately by thh leltary Serv1ces.
The effect of these c¢hanges should be to ach1GVe econonmies

. of scale, eliminate excessive duplication, and promote_com—
.petiﬁion.ambng like activities so as %o.weed out the less

) éfbductive programsf : B

The foliowing table of possible_sévinés;‘whiié only an.
estimate, {ﬁdic§ﬁéé what economies.might be feasible as a

‘result of redrawing functional boundarieé, consolidating

activities, and eliminating duplication:
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A major issue arises ih connectioﬁ witﬂ cﬁénges of such
écope and maénitude. It is whether we should attempt to make
"the reforms now, or awalt more general reorganlzatlon and al-
low the head of the community to exerpise his judgment and
.authority in instituﬁing ﬁﬁeﬁ. 'Our currené judgment is that
reductions of this magnltude should be attempted only aftexr
.a Ieorganlzatlon has s;gnlflcantly improved the capabllltxcs

of the community to direct, control, and monitor program
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changes. We also believe that theledbnomies should be éf-
fected over a period of years. Without these two cdhditiohs,
the reductions could prove illusory'or trahsient, and a
heavy priée in'disruption and lowered morale-might foilow.

It should be noted that the antlclpated savings “come '
primarily from collection act1v1t1es- ‘major analytlcal and

estimating capabilities are not affected. .Their improvemént

is the.subject of the next section.
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IX. TOWARD IMPROVEMENTS IN THE PRODUCT

Much of the emphasis'by the intelligence'cbmmunity and
the bulk of its resources go to the high technology necessary

to overcome bairiers to information in the USSR and China.

'yet this stress on the technolégy of collection —-- admittedly

important -~ comes at a time when improved analysis is even

more important. — : L
Because of the keener competition from the Soviets, and
the. narrowing gap in relative resources devoted to-defense,'

the'U. S. must refine its evaluation of foreign capabilities,

intentions, activities, and doctrines rather than assume that

it has the resources to insure against all possibilities.

The community must also improﬁe.its current political esti-
. ’ s i

mates and find ways of becoming more responsive to - national

consumers and their concerns.

-Important improvements.in'performahce may be-feésible'
without majo;.reorganizationl Bﬁ% pfeliminary investigation'
suggesté that higher quality is mﬁgh more likely to come
about within the framework of a‘cbherently arganized com~
mnnitj Vhiph-is focused on,improving.output rather than iﬁ—
puﬁ; Indeed, it seems a fair assumption that the.President
would be willing to rebate somequ the potential savings from

—

the community if he had any hope of improved performance as

‘a consequence. As of now, however, he has no such assurance
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and,may'reasonably-argue that; for current performance, he
should at least obtain the benefit of lower costs.

Even if we knew how,to measure the benefits of intol%i*
gence, it would be difficplt'to relate specific changes in l
programs to improvementé in performance. Nonetheiess, ex-
perienced observers believe that the following steps -- all
of them comparatively inexpensive == should inoréase the use-’

fulness of the product to the.natioqal,ieadership: . .

¢ Major cohsuﬁer.representation to and within the in-
telligence community, perhaps fhrough a reétructured
_USIB, a high-level consumer council, or other insti;
tutionaslized ways of communicoting consumer needs,

priorities, and evaluations to intelligence producers.

® Assessment of the 1ntelllgence product through quallty
control and product evaluation scctions w1th1n the

. production organizations themselves.

°  Upgrading existing analytical centers .to increase
- the competition of ideas, including a DIA with improved .
organization and staffing as a major competitor to CIA

.in the area of military intelligence.

° periodic reviews by outsiders of ‘intelligence products.
of the main working hypotheses within the community,

and of analytical mecthods being used.
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..:® A net assessment group established at the mnational
level which, 2long with the NSSM process, will keep
‘questioning the community ahd challenging it to re-

fine and support its hypotheses.

° S£ronger incentives to attract.good analysté, better
career opportunitieé to hold them as analysts instead
of forcigg them to.become supervisors in'ordéf to
achieve promotion, énd a more effective use of peé-
sonnel already trained and e;peiienced in intelli-

gence.

¢ Increased resources and improved organizational ar-
rangements within the intelligence community for
research on improved methods of analysis and esti-

mation.

-
.

It is proﬁably premature to recommehd the detailed
measurés necessary to improve the'quality and scope of the
intelligence prodhct. 1In the near future;‘this isspe should
be considered at greater length by the leadership of a fe~.
organiécd community. Indeed, the leadership should be
épecifically chargeﬁ with the task of product improvement
as a mattexr of the highest ﬁrioriti. What steps will prove

feasible will depend on the pafticﬁlar type of reorganization
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, \k selected, and, in the present circumstances, it may be well
}ﬁo be guided in the choice by considerations of economy in
\
‘the-, use of resources. But it should be stressed, in con-
' clu31on, that improvement of the product at current budget
levels is simply another way of achieving the efficiency that
is so desperately needed within the intelligence community

as it is preSenily.constituted. ‘ ’

-—"f
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ingly constrained and

ime the product of the
ecasing importance to

81 - S

~~ the relative strength of Soviet and other'potential
military Zorces ¢grows with respect te those of the

U.S.
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vhere vxcv1ouq1y U.S. superiority was unaucstloned-
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~ond grows wore cOnpLoX;

~— the 1nuﬂ“::t;or13 environment ¢r
onrercial a4 ec
i ice

3 I - Y - de e
community =s a whole must Do agsu

. - A more effizient use of resources by the community
in the collection of intelligence 1 information must
tal i lrbe. achicred. Ukilizmation of the means zvalleble

"
+ be L onsonancs el dehy "‘“‘D*JC'-‘-"""’ YooLlrenents OF
nus e I Qonoonang W1V @D0I0VIEL LUGULLLaT e e =
- - 3 - :
-n Al

&
ek oy deq e - . -
. U.S. seousicy and nas

—~— Assignment of intelligence funct iens within
comnunity must ko reviewed and revisad
3

-

inefficiznt, uhnecessary or outmoded activi

~- The guallity, scope and tlncllness of the community's
g
product mucst be improved.

» ~= The provisicn of intelligence and its uvtilizetion must
' ‘enhance the formulat ijon of the foreign, militory and

cconomic solicies of the U.S. Government and the
planning Zor and cowduct of military operations by
. U So fD‘“CﬁSQ "

II. The Necessarv Conditions | . . .

A number of specific conditions are necessary to the
achlcvcmcnt of those objectives.
i

TOP SnCART /BYENS T /COMTNT

.o

«*

o _ ~ No Obijection to Declassification in Part 2013/03/19 : LOC-HAK-539-3-1-9



.
-
.
-

- qpor No Objection to Declassification in Part 2013/03/19 : LOC-HAK-539-3-1-9

w— The Director of Central Intelligence {(DCI} must
delegate direct authority to the Deputy Pirector of
Central Intelligence (as farx ag is possible without
1egislati n) for the plans, programs; and day-te-&ay
operaticns of the CIA, and must assume overall
leadership of the community. .

- More effcctive review of intelligence product guality
and policy must ke previded to the DCI, especially
by high-lovel consumers of substantive national
intelligence, : '

3
1=
ot
tq-:
i
I3
tn
rt

- Major issues within the intelligence ccmmu

be acdressed in such a way that the DCI plays a

major role in their resolution. The DCI must have

an increased and restructured personal siaff to =ilow
him to discharge his augmented responsibilities.

' . w— The DCI should be supported by two major ccrmitiess

of the intelligence cocmmunity, each of which e
chairs, with clearly defined advisory functicns
embracing his re nonsibilities related to intelligence
producticn and roguir L a
intelligence budget and all
the other. '

-

o - —
ne Ccne nEng anac To

of yresources on

= U
0
0
£
(23
B ¢
0
ot

on programs, largely fin
and managed ¥y the Department of Defense, mu
under nore effpetive management and coordina
with other intelligence programs.

-~ The NSCIDs and DCIDs must be rewritten to reflect
the changes directed herein and others as they cccour,
particularly to reflect reassignment of functions.

III. Measures Decided Upon

&

nfter careful consideration, I have decided that the
measures listed below are to be taken now to move toward
attainment of the stated objectives. ' They are desigred
primarily to: (1) enhance the authority and capability of

the DCI to provide the required community leadership, (2)
provide review and guidance regarding the substantive intelli-
gence preduct, and (3) more effectively restructure intell-

«

igence activitics. - .
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e I om @irecting the Director © £ Central Intelligence
. {0 assune tcadership of the coma ity in planning,

reviewing, cczrdinating, and evaluating 21l intelli-

“— ’ gence preprams and activities, ané in the prcducticen
of naticncl inigliligunce. I shall lcox to him to

improve tha2 psrigrmince of the communizy, to provide

b : " his jud:rc::s on the efficiency aznd eflectiveness oI

' all intellizence programs znd activities (including

] tacticzal ln:ﬁlligen"o), and to reccmmend the appropriazte
allccation of rescurces to be iovobed to intelligence.

-
’

&£ e o, - A Y AR
s four mejcr vesponsibilities:

ne o

5
!

He will thus as

'. == Planning and reviewing all intelligence activities
an@ the allcocziicn of all intelligence resources.

by - - LTS - % E PP I B - 3 4.
—= Chziring and stalfling all inug.izgonce conmunity
- '.-n- -
- ¢ advisory Boards Or CORlcwles.
- - - - - . - -
" e Reconciling intelligence IoZUiXements and pricritles
: ‘ within budgernrsy constralnis.
- - «
' - == 2 - 5 P T 4 —— T &
8o that he can aSfeotively undertake this community
S - .o ¥ ~r s X O S
leadership role, I @m rcguesting the DCI to submit to me
. — . e = - o % . - T ey A - At o %
within 20 davs his zlan 0¥ the applopriace delematicon O NRAS
- 3 - ._‘ﬁ_ _in‘ D‘_' — b d L ad * —— _‘-n=v
current opor onzl »osoonsibilities and for increased staZs

support for h

—— I am directing the Director of Central Intelligence
- to prepare and submit edch vear, througn CxB, a
- _consolidztcd intelligence prograa budget, including
tactical intelligence. All informaticn reguired
: from all & partm nts gnd acencics of tne Executlv

y he may providée me Vth an annual deta11cd review of
' the needs and perxornance of the intelligence community.
-—— I am creating an Intelligcnce?Resources aAdvisory

X Committee, chaired by the Director of Central

' Intelligence, including as members a seniox : .

.
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represcntative from the DbpartmgnE of Dcfens?, the

Department of State, the Offic?“oz Managen

- Budget, and the Central Intelllgence Bgenc
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o of the intelligence budgot and;the allo
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T am authorizing the DCI to call upon all depert-
ménts znd agencies of the Executive Branch of the
Covernment to -provide reguisite information to thes
two committees and to cticd

in their .deliverations as may ke required in nis
Judgment. \

T am also establishing a National Security council
'Intelligence'Committee'(ESCIC). Its members will
be the Attornev General, the Director of Central
Intelligence, the Under Secretary of State, the
Deputy Szcretary of Defense, the Chairman of the

: Joint Chicfs of Staff, and the Assistant to the
President for National Sccurity Affairs, wno will
chair the committee. It will give direction and
guidance on national substantive intelligenc%_needs
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and provide for a contmnulng evaluatlon of intelli-
geace products from the viewpoint of thﬂ intelli-~
gence consumer. ; .. -

s 2 related matter, 1 am. direccting that a Net
czement G"OJD hwe created within the La aticnal
3taff. The group will be headed

ior sta‘f rmember and will be respol 15ible

-

ng and evaluating all intellicence

d for producing net assessments of

3 o5 vis-a-wvis thene of foreign

stituting a threat to U.S. securitiy.
/

7

I am directing the retention of the present m.nagc:

f.ﬂ e E'I
¥
0
Q
59
¢
fas
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(BN

R
Pl

gove*r-':‘.an ts con

. structure of the National Reccnnaissance QOffice.

'« A unified National Ccryptologic Command und

-

I am directing the Department of Defense to issue
such directives as are required o establish no

later than Januzary 1, 1872:

[ N b 1

Dircctor, NSi for the conduct of USG commur
tions intelligence uﬂd clectrenics intelll
aCLlVltlES.

KQ.J('.!

i ca~
2NCe

“

-

A single Office o‘ Defense Investigations.

. A consolidated Defense Map rgone
the three Service mapping organi 2
arrangements that permit optimun e
and economy in production without
legitimate requirements of the sepa tc Serv1ces.

The retention of the DIA to be fully responsive
to tasking by the Joint Chiefs of Staff in
matters involving essential intelligence support
for military planning and operations.

T am directing staffs of the KS5C, DCI and OMB, in
consultation a2nd coordination with the President's
Forcign Intclligence Advisory Board to nake ap-

,proprxate roevicions not later than Deceomber 1, 1271

SECI

i ko the NSCID's and other directives -as nceded to
;mplCﬁcnt the provisions of this memorandum,

WET/BYEMAL/COMTNT

No Objection to Declassification in Part 2013/03/19 : LOC-HAK-539-3-1-9




.

No Objection to Declassification in Part 2013/03/19 : LOC-HAK-539-3-1-9

TOP SRCRLT/I

3
- -
acrsme

e

. -
R

¥
o

* g

T an
o

3

Remainlng

IV.-

-~
- e e

Pt
P
i W)
17 v
b BETR
- .. !
ol i
oo O
3 U™
! 1
7= €1 Q
~{ U
~ o
i oo
. by

‘

put I

oo~ O
o=
L I RN
£ 20
U
33 et §3
»
HA S B
.t 20
PIngs -y
44 3
oo
49 .
) L]
U1
LR T IS
I RS |
£ 50 C
Y 75 eeir
[t I SR
s O U
vl 1
Ko BT 3]
Oy
L 1 o
HO S
[ ¥ S
LA
‘. Yi -
i b
FR RN
v i
ST
[ ORI PR
¢ W 4
oG i
£3 -2
U
- dJd
o o~ 1
RN
IS EL LR
4
ord
L
-

€
) S
JOS e
Uy O
\®) 4
I~y
g owo g
43
Q F e
4] s
£, o
A
N ia sa
S S ¢)
e
— 9 U
G "N w
$3° o
£l
iV
S T3
BRI 2
e S
41 @
PRI )
Yy O @
ol
G
IR
[¢ JRT-H .

43 LI
Mo
e ul
[0 43
LI
42 £ ¢
w05
DT S
n.\w ‘— Lt
1 40 i
[ S I Y
.l— h..n :_w
- W
o 0
FROR & W
4 bi
O i
Moad 3
n w3
L' E S I oW
a3
1)
@ o .y
po7 R
O £
Lo
a3
m o
o Ul

telll

in

.

- .
s of Deiens

-

P R i d
e

-
papeay.
1Ce SNk

T
A Ce
iccr

fer intell

"
-
-—

intell

ca2nce.

s |

Significe

also needed.

I

o
el
n 3
i i
el
o
& I
AT
%
Q)
i U
[SU
i
[ B
[SEETRY
g e
m-m mu.»
e
%t O
i O
i
J 0
cwed b3
o fh
e fi
et
¢
oo
wd
B ¥
i
ey 44
1
3
0o
@ 1
£ -
vv
O G
ISR
£y O}
P oW
i U3
43 @
151 o

e =
R

-
e

',
-

Ty
SN

-y W
-

. o
QTSN R

the

e,

-
S

\:‘Vt ol
A v

coenu

41
wi
U
. T .
L 8
Do
o Q
(SR
@
[ Y
X
.ﬂu
QF
LN
¥
i el
3b g
U -
[
%
gy
[ T
<d
S} qn
n.m 44
%o
K
[
L
) Ly
N2 Y
3 i
o 03
RER)]
L9 2 8
d O
U
0 -
13 §:
G
b
VIR
LI
¢} L
O o
EE
L3X)
o<
Ay i
g
"
Y
& o
44
4N
el N
g O
pel o
o O
e vt
o

seans

It

[2Y]

e

.

th

15 CO

in
. prod

- 3-%= >
mAanncus.

re
-

-
-
-

rew

v

Morxe

the opportunity to re

chould =2

analysts,
should be the

rea

nd p

igoence

tell

Znn

uckt.

-
[

process

-

aet

cnt and Bud

-
.

Manager

of

ce

el

if

C

=
w0,

DPirec

ce:

L M

]
!\"'Y:-lr\n .

-

31

<
.

L
MR

:CRE

.
-

TOP

o bet

- -

-

I

No Objection to Declassification in Part 2013/03/19 : LOC-HAK-539-3-1-9



