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: The Honorable Robert Awory, Jr., Deputy Director for
Intelligence, Central Intelligence Agency, was born 2 Msrch 1915
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He received his B.A. (1936) from Harverd College and LL.B.
(1938) from Harvard law School. He was admitied to the New York
bar in 1939; the New Hampshire and Massachusetts bars in 19L6;
and practiced law in New York City, 1938-40, He served as pro-
fessor of law and accounting, Harvard Law School, 1947-52,

During World War II, Mr. Amory enlisted in the U.S. Army
as & private and served with the 258th Field Artillery, 1941-42;
533d. Engineer Boat and Shore Regiment, 1942-45; and commanded an
amphibian engineer battalion and regiment in New Britain, New Guinea,
Iuzon and Southern Philippine campaigns and in the occupation of
‘Japan. He was discharged as & colonel in 1946. From 1947 to 1952
he commanded the 126th Tank Battalion of the Massachusetts National
Guard, including active duty as & student In the Infantry School
end the Command and General Staff School, 1951, He is now a
colonel of infantry in the Organized Reserve Corps.

He is author (with R. M. Waterman) of Surf and Sand, (Cembridge,
Barverd Law School, 1947) and (with Covington Hardee) Materials on
Accounting, (Brooklyn, N.Y., Foundation Press, 1953).

Mr. Amory was assistant director in charge of Economic and
Geographic Intelligence, CIA, February 1952 to February 1953 and
has been Deputy for Intelligence since that date. He has also
served as CIA Adviser to the National Security Council Planning
Boerd since March 1953. He was & member of the U.S. delegation
to the Bermuda Conference, 1954, and the Bangkok Conference, 1953.

This is Mr. Amory's fifth lecture at The National War College.
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THTEILIGENCE CONSIDERATIONS IN THE
FORMULATION OF RATIONAL SLCURITY POLICY

The Honorable Robert Amory, Jr.
(21 October 1959)

COLONEL TWADDELL: (Introduced the speaker).

MR. AMOTY: Ceneral Haryold, gentlemenie

It is o pleasure %o rc’curn"to this platform to take up
this rather knobby subject with you.

| You have had a previous session earlier in the ygdr with

General Cabell end Lyman Kirkpatrick, our Inspector General, snd I
wnderstand that that covered the background history and organization
of CIA and the various relationshivs of & managerial nature in the
Intelligence Commmunity.

You hove also had other speokers touching on or around my
topic. Cordon >Gmy showed me his talk to you of a weck apo, and I
vas pleased ‘cd see how nuch note he paid to the way in vhich intel-
ligence is a“oso'rbed and ground into the policy-making procedurgs.

So I brought no slides, no wiry didgrams with me today.
I thought T would deal in as substantive way as possible with the
formulation of intelligence for the policy raker. I am going to
condense 11y rerarks as wuch as possible - those of an expository
nature - in order to get, in the latter halfl of my talk, to a
series of problems with which wve are still wrestling andfvrhiéh you
night find of interest to pursue in‘ your 'hhesi.s wﬁting and dis-

cussion groups.

‘AJ-- DR
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The besic nationz2l sceurity policy papers as they are ennually
-revised contaln an Intelligence parazraph, e sort of wandate to the
Commmity, that hes changed very little over reocent years. Tais paia-
prerh lays a threefold requirement of c‘ieve].éping exd maintoining an
intelligence systen capable of cellecting the requislte data on and
accurately evaluating ithree types of things:

1. Indications cf hos‘oilei intentions that *.v:ou.;.d glve maxie
mu prior warning of possible agpression or subversion in any area of
the vorld,

2. Fstirates o capablilities of forelgn countries, friendly
end neutral as well os enewmy, to wndertale wilitary, political, eco-
‘nomic, and subversive courses of action affecting U. S. securlity. And,

3. Jugt to be su;}e ve hed not forgotten anything (I was
one of the drefters of thils paragreph), vwe pub in a little iten "e",
forccasts of potential foreipn develogments having a bearing on U. S.
national _secufity.

Obviously, if anything vas left out of the first two, the
third vas intended to encompass tﬁe vaterfront.

Fow, T will talk first, if I noy, about the adva.nce}mrning,
the first mission of giving this maxirum prior warning to the policy
makers. Of course, in rea2lly critical times it would ve directly to
the action components ~- the unified commenders, the Joint Chiefs of
Staff, ete. There ave three aspacts tb this.

One aspeet is geotbing the intelligence war inforzation in

Tast from the Ticld, in sufficiently short time sc that in this hectic

(0.
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Approved for Release: 2018/07/24 C02437974



Approved for Release: 2018/07/24 C02437974

gge in vhich we live action cen be taken on it in a timely fashion.
For this we have developed a thing ve call a "eritic intelligence
systen' .

First, we have defincd throughout the Community on an agreed
basis certain types of information vhich is characterized as being of
such & ha‘curo that it night have %o be brought to the immediate ab-
tention of *thc Presicent. Please rcalize that in ‘ma?,;ing any defie-
nition like this (and I won't Lore you with the types) that an indi-
vidual person, vhether he is a clandestine case officer in ’g;he Middle
East or cn HSA operator in & s*c.aéion in Okinowa or Alaska, or soﬁxcﬂﬁ.ﬂg
like that, is not golng to have thé big picture. He has %o be able
‘o judre soumething by onc nUJ_,Cb et o tine, cnc form, and make up his
nind vhether that iz on item that hed betber be fed back jolly fast.
Assur:ing that he secs something like that, he slugs it
- pubs a flash or cmergency preccdence on 1t, depending on whether in
his Jjudganent it is the type of thing that ought to get back in ten
mimites or in an hour.

That nmescoge then goés throuvgn with maximm clear trackage
in the communications 11et1¢ér}: , and the important thing is that when
it geis to !'Igshington no further humen Judgzent is applied to the
question of whether or not it is dicscuinated throughout the Corsmunity.
If it has the vord "eritic" on it, bang, it goes out from message
centers by an automa,tié rultiple teletype system in a mabter of
seconds and then again it is automatic that the watch officers on

Ph-hour duty throughout the Intelligence Community immediately bring
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that to the atbontion of their chiels -- in our case to the atbontion
.of Ceneral Géodpaster at ‘the White House for the President.

The theory in the process is quite differvent Tfroa the facts
to date, beeause, os many of you who have beon engaged in camun.n--
cations know, wve are not yet really within striking distence of the
ten-nminute gozl at the noment. DBut there 1s a progronm, \mic.l is
approved by the FESC, for implementation by the Depz thenu of Defense
vith guidance from the Intelligence Community that looks toward this
vhen we get adcquate automatic relay and routing systems electionleally
controlled ond run. Bul we have mode a vast improvenent end a fev
fipgures I think might be of interest to you.

In the crisis of the 21l of 1957 (maybe forgotiton by nany
of you in the light of the move drematic erises of the swmer of 1958
in the Hear East), the one in which Syris was 'X:houghb'to be going
Comrmunist and the Turks and others wers plaming to make a gulck
intervention aﬁd in twm the Russians were 'bhreatening intervention
in ”Lu Zey, ve had the kind of situation in which Vashington should °
have been apprised as early as possible. Yeb, the messages coming

back at that time averaged nine houwrs and 35 miputes from the tire

[N

of filing, generally in the Middle Iastorn crea and in soae cases in

Nopco.‘ y until receipt at the policy level in Vashington.
The folloving summer, putting into effect the "exitic sys-
ten" for the first time, a year ago July, o sinilar type situation

produced an average time of one hour and 23 minutes.

This year ve ron o test in Septeuber, not having a good
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erisis to contrast to thet, which we really made a little wmore dif-
"fievld than o real one beeouse of verious control factors. We picked
various end sundry out~of-the-vay places in which intelligence infor-
ration m:‘:ghb origirete end timed o lorge series of messoges right
Cgtraight through to the Vhite House. There our averzge time was

dovn to 59 ninutes. Tohe redian time, which is probably more inpors
tant because one or two erratic longeshots wveighted the average up-
ward, was only 40 minutes. So we are beginwing to got a systea thab
is quite on the 'we,y' t0 belog effective. DBut in ';310 ‘days of vallistic
misslles and that kind of thf.ngﬁ, wve cbviously cennot be satisfied
wntil we get Turther chead with the autonatie sigmlliﬁg sysben.

The second thing that you have to llaw}e is en on-duty gwroup
at all times of the dny and night and all days cﬁ’ the week, wvhich we
now have in the llaticnal Indicztlons Center in the j‘bot-‘co:n ¢f ths
Pentzogon. The abgence of this, as mauy of you know who rezd the
history of the last wesk of Woveunber and the first weck of Decanber
in 1941, was really, wore thou enything else, to vlawe Tor the feilure
of the national lcaders to evpreciste vaet the Japs wex"e ‘going to do.
Evcfybody know there wos a cerisis coaing, bub everybody's eyes vere
on different parts of the world end on thelr own fields ol responsi-
bility; end the variocus bits end pieces were not put together in front
of intelligence exports in a single hend for ovscrvation and analysis.
This we think we have covered now in this Indications Center, particue
larly in having professionz) Intelligence officeré on duty at alfL
times of the day dravm froa all three Services, Stabe Departnent, and

-5 -
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CIA, so that there is never o cose vhere o corporal or yocan is o
pere €2 but that he is a person who has profcssiongl treining and is
roody to ach; end the dlrector or the on=-guty man of the INIC can
ecall the Vateh Comilttes into belng.

The Vatch Cormittee, as I think vas cxplained to you, 1s
irmediately ocubordlnate to the United States Intelligence Ioard and
is chaired by our Deputy Dirvector, CGeneral Czbell. It meets et the

drop of & bat; it ha

s]

goratines meb on nine or ben minubes' notice;
1t nmeets right in the ITat’lQImJ.'Ind_icaticn.ls Centey, \-:I'lél‘e all the
"dope"ihere on hand or floving in within the next few minutes will
be available to them. They moke up their considered julguent as to

-

vhether or not this is n ind

n

lc: tion of hogtilities or a situation
+hoet can be exploited in e hostile wéy Ly the Soviet bloe or any
other major force that threatens our scourlty.

Pinally, of course, if there is tine, there will be a meet-
':mg of the U. 8. Intelligeace Board and a crash naticonal estinmate
(vhich I will discuss in more detall in & few minubes) readied for

Vhite House conswipbion. ALl this can be telescoped.

]

meon, if it is & really hot item and a really urgent

matter, the Vebch Comuzitiec would meets over the telechone. Secondly,

the warning from the Hation Indications Center and froa General
Cebell would immediately go to the action guthorities = the JCS and

the Vhite House - even as the ovaluation of the"dope was taking
place. Finally, it is a protlc: that we have wrestled with from time

to time ond thob is vhat T czll the question of ’chs, wildth of the

-6 -
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focus of the \-.»’dbch Comezittee,

1£ we malie this Vateh Comnittee in the National Indications
Cenber responsible for alerilng ’ché.Govemment to every liutle posoi-
bility, that is going o bé armoying and possibly enbarrassing and
confusing, such as & revolution or a golpe in Bolivla or &n eszassie
nation in Ceylon, or something like that; they are Just going to be
go diffuscd that they are not (30:111;3 :1:,0 be alert enough to pick out

3
cance

series of indlcatlons that moy be sonething of much more Lupor
to us in the wey of being releted to major hostile aggression. Therce
forc, we limit their responsibilities, as I say, e:‘.’uhex".’oo hostile
actions dircetly gonerated by the Soviet bloe or situvations in o1
nezr the Soviet bloc which m’e;capa,ble of ready end rapid exploitotion
in & hostile wey by it.

CIf there is any doubt in the case of a situation generating,
the Watch Cormittec consulis with the USIB and says: Do you venit us
to toke this @der advisencnt and vateh it or don't you? Tac USIB
will frequently say: cave that alone. Ve will cormilssion a special
té.sh‘ force to kecp our eyc on 't.hat.i You watch for the big ball gome.

Finally, there is the question of being sure that evc;-r;rt‘ning;
neceosary gets to this group. It is all very well to set 1% up, but
if highly sénsitivc inf‘ors::."c.ion 15 going to be withheld from it by
somebody vho is afraid of leaks or trusts only people who have r.nﬂ.'bipi
stors on thelr shdulclcrs or 325,000 a year civil pay salavies, you
von't ot anyvhere -- and, neturally egain, vhich you had at tue tiue

of Pearl Horbor.
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So we got the USC five yeors go to dlrect every Covermmont.
deparaaicnt end agency to moke fully available to the Wateh Commitbeo
C 81l informaticn ond inbtelligence of reasonable credibility pertinent

to its mission and functlons without 1"es’cfiction becavse of source,
policy, oxr opcrationzl sensitivi-by.. (0f course, vhen I say "get the
NsC", as you well lmow, it mecans get the President on the advice of -
WSC o give cormand directlon.)

This took soaze doing end it has nct always been lived up
to, bult its spleil is never abbacked, and when poonle are caﬁrz‘r‘c. out
on it they ave contrite and ’uherei’ore say they will try to do better
the npext tine.

In additicn to that, vhich required inteiligence to coxe
belfore 1%, it is also neces‘sary,' in ordeyr to Jjudgz: ac.cu.ately Sraleda’s
reactions, that you have what we are up to al the same time in a
given crisis. So the second paragmpﬁ requires the Vabeh Commlttee
be kept informed concerning significant diplomatic, political, mili-;
tary, or other course of action by the U. 8. approved for lwmediate
implenentation or in process of execcution v‘hi‘ch- Bight bring sbout
mili_'bdz'y reactibn or xeally hostile é.c‘c,ion by the U.S.S8.R.

I would like to zay tribute here to the military Services
end the Joint Chiefs as o corporate bLoldy for the way in vhich they
have lived vp to thot in the off-shore islands crisis, and other
‘bm.n;) like that, vhere in order o Jjudge what the Chinese vere up

to you had to crank into the machirery vhat the situation must have

looied 1like in Peiping in view of the movenents of the Scventh Flect,

-8 -
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and so on.

Ve .‘c:nink » ‘thus, that we bave devised a systenm that tokes
full eccount of failures of 17 - 18 years ago. Of course, it con
still be defeated by himan error or human incapacity. + we ke~
lieve that as fer as en abstract orgenization is concerned, and
pubting the neans at its disposal, the Comunilty has done aboutb
everything possible to see that in‘délligence will not be ignorced
in that kind of & crisis.

Of course, you do not want to cornfuse this vl'til the eaxly
varning system -- this we call the advence warning system w- the
early varning systen of actual hostile movement of misslles or aly-
eraft as detected by the various wvarning lines. The two are very
tightly integrated. Anybhihg that ceme over the DBYW Line, or goze-
thing like that, would be fed into this Watch mechanisi, qnd, of
course, the Air Command post ond KORAD and others would be getting
any of the adw}ance intelligence indications. Put this is a responsi-
vility that exists prior to getting things handled prior‘ o the actuval
mecimnical detection of hostile action. _

So ruch then Tor the first ques*t;ion of early warning.

Now, to the question of what we do about estimating capa=-
bilities and trends and sort of forscasting developments in ald of
the policy maker. |

The machinery I em going to talk sbout, of course, deals
with whai; we call and define as national intelligence, that whilch is
required for the formulation of national securlty pollcey, conce:fns
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more than one deparbnent or agency, and transcends the excluslve
’Vcomzﬁetence of a single depariurent or agency. That is contrasted
with departnental un,o“t lige c, which 18 that vhich any depax*’c&zeﬁt
or sgency requires to ocxecube 1ts oim mission. O wou.;ly, the two
overlap and anybody vho thinks one eon draw a line between them end
pay “that the national esbimates mgchinery will handle one to the
exclusion of, we'll say, OO ox ASTTA (Arizy) bas rocks in his head.
The imporiteont thing is that 3L the Chief of Maval Opercations or

the Secrebary of 1,119 Mavy has need for cortain an':elli{;;ence to Dbe

I3

developed in a woy sulioble for his plaming and programming he con
order it within his own rescources. And Just because it is a naval
matber ~= shall ve say, how moany nuclear submarines do the Sovicts

have and vhat is {their proglom for bullding them -- does not mean

C-L
[
®
o+
[N
d‘
[ux
w
=]
[*]
o
0

1eo nationsl intelligence, because If it is important
'enough ’co affect the national sccurity then it can also be handled
in the national wachinery. The only iuportant thing is thab once

it hes beecn handled in the national moch nnery, with everybody having
the right to speak and to be heard on it (which I sholl rléscribe) s

then that is the natiorzl intelligence on the subje ot until revised

and it 1s not permissible and not sensible practlce for a given
departnent or agency unl "‘a,lly to pulb oul conflictirg estimates.

We have had no trouble with that over the lost sceveral years.

e hzve been in business in this nationsl intelligence dbusi-

b

ness now neavrly & decade, end o

P

ter the first two or three years 1ts

genersl acceptance has been widesprezd. But there have been oceasions,

-10..
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not so much in the Services here in Washington as in commands out in
the field, where the commander will‘say: "Vie have a ver& interesting
~ paper out of Weshington that is called HNationel Intelligence Estimate
Number so~-and-go. On the whole we think 1t is rather good but we dis-
sgree with this, that, and the other thing, and the command will be
gdvised and guided accordingly." That also has not heppened in the .
last couple of years.

' Now, how do we get this national intelligence? How is it
done? I think it is worth a little chronological_narrative run-
‘through.

In the first place, tﬁe statute would give the Director
complete authority to do this on his own with his.own nachinery. The
statute was Intentially vague agd broad, like a2ll goqd organic statutes
in this and other directions. Dut if he did that and tq the extent
that it was done in the very carly days of the agency, he, of course,
would get nowhere, because, vhen it is presented, no matter how well
it is drcssed up and hovw geudy e raiment you pub eround the term
"national intelligence estimate”, 4if in the policy meetings ot the
level of the NSC, the Cabinet, or otherwise,'the Secretary of Defense
pays, "that's fine, but that is not whot we think over in the Penta-
gon", 1t obviously is no more than a fifth wheel in other departments’
end egencies' views.

Conversely, this couvld have beeﬁ done on a pure cormittiee
system. It could have been done by vhacking ouf contributions -~ dr=fis,

starling them together, and saying: Here is the Army view on the Army

TORCREE-
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thing; here is the Havy view on the llavy side; the State Dhum“cr ent
on politice; end so on ond go forth; end then honding it over vith
evexybody enproving their own per’cinent geehion of it. If you did
that, you might have agrecment on cv'eryth'ing but you would have no
corporate responsibility for the viools and you would have no integrity
in the paper. It Just would not é""nd torether as a single useful
docunent.

e compronise reached, vhether you call it nidwey be-tveeh
two possibilities or enyvhere in between (2t least, 8% is not one of
the two extremes), is cssentially the committec system in the sense
of final corporate total responsibility by the Board for the paper
but a process of developing The paner tha‘o focuses resvonsibility
on a specizl machinery which hoppens to be on CIA's payroll, but is
very definitely machine information, and cn bzhalf of the Intelli-
gence (‘o“_,.mnity - to wit, cur Office of National Dstimates.

Tne Office cor;sists of two parts: mainly, & small taing we
call the Doard of National Estin -~ ppproximately ten senior
individuals with vwide expericnce in Govermuent end in imcL‘Lir Slel]
usue, 11y, dravm from 21l x.ﬁl}:s of life, or =t least from as many walks
of 1life &5 we cen get ton paople that are pertlinent to the intelli-
genee goune, ‘in-:luding norally, bubt not neceszaxrd 1y glways, an ei-
Service officer from each.of the three Services, an ex-member of
the Depariment of State, wh'e"cher Forclgn Service or, ac in one case,
en ex-Asplstaont Secreta wy, a cowple of historians, a lawyer who Vas

General Counsel of 154, end eo on and o forth.

12 -
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This is a board -- you night call it azzlonerate, cor somee
"bhing 1i¥e that -- that has two rajor features to 1t. One is its

total separatien from aduninistrative rezsponsibili'ty. Tt has nothing
to do bubt do this thiniking and estimating, cashing its own individunl
pay checks every fourtcen days, or something like thet. And the
seccond is, insofar as possible, having no responsibility or concern
with policy or prograns or any loyai:'cy to a perilculsr S;:rvice or
department or national pollcy, it should be able to look as objectively
s hwanly peossible at the vorld events es they go by and portray ~-
no axe-to grind, so to speaX.

It is supporied by a swall stafi of relatlvely younZer nen
vho are dravn Tron largely scademic clrcles initially but vho have by
and l.arge experience of six‘ to elght yezrs in the intelligence busie-
ness, who arce competent draftsmen, good thoroush readers of the world
scene, and, again, partake of this indesendenze of position of thelr
geniors on the board. .

You were assigned in your reading a short article by Jc-m;ss
Burnham. You will note in his highly critical obséa*m-tions on owr
political and strategic intelligence, as opposed “co.wlmt he calls |
technical intelligence, that he calls for Just such a group ~ o siwll
groun ~ and he szys: Leave them alone as for as intelligence is cone

corned; Just give then the Economist and the ey Yorl Times.

¥Well, tha% is not a bod idea sometines, snd I em sure they

21l do read the lew York Times and the Econonist, bul there arce other

things that occasicardly add a 1ittle usefvl grist to the nill. The

-13 -
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important thing is that we have tried to goeb Just this kind of inde-
pendent mentality end tuke then svway L£rom problems of izl‘tél'w,l seeurity
- gnd ddministm’uion of large aﬁ‘oaché organizations or forelga service
pI‘oblé:nS and }:)olicy. The only differcnce betwecn vhatb Durvhan assarts
he would 1like and these people 'is ’;lm.t these people have an open

nind and Burnham would like thea all to lhove a closed huind.

Kow, how do these papers gat put bogether?

On that Mr. Gray, I +Phink, gave you sone inclinatlon of the close-
ness betvecn workings of the Council plonners® executlve secrctariat,

-

hinself, and those of us ulwo are coumissioning NIis. In faoet, 1% is

o Teirly free cormisslcn. £ the Scercbary of State calls vp and

~

says he is worried about th:e situabtion in Yugoslavia, he can joliy
well have a -national estimate on Yugoslavia; alcd, the Secretayy of
Defense, likewise, or the Joint Chiefs, or onyonc.

By and large we try to focus tae efforts of this body, be-
cause 1t is Limited in the nmwber of estimates it can do vell quring
& glven year, to the agenda of the Council. That ve tr,fr o do in two
Ways.

One 1s: Ve will provide an estluate for viat the Council
plens to take up. DBut, converscly, and pore inportantly, being in
the intelligence business, vhat we declde the Counicil oushi to he
't;hiﬂking ebout we will have a nationol inbtelligence estimate geared
up so as to stimlate and very llkely ostaixi a review by the P anning

Boord or the OCB or the NISC itself on what is golng on in a given

-1 -

Approved for Release: 2018/07/24 C02437974



W‘ -

Approved for Release: 2018/07/24 C02437974

axrca.

lore and more, these papers are responsive to real questions
that confront the policy m@i:cr. In the early days they tendad to be
very lergely whatl we coll "covntry stu dies" «- the ocutlook in Fronce
over the ﬁe}: tvo years, or the outloou for Algeria, or sonething
like that. Today, vhile we still-have a certain amount of those
papers in the account, we give pr ~lority to papers that say: Vhat
will be the world weaction - Cormunist bloe, neutrols, allied, and
50 on - to the following U. 8. courses of action'witb regpact to the
Horn of Africa? or something like that,

The State Departument's Policy Planning stalf, ISA, and the
Departaent of Dafensc, or omﬁr\.ise, uor 3 ng with Jimy Lay and

Gray, will define the questions of ‘the policy optlons in a

reallstic way, and then we will give our best pre c‘xicdon &3 to waat
will hoppen if one or tae other or noue of them are adopted. The
mogt recent jubtty job done like that was last spring on certain
courses of actlon to coantend with the Derlin situation, incl'l.zding
opening up & corridsr, and sb on andlso Torth. I think ¥r. Gray
discussad with you one of thom with respect to the Middle Iast.

The next staze is the one of getting the terms of relerence
of the cstinﬁ,‘ate reasonably defined and detailed to the end that i
in’celli{_-;' ce- can be found to enswer the questions you will have been
- pure that you esked all tae qguestiors that the policy nelar would
1ike to hove enswered. Then thece ore vhackeld up arong the voarlous

ageneies end contridbublons goliclied and obtained from the estlmntes
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‘sections.

The izportent point to stress here 1 that the contribution
that cones in is & gonuine study of éll the aspects of that problen
and is not a oot draft of how the subnitting agency would like to sce
thot part of the estliate read. Fé:c that reason the conbribution
will norusally exceed the Tinal estlmatlve section which it subtends
by & ratio of ten to one in rpages or words.

¥hen all these contributions are in, sriall task force of
this junior staff thot T talked aboub geto to work and \ﬂ_lac};s out an
initial draft, staying within the liuits of the contributicns in
alrost every case. In other words, they are not supposed o ha‘{e
independent ideas that are oubside the righ’;; or left field Toul lines
of what sonebody in the Cozn;;:‘z.mi’c.y zhinks atoubt the situation. " Pub

L,

we do not meke that an ebsolute grouad rule, and from time to uime

.

we will startle the Comaunity. by coaing in with our initial dxaft,

¥

taking a positlon more cxtreme on a given point than apy one of the
responsible contributors has taken.
VWien that draft is completed it is sat on by this senlor

board that I described es a'murder toard, refined, beaten arour

.
far]
~

redeafted, and then resulnitbed to the contributors, the nerber

agencies of the USIB. This is called then the "pozrd Dral™t". They
give, if there is time, the agencles time to Think it over, to come
in xrlth. their reccrwended changes, which are frequently lengthy and

widespread. They come bock and reet with the panel of the bLoard in

the Tinal or semdfinal heat of the tourncument. In the course of
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their work, the dissents are norally for the first time harmered
out and set forth. Vhen their woriz 1s done, the paper goesn to the
United States Intelligence Board for its final working over and
approvalt

How, I stress here, as I have alwnys, that the ectlon of
the United Stotes Inbelligence Booxwd ~ the heads of the intelli-
gence cgencies - 18 Ly no neons rubbe’f'-""' rmping or cursory. They
.ta.ke the attitude 'h.l"u in this process they ere not just the scuior
rem*esanbgu ves of their intelligence services conceruned, that they

ere a corporate boord of final evelvators of Intellipgence infor- .

mation, and they stake their sort of pers A s well es dopart-
rpentel reputations on having this paper 5 good as hueenly possible.

then that process is {througa you have o Hational Intelli-

There are two or ," sree things to say shout them. For
thoge of you 1-510 read them or cosmlssion them, as you a1l do in one
way or another or have done before, the Tfirst is the importont

eauﬁ reuent of reachnrf then with care. ILittle adverbs, :L_ﬁ'.ttle adjece
tives == "it is bearly possible", "ithe chances are slightly more
then even" -- are essentially nethenatically thouzht out before they
go into the la.nms:: of the papocr.

You rmay say: Well, wouldn't it be better to quote odds in
8 mmerical way? There arc sorie of us vho think 1% would not te a
ved idea from time to time, though others at the :r@:len’c (well, the

rejority of controlling posi’ciows) soy thot would give a false

.17 -
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impresslion §f eccuracy end clarity that we do not have.

The sccond is to pay very close attention to the dlssents.
Ve encouragc dissents on all satters of real substmﬁce. Ve try to
-discburage thon vhen it is just a question of seying the same thing
in two different ways. )

By and lorge, nine-tenths of the dissents, you will find,
have a rcal matter of substance at sﬁal:e between the footnote and
the text ‘or vﬁether evenly bolanced betwesn the Hwo split texls.
Thesc scrve the puepooe of calling the policy maker's attention (1)
%o thr fact that there is something drportant at stake and (2) %o
the fact that one or more of the agencies feels quite differently
from the body. Vhot the policy moker does with that, of course, is
his owvn business. He may sé.y: I an going 4o sit os an wmpire-on
these and I will side with the majority or the minority. If he is
o wise planncr, however, he will {ake into accourt the fect that the
ninority is & “ohougq’;ful one and his plans, if humanly possible,
should take into account the coritingcncy or %the point of view sct
forth in the minority. At least, we avold thils wey vhat we are
often accused in the public press of doing, least common dczloxainatér
writing, tent langusge, wailch everybody can coafortably get wader.
with no clear dizcction as to vhat we meé,n or guldance to the policy
noker.

- Probahly that process has sounded to you cxircmely lengthy
end cumbersome. You can say: Well, no wonder we are 5o far behind

K?

in various aspects of the cold wer, if that is the way everything

ToRE
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has to be growund through before somebody does something about 1t.
'But the fact is, without nissing any rcally essentlel ingredicuts,
this vhole yrocess con and often 1s telescoped into a day or Two

or, in two of three certein insltences in fecent yeexrs, into a mavtber
of g Tew houvrs. The contributiorn, instead of being a wvriticn one,
will Dbe a mecting ot which the various Service and egeney represento-
tives core over to our bullding end ;[;ive thelr views crelly; sone-
body ,jo"cs. dovn notes; soucbody writes the fipst port of a draft and

kicks it back in; tub essentially the intellectual process 1s in

Bt

thet same orderly ponner. I recall one tinme vhen the USID was

actually sitting on the first part of a paper vhile the representa~

Tle

tives were exgulng out another section of it. So it does lend itself

to rapid acticn. ‘ ‘ .

-

So rany of the things that the policy mas

¥
o
Lo
H
[©]
€
5
l<
o
L@
£
o

vith ot the I'SC level @ not require that kind of rush e*d crash
ection. Tho**e are rore oot to be OCB decisicns on vhether or not Lo
cancel a programn or to put more funds behind this, thot, or the othor
thing in a given couvntry. But when you are planning generally vhat
you cre going to do over the next fe;.r years in Tropical Africa or
vhalt your a'tti';’oude showld be townrd Sino-Sovied differcnces s you can
take tine to do & thorough jb‘o. And on o reosonable scholule, as we
have on our big cotitetes of the Sino-Zoviet bloc -~ a big Russion
ypoper, e big Chinn peper, & big sotellite paper, and so on end 80
Tforth -~ there is no rezson not to make those papers as sood as pos-
~sible by hoving a paximm perlod of detotiled study in detailed cross

« 10 -
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fertilization of ideas in the process. So, as I say, the process can
take anywhere from a fowr houvrs 1o a few I_r;on’chs , and that is, T really
believe, as it shouwld be.

Ve also inelude in this o post-morten of the wvnole pros .
cess vhich is & vory gooed ald to isl‘le collector. We will state in
that that this estinate vas harpered by lack of information on this,
that, or the other thing, by cona’."li;:’cing inTormation on this, or so
on end so froth, so that the collecting agencles 1n general terms
can go oub and do a betler. job orior to the next cane.

Ve also have, happy as ve arc at the quality of oux Doard
end the reprosentatives from the cooncies, a strong feeling thot we
can unse outsiders to great advantage. Ve héwe o body that rmc’v; alb
Princeton walch we call "‘lﬁie Princcton Consuliants” of really Lirsts
class people == you.migg‘nt goy the kind of people we x:ovl&,love to
hire for the Toord of Intion2l Bstirates, but they are 00 haypoy
doing their other chosen occunabtions. To give you cxomples, Colonel
~ Abe Liucoln of the faculity of Vest Point, George Kennan, Hemailion
Fich Awzasironz, Bob Doyd, Hax Milliken, and so on. They meebuith
us about six tines a yeay for a day=ond-o~h2ll spon.

[ JER)

Faturelly, wve 6o not burden these people with everything
that is going on in the estinoting world. Ve plck the key eleazents.
They ray deal with an undeweloped area. They are moré apt to deal
with bigi questions of the Grand Alliance or, particularly, the Soviet

bloc. Ue used to use then purely es post-morieners. Ve would walt

uatil the papor vas done end then sulmlt it to Then, got thelir comments,
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discuss 1t with tham, come back and sort of tell the Board vhere we
think maybe we went wrong =- 1€ we had had the enlightened views ol
- George Kenman on this we might h;:.vé done so~and-co. DBut they gotb
bored with th:;:’o and wo decided that that was a pretiy futlle woy {:o
do it. So now we tend 'Eo toke pa,;pe.rs to theom at the stege of the
Board of Estimates draft. Vhen it has becn thought over by us, it
is in more then a yaw state bul 1t nonctheless has not gone Throusin
the final interasency polishing. Then we geb their vicws vhich con
be cranked in and be helpful.

T do not think I have to take very much time, in view of
Cordon (a2 dy's 1ectut=fé , ‘to describe to you the role of the Dircctor
on the Council and the way these pupers coz":se. in as intelligence
amexes and are either v_::sedw in toto as such or are taken and con-

-

densed into the general conslderations part of a :ooiicy poar,

It is ny Jjob at the Planning Board level to ses that eny-
thing vhich pertains to intelligence in"m USC paper is precisely
reflective of the Comamuibty’ g views. That is why, na*'cwf"é.lly, it
possible, you have an NIN. If you do not have an NIE, then by scoub-
ing around inforrally I try to see that that is accomplished, and,
et the highest level, the Director does the some thing.

There has been o Little confusion, T gather from some in-
foriants (not brecching the usual security rules of this College),
who told re that I elthor misspoke or was misquoted a yeor or so ago
e,boﬁt voting on the HSC. The fact is, of course, as Mr. Gray says,

&
(95

notody votes ot the ISC or at the Plomning Toard. That is o corpora

- 20 -
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“body of advisers vho tolk to the President, ond vhen he has heaxd
enough tzlk on a subject he issues his execcutive ection, as he con-
 ghitutionally must, on his owm soul respoasibility.

The "point that T was trying to moke 1s that the Director
at his lovel and I abt ny level, nec.essarily for ouvr ovm (and I do
not mean persorml) institutional good, stay out of the arguaen’
under the hecdlng "What to do about “it” . Ve will keep then in

argunent on the points This i the sitvation; sce ib clearly; see

e

% peolistleally, no rosy glasses, end 50 on and so forth. DIut then
vaen the question comes, what to do ebout it, we limit ourselves o
predicting certaln conscquences 1f a certain Yine of action 1s token.

That, of course, by no neans keeps you shuzhed, because you can an
a fairly neeb italien Job on a rolicy oy meling predictions about

vhat dire conseguences to our grondchildren it will have if enything

so bizerre is adopted. Bubt leuve the sdjective

-
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Just pub thonm on thie conseguencees.

At any rate, 1t is guite clear that we have to be cereful,
if we sre going to bLe the mcr@ant_s of an intelligence thé‘re thot
will have sccepbence,not to talie sidos on how wuch showld we spend
on o given progrem oxr vhebher or not to Join & pact, or sorm’ching
1ike thot. T thint It hes been ¥ soly our policy end is generally
accepted.

The important thing that I on trying to gob across in 211
this rechinery, the relationship, 15 thet you should sol*}e ingofar

og hean belnos can do it the intellipence questions in a form

- D0 w
SRS =y
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that is free from policy considerations before you enter the policy
| forun, and tﬁen the policy r::ﬁl:e_rs should be sufficiently disciplined
(1 will cone to t‘nis» et the very end) = not alvays so - 80 that they
will not substitute theix oun instinctive intelligeonee ju sments Tor
this estholic process Judguent thatb is presented to thenm.

Of course, mﬁch roce then NIEs go up to the Councll end go
to the senior policy nakers.

We have a daily bulletin and we have o weekly briefing by
the Director of the IBC. That has becn an institution ever since

Ceneral Blosenhowel ’beczme President, and a very salubary one. It
gives him a captive andience.

Yéu know perfectly well (no reflection on our rood friends
here in the audience from the Treasury) thalt the Secretaxy of the
Treasury has o lot of things to worry about other than the rovow
lution upeconing in the Cencroons and vhen he gebs o daily bulletin
or brieling _sl.le'e"c on his deck in the moming the likelinood of his
reeding that with care is not very great. Dut when he 1s sitting
avound the table with the President, who 1s attentive ‘cq '“ohe Director
of Ceabrol Intelligence, listening to a bricfing on the world sliu-
ation, there is nothing nmch else for hinm to do except listen to it.
So you get a chonce to have the high-level people all hoisted avonrd
on the key things. |

It is a terrific Tresponsibllity to figure out how to usec
that fifteen minutes of tinme, aad a greal deal of care goes into

hot in our egenzy. Roughly spzeking, a third of it will be tergeted
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on the topic on the agenda of a policy nature, but the other two-
thirds of 1t will be the combination of the recent events of the
“week éince the last mecting as seen through intelligence eyes, plus
an occasionzl long-range roundup, such. as: What_is the mezning of
the failure (or not so much failure'- whatever it was) of the
Chinese cormune movement. There is no one week in which that is
particulerly topical. But every so often the Director will pick up
or yound ﬁp three ponths in the past and project three months in the
future some topilc like that. | |
The daily bulletin, which goes to a selective group of .

ébout forty of the highest level peorle and out by telegraéh to the
major unified cormands, used to be an unilateral CIA publication,
Just because time did not seem to serve to coordinate it in anything
along the lines of an NIE. But, in fact,ve have tried, on‘direction
of the President's Board, to meke it a Community paper for the last
year-and-a»half, and have been quite successful. It has a certain
ground rule on if, though. We coordinate like hell on it from about
four o'clock in the afternoon until about 5:15, and then the argu-
nent ceases right thén and there. The CIA and majority view pre-
vails and a footnote is taken by anybody vho feels strongly enough
ebout it. Very raresly is this necessary vecause we aré not making
predictions of the future in the bulletin; we are spotting various
-1nte}ligence items.
‘How good are these estinmates?

T ax sure I will get that question from the flecor, so I

- 2h -
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might as well get 1t now while I am frech from myself.

By and large, on the biggest isnues, they have been very
good. Ve have not really goofed on the tasic direction of where
Russian is going. VWe have not goofed on the goneral sﬁrength of
Cormunist China when other people vere saying that the good Chinese
people would never accept Communism,.and so on and so forth. We were
discouraging and not dowmcast about it, but were realistie about it.
Ve were good on such critical issucs as how far would the Chinese
Commonisis go when theyopened up on the off-shore islands and at what
point they would stop. Ve have been pretty good, we thiﬁk, on vhat
is back of Berlin and how faor they would go on that. And the ree
turns are obviously not all‘iﬁ on that.

But we have had very conspicuous failures. There is no
questlion but that we did not call attention in any adeguate degree
to the degree of unrest in the satellites that produced Budspest
in 1956, end s0 on. In smeller arcas of éifficult problems T think
our record is much better than average. Fallures lay in the Algerién
sltuation primarily. We have been too pessinistic about some coun-
tries. Ambassadoxr Chapin's country, I think, we sold down the river
a livtle more freguently than ve shonld have. But by eand lorge, we
bave called attcntion to trends in these countries in o timely
faghion end the papers stand up remarkably well.
| On the big final question, about which you see wost in the
rress == overcestinating and undcresﬁimaﬁing the Soviets' military

capabilities ~- we 21l know the returns are not all in on that yet.
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We have over the yeors (and I do not go back 2ll the way to the days
bvefore t}ie true NIE pachinery on vhen fhey would get the atomic bonb,
end so on, but taking the perlod fron 1951, when General Smith camc,
througa to date) been like a line fairly steady with developments of
Soviet strength, sca,‘c;bc:vfedtammttd it in a scarb’cer‘grem fashion tha,b
is not too discredible. But it can be very expensive wien wve are
of? ipn o parbicular one, as vwe vere ‘on the aireraft in 1956,

There ve are blamed a lit'tlle more than wa should be beczuse
we did not purport to say when they would have thew.. We sald: "They
have e BISON end a TEAR in production and they are appgrcn’uly flyable
and corbat worthy, if they want to." The trouble 1s, we aid not
underscore the "if they vant to". Pub the vay the thing was stated
meant: If they went to t,hc;' have the Poaing plants, the Lockheed

plants, the Martin plonts equivalent to produce these at a rate

]

scaling up along the line that w111 give them Y-hundred of these
things in 195§. That o8 token too much by oo many people as @ Tira
prediction that they would. Pocouse the Russian was an evil beast
and we stood in his way, obviously he wos golng to get ap;.:,r‘ching that
would clobber us. Therefore, people Just ropldly rcad over thot and
said that a production capabllity was a prediction of what would be
in the offiﬂg. So that is a hit or miss in a wvay, but I think I have
hit the high polnts of the type of question.

When we pos{:-:t:ort;:m a paper we also post-morten the old

paper and look at it in the 1ight of the new one.  They read romorkably
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Now, in »..hc remadning tine (&n«i xhere isn't very wuch) I
would like to just tick off a few prodlems that are not really in
this arcs bub impinge directly upon the srea of how we supply intele
ligence to the policy makers.

Tn the first place, I wuld just like to observe that T an
concerncd (and this is persoaml) v}ith the relative military imbalance
in the USIB. Thaere arc on it ten members, of wvhom four are normally
civilisn and six ere militery -- vhilch dogs nob sound bed, but two
of the four are rezlly only there in most ins tances in a nonenbity -
capecity, ihe represcntutives of the FBI ond the AEC. They are *}ery
fine vhen subJects pertiaent o in-bemal»sacurity or atomic eneryy
axre before us, but they do not :i);zrticipa,tc on other items, vhich
comprise maybe 93 = 99 percent of the business. Ti';a‘c leaves us with
a pixeto-tuo ratio ~- all three militery Services, plus I5A, plus
- Secrebury of Defense officer, plus the Joint steff. And, conslder-
ing the mmber of issues that are before us end the vihole country _a,nd
the policy makers of & nonuilliary rature, I an o 1ittle concerned

al this balance; though ve all know thet the State Departacnt is not

incapable of keeping up its end, it has s very fine naval career

Considering also the fact thal my boss, as chairuen, vhile
he is no%t inhibitive from having his cmstrong vicws, vnecessarily in
order to bring alout & rodest _conc-énsus of opinion is not too formard
in puvshil_ag ‘cx‘o:c"az;:e views hinself but is, rather, a corporate chalivial.

) s

It alrost works down to o six~to~-one military to politicol-zconoiiic.

- 27 -
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0daly enov.gh,v one of the solubtions suggested to correct this
-:Unbalmmce a little bit is to have the ICA and USIA reprasented on the
Board. USIA, by the way, hos a highly cormpebent, ﬂqcaug;’z sall, dintel=
ligenee organigation of 1ts own; and ICA is, efter all, many times
the beost inforaed ageney of the Coverment on an econonlc and some=
$imes econondce-nilitary situation.in a glven cowntry. %he Board is

no% opposed so ruch by the milltary, vut 1t is just absolutely kicked

N

L)

dowm "desd finieh" by cur good fricads from the Deporanent of State.
So if they wont this lonely splendor, way they have gob 1t.

Now, a little word or two on sources of information.

The problem, after all, of intelligence estinsbes 18 very
simply stated in that they cennot be eny betber than husan judguent
can make then on the basls of the information that is ground into
them, and that means how good and vaenee cometh our intelligence
information.

As 1';0 y.'here it cones from in the WIBs, thot is almost im-
possible to state because we are not dealing with spot sources or
spot items. DBut the WIls esgentially rest back in the d;:épm&’mncm't.s
or agencics on their owm studies, the NIS typs of thing, and so on
back. We can take ow 1ittle bullebin, vhich deals with spot ltems,
and give y‘oﬂ some idea of the general breskdom of our reporis.
Lot's take Tiscal year 1959 and the bwllelin itens that were pub
out. )

Six bulletins a weesk, everasing about seve.ﬁ items, so

forty tines fifty -- 2,000 iteus, rouhly speaking, State cables
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- and ¢ispatches -- 35 percent.

. NSA materials -~ L7 percent.
Forelgn broadeasting inforration reports -- 13 percent.
World press services -- 8 percent.
Militory etteche reports -- I percent.
(The latier ray sesn to you unjust, an erroncous figurc.
It is not. It 1s related only to this puiletin item becouse by and

.
v

lavge rmch valuable intelligence cs inates - ghtate of the Arny or
the Nevy or the Air Force of a glven country - is not a spot iten
$hat you rcport Lo the Vhite House and the Scerebary of State the
ne:cE c?.ay.A In other words, this would be quite m1represen‘cati{re of
the depree of contribution 1o Hi{Es that the overt reporliihg by the
military makes. ).

1t is interesting to sce whal happens vhen ve break this
dovn only emong the items referring to the Sino=-Soviel bloc.

The State cables prbpox'tioxl and dispatches is cut more

than half -~ to 17 percent.

LISA rises slightly -- to over 20 percent
)

FBI press materiels more than coubles -- to over 30 percent,

thus showing, regrobiebly, in how far ve are dependent upon vhat they

in their cwn oweet time declde to tell us over the alr woves as Jar

es rojor events bachk of thelr vorders are concernal.

- 25 -
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T hesitated 2 1ittle to throw those figurcs into this talk
beczuse they cen be quite misleading and, cf covrse, they totally

jgnore the quality or irportance of a given item. Cbviously, one

report could be worth a thousand mediva or los

level opcraticnal type repowrts; or one first-class militar atlache
A - -~ :

photograph of a new plane could be vorth all tac CTs

that we perhaps could get eboub there being a now planc.

The Juportont thing o rouei ber aboub clandestine collecg-
tion, which is our busincss, is that it is ertremedy difficuld be-
hind the Iron Curbtain. e do not like to be crybabics and play

P

excuses, bub ve are wp against the voughest, nost elfficient security

the world has veb knowm (it medes Mitler's Schutzpolizel an’l so on
I & 2

.. FIRY

end so forth, lool just sick by comparicon), backed by tremendously
loyal or frightencd povilations. I hate to say J.t, but I am forced
to belleve that you s should urderscore the "loyal" rather than the
Wprightened". They are Jjust plain not in the nood to be recruited
for any oi’ this business behind it. There dre plenty exiles and
' emme‘e‘., >g, and so on aad e;o forth.

On the other hand, clandestine intelligence cap opervate in
areas viere seenrity is veck, 'b&ch against the bloe and against the
country itself, with a great deal of efficiecncy. I am impressed,

for examvle, right pow with how repldly we have gotlen a pretity good

look at
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hat 15 not quite horse's routh s’cui‘f, (0)(3)

but it is only one or tvo removed from it, and it is %rery heipful.

o]
d’
[N
[l

e

nportont, In view of the difficuvlty of gotting

information from behind the Iron Curiain, I think, that everybody

interested in intelligence be strongly (b)(3)

There moy be other reasons for seying "let's not {ﬁo too far too fast
wvith 14", but strictly fvom vhere I sit end vhere those in intelll-
genee slt, what the Sovlebts cen learn chovt us 'bj havJ ng o 1ot of
travelers, vhether they be scientlsts, military, or other wise (I
could not cure less), corparad to what we will learn if ve strike
en even and touzh borgzin on ’me ratvre of the trip, is such that
we st be careful not to let benishted idenas of internal sccurity

)

deprive us of a real net advantage that we will gob in that woy.

Y ) .

Finally, before my closzing, is the question of relation
vith allies.

I do think that we have to be uvf;‘ully cateful in this Busi-
ness %o get the old rubber stamp "FoF forn” firoly wader control. Heré
ve a,ré, with the defense of the United States absolutely integrated
with that of Conada, or st NORAD, with e Depubly vho is CGene el Pc.rtrmm
(or if Poxtridge is cway, vhy Alr lMarshnl Sleron), vho 1s actually
the rman who -i.s ‘going o defend our wvives and children 1f o blow comes
tonight. Yet, vhon sonebody glves re some | ntelligence and says,

"I can t pass it to IX T{AD or "I cen pass it to NORAD on 2 'US eyes

only' basgid, that is one hell of a note. And we have comdleints from

s
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NATO the soame way.

Wle have excellent relationships with our British Commnon=

. wealth friends. By and large, a8 you know,

Pub that is (b)(3)
1ot cnquf,‘a to satlslfy our friends in Gormany and elscwhere.

A% the some time, I rust admit, i% is not an easy proplen,
because, when you get two Cozmmm_ists- in the Icelandic Cobinct or &
totally ﬁadgy security situation in Turkey, or sonething like thet,
frecwhceling with very senclilve dato, NATO is obviously Inpossible.
Tut our tondency wicn in doubt, secas to me, should be to be forth-
coming. We are runuing a grond coalltion and we nad betier not
think of ocursclves, strong as we are propor{;iommtely to them, as in
& position to withhold from Ahoi. , -

Finally, ond most important -- and this comes up all the
time in my dlscussions with Service people end occasionally with
State people -- remeiiber that differcnces on policy e,bou{. a glven
country are rcasons for rather than ageinst exchange of hard intel-
ligence on that country. An obvious example is China. The Pritich .
recognize it; we do not. Dut that is just the nore reason that we
try to be Jointly end severally as w2ll inforned on China as possible
g0 that we con profit from vhat they know and they can profit from
vhat we know and let the pollcy malkers have their srgumentus bub on
& commcon basis of fact.

Finally, let me say on this business aboubt getting consumers
to use intelligence corvectly that 1% is alimys a trial. Tor some

- 30 -
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_reason or another,. there is a tendency on the part of all of us to
be our own intelligence ofiicers. I was certainly guilty of it wihen
I was a jumo.c ficld offlcer of a comsmand in the war. In facy, uy
intoXligones .ofﬁcer was rove freguently than not ai,ua.che\]. Lo :u,y Suli
to go back to Avny rear to find out shy we were not getbing our
shere of the tmrn beer because I was perfectly sure I knew whalt was
up in front of me. ©So I aa no excepbion to that. Bub it is emazning
how people, vho will not second-gucss their medlcal officer on the
anovmt of penicillin they need or thelr Jd=3 even on the apmount of
training_time required, will have t’neiz. v Ldeas on intelligence.

Sécond;y, there 1o this pro“olc“. -:hj.ch I characterized once
before in this room as the "succulent taste of the rav poop’. Thera
is nothing that the boys at hizh level like better than = nice. little
flimsy sheelt of paper that has three or four garbles in it, and s0
on and so forth. And once they bave wasted ten winubtes pondering

that, vhen the intelligence analysis have cone up with & corrccted

copy and en enalytical statenent about it, they are too busy: "I
a1 sorry”; "I koow all gboult that'. you have to do something
which is very difficult: withhiold that Lrom your boss. And then on

the wvaite fowm: "Gee, &id you sce this?” He hasn't secn it Decause
- you have been sivting on it, waiting wtil you geb an interpretation
from hin, znd you hove virtuslly got yourself a heave ho.

. Finally, therc is the guestion, as I say, in this seme thing,

of getting poople to use Intelligence correctly, of getting over

prejudices and erobional involvement in the cold war. Nob body wants

22
D2
L
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to be less dedicated to the general favorable outcome in that wer

than I Go. Bubt if you are in the intelligence business and if you

are o good congwer of intelligence, you have Lo be carcful to see

facts hard and clcar ond not batten onto favorablé little x-rh.ispé of
inforoation end discard major unfavorable ones Just because you
would like to be on & winning, winaning, delving side all the tinme.
A typical recent example of that is Tibet.

T regrel to ssy that the proboble (note that I say

true facts {noboly really kmows) arc thab (oically (b)(1)

wve go. Bub I am perfectly willing o have us o that in the United

Fations, and so on, so long as we do nov kid ouréclvc:; and think that
a1l two-million Tibetans arc just cheering for us all the bing, when
in fact they are not.

Well, that is kind of & rambly windup to a reribly talk.

T would just like to say that I am well aware thab ve need
a lot of irprovenent in the intelligence pleuure. We are working on

% constantly fron the opposite point of view from “hat of complacencye.

Byv and large, when people comylain. ri{;‘n‘c out and say inteliigence is
not doing its stuff, I would only remind you that insofar as I can
nake out frov:,; a career in and ouﬁ of Goverrvuens in the military the

policy plermer today has wore inforuaticn with less worgin of crror
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than the average businessmen hos in meking his declsions or the average

military man has in time of corbat,

Thank you.

- 35 -
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