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FOREWGED

The Defense Panel on Intelligence was established by
the Deputy Secrctary of Defense in the interest of improv-
ing intclligence responsiveness to the nceds of the Secre-
tary of Dcfense and other principal Defense users.

The Panel consisted of 10 distinguished individnals
drawn from outside the intelligence community; they were
supplenented by four ex-officio members who provided special
expertise and assistance. The Honorable Elliot L. Richardson
participated as a consultant. Four formal mectings were held
and between sessions several sub-groups examined specific
areas of interest in greater depth. The ex-oificio menbers
participated fully in all Panel deliberations, although the
final report was drafted by the main Panel and represents
its viecws.

Due to the breadth and complexity of the subject and
the constraints of time, the Panel decided to narrow the
scope of its consideration and focus on those areas of
Defense intelligence which they considered of most direct -
intercest to the Secretary of Defensc at this time. As 2
consecuence, the Panel gave particular attention toe the
means of improving the substantive intclligence support to
the Secrectary of Defense and the steps reguired to enhance
the professionalism of Defense intelligencc analysts.

. The summary report discusses these and other aspects
of Defense intelligence and provides specific recommenda-
tions for actions vwhich are believed to be feasible and
within the authority of the Secretary. The summary and
recommendations represent an almost unanimous conscnsus of
the Panel. All mombers participated fully in their draft-
ing and cach reviewed and provided comments cn several
drafts.

"Also included are papers providing the vicws of vari-
ous Pancl members in support of the summary and recommicnda-
tions as well as commenting on other areas of lefense intel-
ligence of concern tg¢ them.

- ' Albert C. liall
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SWAMARY STATLHUENT AXD RECOMAZNDATIONS

Report of the Defense Panel on Intelligence

To the Denuty Scecreiary of licicnse

In your charge to the Panel, attached as Tab B, you asked
for our evaluation from a management perspeciive, of the state
of health of DoD intelligence. In particular you asked us to
evaluate the actions taken since the report of the Bluz Ribbon
Defense Panel, to precvide you our views on the effectiveness
of the present intelligence structure, to consider the size
and scope of DoD intelligence relative to current needs and to
submit to you recommendations on feasible means for improving

the effectivity or efficiency of the intelligence ‘unction.

The Panel reviewed the principal intelligence programs
in the Department of Defense to illuminate their interre- =~
lationships and the mechanisms for their control. However,
to be responsive, within the time constraints imposed, to
the particular concerns .expressed by the Deputy Secretary of
Defense the Panel narrowed its considerations to areas it
deemed poarticularly important with respect to the responsive-
ness and quality of intelligence to the Secretary of Deferse’s
needs. In addition, a more general review was made oi several
related areas including management interfaces between various
DoD intelligence dgencies’ overall size, scope and effective-
ness of the effort, and relaticnships and mutual support
among Government intelligence agencies. The Panel's examina-
tion of these related areas led us to the conviction that
certain additional studies should be conducted in much more’
depth than was possible here, and we make specific recommenda-
tions on these. :

I. Support to the Secretary of Defense and the Deputy
Secretary :

¥e are concerned over the degree and quality of
communication between the producer of intelligsnce in the DoD
and the senior users. The problem of communicating the final
output of-intelligeznce efforts and their significance is
vexing.
The conventional msans oi intelligeace support --
- formal briefings, memoranda, studies -- are not adequate to
.supply fully relevant intelligence supporl nor 16 crecaie con-
fidence in its content. Too ofien briciin nay be encum-
~bered by details that may be fascinating but do not lead to
conclusions in matters of significance.
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As we perceive it
the Deputy Secretary of Defensc
of which 1intelligence is a par
way other information and othe
that in a mejority of the cas 1ich dissatisfaction
the intelliagence preduct is exp d there a2re strong pol
tical 1ssucs -- issues in which ISA is or should be involy
ISA has, of course, sources of information other than DIA t
contribute to the total assessrment of a situation and we su
gest that means should be found for strengthening the ISA
interface with the intelligence community to insure inclusion
of appropriate intelligence factors. These issues are best
treated with the Secretary or Deputy Sccretary by ISA. The
key objective should be to integrate all factors into a co-
herent form for consideration by the Secretary.
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In our view it is essential to ensure meaningful
two-way communication between the Secretary of Defense and .
Deputy Secretary of Defense and the Director, DIA if he is to
be their principal substantive intelligence adviser. Brief-
ings to the Secretary should be the personal responsibility
of the DoD senicr intelligence officer and on questions in
vwhich the Director is not personzlly expert, we would encour-
age the presence of the senior specialist in the pertinent
area. In this respect, the move by the Director, DIA to
establish top staff specialists (termed Defense Intelligence
Officers) in pertinent intelligence areas, shculd prove
helpful. - -

d Communication with the top decision makers should
be structured to inform them of what they want to know-com- -
bined with what they ought to know. As a general rule those
who have first hand knowledge and have themselves played im-
portant roles in determining the significance of the material
under consideration should be invclved in the briefings. Some
Panel members feel it would be helpful if the Directer, DIA
were present when OSD principals participate in interagency
matters involving substantive intelligence. '

: For this intelligence support to be effective,

the Secretary and Deputy Secretary must understand the neces-
sity of this dialogue and must take responsibility for crea-
tion of the environment necessary or effective communication.
The Director, DIA needs guidance from his senior users beczuse
-they alone know to what points of intelligence their decisions
and actions are sensitive, and because they have information,
not available to others, which shanes the neced for specific
dntelligence support. While it may not always be appropriate
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for them to disclose this inforuation, they can, by guestions
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and coiwents, guide the intelligence L) fficey to effcctive and
responsive support. There smust be oo pall irow the Scoretary

N
as well as & push from the intclligence officer.

The Pancl considered the matter of liaison betwceen
the Sccretary and DCQULV Secretary and the intelligence coinu-
nity. Some Panel members felt that the appointment of a speci-
fic intelligence liaison officer charged with the full-time
support of the Secretary and Deputy Sccretary would prove to be
very helpful. Another suggestion was that the functions and
staffing of the National Military Intelligence Center should be
spnc1f1cally reviewed to ensure that that operation is con-
figured to support the Secretary, Deputy SﬂCletar and ISA in 2
responsive, detailed, and flexible manner.

However, we emphasize that the professionalism of
the intelligence pTOdhCL]OH process nust be 1mpr0\cd substan-
tially and this improvement, as disclosed below, is an essen-
tial prerequisite to an effective dialogue. °

.. RECOMMENDATION
We recormend that the Secretary and Deputy Sccre-
tary and the Dirvector, DIA in theiy respeciive capacitles seek
means Of establisning a regular eliective dialogue On substan-
tive intelligence 1ssues of currcnt conceran. i

, We rccommend that th
DIA establish proceccuras to insu
ISA by the intelligencc Compuni
appropriate nighlighting to pivod
issuces brought by [SA to the Sec
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11, The Structure of Effective Intelligence Suaport --
Professionalism and that Required to Enhance 1t

If the intelligence community is to do more than
produce matcrial for its owa usc, it is nccessary that "its out-
puts be presented clearly and reievantly to those who nay be
able to use them. The problc is most critical with respect to
those users, or potential users, at the highest levels of

~ Government since they must base their decisions on an adequate
-appreciﬂtion of what is or may be at stakc in the broadest
pational and intcrnational corntext. The prosent systen more
often than not fails to make clear the essentiels of what 3s in
an intelligence estimate or asscssment, On whot 1t i1s based, ant
“that dc;rcc of uncevtainty 1s attached 1o .
'Yizc Fallewit: o opeint o nve tih ciee of chio Rinds
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Character of inppuis - Are they independont

1;
rived froim new dazta, drawn from recent assoessnunt by others
or miinly. deduced ‘:cxu files and "finizhed"” intcelligence nc
ports of leng standing? VWhuat arc the recoent thn;c: refloct
in them and what do these chanses portend? How reliable are
the inputs? 1Is theve divergence ot opinion concerning the
inputs among elements of the intelligenge organiz ation?

(‘..

Analysis - Given the inputs and uncertaintics,
what was the analytical process used? What were the arcas of
expertise included in the analytical tcam (v.o., regional
political, military, rcgional economic)? To what denrce were
analysts in touch with z2nd influenced by other anal)tlcul
teams dealing with the same subject? What input uncertainties
had the greatest degree of 1nfluence on the analysis? What
factors of which the analytical team was aware, were not taken
into account or updated in the zanalysis? VWhy?

Results, Findings, Conclusions - How certain are

these? Within the reasonable l1imits of error and tolerance

in the inputs and the analytical process itself, what are con-
sidered the most likely case, the best case and the worst case
which could be forecast? What options exist for the other side
hh]ch depend on actions we or third parties might yet take?
What answers to these questions have been alrlvcd at separately
or collecL1vel) by other aralytical teaws?

ObV1ousl) not all of these issues and questions
need to be discussed or highlighted with respect to every in-
telligence report, cstimate and assessment, but the key issues
do neced to be brought out. For example, z key military issue
in the Middle East ¥War of 1973 was the change in morale, re-
solve, training, leadership and ccﬂpetence of Arab mllluary
forces and yet the assumption had been made by the "community"
that these had not changed, and indeced, could not change for
almost a generation. Hence, this issuc was not critically
assessed in what was presented.

: The primary function of management of intelligence
“analysis should not be to agb&nx to second gucess analytical
specialists in their own areas expertise ( tlthough checks
and oqlances by other n¢]vthh' '”cc'hILQts should be pro-
vidad}; rather the maneg erial rolic should emphasize the infor-
mation transfer pTOy sS to the users, which would inciude the
ferrcting out and h];hli-htv"" cf the uncertnintics, Key unre-
solved questions and the degrec of freodom still left in the
$ituation dependent on our (or third pavty) actions, policles

“NG prouounceneiits. ) -
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-fessional expertise. . Within GOVerrnan, part

s
‘we believe to be essentiak: ~The Panel feels-tha
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‘persuasive case can be nade for the exemption
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viorld 531 IT -- and instcaa nuest denend e tuferestial evi- {
dencexx” The task of lfll.Cl"p ctotion hes thas bocone wore dif-
ficult, and now demands a superior level of professionaiism.

In order to attract and retain sunerior an

121ysts

{and this applies nearly as well to officer znzlysts as to
the civilian professionals at whom those commenis are diracied)
w2 obviously must offer a clear opportuniiy o perform 2 useful
function in a reasonable place to live and work, with visible
cpportunity for advancement. J'e must also provide the leader-
ship whom the analysti can respect professionzlly (and to whaose
level he can aspire) and a stinmulating and challenging
environment. ' L .

A Key aspect of analyst professionalism is that
‘analysts should be primarily experts in thelr subjectis, rath
-than in intelligence tradecraft since the latter can be
learned réadily on the job, but depth in the subject arza ra- .
quires a substantial investmenti of time, study, and regional -
experience. = The current efforts to instltute a2 Masiter's preo-
gram for both military and civiIian professionals at the
Defense Intelligence School are commendable and this should
be exténded to the sc1epce and te;ﬁdolooy are2s by tne Service

schools at Monuerey and Dayhow.

- Wi 11e the above measures are nacessary, thesy are -
of themselves not fully sufficient to kesp the zna
professicnally effective. There 2lso must bz a workin
ronment of stimulation and challenge. Outside Goverannm
stirmulus may be provided by compstition, leading to the v
out of non-perrformers and early recognition and reward of p
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under Civil .Service procedures, analogcus CO®
exists. Professional leadership can, of cour
uli; Hoiwever, the Panel’ believes thaL dif:
agernent procedure; must be zdoptad if we
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extremely difficult under Civil Service rszgulati
dures and we believe that in light of the sensi
tial nature of the Defense intelligence analyst
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analysts from Civil Service Tequvramans- Sucn
be consistent with that of CIA z2ad would facili
change of personnel with CIA and NSA. .

RECOMMENDATION o

The Director, DIA should sle domoadiasl:
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DIA must be excimpted Lkou Civil Service u10cc,.res
governing the tenure and PYOEOLion 0F | ;
lnls Lhnnfc 1s h%>enhlal aidd we 1:'09 end thE-':CTfta*v ox
Defense give his personal Support 1o Tecislaticn to provide
this GxXcmption. :

o — ,_..._...._._._-- ——r— —

The organization of 9n:1y"+s in DIA should be re-
vised to esta DTLJH a2 structure cenducive to )ncr“accu nrofes-
sionalism.. Ihe multiple 1avers 0: noR-proicssicnal Super-

2 T

visors should b2 climinated and thc analyst force should be
placed under an appropriztelvy cposen civilian with a limated
ferm 0f office who should be avnointed at a level of Deputy
Director to DIA. 1nis change should be madc only after exemp-
tion from Civil Service precedures has been secured. -

Advanced programs, open to civilians and officers
of all Services, in technical intellicence analysis saould be
established at the Naval Post -Graduate School and the AiT
Force Institute ok Technology.

Military Officers - More attention should be given
by the Services to maintaining a healthy and “Otl\aulng carcer
pattern for intelligence officers. Poor sclcction. oppertuniiy
for intelligence spec1allst% will 1imit the ouulwty officer
needed in this specialty.

The Panel has reviewed the evidence of the assign-
ment of average and below axc*aue officers tc DIA and found 1t
alarming. We bellpve that th Agen cy has too readily accepted
Service nominations; a more criuical review 1s essentlal, even
if this requires that gaps and n2nning shortfalls be accepued

Ye appreciate that there is demand for superior officer capa-
bility in several speciezlties and while there are practical
difficulties to overcome, we believe that it is essential that
the quality be improved. We do mot ses yet adequate measures
to achieve this objective. Experience has shown that -direc-
tives alone will not provide the necessary iiprevement in
assignments. :

, The Panel considered and felt that a serious ex-
anination should be made of douole-hautlng the Service Intel-
ligence Chiefs to the Dlrebgoz, DIA with ths ; articular objec-
tive of improving assignnment of superior of ers to DIA.

Ph 4
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RECOMENDATION

e recommend that the top intclliceonce offlin77

in DoD intellicence acencies shoula be cavier protess 1/

in_intclligence. We recommend also thacr o “pocific prefall
be adopted of planning ehcad for prorising candigate. |7,
the top intellicence OLiiCer pOSITIONS and Carbel piand iz
for these potential leaders. ' o
We recommend that the Secretary of Defenne ©2EZ77
lish proceduTss that will ensure the Scleciion OFf a rabf 22777

of ofificers for DIA duty Of very Supcrior Capabiliity.-

IIT1. Support to the Commands

The Panel senses that the preponderance of attsr”
tion has been to the satisfaction of requirements at the
National level, and that less than sufficient attention m&y
have been given to the needs of the commands for effectiv®
intelligence support, particularly since the winding-down OF
hostilities in Southeast Asia has lessened concern with
theater operations. DR :

We are encouraged, however, with some of the
recently taken to improve support to the commands and tO @d‘
to their self-support capability -- such.as the distribultos
of certain intelligence on a real-time basis and the iaplened
tation of the concept under which DIA will share basic intel-
“ligence product responsibilities with the Services and the ]
commands. In-implementing such shared responsibilitics, caes
should be taken not to dilute DIA's overall authority au¢
responsibility for intelligence production, nor to fraguent
unduly functions which may be best parformed centrally. L?
general, however, it is our opinion that the prodlcit ot CO“}
mand support deserves more attention and more formulationt 0
new initiatives than we perceives to be the case.

sLen>

RECOMMENDATION

ie recommend that an examinationt_Eéggwggfﬁ}gjﬂﬂ}_F
tion by the commands, be made of current levs 5 of antelllafins
support zvailable to the commandsrs uncer condiiions i P&y
Tinic, CORLili.ency and Crisis, ancd war, matcod ggﬁiﬁif“ﬂiﬁﬁi_
and rcquired capabilities, leading to Yoconrondarions dar BHD
" provomznt and Incrogsed chphasis where rzgeiced.

Iv. HUMINT

Due to the complex world pewsr relatlonsiips



existing today, human iatelligence (HLHINT) is becoming more
important. While other sources provide sood intellicence on
capabilities, HUMINT romains the nost imporiant scurce to
determine foreign intentions. The Panezl fecls that we are
not getting the level cr quallt" of information that we need
from this source. It may be that we have con2 to accept the
admitted difiiculties as insurmountable. We point out, how-
ever, that the heavy investment 3n technical mreans of collec-
tion and the exceptionally high premiuir on analyst quality
today are ascribable in part to this deficicncy in a vzluable
traditional source. ‘In our deliberation we addressed:cliandes-
tine HUMINT .and the Defense Attache.Systcn. T

" The major effort in clandestine HUMINT today, and
the createst expertise and potential for success is in the
CIA Clandestine Services. We note, however, that while other
. mational programs zre reviewed 301nt1y by the DCI and the Sec-

retary of Defense, this does not obtain for the Clandestine
Services program. Yhile we appreciate the snn51t1vlby, we
wish to emphasize the importance of making the product of this

ffort more responsive to the nigh priority neseds of the DoD.
%11e the Panel had no-in-depth exposure to this effort, the
Panel became convinced that the Secretary of Defense should
explore with the DCI the possibility of the Sscretary's repre-
sentative participating fully in the review ¢f CIA Clandestine
Service programns with the cbjective of assuring greater respon-
siveness to angrtn nt of Defenss needs.

The Panel noted the valuzble return on the basis
of relatively small investments made Ly the Dzfense Att
System. However, it was. felt that we must require and ob;aln
greater prodUut1v1Ly from this valuable source. In order to
do this, ways must be found to attract the most aualified
mllltary ‘officers available. In our view 2 substantial im-
pediment in the assignment of good officers to this service
is the requirement that the Defense Attache be the senior ma:
in the post.

RECOMMENDATION 2.

s We recommend that the Director, DIA be avthorized
to waive senlorily Tequiremecnts a3 rnecossary to ensurs tnat
the best qualified Officars are apnolntad o3 Beransc ond
Service attaches regardless of seniarity.

TN R . . . _ .
V. Relations with the Director ¢f Lentral Intalliiceonce

It apDe rs that relati
“tween the DCI and the Depariment o



that problems arc apparently be

cine approached coop“ruti'.(: Y-
At the sume time, hovwever, ve fecd that we should underscore
the 1mporiance of neintaining 2 partnership in intellizence
manageincnt between the Jﬂcretﬁr of Defense and the DCI The
majozlty of the nutaonal inte ‘1_ CNCC programs are witinin the
DoD, and, in our vice properly so, since the Sccretary of
Defense is charged xx*‘ the national defensz znd command of
the forces. At the same time, it 1s essential to maintain 1
the DCI an independent perspective of all intelligence with
access to the President for issues of great substance.

VI. Size and Scope of Intelligence

You asked us for our perspective on the size and
scope of DoD 1nte1110cnce today.

We consider. that the widely held concern over the
inflated size of the intelligence effort is no longer valid.
Over the past several years, DoD intelligence manpower has
been reduced by one-third, and the level of investment in con-
stant dollars has been reduced[

Also, this’ period of
near-parity between the U.S. and tF&" Soviet Union places an in-
creased,premium on the timeliness and accuracy of intelligence.

We are impressed with the capabilities of our tech-
nical collectors as an essential input to the intelligence data
base, and we believe that comparison of the data base today
with that available 10 vears ago illustrates the detail and
precisioen to which we have baceme accustomed. We emphasi:ze,
however, that the data froir these collectors are provided only
2t considerable cost, and we see noc immediately feasible way
of providing this information by substantizlly less costly
reans. The cost of anzlytical and producticn Tesources to pro-

- cess the collected data is alseo considerabiec. It is, of course,

true that in any large organizaetion there arc usually means of
Aimproving effectiveness, and constant search for LRQTOV“

efficiency is requived. In particular, attention <nougu be
given t- establishing a2 proper balance between production and
collicction. However, we believe that additionzl apprc iable



resource reductions may no longer be feasiil )
ficant reductions in the quantilty and guality of
tion collccted, at least in the near terin.

In light of rapidly developing political, mili-
tary and economic trends vozldu-da, we brlieve that there are
important geographical areas tnLT are receiving inadeguate
attention and reassessment of objectives and realiocaticns of
priorities may be rcqu1rcd- A review of geographical areas
now of low priocrity seems in order to seek means for 1nCreas-
ing the allocation of resources to problems which now appear

to be receiving inadequate effort.

Since many intelligence collection programs require
years to reach the 0perat10nal stage, a major planning reassess-
ment for the next decade may be in “order.

RECOMMENDATION

”‘/ -

N

We recommend that further substantial personnel
reductions in Defensé intelligence should be implermented orly
as a consequence of (1) deliberate modiricaticn cf mriorities
and coverage, (2) the introductlon of eguipments oT processes

which have denonstrated capabilit:ies for i2anDeoker Savings, or
(3) etficiencies 1n management. '

We recommend that a review be initizted of geo-
graphic areas of low priority with the Gbjecilive OX deieTmln-
aing 1i mezns should be sought for increasing coverage in_tnese
areas. :

VII. _ Actions Taken Since Blue Ribbon
o You asked for our evaluation of the actioms taker
in implementation of the Blue Ribbon Defense Panel

recommendations.

In our view the centrzl thri

Ql

1st of the Blue . Bibbos
Defense Panel recommendations with re;p‘c: to Defense intelli-
gence was that a mechanism needed to bve establisted to enzble
the Secreta“y of Defense to manage the intelligence programs
for which he is responsible as an integrazed functiicn. Ca=
speci.fic actlon taken to implement this nced wos the establish-
‘ment of the Office of the Assistant Secretary ci Defemse icr
Intelligence. A focal point was thus created for the coordi-
nation of DoD intelligence progrims, n* oviding resource visi-
bility, fiscal control, capability for inlor-prosran revicys,
.and mzans for prioritizing neceds. We Lcl:cvc thart the oxtzb-
lishment of the office fulfills 1im rts cf the Blus

portant pa
Ribhon Defeinse Pancl racommondi:i1nns

FRhe I
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The Bluc Ribben Panel recommended the establign-
ment of a single-point linec-: utl ority over «ll Dol intelldi-
gence operations.  This reco: endation was not iwrplerented
and we did not address this decision in depth. Ve are im-
pressed, however, that the DoD intelligence organlzatiosn as
it exists today is a complex and tertuous onc, and parilcu-
larly dependent for its effectivity upon the appointment of
competent and dedicated principals to insurc the eifectlve
working tocether of the separate intelligence organizations
without demanding ithat an undue nortion of the Secretary's

and Deputy Secretary's time be devoted thereto.

There are historical and current reasons for

rmuch if not all of this separation of intelligence responsi-
bilities. However, if we accept that the DoD intelligence
organization must have some considerable degree of complexity,
we believe that it is necessary that effective staff cogni-
zance, beyond a purely Tesource management role, be exercised
at the Secretary of Defense level. The office of the ASD(I)
has, since its inception, proven valuable in resource manage-
ment in maintaining the level of productivity during a perlod
of drastically declining rescurces. The ASD(I) has also made
subStantial contributions to the improvement of the manage-
ment of the intelligence process, and to the final intelli-
gence product itself. However, in view of the conrpelling
interest of the Secretary of Defense in the total intelligence

ffort, we believe that the office of the ASD(I)} shcula devote
greater effort to management overview, beyond that peculiar to
resource allocation matters. In particular, we believe that
an exanmination of the flow of information through the systen
should be conducted. This examinztion should seek to ensure
that. organizational struciure @pd managenent relationships
are optlmlzed to produce the mos proxe551011l in Lell-.unce
result.” :

Another indirect result of the Blue Ribbon Panel's
recomrendations was the creation of the Central Security Serv-
ice for the management cf all Signals Inteiligence, with the
Director, NSA specified as Chief. The evidence indicates that
this organizational change has toth enhanced personnel:manage-
ment and improved working r -ionships within th2 SIGINT com-
nmunity. The effectiveness he new unified organization,
particularly in view of the many compronisss incorporated i
its creation, should be reassessed periodically.

o0

RECOMMENDATION -

Ve rccow““rd that a studv be undertzzen of the flow

of intelligences infcrmation fres collecters to producers aad

11



from producers 1o users.
C such anformatit
1' 3 .

of comunication of such
deravation ox LhL :eq-trcn"nt throush ihe 1
of that Tequircnent.
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-effectivenzss of DoD intelligence ozerations and the effic
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In view of the actions which have bzzn taken to improve intelligence
in respons2 to the recommendations oI the Blue Ribbon Defenssz Pancl

and to the President's menmorandum eI 5 Noveuber 1571, I believe that
it would be useful to ask an outsidz group to assess the cumnlative

effects vhich have resulted. Accordi
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constitute a panel of six to ten gua
to underteke such a task.

Follov1ng are the duties which the pan=l should undertake:
. .
1. Review the actions which have been tzken in the last three
years to improve and strengthen Dol intelligence operations.

2. Examine the size and scope of present DoD intelligencs
operations. .

3. Examire the interrelation hips which exist zaong the
varicus DoD intelligencs activ: ol
which result £rom thzm.

’.J,
g...
N
]
v
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he ranagemant considzrations

4. Report to the Secretary of Daiznse its assessmen
which. these operations are conducted.

" 5. Recommend actions which the Seccre
coitsider to improve intel’igenﬂﬂ rosoonsiv
to improve the genszral effectiveness &nd cos
intelligenca operations, and to corract any
observed.

tary of Dafanse should
ivepess

i ;
ams which ere
I would like you to
£

-possible. Their
Pzfense by 15 January 1

establish and convene such & groud 2% SOOT as
-1 [ D

15 should bz raported to the Seorsiary of
7




SCHUNILE OF

Meeilng of 29 Ccicber 1974 ’

Overview of D2fense intelligence

Review of Spacial Air Force DYOST

Review of Rluc Rivbon Defense Panel reconnsondations

Preszntation covering developinents since the Blue Ribbon D2fense
Panel -

Meeting of 21 November 1974

Presentation by Director, Dcfease Intelligence Agency

Presentation by Dircctor of Central ln;ell;vel‘-

Presentation by Intelligence Community Staff on “Yom Kippur War
Intelligence Proaleﬂs"

Presentation by ASD(I) Staff on "Yom Kippur War Intelligence
Problems"

Meeting of 12 December 1974

Presentation by ASD(I) Staff on "Improving Professicnalism of
Intelligzence Personnel"

Presentation by Acting Assistant Secretary of Defense (Public
Affairs) on "COAuJﬂlcat]n" Intelligence to the VscDbf/DepSecDef"

Presentation and dlSCU:S;on by Panel “members of "Paper A" prepared
by the ASD(I) staff to illUSL zte a range of optional recormen-
dations for Panel consideration

Present atlon by the Deputy Director, National Securlty‘Aoency

‘Meeting of 9 January 1975

Executive Session consideration of draft suwmmary report



- things: 1) either Hanoi intended to dig
-

IGEUE PAP:sh

L
SUBJECT: Communicating Intelligence to Scczf/DepSechel

'EPARED BY: William Beechar, Acting Assistant SecDef /P4

In an earlier and less complicated time, Secretary of State

Henry L. Stimson expressec¢ his view of the proper boundaries of ths

intelligence craft when he declared: "Geatlemen do not read each
other’s mail.” o _ . -

For reasons that will shortly become clear, however, I cﬂoose
to begin this paper by quoting —- without permission —- sowme extansive

excerpts from a personzl letter received by James R. Echlesinger two years

ago, shortly after he had been named Director of Central Intelligence.

The letter writer, an experienced %¥ashington hand, but a man in no
3 13

.

way comnected with intelligence, was zddressing a critical period durinz the

Paris Peace Talks on Vietnam. IHe wrote, in part:

- "I have been repeatedly and deeply coucerred by the impression that -
-we often have good, ifresh information, b t fail either to recogaize
2 it in time, or make use of it in time. If this is trus, it suggests
that a monumental problem exists at the middle or top ra1 znalysis
levels.

"L recent example: I stucbled, weall after tha fact, onto the
information that on Decemser & [1972] Hanoi order an evacuation
of women and children from its capitazl. Slnca such information

. rust have been easy to cone by (friendly ewmbassy in Hanoi telliing
us, or unfriendly one radioing the word back honme), this should
have been flaggced immadiately for the attentioa of the Presidant
and Mr. Kissinger, beth in terws of what it (.vld sugzest about
Hanoi's intentions in the Parisz talks which resumad that da
and what we pight have done abosut it...

*,
e

.
>

"Such an evacuation order, presvzadly wrould have m2ant one of two

i two or three
outstanding issuss remaiping and wao signaline its intent to be

fedo
o
o
i
2
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hatd-nosed with this gesture, or 2} 3t was preparing o revart to
z wuch tougher stance, rend;ing 00 Sove isseos alrocdy sctitled,
reising unew ones, end prepering azainst the poosibility that the
USG mizht react by a resuzption of the bonping norit of the 20th

Parallel.

"I don't know that this information was not
.

r I'sy
L ct P4 X
sent to the White House. I bolieve it was not

"fhat might we have done -- if thz Uhite House had such dinformation
at tha start of the last round of talks? Well, for onc thing, while
Haunoi has been surprised again and again by the actions of this
President (the Cawbodian and Lzotian invasions, the resumption of
bombing, the mining), all the optimistic talk of zn early setilement
might have been 2nalyzed by the other side as put ting us under
tremendous self-icposed pressura. Settlement by Thanksgiving, or
Christmas, or at least by Januvary 20, had £illed 21l the Washington

__.reports —— inspired by the highest Administraticon officials. There

was also the matter, totally clear to everyone, that the air wax

has been costing $500 million 2 moath (vafunded since Cctoder 1)

and that Mr. Nixon would like to liquidate aud disengage as soon as
possible to concentrate on other vitzl matters in his final four year

-~

thing, Henry wight have pulled Le Duc Tho aside, mentionad the
evacuation, and geatly dut Llrmly warned him pob to uandarestimale
the President. Alsc, if since October 23 the caly airborne recce
wve had Ilown over the North was by droae, we might have sent sexd
SR-71s over. They would have noted the signal... And, if during
the talks (as occurred).it becs=e clear the other side was operatin
under new instructions, we might have moved s couple of F-4 squadr 6&;
from CONUS back to the theater, or flowm an armad Tecce nission north
of 20 but still shallow enouzh so as to minimize chances of avy
heavy encounter, etc. :

“"How might we have countared Jan01 s signal early? Well, for one

0

"My example may be full of holes. But ths principle is not. Time

! and time again I've seen, from the outsicde, instzances where critizal
inforration was not analyzed D*ene*]" right awzy, or was sidatracked.
Doubtless there are good men con the inside who caa documzpt this sorc
of thing for you factually...
“] hope you will mzke one of your pricrity tasks au atienpl to find

/ the bright, youang, essentiall analyscs within tha Coemunity

and move tnen in to pOQLti Ons
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For readers of this paper who do ot recell the nituztion discuszed

in the letter, the Nivon Adeinistration thowght it had Hanol's az

on most outstanding issues in the Paric Pesce Talks, and hzd only to cross
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a few t's and dot sonme i's at the neeting schoedulad
1972, to wrap up a formal agreement. But ilanoi backed far off previously
agreed positions at that rouad; the so-called Christ:as bozbings in the

vicinity of Hanoi and Haiphong in 1972 were required to get the negotiations

back on track. o .

I feel free to quote from this letter because I was the letter writer.

At the time, I was a Washington correspoadent for the Mew York Tim2s with

more than a dozen years experience reporting from the nation’s cepital and,

as a citizen, felt that the naw DCI should hava upderscored for him a problex

so glaring that it was percelvnd cutside tue Intelligence Community. )

’
o~

I quote from the letter for other reasons as well.

First of all, to mzke the point that even perssns oa tha outside can

perhaps make useful suggestions for improvaments within since, if a

Vashington reporter is halfway successiul, he must exercise maay of the

szme skills as the intelligence analyst: an ability to gather useful bits
and pieces of informaticn, calibratiag each source for his degree and type

3
{4]

ver

g
it

of bias, developing a conceptual framework for the zatavial, testing

that appear deficieat —— and zaccomplisting al

|-

thesis and édiscarding those
.of this in a ticely fashion.
And secoadly, anotbar problem of even ths buzt intelligence anslysis

- - 13 -
35 the need to bz able to get the atteation cf thie custcuar. In this
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pacticular caze, the customoers of this report are & nuenbor of wery buay

leaders in dindustry and goverament vhe {I judpod) wouid be more likelw to

spend sems tice on a leagthy report if it wovre paciagoed in o manner that

would pigqus their curiosity and interest.

The Intelligen ce Corzmunity must make a determinad and continued
effort to determiue who ars its principal custozers and vhat techniques
might best be employed to capture their attertion aad satisiy their

requirenants. ) _ : -

It becéme abundantly clear in addressing this topic that the

Cowmunlty has been deficient in that regard.

This report is based on extensive interviews with James R. Scnlesinger,

Secretary of Deferse; William P. Clements, Jr., Deputy Secratary of Defense;

General GCeorge S. Browm, Chairman of the Joint Chiefs of Staf

i)

X}

5

Rosert’
Ellsworth, A5513Lant Secretary of Dzfense for International S curity Affairs.

(who together comprise the principal policy makers and tnus the principal

]

customers of_the intelligence product ' being addressed ia this repert),
gogether with a number of othars in or long associzted with the Intelligaéce
Community in Washington.
Yhile the find{ngs 2nd conclusions are scmawhet izpréssicnistic, if
they cffer only a few valuable irsights, the effort will hova Sagn wortiwinile

A special caveat is worth offering at this wmcint. Since the focus eof

this report, indeed the thrust of the eatire Defense Paicl on Intelligence,

u L4 4 Y - - - MY - o oy o 3

That is rot to infer, however, that DA has not coconrlished @ ogood deal of
i TAILLY &, - - - T 2 P 1 PR Y v s - T e - ~ H -y
2lGAU A X Vell, OO0 Tl L [ PURREDENES 4 N LG oULLTRITLTION
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and its produact. Svch a coaclusion vould be both vwniair and erzonaouvs.
Every single persoa interviewsd rode & point of the faet that DIs
(indced the whole of the Intelligence Cowmenity) is Jong on ticbits of

fascinzting data (gleznad by very icpressiv e mochanical collection aa

144

decrypting systems) and very short on coaprehensive, iasightful and tinely

analysis.

Most ascribed this to: a thinness of quality analysts, civilizn and

m111tary' an overlayering orcanlzﬂtwonal structure so that the report of

the original analyst becomes increasingly bland as it makes its way up
through layers of supervisors; an inazbility to make broad-gauged judgments

on the basis of new fragments of information; an unwillingnéss to go out
05 a.llmb in early-warning soundings and long-range estimates; a tendency
to downgrade HﬁHI MT and SIGINT in favor of "harder" photo intelliéance data.
Comments Mr. Schlesinger: "Most of what I see represents a lot of.
F4

scraping together of factual material without ruch analysis. But when you

havé good analysis, it's more valuzble than the facts ot 2 ratio of ter to one

.~ He and other seniocr officials complained tha£ ruch of the naterial
preseﬂted each day, especially current gereral intelligence, consists of a
bunch of photos and snippits of infcrme _ion that fail to put the pew data
into perspactive or fully enough interpret its sigaificence.

. #r. Ellsworth has discentinued his daily DIA briefirg
regarded as a waste of tiwme) in favor o a very briel paper u lltu intelligence
Aand overnight cable traific highlights.

Geireral Browu has restructured his mccning inteliigence briefin
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meeting is richer than othocs in thar it includes efther the Director or

Deputy Divector of DIA, togetiicr with nig J-3, J-5 and thz Director of the

Joint Staff; in that way he tends to cat soma crosz—fertilization of the

opidions of the 0perators, the plaanzrs and the intelligence expa}:s.
Messrs. Scélesingar and Clemeats for the most part get such writte:

items of intelligence as are screenzd by their military assistaats —-

on the basis of knowa interest and percejived value to the issues at hand.

There is an obvious lack of regular, meaningful comrunication betw:

the offices of the Secretary a2nd Deputy Secretary, on the one hand, and the

——"

.intelligence analysts on the other. The foraer complain that the analysts

don't comprehend what is of particular interzest, either genaxally or in a

.

particular crisis, while the latter complain there is no feedback, so they

have no idea wﬁegher what they are producing is hitting the bull's-eye or

even the ta'gat.

Thls problem appears te be compounded by L 1w mzkeun of the Intelli:

Community where tha analysts (frequently academic types without puch or eve:
J 1

any experience in the fluld) dona't have 2 clear idea of whether th=y are

writing primarily for their immedizate supervisor, for the Intelligence

Community at larce, for the Secretary of Dzfense, or vhom, according to
y o= B

experienced hands. Frequently, alse, they work und=r a publish- og—perlsh

pressure rot unlike that in acadeunisz, “leading to a tondency inm sona cas2

[

to ma%e much of some little pasw fact or occurcence. Tnis, inm tuevz, ca
teapt supervisors to round sharp edges for fear that too much Is veieng

made of the latest glirmer of infermatien. AHul when 2 situntion GIl5CS

+
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vhca ouch, indeed, ouzbt to be woede of nou detae, e sysian caa aad cites

dozs homopenize the analysis.
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Mr. Clesents, on the basis of two years —- and severd
his current post, provides this overview of the problens: "in every instance
I knou about where there was a horrendous failure of intclligence, the

information was in fact available to have averted the problemi But the
“analysts and the system dide't allow the raw data to surface.

“"In a mechanical sense," he coatinued, "the systeo produces the
inforrmation, but it's so damn big and cuwmbersows and uncoordinated, that

you can't-get the informatien properly assessed and to the right pzople."”

He concludes: "What I want are more reflective, accurate and well-

“‘considered assessments —— before, during end after crises. I want a constant

. . . ' 1 -
process. Given that we're spending better than 2 year, wite
- .
better than cople involved, the performance of the Intelligence
— > ~&

Cozdwnity is disgraceful.”

This report openzé with the judgment —- from the outside

Jand
e}
6]
iy
e
o}
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e
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that cne of the basic shortccmings of tne systen was the lack of talented,

experienced, imaginative aad--courageous aznalysts getting their warnings zand

‘nearly two years at a senior level on the other side of the mirror.
People are the wain problem, though by no meats the cnls
Phat wmight, then, be donc? Some sugiensilens folluw:

REOPGANIZE DIA. Sone coasideration ought te bz given to o redrpanis

zation of DIA to put a widely experiencad civilizn intellizeacs anatyst (hop
with sc.on poormerial tajent) in os o0 Depnlyot N .. YN .



would provide some ceutinulity (et on ot the Noticnal Srourity ncency)

P

-

.

ihrounbiout the crgeaizatior

aund would be loaked to by the civilian cnelysts

as providing a countervoight agpainsl tho toudency for a preponderantly

Letiil L

military-oriented agency.

THE WISE MEN. As part of the reorgenization, five or six imaginative

thinkers (civilian and military, depending strictly on experience and
ability) should be set up with a charter of following as many key functione
areas both to creat.ively evaluoate trends and ride herd on those individuals
throughout DIA who could be contributing more to these ‘high prlo*lty reas
-interest. They ought not be saddled with managezent reponsibility, but
must have enough authbrity'so their "suggestioas” to the system would not
"be igoored.
In a crisis involving their area of‘spec1 2lty, they could accompény

the Director of DIA in briefings of the Secretary and other key policy rmake

CIVILIAN é NALYSTS. At piddle and lower levels beatter analysts muest be

recruited, provided first rate training doth in inteliigence schools and,
:whera apprépriate, in graduate schools. Consideration cugnt be givea to
broadening their experitnce with occasional tours wi ith CIA, NSA aad possibl
in political-military assignments In ecbassies vhere their regional
specialization would be enhanced. Pay wmust be connensurate wigg'demonstrat
ability znd performance.

MILITARY ANALYSTS. The same approach shoulid be followed here as with
the civiliané. As an diti nal, vital, step the Services must ba persuads
to send nore of their very best ofiicers on assignment to DIA aad to proz=od

such wen, on the basis of merit, as fast as thelr centezporaries who serw:

~
A e
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assigonvents pryisarily vithia their jadividual Gevvicern.
CRISIS MANICa. Sinco one of the mailn probicss as far &, policy
nokers are concerned, with intelligence perforoancs in o crisis is a lack
of responsivensss, thouzht should ke pivea to ascipning a senior intellige

profescional to the Office of tre Secre
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crisis, such as the Middle East war of 1973 or the more receant Cyprus

fnvasion. This mzn would spend considerable tiwz each day talkiag with

the Secretary and his military assistants on precisely what kinds of data
and analysis would best scrve the Secretary. He would also accoampany the

~

Secretary to tha Situatioa Room in the NMCC to immadiately pass on to the

appropriate sections of DIA (or elsevhere in the Community) just what the
" Secretary bzlieves he nceds to facilitate his decisioa weking. This could
either be one man, with the sort of personality aud judzment to get along

well with whoever is Secretary, or diiferent men selected because of

cr

jcular cyisis situation.

N

experience in the area most coucerned

={

n a pav
TALLOR TUE PRESENTATICON. DIA must leatn te be espacially seasitive
to the'peréonalities of the key pecople being served and fashion the metﬁod
of providing infarmation to the individuals iavolved. Dering the Mideast §
for example, Mr. Schlesinger often went to the s p cial XMCC Sit Rooa for
updates, but was bored by most of the “checklist" type briefing!that

reported U.S. ships having moved 20 miles sinca the last briefiag, etc.,

along with a few new cdevelopzents of genuine significenca. Mo one seaxed
to notice what interasted him and vhat did not, in his view. A4dditiorally,
a little personal research would nave ascertained that he prefers (on any

significant itea of intelligence) a brief oral report by an expert who cen
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aower auestions, not a voiefor vhe only hows o seript —- backed uvp by

rwritten anolyeis viiich ¢qn be read ot leizerc.
WIRE THE SYSTeM TOCETHYR.  There appear to bz too m2 -‘.y fieidann at

Defense without SUfflClLHL cr systematized cross—fertilizeation. General

Browvn's format at his morning meeting is a small step in the right direction
However,_it ought to be brcadened signiiicantly. DIA regional analysts ough
to freely talk and compare notes with desk men in ISA (rarely tha case, I'm
igformed), with operators in J-3 and planners in J-5, just for starters.

In addition, why not have ISA set up 2 series of special "what if?" groups,

geared to anticipated problems and pcssible optioms, including DIA prozinent

in the process. For example, in anticipzticn of the Coagressionally mandate
cutoff of militasrv assistance to Turkey unless signiiicant progress is rade

in solving the Cyprus crisis, one such group could have analyzed 2 series of

-~

questions znd ofiered suggastions tc the policy makers, to wit: What il

rr

Turkey agreed to pull 5,000 troops out of Cyprus, would that satisfy Conzres

Vhat kinds of inducerments might the U S. make to Apkarz to increase changes

n

_of meanlngful concessions? Whet would happen if Congress shut dowa zid, woy
Turkey pull out of NATO, disinvite the U.S. from using bases there? Wnat -

implications? TFor the U.S., for Greece, for intelligance en Ruszia, for try
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shipment of weapons through Turkish a2ir space or overland
elements ir the Turkish political spectrum sheuld be culnivated in a2aticipal

of this possible crunch? Should a2rms in the pipsline be speedeld vo ov slowg

Et cetera.




FORE AND BOTUAR BUNINT . Uithoosl guestion the: cxtrcordinnrs

ey

cxpabilities of technolegy hove vnloied sor- bresthtaling azcrets of

great value to thz U.S. Other bregkihiroeshs will follows with cocaliy

important results no doubf. Dut thers is a danger of bocoring so resnerized
. .

by the product of the intelligence vacuun cleaner that wa tend to uanderrate
the value of cultivating (at tices, buving in place) well informed
individeals in key places. During my previcus incarnation, I had occasion
to go on extensive reporting trips in the Hiddle East and quickly dis-

covered that the best informed scurces in the region were the British and
[ g2

e

the oil companies. And they depended primarily on HUMINT

PR

The foregoing suggesticans are not meaat to represaat an exhaustive

-Xist of things that ought be coasidercd, but rather an

illustrative one.
. . In addition, certain other moves, some essentially mechanical
3 3 3 >

others substantive, merit atteanrion.

For example,” it would nnke sense for DIA to explcre soine very

1
*
modern techniques of communication, parhaps conmsultivg with a big
advertising agency for ewpert advice. This is in no way ts suggest 2
-+ slick, catchy, sell-'em-the-packagz-nost-the-centenzs approzch. But DIA

is compzting £for the tima and attenticn of some celoszclly busy men.

R
Yhen, for instance, tryinz to brief en the military buildes aleng the

g exe= pA P S 3 . . oem T C ey Y 3 - P S e [y DU R S
Sino-Snavict bordar, why nol o briefl malti-coloved Tiln, orinliically
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corresponding Chinece veactiong —- 30 o way thvet con b quichly graosned
and likely repcwbered loag aiter the brieling?

I claim no asubstantive exporbise on wiyy extesnive

()

Tezourcas.

targeted on certain things aud not on othzrs., But I an somewhatl digquiete
that we know a lot more about the new weapons being devaloped for Soviet
divisions, for instaance, and a lot less about how fast divisicas could be

moved forwvard for sustained warfare. Also, in the Middle Eest, we try to

make judgmznts on the likelihood of a new round of war and possible-outcomes,
yet we seéﬁwig'place relatively scant resources on learning such things as
précise Israeli and Arab order of battlé information, and stockpiles of
cértain.key weapons (such as SAM missile stocks, rather than merely nucbers
of launchers).

a

On one ‘thing the expert and the non-expert cazn 23ree.

el
<

2 period vhen we cannot, indeed dare not, fail tg si

ability to comprehznd a2nd deal in real time with the myrizd problems that
face this nation. And that requires, first off, better imtelligznce.

Cm——— e meem emra e
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S DERE NSE PANIT, ON

George M. Bunker

- -

Follewing the three nicetings of the Panel in which informative briefings
were presented and discussion ammong p.r.'ml mermbers ensued, I want to
set forth my interim reactions and such conclusions as I may have in ad-~
vance of the next meeting in early January.
* Y have reread Mr. Clements' memorandur of 13 July 1974 setting forth
-the five duties which the panel should undertake,-and will cornment on
my views as to each of them. ' '

1. ""Review the actions <which have taken place in the last five
years ~--- etc."

0‘1

™ In the briefing of 29 October we heard 2 review sc‘ : forth

- “the recommendations of the BRDP that had and had not been

implemented. I shall not cornment in detail upon A""'lf'-t was

. presented 2s it is well known except to say I particularly noted
the fellowing:

-{a) The recommendation that line responsibility for all
: Defense intelligence be cazntered in one o-’Iice. This

"+ was not imnplemented.

{(b) The recommendation that career opportunities be en-
hanced for both militery and civilian pexsonnel. This
. is said to have been partially implemented.
. The advantages, in theory at lecast, of 2 centralired line authorit ty
) " for all Defense intelligence are readily appzrent, bul the difficultics
. g of implementztion zre doubtless f
; evidences of less ‘han cptimura orga
) v centrzlized controls are not te D2 irmplement
should be dirccted ?_.t ovganizational
porhaps by a continuous review fu

zation, linc of autherity and respon
and the like, !




In the maotter of carcer epporiunitics for both civi!

nnooant
military personncel the }':'.\Dk’ lt,:;J..".Z'llt:t.':l'.t‘:(-::5‘. Toovas Leon
portly imploamented. However, it iz 1y belief thal 1ot

mmore can and should be done and further in this remorandain

1 wish Lo comment on thic aspect s 1 conaider 1t to be one of

thc most practicable arcas for mmproveraent.
“Examine the size and scope of present Dol intelligence
opcrations. " ’

The bricfings and the data presented dealt with the nature of
intelligence operations both in size and scope. Certainly we
need a first class intelligence operation. Itis clear that we
have 2 very large ~.n:d a2 very costly operation but whether,
taken 2s a whole, it is first class I do not know.

Looking 2t the technological aspects separately from the human
aspects I think we must conclude that technologically the intelli-
gence operation is in fact very good indeed. Thus if we consider
the overall system to have deficiencies we should look first to .
the human aspects for improvement. The iunctionir‘:g of the
present orpanization apparently needs attention to achieve clear
cut responsibilties for 21l aspects of intelligence with emphasis
on control 2nd flow of informeation and its analysis. Perhaps we
have focused on technological advances and given less tn' n
adequate attention to the other fundamentals.
As a generality it is safe to say that almost any activity of such
size and complexity can be made more eficciive by reexamination
of priorities with 2 view to elimirating those of = lower rler not
for cost reduction alone but in the present context to increase the
effectiveness of those of 2 higher order. Whatever can be done
tce eliminzte lower priorities is likely to improve elfectivenass.
nizamine the interrelztionships which exist amon
a

DoD intelligence activities and th2 man
which result from them.,'®

,.
e}

o
oy

The foregoing raises the key guestion in regaxd t ¢ organi-
zation of activitics, t‘x:zt we know are of great raagnitude 2nd com-
plexity. The present form of o'f-'nn;.'-.---o and the interrelztienship

t

{hnt have resulted arc so tortucus that one might wonder how any-
thing useful is acae woiinhed, ) '



A

To make ony worthawwhile improvenent one must go bk to the

scepe of activitics, cxamine the prioritics, and try (o elirninatc

those of Io'-' v priority. Having reduced netivitics &6 much ac

ing
possible then undertake to orgenize themn and put them into a
network that i1s as simple as the situation will perrnit,

It seems quite apparent thet technology and resource manage-
ment have received much more atiention than has becn given to
meatters of personnel and organization. No doubt this explaine

why our intelligence data scems to be superior to our methods fo

&
handling it.

The writer recognizes such generzlities may not be too helpful j m
identifying actions that might be recoramended for reasorxab"" : - T
prompt improvement. On the other hzand if these condilicns are

not reahzed improvements are unlikely {o be achieved, -

Y"Report to the Secretary of Defense its assessment of the effect-
iveness of DoD intelligence operations ---- etc.'

The advances that have bien made in technology 2nd it applications

in recent years are indced truly remarkable. One suspects, but can-
not prove, that technolosy is zlmost SOlQl;j responsible for the i
gence gains have been made despite enorimous complexities in both
scope and form of organization. _ : S

It is my impression that the net result of our inte lut'e-xce activities
is much better than we somstimes believe. But this is not to sz ay
that they could not be greatly improved by examination of priorities,
by better people and by a simplified form of orgznization. This all
leads me to a2n anomalous conclusion, namely that if, 2s some seem
to believe in the real world little can be done toward simplificalion
of scope and organization then indeed intelligence activities may be
at least as reasonably effective 25 one might expect. ) '

As 2 matter of personal reaction I cannot sce the Yom Kippur
experience as 2 failure, but raiher as a circumstzance in which the
most that might have been extracted from the system was not
rezalized., I would caution that vre not misiake a crack for 2 fault,
Perhaps we expect too much. In retrospect we can now identify
indicators of a possible surprise zitack prior to the Yom Kippur

war. Had these indicators boen acizd unen thare might have been
Do surprigs; there naighs pave e oo ook T o blleligence



vould have been oviticized for bheine wrong, for cradting fension,

;'l)\l’txf O

for possibiy provakine war, VWe can tiy (o keow theo
i Yy 1 o : :

.

of others but certainly we muast not zesume that cooo

infention. We can try to predict the intantions of althers bul it
would be fatuous to expect that wo can alweys know their intontions.
"Recommendations which the Sceretary of Defense should consider
to improve intellig

I3

ence responsiveness to Defensc needs ---- ctel ™
In this connection I focus upon the rather obvious opportunitics to
improve the quality of the output both by vpgrading the cornpetence
of the personnel, and by improving the means by which it is com-
municated. We are told that betterments in these areas have bzen
made as a result of the BRDP recommendztions oi 1970. Be that
as it may we have none theless seen evidence that says there is
room for further upgrading : -

The Services do not assign a high priority to the intelligence function
in the career pattern. It does not secem unreasonable to reach for a
priority at least equal to that of other career opportunities. Few

would disagrec that the quzlity of output will improve with competence
of personncl. Accomplishinent may not be either easy or fast but
this is nonecthecless one important step for betierment that can be
taken by the Secretary of Defense.

On the civilian side we see that civil service regulations make it
b ]

most difficult to recruit and retain pe-sonnel 'k;il!ed in the appro—

prizte disciplires and of the intellectua
first rate an= lyst The analyst role cz

| nad

1
lis for very .,pecxax and
icient 10¢ crship, career
patterns and tbc like. Bx t perhaps even racre impovriant is the
nced to recognize the function 2s not of science cor technology
but as one of lornc based upon intimeatie, in some cases life long,
knowledge of the political, gecoraphical, ethnic, and cultural
epects of a particulzr area. Thase t

alents are notl ezsily acquired

h T

and the assignments cannot be adeguately filled by transferrin

»
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promoling cither a2 military offizer or = civili
performed well in other assi



cfforts arce being made to upg
that as rauch emphocis ¢g Le applicd to madiiying
civil service reguireimasn
the functioning of the sysiein but als

have its difficuliies it is enc

of Deiense-cculd lznd his

In ihe final accounting the quality of the cutput cen be no beaticr than the com-
petence of the pe ~rsonnel. Aside from raztiers of orgznization which have
bev.,*\ commented upon, working conditions do influence the cfiac iveness of

personnel. DIA is seriously fragmented in several physiczl locations and
jts effectiveness in general must be diminished thereby. Aside from the
question of furds required this is a situztion that can be easily and useiully
corrected. .- )

and iz 2 metter to which .be writer hzs gi-.-cn mu h zttention over the years,

I have litile regzrd for the average briefing because it is exzcily th t, naimely

2n averzge briefing for an zver
up by details that may be fascin

they a2re incivded solely to va

cance. e ’

~ . hY
Jt'is myv belief that edmmunication with the top decision mzkers should be ’

£
structured to inform them of what they weant to krow comIin th what
they ought to know. And furthermore at the top 2t least tie briefing should
be done by those who have first hand kaowledge znd have theinselves 2y ed
s

important roles in defermining the
sideration. )

Because of the co—npleut}' and so
may be too inclined to seek comp

cause of a pre-occupation with te
vre may have given too little atten

that nothing \\.’vul i mprove our in‘.f_-ll?_b nce eff waald
people, clearly defined responsibilities and & scund oxganizal
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AN OVERVELS WOOT RRIATERETTTONS VD BRGNS

Do BYesande: i Viox

Thoe prosont posture of the Jn'\lll
1t t

assets, its organizational structiuse roand
< >

resources a0e all stitl Vclx largely th 1 oy sirce Vorld
var I1 and particuierly, cf tic yv.nkd noe the Soviet stradegic nuclear
threat began to d'\f]ow (l.u., sinze 16333, Tho invesurent 1n large
collection system exploitation programs, Gnd overseas siatiens since that
time has been very 11r§‘ anad the incriic of the associated institutions
and burcaucratic mechanisms has grown cerrespondingly larger. Major
collection prograiis tend to take on the order of five years or more to
plan, program, budget, develop and biplemcont and fron rsauirem:“LS

a
point of view, most of the present collaction systens are vastly more
capable follow-ons to predecessor systeas wiiich began ten to t"ent)

years ago, made possible by the phznomenal technological growth which
took place during this period. In a detailed sense, what hzappened was
an illustration of one form of one of Parkinson's laws, namely, detailed
collection "requirements' expanded to meet the technolozical capabilities
available.

Given the historiceal sequence that brcuﬂhg the intelligence community
to where it is today 1t 1s nct Su“pLISlP” “h . alwost all systems for
collection (and therecifore also a good bit of the esphasis in processing,
znalysis and production) are focused on the Scviet strategic nuclear
threat and more recently, as a cless second priority on the Soviet con-
ventional threat to Furope. 7This is not to say that these very capabl
"wacuwm sweeper” collection systerms do not also collect o great deteil
of other useful information on other areas which is suitably processed
and analyzed but the primzry cdriving force “rlcb affects tho size and
scope of the programs and, thvrvforu, their major cosis {(and buresucratic
constitucncies) is the enpha;1> which has historically been laid on the
Soviet threat.

:

Third in priority is the sc-called Sino-Scvict bloc (2 term which, if
not fzctual as a descriptor may be rosaréed as a historic relic of tHb
old days of bipolarism) which brings in China, North ioroe, North Vietnam,
etc. bhen the neads, cbjectives and reguirements associzted with these
cowmtries and the tbr»af postulations thoy evole have boon taken cate of,
it is safe to say we have accounted for prodably at lcust &0 percent of

f1all intelligence costs, miltitary and civilian, tactical ond strateic,
theater and national. Therefore, if one looxs at oiber areas of the
world, the Middle East, Africa, Latin America, etc., it is mislezding to
refer tdf
' )thc esources involvad.  Rather ceS are
ten perToat or less of those ot stantial,
are no longer <o astroncmical in sl 1ad out
hﬂoqo the rany different arens inwo
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‘The key aatellieonce (-u;-;:‘-.' :
ovor tho pust decade by e
Afvice, cidd Lotin Aweric
tho Jaiter aloast oliays ]t::.

coupling to the action. Ju Jight of s
mopts an SALT, MO and dotenie-osionted sow ! .
indusivial exchanges with tio Soviel Uidon, IRt
and China, and the By oW oF enhancsd tedhnic ilitdes
which have been (‘“\'-1("\“ S-i:!tr‘.r 1950, the iz s rips nes for a Junida-
mental recvaluation o nd reshicring of boih obJr:tixu% ol reuniraTngs
for dilferent geographical arcas and the bost mezns for mocting hose

Y objectives and requivencits.  In pnrti.ulai, it appzars what the vole of
HUMINT should be espscially reassessed with respzct te the curvently
cvolxlng.51tvatlons. What is involved herc 3s noi so much a 1“0'“'11Hg of
intelligence priorities as a reconsideration of the rclationships bestween

priorities, objectives, and roscurces.

THE PRESENTATION OF INTELLIGENCE REPCGRTS

If the intelligence community is to do more then produce material
for its own cdlflcaLloﬂ it 1s necessary that it give significant atten-
tion to the ways 1n vhich its outputs arz to be presented to those vh
may be able to use them. And the problem is most critical with respact
to those users, or pOtCQ»l’l users, at the highest levels of government
since thoy qut base their decisions on an Ldg.un_e zppreciation cf what
is or mzy bz at stake in the breadest rational and internntional coutext.
It is here that the presznt system most often fails, not 30 miCh botause
it fails always to give the right answer {which is probebdly & unattein-
zble gozl) as in making clear the esscntials of vrat is in an inteliigence
estimate or assessment, on what it is based, and what cegree of wier-
tainty is attached to.

“The follewing facts arc illustrative of the kinds of hishly relicvant
information hnlCh is often, if not usually, lacking in 1ntelligence
réports, estimates and assessuents.

Character of imputs. Ar
drawn froan recent assessmants
"finished" intelligence report
changes reflected in them? hnpat
rplla,lc are the inputs? Is there
the inputs among clements?

alysis. Given the nput
p 152d?  What were the ar

tean . e.g., recional politicz]
degree were unﬁl)bLS in touch
teams dcaling with the same sub'
-such analyses, he shoul

“¥mat npul urr01t“1: tio
DJU];Jj“_ that fuciors ©

takaen Into aoeount or ianied




I\. Llta ) Fipdinees ) Consdnotans, P

, ! (
reasonchle Vimids oF error fiel tatern

Y TNy Ptos ']‘ (IR TTS S R S pebepet e -
pAU ADEDITEE N G v, Matilo et et ralotnd !
ol 1o worast cva nhirh coatd be foreooe

P | . i 1 FR .-
oiney skde whicoh Jdopend on potions oo .
Whot are the tisme con ‘1:::‘.";'_‘~ el dee i

o (er thivd party) act INERET A
arrived at scparaioly or Ln?]a,ul\(l)

Obviously not 211 of thoese issucs anl guestions peoed to

0l

or hizhlighted with respoct to every intellic L, esulnnte, as
ment, but the key issucs do need to b2 Lrougnt out (c.c., the key nili
issuc in the Middle Fast War of 1973 was Ou\lOu‘l) ihe charge in norale,
resolve, training, le1ac:5x1n and conpetciice of Avab military forces and
not tho count of tpn ast aircraft or tenk delivered fron the Soviet Union,
yet the tacit assumptlon had been rade b ‘, the “commmity' that thesse had
not changed, indeed could not change for almost a generation.  Honce, this

key issuc was not addressed.).
The. priw ry function of mauagcqenf of intcllig
not be to atteinpt to seccnd guess & analytical spec

iis , i
areas oL exgortlbc (aithougn checks and Dllun ces y other analytical
speCLaWLGLS could be pro Jugd), rather the monagerial role shculd empha
size the information transfe pxoce5° to the users, which would '1~luae
the ferreting cut and nlvnxigntlnf of the U“CC[t:iItiCS, ey unresolve
questiens and the degrees of freadom still left in the siteation depondent
rd part nNIIImANES.

on cur (ov third party actions, policies and pronnu

It 1s important to recalirze

¢ wust b2 forzrone in the intel-
ligence conmunlt) to achieve b o1lity and effectivencss with
respsct to users are the tine s of colloctive wizden and
homogernized judgmants as ground out by ceormittees o either tho intra or
intera ’;QC) COOIdluanl N proc pxcc:;ur ;5 always tend to roduc-
tion of all plogleﬂJ by the 1o on donsminators which often ifore-
casts a dull gray dava when what -"llv 10 be oxpocted 15 either a

Tosy rcd or an omninous blue.

Although the general pri inciples set
of all lﬂLvlllghqce outputs
special force to thz support
reasons (some stated above), nc
repzatedly beon trlod and
tomers.  The Director, DIA
situation by creating the nc
'oxgan17ntA0huL arrangcnents {vhicn nocd

these appropriate managenent Jdiscinlings
process anJ the associated proesentotion




Reo overal ) geidonee for the Sactial O 0o s Dol arn Intelliaonne, Seeeet

~ 4
Clogent s anid, “Plecoe: oy ot Linkeor wilth 300" He furtier onid In enoonte bhet
if the poeed thinks the syston fo generolly ol vighl, soy one Lo oot Feel ehli-

3

gated to conn up with rececaind:iions for sicailicsat cheages unlens Lhey ore

beliaved to be genuicely required or desirstls

ilal e

In attempting to apply this guidance end at

a major reshuping or rest turing of thz United States Intelligence systems is

probably not in orderc--and certzinly not es a credible deteraination of this panz

the first ordzr of business seems to be idzantification round wvhich the paael
na j

should plow;" i :

2. SCOPZ OF Pavcl ACTIVITY.

gznce vis-z-vis the managemznt of resources required to serve tho ovoerall

be examined has occurred. [anzgers sre locking for cutside jJjudoment which h

LAy

been involvzd in the fzilure, but whose colleactive brezdih of expericnce may

uncover significant Flzws that those close
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Cectzinly there was a failure which prompiazd this enz, and bobiy Scorelory Clesoni:
and Secretary Hzll meds clear that it wes tho filddle €2el YWar of Cotozer 19
ware cazught by surprisa. Mo szascet of the Inlelligencemplaw officiail

thzt the Egyptiens were going to ectack.
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During a fost three days of intsrviesicg soveral eoopie o D16 end thoe Sspeics
Tntellige agantiens, @ songad o vaiher s P -
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"usnuzlly not inc

coconsns b of allesserce Jalolliconce rogulren ceneriennog ntolitgunee offfcers of
ihe helme 10 was poinled ool woveral tices thal we did ool have this ol Lhe tog
dgoring the poried Lthol proecoded the OQuichoe 1OV oitank, wnd thas perhans did ool fy

o feilure that could 2t Jeast in pact be loid to this shovlocaing.,
I do nol fully agrec wilh this, znd attenpied lo malte sure thel 1 undarstood
an "experienced” intelligonze officer is in thiz epparent consensus., The answer s

to be that ho is one vho is eithor a designnted specialist, or one vhs hzs had many

Joe

essignments in intelligence jobs, or both. Certzinly these specialists are reguire
in tha top levels of thz intelligence hierarchy, bul not in ey opinion to the exclc
sion af nonspecialists,

The care in selection of the Chief of thz DIA and his d=puty is certainly no 1

important than the care

in salection of a key militarcy ceamandar or chief of staff,
I feel in fact that it may i

n some casas bz even more so, fMany important character

istics shouvld bhe considered. An insztizhle demaznd for good informat

Foe

on is onz of

them. Top interest in good enzlysis is another, But a2

Joet

ono 1

=

Yoo

st of previous zssic

ments 1n intelligence spacial

cr

ies is reletivaly unimgo ortant providad gocd pesople of

such background are assigned to his immediste staff.

My criteria for tha selecticn of a high-level dafense or militery intelligen
chief would centsr First on an officer who has bean a successful commzndar. Good
commzndars understand the importance of intelligence; and of specialists. :

N

understzand responsibility, undecstand theois sun role 23 o zanlyst (Mestiaate of th

K]
e

ion"), and are not ganerelly inclined to be sweyed by a preojondsraace of

cpinion counter to thelr cun hecd-gzined beliefls. Most iasgortznily, they are

et
.

to avarlook hsrd indicztors of poientiz) or capability in fava

cf a compounded analysis of probebla intentisas,
.
.- -
I have known, wsrked Vor, and s2en in action comzandanrs who centinuclly qive
Chvols Inloiannco el s bodemt oo e TR e Conaltas o Laingy auoshioning
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N is g Cnantoal oendnling, o
gyt e covilt o wrivneaba, Thome co iz GELE ool ol op will @ chief i,
fol underatanmd vhy he dnaicto on theoe beolion and the qualily rogponce whiich th
geaactate, Conlrarivioe, they will Luibenol o hstd oo Laosniennly do e chiel uho
and who doee his Gesl to produce the real~iife inforerticn and analysis thet hig
needs.  Usuelly, cosazndsrs will look for intalliczace chiels who havz hzd good

operzticnal experience (Lo includs tucticel
Y"egecialists” for

this tup job unless they

; In suvamary

‘or decision-meking responsibl

should havz a balence of experience.

of this point theon, I bzlieus

coenends), and will shy auay fresm

have hzd such exporicnce.
.
that at zay lovel which involves ca
ng his immezdiate stalf

douwn-~to~earth, pragmatic experience--usuelly as a commandsr or operatar--his depu
should be =a spaéialisi; and vice versa. I prefer the former conbination.
4, CURRELLT FIA SCORZ CF BCTIVITY ASD RISBOUSIZILITY, -

The stampede for centrazlizatien in the DD im tho early 19595 most certaiﬁly
involved defense intelligence. This was cne of the Tirst activities to face swee
reform under Secretary hicMemara. As stalted in the Issuz Pepe two broad rol
envisioned zs centralized production of all military intelliccnce =i 0SD level, @
centgalized collection mznagensat through centrol, wzlidalicn, registry, and levy
of all D30 collection raguirements. This was @ big order, and in my judagaznt por
conducive to empire building than it wzs te the sevings and cost-eifestivenass vh

“tail-nurber" menagzaent at the top wes suzpssed to bring abdoul. .

The order uas Further compounded very shorily, houenvor, by piling @ll meanner
resource mznagemsnt tasks on DIA's back. Those renager,
operation of the stizche system znd schonl, all D3D nop

nd‘chartinn, S&T produstion, ghoto librevy sorvice, paliny obali Lo tha 305, and
ciher mansosor end o sinivleativ wernant o enTer. .o i fona o
!
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fuch GF fhia hag boen chanoed, aapbiy hoangh poooecsIatiens ol Lhe Biuo

Rivhan Feosl, and partly Lhroo,h the haod conk anag Par-sighiad cunmgenesl prastiog:
of £50 (V). The best evaeples are sepuralion agabl of Uid el rapping and charling

resasnsibilities, come restructursing of cchoduled SO0 projunlicn elfort which

pore flexibility for meebing militzry servics roguicns

of general intelligente and SRV rescurce manuganent

~y b
=N .

gone, in wy opinion, towsrd further improvs

5, JOINT ASEICY DPHILOSCSHY AMD FMANACIME

It is my belief that within the period since Worid War II whea first the
Unificaticn of Armed Forces and later the Ager-ias for Joini Suppert emarged,

or Unified Commznd has uorked better then have most of thz Joint Agencies. 1

th

J
tdd
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S S

so in tha case of intelligence (DIA).

Generally speaking the measures for redressing this isbslante are functlonezl

o hocause the joint agencies have attempted tes much, and am convinced it

decentralization of collection, specizlized znalysis, znd in sows instances ressurc
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The principles of menagemant for sccamplishing further cdscentralization shoul
include executive agancies, cecunterpart proguction, and Soth cClosezr cogperation zn
formalized interdspendoencies at the tep (Dif, Service Intellicence Chiefs, and IS
25 recommznded in the Following paresgrephs). .

6. DIA VIG-A-VIS ®ILTITARY 5i

$hiene o anet I
oan b+

be. I have some rathor strong viess on thiz which tie circnti
Comwand Plan and the Unified fction for Avmcocd foices panei,

SO0 sublicaticns vossesent tho Moosatioslcoet dor b T L




v’

proscsibed by low din the Unificetion Aot of 19487 o 1900 Too oy eninlen Lhone

cinla eve tou ofios poid enty Tip worvics by Lhe averene et olanae

' .~ EAES SRR
regardud eithier with Jgnorense or oo actiiode of UTS S AT PRNE ST
Strictly socaking, znd in coccerdunte will theno donv-osts, ihe roles of th

military scrvices are ones of supporting ths Unild

responsibilitios of operating the military forses.  These suppo: 't tunctions are be

ully the classical ones of trzining and logizlical natura, Theay inzlude tverythin
which contributes to the production and maintenznce of well-treinzd end LHll-E uipn
forces to meel the defense readincss and combziankt responsibilities of the operator

,.;

ed and Spenified Conn

The Unified znd Specified Comnanders engd Their Comnoneat Cormandars. Tha
y

include operaticnal respunsibilities except insofar as they epply to indivicual and

un

P

2.
v

fornm

training. ' : . . : .

I believe that sirict interpretzticn of Sarvice roles and missions could thus

the basis for redical chznges in thz inizlligence requiren

xonts which

thz serv

clazim tod=ay. flost rezl-time senszitive dats wsuld bz uanzcessery; there uwould be

qu

need for rmuch of tha deteaile

astionzble need for service alignment of ctizches and ot

('L

! pnzlysis which the services say

services, and a reduction in scope of most every type of intslligenc

possi

4,--
“

bly S&T.' The original efforts toward cantralization of d

the easly 60s adopted a blusprini for intelligance manajemanc which

based on this reading, yat curiously none of the cos

r"
L\
i
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vhich the SICOSF surroundsd himsolf seemad to grab tho UCP as a "noer-psriect”

TP end tha UNAAF in mind--to bocanms botter ciudants of thouo fundzment
Seoozny Srlors siizavost of IntilDooeme oo Coant. e e S omidee:
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ailioaty ploasiog. 1 36 oy chanvvabien Lhat donls of Lo tedie oad vegar

¢ oventn dnocutte universal dn i latory poersineel, el e laokoef

ronenet for Lthe Constiitolion and Dezjaraiion ¢f Iedepescionae ohin

on the oavi of the average volter.

I to propoase changos 1n DIA/Seivices ralzlionshins, how

pot to fall under the hsading of "tiskering.”

In attempting to perla Yihe lav! of the LCP and the UZAAF to thz honest

1~

ity of how things should work--2nd essocizled requirements-~I believs there are
tuo considerations of overriding importance to remeaber. The first is t
Service Chief is a mamber of the JCS, and as such Fe does havz wery deifinite operat

ional responsibilities since the JC5 is the immadiate governing body of the Unified

and Specified Commanders, These responsibilities are recognized to be of specialis
charzcter--respectively for air, sea, and grouno matters--and zre fundamantzl to th

fabric ef balanced homogeneity of the highest military tribunzl rsporting directly

Unified Commz2nds. These are of ths same fabric, and are by design uni-scrvice

i
-.’

extensicns of the unified action envisioned for the Unified Lommands. They dapend

today, and if so how thov can bz zccompliched in the d2lell iaguived wilh 2 minigus
. . 1
of rezsource-consuning duplication. :
o0
: Onz idas that offers much promise to me is that ef dizl roles fer Serviea %
Lach would tic o d“uu y dirzzter of DIZ, end shore wuith the
Bie lpp e dafieit iy cases miNTiTTay {00 and within Lo system SRCRITLL I e R+
o
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poas o8 princinal sunsort Lo OTA fols the optew eallier Bhon Toarpead oo lews

foso-lized bosis of cooperabion. 1 orocarnandd oiroengly (a0 Lhic boe Gonr, wndd bl

afier ectahlishing Ltho principle o stedy grocp be Vormed Lo

deicrning Lho doleids
how oot Lo accosplish the objectives of true intogration ol the DD intelligence
systen wilhoul exacerb sating the flexibilities thoet nust be presooved. The UEB zns
the U'AAY should sorve as dénroq ricte guidss ia ostzblishing the procedus Tes uhich

pely.

7. DI AMD THE JOINT STAFE.,

The arrangement whareby the Dlr“”to-, DIA is also
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not %now how well the Chairman a2nd the other members of the JCS tske advantage of

this in sheping requirements and effecting inter-service coordinztion--zs uell as

dofense intelligence policy--but it is mzde to ordar, end 1 hopa this two-way
influence is being exercised to ovzrell neztional advenizga. This errangament is

in zccord with the recomaendation mzde sbove that Service intelligence chiefs be

appointed dsputy directors, DIA. Service intelligente chie 7 would thus

4]
0
¥
[
]
P
o g

re tive service chiefs of staff both in thz2 scrvice role snd the JUS role.
8. THD DIFENSE INTELLIGEICE S9ARD, .
_General Graham received praise froa all Service int=lligence chiafs Vor his
action in revitalizing the DIB. It was pointed cut that he holds reguler wsekly
etings, other nonschaduled meetings w3 required: and thza! he ellows eonly tho
priacipals to attend (no date-shufilers :
a5 @ much-needed procedure in ordar te
2nd T support the wizdan of such a move with utmost enthusicen.
9. COLLECTIOH,
In tha course of recont distussions ] gzined the Ieprescion that the delensa
N .
oo ity roanpelly ragacde SIRTTTAOME AN ToctrThes)Y s thh oo

-



most vital fault is thz policy which reguires that the Defense Attacha bz the sea!l

vatehle asurcen of deleane petellinanse. 1 oYan guiosd L dmavaoaion Lhol vaio:
oo felt Lo b o ordee in toth of these comiloonta. Sovvice woamanis
that the cootralicabion of STGUIT contrsl and aedlysis Yelh oo unnasy Feoiiog thst

W, ol

all HSA-croduced SICHET analyses wira nol ooiog mede aveilable Tor servies uvoe, @

L

that there wes no way for suve of knouing whal wan nobl belng ende cveileble. T b
2 3 ]

not formnd spacific conclusions or opinions on vhel corrective measures--if any--:

.

in crder hozre--but cdo agree thza

o
"

there

e

s a czqree of zutonomy in {5 that is pote
tially urhezlihy; that mare S1GINT eznalyses should be performed by thz DIA and th:
Y Y Y 2

nilitary services; and thzt other controls and crossfeeds could improva the quick

availability of vital SIGINT intelligance to zll sercvice user n2ads. Pecommand th

be given a particular exaamination. L _%
AL asin o

The Defense Attachz system is believed to nzed som2 overhaul. The first and

in military renk amcnost 2l}l assigned sacvice attachas at that stetion. I believ:

-

thzat this policy should be abolishzd, znd that thz officer best quzlified for the
P G

job be assigned irrzspective of his dzte of rank relztive to that of the other
attaches. Ths policy in question-~insafar as can bz deiermined--siems from ths L
honored military custcm that in zny military office or functicn the mean who has o

in gradz the lengest of these in inz highast grade preseat is the boss. This cus

=

is belisved to have largely cutlivad its wusefulness, a2nd particularly so as it 2
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t lezst three argueents which ngke this atlrachtive, Tha Tirst is the CLNC

Rabzssador relaticnshio., 1t is nesessarily 2 ciesa one 87 thinas wothk as thavy oo
.~ . -
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procoadires sond gaaeeplonn, Wt ebjjectives in

Y, : y vooeirving Thee policesl Sauner bove mon?
fnocaazon. They hove @ contlin ol rappaci,

B s 23 ¢ - . : . TARY - .«

The attochs copven Lhes Lot Hie sreduztiion shoold Ge avellaSle o boih

Lthiwcush estoablished cosmueninelion nreoctice, and Lhe dnforantion collazlieg

viizl end time-senuitive at thi KON lovael o) gol there just es ot

the DIA. Horeovsr, it will eliminata the CICs someliaes being bypassed
with valuable information or intelligence froa this source.

The sezond adventage of this managerial change pertezins to the very importzant

representational a3

©

ccts of the attechs profession. It could be better sezrvad in

|-n
|-u

o
t

2
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my opinio

attachzs were assigaed to the Unified Commends.

Thz third advantagz of this changs would be that promatiogal eguity should b
enhanced. (Promotiocn boards pay a2 lot more ettantion to of
written or indorsed by a Unified Comaznder than they do to ths

Chizf.)

The overall ban2fit here is the liuerz
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ion of a2 requiresment to be of high
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or thz full spectrum of attache responsibility--and

¢ intelligenc

g

pscialties. Together with an enlightenad a2ttitudes by service chiefs and promotion

boards toward "intelligence types,” this would do much to eliminate thz unpopularit

of intelligznce (and especially atts che) zssigoments

on the part of zambitious and

broadly tsiented officers. -

By and large these should be oparated end managed by the military sorvices,
vith overzll policy and opzraiionzl control teing exarciszd by the ASD (1).

1. AALYSIS AnD ESTIFATES.

3



&. Officer maen Proper oo lnog Ul cuntity of the
product will ir:‘.;»:c\vc respoct and rogerd fov e DIAL D L ngagintn o

1,1

even probable - - t!!at incx'c:."ﬂinﬂ crnph seitine Uhotles " neapls
anuigned to DEA il be counte lt)xocx 1 olendn L, decinpllasine
scarching for management arrangem: retnee frenlraliong,
burcaucratic proccdural nonsense wnec ar atlmnonts that redece
the viebility of any ¢ rganization, including the DIAL This is not o

c}uc!.c:un-nchcgg situation in my view.

To these issues I would add the iollowing:

a. Achieving a better balzuce in the Inteliizence Comrnunity.

A great deal of efiort goes intohardware and into what the cornraunity terras
"bean counting', i.e. data base correction, and not enough into supporting.

tactical commanders. Technical intelligence is largely consumed within

the intelligence community. The emphasis on tactical anplication and
tactical priority of intelligence collection, analysis and distribution
should be increased relative to that given technical application. When
new systems are being considered, and older systems being updated,
tactical needs must be ascertained and e: cploitation and tirmeliness of
product must be assessed mnast carefully in order that the total systém
is responsive to tactical needs.

At the clo se of nur last meetin

</
<y

you asked, "What kind of 2 job
does military intelligence do to be responsive to S ¢Dei? Can DIA be
structured to do thatkind of job?", Y o

Q
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go)
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professionalism nf the operation, asked what kind of S
and how responszive should it be. These views are submitted in respons
to those questions. ' A

1 am attaching to this letter
ments for Fleet Tactical Support",
the unde rstandmg of National level se

It describes more specifically some

ARty

LOIVE,

¥ .se way v o & T
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TAttachment o
T MEE '

Attachment is properly classified , per EO 11652,
to the intelligence sources and methods described in the contents of the
enclosnure, thus exempt per S.U.SC Il) classification and (3) sources
and- methods,
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Thisz 3o o big subjoect Lo worb cul cith coomned b GIA L

?
clicarty roale o Fow cornends oo recemgd A ascs ohideiy Looet G 3L, Bl pireeet e,
il tYurther vefore i'(::!lihf_;A(;’.l‘-:’.if‘i!:ff Lo ootay cunn goners) ressnrendnlion, P ey,
wvho Shwoold o vhat andg how,

A Few bLrond obecervations cirae, hosever, in ordec. The firet conceros Lot o0
varning.  Most Unified and Cempanunt Conmzndors have an jndispetably vi 't-al 017:zed f'.o
tactical elllge . It needs to bz as near rezl-tice as possible, and much of
is of a sgpeclalized nature as regards air, ground, and noval operations. It is

impossible to meet these needs without zn zppreciable struziure of interpreters
enalysts, specialized equipment, and resource controls directly undar the supervis

and controT of the commznders concerned. Direct readout, for exe Tnle, of certai

sources of tactical intelligence is vital to the commendars of nuclear stirike fors

' Thay cennot wait for layers of analysts undso somebody elsz2’s contrel to produce
P
estimztes thzt cre fed back to them through the burezicraltic or reversa-flaw
comrand processes. This is nobt to say, pzrenthatically, thzt icpreovennnts cowld
be made in the organization of the command siructure for nucleer forces which woul

obv-"te somz duplication of these vitalities, bubt the foct reszins thzt each such
commander in thz established systeas naeds it.
I believe that the cutbacks in recent yezrs in intelligance rescurces {prima:

tocﬁnwcal specialists) has been borne too heavily at th2 grass roots levsls where

(2

this type of intelligence must be generated., This is dongoerous,

0\_}\4—\-

rescurces for tactical intelligence needs cilsziacion.
Another broad cbszervation cancerns tho rzguirtesent for nosaaniics of the hep

As ted earlier o I'CA renuires intailigonce ond 1t must cover fho %o
As noted lier, the IICA requires good intzld €. vl R '

: : terd
subjectively. Howsver, I would doubt thai tho emount of dainil =unl Yo an vaiesin
23 has traditionally existed in andora’ times--nor Lhal the gquentilica ol sgpaad

e
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vesving o detenlvalized proadaziion Jo gliaalalad ood Jeprowsi, Tie Ialoll aonag
Cute for DIA, ON1/0I0, RESI, wnd P 5H oo oot refloet {8 5k welhinglon Jewel) i
Kind of decentralizing treng thail 1 believe Lo bo epproprictesccanroia¥ly in basic

production.

12, Sushally CUSTRYATIOES AND CoHO s

a. Tha Directer, CIA and cther top defenze

selected under z primary requiremsnt of long exporience 23 an intelli
A balunce at the top echelons of successful cemmand or eperztional manzgament

ience, in assoclation with immediate staff specizlisis of exiznsive intelligence

experience, is the best cembination.

- ) - -

+

. b, The ‘management of defense intelligznce production is overcentralized, A

long-term plan for decentralization of much of thz production and certzin resoucce

mznaganant responsibilities should be accomplished. Genorzlly spe

-
frre

i

intellig

ence and S&T should bz give
generzlly spesking DIA should provids policy, contingency ¢
mznagement,

c. In the process of dece 1éralizétio ¢ production, o inc
estimates (and without losing necessary control of procsdurs zn
principles of executivz egency, countergart producer, and cleser top-leval cosrdinz

should be given prisme consideration.

d. NS5A should perform nrln,-i s collecticn of SICINT mnd €
o]

culd bo essigned directly to the Thactre Commerdor
.

sbrotive of fice undap Lhe DIp.
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is o real contribution to tot

specizlists in threal znelysis and estimates, It must be

of the ccmmanders involved.
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direct control

recduced these

to a dangerously low point.

'/ b gt /-.4.. el it 5

-

8RUCZ K, HELLOWAY



vostems Lauar: atory

yrin 9ans

Honorable Alberei €. Hall
Assistent Secretary.of Defense (Intellizence)
Department of Defeasc

Dear Al:

As I sece it, the principal issue confronting defense intelligence
today is how to make marked improvemeants in the quality of the
intelligence product within the obvious constraints on funding. I
believe that the collection prograin is generally in good shape and

“in particular, the recent generation of exotic technical sensors are

doing an outstanding job. The analyticzl and interpretative effort on

.the other hand has fallen fzr behind to the detriment of the ultimate

produ-t. Ibelieve that truly significant improvements can be made
in our intelligence analysis program by 2 determined effort in three
areas:

-
' 1. Improving professional standards
2. Improving organizational structure, and
3. Imnproving techniques
.
I will comment briefly on each of these. .

). Improving Professional Standards

Y believe that five specific steps should be taken to improve the
L

ci s
professiona standards of Defense intelligence analysts.

. "~ a. Establish a M.S. program in technical intellizence an al)
to supplement the M. A. programs at Monterey Naval Pos toraduate

School and the Defense Intelligencsz School. Theve co2ld be Lwo such ‘
programs; one at Monterey specializing in Computer Aazlysis of Signzl

1S

Datz and Analysis of Electronic Systems; and oue at the Air Force
e

lnstitute of Technology specializing in Tel metry Anilysis and Anzlysis
of Aerospace Systems. Both programs should he open to civilians and

- to officers of all Services. Talso suspzet that a reanpraizal of curricula
and academic standarcds rmay be in order for the eviztine nrogramny,




“he [

. Leprove carcer apportunitios for civibioe. ol Gfficen iy

‘-

the intellizence ansly. ficld. A) Flaw b elreardy rade vnecifyn

RS
« ceeatione . Jraves r Lieen
sufgeeslions o wWeys G LeCon; shinhin I S U P

<. kxenm! PIA froan Civil Service ropalaiinng., aa b beon

done vith NSA

d. Esiablich a civilian Depuiy Diredior in DA, This Dopuly
could be specifically responsible for Defenue intellivonce analyeis,
f ¥ i 4

e. Nurturc an uncquivocal cornmiirnent to objectivity of
analysis within DiA.

2. Improving Orcanizational Struciure

a. Establish an organizationzl relation between DIA and the
Service intelligence agencies (FTD, e.g.) like the relation between NSA
and the Service cryptologic agencies. .

b. Broaden the role of the Service Cryptologic Agencies to
_include ELINT and Electronic Warfare (a5 now exists at ASA). These
aspects of their charter would be under the cogrizance of the Services
while their SIGINT activities would remain under the cognizance of NSA.

3. Improving Efficiency

a. A considerable improvernent in analysis cfiectiveness can be
achieved by making much broader use of the computer as an analysis
tool. Gencrally the computer is al.ead',' ging well cing
technical analyst as 2 computation tool a g ne
general'intelligence analyst, however, is m:kfg relzatively little use
of the computer and the potential for improvemsant

applications are unglamorous but powerful: data s
automaztic indicators of a change of state in colle

|—- el
'y
e

i
comparison of data from diverse sources; and compater-assisted report
writing. )

. b. A considerable improvernent shouid be maie in cormmunicating
the results of analysis and interpretafion and in determining the needs
of consumers. DBill Beecher has addressed this issuc eloguently Lud
macde a2 number of excellent recormmendations,




I hope these ideas are of

claborate on any of them as

some help to you. I will be
you desire.

Sincerely,

Williara J. Perry
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SUBJECT: Issues for Defense Pane! on Intelligence »

I would like to comment on four isunes this month:

1. Qualified Perscnnel - My inv

tion on the quality of pecople assi
et
¢

problem (attachmant A) and pa
agencies (attachment B).

restigztions confirm your presenta-
en J to DIA. That is partly & DIA
ly 2 problem afflicting all defense

2. Communicating Intellivence Cuinui - Bill Beccher has outlined
the problem very well, The SzcDef might wish to consider an
assistant from the world of journalisim or equivalent to help him

put intelligence in perspeciive while not intericring with DiAs proper
role (see at tzchment C)

‘.

3, Compartrmentalization vs, Real Time Needs - The commitiee scems
D )

o he agreeme hat action is nccessar* , but soms recommenda-

t in agreeiment th

tions are attached (a tachimoent D). :

4, COMSEC vs. SIGINT - Our

opcerators? desire to provide COMSEC
to. friends and allies runs afoul of tne SIGINT coramunity. The need
to dcveloa some policy in this regard might be considered in January,
. ) -;:‘.,'):x?:’
=
N -7"3:“;»“’6‘-‘—"‘” =
. ')
N
) Thomas C, Reed 7 . .

4 Attachments
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Qu.etified ipteliigence Porscnaed

Probleny « The inteliigence conan.n Ty Coun nol :‘1.;-»:- vlo gl ity
T . ) A d
faiv share (»_f the bost quitified ofiicesrn,

Digscuusion

Quzalification within the intelligence it 1l is obLinined by varticipating
in & well de ig‘nccn career dovelepmant patiern wit }
between 2 varicety of intelligence assignments and aties
specialized sc hools both Service and civilian, The cali
vAthin the intelligence {ield, in relation to other cfficer
Service, can gencrally be deterrnined by observ

promotion and their selection for Service schools '
An analysis of these criteria indicates that the intelligence community
does not get its fair share of the best.qualified ofiicers in the senior

_ grades, and none of the services h' s sufficient carcer trained O-bés

.. and up to fill their most critical intelligence requirements.

Recommendation

1., Milita r) departments should be directed to initizte programs to
assure that colonels/captains and gen rﬂ/.,-:‘m'r ls are thoroughly
trained in Service Intelligence carcer ficlds and t S

rt

hat promotion.quotas
are provided to the carcer trained o:’z’iccr.-. to fill the important posi-
tions., Current p*ac:xce f placing untrained officers in these positions

. should be stopped.

2. OSD should establish a pane
evaluzation of the Intcllizence ca

and recomrnend minimem standsa
-officers are available to fill join

- 3. Navy and Air Force Int d:"'e"c\, ofiic
vy

share of Senior Scervice Scheol selection end

positions should reguire tis schooling, {:

o
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Y'roblem - The Services poneretly do not e wdit o a0 {n
as

sign thetv anore ejonted officers to defenan ey ren osuch ad DIALS

Discussion '
Anzlysis b' the Defense Inteliigence Panel siaff ohnws that promolicn
and scleciion for schooling are generally lower in 215 than in the
Scervices as a whole. A similar anzlysis periormed by & subcommittee
of the House Armed Scrvices Committes a few years ago revealed the
same problem then within DCA.

In the case of comrnunicators a solution has been to show young oificers
a visible route to flag rank within their specialty and to adopt a
Y'positive action" pxov*ram to upgrade their technical skills

On thc other hand, turbulence and an atternpt to over- d1vcv'<.:y some
officers may have been counter-productive.
;

Co"xclu ions

1. The ASD/MZRA should exarnine what peneliies and incentives can
be imposed on the Services to insure at least pro- rata assi ignment of
good officers to joint duty, (No flag rank vithout a "'purple suit" tour?)

Zz. The Scrvices should consider a policy of carcers with a "mejor'
i

combat specialty and a well identified "minor' in which an officer
becomes proficient: cornmuniczt i
ADP, the Mid East, etc, The "minor»" shoul

short of flag rank,
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Cormpartmantalization v, Jlead i WNeeln

. : Coegy b4 Ta? -” »
Problem - I'he "green dosr' will ¢ reate some very oritical C* probliern
in the next few years, Opceralors don't knoe how to sk the sight quesn-
{ions., Aubtomatic sy h s are prociuded froim dircet interoction,

I

Optlions require real-titne taslhing of intellizence aooels,

i | g ¢
Discussion .
The current system of compartmentalization placcs an cmphasis on
protection of sources that may not be warranted, especially ina cr risis,

Sources must be protected, and the problems of multi-level security
in ADP/telecom systems means that separate channels may be neces-
sary. Butlimited releases, slow distribution, ''spoon feeding" oi
users, all delay command center operations. Intelligsence should be
produced for use in decision-making, not remote historical records.

.
- . .

Conclusions e

1. Natmnal policy ~n safeguards at the opﬂratlons interface should be
re-examined cn a systcm—by—.,y_.zsm basis,

2. Use_rs,fanc’l the CINCs in particular, should have a voice in task-
ing the intelligence assets,

3. Data should be ?istributed to them in real tirne.
4., R&D'in ADP/telecorimunications multi-level scuurity should ve
vigorously supported.
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Dr., Albert C. Hall
Assistant Sccretary of Defensc .
(Intelligence) '
Washington, D. C. 20301

Dear Al: ‘

My purposa in writing this letter is to set forth some views
regarding our Intelligence Panel discussions thus far in the hope that
they will be of use in our further considerations.

I think it is possible to enunciate some general propositions of
fundamental nature regarding intelligence. We are 2ll concerned
regarding production and distribution »f intelligence which is not of use
in arriving at decisions, hence is an impediment in that it imposes delay
and diversion of attention. These gensral propnsitions are useful in my
view in ideatifying most needed intelligence, among other things, aand,
consequently, in prioritizing intelhigence collection and distribution. I
have in mind time sensitive intelligence, hnwever, the views are also
pertinent in counsidering the issues circulated in your letter of
8§ November.

.

-

The quality and utility of intelligence is very dependent on the
attitudes and outlook of the Commander being served, and how he uses
intelligence in his day-to-day conduct of affairs. The functioning of
the intelligence organization depends upnan achieving a close association and
intimate relationship between the intelligence structure and those

- dependent upon intelligence in exercising cominand and management
at 21l levels in order to perform their tasks efficiently. hen this
relationship exists, the exchange of informatinn that nelps identify
intelligence needs on the one hand and its availability on the ntner
substantially improves the perforimance both of " ,gcrators" and those
charged with providing intelligence. Wit ange, the intelli-
anlz

gence officer and his org atinnal support find it quite difficult to
=cied intelligence

ithout this ex

target resources to greatest advantage an

~
.'J
{'\

Those charged with management of our day :
inilita.ry swmﬁc«nce are ccncern:,d with a continuous assessment of
h

-
<
¢’
2]
[y

]
o’
s
(o]
[
(¢l
9)
=)
(2]
]
9
.
oot
o]
(e
U
—
o,
-t
3

A
(4}
<
]
o
re
©n
!'.Z
n
"
4]
p—-
)
or
(4
~r
2
er
.Z
oy
o}
”
(]
Q
o)
o
n
P
s
~
%

-



teloriantios.

.
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fou LI asnansinent st Hho Laosiod

Soodioe conceran of Minanngonme Attt o UConnar !, et alho of the
osathie unes that nachat oo nede o F Ere dnefecrroantie,sy eelies cipye Tl e gt
prOsLitels UL Liletl .].t\,A-li. (27 rade GUins 1eicrraaiign wain [ RPN L GAN

Luch decistons as colleckion tashing, p; 1ortives O coverate and treatmaonl

(fuiv, cssessed or relatively raw) of noee :ded informmaiion cre depondant
voon fully underataading the customar needs.  Inihis regerd, o guidoline
question is, "What is the sz acter of change teling place and weoat do |
thesea c‘nangcs uartead? .

d‘SCuEn C"l nges ia normal pat!:erns of operatxona b,
forces that portznd hzightened danger, in order to in

~

operational responses, including auvgmantalioa of surveillanceryiviisnad—

_1e.-.-e:{—;~.~g::sg—-..—9-;] r’era—o iscn—capable- of-collact

-v":a’-l-)-—:efrm- -.....}'-I-'::‘.:‘.:'.L.C‘.;"—,-—Q-Qs_e..\ ey ..-;Lec’es—-ﬂrv‘l'-‘uv'c'c—,'nt"-‘:hat-'isé-of—
-great-vetas . The uses to be made of this intelligzenc
- include a variety of operational rn.s;mnsns that are in general quitz deiina’

and include forco positioning, zlert ard warning and cover, deception and

jzmming, in exarcising 2 degrse of coatrol of the elecironic enviroamasant
in order that a commsander can avoid disaster in 2 surprise situation and
transition to active combat in good conditlon.

Thus the s2cond rhetorical questica, "What are the targets?”
Analyiical efforts continuously conductzd by force commanders 2lso
uaderlie derivation of targets, assignmaent of target prisoritics and
determinztion of characier and scale of strike effort requived zi the .-
outset of an outbreak of ¥ ' 3
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vability is depandent upo
Oov:.ou:;l,, commanders mlat think t g
they may face. ~They cannot respond to best
under pressure of evenis.

function is not cormplate with the

gence
it must be viewed a5 beinyg interac
conditions of readiness and char
frora higher authority and specifi

able %o the commander, including deception, j¢
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applications; all of which must he correlited, pro-enned ped cinnlayed
for corominnd decision. “The ndeguacy o0 inictlivence with preopoot to
covarage, content and tiveliness car ouly b vinaed o the Light of the

use that is to be meade of it,

Sccondly, as esscntial tn wise action =s axg!cq:x::t-': intelligence is,
it must nonetheless ramain suppartive, Organizationsl arreanpernents
that tend to undermine the autharity of commeanders of forces by isolating
the intelligence community or by erecting administrative barricrs tnat
set intelligence officers apart fromn others involved in providing staff .
support are disadvantageous. It is essential that the integrity of cormmand
be preserved. In this regard assessments of the adequacy of intelligence
functioning is a2 command function, although not necessarily exclusively so

&

Finé.lly, speéial security restrictions must be most carefully
considered in the light of customer needs since they often inhibit a
commander's ability to discharge his responsibilities. :

-- Quite specifically, the commanders of our forces a2t sez 2nd in
the field and their Soviet counterparts are each constrazined, as they go abe
their normal duties, by the presence and aci:vity of the onther., Considera-
tion of how one would respond to the initiatives of the other is 2 never-
ending discharge of command responsidility. Tentative plavmnﬁ occurs
daily, some of which is formalized on paper and exercised in training
operations, some for a variety of reasons is not exercised, and some
exists as exchanges of views and verbal expressions of intentions.

We all know how difficult it is to assess corrcctly in the middle
of 2 night under the pressures of a quickly developing situation. If we
have not thought through in advance what we might face, and how we
might react, and if we do not surveil in ways that enable us to be aler
in time, then our prospectis for success are dim, indeed. Cur responses
to ancther's initiatives may be "from the hip' as measured by timeliness,
but it must not be that at all by every other measure.

- Combat managemeat has its sriginsg in comparative znalyses
conducted in the cool light of day, and ity currency in assessing the
nature of charges taking place as revealed through surveiilance contin-

uously conducted. Our responses vary from increasing watchfulaes
at one end of the scale to actual encounters with weapons at tha othe




I belicve that manascmcoent of our political ¢ iy i pact.
dmilarly dependeat apon intelligonce, cnd theet tha chinrieteyr of
utclhgence provided and ils tirmeliness - - ity ther s aras, L Guizlity
of ialclligence support -- can best be Gulermind by dehentificatinn of

L
potitical "optious' that are thought usciul in vesponse nodeveloping
t

The SecDef's respousibility relative to military iatelligsence can
be broadly summavized as twofold:

a. Assurance that comrmezaders of forces are adequately
supported by a functioning intelligence organization in order that they
can discharge the responsibilities assigned them to grcatest advantage,
and

) b. Function as required by law to greatest advanta
the agent of the President exercising control of military forces,
the provision of advice in connection therewith.

Ve are familiar with developments associated with the creation
and subsequent fuactioning of the DIA. Certain difficulties may have
arisen because the interrelationship and inte rdependence of the coramander
and his intelligence supporting structure may not have Leen fully appreciats
My own experience as a commeandz r of deployed forces, including the
coraplaints relative to the DIA expressed by others sirailarly situated,
have centered on the institutional irability ot the Agency to provide other
than intelligence for background and data base purpnscs. Yet, quite
obviously, unnecessary duplicatian must be avoided in the overall interest,
and the DIA can be effective in that regard. High cost Ynatignal® level
sensor systems have unique collection capabilities of great significance

to tactical commanders. Some of these systems could have been even
more productive tactically had specific tactical needs becn knawn when

in design. DIA can be eifective in this area. While the quality of
intelligence support rendered commanders of forces mity be best judged

in some respects by the approprizle commanders, as nnted carlier, in
other respects it rnust be judged by iatellicence comi: i

) imuity avthority
itself, particularly with resard to the compatence of intelligence prreonnel
as professionals, and with respect ta the functicning of the overall comumu-~
‘nity in its many interrelatiouships. It would zeem that the DIA is the
agency bo continually assess this aspect of intelligence funclioning in
order that the ASD{J) can assure the SecDef in this vital aspect of military

siorce effectivencss.



Thus, the proper fucchioning of

SzeDel should include advising recarain s e cdec vey di ol vennocts

cof intelligence support rendered the milivoy serevicos and iliiory
i . . - . M -
Yforces., It docs not necensarily foiluw ot ihe DS rhonld Le b :

primary agent in assisting the Sccb)i in dische z‘f:?v';; trasly
because of the nocessity te preserve the responai
acconntability -- of command, Nowvertholess, if '.!".-;- (J-nc fa r)f the
military services mtcll.gc-ncv organizations were also assigned as
Deputy Directors of the DIA, 2 mechanisin would exist far dealin
advantageously with the many interiaces between foreces, scrvices a
the DIA. JIn particular, since the Scrvice Chiefs of I'ltr_lh"(-ncc are in
gencral expert in their knowledge of detziled intelligence needs of
sexrvice forces, a mechanism would exist for improving the functioning
of the DIA and the entire intelligence commumt)- in supporting forces

in the field and 2t sea. A mechanism would exist that would improve

DIA capabilities in providing advice to ASD{I) regarding prioritics in
connection with management decisions aifecting the intelligence community

To summarize, we are dealiag with constant change, includivg
ch...nces in our own responses to anticipated events, Trends in technology
will increase our vulnerabilities and decrease the time availzble to
structure responses. Intelligence can keep us a2ppraised of current
developments and what they portend, and suggest to us the character - -
and ulility of many of the responses that developments might demand,
Definition of thesc "options" by management and by commanders of forces
in advance of necessities to respond enable the intelligence agencies to
perform more efficiently. Force effectiveness in combat and as 2
deterrant to-an cutbreak of combat is esp:cially dependent upon maximiz-
ing the unique contributions that intellizence can make. When fnrces are
reduced because of fund limitations, iutellizence assumes an even more

critical role. By thinking through in advance the specific respouses we

“may wish to make, based largely orn our study of iutelligence, we provide
definitive guidance regarding in*elli:,_ ce collection and prioritization,
and a2t the same time enable ourselves to handle more ad ¢

L the "surprise', or unforeseen, situxat io nz that ncca
all these matters the carefully nurtered flow of in;’o rimatlion betweoan
management and the intelligence cormmunity greatls
tiveness of both, and this l.,s z

"success that constant attention must he given to aszuri
tion. Although this discussion centers mzainly on military
‘exploitation, the basic ideas and principles are applica

-

state of afi2irs is so fundamental in
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led me to belicve that the Unificd Dc:o se Attache system shaould bz

and politico/militisry arvees. And, Grally, whartegeinse in intellinence
3

likely &lso reflect weakinesses in the exizting relationuhin, oronnieatinnalie
: : s

or otherwise, botwaeen menagement and the intellicanee Cormnunily,
1 have also reviewed the "Issuc Poapor' circolated by your letter
of Novernber 8th, and offer the following comments: .

-

a. Product utility. Concur in service view. I daubt that
DIA could or should atternpt to tzilor products to service needs in ma any
cases when very detailed specifics are required, as for cguipment design.
This issue rnust be looked at on a case-by-case basis. It does not follow
that duplication nead result. .

b. S&T intelligence. The above commeuts are germane,
Rigid attitudes by DIA and the services must be avoided. If the DIA
product is not satisfactory, why continue that specific endeavor? Vould
augmentation by the services make it acceptzable? In many cases analysis
is by contract to industry.  ""Raw" datz is often quite significant to
producers of equipment. Arrangements should permit such access when
there is 2 need. The "enemy' in this c2se is too much presccupation
with organizational responsibilities znd too little improvisation to procduce
results. Proper exercise of management involves searchiug cut problem
areas, surfacing them for higher leval resolution.

-

.

c. Resources managernent. No commeat.

d. DIA 2s J-2.. This arrangement is not geod., The DIA and
the service intelligeace organizations should provide suppsort to an
independent J-2, with DIA being responsible for effecting the

necessary
coordination. I see no reason why J-2 nced have 2 large staff, nor why

many routine intelligence staff functions should not be performed by tn-=
DIA for the J-2.

- - e. Collection manacement, Concur with scrvice viaw., Aeain

a more resilient attitude by DIA regarding its resg-:»nc,:bil;tio::s in Zollect
management should permit the objcctive baing met without irnbositisn of
so much "management'’,

f. Attache systom. My considerable expoerience it

attaches as Coimnmander, Sixth Fleet or two years (Auzust 1948- Aucust 1

rescinded. It creates more problems than it solves.




