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[ 1had, this is the best we can do.
I propose to send this letter with your
‘approval,
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UNITED STATES INTELLIGENCE BOARD
SECURITY COMMITTEE

19 June 1975

NOTE FOR: Acting Deputy to the DCI for the Intelligence Community.

SUBJECT : The Murphy Commission.

1, Attached for your signature is a letter to Francis Wilcox
of the Murphy Commission following up | | informal
call to him.

2. The letter suggests only one change to accommodate the
concern of the DCI. We suggest substituting the word *technical®
for the word "overhead' in the section called Program for Overhead
Reconnaissance {page 7-8). This change is consistent with the advice
offered the Commission last April when we reviewed other sections
of the report.

Chairman

Att,
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THE DIRECTOR OF CENTRAL INTELLIGENCE

WASHINGTON, D. C. 20505

Office of the Director

19 June 1975

Mr. Francis O, Wilcox
Executive Director
Commission on the Organization of ' /
the Government For the Conduct of /
Foreign Policy
2025 M Street, N, W,
Washington, D,C, 20506

Dear Fran: : '
In response to your request a security regiew of Chapter 7

of "The Organization of Intelligence'* has beer/ conducted and only
one change is suggested..

It is felt advisable to substitute the tdrm "technical® for
the word "overhead! in both the title and ext of the section
captioned Program for Overhead Reconnhissance (page 8).

There will be little change in me ning for the average reader
and the substitution will assist an elefnent of the Community which
continues to strive for secrecy. No/other security changes are
proposed. I appreciate the opportuyhity for the security review
and trust that the proposed change/is acceptable.

éfcti'ng Deputy to the DCIL
fof The Intelligence Community

/

o/
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APPrOERERED STATES INLELLICRNOE B ns.

SECURITY COMMITTEE

18 June 1975

NOTE FOR ACTING DEPUTY TO THE DCI FOR THE INTELLIGE NCE
COMMUNITY

SUBJECT: Murphy Commission Report

l. In accordance with your request I have reviewed Chapter 7
of "The Organization of Intelligence', dated 16 June 1975, for
security problems,

2. The section headed Program for Overhead Reconnais sance

(page 8) does not technically violate existing security regulations,

although it may stimulate some uneasiness within | |
organization.

3. I don't see where Chapter 7 poses any security problems,

Chairman
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- 17 June 1975

STAT NOTE FOR: [ 1]

The attached is for your comment by COB,
Wednesday, 18 June 1975.

STAT

<7 AD/DCI/IC

e

Attachment: Note for Director (copy) and
draft Murphy Commission Report

ACTION
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17 June 1975

NOTE FOR THE DIRECTOR

SUBJECT: Murphy Commission Report

1. Attached is the "almost-final" draft of the Murphy Commission

Report. The Commission will me et on Thursday and Friday,

June 19 and 20, to resolve a few issues and to approve the report for
printing. The only outstanding issues of which we are aware are:
(2) who should chair the NSCIC, a producer or a consumer; and

(b} should USIA remain independent or be absorbed by State.

2. The Commission staff has asked that we "informally'' review

this draft for both substance and security. I have given a copy to 1
[__1of the USIB Security Committee for the security review. If
we do have any problems, we need to pass them along to gl”éegigornmission
by COB on Wednesday, June 18. The recommendations /on page 7-4.

3. In addition to this draft which the Commission has given us,
we also have access to a portion of another chapter which discusses

control of communications facilities. The Commission does not know

we have this, but Congressman Broomfield wanted you to be aware of
the recommendation. He says that he is all alone in opposing this
issue. We cannot comment on it, but you should be forewarned.
These issues devolve on the larger question of sources and methods
responsibilities of the DCI. I see little percentage of battling yet
on this managerial option.

AD/DCI/IC

Attachment: As stated o
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June 16, 1975
- CHAPTER 7

THE ORGANIZATION OF INTELLIGENCE

A. The Nature of the Problem.

The mainténance of intelligence capabilities of
the highest competence is essential to the effectiVe-
condﬁct of U.S. foreign policy. The world which
American foreign policy seeks to affect is diverse,
complex and rapidly changing. 1In such a world policy
must be based on detaiied understanding of many issues;
military and economic, political and'scientific,r
fofeign and domestic. That understanding requires the
collection and analysis of enormous quantities of
information. Much of it is publicly available, appear-
ing in reports of govefnment agencies and of private
businesses, the reporting of the press, or publications
of scholars. But some of the most critical information --
especially though not solely, information conce;ning
the military activities and capacities of potential
antagonists -- is not openly available.

The responsibility for gaﬁﬁering, evaluating and
reporting such information, and for assessing its
Isignificance in combination with data openly available,

is the primary mission of the U.S. intelligence community.
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The Commission believes that mission will remain
crucial to U.S. security, and to international sta-
bility and peace for the foreseeable future. It
also believes, however, that, to assure the more
\j
effective performance of that mission, a number of
organizational changes should be made in the manage-

ment composition and operation of the intelligence

cormmunity.

Standards of Performance. Intelligehce in a democracy

must meet three @ain tests. First, it must respond
to the evolvinélneeds of national security decision-
makers: 1its estimates and analyses must address the
questions of real concern, and do so at high levels
of competence and intégrity. The second test is
economy. Intelligence is a .necessity, and some forms
of intelligence gathering are extraordinarily expensive.
Where unavoidable such costs must be borne; whére un-
~necessary they must be avoided. Thirdly, the U.S.
intelligence community must operate in such a manner
as to command public confidence.

It is against principélly,the first twqﬁof these
standards that we have reviewed current performance

and préjected future needs, leaving the third largely
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to the several Executive and Congréssional bodies
now focused especially on that problen. - But we be-
lieve that our recommendations will be helpful in
‘improving performance against that third crucial
standard as well. ;
We/gelieve that with respect to both the respon-
siveness of intelligence to the needs of policy, and
the principle of reasonable economy of effort, current-
performance of the intelligence community can be
improved. The difficulties in ach1ev1ng improvement
are con51derable, however, because they are rooted in
the very nature of the intelligence community. The
key characteristic of that community is that it is
méde up of a large number of séparate entities which
embody differing histories, distinct missions, and
sepafate lines of command. It is both necessary and
useful that the community bé composed of many elementé,
but that characteristic makes central direction and
oversight difficult. Among the results,iwe believe,
have béen some excesses in the collection of informa-
tion and gaps in its analysis; the occasional develop-
ment of céstly systems not becguse requirements demanded
them but because techgology permitted them; as well as

occasional failures to observe those standards of conduct
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' 5 wﬁicﬁ”should distinguish the behavior of agencies of
the U.S. government.

Theee findings are broadly consistent with those
of many prior studies, and considerable progress in
remedying the problems has been made. We believe that
more is Fossible, however. 1In particular we believe
that firmer direction and oversight of the intelligence
community are essential. That is the main thrust of
our recommendations. We detail them below, folleﬁing
a brief description of the intelligence community as

now constituted..

B. The Intelligence Community.

The various major agencies of the intelligence
community are shown on the following page.

Central TIntelligence Agency. Established in 1947, the

CIA was mandated principally to correlate and evaluate
foreign intelligence relating to the national security:
to recommend to the NSC methods for the coordination
of intelligence; and to perform fer existing intelli-
gence agencles services of common eoncern which the
NSC determined could be more efficiently accomplished
centrally. The agenc? was alse autﬁorizedA”to perform

such other functions and duties as the NSC may from

time to time direct," language which has been interpreted
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to grant authority for cbvert action not limited to
the acquisitién of information. The agency was
'$pecificallyvdeﬁied any "police, subpoena, law
enforcement powers, or internal security functions."

To accommodate the secrecy of its work, CTA has
authority to expend fgnds solely on the certification
of its Director, to negotiate purchases without
publicly soliciting bids, to transfer fundsvand people
between government agencies. It is also exempt from
the laws requiring disclosure of its ofganization,
functions, and budgets, and the ideﬁtity of its em-
ployees.

—\\

CIA is headed by a Director and Deputy Director,
both éppointed by the President and confirmed by the
Senate. One or tﬁe other has always been drawn from
‘military iife. The4Direétof'of Central Intelligence
(DCI) has two quite separate funcfions. He is respon-
sibie for all activities of the CIA, but is also the
principal intelligencé adviser to the President and
NSC, and thereby responsible for coordinating the
activities of the entire.intelligence community. As
suggested below, the latter responsibility has never

been fully carried out.

Bureau of Intelligence and Research (INR). This bureau

of the State Department is devoted to the assessment
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5 rath;r than the-collection of intelligence. Much the
smallest of the major intelligence agenéies, it serves
principally the needs of policymakers in the State
Department, but also contributes to common analytic
products of the intelligence community and spedifies
State's intelligence requirements. INR manages the
State Department's programs for external_reéearch and
provides departmental‘policy guidance for intelligence

operations conducted by other égencies.

Defense Intelligence Agency. DIA provides intelli-

gence support té'the Joint Chiefs of Staff and the
Secretary of Defense. It prepares its own intelligence
assessments and coorainates Debartment of Defense

(DOD) input to the production of national intelligence.
It 3dlso manages the Defense Attache system and wvarious
other sp°c1al 1ntelllgence programs; Though responsi—
ble for 1nduc1ng econcmy and eff1c1ency in the manage—
ment of all DOD intelligence resources and for issuing
defense intelligence requirements, DIA cannot control
those resources, which remain under the authority of
the Secretary of Defngse and the direction of the

individual armed services.

-National Security Agency. NSA, largest of the intelli-

gence agencies in personnel despite considerable
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contraction in-recent years, is a semi~-autonomous
cryptologic agency of the Defense Depar£ment resPon—
sible principally for monitoring foreign communica-
tions énd other signals for analysis by other agencies.
NSA is also responsible for protecting the security.
of U.S. communications.

Each of the armed services maintains its own
éryptologic agency, however, which both ménages
facilities on behalf of NSA and meetsvthe}special

requirements of its own service.

/.QC(Q(A;CQ( - : .
Program for &&&=hmgd Reconnaissance: H—semi—

. p————————
—auteremous—offiTte—within &he Defense Department, —visis

operates overheed reconnaissance programs for the
entire inteiligehéé community. The program is given
genefai'direction Ey the_DCi and the Assistant
Secreﬁary of Défense for.Intelligence, and responds
to specific requirements determined by.a committee

of the U.S. Intelligenée Board (USIB).

Army, Navy and Air Force Intelligence: Each of the
armed services maintains sizable intelligence organi-
zations. All participate in the production of

national intelligence and have, responsibilities to

meet the tactical intelligence requirements of field
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commanders, to protect the security of armed services
installations and personnel, and to gather technical
intelligence on the weaponry of their counterpart

services in other countries.

Other Agencies: The intelligence units of the FBI,

Treasury Department, and Energy Research and Develop-
mént Administration are also formally part of the
intelligence community, contributing specialized
foreign intelligence on mattefs within their juris-

dictions.

Direction of the Community. Two committees of the

"~ the Intelligence Cén}r'rii;tt_éé' (NSCIC) intended
to provide a-forqmnin which policfmakers”4
consumers of intelligence - can inform-
collectors and analysts of their interesﬁs

“and requirements.* The NSCIC has two sub-

committees: a Working Group, headed by the

* Members: Assistant to President for National
: Security Affairs (Chairman)
Director of Central Intelligence
{(Vice~Chairman)
Deputy Secretary of State
Deputy Secretary of Defense
Chairman, JCS

Approved For Raftase 260310212 YCIR RDEB6R00260R00060003002921Y
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DCI's Deputy Director for the Intelligence
Community,land the-Economic Intelligencé
Subcommittee, chaired by the Assistant
Secretary of the Treasury for International
Affairs. ?
-- the 40 Committee,-which mus£ épprove covert

actions and other high risk operations.**

In addition there exists a U.S. Intelligence
Board (USIB), composed of_all major U.S. agencies with
intelligence responsibilities, and the-Intelligehce
Resources Adviso;y Committee (IRAC) on which both the
intelligence community and the Office of Management
and Eudget are represented. Both are chaired by the
‘DCI. USIB s respon51b111tles are prlnc:pally to
'adv1se the DCI on the establlshment OL 1ntelllgence"
requirements and priorities, the productlon of national
~intelIT§ence estimate;, and the protection of intelli-
gence sources and methods: IRAC is intended to advise
the DCi on the allocation of resources throughout the

community.

** Members: Assistant to President for National
Security Affairs (Chairman)

Under Secretary State for Political Affairs

Deputy Secretary of Defense

Chairman, JCS

Director of Central Intelllgence
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Finally, at the Presidential lével, there exists
a President's Foreign Intglligence Advisory Boara
(PFIAB). Members of PFIAB are private citizens
appointed by the President, served by a 2-man staff
whose head is also appointed by the President.' PFIAB's
principal responsibilities are to "advise the .
President concerning the objectives, condﬁct, manage-—
ment and coordination of the various activities making
up the overall national intelligence effort;" and to
consider and make recommendatiohs concerning matters
brought to its attentioh by the iﬁtelligence community.

It can request staff assistance and special studies

fron intelligence agencies to augment its own efforts.

C. Toward More Effective Oversight and Leadcrsnlp
T Noheréf thé‘three~majo£'purposés thlS-COmmléSlon.
seeks to advance can be met withoht efféctiVe commdnitf-i
wide legdership of U.S. intelligence.  Neither re-
sponsiveness to the needs of decision-making nor

economy of operation nor adherence to standards of
conduct can be insured unless the inteliigence com-~
munity as a whole is subject to adequate supervision,

and made accountable for its activities. Achieving

that enhd has proven extraordinarily difficult. Many

commissions and many presidents have sought improvements,
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7_and steady evolution in the right direction has re-
sulted. But we believe that additional steps are now

necessary.

Sources of the Problem. The difficulty of the problem

arises from several causes. We have already referred
to one: the community consists of many agencies,.with
differing objectives, traditions, and lines of command.
Another is suggestednby the sketch of the community
offered above: the great bulk of its budget and. man-
.pOWEI falls w1th1n the Department of Defense. Yet

the Secretary of'Defense clearly cannot and shoula not
alsc serve as the nation's chief intelligence officer;
A fhird arises out of the prohise of technology. Where
rapid developments in technology promise new capabili-
*;ties;.it is-a common'teﬁaéncy-for orqaniiations”to"’
acguire those technolog es w¢thout examlnlng closely
whether the capabllltles are really necessary. That
has been true of the intelligence community. )

Prior efforts to deal with this situation have
taken several forms. Presidents have used advisory
boards reporting to them (PFIAB and its predecessors)v
to help moﬁitor the community.’ Committees of the NSC
(NSCICJ 40 Committee) and of principals of the intélli—

gence agencies (USIB and IRAC) "have been charged with
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some aspects of coordination. We believe both aeviées
are appropriate, and makelfecommendations for their'
extension belowt Since the creation of CIA in 1947,
however, the central figure in fhe direction of thé
intelligence community has been the Director o% CentrélA
Intelligence. 1In addition to his reséonsibilitieé for
CIa, the DCI has béen charged with the oversight and
leadership of the ent&re intelligence community.

From the beginning this arréngement has worked
only partially. Haviﬁg'line authority’o?er their owh
agency, but only"limited influence over other intelli-
gence units, DCIs have tended, especially in the early
'yeérs, Lo devote themselves almost entirely to CIA
affairs. On the authority of directives issued in
"?;971;'DCIS'héée”diVen”éonsidérébly ﬁOré”éttéﬁ£§éﬁ‘£o'.fﬁ:
'thelr communlty wide respon51b111tleq, and created an-
Intelllgen;g Community (IC) Staff to a351st them 1n
that effort. But the Commission belleves that an

additional step is now necessary.

The Crucial Role of the President. It is neither

possible nor desirable to give the DCI line authority
over that very large fraction of the intelligence
community which lies outside the CIA. If he is to

effectively supervise the whole community, however,
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there is only one substitute for such authorlty and
that is a close relationship with the one offlc1al
who does ultimately command each of the separate
strands of that community: the.President. We think
it essential, therefore, that to meet his community-
wide responsibilities the DCI.become arstaff offiéef
with direct access to fhe President. We recommend,
that )

the DCI should have an office in close

proximity to the White House and be accorded

regular and immediate contact with the

President.

In additien, the DCI would retain responsibility for
the CIA, spending whatever time at CIA headquerters
" may beAﬁecéeséfyf”'Bﬁt he'ﬁéﬁld delegaﬁe'mucﬁ’éfethe';”
?_authorlty for dlrectlon of that agency to his deputy.
In stre551ng his Stde relatlonshlp to the Presldent,
we do not mean to diminish the DCIl's reSponsibilities
to the‘Congress. He would continue to be confirmed

by the Senate and to be available to testify and other-—
wise to confer with the appropriate committees of the
Congress.

We believe, moreover, that, to make clear the

solely foreign responsibilities of the Central Intelli-

gence Agency and of its Director,
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the CIA should be retitled the Foreign

Intelligence Agency (FIA), and its

Director the Director of Foreign Intelli-

gence (DFI).

L]

We believe thét certain modest extensions of the QCI‘S
current responsibilities for community-wide planning

and budgeting are élso appropriate, and make specific
récommendations to these ends in the pages below.

| It isvobviously useful for persons appointed to

the DFI rank to have had some prior.exbériehcé in
intelligence maﬁﬁers. But the crucial cha;acferistics
for this positidn will be broad understanding of

foreign and national security affairs, managerial

skill, sensitivity to the constraints within which an
”"Améfftaﬁ:inféliigencé Eérﬁiceﬂﬁﬁétzapéfatéf-fﬁaébén— e
dence and 5igh integri£y. "The_DFI Should normally
'theréfdfé-be.a‘péféoﬁ of étatﬁré ffom.ddiéide tﬁe'
intelligence career service, élthough promotion from
within should not be barred. And the DFI must be some-
one in whose judgment the President has great confidence.
Without Presidential backing the DFi's community-wide

role will not materialize.

A Strengthened PFIAB. In view of the special importance

and sensitivity of intelligence, the Commission believes
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the President should have sources of advice indepenf
dent of the DFI. The PFIAB should becoﬁe the princi-
pal such source. In the past, PFIAB has played an
important role in the development of technicel collec-
tion systems, in conducting usefu1>analyses of*apparent
intelligence failures, and in directing attention' to |
new issues for intelligence concern. Bht we believe
the Board should play a larger role -- the steady,
external and independent review‘of the perfqrmanee of
the foreign intelligence community as a whole. Both
the cbjectives and the methods of U;S.'intelligence
in a rapidly changing world require such review from
ouﬁside the community, and that a strengthened and
well-utilized PFIAB would be best situated to perform
F;;:L We)recommend therefore, that |

-

. each Jncomlnq Pre51dent make such changes

in PFIAB S membershlp as may be requlred

to give him high personal confidence in

~that body's values and judgment; that

he make himself directly available to the

Chairman of PFIAB upon'the latter's request;

and that

the PFIAB staff should be increased in size,

and drawn in part from sources outside the

intelligence community.
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‘. Covert Action: " A Special Problem. To this point we

 have addressed only the'intelligence>activities of

the intelligence community. But in addition to those
endeavors, the community - specificaily CIA - has also
been responsible for another activity which poses
special problems of oversight and control. This is
covert action, activity abroad intended not to:gather
information but to iﬁfluence events, an activity migd-
way between diplomacy and war. It has taken many
forms, from the financial support of friendly publica-
tions to the mounting of significant paramilitary |
efforfs. |

The Commission has'consideredehether covert
action shouid any longer be authorized at all. It
_recognlzes that _there are many rlSkS and dangers-
a33001ated w1th.covert actlon ) Partly for these reesoesv
;the use of.covert actlon in fecent years has Warﬁedly
declined.

But we must live in the world we find, not the
world we might wish. Our adversaries deny themselves
no forms of action which might advance their 1n+erests
:or undercut ours, as qulte recent as well as past
events demonstrate. In many parts of the world a
" prohibition on our use of covert action would put the

U.S5. and those who rely on it at a dangerous disadvantage.
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1?_we conclude, therefore, that

covert action cannot be abandoned, but that

it should be employed only where clearly

essential to vital U.S. purposes and then

only after a careful process of high level

review.

The current process for approval of covert.actien
involves the submission of proposals to the 40 Com-
mlttee. The Commlttee approves or dlsapproves, and
its chairman, the Assistant to the President for
National Securirf Affairs, issues appropriate instruc-
tions. 1In recent years, however as authorizations
have decreased in number, the procedures of the
Commlttee have. become qulte 1nformal Partly as a
result of the burden of.its chalrman s other respon51;w
bllltles, it has rarely meth. Proposals have usually
beon carrled from department to department, and commlttee
members have given their views to the chairman by phone.

Key officials outside the Committee have some-
times not been consulted; occasionally -- by Presidential
order -- even the Committee iteelf has been bypassed.
Once approved, actions have rarely been evaiuated.

We believe present practiees are inadeguate. The

sensitivity and risks of covert action require broader
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review and genuine consultation. The Committee there-

fore proposes that:

. Covert action should not be authorized by

the 40 Committee except after collegial

consideration of its risks and benefits *by

all available Committee members, and that

. Besides granting initial approvals for

covert and high-risk actions, the 40

Committee should regularly review the

~utility and'appropriateness of such

activities still being pursued.

In additioo to requiring careful review within
the executi?e branch, the Commission believes that
covert action must be known to the Congress We
T‘belleve that a J01ot Commlttee of the Congress
on Inte]llgence would be.the aporoprlate body to re—'
celve such 1nLormatlon We also belleve that.tne .
c;lrent requirement of law that the President pers sonally
certify to the Congress the necessity for all covert
actions is harmful in associating the head of State
so formally with such activities. We propose therefore,

that

PL 83-559 be amended to require reporting

of covert actions to the proposed Joint
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Committee on National Security, and to

omit any requirement for the personal

certification of the President as to their

necessity.

. o
D. Toward Responsiveness: Improving the Relevance -

and Quality of Intelligence.

Relevance. Intelligence is not an end in itself; to-
be useful it must asslst policymakers meet their re-
sponsibilities for the national'securlty. To do that,
intelligence must provide answers to the'questions
central to the formulation of policy. The intelligence
community cannot identify those questions alone; only
policymakers can do so.

The solution in theory is easy. Pollcymakers at
Jall 31gn1flcant levels must regularly 1nform appro—
:prlate elements. in the 1ntelllgence communlty of trends
'1n the evolutlon of pollcy Wthh may set new 1ntelll~'ii
gence requlrements. They must make clear what questions
they need answered -- and with what timing and in what
degree of detail. And they must provide pointed evalua-
tiqns of current intelligence products. But practice
is harder. Policymakers are few and overburdened.

BEven when dissatisfied with intelligence, they are

rarely willing or able to devote substantial time to
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determining the causes éf inadequacy, and correcting
them. The result is that the work of the intelli-
'éence community\becomes largely responsive to its
own perceptions of what is important, and more
irrelevant information is collected, sometimés'drowning
out the important. |
As a result of attention to this problem in
recent years, the Nafional Security Council Intelli~
gence Committee (NSCIC) was established to provide
guidance Oon consumer needs and intelligence require-
ments, USIB was broadened by inclusion of a repre-
sentative of the Treasury Department, the.DCI was
assigned a stronger mandate to establish requirements
and to develop comprehensive community-wide plans,
and the Intelllgence Communlty Staff .was - establlshed
lto a551st the DCI espec1ally in as sessing communlty
<perform§nce aqd(;numonltorlng consumer interests. . --
Building on these feforms, the DCT theh in-
augurhted several additional innovations. His IC
staff began developing five-year community-wide plans,
and formulating ”Key Intelllgence Questions" to
.reflect the concerns of principal 1ntelllgence con—
sumers. The DCI also replaced the old Board of

National Estimates with individual National Intelligence
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Officers (NIOs) responsible for responding to consumer

requests and for personally supervising the production

~

of National Intelligence Estimates.

Most‘of these new steps are proving useful, but
the major refbrm on which they all largely depénd,
the NSCIC, has failed to function. We believe it'isA
importaﬁt to correct this situation. 1In his capacity
as assistant to the P?esideht for foreign intelligenge,
the DFI should have both the authorlty and the 1n-
centive to utilize the NSCIC effectwvely. We there-~
fore propose that |

the DFI be made Chairman of the NSCIC,

utilizing it as the principal forum for

the resolution, short of the President,

\._of the dlfferlnq perspectlves of 1ntelll-

gence consumers and producers The

"PreSidéhﬁ'é'Natiohal'Seéurity“Ainédf should °

be "a member of the Committee.

Improving the Quality of Analysis. To meet the needs

of decision-makers, intelligence must not only address
" the key qﬁestions; it must do so at the'highest levels
of analytic competence and integrity. To help main-

. tain those standards the Commission makes recommenda-

tions of four kinds.
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lThe first anad moét important involves the more
“effective utilization of the State Depaftment's
routine Foreign- Service reporting. A series of recom-
mendations for sharpening the focus and improving

the quality of that under—utilized resource appear at
pages . in Chapter 9, on the functions and
organization of the Department of State.

The second proposal involyes economic intelli-
gence. As the economic éontent of fofeign policy
increases, it is crucial that accurate and far—sighted
analyses of global demand and supply problems, eﬁerg--
ing international trade and investment opportunities,
and international monetary matters be available to
foreign poliéy decision-makers. Unlike military
1ntelllgence, which frequently requ11eg enormouq

1nvestments in’ data gatherlng, moct economav 1ssues"'

 d0‘th depend upon secret 1nfprmatan,“JThe key to :z__;;..{;;

... their understanding lies in highly competent analysis .. .
of readiiy procurable data. Commendably, CIA has |
greatly strengthened its capability for economic

analysis in recent years. But -- with some exceptions ~-
this is not a field in which'CIA, or the intelligence
community generally, has a strong comparative advantage.

Moreover, though duplication in large-scale data-
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gathering is expensive and wasteful, competition in
analysis is relatively cheap and highly desirable.
We recommend, therefore, that

while the intelligence agencies should retain

and exercise their improved competence in the .

analysis of international economic issues,

the Departments of State,'Treasury, Commerce,

and Agriculture) and the Council of Economic
Advisors must maintain similar capabilitiés
focused on the analysis of issues involving
their own'responsibilities.> We believe that
in all four of the Departments,. those capa-

bilities should be significantl:
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Thirdly, we propose a modification to the NIO

’éysteh; Prlor to’ 1973 "National- Intelllgence Estlmatesff“”““

(NIES), the formal expre551ons of the 1ntelllgence
. . AP . I .

”;communlLy s best judgment on.ma]or ;ssues, were bfb—ii”'
duced by a Board 6£ &ablq/al Estlmabcs Bu£ thdt ’
collegial process tended to produce better estimates
of what the community could agree upon than what
policymakers needed to know. The Board has been re- -
placed by some eleven individﬁal National intelligencé

Officers (NIOs), each charged with insuring the re-

sponsiveness of NIEs to policy needs in particular
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substantive areas. NIEs are now drafted by individual

experts-selected by the NIO from various intelligence

agencies. Predictably, the gains in responsiveness of

estimates have been somewhat offset by problems of
reliability, and the practice of requiring officers
already bearing other responsibilities to undertake

the production of NIES has created unnecessary burdens.
Most important, NIEs éppear to have little impact on
policymakers today, in large part because key coﬂéumers
prefer to base their own estimates ofrfuture develop-
ments on competing sources of inforﬁation and analysis.
NIEs have lately begun to reflect more cléarly dif-
ferences in view within the intelligence community,

but we belie(S that this process should be intensified.

For these reasons we propose that .

a small staff of the highest quality, drawn

“from within and without the Intelligence

'”Cbmmunity'and”reSpOnsible'for‘the‘draftiﬁg:'ﬁ‘“"‘

and review of NIEs should be established,

reporting directly to the DFI. This staff

should be charged with réporting clearly any

important differences in the views of con-

cerned agencies, and the reasons for such
&

differences.
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:Finally, ye_note'that while inﬁesting very large
sums in sophisticated technical means of intelligence
collection, the-community has tendedvto slight the
contribution that only human sources can make. On
many subjects, the completeness and accuracy of in-
telligence estimates depends on factors of intention
and motivation that only human sources can provide.
We believe that efforts to maintain and utilize such

sources should be enlarged and strengthened.

E. Making More Efficient Use of Intelligence Resources.

Resource méhagement, like other majbr problems
of the intelligence community, has received consider-
able attention in recent years; Two recent institu-
tional innovations — the IC staff and IRAC - have proven
,uséful -and the comblnatlon of organ17atlonal change
and the personal concern of .recent DCIs and Secretarles
‘bf"Defensé-ﬁaﬁé.bféaﬁcéd‘é véfyﬁéuﬁéﬁéntiél.édﬁbaCk'inﬂv”
kiﬁféiiggéﬁcé”ééégdﬁﬁéluéndﬁé iéﬁéiihé'éfﬁfhé:igééiii:';
gence budget over the past several years.

The Consolidated National Foreign Intelligence'
Budget developed by the DCI in each of the past severél
years has presented a compreheﬁsive overview of thg
intelligence effort useful to the budgetary review of
| OMB, the President, and the Cohgress. And the DCI has

developed an annual analysis of the political, economic,
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% and security elivironment anticipated in the next

five years, called "Perspectives for Intelligence,"
thch should maie possible more comprehensive community-
wide planning of activities and consequent allocations
of budget. | ¥

We believe two evolutionary steps would now be

useful.

Under the direction of the DrI, the IC staff

"should expand "Perspectives for Intelliqenceg

into an annually revised multi-year plan for

the allocation of responsibilities across

the intelligence community. The plan should

be reviewed in USIB and approved by the NSCIC.

On the basis of the multiyear plan, the IC staff

should prepare an annual Consolidated Foreign .

- Intelligence Budget. After review by IRAC and

OMB, this document should guide the budgetvsub~ X

mission of each of the agencies and departments

of the intelligence community to OMB. The DFI,

moreover, should participate with the Director

of OMB in the review of all intelligence budget

Approved For Release 2003/02/27 : CIA-RDP86B00269R000600030029-1



T

Approved ﬁ Release 2003/02/27 : CIA-RDP86BO@QROOOGOOO300?§-§8

-_Reeogrce Management iﬁ DOD. However influential the
EDFI may become, the preponderance of the intelligence
budget, appropriated by Congress to the Department
of Defense will continue to fall under the authority
of the Secretary of Defense. The Commission makes
no recommendation concerning the organization of in-
telligence functions or responcibilities within the
Department of Defense. But it asserts that, if the
resources applied to intelligence are to be allocated
'in accordance with the overall priorities established
- by the NSCIC anq_the DFI and utilized more efficiently}
the Secretary of Defense must serve as an agent of
these priorities. In order to ao so, we believe, he
will have to equip himself with the analytic and
managerial capacity necessary to oversee the large
" ‘and partly duplicatory intelligencé operations of the
. armed services.. | |

. . : . N . o . . S B . . ~ - A
T A AT O R I At E P T e P AL AT A - R

Approved For Release 2003/02/27 : CIA-RDP86B00269R000600030029-1




Approved For Release 2003/02/27 : CIA-RDP8

{

SENDER WILL CHECK CLASSIFICATION TOP AND BOTTOM

5B00269R000600030029-1

TX] UNCLASSIFIED | | CONFIDENTIAL | | SECRET
o
OFFICIAL ROUTING SLIP
TO NAME AND ADDRESS DATE INITIALS
STIAT Executive Officer, ics ‘ D
s
, | AD/DCL/IC
3
s
4
5
6 |
' ACTION DIRECT REPLY PREPARE REPLY
. APPROVAL DISPATCH RECOMMENDATION
{ COMMENT FILE RETURN
STAT | COMCURRENCE INFORMATION SIGNATURE
il
Remarks:

FOLD MERE TO RETURN TO SENDER

“‘/f':ROM: NAME. ADDRESS AND PHONE NO. DATE

é:l: :I:Ol’d# | 7C35 | 18 Jun 75

X

UNCLASSIFIED | | CONFIDENTIAL | SECRET

FORM NO.
1-67

937 Use previous editions

(40)

Approved For Release 2003/02/27 : CIA-RDP86B00269R000600030029-1



Approved For Release 2003/02/27 : CIA-RDP86B00269R000600030029-1

DCI/DDCI o
[ S Legistry
Routing Slip 7
< 455
ACTION | INFO. || | ACTION | INFO
1 | pal 1L
2 | ppCy 12 111G
3 |s/mMC 113 | Compt
4 | DDSA&T 14 | Asst/DCI
5 | poi 15 | AO/DCI
6 | oDy 16 [ Ex;Sec |
7 1 pDo H7
§ | ©/DCI/IC 18
9 | D/DCI; NIO 119
10 | GC 120 |
SUSPENSE
Date
Remarks:

U

f
V/LJ

f

A

\

2
Y
J A

DC/ st

“/2\v/5

Approved For Release 2003/02/27 : CIA-RDP86B00269R000600030029-1

i
1
i
!

,
i
!
i ' ‘o
i



