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6 November 1970
MEMORANDUM FOR: Deputy Director of Central Intelligence
SUBJECT: D/INR's Letter to ASD(A), dated 2 Nov 70,
re Alternatives to Blue Ribbon Panel / O _ S?lj
Recommendations Z
1. Ihave sent Ray Cline's letter to Froehlke on to Jack Smith
with the suggestion that, when he has had a chance to comment on it,
25X1 he forward it to| |who also seems to me directly concerned.

2. Ray has made two specific proposals in this letter, one
of which he apparently made to Henry Kissinger on the 15th of Septem-
ber. Both of these, I might say, strike me as a little gratuitous but
I suppose come within Ray's charter, although it would have been a
little more careful on Ray's part to have sent us a copy of his memo-
randum to Kissinger. (Perhaps he did, but I have no record of it.)

3. Ray's first proposal (which is one that he also made to
Kissinger) suggests the creation of an Assessments Panel of USIB
'""to plan, review, and approve substantive joint studies or reports
of direct relevance to NSC policy papers and decisions....' This
obviously is a function done, in part at least, by the Board of National
Estimates. It is also an area reviewed by Andy Marshall in his
capacity as a consultant to Kissinger to review the intelligence process
generally and propose ways to make it more helpful and responsive
to the needs of policy makers.

4. The problem of how to relate intelligence estimates and
judgments to policy and planning needs and discussions has never
been wholly solved, in my opinion at least. I believe that the new
format for the national estimates has gone a long way toward improv-
ing our position in this respect and satisfying earlier criticisms
expressed by the NSC staff. I believe Andy Marshall's conclusions
were that the normal estimating process was appropriate and
adequate to fill needs in most instances. His recommendation was to
single out a few topics of priority importance and subject them to a
more detailed and comprehensive analysis than has been the case in
the past. This is about what has happened to the 11-series estimates
as I understand it.
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5. It may be that further improvements are possible in
arrangements under which people preparing intelligence estimates
meet directly with policy makers for the purpose of (a) identifying
subjects for estimates and (b) the substantive implications of the
estimates themselves.

6. Ray Cline's proposal, it seems to me, would have the
effect of removing the Board in very large measure from this process,
which I do not think would be a good idea.

7. Ray's second proposal relates to the NIRB, which he wants
to reconstitute as a Resources Panel of USIB. The relationship
between the NIRB and USIB has always been a little ambiguous. We
have been proceeding on the assumption that as a practical matter
the Board can already ''levy requests for studies and advice directly
on USIB subcommittees'' and has been doing so regularly from the
very beginning of the Board. The committee chairman will report to
the DCI and will presumably do what the DCI desires him to do.

8. My own view is that the NIRB is more useful if it is kept
distinct and apart from USIB, with the thought that USIB determines
requirements and priorities for intelligence coverage. The NIRB on
the other hand is the advisory body to the DCI to help him develop a
responsible judgment about the need for resources, particularly those
which cost a lot of money. USIB committees can help this process by
interpreting the requirements and needs for data in particular areas.
If a member of a committee objects to a position which the committee
is taking in response to a request from the NIRB, it can always have
the matter referred to USIB. Otherwise the NIRB is entitled to
presume that a committee position is authoritative insofar as it con-
stitutes a statement of substantive intelligence requirement. This
may be a little complicated but I don't think that integrating the NIRB
in the USIB would help very much.

25X1

<  JOHN A. BROSS
D/DCI/NIPE

cc: DDI
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Dear Bob:

I appreciate very much the time and effort you tock last week
to acauaint us with the planning presently underway on the intelli-
gnnce recommendations of the Blue Ribbon Defense Panel. From
norsonal experience, I kmow that vour task is a difficult one,

and 1 am hanny to see the beginning to what I hope will be a big

stop forward.

Your invitation for commenis on the alternatives was also
anpreciated. e who are workers in the foreign nolicy vineyavds
are not only to a very lavrge extent dependent upon Jofense-manaaad
calloction svstems for information but also are deeply and directly
concernad with the political irmiications of the deployment of these
svatoms abroad. Me are, therefore, very conscious of the nead for
e intelligence organization which eventually develops from your
planning to have a close and scensitive interface with the national
fareign policy machinery. :

In reviewing your alternatives, I find that we lean strongly
foward alternative three. It has many merits, and would avoid the
surcaucratic upheaval that would occur if you tried to move immedi-
ately to alteraative four--which appears to be a not unreasonable
Tong-term goal. The principal reasons for preferring alternative
three are:

1. This alternative would retain a considerable degree
of decentralization in the operational management of
the collection system so that effective technical
Tiaison can be established at working levels with-
out the nced to penetrate too many layers of
hureaucratic approvals: we also believe such
decentralization is movre 1ikely to insure vrespon-
sivenass to reauirements not self-gencrated, that
is, specifically to political and other foreign
pelicy requirements.

The Honorable
Rebert F. Froehlke,
Assistant Sszcretary of Defense,
Room 3322, The Peuntagon.
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2. It would strenothon the position of the Director of
01A and would enable him to use the authority he
needs to fulfill his responsibilities for rescarch,
analysis and reporting, not only in Defense, but in
the Intelligence Community as @ whole,

3. This strengthening of the position of OIA would &lso
help to place the preducer-collector relationship in
proper balance: productiocn of finished intelligence
in support of the nseds of the naticnal policy maker
should drive collection, and this is not so easy if
analytical and research elements seem junicr and
subordinate to the collection system.

&, Finally, this alternative would provide the ASD (I)
with a staff large encugh to enable him not only to
make {ntelligence policy, but also to monitor the
process of its implementation and even perhaps to
undertake program evaluation studies, which nrobably
can be dealt with meaningfully only at this level.

Tre ASD (I) concept paper is, in my estimation, excellent. I
heliave if this concept can be Tollowed and your alternative three
nlaced into effect, you will have provided Defense with an organiza-
tion that will have qone a long way toward meeting the intent of the
suggestions made by the Blue Ribbon Defense Panel.

My only reservations about the reorganization you ere considering
relate to the interface between Defense intelligence components and the
rast of the Intelligence Community. [ realize this problem cannct be
dealt with unilaterally by Defense, but I think State, CIA and Devense
should address themselves to interface arrangemenis very promptly.
Briafly, my suggestions for critical elements to be considered are
as follows:

1. The United States Intelligence Board (USIB), what-
ever else might happen in the }ight of the Defense
reorganization, should be restructured in the two
following important respects:

a) An Assessments Panel, or Steering Comnittee
of USIB, should be established to plan,
review, and approve substantive joint studies
or reports of direct relevance to HSC policy
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papers and decisions (cf. attached memo to

I, Kissingor spelling out this suaqoestion)

5% would consist of senior analytical (as dis-
tinct from oncrational) intelligence officers
of State, Defense and CIA, with other members
of USIB serving as observers or pariicipants
upon invitation according to subject matter,
and it should deal directly with NSC Committees
insofar as possible.

b) Tne Netional Intelligence Desources Board (:1IRB)
should be reconstituted as & Resources Panel, or
Steering Committes of USIB, with appropriate
State. Defense and CIA membership (as now con-
stituted, I should think) and be authorized to
levy requests for studies and advice divectly
on USIB subcomnitiees which have funciional,
management-oriented responsibilities as vell
as on intellicence program directors in the
whole Cormunity. '

2. State (INR) and ASD (I) should at an early date ex-

changs hich-level liaisen officers who would work
with our respective front-office staffs to insure
that essential information about on-going projects
and activities is provided in timely fashion from
pach agency to the other: special emphasis should
be nut on arranging working-level contacts on an
informal basis at the carliest possible point in
the developmant of important joint studies.

My suggestions are all designed to knit the intelligence elements
of State, Defense and CIA closer together and enable them to dezl
effactively with the policy-making elements of our Government bath-at
the Departmental and HSC levels. Only by this joint approach can ve,
in my view, achieve the hetter interface with intelligence users which

4
your reorganization 15 partially intendad to facilitate.
I wish you much success in this important and difficult task, and
want to thank you for the opportunity to comment on matiers in which
we have a deep, common interest. '

Sincerely,

Ray S. Cline
Attachment:

ClineZKissinger Memorandun, '
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