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10 Febreuary 1967

MEMORANDUM FOR: Deputy Director of Cantral Intelligence

SUBJECT: The Ilaspector Generzl's Survey on Foreign
Intalligence Coliection Requirements

I. This is & brilliant study for which the authors deserve
great credit. With the single excaption of the section on the PNIOs
{which I will discuss later), I have no significant fault to find with the
exposition which the survey providea of the sresent workings of the
requirements procese or with the diagnosis of what is wrong with this
process. The specific recommendstions of the report for the most
prrt involve further examination of certain problam areas. heofar
&s these areas extend beyond the Agency and invalve the community,
it would be helpful if the NIPE Saif could pasticipate or be conmsulted
hefore final action is taken. Specifically, recon.mendstions 1, 2, 3,
16, 17, 18, 19, 20, 22 and 23 appear to me to fall in this category.
The balance of the recommendations involve action which is of exclu-
sive concern to components of the Agency. Any comments which 1
have to offer on these recommendntions are gratuitous as they must
obviousiy be dealt with within the line of commard.

#. Three general observations roay, howevaer, be worth
making.

8. A strong Coellection Guidance Staff seemns2 an
essential prerequisites to further progress in the
direction of greater rationalisation of intelligence
requirements aad resoarces. All the recent studies
which have been undertaken of various segments of
the intelligence effort {1.e., the Ad Hoc Stewdy of BIGINT
Requirements, the Nolting Report, the Bissell Report, sic.)
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have doveloped the saine theme which is central to the
present survey. This is the importaace of establishing
an effective dialogue betwesn the users of intelligence
{i.e., the anslytical components of the community,
particularly DDI, DLDS&LT and BNE in CIA) on the one
hand, and the collectors and processors of intelligence
data (NSA, DDP, NRO, etc.). The problem: is to
familiarize the consumers of the product with the
potentinlities and pecullarities of the systems that
produce the product, and vice versa.

CIA must play a loading part in this process. The ‘
mansgement of the cornmunity must inevitably turn to
CIA, in most cases, {or objective guidance as to whether
information iz reslly nscessary aand why. A recest
proposal from NSA to expand certais facilties ia[  |25X1
affirms that some of the traffic which would be inter.
cepted by these facilities would provide "a wealth of
intelligence information on developments in | 25X1

But how muc . y need o0 know about dsvelop.
ments & 1an: not suggeatiag that CIA can
answer this question aione. Kk should, however, take

the lead in finding out.

The Collection Guidance Staff of DDl was designed
to fill the need for an instrurcentality te briédge the gap
batween busy analysta and busy collectors. E sesms to
me to have worked wall under diffieult circamstances,
Glven strong support and full access to the working details
of coliection systems and programs, I belleve that this
Etatf can go a long ways towards providing the imformation
&nd analysis necessary to pernit and suppert a realiatic
and disciplined analysis of the intelligence community's
informational needs.

b. As indicated above, I fully agree with the thought
that CIA must take the lead sad bear the responsibility
in the effort to identify and refine our basic needs. 25X
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¢. 1also agree that the I'CI ia in a strong position
to make his own views and the views of the Agency sifective.
As pointed out in the report, the DCI is Chairman of USIB
and chairmen of all USIB committee: are directly responsive
to his deadership and, incidentally, with one exception, on
his payroll. The DCI {e also, as the report points out, 2
member of the Executive Committee of the NRO. His
representatives participate actively in the formulation
and review of all Defense Departmernt intelligence programs.
He has had the active support and encouragemsnt of the
Bureau of the Budget, the President’s Foreign Intelligence
Advisory Board and the President personally in connection
with his role as the coordinator of intelligence activities.
This role has been specifically defined as including the
responsibility, jointly with the heads of departments
concerned, of ensuring the efficiency, as well a8 the
effectiveness, of foreign intalligence programs. An
essential element of this rale is the reaponsibility for
making » definitive determinatioa of the needs of the Govern
maent fory intelligence.

3. The only recemmendation of the report whick gives me
any trouble is recommendation 1, which calls for the establishment of
an ad hoc committee to review DCIDe Nos. i/2 and 1/3. This recom-
mendation is based on the portion of the report whick deals with
cormprehensive priority national intelligence objoctives and poimts
out the inadequacies in the present PNEK list anc in the process through
which theee so~called priority objectives are established and npplied
to the intelligence efiort. The report says in effect that the PNIOs
are too vague and general to serve as useful guldance for intelligence
activities; that nobody pays any attention to them:; and that they should
be abarply reduced. In effect the report propoesas that we adopt, as
our list of national intelligence priorities, what fherman Kent refers
to as the Ygudden death” category of issues or developnents which, if
undetected, might threaten the very existence of the United ates.

4. 1think it is unfair to the Cline Committee which estab.
lished the present PNIOs to suggest that they were unaware of the 25X
problem. One trouble with any attempt to estabiish s basic list of
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fundarnental intelligence objectives is the difficuity of getting any
two people to agree on what the list ocught to be. The report itself
illustrates this problem to some dagree by suggesting that over-
precccupation with Communism has distorted intelligence thinking
and presumably our attitude towarde priorities. This merely
suggests the difficulty of achieving agreement as to what really
constitutes the most significant threat.

5. What seermns to have puzzled the Cline Committee even
more is the difficulty of establishing a list of priority ebjectives which
are not subject to the criticiam of being either too brosd and gensral
or too specific and ephemeral to serve any useful purpose. Early
warning is presumably on everyhody's list of PNIOs, rrobably some
billion dollars' worth of intelligence activity is jastified, one way or
another, by the need for early warning of an impending military attack.
Simply saying, or even establishing, that the activity contributes
something to “early warning, "' however, doesn't prove that itis a
priority activity, The Soviet missile program is another example.
Presumably Soviet missiles cemstitute a military threat of the first
order. To say this, however, is not very helpful guidance in deter.
mining which of the many collection systems which preduce data on
missiles to expand or eliminate.

6. At the other end of the spectium, the signal from ABM
assccisted engagement radar is probably too narrow, specific and
ephemeral a terget to warrant inclusion in 2 list of PNIOs, although
it i» certainly a priority objective.

7. What the Cline Committee di<d in the face of this dilemma
was to identify a number of broad problems suck as missiles, early
warning, etc. It then recommended that some committee, staff or
other mechaniém be established to subject these problems to coatinuing
analysis for the purpose of identifying those eleinents of the preblem
which could be resolved with available data; thore elements which
required additional analysis; and those which juetified collection of
additional data. If such a mechanism were functiioning today, it might 25X
determine that we have enough plctures of ABM sites but require
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additional dats, precurable from ELINT, conceriing the naturs
of the radar, etc.

3, The fact that no attempt was mads to establish suckh a
mechanism three yeirs ago was in some considerable measure my
fault, After discussions with various senior offizials of the community
I concluded that, as ef 1964, it would have beean ifficult «. if not
inipossible ~« to establish a working staff in the ornrmnity which
could perform such a fuaction with any sffectiveneas. My concluaion
at the time was that & staff or committee, charged with that function,
was At beet likely to develap into & harm:less but totally uniafluential
paper mill, What I did do at the tirme was to try to streagthen the
charter and composition of the Critical Tellectiea Problems Committee
{CCPC) to give USIB at least an impreved conpeience 1o accomplish
& continuing review and analysis of the rollectior affort in priority
areas and sffect whatever improvements appoared appropriate, includiag
the allocation of additional resources.

9. B now sesn:s 10 rae at Isast wortiawhile examining the
possibility of giving this Commities of TSIR the -esponsibility for a
continuing review of priority nationsl istelligence objsctives across
the board with & view to ldentifying the speciitc ectivities (analytical,
research, processing or collsction) that appear .eeded to assure optisnum
caoverage of or insight into the predlem.,

10. Ihave alrsady recemmence: a change in the title of
the CCPC to broaden its scope and give it reaponsibiiity for all critical
inteiligence programs. Properly stalfed, it seexs to :ne that it could
perform & fanction in comnection with the PNIOs comparable to the one
described above.

1i. In conclusion, I should make &t -lear that § have ao
objection to & review of DCID 1/2 and 1/3 by & group under the chairman-
ship of the DDI. Ido net think, however, that, ia the absence of sone
follow.on mechanism, a restaternant of PNIUs by itasl is likely to
achieve very much towarés further refinement a-xd sharpening of the
intelligence sffort.
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