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HEARINGS ON 8. 2198 AND S. 421

THURSDAY, FEBRUARY 20, 1992

U.S. SENATE,
SELECT COMMITTEE ON INTELLIGENCE, ‘
. Washington, DC.

- The Select Committee met, pursuant to notice, at 2:06 p.m., in
Room SH-216, Hart Senate Office Building, the Honorable David
‘L. Boren, Chairman of the Committee, presiding.

Present: Senators Boren, Cranston, Murkowski, Warner,

D’Amato, Danforth, Rudman and Chafee. o

Also. present: George Tenet, Staff Director; John Moseman, Mi-
nority Staff Director; Britt Snider, Chief Counsel; and Kathleen
McGhee, Chief Clerk. : } i

PROCEEDINGS

Chairman BogrgN. I think we’ll proceed. There are some other
meetings that are still in progress. I know there is a caucus going
on that is not yet completed so several colleagues on my side will
be delayed. While they’re on their way and before we proceed with
‘the witnesses, we can begin with some introductory comments and
get some housekeeping out of the way. :

Without objection I'd like to place the following documents into-
the record of these hearings. First, the text of the bill we're consid-
ering, S. 2198. Second, the provisions of the National Security Act
of 1947 that pertain to intelligence. Third, a copy of Executive
Order 12333 on U.S. intelligence activities. And finally, a copy of
the declassified transcript of a closed hearing we had last year with

" three of those who played key roles in the creation of the U.S. in-
telligence community after World War II: Lawrence Houston, who

- was the first General Counsel of the CIA; Walter Pforzheimer, who

served as CIA Legislative Counsel during this period; and Dr. Ray
Cline, who served as an assistant to Colonel Bill Donovan, the head
of gzoss and who'later became Deputy Director for Intelligence
at . . :

For those of us who attended that session, it was-a fascinating
journey back in time with those who were literally present at the
creation of the modern Intelligence Community in this country as
we know it. So I'm inserting the declassified record of those hear-
ings, not only because it relates to the subject matter at hand but
also because I believe it merits publication so that this testimony
can be preserved for the public, for scholars, for experts in the field
and for those interested in the history of intelligence.

[The documents referred to follow:] ,

(¢))



102p CONGRESS
220G 2198

To amend the National Security Act of 1947 to reorganize the United States
Intelligence Community to provxde for the improved management and
execution of United States intelligence activities, and for other purposes. -

IN THE SENATE OF THE UNITED STATES

FEBRUARY 5 (legislative day, JANUARY 30), 1992

Mr BOREN introduced the following bill; which was read twice and referred
to the Select Committee on Intelligence

ABILL |
To amend the National Security Act of 1947 to reorganize
the United States Iritelligen(ze Community to provide for

the improved management and execution of Umted
States intelligence actmtles and for other purposes. '

1 Be it enacted by the Senate and House of Represeﬁta-
2 tives of the United States of America in C’ongress assembled '
3 SECTION 1. SHORT TITLE; TABLE OF CONTENTS.

4 ~(2) SHORT TITLE.—This Act may be cited as the

5 /“Intelhgence Reorgamzatlon Act of 1992”.

6 (b) TABLE OF CONTENTS.—The table of coritents for
7

this Act is as follows:

Sec. 1. Short title; table of contents.
Sec. 2. Findings and purposes.
Sec. 3. Definitions.
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TITLE I—THE NATIONAL SECURITY COUNCIL

3 ldl. Participation of the Director of National Intelligence in the National

Security Council.

. 102. Establishment of a C ittee on F‘oreigﬁ Intelligence.

TITLE [I—THE DIRECTOR OF NATIONAL INTELLIGENCE

. 201. Appointment of Director and Deputy Directors of National Intel-

ligence. . .
202. Responsibilities and authorities of the Director of National Intel-
: ligence. N

. 203. Submission of a separate budget for the National Foreign Intelligence

Program.

TITLE III—-THE INTELLIGENCE ACTIVITIES OF THE
DEPARTMENT OF DEFENSE

Subtitle A—Office of the Secretary of Defense

. 301. Assistant Secretary of Defense for Intelligence.

302." Responsibilities of the Secretary of Defense pertaining to the Na-
tional Foreign Intelligence Program.

. 303. Resource ma nent for Defe intelligence programs.

' Subtitle B—The National Security Agency
311. Establishment of National Security Agency.

Subtitle C—The National Imagery Agency

. 321. Establishment of National Imagery Agency.

Subtitle D—The Defense Intelligence Agency

. 331. Establishment of the Defé Intelligence Agency.

332. Responsibilities of the Agency.
333. Authorities of the Director, Defense Intelligence Agency.

Subtitle E—The Military Departments
341. Intelligence capabilities of the military departments.
" . TITLE IV—CONGRESSIONAL OVERSIGHT

401. Inclusion of tactical military intelligence activities within juﬁsdiction
of Select Committee on Intelligence.

TITLE V—TRANSFER OF FUNCTIONS AND SAVINGS PROVISIONS

501. Definitions.

502. Transfer of functions. -

503. Determinations of certain functions by the Office of Management and
‘Budget. :

504. Personnel provisions.

505. Delegation and assignment.

506. Reorganization.

507. Rules.

508. Transfer and allocations of appropriations and personnel. -

*8 2198 IS
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509. Incidental transfers.
510. Effect on personnel. )
511. Savings provisions.
512. Separability.

513. Transition.

. 514. References.

'TITLE VI—-EFFECTIVE DATE .
601. Effective date.

. SEC. 2. FINDINGS AND PURPOSES.

. (a)AFINDINGS.—The Congress makes the following

findings:

(1) The prihcipal threat to the United States
which prompted the Congress to establish a perma-
nent, peacetime intelligence capability at the énd of
World War IT, namely 1.;he thfeat ‘posed to the Unit-
ed States and its allies by the hostile actions of the

" Soviet Union and other Communist States, haé now
considerably diminished. '

(2) At the same time it is clear that the United
States must maintéin an intelligence capability, in
its own national interests, to collect énd analyze in-
formation' concerning world ‘events which may
threaten its security, to be ina position to anticipate
and respond to such events in an effective and time-
ly manner.

(3) The existing framework_‘for the conduct of
United States intelligence activities, established by
the National Security Act of 1947,. has evolved
largely without changes to the original statutory

.8 2188 IS
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framework, but rather as a matter of Executive
order or directive. In large part, this evolution has
been prompted by advances in technology or by ad

hoe developments in mission and circumstance, rath-

" er than reflecting an overall 'scheme, design, or pur-

pose. _ _
R C)) Wlililev the Director of Central _Intelligencé
has had an overall, coordinating role for United
Sté,tes intelligence activities, under existing law and
by Executive order, in fact, the Director has lacked
sufficient authorities to exercise thié résponsibiiity
effectively, leaving control largely decentralized with-

in elements of the Intelligence Community. Simi-

“larly, the Secretary of Defense has 'historically

played-a relatively weak role in coordinating - intel-
ligence' activities within the Department of Defense.

(5) While a decentralized management system
may have served United States interests during a
period of rising resources, and where the principal
targets fdf United States intelligence gathering and
analysis were clear, the need of strengthened cen-
tralized management is greater.in a bériod of declin-
ing resources and where United States interests’

around the world are less clear.

*5 2198 IS
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(6) It is also apparent that while, on balance,

~ the Intelligence Community has' well served United

States security interests over the four decades of its
existence, it has not, for various reasons, performed
as well as it might. Civilian and military intelligence
.are not well integrated; unwarranted duplication re-
mains a probleth; and intelligence remains too iso-

lated from the governmental process it was created

- to serve.

(b) PURPOSES.—The purposes of this Act are;—: .

(1) to provide a framework for the improved °
management of United States intelligence activities
at all levels and within all intelligence disciplines;

(2) to provide an institutional structure that

- will better ensure that the Intelligence Community

serves the needs of the Government as a whole in an
effective and timely manner; ‘

(3) to clarify by law the responsibilities of Unit-
ed States intelligence agencies; and

(4) to improve the congressional oversight of in-

. telligence activities.

SEC. 3. DEFINITIONS.

The National Security Aet of 1947 (50 U.S.C. 401

24 et seq.) is amended by insertingi after section 2 the fol--

25 lowing new section:
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1 “SEC. 3. DEFINITIONS.

“As used in this Act—

“(1)- the term “‘commissioned officer of the
Armed Forces' does not include a commissioned
warrant ofﬁcer;'

4 - “(2) the term ‘Intelligence  Community’

inchides—
o
7

“(A) the Office of the Director of National

InteHigence, the Office 6’f’thg Deputy Director
of - National Intelligence for the Intelligence
Comrﬁunity, and the Office of the Deputy Di-
rector of National Intelligence - for Estimates
and Analysis (as established under sectjon 102);

“(B) the Central Intelligence Agency (as.
established by section 102 of this Aet);

- “C) thé National Security Agency (as es-
tablished by sectioh 208 of this Act);

“(D) the Defense Intelligence Agency;

“(E) the National Imagery Agency (as es-
tablished by section 209 of this Act);

“(F) the offices within the Department of
Defense for the eollection of specialized national
foreign intelligence through reconnaissahbe bro-
grains;

' “(G) the intelligence elements of the Army,
the Navy, the Air Force, the Marine Corps, the -

" eg2108 18,
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7 Federal Bureau of Investigation, thg- Depart-

ﬁxent of the Treasury, the Department of En-
ergy and the 'Drug Enforcement Administra-
tion; and

“(H) the Bureau of Intelligence and_ Re-

" search of the Department of State;
-“(3) the term. ‘int:elligence’ means information
relating to the capabilities, intentions, or activities of

foreign powers, organizations, or persons;

“(4) the terms ‘national intelligence’ and ‘intel-

ligence related to the national security’—

“(A) each refer to intelligence which ﬁer-
tains to the interests of the Govermﬁent gen-
erally, rather than to the interests of a single
department or agency of Government, or to a
component of such department or agency; and

“(B) do not refer to intelligence necessary
to plan or conduct tactical militdry operations
by United States armed forces; and ‘

“(5) the term ‘National Foreign Intelligence -

Program’ refers to all programs, projects, and activi-
ties of the Intelligence Community which are in-
tended to produce national intelligence; and

L
N

S 2198 IS
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“(6) -the term ‘overhead reconnaissance sys-'
“tems’ includes satellite and airborne reconnaissance
systems.”. : A
TITLE I—THE NATIONAL
SECURITY COUNCIL
SEC. 101. PARTICIPATION OF THE DIRECTOR OF NATIONAL
INTELLIGENCE IN THE NATIONAL SECURITY
 COUNCIL. -

Section 101 of the National Security Act of 1947 (50
U.S.C. 402) is amended b}{ adding at the end thereof the
following new subsection: '

“(h) The Director of Nationaf Intelligence (or, in his
absence, a Deputy Director of National Intelligence) may,
in his role as principal intelligence adviser to the National
Security Council and subject to the direction of the Presi-
dent, attend an(i participate in meetings of the National
Security Cou‘nc.il. The Director (or, in his absence, the
Deputy Director) shall not l_)e'entitled, to vote on any policy
matter before the National Security Council.”. »
SEC. 102. ESTABLISHMENT OF A COMMITTEE ON FOREIGN

INTELLIGENCE. -

Section 101 of the National Security Act of 1947 (50.
U.8.C. 462), as amended by section 101 of this Aect, is
farther amended by adding at the end thereof the fol- |

lowing new subsection:

*§_2198 18. -
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“(i)(1)(A) There is established within the National
Security Council the Cbmmittee, on Foreign Intelligence
(hereafter in this subsection referred to as the ‘Commit-
tee’) which shall be com.posed of the Director of National
Intelligence, the Secretary of State, the Secretary of De-
fenﬁe, the Secretary of Commerce, or their respective dep-
uties, the Assistant to the President for National Security
Affairs, and such other members as the President may
designate. A

“(B) The Assistant to the President for National Se-
curity Affairs shal! serve as chairman of the Committee.

‘(2) The function of the Commjtteel shall be to estab-
lish, consistent with the policy and objectives of the Presi-
dent, the overall requirements and priorities for the Intel-
ligence Community and, regularly, to assess, on behalf of

the President, how effectively the Intelligence Community

has performed its responsibilities under this Act.”,

TITLE II—THE DIRECTOR OF
NATIONAL INTELLIGENCE
SEC. 201. APPOINTMENT OF DIRECTOR AND 'DEPUTY DI
) ‘ RECTORS OF NATIONAL INTELLIGENCE.

(a) IN GENERAL—Section 102(a) of the National
Security Act of 1947 (50 U.S.C. 403(a)) is amended—
(li,by inserting “(1)” immediately after “(a)”;

(2) in the first sentence—



10
11
12
13
14
15
16
17

18

19
20
21
2
23
2
25

O 00 NN R WN e

1

10
(A) by striking “under the National Secu-
rity Council”; and |
(B) by striking “with a Director” and all
that follows through “disability”; and

(3) by stnkmg the second sentence and sub-
sections (b) through (f) and inserting in lieu thereof -
the following: ' , o
“(2)(A) There shall be a Director of National Intel--
ligence who shall be appointed by the VPresident, by and
with the advice and consent of the Senate—

“() who shall serve as head of the United

Sta-tes Intelligence Community and shall ac{ as the

principal intelligence adviser to fhe President; and

_“(ii) who shall exercise authority, direction, and
control over the Central Intelligéhce Agency.

“(B) The Direcfor .of National Intelligencé shall be
sﬁbject :to the policy directives of the President and the
National Security Council. '

“(b) To assiﬁt the Director of National Intelligence
in cé,rrying out his méponsibiﬁties under this Act, there
shall be— '

‘_‘(i) a Deputy Director of National Intelligence ‘

'for the Intelligence Conimunity, who shall be ap-
pointed by the President, by and with thé advice and

~ consent of the Senate; and who shall carry out such

*S 2198 IS
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11 -
duties as the Director may assign with respect to the
 administration of the United States Intelligence
- Community; and '
“2)a De;;uty Director of National Intelligence
for Estimates and Analysis, who shall be appointed

By the President, by and.with the adviece and consent

- of the Senate, and who shall carry out such duties
as the Director may assign with respéct to his re-
' sponsibilities as deseribed in sgction 103(a).

“(e) 'At any one time, either the Director of National
Intelligence or the Deputy Director of National Intel- '
ligence for the Intelligence Community, but not both, shall
be drawn from among thercommissioned ofﬁéers of the
Armed Forces, whether in an active or retired status. The
Director of the Central Intelligence Agency and the Dep-
uty Director of National Intelligence for Estimates and
Analysis shall be individuals who are not such officers. An

individual appointed from among the ecommissioned offi-

' cers of the Armed Forces shall be a general or flag officer
Jin the grade of General or- Admiral, or shall be promoted

into such grade upon appointment, or shall, if retired,

have previously attained such grade.
“(d)(1) A commissioned officer.of the Armed Forces
appointed pursuant to subsection (¢), while serving in such

position—

+8 2198 IS
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‘““(A) shall not be subject to supervision or con-
-trol by the Secretary of Defense or by any officer or
“employee of the Department of Defense;

“(B) shall not exercise, by reason of his or her
status as a commissioned officer, any supervision or
control with respect to any of the military or civilian
pérsonnel of the Department of Defense exeept as
authorized by this title; and

“(C) shall not be counted against the numbers
and percentages of commis:siohed officers of the rank
and grade of such officer autﬁorized for the military
department of which he is a member.

“(2) Except as provi(_ied"'in subparagraph (A) or (B)
of paragraph (1), the. appointment of a commissioned offi-
cer of the Armed Forces pursuant to sﬁbsection (c) shall
in né way affect the status, position, rank, or grade of
such officer in the Armed Forces, or any emolument, per- '
quisite, right, privilege, or benefit incidenf to or arising
out of any such status, position, rank, 6r grade.

“(3) Such con-lmissioned 6fﬁcér_of 'the Armed Forées
appointed pursuant to subsection (c), while serving in such
position, shall continue to receive military pay and allow-
ances (inéluding retired or retainer pay) payable to a com-
missioned officer of his grade and length of service for

which the appropriate military department shall be reim-

*S 2198 IS
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bursed from funds available to the Director of National
Intelﬁgenee. In addition to .a.ny pay or allowance ‘payable
under this subsection, such officer shall a.lsov receive, out
of funds available to the Director of National Intelligence,
annual compensation in an amount by which the annual
rate of compensation payable for such bosition exceeas the
total of his annual rate of military pay (including retired
and retainer pay) and allowances.

“(e) The ofﬁces of the Deputy Directors of National

Intelligence shall constitute a National Intelligence Center

_‘which shall be located in the same office building as that

of the Director of National Intelligence.”.
(b) AMENDMENTS TO TITLE 5, UNITED STATES
CoDE.—(1) Section 5312 of title 5, United States Code,

_is amended by adding. at the end thereof the following new

undesignated paragraph: ‘
“Director of Nationai Intelligence.”.

(2) Section 5314 of such title is aménded by adding
at the end thereof the following new undesignated para-
éraphs: A . |
“Director of the Central Intelligence Aéency_.
“Deputy Director of National Inteliigence' for
the In;elligence Commumty

“Deputy Director of National Intelligence for
Estimates and Analysis.”.

*8 2198 IS
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SEC. 202. RESPONSIBILITIES AND AUTHORITIES OF THE DI-

; . RECTOR OF NATIONAL INTELLIGENCE. -

' (a)‘ IN GENERAL.—The National Security Act of
1947 (50 U.S.C. 401 et seq:) is amended—

(1) by redesignating section 103 as section 106;

- and o

{(2) by striking section 102a and inserting in
lieu thereof Atb;he following new sections:
“SEC. 103. RESPONSIBILITIES OF THE DIRECTOR OF _NA-
 TIONALINTELLIGENCE.

.. “(a) PROVISION OF INTELLIGENCE.—Under the di-
rection of the National Security Council, the Director of
Nationél Intelligence shall be responsible for providing
timely, objective intelligence, indebendent of political con-
sidérations or bias and based upon all sources available
to the United States Intelligence Community— -

“(1) to the President; and
“(2) where dppro_priaie— A
“(A) to the heads of departments and
agencies of the executive branch;
“(B) to the Chairman of the Joint Chiefs
of Staff and senior military commanders; and
“(C) to the Senate and House of Rep-
resentatives and’ the appropriate - committees

thereof.

S 2GR IS
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‘“(b) ESTABLISHMENT OF COUNCIL AND OFFICE.—
( 1)(A) . There js established the National Intelligence
Council (hereafter in this section referred to as the ‘Coun-
cil’), composed of senior analysts within the Intelligence
Community, vs%ho shall be appointed by, and serve at the
pleasure of, the Director of National Intelligence. .

“(B) The C;mncil shall be responsible for—

“(i) the production of national ixitelligence esti-
mates for the Government, which shall, among other
things, convey, as appropriate, alternative views held
by elements of the Intelligence Community; and

“(ii) otherwise assisting the Director m carry-
‘ing out the responsibilities described iﬁ subsection

“(a). , .
.“(C) _Within their respective areas of expertise and
under the direction of the Director, the members of the
Council shall constitute the senior intelligence advisers of
the Intelligence Community for purpbsés of repreéentihg
the views of the Intelligence Community within the Gov;
ernment. _ , ‘

“(D) The Director shall make available to the Council
such number of staff as may be nécessary to permit the

Council to carry out its résponsibilities under this para-

graph.

082}9818’
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““(2) There is established under the Deputy Director
of National Intelligence for Estimates and Analysis an Of-

. fice of Intelligence Analysis that shall be headed by a di-

rector appointed by, and serving at the pleasure of, the
Director of National Intelligence. The Office shall be com-
posed of analysts assigned to ageneiés within the Intel-
ligence ‘Conimum'ty and sha.ll be responsible for preparing
all current intelligence and other analysis that is intended -
to be disseminated within the Government as a whole.
“(e) As HEAD OF THE ‘INTELLIGENCE Comiu-.

NITY.—In his capacity as head of the Intelligence Commu-

nity, the Director shall, at a minimum, be responsible

for—

V “(1) developing and presenting to the P;esidenf:
and the Congress an annual budget for the National
Foreign Intelligence ngrm of the United'-States; :

“(2) managing the collection cépabilities of the
Intelligence Community to ensure the satisfaction of
national requirements; A '

“(3) promoting and evaluating the utility of na-
tional intelligence to consumers withiﬁ the Govern-
x.nent;. .

“(4) eliminating waste and unnecessary duplica-
tion within tﬁe Intelligence Community;

+8 2108 IS
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“(5) providing guidance, direcfion, and approval
for the procurement and operation of overhead re-
connaissance systems pursuant to sections 208 and
-.209 of this Act, to ensure appropriate -compatibility
and integration of such.sysbems; and 4 4
“(6) protecting intelligen‘ée sour'ces»and meth-
ods from unauthorized disclosure. | |
“(d) ESTABLISHMENT OF OFFICE AND BoarD.—(1)
There ié establishea under the Depﬁty Director (;f Na-
ﬁona] Intelligence for the Intelligence Community an Of-
fice for Wa:rning and Crisis Support that shall be com-
posed of full-time senior representatives of the Intelligence
Community appoir_ited by the Director of National Intel-
ligence. Tﬁe Office shall be headed by a direcfor appointed
by, and serving at the plem of, the Director of National
Intelligence. The Office shall be responsible for—
| “(A) identifying on a regular, cOntinuing basis,
using all available intelligence,  any immediate thréat
to the national security of the United States, or any -
area or Acircumstance' where United States interven-
“tion or involvement is, c;r may become, necessary or
desirable;
“(B) providipg to the President and other sen-
ior officials options pertaining to such intervention

or involvement;
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" “(C) providing intelligence support during peri-
ods of erisis to the President and other senior offi
cials, as approériate; and
“(D) otherwise assisting the Director of Na-

1
2
3
4
5 tional Intelligence in carrying out the responsibilities
6 described in subsection (¢).

7 “(2) The Director shall establish a board, under his"
8 control, composed of experienced current or former Gov-
9 ernment officials, without conflicting allegiances to par-
10 ticular elements of the Intelligence Community— |

11 . “(A) to provide a full-time. capability to evalu-

12 ate objectively the quality and timeliness of intel-

13 iigence support provided the Government; and

14 " ‘“(B) otherwise to assist the Director of Na-
15 tioﬁal Intelligence in carrying out the responsibilities -
16 described in subsection ().

17 “SEC. 104. STRUCTURE OF THE CENTRAL INTELLIGENCE
18 AGENCY. '

19 “(a) APPOINTMENT OF DIRECTOR, CENTRAL INTEL-
20 LIGENCE AGENCY.—There shall be a Director of the
21 Central Intelligence Agency, who shall be appointed by the
22 President,>by and with the advice and consent of the Sen-
23 ate. Subject to the authority, dimcﬁon, and control of the
24 Director of National Intelligence, the Director shall be re- -
25 sponsible for—

*S 2198 18
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“(1) " collecting - intelligence through human

sources and by other appropriate méans, except that.

the Agency shall have no police, subpbena, or law
enforcement powers, or internal security funetions;
“(2) providing overall direction for. the collec- -
tion of intelligence through human sources by ele-
ments of the Intelligence Community to make the

most -effective use- of resources and to minimize the

* risks to the United States and those involved in such

collection, except that responsibility for carrying out
such collection shall remain in the existing- elements

of the Intelligence Community which perform such

functions;

“(3) p(_erforming such additional services of

~eommon concern to the -Intelligence' Community- as

the Director of National Intelligence determines can
be fnoreefﬁciently accomplished centrally; and

“(4) performing such other functions and duties

-related to intelligence affecting the national security

as the President or the National Securlty Council
may dJrect including the carrymg out of such covert
actlons as are authonzed by the President under

title V of this Aet.

- “b) ESTABLISHMENT OF ASSISTANT -DEPUTY DI-

25 RECTOR FOR OPERATIONS._—(I) There shall be within the
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Central Intelligence Agency an Assistant Deputy Director
for Operations (Military Support), who shall be appointed
by. the Director of the Central Intelligence Agency, after

. consultation with the Chairman of the Joint Chiefs of

Staff, from among the general or flag officers of the
Armed Services and shall carry the grade of Major Gen-

-eral or Rear Admiral. .

“(2) The Assistant Deputy Director foxj Operations
(Military Support) shall— '

“(A) - serve as the ;;rihcipal liaison of the

Central Intelligence Agency.with the Departrﬁent of :

-Defense to facilitate the collection of intelligence
through the use of human sources; and
“(B)- otherwise assist the Director of the »
Central Intelligence Agency with the responsibilities
 deseribed in subsection (a)(2). o
“SEC. 105. AUTHORITIES OF THE DIREdI‘OR OF NATIONA_L
INTELLIGENCE.

‘“(a) ACCESS TO INTELLIGENCE.—Each component
of the Intelligence Community shall provide access to the
Director of National Intéllfgencé to any intelligence relat-
ed to the national security collected by that comp(;nent.

“(b) Ust oF FUNDS.—The Director of National In-
telligence shall be responsible for the allocation, obligation,
and expenditure of funds within the National Foreign In- |

*§ 2188 IS
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telligence Program_bﬁdget for the Apurpose of achieﬁng na-
tional objectives. ' ’ ‘

“(c) ROLE OF DNI IN REPROGRAMMING.—No funds.
made available under the National Foreign Intelligence
Program may be reprogrammed by any corﬁponent of the
InpelligenceI Community without the prior approval of the
Director of National Intelligence. _

*(d) REPROGRAMMING PROCEDURES.—The vDirec'tbr
of National Intelligence may reprogram_fundé within the
National Foreign Intelligence Program in accordance with
established reprogramming procedures in order to satisfy
national requirements of:a higher priority if prior notice
is éiven to the head of the componeht of the Intelligence
Community whose funds would be ‘reprogrammed and a
reasonable opportunity is providéd for such head to appeal
such action to the President. |

“(e) USE OF RESERVE FOR CONTINGENCIES.—The

Director of National Intelligence shall have authorify to

obligate or expend funds from the Reserve for Contin-
gencies of the National Intelligence Agency for any intel-

‘ligence or intelligence-related: activity of the Intelligence

Community in accordance with section 502 of this Aet.
“(f) TEMPORARY REASSIGNMENT OF PERSONNEL.—

Notwithstanding any other provisions of law, the Director

-of National Intelligence may temporarily reassign, for any

© «8 2168 IS
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period or periods totaling not more than 180 days, any

individual assigned to a particular program within the Na-

tional Foreign Intelligénce Program to any other program
within the National Foreign Intelligence Program in order

to satisfy national requirements of a higher priority if, be-

fore such reassignment, the Director of National
Ir;telligence— _
“(15 notifies the head of the component of the

Intelligence Community to which the individual is

, currently assigned;
. “(2) provides a reasonable opportﬁnity for such -

head to appeal such action to the Presidént; and .

“(3) notifies the Permanent Select Committee
on Intelligence of the House‘ of Fepresentativés and
the Select Committee on Intelligence of the Senate
of the proposed reassignment.

“(g) INTELLIGENCE PRIORITIES.—Under the direc-
tion of the National Security Council, the Director of Na-
fional Intelligence is aﬁthorized to direct the use of any
collection capability within the Intelligence Community in
order to satisfy a priority intelligence requirement of the
United States.

“(h) COORDINATION WITH FOREIGN GOVERN-
MENTS.—Under the direction of the National Security
Council, the Director of National Intelligence shall coordi-

8 2198'IS
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néte thé'relationéfﬁps between elements of the Intelligence
Commuhity and the intelligence or security services of for-
éign governments. - - .

“(i) PREPARATION OF NATIONAL INTELLIGENCE .
ANALYSES.—The Director of National intelligence may
direét t.he preparation of infelligence analyses to satisfy"
national requirements by any element or elements of the
Intelligence " Community after * appropriate coﬂsultation
with the heéd or heads of the departrxient or agency con-
cerned. ‘

* “(j) USE oF PERSONNEL.—The Director of National
Intelligénce shall insﬁtute policies and progfams within
the Intelligence Community fo provide for the rotation of
personnel between componénfs of the Intell.igence Commu-
nity, and to consolidate, wherever posSible, persdnnel, ad-
ministrative, and security programs to reduce the overall
costs of these activities within the Intelligence Commu-
nity.”. _

. (b) AMENDMENTS To EXISTING Law.—(1) Section
1(!1)) of the Central Intelligence Agency -Act of 1949 (50
U.S.C. 403a(b)) is émended by striking “Director of
Central Intelligence” and insértihg “Director ‘of the
Central inteﬂigence Ageney”’. ’

(2)-Section 111(2) of the Central Intelligence Agency

" Retirement Act of 1964 for Certain Employees (50 U.S.C.

*S 2198 IS
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403 note) is amended by striking “Director of Central In-
telligence” and inserting “Director of the .Central Intel-
ligence Ageney”’. .

(3) Any reference in any provision of law before the .
date of enactment of this Act to the Director of Central
Intelligence with respect to his duties as head of the
Central Intelligence.Agéncy shall, on and after such date,
be deemed to refer to the Director of the Central Intel-
ligence Agenecy.

(c). AMENDMENTS TO THE TABLE OF CONTENTS.—
The table of contents of the National Security Act of 1947
is amended by striking out the items relating to sections

-102a and 103 and inserting in lieu thereof the following

new items:

“Sec. 103. Responsibilities of the Director of National Intelligence.
“Sec. 104. Structure of the Central Intelligence Agency.
“Sec. 105. Authorities of the Director of National Intelligence.

. “Sec. 106. National Security Resources Board.”.

SEC. 203. SUBMISSION OF A SEPARATE BUDGET FOR THE
NATIONAL FOREIGN INTELLIGENCE PRO-
 GRAM.

(a) SUBMISSION OF BUDGET REQUES’fS.-—Beginning
with fiscal year 1994, and for each fiscal year thereafter,
the President shall include in any budget request for that
fiscal year submitted to the Congress an aggregate

amount for the National Foreign Intelligence Program.
/
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(b) ROLE OF THE DIRECTOR OF NATIONAL iNTEL- :
LIGENCE.—Any amount authorized to be' appropriated, or
appropriated, for the. Nationa.} Foreign Intelligence Pro-
gram' shall be considered to be authorized to be appro-
priated, or appropriated, as the case may be, to the Diree-
tor of National Intelligence, who shall obligate, expend,
and allocate such funds within the Intelligence'Commuﬁity '

in accordance with the appropriate authorization or appro-

" priation Aect: :

TITLE III-THE INTELLIGENCE
~ ACTIVITIES OF THE DEPART-
MENT OF DEFENSE |
Subtitle A—Office of the Secretary
of Defense

'SEC. 301. ASSISTANT SECRETARY OF DEFENSE FOR INTEL-

LIGENCE.
~ (a) IN GENERAL.—Section 136(b)(3) of title 10,
United States Code, is amended to read as follows:

“(3)(A) One of the Assistant Secretar'ies shall be As-

sistant Secretary of Defense for Intelligenge, who shall—

“(i) have responsibility for the development of
poﬁcy, resource allocation, and oversight for all intel-
ligence and intelligence-related activities of the De-

partment of Defense;

*8 2198 IS
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““(i1) ensure that the Secretary of Defense and
his staff receive appropriate 'and timely intelligence
. support from the Intelligence Community; and
“(iii) have principal responsibility for inteégrat-
ing the tactical intelligence programs of the Depart-
ment of Defense with the National Foreign Intel-
ligence Program, as defined in section 3‘ of thé Na-
tional Security Act of 1947. '
“(B) One of the A331stant Secretaries shall be the

'Assis_tant Secmtary of Defense for Command, Control,

and Communications, who shall have as his principal duty
the overall supervision of command, control, and commu-
nications aﬂﬁré of the Department of Det"ense.”.
(b) DEFMION.;Section 101 of such title is amend-
ed by adding at the end the following new paragraph:
“(48) The term ‘Intelligence' Community; has
the meaning given such term in section 3 of the Na-
tional Security Act of 1947.”.
(c) CONFORMING AMENDMENT.—Section 921(a) of
the National Défense Authorization Act for Fiscal Years

1992 and 1993 is amended .by striking out “section
‘136(b)(3)” and . inserting in lien thereof ‘“section

136(b)(3)(A)”.

8 2198 18
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SEC. '302. RESPONSIBILITIES OF THE SECRETARY OF DE-
' FENSE PERTAINING TO THE NATIONAL FOR-
EIGN INTELLIGENCE PROGRAM.
The Secretary of Defense shall be responsible for—
(1) ensuring the implementation of the policies
and resource decisions of the Director of National
Intelligencé by elements of the Department of De-
fense within the National Foreign Intelligence Pro-
gram; and _
(2)- ensuring that the tactical intelligence activi-
ties of the Departr_r-;ent of Defense complement and
are compatible with intelligence activities funded- |

within the National Foreign Intelligence Program.

SEC. 303. RESOURCE MANAGEMENT FOR DEFENSE INTEL-

LIGENCE PROGRAMS.

(a) BUDGET SUBMISSIONS REGARDING TACTICAL IN-

'TELLIGENCE MATTERS.—As part of the budget submis-

sion made to the Congress for fiscal year 1994, and for
each fiscal year thereafter, the Secretary of Defense, in
consultation with the Director of National Intelligence,"

shall identify to the Select Committee on Intelligence of

the Senate, the Permanent Select Committee on Intel-
ligence of the House of Representatives, and the Commit-
tees on Armed Services of the Senate and House of Rep-

resentatives those intelligence activities of the Department

*S 2198 IS



2

28
of Defense currently listed as the Tactical mmmgence and
Related Activities (TITARA) which—
1) prodﬁce positive intelligence in peacetime; _
(2) interface or interoperdte directly with na-

1

2

3

4
5 tional intelligence systems; or
| 6 (3) satisfy the intelligence requirements of De-
7 paljtmenf of Defense elements _general]yAratiier than

8 the requirements of a single element.

9 (b) TACTICAL INTELLIGENCE P_ROGRAM.—Beginning
‘ 10 with ﬁéeal year 1995, and each fiscal year thereafter, the
11 intelligence activities bf the Department of Defense which
12 were identified by the Secretary of Defense pursuant to
13 subsection (a), shall be funded as élements of a Tactical
E 14. Intelligence Program within the budget of the Departmenf
15 of Defense, and shall be managed asa separate program
16 by the Seé,retary of Defensé. Elements of existing Tactical
© 17 Intelligence and Related Activities (TIARA) not identified
18 by the Secretary under subsection (a) as intelligence ac-
19. tivities shall be -designated for program management

20 under existing arrangements within the Department of

21 Defense.
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‘ Sub_title B—The National Security
Agency o
SEC. 311. ESTABLISHMENT OF NATIONAL SECURITY AGEN- - .
' cv. o
() IN GENBRAL—Title II of the National Security
Act of 1947 (50 U.S.C. 401 et seq.) is amended by adding
at the end thereof t_he following 1new section: :
“SEC. 208 ESTABLISHMENT OF NATIONAL SECM AGEN-
"‘(a) ESTABLISHMENT.—There is established within
the Department of Defense a National Security Agericy
which shall be headed by a Director. The Director shall
be appointed by the Secretary of Défense, after con-
sultation with the Director of National Intelligence, from
among the active component commissioned officers of the
Armed Forces. The'tel;xn of appointment‘ is four years.
The position of the Director shall be a positibri of impor-
tance and responsibility carrying the grade of lieutenant
general or admiral. During the period of service as Diree-

tor, a commissioned officer shall not be counted against

.the number and percentage-of commissioned officers of the

grade of such officer authorized for the Director’s armed

force. _
“(b) RESPONSIBILITIES.—The Agency, under the di-
rection of the Secretary of Defense, shall—

*8 2198 IS
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“(1) establish and operate, subject to the au-

thorities and guidance of the Director of ‘National

‘Intelligence, an effective unified organization within

the Intelligence Co_mmunity for the conduct of sig-
nals intelligence activities and shall ensure that the
product of such activities is disseminated in a timely
manher to aufhorized reeipients‘ within the Govefn-
ment;

(2) subject to the authorities and guidance of

“the Director of National Intelligence, serve as the

sole ageflt within the Intelligence Community for-the-
procurement and operation of such overhead recon-

naissance systems as may be required to satisfy the '

- signals intelligence collection requirements of the In-

telligence Community; and
¢(3) provide for the communications security
needs of the Government.””.

(b) TABLE OF CONTENTS.—The item relating to sec-

19 tion 208 in.the table of contents of such Act is amended

20 to read as follows:

“Sec. 208. Establishment of National Security Agency.”.

8 2198 IS
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Subtitle C—The National Imagery =

L ' Agency

SEC. 321. ESTABLISHMENT OF NATIONAL IMAGERY AGEN-
' CY. _

(a) IN GENERAL.—Title II of the National Security
Act of 1947, as amended by section 311, is further amend-
ed by adding at the end thereof the following new section: _
“SEC. 209, ESTABLISHMENT Oii‘ NATIOI;IAL IMAGERY AGEN-

-CY.

“(a) ESTABLISHMENT.—There is established within
the Departmént of Defense a National Imagery Agency -
which shall be headed by a Director appointed by the See-
retary of Defense, after consultation with the Director of _
National Intelligence. '

“(b) RESPONSIBILITIES.—Subject to the authorities
and guidance of the Direptor of National Intelligence, the -
Agency shall— ' | 4 |

“(1) establish and operate an éffective unified
organization within the Intelligence Commiunity for
the tasking of imagery collectors, for the exploitation
and analysis of the results of such collection, and for
the dissenﬁnétion 6f the product of such collection in

‘a timely manner to authorized recipients within the

Government; and

*8 2188 IS
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“(2) serve as the sole agent within the Intel-
ligence Community for the pr’ocuremént and oper-
ation of such. overhead réconnaissance systems as

- may be required to sat.isfy the imagery éoﬂection re-
quirements of the Intelligence Commﬁnity.
“(¢) DEFINITION.—As used in this section, the term

‘imagery’ refers to the results of 'phot,ographic reconnais-

. sance undertaken from any type of collection platform.”. '

(b) TABLE. OF CONTENTS.—The item relating to sec-
tion 209 in the table of contents.of such Act is amended

to read as follows:

“Sec. 209. Establishment of National Imagery Agency.”.

Subtitle D—The Defense
Intelligence Agency
SEC. 331 ESTABLISﬁMENT OF THE DEFENSE INTEL-
LIGENCE AGENCY. -
(a) ESTABLISHMENT.—There is established within
the Department of Defense a Defense Intelligence Agency
which shall be headed by a Director.
(b) DIRECTOR.—The Director shall be appointed by
the Secretary of Defense, after consultation with the Di-
rector of National Intelligence, from among the active -
component commissioned officers of the Armed Forces.
The term of a.ppdintment is four years. The position of

the Director shall be a position of importance and,reépon-

*8 2198 IS
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sibility canying the grade of lieutena_nt general or admiral.
During the period 6_f sérvice as Director, a commissioned
officer shall not be counted against the number and per- " '
centage of commissioned officers of the grade of such offi-
cer authorized for the Director’s armed force. '
SEC. 332. RESPONSIBILITIES OF THE AGENCY.

-(a). IN GENERAL.—Subject to the direction of the
Secretary of Defensq, the Defense Intelligehce Agency
shall—
' (1) produce timely, objective military and mili-

tary-related -intelli‘gepce, independent of political con-
siderations or bias and based upon all sources avail-
" able _td the United States Intelligence Commu’nity,
and disseminate such intelligencé——
(A) to the Secretary of Defensé‘; ‘ )
(B) to the Joint Chiefs of Staff and senior
military commanders, as appropriate;
(C) to other elements of the Department of
Defense, as appropriate; and
(D) to other agéhcies and elements of the
Federal Government, as appropriate;
(2) coordinate the production of all military and
military-related intelligence by intelligence elements
of the Department of Defense bo ensufe adequacy

-and objectivity and to avoid unnecessary duplication;

*S 2108 IS
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(3) manage the Defense Attache systerﬁ;

(4) validate, in gecordance with applicable guid-
ance, the intelligence collectioﬁ Tequirements of intel-
ligence elements within the Department of Defense;
and ’

V _(5) perform such additional services of common
concerﬂ to the inte]ligence elements of the Depart-
ment of Defense as the Secretary of Defense deter-
mines cah Be more efficiently accomplished centrally.
(b) EFFECTIVE DATE.—This section sﬁall take effect
upon the e)‘cpirationAof the period deseribed in séction,

921(b) ‘of the National Defense Authorization Act for Fis-

. cal Years 1992 and 1993 (Public Law 102-190; 105 Stat.

1452, 10 U.S.C. 201 note).
sﬁc. 333. AUTﬁORﬁ‘IES OF THE DIRECTOR, DEFENSE IN-
TELLIGENCE AGENCY. »
To carry out the. responsibilities set forth in section
332, the Director of the Defense Intelligence Agency—
(1) shall have access to all .intelligence collected
by any intelligence element of fche Department of
" Defense, or any component of the Intelligence Com-
munity, which bears upon.a matter within his area
of responsibility; . )
(2) may evaluate any military and military-re- -
-lated intelligence produ(ied by angr component of the -

8219818 /
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Department of Defense for use or dissemination out-
side the component concerned, to ensure its accu-
racy, completeness, ijecfiirity, or timeliness;

'(3) in order to avoid unnecessary duplication,

" may evaluate the production of military and mili-

tary-related intelligence by intelligence elements of
the Department of Defense, or within an element of
the Department of Defense, and may direct the con-

solidation or elimination of existing capabilities, or

~ direct that the requirements of a particular element

or elements be satisfied by alternative means, except

that independent intelligence production capabilities

shall be maintained, as required by each of the mili- .

tary departments, pursuant to section 425 of title
10, United States Code; and ,

(4) shall require the military dgpartments to as-
sign -qualified active duty officers of .the Armed

‘Forces to the Defense Attache system. -

Subtitle E—The Military
 Departments

SEC. 341. INTELLIGENCE CAPABILITIES OF THE MILITARY

DEPARTMENTS.

'

(a) MAINTENANCE AND CONSOLIDATION..—Chapter -

" 24 21 of title 10, United States Code, is amehded by inserting

25 at the end of subchapter I the following new section:
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«8495. Intelligence capabilities of the military de-

‘partments
“(a) REQUIREMENT FOR MAINTENANCE OF CAPA-

BILITIES.—Under the direction of the Secretary of De-

1

2

3

4

5 fense, the Secretaries of the militaxy‘départnients shall
6 maintain sufficient capébilities to collect and producej iﬁ-
7 telligence in satisfaction of—:

8 A “1) any requirements: of the Director of Na-
9

tional Intelligence;

10 - “(2) ‘the requirements of the Secretary of De-
11 fense or the Chairman of the Joint Chiefs of Staff;
12 and ' '
13 “(3) the requirements of the military depart-
14 ment concerned, including the provision of intel-
15 ligence support to—

16 “(A) military planners;
17 “(B) tactical coMmdem;
18 - “#(C) the process for the acquisition of mili- -
19 . tary equipment;
20 “(D) training and doctrine; and
21 “(E) the research and .development proc-
22 ess.. |
23 “(b) LEVEL AND FORM OF CAPABILITIES To BE

24 MAINTAINED.—The Secretaries of the military depart-
25 ments shall ensure that the capabilities maintained pursu-

26 ant to subsection (a) do not exceed that which is necessary
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to sé.tisfy the requirements of their respective depart-
ments. To the extent feasible, the Secretaries shall provide
for such capabilities to be maintained jointly and in the
most efficient and cost-effective form.”. ‘

(b) CLERICAL’ AMENDMENT.—The table of sections
at the beginning of subchapter II of sﬁch chapter is
amended by inserting after the item relating to section

424 the following new item:
“425. Intelligence eapabilmes of the military departments "’

TITLE IV—CONGRESSIONAL
- OVERSIGHT
SEC. 401 INCLUSION OF TACTICAL MILITARY INTEL-
' LIGENCE ACTIVITIES WITHIN JURISDICTION
OF SELECT COMMITTEE ON INTELLIGENCE.
(a) AMENDMENT 7o S. REs. 400 (94th CoN.

‘GRESS).—Section 14(a) of Senate Resolution 400 (94th

Congress) is amended by striking the last sentence in its
entirety. .

(b) EFF’ECTIVE DATE.fThis section shall take effect
October 1, 1993. '
TITLE V—TRANSFER OF FUNC-

TIONS AND SAVINGS PROVI-
SIONS
SEC 501. DEFINITIONS.

For purposes of this title, unless otherw1se provxded

or indicated by the context—
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(1) the term “Federal agency” has the meaning
given to the term “agency” by seection 551(1) of title

5, United States Code;

(2) the term “function” means any duty, obli-
gation, power, authonty, respons1b1hty, right, privi-

lege, actmty, or program;

(3) the term “transferee agency” means the

National Secunty Agency established under section

-208 of the Natlonal Security Act of 1947, the Na—

tional Imagery Agency established under section 209
of that Aect, or the Defense Intélliger}ce Agency es:’
tablished under section' 3‘31, whenever the tre.msferor
agency is an agency by the sameé name; and

(4) the term “transferoi- agency’’, with respect
to a transferee agency by the same name, means the
Defense Iﬁtelligence Agency ves,t;.blished pursuant to
Department of Defense Directive 5105.21 (effective
October 1, 1961, the National Security Agency es-
tablished pursuant to classified Presidential directive

of October 24, 1952, or any éom'ponent of the Intel-

‘ligence Community which may be performing fune-

tions descnbed in section 209 of the National Secu-
nty Act.of 1947, as jointly detemuned by the Direc- -
tor of National Intelligence and the Secretary of De-

fense.
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SEC. 502. TRANSFER OF FUNCTIONS.

" There are transferred to the transferee agency ail
functlons which the head of the transferor agency exer-
cised before the date of the enactment of this title (includ-
ing all related functions of any officer or employee of the
transferor agency). |

' SEC. 503. DETERMINATIONS OF CERTAIN FUNCTIONS BY

'THE OFFICE OF MANAGEMENT AND BUDGET.

If necessary, the Office of Management and Budget
shall make any determination of the functions that are
transferred under section 502.

SEC. 504. PERSONNEL PROVISIONS.

(a)v APP(')INTMENTS.—The' head of the transferee
agency may app_oint and fix the compensation of such offi-
cers and employees as may be necessary to carry out the
respecﬁve functions transferred under this title. Exeept as
otherw1se provided by law, such officers - and employees
shall be appointed in a.ecorda.nce with the civil service laws

and thelr compensation ﬁxed In accordance with title 5,

_Umted States Code.

(b) EXPERTS AND CONSUL’I‘ANTS —The head of the
transferee agency may obtain the services of experts and
consultants in accordance with section 3109 of title 5,
United States Code, and compensate such experts and
conéultants for each  day (including traveltime) at rates -
not in excess of the rate of pay for level IV of the Execu-
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tive Schedule under section 5315 of such title. The head
of the transferee agency may pay experts and consultants
who are serving away from their homes or regular place
of business travel expenses and per diem in lieu of subsist-

ence at rates authorized by sections 5702 and 5703 of

_such title for persons in Government service employed °

intermittently.
SEC. 505. DELEGATION AND ASSIGNMENT.

Except where otherwise expressly prohibited by law
or otherwise provided by this title, the head of the trans-
feree agency may délegate any of the functions transferred
to the head of the transferee agency by this title and any
funection transferred or. gianted to sucﬁ head of the trans-
feree agency aftex" the effective date of this title to such
ofﬁcers’and. eniployees of the transferee agency as thev
head of the transferee agency may designate, and rﬁay au-
thorize ‘successive redelegations of such functions as may
be necessary or appropriate. No delegation of funetlons
by the head of the transferee agency under this sectlon
or under any other provision of this title shall relieve ‘such
head of the transferee agency qf responsibility for the ad-
ministration of such functions. |
SEC. 506. REORGANIZATION

The head of the transferee agency is authonzed to

allocate or reallocate any function transferred under sec- ‘
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tion 502 among the officers of the transferee agency, and
to establish, eonsolidate, alter, or discontinue such organi-
zational entities in the transferee agency as may be nec-
essary or appropriate.
SEC. 507. RULES.

The head of the transferee agency-is authorized to
prescribe, in accordance with the provisions of chapters
5 and 6 of title 5, United States. Code, such rules and
regulations as the head of the transferee agency deter-
mines necessary or appropriate to administer and manage
the functions of the transferee agency. —

SEC. 508. TRANSFER AND ALLOCATIONS OF APPROPRIA-
'TIONS AND PERSONNEL.

Except as otherwise provided in this title, the person-
nel employed in connection with, and the assets, liabilities,
contracts, property, records, .and.unexpe'nded balances of
appropriations, authorizatioﬁs,, allocations, and other
funds employed, used, held, arising from, available to, or
to be made available in connection with the functions
transferred by this title, subject to section 1531 of title
31, United States Code, shall be transferred to the trans-

. feree agency. Unexpended funds transferred pursuant to

this section shall be used only for the purposes' for which
the funds were originally authorized and appropriated. ‘

S 2198 IS
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SEC. 509. INCIDENTAL TRANSFERS.

The Director of the Office of Management and Budg-
et, at such time or times as the Director shali provide,
is ‘authorized to make such determinations as may be nec-
essary with regard to the functions transferred by this’
title, and to make such additional incidental dispositions
of personnel, assets, liabilities, grants, contracts, property,
records, and unexpended balances of appropriations, au-
thorizations, allocations, and other funds held, used, aris-
ing from, available to, or to be made available in com_leé-. '
tion with such funections, as may be necessary to carry éut
the provisions of this title. The Director of the Office of
Manégément ‘and Bu(iget shall provide for the termination
of the affairs of all entities terminated by this title and

- for such further measures and dispositions as may be nec-

essary to effectuate the purposes of this title.

SEC. 510. EFFECT ON PERSONNEL.

(a) IN GENER_AL.fExcept as otherwise provided by
this title, the transfer pursﬁant to this title of full-time
personnel (except special Government employees) and
part-time personnel holding permanent positions shall ﬂot
cause any such employee' to be separated or reduced in

grade or compensation for one year after the date of trans-

fer of such empioyee under this title.

(b) EXECUTIVE SCHEDULE POSITIONS.—Except as
otherwise provided in'this title, any persbn who, -on the
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day preceding the effective date of this title, held a posi-
tion compensated in aceordance with the Executive Sched-
ule prescribed in chapter 53 of title 5, United States Code,

and who, without a break in service, is appointed in the

. transferee agency to a position having duties comparable

to the duties performed immediately preceding‘such ap-
pointment shall continue to be. compensated in such new
position' at not less than the rate provided for such pre-
vious position, for. the duration of the service of such per-
son in sﬁch new position. '
SEC. 511. SAVI.;NGS PROVISIONS.
(a) CONTINUIN(_; EFFECT OF LEGAL DOCUMENTS.—
All orders, determinations, rules, regulations, pgrmits,
agreements, grants, contracts, certificates, licensés, reg-
istrations, privileges, and other administrative actions—
(1). which have been issued, made, granted, or
allowed to become effective by the President, any
Federal a,gericy or ofﬁgial 'thereof,‘ or by a court of
competent jurisdictidn, in the performance of func-
' tions which are transferred under this title, and
(2) which are in effect at the time this title
takes effect, or were final before the effective date
_ of this title and are to become éffective on or after

 the effective date of this title,
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shall continue in effect according to their terms until
modified, terminated, superseded, set aside, or revoked in
acéqrdance with law By the Piesident, the head of the
transferee agency or other authorized official, a court of
competent jurisdiction, or by opération of law.

(b) PROCEEDINGS NOT AFFECTED.—The provisions
of this.title shall not affect any proceedings, including no- -
tices of proposed rulemaking, or any application for any
license, permit, certificate, or financial assistance peﬁding

before the transferor agency at the time this title takes

. effect, with respect to functions transferred by this title

but such proceedings and applications shall be continued.

" Orders shall be issued in such proceedings, appeals shall

be taken therefrom; and payments shall be made pursuant
to such orders, as if this title had not been enacted, énd
orders issued in any such proceedings shall continue in
effect until modiﬁed; terminated, superseded, or revoked
by a duly authorized official, by a court of competent juris-
diction, or by operation'of law. Notlﬁng in this subsection
shall be deemed to prohibit the discontinuance or modi-
fication of any such proceeding under the same terms and
conditions and to the same extent that such proceeding
could have been discontinﬁed or modified if this title had

not been enacted.
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(c) Surrs NoT AFFECTED.—The provisions of this
title shall not affect suits commenced before the effective

date of this title, and in all such suits, proceedings shall

_be had, appeals taken, and judgments rendered in the

same manner and with the same effect as if this title had
not been enactéd.

" (d) NONABATEMENT 015 AcTIONS.—No suit, action,
or other proceeding commenced by or against the trans-
feror agency, or .by or against any individual in the official
capacity of such individual as an officer of the transfefor_-
agency, shall abate by reason of the enactment of this title.

(e) ADMINISTRATIVE ACTIONS RELATING TO PRO-

‘MULGATION OF REGULATIONS.—Any administrative ac-

tion relatihg to the preparation or promulgati()n of a regu-
lation by the transferor agency relating' to a function
transferred under this title may be continued by the trans-
feree agency with the same effect as if this title had not
been enacted. ‘
SEé. 512. SEPARABILITY.

- If a provision of this title or its application to any
person or circumstance is held invalid, neither the remain-
der of this titlé nor the application of the provision to

other persons or circumstances shall be affected.

*S 2188 IS
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The head of the transferee agency is authorized to

utilize—

(1) the services of such officers, employees, and
other personnel of the transferor agency with respect
to functions transferred to the transferee agency by
this title; and _

(2) funds appropriated to such funections for
such period of time as may reasonably be needed to

facilitate the orderly implementation of this title. -

SEC. 514. REFERENCES. -

Any reference in any other Federal law, Executive

order, rule, regulation, or delegation of authority, or any

document of or relating to—

(1) the head of the transferor agency-with re-

gard to functions transferred under section 502,

~ shall be deemed to refer to the head of the trans-

feree agency; or
(2) the transferor agency with regard to func- -
tions transferred under section 502, shall be deemed '

to refer to the transferee agency.

TITLE VI—EFFECTIVE DATE

SEC. 601. EFFECTIVE DATE.

Except for sections 332 and 401, this Act, and the

26. after its date of enactment.

*8 2188 IS
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NATIONAL SECURITY ACT OF 1947
ACT OF JULY 25, 1947

AN ACT To promote the national security by providing for a Secretary of Defense;
for a National Military Establishment; for a Department of the Army, a Depart-
ment of the Navy, and a ?‘eﬁanp}ent of the Air Force; and for the coordination of*
the activities of the National Military Establishment with other departments and
agencies of the Government concerned with the national security.

Be it enacted by the Senate and House of Representatives of the
United States of America in Congress assembled,

SHORT TITLE

That [50 U.S.C. 401 note] this Act may be cited as the “Nation-
al Security Act of 1947”. T - 4

TABLE OF CONTENTS
Sec. 2. Declaration of policy.- . .
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Sec. 2 NATIONAL SECURITY ACT 4

Sec. 311. Succession to the Presidency. .
Sec. 411. Repealing and saving provisions.
TiTLE V—ACCOUNTABILITY FOR INTELLIGENCE ACTIVITIES
Sec. 501. Congressional oversight.
. TrrLe VI—PrOTECTION OF CERTAIN NATIONAL SECURITY INFORMATION
Sec. 601. Protection of identities of certain United States undercover intelligence of-
ficers, agents, informants, and sources.
Sec. 602. Defenses and exceptions.
. Sec. 603. Report. Lo
Sec. 604. Extraterritorial jurisdiction.
Sec. 605. Providing information to Congress.
Sec. 606. Definitions. )
— ON OF OPERATIONAL FILES OF THE CENTRAL
TITLE VII—PROTECTI T O Y

Sec. 701. Exemption of certain operational files from search, review, publication, or
Sec. 702. Decennial review ofAexempted operational files.

' DECLARATION OF POLICY

Sec. 2. [50 U.S.C. 401] In enacting this legisiation, it is the
intent of Congress to provide a comprehensive fprog'ram for the
future security of the United States; to provide for the establish-
ment of integrated policies and procedures for the departments,
agencies, and functions of the Government relating to the national
security; to. provide a De ent of Defense, including the three
military Departments of the Army, the Navy (including naval avia-
tion and the United States Marine Corps), and the Air Force under
the direction, authozl;:ﬁ, and control of the Secretary of Defense; to
provide that each military department shall be separately orga-
nized under its own Secretary and shall function under the direc-
tion, authority, and control of the Secretary of Defense; to provide
for their unified direction under civilian control of the Secretary of
Defense but not to merge these departments or services; to provide
for the establishment of unified or specified combatant commands,
and a clear and direct line of command to such commands; to
eliminate unnecessary durlication in the Department of Defense,
and particularly in the field of research and engineering by vesting
its overall direction and control in the Secretary of Defense; to pro-
vide more effective, efficient, and economical administration in the
Department of Defense; to provide for the unified strategic direc-
tion of the combatant forces, for their operation under unified com-
mand, and for their integration into an efficient team of land,
naval, and air forces but not to establish a single Chief of Staff
over the armed forces nor an overall armed forces general staff.

TITLE I—COORDINATION FOR NATIONAL SECURITY

NATIONAL SECURITY COUNCIL

~ Sec. 101. [50 U.S.C. 402] (a) There is hereby established a coun-
. cil to be known as the National Security Council (thereinafter in
“this section referred to as the “Council”.

**Item editorially inserted.
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The President of the United States shall preside over meetings of
the Council: Provided, That-in his absence he may designate a
member of the Council to preside in his place.

The function of the Council shall be to advise the President with
respect to the integration of domestic, foreign, and military policies
relating to the national security so as to enable the military serv-
ices and the other departments and agencies of the Government to
cooperate more effectively in matters involving the national securi-

ty. : .
The Council shall be composed of *—
: (1) the President; - '

(2) the Vice President;

(3) the Secretary of State;

(4) the Secretary of Defense;

(5) the Director for Mutual Security;- : :
(6) the Chairman of the National Security Resources Board;

and E
(1) The Secretaries and Under Secretaries of other executive
departments and the military departments, the Chairman of
the Munitions Board, and the Chairman of the Research and
Development Board, when appointed by the President by and
- with the advice and consent of the Senate, to serve at'his
pleasure. ' '
®) In addition to performing such other functions as.the Presi-
dent may direct, for the purpose of more effectively coordinating
the policies and functions of the departments and agencies of the
Government relating to the national security, it shall, subject to
the direction of the gresident, be the duty of the Council—

(1) to assess and appraise the objectives, commitments, and

" risks of the United States in relation to our actual and poten-
tial military power, in the interest of national security, for the
purpose of making recommendations to the President in con-
nection therewith; and - - :

(2) to consider policies on matters of common interest to the
departments and agencies of the Government concerned with
_the national security, and to make recommendations to the

" President in connection therewith. : . .

(c) The Council shall have a staff to be headed by a civilian exec-

utive secretary who shall be agpointed by the President, and who

shall receive compensation at the rate of $10,000 a year.Z The exec-
utive secre , subject to the direction of the Council, is ‘hereby
authorized, subject to the civil-service laws and the Classification
Act of 1923, as amended,® to appoint and fix the compensation of

1 The positions of Director for Mutual Security, Chairman of the National Security Resources
Board, irman of the Munitions Board, and Chairman of the Research and Development
Board have been abolished by various Reorganiztion Plans. The statuto members of the Na-
t[;:;_wl Security Council are the President, Vice President, Secretary of State, and of
: ense. - *

2 The specification of the salary of the head of the National Security Council staff is obsolete
and has been superseded. N
3 The Classification Act of 1923 was repealed by the Classification Act of 1949, The Classifica-
tion Act of 1949 was repealed by the law enacting title S, United States Code (Public Law 89-
544, Sept. 6, 1966, 80 Stat. 378), and its provisionis were codified as chapter 51 and subchapter 53
of title 5. Section 7ib of that Act (<0 Stat. 631) provided: “A reference to a law replaced by sec-
tions 1-6 of this Act, including a reference in a rﬁation. order, or other law, is deemed to
refer to the corresponding provision enacted by this "
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nnel as may be neeeesarj to perform suchr duties as may
ls)uecgrgc?&ed by the (gouncil in connection with the performancé of
its functions.

(d) The Council shall, from time to time, make such recommenda-
tions, and such other reports to the President as it deems appropri-
ate or as the President may require. ' .

CENTRAL INTELLIGENCE AGENCY

. Sec. 102. [50 U.S.C. 403] (a) There is hereby established under
the National Security Council a Central Intelligence Agency with a

Director of Central Intelligence who shall be the head thereof, and

with a Deputy Director of Central Intelligence who shall act for,

" and exercise the powers of, the Director during his absence or dis-
ability. The Director and the Deputy Director shall be appointed by
the President, by and with the advice and consent of the Senate,
from among the commissioned officers of the armed services,
whether in an active or retired status, or from among individuals
in civilian life: Provided, however, That at no time shall the two
positions of the Director and Deputy Director be occupied simulta-
nebusly by commissioned officers of the armed services, whether in
an active or retired status. » .

(bX1) If a commissioned officer of the armed services is appointed

as Director, or Deputy Director, then— i

(A) in the ﬂ?‘(’)rmanoe of his duties as Director, or Deputy
Director, he be subject to no supervision, control, restric-
tion, or prohibition (military or otherwise) other than would be
operative with respect to him if he were a civilian in no way
connected with the Department of the Army, the Department
of the Navy, the Department of the Air Force, or the armed
services or any component thereof: and - ’

(B) he shall not possess or exercise any supervision, control,
powers, or functions (other than such as he possesses, or is au-

- thorized or directed to exercise, as Director, or Deputy Direc-

tor) with respect to the armed services or any component
thereof, the Department of the Army, the Department of the
Navy, or the Department of the Air Force, or any branch,
bureau, unit, or division thereof, or with respect to any of the
personnel (military or civilian) of any of the foregoing.

(2) Except as provided in. paragraph (1), the appointment to the
office of Director, or Deputy Director, of a commissioned officer of
the armed services, and his acceptance of and service in such office,
shall in no way affect any status, office, rank, or grade he may
occupy or hold in the armed services, or any emolument, perqui-

 site, right, privilege, or benefit incident to or arising out of any
such status, office, rank, or grade. Any such commissioned officer
shall, while serving in the office of Director, or Deputy Director,
continue to hold rank and grade not lower than that in which serv-
ing at the time of his appointment and to receive the military pay
and allowance (active or retired, as the case may be, including per-
sonal money allowance) payable to a commissioned officer of his
grade and length of service for which the appropriate department
" shall be reimbursed from any funds available to defray the ex-
penses of the Central Intelligence Agency. He also shall be paid by
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the Central Intelligence Agency from such funds an annual com-
pensation at a rate equal to the amount by which the compensa-
tion established for such position exceeds the amount of his annual
military pay and allowances.

(3) The rank or grade of any such commissioned officer shall,
- during the period in which such commissioned officer occupies the
office of Director of Central Intelligence, or Deputy Director of Cen-
tral Intelligence, be in addition to the numbers and percentages
otherwise authorized and appropnated for the armed service of
which he is a member. '

(¢} Notwithstanding the provwxons "of section 6 of the Act of
August 24, 1912 (37 Stat 555),4 or the provisions of any other law,
the Dlrector of Central Intelligence may, in his discretion, termi-
nate the employment of any officer or employee of the Agency
whenever he shall deem such termination necessary or advisable in- -
the interests of the United States, but such termination shall not
affect the right of such officer or employee to seek or accept em-
ployment in any other department or agency of the Government if
declared eligible for such employment by the United States- Civil
Service Commission. 5

(d) For the purpose of coordinating the mtelhgence activities of
the several Government departments and agencies ‘in the interest
of national security, it shall be the duty of the Agency, under the
direction of the National Security Council— :

(1) to advise the National Security Council in matters con-
cerning such intelligence activities of the Government depart-
ments and agencies as relate to national security; - '

(2) to make recommendations to the National Security Coun- -
cil for the coordination of such intelligence activities of the de-
partments and agencies of the Government as relate to the na-

- tional security;
(3) to correlate and evaluate intelligence relating to the na-
" tional security, and ‘provide for the appropriate dissemination
of such intelligence within the Government using where appro-
. priate existing agencies and facilities: Provided, That the
.Agency shall have no police, subpena, law-enforcement powers,
or internal-security functions: Provided further, That the de-
partments and other agencies of the Government shall contin-
ue to collect, evaluate, correlate, and disseminate departmental
intelligence: And provlded further, That the Director of Cen-
tral Intelligence shall be responsible for protecting intelligence
sources and methods from unauthorized disclosure;
(4) to perform, for the beneﬁt of the existing intelligence
 agencies, such additional services of common concern as the
National Security Council determmes can be more efficiently
accomplished centrally,

* The cited Act of August 24, 1912, was repealed by the law enacting title 5, United States
Code (Public Law 83-544, Sept. 6, 1966, 80 Stat. 378). The provisions of section 6 of that Act were
codified as section 7501 of title 5.

"% The functions of the Civil Service Commission were transferred to the Director of the Office
rl)f ggmnnel Management by section 102 of Reorganization Plan No. 2 of 1978 (92 Stat. 3783; 5
1101 note).
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(5) to perform such other functions and duties related to in-
telligence affecting the national security as the National Secu-
rity Council may from time to time direct. . )
- (e) To the extent recommended by the National Security Council
and approved by the President, such intelligence of the depart-
ments and agencies of the Government, except as hereinafter pro-
vided, relating to the national security shall be open to the inspec-
tion of the Director of Central Intelligence, and such intelligence as
relates to the national security and is possessed by such depart-
. ments and other agencies of the Government, except as hereinafter
provided, shall be made available to the Director.of Central Intelli-
gence for correlation, evaluation, and dissemination: Provided how-
ever, That upon the written request of the Director of Central Intel-
ligence, the Director of the Federal Bureau of Investigation shall
make available to the Director of Central Intelligence such infor-
mation for correlation, evaluation, and dissemination as may be es-
sential to the national security. . .-
(D) Effective when the Director first appointed under subsection
(a) has taken office— )

(1) the National Intelligence Authority (11 Fed. Reg. 1337,
1339, February 5, 1946) shall cease to exist; and - ’

(2) the personnei, properiy, and records of the Central_lntel-
ligence Group are transferred to the Central Intelligence
Agency, and such Group shall cease to exist. Any unexpended
balances of appropriations, allocations, or other funds available
or authorizeg to be made available for such Group shall be
available and shall be authorized to be made available in like
manner for expenditure by the Agency.

APPOINTMENT OF DIRECTOR OF INTELLIGENCE COMMUNITY STAFF

Sec. 102a. (1) If a commissioned officer of the Armed Forces is
appointed as Director of the Intelligence Community Staff, such
commissioned officer, while serving in such position— _ :

(A) shall not be subject to supervision, control, restriction, or
prohibition by the Department of Defense or any component
thereof; and

(B) shall not exercise, by reason of his status as a commis-
sioned officer, any supervision, control, powers, or functions
(other than as authorized as Director of the Intelligence Com-
munity Staff) with respect to any of the military or civilian
personnel thereof. ) .

(2) Except as provided in subsection (1), the appointment of a
commissioned officer of the Armed Forces to the position of Direc-
tor of the Intelligence Community Staff, his acceptance of such ap-

intment and his service in such position shall in no way affect

is status, position, rank, or grade in the Armed Forces, or any
" emolument, perquisite, right, privilege, or benefit incident .to or
arising out of any such status, position, rank, or grade. Any such
commissioned officer, while serving in the position of Director of
the Intelligence Community Staff, shall continue to hold a rank
and grade not lower than that in which he was serving at the time
of his appointment to such position and to receive the military pay
and allowances (including retired or retainer pay) payable to a
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commissioned officer of his grade and lenﬁ: of service for which
the appropriate military department shall be reimbursed from any
funds available to defray the expenses of the Intelligence Commu-
nity Staff. In addition to any pay or allowance payable under the

preceding sentence, such commissioned officer s be paid by the
Intelligence Community Staff, from funds available to defray the
expenses of such staff, an annual compensation at a rate equal to
the excess of the rate of compensation payable for such position
over the annual rate of his military pay (including retired and re-
tainer pay) and allowances.

(8) Any commissioned officer to which subsection (1) applies,
during the period of his service as Director of the Intelligence Com-
munity Staff, shall not be counted against the numbers and per-
- centages of commnssmned officers of the rank and grade of such of- .
ficer authorized for the Armed Force of which he is a member,.
except that only one commissioned officer of the Armed Forces oc-
cupying the position of Director of Central Intelligence or Deputy
Director of Central Intelligence as provided for in section 102, or
the position of Director of the Intelligence Community Staff, under
this section, shall be exempt from such numbers and percentage at
any one time. . )

NATIONAL SECUBI'I'Y 'RESOURCES BOARD &

Sec. 103. [50 USC. 404] (a) The Director of the Office of De-
fense Mobilization,” subject to the direction of the President, is au-
thorized, subject to the civil-service laws and the Classification Act
of 1949, 8 to appomt and fix the compensatlon of such personnel as
may be necessary to assist the Director in carrying out his func-
tions.

(b) It shall be the function of the Director of the Office of Defense
Mobilization to advise the President concerning the coordination. of
military, industrial, and civilian mobilization, including—

(1) policies concerning industrial and civilian moblhzatlon in
order to assure the most effective mobilization and maximum
utilization of the Nation’s manpower in the event of war.

(2) programs for the effective use in time of war of the Na-
tion’s natural and industrial resources for military and civilian
needs, for the maintenance and stabilization of the civilian
economy in time of war, and for the adJustment of such econo-
my to war needs and conditions;

(3) policies for unifying, in time of war, the act1v1t1es of Fed-
eral agencies and departments engaged in or concerned with
production, procurement, distribution, or transportation of
mlhtary or civilian supplies, materials, and products;

¢ Section lwdmhmthemum preparedness. Section 50 of the Act of September 3, 1954
(68 Stat. 1244), eliminated former subeection (a), relating to the establishment of the National
Security Resources Board and redeslgnated former subsections (b)d) as subsections ta>{c). The
secuon headmg was not nd:gﬁ!

7 The functions of the Du'ector of the Office of Defense Mobilization under this section which
Ervvnoualy were transferred to the President, were delegated to the Director of the Federal

Manaﬁunen by ee:uon 4-102 of Executive Order No. 12148 (July 20, 1979,
44 Fm 50 US.C. App. 1 note

1949 was repealed by the law enacting’ title 5, United States Code
(Pnblu: an 89-544, Sept. 6. 1966, 80 Stat. 378), and ita provisions were eodxﬁed as chapter 51
and subchapter 53 of that title.
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'l'imcly and accurate information ubout ‘the activities. capabilities, plans, and
of fi organizations, and persons, and their agents, is
. essential to the national security of the United States. All reasonable and
_lawful means must be used to ensure that the United States will receive the
best intelligence available. For that purpose, by virtue of the authority vested
in me by the Comtimtion and statutes of the United States of Amencai_

[ ng the Nati Act of 1947, as ded. and as Presid
the United States of America, in order to provide for the eff duct of
United States intelligence activities and lha ion of constitutional rights.

‘it is hereby ordered as follows:
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Part1

Goals. Direction, Duties and Responsibilities th Respect to the National
Intelligence Effort

11 Goals. The United States |ntelhgence effort shall provide the President
gd the National Security C&uncﬂ the necessary mformfahon on wluch to
- e

and economic policy. and the protection of Unlted States national interests
from forei aecunty threats. All departments and agencxen shall cooperate
fully to fulfill this goal.

(a) Maximum emphasis should be given to fostering analytical competition
among appropriate ‘elements of the Intelligence Community.

(b) All means. i with licable United States law and this Order.
and with full consideration of the rights of United States persons. shall be
used to develop intelhqence £ i for the President and the National

" Security Council. A pproach hnical collection efforts
and other means uhould be maintained and d ’

(c) Special emphasis should be given to detecting and

and other threata and activities directed by fomgn mtelhgence services

against the United States Government, or Umted States corporations, estab-

lishments, or persons. ]

(d) To the greatest extent possible i with licable United States

law and this Order, and with full consideration of the rights of United States

persons, all agencies and departments should seek to ensure full and free
. exchange of information in order to derive maximum benefit from the Uni(ed

States intelligence effort.

1.2 The National Security Coqnc:l.

{a) Purp The National Security Council (NSC) was established by the

National Security Act of 1947 to advlse the Pmidem wnh reopect to the

Integmﬂan of domestic, foreign and military p
. The NSC shall act aa the Nghen Executive Branch anmy thal

raview of, for and direction to the duct of all nati
intelligence, counterintelligence, and special activities, and d
policies and programs.

{b) Committees. The NSC shall establish such committees as may be neces-
sary to carry out its functions and responsibilities under this Order. The NSC,
. or a committee established by it, shall consider and submit to the President a
policy recommendation, including all dissents, on each special activity and
shall review proposals for other sensitive intelligence operations.
13 National Foreign Intelligence Advisory Groups. )
(s) Bstablishment and Duties. The Director of Central Intelligence shall estab- -
lish such boards, councils, or groups as required for the purpose of obtauung
advice from within the Intelligence Community ooncernlng:
{1) Production. review and dination of national foreign intelligence;
(2) Priorities for the National Foreign Intelligence Program budget:
. (3) Interagency exchanges of foreign intelligence information:
- T (4 Amnasmmm with l‘oreign governments on mtelllgenr.e matters;
: c- (S) Protection of intelligem:e sources and me!hods.
(8) Activities of common concern; and | -
(7) Such other as may be referred by the Director of Central Intelli-
gence. :
(b) Membership. Adviao?' groups established pursuant to this section shall be.
' by the Director of Central lntelligem or his designated representative
and slmll of senior rep from organizations within the
Intelligence Commumty and from departments or agencies containing such
d by the Di of Central lntzlllgence Groups for
iderati of bstantive intelligence will § ves
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. : ' of organizations involved in the collection, p ing and analysis of intelli-
gence. A senior rep of the & y of C the Attorney
General. the Assi to the President for National S Affairs, and the
Office of the Secretary of Defense shall be invited to paniupate in any group

which deals with other than substantive intelligence matters.

14 The Intelligence Commumly The agencies within the Intelligence Com-
munity shall. in with applicable United States law and with the
other provisions of this Order conduct intelligence activities necessary for the
conduct of foreign rel and the p of the national security of the
United States, includmg:

(a) Collection of i [ d by the President. the Nati Secunly
Council, the Secretaﬁes of State and Defense, and other Executive Branch
officials for the performance of their duties and responsibilities:

. (b) Production and di inati oflntelllgence

(c) Collection of inft and the conduct of activities to
proted agaixm. Inle.llisenu acuviﬁu directed against the United States.
activities, and other hostile
achvit.lu directed agmnsl the Umtad States by foreign powers. organizations,

persans, snd their agents;

(d) Special activities;

(¢} Administrative and lupport |cdv|ﬂa withln the United States and ubroad
y for the p horized activities: and -

(n Such other mtellwenee actlvlﬁu as the President may dxrect from time to

1.5 Dlmcwr of Central lntelltgem:e In order to discharge the duties and

responsibilities prescribed by law. the Director of Central lnlelhgence shall be ~

mpondhledirecdylotheﬁutdentmdtheNSCanduhnll

(a) Act as the prlmary edviser to the President and the NSC on national

mim lntellipnce pmvlde the President and other officials in the

| foreign intelligence

(b) Develop such objecﬂvu and guidance for the lmelllgenee Caommunity as
enhance capabilities for responding to axpected future needs for national

fmelgn intelligence:

[c} Promote the development and maintenance of services of common concern

by designated intelligence organizations on behalf of the Inlelllgence Commu-

nity:

(d) Ensure implementation of spednl activities; )

{e} Formulate policies concering foreign intelligence and counterintelligence

arrangements with fore ijernments, coordinate foreign intelligence and

counterintelligence rela!louﬁv between agencies of the Intelligence Commu-

nity and the intelligence or internal security services of {oreign governments,

and establish procedures governing the conduct of liaison by any department

or agency with such services on narcotics activities;

n andpate in the development of proezdulﬂ approved by the Attorney
General governing criminal narcotics activities abroad -to ensure

that these sctivities are consistent wlth foreign intelligence programs;

(g8) Ensure the establishment by the Intelligence Community of common
security and access ltnndnrds for managing and handling foreign intelligence

r

[h) Ensure that are developed which p lnlelhgem:e sources,
ptocsdm

thods, and analytical
(I) Establish uniform criteria for the determination of relative prioriues for the
transmission of critical national foreign intelligence. and advise the Secretary
of Defense concerning the communications requirements of the Intelligence
Community for the transmission of such intelligence;
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(i) Establish appropriate staﬁn. committees, or other advisory groups to assist
in the execution of the Director's responsibilities:

(k) Have full responsibility for production and dissemination of national
foreign intelligence, and authority to levy analytic tasks on departmental
!nhelljsenee production -organizations, in consultation with those orgamza-
munn‘ghnt{mt appropriate hani for titive lysi
developed so diverse points of view are considered | fully and dnfferences
of judgment within the Intelligence Community are brought to the attention of

national policymakers;

(1) Ensure the timely exploitation and di ination of data gathered by
national foreign intelligence collection ‘means, and ensure that the resulting
intelligence is disseminated i diately to appropriate government entities
and military commands;

(m) Establish mechanisms which translate national foreign intelligence objec-
tives and priorities approved by the NSC into specific guidance for the
Intelligence Communny. resolve conﬂlcta in tasldng priority, provide to de-*
partments and ha ion capabilities that are not
part of the Nauonal Foreign Intelligence Program advisory tasklng concemmg
of lute.lllsence. and ide for the de of

plam and arrangements for of
the S y of Def when d ‘bythe. id

(n) Devnlop. with the ux:dvlce of the program managers and departments and

1! e lidated National Porelgn Intelligence Program
budget, and p it to the Presid andthn lis

g authority to

(o) Review and all rogrammlng National Fore|
lnlel.llgence am 1 funds, in accordance wria‘g guidelines established by :gn
Office of Management and Budget; .

(p) Monitor National Foreign Intelligence Program implementation, and, as
necessary, conduct program and performance audits and evaluations;

(q) Together with the Secretdry of Defense, ensure that there is no unneces-
sary overiap between national forelgn lntalllgenca programs and Department
of Defense intelligence p th the to develop

titive analysis. and provide to and obtain from the ¢ Secretary of Defense
all information necessary for this purpose;

(r) In accordance. with law and relevant procedures approved by the Attorney

General under this Order, give the beads of the departments and agencies

access to all intelligence, developed by the CIA or the staff elements of the

Director of Central lntelllsence. relevant to the national intelligence needs of
- the ts and agencies; and

(s) Facilitate the use of nadonal forelgn lntelllgence products by Congren ina

sscure manner.

18 Duties and Responstbduiea of the Haads of Executive Branch Depart-
ments and Agencies.

. (a) The heads of all Executive Branch departments and agencies shall, in
accordance with law and relevant procedures approved by the Attorney
General under this Order, give the Director of Central Intelligence access to all
information relevant to the national mtelligence needs of the United States,

and shall give due id from the Director of Central
I.ntellismce for appropriate suppon tor lmelhgenoe Community activities.
(b) The heads of departments and fes invol n the National Foreign

Program shall ensure tlmely dnvelopment and submission to the
Dlrector of Central Intelligence by the program managers and heads of
" component activities of proposed national Erograms and budgets in the format
: the Di of Central Intelligence, and shall also ensure that
the Director ol Centml Intelligence is provided, in a timely and responsive
all i y to perform the Director's program and -
budget responsibilities.
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. (c) The heads of departments and cies involved in the National Foreign
Intelligence Program may appeal to the President decisions by the Director of
Central Intelligence on budget or reprogramming matters of the National
Foreign Intelligence Program.
17 Senior Officials of the Intelligence Community. The heads of depart-
ments and agencies with organizations In the Intelligence Community or the
heads of such organizations, as appropriate, shalk

(a) Repart to the At y General possible violations of federal criminal laws
by employees and of specified fedeéral criminal laws by any other person as
provided in procedures agreed upoa by the Attorney General and the head of
the department or agency d.ina i with the protec-
tion of intelligence sources and methods, as specified in those procedures:

(b} In eny case involving seri ar {nuing of security. recom-
mend to the Attomey General that the case be referred to the FBI for further
investigation; .

'Y Y

(c) Furnish the Director of Central Intelligence and the NSC. in accordance
with applicable law and p d approved by the Attorney Genera} under
this Order, the information req; fred for the perf of their respective

dutfes;

(d) Report to the Intelligence Oversight Board, and keep the Director of
Central Intelligence appropriately informed. conceming any inte! ce activ-
ities of their arganizations that they pja,va reason to believe may be unlawful

or yto E fve arder or Pr

{e) Protect intelligence and intelligence and methods from hor-
ized discl 181, with guid. from the Di of Central Intelli-
gence; -

(f) Disseminate intelligence to cooperating foreign governments tnder arrange-
ments established or agreed to by the Director of Central Intelligence:

(g) Participate in 'the development of procedures approved by the Attorney
G ] production and dissemination of intelligence resulting from
criminal narcotics intelligence activities abroad if their departments. agencies,
or organizations have intelligence responsibilities for foreign or domestic

narcotics production and

(h) L their employees to cooperate fully with the Intelligence Oversight
() E that the Insp G | and G 1C Is for their organiza- -
tions have access to any information. necessary to perform their duties
assigned by this Order. ' .

1.8 The Central Intelligence Agency. All duties and responsibilities of the
CIA shall be related to the intelligence functions set out below. As authorized
by this Order: the National Security Act of 1947, as amended: the CIA Act of
1649, as amended: appropriate directives or other applicable law. the CIA

(8) Collect. produce and disseminate foreign intelligence and counterintelli-
gence, including information not otherwise obtainable. The collection of for-
eign intell or counterintelligence within the United States shall be
coordinated with the FBI as required by procedures agreed upon by the
Director of Central Intelligence and the Attorney General:

{b) Collect, produce and disseminate intelligence on foreign aspects of narcot-
fes production and trafficking:

(c) Conduct counterintelligence activities outside the United States and. with-
out ing or performing any i | security functi d in-
telligence activities within the United States in coordination with the FBI as
tequired by procedures agreed upon the Director of Central Intelligence and -
the Attomey General;
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{d) Coordinate counterintelligence activities and the collection of information
not otherwise obtainable when conducted ouulds.ﬂm United States by other
departments and agencies; \

{e) Conduct special activities q:g:oved by the President. No egency except lhe :

CIA {or.the Armed Forces of United States in time,of war declared by
or during nny period covered by a report from the President to tha
Congress under the War Powers Resolution (87 Stat. 855)) may conduct any
acﬁvity unless the President. determines that another agency is more

e!y to achieve a particular objective;

{f) Conduct services of common concern for the lmelligence Community as
directed by the NSC;

(®) Carry out or contract for msearch. developmenl and procurement of
and d lating to authorized functions;

Y

(h) Protect the rity of its installati activities, information. property.
and employees by appropriate means, including such i ions of appli-
cants, employees, contractors, and other persons with similar associations
with the CIA as are necessary:

(i) Conduct such administrative and technical gupport activities within and
- outside the United States as are necessary to perform the functions descnbed
in sections (a) and through (h) above, including pre and
proprietary arrangements.

cover and
1.9 The Department of State. The Secretary of _Stata shall:
(a) Overtly collect information relevant to United States foreign policy con-

cerns;
(b) Produce and di inate foreign intelligence relating to United States
foreign policy as required for the of the S y's responsibilities;

{c) Disseminate, as appropriate, reports received from United States diplomat-
ic and consular posts;

(d). Transmit reporting requirements of the Intelligenceé Community to the
Chiefs of United States Missions abroad: and

{e) Support Chiefs of Missions in discharging their statutory responsibilities
for direction and coordination of mission activities. :

110 The Department of the Treasury. The Secretary of the Treasury shall:
{a) Ovenly collert foreign fi ial and tary information;
sb) Participate with the Depertmem of State in the overt collechon of general

oreign economic information;
(c) Prod and di i foi intelllsence relatmg to United Slutes
eeonomlcpolicyas qui ‘fortha of the y's resp
ities;and -
{d) Conduct, through the United States Secret Service, activities to r.letermme
the existence and capability of surveillance equi being used against the

President of the United States, the Executive Office of the President, and. as
authorized by the Secretary of the Treasury or the President. other Secret
Service protectees and United States officials. No information shall be ac-
quired intentionally through such activities except to protect against such
surveillance; and those activities shall be conducted pursuant to procedures
agreed upon by the Secretary of the Treasury and the Attorney General.

111 The Department of Defe The S y of Defl shall:

(a) Collect national fore lntelljgence and be responsive to collection tasking
by the Director of Central Intelligence; -

(b) Collect, - produce and disseminate military and military-related foreign
and counterintelligence as required for execution of the Secre-
tary s responsibilities;
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(¢} Conduct programs and missions y to fulfill national. departmentat
and tactical foreign intelligence requirements;
{d) Conduct counterintelligence activities in support of Department of Defense
components outside the United States in coordination with the CIA, and
within the United States in coordination with the FBI pursuant to procedures
agreed upon by the Secretary of Defense and the Attorney General:

(e) Conduct, as the executive agent of the United States Government, signals
intelligence and communications security activities, except as otherwise di-
rected by the NSC:

(f) Provide for.the timely transmission of critical intelligence, as defined by lhe
Director of Central lmelligence. within the United States Government;

(8) Carry out or contract for research. devel t and p of
y and devi g to authorized mtelhgence functions:

{h) Protect the security of Department of Defense installations, activities,
property. and employ by appropnate means, including such

of i ! 8, tors, and other persons with
similar associations with the Depa. of Defi as are Y

(i} Establish nnd maintain military lntalllgence relationships and military
intelligence progr with perative foreign def
establishments and i ional izati and ensure lhal such relation-
ships and progr are in d with poli formulated by the Di

of Cen!rul lntellisence'

(j) Direct, operate, control and provide fiscal for the National
Security Agency and for defense and militery mtellxgence and national recon-
naissance entities: and

(k) Conduct such administrative and technical support activities within and
outside the United States as are necessary to perform the functions described
in sections (a) through (j) above.

112 [Intelligence Componenla Utlllzed by the Secretary of Defense. In carry-
ing out the resp bilities gned in ion 1.11, the Secretary of Defense is
authorized to utilize the following:

(a) Defense Intelligence Agency. whose t ponsibilities shall includ

(1} Collection, production, or, through tasking and coordi ision of

military and military-related intelligence for lhe Secretary of Defenu. the Joint
Chiefs of Staff, other Defense components, and. as appropriate, non-Defense

agencies:

(2) Collection and provision of mﬂituy intelligence for national foreign intelli-
gence and rintelligence p

{3) Coordination of all Department of Defense intelligence collection require-
ments;

M t of the Def; Attache sy and

(5) Provision of foreign intelligence and countenntelhgence staff support as
directed by the Joint Chiefs of Staff.

(b) National Security Agency, whose responsibilities shall include:

(1) Establish and fon of an effective unified organization for signals
intelligence activities, excepl for the dalegnnon of operational control over
certain operations that are other el of the lmelh-
gence Community. No other department or y may eng in sig
intelligence activities except p to a gation by the ¢ y of
Defense:

(2) Control of axgnaln intelligence collection and processing activities, includ-

to an agent for such periods and tasks

as required for the direct support of mﬂllary commanders;
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(s] Collection of ﬂsmh intelligence infomdon for national foreign intelli-

purposes in accordance with from the Di of Central
lnullbmne:
4) Proetulng of signals lntellimca data for nationa! foreign intelligence
in accordance with guidance from the Director of Central Intelli-
gena:
(5) Dissemination of signals inte] information for national foreign intel- -
ligence purposes to authorized ts of the Government, including the

military services, in accordance with guidance from the Director of Central
Intelligence:;

8) Callection, meuhu and dissemination of signals ntelligence information
or counterinte| nce purposes;

’ {7} Provision of signals intelligence support for the conduct of military oper-

ations in accordance with tasking, priorities. and standards of timeliness

assigned by the Secrotary of Defense. I provision of such support requires use

of natl collection systems, thess systems will be tasked within existing
from the D of Central lmelllgcnce

(B) Executfng the responsibilities of the S y of Defi as i

agent for the rommunications security of the ‘Unned States Government;

{9) Conduct of research and development to meet the needs of the United

States for signals intelligence and communications security;

(10) Protectlon of the security of its installations, activities, property, informa-

tion, and emplo; by appropriate means, including such investigations of
licants, mu contractors, and other persons with similar associ-

app
ations with the NSA as are necessary;

(11) Prescribing, within its field of authorized regulations

covering operating practices, lnc!ud!ns the tnmmiuion. handlms and distri-

bution of signals intefligence and communications security material within

and among the elfements under control of the Director of the NSA, and

exercising the necessary supervisory control to ensure compliance with the

regulations;

(12} Conduct of foreign cryptologic liaison relationships, with liaison for
&:-posu conducted in accordance with policies formulated by the

Director of Central Intelligence: and

(13) Conduct of such administrative and technical support acﬂ:ﬂel within

and outside the United States as are to
described in sections (1) through (12) above, inclus procurement.

(c) Offices the caollection of specialized intelli through reconnais-
mpmu,:s whoee m:fbi.uﬂu shall includ ;” nee “ah "

(1) Carrying out consolidated t progr for specialized intelli-
gence:

(2) Responding to tasking in d with proced established by the
Director of Central lnlellisence: and

(3) Delegating y to the various depa and ies for research
development, p and pperation of desigr ‘meumof 1]

(d). The fom:‘gn mbell@enco and intelligence of the Army,

Navy. Air Force, and Marins Corps, whose mponlibillues shall include:

1) Collection, production and dissemination of military and military-related

intelligence and counterintelligence, and information on the foreign
aspects.of nueotiu ptoductlon and trafficking. When collection is conducted
in resp to intelligence requirements, it will be conducted
in d: idance from the Di of Central Intelligence. Collec-
tion of muonnl fae!m intelligence, not otherwise obtainable, outside the
United States shall be coordinated with the CIA. and such collection wilhin
the United States shall be coordinated with the FBL
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’ (2) Conduct of counterintelligence activities outside the United States in
coordination with the CIA. and within the United States in coordination with

the FBL and
procurement and management of tactical

(3) Monitoring of the develop

intelligence sy and equi and d 18 P
ment, and test and evaluation activities.

() Orher offices within the Department of Defense appropriate for conduct of
the intelligence missi and resp ibilities igned to the Secretary of
Defense. If such other offices are used for intelligence purposes. the provisions
of Part 2 of this Order shall apply to those offices when used for those
purpaoses.

113 The Department of Energy. The Secretary of Energy shall:

(a) Participate with the Department of State in overtly collecting information
with respect to foreign energy matters;

{b) Produce and di i foreign intelligence y for the Secretary's
responsibilities;

(c) Participate in formulating intelligence collection and analysis requiremerits
where the special expert capability of the Department can contribute; and

(d) Provide expert technical, analytical and research capability to other agen-
cies within the Intelligence Community.

1.14 The Federal Bureau of Investigation. Under the supervision of the
Attorney General and pursuant to such regulations as the Attorney General
may establish. the Director of the FBI shall:

{a) Within the United States conduct counterintelligence and cocrdinate coun-
terintelligence activities of other agencies within the Intelligence Community.
When a counterintelligence activity of the FB! involves military or civilian
personnel of the Department of Defense. the FBI shall coordinate with the
Department of Defense: .

{b) Conduct intelligence activiti ide the United States in coordi-
nation with the CIA as required by procedures agreed upon by the Director of
Central Intelligence and the Attorney General;

(c) Conduct within the United States, when requested by officials of the
Intelligence Community designated by the Presid activities undertaken to
collect foreign intelligence or support foreign intelligence collection require-
ments of other agencies within the Intelligence Community, or, when request-
ed by the Director of the National Security Agency. to support the communica-
tions security activities of the United States Government:

(d) Produce and disseminate foreign intelligence and counterintelligence: and
(e) Carry out or contract for research, development and procurement of
hnical sy and devices relating to the functi authorized above.

Part 2

Conduct of Intelligence Activities

21 Need. Accurate and timely information about the capabilities. intentions
. and activities of foreign powers, organizations, or persons and their agents is

essential to informed decisionmaking in the areas of national defense and
foreign relati Collection of such inf; ion is a priority objective and will
be din i i ibl that is i

a vig an P
with the Constitution and applicable law and respectful of the principles upon
which the United States was founded.

2.2 Purpose. This Order is intended to enhance human and technical collec-
tion techniques. especially those undertaken abroad, and the acquisition of
significant foreign intelligence. as well as the detection and countering of
interational terrorist activities and espi d d by foreign powers.

Set forth below are certain general principles that, in addition to and consist-
ent with applicable laws, are i ded to achieve the proper balance between
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- the acquisition of essential information and prolecnon of individual interests.
Nothing in this Order shall be construed to apply to or interfere with any
authortized civil or criminal law enforcement responsibility of any department
or agency.

2.3 Collection of Information. Agencies within the Intelligence Community
are autharized ta collect. retain or disseminate information concerning United
States persons only in accordance with procedures established by the head of
the agency concerned and approved by the Attorney General. consistent with
lhe authorities provided by Part 1 of this Order. Those procedures shall permit

T ion and di ination of the foilowing types of information:

(a] Information that is publicly available or collected with the consent of the
person concerned:

(b) Information constituting lorexgn intelligence or counterintelligerce. includ-
ing such information concerning corporations or other commercial organiza-
tions. Collection within the L'mted States of foreign intelligence not otherwise
obtainable shall be undertaken by the FBI or. when significant foreign intelli-
gence is sought, by other authorized agencies of the Intelligence Community.
provided that no foreign intelligence coll by such ies may be
undertaken for the purpose of acquiring information concerning the domestic
activities of United States persons:

(c) Information obtained in the course of a lawful foreign intelligence. counter-
imelllgence. mtemahonnl narcotics or international terrorism mvemganon,

(d) Informati ded to p the safety of any persons or organizations.

lnclud.mg those who are targets. victims or hostages of international terrorist

‘organizations;

(e) Informati ded to p foreign intellig or countennlelhgence
or methods from horized discl Collection within the United

States shall be undertaken by the FBI except that other agencies of the
Intelligence Community may also collect such information concerning present
or former employees, present or former intelligence agency contractors or their
“present or former employees, or applicants for any such employmem or
contracting:

(N Information conceming persons who are reasondbly believed to be poten-
tial sources or contacts for the purpose of determining their suitability or
_credibility:

(8) Information arising out of a lawful personnel. physical or communications
aecurity investigation; .

(b} Informati ired by overhead reconnai not
United States persons,

(i) Incidentally obtained information that may indicate involvement in activi-
ties that may violate federal, state. local or foreign laws: and

(i) Infe i y for administrative purposes.

In addition, agencies within the Intelligence C ity may inate

information. other than information derived from signals intelligence. to each

- appropriate agency within the Iatelligence Community for purposes of allow-

: ° ing the recipient agency to determine whether the information is relevant to its
responsibilities and can be retained by it.

2.4 Collection Techn: Agenci wn.hm lhe Intelligence Community shall

. use the least intrusive collecti ible within the United States
or directed against United States personl abroad. Agencies are not authorized
to use such techniques as electronic surveillance. unconsented physical
search, mail survelllance phyucal survelllance or monitoring devices unless
they are in with p hed by the head of the agency
concerned and approved by the Attorney General. Such procedures shall
protect constitutional and other legal rights and limit use of such information
to lawful governmental purposes. These procedures shall not authorize:
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(a) The CIA to engage in. electronic surveillance withxn the United States
axugllonhepurpouolumn;mﬂna.or ducting to

e electronic surveillance;
() U jented physical hes in the United States by agencies other than
the FBL except for: .

(1) Searches by counterintelligence elements of the military services directed
against military personne! within the United States or abroad for intelligence
purposes, when authorized by a military commander empowered to approve
physical searches for law enforcement purposes, based upon a finding of
probable cause to believe that such persons are acting as agents of foreign
powers; an( :

(2) Searches by CIA of personal property of non-United States persons
lawfully in its possession.

(c) Physical surveillance of a United States person in the United States by
agencies other than the FBL except for:

(1) Physical surveillance of p or former 1 or former
intelligence or their p "of former employees, or
applicants for a any such ploy or ing: and

(2) Physical surveillance ol a military person employed by a nonintelligence
element of a military service.

(d) Physical surveillance of a United States person abroad to collect foreign
intelligence, except to obtain significant information that cannot reasonably
be acquired by other means.
25 Attorney General Approval. The Attorney General hereby is delegated
the power to approve the use for intelligence purposes, within the United
States or against a United States person abroad, of any technique for which a
warrant would be required if undertaken for law enforcement purposes,
provided that such techniques shall not be undertaken unless the Attormey
General has determined in each case tlut there is probable cause to believe
that the technique is d d power or an agent of a foreign,
wer. Electronic surveillance, as deﬁned in the Foreign Intelligence Surveil-
m'ca Act of 1978. shall be conducted in accordance with that Act, as well as
Order.

2.8 Assistance to Law Enforcement Authorities. Agencies within the Intelli-
gence Community are authorized to:

(a} Coop with appropriate law enforcement agencies for the purpose of
protecting ployaes, informati property and facilities of any agency
within the Intelligence Community:
(b) Unless adufwlu pm:ludnd by law or thw Order. participate in law
enforcement acti intelligence activi-
ties by forelgn powers, or lntemtioul rist or

{c} Provide specialized ip technical } ledge, or assi of
expert personnel for use by any department or ngency. or, when lives are
endangered. to support local law enforcement agencies. Provision of assist-

ance by o)x:n personnel shall be approved in each case by the General

Counsel of the providing lgency- and

(d) Render any other and cooperation to law enf t authori-

ties not pteduded by lm:l.lubh law.

27 Contracting. Agmdu within the Intelligence Community are authorized

to enter into contr: the p of goods or services

wlth vate eompnniu or institutions in tha Um(ed States and need not
the sp of -uch ct 8! l‘or authonzed

ln!elligenu with acad,

may be undertaken only with tho consent of approprlala officials of the
institution.
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‘28 Canamency With Other Laws. Nothing in this Order shall be construed
to authorize any activity in violation of the Constitution or statutes of the
United States.

29 Undisclosed Participation in Organizations Within the United States. No

one acting on behalf of agencies wi the Intelligence Community may join

_ or otherwise participate in any organization in the United States on behalf of

L any agency within the Intelligence Community without disclosing his intelli-

. . - gence affiliation to appropriate officials of the organization. except in accord-
ance with procedures established by the head of the agency concerned and
approved by the Attorney General. Such participation shall be authorized only
if it is essemial to achieving lawful purposes as determined by the agency
head or desig No such participation may be undertaken for the purpose of
influencing the activity of the organization or its members except in cases

where:

(a) The participation is "undertaken on behalf of the FBI in the course of a

lawful investigation; or

(b) The jzati d is d primarily of individuals who are

not United States persons and is renwnably belleved to be acting on behalf of

a foreign power. .

210 Human Experimentation. No ) agency vmhm the Intelligence Community

shall sp for or h on human subjects except in
d idelines issued by the Depamnem of Heal!h and Humnn

Services. ’l'ha subiect s informed shall be d d as required by

those guidelines.

211 Prohibiti n A ination. No person employed by or acting on

behalf of the Umted States Govemment shall engage in, or conspire to engage
in, assassination.

212 [ndirect Participation. No agency of the Intelligence Communny shall
paruclpu!e in or requeat any person to undertake activities forbidden by this

Pm 3
General Provisions .

3.1 Congressional Oversight. The duties and responsibilities of the Director -
of Central Intelligence and the heads of other departments, agencies. and
' entities engaged in intelligence activities to cooperate with the Congress in the
conduct of its responsibilities for oversight of intelligence activities shall be as
- provided in title 50, United States Code, section 413. The requirements of
section 862 of the Foreign Assistance Act of 1961, as amended (22 U.S.C. 2422).
and section 501 of the National Security Act of 1947, as amended (50 U.S.C.
413), shall apply to all special activities as defined in this Order.

.2 Implementation. The NSC, the Secretary of Defense, the Attorney Gener-

al, and the Director of Cerm'al lntelllgence shall issue such appropriate
this Order. Heads of
"agencies witl.un the Imelhgence Commumly shall issue appropriate supple-
mentary d and p! with this Order. The Attorney
General shail prov:de a statement of reasons for not approving any proce-
"dures established by the head of an agency in the Intelligence Community
other than the FBI. The National Security Council may establish procedures in
instances where the agency head and the Attorney Generul are unable to
reach agreement on other than constitutional or other legal grounds.

- 83 Procedures. Until the procedures required by this Order have been

establlshed the acﬂvmes herein authorlzed which require procedures shall be

with dures or requirements established

under Execuuve Order No. 12036. Procedures reqmred by lhxs Order shall be

esfablished as expeditiously as possible. All p es pr d pursuant

to this Order shall be made available to the gressi 1 intelligence commit-
tees.
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3.4 Definitions. For the purposes of this Order. the following terms shall have
these meanings: .

(a) Counterintelligence means information gathered and activities conducted
to protect againat espionage, other.intelligence activities, sabotage, or assassi-
nations conducted for or on behalf of foreign powers. organizations or per-
sons, o interational terrorist activities, but not including personnel. physical,
document or communications security programs.

(%) Electronic surveillance means acquisition of a nonpubllc communication
by electronic means without the consent of a person who is a party to an
electronic communication or, in the case of a
without the consent of a person who is vinably present at the place of
communication, but not including the use of radio d
solely to d ine the location of a

(c) Employee means a person employed by, assigned to or acting for an
agency within the Intelligence Community.

(d) Foreign intelligence means information relating to the capabilities, inten-
tions and activities of foreign powers, organludons or persons, but not

including counterintelligence except for infc tion on | tional terrorist
activities. -

(e) Intalligence activities  means nll uctMuea that agencies within the Intelli-
gence Community are to this Order.

(f) Intelligence Community. and qancles mtlun the Imellmnca Community
- refer to the following agencies or organizations:

(1) The Central Intelligence Agency (CIA)k
(2) The National Security Agency (NSA}): )
(3) The Defense Intelligence Agency (DIA):

(4) The offices within the Department o”‘ fy for the collection of special
ized national foreign intelligence through i proge
() The B of Inte'lig and R h of the Department of State:

(6) The intelligence-elements of the Army, Navy. Air Force. and Marine Corps.
the Federal Bureau of Investigation (FBI), the Department of the Treasury, and
the Department of Energy; and

(7) The staff elements of the Director nf Central Intelligence.
(g) The National Foreign Intell ﬁmx Program includes the programs listed

below, but its composition shall be subject to review by the National Security
- Council and modification by the President:
(1) The programs of the CIA;

{2) The Consolidated Cryptologic Progr the G | Def Intelligence
Progmm. and the programs of tha oﬁlm within the Department of Defense for

of ign intelligence through reconnais-
um except such elementa as the Director of Central Intelligence and the
Secretary of Defense agree should be excluded:

(3) Other programs of agencies within the Intelligence Community designated
jointly by the Director of Central Inteiligence and the head of the department
or by the President as national foreign intelligence or counterintelligence

nctividn.
(4) Activities of the staff elements of the Director of Central Intelligence:

(8) Activities to acquire the intelligence 'required for the planning and conduct
of tactical operations by the United States military forces are not included in
the National Foreign Intelligence Program.

(h) Special activities means activities conducted in support of national foreign
policy objectives abroad which are planned and executed 80 that the role of
the United States Gov: is not t or d publicly. and

PP
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functions in support of such activities, but which are not mtended to influence
United Stutes political pr public op li or media and do not
include diplomatic activities or the collection and producﬂon of intelligence or
related support functions.

(i} United States person means a United States citizen, an alien known by the
lntellisence agency ed to be a p alien, an uni -
iati b iall d of United States _citizens or per-
manent resident ahem. or 4 corporahon incorporated in the United States,
except for a corp d and lled by a foreign government or
govermnments.
3.5 Purpose and Effect. This Order is intended to control and provide
direction and guidance to the Intelligence Community. Nothing contained
herein or in any procedures promulgated hereunder is intended to confer any
subatantive or procedural right or privilege on any person or organization.
3.8 Rsvocation. Executive Order No. 12038 of January 24, 1878, as amended.
entitled “United States Intelligence Activities.” is revoked.

N

THE WHITE HOUSE,
December 4, 1581.
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Thursday, May 16, 1991
United States Senate,’
Select Committee on Intelligence,
washington, D. C.

The Select Committee met, pursuant to notice, at 8:50
o’clock a.nm., in Room 55-519, Hart Senate Office Building, the
Honorable David L. Boren, Chairman of the cainittea,
presiding.

' Present: Senators Boren, Metzenbaum, D’Amato, Rudman and
Gorton.

Also Present: George Tenet, Staff Director; John
Moseman, Hinoritf staff Director; Britt Snider, Chief Counsel;
Kathleen McGhee, Chief Clerk; and Reith Hall, Marvin Ott, Fred
ward, Gary Sojka, John Elliff, James Wolfe, Blythe Thonmas,
Andre Pearson, Art Grant, Pat Hanback, Don Mitchell, Al Ptak,
Chris Straub, John Despres, Jennifer Sims, Connell Sullivan,
Regina Genton, Mary Sturtevant, James Currie, Edward Levine,
lich;cl Hathaway, James Martin and Tim Carlsgaard, Staff

Members.
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CHAIRMAN BOREN: We convene today for the second in our
series of hearings on Intelligencg Coamunity organization.

Today’s hearing will, in many ways, be unique. It will
be, to my knowledge, th?'first time the Committee has looked
back at the origins of what has come to be known as the
Intelligence Coamunity.

Why was a central tntell!ggnge agency created? What
roles were originally envisioned for te Director of Central
xntelligence?. How have these roles and, indeed, the
Intelligence Community itself evolved over time?

Without this historical perspective, it leelsv to me our
ub{lliy‘ to assess the adequacy of bresent‘ organizational
arrangements would be significantly impaired.

I am also delighted to have this session because it
provides us with an opportunity to, capture for our record the-
rccolleﬁtionl of our three distinguished witnesses, each of
whom was “"present at the creation” -- to use Dean Acheson’s
famous phrase -- and personally played stgnitlcﬁnt roles in
the establishment and evoiution.ot_the tnteliigence Community.

I want to welcome: Lawrence Houston, who was the first

and only General COunsei for CIA from its inception in 1946

. until he retired in»1973.' As we will hear later, he was, in

fact, the author of that portion of the National Security Act
of 1947 which created the CIA and provided for a Director of
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Central Intelligence;
wWalter Pforzheimer who also joined CIA at its inception.
and, as Legislative Counsel, shepherded CIA 1legislation

through Congress for many years; and who, I understand; may be

the premier historian of the intelligence business; and

lastly,

Dr. Ray Cline, who served on the staff of Wild Bill
Donovan when he was head of the Office of strateqié Services,
and went on to complete a distinguished career in CIA, rising
to the positio; of Deputy Director for Intelligence prior to
his retirement in 1973. Dr. Cline is currently Professor of
International Relations at Georgetown University.:

Gentlemen, the Committee is very pleased to have you with

| us and looks forward to your testimony.

It is my understanding that you have been advised of our
plans to have the transcript of this hearing sanitized and
published  as a part of our record on intelligence
reorganization. We con;iduxed having this session in public,
but given ocur concern that we might lapse into information
that was still classified, we believed it preferable to keep
the hearing closed. ) v

Since we want to proceed here in a coherent fashion, I
suggest to my colleagues and our witnesses that we structure
this session ; bit differently than we normally do. It would

seem to make the most sense to proceed chronologically rather
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than having one witness present his entire statement to be
followed by another, and so forth.

I suggest we begin with the SecondA World wWar and have
each vitness start by telling us how he became involved in the
effort ' to organize a central intelligence capability, and
describe the situation ihat existed at the end of éhe war.
Then we can ask the panel to proceed to the creation of the
Central Intelligence Group in 1946 and the creation of therr
Central Intelligence Agency aslpatt of - the National Security
Act of 1947, having our witnesses focus particularly on the

role envisioned for the DCI. Then, we can move on to discuss

1hov this role evolved over time.

If this is an agreeable approach, I suggest we proceéd
along these lines and let the discussion take us where it
will, ' '

Before - we turn to our witnesses, however, I want to read
into the record a letter to me from Senator Murkowski. He had
very much v;nted to be here this ﬁorning, but as you will
hear, circumstances conspired to prevent his'appeurince.

The letter is dated today, hay 16, 1991, and reads:

"Dear David:

"It appears that I will not be able to attend today’s
intelligence reorganization hbgting. The Bnetgy & ﬁatural
Resources Committee' is scheduled to mark-up the Arctic

National Wwildlife Refuge section -of the ‘National Energy
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Strategy asil this morning. I must acéively patticipate in
that mark-up.

"please extend iy appreciation to Dr. Cline, Mr. Houston,
and Mr. Pforzheimer for their assistance to the Committee in
helping us to better understand the foundations, origins and
initial policy direction for the intelligence community. This

xind of information will certainly help us in determining the

‘future structure of the community. I will, of course, ‘review

their testimony with a great deal of interest.
. *"With warm personal regards,
"Sincerely, Frank H. Murkowski, Vice Chairnap.'
It is my understanding that Dr. Cline was the first to

become involved, so why don’t we ask him to begin. Dr. Cline.
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~ STATEMENT OF DR. RAY CLINE
" - FORMER MEWBER 08S AND CIG
rohnn\osmgn DIRECTOR OF INTELLIGENCE
CENTRAL INTELLIGENCE AGENCY
KR. CLINE: Thank you ve;;‘*ugch, Senator. I am one of
the " aboriginal intelligence types; everybody thinks I am an
Ice Age intelligence type now, but I am still alive and I am
still vrit;ng books and talking about the ' importance of
intelligence. :

And what I want to do is speak very briefly -- I hoﬁo we

will have a chance for, interchanges of ideas later. But I

vanteq to put on the record, in good Congressional style,
Exhibit A, and this is an amusing and interestihg_ document.
It Qgs written fbr General Dohovan on the 7th of September
1945, and I have provided the staff copies of it. It was
classified for a long time, but has been unclassified
automatically, I think, since then. .

I want to read you two or three sentences.

The Intel}lgence Community ;... is the sum qf th; efforts
and talents of several thousand men and women who have worked
for 088 in washingtonAahd overﬁeas.' 1 wanted to mention
that. That is the first sentence of the article which is
calléd, *05S: The History of an Idea.”™ And I think still
today, unless we have the quality and talents of the men and

wvomen who work for the Intelligence Community, we won’t have
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vhat we need, and that is the first point I wanted to make.

A second point is that -- and this is on page 2: Policy
makers "...urgently needed machinery for discovering and
weighing the meaning of all the comprehensive. information
necessary to sound policy planning...Donovan’s idea was a
*total’ intelligence system to cope with ’total’ war." That's
a cliche these days, but I think that the idea of an
integrated intelligence system providing policy makers.the
kind of evaluated information they needed is important.

Well, I will skip through the restyot it and come to the
conclusion which I think is rather interesting in terms of the
language. It said, "...a single, integrated, strategic

service organization . was found best able to carry

out...intelligence collection and - analysis, espionage,

counterespionage, morale operations..." -- we used to call
that psychological warfare, but the term in 0SS was morale
operations -- "...dispatch of saboteurs, organization of armed
guerrilla bands, as well as communications and supply.”

The basic framework of the ideal, total intelligence
service was a success. It created. a coordinated information
collection and analysis agency for the first time in the
hiltofy of America. An idea behind 0SS proved itself.

Well, that is largely rhetorical, but I think you might
enjoy reading this. And the reason I brought it up is that I

was in 0SS in early days. 1 was on Donovan’'s staff and
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particularly worked for John.McGruder, the deputy, who was a
brilliant =man. And I wrote this article the 7th of September

194S5. I just . found it in. the ~archives a few months ago,

_because I had forgotten about it. But it was sent to General

Donovan. Two ;eeks later, President Truman abolished the 0Ss.
And I think the history of the idea is what has persisted now
for 50 years, but it took a hell of a long time getting it
organized, and it really went down the drain at the end of
*45., We tend, when we feel we have won a war, to lose the
organization of intelligence, to abandon coordinated, central
systems. And I see that happening again and again.

1 saw CIA, which 1 went into ‘early, stumble and be little
supported for many years. It was not really until the Korean
War -- which shocked us in the sanme way Pearl Harbor shocked
us -- that we got CIA really organized and managing a central
coordinated system. And it v#s, of course, Bedell Smith who
put that together.

I believe that we will have other problems in the future.

"I must say I see a great deal of commentary today on whether

or not the Cold War is over and whether we really need an
inéolligouco system any more. I think that is a pretty absurd

idea, but it is spreading around. People are talking about

.it. 1 hope,the Congress will pay attention to the history and

will .indeed avoid reinventing the wheel, but make sure that

"the system really works.
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‘So that is all I wanted to say initially, and if you have -
any qﬁestlons later on, .I would be glad to answer them. Thank
you. ’

CHAIRMAN BOREN: We will put a copy in its entirety of
the article you mentioned in the record at this point.

And next-we will hear from Mr. Houston.

(The document referred to, entitled *0SS: The History of

an Idea" follows:)

f.‘
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From;g..,s Clina Wz

It-will be nelpful if you can find
time to read this first sketch outlining
the 0SS idea. I hope it reflects the

nain trend of your extremely interesting:
talk with us.

Your reactions and suggestions will
o appreciated. :

Current Intelligence Staff, R & A
(31131) .
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033t THE HISTORY OF AN IDEA

C3S, the Office of Strategic Sarrlce'a, is a war agency under the direct-
oo of the United States Joinmt Chiefe of Staff. It is also the sum of ths
afforts and talents aof ssveral thousand men and women who have worked for 0SS
in Washington and overseas. St sore than anything elss, 0SS is the embodi-
meat of an idea that has proved itself in America‘s hour of .;uun trial and
achievemant.

Major General William J. (*Bill®) Denovan, soldier, lawyer, and ut.uAu‘
observer of imternational affairs, ¢rlflpod the tdga and tailt an institation

arcund it. In 1940 and 1941 Presideat Hoosevelt sent the future Director

.af 0SS to investigate critical arees of the troubled world as his personal

fact-finding representative. Donovan could see that the German war mschine was
a deadl s oenace to the security of the United States as well as to the rest

of the world. fs also saw that the Nasis had forged a powerful instrumeat

of cg_graasion, comprising all the uchin'ary of gpvamm;lt, 4iplomacy, the
economic resources of a continent, 1n§ust.ry, labor, scienceé, the German

arny, propaganda, aniz a host ‘o7 717th colurmist. - - harnessed togetner,

tnese slements of Serman national stre:gih ;ruvi:ed Hitler with the avans
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was to becoms 0SS. Be reported to President Rocsevelt that imsrica lacked

mwwmf”m«nﬁuuﬂuuﬁu‘mon;

muwwutnun-&mu.mm policy

p.lm!.:;thm-tr. Do novan’s ides was a I *total® intelligence

system to oope with "total® war.
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Every nation, whether pegdeful or uggreuin,' bas counted as part of
itz own strength whatever knowledgs it could gain about th- resources, the
weaknesses, and sbove q.l me‘ intentions of othcr. countries. aticnal
policy at all times must be “ased cn -eliable information to be effective
in safeguarding national interests. In time of war the planning of stretegy
absolately requires the collection and analysis of facta about the ensxy's
long run capecity to fight, the disposition of his armed forces, and his
ailitary, ceMc, and political aims.

In 19k1,the United States had an inadequate system of gather'ing and using
the informatica mod'ed. Fifteen G‘::'vern.n'. sgendies and branches af the armed
services wire engaged in .find.i.ng facta about foreign countries. But each
unit of nacessity sought facts for its own particular purposes. Tms Army
Intelligence might know a great deal concerning the wheresbouts af & poten-
tial enewy's u'v lndl the Suse Department might have a shrewd opinion about
the d.lpl..ouuc 1nf.ant.1m-or the same couatry. Bat no one @uy was charged
with the responsibility of taking the overall view of intelligence. To porfo;-m

this task in the most co=jiicita: eur L. aistory, Gemeral Donovan laid before
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the White House & plan which resulted in the establishmsat of the Qffice

of the Coordinmator of Information (COI) the precursor of 0SS. BJonovan pro-

_ posed to add ap all the specialised Lnromtion-bej.ng collected by the sxffwx

differeant intelligence ageaci;n or branches, fill u the zaps, make the addition-
al facts avallable to all agencies which needed them, and finally to prowide
axpert analysis of strategic probjems in terms of 'um-‘mumgence.

The Prgsidantial Ord;r of July 11, 1941 provided Donom with
'nut‘horl.t.] to collect and analyze all inforwation and data shich may .
bear upen nationmal security, to correlate such information and dau,' and
to make such information and data available to the Presidsat.®

The job of coordimating and rully.mlni.ng intelligance of overall
significance had to be dons by experts. As a lawyer, Donovan bad dis-
covered the value o( the specialized kno.'lodge of prafessional scholars in -
cases with c;ehnicd complexities. In t;:e zummer of 1941 he began to baild
s sup?r-universuy of scholars who Aad devoted their livoa. to acquiring
comprehansive .i.ntoruv.ion and bringbng out ‘Lt.s full significance.

Hi.sto.-i.a.n;, economists, geograghers, industrialists and specialists in

the history of nearly every couatrr in the worl. zaze to pool their learning.
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frained writers undlnndmuunndntﬂ;olz;m melmt'pc.-
sible presentation of inforwation. This team of experts fermed the mcleus
of an iatelligence organisation capable of neopm:u and evaluating the
significant facts that national policy and strutegy required. is defined
m‘s.mu.mmpn.waetﬁumm-m:nu&pm
of strategic s.. problams and sitaations in the foreign d-u. and the amalysim
@mrmuuummzanmumummnmu-.'

In this Resarch and Analysis group Donmovan hed something too rure,
too such {n desand, to remain static. umuh—-—aw, the
éoord.hn.or accepted any assignments which his m;n;u:. because of
iuuportmhdg.otmnnnnuﬁ.embl—,mua;oqumu)
perform. ummmammﬂmummtwm.
m'lmdmmwm.mjobaddnotmtm. Bat
‘gradually the pattern of functions essential to or best hl.!‘mod by ak
Ai.n'tegx-‘t.ed intelligonce agency tcok shape.

As o_rx:mlh- set Jp, the orrlu af the Coorzisator contained a "sup-
plezentary service® which Jrue upor the scholar's speclai knowledge to con-

dest an American propi.dnia T4spalsa arroad. L LDtectlve <as Lo encoura:i?
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*resistance amcng the peoplss of conquered snd embattlsd areas® and to
fostar "a favorable attitude to the alms of democracy uad the cause aof
anti-Hitleriss.® Based primarily on ndto brosdeasting, this acfivity
was never éssential to the maln pu;-pos. of the intelligence unit and
eventually— in Juns 19!.12— was transferred to the Office of War Infor-
mation.

_ Shortly after the Coonuuér'- o:ue. began operatich, it was
given & new job that becames & bn-nc part of its omnufion.‘ Daring
the muon o{ reports cn transportation £axt2tisx facilities in
Budope, Ol discovered large gaps in available informatiom. The military
sathorities ooncerned formally requested Domovan to ue.pt the responsi~
bility for £1lling these gaps by donducting a secret intelligence service.
¥ith full approval frow the um@u of Var and l'-v}, COI in October
began to dtlp‘uh agents to various countrébs, pcru.cnhﬁy to enexy
countries, to obtain lnfz;mtion bot orgloarily u-uhblc,co other govern-
sent agenciss. ' Thus esplonage caze u; be lcdged in the organization

which could best direct undercover agenots to important information and -

conid Lest uase the tate! T ons . collazted.  Such an azensr tal te triia
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its oln-.apenuna for their self-protectis: %o eecognise ths tech-
aiques and practices of ensmy secret intelligeace. Countersspicuage,
the tast of detecting and reporting to appropriate authoritiss the
uuv{uu of enewy undercover ageats, natur ally fell und.r its

]
Mmm. ’

" In Decesber 15L1 the Umited States was plunjed d;nctly into

; ¢
the war. mk-mecoxmuxcm-oma.memm
prozmofmhohﬂ“i-_artm more daring and more extensive thaa
America bed sver before Jttespted. °Now that we are at war,® he =
wrote to Pn-unt Rocsevalt, *foreign propagands...mast be iden-
tified with specific strategic movements aften nvug within it the
‘rhm 'nt subversion.® Such psych logical warfare involved uboh‘c
nd subversive activities in enemy or snewy-occupied coux;t.rl.u.
*Special oponu;u. wade to :“harass, 4con.'use. disrupt, deceive,
intimidate, frightea, injure, and, if pospible, destroy tho enewy,
its allies and sywpathisers.® Vital objactiver for !‘.he:u behind-the-

lines” sabotage missions were ucstl ‘cnilfully o asen by the exterts
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at the eenter of 00I. MNoresver, sush missions imevitably turmed up faferma-

tion which the researah men could get from mo ether souree. Aa integratiom

of "epeciel operations® with research and analysis was eatirely logioal, sad

this fumetion ¥ = a fuad "MofﬂoMuﬁou Froa 1% was
% dsvelep the ultimate in sudversive aotivities, the “lp\.l of trained
eperatives e organise armed. patriotis resistasee bands 1a ememy-cesupied
areas. Only the moss ;mutyn familiarity with the eeuatry thus to be
iafiltrated and the politieal temper of 1ts inhabitasts eould make thess
subversive operations suseessful. COI had the mniﬁo wd‘o.
um.p}uum. ﬁ@mwnlm_u-tow“
iatelligemse soerdimatios serviss, dut & seered imtelligease network te
swpply its gp;.hl aseds, and & subversive warfare uait. Realisiog thas
“these .lo;o}y allied operations sied tegother . ome '-p;-' should be
tategrated es ALy oo possible w h orthodes military pleas n‘ operations,
Donovas somourred with o request by the Taited B%ases Joidnyets ilr lh-rf
for aligatag his office with them. "Om 15 June President Rocsevels fssued

s Military Order i ioh transferred COI's foreign imformatics sotivities to
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N1, named Domoven's organizatien the Offiee of Stratagie fServiese, and

plased 18 under the jurisdietiea of the Onited States Joint Chiefs of
lﬁtf..» 025 was given oaly two duties, to “ecllest and amalyse...strstegie
.Qor-uo-.' and to plan and operae...spesial services.” 038 was the-
embedimaat of the ldea Gf ea iategrated uuuu;-o operation capadle

of dealing vith the problems of .'h-l' -r,

Inevitably 088 cestimued te grew. Although the fundameatal uaity ef

1_" estivities remained ever preseat i.l the miad of 1ts Direstor, wew
pressures ereated new variatioas is organisatios. For instanse, llaison
with the mum«wu esstmtial {a the early days of Amerisen
experiense 1a the fleld—required the establishment of & mm mmber of
bramshes inside 088 so ﬂ:-t they esuld deal effectively with British uxits
whioch were eatirely indepeadent of one amother. BSimilarly ia the peried
of late 1942 and early 1943, ailitary istereet {a the limised fumotion of
subversive propaegands ceused a coasidersble emphasis 1a 0S8 os a Wransh
devoted to “morale operations.” Supplemeatiag Gh 'op-; propagands of

OWI aad the combat p-yoho!ogloll warfare > the armed c-nie;.. thees opera-



PHUUUCED + ..UM HOLDINGS OF ThtE NA'HOMM. ANCHIVES

b

88

-10-
tions were directed at uct;cym the enamy’s self-gonfidence ul 7ill
restist spreadiag sarefully selected rumors or outright aisiaformtioa,

Mhlwu of the origimal idss that lay im 0S8 stamaed more

directly from the strategie tmlw somsept. Thus experte oa rorc;.p
politieal mevesents felt « aeed for o systematie eoversge of the astivitios
of foreiga matiesality leaders and the fereiga language press ia the United
States. The bransh uub}hhd for this purpese follswed the develepment
ia this country of nationsl movements and pregrams that affected the eourse
of events abroad. [n another ease, the Job of preeurisg mﬁuo Laforme~
tion led to the fermatiom of & field photegraphis wait trained to eparste
x.qmmm.;vamﬁonumuuu.unhm.r

oo-b;G operatioas, terrainm features, perfermanse of spesial equipmens, and

other uto_th- that esuld be eolleoted in e sther wy.
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These expanding duties sid the efforts required to perforw thea
made C33 the relatively large organisation it was at the peak of the war.

One kisd of service led to ansther. Dhare was a0 poiat 1 having expert

-h-ldgolrumml”euph“. Thas thm OS5 had to eollest boeks,

sewspepets, pericdisals and dosumsmts all over the world, partisulerly
from eaemy 'urﬁbry. ﬂomdhﬁhu‘u..rn-hrm-
;.n«uu.)muuut.mw. h’th‘b.boullntd
end others drumn to fill the mdeds of strategy plammers.

nmmaﬁmInm.muupuxmuu.un
enamy dosummats, idemtiftieatiea nél, and other sover roun.
Cepies of th-léndhb.-‘ommm. A mritine unit had to
supervise landing operativee en - eossts frem small boats. Supply
mpstens for the delivery of gwas %o gmerillas and explesives to saboteurs
had to be devised. Mest cssextial, speedy safe m'uuou—-o-txy.hy
radie—bad to be established botamea 083 bases and its agents ia every
dangerous spot in the world.

‘fhough umits sultiplied amd respensibilities Llmoreased, 035 sdhered

to its ultimate objeotive-ethe eomstruotion of a strateria intelligence
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cyetem. The basie unity of 083 fumotions, regerdless of the diversity of

sstivities required to fulfill them, was conslusively dmmm demonstrated

A - "

“{aithe varicus theaters of war. Under the pressure of combat conditions,

- a single, integrated strategie service organisatioa was found best able

- H .
to carty out 1n the Mh!l intslligence collection and analyets, espion~

,

age, mcpiou;(. -m-ﬂlo operstions, dispatoh of saboteurs, ergamise

~

ation of armed pn‘l;lun bands, as well as cemmunications aad eupply.

Sow. $4eas have nu” encouxtered n‘pn@ resistance. Thua in the
period of trial for ou:. individual ageneles emphasised the prerogatives
of their ewn intelligeuse branches, at the expense of utiou;l {ntelligence
needs. Ouly by mﬁl‘ the Mn obetacles has xikm 083 besn ‘able
to build cm the bate frammark of the idsal “total® tatelligense ser-
vice. But im the sucscessss of the firet ecardinated informatioa Wtion

ead analysie agemey in the history of America, the idea behind OBS has

proved itself.
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STATENENT OF LAWRENCE EOUSTON
PFORMER MEMBER OF THE 0S8 AND CIG AND
PORNER GENERAL COUNSEL
CENTRAL INTELLIGENCE AGENCY

HR. BOUSTON: ) 4 qradﬁatod from the Judge Advocate
General’s Officer Candidate School in the spring of ‘44, and
the night before I graduated 1 found my orders were changed
sending ae to something called 085, which I had never heard
of. And so I went into Washington and ibported to the General
Counseél, who was Jim Donovan -- no relation to General Donovan
-- and Jia played an important part in this whole thing.

And afterward, of course, you all may rentlbgr the spy
story of Colonel Abel who was later exchanged for Gary Powers,
and Jim was selected by Abel as his counsel to defend him in
the trial. He also negotiated the return of the prisoners
held after the Bay of Pigs. )

But he toid me that I was not going to stay in
Washington. 1 was to.go to the Nediterranean Theater as
Mediterranean Theater counsel for 0SS. Before I left, one of
the things I saw, 1uéki1y, was Donovan’s plan for post-war
intelligence, wvhich had been publicized to such an extent that
bonovan had withdrawn it. Bpt as Ray said, the.principles
were laid down there very clearly and very well.

I got to Caserta in September of ’44, and aside from the

many routine things that the Agency in wartime gets into, 1’1l
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just give a couple of exgnples of what 085 was doing. One,
they arranged the assignment of the 1Italian key marine
battalion, the San Marco Battalion, to 0SS under its command.
This was a darned good outfit, the San Marco Battalion. As an
example, I think it was the landing at Salerno, the -troops
landing were pinned down by German gunfire from the hills
behind, and they couldn’t spot it for counterfire. One of the
San Marco boys volunteered to go up through the lines, and he
did, .and he went up through, spotted tﬂe gun -- the 155 they
were firing with -- came back and as he came back through the
lines a mine went off almost under him. But he insisted on
going and seeing General Truscott before éhsy took him to the
hospital, and he —reported the position of the gun. And
Truscott. later was heard to say that fellow should have had a
Silver Star right there. And the San Marco Battalion did
several things like that.

fhe other one, of course, the most publicized one, was
the surrender of the German troops in North Italy, which was
axxﬁnged by Allen Dulles, but the actual negotiations were

carried out by’ Generals Lemnit2er and Airey, although we

" supplied the communications. 1In fact, we had a communicator

in the German general’s quarters. He .conplained a couple of
times that the aviation was coming too close to him for
comfort.

By and large, Italy was not a very good eiample of the
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organisation of 08S. donovan himself once called it the
cesspool of 1nt011igoncg.

In December of ‘44, Athens vaé surrounded by ELAS in thé
Greek civil war, and things were very tense. Ahd.tvo of our
officers there were shot by a British sentry in the blackout.

And Colonel Glavin sent me down to Cairo, which technicaliy at

"that time was under Caserta. And so I got down to Cairo about

1 January of 45, and there was really nothing much to be done
about a wartime incident of this sort. ’

So I started to get back to Italy when the Chief in Cairo
said wait a minute, Donpvap is coming through with a circus of
colonels. wh} don’t you wait and see what they have. So I
stayed on and arranged a motor pool outrtobrayné field and as
Donovan took off for Karachi with his flight of colonels, I
found mnyself standing Aext to a tall, imposing colonel, full -
colonel, who loocked down at me and said, "Well, Lieutenant,
hov do you like your new assignment?” And I said, 'WQil, 1
don’t know, sir.” And he said, "You are my deputy for the

Middle BEast Thc£ter.' So i stayed on in Cairo. That was

:typ‘CIl of Donovan’s assignment -- organization.

1 itlycd on in - Cairo until September ’'4S, and that is

-what I th‘nk gave me my real'lpterest in intelligence and the |

post-war intelligence problem, because the Middle East was
post-war. The Germans had drawn out. Except for the fighting

in Athens, it was all developing into the problems that have

58-849 0 ~ 92 - 4
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-been seen in the Middle East ever since. And it seemed to me
essential that we have a teally -good organization to analyze
and keep abreast of what was going on at a place like this.

In the spring of ‘45. Donovan sent, by word of amouth
anon§ his senior officers, a diréctlve that iven he wouldn’t
put in vritiné. He said you will no longer have as key target
German activities in that part of the world. Your main target
at thig time is Russian intentions in the Balkans.

Did he ever put that in writing bac; hece?

HR. CLINE: I don'tvknov.

NR. HOUSTON: This came oué to us very clear, because the
Balkans was our area, and people like Prank Wisner had already
gone on up into thea. ' ‘

S0 in other words, I came back from.Cairo in September
‘45, Jjust as 0SS was "abolished, effective 1 October 45.
People were -pulling out of OS5 like =mad. In the General
Counsel’s office, there was pretty soon no one left by myself,
80 I became General Céunsel. ’

{General Laughter.)

HR. HOUSTOM: That was of SSU. Now this 1‘ what happened
to O08S. The research and— analysis activity all went to the
Department of State. 'They were going to be the ones of
historical interest after the war and there were quite a few

people who were interested in getting it over into State. And

-all the rest of it was to go to SSU under the Under Secretary
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of War to liquidate. i
We  translated that liquidation freely as being to
liquidate except ~what might be valuable in a post-war
intelligence organization. So this pretty soon Vcale down to
S1, the secret intelligenée, and X-2, the cduntetinteiligence.
And the rest, all the activity -- military type activities
were pretty well liquidated. So I remember going up in
January of '46 for the SSU appropriation and the worldwide
strength of SSU at that time was about 1200 people, and our

'Sudgot request was $6,500,000. A little different froa now.

(General Laughter.)
MR. HOUSTON: But also during this period, October to
Januacy, '45 to ’'46, :there was really one of the most vicious
. batties going on for the future of the clandestine -- of the
intelligence ' structure. John  MaGruder, who was just
mentioned, was holding for Donovan'’s ideas  as spelled out in
that earlier paper. Donovan himself was at the War Crimes
Trials in Efurope, so he wasn’'t available to hélp. And
MaGruder was faced by a very, very strong opposition,
particularly in G-2, §ohevhat,1n_rax, on ganer;l ptincibles by
State, and ONI not taking a great part in any of this. But
the G-2 opposition was really extraordinarily it:ong, deeply
felt.

And they at first were getting nowhere with our

. interagency conversations, and so finally the -- I think it

Ve

-
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was tho. Secretary of th;’ Navy cglled in Mr. rerdinand
EBberstadt ;ho had been down here during the war, and he got
agreement to a central organization, That was a big stride.
Then HE._Loveét took over for another long series of meetings
ind got. agreement for a separate central organization. So in

other words, they had general agreement to what they really

_were looking for which was an organization for intelligence

not under one of the deiattnents because theylalvays found out
if you. vete' under a departaent, yéh‘ had to shape yohr
1ﬂte11199nce more or less to the department’s policies.

Well, there was still an awful lot of tafk and difference
of opinion. And MNr. Trﬁuan was reporteg to h;ve‘ gotten
tho;oughly fed up with the situation Becausé “he said, "Ten
people come in ten times a day and tell n; &an .dittérent
things about_the same thing." He said, "I want one person to
come in and tell me what’s gétng on." So ﬁe got Admiral
Sidney SOuQrs, a Missouri banker, who set up an orgahlzatién
for his 'needs, and Souers developed a paper ihiéh -Truman
signed “as anA Executive Directive, setting up the Central
Intelligence Group. irhe Central .Intelligence Group was merely
a coordln-iing organization in concept. The personnel were
contributed by the various agencies tholved; The funds were
contributed. sa.technically ii “had no funds ‘authority, no
hiring and £1ring authority. Well, this was hard to run as an

agency with any effectiveness. Eventually we worked out a
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hiring and tfiring authority through the Civil s.fvice
‘Commission, and with the help of the Comptroller General we
worked out an expenditure authority. I must say, those people
were really awfully helpful at that time, all over town. The
Bureau of the Budget and all of the people, very helpful.

The arguments cecrtainly kept on. And CIG -- I’'ll leave
it to. Ray if he wants to comment on the effectiveness or lack
thereof of it. .

MR. CLINE: Didn’t it have only 80 members origlnallyé

MR. HOUSTON: I can’t remember.

MR. CLINE: I was told that the .original staff vas to
have, in total, 80 members.

MR. HOUSTON: Contriﬁuted by the otﬁer departments. )

MR. CLINE: And all contributed from other dipartnents,
which meant it was going to be a Committee, not an
organization. It really was pretty pitiful. '

MR. HOUSTON: And it was hard to get anything done.

1 -- what was it, Walter, '45 when that Act was passed?

MR. ' PPORZHEIMER: Independent Offices Appropriations
Authorisation for Fiscal Year '4S.

NR. BOUSTON: Aﬁ act was passed which said no
otgadi:ltion created by Executive Directive could exist more
than a year without Congressional action. Well, I then had a
young lawyer assigned to me, so there were two of us at last

-- and the young lawyer’s name was John Warner, but he is no
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relation to Ehe Senator -- and John and 1 did‘a little looking
around and we decided that CIG or its successor was not going
to be in existence for moce than a.year unless we got some,
legislation. So we started drafting legislation really in
February of ‘46, using the government structure and basic
concepé of the organization as our chosen formula for the
peacetime organization, and with some of the things we had
legrned about from 0SS and then we went on as we liquidated

0SS around the ;o:ld, we picked up many things that'could be

. useful in legislation, for peacetime operations. And so ve

pué these in and it became quite a lengthy bill.

Admiral Souers was not too interested in pushing it, but
he left in the spring of 46, - and General vandenberg, Hoyt
Vandenberg came in as_Dlr;ctor. And he ‘was a very different
type and also he(had contacts with the Senate up on the Hill.
So he called ne.one morning and said, "I understand you think
we need legislation.”™ I said, "Yes, sir.” And he said, "Let
me see your draft by Monday." We had been working on it for
five months so we were in pretty good shape.

Vandenberg loaked it over and after some talks back and
forth with other people, he finally said, "Well, I think we
have got to 'c;eut this with the White House.”™ -And we
organized an approach, talking to the Bureau of the Budget,.
who were very helpful to us. And thon-tinally, two of us went

over to see Clark ciiftotd who had just shortlf» come to the
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White House as Counsel to the President. Clark gave sort of a
whistle when he saw the length and strength of what we had
drafted, but he thought -- he said, "Well, let’s go ahead with
it." And he putlhis aide whom he mentioned quite frequently
in his book, who was quite us;ful in redrafting -- or drafting
-- further drafting of our draft of the act.
One- of the —— well, there are two things to notice here..
We had undertaken legislation and conteaplated it as merely
legislation .for an intelligence structure. There was no
concept at a}l of what they now call covert action -- any of
the military type or action type. It was to be purely for the
collection; analysis and estimates of intelligence. This is
frequently forgotten now, because covert action just wasn’t in
the cards for us at that time. . ]
Also, while we.had gotten the concept of the centralized
intelligence and of the separate intelligence structure, the
one thing that was not settled and was still a matter of much

debate, was the position of the director in the whole

‘ government structure. We favored Donovan’s concept where the

Director would report directly t; the President. This was |
violently opposed and most of the other intelligence
components wanted him to report to -- really, to a group.
There were various ideas of what the group would consist of,
but it would not go dizéctly to the President.

But one time during this time we were also discussing
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with the military the N;tionul Security Act that had been
proposed, and wve had a good many interaéency meetings with
them, and at oné of them, a well known general -- .most
friendly and helpful -- General Lauris Norstad, said look, why
don’t you take the basic conceptual part of your act, put it
in the National Security Act, and then you go ahead and get
your authorities that you think are necessary later on in a
;aparate act. Well, we thought.about this for a while and it
seeméd to be a -pretty darned good idea. He said it would
probably. go through that way without much notice.

(General Laughter.) o

MR, nqusfoué But the thing that appealed to_ﬁl was that
if we Qe:e to have the National Security Act, the Director
would be reporting to the Nati&nal Security Council, which is
qdvisbry to the President. So technically, he would be
reporting to the President and his advisors. And this seemed
to me a reasonably adequate answer to vpit we were after.

So i think the only other thing 1I’'ll mention at this

time, when the Act was passed in July of ’47, we were still

not -in the covert action business, except they were making

Some moves to take money into the Italian elections, and Frank
Wisner was organizing what.lla;cr became the Operations
Coordinating Board, with nowhere to put it. »I

After one of the first NSC meetings, Mr. Forrestal -- he

was seéretary of . Defense at. the time -- called Admiral
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#illenkoetter, our then Director, to the side ana said,
*Hilly, everyone around here agrees we have éot to do
something 'more active about the Rulliani than iuut talk about
them.” ‘And he said, "The State Department shouldn’t do it,”
and General Marshall was against it pdyvéy, *military can’t do
it. Can you take it on?" And Hilly sent me a note explaining
the problem, and I wrote an opinion back saying I could not
find -specific authority 'in the Act we had drafted to allow us
to take this type of activity. This " is contrary agatn' te
Clark Clifford’s memory. He believed that there is language
in the Act that allowed this.

However, Hilly sent me another note saying, “Ace there
any further considerations?” And ' I wrote a second opinion
saying that if the President, as Commander in Chief of the
armed torces,Aana responsible for .the conduct of foreign
a!!airi, -éives us the prbper directive, and if Congress gives
us funds to carry out that directive, we could undertake the
actions 'thuired. ‘so that is how we got into the so-called
covert action.

The very general concept, one of the things that I think

btavorod us through the years most vas.vith the general nature

of the authorizations in the Act, the Agency had great

flexibility, and could undertake - without further

. legislation could undertake things like,'say, the U-2, get
.into high altitude photography business, make the adjustments
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to meet the requirement for vietnai, And just reorganize
_itself on a very, very flexible b;nls on rather short notice.
And I think this is terribly important.
So x.ytll leave any further comments on this to Walter.
CHAIRMAN BOREN: Well, tﬁunk you very much. .

Walter Pforzheimer is now going to talk to us. As I

.understand it, you were the first legislative counsel and
helped shepherd nucﬁ of the important legislation through the
Conétesl. ' T

MR. CLINE: Nr. Chairman, before Walter speaks, 1’'ll just
tak§ one minute. I°'d 1like to make a comment on what Laczy
Houston was saying.

CHAIRNAN BOREN: Yes sir, Mr. Cline. ]

MR. CLINB: You know, I val' working for Genecral
Eisenhower in the . Pentagon in that period, and b worked
directly for Larry Norstad; and I-can tell you that ;hat Larrcy
said is correct. If the military organization, the Defeqse
Department, had not been so preoccupied with its own probleps;
I don’t think we would ever have got the CIA installed at all.

CERAIRMAN BOREN: It would have remained part of the
military. . .

nR. cnxui:' It would have ,:tayéq in the military. But
ghe ceason - that it didn’t happen was that 'Bberstadt
pacticularly didn’t want thé'Arnﬁ to control the intelligence,
and’ he was afraid the Navy would lose it. And so he said why
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don’'t we hav; a central organization, and I think that 1; the
way it all worked. Now, I guess I don’t want to disillusion
you about Congressional procedures, but I do think the ieason
it worked out well is that we had a concept, we told thea what
ought to be done, and between the, Executive branch and the
Congress, it went through kind of like greased lightening.

CHAIRMAN . BORBN: Inter-service rivalry at the right time
may have had a constructive role to play'in teras of how it
evolved. )

MR. CLINE: 1t say have helped.

CHAIRMAN BOREN: Well, we will turn now to MNr.
Pforzheimer who. is certainly recognized as one of the true
historians of the whole intelligence field. We really
appieciate your being with us this morning.

" MR, PPORZHEINER: Well, I find myself in a peculiar
position, Mr. Chairman, thank you, being th? one Yale. man
between two Harvard men here.

CHAIRMAN' BDR!N:l Well, that {s kind of the ratio, you
know. It only takes one to offset the other two.

{General Laughter.)

‘MR. CLINE: We havs'to deal with Yale boys; we patronize

‘then.
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STATENENT OF WALTER PPORZBEINER
FORMER LEGISLATIVE COUNSEL . TO THE )
gmm INTELLIGENCE GROUP AND THE
‘CINTBAL INTELLIGENCE AGENCY

MR. PPORZHEINER: But Mr. Chairman, I also am different
because I didn’t come the 0SS route. As I was getting ready
to. graduate from Officer Candidate'School in the Air Force in
Miami Beach, in November-December ‘42, an officer, whonm I

didn’t know and I have never seen beto}e or since, tapped me

_on the shoulder -- I didn’t know if he was going to tell me to

go to my room or what —- ‘but he asked me if I would like to be
in intelligence. Well, I said sure. They vete‘looking for
lawyers, and I guess that is why thef tapped my shoulder.

And so on the 8th of Decemﬁer }42, I went to the Army Air
Corps Intelligence SChéol &é Harrisburg. Agd I must confess,
Mc. Chairman, aftFt 50 years, I have been associated with this
pro!essioq for Sb-yeaxs vithoﬁt a break come December 8, nor
have I ever regretted a minute of it.

Nov,. 1 vantiultimétely for 15 months overseas and served
most of that timL in the senior Aif Headquacrters in EBurope
under the command of General Tooey Spaatz, the United States
Strategic Atr Forces in Burope, USSTAF, whete there was, with
the exception of one lonely lieutenant, a very distinguished
intelligence staff. oOur alr‘oge:atlons 1ntelllgence officer

who handled the ENIGMA and all the cfyptologtc materials among
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other things was a colonel named Lewis F. Powell, Jr., best
known to you as Associate Justice Lewis P. Powell, Jr. Ran
into hin a few days ago, and ve began to thini about all these
old times, and he _said, "You know, Walter, I thin* 1 have
known you for a hundred yea:s.'> He was a remarkable officer,
and there were many of them on that staff in Europe.

The ultimate goal, which my boss and I -- and we were
five or six that started this operation, ;nd I must say that
with all due respect, we were 600 at thelfinish in that little

division, with our own airplanes and everything else, was the

_intelligence exploitation of the German Air Force. This is a

story we don’t have time to tell today, Hr; Chairman, but it

is a fantastic story of a very great leader, a friend of Ray!?

and Larry’s, Bunting%on *Ting” Sheldon, in bringing -tremendous
tﬁings back to this country.

- 1 know when I ca;e back I had one briefcase with me to‘go
out to Wright-Patterson Field, and in that briefcase were 42
tons of captured German air technical documents. . '

- An 1n§.tost1nq person in that headquarters was Colonel
iinq-nn Douglass. King Douglass was the senior American air
intolllgoncc officer inside British Air Ministry all thrqqgh
the war. -He was the of!lcial_lntelligenée liaison. He was
based . in Air Ministry, from General Spaatz’s headquacrters.
And I mention King yecaulo he came back to the United States

and in the last wveek of January of ‘46 -- he became, in

oy o e e =
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;tfect, the first Deputy Director of Central Intelligence as
the Acting Deputy Director in tﬁe newly established CIG which
was established on -22 January ‘46 by President Truman’s

Executive Letter. . . ) )
King Dougliss asked two of his staff and friends in
USSTAI to come back and help him get up. I was lucky enough
to .be-one, so I came to CIG in mid-Pebruary of ‘46 while on
terminal leave from the Air Porce. Then, as Larry Houston has

said, we didn’t have our own people and budget, 50 I came over

a8 -an Air Force nominee, and they paid my salary for ‘a long

time. It was a very difficult situation, but that’s the way
it worked. And that is how I got to CIG and met all thege
wonderful people.

The ﬁeed for legislation was becoming - apparent, but you
know, there vas: no one there ‘who really ‘thobqht about
Congress. They didn’t think Congress had any interest in us
or we in them. They didn’t know anything aboué it.. ’

And one thing I discovered while I was doing Lord knows

what in those earliest times, was that our analysts were

getting a lot of traffic -- cable traffic from State in

.particular which didn’t really mean a lot to them. For

example, coffee in Brazil. The traffic from our embassy in
Brazil kept talking about Congressional legislation which vas
establishing or to establish coffee quotas. Very important to

the countries involved. The analysts didn’t knov anything
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lbsut the legislation on the Hill ;r what it va;. There were
things of that kind.

And.going back to what Larry Houston has said, and I have
done 'that for almost 40 years, as Mr. Houston, who is one ofl
the earliest and most distinguiihad holders of the President’s
National Security Medal for his services, the unfortunately
named “Pather of Intelligence Law" mentioned a 1little while

ago about the opposition in G-2. Now, there were a case in

G-2 durlng:the war which really had no-inpact on us, because

we weren’t in existence at the time. )
_But at the end Qt the war, soamebody named Peter Visher,
who was the major involver in that case, brought it before the
House Military Affairs Committee -- the o0ld Military Affairs
before it got developed into Armed Services. It was headed by
Congressman Andrew May, and they considered the case that
Peter Visher ptesested before thea. But somehow they got off
on tangents about CIA and clandestine collection and how this
should never happen. Peter Visher was an old line G-2er. He
was a fair haired boy of the old line G-2 senior o!ticefs.
And {n the report that Andy May’s Committee proddced, there

are recommendations as to what a Central Intelligence Group

should do. And the last line of rec dation ber 7 I
would 1like to say states, "It is specifically understood that
the Director of Central Intelligence shall not undertake

operations for the collection-of intelligence."
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{General Laughter.)

MR. P!Ol!ﬂ!lnxg:_ I don’'t know, Mr. Chairman, this report
is so little known that I'm not sure that it’svin your files,
so if someone wants to Xerox my only copy, they are welcome to
Xerox it if I can have it back. .

CHAIRMAN BOREN: We should,have‘thata .

SENATOR RUDMAN: That’s about as lucid as come current
Congressional Reports. -

CHAIRMAN BOREN: We need that blown up and put on the
wall.

MR. PFORIEEINER: Actually, if I could digress for 30

' seconds or more, I promised Britt Snider ghat T would do this.

We are all aware or have read someplace or another, the famous

statement that General Washington wrote on 26 July 1777, about
intelligence, in which he said, 'The:necesslty of procuring
good Intelligence is uppareﬁt & need not be further urged.
All that remains for me to add, is, that yéu keep the whole
matter as secret as possible.  PFor upon Secrecy, Success

depends in most Enterprizes of the kind, and for want of it,

-they are generally defeated, however well planned & promising

a favourable issue."

To us, that is the basic tedet, coming from a man whom I
consider 'élerica's greatest intelligence ofticer until the
advent of General Donovan in World War II. And I promised

Britt that if it wasn’t too early in the morning that I would
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bring the original 1letter. up for you to see, if you would
like. It is an order of battle letéer. And I would, Nr.
Chairman, suggest that I would like to have it .back at the
end.

(General Laughter.)

MR. PFORZHEINER: Because as you and I know, thi;
collection of mine is destined for Yale Univetéity anyvay,'but
I don‘t want it to get there too quickly. .

CHAIRMAN BOREN: We might be able t; arrange it.

MR. PFORZHEINER: 1It’s the 'last paragraph of the letter.

(thc letter referred to was p‘lled among the Committee
sembers.) ' . ‘ '

MR. PFORZHEINER: But in any event, it was obvious that
legill;tion was going to be n?eded. Larry has told }ou how
the Conbt:ollsr General and the Bureau of the Budget, and two
superb public servants —- Roger Jones in the Bureau of the
budget and Lyle Fisher, the General Counsel for the
Comptroller Géneral -~ kept us a;ive, begause techn%cally we
were out of business at the end of the 'yedriunder the

Independent Offices Appropriations Act. But as iong as we

.were going for legislation, ihey kept us afloat with a working

fund until we could get up to Capitol Hill. )
Now, because of this report I mentioned and the strange

feeling of analysts; theﬁ didn't know what was happening on

Capitol Hill that night'inpingg on their analysis, ; think it

T~

—r
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would be usg!ul to point out that sonetime before August of 46
-- and the Agency records have been lost on this point -- but
at some point I was designated as their Legislative Counsel,
and that is. really why I am here. ‘ -

You know, it was sort of fun back in thoie days, and as
Ray has indicated, it was disorganized. I remember a £riend
of his who was an analyst on the Austrian desk. Never been to
Austria bpt doing manfully to stay on top of the Austrian
situation. And finally got a piece, a small piec in the CIA |
Current Intelligence Daily Bulletin, which said that\ there had
been a major break out of prison in Vienna, that very
dangor&usi ctilinpis were loosq. They had gone up into the
hills with tye polkce in hot pufsuit.- And there for éhe tirs{\
time she got an item in the Daily Bulletin. The next day,
planning to do a follow-up iten, she_checked it out to up-date
and unfortunately discovered that the break had been in
Vvienna, Virginia. o
(General Laughter.)
HR. ltoilﬂlllsﬁz We have come a long way from there.
) But in any event, there was the poorliogillative Counsel
and here was the piobleu of getting leqislatipn which you now
know as the National Security Act of *47. )

Larry Houston, with the aid of John wWarner haé drafted
various drafts. And on the“>2}ra of January ‘47, Gencr&l

vandenberg, Houston and I went to the White House and met with




W 0 N G e W N e

DR BRPREYBESEE NG RE RS =8

111

30
the two military figures who ver; shepherding the Security Act,
through the various drafting and Congressional stages, vic;
Admiral FPorrest Sherman, later Chief of Naval Operations -- a
magnific;nt officer Qho dropped dead‘on the streets of Naples
one day on a visit -- and General Lauris No;stad. '

In the White House, Clark Clifford was phasing out and
really didn’'t fake much of a hand in the Security Act.
President Truman -brought Chakles Murphy down from Capitol
Hill, who came from the Legislative Drafting Service where he
had - done a lot of drafting for Mr. - Truman. And this 'll‘hl!
first assignment in the White House:. He had -been there about
three days, and, "Take care of it." Well, poor Mr. HNurphy
did;'t know an Army from a Marine, and did the best he could

manfully. So General vandenberqg and Larry and I went over to

the White House on 23 January ’'47 to discuss the drafts of

what we were to do for the CIA portion of the National
Security Act.

(Pause.) )

MR, PPORZHEINMER: January of ‘47 that we went to the
White House to discuss these provisions. gpd what ultimately
came out of these dXscuqsions was to eliminate aﬁy reference
to CIA functions as it was to be called except to say there
will’  be S Centtal.'lntelliqence Agency to be headed by a
Director and then all those little paragraphs you know about

the Director being a -- if he were a liiltary man, he wouldn’t
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lose his pensions bu£ he couldn’t command any troops and so
forth and so on. '

. But the only other thing as to whaé ve wer§ to do was a
sihgle sentence which indicated that we were to -- "that our
functions were as indiﬁated in  the Pre;idont's Lettgt'qt 22
January '46, as publisheﬁ in the Pederulvnegister of February
7, '46, which set up the Central Intelligence Group. So they
sinply incorporated President Truman’s letter by incorporating
it by referencde into the text of the kct. AndAthat was it;

no functions independently listed. You can understand their

.feelings, because they were in the middle of this long fight

over roles and missions in the armed services, and they didn’t

want to get too deeply into roles and missions of anything

_else. ISo that is the way it went initially to Capitol Hill.

When - it got up here, there vas"an initial fight as te
where it went, Now, in the Senate there was no question., It
went .to Armed Services under Chairman Chan Gurney, where we

had a wonderful reception. But in the House, the newly formed

_Armed Services Committee was under a rather junior Congressman

named Ham Andrews from upstate New York, and a rather senior

Congr-sllaﬁ named Clare Hoffman from Michigan chaired the

‘Committee on Expenditures in the Executive Departments, now

simply know as Government Ope;aiionl. Mr. Hoffman it’'s a
reorganization of government, it comes to my Committee; I

don’t care if it is the Pentagon or what 1@ is. . So it did go
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to Expendjitures in the House and not to Armed Services.

Now, strangely, although Clare Hoffman was supposed to be
a wicked old curmudgeon, he had two favorites in that 5111.
One ¥$s the Hafine Corps, which General Eigsenhower was trying
to incorporate into ihe Army, and the other was the caﬁtral
Intelligence Agency, for reasons I never quite understood but
1 was happy to accept. So we were in pretty fair shape over
in the House as far as reception was concerned.

I must pay tribute ta what Larry Houston and John Warner
produced, and they checked all their drafts vith>la to see if
; thought they would £ly on Caﬁltol Hill. And that's  what
ultimately came up.

Now, when it came to the House, . I think it was old
Congressman Clacence Brown ~-- not his son, who was a more
recent member -- from Ohio, who said, "Out in Ashtebula, we
probably don’t have a copy of the FPederal Register of Pebruary
7- 1946. Why should I have to look at that to find out what
this agency is §olng to do. Why don’t we ‘put the functions
right in the Act."™ And that is what they did do. They took
th‘ old functions out of that Truman Executive letter, by and
large, and wrote them into the Act. I

Then there were vary_tev additions. The one I remember
putting in with a pencil was tho_ authority, the right, to
terminate CIA employment in the interests of the securiti,ot

the United States.
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?ho fight over anything at all in the CIA péovlsions came
in the noﬁse from the old line 6;2 people, and they asked for
a secret session with Chairman Hoffman’s Committee at which no
one but théir_vitnesses vﬁuld be present. Those top secret
hearings existed xp a single copy, locked ub in Chairman
Hoffman’'s saf®, and there were alsoc some ffiendly witnesses -~
General V;ndenbetg was the lead off witness, and I was there
with him because he had left the Agency and wanted to make

sure he wasn’t caught up in some change. Allen Dulles was

there as one of the witnesses and was friendly.

But the G-2 witnesses, Colonel “Frenchy” Gromback and
General Hayes Kroner, were not very friendly to any idea that
CIA would be in clandestine collection. Now the reason this
was so was that old line G-2, 4during the war, had ‘a

clandestine service of its own wunder contract. It was

contracted out to peppie over Jhon they hid no control

whatsoever, - and General ‘Vandenberg bloodied that up in his
testimony because he had been the G-2 . before he was DCI, and
c;plnincd how bad it was to try to run. such a contract
operation. We had no .interest in-;iking it over inYCIA
because the security was so poor.

AI lultAcon!ess that theseAtop secret hearings, existing
only in a single copy, found their way into my hands for just
enough time to run ‘them back to CIG down at 2430 E Street,

photostat a copy, and réturn it to the kind soul who gave it
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to ae for that purpose.
- (G,nntal Laughter.)

MR. PPORZHEIMER: And the original resided thereafter in
the Chairman’s safe for some time. And @ called the
Committee in 1950, and they iaid that their copy had ‘been
destroyed, so0 we were in possession of the only copy of those
secret he;rtngs. Andhlt was very fortunate that we had them
in ‘47, because we were able guietly t; contradict some of
the testimony vptch had been put éut about clnnd§stlne
collection by the British and so forth.

Now, with that in hand --

) CHAIRNMAN BOREN: Sutely that never happens in " this day
and tinme. 4 '

MR. PPORZHEINER: Oh, no, no, of course not{vllr.‘ Oh my
lordy no. )

- (Gcnorai Laughter.) )

KR. PPORZHBINEBR: You ynov, the Act of 47 il.not the
first pleée of intelligence .leglélatlon to appear before a
Congress in the United ' States. I would .like to.lubult for
your delectation, Mr. Chairman and Meabers of the cqnilttee, a
bill  to Provide for the Establishaent of a Bureau of‘Spectal
and Secret Service, Lnttoduged into the House of
Representatives of the Confederate States, November 30, 1864.
This was introduced too laée to pass in '64, was reint:éduced

in '65, and did pass the Confederate leqll;ature in *6S, but
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too late to have any effect on the war. But we have heard
that line before. ;

(A copy of the Bill réto&rcd to was - passed nibnq

Committee Members.)

MR. PPORZHEINER: Now I wonder if —- there are two thing
to. remember about the Act o£.47 on _thefaill, and then I have
gét- to_quita here. One is that that Act was passed as far as
1ﬂtelligance was concerﬁed on the‘ basis of the Pearl Harbor
syndrome. It was not based in.any greAt measure on a Soviet

thr-at,' which had not quite’ shbvn,ﬁp yet. It was the Pearl

" Barbor syndrome that never agaln: were we to be surprised by

another Pearl Harbor.” And I hate to contradict Bill Webster,
who said on the television last weekend that the Soviet threat
was really the reason';hy we got the loqi;lation in the Act of
47. That is incorrect; v

And secondly, what conflict there was was largely as to
whether or not the Director had to be a civilian or could be a
military man, 'becaﬁse we were then in our third military
ditccto:, and the Congress thought maybe a civilian full tipe.
But it ;an generally agreed that perhaps at that point in ’47,

where civilian 1nté11igence experience was not all that §raat,

© that perhipl to éq ahead and allow a military officer as DCl

was appropriate, .
The !1§ht for CIG thoughts on this matter was led by a

superb tfiend of intelligence, Congressman John McCormack of
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Magsachusetts, at whosé knee I gladly sat to learn how to be a
legislative counsel. ' R

- FPinally, tﬁe Act was passed in Jul} of '47, and with due
respect " to ay friend and Larry’s frignd, DC! Admiral
Hillenkoetter, for whom we have great affection aﬂd
adni}ation; Hilly saw me after the Act was passed and said
probably tﬁe silliest thing any Director ever said. :He said,
"Walter, you know, now that the.Act is passed, I can’t ;ffo:d
a full time Legislative Counsel ;ny mor;,. because we are not

going to have enough business to do with the Congress. And

therefore, while you viit continue to be Legislative Counsel

reporting' directly to me, 1 . have also appointed you as
Assistant General Counsel under Larry Houston,” and in those

dual capacities I sat until 1 January °'56, and then went on to

other CIA assignments.

CHAIRMAN BOREN: This is a fascinating history of the
beginning. - Let me ask you this. One. of the things we are
focusing on is the Director of Central Intelligence now,

especially with the growth of other agencies and the fact that

overhead -photography and a lot of other things have now taken

on a life of their own and become leparate.entitles. We also
still have the problem of the growth of the military side of
things. The kinds of stresses you described in the beginning

.are still very much there. - We see thel.blossoniné in the

budgetary . sense as we really almost have two parallel
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activities -here. The civilian side is shy about being
involved with the military for fear that they will .be blamed.

- if there is a lack of success -- a convenient scapegoat; the

military 'side feels thatv the civilian agency really cannot
provide 1nte1119eyce in a - form that is useful to the
militarily when the chips are down. So Qe have those two
things on-going that we are trying to grapple with as QeAnow
look how this has evolQed.

. of cou?se, one of the 'p:oposals has been.that the DCI,
using the analogy of the Chairman of the Joint Chiefs, can no
longer really wear two hats. He can no longer be the director
of . an agency that is part of the Intelligence Community now
that there’s a half dozen different ‘entities: NSA, DIA and so
on. There is the feeling that you would need to have someone
else sort of step in as- Chairman, if we vaﬁt to call it, of
the Joint bhlefs, as a national intelligence advisor, special
intelligence officer to the President or whatever. Others
would feel, quite the éonitaty, that the DCI could continue as
head of the entire community in essence, sort of also being
}!ko the Director of OMB for the whole comnun;ty in terms of
budgetary priorities and also gtill Icading an agency.

S0 I think we would all -be interested to have you put in
an historic perspective for us of the office of DCI over a
period of time in terms éf the powers and responsibilities,

how that has evolved and what bearing that -ight have on how
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we think it should evolve from this point torvﬁrd.

ER. CLINE: Mr. Chairman; could I make the first comment?
I said earlier that these youn§ ngn are not my peers, you
know. I went to OSS in the early days after Pearl Harbor and
worked very directly with General Donovan, 8o these;guys are
Johnny Come Latelys;

(General Laughter.)

NR. CLIHI:- However, 'they did some damned good work.

NB. PPORZHEINER: Thank you. . ’ '

HR. CLINE: whgt Ivvant?d to sai\is the central direction

b\

of the 1Intelligence Community, which is a very complex

structure, has been the key problem for 50 years. Of course,

we learned from Pearl Harbor that if you didn’'t coordinate and

get information to the policymakers in a direct and meaningful
;

way, that you would fail. On the; other hand, we have had

continuous turf battles over the years. We are still going to

. have them. I think that is inevitable. But in ny view, the

histotry of the central coordination syﬁten requires a single
director vhovls in charge. Now, he -can delegate anything to
anybo&y. f don’'t have any ditiicu}ty.vith the Intelligence
cb-nunlty being run by a Director of National Intelligence,
but he should be subordinated to the LCI.

You know, I have worked with every é?esideni since
Roosevelt, and I saw successive failures simply .because
Directors of Central Intelligence didnft have enough rapport

;

.

7 .
: . \
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ahd clout with the Pregident. If you don’t have the DCI
viewed as a very responsible, senior figure, he just gets

forgotten about, and - we did forget about some of them. I

- won’t specify the ones, but the history has been very much up

and down. So I believe it would be a mlstike not to have the
Director of Central 1Intelligence in charge, including the

collection of information, including espionage, as well as

. research and analysis_and including any covert operations that

are approved by the President. - I think he must be the man in
total chaige because most media peéple, even'nany Congressmen,
don’'t really understand what lntelliéence does and what it is,

and unless we magnify the role of the DCI, i think we iili

" tend to fall into even greater turf battles than we have had

before.

CHAIRRAN BOREN: You thiﬂk that the pe?son who is the
DCI, in addition to being .the chief intelligence officer,
should be the person that is tﬁe director of an agency. »

HR. CLIllzn Abso}utely.

CHAIRNAN BOREN: In other words, you vduld favor that’
as opposed to the idea that you have a Chairman of the Joint
Chiefs, and then you have .a DCI and a head of NSA and head of
DIA and so on over which he presides.

R, ,cninxz‘ We have learned, back in the 50’8 and '60’s
vheh I was Depﬁty Director, that we managed to coordinate all

of those agencies quite skillfully. My great claim to fame
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was handling the Cuban Missile crisis in '62, hn& we had ali
of the elements, the espionage elements, the U-2 overflights,
eéven a little bit of satellite phgtography early on. We knew
we had a clandestlné penetration in Russia by Penkovsky. We
had all of the elements, and ;t that time we veke working
pretty well together. I didn't have any big turf battles.
Lot of rivalry, lot of competition. But I think we handléd it
because we had an integrated system.

And John McCone, in ay view -- vhéfjult aied recently --
was the best Di:ector"ve ever had, because he knew how to
manage the co-qunity, share reiponsibilitien -- with the Air
Force, example, which set up the NRO, he did that —- and to
yet - make sure that there was a central element that could be
provided to the President and his Cabinet .oftlce:s, the
National Security’ Counci} people, in a way that would be
meaningful to then, vithout going into all the nitty gritty of
intslliqencé .reporting. That is what went Qtong at Pearl
Earbor. They told ‘the President everything, but he didn’t
understand it. He did not have an analytical system. Now we
have got the analyticalb system and I think the Direcéor of
Central Intelligence must be a manager of the very arcane
espionage Susiness, manage cgre!ully the wuse of all those

imagery and intercepts and so on .that will add to the picture,

‘but  the secrecy and the extreme dlfticulty of doing espionage

~- which I think will be mich more important in . the future
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‘because of the diversity of cultura; and political conflicts

== will be 36 tmportént, and if the DCI is not in charge of
that particular central and yet very difficult operation, 1
think he will not.havg the clout that he needs to have.
Becaus§ ;one day, you knov, and occasionally it has happened;'

sonebo@y' from the CIA has to go in to the President all alone

-and  say, hey, something terrible is happening. You have got

to pay attention to . this. That is what did happen when’
Khrushchev double crossed us in Cuba. And the President
didn’t want to hear that, but he did listen. And it was

because John McCone and his staff were able to persuade the

_President what to do that I think it was so successful.

'So I believe that if you try to disintegrate the system
of various tybes of intelligence, you will gand to diminish
the stature of the pCI. He has got a hell of .a.hard job at
best,. and if he doesn't.pave that kind of rapport with the
President, . I think he viil.fail.. So 1 feel stronglﬁ.fzom my |
experience that you must keep that éenttal system, thch is
what Donovad.built.

. Donovan brought all of us university people down in order

-to have analytical skills. .And that was his invention. He

did it in 1941. And it is amazing that he was such a creative
guy. And he did qit permission from the military to do the
espionage. He got. into many other aspects of 1nt;11igence.

But he always emphasized that the research and analysis was
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crucial. And that’s the central concept. And if you separate
the» ctesearch and andlysis froa the nlity gritty of spying, I
think you will use the richness of this whole systenm.

CHATRMAN BOREN: Well, you feel if you had a person like
fhe Chairman of the Joint chieil'littlpg up here, you Qeally

‘feel he is denuded of authority because he doesn’'t have his

own agency, his own bu{&nucratlc bage, if we want to call it
that, is that —- B

HR. CLINE: That’s the Avay walhlﬁbton works, you know.
If you don’t have a base -- -

CHAIRRAN BOREN: If he is sitting there with a hundred
staff members to coordinate the work of other line aéenciol!
he is not going to have the clout in your opinion?

MR, CLINB: I really feel that. )

CHAIRMAN BOREM: Let me ask just one quick question, and
then ask the other two of you to comment on this same issue
and> the way it has evolveq. The Secretary of. Defense
obviously -has a‘'role with the DIA and othér agencies to some
degree classified; NSA has a ce:taiﬂ'level oé independence.
And, of course, the way our budget process works to some
degree enhances the clout of the Secretary of Defense in this
wvhole process. Do you think thé DCI now has the clout that he
needs in teras of authority to.keep» us froa dpv;loping'these
independent centers of power?

KR. CLINB: Well, !'li give you my opinion. 'And I don’t
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in any Qay wvant to briticiz? Judge Webster, because he has had
a haré job restoring the morale and the reputation of CIA
after the Iran-Contra controversies. But I do think that the
pirector of Centrai Intelligence does .not' have as. much
influence as we did iﬂ the Sp‘s and 60's when we had very
povcrfﬁl guys like Allen Dulles and John McCone.

CHAIRMAN BOREN: Are the legal authorities significantly

-different than they we@e then?

MR. CLINE: No, no. . : -

CHAIRMAN BOREN: The structure is roughly ' the sané. It
is a matter of inior:glationlhip and probably influence v(th
the President.

KB. CLINE: That’s right. And I think the.influence of

this Committee is terribly important. If you are

understanding of the intricacies and the dit!icultiag of doing
intelligence, ‘I always said doing intelligence is like running

‘a  quarter mile race viih your arm tied bﬁhlnd your back --

it's tough. And if we don’t support that kind of thing, it is |
going . to be very difficult. And I believe that the influence
of this Committee is going to .be crucial, and I think you
should support the authority as a matter Qf p;inciple of the
Director of cahtral_!ntelliqsnce. »

CHAIRMAN BOREN: Senator Rudman vants.to »qu a ‘question
to this and then ve’ll ask all three of you to comment.

SENATOR RUDMAN: Mr. Chairman, I didn’t mean to
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interrupt. I think you wanted each to answer your question,
and I think when they do, I have a question, and then I
unfortunately have to leave.

CHAIRMAN BOREN: Why don’t we have the other two --

MR. PPORZHEINER: I just wanted to, Mr. Chairman, before
we bring all of Larry Houston’s deep knowledge to bear, I
wanted to make two gquick cozmments. Ray Cline mentioned
espionage, and of course, that word does not appear in the
Act, because particularly on the House ;1de in 47, there was
a treamendous desire not to have the dirty word in actual
legislation. That’s why you have got the “common concern®
clause; everybody was nervous.

But I thought at this hour of the morning, I would at

least bring a picture of an espionage agent -- Mata Hari -- up

here to keep everybody happy at 8:30 in the mo:ning. And I
have brought such a picture and I have brought her last
passport application to go into France in 1916 or early 1917,
from which, unfortunately, she never returned, having been
executed as a spy in the forest of Vincennes. But if the
Chair would like to have a look at this --

CHAIRRAM BOREN: This is rare that we get into sources
and methods in this detail.

SENATOR RUDMAN: Nr. Chairman, I am just sitting here in
great curiosiiy as to what this gentleman is going to pull out

of that bag next.

58-849 0 - 92 - 5
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MR. PPORIHEINER: Senator Rudaan, t have the exact game
feeling. . A -
{General Laughter.)
ER. CLINE: Senator, I want to-tell you that espvlonaqe is

not purely the exclugive prerogative of the operators; it ig

‘also the prerogative of the 1avyets, They steal documents the

way everybody else does. .

CHAIRNAN BOREN: In the Office of Congressional Liaigon.

SENATOR RUDRAN: NMr. Chairman, j;nt to buﬂk in, I anm
very curious. HNr. Pforzheimer, You must be a rather renowned
collector of cecrtain kinds of documents. I assume you have
some phenomenal collection, am I correct?

HR. PPORZHEINER: I have heard it alleged, sir. I do
have 5,000 volumes on the subject in my apartment.

SENATOR RUDNAN: And I take it all of this is going to
Yale at some point? '

HR. !MIB!: Yes, sir.

SENATOR RUDRAN: I mean, that wWashington letter is
priceless. Right I ask how you came into possession of that?

HR. PFORIHEINER: Just shee; luck.

SENATOR METIENBAUN: Stole it.

(Gensral Laughter.) )

C/llxml BOREN: We'll go off the record on that,

HR. PFORZHEINER: A dealer had a small, little bit of an

American Revolutionary intelligence document for about thirty
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bucks. He asked me to come in and look at it and I bought it.
As I was just leaving, he said, well, there is one more thing
1 think you ought to see -- this is back about '47 or '48 --
and he laid the wWashington letter out, and I must confess,
that was my naie or break point -- do I collect or not? 1
come from a family of rare book collectors. Yale is much more
interested in the fact ¢that I have probably this country’s
best private collection of Moliere, which my father made. And
they are really probably more interested in that than the
collection on intelligence service, but it ain’t as much fun.

MR. CLINE: Senator, could I just say, Walter is a great
bibliographer, but I think the Congress ought to legislate
that this information shouldn’t go to Yale, it should go to
the Library of Congress.

(General Laughter.)

CHAIRMAN BOREN: I’m sorry, you’'re out of order; you’re
out of order on that. .

(General Laughter.)

CHAIRMAN BOREN: Strike that from the record.

{General Laughter.)

SEMATOR RUDMAN: Mr. Chairman, I am sorry to have gotten
us off the track, but I just think that I go to a lot of
hearings, and this is fascinating, not only the hearing, but
the collection.

Thank you, Mr. Chairman.
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HR. PPORZHEINER: Can I throw one more in quickly before
the Senator leaves, because you have mentioned NSA. There was
a coxswain in the Navy in the 40’'s who wrote a letter, dated
September 22, 1943, to a mathematician about some form of
code. You know, people are always thinking wup the
unbreakable. And this mathematician of some renown has
weitten him back a letter, and there are sentences in here
which even NSA still insists they don’t understand and don’t
know what they mean, and that goes for ;one very good British
cryptologists, too. May I just read it into the record.

"Dear Sir:

“According to my opinion it is quite impossible to
express a serie of digits through a lesser serie of digits so
that the former can be reconstructed through a code. This
holds, of course, only for the case that the given serie do
not have regularities which are known independently. The
serie could, of course, be expressed by a smaller number of

signs if instead of digits a larger number of elementary signs

are used. F.i. if you have hundred different elementary

signs you can get numbers in a centesimal system instead of in
& decimal system. But I do not think that such augmentation
of the number of elementary signs would be practical for any
purpose.

"Sincerely yours,

"Albert Einstein”
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{General Laughter.)

SENATOR RUDNAN: Unbelievable.

CHAIRMAN BOREN: Absolutely amazingi

MR. PPORZHEIMER: I will say to you, Senator, this
briefcase has only been in my possession for about 24 to 48
hours, but it comes from the Stasi headquarters in East
Berlin.

(General Laughter.)

BR. PPORZHEIMER: You’ll notice, it is protective.

NR. HOUSTON: Two comments. One, in the early days of
particularly Hillenkoetter’'s time, there was a continual
effort on the part of the other intelligence components to
reduce the position of the Director to one among equals. We
felt this was unsupportable, and Mr. Forrestal tinally got
very worried.about it and asked one of his top aids, Dr.
vannevar Bush, to look at the matter and report to him. And
Dr. Bush wrote him a letter which he sent to Hillenkoetter
read to the IAC one day when I was there. It was a very, very
strong letter about recognizing the position of the Director.
And there was a little silence at the end and finally the then
G-2, General Chamberlain, said, “"What's the matter, Hilley?
You’re the boss,” and I thought his aide would faint.

. But it did improve after that and there was still
argument about the position of the Director until the time of

the rewriting of NSCID-1 in 1956, vhich it was spelled out
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more clearly and this time there was no opposition. So
technically they accepted the fact that the Diréctor had a
position, not of command, but of pre-eminence, and effective
because of his position of pie-eninence.

Now, coming back to Director McCone, I agree with the
estimate that he was one of our very best if not the best
Director. And he was quite fascinated by this proposal for a
second ditecto: at first, and he toyed with the idea that
maybe this would be a good idea. And we went —-- I had several
personal talks with him, and he finally came to the conclusion
that no, that was quite wrong, it would be mere duplication,
and that another Director would have to set up his staff and
duplicate the whole effort and achieve nothing. That is my
own feeling about it.

SENMATOR RUDMAN: Mr. Chairman, I wonder if I might ask
that gquestion now that they have answered your’s. First, Mr.
Chairman, let me thank you for convening this heaiing. For
anyone who is interested in history, it is a kind of living
history this morning. We don’'t get an opportunity to hear
this kind of testimony very often, and it’s been very helpful.
And I particularly want to say that all three of these

gentlemen are known to me from history books, and I have only

‘known Ray Cline personally, but it is a pleasure to have these

gentlemen here. They have all contributed enormously. Dr.

Cline is very modest when he just made his passing reference
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to the Cuban HMissile Crisis. Por anybody who is truly
interested in that, it would make your hair stand on end as to
what he has done for this country, and the same is true for
the other two gentlemen.

I have one question, and it really was focused, I think,
by Ray Cline’s comment about Pearl Harbor. You said that the
President had all the information, but he didn’t know what it
meant. And that, I guess, is another way of saying something
that for the last ten years or so manf of uglvho have been
deeply concerned about the whole intelligence field -- either
tr&n this Committee or from other Committees with jurisdiction
- h@ve said: that we seem to do very well at collection, but
we don’t seen ko do very well at gauging interntions. Now,
maybe we do. ﬁaybe those of us sitting where we sit just
don’t understand the quality of the assessment of intentions
that are furnished to the highest levels of our government.
But we certainly get a feeling here that in terms of
intentions, we don’t seem to be doing very well lately and we
can point to a whole bunch of instances, and there is no need
to do that because you know them as well as I.

Now, that leads, of course, to two _sub-conclusions.
sub-conclusion A, we don’'t have the right people any more. We
are recruiting a far different kind of person than we used to.
1 don't want to be, you know, accused of elitism, even though

I probably believe in it to somse extent, being a New
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Englander. But I must say, as I look at the curriculum vitae
of the people who were recruited into that agency over the
first 15.yeurs, compared to what I look at now, there is, to
say the least, a startling difference. Maybe one is not
better than the other, but there is a difference. So that is-
the first conclusion people reach.

And then the second sub-conclusion that they reach is
that there is something wrong with the organization, and
therefore we have to reorganize because it will make it come
out better. I don’t know what the answer is. I surely have
none of the background to be able to reach an intelligent
conclusion on that. And yet like so many other things that we
don’t have intelligent attitudes about, we’re going to have to
vote on them at some point.

50 I would like to havg just a small discourse on what I
consider the single most disturbing thing that is bothering
all of us about this enormous amount of money that we spend,
and what we get for it. And I just kind of open that up, and
I would like to hear -from all three.

CHAIRMAN BOREN: That’s such an'lnportant question you'’ve
asked because this Committee, quite frankly, is we’re loocking
at organizational structure, but we don’t go into it with the
attitude that necessarily we can solve whatever problem is
there through.changes otv organizational structure. We have

al; been through that ourselves and know that maybe it is part
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of the ansver, maybe it’s not. We don’t prejudge that but we
are concerned. Like just the most recent example, if you go
back (DELETED] you find predictions that Saddam Hussein was
exhausted by wvars in the region and likely to be no threat to
his neighbors and so on and so forth. RAs we got closer to the
time, people began to pick up the red flags, but it got pretty
close before they did and it is sort of hard to understand
that. It also seems to be some risk aversion at work here in
terms of stepping out and raising red ‘flags to the President
or whomever on up.

MR. CLINE: Could I make the first comment? I have seen
at least a halt dozen major reorganizatioens of the
Intelligence Community, especially in CIA, and 1 don’t think
any of them have really improved the functioning of the
organization. Tinkering with the wiring diagrams seems to me
to be usually sometimes has minor benefits, but the major
problem is exactly what the Senator was saying: it is the
quality of the people. If the quality of the people are not
high, the agencies will get bureaucratic and turf orieated and
not conccﬁtratlng on the national security problems. Now,
it’s hard to do these things.

But I feel that if we don’t integrate all of the
intelligence -- and that’s what failed at Pearl Harbor. You
xnow, the President and his immediate advisors, only six

people were entitled to see the SIGINT material. And they
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wveren’t allowed to keep it. And there was no intelligence
organization to explain what it all meant. And that ig why
they didn’t really understand what was going to happen at
Pearl Harbor. And alsgo, 1’11l bet most of you don’t know that
058, when 1@ was there, was never given access to signals
intelligence during all of World War 11. Donovan fought for
it but didn’t ever get it because the military wouldn’t let
him have it. And that is one of the real handicaps of 0ss.
It did some wondecful analytical work, Lut it didn’t have the
real raw material. I happened to work for the Navy on
Japanese Navy Code 2S5, When I came down right after Pearl
Harbor, I knew SIGINT was crucial to winning the war in the
Pacific, and I thought that Donovan should have had it, but he
didn’t have it. ) X

.80 if I could recommend anything, I would say let’s do
something that we did in the 50's and 60's: let's get some
kind of investment, and I think Congress will have to do it,
in the superior education in the .universities that will
provide the kind of people we will need to have in the
Intelligence Community in the !uture.l We came in out of World
War II and the Cold War, and that whole bulge of CIA people
have all gone. And I still keep talking about it, but most
people aren’t even able to do it. So I think if we could set
up soaething like a new foreign culture and language area

system which would simply pay people to study international
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atfairs aand particularly 1learn foreign languages -- which
ve’'re not very damned good at -- I th{nk we could create a new
crop of sophisticated intelligence people who then could be
selected to go into the agencies.

CHAIRRAN BOREN: what about scholarships? Are you
thinking in terms of providing scholarships for these people

MR. CLINE: Essentially scholarships.

CHAIRMAN BOREN: -- early on so they could go to --

MR. CLINE: I am sure you all know, I think it was the
National Defense Education Act was the thing that did it. And
we spent a lot of money and we did indeed train these people
and a lot of them came into the CIA. And they were good. And
now it’s changed.

SENATOR RUDMAN: Mr. Chairman, a fascinating exercise for
anyone who is interested is to do a small survey of the people
that came to that agency from '45 to ’SS. Look at their
backgrounds, look at ‘their educations, look at their pure
brainpower, to put it another way. The fact is that great
pqoplo produce great results, mediocre people produce mediocre
results, and these were great people.

HR. CLINE: Well, I am glad you said that. I really feel
it’s true. And I still run a group called the National
Intelligence Study Center -- Walter and Larry are associated

with me. We have about a thousand old timers who still write
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books and do book reviews. We are trying to educate the
public about the meaning of intelligence. ‘And we have -- I
regret to say we don’t get any money to do that either. wWe do
it out of our volunteer services. But I think this public
education of the role of intelligence in decisionmaking is
crucial and I think if we don't teach people in the
universities how the nitty gritty of intelligence work will

make the difference in national decisionmaking, 1 think we

will begin to lose our gripj And that is why, as I said, t

believe it is so important to kind of dramatize the role of
the Director of Central Intelligence, so he’ll know what he
-~- and I am so delighted that President Bush is going to bite
the bullet and recommend Bob Gates. I hi;ed Bob Gates when I
was DDI, 1966. And he’s a very talented Soviet analyst. He
has . been around in the National Security Cguncil. And I
thought frankly the President would not decide to face the
Iran-Contra Eusiness and he might choose somebody else. But !
think it was a gutsy decision of the Presl§ent to pick Bob
Gates, and I think we ought to make sure that the Senate
confirms him, because he is a well qualified guy, and he had
very little to do with the Iran-Contra business.

HR. PPORZHEIMER: I would like to say, Mr. Chairman,
before Larry Houston talks about the DNI concept and the like,
because of where you all are headed at 11:30, that this

document in 1705, which happened to be in this briefcase --
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(General Laughter.)

MR. PPORZHEINMER: -- says that, "Our Willland Pleasure is
That by vertue of Our generale Letters of Pq&vy Seal... you
issue and pay or cause to be issued and paid Out of any Our
Treasure that is or shall be in the Receipt of Our Exchequer
applicable to the Uses of Qur Civil Governmﬁnt,' pay it to a
named foreign service officer, "any Sum or ISums of Money not
exceeding in the whole the Sum of Twenty ?@ousand Pounds for
Our Secret Services." And then the document is signed by the
tord High Chancellor, Lord Goalalphin. But I would like to
suggest that if you want to say anything/to Her Majesty, that
this document is countersigned on the /top by the Queen of
England herself, Anne R.

You can’t take that over there with| you, sir.

. Larry?

MR, HOUSTON: Two items. There ii\anothe: association,
the Association of Former Intelligence é!ficers, AF10, that
has a teaching function as a part of its/;ole, and is in touch
now with, what is it, 200 universities.

NR. PPORSHEIERER: 194 I think it is.

RR., BOUSTON: And is trying to shév them what to teach
and how to teach it. I think this is u&eful and ties in with
what Ray is talking about.

MR, CLINE: And I started the girst course on strategic

intelligence at Georgetown Universit& sixteen years ago; first

f

/
/)
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one.

MR. HOUSTON: The thing that baffles me -- of course, I
haven’t found any solution to it -- most of the people we
worked with over the years we were there came in during the
S50’s, early 60’s, a great many of them if not most of them,
looked on this as a career. They no longer do. They come in,
you know, have an interesting assignment, a few years, they go
off and do something else. How are you to cope with this, I
don’t know. )

CEAIRMAN BOREN: Would you share Ray’s feeling that the
problem of the quality of intelligence going down -- in terms
of us getting the President, the consumers, the essential
consumer of intelligence getting as good a fix on intentions
as early as we should, early warning siénals if we want to
call it -- is principally a matter of the quality of personnel
as opposed to the organization chart? )

NR. HOUSTON: Well, I think the fact that they don’t look

"on it as a career must affect their general approach and the

result of that approach. I don’t think I am close enough to
it to be qualified to comment further on that.

HR. PPORZHEINER: I would say the problem there in part
is, yes, we looked on it as a career, and it was a wonderful
career. But today a lot of families have two career members.
And when Joe is suddernly assigned to séne station abroad and

his wife has a good job and she doesn’t want to give it up and
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she can’t get a good job in the particular country concerned,
that does things to their income, they think it may do
something to their children, although it never did anything to
the children of people in my generation at the Agency. 1
think that is a factor. And I find that there is this strange
reluctance.

As far as foreign languages are concerned, it is just
absflutely appalling that even French and Spanish and German
-- Bob 1Inman addresses this probleé all the time, 1like
motherhood. But as far as the role of the Director, I sustain
what Ray Cline has said. Because if you move the DCI into a
DNI posltkon or a Joint Chiefs position or whatever up there,
who’s he going to talk to? He doesn’t have any troops. So
the first thing you have got to do is move the IC Staff up to
join him. Then he is responsible for national estimates from
that position, so you have got to move a large hunk of the
NIO’s or the DDI itself up to join him up there in this ﬁigh
position. And as Mac Bundy said in his testimony in 1978,
he’ll probably have to have a new building pretty soon. I
think we are just fine the way we are because it is a matter
-~ it’s a question, Mr. Chairman, of personality of the
Director. ) -

I will tell you, when General Bedell Smith, whom I think,
.was our greatest director by a snidéen of a hair ‘over John

McCone and Dick Helms, when General Smith was the DCI, there
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wag no question anywhere in that community where the boss sat.
Mr. McCone, by force of tremendous intellect —- if he and
General Smith had changed directorships in points of time,
neither of them would have been quite as good as they wére
when they were there.

But there are some very, very weak ones, and I wouldn't
want to put their names in the record, they stand out - so
firmly as it is.

(General Laughter.) : -

KR. PFORIHEIMER: But there have been some great ones,
but it is a question 411ke everything else, Mr. Chairman, of
who it is. And I agree vith.nay Cline that Bob Gates is a
superb choice. I supported him personally in my mind at least
four yearé ago. I would support him more avidly now even
because 1 think he is going to be a wonderful leader in this
cause. And I think his relations with the Congress are going
to be Webster-like. I think it '15 a question of who it is,
who's in the DCI's position, that makes the difference as to
whether you need a DNI -- he can be as silly as a DCI or as
great. ’

HR. CLINE: Let me add a thought. To me, the breadth of

mind of the key officials around the DCI is the most important

thing. You have got to have a world view, not a
particularistic ‘view, And being involved in the National

Security Council process, which I was able to do over many
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years, is the way you learn how intelligence can be used for
policymakers. It doesn’t mean that the DCI or any of his
deputies can dictate policy; that’s not their job. But if
they don’t manage to explicate the intricacies of
international conflict situations, the President won't know
exactly what he can do. After all, intelligence estimates -- |
and that is why they are often very faulty -- is a matter of
probabilities. You are always guessing what will happen in
the future, and nobody knows. But the- intelligence people,
who ought to concentrate strictly on objective reality as well
as you can predict it, must give the President the information
that he can provide. S0 I want the DCI to be in the
policymaking arena, but he is not an actor. He is the guy who
describes the whole picture of the objéctive reality of
international affairs for the President and the National
Security Council officers. He doesn’t decide: he only creates
the light aﬁd the illumination around the process.

CHAIRMAN BOREN: We’'re going to turn to Senator
Metzenbaum now. Senator Rudman, thank you very much.

SENATOR RUDMAN: Mr. Chairman, thank you. I am going to
have to be excused.

' SENATOR NETZIENBAUM: Thank you, Mr. Chairman.

First, I want to say to each of the three of you, I have
probably learned more this morning about the history of this

organization, about which I am supposed to have some oversight
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responsibilities, than I’'ve learned since I have been here.
So 1 am grateful to you.

1 would like to ask you, Mr. Houston, and either of the
other two men who might want to comment about the area of
economic intelligence. As you know, right now there is
considerable talk about this. Was this ever contemplated at
the inception, and do you have a view as to whether it makes
sense for the intelligence agencies to be getting into this
whole field of economic intelligence? ’

MR. HOUSTON: Economic intelligence?

SENATOR METZENBAUM: Yes.

NR. BOUSTON: Well, it’s been given a great deal of
thought many times. And really, Ray can answer this better, I
think, than I can, Senator, if you don’t mind.

MR. CLINE: Okay, 1’1l give you an answer. We have all,
in CIA and in 0SS, we were always keenly interested in the
economic structures that support political systems and
military systems. So economic intelligence has been the bread
and butter. The difference now is that most of the time we
were concentrating on the Soviet Union, because it was damned
hard to find out what the Soviet Union economic structure was.
And we started an organization back in 1950 to find out
exactly what the economy of th? Soviet Union was like, and I
think we eventually discovered it in a way that the Russians

never understood. I think Gorbachev has accepted essentially
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the CIA estimates, because we put them out through the
Congress. As you know, the Congress puts out these anhual
reports, and they are really the CIA estimates.

So I think that what we have got to do now is recognize
that international economic structures including our friends-
as well as our enemies, is a critical issue. And I think it
is going to be very delicate to deal with, and we certainly --
the CIA should certainly not be in the business of passing on
information to private corporations and }o on. That is out of
line.

SENATOR HMETZIENBAUM: Isn’t that the real concern, that
once you get into economic intelligence, suddenly it is hard
to maintain that wall between what you don’t start reporting
back, because it’s essentially -- ’

MB. CLINE: I think that there is a danger, but actually
I am not very concerned about it because the Intelligence
Community is very disciplined, and as you know, when we
studied the Sovieé unién at such great length, we decided the
CIA could not pass itAout to anybody -- we would let the Joint
Economic Committee to it.

SEMATOR NKETZENBAUM: But there is a difference. In the
Soviet Union, there was no economic motive involved. It
wasn’t a matter of figuring out how the Soviets are building a
better this or that and making that information available to

General Electric or IBM, or ITT, or whatever the case may be.
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It seems to me that once you get into econonmic
intelligence, there are going to beé people who learn things at
the government’s expense, at great government expense, who
will be inclined not to be as protective of that kind of
information as they might be regarding the number of troops
that are stationed somewhere, which wouldn’t have the same
economic value. And I am concerned that suddenly we’re going
to wake up some morning, five or ten years from now, and find
that our CIA people have really been involved in doing a lot
of leaking and somebody will go to jail for three months or
six months, but the fact is it will be a reflection upon our
country and it won’'t be a single instance, there will have
been -- -

MR. CLINE: Well; all I can say is it couldn’t have
happened in our days, because I think we were carefully
disciplined not to reveal anything to private citizens or
private corporations. So I think the information, though it
will be more complicated and more diverse in the £uture,.has
to go through the National Security Council to the Treasury
Department, to the Commerce Department, and if they decide, as
a matter of policy, that some information can be released,
that is their decision. I don’t think the Intelligence
Community should have anything to with that kind of release.

CHAIRMAN BOREN: Let me ask along the lines that Howard

just kind of focused it. Por example, here are some of the
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-feal world problems we deal with. We have got foreign

intelligence services -- not private companies, but foreign
Jovernment intelligence services, some of them supposedly
friendly -- that have been over here stealing the

technological secrets from our companies. You know, stealing

.4 computer secret from an IBM or wvhatever, take it back to

their country and giving it over to their companies to use,
just stealing our technology. Now, you have got that
situation. ’

When I was in Bastern Europe, our own station people
there were asking, what’s our policy on economic intelligence;
we don’'t know. In a sense they were saying, these countries
that are getting ready to buy, let’s say the Polish government
or the Hungarian or the Czech government getting ready to buy
certain systems, like a computer system for their banking
system or whatever. The other foreign governments, or the
other intelligence services, find that out first, you know,
that they are getting ready to make a big- appropriation  oc
they’re going to make a purchase or something, they pass the
word to thci; companies early on. So by the time the
government is ready to make a public offering about this or
vhatever, they have got all their ducks in a row. American
companies are struggling to come on later. Another thing
is when you get into GATT negotiations or something else, our

negotiators are spied upon, so that they are learning what our
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strategy is going to be in terms of fighting for our economic
interest in negotiations and that kind of thing as well.

We are up against those real life problems, and we are
also up against what Senator Metzenbaum said, that given the
nature of our system, if we were to retaliate say against a
foreign service, you know, let’s say France stole a secret
from IBM, 50 we went over and stole a secret from -- I don’t
know, Peugeot or something. Now, do we give thai to General
Motors, Chrysler, Ford? What do we do v;th it and how is that
appropriate within our system? Or do we simply use that fact
as a demarche and threaten we’ll publish it in Scientific
American or release it publicly if they won’t quit spying on
our companies. I think Senator Hetzenbaum asked a very
important question and it’s a question that I find our own

field people are saying to me, “Senator, do you know what our

. policy is on economic intelligence? We don’t know. We feel

bad to sit oﬁ the sidelines. Our competitors are all out here
stealing. And what are we to do and how are we to stop it?
What are our values, what is appropriate for us to do, what
should we not do."

SEMATOR METZENBAUM: Whom would you rather have do the
stealing? Would you use AT&T, IBM, or some of these major
companies that really are very sophisticated, or would you let
government people do it and then sort of make that information

available?
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CHAIRMAN BOREN: Well, that’s a question.

SEMATOR METZENBAUN: It just seems to ae that once you
get into that, you are going to destroy the image of CIA. Aand
it won’t happen overnight, but it will happen in two, five or
six years, and you will f£ind that we really have been playing
some games. I think there ought to be a wall: no government,
no economic intelligence except as ig necessaty for our
national security. 3 ’

CHAIRMAN BOREN: Well, for example, Howard, it they are
trying to figure out what our negotiators are going to offer,
say, in a GATT negotiation, is it cricket for us to try to
tind out what they are up to, or that kind of thing, as
opposed to .stealing a secret from a private company?

SENATOR METZENBAUM: I don’t have any problem about that.
I don’t have any problea even about finding out what the
economic status of this country or that country is, and
whether the;e might be an overthrow as a consequence. I think
all of that is within --

CHAIRRAN BOREN: You are talking our targeting by our
government of their private companies for stealing a private
secret, that’s what you’re really talking about.

SEMATOR NETIENBAUM: . And I think once you move into it,
it 1is very difficult to stop and it is going to get away from
us,

CHAIRMAN BORBN: I think we’d be really interested to
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hear how you react to this kind of thing because it is
something where, frankly, the Administration has no policy.
1t is a whole new thought and no one has reaily been willing
to deal with it because of the very kind of difficult issue
that Senator Metzenbaum raises. So we are trying to get into
this and think about the proper guidance.

MR. PFORZHEIMER: can I give ‘you one example, Mr.
Chairman, out of World War II? At the end of the war, Germany
was divided, you recall, into zones. 'Anh vhile the Prench had
a zone, the documents and material were to be divided between
the British and ourselves for exploitation purposes. And to
our horror one day, we discovered that the Messerschmitt
papers, documents, tons of them, were in the French zone and
they had been lifted by the French without authority and taken
back to the French Air Ministry. Well, how do you deal with
that? Messerschmitt papers were very important for British
and American exploitation. We dealt with it very simply. My
deputy, who spoke fluent Prench, was given a four by four and
a couple of enlisted men and vent down to the French Air
nministry and just took them back. And that :s what we had to
do and the Prench didn‘t do more than just protest once or
twice, but they weren’t authorized to have them and we brought
thea back. They were in this country. Now that is a little
extrene.

1 think what we fear is, mostly, as I get talking to some
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of the sgeniors out there, is this thought that was being
pressed at one time that the Agency, if they get some really
good economic intelligence, pass it on to the appropriate
company or companies. Now, that gets to be very dicey and
very selective, and the opposition to that, to the Agency
doing that I think is complete, within the Agency itself.
They are perfectly willing to give the information, where
appropriate, to Commerce, or Treasury, and what Commerce and
Treasury then can do on a declassified basis {s up to them;
they’re the ones responsible for dealing with American
industry and American finance. But as far as the Agency or
the Community getting into giving economic intelligence of any
nature to any specific company or companies, I think the
opposition vithin‘the Co-nuniéy is quite strong, give or take

a special item which we could understand was ordered to be

-delive:ed.

T think we cught to be into economic intelligence. And 1
think back to the lates forties, as Ray does in his knowledge,
where we first set up an economic intelligence research unit,
ORR. And it was a very flexible unit because it had a little
branch in it, for instance, which looked at photographs, under
a tremendous figure named Arthur Lundahl. And we were
flexible eﬁough when photograéhy became what it was with U-2
and then SAMOS and the rest, to pull that little branch out of

ORR to set up what you now know as NPIC, still headed then by
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Arthur Lundahl before his physical infirmities forced him out
of action. But it takes flexibility to do that, and we had
it. And we still have it.

SENATOR METZENBAUM: Let me ask another .question if I
may, please.

At what point in the history of this legislation was it
determined that the total budget for intelligence activities
should remain secret and not available to the American public?
And my following question is, do you th§hk it still should be?
On television the other night I heard on the national media,
the 6:30 or 7:00 o’clock news, a figure just about on the
button of what we do spend. And if TV commentators are going
to have it, why shouldn’t be actually made public by the
Congress without any secrecy?

CHAIRMAN BOREN: Total "aggregate, not the individual
aspects of it.

SENATOR METZENBAUM: That’s correct.

MR. PPORZHEIMER: One line item.

I think, Larry, if I could take that from the legislative
start, the feeling on the Hill was that it would always, in
the very earliest days, be kept secret. It was so secret in
the minds of Congressmen on the House side tﬁat when we had
our annual appropriations hearings, as we did in those days,
they wouldn’t tell us the room number until ten minutes before

we had to leave the Agency and they would call me up and say
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go to this door and someone will meet you. They were very,
very fira on this point, and the thesis then was that if you
disclosed the total budget, hostile intelligence services
could pretty well figure out the scope of your operations.’
Now, we have been up and down this thing, should we have a one
line item -- Bob Inman the other day in testimony before your
Committee covered that very well. But it’s from the very
beginning, Senator Metzenbaum, that it has always been secret,
and it was not at our initial request,‘although we suppocrted
it. It was the Congress who kept it secret; they felt --

SENATOR METIENBAUNM: Do you see any danger to the
national security if we were to make it public at this point?

MR. HOUSTON: Let me give one example that I think is
very clear. When we were bothered by the rumors of the
production in Russia of long range missiles and things and
didn’t have any information coming in, the proposal was made
and was raéhar enthusiastically taken up by the Air Pocce,
Defense and ourselves. And the question was, all right, who
will do the procuremsent. Quite a bit of discuss{on. The Air
Porce said they could not guarantee the security because of
their system of procurement. It’s too widespread, every piece
has to -- and could we do it? And we took the position that
it would only be done in one small component so that no
information would have to go out in widespread fashion. So

the Air Porce then agreed to furnish us with the $22 million
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for the procurement of 19 U-2’s. And we went ahead, the
security problem being as far as we could tell, their sQrtace
to air missiles were accurate up to somewhere around 40,000
feet, and were very inaccurate over 40,000, which of course is
where the U-2 would fly. Very important, because if they got
information that they are going to tlj that high, they could
develop a surface to air missile with much higher range.

So we undertook the procurement and we got the 19 U-2's,
I am glad to say, for 3just under $20 milllon, which I don’t
think would happen today. But is was very important to keep
that appropriation item --

SENATOR METZENBAUM: I wouldn’t suggest that any specific
expenditures be shared. I do think the totﬁl figure is
obvious. As I said, on national television the other night a
newscaster said [Deleted] is spent for intelligence activities
when talking about the Gates nomination. 1 just say, why not
make it a public item, at least 1let the American people know
what we are spending in that manner.

CHAIRMAN BOREN: The total only.

SENATOR HNETZIENBAUK: Oh, yes. I am not suggesting line
items.

NR. CLINE: 1If you are talking just about the total, I
think it is entirely appropriate now to make it public. I
don’t see any reason not to. I don’t think the CIA or any of

the: intelligence agencies will object. So it is a

,,‘
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Congressional decision.

SENATOR METIENBAUN: Do you have any difficulty --

MR. CLINE: And as Walter said, it really was the kind of
fascination with clandestinity that caused it to be kept so
long.

SENATOR METIENBAUN: Do you have any problem about
breaking it down between that which is under the Armed
Services Committee’s Jurisdiction and our Committee’s
jurisdiction? -

HR. CLINE: Well, no, I don’t have any trouble with that.
However, it may then begin to come unraveled and that will be
the Congressional responsibility.

MR. PFORZHEIMER: This has been the problem, Senator
Metzenbaum, that we have always raised when the question came
up upd it came up in the Senate Intelligence Committee years
ago ;— there’s a publication about it, hearings -- and that is
if you go beyond your one line item to breakdown CIA, Army,
Navy, Air, not only will people say, well, what are you going
to do for us next year, but also you‘ve got a ‘couple of
organisations that aren’t named and whose figures therefore
wouldn’t come out.

SENATOR  NETZIENBAUN: I would not suggest a total
breakdown. I do think that disclosing the figure for what is
under Armed Services -- you don’t have to have even a

breakdown, Army, Navy, and that kind of breakdown -~ I think
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we could usefully disclose how :much is under the Armed
Services Committee’s jurisdiction bécause what happens is that
when we start to make cutbacks and we start making changes, it
then has some impact upon how the Armed Services Committee
handles intelligence and other programs in the defense budget.
I just think, Mr. Chairman, and I feel very strongly, that the
American people are entitled to know this, know the difference
in the two, no specifics, and I hope we can achieve that
objective. I just want to be sure these gentlemen --

CHAIRMAN BOREN: One of the problems we have is that the
House and the Senate, just the Committees even, have different
jurisdiction. The House Permanent Select Committee on
intelligence really has the whole ball of wax, from a
budgetary point of view -- I mean on intelligence as opposed
to what we have. We have a portion. We have not been
troubled by that in the past in that we have had such a
wonderful relationship. We virtually have had no changes from
the Senate Armed Services Committee under the present
leadership from what this Comnfttee has wanted to do. And, of
course, we’ve had these overlapping'nembetshSps, with Senator
Nunn, Senator Watne} and so on.

But I think, you know, it is something we have to look
at especially as the Defense .budget comes under stress as
well, as to whether or not it’s even in the interests of the

Intelligence Community for this to be done the same way that
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it’s been done in the past.

But I think that the question you raigse is a good one,
and I gather what I am hearing is if we just give the one
aggregate figure, and we have to then examine whether we can
go beyond that --

SENATOR HETZIENBAUN: Fine. I1f you made the breakdown
between Armed Services and Intelligence, that would make the
most senge. .

MR. CLINE: I think that’'g :1;ht. The key, Senator
Metzenbaum, is that we continue to be able to bury individual
items in the Defense appropriations.

SENATOR METZENBAUN: I don’t have any proble‘ with that.

HR. CLINE: And if you ~- and you know, I ceally feel we
need wmore clandestine positions abroad. we just have to have
more people out there studying these foreign countries. and
that is going to tequkte better cover. 1'{1 tell you, our
cover arrangements in the State Department are not very damned
good. You know, I was Director of INR in the State Depaitment
at the end of ay career, and I just felt our cover
arrangements were miserable. We don’t do it very well. 1'aQ
like to see us be more professional about protecting soutrces
and methods and cover arrangements, and if you can do that,
then I don’t care how much general budget ig available.

SENATOR KETIENBAUN: Thank yoﬁ very much, sir.

CHAIRMAN aoixu: Thank yéu very auch, Senator Metzenbaunm.
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We are going to do a sanitized version of this transcript
that can pe made a part of our publi; record from the
historical points of view, which will be cleansed not only of
any sensitive information, but any derogatory statements about
Yale, I can assure you --

MR. PFORZHEINER: Point of order, Mr. Chairman. I think
we ought to keep that.

CHAIRMAN BOREN: The record is going to be appropriately
cleansed. But the -—- -

SENATOR MNETZENBAUM: There are other universities than
Barvard and Yale.

(General Laughter.)

CHAI!!AN BOREN: There’s an uprising behind us; you’ve
stirred up a revolt here in the ranks, Howard.

This has really been fascinating for us. 1 think you
have given us a tremendous perspective here. As you know, the
Committee is undertaking quite an initiative in the budgetary
area to try to improve emphasis on humaﬁ resources, going in
to try to find this talent, recruit this talent and increase
the nusber of slots for this talent. We have been very
troubled also by the shrinking number of State Department
positions and other methods of providing cover. éecause the
State D;pagtﬁent'budget has cone under such stress now, we’ve
suffered a real problem in being able to have of!icial cover,

and so ve're really under pressure.
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I'm really intrigued by this 4idea, and 1I'd like to
pursue, if you want to call it, almost a scholarship program,
a personnel development program under which perhaps the Agency
itself could do the selecting. 1I don’t know, I think probably
in terms of providing scholarships to send people to advance
study --

MR. CLINE: They certainly ought to have a voice in it.

CHAIRMAN BOREN: They -- the CIA -- ought to have a voice
in it. And maybe there could be a National Security
Scholarship Program which éould be done on a committee basis
and on which the Agency would be represented, where it 15 not
quite so obvious that you are just out here directly
recruiting ag;nts and analfsts.

MR. CLINE: Or educating people -- educating people.
Then you will have the talent pool to use for intelligence.
That’s ny view.

cnaxinnn BOREN: I th!ﬁk it is so critically important;

I think I am inclined to the view that more important
than organization charts are the kind of interpersonal
relationships and working relationships that deQelop. 1 have
to say I am a little troubled that the DCI doesn’t sit in
Cabinet meetings any more and some other things. 1 think that
sends a wrong message in terms of the clout of the Agency,
which means that when the DCI has to' sit down with, say, the

Secretary 6( pefense to discuss a budgetary matter, or to make

58-849 0 - 92 - 6
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e that the DCI or some othaf Agency is ‘appropriately

pponsive to the needs of the !ntelligénce Community in an

egrated fashion. I don’t pick out the fact because I am
gesting that they are not or any particular indlvidua;s are
,» but just as a hypothetical, whatever agency it is.
ssages are sent in terms of access to the President that
ve an important impact wupon how cooperative bureaucracies
e willing to be. 1 think all of that has to be thought
rough and obviously you can’t ‘write that into an
ganization chart. That has to do with practice, not with -
fructure.

We are looking at this whole tendency to grow up two
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stems here, as is the Armed Services Committee. Even the
porting mechanism within the Department éf Defense itself,

ere that should be and what the relationship of the

ndividual to whom the reports are given is with the DCI. And

am inclined to agree with you that a person, given the

ature of our system with no troops is probably a person that

8 going to end up with no power.

ER. CLINE: That’s right.

CHAIRMAN BORER: So I think that has certainly been a
asic principle that seems to have been true for a long time.

ut we may ask you to look specifically at certain

relationships, ' whether it’s the DIA, or the tactical

ntelligence side or whatever, to see if you think that the
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authorities are there that need to be there. Have we drifted
a little bit towards a Balkanized system organizationally that
makes it even harder for a DCI, whoever that DCI might be with
whatever ' relationship with the Pfesident, with whatever
personal talents or political skills? Are there an&
impediments that have been organizationally put in place now
that encourage further Balkanization, because I think we are
seeing some Balkanization and drift. And that concerns me.

MR. CLINE: I think that is very i;portant, Mr. Chairman.
Clearly the military budget is going to be reduced. They a;e
probably going to squeeze out and try to centralize some of
the intelligence activities, and that is not unnatural. But
we should not let military intelligence become a rival of the
national intelligence system. We had that problem for so many
years.

CHAIRMAN BOREN: That is really the battle that you were
talking about from the very beginning. that battle is still
on-going and as centers of power shift politically, the battle
gets resumed and von'and lost differently sometimes.

MR. PFORZHEIMER:. Well, you have got €3I, Mr. Chairman,
grabbing more organizations than we have ever heard of almost
in his power. He’s got DIA under him now and‘ha's got Defense
Mapping under him now and he's gdt a dotted line to NSA under
him now and there’s a center of power developing there that

bodes no good.
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MR. CLINE: But it can pode good if we do maintain the
superior position —- . /

CHAIRMAN BOREN: Of the DCI. !

MR. CLINE: -- of the DCI.

CBAIRHAN.BORSN: If it goeg there, it’s all right. If it
ultimately goes to the DCI on the intelligence function.

Well, thank you all very, very ﬁuch. This has been very
helpful and we want to continue to have discussion with you as
we go through this p:ocess: And as/ f say, as far as I am
concerned we are not going into it with the attitude that we
are 'goiné to reinvent the wheel or think we’re going to solve
problems. We realize we are dealing with institutions that
are organic and - much ’impacted/by the personalities and the
interplay bééween. So we are not going to go into ihis with a

mechanistic -- I might put it that way -- point of view about

Cdt.

MR. CLINB:‘ Can I make one last point?

I think that we have not had a President since George
Washington who was a ptotessional_intelligence officer except
for George Bush. It has been 200 years. And George,
President Bush, was DCI, and he knows intelligence and he will
kn§v how to ,use it. And you go back to George Washington
before we had that hands on knowledge.

CHAIRMAN BOREN: I think this can give us a real

opportunity. Another example could be the pending appointment




W 0 N W e W N -

NEN D E S ESES R ESB
'—OQQNOUIOU)NU—'C

2%

161

80
of ﬁr. Gates because, as you said, having been at the National
Security Council under two Presidents in addition to having
been at the Agency, he should have an understanding of what
the policymaker needs as well as the consumer and producer
aspects of intelligence. At a time when we have got to make a
ot of these decisions, it is very important that we have
someone in that position with that kind of experience and
also creativity in terms of approach plus a working

relationship with the President.

MR. CLINE: Thank you very much, Mr. Chairman, and we’ll

‘ be glad to do anything you want us to.

CHAIRMAN BOREN: Well, this has really been helpful to
us. We appreciate it.
(Thereupon, at 11:00 o’clock a.m., the hearing was

concluded.)

\---
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Chairman BoreN. Today, the Committee begins a series of hear-
ings on S. 2198, the Intelligence Reorganization Act of 1992, a bill
. which’ contemplates the most dramatic restructuring of the U.S. In-
telligence Community since its creation some 43 years ago. The
world has changed and clearly the Intelligence Community must
change with it. Just like many companies in the private sector
which are undergoing restructuring, our goal must be a better
product at lower cost.

When I introduced this legislation several weeks ago, I said that
I regarded this proposal as a starting point, a “launching pad” for
discussion. We needed a straw man, a focus for testimony and com-
ment, if this effort was to proceed in an orderly yet expeditious
manner.

I said that I hoped it would provoke a reaction, I hoped it would
provoke new thought, and I hoped that it would stimulate discus-
sion. I would say to my colleagues on the Committee that on that
point I'm quite sure we have succeeded, at least in our first objec-
tive, perhaps even more discussion than we thought we might stim-
ulate. I said then and I want to reiterate now, I am personally not
wedded to any particular provision of the bill. It was meant to be
provocative. It was meant to prompt serious consideration of the
issues involved. It is not cast in stone. However this bill does ad-
dress what I perceive to be the principal problems with the current
organizational structure. Whether the solutions it proposes are nec-
essarily the right ones is another matter and on this score I, and
I’'m sure other Members of the Committee, will keep an open mind.

I have a longer prepared statement which without objection I
will place in the record at this pont. While it would take too much
of our-time for me to read the full statement this afternoon, I offer
it in the hope that it will be useful and provide useful background
information on the existing framework of intelligence.

The first part of the statement traces the history and the evolu-
tion of the intelligence and provides a basic understanding of how
it currently operates.

[The statement of Chairman Boren follows:]

PREPARED STATEMENT OF SENATOR Davip L. BoREN

Today the committee begins a series of hearings on S. 2198, the Intelligence Reor-
ganization Act of 1992, A bill which contemplates the most dramatic restructuring
of the U.S. intelligence community since its creation some 43 years ago. The world
has changed and clearly the intelligence committee must change with it. Just like -
many companies in the private sector which are undergoing restructuring, our goal
must be a better product at lower cost. . .

When I introduced this legislation several weeks Ago, 1 said that I regarded it as
a starting point, as a “launching pad’ for discussion, We needed a straw man, a
focus for testimony and comment, If this effort was to proceed in an orderly yet ex-
peditious manner. . : .

I said then and I reiterate now, I am not wedded to any particular provision of
the bill. It was meant to be provocative. However, it does address what I perceive to
be the principal problems with the current structure. But I keep an open mind in
terms of whether the solutions proposed by the bill are necessarily the right ones.
This should become clearer as we proceed.

Before we turn to our distinguished witnesses this afternoon, I want to provide a
bit of context for this legislation, so that the public can appreciate, in general terms,
" the basic organizational arrangements for the intelligence community that exist
today, and understand what is prompting us to review these arrangements now.
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PART 1. THE EXISTING STRUCTURE
An historical perspective

First, a bit of history. While U.S. intelligence activities literally pre-date the
founding of the republic, the “U.S. intelligence community” of today, as it has come
to be called, had its origins in the security arrangements that were established by
law after World War II. : -

At the end of the war, the Office of Strategic Services [0SS] which had been cre-
ated during the war to carry out clandestine intelligence gathering and other types
of operational activities overseas in support of the U.S. war effort, was disbanded.
What remained were the intelligence elements of the military services, the State
Department, and the FBI, which had been given responsibility for the entire West-
ern Hemisphere during the war and retained post-war authority for counterintelli-
gence. President Truman was nonetheless convinced that a permanent follow-on ca-
pability was needed to provide the President with independent analysis of all intelli-
gence available to the Government. To perform this function, he created by Presi-
dential directive the Central Intelligence Group [CIG] in January, 1946.

The Truman administration soon concluded, however, that the Central Intelli-
gence Group could not legally remain a creature of executive directive for more
than a year without receiving statutory authorization from the Congress. A new bill
was being drafted at the time to bring each of the military departments under a
new Department of Defense, and the administration decided to seek statutory au-
thority for a Central Intelligence Agency, among the bill’s provisions.

Enacted on July 26, 1947, the National Security Act of 1947 provided for the es-
tablishment of a Central Intelligence Agency [CIA] to be headed by a Director of
Central Intelligence [DCI], and provided that “for the purpose of coordinating the
intelligence activities of the several Government departments and agencies in the
interest of national security,” it would be the “duty of the agency’'—

“(1) To advise the National Security Council in matters concerning such intelli-
gence activities. . . ;

(2) To make recommendations to the National Security Council for the coordina-
tion of such intelligence activities. . .;

“(8) To correlate and evaluate intelligence relating to the national security and
provide for appropriate dissemination of such intelligence. . .;

“(4) To perform, for the benefit of the existing intelligence agencies, such addition-
al services of common concern as the National Security Council determines can be
more efficiently accomplished centrally; and :

“(5) To perform such other functions and duties related to intelligence affecting
the national security as the National Security Council may from time to time direct.

These responsibilities have remained unchanged to the present day. And while it

seems clear the law contemplated that the Director of Central Intelligence would |

coordinate the intelligence activities of the departments and agencies of the Execu-
tive branch, it did not specify how this would be done or what functions were en-
tailed for him. Nor did it give the DCI any specific authorities beyond providing for
his access to intelligence. Essentially, the law left these matters to be determined by
* the National Security Council and approved by the President.

Indeed, in the first 24 years that followed tKe enactment of the National Security
Act of 1947, the DCI's relationship with the Intelligence Community evolved within
the context of classified directives issued by the National Security Council which
were not made available to the public.

For the most part, though, DCI’s during these early years took little interest in
attempting to manage the Intelligence Community. Turf battles were time-consum-
ing and often unproductive. They had their hands full just taking care of the CIA.
Meanwhile, President Truman issued a classified directive creating the National Se-
curity Agency, merging the signals intelligence collection components of the mili-
tary services. Later, under President Kennedy, the Defense Department created a
Defense Intelligence Agency to serve both the civilian and joint military leadership
of the department. Other c{assiﬁed offices were established to collect specialized in-
telligence through reconnaissance programs. These organizations emerged to meet
specific needs, with no overall management or coordination of the sprawling Intelli-
gence Communitfy. - ’

The first significant institutional attempt to coordinate the Intelligence Communi-
ty came in 1971 when President Nixon, acting upon the recommendations contained
in a study carried out under the direction of one of our witnesses today, James
Schlesinger, who was director of OMB at the time, took steps to give the DCI “‘an
enhanced leadership role in coordinating intelligence programs and in the produc-
tion of national intelligence.”. In fact, it made the DCI responsible, for the first time,
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for the preparation of a consolidated intelligence budget, and for the establishment
of requireménts and priorities to guide intelligence collection throughout the Gov-
ernment. . . A

But the specific document setting forth these new responsibilities for the DCI was -
classified, and the public remained largely oblivious to the changes in his functions.

The authorities of the DCI as provided by executive order

This changed in February, 1976, when President Ford, reacting to the investiga-
tions of U.S. intelligence activities taking place at the time, issued the first Execu-
tive Order on intelligence activities, setting forth publicly, and for the first time in
detail, the responsibilities and functions of the DCL. It also specified for the first
time the elements of the Executive branch which were considered to be part of the
U.S. Intelligence Community, and set forth in general terms their functions. ]

While there have been two superceding Executive Orders on ‘intelligence activi-
ties—one issued by President Carter and another by President Reagan—they have
not radically altered the basic functions or authorities of the DCI as set forth in the
1975 order. I take note here of the more significants— . )

It made the DCI responsible for preparing a consolidated National Foreign Intelli-
gence Program budget, encompassing all intelligence activities undertaken by US.

agencies, and for presenting it to the President and Congress;

- . It designated the DCI as the “primary adviser to the President on foreign intelli-
gence” and charged him with the preparation of national intelligence estimates;

It made the DCI responsible for developing national intelligence requirements and
priorities, and for supérvising the production and dissemination of national intelli-
gence within the Executive branch; :

It gave the DCI responsibility to monitor the implementation of the National For-
eign Intelligence Program, and to conduct evaluations and audits; and ’

.. It required DCI review and approval of all requests to reprogram National For-
eign Intelligence Program funds.

Role of the CIA

The functions of the Central Intelligence Agency, whose head was the DCI, were
also set forth publicly for the first time. The CIA was charged:
- To “collect, produce and disseminate foreign intelligence and counterintelligence,
including information, not otherwise obtainable.” (This latter phrase was the enphe-
mism for the clandestine collection of intelligence which could not be obtained
through overt means or open sources.); . )

"To “conduct special activities approved by the President.” (The phrase “special ac-
tivities” refers to “covert actions,” in support of national foreign policy objectives.);

To coordinate the clandestine collection of foreign intelligence by other Govern-
ment agencies outside the United States, and to coordinate all U.S. counterintelli-
gence activities overseas; and ' :

To “conduct services of common concern” for the benefit of other elements within
the Intelligence Community.

The Intelligence Community

In addition to setting forth the functions of the DCI and CIA, the Executive order
also specified publicly for the first time the remaining elements of the Government
considered to be part of the U.S. Intelligence Community, and set forth generally
their functions. At the risk of being overly simplistic, let me identify them and
briefly explain what they do.

The National Security Agency was created by President Truman in 1952 to oper-
ate a unified organization to carry out signals intelligence activities for the Govern-
ment as a whole. For administrative purposes, the agency was placed within the De- -
partment of Defense where it remains today. In addition to its intelligence gather-
Ing mission, it also serves as the focal point for the protection of classified U.S. Gov-
ernment communications. . .

The Defense Intelligence Agency was created by the Secretary of Defense in 1961

. primarily to consolidate intelligence production within the Department of Defense.

It provides military intelligence analysis to both military and civilian consumers
within DOD, as well as to agencies outside DoD. This has remained its principal
mission over the years, although it has from time to time been given other func-
tions, such as managing the defense attache system.

There are, in addition, other offices within the Department of Defense for the col-
lection of specialized reconnaissance whose missions, and, indeed, names, remain
classified. These carry out activities on behalf of the Government as a whole.
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Forming the backbone of the Intelligence Community are the intelligence ele-
ments of the military services: Army, Navy and Air Force. These include both col-
lection and analytical elements which support both national and departmental ob-
jectives. Indeed, the U.S. Intelligence Community is, as a practical matter, heavily
dependent upon the manpower and resources of the military departments to carry
out its day-to-day missions. . :

Finally, I come to the intelligence elements of the FBI, and the Departments of
State, Treasury, and Energy. .

The intelligence division of the Federal Bureau of Investigation is responsible for
conducting and coordinating counterintelligence and counterterrorism. investiga-
tions and operations within the United States and investigating espionage at U.S.
diplomatic establishments abroad. The FBI also produces counterintelligence reports
and analyses for internal and external dissemination and collects foreign intelli-
gence in response to other agency requests. : .

For simplicity’s sake, I will group together the intelligence elements at State,
Treasury, and Energy because their functions are, in a generic sense, the same. And
that is to provide tailored analyses to their respective secretaries, based not only
upon what is obtained from the Intelligence Community, but also from other
sources available to them. As members of the Intelligence Community, these ele-
ments are frequently asked to contribute to national intelligence products, but their
principal, mutually-shared responsibility is to provide intelligence support to their
respective secretaries. .

Coordination mechanisms of the DCI

To assist the DCI in coordinating the intelligence activities of these departments
and agencies, a number of coordination mechanisms have been created, some by Ex-
ecutive order and some by the DCI. :

The largest of these is a 200-person staff known as the Intelligence Community
staff, or “IC staff.” While the functions of the IC staff have traditionally been estab-
lished by the DCI and have varied from Administration to Administration, it has
since its creation in 1976 (ck) been used to carry out the program and budget re-
sponsibilities of the DCI for the National Foreign Intelligence Program, to provide a
central mechanism for tasking of collection elements, and to provide a staff for the
policy development and oversight of the DCI’s functions. )

The IC staff also provides staff support to other coordination mechanisms used by
the DCI. These are typically interagency groups composed of representatives of
agencies within the Intelligence Community which are utilized by the DCI for a va-
riety of purposes. For example, The National Foreign Intelligence Board [NFIB] ad-
vises the DCI concerning the production, review and coordination of national foreign
intelligence, including the review of all national intelligence estimates; and the Na-
tional Foreign Intelligence Council [NFIC] advises the DCI with respect to policy
and programmatic matters that cut across agency lines. The NFIC has the principal
role in addressing the budget priorities to be established by the DCIL

The intelligence cycle

Although the structure of the U.S. Intelligence Community may seem complex, its
day-to-day operations are, in theory, based upon a few simple principles:

Consumers of intelligence within the Government (e.g. policymakers, diplomats,
military commanders, scientists, researchers) identify what information they need
to help them do their respective jobs. - -

Intelligence agencies with collection capabilities are tasked to collect the informa-
tion requested.

Once collected, the information is sent to analysts who place it in the context of
other information available to them which bears upon the subject and deliver it to
the consumer who requested it.

. The consumer, in turn, advises what information he now needs, and the cycle re-
peats itself. . . :

In practice, the intelligence requirements of consumers are gathered together and
assigned priorities by the Director of Central Intelligence on an annual basis. Addi-
tional requirements are imposed, and priorities are shifted, during the year to satis-
fy ad hoc, unanticipated requirements that emerge over time. The DCI issues these
requirements to all intelligence agencies with the capability to collect the informa-
tion in question. These may, in turn, be supplemented by intelligence requirements
or priorities established by the department or agency which has jurisdiction over a
particular collection element. For example, the Secretary of Defense may impose ad-
ditional specific requirements upon intelligence collection elements within the De-
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lp)zzurt;meut of Defense within the context of the overall requirements assigned by the

As a general matter, collection capabilities which are very specialized or very ex-
pensive are lodged with a single intelligence agency or office which carries out its
collection mission for the benefit of all government consumers. Where more than
one intelligence agency has the capability to carry out a certain type of collection
(e.g. collection of electronic signals), one agency may be designated to ensure coordi-
nation among the potential collectors to avoid duplication and conflict.

Once the intelligence information is collected, it is typically disseminated by the
collection agency to analysts at all agencies who might require it, not simply to the
agency with the predominant interest. Thus, specific information about a potential
change in the leadership of country x may be disseminated not only to analysts at
CIA or the Department of State, but to analysts at the Departments of Defense,
Treasury, Commerce, and Energy as well. Indeed, depending upon its reliability and
relevance, it may be disseminated directly to the National Security Council.

Intelligence analysis is performed on a far more decentralized fashion than collec-
tion. CIA performs its analytical functions chiefly in support of the President, al-
though its analyses are routinely made available to other agencies. Typically, how-
ever, each department or agency with international responsibilities maintains its
own-intelligence analytical capability at the departmental level, combining what
they receive from intelligence collection agencies with other sources of information -
which may be available to them. For example, analysts at the Bureau of Intelli-
gence and Research at the Department of State would combine reporting from intel-
ligence collectors with reporting received from U.S. diplomatic posts abroad in pro-
viding their analyses to the Secretary. : .
The intelligence budget : .

Let me conclude this part of my statement with a few remarks about the budget
process. As I mentioned earlier, the DCI is made responsible by Executive order for
developing, in concert with the departments and agencies concerned, a consolidated
budget for all intelligence agencies, and for presenting it to the President and Con-
gress. Each year the DCI prepares budget guidance for elements of the U.S. Intelli-
gence Community (regardless of their parent agency), reviews the proposed budgets
which are submitted in response to this guidance, and ultimately allocates resources
within the NFIP. :

This process is, in fact, unique in the Federal Government. In no other area are
ﬁources programmed and managed in this fashion across department or agency

es. .

With the exception of the CIA, the funds which are ultimately authorized and ap-
propriated by the Congress, are actually appropriated to the department or agency
which “owns” the intelligence component concerned. Thus, the funds in the Nation- -
al Foreign Intelligence Program [NFIP] appropriated for the Defense Intelligence
Agency are appropriated not to the DCI, but to the Secretary or Defense. Similarly,
the portion of the NFIP allocated to the Bureau of Intelligence and Research in the
State Department is appropriated to the Department of State, and not the DCI. The
budget for CIA, on the other hand, is appropriated in various line items of the De-
galztment of Defense budget which are not identifiable on-their face as belonging to

Because the total amount of the intelligence budget, as well as each of its compo-
nent parts, have historically been classified, the funds allocated for elements of the
national foreign intelligence program are not identifiable in the budgets of the agen-
cies to which they belong. . )

In practice, the Director of Central Intelligence and Secretary of Defense agree
each year on what portion of the President’s budget allocated for the Department of
Defense will be allocated to the CIA and to thé National Foreign Intelligence Pro-
gram elements within the Department of Defense. On the basis of this agreement,
the DCI makes his allocations among NFIP components, which ultimately become
the budget presented to the President and Congress as the national foreign intelli-
gence program for a given year. : -

PART Ii. THE NEED FOR CHANGE

Since I introduced S. 2198 a few weeks ago, people have asked what motivated me.
Why the need for change in this structure? It may be complex. it may have its
shortcomings, but it has served us reasonably well for over 40 years,

Incidentally, I happen to agree with that last statement. We do have an extraordi-
narily capable intelligence apparatus. Over the years, it has produced information
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that has been extraordinarily useful to policymakers, diplomats, scientists, and mili-
tary commanders—information that they could act upon. -

But can it be better? Is now a propitious time for change? My answer to both
questions is “yes.”

First, it hardly needs repeating that the world has dramatically changed. The cold
war is over, and the Soviet Union no longer exists. Perhaps as much as half of the
effort of the Intelligence Community had been directed at the Soviet Union and its
Warsaw Pact allies. While a great deal of uncertainty remains with respect to that
area of the world, the United States’ needs for information have radically changed,
as have the means required to gather it. . .

Similar uncertainty exists in other areas of the world. What now are the basic
threats to U.S. interests? What must we prepare for? What countries now or in the
future could pose threats to our security? .

I daresay each of us has his own candidates. My point is, we have gone from a
world where the principal threat to U.S. interests was clear to one where the princi-
pal threats are less clear. For the Intelligence Community, it is a matter of where to
focus its attention now, and how.

Compounding the problem are the enormous budget deficits-that now drive so
much of our current planning. The Defense budget is being severely cut, and other
parts of the national security budget, including intelligence, are shrinking. And
rightly so. When threats to our security interests are diminishing, we should look to
tl;zdr;gtional security budget as a source of deficit reduction or funding for other
n 7

In short, it is clear that the Initelligence Community during the next decade is
going to have less resources to carry out its responsibilities.

The world is also in the middle of a technological revolution, particularly in terms
of the availability of information. Advances in technology have vastly improved the
ability of governments to obtain, manipulate, analyze, and digsseminate information,
literally in matters of seconds. The potential impact of these technical advances on
the operations of the Intelligence Community is nothing short of enormous, and yet
these capabilities must be harnessed to de the work of intelligence in a coordinated,
complementary way. .

To my mind, all of these factors suggest the need for an effective management
structure: A structure that can identify the informational needs and priorities of the
Government and harness the advances in information technology. to satisfy them;
and a structure that can get this done with diminishing resources.

Is the existing management structure of the Intelligence Community up to this
job? I find considerable cause for skepticism.

DEFICIENCIES IN THE MANAGEMENT STRUCTURE

Indeed, throughout the existing management structure, beginning with the rela-
tionship between the DCI and the President, I find problems. To elaborate—

The White House

Regardless of the rhetoric one hears about the DCI serving as the President’s in-
telligence adviser, I find a structure that is largely dependent upon the personal re-
lationship between a President and the Director.

For example, there is no provision in law for the Director of Central Intelligence
to have a role in the National Security Council process.

Nor is there a structure in law or Executive order for translating the objectives
and priorities of a particular President into requirements and priorities for the In-
telligence Community. All depends upon a President conveying these to the DCI, or,
more likely, the DCI divining them on his own. ’

Nor is their any organizational structure at the White House, apart from the
President’s Foreign Intelligence Advisory Board (which is itself removed from the
policy process) to hold the Intelligence Community accountable for its performance.
Most presidents probably have relatively vague impressions of how well the Intelli-
gence Community has supported them. : .

The President does have a foreign intelligence advisory board, but its role has
varied widely from administration to administration, and it has no formal role in
the governmental process.

In short, I find an intelligence community that I believe is institutionally too iso-
lated from the policymakers it was created to serve. To be sure, these policymakers
regularly receive intelligence reports and briefings, and the DCI ordinarily is askegi
to take part in White House deliberations in the national security area. Some presi-
dents have relied heavily on their DCIs.
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But to me, the absence of any structure which guarantees a role for the DCI in
White House deliberations, or which relates the intelligence agenda to the foreign
policy and Defense agenda of a particular administration, or which provides some
measure of accountability vis-a-vis the President is not an optimal management
. structure. If we are going to spend billions on intelligence, surely we can establish

-better linkages at the most crucial point of impact in the system.

- Responsibilities and authorities of the DCI

Now let me address the responsibilities and authorities of the Director of Central
Intelligence. .

The statutory responsibilities of the DCI, written in 1947; before most of the exist-
ing Intelligence Community came into being, are general and open-ended. They do
Provide that he will “correlate and disseminate intelligence,” and that he will

‘make recommendations to the National Security Council for the coordination of in-

telligence activities” and perform such functions as the NSC may direct. Similarly,
the 1947 act only empowers the DCI to access information held by other agencies,
and to provide for the protection of intelligence sources and methods throughout the
Government. ) _

These provisions hardly provide an authoritative mandate or the necessary tools
for the Director of Central Intelligence to manage anything beyond CIA and his own
staff elements. Indeed, when they were written, they were not meant to. .

So when we look for the DCP’s responsibilities and his authorities, we look not to
the law but rather to the more up-to-date Executive orders which spell them out in
some detail. Executive orders, however, do not have the status of law. They do not
have the weight of the Congress behind them. A failure of a department or agenc;
head who “owns” elements in the Intelligence Community to adhere to the DCI’s
policies may raise hackles at CIA but rarely is made the subject of official com-

" plaint. They are tolerated. : '

More important, Executive orders themselves represent bureaucratic compro-
mises. Such is the case with Executive Order 12333 on intelligence activities. While
it provides the DCI with certain roles and authorities over the intelligence commu-
nity, it provides him with few means of effectuating them. )

Take the budget. The DCI is responsible for developing a consolidated intelligence
budget, and presenting it to the President and Congress. But the way this happens
in reality hardly suggests much real authority over this process. Each year the DCI

- ‘must go hat in hand to the Secretary of Defense and ask for a share of the defense
budget to be devoted to national intelligence. Once he has that figure in hand, the
DCI carves up the pie, telling each component of the Intelligence Community what
its share will be, for purposes of submitting a budget. While there have been a few
exceptions, this number has typically been calculated proportionately to provide
either some growth or a reduction over the previous year. Typically, the rate of
growth is determined with no real discussion or prioritization of intelligence re-
quirements. The process is arbitrary and some would say undisciplined.

Once the budget is submitted, and Congress has appropriated the money, it goes
to the Secretary of Defense or other agencies with intelligence elements, and not to
the DCI. Indeed, CIA receives its appropriated funds from the Comptroller of the
Defense Department. . .

Moreover, even after the money is appropriated, and despite an explicit prohibi-
tion in the Executive order, departments and agencies who have elements in the
Intelligence Community occasionally will reprogram intelligence funds for other ac-
tivities without so much as informing the DCL. Is this real authority?

I could make a similar point about collection. Yes, the DCI is charged with devel-
oping collection requirements and priorities, and he can coordinate tasking and pro- -
vide guidance, but he is given no explicit authority over collection agencies other
than the CIA itself. He cannot move money or people around. He cannot direct
agencies which are not under his control. He can beg and he can plead, but he
cannot direct. : } o .

In some cases, although the Executive order gives him authority, he has been
unable to implement them due to resistance within the Intelligence Community.
For examyle, the Executive order charges the DCI with “monitoring NFIP imple-
mentation” and conducting “performance evaluations.” The realit is, although var-
ious DCIs have tried, that the DCI today has been unable to perform this essential
function due to the longstanding resistance of the intelligence community. .

To make matters worse, the Executive order on inte ligence makes independént
grants of authority to other officials which appears to overlap, or conflict with, the
authorities of the DCI. For example, the Secretary of Defense is charged to “collect
national foreign intelligence and be responsive to collection tasking by the Director
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of Central Intelligence.” The Secretary is also given authority to “direct, operate,
control, and provide fiscal management for the National Security Agency.” The Di-
rector of the Defense Intelligence Agency is charged with providing military intelli-
gence to the Department of Defense and to “non-defense agencies, as appropriate,”
but no mention is made of the DCL '

Finally, to add to the DCI’s difficulties, he does not have the wherewithal needed
to effectuate his role as head of the Intelligence Community. The Intelligence Com-
munity Staff was created to serve this function, but, by most accounts, has been a
failure. Physically separated from the DCI, staffed in large part by employees on
bemporary rotational assignments from other agencies, and dependent upon a busy
DCI’s willingness to do battle on their behalf, the Intelligence Community Staff has
fallen woefully short of fulfilling its coordinating role.

In short, despite all the rhetoric about the DCI’s role as leader of the Intelligence
Community, I do not see a leader with clear responsibilities; or a leader with signifi-
cant authorities over the Intelligence Community, either in law or in Executive
order; ot a leader with sufficient wherewithal to effectively manage the U.S. Intelli-
gence Community.

Before leaving this topic, I want to say a word about counterintelligence: The com-
ments 1 have made about management do not apply to domestic counterintelligence
functions, especially FBI investigations. While the FBI is part of the Intelligence
Community, we need checks and balances where the rights of Americans are affect-
ed. The current structure that keeps the FBI primarily under the authority of the
A}:torney General has worked well in recent years, there is no intent on my part to
change it.

The management structure for defense intelligence

Structural deficiencies also exist in the management of defense intelligence.

The role of the Secretary of Defense in coordinating -and integrating intelligence
activities has historically been muddled. As head of the Department of Defense,
clearly the Secretary has control of and authority over the DOD components within
the National Foreign Intelligence Program. Only the Secretary ‘can promulgate
policy which is binding on these components, and only the Secretary can allocate
funds to defense components. But if the Director of Central Intelligence is head of
the Intelligence Community, and develops its budget, how does that role square with
the Secretary’s authorities?

There is no authoritative document that I am aware of which resolves this basic
conflict. The Executive crder only makes it worse.

A similar problem exists in terms of integrating tactical intelligence activities
with the “national” intelligence activities under the control of the DCL. 1t is usually
agreed that national intelligence programs cannot and should not be managed in a .
vacuum, without regard for collection and analytical capabilities developed to sup-
port tactical military operations, and vice versa.

Yet for various reasons, too complex and too arcane to elaborate here, the tactical
intelligence activities of the military depariments are not managed as a discrete,
separate program by DOD, nor are they systematically comprehensively integrated
with national programs under the control of the DCI. What we have is a more or
less ad hoc effort by the office of the Secretary of Defense to address in a piecemeal
fashion the most pressing problems, where the need for compatibility and synchro-
nism between national and tactical programs is greatest, or where consistency
among the military departments is essential.

The allocation of responsibility for intelligence within the office of the Secretary
of Defense appears to contribute to this problem. Principal responsibility is assigned
to an Assistant Secretary who has responsibility for another demanding and largely
unrelated subject area in addition to intelligence. Moreover, aspects of the intelli-
gence management structure are spread across four additional offices on the Secre-
tary’s staff. To burden the key DOD intelligence official with other demanding re-
sponsibilities unrelated to intelligence, and spread aspects of intelligence manage-
ment across a number of other offices does not appear to me to be an optimal man-
agement arrangement. In short, we have two intelligence empires, one military and
one civilian, which are virtually independent of each other. We can no longer afford
to operate that way. For the sake of effectiveness and to save money, the two must
be more fully married together. .

Functional management

_ In addition to the structural problems I see at the top management levels of the
intelligence community and in Defense, I perceive problems with how several func-
tional areas within the intelligence community are structured.



170

NATIONAL-LEVEL ANALYSIS

In the area of analysis, we have a structure at the national level which is domi-
nated by the CIA. Indeed, the National Security Act of 1947 made it a “duty of the
agency’ “correlate and disseminate” intelligence available to the Government.
But what this meant was joining the analytical function with the CIA’s other mis.
sions, including clandestine collection and covert actions, which are quite dissimilar.
The match has not always been a happy one. Operators are unhappy when analysis
does not support their operations; and analysts are unhappy when the operators’
views prevail in policy circles. ’ ’

Various directors have sought to address this situation by placing the analysts re-
sponsible for national intelligence estimates outside the CIA, and have them report
directly to the DCL The current arrangement fails to provide them with a separate
staff, however, making them rely largely on CIA analysts to carry out their work.

There are, as I see, several downsides to the current structure. First, I think it
places national analysis at too low a level. This functional area represents the cul-
mination of the intelligence process, and should organizationally transcend rather
than be linked to an operational agency like the CIA. National analysis belongs
under the DCI as head of the Intelligence Community, rather.than as a part of an
operational agency. : )

I also think placing this functiori within CIA has-made it more difficult to attract
the best and brightest to lend their talents. Many may want to contribute, especial-
ly academics who could be very helpful on short-term projects in their own areas of
expertise, but are leery of becoming employees of CIA. Even those who do join the
effort are often overshadowed within the bureaucracy by the clandestine service.

To some degree, I also feel that a new organizational structure may help to deal
with the lack of precision or “mushiness” in national analysis that General
Schwarzkopf and others have complained of to this committee. Intelligence esti-
mates often become a compilation of what each agency thinks rather than repre-
senting a ‘clear cut majority view upon which a consumer can act and minority
views which challenge us to think again before reaching a final decision. While the
preservation of dissenting views is important, it seems to me that analysis would be
sharper and better with a structure that places national analysts, representing vari-
ous elements of the Intelligence Community, under one organizational umbrella. It
could truly become a world-class think tank to provide our policymakers with the
best possible information and analysis. With more and more information from open
sources it makes less sense to house the analysis primarily with the clandestine
service.

COORDINATION OF HUMAN INTELLIGENCE COLLECTION

Under the existing framework; CIA is charged with coordinating clandestine col-
lection using human sources or agents. This has historically meant making sure
other agencies’ operations do not conflict with or jeopardize those of CIA. CIA has
not, however, seen its role as questioning the need for other agencies’ collection ac-
tivities. :

With respect to overt collection using human sources, no one in the Intelligence
Conixlmlunity effectively manages or rationalizes such collection for the community as
a whole. : :

As I have indicated, in the future, it is clear that a-great deal more information
will be available through open sources than has been the case heretofore. In many
countries, U.S. needs could be met exclusively and much less expensively through
such collection. .

However, in the absence of any management structure to assess U.S. needs for
human intelligence in particular locations, and whether those are best satisfied by
elements of the Intelligence Community, through overt or clandestine collection,
then I believe we do not have an optimal structure. : .

COORDINATION OF IMAGERY ACTIVITIES

There is a sharp contrast between two of the most important technical collection
programs. The National Security Agency manages a unified system for collection,
processing, and dissemination of signals intelligence. But imagery activities are cur-
rently carried out on a decentralized basis within the Intelligence Community. Im-
agery collectors are acquired by one agency. The tasking of these collectors is per-
formed by an element of the Intelligence Community staff. Collection operations are
carried out by still other offices or agencies. Exploitation and interpretation of the
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photography produced by these collectors is carried out by still other offices or agen-
cies, and dissemination is accomplished through yet additional channels.

There is no one in charge of this extremely important functional area, as there is
for signals intelligence.

In my view, the absence of a unifying management structure for imagery has led
to duplication and waste, and to significant “disconnects.” Particularly between na-
tional and tactical imaging activities. '

Creation of a national imagery agency would also make possible reforms in the
way we procure and operate overhead reconnaissance systems. This function needs
greater accountability and management scrutiny than is currently provided by the
classified agency in the Defense Department which now has this responsibility.

CONCLUSION

I could go on. But these deficiencies, in my view, are the key ones.

S. 2198 offers solutions to each of them. I do not suggest they are necessarily the
right solutions. And I recognize that some of the problem areas T've identified could
be addressed by the Executive without legislation. I must say, I wonder whether
such changes would be made without legislation, but I am willing to give the Execu-
tive appropriate latitude here. )

In any event, the purpose of these hearings is to explore the alternatives and lay
the groundwork, if possible, for a consensus, both with the President and with our
colleagues in the House, with respect to what makes sense to do, whether by legisla-
tion or by action of the administration. .

It is in this spirit that we open these hearings today, and seek the advice and
counsel of our distinguished witnesses. .

Chairman BoreN. I want to focus these remarks—and I will try
to proceed as quickly as I can—on what I see as the principal struc-
tural problems within the existing framework. Since I introduced
the bill several weeks ago and a companion bill was‘introduced by
Chairman McCurdy on the House side, people have asked me what
is it that needs to be fixed? The structure may have its shortcom-
ings but it has served us reasonably well for over forty years.

Incidentally, I happen to agree with that sentiment. We do have
an extraordinarily capable intelligence apparatus. Over the years,
it has produced information that has been extraordinarily useful to
po}llicymakers, diplomats, scientists, military commanders and
others.

But can it be improved? Is now a proper and propitious time for
change? My answer to both questions is ‘“‘yes.”

First, it hardly needs repeating that the world has dramatically
changed. The Cold War is over, and the Soviet Union no longer
exists as an entity. Perhaps as much as half of the effort of the In-
telligence Community has been directed at the Soviet Union and
its Warsaw Pact allies. While a great deal of uncertainty remains
with respect to that area of the world, the United States’ needs for
information have radically changed, as have the means.required to
obtain it. - .

Similar uncertainty exists in other areas of the world. What now
are the basic threats to U.S. interests? What must we prepare for
now? What countries now or in the future could pose threats to our
national security?

Each of us would have his or her own list of suggested priorities.
My point is, we have gone from a world where the principal threat
to U.S. interests was clear—the military threat posed by the Soviet
Union and the Warsaw Pact—to a world where the principal
threats are less clear. For the Intelligence Community, it is a
matter of where to focus its attention now and how to do it.
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Compounding the problem is the enormous budget deficit that
now drives so much of our current planning. The Defense budget is
being severely cut, and other parts of the National Security budget,
including intelligence, are shrinking. And I believe, of course, that
this is appropriate since times have changed. When threats to our
security interests are diminishing, we should look to the National
Security budget as.a source of deficit reduction or funding for other
needs within the bounds of what is safe and what is reasonable to
still meet our national security needs. '

In short, it is clear that the Intelligence Community during the
Eeixt decade is going to have less resources to carry out its responsi-

ilities. '

The world is also in the middle of a technological revolution, par-
ticularly in terms of the availability of information. These capabili-
ties must be harnessed to do the work of intelligence in a coordi-
nated and complementary way.

To my mind, all of these factors suggest the need for an effective
management structure: A structure that can identify the informa-
tional needs and priorities of the government and harness the ad-
vances in information technology to satisfy them; and a structure
that can get this done with diminishing financial resources. ,

Is the existing management structure of the Intelligence Commu-
nity up to this job? I find considerable cause for skepticism. ,

Indeed, throughout the existing management structure, begin-
ning with the relationship between the Director of Central Intelli-
gence and the President, I find problems. Let me elaborate briefly.

Regardless of the rhetoric one hears about the DCI serving as the
President’s intelligence adviser, I find a structure that is largely
dependent upon the personal relationship between a President and
the Director. ' ' :

For example, there is no provision in law for the Director of Cen-
tral Intelligence to have a role in the National Security Council
process. : _

Nor is there structure in law or Executive Order for translating -
the objectives and priorities of a particular President into require-
ments and priorities for the Intelligence Community. All depends
upon a President conveying these to the DCI, or, more likely, the
DCI divining them on their own. : :

Nor is there any organizational structure at the White House to
hold the Intelligence Community accountable for its performance.
Most Presidents probably have relatively vague impressions of how
well the Intelligence Community has supported them.

The President does have a Foreign Intelligence Advisory Board
but its role has varied widely from Administration to Administra-
tion and it has no formal role in the governmental process. ‘

In short, I find an Intelligence Community that I believe is insti-

 tutionally too isolated from the policymakers. To be sure, these pol-
icymakers regularly receive intelligence reports and briefings, and
the DCI ordinarily is asked to take part in White House delibera-.
tions in the national security area. Some Presidents have relied
heavily on their DCIs.

But to me, the absence of any structure which guarantees a role
for the DCI in White House deliberations, or which relates the in-
telligence agenda to the foreign policy and defense agenda of a par-
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ticular. Administration, or which provides some measure of ac’
countability, is not an optimal structure. If we're going to spend
billions on intelligence, surely we can establish better linkages at
the most critical point of the system. : -

I want to also address the responsibilities and authorities of tt.2
Director of Central Intelligence. : :

The statutory responsibilities of the DCI, written in 1947, were
written before most of the existing Intelligence Community came
into being. They are general and open-ended. They do provide that
he will “correlate and disseminate intelligence,” that he will
“make recommendations to the National Security Council for the
coordination of intelligence activities and perform such functions
as the' NSC may direct.” The 1947 act only empowers the DCI to
access information held by other agencies and to provide for the
protection of intelligence sources and methods throughout the gov-
ernment. : '

These provisions hardly provide an authoritative mandate or the
necessary tools for the Director of Central Intelligence to manage
anything beyond CIA and his own staff elements. Indeed, when
they were written, they were not meant to do that. :

So when we look for the DCI's responsibilities and his authori-
ties, we look not to the law but rather to the more up-to-date Exec-
utive Orders which spell them out in some additional detail. Execu-
tive Orders, however, do not have the status of law. They do not
have the weight of Congress behind them. The failure of a Depart- .
ment or Agency head who “owns” elements of the Intelligence
Community, owns those departments, those budgets, those technol-
ogies, to adhere to the priorities of the Director of Central Intelli-
gence and his policies may raise hackles at CIA but rarely are they
made the subject of official complaint. They are tolerated. ’

More important, Executive Orders themselves represent bureau-
cratic compromises. Such is the case with Executive Order 12333
on Intelligence Activities. While it provides the DCI with certain
roles and authorities over the Intelligence Community, it provides
him with very few means or tolls for implementing them.

The DCI is responsible for developing a consolidated intelligence
budget, and presenting it to the President and Congress. But the
way it happens in reality hardly suggests much real authority over
this process. Each year the DCI must go hat in hand to the Secre-
tary of Defense and ask for a share of the Defense budget to be de-
voted to national intelligence. Once he has that figure in hand, the
DCI carves up the pie, telling each component of the Intelligence
Community what its share will be. While there have been a few ex-
ceptions, this number has typically been calculated proportionately
to provide either some growth or a reduction over the previous
year. Typically, the rate of growth is determined with no real dis-
cussion or prioritization of intelligence requirements. The process
is arbitrary and some would say undisciplined.

Once the budget is submitted and Congress has appropriated the
money, it goes to the Secretary of Defense or other agencies with
intelligence elements, and not to the Director of Central Intelli-
gence. In fact—and this is really surprising—CIA receives its ap-
propriated funds from the Comptroller of the Defense Department.
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Moreover, this is to an agency whose Director is the budgetary
chief of the entire intelligence budget. Even after the money is ap-
propriated and despite an explicit prohibition in the Executive
Order, departments and agencies who have elements in the Intelli-
gence Community occasionally will reprogram intelligence funds
for other activities without even informing the Director of Central
Intelligence. So those in a Defense Intelligence Agency or Defense
appropriated account supposedly for intelligence may decide to re-
program it for a non-intelligence function and the DCI really is not
informed. This is not real authority.

I could make similar points about collection of intelligence. Yes,
the DCI is charged with developing collection requirements and
priorities. He can coordinate the tasking of the technical collection
systems, and provide guidance, but he is given no explicit authority
over collection agencies other than the CIA itself. He cannot move
money or people around. He cannot direct agencies which are not
under this control. He can beg and he can-plead, but he cannot
direct and he cannot coordinate. And that is why we end up having
so much duplication, the creation of separate emplres, and the
waste of money.

In some cases, although the Executive Order gives him authority,
he has been unable to implement them due to resistance within the
Intelligence Community. For example, the Executive Order charges
the DCI with “monitoring NFIP implementation” and-conducting

“performance evaluations.” The reality is, although some Directors
have tried, that the Director has been unable to perform this essen-
tial function due to the long-standmg resistance of the Intelligence
Community.

To make matters worse, the Executive Order on 1ntelhgence
makes independent grants of authority to other officials which ap-
pears to overlap, or conflict with, the authontles of the DCI. For
example, the Secretary of Defense is charged to “collect National
Foreign Intelligence and be responswe to collection tasking by the
Director of Central Intelligence.” The Secretary: of Defense, howev-
er, is given authority to “direct, operate, control, and provide fiscal
management for the National Security Agency The Director of
the Defense Intelligence Agency is charged with prov1dmg military
1nte111gence to the Department of Defense and the “non-defense
agencies”’—read CIA—as deemed appropriate, by the Secretary of -
Defense and by the DIA. But no mention is made of the Director of .
Central Intelligence.

Finally, to add to the DCI’s difficulties, he does not have the
wherewithal needed to effectuate his role as head of the Intelli-
gence Community. The Intelligence Community staff was created
to serve this function but, by most accounts, has been a failure.
Physically separated from the Director of Central Intelligence,
staffed in large part by temporary employees on rotational assign-
ment from other agencies, and dependent upon a busy DCI's will-
ingness to do battle on their behalf, the Intelligence Community
Staff has fallen woefully short of fulfillmg its coordinating role.

In short, despite all the rhetoric about the role of the Director of
Central Intelhgence as leader, coordinator, budgetary leader of the
Intelligence Community, I do not see a leader with clear responsi-
bilities; or a leader with significant authorities over the Intelll-
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gence Community, either in law or in Executive Order; or a leader
with sufficient wherewithal to effectively manage the U.S. Intelli-
gence Community. Especially when it is going to be shrunk because
of budgetary concerns, especially where we must end duplication,
especially in times when we must have a better product at lower
cost. i

Before leaving this topic, I want to say a word about counterin-
telligence. The comments I have made about management do not
apply to domestic counterintelligence functions, specifically FBI in-
vestigations. While the FBI is considered to be a part of the Intelli-
gence Community, we must have checks and balances where the
rights of Americans are affected. The current structure that keeps
the FBI primarily under the authority of the Attorney General has
worked well in recent years, and there is no intent on my part to
change those lines of authority or to give the Director of Central
Intelligence any additional authority over the. FBI, any kind of do-
mestic activity that is not now present. : '

There have been some false reports circulated, I think principal-
ly by those who do not want to see any changes in the current
structure, to use this as a red herring to attack our proposal. We
intend to modify the language of the bill to make it absolutely
clear, to put an absolute prohibition and to re-state it again to
make sure there will be no question raised about the civil liberties
of American citizens or interference with the current monitoring of
FBI activities.

Structural deficiencies also exist in the management of Defense
Intelligence. The role of the Secretary of Defense in coordinating
and integrating intelligence activities has historically been mud-
dled. As head of the Department of Defense, clearly the Secretary
has control of and authority over DoD components within the Na-
tional Foreign Intelligence Program. Only the Secretary can pro-
mulgate policy which is binding on these components, and only the
Secretary can allocate funds to defense components. But if the Di-
rector of Central Intelligence is head of the Intelligence Communi-
ty and develops its budget, how does that role square with the Sec-
retary’s authorities?

There is no authoritative document that I am aware of which re-
solves this basic conflict. The Executive Order only makes it worse.

A similar problem exists in the area of integrating tactical intel-
ligence activities with the national intelligence activities under the
- control of the DCI It is usually agreed that the national intelli-
gence programs cannot and should not be managed in a vacuum,
without regard for collection and analytical capabilities developed -
to support tactical military operations and vice versa.

We certainly heard that from General Schwarzkopf and others.

Yet for various reasons, too complex and too arcane to elaborate
here, the tactical intelligence activities of the military departments
are not managed in a discrete, separate program by the DoD, nor
are they systematically and comprehensively integrated with na-
tional programs under the control of the DCI. '

The allocation of responsibility for intelligence within the Office
of the Secretary of Defense appears to contribute to this problem.
Principal responsibility is assigned to an Assistant Secretary who
has responsibility for another demanding and largely unrelated
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subject area in addition to intelligence. In short, we have two intel-
ligence empires, one military and one civilian, which are virtually
independent of each other. We can no longer afford to operate that
way. For the sake of effectiveness and to save money, the two must
be more fully married together. ‘

In addition to the structural problems I see at the top manage-
ment levels of the Intelligence Community and -in Defense, I per-
ceive problems with how several functional areas within the Intel- .
ligence Community are being structured.

And now in conclusion I turn to the area of analysis, which was,
of course, a major subject during the confirmation hearings of the
current Director, Mr. Gates. We have a structure at the national
level which is dominated by the CIA. Indeed, the National Security
Act of 1947 made it a “duity of the Agency” to “correlate and dis-
seminate” intelligence available to the government. But what this
meant was joining the analytical function with the CIA’s other
missions, including clandestine collection and covert actions, which
are very dissimilar. The analysis responsibility is a very different
and independent responsibility from covert actions and clandestine
operations. This match has not always been a happy one. Operators
are unhappy when analysis does not support their operations; and
a.na%ysts are unhappy when the operators’ views prevail in policy
circles. : e
. Various Directors have sought to address this situation by plac-
ing the analysts responsible for National Intelligence Estimates
outside the CIA, and having them report directly to the DCI. The
current arrangement fails to provide them with a separate staff,
however, making them rely largely on the CIA analysts to carry
out their work. So CIA continues to dominate the process; we con-
tinue to have analysis in some ways married to covert and clandes-
tine activities. 2

There are, as I see it, several downsides to the current structure.
First, it places national analysis at too low a level. This functional
area represents the culmination of the intelligence process, and
should organizationally transcend rather than be linked to an oper-
ational agency like the CIA. It should be at the very top of the gov-
ernment drawing all of the resources of the government together,
from all sources, to perform analysis which then goes directly to
the top policymakers, including the President. National analysis
belongs under the DCI as head of the Intelligence Community
rather than as a part of an operational agency like the CIA with
clandestine activities. _

I also think placing this function within CIA has made it more
difficult to attract the best and brightest to lend their talents.
Many may want to contribute, especially academics who could be
very helpful on short-term projects within their own areas of exper-
tise, but they are leery of becoming employees of the CIA which
also operates clanderstine activities. Even those who do join the

_effort are often overshadowed within the bureaucracy by the clan-
destine service.

To some degree, I feel that a new organizational structure may
help to deal with the lack of precision or “mushiness” in national
analysis that General Schwarzkopf and others have complained to
this Committee. Intelligence estimates often become a compilation
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of what each Agency thinks rather than representing a clear cut
majority view upon which the consumer can act with minority
views which challenge us to think again before reaching a final de-
cision. While the preservation of dissenting views is important, it
seems to me that analysis would be sharper and better with a
structure that places national analysts, representing various ele-
ments of the Intelligence Community, under one organizational
umbrella, still coming forth with majority and minority clashing
views when they make their reports. It could truly become a world-
class think-tank to provide our policymakers with the best informa-
tion and analysis possible. With more and more information
coming from sources, open sources, it makes less and less sense to
house the analysis activity primarily with the clandestine service.

Under the existing framework, CIA is charged with coordinating
clanderstine collection using human sources or agents. This has
historically meant making sure other agencies’ operations do not
conflict with or jeopardize those of the CIA. CIA has not, however,
seen its role as questioning the need for other agencies’ collection
activities.

With respect to overt collection using human sources, no one in
the Intelligence Community effectively manages or rationalizes
such collection for the Community as a whole. As I’ve indicated, in
the future it’s clear that a great deal more ‘information will be
available through open sources than has been the case before. In
many countries, U.S. needs could be met exclusively and much less
expensively through such collection. But there is no one in our gov-
ernment now sitting down and saying, “We have so many open
sources, we don't have to have people we would call spies finding
out in a clandestine way what'’s going on.” Do we still need a very
expensive agent-spy type of operation in country X or could we get
by with having the Defense Attache collect it. from open sources or
maybe even someone from the State Department collect it from
open sources. No one is empowered to look at that and make sure
that we are making the best use of our resources in the most cost
effective way. )

In the absence of any management structure to assess U.S. needs
for human intelligence in particular locations, we will simply go
ahead wasting money in the future. So that’s another part of this
proposal.

There is a sharp contrast between two of the most important
technical collection programs. General Odom will be with us today,
and this is a point that he has made in the past. I am now talking
about our signals intelligence and imagery collection. Imagery ac-
tivities are now carried out on a decentralized basis within the In-
telligence Community. The tasking of these collectors is performed
by an element of the Intelligence Community Staff. Collection and
operations are carried out by still other offices and. agencies. Ex-
ploitation and interpretation of the photography obtained is carried
out by still other offices and agencies, and dissemination is accom-
plished by yet another office and agency.

~_ Well, it’s time for us to bring all of these together to one func-
tional area. We cannot afford this kind of inefficiency and we need
to do it just as we've done it for signals intelligence. So we propose
bringing together one imagery collection agency coordinated, coher-
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ent, rational, more cost effective and one signals intelligence
agency to do the job. c .‘ ,

I think I've summarized the key elements. S. 2198 attempts to
offer solutions to each of them—the duplication, the problem of co-
ordination between military and civilian intelligence, the problems
with analysis now being buried in an agency essentially devoted to
clandestine and covert activities in the minds of many. We need to
bring all of our analysis activities together in a world-class think

" tank operation with majority and minority views. We need to co-
ordinate our human sources to use the least expensive human
source analysis possible, and we need to more effectively manage
our technical systems. '

I recognize some of the problem areas I have identified could be
addressed by Executive Orders without legislation. I must say I
wonder whether such changes would be made without legislation,
but I'm willing to give the Executive branch certainly appropriate '

‘latitude here. In any event, the purpose of these hearings is to ex-
plore the alternatives and to lay the groundwork, if possible, for a
consensus, both with the President and with our colleagues in the
House, with respect to what it makes sense to do, whether by legis-
lation or by action of the Administration. _

It is in that spirit that we open these hearings today to offer
these ideas, seek the advice and counsel of our distinguished wit-
nesses, and our distinguished colleagues on this Committee.

So, as I've said befocre, I'm very proud of the fact this Committee
has always operated in a totally bipartisan fashion. That’s been the
hallmark of this Committee during the last six or eight years. We
‘approach this matter with the same totally bipartisan spirit. We're
fortunate the-President of the United States himself is a past Di-
rector of Central Intelligence, and he has vast personal knowledge
of this system. For us to try to proceed without a meaningful dia-
logue with the President, to have his views, to have his input, with-
out seriously considering them would be foolhardy indeed. It’s not
our purpose to try to pass a bill out of this Committee put together
by one side of the aisle without the other. It's not our purpose to
pass a bill and send it down to the President unless it's one we feel
the President would find acceptable and be ready to implement be-

" cause it also had input from his ideas and his suggestions. So we

begin the dialogue in that spirit—working together in bipartisan
fashion on this Committee—working together with the Administra-
tion—working together with existing Community and calling upon
the views, the experience, the advice of experts, especially those
who have served in these positions in the past as we have among
our witnesses today. Our purpose is a constructive one, and it’s one
that we all undertake with certainly an open mind in terms of our

_intellectual spirit of our inquiry. ‘

" Senator Warner, any opening comments?

Senator WARNER. Mr. Chairman, thank you. On behalf of the dis-
tinguished Ranking Member who was unavoidably detained, I ask
that his opening statement be made a part of the record. '

Chairman BoreEN. Without objection, it will be entered.

[The opening statement of Senator Murkowski follows:]
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STATEMENT oF VICE CHAIRMAN Frank H. MURROWSKI

We are confronting a changing world, and the threats to our national security are
vastly different than they were only a year ago. At the same time, we have dimin-
ishing resources to devote to national security. These realities present us with a
challenging atmosphere for intelligence reorganization.

irman Boren has proposed far-reaching and comprehensive reorganization leg-
islation. I like some aspects of his bill, and I am skeptical about others. But I regard
the bill as I believe the Chairman does: It’s a starting point—a means to enable
deb?xll:g and focus dialogue with the Administration, which is clearly a.full partner
in this process.

It's important to note that Director of Central Intelligence Robert Gates has a

~dozen task forces at work, actively looking at many of the same issues we will ex-
plore as our hearing grocess continues. Knowing Mr. Gates’ activism and his intel-
lect as I do, I know he has a healthy bias favoring constructive change. In other
words, the Intelligence Community under Robert Gates is not an entrenched bu-
reaucracy concerned with preszrving the status quo. Some important changes began
the moment Mr. Gates took his oath, and they are just the inning.

I believe we have an obligation to give Director Gates a chance to do his work.
That doesn’t mean that we must sit on our hands and wait. We should proceed with
these hearings and use them as the framework for positive, constructive dialogue
with Director Gates, Secretary Cheney, National Security Advisor Scowcroft, and
others. But we must also listen, and give Mr. Gates time to act.

As this process unfolds, I have an open mind on even the most fundamental ques-
tions. For example, it may be that we don’t need a massive, legislative package simi-
lar to the one that is before us in S. 2198. Because the process begun by Director
Gates is so promising, we may choose to do very little legislatively and allow the

- bulk of reorganization to occur through Executive Order. As the Chairman himself
noted during reorganization hearings we held last year, extensive legislation may
not be necessary if the Administration is serious about addressing some of the prob-
lems many of us perceive in the Community. .

There is one aspect about which I feel particularly strong: The issue of account-
ability. We must create and maintain an atmosphere of accountability in the Intelli-
gence Community. It is my intent that we use this process to empower the Director
and other senior managers in the Community with the tools they need to do their
jobs, but they should be on notice that they will be held accountable for their suc-
cesses and failures.

Lookﬁ specifically for a moment at S. 2198, I hope today’s two distinguished wit-
nesses will address some of the specific issues raised by this bill. For instance: .

What, if anything, do we gain from the creation of a Director of National Intelli-
gence, which some have dubbed an “Intelligence Czar"?

What are the implications of giving this new “Intelligence Czar” greater control
over intelligence elements in the Pentagon? '

Do we want to mandate the creation of new organizations such as a National Im-
agsa Agency at a time when budget realities demand downsizing?

.What dangers to “competitive analysis” will we encounter if we combine Commu-
mt‘:{’-wi(_le analytical elements in a single Office of Analysis?

ill intelligence, which is now a largely decentralized sugport function, perform
better in a centralized structure with clear lines of authority?

As we seek the counsel of today’s distinguished witnesses and the many others
that will follow in the weeks aheat{ we will also hear Mr. Gates' view of what needs
to change, what changes the Administration is prepared to make on its own, and
which ¢ es require specific legislation. After that process unfolds, I am reason-
ably hopeful that we will see a consensus emerging from this Committee. .

e Chairman is to be commended for putting forth some bold ideas and creating
the framework for dialogue, and I will do what I can to work with him.

Senator WARNER. And I simply add myself that the Chairman
has made a number of very constructive observations about the ex-
isting system. We shall take that under careful advisement as we
pursue a review of the need to make some changes, either statuto-
ry or by Executive Order.

I take note of the fact that our distinguished first witness ap-
_peared before the Senate of the United States on Wednesday, April
9, 1980, at which time the Select Committee on Intelligence initiat-
ed in February of that year, 12 years ago, an analysis similar to
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' whét we're undertaking today. In the famous words of Yogi Berra,

it is deja vu all over again. And I note the witness was greeted on
that day by none other than Senator Chafee who is present here
today. It's in the record, Senator Chafee. So, we're fortunate to
have his corporate knowledge to join in this analysis.

I'll be very interested in hearing from our witness, a man whom
I've known for many years and worked with very closely, particu-
larly interested in having you provide us with a brief historical
perspective on how you address these problems that you reviewed
very carefully in the past. It was your wisdom, and indeed, your
study, that led to the Executive Order which established the cur-
rent framework today, which the Chairman in many respects has
addressed in the past few minutes. v

Thank you, Mr. Chairman. :

Chairman Boren. Thank you very much, Senator Warner.

Sl;enator Danforth, any opening comments that you'd like to
make. : :

Senator DanrForTH. [ have no comments and no statement.

Chairman BorgN. Senator Chafee, who I might say, is serving his
second stint. Are you the first person to ever serve a second stint
on the Intelligence Committee? '

Senator CHAFEE. I believe so. , ~ ' .

Chairman Boren. He brings to us in all of our deliberations a

" very valuable perspective because of his experience.

Senator CHAFEE. Well, Mr. Chairman, since my greeting 8 years -
or 10 years or 12 years ago was so memorable, I'll ask that it be
put in the record and used again. And, I do want to welcome our
distinguished witness. Jim, we're delighted to see you again.

Chairman BoreNn. Thank you very much, Senator Chafee. Sena-
tor Rudman, any opening comments? ' .

Senator RUDMAN. Other than to say I'm always delighted to sit
next to my good friend from Rhode Island who is obviously a glut-
ton for punishment and greet both witnesses and look forward to

- hearing their testimony.

 Senator WARNER. We also extend that greeting to the next wit-
ness, General Odom, who has appeared before this Committee
many times. ‘ :

Senator CHAFEE. 1 join in that, Mr. Chairman. :

Chairman BoreN. Thank you very much. Our first witness is
well known to all of us. A person of keen intellect and a long and
distinguished record of public service, Dr. James R. Schlesinger is
one of those rare people we in Congress keep turning to for advice
and counsel on a variety of subjects, not just this one. A summa
cum laude graduate of Harvard University with Masters and Doc-
toral degrees from the same institution, Dr. Schlesinger has risen.
above that early hindrance in life. He began his government serv-
ice in 1969 as Assistant Director of the Bureau of the Budget,
which later became the Office of Management and Budget, and for
a period served as its Acting Director. In 1971, he served as Chair-
man of the Atomic Energy Commission. He was appointed Director
of Central Intelligence in 1973, where he served for a period of
time before being appointed as Secretary of Defense. When we talk
about the powers.and relationships between.those two positions,
he’s held both jobs and has a unique perspective. He remained at
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. Defense until 1975. In 1976, he became Assistant to President
Carter who charged him with developing a new plan for a new De-
partment of Energy and, in 1977, he became the first Secretary of
that new department. Since leaving that position in 1979, he has
continued to serve on numerous commissions, governmental task
forces in the national security area, and has written extensively on .
these topics.

We're particularly interested in having his thoughts on intelli-
gence business at this juncture in our history—where he sees it
heading and how it should be structured to get there. Not only is
Dr. Schlesinger a former Director of Central Intelligence, he played
a key role in shaping the modern Intelligence Community. As
Budget Director in 1971 he produced a report for President Nixon
recommending a far stronger Community role for the Director of
‘Central Intelligence. Indeed, as a result of the study, the DCI was
charged for the first time with putting together a consolidated
budget for intelligence activities.

So, I'm hopeful he might provide us today with a bit of back-
ground here in terms of what he would recommend as an approach
for the future. So, again, Dr. Schlesinger, on behalf of all of the
Committee, we welcome you, and we look forward to your remarks.

STATEMENT OF JAMES R. SCHLESINGER

Dr. ScHLESINGER. Thank you very much, Mr. Chairman. I'm de-
lighted to be here today, and I thank you for your kind comments
about the past, and I thank you particularly for your respectful, if
grudging, compliments to that institution in Cambridge, Massachu-
setts. '

You have intended, Mr. Chairman, to focus attention on the
issue of -the structuring of the Intelligence Community, and I be-
lieve that you have been eminently successful. It is time, indeed, to
rethink the structure. That does not mean radical changes, but it is
certainly time to pay close attention to what we have as we move
into a new era. ‘

At the outset, Mr. Chairman, let me express my appreciation to
the Committee for its invitation to appear before you today, as you

- consider changes in the activities and structures of the Intelligence
Community impelled by the radical transformation of the interna-
tional scene that has so dramatically marked these last 30 months.
That transformation implies complementary adjustments of the ac-
tivities in the Intelligence Community. The Senate, the House,
along with the Administration and the Intelligence Community in
particular, are studying these political changes to see what they
may portend.

That substantial adjustment will be necessary goes without
saying, but, if an optimal outcome is to be obtained, it should come
only after careful reflection. In order to be most helpful to this
Committee, as it proceeds with its deliberations, I believe it would
be most useful for me to underscore in this opening statement cer-
tain central aspects of the intelligence process rather than provide
specific comments on the legislative proposals. I shall deal with the
following questions: the nature of the intelligence process, the prin-
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cipal source of intelligence failures, and what the Intelligence Com-
munity now needs.

One. I begin with the collectlon and analysis of raw intelligence

and with the production and dissemination of finished intelligence.
I start with this simple reminder: intelligence serves not only the
highest reaches of government, but- tens of thousands of makers
and executors of policy. In military operations it includes the
CINCs down to battalion and company commanders, Task Force
commanders, individual officers aboard ship, individual pilots, et
cetera. And, it of course includes those who authorize and guide
military operations here in Washington. It includes specific intelli-
gence and counterintelligence operations. It includes numerous ci-
vilian operations—diplomatic negotiations, trade negotiations, ne-
gotiations on monetary issues, agricultural policy, energy policy, et
cetera. The list is almost endless. The point to bear in mind is that
the heart of the intelligence process is not simply the collection of
raw data, but rather the effective and selective dlssemmatlon of
that information to those with a need to know. »
_ In brief, there are tens of thousands of users. For each of those
users the need for information is compelling. Intelligence needs to
be responsive to these many users. They will insist on its respon-
siveness—that their own questions be answered. They will live in
fear that they will be. denied the information to perform their
tasks. To influence action, intelligence must, above all, be credible
to these users.

If they are dissatisfied with the response of proffered intelli-
gence—or even merely suspicious—they will seek to create their
own sources of information. Particularly will this be so where mat-
ters of life and death are involved.

Consequently, there must be a mechanism to assure the users
that a serious effort will be made to meet their needs. In the ab-
_sence of such a mechanism, the resources devoted to intelligence
" tend steadily to expand.

Historically, intelligence capabilities have grown up in close asso-
ciation with using organizations. Their needs are quite variegated
and quite variable, and are best understood by the users them-
selves. For this reason they have sought to have intelligence capa-
bilities under their own direction. The process for informing the
users is an iterative one, in which additional questlons are asked,

as information becomes available.
*  Inevitably the demand for information is reflected in a demand
for collection capabilities under the organization’s direct control.
. Yet, collection capabilities can be immensely expensive. If the in-
telligence budget is not to grow astronomically, this demand for
collection assets under the users’ direct control cannot be satisfied.
The growth of national capabilities has exacerbated this problem
The product of such national capabilities may be vastly superior to
that which individual users may gather through their own lesser
resources. But, once again, the users must be assured that such na-
tional assets will be adequately responsive to their needs. In the ab-
" sence of such assurance, the users inevitably will scramble to pro-
_ vide their own capabilities, even if such assets are distinctly inferi-
or. I must underscore, Mr. Chairman, that thls behavmr is unavoid-
able, and that budget officers will struggle in vain to prevent so
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natural a response on the part of the users who seek to acquire the
information to get their tasks done.

Some will assert that the close historical association between
users and intelligence producers means that intelligence has been
loosely organized. They are, of course, correct. The intelligence
process below the national level—as well as at the national level—
must be continuous and iterative—and that implies what some crit-
ics will judge to be the loose organization of the intelligence proc-
ess. Such critics, who pursue an illusory goal of managerial effi-
ciency in intelligence, are in error. Only if intelligence assets are
widely distributed, and marbled throughout the user communities,
will the ultimate tasks of policy best be achieved. Moreover, the
single-minded pursuit of efficiency will not have the sought-after
effect. Rather, it will result in the accepted, winked-at, or under-
the-table diversion of resources to intelligence activities—that will
inflate the actual, if not the nominal, bill for intelligence. It is illu-
sory to believe that a centralized management structure can pre-
clude such an outcome. :

Secondly, in intelligence the gravest problem—and the source of
both the most and the most dramatic intelligence failures—is an
established mind-set. Intelligence deals quite easily with the han-
dling of routine developments. It is in danger of missing the non-
routine: a turn in the political road, a sharp break in the trendline,
a new activity not previously observed or monitored. It is the fail-
ure to detect these non-routine developments that underlies both
major and minor intelligence failures. Sometimes these failures
arise within the Intelligence Community itself, but for many major
failures thé origin quite regularly lies with senior policymakers.
These senior officials reach judgments about policy that become
fixed convictions in their minds—indeed, axioms that go unchal-
lenged—and begin to influence intelligence assessments. It is these
axioms, drawn from the policymakers, that lie at the root of the
most dramatic so-called intelligence failures. Let me add, Mr.
Chairman, that senior policymakers rarely will say we messed up.
Rather, they prefer to point outside to supposed intelligence fail-
ures.

With the substantial disappearance of a single overriding threat
represented by the Soviet Union, and the shift in the focus of mili-
tary and diplomatic concern to regional struggles and to regional
adversaries, the likelihood of these policy axioms frustrating good
intelligence and culminating in policy failures may have grown sig-
-nificantly. During the years of the Cold War it required no great
act of discernment or prophecy to understand that the Soviet
Union was a rival seeking energetically to improve its position
across a whole range of activities. By contrast, it is far harder to
determine whether at any moment an Assad, a Rafsanjani, a
Saddam Hussein, or I might add, a Deng Xioping or a Sihanouk is
a rival or a transitory ally—and how long this is likely to last."
Nonetheless, policymakers are likely to reach judgments about the
‘conditions that determine the actions of such players on the inter-
national scene, and these judgments, based more than acknowl-
edged on hope, may well interfere with the production, let alone
the reception of good intelligence.
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I have dwelt on this matter at some length because I believe the
best antidote to reduce the risk inherent in such policy predilec-
tions is to have competing centers of analysis and interpretation
which are carefully protected. Needless to say, Mr. Chairman,
there is no sure antidote. The policy axiom may reign supreme and
prevent reality from breaking through. But competitive centers of
analysis and interpretation provide the greatest possibility of effec-
tive challenge to the prevailing mind-set. :
~ This need for encouraging competitive centers of analysis was
one of the principal points made in the study on restructuring the
Intelligence Community that I completed for President Nixon in
1971. It is an immense, and possibly fatal, danger that in the quest
to reduce the costs of the Intelligence Community—by eliminating
duplication—that we eliminate the very competition in analysis
that provides us with some protection against intelligence and
policy misjudgments. I hope that in this Committee’s quest to
~reduce the cost of intelligence that it will protect and encourage

such centers of potentially fruitful differences of view—rather than
eliminating them in the misguided quest to reduce duplication.

The last thing we need in intelligence is a monolith that estab-
lishes an official line. Happily, maintaining competitive centers is
not only productive but relatively inexpensive. Analysis is cheap,
comparatively speaking—it is collection that is dear. Indeed, com-
petitive analysis can be improved even with a reduction in person-
nel. What one requires is not so much numbers as capable, knowl-
edgeable, and insightful analysts—people who have good intuitions
and clear perceptions based upon experience as well as training. It
is the principal duty of the leaders of the Intelligence Community
to find such people—whether they be inside or outside government
service. : :

Much of the attention and energy within the Intelligence Com-
munity, on the other hand, is devoted to collection. This is under-
standable in that collection is not subject to the same ambiguity as
is analysis. A picture, as President Kennedy observed in the Cuban
missile crisis, is worth a thousand words. Yet, there is no way of
escaping the ambiguities of analysis—especially so in the post-Cold
War world which we are now entering. That world is now inherent-
ly more amorphous than it was during the Cold War with its clear
lines of ideological and political division.

It is from collection activities that the main savings should come.
Here I refer primarily to technical collection systems—and not to
human intelligence collection, which becomes more rather than
less necessary in a world now more changeable and less predictable
with the end of the clear lines of division of the Cold War. In the
technical collection area, however, duplication is not only very
costly, but it has none of the therapeutic effects that so-called du-
plication has in the analytic area. It is here that the main quest for
savings must come, and it is here that increased authority for the
head of the Intelligence Community is most desired.

Mr. Chairman, let me close with a few observations regarding
what the Intelligence Community does need at the present time.
What it requires above all else is a shift of perspective—a new
vision to match America’s altered role in the world. It will require
flexibility to adjust to this altered vision and these altered duties.
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Achieving this adaptation will not in my judgment, be advanced by

“laying down a highly structured or rigidly structured legislative
blueprint for the future. First, it is necessary to define the new
goals and the new responsibilities for elements in the Community,
and only thereafter would it be appropriate to enshrine these new
goals and responsibilities in legislation.

Over the years the hallmark of the Intelligence Community has
been its flexibility. Substsdntial authority was given to the Presi-
dent and to the Director of Central Intelligence to structure part of
the Community as they saw fit. Within the Department of Defense
great authority was given to the Secretary and to the Services. It
may be true that a planner with impressive foresight might have
structured the Community differently from the way it has evolved.
Nonetheless, we have developed a system that works reasonably
well, can adapt to change, and provides a set of checks and bal-
ances satisfying the needs of the American democracy. Generally,
speaking, I believe that in this period we should move cautiously
and permit the system to evolve—rather than to provide a pre-set
or untested blueprint. _

I believe it is important for us better to define the responsibil-
ities of the Director of Central Intelligence, or the Director of Na-
tional Intelligence, should such a change be made. Much responsi-
bility will be placed upon the Director to alter the vision and there-
by the priorities of the Community. There should be no doubt that
he is primarily responsible for establishing budgetary priorities. -
Only in this way can the unavoidable downsizing of the Communi-
ty be satisfactorily accomplished. However, no individual is in a po-
sition to know the requirements of the many agencies and individ-
ual users that the Community must serve. Therefore, the responsi-
bility for the Director should be primarily framework planning. He
should not attempt to plan in detail or to execute intelligence ac-
tivities primarily carried on in and for other agencies. e

-What I outlined in the earlier parts of my testimony were cer-
tain constraints that must steadily be borne in mind. While the Di-
rector must make the basic judgments about the budget, I do not
believe that he should be given technical “budget authority” and
the responsibility to execute his budget plan. To attempt to do so,
for example, in the Department of Defense would not be desirable
even if it were workable. I do not think it would be desirable—be-
cause intelligence officials must be credible to their seniors—and
will only be credible if they are known to be responsive. To place
officers and enlisted ranks in a position in which their promotions
are determined by one set of superiors while they are directed by
another set of superiors is to place them in an impossible position.
I also think it undesirable that the Secretary of Defense be obliged
to seek authorization by the DNI, if the Secretary determines to
use a collection asset against a particular target.

Nor do I think such an arrangement would be workable—be-
cause all forms of ingenuity, informal arrangement, and budgét
twisting would be used to obtain alternative capabilities that were
under direct control. It seems to me far better, because it would be
far more successful, to have the Director provide general guidance
in the form of framework planning.
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Similarly, I do not think that a Secretary of State would be in-
clined willingly to accept the judgments of intelligence officials.
The next sentence I think should be modified, but I shall read it
Mr. Chairman. Nor do I think that the Director of the FBI would
allow his agents to be directed and compensated from the outside.
Mr. Chairman, if J. Edgar Hoover were not now dead, he would be
killed by such a proposition. _
. There has been good reason for the kind of distribution of assets
that we have seen in the system. It seems to me to be ill advised to
combine all such assets—in the name of managerial efficiency—Dbe-

"cause all fall under the rubric of intelligence.

Much of the prospective savings will come from reduced duplica-
tion in collection activities and from reduced manpower require-
ments. The bulk of such savings must take place within the De- -
partment of Defense. With better delineated and enhanced author-
ity, the Director can help accomplish much of this by working with
the Secretary of Defense and the Chairman of the Joint Chiefs of
Staff—given their own enhanced authority under the Goldwater-
Nichols Act. Only through them can we achieve greater “jointness”
under the various CINCs. We should bear in mind that anything
that the Secretary and the Chairman are unable to achieve from
within the Department will surely not be achievable by somebody -
operating outside the Department.

In 1969, Mr. Chairman, while the Vietnam War continued, the
Congress indicated that it felt intelligence spending was too high
and wanted it reduced by 40 percent. It did so quietly, without any
public fanfare. That goal was accomplished by the Executive
Branch—operating with the authorities it had then and still has.
The point is not that the procedures cannot be improved upon, the
point is that the Congress expressed its will and then got those re-
sults that it wanted.

Mr. Chairman, let me close by reiterating my concern that we
enhance rather than diminish competing competitive centers for
analysis. If intelligence activities are to be effectively carried out
over time, we need ferment—intellectual fermient—and not stagna-
tion. The altered world scene represents a new and exciting chal-
lenge for this country. Yet at the same time, it also imposes the
duty of substantial and painful adjustments from those arrange-
ments that were appropriate during the Cold War. ,

Mr. Chairman, I wish you and the Members of this Committee
good fortune as you proceed with your deliberations regarding how
to respond to these challenges and to these painful adjustments. I
am ready now to respond to any questions that you or other Mem-.
bers of the Committee may have.

Chairman BoreN. Thank you very much, Dr. Schlesinger. Listen-
ing to these comments myself, and I listened as opposed to reading
them, they have great impact. I strongly agree with you, as you
probably know from comments I have made in the past, about com-
peting analysis. In fact, I have been concerned-that the current
system has a way of forcing people into kind of a mushy consensus
mode that is not very sharp and doesn’t show really what is being
said very well. Any very strong dissenting view that thinks they
perhaps caught a trend that hasn’t been caught before often is
buried in a footnote. The dissenters are sort of forced into silence
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or to accept a little word change or two in the majority opinion so
their dissent really doesn’t show up. It is not red flagged to the pol-
icymaker.

I also understand what you are saying about the need for certain
agencies to have both an assurance of responsiveness in terms of
intelligence collection and analysis and at least some modicum of
in-house capabilities, we might call it. That really is necessary for
them. So of course, none of us would propose that we take away
the intelligence component of the State Department, for example,
totally and move it somewhere else. There is bound to be some in-
house capability that has to remain in all of these various agencies.

First of all, within the system that we now have, let alone think-
ing about any changes, how we can obtain even more competition
in terms of analysis and how we can express that clash of compet-
- ing views in a clearer way to the policymaker? How do you think
we could improve the current structure in terms of competition of
anaI)"’sis and sharper, clearer, more predictive analysis with dis-
sents? ‘

Dr. ScHLESINGER. Well, I think that that is the right question,
Mr. Chairman. Sometimes the NIEs, which I think that you are re-
ferring to particularly turn out to be diplomatic documents——

Chairman BoreN. Yes. Exactly. :

Dr. ScHLESINGER [continuing). In which words are negotiated
over time to hide differences. :

Chairman. BoreN. Sort of like communiques at the end of a
summit conference and that doesn’t necessarily give the policymak-
er much to go on.

" Dr. SCHLESINGER. I think that it’s the responsibility of the DCI or
prospective DNI to make those judgments sharper, and to encour-
age rather than to allow the debate to be suppressed.’

When Members of Congress, or the Executive branch have an op-
portunity to look at an NIE, they do not know that there has been
a continued debate back there amongst elements of the Intelligence
- Community. And my particular concern at the moment is that
Members of Congress, Members of the Senate, not throw the baby
out with the bath water because you don’t see this debate in the
NIE, that you believe there is no debate there.

I just mention in passing, one of the episodes that I thought quite
stn.fu' ing and that was the debate between the Army and the Cen-
tral Intelligence Agency twenty-odd years ago with regard to
~ whether or not the VC were receiving equipment and supplies

through the port of Sihanoukville. And the Army turned out to be
‘right, even though less articulate than the analysts at the CIA.

That debate was never suppressed. It never affected, I think, judg-

ments on Capitol Hill, but the Army turned out to be right. And I

think that it is important to maintain these kinds of centers of ex-

perience rather than because they may not surface in the press or
in the Congress or elsewhere, to repress them.

Chairman BoreN. Do you think in the NIE itself, for example, it
would help to have a process that encourages, as it were, almost a
Supreme Court-like writing opinion process so that you have a very
clear forceful majority view. And if there is any degree of dissent,
it would include a very clearly spelled out sort of unconstrained
minority view as well. As you say, the fact that we don't see it nec-
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essanly expressed in the NIE doesn’t mean the debate didn’t go on.
But isn’t it perhaps a little bit helpful for the policymaker to have
a debate red-flagged if there is really a serious division of opinion.

Dr. ScuLEsINGER. I think that indeed that is desirable. Some-
times that is done informally rather than in the NIE itself. For ex-
ample, Mr. McCone during the Cuban missile crisis, allowed the
analysts to say that they did not think that the Soviets had mis-
siles in Cuba. But he informed President Kennedy that in his own
personal judgment there were such Sov1et missiles in Cuba. He
turned out to be right.

So some of that goes on behind the scenes. But I agree with you
that we should make it much more evident on the surface and
have those differences when they are sharp not suppressed, but re-
flected in the NIE.

Chairman BorgN. Right. What about the——

Dr. SCHLESINGER. Let me add one thing. I always felt when I was
DCI, and subsequently, that we ought to have a process of devil’s
advocacy—

Chairman BoReN. Yes.

Dr. SCHLESINGER [continuing]. A process -of devil’s advocacy,
which has to be protected by the Director of Central Intelligence,
because if somebody is arguing a minority view, he will be—he
may be punished at a later stage.

Chairman BoRreN. Yes.

Dr. ScHLESINGER. And that process has to be protected We had
the right story, it turns out, in restrospect, on the Arab attack on
Israel in October of 1973. But it got pushed down. If we had a proc-
ess in which people challenged the prevailing consensus, then it
would not be possible simply for these judgments that are so impor-
tant at a turn in the road, to fail to be elevated to higher attention.

I think that subsequent to that, Mr. Colby attempted to intro--
duce some of that. But you need continuously to have devil’s advo-
cacy within the system that will be helpful to the policymakers.

Chairman BogrgN. Right. I don’t disagree with that at all. In fact,
‘I strongly agree with it. Let me sort of make this point and then
have you respond to it. By setting up this new division of analysis
under our simplified structure we are not attempting to wipe out,
say, DIA analysts as a center for competing analysis, or State De-
partment as a center for competing analysis and so on. What we
are really trying to do is put the process we hope into more of an
equal footing. It seems, at least many have charged, that the CIA
really dominates the analytical process right now. We certainly
talked about that perception during the recent confirmation proc-
ess. When you have analysts sitting in a building, especially within
the same very direct umbrella organization with the clandestine
service undertaking covert operations, clandestine collection and
the rest of it, there is a perception that these activities sometimes
drive the analytical conclusions. Someone, operating a covert
action program or clandestine collection of some kind, want the an-
alysts to come along with their point of view to support a continu-
ation of their program as it is being undertaken. Support and con-
tinue to support, say, the reasoning behind a Pre51dent1al Finding
even though the analysts might later think it is not wise.



189

So that is that point. Would we really have a more competing
analysis if the analytical section except for those analysts directly
supporting a clandestine operation, were separated out from the
CIA? Could this open up the analytical process and put it on a
more equal footing say if someone comes in from DIA or State or
someplace else to argue a different and competing view?

We have not had a shortage of people that knew Soviet order of
battle, intercepting Soviet military communication which they un-
derstood what it meant, what it might be likely to mean and what
level of warning we should go to or whatever. When we get into
the course of Islamic fundamentalism and political implications, we
are much less deep internal in our analytical structure. Since we
will have many more diverse targets of interest to us in the future,
diverse areas in the world and policy areas, we will have the
need—perhaps much greater need—to draw from time to time
from the academic community.. It is a much more complex under-
taking than it has been in the past. It is very difficult to reach
down and find professor X at Harvard, Yale, Stanford, Princeton or
MIT, who may be the world’s leading authority on some subject the
President has become very interested in or the National Security
Council thinks that it is imperative they know more about it. Draw
that person in to the CIA, still attached to the clandestine service,
and he or she becomes a part of the analytical process for three
months and then goes back to the academic environment still an
objective scholar. That is very difficult.

So our thought was to try and separate to some degree the prin-
cipal ‘analytical component. We may need to make some changes in
our original proposal to assure that we are not, in fact, doing away
with competing centers of analysis but enhancing them by putting
them on a more equal footing. Make it more attractive to very im-
portant resources to come in and help us in this analytical process.
We hope we can graft on top of that something you might call the
. red team-blue team attitude, competing analysis, majority and mi-
nority dissenting views. Does that make any sense? If that is not
the way to do it, is there some other way you think we could
achieve this result? :

Dr. ScHLESINGER. Well, you have a rich menu that you have just
-spread before me, Mr. Chairman. You raised the question, for ex-
ample of the possible domination—or of the perceived domina-
tion—of the analytic fraternity by officers from the clandestine
services. I think that that is a risk, and I think the greater separa-
tion may be helpful in that regard. That in part incidentally de-
} petnds upon the DCI and his preferences, a subject to which I would
return.

But is important to achieve cross fertilization between the ana-
lysts and the clandestine officers..I hope I am revealing no confi-
dences here, but they don’t always like one another very much.
Their views are quite different. For example, I believe that the phe-
nomenon that you described may have influenced the intelligence
analysis in Nicaragua over the course over the last 15 years in
which a policy objective floated back to influence the analytic judg-
ments. But to take a contrasting case, in 1968 the prevailing view
in the government was that the Soviet Union under Mr. Brezhnev
and Mr. Kosygin was so wedded to detente they would never move
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against Czechoslovakia militarily. In that case, the analysts had it

-wrong, and those clandestine officers who have been working the
back alley of the world against the Soviet Union had a far better
understanding of what the Soviet Union was really like. And so
you need to get the cross-fertilization continuously even—but
within domination. : .

Sometimes the clandestine types do indeed dominate and some-
times they do not. And sometimes we would like to have their
views more influential then they actually are.

With regard to an earlier point that you made Mr. Chairman,
with regard to the issue who pays the officers in INR at State, I
can assure you that if the DCI is paying those officials, the Foreign
Service at least, if not the Secretary of State, will regard that as a
penetration, and those people will not be much listened to. So you
have to be very careful about who pays the analysts.

Chairman BogreN. Right.

What about academics coming in?

Dr. ScHLESINGER. That is the way Intelligence Community got
started after World War II. And I regret that has diminished over
the years, partly for the reason that you mentioned, partly because
of disagreements over the Vietnam War and subsequently over the
Cold War. Maybe all of that has faded and maybe it will be easier
to draw distinguished academics into the process than it has been.

I regretted in some ways the disappearance of the Board of Na-
tional Estimates, because that was an instrument for drawing the
academics from them outside. I think in this more complicated
world in which history-has a larger role to play, that it is necessary
for us to draw in the academics, get the best minds whether they
are inside or outside the government.

Chairman BoreN. It might be that we need to structure a way

 where they are not CIA or contract employees. -

Dr. SCHLESINGER. I think that is right. I think that is one-of the

~ areas that you should explore as you have, whether a greater insti- -
tutional separation at this time makes sense. In that report that I -
did for Mr. Nixon in 1971, the whole question of a Director of Na-
tional Intelligence came up, and it was rejected at that time. It was
a different concept in which one sat a DNI in the White House
complex and left the DCI in charge of all the troops out at Langley.
A'nhm;i that would leave the DNI without any troops to respond to

~_Chairman BoreN. A person without troops has no influence usu-

ally for very long. ‘

Dr. ScHLESINGER. It tends to disappear pretty quickly.
' Chairman BoreN. One last question. You have talked about the
fact that the greatest area for savings potential—and I certainly
would agree with you—is in the technical collection systems as op-
posed to analysis and human intelligence. These are very expensive
- programs. How do you react to the idea of drawing together the
signals collection and the imagery collection, for example,. into an
imagery collection agency so that we can have a much more effi-
cient operation than the far-flung one that we now have?

Dr. ScHLESINGER. I don’t think that that would be too radical a
change in terms of signals intelligence. T think you are just basical-
ly shifting the NSA complex to a different place.
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I think that the notion of an imagery agency deserves very care-
ful study. There are disadvantages in moving-away from any exist-
ing system. I would agree that there are advantages to be realized
from strengthening the organizational focus as you suggest, par-
ticularly in the total system engineering of these architectures and
in conducting cohesive operations. However, I am equally con-
cerned that we proceed cautiously for the potential clearly exists to
do more harm than good to a process which to a large extent has
worked. It has been the Air Force that has provided that expertise.
I would not quickly remove that process from the Air Force—that
procurement process from the Air Force, because you may be less
successful in obtaining these very complex technical capacities that
we now are doing. Now that these systems have become more com-
plicated, I think you need the depth of procurement experience
that at this juncture is in the Air Force.
~ Chairman BoreN. But we might be able to coordinate more of
the functions that are now spread out. I am not necessarily talking
about moving procurement from one place to another.

Dr. SCHLESINGER. Yes sir. .

Chairman BoreN. We might marry many of the other things
more closely to the procurement agency. _
Dr. ScHLESINGER. I think that it deserves very careful study. And
let me say one of the results, one of the great lessons of the Gulf

War is that what we——

Chairman BorgN. Absolutely. :

Dr. SCHLESINGER [continuing). Was communications capabilities.
It’s the communications that was a principal problem out there.
And that’s because it has not been integrated into the procurement
process.

Chairman BoregN. Absolutely.

Senator Rudman.

Senator RupMAN. I may have some questions but I will probably
submit them to the Secretary if I do.

Chairman BoreN. Thank you very much.

Senator Chafee. ' .

Senator CHAFEE. Thank you, Mr. Chairman. I unfortunately
missed a good deal of Secretary Schlesinger’s testimony. I would
just like to explore a thought with him if I might. I was inspired by
what you said at the bottom of page 12. “Let me reiterate my con-
cern that we enhance rather than diminish competing competitive-
centers for analysis.” I somehow get nervous when I see beautiful
tables of organization for the Intelligence Community, particularly
when 1 look back at those things that have been successful. I re-
cently was reading “Bodyguard of Lies,” which describes the devel-
opment of ULTRA and the very unusual group of individuals who
located ULTRA and then brought it over through Poland. And I
don’t think any intelligence organization—well organized intelli-
gence organization would have ever hired any one of those groups.
One of the leaders was an Oxford mathematician who had.a very
irritating cackle that disturbed his colleagues. And he would
appear in downtown London at the intelligence offices having run
in from a long distance away—I have forgotten the name of the
headquarters—with a great alarm clock around his neck. To say he
was unusual would be understating it.
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Well, at the same time, he was a genius. And maybe we look
back—we look at the British system—maybe I look at it too much
because they have been penetrated far more than most systems
have. But could you amplify on what you were saying in your last
remarks there? I was very interested. You pointed out that the Air
Force can contribute significantly to the overhead mission and we
shouldn’t keep them out. : :

Dr. ScHLESINGER. The first point I would make, Senator Chafee,
is that you can’t make the Intelligence Community neat, which is
what you say about your nervousness when you look at organiza-
tion charts. It can’t be done. If you have a clean organizational
chart, it doesn’t tell you how it operates. These organizations oper-
ate through informal contacts, targets of opportunity. One' of the
worries that we have, Senator, is that the Intelligence Community
may have become too bureaucratic and that it lacks the capacity to
absorb these human oddities of the sort that you describe. The Eng-
lish are much more tolerant—at least in the past have been far
more tolerant of deviations, as it were—than we have been, and
that the people that capture much of this work are those outsiders,
those people who are different. :

So I think that we must recognize that inherently there is ambi-
. guity in the structure of the Intelligence Community. You are at-
tempting to define something for which there is no good resolution.
And that if you are over precise, then you are in danger of losing
something that it is important to catch. ' .

Senator CHAFEE. At the same time, that is not to say that what
we have is perfect, because I think that one of the things we—at
least I got out of the confirmation proceedings of Mr. Gates—was
the fact that when these analyses would come up through the
chain of command, they were scrubbed and scrubbed and scrubbed,
although Gates himself, as Director of Analysis, had 'a record of
-moving the material along quickly and not holding it up and not
delaying. He made extraordinary accomplishments as far as being
able to read and comment upon the analyses that came before him.
Nonetheless, certainly I got the feeling that there is a pretty heavy
layer of bureaucracy within the current system.

Dr. ScHLESINGER. Well, I think that there is always that danger
as the system gets bigger. Particularly during the 1980’s, with the
growth of the Defense budget, the number of employees expanded
to a level that has not been seen before, and as you have a larger
organization, you are almost inevitably going to have more players,
simply because the span of control of senior officials is not infinite.

I think I will stop there. ‘ '

Senator CHAFEE. Well, I appreciate your views and again want to
thank you for coming here. Let me just say that when you look
back at some of our great intelligence achievements, for example,
the breaking of the Japanese code in World War II, and the intelli-
gence work that was done-leading up to the Battle of Midway,
which is set forth so well in Incredible Victory, that it just involved
- a handful of people that were doing this, and the most loose organi-
_ zation structurally, but they did it in a most extraordinary fashion.

So I am not saying that no form of—no organizational chart nec-
essarily produces excellence, but like you, I share your concerns
that it all may be too formal. »
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Dr. ScHLESINGER. May I make two points on that, first that one
of the questions that this Committee may well address itself to is
whether or not the process has become too bureaucratic, that you
have lost the informality and the insight of a few individuals of the
sort that did the breakthrough on MAGIC.
Secondly, the reference to Midway and the breaking of the code
underscores a certain point. We are behaving today in a different
way from the way the Intelligence Community grew up. In the
past, we have always thought of a need to know, that nothing is
written down in legislation if you can possibly avoid it. -
Now in looking back, one detects that there are many lacunae, as
it were, in the legislation. That does not mean that there were not
activities or organization or procedures in place, it simply meant
that they were not written down. )
I think the Chairman in his Floor statement said, for example,
that Mr. Truman established the NSA in 1952. At that time, one
did not even mention the existence of the NSA. It was something
as a result of World War I, 1917, it was prohibited to even discuss
in the press a critical element of signals intelligence which re- -
mained classified down to modern times. We sometimes as we look
back forget that there were procedures in place, and that what we
are doing now to some extent is to impose new and different stand-
ards to judge activities of the past which were based upon quite dif-
ferent standards. If you think about these past results, there were
all sorts of informal procedures, word of mouth, things that were
written down, the NSCIDS that were under close hold that no one
discussed, things never got into the press. Perhaps that was a hap-
pier world that some of us might want to go back to. I am not sure
that we will get there.
But the standards that we have today should not be based upon
what we regard as acceptable behavior today as opposed to what
the Community was based on then. Most of the organizations
which we are discussing today were classified in the early period.
They could not be mentioned in public.
Senator CHAFEE. Thank you. Thank you, Mr. Chairman.
- Chairman BorgN. Thank you very much. I applaud what you just

said about the concern about the bureaucratic nature of so much of
our process now. I think many of us have had that feeling. I heard
Senator Warner also comment when you made that statement that
a sort of bureaucratic mindset is contributing to the lack of sharp-
ness and depth of analysis, at the real clash of views you talked
about earlier, and the direct communication of them. I know the
Committee would welcome any additional thoughts and suggestions
you might have especially in writing, on that particular subject. A
common theme time and time again as we have confronted individ- -
ual situations around the world has been we have felt that we have
gotten too bureaucratic. :

And as you said, the analysis—often the NIE comes out like a
diplgmatic document as opposed to the kinds of real input that you
need.

Senator Warner.

Senator WARNER. Thank you, Mr. Chairman. I associate myself
g}llta}} your remarks and those of my distinguished colleague, Mr.

ee. :
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We can’t quite have the tenure concept that we do in the univer-
sity college structure, but to the degree we can achieve that and
allow individual freedom and individual expression within the In-
telligence Community and creativeness, it's what has made this
system work and survive through the many years.

So I hope we don’t swing it too bureaucratic. And I am sure, Mr.
Chairman, that if we eventually have a piece of legislation, the pre-
amble will assure that to those who serve. And I would put as one
of the highest priorities of the DCI is recruiting the quality of
talent we need..And that is not an easy job today.

- In your view, Mr. Secretary, is intelligence too divorced froim
policy? Particularly when we refer to the intelligence agencies lo-
cated within the various departments of the U.S. government?

Dr. ScHLESINGER. I think that one should not make a generaliza-
tion of that sort. It depends in part upon the heads of agencies, or
in the case of national intelligence, on the attitude of the President
of the United States. ' .

. In order for intelligence to be effective, somebody must be listen-
ing. One cannot compel people seriously. to listen to what is being
said by the intelligence analysts, but I don’t think that one can
make that kind of generalization. I believe that within the individ-
ual departments, that the normal procedure is for very close atten-
tion to be paid to intelligence. Particularly is-this true in the De-
partment of Defense as one approaches wartime circumstances.

Now there may always be an overriding postulate such as the
Chinese would never dare to introduce forces into North Korea,
and that that results in a suppression—intentional or unintention-
al—of evidence that indeed the Chinese just might have done that
very thing. But most of the time there is an eagerness to pick up
new information. '

Now with respect to the senior national level, that depends very
much-on the style of the President of the United States, just as be-
havior within the CIA complex depends upon the style of the DCI.
A President may be very interested as the present President is, in
intelligence products. Other Presidents have not been interested in
it. . : -

Indeed, very frequently the President and the Secretary of State
and the National Security Advisor have been, let’s say, to Moscow -
and have seen Brezhnev in the flesh, or seen Kosygin in the flesh,
and some academic type out at Langley tries to describe what they
are like, when they themselves have had extended conversations.
Under those circumstances it is not surprising that a President will
think that he knows better or a Secretary of State believes that he
knows better. Regrettably he may reject evidence that he should be
willing to take into account. :

But I think that one cannot generalize at the national level, Sen-
ator Warner, because I think it depends very much on the individ-
ual, the degree of curiosity, and the like. '

Senator WARNER. Currently the Department of Defense has an
Assistant Secretary for Command, Control, Communications and
Intell. What is your view on whether we should separate the intel-
{igence?part by creating an Assistant Secretary of Defense for Intel-

igence? - .
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And T might note, when you were Secretary of Defense did not
that post exist? I know it’s come and gone through the years, but 1
am trying to go back. I had the privilege of serving with you, but 1
can’t remember.

Dr. ScHLESINGER. No, I created the slot for C3. Let me give a bit
of history on that. In the old days we used to talk about command
and control. Then it became command and control and communica-
tions, C3. And then finally it became C3I, because of the intimate.
relationship between these communications capabilities and the
ability to deliver relevant defense information to the field.

Senator WARNER. Right.

Dr. ScHLESINGER. I think that General Schwarzkopf’s principal
concerns about intelligence relate primarily to communications
and that capability. Now there is therefore the capacity to fight
wars and in regard to fighting wars, there is an intimate relation-
ship and I can well understand the desire to have a single Assist-
ant Secretary with purview over C31. However, there is also some-
thing else, which is long-range intelligence, what Saddam Hussein
is planning to do, or where Yeltsin is going, and that is different.
That does not depend upon communications. And to the extent
that this Committee wants to have somebody in the Department of
Defense that it can turn to with regard to these issues, there is
more justification for a separation.

I think that you want very carefully to see that these activities
remain wedded insofar as relevant defens¢ information. You may
want to encourage the Secretary of Defense to have somebody who
can be responsive to you with regard to this other type of intelli-.
gence question. But let me add that I think that by and large, to
the extent that the Congress will allow it, that the Secretary of De-
fense should be left to organize his own office. And if he believes
that—— ‘

Senator WARNER. Why don’t you just leave it at that and let me
slip in two more quick questions. Should the DCI have taskmg au-
thority over the intelligence assets in a theater supporting a CINC
during, let’s say, a wartime s1tuatlon‘7 Or should a CINC have the
total control?

Dr. SCHLESINGER. I think that the DCI must retain control in the
event that there is more than one engagement going on. If there is
only one conflict going on, then the DCI should be responsive to the
CINC. But you could be having conflicts in two places, and a CINC
wants all of the assets all for himself. Understandabl

Senator WARNER. But he’s the one ultimately hefd accountable
by the President of the United States.

Dr. ScHLESINGER. But if you have two CINCs engaged—

Senator WARNER. | understand.

Dr. ScHLESINGER. Somebody has got to make the division. In
regard to war, however, when you are at war, the responsibility
should shift, if there’s only one engagement, towards the CINC in
command.

Senator WARNER. Lastly, in your view should the D1rector of
Central Intelligence be a statutory member of the NSC?

Dr. ScHLESINGER. He should not be a statutory member of the
NSC, Senator Warner. The Chairman commented in his opening
remarks that the DCI is not mentioned in regard to the NSC. If
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you want to say that he should be an adviser to the statutory mem-
bers, I don’t see that that does any harm, but he should not be a
statutory—— .

Senator WARNER. In a sense he’s that now. _

Dr. ScHLESINGER. Exactly. It would be putting in legislative form
what has existed now for 40 years. But, as the Chairman said, that
is not mentioned in the statute. Maybe Congress wishes to do so.
But he should not be a statutory member. The Intelligence Commu-
nity exists to serve the Department of Defense, the Department of
State and others. He should not be on an equal footing with them.
They should, of course, be respectful of judgments that he may
make, but he is there to serve them, and he should not be a statu-
tory member. : _

Senator WARNER. I presume those same points of logic would say
he should not be on the Cabinet. _

Dr. ScHLESINGER. I don’t think he ‘should be in the Cabinet.
Indeed, I think that that probably has been a mistake. It has
drawn some DClIs into areas that really they should not have much
contact with. ' ,

b ?e;laitor WARNER. I thank you for coming today. It has been very
elpful. .

Chairman Boren. Thank you very much, Senator Warner. Sena-
tor Cranston. '

Senator CrRANsTON. Thank you very much. I have a prepared
statement I'd like to appear in the record.

Chairman Boren. We will insert it in the record.

[The prepared statement of Senator Cranston follows:]

OPENING STATEMENT OF SENATOR ALAN CRANSTON

" Mr. Chairman, I want to commend you for putting forward your legislation on the
reorganization of the Intelligence Community. I believe that your bill and these
hearings serve as an important starting point for us to institute reforms in the way
our Intelligence Community is structured. ‘

Our intelligence organizations have evolved over the last forty years in response
to the now-outmoded intelligence needs of the cold war.-And yet here we are with
agencies still steeped in a cold war mentality. Events are moving too rapidly for us
to expect the Intelligence Community to evolve on its own to meet the changing
needs of policymakers operating in a fastly changing world. We have a unique op-
portunity not only to lay the groundwork for management reforms, but to spur the
Intelligence Community to examine broader policy issues that get at the very es-
sense of how we have defined and provided for our nation’s intelligence require-
ments. -

In this era of declining defense budgets, it is also imperative that we explore
every feasible way to cut costs and save money without impairing our intelligence
capabilities. This discussion parallels the ongoing debate about how to cut defense
spending. Just as we work to restructure our forces to respond to changing threat
assessments, we must consider how the “new world order” dictates changes in the
way we meet our intelligence needs. )

These hearings will begin that discussion. I look forward to hearing the views of
our witnesses.

Senator Cranston. I welcome Jim Schlesinger. You've come to
us with a very unique background, and therefore, your thoughts
are very interesting to us. As you know, we had a lot of charges
made during the Gates hearings about politicization of reporting.
Some of those charges seem to be unfounded. Do you feel that any-
thing in this proposed approach to reorganization would diminish’
or perhaps cause more politicization of reporting by agents?
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Dr. ScHLESINGER. I don’t see any reason that it necessarily would
lead in that direction. As I indicated in my prepared remarks, I
think that one of the best defenses against politicization is to have
competing centers of analysis. If the legislation were to move in the
direction of reducing that, then I would be fearful. Absent that,
however, I think that the avoidance of politicization depends upon
the strength of the analysts and also the forbearance of their sen-
iors to listen carefully to evidence that they may not entirely wel-
come,

Senator CransToN. Given the new world we're in it seems very
likely that there certainly will be reductions in military spending
and presumably in intelligence spending. Do you have any specific
recommendations on how we can go about cutting costs without di-
minishing the receipt of information we need?

~ Dr. ScHLESINGER. I have stressed that there can be manpower re-

ductions. I think that they can be substantial reductions, for exam-
ple, in SIGINT activities we no longer need to listen to the activi-
ties of every radar establishment in the former Soviet Union. The
number of people in the Community can be substantially reduced -
and the expenditure on collection systems can be substantially re-
duced—and must be as the Defense budget goes down.

Senator CRANSTON. What are your views on declassifying the ag-
gregate figure for intelligence. Would that lead to more account-
ability and perhaps also help to some degree in making cuts that
are appropriate? A

Dr. ScHLESINGER. Instinctively I lean against that partly because
perhaps I'm too much of a traditionalist. I think that it is a ques-
tion that appropriately should be asked at this time however. 1
think that you might want to get some fresh views rather than
people who have grown up within the Intelligence Community. A
problem with providing that figure publicly is that—and officially
as opposed to what appears in the press from time to time—is that
it makes the -intelligence budget an obvious target for attack for
those who want to acquire resources for pet programs of their own
or for reduction of the deficit or what have you.

"Senator CRANSTON. What are your views on doing more in the
realm of economic intelligence? Mr. Gates expressed the view that
it should certainly not be done in a way that would be of direct -
benefit to any one corporation or company as against others. There
is, I think, quite a widespread view that it could be helpful in deal-
ing with proliferation problems.

Dr. ScHLESINGER. I think that there is a good deal of activity
with regard to foreign entities that may be providing supplies that
we indeed can very effectively use, and we have used. We have con-
veyed information to the German government with regard to some
of their suppliers, as I recall it in the case of Libya, which the
German government was not entirely happy about receiving and
did not respond to. So I think that kind of economic intelligence is
quite worthwhile.

I think Mr. Gates’ pecint is that insofar as one is learning some-
thing that may be of value with regard to what foreign competitors
_may be doing or technology available to foreign competitors, in the
American system as opposed to other systems, it is very hard to
disseminate that information. fairly. In other systems, there is usu-



198

ally a favorite corporation—let’s say in air transportation. We
don’t have that system here in the United States. We must treat
~ all corporations equally. - - C :

The notion that we should be doing a lot more in economic intel-
ligence has been around for at least for a quarter of a century, and
probably longer than' that. I remember former Governor Connally,
when he was head of the PFIAB, pressing President Nixon that we
should be doing far more in this area. We've never developed a de-
livery system as it were to make use of certain types of economic
information that might improve the competitive positions of Amer-
ican firms. But there are all sorts of economic issues, trade issues,
monetary issues on which we can collect economic intelligence to
our own benefit. -

Senator CRANSTON. Thank you. That’s a very helpful, construc-
tive answer. 4 4 ’

One more question. Do you feel that there are steps that we can
take. in conjunction with reorganization to reduce classification ,
where classification is really not necessary. As you know, every- .
where reports and so forth get classified in a rather broad sweep of
the brush beyond what is really rational. '

Dr. ScHLESINGER. Well, sometimes they get classified not because
they contain secret information, but because they contain embar-
rassing information, and there’s no reason for those to be classified,
and that’s a misuse of the classification label. I think that there
have been from time to time procedures set up to encourage declas-
sification. I think that much information that involves negotiations
and personalities of the past can be declassified. I worry a little bit
about the declassification of certain types of technical information.
For example, when the United States decided that it didn’t want to
make use of magnetic separation of uranium because it was too in-
efficient, it dumped all of that information into the public domain.-
We thought that it was quite inefficient at that time. Saddam Hus-
~ sein did not think it was that inefficient, and no doubt drew upon
the revelations of the American government of many decades ago.
So I think that with regard to technical information we must rec-
ognize that there are a number of states technically more back-
ward than we are that can find processes, which we regard as obso-
lete, quite useful to them for their purposes. '

Senator CRANsTON. Thank you much.

Chairman Boren. Thank you very much, Senator Cranston.

Senator Murkowski. -

Senator Murkowskl. Good afternoon, Doctor. I apologize for
having come in late. I was with Secretary Eagleburger on another
matter of significance. ‘

You indicated your frustration with bureaucratic inefficiencies,
and I would suggest that intelligence is not unique in that regard;
but inefficiency is found in almost every form of administrative ac-
tivity I have seen. You've also indicated that you can’t make intel-
ligence “neat.” My question. to you, sir, is this: while your focus is
decentralization, which I happen to agree with, how can we also
have accountability? I can’t think of anything more frustrating
than to have served on this Committee for the last almost eight
years and to try to identify accountability in such a vast system.
Take, for example, the Moscow embassy debacle where we looked
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to find someone to hold accountable for decisions that were idiotic,
that nobody should have made had they related to reality, and we
found nobody who's responsible because the system is set up that
way. Or, where we’ve had situations where clearly security inter-
ests have been overlooked of a very, very basic nature. As I under-
stand the bill that we have before us, in the sense of the reorgani-
zation effort, we're concerned with how to address accountability
and yet have a flexible system that is, as you suggest, decentral-
ized."Can you have both worlds, accountability and decentraliza-
tion, and how do you structure it? That's my bottom line in this. If
I contribute anything to this, that's what I want to do.

Dr. SCHLESINGER. First point, Senator Murkowski, is we need
more centralization with regard to collection activities, with regard
to. decisions about assets—collection assets in particular. What we
want to avoid is that tendency with regard to centralization in
those areas spilling over into analysis, because that precludes the
kind of competitive thoughts that we need. But I am not talking
about decentralization in general—only with regard to analysis.

And I think that, as you may recall, Senator, I had the special
pleasure of responding to Secretary Shultz's request of doing the
study on the Moscow Embassy, and I think that one can delineate
accountability with some degree of clarity, which I'll be happy to
do sometime in private.

With regard to the establishment of an NSC Committee, it is
somewhat like the PFIAB as originally intended, which was, you
know, go back there, find out who goofed. And it turns out that you
don’t—senior officials and Presidents don’t really like to have that
information made public. Not that you can’t find the accountable
party, it's that there is regret because it may be embarrassing to
certain people within the Administration. But I think that you can
find the accountable parties.

Senator Murkowskl. I think if we relate back to that particular
episode, we would all agree that the system itself was structured in
such a way as to almost avoid accountability. But maybe it depends
on what side of the table you are on. Our responsibility is over-
sight. Oversight implies that you have the capability of holding
someone accountable for action. On the other hand, the Adminis-
tration, when the Moscow embassy happened, they looked for any
excuse—well, you know, ‘it was somebody else.”” I mean, that issue
was blamed on everybody but the gardener relative to who made
decisions along the way. And I think we can cite time and time
again the difficulty of finding accountability. And accountability is
easy to find when things go right. When things go wrong, why it is
a different matter. : '

Tell me, this particular Bill, S. 2198, creates—at least the termi-
nology that has been adopted is an “Intelligence Czar.” Now, when
you were DCI, did you find that you lacked the necessary tools to
perform the work that you felt had to be done, or did you need
more capability in the sense of having more authority.

Dr. ScHLESINGER. I think that further delineation and clarifica-
tion of the head of the Intelligence Community’s authority is desir-
able. I don’t think that one should establish an Intelligence Czar in
the sense that he commands the assets throughout the Community.
The authorities of the DCI have regularly been ample if he has the
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backing of the President and if the other members of the Adminis-
tration believe that he has the backing of the President, they will
incline to be deferential. That I think is the heart of the process
except for one thing. Certain DCI's have not wanted to exercise au-
thority outside of the Central Intelligence Agency. They have been
drawn to—they have grown up in the OSS or before them with
those kinds of activities, and they have been reluctant to press else-
where. If they are reluctant then no further grant of authority is
going to change their attitudes.

But I think that for the most part the authorities are there. Fur-
ther delineation would be helpful. ‘

Let me add, that General DeGaulle said, “Failure is always an
orphan. Success has a thousand fathers.” :

Senator MUurkowskI. In having served as both the Director of .
Central Intelligence and Secretary of Defense, would your last
point, regardless of which position you are in, that the commitment
of the Commander in Chief to the DCI is the basic bottom line,
almost making irrelevant a given structure or adequate budgeting
or developing and executing programs?

Dr. ScHLESINGER. I think that it is the ultimate bottom line. I
think that you need to have guidelines that allocate, in a rough
way, responsibilities. Which is what this sort of legislation is all
about. But unless a DCI or the Secretary of Defense or the Secre-
tary of State has the backing of the President, it doesn’t matter
what legislation that you write. The President can call upon any-
body, whether or not he is in an official position or not to provide
advice in particular areas.

We try to channel advice, but it .depends very much on the per-
sonality of the President. And we all know of many cases, distin-
guished cases, such as Colonel House in World War I and Harry
Hopkins in World War II in which somebody essentially not in the
official structure had great influence on policy. So if the President
is inclined that way, he is the head of the Executive branch under
the Constitution.

Senator MURKOWSKI. Last question. I wonder if you would just

highlight very briefly the portion of S. 2198 that you most support
as you have reviewed it, and also highlight the portion that you
fear the most. Your views would be helpful to both the Chairman
and myself. : :
- Dr. ScHLESINGER. My greatest concern, as I have indicated earli-
er, is that budget authority outside of his areas of responsibilit,v
and inside other agencies and departments, go to the DCI. 1 don't
think that he can effectively execute that authority. And that if
one attempted to do so, that one would both weaken the intelli-
gence process within those other agencies and departments, and
that it wouldn’t work, simply because his agents, as it were, would
be distrusted by the standard people in the department and that
they would find other ways of getting advice. Even if it were inferi-
or advice, it would be better trusted. That would be my greatest
concern, .

I think in the area of collection, the proposals with regard to a
new rearranged imaging service, in - particular, and the NSC ar-
rangements deserve very careful attention on the part of the Mem-
bers of this Committee. Let me say, however, that one should be
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careful to avoid making stovepipe arrangements in their entirety
becatise one needs cross fertilization between SIGINT and imagery,
that you don’t want to drive that up to the level of the DNI or the
DCI. Relay satellites, to take one example, can apply in both cases.
If you have stovepipes, you're going to have higher expenditures.
So I think that this area of collection and right now imagery in
light of lessons learned from the Gulf War may be most deserving
of attention by the Congress and by the Executive branch as well.

Senator Murkowski. Thank you.

Chairman BoreN. Thank you very much, Dr. Schlesinger. And
again, Members of the Committee, I am sure, are going to want to
address some additional questions to you, perhaps in writing.
We’ve discussed some additional areas where we would value your
thoughts. This is the beginning of a dialogue and a process, and I
hope you will regard this as an open invitation. As you have
thoughts about how we should proceed, please bring that advice to
us because we would greatly value it. .

Dr. ScHLESINGER. Thank you very much, Mr. Chairman. I may
‘accept you invitation more than you desire.

Chairman BorgeN. No, it will not be more than we desire. We
hope you will. Thank you very much for spendmg so0 much time
with us this afternoon.

Dr. ScHLESINGER. Thank you, Senator Murkowskl

Senator MurkowskI. Thank you.

Chairman BorgN. Qur second witness this afternoon is retlred
General William E. Odom. General Odom, we welcome you. Gener-
al Odom is another whose counsel we regularly seek on matters
before this Committee. He is familiar to all the Members of this
Committee. As former Director of the National Security Agency, -
former Assistant Chief of Staff for Intelligence at the Department
of Army, former member of the National Security Council staff,
former Attaché in Moscow, General Odom brings a wealth of per-
sonal high level experience in the intelligence business. And to
show some balance with our previous witness, he has most recently
served as Visiting Professor at Yale which pleases all of us there.

It is not just a matter of his experience, it is a matter of his in-
sights and courage to make them known. I have always found him
to be a very provocative witness, willing to think creatively and to
state his views candidly. That kind of straight talk that he has
always been willing to give this Committee has added to its value
immeasurably. We are very fortunate to have had a person of his
candor and his intellectual honesty serving in our government.

Last spring, as my colleagues may recall, we heard from him just
as we were beginning to get our thoughts together on possible reor-
ganization initiatives. I would be less than candid if I didn’t admit
to borrowing some of his ideas and concepts and including some of
them in the bill before us. I don’t want to burden him with the re-
sponsibility for the version in this bill, but certainly his ideas stim-
ulated our thinking in many of these areas, and we are very grate-
ful for that.

General Odom, as always we are pleased to have you with us this
afternoon, and we would welcome your comments.

General OpoM. Thank you very much, Mr. Chairman.
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.Senator MUuRkowsKI. Let me join you, Mr. Chairman. I want to
welcome you, too. Please proceed, General Odom. :

STATEMENT OF LT. GEN. WILLIAM E. ODOM (USA RET.)

General Opom. Thank you very much, Senator Boren. It’s an
honor once again to appear before this Committee and to address
the f(}mdamental issues that your draft legislation places on the

agenda. )

Now, you asked me specifically to deal with a number of very
broad themes, and then to follow up with some specific ones. The
task is large, and I shall therefore begin with the general questions
and move down to the narrow ones.

. Your first question considers how the Intelligence Community
should make the transition to a world where the Soviet Union no
longer poses the kind of threat we have been anticipating since
World War II. Now I take this not to mean a structural transi-
}:‘ion—thatfs your second question—but rather changing target
ocus. '

I do not share the view expressed by many that the intelligence
task will decline in the future in the new era. On the contrary, in
some ways I think it has increased and will continue to do so. In
the past we had a clear and present danger. The choice of targets
was clear. They were difficult targets—the Soviet Union, for exam-
ple—but they were nonetheless obvious. The Cold War era was ex-
ceptional in that regard. '

I think we are now back to normalcy where the proper targets
are more obscure, often diffuse—as they were before World War II.
Now the difference today is that we remain globally engaged as we
were not before World War II, and notwithstanding talk of a new
isolationism, I believe we will probably remain engaged.

- If that is true, then we will continue to be concerned with mat-
ters of peace and war at least in four major regions of the world:
Europe extending to the Urals; Northeast Asia; the Middle East;
and the Caribbean littoral. Maybe beyond that, but I think that is

a minimum area. :

Diplomacy and economic cooperation, of course, will involve us
far beyond those limited regions, but I think there those four are
where we would be seriously concerned with military issues.

Now, this view of the future suggests a fairly straightforward so-
lution to the problem of new directions in the Intelligence Commu-
nity. Political and military intelligence about all these regions—
about all the regions of the world but primarily these four—will .
dominate. As the transition takes place, I believe the role of Mili-
tary intelligence will become a much bigger part of the overall
effort than is generally believed. .

I know this sounds counterintuitive, but let me try to explain.
Political analysis, if it is solid, inevitably depends heavily on open
sources, particularly media and academic work. One could do quite
a respectable job without clandestine sources. But they will be nice
to have for managing current developments in diplomacy and an-
ticipating crises. :

Now, clandestine political intelligence becomes most important
for dealing with closed societies. The number of those societies in
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this era, this new era, is smaller, and they deserve the priority for
that kind of collection. I would cite, for example, North Korea,
Vietnam, China, Libya, Iran and so forth. Here the role of sensitive
intelligence collection inevitably is greater.

Military intelligence in the past could be focused primarily on
the Soviet Union. Today, small conflicts are probable in several
parts of the world, and the weapons available there come from a
wide variety of sources, including our allies who sell these weapons
abroad. We may, in those conflicts, face some of our own weapons.
Third World military arsenals can change quite rapidly. This was
not true of the Soviet military. In many ways, it was a far more
predictable target than the armed forces of Iraq in 1990 and 1991.
Large in size and based on serial production, the parameters and
characteristics could not be rapidly changed. :

A Third World country with adequate funds may trade out a
large part of its weaponry, renew it from different sources in a
very short time. The mix of weaponry creates an added intelligence
pulee. Several types of the same weapons may be in such an arse-
nal.

The changing technology of weapons adds to the military intelli-
gence problem. Additional complexities are created for analysis
and estimates. Changing military and industrial production capa-
bilities. Some very advanced plants in the Third World, for exam-
~ ple, present a new challenge.

I could go on at length including areas that are not mentioned—
that cannot be mentioned in unclassified testimony, but I think the
point is clear. The tendency will be, I think, to underestimate the
intelligence effort needed in these proliferating military areas.

Going back to normalcy and having no single threat, yet remain-
ing broadly exposed in the world, means we face a different intelli-
gence task, especially in the military area. The challenge will be to
hedge against.the risk, the uncertainty, and to avoid surprises.

Now, if we err in emphasis on sensitive intelligence collection
and analysis, I think it ought to be in too much attention to these
military targets. And I'll make this point because I fear an error in
the opposite direction. Most military collection is not very glamor-
ous. Thus, it may fall by the wayside if we become captivated by
the image of “Reilly, ace of spies.’ '

Your second question concerns the structure of the Community
and how it served in the past and what alterations it has. I know
you have heard Dr. Schlesinger’s remarks earlier, and some of
mine are going to duplicate it, but let me make them anyway.

Overall, the Intelligence Community, I agree, has performed re-
markably well. Some of the more egregious errors, such as esti-
mates of the Soviet economy and Soviet military burden are diffi-
cult to excuse, but any curious policymaker who really wanted to
know could find critics who offered grossly different assessments
from the CIA that turned out to be closer to reality.

I have always been impressed at the degree to which our surveil-
lance system or surveillance regime—and I use that scmewhat
broader term than the Intelligence Community—has actually over-
whelmed all the competition in the world. In a relative sense, U.S.
policymakers and military commanders have enjoyed a vast advan-
tage, so great at times that one wonders that our adversaries were
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willing to challenge us. When policymakers and commanders have
really demanded intelligence support, they have generally been
. well served. ‘

In the more technical means of collection, we have enjoyed espe-
cially tremendous edge over all the opposition, and we have experi-
enced not only success with these means, but also dynamic-change
and improvements through innovation.

The dynamic technical change has been, I think, both a blessing
and a bane. Twenty years ago no one could see precisely where it
was leading. New synergisms have been discovered—surprising
ones on occasion. All of these were blessings. The institutions of
the Intelligence Community, however. have remained more or less
unchanged. At their creation and for a long time, they worked

-well. Lack of change, however, has often prevented full exploitation
of much of that capability. It has also led to some poor manage-
ment arrangements where responsibility for costs and for output of
intelligence are disconnected, leading to large inefficiencies. Any
specialist in organization theory would predict precisely this out-
- come. It happens in all big organizations.

Here is where I am really encouraged by your proposed legisla-
tion. It seems to me to address head on a number of these kinds of
issues. I have some problems with the details on one or two major
points, but on the whole, I find the Bill insightfully drafted, and if
I simply had to take it whole, without modifications, or nothing at
- all, I would readily accept it. That’s my overall judgment.

Let me be more specific about some of the details of the draft.
You know from my testimony before this Committee earlier that I
favor strongly the concept of three discipline managers, for
SIGINT, imagery and HUMINT. The Bill seems to provide that
role with NSA, the new imagery agency, and the CIA separated
from the DCI who now becomes the Director of National Intelli-
gence, as the HUMINT chief. Equally if not more important, I am
delighted to see that you put the Directors of NSA and NIA in
charge of programming and executing the monies for overhead col-
lection. This will allow them to make the appropriate trade-offs be- .
tween the overhead systems and other systems, seeking more effi-
ciency in the mix of the way we do thing with collection against
the same targets overhead, in the air and on the ground.”

Now let me give you an example to kind of clarify this point.
Now with the absence of an imagery agency, there is no one who
can say whether we have too much or too little overhead collection
as opposed to aerial reconnaissance, RF-4's, for example, or U-2's,
or hand held cameras, or ground based electro-optic systems or a
variety of other things. There is just nobody in a position to give
the answer to the DNI, DCI, or whoever you want to say, about
what that mix is. Back during the days of the Central Front in
Europe when I was Assistant Chief of Staff for Intelligence in the
Army, I used to examine the shortage of imagery for Central Front
targeting. In principle there was plenty of imagery capability but
there was no way to get it to tactical users, because it was all over-
head. Moreover, it was not related to what imaging capability was
in the theater on the ground. The new imagery agency could put
together that kind of program mix, which is indeed encouraging.
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If this authority is used well, I think it could lead to great sav-
ings in cost. Providing the authority, of course, will not ensure its
full use. That will take strong and innovative leadership at the top
of both NSA and the new NIA: Within these agencies there will be-
a lot of bureaucratic resistance, and no organizational trick will
compensate for weak and unimaginative leadership.

Let me add parenthetically another point that I do not want to -
see confused from Dr. Schlesinger’s testimony. We were talking
about procurement capabilities in the Air Force as opposed to the
CIA for certain overhead systems. I don’t think you have to destroy
any of that contracting capability. That contracting capability can
be kept in place; nobody gets fired. They just get their money
through another source, and they are responsive to that source.
And as a result of that, I think you'll get a more effective program
performance. .

Chairman BoreN. You don’t have to have any of the disadvan-
tages Dr. Schlesinger talked about, because you are not recreating
the procurement agency or those with expertise. You’re not moving
that away and putting it at CIA. S

General Opom. Not at all, and I think that really needs to be
made clear because I think a lot of spurious arguments are going to

" be advanced against the bill along that line.

Now the new DNI stands above the three collection disciplines in
a position to allocate resources among them. And the collection dis-
cipline chiefs are in a position to give the new DNI solid answers
as to how to make budget decisions or additions—reductions or ad-
ditions, relating them to the likely impact on the collection. The
present system makes this very difficult to do. You know, I testi-
fied to this effect last year. I described the National Foreign Intelli-
gence Council where the poor DCI didn’t have a man in the room
to give him the answer to whether he should buy more HUMINT,
less HUMINT, more imagery, less imagery. And this would put
that cast of characters in the room who would be able to answer
the questions. If they can’t answer the questions, then the DNI
ought to fire them and get people who can answer them, because
they have been given the authority. ,

If your Bill only introduced these changes, it would go a long
way towards providing a structure that would adapt readily to the
new technological opportunities and manage expenditures more ef-
fectively. Let me again add that it will not ensure these results, but
it makes them possible in a way the present structure prevents.

One of the objections you are sure to hear about your proposal
for the overhead procurement is that under NIA and NSA, it will -
be concerned with the short run, and these agencies will not spend
money on high risk technology projects. The danger is real. I con-
fronted it within NSA and in the Army. The DNI’s staff—if he has
a staff and he wants to use it—must have an S&T section with ter-
ribly competent scientists who can help him discover this propensi-
ty in these agencies and elsewhere. .

If these agencies are reluctant to make the investments in high
risk projects after some prodding, then the DNI should have the
means to let his S&T staff seek out a vendor who will create a
Skunk Works and try this technology. The DNI can provide the
monies to that staff, give them a small contracting staff to help
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them, and add a Sunset Rule—three year or five years, limiting the
number of years in which this project can be pursued. If it suc-
ceeds, it will be easy to sell to the potential users in the NIA or
NSA. If it fails, the project should be ¢losed and no enduring bu-
reaucracy left to continue to spend money idly. :

So I think there is a clear answer to those who say innovation
will be lost, and I think those who say that should also examine
closely the recent record of innovation in the present system.

The present overhead system perhaps made some high. risk in-
vestments, but as I have just said, I don’t think that they’'ve contin-
ued that in more recent times. '

Now let me turn to the areas where I am less enthusiastic about
the Bill. I am inclined to agree with much of what Dr. Schlesinger
said about the DNI having an independent budget. I can under-
stand and strongly support the DNI as a program manager of the
National Foreign Intelligence Program. Budget execution is an-
other matter. I do not see how he could effectively do this inside
other departments; nor am I sure that that responsibility really
helps him achieve the things you want him to do. Monies have to
be sperit for the programs for which they were appropriated. If the
DNI controls the programs and you authorize and appropriate it
for them, the money will be spent for those purposes no matter if it
is executed under Defense, State, or other departments.

I heard you say earlier that there was a lot of reprogramming
that goes on without his oversight. That may be the case. If the evi-
dence is abundant—I mean, if those figures turn out to be large,
then I am prepared to reconsider my view. I also think under the
present arrangement there is no reason the DCI couldn’t have to
sign off on whether or not these reprogramming steps are taken
over a certain level of money. For minor levels of funding, you
don’t want to be bothered with that.

Chairman BogreN. So let me understand you: If, let’s say Agency
X, maybe a part of DOD, receives an appropriation based upon an
intelligence purpose and the DCI has put it in the intelligence
budget. In essence, that agency can internally reprogram it to a
non-intelligence function. What you were saying is that if it is of a
significant amount, you think .that the DCI should be vested with
authority of having to sign off on that. ‘

General OpoM. Sure. I mean, I think the Administration would
do it. Your Committee could force that informally to happen right
now if you just required it—we have to come back to Congress to
reprogram that money. If you don’t want that to happen, you could
do that right now, I believe. I thought you made a very good point
that I did not want to leave unaddressed. If there is a lot of moving
the money around uncontrolled, so that the DCI truly has lost con-
trol after the program build, that’s a matter that needs to be dealt
with. And I want to acknowledge that, because it runs somewhat
against the other drift of my testimony here. '

Now I think you could have two dysfunctions from a distinct and
separate intelligence budget. The first, the DNI will never equal
the Secretary of Defense in getting monies from the Congress. My
people at NSA used to talk about why—they used to say, we ought

"+ to have a special budget. I ought to come down here to Congress

and get the money for them, so that people in the Defense Depart-
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ment can’t steal it. Well, I would just ask them if they could imag-
ine me elbowing at the trough down here against Cap Weinberger
or other able Secretaries of Defense, and once they thought that
through, they realized we were much better off getting our money
from the Secretary of Defense than we were competing with him.

The Intelligence Community comiplains about the Defense’s nig-
gardly treatment of the NFIP, but if you look at the record, the
NFIP has grown much faster than the Defense budget. And the In-
telligence Community has, in my view, been greatly overfunded
and the Secretaries of Defense have been the ones who contributed
to this. Every Secretary of Defense I have known has fully appreci-
ated the need for intelligence. And while there may be a great deal
of screaming and threatening during the program build, when you
-get down to the final line, the Secretaries of Defense seldom starve
the intelligence area. I found them to be the strongest constituent
of the intelligence area. : '

" Now second, progress in linking and integrating the tactical in-

telligence programs with the national programs has always been
poor. The linkages are complex, and their understanding in the
military service is weak. Drawing a new formal budget line be-
tween them will slow the progress in integration even more, I fear.
The military services will most likely begin to build all kinds of du-
plicate intelligence systems under different labels, much as Dr.
Schlesinger mentioned. They will call them “target acquisition sys-
tems” or “electronic support measures” or other names to make
them sound like non-intelligence when in fact they are simply a
duplication of what you are buying in a national system.

I find this especially disturbing because one of the great advan-
tages of the new national imagery agency and the authorities you
give to NSA in programming certain kinds of monies, is that it
could in principle link the tactical and national systems, creating
synergisms and new capabilities. The leadership of NIA will have a .
steep hill to climb in gaining the confidence of the military services
so that much of this kind of program coordination can be achieved.
NSA has that problem today with tactical SIGINT. The authority
and potential you are granting the NIA with control of overhead
procurement is somewhat undercut by drawing the national-tacti-
cal boundary in budget execution. That is the practical reason that
I am disturbed.

The truly big gains, I think, in exploiting technologies in both
SIGINT and imagery, will come through these national-tactical
linkages. And the present system of overhead procurement pre-
tends to seek them, but it cannot because it does not understand or
control the whole collection program of SIGINT or IMINT. I am
talking about the present program office, the Air Force and so
forth. It would be sad to have created the institution to make the
greater and more effective integration possible and then confront it
with a new budgeting obstacle.

Now I know it is an arcane issue and I may not fully understand
your Bill in this regard, but the potential of that problem is of such
magnitude that I would just caution that it should receive close
scrutiny as you move towards final things.

Now another issue which I know you are interested—I elaborat-

ed here in my testimony and I hope you’ll bear with me—is intelli-
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gence analysis. You make it appear from the text that there will be
a considerable centralization of a lot of intelligence analysis under
the DNI. I think from the discussion earlier I may have a different
impression, so some of this may be a little off the mark. But I
repeat it just for the point.

Intelligence analysis and production needs to be highly decen-
tralized. And I like to use the computer concept. We need distribut-
ed processing, not one big mainframe. Now in the military forces,
an intelligence staff section is found at every staff level and unit
level from the battalion upward in the Army and the Marines, and
in the Navy, from the ship upwards, from the squadron up in the
Air Force. Those sections provide intelligence analysis for immedi-
ate commanders and operational staff sections. Now this function
simply has to be performed at those locations because only there
can the intelligence analyst understand the questions that needed
to be answered. Moreover they should have the technical experi-
ence to know how to communicate and get in to the signals intelli-
gence national column, the imagery- column, and the HUMINT
column. They must bring that expertise to every command level.

The case can be made for having an intelligence analysis section
on most staffs of Cabinet Secretaries, and I think with some of the
Assistant Secretaries, a similar case can be made. Otherwise, I do
not see how a policymaker will get the analysis he wants. Certainly
he and his non-intelligence staff people will not even know how to
task the collection agencies for support. He needs the analysis and
intelligence staff capability to help him understand how to do that.

At the White House—and a lot of the top heavy aspects of the
Intelligence Community in the past seem to me to hang very much
on the connection to the White House, so bear with me going into a
little detail about that. The intelligence analysis role varies from
Administration to Administration. But the White House situation
room plays a key role. It gets anything it needs and it provides
minute by minute flow, 24 hours each day. In the National Securi-
ty Council staff under the Carter Administration, that staff—the
NSC staff—used the majority of this flow and integrated the vari-
ous raw sources of intelligence coming in that way to keep the
President and the National Security Advisor abreast of intelligence
relevant to their policy areas. Now, without that kind of NSC staff
work on raw intelligence, the White House may receive a lot of in-
telligence, but it will seldom be used because of the massive flow.

There is a popular conception that the White House and to a
lesser degree the Secretaries of State and Defense depend heavily
on the DDI at CIA for analysis. There may be some cases where
this is true. I saw it happen very infrequently. They may read a lot
of DDI products, but I believe if they received none, they probably
would not miss them. And therefore I found really off the point of
all this discussion about the honesty and integrity of this various
analysis. I really don’t think it bears on anything of significance in
effective policymaking. : :

The reasons are not difficult to divine. First there are hundreds
of analysts out at CIA, too far away from the policy action to know
what’s needed. They submit studies, so-called finished intelligence,
watered down through editing, too late, usually answering ques-
tions nobody asked. [General Laughter.]
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CIA’s military analysis plays virtually no role in either current
operations at the Pentagon, or in materiel and force development.
It is not adequately comprehensive. It is too eclectic, entirely insen-
sitive to what a program manager needs in order to build a new
tank, a new submarine, or an aircraft. And in that sense the mili-
tary needs lot of tactical intelligence, that is certainly not within
the remote capability of the DDI to provide.

For the military commands in the field, the DDI may occasional-
ly provide a study that draws serious attention to some subject, but
seldom does action flow from it. .

The second reason concerns the nature of high level policymak- .
ers. They tend to be fairly clever people, highly knowledgeable of
. their areas, and therefore much better intelligence analysts than
most of the analysts within the Intelligence Community who are
trying to support them. They derive a large amount of their intelli- -
gence from the media, personal contacts, and other irregular
means. They very easily recognize the relevance of raw intelligence
and integrate it swiftly into their own intelligence picture. Keeping
raw intelligence from them, making them wait until some all
source product can be developed, is usually a mistake.

Now there are exceptions. For example, bomb damage assess-
ments during the Gulf War required tedious analytic efforts, but
these kinds of cases are well known, and staff analysts for handling
them are fairly effective.

_ Your bill seems to me to give the old DDI and the National Intel-
ligence Council a new stature and rank. Am I suggesting that it be
dropped entirely? Not quite. And I heard in the earlier discussions,
I think, some grounds where I could come to a much more common
agreement with your viewpoint on this than I had originally antici- -
pated. I think a fairly small analytic capability working directly for
the DNI can really be justified. If it is to be effective, it must look
for the gaps, for issues that are ignored by other intelligence analy-
sis staffs, and it can then do intelligence studies that wake every-
body up to the realities that they have been ignoring.

Now let me cite an example. In 1977, the DDI at CIA produced a
very good analysis on future Soviet oil production. It was much dis-
puted, got a lot of attention. The DIA, in the traditional intramural
sports fashion challenged it, said it was all wrong. Samuel Hun-
tington, who was on the NSC staff at the time, Director of Security
Planning, subjected it to outside criticism, found that it really held
up, and used it to create some policy options for the President
which otherwise would have never been conceived.

Two things are important about this example. First, no one else
in the Community took the initiative to do such a study. And here
I think that special analytic function is very important. Second, the
NSC staff took it over and related it to policy. The President didn’t
receive it from the DCI, judge it to be important and then ask the
NSC staff to use it. The system seldom works that way. And when
it does, excellent intelligence may never affect policy because it is
shown to the President, put aside, and never gets to the staff analy-
sis where it can be interjected.

Creating a small DDI to support the new Director of National In--
telligence would not ensure this kind of selective insightful analy-
sis, but it certainly would make it possible. In the final count, it
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will depend upon the wit and wisdom of a DNI and the Director of
that analytic effort.

Let me sum up this point by making a plea for retaining a lot of
distributive processing capability. And I would offer, as a guide for
determining the size of analytic intelligence units, this point: ten -
mediocre analysts will never equal one good analyst in output of
useful intelligence. We may well have ten times too many analysts
in the Intelligence Community today.

Next, the Bill puts special attention on the role of intelligence
warning. And I know this is a point of keen interest to you and
therefore permit me to make a few points about it. The motivation
for the institutionalization of it is clear, easy to understand, and 1
think those feelings are wholly justified. But I have serious doubts
that it will improve the intelligence warning.

The warning problem is complex, not easy to define precisely,
much less to place as a specific responsibility. v '
For military warning, all unified commanders with whom I have
dealt are sharply focused on this topic. Their whole purpose is to be

.ready for war, and most of them remember Admiral Kimmel and
General Short at Pearl Harbor. General Schwarzkopf was reported-
ly revising his war plans before the Iraqi invasion of Kuwait pre-
cisely because he was concerned with new threats. The command-

ers in Korea are notorious for sounding the alarm.

The system for warning against surprise nuclear attacks is com-
plex, well established, occasionally in need of repair, but hardly a
big gap in our system. Moreover, the threat of that kind of attack
has abated. The Intelligence Community warning organization,
however, will never be able to insert itself into the nuclear attack
system. It is just not needed, not to mention not welcome here.

This brings me to another kind of warning—political warning.
Why did we fail to foresee the fall of the Shah in Iran? Why did we
misread Saddam Hussein? Why did we miss General Jaruzelski’s
martial law decree in 1981 and so on? Now, I first encountered this
kind of problem when I was military assistant to the National Se-
curity Advisor in the NSC in 1977. I was told to take charge of
crisis management. How to do that was far from clear and it never
became clear to me in four years, but let me offer you some conclu-
sions I drew after four years in that position, locking back on it,
because the problem starts with intelligence warning. -

First, crises are seldom because of a lack of intelligence warning.
I heard Secretary Schlesinger make this point earlier, and I
couldn’t agree with him more. They derive from the mindsets of
gglicymakers and the failure of intelligence-policy interaction.

cond, to anticipate crises or disturbing turns of events, one has
to be focused on the regions in which they occur. While they may
be purely domestic for a given country, they usually have regional
dynamics. Third, who is in the position to focus on these regional
tensions and potential surprises? The regional experts of the NSC
staff, the Assistant Secretaries in the regional bureaus, and the re-
gional Deputy Assistant Secretaries in ISA at Defense. The Nation-
al Intelligence Officers, of course, are to be included. If this group,
for each region of the world, periodically does a close analysis of
the balance of power in its region, and looks for sources of tension
and sudden or surprising change, I think it has a fair chance of
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identifying an imminent crisis. Again, it depends on the quality of
the thought and the knowledge they bring to bear.

It is left to the National Intelligence Officer and some intelli-
gence analysts, they will find it difficult to get the NSC staff and
the Assistant Secretaries to accommodate the possibility into their
thinking. Only if those people have to participate, even lead the
analysis, will the awareness develop. Some surprises will occur
anyway.

Fourth and finally, I think there is no organizational solution to
this problem. The NSC and the interagency structure today seem
to me to provide for adequate warning if that system is used. The
crux of the problem is in the heads of the policymakers and the
staff incumbents. I know of no way to organize that will compen-.
sate for lack of wisdom, curiosity, or insight.

Therefore, for those reasons, I have hesitations about supporting
the formalization of a warning system in the Intelligence Commu-
nity. ) : -

Let me close by citing a couple of areas ‘that I think this draft
legislation will push you into. One is the internal structure of orga-
nization in the Defense Department. This Bill impinges heavily on
it. I think changes are needed there. I think you are probably al-
ready aware of some of them. But it seems to me that will be the
next chip that falls, reorganization of Defense intelligence.

I also think you may find yourself bumping into the way we are
organized for space. And I also think the government and the Con-
gress need to think through fundamentally how we are organized
-to deal with space. Let me just point out that a lot of confusion and
potential for turf fights exists here. The Space Command, or SPA-
CECOM, is a frustrated organization in the Defense Department,
‘which probably should have been called the Strategic Defense Com-
mand instead of the Space Command. It will instinctively try to
insert itself into this intelligence reorganization affair. Misguided
by the notion that its mission is space control, it must be made to
realize that space is a place; not a mission, and that there are sev-
eral mlissions in space, most of which it does not and should not
control.

I strongly support the major thrust of the Bill, and as I said ear-
. lier, I could come around to support the part I—I mean to accept
the parts I don’t now support, because I think some of the positive
things about the Bill have to be done, or the kinds of economies
and improved efficiencies you are talking about simply do not seem
to me to be possible to achieve.

Thank you very much for the opportunity to be here.

Chairman Boren. Thank you very much, General Odom.

When you talk about the current overhead imagery programs
and the mix of these programs, you talk about the fact that the
system takes little risk and by implication it is responsible for little
. innovation I wonder if you could be a little more specific with
regard to the problems. Perhaps put back on your hat as Director
of NSA. Obviously, we can’t go into any classified example here,
but into broad categories. What were some of the kinds of things
that happened that led you to these conclusions?

General OpoM. Well, let me state it as succinctly and to the
point as I can. I felt that I was required to deliver intelligence to
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lo1ts of users. And when I didn’t I got calls from people. And I was
particularly nervous when I got calls from the Chairman of the
Joint Chiefs or the Secretary of Defense that I wasn’t supporting
one of his.unified commanders. That will stimulate you to take a
lot of action. C

Very often in supporting crises which the JCS want you to pro-

vide the support for, it requires being able to readjust the focus of
“lots of very complex intelligence assets. As I got to know how that
was done, and as I watched the Agency learn how to do that more
effectively, I began to realize that people back in the design phase
of these system had never understood what we really needed—no
reason for them to, but through our learning experience we were
seeing ways to use these systems that had not been anticipated.

I wanted—— :

Chairman Boren. Redirecting them to get variations of informa-
tion that, say, a commander or someone else needed in an emer-
gency that the people that originally designed the system had no
concept would ever happen that way. : .

General OpoMm. Exactly right.

So you could say, all right now, if I had my choice in the next
budgeting cycle, I would buy two of X and none of Y. I found situa-
tions where the agency who bought those for me would prefer to
buy Y and no X’s and when one asked why they wanted to do that,
it was fairly clear. The cost of Y was about twice the cost .of two
X’s. And that is not strange behavior if that procurement agency’s
incentive for output, its measurement of success, is the size of its
budget. Therefore, given a choice between a cheaper and a more
expensive solution, I would be surprised if it chooses the cheaper
solution. And I don’t care who the incumbents are—I am not im-
pugning anybody’s personal standards—I think it would be very
difficult for anyone with that incentive structure, to resist coming
to very much the same procurement decision.

The directors of these two agencies you are setting up—NSA and
NIA—are facing a quite different incentive structure. And not only
will they be interested in a cheaper version of the overhead, they
will be interested in what the output from it is. And as I say, the
potential for greater efficiency is created in the new structure. I
don’t see how the present structure can achieve the same results. I -
have seen some examples where it missed some very big savings.

But if you go to the new structure, it will require good leadership
or you won’t get the savings anyway.. :

Chairman Boren. Right. '

In terms of organizing technical systems and Dr. Schlesinger
clearly agrees with you and with the premise we had when we
started this, that’s where the big dollars potentially can be saved.

General Opom. Oh, no guestion about it. '

Chairman BoreN. That’s where the dollars are and where the big
savings can be achieved. Can you give us any idea—are we talking
here of being able to save 20%, 30%, of our current budget and
maintain capabilities by simply making the right choices, the right
designs, the right procurements? Or are we taking about saving 5%
potentially by these kinds of changes? -

General Opom. Well, let me analyze the question for you the fol-
lowing way. Having struggled endlessly in dealing with the budget
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or program build within the Intelligence Community a number of
places, I soon realized that getting in and understanding the analy-
sis behind each of the arguments that brought the program up
would never lead me to a completely rational basis for reducing,
because the system is structured for people to compete to get their
demands on the table. To withhold them for savings is to allow
someone else to capture the money and waste it.

I think what managers will have to do is impose arbitrary reduc-
tions. And then people will scramble for efficiencies.

Chairman Boren. So that you have— .

General OpoM. Given that, I would not be at all hesitant to
impose a 15 to 20% reduction on intelligence in the next couple of
years, and let them scramble, and we’'ll see what breaks. And after
you see what breaks, -if you push it too far, you just admit it and
you go back and you pay the damages. If it doesn’t break, you say
we made a very good management decision. I think—I see no other
way to break through the vast fog of the bureaucratic structire
that you're trying to force to be efficient but that kind of——

Chairman Boren. Well, that’s exactly the way a private compa-
ny downsizes because of budgetary constraints. They would say all
right, we're going to have 90% of the money we had last year to
operate with and still put out our product. How are we going to do
it? In essence, that’s what you’re saying if we’re talking about the -
technical side and using these new organizational structures to be
more efficient to achieve these costs, continue to meet the product
goals and find a better way to do it. : ‘

General Opom. You know, when I say I would reduce it by 20%,
let me give you a basis for my judgment. I am not an incumbent
now and I don’t have the responsibility, so I can make these outra-
geous statements. But this is not as outrageous as it may sound.
Let me give you the reasoning.

I am simply saying that given what I knew a number of years
ago and given what I think the risks are today, I am prepared to
risk what would break at 15 to 20%. So if someone comes in and
tells you that General Odom is crazy, he would break this whole
. system, I may be, but I am willing to take that risk to see where it
breaks. That is the basis of that judgment. It doesn’t purport to
rest on some incredible insight into the precise details or programs.

Chairman BoreN. Right. ‘

Just one last question. Let me make sure I understood you. You
talked about the failure to adequately detect and predict the fall of
the Shah, and the obvious failures we had in terms of predicting
Saddam’s intentions early enough. Obviously we had some success.
When we got down within a few days, our people did a good job of
tracking military movements and identifying units. All of a
sudden, a number of people in the Community said here’s what
this means, here’s what these communications mean, and here’s
what this movement of people means. We have a potential invasion
on our hands. But whether that’s 10 days, two weeks, or 30 days
out, that’s not six months out or a year so that the President has
different policy alternatives to work with other countries in the
region. So you really almost are on a collision course. The Presi-
dent is just doing contingency planning at that point without the
opportunity to look at other diplomatic alternatives, show of
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strength, basing agreements, joint exercises, a lot of other things
" that had you really understood the intention early enough you
might have done. : A : _

The situation with the fall of the Shah may be somewhat differ-
. ent. I don’t know what the range of actions we might have been
able to take could have been. T recall being briefed myself shortly
after I came here. We were wrong even within a very few days,
almost within hours of his fall from power as to at least how rapid-
ly it would occur.

I am not one that believes that structure can solve all problems.
By no means do I think that moving around boxes in organization
charts can substitute for sound budgetary priorities, recruiting and
training the best qualified people into a system who have sound
judgment and insight.

Since we're focusing on structure today, do you think that there-
are any structural changes that would have at all' improved our
chances to detect intentions earlier on, say, of a Saddam Hussein?

General OpomM. Before I go to that specific question, let me make
a point about organization and structure as you just articulated it,
because it came up earlier and I heard Dr. Schlesinger and Senator
Chafee or some other Senator saying—agreeing that organization
doesn’t make any difference. I don’t accept that.

Chairman Borgn. No. .

General OpoM. Organization makes a lot of difference. Qur Con-
stitutional fathers thought that. You khow, they were good organi-
zation theorists. : :

. Chairman BorgN. That’s right. :

General OpoM. Now I have said organization won’t solve every-
thing, but some of these structural changes you are proposing will
have real consequences. :

Chairman Boren. Yes. . :

General Opom. So to say that structure is irrelevant, that
shouldn’t be let stand. You ought to keep the record clear on this
point. It may not solve all your problems, but it is going to make a
difference. _ : :

I think what I am saying on this point with regard to opposing a
new structure, is consistent with the principle. I don’t see a new
structure that strikes me as likely to solve the political warning
problem, and I think there already exists a structure which can be
used to solve it if one really wants to. If the NSC chairs interagen-
cy groups based. on regions, and if they are charged periodically by
the National Security Advisor to the President to go take a look,
are we in trouble here, what is our strategy in this region or an-
other, more crises will be anticipated. We did that in the Carter
Administration to a certain degree. Now the reason we didn’t get
good answers in some cases—and I think the same thing happened
under the Reagan Administration, and I was in that NSC staff for
a short while—is that these working groups either weren’t chaired
by the NSC during the Reagan Administration, or in the Carter
Administration there were policy disputes within the working
groups which kept mindsets at work that absolutely couldn’t toler-
ate certain kinds of conclusions. :

_We launched four intersecting self-defeating policies in the Per-
sian Gulf region in the Spring of 1977, which made it very hard for



215

anybody to be willing to see the consequences of Iran coming apart
on us. And having already launched those four policies, I think
looking back and saying that a new piece of intelligence earlier
would have caused the Administration to behave in a highly differ-
ent way really misses the point. I just don’t think that would have
happened. We didn’t want to be warned.

I think in the case of Jaruselski’s martial law, we could have
seen that. We just didn’t pay attention to internal structure, how
the Zomos were organized. That is one example where I think we
could have seen it coming. I think the breakup of the Soviet Union
has been eminently foreseeable since the Summer of 1990. And you
know the mindsets against that conclusion.

So I do think we have the institutional structure with these NSC-
led working groups which look at regions, look at our policies, look
at what kind of stresses they are creating——

Chairman BoreN. If there is a will to do it.

General Opom. Absolutely. So the structure—I don’t believe—I-
am still saying an adequate structure is there. It’s in the present
NSC system.

Chairman BoreN. Thank you very much, General Odom. Your
testimony has been very helpful. As I indicated to Dr. Schlesinger,
this is a beginning of a dialogue in general, and certainly I want
you to view that individually as well. It is the continuation of a dia-
logue, because you have been such a helpful witness to us as we
were beginning this process over a year ago. We will continue to
seek your advice and counsel. This bill is really the start. Without
a bill before us there was no way to focus our discussion. We were
simply having academic discussions. If we were really serious about
trying to make some constructive improvements, I think we have
to have a set of proposals before us, then work from them, modify
them, change some of them, reject others, accept some, and the rest
of that process. As we go through that process, we will certainly
continue to value your advice and your help with it. I appreciate
- very much the amount of time that you have given the Committee,
not only this afternoon, but that you have given staff and Members
in testimony previously.

General OpoM. Thank you very much, sir. And I commend this
effort, and I am honored to be allowed to participate in it.

Chairman Boren. Thank you very much. We will stand in recess.

[Thereupon, at 4:51 p.m., the Committee stood in recess.]
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Chairman BoreN. We’ll go ahead and come to order. There are
other members of the Committee due to be present but I know the
witnesses are on a tight timeframe.

Today we continue our series of hearings on legislation to reorga-
nize the Intelligence Community. On February 20th we began by
hearing testimony from Dr. James Schlesinger' and retired Gen.
William Odom in a very interesting and provocative session. I've.
often said that in having the two Committees join together in intro-
ducing this legislation, our goals were not only to bring about
changes where needed to improve the quality of our intelligence
product, to reduce the cost and to have greater efficiency, but my
hope was that we would provide discussion and reaction. .

I'm happy to say that we have succeeded admirably in this goal
since we first made these proposals. I look at this as a very healthy
process. As I said in the beginning, I felt we had to have something
before us on which we could focus our attention, otherwise we
would have an abstract discussion wandering over the entire land-
scape. I certainly didn’t introduce the bill with any expectation
that it would become law as written or with the attitude that I
indeed wanted to try to push it through this Committee as written.
This bill is a launching pad for the kind of discussion that I think
is so valuable with the changes in the world that are going on
ﬁr%und us. And so that’s exactly the kind of process that we've

ad.

I have no pride of authorship of any portion of this plan. To me,
I've already been convinced by witnesses that there are better al.
ternatives to the way we’ve suggested. I think it’s a very healthy
process to have as much of the discussion as possible in open ses-
sion so that the American people could follow our deliberations and
understand more about the process. After all, it is their tax dollars
that support the process and support the Intelligence Community.

@17 -
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My expectations are especially high for this afternoon. We're de-
lighted to have with us, three thoughtful, articulate witnesses to
continue this dialogue with us, each distinguished in his own right.
I've asked them to come up as a panel and proceed with all three
opening statements, and then we’ll be able to address our questions
to them as a panel. I think that will conserve time and I appreciate
their willingness to do so.

Our first witness will be Morton Abramowitz, former U.S. Am-
bassador to Turkey and Thailand, who now heads the Carnegie En-
dowment for International Peace. A career Foreign Service Officer
who holds the rank of Career Ambassador, highest rank in the For-
eign Service, Mr. Abramowitz is well known to all of us. Indeed he
spent a great deal of his career dealing with intelligence, notably
serving as Director of the Bureau of Intelligence and Research at
the Department of State from 1985 to 1989 during which time we
had a very close relationship with him. We came to appreciate his
keen intellect and insight and it is certainly a pleasure, Ambassa-
dor Abramowitz to have you with us today. I'll introduce your col-
Leaiues, as well, before we begin but I'm very glad to have you

ack. :

. Let me say that during the time that I have been privileged to
serve as Chairman of this Committee, I felt that I learned as much
and gained as many useful insights from testimony you presented
to our Committee as any other witness that ever came before us. 1
have enormous respect for your point of view and your grasp of
this subject matter. ,

Following Ambassador Abramowitz will be retired Admiral
Bobby ‘Ray Inman, former Director of the National Security
Agency, former Director of Naval Intelligence and former Deputy
Director of the Central Intelligence. We keep returning time and
time again to Admiral Inman for his advice and counsel. Without
fail, he gives generously of his time and his considerable talents to
the work of this Committee. Members of the Committee have com-
plete confidence, not only in his ability but in his integrity. He’s
the kind of advisor who is very helpful to us and very valuable to
us in our deliberations.

He undoubtedly would not be burdened with responsibility for
my actions as Chairman of this Committee over the last several
years, but if there is any one individual who has served more than
any other as my informal advisor, educator and teacher on intelli-
gence matters, it’s Admiral Inman. I'm very grateful to him for
that education and for the advice which he has constantly been
willing to give us: I'll hasten to say he should not be held accounta-
ble, however, for the provisions of this bill. I'll say that before he
volunteers that information to those who know him in the Intelli-
gence Community.

Our third and final witness will be Dr. Ernest R. May, who is the
Charles Warren Professor of History at the Kennedy School of Gov-
-ernment, Harvard University. Dr. May has been a Professor at
Harvard since 1963. During his tenure there, he has written exten-
sively on the history of American diPlomacy. In one of his more
recent works, the 1985 book entitled “Knowing Ones Enemies—In-
telligence Assessment Before the Two World Wars”, he specifically
looked at intelligence support to U.S. foreign policymaking leading
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to these two conflicts. Since 1988 he has managed an intelligence
policy program with which many of us are familiar at the Kennedy

hool examining the relationship between intelligence and policy
which has drawn many of its students from the Intelligence Com-
munity. Dr. May currently serves as Chairman of the Board of
Visitors at the Defense Intelligence College. So we're especially
glad to have you with us, Dr. May, and again we try to show the
broad-mindedness of this Committee from time to time by allowing
people from Harvard University to appear before us. We compli-
ment you on the very high caliber, quality of the program you have
been directing at the University.

I would encourage each of our witnesses to proceed as you see fit.
Each brings a different perspective on the subject. I again want to
say that we really want your comments, not only on this legisla-
tion, but your perception of the strengths and weaknesses of the
Community. If you see ways we can make changes other than the
ones we've suggested, areas we’ve not yet examined that we should
examine, alternative solutions to the ones we've proposed, we
would value your advice on any of these subjects. So indeed this is
an open-ended invitation for you to share with us what you think
we most need to hear as we try to make intelligence relevant and
try to devise a structure in which our resources can be marshaled
most effectively, given the fact that we face a very different world
environment than we did just two or three years ago.

So, let me ask if there are any other members of the Committee?

Senator D’AMaTO. In the interests of time let me ask that I
might be permitted to submit a statement as if read in its entirety.

Chairman Boren. Without objection so ordered.

[The prepared statement of Senator D’Amato follows:]

OPENING STATEMENT OF SENATOR ALFONSE D’AMATO

Mr. Chairman: I want to begin by thanking you and our distinguished Vice Chair-
man for organizing this series of hearings and for providing such an outstanding
panel of witnesses. ] am certain that their testimony today will help us make cor-
rect decisions on the matters before us.

When the time comes to ask Ambassador Abramowitz, Admiral Inman, and Dr.
May questions, I am going to ask them a very fundamental question. That question
is how much of a positive effect even the best reorganization of the Intelligence
Community could have, if the policy community remains organized as it is today.

We are trying to improve the efficiency, economy, and effectiveness of U.S. intelli-
gence in this reorganization process. The end of the Cold War means that the Amer-
ican taxpayer no longer should pay for intelligence on a Soviet Union or Warsaw -
Pact that no longer exist. But the liS. government still needs to know what is going
on in Russia, in the Baltics, and in Poland, not because of the threat of nuclear war
or continuing ideological competition, but because we want to assist in the course of
democratic developments in those countries.

In addition, we need to know about new threats— everything from the drug war
to terrorism, nuclear proliferation, and predatory trade practices. These activities
occur in areas of the world and organizations that did not command as high a prior-
ity—rightfully so—as did our nuclear-armed superpower adversary. That must now
change.

Thinking about how we should conduct any reorganization, it seems to me that
real changes in the world call for real changes in intelligence organizations—
changes that redirect resources and refocus efforts. But they also require changes in
how intelligence organizations interface with intelligence consumers—the policy-
makers whom the intelligence process is supported to support.

In a post-Cold War world, will policymaking work the same way? When this
nation faced the threat of nuclear war, we knew that the President might face life-
or-death decisions for the whole world, with thirty minutes or less for him to act
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once warning of an attack was received. Our national security organization was op-
timized to serve him, as it had to be.

Will it be the same in the future? I would argue that it will not, and that foreign
policy decisions will be pushed down in the hierarchy from the President to others.
My question is how well the present organization will be able to handle added re-
. sponsibility for making many more decisions at lower levels? ’

Thie raises the question of how the Intelligence Community should be reorganized
to best serve the future needs of policymakers. If we reorganize to cure the problems
of the Cold War, cur reorganization may be obsolete before it is even finished.

1 understand that asking what the policy community should look like and how it
should work are beyond the scope of this Committee’s legislative jurisdiction. How-
ever, I believe we have an obligation to ask that question before we make changes
in our Intelligence Community that may ‘make it harder to support a more dis-

- persed and more highly delegated foréign policy process in the future.

I look forward to hearing the views of our distinguished panel of witnesses on this
and other parts of the reorganization issue.

Thank you.

Chairman BorgN. Senator Bradley, any opening comments?
Senator BRADLEY. No opening statement.
" Chairman BorgN. Thank you very much. We'll proceed then.
Ambassador Abramowitz, welcome, and we would value your
comments.

STATEMENT OF MORTON ABRAMOWITZ

Ambassador ABrRAMowrITZ. Thank you Mr. Chairman, Members
of the Committee. Mr. Chairman thank you for your very generous
words. I am very pleased to be here again. I might add that it’s a
little nicer being here being out of the government rather than in
- the government. _ : .

I approach the issue of intelligence as a long time consumer, a
diplomatic reporter, and a former manager of a small component of
the Intelligence Community—the State Department’s Bureau of In-
telligence and Research. I want to focus on intelligence analysis
and its contribution to policymaking. Analysis is the part of the in-
" telligence business that gets the least serious scrutiny, the fewest
bucks and the most criticism. I do not address covert action, al-
though I am pleased to comment on that as you see fit. Nor do I
deal with aspects of the proposed legislation that are beyond my
experience, such as the management of the Community budget or
specialized and important intelligence needs of the military.

In reviewing the proposed legislation I asked myself the follow-
ing questions: ’

How should we meaningfully re-examine our intelligence
system? :

What are we trying to fix? What are some of the strengths and -
weaknesses of intelligence analysis? '

What can we do to improve the contribution of intelligence anal-
ysis to policymaking? _

The Intelligence Community, along with the Defense Depart-
ment, needs help in redefining its purposes. The reason is clear.
The central threat to our security, which defined the missions, or-
ganizations and budgets of the Community for the past 45 years is
gone. This fundamental change dictates a reconsideration of the ob--
jectives and structure of our intelligence system. We must see if
_ there are new guiding concepts for America’s role in the world and
to decide what we need and expect from intelligence. Our problem
.is that we are faced with redefining our intelligence approach at a
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time when our international purposes are not clear. While the In-

telligence Community has continuing business, it will be some time

before our understanding of the world catches up with changed cir-

gun::itances and our foreign and defense policies are more firmly
ased. :

We spend many, many billions of dollars annually on intelli-
gence. This fact alone mandates a full and fresh examination of
how we want to use our. intelligence resources. Fortunately, we
have time to do it right. And so great are the uncertainties of the
new period that we must avoid both impatience and timidity.

This transitional period presents this Committee with a rare op-
portunity to reconsider and help refashion our intelligence require-
ments as our national security policy evolves. My central recom-
mendation to you would be to aim for an approach that is both
deep and broad. o - . _

These hearings are an excellent way to begin consideration of
what must be done. The Intelligence Community itself has also un-
dertaken a comprehensive self-examination. Its 22 Committees will
provide useful, even essential input; no one doubts that the Com-
munity must think through its own responses to the changed
world. But this step is only a beginning. Internal bureaucratic proc-
esses do not produce fundamental re-examination.

‘So let me make a proposal. We need to tap the best minds in the
country.to do that. They are not all in the government, not even in
the Congress. I strongly suggest that a panel be established in leg-
islation to examine our intelligence needs for at least the next
decade. Panel members should be drawn from the Congress, the
Executive branch, and from among our most creative people from
outside of government. Their mandate should be to place our intel-
ligence needs firmly in the context of our evolving foreign and de-
fense policies, and to determine how we can improve intelligence
and its contribution to policy. Such a fundamental inquiry should
also facilitate consideration of the organization of the Community.

This panel should report some time after the election.

- We have had, of course, panels and panels in numerous fields of
importance. There is no assurance that the results of such a study
will be of much use. The work of many panels has faded into oblivi-
on. But given the seismic changes in the world and the importance
and cost of intelligence, it should not be beyond our powers to fash-
ion and carry out a serious and productive effort. : ’

Let me now move on the Intelligence Community and analysis. If
you look at the Community today from a user’s perspective, you
find a mixture of strengths and weaknesses. Our technical collec-
tions are superb: they have served us very well and should contin-
ue to do so, although at less cost. .

The contribution of clandestine human intelligence is not as
clear. There are instances in which it is very good, even spectacu-
lar; at other times its contribution is marginal at best, and more
costly than diplomatic reporting, which I think needs greater rec-
ognition from this Committee. It will continue to be useful against
such remaining difficult targets as Iraq. .

Turning to analysis—and.I am not characterizing all levels of
analysis that go on, but only analysis that makes its way to the
high-level policymakers—our analytical process and product do not
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give us as high a payoff as technical collection. Admittedly, it is
difficult to put a value on analysis. But from my experience I
would say it is uneven, and often not of much practical value. You
will get mixed reviews from senior members of the policy commu-
nity who speak frankly. : - :

Intelligence is not a search for the Holy Grail. Most days, most of
us would much prefer to read The New York Times rather than
the National Intelligence Daily, and would be at least as well in-
formed for doing so. Nor, may I add, does a Good Morning America
DIA show help much. Intelligence analysis is largely a highly bu-
reaucratic and often messy process in which analysts, managers,
and agencies massage their differences; they can drive out creativi-
ty along the way. On many issues technical collection does not help
much and can sometimes be misleading; uncertainties can be very
great. In the end, brilliance, insight, learnedness and often the
couriige of individual analysts are what produces the most useful
results. - : ) : .

Very simply, the main contribution of intelligence to the policy-
makers is to define an issue better or illuminate its context, to give
them better grounding for what is going on, and to reduce uncer-
tainty. Intelligence analysts can bring long-term expertise and fa-
miliarity with an issue or region, a richer sense of history and a
surer grasp of complexity. The detachment of the intelligence ana-
lyst is basically a source of strength, but is also a source of weak-
ness. .

Indeed, I would argue that on many issues the best overall ana-
lytic judgment comes from veteran policymakers—from country di-
rectors to ambassadors—particularly Ambassadors to Turkey—to
Secretaries of State. They may not possess the specific expert skills,
but they have a better feel for what makes things happen and their
practical experience usually gives them greater insight into events
and leaders. And it is clear to me that George Shultz, after numer-
ous meetings with Gorbachev and Shevardnadze, had far greater
understanding of what was happening in the Soviet Union than
anything the Intelligence Community—and I include myself—of-
fered him. : ,

I must go on to say that policymakers are often flawed analysts:
they are usually wedded to existing policy, which makes them hesi-
tant to accept different perspectives or to encourage unorthodox in- -
terpretations or take seriously their implications. There may be lip
service to open-mindness on their parts, but it is largely ritualistic.
- More to the point, policymakers as consumers are usually a big

part of the intelligence system. Not many demand good analysis
and not many encourage it. Some seek only vindication of their
policies in the intelligence output. Some use intelligence as a public
punching bag. Some fly by the seat of their pants. Those policy-
makers—I'm not naming names, sir—those policymakers who
would benefit most are usually the most scornful of intelligence
analysis. Few are willing or trustful enough to make time available
to put their hoard of information into the analytic process. The pol-
icymaker, in short, is an essential contributor to the inadequacies
of intelligence. ~ o

The system itself has some basic difficulties, both in its products
and how it manages human resources. For example, the process
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that results in National Intelligence Estimates helps analysts take
stock of situations and understand what is known, but in practice
has been of little use to policymakers. NIEs are read more by De-
fense budgeters and Congressional staffers than by senior policy-
makers. I agree with the usual critique of NIEs: too frequently they
have been bland and contribute little to decisionmaking. Those
larded with footnotes are of little use. It would be far better in
" form to highlight up front the major areas of agreement. In fact 1
believe the Community recognizes these problems and is trying to
make NIE’s more cogent or compelling. I personally would not
shed tears if the numbers of NIEs were sharply reduced.

Finally, our system for fostering good analysts is deficient.
Beyond a certain mid-range grade, the personnel systems through-
out all parts of the Intelligence Community value managerial ex-
pertise more than analytical skills. We. take our best analysts and

‘we reward them by making them managers. We need fewer man:
agers and more skilled analysts who benefit from doing what they
do best and what we need most.

Mr. Chairman, you have heard about the underlying strengths of
" the Intelligence Community—they are many.. There is one in par-
ticular that I feel has great value: our system of competing intelli-
gence agencies. One agency, of course, may miss what another
picks up. Consumers located differently reflect different interests
and needs. Analysts in multiple settings can provide reality checks
and correct mistakes in intelligence as well as in policy. :

I believe ‘that centralization would not serve the interests of
better intelligence or better policy. Moreover, putting any analysts
in one organization will isolate them even more from the political
reality of policy—something which this legislation hopes to avoid.
Reorganization does not necessarily improve analysis, but central-

‘ization will make it worse.

I have shared with you these brief reflections because intelli-
gence analysis is becoming more important as the complexity of
our world increases. The weakness of our analysts will have to be
addressed freshly in the world of post-Cold War issues; the horizons
of our policymakers will have to be broadened to include new con-:
nections between security and economics and technology; our best
intelligence analysts will have to be nurtured in difficult competi-
tive conditions—that is, it will be difficult to hire the best; our de-
centralized intelligence institutional arrangements may have to be
reoriented. ‘A new Community will take years to reshape and refo-
cus.

Let me say briefly a few words about future concerns. In defining
our intelligence requirements during this period of flux, much will
depend upon the mixture of policies and events. In the absence of
the Cold War, our national interests will not be as global as we
have previously defined them. But precisely where those- interests
lie is a major issue. In a world of greater complexity many will
argue for more intelligence. But can we afford it? What is the
upper limit we are willing to pay? And, given this limit, what areas
or issues are we willing to pay less attention to or drop altogether
from the intelligence agenda? Also, how can the intelligence
system clarify opportunities for the United States to act to achieve
its goals, not just react against threats. :
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Everyone is busy defimng our -new mtelhgence agenda and re-
thinking what remains of the old one. Requirements can be endless
and agencies will make them so, particularly when you ask them.
Some want to deify economics and equate national intelligence
with national economic intelligence. Others focus on a new agenda’
of issues like the environment or migration or ethnic conflict.
There are important organizational issues involved in these ques-
tions, and not just ones of analysis. Some agencies may wax, some
may wane. _

Certainly we need to maintain our technical collection capabili-
ties. But at what level? This is where the money is if we want to
cut the vast intelligence budget, and this is therefore where our ap-
praisal of our requirements has to be most clear-headed. Given the
end of the Cold War, those cuts would seem to be significant. -

. We will also have to ask ourselves whether some analysis should
be left to the private sector. This question will likely become more
pressing because of the increasing availability of open materials
and changing policy priorities that are diminishing the compara-
tive advantage of the government Intelligence Community. No
matter where analysis is done, the Community can reach out more
" ‘to good analysts, beyond the Government and the Beltway. We will
also have to think of satisfying important new intelligence consum-
ers like international organizations and international agencies. -

We, of course, need to attract some of the best people. That in-
cludes the unorthodox as well as the orthodox; the former, to say
the least, are not a prominent feature of the Intelligence Communi-
ty. One way is obviously money. Another way may to be to re-ex-
amine the security clearance process which may be overly restric-
* tive in weeding out promising analysts or, because of the poly-
graph, deter some.creative minds from applying. This also means
doing better, as I said before, at devising more challengmg careers
for our analysts. '

I will close by restating my recommendation that you create a
special panel to do a fundamental re-examination of thé role of in-
telligence. We now have a rare opportunity to do that. We have not
yet defined or redefined our requlrements All we have done is to
take note of dramatic changes in the world. These changes will cer-
tainly lead to cuts in spending. They may or may not dictate sub-
stantial orgamzatlonal change. An agenda for such a panel is
surely to be found in the body of these hearings and in your delib-
erations. And if we make the most of this opportunity, we will
achieve some of the laudable goals that you want for U.S. intelli-
gence in the next century and to which you personally have con-
tributed a great deal. :

Thank you.

Chairman BoreN. Thank you very much, Ambassador
Abramowitz. A very thoughtful and provocative presentatmn I
know we were shocked, however, at your suggestion that all of the
brlghtest minds might not be gathered in the Congress, but I ap-
preciate the comments you've made very, very much, and look for-
ward to pursuing some questions with you.

Admiral Inman, we'd be happy to hear from you at this time.

Admiral INMAN. Thank you, Mr. Chmrman
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STATEMENT OF ADM. BOBBY RAY INMAN, USN (RET)

Admiral InmaN. First, may I compliment you on introducing the
legislation to launch the debate. You’ll find as I go through my re-
marks that there are a great many pieces of that legislation that I
do not support. But the critical value of introducing it I believe lies
with a different audience. And that is with many of the profession-
als in mid and upper levels of the Intelligence Community who
have been resistant to any change. Bob Gates is off to a fast start. I
am not surprised, but I am pleased. But my reading is that there
has been' a significant resistance to his many proposals to consider
change, saying we have already made all of the changes we need.

And certainly what the legislation from both Committees does, if
nothing else, is to say to those professionals, there will be change
and therefore you would be well served to support the efforts that
are ongoing to define the optimum way to go about the job.

I am not persuaded that one needs to introduce in the legislation
all change that might be desirable. The test for me is whether you
think it is something that you need permanently, i.e., an agency
that is going to exist for years—I still support charters as 1 did in
1979. On the other hand, for how you manage that structure, I
think you may well want to alter that, so I am less than enthusias-

tic about legislating change.
- But let me give you just a few thoughts I have from the South-
west in reading through the legislation that guide how I react.
First, we don’t want to create a structure, organizations that you
would move or change their responsibilities or there reporting
chain as you shift from peace to crisis to war. You may change who
makes the decision, but you want the organizations that are there
to do the functions that are there without needing to reorganize as
you move to a crisis or war.

Second, I believe the record is already well established that a
single manager approach to collection is not only viable, it’s also
much more efficient. But on the analytical side, it's my judgment
from the years of watching that the best analytical efforts come
when they are closest to the users, and where the users have taken
. an active interest and interacted, you draw out the best perform-
ance from those who are doing the analytical efforts. So it gives me
a mind set toward decentralized analytical efforts even as you cen-
tralize collection efforts. And I will come back to that further.

My long years in the Intelligence Community through changing
public attitudes, support, have left me with a very strong sense to
maintain checks and balances in a structure. The Intelligence Com-
munity of absolute necessity will work largely in secrecy and there-
fore many of the other elements of government that cause us to
check performance of a department do not exist in the Intelligence
Community. And that leads me then as I come to my comment on
structure towards leaning towards checks and balances as opposed
_ to concentration of authority for efficiency.

I do see out ahead of us a long period of declining budgets, and
that causes me to take the same attitude toward government, de-
partments and agencies that I take in my private sector responsi-
bilities. To make management as lean in its support structure as
possible. Now is not the time to add additional staffs or structure,
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but rather how do you simplify the lines of authority and also ac-
countability and responsibility.
Finally in this line, a lesson that I have drawn from the Gulf
- War is that as you look at this turbulent world that we are in and
go forward, we are increasingly likely, if we are drawn into mili-
tary conflict to address that conflict in a multinational context. So
we should think right from the outset, how does intelligence sup-
port flow to that multinational effort. and who pays. And you will
find when I get the imagery side, that I have come down to'a view
. that rather than trying to keep a unilateral US pre-eminence, that
now is the time to move toward accepting some multinational pro-
vision of imagery collection. To facilitate it, not object to it. And .
that we need to think about a structure as we go foreword that will
in fact accommodate that effort. :

Turning to structure issues itself—and in this case I am electing
to look at both bills and not just the Senate bill—but I-believe, -
‘while I am very sympathetic to requiring the NSC to have a com-
mittee to focus on intelligence, my advice is to leave that to the
Executive branch to decide how they are going to organize the
NSC. They ought.to have already done an ongoing functioning com-
mittee to do it. We are watching the struggles right now within
NSR 29 to produce what ought to be occurring regularly, but I am
not sure trying to legislate a committee is likely going to have any
more productive impact. So that one I would be incline to set.aside.

On the critical issue of Director of National Intelligence and
three Deputies I'ultimately do not come down in support of the
concept. There really are three fundamental reasons. One is I be-
lieve that rather than being lean in management approach leads
one toward creating new empires and bureaucracies. Two, I believe
it would run the risk of centralizing analytical functions in an un-
desirable way. And in fact, elevates estimates out of proportion to
the reality they ought to have in the very broad performance of the
intelligence mission day by day. I don’t want to downgrade them,
but I am afraid the structure at least as I read it would elevate
them to a structure that is beyond that which is really either re-
quired or in fact would likely be productive. .

But the most critical one to me quite candidly, I read the bills
and thought of Gates and said great tools to help him do the tough
job in front of him. And then I read it again and thought about,
Bob Gates has finished his service and we are past another elec-
tion, and a President elects to appoint his speech writer or his cam-
paign manager. And looking at the concentration of authorities
that are here that in my judgment would not have checks, I
become very unenthusiastic about the structure that is proposed.

I do like—TI prefer the Director and a Deputy. I do like the provi-
sion that would guarantee if one of those is a military officer, the
rank and the fact that that would not count against the numbers of
the service, so we don’t go through the usual battle about being
able to get best talent into those jobs.

If one were to come down with two Deputies, one to deal with
the outside activities, the other to manage CIA, that’s an alterna-
tive that we have tried that I can live with. I am less than enthusi-
astic about that than the first. o
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On budget preparation. I believe the DCI should have clear au-
thority to provide the guidance for budget preparation and it
should be the DCI's recommendation to the Congress for authoriza- -
tion and appropriations which the President will have approved
and that all those coming to testify will support. Recognizing that I
have played the edges of that process through the years, I do not
believe that execution of the budget should be centralized under
the DCI. I believe it provides more complications.in the execution
of the departmental responsibilities than it gains. So I would not do’
the execution part. , L

But one thing in the legislation I found that I do like is that the
_ authority for the DCI to requisition talent. from the other agencies
to work on very specific problems. It is a little-hard to make this
point in an open session. But if one goes back to again the Gulf
conflict, one of the great successes was the effort pulling together
people from many agencies to work on the Iraqi conimand, control,
and communication problem. And it would not have been nearly as
effective if they had not been drawn together. And as we draw
down our budgets and look at thinner levels of competitive analy-
sis—almost a certainty with diminishing resources in front of us—
the authority of the DCI to reach out and to pull together and
create a center of people to go work on a problem where the evi-
dence is ambiguous and where you want to make sure you are ex-
posing every potential disagreement, that could be an advantage.
I'd put a sunset provision. He could create one of those for six
months or at the outside a year, and then it would it have to go
through the whole institutional process to stay longer than that. I .
tend to think it’s better to deal with these or a specific problem
and not to give them a life of their own.

Warning is an issue in-the legislation proposals. Let me recom-
mend an alternative to those which are on the table. And that’s to
consider designating the National Military Intelligence Center as
the place to do the strategic and tactical warning for the govern-
ment, that in that warning role they would report to the DCI as
- opposed to the Chairman and the Secretary of Defense. '

Finally, Intelligence Community Staff. I am persuaded that one
ought to have an Intelligence Community Staff, but vastly reorient-
ed in its structure. It should exist to evaluate performance, to levy
ta.sél;ang, to prepare the budget. It should not be a gathering of com-
mittees. :

On the imagery side, as I have already telegraphed in my earlier

comments, I do believe this an area that needs some fixing. I am

.not yet persuaded that an entirely separate national imagery
agency is the right way to go. My own preference is to assign those
functions to the Director of DIA. I would take his current intelli-
. gence support functions and actually create a J-2 to do the mili-
tary support activities and would give the Director of DIA to give
the responsibility for the Community in looking at imagery re-
quirements, at the processing architecture; and at doing the critical
job of setting standards to make sure that tactical systems and na-
tional systems have the same format structure that you can trans-
mit them electrically as you need.

I am inclined toward the House proposal for a reconnaissance
support activity, giving legitimacy in charter in activities that
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we've tended to ignore in unclassified terms in the past. I would
give that group the charter to acquire satellites against require-
ments provided from NSA for signals intelligence, from Director
DIA or your national imagery agency for imagery. I would assign
processing architecture responsibilities to the using organizations,
not to the acquirer. And specifically in looking at lean budget
times ahead, I would levy on the Director of NSA or his side, Direc-
" .tor of DIA or your national imagery agency on the other, the
choice to give up requirements, to trade off requirements to fit dol-
lars allocated to programs. I think we have to bring an end to this
escalation of cost in buying systems, and the only way I know to do
" that is to have the primary user make trade offs in what they are
prepared to give up to get a capability within dollars that are avail-
able as opposed to growth. : : o

I would not include the analytical efforts in the imagery area in
the structure for managing the imagery processing capability.
Again, I am holding clear to my preference for decentralized ana-
lytical assignment. o -

So much useful information has' already been provided by Am-
bassador Abramowitz on the analytical side, and I don’t want to in-
trude on what Professor May will have to say. : "

On the estimates side, rather than creating a whole new Deputy
Director for Estimates and Analysis, I think it may even be time to
go all the way back the opposite direction to consider a Board of
National Estimates, bringing some outside talent in. So I think this
-one where revisiting ideas that have been tried, it worked well and
then it got tired. Bill Colby brought the NIOs; that worked very
well and in my judgment, its gotten tired. Going back to using a
concept we know that works for a period of time, I offer you at
least as an alternative, :

Chairman BoreN. Would you describe how that worked and who
sat on the Board of National Estimates?

Admiral INMAN. Thé Board had substantial independence. There
were a number of retired Ambassadors and Generals and Admirals
who were appointed to it as well as senior analytical people. So you
brought some broadly experienced users to the table to join that
process as the estimates were put together to try to bring some test
of relevance. My worry through the long process was that too often
estimates were done because they were what the intelligence ana-

. lysts wanted to write about, not because they were relevant to
policy decisions that needed to be made for intelligence. .

Chairman BoreN. So the Board of National Estimates had input
- from CIA analysis, DIA, INR, etc., is that the way it worked? .

Admiral INMAN. That’s the way it worked. It drew on all of the
organizations for input.

Chairman BoreNn. For input, but it was not composed of employ-

T ees——

Admiral INMAN. It had some employees and some from outside
that were appointed. So you had a mix of talent.

Chairman BoreN. I see.

Admiral INMAN. But the key was to bring people who had experi-
ence in thé policy chain or in the military chain as users in that
process. 4

Chairman BorgN. Did that change occur during Colby? -



Admiral INMAN. At the beginning. Ard it had become a tired
process. They had not been able to draw the best talent to it. But
there had been earlier periods where it worked more effectively.
This is one where I think that recycling some old ideas may in fact
be effective for a period of time. -

" On human collection, as I think back to my earliest experiences
as an intelligence officer, an analyst, I relied heavily on human re-
porting every day for my efforts. And a very large volume of that
human reporting I relied on came from political officers, economic
officers, cultural affairs officers, commercial attachés related to the
. Foreign Service and the other departments. And as I look back on
-the long period-of draw down in the Foreign Service and the addi-
tiorial requirements for consular activities, I think you will find a-
great deal of the problem in front of us for the lack of adequate
focus on human intelligence. I have some worries as I listen to the
structure.that we are talking about creating two totally different
human intelligence organizations: one that is clandestine and the
other that deals with open source or overt materials. I think that
would be a great mistake. That we rather need to create a struc-
ture which lets us make far broader use and examines the contri-
butions the other departments make and the talent they have and
the quality of that talent going forward. I realize I am pushing you
on some jurisdictional issues here with other Committees of the
Congress, but I am persuaded fundamentally that's where the
heart of the problem is in human intelligence. .

Chairman BoReN. You stated the goal exactly as we see it. I
- ‘don’t know if we have approached it in the right way, but that is

exactly the goal. In other words, do you need a clandestine oper-

ation every place? For example, if you want to find out a certain
piece of information, it may well be that a good political officer at
the embassy could acquire it. It may well be that the Defense atta-
ché can, and it may well be someone else. You may not need a

clandestine agent to do it. . . g : :

Admiral INMAN. Given your efforts the last several years in
adding money to the clandestine human intelligence business, I am
persuaded that you are getting pretty close to about the right level.

There may still be a little more growth.

Chairman BoreN. On the clandestine side?

- Admiral INMAN. On the: clandestine side. I am persuaded th

largest issue is cover and the kinds of cover and how one deploys

the talent that is there. I think the great unaddressed problem is

the openly available information. .

Chairman BoreN. Now, I don’t want to interrupt to start the
questioning, and I apologize. I am violating my own rule. But just
_ to 'understand, did you examine what we said about the role of
CIA? What we wanted to have is some place in government—
- maybe CIA is not the place to do it—for someone to look at this
question. The CIA will always want a station everywhere in the
world and always want to have clandestine collection and so on. It
may well be that, especially as more and more of what we are col-
lecting is from open source and so on, that political officers, de-
fense attachés, and others can do the job. No one in government is
now looking at the choice as to what is the most. appropriate and
also the least expensive, perhaps, way to obtain the human intelli-
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ence we need. So we suggested that we make CIA the HUMINT
‘manager”, not that they would control these people. Obviously,
they would not control a political officer in the State Department
~or a Defense attaché necessarily, but they can say “In X country
and X post, this is the more appropriate way to obtain informa-
tion.” But maybe that’s not the way to do it. : '

Admiral INMAN. I'm not sure I know the right way to do it. I
tried in ’81 to persuade the State Department to support shifting
State into the national security block in the allocation of resources.
There was a great resistance to doing that, preferring the structure .
that is there now. But I saw that as the only way that I could see
to begin to look more broadly.

I note with some interest that the legislation would give the DCI
substantial authority over DOD assets for budgeting purposes. But
I didn’t find any mention of any authority for him in tasking other
resources in the other departments to collect information openly
available that in fact is needed by the government. I am not sure 1
know the right way to do it, but I think it is a critical problem to
address.

I would antagonize my DOD friends by saying I am at a point of
saying there I would change the organization to create an Assist-
ance Secretary Defense for Intelligence, separated from the C2I.
My case in point is the Gulf conflict again where one of, for me,
the great shortfalls was the absence of the communications needed
to flow information and more critical the absence of .format and
structure that would let you move information.

So the structure has been together for years and didn’t produce
it. I would separate it out and have an independent voice look, and
particularly to compare the tactical budgets with what is going to
be in the national budget. Unless you do in a focused way in de-
fense, I don’t think it will occur. :

Finally, two other points. I am reasonably comfortable with the
charters for the individual agencies as they now appear. Mistakes
not made this time of making a long and involved Charters made
in 1979. I think having agencies having a legislative charter, even
if itdis reasonably simple in its terms, is a useful function going for-
ward. .

One thing that none of us have addressed and I don’t bring the
expertise to you to address, but the counterintelligence issue is still
left out there unaddressed. And we no longer have Soviets, East
Germans, out trying to subvert people, but we still have Americans
who are willing to sell classified information. And there are going
to be buyers. They will be a certain type of buyers. But it is still a
problem that we ultimately have to address.

Thank you, Mr. Chairman.

Chairman BoreN. Thank you very much.

Dr. May, we would appreciate your comments.

- STATEMENT OF ERNEST R. MAY

Mr. May. Thank you, Mr. Chairman and Members. _

It is an honor to comment on this proposed act. And I do so as an
outside scholar, not as someone from inside the Intelligence Com-
munity or indeed the government. '
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And from that standpoint, I see the main premises and objectives
of the bill as clearly right. The world has changed. Nevertheless,
we need secret intelligence. And we néed to ask whether in this
changed world, our Intelligence Commumty\wﬂl as the statement
from the Comm1ttee says, serve ‘‘the needs of the" Govemment as a
whole in an effective and tlmely manner

Certam features of the bill may, however, be at odds w1th ese

-premises. Those features about which I w1sh to comment concern *
the National Security Council, a rechartered CIA, and a new Direc-
torate for Estimates and Analysis. Those provisions seem to me to
look backward rather than forward--to solve problems that are no
longer with us rather than to address problems of the future.

Before elaborating, let me say a few more words about the prem-
ises.

First, change The bill says 31m ly that the threat from the
former Soviet Union has, in quotes, “considerably diminished.”” The
accompanymg explanatory statement adds that the United States

“must prepare to meet different challenges and circumstances
-around the world.” '

We actually face three coinciding changes, all revolutionary. One -
is the virtual disappearance of the Soviet threat. The second is
near disappearance of any comparable threat. Before the Cold War,
after all, we faced the Axis and Fascism. Now, we face no menace
from any foreign military power or hostile ideology. The third revo-
lution is in warfare—evident in the Persian Gulf. There, among

~ other things, strategic intelligence suddenly became tactical intelli-
‘gence and vice versa.

Second, continuing need: Even if war scenarios appear ludicrous,
we would be foolish not to prepare for the unforeseen. When the
keel of the Lexington was laid in 1927, almost no one imagined
that it would be needed fifteen years later in the Coral Sea, to bar
Japanese conquest of the mid-Pacific. Given the revolution in war-

fare, it would be doubly foolish not to ensure that, if peace fails,
our battlefield commanders have keener eyes and ears than any
enemy’s.

The phrase, “different challenges and circumstances,” however,
implies other secret intelligence needs. Types include sub rosa
flows of narcotics, of weapons, and associated money, perhaps cross-
checks on other data about trade, the environment, 1mm1grat10n,
disease. Serving “the needs. of the Government as a whole” implies
generating information and analysis about new subjects, and for
new consumers.

Title I of the proposed bill does not seem to me to fit these prem-
ises. It fixes relationships between the proposed Director of Nation-
al Intelligence and the National Security Council. It-assumes that’
the NSC will continue to be the paramount policy forum in the Ex-
ecutive branch. That may be a backward-looking assumption.

The NSC is in some respects an anachronism. It was established
in 1947 to satisfy a long-standing demand of the military services
for a voice in diplomacy. The armed services complained that the
State Department failed to reckon possible military costs. After the
Cold War intensified, it was the State Department that wanted a
voice. The NSC prov1ded it. Presidents meanwhile found the NSC
an increasingly convenient mechanism for giving direction to both
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Defense and State. For a time, the NSC became a super-depart-
ment. - :

For more than a decade, however, the NSC has not been what it
was when Kissinger and Brzezinski managed it. If the national
agenda changes, the NSC may cease even to be primus inter pares.
It has not in the past dealt well with non-traditional issues. In the
early 1980s, the greatest foreign threat was default by Mexico arnd
Brazil. That could have brought down the American banking
system. Despite good CIA analysis and energetic efforts by some
NSC staffers, the question did not get on the NSC agenda for more
than two years. And then, the policy issues did not get discussed.
The agencies concerned with money and banking had no natural
connection with either the NSC or the Intelligence Community. We
have no reason to suppose that agencies concerned with the new
policy issues will be any more receptive.

In the future, the NSC may do staff work on traditional political-
- military issues while other bodies handle other issues. If so, a Di-
rector of National Intelligence or Director of Central Intelligence
would be handicapped if defined by statute as “intelligence advisor
to the National Security Council.” He would be even more handi-
capped if required to take guidance on policy, objectives, require-
" ments, and priorities from a committee of the NSC chaired by the
National Security Assistant. :

Section 104, concerning the CIA seems to me to be open to the
same kind of question. : , :

Under this section, CIA would become almost exclusively an or- -
ganization for human intelligence and special operations. The ex-
planatory statement accompanying the bill says that a new Direc-
torate of Estimates and Analysis would take over nearly all the
. current Directorate of Intelligence. The new Directorate and CIA

would physically separate. Though it says, in quotes, “some residu-
al analytical capability. would remain within CIA”, CIA would
become essentially the home of the clandestine service and a co-
ordinating agency for other human collection.
_During the high Cold War, there was a case for such a change.
The history of the CIA that was prepared for the Church Commit-
tee pictured the Agency as dominated by operators. The result was
not so much to distort analysis as to mischannel and muffle it.
Then—roughly 15 years ago—independence for the analytic direc-
torates might have given them a greater status and voice.
_ But the 1990s are not the 1970s. In fact, the 1980s were not even
the 1970s. The Iran-Contra affair was probably the last heave of a
slain dragon. In CIA, by all accounts I have heard, the Directorate
of Intelligence has more than pulled abreast of the Directorate of
Operations. Centers such as that focused on terrorism produced co-
operation between analysts and operators. Judge Webster put ana-
“lysts in key managerial posts. Dr. Gates comes himself from the
analytic side of the Agency. There is every sign that he will contin-
ue to make analysis—the use of intelligence—the controlling mis-
sions. :

Today, the relevant question seems to be exactly the opposite.’
What becomes of the clandestine service if it is cut adrift from the
analysts? Absent the preoccupying task of combating Communists,
how to choose collection targets? In the CIA, prefigured in the act,
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the clandestine service would get nearly all its guidance just from
“ the very top. That is not enough. Knowledge of the analytic issues

before decisionmakers needs, I think, to influence human intelli-

gence collection at every level, from the stations on up. :

The third portion of the bill, which may be at odds with the
premises, is that concerning a Directorate for Estimates and Analy-
sis. The bill itself is ambiguous on this point, as I read it. But the"
accompanying statement implies that this Directorate would be the
locus of most analytic work. It speaks of putting under this new Di-
rectorate nearly all the analysts now in CIA. It also speaks of leav-
ing elsewhere only “analytical capabilities serving purely depart-
mental interests.” While I see a good case for a small, separate es-
timates staff, I see almost none for bunching most CIA, DIA, NSA,
and other community analysts under a single tent.

Even looking back, one would question having all analysis come
through one funnel. For every example of wasteful duplication or
something missed, because of cracks between agencies, a counter-
example shows competition sharpening analysis. Consider esti-
mates of the Soviet economy. Decisionmakers in the Executive
branch and in Congress were misled because they heard from only
one group of analysts.r The case for intertwining analysis with
human collection seems to me equally strong for signals.and image-
ry. Moreover, if the key aim is, as you have said, closer intelligence
policy integration, the case is even stronger for placing analysts
next to users of intelligence, wherever those users are. N

Whether working with collectors or users, all analysts will, how-
ever, need some broad guidance. That is the justification for a
small central group perhaps organized as are the council and office
described in Section 103 of the bill. This small central group could
help the DNI or DCI understand and interpret the needs of intelli-
gence users. : ,

If the “challenges and circumstances” are indeed different, this
small central organization cannot be simply an update of the exist-
ing National Intelligence Council. That Council, like the earlier
Board of National Estimates, has had its work defined by the Cold
War. A new organization, even if you call it the National Intelli-

.gence Council, will have to be different, I think, in at least 3 major
respects. .

First, the new organization will have to have a much wider
range of analytic talent. It is likely to need men and women who
are deeply familiar with such matters as banking practices, police
procedure, migrant labor markets, or medical research. For many

 issues, military or political-military analysts may be as marginal as
agronomists or demographers would have been when the prize
product was the annual estimates of Soviet strategic forces.

Second, the new organization will have to scan more widely. For
new issues, much information is in open sources. Much analysis is
done not only outside the national security community but outside
the government. A major task for the DNI will be to identify for
decisionmakers the increment in understanding provided by secret
i?xilzglligence. A small, separate estimates staff can help the DNI do
this. . .
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Third, and most important, a central estimates staff will have to
help the DNI determine needs of users. That can best be done if it
includes analysts who work directly with decisionmakers. o

The simplest first step would be to include in the central staff,”
analysts in charge of liaison offices in Treasury, Commerce, and
elsewhere. That would be only a partial step. Most of these liaison
offices, from what I hear, are little more than mail boxes. They do
not have a connection with policy even as limited as that of the
Bureau of Intelligence and Research in State. ‘

A second step would be the creation of planning staffs including
intelligence analysts. Our new national agenda calls for policy
" planning comparable to that of the Rainbow planners of 1940-1941,

or of George Kennan and Paul Nitze in the early postwar years.
And this time; intelligence can help. We need not make the mis-'
takes made then when we first underestimated the Japanese, and
- then overestimated the Russians. ‘ :

One model is the RAND Corporation of the 1950s. While its ana-
lysts did classified research, only a few had access to intelligence
data. Without disclosing sources or methods, those few analysts
steered others, so that RAND reports implicitly took account of, for
example, U-2 photography of the Soviet Union and Berlin station
intercepts from tapped telephones in East Berlin. Those analysts
also carried questions back to the Intelligence Community. RAND
reports shaped the strategies that stood us in good stead during the
Cold War, and intelligence helped them do so. :

A contemporaneous example of the same model may be the Re-

“search Institute of Japan’s Ministry of International Trade and In-

dustry. While I have no direct knowledge and may. be wrong, I
assume that some analysts in that Institute perform roles similar
‘to those of the RAND analysts who had intelligences clearances.
They make it possible for reports of the Research Institute to take
account of all types of information and analysis available within
the Japanese government. ' . -

In our government, the Congressional Research Service does
some work of this type. CRS is handicapped, however, by the scope
of its responsibilities and the lack of much supporting work in the
Executive branch. I believe that the RAND/MITI 'model .could be
widely imitated at various locales and levels in our government. If
so,l intelligence analysis could be much more easily connected with
policy. .

Let me conclude, sir, with two asides. First, this Committee,
along with others, ought urgently to review the statutes that draw
lines between foreign and domestic intelligénce. The concerns that
produced those statutes remain alive. The march of communication
and computational technologies gives them even greater force. But
boundary liens that were workable when the major threat came
from Moscow may not remain workable when the enemy is moving -
drugs or migrant workers or hot money or viruses or ultraviolet
rays. ‘ ,

Second and last, I would urge the Committee to think of the indi-
viduals in the Intelligence Community as well as of their organiza-
tional boxes. As the Committee knows better than I, they are men
and women of extraordinary intelligence and dedication. To the
extent that the present bill is right in saying that the Intelligence
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Community “has not . . . performed as well as it might,” the chief
reason I think, has not been faulty organization. It has been the
fact, which is also specified in the bill, that intelligence has been
“too isolated from the governmental process.”
The best remedy for that isolation is for individuals in the intelli-
gence and policy communities to get to know each other. In recent
years, the CIA has sent analysts to tours of duty with operating
agencies. This should be common practice, on a larger scale,
throughout the community. And there should be a heavy reverse
flow. Men and women from operating departments and from Con-
gressional Committees should spend time working in intelligence
agencies. Having learned at first hand what intelligence agencies
do and can do, they will be much more likely to ask those agencies
for help, also, they will know better what to do with the help when
it is offered. .-
Thank you very much Senator. : ' '
Chairman BoreN. Thank you. A very thoughtful statement. Let
me say to all three of you, I don’t think we’ve had an hour and
fifteen minutes of testimony any time that I think brought togeth-
er s0 many valuable ideas and insights. I am really interested in
what you say. I will try not to go on very long, because I want my
colleagues to have an opportunity to ask questions as well.
Of course; the best way to find something out if you are talking
about a region of the world, is to be there. I have always found the
best source I could find to be a good ambassador, a good chief of
station from the Intelligence Community, or a smart political offi-
_cer. Depending on the issue, it may be the military attaché or the
commercial officer or someone else. You sit down and get that in-
formation direct from the people that are working in the area. The
.analysis they provide, I find is superior to what it is once it’s fil-
tered by a large number of people sitting here reflecting upon raw
data coming in to them. I agree with you in what all three of you .
say, being close to the policymaker, right there, knowing what the
policymaker needs and seeing what it is the policymaker is grap-

. pling with is really the best way to provide intelligence that is rele-
vant, on point, and the quality of it is better. ,

Now, if that’s the case, I guess what I worry about is—and let me
just ask it point blank: is the implication then that the analytical
section of the CIA is not necessarily tied to a policymaker. It's not
like INR at the State Department which is very much closely inter-
woven. It’s not like those people few in number that are doing
work of an intelligence type in Commerce or Treasury or maybe in
the EPA or someplace else, the whole range of issues with which
we’ll be dealing. It’s very different than in the past. I hear all of
you saying I would rather see more decentralization of our analyti-
cal resources.

Admiral INMAN. There are two different issues here, Mr. Chair-
man. One is the compilation of essentially a classified Encyclopedia
Britannica—how do you pull together the data base and get it
usable. That can be done in reasonably centralized places or areas.
It is the drawing on that to make the assessments, what does it
mean, finding out what the user—whether it is a policymaker or a
military operator—refining for them, through the dialogue, exactly
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the best assessment you can make for the problem they are trying
to deal with, is the function.

Ambassador ABRAMOWITZ. May I add another word to what Ad-
miral Inman has just said. I am a great believer in maintaining a
centralized organization——

Chairman BoreN. At the CIA.

Ambassador ABramowrrz. At the CIA or wherever it is. It
doesn’t have to be at the CIA. But I believe in maintaining a cen-
tral analytical organ, particularly as we look at the changing
issues that are going to emerge in the coming years: economic
issues, you name them. We all know what they generally will be.

To leave the analysis of these problems to specialized ‘agencies,
like Treasury, or even State or Commerce, is, I think, an unwise
" ‘thing. I do believe there is a function for maintaining that detach-
ment from the policymaker down in some agency. Some of it can
be done in the private sector. Of course, it is done every day in the
New York Times when people write Op-Ed pieces.

Chairman BORreN. Absolutely. I should have added in mine when
I really wanted to know, is a good foreign correspondent added 1nto .
that group as well. :

Ambassador ABRAMOWITZ. But in addition to ‘what Admiral
Inman was saying, I think it is very important to maintain a cen-
tral analytical agency as we move into a dlfferent stage of our na-
tional and international needs.

Chairman Boren. Well, let’s suppose that we do maintain a cen-
tral analytical agency but in-a sense you've said there is so much
virtue in terms of what ﬁnally feeds into the analysis that goes to
the policymaker, whether we want to call it the National estimate
or whatever. First of all to make sure we are estimating on the
right subjects; second, that we gain not only the body of the opin-
ion of the analytical organization, but also greater input, it seems
to me, from the analysts that are out closer to the policymakers,
maybe even outside the government. There has to be some bias to-
wards having your analytical side which is acting upon this highly
sensitive, classified sensitive information, also be in a sense com-
partmented in an analytical structure that is somewhat inside a
cocoon. '

But as you move to a world in which more and more of the infor-
mation . you are analyzing is not from a clandestine source, it
should be easier. With the changing priorities and shifting sands, -
you’re not going to be able to say, like we have done in the past, we
need X people who are experts in the Soviet order of m111tary
battle, Soviet military communications, speak Russian, etc. We're
going to have all new things that pop up, and maybe the only
person in the United States that know about it is Professor X at
the University of Y, or somebody in the private sector, or someone -
who happened to be the one diplomat assigned to that small con-
sulate there 20 years ago and knew the people that are now in-
volved in a regional flare up or something else.

Now, it seems to me we have got to have a structure that is more
flexible-in terms of bringing those people in, less isolated—or less
- dominated, perhaps; to use Admiral Inman’s phase, the people com-
piling the Encyclopedla Britannica of information and knowledge.
Perhaps an expert in a particular field, or out of the private sector
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can blend in much more easily in an independent board than they
can become a permanent part of the analytical side of the CIA. Is
that the answer? A different kind of board of estimates than in the
past that allows a lot more flexibility, a lot more use of outside re-
sources. Let’s go to Dr. May and then back to Mort.

Mr. May. Well, sir, you might do it that way, but I think just o
go back to your original question, that you can only get the analy-
sis used if it is very close to the decisonmakings. On the other
hand, the analysts who are there are inevitably going to be caught
up in the concerns of those decisonmakers, and therefore they are
going to to have much shorter time horizons. And somewhere and
somehow you need a substantial body of analysts in the govern-
ment because you're not going to get, or you can’t be sure of, com-
‘prehensive coverage unless you have people who are prepared to
deal with the issues that are not currently on the agenda.

If you just go back a little bit, you would not have had any real
knowledge about Islamic fundamentalism unless it had been accu-
mulated somewhere outside the operating elements.

Chairman BOREN Sure; right.

Mr. Mav. And in fact, I think I would argue to you somethmg
that goes beyond that proposition. That is, I think if I have seen
one fault in the analytic side of the Intelligence Commumty, it has
- been a tendency even there to follow the fads, so that you've got
concentration on whatever is in the headlines, and you get people
taken away from what may turn out five or ten years from now to
- be something important. '

Chairman BoreN. Profileration was not nearly the kind of hot-
issue ten years ago that it is today. But.thank God there were some
people that were still tracking it. But let me ask you this. How
would you design your perfect structure—let me ask this of the
three of you—maintaining the core of the analysis process that we
need, but also making sure that those that are close to the policy-
makers and those from a much wider, more diverse range would be
" included in the analytical process? If you could just sit down and
draw for us how you would change the analytical structure from
lv)v};';at it is today to where you think it ought to go, what would that

e’

Mr. May. Well, I sketched it in the statement. It is quite an aca-
demic picture, I have to say. You would have policy planning staffs
of one one kind or another around the operating departments that
included people who were out of the Intelligence Community or at
least were very closely wired into it.

Chairman BoreN. You mean assigning a CIA analyst, for exam-
ple, over to Department X, Y, and Z, who then spend a stint—

Mr. May. As part of their policy planning staffs, as actually part
of their staff, but as people who have the clearances and dre
thought of as being in the Intelligence Community and understand
what is available there and can go back and forth.

I would have the Director thinking that his first mission was to" -
be the principal intelligence advisor to the President and to the
Congress. And on a very broad level.

The second mission would be to ensure that the whole Communi-
ty is serving the needs of users and keeping an eye on who they
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are and what their needs are, and the extent to which those needs
are being met. : o . .

And the third would be to set the framework for resource alloca-.
tion, thinking about not only their immediate needs, but about
what their needs might be over a long period of time in the future.

‘Now, I think he probably would need a couple of different adviso-
ry groups to help him understand those two sides. And I have some
question about whether the old Board of National Estimates, re-
created, could perform those functions. But it is a useful model. It
worked very well in its early days. '

Chairman BoreN. Ambassador Abramowitz, let me add to the
question. You talked about the need to bring in some people that.
might now be intimidated by our past policies of polygraphing and
so on, if I might call it, the CIA aura that makes it somewhat less
attractive for certain think tank people. How do we deal with that?
How do we make it less intimidating, more attractive and more
broadly relevant and diverse?

Ambassador ABRAMOWTTZ. May I—I will try to address that, but
may I go back for a minute to the broad question?

Chairman BogreN. Surely. '

Ambassador ABrRAMOWITZ. Professor May has picked up one
point that I want to comment on. It is important to maintain a cen-
tral analytical agency not only to look at the long term, but also to
provide the integration which is required in dealing with so many
more complex issues as the world changes and as we redefine our
interests. Such integration is not easily done in agencies related di-
* rectly to policymakers. Or maybe not done as well.

Secondly, let me give you an example of how I think a new NIE
process might evolve. I obviously have not thought this through,
and certainly this is one of those subjects that a special panel
might take a look at. We ought to consider looking at every NIE as
unique. You think through what should be done to get at a unique
subject matter, not a process in which everything is done the
same—— i : - )

- Chairman BOREN. Sure; as you need. Absolutely.

- Ambassador ABRAMOWITZ. And you decide if there is time—some-
times, of course, there is not time. If you decided how to get the
best thinking on this.problem, well, you may call in an outsider,
you may get two or three people who have been working this prob- .
lem and say, go off to X country, spend three months there, and
" come back. In the coming world, greater complexity, you devise a
process that is unique for every issue.

Chairman Bogren. Exactly. = :

Ambassador ABRAMOWTITZ. And you look to the best people. Now
. for example, there may be good people out there who don’t want to
take polygraphs. Do you say to hell with him now?

Chairman Boren. No. ‘ ‘ .

Ambassador ABraMowirz. That’s what I mean by raising the
issue of polygraphs. I realize that it is not a great contribution to
discipline. And I realize it is very difficult to run large organiza-
tions like that. But if information is becoming more open—which it
may be—or if information is becoming more important or more
available relative to clandestine information—then we ought to

look at very unorthodox ways of proceeding. :
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That’s all I have to say. : .

Chairman Boren. I couldn’t agree with you more in terms of
what you said. We've certainly learned that in the private sector,
have we not? All of a sudden you’re trying to create centers of cre-
ativity and some diversity and autonomy within the big overreach-
ing corporate bureaucracy, in order to rejuvenate the process.

~_We're learning that in the private sector and it ought to be true in

government as well. _

Now, how do you do that then? What you're really saying is you
have a little bureaucratic framework. The so-called bureau of esti-
mates will hear from the CIA, the INR, the Commerce Depart-
ment, on whatever the issue happens to be. That may be absolutely
right for one issue, but for another issue you may need to hear
from an academic or a business person who has had long experi-
ence in that region. You may need to hear from somebody who is
some free spirit from the arts world who is not about to take a
polygraph or whatever. If you have a fluid enough structure, you
can accomplish utilizing people on an ad hoc basis more or less.
They wouldn’t all have to meet the same tests as you would have
to meet to become an employee of the Central Inteiligence Agency,
for example. .

I have become convinced about a lot of flaws in our original pro-
posals as I have listened to various witnesses. Maybe it is a mistake
to separate the analysts at CIA from the operators. Maybe you
need that cross fertilization. Maybe you need this separate identity
of an analytical agency out there that is not tied to any policymak-
er. But it seems to me that you would also need some sort of entity
like what Admiral Inman is saying. The way the NIE’s are put to-
gether now is not really this kind of fluid structure, not really this
kind of far ranging think tank. It’s going to be relatively small, be-
cause you don’t have to recreate a huge staff. You've got the ency-
clopedia of intelligence organization out- here, as analysts at CIA,
‘and you have some smaller intelligence units around each policy-
maker. But you do need to have somewhere, it seems to me, a very
dynamic, very open kind of central place that has the vision to look
at the long range issues. You need the ability to understand also
what the policymaker needs to know now, and where you have the
open-mindedness to reach out and pull in the best asset from what-
ever community, from whatever source, as a part of the process.
You're going to hear from the CIA, you’re going to hear from the
DIA, and you're going to hear from the INR. In other words, if we
want a sort of newly creative, perhaps broadened, think tank board
of estimates that is revitalized, wouldn’t it be. necessary to have
some sort of an entity like that in order to make these things -
- happen? ’ . '

Admiral INMAN. It would facilitate the process. I think- Mort has
it right, you do re-look the security requirements. I had that in
mind when I talked about rethinking counterintelligence, or what
are the real challenges you have in the process, people who will
sell classified information. I am sort of constraining my response to
you, simply looking at the clock Mr. Chairman, and recognizing a
couple of us are going to have to slip away at 4:00 o’clock.

Chairman Boren. I understand. ‘
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Senator Bradley has indicated to me he has to leave, and the
Vice Chairman has agreed that he should ask his questions before
we turn to the Vice Chairman and then Senator Danforth. A
" Senator BRADLEY. Thank you, Mr. Chairman. '
. Let me thank the panel for their testimony. It is really quite
helpful and refocuses thinking. , _

Let me ask first about Mr. Abramowitz’s suggestion that we
create an independent commission to try to devise the new struc-
K{lre for intelligence. Is that something that Admiral Inman or Dr.

ay—— - :

Admiral InmaN. I understood Ambassador Abramowitz to say
that we ought to create a blue ribbon panel to say, where are we
going, what are the things we need to know going forward, for
broad agreement. I strongly support—— :

Chairman BoreN. Not necessarily the structure—

Admiral INmaN. I don’t think you want to do the structure in it.
I think you want to get them to focus on what are the challenges
out there that we are going to have to deal with. Once you have got
- agreement on that, then come back and look at what is the best
structure that you put in place to implement it.

Ambassador ABRAMOWITZ. I was certainly looking at how are we
going to define our intelligence needs. What do we need? That’s the
basic question given the world out there. But I also believe that a
body like this, having looked at that question, should be willing to
consider the best way to facilitate answers to those questions
through organization. I think that would also be a function. But
the first function is to decide what we need.

" Senator BRADLEY. Right. : :

Dr. May. : , ' : -

Mr. May. No, I would agree with that entirely. The whole ques-
tion of what the agenda will be seems to me certainly very cloudy.
To just take two examples, we already have a good deal of work in
_the area of narcotics, and it is clear that this is an area in which.
there are many opportunities for learning more by secret intelli-
gence of one kind or another. But there is a question about what .
we can do with it, about whether you can actually feed that intelli-

" gence into some kind of action. :

On the other hand, you take the area of trade about which we
have talked a good deal. You can talk about kinds of secret intelli-
gence you might use with regard to trade, most of which you actu-
. ally don’t want to collect or to use or don’t know what you'd do
with if you had it. And this whole question of where you can get a
- marginal advantage from secret intelligence is worth putting the
resources into. It seems to me to be the first question. to be ad-
dressed before you can really come to grips with the hard questions
of how it ought to be organized. . :

Senator BRaDLEY. So the first thing is a blue ribbon panel, com-
mission, however you want to describe it, to lay out what you think
are the intelligence needs——

Mr. Mav. Right. , : ’ .

Senator BRADLEY [continuing]. And the trade-offs between, for ex-
ample, medical research and economic migration, or terrorism and
environmental changes, is that the idea?
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Admiral InMAN. It would clearly be helpful if the panel could
sort out between what—where is this kind of information now
readily available—is it available from the World Health Organiza-
tion, IMF, elsewhere—where are you going to have to concentrate
to go collect it, that it is there. But it does need to begin with a
broad agreement on what are our information needs on the outside
Zgrlc(li to make the government function smoothly in the years out

ea

" Ambassador Asramowrtrz. You also—adding to that you also
have the questions, how much economic intelligence do we want.
Do we want commercial intelligence? Is it feasible? A lot of people
have strong views on that. A lot of people want to increase vastly
our clandestine effort. The right level cannot be determined until
we decide something about our priorities, our thrusts in the world,
all these. things. It is not—this effort is not being done in general,
but obviously it also relates to basic questions of forelgn policy, not
just intelligence policy.

Senator BrRADLEY. Is there anything that you now could say,
given the present structure, which was premised on quite a differ-
“ent intelligence environment and that you would want to get rid
of? Anything in the present intelligence structure that, you know,
right now is either redundant or unnecessary, given the fact that, -
as Dr. May said, we not only no longer have the Soviet bear, but
we no longer have- any substantial threat.

Admiral INmMAN. Your mlhtary activity in Poland, Czechoslova-
kia, Hungary-——

Senator BRADLEY. | mean monitoring.

Admiral INMAN. You have vastly less than has gone on in the -
past. Now that you have 15 republics, a great many of those are
going to have very minimal effort that you need to track. There
will still be some problems, potential breakouts, that you will want
a fair amount of information on.

‘Senator BRADLEY. One last question.

Dr. May, you seem to intimate that you thought the Rand-MITI -
model was one that should be considered. For What? I dldn’t quite
get it.

Mr. May. For analysis and policy planning in departments. Of
course the Rand Corporation was working directly for the Air
Force, was helping the Air Force plan strategy and then by exten:
sion the Defense Department, and intelligence was able to make a
contribution there without the problems that are involved with

" having the analysis centrally in the Intelligence Community.

.. I think that could be done quite widely. That is, I think there

could be people who had access to the resources of the Intelligence
Community who would be associated with planning and analysis in
departments of the government, in agencies. Think tanks of one
kind or another might be set up under the aegis of the Executive
Office of the President or associated with the Congressional Re-
search Service where there is already some tapping into these re-
sources.

The problem of associating intelligence resources with it is a
fairly easy problem. The harder problem is making sure that the
policy planner connects with policy and isn’t something that is
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simply churning out paper that doesn’t have any relationship to
decisions. - :

Senator BRADLEY. That would relate to what you laid out as your
intelligence needs?

Mr. May. Yes, sir. . . :

Chairman BoreN. Thank you very much, senator Bradley:

Senator Murkowski. - : , ‘

Senator MurkowskKl. Thank you, Mr. Chairman. I would like to
go back to Mr. May’s staiement when and you indicated your con-
cern that the NSC may not have dealt well with non-traditional
issues. You reflected on the Brazilian and Mexican financial col-
lapse. This leads me to the line that we have been discussing a
little bit, relating to economic intelligence. While this is not neces-
sarily a specific part of reorganization, it certainly bears an exami-
nation relative to our international competitiveness. There are
those on this committee who are not here that feel very strongly
that this is not an appropriate function. However, I would venture
to say that few of us, plus few of the professional staff, really have
any knowledge of what other countries are necessarily doing—
whether Japan factually is using intelligence through MITI to com-
municate to the trading companies for a market share or a particu-
lar opportunity to look into aspects of doing business in the United |
States. Which brings me to my question: is it appropriate that we
_know at least what others are doing in this area of economic intel-
ligence? My frustration is, first of all, we don’t necessarily have a
level playing field. We have various domestic regulations that -
others don’t have—others who coordinate trading company actions
with government linkage. We have antitrust laws and others don’t.
" We have many competitors in electronics, where another country
might have only one. But I am also frustrated that we are not re-
flecting on the intelligence capability we have, because it’s been
pointed out, we don’t really know how to go about it. But I think
‘there is going to be more and more pressure on the Intelligence
Community as to whether this should be a role. Would it not be
appropriate to at least know what other countries are doing? And I
am going to prepare for the Chairman’s consideration a request to
have some kind of a hearing dlong that line so that at.least we
would have a base of information. I would appreciate any brief
comments you would care to make. I am going to limit my ques-
tions to just two more, so feel at ease.

Admiral INMAN. Appropriate that the Intelligence Community
ought to be focusing on the policies of foreign governments that
-impact on trade. - ; ,

Chairman BoreN. What- other governments are doing to- collect
against us? - ' . .

Admiral INmMAN. Yes. ‘

Ought to focus on practices in other countries that would be vio-
lation of U.S. law if they took place in the U.S. so that you know
and can impact on that in the negotiations. Counterintelligence
side should clearly be looking at counterespionage activities direct-
ed against U.S. government entities, and at least awareness of
. them - directed against U.S. corporations. That's where I stop. I
think all of those I am comfortable for supporting.
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I think the idea of trying to collect information proactively to
provide to companies to go compete in the international market
place is a terrible idea. First, what is a U.S. company in that case?
Who would you decide that you would provide help to in providing
exporter jobs and who would you not. )

irman BOREN. I hear you. :

Senator MurkowskI. But we know it is going on and others are
doing it?

Admiral INMAN. Yes.

Senator MURKOWSKI. Dr. May. _ .

Mr. May. One of the things—and I entirely agree with what Ad-

miral Inman said. One of the things that can be done, I think, is

simply to publish the information, because if you take the example
of what the research institute of MITI does, they publish a lot of |
this. Now the things that are most interesting, they publish in Jap-
anese. The less interesting things they publish in both Japanese
and English. But they are available for the world. They pursue re-
search subjects that happen to be of particular interest to Japanese
producers. ) ‘ : :

Senator Murkowskr. That’s a good point.

- Mr. Mav. And we could do more of that.

Senator MurkowskI. We kind of used to do it in minerals man-
- agement, where we we’d send our people out to gather geological
survey material, publish it, and hope the private sector would use
it. Now of course, they want to take all that away and don’t want
any more prospectors out on public land, but that's another issue
for another time.

Yes, Mr. Abramowitz?

Ambassador ABRAMOWITZ. Just very briefly, I think we must be
careful here. MITI is not—in the example you used—MITI is not
an intelligence agency. Japanese intelligence agencies are of course
very limited, by and large. We do the same thing in the Depart-
ment of Commerce. We may not do it as effectively. We may not do
it with the comprehensiveness or skill. , :

Senator MURKowsKI. Certainly not as effectively.

Ambassador ABrRaMOwITZ. Okay. But what I am saying is I am
:;]}?its sure what we may be measuring here in terms of looking at

Senator MURKOWSKI. International competitiveness ability and
how you want to compete is a decision you make—— :

. Ambassador ABrRaMOwITZ. Yes, but what I am saying is that I
don’t think right now there is on the whole a major contribution
from intelligence. They may be, and it really is a subject that I
think deserves a lot of scrutiny. ' '

Senator MuREOWSKI. I wouldn’t differ with that. Admiral Inman,
you talked in your statement about cutting intelligence leaner. We
had, two years ago, the initiation of a statutory Inspector General.

"It caused a lot of concern on this Committee. Should we rely more
on the IG as we cut down intelligence staff to make management
accountable? - i _ :

Admiral INMAN. Senator Murkowski, I can’t give you a good
answer, because I've not looked at a single thing that has been pro- -
duced. So I don’t know what the quality of it is, how good is it or
not, so it would be a subjective answer. ,
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Senator Murkowsk1. Well, I am a little concerned about it—
Admiral INMAN. I am not a great fan of the structure of Inspec-

tors General created across all of the departments, But -that is a
different topic for another time. , .
Senator MURKOWSKI. Mr. Abramowitz, I am concerned about the
polygraph and you talked’a little bit about it on two occasions. But
when the Intelligence Community is faced with security realities,
what do you do if you don’t do that? ‘ o
Ambassador ABrRamowiTz. Well, I was not trying to make a de-
finitive statement on the utility or lack of utility or need for poly-
graphing in security matters. I was simply trying to say that we
have to re-examine all our practices, including our security prac- .
f(iges.,Now maybe we can’t find a proper balance—I simply don’t -
ow. .
Seilator MurkowsKl. -Well, you brought the case of losing good
people. - . , ,
Ambassador ABramowrTz. 1 brought the case up simply to em-
- phasize my interests in getting the best analysts from outside the
government. And it is quite possible. that there are analysts out
there, people out there, who may be terrific who do not. want to
work for the CIA because they simply do not want to take a poly-
graph, and who are, I am sure, as patriotic as anybody else. And so
‘that is a problem. I don’t know how to find the right balance. It is
beyond me. o .
Senator Murkowskr. Well, you've laid out the problem. I don’t
know that we have the answer either. L
_-~1have one question from Senator Warner, and the question may
be answered by any of you. Why is U.S. intelligence reluctant to
cooperate more with our allies on the acquisition and use of recon- .
naissance systems? C o o
Admiral INMAN. Senator Murkowski, let me give you a view
which may or may not be valid. I remember the first day President
Carter took office. There was a rush down to show him the first
photographs from a near real time reconnaissance system and to
tell him, you are the first President to ever see these. And it made
a great splash. And for 15 years, there have been trips abroad by
senior Intelligence Community representatives, almost all from -
CIA, to brief heads of state, show them pictures they don’s see any-
where else. Very impressive; opens doors. Does add to the prestige.

.1 accept all of that as valid in the past. But as I look out to the

future and look at declining budgets, the likelihood of multination-
al activities and my judgment is that we ought to thoroughly re-
examine the security structure for most of the imagery collection.
There will still be some things we want to ‘compartment and pro-
tect unilaterally. But that for much of it we ought to move to a
mode of how do we in fact introduce—other countries are going to
get the capability anyway; they are moving towards it. And this is
a market we ought to be able to develop effectively. And if we don’t
. change our attitudes on it, we’re going to find that the French are

the ones who have the market, the capability is there, and all we

have lost is the ability to be first in the door of some national

_ lt}elader }t;o impress them with the quality of the photography- we can

show. them. : - :
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Chairman BogreN. I have always felt we were probably the most
advanced in the world in this technology, don’t you?

Admiral INMAN. We have been, Senator Boren, but this is an
area where the world is catching up. You differentiate. There are
different degrees. I am increasingly persuaded as one thinks about
this need that we have been inclined to want a Cadillac for every—
or a Mercedes, for every use, when a utility vehicle might well ful-
fill a lot of the needs, the interests of other countries, and provide
information that is useful. '

Chairman BoreN. But given Washington’s wise adage that we .
may not have permanent friends, only permanent interests, if
there are some areas in which we have technologies where we have
clear superiority, isn’t there still some benefit to keeping some of
our technologies only unto ourselves?

Admiral INMAN. Some -of our technologies. Let me say again, I
am prepared still to support that there may be two different levels
as one thinks in the whole reconnaissance support activity area, of
some where you make the judgment that the lead is so.unique, or
the loss, if others are aware of your capability, could be so great
that you continue to compartment and protect, that for much of it,
particularly on the imagery side and maybe the ELINT side,
moving towards thinking about multinational ownership or even
other nations owning, but with a provision that we can have access
to the take, is something we should address. . :

Senator MurkowskIL. It depends on the technology as to what
you are going to make available and what you're not. :

Mr. Chairman, I want to thank the witnesses for being -candid
with us on a topic that obviously is very dear to our hearts, so we
do appreciate your contribution, gentlemen.

Chairman BoreN. Well, let me ask one question before we turn
~to Senator Danforth, and I apologize to him, but Senator Murkow- -
ski’s question provoked this thought—— : ' .

Senator DANFORTH. I’ve got to go in about two minutes.

Chairman BoreN. Well, you ask your question first.

Senator DANFORTH. I just really have one conclusionary question
that I would like to ask of you, relating to the significance of eco-
" nomic intelligence. And basically the question is, has this been
something that has been grossly overlooked by us in the past and
deserves a great deal more attention in the future, or is it some-
th(iing that doesn’t present any particular urgent problem for us
today. ' :

The reason for my asking is this. I had a visit a couple of days
ago from a Japan expert. This person took the position that we as
a country really don’t know how Japan functions economically. We
don’t know how the relationship between the government and the -
private sector functions; how the private sector relates various '
components of it; how this impacts on Japan’s doing business
throughout the world and here. And this person took the position
that we have an urgent task of making it a major priority to pay
much more attention on analyzing how Japan’s economy works. I
had never particularly thought of that one way or another.

Do you think that this is—not just singling out Japan, necessari-
ly, but is this something where we have been woefully short in our
efforts or is it—or are we doing all right?
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Ambassador ABramMowrTz. Senator Danforth, my perspective is
that what has happened is perhaps related less to whether we have
done enough intelligence than to the fact that strategic factors are
much less important. Other countries have caught up with us. Our
. economic position is not as good as it once was. So people are look--
ing at different things that absorb us. My view is that there are a
lot of questions out there that we simply have not examined. Some
of these questions, for example, are how do countries foster new in-
dustries? What is the role of government? These are questions I
don’t think we have asked in the Intelligence Community. Maybe
they should not be asked in the Intelligence Community. Maybe
they should be done somewhere else. It's not— o

Senator DaNFORTH. Is the question should we be asking if at all?

Ambassador ABRAMOWITZ. It seems to me a question we should
ask, but I am not sure these questions can be addressed as well in
the Intelligence Community as elsewhere, a point that Professor
May has very much made. But the question is of interest to the
I{lnited States. I think there certainly is an important question
there. A .

Admiral INMAN. Senator Danforth, in 1981 I reached a judgment
that we needed to very significantly increase the focus on economic
intelligence issues. I testified to the Committees on my view in that
timeframe. But I actively went to the other departments, saying we
~ didn’t have the capability in-house to do it. And I tried to put to-
gether a consortia. I couldn’t get Treasury or Commerce or Energy
to do it individually, so I tried to get them to agree to sponsor an-
other—a competing economic analytical organization. They had no
interest in it at all. And so the idea wént nowhere.

I still happen to think it is something that we ought to do and.
ought to have done over the past decade. And that.if we had done
it, we might have moved somewhat more responsibly in looking at
hovvl dwe were not changing to adapt to the reality of the outside
world. :

Mr. May. Senator, what Admiral Inman just said confirms my
sense from the outside. Obviously we need. to know answers to the
questions that you ask. It’s not clear to me, and I don’t think it is
clear to anyone, what contribution secret intelligence can make to
answering those questions. And part of the reason is because—my
impression from the outside is that they are not asked within the
United States government. The Treasury Department, the Com-
mercé Department, the Federal Reserve, have no idea what the In-
telligence Community might providé to them, or have little idea of
what they might provide. Though some .excellent economic re-
search is done within the Intelligence Community, it doesn’t con-
nect. They don’t know what questions are on the minds of those

people who make economic policy choices within our government, -

let alone people who are making choices outside the government.

Senator DaANFORTH. Thank you.

Chairman BorgN. Senator Danforth raises an excellent point.
We've just finished marking up the tax bill in the Finance Commit-
tee. I happen to be Chairman of the Subcommittee on Tax Policy. I
can tell you, we're operating totally in a vacuum in terms of how
tax policy interrelates with the tax policies of the nations we are

competing with. I have seen two or three studies, one at the Uni-
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~versity of Maryland that was quite good—academia seems to have
produced the best studies—indicating that there is a significant dif-
ference between the time of recovering the cost of your investment
in our country in certain key industries and the time it takes to
recover the cost of your investment under tax systems in other
.countries. That obviously has a huge impact on our ability to com-
pete. We don’t even sit down and think about this, not Treasury
when it presents ideas to us, nor do the Congressional Committees.
One thing we are very bipartisan about is total ignorance in terms
of our tax policy. For example, the point Senator D?ﬁforth made
about how other countries, in terms of benefits or bur ens or lack.
thereof impact the development of new enterprises. The impact of
governmental policies can discourage research and development or
encourage research and development as well as the cost of new
equipment. . . )

It seems to me that maybe your Board of National Estimates or
whatever we want to call it, the Neo-Board of National Estimates,
the Free Spirited Board of National Estimates, or the Liberated
Board of National Estimates can draw together all these things..
We might want this particular existing think tank, this institute at
this university, the private sector or departments of government. It
- could be the consortium, if we wanted to call it that, for funding,
carrying out and tasking our best resources in the country to look
at these things.

Does that sound reasonable? I would really value it if the three
of you would really think about this. I think in some ways you
have convinced me it would be wrong to do away with a sort of
core analysis group at the CIA which is somehow cross fertilized
and sort interconnected with the operators. It stands apart from -
the intelligence segments of those that have operational responsi-
-bility, whether it is intelligence of a defense installation or the
State Department or the Commerce Department, wherever. But 1
think that we must have somewhere standing outside of the exist-
ing structure, something that allows great flexibility greater fluidi-
ty, and draws on greater assets. I would really value your thought
because I think this may end up being one of the most valuable
contributions from this Committee legislating .or in cooperation
with the Executive branch. I am not one that has to have my name
on a bill. If there is a result, that’s fine with me. If the President,
the Director of Central Intelligence and the National Security Ad-
visor decide to do it, that’s fine. But-we are in such an uncertain
time with such a need for flexibility and to widen the array of
assets and talents we use to confront these problems. We also have -
the need to have a very high powered group of people trying to de-
termine what the questions are we need to ask. You not only need
to have somebody with the ability to go out and choose your best
- assets to answer the question, you also have to have this focus on
which questions we should be asking. Some people have joked and
said well, now we have the Intelligence Community in search of a
mission as if we have, to sort of figure out a reason.to keep it. Well,
that’s not really a fair statement for people to make. We know
there is a mission. But it is a fair statement to say we have not yet
thought about the questions. What are the list of questions we
really need to be focusing on and in what order of priority. That is
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something that is very different. We know the more uncertain the
world is the more we need to know about it to inform policymak-
ers. If each of you could think about that and get back to us on
how we could structure it, how we could make it work, how we

could utilize the best talents and also how we could cause it.to.

focus in on the right questions to ask. ‘

The last question is on economic intelligence spurred by my
thinking on Senator Murkowski’s question. I find as I talk to the
people in our Intelligence Community, flung out around the world,
" they have very little idea about what they are supposed to do in
-terms of economic intelligence. They don’t know what the guide-
lines are and they don’t know what the policies are. They know
that you are not supposed to go out and steal secrets from private
businesses in other countries, and if you did come across some, who
would you give them to. If you learned an automotive secret, do
you give it to Chrysler or GM or Ford, or whatever. . -

We.do have a few—and I would say a very few—foreign intelli-
gence services being utilized to steal private commercial secrets of
American companies. That has happened, as we all know. It is not
happening every day, not by every country by any means. Maybe
not even by the countries that the average lay person would most

suspect, but it-happens. But we have something else going on, and - 4

that is using intelligence services to get inside what is going on in

countries that are potential customers for our products.

For example, I know about 6ne country where a decision was
made inside the government to buy certain kinds of technologies,
equipment, and so on, for the whole country. Now, this is not the

actual case but suppose you have state owned enterprises who they
are going to buy a new telephone system for the whole country.

Let’s use that as an example. A foreign intelligence service gets in
and finds out before we do that they are going to do this, number

one. And then they.infiltrate the specs, in essence, find out all"

about it and get their people working in their sectors because they
have a partnership with their government much more than we do.
So they are miles ahead of us when it comes time to compete sell-
ing telephones. So they steal the market away from us. If we had
had the same information the other intelligence service had given

their private sector as quickly as they did, we could have been in

there. Now, it could even be not that the government is purchas-
ing, it could even be that they know that large private businesses
are purchasing and they use the intelligence service to infiltrate
private businesses in other countries. An American intelligence of-
ficer told me about this. He said, I am just so frustrated because
here I sit with no guidance. I am doing nothing for our country like
this; maybe I shouldn’t be. Maybe it violates our values, our princi-
ples. I do have pretty good intelligence on what my competing in-
telligence service people in this capital are doing. I am sitting here
without any guidance and I see them stealing and getting a head
start for their economic interests to get in there and sell products
in that market. Co .

Now, what do we do about that? What is moral for us to within
our own value structure? What is it appropriate for us to do within
the bounds of our economic system? At the very least should we be
calling the hand of the foreign government? Of course, one of the
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things you can nicely do if it is a friendly government that. is being
spied upon by a competitor, you can let the friendly government
know they are being spied upon by a competitor. They certainly de-
serve to know. The prime minister or the president or whatever-of
that country ought to know that one of our friendly competitors is
planting bugs in the offices of whoever it is that is going to buy
‘products—what do we do?

Admiral INMAN. May I give you a quick answer and my col-
leagues too, and then come back with hopefully a more thoughtful

- -one later. One is the counterespionage, counterintelligence issue.

What do you alert either your own government structure or other
governments, friendly governments, that is occurring.

Chairman BOREN. Counterintelligence is obviously appropriate.

Admiral INmMAN. Second one is you sanitize the information and
broadly put out market trends, market interest. Commerce has a
role to do in that. They need to be supported in that role. You.don’t
provide the specifics. But you can say, in this country this is the
direction they are headed. They are likely to be buying equipment
to ‘modernize their telephone service. It then is left to industry to
pick up, pursue in their own vehicles, the details.

Chairman Boren. So MCI, Sprint, AT&T, whoever it happens to
be if we are talking about telephones in that example, all get the
-information at the same time. But is it appropriate for our intelli-
gence community to get it? :

Admiral INMAN. If it in fact—is it appropriate for them to collect -
that information as they are pursuing what other intelligence serv-
ices are doing, the answer is yes. And the customer in thls case is
the Department of Commerce.

Chairman BoreN. Is.it appropriate for us to collect it on our own -
initiative, whether we know the opposition is doing it or not? That
is perhaps an even more difficult question, and you may not want
‘to answer that off the top of your head.

Admiral INmMAN. I would rather not.

Chairman BoreN. I understand.

Admiral INMaN. Thank you.

Chairman BoreN. Mort, any thoughts on that?

Ambassador ABramowrrz. It's a very difficult question, and
clearly: we have not thought it through and considered it very
much. My own instincts are sort of negative. But.that may be
wrong. But certainly those are my own instincts.

My feehng is, however, that where we may have an advantage is
in—is in penetrating governments. But the fact is, with increasing
- privatization and private enterprise, individual companies can do
far better than we. I don’t. believe—if we want to know what is
going on in the computer busmess, I don't believe any sples can do

as well as IBM or those companies that know what is going on. - V

And so while I believe there are a number of issues that may arise
in a number of specific cases, I simply am not sure how profound ‘
an issue this is.

Chairman BoreN. Dr. May.

" Mr. May. I have really nothing to add I think this is one of the
kinds of questions that needs to be thought through and your ex-
amples suggest how hard it is to think about it. '
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Chairman BoreN. Very difficult; very difficult. But what is
alarming is we have not thought them through. We could easily do
one of two things. Drift into areas where we shouldn’t, where it is
inappropriate because we haven’t- thought it through, or withhold
even counterintelligence kinds of activities to stop other people
from playing unfairly when we ought to be at least taking them to
task if they are playing. It seems to me that’s at least the first
thing we ought to do, take them to task when we catch them red-
handed at something we're not doing that we think is unethical or .
questionable. And I am not sure we have even thought it through
. that far yet, let alone go to the next threshold questions that are
very much tougher as to whether we should be initiating action
like this ourselves. And I guess I would agree with Ambassador
Abramowitz, I would err on the side—and the rest of you, I think—
grr on the side of caution in this area in terms of what we ought to

o. . : :

Thank you all very, very much for being with us. As we go along,
we would value any additional thoughts, and especially your ideas
of how we develop this think tank process that we were talking
about to make it better than what we have had. : : :

Thank you very much. )

'

[Thereupon, at 4:15 o’clock p.m., the Coinmittee was recessed.]
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, U.S. SENATE,
SeLect COMMITTEE ON INTELLIGENCE,
S Washington, DC.

The Select Committee met, pursuant to notice; at 2:10 p.m,, in
Room SDG-50, Dirksen Senate Office Building, the Honorable
David L. Boren, Chairman of the Committee, presiding.

Present: Senators Boren and Murkowski.

Also present: George Tenet, Staff Director; John Moseman, Mi-
nority Staff Director; Britt Snider, Chief Counsel; and Kathleen
McGhee, Chief Clerk. . :

PROCEEDINGS

Senator MurkowsKI. I am going to go ahead and begin this hear- .

" ing. I know the Chairman will be along very shortly, but in order
to expedite the hearing process, I will place his opening statement
in the record at this point. :

[The statement of Senator Boren follows:]

OPENING STATEMENT OF SENATOR DAviJJ L. BorEN

Today’s hearing is the third in our series of hearings on legislation to reorganize
the Intelligence Community. In our first two hearings, we spent quite a bit of time
focusing upon the analytical side of the intelligence business, and how it supports
the policymaking process. While we will undoubtedly come back to this in today’s
session, much of the comment today will focus upon support to the military, and the
relationship between the civilian and military intelligence structures.

We sometimes tend to forget that not only are 85% of the resources of the Intelli-
gence Community within the Department of Defense, but the Department is by far
the largest consumer of intelligence in the Government. From the planning and exe-
cution of military operations, to the development of tactics and doctrine, to the de-
velopment and production of weapons systems, to the defense relationships we have
with other governments, intelligence plays a pivotal supporting role in the daily de-
cisions of literally thousands of defense consumers, from the Secretary and ir-
man of the Joint Chiefs on down. .

This support comes principally from two sources. One is the National Foreign In-
telligence , comprised of agencies within and outside the Department of De-
fense, under the Director of Central Intelligence. These agencies collect, analyze,
and disseminate intelligence in satisfaction of a myriad of military requirements.
The other source of intelligence support is provided through the tactical intelligence

activities undertaken by the military departments to support the training and

equipping of their respective military forces, and for the planning and execution of
their respective military operations. These assets are typically under the control of
military commanders in the field, but often can be used in peacetime to collect and
process intelligence with both national and tactical significance.

While it is essential that the military departments retain and control their own
tactical intelligence capabilities, it does seem clear to me that these capabilities,
which can make a considerable contribution at the national level, must be integrat-
ed in an effective way with the National Foreign Intelligence Program. The con-
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verse is also true. The capabilities of the agencies within the National Foreign Intel-
ligence Program must also be brought to bear more effectively against the require-
ments of tactical commanders. -

,We must stop thinking of these as separate empires. In times of war or even a
more limited military operation, there is no more important consumer, for either

_ national or tactical systems, than the military commander, and the output of the

entire system must be brought to bear in support of his needs. .
. On the other hand, in times of peace, it makes little sense for the “national” In-

- telligence Community to acquire costly collection or analytical capabilities when the

job can be done and is being done by tactical assets of the Department of Defense.
In short, as I stated when the bill before us was introduced, we can no longer

-afford to maintain separate civilian and military intelligence empires. There needs
- to be better coordination and integration of these activities, both to reduce waste

and duplication, and to ensure that our military commanders in the field get the -
best support possible from both national and tactical intelligence systems.

The bill before us, in fact, contains a number of provisions which attempt to
bridge the gap: - - ) )

The bill requires that either the Director of National Intelligence or his deputy
for the Intelligence Community be a military officer of four-star rank; .

- It requires that an associate director for military support be created in the direc-
torate of operations at CIA to facilitate CIA support to military planning and oper-
ations; : : s - :

It requires that the Secretary of Defense identify and manage DOD tactical intel-

. ligence activities to ensure that they are integrated with national intelligence activi-
" ties; . ) :

It requires the Secretary of Defense to consult with the Director of National Intel-
ligence before appointing directors at"NSA and DIA, two defense agencies; and

It places the new National Imagery Agency within the Department of Defense in
recognition that it is DOD interests which will predominate in this area. It charges
this agency with performing for imagery the sort of function that the National Se-
curity Agency performs for SIGINT, and that is to operate -a system which inte- -
grates both national and tactical capabilities in the imagery area, enabling these
capabilities to be marshaled more quickly and effectively in support of military com-
manders, and other defense consumers. - ’

At same time, the bill would give. the Director of National Intelligence more au- -
thority over defense intelligence components within the National Foreign Intelli-
§exé§e Program, and would make the intelligence budget separate from the defense-

udget. A - o :

Some may see a stronger DNI or DCI as being at odds with better integration of

_the military and civilian realms. This is something that our witnesses may want to -

comment upon today. It was not intended to have such an effect. Indeed, a DNI or"
DCI with an improved capability to focus and direct the assets of the Intelligence
Community could direct those assets in support of urgent military requirements as
well as political ones.-But if there are concerns here, I hope we can discuss them.

To help us sort through this topic we have with us three knowledgeable, experi-
enced public servants, each of whom has broad personal experience both in the De-’
partment of Defense, and with the intelligence community.

Indeed, our first witness, Frank C. Carlucci, served both as Secretary of Defense
and as Deputy Director.of Central Intelligence. In addition, he served as National
Security Advisor to President Reagan, was Ambassador to Portugal, served as Un-
dersecretary of the Department of Health, Education and Welfare, and as Deputy
Director of the Office of Management and Budget. It is clear from this extraordi-
nary record of public service, that his advice and contributions have long been
valued by Presidents from both parties. And no less so by this Committee. It is an
honor to have him with us today. ’ R . :

Following Secretary Carlucci will be General Alfred M. Gray, former Comman--
dant of the Marine Corps and member of the Joint Chiefs of Staff. General Gray has
commanded at all levels, to include command of a tactical signals intelligence bat-

_talion in Vietnam. He has been an articulate proponent of intelligence in the JCS

forum, and has written percéptively on this subject. . .

Our final witness will be Gen. Paul F. Gorman, who brings to us a unique combi-
nation of experience in both the military and intelligence fields. A graduate of West
Point with a masters degree from Harvard University, General Gorman has 40
years of _militar{- service to his credit, which includes serving as Commander-in-
Chief, U.S. Southern Command in the mid-1890s, and service as a member of the
Joint Staff, and as assistant to two chairmen of the Joint Chiefs of Staff. In addi-
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tion, for a portion of this career, he was a national intelligence officer who' twice
won CIA’s Sherman Kent Award for distinguished writing on intelligence topics.

In General Gorman and in General Gray, we have two military commanders who
have seen first-hand the strengths and the weaknesses of the Intelligence Communi-

. ty in terms of its ability to support U.S. combat forces. '

This Committee spent a great deal of time last summer reviewing the nature and
quality of the support provided the commanders involved in Operation Desert
Storm. Indeed, while Secretary Cheney found overall intelligence support to have
been a “success,” he also noted there had.been many problems in getting timely,
crisp intelligence to the field commanders. This was, of course, echoed to the com-
mittee bg General Schwarzkopf himself, and by the G-2 of the Army component
command. .

Reacting to these assessments, this Committee worked last year with the Senate
Armed Services Committee to include several provisions in the defense authoriza-
tion bill to capitalize on the strengths, and -address the weaknesses, evident in
Desert Storm. For example, the bill mandated that the Joint Intelligence Center
created at the Pentagon to support Desert Storm be maintained permanently, and
DOD has moved to integrate this joint center concept at certain other of its combat-
ant commands. The bill also authorized these commands to task national collection
systems as part of their exercise activities in peacetime, and Congress has funded a
number of programs designed to improve the use made of national systems by tacti-
cal commanders—the so-called “tencap” programs. . .

So, much has already been done. It may, however, not be enough. The bill before
us does not expressly address support to the combatant commander, although clear-
L);thfg provisions to improve imagery management certainly should redound to their

nefit.

If our distinguished witnesses have suggestions for additional legislative remedies
in this regard, I would be pleased to have them.

With that, let me give the floor to the distinguished Vice-Chairman of the com-
mittee, Senator Murkowski, for any opening comments he may have. :

Senator MurkowskI I join with the Chairman, gentlemen, in

welcoming each of our distinguished witnesses today as we contin-

. ue our hearings on intelligence reorganization. Today’s focus is, of
course, military intelligence management, and as far as I am con-
cerned, once the decision has been made to commit troops in a situ-
ation, we have an obligation to provide commanders in the field

- with the best intelligence our capabilities will allow. Intelligence is
a force multiplier. Intelligence certainly saves lives. And 1 doubt
whether there is anyone in the room who would argue with that
generality. .

Desert Storm showed us both the capabilities and shortcomings
of our defense intelligence capabilities. There were things intelli-
gence allowed us to do in that war that were simply unprecedent-
ed. On the other hand, bomb damage assessment, imagery dissemi-
nation, and general intelligence assessments, were less than satis-
factory in the minds of many. .

While military intelligence performs well overall, our challenge
is to make a good thing work even better.

The questions for our witnesses today include what, if anything,
should we do to improve military intelligence and national intelli-
gence support to tactical intelligence. Should we try to change or-
ganizational structures, create new positions, or mandate simply
new requirements.

Some would argue that the current DCI and Secretary of Defense
have such a good working relationship that we really don’t need to
do anything. Well, that may be fine for now, but the questions are,
what about the future. A _

As a consequence of that being the extent of my statement, gen-
tlemen, we're going to attempt, if there is no-objection, to try and

58-849 0 - 92 - 9
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accommodate Mr. Carlucci’s schedule, because we have been ad-
vised that the former Assistant to the President for National Secu-
rity and Secretary of Defense.is under a rather tight schedule. I
would, as a consequence, introduce our panel today. Mr. Frank
Carlucci, who will address us first and then General Alfred M.
Gray, and General Paul F. Gorman.

Mr. Carlucci was a former Assistant to the President for Nation-
al Security Affairs, the Deputy Secretary of Defense, Secretary of
Defense, the Deputy Director of Central Intelligence, the Ambassa-
dor to Portugal, the Under Secretary of Health, Education, and
Welfare, and the Deputy Director of the Office of Management and
Budget, and currently is the Vice President of the Carlisle Group.
And I imagine you know something about Portuguese wine, as
well. But that’s not why you are here, Frank.

Please proceed, Mr. Carlucci.

Mr. Carruccr. Thank you, Mr. Chairman. :

I would ask that my full statement be submitted for the record
and I will take some excerpts from it. )

Senator MurkowskI. So noted; please proceed.

[The prepared statement of Mr. Carlucci follows:]

TESTIMONY BEFORE SENATE SELECT COMMITTEE ON INTELLIGENCE

Mr. Chairman, Members of the Committee, it is a pleasure to appear before you
to offer some observations on S. 2198. You have already heard outstanding testimo-
ny from Secretary Schlesinger and General Odom, and I will shorten my remarks
by referring to their testimony where appropriate. : -

At theé outset, let me congratulate you, Mr. Chairman, on focusing our attention
on the critical role of intelligence in a changing world. Regardless of what happens
to this legislation, the debate it has precipitated will play a major role in shaping
the intélligence agenda and structure for the 90’s. In this connection, I share Bill
Odum’s view that our focus on regional threats and weapons of mass destruction
will make intelligence more important and more complex than it was during the
cold war. Longer warning times allow greater budget reductions, but they also re- -
quire more precise and timely intelligence.

At the risk of stating the obvious, I emphasize that intelligence only has value to
the extent that it responds to the policymakers’ needs. The danger in any large cen-
tralized structure is that intelligence will generate its own requirements and
produce a least common denominator product; policymakers will then create their
own intelligence support, a process whose inevitability Jim Schlesinger describes in
his testimony. Jim argues persuasively, and I would agree, for competing centers of
analysis. It is important that the process of competition be responsive not just to
senior policymakers, but also to the policy formulators, the GS 13’s, Lieutenant
Colonels and Commanders. This means the Intelligence Community must be cloned
as closely as possible to the policymaking community at every level. Stovepipe orga-
nizations fail to meet that test. .

A major problem in reshaping the Intelligence Community is that our country
has not yet settled on its new foreign policy goals. What is the national security
policy that will replace containment? Most in this room would urge that we contin-
ue to play a global role, although isolationist voices are being raised. But a global
role to what purpose? To promote exports and create jobs? To deal with regional
threats to our economic interests? To spread democracy and improve human rights?
To prevent, or if necessary, cope with instability? Or, is it all of these?

I think you would agree that organization is a function of mission. Today we have
a vague sense of our new intelligence needs, but until our foreign policy goals
become clearer, we won’t know which needs have priority. Moreover, if there is any-
thing most observers agree upon is that the cold war, for all its potential for terror,
at least offered a measure of stability; the new world will be far less predictable.
-Hence, I would keep in mind the importance of flexibility as you look at organiza-
tion of the Intelligence Community. The structure you create today may be entirely
inappropriate a year from now, and statutes have a way of being difficult to change. .
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‘Moreover, reorganizations, while they can generate a fresh approach, are also costly
in terms of time, effort, and impact on morale. .

No one can argue with the purposes of your legisalation. Improved efficiency,
elimination of unnecessary duplication (I underscore unnecessary) and better coordi-
nation ‘are as desirable in the Intelligence Community as they are in any Depart-
ment of Government. The problem, of course, is that intelligence is not a Depart-
ment, and it should not be since it is a service function which must cater to a wide
variety of consumer needs, a process Jim Schlesinger has described in some detail.

My experience in the private sector leads me to question the wisdom of focusing
exclusively on management and efficiency. That is what our business organizations
did 5 to 10 years ago while the Japanese were passing us by. Today we have learned
that management, while important is really a subset of total quality. That must be -
the overarching goal, and I can think of no area where total quality is more impor-
tant than intelligence. Yet, I don’t find it even mentioned in the draft legislation.
The Congress could render a valuable service if it could lead the Intelligence Com-
munity through the process of cultural change that has occurred in so many of our
private companies that have adopted total quality programs. Total quality, by the
way, begins with responding to the customers’ needs.

Let me illustrate my point. I am on the board of a company that has reorganized
itself under a new CEQ three times in the past year, and will probably continue to
reorganize. Yet earnings have gone up 13 percent in a tough year. Why? Not be-
cause they have the perfect organization; obviously they are still groping. But be-
cause of leadership and the focus on total quality. Given those two attributes,
almost any organizational structure will work as long as the leader has the flexibil-
ity to change it. : : ’

Let me turn now to some features of the draft legislation.

Establishing a DNI. This is the centerpiece from which much of the rest flows. It
succeeds in raising the visibility of intelligence but not necessarily its bureaucratic .
clout. This is presumably achieved by the absorption of analytical units from vari-
ous agencies into the office of Intelligence Analysis, giving the DNI “authorities and
guidance” over DOD intelligence entities and creating a separate budget for intelli-
gence which the DNT not only formulates but apparently executes. .

As a practical matter, none of these changes will happen; they are politically im-
practical and in my judgment managerially questionable. The intent seems to be to .-
create a strong line organization, but this is of necessity done at the expense of
other line organizations that have legitimate requirements and powerful constituen-
cies. The end result is likely to be a compromise where the DNI emerges as an equal
with the Secretaries of Defense and State with regard.to their intelligence activities
and nobody is in charge. This is, of course, a formula for paralysis.

This kind of arrangement is prejudicial, as well, to employees who would appar-
. ently come under the personnel programs of their original agencies but under the
DNI for managerial purpeses. Career planning and development would be difficult
at best. Divided loyalties are never healthy.

Finally, the creation of an analytical monolith violates Jim Schlesinger’s strong
case for competing centers of analysis and distances analysis from collection under
the impression, I suppose, that the latter taints the former. I never found that to be
the case; in fact, Admiral Turner and I tried to increase the interaction in the CIA
between analysts and operators in order to be certain the latter were being fully
responsive and properly tasked. In DOD as well, I tried to keep the collectors close
to the users. - i
" Furthermore, I can’t imagine either the Secretary of Defense or the Secretary of
State being obliged to task the DNI for every requirement he or she might have.
They would inevitably regrow their own capability. The DNI in turn would prolifer-
ate staffs, as would his deputy. The end result could well be to add to the bureaucra-
cy and increase inefficiency and duplication. .

There may be merit in formalizing the DCI’s already strong position in the formu-
lation (not execution) of the NFIB and in giving him reprogramming authority. But
I am unsure of the intent of giving him final authority over budgets for which the
Secretary of Defense must be held accountable. If the idea is that the Intelligence
Community will fare better, history belies that. Secretaries of Defense have always
been more forthcoming than OMB Directors. In 1981 I fenced off the intelligence
budget, and I understand that fence continues. Secretaries of Defense as program
managers are the appropriate officials to make the tradeoffs between the military
forces and force multipliers. These tradeoffs cannot and should not be made by a
service organization, and OMB lacks the in-depth expertise to do a satisfactory job.

As for making the aggregate fi public, this is now an old debate. I fail to see
the merits of .publishing such a figure since its opponents are sure to focus on its
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absolute size, while its defenders cannot rally to its cause without revealing classi-
fied information. The very fact such a figure is out there will inspire the press to
search out the details. Protection of sources and methods becomes more difficult,
‘and as the Committee knows protection of sources and methods is the key to good
intelligence. We need to strengthen our capability to protect sources and methods,
not weaken it further. )

I don’t have the expertise to comment in detail on the creation of an imagery
agency and placing a statutory base under NSA and giving it stronger authority
over signals intelligence. There seems to me to be merit in having a clear focus for
each of the three collection disciplines: humint, sigint and imint. One problem,
though, is maintaining the integrity of the current procurement mechanism which I
believe has functioned well, at least on a relative basis. It is not clear to me why
collectors need to have a relative basis. It is not clear to me why collectors need to
have an in-house procurement capability to do their job. Moreover, I worry about
more stovepipe structures where the policy formulators and the analysts have to
climb a number of bureaucratic rungs and wait while the results of their tasking
ascend the same ladder before receiving the data they seek. )

I favor making the DNI (or DCI) a non-voting member of the NSC and creating an
NSC committee on intelligence. This provision basically codifies existing arrange-
ments, although specifying a non-policy role for the DCI (or DNI) is useful. While I
agree the National Security Advisor should chair the committee, you may wish to
preserve the President’s flexibility on this matter. For example, George Shultz ob-
jected to the National Security Advisor chairing meetings of cabinet members be-
cause the latter was not a confirmed official. .

At the risk of repetition, let me emphasize a basic point by noting that I have -
attended National ity Council meetings of one sort or another on intelligence
in three capacities, DDCI, National Security Advisor, and Secretary of Defense. The
image that underpins the draft legislation is that these meetings should establish
- clear priorities which cascade down in an orderly manner to the analysts and the’
collectors, who then produce the.desired product. ’

Unfortunately, that is not the real world, and it will never be. Policymakers at
the senior level are busy people. They will grumble to their staff about intelligence
" and on _occasion will do direct tasking, but they are unlikely to provide the system-
atic guidance the collective Intelligence Community needs. But the Colonel or Com-
mander who has to produce a position paper for his superiors within a week is
likely to be very specific with his intelligence counterparts. That is where the action
is, and we need to keep it there. Informal and free exchange at all levels is crucial
to producing relevant intelligence. : N

While I have expressed reservations about S. 2198, let me add my voice to yours
in urging that the Intelligence Community change its priorities and procedures to
correspond to the new reality as rapidly as possible. In fairness, though, I think we
should recognize that what we are all urging is acceleration of a trend that has been
underway since my days in the CIA, at least. Increasing attention has been steadily
given over the years to regional threats, terrorism, non-proliferation, narcotics and
broad economic intelligence. : . :

Let me suggest a course of action. This committee should task the DCI to come up
with an intelligence plan for the 90’s specifying goals, priorities and above all, how
the quality of intelligence can be approved. I believe the DCI is already working on
such a plan. Once agreement is reached on goals and priorities, a dialogue on the
organization and authorities needed can then take place. Where the job can be done
by modifying existing authorities or by specific reorganizational fixes, I believe this
is preferable to large-scale organizational changes which could prove faulty, could
a.d(:idi t;_; the bureaucracy, are inherently disruptive and are frequently difficult to
m . . !

- Mr. Chairman, that concludes my testimony. I would now be pleased to answer
questions. ' ‘ :

STATEMENT OF FRANK C. CARLUCCL

Mr. Carruccr. It's a pleasure to appear before this Committee
and let me congratulate the Committee on focusing on an issue of
great importance for the ’90’s. Regardless of what happens to the
legislation you are considering, the deliberations in which you are
engaged will help to shape the intelligence agenda for some time to
come. . , .
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At the risk of stating the obvious, let me emphasize that intelli-
gence only has value to the extent that it responds to the policy-
makers’ needs. The dangers in any large, centralized organization
structure—intelligence structure, are that the institution will begin

to generate its own requirements and that policymakers conse-
quently will create their own intelligence support, a process that -
Jim Schlesinger has described very well in his testimony.

1 would also agree with Jim on the importance of competing cen-
ters of analyses, and underscore the point that these competing
centers ought to be available for a group that 1 would call the
policy formulators as opposed to the policymakers, the GS-13s,
lieutenant colonels, and the commanders. And this means that the
Intelligence Community must be cloned with the analytical and
policymaking community at every level. And stovepipe organiza-
tions fail to meet this test. ,

No one can argue with the general purposes of the legislation.
Improved efficiency, elimination' of unnecessary duplication, and
better coordination are as desirable in the Intelligence Community
as they are in any.department of government. The problem is that
intelligence is not a department, and it should not be since it is es-
sentially a service function that must cater to a whole variety of
consumer needs.

My experience in the private sector leads me to question the
wisdom of focusing exclusively on management and efficiency.
That’s really what our business organizations—and I know you un-
derstand business very well, Mr. Chairman—that’s what our busi-
ness organizations did five to ten years ago while the Japanese .
-were passing us by. Today we have learned that management,
while important, is really a subset of total quality. That must be
the overarching goal, and I can think of no area where total qual-
ity is more important than intelligence. Yet I don’t find even a
. mention of quality in the draft legislation. ,

The Congress could render a valuable service if it would lead the
Intelligence Community through the process of cultural change
that many of our businesses have gone through. And I might note
that total quality begins with responding both accurately and in a
timely fashion to the customers’ needs, doing it right the first time.

Let me now turn to some features of the legislation.

Establishing a DNI. This is the centerpiece from which much
else flows. It succeeds in raising the: visibility of the office and the
visibility of the intelligence function, but not necessarily its bu-
reaucratic clout. This is presumably achieved by the absorption of
various analytical units into the Office of Intelligence Analysis,
giving the DNI authorities and guidance over DOD intelligence,
and creating a separate budget for intelligence which the DNI not
only formulates, but executes. ' .

As a practical matter, none of these changes will happen. They -
are politically impractical, and in my judgment, managerially ques-
tionable. )

The intent seems to be to create a strong line organization. But
this is of necessity done at the expense of other line organizations
" that have legitimate requirements and powerful constituencies.
The end result is likely to be compromise where the DNI emerges
as an equal with the Secretaries of Defense and State with regard
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to their intelligence activities, and nobody is in charge. And this, of
course, is a formula for paralysis. ' '

This kind of arrangement is prejudicial as well to employees who
would apparently come under the personnel programs of their
original agencies, but under the DNI for managerial purposes. .
Career planning and development would be difficult at best. Divid-
ed loyalties are never healthy. ,

Finally, the creation of an analytical monolith violates Jim
Schlesinger’s strong case for competing centers of analysis and dis-
tances analysis from collection under the impression, I suppose,
that the latter taints the former. I' never found that to be the case.
In fact, Admiral Turner and I tried to increase the interaction .in
the CIA between analysts and operators in order to be certain the
latter were being fully responsive and properly tasked. In DOD as
well, I tried to keep the collectors close to the users. '

There may be merit in formalizing the DCI’s already strong posi-
tion in the formulation—not execution; formulation—of the NFIP
and in giving him stronger reprogramming authority. But I am

unsure of the intent of the legislation in giving him final authority .

over budgets for which the Secretary of Defense must be held ac-
countable. : , '

If the idea is that the Intelligence Community will fare better,
history belies that. Secretaries of Defense have always been more
forthcoming than OMB Directors. In 1981 I fenced off the intelli-
gence budget, and I understand that that fence continues. Secretar-
ies of Defense, as program managers, are the appropriate officials
to make the trade offs between the forces and force multipliers. It
cannot be done by-a service organization, and OMB lacks the in
depth expertise to do a satisfactory job. . .

I don’t have the expertise to comment in detail on the creation of
an imagery agency and placing a statutory base under NSA and .
giving it stronger authority over signals intelligence. There seems -

- to me to be some merit in having a clear focus for each of the col-
lection disciplines: HUMINT, SIGINT, and IMINT. »

One problem though is maintaining the integrity of the current
procurement mechanism, which I believe has functioned well, at
least on a relative basis. It is not clear to me why collectors need to
have an in-house procurement capability to do their job. Moreover,
I worry about stovepipe structures in which analysts have to go up
a number of rungs of the ladder in order to do their tasking, and
then the answer to their tasking has to climb back up the same
rungs. B i :

Senator Murkowskl. Mr. Carlucci, why don’t you take a break
there and a long drink of water, because the second bell has rung,

- which means I have got six minutes to get over to the Floor and
vote. I suspect the Chairman will be back by the time I get over
there, and hopefully our paths will cross. Buf I apologize for inter-
rupting you, but I apparently have no other choice.

0 we will just informally recess for a few minutes.

Thank you, gentlemen. - '

[A brief recess was taken from 2:24 p.m. until 3:14 p-m.]

Senator Murkowsk1. I apologize to you for the inconvenience
that we have caused you and also those in the audience. To make a
long story short, I am here and we can proceed and my apologies
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on behalf of myself and Senator Boren. I may have to'leave mo-
mentarily, but please proceed, Mr. Carlucci.

Mr. Carrucct. In which case I'll be very brief and conclude my
testimony quickly, Mr. Chairman.

A couple of final points. I favor making the DNI or DCI, what-
ever you want to call him, a non-voting member of the NSC and
creating an NSC committee on intelligence. But I think you need
to be flexible on who should chair that committee. I happen to feel
it should be the National Security Advisor, but that is something
the President ought to determine. - S

Let me conclude by citing a personal experience. I have attended
NSC meetings in three different capacities: as National Security
Advisor; as SECDEF; and as DDCI. And the image conjured up by
this legislation is that of a very orderly process in which the Na-
tional Security Council people sit around a table and say, well, this
ought to be my priority and this ought to be your priority, and
here’s how all the priorities flow, and that all goes down into an
Intelligence Community which goes out and tasks the system and
eventually produces a beautiful NIE. That, unfortunately, Mr.

Chairman, is not the way the world works. I have to say that I -

have frequently left these meetings more confused than I went in.
Cabinet secretaries are very busy people, they may make ad hoc
judgments on what they need, but they are not equipped to make
systematic judgments on what their intelligence requirements are.

‘The people who can make those kinds of judgments are at a
much lower level in the structure. And General Gray and General
Gorman will talk to that. But I happen to believe that it is at the
GS-13, lieutenant colonel level, and that’s the relationship that
you not only have to preserve, but you have to strengthen.

I agree with the sense that the Intelligence Community ought to
change its priorities with the changing world. But in fairness, those
priorities have been changing back since—they started changing
when I was in the CIA. In the late 1970’s we began to pay increas- -
ing attention to terrorism, narcotics, non-proliferation issues and
economic intelligence. '

I would suggest that the Committee task the Intelligence Com-
munity to come up with an overall program—I would call it a total
quality management program, you may use some other name—-
where you reach an agreement on goals and priorities and work
back from that kind of agreement to what organizational structure
is most appropriate. And use existing authorities wherever possi-
* ble, because statutes are indeed very difficult to change.

With that, Mr. Chairman, I conclude my testimony and am pre-
pared for whatever questions you might have.

Senator Murkowskl. Thank you, Mr. Carlucci. In order to expe-
dite the hearing, I think it would be more appropriate if we sub-
mitted our questions to you, then you could respond at your con-
venience. I again apologize and wish you a good day, sir.

Mr. Carruccl. Thank you very much, Senator.

[Mr. Carlucci was excused.]

Senator Murkowskl. I would ask either General Gray or General
" Gorman if there is a sequence that either one of you—— = -
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General Gray. I will bow to my distinguished and aged colleague
who probably forgot more about this topic than I care to know.
Why don’t you go first.

Senator Murkowskl. Well then, I will briefly introduce General
Paul Gorman, formerly a National Intelligence Officer at the CIA,
the planner, J-5 of the Joint Chiefs of Staff, the Assistant to the
Chairman, Joint Chiefs of Staff, and the Commander in Chief of
the Southern Command and currently he is the President of Cardi-
-nal Point, Inc. ' ' -

Please proceed, General.

STATEMENT OF GENERAL PAUL GORMAN, USA (RET)

General GorMaN. Thank you, sir. As you requested in your
letter, I will avoid wordsmithing the draft bill and will address in- _
stead two main problems that I perceive within the present mili-
tary intelligence structure, together with my solutions for those
problems. 4
I h(a;ve a prepared statement, sir, and I have submitted it for the
record. : - :

Senator MurkowsKI. It will be entered in the record as if read.

[The prepared statement of General Gorman follows:]

Views ON S. 2198. INTELLIGENCE REORGANIZATION ACT OF 1992

I am pleased to be asked to comment today on those provisions of the proposed
legislation that pertain to Defense intelligence management. As you requested, I
will avoid “wordsmithing” the draft bill, and will address instead two main prob-
lems that I perceive within the present military intelligence structure, together
with my solutions for those problems.- ’ )

I thoroughly support your goal, Mr. Chairman, of a better intelligence product at
. lower cost. I know from experience that significant improvements in both cost and
effectiveness can be achieved. I am also quite convinced that the time has come for .
American intelligence, no less than American industry, to cast aside the mindsets of
the past fifty years, and to prepare to meet, in the decade ahead, wholly different
challenges with fresh approaches to productivity.

However, for the most part, I disagree with the concepts reflected in the draft bill,
as I understand them.

- It seems to me that concepts like “centralization” and “colocation,” enacted into
law, would buttress the Beltway Barrier between the US Combatant Commands and
the intelligence centers in the Washington region, subordinating and rigidifying at a
time when, for the first time, it is possible to envision a very different, more flexi-
ble, adaptive, and efficient distributed architecture for the Intelligence Community,
one better suited to a strategically amorphous era.

I believe, to the contrary, that decentralization should guide reorganization within
the Department of Defense. Moreover, I would hold that, far from separating the
management of intelligence within the Department from its management of Com-

“mand, Control, and Communications, the Secretary of Defense ought to exploit the -
congruence between C? functions and intelligence through ever closer organization-

- al and programmatic integration, and through research and development. o
I suspect that organizing around collection-discipline managers will impair all-
source fusion, slow and stultify the intelligence cycle, and add the barbed wire of
inter-disciplinary competition to the Beltway Barrier. o

In short, I think the reorganization proposal is old-fashioned, and vision-deficient.
In my view, there are today two main organizational problems within military intel-
ligence: first, providing for-the Commanders-in-Chief of the unified and specified
commands, who are both major contributors to collection and analysis, and princi-
pal consumers of intelligence products; second, dissemination, which I consider to be
the major shortfall in military intelligence today. :
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CENTRALIZATION ANTIPATHETIC TO CINC'S R

I was frankly surprised that a reorganization so fundamental to the combat capa-
bilities of US military forces could be drafted and described without taking into ac-
count the provisions of Title 10, US Code, as amended by the Defense Reorganiza-
tion Act of 1986.} Aside from passing references to furnishing intelligence “to the
Chairman of the Joint Chiefs of Staff and senior military commanders,” thé reorga-
nization seems to ignore the fact that, while the military departments and-the serv-
ices equip and train forces, these are employed by the Commander-in-Chief of one of
the US combatant commands. Further, the bill defines the Intelligence Community
without taking into account the extensive intelligence functions of the unified and
specified commands. These seem to me to be disabling lacunae. .

1 am not here to argue, Mr. Chairman, that CINCs have a better handle on intelli-
gence than other parts of the Intelligence Community. However, I can assert, from
my own experience, that a Commander-in Chief is a full and vital member of that
Community. Especially if he is responsible for US securi::iy interests in a region out
side our borders, a CINC has a unique perspective, and his eyes, ears, and brain
contribute uniquely to the Community’s understanding. I used to teach my intelli-
gence officers in Panama that they should be aware that there were only three mili-
tary staffs working full time on interstate violencé in Central America: ours in US-
SOUTHCOM, the combined Sandinista-Cuban staff in Managua, and Castro’s staff
in Havana. Moreover, I enjoined, one of our jobs was quality assurance for the
whole US Intelligence Community on military intelligence within our area of re-
sponsibility. . .

Mr. Chairman, on 20 February, in your statement concerning this proposal, you
deftly outlined the intelligence cycle. I am here to remind you that the CINC is one
“consumer” you mentioned, he who initiates the cycle, who ends the cycle, and who
recycles. The tough problems of intelligence require countless iterations, for usually
the consumer is so ill-informed that his initial questions of collectors and analysts
are vague, and often misdirected; the consumer can not know how to ask about that
of which he is ignorant.

Let me offer a modest example: preparing to assume command of USSOUTHCOM
in 1983, I received a bleak estimate of prospects for survival of democracy in El Sal-
vador from top analysts in the Intelligence Community—those in DoD, in State, at
Langley, and at Fort Meade.

Accordingly, I early established for the Intelligence Community, among my essen-
tial elements of information (EEI), motivation for viclence: why did the fighters on
both sides continue an apparently hopeless struggle? The answers I received back
were couched in the hoary order-of-battle accounting that caused so much controver-
sy in Vietnam during the war, and in U.S. courtrooms long after the war. For in-
stance, several estimates from inside the Beltway featured timeseries bar charts
starkly contrasting rapidly climbing numbers of guerrillas and active guerrilla-sup-
porters against dwindling numbers of government troops. Having been able person-
ally to inquire into the guess-and-god-data out of the US Mission in San Salvador
that underpinned these statistics, I then redefined my EEI to focus, on the guerrilla
side, on the nature of the relationship between the fighters and non-combatant sup-
porters, and on the government side, on military leadership and personnel manage-
ment. I personally concerted a new collection plan with the heads of agencies in
Washington for all three disciplines, HUMINT, IMINT, and SIGINT. The analysis
derived from implementation led to dramatic changes in US policy in El Salvador,
and to a remarkable turn-around in the direction of the war: the insurgents broke
up into small units, and retired into the mountains; government forces gained in
numbers and in confidence; cultivated land proliferated. But now my EEI shifted to
. Napoleon Duarte’s prospects for support, both from the left and right, and again

collection was adjusted, analyses sharpened, and policies medified. )

Mr. Chairman, in military intelligence these iterations of the cycle must be much
faster than the DCI's annual dragnet of intelligence requirements. Time compres-
gion must be proportional to the urgency for decision. Nine years ago in Central
America, weeks perhaps, and sometimes LXa , were appropriate for iterations of the
cycle. Then I spent hours every day with my intelligence staff, either face-to-face at

_ Quarry Heights, or connected to them wherever in the hemisphere 1 was traveling
by my personal computer, I was also accompanied by a satellite radio, and frequent-
ly used it to consult with my staff or intelligence oﬁzl'cials in the Washington region.
Last year, during Desert Storm, hours and minutes were the measure of effective-
ness for compression. Hopefully, of course, when iteration is so urgent, most of the

1 Title 10, USC, Par 124
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large, foggy intelligence requirements will have been successively reduced to very
precise tasking for collection and analysis, and provisions for accelerated dissemina-
tion will be in place—presumably, that was how General Schwarzkopf dealt with
the Scud problem.

In my own experience, I can report that eventually, after a year of cyclic refine-
ments, even USSOUTHCOM was able to use focused collection from one discipline
to cue collection in others, and hence developed the capability to predict, with all-
source reliability, very near-term violence. In 1984, during the final elections for the
presidency in El Salvador, Quarry Heights was able to warn the US Embassy in San
Salvador to switch to emergency power because we had information that a small
party of insurgents were placing explosives at the base of a key power transmission-
line pole. Moments later, the blast occurred and black-out descended, but the lights
of the American Embassy shone on, a beacon in the center of a city struggling
toward democracy. .

Mr. Chairman, helped personally by the SecDef, the CJCS, the DCI, the DDI, the
DDIA, and the DIRNSA, USSOUTHCOM opened windows in that Beltway Barrier
between the Intelligence Community in Washington and Panama. From time to
time, I dispatched one or two of my analysts familiar with my hypotheses and my
hunches to interact with Washington-based analysts, and to examine their data
bases, a practice that yielded valuable insights. My analysts discovered that unex-
ploited information inside the Beltway Barrier was a veritable treasure-trove. I
asked the Director of the Defense Intelligence Agency to dedicate a small cell of an-
alysts in the National Intelligence Center to USSOUTHCOM support, and to equip
that cell with computers, secure facsimile, and the communications to permit con-
tinuous interaction with Quarry Heights. Again, the results were significant in
tertlns of field operations, and gratifying in terms of compressing the intelligence
cycle.

I impose these personal experiences on you reluctantly, but I believe them to be
directly relevant to the present circumstances of most CINCs facing an amorphous
strategic situation, and a constantly changing set of tactical issues. The lessons I
derive for DoD intelligence organization are two fold: . :

The intelligence apparatus in Washington ought to be focused outward, to those
gh}?i mu'sthcollect the information and act on the intelligence, rather than upward,

erarchy. ] . :

The objective should be maximum compression of the intelligence cycle.

. DISSEMINATION, THE INTELLIGENCE SHORTFALL

“ Mr. Chairman, allow me now to direct your attention to the problem of dissemina-
ion.

Intelligence remains information, no matter how adroitly collected, no matter
how well analyzed, until it is lodged between the ears of a decision maker. The pro-

reorganization recognizes that fact in setting up an office dedicated to warn-
ing. When the United States confronts strategic surprise, however blameless the In-
telligence Community may have been, the Intelligence Community suffers along
with the nation. Warning is a typical intelligence process, involving both warner
and warnee. Historically, most warning mishaps have involved a failure of dissemi-
nation: one or more decision-makers did not heed warners.

My talks with the US division commanders of Desert Storm would lead me to be-
lieve that the theater command control and communications apparatus was rich in
information about the enemy, but that not enough of such information reached key
tactical decision makers in time to influence the action. Simply put, there was a
failure of dissemination. :

The organizational answer to dissemination shortfalls is assuredly neither volume
nor stridency of product; Washington, from day to day, resounds with cries of “wolf,
wolf . . .”” We scarcely need to flood field command posts with everything we know
about a theater’s worth of enemy forces. Rather, the answer is earned credibility,
derived from timeliness and quality of product. In my experience, what get the at-
tention of the distracted bureaucrat, the dubious legislator, or a field commander on
the go is relevant,. succinct, explicitly all-source analysis, supported by imagery, de-
livered when and where decisions must be made. - :

Mr. Chairman, over the past ten years there have been introduced into military
intelligence collection more new sensors than were fielded in the previous century.
In all three fundamental collection disciplines, there are now in use a facile array of
means for amplifying the human senses, for penetrating denied areas, and for mas-
tering space and time. Most of these utilize digital communication among their com-
ponents, and at the interface with humans, present information in the same fashion
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that a personal computer does: on a screen stimulated by electrons. This technologi-
- cal similarity makes possible wholly new applications for such sensors, by network-
ing disparate sensors for multi-source collection, and by conjoining them with infor-
mation processors in situ to perform all-source analyses. Modern military sensors
blur the distinctions only important among HUMINT, IMINT, and ELINT. Let me
return to the issue of modern technology in a moment. ’
Note, Mr. Chairman, the centrality of communications to the intelligence cycle,
especially if acceleration of that cycle is a desideratum. The earlier all-source fusion
occurs in that cycle the more efficient the analysis, and the more surely will dis-
semination take place. Whether we are discussing inter-personal communications—
as between HUMINT collector and source, or analyst and analyst, analyst and-con-
sumer—or whether we are talking about the electronic transmission, storage, re-
trieval, and presentation of information, communications lies at the heart of

modern military intelligence. .

- Moreover, military intelligence is for commanders. I learned very early in my
career that the security of the soldiers given to my care depended on intelligence,
and that foremost among all my responsibilities, intelligence deserved my personal
participation, complete' understanding, and’ active contribution. I have been im-
pressed that military command and control are inseparable from communications
and intelligence at every echelon within the Department of Defense. I have also
been impressed that US forces fight the way they have been trained, and that there-
fore, practice with the full C3I system ought to figure in all exercises for command
groups, or for units in the field or at sea. )

Just this past week, I listened to a key Intelligence Community resource manager
deploring the vacuity of a certain sensor-based system, programmatic allocation for
which had provided 60 percent for collection, 39 percent for analysis, and 1 percent
for dissemination. He rued the fact that program managers had become accustomed
during the Cold War to take for granted amply manned and trained military staffs,
well dispersed, served by broad-band global communications, so that all-source
fusion and dissemination could be regarded as Government Furnished Equipment.
But no longer, he correctly observed, can program managers plan thus to free-load
on the C? apparatus. Rather, they will have to allocate resources in their system for
* means to train combatants in its use, particularly to insure dissemination.

Mr. Chairman, one of the more celebrated intelligence estimates of this century
was Nikita Khrushchev’s strident “We will bury you!” referring to the inevitability
of the Soviet Union’s winning the Cold War. It is worth reflecting, in the context of
this discussion of Intelligence Community reorganization, that one of the fundamen-
tal reasons Khrushchev was wrong is simply that the Soviets themselves began to
perceive that they had ‘lost the race for high technology, especially in information
science. A decade ago the Soviets began to ponder what they termed the “military-
technological revolution,” and more recently they began to label the underlying
thrust of that revolution as “informatics.” I suspect that one of the reasons that
Gorbachev drew support from his military leaders was their harsh assessment that
Soviet forces could not keep pace with the modernization of C3I in US and other
NATO forces, especially in the embedding of advanced processors into target sensors
and weapon guidance subsystems, and in the broad application of “informatics” to
training those forces for battle. : :

Allow me to read a passage from a relevant analysis of the recent war in South-
west Asia, the official Soviet description of the United States conduct of that war—
known within OSD as the “Soviet COW paper,” and interpreted by OSD as the Sovi-
ets’ telling themselves that they hLad been right-all along: that there indeed has
been a “Military-Technological Revolution” based on “informatics,” and that the
latter figured prominently in the U.S. victory: )

“A computer system of modeling and visual spatial depiction of the terrain and
conditions under which a tactical and operational unit would conduct combat ac-
tions was a mandat,ogy element of commander and staff training . . . A great deal of
work was done in US Department of Defense scientific research institutes, centers,
and laboratories on mathematical modeling of the probable nature of future oger—
ations, and special computer programs were also developed to prepare commanders
_ and staffs to conduct combat actions and their comprehensive support. Here, differ-
ent variations of inflicting air and ground strikes on Iraq were run. In particular,
more than 150 exercises with the goal of preparing battalions and brigades being
. sent to the Persian Gulf to break through a pre enemy defense were conducted
at the national (Fort Irwin, California) and other U.S. ground forces training cen-
ters. . . . Data from computer modeling and experimental exercises lay at the foun-
dation of a special methodology . . . sent to troop units in November 1990. . . .
Ways to organize and conduct highly maneuvering air-land combat actions of coali-
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tion groupings of ground forces in cooperation with aviation and naval forces were
honed during the command post exercises and practice sessions in which computer
-modeling systems were used. . . .” -

The Soviet report is approximately correct: “informatics” were indeed central to
CENTCOM's preparations, and proved useful not only in developing smoothly work-
ing command and control systems, including anticipating and resolving problems of
intelligence that could have detracted from execution of CENTCOM plans.

" “Informatics” have also helped us to understand what happened after the fact.
-Some of you may be familiar with “73 Easting,” a three-dimensional, graphic simu-
lation of the battle that took place during the evening of 26 February 1991 between
the US Army’s 2d Squadron, 2d Armored Cavalry Regiment and the Tawakaina Di-
vision of the Iraqi Guards. Trevor Dupuy, the noted military historian, when he-saw
how this simulation had captured “ground truth” for five hours of swirling, mount-
ed combat, and presented it in a form that permits an analyst to move at will in
time and in space to view the battle, declared: “this technology transforms military -
historiography.” He might have added that it transforms military intelligence as
well, because the technology used to produce “73 Easting” was ODIN, an intelli-
gence-fusion system fielded for Desert Storm by the Defense Advanced Research
Projects Agency. ODIN was described to Congress last April by Dr. Vic Reis, now
DDR&E, then the Director of DARPA, in these words: - .

“For this project we combined three DARPA projects to provide the battlefield
commander with a revolutionary new tool. From our TACNAT program, timely in-
telligence data on the locations and status of enemy units were overlaid on an elec-
tronic two dimensional map of the Desert Storm theater. From our FULCRUM
project, friendly force and environmental data were added to the same map. This
iwo dimensjonal map was then transformed into a giant three-dimensional electron-
ic sand table using the advanced simulator graphics developed for our large scale
network of combat simulators (SIMNET).

“During the battle, the electronic sand table can be fed by real time sensors so
commanders can better appreciate the dynamics of battle, improving command deci-

. sions. After the battle, this system becomes a ‘living note pad’ to capture what actu-
ally happened. This will help commanders plan for the next day’s battle, and create
digital histories for later use in our Service academies and war colleges to prepare
the next generation of leaders.” ’

There is consensus in the Pentagon, among military and civilian leaders alike,
that one of the prime ingredients for the U.S. military success in Desert Storm was
superior training. Further, despite pending reductions in annual operating funds,
each service professes to be determined to continue that training it regards as par-
ticularly germane to readiness for future operations. Thus, the Army has stated em-
phatically that whatever else may be cut back, its Combat Training Centers, like
the National Training Center at Fort Irwin, California, will continue to operate;
similarly, the Navy has identified its “Strike University” at Fallon Naval Air Sta-
tion in Nevada, the Air Force its “Red Flag” exercises at Nellis Air Force Base, and
the Marine Corps its exercises at 29 Palms, California. Further, in recent years
CINCs have used computer simulations of military campaigns to teach joint com-
mand groups how to collect and to exploit tactical intelligence, and to measure the
soundness of operational plans against the best counters an “enemy commander”
can devise. All of the cited activities are forms of mock-combat, military exercises in
which the engagement of opposing forces are simulated, termed Tactical Engage-
ment Simulation. All can leverage assured dissemination of intelligence.

There can be little doubt that the Soviets, among other nations, would like to
emulate such training. Even before the Gulf War, Soviet officers had been outspo-
kenly critical of the Red Army’s combat readiness. In a published survey of regi-
mental commanders and deputies, the majority characterized the state of training
as “‘worse or much worse” than it had been in 1980, and reported that their combat
training program was only 40-60% complete, at best.

Among the reforms then under consideration by the Red Army was introduction
of Tactical Engagement Simulation per the US model. But Soviet technology was a
decade behind that of the US. During the 1980s the Soviets experimented first with
a tank-mounted laser engagement system they called ZORKEY (sharp-eyed, vigi-
lant), and then with a small-arms simulator for dismounted troops named BES-
STRASHNIYE (fearless). In 1988, tests were conducted with both motorized rifle
and tank units. In 1989, the Soviet Ground Forces Combat Training Directorate
bagan referring to a training center, to be established in the Western U.S.S.R., at
which realistic force-on-force exercises would be condiicted: a battalion from one
regiment would travel to the site to contend against a battalion from another regi-
ment in both offensive and defensive operations. The 1991 Soviet defense budget re-
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. portedly cut back substantially the planned allocations for the lasers, and from
what western reporters have seen, only crude prototypes have so far been produced.

. Hence, despite an acknowledged need for Tactical Engagement Simulation, the Sovi-
ets have apparently failed to develop the enabling technology—merely one example
of their having failed to stay abreast of “informatics.”

 Dr. Reis agrees that “informatics” lies at the heart of the ongoing technology rev-
olution, believes that it can be advantageously inserted into existing systems or used
in vastly more effective new systems, and characterizes its main impact as height-
ened human performance through better understanding of complex information. As

. Reis puts it, “increasingly powerful computational machines. and graphical inter-

faces will enable classes of fundamental changes to occur as we approach the turn

of the century.” : ‘

Let me cite some figures, all drawn from open sources (and therefore presumably
available in Moscow), about the scope and pace of the revolution to which Dr. Reis
refers. Twenty years ago, there was about one transistor in existence for. each
human being on the planet. Today, for every living person there are manufactured
annually more than one million transistors. Twenty years ago, products on the aver-
age incorporated fewer than ten transistors; today, the typical product has embed--
ded within. it hundreds of thousands of transistors. Twenty years ago, it was possible
to network perhaps & half-dozen computers; today networks of five hundred thou-
sand processors are feasible, and before the decade is out, tens of millions of comput-
ers will be able to share a single network. Perhaps the most startling change under-
way is the speed of these machines: twenty years ago, they could handle one hun-
dred thousand to one million instructions per second; today there are processing sys-
tems, each composed of initernally interactive, parallel processors, that function at
ten billion instructions per second. Indeed, soon it will be wrong to think of a com-
puter as one machine, for networked processing systems could consist of components
separated by great distances. Such distributed, or geographically dispersed comput-
ing systems are one stated objective of the Director of Defense Research and Engi-
neering.

1 hasten to point out that exotic as this technology may seem, it has already pro- -
foundly affected military intelligence not merely by providing better sensors or com-
puter-aided analysis, but by altering the way US intelligence units have actually op-
erated. Let me again cite a personal experience: an Army intelligence battalion with
a collection and analysis mission arrived in Central America, composed of hundreds
of soldiers and trucks, and forty or fifty eighteen-wheel tractor-trailers, more than
the primitive local roads could support, or the frail local security forces protect.
After struggling with that behemoth for a while, I sent the entire unit back to the
United States, directing its commander to figure out how to perform his mission
with a much lower footprint in theater. Computers networked by satellite communi-
cations eventually enabled that unit to perform its mission from home station in the -
United States, with less than ten vehicles, and less than 5 percent of its personnel
deployed in USSOUTHCOM. Moreover, its intelligence productivity proved to be sig-
nificantly higher in this echelon configuration than it had been with the entire unit
forward. That was seven years ago. Technology today could support even more un-
obtrusive and ‘secure collection. In coming years, the main limitations upon that
technology will be conventional mindsets.

Mr. Chairman, a decentralized, distributed intelligence apparatus seems to me
more compatible with American government and society than a KGB-model mono-.
lithic organization. Indeed, our public intelligence services—notably, the television
networks—would scarcely organize for tomorrow by centralization and colocation.

Their free-wheeling, adaptive, innovative modus operandi reflects the American
style, and furnishes a proper model for the Intelligence Community. .

Centralization equatés to control: funds, information collected of whatever disci-
pline, single-discipline or multiple-discipline analyses, “finished” intelligence, CINCs
need real-time access to the Intelligence Community in Washington to plan and
manage time-urgent operations, and they should preferably interact with officials
advantaged by all-source fusion. -A centralized hierarchy organized around
HUMINT, IMINT, and SIGINT faces a CINC with accepting what he is furnished by
an official many echelons removed from collection and root analyses, or with per-
forming the all-source fusion function himself. That i8 regressive. Modern and pro-
spective sensors can be tasked by, and deliver information to, the user. Layered,
time-consuming, stultifying processing and fusion is a tyranny we should not, for
the good of this Republic, impose.

. What implications do I draw for military intelligence from all the foregoing?

Allow me to cite at least five: .
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Collection will involve networks of multi-source sensors, and, when useful, all-
source fusion will take the form of virtual imagery. Major cost-avoidance for over-
seas deployments of intelligence personnel and equipment will become possible

Analysis will be improved and expedited by complex, shared data-bases, and col-
laborative analyses will become usual among horizontally and vertically disparate
elements of the Intelligence Community, typically located distant from one another.

Dissemination will be advantaged by “finished” intelligence products transmitted
direct to any authorized consumer on demand, through practically instantaneous
search, retrieval and display, and by vivid, prima facie graphics. To paraphrase
President Kennedy, “one picture will be worth a thousand words.”

Intelligence Training ought to encompass the entire cycle, user-collector-analyst-
user, and to practice compressing that.cycle in peacetime, in the closest approxima-
tion of battle that modern technology can simulate, so that in wartime our forces
can overwhelm adversaries with the sureness and swiftness of US intelligence, no
less than that of US weaponry. )

Reorganization of the Intelligence Community within the Department of Defense
ought to proceed on the premises that colocation is an outmoded imperative, and
that centralization may engender waste and duplication. Rather, decentralization
and communicative integration ought to be its guidelines. It should explicitly adopt

the goal of exploiting “informatics” to demolish the Beltway Barrier.

General GorMmaN. I would like to summarize the main points in
that statement for you.

I begin by stating unequivocally that I ‘thoroughly support the
states goals of a better intelligence product at a lower cost. I know
from experience, sir, that significant improvements in both cost

and effectiveness can be achieved. T am also quite convinced that
. the time has come for American intelligence, no less than Ameri-
can industry, to cast aside the mindsets of the past 50 years and to
prepare to meet in the decade ahead wholly different challenges
"with fresh approaches for productivity. - :

However, for the most part, I disagree with the concepts that are
reflected in the draft bill as I understand them. First, it seems to
me that concepts like “centralization” and “collection,” enacted
into law, would buttress the Beltway Barrier between the U.S. com-
batant commands and the intelligence centers in the Washington
region, subordinating and rigidifying at a time when, for the first
time it is possible to envision a very different, more flexible, adapt-
ive, and efficient, distributed architecture for the Intelligence Com-
munity, one better suited to a strategically amorphous era. :

Secondly, I believe to the contrary, that decentralization should
guide reorganization within the Department of Defense. Moreover,
I would hold that far from separating the management of intelli-
gence within the Department from its management of.command,
control and communications, the Secretary of Defense ought to ex-
ploit the congruence between C? functions and intelligence through
ever closer organizational and programmatic integration and
through research and development. .

Third, I suspect that organizing around collection discipline man-
agers will impair all source fusion. It will slow and it will stultify
the intelligence cycle, and it will add the barbed wire of interdisci-
plinary competition to the existing Beltway Barrier.

In short, I think the reorganization proposal is old fashioned and
vision deficient. ' . _ ‘

I have several pages of personal experience which address what I
call the antipathy of this proposed organization to the interests of
the g:mm_anders in Chief of the U.S. unified and specified com-
mands. : .
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In the years that I was the Commander in Chief of the United
States Southern Command, I was blessed with a useful working re-
lationship with the principal intelligence officers of the Adminis-
tration. And helped personally by the Secretary of Defense and the
Chairman, by the Director of Central Intelligence, the Director of
the Defense Intelligence Agency, and by the DIRNSA, I believe
that U.S. SOUTHCOM was able to open windows in that Beltway
Barrier between the Intelligence Community and Washington.

From time to time, Mr. Chairman, I dispatched one or two of my
intelligence analysts, familiar with my own hypotheses and my
hunches, to interact with relatively low echelon Washington based
analysts, and to examine the data from which they worked from
day to day. That practice yielded valuable insights for my com-
mand. My analysts discovered and reported back that unexploited
_information inside the Beltway Barrier was a veritable treasure
. trove. Basically, the folks up- here looking at information simply
did not recognize valuable nuggets for our purposes.

They correctly could say that we hadn’t asked about that. But,
Mr. Chairman, there is the dilemma throughout the Intelligence
Community—we don’t know what we don’t know, and we don't
know until we see it whether it works or not. So my view is simply
that what we have to do is encourage the kind of communications I
have just described wherever and whenever we can.

I asked the Director of the Defense Intelligence Agency to dedi-
cate a small cell of analysts in the National Intelligence Center to
direct support of my command, and to equip that cell with comput- -
ers, secure facsimile and other communications to permit continu-
ous interaction with my intelligence analysts in Quarry Heights.
That worked and it worked very well, and I can demonstrate that
in a variety of very significant intelligence contributions to oper-
ational results in my command. ;

I have put these personal experiences in the record somewhat re-
luctantly, but I believe them to be directly relevant to the present
circumstances of most CINCs. Most CINCs today face, as I faced
then, an amorphous strategic situation, and a constantly changing
set of tactical issues. It was virtually impossible to address such
issues in those circumstances using the traditional concatenation of
requirements and the annual review thereof.

Accordingly, the lessons I derived for DOD intelligence organiza-
tion coricerning relationship with the CINCs are twofold. First, the
intelligence apparatus in Washington ought to be focused outward
to those who must collect the information and act on the intelli- -
gence rather than upward to a hierarchy.

Second, the overall objective .of any reorganization should be
maximum compression of the intelligence cycle. .

Let me now pass to what I consider to be the major intelligence
shortfall, which is dissemination. .

Mr. Chairman, intelligence remains inforrmation no matter how
adroitly collected, no matter how well analyzed, until it is lodged
between the ears of a decisionmaker. The proposed reorganization
recognizes that fact in setting up an office dedicated to warning.

When the United States confronts strategic surprise, however
blameless the Intelligence Community may have been, the Intelli-
gence Community suffers along with the nation. Warning is a typi-
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cal intelligence process involving both he who warns and the
warnee. Historically, most warning mishaps have involved a failure
of dissemination—one or more decisionmakers who did not heed
the warning that he had received. And I can submit, if you are in-
terested, evidence on that going back many years. :

My talks with the division commanders of Desert Storm would
lead me to believe that the theater command and communications
apparatus was rich in information about the enemy but that not
enough of such information reached key tactical decisionmakers in
time to influence the action. Simply put, there was a failure of dis-
semination. _ :

Mr. Chairman, no one of my ancient age has ever seen an ar-
mored division. It's too big a phenomena for the human intelli-
gence to wrap itself around. In Desert Storm the Third Armored
Division was 18 kilometers across and 110 kilometers in length—a
river, a torrent of vehicles moving across the desert. The command-
er of that division has seen his outfit. He saw it in action through -

~the eyes of the JSTARS, the Joint Target Acquisition . Radar

System. He has on the wall of his office some JSTARS ‘imagery
which portrays every single vehicle in that torrent. You can see
them all in one fell swoop. o '

And he draws attention to the picture on his wall just the way
that I have done for you. And he asks the viewer, tell me when
that picture was made. And you know, you look at it and there are
no markings on it. And he said, precisely. It was delivered to us
without any indication of when it was taken. And it was delivered
to us three days after the operation concluded. Marvelous intelli-
gence. Superb sensors. Magnificant imagery. Lousy dissemination.
. No intelligence value in a very expensive system. _

Mr. Chairman, over the past 10 years there have been introduced
into. military intelligence more new sensors than were fielded in
the previous century. In all the three fundamental collection disci-
- plines there are now in use a facile array of means for amplifying
the human senses, for penetrating denied areas, and for mastering
space and time. »

Most of these use digital communications among their compo-
_ nents and at the interface with humans present information in the
same fashion that a personal computer does—on a screen stimulat-
ed by electrons. This technological similarity makes possible wholly
new applications for. such sensors by networking disparate sensors
for multi-source collection, and by conjoining them with informa-
tion processors in C2 to perform all source analysis. Modern mili-
tary sensors, in brief, Mr. Chairman, blur the distinctions that once
were important among, HUMINT, IMINT, and ELINT.

I want to return to the issue of modern technology in a moment,.
but let me first make the point that the earlier all source fusion
occurs in the intelligence cycle, the more efficient the analyst can
function, and the more surely dissemination will take place.
Whether we are discussing interpersonal communications as be-
- tween a HUMINT collector and source or an analyst and analyst
or analyst and consumer, or whether we are talking about the elec-
tronic transmission, storage, retrieval and presentation of informa-
tion, communications lies at the heart of modern military intelli-
gence. .
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Moreover, Mr. Chairman; military intelligence is for command-
ers. I learned very early in my career that the security of the sol-
diers given to my care depended on intelligence, and that foremost
among all my responsibilities, intelligence deserved my participa-’
tion, my complete understanding, and my active contributions.

I have been impressed that military command and control are in-

- separable from communications and from intelligence at every ech-

elon within the Department of Defense. I also have been impressed
that U.S. forces fight the way that they have been trained, and
that therefore, practice with the full C3I system ought to figure in
all exercises for command groups or for units in the field or at sea.

Mr. Chairman, one of the more celebrated intelligence estimates
of this century was Nikita Khrushchev’s strident, “We will bury
you,” referring to the inevitability of the Soviet Union’s winning
the Cold War. It is worth reflecting in the context of this discussion
of Intelligence Community reorganization that one of the funda-
mental reasons Khrushchev’s estimate was proved wrong is simply
that the Soviets themselves began to perceive that they had lost
the race for high technology, especially that in information science.

‘A decade ago the Soviets began to ponder what they termed the
military-technological revolution, and more recently they have
begun to label the 'underlying thrust of that revolution as “‘infor-
matics.” I suspect that one of the reasons that Gorbachev drew sup-
port from his military leaders was their own harsh assessment that
Soviet forces could not keep pace with the modernization of com-
mand, control and intelligence in the United States and other
NATO forces, especially in the embedding of advanced sensors into
target sensors and weapons guidance subsystems, and in the broad
application of informatics to training those forces for battle.

You don’t have to take:my word on this. The Department of De-
fense has the official Soviet appraisal of the performance of U.S.
forces in the Persian Gulf War, and you will find in there pages of
admiring prose on the applications of information science to pre-
paring those forces for their role in war and in executing their mis-
sion. .

Informatics, Mr. Chairman, have also helped the United States
to understand what happened in that war after the fact. Some of

".you may be familiar with 73 Easting, a three dimensional graphic

- simulation of the battle that took place during the evening of 26

February 1991 between the United States Army’s 2nd Squadron,
2nd Armored Cavalry Regiment and the Tawakalna Division of the
Iraqi Guards. o : . ‘

That technology embodied in that simulation could revolutionize
military intelligence, because the technology that was used to
prodice that simulation was Project ODIN, an intelligence fusion
system fielded for Desert Storm by the Defense Advanced Research
Project Agency. ODIN was described to Congress last April by Mr.
Vic Reis, now the Director of Defense Research -and Engineering,
then the Director of DARPA, in the following words:

For this project we combined three DARPA projects to provide the battlefield
commander with a revolutionary new tool. From our TACNAT program, timely in-

telligence data on the locations and status of enemy units were overlaid on an elec-
tronic two dimensional map of the Desert Storm theater. From our FULCRUM

project, friendly force and environmental data were added to the same map. This
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two d1mens1onal _map was then transformed into a giant three dLmensmnal electron-
ic sand table using the advanced sxmulator graphics developed for our large scale
network of combined simulators, SIMN .
During the battle, the electronic sa.nd table can be fed by real time sensors so

commanders can better appreciate the dynamics of battle, improving command deci-
- sions. After the battle, this system becomes a living note pad to capture what actu-
. ally happened. This will help commanders plan for the next day’s battle and create
tal histories for later use in our service academies and war colleges to prepare

the next generation of leaders.

There is consensus in the Pentagon, Mr Chau'man, among mili-
tary and civilian leaders alike that one of the prime ingredients for
U.S. m1h\tary success was superior training. Further, despite reduc-
- tions in annual operating funds, each service professes to be deter-

mined to continue that training it regards as particularly germane
to its readiness for future operations. Thus, the Army has stated
emphatically that it will keep Fort Irwin, the National Training
Center, in operation. The Air Force has identified RED FLAG at
Nellis. The Navy’s Strike University at Fallon, and the Marine
Corps its exercise in the Southwestern United States for air/
_ground teams.

In recent years Commanders in Chiefs of the umﬁed and speci-
fied commands have used these computer simulations to teach com- .
mand groups how to collect and exploit tactical intelligence and to
measure the soundness of operational plans against the best
counters that an enemy commander could devise. All of the cited
activities are forms of mock combat. We refer to it as tactical en-
gagement s1mu]at10n But all of these activities can lever d1ssem1-
nation of 1ntell1gence, and that is my fundamental point.

The Soviets, in looking at what was going on in the United
States in such intelligence training, attempted to emulate it. They
were unable to replicate the technology. It is clear that they would
have liked to, in brief, but informatics, as the United States was
able to field 1t was beyond their means.

Now, Dr. Reis, the Director of Defense Research and Engineer-
ing, agrees that informatics lies at the hearts of the on-going tech-
nology revolution, believes that it can be advantageously inserted
into existing systems, or used in vastly more effective new systems,
and characterizes its main impact as heightened human perform-
ance through better understanding of complex information.” Right
there you can see its applicability to the Intelligence Community. .
The management of complex information is inherent to the collec-
tion, analysis, and dissemination processes. '
. To many who hear of this technology, it seems to be exotic and

futuristic. But in fact it has already profoundly affected military
intelligence, not merely by providing better sensors or computer
aided analysis, but by altering the way U.S. intelligence has actual-
- ly operated in the field.

I want to cite again a personal experience. About eight years ago
an Army intelligence battalion with a collection and analysis mis-.
sion arrived in Central America, composed of hundreds of soldiers
and trucks, and 40 or 50 18-wheel tractor trailers, more than the
primitive local roads could support, or the frail local security forces
protect. After struggling with that behemoth for a while, Mr.
Chairman, I sent the entire unit back to the United States and di-
rected 1t,slcommander to figure out how to perform his mission
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with a much lower footprint in the theater. Computer, networked
by satellite communications, eventually enabled that unit to per-
form its mission from home station in the United States with less
than 10 vehicles and less than 5% of its personal deployed in Cen-
tral America. Moreover, its intelligence productivity proved to be
significantly higher in. this configuration than it had been when
the entire unit was forward. That was seven years ago.

Technology today could support even more unobtrusive and
.secure collection. In coming years, the main limitations upon that
technology will be conventional mindsets, and that’s what’s got to
be changed. :

Mr. Chairman, a decentralized, distributed intelligence apparatus
seems to be more compatible with American government and
American society than a KGB model monolithic organization.
Indeed, our public intelligence services—notably the television net-
works—would scarcely organize for tomorrow by centralization and
collection. The freewheeling, adaptive, innovative modus operandi
of the television networks in fact reflects the American style and
furnishes a proper model for the Intelligence Community. -

What implications do I draw from all of this for military intelli-
gence? Allow me to cite at least five.

Collection will involve networks of multisource sensors and when
useful, all source fusion will take the form of virtual imagery.
Major cost avoidance for overseas deployments of intelligence and
equipment will become possible. : :

Second. Analysis will be improved and expedited by complex,
shared, data bases and collaborative analyses will become usual
among horizontally and vertically disparate elements of the Intelli-
gence Community typically located distant one from another.

Third. Dissemination will be advantaged by finished intelligence
products, transmitted direct to any authorized consumer on
demand through practically instantaneous search, retrieval, and .
display, and by vivid prima facie graphics. To paraphrase President
Kenélsedy on the last point, one picture will be worth a thousand
words.

Fourth. Intelligence training ought to encompass the entire intel-
ligence cycle, user-collector-analyst-user, and to practice compress-
_ing that cycle repetitively in peacetime exercises in the closest ap-
proximation of battle that modern technology can simulate, so that
In wartime our forces can overwhelm adversaries with the sureness
and swiftness of U.S. intelligence no less than that of U.S. weapon-

ry. .

Fifth. Reorganization of the Intelligence Community within the
Department of Defense ought to proceed on the premises that collo-
cation is an outmoded imperative, and that centralization may en-
gender waste and duplication. Rather, decentralization and commu-
nicative integration ought to be the guidelines. The reorganization
should explicitly adopt the goal of exploiting informatics to demol-
ics%th(l;e Beltway Barrier between the Washington regions and the

S.

Thank you, sir. - , ~

Chairman BorgeN. Thank you very much, General Gorman. I ap-
preciate you comments and I assure you I will read all the portions
of your statement with interest that I was not able to hear in
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person. As I indicated coming in, we had an unusual situation with
a roll call which lasted approximately an hour on the Floor and I
was not able to leave. I was being held captive, you might say, in
. the room until it was completed. So I apologize. :

If we could go on and have General Gray give his comments, if
that would be possible, and then let me direct some questions to

both of you together at the conclusion. : '

" General Gray, we are very happy to have you with us, and again,
I apologize. Also, there is an Armed Services Committee hearing
going on at this- moment as well, which is the reason why some of
our colleagues that have a joint assignment on Committee and this
are not with us. I was asked by Senator Warner in particular to
give both of you his regards. He is tied up in that Committee hear-
ing. So events are simply conspiring against-the attendance of the
Committee today. But I assure you that when we sit down and
make the final decisions and recommendations on the question of
reorganization of the Intelligence Community, your testimony will
be of immense value to us and important, : '

As I have indicated to earlier witnesses before us, the Chairman
of the House Committee and I presented a plan with the knowledge
that this would not be the final answer, but attempting to identify
issues that we thought we should discuss. We said at that time that
we hoped it would stimulate discussion and we have succeeded ad-
mirably in that goal. It has stimulated thought and reaction and a
very healthy dialogue. That dialogue continues with the Director of
Central Intelligence, with the Secretary of Defense and indeed,
 with the President himself. I think we are really involving the
. whole process, both in the Executive and Legislative branch, and

what I hope will ultimately be a real partnership, a bipartisan one,
in coming up with the right answers. So at least we are off the
launching pad into real discussion, and we value your thoughts:

So General .Gray, if you would, please give your comments and
then I won’t detain you long. We have been so far behind schedule,
but there are just a few questions I would like to address to both of
you.

‘[The prepared statement of General Gray follows:]

COMMENTS ON THE NATIONAL SECURITY ACT OF 1992, S. 2198

OPENING STATEMENT -

Mr. Chairman, Members of the Committee, I want to begin by praising your effort
and vision as exercised in recent years, and in putting this bill forward. Mr. Chair-
man, I specifically desire to acknowledge your contributions—you have been tough
‘but fair, hard-hitting but credible. We have all benefitted. L
. I can understand—from the Congressional perspective—~why you have proposed
this bill. Even if it is but a starting point for negotiation, or as a means of pushing
the executive into faster or deeper change, there is no question in my mind but that
you have rendered a great service by using such a vehicle to ensure a comprehen-
sive and useful dialogue takes place.

However, from the perspective of a former Commandant of the Marine Corps, and.
a former member of the Joint Chiefs of Staff, I must put forward a different view.

First, intelligence is not. as broken as some people seem to think. Certainly there
is room for improvement and refinement, but over-all we have a well-established re-
source base, solid and mature organizations, and a good management team, both at
the national and the defense levels. B :
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Second, I feel that the responsibility for improvement and refinement should rest
) wigxr;ht}se D;pronsible, specifically the Director of Central Intelligence and the Sec-

ref o ense. .

These officials are taking action! I will not belabor the details, but between the
defense intelligence restructuring being implemented at the direction of the Secre-
tary by the Assistant Secretary of Defense for Command, Control, Communications,
and Intelligence; and the numerous task forces and study groups established by the
Director of Central Intelligence since he took office, efforts which are resulting in
decisions and changes as we speak, I must be candid and tell you that I feel this
bill—though well-intentioned and visionary—is premature and very likely unneces-

sary.

. It merits comment that both the Secretary and the Director are taking these ac-
tions during a critical draw-down period for resources, and during the most political-
ly turbulent and uncertain period since World War II. I therefore urge you to give
them the opportunity to continue their restructuring efforts, landing such support
as may be requested or needed. When they have finished, it may be appropriate—at
that time—to scrutinize the results and take legislative action.

STATEMENT OF GENERAL ALFRED M. GRAY, USMC (RET)

General Gray. Well, thank you very much, Mr. Chairman. And
of course it is always a privilege to come over here and to be a part
of the on-going efforts. And I would say for all of the Committee
and for their staff personnel and certainly you in. particular, the
leadership that all of you have exhibited in this effort the past few -
years, and certainly while I was privileged to be a member of the
Joint Chiefs of Staff, in trying to seek out ways to ensure that our-
all source integrated Intelligence Community, to include the relat-
ed activities, are a part of that total, what I term, warfare of infor-
mation, or information warfare. I think your efforts as well as your
colleagues in the House have served to focus the senior leadership,
both civilian and military, in these areas, to an extent which really
was unheard of in all the years that I have been either involved or
on the periphery of intelligence and related activities. I think we
have seen more focused activity on the part of our concerned lead-
ership in the past three or four years than we ever saw before. Or
to say that another way, I would argue that had we had some of
this support earlier, many of the challenges that my distinguished
colleague, General Gorman, pointed out, would have been resolved.
Perhaps not perfect—we live in an imperfect world—but certainly
we would have been' further advanced and far more capable of pro-
viding him support when he commanded all of our forces in the
- Southern Command. A

Having said all of that, I would like to present—which may be
somewhat of a different view from the bills and the like—I am
somewhat known for that. But first, | want to make a general
statement that in my view the intelligence system and the Intelli-
gence Community of our great country is not broken. I believe that
we have a tremendous capability, both technically and more impor-
tantly from the standpoint of the marvelous men and women that
serve in that Community, both civilian and military.

Yes, there have been failures. Yes, that we could have done some
things better through the years. But in the aggregate, I think that
it has been more than superb. It really has done—you don’t hear
about the successes. We don’t dwell on the successes. Only the per-
ceived failures. And so my first point would just be to reinforce,
we've got a pretty good capability, and what we have got to do in
my view is continue the efforts of you and your Committee and the
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others to include the Director of Central Intelligence and the Secre-
tary of Defense, continue their on-going efforts to make it indeed
not only good enough, but good enough to win the information war-
fare battle in the rest of this decade and as we steam into the next
century. ' : . ’

And my second point would be a follow-on to the first. There are,
as you are well aware, indeed because in many cases of your inter-
est, there are a number of on-going task forces and study groups in
the Intelligence Community and the related command and control, .
" communications community, which indeed are focusing on many of

the ideas that are set forth in your bill and in the companion bill
in the House. In other words, the monoliths of intelligence, i.e., im-
agery intelligence, signals warfare intelligence, human intelligence
and the idea of open source information intelligence and the like,
they are being deliberated very carefully by task forces. Some of
them have reported out. Some are still going on. There’s ten,
twelve of these task forces, and a number of parallel study groups.
Much of this is, I think, headed right the way you would want to
see it. : : :

Secondly, most of them are due, I think, to be considered or re-
ported out here to the National Security Council near the end of
this month, chaired by the NSC, with appropriate representation
from all concerned, both military and civilian. And so it seems to
me, sir, to enact legislation at this time might be just somewhat
premature, and we might not need it.

Now if we can do this without legislation, I think that’s to the
benefit of all concerned. As T have said many times in many places

“to many audiences, you know, you can’t legislate against incompe-
tence. You can’t legislate against stupidity or lack of common
sense, or more importantly, against professionalism. Commanders,
their staff at all level—platoon, corps, Marine Expeditionary Force,

‘Naval Task Force, unified commander, all of that—you cannot, in
this day and age, win the battle of information without a keen un-
derstanding, appreciation and without ensuring that your warriors
understand the national and the theater and the tactical systems.
Anything short of that is simply nonprofessional. And we have had
commanders, again like General Gorman, who understood that,
and in his statement said at an early age he did this and he under-
stood it, and he got better and better because of it and so did his
people. And there are other commanders that fit that description.

However, there aré far too many—in the 41 yéars that I have
been privileged to be a Marine, far too many, whether soldiers,
sailors, airmen or Marines, to include the Coast Guard as well, who
didn’t understand this principle; who weren’t willing to roll up
their sleeves and attack the green door, the blue door, whatever, to
get involved, until too late in their military career.

And so this shortfall, this inability to understand what goes on in
‘the Intelligence Community—and we have to appreciate that the
Intelligence Community, whether we are describing the Central In-
telligence Agency, the National Security Agency, the Defense Intel-
ligence Agency, the State Department intelligence operation, the
Federal Bureau of Investigation operation, or DEA, to name some,
they are like great big technical factories, particular NSA and to
some extent DIA, and certainly the office dealing with our over-
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- head operation and all of that. And so unless you buy in to those -
operations with people and with time and with attention—in other
words, unless you learn the trade to the extent possible, you’re not
in many cases going to know what to ask for because again, as my
colleague has stated, if you don’t know what’s in there, then how
do you know what to expect. And so it is a two way street: the In-
telligence Community over the years has been far from perfect, but
still, in my judgment, very, very, very good and effective. And by
the same token, our military commanders have been over the years
for the most part pretty doggone good, and have done what has to
be done. But there has been a shortfall, in my view, in really learn-
.ing what this is all about. And so again, it's a two way street.

And so I would argue that we—we take what we have, which has
been built in the last several years, with the blood, sweat and tears
and funds of a lot of organizations, and it has been hard—it’s been
hard to make the changes that we have made in the last three or
" four years, and you have seen it come together now—albeit not
perfect—but you've seen it come together in such a way that we do
have a sound, fundamental base. We’'re good. We're very good. And
we can get better. -

And it would appear to me that if you take the various questions,
for example, that we were asked—I was asked to comment on and
I'll just go down very quickly. I commented in the statement on his
qut(alstipns, and I would ask - that it be entered into the record if you
so desire. )

But when I look at the bill and review Title III and all of that, I
see a lot of good ideas but I see ideas where really they are being.
worked on actively, some have already been implemented. For ex-
ample, we've assigned Major General Lajoie to the Central Intelli-
gence Agency to be the Assistant Deputy Director for Operations,
specifically to provide coordination for military support. You
wanted that and it has happened. And in a similar vein, there are
a number of other initiatives that are being undertaken.

With respect to the Assistant Secretary of Defense for Command,
Control, Communication and Intelligence—the so-called combina-
tion of C3I, or as in your Marine Corps, C%I2, because five years
ago we did in fact—or four years ago, merge command, control,
communications, computers, intelligence and interoperability. And
the reason is very, very simple. Intelligence without communica-
tions is simply irrelevant. And communications without intelli-
gence is battlefield noise. And so we simply have to have it pulled
together. And you cannot separate communication requirements,
the passing of information, whether they are tactical or whether
they are logistics and somewhat business oriented, if you will, in
the ADP process or meaning of the word. You can’t separate all of
that. And we have got to be able to pass this information rapidly,
laterally, in a network idea. People have got to get the information
simultaneously at battalion, regiment or army brigade, expedition-
ary force, corps, whatever, when it is applicable. You've got to be
able to pull JSTARS information out and provide it to the battle-
field commanders at the right level. ' .

But at the same time, you can’t just act on JSTARS alone, be-
cause time is crucial. A tank brigade in the attack, based on a
report from JSTARS, may be 2, 3, 4, 5, 10, 15, 20 minutes late by
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. the time the commander gets it..And so he also talks to his recon-
naissance people. He talks to his overhead people. He talks to his
special intelligence or SIGINT collectors and the like. Magbe he
has eyeballs on that target area through reconnaissance or Special
Forces. And he puts that all together and then he goes with his in-
stincts and his understanding of the commanders intent. ,

Now, while I am on this topic, too many commanders expect in-
telligence people at all levels to tell him what the intent of the
enemy is. Now, it is the primary role of intelligence collectors, ana-
lyzers, and disseminators, to work on capabilities and limitations of
enemy forces. And. commanders have to determine, after their
analysis, what that intent is. Sure, you can ask your battalion in-
telligence officer, or for that matter the Commander in Chief can
ask his Director of Central Intelligence or the Secretary of Defense,
what the intent is, and those answers have to be caveated by, this
is what we believe. But commanders have got to go to the mat.
Commanders have to make these judgments. And I think we have
.to keep this in mind as we go along. ' :

So I would, with respect to the separate ASDI, I would keep that
the way it is. I think that is the right way to go for all the right
reasons. And I think that they are on the right track now. I think
. that the structure, as I observed it in the Department of Defense in
the last four years has been really good and getting better.

With respect to that second question we looked at, comments on
the National Foreign Intelligence Program and on the Tactical In-
telligence and Related Activities or the so-called TIARA eff9rt,
here again two separate topics, The National Foreign Intelligence
Program is about 75 or 80 percent DOD done, if you will, DOD
people, DOD resources, DOD all of the above. And it seems to.me
that it would be wrong to move that away from the Secretary of
Defense. After all, the Secretary of Defense, the military secretar-
~ ies, and the Joint Chiefs of staff as service chiefs, they and they
alone are responsible for organizing, training, equipping; providing
sup?orting forces, fighting forces, and all of that. '

It’s the service chief, for example—it’s the Commandant, General
" -Mundy, who'’s responsible to the parents and guardians of the
young men and women who are Marines, to do all they can to see
to it that they come back winners—winners in battle and winners
in life. You can’t dilute that kind of authority and shouldn’t. And
- the Secretary of Defense ought to have the main say in what goes

on and how you distribute scarce resources in the National Foreign
Intelligence Program. And certainly the DCI has the oversight, cer-
tainly can make that decision. And that has gone on in the four
_years that I was a member of the Joint Chiefs, every year we met °
with Mr. Webster, for example, every year in the Tank, with the
Secretary of Defense involved, every year we went over all of our
programs and all of his programs, and every year we ended up
agreeing on how to distribute very, very costly and very, very limit-
ed resources. And so I would argue that we would keep that.

" With respect to TIARA, or the Tactical Intelligence and Related
programs, again, a lot of effort in the last two years in particular
has gone into making this oversight process better, both the budget
process and the requirements process. In my view, Mr. Chairman,
it’s operative today, and in a way that I.think you would be
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pleased. And so again, I would be reluctant to change that for all
the reasons again that it really is not broken. I am well satisfied in
my mind that that process is good.

And I would argue with respect to the Tactical Intelligence pro-
gram, again, I don't think we should redefine this conglomerate of
activities. We've got it in place, it’s working well. The people in-
volved know what has to be done. The services are satisfied with it.
And it does give us a good voice—a good voice on tactical intelli-
gence requirements. And that, coupled with the Military Intelli-
gence Board, which includes the Director of the Defense Intelli-
gence Agency, that’s the forum whereby we resolve day by day in
combat, like we did Desert Shield/Desert Storm, and week by week
otherwise, requirements to process the need for harmonization and
resolve conflicts. It is a great forum, it works well, and again, you
know, you just can’t legislate against people who don’t know what
in the hell they are doing. And I think these people do, and from
my standpoint it has worked out very well. A )

The National Security Agency and the Defense Intelligence
Agency are, as defined in the Goldwater-Nichols law, combat sup-
port agencies. And they belong, in my view, where they are today,
in the Department of Defense. I think as an adjunct to that, if you
decide to have a National Imagery Agency, which I believe is a
good idea, then I would make that a combat support agency as
well, and group it as a part of the triad, if you will, under the Sec-
retary of Defense. : :

Chairman BoreN. Like NSA?

General GraAY. Yes, sir, like NSA and DIA. ‘

NSA, DIA, again they are monolith type structures and so on.
But you know, the structure is there. For example, every morning
when we reviewed the bidding during Desert Shield and as we ap-
proached Desert Storm, and particularly every day- during the
three weeks that we played a red team versus blue team in my
~command center at headquarters on the situation—because we
were very concerned. You know, we—the Marine forces along the
coast and their coalition allies faced about 70% of the enemy as
they were currently located.. And so we were very concerned to go
where they weren’t, we were very concerned to be able to infil-
trate. We did not want to—you know, we wanted to use strength
against weakness and all of that. And so we played a red team-blue
team game every day, and it went far into the night. It was hard
on the Commandant, because I was the only blue player because I
was the only one at Headquarters Marine Corps that had access to
the overall plan as it evolved. And the plan did evolve. September,
October, November was different than October, December was dif-
ferent than November, and by New Years it began to crystallize
- pretty damned well—Hail Mary got some maturity after a while
that wasn’t always there. And so it got there and it got there for
all the right reasons. In the meantime we played this and every
day we were able to go to the Director of Intelligence—or the Di-
rector of DIA through the military Intelligence Board, and shift re-
sources, shift requirements, get more information on the barriers,
c?eﬁk again on the minefield situation and the mines at sea and all
of that. T PR

.
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- We were able to—in one weekend we were able to take all the
overhead imagery and after asking repeatedly, how can we get all
this stuff integrated together so we can have a pictorial view of the
barrier trace along the coast and all the way west to where the co-
alition forces were aligned with the VII Corps, how could we get
that all put together. And finally, a young Marine captain in DIA
and working with the special reconnaissance people, took a video
camera, had all that stuff posted on the wall in the command
center, took a video camera and ran around like that and we were
able to mail it out to our field commanders so they could see first

hand what has to be done. : .

‘ So this kind of involvement, whether you are a service chief or a
- force commander. or a young captain, this kind of involvement at
the right level has to take place. And again, I would say that the
National Security Agency and the DIA, from my vantage point,
functioned very well. ' ‘

- What they have to do, along with the people at Langley, is make
sure that we complete our efforts to change our focus from the
former Soviet Union-European scenario—which in my view had too

. much focus anyhow—and make sure that we.are global in nature,
global in interests. That's where our interests are, not only our
.urgent security interests and the like, but those of our friends, for
all of the right reasons that the people of your Committee are well
aware of. ,

"~ So that’s not easy, and that has to be done. And we pointed these

" - things out three and four and five years ago, didn’t we, Paul, when

we talked about lesser intense conflict, low intensity conflict and
all of that. But you see, nobody would. ever change the other re-
quirements. And so you were just adding requirements. That has
"got to be refocused. I am convinced that our leadership knows this.’
I know Secretary Cheney knows it. I know that Bob Gates knows it
from going over some of the deliberations that have been taking
place in the Agency. But it is time to make sure that happens.

And it is a differént kind of intelligence challenge. The Soviet
threat, mammoth as it was, was somewhat predictable. It was an
array of orders of battle, both air and ground and naval, weaponry,
terms like PK factor had to be understood by all the members of
your Committee. Now, in these lesser developed regions of the
world, the threat is much more uncertain. Uncertainly in terms of
peoples and culture and language and-intent and all of that. And

_so it is a different environment.

"And in my view, based on spending much of my adult life con-

ducting special operations or collecting intelligence in these regions
of the world, I can tell you, it’s hard. The military organizations
aren’t communicating, they aren’t training, they don’t have any
money, etc., etc., etc., etc. It’s hard. And you don’t know who to be-
lif?vﬁ’ who to trust. You need much more HUMINT and that type
of thing. :
" So again, I would build on what we have. And I would ask that
we continue to ensure that the DCI and the Secretary of Defense
are focused on these regions. And more importantly, that this body
in the Congress provide the necessary resource and funding sup-
port to make these kind of things happen. '
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Again, the National Imagery Agency, I think it’s a good idea. But
I would put it under the Department of Defense like the NSA and
like the DIA, as a combat support agency along with the Gold-
water-Nichols idea. And I would—I would suggest prudence here )
before I would change what I call the support activities of the NSA
overhead program and the special reconnaissance or imagery over-
head program. And by that I mean simply that there are agencies
that do this. It does go on, and there is already in being the neces-
sary bureaucratic capability—and I don’t mean bureaucratic as a
bad word here, there has to be some structure, like the dictionary
says. And there already is in being people who do this as a part of
everything else they do.

And so if you transfer these responsibilities into sort of a mono-
lith, if you will, under NSA or under the NIA, you're going to have
to bring in people to establish the business side of the house,
whether it’s research and development, acquisition, support, and
all of that. And at the same time, the people who are doing that
today are going to have to continue to do it because they do it for a
broad range of activities and functions. So again, I would just sug-
gest prudence here and make sure that we keep this thing cost ef-
fective as well as what may be perceived as efficiency and the like.

There’s three important things here that are much more impor-
tant than whether you have an NIA or not. And they are, number
one, we've got to do something about the lack of wide area cover-
age. I mean, the world is our sphere of interest, to include space.
And right now we do not have wide area coverage. And because
you don’t have that, that is one of the reasons why people were

* talking at one of the other hearings yesterday about what hap-

pened to the North Korean ship. And so you have got to have that.
You have got to have the ability to surge and support a crisis area;,
and at the same time be flexible enough to keep your eye on the
rest of the world. ' )

Now all you have to do is play a war game where there is a crisis
in a particular region and yet unrest in some other part of the
world. And you have got to keep focused a little bit here. In the
meantime you've got to have a point or focus of main effort in the
region where you have a problem: And so we need to do better in-
this surge idea, the surge concept.

And then finally, the lack of digital mapping capability for preci-
sion targeting, and I would add, for 1:50,000 maps, it just shouldn’t
be in today’s world of technology and ability. It is ludicrous to have
to be able to go into a contingency area with Michelin road maps.
And we did it, we did it in Lebanon, and we’ve done it before. We
made maps at about ten minutes before midnight before we
swarmed ashore in Grenada. We made maps. We were able to get
some overhead imagery. We had Marine photointerpreter people as
part of the all source center aboard ship, and we made maps. Now
that’s wrong. A e _

Chairman BoreN. Where are we falling down here? In other
words, how could that have happened?

General Gray. Well; it goes back to that overabused word, re-
- sources. There’s only so much to go around. And you had the
higher priorities for the more technically oriented challenges, the
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strategic requirements, etc., etc., and those threats that were per-
ceived to be greater, i.e., Europe and the like.

But here, too, there is a related aspect. We have got to watch—
" and I would recommend that you watch very carefully the develop-
ment of any of this sophisticated overhead and related technology
that. involves targeting, lest we place more undue burden on the
. digital mapping capability. We have got to bring that along and -
that takes people and it takes resources and effort.

I think smarter people than me know this, they are moving to
correct these things. But these are the three areas that would
bother me. And again, in the prioritization when the unified com-
manders report to the Secretary of Defense through the Chairman
of the JCS, these are my major contingency requirements, then we
have got to be able to ensure by priority that we have the neces-
sary maps. It's an awesome number of maps, too. So here we ought
i;o go again to some of the technology that is alluded to by my col-
eague. »
_Chairman BoreN. It really goes back to what you've both said
about the importance of emphasizing potential low intensity con-
flicts, so that you have maps of areas of the world in detail where
there could be problems. But they at that period of time were so
focused on Europe and the strategic threat from Warsaw Pact, the
Soviet Union and so on that these things were really downgraded
in terms of priority, where the dollars went and where the systems -
were tasked. . . :

_ Now ultimately, in theory at least, the DCI brings together all of
these budgetary priorities including those that flow even from the
defense side and sets the budgetary priorities as they are presented
to us. In theory at least, he performs something of an OMB type
function for intelligence matters, even those that flow out of the
tactical side of things. In fact, how does this mechanism really
work? In other words, to whom does the theater commander, the
CINC, send forward his priorities? Let's take the example: He’
thinks there is inadequate mapping in certain areas of his responsi-
bility where there could be trouble, perhaps he might have to ulti-
mately respond with military force. Describe to me where does that
recommendation go next in terms of making budgetary requests?

General Gray. Yes, sir. -

_Those requirements from the Commanders in Chief in the field,
the unified commanders, they come to the Secretary of Defense,
and they're compiled and they are looked at from the standpoint of
all the requirements. And we have the Defense Mapping Agency,
which are experts in the mapping agency and geodesy and the like.
And then they set about to solve those requirements. And I want to
say here that they, you know over time have done a masterful job.
I mean I can guarantee we have one helluva lot of maps.

Chairman BoreN. Well let— . :

General GRAY. And it takes a lot of maps, by the way, to fight. It
takes a destroyer full of maps, if you will, to support an Army or a
Marine brigade. So it takes a lot of maps. :

But what I am suggesting here is again, it takes a collective
effort. For example, the case in Grenada, there were maps about
Grenada. And I can remember the commanding general of the
Second Marine Division saying to his superior don’t forget the
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" maps. Get them. down there. And it said aye aye, the maps will go
down there. But they didn’t get down there. So that was a failure
on the military side as opposed to intelligence.

But basically, there are far too many key areas of the world
where mapping and geodesy information is inadequate. And so
what I am suggesting is we must refocus that. The Secretary of De-
fense can do that with the support of the DCL

Chairman Boren. Well, one of the things I am thinking about
here; and I know you have some thoughts on this, is obviously the
Secretary of Defense has so much to oversee. One of the things that
we have been worried about and have made a proposal to have an
‘Assistant Secretary of Defense for Intelligence. As it is now, it is
combined with a lot of other responsibilities. Should we at least -
consider having an Assistant Secretary of Defense for Intelligence
who can help bring these kinds of concerns forward to the Secre-

tary? Or do you think the current structure adequately brings
them forward to the Secretary? :

Obviously things have to be screened through a process before
they come to him for ultimate decisions on priorities of spending.

General GORMAN. Let me take a pass at that. -

General Gray. Sure.

General GorMAN. I hate to interject——.

Chairman BoreN. No, no, really I am d1rect1ng this to both of -
you, right.

General GorMmaN. I believe, sir, that you are not going to solve
the problem that General Gray has outlined for you with organiza-
tion. I think that the answer lies in the application of what we
know now about how to address digital topography and map gen-
eration and map dissemination. It is just another form of intelli-
gence. There is kind of an iron law that operates in military affairs
that says that the battle always breaks out at the place where the
map sheets come together. .

Chairman Boren. Right.

General GorMAN. There is another iron law and I have seen in
the Third World that you can bet that any time that there is an
area of intense interest to the President of the United States and
this body, there is going to be a place where there is a white area
in the standard map issues.

And it is literally true that throughout all of the time that the
Contra issue was a matter of concern to this body, we were dealing
from maps that had a big white area right in the middle of where
the Contras lived.

And today, if you go over to DEA and look at thelr plots of co-
came distributions, you will see that the areas most active in the
cocaine distribution world are areas that are white on our maps be-
cause we just don’t have basic topographic information.

What is the answer? Reorganization in Washington? No sir. It is
to get superior ways of addressing that problem. And I believe that
the answer lies along- the direction of CINC controlled and directed
of mapping capabilities that could be put into play when he begins
to recognize that he has got a problem.

‘Now I think the difficulty in Grenada is exactly that it didn’t get
that kind of forethought. That kind of intense scrutiny in advance
of the event.
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Chairman BoreN. Soon enough.

Now, let me ask this 'and this is to both of you too. I am sorry, I
don’t want to interrupt—— .

General GorMaN. No, I went way too long anyway. But several

_ of the staffers were nodding off. So you saved me sir. -

Chairman BoreN. I don't believe that. ,

But did you have any other things you wanted to say?

General GorMAN. Yeah, but I think it would be really good just
to go back and forth and make sure that we at least get to what

-you want- to talk about. But-I would say on the maps, that again,
technology, proper technology here, and proper support will go a
long way toward doing this very effectively. .

Now we—for example, it is for this reason, that only the Marines
have a topographic capability. And we have kept that through
thick and thin. And so we were able to make those maps at mid-
night aboard ship. And we were able to make what we needed in
the desert. ‘ S

Chairman BoreN. I understand exactly why you want to have
that capability—we are caught between what would be the natural -
tendency for every branch and every unit to have that capability.
Everyone would love to have that in-house capability. One of the
problems that we get into, if we allow all of these natural tenden-
cies to take place unchecked, is we will end up with a tremendous
duplication of resources with scarce budgets. So we really can’t

- afford for everyone to have in-house capability of this kind. It has

got to be a shared capability. B

This perhaps is a broader question of how we assure that the
CINC, for example, or the theater commander, has the ability to
direct the intelligence resources, we have the reconnaissance re- -
sources, imagery, the SIGINT, and the rest of it. We have focused
on that question probably most often in terms of a wartime situa-
tion. We have not provided for any change .of direct authority in
the case of wartime in this bill. Some have suggested that the
CINC at that point should actually have the authority to command -
collection resources very directly. Others have said no, we can suf-:
ficiently take care of that by simply requiring, whether this is b
Executive directive or legislation, that the theater commander’s
needs will take priority .over all others during hostilities. -
~.What we are talking about here goes even beyond that. It is the
question of what clout shall the theater commander have before
hostilities commence. For example, if he spots a Grenada situation
coming. Certainly we knew the possibility of and the need for
greater information in the area where the Contras were operating.
I have been down into some of those areas, and terms of what you
are talking. about with narcotics trafficking, and talked with our .
people at the command. .

Should we just say to theater commanders, yell a little louder,
hoping that the chiefs and the other will understand the changes
in the world and the shifts of priorities that need to occur. Are
there any structural inhibitions? Should we think about enhancing
the authority of theater commanders in wartime to directly control
some of these assets? And should we extend their ability of enter-
ing into the system perhaps at the highest level—a direct appeal to

. the Secretary or somebody else; I suppose this happens on an infor-
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mal basis—if there is a theater commander that really feels: there
is a white spot or whatever it is. It may not be mapping. It may be
something else of an intelligence nature where there is a big gap in
an area that all of that commander’s intuitions tell him may be
where trouble is going to erupt. Is there something we should do?
First, would you support a switch of control of assets in wartime?
And second, is there a way we can strengthen the hand of the thea- -
-ter commander? I am a great believer that people on the scene and.
“with the responsibility over a geographical area have a better judg-
ment about that than those analyzing the reports once they are fed
to Washington. Would you make any changes or do you think it is
. simply a matter of the interplay of personalities? . =~

General GorMAN. I don’t see any need to legislative concerning,
although all of the problems that you raise are very real ones. And
in your oversight functions, you ought to keep probing to find out if
it 1s working well. I believe concerning the question of the white
spots, if you will, in any of the collection disciplines——

Chairman Boren. It might not be maps, might be something else.

General GorRMAN. Again, whether you legislate or not, the fact is
that the situation is going to get better year by year for those thea-
ter commanders as these new sensors become available to him. The
question really is, how are those sensor programs structured?

I was listening to a genuine expert on intelligence programs in
the government the other day describing one of these new sensor
programs that he had just reviewed. The program provided about
60% of the funds within the program for the collection apparatus
itself. Another 39% of the program was directed at the interface
between the collection program and the analysts. 1% of that pro-
gram, Mr. Chairman, was directed at the dissemination function
because the assumption of the program manager was that if he
connected his thing to the CINC at the CINC’s level, he had done
his job. But you see, that's the problem that I was describing in my
statement reference JSTARS. Getting the imagery into the top of
the military hierarchy doesn’t do the job of timeliness to which Al
Gray observed.’ : '

Rather, that program should have provided for direct interfaces
all the way down to the tactical level, with mechanisms for passing
- those digital frames—all individually addressable incidentally and
- all of which could be mapped digitally, that is to say addressed di- -
gitally ahead of the event, I am interested in X-Y-Z and that digital
address book changed as the battle progressed, as the unit rolled
forward.

I think we have come to a point in time where the Chiefs are
going to have to be thinking if they’re really interested in taking
advantage of what's out there, of dispensing with paper maps and
getting us onto some other kind of geographic reference system.

We have resisted for years issui GPg equipment. I have seen
young officers running around with their own purchased equip-
ment, commercial equipment, because they understand the critical-
ity of having that kind of thing in hand.

We didn’t do enough ahead of the recent war thinking along
those lines. And what I am urging on you is that the real work
that needs to be done to arm the Intelligence Community for the
future is to take advantage of the technological opportunities that
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are opening to us. And I believe that centralizing, splitting authori-
ties, organizing by intelligence collection discipline, gets in the way
of this distributive kind of intelligence support equipment that is
going to be available. You can .no more legislate that than you
could legislate the personal computer world today.

Chairman BoreN. So do you take the position that at the top.
levels we do have a concentration of SIGINT within NSA. :

General GormaAN. Yes sir. '

Chairman BoreN. Now are you saying then you don’t think we
. should have a concentration of imagery .in exactly the same way?

- General GORMAN. Let me talk to the NSA business. You men-
tioned passing authorities to the CINC. Look, NSA—that factory as-
Al calls it out there—is going to be there in wartime. What the
CINC needs is not command of something up at Ft. Meade, he’s got
enough on his plate. What he needs is access on real time basis to
- what’s at Ft. Meade.

Chairman BorgN. Right.

~ General GorMaN. And that can be arranged beforehand It can
be practiced beforehand, and it can be made to work beforehand.

And can be made to work in crisis. I have done that. And the

transmission time to actual operational units is a matter literally

“of seconds. If you get the doggone networks open and the people

supporting it. '

Chairman Bogren. That’s why it’s so important to have these
~ joint exercises with our intelligence services which we’'ve had all
too few of in the past.

General GormaN. I would tell you further that it doesn’t happen
easily, but it is a matter of getting the DIRNSA and the CINC and
the Chiefs on the same sheet of music. Wheén that happens you can\
,make it go. If, absent that, top down interest in making it happen,
it's unlikely to occur. Hence, again I go back to your oversight as
opposed to your legislative function.

The question is, from year to year are the personalities and the
arrangements between those personalities really exploiting the ca-
pabilities of the system. :

- _ Chairman BoreN. Now, what about the imagery situation? We're

looking at accountablhty as well.- Without going into classified
titles that we can’t go into, there really is a great amount of dissat-
isfaction for most of the customers, and certainly from a taxpayer’s
point of view, in terms of the way the imagery procurement and
decisions have been made. I think most people would say they
haven’t been made as cost-effectively as——

General GorMAN. You made an excellent statement at the outset
of all of this about the problem of mindsets. And I-would tell you
there is no community where mindset is more ev1dent than in the
- imagery business.

Mr. Chairman, the very notion of imagery 'is undergoing pro-
found- changes The JSTARS business is imagery. It produces im-
agery. But it’s not imagery that ought to be handled like other im--
" agery. It is again digital information and it is capable of being
passed down to the lowest echelon of interest if you wanted to do
it. The problem with the JSTARS is that we didn’t give any atten-
tion to how it would plug into an operational force ahead of its
being deployed.
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I'm urging here that the real pay-offs in this business are not by
setting up more—conceivably more efficient organizations in Wash-
ington; the pay-off is in getting the stuff to the consumer.

Chairman BoreN. General Gray, anything you might add on
these subjects. N

General Gray. Well, on the latter point, Mr. Chairman, I would
just reinforce that. But I think we have to remember that JSTARS
was still in the developmental stage. It was not a complete fielded,
tested, and fully understood system. And so I would argue that it
was remarkable that we did as well as we did with JSTARS and
the like. Those successes were well known and there were some,
quote, failures, unquote or misuse. But that is the fog of battle.

Going back to your earlier question of whether the unified com-
manders should have more authority, etc. I would agree, we really
don’t need to change that. The unified commanders, in my judg-
ment, have all the authority they’ll ever need. And of course I'm
also on record some years ago as saying they had that authority
even before the legislation, before Goldwater-Nichols, but that’s not
part of the dialogue here today.

The point is that when you have a crisis and particularly in the
lesser developed regions of the world, where many of our national
and scientific and technical assets are not fully focused, because we
still have to worry about the nuclear problem and other more chal-
lenging strategic requirements, and so when you have a problem in
a lesser developed region of the world it goes through really three
steps. You've got the national system, you've got the theater
system that the unified commander controls, and then you've got
the tactical requirements which are of utmost concern to the com-
ponent commanders. The Army, Navy, Air Force, Marine Com-
manders and their staffs have a big stake in the tactical and the
theater requirements and capability. And certainly they are reli-
ant, in the planning stage, reliant on the national systems as well.

And so for the unified commander who has a white area, if you
will, whether it’s in any of the INTs or whether it's mapping, geod-
esy, etc., if they dig in and express their requirements and do their
homework ahead of time and go back to basic manuals about intel-
ligence which talk about essential elements of information at all
levels, and talk about specific indicators in all of the intelligence
disciplines, and get that on record and into the hands of the Secre-
- tary of Defense and the Joint Chiefs of Staff, they’re not going to
ignore this Unified Commander for two reasons. One, that’s what
you do, is support him and two, it's your warriors, regardless of
service, that are going to pay the price if you do it wrong.

And so he’s going to get all the support he needs. I don’t really
see a need—I would suggest focusing the oversight more along the
lines of what Paul has suggested here. Taking advantage of tech-
nology, changing as it is, to improve this overall database. It’s the
databases, the encyclopedia databases that really need to be up-
graded for the lesser developed regions of the world. They’re not in
good shape. And we need to focus our attention there.

Chairman BoreN. And that really it’s a budgetary shift and it is
an oversight function and so on that we can get into.

General Gray. Yes. And I would just argue—in the last few
years when I was privileged to serve with the current Secretary of
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Defense—and we know about his predecessor and his intelligence
background—but I found Secretary Cheney extraordinarily knowl-
edgeable in this whole world of intelligence and related special op-
erations. And I've had many, many discussions at both the theater
and the tactical level with him on this. I've had open door access to
him. We met a number of times just one on one on the Desert
Shield challenge and all of that type of thing. And I'm well aware
and you are too, of course, of the Director of Central Intelligence’s
credentials. And so I think with the right oversight and the right
vision here and allowing these people to do what has to be done, I .
think a lot of these challenges can be resolved.

Chairman BoreN. I agree with what you’ve said. I think we have
such a unique opportunity because we do have a Secretary of De-
fense who certainly understands the intelligence field very, very
well. We have a DCI and Secretary of Defense who have worked
together in many capacities and have a good relationship. We have
a President who obviously has great technical expertise in these
areas. I find myself making sure I've done all my homework even
on technical systems before I go over to discuss them with him be-
cause he’s very, very knowledgeable. So it gives us a unique oppor-
tunity.

Now one of the things we’ve tried to do is to bring about a closer
relationship—you mentioned in terms of General Lajoie’s assign-
ment—between the two empires, if we call them that. Historically
there has been a feeling, at least as the military viewed civilian in-
telligence, of some doubt that civilian intelligence would be sensi-
tive enough to the kinds of battlefield situations to provide the
kind of intelligence that’s immediately usable. ‘

We had a lot of discussions with General Schwarzkopf about this

after the Persian Gulf situation and, for example, such nomencla-
ture as trying to determine whether or not what percentage of a
bridge was usable. It might be structurally 20 percent destroyed
but it might be 100 percent destroyed as far as having a military
use. And so you have almost sometimes speaking in foreign lan-
guages to each other between the civilian and the military side of
the way an analysis of the same piece of information might occur.
So that when you say something is 20 percent destroyed, that
might give a very false impression to a military commander who
hii_s to decide whether it’s usable to bring in support troops or sup-
plies. :
I think there has also been distrust on the civilian side that, try
as they might, if they got too much in bed with the military in pro-
viding the intelligence, and if anything went wrong in the decision
of a military commander, the easiest person to blame would be the
ill-informed and non-efficient civilian intelligence people who gave
you information in a non-usable form. So there have been really to
some degree two cultures. We have it even in the civilian commu-
nity between the analysts and the operators—they don’t even eat
at the same cafeteria out at Langley. .

General GormaN. There is existing legislation, of course, in Title
18 US Code which provides that one or another of the senior intel-
- ligence officers of the government will be a military officer. I be-
lieve that much of the troubles to which you allude began when we
elected not to do that.
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I would go one step further. I believe that that senior officer
should not be out of the so-called intelligence line. I think he ought
to be a line commander who speaks the language of the Chiefs and
the CINCs, because his primary contribution to the Director for
Central Intelligence, if he is a civilian, would be in fact to help
ensure that there was—— ,

Chairman BorgN. Really, the military prespective.

General GorMaN. Right—to anticipate those difficulties of lan-
guage and communication and to help put in place the mechanisms
to resolve it.

Chairman Boren. I assume there are people who might flow out
of or have temporary assignments, whether they be at DIA, NSA
and so on, who would have had the appropriate background in
their careers.

General GormaN. Oh. Yes. But if you're really bringing to bear
on the problems at that level of the Intelligence Community what
it needs, it has to be somebody that is thoroughly respected by the
Chiefs and who speaks the language of the Chiefs and the CINCs.

Chairman BoreN. Who speaks the military language. Who is
really representing the military perspective. .

As you know we’ve worked on that in terms of our proposal. The
top person might be a person in uniform. Also in the Directorate of
Operations as has already taken place by action of Mr. Gates to
bring General Lajoie over.

We've also talked about the possibility of requiring sort of a joint
consent on appointments. For example, you have the oddity of the
Secretary of Defense naming more or less unilaterally the head of
DIA or NSA, but you have most of the tasking or much of the task-
" ing in peacetime of these agencies really coming from the DCIL
There should be a kind of a joint sign-off on some of these appoint-
ments between the Secretary of Defense and the DCI, just to make
sure that these people are acceptable to both. ,

We've tried to think of ideas like that. We've tried to strengthen
the relationship, make sure that civilian intelligence is more fully
integrated into the JIC, for example. And we have that kind of sit-
uation because we had some doubt as to how integrated they
became and how integrated civilian intelligence people were as op-
posed to just sort of an arms length liaison.

Are there any other ways you can think of that we could more
thoroughly span these two cultures to make sure that both sides
r%ald!,y understand the other and understand what assets are avail-
able?

General Grav. I would like to take a crack at that as well as
some of the other comments that were just made on this topic. And
I think I would urge above all here kind of a good sense of at least
contemporary history as to what’s happening, a good sense of the
events, and not overreact to what may have happened in Desert
Shield or Desert Storm or Grenada or Lebanon or the attempt to
rescue our prisoners or hostages and everything and the like.

- Now, why do I say that? Desert Shield, Desert Storm was unique
in many ways. It was the first time and probably one of the few
times that a unified commander and his staff will indeed go to the
field and deploy in a remote region. Somewhat different geographi-
cally in the case of CINCSOUTH—he was there. But I think we
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have to Lkind of keep this in mind. And these unified staffs, like all
other staffs, have been under the closest of scrutiny for several
years because of budgetary constraints.

For example, if you add too many people to a staff, they are
going to get cut either by the Secretary of Defense or by legislation
here. And so you put the best people you can with the unified
staffs. But you don’t necessarily have the numbers, and so you are
going to have to augment any unified staff that goes to the field or
any joint task force or combined force. Whether it’s commanded by
a soldier, sailor, airman, Marine, it’s going to have to be augment-
ed. And it has to be augmented by these intelligence groups of ex-
pertise, such as we did in Desert Shield.

For example, in your Marine case alone, when I came back from
my fourth trip over the Christmas-New Year’s holidays and was
fairly well satisfied that the aggregate strategic concept was the
kind of thing that your Commandant liked, I sent 100 intelligence
people augmentation to the field. I looked at the R4-Gs and Air
Guard that were providing the only aerial surveillance and recon-
naissance capability we had—a much neglected area.

Chairman BoreN. Yes. We've certainly focused on that.

General GrRAY. And one that we ought to fix; we need to fix that.
And what we were getting though in the way of imagery results as
first echelon processing were pictures, if you will, without even a
north finding module arrow. Now, rather than be critical, we put a
dozen of our best photointerpreters in there and said take what
those kids have got, put an Air Force label on it, but give us some
analysis. And we got then second echelon, which you deserve, at .
ig.ast dflrom that level. And then the third echelon went back at

iyadh. :

We augmented as did the other services the NSA effort in
Riyadh. And once that was put in place, then many of these prob-
lems began to get resolved. - '

And so you had to do this all through the theater, not just for
General Schwarzkopf and his staff, but for the component com-
manders and the forces at sea. '

And so again, I think that it’s always going to be this way. You
know, we're kind of one deep all around right now, and if you all
don’t protect this overall base force in terms of resources here for
the next three or four years, you’re going to have even more diffi-
cult problems that you really won’t be able to solve. And so we've
got this level of capability beyond which if we go lower, we're going
to be in very serious trouble. '

. And here in the Intelligence Community, you know, they have to
suffer some of the drawdown as well. And that’s troublesome. And
I know that in part of the dialogue in both bills there is talk about
- should we fence the Intelligence Community off. Well, it’s been
pretty well fenced off, as Mr. Carlucci has indicated. However,
there is a limit to what you can do there as well. And so again, we
need to be, I think, very, very careful. '

The problem in my view of the major problem that the Com-
mander of the Central Command and his people had with the Cen-
tral Intelligence Agency revolved around not really intelligence col-
lection, providing, disseminating, as we normally think of it, but
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with bomb or what I call battle damage assessment. That is where -
the rub was. .

And I believe that part of that was our fault here in Washington.
Clearly in the preliminary stages, in the planning stages and in the
initial phase of the strategic air campaign plan, you had to have
solid, bona fide credentialed analysis of the aerial attacks. And
that could only come through very careful analysis of imagery.
And we did that, albeit it may have been slow and the like, but we
pored over those pictures. The Chiefs looked at them and all of
that type of thing, so that we could re-target because we wanted to
kill, if you will, his strategic command and control capability. And
of course, when we took out the grid, we also took out the water
and the sewage and that, you know, presented other problems.

But at any rate, when you shifted the air campaign into phase
two and beyond, where you began to shape the battlefield at the
strategic and then tactical level, and more and more assets are
being used in the field, here is where I believe the unified com-
mander—in this case, General Schwarzkopf—should have had
much more authority to say what was happening and not. That’s
where the crunch came.

The agencies back here were way behind in what was actually
happening in the battlefield. Now why? Because they didn’t have
direct access to pilot reports, as General Schwarzkopf’s people did.
They didn’t have direct access to the weather and all that kind of
thing. The feel of the battlefield. They didn’t have access to the
HUMINT that was coming in from the people who were defecting
or being captured. And so all of that becomes a theater problem.

Now, we don’t need to really legislate this. This was really some-
thing that Colin and I talked about, you know, we’ve got to get this
across. He understood that well. And if you look at what General
Powell has said with respect to the performance of intelligence, to
both DIA and CIA, it’s been very good.

And so again, these things happen and we don’t want to draw
necessarily the all time lesson out of what may have been a pecu-
liar situation. Clearly, the momentum of the—the final authority,
if you will, of the battlefield situation must shift to that joint task
force or theater commander on the scene, as you say. Because he is
the only one that has the resources that are there and can tap the
national resources or others when he needs-it, to include in this
case, our allies.

And so I think that again, I would kind of tend to leave that one
be but through oversight and through the war games and analysis
that General Gorman has suggested and the like, get a pretty good
feel, make sure everybody knows what they are talking about.

The NSA and the DIA, in my judgment, have sufficient military
people in their structures to assure that we have this interoperabil-
ity and mutual understanding. Not so in my view in the Central
Intelligence Agency. ‘And here again I have heard recommenda-
tions that have already been made to the Secretary of Defense, but
here we should probably increase exchange officers and the like to
the CIA. And as Paul points out, not people who are only intelli-
gence people, but more importantly, get some of those young com-
bined arms warriors out there who later, when they make lieuten-
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ant colonel or colonel and command a brigade, they've got credibil-
ity, they’'ve been there, and they know what to ask for.

Chairman BoreN. They also have in their heads the kind of
things that are in the arsenal of the civilian intelligence communi-
ty.

General Gray. Yes.

And I would say with respect to the FBI, this works very well
today. You know, one out of every eight agents is a former Marine,
'80 we have got a built in military expertise. Same way in the Drug
Enforcement Agency. State Department there is some military ex-
pertise, but here too, the people over there tend to be awful senior,
and so it would be helpful I think to have a little bit of exchange
there in their structure.
Chairman BoreN. That’s something that is being very much
talked about, as you know, between the Secretary and the Director.
Let me ask you just one last question. We will receive your full
statements into the record, by the way, and there may be some
other questions we will want to direct to you, maybe even in writ-
ing, as we complete our own record.
- General Grav. Send a secretary, will you; we retired guys don’t

have any help. .

[General laughter.] .

Chairman BoreN. You can send them in hand written.

- In terms of our own pace of legislating, we don’t plan to jump
out in advance of the internal studies that are going on. We have
not pushed Mr. Gates or Secretary Cheney to come forward yet
before us to give their recommendations or reactions, because we
know they have a very full blown internal process going on. We le-
- gitimately want the benefit of the conclusion of their process as we

- begin to legislate. It may be that 85% of what might normally be
considered for legislation, could wind up being handled by Execu-
tive Order and by Executive action. It could dovetail into a piece of
legislation that will be very constrained in terms of its scope to fit
together as part of a total pattern. - .

Having been in both the Executive branch and the Legislative
branch, I know both perspectives. When I was in the Executive
branch I often preferred no Legislative interference with our right-
ful prerogatives and the need for flexibility and so on. And in the
Legislative branch I see sometimes, as I have said to the President
when he has said, “Well, I've handled that by Executive Order.” I
said, “I'm glad. I agree with everything in a particular Executive
Order, but what happens if the next person comes along and
changes it? It’s such a fundamental policy.”

But I think we will end up with a mix and probably more on the
side of what can done by Executive action than by legislation. So
this really is going to be a partnership. It would serve no purpose
for us to pass a bill and send it down to the President of the United
States if it represented a plan that the President didn’t approve of
as Commander in Chief, the Secretary of Defense and the Director
of Central Intelligence didn’t approve of, and the National Security
Council could not accept. We would not have accomplished a thing.
Whatever plan we come up with must be a consensus plan that
really reflects the best judgments of all of us. I think that is what
we need to do more of around this town. We need to realize we are
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all part of the same government and the same people pay our sala-
ries. '

So that is why we are going to try to take full advantage and
have full dialogue with both the Secretary and the Director and
General Scowcroft and indeed the President in terms of this proc-
ess that is on-going internally.

You may have already touched on this in your opening state-
ments. I assume that both of you would not be in favor of separat-
ing the National Foreign Intelligence Budget, the NFIP, out from
the Department of Defense budget where it is currently embedded.

General GorMmAN. I oppose that, sir.

General Gray. Very strongly so, again because 80% of that pro-
gram is DOD resources and all that anyway.

Chairman BorgN. Support resources.

General Gray. Yes, sir. And it goes back to the statutory and in-
herent responsibilities of the Secretary of Defense.

Chairman BoreN. Do you also think it would probably result in
fewer resources going into these functions?

General Gray. My fear would be that it would migrate more to-
wards the bigger picture, if you will, around inside the Beltway to
the expense of the warriors who have to do what has to be done.

General GorMAN. I stress the integration that exists between the
communication apparatus and the intelligence apparatus. You
cannot sort out that. We made the point about JSTARS. We could
have fixed the JSTAR problem some years ago. We knew that
system was coming out of development. We should have started an-
ticipating its exploitation or dissemination, if you will, long before
it came. Now it’s gone back into development. My argument would
be that we ought to have that system thoroughly integrated into
our systems. Even without having the actual system, we ought to
be simulating it in our exercises.

You cannot separate that stuff. If you have separate budgetary
authority for intelligence, then the dissemination function is going
to suffer. :

General Gray. Yes. We didn’t appreciate the role of JSTARS in
the kind of conflict we were involved in. Everything was riveted to-
wards Eastern Europe and aerial attacks, etc.

Chairman BorgN. One of the provisions of the bill that we have
laid down is the right of the DCI to reprogram funds, not inside the
Tactical Intelligence budget, but inside the National Foreign Intel-
ligence budget, and personnel slots, even if they were those in
agencies that are now under the Department of Defense umbrella.
So for example, if you decided that you really needed fewer slots
and dollars at NSA and more slots and dollars at DIA in terms of
the attache function, or at CIA in terms of Directorate of Oper-
ations, and HUMINT—we've talked about the need for more
HUMINT—that the Director as opposed to the Secretary of De-
fense or the head of an agency, would be able to, within the Na-
tional Foreign Intelligence budget, initiate a reprogramming re-
quest. Of course, these requests all still have to be approved by
Congress.

One of the things that we have in mind is that in the new envi-
ronment in the world is, for example, HUMINT. In the past we've
always assumed that much of our human intelligence collection
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had to be clandestine. It may well be now that in some areas of the
world, we have much open source information and in fact the abili-
ty to operate openly. Let’s take one of the Baltic states, previously
part of the Soviet Union, now independent and obviously very sym-
pathetic to our democratic ideals. It may well be you don’t need a
clandestine CIA officer. Maybe the military attache can do that or
maybe the political officer at the embassy can collect what infor-
mation you need. Those areas of information can be much less ex-
pensively collected and perhaps collected with less trouble or down-
side. Sometimes clandestine collection can cause problems with
other governments. : ;

I am sure this will be quite a controversial matter. Should the
DCI be vested with authority to initiate reprogramming requests of
those portions of the activities of, say, DIA or NSA or agencies we
think of as part of the defense establishment, as they relate to the
NFIP, not the tactical program, or do you think that would be a
mistake? : :

General Gorman. I would respond that any DCI that needs legis-
. lative authority to bring that to pass is in trouble and probably
shouldn’t have been the DCI in the first place. I think that between
the DCI and his relationship with the Secretary of Defense and in
particular the relationship between both of them and the Oversight
Committees, such matters are going to get exposed, debated, and
- changes are going to be made, and I don’t think that having a man-
datory reprogramming authority would do anything except intro-
duce animosity into a system that is now working by collaboration.
thClll’airman Boren. Okay. General Gray, would you agree with

at? ’ .

General Gray. Yes, I would support that, Mr. Chairman. I be-
lieve that he has the implicit authority or status whereby he can
influence these kinds of requirements. In my own personal experi-
ence in the Summer and early Fall of 1962, the then DCI had a
requirement for specific intelligence information with respect to
Cuba. And I know that he and the Secretary of Defense talked
about that. They talked about it at the Joint Chiefs of Staff, and I
was the officer in charge of making it happen, and so I am very
familiar with how that happened, and the degree of cooperation,
and there was never any question about it, that we would do it and
we went down and did it and did it pretty well. '

A decade—not a decade, but a couple of years later a similar
kind of thing in Southeast Asia along the border in Laos, north of
what—in the mountains north of what most people remember as
Khe Sanh, a similar kind of thing, both overt and covert, both in-
telligence collection as well as specific training requirements.

And in the same vein, that was passed back and forth. In the
case of the 1962 Cuba requirement, the conn, if you will, was given
to the CIA. In the case of the requirement in 1964, it was held back
in Washington but actually conducted through the command struc-
ture in Saigon. : ' S

And so I think that these kind of things can work, and I think,
as my colleague has said, if there is a problem here then we have
got bigger problems in River City than we realize. And I go back to
the fundamental idea of the responsibility both by law and intrin-
sic in the requirement to organize, train, equip, provide support
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forces, take care of them, and that rests-with the Secretary of De-
fense and the military secretaries and the service chiefs. And you
just can’t have everybody moving them all over.

Chairman Boren. Well, I thank you both very much. And again,
I apologize that by the luck of the day we have ended up with bad
luck in terms of conflicts with the Members of our Committee.
There are some of us working on an even broader reorganization
proposal that might have very beneficial results. That is to reorga-
nize the way we do our business so that we can have a little more
certainty with conflicts that are going to come up when we sched-
ule important meetings like this. But I appreciate you both being
here very, very much.

We have tremendous value on this Committee because by our

own rules, we have overlap between the Armed Services Commit-
tee and this Committee. We have been privileged, until just about a
month ago when Senator Nunn’s eight years ended, to have both
Senator Nunn and Senator Warner sitting as very senior Members
of this Committee. We have had Senator Glenn and other Members
of the Armed Services Committee here. And that has been very,
very helpful to us. And as you probably know, since on many items
we have joint jurisdiction between our two Committees, at least on
the Senate sidle—Armed Services and Intelligence—an even greater
interrelationship here than on the House side—we have never had
a difference of opinion between our two Committees. The liaison
and the interaction has been so strong that we have always ended
up with joint proposals, even down to the dollar on the budget. 1
don’t think we have ever had a shift of a single dollar even, not
even one dollar, let alone $1 million or $1 billion or $100 million
between the two Committees.
" 1 am intrigued by the thought of finding ways that we can bring
these two cultures together, get them speaking more the same lan-
guage, greater understanding. I think the idea of exchanges on a
broader basis at different levels—not just at the top levels and
people that are in the traditional command structure, not just out
of the intelligence structure within the military—are very good
ideas. Joint exercising where we really flex these systems and see
how they can respond in actual combat situations all the way down
to a unit commander’s needs and see if it is all working the way it
should. We have not done enough of this in the past. In addition to
try to dual hat some of these people in terms of appointments and
making sure that certain key positions on the civilian side are
filled by people with military background and so on.

Part of it is budgetary, part of it is the fact that we are probably
going to be far less forward positioned around the world than we
have been in the past and, therefore, civilian intelligence must be
much more sensitive, even on the side of early warning, to the
kinds of information that someone who would be involved in a po-
‘tential military response is going to need as soon as possible. We're
going to have a very different situation and we're going to have to
make better use of our resources, certainly a much more integrated
use of all of our resources.

There have already been some excellent things said today, and if
over the next few weeks, driving down the road or whatever——°

General GorMaN. We'll be glad to.
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Chairman BoReN [continuing]. Other thoughts come to mind,
please take this as an open invitation to send them to us.

General GorMAN. We'll be glad to do that, sir.

Chairman BoreN. Thank you both very much for your remarks
today and, of course, the Members of this Committee have great
admiration for the contribution that both of you have made to our
country and its security. We appreciate you very much.

General GorMAN. Thank you, sir.

Chairman BoreN. And we value having your thoughts.

General Gray. Thank you. And let me just add again for all of
the Committee and the staff personnel and particularly you, Mr.
Chairman, a simple thank you for what you have done. We have
got probably more warriors alive today because of your concern.

- Chairman BorgN. Thank you very much. '

[Thereupon, at 5:05 p.m., the hearing was recessed.]
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Room SD-106, Dirksen Senate Office Building, the Honorable
David L. Boren Chairman of the Committee, presiding.

Present: Senators Boren, Bradley, Murkowski and D’Amato.

Also present: George Tenet, Staff Director; John Moseman, Mi-
nority Staff Director;.Britt Snider, Chief Counsel; and Kathleen
McGhee, Chief Clerk.

PROCEEDINGS

- Chairman BogreN. I apologize to our colleague, Senator Specter,
and the panel that will be before us today, and to our guests. We
had a closed matter before the intelligence Committee which ran a
htgle bit over schedule. So we were a bit delayed in getting started
today.

The Committee meets this afternoon for the fourth in its series
of open hearings on intelligence reorganization legislation.

We will hear first from the distinguished Senator from Pennsyl-
vania, Senator Specter, who is the sponsor of S. 421, which is pend-
ing before the Committee, a bill which he originally introduced in
the 101st Congress, when he was serving as a Member of this Com-
mittee. He served as a very valued Member of this Committee and
made an enormous contribution in several areas of legislation, in-
cluding the legislation which created the statutory Inspector Gen-
eral for the CIA. He always has thoughts worth considering, worth
listening to and weighing.

His bill also proposes a Director of National Intelligence, organi-
zationally separate from the CIA, but it envisions a DNI with a
somewhat different role than the one provided for in the bill which
I introduced along with the Chairman of the House Committee.

I do not want to steal his thunder, however, and will let Senator
Specter describe his own proposal for us today, and his ideas on
how his proposal would fit into the reorganization of the Intelli-
gence Community in general.

Following Senator Specter, we do have two additional witnesses
that we will hear: first, Harold Ford, whose testimony we all re-
member from the Gates confirmation hearing, and whose advice
and judgment this Committee has valued for a long time. Mr. Ford,

(295)
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we are very happy to have you before the Committee to share your
thoughts with us today. »

And also testifying will be Richard Betts, a professor at Columbia-
University with a long-time involvement in the intelligence area
and a great level of expertise in the intelligence field.

We welcome all of you. Let me ask if there are any opening
state?ments of other Members. Senator Murkowski, the Vice Chair-
man?

Senator MURKOWSKIL. Mr. Chairman, I have a statement which I
will enter into the record. I look forward to this hearing on issues
relating to analysis. I also think it’s appropriate that we hear from
our colleague, Senator Specter, with regard to his recommenda-
tions as specifically represented. I am going to have to leave very
shortly unfortunately. I have got a meeting with Bill Reilly of the
Environmental Protection Agency that I have not been able to re-
schedule, so please excuse me, and thank you. '

Chairman BoreN. Thank you very much, Senator Murkowski.
Senator D’ Amato, any opening statement? : _ -

Senator D’AMATO. Mr. Chairman, in the interest of time I would
ask that my statement be included in the record as if read in its
entirety.

Chairman BoreN. Without objection, so ordered.

[The statements of Senators Murkowski and D’Amato follow:]

SeNATOR MURKOWSKI—OPENING STATEMENT

Analysis is central to the intelligence enterprise. It is the analyst-who puts intelli-
gence into a form so it can be used by policymakers. The best collection systems in
the \gorld are of little value without skilled analysts to interpret and present the
raw data. )

Yet analysis receives relatively little attention—either in the oversight process or
in the open literature. It just isn’t as exciting as something like covert action. But in.
the confirmation hearings for Robert Gates as DCI, we saw analysis emerge as the
major issue of concern—particularly the question whether CIA ‘analysis had been
politicized to fit policy requirements.

Today I hope we can move beyond the politicization question to address such
issues as whether the current analytical apparatus provides policymakers with the
best possible support. Has bureaucratic growth stifled initiative and imagination?
Are new topics being recognized and addressed? Can we reduce and streamline the
Directorate for Intelligence to provide more timely products while saving the tax-
payer some money? ;

1 look forward to the witnesse’s comments on these and other aspects of intelli-
gence analysis. : ) :

OPENING STATEMENT OF SENA;IOR ALFONSE D’AmaTo

Mr. Chairman: Thank you for scheduling this hearing today to examine intelli-
gence analysis and other aspects of S. 2198. I look forward to hearing the views of
our distinguished witnesses.

- We all recall the importance of intelligence analysis in the Gates confirmation
hearings. In fact, Dr. Ford, one of our witnesses today, was a leading witness during
those hearings on that topic. : -

During the Gates hearings, we discussed at length the issue of alleged “slanting”
of intelligence analgms to please policy makers. Today, I want to learn the views of
our witnesses on other :ltlxrecta of analysis. -

My approach today will be to ask how responsive analysis is to the needs of policy
makers. I want to know what our witnesses think about the process of establishing
intelligence requirements, analyzing and disseminating the results.of collection in
response to those requirements, and tasking to follow up on initial results. )

el;d! point is simple: do policy makers usually receive the intelligence support they
n to do their jobs? And I don’t just mean those at the top of the policy hierarchy
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where departmental intelligence resources compete with national resources to sup-
port the policy maker. I want to know what’s going on at the middle-to-lower policy
making levels, where the intelligence bureaucracy may not prove as responsive to
requests—or as flexible in changing direction—as it does when the request comes
from the top.

This will lead to a second line of questioning—how to improve support to policy
makers. What can we do to make all parts of the Intelligence Community work
better in support of policy makers? What change or combination of changes will
f1:1elp vget our leaders the information they need in a timely fashion and in usable
orm?

I believe that if you ask policy makers how satisfied they are with the formal
products of intelligence, you will find out that they view most formal products as
largely irrelevant and usually late, and that they don’t think the “system” is very
responsive to their needs. A number of our witnesses have said as much in their
testimony. The intelligence they are usually happiest with is informal and provided
directly in a near-real-time fashion in response to questions they've asked.

Let me return for a moment to the issue of slanting of intelligence analysis in
order to please policy makers. It is certainly true that there is the danger of at least
the appearance of bias when analysis is closely coupled to policy. The antidote to
this, I believe, is competitive analysis, so that there is not just one exclusive point of
view on an issue.

This leads to the conclusion that both central and departmental analysis has to
continue—refocused because of the changing world, and perhaps downscoped to
meet budget realities. The issue for us is what should we do to improve the way
competitive analysis meets the needs of the policy makers?

The bald truth is that most policy makers don’t place a high value on intelligence
analysis anyway—they have their own sources of information from within their own
agencies’ line functions and from personal contacts of their own. Before becoming
senior policy makers, most people in those positions have become leading subject-
matter experts themselves in the areas for which they are responsible.

What this means is that they do not read intelligence analyses in a vacuum—they
already know their way around the issues and most probably have strongly held,
;vell-formed views. In a very real sense, each one is his or her own intelligence ana-
yst.

I have raised the concept of the creation of Staff National Intelligence Officers,
each with his or her own small all-source intelligence analysis support staff, as-

. signed directly to designated policy makers. My concept is that each of these Staff
National Intelligence Officers would be the principle source of intelligence to the
policy maker. :

The SNIO would talk to his or her policy maker, get the best possible reading on
intelligence requirements, task national agencies to meet those requirements, and
return the results, after analysis, to the policy maker. The SNIO would do this over
and over again, refining requirements and sharpening tasking and analysis to make
certain the policy maker was well served.

To make certain the Staff National Intelligence Officer was responsive to his or
her policy maker, the policy maker would rate the SNIO for promotion purposes,
and the SNIO would rate his or her staff. They would all be physically located close
to the supported policy maker. They would each return to his or her own home
agency—whether it was CIA, NSA, DIA, or whatever—at the end of a tour on one of
these support staffs. I would also require such service before a person could be pro-
moted to a senior rank in an intelligence agency.

I have modeled this concept, to a large degree, on some parts of the Goldwater-
Nichols bill that reformed the way the Defense Department works. I think it would
help improve the way intelligence supports our policy makers.

I am anxious to hear the testimony of our distinguished witnesses, so I will not
take any more of the Committee’s time.

Thank you, Mr. Chairman.

Chairman BoREN. Senator Specter, again we welcome you, and
we apologize that we were delayed in our earlier meeting.

Senator SpECTER. Thank you, Mr. Chairman. It is an unusual ex-
perience to be on this side of the podium. I am not sure that I like
it.
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STATEMENT OF HON. ARLEN SPECTER, A U.S. SENAT_OR FROM
THE COMMONWEALTH OF PENNSYLVANIA

Senator SpecTer. I thank you for your comments about my work
on the Intelligence Committee. I hope to return to the Intelligence
Committee with my colleague Senator D’Amato next year, under
an arrangement which we have worked out, and also with our col-
league Senator Murkowski, who will already have finished eight
distinguished years on the Intelligence Committee.

The reform of the Intelligence Community I believe is of critical
importance for two reasons. One is based on a conflict of interest,
and the second is to provide necessary management restructuring
for a very complicated Intelligence Community.

During the course of the Iran-Contra hearings, Secretary of State
George Shultz articulated a proposition which had been expressed
by many other people going back to the mid-70’s and that was,
quote, “One is the importance of separating the function. of gather-
ing and analyzing intelligence from the function of developing and
carrying out policy. If the two things are mixed together, it is too
tempting-to have your analysis and selection of information that is
presented favor the policy that you are advocating.”

It’s hard to say it any better than that in terms of the conflict of
interest which was present in the Central Intelligence Agency
under Director Casey, to be direct, on what happened with cooking
intelligence information to support the policy that the Director
wanted to carry out. o -
. Following the Iran-Contra disclosures the Intelligence Committee

undertook some very  significant investigations in December of
1986, and then we were superseded by the Select Committee. When
it became apparent that that conflict of interest was, in fact,
present, on October 27, 1987 I introduced Senate Bill 1820, and on
the first day of the 101st Congress introduced Senate Bill 175, on
January 25, 1989, and introduced the same bill essentially, Senate
Bill 421 on February 9, 1991. .

This bill seeks to establish a separate Director of National Intel-
ligence, separate and distinct from the Director of the Central In-
telligence Agency, to avoid that conflict of interest. The second
reason—and I am abbreviating this testimony because you have
other witnesses—the second reason is spelled out in a very expan-
sive statement for which I thank Charles Battaglia who was my li-
aison on the Intelligence Committee and is a professional par excel-
lence in this field, who has been instrumental in the development
of these ideas in this legislation—is to provide better management.

At the time the Central Intelligence Agency was created, we did
not have a Defense Intelligence Agency, we did not have a Nation-
al Security Agency. Today we have an alphabet soup of intelligence
agencies in the Army, Navy, Marine Corps, Air Force, overhead re-
connaissance, Treasury, State, FBI, and others: Simply stated, it is
too big a job to both manage the CIA and direct the national intel-
ligence program. : : .

I was hopeful that the Congress would have addressed this con-
flict of interest subject in the wake of Iran-Contra when there was
a lot of steam behind the issue. Our power of recollection on Cap-
itol Hill is extremely brief. Things happen so fast up here, as we
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have to wrestle with so many emerging new problems, that it is
hard to maintain a focus of attention for very long. But that con-
flict of interest was real and serious.

There is a new window of opportunity now with the new Director
of the CIA, a man who is versed in management, an open mind,
- willing to listen, and a President who knows the intricacies of in-
telligence, having been director of the CIA, and there is an enor-
mous amount to be gained on management improvements because
of budget limitations and a tremendous new vista as to what intel-
ligence has to accomplish.

That is my overview in just a couple of minutes, Mr. Chairman
and Members of the Committee. I would comment on only one par-
ticular element of Senate Bill 2198 in contrast with Senate Bill 421,
and that is the language in S.2198 that the Director of the CIA
would be, quote, “subject to the authority, direction, and control of
the DNI.” I would suggest that such language not be included be-
cause it suggested daily management control which we are trying
to separate out. If that is not the intent, then I would hope that it
would be clarified to exclude daily management, because I believe
%ﬁl management ought to be left to a separate director of the

I envision a Director of National Intelligence structured very
much like the Secretary of Defense with control of the budget and
with the kind of stature of the Secretary of Defense empowered to
withstand the kinds of internal fighting and bureaucratic cross
pressures which are brought to bear. It would take a position of
that stature and an individual of that stature to implement the
complex functions of intelligence which is more important in the
new era than it was in the two superpower eras. Now we face not
one menace which is easily identified and relatively easy to muster
your resources, but you have an unpredictable Saddam Hussein in
Iraq, an unpredictable Qadhafi in Libya, Khomenei’s successors in
Iran, and a whole panorama of challenging problems as we look to
the future.

So I hope the Committee will act promptly, and if not I will be
prepared to take up the issues hopefully in 1993.

I thank the Chair and I thank the Committee.

Chairman BoreN. Thank you very much, Senator Specter, and
we will put your entire statement into the record.

[The statement of Senator Specter follows:]

STATEMENT OF SENATOR ARLEN SPECTER

A TIME FOR CONGRESSIONAL ASSESSMENT

Thank you, Mr. Chairman. I commend you and this Committee for conducting
hearings on this very vital element of national security. They come at a very impor-
tant time when the world order has changed and continues to change at an unprece-
dented and rapid pace. Those changes together with the lessons of the past should
influence the shape and size of the country’s Intelligence Community.

Certainly, any military threat to United States national security must be of para-
mount consideration. But, the nature of the threat is changing from one of global
holocaust and readiness for general war to one of regional conflicts employing mis-
siles, chemical, biological, and radiological weapons. But, it will also consist of grow-
ing international crime, international drug production and trafficking, terrorism,
economic competitiveness, and environmental survival. Therefore, it is timely fqr
the Congress to reassess our current national security apparatus and where it is
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going. For the intelligence element of the apparatus, I would briefly suggest that we
should be ensuring that six very important assessments are being made. a

First, we should determine whether the Administration is adequately re-assessing
the changing threat facing the U.S. on a continuing basis. The monolithic and
highly visible enemy is now ubiquitous and not simply a matter of threat. Second,
the Congress, particularly the intelligence oversight committees, should determine
whether it is authorizing the appropriate resources to collect on and assess the new
threats. Third, we need to determine whether these programs and resources are
being managed effectively. In the years ahead, national security programs will
likely compete even more with domestic programs especially when or if the walls
established by the Omnibus Budget Reconciliation Act fall. Fourth, we should be
weighing whether there is a system of intelligence management in place which is
structured to ensure individual accountability. Fifth, we should be examining the
lessons learned from the past together with future needs to determine whether our
senior intelligence officers have the clear responsibility to manage the Intelligence
Community and commensurate authority in law to exercise those responsibilities.

And sixth, we are all familiar with the intelligence shortcomings and excesses of
the past. We must continue to institute measures to avoid these shortcomings and
excesses, which have fostered a crisis of credibility and generated calls for disman-
tlement, and strengthen the intelligence system we believe is so vital to our nation-
al security. .

From my observations, the first three steps of this assessment have been under-
way or completed. Therefore, it is timely and appropriate that we move ahead with
the remaining ones through these hearings. General Bill Odom, in a previous hear-
ing, summed it up well by stating that U.S. intelligence is at the point where there
is a need to increase the taxpayers’ dividends through better management. I would
agd that there is a need to institute an additional management safeguard against
abuses. .

While U.S. intelligence has performed generally well since 1947, during the six
years of my assignment to the Intelligence Committee, it became increasingly clear
to me that some legislative changes in the structure of the Intelligence Community
and the responsibilities and authorities of the Director of Central Intelligence were
necessary if our intelligence apparatus was to serve the President, policymakers and
the Congress with objective and timely information and analysis. My. comments will
focus on some of these changes I believe are necessary and are embodied in my leg-
islation, S. 421. :

S. 421 is not a new bill. During the Joint Congressional hearings on Iran-Contra
and as a result of some of the revelations of the hearings conducted by this Commit-
tee, I introduced several reforms designed to help the DCI expand his managerial
role and to preclude questionable future initiatives. One of these can no longer
- afford this. For these reascns, I reintroduced the legislation on Janualg' 25, 1989 in

ghi 21{)131: Congress as S. 175 and again on February 9, 1991 in the 102nd Congress as

GOAL OF 8. 421

The legislation introduces a number of key concepts some of which I am pleased
to note have been included in Senator Boren’s bill, S. 2198, particularly the feature
of creating a Director of National Intelligence.

Mr. Chairman, at the outset I want to state that the goal of S. 421 is to improve.
the objectivity, reliability, management, and timeliness of out Nation’s foreign intel-
ligence. It is not intended to hinder or otherwise deter the lawful process of intelli-
gence. I am convinced that this stated goal has not been fully achieved, not is it
likely to be without legislation, in spite of the best efforts of Director Gates.

MANAGERIAL PROBLEM.

I need not remind this Committee how intelligence and intelligence organizations
have grown since the position of DCI was created in 1947. It may be useful to
remind you what the National Security Act did not do and what has not happened
to the authority of the current DCI since then.

As you are aware, the primary thrust of the 1947 Act was to reorganize our De-
fense establishment and to create an over arching position to be called the Secre-
talz' of Defense. The language creating the CIA and the position, responsibilities,
and authorities of a Director of Central Intelligence were very brief and not the pri-
mary focus of the Act. Ray Cline, the former Deputy Director of Intelligence for
CIA, described the establishment of the CIA as largely “a by-product of reorganizing
the military establishment and the State-Army-Navy procedures for handling politi-
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cal and military problems at the strategic level.” Debate over intelligence centered
over the functions of CIA with agencies such as FBI and the Army and Navy fight-
ing to eliminate or water them down.

While the Act had the effect of creating dual responsibilities for the management

of the CIA and the Intelligence Community, dual responsibilities for the Director
were never mentioned. In fact the question of a dual role for the Director had only
limited relevance since most of the present day Intelligence Community was yet to
be born. Yet, there was enough bureaucratic in-fighting to allow the Director to
assume some authority to exercise community-wide responsibilities.
. But, at best that authority was and continues to be weak and unclear. Indeed, this
is not surprising when one reviews, the responsibilities as presently spelled out in
:he Act; they are “to advise,” “to recommend,” and “to correlate” intelligence ac-
ivities.

The post-World War II growth of technology and the Intelligence Community
have had a profound impact on intelligence management, both in terms of the
number of agencies and expansion of existing agencies. Much of the growth has oc-
curred outside the CIA and in the Defense Department. While senior managers of
the CIA try hard to remind us that the “C” in CIA stands for Central, the intent
does not match the reality. Nearly 85% of the National Foreign Intelligence pro-
gram and budget comes from the Department of Defense. Thus, to a very large
extent DCIs have faced the responsibility of attempting to manage national intelli-
gence activities outside their immediate control.

Today, we have an Intelligence Community which is aptly described by one senior
intelligence officer as a ‘‘guild” rather than an integrated and efficient organization.
I would describe the agencies and offices of Intelligence Community as being analo-
gous to participation in a marathon. They are all moving in the same general direc-
tion, but with differing goals, differing speeds and differing strategies under differ-
ent coaches: the Secretary of Defense and the Director of Central Intelligence.

Several DCIs attempted to take a stronger role in managing the Intelligence Com-
munity but found their authorities lacking. Others such as Allen Dulles and Wil-
liam Casey were more interested in managing the CIA and in formulating foreign
and national security policy than managing the Intelligence Community and serv-
ing as the nation’s principal intelligence officer. Presidents Kennedy, Johnson,
Nixon and Carter became directly involved in the effort to secure a wider communi-
ty role for their DCI’s. But, bureaucratic resistance effectively negated these instruc-
?(ﬁns, and the Presidents who issued them became too absorbed in other issues to
ollow-up.

Perhaps former DCI Helms described the dilemma best during his 1980 testimony
before this Committee’s hearing on intelligence reorganization. Helms said:

“The President can give this man [the DCI] all the authority he likes, if I may say
s0, and I am not being rude. I am simply describing the facts of life: That when he
g;lhekD'gI] clashes with the Secretary of Defense, he isn’t a big enough fellow on the

ock.

I once asked a former DCI what percentage of his time he devoted to the Intelli-
gence Community. I was surprised by his answer—‘about 20 percent.”

Therefore, it is not surprising to note that there have been 25 Legislative or Exec-
utive branch proposals to alter the leadership structure of the Intelligence Commu-
nity. Senator Hollings reminds us that he served on the 1955 Second Hoover Com-
mission which recommended that the DCI be given an executive officer or chief of
staff so that the DCI could devote time to leading the Intelligence Community.
Allen Dulles heeded the recommendation, but had his new executive officer attempt
to manage the Intelligence Community, while he, Dulles, continued to manage the
CIA. In 1956, the President’s foreign intelligence board recommended the same. In
1960 and 1961 this board also recommended that the DCI be separated from the
CIA. In 1971, Jim Schlesinger, the Deputy Director of OMB conducted a Presiden-
tially directed study of the Intelligence Community. His finding was that a strong
DCI was needed in order to bring intelligence costs under control and to improve
intelligence production community-wide.

As I have stated, intelligence agencies and programs are needed. But their budget
is in the billions and their growth in terms of people has been the greatest in the
history of U.S. Intelligence.

Today, the focus is not centered on the former Soviet Union’s military. In fact, the
missions and challenges of the Intelligence Community are becoming more demand-
ing, complex and diversified while resources are declining. The management of
these missions and resources can no longer be accomplished by a Director with the
duel responsibility of managing a large agency, the CIA and attempting to lead the
Intelligence Community. Director Gates and those who succeed him will face the
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continuing challenge of competing with the Defense Department and with domestic
programs for decreasing resources. .

Yet, one school holds that the total figure for the intelligence budget should not
be declassified for the very reason that it cannot compete with domestic programs.
In addition, the argument is offered that the Congress and the American public will-
not be satisfied with a single figure budget appropriated for intelligence and will
demand a breakdown. The argument may not be without some validity. However,
those arguments have not been fully articulated nor has it been demonstrated how -
national security will be harmed if this figure is made public. No one has suggested
that we classify the total defense budget because of its sensitivity or to protect it
from the jaws of a peace dividend.

Nonetheless, I also agree with the previous testimony of the former Deputy Direc-
tor of Central Intelligence Bobby Inman that the National Foreign Intelligence pro-
gram and budget must not be buried or be a part of the DOD budget. It must be a
stand-alone figure under the control of the manager of the National Foreign Intelli-
(g:(ince Program—a new Director of National Intelligence who is not a part of the

A. : |

. THE PROBLEM OF CREDIBILITY

There is another very strong reason why the dual roles wherein the DCI currently
manages the CIA and “leads” the Intelligence Community must be separated. In the
45 years since passage of the National Security Act, DCIs have been tested repeated-
ly on their ability to maintain the delicate separation of two competing responsibil-
ities. On the one hand, the DCI has been expected to provide unvarnished intelli-
gence assessments to the President and other foreign policy makers. On the other
hand, he has been asked or even has taken the initiative to be a participant in the
making and execution of foreign policy through covert activities. If history has told-
us anything, it is that the desired separation cannot and has not been consistently
maintained. All of us heard then Secretary of State George Shultz before the Iran-
Contra Committees describe the problem with U.S. Intelligence. ‘“[One] is the impor-
tance of separating the function of gathering and analyzing intelligence from the
function of developing and carrying out policy. If the two things are mixed together,
it is too tempting to have our analysis and selection of information that is presented
favor the policy that you're advocating”. Secretary Shultz went on to say that long
before the Iran-Contra events came to light, he already had grave doubts about the
objectivity and reliability of some of the intelligence he was receiving precisely be-
cause the people who supplied it were too deeply involved in advocating and carry-
ing out policy.

The controversy on the quality of the analysis provided on Iran did not stop with-
the end of the Iran-Contra hearings. It was resurrected again with greater vigor
during the Gates confirmation hearings. Whether the allegations regarding the ac-
curacy of intelligence information are true or not is not the issue. At stake is the
very reputation and credibility of the government’s most important, independent
analytical agency. If anything is broken with the system, it is this-commingling of
‘analysis and policy in one person. ’

Nor, did the problem commence with the Iran-Contra affair. The unprecedented
publicity surrounding allegations of illegal or improper domestic activities and ques-
tionable covert initiatives during the 1975 and 1976 hearings were a major factor in
the escalation of concern by the Executive and Legislative branches over intelli-
gence’s leadership structure. 7

In 1976, the predecessor to this committee, the Select Committee to Study Govern-
ment Operations with Respect to Intelligence also found “concern that the function
of the DCI in his roles as Intelligence Community leader and principal adviser to
the President is inconsistent with his responsibilities to manage one of the Intelli-
gence Community agencies—the CIA.”

The reputation and credibility of the Intelligence Community especially the CIA
has often been at risk over covert operations especially some of the more controver-
sial ones. The Iran-Contra affair is but one. We should remind ourselves of the fall--
out from the Bay of Pigs, the attempts to destabilize the Marxist regime of Salvador
Allende in Chile, early intervention in Angola, and assassination attempts against
Castro by employing the Mafia. We may never know how these efforts affected CIA
directors at the time and the objectivity of their reporting to the President and for-
eign policymakers at the time.

The negative publicity from the Rockefeller Commission, the Murphy Commis-
sion, the Church Committee and the Pike Committee investigations and the new in-

telligence reporting requirements instituted by the 1980 oversight legislation should
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have sent a signal to all future DCIs the public and the Congress had a low toler-
ance for violations of the spirit and letter of laws governing intelligence activities.

The credibility of U.S. intelligence was a loser. But, I would submit that the credi-
bility of U.S. foreign policy was a bigger loser.

PRINCIPAL OBJECTION TO A DNI

There are a number of objections which have been raised against creation of the
position of Director of National Intelligence. None is more vocal than the analogy
that a DNI, separated from the institutional base of the CIA, will have the same
authority as the position of Director of the Office of National Drug Control Policy. I
would suggest that another analogy is more appropriate. In 1947, the same argu-
ment was being made about the pending legislation to create the new position of
Secretary of Defense. The military services strongly opposed the legislation. Secre-
tary of the Navy Forrestal especially opposed the new position and successfully wa-
tered down its legislative authorities to that of a coordinating role. However, six
months after being named by President Truman to be the first Secretary of Defense,
Mr. Forresial had a change of heart. His position was too weak! He could not make
the defense establishment work. He therefore worked with the President and the
Congress to change the '47 Act. In 1949, the law was changed. And, the Secretary of
Defense was given broader and more direct authority over the three military serv-
ices. Which of us today would suggest that the enhanced position of Secretary of
Defense was not a wise one or that it be watered down.

Today, we in the Congress are in the same position as Secretary Forrestal.

CONCLUSION

I believe that we, the Congress, have a choice; we can preserve the status quo and
hope that the current intelligence director—and each of his successors—will absorb
the lessons of the past. Or, we can create a better system of management and
checks and balances. We can allow the nation’s senior intelligence officer to contin-
ue in a coordinating role for the Intelligence Community. Or, we can ensure that he
has the clear responsibility and full authority to effectively manage this vast effort.
In my view, there is not much choice. If we want this vast intelligence apparatus
managed and integrated on a fulltime basis, we need a senior official with the clear
mandate in law to do the job. If we want to ensure the credibility of the intelligence
process and enhance the objectivity and timeliness of intelligence, we need a Direc-
tor of National Intelligence who is legally divorced from the process of formulating
and implementing foreign policy. )

Chairman BorenN. When Chairman McCurdy and I introduced
companion bills, we really did not introduce them as final answers
to problems or something engraved in stone, but hoped to focus at-
tention on specific proposals so that we could use it as a launching
pad for discussion as how to approach the problems. It remains to
be seen what the final result will be, but we have had no shortage
of reaction and discussion to the proposals which we have made,
and I really sincerely do think that is healthy. One of the things
that we did provide as an authority for the DNI, and it is different
as you described it, in the sense that we have left a closer relation-
ship between the DNI and the CIA. We did give the DNI the right
to reprogram funds in the National Foreign Intelligence Budget,
within intelligence agencies. For example, the DNI is the person
who is the financial manager, almost the OMB over intelligence
matters in terms of budget allocations to the various sectors. We
gave him the authority to move elements around within the DIA or
the NSA, even though they are under the rubric of the Defense De-
partment, or the CIA. Of course it would be subject to normal re-
programming approval of the Congressional Committees. To say,
for example, if in the middle of the year you found that some.of
the resources at the CIA—personnel slots and dollars—might be
more immediately needed at the NSA, or vice versa, you would
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allow this kind of initiation of a reprogramming by the Director of
National Intelligence. :

In the past, of course, that can only be done if a Defense agency
were involved, through the Defense Department apparatus, ulti-
mately through the Secretary of Defense.

Do you have any reaction to that kind of authority being given to
the DNI?

Senator SpEcTER. I think that’s a good idea, Mr. Chairman.
While you were posing the question, Mr. Battaglia approached me
and reminded me that that provision is present in Senate Bill 421,
I believe it is indispensable that the control of the purse strings be
present in the DNI if that individual is to have any real authority
for the intelligence function with respect to the Defense Depart-
ment. Unless the DNI can do that, he might as well not be there.

Chairman BoreN. What about the separate budgeting of intelli-
gence of the NFIP, that part of the intelligence budget that is not
strictly related to tactical military intelligence? We provided that
that would be a separate budget, not embedded in the Defense De-
partment budget as it is now. Does your bill include a provision on -
that point? And if not, do you have an opinion as to whether or not
the intelligence function should be separately budgeted and broken
out? We also provide that the bottom line number, the total aggre-
gate number, not broken down by function, would be a publicly re-
leased number as well. '

Senator SpEcTER. Well, starting with the public aspect, I think it
ought to be publicly released: The weight of authority is to make
that disclosure and I see no reason to deviate from that conclusion.

With respect to the separateness of the account, I think it ought
to be separate, it ought to be separate from the other defense ac-
counts so that the intelligence appropriation is clearly delineated
and that is subject to the control of the DNI.

Chairman BoreN. What about the analytical function which we
will be focusing on specifically in just a moment when we get to
Professor Betts and to Mr. Ford. We have had some concern that in
the past, perhaps the CIA may have dominated the analytical side
too much in terms of the balance with other entities in the govern-
ment. Now we’ll certainly be getting intelligence from more
sources, particularly more open sources than we have in the past
in the new world environment. We had considered really breaking
analysis away from the CIA. We have had various arguments pro
and con about that. Some have felt that it would be unwise because
it is somewhat -of a healthy interchange between the operations
side and the analytical side. We have also struggled to find a way
in which we could draw people in to the analytical side, let’s say,
from academia where you might have the world’s greatest author-
ity on some subject. Tﬂat professor may have an historic aversion
to being viewed as an employee of the CIA or perhaps to go
through the kinds of background requirements. Yet he may be
dealing mainly with open source information and the world’s great-
est authority on a subject the policymaker needs to know about.

So we have tried to figure out a way of creating some sort of an
independent, we call it world class think tank attracting people not
only within the government in a very interdisciplinary way be-
tween departments, but also coming in from the private sector,
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from academia, and maybe even from private business. It might be
a foreign correspondent, or someone with that kind of experience
who could come in even for a limited period of time to be a part of
analyzing a particular policy issue without being tarred as CIA. Do
you have any thoughts about how we might reorganize the analyti-
cal function of this as well?

Senator SPECTER. Mr. Chairman, I think that the think-tank idea
is a good one. It is innovative. It seeks to expand the horizons of
those who could make a contribution without being in the govern-
ment or in the CIA. I think that these hearings are extremely
useful in developing from people, who have been in the field, an
understanding of the day in and day out working arrangements.

What we are looking at is the efficiency of having one agency do
it all or not having overlap and duplication among all of these
agencies which are currently in the field, contrasted with the ad-
vantage of having somebody check or double check other analysis
and other collection information. I do not have a ready answer to
what that appropriate balance and mix is. .

I have a sense that if you go through the numerous agencies now
in existence, that the duplication is vastly excessive. I would not,
however, want to put all my eggs in one basket. But to arrange the
baskets, I think we need the experience of more than Senators. I
think we need the experience of the people who have worked in the
field to give us some factual information as to how much overlap,
duplication, there is, how much of that is desirable, and where the
analysis ought to be. I think in the Senate we have a view of public
policy in a representative democracy, but how you particularize it,
I would want to see some of the day in and day out experts express
themselves before I came to a judgment.

Chairman Boren. What about the DNI as set up under your bill?
One of the criticisms that has been lodged of the proposal to have a
totally separate DNI, with broad policy setting control but not
direct operational control over any one of the agencies, has been
that the DNI is out there without any troops. Normally in a bu-
reaucratic establishment, a person who doesn’t have troops doesn’t
have very much clout.

I recall early in the Carter Administration before the Depart-
ment of Energy was actually created, I believe Dr. Schlesinger was
brought on board and called the Secretary of Energy but he had no
department. He was a sort of coordinating person operating out of
the White House, with this agency and that agency. And there was
a feeling that he was sort of there with four or five staffers in the
White House in theory coordinating energy policy, but without the
troops.

I guess the converse would be give the DNI some troops and
before you know it you would end up with another huge office sur-
rounding him with a lot of additional bureaucracy and duplication.
How would you answer those two arguments, one that he is with-
out troops, second that to build himself back up with some power
status, he might start trying to add too many troops? What kind of
staffing would envision that would enable the DNI, since he
wouldn’t have an agency that he directly commanded, to have the
kind of authority within the bureaucracy that he would need?
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Senator SpECTER. Mr. Chairman, I think the answer to no troops .
is more clout. I believe you can have the clout without the troops.
In a sense, the President has no troops. In a sense, the Secretary of
Defense has a few troops, and most of the troops are in the Depart-
- ment of the Army, Department of the Air Force, Department of the
Navy, Marine Corps. So that if there is clout, I think you do not
need the troops. o .

And- the best way to provide the clout is to control the purse
strilngs. If the purse strings are controlled, there is going to be con-
trol. :

And as to staffing, I am not sure. Perhaps the analogy would be
to the Department of Defense.

. As you articulate your question, one thought which came to my

mind was the authority of Attorney General Robert Kennedy. I
recall being an Assistant DA in 1961 when Robert Kennedy was
the Attorney General, and watching the efficient coordination of
law enforcement among the various agencies, far beyond the Jus-
tice Department, into the Treasury Department which has many
law enforcement agency responsibilities, and far into the bureauc-
racy and into the portals of the FBI, which all though in Justice,
had never been controlled by the Attorney General, and into other
governmental agencies, because of his natural position as not only
the President’s brother, but more importantly as the President’s
confidante.

So I think there are ways to provide the clout without the troops,
and I think that the best structure that the Congress can provide is
control of the money. And you start turning around the money and
you start moving the money around in the Department of Defense
illustratively, and you soon have the attention of the Secretary of
Defense. And it’s nice have his attention.

Chairman Boren. Well, thank you very much. That’s a.very in-
teresting argument. The point that the President himself doesn’t
directly have too many troops but he manages to have a fair
amount of influence within the Executive branch is certainly one
which makes your point very well.

Senator SpECTER. Of course, he got into some trouble, too, with
an agency known as the National Security Council. :

Chairman BoreN. Yes. :

Senator SpeECTER. There was his adjunct troopers. So it all has to
be guarded against. - :

Chairman BoRreN. Yes. v

Well, thank you very much for your comments. We will receive
your full statement as well into the record, and I apologize that we
have so many conflicts today. But as we grapple with this whole
question of reorganization, I want to assure you that we are going
to give a lot of consideration to your views. You have made an
enormous contribution.

I would tell you by the way that the independent statutory In-
spector General for the CIA, which you worked so long and hard to
create, is an institution which is working very well now. We have
had a very beneficial result having the independent Inspector Gen-
eral there. It is just one of many contributions you have made, and
we appreciate it. '
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Senator SpecTeErR. Well, I thank you for those good words, Mr.
Chairman. There would not have been a statutory Inspector Gener-
al without your full push. That was a tough bill to get through.
One day I hope you will write your memoirs and tell the whole

story. : :

(gairman Boren. I may have to leave that sealed until after my
demise to be opened later.

Senator SPECTER. Well, you may want to put a few more years
between now and the time you write, to see really what happens to
the Inspector General in a little fuller picture. But I think it is a
very important instrumentality. It is the only reform so far to
come out of Iran-Contra. I was glad to play a role. Again, Charles
Battaglia was instrumental. But this Committee did carry some
- very heavy water in negotiations with the White House. And I am
f;‘)riapared to work with you further in any way that I can be help-
ul.

Chairman BoreN. Thank you very much.

Senator SpecTER. Thank you. )

Chairman BorenN. We appreciate you coming. I again apologize
that we were later in starting. - :

We are going to continue now. If I could ask Mr. Ford and Pro-
fessor Betts to come forward. We're going to focus in conclusion
today on the question of analysis. We've had a very interesting dis-
cussion already with some of the earlier witnesses before us in our
public sessions on the question of analysis. Dr. Hal Ford provided
very interesting testimony to us during the confirmation hearings
on this subject. He has a wealth of experience, over 40 years of ex-
perience in the Intelligence Community, serving with distinction in
a number of key analytical positions at the CIA, including Deputy
Chairman of the National Intelligence Council in the early 1980’s.
He has written extensively on the framework and process for intel-
ligence and analysis, has lectured frequently on this subject, and
has given very beneficial advice to this Committee on that subject,
which we value and respect greatly.

Dr. Richard Betts, Professor of Political Science at Columbia Uni-
versity, with Masters and Doctoral degrees from—an undergradu-
ate degree also from Harvard?

Mr. Berts. Right.

Chairman BoreN. Well, in spite of that, he has risen to a position
of great respect in the academic community. Dr. Betts was until
1990 a senior fellow at the Brookings Institution, and lecturer at
the Nitze School of Advanced International Studies at the Johns
Hopkins University as well. He is the author of numerous books in
the field of strategic studies and articles on intelligence, a former
consultant to the National Intelligence Council and to the CIA as
well as serving on the staff of this Committee in its early period,
and the National Security Council in the 1970’s.

So we have two witnesses with an enormous amount of experi-
ence and very valuable perspectives.

Let me summarize briefly and informally what some of those
who have preceded you in earlier sessions have had to say about
intelligence. ' :

One. They have expressed concern that we not overcentralize the
analysis of intelligence. Some felt that in the draft bill which we
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put forward thdt we had some risk of doing that. I think all of us

value competing analysis. We talked, especially in the wake of the =

confirmation hearings with the new Director, about the need to
have full representation of minority points of view when analysis is
being done. It should be a sort of majority-minority opinion format
instead of having what General Schwarzkopf once referred to as
mush, forced consensus, with sometimes only a footnote, a word or
two input from a minority position. A more.clear, forthcoming ma-
jority opinion could be expressed, sometimes in a very predictive
way, and then allow the minority to have the resources to express '
itself. The policymaker could then see for himself or herself the
clear clash of views without having it watered down ¢-.d sort of
swept into footnotes.

I think the Committee certainly has indicated that it values com-
peting analysis. We don’t want to have too much centralization of
analysis. I think sometimes we have worried that the quality of
analysis in the CIA and in the Intelligence Community has not
been what it once was. We have been concerned that policymakers,
who get information from so many sources now, may .not be
making as much use of the analysis coming out of the intelligence
Community as they once did; that there is in some ways maybe too
much divorcement from the policymaker and the kind of informa-
tion the policymakex really needs. Analysis doesn’t always dovetail
very well into the exact point that the policymaker needs to know
in the short term. So there’s that question.

There are those who said, well, we think it is very important to
keep a very strong analytical component of the CIA itself, and not
have the CIA be purely an operational agency. Because if you have,
for example, the intelligence section at the State Department or
the Commerce Department or some other department, they are
really serving policymakers with agendas for those agencies. And
the argument has been made to the Committee, since we have
begun this process, that some analytical capability should remain
at the CIA because it is in theory at least divorced from the poli-
cies any particular Cabinet Secretary might be advocating.

So not having the change of developing information to help a pol-
icymaker advocate a particular policy, but having the charge to de-
velop objective analysis without a policy bias, the. CIA, properly
structured, should maintain an analytical capability.

So we have had as a goal of the Committee to try to reduce as
much expensive or wasteful duplication as we can. We've had the
feelmg stated that we want to make sure there is competitive anal-
ysis, that it’s not so centralized that you get only one mindset or
one point of view. ,

We have two other factors to think about as well, and I shall put
these all- out on the table as’ conflicting objectives. We're going to
have shrinking budgets. I don’t think there is any doubt of that.
Which means we jmust make reductions as we do in the technical
areas whether we’re talking about satellites or other technlcal sys-
tems, in the analytical side as well. We're probably going to have
to try to do with less money and yet hopefully have a better prod-
uct. ‘
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We're going to be called upon to do exactly what the private
sector is doing, and that is make a better product at lower cost if
we’re going to continue to do the job as we must do it.

So some duplication that is not necessary to the integrity of the
process we hope we can do without from the point of view of saving
money. : :

We will have more open source information available and that
raises the question as to how much of the analytical process has to
be operated in a very cloistered way, requiring very sensitive clear-
ances and all the kind of compartmentation of information that is -
necessary when you are dealing mainly . with information from
clandestine sensitive sources. ' .

Then this last question, which really is one which concerns me
greatly, is that with the world changing as it is and changing in a
very unpredictable way, and the fact that percentage-wise so much
more of our information will come from open sources, I do hope
that the policymaker will have the benefit of what I would call
truly interdisciplinary expertise. In other words, if it is something
that needs input from the EPA or.the Commerce Department, the
CIA as well as the military establishment or people with experi-
ence in the private sector, maybe commercially, and certainly from
our academic community, I hope we’ll have a structure that will
enable that to happen. That we can be truly interdisciplinary and
also draw people in, even on a very short term basis, in a way that
will allow us to use their expertise. Some way of establishing a
mechanism of immense prestige, not necessarily directly tied with
~ the CIA stamp on it, although certainly having input from the CIA
analytical section, that would enable us to have what I have called,
for want of a better term, a sort of world class think tank.

We had Admiral Inman, we had Professor May from Harvard,
and also Ambassador Abramowitz, particularly in their very inter-
esting panel discussion that day, talk some about the possibility of
bringing back I guess what used to be called the Board of Esti-
mates, but bringing it back in a somewhat different way, recycling
it but making it relevant to these changed circumstances we are
talking about. Some place in the structure that might be housed
somewhere else that has a different public perception and where
you have greater flexibility to bring people in and out in terms of
working with them than we perhaps have now.

So these are random thoughts and various suggestions that have
come before us. We would value your perspective and your sugges-
tions as to how we can avoid politicizing the analysis too much,
make sure it's objective, make sure minority views are heard, but
also making sure it is interdisciplinary. If we are dealing with
places in the world where we don’t have any in-house analyst in
any agency of the government on a certain question or about a cer-
tain region of the world, we should make sure that we really can
reach out-and literally find Professor X who is the only living au-
thority in the United States on this subject. We want to be able to
do that perhaps more effectively than we do now, and make it a
more attractive situation for them.

So we would value your thoughts very much. I don’t know which
one of you wants to proceed first. We will receive your full state-
ments for the record, and if you could, since obviously the rest of
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the Members of the Committee will be mainly getting your insights
by reading you full statements, perhaps summarize the main
points as you see them. Please feel free to respond in any way or to
raise new issues as well, that might have been provoked by my
summary of some of the things that have been said to us by other
witnesses so far. : o
Mr. Ford, would you like to begin?
" [The statement of Mr. Ford follows:]

SraTemMENT OF HaroLD P. ForD

Thank you, Mr. Chairman. I am pleased to support S. 2198 in its entirety, but
especially its provisions concerning analysis. I have been in and around intelligence
analysis since 1951 as an analyst and manager of intelligence production in the
Office of National Estimates, in CIA’s Directorate of Intelligence, and in the Nation-
al Intelligence Council—where at the time of my retirement from CIA in 1986 I was.
its Acting Chairman. ‘Also, during the four years I served as a staffer with this Com-
mittee in the late 1970’s, my responsibilities centered on the quality and utility of
the intelligence analysis being produced by the Intelligence Community. Since retir-
ing from the CIA, I have written and spoken at length on questions of intelligence
analysis—including a prize-winning book on estimative intelligence. A few days ago"
I gave the Committee’s staff some written comments on various aspects of S. 2198’s’
proposals. Today I will confine my remarks to the bill’s provisions for a reorganized
estimative and analytic capability for the Intelligence Community. .

In sum, I heartily support S. 2198’s provision for a Deputy DNI for Estimates and
Analysis, and for the creation of an estimates and analysis capability that would not
be part of the Central Intelligence Agency itself. In various contexts since 1974, I
and others have championed intelligence analysis reorganization proposals very
similar to those of your bill—though without success of our part, I might add. Thus,
I am especially pleased that the Committee is proposing such a new analytic struc-
ture at this time. . )

I appreciate that any such reorganization of the Intelligence Community’s analyti-
cal effort as your bill proposes would involve some pain and would not in itself guar-
antee a panacea. I'll return to those questions in a moment. Suffice it to say, there
will be plenty for intelligence analysis to do in the future. Some of its effort will
concern familiar questions, but much more will be of new and different sort. We
- will not be entering a great new world, but one marked by a thousand points of
dimness—a proliferation of political groupings and political actors, many of them
highly emotional; a proliferation of weapons of mass destruction; a proliferation of
arms transfers; and a proliferation of thorny economic, sociological and environmen-
tal problems.

Moreover, these demands will press in upon us from abroad at a tire of rising -
domestic problems within the United States, and of rising pressures to direct more
of our attention and assets to domestic demands. Hence, policymakers will need all
the help they can get to assist them in sorting out the world’s problems and decid-
ing which of them constitute hazards to the U.S.—or opportunities for the U.S. Here
is where intelligence estimates and analysis will come in. The need for current in-
telligence, the latest breaking details, will be even more needed by policymakers
facing a more anarchic and uncertain world. But of even more importance will be
the need for better analysis, a better so-what of breaking events that has often been
obtained to date—where policymaking customers of intelligence have sometimes
been deluged by bits and pieces of intelligence, but left in the dark as to what all
this added up to, and how U.S. interests might be affected. One of the clearest ex-
amples of such performance occurred in 1978-1979, when the Intelligence Communi-
ty was not able even to produce -a National Intelligence Estimate summing up the
significance of the revolution going on in Iran, or what the consequences of the pos-
sible fall of the Shah might be for U.S. security interests.. . '

Hence, there will be a continuing great need for intelligence analyses and esti-
mates, some aimed at national customers, others designed for decision makers down
the lines of civilian and military command. But, as I have said, these analyses and
estimates must do a much better job of informing policy than they have to date. The
Intelligence Community cannot so improve unless substantial changes, such as your
bill proposes, are made in its present organization and practices. :
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There are many telling reasons why such major changes in the Intelligence Com- -
munity’s analytic organization and practices are necessary. Briefly stated, these rea-
sons are:

1. The Intelligence Community’s present analytic effort is too scattered, too volu-
minous, too duplicative, too unguided by a central intelligence—spelled with a small
“i”, that is. Moreover, in many instances its overproduction is irrelevant to the
needs of national security policymaking. -

2. Back in 1971, Dr. Jamescgg}ilesinger correctly characterized analysis as being
“the stepchild” of the intelligence business. It still is. Also, the Intelligence Commu-
nity’s management of analysis has been slow to change its organization, practices,
and priorities to fit a world environment radically different from the one that gave
rise to the Community years ago.

3. Reforms have been made from time to time, but in the main they have been
tinkerings, Band-Aids. The patient needs major surgery.

4. Intelligence analysis has to some degree suffered because so large a proportion
of it over the years has been produced by the CIA. In the main, the Agency’s intelli-
gence product has been notable for its independence. Yet there have been occasions
where the fact that the CIA is also a policy arm of the government has had a dam-
aging effect on the clarity, candor, and courage of the Agency’s intelligence analy-
sis. Furthermore, the fact that the CIA has also been the government’s arm for cer-
tain special Cold War operations has, rightly or wrongly, tended to create a stigma
in the minds of some outside experts that has kept them from becoming CIA ana-
lysts or lending their talents to CIA’s intelligence production.

5. Moreover, CIA’s estimates and analyses apparently missed the ball on the most
important foreign policy development of our time: the collapse of Communist au-
thority in the USSR and Eastern Europe. Complaints indicate that the Agency’s
analyses on these questions were muted, hedged, uncertain, not attuned to the
many overt signs of major. change that were occurring—and that were being appre-
ciated by other experts. In my view, some of this hesitance was simply the product
of CIA middle age, a culture that has become overly bureaucratized and encrusted
with business as usual: that is, “we’ve always done it this way,” “we’ve always ana-
lyzed this problem this way,” and “let’s not get too far out front and possibly be
proved wrong. Furthermore, CIA’s failure to shake up our policymakers to the
coming new Communist revolutions was caused also by the fact that many of the
officers in key CIA analytic positions were themselves strongly predisposed to view
‘things Communist as unchanged and unchanging. ]

6. The complex and uncertain future we are entering demands that the U.S. Gov-
ernment receive analytical guidance from the country’s best brains on foreign af-
fairs. That wisdom does not all reside within the U.S. Intelligence Community. Yet
the Community has been hit-or-miss in tapping the wisdom that exists in certain of
the country’s think tanks, universities, institutions and the media. This is all the
more telling in that the views of some of these outside experts have proved more
accurate on certain questions than have those of the Intelligence Community.

7. The final reason why intelligence analysis should be upgraded: many of the
world’s problems will be more open in character than have the traditional tasks of
probing Kremlin mysteries. Hence, the Intelligence Community will cease to have
the degree of monopoly it has enjoyed in intelligence analysis. Untangling and un-
derstanding tomorrow’s more open problems will be the primary responsibility, in
many cases, of entities other than the Intelligence Community, although the Com-
munitgeccan make unique contributions to those probings. To do so, however, it must
itself become a more open and creative analytic endeavor than it has been to date.
Your bill’s provisions would enhance the chances of such improvement.

.As I stated a moment ago, creating a wholly new analytic structure such as your
bill proposes will not in itself represent a panacea. It will, however, offer the oppor-
tunity, the potential for U.S. intelligence to create a quality analytic effort it has
not enjoyed since World War II's Research and Analysis arm of the OSS, and the
early 1950’s initial years of CIA’s Office of National Estimates. In order for the new
National Intelligence Council and the Office of Intelligence Analysis to become
more than just a reshuffling of the Intelligence Community’s analysts, I submit that
these new offices will have to have characteristics such as the following:

1. There will, of course, be little merit in simply pushing all or most of the Intelli-
gence Community’s analysts into one big bullpen. In the first instance, small residu-
al analytic offices will have to remain in the front offices of the Secretaries of State
and Defense, and perhaps elsewhere. More important, the bill’s language should be
changed to provide explicitly for recruiting outside experts, as well, into the new
National Intelligence Council and the Office of Intelligence Analysis, not just peo-
pling those offices with the Community’s present analysts.
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2. In placing so much of U.S. intelligence analysis and estimates in one large
body, great managerial care must be taken to insure that their product is not
simply “group think,” or that the mandatory benefit of competitive thinking has
been lost or diminished. Here I agree completely with the testimony of previous wit-
nesses who have warned the Committee against such a danger. I differ with those
witnesses, however, in that S. 2198's provisions could substantially improve analysis
and estimates, overall, if competitive thinking is provided for on a continuing basis.
Here, in the strongest terms, I would urge the new Intelligence Community, what-
ever its form, to insiure that far more competitive analysis take place than has been
the usual practice to date. Provision should be made for airing and clearly identify-
ing conflicting views within the Community. Provision should also be made for sub-
stantial competitive analyses from outside the Community—and not just on and ad
hoc, but a continuing basis. As I mentioned earlier, there is tremendous ability and
wisdom outside the Intelligence Community that has often been untapped to date.
Rigorous, regular use of competitive analysis—from within and without the Commu-
nity—will greatly strengthen the intelligence product being given policymakers, and
at the same time will protect the new National Intelligence Council and the Office
of Intelligence Analysis against the lethal malady of groupthink.

_ 3. The continuing new emphases must be on quality, not quantity. This applies
both to production and people. The number of present estimative and analytic prod-
ucts should be reduced, with top management limiting output to those issues known
to be of direct interest to policymakers. Also, the new estimative and analytic offices
should end up notably smaller than the present total number of analysts within the

_Intelligence community. Fewer top quality analysts and estimators can much better
serve the -national interest than can acres of warm bodies. Achieving such a
slimmed down endeavor will, of course, be a painful process, but it could be accom-
plished over a period of time by thoughtful management and attrition.

4. Estimative and analytical production must be tied far more closely to top pol-
icymaking offices. The record to date is mixed: excellent in some cases, missing in
others. There must be systematic, continuing close ties if the central purposes of in-
telligence are to be realized, and intelligence analyses not simply produced and
mailed out, with often little knowledge of whether policymaking consumers have
taken these products aboard their thinking. To the end of closer ties, the Deputy

" Director of National Intelligence for Estimates and Analysis at a minimum, and as
many of his people as possible, must be housed in the District of Columbia, near the
White House and the Department of State, not isolated in Langley, Virginia, or
worse still, in West Virginia. Also, some new office must be created within the Na-
tional Security Council Staff which will tie the White House and U.S. intelligence
production much closer and more systematically than has been obtained ‘to date,
and hence, will hejghten the utility of all that intelligence production.

5. Additionally, the producers of intelligence must do a much better job of market-
ing their products with their policymaking consumers: more face-to-face briefings
and informal discussions; more use of video and. other means of communicating find-
ings, other than the written paragraph; and much more informal contact with pol-
icymakers, including more explanations of what intelligence estimates and analyses
can and cannot provide. For their part, policymaking consumers must better ac-
quaint the producers of intelligence with tggir needs and their problems. They must
also cut. the producers of intelligence much more fully into the U.S. ingredient in
given situations than has generally existed to daté—where the producers of intelli-
gence often have been able to learn more about the policies of entities abroad than
they have about how U.S. policies may or may not be affecting the estimative and
analytical problem under study.

6. Several additional measures are necessary in order for the new National Intelli-
gence Council and the Office of Intelligence Analysis to live up to their potential.
Ideally, their boss, the Deputy DNI, should not be a relatively unknown professional
intelligence officer, but a scholar or other expert of national standing, repute, and
clout—in a word, a latter day version of Dr. William L. Langer, as of World War II
the country’s leading diplomatic historian (and a tough and demanding boss) who
headed OSS’s estimative and analytic endeavors, and later, the CIA’s new Office of
National Estimates. In our present case, outstanding new blood must be brought in
from the outside to take leading roles in the ranks of the bill’s new estimative and
analytical offices. In addition, supervisors should not be left to remain in their same
positions for years, especially if their estimative and analytical batting averages
have not been too sharp. Also, various steps should be taken within the new Nation-
al Intelligence Council to provide for more collective wisdom and review than has
often been the case to date, inasmuch as individual National Intelligence Officers
have on occasion unilaterally bullied through their own versions of reality. And
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that council’s production of national intelligence estimates must, overall, once again
gain, deserve, and retain the original status DCI General Walter Bedell Smith in-
tended for that endeavor when he first established such an office in 1950—at which
time he told the Intelligence Community’s chiefs that that endeavor would be “the
heart” of the intelligence business.

7. Recruitment standards for the new estimative and analytical offices should be
raised: to seek of candidates much more prior foreign exposure and more advanced
foreign language capabilities than has generally been obtained to date. Also, once
established as top analysts in the new offices, individual officers should be allowed
to be promoted and rewarded in place,.as top analysts, rather than automatically
making managers of them—and thus robbing the government of their analytic skills
amid their new needs to assign parking spaces, fill out fitness reports, and the like.

8. Most important of all, emphases in every respect must be on people, on the
quality of the new Intelligence Community’s estimators and analysts, not on how
they may hapgen to be organized. The proposed new organization would be a great
step forward, but the officers who populate the new estimative and analytic offices
~ must be strong on brainpower, creativeness, courage of convictions, and overall ef-
fectiveness. Not least, they must not look upon their jobs as just being jobs, but in
the word of Sherman Kent, long the country’s leading authont{e?:n strategic intelli-
gence, work at the intelligence calling “until they are numb, because they love it, -
because it is their life, and because the rewards are the rewards of professional ac-
complishment.”

Overall, S. 2198 is a long-needed, major step in the right direction of giving the
American taxpayer and American policymakers the éffective, quality intelligence
structure of which our gifted population is capable, and which our greatly changed
new world now demands. I wish the bill and the Committee well. Thank you.

BroGrarHic Brier, HArRoLD P. Fom)
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STATEMENT OF HAROLD P. FORD

Mr. Forp. Thank you, Mr. Chairman.

I am pleased to support S. 2198 in its entirety, including the pro-
visions concerning analysis and particularly the provision that in-
telligence analysis and estimate functions be taken out of CIA and
other existing agencies and be transferred to a new and more open
independent entity at the national level.

Chairman BogreN. Dr. Ford, I want to make sure that the record-
er underlines that statement in the record. I think that you may
have been the first witness that has said it that strongly across the
board, and I want to make sure that we put that in bold type in
the hearing record.

Mr. Forp. I have just begun.
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Chairman BorgN. The caveats that will follow now should be in
lower case. Thank you. ' .

Mr. Forp. In endorsing the bill’s provisions I am aware that sev-
eral previous witnesses have argued against so reorganizing the In-
telligence Community’s analytic and estimative functions, holding
in particular: first, that less drastic reform of present systems
would be better and less disruptive; second, that drastic reorganiza-
tion would be no answer in itself; and third, that the bill’s reorga-
nization scheme would cut CIA’s analysts off too far from contact
with CIA’s operations officers—the collectors of intelligence. I will
be arguing the opposite case, and will speak to each of these criti-
cisms. .

In supporting the reorganization provisions of your bill, I must
admit to being both a biased and an unbiased witness. I'm biased in
the sense that I and others have for years championed intelligence
analysis reorganization proposals very similar to those of your bill..
I first championed just such an analytical reorganization scheme in
December, 1974, in testimony I made at the time to senator Mus-
kie’s Subcommittee of the Senate Operations Committee. In various
settings since that time, within this Committee staff, in public
statements, and within the CIA, I have continued to champion that
position—most recently within the CIA in January of this year.

I do not feel that I'm just stuck in a rut. I think it is simply that
a major reorganization of the Intelligence Community’s analytic
and estimative functions has long been badly needed, and would
create the opportunity for the production of much better intelli-
gence guidance to U.S. policymakers than continues to be the case
at the present or will be the case if all parties simply settle now for
some minor tinkering reforms of the present system. .

But in so championing the bill’s provisions, I also consider myself
an unbiased witness. I represent no vested interest within U.S. in-
telligence or policymaking—no concern that major reorganization
might break my particular occupational rice bowl or change the
bureaucratic ways to which I have become happily accustomed.
‘Furthermore, my fairly broad background has, I think, insulated
me against any particular parochial mindset in that I have been a
former DDI analyst, a former member of the Office of National Es-
timates, and a close colleague of its Chairman, Dr. Sherman Kent.
I've been an intelligence analysis and estimating manager, Vice
Chairman of the Office of National Estimates, successor of the Na-
tional Intelligence Council, also Acting Chairman of that group for
five months. I have been a professor, a Ph.D. I've served as a CIA
Operations Officer at home and abroad. I've been an Intelligence
Community Officer. I've been a staff member of this Committee.
I've been a CIA historian, and an author and lecturer on the sub-
ject of intelligence analysis.

Why now do I support your bill’s reorganization provisions?
There are many reasons, as I spell out more fully in my prepared
statement, and in a separate note I've given staff on issues other
than analysis. But of those reasons that I support the bill’s position
on analysis today, the most compelling to me are these.

First, because the present intelligence system is based on a few
outmoded laws, plus a large jumble of decrees and Rube Goldberg
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arrangements, or as Senator Specter says, alphabet soup. In my
view, new organization backed up by law is mandatory.

Secondly, I support the bill because the need for timely and accu-
rate current intelligence, and the latest-breaking details will be
even more needed by U.S. policymakers who now face a much
more anarchic and uncertain world.

Third, because of more importance than good and current intelli-
" gence will be the need for much better analysis and estimates. A
much better so-what or summing up of breaking events than has
often obtained to date, where policymaking consumers of intelli-
gence have sometimes been deluged by bits and pieces of current.
intelligence but left in the dark as to what all this added up to and
how U.S. interests might be affected. And, as I say at greater
length in my prepared statement, a prime occasion was the fall of
the Shah in 1978 and 79 when there was all kinds of current intel-
ligence but no telling of the policymakers where this -was all going.
The Community was not even able to produce a National Intelli-
gence Estimate.

Fourth, I support the bill because the present Intelligence Com-
munity’s analytic effort is too scattered, too voluminous, too dupli-
cative, too unguided by a central intelligence—small c, small i. And
in many instances its overproduction is irrelevant to the needs of
national security policymaking. :

Fifth, I support the bill because intelligence analysis has to some
degree suffered because so large a proportion of it over the years
has been produced by the CIA. In the main, the Agency’s intelli-
gence product has been notable for its independence. Yet, there
have been occasions where the fact that the CIA is also a policy
arm of the government has had a damaging effect on the clarity,
the candor and the courage of the Agency’s intelligence analysis.
Furthermore, the fact that the CIA has also been the government’s
arm for certain special Cold War operations has, rightly or
wrongly, tended to create a stigma in the minds of some outside
experts that have kept them from becoming CIA analysts or lend-
ing their talents to CIA’s intelligence production. :

Sixth, I think that intelligence analysis should be moved out of
CIA to a national world class think tank, as the Chairman says,
because CIA’s estimates and analyses apparently missed the ball
on the most important foreign policy development of our time—the
collapse of Communist authority in the USSR and Eastern Europe.
Complaints indicate that the Agency’s analyses on these questions
were muted, hedged, uncertain, not attuned to the many overt
signs of major change that were occurring, and that were being ap-
preciated at the time by other, outside, experts. Some of this hesi-
tance was doubtless simply the product of CIA middle age, a cul-
ture that has become overly bureaucratized—even though I still
work there—and encrusted with business as usual. Furthermore,
however, CIA’s failure to shake up our policymakers to the momen-
tous Communist revolutions of our time has also been caused by
the fact that many of the officers in key CIA analytic positions
were themselves strongly predisposed to view things Communist as
unchanged and unchanging. :

Seventh, and I particularly stress this point, I support the bill be-
cause the complex and uncertain future we are entering demands
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that the U.S. Government receive analytical guidance from the
country’s best brains on foreign affairs. And I would underline the
next sentence. That wisdom does not all reside within the CIA and
-the U.S. Intelligence Community. Furthermore, those offices have
been somewhat hit or miss in tapping the wisdom that exists in
certain of the country’s think tanks, universities, institutions and
the like. And this is all the more telling, as I mentioned a moment"
ago, in that the views of some of these outside experts have proved
more accurate on certain questions in recent years than have those
of the CIA and the Intelligence Community. :

Eight, finally, I support the bill because many of the world’s
coming problems will be more open in character than have been
the traditional tasks of probing Kremlin mysteries. Hence, the CIA
and the Intelligence Community will cease to have the degree of
monopoly they have enjoyed in intelligence analysis and estimat-
ing. Untangling and understanding tomorrow’s more open prob-
lems will be the primary responsibility, in many cases, of entities
other than the Intelligence Community, though the Community
can make unique contributions to those probings. To do so, howev-
_ er, the Intelligence Community must itself become a more open,
creative, and attractive analytic endeavor than it has been to date.
And I would add, as I have recently argued within CIA, that CIA’s
commendable interest in becoming a more open institution and in
being so perceived will be much better served by creating a new,
much more open, independent effort at the national level for analy-
sis, such as your bill proposes, than by simply declassifying a lot of
old documents as CIA has recently indicated it is doing.

I appreciate that creating a wholly new analytic structure such
as your bill proposes will not in itself represent a panacea and will
cause some pain. Your bill does offer the opportunity, the potential
for U.S. Intelligence to create the quality effort which the un-
known future demands. But in order for the new National Intelli-
gence Council and the new Office of Intelligence Analysis to
become more than just a reshuffling of the Intelligence Communi-
ty’s analysts, I submit that these new offices should reflect recom-
mendations such as the following: :

First, There will be little merit in simply pushing all or most of
the Intelligence Community’s analysts into one big bullpen. In the
first instance, small residual analytical offices would have to
remain in the front offices of the Secretaries of State and Defense,
and perhaps elsewhere. More important, the bill’s language should
be changed to provide explicitly for recruiting outside experts, as
well, into the new National Intelligence Council and the Office of
Intelligence Analysis, not just peopling those offices by pasting to-
gether the Community’s present analysts. The bill, as it presently
reads, is confined just to bringing together analysts from within
the Intelligence Community. That language, I think strongly,
should be changed to provide for recruiting outside experts as well.

Second, In placing so much of U.S. Intelligence analysis and esti-
mates into one large body, great managerial care must be taken to
insure that their product does not become simply group think, as
has -occurred at times in the past in the CIA and elsewhere. Or
that the mandatory benefit of competitive thinking has been lost or
diminished. Here I agree completely with the testimony of previous
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witnesses who have warned the Committee against such a danger
of group think. I differ with those witnesses, however, in that the
bill’s provisions could markedly improve analysis and estimates if
substantial competitive thinking is provided for on a continuing
basis. Here, in the strongest terms, I would urge that the new In-
telligence Community, whatever its form, should insure that far
more competitive analysis take place than has been the usual prac-
tice to date—both within the Community and especially far more
competitive analysis from outside the Intelligence Community—
and not just on and ad hoc, but a continuing, basis.

Third, the continuing new emphases must be on quality and not
quantity. This applies both to production and people. The number
of present estimative and analytic products should be reduced, with
top management limiting output to those issues known to be of
direct interest to policymakers. Also, the new estimative and ana-
lytic offices should end up notably smaller than the present total
number of analysts within the Intelligence Community. Fewer top
quality analysts and estimators can much better serve the national
interest than can acres of warm bodies. Achieving such a slimmed
down endeavor will be a painful process, but it could be accom-
- plished over a period of time by thoughtful management and
thoughtful attrition.

Fourth, estimative and analytical production must, through vari-
ous means, be tied far more closely and systematically to top pol-
"icymaking offices than has existed to date. As part of such change, -
the Deputy Director of National Intelligence for Estimates and .
Analysis at a minimum, and as many of his people as possible,
must be housed in the District of Columbia, near the White House
and the Department of State, and not isolated in Langley, Virginia,
or worse still, in West Virginia.

Fifth, the producers of intelligence must, through various means,
do a much better job of marketing their products with their policy-
making consumers. Much more face-to-face encounter—not settling
for just mailing out finished paragraphs of prose to the customer
with little or no feedback and usually little knowledge of whether
particular intelligence facts and judgments have really registered
with the intended senior -recipients. For their part, policymaking
consumers must better acquaint the producers of intelligence with
their needs and their problems. They must also cut the producers
of intelligence much more fully into the U.S. ingredient in given -
situations than has generally existed to date—where the producers
of intelligence often have been able to learn more about the poli-
cies of entities abroad than they have about how U.S. policies may
or may not be affecting the estimative and analytical problem
under study. ' . :

Sixth, the Deputy DNI for. Analysis, and Estimates should not be
a relatively unknown professional intelligence officer, no matter
how able, but a scholar or other expert of national standing,
repute, and clout. In addition, supervisors should not be left to
remain in their same positions for years, especially if their estima-
tive and analytical batting averages on Soviet and other questions
have not been too sharp. Also, various steps should be taken within
the new National Intelligence Council to provide for more collec-
tive wisdom and review than has often been the case to date, inas-
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" much as individual National Intelligence Officers have on occasion
unilaterally bulled through their own versions of reality. Overall,
that . council’s production of National Intelligence Estimates must

" once again gain, deserve, and retain the original status, DCI Gener-

al Walter Bedell Smith intended for that endeavor when he first

" established an estimates office in 1950—at which time he told the

Intelligence Community’s chiefs that that endeaver would be,

quote, “the heart,” unquote of the intelligence business.

Seventh, recruitment standards for the new estimative and ana-
lytical offices should be raised—to seek of candidates much more
. prior foreign exposure and more advanced foreign language capa-
bilities than has often obtained to date. Also, once established as
top analysts in the new offices, individual officers should be al-
lowed to be promoted and rewarded in place, as top analysts, -
rather than automatically diluting their analytical contribution by

making them procedural managers. : : ]

- Eighth, in the new structure, analysts and estimators must keep
in -close,. continuing personal contact with the collectors of intelli-
gence in the residual CIA's operations offices. But in my view there

‘is little merit in the argument that to achieve such contact, all
these officers must be kept within CIA. In many, perhaps most.
cases, to date—and I have served on both sides, analytic and oper-
ations—but in' many, perhaps most cases to date, there has been
too little meaningful contact between these two worlds of analysis -
and operations, anyway, even through their respective offices have
all sat at the same address in Langley. The answer always has
been, and should continue to be, imaginative, energetic, individual
contact. This could be achieved on.individual initiative without
having to sit just down the hall but a world away from one an-
other. Similarly, the analysts and estimators will also have to keep

- in constant, close contact with collectors of intelligence in the new

- National Security Agency and the National Imagery Agency. But -
this by no means means that they must all sit together in CIA or .
elsewhere. - ‘ . ,

There is no contradiction in my positions. It is far more impor-
tant for the Intelligence Community’s top analysts and estimators
to sit close to top policymakers than it is for intelligence collectors
and analysts to sit cheek by jowl.:

Ninth, most important of all, emphasis in every respect must be
on people—on the quality of the new Intelligence Community’s es-
timators and analysis—not on how they happen to be organized.
The proposed new organization would be a great step forward, but
the officers who populate the new estimative and analytic offices
‘must be strong on brainpower, creativity, courage of. convictions,
initiative and overall effectiveness. Not least, they must not look
-upon their jobs as just being jobs, but in the words of Sherman
Kent, long the country’s leading authority on strategic intelligence,
they must work at the intelligence calling, quote, “until they are
numb, because they love it, because it is their life, and because the

- rewards are the rewards of professional accomplishment,” unquote.

Overall, in my view S. 2198 is a long-needed, major step in the
right direction of giving the American taxpayer and American pol-
icymakers the effective, quality intelligence structure of which our

. gifted population is capable, and which our greatly changed new
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world now demands. I wish the bill well and believe it should go
forward now. If, however, for some reason it should not, then this
bill should be kept on tap to be reintroduced in the future in the
event that lesser reforms have not measurably improved U.S. intel-
ligence performance in the meantime.

Thank you.

Chairman Boren. Thank you very much, Dr. Ford. I think what
we’ll do is go on to Dr. Betts and then come back and address our
questions to the two of you together.

Dr. Betts, we welcome you.

- [The statement of Dr. Betts follows:]

* SrtaTEMENT oF RicHARD K. BETTS

Thank you for inviting me to testify. I should note that although I have had some
inside involvement with intelligence analysis and consumers in the past, my ideas
come primarily from general study of the problems of intelligence estimating and
warning over the past fifty years rather than from up-to-the-minute familiarity with
the most recent developments in the process.

From my reading, other provisions of S. 2198 relating to the centralization of au-
thority in a prospective Director of National Intelligence (DNI) over budgets and col-
lection programs are likely to be more significant than the provisions affecting ana-
lytical functions. On balance I do not feel strongly one way or the other about the
bill's implications for analysis. This is not to say that differences in organization do
not matter. The proposed reorganization of analytical units under the DWI and a
new Deputy DNI for Estimates and Analysis would certainly be a major change in
terms of the wiring diagram..It is not obvious, however, whether these specific
changes in form would translate into comparable changes in substance, whether
output in terms of the type, quality, or value of analyses would improve or decline.
As I will suggest toward the end of my remarks, the answer might depend on mun-
gane details of implementation, such as where the new analytical organs are

oused.

Uncertainty about results is a caution, but not necessarily an argument for stick-
ing with the current structure: If I had to decide, I would probably endorse the plan
in S. 2198, but would not bet a lot of money that it will solve long-standing prob-
lems. Moreover, we should remember that reorganization always poses appreciable
costs on productivity and efficiency in the short term because changeovers from one
system to another disrupt lines of communication, clarity of responsibility and au- .
thority, working relationships, and scheduled projects.

Indeed, the Intelligence Community suffered from too rapid a sequence of reorga-
nization from the end of the 1960s to the beginning of the 1980s. Too often, I fear,
political leaders have been frustrated with the performance of -the intelligence
system, have been reluctant to consider that many inadequacies may be inherent in
the nature of the intelligence problem, and not having any other means at hand to
deal with their dissatisfaction have tried to fix the inadequacies by reorganization.
So while I find myself sympathetic to the goals of S. 2198 we should think hard
about turning things upside-down unless we have good reason to believe that a
major change is likely to last.

The most important questions about organization in this realm of intelligence are
how it affects the range of analytical activities, the distribution of authority over
production and dissemination, and the degree and timing of access to policymakers.
Changes in form which alter these patterns will be far more significant than ones
that, in actual effect, only juggle the boxes on the chart. The question of how cen-
tralized the analytical process should be cut into all three of the above issues. Nei-
ther the 1947 National Security. Act, nor periodic executive reorganizations in the
decade since, resolved the question of centralization as decisively as S. 2198 aims to
do. For over forty years we have had a structure which is both highly centralized
and decentralized. That combination has yielded benefits as well as inefficiencies.

PAST PERFORMANCE: QUALITY OF ANALYSIS

Overall, the record of estimates and warning in the U.S. Intelligence Community
has been quite poor when measured against what we would like, and quite good
when measured against what we have a right to expect. Although we have spent
lavishly on research and analysis, relative to most other countries, our estimators
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failed to predict many important developments during the Cold War, or failed to
impress consumers with the need to respond to ambiguous warnings, or- “wasted” -
much time and money on studies of little use to policymakers. At the same time,
analysts sometimes succeed in prompting attention to overlooked issues and inter-
pretations, challenging unexamined assumptions, and providing material to get pol-
icymakers up to speed when they found themselves confronting problems and places

. they had never thought about.

My view of the record on balance is favorable because I think that successful un-
derstanding and prediction—what we want from analysts—are not the natural state
of affairs. The inherent difficulty of figuring out the consequences of foreign social
and economic developments, or what leaders in unfamiliar cultures will decide to do
on matters of interest to the United States, the psychological and political obstacles
to making good use of assessments even if they are correct and timely—all of these
are overwhelming. If intelligent analysts have gotten it right even half the time,
they have done well. : )

Two main organizational facts have probably contributed to the positive parts of

the record since World War II, and the two seem to point in opposite directions. One
is the institutionalization of a large and independent corps of analysts within the
CIA’s Directorate of Intelligence. By “independent” I mean the clear separation of
career advancement and professional responsibilities from the vested interests of
line agencies such as the departments of State and Defense. The other is the persist-
ence of decentralization and redundancy in analysis, which allows departmental in-
telligence units such as State’s Bureau of Intelligence and Research (INR) and the
Defense Intelligence Agency (DIA) to supplement or challenge CIA’s work. The es-
tablishment of CIA centralized the system in the sense of adding a new center,
rather than replacing the dispersed structure of departmental intelligence.
. The question of which agencies’ analytical efforts have been best is quite contro-
versial, and is hard to disentangle from one’s ideological view of the world and
policy preferences. It is terribly difficult for any of us to distinguish in our minds
between “good” analysis and the “right” analysis—the latter meaning assessments
whose implications for policy are consistent with our inclinations. For example,
hawks during the Cold War were probably more often prone to view contributions
by DIA as more objective and realistic, doves more likely to view INR that way, and
bqtgxdlmore likely to be skeptical of CIA when its assessments came out in the
middle.

Any generalization about quality is risky, and doubly so coming from anyone who
is an outside observer. That said, my impression is that, on average, analyses from

- CIA during the Cold War tended to be less susceptible to policy bias than those asso-
ciated with departmental perspectives. This is not to say that products from CIA are
always superior, or that they are free of other biases, but only that CIA analysts are
not personnel performing the function temporarily between operational assignments
in a service devoted to policy missions. They do not have to answer (or anticipate
answering in the future) to the State Department’s Middle East Bureau, the Air
Force, the Secretary of Energy, or anyone whose responsibility is something other
than analysis. (It is true that the Directorate of Operations has policy responsibil-
ities when it comes to covert action, but analysts’ and operators’ career patterns in
CIA are rarely intermingled as they often are in the military or foreign service.)

CIA’s Directorate of Intelligence, however, is a huge bureaucracy with its own as-
sortment of biases or unspoken assumptions lurking within (as any organization
does). The “parochial”’ perspectives of departmental intelligence units discipline CIA
in the interagency coordination process. So it has been good to have both centralized
and independent analysis; on one hand, and pluralism and ex parte analysis on the
other, to help everyone hold each other’s feet to the fire. In all this, however, CIA’s

. Intelligence Directorate (or its successor under S.2198) should not be just one among
several equal competing centers of analysis; it should be clearly the first among
equals, with others nipping at its heels. Given my tilt in favor of the performance of
CIA, compared to other sources of analysis, I am sympathetic to the centralizing
tendency in S.2198 as long as it does not go so far as to suppress the beneficial af-
fects of competition. .

PAST PERFORMANCE: VALUE TO POLICY

The downside of pluralism and redundancy, apart from the expense it involves, is
that it goes hand in hand in hand with bureaucratization and layering; checks and
balances and mutual second-guessing create increased volume of work and de-
creased agility in linking intelligence efforts to changing policy problems. Bureauc-
ratization hampers quality, as sluggishness in procedures for approving, circulating,
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or coordinating papers encourages rubbing off the sharp edges, or demoralizes ana-
lysts who feel their products are over-edited or nit-picked to death. The bigger prob-
lems with the volume that accompanies the size of the analytical establishment are
(1) the question of how much of what is produced actually gets used, and (2) whether
bureaucratization creates its' own dynamics and “goal displacement,” reducing the
responsiveness of the main analytical assets to the immediate needs of policymakers
and their staffs. ’

Even if one considers the general quality of intelligence analysis to have been rea-
sonabiy good, as I do, the question of how valuable it has been is a completely differ-
ent question. The perfect paper will not matter if it does not get out in time to influ-
ence a decision, or if it has to swim upstream in a pile of mediocre competing papers
and thus escapes the attention of someone who can act on its implications. Expense
aside, though, it is better to have unused material available than to want it and not
have it at some critical point. (“Expense aside” is a big aside, I know, but the ana-
lytical bureaucracy even at its most bloated has never been a large part of the intel-
ligence budget.) If we assume that it is useful to have large volume of material pro-
duced by intelligence analysts (and probably no other countries do invest in the
volume ‘we do), the problem becomes how to manage its dissemination and consump-
tion to get maximum benefit from it. It is my guess that the problem of failing to
produce relevant intelligence has been no greater than the problem of having useful
intelligence ignored by busy consumers. :

Some critics, on the other hand, do not think that the problem is making use of
what the process produces, but reorienting the process to focus more efficiently on
actual issues of concern to line officials. They see CIA’s Intelligence Directorate as a
cumbersome monster generating its own work, producing research that policymak-
ers do not want or need, or that could be done as readily outside government. To
some extent this is true. For example, my impression is that for much of the Cold
War, too-large a proportion of analytical effort was devoted to the production of reg-
ular annual National Intelligence Estimates which were often unread above low
levels in line agencies. Value to policy might have been greater if priority had been
put more often on contributions to interagency studies designed to generate policy
options (what were called National Security Study Memoranda in the Nixon and
Ford administrations, or Presidential Review Memoranda under Carter). The desire
of professional analysts to pursue their own pet projects or undertake lengthy re-
search papers of uncertain relevance to policy officials, however, has seidom gotten
out of control; if anything, analysts have been held to producing current intelligence
more than many of them would like. )

If the size of the analytical community has fostered too much unneeded in-house
research, it is the price of having a large volume and variety of analysis available at
the odd times that it turns out to useful—there is an encyclopedic function for intel-
ligence apart from the mission of providing ad hoc support in crises. Moreover, if we
want to have in-house experts on the shelf for out-of-tﬁg-way places, so that leaders
can draw on them quickly in a crisis, we are inevitably going to have a large and
bureaucratized corps of analysts. -

If the need is to make better use of intelligence that the Intelligence Community
generates itself, or to make analysts more responsive to immediate needs of policy-
makers, the problem lies primarily with the policymakers, who too often lack the
time or inclination to think seriously about how they might get better service from
intelligence. It is a mistake to conclude from this, however, that the solution is to
develop new mechanisms to involve high-level policymakers in processes of deciding
on collection or research priorities.

That notion is not new; various efforts have been undertaken in the past to get
the consumers more engaged in intelligence planning, but without apparent endur-
ing results. This is because those officials high enough in the pyramid to know what
the administration needs simply will not have the time on any sustained basis to
think carefully about intelligence planning. At best they will sandwich a few mo-
ments in here and there between meetings, phone calls, and policy activities to give
the question some thought—in which case they may do more harm than good, by
tossing out ill-considered directions. Or, they will soon wind up delegating the job of
attending committee meetings on the subject to one of their subordinates, who, if it
is someone with clout (say, at the level of Under or Assistant Secretary), is likely to
be almost as preoccupied with other matters.

My recollection is that this is more or less what happened with such an effort in
the Nixon administration, when an NSC committee on intelligence was established
but soon fell into disuse. (I am not especially optimistic that writing a comparable
NSC committee into law as the current S. 2198 aims to do should make us expect it
to fare much better, unless the Assistant to the President for National Security Af-
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fairs just happens to be someone unusually interested in the problem, and chooses
to seize and run with the leverage provided by his designation as Chairman of the
committee.) Realistically, if a better fit between analytical activities and policymak-
ers’ needs is to be found and fostered, the job will probably have to be done more by
managers in the Intelligence Community who deal with policymakers than by the
line officials themselves.

Therefore I place a high premium on the brokerage role of managers at the level
of the current Deputy Director for Intelligence; or the prospective Deputy DNI for
Estimates and Analysis, the Chairman of the National Intelligence Council, and the
main production offices. Legislation can help them by giving them high rank and
claim to the attention of policymakers, but ultimately if the policy level is to have
better exposure to intelligence products, the intelligence professionals will have to
be the ones to promote it. )

LIMITS OF REORGANIZATION

As an outsider reading S. 2198, it seems to me that the bill aims to do two main
things to affect intelligence production and its relation to policy: First, to beef up
the central organs for coordinating analysis throughout the Intelligence Communi- -
ty—the National Intelligence Center, National Intelligence Council, and Office of In-
telligence Analysis; second, to separate analytical activities from collection and
covert action by taking them out of CIA. The first of these could prove to be signifi-
cant, depending on how the legislation were to shake down in practice. I doubt that
the second would have more than cosmetic value at best.

As to the first, we should keep in mind that centralization was the main goal of
the original 1947 legislation, inspired by the Pearl Harbor disaster. Indeed, what
else was the title Director of “Central” Intelligence supposed to mean? As the
system evolved, it became clear that CIA was first among equals, in the job of pro-
ducing national estimates and general intelligence research and reporting, but that
it would not control or dictate to other parts of the community.

It is important to realize, however, that the limitations on centralization and the
authority of the DCI have not been due to deficiencies in the original legislation so
much as to the powerful in-built tendencies of departments and military services to
preserve or regenerate their own intélligence resources—and because higher au- -
thorities, either unwilling to spill bureaucratic blood, or recognizing the benefits of
pluralism and competition, have not squashed such tendencies. (The same has been
true of attempts to centralize within the Department of Defense. When DIA was
created in 1961, some hoped that it would consolidate and replace separate service
intelligence agencies, but the old service intelligence organizations not only resisted
assimilation but grew.) Even with the centralizing innovations in S. 2198, the cur-
rents of decentralization will persist unless the departments and services are bludg-
eoned into surrendering their intelligence autonomy. Yet if political leadership
wants to.do that, it is not clear to me why it cannot do so within the confines of the
old legislation. Significant latitude for centralization already exists, not only within
the intelligence community, but within departments. :

For example, how many remember the Ford administration’s brief creation of an -
intelligence Czar in the Pentagon? In 1976 a second Deputy Secretary of Defense
was established to oversee defense intelligence activities; the position was filled by
former Congressman Robert Ellsworth. Had the organizational change been institu-
tionalized, the results could have been quite significant since such a Deputy Secre-
tary would certainly have rivaled the DCI and possibly eclipsed his overall influence
on intelligence. The innovation lapsed, though, because subsequent administration
chose not to centralize defense intelligence at that level. :

Perhaps the explanation for attempting to increase centralization by legislation
lies in different views of those promoting the legislation and those in the executive
branch who are content with the old mix of centralization and decentralization. On
matters like budget control and assignment of functions that cannot be cheaply du-
plicated (such as reconnaissance), formal changes in structure and authority may
indeed prove decisive. But when it comes to analysis and estimates I doubt that leg-
islation can succeed in making executive practice conform to legislative principle;
presidents and their lieutenants in the departments will finds ways to bend or cir-
cumvent the formal structure and adjust the process to their preferences.

If the formal structure requires a process that the administration does not want
or value, that process is likely to become ritualized, a fifth wheel that turns but
does not move anything. Because analysis is a slippery commodity, presidents and
members of the NSC will pick it up where they want to, and ignore that in which
they are not interested. By the same token, it is desirable for the President to have
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a close working relationship with his DCI/DNI, and for the latter to be involved in
policy discussions at the NSC level. No legislation, however, can compel a President
to have confidence in or pay attention to any official. .

The formal separation of the bulk of CIA’s current Directorate of Intelligence
from association with the clandestine services, as envisioned in the bill, is not likely
to matter much. There is not generally a great deal of interaction between analysts
and the Directorate of Operations anyway, and it is not clear that what interaction
takes place is a bad thing. (The Bay of Pigs operation, in which the Directorate of -
Intelligence was kept out of the planning, is often cited as a case where more inter-
action might have prevented a disaster by challenging mistaken assumptions among
the operators.)

One apparent benefit might be in public relations, if separation lent the analysts
more respectability in the eyes of squeamish outsiders who disapprove of covert
action. I doubt very much, however, that citizens are likely to be very aware of or
attach much significance to changes in the organization chart. Doubt would be espe-
cially warranted if the Deputy DNI for Estimates and Analysis and his people
remain housed at Langley next to the remains of CIA—and where else would we
put them, especially after putting up that big new building out there? Recall that
the Carter administration renamed DDI the “National Foreign Assessment Center’’;
did that make any real difference? (It will also be a bit peculiar if we continue to
call the old agency, shorn of its function of producing the most important finished
intelligence, the “Central” Intelligence Agency.)

If the separation from CIA were to involve relocating the main analytical staffs
downtown (or at least someplace close, reachable by Metro, like Rosslyn), in an
effort to bridge the geographic gap between the analytical bureaucracy and policy
community, the idea would have more than cosmetic significance, and I would en-

" _dorse it. It would also evoke all the longstanding debates between those in the tradi-

tion of Sherman Kent who fear contamination or politicization of intelligence, and
those who see closer association with the policy world as the only way to improve
the relevance and utility of intelligence. On balance, I would side with the latter
group, although moving in that direction risks bloody controversies about balancing
the management of analytical integrity and policy relevance, as we all saw so pain-
fully in the Gates hearings.

I have a few comments on the bill’s proposal for an Office of Warning and Crisis
Support. This may be a good idea, as long as it is not viewed as a key to perfecting
the warning process. The main problems in warning have usually been intellectual
and political more than organizational. Beyond collection of relevant data, the main
resources for warning lie in the expertise of specialists who are intimately familiar
with particular countries or political, economic, or military problems. Every intelli-
gence analyst is responsible for warning, and new technologies and procedures in-
troduced over time have reduced the barriers to quick communication of warning
‘reports to top levels of government.

There. is value in having non-specialists involved, second-guessing experts who are
so familiar with a problem that they understand all the reasons that apparently .
dangerous indicators have not produced a crisis in the past and therefore may un-
derestimate the probability of crisis at any given time. There is also value in having
a central location to which all ambiguous warning data from various places goes.
This has been done in various forms over time: for example, the Strategic Warning
Staff in the Pentagon, the National Intelligence Officer for Warning, or the Crisis-
Management Center in the NSC Staff. A new office of this sort probably makes
sense, as long as other such units are folded into it. Redundancy is fine in the sense
of complementing the warning function of the substantive intelligence offices and
analysts, but more than one central staff is likely to confuse the issue more than

clarify it.
SUMMATION: ACTIVITIES, AUTHORITY, AND ACCESS

The Intelligence Reorganization Act of 1992 proposed major initiatives to central-
ize authority under a new DNI. Because of the nature of analysis, such measures
are less certain to change the substance of that function than they are in areas
where more money, more concrete functions, and less easily duplicated assets are
involved. Shifting the balance of centralization and decentralization of analysis a bit
might be a good idea, but there is not a crying need for radical change. What is good
1’;0 dol can also be accomplished under the present DCI, within the limits of existing
egislation.

What does clearly need improvement is matching the activities of an analytical
bureaucracy that is largely self-directed with the rapidly changing needs of policy-
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makers who are not well-equipped to exploit the intelligence system on their own.
This means nurturing mechanisms to bring analytical assets to bear quickly on
problems as they arise, but also to market the products that the analysts generate
themselves. Just because a policymaker does not ask a question does not mean that
analysts should not give him or her the answer. Ideally, policymakers should be
alerted to problems before they become crises and force themselves on their atten-
tion. Access should be a two-way street. If reorganization places the analysts more
conveniently for interaction with line officials, it could mean a great deal. :
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‘ STATEMENT OF DR. RICHARD K. BETTS

- Dr. Berrs. Thank you, Mr. Chairman.

Off hand I can’t think of anyone whose wisdom on this subject
I've respected more than Hal Ford’s. My own endorsement of the
bill may be less decisive because I am something of a knee jerk pes-
simist about how reorganizations overcome problems in analysis,
especially if Presidents and their lieutenants don’t feel like crack-
ing heads in the bureaucracy over these issues. But also as a pessi-
mist I am never unhappy to be shown that I am wrong.

I do think that the provisions in the bill that affect budgets and
collection programs are likely to be more significant than those af-
fecting analysis. I do favor the bill, but don’t feel strongly about its
implications for analysis, at least until it’s clear how the specific
changes in form are likely to translate into changes in substance.
We should also remember that reorganization always poses appre-
ciable costs in productivity and efficiency in the short term because
of all the problems of changing over from one system to another.
" So we should be pretty sure that this reorganization would be in
place for a long time and would have the advantages we hoped for.

I developed my statement in terms of how the process seems to
have worked in the past to provide a background for judging how
the proposed reforms are likely to work. My own judgment is that
overall, the record of estimates and warning in the U.S. Intelli-
gence Community has been quite poor if we measure it against
what we would like, but quite good when we measure it against
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what we have a right to expect. My view of the record is favorable,
again because of my pessimism. I don’t think that successful under-
standing and prediction, which is what we want from analysts, is
the natural state of affairs. So if intelligence analysis have gotten
it right even half of the time, they have done well. :

Two main organizational facts have contributed to the positive
parts to the record since World War II, and the two point in the
opposite directions. One is the institutionalization of a large inde-
pendent corps of analysts within the CIA’s Directorate of Intelli-
gence. By independent, I mean a clear separation of career ad-
vancement and professional responsibilities from the vested inter-
ests of line agencies such as the Departments of State and Defense.
The other is the persistence of decentralization and redundancy in
analysis which allows departmental intelligence units such as INR
or DIA to supplement or challenge CIA’s work.

Any generalization about the quality of analytical products is
risky, but my impression is that on average analyses from CIA
during the Cold War tended to be less susceptible to policy bias
than those associated with departmental perspectives. I gather
from your initial remarks that some other arguments in this vein
have already been made by previous witnesses. .

But given my tilt in favor of the performance of CIA within the
Community compared to other sources of analysis, I am sympathet—
ic to the centralizing tendency in S. 2198 as long as it doesn’t go so
far as to suppress the beneficial effects of competition.

The down side of this pluralism and redundancy, apart from the
expense it involves, is that it goes hand in hand with the bureauc-
ratization and layering in the Intelligence Community. The checks
and balances and mutual second guessing create increased volume
of work and decreased agility in linking intelligence efforts to
changing policy problems.

Even if one considers the general quality of intelligence analysis
to have been reasonably good, as I do, how valuable it has been is a
completely different question. The perfect paper will not matter if
it does not get out in time to influence a decision or if it has to
swim upstream in a pile of mediocre comgeting papers and thus es-
capes the attention of someone who can act on its implications.

It is my guess that the problem of failing to produce relevant in-
telligence has been no greater than the problem of having useful
intelligence ignored by busy consumers. Some critics, on the other
hand, don’t think that the problem is making use of what the proc-
ess produces, but reorienting the process to focus more efficiently
on actual issues of concern to line officials.

They see CIA’s Intelligence Directorate as a cumbersome mon-
ster- generating its own work, producing research that policymak-
ers don’t want or need or that can be done as readily outside gov-
ernment. To some extent this is true. But if the size of the analyti-
cal community fosters too much unneeded in-house research, it’s
also the price of having a large volume and variety of analysis
available at the odd times that it turns out to be useful.

If the need is to make better use of intelligence that the Intelli-
gence Community generates itself, or to make analysts more re-
sponsive to immediate needs of policymakers, the problem lies pri-
marily with the policymakers, who too often lack the time or the
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inclination to think seriously about how they might get better serv-
ice from intelligence.

It's a mistake to conclude from this, however, that the solution is
"to develop new mechanisms to involve high level policymakers in
processes of deciding on collection or research priorities—not that I
think that that will hurt, but I just don’t think it is likely to work
in the long run.

The notion of involving policymakers isn’t new. There have been
various efforts undertaken in the past to get consumers more en-
gaged in intelligence planning, but as far as I can see without en-
during results. This is because those officials high enough in the
pyramid to know what the Administration needs, simply will not
have the time on any sustained basis to think carefully about intel-
ligence planning. They wind up delegating the job of attending
committee meetings on the subject to one of their subordinates
who, if it is someone with clout—say at the level of assistant secre-
tary—is likely to be almost as preoccupied with other matters.

My recollection is that this is more or less what happened with
such an effort in the Nixon Administration when an NSC Commit-
tee on Intelligence was established but soon fell into disuse. So 1
am not especially optimistic that writing a comparable NSC com-
mittee into law, as the current bill aims to do, should make us
expect it to fair much better.

Realistically if a better fit between analytical activities and pol-
icymakers needs to be fostered, the job will probably have to be
done more by managers in the Intelligence Community who deal
with policymakers than by the line officials themselves.

I place a high premium on the brokerage role of managers at the
level of the current Deputy Director for Intelligence or the prospec-
tive Deputy DNI for Estimates and Analysis, the Chairman of the
1\} ?_tional Intelligence Council and the heads of the main production
offices.

It seems to me that the bill before us aims to do two main things
to affect intelligence production and its relation to policy. First, to
. beef up the central organs for coordinating analysis—the National
Intelligence Center, the National Intelligence Council, Office of In-
telligence Analysis. And second, to separate analytical activities
from collection and covert action by taking them out of CIA.

The first of these could prove to be significant, dépending on how
the legislation were to shake down in practice. I doubt that the
second would have more than cosmetic value. ‘ ‘

As to the first, limitations on centralization and the authority of
the DCI have not been due to deficiencies in the original legislation
so much as to the powerful in-built tendencies of departments and
military services to preserve or regenerate their own intelligence
resources and because higher authorities, either unwilling to spill
bureaucratic blood or recognizing the benefits of pluralism in com-
petition, have not squashed such tendencies. .

Even with the centralizing innovations in S. 2198, the currents of
decentralization will persist unless the departments and services
are bludgeoned into surrendering their intelligence autonomy. Yet
if the political leadership wants to do that, it is not clear to me
why it can’t be done within the confines of the old legislation.
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On matters like budget control and assignment of functions that
can’t be cheaply duplicated, such as reconnaissance, formal
changes in structure and authority may indeed prove decisive.

But when it comes to analysis, I doubt that legislation can suc-
ceed in making Executive practice conform to legislative principle
if the executives are not so inclined. Because analysis is a slippery
commodity, Presidents and members of the NSC will pick it up
Zvdhere they want to and ignore that in which they are not interest-

- By the same token, it is desirable for the President to have a
close working relationship with his DCI or DNI and for the latter
to be involved in policy discussions at the NSC level. But no legisla-
tion can compel a President to have confidence in or to pay real
attention to any official.

The formal separation of the bulk of the CIA’s current Director-
ate of Intelligence from association with the clandestine services as
envisioned in the bill, is not likely to matter much. There is not
generally a great deal of interaction between analysts and the Di-
rectorate of Operations anyway. And it is not clear that when
interaction takes place is a bad thing. :

. The Bay of Pigs is a case often cited as one where there should
have been more interaction that might have prevented the disas-
‘ter.

One apparent benefit might be in public relations, if separation
lent the analysts more respectability in the eyes of outsiders who
disapprove of covert activities. But I doubt very much that citizens
are likely to pay a great deal of attention to changes in the organi-
zation chart. I recall that the Carter Administration renamed the
DDI the National Foreign Assessment Center and I wonder wheth-
er that really made any difference. )

If the separation from CIA were to involve relocating the main
analytical staffs downtown, or at least someplace close in an effort
to bridge the geographic gap between the analytic bureaucracy and
policy community, the idea would have more than cosmetic signifi-
cance and I would endorse it more decisively. But it would also
evoke all of the long-standing debates about politicization of intelli-
gence and the debates between those who fear politicization and
those who seek closer association with the policy world as the only
way to improve the relevance and utility of intelligence. On bal-
ance, I side with the latter group, although moving in that direc-
tion risks bloody controversies. ,

I have a few comments about the bill’s proposal for an office of
warning and crisis support. I think it may be a good idea, but we
should remember that the main resources for warning lie in the ex-
pertise of specialists. Every intelligence analyst is responsible for
warning. New technologies and procedures introduced over time
have reduced the barriers to quick communication of warning re-
ports to top levels of government. '

There is a value in having non-specialists involved and in second
guessing these experts. This has been done in various forms over
time. For example, the Strategic Warning Staff in the Pentagon,
the National Intelligence Officer for Warning, or the Crisis Man-
agement Center in the NSC Staff.
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A new office of this sort probably makes sense, as long as other
such units are folded into it. I think more than one central staff of
this kind is likely to confuse the issue more than clarify it. .

In the interest of time, I will end my remarks here except for
one thing that occurred to me in the course of your remarks, Mr.
Chairman, and those of Hal Ford. And that is in the context of the
assumption that our overall resources are going to be reduced, and
that there will be a slimming down of the analytical bureaucracy. I
am a little bit worried about the prospect of breaking up the old
Directorate of Intelligence, putting some of it under the new
Deputy DNI, leaving some of it at CIA. I have a feeling—not com-
pletely thought through—that in leaner times, we might want to .
be careful about splitting up a critical mass of the sort that we
have had in the CIA’s Directorate of Intelligence, and we might
want to either move the vast bulk of the assets more thoroughly to
the new Deputy or to consider at least the problems of reducing
what is available at that level. : o

Chairman BoreN. I appreciate your comments very much.

" Let me go back first to Dr. Ford and ask—you said you didn’t
_agree with the fears that Mort Abramowitz and others expressed
that setting up the analytical section separately, more or less
bringing it together in one place, would necessarily lead to less
competitive analysis. And you talked about the need, with what- -
~ever structure we have, to take steps to assure more competitive
analysis which we certainly take to heart. That has been a major
concern of this Committee. Fow would you answer the criticisms of
Ambassador Abramowitz? I am sure he would say to you how are
you going to assure that there will be more competitiveness analy-
- sis if you have so much of this drawn together under one roof or in
one center. ’ -

Mr. Forp. It is hard for me to argue against Mort Abramowitz,
an old friend and expert, and one whose views I have always re-
spected. Nonetheless, it seems to me that their position assumes
. that to date there has been a lot of genuine competitive analysis
within the Community. I think in practice that’s an overstatement.
That generally a strong Director of CIA and/or a strong head of -
the estimates business or a strong NIO often can get his way and
sort of bull something through with a minimum of competitive
voices. And as we've learned in the past—in fact, Mort himself was
talked out of a dissenting voice on a key estimate that went wrong
some years ago concerning Iran. I think there would have to be a
number of special steps taken if there were a new, one large world
class office to ensure that much more meaningful competitive anal-
ysis takes place within that. The fact that all the analysts are in
one large office doesn’t mean that they all necessarily think alike.
There should be much more opportunity than has ever existed for
outside chance estimates to come to the fore. .

There has been a tendency in CIA for views that are unpopular
or held by a minority of analysts to get sat upon by supervisors up
and down the line, so that perhaps the Director is never aware of
that, or the Director himself sits on those views. That cannot be. In
finished product going to consumers, whether there is a major reor-
ganization of analysis or not, there must be far clearer indication
of what the range of opinion is, where who differs and why. And if
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there is a difference, not only what the difference is, but why they
have come to that difference. And even perhaps explaining in an
annex what the differences in the care given to this or that par-
ticular evidence, or the particular analytic procedures that have
brought people to different views. ’

That should apply especially in cases where there is an outside
chance that the analysis or the estimate might be wrong. In other
words, an estimate or an analysis should never simply stop saying
we believe that this is the most likely thing. That was one of the
major difficulties in one of the worst cases in the history, and that
was the Cuban missile crisis, when shortly before it the old Office
of National Estimates said we don’t think Khrushchev is going to
put nuclear weapons in there. It wouldn’t fit with previous Soviet
practice. It wouldn’t make sense for the Soviets to do so. Bracket, it
wouldn’t make sense to whom, bracket. And if Khrushchev ‘does
put such weapons in there it would be a mistake, period. '

Well, it was a mistake for Khrushchev, but it was an awfully
near thing. What that paper should have said in addition was, the
evidence is pretty thin and ambiguous. It’s our best judgment
that—but in the event that we are wrong, here then are some con-
tingent circumstances and contingent things that the policymakers
shou}lld be aware of. The so-what for U.S. interests of this kind and
another.

Another is in the Iran thing where no estimate ever came out.
But had the NIE come out, whatever judgment it made about the
Shah, and probably the prevailing judgment at the time would
have been, well, he’ll probably survive as he has before. That esti-
mate should have gone on to say, in the event that he doesn’t and
in the event we are wrong, these would be the consequences for oil,
for the U.S.’s prestige, for the role of the Soviets so on and so.

Now this kind of thing in my view should be present in just
about any case. Now, in addition, that means competitive analysis
and the airing of outside or minority views rather than simply sit-
ting upon them.

In addition, as I said a moment ago, there should be far more
competitive analysis from the outside. Now, the most noted case
was the celebrated A Team-B Team thing of 15 years or so ago.
There were three such competitive analysis teams involved at that
time. Two of them were on highly classified technical questions and
they worked quite well to the benefit of all. The difficulty arose in
third endeavor, concerning Soviet intentions, where it got out into
the public light and worked a disadvantage, even though the views
of the critics over the.long term were shown to have been useful
and correct. There should be much more of that sort of thing,
either direct—give an outside group exactly the same problem as
the Community, or whatever. There should be far more use of con- -
- sultants or people on part time assignments. There is some now
and there has been some over the years, but it is pretty much hit
or miss. I think that there are various means in which a DNI
seized with the necessity for competitive analysis would be able to
ensure that analysis would not suffer because the analysts are all
one big group, but would be better than what we have had to date.
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Chairman Boren. Have you followed what Mr. Gates has pro-
posed so far in terms of trying to move toward the majority-minori-
ty sort of approach on analysis? '

Mr. Forp. I'm not really aware of just what those proposals are,
Mr. Chairman. I am aware of the CIA statements that have been
made about the skewing of intelligence and the outfit that looked
into that, and I am -also aware of their intentions with respect to
creating a more open visage by making more past classified docu-
ments available. But I do not know what the intent is on competi-
tive analysis. I think what I see thus far, they are all moving in
the right direction. I guess my only concern would be, is it enough.

Chairman BoreN. How far?

Mr. Forp. How far.

Chairman BoreN. Let me ask both of you to comment on this.
This also came up in the discussion with an earlier panel, I believe
maybe Ambassador Abramowitz and Admiral Inman as well. They
were talking about the fact that many people also hesitate to come
into a process that is, in essence, CIA controlled or viewed to be
CIA controlled, because of the amount of polygraphing and that
sort of thing that also goes on. Particularly people from the aca-
demic community might not wish to be involved in that. They
. might be mainly dealing with open sources. We won’t get into the --

“basic argument about whether a polygraph should be used now or
should not be used or how it should be used or whatever. But just
basically there could well be some people who might have very
high expertise that would not want to go through all the proce-
* dures now in place for someone to work with the CIA, and yet they
could be a very valuable part of the analytical process.

Do you think we should devise a system where we have greater
flexibility in bringing people in who would not want to go through
that system. And in your own experience, do we have that kind of
flexibility today to bring people in on that basis? I suppose we can
do it by contracting with an academic to do a study. I don’t suppose
they would have to go through the same kind of checks. Do you
think we should allow people to actually be brought into a center
to work with us for three, four, six months or a year without
having to go through all of those procedures?

Mr. Forp. I think we have both spoken to the question that there
has been a certain stigma about working for CIA on the part of
some outside experts. Your particular question about polygraphing
and so on, I think especially on a lot of questions in the future that
we both mentioned, will be more open in which open information
plays a larger part, that a number of people from the outside could
be very usefully used either on a one shot or for in-house for a year
or two, something like that, where they are working on questions,
where there is nothing—no information higher, say, than secret,
most of it is open—and where in may view a polygraph would not
be necessary and therefore would not scare them off. _ _

If, however, they were working on questions where you get into
compartmented things which could be quite sensitive, including
questions other than clandestine operations or espionage, I person-
ally would opt to stick with the polygraphing. It's not a pleasant
experience. But I think it has been a better thing where it has
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been in existence, than in certain places abroad where it has not
been in existence.

I don’t know if Dick agrees with me or not.

Chairman BoreN. Dr. Betts.

Mr. Berrs. There ought to be as much flexibility as possible in
bringing people in and using whatever unclassified expertise they
have, if they don’t want to get involved more deeply or if it is not
necessary. If the problem, though, is the stigma that is associate
with CIA, I am not sure how much it will take to overcome that,
assuming that you need to. If you reorganize things so that you are
talking about a Deputy DNI for Estimates instead of CIA, I ‘am not
sure that would do the trick. The problem is probably in most cases
a distaste for the idea of intelligence in general or for anything as-
sociated with intelligence. : '

If you really wanted to deal with that problem, probably the best
thing to do would be to set up an office in the State Department
which could serve as a center for utilizing people in a way which
would seem to be more innocent. But anything that contributes
flexibility to the Community’s ability to exploit outside people on
an ad hoc basis should be a good thing. But that is hard for any
bureaucracy to do as long as you are dealing with classified infor-
mation around any of the edges of what would be under discussion.

Mr. Forp. We should recall that back in World War II when OSS
setup its very high class world class think tank, its analytic and
research arm, it is my understanding that they first sat in the Li-
brary of Congress. :

Chairman BoreN. Dr. Betts, you commented on physically
moving at least a part of the analytical function. There is obviously
discussion in looking at this matter as to whether or not we should
physically move part of the analytical process actually out of Lang-

. ley, whether it is downtown closer to the policymaker physically
and perhaps more relevant, physically separated from the CIA
Headquarters facility showing some greater detachment, I suppose,
or less absolute dominance by one agency over the process. I wasn’t
sure if you camp out for or against the idea of doing/that.

Mr. Berrs. I'm for it in principle, although you have a lot of
people who will object in principle. I would also imagine that there
are practical problems, but I won’t address those. It is better to
have more interaction and easier interaction—you’ll have more if
it is easier—between the analysis and people in the departments or
higher level officials. And even if you have extra buses running
more often back and forth to Langf('ey, that physical distance is a
big inhibitor. :

On the other hand, you have a lot of people who believe as a
matter of principle that that distance is important in order to pre-
serve the integrity of the analysts. That is a long standing debate.
In fact, I think only in recent years have many people challenged
that traditional wisdom about the need to keep the separation. But
I would be for it, that is for moving them.

Chairman BoRreN. And in a sense, from the question of the point
of view of CIA domination of the process, if it were some place
other than at the CIA Headquarters at Langley, that at least gives
the perception, and maybe also the fact, that there would be less
dominance if we are talking about really making it more inter-dis-
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ciplinary in terms of the elements of government as well as outsid-
ers being brought into it. ' ,

Mr. Forp. For those who would object to the idea of moving anal-
ysis downtown because “it would be too close to policymakers,” we .
‘should remind them that from the start of CIA until 1961, I think
it was when they moved out to Langley, that all of CIA plus CIA
analysis was downtown. In fact right across the street from the
State Department. And it was far easier to have a drink together,
have coffee together, have lunch together, go drop in on your col-
leagues and say, you know, help me on this, or.back and forth. And
even though there are buses running back and forth now, it's a
world apart and I personally think it was a mistake ever to have
moved CIA out to that Langley campus anyway. -

Chairman BoreN. Well, there are a number of Cabinet members
that have made statements to the fact that they never read Nation-
al Estimates, never bothered to read any of them in the whole time
of service on the Cabinet. We are probably in danger of having too
much of a distance between those that are customers. Not that we
want to tell them what they want to hear, but we at least want to
be relevant to the questions and concerns they have and make sure
t}ﬁat they know there is a relevant body of information there for
them. - : ,

_ Mr. Forp. There is a whole world we have not spoken about—

well, Dick has spoken to it very well today, and that is of the rela- -
tionships between producers and consumers, and including good in-
telligence that policymakers see but don’t happen to agree with, or
find it uncongenial. Good intelligence, for example, on the progress
or the lack of progress in the Vietnam War, but that is not what
President Johnson wanted to hear, and so on and so on. Or there is
a problem that senior policymakers are too busy. The very people
at whom estimates and high class analysis are aimed are the
people who have the least time and effort to absorb this. Therefore,
it is always a matter of their staffs or their particular filters—who
it is that sits outside the great person’s office and so on. And the
answer is simply always, I think, on the matter of individuals’ per-
sonalities: both who heads U.S. intelligence and who is this and
that, and the more bringing together, the better.

But even in cases where perhaps the top people don’t see some of
the intelligence, their staffs do and down the line. But I think the
Agency has been especially good in recent years on that score, in
the last decade or so, in what they call the President’s Daily Brief,
in which a senior person takes these key items everyday to the top
policymakers—and it is not just a messenger boy, either, but it’s a
senior analytic officer, who, if there is a question or a comment or
whatever, is able to deal with it or to report back to the DCI, there
is this or that question to be involved. So that kind of thing should
remain, and I would think that perhaps there could be a broaden-
ing of that so you could hit people who don’t now see not just NIEs,
but other kinds of top analytical products.

Mr. BErts. I agree. :

Chairman BOREN. Let us assume that we are not successful in
moving the reorganization plan all the way in the direction that it
was originally introduced in terms of separating analysis out from
the CIA completely as has been suggested here under a Director of
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National Intelligence. If we end up with continuing to have the DI -
still be a part of the CIA as some of our witnesses have suggested
that it should. Admiral Inman, as I think back to the testimony,
was the one who said, well, the DI should still be part of the CIA.
But he argued that we should think about the creation of some-
thing like the National Board of Estimates again. I believe he or
some of the witnesses said, yes it should be housed separately, not
headquartered at Langley, perhaps housed downtown near the pol-
icymakers, but separate and apart from Langley and CIA Head-
quarters. You would have some, to use the military analogy, purple
suit people as opposed to just CIA people, some distinguished out-
side scholars and others who would not even be normal employees
of the government that would come in to serve a stint partially de-
termined by the areas of expertise you need in a particular period
of time. People come in and out on an ad hoc basis, still maybe
State Department employees, so to speak, not fully putting on the
purple suit but coming in and out on specific issues of concern.
Coming over from Commerce, not being detailed full time to the
center, but some would be detailed full time and put on the purple
suit. Some would come from outside maybe as fellows of the center
for a year or something like that, out of academia, and some tem-
porarily detailed or just coming over to present their department’s
or agency’s point of view to the Board of Estimates or whatever we
called it. How would you react to a suggestion like that in terms of
the organizational structure? Would that help us do what both of
- you had said is advisable, that is have enough flexibility to bring
people in and out, get the best expertise because we are going to
have such a changing world situation?

Mr. Berrs. I think it would probably be a good idea as long as it
didn’t become a new highly bureaucratized institution in itself,
which some people criticized the old one for becoming. Also, my im-
pression is that it came to be identified heavily with CIA ‘even
though it was in principle a Community organ. I am not sure how
much of a problem that is. But there might be tendencies in that
direction that it would take a lot of imagination to keep from hap-
pening over time as organizations evolve. Finally, it would be im-
portant, too, that it not be chartered as having a primary purpose
of focusing intently on regular scheduled annual estimates. '

Chairman BoreN. Ad hoc things as they arise.

Mr. Berts. Right.

Chairman BoreN. If you need to know about what is going to
happen to the Shah of Iran, you put those people to work on it, and
draw people in to deal with it or whatever.

Dr. Ford, any thoughts about how that might work?

Mr. Forp. Yes, your question speaks to one of my favorite sub-
jects. I will try to be brief.

I've been a member both of the old system—that is, the National
Estimates one, and its successor, the National Intelligence Council,
and I think that there are strengths and weaknesses in both. I
think that the present one could be strengthened in various ways.
The strength of the old system was that at least in the initial years
they were able to get some of the most prestigious and the best pro-
fessors in the country, some of the best and most distinguished re-
cently retired ambassadors and generals, for their senior group, so
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that they commanded ideally and justifiably a lot of respect. They
were also known commodities to the then policymakers, not only in
a formal sense, but they moved in the same circles in cocktail par-
ties, Georgetown, and so on. The staffs that the Office of National
Estimate recruited in their initial years was outstanding, and a
number of its people went on to very senior jobs in government
and national life. Also, that staff did almost all of the drafting, so
- that the drafting of estimates was much better and higher quality
than it has been in recent years. Those were the strengths. :

The weaknesses were that over a period of time, the vigor de-
clined, the people got cut off from policymakers, they got shut off
out in Langley. Their prevailing philosophy was, be careful, don’t
go downtown because you’ll become a policymaker and therefore
you'll lose your credibility. And the ‘general quality of staff and
Board declined, so much so that there were a lot of questions raised
for some years, and finally Schlesinger and Colby brought in the
new system of National Intelligence Officers, the principal purpose
of which was that individual officers would be a vice president in
charge of this and that substantive question in the world. So they
would be reigning experts, maybe the best in the Community, on
the USSR, on this and that, rather than simply generalists. ’

Also, their governing philosophy was to do the opposite from the
old Office of National Estimate: that is, not get cut off, but go
downtown and mix it up, and bring back the relevance and what
policymaker wants and so on. And you cando that without getting
corrupted. My experience in both camps has been that, by and
large, that has occurred and you can, quote, “go downtown,” or
those people can, the NIOs, without getting corrupted, paren, with
a few notable exceptions, paren.

Chairman BogrgN. Yes.

Mr. Forp. But overall, the stature, the repute in which the mem-
bers and the officer are held, the quality of the NIOs and the qual-
ity of the staff are not what they were when it was—there are a lot -
of fine people there, some excellent people, but it tends to be sort of
just another job. : :

Now, I think, A, that it should be moved back downtown, clearly
brought out from under CIA, and every effort made over a period
of time to attract the kind of talent that has obtained in the past.
But, B, to keep these people as NIOs and to keep them and make
sure that each of them is active with their opposite, policymaking
numbers. At the same time create, more of a staff than they have
now, so that more in-house drafting can be done.

Chairman BoreNn. Because the NIOs really don’t have many
troops themselves.

Mr. Forp. Yes, they can’t do it themselves, and they have to go
scrounge drafting, and the worst thing is if you get a draft after X
days or weeks have gone by and it’s not very good, it just screws up
everything. How do you fix it? And so therefore some offices within
the KNACK are repair shops. Well, you shouldn’t have to do that.

. Chairman Bogren. So if you had something sort of like the Board
of Estimates, you still have your NIOs assigned to it, is that the
way you—-— ,
Mr. Forp. I'm sorry, I couldn’t hear you, sir.
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Chairman BogreN. If you had a Board of Estimates again, would
you have the NIOs assigned to it?

Mr. Forp. Yes, I would. '

Chairman BoreN. With beefed up staff capability.

Mr. Forp. And they would remain NIOs, they would remain ex-
perts, and they would remain in touch with their opposite num-
bers. But there should be a few what are called NIOs at Large, or
generalists. :

Chairman Boren. Exactly. :

Mr. Forp. I was one at one time, and it was debatable whether I
was a renaissance man or just in charge of this and that turkey
project that came along. But there should be ways for more collec-
tive responsibility and more panels within the NIC than exists
now, because too much authority rests with a given NIO.

Chairman Boren. Things that start out well often become calci-
fied and less innovative and so on. There’s probably some virtue, .
although we don’t want to get into the position of reorganizing for
the sake of reorganizing.

Mr. Forbp. No.

Chairman BoreN. But there is probably some virtue from time to
time, especially in this area, of creating a center where you bring,
in theory, the best and brightest and best assets of the country to-
gether, knowing that maybe ten years down the road, that institu-
tion itself may become one that needs to be shaken up again, and
not allowed to become too comfortable and bureaucratic. :

Mr. Forp. But again, as in all these endeavors, the answer is in
the quality of the people.

Chairman BorgN. Oh, absolutely.

Mr. Forp. And they could be organized in almost any way, and if
you get the top kinds of people in the country, and you get a na-
tional regard and respect for them in the country and among the -
policymakers, you're going to have a much better intelligence
system—and I think of all the alternatives, something like your
bill proposes would be the best, rather than just sort of tinkering
with what we’ve got. :

Chairman BoOREN. Let me ask one last question. I apologize, I
have to leave as well, and we’ve held you here a long time. We
may have some additional questions that we will want you to think
a}?out and get back to us with your advice and thoughts about
them. . i '
~ We haven’t begun our budget cycles yet. We're just starting our
budget analysis so no one should read anything in to this. But sup-
pose you pull it out of the air that we're going to do with 25% less
moriey than we are now in terms of our analytical capability, but
we want to make it better if we possibly can. Faced with the choice
and suppose you had no impediment to that in terms of ten year
rules, employment rules and policy and the rest of it, would you
opt to have fewer, more senior and highly paid analysts or would
you opt to have a larger number of analysts? »

Mr. Berts. I would do both. An idea which is not original with
me—I have heard William Colby mention it—is the possibility of
having people involved on a sort of reserve commission basis, for
third order intelligence priorities which may some day be impor-
tant even if they are not usually important—like Afghanistan
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before and after 1978-79. These people would work on a part time
basis. But if you have to make a decision between full time employ-
ment of large numbers of analysts or fewer of higher quality, I
would tilt in the latter direction. :

Mr. Forp. I would also.-

Chairman BoreN. To the fewer, higher quality.

Mr. Forp. Yes. : : ,
Chairman BoreN. Well, again, I thank you both very much. We
hope to begin to sort of come togethzr and focus within the next 30
to 60 days on the directions we hope to take. We, of course, have
asked the Executive branch to respond to our proposals. They have
a number of in-house studies under way. We want to give them
time to hear the results of those studies before we ask them to
come before us. Hopefully, our own proposals have stimulated
bolder thinking on the part of those in-house studies. That certain-
ly is one of our aims and objectives as well. | know members of our
staff have an opportunity to visit with both of you from time to
time, and so do Members from time to time. We may well be back
to you with bouncing ideas off you as they evolve and are modified
to see how you react to these proposals as we go through the proc-

ess. :
When we talk about bringing the best to bear, the best judg-
ments to bear, we certainly include both of you in that category,
and we appreciate very, very much that you are willing to share
your time, your expertise and your perspective with us as we grap-
ple with these problems. .

It’s a great opportunity, I think. I was talking with someone at
the Agency recently and they said, well, there are almost long
‘faces in some quarters about the fact that we have to make
changes, and times are changing. We're going to have to adapt this
system to fit the changing times and also the resources available
and so on. I think we should really view this as a very exciting op-
portunity and period of time, the same kind of excitement that
people felt obviously that were present at the creation of the cur-
rent Community as it evolved in the very early stages. We have an
opportunity here to do things that will be very, very helpful in
terms of informing our policymakers and in terms of improving the
quality of intelligence and analysis. I think it should be viewed as a
period of excitement and real challenge and not a period that we
should dread. This doesn’t mean we are going to tear up everything
that is there, unlearn the lessons we have learned, not utilize the
great amount of expertise that we already have on board and in-
house. I think it is a task that is one that I certainly think is a
great challenge. I am glad there have been these changes in the
world that for the most part have been immensely positive that
give us an opportunity to take on this task. And we appreciate very
much your participation in it.

Mr. Berrts. Thank you. :

[Thereupon, at 4:08 p.m., the hearing was recessed.]
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