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WasHINGTON, D.G. 205H0¥

November 7, 1973

The Honorable Robert D. Murphy, Chairman

Commission on the Qrganization of the Government
for the Conduct of Foreign Policy

2025 M Strest, N.W,

Washington, D.C, 20506

Dear Ambassador Murphy:

‘In response to- vour letter of October 15 1 have de-
veloped the attached statement which provides an overall
response to the matters you suggested.for coverage in my
presentation to the Commission in November. | developed
this in "unclassified form, as | believed it the mast useful
vehicle to stimulate future questions and thoughts by the
Comimission members in the actual hearing. | am certainly
prepared to go into classified matters during the hearing

. itself, or in any follow-up studies of mare detail which might

be needed as you proceed toward your final report.

" Sincerely,

W7 Z-/07 3

Executiva Reglatry
L. &

Authority M2/Q023 070

._@E. NARA Date__L?_/r/B
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ETATEMENT BY THE DIRECTOR CF CENTRAL INTELLIGENCE

First, let me confirm vour assumption about what the
national intelligence program is. Our intelligence procass
includes the collectlon and analysis of information in or-
der to produce what we call "finished intelligence." We
e overt, covert, technlical, human, passive, and active
¢ollectors. The information collected is then "processed”--
that is, it ls recorded, compared with other information,
and subjected to the appropriate techniques of scientific
exanination such as photographic interpretation, electronic
spalysis, and decryption. This “"processing” of information
is followed by what we call the “production™ of "£inished®
intelligence -~ in the form of reports, studies, and estinates
which reflect the highest iptellectual evaluation which
wa ean bring to hear upon all the bits and pleces of fact
and dmpresgion at our disposal. The entire intelligence
process which I have desoribed relates to foreign intelli-
gente and counterintelligence, although a number of staps
in the pxocess obvliously have to take place in the United
States. In addition to collection, processing, and produc-
tion, from time to time CIA also conducts other activities
related to intelligence affecting the mational security, as
divected by the National Security Council.

The current organization of the Intelligence Community
is reflacted in the President's directive of 5 Novenbey
1871, It called for the following:

~= %hat the Dixector of Centrel Intelligence (DCI}
pravide leadership to all forelgn intelligencs
aotivities of the United States Government.

== That there be established a National Security
Councll Intalligence Committee (NSCIC).* The
purpose of the NSCIC is to give dirvection and
guéidance on national substantive intelligence

SHembers gre: The Asaistant to ths President for
Egtional Seourilty Affeirve (Chatrman), the Under Sacra-
Yary of State, the Deputy Seeretary of Defense, the
Chalrman of the Joint Chiefs of Itaff, and the DCI.

Approved For Release 2003/02/27 ;: CIA-RDP86B00269R000600030024-6




[P ——

““ Approved FasRelease 2003/02/27 : CIA-RDP86B00259R000600030024-6

nande and to provide for the q&atinuiﬁg evalua-
tion of {ntelligence products from the visw-
point of the intelligence consumer.,

~=~ That the Inteliigence Resources Advisory Committes
ba formad.* 7This Commitine ig adivisoxy
ta the DCY in his reneagenent role, It helpa hin
Ssvelop the annual Natienal Forelign Intelliqgance
Frogram Sudget Raecormendations whioch ayy sent
3; the I to the Fresidant--Apcomemndations
Leh may concern any of the foreiyn intelligenae
eapandlitures of the United States Governsment.

~= That the United Statoy Intelligsnce Roards {unin) e
be xsconstituted to include a raprosentative
of the Eseretary of the Treasury, and that it
eontinue to adviss and assist the oCt in his sub-
stantive leadership role wieh roapect to the Yn-
ligance Community,

Mok addrassed by that direetive hut centinuing to operate
is the so-called Forty Cormittec,she Yhis body pravides policy
galdance on activitien related to intslligonce affecting tha
national sacurity, as directed by the Katicnal Bevcurity Counoil.

TWonbaTe are: the DCY (Chairuan), and one senfoy repye-
eendative eaoh from the Departpent of lafense, the Dapayt-
g;:t of State, the Offioe of Hamagemant and Pulget, and

E

emdery are: Ths DCT {Chatrman); the PBOY; the Pireotor
of ke Burwan of Intellfgenss and Rescareh, fFtate lapariment;
tie Dirsotor of she Eational Sesurity dgancy (RSA); bhe
Hiveator of tha Defense Intellfgenas Agenay (DI4);: rapre-
asntatives of the Ssaretary of the Preqvury, itie Pedaral
Bureay of Investigation, and tha Atowte Energy Commfosion.

Adduswbery are: The Aseiwtant $0 the Preaident for Nadional
Besuridy Affaive (Chalman}, the tndes Searetary of State for
Politioal Affatrs, tie Daputy Jeeratary of Jefense, vhe
Chalrman of the Fofni Chiefs of Ssaff, and the DOI.

oy o )
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In his letter to me of 15 October, Chairman Murphy out-
lined o number of apecific subjects which he wished me to ad~
dress In wy statement and in follow-up studies of the Commis~
aion. I have generally keyed the following remarks to the
mitbered sections of that letter.

{1) Authority

The Bational Security Act of 1947, certain additionml
loglslation, and the National Security Councll Directives
provided for in law are the authorities under which the
national Intelligence program operates. The lsgislation
is ourrently belng re-evaluated by the Congress, and it
nay be that some modifications will be made, To the extant
that 2 changes further limlit the national intelligence
activities in wiich the DCI is interested to the fleld of
foreign intelligence, and to the axtent that they reguire
the Teporting of foreign intelligence activities on a
regular basis to certaln merbers of the Congress, I wounld
weloome them, The public should be as free as possible
fzom concern about the operations of our national foreign
intelligence program.

The National Security Council pirectives which I men-—
tioned are currently under svaluation to detarmine whaether
an unclagsified version can be written. This would help to
elirninate any possible misunderstanding about the existance of
& "secxet charter" for CYA or the Intelligence Compunity. At
the sams time, some claszifisd directives will he necessary
to spescificaily Lmplement the unclassified quidance of the
open directivesn. : “

Z 4o not viaw subordination to the NSC as different
from subordination to the President. The NSC historically
has played different roles in foreign policy and national
pecurity affalrs under different Presidentas. But no Presi-
fent in recent times has been willing to function without
avoess %0 good intelligence —- whether by direct contact
with appropriate agencies or through the HSC aystem.

The remponslbilities of some of the agencies of the
Intelligence Community to produce both "departmental®
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and *national” intelligenca are not in conflict. In fact,
they ars matually supporting. *he silitary sarvicoss, for
famtancs, have intelilcence army whiod provida the tactical
intelligence necessary to support the oparational forces.
They also contribute information and analysie to those in
she Comminity who work on "national™ leve]l problems. 2
study im now uwnderway to detarmine howv thase programs can
betrar support aach cther for hoth audbrtantive benefit

and poasible resource savings.

The DCI's reaponsibility %o "protmct intellidenca
spurces and methods from unauthorized Jdisclosure” is
basically a reasponsibility withomt antherity. I do not
viav it as giving any anthority beyond the right to call
the attention of the appropriate prosécoting authority
to any cases of unavthorired disclozure. In this regard
1 confess grsat concern et the ahsonce of any offgetive
statuten to prevent or punish the wnauthoriazed disclosurs
of sansitive intelligence mattera, It was only by alwvil
agtion baged upon his pre-evployment mecracy agracmant
that an ex-ewployes was prevantad frok revealing a number
of dalicate matters 1in a bhook which he had vrittan. (U.8.

%%iﬁﬂzggﬁﬁéﬁéj 466 7. 24 1308, 1216}, Thim decision I&

Aside from this particular woakrmss of the sgatutesz, X
geo ne peand Yor particalar new authority to carey out an
affective intelligence program. The “servicss of common cot-
coarn™ mandate In the currunt lmv ia adeguate, theugh of courss:
theve are alvays winor negotiations batwcan ageneies about thae
kind and quality of sexvice to bhe performad,

You have asked wvhethnr ssetion 102 (4} (8) of the Ha-
tional Bacurity Act, which providez that the CIA shall pax-
form such otheyr functions and daties related to istelligence
affegting the national security as the N8C may frem timm to
tinwe dirsct, ia too brosd and Span-ended., Thig is ocurvently
belng considsred in Congresa. I would offer that this pro-
vision has been uced only when spscifically directed by the
8¢ wmder Prasidontial auvghority, that every President
singe 1947 has uned 1&, and that the shape of the world
today means & require its uwse much losz often than in the
sors oriticsl of the cold war years, I 4o not balisve thet
thin'wgfpon sheuld he lightly ddzoarded from our pational
sreanal.

Ssoition 102 (e} of the 1547 Ack, which glves the CIR the
right %o sae the forelgn intelilligence of all of tFs departments

o
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and agoncles, iz a key factor in melding a group of intelli-
gence agencies into a community. Witheut that right, thexe
gould be no single source of intelligence advice which ae-
counted for the variety of available facts, and the policy-
naker would be buried a confusion of uncorrslatad reports
and analyseg about major problems and events.

{2} Requiremonts

The principal customer of our national intelligenom pro-

gram Is, of eourse, the President. But his key advisors

and officers need also to be informed (i.e., the Assistant
to the President for Natiopal Security Affairs, the Secrs-
tarias of gtate, Defense, Treasury, and so on), Their re-
guirements are a complilation both of their azpressed needs
and of the Intelligence Community's juligment about what

thay might nesd.

Thare are a varlaty of technigues for rafining such re—
guirenents. The USIE and the DCT have established and con-—
tinually review a formal list of relatively constant major
requivements, Crisis requirements are generally eonveysd
o the prog&:-aetion 2xrm of the Community as 2 resilt of my
participation in the Washington Special Action Group (WSAG)
which meets regularly and keeps me informad of activities
wvhich might benefit from intelligence support,

In non~crisis situations, reguirenents for information
gome €0 the Intelligence Community in a wide variety of sffac-
tlve but not necessarily orderly ways. On a daily basis,
policy-oriented analysts are in contact with intelligence
enalystn znd make theiy needs known in that context, Through
the regqulrsments staffs of each intslligence agency, collec~
tion components c¢an he tasked., Yormal regquests for spacific
facts ot analyses also come by letter or telephone from UBIB
principals, Cabinet members, and the N5C/Hational Security Ad-
viaor level. Policymaker feedback to the Intelligenca Com-
mmity on intelligence problems bLelow the first level of
priority, or in non-crisis situations, generally does not
give a clear enough signal about how ruch collection and
anaiytical effort the Intelligence Community sheuld supend
:n # apacific subject. The Community tasks itself when this
s the casa, ’

-s”
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{3y {12} Performance and Resources, Budgets

The DY has no authority to determine the bwiget and man-
ptway neads of the various agenciag In the Intelligenca Conm-
munity. Xagh component goes through an independent program
and budget davelopment process {(in the case of State and DOD
intelligence programg there are department-wide cuidances and
constraints which mpply apart from intelligence considerations).
Rach componsnt has an independant revisw by the OMB. Rach
oouponant receives from the Congress an appropriation which
is wnder its full control. 7The program proposed by each com-
penent to the Congress is reviewed, hewever, by the Intelli-
gonee Ctomunity (IC) Staff of the PCI. From IC staff sugges-
tiona, IRAC deliberationa, and USIB requiremants, the NEI
!mzti&tﬁ his National Poreign Intelligence Program Budget
rogommendntions for the President.,

The major resource preblem facing the Community {s
infiation; firat in manpower costs, but in all other aspects
of our profession as well. The problem can be atated in this
2 v

=, assuming level manpower, leval program
sins, and continued Inflation, the resources for
intelligence wonld have te increass by nsarly 25
pareant by 1378, Thia alternative wvould be unac-
con a to the Conareus,

B assuning level dollars, a level program,
and Inflation offset by menpower reductions, a
480 percent cut in manpower would be reguired by

. the Community could not take such a cut
and continue to meet lts chligations.

2. assuning level dollars, lavel manpover,
and continued Inflation, thare would have to he a
dragtic mnd unacceptable cut in our investment in
tachnioal aystams for the Juture and in procurament,

The solufion to the dilerma posad sbove lies in the
 hanés of the President and the Congress. We can help by

- ff
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reducing our breadth of coverage -- by keying on the most im-
portant issues and cutting activitias and area coveragas which
do not contribute directly to the resmelution of the highest
priority problems. It is the job of the DCI to advise the
government as to what constitutes a sufficiency of resourcas ——
in dollar terms, in terms of the smystens the dellars will
aupgﬁrt, and mogt importantly in tarmg of major substantive
naed,

{4} Evaluqtion

gvaluation of the performance of the Intelligence Com~
manity is a relatively untapped field, Yor years evalua-
tive efforts have bsen made within the Community itmelf,
but =3 T have suggested above, we have not had a etxrong
standard of pre-established user requirements against
which to measure curselves. As a consequence, measure~
mintx of effectiveness have usuelly been taken during or
foliowlng meme crisis which might or might not have been of
pzior concern to policymakers, Our reviews under auch
eizqunptances have been mixed., At the same time, on such
*oonpbants”® as SALT verification and MBFR support we would
got high marks,

% have asked my Intelligence Community Staff to con-
gentrate heavily on the development of a method to eval-
uate oux psirformance. I hope to establiah standards
an® to have regular reasurement of the effactiveness of all
aspacts of the profession underway within a year:

{5} oOthex ¥ntelligence Activitien

Porelgn counterintelligence activity is desigred to pro-
tect the 0,8, government and the private pector from penetra~
tion or manipulation by the intelligence zervices of other
aotmiries, It is cur defensivae arm, and in this reaspect
it ia an important adjunct to the conduct of foreign policy.

Inmianqrai, intelligence activities in support of opera-
tiona) military forces are subject to direction firem the
Joint Chiefs of Staff (JC8) and the Unified and Specified Com-
manders in the field, The information collected by these ac-
vivition §is of use mainly t¢ the forces in the field., It

‘?_
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updates their contingency planning for war and affscts thelr
state of regadiness., There is goms spin-off value to foreign
yalia{ intelligence needs from thase activities, hewaver. .
this is particularly true, for example, during negotia-
tions for peace, for detente, and in the MAFR context. Data
provided by aome basleally forge-related pystems bscones
part of a larger data base used by analysts who must furnish
backgrommé to nagotiators.

{6) Bpecisl Programs

The cryptologic programs of the various agencles are
soordinated by the National Secuxity Agency (MSA). Each of
the military mervice cryptologic agencies receives a budget
to support a program which 1t plans in response in two Bets
of guidances -- one essentially related to support of the

rational foress, and the othexr dezligned to satisfy "na-
ticnal® needs., The Director of NSA is responsible for tech-
nical direection and support to the serviee cryptologic
agancies, for the tagking of thomse agencies for national
level objectives, and for tha productiecn of cryptologic inm-
telligence in support of national security and foreign pol-~
iey cbiectives.

In general, other advanced technologlcal collection
prograns are nanagad jointly by the DCT and the Sscretary
of Dafense, Naturally there iz concern for hoth substan-
tive requirements and resource constraints.

gtudies are now underway to determine the degree to
which it iz possible for intelligence-related technical
collection syatems o0 support similar but non-intelligsnce
information needas elsewhare in the government. Ia the
past some systems, such as the U-2 aircoraft, have bean
used to support snowpack studies in the American west and
to photograph hurricane, earthqueke and flood damage for
national emergency relief and agonomic planning purposes.

{7} Heports and Estimates

Virtually all of the major guestions of concern to
American foreign policy today involve political, economia,

-G
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ndlitary and other factors. It Is essential for geod in-
telligence assessments to reflect this variety. In the
pagt, the ultimate analytical medium was the National In-
telligenca Estimate. In recent years there have been a
variety of other NS8C-inspired forms which also rsquired
the bgst analysis. In an affort to account for this change
and to make the intelligenca procass which I described
sarlier more responsive to policymakar information require-
ments, I have recantly establishad a new group of "Na-
tional Intalligence Officers" (NIOs) for specific subject
arans, Theilr job will be to enlist all elements of the
Intelligence Community in the developmant of the best pos-
sibhle assesements of the intslligence questions faeing the
governmant, T have instructed that Community reports and
eytimates he independent of policy pressure and objective
in tona and content. They will also incorporate ndnority
or adverss viewas when thase exist.

I do not believe that agenciss should handle ryesearch
and analysis entively apart from colléction and operations,
or in ignorance of the policy formulation and implementation
praocesa. JT¥ anything, the interdependence of polleymaking,
analysis, and collection should be increased so that ool-
Iection and analysis are focused more preclsely on userx
neads and profit more from user experlence. Forxelgn policy
znd nadional security concerns ariss in a dynamic environ-
ment ~—— one in which collectors and decisjonmakers are ac-
tive, To dlvoree analysis from this environment would re-
duce and slow its flow of information and minimize its
utility. At the same time, gontrol over the subastantive
gontent of analytical responsés to policy guestions should
rot he vested in the policymaker except with respaot to sub-
stantive requiremants and the timing and format of re-
sponges. Prom time to time analysts remind pelicynakexs
of this dlstinction.

{3y Emexging Needs

Any answer to this guestion mast, of course, be given
in classified testimony. It is olear, however, that the 4in-
telligence questions facing our nation in the 708 ars dif-
farent from those of the more extrema days of the Cold War.
Rew needs are ariging which require intelligence support

-G
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in the flalds of aconomion, nargotics, anl international ter-
TOrism,.  Thess pow needls ars reflectsd Ln the averall gt
anas healng devaloped for the Community,

(2] Qwezsight and Amcountabilier

e DCT is presponeibls in dotall to the smetherity of
four cuwpaittens of the Congress -~ ths twe Armad ferviconms
toamittess and the kwo Approprirtions Commitésasy -~ under
the roles established In sack Rouse. In addition, he pro-
vides regular substantive Lirlefings to a number of other
crmittean., In the Zxecutive Draneh, ha 15 zespopsibla for
substantive satters to the Hationml Security Couneil mnd
the Foamidont, and for budyet snd manageroot mattsrs to
TR apd the Prasidont. Ha ix responsiva to the substantive
reguirenents of the Secretaries of Ligate, Tofensc, and uthar
sg:feiu wizh forelgn inwsllicencs inturast, and the activi-
- of the Intelligence Comaunfity sre subfeot to thedr
svalanklon, 211 activitfszs in whiloh CIA and the rest of
the Intalligence Community ongags are subject to raview im
dntall by the Prosident’s Porelgm Intellizence Adyinory

L]

As the chalxman of the Asmad Services Committes sald
in 1%4% when he reported to the Zgnste the Central Intslii-
genos Ageney Aot

 Yauwas €1l parhaps be the only Gopsrames s
Raving o taw providing for sueh an aetiviey.
Clher governvents simply apprepriate a Heguiesd
s of maney, withaut any sudhority of lew, to
Randie the wakter theough vome govermment effi-
wlal, Ve are vpising the wiols law sxt...,Ps
are wot doing vhat od%er acuntrdas de. We are
threwing svery possible Jemonvadfo ezfaguerd
areund £+ ae ve go along.”

In testivony during my confirmation hearings, I Indi-
aatad that it is for the Congrasa to decide whether thare
shoald he leglelntive changss in the authorities over for-
sign Entelligence activities. It 4s a persistent dilemma
for the govermment to detarnine to what degroe the publis

~18-
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should be informed about intelligence activities. The pol-
icy of the Intelligence Community is to be as forthcoming
ag possible while protecting the baslo alementa of sgecrecy
which are necessary if we are to be effiactive.

{10) Controls

All intelligence operations stem from a variety of au-
thorities. The N8C's "Forty Committee" controls forelgn
operations., By Presldential letter the Ambassador has
overall authority over operationz in the country to which

he L2 posted. He is kept aware of oparational activity in
hiz evuntxy.

{11) Persomnel

Thers are no croga-Community personnel procedures over
which the DCI has control. The individual components of the
Community establish their own professional criteria. In
testimony at my confirmation hearings I included a report on
CIa's recruitment activity (see pages 185-186). While ina-
provements ¢sn be made, there are no speclal legislative
neads at this time,

In answer to the second part of your question, let me
may that I belleve that compartmentation is not a serious
regtraint upon the exchange of ideas within the Intelligence
Community. Usually "comperiments™ are used to protsct
aources and methods rather than facts themselves. Need-to-
know is the gulding factor in the protection of information.
Thoge who work on a problam at the highest level have ready
accaas to informatlion they need. They must only show that
the kind of information whiTh they seek isg key to their an—
alyais, and that thelr project will bhe used by a policymak-
ing lavel sufficiently high to warrant the inclusion of com-
pattmented intelligence.

{13) Overseas Establishment

Contyol and coordination of foreign intelligence actlwvi-~
ties overseas is not a serlous problem. The Ambassadoxr is
charged by the President to direct and coordinate the activi-
ties and oparations of all elements at his mission. He ac-
tivaly directs overt information collaction and reporting
aotivitles. Subjaect to his authority, the senior CIA

-11-
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rasantative in a forelgn rost is responzible for the
:;E ination of other foraiqn intallilgence activitios
are,

With very rars exception, closs dnd effective rslation-
ships exist hetwaeh al) mewbers of the country tean, If
there are prehiems whieh are particularly Jifficult te T~
wolva in #is1d, thoy are worked out in Washington. ‘The
gquestion of effectivensss in the flold is undsr congtant
ovaluation at the agency, Community, snd vaer level. Coord-
ination, hewever, is not s wajor problax with reapect to
the affeolitveness of foreign intelligence ackivitios.
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1strightion: : ‘ )

O & 2 - Addressee
1 - ASD(I)
1 - State/INR
1 - NsC

CIA. Disgtribution:

- DCI

- DDCI

- ER

- DDS&T

- DI

- DDO
DDM&S
D/DCI/IC .
PD/DCI/IC
D/MPRRG/IC
- IC Registry
MPRRG
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1
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1
1
1
1
1
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