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WASHINGTON, D.C.

THE NRO $TAFF March 7, 1969

MEMORANDUM FOR DR, FLAX

SUBJECT: BOB Study, ''Defense Intelligence Program Management"

| This document arrived in the mail with no covering communica-
| tion. I called Mr. Sorrels and learned that it was given to Mr.
Packard by Dr. James Schlesinger during a recent discussion. WMr.

Sorrels has nothing further on this item.
PAUL E. %ORTHMAN

Colonel, USAF

W
2
CONTROL NO

HANDLE VIA
BYEMAN —TOP-SECRET— .

CONTROL 3YSTEM EXCLUDED FROM AUTOMATIC REGRADING PAGE OF PAGES
pOD DIRECTIVE 5200.10 DOES NOT APPLY

Approved for Release: 2020/02/07 C05112055



I

t
y a8
LT bR

rRaaT

¥

R

o

13533 ﬁ.&.

“unm

C .LNT

DEFENS'E iNTELLlG‘”’ NCE PROGRAM
‘ ANAGEMENT

The purpose of this paper is to describe the problems of
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management in the intelligencé programs of the Départment of

Defense; current efforts to improve the system; and possible
additional actions which could be taken.

The National Context
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safficers.

Roughly«90 percent of the total resources in the United
States intelligence effort are under the direct review and

control of the Secretary of Defense and his designated staff

This program effort totals

and 1is

-

National Reconnaissance Program {NRP)

Devélopment, production and operation
of high performance aircraft and satel-
lite reconnaissance systems

Cconsolidated Cryptologic Program (CCP)

Development, deployment and operation
of facilities and forces to collect,
process and disseminate information
from foreign communications and other

" electronic signals

Consolidated Intelligence Program {(CIP)

Development, deployment and operation
of most of the intelligence forces of

-the miiitary services excluding those

deployed in organizations at the theater
level and below
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jivided into six major entities with 1969 budgets as follows:

FY 1969
($ in millions)
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.4, Manned Orbital Laboratory {(MOL)

%

Development of a very high resolution
manned reconnaissance satellite for
-the collection of technical intelligence

-5, 8R-71 Reconnaissance Aircraft

6. Supporting Research and Development Programs
In addition to these entities "tactical" military intelli-
gence programs to provide direct support to military forces

cost about $l bllllon per year.w

[ - - e -

For all cf the above act1v1tles, the Secretary of Defense

B S

T is'the focal point of dec131on—mak1ng. In the case of the NRP,

L& L ﬁ, & A

the Secretary has "...the ultimate responsibility,for the man-
égement and operation of the NRO and the NRP: ..."'aﬁd " ..the
final power to approve the NRP qugét:..." (Agreement for
- Reorganization of the NRP, August 1965.) In the case of the CCpP,
"The Secretary of Defense is designated as Executive Agent éf
the Government for the conaﬁct of COMINT (cormunications inée1~
ligence) and ELINT (electrcnics intelligence) activities ...
“and for thé méintenance and operation of the National Sécurity
Agency." (National Security Council_Intelligence Directive
‘No. 6, 1958.) In the case of the CIP and the other miscellaneous,
activities, the Secretéry is the final authority short of the

President for the management of the military departments. .
. ) |
Priorities of national intelligence objectives are actually
determined'more by the hard decisions in the Secretary of

Defense's program and budget review processes than by the United
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States'Intelligence Board (USiB)“which is”formally charged with

establishing intelligence requirements. This is because the

choices of allocatlng limited resources must be made by the

Secretary of Defense but do not have to be addressad by the

USIB.

Defense Intelligence Programming Systems

The NRP, CCP and CIP provide the dhly overall management

capability at the Departmentai;lével for Defense‘inteiligence

o DORMN R

.activities and they have made a valuable contribution. The -

. CCP and CIP are subject to a detailed review in the spring and

again in the budget review in the féll. The whole NRP budget
isvréviewed>once invthekfall by the National Reconnaissance
Office staff with informal DDR&E and BOB sﬁaff participation
and finally, in the budget process by thé Executive Committee
of the National Reconnaissance Progfam, made up of_the Deputy

Secretary of Defense (Chairman) and the Director of Centralz

. . ) |
Intelligence and the President's Science Advisor (voting members).

This Committee "advises" the Secrétafy of Defense and, in affect,
makes many of the decisions.
There are major inadeguacies with the present DOD review

and management operations. They are:

(a) the three program areas are reviewed on what is

essentially an independent and compartmentalized basis without

i

systematic comparison; I - o
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{b) the Secretary and the Deputy Secretary of Defense

do not have a centralized staff to assist them in making com-
parisons of competing intelligence objectives and alternative

program methods and cross-program review is done on a selec-

tive basis by staffs of the Assistant Secretaries of Defense
- for Administrétion and Systems Analysis, the Director of
- Defense Research and Enginéering and the Bureau of the Budget.

Each of these groups has @ dlfferent perspectlve and 2 dlff—

i

erent degree of access to 1nformatlon'.

(c) the three programs and the other Defense intelli=-

gence resources are not classified in a common program structure
and, therefore, are not understood in relation to mutual tar-
get objectives or, more importantly, in relation to the informa-

tion needs of major Defense programs (i.e., Strategic Offensive

| |
(d) the consolidated program reviews tend to be diffused

Forces, etc.):;

across many detailed questions with a reéulting lack of emphasis

on major policy issues;

{e)} a substantial portion of defense intelligence

resources are not included in any one of the three program re-

views (i.e., the MOL, the SR-71, and many military intelligence

units at theater level and below); ‘ _ 1

}

{f) there is not a clear or close relationship between

—

the so-called "program" review decisions and the budget deci-
sions where the dollar resources are determined.
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More detailed criticisms of the three program review
processes and proposed remedial actions are available in a
separate paper.

Needed Actions

The guestion is how to provide the Sécretary and Deputy
Secretary of Defense with suéport mechanisms to deal with the
highly fragménted and complex defense intelligence'programs.

The greatest need is to have a decision-making process in

| ‘ ' .;Deéense which will integrate tﬁe review of all Defense intelli-
| W geﬁce ;ctiQities, assets, and objectives (CCP,-CIP, NRP and
others) in the context of befénse programhinformation needs,
-USIB guidance and CIA capabilitiés.

The following steps seem to be the most promising.

1. Establish an Assistant Secretary of Defense for

‘Intelligence (ASD/I). The role of the ASD/I would”have to be
i

_ ; |
‘carefully defined. He should not be in the line of command

authority between the operating agencies and the SecretaryLOE.

Defense, nor should be replace the Director, Defense Intelli-
gence Agency, as the substantive intelligence adviser to the
Sécrétary of Defense. To do so would produce a conflict of
interest between what we know and what resources are needed tp
improve or check thaﬁ knowledge. | X

2. A Defense Intelligence §roqram Staff. The critiéal

— |

ingredient for the success of an- ASD/I- and f£or comprehensive

\
|
|
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and integrated decision-making for Defense intelligence resources

2

is the~development of a strong, independent analytical staff -

for 1ntelllgence serving the Assistant Secretary of Defense

for Intelligence. It could be a snall (5 to 10 profe551onals)

staff office reporting dlrectly to the ASD/I. There are thls
many professionals now working separately within the offices
. of Systems Aﬁalysis, DDR&E and ASD/Administration.

+ = Together, the ASD/I and the staff could provide the fol- -

» lbwing needed functions:

-- bring together in a single integrated focus,

‘ all of the competing program ideas and resource

demands of the SIGINT, photographic and other

intelligence prgrams for the Secretafy.

- advise the Secretary of Defense on intelligence

priorities and required resources and help him

 determine the appropriate level of DOD program
response to Defense—related informatiqn needs
and to the'United States Intelligence Board
zequirements}and guidance.

- be the Defense Secretary's intermediary with

the DCI and his NIRB and NIPE staffs. g

- provide an overview and analysis capability

- with respect to DOD—genefated intelligence

requifements.~ The worklng reop0n51b111ty for

this functlon could be left with the Director,

EARPOP DORIAN  om».
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3. A Consolidated Defense Ihtelligence Program Review,

The operational direction end control of the SIGINT, overhead, e

and general Defense intelligence‘activities should probably

‘continue to be delegated to the‘NSA NRC and DIa, resPectlvely.

However, in order to overconre the problems noted above, the

review of 1ntelllgence programs at the level of the Secretary

of Defense should be carried out as a single review under the

ASD/I, prlmarlly agalnst the crlterlon of Defense progran and s

% - = bl -

forelgn pOllCY related 1nformatlon needs and not as aggregatlons
of effort by technique employed. Thls'reVLew should be carried

out through the use of a common program structure which is also

- capable of displaying the CIA programs in a consistent manner

for the purpose of subsequent interagency review. This review
should be the culmination of reviews by the CIP and CCP Review

Groups and the NRP Executive Committee, which should have the

- primary responsibility in their respective program areas, for

conducting the functional reviews under a common structure and

“instructions. Major guestions and choices identified in these

reviews should be the main focus of the consolidated review by

the Assistant Secretary.

Defense Intelligence Crganization

There are two important organizational relationships within

the Defense intelligence community which contribute to a diffusion

T of management authorlty and make very dlfflcult the effectlve

and efficient allocation of intelligence program resources.
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In the signals intelligeﬁce'area; the NationaiﬂSecurity
'Agency was established in‘l952 by the National Security Council -
as a reeult of the Brownell Committee report to consolidate
management auﬁhqrity for commnunications intelligence (COMIN@).

In addition, NSA.was given certain management responsibilities
over e part of tﬁeenational electronics intelligence‘(ELIﬁT)

resources in 1958, Since that time, a number of COMINT and

ELINT operatlons and management functlons have been undertaken

& 1‘.; S e

by other organlzatlons. Most notable are:

]
s

{(a) extensive ELINT collection and processing
conducted by military commands; and

(b) COMINT and'ELINT collection using earth
satellites by the National Reconnaissance

Office.

Also, the management authority of NSA over the service crypto-

- logic agencies has been lihited‘te technical control or tasking

of military service assets and does not extend to effective
;controi of which assets will be deployed to specific areas or
eheaters. This problem is discussed in greater detail in a
separate paéer on "Management and Organization of United States
SIGINT Prbgrams." Ho&ever} within the context of Defénse intel=-
ligence program managehent, the followiﬁg three steps should be

v,

taken:
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1. The Director, NSA, should prer:re a single
program and budget for all COMINT and ELINT activities and -

costs of the Department of Defense including the COMiNT and

ELINT activities now carried in the National Reconnaissance
Program and the Consolidated Intelligence Progrem.~ Based upon
a review cf:this program and bgdget by the CCP Review Group,

the major issues and alternatives should be submitted to the
A551stant Secretary of Defense 1n the Consolldated Defense In- .

& =
- & -

telllgence Program Rev1ew.

2. To further implement the concept of a unified

. ‘ v , : .
§ management authorityv for COMINT and ELINT there should be created

immediately an integrated Cperational and Planning Staff in NSA

composed in part of the operational and planning components and
personnel of the three service cryptologic agencies. For oper-
ational and planning functions of NSA and the service cryptclogic

agencxes, the lntegrated staff would be responsible directly to

the Director, NSA. , !
} : &
3. Research and development, payload design, and ground

collection activities of the SIGINT Satellite Reconnaissance

1 Program should bhe deleqated to the Director, NSA, by the Execu-
tive Committee of the Naticonal Recornnaissance Program. The
Dlrector, NRO, should continue to be respon51ble for payload
lntegratlon, 1aunch and on—orblt control of the spacecraft sys=
tems of COMIPP and ELINT satellltes.; queve;, such act%v;t;es
should be planned, developed and implemented by the Direc‘tor, NSA,

after careful comparison with and as necessary supplements to

EARPOP CORIAN
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or substitutes for other ground, sea and airborne COMINT and

ELINT collectlon operatlons.

In the Defense general 1ntelllgence area, the Defense'

‘Intelllgence Agency was established by the Secretary of Defense

in 1961. Three principal functions were assigned to the

- agency:

- ﬁhe production of all DOD finished intelligence;

- the management and control of all DOD lntelll—

T U I e pa o F - F5 o : R

gence resources ags1gned to DIA'

e

- the review and coordination of all intelligehce'
functions retained by the military departments.
Ih connection with the last two reéponsibilities, the DIA is
charged by DOD Directive 5105.21 with: "Obtaining the maximun
econonmy and efficiency in the allocation -and management of

DOD intelligence resources." 1In 1963, the Consolidated Intelli-

. gence Program review was established with the Director, DIA,
‘as its chairman, to provide a mechanism for central program -

"review and analysis by DIA and other review elements such as |

the Office éf the Secretary of-Defense, the Bureau of the Budget,
and.the Office of the Director of Centrél Intelligence.

- However, f£rom the beginning, two factors have worked to
severely limit the management prerogativés and capabilities of
DIA. e

‘-LThé.Di:écfor, DIA} Qa;‘§p¢cifiggllf supordiﬁgted_.
5y theAfounding'aixectivé'to-the command- of the
SRR N T R

HANDLE VIA BYEMAN-TALENT-KEYHOLE RINE R
COMIKT CONTROL SYSTEMS o R emmes P

e ot

Approved for Release: 2020/02/07 C05112055

W~ f’T/(V/



-_ Approved for Release: 2020/02/07 C05112055, BY EMAN-TALENT-KEYHOLE

AN @i"""‘”’? , CcC ,NT» CONTROL SYSTEMS

. I3
ges i

- = - —"
g t}f ‘.::3‘::5.'.:‘1.5

11
Joint Chiefs of Staff whése individual programs

" he was to analyze and review. (JCS has subse-
quently directed DIA to assist the Unified and

- Specified Commands to strengthen their intelligence
capabilities.)

- The Director, DIA, now serves as both the chairmaﬁ

of the program review group and as the principal

.= @ =. program manager and advocate.. .. -, . = T -

Both of these factors have made it very difficult, if ﬁot
impossible, for DIA to rigorously review the programs and
budgets of therintelligehce programs éf Defense units and
activities. This problem exténds to the point of strong resis-
tance on the part of DIA to including important military intel-
ligence activities within those programs fo be reviewed.

Two corrective steps should be taken:

1. The DOD Directive (5105.21) should be changed so

that the Director, DIA, would report to the Secretary of Defense

- through the Assistant Secretary of Defense/Intelligence for

program and budget review. , ' o .

2. The Director, DIA, should prepare a single program

and budget for all Defense intelligence activities other than

COMINT and ELINT activities. Based upon a review of this program

and budget by the CIP.Reviéw Group, the major issues and alter-

. -natives should be-submitted to the Assistant Secretary-of Defense - -

EARPOP
DORIAN

in the Consolidated Defense Intelligence Program Review.
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Ongoing Imorovements

Duxingvthe past year, a number of special community-wide
maeageﬁent efforts have been initiated in the intelligence
community. These cut acrose agency and program linesvand point
toward an integrated coﬁprehensive program decision process in

Defense. However, none of these efforts haveibeen adequate tb

meet the need. The projeéts cﬁrrently in process are:

’g;_vf.;ﬁ 1. Target Oriented Display of Intelligence Resources

which is a tool for classifying the fiscal and manpower re-

sources of the U.S. intelligence'programs (including CIA) by

target country and for the U,S.S.R. and Communist China by

‘target subject (i.e., type of forces, etc.). It will give
-:ﬁrends by fiscal year an& will show target‘distributioh of
efprganizational units and activities. It is being developed
by a joint DOD/CIA/BOB task force. Based‘uéon the first year's
‘effort the TQD.Committee is,recommending a further refinement |
of objective categories for classifying resources from geographic
: - e
and subject targets to information needs relevant to pending

defense program "intelligence missions."

2. The Eaton Panel on U.S. SIGINT Organization and

Management. The Director of Central Intelligence has appointed

a four-man committee to provide recoxnendat1ona to the President
through the Secretary of State and Secretary of Defense, on
U.S. SiGINT~ofgaﬁization. ‘The final report states that, '"mhere

|
\t "

is a need for a pownt of central revleW'wlthln the Department ix

\

|

|

EARPOP
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of Defense where"all.intelligence programs, including COMINT
and ELINT, are looked at as a whole." (italics added)

3. The Photographic Satellite Requireménts and

Resourcms Review is a study Wthh has been directed by the

Deputy Secretary of Defense. 1In the internal DOD charter the
study has been broadened to include all satellite photography
requirements and the value of the "regquired" information in

£. = - terms of U.S. force structure and posture. .= . . & & o«

4. The Anti-Ballistic Missile Target Study is a
. pfoject begun under-the-direction of the Director of Central
Intelligence in Septémber 1967. Ih view of the plethora of
‘collectionvresoufces being directed against and developed for
7 this target entity, it seeﬁéd_to be a necessary effort to de-
-:Utermine essential elements of information needed on the Soviet
-ABM force and an inventory of the collection resou?ces being
-ailocated-to that target. Thé §tudy is being conducted cooper-
’ativély by 0SD and CIA étéff elements under the chairmanshié :

of CIA. It should be available within two or three months.

5. The National Intelligence Resources Board (NIRB)
was established in May 1968, by the Director of Central Intelli-
gence by agreement with the Secretary of State and the Secretary
of Defense. It consists of the Deputy Director of Central

Intelllgence (Cnalrman) the Direct6r<bf the Defense Intelli-

.gence Agency; .and the Director of In*elllgence and Research, k'

Department of State. ‘According to its charter, the board l

E ARPGP HANDLE VIA BYEMAD -‘TALENT*KEIH(.DLE
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" esowill develop adv1ce regardlng the relative value to the
natlonal 1ntelllgence effort of prOJects and act1v1t1es in-
cluded in the Consolidated Antelllgence Program, Consolidated
Cryptologic Program; National Reconnaissance Program and CIA
‘program. Such advice will be intended to assistvthe DCI in
arriving atvrécommendations as to the most effective allocation

of those resources which are applied to or proposed for the

‘éfulﬁileenngﬁ,na@iona};iytelligencg needs." .The basic weakness

of this board's structure is that the Defense representative

does not have resource or review responsibility for more than

vcné—third of the Defense programs and does not have overall

“intelligence program management responsibility for the Secretary

" ‘of Defense. However, it does provide an interagency forum for

,:raising community~wide program evaluation questions as a
v~5ué§lement to ihe office bf ihe Deputy to the Director of
‘Central Intelligence for National Intelligence PrograﬁgEvaluaw_
tion (NIPE}. This board has not beeh in exisﬁence long enbﬁgh

to provide a basis for judgment as to its effectiveness.
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