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USCIB: 9.3/16 COMINT—CHANNFES—ONEY—

3 December 1954

MEMORANDUM FOR THE MEMBERS OF USCIB:

Subject: USCIB Master Requirements List.

References: (2) USGIB 5/453 of 3 July 1953.
(b) USCIB 5/455 of 15 July 1953.
(e) USCIB 9.3/7 of 27 July 1954.
(d) USCIB 9.3/8 of 18 October 1954.
(e) USCIB 9.3/11 of L4 November 1954.
(£) USCIB 9.3/15 of 2 December 1954.

1. The enclosure is circulated for consideration in connection
with item 2 of the Agenda for the 110th Meeting of USCIB to be held
at 1430 on Friday, 10 December 1954.

2. Attention is invited to the references. It will be remem-
bered that the present Master Requirements List was approved by
USCIB on 3 July 1953 (see reference (a)) and forwarded directly to
the Director, NSA with the concurrence of the Executive Agent for
the production of COMINT (see reference (b)) as a new approach to
the problem of the COMINT response to intelligence requirements. It
was to be reviewed in six months in the light of a report from the
Director, NSA as to his ability to respond to the List and its sub-
sequent implementing, detailed information requirements. The six-~
months review period proved to be too optimistic owing to the time
required to prepare the Information Requirements and the broad scope
of repaort desired. However, the report was finally distributed
under cover of reference (cs on 27 July 1954. It was placed before
USCIBEC by the Executive Secretary. USCIBEC referred it for study
to the USCIB Intelligence Committee, which submitted to USCIBEC the
comment and questions contained in reference (d). Meanwhile
reference (e) was submitted by the Director, NSA in order to bring
about improvement in the manner by which consumer requirements have
been levied on his Agency. Reference (f) merely summarizes the
views of USCIBEC with regard to reference (d).

3. A brief word about the present system of handling require-
ments levied by the Board on the National Security Agency may be of
assistance., Recommendations as to form and substance of requirements
are formulated by the USCIB Intelligence Committee on the basis of
national intelligence objectives without regard to whether such
requirements can be met from COMINT sources. (Previously the ability
of the COMINT source to produce had been an important factor in
levying requirements). These requirements are compiled into what is
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USCIB: 9.3/16 —COMENT CHANNEES —ONEY—

3 December 1954

Subject: USCIB Master Requirements List.

known as the Master Requirements List (MRL). This List is submitted to
USCIBEC and then to USCIB for approval. The approved version is then
reproduced by the NSA and distributed by the Executive Secretary who
provides 250 copies to the Director, NSA., A second list, called the
Information Requirements List, is then prepared by the INTCOM. This
list refers, in order, back to each requirement listed in the MRL and

is supposed to state in detail the types of information which might be
expected from the various COMINT sources and which it is desired be
produced and distributed by NSA in accordance with the priority assigned
to the pertinent MRL listing. The information requirements, if unani-
mously agreed by the INTCOM, are forwarded directly to the Executive
Secretary who in turn forwards them directly to the Director, NSA with
concurrent distribution to the members of USCIBEC any one of whom may
then raise an objection. Information requirements are not submitted to
USCIB for review unless an objection that cannot be solved in USCIBEC is
raised. Until receipt of reference (e), no lack of unanimity in the
Intelligence Committee has been reported nor have any objections been
raised in USCIBEC to any information or Master Requirement.

4. THIS DOCUMENT AND ITS ENCLOSURE CONTAIN COMMUNICATIONS INTELLI-
GENCE INFORMATION AND SHALL BE HANDLED ONLY IN CHANNELS EXPRESSLY PRO-
VIDEL FOR COMINT.

. *TA
Cgptain, U.~S+"Navy
tive Secretary, USCLB

Enclosure
a/s
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MEMORANDUM FCR MEMBERS OF USCIB

SUBJECT: Master Requirements List

1. I have read with interest USCIB 9.3/1l, which contains the
views of the Director, NSA, on the USCIB Master Requirements List,
and I agree wholeheartedly with his observations.

, 2, During our year of experience with the existing MRL and its
Informational Supplements, certain deficiencies which require correc-~
tlion have become apparent. I have set forth in Paragraphs 3 through
10 below, the essential ingredients which I believe any adequate
mechanism must include.

3. Basic guidance for the U, S. COMINT effort should originate
with a statement of the objectives of that effort. These COMINT
objectives should be consistent with and, in fact, mmst be derived
from the over-all national. intelligence objectives. They must be
defined in the light of COMINT realities and the capabllities of other
intelligence sources and activities, The U.S, COMINT effort should be
directed primarily to those tasks for which it has a unique capabllity
and should not be asked to pursue presently unproductive tasks exclu-
gively, to produce information of marginal value, or to duplicate un=-
necessarily information available through less eritical sources.

k. These COMINT objectives must dictate the basic allocation of
U.S. reséurces against foreign COMINT problems and govern the output
of the effort so allocated, while at the same time making provision
for technical preparations to meet future requirements.

5. Basic guidance of this nature must be authoritative and there-
fore should go from a superior qualified to formulate it to a subordinate
responsible for implementing it., Accordingly, basic guidance must orig-
inate at a point no lower than USCIB itself and be addressed to the
Director, NSA.

6, . Such guidance must be clear, succinct, and understandable and
require a minimum of nonetechnical interpretation by NSA. It must estab-
lish priorities which are as nearly absolute as possible so that there
can be no question as to the required allocation of COMINT resources or
the product desired.

7. At the same time, provision must be made for flexibility in
adjusting the guldance to meet current intelligence and technical
developments as they arise. This will require that necessary provision
also be made at a working level for achieving mutual understanding of
intelligence and technical developments, .
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8. It must be clearly recognized that USCIBE guidance amounts to
operational orders which NSA must obey. While those providing the
guidance will be concerned with the. results rather. than the details
of the implementation, they shonld be fully advised by NSA as to the
capabilities and limitations. of U, S. COMINT resources and be advised
of the effect of requirements. on technical operations.

9. In addition, NSA should. prepare a clear. and understandable
anmal progress.report to USCIB concerning conformity with, and fulfille
ment of, the guldance received; the basic allocation of COMINT resourcess
and an estimate of the additional resources required to enhance fulfill-
ment of the COMINT objectives.

10. After study of this annual report, USCIB must advise the
National Executive Agent as to what resources it considers should be
made available for COMINT production in the coming year.

1l. As a constructive step. toward establishment of a mechanism
including the ingredients. which I conslider essential, the attached
paper which describes a mechanism including. these essentials. has been
prepared within the Department of Defense.

12, I recommend that USCIB endorse the above essentials and
forward them ta USCIBEC for its guidance with instructions to prepare
the necessary detailed papers for Board approval, and that the enclosure
be forwarded to USCIBEC for use as a point of departure in prepa}-ing its
recomnmendations.

For G. B. ERSKINE
General, UsMC (Ret)
Assistant to the
Secretary of Defense
(Special Operations)
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NATIONAL COMINT REQUIREMENLS STRUCTURE

1. FRIORITIES RESPONSIBILITY OF USCIB

Intelligence activities of the govermment do not work for them-
selves. ‘Iney must operate to acquire information to support the objectives
and policy of the govermment. Intelligence authorities are therefore
responsible to opesrate in the iight of expressed national policy, to shirt
their targets as national poiicy changes and to @ply intelligently each of
their resources along iines which capitelize on unigque capabilities and
avoid needless duplication of effort.

In this iight, the responsibiliity of USCIB is to provide guidance

in the understanding that it does not ¥determine" needs but rather intellii-
gently applies and interprets them in texrms of COMINT, It does not “generate®
requirements but “tailors® them to COMINT realities. Understanding of this
principle is esgential. It is only in this way that we are assured that
COMINT activities will always be guided in accordance with the goals of
national aunthority and in proper relationship to the activities of other
intelligence sources.

SCIB's job is therefore to examine the most recent expression of
national intelligence objectives based upon current nationai policy (this
would be DCID i/3, now being coordinated with all JAC agencies and due for
publication within a month or so) and modify it on the basis of two yard-
stickss ;

8, COMINT should not be asked to pursue unattainable targets only.
Complate allocation of CCMINT effort to tasks which do not now prodace
_anything of current value and give every indication of continued
frustration aiter tremendous expenditure would be disastrous. A
reagsonable balance must be struck between targets offering relatively
quicky, if not easy, results and those which do not., %his must never
mean that targets will not be attacked because they are difficult,
but that USCIB weighs alternatives and "allocates® objectives in terms
of COMINT reaiities and capabilities. The Director, NSA's periodic
report to the Board indicating his performance toward satisfying
objectives and his ability to do se in the fulrre, assumes particular
significance in this iight and would form the basis for deciding which
intelligence targets it would be unrealistic to assign to COMINT, It
would also provide the most effective mesns of determining whether
inereases in personnel or facilities were necessarye.

b. COMINT effort should be directed against targets for which it
has a umique or the best eca 1ity as com d to o
sources., This implies the ability to compare the several sources of
intelligence. There is a legal basis for this comparison in the IAC
which is concerned with all sources except CHMINT. USCIB as a
corporate body has no competence to evaluate COMINT resources in the
light of all others, but can and must do so through its members who,

SECRET
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as individuals, provide the tie-in with the rest of the intelligence
comnunity. For example, COMINT might be asked to pursue certain
targets in East Germany because a covert capability had recently
declined or, COMINT would not be asied to supply data from an area
on which it had a capability because attache or diplomatic contacts
were providing adequate reporting. In contrast to the first yard-
stick, for this aspect NSA would be given no production requirement.

Bagic USCIB guidance would be found in two documentes:
COMINT Objectives List

This would be a modiiied JAC priority objectives 1ist. It would
be shorter than the present USCIB Master Requirements List (under 50 items
ruming to some five pages) and would be differently arranged so that,
for instance, everything on Communist China does not fall below priorities
on anything in the USSR. %The list would be broken down into three major
categories covering highest priority, high priority, and priority items
with objectives for any area sprinkled throughout the three categories
depending upon the importance of the item to national security needs. The
language of the objectives would be as specific as possible for a document
of this type, to insure its accurate application within NSA. It would not,
however, employ technical COMINT teminology, thus tecoming outdated rapidly.
Items would be listed in as nearly absolute priority as possible, to insure
that basic priority detemminations which must be made, are made by USCIB
rather than NSA, Entries such as the following would be used:

The COMINT Objectives List should be designed to remain valid as long as
possible, excluding items of the temporary high priority or crash type.
The primary purpose of the Objectives list would be to detemim the
allocation of resources to problems by NSA.

!

S EO 3.3(h) (2)

PL 86-36/50 USC 3605
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The setting of COMINT objectives is of such importasnce that it
must be viewed as an essentially non-delegable responsibility of the Board
members. The COMINT objectives List must be approved by USCIB itself.

This is feasible in that USCIB is not required to produce a new document
but rather to delete and re-arrange items in sn existing IAC paper. It is
also essential that this job be done by the Board itself in that it can be
done only in the knowledge of the capabilities of non-COMINT sources of
intelligence, USCIB would set the priority order of the objectives within
the major breakdowns. Subordinate bodies of USCIB such as the Intelligence
Comnittee frequently have as their representatives members from the COMINT
rather than intelligence community who are not necessarily equipped to make
recommendations concerning the status of all intelligence sources in thelr
departments.

Detailed Requirements List

This would be the EEI of the COMINT business based upon the Intelli-
gence targets which USCIB had decided to pursune. Contrasted to the present
encyclopedic COMINT information requirements, it would run to same 15-20
pages and attempt to deseribe in intelligence terms the types of infor-
mation needed to satisfy the stated objectives. For example,

This Detailed Requirements list would be developed through close con-
sultation by representatives of the other USCIB agencies and NSA so that

it would represent the best expression of nsers'needs and producers'
capabilities. Information known to be within the technical capabzlity of
NSA to produce;, but not required on a continuing basis because of its rela-
tive prior:i.ty or its availability from other sources, should be listed in

a low priority or in a non-desired supplement. As opposed to the Objectives
Iist, which determines allocation of resources to problems, the Requirements
list would determine the continuing production of NSA.

Both of these documents should be approved by USCIB aé a package so0
that they are clearly consistent with one another, with the :i.ntant of the
Board, and useable by the Director, NSA. ;

'Eo 3.3(h) (2)
PL 86-36/50 USC 3605
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2. NS5A IMPLEMENTING COMINT PLAN

! Up to this point the COMINT Objectives List would be estabiished
' excilusively by users and the Detailed Requirements Iist cooperatively
produced by users and producers. HNow that USCIB had declared itselif on
COMINT priorities, the producers must do what they elone can do--trans-
» form them into collection and processing directives. Once the Board had
stated what was wanted, NSA would decide how to use its facilities. It
would be NSA's responsibility to produce an Implementing COMINT Flan,
assigning Je 8. COMINT cover by nationality, service and case number and
ailocating traffic analysts, cryptanalysts, linguists and reporting
officers by target. 7This plan would be modified only as COMINT require-
ments are modified or significant technical changes occur. Such a plan
must also accammodate certain tasks which might not be expressly stated
in the requirements iist but on which,for technical purposes or con-
tinuity insurance, an effort must be maintained. It must be recognized,
for instance, that while current output on Guatemala may not be necessary,
the ability to produce useful information in an emergency should exist.
Also that a study of cexrtain foreign communications practices may be
desirable although there is no immediate need for or prospect of end-
product.

Such a plan, once approved, would set the pattern for NSA
COMINT operations, providing a sound basis on which training, communi.
cations, logistics, personnel, R/D and other activities could be planned.
It would provide a basis for NSK requests for additional personnel or
facilities to accomplish certain tasks, or for NSA informing the Board
that certain objectives could not be satistied.

3. CURRENT REQUIRFMENTS

The requirements structure described thus far is designed to
provide for an authoritative source of requirements expressed in under-
standable terms and within rutually agreed limits, ctating what is re-
quired and ieaving to the producer the decisiocn as to how resources will
be used to provide the irmediate and long-term answers. But it does not
provide for current flexibility.

An effective COMINT requirements structure must recognize that
no iist is totaily adequate, that situations and therefore requirements
‘change, that technical developments likewise change and have an impact
on answers to requirements and ultimately on the requirements and ob-
Joctives themselves. It is obvious that a current requirements mechae-
nism must be established that is (a) suthoritative and (b) rapid.




REF ID:A57363

h“n-\“’“

—SECRET-

Consumer Panels

Consumer Panels should be estabiished-eset up by or for each of
the COMINT consumer agencies--tc insure that there is a real understanding
within NSA of the nseds and pians of the Agency concernmed in terms of
COMINT requirements, and a similar understanding of COMINT capabilities and
Jimitations in terms of that Agency's needs. Panele should be staffed by
persons authorized to represent the intelligence needs of their department
or agency, and NSA representatives responsible for their fulfiilment.

Panels would meet monthly or more often as required, and weuld
discuss current COMINT requirements (as at present, requirements desks
would handle spot requirements passed through normal iiaison channels).
It would be essential to effective operation of these panels that par-
ticipants discuss in necessary detail the factors underlying intelligence
neede and technical capabilities and iimitations. Conclusions reached
by these panels, which would not be identically set up or run, would
be promptly clrculated to other panels and to a senior comittee so that
conflicts would be avoided.

The consumer panels wuld be the basic element of an effective
requirements structure. It is here that the dynawic probiem of require-
ments and technical successes would be handled initially, by face-to-face
discussions smong well informed persons.

Malti-Lataral Resolution of Conflicta

A senior panel or committee would be necessary to perform the
functions of (a) initiating necessary alterations to established priorities
to avoid or reconcile confliicts, and (b) initiating any necessary priorities
revisions in reaction to significant intelligence or GMINT technical
developmentz. This group would insure the necessary flexibility to adjust
to changing situation.

be CONTINUING IMPLEMENTATION BY NSA

Based upon the approved Master COMINT Implementing Pian, dis-
cusgions within the consumer panels, and senior committee actions, con-
timing refinoments and modifications to collection and processing
directives would be necessary. To accomplish this, NSA probably would
need to establish a COMINT Technical Impiementation Committee. This
group would receive the results of each consumer panel and senjior com-
mittee meetinge In the light of the Impiementing Pian, the panel dis-
cussions, comnittee actions, and information provided by the preduction
units, it would initiate necessary adjustments. ‘'fhese would be effected
through integrated collection and processing directives. Holders of the
bagic implementing plan would receive these ®amendments® to the piLan so
that training, logistics, personnel, R/D and communications pianning
would continue relevant to current and future needs.

-5
—SEERET-




Chart A

PROPOSED NATIONAL COMINT REQUIREMENTS STRUCTURE

Periodic Current Spot
Requirements Requirements Requirements
[ [
] ] ]
t
Consumer COMINT Objectives ¢ Consumer
Responsibility ~ew List ! Liaison
! Office
3
1
1
Consumer/ Detailed Require- | | Consumer
Producer swcoweeesem ments List Panels

Consumer/ Senior Committee

Producer -w=camw-

Fn——_

Producer NSA COMINT Imple- NSA COMINT NSA COMINT
Responsibility =e= menting Plan Technical Technical
Impiemen=~ Implemen-
tation tation
Commi ttee Committee
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CURRENT FRICRITIES STRUCIURE

Master Requirements List

Prepared ty Intelligence Cmte.
Soviet - Non-Soviet breakdown.
Ten pages.

Not selective.
Ineffective,

Information Requirements

7.

8.
9.

Not considered by USCIB.
Sections written in Collection
Terms.

Over LOO pagese

Cannot effectively be applled
by NSA.

NSA Requirements Office

10.

Exclusive requirements channelj;
limited authority to make Agency
decisicns.

Consumer Iialson

12.
13,

Exclusive Llalson channel;
limited guthority to make Agency
decisions,

COMINT considerations only.

No meeting of counterparts,
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Chart B

FROPOSED FRICRITIES STRUCTURE

COMINT Objectives Iist

1.
2,

Prepared by USCIB from National
prototype.

Breakdown by priority importance,
regardless of country.

Five pages.

Taillored to COMINT.

Determines allocation of
Production Resources.

Detailed Requirements List

Approved by USCIB.
Written in intelligence terms.

Twenby pages.
Definitive prioritles govern
continuing COMINT output.

NSA Requirements Office

10,

Limited requirements channelg
limi ted authority to make
Agency decisions.

Consumer Iialson

11.

Iiaison channel; limited
authority to make Agency
decisions,
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CURRENT FRICRITIES STRUCTURE

‘ ) General Priorities Committee
| Processing Priorities Committee
‘ Intercept Prioritids Committee

1. Consumers engaged in technical
operations.

15. Separate consideration of inter-
cept and processing. priorities.

Report on Implementation

16. No adequate report made or
possible in direct relation
to MRIL.

COMINT Performance & Resources

17. No informed appralsal of per=-
formance & determination of

required COMINT resources —SECRETF-
readily possible outside of

continued

PROPOSED FRIORITIES STRUCTURE

Consumer/NSA Panels

12, Speak with authority for their
agencles,

13. Total intelligence and technical
considerations,

1, Face-to-face meeting of counter-

parts.

Senior Committee

15. Multilateral concern with all
requirements laid on NSA.

16, Resolve Panel conflicts.

17. Initiate requirement adjust-
ments required by technical and
intelligence developments.

NSA COMINT Implementation Plan

NSA Technical Tmplementation Cmte.

18, NSA personnel in technical
operations.

19, Integrated view of intercept
and processing problems.

Report on Implementation

20. Comprehensive Anmual Report
by NSA.

COMINT Performance & Resources

21. Informed USCIB annual review of
COMINT performance & determination
of required COMINT resources.




110th UBCIB Meeting

Ttem 2 " USCIS MASTER REQUIREMENTS LIST
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1, .The present Master Requirements List (MRL) was approved by
USCIB on 3 July 1953 and forwarded directly to the Director, NSA, with
the concurrence of the Execuytive Agent for the production of COMINT,
as a new spproach to the problem of COMINT response to 1ntull:tgence
requirenents. The Director was requested to advise USCIB concerning

the extant to which U.S. COMINT resources could be applied effectively
to fulfill these requlrementn in the order listed. ?pUSGIB 5/453 and 5/1;55)

2+ The ﬂrat report by the Director on this iubject was c:l.x‘cula‘l:ed,
on 27 July 1954 as USCIB 9.3/T. It was plmced before USCIBEC for initial
consideration. VSCIBEC referred it to the Intelligence Cmmittee for
N Gtudy and recomendations. ) , L ay

-l---...a. * ™ - - EULE g ” :

3. INICOM, with the NSA member mt voting, reported. to USCIBEC

that the réport vhile containing data on the current status of exploitation,
844 not provide the type of information that is required for an adequate

_understending of the present and potential capabiliiies of U.8. rescurces
to satisfy U.5. COMINT requirements (USCIB 9.3/8). Vote sheet replies
indicated that NBSA desired to have the entire matter ¢onsidered by USCIB,
vhile CIA recomuended that USCIEEC consider the question of periodic
reports by the Director, N3A, and the material which nuch reports ahould
contain, (USCIB 9.4/15). : :

[ v - "

-1-4 .

=
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b USCI‘B 9 3/11 or & Hovember 1954 circula-ted a memorandum in which )
ﬂée Dir;ctor, WA, set forth his vi.m on the nm.. These three po!.ntn versg.
stredsed: .- . S S

"
- - ‘u\ - =k s * Lt ro -

S o - - - - ..',... .-

= - .rA-sb-'-.Ir = h . -—

2 ha; = me MRL slgcg m*- ap;pear 1;0 reﬂect aurrent mtional sequnty
nee ‘ - il .. o~ o oy -—1!-1"'_3““_ _‘."" 1 . ¢

wiT - F oaam m TS A O .l._:- - - - ; -
£y i * - N
e s 4 M "

b !Iany items of the MRIL are phrased. :ln auch aaneral tems that
guidance iz a.etualiy diasipated; sod . LA e tm

- Iha Ini’omation Req,uirements nupplmentary to the Haster I.ist

are 80 d:-awn as to mak@ proper action diﬁ'icult. . — -
) RS T v R e Lk AT ke R -‘E.' - T
'1',bis ‘memorandum was plqced on the agendu. for tha l09th mee‘bing on

~ -~182 November but deferred until the December meeting at the req,ueat of the
“OSD membe-r. ) . . 2
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Ttem 2 (Comb'd) -+ - . L. Tor e e
CURRENT comsxnmmmm - '_ S “1:-
. ..5. UBCIB 9.3/16 of 3 December 195k circulutea & memorandum by the SR

-QSD member in which he states his wholehearted agréement with the views
" of the Director, NSA on the MRL. The memorahdum recognizes certain defi- -~
ciencies in thé présent MRL and sets forth the essential ingredients which

the 08D nenmber believes should be included in ay adequate requirements

mchanism. !l!hey are as follovs: .. ’ -

m.._.__. . r - -
8 P

b L o
- v Y Taf o
- - - - . =

". R Eaaic gu:ldance For tud YI.B. "GNt eﬂort shm:ld orisinste S
'#ﬂ:h a -’c.atement of the objectives of that effort. These COMINT objectives
.should bg consistent with and, in fact, must ‘be deﬂved rmm the cvar—m

national inteﬁigence o‘b,jectives. o D
T ) mhied CONIRY bfectivée must Glstate the basle aliocation of ‘"j‘ =
U.B. redoirced Bgeinst foreign COMINT m:'oblm and mvern the output of T
't;he effort 1) n.‘}.loca.’bed. e e AR s . -;'*aﬁn”

T Bﬁaie guidince Mt origina{;e‘ at s point no Lower than UQGIB PR ek
) 1-1'-5@1: an& be lddressed to the nirect.or, NSA. )

: . T &, Buen gni&anca bt }-Je‘ claar, nuceinct, l.nd understanda'ble B
and requlre A mintmm of non-technica.l interpratation by HSA. Tt

e as .‘.1-|-—r u» - — - - E

- e = ’4";3‘. ':, Fu
- ‘e, Proviston mus'i: "be ma.ae for ﬂexibiiity in ad.juntlng ﬁhe i
guldance to meet currént intelligence shd technical developments es they
- ﬂiﬂe_- . ST R ) — a -_ . fr- enT et Res poaah "_,u_-D;- . N ) .'.;.r-_ -rg;
L -—-s-vhu-a_- P - I . . “"'"' ST - e
£, It musth 'be clearly recognim ‘that Ugcis gﬂdanca mounts oo

" b upera,tionsl orders which liSA mult obey.

l."'
H
I
15
fn

’ ",_;

L “"g. NSA. shm.ﬂ.d pre;pare & ¢lear snd un&erl’ba.zﬁable nnnual propes'ﬂ s
report T.o USCIB concerning conformity with, and fuifilliwment of, the guidasnce
;-aciivedl, the basic a.'l.loca.tion of COMINT resources; snd an estimate of the

= PLEE Lod
~ = — .
e A " SR e - "~ on

- Arter sﬁu&y ot thiu aririaal ‘véport, USCIB mist sdvise the = 7
Nationel Executivi Agent. as to what resourced it cotiniders should be made
ava{lab].e_ ror ccnxm produc&ion in the comins year. ~ ) R

6, As e constructive -tep toua.rd esta‘blishment of nuch a mechanism . o onbe
a8 Quti ined in pafa.” 5 abtove, the OED member's memorandum incloses a
- phper entitled "National COMINT Requirements Structure". The paper is
divided into several lectipns which are discusaed. below. S
- _:'l:"-':'-: &“:‘:'a.'-_"r ‘E;":‘ _: ":': »! '_-_:,:-'_ _..“:;"‘ ‘: ""':-_, ;.E :—T:' l‘:_";"-‘;\: -‘;"_:;* T 7'-:;_';:" . ._’lu ‘ F%:: :“-'_‘_F:‘ ‘r‘




- o o~ o~ - . - . " - . N P

" ‘@M  REF IDA57363__‘

TR o2

| L

- ] =& WPy oy W

—_—wea e - - ' -

.- - .u - - M )
K, - R H - . = *

-

T+ Priorities Res 11)1111; of UBGIB '.m: res::onnibility of uscxn
is to provide guidance En the unagrnfming that it does not "determine"
neefis but rather intelligently spplies apd interprets them in terms of
COMINT. It does not "generate” requirements bub "tailors™ them to COMINT
realities. Its job, therefore, is to examiné the most recent expression e
of paticosl intelligence objectives based upon cuxrrent national policy )
and mfu.fy it on the bauis of two yardatiekns ‘

Ttem 2(Cont'd)

Tt am 2 - .

" . COMINT should not be asked ‘bo pursue una.tta.lnb.ble targets
mly. -A reasonabls balance must be struck between targets offering
relatively quiek, if not’ my, reau‘lta md those vhich do not. x .

- : camu' sffort should be d.irected ugu.inat targets for vhich
it has a unique or the best capability as compared +to othier intelligeénce
sources. This implies the ability to cmpa.re the neveral !ourges oi‘ e
intelligence. ool T

8. Basic USCIB midanéé would be rguntl in two doants; .
8. COMINT Ob,jectives List - Thiu would. be & mditied m S -

priority objectives 1ist. It would be shorter than the present MRI -
and wvould be arrgngeéd aifferently. It would e brcken down Into three o
major categories covering highest priority, high prioxity and priority
items, with objectives for any area sprinkled throughout the three
categories depending upon the fmportance of the item to national security
needs. The primary purposeé of the list would be to determine the
illocation of resources to problems by NSA and it should be designed )
to remain velid as long as possible. The COMINT objectives list must -
be approved by USCIB itself, in that the setting of these objectives .
migt be viewed as an easmtiﬂ.ly non-delegatable reaponai‘bi.li'by or the ) )
Board members- : ) - - af - &iE

. Do Detéil% Requirements List - This would be 'hhe EEL of the ) T
COMINT business based upon the intelligence targets which USCIB has B
decidel to pursue. It would be shorter than the present Information )
Reguirements and would attempt to describe in intelligence terms the ¢
of information xeeded to satisfy the stated objectives. This list vou.l o
be developed through close consultation by representatives of the other ~. = = |

" Uatin m;enc:len and N3A so that it would represent the beat expression of
the users’ needs nnd. pro&ucers‘ capa‘bﬂities. s

9. Both the CQJINT ObJeetives List and the Detailed. Requirementn
List should be approved by USCIB as a packege so that they are clearly
consistent with one another, with the intent of t.he Board, and useable -
by ‘!zhe birector, !SA, P oEy
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10, !_:gw_ nti_n_g C(HINT Plan - Once USOIB had _stated what was
:yanted, ﬂs& would decide how to usé its facilities, HNSA would be
-responsible for producing an Implementing COMINT Plan, assigning US COMINT
cover by nationelity, service and case nunber and allocating traffic
mlyﬂts, eryptanalysts, ‘1inguists and reporting officers by terget.
fuch & plan, once spproved, would set the pattern for NSA COMINT operations,
providing & sound basis on which training, ¢ommnications, logistics,
personnel, R/D and other activiiies could be planned. It would provide

vaye 1o basig for NSA requests for sdditional personnel or facilities to
- —aécqmpiinh certain tesks, or for NSA mromins the Boa.ra thgt certain
é‘bjectives coul‘g ngt be ggﬁ;ﬁed.. C e e e T S e T

. r.r’3ls Current Regquirements - To provide for current ﬂexfbility,
current pequiréments me sm must be established that is suthoritative
and rapid. To accomplish this, consumer panels should be established to
insure that there is s rehl understandipg within NSA of the needs and plans
* of the agency concgfned {n texrms of COMINT requirements. Thess panels
would be the basic element of an effective requirements structure. It

- 1im here that the dynamic problem of requirements and technical successes
would be handled initially, by face-to-face dimcussions smong well informed
versons. A senior panel or committee would be necessary to a) initiate

_. necegsary alterrations to established priorities to avoid or reconcile
cofitlicta, and. (b) initiate any necessary priorities revisions in reaction
to signiﬂcmt intelligence or COMIM' technical d.m;ajgglents. mes s .o

12y m_ n%i%‘.; %lmentation by NSA -~ Based upon the spproved

Mter COMINT ng » discussions within the coneumer panels,

and senfor committee sctions, continuing refinements and modifications

to collection and processing directive would be necessary. To acccnplish

this, NSA probably would need to establish a COMINT Technical Implementation
- Committee. This group would receive the reaults of esach consumer panel

and senior ccmuittee meeting. Necessary -djustmentn vould be initiated and

would he effected through mtegrated collect:!.on ana, proces-mg directives.

ATNERN

' 13. The OS.D manber recamendq that Uacxn ennnrng the emsential
ingredients which he colisiders necessavry for any adequate COMINT require-
ments mechanism and forward them to USCIREC for its guidance with instructions
to prepare the necegsary detailed papers for Board approvel. In addition,
he recomnends that the incloged drafi in a Rational COMINT Requirements :
Btructyre be forwarded to USCIBEC to be used ss & point of departurs in
_ preparing its recommendations. The thought here is that USCIBEC should
prepare for Board approval & paper sefting forth its recommendations for
an &2fective Hatig CCMIM‘ ﬁequirements Hechmim to reylace the present
HRL- ’ ' _ - . e e sk,
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. 1k, Xt is to be noted that the OSD memorandum with its {nclosure -~ - -~ --
vag clrculated to the Service Beocretaries and the JC8 prior to its 5,
sutmission to USCIB. Replies were generally non-comittal, recommending
thet the matter could best be discussed in USCIB. There have been hints,
however, that questions will be raised #s to the degreé of a.uthority R
of the Consumer Panels. o Lo _ ;': Ll

- 15. It is hoped that the members of USCIB will indorse the eanntial
ingredients" laid down by the 085D member. It is believed likely that
they will accept the first two sections of his proposed "National COMINT
Requirements Strycture”, vix. Priorities Responsibilities of USCIB and
the NSA_Implementing COMINT Plin. The third snd fourth sections dealing
-with Current Req,uirame‘nta and Continuing Implementation by NSA are likely
t0 bring forth considerable discussion, npeeially in connection with .
‘the Copguner Panels. ) o LT . -
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RECM&ENDATIDH' ' T L B

lﬁ. It is ;'ecomended that the N3A member endorae ‘the OSD mgn'ber's

proposal Tor a !Ip.tionnl COMINT Requirements mecha.nism to repls,ce the -
PU— — - wwr
_present MRL. . . . S e
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