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MAKING IT REAL -
IMPLEMENTING
THE VISION

“It is not the strongest of the species that survives, nor the
most intelligent, but the one most responsive to change.”

- Charles Darwin

The Intelligence Community of today is composed of some of
the most dedicated and capable public servants, and they
continue to advance the intelligence reform agenda. However,
our efforts to incrementally improve the existing operating
model and capabilities will be insufficient in the rapidly evolv-
ing, dynamic environment we have entered.

Our many improvements since 2001 have been fueled by sorely
needed additional resources, but anticipated budget pressures
will likely end this largess in the future. We cannot afford to
retreat into incremental improvements or simple efficiencies,
which will cause us to fall further behind. We have no choice
but to transform our profession along the lines presented in
our new operating model.

The Way Ahead

Our national security institutions have demonstrated a
tendency to focus on their areas of authority and expertise
while proving less able to organize joint efforts that fall
between domains. The Intelligence Community has suffered
the consequences of this problem and perpetuates it. As we
learn to unify all instruments of national power in truly joint,
interagency initiatives, we will find that intelligence only grows
in importance for the new players on the national security
team.

The National Intelligence Strategy of October 2005 proclaimed
a vision of our Community as “a unified enterprise of innovative
intelligence professionals...,” but it did not further define that
end state. Vision 2015 outlines the rationale for becoming an
enterprise, and details the differences in our new operating
model. Our Intelligence Enterprise will advance along the
distinct paths of adaptability, alignment, and agility.

Key Design Principles

To succeed in this new environment, the Intelligence Commu-
nity must undertake fundamental organizational and cultural
change, moving from a bureaucratic command-and-control
model to an integrated, collaborative, networked Enterprise. As
we build this Intelligence Enterprise, we need to adhere to a few
simple design principles — adaptability, alignment, and agility.

Adaptability is an organization’s aptitude for anticipating,
sensing, and responding successfully to changes in the environ-
ment. It is a process that requires us to continuously survey the
external environment, identify discontinuous threats or oppor-
tunities, understand the gaps between challenges and capabili-
ties, experiment with new ideas, and learn from experience. The
keys to adaptability are active engagement and an openness to
outside ideas and influences.

Alignment is the degree of consistency and coherence among
an institution’s core strategy, systems, processes, and communi-
cations.  Alignment occurs within a context of strategic
direction, ensuring our activities are prioritized to realize a
specific vision, without predetermining “how” the vision will be
accomplished. It is a control mechanism ensuring that strategic
goals, objectives, deployed capabilities, and organizational
performance are clearly linked and focused on mission achieve-
ment. The key challenge to achieving alignment is ensuring

unity of effort without succumbing to conformity of thought.

Agility is an organization’s ability to reconfigure processes and
structures quickly — with minimal effort and resources — to
seize opportunities and address strategic risks. In a complex,
dynamic environment, no amount of forecasting can predict
every change. We need to create an organization that responds
with speed and precision to unforeseen events. Agile organiza-
tions possess flexible, modular design, shared infrastructure,and
an innovative, risk-tolerant culture.

These design principles need to be integrated and reinforced.
Adaptability without alignment creates chaos and wastes
resources on duplicate and conflicting efforts; adaptability
without agility results in an organization that can “see the train
coming down the tracks” but cannot get out of its way. We must
ensure that our new organizational models and intelligence
concepts adhere to these design principles.



Strategic Roadmap

The Community needs a detailed plan to enact this vision and
become an Intelligence Enterprise. The Director of National
Intelligence will establish a senior-level design team to
develop the specific actions and milestones comprising a
roadmap to accomplish our vision. The roadmap will detail
actions that will ensure our strategic adaptability, enhance
alignment, and improve our organizational agility.

Adaptability actions:

+ Develop the means to forecast the future environment,
anticipate future threats and missions, and consider and
deploy innovative alternate intelligence capabilities.

+ Develop and experiment with new operational concepts
and tactics in support of the integrated operating model.

+ Align innovation and experimentation efforts (e.g,
Galileo) in support of this effort.

+ Implement and examine multiple models of mission
management to determine how to best use them opera-
tionally.

+ Build the organic capability to conduct exercises and
modeling and simulations throughout our processes
(e.g.,analytics, collection, mission management, etc.) to
innovate and test new concepts and technologies.

+ Integrate lessons learned, history, and education and
training activities (as appropriate) to establish the basis for
learning from our successes and failures.

« Exploit best practices in customer engagement to estab-
lish Enterprise-wide channel managers who actively
engage with our developing partner-customers and
evolve our engagement model.

+ Establish an intellectual “home” for intelligence profes-

sionalism, linked to the National Intelligence University,
to serve as the thought leader for the Enterprise.

Alignment actions:

+ Re-image the Community to acknowledge that member
relationships to the Office of the Director of National Intelli-
gence differ. Formalize these different relationships in
policy.

+ Develop an Intelligence Enterprise strategy that aligns
ends, ways, and means.
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+ Deploy a unitary, transparent, and disciplined strategic
management process to drive integrated strategy-to-
capabilities-to-plans and budgets across the enterprise.

+ Build an annual strategy-to-plans structure that focuses
agency and element performance on specific goals and
objectives, with tangible metrics, to ensure that we progress

toward accomplishing our missions and achieving our vision.

+ Integrate our counterintelligence capabilities through
increasingly rigorous policy, doctrine, standards and
technology, and align counterintelligence with our broader
National Intelligence Strategy goals and objectives.

+ Develop the policies, procedures and infrastructure to
permit the creation of new, temporary, mission-focused
elements to serve as the operational arms of the Intelli-
gence Enterprise.

+ Embrace a culture of performance that encompasses
the individual, the agency and the Enterprise.

Agility actions:

+ Re-image the Intelligence Enterprise to find ways to
flatten the hierarchy and reduce to the "tooth-to-tail" ratio.

+ Create an Intelligence Enterprise concept of operations to
detail the components of the integrated operating model.

+ Clarify roles, missions, functions and decision rights
through policies and procedures and streamlined
processes.

+ Dramatically improve the access and flow of critical
information — both operational and management —
across the Enterprise.

« Shift from large, expensive collection platforms towards
smaller, netted collection systems.

+ Identify and consolidate services of common concern
(e.g., human resources, finance, public affairs, general
counsel, legislative affairs) to streamline and simplify Enter-
prise support activities.

+ Seek new means to enhance enterprise culture through
integrated operations (multi-agency), practices (doctrine,
tradecraft, etc.) and support services (alternate work
locations, hoteling). Deploy such capabilities in parallel
with existing ones and rigorously pursue the better
performing options.

+ Foster a risk-tolerant culture by rewarding agencies,
leaders, or other intelligence professionals who seek to
adopt new practices to improve performance or efficiency.

21



VISION 2015

22

Leading Change

The first and most significant impediment to implementation is
internal and cultural: we are challenging an operating model of
this Vision that worked, and proponents of that model will resist
change on the basis that it is unnecessary, risky, or faddish. These
opponents will posit that incremental change is working, the
environment is not really that different, and the new methods
are unproven.

A second impediment is existing institutional barriers, which
create friction. Few things sap the determination for change as
effectively as the friction induced by layers of bureaucratic
inefficiency working to frustrate any endeavor. Stove-piped
“back-office” functions that make even simple personnel or
operational activities difficult will complicate nearly every aspect
of transformation.

A third impediment is budgetary. Dramatic transformation of
the Intelligence Community will require stable and somewhat
predictable budgets. While some efficiency gains will be realized
through rationalization and consolidation, change cannot
happen on the cheap. This challenge must first be addressed by
responsible internal management practices at all levels, guided
by a detailed strategic roadmap and better communications and
engagement with the appropriators and authorizers.

A fourth impediment is environmental: the tyranny of the
immediate. For nearly four decades, intelligence reform has
remained largely stymied by the inability of the Community to
emphasize sustained implementation. Senior leaders across the
Intelligence Community face constant pressure to depart from
carefully considered approaches to deal with pressing day-to-
day challenges.

Translating our Vision into reality will take more than desire and
good intentions. First, we will need effective outreach and
aligned communications to energize the organizations that
comprise the Intelligence Enterprise. We will need strong leader-
ship, unyielding commitment, and empowered change agents
to mobilize the workforce. Second, we must align the Enterprise
through a new National Intelligence Strategy, a strategic
roadmap that establishes key capability milestones over the
FY11-16 planning and programming horizon, and the develop-
ment and management of annual implementation plans to
ensure accountability and progress, Third, we will need to assign

responsibility for accomplishing this Vision to key areas
throughout the Enterprise: missions (e.g., counterterrorism,
counterproliferation, counterintelligence, etc), agencies,
program managers, and functional leads (e.g., Chief Information
Officer, Chief Human Capital Officer, Science and Technology).
Fourth, we need to institutionalize change by ensuring short-
term wins, measuring and rewarding performance against the
vision, and ensuring continuous improvement through
quarterly reporting and evaluation sessions with senior leader-
ship throughout the Intelligence Enterprise. Perhaps most
importantly, senior leadership must commit to building a
culture that will take risk to make this Vision real.

The transformation of the Intelligence Community into an
Intelligence Enterprise will not come easily; if it were an easy
process, our dedicated intelligence professionals would have
completed it long ago. Although change is disconcerting by its
very nature, the changes elaborated in this Vision are necessary
for our continued success and for the defense of our nation. We
will encounter halting progress and occasional setbacks, but we
will succeed in remaking today’s best Intelligence Community
into the best Intelligence Enterprise the world has ever seen.
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Decision Advan taEE

The employment of all facets of intelligence to acquire and provide information to gain an edge or competitive
advantage that is crucial to winning while denying competitors that same information

Customer-Driven Intelliﬁence
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Global Awareness and Strategic Foresight
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and d-.-ﬂ':url"-g alernative hypotheses and a range of scenarios to better understand a complex, rapidly evolving
and unpredictable global environment

Mission-Focused Operations

A concept of operations that transcends the current agency-centric model towarnds & more mission-based
confizuration that i agile, synchronizes collection, and connects dispersed and divergent expertise 1o
collaborate on hard problems

* Integrated Mission Management - Integrates and orchestrates resources and expertise around
MISSEON, oL AgEncy OF -:‘.||‘-'.l.'|F‘.~ e

« Adaptive Collection - The dynamic reallocation of distributed and networked sensors that can
work autonomously and cooperatively to improve situational awareness, reduce collection Hmes,
enhance coverage, and improve accuracy through cross-cueing and correlation

* Collaborative Analytics - The n:apab-li:ll::r to manage and exploit unprecedented information overioad
and free analysts to work in distributed information networks focused on a common mission

* Strategic Fartnerships - [ he abilicy to extend the Intellipence Community beyond the traditional
network to increase global coverage, deepen local expertise, and c?ture mission synergies by expanding
our partnership model to include alles, opportunistic partners, academe, and indusory

MNet-Centric Information Enterprise

A common information infrastructure that provides seamless access to all intelligence information. services,
and tools across multiple agencies and databases

* Develop a common “cloud™ based on a single backbone network and clusters of servers in scalable
distributed centers where data is stored, processed and managed

* Discover, access, and exploit data quickly and completely

* User-defined analytic environment through “drag and drop composite applications

* Protects information from those who should not have it

Enterprise Integration

Creation of a strong institutional foundation that integrates the vital cmnﬁnunu of the Intelligence En:;prtu -
policy, people, processes, infrastructure, and technelogy — to remove the barriers to collaboration and reduce
the “tooth-to-@il” ratio through greater economies of scale
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