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15 December 1960

MEMORANDUM FOR THE DIRECTOR OF CENTRAL INTELLIGENCE

We present herewith the report of the Joint Study Group
on Foreign Intelligence Activities of the United States Govern-
ment. In conducting this study we have been guided by the
attached terms of reference. We would note, however, that
we inevitably came across matters of national security interest
in the foreign intelligence field not specifically covered in the
terms of reference and that we felt obligated to comment on
these.

In preparing this report we have earnestly endeavored
to consider what is best for the nation. In submitting the
report we recognize that in the time allotted it was impossible
to cover in detail the vast foreign intelligence effort of the
United States Government, but we have endeavored to identify

the major problem areas and have recommended solutions.
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I_.yman B. Kukpa.t ick (Chalrman) e
Inspector General, Central Intelligence Agency SRS
Representing the Director of Central Intelligence

A
Allan Evan

Special Assistant to the Director of Intelligence & Research,
Department of State
Representing the Secretary of State
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Genefal Graves B. Erskine, USMC
Assistant to the Secretary of fense

for Special Operations
Representing the Secretary of Defense
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Robert M. Ma
Chief of the International Division,”Bureau of the Budget
Representing the Director, Bureau of the Budget

James S. Lay, Jr,
Exeduti¥e Secretary, National SecAripy Council
Representing the Special Assistant to the President

for National Security Affairs
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commands, it doubts whether the major portion of
DOD resources in this field, both in terms of money
and manpower, should be under th.e:ir control. Such an
allocation of ELINT resources appears to militate
against the concept of an effective, unified organization
and control of U, S, ELINT activities.

The NSA has been given top-level support in
recent years, which has proved most helpful to the
COMINT effort. Ultimately, however, the contribution
of the Agency to the national security must inevitably
depend upon aggressive, dynamic leadership on the part
of the Director, NSA.

Experience has shown that there has been too
much stress in recent years on the concept of partnership
in COMINT and ELINT activities. The tendency to exercise
more and more of the authority of the Director, NSA,
through the commmand channels of the military departments
and the service cryptologic agencies has not only reduced
the effectiveness of NSA control but has also created a
series of misunderstandings concerning the responsibilities

and prerogatives of all concerned in these arrangements.

= 36 =
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More emphasis should be placed on the fact that the
Director of the NSA is responsible for developing an
effective, unified organizatir:)‘n which involves control

of intercept and processing activities conducted by the
three service cryptologic agencies: Army Security
Agency, Naval Security Group and the Air Force Security
Service.

The Joint Study Group doubts the wisdom of the
policy of putting segments of NSA organization under the
control of the service cryptologic agencies. It appears
to place another echelon between NSA Headquarters and
the intercept operator in the field, suggests that opera-
tional orders to a military service unit in the field are
less likely to be questioned if they come from an NSA
element under the control of that military service, and
raises some question as to who is really in charge of
U. S. COMINT and ELINT operations,

The Department of Defense should thoroughly
review the validity and implementation of NSA policy.

In short, the Joint Study Group considers that a positive

- 37 -
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exercise of the authority delegated to the Director,

# s s s s e s

NSA, by «++++es.....and related DOD directives is
necessary in order to achieve the full implementation
of these documents.

Such implementation, however, can only be
accomplished if the Director, NSA, is assured of the
firm backing of the Secretary of Defense and the full
cooperation of the military departments, Full co-
operation of the military departments includes the
provision of qualified personnel, adequate facilities,
coordinated training programs, and adequate equipment.
Such cooperation, however, has not always been forth-
coming. The services have placed insufficient emphasis
on research and development for ELINT purposes. This
has resulted in the lack of proper equipment in the field
of ELINT where a number of operations still have to be
conducted with gear of World War II vintage, The controls
now exercised by the Director of Defense Research and

Engineering and the Director, NSA, should correct this

deficiency. An aggressive program of action is required.

- BB
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In Section VI, the problem of levying intelli-
gence requirements is discussed in detail. Here, the
Joint Study Group merely wishes to note that it was
favorably impressed by the ways utilized by the NSA
to satisfy the needs of its consumers. Several factors
contributing to success in this area are: (a) close liaison
between the intelligence analyst and the producer of
signal intelligence information; (b) serious concern
with the problem of translating the intelligence require-
ment into terms meaningful to the collector; (c) consumer
awareness of the availability and allocation of COMINT
and ELINT resources; and (d) the ability of NSA to

anticipate some of the needs of its consumers.

The ability to anticipate needs depends in part
on long-range planning capability. In this area, NSA has
a program under way to determine what adjustments will
be needed in its allocations of resources and what new
resources will have to be developed as complex technical
changes occur. This appears to be a promising develop-
ment in spite of the difficulty of predicting the precise

nature of these technical changes in the next five to ten years.

« 39
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In considering the fusion of COMINT and ELINT,

as originally proposed by the Baker Panel and subsequently

confirmed by .:..:.......:, the Joint Study Group notes

that fusion has not been sufficiently achieved by either the
producer or the consumer. To what extent security
considerations have been a barrier is difficult to ascertain.
A tendency on the part of COMINT producers to be overly
protective has not been helpful. Furthermore, fusion
between COMINT and ELINT has not been aided by the
United States mtelliéence Board (USIB) decision to handle
COMINT matters in one USIB committee and ELINT matters
in another.

We are concerned at the arbitrary barriers that have

been erected between signal intelligence and the other forms

-----------------------------------------------
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communications intelligence with all other forms of

collection.
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We would note that with the Peterson case, the
defections of Martin and Mitchell and leaks of infor-
mation based on commanications intelligence, there
can be little doubt in the minds of the opposition as well
as all other sophisticated foreign powers that the United
States is engaged in communications intelligence. While
this should not lessen our security guards, we feel that
the problem should be approached from an over-all
point of view regarding security rather than increasing
the compartmentation and isolation of various types of
intelligence which only draw attention and do not add to

security. In other words the integration should be

achieved while simultaneously tightening security on all
intelligence matters.

One specific result of excessive security is that
the COMINT production process is hindered by a lack of
qualified translators. This occurs, not because qualified
translators are unavailable on the labor market, but be-
cause they are unacceptable under current security clearance

regulations. It is believed the present situation would be

ameliorated if a more realistic appraisal were made of

the security and production factors involved.

- 41 -
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It is recommended that:

7. The Department of Defense re-examine the
assignment of Defense ELINT resources to unified
and specified commands to determine the feasibility
of placing more of these particular resources under
the operational and technical control of the Director,
NSA.

8. The Department of Defense review the NSA
concept of partnership with the service cryptologic
agencies in COMINT and ELINT activities with a
view to strengthening the control of the Director of
NSA over the service cryptologic agencies.

9. The Department of Defense reappraise the
adequacy of research and development programs for
ELINT purposes with the objectives of developing
more adequate ELINT equipment at the earliest
feasible time.

10. USIB reappraise the security clearance
standards for foreign born translators to determine
whether the current shortage of translators can be
alleviated by modified security procedures and
practices.

- 42 =
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SUMMARY OF RECOMMENDATIONS

1. The Secretary of Defense take appropriate action
to bring the military intelligence organization within the
Department of Defense into full consonance with the con-
cept of the Defense Reorganization Act of 1958. Toward
Ehal endl . i o s v 4w e E @ e ¥ oe o » 4 e s v Page 3l

a. there should be established within the Office
of the Secretary of Defense a focal point for exerting
broad management review authority over military
intelligence programs, and providing over-all coordi-
nation of all foreign intelligence activities conducted
by various Defense components. . . . . . . Page 32

b. the authority of the Joint Chiefs of Staff in
intelligence coordination and operations should be
strengthened in support of their assigned mission by
such means as: . . . .. 5 B R A e . «« Page 32

(1) placing under Joint Chiefs of Staff control
increased intelligence resources to support its
strengthened authority; . . . . . £ w v e Bage 3%

(2) requiring the Joint Chiefs of Staff to
coordinate the intelligence views on substantive
intelligence matters within the Department of
Defense, notably for estimates; . . . Page 32

(3) requiring the Joint Chiefs of Staff to
coordinate military intelligence requirements
(see recommendation no. 26 of Section VI);
.............. o e DR 3

(4) requiring the Joint Chiefs of Staff to
coordinate the intelligence activities of the unified
and specified commands and be the primary channel
to these commands for guidance and direction of in-
telligence matters originating with the Department of
Defense (see additional discussion and recommen-
dations on Section VII); , . . .. ... . Page 32
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c. National Security Council Intelligence Direc-
tives, Department of Defense and Joint Chiefs of Staff
directives should be revised in accordance with the
BDOVE: v e s Bk & x s oa s v s e s w8 ¢ PREe T

2. The increased intelligence.resources required
by the Joint Chiefs of Staff and the unified commands should
be drawn from the existing resources of the military depart-
ments and component commands as appropriate. Page 32

3. Budgeting procedures for intelligence operations
and activities should be brought more closely under the
control of the Secretary of Defense, including clear
identification of the total intelligence costs throughout
all of the echelons and elements of the Department of
Defengse. . ..., . ¢« 3 a2 m Ay $.x v 5 e TageNd

4. Policies should be initiated that would permit
more rigorous selection and training of personnel assigned
to intelligence activities and operations (particularly mili-
tary attaches) and personnel so assigned should be given
position and rank comparable to their operational counter-
BREED: & 4 5 5 5 & % % @ a0 AV E G a e e . Page 33

5. The military services should be encouraged to
maintain and develop a capability for clandestine intelligence

collection which would be carriedoutunder the coordination
of the Director of Central Intelligence. . . . . . Page 33

6. The Special Security Officer systems should:

a. avoid duplication of channels to non-military
consumers;

b. be staffed by personnel of rank commensurate
with a courier function;

c. avoid placing their own interpretation on

material transmitted by the Special Security Officer
systems. . . . .. R = O i e Page 33
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7. The Department of Defense re-examine the
assignment of Defense electronics intelligence resources
to unified and specified commands to determine the feasi-
bility of placing more of these particular resources under
the operational and technical control of the Director,
National Security Agency. . . . . . . . . . .. Page 42

8. The Department of Defense review the National
Security Agency concept of partnership with the service
cryptologic agencies in communications intelligence and
electronics intelligence activities with a view to strengthening
the control of the Director of the National Security Agency
over the service cryptologic agencies. . . . . Page 42

9. The Department of Defense reappraise the
adequacy of research and development programs for electronics
intelligence purposes with the objectives of developing more
adequate electronics intelligence equipment at the earliest
fengibletime. .« « « = « o » 5 5 % 4 s 5 a5« 4 « Paged4

10. The United States Intelligence Board reappraise
the security clearance standards for foreign born translators
to determine whether the current shortage of translators can
be alleviated by modified security procedures and practices.

Page 42

Ill. The Department of State place greater emphasis
on intelligence responsibilities in the indoctrination of its
POTBOBEOL. o 5 8 B B @ e e e e e e e PARS B0

12. Military departments should concentrate more
effort on career management by developing programs of
constantly broadening assignments in intelligence for quali-
fied and specifically designated officers, which will gain
the benefits of a career intelligence service without isolating
the officer from contact with the general mission of his
service and its operations. ., . . .. .. .. . . Page 60

13. The Central Intelligence Agency should open
its clandestine training facilities to other agencies as a
service of common concern. R DU =/, S ) |
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14. The United States Intelligence Board should
review existing compartmentation of sensitive information
with a view to achieving more uniform practices and
ensuring that essential security safeguards do not result
in vital information being withheld from officials and
organizations with urgent national security responsibilities.

......... Page 61

15. The United States Intelligence Board should
review the situation in the National Indications Center to
determine the adequacy and level of its staffing and to
assure that all information pertinent to the National
Indications Center's mission (including highly classified
and sensitive information now withheld) will be transmitted
to the Center promptly on its receipt. . . . . . Page 61

16. The Secretary of Defense and the Director of ! _{?L« ;

!
M~

Central Intelligence should consult preparatory to the early 4%
preparation of a new National Security Council Intelligence :
Directive designed to provide authority and assign responsi-

bility for the establishment of a National Photographic S,

Intelligence Center (NPIC). . . .. . . ... : Page 61

17. The Central Intelligence Agency should place
more emphasis on the establishment of unofficial cover
throughout the world. . . . . . . . . . . .. .. Page 61

18. The Director of Central Intelligence should focus §
community attention on the important area of counterintelli-
gence and security of overseas personnel and installations
and assign responsibility for periodic reports to the United
States Intelligence Board. . . . . . . o 'l a2 Page 61

......................................
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20. The Central Intelligence Agency should increase
intelligence support to unified and component commanders
by direct dissemination of all information reports from
pertinent field stations. . . . . ... ... ... Page 62

a central requirements facility, initially to coordinate all
requirements levied for clandestine and signal intelligence
collection, and if successful, subsequently expand its
operations to other types of requirements. Personnel
assigned to this facility should be drawn from existing
requirements personnel of the member agencies. Page 85

21. The United States Intelligence Board establish “"[

22. The new central requirements facility use {
the Central Intelligence Agency's Office of Central Reference
as its reference facility. . . . . .. 2w e w e EAgE 8%

23. The United States Intelligence Board establish
a program for the integration of all collection requirements
manuals into a compatible series of coordinated guides;
likewise, the creation of integrated requirements guides
on a country-to-country basis setting forth the specific
collection requirements and responsibilities of each depart-
ment and agency concerned. . . . . . .. .. . . Page 85

)

24. The chief of mission or principal officer in each

overseas area should be given affirmative responsibility for l/

coordination of all overt and clandestine intelligence
requirements concerning that area. . . .. . . Page 86

25. The United States Intelligence Board in its
annual evaluation of community effort prepared for the
National Security Council pay specific attention to collection,
and request similar evaluation from each chief of mission
and militarycommand. . . . . s s s 5 5 s » » Page 86

26. All military requirements at the Washington

level be coordinated by the Department of Defense so as
to prevent duplication or concentration on low priority

targets. § % o WA ® B ow oo s iosow s e Page 86
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28. The Director of Central Intelligence should take
action to achieve more effective coordination within the
intelligence community using the normal command channels,
as distinct from staff channels, of the departmen

ts and
agéncies concerned. . . . . ;- ¢ 5 s o8 B8 § s lﬁ

29. The Director of Central Intelligence should be
supported in taking leadership and initiative to develop
solutions for the problems of coordination by the establish-
ment of a coordination staff, under his personal supervision
and separate from any operational responsibility of the
Central Intelligence Agency or other department or agency.

This staff should seek to identify at the earliest possible /:Q“
time and promptly recommend solutions to coordination }/-:;

problems, especially through surveys of intelligence activi- Fo-
ties as authorized by National Security Council Intelligence
Divtectiva No. 1. % . . . i : 655 5 5 . ... Pagell4d

30. In phase with the organizational changes in the
Department of Defense recommended in Section III, the
membership of the United States Intelligence Board should
be reduced to four members who shall be the Director
of Central Intelligence (Chairman), and representatives of
the Secretary of State, the Secretary of Defense, and the
Joint Chiefs of Staff, with ad hoc representation from the
Federal Bureau of Investigation and the Atomic Energy
COrranABEIOn. .« .« o 5 o s e o w  ww e o oage 114

3l. To strengthen its role in management of the
intelligence community, the United States Intelligence Board
should establish a management group which would analyze
and propose solutions to non-substantive community problems
of an administrative or management type. This group would
be composed of one senior representative of each member of
the United States Intelligence Board. . . . . . . Page l14

% - See page 91 for dissent regarding separation of Director of
Central Intelligence from Central Intelligence Agency.
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32. The United States Intelligence Board, through
the recommended management group, should review the
future plans and programs of each member of the intelligence
community for consistency and proper allocation of effort
at the beginning of each annual budget cycle. Its views should
service as a basis for guidance and coordination to the
intelligence community and for reporting to the National
Security Council annually. . . . .. . . .. .+ . Page 114

33. The management group referred to above should
review the functions and activities of the several committees
and sub-committees of the United States Intelligence Board.
This review should include consideration of possible changes
in the committee structure and improved reporting pro-
COOUPERE, « o v o w w e b 5 e el e . w e o ow Fages 115

34. Intelligence guidance and instructions to com- :
ponents of unified commands originating in military depart- /
ments should be transmitted to these commands through the
Joint Chiefs of Staff (J-2). . . . .. v wow oo Fage 115

35. Unified commanders should exercise control and
command over the intelligence activities of their component ;
commands and be the primary channel to them for guidance /
and direction on intelligence matters including any instructions
that originate in the service departments. . . . Page 115

36. Chiefs of diplomatic and consular missions abroad
should take positive steps to effectively coordinate all overt <
intelligence collection and reporting activities within their :
assigned areas of responsibility. . . . .. . . . Page 115

37. The Central Intelligence Agency's stations::::!

«s++.0 should continue day to day coordination of clandestine
activities at the case officer level. The Director of Central
Intelligence should relieve them of the authority to veto
another agency's proposed operation. Before a proposed
operation or activity is rejected, it should be referred to
the Director of Central Intelligence. . ., . . . . Page 115
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38. In order to achieve a more effective system for
utilizing cost and manpower data in the entire foreign intelli-
gence effort, the United States Intelligence Board should
refine and improve its process for preparing and appraising
such data by the following means: . . . . . . . . Page 121

(a) the United States Intelligence Board's making
a clear and specific determination as to those activities
which properly are foreign intelligence and thus subject
to the coordination of the Director of Central Intelligence
and the guidance of the United States Intelligence Board.
.......... s o wow e xow sy age 121

(b) based on this determination, the United
States Intelligence Board should continue to evolve an
improving pattern for the development of cost and man-
power data so that the resulting figures will be comparable
and will permit the United States Intelligence Board to
review and coordinate the effort expended on foreign
intelligence activities by the several departments and
agencies, especially through the review referred to in
Section VII, recommendation no. 32. . . . . Page 121

39. The Department of Defense and the Central
Intelligence Agency should seek means to effect better
coordination of their respective research and development
activities for intelligence purposes. . . . . . . Page 128

40. The United States Intelligence Board should
monitor efforts to develop automatic systems to store and
retrieve intelligence information and the extent to which com-
patibility of systems is assured. ... . .. . . Page 128

PR I R R R R I R ® % 8 8 e e s s e ssa
41. @ 8 % 8 % 5 8 8 B B B S E S E T E S S EE S eSS e fe e s
--------- & % B W % 8 8 = 8 B 8 mE S S8 8 S8 88 SE S S eSS eSS S sE s sEEes

& % % B 8 % B S 5w S S EES S S S S T EEEE RS e
-------------------- R R I I I I I

8 B 8 B R R e e e .
" s e e e s 888 s FEE .

BUSTANELIRNBAXNEEEE G 8 95 B B h o Page 128
42. The United States Intelligence Board should
strongly support the efforts initiated in the counter-audio
surveillance field by the National Security Council Special
Committee on Technical Surveillance Countermeasures.
...................... . Page 128
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43. The Group's last recommendation urges upon
the intelligence community that, to a markedly greater
extent than it has done, it should establish specific arrange-
ments for planning its work, and anticipating its problems.

..... T P T R TS L S
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