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-

. MEMORANDUM FOR THE DIRECTOR OF CENTRAL INTELLIGENCE

', We present herewith the report of the Joint Study Group

-on For:e'ign 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

S we inevitably came across matters of national security interest

in the foréign intelligence field not Speéifically covered in the

terms of reference and that we felt obligated to comment on

~ these.

“In pfeparing this report we have ear.nestly endeavored
tAo. consider what is best iorvthe nation., In submiitting the
report we .recogni_"ze t.hat in the time allotted it was impdssible
to cover in detail thé vast foreign intelligence eféott of the

United States Government, but we have endeavored to identify

" the major" prob!ein areas and have recommended solutions.
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‘Inspector General, Central Intelligence Agency
Representing the Director of Central Intelligence

. . Allain ’fvain:g '

Special Assistant to the Director of Intelligence & Res.earch.
oo Department of State L :
Representing the Secretary of State

Genefal Graves B. Erskine, USMC
Assgistant to the Secretary of P€fcase

_ for Special Operations '
Representing the Secretary of Defense

: Robert i\& Ma
Chief of the International Division,”Bureau of the Budget

Representing the Director, Bureau of the Budget

James 5. Lay, Jr

Exe@é Secretary, National SecMdri

Representing the Special Assistant to the President
for National Security Affairs '
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APPROVED TERMS OF REFERENGE

.

* JOINT STUDY GROUP

1. To promote the most ‘eiiecﬁve and efficient use

" of intellige;\ce resources and to assist the DCI in cariying
S ~out his r'espt‘msibilities for coordinatiné the foreign inte'lli-'.,,
gence activities of the U. S. 7'Govér|;f;ient; an ad hoc Study

." ‘.Grbui:' isAestabi:i_.s'héd by'agr_eemeﬁt' of the following principals,

. who wﬂl be représented on the Group:

' The Director of Central Intelligence, who will provide
the Chairman '
The Secretary of State
The Secretary of Defense
The Director, Bureau of the Budget
The Special Assistant to the President for National
' Security Affairs

The President's Board of Consultants on Foreign Intelligence

Activities will have a representative sit as an observer on the

:Joint Study Group and the Board will be given an opbort(mity

to comment on the Group's report.

‘2, The Group, under the direqtion of the DCI. shall
concentrate its attention primarily upon organizational and
management aspects of the following areas within the intelli-

gence effort. [For this purpose all aspects of fdreign intelli-

gence shall be within the purview of the Group.
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a, Inter-departmental, departmental, agency

' and military service procedures for handling of intelligence

-

requirements and related guidance to collectors -~ with

particular attention to:

(1) Procedures for keeping down the volume

of, and avoiding any unprdfitab'le duplication in,

~ such ‘guidan{:e. and the ieﬁsibﬂity of establishing

a central iegistry of outétanding intelligence.

requirements and of collection responses thereto.

(2) Inter-departmental arrangements for

selective levying of requirements on the most

. appropriate collection facility or facilities.

b. USIB arraﬂgements for:

~ (1) Ensuring rapid adaptation, adjustment or’
re-direction of existing collection ASsets to meet -
changes in cu;:en§ piiority requirements, and for
deciding-tl:pOn and supédrting expansion of ’;:‘cisting
collection faciiities or development of néw. facili-

ties x}eede& to meet new agieed high-priority

requirements;
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- (2) Periodic community evaluation (including
.th.e,a.ppra'isa.l of dollar and man-year inputs) of
“.. . the foreign'intelligence' effort as a wholé -- with
o ‘:parti;:;%l‘az attention to improving the total program
K o IA_bal_a',nce,“ from the geograpﬁié and functional points | P
A:'_dt view, and to increasing efficiency and elimihat'-‘ : .-
- ing‘a.ny. unprot‘.itablev dupllication in. fhe utilization
-of intelligence resou.r_.ces. |

S el The present military infelligence coordinating

machinery and its relationship to the intelligence community --
' :':._.-"'with particular attention to possibilities for closer integration

under the :'aptlxori,ty of the Department of Defense Reorganization

Act of 1958, .
~d, The effectiveness of current implementaéion of

intelligence coordination directives and procedures -- with

.- special attention to the field coordination of overseas intelli-
i gence activities, and to community support for the intelligence
" needs of senior U. S. »rep'_resentatives abroad, including

- military commanders.

\ .

‘e, Present arrangements for cdordi_nati_ng resear;:h
and development conducted in support of the foreign intelligence

1
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effort and for determining the inte_liigence community interest
in, and providing support to, any R & D for other primary
purposes which may als.o have sigm’.ficanf. potential usefulness
to intelligence.

3. T.he .Cn'oup'shall plresent, by 15 December 1960, its
{iﬁdings and recommendations for aﬁp:Opriite aqtipn to the DCI
for consideration by the Principals, after which time it shall
be dissolved. Ahy;aétior'xs to implement approved recom-
méndations-aha_li bel tl)e exclusive .responsibility of the heads

of the departments or agencies directly concerned.

14 July 1960

ot i
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I. INTRODUCTION

A rr;eeting on 6 .May 1960 btlstw;en the Director of |
3 Centrgl Intelligence, the Secre_tar)-r of Défénse. the Director
6t; the B;lréau oiiBudget. the Special Assistant to the President,
- for National Security Affairs, and the President's Board of.
Cénsultants on Foreign Intelligence Activities resulted in af
. decision to estai:lish an ad hoc Joint Study Group to review .
- specified aspects of the foreign intelligence effort of the
United States 'G'ox'revrnment. By 12 July 1960 the terms of
reference had been agreed upon by the‘ principals and approved.
by the President of the Uni'ted States.

.The term's‘of ref'eienc,e' provided that the membership
| of the Study Group would'consist of representatives of,‘the
Director of Central Intelligence (who would provide the Chair-
‘man), the Secretary of State, the Secretary of Defense, the_.
Special Assistant to the President for National Security Affairs
‘and the Director of the Bureau of Budget. In addition, the
terms of reference provided that the President'a Board of
Co.nsultants on Foreign Intelligence Activities would have a

representative sit as an observer with the Group and that the

G r e T AN o A TP M s S e ¢ e da L e Wit e ar




President's Board would be given an opportunity to comment on

the Group's report following ita submiss_ion. By general agree-
ment of the members of the Study Group, the Aésistant to the
Director of Centga} Infelligence for Coordina.tlion‘was invited to
participate with the Group in an observer capacity, ‘

4 Th_e droup's terms of reference provided that the attention -
of the Stud_y Grbup w.éuld be focused primarily on the organiza-
tional and management aspects of thefo;eign intelligepce effort,

' More specifically, the Study Group was difected to examine require-
ments, which are the rﬂeéns,by which intelligence producers or
r~eéear<':hera request collection; fhe adaptation of collection assets
"to changing n_ee_db; the-mgthod by which the iﬁtelligence éommunify
periodically eValuatesb its efforts; the military intelligence 'coordi.-
nating machinery, partiéulé.rly as related to the Depértmehi of: |
Defense Reorganization Act of 1958; fhe implementation of intelli- |
gence directives, particularly as related to providing intelligence
support to field commanders; and the coordination of the research
and development effort of the'intelligence community.

Commencing 10 July .1.960, the Study Group met 90 times,

for periods ranging from two to nine hours each, and received

briefinga or presentations or ex{ga'ged in discussions with 51~organi-.l.' .

zations, A total of 320 individuals appeared before the Study Group.:

!
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While the majority of the meetings of the Study Group
| "were held in 'Washing_ton. the'Study Group traveled to Fort
Meade to visit the National Sgcurity Agency on two different
: occaqions; to San Antonio, Iexé.s, Air f’ofce Security Service;
to (.)ma'.ha.,' Nebraska, Strategic Air Command; to Dayton, |

Ohio, Air Technical Intelligence Center; to Londqri, England,

‘. the United States Embassy,

- *l'. France, the United States Embassy

= . bassy,

/ .

United States Army Europe; to

i L S T Commander -in-Chief United States Navy Europe,

¢ 13,.';': Knd Commander-in-Chief Near East Lebanon Mission; to Paris, .

- and Supi'eme Headquarters Allied Powers Europe and United States

o . European Command; to Bonn, Germany, the United States Em-

to Wiesbaden, Germany, the

United States Air Forces Europe; to Heidelberg, Germany, the

‘:Ithe Consul General, Berlin representatives, aLnd representa-
. . tives of the four cryptologié agencies in Europé.
. The Joint Study Group conclud;:d its sessions with repre-
‘sentatives of the intelligence community by meeting With each of

: .. the members of the United States Intelligence Bba.rd, ‘except the




representatives of the Federal Bureau of Investigation and

. the Atomic Energy Commission. In these meetings the Study

- Group had the opportunity to solicit views on the major pro-

posals incorporated in this 'repbgt.

The Joint Study Group has made a conscientious effort

.- to meet a8 a body'eaéh time so that all members would have

‘ . the benefit of l;ea;ing t-he saﬁé -pr'esentatiox.:s. Each of the

. members contribt;ted at least one staff assis.tant to the Grouﬁ
.. who indisjaensably assisted in arranging_meetiﬁgs. doing re-
_- search and drafting and redrafting many-sections to e:épedite

- the preparation of this report,

The Joint Study Group has tried to examine the problems
of the intelligence'conr;munity from a national point of view.
without reference to personalities or parochial interests. V;'ithin
this over-all approach it has made every effort fully to appre-
ciate departmental interests in the fields of intelligence collection,

processing and production, We have endeavored to understand

' the history and evolution of U,. S, foreign intelligence activities,

and have found in this history both advantagéous and disadvanta-

(93

geous aspects. We have tried to capitalize in our recommenda-

[

tions on the advantages the community has gained from its often

———
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effective, spontaneous response to the demands of events

and circumstances. We have sought corrective measures for

these deficiencies in the community that reflect lack of ex-

i blicitly planned development.

We have reviewed the National Security Act of 1947

(as amended) and other applicable statutes. We have examined

j":' - those prow(isioriq of each National Security Council Intelligence

-Dire.c."(:i:ve and Director of Central Intelligence Directive within
our terms of reference both to determine their appropriateness
and their degree of implementation, We have ‘also studied the
Department of Defense Reorganization Act. of 1958. |

Finally, the Joint Study Group has paid particula‘r atten-
tion to the future, and carefully examined the ‘extentvof long-
tenl"n plam;ing within the intelligence community,

We particularly want to thank those many members of
the intelligence community who épent long hours Ppreparing
helpful brigfing‘ma@erial for the Study Group. In addition, their
very frank discussions qf problems and ideas for in:xprovements

were invaluable to us in preparing this report.
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1I, THE INTELLIGENCE COMMUNITY

The foreign intelligence effort of the United States

* . Government centers in the "intelligence comir_mnity". which
consists of those departments and agencies which are responsi= -

ble for the couectidn of information and production of foreign '

intelligence essential for the security of the Uniteci 'State,s. .

The intelligence community includes the Central Intelligence

. Agency; the intelligence components of the Departments of

State, Defense, Army, Navy and Air Force, and of the Joint

Staff (JCS); National Security Agency (NSA); the Federal

Bureau of Investigation; and the Atomic Energy Commi‘asio'x.m.

In addition to these departmenta and agencies, there are

. many other elements of the government which collect or

. procfuce information useful in the intelligence process and

which conti’_ibute t§ the foreign intelligence effox.'t; these -
elements are brought into community activities on an ad hoé
basis,

The heart of the intelligence cdmmunity is in

Washington (including Fort Meade), althdugh considerable

activity occurs elsewhere in the continental United States.




_The latter includes the major intelligence elements of the

Strategic Au- Command, the Commander-in-Chief Atlantic

Fleet, Continental Air Command. Continental Armies,

L . ."individual Army headquarters, Strategic Army Corps. Air

) -:.:-'"Technical Intelligence Center. Army Map Service,

. Aeronautical Chart a.nd Information Service, and the_Air

. Force Security Service. The Army and Navy cryptological

,agencies are in Washington. All three military services

maintain regional intelligence offices, largely engaged in

{

-7 out the United States. The Central Intelligence Agency {CIA)

e aloo hae regional fie'ld offices a.nd reszdent agencies.

The fon.owing table will provide an order~of-

3 'xh.a.gnitude impression of the location of the nation's foreign'
- intelligence maﬁpower; Of particular interest are the facts
thet iir.\ore than 80 per cent of intelliéenee personnel are
related £o Department of Defense activities and that over
half of the total manpower is engaged in the signel intelli;

gence effort.

TOP 5 RET

' aecurity investigative and countermtelhgence work through-
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(Penonnel primnnly engaged in the foreign Lnnlugence aﬂort)

Grand Totaltiks

INTELLIGENCE COMMUNITY MANPOWER L

3

. " As'of end of fiscal year 1960 . e
Agency.. T A ¢ Overseas -  : Total R 5
.CIA | 1o
State _ : ‘ 700 I,100 : 1,800 . - .
Defense (42,300) (45,300) (87,600) -
[ oso/osn - .20 . . . : 20 .
T Y " . 365 166 531 i
L Armytek 5,700 . 7,300 3,000 ¢
" Navykik ' 1,100 1,250 2,350 . .
Air Force®** 8,100 - 4,600 12,700 . i
Total SIGINT (27,000) (32; 000) (59, 000)
ASA 8,600 11,800 20,400
AFSS 6,000 15,200 21,200 .
NSG 2,200 4,700 6,900 - !
NSA 10, 200 ' 300 10,500

* - SIGINT: the communications intelligence (COMINT) and
electronics intelligence (ELINT) activities
under the operational and technical control of
the Director of the National Security Agency.

ok - Continental United States, exclusive of Hawaii and Alaska

*** . Exclusive of SIGINT personnel

*#k* - This figure does not include |:|ELINT personnel assigned
: to unified and specifjed commands who are not under the
operational and technical control of the Director, NSA. .
- (These are non-add totals because of rounding. ) A i
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The intelligehcecpmmunity is formally organ{zed under .
' the United States Intelligence Board (USIB). This Board has
a total membership of. ten, of which six fepr_ount the principal -

o producers and 'procee_s_o"gs of inteliiéencé; namely, the Central

Intelligencé Agency, thé Department of State, th'e- Army, the
Navy, the Air .Force'and‘the National Security Age)ncy. Two
other agencies are not extensively engaged in foreign in;teni- |
gence activities but sit on the US]B as occasional contributors --
the Atomic Energy Cﬁmniission and the Federal Bureau of
Investigation. Finally, there is representa;i;on from the

Office of the Secretary of Defense (OSD) hnq:fx;om the Joint . |

Chiefs of Staff (JCS). National Security Coﬁncil Intelligence

Directive No. 1 officially lists the USIB membership as

; t'bnows:

T e L g W TR AT S ST




The Director of Central Intelligence, Chairman
The Director of Intelligence and Research, Department of
‘State

" The Assintant to the Secretary of Defense for Special

o Operations .
- The Director of the National Security Agency
* ' The Director for Intelligence, the Joint Staff
".. The Assistant Chief of Staff for Intelligence, Department of
o ‘the Army
" The Assistant Chief of Naval Operations for Intelligence,
.+ . Department of the Navy
.. The Assistant Chief of Staff, Intelligence. Department of the
" Alr Force

,_ Airepresentative of the Director of the Federal Burcau of

.7 Investigation
.. A’‘representative of the Atomic Energy Commisasion

The above ulst suggests certain oﬁ'servatiom. .Three
echelons of the Defense Deﬁartment are represented on the
- USIB -~ the Army, Navy and Air Force sit on the USIB as
equals with the representative of the OSD, their civilian
superior, and with the Directof of Intelligence, the Joint
Staff, representing their military superiors, the JCS. That
all are not in fact eét_xal is implicit in the requirement that
military services, NSA and JCS representatives are not
permitted to appeal USIB actions without prior review by
the‘Secfetar).' of Defense. We would finally note that the
USIB has six nﬁlitai‘y member agencies as compared to

four civilian agencies and only two of the latter are mé.jor

collectors and 'prqdncers of foreign inteuigence.' .
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" of these committees and their subordinate elements a-re

_concerned primarily with the production of finished intelli-

" composition of these committees normally reflects the

Functioning directly under and in support of the USIB o

are 26 committees. Some of these in turn have established

sub-committees or working groups through which they A '

discha.rgé part of all of their responsibilities. A number

gence; others deal with the coordination of guidance to
collection and processing activities and with a variety of

reference services and other support activities. The

membership of the USIB itseli.’ A chart of the committee

‘ and sub-committee structure of the USIB is shown on the

following page.
Any evaluation of the USIB structure must necessarily
start with an c.xa.minatior_x olf the functions of that body.
National Security Council Intelligence.Directive' {NSCID)} No. 1
indicates that this Boax.'d is intended primarily to aéaist . _ -' ' ,
the Director of Central Inteiligence {(DCI) to ‘achieye an

effectively coordinated intelligence community, 'ax_zd the

Board itself to carty certain coordinating responsibilities,

Its reapon?ibilities cross agency boundaries and co;vqy:
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both a policy-making and management flavor. The develop-

' m.ent_: of program guidance for all agencie‘s. the establishment
: ot; community intelligence objectives, requirements a;nd
e ?riorities. and the provision of a more eifectivﬁly integrated
. '."i"’.__natkhnal iﬁté'lligence éflloré cannot be achjeved unless the

“* 7 'Board plays a positive, constructive role in assisting the

.

""" management of the community.

Our study has convinced us that the USIB has been

3 primarily a deliberative body. It has discussed and given

: final shape to estimates which are recognizedly the capstone

of intelligence effort, but it has by no means devoted equally

o adequate time to its coordinative responsibilities.. We are

not aware that the Board has ever provided over-all program

guidance for the entire community.. Problems confronting
the Board are allfoo.frequently merely noted or refe.rre:.iA
to a committee,

" We.are of thg opinion that these deficiencés are
rooted in several causes, not the least significant of which
is the size" an;i makeup of the Board itself, Although all
membera'.. except theA Chairman, appear to be eqﬁal, they .

are not of equal status. They do not enjoy like a;uthqi'ity

>
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within their own agencies, nor do they represent'similai,
.types of organization. The three echelons of military

repreben'tation have already been cited; here we would only

no intelligence organization, and the Joint Staff intelligence " ;

. - compo‘_nent.is cbmparatively small. The heavy weighting of

military repreééntation is itself questionable.
. We feel that the Board has slighted its managerial i

responsiﬁilities. To aseist the Board in remedying this

situation, we believe there should be a USIB mechanism

cc;ncerned with management matters.. We have particularly
in r;\ind major management problems, ﬁaually involving’
Aseveral parts of the community.

Finally, we feel there is aﬁ opportunity to rr;a‘ke better
use of the Board's 'time tl;xrough more careful screening of
matters coming before it. In making this observation we

are very conscious of the need for safeguards against lower

" level groups in effect usurping the powers of the Board.

The Study Group feels that the first purpose of its

recommendations should be to build upon the constructive

and favorable elements in’ the present intelligence -

add that the top Department of Defense echelon commands ' :




TOP~SECRET

organizations and to'correct deficiencies. The Study Group

has therefore looked at the major component units in order

" to discern in each its generally advantageous and disadvantageous
¢ha,racteristic’s. A quicl; review of these observations is set

B " forth below as a guide to the over-all direction of the Group's .

¥ ‘ »'"..':pr.opos.als. '

P el The CIA has inade'progxtess in developing a corps of
'.{.‘:.'::':-..:'-,"‘.ﬁre.l"l..'-tra'med, dedicated personnel. It has demonstrated

¢ T :notable enefgy'in developi;’tﬁ projects of common concern .

" which have been aséigned.to iit. However, this same energy

,‘ i'xas in fact led the _Agenéy into some activities that a;é

'1"»:"; - éon‘ipetitive with those of other members of the commuaity,

. ’ -“;and r;ised in these members continuing fears of increased
c.entralization'to a degree that hamperé the DCIfa coordinati.ng

efforts,

- I The Department of State contributes a fund of
' ‘expertise in the understanding of foreign affairs. Its infor'-
4 . mation gathering is enhanced by the fact that its collection

. © goes hand in hand with diplomatic negotiation and repre-
. sentation, This same fact, however, complicates the

situation in that embassy political and economic activity, -

-16 -




being in part policy operation, cannot be brought wholiy

within the cover of intelligence coordinatién, nor can it

easily be separated into the two categories of intelligence

and pohcy. The Foreign Service still shows an mdifference
 to intelhgence. in part, because the Service thinks of f,; :

inteuigence in old-fashioned terms as a Iimited esoteric K

operation.

The military intelligence services provide the com= .

munity with specialized knowledge and exp:erience in : . e

indispensable areas of intelligence inteyest. Their dedi- - | N

i ot

cation and esprit de corps are of high order. 'They are - RERTE
disciplined and résponsive to command, Ha.éring direct .
. responaibility for preparing for military action with the

potential enemy, they supply to the community a sense of

urgency that is unfortunately not always matched elsewhere.
; L On the other hand the participation of three separate military -

intelligence services in all community activities makes it

difficult to achieve an over-all military intelligence view.

Further, the frequent rotation of personnel does nothing to

encourage greater depth of understanding or collaboration.




The JCS organization at present bears promise of a

'stronger mechanism for reconciling the service views. Up

to now in the field of intelligence the implementationl'of the

Department of Defense .Reorganization Act of 1958 has not
o ﬁrqgressed fax: .e_nou'gh.to permit immediate reliance ﬁpon
the Joint Staff contribution to aqlving intelligence community
"; .‘ p’roijlems. »
| ‘The recbmmehda‘tioha on problems and issues raised.
ln this section are presented in later sections v.rhe'rg they

L are more fully developed. ' .

- 18 -
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1I. MILITARY INTELLIGENCE !

' .foint Study Group fall roughly into two main categories --

e Defense organization and field operations. DR S ', f; :

. intelligence. we note that increasingly powerful, sophis'ticated'

available to both the Uniteq States and the U, S, S, R.. in such § ‘

" wars and be able_effectivély to support U.- S, forces. Finally,

¥

The problems in military intelligence identified by the

Depariment of Defense (DOD) Inteili_g_ence Organization h

- In attempting to visualize the future role of military -

and costly weapons systems of mass destruction are becoming

‘quantities as to give each the capability of destroying the other -

several times over. In such a confrontation, foreign intelli-

gence regarding a technological breakthrough has gt.eat' R q
significance, Policy makers in government will rely increas-

ingly on int'elligenée_ to keep them apprised of en.e'my research
development and over-all capabilities, .to insure sound decisions

on weapons ‘systems, .More.over. intelligence must be so organ.-

ized as to give advance warning of both general and limited

intelligence must avoid concentrating so exclusiirely on military

, aapects' of the power balance that it overlooks economic and politi-

- cal aspects both of that balance and of the free:wor'ld. generally,
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) 1 A o The Joint Study Group believes that in the foreign intelli-
gence area a sense of great urgency must be brought to the study .

. of and lilannlng for such a future, It is impressed with the need o

* to make far-reaching decisions now, without further delay, about
5 the kind of intelligence the United States must have -~ its size, . - . . - i
o mission, the resources to be devoted to it, and its organization,

To insure that intelligence will be equal to the great

: demands placed upon it, it must be viewed as an integrated

program demanding an intense effort, closely coordinated planning,
i :and tﬁe allocation of resources in,mo'ney end hurpa.n'.skills cox:_r;x-
parable to weapons systems of the highest priority and on an
‘' equal footing with them, In view of the impozrtance of infelligence, :
. we believe the chiefs of the military intelligence services, as
well ;A those in comxﬁands and joint stafifs, should 'have equzil
: position and rank to the ir operational counterpaxt;.
More specifically, the kind of future suggested above
will pose for the 'DOD problems which have already begue to. teke
.shape, For example,. _advahced technology is being appl'ied_ |
increaeingly to intelligence and involves the expenditure of great

sums, In-the collection of intelligence information, SAMOS is a

' eyatem which is expenawe to develop and will continue to be




" collected, Two projected photo interpretation centers for
' carrying on this work, one'i,p CIA and one in the Air Force, . : : '

. are now in the early stages of development, The difficulty is o ’ 7

* must be based on\other than solely intelligence factors, the - - ! o

TO ' CRET

expenaﬁre in operAatio'n.‘ The _maﬁagement of this program- will

f
;

involve serious and complicated decisions as to the extentand ~ . = i K E a
c _ _ :

nature of its use. The operational use of SAMOS will be

principally for intelligence and will involve additional outlays

for the rapid and efficient handling and processing of the data

that these agencies have been proceeding without sufficient

reterence\to each other. While the decisions on use of SAMOS

community, probably operating through the USIB, should look

forward to having an imizortant share m the responeibihty. Thm_

problem is d;scussed further in Section V.,

bt SR AT g e s it

’

In the data procesaing, storage and retrieval field there
is also great resea-x:'r.ch hand development acf;ivity. M'oatvof it,
however, h;s been carried out along strictly departmental aéen'cy
lines, and while Defenée -wide coordination is proéieﬂsing under

the direction of the Director of Défenae Research and Engineez;ihg. h

coordination for community-wide compatibility' is less satis- -

factory. (See Section IX,)

-21 -
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In addition to the problems 6f developing new intelligence :

] . systems, there are difficult procuremen't decisions regarding the

i : L modernization and replacement of obsolescent equipment involving

T T

considerable cost, For example, United States Air Forces
Europe (USAFE) feels it needs to replace worn out and unsuitable

‘ o ,'{ . ai'r‘cr_éft with C-130Bs for the collection of high=pziority elec~

P SR e o o

- tronics inte‘lligen_c'e- (ELINT) data, United States Army Europe

(USAREUR) states that it is in great need of modern EL'NT

eq\iipmem: of all kinds but funde havé not Been allocated, Deavelop-

ment of a high performance aircraft which Naval Intelligence

3 T _ : o .
1 ~ . believes it needs for an air platform for photography and signal _ .

intelligence to fill an important intelligence need is not proceeding

" ! because funds have not been allocated.
I _. A continuing se ri.out-a problem ig the diffi‘culty in arriving . -
at an accurate cost figure for intelligence for the Teason that

k thére is no basis for comparability common to all three mil%tary

‘serviceNdepartments, For example, funds for ix{telligence

T T TN Tr

"’ o activities and operations under the jurisdiction of the DOD have

1 ~*  been carried in appropriation accounts, As is pointed

out in Séction VIII, this makes fiscal management very difficult.




ir

United States intelligence must be a community effort

in fact as well as name, which means that effective coordination

of intelligence as a truly national effort must be achieved, By

far the preponderant part of U. S, intelligence in terms of man-

power and money'is that undertaken by the DOD. Great strides

toward a more closé_ly integrated community would result from

improved intelligence coordination within the DOD, '

It has been sugge sted to the Study Group that a positive -
~ solution would be to establish one intelligence service for thé

‘whole DOD, reporting directly to the Secretary of Defense.

Although this proposal has considerable merit, it is our view

that on balance it would be unwise to attempt such an integration

of intelligence activities so long as there are three military -
services having specialized skills and knowledge.,
Nonetheless, intelligence management within the DOD

must be organized in such a way as to provide adequately for

intelligence as a coordihated system of highest priority, Besides

increasing JCS responsibility in coordinating over-all defense
substantive matters, there is need to establish and maintain

cognizance of the over-all program in terms of resources of

manpower and money allocated, and to eliminate waste, ,duplicatio_n

-23 -
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and inefficiency, For this there should be an authoritative focal

point within the Office of the Secretary of Defense, which should

. also be the primary point of contact with the rest of the commﬁnity.

- Among the internal factors influencing U..S., military

intelligence is the Department of Defense Reorganization Act of

. .1‘9‘58. In general, a process of evolution is.té.king place in

which the strengthened position of the Joint Chiefs of Staff (JCS)

in the command line from the Secretary of Defense is gradually

' emerging, . ‘ ’

However, it does not appear that the concept of the

‘<De£enae Reorganization Act of 1958 has yet been fully realized

../in the field of intelligence. Essentially the same general

methods and proceduﬁea for the control of intelligence opera-
tions and tﬁe exercise of 1ntelligénce responsibilities that existed
‘pr_ipr to the Defense Reorganization Act pf 1958 are still in
effect today. In fact, intelligence activities of components of

unified and specified commands continue to be as responsive

as formerly to direction by the military departments.

It is clear from the concept of the Defense Reorganiza-

tion Act of 1958 that the JCS can logically assume direction or

‘control over such intelligence activities as are undertaken in

- 24 =
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sup;;ort of the strategic mission of the JCS, whether ;hey are

now being performed by the military service departments or. '

by unified and specified commands, However, it is not so

specifically stated in DOD directive #5100, 1., Furthermore,

National Security Council Intelligence Dizrectives (NSCIDs)

* charge the militaxy departments with-ceftain_'intenigence ’

responsibilities but fail to do the same regarding J-2 of thé(
JCS, indicating instead that the military s.ervice.depart:menta
produce that intelligence required byAthe JCS, |

The JCS publication '.'Uniﬂed Action Arme.d Forces
(UNAAF)" of 23 November 1959 implements DOD directive

#5100. 1 and does not limit intelligence responsibilities of the

military departments to their departmental missions, Further,

departmental missions are not spelled out in sufficiently clear

and unmistakable terms, thereby furnishing latitude for inter-

preting specific intelligence operations and activities as being

in support of departmental missions, In this way the chain of

‘command is by-passed with resulting lack of coordination to

prevent overla.ﬁ and duplication and achleve more effective

use of resources.,

[y
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It seems probable that the situation described above
cannot be positively corrected unless the relevant NSCIDs are
revised to assign authority and responsibility for military

intelligence activities to the Secretary of Defense who can in

turn allocate responsibilities to the services and JCS as he

sees fit.

Field Operations
( o
In common with other national purposes, U. S. military

intelligence is strongly affected by external factors of major

" importance. Foremost among these is the existence of the

cold war, a condition of neither peace nor war which imposes

enormons complications on military commanders who must

fna'intain. in'a world nominally at peaée. -a posture of fui} war -
timé readiness. Military commanders in these circumstances
quite naturally demand that their inteilligence subport give
absolute priority to the security of command and early warning.
The ‘continued threat from an implacable and powerful
enerﬂy is a factor which demands an ix;telligence effort sustained
at close to wartime i:'ate‘nsity. The eff.ectiveness of this effort

is limited by the formidable security system which it must

penetrate, The importance of U, 8. intelligence operations in
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Berlin and'in East Germany is emphasized 'by'the fact that

operations there are cox':sid_erably easier than elsewhere in

the bloc. Nevertheless, intelligence information is becoming

'mcreasihgly hard to. collect even there, and .political considera;

tions sometimes further restrict intelligence activity, - If the

United States is to be prepared, it must be assured of the best *

possible flow of information about enemy strength, disposition,

combat readiness, science and téchnology. and probable
. -

intentions in au_fﬁéient quantity and detail to support the cdm-

"mander's mission,

It cahnot be said with any assurance, short of the

actual event, that this flow of informatién is now sufficient

to 'prbvide the desifable waining and security of command, '

or assuming that it is now sufficient, that it will not \s_uddenly
: ', dry up sometime in the future. Consequently, oanly the best

" coordinated overt and clandestine efforts will suffice,

The Joint Study Group appreciates the desire of com-
manders to.mainté.in control of intelligence assets which they
deem necessary to assure security of their commands. At the

.same time, intelligence operations, particularly clandestine

1
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intelligence operations, must be closely coordinated not only

to insure efficient operation in meeting this military require-

~ment which 18 recognized as being of high pz"iority. but alsc}

to prevent damage to other operations of high importance and

to foreign policy objectives. These military intelligencé

’ ope:;ationé must also be consistent with the requirements }>f

" national policy.

The Joint Study Group believes that a solution lies

v

"in a new approach to coordination in the field, This is dis-

cussed at-length in Sec.tion VII on Coordination. In brief, thié
will involve an'alteration of the CIA organiiai:’i;n to the extent
that while day-to-day operating coordination would remain a
responsibility of CIA field stations, over-all organization and
planning c.;oordination would be doné separately,

Fc;r their part, the military intelligence servi.ces, '
and particularly the Army, must increase their efforts to
improve clandestine capabilities, The Joint Study Group has
not been able to find any authoritative CIA opinion subscribing
to.the belief that CIA should pre-empt clandestine operations

as its own exclusive province, There was abundant evidence

TOP 5 ET
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of CIA opinion to the contrary: since the military services

will need to mount clandestine operations in time of war, the

time to deirelop and exercise the capgbility is now, Conse-~

quentlly. it is especially important that.the military services - o

raise the professionélism of their intelligence bers;nne;l, not

ﬁnly to increasé over=-all iesponeiveness to the imperatives - ; ‘ 3

of security of command and early warning, but to fa.cilitate - | C

coordination wi;thin tﬁe total U, S. effort and to prevent

g:émpromise and loss of valuable agaeté. ‘ . ;,
Other field problems were encountered with respect o 1 .

to counterintelligence, intelligence activities ax.fzd‘organiza-. .

tion in international commands, security of U, S. classified

activities, and communications,

While considera.ﬁle progress has been made by If. S.
and allied intelligence agencies to nelutralize hoatile intelli-
gence eﬁorts agaix;‘st. thé United States, an even more effective
counterintelligence capability muﬁt be developed to meet the f
threat. Recent disclosures of the extent and success of Soviet |

eapionage ind_iéa.te.that maximum effort is required to prevent

serious compromise of U. S, interests, .
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varying stanaards of security among the allied nations,

TOP GCRET

The Joint St\;dy Grox;p recognizes the contrib&tioﬁ the
military attache system. makes to U, ‘S. intelligez;ce. We .
believe that this contribuﬁoh_could be enhanced through the
adoption of mo;;e_ rigor;uq standards of selection, improved
Bz:iefing and indoctrination and intensified language training,
This is discussed in grea;er detail in Section V,

. . A reié.t;ed p;ébier'n is the dissemination of intelligence

within the NATO command, Complications arise be'cause of

The existence of NATO commands parallel with U, S,

" commands generates difficulties in aasigning authority and

missions for the various threats our alliance syafem must be
propared to meet, The basic problem is that planners must
be prepared for either a NATO war or a U, S, war. This

. : . \
problem is of critical importance for intelligence, because

. of its supporting role both before and during hostilities; '

The Joint Study Group is concerned about the Special

Secu;rity Officér (SSO) systems on two counts: the comparably

secure CIA channels| rlo and may

-30-
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increasingly duplicate the service SSOs provide to ambassadors;
in a few instances it was observed that'SSOs went beyond their
secure tranamiaéion func'tions. by selecting itemﬁ received by
the system and making fheir own evaluation of them, |

. We feél that the creation of the National Sfrategic .
Targeting Planning Staff will make possible better utilization S
of target intelligence, and we a;re hopeful that comparable :
procedure.s will be de;reloped for the coordination and utiii- '
zation of intelligence for tactical targéﬁng purposes.

There i§ a great need for improvement in the zole c;f

J-2 of the unified commands. The Joint Study Group believes

that positive coordination by J-2 of intelligence operations of
the component .commands would do much to alleviate many
existing difficulties, We have in mind particularly the need

for coordinatibx; by the unified commands of intelligence train- .
ing and operations, requirements, gélations with non-military
intelligence agéncies, and counterintelligence,

It is recomnmended that:

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
this end: o A
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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
coordination of all foreign intelligence activities
conducted by various Defense components.

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:

(1) - placmg under Joint Chiefs of Staff control
{ncreased intelligence resources to support its
strengthened authority;

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

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

{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
intelligence matters originating with the Depart-
ment of Defense.(see additional discussion and
recommendations on Section VII);

c. National Security Council Intelligence Direc-
txves. Department of Defense and Joint Chiefs of
Staff directives should be revised in accordance with

- the above.

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
departments and component commands as appropriate.

w32 -
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3. Budgeting procedures for intelligence operations
and activities should be brought more closely under the i
control of the Secretary of Defense, including clear i
identification of the total intelligence costs throughout v
‘all of the echelons and elementa of the Department of ‘ l
Defense. - g

4. Policies should be initiated that would permit moxre i
rigorous selection and training of personnel assigned to i
intelligence activities and operations (particularly milie o
tary attaches) and personnel so asaigned should be given Coa
position and rank comparable to their operational counter-
parts, :

5. The military services should be encouraged to
maintain and develop a capability for clandestine intelli-
gence collection which would be carried out under the
coordtnation of the Director of Central Intelligence,

6. 'I'he Special Security Offzcer systems ehould'

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

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

¢. avoid placing their own interpretation on
material transmitted by the Special Security Officer
systems,

-33- o




IV. NATIONAL SECURITY AGENCY

* The National Security Agency (NSA) is the Department
' of Defense (DOD) Aéeécy established by the Sec.r.etary.of

| Deféﬁse to.carry .out most of the responsibilities now assigned
ito him b} ﬁ#tional Sec;u'ity Council Iptelligénce DifectiVe
(NSCID) No. 6 as the executive agent of ti:e government ic;r
comrﬂuﬁications intelligence (COMINT) and electronics intelli-
gence (EI..INT), as well as certain responsiﬁiliti'es in the
field of communications security, In order that NSA can
carry out both-the COMINT an& ELINT missions, the COMINT
and ELINT activities of the United States are placed under the
'oper.ational and technical control of the Director, NSA. Th_e
exceptions to this policy are the clandestine COMINT and
ELINT activities delegated directly to t\mified a;xd specified
commands by the Secretary of Defense.

Although the Joint Study G.roup appreciates the

fact that certain ELINT activities are essential to provide

direct support to the operations of unified and specified

:

v
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commaands, it do‘t_xbts whether the major portion of
DOD resources in this field, both in terms of money
and manpower, sh-ould be under their control. Such an
allocation of ELINT resources appears to militate
. against the concept of é.n eiféctiie, unified orgaxiizatibn
and control of U. 8. ELINT activities. 4 - _ i
The NSA has been given top ¥1e§é1 support in | : S
recent years, which has proved most helpful to the o ' = h
. COMINT effort. Ultimately, howevér. the contr%butio,n
of the Agency to the national security must inevitably
depend upon aggressive, dynamic leadership on the part

of the Director, NSA.

‘-36.- v,
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- V. COLLECTION - RESOURCES

For the purposes of this repbrt we have divided the
collection of intelligence informé.tiqn into four major fields:
overt, signal intéuigence. visual-aerial, and clanéestin;a.

The principal collec.tors of overt intelligence “mfbr- _
mation are the diplomatic and consular officers ofﬂtBe~United

States and the military and civilian attaches. Their reporting’

is largely based upon official and non-official contacts, -
general obgervation and research, Other overt sources

‘include the monitoring of open radio broadcasts, the .

exploitation of foreign publications, and the interrogation
of defectors and refugees, all of which provide considerable :
Ava.luable infbrma.tion. |
A secondary source for overt collection involves |
United States business organizations and individual travellers
whb‘ recei-ve or obtain information from abroad. Similarl*
the Bast-West exchange program has provided the opportunity
to obtain some significant information in recent years.

The Study Group wishes to emphasize that the infor-

mation collected thréggh overt means is the foundation of all -




' blhtxes of the Foreign Service. it does believe that great?r - ". L .. S

‘language and areéa knowledge are essential if the intelligence

duties are not encouraged to engage in intelligence information

intelligence and should not be neglected through over-

concentration on less conventional modes of collection.
We anticipate no change in' this in the future,

"~ While the Group recogmzes the operational responsi-

utilization for intelligence purposes can be made of all
Foreign Servicen.Ofﬁcers'serVing abroad. This requires,
first of all. 1mproved indoctrination on thezr role as overt . A

collector‘s of mtelligence information. In addition, improved

reporting of the _Fdreign Service is to be based on sufficient

©

depth and understanding of the country being reported on. The

Department of State has made commendable progress in recent
years in basic language training, but greater efforts are

needed to make reporting officers proficient in the language

of the country of their assignment.

At the embassies visited by the Group it was observed

that only those officers assigned to the political and economic

sections are used as intelligence information collector 3.

Foreign Service Officers assigned to consular or administrative
. . p

£




. service attaches should normally be officers with substantial

to assign as attaches officers with specialized experience

collection and, in fact, are without a reporting vehicle if
they should in the course of their assigned duties come into

the possession of useful information, although it is presumed

" that in such an .eve:ng:'the officer would pass the information
" “to the ﬁolitic‘al séction.. ‘The failure to utilize acti\;ely all
e 'E.‘bi"eign,s.érvic'_e Officers as observers or overt in;elligencei_
:Qfﬁce'r's'. iﬁ tin{o.rt.uné.te because, for example, consular :
 officers ha§e contact with the £§reign public corstantly and
~ with éeople from all levels of society, be they government

officials, commercial peéple or other elements of the population.' ‘

" 'The Joint Study Group recognizes the contribution the

military attache system makes to U. S. intelligence. We
believe that this contribution could be enhanced through the
adoption of more rigorous standards of selection, improved,

briefing and indoctrination and intensified'language t_raining.

Especially in the larger embassies, we belleve that the
intelligence experiexice. In those cases where it is .necessary

h fields éther than intelligence, it »ia' very important that




they be given céreful training and indoctination, as well ' | *

as clear-cut instructions, before assuming their_attaché

duties. '

| w.; found that briefing of attaches might profitably - - I
concentrate more effort on the aptiviti_es and_ relatidn‘ahips s
of the embassies, \&ith particular emphasis on ways in which o g
the attache can best contribute to the country team effort.
Ip activities apart from hié military departmental duties,
ghe attache himself must come forward and ma:ke ci__enr Ahis

interest as well as the special areas of competence he can

bring to the affairs of the mission.
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One serious problem relating to signal intelligence,
but also present in the .photographic intelligence field,

results from the security classification system cu’irenﬂy

in use. Entirely aphi‘t’ f_rom the well-known tendency

ihréughout the intelligence community to over-classify,

' -the special handling required for a very significant portion

of intelligence in.formatiop has at times deprived key

.. personnel of information vital to the successful discharge

of their responsibilities. Among United States agencies,

_ practices vary regarding the granting of special intelli-

gence security clearances.

Even the National ;ndications Center (NIC) is.
sometimes deprived of vital information on security
grounds, .despite its assigned role of informing promptly
and fully top U. S. officials on critical events affecting the
national security. The NIC (in the Pezitagon) is the cegxtral

point which is intended to receive, analyze and transmit

all-source information which may indicate hostile intentions

anywhere in the world. It is staffed by USIB repre-

sentatives and .providé_s. intelligente support to'the Watch




Committee, an inter-agency body which publishes a weekly
surhmé.ry of #va.ilable information related to the imminence
of hostilitiés. The extreme importance of these activities
is self-e‘viaent._ Despite this fact, the Study Group observed

that the NIC ‘on pccaaion has had to resort 'to informal °

.- channels and persbnal contacts to obtain vital information.

‘A third major source of foreign intelligence is

‘ photographic and other visual-aerial observation. This

is probably the most precise form of intelligence collection,

inasmuch as photbgraphs provide accurate information.

The U-2 fnrbgr'am provided what was probably the greatést
v '
amount of valuable information obtainable from any single

".source, and the Study Group heard consistent requests

that this program or something sirhilar to it be resui’ned
at the earliest possible date. The possibilities of aerial
observations from missiles and satellites were examined
and while they have subsatantial potentialities for the
future, left th;a impression that accuracy similar to that ‘
of the U-2 will not be obtained for some time.

The Study Grm;p has spent many hours discussing

the problem of processing and interpreting aerial photography
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processing facilities involving several times the number

Tl ;.n..,‘.:._...\o-‘.'.‘.‘--p

for intelligence purposes. The CIA, with the acétive

participation of the Army and the Navy, is administering

an expanding operation which is now in effect a photographic
intelligence center of common concern. However, this |
cenlter is still opératéd today on the basis of informal
arrangements originating at the tit'ne of the U-2 which

could be terminated at any time. 'The' Air Force (including

the Strategic Air Command) has extensive photographic o o i

of personnel now at the CIA center. Formal understandings " o i
should be reached soon as to the respective roles of CIA ,
and the Air Force in the photography field to insure that R

maximum intelligence value will be extracted-at reasonable

cost from the new sources of photography now being developed,

:

particularly SAMOS.

There i‘s agreement Withivn'the community that when
y:hq raw {ilm is chemically processed, the photography shouhi
be djatributed immediately té all parties of interest. | Tli'erq
is also agreement in most of the community tfxat a central

photographic intelligence center of common concern should
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be established. Opinions vary, however, as to {a) how

much interpretation and analysis should take place at
such a center, and (b) who should run it.

It is the consensus of the Study Group that a photo-

- graphic center of common éonce:n should be established.

It would be responsible for rapid identification of items of

intelligence interest and 9chi§ving a quick initial inter-

‘... departmental evaluation of important items.

¢

Personnel of the center representing different parts

of the community would jointly examine the photography,

'uaing collateral information as necessary, only up to the -

point where the objects in the picture had been definitely -
identified. Based on such identification, the cﬁnter would
then distribute its initial identification, together with related
collateral infor@tion aupporting the identification, to

interested parts of the commuhity for more detailed

. interpretation by specialists,

The most difficult problem is to determine whether
CIA or the Department of Defense should run such a center.'
If the decision is to be based on pré,bable developments in '

the near future plus the assumption (which may be invalid)

Dongi b

TETCIY




that this photography will provide reliable and timely
early warning intelligence, then a strong case can be ma.de
‘ to locate the center in the Department of Defense It can
be argued that reapons1b111txes of the JCS or the Air F.orce - | ek
for instant retahation are such that early warning intelli-

gence resources sheu'ld be under its direct control. Further-

more, various elements of the Department of Defense have

photographic centers anyway in connection with t#rgeting

"a_ctivities and other ;eieted nee'ds, thus suggesting that

it may be more economical for the DOD .or the JCS to run

the-center. From another point of view, possible . ' -
Cengreseional reaction to Inrther major increases in
: CIA's budget snggesﬁs caution in é;cné,nding CIA's operational
reasponsibilities beyond current levels. - N

On the other hand, strong doubts have been expressed

as to whether, for example, SAMOS would provide enough

reliable and significant early warning information to justify

the very high cost ef collecting and pfoeeesing ph'o'tograph)"
‘at frequent intervals for the same areas. Regardlees of

who runs the center, the Strategic Air Command would.

receive the raw take immaediately for a quick screening




for early warning indications. Second, use of high-level '

j S aerial photography to date has shown that, while it provides
; | intelligence information o.f high operational value to the
Air Force, it also provides vital information fo;.- other
: ‘i | . : .. '_.-"_ :: ‘members of the community. ° future photography from ‘
.sources such as SAMOS will even concérn others besides .

the Air Force for it will cover the globe and thus provide

U "+ intelligence information of general value to the entire com-
munity, and requiring collateral information for analysis

which is available bhiy at the seat of government, Third,

@. - CIA has already demonstrated its ability to run an inter- B ' ]

agency photographic center.

3

The Joint Study Group believes that a decision on
the executive direction of such a center should be determined
by consultation between the Director of Central Intelligence.

R ‘. | and the Secretary of Defense and thereafter a new National

Security Council Intelligence Directive issued.
The last form of collection is that by clandestine means

through espionage and cdunte'respionage. This, however, is

one of the most difficult forms of collection and requires a

" considerable expenditure of manpower carefully trained |

: o : . - 53 -
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ovei‘"ﬁ’ long period of time. It is our impression that there

o

has been a tendency to view clandestine collection as a
generally available asset which _c'ah be called upon to obtain
quick answéra to a wide Qa‘ri'ety of requirements. We believe
that a ia.z; more realistic approach.to clandestine collection
should be made and that the clandestine mechanism of the
government should be directed at specific targets, with
detailed requiremehts formula;ted only after a;g'enté ha;ve -
successfully penetrated such targets so that the require-
ments can then be tailored to the 'cé,pability of the agents.
In the cll‘mdestine collection field one of' the most
serious differences of view exists between the Arx;my and
tile CIA. On the ox;e h.and, the Army believes that it must
have clandestine collection to provide early warning and
the so-called low-ievel,. 'detailed information it needs on
" many installations and order of battle. It feéls that the
CIA is concentrating on higher level targets. The Army
£ear§‘. too, that the CiA, seeks to take over all clandestine
collection,

However, CIA feels that the Army is engaging

in competition for a limited number of agents, and that

p
o
b
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this competition must be controlled in order to avoid

‘compromise and ensure optimum utilization of these rare

assets, Moreover, CIA personnel lack confidence in the

. operé.tionz;l ability c;f r'nany Army clandestine operatbrs.

- of ﬁhe other :a.ge.t.icvies eﬁgagéd in Cla;x}ciestine collection, the.
.Air Forc.é‘ ha; mdicated that1t intends to turn its clan- )

~ destine Woik ov;‘ar.‘; to CIA whenever that Agency oania.nd

- will {ulfill its requirements for collection; the clandestine

efforts of t.he ﬁavy are modest and ;ieate no prbblem. It
is trué éhat the CIA does- not currently have assets capable
of eatis.fyix'lg all military clandestine collection requiremeqts.
but this fact of itself should not preclude improved coordination
of the -entire clandestine effort. |

We believe that the CIA should concentrate its
clandestine collection efforts on those requirements Yhich
the intelligence c'ommunity has selécted_#s. being of the
highest national priority. The Inter-agency Priorities
Committee's (IPC) li‘st: of "first priority" tai'gets wpuld
appear to be a logical guide for this eifo‘rt. The military

services, contrastingly, should concentrate on satisfying

.their operational requiremehts. These activities'. in our ,




opi’nion. come within thé espionage activities authorized .
Aby National Security Council Intelligence Directive No. 5,
and thei;‘ discontinuation would be a mistake, especially
in light of the ~military'neéd to build up this kind of capa.bivlity.
for use in wa_rtime. If target areas are carefully selected
and respect;ed. 'th§te need be nc; sler'ious duplication or o K .
‘compétition between the CIA and Army operations especially
.ilf ;oordination is faithfully performed as it should be through
t};e mechanism outlined in Section VII

If the need for better ‘tra;ined military intelligence
officers is essential to more effective attache systems, it ' :
is even mor‘e imperative m the field of clandestine operations, |
Many CIA operatives have now accumulated years of agent-
handli;xg experience and, in doing so, have acquired a
substantial degree of professional competence. The military
services must.strive for a similar degree of competence.
This cannot be accomplished, excepf in individual cases,
undef the existing personnel rota.tiox; system. In the a.bsen:qe »
of i;xcreased operational skill not only will intelfigence resultq'l

suffer, but also inter-agency friction based on a lack of

professional confidence will continue,
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We doubt that the military services will or can

achieve the needed level of clandestine operational

competence without instituting something resembling a
career intelligence service. This does not mean that an

officer's service should be confined exclusively to intelli-

gence assignments but that he be returned regularly to,

_'suc'h' assignments in-accordance with a constantly broadening

career plan. The return periodically to general duty

‘assignments is essential to keep the officer in touch with

the over -all mission of his service and its needs for

intelligence. This arrangement in the military intelligence

. service should of course be sdpplementéd by their use of

career civilians.

/

The CIA has developed a good training system, and

we feel that its facilities and training courses should be

made available to all agencies running clandestine operations.

We do not think that the CIA has any trade secrets which
should be hidden from other U. S. clandestine agencies
and urge a mutual sharing of the skills, experiences and

operational knowledge by all concerned. The military

services should eventually discontinue their own clandestine
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training programs. In such combined training courses,
personnel from different agencies could gain common

understanding which would facilitate later cooperation. / ' : o .

In the opinion of thé Study Group, the CIA relies

i .' E tod.heavily on official cover |

for its overseas personnel ‘ : - 4

In addition, the cover is sometimes A

§ o Bk
g : . . . do
; so transparent as to provide a basis for occasional A 4
: Hi s
] ‘ ' ' gy
: embarrassment to the United States. Finally, and most f

importantly, it tends to discourageé the development of a

deep cover clandestine network which might be vital to our
national needs in time of emergénéy. ‘

We recognize that offici#l cover offers more security
and is very much less costly than ;znofficial, and remains

iz23ble. In certain parts of the world unofficial

cover is extremely difficult to achieve. Nonetheless, the ' _ I

Study Group thinks that long-term ‘national interest requires
‘much more emphasis on deep cover agents whose access ' EE ¢

to important information will not be disrupted by serious

disturbances in the international climate. In this field

o 58 »:
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our concern is more with quality than with quantity of

information, Acc.ordingly, we feel that having a reliable

source in the right place at the right time is more

' essential than developing a regular {low of low priority

information,

Considering the effort ex?gnded in obtaining it, we
believe that intelligence obtained through CIA liaison witlh'
foreign intelligence services is most worthwhile and shouid .
be encouraged. We see in these liaisons an extension of :
our foreign intelligence coverage. with éayinga in human
and ma;tex;.ial resources.

"4

/ The Joint Study Group gained the impression that

too little attention is paid to counterintelligence and security

efforts. The Department of State has worked exfensively
in the field of technical and physical security. In the

premises occupied by U. 5. personnel overseas t.hé appli-

. cation of standards of physical sec'urity is weak. LikeWise.

efforts to indqctrinaté personnel in security precautions
were inadequate.
One of the difficulties confronting security is its

high cost. Bluntly put, good security costs money, '

R L e e p——
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The Study Group did learn that the agencies concerned
are now endeavoring to improve their security thrbﬁgh
more fre;.quent "'sweeps", bettef equipment and secure
_ communications rooms; we urge continuation of these
efforts, |
We wére impressed in several instances by the
intensity and scope of C'bmm}'xnist efforts to penetrate U.“ S.
c.:‘lassi.ﬁed‘opera-'tions overseasA. In some casés studies
q . on this subjec.t are nqg}eéted; in others, known facts
appear to be‘disregarded; We doubt that clandestine
operétions will ever reac}; th'e desired level of effecti.e-
ness without more stress on counterespionage; in this field
the Director of Central Intelligence should focus more
positive attentio.n on this éroblem through the United States
Intgll‘igence Board. Lackihg this, many operations will’
'\ continue to be "blown', almost before they get started.

It is recommaended that:

11. The Department of State place greater emphasis '
on intelligence responsibilities in the indoctrination
of its personnel. : : :

12, Military departments should concentrate more
: ' effort on career management by developing programs
3 of constantly broadening assignments in intelligence

-60.
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for qualified 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. '

13, The Tentral Intelligence Agency should open
its clandestine training facilities to other agencies
as a service of common concern.

14. . The United States Intelligence Board should
review existing compartmentation of sensitive infor-
mation 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 responsi-
bilities. :

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 trans -
mitted to the Center promptly on its receipt. '

16, The Secretary of Defense and the Director of
Central Intelligence should consult preparatory to the
early preparation of a new National Security Council
Intelligence Directive designed to provide authority and
assign responaibility for the establishment of a National -
Photographic Intelligence Center (NPIC), '

-17. The Central Intelligence Agency should place
more emphasis on the establishment of unofficial cover

_throughout the world. '

18, The Direct_or of Central Intelligence should focus
community attention on the important.area of counter- '
intelligence and security of overseas personnel and

. installations and assign responsibility for periodic reports

to the United States Intelligence Board,
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20. The Central Intelligence Agency should increase
intelligence support to unified and component com-
manders by direct dissemination of all mformatmn
reports from pertinent field stations.

Y
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VI. REQUIREMENTS AND EVALUATION

Present Procedures

The Joint Study Group is concerned with the inade-‘

5 ‘c.luacy c;f. current mechanisms within the intelligence com-
ﬁmnity for the go:idance of coilection efforts by selective .' - 8
levying of requirements, and vsubsequent evaluation of the

intelligence generated by these requests for information. ‘ : o "

e i

" While we acknowledge that considerable decentralized effort
is being expend€d by the various departments and agenc.;ies in

# ' ' - : | the se fields, we believe that the effort is frustrated thr'ough

| .lack of coordination and that the total per_sonnel assigned to
this work is exceésive in relati‘én to the resullts achieved,

1 R ' ' Wit};in the intelligence community in Washington

i L h B there exists no sinéle general .requirements system, and no

"single place wh.ere‘a.n analyst c;i agency may determine if -

N needed information has already been collected and hov( it

may be located for exploitation, or if a requirement for the -

1 same information is outstanding on the part of an analyst from

a second agency,. although some approximation exists in A




Central Intelligence Agency's (CIA) Office of Central S : ‘

Reference. This same lack of cgnfral reference exists
4 . in the field,
In Washington, the three military intelligence
1 R orgénizations and J-2 rx;aintain s.epa.raf.eunits for the co-
‘ordination of requirements and evaluation -of inj:elligehce o
- ‘ reports, There is no place within the Department of Defense
for cer;tralized ;eviewiﬁg and screening or for the coordina- .
tion_(;f all military requirements,

Each military intelligence organization prepares and

issues to its field collectors its own guide-type collection

manuals, statements of interest, long-range requirements
and ad hoc requests for information, In general, each mili-
tary intelligence organization does its own evaluatip;l of repo;'ts
received from its'fieldl collection effort.
The same situation prevails within CIA riotwith.s;tand-
E ing the existence of the.OHice of Central Reference, which
3 . was created for the purpose of cgntralizing and coordinating
all Agency requireménté;. Each major component o” CIA |
:'1 maintains its own requirements qfﬁce as well-as rquirements

personnel at division and branch levels.' Requirements for

e ......",‘ -:‘.'. -
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- directives are supplemented by ad hoc requirements as

‘of the USIB for this purpose,

TOP ET

clandestine collection by CIA are included in general terms
in their country “Related Mission Directives". These
requirements are developed by the Interagency Clandestine o y

Collection Priorities Committee (IPC). Thlese country

necessary,

‘ Requirements levied on the National Security Agency

" (NSA) and the service cryptologic agencies are gpntrolled

by the United States Intelligence Board (USIB) through its
communications intelligence (COMINT) and elect;onics
intelligence (ELINT) committees, -Additional apéciiic re- -
qﬁirements are passed tc; NSA for collection through NSA's

requirements unit which maintains liaison with other members

Béquirements within the Department of State are

coordinated on a geographical basis by the various policy

desk officers through whom flow all requirements to the
respective embassies and consulates. An Intelligence Col-
lection Division within the Bureau of Intelligence and Research

coordinates all formal requirements from or to other mem-

bers of the intellig_ence community and coordinates inﬁeragenci




" evaluations of Foreign Service reporting. The same

or.g'anization' piepares‘ country statements of guidance

for each embassy or ;;rincipal post as an aid to
_ political, sociologiqal', ;cientiiic, and in some instances
' econo;ni"c reporting. Owing to the Department of State's

extra burden of responsibi‘lity to the nﬁrﬁeroug other non-
. intelligence departments active in the econom.i'c field;

economic requirements on countries outside the Sino-

Soviet bloc are handled by a special division of the Depart-

ment, the Foreign Reporting Staff. This staff éoordinates
economic\intelligence requirements of the community into
the Current Economic Réporting Program. It thus does

. program planning for th.e economic collection effort, a"nd‘
coordinates community evaluations of Foreign Service
economic reporting.

In the mafn, each department or agency involved - -
in intelligence collection formulates its own specifi.c'a'nd
general requirements based primarily on its néeds to meet
its produétion.respénsibility on its own behalf and on behalf
of the t;om-munity. These requirements may be divided into

standing, serial, or ad hoc requirements, and are sent to

- 66
TG ECRET




i;he field in-the'form of guide-type all-inclusive shopping
lists requestmg baszc information about a country or
subject, or more selective but still general "statements of

' ."interest" or, as last mentioned, as special requests for BN ¢

information. The Eollovﬁing lists the various standing and
serial-type requireménts publications of the member agencies : 1
of UsiB in\fol\?ed in the cdl_lectio'n of foreign intelligencé; i. | e.,

retjuireinenﬁs chiefly of the comprehensive guide-line type.

L e e

Air Force
K T L i Priority Air Intelligence Requirements (PAIR)

S 1 - Soviet Missiles and Astronautics (99 pp.)
@ : 2 - Soviet Long-Range Aviation (66 pp.)
' 3. - Soviet Air Defense System (20 PpP-)
4 - Geodetic Data (9 pp.)

. Current Air Intelligence Requirements (CAIR)-

1 - USSR-European Satellites; Communist China (78 pp.) b
1 - Supplement on Communist China (170 pp. ) '
2 - Western Europe; Middle East; Africa (67 pp.) .
3 - Southeast Asia and Pacific (34 pp.)

4 - Western Hemisphere (47 pp. )

Intelligé'nce Collection Guidance Manual - Electronica (178 pp.)

LS O S ST SR S I P S

Soviet- Sa.telute Electronics Equ.ipment Identiiicatxon ‘ o ;“:-
Guide (175 PP ) - ‘ : '
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Army
. Department of the Army Intelligence Plan (DAIP) (17 pp.)

Department of the Army Long-Range Intelligence
"Requirements (DALRIR) (171 pp.)

. - Navy ‘ . . | S ; '
‘U. 8. Navy Intelligence Collection Instructions (42 pp.) L
Naval Intelligence Requirements -- Periodic Summary (102 pp. )_

Navy Intelhgence Requirements Memorandum No. 100 E |
(priority intelligence requirements on the Soviet Navy (30 pp. )

b Port Collection Guides (12 pp.)

: : State Department : . )
o Foreign Service Manual (191 pp. of which 98 are on intelligence) : » :
. ~ Current Economic Reporting Program (25 & 30 pp.) . '

. Central Intelligence Agency

Requirements for Clandestine Collection in Support of
Priority National Intelligence Objectives (78 pp.)

Intelligence Collection Guides {on special subjects) (35 & 7 pp.)

Periodic Reporting List on Current Intelligence Require-
ments (114 pp.)

i. National Intelligence Survey Standard Instructions (73 pp.)

Joint Publications

,- - Coast and Lianding Beach Intelhgence (Jomtly produced by
: Army and Navy) (62 pp.)
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Evaluation of reports is closely tied to collection

reqmrements because evaluatzons serve as encouragement
to the collector, as well as a form of guidance. Raw intelli-

gence zeports are evaluated by Washington end-users on a

: request basis and prov;de a spot-check of the usefulness of

~ the reports. However. colle_ctors feel that there are too few

evaluatiené of their reports. On the other hand, consumers:

find the task of evaluating reports burdensome and time-

. consuming. In any event, the present deceniralized system

for the evaluation of field reports fails to provide an adequate

means for an over-all assessment of the responsiveness of

field colliectors to levied requirements or to the quality of the
iniormatien submitted, |

Finished intelligence is evaluated in a rr;ore systematic
manner. The Boz';r,d of National Estin;a.tes conducts periodic
reviews or post-mortems on National vInteuigence' iEstima.tes,
including assessments as to gaps in existing information,
These.p.qst-mo.rtethb are in turn reviewed by the USIB., Some

of the USIB commit'feea also evaluate intelligen- e in epecific

, ereas. A generally useful cornmittee in this regard has been

the Critical Collection Problems Committee (CCPC). which
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not only analyzes capabilities for intelligence collection,

but also actually stimulates collection mechanisms,

primarily in the field of missiles.

The Role of USIB
The USIB as an important part of its responsi-

bility for managing the national intelligence effort is ch_ar."ged

with the establishment of appropriate intelligence objecti'ves, '

requirements and priorities. One of the principal means by

- which the USIB meets this responsibilities is its annual state-

‘ment of Priority National Intelligence Objectives (PNIOs)

which set forth specific subjects “requiring priority atten-
tion and effort'". The introduction to the PNIOs states,
., the following list of Priority National Intelligence Ob-

jectives is established as a guide for the coordination of in-

telligence collection and production".* The nature of these

objectives is importantly qualified in the same introduction:
“Although a given subject may be listed as a matter of

priority, not every bit of information relating to it will be

'required with equal urgency and some may be procurable

by routine means. It is therefore incumbent upon research

personnel to exercise discrimination in allocating analytical

*Underlining added
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‘resources and in forxhulating information requirements so
" as to accord priority only to those aspects of the listed

- subject which actually require a priority research or.col-

lection effort". Again, in identifying the criteria for

selécting these objectives, the Directive states: "Most of

: _the intelligence required in the formulation and execution
-of national security policy will be the product of normal
' intelligence collection and research. Priority National In-

‘télligence Objectives should be limited to those critical

factors which require special attention and effort'., It is
clear that the PNIOs are not intended to replace or exclude
St . .

broad regular cdvezhge of the world. Indeed, the PNIOs

" would be ineffective without such background,

The Group found that these limitations on the ap-
plication of the: PNIOs a8 stated a:;'e not generally under-
stood, It is .worth noting at thi:.;. point that one of the diffi-
culties observed by the Group was a tendency arﬁong collect-

ing units to concentrate heavily upon some central area of

- concern at the expense of matters within their responsibility

which, although of minor interest to them, are yet of high

priority value to one or more other agéncie's. This finding




combined with the tendency to give exclusive authority to

the PNIOs has had seri‘ous effects in distorting the
collectio:; of intelligence information, | It is common
practice for individual requirements prepared and levied
through the decentralized mechanisms described above to
claim a priority de:i\}ed directly from the PNiOs. The

main complaint of this practice is that a requirefnent R

- related to a "“first priority" objective is not necessarily

more important in itself than another requirement related

‘to a ""second priority” objective, Further, it is illogical

to suppose that every single itemn of information has an
importance proportionate to the importanc;e <;£ the priority
objective on which‘it bears, however remotely, It should .
be noted that USIB likewise has responsibilities in tt;e field
of evaluation under the provisions of NSCID No, 1, that it
shall "Ensure that t.he. pertinence, extent and quality of the
available foreign intelligence and intelligence iniormatipn
relating to the national secv.u;ity is continually réview‘ed

as a basis for improving the quality of intelligeﬁce and

the correction of deficiencies",
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Certain committees of the USIB devote considerable
time and attention to coordination of collection requirements
on specific subjects or in reference to special types of col-

lection organizations., These include the Economic latelligence

ERE YL N

Committee, the Scientific ‘Intelligence Committee, the Guided
Misagile an& Astronautics Intglligence Committee, the Cr-iti;al
Collection Pr,ob'le,ms.c.pmmitt;ee, the Joint Atomic Enexrgy
N -l | 'Intenigence Committee, the ELINT and COMINT, and the Inter-
agency Clandestine Colle_ct'ion Priorities Committees.

Field Coordination

In addition to the above mechanisms for the coo:dinétion

of requirements at the Washington level, we noted that each of

the commands in Europe has personnel attempting to coordinate

requirements of the command, requirements received from

Washington, And i:equ.ests received from other field organigatiqns.
. In the embassies visite.d, the Joint Study Group found

) . | no arrangeméntq in"existence for the coordination of all col-

| lection requirexr;ehts, At no one point within the embassies could

‘ » ' ' anyone see the.cdmplete requirements picture relating to the

counffrs'y in question. Each of the several agencies represented

in the various embassies handles its own requix&ne_nts and

-73 . '. .
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determines for itself whether or not coordination of a given
requirement or program is desirable.

Outstanding Problems

At the Washington level and in the field the Joint Study
Group found numerous problems in the requirements field.

Most are predicated on the lack of central coordination of re-
quirements. The difﬁ,;:ulties include some general to the com- !
munity at large and others relating to f;he individual depariments
and #gencies.

Requirements in general are not sufficiently 'tailored to
colleétior;‘ assets or resources. It is all well and good to indicate
in basic collection‘guides a ne.ed for the minutes of Presidium
x;neéti'ngs in the Kremlin, but béyond this basic level it is 1m-
practical to issue requiremeﬁts for uriobtainable.information. An
urgent need in the intelﬁgence community today is a much closer
correlation between requirernents or needs andAcollevctiqn re=-"
sources. (See also Section V)

~ Another general problem is that too often requests

for collection are duplicative, incomplete relative to

community needs, are scattered out'to collectors in
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excessive numbers, and too often are without indication

of ;;riority in relation to other outstanding require-

_E?nents.of. the same general urgency.' Field collectors . )
az;e_ anxioq.s to have less requirements, clearer indi- |
cation of priority, and more precise réqluirements.

| The _ulnﬂatez;al px;'oductiion by the departments and agencies

4 N .v of collection requirements guides causes further dupli-

cation and excessive numbers of outstanding requirements.

The Department of State is relatively small in

size compz;red to the other departments and agencies

interested in inteuigende collection, and perhaps for this

reason is without serious problems in the rrequirements
field. The other departments and agencies are not as

1 o fortunate, The Department of Defense has the most people

involved in intelligence and its collection means are the

most diverse among all the ,-members of the USIB, compris-
ing the overt reporting of sgrvice attaches and commands,
the clandestine reporting of the three services, and the
signal intelligence effort. |

' 1 R . . A serious problem exists in the form of barriers

3 - . erected between signal intelligence and other forms of o o 3
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intelligence., While we recognize thle need to protect
.communications intelligence, we feel thexre is need
for clos‘er integration of signal iritelligencg require~ | '
ments and evaluation with those of the rest of the | o - - R
"commm‘xity. : . : ' _ - P f
The levying of requirements within the - |
:Dep.artment of Défenée-;gr.geLy .£ollows patterns that |
:existed before the Department of Defense Reorganiza~
.tion Act of 1958 -- individual military departments
. levy them directly on their overseas compon_énts. : ,
There has not yet 'emérged, pursuant to this-
reorganization, a fully established program either
within the JCS or The Office of the Secretary of Defense
(OSD) for the development of requirements designed
to support their preSé‘ntly assigned ﬁissions, in part -
because, as has‘been pointed out in Section 1II, the
NSCIDs have not been appropriately readjusted, There
is also no mechanism within the JCS or the OSD £ory

reviewing and managing military service requirements

which would sexrve both to assure the most efficient
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utilization of military intelligence resources and.

to provide support for JCS and ‘OSD over-all missions.
'T‘he Jbint Study Group notes thg duplica-tion
of requirements ]:evied on military i;xtelligence collectors.
This .éan be traced to .the absence of over-all coox;dination
within DOD We have credible information from the DOD.
tixat dﬁ;l:.icatio.xx exists in the areas of space, ele;troﬁics.
geodesy, nuclear. ﬁ;eapons and missileg; amon,; unifjéd
comx.nands there is some duplication in serving requirements
regarding armed forces, missiles and scientific and technical
intelliééxice; this situation exists ‘both witix regard to require-~
ments and reporting in political, sociological and economic
areas; among component cofnmands theré is duplication in
: ~ \ - -
levying requirements for countei'inteliigence, guided missiles,
logistics, mapping, scientific and tecl;nié.al. transportation
and telecommunications. |
CIlA's main requirements problem‘. as might
be expected, relatés to clandestine collection and eon-

cerns the great number of requirements served on the
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Agency without benefit of screening to determine

priority or the necessity for clandestine collection,
One of the realsons this problem exists is ClA's own
failure to insist that its customers use the machiherf
established to handle the problemf and use it properly. ‘
'?hé IPC is subpos’ed to determine the essential
foreign information requirements wh;:»se fulfillment
necessitates clandestine' collection. The USIB Speqifies S | ;
't;hat these requirements must be of such a nature that
they cannot normally be ‘covered by non-clandestine |
collection methods, The committee is required to pre-
i)are requirements lists and to provid; s%;ecia.l guidance ‘ S 3
‘ to‘CIA; to meet unusual, critical or emergency situations,
Each member of the U:SIB has a .member on the IPC, and
these individuals are e:‘q;ected to pay particular attention
to requirements submitted by their respective depart-
’ : ments and agencies for clandestine collection,
One deficiency is that although there is no geo- -
graphic limitation in the charter of the IPC, it has limited
its activities to the Sino-Soviet bloc and has left require-

ments for clandestine collection by CIA in other parts
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of the world to be handled on a bilateral basis be-
tween CLA and each of its customers.

With respect to the IPC lists, sore participants

believe that their. interests are not properly represented

on the lists because they have been unable to get com-

-mﬁnity agreement on the priority they desire. They have

in consequence too often a.tter:npt_ed to short .circuit the
procedufes.-.‘ : .
We beli'evi;: that the kéy to this prot;le'xin is a
more active and acr;ss-the -board use of a codrdin’ating
mmMm@mmmMJWMﬁmmmmﬁmb
ency of an clandestine éollection if the s-ame mechanism
also addrAesse& itself to the requiremeﬁts levied on the
clandes‘tine' coilect;.ion elements of the military services.
Clandestine requirements too often reflect a failure
to recognize thé relatively long ;:xeriod of time reéuired

to recruit, train and place an agent. Requirements for

’ clandestine collection are most effective when they are

geared into planned éperational programs. Ideally, the

customer should indicate a target area long enough in

advance to permit the development of an asset, but should




refrain at that time from.flooding channels with useless

detailed requests regarding that area. Only when an

agent is in place is it time to come forv;ard with

'specific requirements which can then be tailored to the.

asset. ’ : . ' : Lo ’ P
While there remain some instances of dupli- |

cative activity in a éiven field of cvollection. the Group

found none that could not be cured by normal coordination. . .

One case deserves special r;iention. Both State and CIA |

do overt poiitical reporting, and there is an overiap

between them. The Group found, however, that as part

of State Department's a.&justment to the growth of CIA

Another problem is the large number of require-

ments that results from the inclusion in general collection .. .




guides of everything that.everybo'dy wants to know, Ideally

such statements of interest might better be called "programs'

.

and the word requirement reserved for short-term specific

: 4 ; | . R _‘ ad hoe quesiions. In any case, while some such program- -
maf‘ic statements a;'e needeci for general training and ordez;iy . _-"
' planning, it should be possible to reduce the number ;.nd
1 . - . overlap of these guides., We believe that ;3.11 collectipn
d _ '.: - " requirements manuals. should be integrated into a compatible
3 ‘ s:'e:riea ofvéoo.rdinated guides. Further, the Groupuurge's. ' .o
o the creation of infegrated reciuirements guid;s which on a |
country-by-country basis would set fortl.x."the specific col-
lection req;xirements and ;esponsibilities of each department
and agency conéerned.

Although departmentai production and collection
responsibilities have been allocated in terms of subject,
éeographic and functional, such as world mi_lita-ry, or Soviét
bloc economic, there cuts across this allocation aﬁ overlay
of requirements labelled with the term '"departmental’.

This term is frequentiy interpreted to include everything

a department decidés to be necessary or desirable to

support its mission. It should be clearly understood that /‘
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departmental intelligence must lie within the subject fields

" allocated to the departments by the NSCIDs. At the present

time these subject fields need to be more clearly defined

by the NSCIDs especially in the military areas. A depart-

' ment's collection efforts should normally be confined to

those subject fields so a_lloca.tg:d to it.

The Joint Study Group believes that the described
individual gfforts of the membexs of the intelligence '
community to l;a,ndle their own _requirefnents and evalua-
tions are inadequate to prbperly coordinate the collection
activities of the .com'mu'n.ity, and that the USIB must.‘as
a part of its mana.gemen't responsiﬁility, require th'a.t
coordination be done on a community-wide basis, botH at
the Washington level and :'mbthe fieid.

At the Washington level, we believe that there

' should be a central body for reviewing requirements,

manned by top quality experts from the intelligence com-
munity representing all the agencies which either produce
inteliigencé'reports or collect intelligence information.
This would in effect become a centrgl_ clearing h§u5e for

the most effective tying together of all requests for
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information with all resources for collecting that informat.ion.
We recognize that this is a large undertaking and therefore
suggest that its development be evolutionary. We would
suggest that vsuc'h a center for the time being concern itself
~ with collec_::f_.ion by clandestine zf.n;i signal intell?ggn_ce assets.
In such  a center the agencies would endeavor to ‘
idénti.gy their asaéis'ih the collection fields indicated and
to select or stimulate relevant require_ments. Therefore,
. this cept’e‘x} would cc;ncern itself basically with two aspects .
~ of collection: 'first, .lmodiﬁcation and correlation of th¢
‘ ' ' basic collection gdi&es; second, the handling of-'"c'urrent
- requirements. The_' collection resources would be ‘tabu-
- - K -: lated on perforx‘nancg. There would also be a tabulation of o - ]
relevant requirerx;ents. We would suggest that an inter-
.agency clearing house be established représentiné each of
the collection and production agencies‘,' which w<'>u1d review
_all requirements when received and determine which collection
medium is best adapted to satisfy the requ.irement. Such a'

facility using available resources should reduce the number S

of personnel engagéd in requirements work,




Such a center should be very closely tied in to the
CIA Office of Central Reference (OCR) in which there should
be a..record of a}l of the infqrmatiorlx collected throqgh‘intelli-
gence media. The {irst'fef,fort of such a clearir;g house
w‘ould naturai_ly be td check t};e available information in 6CR |
and the usual public repositories and insure that the required
'infor‘n'nation i.s; vx_'nkot alr;ady available in Washington.

In order to insure ihét the center be kept.‘ appr. ied
of new asset.;s and be informed aBout every form of col-
lection resources, it should be mannec.1 by high-levei, ex-
perienced and fully cleared professionals from each agencyl . |
These professionals should be. thoroughly acquainted with " |
all of‘ the collection resources of tﬁeir respectivé organizations
to assure that their requirements are not unnecessarily dirécfed
to other agencies. Consequently, it wouid be.mdst important -
. that they spend a considerable amount of their time with their
own agency as well as in the center. Finally all collection
requirements in the indicated fields should be screened by.
the center prior;' to issuance to the collectors. |

We belie;/e that the center should be responsible

for reporting to USIB any failure to act upon assigned
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e requirements. Finally, the prc;posed clearing house would
develop data on collection that would assist USIB in carrying
out its assighed management responsibility.

We stron‘gly vurge. tbat the USIB in if's annual
. * evaluation of c_ommuxiity gffbrt prepargd for the NSC pay

specific attention to collection.  This evaluation might be

o .. . - asasociated with periodic evaluation at embassy and command
level of collection requirements and collection assets.

It is recommended that:

)

3 , ' A 21. The Unijted States Intelligence Board es-
' SN tablish a central requirements facility, initially

SR 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. ' '

~ 22. The new central requirements facility use
the Central Intelligence Agency's Office of Central
Reference as its reference facility.

23, The United States Intelligence Board establish
a program for the integration of all collection require-
ments manuals into a compatible series of coordinated
guides; likewise, the creation of integrated require-
ments guides on a country-to-country basis setting
forth the specific collection requirements and responsi-
bilities of each department and agency concerned.
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tion from each chief of mission and military command.

TOP T

24. The chief of mission or principal officer -
in each overseas area should be given affirmative
responsibility for coordination of all overt and
clandestine intelligence requirements concerning
that area. '

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 evalua-

26. All military requirements at the Washington .
level be coordinated by the Department of Defensge °
s0 as to prevent duplication or concentration on
low priority targets,

27, Chiefs of mission and the Central Intelligence
Agency chiefs .of station arrange for political infor-
mation overtly acquired to be transferred to the
mission's political section for transmission as #)>-

propriate to Washington. v '
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VI, COORDINATION

Basic Philosophy

Much effective coordination has been accomplished In
the doz..en_ years that the intelli'gence community has existed .
‘a8 1.1 regéghized entity. The S‘tvudyv Group finds,' however, .
that two r;xajor ei;ments of mieundérstanding and confusion

in regérd to the philosophy of coordination have impeded and

o continue seriously to impede the growth of much needed

. '£urther‘ ¢;>§rdiﬁation. .There is, on the one hand,; no common
understanciing of how coordination should be achieved. On
| the other hand, there has been a lack of clarity regarding
the relation of the Director of Central Ihtélligen.ce (DCI)
' a.nA of the Central Intelligence Agency (CIA) to the responsi-
bilities of coordination, Finau‘y,‘throughqut the government
_ the philosophf of coordination ranges from a concept of . |
command to one of per§uasion.

Confuaion_over hové coordina.tidn should be achieved
arises in large part because many people see need for a

. different degreée of coordination in the clandestine field as

. compared with most other areas of intelligence activity.
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Thus, the term '"centralized direction' appears in No. 5
alone among the National Security Council Intelligence-
Directives (NSCIDs). Although in that directive, the teii‘tn
is .équatgd with coordination, the Study Group sees no reason . o
to doubt that coordiﬁation in the clandestine field sﬁou}& bé_ "
more mahda{tory than in other fields: The (?;réup feels
that whi].e “centralized direction" b'y the DCI cann(;t mean | B g
6ut.1'ight command in relation to the intelligénée activities of . ' ' g
independent departments, ;:oordina,tion should tend toward
"'direction' in clandestine intelligence, and focus x;iore on
leadership, initiative and cooperative action elsewhere.
We feel that adequate coordin;a.tion can be achieved
by the coordinator following the list of principles below: _ .
1) Leadership. in developing and adapting new intelli;
gence programs.; |
2) Initiative in identifying problem areas and
instances of duplicate effort (;r missing effort;
3) Investigation of t-hese problgm areas, if nec‘e'ssary
through use of the right to survey intelligence activities;
;1) Sol\;tion of these problems to the éxtgnt possiblg

by agreed cooperative action of relevant parties under

leadership of the coordinator;




5) Recommendation of solutions to higher authority

a when common agfeemént is xiot.promptly forthcoming, with

indication of the position of the various parties.

The Joint Study Group is confident that if ‘all members

of the intelligence community were to become convinced

" that the coordinative authority envisaged in the basic laws

of the community were of the above nature much of the
! ' '

" .reluctance and apprehension that now remain would disa.ppea'.r'\.u(.

If one obstacle to full development of coordination has . ‘

been uncertainty about the nature of cooxdination itself, the

" second major obstacle has been uncertainty about the nature

of the co.ordina.t.o:r..' There.is, of course, no doubt anywhere
that the cooidinat-or 'i‘s and must be the Director ;)f Central-
Intelligence. The media through which hg is to practice
coordiqétiox} a-.r.e less clear, Thé Joint Study Group is av.vare
that the ‘birecto: of Central Intelligence has sg_vafal responsi-
bilit.:ies, one,§£ which is to command fhe CIA, and another is
to coordinate_foreign intelligence activifie_s botix within and
qutside the CiA.’ |

We have given lengthy consideration to the possible

separation of the role of the DCI from that of the head of the CIA,

1

-89 -




P2

R
H
A3

This separation could be accomplished in two different ways:

first, by separating the DCI and a small staff of persongé{l
assistants; second, By separating the DCI plus estimating,
current intelligence and planning and coordination vstaf_f_s.

Such a“s.epara.tion woul& eliminate objections raised
‘to an a.rranglellhent whereby the DCI commands one of the
agencies he is responsible. for coordinating., Furthermore,
thi:ough such separatién the DCI could spend more time on
coor&inatin'g foreign intelligence activities.

Although the potential advantages outlined abave for
separation are impressive, such a.step has a number of dis-
advantages. The President could no longer look to one man
to brief him across the board on intelligence and covert action
matters, Furt_hermore. if the DCI were separated as propo‘eed,
there is the danger that he and his s.ta.ff would tend to get out
of touch with the practical operati_onal problems of the com-
munity, In addition, if he is. assisted by only a small
staff, he may in fact be able to achiew./e less coordination of
the c_'ommunity than is possible under present conditions, It

is also possible that the result would be that the DCI would




- end up with a large staff but with little or no offsetting

reductions in'CIA or elsewhere in thetcommunity. Finally,
it is noted that such a separation would require a change irt
the basxc law for the CIA |

The Study Group feels that included in this report are

recommended actions which should help to eliminate objections

" to the present organiza.tion arrangements for the DCI. For-

example, it is proposed that the DCI use a ataff drawn from
the entire commumty and attached directly to his offzce to

assist him in his coordinating purposes. Corrective actions

are recommended which lead to resolution of the Army-CIA

dispute over clandestine collection. \

In summary, the Joint Study Group feels that the

‘actions recommended in this report should go a long way

toward removing 'impediments to the succegs' of the present .
arrangement, and should be given a fair trial. I ;'Lfter a
reasonable period of time the role of the DCI is stiﬁ in
que.sticln.x,‘ then .serious, consideration should be given to
complete separa.tmn ot‘ the DCI from CIA,

v

However, the representatwe of the Secretary of Defense '

. on the Joint Study Group does not agree with the above views. -
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and believes that some of the arguments against separation of

the DCI and the CIA are invalid. He would ndte that the present
system has been in existence for ten years and has failed
to achieve proper coordination. He would recommend making
a separation at tﬁis time, in Qccordaﬂce with the second
alternative proposed above.

The fact is and has been that the'DCI has used elements | o . Ea
of the CIA as instruments of community coordination. Since
August of 1957 he has had a staff of three officers within the
CIA charged with impi',oving coordination within the national | S v
‘inteuigence effort which has worked primarily on the -revisio;m .

. £y

of the NSCI.Ds and thei; implementing Director of Central
Intelligence Directives (DCIDs), but izas been unable to
devote any major effort to day to day coordination in thé
int;e}ligence community.r.' .Furt.hermq.re, the community has
neveAr had occasion to look upon this staff as anyghing other
than a part of the Central Intelligence Agency.

Clearly from the first the 'CI.A. has been engaged in
coordination. To take one of the conspicuously successful

) .
examples, the work of the Office of National Estimates (ONE)

in coordinating 6ommunity knowledge and iriews in the




e

bility under the National Security Act of 1947. The CIA
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National Intelligence Estimates (NIEs) is surely one of the

activities that. derives from the Agency's specific responsi-

chairmanship .‘gf a large proportion of the United States
Intelligex,xcé Board (USIB) committees is ‘another aspect of
the sa.m? recognized responsibility,

At hegdc’lua.rteﬁ just as in the field, .this essentiai
‘cdordin#ting’activity of the CIA has meant that the other
#géﬁéies found themselves Being coordinatgd by an organi-
zation which from time to time a.ppe#red as a vigorous

competitor of theirs, In the process of developing the

- agreed areas of action, the CIA has also raised apprehensions

in other agencies. It doeé appear that some of the assigned
£unc£ions of CIA have been expanded to the point where there
is overlap with the activities of other agencies, e. g.,
collection of overt political in.foi'mation, production of
certain technical publications. Inall fa.irness it should be
ll'xoted that some of these CIA activities were originally
requested by other agencies or were mbunted to fill gaps;.

In considering this situation as of the present and

future, the Joint Siudy Group concludes that the community
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functional resﬁonslibi-litie.e; éufficiently stable to permit a
frank facing of the problems involved. . In consequence the
Joipt ‘Study Group believes that there are two kinds of
coordination which can be practiced separately., Although
the familiar operating elements under both the Deputy
Director/Plans and the Deputy Director/Intelligence of

the CIA must more than ever look upon their substantiv§
reia.tio-ns wifh the community as factors in over-all coor‘di-
nation, there is need for a different unit, apart from the
ClLA operations apd whicia, responding immediately to the
DCI may work on major problems that arise in the over-all

management of the 'community. It is these prospects that are

discussed in this section.

Directives

The duties assigned by Congress to the CIA under
the National Security Act of 1947 and by the National Security
Cou.xtxcil (NSC) to the DCI and the USIB under the provisions of
NSCID No, 1, are for the decla.red‘ purpose of coordinating
the inteuigelnce activities of the several.depa.rtments and

agencies in the interest of national security.
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. In the preamble of NSCID No, 1, the NSC enunciates

the philosophy that the ixiteuigence effort of the United States
isa néti’onai respoﬂsibility; that it must be organizéd and
managed; that it must achieve maximum exploitation of the
available resources of the Govérnment; and that it must
satisfy the intelligence requiremenf;s of the NSC, and of
the departments and agencies of the Government, To realize
l\theae intentions, the Direcﬁvea set £orth a baﬁic purpose
of coordinating the intelligence actiVitie§~ of 'the several
‘ de‘?a.rtmenta_and agencies, and to accomplish fhis basic
purpose the NSC has provided for a variety of actions and’
conditions which are all a part of and quﬁauy. essential to
the achievement of effective coordination:
Coordination in terms of a séeciﬁc action responsgi-
bility -- "The Director of C;ntral Intelligence shall
_ coordinate the foreign intelligence activities of the Uni_ted
States....' (NSCID No. 1, paragraph 1.)
" Coordination in terms of the goVernmenta,l"f;amework
in thich it shall be a’ccomplia_hed -- "To maintain the relation-

ship necessary for a fully coordinated intelligence community

and to provide for a more effective integration of and guidance




to the national intelligence effort, a United States Intelligence

Board (USIB) is hereby established under the directives of
the National Security Council and under the »cha.irma‘nship of
the Director of Central Intelligence." (NSCID No. 1,
paragraph 2. a;._) o |

Cop;di.na_tion in terms of corporate participation in
the development of rules and procedures -- NSCIDs are to
be based upon recommendations made to the Council by the .
DCI, in each case indicating the concurrenc’e or non-concurring
views of those members of -the USIB concerned; detailed
implementation of the NSCIDs is provic:led for by the DCIDs,
which have been agreed to by the USIB under the same
procedures as are used for rgsolving the content of the
NSCIDs, The DCI may issue them unless a dissenting member
requests referral to the NSC. (NSCID No. 1, paragraphs 2. d.
and 3.) ' |

Coorciination in terms of authority -~ NSCIDs bhaving
been approved by the President in consultation with the heads
of thé deéartme:ité chiefly concerned, shall, as applicable,

be promulgated and implemented by the intelligence depart-

ments and agencies; within the framework of these directives,
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including. the implementing DCIDs, decisions of the USIB

shall be binding, | as applicable, on all departments and

agencies of the Government. ' » j
Coordination in. terms of management responsibility --

the USIB is: diregted to establish policiés and develop

programs for the_guidance of all departments and agencies

concerned; the DCI is authorized to make such surveys of

- departmental intelligence activities of the various depart-

- ments and agencies as he may deem necessary in connection

with his duty to advise the NSC and coordinate the intelligence
effort of the United States. (NSCID No. 1, paragraph 3. c.)

Some members of the intelligence community.

‘especially the military services, believe that the coordinating

authority of the DCI is qualified by the clause in the National
Security Act of. 1947 permitting each department and agency
to collect, . prodube and disseminate depar;mehtal intelligence
required to support its mission. We believe, hbwever, that
it was the clear intent of the Congress and the NSC thz;t it

is the departmental intelligence activities of the several

departments and agencies which are to be coordinated.

Furthermore, it was clearly not the intent of this clause




that these activities be exempted from coordination:

notably, for example, the allocation of substantive
responsibilities in NSCIDs No. 2 and No. 3; and the
general p_rihciple that an ;gency look to other agenciés
for any intelligence it needs that lies in their fields of .
responsibility. .

We believe th;t the autho;ity.and responsibility
assi};ned to the USIB make that body the principal
.mechanism for assisting the .DCI in coordinating the
foreign intelligencé activities of the United States. ’The
Board participatqs in the .develop'ment of the directives
under which the intelligence community operz;xtes. The
Board in its own right is difected to establis.h policies and

v

develop programs for the guidance of all departments and
"agencies concerned, Decisions of the Board within the

National Security Council Intelligence Directives in which

the heads of departments participated are binding on all

departments and agencies. A first step in detailed exax‘hi-,

nation of community coordination should therefore be a

consideration of the USIB,




The United States Intelligence Board

On the national level formal coordination is achieved
through the meetings of the USIB and its 26 standing committees.
Many of these cdmmittees in turn have sub-committees, working

| groups and other ad hoc groups which are again forums for .a.
comparison of views and the development of procedures where
inter -deéartméntal or other types of joint action are required.
.Amopg_ the most active USIB organisms in the field of coordi-
'na.f,ion are the'._Wa.tch'Committ.ee, tl.'xe.Guided'MAissiles and
Ast;'onautics Com-niittée, the Joint Atomic Energy: inte!ligence
Comrﬁittee, the Co_mmunications Intelligence.Committge, the
Electr,ohics Intelligence Committee, ‘thé Economic Intelligence
Committee and fhe Committee on Overhead Reconnaissance.
These committees have, in addition to their ré;ponsibilities
for producing int}ef-departmental intelligence, in some instances;
coordi_nat‘ed.re'qu_ire_ments for collection, and in other instance‘s
developed common activities. |

An important task of the USIB is th'e managerial
re.sponsibility assigned to it under the terms of NSCID No. 1,
paragraph 2. a. (1), to "establish poliéieg and develép

programs for the guidance of all departmente and
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agencies concerned.’” We feel most strongly that the intelli-

gence programs de{relc;ped by the individual member agencies
of the comm\inity, ¢specially their planned auocatiohs of
effort, should be re;/iéw.ed by the USIB for consisten;::y an&
guidance prior to the submission of budget est_imé.tes within
t.h; departments and agencies. However, we .do not believe
that the USIB is. nbvlv oréanized in .éuch. a way that it can
écﬁie\.'e truly effective .management.

We suggest that the USIB establish a group composed
of senioxr officers of USIB members fof purposes of {(a) more
carefully screening matters and papers to be presented to
the Board other than estimates and substantive intelligence
matters, making decisions themselves on matters of lesser
importance to save the Board's time; and (b} staffing out
major management problems for the Board's consideration.
This group should also review the USIB committee st.r_ucture
and functions for pur‘poses of stimulating more regular and
worthwhile reporting to ‘the Boazrd, generatiné more interest A
in management problems, and de.termining if there can be

any worthwhile consolidation or rearra.ngemex'\t of the com-

mittee structure,
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The Director of Central Intelligence

The key to the coordination problem in the intelligence

community is the role of the DCI. We have previously dis-

cussed the position of the DCI as the coordinator.
We believe that the Director's authority to command

is 'hmited to the CIA, including those services of common

' concern assigned to the Agency by the NSCIDs. However.

under the terms of the National Security Act of 1947 as -

‘ amended, NSCIDs, ‘and the Exe’cutive'Orders of the President,

- the Director has a combination of authority and résponsibility

which we believe enables him to achieve through the normal
command channels of the departments and agencies concerned

the practical ‘coordination effect of strong centralized direction

‘of all foreign intelligence activities. In this connection he

has the follow'ing'basic powers:

- he can make such surveys of departmental intelligence
activities as he may deem necessary (although he has '
ne;ver u'sed this important aﬁthofity)}

he can make recommendations to-the Na.tiona.l Security
Co'uncii with or without the apérova.i of the intelligence

community, his only obligation in this regard being to
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transmit a statement indicating the concurrenc.:e or the
non-concurring view of thoée members 'of UsiB cAoncerned;
his recommendations to the NSC, when approved by
that body and specifically by the President, are issued as
NSCIDs and, é.s applicable, shall be promulgated and
implémenteq by the departments and ggencies of the
Government;
he acts for the. NSC when issuing DCIDs to provide for
the detailed implementation of the NSCIDs and these

directives, when ;pproved by the USIB 'de/or- the NSC,
are required to be promulgated and issued through the
normal command channels of the departments and agencies
concerned, Although the DCI.must have the concurrence
of the USIB before he can directly issue a DCID, dis-
senting members cannot block the action, bec;use any
non-concﬁrrence in the USIB may be referred either by
tﬁe DCI or dissenting members to thé'NSC for final decision.
We believe that the DCI now ﬂas ample authority to

carr;r out his assigned role as cobrdinator of the foreign

intelligence effort of the United States to whatever degree may

be required to ensure the effective coordination of‘depart-

mental intelligence activities,
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We are convinced that the DCI and the USIB together

have a combination of assigned authorities and responsibilities
which enable and require them to exercise a stronger role in
improving the ma.n;l.gement of the foreign intelligence activities
of the mgmber agencies of the ini:elligence cpn.nmunity.r. The

effort of the Joint Study Group has been to suggest means of

_more fully carrying out these responsibilities.

Coordination Overseas
The DCI has over-all responsibility for the coordination

of United States foreign intelligence activities., The NSCIDs

.provide three lines of authority for achieving coordination of

intelligence activities overseas:

under NSCID No. 2 the senior U..S, represéntative in

each country is respd_nsible for the coordination of alll
. collection activities not covered by other NSCIDs;

under DCID No. 5/1 the DCI is authorized to designate
representatives fo act for him to carry out his responsi-
bility for the coordination of espionage and counter-
intelligence activities abroad; |

"under NSCID No. 6 doordination of signal intelligence

overseas is accomplished through operational apd technical

control of the Director, National Security Agency.

- - 103 -
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In some

coﬁntries the chief of mission has formally or info:;mally

charged the designated ;gp_resentative of the DCI with carrying

out certain coordination responsibilities regarding overt
- intelligence activities, in addition to the representative's : l
responasibilities in the clandestine field undex NSCID No, 5.

These responsibilities, however,. have been 1arge1); concerned

with coordination with military attaches ox intelliéepce elements | .
of miiitary commands, while the chief of mission retains
‘re sponsibility for the intelligence feporting of the political_ '

'1‘ and economic sections of the mission. Under these circum-

stances coordination fails to be comprehensive, In addition,
signal intelligence activities are not subject to the coordination

of either the chief of mission or the representative of the DCI,

ho veea el oA Lo i

v -
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We believe that chiefs of mission generally should take
more positive steps in co;'m'ection with the;r responsibility.
to coordinate ov.erg collection and reporting activities, To
do so would not entail any great problem with respect to

these activities being conducted by those U. S. personnel




directly connected with an embassy. However, there are

complications with respect to the coordination of overt
couecti.on and ‘reporting activities .cond;xcted by miiitary
commands which have areas of respoi\sibility which cover
many countries and therefore involve a number of chiefs A . |
of mission. This probiem is further complicated by the
somewhat confused sitﬁatiox_x concerning the 'éoordina.tin'_g
.responsibil;ties of unified commanders with respect to the
intelligence acpivitie_s cénducted by their coniponent commands.
The component commands at present a.f)pear to receive mést
of their gﬁida.nce and dir;action c}irectly from their .r'-spective 4
service departments at the Washington level.A

The implementing provisions contained in the NSC1Ds
and the DCIDs .are consi;tent with the concept that intelli-
gence 1s a function of comma‘.hd; i. e., these directives are
required to be promulgated and disseminated through normal
command cigé.nnels. Therefore, it would appear that unified
commanders should, at least, coordina.te the ﬁtelligence
activities of their comﬁonen; commands and be the primary
channel to them for guidance and direction on intelligence
matters, including that ori,gin&ting in the service departments

at the Washington level.
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Especially in the field of clandestine collection, and

across the board in those countries where the CIA repre-~

sentatives in the field also act for a chief of mission to

1 ' ' . coorc}inaté overt activities as well, there is a very real
s T B conflict o~£._int,erest proble?n. Some members of the communi;y,
pa.rticgvla.:l.y:._the military services, do n§t believ‘eA that the '
.' s/ame _individ\:xal can be an operator and a coordinator at the
_ s’;me time; in simplest terms the coordinator is then in the
position of being both pitcher and umpire, |
‘More specificaily there is serious question as to
whether the system under DCID No. 5/1 whereby‘ the DCI
delegates to his station chief the authority to make the final
decision can ever work ‘effectively in tﬁose areas where there
is much clandestine activity by other égencies. By its very
nlzture, clandestine collection, unless effectivel.y coordina‘te.d.
is the most highly competiti\_ré activity in the field of intelli-.
gence by reason of the sc.arcity.of goodA agent material.
These CIA station chiefs are gi\.r'ex.x this coordination responsi-

bility in addition to and at the expense of their_ primary job of

running clandestine operations. Those being coordinated .

S S R S S

;‘ ' feel they are under the thumb of their strongest competitor.
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None of these c'onsiderations, of course, affect the principle
that day to day coor_dinai:ion of operations in detail by case
officers must continue to be a responsibility of CIA stat'ions

at the worl;ing level.

(In Washington the day to day coordination of.clandestine
collection matters is carried on by staff personnel under the
Deputy Director/Plans who is, on behalf of tﬁe DCI, responsible
for all of CIA's clandestine operations.) |

Despite the problems indicated above, a great deal of
effort has gone into coordinatioq of foreign intelligence

activities and real progress has been made over the past

ten years. There is still need in our diplomatic missions

for a more standard pattern of coordination and, on the .pz'n.‘t
of the senjor officials concerned, a more thorough under-
standing of the problems involved and their reséonsibilities
to achieve c.oc'ardination... In the clandestine field the problem
of the conflict of interest is the most serious one., However,
from an over-all standpoint the key factor as we see it is that
coordination iﬁ everf case '13 being done by individuéls who

have other important duties. : ’
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None of these cAonsidera.tions. of course, affect the principle
that day to day coor_dinafion of operations iﬁ detail by case
officers must continue to be a responsibility of CIA stations
at the working level, |

(In Washington the day to day coordination of clandestine
¢ollection matters is carried on by staff personnel under the
Deputy Director/Pla.ns who is, on behalf of tﬁe DCI, responsible
for all of CIA's clandestine operations.)

Despite the problems indicated above, a great deal of
effort has gone into coordination of foreign intelligence
activities and real progress has been made over the past
ten years. There is still need in our diplomatic missions
for a more sta.ndard pattern of coordination and, on the .pa'.rt
of the senior officials concerned, a more thorough under=
standing of the problems involved and their responsibilities
to achieve c‘oc‘:rdination..‘ In the clandestine field the problem
of the conflict of interest is the most serious one. However,
from an over=~-all standpoint the key factor as we see it is that
coordination iﬁ every case is being done by individuals who

have other important duties. : :
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National Level: Conclusions

The DCI should continue to be coordinator of all U. S.
foreign _intelligence. activities and directly responsible '_to
the NSC and the President. . .

| The USIB .should con@im;e to be the principal rﬁechanism -

for assisting the DCI in carrying out his coordination responsi-
bi;itiee. quever, we believe this Board should be reorganized
80 as to becc‘m‘xe more e.;.ﬁcient and assume a stronger role
in the management of the foreign intelligénce activities
conducted- by thoée departments and agencies thch comprise
the intelligence community. (See. page 100 of this section,)

We have recommended in Section III that the Joint
Chiefs of Staff be' given a stronger role in substantive military
intelligence matters, and that a focal point be established in
the Office of the Secretary of Defense for improved manage~

ment of military intelligence activities. In phase with k

- implementation of these changes, the size of the USIB should

‘be reduced to four members. The reorganizeéd Board should " °

include the Director. of Centra.ly Intelligence {Chairman), a.nd

one representative each of the Secretary of State, the

Secretary of Defense and the Joint Chiefs of Staff with

- 109 -
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ad boc representation from the Federal Bureau 6f-1nvestigation ‘
and the Atomic Energy Commission. Such a reorganized
Board should assume a stronger role in the man'agement of
the foreign intelligence activities of the United States, in
addition to their substantive responsibilities. 'I;he‘ three
military service inéelligencé chiefs and the Director of NSA
should serve as advi;ors to the two representatives of Defense,
as appropriate. |
" To provide £<.>r including full-time piofeasionals
into the field of coordination and minimizing the conflict of
interest problem, we propose that the DCI organize under
his Assistant for Coordination and as part of his personal
staff, a full-time gi'oup of intelligence professionals owing
primary allegiance to the intelligence community ra,t.ixler than
, )
to any one member agency, b;iembership on the staff would.
be drawn from the fdreign intelligence community-at-large.
We believe that this coordination staff should be
charged with assisting the DCI in his comm\mity-—wide
re;ponsibilities for the coordination of U. S. fo:"reign

intelligence activities, including the surveys of departmental
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intelligénce activities authorized in NSCID No. 1, paragraph 3. c.

The staff and its entire membership should be responsible to

the DCI as coordinator and they should be geparated from any

operational respénsibility of the CIA or other department or

agency.

1 ' Overseas: Conclusions -

Chiefs of ‘miss'i.on sho{ﬂq more affirmativély exercise
thc'a responsibility for the coordination of overt collection
activities assigned §;> them by NSCID No. 2. At the smaller
posts thé chief of mission can usually assume full responsi-

bility himself, Where this coordination problem is more

compléx he should delegate this responsibility to the deputy

-

chief of mission and, if it requires full time attention, a

e

special .of.ficer for coordination should be assigned to the

post to carry on these duties on behalf of the chief of mission. .
Furthér. as recommended in Section VI, we believe that at

all posts the 9hief of mission should ensuz;e the effective

coordination of all requirements received for the overt and

clandestine ‘collectioﬁ of intélligence information so that the | . N E

most efficient use can be made of the manpower and resources

" available. : ' SR ‘

b | - 111 -

TOP ET




The representatives aesignated by the DCI under

DCID No. 5/1 should, as determined by the DCI in consultation
with the Secretary of State, keep chiefs of mission and princi-
pé.l officers advised of cla.nd.cst.ine intelligence activities

being conducted in or from the area of responsibility by the

CIA or any other U, S, clandestine intelligence organization.

A}

In foreign areas where major

military commands are stationed, the CIA station chief
should keep the senior U. S. military éommandera or their
designated representatives thoroughly informéd of clandestine
intelligence activities.éonducted by CIA in support of those
commands,

With respect to military intelligence activities over-
seas, we have recorﬁmended in Section III that unified
commanders should exercise a more positive cooidinating
autﬁprity over the inteili.ge'nceA activities of their component

commands and should be the primary channel through which

the latter receive advice and guidance on intelligence matters, -

including requests that originate in the service departments

at the national level.
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The unified commanders should work out with the
chiefs of mission concerned an appropriate plan for the

coordination of thosé overt collection activities of the

_component commands which are subject to coordination by

the chief of mission under NSCID No. 2. In addition, there
are overt collection and intelligence liaison activities conducted

by military elements overseas who are directly responsiblé :

" to the service depértments at the Washington level; chiefs

of mission responsible for areas in which such activities

are being conducted should ensure that these activities are
i_ncluded in their over-all coordination plan.

In subml;t_ing the following recommendations, attention
is again _ipvi.ted to recgﬁmendations particularly in the
Sections;' on Military Intelligence, Collection - Resources,
and Requirements and Evaluation, which also deal with
coordination matters and are not repeated here.

It is recommended that: ”

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 depart-
ments and agencies concerned.
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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

time and promptly recommend solutions to coordination

problems, especially through surveys of intelligence

activities as authorized by National Security Council

Intelligence Directive No. 1. * ‘

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
i of Central Intelligence (Chairman), and representatives
' of the Secretary of State, the Secretary of Defense, and
i the Joint Chiefs of-Staff, with ad hoc representation from
' the Federal Bureau of Investigation and the Atomic Energy

: Commission, ’ '
: | ‘ O

31. 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 com-
munity 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.

32. The United States Intelligence Board, through
the recommended management group, should review the
future plans and programs of each member of the intelli-
gence community for consistency and proper allocation
of effort at the beginning of each annual budget cycle. Its
views should serve as a basis for guidance and coordination
to the intelligence community and for reporting to the
National Security Council annually.

- - —— i e oo

* - See page 91 for dissent regarding separation of Director of
Central Intelligence from Central Intelligence Agency.
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33, The management group referred to above should

' review the functions and activities of the several com-
- mittees and sub-committees of the United States

Intelligence Board. This review should include
consideration of possible changes in the committee
structure and improved reporting procedures.

34. Intelligence guidance and instructions to com-
ponents of unified commands originating in military
departments should be transmitted to these commands
through the Joint Chiefs of Staff (J-2).

- 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 ongma.te in the service departments.

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 61 responsibility.

..

37. The Central Intelligence Agency s stations and

- bases 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.

- 115 -
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VIII. COST OF.‘FOR‘EIGN INTELLIGENCE EFFORT

The Group has been unable to ascertain with any degree
of accuracy the cost of the foreign intelligence effort for the
following reasons:

1) Accounting systems differ in the departments and

agencies concérned Awith‘ the foréign intelligence effort and.
‘are not cvlesigne.dit,o s'épai'afely identif'}.r. and measure the total _‘ , -
inteiligence costs, |
’ 2) There are varying interpretations within those
departments and agencies as to what should be included or
,& - excluded from any foreign intellilgence costing effort.

3) Certain activities are of a mixed nature which

makes it difficult to distinguish intelligence from non-

i'ntelligenée elements. _ .

e e e

4) Intelligence receives direct or indirect support,
! . such as communications and transportatéc;n, which is hard
to aeparat; out as intelligence cost.

5)-Some new and expensive projects are initially
justiﬁ:ed as being primarily in support of the foreign

intelligence effort but later turn out to be primarily or

exclusively operational activities,

.+ - ——— e o a1
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Even after the best available figures have been put
;} ' together there remain certain complexities involved in the
analysis of the cost of intelligence. The total cost cannot be,

appraised exclusively in terms of the output of finished intelli-

_gence because the costs cover important and expensive
activities of training an§-pperaﬁions of units designed la.rgeiy
to n;ainta.in an .eqsential capability for wartime. - Furthermore,
éome of t;he research and development expenses attached to
inteuig'jenc.e pro.j'ect.s have valuable by-products in other areas
of the gqvei'nment and even in the private .economy; e. g.,
communications security devices, automatic d;;a. processing..

The above problem is best illustrated by a recent

' study made in the Department of Defense (DOD). Taking the
DOD contributions to the United States Intelligence Board (USIB)
report on estimated foreign intelligence costs for fiscal y‘ear‘

1959 as a base,. the report indicated the effect of adding in the

cost to the DOD of its ferret flights, counterintelligence
activities and the development work on Advance Research
Projects Agency (ARPA)-controlled projects, like SAMOS,

| S which have intelligence significance. When these items are

SR kasic b ratie e s i e e b
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é,dded in, fhe estimated cost of DOD's foreign intelfigence

activities for fiscal year 1959 goes up from to

“The DOD report also points out that there are other
researchlaﬂd ;:levelqpment and procurement costs which are
primarily édnnectéd with the procuremént‘or handling 9£
foreign intelligéhc;iinforma.tion'. The Air Force's proposéd |

system 466-L (automatic data processing) accounted for

of Air Force research and development cbligations

Considering all the imponderables involved in trying
to estimate the cost of the nation's intelligence effort, the

Study Group can do no better at this time than to suggest an

" annual range of between |:lollars. This

would include, among other items, the cost of such activities

as clandestine intelligence operations, communications support,

{000 P o AW o
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reconnaissance sa.teuitfaa, 'phbtographic inferpreting, crypto-
logic efforts, mapping a.n'd automatic dgm processing. Beyond
a doubt, the bulk of these costs arise fr;)m the procurement
of very ;xpen'.s.ive inégiligénce hardware. We‘ feel that these
.costs will cont;iriue.a.a long a;s our national security requires
the use of short-lived hardware for the acquisition of large
: quar;tities of information on prohibited areas. We recognize,
d{ .course, that. cost; of intelligence 6perations and the value
of intelligence obtained therefrom are frequently not directly
related, ana therefore urge that the USIB, in its' annual
evaluation of agency prog'rams, consider this relationship .
- and attempt to issue appropriate guidance réga.rding the
allocation of the na.tion"s total intelligence resources. |

The Group urges the vital importance of carrying
thfough to the best feasible result in the continuing process
.of cost accounting for the intelligence effort.

In recent yeé.rs progress has been. made in developing
procedures fc;r d'eterrhing annually the order of magnitude
of the costs of the .foreign intelligence effort. The Study Group
feels the time has now arrived to refine these estimates and

develop cost breakdowns which would provide a better basis
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o for USIB coordinatin.g and guiding the efforts of various parts
of the community. Specifically, we believe the cost report,
in addition to the present breakdown by f\mc,tionai category,
should '.ix"xdicate a geographical brea.kdo.wn by country, and
one by"un'i't, ~such as Assistant Chief of Staff for Intelligence,
Army, 513th Military Intenigencé Group, etc.‘ :

‘It is recommended that: ' ' : L

. 38, In order to achieve a more effective system J
for utilizing cost and manpower data in the entire _ '
foreign intelligence effort, the United States Intelligence :
‘ Board should refine and improve.its process for pre=~ t
: L paring and appraising such data by the following means:

3 {a) the United States Intelligence Board's
O making a clear and specific determination as to
those activities which properly are foreign intelli~ .
gence and thus subject to the coordination of the
, Director of Central Intelligence and the guidance
¢ ~ of the United States Intelligence Board. '

(b) based on this determination, the United
_ States Intelligence Board should continue to evolve
i ‘ an improving pattern for the development of cost
and manpower 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,
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" IX, RESEARCH AND DEVELOPMENT

. Research. and‘development activities for intelligence

. purposes are conducted primarily by the Department of

Z Defense (DOD) and the Central Intelhgence Agency (CIA)

Withm the DOD, these actw:.txes are conducted by the

f:hree niilitary departments and the National Security

Ageney (NSA). Al of these defense activities, as a result

of the Defense Reorganization Act of 1958, as amended, are

under the general supervision of the Director of Defense .

Research and Engineefing. and the Assistant to the Secre-

‘tary of Defense for Special Operations participates in this

" review. In the case of research and development for v

) signal intelligence purposes; the Director of NSA performs

" a number of functions on behalf of the Director of Defense

Resea":ch and Engineering. As a result of the above steps, -
a more effective coordination of research and 'development
activities has been achieved within the DOD,

Within CIA research and development i8 conducted

* primarily by two. units, the Technical Services Division

and the Office of Communications, In addition to the above




two, the Photographic Intelligence Center conducts

research and development in the broad field of photography
directed both at better cameras and better processing,
Tﬁes'e three units of CIA work closely together in ;:oordi-l
na;tin;g their activities vin the field of intélligence.

| Current céordination of research and development
a.ctiv.ities between the CIA and members of the Deifense
Establishment varies according to. the subject under review.
It ranges ﬁ‘om close coordination on signal inteuiggnce
matters at the operational level to informal exchanges of
’ ipforrx\.ation on other matters, sometimes by means of the
USIB committee structure, While the Joint Study Group- ,
believes that the intelligence community should develop a
better :s‘yatem for exchanging research and development
" information, it'.a.lso"notes that such exchange of information
is no effective substitute for c;ordi;mation. In'view of this
fact, DbD ant;l the CIA should seek means for effecting
bétter coordination,

Several problems of special concern to the members

of the intelligence community were revealed in the course

of the general review conducted by the Joint Study Group,

SLSLE s




These included: (1) the general problem of automatic data

processing and handling; (2) current efforts in the field .o'f
information storage and re;‘.rieval; (3) mechanical translation
projects; and (4) research and developmen;: projects in such
_iélated- areas as communications and operational support.

| ‘At the risk of ovez"-simpliﬁcatibﬁ, we make the.

following observations on these problems:

-1) In regard to automatic data fu‘ocessing and handling.

" it is believed that the capabilities of the equipments being

" developed are often ahead of the techniques and procedures
. for utilizing these equipments éffectivély. These equipments, -
. for example, are viewed in some areas prin{a.ri.ly as reservoirs
of material ratht;r~ than as filters, in épite of the fahtastic
‘ , increases in the volumes of material to be processed or
handled, The.Jdin-t Study Group urges that the intelligepce
" community promol.:e the use of'.su.ch machines as selective
filters rather than mass reservoirs.
2) Major efforts are currently being expended to

develop automatic systems to store and retrieve information.

. However, it is the £eéling of the Joint Study Group that these

efforts have not always been coordinated as effectively as they.




might have been. Furthermore, the concept of the compatibility

of automatic systems appears to have been oc'ca.si\onally over-
looked as new systems were being developed. The USIB Com-
mittee on bocumentation ‘(GODIB) sh(;uld examine this situation
and report promptly to the USIB on thg compatibility- between
the various systemas. |

| ~ 3) In the field of research and development on
‘mechanical translation we have heard evidence of eleven
_ piojects but we have not eicamined any one o'f th:em for its
utility, We have the impression that the. reSgaréh effort
is at a reasonable level,
| 4) There is considerable research in I:;he intelligence
community, together with the communications branches of the
various departments and agencies, in_ihe field of communica- .
rand. T ae Group has been impressed with the progress made
by the DOD a;xd the CIA;n. ixx;:proving the existing CRITIC
system within available resources. Howevex;. it believes
that ladditional research and resources are required to insure
the timely transmission forward of CRITIC éommunications

data. In addition, the.intelligence community is concerned

with the cryptological aspects of communications, for \r)hich




NSA has exclusive responsibility, and with agent communica-

tions, for which CIA has primary jufisdi'cti_on. We do not
‘believe that in these specific areas of communications there
. ', are major problems. We are concerﬂed,- -however, that due . . =

- attention be directed toward foreign developments, inasmuch |

PR S S S -

- aB we are advised that the West Germans have since ‘World

War 1I developed a better agent radio set than is cdrrentlyA '

o ————

- .a;rnilable to the United States, The CIA should direct vaddit‘ional

i attention to foreign development in agent communications, . v

‘ x S Finallf. CIA conducts research-and development in
| tl;e field of operational support, Here'.a:re unique fields such
ae 'secret‘ writing, false documents, concealment devices,
" audio and counter-audio surveillance devices and surreptitious
photography. However, there does appear to be considerableA

room for improvex:nent and intensification of effort in the field

of research and development, of opérational é.pplicatio_n of
audio surveillance and counter-audio surveillance devices,
Because of its importance, the member agengies of the

- intelligence community st;ould provide strong support to
the efforts initiated in the counter-audio surveillance field

by the National Security Council Special Committee on

" Technical Surveillance Countermeasures,

{1‘27-»




It is recommended that:

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

40, The United States Intelligence Board should

* monitor efforts to develop automatic systems to store '

and retrieve intelligence information and the extent .
- ,to which compatibihty of systems is assured,

41, The Central Intelligence Agency should du-ect

. additional attention to foreign developmerits in agent
communications,

42. The United States Intelligence Board should
strongly support the efforts initiated in the counters
audio surveillance field by the National Security
Council Special Committee on Technical Surveillance
Countermeasures,
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instrument not only for use in the probing of areas of current
interest to the United Stateé. but also anq' especially for

- exploring those areas which may be in the future of great

quality of its collection, productlon and eatimates in aupport.

X. THE FUTURE

The Joint S’fudy Group Wishes to emphasize the

necessity for policy makers to recognize intelligence as an

.

. concern to the national security of the United States. We feel

that too often intelligence is used as the handmaiden of cur- . -

_'rent operations to the detriment of long-range considerations. a . :

Historically, conflict has been normal to all societies and

although we may strive for mére stable international relations !
it would be unrealistic and extremely dangerous for the.United |
States to ignore the lessons of history that conflicts are ever
present aml~ also ever changing. It is likely that conflicts

of the future will not be lim?ted to those with our current
major anfagonista. In 1942 few Americ#ns could have fore-

seen our present close alliance with Germany and Japan or,

" on the other hai\d. the current inenace of mainland China,

U. S, intelligence should be sharpened as to the
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of curzrent operations. Herver, at the same time, the
Joint Study Group utgéé that active effort be assigned to the
collection of intelligence and the creation of assets in those
countries or groupi.ngé of countries whose populations and
o ngtural resources are such that future developments might = - i i

- bring their interests 1nto,conﬁict with those of the United
slga.téa. and result in daﬂggr to our na@ional se't':urity.

We foresee no dimunition in the -importancé of the v
role of intelligence in support of our x:ational security, 1t
wili require greatAresoutces in manpower and money.
Management of this e'ffort will continue to demand leadership
of the highest order.if the intelligence needs are to bé met
from resources available. )

There is reason to be doubly concerned over the

likelihood of declining effectiveness of certain colleétion

~ techniques which in the future may reﬁult in less intelligence,
owing to improvements in the security of the Soviet bloc.
This is a matter of conﬁidergble_ substéntive anti ;:;:chnicql
concern to the entire intelligence comrr;unity. The community's
concern muat;gp further in that this p'roAspec':t is inciiczative of the
heavy dependén.ij.:q which l:ﬁu been pla’ced’on:parth.:ular a;o;u':es

LI
P




logical changes occur. Collection of overt mtelhgence is also

o aubject to dramatzc variations.

- : should be'imagin'atively utilized by U, S, intellige‘ﬂqe‘itself for
. foreign pohitive intelligence and counterintelligence purposes; ' ' i

'The use of similar developments by other nations will require

S PRI N

‘is long-range planning. Both iﬂ reSpect of how to carry on xts

despite the likelihood that results from any one type of intelli-

gence collection will wax and wane over the years as techno-

¢4

Intelligence .xnust be careful to take into account

anticipated technological developments. These developments

! . constant tightening of our total security in order to frustrate

tﬁeir espionage efforts aimed at the United States.

A tremendous advance has been made during the past : '
ten years in the fields of transportation and delivery of |
weapons, making it imp;rative that equal advance be made in
the field of electgonfc communications, In the future the
existing time lag between collection in the field and the receipt
of intelligence in viashington will be unacceptablé if our CRITIC
commurnication systgm is to be effective.

" All these prospects point to one ﬁha.l conclusion --

" . thata primary responsxhihty before the inteuigence community
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% business thro_‘ugh processes of management, é.nd in respect
of the area and subjects in v)hich effort shall be expended, the ' '
community is obligated to look forward as far as it c;n, and : ’;
' tc.> make the best possiblé forecasts, b . o .|

: The Group's last recomméndation (No. 43) urges
o . .+ - upon the intelligence community that, to a markedly . g0
- | o L greater extent than it has done, it should establish =~ €

B ...+ .- specific arrangements for planning its work, and 0

..+ . anticipating its problems. .-
i
; , l
1
f‘, i
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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 Reo_rgan.ization Act of 1958, Toward
thisend: . . ... v o000 s ... Pagell

' 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 activitiea 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
suchmeans as: . . . : .+ ¢4+ 0.40 4. FPage32

(1) placing under Joint Chiefs of Staff control
increased intelligence resources to support its
strengthened authority; . . ... .. .. Page32

(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);
P o ¥ { -

, (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 Sgotion VIII . .+ o s o s 0 o Page 32




:

c. National Security Council Intelligence Direc-
tives, Department of Defense and Joint Chiefs of Staff
directives should be revised in accordance with the
above. .. ... ... n v, Page32

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 intellig'enc'e 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
Defense, T 77 I K

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
porition and rank comparable to their operational counter-
parts. 3 . ® & & s e e v 3 e s 4 8 e e b 0 s e Page33

5. The military services should be encouraged to
maintain and develop a capability for clandestine intelligence
collection which would be carried out under the coordination
of the Director of Central Intelligence. . . ... Page 33

" . . 6. The Special SécurityOfficér systems should:

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

b, be staffed by personnel of rank cornmensurate
with a courier function;

¢. avoid placing their own interpretation on -
material transmitted by the Special Segurity Officer
Bystems. . . , .. ...+ 00+ ... ... Page33
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feasible time. , . ... .. ..

"~ 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 placmg more of these particular resources under
the operational and technical control of the Director,

.1; National Securxty Agency e e i e e .. Paged2 L

8. The Department of Defense review the National

o 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

P
9. The Department of Defense reappraise the

intelligence purposes with the objectives of developing more
adequate electronice intelligence equipment at the earliest’
.+ e v e e.. Paged2

- 10, The United States Inteuigence Board rea;’wpreise i

_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.
oeo-octo-n--o‘ol'o--......ouPage42 ‘

, 1. The Department of State place greater emphasis
on intelligence responsibilities in the indoctrination of its
personnel. . . .. ...+ .+4400¢0s0.... Page60

* 12, Military departments should concentrate more
effort on caredr 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 concérn, . . . . . s « o « » Page 61,

[

. adequacy of research and development pfograms for electronics

>
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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
{n vital information being withheld from officials and
orgamzatxons wzth urgent national security responsibilities.

e e e i i e e e e s e, Pagebl

15. The United States Intelligence Board should

j review the situation in the National Indications Centc= 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 w1thl;eld) will be transmitted

" to the Center promptly on its receipt. . . . . .. Page 61

16. The Secretary of Defense and the Director of

"+ Central Intelligence should consult preparatory to the early

preparation of a new National Security Council Intelligence
Directive designed to provide authority and assign responsi-
bility for the establishment of a National Photographic
Intelligence Center (NPIC). . . ... ... .. Page 61.

17. The Central Intelligence Agency'ah'ould place
more emphasis on the establishment of unofficial cover

throughout the world. . . . . . « + « +« « . . ... Page 6l

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 aseign responsibility for periodic reporta to the United
Statea Intelligence Board., . . ...... .. . Page 61

19. The Joint Chiefs of Staff should continue to
encourage the Military Assistance Advisory Groups and .
military missions within the limits of discretion to exploit
intelligence opport\mities in close coordination with the
military attachea. P Page 62




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. . ............ Page62

i
'

21, The United States Intelligence Board establish
a central requxrements 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 agenciea. Page 85

22. The new central requirements facility use ' |
the Central Intelligence Agency's Office of Central Reference
as its reference facxhty t e e e e ee, Page85

23 The United States Intelligence Board establish
a program for the integration of all collection requirements.

 manuals into a compatible series of coordinated guides;

hkewise, 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. ., . . . . . . .« .. Page85

24. The chief of mission or principal officer in each

overseas area should be given affirmative responsibility for

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

,andmilitarycommand &t v e et e e e ... Page 86

26. All military requirements at the Washington
level be coordinated by the Department of Defense 8o as
to prevent duplication or concentration on low priority
tarset.0~ s o e e e ‘-nn-.n'uoocao 933086 !
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27. Chiefs of mission and the Central Intelligence
Agency chiefs of station arrange for political information
overtly acquired to be transferred to the mission's
political section for transmission as appropriate to
Washington. . + . . v . ¢ ¢ o v o 0. + . ... Page86

28. The Director of Central Intelligence should take. S

action to achieve more effective coordination within the .
intelligence community using the normal command channels, .
as distinct from staff channels, of the departments and

agencies concerned, . . . . . . . . . . . .... Pagell3

~ 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
time and promptly recommend solutions to coordination
problems, especially through surveys of. intelligende activi~
ties as authorized by National Security Council Intelligence
Directive No. L. * , . ... ... .. .. . .. Pagelld.

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
Commission. , ... v ¢ v 4 s ¢ s s ¢+ 4¢.... Pagell4d

31. 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 Boaxd, . . . ... Page 114

* - 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
gservice as a basis for guidance and coordination to the
intelligence community and for reporting to the National
Secuiit:/yCouncil annually, . . .. ... « + .. Pagelld

. v/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 1mproved reporting pro-
Ccedures. . . . . v v s e e e e e e e e PagellS

\/ 34, Intelligence guidance and instructions to com-
ponents of unified commands originating in military depart-
ments should be transmitted to these commands t?rough the

Joint Chiefs of Staff (J-2)s4 IGS. ’Page 115 L tiedoned
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"/\,- 35, Unified commanders should exercise control and
’ mmand 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 ?jﬁate 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. . .. ... .. Pagell5b

\/37. The Central Intelligence Agency's stations and
i bases 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

Q) another agency's proposed operation. Before a proposed
' operation or activity is rejected, it should be referred to
the Director of Central Intelligence. . . Pagells
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. . intelligence community and for reporting to the National
. "Security Council ann’ua.lly. . '. e s e e s e . Pagellsd

P A

“review the f\mct_ions and actw1t1es of the several committees
_and sub-committees of the United States Intelligence Board.
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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 conszstency and proper allocation of effort ' i
at the beginning of each annual budget cycle. Its views should
servide as a basis for guidance and coordination to the
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This review should include consideration of possible changes

_.in the committee structure and improved réporting pro- o

" ¢ cedures. C e e s i s e s e st e e .. Pagells i

> ments should be transmitted to these.commands through the

34. Intelligence guidance and instructions to com-
ponents of unified commands originating in military depart-

Joint Chiefs of Staff (J-2). . .......... Pagell5

‘. and direction on intelligence matters including any instructions

. the Director of Central Intelligence. , , .., . Page 115

35, Unified comma,ndere should exercise control and

" command over the intelligence activities of their component

commands and be the primary channel to them for guidance _ '
that originate in the service departments. . +. Pagellb
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. .. ... ... Pagells

37. The Central Intelligence Agency's stations and

" bases 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
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3. In order to achieve a more effective system for
utilizing cost and ma.npower 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 guldance of the’ United Statea Intelligence Board,
' b e e e s e e « ... Pagel2l
(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, x‘ecbmmendation no. 32, ... . . Pagel2l

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 Intelligencé 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. .. . . . .. . Pa_e 128

41, The Central Intelligence Agency should direct
additional attention to foreign developments in agent
comm\micatmns. e e b s'e s e e s.e s e.e s+ Page 128

42, The Unitecl States Intelligence Board should
strongly support the efforts initiated in the counter-audio
surveillance field by the National Security Council Special

Committee on Technical Survenllance Countermeasures. _
Page 128

Cl.o‘.'l.......l..ll‘l.
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43. The Group's last recommendation urges upon
the intelhgence 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.

'OQQ‘.otbot:llllI!lou.lo.‘o Page132
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