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1. I welcom the opportunity afforded by your memorsnhm of 16 April
wmmmlmwmmdmmlp&hncmm
this Agency in earrying out its assigned missiocus. ZThese problems are not
sxniusive to the Communications Intelligence field. They also occur to s
sontideradle dagres in Communications Security. My coments in ansver to your
medrandum will spply with equal force %o both segmnts of the cryptologie
activities.

2. As you point cut, ome of the most Luportant of these prcblems is that
of strengthening the oareer aspects of the cryplologic effort, ss regards both
oivilian and siiitery perscnmel, and vithin the Agency as well as cutside it
1o the isportant ares of field support. I am comvinced that professionalism is
sssentisl to owr mximun success ia the cryptologic sffort. Professiocoalisn
is sspentially a mtter of developing and retaining isdividuals who are professiommsls.
The won-existance of an inhwtrial, comeroial, or sosdemic countexpart in
eryptologic technology as it has dsveloped in government services mikes it
impossible to cbtain professiooals sxcept by establishing attractive and satisfying
ssyeeys for persommel vithin the government agencies contriduting t0 cryptologic
profuction. The mecessity for this is forcefully pointed out in the Robertson
Repart, entitlsd "Potentialities of COMINT for Birategic Werning,” sponsored by
the BSA Soientific Advisory Board, and provided to you with CIB 000199, 6 Novesder
1953. Decauss of my comviction in this yespect I have devoted much effort during
the past threa ysars in promoting a spirit of professionsliss in NBA.

TOP SECKET

'~ [ Jeclassified and approved for release by NoA on 09-16-2013 pursuantfo E.0 T 2529 4

— —— =




...
REF ID:A72427

— S _BECREY -

3. With this in xind, I should 1ike to comment ou the gpacific agpavts
which you mssticnsd in paragraph 2 of your mmuntum {your subparagraph lsttering
applies):

& WA Civilian ewployess ahould be placed in relativaly as favorable

s position as CIA ¢r State Departaent Yoreign Service euployses inscfer as

avErTeas Guty is comcerned. The ability to make comuttmnts for comcurrent

txavel of dspendaents, free and afsqmte medical service, free life insurauce
vhere bazands exist, transportation by ocmmreial carrier, movement of house-
hold goods i autemcbiles, yayment of station alliowancss, feisbursemsnt for
wxpirass (storage, sto.) resulting firom ovarssas movement, availsbility of
vowmiissary, PX, liquor wmets, and elub privileges, and the ltke, waild go

far toward solving our existiag problems. BSpecific lagisiation
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MLy Do pecessiry to asiuve sctw of these privileges; administrative astion
by the Department of Defense could probably sbiain others. It is syprecisted
that swployes commitments to accept oversers Adsignments on request my be
DACORRAYY AN no sajor difficulties sre anticipated in this respect.

R+ The uss of ciiiien fztercept cperators has been given ssricus
thought with & view to cvercoming soms of the current handicsps ceused ‘\
by vepld turnover in miditary intercept opérators snd the incressing technied)
diffieultios fn intercepting complex types of trassmission. But ovillan
intercept clsarly eansot de regardsd ss a universal panss¢a for our COMINT
gollection aliments. Even the UK, vhich hes s well sstablished civilian
aolisction progream, has emacunitered serious difficuliies, 4lthough their
situation is mach more favarahle than that of this country in at least twe
mAjor respects: the snoymously greater percentage of thelr intercept
positions which can ba, and are, located at bows; snd the relatively greater
stature and sdvanteges of aivil asxvice a8 & profession in the U.X. I am
bewever taking two explaratory actions:

(1) I am prepuring with the Director of Centysl Intelligence &
yroposal for incressed CIA purtiesipation in the meticmal
aolisction effort, fer esrly presentation to USCIB and the
Becretary of D..f.;:u.

{2) Ae:’u?nkh:g Plans w&mmm converaion of a
service~operited intercept station to civilian operation by
MSA.

§: The yestrictioos inposed by givernment security regulatiocns which
affect the recruitment of otherwise highly qualified parsomnsl geperally fall

into two main categories:
(1) Many qualified epplicants, particulerly in the linguistic
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£ie12, are alisns o yecently yaturalised U.B. altizens,

& buve intimate forsign commmetions. This is trus particularly

for linguists faxiliar with the more critical orientsl snd

widdle-sastern languages. These standards can be waived at

. 4 mmtim,’e-*rruch case must be judged on its individual

mrits, eamparing the cpersticnel meed with the results of

all investigative material and informstion available.

(3) Occasiomlly it is found that top-lavel scientists in fields

in which MSA is vitally interested have records of affilistion

in varying degress vith gquestiomeble, Commmnist-inapired or

dnfiltrated, anfi sven cited trgmnisaticos.
The selection sod investigative stanfdards of UBCIB Directive No. 5 in som
respects are more yestictive then the provisions of X.0. 10450. The
restrictions of peither are considered unrsasorible and I do not yecomumend
that they be relared or thet authority be granted to mske exceptions other
than that now in existence. CIA has & somsvhet &ifferent prodlen, in that
eartein assigmments can be fulfilled only by specific individuals with
dafinite backgrounds and qualifications which in thenselves would disquelify
&n individus) from COMINT swployment.

§. e prodlamsof civilian caresr policies may be Bubdivided isto

four subaategories: (1) overseas duty (discussed in mitparagreph s, above);
{2) the status of the civil servaut in the U.8. vis-a-vis other cccupations
{(this 1s lsss favorable than I would dssive but I consider the problem goes
beyord this discussion); (3) relationships betwesn military aid civilian .
,mmim aiscussed in subparagreph g, below)) and (k) the Petberment

kor ththc ewployee of NSA hesdiquerters within established civil service

e em e —
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policies. In this latiter field, great strides have doenn made in the past

$tree years as indicated %y the charts and suxmries atteched as inclosure 1.

Bnaldition, action will be talen to reash an sgreement vith the nilitery

arytplogic sgercies wherely a free exchange of civilian caployees ia

poasible in an integratsd cureer developrent prograu. 2futh sgancy veuld be

gurantsed the return of its exployse en the copletion of s tour of duty with

another agency. Nuch, of eourse, ¥amaing o be done, and I ferl that ow of

the mjor grodlems vhich you can help in solving is the establishment of

sdditiomm] super-grades.

g+ X &0 vot believe that NEA should cperate undar rulas fur the

relanss of "denldwood” perscrmel differing in any material respect fyom those

8t wWp by the Civil Servies Commiission for the govermmut services as &

vhole. Telsting FegaTIvTEN asv-steqewew, Mithough dw spplication af

uiﬁtnsnml-timhw-wvhmmmlwmtnthnﬂntj I axpect

& oemtinuing inprovement in the quelity and pexformmnce of ap mperviscrs

a8 & TRt of tdw wll-edvanced mregenent improvecent sad sxecutive

davelopmant programs of N5A. Bedter wsege of availsbls proosdures for

relsase of "dsadvocd” personnel is expucted as a rebult.

£ (1) e second mjor recommndation of the Mejority Report of the

Joint Congressiona) Coemittes on the Investigation of ths Attack on Pearl

Harbor was that the military servicas proceed forthwith to provids that (p. 25301
vaalgrouns *’Trz:..m cmpacity Fob much verk) am that thay
o minta in the work for an extenisd period of tims in cxder
o thots FLala roy . Eficient ntelligeace serviees are Tt
a8 s3santial in time of pence o8 in war, and this Wanch of our

&ARd sarvices wust always be ascorded the Lmpaxrtant role which
T ) it deperves.” '

nel —— —— -
",7‘,:"‘ Tu-the light of-4he-feregeivg recommmiation;, I de not censider MMM
-eypiolegle carser-pragrany of theArmed-Services areo-doveloping: —Ontiwm
A - \
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(2) The foregoing recomwnlotion was yepeated and saplified later en

(p !ﬂ)mthuaahport,-.:rn%lml
.

8. goordination and evalmtion of imtelligance in
‘of stress must be by eontinulty of servios
contralisation of respansibility in copetent officials
{s in origioal.)

«ss Nevertheless, there is pubstantial besins, from a reviev
ef the Pearl Harbar investigation in {ts emtirety, to conclude
thet the system of mndling intelligence was seriocusly at
fault and that the security of the Fation ceau e ingsured only
Yorough eontinuity of service and esntralisation af responsibvility
in those charged with andling imtelligenco. Apd the assign-

of an afficer having an aptituds foar such work over an

period of time oot ‘his progress nor
his promotions. (Yaphasis In L)

The professicoal eharscter of intelligence wurk does not
stper to have been properly sppreciated in sither the War
or Mavy Departments. It seems to have besn regardsd as Just
aApsthar tour of duty, aa reflected by lixitations imposed on
the pericd of assignment to such work, smong other things.
e comittes has received the distinct impression that thare
s s tendency, vhather reslized or not, to relsgata intalligence
%0 = rols of sscondary importance

Ap an imtegratel pioture, the Pearl Harbor izvastigations
graphically partrn{ the imperative mecessitiy, in the War and
Kavy Departments, (1) for selection of man for intelligence

vho possess ths background, oxpacity, amd pencheant for
suth work; (2) for maintaining then is the work over an extended
Paricd of time in order that they may Wecoms steeped in the
maifications and refinammpts of their fileld and exploy this
reservoir of Inovliedge im evalmting data roceived; and (3) for
4he contralisation ef responsibvility for handling intelligence
t® avoid all of the pitfalls of Aivided responsibility which
agerisnce bas mds 30 sbundantly spparent.”

In the light of the foregoing recommnfations, 1 4 not comsider that the

military eryptologic career prograve of the Armed Rervices are developing.
On the
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sttrary, the Amay progran seens S0 be strophying and the Havy progren re-
frogressing. The fault doss mot lie priwarily with the service aryptologle
sgentiss, vhich sgpesr to Ya wll svare of deficiencies sand the aotion to be
% te earrect then. They form, however, a very sml) ssgment of the entire
military establishwent, which iy domimated by “line-mindedness™ to such an
extent that specialisation is professically pevalized. This is seif-
pirpatuating: mot cnly does the speclalist im uniform rarely rise %0 generel
¢ flag runk, but thoso vho do are rarely sasigmed to positiors wvhere they can
sxvréise u CorrEttive influence on this stata of aind. Oae mmjor comtridution
4o solution of this problem would be the sstablishaest of six genersl (flag)
efficer billiats for eryptologic eareerists, two for amch service, of which ome
sath wonld be in the Service eryptologie activity snd one 4n MSA. It will he
Aesiredle s ocoasion to £111 some of tlwse bilists by non-carearists, in whieh
588 the cryptologie peners) (flag) cfficers »0 displaced should be assigned
teupavarily to related fields such as imtelligence sed commnications. Along'
with ihis, selection procedures should be 80 established that cxryptologic cmrder
ofTicers will not e pammliszed by cholce of this career field in prowtions |\
tirough the grede of 0-5. 1In addition to the establishent of an officer Ly
&yptologic asyeer progran, the desigmtion of thw Army Becurity Agency mnd -
she Yavy Sscurity Group as major servios ¢omsands would be advantageous. !fni\
that the AVSS vhich is eo designated bas & considersdls mdvantage cver the'
9thar +wo mervice eryptologic agenciss. I am concerned, also, over the
sttitude vhich I have sensed, st lsast as Tegatds one service, that WA is
mﬂnﬂdfmiphthﬂnmmﬁy,Mthtctﬂmvhnhlw\)
mmawmwcwuﬁmmwmmmutﬂ\u
“da-MBAt1mtion” yrior to full ssceptance ack into their parent military servied,
The direct effect within WA of the failure of the military servioss to

mm-umt; m&munwtﬂrymhm‘
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1 do pot have a sufficient mubar of Qulified and experisncel officers %o
£111 oertalin ny positions which, in sy opiniom,
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ehouih b sorpled by chaloxlly-miifind silliery pirioee); Woansa,

afficer of field grade is made available to ne/FNBWWE assign him to

tasks vhich are not commnsuvats with his yank and sther militery capabilities.
{2) Another vitally impartant sspect ef this military caresr problem is

that of the snlisted techuicimn. I am firmly cenvinced that the sajlor

esgtrivution to the solution af our field collection and avalysis problen

Jies in the development and retention of professioms) COMINT enlisted

personpikl, in the same vey add to the sams degres that professional civilimns

&0 Yoquired to solve the tachnical COMINT probidms of the hesdquarters

#blablisthmmnt. Although data as to the yate of COMIRT re-enlistasnts are

Mt available, the over-ell is probadly below 20 percent for al) thres

Bervices. It is a calawitous fact that the re-enlistwent rate of Aray

ixtercept oparators at present is less than one pérosnt. In my opinion,

the single mjor step most likely to eontridbute materially to the solution

5
H

specific eryphilegi. carver jadders and of
of this problam is the establisiment of, an advancemint program begiuning

with the B 1 grade and progressing through X 7 and W ) to the yank of W b
for service techniciana. The technician grade structure of each service
sryptologice agency should resesble an ixverted pyranid of enlisted grades, on
Sop of vhich stanis & smller pyreaid of wrrant officer grades, similarly
izverted and balarced. Ideally, the muther of E 7 and E 6 technicians in
the COMINT field should westly sxceed the punber of R 1l's avd E 2's.
AMvancessut should dspend entirely en individusl ability, mot en vacancies.
Trom the £ 7 ranks, outstanding individuals would be mde werrant officers.
Here again, advancemsnt through the WO gredes would depend nolely on
Samonsirated competence, not vacancies. The ideal result would be msuy more
E 7' then ® 1's, over & perfod of time. If in additton to this grade
structure, the living sccomodations and recrestional faeilities accorded
COMINT technicians wers fsproved as an inverse functien of the undssirability

=I5
Ve S =
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of the location to which they are assigoed, and travel of families were
facilitated to the greatests possidls Segree, it is felt that a mch greater
degrie of professicmalisa could be cotained over s periocd of ywars. I plan
t0 take this matter up through the Bervice aryptologic agencies st an esxly
date, apd my request your assistance in establishing inverted pyranid grade
structures. I believe that such a program éan be carried out without
derogation to other arms, iz vhich T/D or TO & E type crganisations, with
basardous duty pey vhers spyropriate, ean equitably continus.

8- I 4o not feel thet your statement of zmy genersl policy is sccurate,
or that it i possidle to segregate agency positions into "command positions”
& "essentially consultant” positions.

€1) I believe it cilar that the Mationmal Becurity Council intsnded,
regardless of how the recormeniations of the Brownell Commiites
might be interpreted, that NSA be under military control. I
aleo feel that it would be Sifficult to achieve this were
the Director the only military person in the Agency. In fact,
I have been guided by the following recommsndation of the Brownell
Committee:

"Below the directorate lsvel, senior positions should be filled
by individuals, where officer cr sivilian, who have s career interest
in the fisld of commmnications intelligence. We do not belisve
that thess positions should be limited to civilians, bdecause we
a¥e impressed by the testimony given by many witnesses as to the
inportance of familiarising the Bervice organizatiors in the

with AYBA organization and operations by rotating officers
fyrom AFBA {nto fisld positions and then %ack again. Also, the
long experience &f several Nevy officers is one of the great
sssent of the activity today. On the otberband, it would e &
or mistake to linit the senior positions to officers, Lecause
it is of the grestest importance to sncourage civilisns to meke

saYeers in the COMINT field by clssr demonsiration that sentor
poditions will be avallable to them if their talents merit

5
3
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Tou will note thet they use the term Benior positions,” rather

then "commnd positions.”

(2) It has been, and will econtimue to he, wy policy, that oivilien
and military persomnel share alilke in the responsibvility for the
sutcessful sccomplishment of the mission of the Metional Becurity
Agency. Employses, ‘b;ﬂ: oivilian and military, &re assigoed to
poaitions for vhich ghay are best fitted and 1in vhich they mey saks a

meximm contrivution to fhe mission of the Agency. I cannot and do

not tolarats any discrimination because of civilian or military status,
race, sex, or religious affiliation. Personnel assignments are msde
after consideration lms been give to job requirsnents for continuity

of experience, knowlefge of the currsnt military pioture, and caxesr
requirements of the individusl. Rotation progreme, technical and
mngerial training programs, and self-development and sppraisal programs
are utilized in preparing all personnel to assume wider and more important
rasponstbilities. In short, every attenmpt is made to mike waxinum use

6 sach worker's experience and skills in & position vhich will pot emly
Yo conducive to maximum efficiency in the execution of the MBA mission
but will also provide tha job satisfactions necessary to a satiaffed and
highly professional workforce.
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‘/ /9 1 bavs furtiny folloved W vigarowly aff eontiring progran

far promoting, to tho highest eivil sexrvice grades, sutetanding
tWelnlolnns haviag skills of vital laportance to WA, but

withoul wacasgarily ssaigaing them to senier atscutive or palicy~
maXing docisiops. Further, for high-lavel civilians both those
ix pursly technical positions amd those vho are gualified for

ol assignadle to policy mking and exscutive positions, I have
recently besn sble to secure quotas for ong #ivilian in each class
&t the ¥stional War College and st the Indusirial College of the
Armsd Forces. I propose to continue my efforts to fanmilimrize
high-grade civil service enployses with the prodlems and
functioning of ntlitary cpsmrations by sndeavoring to secure
oivilian quotas in both senior and Junior courses at the various
sdrvice var c¢olleges and commnd and staff schools. This familiari-~
sation and arientation progran couid be avgiented by a vigorous,
healthy, and reslistic Reserve program in the cryptologic twanches
of the nilitary sexvicess it is to Yo hoped that current offorts
by the Secretsry of Defense to vitalize ouwr Reservos will ensblas
the services to plan and oaxrxy out such a program; this would not
only wake it possidle for the Services %o retain their feservists,
Whith are Yeing lost at & repid rats by resigoations, but also to
sttract many of o younger civilians to tecome reserve officers.
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3 &) Currently, of the 3k sost senior positions ia the Agency, 18

are £illed by militery officers and 16 by civiliuns. Rotatiooal
and otber ehanges which bave besn in prospect for several memths
vill soon alter this proporticn to 15 military and 19 etvilian,
In fact, my primary concern vis a vis military-civilian relation-
skips is not in the direction you isply, tut quite the raverse.
Unless an isprovement in the situmtiom cited in miperegraph £
above soon occurs, the military control of BSA will becoms even
more tenuous, and en overvhelwing propanderance of the Ageney's
senjor positions will lmve )o be filled by civilians. I camnot
mm1mtuﬁd-ﬁ1ﬁm.u.mmmm
regponsiveness of the COMINT and ion to the “
mitts of the wilitary, and vould m“?m% éf‘ﬁ.‘*ﬂf? r

4 fary control of two functiocss vital to the sbility of the
wilitary to vage a successful war.

(5) I feel, thexefcre, that changes in military-civilian relaticumship
in RSA are pot desiradls, and 4o not recommend e chenge in wmy
policies as bereindbefore siupressed. 1 do Peel that these
Policiss conld be better inmplemented, and be more conducive to
inproved military-civilisn relationshipes within the Agency, were
the services to improve their cryptologic career policies to the
extent that the Agency could be furnished with senicr officers
with sufficient tachnicsl background to carry out, without the
ased for a technical copsultant, the coammnl functicns to vh\:!.ch
they should be sssigmed. Bpeecific steps which could, amd 4n my

b

\
opinion should, be taken to accompligh this end are: i
1

3 () Outstanding young officers of 0-5 and 0-6 rank,

1 . _ A
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particularly the latter, vho are llkely candidates fLor
ganeysl or flag rank, should be brought in in szell mugbers
for three yesr tours. They will be droadsned by the
sssigoment, vill bring BSA en swereness of service cperational
Problems and concepts, and in their later careers can assist
in keeping the Services aware of the value aid irportance of
WA's mission.
Outstanding exyptologic officers of all grades should sexve
fegular tours af duty with cpersticonl commsnds, s well as
in service intelligence apd COMBEC duties, anl at COMINT
fisld stations.
Competent junior officers of the several services, experienced
fn ordoence, tactics, cczmmications-elecironics, intelligence,
sounter-intslligence, etc., should be aunigned to ESA for the
Posefit to be gained by their exployment as technical adviscrs
in reverse, i.e¢., technical experts in a phase of military
exdaavor sdvisory to eryptologic tetlnicians attacking
epéritional problens.
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(1) Inthmcotmimlvhcmmmdtorthirfg'
first towr of duty in BSA snd vhose seniorisy would
sormally dictate their sssigamnt to ksy technical
positions far which their previous tyaining and
sipaxrisnce have not prepared them sffectively, such
afficers should first gualify themsslves foxr such
posttions by coopleting an NBA training program
specificully ‘I&o:lmld for this purposs. This would
parnit the whilisation by A of such officers without
otrimnt to their service eareer cr to the effective-
ness of N5A operatioms.

( iaton Myt be mAs Cor progoticn to the
mds 8 mm\m‘m hav«
‘3 to B4,
& t© ar polley o
PCs

itYons.

. Ome further item of fuporimpce iu achleving cryptologic professicoalism
vhich vas not moticned in your mencrendun r¢lates Lo the sovers loms feced by
tha cryptologic agencies in coming yesrs of refular militery aofficsvs, both
tewporury and permanent. Many of thise, sspscially in the Nevy, have an {nvalusble
Tackground of up to twenly yeaxs experlance in cryptolagic cperations. Especizxlly
uthccmd‘thmehvyﬂuptuMUhomtutmrorm-msrm 30 ar
§1 years of active cemmissicmed service, they represent a potential which
#should be ugsdle, sod of great value, to this Agescy for s muler of years o come.
1 saanot egploy them at all. Even under the proposed legislation which liberalises
public lawe and ; which, 1if emucted, would permit them to

ez )
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ive retired pay and accspt full civil service pay, the total copensation thus
alforded would mot be sufficiently greater than their retired pay slome to
sthract them. Amy solution to this problem, which already exists, amt vill oom
Jaygar in the future, would be of welcoms help.

$. The foregoing, although lengthy, is only & superficial treatment of

those ftems which you raised. I shall wep you {nformed of developments along
this 1ine. I greatly sppreciate your imterest inm thess problams anmd your offer
of assistance. I shall ask your assistance from time to time om specific problexs

vhich are beyond my power to solve.

RALPE J. CANINE
Iieutenant Genersl, V. 8. Army
Direstor

2 Incle:
1.
2.




