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JiliPOJiT BY 11l-.IE .Afo1l.:.:D FORCES S:J.CURITY AGI;JjCX 

to the 

ARM.:.:.D ~ORCl:.S S~CURITY AGEl~CY COUliCIL 

on 

DIVISION 0 F RESPONSIBILITY BETWEEN AFSA AND THE SERVICES 

THE Pn OBLE?iI 

lo Diff~rences have arisen~mong various authorities 

responsible for the b1plcnts.ttnn of JCS 2010 (Appendix)- and 

JCS 2010/6 (Enclosure B) wit:-1 regard to the wording and intent 

of certain proviaions of these two direotives bearing upon the 

division ot responsibility between the Armed Fbrces Security 

A~ency (AFSA) and the Servicas in the communications intel

ligence (COlJil{T) 1,ieldo An oarly authoI"itive dooision on the 

questions involved is essential in order that the development 

or A.FSA and the Service Communications Intelligence Organiza

tions may proceed smoothly in con.foz=mity \iith J .c.s. intent 

and in the best interests of National D~tenseo 

',! 

FACTS BEARING OW THE PROBLEM 

2. See Enclosure "A"o 
I 

DISCUSSION 

3o See Enclos'Ul'e "fi". 
-... -... 
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~er 3Tr.OR.~T 

~1')PGLUSIONS 

4. It is concluded that: 

!.• In order to avoid unnecessary duplication of 

e.f.fo:rt in the COi.iII!~ .field within the Department of 

De£ense. and to insure an orderl7 developmen~ of AFSA 

and the Service CO~Iij~ or~an1zat1ons in the best inteiiaest 

of Nat1on~l Defense, the principles bro~t out in the 

toregoin.:; diseuss1on should be approved and applied 

1nao.far as possible within the Department o.f De.tenaeo 

Specifloally. the~e pr1no1ples are set to:Pth in the 

fol+o~in~ para~apha: 

(1) ·1\ • Procesai'Dg 

Paras. 30• 31 and 32. 

(2) B - Intercept 

~:a?'as. 34. 36 (1st sentence)• 38. 39 and 41 

(3) C - Training 

Paras. 43# 441 45,_46 and 47 

(4) ll • Personnel :1upport 

Para. 61 

IlliC 01.i.:i::llDA l' I OHS 

So It 1a recommended that: 

!.• A::SAC, act1nc for the JCS, approve the above 

conclusions for implementation by AFSA and the Sei-vioea 

as appropriate. 



---- - - ------------------------------
.'· 

ll• If ~FSA~ oonstde~s that these conr.Jusions are 

not -tn confnmity with t'"'e JOS 2010 sr:?rios, this 

study be .fort"Jarded tr> the JGS .foi- ap•,ropriate 

actiono 
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... , . .· . 'finOTS 

lo ... IOr pmipoeea ot baeitgroum, tha following pertinent 

dii-eetives are cited(~~,· ..... ~~4·c...1Jtaw~~~-M...J); 
a~ JCS 2010 (Appendix) Cl'eated the Armed libroea 

Se~rity .\gon.c,.y (.·\FSA) 8 1n order· to provide for the 

21ao1pg unc!er 2!!.! autho~1t1 the oonduct · ot OO!D.. . 

mun1cat1on '1Zl~ell1ijez:tce and CODllllUD1oat1on aecu.rit7 

activities (here1nat'ter retened to as orn>to

logic aot1v:l.t1ea) within the :lat1onal Li111ta17 

Eatabl1abment, uoeRt 1!hoae which are la, S!, 
I 

conducted 1nd1 Ylduallz .!>z !J!!, Departments o..£ 1;~ 

AJ'ml• !!!Z• and !£. Fbl'oe o" . . 
b. JCS 2010/6 (Encioalire A) requires the Armed Fbrce1 

Seourit7 Aa~nor.~ounc11 (A.FSAO), acting under 

autnorlt7 of the JCS, toe 

·,Cl 1' J?etePm1ne polioies, operati~ plans, and 

doctrines .fbr the A liSA in 1 ta production of -- -
communioatiol'la intelligence !n o!'der ~ .. 1n=-s .... ure--. 

the .. provlaion~ 9!.,: 

(a) Authentic 1n~rmat1o~ tor planners and 

polioy makeJts w1 tb1n tbe Na t1ona1 i.1111 t8J7 

~atablisbmerxt and other Gove:mment.al 

~ena1e- bavi~ mem.b9~ahip on tha United 

states Communication Intellit&enoe Boards 
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to apprise them of the reallt1e a ot the 

international situation, wa:ri-maldnlr 

oapab111t1ea. vulnerabi11t1ce and intentions 

ot :tore1an oountr1ea, !!!!! to eliminate !.l!!. 
element !?.! 8UEJ?l'1ae !!:ID! !!l :aot. ot _ f1W)N8819B 

bx another coetn. 

(b) l!l!. un1g~e. information essential: to ~he 
. . 

aev•ni. gervicea .£2.t !!11, aucoeal.t\lJ, · · 
- . , I 

2roeeout~o91 o~ !!£.and vital ,a!. tJ.horten&na 

·at ae e•no~ s.t hoaty1t1ea.0 

o• La oweu-loz~ 1i£t11 a~a11ae••Pil '· (l)(ls) 

-alac:i•11 . JCS 20~0/6 (paN. 3g. oE F...ncloaure B) 

proY:l4e8 tbaf; I 

"All A· BSA Commun1oat ions Into ll:lgence ( COMlft) 

aet1v1t1ea (S) directed pr1mar117 towa~d the 

pro.duction ot unique. 1ntol'inat1on '-Oaaent·tal 
• l . 

to one ..or the Servioea toP its auooenafQl. ------- ~ 
prosecution or war or toward the prov1a1ons 

ot technical support to one 9f the.Services 

as requi:red· by subparagraph 3,!o (14) or 
JCS 2010; or (11) having as their principal 

product \nfo£matt99 la, whtoh one Servtoe ·e.e. 
& 1£1W.X yt.eresJi.• w111. 1nao1'ar aa 

pnct10al>l•• ·b• oan1ed out und~r the im.o 

mediate d1reat1on·ot AFSA pe~aonnel 0£.the 

Servlo• oonoel'D94o9 

.. 
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Thia provieion was appl'Oved b7 A.lfSAO at lta 

aeoond meetiq; on 19 Ju11 19'9• The minutea 

~.f' ·thls _mee~~ns contaln the following pert1•nt 

remarks a 

"Al>MIRAL STONE suggested that tb8 membc;pra 

consider tbe problem or providing ~irtu• 

1n1'orma t1on and a eked .tor a:mmplo a ot 

piroblems which could be cona1Sered ot 

particular Service interest. 

"CAPTAIH ~Jm'GER replied that apti-su]Jmar1p• 

warfare would be one auob p:roblem. ·pointing 

out tbat the NaVJ' has been assigned pr1ma17 

reapona1b1l1t;r for that prosramo He 

oonUnuecl 'tha1i S:t. woul~ be logical to:r 

a1P,.trattla•anal,za1a problems, aa ~be• 

example• to be · under the direotion ot an 
I/ 

Ail' 11brae ottioer. He elliPl~iaed teat; la 

tile GSA ••s•nlalK:Laa Jila:v:aJ. tartlo aaali:•i• 

la alwa,. WJdae tlle "iP•etlea et' llavaJ. 

paPeeanel, pelating e\lt; that .. tatlea er 

c ~h11l7 'between tile ~o~··•tng eentler ea tis• 

tiel• •tiailt-ena ma1'ee fer well•CiPalneEI ~/h 

pePIQlm91o 11 

cl. JOS SOlQ (Appendix) p:rov1de1 that the Azam;y, 

llaYJ'. and A1~·· B>roe will "oontinue to be 

TOP SECRET 
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responsible .tor all such Gt'JP1io-

1og1o aot1v1t1es !!. are reau&red ~ 

1nt1'8•sarv1oa or joint nee4a {e.g., oommaniea• 

ttons 1nte~l1c;ence processing, 1nter~ept1 
:research and development, training, etc.) 

.. 
.!.92. .!!:! dote:rmined !?z. !!!, Joint ·chie·f'• 9.£. 

. 
Sta.ff !!Sl. !!?, !?,! !h£ !2!!. :reapons\b111tz 2! . 
A liSA.• 

eo JOS 2010/6 (Encloa'Ul'e B) de.fines whioh 

respona1b111t1ea w111 be oonsidePed as not the 

aole reeponsibU1t1 or A.FSA. 110enerall7 

th9ee reapons1b1l1t1ea are those 

~quired bJ' the Services to maintain'• dur1ns 

2eacet1me ,; their ~,,adine •• a m1el. $h•ir 'Lartm 

operat1onal,.regu1remnt a, and to operat;~, d~ing 

wartime• those rao111t1ea .neceaa&.1'J' to~ 41ree~ 

support ot .combat operations. Spec1~ioall7 

theaa reipona1b111t1es are: 

(lJ'IntePoept • aa indicatea·1n JCS 2010 CiJhich 

provides that mobile 1ntereept tac111t1es 

required ·by the A!'my, Navy, and Air Fb:rce 

reapeot1•ely, will be manned, adlil1n1atere4. 

and operat1onal17 controlled b7 the 

individual Ber~o~ 

TOP SECRET 
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<21 frocessing • as needed for intereept oontrol 

and ~ cembe.t 1intell1'csenoe. JU.plo1tationl 

by each Sol"Vice applies only to material ot 

operational interest to that service. SUch -
flXRlo1tat1on outside A~ rn nol entaU 

undesirable dupl~cat!gno~ 

fo Tb.a d1reot1ve further spec1f1es that neaoh Service 

~l maintain the faoil1ties and personnel ~equire4 

for the dircharco of its basic reapons1~111t1ea 

in these activities." 

~~ In his memoran.auni tor the JCS dated 20 Ha7 1949_. 

subject: "Or ;anization of Cryptologio .Activities · 

within the National ~a11tar7 Establishment." the 

Sec~etal'7 of Deten~e mtated 0ef~iciency and 

eoonomy are to be atreaaedo" 

So ao Unc:ier date of 14 Januar7 1950• the Commanding 
V$A F ~ 4t..,.-«, !.<>J 

Ottioe~ &Ubmi ttad a . itaftetud7 conc1trning an 

"Exp~d ~rogram of tbe .USAF Securit-7 Serv1oe"o 

Three objectives sere stated as the purpoao8 01' 

•problem". or the· stud,., 

"tl) In. ccrllaboration with the Armed Fbl'oel SeC!u£1tx - - - . 
~aen911 to provide the Chief" or Staff, USAF0 

the Oomma:ndtns Generals of the Cont~ental Ai!' 

Command, Strategic Air Command, Air Defense 
. . 

Command• and trSAP ·command a ovet'aeae. !.1th,. 

max1-m~ advanced warnins g! -!!1_ 1.pnding !l£, 

1trike _!lgainst. aq, United States.· il, 1'i!. .So'Vj.et 

·S• 
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rooo Reug .u£. &:rgo 

(2) To deve1·op and utilize the ail' combat 

communications intell1gence tac111t1es of the 

USAF Security Service, !!! concert with !JS. 

auppoz:! g,! other aommunicat1ona !Jltalliaeno~ 

orgonizatioq!,. so that it will tunction aa 

!!l advanced warnityI, mad1um as ~ell as the 

agency for the collection, anal7a1s, and 

d1sseiD1nation of air communications lntelligenoe 

pertainiD,3 to the ~v1et Air .t<broee 

(3) ~ nohieve poaa:et1me readiness to meet wartim 

operational requ1rements.n 

b. The concl uaiona 0£ the atud7 al-a aa followsz 

"By irlcreasing the USAF Seourl•y SBrv1~ troop 

program autbor1zat1on in personnel b7 144 of1'1cera, 

17'15 ail'lllen and 88 o1v111ana, a total of SOOS 

paopla, e'kolu~ive of .personnel requ1:rementa·t01' 

AESA, as a~ated in ~be preceding paragraph, b7 

aacelent.1on ot oryptogl'aphio oleaP&~aea, and 'b7 

granting additional funds in tho amount of 

$5~262 1 197 it will be poea1ble to aquip and man 

two hundred and ten (~10) 1.EXte~oept pos1t~on1 

as compared to the one· hundred tb!'ee (103) undai

preaent authoi-1zationa.o Thia figure of 21.0 doee 

not include tQ.oae eapeo1all7 aaa!gned fltori ~ 

8th RSM and adminiatered· aireot;J.7 b7 Hea4quart•~•a 

TOP Set:RET 



•rep SECRE;T • 
USAFSS. The resultant increase in intercepted 

tratfi.o, combined with the addition of processing 

personnel 1. n the s qu .,dr~,ns, l'lould not only enhance 

the aocomplishment of' normal cot.?IN'J.' duties inherent 

in the basic mission. but would also materially 

increase the oapab111t7 of' the USAF Seeur1t7 

SGl!vice to pro v1do at least a ten (10) houz- warning 

of an 1mpendizlg air atr1b a~inat the United 

Stat~a.n 

o. The recommendations or the Stud7 aN aa .tollowau 
11It 18 therefore rocommendecl that Headquarters. 

United States Air Fl:>roe, approve the expanded 

program or the United state,., Air Faroe -seoµr:lt7 

· Sel'ViceJ aa outlined in this atud71. and implement 

this program bJ" providing the highest p:rior1t1ea 

for Cl"yptograph1o olearancea. additional ~ersonne19 

equipment and,·· funds 88 requ1?1'ed oYezt those 

preaentl7 progra111118do" 

do !he Study inol.udes . the :to·llowing statement: 

"In. order that tbe most .etteotive solution of tbs 

Air \Jarnina problem may be attame4, ·it· w:tll be · 

a.eairable ,!9. place !. poru 1op. o.£ 3:,he adq1t1·onala 

.tacilltiea !!IL &eraonnel undeza the. cont2'0l o.t 
1he .Director. AFSA1 The scope ot this ~ontrol 

will be a matter of .tutu.re at~d7 between AFSS 

·and AFSAo• 

TOP s_;_cR~T 
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3. JCS 2010/6 (Enclosu.l'e B) atatea that "the Direotor. 

A:\SA, will be kept :fUJly in.to:rmod o ~· the cryptologio acti.v1t1ea 

or the 1nd1v1dual Serv1oea. Be will repo:rt to· .. AJeIAO tor 
appropriate action whenever, in his op:lnion~ aucb aot1vit1ea 

re.present an unne0eaaar7,duplloat~on of A~ operations, or 

are otheztaiae at variance •1th el the '1le ap1r1t 01' the 

letber ot JCS 2010 or 1ih1s direotiveo• 

4~ In compl1ance w1th tbe .tbregolna, ·the Coumanding 

-· 0.t.ticerl United States Air Fbroe SeCIUl'it1 8erv1oe (A.FSS') 

submitted the above--m.entionod St;at.t Stud7 to the Direoto•i 
' . 

AFSA., ibr cona1daration. The . ~t;ter on 20 Janu817 1950 

coD'Wlented as .tbllowa: · 

~1-- D:tnAFSA h~• oa.N1Ull7 atud1ed the o:pande4 AFSS 

Cqf.'IN'l' pr~g11am and conaide:rs tba t it i-ep:reae:nta 

a reasonable appi-oaob on the part of the l\.FSS 

to attain and• 1mslnta1n, during peacetime, tQel.r 

readineaa to ~oet their wartime operational 

1"9qu1rementa,. and to operate, during wartime, . 
\hoae .ta~U1t1oa neoeasa17 for direct support o~ 

combat opara'b1ona.• as provided 1n paza. &a.• Enclosure 

"s•, JCS aOl.o/e. '?he intercept and Prc>~eaaing 

.. personnel of the expanded program can be emplo7ed 

to advantage without undesirable dupl1oatSono 

•a. Speolttoally. it· oan be stated· that the expaJldad 

ps-osram provides 1br the oolleot1on o~ v1ztt;uall7 

all Russian Air Fbroe radio oommuntnatton• 0UP

l'8ntl7' ·suaoept1ble' o~ interception and •111 · - - . 

-s. 
TOP SECRET 
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increase materially ability to give adYanoe 

trarninu o1' an impondiDt:s air attao~ against the 

Unitod states~ ... ~ •. stated 1n par. 10 o.t ~ baau . . 
' study, the most ettaot11e peaoet1me !!!J?lopent !£. . . . 

!. ,sert!il), gort1on :2' tbe proposacl 1'ac111t1es and . . . . 

Jl&rsonnel £ th«;t solution 2£ th1e s,roblem TZO!.!l;d 
, I $ 

· l!!, under the operat~kla+ fi,OntroJ., 2! DIRA.FSA •. 

~oreover. aueh entplo:ye.en~ l!ll m>~ leasan·!!J;!.. 
. . : . 

eftcot1venesa ~those 1'ac111t1es· !!!,meet1pg !!!,,!. 

rost>onelb111t1es referred ~ !D. eraara.a~ .1.•" 

a. JOS 2010/6 (Enolosure A) require• tbat
1

AFSAC "ao-
~ 

ordinsiAe am review the Service-operated communioatibniJ in~el· 

lig9ndf .rao111t1~a not allocated to: tbs AFSAo" Tb8 propoa~4 

expanded program was aubm1 tted ·to A ~Ad 1'o·r cona1deitation on 

15 iobrua17 l950o !bis joint bod7, aoting tor the JOS~ ap• 

proved the p~poaal 1n pr1nc:t1ple. In connection with tb1a 

approval. ~irecto~, AFSA, commented as follows: 

•!his qualified ~Pi-oval. on r:rJ part was mtide in 

ztooognitlon ot the ~ver-all need to~ increa .. 4 

er.tort on the Russian a1r problem. It must not be 

conatned to pre3udioe Gn'f eettlem•nt of the probl .. 

or the p~oper oontrol or emploJm8Dt. ot tialcl and 

Service headqua:rtara aotS.v1 tie·~ noJ- the pro91 a1on 

b~ an7 Sen1ce. ot its proper ~are of perao:nnel and 

otheit aupPo:rt l'equiiied bj' A FSAo 'lhe need .to!' proour1ng 

additional 1\lo111tiea la. not qUeat1oned, lN~how !h!z. 

-0-
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.!?!. !2. 1?!. used !!£ ..,c,..n .... n ... tr.,.o...,1-.1;;;;,e .... d .... both in peace and in 

war must be dete:rmtned so as to avoid duplication 

and to insure econnmy and ef~ictenoy. 

"The Director. ~.::s.:, hopes to resolve these matters 

by con.terr~ with :;orvice repreaentat~vea aa .soon 

as poas~blc. ibo't1rat such conforenoe is scheduled 

with tile Arr.,y .fore tomorrow, ~urada7, 16 Februaey 

1950. U resolution. by this 1aea.n1 should not prove 

feaaible• boweve~, a presentation will be made tQ 
I 

. AFSAC at an earl7 date 1 w!tb a view to aottlement 

in AFSAC.n 

6. Conferences have been held with Air Fbrce reprasenta

t 1 ve s in an ettort to reach~ mutually satisfactor7 agreement· . . ____.(. . 

as _to the~ c;; ~ Eo;-~~ of A~S activities. Bo 

agreement has been reached., Meanwhile, the A !iSS expa.nded 

prosram has been •P'!=>roved by the Vice '. Ch1e.t of Air ~ta.ti 

and the 0.ftioe of the ~eoretary o:t Dcttenae tore 1mplement~tlon. 
-

Aocord1?2gly, the matter is rererrcd to AESAC tor resolution 

as required by JCS d1reot1ve. 

7. Collateral pr0blems ~ave artsen tn regard to the 

control of mobile intercept activities and the provision of 

military personnel by the Services to meet AFSA's requirements. 

These also require resolution. 

TOP SECRET 
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'l"OP :S.c.eaL'f ( 20 Ap.i:il 1Sf 5(J) 

DI~CIJ~5ION 

A - Pl-ocesaing 
~~ Regardless Gf wha~ other interpretations may be 

placed upon the various provisions of the JCS 2010 and 

JCS 2010~~)' i~ appears clear from the facts cited 

in the fir z 4
'• that: . ,---

•· Both AFSA and AFSS have been assi~ed ~Y compe~ent 

authority responsibility for supplying to· Air 

Force Oo:x.landers: 

(1) Advance warning or impendine attack; 

( 2) Inf or ..i.ation in \\Illich the Air Force has a 

prihiary interest; 

( 3 J Unique information essential for the success-
. 

tul prosecu~ion ot war and vital to a shorten• 

ing of hostilities. 

ba AFpA has been assigned a very broad missio~ and 

AFSS a limited one. 

Co AFSS Communications Intelligence activities must 

not entail undesirable duplication of AFSA'a effort. 

do No definite line ot demarcation between the 

responsibilities of A.FSA and AFSS has been drawn.
-t;, 

iR ar~er to avoid such_ .~uplica~ion an~ insure ...... 
~,....,._,-~~ .. .a, .... ~ 

.JU at s.t;:ee 0 t 5 - "' ••• , ti' ci • 
2. While the situation apparently presents a problem.aa 

between AFSA and the Air Force, it is obvious that the same 

TOP SEQiEl-
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. ·pl'obles\ · C1Ust inevitably arise w1 th respect to t.he ·other 

Services. The A.FSA~A1r Force aspect ha·s merely been brought 

into focus b:~ presentation ot t.be Ab"SS upamJed progr~ti. 

3. Reduced to its si111plea,. te.r::1s, the general problem 

is to determine Viethez- or not there are any irreconcilable 

factors 1~ the curr.ent assignment of respons1bil1t.ies, and, 

it not, to ar19ive at socie practicable division of· effort 

which will: 

a. Promote maximum overall effectiveness in the p~du0ea 

t1on of COMINT for purposes of National Defense; 

b.. ~nable the Services to discharge fUlly their 

military operational responsibilities; and 

Co Conform to existing basic directives governing 

communications intelligence activities within 

the Nationa+ :-Iilitary Establishment• 
- """'~ ... %-.I 

4. Added to the foregoing. . certain oeiJilicuaal problema 

have •~iaen which poin't·to the ne~essity or establishing a 

more equitable method of assessing the Services for the support 

or AFSA in t.he accomplishment or its mission tor them. 

s.. For the purpose of thi.s dist;=ussion, a processing 

unit is defined as one which makes inte~Cepted QGSsagea 

readable or understandable. It Eay vary in size from a large 

main center such as AFSA to a sca.11 organic unit in a mobile 

squadron. An evaluation uni5 ia one which evaluates, collates-~ 

.. 2 .. 
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and interprets the processed intercepts tor command 

purposes. The latter type or unit may be an intelligence 

center or a s:aall s~-called "interpretativ~ un1t,n such 

as was emplo79d- dur~ World \!ar :.tI at the headquarter11 

of certain cornmanders. 

6. In t.he accomplishment ot the CCI-ilt-lT misaiona ot 

the Armed Services, both joint and 1nd1v~dual9 several basic 

objectives must be considere~: 

a. Adequate produ~tion of intelli~ence to meet 

peaceti::ie plannin~ and preparedness require• 

::tents. 

b. Adequate trainin~~ and other necessary prepara~iom~ 

for the conduct.of war. 

c. Adequate production of intelligence ~o meet 

wart1 . .ie operat,ion~ reouirer.1ents, and 

d. &.:aximum efficiency and economyo 

These objectives are recognized and expressed 1Q JCS 2010 

and JCS 2010/6. 

7. Hegardless of these and all other considera~ions, 

raaxir.ium ei'.rectiveness is imperative in war'" Above all, this 

means ma.x1mwn coveraae with the facili'ties and personnel ava11° 

able am optiraurn response to the needs or operational coamand_.Sp. 

S. The experience of ~:orld \·Jar II has clearly shown 

that whatever the·requirementa 1nay be, there are three limiti~g 

factors which definitely govern \'lhat can be done to meet them, 

or at least dictate how and whe~e they must be metq These 
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factor a are a 

a. 1'1me available .for proceaa1ng. 

b. Hap1d collWIWlloationa available 1\>r passing 

intercepted aeaaa"es to prooesalng oe:n.ten, and 

c. ~c111t1es and peitaonnel necesaai-1' to ·oope \"11th 

proceseina ditf1cultlea. 

s. Time 1a such a v11;al t'aotor in war that the ideal 

a~angement would be to have all ~easagea processed 1mm.ed1ately 

at the point ot intercept. A·Yaet a.tn0unt ot commun1oat1Q~s 

oould thereby be eliminated and dalaya would be 'reduced to the 

absolute minimum. Obviously9 however. thel'8 are stringent 

praot1cal limitations on tho processing taoilitioa and person• 

nel that can be plaoed at each interoept point. To pro~d• 

i'or anJth1Q6 D!pn than tJ;Le loweat level prooeaaing at most 

lntaroept atat1ona.wou14 e1~her be proh1b1t1ve 1n ooat or 

result in such wide•apread d1aperaal of talezt;and fao111t1ea 

as to de~eat oompletel:r the alma or e1'1'1clency and aoono1n7. 

Aotually1 aa we kno•9 the creation ot AFSA is baaed upon the 

premise that eff'1cieno7 and econom7 can beat b9 aahieved·b:r 

the exa~t opposite ot such an arrangement• 1.e. 1 b¥ a concent~a· 

t1on ot prooeasing ettort to the max!mum cfegree.· 

10. Between ~· demands tbr speed on t~~ one hand, and 

eff11'1.enci and eaonom7 on the other; the limittn.8 .faetora 

compel ·ul!I to ·make CQmpromises which.· generally apealc1ng9 

result in pl'dvidiona for three different levela o~ prooes1ing1 

-4-
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a. . Point-o~•interc~pt processing. 

b. Theater c,nter procassin~. and 

o. z. I. cen~e~ proces&il18• 

11. Th.ere are cert.a.in tactical communications 'Which 

are of such urgency from an intelligence standpo1~ tha~, 

unless t!1ey are. !Izef;iiately proc.ease~.· i.e •• made inte1o . . 
. . . 

ligible, at or nea~ the point of interception_, and are passed . . 

at once by ~e most direct channel to the operational' cam-. 
m3nder who can act upon them 1 their operational value is 

loetG In short, ejther they must be processed "on the spot," 

or they cannot . be processed in time to b~ tactically useful. 

12 o At the other extra .. ae are intercepted J11essages which 

require such complex processing that they must be passed to 

a major center in the ZI Viich is capable or dealing with 
. 

material of the highest proce~sing di££ic~ltyo In other 

words, either they must be dealt with at the main ZI center, 

or they cannot be dealt with at all. 'except for T/A purposes. 

In this category there may also be included a large volume . . 
o£ messages (mostly strategic or non-operational in character) 

wherein the time factor is such that they .may be passed to ~he 

mai~ ZI'center for processing 1n order to le•ve tield or 

~hea~er activities free for handling more urgent zaaterialo 

1). Between these· two extremes lies·a.large cateeory 

or messages which require interz:iediate level processing 

- s -
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beyond the capacity or point-o.f-intercept units or on 

which some delay can be accepted to pennit more advanta• 

geous processinr: at a center. In either case·it is necea• 

sary or desirable to pass theru on. to a center, 11hich may be 

the main Z.I. center or a theater center depending upon the 

COUJDlunication situation. 

14. For the ~ost part, as demonstrated in ·~orld war II, 

the three different processing require~ents can be adequately 

provided for and the processi?lB problems can be sufficiently 

well divided alo~1 t~1ese lines for all practical purposeao 

Ta~tical 1nforr:iation of the type producible "on the spot" 

in the field is usually local in nature and of .primary 

tactical value to local or area coui:Danders. · Thlis it is 

reasonable to have a:t least a r.aeasure of local control by 

t~ese cor~nqera. over such problems. 

· 15 Q '!'here are ~hree special proble111• "tmich in many 

respects resemble these local problems, but which have peculiar 

requirs:ients because of the scope and mobility o! the operations __ 

witt-, which they are c;oncerned and their important status :1n , . 

the. overall scheme or detenseo These problem• are those of 

ADC 1 SAC, and ASWp· They are tactical in nature like the local 
' ·. 

theater problems 9 ·but; unlike them. are world"1de in acope~ 

Moreover, command is normally exercised at or near the highest 

·military level trom'1IDe Z.I. 9 and transcends all area.and 

... 6 -
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theater boundaries. The~e is a common speed requirement 

in these probleras ~ecause all involve air operations. There 

'is :Llso a probab.le interrelationship ai:iong them. 

16 •. Because of the r3Jl&e, scope. and great importance 

or t~·e SAC, ADC, and A~~. the· activity providing irJmediate 
\ 

COilIHT support must be equipped and ready to deal on a 

tactical basis with probleca or any level or d1f,f1.culty. 

This was amply demonstrated by the ASW and long range boubing 

problems in World War II, which involve the entire range o£ 

CQi.i.INT operations .rrom D/F activitie.a on a fl.ash basis., 

throu:11 T/A and code.s ·and grids., to the most aop}list;icated 

cipher :.:iachine probler.1s confronting us •a all of which had 

to be hGndled with the hiehest speed and' precision. 

17. In the creation of AFSA~ we have departed from 
~ 

certain CO~·ll~JT organizatioMl principles which, whatever else 

may ba ~aid about them, were eminently successful~ We have 

fully· consolidated e!llt' non•combat problems,. and~. in so. 

doing, we have depart-ed from organizational principles llh.ich 

.permitted a positive division·, ot tt:i• combat probleiU· along 

Service 11nea and insured to eaoh Service complete integriation 

and positive control of its combat nroblema at· all leYelao 

.Instea~ 01' having this practical vertic•l split. we a~• now 

oon.tronted with the necessity or making a horizontal split as 

between A~ and . the Servi oaa on some as yet undo1'1ned baa1a or 
•trate~ic vae tactical, higb.•level vs. low•leve~slow vs. faat, or 

. I A... • ,,... 'r""R~----



some other uncertain line of division. 

18. l·!e have reorganized along these lines in the name 

or efficiency a."ld econoray,. In seeking these two objectives 

it is imperative that we do not sacrifice effectiveness. 

In order to avoid this 1 we must make· certain to profit from 

the experience of v:orld '·1ar II and recognize arid preserve the 

operatine; principles upon which our conspicuous success was 

based. 

19. With this in mind, it is· 1.:1portant to e.xa::1ine briefly 

~~orld ~::ar II CO~ :t;:r oreanization and· operations.. For this 

purpose~ the Naval organization .ha.a been selected because: 

ao It was devo1..ed · ali:iost exclus1 vely to the pz·oduction 

of combat and operational intellicence. 

b. .It was engae;ed in the direct suppor't of both 

tactical and· strategic operation~ of virtually 

all typtis. 

c. It achieved outstanding success 1fhich drew the 

highest praise £rom all of the leading ~ombat 

comma.nders, bo~h U. s. and Allied, '41om it 

aervedo 

d. Aa further evidence of its m•rit, ASA, after the 

tull experience o£ the war, reorganised along the 

same lines. 

20. The strengt.h or the Naval organisation \1ben fU;tly 

. developed lay in its completely verti~al nature or plano 
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Everyt~ing operationally necessary to do the job was welded 

into a unified whole under a central controlling author·ity. 

The organiiation was t~ua equipped to tackle the entire 

Naval operational ~robler~ directly and with the greatest 

dispatch at any and all levels as the need arose. The 

ability to shift tncilities, personnel and tasks at will 

gave to it the means of achieving the rnaximum coverage 

together wit~ co:.1plete flexibility to meet the constantly 

changing situation. 

21. Full tactical support was p;iven to AS\; o~rations 

b~r the I·!aln Z.I. center in ::ashinr;ton (CSA\·;). Full .control 

of intercept and D/F covcra.;e was exercised here, and alt of 

the necessar;." processinr, was likewise accomplished. This by 

no means precluded direct workine level contacts by the ASW 

processing unit.~ This activity was set up as a separate 

entity w.lthin'CSAW. It had direct communications wit~ the 

intercept and D/F st.ations under its ccntrql, with ita 

Canadian and Dritish counterparts, and ttj.~h the u. s •• 
Dritis~, and C~nadimi operational commands. It received the 

requirecents direct tro~ the ASW c9mma.nd headquartera.1 

consulted directly with them, and gave them direct reaponae. 

22. or intel'~s~ in this connection was the method 91 
handling fl.a.sh D/F bearingso The plotting or ~~ese bearin~s 
is .actwilly the function or an evaluati~n unit because it 

involves collection or the bearings. evaluation ot the 
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' bearings, collating or plotting them together, and inter-

preting the result. D/F bearings we~e plotted at CSAW tor· 

D/F. control purposes~ to ~1eat Cl'J'Ptanal}tlo~ · needs,. am 
. 

to serve the AS~ co.CJQand. They were nlso supplied directJ.y 

and simult;aneously by the D/F stations to other conuoa.nds 

and plotted by their evaluation units. The needs of co1:lbat 

cor.1H..1andt intercept control. and cryptanalytic processing 
' . . 

were thus all tul~y met without any contlicto 

23. The great virtue or this arrangement was ~1at 9 , 

while it operated in •ff~~t under control of 9 or directly 

responsive to, the co .. £bat cor.ii.landera, 'it nevertheles.a . 

re .. ~ained a part or CSA\·! and thereby enjoyed the full and 

1r.l.'1led1ate support of the entire center. ~·ioreover9 this co...;. 
I 

location afforded an ease of coordination, an internal 

tlaxib111ty 1 an4 a cor!lpleteness of technical and in~elligence 
........,(, (!..#--t~b ~ __, 

background ror control 'purposea,, th·at could not otherwise 
' 'have been attained. One has only to examine 'the records of 

this activity to see ita unquestionable merit. 

24. As for th' handling of long range bombing .operationag 
NSA25Xl 

the tactical co:.I~·lT support Qf the 2oth Bo;aber Command at 

Guam is a particularly' good example because qf its joint 

aapecta. In this case,· inte~cept activities and combat 

coL1nland were entirely outside. and rar remo~ed fro~ the ZoI. 

center. It beca~.1e necessary to ut.ilize an intercept control 

and process~ng unit in·the area of. operations to serve the 

.... - • ~, j-... 
d : • ~ 
• -........ l 



:.a ~ ,.-? I 

·- ..... _, i,.-.... ~ I 

'f'OP S:bCa.l&.T 

commander. This was done, but it should be noted that it. 

was a unit or the Haval CO.L·iilJT organisation a~ented by 

Air Force personnel. In addition to its work 1n connection 

w1t1·1 bo~1bing operat.ions, the joint unit also provided 

primary CO~-~II~'l' support for air def'eilse ot the area. 

25. ~xc~pt for co-location, it bore, in ei'tect, the 

sa:Je relation to CSAW as did the Ab1if unit and operated in 

much the sazne direct 111anner with respect to the combat 

comr:aander. The great advantages o~ coalocation could not be 

realized because 0£ geographical r~asons, but the general 
. . 

control ot facilities, personnel, and effort exercised by . . . 

the central authority in i:ashington insured their bes' po~sible. . . 

employment 9 mutual aupport, and coordination in the gener~l 

ache~e or things. Necessary adjustments between actual 

back-up operations at, and technical support !rom9 other· 

cam.era could be promptly and directly made. Added to ~is, 

·the join~· world.ng· or Navy and Air Force personnel on mutual 

and related problems assured the best results. 

26. .We thus eee two examples of .distinctly successful 

application or the vertic~l principle i:n support of such 

combat operations as.ASW, SAC and ·ADC, in both of which cases 

the processing units functioned· as part or, or under the 

con~rol or the main Z.I. centero 

270 Nowp as has been said, the virtue of the vertical 

plan was·t.hat it peniiitte4 a ~ompletely unified attack on an 

"T """ · h, f~ ill~-·"!"'~. ll =;r 
; ··~I' ~·- ·~' ;•., , •. _,. > i.r , 



-r , , ;; ... 
. : .;." 

entire combat problem. tie h~ve now pr<>ceeded with the 

crea·tion ot AFSA on t;he preraise that the Hussian problem 
. 

is no long~ divisible along service lines us wre the 

Ger.nan and Japanese. We are told that it. is R.D.1 eroblem. 

Ir this be true. it MJUst be a sini';le problem vertically 

as well as.horizont~lly. Therefore, the vert1cal.vlan ·of 

a~tack which proved ao successful in World War II must be 

. - appli(:able wlth equal. :validity to the entire li.ussian pr'Oble:.1 •. 

Otherwise, we have .:1erely aubstituted for a definable vertical 

division an indefinable horizontal one. 

2S. In deparl;ing tro:-.i t}'le.su.ccess~l organizational 

principles or World War II, in order to seek a core efficient 

method or accomploahing our work• it i~ imperative that; we do 

not also lose sigh~ ~ succasstul basic· operatin~ principles. 

Otherwise "• are in serious danger or windins up with neither 

an.AFSA nor Service organizations capable or providing "the .. . . . 

uniqu• intorniation essential to the seyeral Services for the 

prosecutio~ 0£ wa~ and vital to a shortening o£ hostilities." 

The next war may be different, but at least we can start 

alo~ proven li~ea and meanwl_iile endeavoT to se~tle before 

war cor4eS some of the _jur1sd1et1onal cbn~roversies that 

·hampered our operations in the beginning or World War Ilo 

29. AFSA c2µ1 accomplish. its mission, but only 1! it is 

strong and properly supported. Unless the princi-ple. Of a 

- 12 - . 
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strong A.FSA, which is o:re;;anlzed. equipped• and empot"1ered to 

handle both jolnt and Sorv1ce problems in war as well as in 

peace• is i'ul~y accepted, we shall inevitably have rour 

organizations. all competing for support, instead of ·maximum 

consolidation of -~~ort which is olearl7 tbe aim ot JCS 2010. 

30. Such being th~ oaae. it must be recognized and .tull7 

aacepted that: 

a. Maximum consolidation of effort and the avoidance 

of unnecessary dup11aat1on ot ef'fort in tha interest 

ot economy and eft1c1enoy are the basic tenets of 

JCS 2Cn0o 

b. Virtually all CCl .• L~i'L' tasks are at least pa:rt1all7 

anchored in A.rSA because of Alf:SA 1 s broad n11ss1on 

and because of tecbnioal com;p~ex1t1ea and inter-• 

relati~nahips with which only Ali'SA is competent 

to deal, and, theretore., r•cgardlesa ot whnt the 

Services themselves may underta~e, they muat rel7 
~~ ~::->~~'~ ~~ 
lat 1 la... ;._. upon A FSA tor the aat1s1'aot1on 

. ~ ~ ~ ~ e.,,,,,~.v-r 
or their vital combat~needso 

o. The burden ot avoiding unneoesaap~ duplication· must 

rest upoD the Servi~aa. ae .stated in JCS 2010/60. 

a. Aa a roaeonahle basis for determining the exiatenoe 

ot unneoesaa~y uupl!oation, auch duplication should 

be said to exist v.'hen a Service unde~takes OOij!m 

tasks or a~tivit1ea uhich Ab"SA. 0 aotina within ite 

g~verning JCS dil'eo~ivea, can~ or could with no 

greatei- add1,1onal. e1'1'ort than that applied b7 'l;he 

.. r ,~ ... =~ 
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Service, acl!Omp11sh mo~e e.ftectively~ or ss 

o.r.rectl vely, with ea sent isl ly tho a ame prospects 

and/or net result to the i.ntolligenoa consumeraQ 
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