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DIVISION OF RESPONSIBILITY BETWEEN AFSA AND THE SERVICES

THE PROBLEN

1, Dirfferences have arisenamong various suthorities

responsible for the implentation of JCS 2010 (Appendiz) and

JCS 2010/6 (Inclosure B) with regard to the wording and intent
of certain provisions of these two directives bearing upon the
division of responsibility between the Armed Forces Security
Agency (AFSA) and the Services in the communications intele
lizence (COHINT) field. An carly authoritive docisiocn on the
guestions involved 1s essentlal in order that the development
of AFSA and the Serviece Communlcations Inteiligence Orgﬁniza-
tions may proceed smoothly in conformity with J.CeS. intent

and in the best interests of National Defense,

'._I

FACTS BEARING ON THE PROBIEH

e 2. See Enclosure "B

DISCUSSION

3, See Enclosure "B,
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AOrCLUSIONS

4, It is concluded that:
8+ In ordor to avoid unnesessary duplication of
effort in the COLINT field within the Department of
Defense, and to insurc an orderly development of AFSA
and the Service COMINL orianizations in the best intevess
of Hational Defense, the principles brought out in the
foregoing diadqsaion should be approved apd applied
ingofer as possible within the Department of Defanse;
Specifically, thesge principles are set forth in the
followin; paragraphs:
(1) A « Procesaing
Paras, 30, 31 and 32,
(2) B - Intercept
varas. 34, 36 (lst sentence), 38, 39 and 41
(3) ¢ -« Training
Paras. 43, 44, 45, 46 and 47
(4) D « fersopnel Support
Paras. §1

L]

RLCOLL LHDATIONS
e nd

5 It ia rccommended thate
8¢ A SAG, acting for the JCS, approve the above_
conclusions for implementation by AFSA and the Seprvieces

as appropriate,
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If AFSAZ considers that these eonrlusionsz are
not in eonformity with the J03 2010 serics, this
study be forwarded to the Ies for apwropriate

action.
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. 1, (Pr purposes of baekground, the following pertinent
directives are citedfifaties WWW/JW)
a. JCS 2010 (Appendix) created the Armed Foroces
Seourity Jgeney (135A) Min order to provide for the |
placing _\gx;_g_e_;'_ one authority the sonduct of eom= .
munication ‘intellizence and communication security
activities (hereinafter referred to as erypto-
logic activities) within the National lillitary
Establishment, ggg_p_t_:_ those which are to be

conducted individually by the Departments of the
Aray, Navy, ahd Alr Rrge." |
be JCS 2010/6 (Enclosure 4) requires the Armed Iorces

Seourity Ag.eney_c_oun.cn (AFSAC}, acting umder

authority of the JCS, tot

'-(lfl?étemine policies, operating plans, and

_ doetrines for the AFSA in 1ts production of
commmisations intelligence in order to insure
the provisions of:

(a) Authentic information for planners and
polioy makers within the National uilitary
Kstablishment and other Govemment_al'
Agencles having membership on the United
States Communicatlion Intelliyence Boardj
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to apprise them of the realitiesz of ths

international situation, waremaking
capabilitics, vulnerabilitics and intentions

of foreizn countries, and Lo elliminate the

element of surprise from sn act of aggression
by another country. |
(b) Ihe unigue information essential to, the
aeveg‘;_'ge'rvicea Jor the ageceasii;u; o
proseqution of war and yital to & shortening
. @f the period of hostilities.”
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" -abowsy. JCS 2010/6 (pare. 3b. of fnclosure B)
providea that:
"All AFSA Communications Intelligence (COMINT)
activities (3) directed primerily toward the
production of unigque information ssgential

to one of the Servigea for its sucocemaful

prosecution of war or toward the provisions
of technlcal support to one of the Services
as required by subparagraph 3e. (14) of

JCS 20103 o» (1i) haviig as their principal
produst information ipn which one Service has

8 primary interest, will, insofar as
practicable, -be carried out under the ime

mediate direetion of AFSA personnel of the

Service osoncernsd.®
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This provision was approved by AFSAC at 1ta
socond meeting on 19 July 1949, The minutes
of this meefing _eoni:a'in the following pertinent
remarkss
"ADMIRAL STONE suggested that the members
consider the probl;m of providing \S_n'i.que
Information and asked for oxamples of
pmbleﬁg which could be considered of

'garticular Service interest.
"CAPTAIN WENGLER replied that anti-submarine

warfare would be one sush problem, :pointing
out that the Navy has been assigned primary

responsibility for that program, He
continued that it would be loglcal for

alretrafficeanalydls problems, as ancther

example, to be under the direction of an
. 7]
Air Forao officer. He—expleined—that—in-

d. JCS 2010 (Appendix) provides that the Amiy,
Hivy, and Air’ Foree will "eontinue to be
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rosponsible for all such sarypto;
loglo aotivities é._g &re required by
intra=gervies or joint (esg8., communicae
tions intellisenece processing, intercept,
regearch and development, training, etec.)
and sre dotermined by the Joint Chiefs 6f
Staff not to be the sole responsibility of .
ama" |

8. JOS 2010/6 (Lnocloswre B) defines which

responsibilities will be considered as not the
" sole responsibllity of AFSA. "Generelly
these responsibilities are those

required by the Services o paintain, during

g'éaeetime,' their readinesg to meet thelr martims

ggemtiona;.rgg'uiremnt s, end to operate, during
vartime, thosse facilities necegsary for direst

support of ecombat operations. Specifically
" these responsibilities ave:

(1) Interecept ~ as indicated in JCS 2010 {which
pmvidea' that mobile intereept facilities
rédquired by the Army, Navy, and Ai.r Foree
regpeatively, will be manned, administered,
and op‘erationally controlled by th_a .
individual Sexwﬁ.ch
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(23 Processing = as nseded for intercept conbrol
and for cowbet intellivenss, Lxploltationg
by each Sorvice applies only to material eof

opera'tional interest to that Serviece. Such

gxploitatiion outaide AFSA will not entail
undesirable 'dugli_cat ion,"

fy The diregtive further speclifies that "eash Service

will maintain the facilities and persénnel required

for the diccharge of i1ts basic reéponsibiiities

in these aetivities,"

g. In his mamorandﬁn for the JCS dated 20 May 1949,
subject: "Or :anization of Cryptologle Activities -
within the National Killtery Establishment$,” the
Secretary of Defenqe etated "efficiency and -
economy are to be stressed.” ' '

8¢ @ Under date of 14 January 1950, the Commanding
0ffisex g\fbﬁ{; ad a staff study c;neérning an

"Expé:ed Program of the USAF Security Service®,

-Three ot;Jeeti.vea were stated as the purposs, or

"problem™, of the study:

1) In collaboration with the Armed m Secupity
Agenay, to pz;ovide the Chief of Staff, USAF,
the Commanding Generals of the Continental Aip
G.ommand', Strata_gic Air Command, Alr Defense
Commanci, and U‘SAF'cemma'nd overseas with
maximum advanced warning of -an impending sir
strike against the United States by the Soviet
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(2) To develop and utilize the air combat = -
communications intelligence facllities of the
USAF Security Sewrvice, in concert with and
support of other communications intelligence

organizations, so that it will function as

an advanccd warning wmedium as well as the
agenoy for the colleection, analysis, 'and
dissemination of air communications intelligence
pertaining to the Soviet Air tbroee
(3) To achieve peacetime readineas to meet wartime
operational requirements.®
The concluaions of the study ape ae followss
"By inereasing the USAF Seeuriy Service troop
program authorization in personnel by 144 officers,
1775 elrmen and 86 civilians, a total of 2008
people, exolusive of personnel requirements for
AFSA, as stated in the preseding paraéraph, by
aoceleration of cryptographic clearances, and by
granting additional funds in tho amount of
$5,262,197 1t will be poss‘ible to equip and men
two hundred and tén (210) interdept positions
as compared to the one-hundred three (105) under
present authorizetions. This figure of 210 does
not include those especially asasigned from the
8th RSM and administered directly by Headquarters,

FOPSECRET
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USAFSS, The rosultant increase in interocepted
traffic, combined with the addition of processing

personnel in the squ-~dr-ns, would not only enhance

the accomplishment of normal COLINT duties inherent
in the basic mission, but would also materially
increase the capability of the USAF Sacurity
Service to provide at least a ten (10) hour warning
of an impending air strike againat the United
States."

The recommendations of the Study are as follows:
"It 45 therefore recommended that Headquarters,
United States Air Foroe, approve the expanded
program of the United States Air Foree -Sscurity
- Service; as outlined in this study, and implement
this program by providing the highest priorities
for eryptographic elearances, additional nerscmnel,
equipment and: funds as required over those
preaently programmed."

The Study includes .the following statements
"In.order that the most effective solution of the
Alr Warning problem may be attained, it will be -
desirable to place & poriion of the additional)
raeili.tiea and personnel undey gt;gg .gontrol of

tho Director, AFSA; The scope of this control
will be a matler of future study between AFSS

-and AFSA."
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3, JCS 2010/6 (Enclosure B) states that "the Director,
ABA, will be kept fully informcd o the eryptologle activities
of the lndividual Services. He will report to.AFCIAC for
appropriate aétion whenever, in his opinion, such activities

represent an unnesessary duplication of AFSA operations, or
are otherwise at variance with either the spirit or the
letter of JCS 2010 or this directive"

4, In compliance with the foregoing, ‘the Commanding
Off:lcer. United States Alr Force Security Service (AFSS)
aubmittad the above-mantioncd Staff study to the Director,
AFSA, for conaideration. '.I'ha. latter on 20 January 1950
comuented as followss °

"l.. DIRAFSA has carefully studied the oxpanded AFSS
COMINT program and considers that 1;: repmsent'a
8 reasonable approa'ch on the part of the ANSS
to attain and, 'maintain, during peacetime, their
readineas to meet thelr wartime operational ‘

qu:l.rements, and to operate, durix':g wartime,
those facilitios necessary for direct support of
combat operations,? as provided in par, 6a, Enclosure
"p®, JCS 2010/6. The intercept and processing
. personnel of the cxpanded -program ecan be employed
to advantage without undesiradle duplication,

"2, Specifically, 1% can be stated that the expanded
program provides for the ecollestion of virtuslly
all Russian Alr Torce radio communications cur=
rently suseeptible of interception and will

w8
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increase materially ability to give advance
wvarnin; of an imponding alr attscx agalnst the
Unitod States, Ag stated in par. 10 of tho bagig
study, the most effective peacetiwe employment of
a gertain portion of ﬁa proposed facilities and
personnel on the solution of M problem would
'be, under Bhe operational gontrol of DIRAFSA..
Joreover, such enp 16man£ Eill oot M'p_&
efrcctiven‘esa é_i: m facilities in meeting the
rospongibilities referred o in paragraph 1,"

5. JCS 2010/6 (Enclosure 4) requircs that AFSAC "ao-
ordinate snd review the Sarvice=operated eomuntcatigné intele
ligonce faocilities not allocated -to: the AFSA." The proposéd
expanded program was submitted-i;o ATsA< for consideration on
15 February 1950, This joint .body. asting for the JCS, ap-
proved the prqpésal in pringiple. In connsction with this
appro'val; Director, AFSA, commented as foilowa:

"pnis quallfied &pproval on my part was made in
recognition of the over«all need for increassd

effort on the Russisn alr problem. It must not be
construed to prejudice any settlement of the problem
of the proper control or employment of fileld and |
Service headquariers aoti.vitieé, nor the provision

by any Service of its proper ghare of persomnel and
other support required by AFSA. The need for procuring
additional fecilities is not questloned, but how they

P e =
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are to be used and gontrolled both in pcace and in

war must be determined so as to avoid duplication

and to insure econmy and ef”lecleney,

"The Direetor, "5, hopes to resolve these matters
by conferrin; with Sorvice representatives as soon
as possiblcs The firat such eonforence is scheduled
with tue Arny for tomorrow, Thursday, 16 February
1860, If resolution by this weans should not prove
feasible, however, a presentation will be made to
.AFSAC at ;n early date, with a view to settlement
in AFSAC."

6« Conferences have been held with Air Foree representa-
tives in an effort te reaeh“a ﬁutually satisfactory agreement
as to thé’?i?ZSiJJg AFsivs ;ontroi'ggrzgéé activities ko

) A % . °
agreement has been reached., Heanwhlle, the AF3S expanded
prozram has been aporoved by the Vioe~10hier of Air Staff
and the Office of the Scoretary of 6ef§nae for 1mplemen£ation.
Aecofdingly, the matter is referred to ASSAC for resolution

as required by JCS directive.

7. ©Collateral problems have arisen in 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.

«10=
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DISCuLSION

A « Processing
1. Regardless of what other interpretations may be

placed upon the various provisions of the JCS 2010 and

JCS 2010/6 directigigg it appears clear from the facts cited

in the ”“"‘"?Eat- _ _ —
&. Both AFSA and AFSS have been assigned by competent ,'
authority responsibility for supplying to Alr
- 'Force Comaanders: _
(1) Advance warning of impending attack; k-/
(2) Infor.ation in which the Air Force has a

primary interest;

(3) Unique information essential for the successe
ful prosecution of war and vital to a shortene
ing of hostilities.

bo AFSA has been assigned a very broad mission and
AFSS a limited one.

e. AFSS Communications Intelligence activities aust
not entail undesirable duplication of AFSA's effort.

d. No definite line of demarcation between the

responsibilities of AFSA and AFSS has been drawne

b
in=gnder to avoid such duplication anqqinbure Hhs—

2. While the situation apparentl} presents a problem.as

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

TFOPSEGRET  Zaclhsores”
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_probléh'  must inevitably arise with respect to the-other
Servicess The AifSA-Alir Force aspect has merely been brought
into focus by presentation of the AFSS e#ﬁénded_program.

3« Reduced to its simplest terus, the'general problem
is to deternine whether or not there are any irreconcilable
factors in the current assigmment of responsibilities, and,
if not, to arrivq at sorie practicable division of effart
which will:

a8, Promote maximum overall effectiveness in the produs~
. tlon of COUINT for purposes of National Defenge;
b.. Enable the Services to discharge fully their
military operational responsibilities; and
co Conform to existing basic directives governing
communications intelligence activities within
the National iiilitary Lstablishment,. )

4. Added to the foregoing, : certain é;E;;;;;Eia;:;blema
have arisen vhich point' to the ne;essity of establishing a
more equitable metho@ of asseésing the Services for the support
of AFSA in the accomplishment of its mission for them.

5. For the purpése of this discussion, a processing
unit is defined as one which makes intercepted nessages
readable or understandable. It nay vary in size from a largs
main center such as AFSA to a small organic unit in a mobile

squadron. An gvaluation unilt¢ is one which evaluates, collaﬁes;
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and interprets the processed intercepts for command
purposes. The latter type of unit may be an intelligence
center or a guall sp-cailed "interpretativq unit,” such
as wag employed durin: Werld Gar II at the headquarterﬁ
of certailn commanders, | '

6. In the accomplishment of thie COAINT missions of
the Armed Services, both joint and individual, several basic
objectives must be considered: '

a. Adequate production of intelli-~ence to ueet
peacetinae planninz and preparedness require-
ments.a '

b. Adeguate training and other necessary prepdrayidns
for the conduct of war,

€. Adequate production of intellizence to meet
warti.ie operationél recuirenents, and

d. aximum efficiency and economy.

These objectives are recognized and expressed in JCS 2010
and JCS 2010/6.
7. Regardless of these and all other considerations,

" maximum effeetiveness is imperative in war. Above all, this
means maximum coverage with the facilitles and personnel avail-
able and optimum response to the needs of operational commanders,

8. The experienc? of iorld Var II has clearly shown
that whatever the requirements may be, there are three limiting
factors which definitely govern what can be done to meet them,

or at least dictate how and where they must be met, These
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factors aret
a, Time avﬁilable for processing,
be liapid communications avallable for passing
intercepted messageas to prosessing centers, and
¢s Facllities and personnel necessary to cope with
processing difficulties,

9, Time ia such a vital factor in war that the idesl
arrangement would be to have all messages procesaéd Immediately
at the point of intersept. A"va;t amount of eomyhnieations
ocould thereby be eliminated and delays would bejredu?cd to the

absoluté minimum, Obviously, however, there are atringent
praotical limitations on'the proeessing rhoilitios and peraone
nel that can be placed at each intercept point. To provide
for anything more than the lowest lavél processing at most
interocept stations would eipher be prohibitive in cost or
result in such wide=gpread dispersal Bf talerk and facilities
as to defeat oompletely the aims ét efficiency and economye
Acgtually, as we know, the oreation of AFSA 13 based upon the

premige that efficiency and economy can best be achleved: by

the exact opposite of such an arvangemeni, 1.e., by a concentra=-

tion of processing effort to the maximum degree.

10. Between the demands ibr speed on the one hand, and
efficiency and eeﬁnomy on the other, the limiting faectors
compel us to make compromises which, generally speaking,

result in proviglons for three differvent levels of processing?
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a. Point-ofeintercept processing.
b. fheatef center prbcessing, and
Co Z. I. center processing.
1l. There are certain_tactical communiéations which
are of such urgency from an intelligence standpoint that,
unless they areé. Lumediately processed, i.e., made inteio
rigible, at or near the point of intérception, gnd_are ﬁassed
at once by the most direct channel to the operational com-
mander who can act upon them, their operational value'is
lost. In short, either they must be processed "on the spot,"
or they cannoﬁ, be processed in ti:e to be tactically useful.
12. At the other extrége are intercepted nessages vhich
require such complex processing that they must be passed to
a major center in the ZI which is capable of dealing with
material of the highest procegsing difficﬁltya In other
words, either they must be dealt with at the main ZI center,
or they ecannot be dealt with at all'except for T/A purposes.
In this category there may also be included a large volume
of messages (mostly sﬁrategic or non=operational in character)
wherein the time factor is such that they may be péssed to the
main ZI center for processing in order to leave fiecld or
theater activities free for handling more urgent nraterial,
13. Between these- two extremes lies-a-lafge category

of measages which require internmediate level processing
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beyond the capacity of pointaof-intergept units or on

which some delay can be accepted to permif more #dvantae
geous processins at a center. In either case it is necese
sary or desirable to pass them on to a center, which may be
the main Z.I. center or a theater center depending upon the
communicaéion situation.

14, For the most part,'as demonstrgted in World war II,
the three different processing requirements can be adequately
§rovided for and the procesging probleis cun be sufficiently
well divided along these lines for all praétical purposes.
Tactical information of the type producible "on the spot"
in the field is uéually local in nature and of primary
tactical value to local or area coumanderss - fﬁﬁs it 1s
reasonable to have at least a mueasure of local control by
these commanders over such problems. .

15. There are three special problems which in many
respects resemnble these locallproblems, but which have peculiar
requireients because of the Scope and mobility of the operationsa
wit» which they are concerned and their important status in
the overall acheme of defense. These provlems are those of
ADC, SAC, and AéW,. They are tactical in nature like the local
theater problems; but, unlike thé}x, are worldwide in scope.
Moreover, command is normally exercised at or near the highest

-military level from the Z.I,, and transcends all area and
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;heater boundaries. There 1s a common speed requirement
in these problem; because all involve air operations. There
is also a probable interrelationship among them,

16, Because of the range, scope, and great importance
of the SAC, ADC, and ASW, the activity providing lumediate
COIIINT suppsrt must bg equipped and ready to deal on a
tactical basis with problems of any level of difﬁiéulty.
This was amply demonstrated by the ASW and long range boubing
problems in Wor;d Vlar I1, which involve the entire range of
CO.iINT operations from D/F actiyities on a flash basis,
through T/A and codes ‘and grids, to the most sophisticated
cipher machine problens confronting us == all of which had
to be handled with the highest speed and’ precision.

17, In the creation of AFSA; we have departed from
certain COMINT organizational principles which, whatever else
may be said about them, were eminently successful. We have
fully consolidated ex®y nonecombat problems, and, in s0
doing, we have departed from organizational principles which
permitted a positive division of the combat problems along

Service lines and insured to each Service complete integration
and positive control of its combat vroblems at all levels.
Instead of havling this practical vertical split, we are now
confronted with the necessity of making a horizontal split as
between AFSA and_ﬁho Servioces on some as yet undefined basis of

strategic vee tactical, highwlevel va. lowelevel, slow vs. fast, or

oo
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some other uncertain line of division.

18. Ve have reorganized along these lines in the name
of efficiency and economy, In seeking these two object;ves
it is imperative that we do not sacrifice effectiveness.

In order to avoid this, we must make certain to profit fronm
the experience of "orld tar II and recognize and preserve the
operating principles upon which our conspicuous success was
based.

19. With this in mind, it is iapertuant to exanine briefly
world Yar II CO..IiT organization and operationse For this
purpose, the Naval organization has been selected because:

a. It was devoied aluost exclusively to the production
of combat and operational 1ntelligence.

b. It was engaged in the direct support of both
tactical and'sfrategic operations of virtually
all typés.

c. It achieved'outstanding success which drew the
highest praise from all of the leading ¢ombat
commanders, both U. S. and Allied; whom it
served.

d. As further evidence of its merit, ASA, after the
full experience of the war, reorganized along the
same lines.

20. The sﬁrengﬁh of the Naval organization when fully
. developed lay in its completely vertical nature or plan,
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Everything operationally necessary to do the job was welded
into a unified whole under a central controlling authority.
The organization was thus equipped to tackle the entire
Naval operational problenm directly and with the greatest
dispatch at any and all levels as the need arose. The
ability to shift facilities, personnel'and tasks at will
gave to it the means of achieving the maximum coverage
together with couplete flexibility to meet the constantly
changing situation.

21, Full tactical support was given to AS\ operations
by the Kain Z.I. ccenter in ashington (CSAY). Full control
of interéept and D/F covcraze was exercised here, and all of
the necessarr processing was likewise accomplished. This by
no means precluded direct working level contacts by the ASW
processing unit. This activity was set up as a separate
entity within C3SAW., It had direct communications with the
intercept and D/F stations under its control, with its
Canadian and British coungerparts, and with the U. S.g
British, and Canadian operational commands. It received the
requirenents direct from the ASW command headquartera,
consulted directly wifh them, and gave them direct response.

22, Of interest in this connectior was the method of
handliﬁg flash D/F bearings. The plotting of these bearings
is .actually the function of an evaluation unit because it

involves collection of the bearings, evaluation of the
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bearings, collating or plotting them together, and inters
pretiné the result. D/F bearings were plotted at CUAW for
D/F_control purposes;.to neat orgptanalytioag' needs, . and
to serve the ASW coumand, They were also supplied directly
and simultaneously by the D/F stations to other commands
and plotted by'their evaluation units. The needs of coubat
cpmmand, intercept control, and eryptanalytic processing
were thus all fully met without any confliet.

23. The great virtue of this arrangement was tqat,
while it operated in effect under control of, or directly
responsive to, the co.bat comuanders, it nevertheless
re.ained a part of CSAU and thereby enjoyed the full and
1mqu1ate support of tbe ent;re center. uioreover, this co-~
location afforded an edse of coordination; an internal
fl@xibilitf, and a completeness of technical and intelligence
background for control burposeé:zggéh:zzzzﬁgzzeotharwise
have been attained. One has only to examine the records of
this activity to see its unquestionable merit.

24, As for thg handling of long range bogging operations,
the tactical CO..INT support ¢of the 20th Bouber Command at
Guam is a particularly good example because of its Joint
aspects. In this case,- intercept activities and combgt
coumand were entirely outside and far removed from the 2Z.I.

. center. It becaue necessary to utllize an intercept control

and processing unit in the area of operations to serve the
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commander. This was done, but it should be noted that it
was a unit of the Naval CONINT organisation augmented by
Air Force personnels In addition to its work in connection
with bombing operations, the joint unit also provided
primary COLILT support for air defense of the ares.

25. ixcept for co—iocatiop, it bore, in effect, the
saze relation to €SAW as did the ASY unit and operated in
much the séme direct manner with respect to the combat _
compander. The great advantages of co-location could not be
realized because of géographical reasons, but the gene;al
contirol of fhcilities; personnel, and effort exercised by
the centra; authority in lLashington insured their best possible
employment, mutual aupport; and coordination in the general
schene of ghings. Necessary adjustments between actual
back=up operations at, and technical support from, other
centers could be promptly and directly made. Added to shis,
- the joint working of Navy and Air Force personnel on mutual
and related problems assured the best results.

26, Ve thus see two examples of distinctly suécessful
application of the vertical principlé in support of such
combat operations as.ASW, SAC and-Anc; in both of vhich cases
the processing units functioned as part of, or under the
control of the main Z.I. centers

27. Now; as has been said, the virtue of the vertical
'plan was -that it permitted a completely unified attack on an
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entire combat problei. We have now proceeded with the
creation of AFSA on the premise that the Russian probleam

is no longer divisible along Servicc lines as were the

Geraan and Japanese. We are told that it is one probleti.

If this be true, it umst be a single problem vertically

as well as horizontally. Therefore, the'vertical_plan-of
attack vwhich proved so successful in World War II must be
applicable with équal validity to the entire Russian proble:. .
Otherwise, we have .lerely substituted for a definable vertical
division an indefinable horizontal one.

28. 1In departing frou the. successful organizational
principles of World Waf II, in order to seek a umore efficient
.mqthod of accomploshing our work, it is imperative that we do
not also lose sight of successful basic operating principles.
Otherwise we are in seriou§ dangér of winding up with neither
an. APSA nor Service arganizationsicapable of proyid;ng “the
unique information essential to the several Services for_the
prosecution of war and vital to a shertening of ﬁostilities.“
The next war may be different, but at least we can start
along proven lines and meanwbile endeavor to settle befeore
war comes some of the,JurisdiQtional controversies that
‘hémpered our operations in the‘beginning of World War 1I.

.29. AFSA can accomplish its miésion! but only if it is
gtrong and properly supported, Unless the principle of a
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strong ASFSA, which 18 org,anized, equipped, and empowered to

ca? BN tem 1

handle both jolnt and Service problems in war as well as in
peace, 1s ful;y accepted, wo shall inevitably have four
organizations, all competing for support, instead of maximum
consolidation of effort which is clearly the aim of JCS 2010,
30s Such being the case, it must bé recognized and fully
accepted that: '

a, laximum consolidation of effort and the avoidance
of ummecessary dupliecation of effort in the interest
of economy and efficienoy are the basic tenets of
JCS 2910,

be Virtually all CO.Ii4i tasks are at least partially
anchored in Arsa because of A:SA's broad mission
and because oi technical complexities and inter=
relationghips with which only AFSA 1is competent
to deal, and, therefore, rcgardless of what the

Services themselves may undertafe, they must rely
L d W

MW‘SA for the satisfastion

B0 _ALLLs ant maow.uq/r
of their vital comba§1nsedso
e, The burden of avolding unnecessary duplication must

rest upon the Serviges, as stated in JCS 2010/6. .

do As a rcagonable basis for determining the existenece
of unnecessary duplication, such duplication should
be sald %o exlist vhen a Service undertakes COLIINT
tasks or activities which AfSA, acting within its
gqverning JdCS direetives, can, or could with no
greater additional effort than that applied by the
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Service, accomplish more effeectively, or as
cffectively, with essentially the same prospects

and/or nct result to the intelligense consumers,




