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~RJ\lMDtn.1 FOR MR o BRO'toon.L 

SUDJECTs ReaptmSibil.ity mW. C~ Rale.tiooohipa in the Pro&A.etioo of 
Comrm.mica.t:ion In~lligenco (COM!! iT) 

l" In the ro'tliroo of 1JIW testimony before ycur ~ttec on Satlll'M.y0 
8 ~~ 1952» I stated my oolisf that~ !w.nnc adopted the principle of 
corurolldated CWIDUT ~tiooo0 we soou.ld contint.!e Blo~ thia lilwc a~ 
leoot untU it 1~ pi!'Oved. u.m."m'kableo 

2o Th&t OOJJI.Gif is a eoM!tiozw.l oue which dep®n@e upon our abllity 
to echi®"iYe ~n things Wilich ~ p~uiai 'W to l31.!£~@!~tul 'i.Wiliad 
~tiooo o U~s . 'tiJe can oolw certo.in probl.em.B of' au~1 ty r; ~poooi"' 
billtyil o:rae.ni:w.t100g ~nistJ?ationb oom ouppo?tp ~ G.i'e in ~ of 
losing~ by D. ~.noolldD.tOO opemtion than by a dec!'.;m~zed On®o In 
othel" w~8 C\.ir ettaropt to c~ certain avila~ s~ly ~u.e® cth~ 
~cll are ~e (I T!w.re OO'i} mmy ~:J to tb.e Cl'IA{:1Stioo. o'f 'Wlii:ioo WX'BUS 
deeoo~imld opantiooo0 83 you exe no do\Abt t2.WJ!'e.., In 'ifi:3 opin!ol:'Sg 
~-ravm.-0 tha b~Wic factoxos a:fi'®eting the Opel'&tiooo of AFSA ~ t:!OOoo set 
forth in tM enclooUN, 't1h!ch I am ~Ill£ the li~-ty of sulmitt:b.g foF' 
yo~ oonoi~ationo 

Jo m.,~GER 
Rem: ~al~ U o So Nmvy 

Eucl©sm>e "' 1 
~te by RAmi JoNo a~, OONJ) on 
R®~poMibill ty ood C~ D0!ntio!0.!3hip5 
izt tOO ~uction of C<WJDJT" c:a.w JJ ~ 
19520 eoooistil?,g ©f' 4 ~" 

C c.: ON 1 (Roedev) 

0NC.(Ho...,~11\) 

Or!QA~SA 

Declassified and approved for release by NSA on 10-20-2014 pursuant to E.O. 1352e ~ I,·;IJ 
' TOP SECRET ~~ j 



I. 

• 
. . 

REGPOOOIDILITY A!m COl<i·WID RELJ\TIOUBBIPS 1! l'!J! PRODUCTIOU f!. .;;;,C<MmT,;;;;;:;;;;;;;,z, 

lo 'lhe ll!f'odw:tion ot COl·tm'r; Uke e.ny other und.ertsldDg, IIl£i¥ be per .. 
fcrmad either as a a~ eo~1ve task, or it may be bl"'ken into 
«U.etinct parts, each of vhich contributes to t.h® acco.mpllshmant of the whola 
tosko 

2o 'rhe principal acmmtaees to bG gaiDeU f1'G1!1 ~ 'the wrk 
as a. single task m-e ·that it ahouU!t 

So P&.eili tate explc1 tation of tedmie&l. and other il'lterrelationships 
of the~ various problema encountereci; 

bo Fermit s.reatar flexibility in amrgloyment of !'eSOUl'CGS! 

Co Promote 3oint participation in probles of c:Gml.'llDn interest (&oGo 
air); 

do FaeilitatG Pf'C)CGUiDg ot traf:fie .which is net readi~ sortable;. and 

eo Minimiza un.uacessary duplication ot effort aD4 overhead, ~ thereby 
result in economies or increased general ef':fecti~o 

Tha dearee to "R"hich these advantages can be realised obviously deptm.ds upon 
the degNe to 'ih.dch the variow5 ele.ments of the task are unifiedo 

· 3o Eo.ch of the tb1Dgs mentioned above iB also po111S1ble, at least to 
same degree, 1t the task · is propex-ly di vidad" VOX" example, 1 t 'CIB;)J be oome
vlmt more difficul.t to exploit tec:lmical relationships~ tw c:rypt ... 
~ic probl.sma if t1u9 work ·on them ui ~icall.y a~o:ts4, but it can 
still be &me through proper exc:be.nga of iDfo.rmationa Thus iJ the pmJSible 
SQ1nB fxoom unification are, nov e.t leut~ ~tia!:cy,a c;reater i!SUUX"e of 
oparo,tienal ease11 operational e:ffeetiven.as:a, and eco~a 

4. AlthoUGh these ~ne arG ~t1ons:b4' desirable and 1JiWol"te.nt, 
and tBOm® 'fJ1s:3 become vital in th0 ft!tm-e, the unif1cat:1on or coneolldmtion of 
~ttons necessary for their atto:ii'W:Qut cmmot be achieved, practically 
~~' 1!';1 thout e. CODillicierable price o. If consolidation is o.ccomplished in 
one area OX" at one lewl., a.n6. not at anothe~ the :fUll ~fits camtOt ·be 
realised, and the prt'iee then beComea xoelativel.y e;rea:~ero l.toreowr, if w: 
JDaka opegoational. or · eeon(mzy gairw in one direction only to offset th6m by 
losses :fu em.otber11 the net res\&lt· ~ be ~o · 
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5.. There are a l!1umber of maJor diff'iculti~ vhic.b. are likely to result 
:f'nml UDitying vJq operations Wieh av.pport agencieo that function under c:U.f .. 
fenDt authorities,. tmng tbsae ore: 

a .. The authorities COlllC~ ~be depriWd oE a tinct,~ of 
discharging their r®SpODSibilities; 

bo Normal chanxwlS ot C()i!7!W ;nd or cont.ml ~ 'be tisturW; 

eo . CoDflictiDe JMquirCotimltB Vith respct to. prioi"itiQS and cempbeeieJ 
· 'tiJA'N arise; 

4. UDique requ~ntG ot roy one eaemcy ~ '00 c11fficult to Mn.U; 

Go SGflricum administ.1-Q.t1w CGm~Plicatiou may result~ 

to ~t pro'bl.GmS ~~BY inczrea.H m. th the sims of the oraumisation 
sn4 the nUlii'b®r of agencies represented; 

g. ~ ~ sutfer ~ profea&ional iD~tibiUt1oo of 
~J. . 

ho The ~~trated a.dV&Dtage3 of 41ft~ a~ee iD reeeu"Ch Ef&iW 
Toe lest; 

1.. EqUl tUl.GI ~ota fOJ> Joint mupport or unified ~atiODO 1D3 
b€1 tifflcult to uehie~ on a mut~ acooptablm baoiBJ 

Jo ~sr oE responsibility lfml\Y be mcc~ad by loma of 41reet 
in~t smf! w!~ of suppoi"t t.ll24@r presflur® of ot.bar requi~a 
ll!!filDtm J 

ko In~ dial~ ~ in~<~ 'becauS<! of greater orgsmsatiOMl 
~ty Gild SiZ€& SD4 

lo seCurity~ Will ii!CX'0Mti Vith the ~I' of intUviduals hari.q 
access to ill:iiformatlon. 

AU ot tile forGgoiq tifflwltitiilm haw arisen to a ~o\MJ ~ 1D COD..; 
DSIC'tioD Vith the ~tion ot fii'SAo ~le11 ~or =t the antlcipe.t0ti 
p!DIII· haw 'bGa ach1~ iG at leaet qwaat1ouableo The·~ tact~ the 
~U ~ ~ su!Jmtt."mefB to ws View • 

. 6o ~ lees tha tuU w:d.f1c:at1onlili.!St iD-mlw, in Gff@Ct1 e:l.t!'lslr: 

·.a. A division of the tottil tuk 1nto ~ aclwd:we pai"tQ or 
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bo 5ozoo sort ot overlap rcsultiDG in duplication ot etforto 

It is then to ·be determined whathcr the ,eXisting . ~t1on ot ef't'ort 
nff'ordo the beet combination of sfi"ecti'!f9lMIFJO, eftieienc:y, and-eco~ that 
can be. ~rived rito 

1 o One of the o.ccepted f'unamnental principles of GOOd ore;aniu.tion is 
thG~t c.Utb.or1 ty must be c~lAl"ate m. th rsspcuibili ty. ThiB mell.IW pri.marily 
possession or control of basic tool!! essential to ac~lieh im assigned job o 

In military orgO.niza.tion11 this relationship~ be est!lbli~hed on o.n opera .. 
tional command basis or on a support basis o If COMINT prodUction io to be 
undertaken oo a single comp:rehemliw support task, it ehould follow that all 
availuble pemonuel, :f'o.cilities# and other resources siDmentio.l to the propm
parforcance ot tile· task should be organized and controlled acCorcU.Dgly \' If' 
on the other hc.nd, the to.ek is to be divided, the requisite authority Ond 
the essential means for e.ccompl13l:mtant should be dlatrtbuted ln n ~ 
fUlly coMietent utth the assisnmant. of reepons1bil..it1e®. Moreovm-:, if th® 
d'lvided task is to be performed efficiently and ec:onoi:l1celly0 the d:i:ri®ion 
ot reepollll:!ib111tiatJ must be c:l..oo.Z'-cut., · 

8. Unf'ortunately11 the charter o:f /lFSA tails t" eon:torm· to theoe b~ic 
principles ot orsanization. It cllnrges the. DirectOr 1 M!SA, vi th a mission 
that rune the full gomut of comrw product:!lone Tbio mlemion naeecsi tat·ss 
the direct employmnt of coll.ection, communi.cations 1 and processing ta.cil· 
ities ant! peroonn.®lo H~v the Director illll given definite control of 
only n portion of the resources necel!isary o.n4 available to do his aes!~ 
job" The zoemainder of the :r:eeources o.rs diotributed mDDng tbm three .Arfiie(i 
Services. No specific tUvisiov. of re&ponsibility acone them is ms.do., nor 
is any clenr line draw bet.veen v'b.a.t they may do on th~ one htmd9 and /IFS" 
on the othe:r. AS' a corollary of thie0 the Bsnice intel.Ugence a.n£l 
cryptolccic aaenciae have mt been epeciticeJJ.y ~lieved ot o.ny respou.si D 

bilitiee assigUrsd to AFBA. ' 

9o Ae. e.n illustration of prociaely what is meet by th® foxoee;oing11 
J oCoSo 2010 authorizm~ the Services to eonduct euch·c~ opemtio~ oo 
may be required for cUrect support of theii' COZII.b!!.t o~ntioxw" inelW!ing 
the ~uction of' c:cimbst. · 1ntelli~e&n.ee. Combnt illt{flligence is off1ci&U~ 
def'i.nad as "'intal.l.isence reqW.red for e. ~ombat a :I. ttmticna " ObViolAaly" · 
this covero a lot ot territory, and for: ~ac.b of the /ll'll!ISd Ser-ViceEl it Il!l.lS"t · 
ineltW.e a vary larr,'6 meuure of 1.:.ir inteUigenceo Sitlilarly" both the 
A .. r Force and the Navy must hove wather inteUigcmce" Yet the:re has been 
no delineation of responsibilities to avoid du:plicat1on of effort~' except 
in certain cases of mu.tual QGX"~nt by tha agencies eon~c51.., It is 
t.rue that J .,CoS., &recti VG2 enJoin the Services not to undertake e:tiY 
COm:DT activities aeclnred to be th® eola' r~ponsibili ty of AFSA# ~or to 
untiertake any expl.Oi tation outside of Ai'SA 'tfhicb viU entn.il undesirable 
duplication: but the field thtW reserved for ~ has never been definad 
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o.nd the question of what constitutes undesirable duplication has not been 
resolftd. If AFS/\ is to function vith ~ et'fectiwness, it must 
operate uwiler conditions that will not mere:cy pemit, but 'Will emure11 at~ 
taiDDSnt of the advantages of Wlitication. Otherwise, only the serious. 
dieaclvantaces of consolidation mU result. 

l0111 CoDSOlidation cannot succeed if. the aaenciee colllCe:med are not 
wiJ.liDs to surrender c~ c()J!lm.M prerogo.tl. vee and give wholehearted 
support to the unification.. If t-hey inoist that the right to pro4u.ce any 
and au requirec\ intelligence is indispensible to Coml:la.ndp they tfiU lal'gely' 
if' not completely, defeat the purpose ot W!lif'ication and leave tbe way open 
for uncontrolled duplication. Furthermore, if AFSA le Nl.eeated to the 
status of a technical laboratoey, maintained prima.ri~ for the purpose of 
provicUDg technical support for COMIN'l' operations of the in41vidual Services, 
AFSA can never be the pnRrful operational instrument whic::h 1 t is techn1eal.ly 
capable ot 'bee:oming. 

llo Certainly, .the Armed Services cannot produce all of thGI intelligence 
they rGquire o U they are unvilling to rely on a Joint agency:> they must 
then CAepend on ons another for at least part of it. U we graat to the .Air 
Porco c:omplete ~ to produce· oJ.l of the air irrtelligence 1 t requi.res, 
we must Grant the sema privileges to the other Soi'Vieas, tor the air problmi\ · 
is of vital importance to aU of them. This might be the ideal ~ of 
e.cllieviDG maxi.rm.ml mli tary effect! wooae 1"rcm. the viewpoint of cm.talat como 
X11!lmdsr89 but, even it teuible1 it would be extremely costlyo The only way 
to effect necessary savings tliithout full unification is to eete.bllsh SCD1S 
cJ.ear...wt and e.uthori tati V®ly oontrol.l.Gd d1 vision ot labor o Tben ere 
various possibilities, and w mwllt selQct ~the one which p.nmis~o, 

· vithin reasonable and praetic:&l limite, the gree.teet ef'feetiveneM at the 
least costo 
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