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l" In the ro'tliroo of ~ testimony before ycur ~ttee on Satul'M.y0 
8 ~~ 1952» I stated my oolisf that~ !w.nnc adopted the principle of 
corurolldated CWIDUT ~tiooo0 we soouJ.d contint.!e Blo~ thia lilwc ai 
leoot untU it i~ pi!'Oved. Qm."OO'kableo 

2o Th&t OOJJl.Gif is a eo~tiozw.l oue which dep®n@e upon our ab:ility 
to echi@Ve ~n things Wilich ~ p~uiai'W to l31.!£~©i;lful 'i.Wiliad 
~tiooo o U~s . tiro can oolw certo.in problem2 of' ta\.rt~i ty r; ~poooi0 
bilityD o:raem.:w.t1on9 ~nieitJ?ation" ~ i::mppon0 ~are in~ of 
losing iam;e by c. a>.noolldo.tOO operation than by a deC®Rltlralized On®o In 
<>th.el" W~s mar ettaropt to c~ certain avils ~ s~ly ~u.e® cthiars 
~ch are ~e o The.re OO"e mmy ~:J to tb.e Cl'l!{:1Stioo. o'f 'Wrl.£ioo WX'BUS 
decoo~imid opantiooo0 83 you exe no do\Abt 12.WJre., In rrw opin!ol:'.?.g 
~-ravm.-v th.a bMic factol's a:fi'0eting the o~tiooo of A.FSA ~ thooo set 
forth in th.s enclooUN, -i:1h!ch I am ~Ill£ the ll~-ty of sulmitt:b.g fol." 
yQ'iKi' CQnoiderationo 
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. . 
REGPOOOIDILITY A!m COMMArID RELJ\TIOUBBIPS 1! l1J! PRODUCTIOU f!. .cmmvr~Oiioiaa 

lo '?he ll!f'odw:tion ot COMIUT; like any other undertsking, m£i¥ be per0 

fcrmad either as a a~ eo~ive task, or it m&.'Y' be bl"Oken into 
Clietinct parts, each of vhich contributes to the acco.mplishmnt of the whole 
tosko 

2o 'Die principal acmmtaees to bG gaineU f1'G1l1 ~ 'the wrk 
as a. single task m-e ·that it ahouU!i 

So P&.eili ta.te explo1 tation of tedm.1.e&l. and other interrelationships 
of thei various problema encountereci; 

bo Fermit areatar flex2.b1lity in amrgloyment of nsourcesJ 

Co Promote 3oint participation in probles of CGml'llDn interest (&oGo 
air); 

do Facilitate Pf'C)CGUiDg ot traf:fie,'Yhich is not readi~ sortable;. and 

e o Minimize un.uacessary duplication ot effort an4 overhead, a.mi thereby 
result in ecm::mmies or increased general ef':fectivenasao 

Tha deare& to 'ff"hich these advantages can be realised obviomlly depends upon 
the degNe to 'ih.dch the variow5 elements of the task are Wlifiedo 

· 3o Ea.ch of the tbiDgs mentioned above iB also possible, at least to 
same degree, it the task· is propex-ly di vidad., P'oi" example, it. m:JJ be oome­
vlmt more difficul.t to exploit tec:!mical relationships~ tw c:rypt ... 
enaeytic probl.sma if tb'9 work ·on t!um ui ~ically a~ts4, but it can 
still be &me through Pll'OPGr exc:be.nga of info.rmationa 'l'hUSiJ the pmJSible 
SQ1ne fxoom Wlification are, now e.t l.eut~ ~ti~,a c;reater i!SUUX'e of 
oparo,tienal ease11 operational e:ffeetiven.as:a, and ecom:l\m;Va 

4. Althounh these ~ne arG ~t1omib4' desirable and 1JiWol"te.nt, 
and soma ms;s become vital in th0 ft!tm-e, the unif1cat:1on or coneolidmtion of 
~tions necessary for their attn.tnwaut cm.mot be achieved, practically 
~~' l!';lthout a CODillicienble priceo. If consolidation is o.ccomplished in 
one area OX" at one lewl., a.n6. not at anothe~ the :fUll ~fits cmmot ·be 
realised.11 and the prt'iee then beComea nlat:lvely e;rea.~o l.foreowr, if w: 
man opmrational. 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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· 'JX>P i:lll:Rm i:iCURi'R' Df.QmiA'HQil 

5o There are a number of maJor diff'iculti~ vhic.b. ere likely to result 
:f'nml witying vJq operations Wieh av.pport agencieo that function under clif0 

:tuimt av.thoritieso tmng tbsae ore: 

ao The authorities CODCerm4 ~be depriWd oE a tirect,mmams of 
4iocbar6ing their r®SpODSibilitiesJ 

bo Normal chanxwlS ot comm.- ;nd or cont.ml ~ 'be clisturWJ 

Co .ConflictiDe JMquiramntB Vi.th respct to·prioi"itiQS and cempbeei0 
· 'tJJa'N arise; 

4. um.que requ~ntG ot rmny one egacy m.iy '00 c11fficult to Mfill; 

Go fbricum a.dminist.1-Q.tiw e@.m\Plicatiou IJS1' result~ 

to ~t pro'blm& ~ increa.H m. th the sime of the oraumiu.tion 
sn4 the nUliib®r Of agencies represented; 

g. ~ ~ sutter ~ profea&ional in~iibilit1oo ot 
~J. . 

ho The ~mitrated a.dV&Dtage3 of 41tt~ a~ee iD reeeu"Ch ~ 
Toe lcs't; 

1.. EqUS.tsl>le ~nta fOJ> Joint mupport or unified ~ationo ~ 
b@ tifflcult to uehie~ on a wt~ acooptabl.0 baoieJ 

Jo ~er oE responsibility liml\}r be mcc~ad by loma of 4U'eet 
1n~t &m! w.l~ cf iauppoi"t W24@r presflur® of other nquj.~0 
ll!!filDtm J 

ko ID~ dlalD\Y® ~ in~<1 'becauS<! of greater orgsmsati@Ml 
~ty Giid S1Z€& m:i4 

lo seC:mi.ty ~Will 112CX'0Uti Vi.th the ~I' of intlividuals hari.q 
access to ill:iiformation. 

Allot tile forGgoiq tittiwltitiilm haw arirHin to a ©Wioucs ~ in con..; 
Dll.!Ction Vi.th the ~tion ot fil'SAo ~le" ~or =t the mtlcipe.t0ti 
p!mi·baw 'bGtilD a.chi~ iG at leaet qwaatiombleo The·~ tact~ the 
~U 1nqu1ey ~ su!JmtauefB to ws View. 

· 60 ~ lees tha tuU w:d.fication lill.!St in-mlw, in Gft@eii1 e:l.t!'lslr: 

"a• A division of the tottil tuk 111to ~ aclwd:we pQi"f;Q or 
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bo soma sort ot overlap rcsulti?>G in duplication ct etforto 

It is then to ·be determined whether the ,en sting . e.ll.oeat1on ot ettort 
nttordo the beet combination of ettecti'!f9lMIFJO» efticienc:y, and-eco~ that 
can be. ~rived rito 

1 o One of the o.ccepted f'unamnental principles of GO@d ore:,am.u.tion is 
thfllt c.Uthor1ty must be commenalAnl.te 'Mi.th respcuibility. Thin mem:w primarily 
possession or control of basic tool!! essential to ac~lieh im assigned jobo 
In military org0.nlza.tion11 this relationship~ be est!lbli~hed on o.n opera .. 
tional command basis or on a support basis o If COMINT prod.Uction ie to be 
undertaken oo a single comprehemliw support task, it ehould follow that all 
availuble pemonuel, facilities# and other resources eIDmentioJ.to the propm­
parforcance ot ti:1e · task should be organized mw. controlled acCorcli.Dgly \' If' 
on the other hand, the task is to be divided, the requisite authority Ond 
the essential means for e.ccompl13l:mtant should be <Uatrtbuted ln n ~ 
fUlly comiietent utth the assisamant. of reepons1bil..it1e®. Moreovm-:, if th® 
divided task is to be performed efficiently and econoi:l1celly0 the d:i:riision 
ot reepomi1b111tiatJ mi.wt be cl.oo.Z'-cuto · 

8. Unf'ortunately11 the charter o:f /lFSA tails t'1 eon:torm· to theme b~ic 
principles ot orsam.zation. It cllnrges the. DirectOr, A'!!SA, with a mission 
that rune the fUll gomut of comrw product:!lone Tbio mlemion naeecsi tat·ss 
the direct employmnt of coll.ection, commmication.G, and processing ta.cil· 
ities and pGI'OOnn.@lo H~v the Director illll given definite control Of 
onlyn portion of the resources necessary o.n4 available to do his aesiom@d 
job" The Temainder of the I".Seources a.rs diotributed mDDng th.a three .Armeti 
Services. No apecific tUvisiov. of reaponsibility m:i.one them is zrs.do., nor 
is ~ clenr line draw bet.veen v'b.a.t they ~ do on th~ one hawi9 and /IFS" 
on the othe:r. AS' a corollary of thie0 the SS"1ce intelligence a.nil 
cryptolccic aaenciae have mt been epecificel.l.y ~lieved ot o.ny respou.si 0 

bilitiee assigned to AFBA. ' 

9o Ae. e.n illustration of prGciaely what is meet by th® foX-e&>ing11 
J oCoSo 2010 authorizml the Services to conduct euch·c~ opemtio~ oo 
~ be required for d1rect support of thell' com.b!.\t o~ntiona0 i:ielWling 
the PJ."Oiuction of' ccimbst..1ntelli~e&n.ee. Combat illt{flligence is ott1ci&U~ 
cief'i.nad as "'intal.l.isence l'ElqW.red for a ~ombat a:I. tm:i.ticna " ObViolAaly 0 · 

this covero a lot ot territory, and for: each of the /IH!!Sd SerViCGEl it Il!llS"t · 
inell.W.0 a vary larr,'6 meuure Of l.:.ir intelligenceo Sitlilarly" both the 
A .. r Force and the Navy must hove Wat.her intelligm;.ce" Yet the:re has been 
no delineation of responsibilities to avoid du:plication of effortD except 
in certain cases of mu.tual QGX"~nt by tbs agencies eon~c51.o It is 
t.rue that JoCoS., directivsa eajoin the Services not to undertake eDY 
COm:DT activities aeclnred to be th.® eel.a' r~ponsibility of AFSA# ~or to 
untiertake any expl.Oitation outside of Ai'SA 'tfhieb vill entail undesirable 
duplication: but the field thum reserved for ~ hes never been defill9d 

·3- . 
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o.nd the question of what constitutes undesirable duplication has not been 
reeo11Md. If />J!S/\ is to :function vi.th~ ettectiwness, it must 
operate unciler conditions that will not mere~ pemit, but 'Will ensure,, at~ 
taiDDSnt of the advantages of Wlificationo Otherwise, only the serious. 
dieaclvantaces of consolidation mll resulto 

10111 Consolido:tion cannot succeed if. the aaenciee conee:med are not 
willins to surrender c~ comm.M. prerogo.tl.ves and give wboleheart.od 
support to the unification.. If t.hey inaist that the right to pro4uce any 
and all requirec\ intelligence is indispensible to coml:la.nd.6 they tfill l.m'gely, 
if' not completely, defeat the purpose ot W!lif'ication am leave the way open 
for uncontrolled duplicationo Furthermore, if AFSA le Nl.eeated to the 
status of a technical laboratoey 0 maintained prima.ri~ tor the purpose ot 
provicling technical support for COMIN'l' operatiou ot the in41vidual Services, 
AFSA can never be the pnl9Vful operational instrument whic::h it ie technically 
capable ot 'becom1ng. 

llo Certainly, .the Armed Services cannot produce all of the.i intelligence 
they rGquire o U they are unvU.ling 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 complete ~ to produce· all of the air intelligence it require&, 
we must Grant the aema privileges to t.be other Soi'Vieas, tor the ed.r problm · 
is Cf vital importance to all Of tbam0 This might be the ideal ~ Of 
acllievill{; maximum mll tary effecti venese frcm. the viewpoint of cmiftlat como 
X11!lmdsn9 but, even it teuible1 it would be extremely costlyo The only way 
to effect necessary savings tliithout tull unification is to establish SCD1S 
cJ.ear...wt and e.uthori ta ti V®ly controll.Gd di vision ot labor o Then ere 
various possibilities, and w mwllt selQct ~ the one which p.nmiseo, 

· vithin reasonable and praetie&l limits, the gree.teet etteetiveneM at the 
least costo 
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