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1. Enclosure (A) is submitted in accordance with 
your re~uest. It contains only the major arguments 
which from the standpoint of experience, logic, and 
technical considerations we are 1h a strong position 
to defend. 
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Subj: Future·status of U.S. Naval Communication Intellig~nce 
activities. 

1. Before considering the question of the status of C.I. ac
tivities, it is.essential that the fundamental nature of the 
c.r. problem be full7 understood. . 

2. The production·or intelligence ~ay be divided into two main 
-phase~:. (a) information and {b) intelligence. The in!'o~ation 
phase includes the collection, processing, and tnterpretRtion 
(or elucidat1-:n) of the source material. The intellie:ence phase 
includes the evaluation, synthesis, ~nd dissemination of the in
fol'!nation •. Generally speaking, the production of information ·· 
is a highly specialized· process re·:'_uiring· different training, · 
experience, procedures., a.nd facilities !or each type. ot source. 
The production .·of intelligence,. on the other hand, involving, as 

• 

it does 1 the synthesizing of all related facts, re1~uires integra
tion of' operations for co~pleteness. Thus, the information function 
in effect leads to separation for specialized operations while the 
1nte1ligence function requires.consolidation for composite result~. 

3. Because or the specialized procedures or techniques· r·equired 
in the collection or nroduction of intorma.tion this runction should 
obviously be performed by that agency which, by virtue of its par
ticular experience-, capabilities, and facilities,, is _best e·~u1pped 
!or the particular job. In the case of communication intelligence, 
long experience has indicated that this function can ~est be per
formed in close association with communications activities. Re
gardless or what its product may be, the tact remains that the 
Communication Intelligence Organization must use communications 
equipment, facilities, ·personnel,, and techniques •. Moreover, now 
that .the· enti.re art is ~oving into the :r1e·.'.d of' electronics, it .. 
must be closely linked with technical research and ldater1el agencies. ·. 
'fo ariue that, in spite of this, .the organizKtion. should be placed 
under Intelligence because it-produces into~tion·(or intelligence)· 
is equivalent-to saying that all reconnaissance aircraft should ~e 
placed entirelt._under intelligence authorities- simply becau9e their· 
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Subj: Future gtatus of U.S. Naval C.I. activities. 

!Uiss!on is to obtain intelligence. The fact of the matter is that 
intelligence comes from many sourr.e~ from aircraft, surface ves
sels, submarines, ground forces, C.I. activities, various govern
~ent agencies, etc. A more realistic concept of the ?rimary 
fmicti·:m of so-csllgd intelligence agencies, whether strategic 
or combat, is that of guiding the collection and production of 
information, and or receiving, synthesizing, evaluating, and 
disseminating that ir..f'ormation, rather than actually collecting 
or producin~ it. 

4. It is believed that the great operati~nal success of the U.S. 
Naval Communication Intelli~ence Orga.nization in this wa:r was due 
very largely to the sour~r.ness of its operat~ng plan and its organi
zational status. It exercised comnlete cryntrol over ~ll ~ersonnel 
and facilities necessary to perform its work, and it enjoyed direct 
relations with those· activities serving it or being served by it. 
This arrangement ~as, and still is, essential because of the nature 
of the problem. Unlike those o! other int~lligence collecting 
agencies, C.I. operations cannot be confL.~ed · to any areas or 
theaters because radio waves ~ow no boundaries exceut the limi
tations _imposed by their propagation characteristics: Moreover, 
the very fact that the most rapid communications are be1~g dealt 
~1th means that the informatio~ in them is frequently urgent and 
makes the time element in handling them all import~nt. To reduce 
delays to a minimum, oper~t1ons miist be as direct as possible and 
on a flash basis. The problem or intercepting every ene1117 and 
clandestine transmission throughout the radio spectrum involves 
the greatest possible extension and the most efficient use of 
available personnel and facilities. All of this is possible on~y 
by absolute central control and the most careful coordination of 
all facilities. 

·5. The Army, .during the war, attempted to carry · out the informa
tion phase on a theater basis with at best a very loose coordinat
ing control. The A-rmy employed nearly three times as many persons 
as the Navy and the results in the ~roduction of current operational 
information tell tar short of the latter's accomplishments •. At the 
end of the war~ the Army tinall.7 realized-the impracticability of 
continuing its system of operation and adopted the Navy's vlan of 
~ro~ti).tralized controL. 

. . 
6. Another equally important factor in the llavy' s . success was · 
its system or disseminating operational 1n1'ormat1on • . No attempt 
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was made to.evaluate information in Washington except for l1Jcal 
o-per!iting authorities or e.s specifically rel1uested by operating 
commanders in other theaters. The authority ·ror disseminating 
~ntonnation direct to major commands was delegated to Op-20-G. 
A flash disse~ination circuit was established. On this circuit 

-w=ere the U.S. and allied communication intelligence centers and 
the combat intelligence center or the senior naval commander in 
~ach theater. Infcr!lla.tion ,roduc~d in each !ntelligen~e center 
was immediately plac·ed on the circuit. This information was passed 
around to all the C.I.C.'s. Each of the latter took froI!l the 
circuit all information re~uired for !ts use, ·then evaluated an~ 
~isseminated it to the op~rating force_§_. This syst~m presupposed 

· that the only one really in a !)Osition to determine the operational 
information· required, and to evaluate that information and dissem
inate it t~· the 09erating forces, was the supreme commander on 
the spot. He··was .not only in the position or having the most 
complete and current information regarding his own forces, but· 
was able. to receive eneD11 information affecting his operations . 
more directly and quickly from the.various sources in his theater. 
This same system was in effect in the British Servtas. 

7. T~e U.S. Army attempted to carry out a different scheme alto-
. gether. The com~unicat1on intelligence operations·were decentral

ized. However,. ·er.fort was made to evaluate all intelligence in 
Washington for the operating commanders and send to them selecte~
information and )ippreciations which the intelligence authorities 
at the.War Department considered they should have. This not only 
resulted in great· delay in supplying information to.field commanders 
but also gave them a possibly incomplete picture because evaluation 
was carried out very often without the more complete local knowledge 
which the field commanders possessed. A comparison ot the results 
achieved dur~ng the war will show veriy _clearly that "the Navy did 
primarily an operational and tactical job L'"'ld supplied a. gr.eat 
percentage o~·the ·communication intelligence of current operational 
value, '!hereas the Anq did primarily a .. strategical job.·· · 

8 •. There' :!.s s"erious danger for the Navy 1n the proposed. merger · 
or the Army and Navy C.I. activities •. While· the-Army has finall.7 
come ·to the lfavy' s ·plan- of centralized CC)ntrol and operatfon,. · 
there are still fundamental differences in the conc,pts and ·. 
philosophies ot the two . organi.zations. The-Army has placed all 
or its activities under intelligence authorities in the belie~ 
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that because they produce informati~n or intelligence they must 
9er se be rart of the intelliffence org~nizati~r.. Th~ Navr1 on 
the other hand. has continued to maintain its C.I. activities in 
that orga.n1zation "!'There they can function most effectively by 
virtue of cqmmon or allied techniques, personnel, procedures, 
facilities, etc. The Army apparently believes in centralized 
evaluation of all intelligence. The Navy believes that the tempo 
of operations is such that operat!ona.l information must be gotten 
to O?erating commanders in the ··:uic~est possible time. It be-
1 ieves, moreover, that operating commanders on th"!:' spot should 
n~t be restricted to selected infor~~tion but must be given all 
av~i!&bl~ in~ormation, and that they, and they alone, can ~rO:
p~rly determine what they need and evaluate·it in the light of 
their more complete and more recent lcncwledge of the local situa
tion. 

9. The increasing tempo and the gl·obal nature of military opera
tions have necessarily brought more and ~ore or the vital milital"J

0 

1nfor.ciat1on to th' ra~id radio channels of co!:!MUnieations. Further
more~ these channels have proven unique intelligence sources L~ 
that they carry authoritative information·regarding the ~lans and 
intentions of the enemy as opposed to that which merely concerns 
his strength and disposition, and which might be obtained from 
other sources such as r~connaissance. These channels are there
fore the most important sources cf intelligence to tap and it is 
vital that .the Bavy maintain such free and direct access to them 
as.necessary for its operations. Art:f merger or the communication 
intelligence activities of the two Services is certain to bring 
conflicting demands as to emphasis and priorities • 

10. A good example of the type of serious differences which 
might arise is that which occurred between the Army and ?favy 
in the·~ield of research. The NayY laid great stress on elec
tronic research as applied to C.I. problems.· The Ant11' gave 
relatively little attention to ·this work. !n consequence, at 
a most critical stage or the European war, the 1la'V)" was the· 
only organization which had adequate machinery tor dealing with 
the enelllY''s high-grade communications. Bot only was the lfav7 
called upon to work" on enelDY' naval cormmm.ications but had to 
deal with Ger:nan army and airforce problems in great volume. 
It played, for example, a very considerable part in the intel
ligence that was produced at the time ot the Norma~dy invasion. 

-4-

··- -....... 

.. . _; 

. .. -.. 

-~ . 
. . ·.~ 

··-. . . "' . -K• · ... ">. -· . ..:· · .• ;. ...~--~~ .. :-= .. ;~ .. 
••r~.--.,.. • ~.,• • ____ ..._~ . . 

-:-:.· .. .. . 



DOCID: 3984131 
: .".'J;' . ..( . ·;,,·~ 

Op-20-G-jac 
TQP 8.BGRF!'f 

c 0 p y 

Subj: Future status of U.S. Naval C.I. activities. 

. :.., 
.. · ,;; 

.. · ... 

- - - - - - - - - - -.- - - - - - - - - - - - - - - - -
It 5h01..o.l-i be said, moreover, that the ?f&.vy' s research was 
"!.n1tial"!..y undertake!l not only independently of the Army but 
. 2-V..~!" the strenuous objections of the British. E;_i:..d the Mavy 
~r.~ ·acted ~r.ttr~l7 independently at this ti~e, not ~nly "the 
Tj. S. 3ervices bt:.t the Bi:i t:!.sh ·as 'l't~ll woul·1 have been entirely 
~~ab~~ to cope properly with the si~uation. 

11. Last spring the Navy prepared .a very carefully considered 
plan for coordination of the Army and Navy C.t. activities. 
This ple.:i ·vould. make "!l'laxi:nUCl use of Army and Navy f9ac11::!. ties on 
co;"'lr:'lCn !'!"".>bl ems and a 'C the same ti:ne :;>r9serve that "?19:-:-.i.~U:E cf 
cor .. t:-01 'Ki .i<.·t. !.s essential to the Navy f'or the accomplishment 
of its :mi ssicn. It ":Voul·':'3. leave the M.s.v;,. free to deterr.iine 
em!>hasis ar.d :prior! ties ·at every etep on :!. ts special pr~ble!:!s. 
It is believed that tr.is &rrangecer.t would be preferable to any 
plan of complete merger, such as the Army is advocating, as long 
as the Services remain separate entit1e~with individual missions 
and special spheres or operation. 

i2. In opposition to the Navy's plan for coordir..ation the ex
ample of G.C.&C.S. is frequently cited. The British had in 
G.C.&C.S.; during the war, what appeared to be a consolidated 
communication intelligence organization. At first glance it 
looked very attractive and seemed to offer many advantages. 
However, as we became more and more familiar with it •e learned 
that ~t had serious shortcomings. In the first place, it wes 
not actually consolidated in the acce?ted sense. True, it .. was 

,, . 

an inter-service organization and certain facilities were·em
ployed on a common basis. Yet separate proeess1r..g activities . 
were maintained for the ll'avy, Arm;y, and diplomatic problems·. 
Furthermore, instes.d or having the vertical split which existed 
between the Army and Navy, the British organization had several 
horizontal splits which created serious difficulties .that .the . 
British never succeeded in overcoming during the war. Althougl.1 ..• 
the processing was under the general direction ot the Foreign[· 
Office, the interception was carried on by the individual s~r~
vices and numerous controversies arose as to direction or these 
activities. Communications we~e ·also provided by the servtces 
and the British had such great difficulty in obtaining.them th~t · 
the U.S .• Naval Conmnmication Service had to step j,_n. ~owaro .. the '~. 
end of the war and supply their communications ror the Pacific. · 
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Numerous difficulties arose between the Foreign Service an4 the 
Navy over t~e operation and control or the main naval C.I. center 
in tpe Far F..ast. It appeared that, although the Foreign Office 
had control over the main inter-service center near London, the 
outlying centers came mider the immediate control or local 
military and naval authorities, and were never operated on ·an 
etficiant basis. So much d1tficul"t7 arose, in fact, over the 
British naval unit locateain Australia that the British asked 
the U.S. Navy to take control over 1 t. It was then combined · 
with the U.S. Naval Unit in that area and operated on an efficient 
and satisfactory .basis thereafter. 
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