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SUBJECT lrnMBMF •O SECREi 
AP'C IAC: 12/l 

Subject: 

Section lg Item l of the Agenda tor tha 
Third Meeting of Alt"CIAOP held 25 August 19490 

Progress Report on Organization of AFSAo 

ADMIRAL STONE si~ated that ha had p1•eparad a Progress 
Report on the Organization of tho A-'rlD.ed Forces Security 
Agency (AFSA) which h~ wished to present to the membareo Ha 
suggested that questions and comments by members oould 
follow the presentationo (.Admir-al Stone read the paper whiuh 
is attached as Enclosure (A))o 

GENERAL CABRLL remarked that he had no advice to ~rrer 0 
adding that JUi'SA seems to be a "going coneern° o 

LTo COLOl\1EL PETERSON observed that a grc!at deal or v1orlc 
had already been aoeomplishedo 

.ADllIIRAL STONE s1;ated that the plans rep1::-esonted the 
unanimous views ot tlle three Serv1ceso He anld that some 
slightly divergent views had been held in tho baginningp but 
pointed out that thane had now been reconoiloda 

ADl~IRAL INGLIS observed that the report indioated that 
definite progress was being madeg but stated that he we.a 
very much concerned about the oo.usolidation o:r all COMI~l' 
activities in one station and all oommunioatioua security 
aotivitiee in anothera He sairl his concern wa..o lJaaed \.~you 
the possibility· of 0110 or the other station's being de= 
stroyed by tireg explos1on 9 sabotageg orp evon :mt'rs :r.e ... 
•otely possibleg by ~nemy aot!ona He pointed out thatp 
if' Arlington Hall StEltion were dastroyodg there would be 
nothing left but c:ryptographio activities; on the other 
hand si it the Na.,ry Communication Station wero destroyed P 

there \'IOUld be notbine lett but cryptanalytic activities o 

He said that this appeared to him to be a very de.ngeli~oua 
s1tuat1ono He suggested that an alternate site at Brooke 
Field seemed desirable but·doubtad 9 in view of the 
Government economy i:>:t•ogram. 11 whether that could be achi6vsdo 
He asked it there wore not some other way to aci11 eve con·= 
solidation ot these vital aotivitieso 

ADMIRAL STONE stated that it might be possible to p~o= 
vide an alternate main center in the :t"utureo He said that 
the laok ot dispersion was recognized as a serious 
detioienoy in the oonsol1dat1on ot all similar aot1vit1Es 
in the same station0 but pointed out that tho D:Lrectlve 
trom the secretary of Detensa requires that conaolidatic~ 
be erteoted stressing economy and etticienoyc Howevor 11 
he stated that .'\.FSA &houl« begin immediately tha 
preparation of' copies or vital :f':!.les and documents .... = to 
be stored in. some remote local! t-y '" 
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ADMillAL INGLIS e.aked Admiral Stone if it we.a his ide!t 
that he was f'o:rced to effect consolidation in this m.anne:ro 

.ADl.URAL STONE pointed out t,ha·t the SECDEF Direoti vu 
stipulated that the comm.on ac~;ivi ties of AFSA he Qonduct.ad 
in not more than two major establishmenta wh:loh would be in 
the Washington area., He remarked that.I) in ordt">,r to stress 
efficiency and economy t> studies indicated that it will t;e 
necessary to allocate all COMll~T to Arlington Hall and all 
communioatio.n secm:·i ty to the :Navy Cormnunioatiein Station I> 

and to divide Research and Development activities between 
the two etationso 

ADMIRAL INGLIS asked how muoh weight was given to thia 
inference in the Directive that all COM:U.1T activities would 
be oonsolidatad in one station!) and said he would lilt'.e to 
hear more about tha reasoning which led to the 6.ecislon in 
·thia regardo 

ADMIRAL STON~ suggested that tha members hear the 
viewo of his three DeputiesfJ and asked Captain Maaonf) in 
Captain Wenger's absence" to oom..rn.ento;> 

CM.>'l'.AIN MASON stated that one genaral weakness or t~he 
present (pre·,,,AFSA} arrangement is that the· indlvidual OOMlNT 
problems are not concentrated in one plaoeo Ev~n though. 
there has been affective coordination of. effort on joint 
problems~ hs said\) more effeot.iv~ treatment oan be achieved 
with oonsolidationo He continued that another weak.i.1.sss lr.t 
the division of problems 1a in the matte:ii: of e'l~penseo ·He 
pointed out tha'tj) ln order to support a divided set""'t!PI) 
certain duplicate ancillary :f."una"tions are necausaryfJ suoh 
as: informa:tion and collateral sections 0 maohj.ne procesalng 
seotions 0 and publication sections which make for additional 
expenaeo Captain Mason stated that the ideel · uolution wou.ld 
be to have all COMI14T operations 1n one plaoep ea that la 
the only way to aohieva the ajm.a of economy anCJ. efficiency 
sat forth in the be.sic AFSA Di:reotiveo He su.ggeated that 
the aecurity weakrn:;as could be overcome by concentrath1g 
the· principal iJOMilIT problem in one station and al.l oth.e:t." 
COMih'T problems in the other station" but he pointed ou·t 
that with such a di vision we would. fail to gain in eff'icienoy 
and eoonomyo He said he thought AFCIAC should determine ths 
security risk involved in the consolidation plan proposed~ 
and should determine whether effioienoy and eccm.omy are gon....,, 
sidered more important than the security risk iuvolvedo 

ADMIRAL INGLIS asked Captain Mason it he I) as an 1m11= 
vidualu would recoDlmend this plan of alloaation on the 
baa is ot economy and. ef':rioiency o 
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CAPTAIN MASON answered in th~ attirmativeo 

COLOl~EL COLLINS reiterated 1;ha"t oonaidere.tions of econ•)i.ny 
a11d etf'iaienoy led to this alloaationo He said that it was 
f'elt that AFSA would gain in.ore in e:t'f'iciency t.y the plan thn:i,1 
by a physical division of similar aotivitie3o 

COLONEL LYNN pointed out tha.t a. divided e.~.looatj.on plaJ, 
wc·uld have required moving a g1•eE:•t deal o'f llotrvy equlp:m.ent 
whicb i.vould have made a split set=up a :more oofltly operationo 
He said that he personally i9el·t that the plan uas bad fl"Om 
th.e security viewpoint and a.greed th.at someth:htg should ba 
done to minimize th.e risko But 0 he oontinu,3d D any a1·ra.ngemt·11t 
tor concentrating COMINT and Colm!lunicat!ons Seourity activi= 
ties 1n the Washington area is potentially dangerouso Ha sc.dd 
he :t'elt that AFSA should plan eventually to build a plant in 
an.other less vulnerable areao He pointed out i~hat only .:.~ 
miles separated .tlrlington Hall .t1:om the Navy Co:nm?.unioati..:>n 
Station a 

.tWMIRAL STONE aaid that he did not wish "i;o 1r.1n1Mize tho 
.fire hazard at Arlingto~ Hall but declared thu.~;I) all things 
considered in the interest of etfioienoy and uoonomyiJ this 
ocncentratlo.!J plan ·uas indioatedo He read parugx·aph 2a o"f 
tl!.e SEODEF Directive or 20 May 1949: 

"Th.a AI!'SA shall consist of' suail facilitiaa 11 
units a..'1.d military and oivilian pe1•sonnel of. tho 
Armed Forces whioh are or may be usad :f'or 11 or 
engaged in ao~-uun1oat1on intelligence or cw:mmuni= 
cation aecurity a.ctivitiee, inoluding·the Head ... · 
quarters 11 A'tr.rmy Seouri ty Agency 11 {ASA) I) Al· J..ix:gto11 I) 
Vlrginia 11 the 1Jomm.unioation Supplementd.ry Activity· 
(CSAW)" Washington!) and any oomp11rable o:r.gani= 
zations ct the Air Forae 11 and such other tnc111ties 11 
units and personnel as the ~roint Chiets or Staff may 
determine as necessary to f'ulfill the functions 
hereil'l assignado '~ 

lfi:' added that by the Slt~CDEP10 s db:-eotive it is ··:-equirad. t,,tlat 
the common activities cf A.FSA be conducted in not. moi·e than 
t1Po major esteblishmentsn He pointed out tha·t both of" the 
lll6.1n processing plants are all"'eady in this a.r~u 0 and suggested 
that only at very great oost could e. new plant be built., 

ADMIRAL INGLIS inquired it the paragrapha o5.ted by 
Admiral Stone required such a functional di vision as .be.cl bean 
r&co1muended c 
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CAPTAIN A~\SON pointed out that the SecDef diTectiva stated 

"Efficiency end eoonomy are to be stressed." rre said that it 
would be impossible to argue that this plan was not the moat 
efficient and economical plane He agreed, however, that it was 
not the most secure plano 

ADMIRAL I~"GLIS observed that if AFCIAC decides to place its 
stamp of approval on this plan, then the security risk involved 
should be repo~ted to higher authorityo 

ADMIR,\L STONE said that he planned to submit his reoomm.enda
tion in a paper to the Joint Chiefs of Staff, via AFCIACo 

GENERAL CABELL suggested that Admiral stone point out the 
desirable features of this plan1> but also point out that it may 
be necessary to have an alternate plant established in another 
looality in the futureo He said he felt we would have to organize 
as Admiral Stone had recommended but, from the beginn:Lng 1 press 
fol" another skelet.on organization outside of "!ashingtono 

ADMIRAL STONE observed that we can take steps to mi.nimize 
the security risk by sending all the vital files and copies of 
th(~ vital machines to a locatlon outside of ':Vashlngton 11 in order 
to have a nucleus on which to rebuild in case anything happene6 
to destroy the existing plantso 

GENERAL CJ\BELL agreed, but pointed out that this must not 
be an after-thought; ha said that it must be started right nouo 

ADMIRAL STONE agreed that there is a risk in concentrating 
our activities, but said he felt that such a cvnsolidation would 
lla·1e to be madeo 

COLONF.L LYNN observed that if the members of AFCI!.C are agreed 
that a locatlon outside of ~'/ashington is essential 0 it would be· 
hard to believe. tha.t we couldn't get a plant somewhere in the 
countryo He said it made no dift'erence to him where it was loca·teda 

CAPTAIN MASON said he didn't think we would be able to get 
such a.plant if the policy or economy and efficiency predominateso 

. . 
COLONEL LYNN said that economy would be achieved in the lcng 

runo He said l1e understood that the Army had plans to ce>nstruc.t 
a ne'll plant in the Denver area, and suggested that if \Ve get 
together and push this request 0 then perhaps somethine could be. 
accomplished in this directiona 

ADMIRAL INGLIS suggested thnt more· efficiency and economy 
could be achieved by improving the two plants in this area 9 but 
he pointed out that the stations would still be only a short 
distance aparto 
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GENERAL CLARKE pointed out that dollars were going to be h.ard 
to obtain, judging from the recent economy moves in the D11>part . .roent 
of Defense., 

ADMIRAL STONE asked General Clarke to comm.eat on the fire 
hazard at Arlington Halla 

GENERl\.L CLARKE stated that the Hall had never had anything 
more serious than wa::;te ... basket fire.a in the pastp but pC>inteCI C·llt 
th~ risk of fire from an incendiary device which might be planted 
purposelyo He said that most of the buildings were nr't even i'ire
resiatanto He pointed out, however, that ASA had duplicate records 
of everything stored in vaults at Cumberland, Mdo 

ADMIRAL STONE remarked the.t the Navy had a similar storage 
vault at Cranep Indiana .. 

COLOl'TEL LYNN stated that. the renroduction of all tb.oae records 
from micro:ti.lm would be a bis problamo 

G~MERAL CLARKE said he was prepared to accept the plan 
recommended by Admiral stoneo 

GENERAL C!\BELL said he would like to offer -two alternatives; 
( l) the establishment of two integrated plants in the ''!ashington 
ar•3a; or (2} the func·tional establishment recommended by Admiral 
st•)na 9 plus the generation of an im.rnadiate request fo1 .. a11 alt ornate 
site on a skGleton basis outside of :vashi.ngtona 

ADMIRAL INGLIS asked General Cabell if this alternate site 
woilld hmre bt.1ildings~ files, and machines in a cA.retaker ste.tusp 
bu·t; not opere.t1onal 11 to be a stand .. by for emergenoya 

G"!!:NERAL CABELL agreed and said that unless a physical. increase 
in the fac111.ties ·becomes necessary 0 the alternate site would 
reia.ai.n on a skeleton,,ca.retaker basiso 

ADMIRAL INGLIS observed that the minute this alternate site 
is used as an operating plari.t 9 either etficienay is lostp or th.e 
overhead would be increaseda He said that, as a general rule I) it·· 
would be more efficient and more economical to e-xpand the two 
plants in WElshingtono 

GENERA!. CABELL stated that, ii' a major augm13.ntation ot 
f"aaili ties is demanded, he wou,ld oppose making 1 t in the ,.Tasb1ngton 
areao 

ADMIRAL STONE said that the Ar'JD3' has plans tor a :rireproot 
building at Arlington Halla 
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GENERAL CLARKE stated that·the pla.ns had been approved by 

the Budget Advisory committee but he did not have. much hope of 
obtaining the money~ · 

CAPTAIN MASON asked if it wouldn't be proper to state that 
the plan put forward here is the one in which efficiency and 
economy are paramount, but point out to t.h.e J"oC.s. the serious 
security risk involvedo The decision to accept the risk would 
have to be made on a higher level than AFCIAGo 

G1~NERAL CABELL said Vie must point ~u t the socuri ty risk" 

ADMIRAL INGLIS suggested that we report that.; two plans llavo 
been considered; (1) the plan suggested by Admlra). stone with an 
alternate skeleton site 11 and (2) the extension o:f' the presant 
1tVashington plantsp keeping each on an intee;rated basiso The 
advantages and disadvantages or both should be described and a 
recommendation should be ma.deo Ue ae.id be thought some mention 
should bo made or the fact that the plan probably would not be as 
economical as the S~CDEF had hopedr He said he would like to 830 
relative costs included 1n the paper, including 1:.he tact th.at 
Arlington Hall will probably have to be replaceda 

GENERAL CLARKE sr1.id he thought that the whole operation shLluld 
eventually get out of washin,gtono 

ADMIRAL STONE said that he didn't think many of the expert 
technical people would move to a new remote locat,.on in peaoatim.e o 

GENERAL CLARKE said he :felt certain that ell the key peraol1nel 
would willingly make the moveo He said he wished to go on raco.'-'d 
as advocating an eventual move out of \Vashington" 

The members moved on to a discussion of the ohart "Tenta.ti~1e 
Organization AFSA lieadquarters'' included with the r6porto It was 
finally decided that an unbroken line should be added between JCS 
and AFCIAC 9 and betw~en AFCIAC and DIR~CTOR 9 AFSA; this unbr1>ken. 
line would indicate a control channelo In addition 9 the unbroio,n 
line between these boxes should be retained to iniicate the exist~ 
ence of advisory channelso It was agreed that a dotted line should 
be shown bet~~en DIR~CTOR 1 AFSA and the residual service ageucias, 
this line to indicate coordination, technical supervision and 
supporto 

ADMIRAL STONE said that he w~uld include these changes in a 
revist:;)d chart I) 

ADMIRJ\L STONE then stated that it was his understanding from 
the foregoing discussion that he was to prepare u paper for tb.e 
JoC.So, via AFCIAC~ indicating the two possible ways to set up the 
AFSA Organization; one plan embraced two integrated plants i.n t.h.e 
Washington area, while the ot~er plan co~templated consolidation 
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of all COI.f.INT in one plant a.nd. all co.mmunioat1.on security activities 
i.n an.other; pointing out that while the latter plan. is rc:.h1ommended 9 

there are security risks involved "" from fire~ 11 sabotage, aud bombingo 
That provisiou should be made to store copies of vital documents 
and machines in an alternate main processing plant, possibly at 
Brooks Air Force Base, San Jl..ntoni.o, TexasD or some other locution 
to be approved by the Joint Chiefs of Staff o 

GENERAL CABELL stated that t;he alternate plant should be an 
inseparable part of the plan; ioeo 11 Arlington fial.l would hanc1.1e 
COMINT 11 Navy Communication Station would take care of Communication 
Security activitles, and a thlrd remote plant would be set up on 
a caretaker basisa 

ADMIRAL INGLIS said that an estimate ot the cost should be 
included 9 even though_ it had to be a general statement to the affect 
that the second plan will cost less, the samel) or more than -'~Ila 
fir·st plano 

ADMIRAL STONE asked whether Brooks Air Force Base ao~ld be 
considered a suitable site for an alternate planto 

COLONEL LY"NN pointed out that the buildings were not f'ire
proof'" He suggested Denver as a possible locat.i.ono 

GEtlERAL CABELL said that that location was no longer availableo 

ADMIRAL INGLIS suggested that the Navy Station at Jt'arragut, 
Id&ho might prove to be a suitable locationo 

I 

ADMIRAL STONE pointed out that about 25 mtllion dollars would 
be required to build a new plant 9 and suggested the wisdom of 
trying to move into a military plant already in existenceo 

GENERAL CABELL pointed out that such a plant should be in the 
vicinity of a city of 300,000 populationo 

ADMIRAL STONE stated that he wo~ld prepare a paper along the 
line~ suggested at the meetine and would circulate it to all members 
of the council f·or comment or concurrenceo 

DECISION: 

It was agreed that Admiral stone would prepare a paper :ror 
forwarding to the Joint Chiefs of Staff, via.AFCIAC, lndicating the 
two possible plans for setting up the AFSA Organizationo The first 
plan envisions that the two .. laahington area plants would be operated 
on an integrated basis; the second plan contemplates the consolida~ 
tion of all COMINT activities in one plant and all Commun.ication 
Security activities in the other, and the establishment cf a third 
alternate plant on a caretaker basisa Recommend the second plan9 
but point out the security risks involved by having the two main 
processing plants located in tbe Washington areao 
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The meeting adjou:~ned at app~oxima:tely 11000 
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I have asked tor this meeting of AFCIAC today in crde1· to 

inform 1ou or the progress made thus · tar in the organization of 
.AFSA9 and 9 berore proceeding :rurther 9 to obtain your comments on 
future planso 

You have been given copies ot an organizational chart whioh 
· depicts the proposed tentative organization of AFSA! and a list 
of the general functions ot the principal staff div sionso ·Fune~ 
tions are not shown for the otticea of operat:J.ons 9 security 9 re
search and development or administrationv since in general these 
responsibilities are well understoodo 

As indicated on the chart» I want to emphasize that the 
organization is tentativeo EXper1enoe may diatate many changes 
and I expect to modify the organization aocordinglya Ma3or 
changes will 9 of oourse 9 be brought to your attention before 
being etf'eotedo 

Initially 0 study groups, representing each major elem.snt of 
AFSAI) were appo1nted to study the problen1.s atfe_oting the oon ... 

·aolidat1on9 and to make appropriate reoommendations to the . 
Director tor the implementation Of the provisions ot the basic 
AFSA direotiveso 

I hav9 listed here some ot the taotocs which the study 
groups were directed to consider in making their reoomm.endationso 
These were: 

(A) Increased ettioienoy» which would result trOll'l the 
consolidation ot similar activities at one locationo 

(B) Spaoe available at the Navy Communications 
Station and at Arlington Hall Stat1ono 

(0) The suitability ot th18 spaoe a~ to tloor load1ng 9 
air oond1tion1ng 0 power distribution, etoo 

(D) The oost ot moving equipment into the various 
locations which were under oonsiderationo 

(E) The time required to move this equipment translated 
into probable cost ot productive ettorto 

These st•tdies were quite exhaustive 9 and as a result ot their 
analysis certain conclusions have been reaohed~ I will not go 
into detail at this time~ but I want to point out &Ollle of the chiat 
tactors which led to these oonolusionso 

In the studie~ and planning which ha7e been conduoted oince 
~ appointment 0 I have been ably assisted by my three Deputies 9 
Colonel Ly-nn ot the Air Foroep Colonel Collin& ot the Arm1' 9 and 
Captain Wenger ot the Navyo Captain Wenger 18 at present 
hospitalized tor what I hope will be a briet per1od 9 and Captain 
Mason or the Navy is acting in his steada 
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•ro initiate AFSA plannlngp comprehensive reports 'lf•ilre 

requested and received from the three Servioea containing 
details or their oryptologio aot1vit1eso The three Deputies 
constitute· a steering group to coordinate the detailed 
planning data and the studies which have been made or the 
various oryptologio aot1v1t1ea~ In addition, they have been 
assigned speoitio runctional supervisory dut1es~ and eaoh 
Deputy acts as the liaison otfioer with his own Servioeo 
Colonel Lynn has over-all supervision ot personnel and admini
stration~ and the tunotion of atatt coordination; Colonel 
Oollins has over-all supervision of seouritY?. and or research 
and develoPDlentp and of communications; and uie Navy Deputy 
has operations, and the funotions ot the Deputy Coordinator
ot Joint Opera~ions under tlBOIBo 

In drawin,.cg up A.FSA organizational plansp the following 
·objectives were considered paramount: 

(A) Maximum. economy and etr1o1enoy to be attainedo 

(B) Re~organization to·be etteoted with minimum 
loss ot continuity of operationso 

(0) All elements·ot each major division to be 
consolidated operationallyp and to be consolidated physically 
insotar as praot1oablep initially at one or the other ot the 
two major establishments in the Washington Area_o 

,,. .. 
(U) Duplicate ad.IJ;1n1strat1ve activities as between 

AFSA and the Servioes to be avoided" wh·ere such o~ be provided 
advantageously by one or the othero 

(E) Dividing any necessary activity between A'FSA and 
one or more ot the Services not to result in any overall inorease 
in personnelo 

(F) Ooneolidation or activities now performed by two 
or three or the Services to result either (l) in a saving or 
personnel 0 or (2) in an inorease·1n essential production em= 
ploying the same total personnelo 

(G) Moving any component is justifiable only when 
costs oan be balanced by compensatory increases in efficiency 
ot operationso 

A study of the various recommendations and alternatives 
proposed· by the best qualified planning personnel of the 3 
Serv1ces 0 leads to the following preliminary general ooncluaions: 
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(Al lns("Jfar as practioablo all Ct.'MD~T ac:ti.vit~.eR 
should be consnli.da.ted at Arlington Hall 3tation., ·v1rgin1.a 

(B) 1-\11 i.u<nlrtty activ.i t.J.es a.nouJ.1.. oe conao!.ida"&an 
inaorar as prac,.t..1•,ao.i.e at the Navy 1.~ommvri.i crn1i1on St.a.t1.~n, 
·~vaeh1ngtnn(.· 

u:·; R0t1!':·n:i.1·"'h and doveJ.opro.an-c, r:u.:.·t1 v1 tios ahou.l.d. bt:t 
located at ... 'both at.at tons,_. 

~D l T~'e fl'-'&!.tq<lftrters ot AFS.A should be located. a~ 
the Us.val Coun121.1n '.i. r.e:. i.:l lm. cltati.on~ Washington. 

(E) Th~ maJority or the aare1nistrat1ve ~omponenta 
"iiould be at the san1e location a.a the headquarters=· namely 
.Navy Gommur1i.cati.on ~t~.lt:lon 11 .lfia.ah:1.ngtonc. 

The tallowing fa< ta have been considered before making ~;he 
above oonelue1ona: 

(A) Except to~ one temporary building the Navy 
OommuniCiat!on Station is or pe1"filanent construction •. and is much 
ml.'J:"e nearly :f'ireprooi' than Arling·ton Hall Stationi; wh1oh ie 
essentially or temporary oonstructiono 

(B) Floor spa<j& at the Navy Commtm1.cation Station 
usable to~ o!t1oea and operations totala app~oximately 245vOOO 
square f'eet., 

(0) Arlington Hall Station has approximately 4)0~000 
square feet ot usable spaoe which 1a ample to accommodate all 
0.01.!INT .) plus such 1ndl·vtdual service aet:l-eitiea as may 1~ema1n 
on the Station l· necessary research and development component,, 
administration component 0 and still provide space for a COMINT 
~valuation centerp which may have ~o be located at the station 
where the master COMINT tiles are produced and maintained~ 

CD) Consolidatton of OOMINT would require more tlocr 
spaoe then could be made available 1mmed1atel1 at the Naval 
Communioation Station~ 

(E) Considerably greater expense would be entailed in 
moving the shop equipment and printing plant required ~or 
security aot1v1t1ee ri-om the Naval Communication Station to 
Arlington Hall 9 ~han in moving similar equipment from Arlington 
Hal.l Station to the Navy Co:rom.un1ci:ation Station., Thie greater 
expense is due not only to moving the machinery but in prepa~ 
ration of. special foundations and power supply and distributfon 
at Arlington Hallo 
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It.is recognized that the. general plan .. which I have 
presented has certain serious def'icienoies ,·· one being laok ot 
dispersion0 This should be overcome in the tuture by providing 
an alternate ma.in cryptologic center11 Eossibll at the Air Force 
Security Headquarters 9 Brooks Field, Texas 8 to be manned in oaae 
ot destruction or either or both or the stations in the · 
Washington areap or in anticipation of a national emergencyo At 
the alternate center provision could be made tor accumulating 
important tiles0 and duplicates ot vital doouments 0 and spares 
of vital special cryptanalytic machinery and oryptographio devioeso 

This ahart indicates the headquarters organization tor AFSAo 
It is accompanied by a brief listing or functions of the statt 
d1v1s1onso The general tunotions ot the four offices will be 
apparento 

My personal attention and that ot the Deputies is currently 
being given to the placing of all key personnel in the Washington 
areao Our endeavor will be to assign the best qualified personnel 
a~ailable to key pOsitions 0 but to minimize personal hardships so 
far as practioable 9 In this oonneotion~·soms ot you have received 
a copy ot my memorandum or 3 August 194'1 subject "Civilian 
employees at the Army Security Agency anA Navy Communication 
Station" 9 in whioh I stated that every ettort would be made to 
conserve all ot our personnel by transferring them when necessary 
and possible trom one ,\FSA activity to another AFSA activity~ 
preferably in the same general area and, so tar as feasible, 
without lowering civil service olass1t1oat1ono I did not consider 
it necessary to make a similar statement oonoerning the military 
personnelo Howeverp the same principle will govern their assign~ 
ment or re~assignmento · 

Initally it appears that most of the top assignments will have 
to be divided between the Army and the Navy because those are·the 
Services which have most ot the qual!tied peraonnelo However~ 
it is my desire to have the work load shared equally by the three 
services as soon as that becomes possibleo In order to keop the 
organization an active one which will be responsive to ohanging · 
world conditions -=-- and be able to meet operational requ1rements 0 
I intend to have certain o~ tho key assignments made rotational 
on a 2 ·- ) year term ot ottioe basis ~- as my own detail has been 
set UPo 

At the·next meating 0 whlch I wish to have on Thursday" 
8 September0 at 0930D I expect to be able to present spooitio 
detailed reoo:rm:nendations as to the initial composition~ organization~ 
and physical location ot the maJor elcm\ents ot AFSA0 as required by 
the proposed directive to the Director which this Oowicil has sub=. 
m1tted to the Joint Chiefs ot Statt tor approvalo In the meantime 
I expeot to announce a tentative slate ot all key personnel tor 
.AFSA who will be employed in the Washington areao 
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This a~ternoon I expect to present this same report to all 
key cryptologic personnel ot the three Services who are in this 
area~ and to give them an opportunity to discuss the proposed 
organization and ask questions thereono 

In closing my remarks I wish to express 'I1J1 appreciation tor 
the \¥:hole-hearted support and cooperation which I have received 
trom all conoerned in the three Servioeao Now l will appreciate 
receiving your comments and adTiOea 
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