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mp Sn::RilP · &illNRft"'l Lill OmctfIOii 13 March 1952 

teiORl\lU>UM FOR MRo BROWNELL 

SUDJEC'.rz Respcmsibility and CClllJUl!lDd Rel.ationsh1ps in the Pro4Detian ot 
Communication Intell.1genco (CCMiln') 

l~ In the course of~ teetime>~ before your cammittee en Sa~, 
8 Mal'Ch 19521 I stated 1If3 belief that, b.avinc adopted the principle of 
conaolidatecl COMmT operations, we should continue alons this liDa, at 
least until it is proved umorkable o 

2. 'l'hat belief ia e. cond.itional one vh1cb depems U110n our abili'Qr 
to achieve certain things which are prerequisite to succeesful. unified 
cperatiom. Unless we can solve certnin. problems of autharity11 respoDSi• 
b1lity1 ~zation, a\tminiatn.t1on, on4 support, wa 8i'8 1D ~-.r of 
loeins m.ozie by a. conaoliclntod. operation than by a 4ecentralised, om. In 
other vords1 our attempt to cure cert&111 evils mq eimp~ produce others 
which a.re vorse. There a:re ~ ansle• to the question of unified V81"8US 
&tcentrol.iud opn"atiom, as you are no doubt. aware. Iu 'filJI opinion, 
hcmrler, the 'basic ta.ctora a:ttect1rl6 the operations ot AFSA are thoaa set 
forth 1n the enclosure, vhich I am t&ld.Dis the 11~ Of eubmi tting tor 
;,our consideration. 

Encloaure - l 
CQmments by RA.ml J .Ko Wenger, USN, on 
RespomaibiUty and Command nel.Btiomhi];m 
in the Production of COMIJJT1 d.td. 13 Mal~ 
19521 coneisting of 4 pases. 

c._~ ~ Ol~AFSA 
t)l\/1 (R.oecl~vJ 
J> AJC ( H•~elA) 

Declassified and approved for release by NSA on os.12.2012 pursuant to E.O. 1352e 
I 

TOP SE~GRET 



oocro_:· 39.78133 -=,.:op SEC RE~ 
l3 ?·Lrch 1952 

..,.Rm--.,PO•DS,;;;;;,m;ID•I•LI•~•- ~ COl-lr·lAm> RELl\TIOIIBBIPB !J! 1!! PRODUCl'IOil 2[ _COMINT __ 

l. 1!le procJ.uction of COlmlT, like aey 1::>thar undertaking, IDey' be per­
tozmad either as a aiDsJ,e comprebana1ve task, or it~ be broken into 
distinct parts, each of which contributes to the acc:omplishtnent of the vhole 
task. 

2. '!'be principal. advantaeea to be gain14 :from UIJ4ertak1D8 the wrk 
as c sinsle task are that it ahoulds 

a. Pacill tate exploitation of tedmic&L and other interrelationships 
ot tho various problems enc:ountare4; 

b. Permit greater flexibility in em;plo;~nt of resourcesJ 

c. Promote Joint participation in prob:l.em& of CQ1D)D interest (eoS• 
air); 

• 

4o Facilitate processing of traffic wh:leh is not readi~ sortableJ and 

eo Miniz:d.ae unnecessary dupl1co.t1on of effort m24 o'Ve!'head.1 a.ml thereby 
result in economies or increased ge1tiaral et:fectiveness. 

The decree to which these advantages can be :reallied obvioua~ depends upon 
the deGNG to which the various elements of ·the task are unifiede> 

3. Ea.ch of the things mentioned abow :la also poeaible, at least to 
aaae degree, if the task is propar:cy divided. For aampleD 1t a&'1 bo some .. 
what more 41.tticult to exploit technicu relJ11.tioDShipe bet1msn two ceypi ... 
~ic problems it the "YOrk on tbem 1a plzy1'5ic:all.y sepuo.te4., but 1 t can 
still be done through proper oxcbanse ot int'1:>rr1at1on. '!bus 1 tha possible 
p.1ns from unification are, nov at least, e&4iJentiaUJ a c,reater maasure ot 
opeiratioDBl ease, operational ettec:ti~neas, and. &coil.Om;Vo 

4. Althour,h these caim; a:m U1MJ.Uta9tion!bly des:J.reble and if&llortant, 
end SomB wq became vital in the future, the unification or consollclation ct 
operations mces11ary tor their attainment cmmmt be achieved, practically 
apeeldng., Yi thout a comiclersble price. If •::omolidation is accomplished in ' 
one orea or a.t om leWl., llll4 not at anothe:r; the tull benefits cannot be 
realised, and the price then becomis rel.atbnly greater. t·~wr, ii' 1''1e 
make opaoational or, GCOtlOll\Y satns in one cli~!ction only to otteet them by 
losses in another, the net result !!BJ be Qioadvan~o 
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5. There ere a number ot ma.Jor cllffic-.Uttes Vhi.ch are likely to recult 
from unli'11DS .:.iiy operations vbich support agencies thnt function under Clif • 
fwent autboritlea. tmong tbeae o.rez 

a. file authorities concerncs4 ~'be cJeprlwcl of a direct mau of 
tiecharging their nsvonsibillties; 

bo 1lormal chmmelli Of CQRDr.»d or con~l uq be tiatur'W; 

c. Con.flictinc requircmmata Vi th :reapect to priori ties anc1 emphMic 
JBtQ' arise; 

4. Unique nquiremeute ~~one agancy aq be 41tttc:ult to tulftll; 

•. Serlou Gdm.niatrati.,. C0&9l1cat1om 'llJA1 NGul.t; 

t. DlaDapmaDt probleme may 1DCZ'Calae v1 th the e1u ot tlt8 organisation 
8114 the n\llber ot agencies rel)l:ieaented; 

8• Morale ~ autter tbroudl profnsai.onal iDcampatibiU ties ot 
parsomael; 

h. '1'ba 4camozJBt.rate4 ad~ of dittereat a~ iD research_, 
be loe~; 

1. Equitable ~nte t~ Joint •uppOrt ot unified op1rstiou ~ 
be 41tt1cult to ucbien on a mt.~ acceptable buiaJ 

J. -~er or responsibility may 1:»e acco111pon1ed by los8 ot cUrect 
intc"alt atl4 vi tb4raval. ot 11u.ppurt UD4er precmun ot other requin­
mntaJ 

k. IDtenal. de~ J111iY tna=eue 'bec:ause ot greater organisatioaa.J. 
COllPpl.a1t7 aD4 •1• aD4 

lo seeurlty haaarc1z V1ll iacreue 11'1th tbe llUlll1>Gr ot imlividual.8 llD.ri.Ds 
accosa to illtormatlon. 

AU ot tlMt toraso1111 cl1tftcult1• have arieen to a. Mrioua da#N 1D con­
nection With tbs operation ot JifSA. Memruhil.81 vbetibel' or DOt the anticipated 
pi.1111 haw hen achiefe4 le at least queat1o11811l.e. 'Die ll'lflftl tact ot t.bc 
Brownell ~ lm4a •u'betaDce to tll111 Tin. 

6. AD1tb1ng l.eA than fUl1 \IDUicat·Lon lllUSt involw, iD ef'f'~t, ~ltber: 

a.. A clivtaiou ot the total to.ak lntt> mtiiaa117 aclu81w parta or 
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b. some sort ot overlap rcsultiDG in ·dupl1co.t1on of eftorto 

It is then to be determined whether the .existing allocation of ettort 
nttords the best combination ot ettectivaneM1 ett:1c1ency~ and ec:on<mtY that 
can be arri.ved c.t. 

7. One of the o.ccepted f'wl4amental principles of good organisation is 
that nuthority must be c~urate nth responsibility. 'l'b.i.e mao.DS primarily 
poasession or control ct be.sic tools essentlal to accomplish an assigned Job. 
In milltary organlze.tion, thie relationship ~ be established on an opera­
tional command basie or on o. support basis. If COMINT production is to .be 
undertaken ne a single camprehenaive support task, it eboul4 follov that all 
available perac)nnel, f'acilities, and other .resources Gementio.l to the proper 
psrf'omance ot tue task should be orsanized and controlled accordiDgly. Ii 
on the other hand, the task is to be divided, the requisite authority tlnd 
the essential mean& tor accomplishment should 'be distn.bute4 l.n n manner 
tuUy coneistent with the usicamant of responeibilltiea. Moreovar, if the 
div14GQ. task ls to be performed etficient.ly ml4 economic~, the division 
ot respomibili ties must be clear- cut. 

8. UntortWMl"tely 11 the charter ot /J!SA fa1le to conform to t.hooe basic 
principles of ore;animtion. It cllnrges the Director, AFSA, vith a. mission 
that runs the. full gom11t of COMINT producti1::>n. Thio mission neceesi tates 
the direct employmnt of collection, cammunl.cat1ons, and p.rocessing,f'acil· 
ities and pereozmelo However.o the Director ie given 4ef1Dite control of 
only a. portion ot tbe resources necessary a:D4 avail.able to do his usi~ 
Jobo The reminder of the resources a.re distributed smong the three Armed 
Servlces. llO specific cllvision ot re&pensi'oillty m::ionc them is msde, oor 
iB any clear line-drawn between Vhat they may do on the ODG hand, and /iFSf' 
on the other. As a. corollary of thist) the :3ervicc iuteUigence ,and 
c:ryptolocic aaencias have not been specific!Uly relieved ot any responsi­
bilities aasisned to E1'BA. 

9 o AS an illustration of precisely 'l-Jhl!t ie meant by the fOreBO:lng1 
J oC .. So 2010 authorize& the Services to cond1.ict euch COM!U'.r operations es 
~be required tor direct aupgort of their c:cmbat operations, including 
the production of combat intelligence. Comlbo.t intelligence ie ott1c1&U¥ 
defined as "intelligence required tCll' a comloat situntiona" Obvioualy1 
this covero a lot of territory, and for. -aacll ot the firmed Services it li'IW3t 
inelu4e a very large mesaure of L:.ir intelligence. SiDilarly, beth the 
A .... r Force and the Navy must ho.ve weather ini:;alUgence. Yet there baa bean 
no delineation ot responsibilities to avoid duplication ot ef'fort6 axcept 
in certain casem o'f mtua.l acree:mant by the 668nc1ee eonc:ernado It iz 
true that J 0 C .s.. clirecti vet1 enJoin the SemLcee mt to undertake any 
COMIBT acti vi tiee declnred to be the sols n~ponsibili ty ot 13SA1 nor to 
unclertake any exploitation outside ot A?SA uhich will entail undeeiralble 
duplication, but tho field thus resen-ed fOJ~ fll'6A has never been defined. 
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o.nd the question ot vhat constitlltes undesu•able duplication has not been 
resolved. If /JJ'S/\ is to tunction with ~JW:l eftectiwness, it must 
~te un4er conditioaa that will not mereJ.y permit, but will ensure, at­
t&im:ient of the advantages of unification. Otherwise, only the serious 
diea4ve.ntacea of consolid.s:t.ion will result. 

lo. Consollclo.tion cannot succeed if thEt aaenciea concerned are not 
villins 1;o surrender certain CQl!IWlcl prerogcLtlvea and give wholehearted 
support to tJle unification. If they insist that the right to produce any 
and all recauireCl intelligence is indispensi't1le to eomrnand, they ¥111 lergely, 
if not c:mpl.etel.J, defeat the purpose of um.fication and leave the ~ opon 
for uncontrollecl duplication. Furthermore, if /aSA le releaated to the 
status of a technical laboratory, maintaineeL primar1~ for the purpose of 
providing techDical support for COMml' op&nLtiona ot the in4iv1du.al serv1ces, 
M'S>. can never be tJie powerful operational ~.natrument Vhich it is tedmic~ 
capable of 'becoming. 

u. certainly, the .Arm9cl &lrVices ca.nnc1t produce ell of the intelligence 
they require. If they are unvil.ling to re]J• on a Joint agency, they must 
then depend on one another tor at least pert; ot it. U' we grant to the Air 
Porco complete f'reec1om to produce all ot th4!1 air intelligence 1 t requires, 
ve must. grant the same priv1legee to the otber Scrvicee, tor the air problm 
ia of vital importance to all ct them., Thiei might be the ideal ~ ot 
achieving maxiwm mli tazy ettecti veneaa frca the viewpoint ot c:mi>at com- ' 
mancJers, but, even if feasible, it vould be extnmisly costly. The only way 
to effect necessary savings v1 thout tull um.ti.cation is to establish some 
clear-cut and aut.liori tati vely controlled di vision of labor. ~ are 
various posaibilitieo, and. w IDUQt select ca~ the one which p:"aiiieeo, 
within reasonable and practical Umita, the greatest etteetiveness at the 
least. coato 
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