MEMORANDUM FOR GENERAL CANINE
SUBJECT: SCAG Report

1. The AFSA Executive Group for SGAG met on M. March, 7 April, ard
9 April to discuss the subject repart, make comtents Hasreon for your conside
eration, and to recommend such action as might now be tdsen to implement the
SCAG recommendations. These meetings formed the basis for the following come
ments and reconmendations, At the mesting on 28 March sevaral SCAG members
were present for the purpose of clar:.fy:mg certa:.n por‘b:.pns of the sub;jeco
repart. ] o (; w,

2, a. At the meting held on 28 Maz'ch an altemathe statmnt of the -
first conclusion reached by SCAG (paragraph (1), page 1 of the SCAB Repord)
was formulated and agreed to by all present as rei“lectmg the truo situatdon-
The alternative statement was: Y :

*
.

i

b, The reasen for restating clus ““ ‘ is tgat the origjnsl ‘
the .

statement involves the definition of _

presents on page 2 under the answer 10 the guestion
The answer given in the SCAG Report is as follows-

1is poss:!ble, the original SCAG conclusd.on is dee

too optimistic. It is deemed advisable that if the SCAG Report is discussed

with higher authorities this al ternative statement of SCAG'S first conclusion
be presented, and the differences be'bween it end the stztement as it appears
in the Report be explained, s ‘

3. a. With referonce to the second SCAG conclusion, viz., "much more
effort by AFSA is justified on the Albatross ﬂroblem,ﬂ the AFSA Exscutive Group
for SCAG is in unanimous agreecment with SCAG in reaching this conclusion bub
only if it is coupled with the second of the “points requiring co-operation of
o;rbs:tde agencies,® which the SCAG Report. has phrased as follows (bottom of page
1l):

(2) The importance of the Albatross problem to the national security
- fully justifies a major, expans:.on of the effort and funds e:q)endeu in
AFSAts operation." ‘

b, The AFSA Executive Group is of the opinion that AFSA has devoted
and is still devoting appropriate amounts of time, effort, and funds to the
solutien of the Albatross problem consistent with (1) the amount of logistic
support provided for AFSA, and (2) the limitations imposed by other problems
of almost squal imporitance and urgency, Additicnal limitations are imposed by
conditions not under control of the Director, AFSA or of the Department of
Defense, : ‘

4. The SCAG REcosmmATmHs will now be discussed in the order in wh:n.ch
they appear under that head:m, on page 1 of the Report,

5. @, With regard to ‘Lhe recomaendation that "more programming and comn
puting time should be allccated to the Roberts? and related approaches for

r' it is important to point out:

(1) that the soecalled Roberts' method or, more proper
the "matrix projection method" does not and is not expected
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(5) that in the specific case in which we are trying the m
it is quite possible and, according to some very recent studies and. calcu-
lations, indeed probable that the case falls short in bringing imto the
problexﬂ lto permit solution by that method,

b. Up until recently Ir. Roberis, who has besn explolting the ;
projection method under a contract with Engimeering Research Agsociates ERA),
has been given all the computer time which he could profitably use, Now that
he is in a position to use more computer time, arrangements have been made to
make available more time on ATLAS, the only machine thich is fast enough and
can be brought to bear on the problem, ATLAS will scon be woricding on a 3eshift
basis, The second ATLAS is undor way and its completion will be exped.:.ted if
that is possible, Surveys have been made to ascertain vhether other computers
within or outside AFSA can be practically usod on the problem, the rssults were
nsgative, because it was found that other machines, swh as SEAC and ORDV”‘
are too slow or are not suitable for ‘the problem,

Co As to the "related approaches“ mentioned i.n th:.s first SCA
recommendation, these refer to certain proposals advanced by some of the workers
in AFSA, suggestions for other ana:lyt:.cal approaches tof

\

under the cover name DERVISH has been established and progress under it :I.s a
being made. Besides the local research and develovment jn AFSA in the produc-
tion of electronic analogs or simulators of( @ | there is now being
@stablished a research task under the contirac *RA_and another at Technitrol
to construct| | These ave in addition to a task under a contract
initiated about five years ago with National Union Tube Company. So far as
practicable all these developments will be expedited, by amending contracts to

pay for overtime work if it will be useful and posa:.ble to apply overt:me ‘ho
them,

d. This SCAG recommendation must also be ’consmarad in the light of '
the discussion at the bottom of page 2 of the Report, and undexr the heading
mMachine Development! on page 5. SCAG considers thats

(1) AFSA is not using its resources ;to bes:'a advantage‘
{ /

(2) Certain technical avenues 1ead1ng toward a
being complstely explored; ;

(3) Additional logistics support can be zpplied to improve
prasent operating conditions; amd :

(4) AFSA does not appear to be giv:.ng priorities in machine time
and programming personnel to the Albatross problem consistent with tha ‘1
urgency and importance of the problem., ;

e, These SCAG considerations call for soms coman‘b.

(1) It is necessary to :I.ndn.cate, with respect to the SCAG's bel:-.ef
that AFSA is not using best s sin the 3 = |

_ 3 SCAG as thus far been directed
and limited to the[ B SCAG members, with the possible

exception of one of them, have not become acqueinted with other AFSA Eg‘ob-

lems of large magnitude and rtance, such as the '
\ ! AI‘SA's resources, wnich might externally appear
to SCAG members to be greatl, must be spread over many problems on whidch
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work must be done because AFSA's consumers require that it be done, In
some degree SCAG recognizes this point vhen the Report says that tho
answars to the two questions poscd at the botiom of page 2 ,"nms'i: b@ condie
tioned by ceriain limitations on rescurcog.t g

(2) It is true that tcertain technical avenues leadmg towa:‘d a
solution are not being completely explored,® if that blasket statemont is
interpreted as meaning that there is oven cne :x.ndividual o fhc.llity
that could contrlbuue to this problt,n but’ is not working on it. It rust

be emphasized that T right after World wWar II for
the dovelopment of ‘and genarel purpose analytic
oquipment., The DERVISH project wanich considers assemb iliging +

lages utiliging the
resultg of this program could only be formulated aftd'r\ i
| | This is recog.
nized by SCAG itself as may be noted on page L umor the heading "Explcitze
tion." Now that they have been formulated, they am being rromoted as
rapidly as AFSA's logistic situation permits, /

~—

(3) The AFSA Exccutive Group u.nan:.mously ‘..grees that additional
and better operating space would be conducivo to highser quality and possibly
greater quantity of output of work; however, it must zlso ba gtated that
any extensive analytic-machinery cxploitation pz'owrmn is dependent upon
the avallability of appropriate space, faclllt:-_es, anZ porsormel to opcrate
and maintain then, ;

(4) This point has been adeguately cbvered in paragraph 5b ctove,

6, a. With regard to the second SCAG rccomexﬂa‘ca.on s that wan e}up:_fn.;ed
program should be initiated in high-spoed machine developiants with particulsr
emphasis on new approaches to AFSA's special problems,® 41; devalopad, at the
Execut:.ve Group meeting on 28 March, that what SCAG had in mind was "morc wcrk

2 Shepardts method, the [ and DERVISH.® An extensive program
of vesearch in the field of electronic computers amd a program for the davelop.-
ment of highespeed analytic machinery wac initiatcod several yedrs ago. Additions
al znelytic machines, such as NOMAD and DELLA, useful for the Albatross protlen,
are under construction end these developments wers initiated loag before SCAG
was formed. AFSA has expended considerable efforit in canvassing the rescurcos
of the U.S. in a gearch for contractors competontly equipped to develop and pro-
duce such machines, SCAG could perhaps be of essistance in suggosting avenuss,
resowrces, and facilities not considered by AFSA.

b, This sccond SCAG recommendation is bzsed upon soms points elaborated
upoa in small degres further on in the Report wder the discussion., SCAG
considers that:

(1) "The mchine devel opment program developed in connection with
Albatross appears to have reached a point where greatly oxpanded effort
will be justifieds® (Last sentence on page 2.)

(2) "In view of the rapid advances being made in highespeed elec-
tronic devices, SCAG is of the opinion that a great deal mores cuphasis
should be placed on the development of electronic devices especially
designed %o handlo the sort of problers arising in AFSA operations,
ces and an integratcd machine developnent program is indicated to develop
means for handling large volumes of analytical work oxpeditiously., (Page
5, SCAG Report, under Machine Development.)

¢. The following comments, in addition to that already made under b
above are pextlneny:

(1) A large program of developing better and more rapld analytic
machinery was initiated some time ago and is being prossed with as much
urgency as is practicable, within the limitations of funds ard en‘,-nmv'n_,
personnel available for monitoring outside contracts, Li'-e program is boing
ard will continue o be oxpedited with all theo rosourcas made avallablo to
AFSA .

(2) wnab has been said lmdev' paz'agz'aph 5e(3) c.bove is equally
applicable ho- 2 AF, ‘AN, mcabers progent
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at the 28 March meeting the efforts being made by DIRAFSA and Departmsnt
of Defense authorities to obtain in wWashington the mucheneeded addibtiocnal
space for AFSA. The Executive GrQup believes that when the new site is
occupied such space may be adequate, and also that so far as concerns
additlional personnel, when the additional required space becomes available
the current recruitment program will be expanded.

7o &, With reference to the third SCAG recommendation, that "a Senior
Civilian Technical Director should be appointed, reporting directly to the
Director of AFSA," the AFSA Executive Group assumes that SCAG, in using the word
tcivilian® hers meant to imply the need for a man with long tenure in AFSA and
appropriate technical background, If these desiderata can be obtained by a
military appointment, the Executive Group feels that it would be entirely
acceptable and within the spirit of the SCAG recommerdation. The Executive
Group unanimously agrees that technical direction of the cryptologic activities
of AFSA would be improved by virtuwe of the continuity in technical background,
and in technical control policies and management which would be possessed by
a long-experienced, fully-qualified technical directeor who would stay on that
job for an indefinite number of years.

b, In this conmection the SCAG Report states on page 5 under "Admine
istrative matters:¢

uIn its relation to the Albatross problem SCAG has been faced with
some of the administrative problems of AFSA, and has considered preblems
of military versus civilian control of this activity. In the lighbt of
the tactical and strategic responsibilities of AFSA in times of national
emergency, the necessity for military responsibility is acknowledged,
However, it is recommended that a senior technical director with both
technical and management experience, reporiing directly to the Director
of AFSA, be appointed with fully delegated authoarity for all operations
within his field of responsibility.”

€. At the meeting held on 28 March 1952, the SCAG members who attended
discussed this SCAG recommendetion with the Executive Group and agresd that the
ultimate responsibility must be on only one man and, in the case of AFSA, he
must be the military director. However, it would appear that, in regard to
authority exercised, the SCAG view is that the senior techmical director should
have control of the technical opsrations in all respects, Therefore adoption
of this SCAG recommendation would require changes in the broad policy of AFSA
control; the nature of these changes and their practicability should be studicd,

d. In this connection the Executive Group deems it advisable to
indicate its feoaling that SCAG has failed fully to recognize that AFSA can not
be considered solely as an organigzation for research. The Executive Group
thirks that in view of the fact that SCAG has thus far been concerned only with
Albatross, which currently is a problem of a research natura, SCAG members,
with one or two exceptions, have failed to rsalize the quite different nature of
the problems involved in the execution of AFSA's responsibilities for the largew
scale production of communications intelligence (COMINT) and for the full
exploitation of the sources of COMINT. The Exscutive Group believes that in
many phases of COMINT exploitation and production operations technical exper-
ience in the direction and management of these activities is highly desirable
The Group therefore 1s of the opinion that a position in AFSA should be estab-
lished for a permanent technical director who would be an additional Deputy
to the Director, AFSA and on a level with the other deputies,

8. a. According to the fourth SCAG recomuendation, a separate research
organization should be established in AFSA, and certain other primary organizoe
tional changes should be made, What SCAG has in mind by way of such changes is
depicted beloss

Ly
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b. In support of this recommendation the SCAG Report states (page k)
under *Basic Research:®

"The study of the Albatross problem by AFSA has developed the fact
that there is little opportunity (because of the pressure for operational
resulis) for the conduct of any basic research in cryptographic problems.
It is SCAG's firm opinion that a strong basic research program is of great
importance in supporting the development and operation work of AFSA and
that a separate basic research organization should be set up. Research
should be kept separate from development and operations with personnel and
facility assignments which cannot be infringed upon by development and
operation requirements, The experience of members of SCAG in industrial
research organization is that to be fully effective research should be set
up under a civilian research director reporting to the technical director.®

c. The AFSA Executive Group unanimously supports the SCAG recommendae
tion in regard to the separation of research from development, including the
transfer of the "applied research" now corducted in the Office of Operations
to the Office of Research, The AFSA Executive Group believes that a highelevel,
technically qualified group should be established to work out a concrete pro-
posal for the organization and functions of the Office of Research., This group
should collaborate with the proposed management contractor (Anderson Nichols),.

9. a, In its final formal recommendation SCAG recommends that "more use
should be made of the potentialities of outside contractors for basic research
as well as machine development.® At the meeting on 28 March the AFSA Exacutive
Group requested more information on this recommendation and it developed that
what was meant was not additional contracting work but more freedom for con=-
tractors in the use of the services and facilities avallable to them, SCAG
believes that several contractors feel that AFSA applies controls beyond the
need dictated by security considerations, This brings up the question of cleare
ance and security standards, how much classified information it is possible,
under those standards, to tell or give contractors, ete.

b, The Chief of Research and Development maintains that control beyond
the need dictated by USCIB security regulations is not being exercised by AFSA.
. However, the concensus of the SCAG members present at the meeting was that more
. information than they were being given was needed by certain contractors. In
. view of this opinion, AFSA should request other SCAG members for more :mfom-
. tion on this point, It must be borme in mind that AFSAts security re
. are much more stringent than those of the AEC, for example. It is important to
- note that leakages in the atomic energy field do not in any way delay our own
. progress in the field, whereas in the COMINT field leakages nullify our own
' progress since changes in cryptosystems are easily made. However, the SCAG
- members present felt that it is necessary to take risks to make progress and
that AFSA's sucurdiby policiss need reaexmﬂ.nationo

10, Coming now to the additional "points z'equ:.ring co=operation of outside
zagemies" (bottom of page 1 of SCAG Report), there is no need to comment on the
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Group is in full accord with the SCAG statement, with the reservation mentioned
in paragraph 5e(3) above.

11l. a. Although not included among the specific recommendations set forth
on page 1 of the SCAG Reports, there are certain recommendations in the Discuse
gion and these call for some comment.

b. One of these is stated as follows (page 5):

"In order to attract and to keep key persommnel and other top=-flight
people needed for the performance of AFSA's mission, SCAG feels that a
careful revision of personnel policy is needed, particularly with respoct
to the assignment of technically qualified psople amd their adequate
recognition and compensation.®

¢c. The AFSA Executive Group, in doubt as to what was behind this
recommendation, requested some clarification by the SCAG members present at the
meeting on 28 March, and asked what SCAG had in mind by "a complete revision
of persomnel policy.® It was stated that as an example, some question had
arisen as to whether the military reservists were being used in a technical
capacity for which they were qualified, or for other duties, It developed
that a SCAG member encountered a Reserve Officer acquaintance, a qualified
mathematician, who was serving as a courler to deliver a classified document,
It alsc turned out that this happens only under infrequent, exceptional, and
urgent circumstances., However, ons SCAG member stated that he thought AFSA had
been losing too many competent techniclians, perhaps more than other and somo~
what equivalent scientific staffs were losing, :

d. In the opinion of the APSA Executive Group, the situation in this
regard is not peculiar to AFSA, It is true that AFSA has lost a number of
high-level technicians but not many and not for reasons which can be attributed
directly to faulty persomnel pclicies, The AFSA Executive Group believes that
the statistics applicable to this question should be studied, AFSA!s persormel
policies are set by higher authority and by the Civil Service Commission, If
the clearance standards and policies inhjibit or hamper AFSA, it is only possible
to investigate this point, report findings, and, where needed, to recommend
changes, Also, if the implementation of AFSA's personnel policlies is faulty,
this also should be examined and recommendations made for improvement therein,

e, As for the Madequate recognition and compensation" of AFSAt's teche
nically qualified personnel, the AFSA Execullve Group is of the opinion that
the Director is now doing all that is within his power to meet this recommenda~-
tion, then at the meeting on 28 March, SCAG members learned that there were no
"super-grade! civilian jobs in AFSA, they were astonished; but it was brought
out that the Director began months ago to obtain somes of these super-grades
and that the outcome of his attempts is not yet clear,

12, SCAG also reported (bottom of page 5) that "working conditions of
personnel are not satisfactory for carrying out such intensive work under great
pressure for achievement," and that "a great deal should be done in providing
adequate warking conditions and equipment.® Comment having direct bearing on
this point has already been mde under paragraph 5¢(3) above, The substance
of that comment was communicated to the SCAG members at the meeting on 28 March;
in addition, they were told that the Director, AFSA is implementing plans for
the better utilization of currently available space within AFSA operating areas
and that extension of these plans should help improve existing conditions to a
considerable extent,

13, a, The following is quoted from the top of page 6 of the SCAG Report:

uIt is SCAG's opinion that AFSA has not taken full advantage of
outside results both in comnection with machine development and basie
research, In comnection with the recommendations for a separate
research activity, the expansion of this activity by means of outside
research contracts offers a method of expanding certain phases of
research more rapidly than it could be done if complete dependence were
placed on AFSA's own research group, Many of these research projects

are essent‘ialli of low classification and therefore lend themselves to
AFSA FORM 781-C138
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outsido handling, For full advantage to be derived, however, as much of
the background of the problem as possible must be given to the groups
doing the work. There has besn considerable criticism of procecuremsnt
procedures due in part to the pregent complicated methad of transmitting
information between AFSA and the contractor,? 1

b. The AFSA Executive Group considers that the recammendation for
expansion of research by means of outside research contracts is valid but po:i nus
out that all such contracts require some degree of control, monitoring, and
study of results by highelevel technically competent research personnel in AFSA.
Currently such personnel are very scarce in the Office of Research and Develop-
ment but if the Office of Research is established as a separate entity and its
staff expanded, the number of outside contracts may be increased with fair
assurance of productive results, However, it must be pointed out that the
amount of background information which can properly be given to contractors is
direcily related to the classification of the project,

G, With reference to the criticism of pmmzrema‘nt procedures, which
are said to be due in part to the present ccmplica.ted method of transmitiing
information batween AFSA and the contractor, this is applicable to only one or
two cases, and here again there are factors beyord AFSA's control. If one of
the Services insists on having all such information pass through it on the way
to the contractor or from the contractor to AFSA, there does not seem to be much
AFSA can do about the matter., However, it might be advisable to look into this
phase of contractual relations to ascertain what might be done to simplify or
to facilitate the current procedures.

Uio One last comment of general applicability to thei SCAG recommendation
for a major expansion of the entire effort on Albatross will be made. An
expansicn of the effort msans, in final analysis, more equipment and more
workers. But the quality or compstence of the workers is also very important.
It is the unanimous opinion of the AFSA Executive Group that an extensive
program should be initiated in AFSA without delay to train a large number of
top level amd intermediate~level tschnicians from among its lower-level teche
niciang, This training should take the form of instituting farmal classes,
and the performanece of the student should be duly considered in his or her
future assignments, 1% is deemed necessary to divert scme technicians from
productive asgsigmments to unproductive or study assignments, some for full-time
gtudy for pariods of three to four weeks, others for part-time study for similar
or longer periods., The program should be Agency-wide, covering all technical
fields, including cryptanalysis, traffic analysis, the usage and programming of
analytic machines, eic, The specialties required by every technical branch in
all the Offices and even in the Staff Divisions should be considered under such
a program, which wuld be extensive and important enough to warrant the assign-
ment of a highelevel, fulletime training director to guide and supervise the

courses and the mamner of their conduct, ‘

15, a. In connection with this analysis of the SCAG Repor‘b, the AFS4
Executive Group reviewed a report dated 10 March 1952, prepared by Mr, Kirby,
Chief of AFSA-2l,on the status of work on the October Survéy., The Group studied
the recommendations contained in Mr. Kirby's report since they have a diract
bearing upon the SCAG Report and its recommemdations. As a result of the review
of the Kirby Report, it can be stated, for your information, that the following
steps and actions have been initlated and are in progress:

(1) ATLAS T serial 1 is going on a 2L-shift basis per weeks

(2) The constructicn and delivery of ATIAS I serial 2 is being
expedi ted.

(3) A parallel development for a magnetic drum suitable for
use in SLED will be initiated, if the inquiry nov undor way shows
that SLFD will be considerably delayed by faults in ‘I:he present drum

(L) The research on| | (DERVISH) with sa'.reral
parallel develomments, and the procurement of developmental models of the
sams under a task type coniract are being expanded.

(5)
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* (6) More people aie being assigned to the \
I | ; - —
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b, Certain of the forégoing steps and actions are in line with the
' first and secand formal Recommendations made by SCAG on page 1 of the SCAG Report.
Those steps and actions were initiated in AFSA some time ago and ars progressing
satisfactorily., Therefore, the Executive Group has no further comment to make-
on these SCAG recommendations and no recommendations based upon them are among
those which follow. ‘

16, a. With reference to the third and fourth SCAG reaomenda.tj.om, the
AFSA Executive Group recomemls thats ‘

(1) In regard to the thiwed SCAG recomendation 1 the nature and
extent of the changes in the broad policy of AFSA control which would
arise from the adoption of the SCAG recommendation be studied,

(2) If those changes prove to be imracﬁ.cable or unacceptable,
consideration be given to the establishment in AFSA of the position of
"permanent technical director," to be occupled by an official (military
or civilian) who would be an additional Deputy %o the Director, AFSA and

on a level with the other deputies,

(3) The fourth SCAG recormendation? be a.dopted insofar as concerns
the separation of research firom development,

(4) In connection with this separation, responsibility of the
Chief of the Office of Operations for work in his Office now being done
as %applied research® on Albatross and be transferred to the
Chief of the (proposed) Office of Research, ‘

(9) A highelevel, technically-qualified group be established %o
premre, in collaboration with the proposed AFSA Management contiractor,
a concrete and detailed proposal and plan for the organization and funcu
tions of the Office of Reseaxch,

b, With reference to the fifth SCAG recommendationg the AFSA Execuiive
Group recommends thatbs

(1) The Direector, AFSA request SCAG members for more informtion
as to the imposition of controls over contractors beyond those reguired by
AFSA's current security regulations.

(2) AFsats current clearance standards and policies be studied to
ascertain whether they are inhibiting or hampering AFSA, and if so, %o
recommend changes that shoulé be made therein,

(3) The current procedures in the exchange of information betwsen -
AFSA and conitractors be investigated in order % simply or facilitate such
exchanges,

¢, With reference to certain of the subsidiary comments and recommsnda-
tions in the SCAG Report, the AFSA Executive Group recommends thats

L (3) A Senior Civilian Technical Director should bs appointed, reporting
directly to the Director of AFSA."

2 u(l}) A separate research orgenization should be established, headed by a
Director of Research, The Dirsctor of Research should report in parallel
with the heads of Development and Operations to the Technical Director,
If proposal (3) is adopted, he would report directly to the Senior
Civilian Technical Director,”

& JUL 5.




L Wﬂﬁ@ﬂﬁﬁil) E

—T0D SECRET SURDE—— 18 April 1952

\  MEMORANDUM FOR GENERAL CANINE  Subject: SCAG Report

& A K s A ™ A S W S e PE IR N AP N e Nk W5 @ YR Al e W P W

A

y (1) The statlistios relative to AFSAts losass in trained personncl
be studied in comparisgon with losses in similar organizations, ond their
causes invegtigated,

{2) The current mamner of implementation of AFSA's personnel
policies bo examined vith a view to making improvements therein if found
faulty, or to retommending revising those policies if denmed advisablo.

(3) With a view to raising the ovor-all compeience of the AFSA
organization, amd to improving ths recognition and corpensation of AFSA's
technisal personnel; an cxtensi¥e, Agency-wide instructional progr:—m ué
initiated within AFSA, without delay, to train a large number of topelevel
and intermediatoclevel technieians from among its lower~level techniclans,
by indtituting formal clasges aml by diverting sueh persocnnel from proe
ductive to study dssignmantd for limited peritds of time as may be required
ﬁo Yaise the general level of compekenco of all AFSA teshnicians in ald

fields of inlorsst 46 AFSA.

thj 2o guide and supervise the tfaining program; the posliion &f

Direltor of Training b3 established within the 0ffice of Training, such
a position to be filled by a high-level; full-time teshnician; preferably

with pedagogic experiensd,
;IAH
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