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HEMORANDUM ¥YORs Operational Survey Board

BUBJECT: PMecommendations of the Operationsl Survey Committes, Securlty
Divislon

1. The Operaticnal Survey Board was established for the rurpcse of
condueting a techniocal survey of the operations and activities at Army
Becurity Agency. It was agreed at the first meeting of the Board thet
each Division would first mske its own survey, as a result of which it
would take steps to correct any of the difficulties which were internel
in character and then bring to the attention of the Board thoee which
cannot be internslly correcte’. These latter problems presented Yy the

separste Divisions would then be atudied by the Board with a view towards
_ . seeking mesns of improvement,

2. An Operstional Survey Committee wss appointed wilhin Security -
Pivimion to purvey tte individual branches and tc make any recommendations
resulting from the survey which would indieste directions in which in-
creased efficlency could be obtained, The findinge of thet Committee are
presented herewith for consideration by the Opcretionsl Survey Beard, and
are presented under two separate headingsi those recomnendstions which
relate to problems that are internal and those whieh relete to metiers
beyond the control of Becurity Diviaion,

3. In diecusaing the recommendations nade reperding problems within -
Securlity Division, indication will be given of tre steps already taken or
contemplated to improve the situation,

_ #. Begrgsnigstion of Technieal Staff. The organisation of
SGAS-81, both from a standpoint of divisgion into esctione as well ss per«
ponnel strength, has not been entirely gatisfactory. In some measure, the
organigation hed been btuilt around the existing perscnnel at a time when
increases in strength could not be ocomsidered. During the past twe yearas
the responsibilities of the Branch and ita workload have expanded consid-
erably without any increrss In persemnel. For example, developments along
electronic lines require the lnelusion of corresponding responsibilitles
in the engineering phases of AS-Bl's functions, Theere problems have been
gpprecieted for some time and a proposed reéorganisstion had been submitted
1o AS~80) sbout the time the Uperational Survey Board was estsblished. The
suggested reorganisetion kas since becn approved ty 45-20 and will be im-
plenented as soon as the present ceiling on personnel strength is lifted.
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CSGAS-80 14 Jure 1948
Subject: Recomuendations of the Operational Survey Committes, Security

Division
b. Coordipation between Branches. Several of the tranch chiefs

expressed the opimicn that & need existed for more thorough ecordination
axong the branches of Security Divieion. This need arose from the neces-
sity to clarify portions of the Agency SOP dealing with the detailed
functions and responmibilities for each of the hranches of Security Divie
#ion in those cases when more than one branch was concerned. This matter
will be resclved as follows: In coordinstior with the branch chiefa, the
Office of the Chief, Security Division will review and prepare a proposed
revision of the Arxmy Security Agency SCP In sc far as it concerns Security
Dvision, and further, the Divieion Chief will elarify the Individual
dunties and responsib’ Titles among the several hranche:z in thoge csses where
projects are of mutual interest. On those plamning projecta sssigned to
45«B]1 which require action by other branches, mn improved procedure has
been adopted which ghould clarify the sitvation, AiS-81, in coordination
with the other branches, will prepare a writtem plan for accomplishment of
each project. This plan will specify the acticna to be accomplished Yy
each branch, and will be disceminated hy AS-80 ss a guide to each btranch
with regard to its dutles and responslbilities on the project.

c. Adpinistrsijiop. It has been recomzended that Security Pivi-
: slon conduct an internal edministrative survey in an attempt to improve
= "<~ the efficlency of mail hendling, correspondence and filing and to deter-
Bl Hine the relative merits of such items as a central ecorrespondence unit
Yersud Séparate twanch correspondence umita snd central files versus
3 individual branch files. This matier is being coneldered by the Office
‘ ~%f the Chief, Security Pivision. 4 detailed re-exmmination of these
3 sitfers wlll bts conducted Yy the Bxecutive of Security Division.

'i: SR ;g%ﬁhggzzﬁiggx. At the rresent tima the Cipbony-ﬁlfui&ﬁﬁfi —
af IS-83 requires that the analysts employed in this Unit be engineers,
- T% fs feit that it 1s unnecessary to have an engineer in order to evalu-
ale, froz a cryptosecurity etandpoint, ciphony-cifax mecheniema. &rrange-
—— JmEts are belng made to have the engineering considerations of such
- #fipuents delernined ty the engine v of 45-81 end to embrace in the
IS position descriptions of the Ciphony-Cifex Unit, A2-83, enly the crypto-
gsectiXity considerations.

‘h. Eefors elaborating on the 1ecommendations dealing with matters
beyond the contrel of Becurlity Division, & brief statement of explanation
geemd vdvisatle. In the instructions to the Coumittee by the Chief of
the Division, menbers were asked to investigate all pcesible means of
{mproving performance and to make recommendations independently of con-
#ideraiions of feasihility. In otter words, assuming complete freedom of
#6tion, what changes should be made within or cutside of the Aray Security
dgency to provide optimum results fron a national etandpoint. This basis
hag aleo been adopled by Security Division in its recommendatione. There-
fore, even though certain of these recomzendatione are difficult of
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CSGAS-80 1/ June 1948
Enbject: Reccmmendations of the Operational Survey Committee, Security
Division

achievement, they are considered by Security Division to be of wvalue, and
1t ia recommended thaet they be established asg goale to be atriven for in
long~range planning.

a. Iptepration. It is considered that communications intelld-
gence and security could most efficiently be vested in a single agency
for the Department of Hationsl Defense. This subject has been treated
“independently and in considerable detail irn a atudy submitted bty AS~81
Hlong with a proposed means of achieving such a common-service organiza-
tion, This study ie inclosed ms Tab A,

.. ..t. be Relationship of Division with ASA Staff. It is generally

X -agreed by many of the key personnel in Security Division that there still

P .Fxists a need for clarification, and poesible redefinition, of Staff's

e Tunctions and position in the Agency. 4lthough various discussions have

o indleated that the theoretical responsibilities of &taff are generally

- - gppreciated and sgreed to, frequent cccasions arise when interpretation

- Bf the S0P Ny Staff officerg does mot sgree with the interpretation that

.: “wWould be given by the Divieion Chiefs, Occasionally these differences

. o interpretation result In gperational sciion belng cerried out hy Staff

NE *“Fontrary to the recommendations of operating personnel or, at any rate,

. without complete information snd concurrence of the responsible personnel
“Within the Division. Two proposed solutions are recommended in Tab B.

c. Pyblicity. It is the feeling of Security Division that the
Army Security Agency is hampered in the efficlency of 1ts operatlons
because of the fact that olher organisations within the Army and within
the other military services are not completely aware of the functionsa
-and responsibilities of the Army Security Agency. It ia consldered par-
ticularly important that this Agency's functions and responsibilities in
the field of communications security be trought to the attention of the
various drmy commands and organizations, since Security Mvision's re-
sponsibilities are baged primarily on the fact that 1t is s service in
-the communications security field, and its decisions heve such a far-
réaching, Army-wide effect. It 1s recommended that the publication of
an Aramy regulation setting forth the duties and responsibilitles of this
Agency be expedited. 1t ie further recommended thet the Army Securilty
dgency consider the establishment of a Public Belations Section to pub-

r llcize, not only within the military services, but also within federal

: agrRilitary agencies, the existence, functions aud responeibilities of
Ythe hrmy Security Agency, emphasizing particularly how the Army Security

* ‘Agency may aid in the sclution of communications security problems. It

is further recommended that the Army Securlty Agency increase the liaiegon
Wy Agency techmielans with other military and nommilitary asgencies and
with commerclal organizations po that the research and development pro~
gram of this Agency may be guided by the trends of research and develop-
ment in military and nonmilitary communicstlions and allied fields.
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Subjeot: Recommendations of the Operational Survey Committee, Securily

Diviglon

d. Rgperve Componente. It is recommended that this Agency
initiate a program for effecting closer personal contact and better re~
lationghips with members of the 45 Reserve and ex~members of the Agency,
both military and civilian, and that current files be kept on these
pereonnel to aseist in sugmenting this Agency in the event of &n emer-
genoy. It is recommended further that consideration be given to adoption
of m procedure which will result in keeping all 45 Reserve officers in a
eryplographically cleared status. Upon recall to active duty this would
permit the immediate sssignmeni of such officers to positions in the army

Becurily Agency wlthout the necessit, of long delays while awalting crypto=
graphic clearances.

s, Sudget. It is recommended that an effort be made to remove
or alleviate the restrictions placed on the Army Securlity dgency by vn-
certainties in persoonel and materiel budgeis, wanpower sllocations and
eritical grade assignments. It seems lncomnsistent tc heve little rela-
tlonship exist between the &mount of money obtalned for the payment of
palaries of pergonnel in the Agency and the total number of persomnel
permitted thls Agency by the War Manpower Boerd., Further, it is felt
that the critieal grade limitation on this Agency has resulted 4in the
loss of many excellent technicians, with resultant loss in over-sll ef-

ficiency, and 1t 13 urged that all effort be made to remove this limi-
tation.

f. Supply. The long delsye in procurement of crypto-end items,
spare parts and variocus materlala for the operation of Security Division
have caused some reduction in the Division's operational efficiency.
Comezents, and recommendations with regard to improvement of this situa-
tion, are belng withheld at present since a revimed procedure for pro-
curepent of equipment for ASA (P&D Memo No. 41-20-2, OCSigC, 17 May 48)
has been recenily introdnced. I% is hoped that the adopted procedures
will improve the supply eituatlon. It ie recommended, however, that an
effort be made to improve the procedures for obtaining adequate office
equipnent and items of office supplies arxd the procedures for obtaining
prompt repair or replacement of worn equipment.

g, _ceurity Monitoring. The plamning of security monitoring
uissions and the utilisaticn of security monitoring facilitles hy Secu-
rity Divieion is hampered by the uncertain status of operator availe-
bility and lack of adequate equipment for monitoring radic teletype
circults. It is recommended that a percentasge of the radic operators
(M0S 799) graduated from each class at Vint Hill Farms Schocl be allo-
cated to gecurity monitoring asslgnments. It is further recommended
that the Army Securlty Agency initlate a project to develop a standard

radio teletype recelving unii for use by field organizations operating
nnder & T/0 & B,
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Bubject: %;com§cndaiionu of the Operationsl Survey Commitiee, Becurlly
vision

h. Eainiensnce. It im recommended by Security Division that
the other operational divisions who initimte projects which involve local
installation of teletypewriter equipment consider in their planning for
thiz teletypewriter equipment the responsibilities of CSGAS«E5 for the
niintenance of thie equipment and the supply of apare parts therefor., It
is recommended that CSGAS-85 be advised of such projects while they are
#till in the planning phase so that the necessary malntenance and spare
pérts may be procured. Security Division intends to submit to Staff,
Army Security Agency a proposed memorandum on this subject with a request
that it be published for the information of all concerned.

i, xr nd . It is felt by Security Division that unnec-
esgiYy, and in some cases sericune delay, has occurred in correspondence
forwarded to Staff, ASA in draft form, where Staff's sole responsibility
iz to review the correspondence and forward it in final form. Specific
sxanples can be quoted if desived.

J. Zrepsportation. Maintenanoce Branch requires frequent usage
of a truck in handling of large quantities of crypto-equipment and sup~
plies. During the past few montha, this transportation has been required
nearly every day. In only a few inatances has this transportation been
avéllable from the motor pool, and movement of equipment hes been accom~
plished o Yy prevailing upon sither the Post Engineers or Supply Branch
to permit AS-85 to utilixe their trucks during idle pericds. Further, in
virtually all cases where local smergency maintenance calls have been an-
swered, the 45-85 personnel have been required to utilize their om ve-
hiclen, becmuse the motor pcol has reported "no transportation available.*
It is believed that a lmok of motor pool drivers is largely the cause of
this lack of official trsnsportation.

ke Horple. A2 & genersl comment, it 1s felt by Security Divi-
slon that there are a number of petty anncyances which have their effect
on the morale and efficlency of the Division personnel. It is not under-
wtcod why sn agency the size of the Army Security Agency cannot have
gleaner offices, clean windows and Venetian hlinds, adequate window
screening, better ocontrol of the heating of the tuilding, an adequate
nunmber cf locking files cabinets for alassified material, paper bags for
disposal of classified waate paper, eate.

£ Inols H. L. CLARK
1. Tab A Acting Chief, Security Division
29_ Tab B
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