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3 June 1954

MEMORANTRM

I this exhibit is to accompauy the reply to General Erskine, 1 strongly
recomnr revision of Bections I and II s indicsted below.

fection I ia most unbecomingly yphresed. It sxplicitly damas the
ous sdninistrstion (ef AYBA) and 4eliberately pata the present
or (vho is spesking in the first perscn) on the back. While
t» statements my be quite trus, I feel that the contrasts between
sdninistrations should at vorst be implied rether than pointed out,
94 st best ahould Le inferred from the atraight facts, with no
dmplientions.

Section II as currently written does not support the policy
statanints contained 1w subparagraph of the dyaft letter. It

eonld vell be replaced by a siaple of the four charts C-1
through C-b.

J. 8. HOLTWICK
Captain, US Navy

A CusuRE 1
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IROWNELYL. COMMITTEE REPORT X

P 1-113

"he Comnittes can sdvise without qualification thet communicatinns
intelligence has been in the past, and still is, of vital importance to the
Government. There was a tendency on the part of certain vitnesses from the
three Services to exphasize that its primery importance is ‘military', and
that the primary justification for our great COMINT effort should be to
furnish the three Services with intelligence vhich is necessary in connsction
wWith the conduot of a var and in to meet attack if & war starts. When
ons aonfiders the feet that in the past most of the specacular examples of
its success buve been directly connected with our amilitary sffert, this view
is not surprising. On the ot hand, there is no question in the Conmities's
mind that at this stage of our cauntry's history sommmicaticns intelligence
is also of primaxy importance to the successful operstions of certain of the
sivilian sgencien, particularly the State Departmsnt, the Centrsl Intelligence
Agency and the Federsl Buresu of Investigation. These civilian agencies today
play & vital part in the matioml security of the United States, and it is
m&u&t %o us that COMINT bas an essential part in our sntire effort to protect

t security and not only in that laxge part of the effort which ia the et Yerpon«
#5011ty of the Mtlitary Services. This principls should govern eur COMINT
organisation to a greater extent in the futwre than 4t hms in the past.

"Information obiained through COMINT is of iaportance in a nunber of
Wys, but it 1is not too much of an oversiwplifieation te divide tte importance
into two main categories. The fivst of these relates to the direct mupport of
P sllitary units in the field through commmicetions intelligence portaining
to ordar-or-battle, movemsnts of the ensmy, snemy plans and imtentions, and so
forth. The second includes the lowger-range military imformation, and intel-

nvee relating to diplomatic, politicsl, sconomic and seientific mmtters.
wh the two interlock, the former is ungquesti ly of primexry importance
to the Bervices and is indispensedls to tham. atter is of importapnce to
$he Saprvices and the aivilian agencies aliks. tvo-0ld charscteristic of
the finished product is the source of cne of the Aifficulties in the organisation
¢f 3 central compunications intelligence effort. The 4ifficulty is compounded
by the fact that, although it is possible to separate to the extent indicsted the
use of the fintshed product, it is not st all possible to segregate to an equal
xtent the functions of collecting and processing the material which is the
aource of the informiion. Bome informstion {n the first category ean be
Wtained directly at & forward intercept station. Other such information, very
priébably of sven greater isportance, can be chtained amly by compiling at
A¥EA 1ipelf a1l the bits and pileces derived from all COMINT sources, svd by
USing the conmplicated cxyptanalytic mechinery locuted at APRA. This is bub
ana of the factors $hat lemds us to the conclusion that COMINT is » naticnal re-
sponitvility (as distinct from the responsidility of any pearticular Service, de-
partmant or sgency) and that as & conseguance the sctivity must be so munaged
Ad crganized aa to exploit all available intelligence rwsources in the partiai-
phting departeents and sagencies im ordsxr to obtain the cptimm results for
*&chk and for the Goveruwment sa & whole."
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“Below tha directorate level, seniocr positions should be filled by individ-
weis, vhether officer ar eivilian, vho have & career imterest in the field of
copminications intelligence. We 4o not delieve that thase positions should
Yo linited to civilians, because we srs impressed by the testimomy given by
wany vitnssses a8 to the importance of familiarizing the Bervice orgsni-
sations in the field with AFEA organization and operations by rotating efficers
from AFSA into field positions and than back again. Also, the long experience
of several Navy officers is one of the great assets of the sctivity today. On
the other hand, it would be & mjor mistake to limit the senior positions to
ofPieers, because it is of the greatest importauce to sencoursge civiliaps ta

. 189

" de sre mirs concernad over the faoct that the present top level control
g AMBA is in a three-haaded group, each menber of which often has in mind
the intavests of his own Service, than by tbe fact that the group is miditary.
Although 4t is our opinion that the 1949 experimant whereby AFSA wes placed

upder the Joint Chiefs of Staff ahould de terminated, we would not adopt tha

on up by some vitnesses that, following the British precedent, it
lsced directly under e civilisn agency, such as the Central Intelll-
reach this conelusion not mo mush on the theory that the
mors izportant to the Services than to the eivilian sgenciss
) the Services practisally the sole collsctors and trans-
v intercepted waterial, and (2) the product is used to s0
fyportant an extent in eoshat activities in $ime of war as to dictate the desir-
command through established dsfanse cbannels.
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“Grester civilianimation, according 1o BCAD, is sbsclutely necessary in
thet byanch ¢f APAA which 4s eharged with the sonduct of technical research.
Many seientisis and mathemsticlans in recent ysars have felt the sppeal of
the Importance and mystery of the OOMINT effort, only to 4rav awey upon
developing closer eontact because they have felt it impossibls or frustrating
{vhether rightly or wrongly mikes little difference) to work within the mili-
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PARAPERASED EXTRACTS FROM A PAPER
by the BON. H. STRUVE BERSELX

(Bubstitutions in the original article indicated by canceliation of eriginal werd(s),
anderlining of md(lgrlublutmd

The fundamenta) priveiples, which must be identified and appreciated defare
any start can be mads on the organization chart, sxe:

(1) cividtan Military contrel may be of two kinds ~- sctive or passive --
and each kind requires an entirely different type of crganisationsl structure.

{(2) Military decisions cannot be separated Iyom eivilisn decisions.

XX

Under the passive concept, vhile eividians gilitery officers do hold the
highest positions and "influence,” the miiftery civilians really control.

A Taw sivilians cfficers at the top have the power to decide; they cutrank all
stidvary-effieers eivilians and can, if they so desirve, taks commnd. But it

is doemed irrelevant whether they sctuslly do decide as long as the eiviliex
Sllitary sigoature is the finel md. Bince thwse efvilians yilitary officers
are fore interested to know what has been decided than to bave the data needed
to mke dscisions, the fact that all the information they receive comes through
& 3ingle miditary givilian chancel makes no difference.

Buch a systen cannot work without s miiitery civilian chief to sit in the
oenter of the web -- imoediately belov the sivilians militery dut above all the
others. Threugh this single military-esmmandsy civilian head all information
passes wp and all stlers pass dovn. The mititary civilian chief must and
does "run” the Aspartmext agency. The ekviiian-Sewretories tgp military officers
&r® thus ware like s board of directors than top executives.

»aa

(n the other hand, the active comcept is that, if they really wish to

gomtrol, edvidians the military must participate actively in the daily business

of the deparémentd ggency. They mwti bave not ¢nly the power to decide but slso
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the sbility %o decide indepeniently and intelligently -- that is, on ‘the basis

of thoroughly informed judgment. There is xo place udlder this concept for a
single wilitary-ssmmasder civilisn chief with power to “run” the departmsnts ggency.
The ehviiian-Sesyetary wilitayy Director does the "running,” snd any milivery
givilian heed i only one of several top advisers and comsultants.

»En

1% &s readily spparest vhy a d1ce must be malde between these two eoncepts

of ebvidian ailitary comtrol. They are miles spart in philoscphy, principle, and
implamentation. They demand quite different types of perseroel in the key
positions. ... Avd Just as eividian military eontrol camnct be part active and
part passive, orghnizations must follow enn pattern or the cther.
LR R

«es thare $ti1l) remmins a forcefiil bedy &f thought in favor of the passive
¢ontept. It is & vorkable spproach ~~ ar at lsast it bas worked in the past.
It offers an antidote for the weak-eivilisn-Seerstary inexperienced military
Dixector. It also offers soms cure for the lack of sontimuity in office of
the ebvilians military. Tt bas conpiderable appesl to mmoy in the career akitbary

¢ivi) servics.

L

Not only is there much wore to war the eryptolopic business than any single
specialist akill; it is alwo elear that all the pecessary specialised knovlsdgs

a0 sxperience must be blanded into & single decisien by "generalista” yather
then by "specialists.” And the sxpressicns of specialist opinion wust flow to
the geralists uninpedsd by any siitsary ¢ivilian ar ather specialist filters.
The favoarite justificaticn for huaving a specialist as top executive is
the assumption that, unless he has s "pearsonal wealth of milisery exyptologie
siperisnce” apd "eontinuity of office,” a person will not be capeble of inter-

préting wervime COMINT situstions or of making the proper decislons. Yet
2
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ccaycial and industrisl experisnce has indicated thet 1t is faxr more ssatisfactory
for the top sxecutive to be & gexeralist.
T ER

Men with a “personal wealth of middtery cryptologic experience” are in
the main specialists. While thare are uéojstim, specialists do not normally
davelop into genexalists. This corment is not pointed solely at midtsary-men
fivilien cryptologic techniciers. Accountants and lavyers sre also speclalists
¥ho as & rule make poor top executives, the exceptions being so faw that they prove
ihs rule. Awrthermore, smiidtary-mem civiliap technicians are seldon develcped
for gver-all executive direction; rather, promotion to iop miidtary-renk civil
sopvice grade often depends on proficiency n a well-defined special field,

Thare is such & professiopal es an "executive gensralist.™ This type of
b is far nore effective in th wp executive position than is the specialist

because he not only develops are objective gqualities ofmind but also has more
#%x11) in weighing diverse factors and coming to a conclusion om the basis of the
several specialist points of view. The generalist can and should be appointed
to the top executive position. He will usually be found in eiviiian-iife gponc

Siiisery 1ine officexs.




