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-Signal Securlty Agency, Washington 25, D. C., 27 June 1945

TO: Commanding Officer
Signal Security Agency

1. The Chief of the Intelligence Division does not

. concur in the recommendation for the appointment of an
individual as coordinator of the Japanese Army Problem.
His views are that the Japanese Army Coordinating Committee
adequately performs this function now, and that it would
be unnecessary to supplement thelr declsions by establishing .
this new office, even though this appolintment would not
necessarily mean an additional individual, but would be .
naming,an existing executive to act in this capacity.u

2. Furthermore, the Chief of the Intelligence Division
believes that this coordinator should not properly report
to him because of the fact that other branches outside of
the Intelligence Division are represented on the Japanese
Army Coordinating Committee.

3. In Recommendations 3, 4 and 5, the Chief of the
Intelligence Division concurs. ‘

/s/ James H. Frier, Jr.
JAMES H. FRIER, JR.
‘Ma jor, .Signal Corps
Control Offlcer

SPSIS-1 (26 June 1945) , 24 Ind -
Signal Security Agency, Washington 25, D. C., 2 July 1945

TO: Chief, Intelligence Division
Signal Security Agency

1. The recommendation made in the basic study that a
coordinator of the Japanese Army Problem be appointed requires
most careful consideration. While the existing JAC Committee
has been very effective in coordinating certain aspects of the
problem, there is evidence to indicate that a full-time
coordinator working under your direction would servilse a-
useful purpose ln handling matters which a committee cannot by
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its very nature properly deal with.

2., Your detailed comments on the recommendations
contained in the basic sfudy are requested.

/s/ W. Prestod Corderman

14 Inels ' W. PRESTON CORDERMAN
n/c .Brigadier General, USA
Commanding
COPY L//
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8ignal Security Agency, Wasaligton Z5, D. d.,ﬂ 28 July 1945
T0: Comnanding General, Signal Security A;ency

l. 7The recommendatioas subaitted &s a reamit of the Control Study
of the Japanese Army problem can . enerally be separated intc two groups, -
those dealin, with the aggointment of a Ja,.anese Argy Coordinvtor, aud
all other recoussendatioas. I do aot concur ia tne appoiatueut of a
Ja anese Aray Coordinator as described ian tue study end wil. discuss tuls
patter ia furtuer deteil later. The other recoaneadations are believed
quite sound. They wiii be discussed in detaii first.

2. Hecomzendation 3 bas iu fuet been in effect siiice the undersijued
was placed in charge of tie Intelligence Division. No research tasks
involving the expenditure of funda or the ailocution ol s slzeable
group of personael have been undertuken without the knowliedge and approval
of the Chief, intelligence Division. Research is such ea integral purt
of cry tanaiysis and truffic snalysis that to impose any broad curbs would
destroy initistive. No ourb is tlherefore applied except where funds or
resssignaent o 2 sizeable groug of people is iavolved. It is reco wended
that this policy continue in effect.

3. The preseant admmnistretive orgenization of the intelligence Division
has nos been in eflect eieven moaths. 1 concur in Recommeadation 4 thut no
changes are indicated at the . reseat tiue.

4e BSteps wiii be taken to compiy with Hecommendation 5. The valiue of
work measurement stuaies in assessing tne relative value of employees is
apprecisted. uore work can be accomplisned with fewer ueoyre if aii meet
& ainimun stendard of production. Work measurement should perait tas proapt
weediag out ol those aslassignea or yatit eaployees who are dragging produce
tion levels ddmn. I concur ia the ophion of tne Coatrol Orficer that with
fow exceptions work measuresest s rds eaa be deterained rfor the routine
operations of the Intelligence Division und action toward that esd wi.i be
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taken,

5 The reamrining recoazaenaztioas, i, 2 snd 6, are a.i coacerzed with
tue apsoliatryent of a Japanese army Coordinntor. Siuce tus inausaration
of tre Japansse Aray Coordinating Co.:.ilttee, 9 Ocuover i%44, the Crief of
toe Inteilagsnce Divisiou, ag Cnairasi oi tae Comnittee, Las periorzed
tue functiona ol a "Japanese Arny Coordi.ator®, The seéd, therelire,
for the appolatment oi an acditio.si otricer, with possibly a stary of
accvistants, to assist the Chief, inte.ligeuce Division in perfurmiug tois
function degends on whetner (1) there .s o pronounced lack o.' coordinstion |
in the existiag oper-tionas structure, or (2) tae Chiei, Interiigence \
Divicion is unabie to cerfora tn.us sunctisu witbout further aid, '

6. Viith regard to the first of Lne above [reiises, I deriaite.y :

do not agres tuat there is a pronouaced lach ol coordiaution in our greseut 3
ogerationa. etructure. I1ue work of tue Control Cousittee auriay their N
stuay of tue o eruting sectlous wus .aost he.pfus iu briagiug to Lue
etteation of sectioca chiels severz. .alucr cuses ol work du .le:tiou or u
waste .aollon whichk were corrected ca ine spot.e 4 resurvey oi operations

in Lue sawe aeaner on ui aanua. busis wowd be mess wortl the tiwe ac each
such survey woula resw.t ia aany luproveseante Leing sdopted. Tie existouce

£ apjor cases of work Qu.i.catioun or waste aotica, however, ls 1aprobabie

if not im.osiible due, il for nu otlier reaus.n, to tue faet tnit wost of

our o.erating sections are undercstalfed, -re continuuiiy strugliag witn
mouatlag backlogs, snd cre forced by aecessity to reetrict trneir operations
to the bare essentieis, bavicg nu ti @ for ".uxury® projects or other
eabeliisheeats ia whick would be found aoet ul the uncoordinated aad
du.iie:ted activities,

7« It is desirable at this poiant 1o exmulae loto the exteant to wh.ch :e
shouid 1,0 to erininete every instaace or du licution withia our o.eration.
The problexs or produciLig laoteilige.ce ITom Ja,Auese Ardy cuaauwlic.ticas is
strictiy & war-time groject. It ls & project in whicn specd iz the .rinmary
coansiderstion, -~ more ia.ortaut eveu Lhan efflicieacy i.. whish speeq is ocaly
one of maay fuctors cosfining to .aeasure tue ratuio o. output to ia.ut. If
the Ja anese Aray project were bLe.ia. coaducted for prolit ac a coauwercial
eaterprige, or il it were a iony ter. poveraweat setivity iu which scoaoxy
is a ms .1 factor, we suouid e..ead every possib.e effort to eliminute ail
ol the unnecese.ry. BSut since gpeed i .rimiry, wod speed siwiys eatalis
waste to soze degree, we aust perait certain duplication ol f{iles, the use
in tihe roduction iine of mure copies tuen are absolutely necessary,
indepeadeut auproacnea to _robieas frou nore tacn e side, wad 2uny otuer
inerficieat practices tae erimis..tion ol whiok mipht adversely all'ecl our

- objective oi' yroduclay tne largest quaantity of intesiipence is tue shortest
peseibie tine., 4t is ay studied o.1uion thet we shouid nct exert streauous
efforts to elislaate ail truces of anerriclency but shouid be conatuatay
on the alert tc cut out or avdily aay .rocedure which deiayg the .ruduction
ol iantesiiygeace.

8. W.th regard to the second ureaite or ,ara;ra;l 5, Lhat the Cnlef
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Inteiligehce Division is uneble to perform hie funstiow of coordinating

Ja, anese Army procedures witnout additional »id, tue uadersigned is perhaps
not coapetent to render aa opision, The following twu facts, however,

can be offered. '

1a. It 1s estinated that from 658 to 708 of tue time of the

Coief, Inte.ilgence Divipion is devoted to probiems arisiag out of Jupsnese
imy operstions, & large part of this tise is speat b, the Chief,
ntelliience Division in contactlag personally not ouly Branch Chieirs

&nd otners of the 4ntelligence Division but simiiar personnel in the
Operatin; Bervices Division and representativeSof dI8. This amouat of
time shouid suffice to coordinate properly any mejor aperationai prebiens
thst arige. Dirsdt contact between gli ths brancnes coacerued is coa-
tinuously in effect. Tue appolntuent of a Jajaness Aramy Coordingior wousd
not matsrially reduce the asouut of tige which the Chiet, Inteliigence
Division shouid devote to the Japanese Army probieu.

be The Japanese Aray Coordlaating Coamittee throwui. tue aeaium
of its weekiy zesctings ssrves to mir thoroughly a.l probiess confruating
esch of tue branches in perforasing its own suare of the work, Biuce tus
coanittee is nade up of reapo.sible erecutives, direct action oau be and
is taken on problems affecting asore tnan on breuch. Mo izore effective wey
of dealiang with such probleas is kaown.

9+ %t is reconasnded that paragraphs 3, 4, sud 5 uauer RECQ. :LALAYION
in the inclosed report be approved, ana that ueragrapns 1, 2 aud o be aut
favorably considered.

HAROLD Go HAYES
Colonel, &ignal Coros
Chief, fntelngonce Division



