
 

 

OFFICIAL 

 

GCHQ 
 

For further details of GCHQ history please go to: 

www.gchq.gov.uk 

 

This document is published on the website with the kind 

permission of GCHQ. 

 

This publication has been produced in memory of 255 
British servicemen who lost their lives during the Falklands 
Conflict 1982. Written by a member of GCHQ with kind 
assistance from Chris Wreford-Brown, CO HMS Conqueror. 

 
 

OFFICIAL This information may be exempt under the 
Freedom of Information Act 2000 (FOIA) and may be 

exempt under other UK information legislation. 
Refer any FOIA queries to the originating 

department. 

 

 

 

  

http://www.gchq.gov.uk/


 

Page 2 
OFFICIAL 

OFFICIAL 

  

 



 

Page 3 
OFFICIAL 

OFFICIAL 

  

  



 

Page 4 
OFFICIAL 

OFFICIAL 

  

CONTENTS 

 

 

 

FORWARD         4 

PRELUDE         5 

INVASION         6 

REACTION TO INVASION        19 

UK GOVERNMENT COMES UNDER PRESSURE     22 

SIGINT SUPPORT TO THE TASK FORCE      24 

CINC FLEET INTELLIGENCE REQUIREMENTS      29 

RULES OF ENGAGEMENT (ROE) FOR SHIP-SUBMERSIBLE NUCLEAR (SSNs)  33 

SANTA FE INCIDENT        35 

SIGNALS INTELLIGENCE & SPECIAL TASK DETACHMENTS     37 

SIGINT SERVICE TO 22 SAS HEREFORD       42 

THE ARGENTINE NAVY        43 

ARGENTINE TASK FORCE 79.0       44 

THE MM-38 EXOCET THREAT       51 

KEY INTELLIGENCE ς THE ARGENTINE BATTLE PLAN     53 

THREAT POSED BY THE ARGENTINE CARRIER  EXPOSED    61 

SEEK CHANGE TO ROE TO PERMIT SSNs ATTACK ARGENTINE CARRIER   69 

PERMISSION GRANTED         70 

FCO DRAFT STATEMENT FOLLOWING ANTICIPATED ATTACK AGAINST THE CARRIER  73 

SEQUENCE OF EVENTS 1 & 2 MAY - ARGENTINE ATTACK PLAN     77 

THE NEED TO CHANGE THE ROEs TO ATTACK TG 79.3 OUTSIDE THE TEZ    79 

SIGNIFICANCE OF BURDWOOD BANK      80 

WOODWARD EXCEEDS HIS AUTHORITY      80 

THE MEETING AT CHEQUERS / CHANGE TO ROE APPROVED    83 

ATTACK BY HMS CONQUEROR       83 

COMMANDING OFFICER CONCLUSIONS      93 

SELECTING THE MK VIII MOD 4 TORPEDO      96 

COMMUNICATING TO A SUBMARINE      97 

DIPLOMATIC MESSAGES        100 

CHIEFS OF STAFF COMMITTEE NOTES      105 

TRACKING OF TG 79.1 AND TG 79.4       110 

TRACKING OF TG 79.3        111 

LEGAL SITUATION        112 

AFTERMATH         113 

MEDIA THREAT TO INTELLIGENCE       114 

SIGINT CONFIRMS BRITISH DOMINANCE; LAND, SEA AND AIR     117 

CONTROVERSY         127 

EXTRACT FROM MARGARET THATCHER DIARIES      128 

THE FALKLAND ISLANDS REVIEW (ΨTHE FRANKS REPORTΩ)     130 

THE HUNT CONTINUES        132 

CONQUEROR RETURNS        132 

GLOSSARY         134 

BIBLIOGRAPHY         135 

IN MEMORY         136 

 



 

Page 5 
OFFICIAL 

OFFICIAL 

  

FORWARD  

 

The sinking of the Argentinian cruiser General Belgrano was one of the defining and most 

controversial actions of the Falklands War. 

 

Having read numerous books and articles on the conflict I am not aware of any other 

ǇǳōƭƛŎŀǘƛƻƴ ǿƛǘƘ ǎƻ ƳǳŎƘ ŎƻƴŎŜƴǘǊŀǘŜŘ ΨtǊƛƳŀǊȅ {ƻǳǊŎŜΩ signals intelligence and post-event 

diplomatic correspondence. By carefully curating original signal transcripts and diplomatic 

messages, this book sheds light on the complex interplay between intelligence gathering 

and command choices, revealing just how pivotal these information flows were in steering 

the course of events. 

 

Much of this is new material not released before. It enables the reader to understand what 

our military leaders were basing their decisions on and illustrates the value of the 

intelligence support to Op CORPORATE. 

 

 
 

Admiral the Rt Hon Lord West of Spithead GCB DSC PC 

 

Lord West commanded HMS Ardent in the Falklands crisis where she was sunk in Falkland 

Sound on 21 May 1982. West was the last to leave the sinking ship and was subsequently 

awarded the Distinguished Service Cross for his leadership.  

 

In October 1997 he served as Chief of Defence Intelligence (CDI), becoming a full admiral 

in in November 2000. 
 

West was appointed as First Sea Lord (1SL) and Chief of the Naval Staff in September 2002 

and subsequently First and Principal Naval Aide-de-Camp to the Queen. 
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PRELUDE 

 
FƻǊ !ǊƎŜƴǘƛƴŀΣ ƛǘ ǎŜŜƳŜŘ ǘƘŀǘ .ǊƛǘŀƛƴΩǎ ŎƻƳƳƛǘƳŜƴǘ ǘƻ ǘƘŜ CŀƭƪƭŀƴŘǎ ǿŀǎ ǿŜŀƪŜƴƛƴƎΦ Lƴ мфтс 
the Argentines had established a military base on Southern Thule in the South Sandwich 
Islands which Britain owned. Operation JOURNEYMAN was ordered by the then Prime 
Minister James Callaghan which saw the deployment of frigates HMS Phoebe and Alacrity 
and nuclear powered SSN submarine HMS Dreadnought. Despite the Argentines becoming 
aware of the taskforce, their forces remained on Thule and Callaghan decided against the 
use of force to evict. Classified documents relating to Operation JOURNEYMAN were 
released in 2005.  
 
In June 1981, Sir John Nott (Secretary of State for Defence) presented a defence review to 
Parliament. He proposed significant cuts to the Royal Navy, including the scrapping of the 
Antarctic patrol ship HMS Endurance, and the withdrawal of major vessels including two 
aircraft carriers. The risk of an out-of-area amphibious operation was considered extremely 
unlikely. Argentina understandably interpreted the British interest in maintaining a presence 
in the South Atlantic as minimal. 
 
The Falklands invasion by Argentina in 1982 caught almost everyone in the intelligence 
community by surprise, and GCHQ was not an exception to this. In common with other 
intelligence agencies, the Department is guided by priorities laid down by Whitehall. There 
were several Joint Intelligence Committee assessments over the years and, despite tensions 
rising, the last assessment, dated February 1981, placed the islands on a par with other 
British dependencies. Intelligence support reflected these priorities. 
 
The arrival of a group of Argentine scrap metal merchants headed by Constantino Davidoff 

on the island of South Georgia, on 19 March 1982, was the catalyst in provoking the 

Falklands conflict. Davidoff was the owner of a company contracted to dismantle a whaling 

station on the British-owned island. A simple business deal that promised to make him a lot 

of money, and with the raising of the Argentine flag was easily interpreted as an advance 

party of an invasion of South Georgia. The 39 scrap metal workers were detained. Argentina 

sent troops to rescue them, and while they were about it, invaded the Falkland Islands, 

instigating a conflict in which Sigint was to play a vital enabling role to inform decisions 

leading to an eventual British victory. 

The Argentine claim to the Falkland Islands is long standing. The perception created by the 
impending UK Defence cuts, especially the planned withdrawal of HMS Endurance and sale 
of HMS Invincible to Australia, was that the UK would not/could not defend the islands. In 
that sense, the conflict came a year early for Argentina but was instigated as a diversion to 
public attention due to the unpopularity of the military junta Government. As reflected in 
ǘƘŜ D/Iv ŎƭŀǎǎƛŦƛŜŘ ƘƛǎǘƻǊȅ ƻŦ ǘƘŜ ŎƻƴŦƭƛŎǘΣ ǘƘŜǊŜΩǎ ƴƻǘƘƛƴƎ ƭƛƪŜ ŀ ǎǳŎŎŜǎǎŦǳƭ ŦƻǊŜƛƎƴ 
adventure to divert attention away from an awkward domestic difficulty. Thus, it was 
unlikely that an invasion date of the Falkland Islands had been decided when the scrap 
metal merchants landed on South Georgia and raised the Argentine flag. 
The date of the invasion (Operation ROSARIO), on 2 April, may well have been hastened by a 
series of anti-Government demonstrations which took place in towns throughout Argentina 
on 30 March. 
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INVASION 
 

 
Fig 1 
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Fig 2 

 
Telegram by Governor Rex Hunt to the Foreign and Commonwealth Office (FCO) reporting the illegal 

landing at South Georgia 
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22 March, the Director of Naval Operations summarised the events as a loose minute for 
the heads of the Navy. 
 

 
Fig 3 
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Fig 4 
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Fig 5: Director of Naval Operations Summary of Events 

 
News of the landings had been transmitted back to the UK by HMS Endurance, but the 
significance was not fully appreciated by the UK, requiring an explanatory signal from the 
ship to put matters into perspective.  HMS Endurance left Port Stanley on 21 March with an 
initial heading of South Georgia. Unbeknown, the ship was under the observation of the 
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Argentines who strengthened their presence around the Falklands with two destroyers from 
the mainland.  
 

 
Fig 6: Capt Nick Barker, CO HMS Endurance, explanatory alarm signal to the Ministry of Defence   
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A decrypted signal dated 28 March was one of the earliest indications that an Argentine 

invasion was imminent.  

 
 

 
Fig 7 
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Fig 8 

 

The signal was shown to Margaret Thatcher at 1830 on 31 March in the House of Commons. The San 

Felipe Lighthouse is located on the northern coast of South Georgia, near the entrance to 

Cumberland Bay, serving as a navigational aid. 
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As captain of HMS Endurance from 1980, Nick Barker launched a relentless campaign 

against the decision of the then Defence Secretary, John Nott, to scrap Endurance with 

other vessels in the 1981 defence cuts. Barker jeopardised his own outstanding career by 

challenging senior admirals, officials, ministers and even Margaret Thatcher, the Prime 

Minister. He argued strenuously for retention of Britain's military presence in the Falklands 

and the Antarctic, emphasising its potential of immense mineral wealth. Furthermore, 

scrapping Endurance, he warned, would lead Argentina to believe that Britain no longer 

cared about the Falklands and Antarctic and would give the green light for Argentine 

aggression. 

 

As one of the youngest captains in the Royal Navy, he could reasonably have been expected 

to be promoted admiral in normal circumstances, but the South Atlantic in 1982 could in no 

way be regarded as normal circumstances. Barker's forthright views did not endear him to 

those in power, all the less as he was proven right by history. Barker was, as he put it, "first 

in and last out" of the Falklands War. His war began long before anyone else's: he took the 

Endurance down to the South Atlantic in 1980 to undertake patrol duties. With great 

prescience and knowledge of the region and close contact with Argentine naval officers, he 

accurately gauged the military junta's warlike intentions and repeatedly warned Whitehall, 

only for his warnings to fall on deaf ears until the fateful invasion itself, at dawn on 2 April 

1982. 
 

The Argentine fleet sailed for the Falklands on 1 April. Barker wrote in his diary that evening: 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

άThis is the worst day of my life. Why had the Ministry of Defence not listened to my 

ǿŀǊƴƛƴƎǎΚ ²Ƙȅ ƘŀŘƴΩǘ ǘƘŜ DƻǾŜǊƴƳŜƴǘ ǊŜǇŜŀǘŜŘ ǘƘŜ ǎǘǊŀǘŜƎȅ ƻŦ мфт6 and sent a small 

deterrent force to the South Atlantic that day. It has worked then. Why not now?έ 
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Fig 9: CIA reporting the impasse and the prospect of military action. 
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Fig 10: Correspondence from the US President Ronald Reagan to Prime Minister Margaret Thatcher 
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London finally woke up and sent the famous Foreign Office message to Rex Hunt. 

 
Fig 11: FLASH telegram from the Head of the FCO Peter Carrington to Governor Rex Hunt. 

 

Hunt's forewarnings, like Barker's, had been ignored in favour of faulty intelligence and 

inaccurate misinterpretation of events by the British Embassy in Buenos Aires. In blunt naval 

language, Barker despaired of what he called  

 

 

 

 

 

By contrast, Barker's performance, skill and seamanship in gale-lashed seas in a ship that 

was not easily manoeuvrable, greatly impressed his own crew, colleagues on the Task Force, 

and even the enemy, whose ships off South Georgia greatly outnumbered his lightly armed 

Endurance, painted not battle grey, but bright red, Ψthe Red PlumΩ, as she was affectionately 

known. 

 

In light-humoured contrast to his hazardous predicament, Barker described how he hugged 

the coastline to escape radar detection until the British Task Force arrived in the South 

Atlantic, pretending to be an iceberg as he played hide-and-seek with the Argentine 

warships. He later learned that at one point Endurance was targeted through its periscope 

by the Argentine submarine Santa Fe, whose captain had previously met and who admired 

Barker.  

 

 

 

"Incompetent diplomats, bloody-minded mandarins and lying Argentines. The Ambassador [the 

late Anthony Williams] and Whitehall making 'tut tut' noises is not impressing the Argentines." 
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Fig 12: Confirmation of the invasion within Foreign & Commonwealth channels 
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Fig 13: HMS Endurance and Wasp helicopter 

 

 

REACTION TO INVASION 

 
In keeping with a British tradition, a War Cabinet was established on 6 April. 
ω Margaret Thatcher: Prime Minister 
ω Willie Whitelaw: Deputy Prime Minister and Home Secretary 
ω Francis Pym: Secretary of State for Foreign & Commonwealth Affairs 
ω John Nott: Secretary of State for Defence 
ω Cecil Parkinson: Chancellor of the Duchy of Lancaster 
ω Admiral Terence Lewin: Chief of the Defence Staff 
ω Michael Havers: Attorney General 
 
The War Cabinet played a significant role in the administration of the war. In the three 
months from April to July, the Cabinet would go on to meet 67 times, sometimes with 
numerous meetings the same day. The exclusion of Geoffrey Howe, Chancellor of the 
Exchequer, was unique for this Cabinet as Thatcher believed that the war effort should not 
be subject to fiscal constraints. 
 
The Chief of the Defence Staff, Admiral Lewin, had an amicable relationship with Thatcher, 
even before the Falklands conflict began. At the first meeting of the War Cabinet, Lewin 
ǇǊŜǎŜƴǘŜŘ ǘƘŜ ƳƛƭƛǘŀǊȅΩǎ ǇƻƭƛŎȅ ǇǊƻǇƻǎŀƭ ŀƴŘ ƻōǘŀƛƴŜŘ ǘƘŜ Ŧǳƭƭ ǎǳǇǇƻǊǘ ƻŦ ǘƘŜ ²ŀǊ Cabinet. 
Furthermore, Lewin had personal ties with Caspar Weinberger, the U.S. Secretary of 
Defence, and David Jones, U.S. Chairman of the Joint Chiefs of Staff. Considering the array of 
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military cooperation America extended to Britain during the conflict, the role played by the 
relationships between the American and British militaries was not insignificant. Following 
!ǊƎŜƴǘƛƴŀΩǎ ƛƴǾŀǎƛƻƴΣ [ŜǿƛƴΩǎ ŦƛǊǎǘ ŀŎǘ ǿŀǎ ǘƻ ŀǇǇǊƻŀŎƘ ǘƘŜ ¦Φ{Φ 5ŜǇŀǊǘƳŜƴǘ ƻŦ 5ŜŦŜƴŎŜ 
about the use of the American military base and fuel on Ascension Island in the Atlantic 
Ocean. Admiral Lewin and the Chiefs of the Army, Navy, and Air Force essentially acted as 
military advisors to the War Cabinet. They stuck to their stance of responding to any 
questions Cabinet members may have had, rather than proactively providing their opinions. 
Lewin briefed Thatcher daily regarding the military situation, stayed abreast of the 
intentions of the War Cabinet, and relayed these intentions to Commander in Chief (C-in-C) 
of the Fleet, Admiral John Fieldhouse, at the Northwood command centre. As old 
acquaintances, the two Admirals were able to frequently discuss with each other the 
intentions and the operation plans of the War Cabinet. It can be said that with Lewin single-
handedly taking upon himself to do the communicating with politicians, Northwood was 
able to focus on operational planning. 
 
¢ƘŜ ǘƘǊŜŜ Ƴƻǎǘ ŎǊǳŎƛŀƭ ǇƻƭƛǘƛŎŀƭ ŘŜŎƛǎƛƻƴǎ ƳŀŘŜ ōȅ ¢ƘŀǘŎƘŜǊΩǎ ²ŀǊ /ŀōƛƴŜǘ ǿŜǊŜ ǘƘŜ ŘŜŎƛǎƛƻƴ 
of 30 April to impose a complete blockade of the sea and airspace around the Falkland 
Islands, the Total Exclusion Zone (TEZ), on 2 May to approve the order to attack Belgrano, 
and on 20 May to execute a landing operation in the Falkland Islands.  
 
In retrospect, since we know the outcome of the conflict, its decision to impose a complete 
blockade may not seem all that remarkable. At the time, however, this was a decision 
fraught with great risk. The longer the War Cabinet waited to impose the blockade, the 
more Argentina would increase its troop strength in the Falklands with the addition of 
forces from the mainland. Furthermore, it was clear that the onset of winter in the Falklands 
would increase the difficulty of military operations. Hence, the decision to impose the 
blockade was barely made in time. According to the minutes of the War Cabinet, Thatcher 
herself made the decision during the meeting on 25 April to impose a complete blockade of 
the sea and airspace up to 200 nautical miles from the Falkland Islands, and to attack any 
Argentine military aircraft and vessels entering that area. Moreover, Thatcher personally 
explained to President Reagan that the military option was the only remaining option, and 
on 30 April, Britain proceeded to impose the complete blockade of the area surrounding the 
Falklands, the Total Exclusion Zone (TEZ). 
 
On 1 April the Foreign and Commonwealth Office stepped-up its domestic crisis posture in 
Whitehall and two nuclear powered conventionally armed submarines (SSNs) HMS Spartan 
from Gibraltar, and HMS Splendid from Faslane were deployed to the South Atlantic. The 
first elements of the British Naval Task Force also departed Gibraltar, the frigates Arrow, 
Brilliant and Plymouth, destroyers Antrim, Glamorgan, Coventry, Glasgow and Sheffield, and 
the Royal Fleet Auxiliary (RFA) Tidespring. 
 
On 31 March, Sigint picked up unmistakable signs of the Falklands invasion, with just two 

ŘŀȅǎΩ ƴƻǘƛŎŜΦ ! ǎǳŘŘŜƴ ƛƴŎǊŜŀǎŜ ƛƴ ǎƛƎƴŀƭǎ ǘǊŀŦŦƛŎ ƭŜŀŘƛƴƎ ƛƴǘŜƭƭƛƎŜƴŎŜ ŀƴŀƭȅǎǘǎ ǘƻ ǘƘŜ ƻƴƭȅ 

possible explanation. The invasion of the Falklands was imminent.  

 
The distance between Britain and the Falklands (some 6,800 miles) ensured that nothing 
could be done to stop the Argentine invasion, which took place in the early hours of 2 April.  



 

Page 22 
OFFICIAL 

OFFICIAL 

  

When Argentinian Marines occupied Stanley, the news of the invasion was met with 
celebrations in Buenos Aires with a 250,000 strong crowd, at the heart of the capital, 
chanting their approval. 
 
In the ensuing week, Britain stepped up her diplomatic efforts. At the UN Security Council, 
Resolution 502 was passed, condemning the Argentine invasion. President Reagan agreed 
that U.S Secretary of State, Alexander Haig, should embark on some shuttle diplomacy. The 
European Economic Community Ministers (becoming the European Union in 1992) agreed 
to adopt military and economic sanctions against Argentina. 
 
On the military front, the Rules Of Engagement (ROE) were issued to the Surface Force 
under Operation PARAQUET, the codename given to the re-taking of South Georgia, as a 
prelude to Operation CORPORATE to secure the Falkland Islands. Instructions were received 
by HMS Antrim, Plymouth, Endurance and Royal Fleet Auxiliary (RFA) Tidespring, to 
undertake operations around South Georgia.  
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UK GOVERNMENT COMES UNDER PRESSURE 
 
The UK Government came under great pressure by the Press to explain the lack of foresight. 
The Press claimed that the UK knew weeks in advance that invasion was imminent. 
 

 
 

Fig 14: Cabinet Secretary Robert Armstrong memo to John Coles, Private Secretary to Margaret 
Thatcher proposing a defensive brief for the Prime Minister 
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Fig 15: The proposed form of words 
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SIGINT SUPPORT TO THE TASK FORCE 
 

 
Fig 16 
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Fig 17 
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Fig 18 
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Fig 19  

Figs 16, 17, 18, 19: Minutes from GCHQ crisis response meeting. The expansion below provides 
explanation and insight into the technical challenges and limitations  

 

Para 1: CHANDOS enabling two channels each of HF and VHF, enough to provide local 
situational awareness if in plain language (Spanish would obviously require a linguist 
operator). 

2.a: CCOs = W Division Communications and Cipher Officers. Communication (Comcen) staff 
to prepare and process signal messages (ƻǘƘŜǊǿƛǎŜ ǊŜŦŜǊǊŜŘ ǘƻ ŀǎ ΨtrafficΩ). 

2.e: OCR = Optical Character Reader. Pre-prepared typed signals on formatted paper, 
prepared by K Division and ingested by the OCR within the W Division Comcen. Text was 
displayed on a screen, QC'd, routing indicators added and transmitted. 

4: Secure speech between GCHQ and Northwood was achieved by a BID/470 BRAHMS. A 
single channel analogue telephone which digitised and compressed the voice signal (users 
tended to sound like Mickey Mouse). 

5: Off-line encipherment of Sigint 'Y' messages into five figure groups were transmitted via 
the General Service (Genser) ΨwΩ comms channel. Ships engaged in Sigint were supported by 
circuits of 50 bauds (50 bits/s). 
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7: A direct Sigint service from GCHQ to RN Ships was considered for the first time. The 
normal practice was a manual re-file by Northwood of selected items rather than direct 
from GCHQ. 'Kleiglights' were short unevaluated Sigint messages. 

9.c: The use of a single overhead platform was considered to identify Argentine Navy ships 
by their radar emissions (Elint), but could not provide locations. 

10: Direction Finding (D/F) capabilities will be limited to what the Fleet could conduct with 
their own assets against believed hostile HF or VHF communications. 

12: This request is probably the first deployment of a Government Communications Officer 
(GCO). 

13. Probably the first standing up of a Senior Watch Officer (now SOO), but initially on an 
on-call basis. Prior to the conflict, out of hour referrals for Action-On were managed by the 
Duty Signals Officer (DSO), the senior officer of W Division, who phoned Z10B (to return to 
the office) who acted as duty Policy advisor and release authority. 
 
The relationship between GCHQ and CINC Fleet Northwood was to be particularly important 
with additional equipment for Indicators and Warnings being installed on some of the ships 
heading South. The arrival of the carriers HMS Hermes and Invincible and the assault ship 
HMS Fearless at Ascension on 16 and 17 April was the last realistic opportunity to equip the 
Command ships with any specialist staff and equipment prior to their last leg South.  
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CINCFLEET INTELLIGENCE REQUIREMENTS LEVIED ON GCHQ  
 
Printed on fanfold paper, this message has been re-typed below this copy for clarity. 
 

 
Fig 20 
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Fig 21 
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Fig 22 

Figs 20, 21 & 22: CINCFLEET intelligence requirements levied on GCHQ. Printed on a line printer 
within W Division Comcen on fanfold paper and ink ribbon, reproduced below. 

 
O P 081646Z APR 82 
FM CINCFLEET 
TO GCHQ 
INFO MODUK 
CTF 311 
HQ STC 
HQ 1BGP 
CTG 317.8 
CTU 317.8.3 
HMS HERMES 
HMS FEARLESS 
ZEM 
S E C R E T COMINT CHANNELS 
OPERATION CORPORATE. BRETTON. 
MODUK FOR DI 24 (N) CDRE INT DD OPS (M) AIR CDRE INT 
DI 24 AIR DD OPS (EW AND R) 
GCHQ SUPPORT FOR CORPORATE. 
 
1. REQUIREMENTS OF PRODUCT. 
A. BACKGROUND. 
(1) TO BE PASSED TO GCU NORTHWOOD (IF JMIC) FOR CINCFLEET/HQ 18 GP AND INCLUSION IN CINCFLEET INT 

SUMMARIES TO CTG AND CRU 317.8.3 

(A) ARG REACTION TO POLITICAL MOVES. EXCLUSION ZONE ETC. 
(B) EVIDENCE OF SUPPLY OF INT TO ARG FROM OTHER COUNTRIES 
(C) ARG DIRECTIVES TO NAVAL AND OTHER MILITARY FORCE COMMANDERS 
(D) DEPLOYMENT PLANS FOR ARG NAVAL AND AIR FORCES. 
(E) TACTICS AND ROE 
(F) TASK ORGANISATION 
(G) UNIT AND WEAPON CAPABILITIES 
(H) RELEVANT WP INFORMATION 
(I) PLANNED ARG AIR MOVEMENT / TASKING 
(J) SIGINT CAPABILITY OF ARG NAV/AIR FORCE 
 
(2) TO BE PASSED DIRECT TO CINCFLEET. CTG 317.8 CTU 317.8.3 HERMES FEARLESS HQSTC 

(A)  FALKLANDS AND SOUTH GEORGIA BUILD-UP. DEFENSIVE MEASURES. 
FORCE DISPOSITION AND ORDERS, USE OF MINES, RADAR, COMMS AND AIRFIELED. 

(B)  INTENTION FOR USE OF ISLANDERS 
 
(3) TO BE PASSED TO GCU NORTHWOOD FOR CINCFLEET /  18GP EW DATA SUPPORT CELL (INFO EWOSE) AND 

ONWARD TO AFLOAT UNITS AS NECESSARY. 

A. SIGINT PERTAINING TO ARG ACTIVE AND PASSIVE EQUIPMENT: 

IE PARAMETERS FROM ELINT, AND COMINT GIVING ARGENTINE COMMS AND RADAR OPERATING 

INSTRUCTIONS. 
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B. POSITIONAL INFO. WHAT WHERE WHITHER WHEN OF ARG NAVAL FORCES TO GCU NORTHWOOD FOR 
GENTEL BROADCAST IF POSSILE OR IF NOT TO CTG VIA COMINT CHANNELS. 
 

2. SHIPBORNE COLLECTION. EXPECTED CT DEPLOYMENT OF CT TEAMS AND EQUIPMENT TO BE IN 
HERMES AND FEARLESS AND SHIP TO BE NOMINATED BY CTG. ROLE WILL BE DIRECT SUPPORT AND INTERCEPT 
CAPABILITY WILL BE COMINT. FLEET HFDF ASSETS (INCLUDING ONE SSN) WILL BE EMPLOYED ON TACTICAL HF 
INTERCEPT AND DF. 
 
3. STEERAGE REQUIREMENTS. SHIPS WITH CT TEAMS WILL REQUIRE SIGNALLED UPDATES AT CAT 2 OF 
COMINT BRIEF ALREADY SUPPLIED BY GCHQ. (BRIEFS IN CSOS ASCENTION BIENG DELIVERED TO SHIPS BY CT 
TEAMS), NON-CODEWORD BRIEFS AND UPDATES OF CALL. TYPE OF EMISSION. FREQ AND UNIT IDENTIFYER 
REQUIRED TO GCU NORTHWOOD FOR EW DATA SUPPORT CELL TO ACTION BY SIGNAL TO APPROPRIATE SHIPS. 
 
4. SIGNALLING BACK. EXPECT HERMES TO HAVE SI ON-LINE COMMS (RN INTEL) WHICH WILL ENABLE 
TELECYPHER TRAFFIC TO VE SIGNALLED BACK TO GCHQ. OTHER SHIPS WILL HAVE TO RELY ON BLUEKEY. 
  
5. GCHQ SUPPORT. REQUEST GCHQ ADVISOR FROM 12 APR TO COINCIDE WITH IMPLEMENTATION OF 
EXCLUSION ZONE. MAIN DUTIES TO BE ON-SPO¢ !5±L/9 hb /haLb¢ {!bL¢L{!¢Lhb !b5 Ψ!/¢Lhb hbΩΦ Cwha 
FIRST WEEK MAY THIS REQUIREMENT EXPECEED TO BECOME CONTINUOUS AVAILABILITY. REGRET 
ACCOMMODATION AT NORTHWOOD CAMP BED ONLY. 
 
6. SUPPORT TO ASCENSION. THERE ARE NO NAVAL REQUIREMENTS FOR SERVICE OF COMINT ON 
ASCENSION BUT THERE MAY BE A REQUIREMENT FOR SUPPORT TO NIMROD MR AND POSSIBLY NIMROD R TO 
BE ADVISED BY APPROPRIATE AUTHORITIES. EXISTING 24 HOUR COMMS UK-CSOS ASCENTION NOTED. 
 
7. COMMUNICATIONS. 
A. BRHAMS NOW FITTED IN JMIC ON NORTHWOOD EXT 643. DIAL 761 257 PLUS EXTN FROM GCHQ. 
B. FOLLOWING BEING INVESTIGATED. 
(1) SECOND GCU NORTHWOOD ς GCHQ SI LINK 
(2) ABILITY OF GCHQ TO RECEIVE/ORIGINATE TRAFFIC TO HERMES RN INTEL DIRECT 
(3) MEANS OF AVOIDING DELAY AT WHITEHALL OF OFF-LINE ENCRYPTED TRAFFIC FOR GCHQ FROM 
SHIPS. 
C. AS 2.4 KBITS IS HIGHEST DATA RATE FROM HERMES NO VERY HIGHT DATA TRANSFER TO GCHQ IS 
POSSIBLE. 
 

#0037 

NNNN 
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RULES OF ENGAGEMENT FOR SSNs EXPLAINED 
 

 
Fig 23 
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Fig 24 

 
Letter from David Omand1 (Principle Private Secretary to Secretary of State for Defence) to Brian Fall 
(Principal private Secretary to the Secretary of State for Foreign and Commonwealth Affairs) 
regarding the distinction between Rules of Engagement (ROEs) in advance to Royal Navy 
deployments, SSNs and specific ROEs issued in response to new intelligence. 

                                                           
1
 David Omand was appointed Director GCHQ from 1996 to 1997 prior to his appointment as Permanent 

Under-Secretary of State at the Home Office. 
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SANTA FE INCIDENT 
 
Sigint played a major part in providing information about the intentions and activities of the 
Argentinian submarine ARA Santa Fe, including its precise location.  The first UK military 
strike action by the British took place on 25 April when the Santa Fe was detected and 
attacked near Grytviken by helicopters from the Task Force. The senior aviator of the group 
ǿŀǎ !ƴǘǊƛƳΩǎ ŦƭƛƎƘǘ ŎƻƳƳŀƴŘŜǊΣ [ǘ /ŘǊ Lŀƴ {ǘŀƴƭŜȅΦ Iƛǎ ²ŜǎǎŜȄ оΣ ƪƴƻǿƴ ǘƻ ŀƭƭ ŀǎ 
ΨIǳƳǇƘǊeȅΩ, was quite an old airframe but one of a small number equipped with radar. 

The observer, Lt Chris Parry, had responsibility for navigating, communicating and weaponry 

of Humphrey. 

 

 
Fig 25: HMS Antrim and Humphrey 

 
The near misses by two Mk11 depth charges punctured a ballast tank. Unable to dive, the 
ǎǳōƳŀǊƛƴŜ ƭƛƳǇŜŘ ōŀŎƪ ǘƻǿŀǊŘǎ DǊȅǘǾƛƪŜƴΦ !ǎ ǎƘŜ ŘƛŘΣ ƻƴŜ ƻŦ Ia{ .ǊƛƭƭƛŀƴǘΩǎ [ȅƴȄ 
helicopters attacked with a Mk46 torpedo which failed to explode, and the two Endurance 
Wasps fired AS12 missiles, hitting the fin. HMS PlymoutƘΩǎ ²ŀǎǇ ŦƛǊŜŘ ŀƴƻǘƘŜǊ !{мн ŀƴŘ 
ōƻǘƘ ƻŦ 9ƴŘǳǊŀƴŎŜΩǎ ²ŀǎǇǎ ŎƻƴǘƛƴǳŜŘ ǘƻ ǎǘǊŀŦŜ ǿƛǘƘ ƳŀŎƘƛƴŜ ƎǳƴǎΣ ōŀŘƭȅ ŘŀƳŀƎƛƴƎ ǘƘŜ 
submarine. They were later to learn that Humphrey had been the first helicopter ever to 
engage a submarine and that the action was the first to disable a submarine since World 

άL ǘƘƛƴƪ LΩŘ ŦǳǎŜŘ ǘƘŜ ŘŜǇǘƘ ŎƘŀǊƎŜǎ ƛƴ ŀōƻǳǘ мл ǎŜŎƻƴŘǎΦ Lƴ ǘŜǊƳǎ ƻŦ ǘƘŜ Ƴŀƛƴ ŎƻƴŦƭƛŎǘΣ ǘƘƛǎ ǿŀǎ 

ǘƘŜ ƻǇŜƴƛƴƎ ǎƘƻǘΣέ ǎŀƛŘ tŀǊǊȅΦ 

 On the morning of 25, Stanley and Parry convinced their captain to allow them to launch and go 

in search of the submarine, and thus began the unfold of events that enabled GCHQ to become 

a force multiplier to the conflict. 

ά²Ŝ ŎƻǳƭŘƴΩǘ ǎŜŜ ŀ ǎǳōƳŀǊƛƴŜ ƻǊ ŀƴȅǘƘƛƴƎΦ !ƴŘ L ǎǳƎƎŜǎǘŜŘ ǘƻ Ƴȅ ŦƭƛƎƘǘ /ƻƳƳŀƴŘŜǊ ǘƘŀǘ ǿŜ Řƻ 

one transmission on the radar. So, on the one sweep ς which faded very quickly, I saw a small 

ΨŎƻƴǘŀŎǘΩ ŀōƻǳǘ ǎƛȄ ƳƛƭŜǎ ŀǿŀȅ ƻŦŦ /ǳƳōŜǊƭŀƴŘ .ŀȅΣ ǎƻ ǿŜ ŎƭƻǎŜŘ ƛƴ ǘƻ ƘŀǾŜ ŀ ƭƻƻƪΦ ²Ŝ Ǌŀƴ ƛƴΣ 

dropped the depth charges. One of them bounced off the casing of the sub, the other dropped 

alongside. They botƘ ŜȄǇƭƻŘŜŘ ŀƴŘ ǘƘŜ ǿƘƻƭŜ ōŀŎƪ ŜƴŘ ƭƛŦǘŜŘ ƻǳǘ ǘƘŜ ǿŀǘŜǊέΦ 
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War Two. The crew of the Santa Fe had little time prior to abandoning the boat, but enough 
for the communicator to throw the cipher machine overboard.   
During an inspection of Santa Fe the following day, several classified items were recovered, 
including the daily settings of the Argentine callsign and codeword system (which remained 
unchanged for the remainder of that year) and the Argentine Order of Battle (OOB) and 
locations on the islands. During questioning at Ascension, prior to being sent back to 
Argentina, the communicator admitted that he knew that he had failed to get rid of the 
codebooks, despite telling the other crew that he had.  
 

        
Fig 26 left & Fig 27 right. Badly damaged Argentine submarine ARA Santa Fe 
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Fig 28: Letter to GCHQ Director Brian Tovey from C-In-C Fleet Admiral John Fieldhouse 

Aside from reducing the operational submarine fleet by 50%, the attack on Santa Fe has not 

been regarded as particularly significant in the context of the conflict, however, the 

recovery of this information early in the war was a significant intelligence coup. The Sigint 

team on HMS Endurance transmitted five lengthy messages back to GCHQ, headed by 

Ψ{ǘŀƴŘ-ōȅΣ ƛǘΩǎ /ƘǊƛǎǘƳŀǎΩΦ 5Ŝǘŀƛƭǎ ƛƴŎƭǳŘŜŘ ŀ ŘŜǎŎǊƛǇǘƛƻƴ ƻŦ Ƙƻw the hand-cipher of the 

callsign systems worked and the daily crypto settings till 31 December 1982. The recovered 

Argentine OOB and locations also influenced subsequent ingress of reconnaissance missions 

by the UK Special Forces. 
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Fig 29: 15 April 1982 Woodward arrived on HMS Hermes, flagship of Task Group 317.8 and nerve 

centre of Operation CORPORATE 

 
 
SIGNALS INTELLIGENCE / SPECIAL TASK DETACHMENTS 
 

The lead time to produce formal Sigint reports was too long to affect tactical decision-
making, the strategic system was not designed to provide intelligence to lower echelons of 
the military in a timely manner to meet the tactical requirement. This was remedied by the 
Task Force being strengthened by the deployment of Special Task Detachments (STD) on the 
assault ships HMS Intrepid and Fearless.  The specialist activities of these small teams, 
whose existence was unknown to many, included providing Electronic Warfare (EW) support 
(interception of Argentinian electronic and radio signals) which allowed almost real-time 
receipt of local enemy plans. Military sponsored, the teams received pre-deployment 
training and equipment from GCHQ. An account of the STDs by Major David Thorp, called 
The Silent Listener, was originally published July 2011. As the Task Force came closer to the 
Falklands, the levels of Argentine military communications became increasingly accessible, 
thus tactical intelligence derived from High Frequency (HF) and Very High Frequency (VHF) 
radio became available locally and not back at Northwood. In addition to identifying and 
countering enemy radio communications, they maintained communications between the 
2nd Parachute battalion and the Amphibious Assault Command ship HMS Fearless. An 
example of an STD situational report can be read here. 
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Fig 30 
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Fig 31 
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Fig 32 

Figs 30, 31 & 32: STD situation report regarding the disposition and tasking 
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GCHQ Director Brian Tovey relays the praise received from London customers. 
 

 

 
Fig 33 
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SIGINT SERVICE TO THE SPECIAL AIR SERVICE 
 
For the first time, a direct Sigint circuit to 22 SAS Hereford was approved with a tightly 
controlled service of intelligence, approve by a Z officer and transmitted via the W DSO.  
 

 
Fig 34 
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THE ARGENTINE NAVY 
 
After the initial invasion the Argentine Navy had returned to their base, Puerto Belgrano, 
and had generally remained there except for training days.  
 
On 24 April, Argentina dispatched the aircraft carrier ARA Veinticinco de Mayo (25 de 
Mayo), the cruiser ARA General Belgrano, seven destroyers including ARA Santisima Trinidad 
and Hercules, three frigates and support ships. 
 
The ships originally split into three Task Groups, the first Group was made up of the three 
frigate/corvettes, the second the aircraft carrier 25 de Mayo in company with her escorts, 
Santisima Trinidad and Hercules, and the third of the General Belgrano and her escort of 
two destroyers Bouchard and Piedra Buena.  
 
SIGINT had reported the departure of Belgrano from the mainland and the location to form 
the task group of TG 79.3 with destroyers Hipolito Bouchard, Piedra Buena and the 
requisitioned tanker Puerto Rosales.  
 
The three frigates and the 25 de Mayo groups stayed north of the Falklands, while the 
Belgrano group headed south to patrol between Tierra del Fuego and the Falkland Islands. 
Also on 24 May, the Argentine military issued a two-phase battle plan which was 
intercepted and reported to the Royal Navy the following day, and prompted the order to 
the British attack submarine (SSN) HMS Conqueror (CHURCHILL Class) to track down and 
stay with the southern Argentine task group (TG 79.3).  
 
There were sharp ironies of the war regarding the dispositions of the Argentine fleet. The 
first being that the 25 de Mayo had originally been British and the second being that the 
Santisima Trinidad and Hercules were both Type 42 destroyers, sister ships of HMS 
Coventry, Glasgow and Sheffield, all of whom were sailing with the British Task Force. 
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ARGENTINE NAVY TASK FORCE 79.0 (TF 79.0) 

GCHQ intercepted and reported the structure of the TF 79.0 as reported by the Argentine 
Commander Submarine Forces and the inclusion of combat instructions. Note, this signal 
confirms that no Super Etendards were embarked on the carrier 25 de Mayo.  
 

 
Fig 35 
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Fig 36 
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Fig 37 
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Fig 38 

Figs 35, 36, 37 & 38: Argentine Navy Order of Battle of Task Force 79.0 and Task Groups  
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Commander-in-Chief South Atlantic Operations ς Vice-Admiral Juan Lombardo 

 
TG 79.1 

 
Fig 39: Commander of TG 79.1 Rear Admiral Jorge Allara 

 
ARA Veinticinco de Mayo ς Carrier  
ARA Hercules ς Destroyer. One of the two Type 42 destroyers in service in the Argentinian 
Navy. Hercules was the only type 42 destroyer fitted with 4 x MM-38 Exocet which gave 
additional surface defence & attack capability 
ARA Santisima Trinidad ς Type 42 destroyer   
ARA PY ς Destroyer armed with MM-38 Exocet   
ARA Punta Medanos ς Fleet tanker 
 
TG 79.3 
Captain Héctor Bonzo 
ARA General Belgrano ς Brooklyn-class light cruiser  
ARA Hipolito Bourchard ς Allen Sumner class destroyer armed with MM-38 Exocet 
ARA Piedra Buena ς Allen Sumner class destroyer armed with MM-38 Exocet 
ARA Puerto Rosales ς Fleet tanker 
 
TG 79.4 
Captain Juan Calmon 
ARA Drummond ς Corvette/frigate armed with MM38 Exocet 
ARA Guerrico ς Drummond class corvette/frigate armed with MM-38 Exocet 
ARA Granville ς Drummond class corvette/frigate armed with MM-38 Exocet 
 
At first ARA Hercules operated independently along with a group of older destroyers, but the 
development of mechanical problems forced the Argentine Commander to merge the two 
Type-42 destroyers into one escorting force TG79.1. 
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       Fig 40: Veinticinco de Mayo (25 de Mayo) 

 
 
                                                       

               

 
                             Fig 41: A4-Q Skyhawks 
 

 

  
                               Fig 42: ARA Granville 

 

 

The aircraft carrier Veinticinco de Mayo was 

used to support the initial Argentine 

landings. On the day of the invasion, she 

waited with 1,500 army soldiers outside 

Stanley harbour pending the securing of 

landing areas. Her aircraft were not used 

during the invasion. 

In December 1981 Argentina received the 

first five of a batch of Super-Etendards 

acquired to replace the A4-Q Skyhawk, the 

mainstay of the carrier. The purchase 

included the delivery of  one x AM-39 Exocet 

missile per jet. Although five had been 

received by the time of the conflict, crews 

were not qualified to operate from carriers.   

 

Argentina deployed 48 A-4 Skyhawks during 

the conflict with 22 lost to Fleet Air Arm Sea 

Harriers and surface-to-air missile systems. 

The purchase of 16 second-hand aircraft in 

1971, renamed to A4-Qs, were capable of 

operating from a carrier. Capable of dropping 

four x 500lb Mk82 unguided bombs, this 

weapon was credited with the sinking of HMS 

Coventry, Antelope, Ardent and RFA Sir 

Galahad. 

 

In March 1982 ARA Granville sailed 

with her sister ship Drummond to cover 

the amphibious landings. After the 

attack she operated north of the 

Falklands, as part of TG79.4. Although 

classed as a Corvette, this class of 

vessel was armed with four x MM-38 

Exocet missiles, torpedoes, a 100mm 

gun and a number of smaller anti-

aircraft armaments.   
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                         Fig 43: ARA Hercules  

                                              
 
 
 

  
                  Fig 44: ARA General Belgrano 

 
 

 

      
                                                                                                            

Fig 45: ARA Bouchard 

 
 

ARA Hercules was one of the two type 42 

destroyers in service in the Argentinian 

Navy. Hercules was the only Type 42 

destroyer fitted with four x MM38 Exocet 

which gave additional surface defence & 

attack capability which was unusual, as the 

Type 42 destroyer was designed to provide 

anti-aircraft cover. 

 

ARA General Belgrano was a Brooklyn-class 

light cruiser. With a main armament of 15 x 

six-inch guns, she had been upgraded with 

two British Sea Cat anti-aircraft missile 

systems. Despite her Second World War 

vintage, the six-inch guns were capable of 

firing a 130lb projectile over 14 miles, 

providing more than a formidable 

opponent to the British Task Force. With 

good weather looking out towards the 

horizon, Belgrano could almost see out to 

this distance from the bridge. 

Destroyer ARA Bouchard and sister ship 

Piedra Buena formed the escort to the 

Belgrano. In addition to six x five-inch 

guns, this class of vessel also carried 

four x MM38 Exocet canisters. 
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THE MM-38 EXOCET THREAT 
 

The MM-38 Exocet is a Cold War era anti-ship missile of French origin, the first generation of 
the Exocet missile and one of the first operational sea skimming missiles. 
 
Design 
A conventional layout, long and cylindrical, the nose housed the radar with the warhead 
located behind. The rear half of the missile being made up of the solid propellant rocket 
motor and control surfaces.  
 
Guidance 
The MM-38 can be launched towards a target by the host vessel, or a coastal defence 
system. Since the Exocet flies just above water level, inertial guidance is used until the 
target can be acquired by the missile active radar homing system.  
 
Firepower 
The MM-38 was subsonic, flying at Mach 0.9 out to a maximum range of about 38 km (23 
miles). The 165 kg (360 lb) warhead comprised of a blast-fragmentation type, optimised for 
use against post Second World War ships without armour. A delayed impact fuse ensures 
detonation, once inside the target.  
 
The MM-38 was an extremely versatile anti-ship missile, used on a wide variety of ship types 
and was acquired by many nations. This system was extensively used throughout the 
Argentinian navy.  
 

       
                   Figs 46 & 47 MM-38 Exocet missiles within cannisters and launching.    
                        

  

Fig 48 left: Argentine vehicle mounted Exocet missiles 

at Port Stanley. The missiles had been removed from 

the Drummond Class corvettes in Argentina, flown to 

the Falklands and mounted on trailers. Deployment 

was limited to the Port Stanley area because the 

trailers and towing vehicles could not be used off road. 

One of these missiles struck HMS Glamorgan causing 

extensive damage and killing 14 crew. 
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KEY INTELLIGENCE ς THE ARGENTINE BATTLE PLAN 

 
By 25 April the Royal Navy were now in receipt of the Argentine battle plan and scheme of 
manoeuvres for positions RICARDO (4830S 6500W), JUAN (5530S 6100W) and MIGUEL 
(5410S 6440W).  All the Argentine ships were in place on the 29 April, a day before the 
British fleet entered the area, including at least one submarine within the TEZ. Orders were 
issued, and the use of arms without restriction had been approved. By this time the British 
submarines HMS Splendid and Spartan were also on station north of the Falklands. Splendid 
subsequently detected part of TG 79.4, but as the Argentine carrier group was the bigger 
prize and threat, Splendid was ordered to leave and hunt for the carrier.  
 

 
Fig 49 
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Fig 50 
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Fig 51 
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Fig 52 
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Fig 53 
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Fig 54 
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Fig 55 
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Fig 56 

Figs 49, 50, 51, 52, 53, 54 & 56: GCHQ report 3/AA/97487-82 The Argentine Battle Plan dated 24 
AprilΦ tǊƻǾƛŘŜǎ ŘŜǘŀƛƭǎ ƻŦ ǘƘŜ ΨǇƛƴŎŜǊ ƳƻǾŜƳŜƴǘΩ Ǿƛŀ ŀ ŎƻƻǊŘƛƴŀǘŜŘ ƳŀǊƛǘƛƳŜ ŀƴŘ ŀƛǊ ŀǘǘŀŎƪΦ 
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THREAT POSED BY THE ARGENTINE CARRIER EXPOSED 

A minute to the Assistance Chief of Defence Staff (ACDS) Details the threat posed by the 
Argentine carrier, details the pros/cons of attack methods.   

 
Fig 57 
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Fig 58 
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Fig 59 
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Fig 60 


