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SUBJECT: Organization of AFSA

io In responga to your instructions, the following commonts
gre submitted with regard to tho organization of AFGA.

2¢ In my opinion, tho contral orgenigation of AFSA is too ocums
berscne and unwieldy. This stoms basically from its jJoint maturaes In
order to insure that the views and interests of all three Services are
Glven dws weight, a serios of checks and balwwes has besn odtablished
at the tops This begins with tho three Doputies, euch of whom has
rosponsibility to represemt, at least to a dagreo, the intorosis of
his partiocular Servics in deoisions made at the tope The principle
is thon extended Ly a distribubion of koy positions smong the throo
Services aquitably or in accordance with thoir spociel interests.
Uhile this distribution hes beon only partially acshicved, it is movore
tholesz an ovowed aim, and iz doubtless sound in principle.

So In the dolegation of respensibility and authority to sube
ordinetes, sgain en effort has been mada to maintain a balance, Lech
of the Depuiies has been assigned supervisory responsibility over ong
of the major techniocal functions, In addition to this primary assigos
mont,; sach of tho Depubies has basn given additiongl scllateral funoe
tions in such a manmer o8 to offect an equitable division of the work
loade In theory, this erranpement should opsratse to prevent the AF’A
effort fron getting soricusly out of balance in favor of oms Service.
Jowover, the astual rosult has boon that in the majority of cases no
ons Daputy can maks & cleare=cut dsoision on eny question that comes
bafore hin, For exanple, in my own cace, any matter arising in the
CO.ANY field usually involves eiither psrsonmel, facilities, sscurity,
or research and developmont. Thus, in order %o giwe subordinates e
definito decision on such a matter, it nust first bs coordinated with
ths Doputy or Deputies having copgnisance of the othsr mattors ine
volvedos In fact, subordinates are frequently uncerfain as to whigh
Doputy has oegnizanse of a particuler matbers

4. In offoot, the division of authority emong; the Deputiss is
overleppinge This, of course, maintains tho checks and telances and
prevents arbitrary action, but it alse delays tho decision. If the
Yeputies convernad agree, the deley l1s short., If, howvwor, they dise
arros, it may Le quite prolongede It is recognigzed, of cowrse, that
oajor policy decisions which seriously affect the intorests of two
or nore Services, or vhich affoect AFSA as & whole, should properly
be passed upon by morc than ono beputys On the othor hand, meny of
tie decisions merely involve quostions of procedurs, or of interpro=
tation or implementation of establishod policiss, and require only
an authoritative answare, To deal properly with such cazes, the
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nachinery of AFSA should bo organized for prompt actione

S¢ This lack of cleer=cut division of suthorify at the top in
AFSA's orgenizetion, hes rosulted in a fregquent lack of proper co~
ordingtion among the varicus components of AFGAe 7This has been parte
icularly noticeable in the AFSA staffe Tho staff divisions are re-
quired to work for all tihree Doputies, and thus rust try to serve
thres bossss of equal authority, In an effort to overcome resulting
coordination fallures, the Luscutivo for Coordination and Complimnce
was ¢stablished, and placed under supervision of the Senior Deputy.
vwhile in many respsots this  .xecubtive is faced with the problems
of a Chief of Stalf, actually he has only the authority of an Exsous
tive Secretary or an Adjutant General., Iis ncarost counterpart in
naval orgenigation is a Flag Sooretarye Since tho eatablishment of
this office, there has boon considerable improvessnt of coordination
in AFSA, and in my opinion the present incumbont is doing an excellent
Jobe Ilowover, direction of tho staff still leaves much to be desirede
ws heavo had froquent exanples of sorious difficulties arising out
of soordination failures, This lack of coordination is ,onorelly
recognized within AFSA, and the rosult is noticeable in s growing
tendonoy to employ the shotgun mothod of dissenimation, Urigimtors
of lotters and memoranda within AFSA will froquently distribute them
to verious offices, divisions, or bronches meorely to insure that
somoone who o ht bo intorested will not fail to receive a copye

6e Cince the establislhuent of AF.A, the three Deputies have,
in offect, each functionsd as a Chiof of Staff for one of the major
activitios of AFSA, that is, the Army Deputy for CO.ISEC, the lavy
Joputy for CO AT, and the Alr Force Deputy for R'D. iad thelr fieolds
of responsibility besn norc clear=cut, thoy nicht have funotioned
with adequate effeotivenoss, but, the current assismuent of responsie
bilitles to them has militntsed against thiso

7o In sumary of what hos boon said above, it scams to me that
the major dofects in the top levels of AFCA's organization are basiow

allys

a0 Lack of clearecut division of rosponsibility and authe
ority exeroised by the three Doputies, which results in dif-
ficulty in arriving at prompt and clear-cut decisionss

bo Lack of adequately unified authority over the stalf
divisions, which results in impropor coordination,
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8, Dacause of the inter«Service natwre of AFSA, and the necossity
of raintaining certain checks and balances, it doss not appear feasible,
at this time, to establish the noet officient type of organisation for
its control, On the oradit side, it mey Lo saild that whatever dise
advantages result fron divided authority at the Deputy lovel, a divie
sion can roduco bottlonecks at the top, provided the split is workableo
In my opinion, it may be possible to arrive at a beitlor arrangement
?mn now exi;tl, without excocding the provisions of the basic charter

JeCeSe 2010)0e

8o Within AFSA thero are essentially thros main functions %o
be porformods ’

8 CCIUTH
be COSEC3 and
ce Stalff (cOntrol, plunnixic. and support)e

It is Loelieved that a division of responsidility at Deputy Director
level might be more effective if it were made alon; these lines.
Should it be desired to follaw the TwoeDeputy patiern usually found
in othier jJoint orpganizations, CO.JIIIT operations could be placed under
ono Jeputy Director, COSIC oporations under another Deputy Director,
and Staff activitios under another officar who would be the Chief of
tha AFSA ~ staff, Preferably, the two Deputisa should not be from the
same Servico as tho Director. The COIINT cperations Deputy would
have supervision of all natters under cognizance of the OfPice of
Oporations, and of the COLINUT fumotions of the O0ffice of Ressarch and
Development, The COISLC opsrations Deputy would, similarly, have
supervision of all functions under the copgnisance of the Office of
CG.BEC, nxd of tho COILIC functions of the Office of Research and
Dovelopmont, The Chief of AFSA staff would have supervision over all
matters under the cognizance of the staff divisions, This weould ine
clude the routing and followsup of corrospondsnce, AFSA canrmniocations,
troining schools, and agonoy-wide aduinstrative matters, (L.0. ine
termal coordination, clearances, personmel, distribution, ets)e An
obvisusly questionable featurc of tho foregoing arrangement is the
division of authority over Ressarch and Development. Ilowever, tha
COGEC and COIINT astivities of the 0ffice of R:D are gercrally quite
oloarly defined, and the prosent Chief of that office 2008 not beow
liove that thoe proposod arrengement would oreate any sarious dife
ficultiss, In fact, such an arrangoment mizht well inprove coordinaw
tion between oporations aund related RiDe
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10, The genoral plan of orgenizetion is shown in the atteched
diagrame It is rocopgniszed that a single Dopuly is normally pree
farred, Iovgver, the COLIINT and COISLC operations of AFSA are B0
distinot that I beliove tlhero aro certain definite advantages in
having two Deputies for the Agencye

11, The samo principle of organisation could, of course, be
applied to a thres Deputy arrangemant whereby the third Deputy would
suparvise Dy Under such a schens, all of the AFSA collateral
functions now distributed among the Deputies would be placed under
the Chief of AFUA staffs Even this, I belisve would be a distinct
inprovenont over the oxisting seteups IHowovor, althouch I vas a
garty to creation of the three Deputy plan, I am now inoclined to
bolieve tlnt a Jeputy from tho samo lorvice as the Director is not
ngedod, at least for ths purpose ori;inally envisaged, s ince the
balane ho was intemded to supply can probsbly bo provided oore
adequately by the Director himaself. The roal Justification now
appears to lie in the pussible adwantogs of having at the top an
experioncod end technically qualifiecd officer from cach Servise who
is thoroughly faniliar with ths oryptslogic operations and require=-
ments of tho Lervice that he repressuts,

Jeo N, WENGER
Captain, U.S, Navy
Depuly Director, AFSA




