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le In ~pome to your iastruct:ll.ooo,, tho f'ollowin.~ oiOOim.onta 

fJr@ Wb.mitted with NGQl"d to tha ort;Wlia&tion o.t AF.GAc 

2o In DW' _cpinion:i the control orgenimaticm at AFSA i£J too C'WDJe

bslf'@<E!9 and umieldyo This stems bMio&U.y i"rom its joint ~e In 
order to insure t.h:at t2m views mid interesta of all throe Bem.C®S WI'@ 

ciwn clloo iwd.(;ht,,., e. series ot ahsoks and bal~a h!Ml beien est&bU.ahed 
m.t the topo This btl:GiDS vi.th tho three Doput1Glio oach or 'tiham has 
respom!bility to rspnaent0 at lee.st to a deGX"eo., thG intero21tra of 
his p~i.Cl.llti' SeIMl'ioe in dooiaions Dade o.t the tape TilG principl® 
iSl thon ~Ddsd by a diBt.rl.bution o£ key position® moDG the thrn 
~fi'VioGS3 equitably or in Mao~ with theilf special inteirest®o 
~JhU.e th.is diatl1.bution hu ~n only partislily oohieV@d0 it is mvoro 
tholess em o.'ITOLVed aila., and is doubtletis eound in prinoipl.®o 

So In the delecation ot respomibility wld o.uthori~ to subo 
crd~0 at;ain am etfort baS baen ~to tm.in-00.iu a bal&meo I!ach 
or tbs D@pu.tie&J has been YBi~ supanisoey reapomibili'f.W mrer om 
oi' ·t;hf? . majOl'" teohnic~ i'unotionBo In addition tc t.hita pr~ ~r&~ 
11113nta emoh of too Deputies h!Ml °b®®n giwn additiOMl ooll&t.ar& .funr.p 
tiawJ in. su.oh e. llfimliBlP u to effect an equitable di viSion of tlw work 
lcmo ln thlaoey,, thie UT«mr.;ooont shc:ruld operate to pnw:nt ths A,F::.A · 
ettawt frcu::l Getting seriously out er b&anoo in favor of om G@rri.oeo 
~vciE"8 t1l1!J Mtlml !'OSult baa b@0n ·that in tho major5!:ty' of ~21 no 
cm Doputu oan lm.\lm a cle~ut dooifJion on rm;/' question that gems&} 
baton h.mo · For ~l@:> in my mm. eacaiD ~ ms.tter orising: . in· tbs 
co:11rJ? field' ueually imrolvem etth01" psrsonmlo facilities.., secwrity,, 
or res®oreh om devslopzoonto Tlms., in ci'der to c;ive eubordillat@$ ,a. 
dmfiniw daoieion on such a. mattorc i:i.< r::nmt first be ooordilm:t~d. with 
the DGputy 08" Deputies lm.vi.ns oo(;l'.liza,me or the othoir cattoftl ~ 
wl'V@do l:!1 fe.ot0 euboroina.tes U'9 !"roquent.ly unoertain __ o.a ·~to_whiQh 
Deputy hu OOGJ:li&WlCe or 0. ~icul&r GJa'tt$ll"e 

4o In of.foot., th® divioion of authority eAm.ODG tho Deputies !a 
overlappiDGo 7his :i of OOUX'SCllo Clll.intsJ.mf ·tho Checks end balano&S and 
prewnta arbitro.r.r o.otian.., but it also del~~ tho docis.1iono Ir the 
.blaputies ooooemad ~Geo th® delf.\Y' is ahorte If0 ~vor0 they dis
~o it ~ be quite proltmc000 It is !'eOO(;ni!.fJd0 or oourse0 that 
r:tE.jor policy dooioions ·!rlhioh seriously e.ffeot tlw into&"Ssts of' two 
Of' r.:i.on Semo®:&» or l.1b.ich e.ffoot AFSA &YA o, uhols 19 should p~rly 
be pwi~ed upon by ::ooro t.!um om i>eput:fo On tm other hand.0 rrm:r:q ct 
t:m deciB1one r.iersly involve questions or pro«?OdW"Gc or or mterpno 
tation or iclpl.ooentation of esmbliehod policieso and roquiro orizy 

;..,\"\ . ,_ . . 
wa. ~lthod.t&tiw a.mrnrero ·To deaJI. properly W'ith such oaseB~ tllSI 
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SU~lJECTa OrcQZlization or A.FSA 

ciaohimry or: AFOA should bo or~d toil" p:=ampt aoticmo 

5o ThiD laok o.t olearaOUt cUvision ot wthorit:f at ths .top in 
AFSA'a ort;Cmimtion0 ho.a roeul:ood in a frequent la.ck ot proper 00e 

ordimtion acODG the various oamponen:t!!S ·of AF!JA1t 'i'hiS has bean pSJ"tm 
ioul.Oi'ly noticeable in the. AFsA ataf'to Tho statt cli~iom are no 
quired to work tor Gll tll!'oa Doput1ss., and thus oust W:f to _serve 
three bosses ot equal e.uthori\yo . In an errort to ovorcoms iresul:tin& 
oocl"dinat1on failures. tho ~tivo tor Coordination a.ml Camplim:!oc 
WU\ oste.blhh9461 and placed under supe"181on of t.he :;em.Qr Deputyo 
\,hilo in Caz\Y Nllli>$Ct& thiS : .xeoutive is fcwod oi th the problo:!:iJS 
of. Ii Chief of Sto.f'f'c o.otuall;{ ho hB!ll only .the authority of am fumou. 
tiw Seoretaey or cm Adjutmit Generelo :Ii& marost ommterpart in 
mval organisation is e. Flac: Soantaeyo Since the establishmant or 
this o.ttioe0 there bas beon oonaidomble ipprow:nsnt of coordination 
1n AFSA$ and in my opinion- the present inoumbont is doinc f1D emellent 
jobo · !Ic::m7ovor. diraotion at tho start. still leo.ws ·r.iuoh w b@ desircdo 
.. o hmro hfMi frequent emciplea or aerioUl!l dif't'ioultiea 1.Vioinc out 
of OOOrdinatioD fo.i.l~So This lack Of ooordino.tion is ~en&If>e.lly 
i'SCOl}lised within APSAo o.nd . tho rosul t is. noticeable iD a craerin&. 
temomy to &Llplcy tho ehotcun ClOtb.od or diasoaimtiono Origim.tol"S 
of lotten ·az!d mocoro.mla within Ali'SA will froquently diatri.but@ tMm 
to variOO!I otticee., d1Vieione0 or branches coroly to ·:i.~.1n~s thnt 
aameo.ne \7lio ciLht bo ill~l"OSted will not .fa.il to receiw ·a oopyo 

Go ~ime the. eoto.blishmnt ot AF ... Ao the throo Deputies he.ve 0 

in ot'teot41 ea.oh tunotiomd u o. Cbiot of Stsll'f' tar one ot th@ majOi" 
activities ot .AFSAo thc.t is o the Army i.leputy for C<l lSEC0 the IJaV7 
:>opu:t-.r tor co: :;:t!JT o ond tho Air li'oroe De2utw tor R:.:D o ilad their fields 
of l"ellli,)ODSibility been CON clear-cut" tboy clc.;.bt have i'w:lotiomd 

·with w:iequa.te ei'i'eotivonoa:u10 buto tho current o.ssiGJElSDt or respousi• 
bilities to them has oilito.tod acoJiist thiao 

7o In SUI:Dar,/ ot \7lie.t has baon .said a.boveo it sosms to cm that 
the cajor dof'eota in the top levels or AFaA's Ol"Gflllimtion are bu10m> 
ally11. . . 

a.o Laok of olsarcmeut division or rospons1bility and auth
ority Ul!H'Oised lYJ the three DoputiealD \7lU.oh results in dli'oa 
i'iculty in arrivirlc a.t ;>roopt and claQJ'b>Cut deoieiomg 

bo i.o.ok of adequatoly unU'ied authori-ey- over the s'Wf' 
divimiona., t1hioh rveults in ir.lpl"Opo~ coord1nat1o!lcl 
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So Daoause or the ~~r-Senice natur@ ot AFSAo mid the necessi tu 
or ca~ oei'tain olmclm and b&lames0 it does not :eppG&i"' f'euiblee 
at thls t1m~ to oatclbUsh tbs noat Gtf'ioient type ot orcmdArm.tion tor 
its oonbrolo On th& credi't aide0 it me;y bo said that whatever disa 
ad~es nault h'm divided authori'f¥ at the Dep'Lity le'D'elo a din .... 
sion oan roduoo bottlemolm o.t tho t0p0 p!'OVided the aplit is worlmbleo 
In 1JU op1Diono it rJSq be possible to mTiW ate. better ~SMD't 
tball ·llG\W exist!io Without~ the proviaioils or the basic C~!" 
(JoCoS~ 201.0)o .. 

9o riitbin AFSA then aro o&sentWly thr0e ~functions. to·. 
be purf ol'DOdn · · · · 

mo co::irr;a 

bo co~·.:sI~c, and 

oo ntarr (ccmtrol0 plenntnc;,, emd support)o 

It is bslievod that a cliviaicm or l"dponaibility at Daputy IH.rector 
lewl raiGht be mre et£aotive if it were made alolli; these limao 
Should it be desired . to f'ollow the ~puty pattern usually f'O\mti 
in other joint o~anise.tlom,, co. iII:T opegiatiom ocruld b8 ·placed undGilr 
ono :J&p\lty DireotorQ co:.nr::c opontions under o.natm:f' ilet>ut.v Direotoro 
o.00 Start· 1110tivities under another oi'f'ioor Who would be tho Chief ot 
tha ~t.>A·? · st&"~ o Pnfembly 0 the two Deputies should not be i'ram th® 
same Senioo as tho D:l.reotoro Tho co;nrIT oiJ3rations iJeput-; would 
have· supel"Vie1on ot all raa.ttel'B under oocnia.aIWe or the ilf'.fioe ct' 
Opan.ticms 0 and of the ·CO:.J:UT .f\motiom ct the Of'f'ioe of Re&Gazoh and 
Dewlopmento The 001.St:c operation& Dep\dW would41 similuly~ haw 
lllUp&ni&ion of all i'\mo'ticmia undeli" the ooGJlize.me of thD Of'fiCG of 
CO: :SEC0 . mJ1i ot tho COrro;:c i'unctiona of tJ1e otfiC9 ct Res@fAl"Oh am 
Dewlcp:monto · The Chief' of AF.'iA stat£ would haw supel'rieion ~all 
cattora undor tba OOGDUo.mG or the staff' divisionao This wcW.d in
clude the routiJJG o.z2d tollowaup of OOJ!'TOSpondencea AFSA OC!Ctmnico.tiom., 
tf'Sli.ninL; sohoolBo and aconoyawide ed:;rlnstfatiw atAttel'Sa (ioOe .ine 
terml coordina.t1ono olea.rancesD personnel.,, distribution,, etc) o AD 
o'bviemly qU9Stiomble teo.tulro ot tho forego1nt; en'~ ~r{ th9 
division ot authority owr Roaearah and Developmml'to IIcmaver~ the 
cd:.!GEC and COiIIllT aotivitiea c£ tbs Of'fioe or Rl:D U'O cer:orally quite 
oloBrl:,r def'inod• am the present Chief . or thA t Qfi"ioe docs not ~ 

· U.ow that tho proposed U-RD{;GOODt vould create OJJ3' aorious dit
fioultieso In raot0 such am e.rre.ncam!ll:nt c1.:;bt well iI:tprove ooord:l.naco 
tion between oporations and related Rl:Do 
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lOo Th9 ceoorol·&>lan of. orGQDization ia· sha1m 1D tl8 atteohed 
diaci-omo It io reoo¢sed that a sinGle DspU'f:U is non:ial~ pl"Qa!» 
i"&i"i'Sdo uamawir0 the COLD:Uf and C~tC opan.tioM ot AFSA &.1"'9 so 
distimt tha.t I bsU.cve thel"O o.ro oarto.in definite adva.ntagel!l in 
he.vine tuo Depui;ies for the AeonOJ'o 

llo The ssm principle of orgmism.ticm could" of oourse~ oo 
&.p-Jlied to A three Deputy UTi'mGG~ Tlbsn~.1 the third Dsputy would 
supervise R'.':Do Under ouch o. Goheme all ot the AFSA oolle.to!ml 
£\motions DCWl distributed amtme tho Deputisa would be placed 'W2deir 
the Chief ot .A2'>a e'tatto ~wn thise l bal!eve would be a diatimt 
iaprovoo.ont over the oxi.&11;11:1{; setoupe ~CWOVOX"tt el thouch I was a 
~ to oreo.tion of the threo Deputy plnn.o I am na.1 inolimd to 
boliew tl?At a J8puty trco tho SQC!O ~orvioo a.a tho Direotor 18 not 
msdodo at least for too purpoao orii_;iDally' onvJ.sacedo o ince the 
bole.nos ho VIQS intended to supply OBD pirobably bo provid6d C!Dl"® 
adeciootely by tl10 DiNotor hiclol.f 111 The roal justifica.tion llOiW 
Bi>~ to lie in tile pcaeiblc adwnta{;e or havb{; at the top em 
expsrionood and technical~ quel iticd ott~r from ea.oh Senioo who 
is 1°Jl.Of'O~ familiar Wi:tb. the Oeyp~lOl;iO Operations and roquino 
mnte . or tho :.ionioe tho.t hs rep:ireaentllo 
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Jo Ne WENGER 
Cgptein0 U oS., Navy 

Deputy Director 0 A.FSA 
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