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:i!.c In ~pome to yoU'ir instruct:ll.ooo, trw f'ollowin.~ ooDm.onta 

fJX"@ submitted with NGQI"d to tba ort;Wlia&tion o.t AF.GAc 

2o In DW' _opinion:~ the cont..!>ol orgtmimaticm at AFSA :iJJ too C'Umle

'bslffi!<E!9 end umieldyo This stems bMio&U.y i"rom ita joint ~e IrA 
order to insure t.h:at tb9 views and interesta of all throe Bem.C®S WI'@ 

ciwn clloo tWBi(;ht,., e. series ot ahsoks and balances h!Ml be~en est&bU.ahed 
m.t the topo 'lhl.s btl:GiDS with tho three Doput1Gli:J oach or 't'lham hD.s 
respona!bUity to rspnaent0 at least to a deGX"eo., thG interom;tra of 
his p!U"ti.Cl.ll.ai> SeiMI'ioei in dooiaions Dade o.t the tope The principl® 
is thon ~Ddsd by a dist:dbution o£ key position® moDG the thrN 
~fi'VioGS3 equitably or in MOo~ with t.:heilf special intel'e®Wo 
~Jh.U.e this dietJ1,bution hu ~n only partislily oohie~o it :!!& m1VOI'O 

tholess em ~ed aila., and is doubtlefjs eotmd in prinoipl.®o 

So In the delecation ot respomib.Uity Wld o.uthori~ to subo 
crd~0 at;ain o.n etfort baS baeD~ to tm.in'OO.iu a bal&meo I!ach 
or t.hs Inputie&J has been UBi~ supa!"Visoey reapomibiliW mrer om 
oi' ·t;:W . majO&'" technic~ i'unotionBo In addition tc t.hita pr~ ~r&~ 
11113ntD 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 diviSion of tlw work 
lome ln th.<aoey, thie ~r.;ooont shc:ruld operate to pnw:nt ths A,F::.A · 
ettawt frcu::1 Getting seriously out or b&aJ:tOe in favor of om G®l"'ri.oeo 
~VCJE"8 t1l1!J aotlml !'OSult baa b®®n ·that in tm major5!:ty' of ~21 no 
cm1 Doputu oan lm.\lm a cle~ut dooifJion on tm;~ question that gems&} 
bafoNJ h.mo · For ~l$D in my O'lf.W. eaDe!ID Em¥ ms.tter orising:. 1n· ths 
C0:1IIJ? field' uinm.lly imrolwm etth0r psrsommlo faoilitiesD secwrity, 
or res®oreh om devslopzoonto Tlms., in oi'der to cive eubordiDa~ ,a. 
dmfiniw daoieion on such a. mattorc i:i.< oust first be ooordil:m~ with 
the DGputy OX" Deputi@s lm.vi..ns oo(;Diza.me or the othor cattoftl ~ 
wl'V®do la1 fe.ot0 eubo1i"dina.tes e.1ro !"roquent.ly unoertain __ o.a ·~to_whiQh 
Doputy l1.u ooolise,nce or 0. ~icul&~" ma:tt$ll"e 

4o In of'i'oot., th® divioion of authority mil.ODG tho Deputies !a 
overlappiDGo 'A.'his :> of OO'W'SCllo Clll.intsJ.mf ·tho Checks end balazw&S and 
prewntD a:rrbitro.r.r o.otian.., but it also dol~~ tho doci&iono If the 
.bleputies ooooemad ~oe~~ th® delf.\Y' is ahorte If" ~voro they dis
~" it ~ be quite prolcmccdo It is !'eOC(;ni!.fJdo of OOWSGo that 
r:~ajor policy dooioions vllrl.oh seriously e.rreot tlw into&"Ssts of' two 
Of' r.:J.ON Semo®:&» or Tlb.ich e.ffoot AFSA &YA o, uhols 19 should p~rly 
bo pwJ~ed upon by ::ooro t.!um om i>eput:fo On tm other htlnd0 rrm:r:q ct 
t:m deciB1one oersly involve questions or pro«??dW"Gc or or mterpl"eo 
tation or iclpl.Gllentation of esmblielmd policies" and roquiro o:t'izy 

;..,\.'\ . ·- . . 
an ~lthorit&tiw ramrnrero ·To dea.l properly W'ith such oaseB~ tllSI 
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SU~lJECTa OrcQZlization or AFSA 

cuwhimry or: AF'GA should bo or~d toil" p:=ampt aoticmo 

5o ThiD liWk ot ol8U'coOUt division ot wthorit:f at ths _top in 
AFSA'a ort;CmimtionD ho.a resulted in a frequent la.ok ot proper cOD 
ordimtion acODG the imrious oamponen:t!!s ·of ~A~» 'i'hiS has bean ps.l"tm 
ioul.Oi'ly noticeable in the. AFsA ataf'to Tho stat'f di~iollS are r0D 
quired to work tor Gll tll!'oa Doput1ss., and thwJ oust W:f to _serve 
three bosses ot equal e.uthori\Yo . ln an ei"fort to OVOI"CCmS lf'e&ul:tiJO& 
oocl"dinat1cm f'aUures. tho ~tivo tor Coordination e.ml Camplianoc 
WU\ osta.blimh9461 and placed under supervision of t.he ::;em.Qr Deputyo 
14h1le in DaZ\1 NS~J~cta thiS : .xeoutive is fcwod oi th the problo:!:iJS 
of. fi Chief of Sto.f'f'c o.otuall;{ ho hB!ll only .the authority or am fumou. 
tiw Seoretaey or em Adjutmit Gcmerelo :U.s marost ommterpart in 
mval organisation is e. Flac: Soontaeyo Since the establishmaut or 
this oi'tioe0 thsre bas baon ocma:ldomble ipprow:nsnt of ooordini!P.tion 
in AFSA$ ami in my opinion- the present inoumbont 1s doinG Em emellent 
job,· !Icm7ovor. diraot:lon at tho staff'. stlll leo.ws ·auoh w b®. desircdo 
.. o hmro hfMi frequent emt'lplea o1" aerio'W!l dif'fioul ties ~.Vis inc out 
cf OOOrdinotioD foil~So ThiS lack Of ooordino.tion is ~ene~ly 
i'SCOt}lised within APSA~ o.nd . tho rosul t 1&. noticeable iD a craeriD&. 
temonoy to &Llploy tho ehotcun ClOthed or diasoaimtiono Origim.tol"S 
of lotten ·az!d mocolf'Ollda within Ali'SA wUl froquently diatri.but® tbmD. 
to variOO!I otricee., d1Vieionet> or branches CDroly to ·:4:W~a thnt 
aameone \7lio ciLht bo ill~I"'Sted wUl not f'ldl to reoeiw ·a oopyo 

Go ~!me the.eoto.bU.shment ot AF ... A0 the throo Deputies he.ve 0 
in ot'teot41 ea.oh tunotiomd u o. Cbiot of StsAtf' tar one or thti mAajOi" 
activities ot .AFSA, tha:t is 0 the ArrDy i.leputy' tor C<llSEC0 the IJaV7 
:>opu:t-.r for co: :;:t!JT" ond tho Air li'oroe De2utw tor R:.:D o ilad their fields 
of l"ellli,)Ont!ibllity been CON oloarmcut" tbcy clc.;.bt have i\motionad 

·with w:iequa.te ei'i'eotivonoss~ buta tho current o.ssiGIElent or respousi• 
bilities to them has oilito.tod aco.inet thiao 

7o In SUI:Jr:lar,/ ot \7he.t ho.s baon .said a.boveo it sosms to em that 
the cajor dof'eota in the top levels or .AFaA's Ol"Gflllimticm are bu1Cm> 
al.lyll . . . 

a.o Lack of olsarcmeut division or rosponsibUity and aut..h
ority eDI'Oised lYJ the t.bl"ee Doput1eaiD \7lU.oh results 1D dif.,. 
i'ioulty in arrivirl{; a.t j?roopt and claQJ'b>Cut deoieioma 

bo i.o.ok of adequatoly unU'ied auth'ltori-ey- over the s'Wf' 
divimiona., t1hioh roeults in ir.lpl"'po~ coord1nat1oDc~ 

CO~~FIDENTI/\L 

/ 
I 



. 50. 
2 aucust-19ol 

Sli'DJr:CTs Orceni.&ation of AF'JA 

So Daoause of the ~~r-Senice na'turfl ot AFSAo &nd the necossi t¥ 
or ca~ oei'tain olmcbl and b&lwese it does not :eppG&i"' f'euiblee 
at tbls t1me~ to oatclbUsh tbs neat Gtf'ioient type of' orcmdArm.tion f'or 
its oonbrolo On the credi-t tlide0 it me;y bo said that whatever disa 
ad"mrltae;es nsult h-01:1 divided authori-t¥ at the DepUty l&'D'elo a din .... 
sion oan roduco bottlemoks o.t tho t0p0 proVided the aplit is worlmbleo 
In rru op1m.onD it "C"JSq be possible to G~Tiw at e. better ~SMut 
tball-llG\W exist!i9 Without~ the proviaioils or the basic C~!" 
(JoCoS~ 2010)o .. 

9o ri1tbin AFSA then aro o&sentWly thrOe~ functions. to·. 
bo purfol'DOd~t · · · · 

ao co::Iur;8 

bo co~·.:si~c, and 

oo ntarr (COntrol" plemlinc;, emd support)o 

It is l»lievod that a diviaicm or l"dponaibUity at Daputy IH.rector 
lewl raiGht be mre et£aotive if it were made alolli; these li.neao 
Should it be desired . to follow the ~puty pattern usually f'O\mti 
in other joint o~anise.tlons a co. iii:T opei'atioim ocruld b8 ·placed undGilr 
cmo :J&pilty Direoto!-Q co:.nr::c opontions under o.natm:f' ilet>ut.v Direotorc 
o.nd Start· IIIOti:vities under another oi'f'ioor Who Would be tho Chief' ot 
tha ~t.lA-?. lit&"~ 0 Plrefembly 9 the two .Deputies should not be rram th® 
same Sel"Vioo as tho D:l.reotoro Tho co;nriT oiJ3rations i.Jeput-; would 
have· supei"Vie1on ot all r&ttei'B UDder oocnia.att3e or the ilf'.fioe oi' 
Opan.ticms 0 and of the ·CO:.J:UT .f\motiom ot the Of'f'ioe of Re&Gazoh aDd 
Dewlopmento The COl.St:c operation& Depuv would41 similuly~ haw 
aupsni&ion ot all f\mo-ticmia under tho ooGJlize.me of thD Of'fiCG of 
co: :SEC.,· mlli ot tho corro;:c i'uD.ctiona or ti1e otf1C9 ot Resoarah e.mt 
Develcp:monto · The Chief' of AF."iA stat£ would haw supel'rieion over all 
cattora undor tba OOGDUo.=G or the staff' divisicmao This wcW.d in
clude the routi.J:Jc o.nd tollowaup of oOl!'TOspondence~ AFSA OC!Ct'IiAnico.tiom., 
tf'snni.nL; sohoolBo and aconoyawide ed:;rlnstfatiw atAtteftJ., (ioOe .ine 
term.l coordlna.tiono olea.re.ncesD personi~Sl., distribution. etc) o AD 
o'bviemly qU9Stionable teo.tulro Of thD foregoinG e.ft'~ ~r{ th9 
division ot authority owr Roaearah and Developm~o IIcsaver~ tba 
cd:.!GEC and COiiiUT aotivitiea t:£ tbs ottioe or Rl:D U'O cer:orally quite 
oloBrl:,r def'inod• am the present Chief . or thAt afi"ioa docs not boa 

· U.ow that tho proposed &ri'Q.D{;GOODt vould create a:tJ3' aor1ous dit
fioultieso In i'aote~ such am e.rre.ncam!ll:nt ci.:;ht well ii:tprove ooord:l.naco 
tion between oporations and related Rl:Do 
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lOo Th9 ceoorol · i'lan of. orGQDization iS· sbmm 1D tl8 atteohed 
dia~omo It io reoo¢sed that a sinGle DspU'f:U is non:lS!l~ p~ 
i"&i"i'Sdo uamewr0 the COLD:Uf and C~tC opan.tioM ot AFSA &.1"9 80 
diGtinot tha.t I bsU.cve thei"' o.ro oarto.in definite advantages in 
havinG tuo Depui;ies for the AconOJ'o 

Uo The Smil30 principle of orgmism.ticm could" of oourse~ oo 
&.p-Jlied to A three Deputy UTi'mGG~ Tlb.en~.1 the third Deputy would 
supervise R:':Do Under ouch o. Gchecee all ot the AFSA oolle.to!ml 
£\motions DCWl distributed amtme tho Deputisa would be placed UDder 
the Chief ot lt2'>a e'tatto ~von thise l bal!eve would be a diatimt 
inprO'VOO.Ont over the oxi&i'tiD{; setoupe ~CIWOVOI"tt el thouGh I vms a 
~ to creo.tion of the threo Deputy plnn.e I am na.1 inolimd to 
bolie"'J'e thAt a J8puty trco tho saco ~orvioo an tho Director iS not 
~0 at least for too purposo orii_;iDally' onvJ.saceci0 o ince the 
bole.noe ho wu inti.Nt!ded to supply orm probably bo provid6d oore 
adetAtm.ttllly by tllD DiNotor hiclol.f 111 The roal justii"ico.tion llOiW 
ai)~ to lie in tile pcaeiblc adwnta{;e or h&B:ri.ll{; at the top au 
expsrionood and technical~ queliticd ot.r~r from each Senioo who 
is tJl.Of'O~ f'mailiar llfi:tb. the Oeyp~lOl;iO Operations and roquino 
Qant& . or tho :.ioniDe tho.t hs rep:treaentso 
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Jo Ne WENGER 
Capte.in0 U oS., Navy 

Deputy Director 0 AFSA 
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