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i In respon3e to your 1nstmtﬂ,omg tho following cmoms
 are submitted with recard te the organisation of M‘»Ae

20 In my opinion, the sontrol orgenligation oi‘ AFSA i3 Yoo cume
borsoms and wsvieldy. This stems besically from its jolnt mature. In
ordor to insure that the views and interests of all threoe Services are
clven dus weight, & sevries of checks and belances has besn established
at the top. This begins with ths thres Deputlesz; oach of whom hes
rosponsibility to represent, at leest to a degrec, the interesis of
his perticulap Service in dosisions mede et the tope Tho principle
is ¢hon extended by a distribution of key positions emong the thres
Corvices egquitably or in scooxdanse wWith thoir spscial intorests.
Uhile this distribution has bssn only partielly eshicwed, it is nevors
theless an svowed aim, and i3 dcubtless sound in principle.

8 In the deslegation of responsibility and authority to sube
ordinetss, again on effort has bsen mede %o walntain a balarse, Lesh
of the Deputies has bsen e38igred supsrvisory responsibility over ons
of the major technical funmstions. Inr addition %o this primaory cssigne
mount, each of the D@puﬁies has been given additiongl coallateral funce
tions in such & manmer a3 o effect an equitable division of the work
loed. In thsory, this arrongement should operate ts prevent the AFIA
effart fron gcotting seriously out of balense in faver of cma Servics.
dozpver, ths esstval rosult hag bteon that in the majority of oases no
eus Doputy can malks a olearwgut deoision on eny quastion that comss

! bafore hime Fer exnmple, ip my own case, any matbter arising in the
COINT fisld ubually involvss eithewr psrsonnsl, facilities, security,
or vesearch ond deovelopment. Thus, in oxder %o glve subordinates s
definite decision on such a ma%aro it nust Piret bo coordimatsd with
the Doputy or Deputies having copnizmance of the othor mattors ime
volved, In fact, subordinaiss ars froquently uncertain s to.which
Doputy haes cognizexnss of o Mﬁ.cular nattore

4, In affoot, th@ division of authority emon; the Deputies is
overlapping. This, of course, maintains tho checks and belancez and
provents arbitrary cotici, but it also deloys tho decision., If the
Deputies concernsd agres, the delay is shorte If, however, they dise
arro9, it ngy Le quite prolongeds It is recognized, of courss, that
major pelicy decisions which seriously affeot ths intorsats of two
oF more Sevvices, or which affest AFSA e8 @ whole, should properly
be passed upon by moro than ono Uspubys Om the othor hard, meny of
the desisions merely involve quostions of procsdurs: or of interpre=
mtian or implenentetion of esteblishmwd policies, ond rogquire only

- an mthofita.tim answers -To desl properly with such cases, t.‘h@
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nachiuery of AFSA should bo organized for prempt actiome

S0 This lesk of clear-cut division of emthority at the top in
AFSA®s orgenization, has yosulted in a frequent lack of proper 6o= -
ordimtion amon; the verious components of AFGAe This has besn parte
iculerly noticeable in the AFSA steffe The staff diviaions axe re= -
quirad to work for all ¢lwee Deputies, ond thus rust try to Berve
- three bLoazes of equal authority. In en effort to overcoms rosulting
soordination failures, ths Lzmecutive for Coordination and Complianse
was eatablishsd, end placed unmder supervision of the Cenior Deputy.
while in many respscts this | .=zscutive i fased with the problens
of a Chief of Staff, actunlly he has only the authority of an Lzsous
tive Seorectary or an Adjutant Generele Ii8s noarost counterpart in
naval orgenigation i8 & Flag Scoyetary. Since the establishmert of
this office, there has bscn eonaidorabls improvemsnt of eoordination
in AFSA, and in my opinion the present insunbont is doin; an excellent
Jjobs !lowover, direotion of the staff still leaves nuch to bo desirede
«¢ have had frequant exnnples of serious difficulties epising ocut
of soordinstion failurss. This lock of coordinatiom is ,ensrally
roco;niged within A'SA, and tho rosult is noticeable in a growing
toudonsy to employ the shotpgun mothod of dimsenimation, Origimtors
of lotters and memoranda within AFSA will froquently distribute them
%o varicus offices, dlvisions, or branches moroly to insure that
sompons who oi ht Lo intorested will not fail to receive a copye

Go Cinse the establishument of AF.A, the three Deputiss have,
in offect, cach functiornsd as o Chicf of Steff for one of the major
eotivitios of AFSA, thot 18, the Army Deputy for CO.ISEC, the Navy
Joputy for COIIT, and tho Adr Force Deputy for R'D, ilad their fields
of responsibility been nore cloar=cut, thoy night have funstioned
"with adequate offsotivencss, but, tho current assigmmsnt of responsi-
. bilities to them hes nilitoted agnirst thise

" 7o In sumary of what has bson said above, it Seems to me that
the major dofects in tho top levels of AF”A'e orsanization are basicw
allys .

8o Lack of clear=cut d'ivision of rosponzibility end authe-
ority exsroised by the thres Deputiss, which rasults in dif-
ficulty in arriving et proumpt and clear-cut decisionsg

bo Lask of adequately unified authority over the stalf
divisions, which results in inpropor coordinations
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8o Dsomuse of the inter-Service nature of AFSA, and the necessity
of maintaining oortein ohscks and balanses, it doss not eppsar feasible,
at this tims, to establish ths nost efficiant typs of organization for
its controlo. On tho oredit side, it mey bo 2aid that whatover dis-
advantagee result fron divided authority at the Deputy level, a divie
aion can roduco bottleonscks at the top, provided the split is workebles
In my opindon, it nay be possible to arrive at a better arrangemont
than now exists, without m@ods,nb the previsiom of the basic cherter
(Joc.,s., 2010) o . _

- 9o Ulthin AFSA thero are ossentm.ly thrw main funm;:lom %0 -
be porfornods

so CCIlTg
be COSHCE and
oo Staff (o&n‘h'olo plminc,g and support).

It i.B belioved that a division of pesponsibility at Damzty Direstor

lewsl might be nore effective if it wereo mede alon; these linsse
Should 4% be dezired to Pollow the Twee=Doputy patterm ususlly found
in othor Joint organizations, CO.IIIT oporations could be plesed under
ono Dsputy Direotor, COLIC oporations under anothey Deputy Direotor,
ond Staff estivities under another officer who would bs tho Chief of
the AFSA 7 stalf, Preferebly, the to Deputies should not be fram the
gsams Servico as the Director. Tho COIIUT opsrations Deputy would
have supervision of all natbers undor cognisanse of the Iffise of
Oparations, and of the COUIIT functions of the Office of Ressasch and
Development, The COISIC cperatious Deputy woeuld, similarly. hawe
supervicion of all furctions under the cognisanse of the Uffice of
CO:SEC, and of tho COiSTC functions of the Office of Ressarch and
Develcmmento, The Chief of AFGA staff would have supervision over all
pattors undey the cognizenss of the staff divisionms, This would ine
clude tihe routing ond followsmup of corrospondents, AFSA cermunicetions,
troining sohools, and agoncy=wide edninstrotive matters, (1.0, ine
terml coordination, clearances, personnsl, distribution, ets)s An
obviensly questionable featuro of tho foregoing arrangemeont is the
division of authority over Rosearch ard Developmemt. llomever, the
CO.GEC and COUNT asctivities of thw 0ffice of R:D ere gerorelly quite
oloarly defined, and the prosent Chisf of thot office fcos not bo=
-liove that tho proposed arrangenent would oreate any sorious dife
ficultiss, In facts such an errangemsnt nijht well improw cocrding~
tion between opomtiom end related Rz.l)e
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- 10, The gezorel plan of orgenizstion is shown in the atteshed
diapgremo, It is wecognised that a s8ingls Dsputy is normally pro-
ferredo. ilewgver, the COLINT and COLSLC opszations of AFSA eye BO
distinot that I belicve thero are csrtain definits advontages in
having t@o Deputies for the Agoncy.

11, The seme principle of orgmnigation could, of course, be
applied to a thres Deputy arrangement whereby the third Daputy would
supervise R:Ds Undor such a schemo, all of the AFSA collatoral
funoticns now distributed amem; the Deputiss would bo placed under
the Chisf of AFUA staffs Lven this, I belisve would be a distinet
ioprovenent over the oxisting set-upe Towoveor, elthouch I wus a
party to oreation of the tiree Jeputy plan, I am now inolinsd to
bolieve that a Jsputy frenm tho samn Sorvice as the Dirsctor is not
nseded, at least for ths purposc ori;inelly envisegsd, s ince the
balanse ho was intemded o supply oan probgbly bo provided oore
adoquately by the Direster himself, The zoel justification now
appoars to 1io in the pessible advantage of heving at the top an
exporienced end technically qualified officer from eash Service who
is thoreughly femilisr with the oryptologic opsrations and reguire~
mants of tho Lervice thet l» represents.

Jo Neo WENGER
Ceptain, U.S, Navy
Deputy Direotor, AFSA
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