
SUDJDCts 

lo In reepoma to your 1Dlltruot!ona • tho tollowinc oJ.uonta 
· llN aubml:tted wlth NGU'd to tba orpnt 1ati.on ot AFSAo 

2o .In Df' _oplnlan. 'ti. ocmtrol orpniatlon at AFSA !a 'boo oum
'bencm and umd.elq. th1a atama buioalJ¥ .1'rm its jo1Db ..,..... In 
order to S.un that tz. v1ala mx1 intereata or all throe ~emces an 
ctwn dm •ic;ht. a Hriea ot ahaoka and b&l~ baa been eatabl.iahed 
at the tap. Thia ber;lml •1tb tho three Doput1u., oaoh or \Ihm baa 
reapcmalbUlt_y to repraaent. at lee.at to a de&r•o• the 1nteroata ot 
hla partioular Senio• 1n dcoJ.aiom aode at the top. The prino1p.J.e 
1& tbon ezteDr1ed b1' a cliatri~oJi or Jat7 poattlom amonc th8 three 
Cerri.cell equltabl;,r. or 111 &oobrd&me With tbair spacial intereata. 
rJhlle tbJa d1atr1but;1on billl bean oDl.7 partWly aohlew4o lt la mwr
tholesa au av...a alm. am ia doubtlea• .aomd in prlimlpleo 

. . 

lo In the delecation ot napcmilibll1t7 ud authorl1qJ' to sub
crd.SnatM. ap.1n an atton bu baa made to nudntaln a balameo Baoh 
ot the Depu.tf.e• hu been uaipad aupeniaor:r NapomlbUitq over om 
ot the ·~or 1-obnloal :l'umti~o In adclitlo~ to thia F.1mar.r ••iGD
Dll!'Dt• eaoh ot 'tha Depuid.ea baa bee giwn add1t1onal oollatenl tuna
tlGDll 1D auoh a mamar aa to etteo't au equitable d1Vlaion ot 'tlw 1'0l'k 
1oldo In th8or,{ 0 tb1a arrGDGOl»Dt should operate· to prewnt the AF!;A · 
etf'crb i'J'.m cet;tlng aenoua11' out ~ bal.anoe · in favor of om Serri.ceo 
:Ia!llner. tl• aotml IWUl t baa be8D. that .111 'the majorl'l;y ot oues no 
om Depl19 oan m1m a olear-cut cteol.Qlon en any queation that coma• 
betoN ldDo · Fw ~l•• in .Us:i· Olll;l cue. 1Ars:f matter ~tsizig . Sn· 'the 
co:n:tl'i' .field ui11al.q iDvol"ira• either paraonml. i'ao111tle•o aeouritJ'o 
or NB8nrob md deftlr:»IIJIODto . Tliwa,, 1n ordGI'" to CiW Bubordlzm;tea_ .a . 
detiDlta deoialon on auob a. mattoro 1-G amt first be ooordlmtGcl with 
the Do~ - llaput!a• baviDG oocmaame or the otbor Cl&'tton ~ 
wl'WJdo In taot. auborcU.Dates aN i'roquant.11' unoertain_.o.a :.to-.whiO.h· 
Doputy ma oocm&CIDD8 or a.~-- ratter. 

4o In Gt.toot. the diviaf.on ~ atztboriiU Brl10%lG tlD Deputiea 1a 
owrlaP.PilJG• Thia• ot aourao. od.ntaim- ·tho oheoka and bal&DOGll and 
prnenta arb1trar:f a.ot1m10 but it also delap. tho dooiaion. It tho 
ileputiea oomaniad GGl'08• t.be delq .111 al1ort. It·. harawr. t.i.y- d!a• 
acroao it caq be quite prolcuced• It is l"eOOCni&eda o1' oourae0 tha.t 
ciaJor po11oy deo1a1cms Whioh aeri.ows)¥ atteot tbe intoraata .~ t.o 
or ClOft Serv1oes8 or *!oh af'foot AFSA aa a uhOle. ahould proper~ 
'be pU~ed upon b:f ::.llOl'O t.bGD OIJO. Ueput7c. On the. other hand• CIUJ'1 ot 
'tllD declalcma DI~ involw quoaticma ot.procodureo or otinterpre-

. ta;ap OJ" impl~tation ot eata~ilhod paliclaa. mld :roqW.re otJ2¥ 
· anWtbor1.tat1w rmner. To cleat Ftlt>erl.Y Tiith su<Sh ~.the 

C 0 ~<I F I D E N T I A L 
Declassified and approved for release by NSA on 07-03-2012 pursuantto E .0. 1352\3 { 

i 



........ - ·.....,;.;;::·.--..,.... 

l 9. 

DOCID: 3983156 

• loNFIOfNTIAL f 
2A~t1961 

.. 

S~JJEC't1 Orctmi&ation or AFSA 

---~-~~--~----~--------~------~--~-
maohlmr7 ot AFGA should bo. orcants-4 tor prcmpt·aou.ono 

s. Thia laok ot cil.ear-out dlriaion ot 111tborlv .at the .top· tQ 
AFSA'• ~stmiatlon. hU roaulted lD a trequenb luk ot proper oo- . 
Ol"dlmtlon aciOnc the ftl'"lowa oCDpODauta ·or AF3Ao 'ihil baa b•n pan. 
loular~· not1ooable 1n ·the AFSA atatt. Tbo atat.r diVS.lom &N n- · 
.quited to •ark tor all tbr• Doputle•• a.n4 th18 auat tl7' to .•ene 
three bol- ot equal author11\V'e. In an ertort to ovol'CClllD reaultiq: 
OOOl'dinat1ail tallurea• the ~W tar CoordimtlOD am Cc:apliame 
waa oatablillbi4. am J;kcid UDSer aupenialon ot the ~enlqr Dapu\y'. 
•1'hlle 1n '*" reapeota thia : aoutiw 18 1.'DOad vlth the problmia 
or.a Chief ot Stat.t. AO'tuDl.1-/' bo hu ~141' .tho authoriV ot an EZito~ 
tiw Seoretuy or rm Adjutant Genent. ::u.a !¥larast oounter.,>art ln 
naval orpnlaatlon 18 a. nae saoretarr. Sime tba eatab11ahnm1' ot 
tbia of'tioe. than hall baoa ooneldorable ~owment ot oaol'd1nat1on 
·:ln AFSA• and 1n rq opln1on 'the pNSent- imumbant 1s doltae am amellent 
job•· !Iolrovor• direotlon ~ tho atatt · atUl leawa ·rmoh· to be .. cle81rocio 
uo llavo had .trequent UAC1pl• ot aerloua dltf1oul1:1ea arilllnc out 
ot ooordinaUon tailure11. Tb1a laak ot· ooordinatlon la u .. nan11¥ 
nooi,711184 WS:bhlD AFSA. and t.bo l"0814 t la· DOtlaeable ln a GJ"OSlnc · . 
tenlomy to 8lilp1oy the ahot{;ull aotbocl ot dSSeaaimtS.cm. Orl;imtora 
of letters . am met10nma Witbin Al."'SA Tlill troqua~ diatribut9 t1-
1:o vv:lam at.tlaea. dlVialona0 or bro.nOhea mrol7 to .~..-. tlr:lt 
amacme aho s!.yht bO ·s.ntnl'eBted Tlill not tall to NQeiw . a OOPJ'• 

o. :::ime tba.eotabllal'lll9m ot AF...A.-tba thr• Pep~ haw. 
1n otteot. eaoh f'wlot1omcl aa o. Chiot of Statt tar om ot the major 

. aot1v1tle8 ot AJ'SA0 1d1At 18• the Anq AlelJ'lV tor 00.lSEO.• the u.v 
:)oput:f tor co:a:m. and 1:ho Air Faroe De2U1¥ tor a·ll>o tlad thall" tlelda 
ot. reapcm11ibilitv been coro oi..z.-out. tbDT alc.;ht .have tumU~ 

· with adequate oftecstivono••• but. t.210 our"11'b u•i&D:Bnb ot reapomi• 
bllitlee to thm hall ~itAted acm.z-t tbiao 

· 7 o ···In aw:xar1 of vbat ·hall bCton .said above. it a..n. .to m that 
'the najor clofeots ··in the top l~l• of Ai""'.J.'a arcantsatlon are b&BS.O-al.11'1 . . 

a. LaoJc ot oleal'-out cllviaion ot roaponalbUUq and auth
ority a1rolaed 1fi' the three Doputiea• \1hioh resulta 1ra dlt• 
tloulty in arrlviDc at ~t aDd oleOl'WOU'b cleo1aloma 

b• Luk ot adequately um.tled authortv oVor 1:llG atarf' 
d1via1om0 uhloh maulta in iapropor coordinatlon. 
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St;1lJI:;C!1 OrGGDi&at1on ot AFSA 

a. neo ... ot the t.zi~enioe nature ot AFSA. am the neeouttv 
or -ralntla1nt "6 oa"81D oheokl and. bial.amiea. •t ctoea ·not : appear teulbl•• 
at tbla u.. to oatabUah ·tba aoat attlOtaut tne ot Ol'g8Diaatlon tor 
ita Oonbrole OD the ONllt al4e• it ID"lf be aald that vbatn&r dla
ad~· Nult tra:a 4lv!de4'authori• at t.be. Deptitv 19ftl. a clivl
alon oan :raduoG bott4emolal at the ~ •. prodded .tba apl.1 t la •criableo 
ID IV' opSDl-. lt m.v be paea1ble to arrlw at a better. ~ 
tmm mi alata. wltholit GI080d1nG th8 pPoviaiom ot the baalo Oharter 
(.r.c.s~- 2010). . · '. . · _. · · . . 

·9o fi1thb APSA t:JHe. are -~ .thnrl m8iD -~-·to·· . 
be por.tozm41 . ' . . . . 

a. CCI:Ill'lJ 

be CO:·lJECJ and 

.o. Gtatt (00rxtro1. plamdnc• and eupport;).. 

Iii la l»linoci 1:h,a't" a cU.vlalcm ot ftllilpomlbil~v at Dap.ity UlNotor 
.18991 rd.Ght ba more etteni• lt 11J Wl'9 made ~ the•• llmao 
Should. lt be ci•in4 . to tollOll the 1'1fO-JleParv pattern uaual.1¥ found 
1n other joint orplsatlom• C~ III:T opel'atloia oould be . plaoacl under 
ODO Jepirt.y Dlreotor. CO:SEC opora.tlom under' Q.Daf;her llaputy' D!Notor. 
and Statt. aotivlU.. .... another ot'tioer who would be ~ho ChW ~ 
the AFS.a;?·atatt. Praterab17. ttie two .Deput;l.- should not be i'l'aa the 
ame Senloo u tho D:treotor. Tho CO:llll'l' ~peraticmB Deput:f would 
have· aupanU1cm ot all ratters under ooemaano• ot th8 iJftio• ot 
Operaticm. am ot b ·C~ur f\mo1d.om or tiw arf'ioe ot Reaearoh am 
Dnelopnam. !he· co1s1:c operat:lollli DeIJU1ir would. amilarlJ'e haw 
aupal"dalOD ot all tumtS.cmli UDder the oocntame ot tho <rn.oe ot 
CO: '.BEC• . azd ot tm . COltr:e· tunotioml of tile ottioe ot llea•U'Oh am 
Dnelopmmt. ·.The Chlet ot AFf.>A atatt would have aupenlaion O'NI" Ill 
aattera undor the ooem•.-. ot the atatt divlalom. 'rh1• would· ln
olude tl1& i'ou1iizrG aDl f'ollm-up ot oorraa~ .. AFSA 0C1Dardoat1ona~ 
wat.nsnG •ohoolll• and a&~ adntmt.ratlw rattan. (1.o. ~ 
t.arml ooordlnatlon. olearanoea. -peraoaml. d1str.lbut1on• eta). AD. 
obvJ.8aal¥ qmatiombl.e f'eatul'O ot tbo toragoill(; ~ ~·'.tlJa 
diviaioD · ot autllorlty owr Roaearah ml Dnelopuint. IIowaver~ the 
00:.:lEC am COHIW: aotd:rit!e• at t.'w atn.oa ot R&D .... cemrall.1' quite 
oloU'l:f deftDod• mx1 the proaent Cbief . ot thAt ottloe laoa not bo
liovV Uiat tbo propa11ad ar'l"llDGmGDt voulcl or..te m:q aoriowJ dlt• 
ti~Uea. In taO'b. IUOh an ~nt; m1.:;ht •11 iraprow aoordina-
1;1on between oporaticma .a.TJd relat.ad IW>. 
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10. 1'ba cGrlOl'Gl · p1azi. of. oramtaat1on 11· •hon 1n tm ·attaohetl 
cli&gram• It i• reoo~ecl that a •1nc1• Depuiu ~ normal.]¥ pre
teft"8de. ifm.._r. the comm and CCI.Btc operdionl ot AP'"r.>A U'G 80 
d:l.atlm~· tlm.t I bellow bro Are oel'W.D def'lnlte adftntagea ill 
havin& tllo Deput5.el tor the A.caml• 

u. The ... prlm1p1• ~ orpnlaUcm ooul.4. ot aoUl"ll•• be 
Ai)'Jls..d to a tbne Depu1i' ~ wi.Nb'J tho th1rd Depu'ty' would 
aupemae Ir:D. t1ndlr allCSh a eobam. all ot the AFSA oollatonl 
tumticma nm d1atrlbute4 amanc 'tho Deputdaa would be pla08Ci under 
the Chief ot APUA atatte hen thia .• I 'belteTe wau1d be a 41atimt 
~ awr tho qzinlq; •et-ue• !IcMnor. llthouc;h I ms a 
~to onatlon ~ t1:e tbree Deputq plan. I aza na.1 inolimd to 
'boliaw tllA't A ;.lePuiV · troa tho ~GCIO tioniaa aa tho Director u not 
medod. at leut tf11' the pur~o orlijlmlly- •nvlaaced• • 1nce the 
bal.ame ho .,,... int.med 'to auppJ¥ oan probab~ bo providecl mre 
adeqtaw!Y' bJ the Dua"°" ~olt. b :roal juatitloation now 
&ppeara to llG 1D the po1alblo advanta&e of haviDc at the top aD 
~owd· aD4 'baobn1oalJ¥ qual.U'ied ottlof.r t'rara eaah Senio• 'llbo 
5.a tb~ t-Uiar W1 th the ornrtolo&;lo operat1ona and rocpire-
mnta . or 'tl10 ~J"lio• that l• repn98nta. · 
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J.B. WEIGER 
Capta.f.n. u.s. Rav 

Deputy Director, Ai'SA 
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PROPOSED PLAN POR REOROABIZATION OF AFSA . . 
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