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MEMORANDUM FOR THE BECRETARY OF DEFENSE -

Subject: National Military Command Structure and Dep'.i‘ﬁi?\ta‘l
Headguarters Studies

1. The other Chiefs and I appreciate the oppoftmmity
to provide comments on the Steadman and Ignatius Reports.
I believe you will find our views on these important xmports
positive and forthcoming.

2. As Dick Steadman points out, there are a nunbet of
things we can do to improve the institutional product ef the
joint system. I firmly believe, however, that the fumlamental
organizational structure is sound. 1 agree with Dick that
there is no present need for dramatic change, such as the
creation of a body of National Military Mdvisers.

.3. Dbick's recommendations provide an important fitit s'tep
in-efforts to increase the effectiveness of military counsel ~-
particularly from the joint arena. Over the next seversl months,
the other Chiefs and I will be looking for additional mys to
improve the joint system. In addition to ?:amining the quality

- of military advice, we will focus on the C’ and readiaess areas.
The goal is evolutionary =-- but meaaurahle -— mprove-nt to the
present system.

' ~
4. I suggest we discuss the Steadman and Ignati- neports
at an early SECDEF/JCS meeting.

A

DAVID C. J
Chairman,

, General, USAF
t Chiefs of Staff
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THE JOINT CMIEFS OF STAFF
WASHINGTON, D £, 20201

JC5M-~290~78
1 September 1978

MEMORANDUM FOR THE SECRETARY OF DEFERSE o

Subject: Comments on the Rational Military Command
Btructure and Departmental Headguarters Studies

1. The Joint Chiefs of Staff have examined the Rational
Military Command Structure {(Steadman) and Department Head~
guarters {Ignatius) Studies as regquested. The recommenda-
tions contained in these studies are viewed a5 innovative,
positive suggestions directed at continuing evolutionary
improvements in military operations, functions, and the
quality of military advice.

2. While all of the recommendations in the studies warrant
careful examination, those dealing with resource alloca-
ticns, the role and function of the Under Becretary of
Defense for Policy, and the relationships between the
commanders of the unified and specified commands anéd the
Joint Chiefs of Staff are of particular significance.

a. In an era that regquires careful management of vital
resources, an increased role for the Chairman and the
Joint Chiefs of Staff in resource allocation and plan-
ning decisions is desirable. 1In conjunction with the
commanders Oof the unified and specified commands and the
Joint Chiefs of Staff, the Chairman will be able to
provide advice on resource allocation issues from a
macromanagement viewpoint. The Joint Chiefs of Staff
will review measures and options available to implement
this suggestion and will make appropriate recommendatioes
to the Secretary of Defense in the near future.

b. The Joint Chiefs of Staff strongly support the concept
of assiqning responsibility for development of national
security policies and objectives to the Under Becretary
of Defense for Policy. The establishment of a Planning

“ Office to provide timely promulgation of national security
objectives and policies for incorporation into all DOD
documents, especially in the areas of long-range and
contingency planning, would-substantially increase the
effectiveness of DOD operations.
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¢. The Joint Chiefs of Staff alsc support actions which
would enhance the role of both the Chairman and the
Joint Chiefs of Btaff in their relationship with the
tommanders of the unified and specified commands. Such
an increased role would result in more effective manage~
wment and increased combat readiness of military forces
worldwide. The Joint Chiefs of Staff will undertake a
review of DOD Directive 5100.)1, a3 suggested, and submit
recommendations for its modification, if appropriate,

consistent with Title 10, US Code.

3. Detailed comments and conclusiong reflecting the view of
the Joint Chiefs of Staff on each of the recommendations
are contained in Appendices A and B. As indicated in the
Appendices, there is general agreement with the thrust of
the recommendations in the studies. Many specific points
will be immediately implemented. Some of the issues need
further examination and must be carefully weighed to deter~
mine the full impact upon operational capabilities as well
as staff relationships. 7This review/implementation process
is expected to be eveolutionary in nature. Hence, the Joint
Chiefs of Staff will, ac appropriate, provide their views
cn these issues as analyses are completed, and they look
forward to continued discussions and decisions regarding
these important issues.

F?r the Joint Chiefs of Staff:

" DAvXD C. JONES, déneral USAF

Chairman, Joint Chiefs bf Staff

Attachments




APPENDIX A

COMMENTS OF THE JOINT CRIEPS OF STAFF
O THE RECOMMENDATIONS OF THE
BATIONAL MILITARY COMMAND STRUCTURL STUDY

The Unified Command Plan {DCP) *

a. The UCP should be reviewed by the Joint Chiefs of Staff
and the Secretary of Defense at intervals mot to excesd two
years.

(1) Comments/Views. The Joint Chiefs of Btaff concur

in the recommendation suggesting periodic review of the
UCP to assure its conformity with current diplomatic-
military realities. and the requirements of the Depart-
ment of Defense for effective managament of US Armed
Forces. A complete review of the UCPF was conducted in
1975; specific fssue revisions of the UCP were conductad
in 1976 and 1977, Additionally, & review of the UCP is
currently in process by members of the Joint Staff and
the Services, and recommendations resulting from this
review will be forwvarded to the Secretary ¢f Defense
as appropriate. Purther, the annual sdministrative raview
of the UCP, currently conducted by the Jointiltn!t, yill
be expanded in‘alternlto yoars to inel;do aﬂdronI;I by
the Joint Chiefs of Btaff. -
{2) Conclusion. Current Jeint Staff procedures reguiring
annual administrative review of the UCP will be amended
tc provide for addressal by the Joint Chiefs of Btaff
in alternate ysars.

b. Belection of the commanders of unified and specified

commands should be on the basis 0f the best available

qualified officer with consideration given to mission and

forces assigned rather than strictly teo Service affiliations.

JCEN-290-78 1 Appendix A
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{1) Comments/Views, The Joint Chiefa of Staff support

this recommendlation. While it is racognised that,
historically, commanders of unified camtands bave besn

appointad aloeng Barvice linss, current assignmant ?olic.tu
4o pot rastrict sesignments of coemands to & miu
Service. In providing rominaticns to the Bscretary

of Defanse for unified comvand positions, the Joint
Chiefs of sws: will ooneider all efficers ma by

o - S

the Sccntu'iﬂ of the Rilitary btpa:mau.
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{2) Conclusion. Appointment of mndtn for mifisd
commands should continue to be made on the basis of
qualification, giving due regard ¢to mission anéd forces
axsigned.
¢. In considering UCP organization end functions, & CINC's
*military=diplomacy® role should be an important conaidera~
tiéﬁn.
(1) Comments/Views. Contur. It is important that the

CINCs retain an overview responrsibility for sscurity

assistance to countriss in thair arss 1f tiw Bscrstary
of Defense. and in turn the Becretary of Stste ané the
President, are to receive the totality of awailable militsary
advice. The criu:s. assistad by thalr Stats Dapartment-
assigned political téifitcu, can provide "on the scane”
detaiied country requirsments ané assess the military-
political implicntions to the country and ares eonnected
with sach proposed level of asaistance,

{2) Conclusfon. In considering changes to the OCP, the
Joint Chiefs of Staff will sssure that the military-
&ipxu:ucy role of the CINCs will be given significant

BRI REEE SRR

sttantion.

? Appendiz A

i ——————————

-



4. There is no nesd for unified comrands to Cover Bll Aress

of the world.
(1) Commenta/Views. Concur. The UCF, as presently
structurad, recognizes thare fa ne regquirssant & assign
operational Tesponsibility for sll geographic sarsss of
thes world., US sscurity interasts will dsteraize thoae
areas whers armed forces azploymant appears warrantad
and, hsnce, must be Incorporsted in the ares of opara-
tional responsibility of & unified mﬁ Prudence
dictates that specific arsas of the world not assigned

to any commander of & unified command for operstional

L Yt
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responsidility may be senigned for contingancy planning
purposes at the direction of the Joint Chiefu of Staff,
{2) Conclusion. The Joint Chiefs of EStaff should not

t 2]
Ak

make recommendations for assigning unified commanders
ares responsibilities for the sake of! achlieving ¢global
coverage. Current aasigrement practices should gontinuve,
with recommendations for spsignuent of areas being made
on & case~by~case basis, consistent with evolutionary
political-milftary requirements.
®. A epecisl study should sxaming the cosponent commands
with & view toward fdentifyiny redundancies in functions
and personnel, with particular sttention given to the
fensibility of consolidating the components® logistice
funciions.
{1} Comments/Views. Reduction of personnel and slimina-
tion of staff function redundancies are always dwsirsble
goals. Many steps have besn takan in recant sonths
to reduce or sliminate unnacsssary or refundant
lumrtiori; at all military hesdgusrters levels. o©Of
significant note was the stuly directsd by the Secretary

SN R
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(2} BUCOM should continue to plan for, and sxecute shen
directed, 811 oontinganty operations in the Riddie Meet.
{a) Comnants/Views. The Joint Chiefs of Stalf msscur
in this recammendatien. If the Niddle Bast remiss
an artes of USEUCON reaponsibility, ss recornenied
above, LSCINCEUR sheuld conduct contingency plesming
for the ares and should sxecute contingency plwm
when ordersd, since his staff would be moet fwmiliar
with planning factors and conditions in the wemm of
operations.
{b) Conclugion. USCINCEUR should continue to pian
for and conduct operaticns in the Middle East. as
airected by the Becretary of Defense and the Xfat
Chiefs of staff, .
{3} Thers should be sufficient flexibility in NiliGe -
Esst planning to permit & contingency being run Sisectly
from Washington, with FUCOM in & supperting role mdfor
to permit establishment of an on-scane unified comed
reporting either to EUCON or direct to Washingtom
{a) Compents/Views. ¥he Joint Chiesfa of Staf? emrur

in this rscommendation. Current mi&no&o@y prondibe s
the tloxibniﬁ to direct oparations in the RilGe -
Bas: from Washington-or to parnit establishnent of an
on=scane unified coemand 4if the situation warsemts.
{b) Conctlusion. The flexibility of current coeend
arrangements should be retained; however, to tie
degree possiblis, both the astadlished chain of coamand
and sxisting contingancy plans ahould be use® fwr
crisis management,

(4} The Joint Chiefs of Btaff should examine the ewespt

of 2 sub-unified cormand for the Middle Rast repowtiag
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to JUCOK, and then provide thair advics on the proposal
to tha Becretary of Dafanss,
(a) Comments/Views. The Joint Chiefs of Staff lieve
that this recommendation warrants & details? sxamive-
ticn in the 1ight of the 1973 Niddie Zam ﬂi;imu
and possible scanarios which might oceur in the future,
It should be poted that USCINCEUR Qurrestly possesses
the authority to sstablish such a sub-comennd Lf,
in Ris view, tha aituation demands such action.
(&) gonclusion. The Joint Chiefs of Btaff, s eon~
junction with USCINCEUR, should exanine this pecom-
sendation In detail and provids the Sscrstary of

s

pefense sppropriste recommandatiors.
{5) Africa South :-:! the Sshara should mot mow be assigned

w IR
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) to EUCOM.
{a} Comments/Views. In visw of current Sowist snd
Cuban initistives in Africs, this recommendation has
aignificant implications. Yhe Joint Cxiaie of Staff
are now sxamining a variety of gplanning eltermatives
for Africa south of the Sahars. Thers sltarzatives

s |

include assignment of ares responsidility ex
Tesponsibility for planning only to a wified eqp;n&'

o to yetain respensibility for plannisg withis the
Joint Seatf. The aix comxandars of 'uilid ol specified
cormands who sddressed this subiect isdicated that »
requirement saxists to fdentify unified somsend respon~
sibilities for the area.

{b] gonclusion. Kpecific coment on this recommands-

tion is deferrsd pending completion of the Cwvent

study affort.
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g. UE Atlantic Commansd
{1) LANTCOM should retain its pressntly assigned mwes
and rasponsibilities.
(a) Coments/Views. The Joint Chiefs of Stafl soncur

+
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in the recommandation. Bowvever, LANTCOK arsas and
repponaibilities should continus to be resxacissd on

s paricdic banis as part of the UCP review in Light
of constantly shifting political-military conmlitions.
{b) Conclumion. ~Current LANTCOM area Tssponsidilities

are appropriate and should be retained.

{2} The Joint Chiefs of Staff should review the comand
arrangenents for US maritime assets in the Atlantic and
the Mediterranean and determine whether thess achiow
optinum sffectiveness for US and NATO postures.
(s} Comments/Views. The Joint Chiefs of Staff comcur
in this xum:;sﬁatian. CM:;;; u;mmnu for
US maritime assets will b sxamined in cm:idm

of USCINCEUR's and CINCLANT 's respongibilities mm:,

in the courss of mormal mratiml tunctions, £OC

staffs wiil eonunut ta oxms.m wc} cm ATTRNG AN
o aspure meximur effectivaness and scceptadbilicy )

of any necessary ;‘djasmntl with XATO AKllies. -

{b) Conclusion. i:n view of the need o assure flaxi-
Bility of avalladle rescurces, an examination of

conmand arrangements for US mazitime aanets will

be undertaken,
h. US Pacific Conmand

(1} PACOM should retain fts presently ansigned arems
and responsibllities.




f. U5 Eurcpean Coemand o

of Defensw 4n October 1975, %he sctions resultimg from
that study and subseguent reviews Bave rasulted In
significsnt reductions in personnel strengths and
elinination of heasdguarters functions throughout il Jevals
of the unified and specified commands, and in Bervice
staffs a8 well. Any furthar reductions sust be spproached
with caution. A considerstion of functions, persommsl,
and Service reguirszents must take into stoount the
unique missions and reguirements of sach Beadguartars.
Reductions in componsnt command hesdqusrters, for exampls,
could lead to matching increases in unified command
headguarters in order to assurs performancs of adainis-
trative, a5 cpposed to operaticnal, functions now
performed by component commandars,

{2) Conclusion., The Joint Chisfs of Steff balievve that
‘recent ané ongoing staff and function reviews Rawe

 —— L A

reduced mejor military headquartsrs to the minimme Isvel

consistent with oparaticnal reguiremsnts. Nowever, the
results of studies nov underway regarding ssnagenest of
both Service and joint command logisties functione will
be svalusted for additional opportunities to achiew

greater aff .ie:icnéy inecparations. -

-

{1} The Middle Zast should remain a FUCOM ares of
responsibility.
{a) Comments/Views. The Joint Chisfs of Staff ooncur
in this recomnmandation. Continved asaignment of £he
Middie EZast to USEUCOM recognises axisting political~-

military relations.

{M"ggr_nc_}g_.m* Current arss responsidility is
appropriste. The Joint Chiefs of Bta?f will esatinun
o exanine ooRmand éﬂnmu as indicated Sn gud~-
paragraphs {3} and (4} below,
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(a) Commants/Views. The Joint Chiafs of Bralf concur
in this recommendation, In viev of the pitustion

in the Pacific theater, current PACON ares respon-
aibilitian Dest nest the sscurity reqeirempnts of

the United Btates,

{b) Conclusion. Current PACOM area sssignment and
responaibilisies are approprists and should be
retained

-

Fianning, prattices. and attitudes regurding crisis/

wartime command arrangemente for US Forces, Xorea should

retain maximum flexibility to parmit altarmstive arrange-

ments to include the present commsnd orgamization, dirsct

command by Washington of US Forcoes, Xorss, or 4 conbina~

tion of the two., ¥Where organitational decisions cannot

be made to actommpdate those alternstives, they should
be made in favor of an sssumption that thers will b« a
unified command reporting dirsctly to Washington.

{a] Comments/Views. %he Joint Chigfs of Staff
concur in the view that flexibility is command

ATrangamants is necessary. The presant structure
provides the flaxibility for contrel of a Korsan
conflict through the established chain of command
{CINCPAC; Commander, DS Porces, Koraa ICOMUSKOREA))

or directly from Washington. In each ease, command
suthority, relationships, and responsidlities are
clearly stated, provide for nnity of comsand for
combat and support operations, snd avald overlapping
contrel of concurrent operations by swparate corpmands.
Thus, flexivility is provified without the risk of

‘loss of control inherent in loossly defined command

relationships ané responsibilities.

F i
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{b) Cenclusion. The flexidility inhersnt in the
current sitarnative comoand structures should be
retained; morsovar, any descision s to which structum
will be utilized in a Xorsan contingsncy umia be
made only after evalustion by the Joint Chiefs of
Btaff of the advpntagss and dissdvantagss of each
under the circwmstances existing during the ¢risis
sncountered.

(3} The Army component command shouid not be reinstated

unless a convincing argument is made that this would be

demonstrably more affective than prasent arrangements.

{a} Comments/Views. The Joint Chiefs of Staff agres

with the view that tommand structures should be
changed only when significant managexent and/or
comrand ¢ontrol improvements can be percaived as
achievable. 7The Army is surrently conducting a
thorough and detailed examination of the Army component
structure in the FPacific thaster, The ébjcctln of

the study is to make recommendations rb%trﬂiﬁg the
appropriste command structure for Any gozéu in the
Pacific theatax. The atuly 1s sxanining all aspects

of the issue llm! will consider ¢art!niif the viaws ;!
the Barvice, mpomt eoma.ecn,, and m commanders
of unified commuands.

(b) Conclusion. The Joint Chisfs of Staff will Feviev
the results of the ongoing Army study and will forward
appropriste recoemendations to the Secretary of Defenspe.

i. US Resdiness Command

(1) REDCOM should be desigrnated as the focsl point for
the coordination of the dsy=-to-day aspects of mobiliszation
Geployment planning of all CINCa, particularly as they

Appsndizx A
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pertain to 1ift requirements and dstailed follow-
through dnr&ng major reinforcamants,

(n) Comments/Views. USREDCON is presently the
coordinating svtherity for taurm;ur daploymant
of ansigned sugnentation forces by gommon-user 1ift.
Possible uxwﬁoa o2 USREDOCXK'S m;c to inclode
acting as the focal point for mobilization and
deploymant planning, particularly ss it pertains to
coordinstion of 1ift requirements for commande and

the Esrvices and the deataliled managesent of the move-
ment of personnel and méu‘itl d&ri;:q 8 sajor reinforce~
ment operation, is under rsviev. 'l'?e scope of the
reviev does not inciude the avthority to allocate 1ift
between CINCa, vhich rmim s a::s tun:ucm. The JCS
Exarciss tchcﬂnha for tl';il 1011 mm ¥UGGEZY )

will focus on mobilization and deployment matters

and will contribute significantly o the ongoing
raview.

() gonclusion, Comments snd recompendaticns are

defearread until conpletion of Exarsise NIPTY WUGGET

and the reviev in progtsss,

-

(2} REDCOM should have grsater Naval and Marine forces
participation fn its jeint training sxercises. -

{s) CommentsViews. " The Joint Chiafs of Btaff concur
in this recormendation. MNavy and Marine force
participation in USREDCOM joint exercises has been
increasing over the past ysar, and further expan-

sion of this participstion world unguestionably be
profitable. Limiting factors hawe m the availability

of sufficieant sxercise funding and Barvy forces to accommo-

date the total traising/exerciss zequirement. Riforts

30 Appendix A
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wilil be made to further increase Ravy and Karine
torce participation fn USREDCOM axarcises within the
constraints of asmet and funding limitations.

(b} fonclusion. The Wavy and Marine Corps, in con-
junction with USREDCOM, will sesk ways Lo LncTease
participation in DSREDCOM axsrcisss of mutual
benefit,

{3} aEpcon should be given a broadar, sore active role
in developing joint doctrine for all forces.

{a} Comments/Niews. The Soint Chiefs of Btaff beligve
that development of sffective joint doctrine for all
forces iz an ares which requires continual amphasis
and improvemant and that USREDCOM should plsy a
significant role in this process. Developmant of such
doctrine is an svolutionary proceas and s sasigned
to a specific Bervice or ;gtncy- on the banls of that
Service/agency's expertise. Barvics componsnts, on
Soth a unilstersl and bilsteral banfs, continucusly
raview and sesk to improve those areas of joint
doctrine for which they are rasponsblle {s.¢., retant
Tactical Alr Command-Uf Army Training and Doctrine
Comsand (TAC-TRADOC] sfforts to improve closs alr-
ground operations}.-. USREDCOM acts a» & catalyst in
fdentifying doctrinal deficiencies in joint tacties,
techniques, and procsdures and in identifying arans for
which no jeint doctrine currantly gﬂlu. AL axample

¥
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of USREDCOM contribution in thia process vas its tele in
Exarcise BRAVE ERIRLD 16, conducted at Karine Corpe Bass,
29 Falme, Californis, in July 1%77. _m: sxsrcise, which
invélved Active U5 Marine Corps and both Active snd Deserve
OF Army and U6 Alr Porce units, Fesulted in development

i Appendix A

EiERiEIEIRIEIRI



canal dafense, this reviev will eonsider factors
partaining to US relationships throughout Latin
Amsrica, such as Feaionsl diplomatic-militarv roles.
sscurity assistance, and contingancy planmning.

k, Strategic Air Cormand., Mo study tuemm&nzu& nade,

1., Military Alrlift Command. No study recopmendations made.

=, Aeroppace Defanse Command. Mo study rscommendations made,

2. Martime/Crisis Mansgement

a. The chain of command to be used in any particulasr crisis
should be clearly snunciated at thes outset. IXf any slement
is to be Dy-passsed, it should remain fully informed of
developments. Thare should be no confusion as to the proper
flow of coammunications and the locus of responaibility,

b. NCA decisions during crises should be written and
verified whenever possible. Even oral decisions required
during samergencies should be followed pp immediately in
writing. 1n adéition, feedback mechanime should be estab-
lished to insure that decisiommakers know the status of
implementation.

c. A varisty of N¥CC~centersd command post exercises
responding to realistic hypothetical erises should be
undertaken to test the abllity of the Mational !uiit_u‘y
Command System to support the RCA. Senior levsl pol,;cy-
making personnel should be encoursged to participate.

{1} Comments/Visws on Recormenfations a, b, and ¢

{a} The Jeint Chiefs of staff ptrongly sndorse these

recommendations. The JCS c:i-n Action System,

Joint Reporting Structure, and an entire series

of JCs publications describe structured, yet flexible,
" procedures for crisis mansgement utilizing the World

Wide Military Command and Control System (WWMOCS)

and the National Kilitary Command Systen facilities.

4 Appandix A
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of recommendations for laproving joint procedurss

and techniques in the areaz of strategic air
mobility, CONUS land/surfacs transportation systems,
and modbility support forces. Purthar, DIREDOOM's
activities in the area of joint doctrimal improvamant
Bave increasesd in recent months. Arn axample is ths
smphaslis on and revised directives o the DEREDIOM
Jeint Tactics, Techniques, and Proénaurts Raview
Group {(JTTPRGl, whose reprascntatian has besn axpanded
to inelufie USIUCOM, PACOM, TRADOC, and addicional
USREDCOM component headguarters. Asferral of
doctrinal issues to responsible Servicea/agancies

by JITPRC and other USREDCOM cconponents and the
subseguent resclution pf thess issues by the Services
have resulted in increassd oparstional efficiency

during jJoint sxercisss.
b} Conclusion, Responsibility for developmant of

joint doctrine should continue to be assigned under
current procedures (i.e., £t0 the Service or agency
best equipped te dwvelop doctrine and resclve issuvea),
Bpecific arsas for which no jeint doctrine exists
should be identified and aspigned to the appropriate
sgency . USREDCOM ghould continue to identify .h¢£::
comings/veids in gaint Aoctrine and refer the problenm

to the appropriste agency for resclution.

{(4) Bavy and Marine participation on the REDLOM staff

should be increasned to achieve thass ﬁbjactivaa.

ia) Comments/Views. %The Joint Chiefs of Etaff

balieve an increamed level o2 naval staffing for
BEREDCOM should be commensurste with increased
participation by Navy and Narine forces in USKEDSCOM

12 Appendix A
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activitins, USCIRCRED has indicated that cuorrent
Navy and Marins Corps staffing (approximately

¢ percent of the officers on the USREDCOM etaff}

i3 adequate in viev cof prassnt lsvels of paval force
participation in UBREDUOM activities.

(b) Conclusion. The Joint Chiefs of Staff will
evaluate the requirament for sdditional paval repre-
sentation on the USREDCOM staff if the role of the

Navy and Marine Corps in USREDCOM incraasss.

4. U5 Southern Command

{1] Retain SOUTHCOM as presently constituted for at lsast
the period pf megotiation and tranefar of responsibilities

resylting fram the Panama Canal treaties.

{a) Comments/Views. The Joint Chisfs of Btaff concur

in this recommendation, especially in viev of
negotiations relating tc the Panama Canal end the

current status of politico-military activitiss in

the Latin American area, s

(b} Conclusion. ysSOUTHCOM organizations and functions
are appropriste and should be retained.

{2) When this transition pericd is over, review the future
of SOUTHCOM in light of the then prevalling :iliturg/
politicel environmment.
{a) Cmennﬂ{i;w:, The Joint Chiafe of Staff concur
in this recommendation, recognizing the meed for &
comprehensive exminantiar& of USSOUTHCOM
responsibilitien and Ianctiom.n the transition

period draws to & tlose.
(b) Conclusion, The Joint Chiefs of Staff will

Anitiste thie review prior to términation of the
3- to S~ysar transition period, In additien to
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These procedurss and facilities provide for the
sxchanyge of information between the CINCs and the
Bationkl Military Command Center (0KC) for the
orderly developmant of military options for the
impiementation of MCA decisions. JCE publicstions
delineate procsdures, sstablish srsass of responsibility,
chain ¢f command, and command u}at}mlhip-. The
procadures provide for issuance of voice commands
with record coemunicaticns ‘iollmp.. Al military
execution dirsctives in times of crisie sre fspued
by authority and direction of the Secretary of
Defenme and specifically spproved by him., JCS
Crisis Staffing Procedures provide for sctive
participation in the ¥MUC by policy-level representatives
of appropriate non-DOD agencies during erisss.

{b) A meries of WMCO-centersd covmand post exercises
{CPX3) are conducted regularly, including majer
semiannual JOS CPXs. 1In the fall of 1978, & major
wmobilization CPX fs schedulsd to include partici-
pation by senicr-level represantatives. While the
procedures and aystems for ¢risis managsment kre
generaslly wound, they have, as noted in the report,
not been applisd consistently during past crises.
The participation of senicr~lsvel pelicymaking
personnel in sxercises would significantly enhance
this process and insure the familiarity of key
personnel with the facilities and procedures during
actual crises. .

{e} In discussing crisis sanapement, the report
Ls;ntiﬂn seversl areas that deserve continuing
attention. Some arsas, such ar improved communica-
tions, improved reporting procedures, positive fesd-
back on NCA dirsctives. improvesd dats collection
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and processing, and improvesd analytical techniques
ars amensble to precrisis procedural and havéwars
fixens, The Joint Chisfe of Staff will pursus thase
improvenants. Bpecific ongoing efforts include:
i. Improvemsnts to data handling and Aispley
capabilitiens in the NMOC,
2. Computer internetting to facilitate dats
processing,
3. Pormatead reporting to improve data sxchange
in support of contingency planning during
exines,
4. Regular, in-depth review of JC5 crisis manage~
ment documentation, such as the Crisis Action
SEystem and Crisis Staffing Procedurass,
Other areas identified by the report, such as avoid-
ing overcontrol and bypassing the chain of command;
dmproved liaison Detween the Escretary of Defense
and the Chafrman, Joint Chiefs of Staff; and greater
use of CINC contingency plans, must dspend on the

'grg]mmmmﬁ[&wnz'g!:’;':1=l;’:l:':lxtglwfﬁiiﬂlatmf‘lwlﬂfﬁ'

knowledge and Judyment of sesnior participants st the
time of the crisis,
{2) Conclusion. The Joint Chiefs 6f Staff will continue
to review and nodify,»;l appropriste, wotablished pro~

cadures and systems for crisis mansgement, and will con-
tinue ¢to exercise these procedurex and systams at all
compand and policy levels in those agencies potentially
involved in crises. The Joint Chisfs of Staff further
reiterats their support for utilixation of ths established

-3 -

chain pf command for crisis managsment to the maximum
sxtant possible. Established commund channels assure
full coordination and tranmmission ¢f information mcross

16 Appandix A
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the spectrum of involved hesdgquartsrs and otilize the
judgnent of commanders on the scene who ara most familiar
with Jocal aspects of the problanm,

™

3. Menagement of the Unified anéd Bpecified Commands

&. That the rola of the {INCs be axpanded to include a
participating voice in determining requiresents of forces
under his command.
(1) Commentas/Visws. The Joint Chiafs of Staff believe
that the CINCe must de sctive participants in dstermining
reguirenents for forces under their command. At prasent,
the CINCs are plsying an incressingly sctive role in
deternining such reguirements as & result of avelutionary
processes which have occurred over the past ssveral
yesrs, The hnnufy ‘ef buhm;‘a ue-u; initistive of
having ‘c’mcs submic wzu:iy raports i.inctisr to hip and
USZUCOM's submission of a Master Priority List ﬂu tvc
examples of this process. Additionslly, procedures exist for
CINC involvement in the davelopment of the Joint Strategic
Planning Document, Joint Program Assessment Memorandum
GIPAM), and the Joint Strategic Capabilities Plan. Ancther
recent development has been the annusl eubmission by
the CIRCs of their re¢sesrch and development chjectives
to the Becretary of'bcfaau: this submission is Alsc
uped in preparation of the RiD portions of the Joint
Strategic Planning Bystem. CIKC staffs are not equipped,
however, to develop balanced tota-l force program sdvice,
particularly in the time-ssnsitive ymming(‘bﬁdgotm
arens. The primary detarminant of force reguirsments (
should continue €0 be axsrcisad through Sarvice component
commanders ssxigned to the unified comsand,

BB R REEEREEEEEIEED e i~io e o
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Chairman of the Yoint Chiefs of Stalf as the interface

with the Secretary of Dafsnse in transmitting orders F
and instructions to the CINCs. In this latter espacity, 3
the Chairman will continue to act &a the spokessan for 4
the Joint Chiefs of Btaff in their corporate sdvisory 5
role. Care must be taken to assure that any formalized (3
changes in the role which the Chairmap plays are in 7
conformity with Section 142, Title 10, USC, which 8
prohibits the Chairman from exercising military command 3
over the Joint Chiefs of Staff or any of the Armed ) 1o
Torces. 7l TS cbr 4 MLn et :.?,.zﬂ"u.- il

(2} Conclumieon. The roles of the Chairman of the Joint
Chiefa of Staf! and the Joint Chiefs of Staff snd thelr
relationship with the CIHCe should be enhunced. The
Joint Chiefa of Btaff should undertake a revisw of DOD
Directive 5100.1, as suggested, and pubeit recomsendations
for its modification, ae appropriate, to aasure A& moTe
active interface with the Secretary of Dafanse and the
CINCs irn the supervision of the combat resdiness of the
unified and specified commands.
c. That the Services/Joint Chiefs of Etalf /05D conduct an
in-depth review of readiness capabilities reporting with a
view toward developing o system which will provide the
Secretary with detalled, thorpugh, and well-articalated
information on readiness and force capabilities including
limjitations, and recommendations for deficiency serrection.
(1) Comments/Views, The Joint Chiefs of Btaff concur
in the view that definite ipprovemants are possible in
current readiness reporting capabilities. The antire

issus of resdiness reporting is presently beimg reviewed
under the purview of the DOD Reasdiness Management

R P O N N N Y
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(2) Conclusion. The direct dialogue betwsan CINCs and
the Sscretary of Defanss should continue and all CINCs
should develop & submission simiiar to the DEEDCUM
Master ?ricritly Liet, .
b. That the Secretary desiynate the Chairman as &is agent
for supervising the activities of the CINCe and thet to
facilitate this, he amend presant dirsctives to fadicate
that he will normally transmit his orders to the CINCs
through the Chairman, who will act in consultation with the
Joint Chiefs of ftaff whan time permits. The Joist Chiels
of S8taff wonld ramain as the immediate military stalf
to the becretary.
{1} Comments/Views. The Jeint Chiefas of ftaff goncur

with erhancing the role ¢f both the Chairman
and Joint Chiefs of Btaff in their rslationship with the

commanders of unjified and gppecified commands. POD
Directive 5100.1 epecifies that the chain ¢of command
runs from the President to the Bscretary of Defense
through the Joint Chiefs of Staff and to the commanders
of wnified and specifisd commands. The Joint Chiefs

of Staff believe that this directive should be revieved,

and revised if appropriate, to permit the Chairman and the

Joint Chiefs of $taff a more active role in asexring

the combat nudimn,.éf US Forces worlawide, Particulay
areas to be examined from s macromanagesent wiswpoint
include resource allocetion among unified and specified

commands; force resdiness status; oversight of the

eonduct of politico-military responsibllities, especislly

in the area of security sssistance; and programing and

budgeting functions. Further, the DOO directive fould be

amended, if necassary to formalite the presest role of the
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Steering Group. Concurrently, the Joint Chisfs of Btalf
are reviswing JC5 Policy Memp 172 (Combat Readiness
Reporting! and the JCS§ Semiannusl Readiness Repotrt in

in an saffort to improve the tireliness, guality, and
utility of readiness data provided to the Secretary

of Defense. Nost recsntly, the Joint Chisfs of Btaff
approved tarms of reaference for the conduct of a atatic
assessnent of total force readiness. Additionally,

the OICS is working to dsvelop s methodology with

which to assess total force capablilities in 2 dynamic
envirenment. This methodology will be designed to
support current and projected force treadiness and capability
assessments. Other ongoing actione designed to improve the
OJCE ability to articulate readiness information and
identify limitations include: a national mobilization
exercise (NIFTY NUGGET) which will test mobilization
systems and procedures; Operation Plan Package Appraisal,
which examines capabilities to fu1£511 transportation
demands generated by the simultanecus implementation

of major oper:tian#"picnss and Strategic Moblility Require-
ments and Programs - 1383, which will prﬁvlae Q5D and

the Service ntaffs an updated review and analysis of
strategic mobility alternatives and a recommended range

of slternative nabiilty Prograns,

“12) Conclusion. Purthsr comment {s deferred pending

eorpletion of ongolng studies in this area.

4. That the Chairman, supperted by the CINCs, be given 2

formal role in resource allocstion planning and decisions,

(1) Comrents/Views, The Joint Chiets of Gtaff btelieve
that the Chairman, Joint Chiefs of Staff, supported by
the Joint Chiefs of Beafl and the CINCs, should have an

20 Appendix A
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expanded role in resource allocation planning decisions.
Operating under the revissd Planning, Programuing,

and Budgeting Bystem (PPBS) initiated this year,
commanders of unified and spacified comands made
important inputs to this process. On the basie uf
sxperisnce gained during the current document cycle,

it i3 anticipated that the guality and utility of the
CINC inputs on rescurce allocation decilaions will be
improved during PY 1980, The appropriste role for the
Joint Chiefs of Staff in resource allocation should be
st & macromanagement level rather than f_xm a detailed
analysis perspective, The JC§ role lhbul;'! o

focus on isclating key areas of risk sssociated with
current and projected force capabilities to sxecuts

the national military strategy, establish the degree and
relative importance of these ey areas of risk, and
recommend prioritized resource allocation in light
theresf, Examples 0f broad issues with which the

JCE should desl are émper‘bazmce nu:-mq readi~

ness, force sodernisation, and lmtai;zabuity.

Further, they should examine &tnﬁcie forces, thester
nuclesr forces ve. GOnsral purpose fc;;-c&s, c’x, and
strategic moblility. The Joint Chiefs of Btaff should
deal with theae tum;; throughout the PPES oycle, sarly
in the Joint Strategle Planning Document period, before
the publication of the Consclidated Guidance and after
publication of the Program Objective Memcrandum,

the JPAM, and the follow-on Issue Paper/Program Decizion
Menorandum review process. In view of the axpanding
complexity of resource allocation issues, sven at the

macromanagement level, continued participation by the
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Chairman, Joint Chiefa of Btaff, (supported by the
Joint Chiefs of Staff and CINCa) in thia procass will
requizre internal OJCS functional adjustments and/or
additional rescurces to provides propar support.
Btudies to determine the reguirements necessary to
provide capablilities reguired to support the Chairman
in this expanded role xre underway.

{2} Conclusion. The Chairman, supported by the Joint
Chiefs of Staff and the CIRCe, should have an expanded
role in resource allocstion and planning decisions.
While the role of the Chairman and the CINCs in
resource allocation planning will svolve together
with the revised Joint Strategic Planning System and
PPBS, additional messures indvoptxgﬁu*nxc available.
Recommendstions regarding these options, resulting
from the ongoling review, will be forwsrded to the

Eecretary of Defense.
4. Policy, Plans, and Advice

a. Sperific national seturity policy guidance, which sets
objectives ocur forces should be capable of attaining, should
be provided to the Joint Chiefs of Staff bur without undue

detail about how they are to be attained,

(1) Comments/Visws. 7The Joint Chiefs of Staff concur
in this raccmm;héution. Provision by the Searéia:y
of Defenge of policy gﬁidanae is a necessary element of
civilian/military relationships and helps adrive the
process which develops the defense program. Experience
with the {onsclidated Guidance this year highlights the
need for concise policy statements.

""{2) Conclusion, The Joint Chiefs of Staff strongly
supptrt the sstablishment of a policy base as intended
by this proposal.
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() Commenta/Views: The Joint Chiefs of Staff suppors

these recommendations and the related recommendations
in the Ignatiue rsport dealing with crestion of a
policy planning effice under tha Undar Secretary

of Dufense for Policy (USDP). The office of the

USCP should aswure that national security policy

and objectives are clearly and cogently disseminated
and that national security chbiettives and defense
policy are accuratsly reflected in the Consolidated
Guidance and other PPBS documents. The policy plane-
ning office would provide a long-needed focal point

for policy advice in support of long-range and con~
tingensy planning. The focus of this office should

be on articulating policy guidance, and it should be
responsible for insuring that defense policy is con-
sistent with national policy and that all DOD slemente
carry out that policy in thelr planning functions.
functioning of the office would be enhanced by the
presence of active duty military officers familiar
with the Joint Btrategic Planning System, Detalled
aspects of operational planning, intluding review,
should remain with the uniformed military structure,

as ghould the Pormulation of military stratagy.

Por maximum o¥£gctivene;a, the planning office should
interface directly with the Director for Plane and
Policy, Joint Staff, who is charged by the Joint Chiefs of
Btaff with staff relponlibiiity for recormendations
concerning long-range and contingency planning.

(b} Conclusion. Designation of responsibilities for the
USDF, as described above, could serve to complement the
Joint Staff operational planning functions and provide &
needed focal point for policy advice in support of

24 Appendix A

PR R T L Y M T T L

v

;_
(a1

et
[

il el

v
L

I

[
ur

ol N

(=3
o

=3 |

[ 8
Lot I L

T L
[¥% LEY ]

(2
[

~

)

27

R b -

[

el oA



JCS preparation of contingency, miderange, and long-
range documents. The planning office, staffad
in part by active Suty military officers, should
interface dirsctly with the Director for Plans and
Policy, Joint Staff, ‘
{8) Coordinating DOD input to national intelligence
matters.

{a) Commente/Views. The Joint Chiefs of Btalf support

this recommendation, In order to carry out the
intelligence responsibilities of the Becretary of Defense,
a8 outlined in Executive Order 12036, the USDP har been
directed to formulste policy, validate all reguirements,
and ingure that programs respond to stated requirements.
However, subptantive intelligence matters such as the
production, review, and eoordination of national foreign
intelligence should continue under the purview of the
Director, DIA, and, as such, should be separated
from policymaking considerstions in order to prevent
the potential influvence of policy upon intelligence
fu&qments.
{b)} Conclusion. The USDP should undertake coordination
of general intelligence policy matters, priorities,
and regquirementa. I order to assure that the pro-
duction, review, and coordination of substantive
national forelgn intelligence matters s» outlined in
Executive Order 1203¢ and other current directives not be
diluted, DIA should contimue to have prime responsibility
in these areas.
{5) Coordinating the annus) study, analysis. and gaming
program<éonducted by DOD and outside sgencies to resclve
mpjor issues in policy, strategy, force planning, or

resource allocation.
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(L’s b. The Bacretary of Defanse, his Deputy, and selescted key
assistants ahould regularly revisw current military
operational planning.
{1} Commenty/Views. The Joint Chiels of Btaff recognize
and endorse the requirement for & review ¢f broad opera-
tional planning concepts to assurs consistenty with policy
guidelines and to keep key OSD officials informed as to
operational capabliities. The dialogue resulting from
such overview briefings should nmr.e sufficient
responsiveness bf JUS/Joint Staff plans to policy
guidance and objectives and should ;lto provide s&nior
OSD officjals with s better understanding of military
capabilities in relation 1o national policy
reguirements. The goal is to create a basis for recommend-
ing appropriate actions to bring capabilities and
requirements into closer alignment,
(2} Conclusion. Information briefimgs to the Secretary
of Defeénse, his Deputy, and selected key assistants
should be provided as mque;tgd, or when major changes
to plans involviny alteration in pelitical/guidance
assumptions occur, i
¢. The role of the Undar Secretary of Defense for Policy
should inciude: -
(1) .&ssuring that national security policy ang objectives
are provided to and reflected in the JUS/J5 plane for
contingencies/crisss, canvent;lc:ngl wars, snd tactical
and strategic nuclear wars.
{2} Developing long-range national security policy plans
for consideration by the NHCA.
(3] Assuring that national security chiectives are
reflected in the Consolidated Guidance and other FPPRES

documents .
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(a) Conmments/Views. The Joint Chiefs of Etaff

andorse coordination of DOD and cutside sgency
study prograxms. A DOD stuly progras sheuld be
davaloped annually to salect and ariortttlﬁﬁ!ﬁb
studies in order to facilitats completion of such
afforts on a timely basis, within the constraints
of existing analyticsl rescurcas, Care wust be
taken to assure that resolution of all issues, and
in particular strategy and forece planning problens,
includes full considerstion of military expertise
and advice., This proposal, if approved, will neces-
sitate revision of DOD Dirsctive iala,zz in its appli-
cability to mission and functional ranpcnn&hll&tiul
of the USDP, Under Becratary of Defense for Research
and Engineering (USDRE}, the Eervices, and the OJCE,
{b) Conclusion. A Benier Study Advisary Growp
should be astablished with senior~level representa-
tion from the Office of the USDP, the Office of the
USDRE, the Services, snd the OJCE. The group's
purpose would be to set/recommend priozities,
provide general direction, and sstablish broad
policy guidance for the conduct and management

of an annoal aqi study progran. This group would
consclidate sll study requests and would be
supported by separate working groupe dealing with
the different yet interrelated analytic activities
involving the Consolidated Guidance Etudy Plan;

net sgsessments; Research, Development, Test, and

RN ERREREEBEEISEREEREIRIEE ©i@ieie wis mwm

_Evaluation studies; and plans and policy studies,
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d. The Assistant Secretsries for ISA and PALE, the Diractor
for Net Assessment, and DOD intelligence slements shovld
report to the Secretary through the Under Becretary for
Policy, who would have tasking and ecordinating rolgonsibiw
lities for these offices, while they would retain responsi-
bility and control over the substantive judgments and

evaluations of their offices.

{1) Comments/Views. Tha Joint Chisfs of Btalf

sppreciate the value of centralised tasking and
coordinated responsibliities, With regard to that
portion of this recommendation which pertains to ISA,

PAKE, and the Diractor of Net Assessmant, the Joint
Chief of 5taff ese marit in exanining such an organize-

tional structurs, but defer cooment to the Office nf te
Fecratary of Defense. However, it should bc nmotcd
that the Director, DIA, is the spubstantive intelligence
adviser to the Secretary of Defense a;d should report
to him on these matters. Furthermore, the Director,
DIA. should continue to Teport to the Chairman,

Joint Chiefs of Staff, on matters concerning
intelligence support for the Joint Chiefs of Staff

and unified and specified commands.

{2) Conclusion. While it is appropriate and necessary
for thg Director, DIA, te report to the Secretary
through USDP on intelligence policy matters, priorities,
and requirements, the substance of intelligence must
not be subject tp management or policy reviaw,
Therefore, the Director, DIA, should continue to

report directly to the Bacretary of Dafense and the
Chairman, Joint Chiefs of Staff, on substantive
intelligence matters. Bervice intelligence agancies

should continue to raport to their Service Secretaries.
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S, The Joint Chiefs of Staff and the Joint Staff

8. The JC5 should revise their procedures to:
{1) Rakxe the Joint Staff alone responsible for authorship
ol JCE papers. -

3

L L TR I LN

{2) Present comprehensive analysis of slternativas,
whenever appropriste, entoursging expression of differing
views.

{3) Provide initial high level guidance to the Joint

Staff when appropriste,

{a} Comments/Views on yvecommendstions {1}, (2), and (3}.
The Joint Chiefs of Staff recognize that the

thrust of these recommendations 1s the desire to
improve the quality and utility of JCS papers.
The solution may not lie in total adoption of any
single recommendation but instead may involve
partial implementation of all three. The current

system of processing papers through the flimsy/s

buff/green ;ycle, while tunaamcnétlly sound,

can be adlusted ¢o retain the benefits of early
Service advice without diluting divergant views at
the lowest levels, Attempts to improve the current
ayster should be directed toward the early presenta-
tion of alternative solutions st the higher levels
of the Service and Joint staffs and the development
of £irm guidance for these stafis in the early stages
of paper development. Consideration should also be
given to providing the Secretary of Defense an overview
of principal alternatives examined and the rationale

for formulation of & specific recommendation. This

‘presentation of alternative wviews, along with the

identification of specific Service ressrvations
regarding a rscommendation, would facilitate the

Secretary of Defense’s evaluation of key issues.
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{k} Conclumion. The Director, Join:t Staff, iﬁ

conjunction with the Kilitary Services, should review

the current syster for development and presentation
©f JUS papers in light of the recommendations and
ecomments presented in the Etasdnmsn report,
b. The Secretary of Defense should relssue the Gates Memo-
randum with & narrower definition of joint sasignments and
delegate authority to determine exceptions only to the
Chairman, JC8.

{1) Commentg/Views. A recent revision of DOD Directive

1320.5 has been approved by the Secretary cof Defense.
The reviged directive provides narrower definitions of
joint duty and delegates waiver authority to the
Secretaries of the Military Departments. Since the

Chairman is not formally in the promotion list review

process, it would be inappropriate for him to have waiver

authority and, In effect, promotion list approvsl.

{2} Conclusion. DOD Directive 1320.5 should continue to
reflect waiver authority retained at the Militsry
bepartment Secretary level,
c. The Service Chiefs should cammit their post sutatanding
and highly qualifi;d officers for assignment to the Joint
Chiefs of Staff. -
d. The Secretary ahould smpower the CJCS to obtain assign-
ment to the Joint Staff of any requested officer, with
temporary exceptions determined by the £JC5.

{1} Commente/Views on Recommendations ¢ snd 4. The

Joint Chiefs of Staff believe that policies ragarding
assignment of officers to the Joint Btaff must consider

the needs of the Services, the Joint Chiefs of Btaff.
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and the individusl's professions} deavelopment, JCS

policies clearly require the Services to nominate 2
highly qualified officers for joint duty. Currant 2
directives charge the Chairman, Jeint Chiefs gg staff, i
with determining the acceptability of nominated officers b
and provide him approval suthority. Purther, the &
Chairman currently enjoys the prerogative of raguesting I
assignment of specific officers to the Joint Btaff g
on an individual dasis. Initiatives can be taken to s
improve the perception of Joint Staff duty. 18
(2) Conclusion. The Joint Chiefs of Staff should con- v
tinue to emphasize the reguirement for selection of iz
highly qualified officers for Joint Staff duty. Addi- 13
tionally, the Director, Joint Staff, will develop L)
initiatives which might enhance individual officer is
perceptions of the desirability of Joint Staff duty. 16
e. That the Secretary of Defense designate the Chajrman, 17
Joint Chiefs of Staff, as responsible for providing 1R
military advice from a national viewpoint on programming A
and budget jissues, 20

|

-
(2]

£. That the Chalrman be given appropriate Joint Staff
support to make broad program and budget judgments.

{i} Comments/Views on Recommendations & and £. The

Chairman, Joint Chitf; of Staff, spesking for the Joint -
Chiefs of Staff,should actively participate in major progran~
ming and bufget deliberations. The Joint Htrategic Planning
System was recently revised for the specific purpose

of improving the guality, utility, and tinmeliness of

the JCS input to the PPBS. In the new seguence of PPES
ﬁocnmgpts. the Service Chiefa, through developrment and

FR RS - A - v A b K [

uuhni;ason of POMz, provide informed judgments on
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programeing and bulget issues from the vantage point of
day~to-day famijiarity with the prodlams and capabili-
ties of their reapsctive Services, The JPAM, which i
based in Iarge part on Service POMa, i8sntifies program
pricrities and altsrnatives for the NCh on identified
progranmming and budget issues, As sxpertise with

the new documents im acquired, it is bdelieved that the
JPAM will evolve into an sven more useful management
too]l for providing the Chalrman, Joint Chiafs of

Staff, with the information and judgments reguired

to represent JUS views on major programming and

Pudget issues, A study iz underway to determine

if additional staff support is regquired to provide

the Chairman, Joint Chiefs of Beaff, with data necessary
to repressnt the Joint Chiefa of Staff in making broad
programming and budgsting judgments.

{2} Conclusjon. Purther comment is deferred pending

evaluation of the new PPBS cycle and the completion
of the ongoing review ¢o aasgeas requirements for

additional staff support.

9. That the CICS be sstablisked as & voting member of

DSARC.

{1} Comments/Views., In sccordance with DOD nikective

5000.2, 18 January 1977, the Chairman, Joint Chiefs of
Btaff, is curzrestly represented at Defense Systenms

hoguisition Review Council (DSARC) meetings by » senior

cfficer vho acts in an ndviioty role to the principals and

presents the Chairman's views on sach major weapons

system scquisition program. 7The Joint Chiefs of Staff

- believe that the impact of military advice from a national

perspective would be sanhanced 1f the Joint Chiefs of Bta
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a8 & corporate body were represented on ths DSARC by a

sanjor Joint Stalf officer designated &s s DSARC ;:tucipal.r//d,’
(2) Conclusion. DOD Directive 5000.2 should be revised to
reflact & represantative of the Joint Chiefs of Staff as &

Principal memder of the DSARC,
h. That the CICS, in consultation with the JCE and the

uUnder Sceretary for Policy, as appropriste, manage an
annual study, analysis, and gaming program conducted by

the Joint Stalf, SAGA, contract agencies, and the Services
a3 approprimte. It should be designed to clarify or resolve
major issues in the areas of joint militsry strategy,

force planning, or resource allccation.

{1} Comments/Views. The Joint Chiefs of Staff concor

in the fundamental need for better managsment of the

#ntire DOD atudies and anslysis program. However, OQICS
studies represent only a small fraction of the total JC5/
OS50 study effort. 1t would be insppropriate for the
Chatrman, Joint Chiefs of Staff, to be involved in the

line management of & study program which infringes upon

the reguiremants and resourcss of the Military Department
Bacretaries and servicQ.Ekinf;.w*fha rcq§1rament for
coordination of all study programs ie recognized and strongly
sndorsed, however, snd & more effective vehicle for efficient
managanent of study assets is required. A DOD Senior

Study Advisory Group with senior level representation

from the Office of the USDP, 0ffice of the USLRE, the
fervices, and the OJCS eouid proviﬁ; the vehicle neseded

for orderly prioritizaticn and completion of annual study
req?irannuts.
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{2) Conclusion. *he Chairman, Joint Chisfs of Btaff,
should not manage an annusl study program of the type
proposed but, rather, designate & genaral/flag
officer or egquivalant civilian to reprassnt the DICE
on & Senior Study Advisory Group chaired by n“aouior
representative of the Gffice of the USDP. The

OJCS rapresentative should help ast/recommend

atudy priorities and provide policy guidance and
general direction to that portion of the DOD study

program which directly impacts the JEPS or ithe mission/

functions of the 0JCE or the Services.
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APPENDIX B

COMMENTS OF THE JOINT CHIEFS OF BTAFY
O THE RECOMMENDATIONE OF THE

DEPARTHENTAL READQUARTERS BTUDY
1. Use the Armed Porces ¥Policy Council (APPC), as it was

chartered, to offer the Secretary of Deafanss regular and
frequent advice in the formulation of Defense policy,
restricting menbersahip to civilian and militsry statutory
suthorities,

a, Commenta/Views. The Joint Chiefs of Gtaff concur and

believe that a stricter snforcement of the DOD directive
which outlines the organization, membership, and function-
ing of the AFPC could result in production of more useful
advice to the Secretary of Defense. The Joint Chiefs of
Scaff ghould provide issues resulting from Secretary of
Defenpe~JCS mestings to the Becretary, AFPC, for scheduling
ag AFPL agenda {tems.
b. Concluzien. The study recommendations should ke initi-
ated, Purther, there is current legislative activity
which proposes that the Commandant of the Marine Corpa be
made a statutory member of the Joint Chiefs of Btaff, If
this proposal is enacted, then it would be approoriste
for the Commandant to become & Statutory menber of the
ATPC, If this ;rbpe;al is not enacted in the inmediate
future, it would be appropriate for the Comundant to
remain an 8d hoc member of the AFPC.
4. Establish a Planning Office under the Under Secretary
of Defense for Policy, formaily linked in lialeaon to the Chair-
man, Joint Chiefp of Staff, with assignmants fncluding
political-military long-range planning and contingency plan-
ing oriented to the formulation of Dufense policy guidance
and in sutusl support with oversll nstionsl sesurity policies,

JCEN-290-78 3 Appendix B
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Y a. Comments/Views. The Joint Chiafs of Staff strongly
( ’ sndorse creation ©f & Policy Planning 0ffice under the
USDP. %he JCS wiews in Appandix A, page 24, as relate
to the rols of the DEDP, apply to this recommendstion.
b. Conclusion. A Policy Planning ?tficc urder the USDP
which complements the Joint Btaff operational planning
functions would provide a nesded focal point for pellicy
advies in support &f JCE praéatatiaa of contingency,
mid-range, and long-rangs documents. Buch an office,
stalifed in part by active duty military officers, should
interface directly with the Director for Plans and
Policy, Jeint Staff,
3. Reguire the Under Becretary for Policy to support the
Secretary of Defense in the development of Pefense Policy
Guidance governing the other parts of the Consolidated
Guidance, working in close coordination with the Chafirman,
Joint Chiefs of Btaff,
&, Comments/views., The Joint Chiefa of Staff concur and
strongly endorse the need for broad policy guldance from
other than a predomlinantly programmatic viewpoint,
b, fonclusion, A more appropriste Yink in coordination
would be with the Director, Joint Scaff, who would act as
the point of contact for the Joint Chiefs of Staff,
£. Incorporate into the eariiest DSARC milestons an analysis
of the reguirement for the candidate system to tect its
primary mission, to contribute to secondary missions, and to
sssese its value in connection with other planned or operating
systems deaigned to meet the mame primary or sscondary

missions.
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&. Comments/Views. The Joint Chiafe of Btaff concur and

note that the recommendation describes the action currentiy
prescribed to be accomplished at Defense Gystams Acguisition
Review Council ([DEARC) Milestons 1. The sarlisst milestone in
the aeguisition cycle is Milastons O, which is um. approval of
the Mission Element Need Statement (MENS]) and is goversad by
Office of Management and Budget ([OMB) Cireular A-10% and .

appropriate DOD directives.
bB. Conclusion. Currsnt DOD directives vesponsive to OMB

procedures provide sdequate guidance for sddressal of

these issues at appropriate DSARC milentones.
5. Capitalizing on the orderly, phased proyram development
schedule of the Consolidated Guidance, significantiy reduce
the budget review process--eliminating redundanmt or rapetitive
program review within Defense headguarters and in OMB--limit-
inq budget review to priving refinements and the program
inplications that result from pricing changes sand “fact-pf-
life™ changes,

a. Comments/Views., The Joint Chiefs of Staff strongly

support efforts to improve the efficisncy of the budget
review process and tc eliminate redundant review, This
problem, which is felt most heavily by the Bervices, is
accentuated by the tendency to regpen progrsn decisions
that have already hggn:;ubject to rigorous analysiz and
approvel processes. The result is often detrimental to
& balanced Defense program. MHowever, it is probably
simplistic to propose that budget review can, or aven
should, be limited to pricing changes and "fact of life"
changes., One of the more promising changes to the

Planning, Programming, and Budgeting System in recent

g IR IR REREEEBEEERBIZEREIS ei@me e e e

years iz the current effort to securs firm Presidential
guidance prior to lssuance of smended Program Decision

Mensorandums (PDMs} and commencement ©f the budget
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b. Conclusion. Implementation of the study propossl 2
would appesr to be in the best interests of the Department -
of Defense. ;
§. Make multi-service assignments to fervice iaczsta;ica ;
from time to time, instead of to Under Gecretaries or .
Assistant Becrstariss of Defense. ;
a. Comments/Views. The Joint Chisls of Btatf concur and note .
that it pay be advantagecus for the Military Departmant 3
Secretaries to perform this role, provided that sffective ,::
and appropriate coordinstion procedurss are observed. !—,

b. Conclusion. At the discretion of the Secretary of :f
Defense, this proposal could be dmplamented on a trial ; -
basis. ;

9. Establish a formal role for the Service Under Secretaries 15
oriented to common lisison functions with 08D, in addition 16
to the normal responsibilities of the office. 17
a, Commenta/Views. The recomnrendation hax no direct e
impact on the Joint Chisfe of Staff, :

b. Conclusion, Comment or this propoaal is defarred ‘.;

to the Military Department Secretaries. “:
IC. As a start toward reducing staff layers and individual ;
staff components, luthor}u the s»rvi.ce Secretaries to ;lim- :;
ihate their Axsistant Secretaries for the Manpower, Ressrve “;
Affairs, and Leéi:tim functions, placing reliance for conduct ;L
of these functions on the respective Service Chiefs and on .:
the OSD staffs in the two functional n?eu. ‘..-.:
a. Comments/Views. The recomnandation has no direct impact =2

on the Joint Chiefs of Btaff, 23

30

b. Q&nclunien. Comment On this proposal is deferxed to

L.

the Military Department Becrstaries.

b 1} Appendix B

- R e N
T e st g v v ot s . — - ..w
- -



11. Integrata, in sach Bervice, the Ressarch and Fagineering
Staffs now separately veporting to the Aswistant fexvice

Sscretary and Bervice Chief, allowing for Joint responsibilities

to the Service Bscretary and Bervice Chiaf; concurmsntly,
the Secretary of Defanse should incresse the nomber of the
development and scquisition programs faliling under the
primary management suthority of the Bervices,
e, Commente/Views, The reccmmendation hes no #rect
impact on the Joint Chiefs of BTaff,

b. Conclusion. Comment on the proposal is deferred to
the Military Department Secrstaries.
12. Through procedures acceptable to the respectiwe Service
Secretaries, provide common access for both the Service
Sseretary and the Service Chief toc the Military Departments’
Eystem Anaslysis, Inspector General, and Audit Serwice
capabilities,

&, Comments/Views. The racommendation has no direct impact

on the Joint Chiefs of Staff,

5. Conclusion, Comment on this proposal is deferred to

the Military Department Becretaries.
13, Encourage s continustion of the effort undesrwey to reduce
headguarters military staffs by greater dependemw on sub~
ordinate commands, particularly in the materiel srea,

a. Comments/Views. The Joint Chiefs of Steff note that

the study reflects a significant decrease in staff
strengthe over tha’ past 5 years and states Hat thére
are practical limits to further refductions, While there
have been reductions in nunbers within the staffg, the
demands placed upon them have increasad dremstically.
For Example. as noted In the study, the number of DOD
witnenses before 24 congressional committees in 1964
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was £30, In 1977, there wers 3.437 DOD witnesses 1

providing tastimony before 75 comgressicnal committses.

"we

There have alsc been significantly axpanded stafl

requirements by virtue ¢f incressed cooperative sfforte 1
with U5 allisa. The rasult has been a decresase in, 3
stafs ﬂcxihﬂity and in staff capability to respond .
to tasking as rapldly ss would often be desired, ?
k. Conclumion. Any further proposed reductions must be é
carefully weighed for overall ijmpect and degradation of x
functional capability. Further comment is deferred 1
pending completion of the Defense Eesource Maonagement n
Study. iz
14, The study suggested that it would be worthwhile to i
examine » change in the management of the Defense Huclear 14
Agency zliong the following lines: designation of the is
Director, DNA, s» a Deputy Under Secretary of Defenss for it
Research and Engineering, incorporating the responsibilities 17
of the old Assistant to the Secretary of Defense {Atomic 18
Energy), including statutory appointeent as the Chairman of 1%
the Military Lisison Committee {Mi{). 22
a. Comments/Views, The Joint Chiefs of Staff believe the 2
cuzrrent relationship with the Defense Nuclear Agency is 2
highly satisfactory. The comments of the Director, DNA, 23
favoring reaslignment n';uggesm in the study can also 24
be appreciated. The Director, DMk, believes the proposal z
may streamline staffing and organizationsl functions and 26
would use DHR's potential more fully: hewever, the pro- 27
posal has potentially significant fdsplications concerning i8
JCS and Service statutory respopaibilities regarding the 2%
development of nuclear weapons sod policy, stockpile A
confiqzx:;tioas, and allocation and daployment of weapons t
to the unified and specifisd commends. 2
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b. Conclusion. The concept raguires a thorough, separste

&nslysis to ssssss the full spectrum of implications in~

herent in the proposal prier to effecting sny realigne
ment 4n DNA organisstion and functions. This should

be sccomplished in eonjunction with the oversll eximina-
tion of Defense agencias which will de undertaken and
rhould specifically sddress the relstionshio with the
Joint Chiefs of Stalf.
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