Return o’ SDGM ,
&Y3

:‘ (V’f et o 11 g;{, j&cs@
— o o) 7z 25

ST L e 654 324l

L) /&

- | e
DEPARTMENT OF THE ARMY REPORT
PROJECT 39A

' 15 Qctober 1962 |

. ;
! ) :
i
J 1
HR
p
‘' -

Y




- Project 39a, certain decisions already reached by the Secretary of the’

reorganization. Major operating functions were decentralized from the

- headquarters, and alternative organizational patterns and relationships

DEPARTMENT OF THE ARMY REPORT
PROJECT 39A

Intr oduction -

This report summarizes a series of studies conducted under
Army based on these studies, and resultant actions taken or still required. - £

Some of the principal objectives of this current project have already
been accomplished by the Army in actions under the recent Project 80.

headquarters to field commands, with a net reduction in the headquarters
strength of about 19 percent. Thus, Project 39a is basically a further
examination of the residual headquarters. The primary objective is to
accelerate and improve the decision -making process. Other objectives
are to insure that no residual functions continue in the headquarters staff
‘which could be conducted with equal or greater effectiveness in field comr-
mands or agencies; improve internal staff organization and procedures for

greater efficiency and effectiveness; and estimate the personnel and dollar
savings which might be achieved.

The general approach taken in this further examination was five-
fold: '

1. Studies were made of major functional activities of the

to conduct these activities were examined. The Secretary of the ‘Army

made a series of decisions concerning these basic relationships as the
studies progressed. ' '

2. One fnajor staff task which involves extensive coordination
was examined in detail, to identify and assess existing deficiencies of the
departmental staff organization and procedures.
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3. Concurrently, more general studies were made of
particular aspects of staff operations -- to include details of internal
organization and procedures -- all directed toward possible means of

improving and expediting the decision- -making process and ehmmatmg
fragmentatmn of effort or reSPOnSIbllltY

4. . Evoiving relationships with subordinate commands and

. agencies (under the Project 80 organization) were examined to identify

possible inefficiencies or problem areas.

5. Major staff agencies were asked to suggest which functions
currently performed they would decentralize, consolidate or eliminate
under an assumed strength reduction. Based on their replies and the
foregoing examinations, an evaluation was made of the effect of further

headquarters strength reductions over-and-above those already a.cc0unted
for in Project 80,

This report devotes a major section to each of the foregoing areas
of éxamination. In the course of the studies conducted, the relevant
questions contained in Part II (Guide) of the approved outline for Project
39a were used extensively. The effects of this utilization, and answers
to specific questions, appear throughout the report. This approach seems
more meaningful than an effort to provide specific answers to the relevant
questions in the order listed, because certain of the questions (e.g. those
concerning essential headquarters functions and functions which should be
decentralized to field agencies) were basically settled in Project 80 and
others can be more usefully addressed in the context of a general dis -
cussion. Specific data concerning changes in the headquarters staff
during the periods 1 July 1960-30 June 1961 and 1 July 1961-31 May
1962 (pre-Project 80) are presented in an Annex,
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SECTION I
MAJOR ORGANIZATIONAL RELATIONSHIPS

ry

The broad, essential functions of the headquarters are: policy
formulation; planning, programing and budgeting activities which cannot
be conducted at a lower level; coordination and- supervision of the efforts
of subordinate commands directed primarily toward the development and

. support of major force systems; provision of certain department-wide

services; and related performance appraisal and inspection. services.
Many organizational patterns for execution of these broad functions are
possible and were examined in detail in Project 80. In the current study, -
three primary relationships were re-examined.

Relationships Between the : _ .
Civilian Secretariat and the Military Staff :

The Project 80 report proposed no major changes in the organization
or procedures of the Office of the Secretary of the Army. Minor modifica-
tions were suggested, bearing on the relationship between the Secretary
and the Army staff. These concerned clarification of the roles of the
General Counsel and of the Office of Analysis and Review, in order to
eliminate certain duplications. The detailed report suggested that other
duplications might exist, pointing to what was described as a discernible
tendency to maintain in the Secretariat an "in-house" staff capability be-
yond that required if maximum use were made of the Army staff. Accord-
ingly, increased use of the Army staff was suggested, with corresponding
reduction in the internal staff of the Secretariat.

In attempting under Project 39a to determine the optimum relation-

~ ship between the Secretariat and the Army staff, consideration was given

not only to the suggestions of Project 80, but also to the announced desires
of the new Secretary of the Army for a system which would enable him to
work more closely with the Army staff in certain areas, accelerate
decision-making by eliminating over -coordination, multiple reviews

‘and consequent revisions, and provide for greater interchange of staff

and Secretarial viewpoints during the developmental stages of major .
staff actions.
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il - Alternatives Considered. In order to assure consideration of a
wide range of concepts for the basic Secretariat-Army staff-relation-
‘ " ship, a series of alternative organizational and working arrangements
i, - (differing in varying degree from the existing situation) were described
and provided the Secretary for dlSCuSSIOn and study. These alternative
.concepts were as follows: ‘

[+
[
i

1. To oxganize the staff of the Army Secretariat so as to
provide a complete réview capability for all functions and operations
- _ in the Army staff. - The Army Secretariat would comprise an independent
~ level to review military staff solutions, re-examine them in detail and
make whatever adjustments appear to be necessary for the best solution.

! ' . - 2. To orgamze the staff of the Army Secretariat so as to

j ' perm1t collaboration with the military staff at each stage of development

i © - of solutions to Army problems. Definitive guidance in all areas would be

! : ) "provuied the staff in advance, and the implications of military- 01v111an
P T dlfferences would be 1nJected at low levels. -

3. To e11m1nate any unnecessary overlapp:.ng and dup11cat10n
- which may- exist between the Secretariat and the Army staff, retaining
L : within the Secretariat the minimum staff assistance required to function
"~ under this adjustment. The Army Secretariat would contribute to military
staff solutions -- either during development or review -- guidance concern-
i ing political, technical, industrial, economic and public affairs aspects of
‘the problem. It -would assist in interpretation of the views and objectives
! of the Secretary of Defense and in the presentation of Army views and
I recommendations so as to make them more easily understood at higher
' echelons, In long-range and major problem areas, the Secretariat would
_provide preliminary general guidance to indicate the character of response
planned or recommendatlon requlred Time permitting, members of the
Secretariat could part1c1_pate in an interim military-civilian review of the
developing solution, to refine guidance and to assure consideration of all

—  alternatives before completion and presentation to the Chief of Staff and
-

the Secretary. - As to actions which normally flow-through technical
channels, Secretariat participation in some instances would be similar,

but would occur between the appropriate Deputy Chief of Staff and Assistant -
Secfetary, with the majority of actions subject onlyv to normal general review
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_ 4. 'I‘o reduce the internal staff of each of the various offmes )
of the Secretariat to one or two individuals and to rely almost entirely S
upon the Army staff, i.e., to approach full 1ntegrat10n of the staff and
the Secretariat, although without actual consolidation of the Office,

Secretary of the Army, and the Office, Chief of Sta.ff.

5. To allow full initiative in solutmn of the Army's problems '
to the Army staff. The Secretariat would review solutions for political®
and civilian implications only, accepting military professional judgment

. in military matters. The Secrstariat would become informed concerning

the details of these matters only to the extent necessary for advocacy
before OSD, the Congress, and other external bodies and individuals.
Staff recommendations would normally be approved or forwarded after
broad examination and without exploration.in depth.

Decisions, After personal consideration of relative advantages
and disadvantages, and discussion with principal members of the Secre-
tariat and ‘with the Chief of Staff, the Secretary of the Army determined
that Concept 3, with some modifications, most nearly approached the
desired relationship between the Secretariat and the Army staff,

Actions, The results of the Secretary's decision are expressed
more fully in the following pollcy paper, which is to be published as a
Departrnent of the Army memorandum.

"ORGANIZATIONAL RELATIONSHIPS
HEADQUARTERS, DEPARTMENT OF THE ARMY

'"l. The Department of the Army is separately organized -
under the Secretary of the Army and functions under the direction,
authority and control of the Secretary of Defense. The Secretary
of the Army is responsible to the Secretary of Defense and to the
President for the operation of the Department of the Army and for
its ‘efficiency and has authority to conduct all the affairs of the
Department,

"2. Hea.dquart‘er s, Department of the. Army, is defined as
the executive part of the Department of the Army at the seat of
government. It consists of the Office of the Secretary of the
Army and the Army staff, The Army staff is the military staff
of the Secretary of the Army and is pres:Lded over by the Chief
of Sta.ff.
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"3. To assist the Secretary of the Army in the execution

. . of his broad responsibilities for the administration and opera-

tion of the Department of the Army and for its efficiency, the

| Secretary of the Army is provided by law and regulation with

the following pr1nc1pa.1 civilian assistants: The Under Secre-

~tary of the Army, the Assistant Secretaries of the Army; the

General Counsel and the Administrative Assistant to the
Secretary of the Army. Each is charged with responsibilities
for specific functions which colléctively embrace supervision
of the business administration and civilian management aspects
of the mission of the Department of the Army. The offices of
these officials and of the Chiefs of Legislative Liaison and
Public Information, together with certain required boards

. and committees, and the personal staff of the Secretary .

comprlse the Office, Secretary of the Army.

"4,  The Chief of Staff is the prmmpal professional mili-
tary assistant and advisor to the Secretary of the Army and
is authorized by him to superv1se the members and the orga.n-

ization of the Army.

"5, The Secretary of the Army exercises hlS authonty
through his principal civilian-assistants and through the
Chief of Staff, He maintains under his immediate super -
vision those activities which involve vital relationships
with the Secretary of Defense, Congress, other principal
Government officials, and the public, In his relationship
with the Army staff, he concerns himself directly with
those matters of broad policy, plans, programs and

- operations which likewise demand the personal concern

of the Chief of Staff and upon which decisions are required
by the Secretary of Defense, Joint Chlefs of Staff, National
Security Council, and the President.

"6, The Under Secretary of the Army is the ¢hief civilian
assistant and advisor to the Secretary and is kept fully informed -
so that he may act in his stead when required. Subject to the
direction of the Secretary, the Under Secretary and the other
principal civilian assistants deal directly with appropriate’
segments of the Army staff in such areas as manpower,

1.4
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logistics,. f1na.nc1a1 management, and research and develop-
ment. In lesser questions of determination of pollcy in those
fields and in carrying out the Secretary! s responsibilities for
civilian management, they exercise the Secretary's authority
for him as delegated in general orders or elsewhere,

""7. Under the direction of the Chief of Staff, the Army
staff renders professional advice and assigstance to the

- Secretary, the Under Secretary, and to their principal

civilian assistants in developing and providing broad basic
policies, plans and programs for the guidance of the Depart-
ment of the Army, The Army staff specifically assists the
Secretary of the Army in the preparation and issuance of
directives and programs to implement such plans and
pohcws and in the supervision of their execution.

"8. ' The principal civilian assistants to the Secretary
contribute guidance to military staff solut1ons, during
development and/or in review. They assist in the interpre-
tation of the views and objectives of the Secretary of Defense
and in the presentation of Army recommendations and actions
so as to make them more easily understood within the Depart-
ment of Defense, by the Congress, and by the public.

"9, In long -range and major problem areas, the Secretary
or his principal civilian assistants may provide preliminary
general guidance concerring the response, plan or recom-
mendation required to insure that essential factors are com-
sidered by the staff. As a matter of general procedure,
actions on major matters which will be brought to the
attention of both the Chief of Staff and the Secretary of the
Army will be discussed during development by the senior
responsible official of the Army staff with the appropriate
civilian assistants to the Secretary whose recommendations
will be included when the action is transmitted to the Chief of
Staff. Any differing viewpoints will be presented to both the
Chief of Staff and the Secretary of the Army.
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tion of this preferred concept will result in certain _personnel sa.vmgs

Minor orgamzatlonal changes associated with initial 1mp1ementa.-

reflected in Section V.

'As a basis for further implementation, more detailed realignment 3

.of functional responsibilities among principals of the Secretariat to-

_ Planning

- of reasons, to fill in with additional plans, such as the Army Long Range '

‘Army plans are involved, not to mentlon numerous supporting planning

eliminate any unmecessary duplicate sta.ffmg which’ may exist is under
study. Such realignment will be reflected in thé publication of new
general orders assighing responsibilities within the Secretarlat and
may result in further savmgs. '

Relationships Among
Planning, Programing, and Budgeting

Existing S)?stem. An examination of the planning function, as
presently conducted, developed the following salient points which have

been recogmzed for some time by the Army staff:

Major Army planning activities have centered around 2 joint sys-
tem which has not always worked effectively since its inception, and
which is not well suited to methods currently preferred by OSD. This .
joint-Army planning system has involved preparation of a family of Army.
plans, covering separate time frames (long-range, mid-range, and short
range}, related to comparable joint plans, and designed to serve different
purposes within the Army. Five separate plans constitute the farnily.
Despite this family of plans, it has been found necessary, for a variety

Capabilities Plan, and interirn plans, such as the Operating Forces. Pro-
jection Plan (prepared this year in the absence of approved joint and -
Army plans of the family), to'meet particular requirements and to
provide guidance for programs and program changes. Seven major

efforts conducted in various elements of the staff. A list of these plans, -
with a brief statement of their relationships and purposes follows: '
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Armx Plan *

1., A United 2
States
Military
Program :
(USMP) b,

2, Armmy Re- a.
quirements
Development
Plan b
(ARDP) )

3. Army Long a.
Range
Capabilities
Plan ,
(ALRCP)

b.

4, Army Mid- a.

Range
Estimate
{MRE).

. :PurBose's-

Provide Army view
of desirable over-all
Defense objectives.

Bagis for all long-
rangeé projections,

. plans, supporting
- programs, .

Coordinated Army
position for JCS
long-range plans,

Guidance for Army
mid-range planning.

Guidance for R&D

Basic structure for
21l other short, mid,
and long-range Army
plans at '"capabilities"
level,

Provide an organi-
zational and materiel
"line of balance!
among various Army
programs,

Coordinated Army
position for JCS
"objectives!'
planning.

Guidance for such
"functional”™ Army
objectives as
materiel
modernization.
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Relationships

Tendency to
""share'
guidance

- responsibilities

with ARDP and
ALRCP, deg-
cribed below.

Provide basis
for Army input

. . to Joint Liong

Range Strategic
Study (JTLRSS)

Projects current
levels of man-
power and fund-
ing through 20 -
year period,

Provide basis
for Army input
to Joint Stra-
tegic Objectives
Plan {JSOP)

' Pr.ejgared'i BX ,

‘Plans and

v

Director of.

Coordination .
and Analysis, -
ocs o

Long Range
Analysis -
Group,
ODCSOPS

Same as 2

Director of =
Strategic

Policy, .
ODCSOPS -



Army Plan#

. 5.

Arn_].y a.
Strategic

" Objectives

Plan
{ASOP)

b,

Mobilization a.
Redquire- -

‘ments Annex

to ASOP
(MOB-R-
ASOPF)

b‘

Army
Strategic

Set Army objectives
to improve readi-
ness position within
foreseeable monetary
and manpower
ceilings.’

Provide guidance

for Army programs
and budgets. '

Provide guidance
for detailed mob -
ilization planning.

Basis of optimum -
force structure for
reserve components.

. Guidance for utilization
of capabilities in being

Capabilities. {rough equivalent of

Plan
(ASCP)

Meurrent operational
planning'' discussed

later)

Relationships

-Develops for

Army use basic .
guidance con-
tained in the ~
Joint Strategic
Objectives

. Plan (JSOP)

Structurally a
portion of ASOP,
but can be con-
sidered a major
planning activity
in-its own right.

Amplifies for
Army use basic
guidance con-
tained in the
Joint Strategic
Capabilities
Plan (JSCP)

Prepa.r'ed By. '

Same 28 4

Same as 4

Same as 4..

* The title ''plans'' is adopted in the broadest sense of the word, Actually,
the documents described take various forms, some of which approach
the nature of a "study' rather. than a "plan for action."

agssvI0Id
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As a result, substantial staff effort has been devoted to. the
development of a series of plans of questionable utility. It has, for
example, been estimated on the basis of surveys that some 1500- 1700 ,
man-hours are devoted by the responsible agency, and 2300-2500 man - .
hours by contributing agencies, to the preparation of one major pla.nnmg 5
‘document -- such as the MRE or the ASOP, The existing set of Army '
plans mvolves ‘the followmg principal difficulties:

: 1. Proposal of uncoordinated, sometimes conﬂzctmg
“strategies and/or courses of action for the Army. This is aggravated

by fragmentation of responsibility for preparation of various plans,

with resultant unilateral claims of exclusive responsibility for prova,dmg :
Army guidance in a given area.

2. Dupl:.catmn of effort, in that most plans attempt to incor -
porate their own analysis of the world environment, the threat, tech-
nological forecasts, etec.

3. Arbitrary division of planning into separate time frames
(long-range, mid-range, short-range), whereas in fact the major prob-
lems in planning cover all time frames, and the transition between these
time frames is an important consideration in itself.

4, Without the adoption of special additional or interim plans,

such as those mentioned above, the present planning system does not pro-

vide adequate guidance for programing, With these special measures,

the system presents a fragmented, confusing, and inconsistent body of
guidance. '

Alternatives Considered. Alternative approaches to the conduct of
planning were obtained .from several sources:

The Project 80 report indicated that unilateral Army planning for the

development of operational forces and systems was adversely affected by
overemphasgis in ODCSOPS on the joint aspects of planning. It proposed,
in effect, that these two types of planning be separated, and that force

development plénning be ‘conducted by a major staff element which would
also be primarily responsible for Army programing., The major disad-
vantage seen in this latter part of the proposal isi To co-locate the ¢
responsibility for program administration with force development planning

- ENR. ““’DIAL USE ONLY
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. .istrative mechanics of the program system ‘as to impede true force
_ develc-pment planning and the substantive aspects of programing, just
.as much as involvement in the joint planning system allegedly has in

in one major staff agency might so immerse that agency in the admin-

the past. ODCSOPS has in fact been reorganized to get a better division
between joint and Army planning, but there is still room for a clearéer
division of effort, and separate responsibilities within ODCSOPS are
the source of some of the competition among plans noted above.
Programing responsibility has not been handled as proposed in the

. Project 80 report. Rather, a separate Director of Arrny Programs

has been established in the Office, Cl‘uef of Staff.

Another theory has been advanced to the effect that all Army

. planning should be centralized under one so-called planner who would

be responsible for the Army aspects of joint-planning, Army force

' development planning, and at least-the major actions involved in pro-

graming. This theory of centralized planning would, in effect, have
programs tacked on as an appendage, This might attain the objective

which all concede to be desirable -- a closer correlation of planning

and programing -- but it seems to have all of the disadvantages mentioned

in a. above, in that the '"planner" would be diverted from. a.dequate unilateral .
Army force development planning by the mechanics of both joint plannlng

and program systems.

There are several concépts for a single or ''master' Army plan,

‘and most of these visualize the application of automatic data processing

systems to solve the major problems involved in trying to incorporate
into one plan all of the information, guidance, etc., which is necessary
for proper execution of Army missions. One such concept revolves

-around an application of AUTOPROBE to Support first a coordinated

Qperatlons_planmng systemn, and later an Army "'master' plan, to
guide annual revisions and improvements of the 5-year program.

. While the potential of ADPS applications should certainly not be slighted,

it appears premature at this time to bage procedures and organization on
some particular application still under corceptual development.

_ Consideration has been given, -in connection with all of the foregoing,
to major reduction in the numbér of plans produced and to elimination of .
present duplication and overlap. Principles which might well be apphed
to any structure of Army plans are:

I1-10
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1. Each plan should cover all time frames appropriate to
the functional purposes of the plan, in order to avoid the weaknesses
inherent in arbitrary division into long, mid, and short-range periods.

2. Such basic elements as evaluations of the world environ- o .
ment, technological forecasts, and strategic concepts should be developed
Only once {and, of course, kept current}, for all pla.nmng purposes, '

Programing .

Existing System. The importance of relating force development
and other planning to programing has been noted above. It is equally
important that programing bear a proper relationship to budgeting.
- Mr. Hitch has described the function of the program system as that of
providing a logical transition between plans and budgets. The examination
of the programing function, as presently conducted, developed these points:

The Army program system is in a state of change, as the result of
OSD programing methods instituted over the past year (which have culmi- -
nated in publication of the Five-Year Force Structure and Financial Pro- -
gram on 15 June 1962). The Army program system is under study to
attain maximum conformity with these OSD methods. Meanwhile, however,
it has been necessgary to superimpose interim methods (to maintain, update,’
and change the base program) on the existing functional system of program -
development. Considerable difficulty was experienced in trying to isolate
from all staff actions those which could be clearly identified as program-
ing actions within the staff. Further, programing and budgeting are so
interrelated and interdependent that it is impossible to draw a distinct
line between the two,

As a result, it is not feasible to state how many personnel are in-
volved in activities which might be considered program-related. In
most cases, the same people who are charged with staff supervision
of functional areas are also the ones who must develop and analyze
program requirements, and arrange and justify- them in the appropriate
format to fit the OSD program system, resource category appropriations
for budget purposes, etc, If the administrative part of the programing
function is overemphasized, it can be viewed as absorbing or dominating -
virtually every important activity of the staff. All staff elements contrlb-
ute to programing and program execution in thelr functional areas,

Ill




‘However, those staff elements specifically identified by title and function

' and administrative processing of program documents which reflect the

_sible $taff agencies and commands in functional areas such as force

‘location was selected (as opposed to a major functional element of the

.Because of the importance given to programing, and the position of the

~ in all staff action,” There are appendages of planning (which provides

as program elements should be concerned primarily with the coordination

results of Army decisions and récommendations derived from plans,
staff studies, effectiveness analyses, and the like, developed by respon-

development, supply management, etc. To do otherwise tends to o
establish a separate mechanism for programing decisions which displaces .
the normal functional staff elements where the real capability for analysis -
lies. ' : '

programing and how it should be conducted were examined:

.Alternatives Considered. Various con(::epts of what is meant by

Department of the Army action on the Project 80 report resulted
in the establishment of a Director of Army Programs in OCS. This

staff) for the dual purpose of giving emphasis to programing, and avoid-
ing a sityation in which a major element of the staff was both the director
of the program system and a proponent of one particular program. The
solution had these advantages, but certain disadvantages have developed,

Director of Programs in the Office of the Chief of Staff, there is a tend -
ency on the part of both OSD and subordinate commands to look to the
Director for information, guidance, ‘and actions which his office is not
manned to provide without recourse to the remainder of the staff, To
retain this organizational solution, but mitigate the problems, the alter -
natives are: better definition of the responsibilities of the Director and
better means of getting staff -developed information to and through his
office; expansion of his office into a "super-staff'" element with full
responsibility and authority for all programing and related actions;

or some relief of the présently burdensome system through automation,

One theory holds that programing represents the critical element

some input), budgets (which are a different expression of programs),

and necessary evaluation of program execution {another source of
changes and updéting) tacked on at either end of the system. This
concept, if carried to the extreme, could mean that program activities
and staff elements specifically identified as programmers would supplant
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the rest of the staff. . (It therefore corresponds with the "'super-staff!
alternative noted above.) However, the administration of the program
activity is now actually coordinated by a committee system (the Pro-
gram Advisory Committee}, the individual members of which both
represent and answer to the heads of their respective functional

staff agencies.

As was noted in the case of planning, there are several 60ncépts

concerning the application of automatic data processing systems to

programing. Those who are program -oriented visualize the total
' system as one to accomplish automated programing, budgeting, and
operational evaluation. As an example, one such concept which has
been suggested revolves around the Army Long Range Capabilities
Plan (a8 an extension of the current 5-year base program), and attempts
to reldte to it all planning, programing, budgeting, resource management,
and command and control activities. However, the ALRCP in its present
form is designed for the limited purpose of establighing a ''line of balance"
among various Army programs, based on a projection of 1963 levels of
manpower and funding. Unless considerably modified, this plan will not
make proper provision for the type of program change which should re-
sult from forward planning based on new strategic concepts, analysis
of alternatives, etc. It is conceivable that ADPS will have greater ap-
plication in programing than in the type of activity which has so far been
described as planning. It would nevertheless be premature in the case of
programing, as in the case of planning, to base procedures and organiza-
tion primarily on applications still under conceptual study.

Consideration has been given, in connection with all of the fore-
going, to the extent to which automation could reduce the requirement
for personnel in the programing system. The consensus at this time
appears to be that no appreciable personnel savings can be forecast,
“because in extension of the program system, OSD is placing more and
more detailed requirements which demand personal attention and judgmen‘;‘.’.

Budgeting

Existing System. The close relationship between programing and
budgeting has been noted. In one sense the two functions are identical,
each representing an arrangement and summation, in different formats,

1413
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-of Army resources over a given period., Unlike programmg, however,

the administration of budgeting seems to present few problems. Exam -

'+ ipation disclosead that'

The budgetmg function is being conducted rela.tlvely effectively,
Although they do not result from the budgeting proces s, per se, the.

principal problems which do exist are:

1. Budgets rarely reflect the full requirement established
in planning. This situation results from a combination of over=-all re-
source limitations, and the somewhat ténuous_ nature of the link between
planning and budgeting which programing has represented in the past.

2, Considerable, and to most peoples! minds unnecessary,

" work is involved in translating information from the program package
. structure to the appropriation structure.’

As in the case of the programing system, if administrative pro-
cedures and staff relationships were so arranged, budgeting could (and
at one time very nearly did) supplant the rest of the staff, as far as

- major meaningful activity in the resources field is concerned. However,
_perhaps because it is an older function, for wh1ch the adiministrative

system is now generally recognized as an accountlng, correlating, and
reporting procedure to reflect decisions and recommendations developed
elsewhere in the staff, budgeting is ¢onducted relatively without turmoil’
by the Director of the Army Budget, located as a major element in the
Office of the Comptroller, and operating with the aid of the Budget Ad-
visory Committee -- a close counterpart of the Program Advisory Com -
mittee, .

Possible Improvements. In order to mitigate the problems indi-
cated above, the following 1mprovements would be desirable:

1. Realign the appropriati.on structure to conform more
closely with the program package structure, Such action is beyond
control of the Army and involves Congress as well as the DOD,

2. Achieve closer and more effective working relationships
among planning, programing, and budgeting -- and in particular between
the latter two.
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Analysis of Alternatives

In order to analyze the various alternative concepts and sugges-

tions summarized above, it is necessary to relate pia’nning -programing- -
budgeting into a single system showing the interdependency of the activi-
ties involved. This system wmust conform with, but should not be domi-
nated by external influences such as joint planning or OSD programing.

A primary objective of any systern should be to keep its various elements
in proper perspective. There is always the danger that such factors as
organizational placement, personalities, etc., may put one or another
element in a 'domiha.nt position to the disadvantage of over-all system
effectiveness. '

The simplified diagram below represents the basic concept which
appears, as the result of analysis, to be the most logical solution.
This i's discussed on succeeding pages, with the procedural and organ-
izational alternatives which exist for implementation of the concept.

PROGRAM .- ¢ OTHER STAFF INPUTS
W 2. * [e.g ACSL CRD}

ICOORDINATED WITH
JOINT PLANNING)

.:‘:h-.i‘?.‘-.:\.-i-'; e T,
QI STRATEGIC PLANNING
CEPTS ;\E REQUIREMENTS)

[EXTEND 15-20 YEARS)

OTHER STAFF INPUTS
{e.g LOG. PERS. CORC)

[RE-CYCLE)
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The system must start with an approved 5-year program (currently
referred to as the base program) -- shown at the top of the diagram --

" and result in a revision (update, change) of that program -~ shown at the

bottom of the diagram -- during the annual cycle. Both of these 5-year
programs are relatively firm in the earlier years, ‘and become less {irm

later in the time frame -- as represented by shading on the diagram.

The early portions of the current (base) 5-year program represent
Army resources, existing or soen ‘available, which are reflected in both
the annual budget and current operational planning. Leaving the budget
aspects aside for the moment, current operational planning is primarily
the responsibility of the JCS and unified commanders, but the Army staff
is deeply involved in an advisory and supporting role -- to say nothing of
ever -more-frequently occurring cases in which the Army receives direct .
instructions to vary its commitments or capabilities in a particular area.
From all of this activity, the Army staff can deduce and project broad

‘requirements for the correction of deficiencies in current capabilities.

Current operational planning thus provides one basic input for longer -
range planning. : ‘

This. longer -range planning must start with an evaluation of the

world environment, available technological forecasts, resource esti-

mates, and statements of national objectives, in order to develop appro-
priate strategic concepts. Obviously, Army planning must bear a close
relationship with, and support joint planning activities throughout. This
stage of Army and joint planning could logically end with the establish-
ment and projection of strategic concepts and develop broad force re-
quirements to execute them. One major entity of the Army staff could
monitor and guide this effort, but other elements of the staff (and com-
mands) would provide significant input. For example (recalling the type
of basic element earlier suggested for use in all plans), projection of the
world environment and technological forecasts might possibly be developed
under the monitorship of ACSI and CRD, respectively, and certainly would
be developed with their major assistance. Current plans whose purpose
could be considered taken over by this strategic planning activity would _
be the USMP, the MRE, the ASOP, and appropriate portions of the ARDP.
As is the case with the 5-year program, this plan would be far firmer in
its early portions than later in the time frame covered. It should, how-
ever, be projected as far into the future as appears desirable to perform
its basic purposes (perhaps 20 years). Far from separating planning
from operations, this concept would in fact directly relate the two,
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as evidenced by the input to be provided from current operational

planning and the necessary coordination with JCS planning and opera-
tional activities.

The next major phase of the Army planning effort can be described -
as force development planning -- translation of the broad concepts and
requirements established in strategic planning into an expression of the
forces and systems which the Army should develop and provide for joint
usage, within the limiting parameters of resources currently available

. and projected for the future. This is, in essence, the basic mission of

the Department of the Army within DOD. Force development planning _
would have as one basic input the results of program and budget execution - f
&

in earlier time frames. It would obtain directional guidance from the

strategic planning effort, and would in turn provide an input to the earlier
stages of that effort -- as represented by the arrows between these two
major types of planning. Force development planning could be considered
to take over the purposes now fulfilled by the ALRCP, appropriate portions
of the ARDP, and the mobilization requirements aspects of the ASOP., As
in the case of strategic planning, force development planning could be the
responsibility of one major staff entity, but would receive basic input

from other elements of the staff (materiel considerations from DGCSLOG,
manpower considerations from DCSPER,; etc.). It would involve the
development of coordinated troop bases for the active Army and the '
reserve components. Like the strategic planning effort, it would be .
firmer in its earlier portions, and would extend over a total time frame
necessary to fulfill its purposes. Force development planning would pro-
vide the source (but would not become involved in the mechanics) of spe-
cific updatings and changes to the 5-year prograrn, the revision of which
would initiate another cycle in the planning process.

The foregoing concept does not represent one ''master' plan, but
rather two basic planning efforts which can be logically divided from
the organizational as well as the procedural point of view.  The organ-
izational alternatives are:

1. To leave ODCSOPS as presently.constituted, assigning
both planning efforts described above to one major element of that office.
The disadvantages of such a solution were described in discussion of the
planning function.
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2, ~To reorganize ODCSOPS into two major branches, one

., responsible for each of the planning functions déscribed above. This

solution has no apparent procedural dlsadvantages, but would represent
an extremely broad span of responsibility for one Deputy Chief of Staff,
It-might also have the result that one of the two basic planmng efforts

.would be made subordinate to the other.

3. To establish separate Deputy Chiefs of Staff' one : re-

_sponsible for strategic planning and-associated activities, to include

all participation in joint planning and operational matters; and the other
responsible for force development planmng and general execution of the
primary Department of the Army mission to provide operational forces
to unified commands. This solution would not.separate those planning

.~ and operational responsibilitiés which should remain intimately associated, i
On the other hand, it would avoid a span of control on the part of one Deputy -,
Chief of Staff which many have considered unmanageable in the past. A
more detailed description of the respective respons1b1l1t1es of these Deputy

Chiefs of Staff is:

Deputy Chief of Staff for Military QOperations

Concerned primarily with establishment of require -
ments for, and utilization of, combat ready forces.

Involves develbpment of strategic concepts and plansg;
establishment of requirements for forces to support war
plans; international politico-military matters; support of
joint pla.nnmg and operations; special warfare 0pera,t10ns
and cold war activities,

Includes war gaming to establish force requirements;
MAP support requirements; civil affairs matters; support
of civil defense; strategic communications; electronic
warfare; military historyf.

Deputy Chief of Staff for Force Development

Concerned primarily with development of required
Army forces to support military operations.
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Involves. establishment of detailed troop bases,
active and reserve, to support war plans; mobilization
planning; organization and training of necessary forces;
combat developments to include tactical concepts and
doctrine; and qua.11ta.t1ve materiel requirements,

Includes military standardlzatlon, part1c1pa1:10n
in programing and budgeting activities concerned with
the development of forces; management control of force
systems to coordinate the phased availability of men,
eguipiment, and doctrine; establishment of focal points
for coordination of special activities including Army
aviation, CBR, and nuclear weapons,

Returning to the diagram, the annual bidget shown at the left de-.
rives from the current 5-year program and (after completion of the _
approval and apportionment processes) provides the monetary resources

" within which program and budget execution must proceed. It is, therefore, "
an important source of basic input into force development planning, and
through force development planning, into the earlier stages of strategic
planning. '

To coordinate the programing function, three organizationzil alter -
natives are feasible: : : '

1.  The program coordination mechamsm could be located
in DCSOPS or with the proposed Deputy Chief of Staff for Force Develop-
ment, The disadvantages of this alternative have been discussed. This
solution was considered and rejected in Department of the Army action
on the Project 80 report. :

2. A second alternative is to locate program administration
"under the Comptroller, who is not in the true sense of the word a pro-
ponent of any particular program, and who can therefore take an im-
partial view toward the correlation of all programs. This corresponds
to the organizational pattern in OSD and in most major Army staff sections
and would facilitate application of a uniform accounting system to program:
ing, budgeting, and fiscal activities.
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3. . The thlrd alternative is to leave the. D1rector of Army
Programs in the Office, Chief of Staff, as at present, with his respon- .
sibilities more clearly defined. The advantages and disadvantages of
this solution were discussed in connectmn with the programing functioxn.

. Decisions

. On the basis of the forego ng analysmhgvﬁmeiany.ofiha_Army
aEEroved- .

1. The concept of d1v1d1ng ODCSOPS into two rnaJor staff
elements, in the manner outlined.

2. Retentlon of the Office of the Dlrector of Army Programs
in the Offlce of the Chief of Staff, :

3. The followu.ng def1mt10n of program coordination, as an
ald in delineating the respon51b111t1es of the Director of Army Programs. '

. Program decisions involve a selection amongst variOus
‘alternative courses of action so that the Army. can come as.
‘close as p0531b1e to meeting genuine, over-all requirements -
with the most efficient possible use of resources, Program

_ decisions must thus be supported by two different kinds of .
analysis. First, \farious proposed courses of action must
be examined in order to determine what they will really
contribute towards the meetings of valid requirements.,

" Second, determinations must be made as to the amounts
of resources various courses of"c_lction will actually require,

A prlmary function of a.ll program proponents is to
identify, analyze and evaluate all feasible alternative
courses of action available to the Army and to recommend
specific courses of action for meeting objectives. The
bulk of program proposals, in the fields of forces and
major weapons systems will be developed by the Deputy -
Chief of Staff for Force Development, Program proposals,
including the feasible alternatives and recommended
course of action, are staffed and submitted to the Chief
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of Staff who sends them to the Programs Offlce for
analysis. In making its analysis, the Prograrns Office
assures that the impact on other programs hag been
properly evaluated. Further, the Programs Office
identifies areas of possible duplication as between
programs and areas in which assets available to one
program may be applied to another. In the exercise
-of its function, the Programs Office may exercise

the authority of the Chief of Staff to obtain information
irom any agency in'the Army. The Programs Office
does not make program decisions. Rather, its function
is to insure that program issues presented to the Chief
of Staff and the Secretary of the Army are accompanied
by adequate analysis and data to enable them to make
fully supportable program decisions.

Secondary functions of the Programs Office are:

To record program decisions made by the
Chief of Staff, the Secretary of the Army or higher
authority in such form that they will be made available
for budgetary purposes and for dissemination to those
within the Army who will be responsible for execution.

To develop and coordinate instructions to the
staff and to subordinate commands concerning the ad-
ministrative and procedural aspects of the programmg
system,.

Actions

Based on these decisions, the Chief of Staff issued instructions
for the DCSOPS, supported by other staff agencies as necessary, to
develop a detailed plan for the reorganization of his office, and assoc-.
iated proposals for necessary adjustments within other staff elements
to avoid overlapping responsibilities and achieve maximum effectiveness
and personnel economy in strategic planning, force development planning,
and related programing activities. The DCSOPS is also charged with
recommending a schedule for 1mp1ementat10n
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. will be requlred

In the course of 1mp1ementat10n of the detailed plan, other actlons'

Reguest for 1eg1slat10n authorlzmg an additional Deputy Chief of
Staff for the Arimy should be made, If this action is not considered de-
_sirable, a title other than Deputy Chief of Staff for Force Development
could be adoPted In any case; the individual -- as principal manager
of Army force development activities -- should have eguivalent.stature.
In this connection, the Department of the Army Reorganization Projéect
~ Office (DARPO) has drawn attention to the fact that the committee set up.
to review the Project 80 Study Report recommended redesignatlon of COA,
CRD, and ACSRC (now CORC) as Deputy Chlefs of Staff. Although these .
recomrendations were not submitted to the Congress with the reorgani- .
' zation plan, on 15 December 1961 the Secretary of the Army sent the . * .~
Secretary of Defense a memorandum which stated in part: "This note
will simply confirm my understanding that you will support affirmative
"legislation to permit the creation of three additional Deputy Chiefs of
" Staff on the General Staff of the Army. 1 The DARPO Project Director
now recommends that any legislation requested to authorize a Depuly
Chief of Staff for Force Development also include authority for these '
- rede91gnat10ns.

After ad_]ustments have been made in planmng and programlng
activities according to the new concepts, manpower requirements in
this field should be screened. It appears that the two new major staff
agencies can be-organized and function effectively within the total strength
currently authorized ODCSOPS -- despite the necessary expansion in force
development planning and supervision -- if the Army family of plans is
simplified. As for remaining elements of the staff, a rough survey indi-

_ cates that the equivalent of ‘95 personnel outside of ODGSOPS are engaged
full-time in activities directly related to the preparation and review of
current plans. (This figure results from the summation of part-time
efforts by a larger number of personnel.) If optimum adjustments can be’
made .in the planning system, and in workloads throughout the staff, this
full-time load might be reduced by as much as one-third. The possibility -~ .
of such a reduction would be enhanced if arrangernents could be made within
the Army staff for a more selective review of contingency plans submitted -
by unified commanders., (Support currently provided by the Army staff to
the Joint Staff in this regard is particularly heavy in the logistics and
personnel areas.) These potential strength reductions are incorporated

in Section V, ,

v
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As indicated above, the Army programing system is being revised
to conform moxre closely with the system recently adopted by OSD. Con-
tinuing modifications in some aspects of this new Army ‘programing sys -
tem may be required as the Deputy Chief of Staff for Force Development '
assumes responsibilities visualized for him. :

Implementation of these new organizational ai:ra;ﬁgements and ‘
systems must be carefully phased to insure continuity of the important
activities involved. - '

Methods to Integrate Army Staff Effort

Requirement for Integration

The Basic Problem. The purpose of any military staff is to assist
the commander in those planning, coordinating, and supervisory activities
which must be conducted at his level but for which he, himself,- has insuf-
ficient time. At some levels, the problems.facing the commander are '
relatively simple, so that he personally can direct the efforts of a small
staff and integrate the results of their individual work. At higher levels
and in more complicated situations, the problem of directing and inte-
‘grating the efforts of the staff exceeds the capabilities of one individual.
Over the past fifty years or so, the Army has developed and utilized a
general staff concept in the organization’of its various headquarters.
The concept is based on the division of staff effort into a small number
of functional areas such as personnel, intelligence, operations, and
logistics., The general staff officer who heads each of these divisions
is supposed to provide a coordinated response to any problem which
develops in his functional area. {As will be discussed later, coordinated
responses are more difficult to develop at higher staff levels.) The con-
cept has been applied at all levels from battalion through the departmental
general staff; however, substantial modifications have been required at
the higher levels. Modifications at various levels have established ad-
ditional functional elements which must be given equal stature with the
four basic functions for various reasons. Examples of such elements
are reserve componerits, and research and development. When taken
together with certain specialized elements reporting directly to the
commander, such as the Judge Advocate, the Inspector General, and
the Chief of Information, the span of control is substantially increased

T
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. beyond that intended in the basic concept. At various levels, assistance

to the commander in direction and 1ntegrat10n of the staff effort has been
sought by providing agencies ranging from one or two individuals to com-
paratively large groups of people, variously organized and designated.

In 2 sense, much of the history of reorganizations in the Army depart-
mental headquarters since early in World War II has revolved around

- attempts to reduce the span of control and improve direction and inte-

gration of the staff effort at this highest level. Various solutions have
been proposed, adopted, tested, and rejected.

Special Aspects of Integration at Headquarters, DA, Level, The
unique complexity of problems faced at departmental headquarters level
stemns in large part from the fact that it is at this level where direct.
civilian control is applied, where ultimate decisions on resource allo-
cation must be made, and where major political, international, and
other -external influences are brought to bear most directly on Army

- matters. This means that the leadership at this level must be pre--

pared to approach virtually any problem from several points of view,
and to respond to specific desires and instructions of political authority,
both elective and appointive. Another complicating factor is that the
Secretary of the Army and the Chief of Staff in many ways appear jointly

_to constitute the "commander." Moreover, the assistance provided this

Army leadership in direction and integration of the staff effort must be
responsive to the methods of operation of the top national leadership,
and these methods change substantially from time to time.

Historical Alternatives

Three types of integrating concept appear toc be representative
of those which have been tried or proposed at the departmental level
in the past:
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. The OPD Solution

[SECR.ETA.RY OF THE ARMY

c/s -

DC/s

SR & e | %D

e ]

T — _

o | [

| OPERATIONAL COMMANDS|

SCHEMATIC DIAGRAM
WAR DEPARTMENT - 1942

History. At the beginning of World War II, it became apparent
that the War Department contained no single agency responsible for as-
sisting the Chief of Staff in over-all coordination of world-wide Army
operations and activities. ‘It became highly important, because of the
scope and nature of the operations involved, for some responsible
agency to follow up on instructions issued and to determine the adequacy
of actions taken in their execution. In 1942, a War Plans Division --
later designated OPD -- was established for this purpose. Although
officially positioned at the same level as the functional general staff

"~ agencies, OPD was in fact a sort of "super-staff' which issued instruc-

tions to and received basic information from these other agencies,
General staff sections (except G-2)were reduced in size and freed from
operating responsibilities. They continued to exist primarily for the
purpose of establishing Army-wide policy in their respective functional
fields.
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. Staff to other staff divisions. ‘ L L

. Advantages. OFPD well served its immediate purpose -- to pro-
vide in effect a wartime command post for the Chief of Staff. With this

. _organization, relatively quick responses to any really significant problem

were available. On major matters, the Chief of Staff could if he chose

" deal with only oné staff assistant who had a broad perspective and could

provide an integrated solution without recourse to consultation with other
agencies. : :

Disadvantages. Once the exigencies of wartime effort passed,
policies and procedures in the fields of per sonnel organization, and

. materiel suffered because of the relative impotency of all major staff
" divisions other than OPD and G-2. This appeared to be due to the adul-

teration of the theoretically direct line of command from the Chief of

The Two-or-Three Deputy Solution

SECRETARIAT
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Special Staff Ag_e:':cies i

' l COMMANDS |

SCHEMATIC DIAGRAM
DA STAFF -~ 1950
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History. ~Noting the disadvantages indicated above, a board
(Patch-Simpson) appointed in 1945 recommended a reorganization
which was approved in 1946. This board concluded that, contrary
to popular belief, a general staff could not be restricted to matters
of policy and planning; it must operate and direct. Consequently, the -
designation Director was given to principal staff assistants, and six
such Directors were established (Persornel and Administration; Intel-
ligence; Organization and Training; Service, Supply and Procurement;
Plans and Operations; Research and Development). These principal
staff assistants reported directly to the Chief of Staff and a single
Deputy Chief of -Staff. However, it was soon decided, on the basis
of further studies, that this was too fragmented an organization, which
required excessive time on the part of the Chief of Staff to coordinate
and direct. In 1948, a new organization substituted for the single
Deputy Chief of Staff a Vice Chief and two Deputy Chiefs (Plans and
Combat Operations; Administration). This arrangement was further
modified by the addition of a Comptroller, and in 1950 an organization

- was adopted which had a Vice Chief of Staff and three deputies (DCS

Plans and Programs; DCS Operations and Administration; Comptroller)
assisting the Chief of Staff in integrating the efforts of the-four traditional
Assistant Chiefs of Staff (G-1, G-2, G-3, G-4), the special staff, and the
technical services (under G-4 but not in a command relationship).

Advanta.ges. With this arrangement, the Chief of Staff had more
time to devote to JCS activities which were increasing in scope, The
basic planning, programing and budgeting functions were integrated
under a single Deputy Chief of Staff. (However, they were segregated
from administrative and operating functions.} '

Disadvantages. While the three deputies integrated staif actions
within their respective fields of responsibility, their instructions to the
general staff divisions were occasionally at cross purposes. The Deputy

. Chief of Staff for Plans and Programs also had the budget responsibility,

while the Comptroller was a staff advisor with respect to efficiency and
economy, and fiscal matters generally. With these restricted respon-
sibilities, the position of the Comptroller above the staff was anomalous.
There was no effective integration of R&D efforts.
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oo The Director of the Army Staff Solution

SECRETARIAT
c/s
vG/S
DIRECTOR| -
. 5GS
r | 1 ] | - t ] |
DCS pcsper| | pes - ACS1 AcsrRe| |pcsioG coa BCSRD
. [sTRATEGY] PLANS, :
& INT'L PROGS,
" {AFFS - SYSTEMS

— ' ) ’ SPECIAL STAFF AGENCIES i——{ SPECIAL STAFF AGENCIES

|commnsl '

SCHEMATIC DIAGRAM
. DA STAFF ORCGN PROPOSED BY
_ . ' ' STUDY GROUP B -'1961

History: Subsequent reorganizations of departmental headquarters
= ‘led to the present system of multiple deputies or their equivalents report-
ing directly to the Chief of Staff. This is not dissimilar to the multiple
. Director system adopted in 1946, except that the major staff assistants
- e I are now considered to have no substantial operational responsibilities.
' Disadvantages have been noted which are essentially the same as those
that once led to abandonment of the multiple. Director system. Study
-~ Group B of the Project 80 Committee, which examined the departmental
headquarters organization, recommended an integrating scheme incor-
porating a Director- of the Army Staff, charged with the direction and
- e coordination of the staff effort. , . v

.....
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Advantages. The major objectives in proposing the Director of
the Army Staff were to avoid fragmented staff actions and free the Chief -
of Staff and Vice Chief of Staff from time-consuming coordination respon- -
sibilities. This Director could also be delegated authority to make '
certain decisions for the Chief of Staff,

Dis advantagés. An additional individual would have been inter -
posed between the primary staff agency heads and the Chief of Staff.
Unless this individual were to constitute simply another Vice Chief of

‘Staff 6r a more senior Secretary of the General Staff, he would require
© a considerable staff to assist him. Considering his proposed position

in the chain of command, this could result in a close counterpart of the

OPD solution with an additional layer of review over the staff., Depend-

ing on the degree of authority delegated, "this might either delay decisions e
or pre-empt responsibilities which should reside in the Chief of Staff and
Secretary of the Army. :

Existing System
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" deputy system based on the traditional general staff concept. Seven

' Army leadership in their resPec_tivé functional fields, This will be in-

. and are delegated authority to make certain decisions for him. They

© field rather than toward an over -all perspective. Under the circum-

‘through ad hoc committee action in many important cases; and the response

Office of the Chief of Staff, The principal elements to assist the Chief
. of Staff in this function are: ' : '

The existing staff organization can best be described as a multiple

Deputy or Assistant Chiefs of Staff {or their equivalents) assist the top

creased to eight with the Deputy for Force Development. They are
directly responsible to the Chief of Staff within their functional fields

exercise varying degrees of supervision over the related activities of
special staff agencies, field agencies, and commands. According'tq

the general staff concept, any one of these deputies could assume
responsibility for, prepare, co'ordiz;ate, and submit to the Chief of Staff
an integrated product of the efforts of the entire staff. 'In practice, cir-
cumstances combine to erode the validity of this theory somewhat. At
departmental headquarters level, each deputy's field of responsibility is-
of such scope that the major problems which must absorb most of his
attention tend to create an orientation toward his particular functional

stances, the large number and broad scope of actions underway in the
staff at any given time make it very difficult for an individual deputy to
be aware of all actions related to, or bearing on the action for which he
is responsible; the requirements for extensive coordination of problems
cutting across staff lines are difficult to execute and tend to be solved

under these conditions appears to be slower than desirable. These are not
insurrnov,ntaible problems which invalidate the general staff concept, even
at departmental headquarteré level; but they do demand modified applica-
tion of the concept to meet the ?articular situation at this level.

The integrating function is now carried out primarily withi.n'th(;

: 1. A Vice Chief of Staff who is authorized to act for the Chief
of Staff in delegated matters and in the latter's absence; to manage the
Army staff; and to review appropriate major staff actions to insure that
‘they meet requirements of the Chief of Staff and the Secretary.
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2, A Secretary of the General Staff (with a Deputy and .
Assistants) whose primary responsibilities are to assist the Vice Chief
of Staff in managing the Army staff; to manage the Office of the Chief of
Staff; to assign incoming requirements to major staff entities for action;
to review and present to the Chief of Staff for decision staff responses to .
these requirements; and to provide an information link and supervise cor~
respondence between the Office of the Chief of Staff, and the Secretary of
theé Army and higher authority. ‘ '

) 3. A Director of Coordination and Analysis who, on a case-
by-case, as assigned basis, recommends guidance for the Chief of Staff
to issue with respect to certain major staff actions; reviews and evaluates
for the Chief of Staff certain staff responses; and prepares certain actions-
utilizing information obtained from and coordinated with the staff. In ad-
dition, this office performs a review and analysis function by identifying
gaps in long-range planning and study activities and recommends action
to fill these gaps. .

4, A Director of Army Programs who coordinates program-
ing actions for the Chief of Staff; insures that Army responses to OSD
programing requirements are adequate and timely; and analyzes program
change proposals originating in the Army staff to assure that their im-
pact on other programs has been properly evaluated and that total assets
remain in appropriate balance among programs. The office also has . '
responsibilities connected with appearances of the Chief of Staff and
Secretary of the Army before committees of the Congress.

5. The foregoing integrating elements are all components of
the Office, Chief of Staff. In addition, there is the General Staff Council,
which consists of the Chief of Staff and his principal advisors (the Vice
Chief, Deputy Chiefs, and others), meeting regularly twice a week,

 This GSC is not a decision-making body. Its purposes are to discuss

major problems, to bring important matters to the attention of all con-
cerned, and to provide a forum in which the Chief of Staff may issue in-
formal guidance and receive informal advice, (A close counterpart to
the GSC is the Army Policy Council which provides a gimilar forum

for the Secretary of the Army.) -
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Major Advantages and Disadvantages of Existing System.

Advanta,ges. As compared with the other alternatwes previously
discussed, the ex:Lstmg system of integration concentrates responsi-
bility for basic functional areas in individual deputies and permits
delegation of commensurate authority {although the latitude for dele-

' gation appears to be constantly shrinking)., Further, it preserves the

direct command lines from the Chief of Staff to these deputies, and

avoids an intermediate level of Teview w1th authority to direct changes
in staff submissions.

Disadvantages. ' In the existing organization, the span of control
is great, since a rather large number of independent deputies and many
other staff section heads are reporting directly to the Chief of Staff.
The actions of these deputies and other staff officers must be coordi-
nated -at that-level with the assistance of an advisory integrating mech-

"anism. Within the integrating element, administrative assistance, re-

view and analysis, corrective or improvement efforts, guidance prepa-
ration, and other activities are now somewhat ‘arbitrarily divided and
loosely assigned. Moreover, the existing organization requires adjust-
ment to permit the more intimate participation of the c1v111an Secretariat

.in staff actions which the Secretary desires,

Integrating Principles

This review of historical alternatives and assessment of weak-
nesses in the existing system, together with the recent examination of
the headquarters organization by the Project 80 group, has not disclosed
any completely effective organizational solution to achieve staff integra-
tion at the departmental level, The same difficulties have been noted in

.somewhat similar patterns tried by the other Services. It appears,

however, that certain basic principles must underlie the solution
adopted: :

1. The job of the integrating staff element should be to aid
the Chief of Staff and Vice Chief of Staff in carrying out their responsi-
bilities, not to assume portions of these responsibilities,

»

1-32

F[]R OFFICIAL USE UNLY

, NN QHOBY
gALAISSVI1DAd

p———




JESTEET

2. It should not be in any sense a separate decision level for
normal staff actions, or a staff "above' the regular staff. The integrat-
ing staff element should have no directive authority in its own name, and.
should not be in the command channel.

3. The organizétion and functions of the integrating staff
element must be consistent with relationships established between the
civilian Secretariat and the military staff, and improve responsiveness

to the methods adepted by the Secretary in the management of his depart-
ment. ' ' '

Desirable Modifications

In addition to the Chief of Staff, Vice Chief of Staff, Secretary of
the General Staff, and their immediate offices, the Office of the Chief
of Staff now incorporates three major elements. These are: the Office
of the Director of Army Programs; the Office of the Director of Coordi- -
nation and Analysis; and the Office of the Deputy Secretary of the General
Staff. This latter office includes all Assistant Secretaries of the General
Staff, the Staff Management Division; the Staff Civilian Personnel Division;

the Staff Communications Division; the Weekly Summary Branch; the Cor-

respondence Branch; and the Administrative Branch., As stated earlier,
activities related to control of major staff actions, miscellanecus servige
activities, review and analysis, guidance preparation, corrective and
improvement efforts, and internal administration are intermingled in a
somewhat loosely assigned fashion.

The basic functions assigned to the Office of the Chief of Staff ap-
pear to fall into seven principal categories: communications services;
civilian personnel matters; staff management functions; program coord-
ination; provision of administrative, informational, and protocol types
of staff services; review and analysis and related functions; and control
of staff actions in general. The existing organizational pattern in OCS
provides distinct groupings for the first four of these categories; the
latter three are presently combined in the Offices of the Deputy Secretary
of the General Staff and the Director of Coordination and Analysis, The
existing Staff Communications Division and Staff Civilian Personnel Divi-
sion appear to be operating effectively in the execution of their currently
assigned functions. Certain modifications in the activities of the Staff
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‘Management Division appear desirable. The exact functions and respon-

sibilities of the Director of Army Programs have not yet been stabilized

"in the light of evolving program requirements and the recently approved

definition of program coordination. However, ho major structural

 changes seem necessary in these organizational elements at this time.
‘The real organizational and functional choices appear to exist in the.

allocation of SGS functions presently executed by the Deputy and Assistant |

Secretaries of the General Staff, and the Office of the Director of Coordi-
nation and Analysis. o : .

The suggested modifications and alternatives described below can
and should be accommbodated within total personnel strengths presently
assigned to OCS. The only possible exception is the Office of the

' Director of Army Programs. - Here some upward adjustment may be

required, although it is not possible to make an accurate judgment at
this time. Perhaps, the current workload is abnormally heavy in this

“office, becduse the existing program system has not yet been adapted

to the new OSD system. It may be hoped, howeyver, that implementation
of the recently approved planning-programing relationships will clarify
and perhaps ease this situation. '

The ‘Staff Management Division has an important function to per-
form in connection with the responsibilities of the Vice Chief of Staff
and the Secretary of the General Staff in managing the Army staff.

It provides advice with respect to financial management, manpower
control, and general management improvement programs. In particular,

the latter responsibility requires increased emphasis, but not an increase

in personnel. This element of OCS should give more attention to the review .
of regular staff procedures, working documents, and other factors, with

the objective of modifying staff operation for better effectiveness and ef-

ficiency. This element of OCS should also monitor more closely pro-
posed staff reorganization. Any gsignificant structural change (as op-
posed to total manning levels only) within a major staff agency should
be subject to prior review by Staff Management Division and approval

by the Vice Chief of Staff. Current manpower control activities are

only one element of such review. It appears that routine manpower
surveys have been given too much attention.. More initiative is needed

to seek out problem areas in organizational structure and staff procedures..
The functions of this office are concerned entirely with the headquarters
staff. On the other hand, the Comptroller's management office should be
concerned only with over -all Army management problems and agencies
outside of this headquarters. o
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Program Coordination. The program coordination office should
perform the functions for which the Director of Army Programs is
currently responsible, as clarified by the approved definition of pro-
gram coordination earlier cited. The principal functions shown in
this definition can be summarized as follows:

_ L Analyze program prbposals to assure that impact on other
programs has been properly evaluated and that total assets remain in
balance among programs,

2. Imsure that program issues presented to the Chief of Staff
and Secretary of the Army are accompanied by adequate analysis and
data to support decisions. o '

C 3. Develop and coordinate instructions to the staff and com-
mands concerning administrative and procedural aspects of the program-
ing system.

4. Record program decisions in suitable form for budgetary
purposes and dissemination to agencies responsible for execution.

Procedural relationships with other elements of the staff should take into
account the functions and responsibilities which are contemplated for the

Deputy Chief of Staff for Force Development in the fields of program pro-
posals and system control related to major Army force systems.

Staff Services. The informational, protocol, and administrative
type functions of the 5GS include such things as White House liaison;
securing informational fact sheets; arranging informational briefings;
travel and guarters arrangements for general officers; preparation of
routine correspondence for the Chief of Staff and Vice Chief of Staff;

- and the like., It seems desirable to separate these important but often
more routine functions from the more substantive staff action control
and guidance functions in order to allow greater emphasis on the latter
grouping. The staff service type functions could conveniently be handled
under the supervision of one principal assistant (perhaps designated a
Deputy SGS). In order to reduce the span of control-required of the
Secretary of the General Staff himself, the current activities and organ-
izational units of the Administrative, Corre spondence,” and Weekly
Summary Branches might well be a part of this grouping.

| 1-35
ENR NETTPIAL ISE ONLY
, TS .
QALNSSVIDAA '




i P

Lo 2

[T

i R v 1

Staff Action Control.

In order to be most responsive to newly "
~ defined relationghips between the Secretariat and the military staff

of the Army, and in order to improve coordination and assist in sub-
stantive review of major military staff actions, it seems appropriate

to combine certain activities of the present Office of Coordination and
. Analysis with staff action functions of the Assistant Secretaries of the

General Staff. This combination could be effected in several ways,

but in any case, the result should provide for the establishment of a

Staff Action Contral Office.

be to:

1..

guidance, and recommend action assignment.
" action agency should be delegated authority and responsibility for direct

The major functions of this 'office_would

Review incoming action papers, develop appropriate

response, or instructed to recommend response to OCS,

-2..

3.

Control suspense on actlons to be processed through OCS
or momtor suspense on delegated actlons.

Monitor non-delegated actions and provide- additional in-

formation and guidance upon request, or as new conditions develop.

4.
appropriate. '

5.
for decision,

6.
taken.

7.

staff and commands as appropriate.

8.

Secretary.

9.

Arrange for interim review of proposed response as

Evaluate response and recommend adjustment, or process

to include appropriate briefing arrangements,

In delegated actions, monitor summary report of action

Forward completed action or disseminate decision to

Maintain summary records of guidance, information and
action, including significant actions which are handled in technical direc-
tion channels through the Office of the Under Secretary or an Assistant

Assign and monitor necessary follow-up actions.
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In order to can_"y out these duties, a staff of perhaps six officers appears
necessary. This staff should consist of two levels of competencé -- the:
upper level would include senior colonels of judgment and broad compe-
tence, assisted by a lower level of more junior administrative assistants,
The exact number and ratio between the two groups would have to be ad-
justed on the basis of experience. As indicated earlier, this can be done °
within present over-all OCS strength allocations, but would require up-.
grading in the rank and experience of personnel above that now available

in the Assistant Secretaries of the General Staff who are concerned in this
work. ' ' '

Alternative A.

One method of obtaining the increased staff action control capa-
bility would be to combine the personnel resources and organization of
the Coordination and Analysis Office with the Assistant Secretaries of -
the General Staff. The basic organizational structure is shown helow.

c/s

vC/s

sGS

L]
Director Staff Staff Director of Staff ) Staff
of Civilian Services Staff Communi - Manage -

-Army Peraonnel Cffice Gontrol cations m‘er_nt )
Programs Division ‘| Division Division

—

Staff Action
Control
Division

Review and
Analysis .
Division

PROPOSED BASIG ORGANIZATION .
OFFICE, CHIEF OF STAFF
{(ALTERNATIVE A}
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This solution would eliminate current overlapping re3p0n51b111t1es
between ODC&A and the ASGS!'s. The staff action control could be

" strongest in this alterna.twe since all of the current personnel resources

of the Coordination and Analysis Office would be immediately available
to support it. However, the independent nature of the study and analysis
function would be lost in large measure, and fewer competent personnel

‘might be expected to concentrate on this work, particularly the longer

range aspects, It could be expected that this solution would be looked
upon as a variation of the OPD scheme by the Deputy Chiefs of Staff.
As a general rule, these principal staff assistants are opposed to a
strong coordination function since tlhey feel (probably with _]ust1f1ca:t10n)
that it tends to assume their responsibilities.

Alternative B.

'The second altérnative would be to strengthen the staff action
control capability as indicated earlier, without any other significant
change ‘in the present organization. This would probably be more
acceptable to the staff The basic organizational structure is shown
below.

Crs
L]
¥GC/s
sGS
Director Staff Staf{ Staff Action Staff Staff Director
of Civilian Services © Contrel Cornrnun - Manage - of Coord-
Army » | Personnel Office ’ Office ications ment ination &
Programs Division ’ Division Bivision Analysis

PROPOSED BASIC ORGANIZATION
OFFICE, CHIEF OF S5TAFF
(ALTERNATIVE B)
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Establishment of the separate Staff Action Control Office would
reduce dependence upon the Office of Coordination and Analysis in
many current coordination actions. This, combined with a previous
decision on planning relationships which relieved the office of respon-.

sibility. for annual preparation of the document, "A.U. S. National

Military Program, ' would allow the independent analysis capability
presently contained in the office to be further empha.smed or would
perrmt a reductlon in personnel.

A re -oriented analysis c;apability should be devoted to:

1. The identification of gaps in longer range plémning
and study activities with a view toward recommending action re-

- quired to fill these gaps.

2. Increased liaison with the other Services to broaden
Army appreciation of their current and long range objectives and
programs.

3. Contact with DOD, other govlernmental, a.nci private
study groups to bring in ngw ideas. '

4.° Conduct or arrange for analytical studies concerning
the inter-relationship of, and alternatives for major military programs:
and their relative contribution to the Defense establishment,

5. A cadre caﬁability to establish, chair, and provide ad-
ministrative support to task groups which are required occasionally

for the conduct of special studies.

- 6. Recommiendations toward the establishment of long range

_ Army objectives and courses of action,

Under this alternative, there would remain an inherent capability
for back-up to the Staff Action Control Off1ce in any or all of the follow-

ing areas:

. 1. Assistance in developing comprehensive guidance on
complicated staff actions.
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' the ‘areas of responsibility, of several major staff agencies.

‘ments of the Secretary of the Army, the C/S or the VC/S on a crash

'Secretaries of the Geneéral Staff. Further, if any of the study and

" agsistance to the C/S and VC/S in preparation of speech matexrial, and

2. . Assumption of staff responsibility for preparation or
detailed coordination of certain major staff actions which cut across

3. Correction and re-write actions to meet the require-
basis, when normal staff procedures have not been satisfactory.

However, with a stronger staff action control, it should be hoped that
these requirements would decrease and a greater reliance be placed
on the regular staff, o '

If the stronger staff action control and the increased study and
analysis capability are both desired, this alternative will cause no in-
crease in OCS strength, but will require upgrading in the rank, .exper-
ience, and caliber of several of the personnel assigned as Assistant

analysis functions listed in this alternative are considered unnecessary,
then total OCS spaces might be correspondingly reduced.

Under either alternative, capabilities closely related to the study
.and analysis function should accornpany it. In particular, these include

guidance and assistance to the Army staff in preparation of visual aids. ,
This latter capability is available in the ODC&A due to presentation re-
quirements. for the C/S and VC/S and is used extensively by the staff.

Decisions
On the ba..sis of this analysis, the Secretary of the Army:

1. Approved the basic concept that the integrating function
be accomplished within the Office of the Chief of Staff, and indicated
that Alternative B should be adopted.

2. Expressed his desire that the study and analysis capa-
bility incorporated in this office be able to perform directly for the Chief
of Staff and Secretary of the Army such selected independent cost effective~ .

hess, systems analysis, and other type studies as may be as signed, as well

-;40
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as to provide gmdance, review, and analysis of s1m11ar studies pro-
duced by the staff and commands. When necessary, the studies should
incorporate political and economic, as well as rmhtary and technical
matters: The office should have the capability to provide, within
policies established by the Secretary of the Army and the Chief of
‘Staff, continuing and meaningful guidance and coordination to the
efforts of the various agencies, both military and civilian, which
conduct long range and operational research type studies. '

3. Noted that he would look to this organization to analyze
the various possibilities and implications of major shifts in organiza-
tion, weaponry, and deployments, as well as other major Army policies,
and to prepare recommendations on these matters, either independently
or coordinated with the staff, for his consuieratmn and that of the Chief

of Sta.ff

4, Indicated that, in view of the requirement for this ex-
panded review and analysis capability in the Office of the Chief of Staff,
and a contemplated reduction of such capability in the Office of the
Under Secretary, some personnel augmentation in the Office of the
Chief of Staff may be necessary.

Actions .

Based on these decisions, the Secretary of the General Staff
should prepare a detailed plan for reorganization of OCS. The
probable necessity of some personnel augmentation noted in the -
Secretary's decision should, over a period of time, be oifset by
‘the reductions in OCS manning levels indicated in Section V.
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SEC TION 1T }
MAJOR STAFF OPERATIONS

_ In order to aid in the assessment of working procedures Wlthln
the departmental headquarters in response to the guidelines of Project
39a, an extensive examination was made of a major and complex staff
task -- the development of a detalled Army troop structure- for both
act.we and reserve forces. Lo o

" The obJectlve in thls exammatlon was snrnply to assess the ef-
l . ficiency of the procedures, without regard to the adequacy of the results.
. Particular attention was given to levels of review and demsmn, division
S ‘of responsibility and a.uthorlty, numbers, kinds and purposes of documents '
i o prepared; means of’ coordmatmn, and time requ:red in order to 1dent1fy
apparent procedural problems in'a major type of staff operation. It must’
be recognized that the present syste:m is being cha.nged extensively with -
I ‘development of a revised program system. .In addition; ‘some of the de-
~fects in the present system noted during this examination are already
havmg corrective action taken. However, the condxtlons descr1bed ' _
l below were those which existed in July a.nd August when the exammatlon‘ '
was made.;,_ : : : :

Preparatlon of the Tr00p Structure

Over -all System. The over -all system was d1ff1cu1t to.as sess,
since it appears that some of its Orgamzatlonal and procedural features
have not been clearly defined; either in regulations or in practlce. The
- basic task performed is-to translate broad requiremen‘ts established in
strateglc planning, and gu1dance from h1gher authorlty, into an expres-~
_sion of ‘specific troop units and supporting elements which the Army should
deve10p and maintain, The present. system has apparently emphamzed ex-
' tensive inter - -agency part1c1pat10n and coordination to insure the validity
~ -of the final product frorn all pomts of view, FOur magor steps occur in
the process. ' : '

CI-1

FUB UFFIEIAL USE DNLY




r- E r-_‘;-

@MUO@&M@& pplassified / Declassified Hotdmgs of the National Archlves

.ﬁ,;;;thomsmmuc
BCoail 5 __.]

1. Preparatlon of. actlve Army and : reserve cornponent

- Force Structures which contain major units and bulk personnel alloca-

“tioms drstrlbuted among geographical and functmnal commands, to be
used as a framework for Subsequent deve10pment of more detailed
llstlngs. o ' ' .

LA Preparatlon of & basxc Troop Program COntammg in-

- structlons to the £1eld as to: how the framework mll be expanded

3. Preparahon of detalled Troop Bases by maJor com~_ "
manders, and other approprlate agenc1es, in accordance w1th these -

" mstructmns.._ -

4, - Consollda,tlon of the coordlna’ced results mto the: rmal

products, which are known as the Troop Program and the Moblllza.tmn
Troop Program. -

Perhaps the best way to descrrbe the procedures is in terms of
the documents mvolved a.nd respOnulbllltleS for the1r prepara’clon.

Actlve Army Force. Structure. The term "force structure“ has not

" “been defined in official Army- publlcatlons. ‘A new force structure docu-
~ ment under review in late September includes def1n1t1ons and other de-

_ scriptive material. As used by the Army staff, the term connotes a

- planning document Wthh lists the numbers and as s:Lgnments to major
- commands of selected types of combat units,- together with the total

S mllltary per sonnel strengths for each Army component: of unified com -~

L mands, and.a skeletal break-out of the remaining elements of: Army
o strength. DCSOPS has: reSpO‘nSlbl].lty for the management of Army

- forces, to include world-wide allocation of major combat units to

- support operat:.onal and mob1112at1on plans, and troop bases for maJor

- commands. An Assistant DCSOPS for Plans and Operatlons supervises
the formulatlon of the force' structure, compos:u:mn and dep10yment of

- the major combat. un1ts of the active Army and the reserve components,

_ -",_and development of mobilization and demoblhzatlon gu1dance, policy and
. plans; ‘The current O.DCSOPS functions manual assigns to the Director
- of Strateglc Plans and Pollcy the function of formulating the structure,

composition and dep10yment of the Army in terms of major combat unl‘ts :

. for. use in deve10p1ng a.nd rev1smg the TrooP Program.
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Force structures for the act:we Army are developed and refined
_under momtorshlp of the Mid- Range Plans Branch of the War Plans
o les;on. Under past procedures, draft structures have not been re-
viewed by comparatively senior staff officials during thelr early de-
velopment. A draft force structure containing major combat units,
total Army. strength and ‘end fiscal year strengths for oversea com -
- mands, ARADCOM and STRAF, is first prepared by an ODCSOPS
" action officer and provided to an- ODCSPER action officer (Mll}.tary
e Strength Prograrn Branch,. Programs: D1v151on, Programs Dxrectorate)
" This officer prepares. a phased strength progectlon ‘which forms the
e tentative basis for the active Army trainee load, and strengths assoc-
o iated with tramers, _support personnel, patients, instructors (based on
“student load projections provided by an action officer in Training’ Branch, :
- "O&T Directorate, ODCSOPS), transients, and other activity categories.
. These factors are included in the draft force structure by the ODCSOPS
o '_-actlon officer and the document is staffed 1mt1a]1y at low level with six
major staff agencies, and six of the e1gh’c d1rectorates in DCSOPS.
Comments are resolved by compromlse at action offlcer 1eve1 where
B fpossa.ble. Any unresolved differences are high -lighted in a summary
-sheet action for resolution during formal coord1nat1on, or by Chief of ..
Staff decision.  Normally, authority. to concur with the, document is re-
- ‘tained at the directorate level in all staff agencies. However,: when =
-.. . divergencies are involved, or: when 81gn1f1cant changes in forces or
o . strength allocatlon would result from approval, the hea.ds of the staff
_"‘Z'ilagenc;les usually do- not delegate this authority. ‘After 1nter ~agency
. 'coordrnatlon, the summary sheet is reviewed at four levels within
'.3ODCSOPS prlor to submlssmn to the Ghlef of Staff.

— - Because the tota.l process of developmg an approved detalled
:__’I‘roop Program requires-so much time, .the force structure appears
__ .to'be used for purposes for which it was not intended and for which it -

" “seerns to be 1nadequate. For example ~within ODCSLOG, the official -
,_"_'force structure is extended into a more detailed structure which is used
' as the basis for logistical and. materiel requirements planmng Other
““gections take s1m113.r actmns before the troop: progra.rn cycle is com~

;fpleted - - | L

There has been no flxed tlme for preparatlon or revlsmn of force _
"structures, and varylng numbers have been prepared at varylng tlmes. o
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o For example, 2& numbered force structures were| prepared durmg
- CY 1961 (due in large part to the build- -up), while only three nurobered
force structures plus one for the Operatlng Forces Pro_jeotmn Plan .
’ (OFPP) were prepared during the first eight months of CY 1962,
_"The latest force structure docurneént {prevmusly menfmned) does "
establish a spec:Lflc preparataon schedule W:Lth prov131on for spec1a1

: cases - : N S

E "Tfoo;a Program. The next document in the cycle is the Troop

- Program.-' This is one of five control programs in the present. Army
L program. System.. It is demgned to establish objec:tz_ves and. guldance
. for the strergth-and structure of the active Army, | 1nc,lud1ng military
_ _'s'-a.nd c1v111an personnel allocations, deployments and broad. readlness o

o goals to meet the requirements of plans, ‘and the pr ocurement, dlstrl—"-'
bution, training, movement, management, pay ard welfare of Army
personnel. It pre scribes organlzatlons, actlvatmns, -and’ mactlvatlons L
""-f',for mlhtary units, and. sirilar mstructlons regardlng utilization of '
- civilian personnel. ‘The DCSPER is respons:.bje for consolldatmg the e
' _l"Troop Program mto an 1ntegrated document : o

S The Troop Program preparatlon begms w1th the 1ssuance of a con— ,
_trol program directive 1ncorporat1ng the a.pproved active Army force '

structure prevmusly desc¢ribed. An’ ODCSPER action officer of the
M111tary Strength Program Branch Programs Division; breaks down

. “strength allocatlons contained in the force strucfure into “1dent1ty” '
.]_categorles (offlcer, warrant offlcer, branch or service where appro-. C

_priate, enllsted etc, ) and prOJects a quarterly phasing of all personnel
spaces.: A;Eter approvd.l by the ODCSPER Director of Programs, this

_'=i‘1nformat10n is forwarded to the ‘staff through- program channels for ex- -

: ._-'.tensnre add1t10nal 1nput from at least three major staff agenc1es (ODCSOPS,
- .ODCSPER, ‘and OACSI),  and at-least three special staff agencies (TAG, =

TSG and 'I‘PM), and often 1nvolves several orgamzatwnal elements

U 'w1th1n each agency - : : -

S Based on- the mput from these agencws, the ODCSPER actlon _

- offlcer prepares a draft of the basm Troop Program whichis then
.. routed for initial comment by the agencies which contributed 1nput.
“-'Af.ter necessary revision and attempted résolution 'of- d1ff_erences. it
- is formally coordinated by a sumitnary sheet actmn through the program
e}.ements of ODCSOPS ODCSLOG and OAGSI Wlth za.uthor:.t*yr to concur
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- ing the instfuctions to each
. - ; L L. A g s : . » a . )
. recommended troop basis, and for review, coordination, neceéssary

“‘submissions containing both TOE and TD or ganizational listings.-

. Progr am;

' nor’fnalliy T etai'jﬁ_'éd; by the Deputy ox As si‘stdht Chiéf-s of Staff or. t:h'e_ir_'

. principal assistants.” ‘Normally, the Vice Chief of Staff has forwarded
the program to the Under Secretary of the Army for final :-.a.pp.roval. It

is then forwarded to commands and agencies for their guidance and use

in.preparation of troop bases. The DCSPER is _1‘esi§onsib1q_-fc: prepar-

major command or agency to submit: its
mbdifica;_tic-n, and appfoval of their recgmn:e;idatiohs,

- “Active Army Troop Basis. The Troop Basis of the active Army

is an integral part of the complete Troop Program. It is developed in
‘the Troop-Basis Branch, 'Auﬁthor_izatioﬁ Division, Manpower Directorate '

~ of ODCSPER. : The Troop Basis is an adjusted compilation of the sub- -
missions Of the troop basis proponents. These proponents. include all’

= : K’xnajcr_';édr_nm,éﬁds-'(f_orrﬁe'ﬂy' 8ix -~ MOW eight), four 's_pecial staff agencies
- which have operating responsibilities (COE, CSIGO, COT, TS5G), and-
.. DCSPER as_'manager' of the Department of the Army Administrative Area”

. (personnel not r-ad_m'i_n_istefed' by any of the foregoing proponents). ‘Several |
- "of the major. proponents have: sub-proponents who prepare-'a_-'séi;é,rate_ o
. .:tfoo_p-ba_sis. “In toto, more than 30 troop basis. proponents make detailed

Prior to the current FY 63 Sﬁ_brh_ission, _ e_a'ché_p'r{)p.o_n_eﬁt submitted :

" his troop basis annually. The submission consisted.of seven voluminous
Pk b

. documents, one set from USAREUR weighing 108 p;.o_imds:. The cyrrent

| “submission-is under the new ADPS system in the form of punch cards
~which, will be updated quarterly. The data now come directly to the data
processing unit in the OTAG. o o L e

. After a-t_é'chnical-'réy_iew in the OTAG for 'comp_letenéss and cor -

" rectness, the data are reduced to a readable form, and forwarded to the |

'ODCSPER action officer ‘who, in turn, furnishes copies to the following
agencies for their review to insure conformarnce with the basic Troop '

' Military Strength. Program Branch, ODCSPER
~ Civilian Strength Program Branch, ODCSPER .
Comwands Branch, ODCSPER R
D/AAA Branch, ODCSPER

| Requirements Office, Enlisted Diviéipn,j; OPO -
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- Standards a.nd Systems Offlce, Manpower eroup, OPO _
_ ---Geographtc Divisions, Operatlons Dlrectorate, ODCSOPS
o ___'Plans Dlrectorate, QDCSLOG i :

o Follow'lng thls revlew, Whlch takes apprommately thlrty days, the
ODCSPER action officer recorciles: the comments, informs. proponent
. commands’ conoernmg changes to their submissions, and forwards

corrections to TAG for publlcatlon of the Troop Bases Data Annex

'_ conswtmg of the follomng sections:

o Sectlon I- Summarles, Volurne I (Orgamzatlonal Tables) pub—
_ 1lshed every two years and Volume II (Per sonnel Tables), publlshed
annually : . : : ‘

‘Seotioﬁ:-II - Pr.bgrarh" Unit Li'eti.ng.- (Publlshed every two years )

o Sectlon III - Statmn and Deplovment Extract (Pubhshed every :
two Years ) : o e

: Section-IV - .Progra;rr:' Note 'References.' V(Pi_l}jiliIShed"a'r:irilrally. )

Sectlon V_ Current Actlons, Strength (Published m_orlth_ly_' to

U "show progress toward Troop Program objectives,  This document -
. contains strength of units by identity category -- officers, warrant
2 officers; enlisted personnel and aggregate -~ statmmng, and twelve—
; ff;:'month pro_jectlons concermng orgamzatlon of umts )

Section VI - Current Actlons, : Note References (P'ublis'hed'

"’qu-arterly to show progress toward Troop Program obJectlves This

document contains the detalled orgamzatlona,l structure of TOE units

' World w1de )

_ . The Troop Ba51s is 1mplemented by the Authorlzatlon DlVlSlOn, o

; Manpower D1rectorate, 'ODCSPER, by quarterly allocation of mllltary
o .and civilian- manpower to the troop basis proponents by means of man-
. power. authorization vouchers issued one-fiscal quarter prlor to the
.perlod in whlch the programed action 1s to take plau:e° '
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Reserve'Components Force Structure. - The reserve coghponents

I force structure is pr epared’in the same general way as the active '
_Army force structure. The. Strateglc Plans and Pohcy Dlrectorate

. of ODCSOPS is assigned re spon51b111ty for formulating guidance for -

and monitoring the mobilization and demobilization planning of the -
. "Army. Within that directorate, the Force Structure and Deployments
" Schedule Branch of the Mobilization Plans Division develops the over-
__""'_3‘_a11 reserve component force structure to support planning’ requ1rements

Normally, it is prepared annually, although recént continuing’ changes in
" guidance have caused the present force structure to: be under preparatlon
- - for. flfteen months without c0mp1et10n

Gu1dance is recelved from many sources. Bé’tsm guidarice as to -
~paid drill strength and funds available has been furmshed by OSD, the

. Under Secretary of the. Army, and the Chief of Staff. In addition, the -
N mobilization and deployment schedules ‘contained- in varwus ‘plans, re-
quirements and readiness obgectwes set by unified commanders, known

, requlrements to round-out the active Army, requlrements for air defense
 (on-site) battahons, etc., are avallable to the action officer, together

“with input from. War Plans Division: (ODCSOPS), Organlzatlon and Train- . .
 ing Directorate. (ODCSOPS) Programs and Budget Dlrectorate (ODCSOPS)
“and Plans D:Lrectorate (ODCSLOG) | ST S

. In order to. obtam approval of the force structure, a’ summary
‘sheet action is coordinated with the Deputy Chiefs of Staff for Personnel
and: LOg].SthS, and with another division and another dlrectorate within
. ODCSOPS: 'It'is then reviewed by three echelons in ODCSOPS before
_ _subrmss:ton to the Chlef of Staff Ultlma.te approval has been by the
Secretary of Defense -

Moblllzatlon 'I‘roop Program and Reserve Component Troop Bases.
- The Mobilization Troop Program is the planning blueprint ‘of the Army
Establishment --the active. Army, the reserve components, the Army

. of the. United States,' and. civilian personnel -- from MoblllzatlonrDay

. through M plus fifteen months. " In theory, this document replaces the
..Troop Progra.m when moblllzat:ton takes place; iand reflects the capa-
‘bility for expansion of the active Army t6 a balanced force. to. Support

- operational plans and theatér commanders stated reqmrements. _

" The over-all mobilization program is developed by DCSPER {M111tary
Strength ‘Branch, Program Directorate) in resp0nse to a mobilization

) program. directive which establlshes the prmmpal goals to be attained
under mobmlmatzon condltlons : '
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s The relatlonshlps among force structures, program guidance,_

-'-_'_troop bases, etc., and the’ procedures-used in development of the
R ‘complete Mobilization Troop Program are’ comparable to: those in-
“volved in: the ‘active Army program. . S ‘

o ) 'I‘he reserve component force structure, developed by ODCSOPS
o ie an integral part of the Mobilization Troop Program document After
S publlcatmn of the bas1c guidance document, Commands Branch, Man-
o power: Directorate, ODCSPER, publishes a directive. to major “com -
" mands and agenc1es for submission:of their mob111zat1on troop bases,
" -poth TOE and TD.. "DCSOPS (O&T D1rectorate) prepares Annex I (TOE
Troop Basis) Wthh reflects the mobilization and deployment schedules
- -of . TOE units. " DCSPER {Manpower Directorate): prepares Annex: 1 (TD
e TI‘OOp Basis). However, DCSOPS (Mob111zat10n Plans D1v1510n) préepares
S an 1ntermed1ate document "Reserve Gomponent Troop Basis’ Gu1dance,
— wha.ch, after Ghlef of Staff: approval, ‘provides guidance to CORC for
L preparatlon of troop bases for Natlonal ‘Guard, and Army Reserve units-
3 "j__'under rmobilization cond1t10ns CORC allocates units by type ‘and numbers
' : to the Natronal Guard Bureau and to CARROTC Théese agencres, in turn,
. :offer National Guard units to the various state g0vernors and’ allocate
o Army Reserve units to the CONUS armies ‘and oversea. commands ~ The
. refined: result of this 1n1t1al allocation is the draft Reserve Component
_Troop Basis. which DCSOPS (O&T Dlrectorate) completes and 'staffs for
appr0va1 by the Chief of, Staff. -Thereafter, Moblhzatlon Plans Division,
¢ DCSOPS, . determlnes reserve component ‘shortfalls in force augmentatlon o
© o and prepares a list of AUS units required for post M -Day activation. -
.From: these doauments, the: prev1ously mentloned Annexes I and II are

developed, )

: Planned -.Reir'i'sions

A In addltlon to the use of ADPS pr0cess1ng, other 1mprovements are
:"-".'3runder study and development -~ designed to bring the Army troop program
‘- system more. into line with the over-all OSD program system. Recent
2 1nstruct10ns require. the develoPment and mainténance on a continuing '
basis of a combined five -year. Department of the Army Troop Basis T
o (actlve Army forces), and a five-year Force- Augmentatlon {high- pr1or1ty
reserve. component units, . AUS units, and 1nd1v1dua1 reinforcements), as.
a bas1c document in support of the DA Five Year Force Structure and
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Fmancml Program Thls document w111 be known as the Force Basrs o

_: DCSPER has been assugned primary. staff respons1b111ty for the five -
. year: Army Troop Basis,. DCSOPS has been assigned primary staff

" respon51b111ty for. assurmg over -~all. organlzatlonal balance in the

. .Troop Basis;’ for rev1ew1ng short-fall analyses Submltted by major: L
' cornmanders, ‘and for developing and malntalnmg the five~year Force

. Augmen’tatmn. ’I'he Director of Army Programs hals been de51gnated

= __to review. and seek approval of the Force Basis.

Current thlnklng is that the Force Bas1s w111 become an annex to

. the Army Five- Year Force. Structure and. Fmanc1a1 Program, and will

then be called the Force List Annex. Another document, the Manpower =

. Annex, _whose s;pec1f1c content has not yet been defined, will also be =
_,reqmred Together, these two’ annexes are 1ntended to replace the '
' current Army Troop Program. o - :

| Analxsis

The foregomg example of a maJor staff task’ w}uch cuts across

.»-general staff lines, illustrates a number of problem areas in staff

orgamzatwn and procedures. Although some of the problems are"

i -:necessarrly identified directly with'the partlcular staff task, they
“appear to be typrcal and are felt to be present in other task areas :
“as well. The follomng pomts were noted° ’ :

1. There is a cons:.derable d1v1smn of re5pons1b111ty between

'_the two prlmary staff agencres 1nvolved == ODCSOPS and ODCSPER

: 2 A number of staff d1v1s1ons w*rthm the two prlma.ry agenmes L
and also a number of other major staff agencies are 1nt1mate1y 1nv01ved o

_ : Input is received from 30 troop bas:Ls prop0nent5 and at least 12 major.
e 'elements of the Arrny staff S o

3, As an example of apparent overlap in re5pon51b111t1es,

the Plans, Combat Developments, Army Aviation, _and Orgamzatlon _
‘and Training Directorates in ODCSOPS as well as: thie Requirements

- Division, ODCSLOG, and OCRD a.ll have responsrbrhtles relating to.

the 1ntroductlon ‘and phasmg of new weapons systems Wthh affeet force

structure s.
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SO 4, The active Army force structure is prepared in the Mid-

o ' Range Plans Branch of the War Plans Division, while the complementary :
‘reserve component force structure is prepared by.the Force Structure-
and Deployments Branch of the Moblhza’non Plans D1v151on. P

5. . The documents Submltted to the Ch:Lef of Staff for approval
‘after resolution of divergenciés, apparently represent compromises to
meet confllctmg requirements as stated by varlous agencres competing .
for scarce resources., Alternatlve structures and their 1mphoat10ns
+ - are not prepared normally '

6. The system 1nvolves a tremendous amount of detail due
“to the large numbers and types of unlts in the Army and the centralized
nature of- the accounting. ‘and reporting requirements. {For example, as
of 1 September 1962, the total 11st1ng contained 2; 340 TOE u_mts and
2,290 TD un1ts ) : _ R : s '

7 There is a. lack of res;mns:weness to day- to-da’y 'require-— ‘
ments and to the frequent and often magor changes thch have arisen.

8. ‘It is not possible to evaluate the contemplated revrslons
to the system 1n detail, but it does not appear that they are directed
toward ellmmatlon of d1v1smn of - responsibility or c:onf11cts in interest,
although perhaps their. eventual result W111 reduce the complemty and
detaﬂ now requlred : —

Aetion

Rev151ons in the trOOp program 5ystem and the establashment of .
force development planmng prev;.ously d1scussed should be eoordlnated
‘and: d1rected toward minimizing: the many d1v151ons in resp0n51b1hty _
;ﬂhrch now exist. A review of the detailed Army troop structure should
be: made to explore pOSSlbllltleS for 51mp11f1cat10n by reductions in the

- humber of the many small units and detachments now ‘accounted for |

- separately.. Cons1derat10n ‘should be given to decentrahzatlon of auth-
ority to major unit commanders to handle detalled accounting, Wlth the
departmental resp0ns1b111t1es limited to account1ng for the major units -
while recording.only bulk allocatlons of administrative and other miscel-
laneous spaces to subordinate commands. Desirable improvements in
coordination procedures will be con51dered in the next sectwn of this

oty i

report.
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_ SECTION III
INTERNAL ORGANIZATION AND PROCEDURES.

In addition to the broader problems of staff relationships and
‘major staff operations already described, some time was spent examining
possibilities for improvements in internal organization and procedures to.)
meet the given objectives of the project. The following areas appear to
justify some corrective action. - S '

Organization of Major Staff Agencies

Over-all Pattern.’ There are several types of over -all organiza-
* tion among the major staff agencies of the headquarters. To an extent,
these variations are justified by differences in the nature of functions
-performed.- It appears, however, ‘that some of these variations create
situations which can impede decision-making. To illustrate:.

As shown in the chart below, the COA has nine people, in addition '
to his administrative executive and deputy, who report directly to him.
Only four of these individuals supervise directorates which are further
organized into divisions and branches. The remaining five are assistant
comptrollers or advisors who supervise relatively small organizational .
entities. ’

Aast Cormpt. Aggat Compt
Syatems Develop- Foreign Fin.
ment Affairs

Executive Legal
Advigor

Aset Compt,
Plans & Review

r — 1

Director of
Contract Fin

Director of Army
Budget

Director of Orgn
& Management

Director of Prog'ress
% Statistical Reporting

Director of .
Accounting

6 Djviaions

{11 Branches)

4 Divisione
(9 Branches)

3 Divisions

{11 Bramches)

& Divisions

{14 Branches}

-1
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DCSLOG is somewhat similarly organized, with 15 individuals
in addition to the administrative executive reporting to the agency head.
These include a principal assistant (the ADCSLOG); two functional as-
sistants (the ADCSLOG for Materiel Readiness and the ADCSLOG for
Programs and Budget) who do not have immediate supervision over
large organizational elements; three special assistants; an Office of
Management Analysis; two directors whose directorates include sub-
ordinate divisions, and six independent divisions.

DCSLOG

ADCSLOG

Executive ADCSLOG ADCSLOG
: !ghteriel Programs
Readiness ' and Budget

Director of Director of
Flans Inatallatione

3 Divisione 6 Independent Divisions 1 Divisions

(8 Branchés) (19 Branches) (9 Branches)

This type of organization -~ which involves a number of principal
assistants or advisors who have no responsibility for direct supervision
of 2 major subordinate element of the organization, but all of whom may
presumably seek information from, and place requirements on all elements
-~ has two potential disadvantages:

_ 1. Such assistants may place conflicting requirements on,
or issue conflicting guidance to subordinate elements, and

_ 2. Unless authority is properly delé‘gated and responsibilities
clearly defined, these assistants may represent additional decision levels
within the agency which can impede the decision-making process.

Cmiez |
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Another type of organization has been adopted by DCSPER. In
this case, seven individuals report directly to the DCSPER in addition -
to his administrative executive. These consist of five directors {(four
of whom supervise subordinate divisions), and the chiefs of two special .
branches (General Officers Branch, Advance Studies Group). ‘There is . -
a single Assistant Deputy Chief of Staff authorized to act for the DCSPER

in certain matters, and in his absence.  ACSI has adopted a comparable -
organization. . ' S ‘ . B N

DCSPER -

.ADC-S-PER

General Officers Executive
Branch

Advanced
Studiea Gp

Diractor of Director of ' Dire_ctor of Director -of .. {Director of
Programa Manpower WAC Mi! Personnel Civ Personnet
3 Divisions 4 Divisions 5 Divisions 6 Divisiona
{7 Branches) (11 Branches) {12 Branches) {12 Brancheg) ,

While ‘it is recognized that other

. general 'staff agencies may well =~ "
" have particular problems which preclu

de their complete adopticn of this

type organization, it is considered that efforts toward this end would aid ..

in eliminating some of the potential difficulties described above.

Internal Organizatibn. Within the major staff agencies, there
appears to be a tendency toward over-organization into small units.
Many small branches of from one to three persons exist., There are a
number of small divisions, with strengths of nine to eleven, which are
nevertheless subdivided into two or three branEhe_s, Consolidation of
- compatible activitieés into larger staff units would appear to be feasible .

1II-3
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 in many cases. Along the same line, an examination of detailed functions
" of the headquarters elements indicates that a very careful division of
functions has beén made, -even down to the individual officer, In terms

of fixing 1nd1v1dua1 responsibilities for spec:.f:.c functions and tasks, this
appears to meet a Pro;ect 39a objective, but it seems probable that this
objective. is intended to apply to.thé supervisor of a major functional area

__rather than to individual action officers, Appar ently, administrative re-

quirements for job descriptions and Civil Service regulations lead to this

detailed break-out of functions, but it seems likely to contribute to a mal-' L

distribution of work and 0perate against.efficient handling of changmg staff

B} workloads.

) This was the thesis of Dr. Learned of the Harvard School of Busmess .
Admnnstratmn, who ‘said: '

“When'functmns arid responsibilities are formulated in
detail at the lower levels and persons perform only those
functmns with wh;ch they are formally charged, there is danger
of uneven distribution of workload with excessive demands on
gome people and idle time for others. It'is better at lower .
levels to have it understood that a person is to be the expert
within a group on certain topics, techniques, etc., but for
work. a531gnments he is a member of a task force team and
will be assigned work according to the load on this level.'-

"He extends this concept t6 avoid delays and inadequacies in staff work due

. to over- organlzatlon and the need for coordmatmn by suggestmg that:

"The team may consist of ‘an officer who is regarded as
the leader of the team and is named by the director with pri-

' .mary interest. The team may include other personnel from
that directorate and other directorates which have an interest
in the problem and who. ha.ve technical or personnel resources
to bear upon it."

He says the team methodt
'...has long been the doctrme of general staff work, It.is

nevertheless regarded by too many staff officers as a violation
of channels of formal organization. It is absolutely essent1a1

11-4
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that the over -formalization of staff organization be-replaced
by greater emphasis on formal and informal staff teams
which produce better quality results,"

.~ Administration and Supervision. Using the seven general staff

sections of the headquarters as an example, 54 percent of the person-

nel are in the action elements. These include action officers and branch -
- chiefs who function as action officers in most cases. There are 34 per-

cent in purely administrative or clerical jobs, which seems rather high,

The remaining 12 percent includes supervisors above the branch level, _

The supervisory element of 12 percent is distributed among 114 divisions

(or equivalent offices), 26 directorates (or equivalents), and the offices

of the 7 agency heads themselves -- who in addition have a total of some E

27 principal assistants variously titled as deputies, assistants, and ad-

visors. It appears that these supervisors could be reduced in narmber

by consolidation of small staff elements and simplification of over ~all

agency organization as previously discussed, :

_ Above the branch level, the 164 staff element chiefs are served
by 204 deputies, assistants, executives, and assistant executives,
While these immediate assistants are undoubtedly justified in most
cases, an attempt should be made to reduce the number involved
wherever possible,

Action., It is recommended that staff agencies of the headquarters
be instructed to review their organizational structure and functional N
break-down, with a view toward adopting the organizational simplifications
and concepts discussed above.

Decision Levels and Coordination .

One of the stated objectives of Project 39a is the elimination of ex-
cessive review processes and unnecessary multiplicity of management
levels within military department headquarters. Since review is intended
to improve the validity of staff work, and since the size of the headquarters .
has a major effect on the number of its management levels, the problem is
to determine what is excessive and unnecessary. '

III-5
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There should be a distinction between vertical review or decision,
- and horizontal review or coordination. ' The fact that regular staff pro-
cedures are so, frequently avoided when a quick but thorough response
is required suggests that excessive review procedures now exist in the
headquarters. While there is some telescoping of vertical decision
levels in these quick actions, the primary expedient used seems to be
virtual abandonment of formal coordination procedures,

Decision Levels. For purposes of considering the vertical review
problem, the term "decision level" will be used to denote the head of any
staff entity {or his deputy) who can direct that a staff action be revised

 before it is presented to higher authority, This term does not include
the advisory review by immediate assistants to a decision maker who
“may contribute to the validity of a decision, but who are not a separate
decision level provided they have no independent authority to direct
change. Unnecessary delays-seem to.occur through executives, deputies,
special assistants, and the like, who become decision levels in that they
- are accorded (or assume) authority to have staff actions revised prior to
presentation to their chief. In such a situétion‘, the number of decision
levels through which a staff action can pass in the headquarters may
reach 13 or more., This is uridoubtedly an exaggeration for the average
action, but it does occur, The possible decision levels are: Branch
Chief; Division Deputy or Executive; Division Chief; Deputy Director
or Executive; Director; .Assistant Deputy Chief of Staff; Deputy Chief
of Staff; Secretary of the General Staff; Vice Chief of Staff; Chief of
Staff; Assistant Secretary of the Army (and/or one of his principal
assistants); Under Secretary of the Army (and/or one of his principal
assistants); Secretary of the Army,

Y

This possibility could be removed by adherence to the following
principles in order to reduce the number of decision levels:

1. Within major staff agencies, the authority to direct re-
vision of a particular staff action should be restricted to three individ-
uals: the chief or deputy chief of a division (perhaps in consultation
with the branch chief involved); the director or his deputy {or comparable
official); and the deputy chief of staff or a principal assistant.

II1-6
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2. Authority for final decision within the agency should be
delegated to the lowest level where all the facts and collateral consid-
‘erations are known. Each of the individuals listed above would then ‘
have the authority to give final agency a,pprova}. to some actions in the -
name of the Deputy Chief of Staff, or in more maJor actrons only the
authomty to refer them t6 the next higher level,’

3. In general there should be no more tha.n one deputy
or equzvalent at each of the foregoing decision levels, and then only

‘where such a position is justified because of the magnitude of the work-

load or the frequent absence of the prmc:.pa.l Wherever such positions .
are authorized, the incumbent should have. authorlty to make decisions
for his chief ar determine those matters to be referred to the chief
himself.

4, If at any decision level, including those within the Office,
Chief of Staff, and the Secretariat, a staff action is to be returned for
revision, then the officer who will take finzal action at that level should
be briefed on the matter and himself direct the action. Other members
of his office should advise and recommend in-this regard; but the decision
should be made by the individual who is to assume final responsibility in
order to reduce repeated revisions. Slrmla.rly, whenever feasible, the °
final decision level within an agency should participate in any interim -
review of the staff action while it is in progress. As an example of the
foregoing, the Vice Chief of Staff (or an Assistant Secretary) should not
normally return a staff action for revision without reference to the Chief
of Staff {or Secretary of the Army) in any case where the Chief of Staff -
(or Secretary) himself will be the final dECieien _authority at that level,

If the foregoing principles were followed,. the maximum number of
decision levels to which any staff action rmght be sub_]ected would be five:
Division Chief or his Deputy; Director or his Deputy, Deputy Chief of Staff

" or his Assistant; Chief of Staff, Vice C}uef of. Staff, or SGS; and Secretary, _

Under Secretary, or Ass:Lstant Secretary._ )

it is recognized that dev1at1ons frorn these procedures will be re-
quired or desirable in pa.rtlcular mstances. However, Such dev1a.t10ns
should be avoided in the interests of rapld staff act;mn

nI-7
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Action. Recommend that all agenc:.es of the departmental 1 head-
quarters be instructed to review their internal organization and pro-
cedures, in the light of the foregoing suggestmns, to reduce decision

"levels to a m1mmum.

; Coordmatmn Procedures, _As mdlcated in earller dlscussmn, .
most of the delays and difficulties in handling maJor staff actions appear
to be due to horizontal coordmatmn requirements and problems. Organ-
izational and procedural changes w1thm the planning and programing area
were recommended in order to.improve and clarify the major functional

. relationships within the’ headquarters, and should reduce any fragmenta.- o
- tion of responsibility which exists, . An important aspect of the coordina-

tion problern was considered in more detail in discus sing preparation of

. Army troop structures, It can be hoped that the changes suggested will

mitigate major coordination difficulties, Suggested changes in guidance
preparation, provision for interim reviews of major staff efforts, in-
ternal organizational changes, and use of the team concept of staff work,

- which were suggested above,all tend toward the same end, The remaining

problems which are foreseen seem to involve prlmanly admlmstratwe ‘

'procedural aspects.

‘The existing administrative system for handling staff actions which
lead to a decision (or a recommendation to higher authority) is based on
a standard form, lknown as the summary sheet, and associated instructions
and regulations for its use. In brief, the system calls for:

.1. The summarlzatlon of sahent facts bearing on the problem
in the briefest possible form, with a.ttachrnents prov1d1ng necessary ad-
dlthna.I detail. : : e

: 2. An indication whethet budgetary, .manpower, legal, Con-
gressional, public relat1ons, secur:.ty, _ and other 1mp11cat10ns exist and
have been cons:.dered : :

3. A single recommendatmn for the actmn to be taken, The
system prescribes that this recommendatzon be coordinated with all staff
agencies having a s:.gn1f1ca.nt interest in the action.. The proponent of the
summary sheet action must seek a concurrence in his recommendation
from each such agency. If another agency non-concurs, it is incumbent
on the two staff principals involved to attempt to resolve the disagreement.
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Should such resolution not be reached, a for
concurrence is prepared by the objecting ag
eration of non-concurrence b
the Chief of Staff,

mal 'statement of non-

ency, and a formal consid-
v the broponent agency, for decision by

- This system is designed to achieve several ends:
time of the Chief of Staff; toinsure that no decision is m
staff congideration of the major implications {and that the Chief of Staff
himself is alerted to these implications); and to keep all concerned in-
formed of the action and decisions taken thereon. The system has been

‘partially successful in meeting these objectives, but hag developed
several weaknesses:

to conserve the
ade without full

1. As a result of the Practice (in itself desi'rable) of dele -
gating responsibility and authority within major staff elements, actions
are often concurred in by a subordinate, and the staff agency head is not
aware of the action. Of course, the number of summary sheet actions in
the headquarters is such that, if each one were brought to the personal ‘
attention of every interested agency head, inordinate delays would occur.

. 2. The injunction that full staff coordin
and the associated implication that the ide
in which all interested agencies concur,

ation must be obtained,
al result is a recommendation .
often leads to one of the following:

-~ An expedient, compromise solution which may not
represent a good choice from anyone!'s point of view,
L

A hardening of positions, requiring institution of

. formal non-concurrence procedures and resolution by the Chief of Staff,

The process leading to either.of these results is time -consuming, and
little substantive contribution is made to solution of the problem itself.

3. The presentation of problem solutions in the form of feasible

alternatives to be considered by the decision maker is not encouraged by
the use of this system. : '

None of the foregoing should beé interpreted to mean that all of the
purposes for which the summary sheet system was designed are invalid, -
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- and against -- and alternat_iire courses which might reasonably be -
. other interested staff agencies; the action agency would assume full

_ cussed, it appears useful, parf:ir‘:ularly for major staff actions.

- should reflect all’ viewpoints, and the action should show which alterna-

.should be subjected to these procedures; and what changes 'in instructions,

Neither should it be considered that i:if‘xe form itself cannot be used to
present staff actions in the manner desired, It is-apparent, however,
that changes in the system (and in the summary sheet document) are
‘desirable to promote the kind of treatment of problems within the staff
which top leadership is seeking. e '

These deficiencies in the coordination process have been recog-
nized for some time, The Project 80 report suggested that a new sys- .
tem of '"active coordination' be adopted. Under this system, the
action agency would be charged with re sponsibility for seeking out all
major considerations affecting a proposed course of action -- both for

adopted, Formal concurrence as such would no longer be required of

.re‘sp'bns_ibility.- Perhaps this proposal goes too far in the opposite
direction in attempting to overcome pPresent deficiencies. . However,
combined with the task or team concept of staff action previously dis-

An optimum system should provide for the development of workable
alternatives,. and the most accurate possible estimates of the resource
and other implications involved in each, Each alternative need not be -
concurred in by all interested staff agencies, but the range of alternatives

tives are preferred by each agency and for what reasons. Full discus-
sion of the real advantages and disadvantages associated with each course

.of action should.be :included__. The results of such a system might be ex-
' pected to provide the decision maker with all of the relevant facts and

Opinions he requires,

Ags a part of the Project 39a study, the DCSPER was requested to
apply this proposed system to a major staff effort actually in progress,
He was asked to make an assessment. covering such considerations as:
whether unnecessary work was generated in-the Process; whether the
staff, as a result of the new procedures; had a better understanding of
the real problems involved in the action; what kinds of staff actions.
regulations, documents, etc, » should be made tg implement desirable
new procedures, The results of DGSPER's analysis are summarized
below: ' B ¥
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Action officers from the three agencies of greatest interest were
assembled into a task group to develop feasible courses of action, ad-
vantages and disadvantages. Since there had been a non-concurrence
in the original action, each of the nen-concurring agencies developed
an.alternative course of action which represented its viewpoint. The
task group then evaluated the alternatives, inco'r'pc)rating the known ob-

jections and principal viewpoints of the agencies concerned.

This procedure was estimated to double the length of time for a
single action officer to develop a single workable solution., However,
it was felt that this was due primarily to a more critical and detailed
examination of the problem, a more active interchange of ideas, and

the necessity of the task group arranging its work schedule to conform
to other duties,

They found that development and submission of major staff actions
as a detailed study, including analysis of alternatives, with a simplified
covéring.document in place of the summary sheet has. the following ad -
vantages: '

1, Fulfills a requirement to present all feasible courses
of action.

2. Encourages more active coordination between staff
agencies in lieu of formal coordination. o

3. Enables action officers and agency heads to gain a better
understanding of the problems involved, ‘ :

4. Encourages more objective and critical analysis of a
problem.,

5. Simplifies current detailed and restrictive summary
sheet preparation.

6. DPresents recommendations to the Chief of Staff and
Secretary of the Army in a manner which more fully advises them
of the problem, and, hence, facilitates decision-making,
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_ Action. Recommend that current publications gbverning staff
procedures for coordination and review of major staff actions be
ainended to provide for the changes suggested above.

For minor staff
T ractions, a simplified summary sheet procedure should be considéred.
B | ' ' '
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_tasks, or activities.

'been both special staff agencies and operating agencies, many operating

‘agencies reporting directly to the departmental headquarters.

SECTION IV

' RELATIONSHIPS WITH"
SUBORDINATE COMMANDS AND AGENCIES '

it is not the intention of this ‘study to re-plow the ground covered.
by Project 80. Further, that major reorganization occurred so recently
that detailed inter -relationships of new functional groupings are still =
being adjusted. However, the evolving relationships of the departmental
headquarters with its major subordinate commands and agencies were
examined to some extent in this study for the purpose of identifying-any . ..
developing procedural problems or any.remaining overlap in functions,

A major objective of Project 80 was the consolidation of the -
materiel, combat development, and training functions, which had
formerly been conducted by si'x-sepa.rlate technical services, into
three prircipal field commands. Since the technical services had

activities were handled directly by headquarters elements. The reorgan-
ization concept delegated responsibility to the three field commands for
as many of these operating functions as possible. However, it was found
that certain department-wide services could not be operated efficiently '
by any subordinate command, and these were retained under the direct
supervision of the departmental headquarters. Major examples are
medical, construction, communications, and certain administrative’
services.' Such oPe'rationa'l activities continue to . be conducted by field

Major Subordinate Commands

As stated in the terms of reference for this study, the principal
functions of the military departments involve organizing, training, and
developing combat forces for unified commands; equipping and supporting:
these forces; and applying improved technology to identify and provide
better materiel support and weapons systems. In overseeing these

»
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functions, the departmental headquarters is charged with activities of
policy formulation; over-all planning, pr ograming, and financial manage-
ment; and supervision, coordination, inspection, and appraisal of field '
performance, . '

- Program Coordination. The basic headquarters responsibility
for program coordination requires that primary Department of the
Army program and budget directors (or their counterparts in any new
system) must continue to be members of the departmental headquarters
. staff, even in those cases where the program involved is executed al-
most exclusively by a single operating command. Clarifying instructions
concerning these relationships have already been issued with respect to

materiel programs and budgets, but comparable instructions in other
areas are needed. ‘ .

Coordination of Force Development. With the decentralization of ..

primary functions to the three major CONUS field commands, coordina -
tion of forte development is a critical headquarters problem involving

' phased availabiiity of materiel, ‘doctrine, and trained manpower. This
aspect of headquarters operation does not appear to have been sufficiently
emphasized in the past, and was an important factor considered earlier
in recommending the establishment of a new Deputy Chief of Staff for
Force Development.

In executing these coordinating responsibilities, the present,

interim control system for developing detailed milestone schedules

and checking progress on selected major weapon and force development
programs should be absorbed into a coordinating office within the ODCS
for Force Development. Although the project manager system within
the new AMC can provide substantial assistance in this activity, and
should be utilized fully in developing detailed schedules and information,
-the responsibilities for departmental control cannot be delegated to a
single, subordinate command. The functions of other major commands
are too closely affected to permit such decentralization of responsibility.
The selection of particular programs which require this centralized
attention and control should be a function of the DCS for Force Develop-
ment, but must include those programs which the OSD has designated.
Some of these on the present list are purely materiel programs with no
force development aspects, The list of such items éubj_ected to centralized
control and reporting should certainly be kept to a minimum,  and authority

: NN Auoginy '
aUAISsvIOId




‘that some are of particular interest to higher authority (e.g. production

‘only materiel can be decentralized, probably to AMC.

"of its operations, the large dollar values represented, the direct interest

functions AMC assumed were both staff and operating agencies. Where

| operating responsibilities. In order to execute these responsibilities,

.the departmental headquarters to pass problems and seek information by

_ cannot operate effectively under these conditions.  ©On the other hand,

with respect to these programs decentralized. However, it is apparent

of certain ammunition). Even in these casges, in order to avoid multiple
control procedures, the reporting aspects could be handled.through the
same oOffice, although actual preparation of reports on items involving

- Action. Recommend that management control of major force . ‘ .
development programs be established within the OLCS for Force
Development and that the control office assume responsibility for the
current, interim Department of the Army monthly progress reporting

szstem .

Inter-Headquarters Communication. Because of the major or'ga.n—
izational changes which resulted from it§ establishment, the importance

of higher authority in its activities, and its location in Washington, the
headquarters of the AMC has presented the most significant problems
in inter-headquarters communication. One area of difficully appears
to stem from the fact that the former technical services whose materiel

staff activity left off and operating activity began was not clear in many
functions. It had long been the practice to obtain and exchange informa-
tion by telephone or by direct correspondence between interested ele-

ments of the technical sexrvice and'headquarters staffs. The command- ‘
like relationship which -existed between DCSLOG and the technical services f".;-
made such exchanges normal. ' '

Under the reorganization, AMC has been delegated impoftant

AMC headquarters must have an opportunity to analyze its own problems
and to evaluate and correlate information being provided to higher echelons.
However, the press of time (and former habit) seems to tempt agencies of

direct contact with subordinate elements of A.MC.h‘E;adquarters, and to
devote considerable time to the review of responses. The command -

if in every instance these exchanges were reduced to formal corres-
pondence by both headquarters; inordinate delays would result.
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In connectlon with this study, a very 11m1ted exa.minatlon of cor-
respondence between DA and AMC headquarters showed these problems.
Directives to AMC have been signed routinely by division chiefs or
deputy division chiefs of the DA headqidarters. It appears that the
normal approach has been to request information on which to base a.
reply to some agency, rather than to request preparation of the ;reply,
or even to a.uthorlze a direct reply in roufine cases with an mformation
c0py to DA .
| .

In one partlcular case, a routine communication from OSD re-
quested information as to the extent a certain DOD Instruction in the
logistics area had been carried out. Twenty days were allowed for
the response, _A_lj:hough the information was available only in AMC,
processing of the action to AMC, and a suspense date which provided.
for seven days of review within DA headquarters, allowed only four
days out of the twenty for AMC to develop the 1nformat10n.

.In another example, a request for information was sent from.
ODCSLOG to AMC as’ a basis for making a reply to an inquiry from
the Army Comptroller, This illustrates a continuing tendency to con-
sider AMC as. a direct charge of ODCSLOG, rather than as a major
subordinate hea.dqua.rters, and is probably a carry-over from opera-
tions with the- techmcal serv:u:es.

Although the departmen’c_al headquarters seems at fault in these
examples, it appears also that someé of the AMC staff may be overly
gsensitive to the prerbgatives of an independent command in other cases.
The departmental headquarters must be in the channel of information
passing from commands to OSD., If OSD were provided more information
than is available to the deparimental headquarters, or if the latter had no
opportunity to evaluate the information and to correlate it with other in-
formation being provided, then the Secretary of the Army could not .
properly execute his responsibilities. These requirements can and
should be met without interference with either the valid re5pon31b111t1es
and authority of subordinate commanders, or the desires of OSD. AMC
has(perhaps understandably) objected to direct telephone inquiries or in-
formal requests on the part of staff officers, and-has indicated its
preference for a more formal means of passing instructions. Since .
time will not allow for all such instructions to be transmitted by cominand -
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letter (approved by the Chief of Staff and s:.gned for. him by The Ad_}uta.nt
.General), exped1ents have been adopted

: channels for passing minor.or urgent requests and instructions (perhaps
later confirmed’ by official corre5pondence in the urgent cases), and to

headquarters be.monitored with a view toward developing more effective.

‘and AMC. While the division of re5ponsz.b111t1es in some areas has been

‘studies, military aid program execution, - 1ndustr1a1 moblllza,tlon

- discus sed in Sectlon V of th1s report.

It seems that a reasonable ‘solution would be to recognize informal

employ formal correspondence to the ccmmander for major actions.

" Action. Recommend that corre gspondence between DA and AMC

administrative procedures which will reduce the problems discussed
above without creating unnecessary delays in inter -headquarters
communication,

Duplication of Responsibilities with AMC. There are indications
that some duplication remains between the departmental headquarters

clearly defined, as in procurement, petroleum distribution, depot and
port oPeratmns, ‘and training of wholesale logisticians, AMC head-.
quarters believes tha.t the division in other.areas remains somewhat
vague. Examples given are in the areas of matenel requirements

activities, and’ development pro_]ect execution.

There is an under standable reluctance to delega.te certain of these
functions entirely to a newly established headquarters. Both DCSLOG
and CRD have indicated that it may be possible to delegate ‘additional
responsibilities to AMC as it completes its shake-down. These possi-
bilities are reflected in deferred strength reductmns of the headquarters

Residual Technical Service Branch Functions. Prior to the recent
reorganization, a technical service chief was the head of a major branch
of the: Army and prov1ded its doctrine, trained its personnel, orgamzed
and equipped its units, and influenced Army troop lists to provide an
adequate capability in units of his service to carry out branch missions
in any area, The reorganization concept nullified these functions almost
entirely for six of the technical service chiefs, in spite of their serious

w
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© fields.

" decentralized to the field commands, or covered by general staff agencies

‘view and coordination of Army plans and concepts pertaining to the

concern about the effect. Four of these six chiefs were retained to
perform Army- -wide service functions and to act as special staff offlcers’

in their technical fields, The Chief of Staff expressed his desire to utilize ;
their capabilitiés to advise him on world-widé problems in their spec1a11zed :

An examlnatlon of current departmental headquarters organlzatmn
charts, and the most recent detailed descriptions of functions which are
available, shows that vestigial branch functions of the technical services
have been retained in the present organization which were intended to be

in the same way as for other branches of the Service.

1. In the ODCSLOG, a Techmcal Pla.nnmg Branch of 5 spaces
provldes technical advice to the DA staff on Ordnance logistics; develop-
ment of Ordnance doctrine and concepts, including troop unit structure -
and deployment; Ordnance portions of mobilization and contingency plans,
force structures and troop programs, including reserve components pro-.
grams; and Ordnance logistic organization capabilities, limitations,
missions, responsibilities, and status. This is apparently intended as
a cell of branch competence in a field no longer specifically represented
in the DA staff. :

2. In the Office of Support Services, the Plans Division of
13 spaces is responsible (along with certain other functions) for the re-

Quartermaster Corps, and similar activities pertaining to the OMC
portion of the DA TOE Troéop Program, troop lists, and troop bases.
This is again a branch proponent function in a field no longer repre-.
sented specifically on the DA staff. Perhaps up to one -half of the
spaces involved could be eliminated. -

3, In the Office of the Chief of Transportation, the Troop
Employmient Branch of 13 spaces develops the Transportation Corps
portion of the DA Troop Program; reviews and comments on the ade -
quacy of TC troop units in plans; comments on the adequacy of TC units
in oversea commands; maintains information on the status of TC units-
world-wide; develops the TC segment of the Mobilization Troop Program;
formulates guidelines for the development of military organlzatlons, ‘-
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develops transportation elements of ''type corps forces'; supervises -
. the Transportation Corps Training Literature Program; provides ..
‘transportation guidance for combat development activities; and reviews

© concept studies. Most of these functions seem more appropriate for

" the Combat Developments Command which should have adequate TC
representatlon in its headquartérs and field units. Others are more
appropriate for general staff agencies. :

4,  In the CBR Directorate of ODCSOPS, there are major.

elements of this 81-space agency concerned ‘with combat development

. studies; research and development programs f{also covered spec:tfmally
for CBR in fhe OCRD #nd in the CBR command of AMC); materiel re-
quirements and testing (covered in .AMC) development and review of

' TOE's for Chemical Corps units; training literature; supply and :
maintenance activities; etc. While many of the Directorate's functions
are-directly concerned with the focal point for CBR matters intended in
the reorgamzatmn, it appears that perhaps a third of the total sPaces
are now devoted to detailed coverage of functions also handled in CDC
and AMC as well as in OCRD a.nd other sectlons ‘of ODCSOPS,

5. In the Offlce of the ‘Chief of Engmeers, an Engmeermg
Division of 15 spaces in the Directorate of Topography and Military
Eng1neer1ng provides {among other functmns) technical assistance on
develoPmental activities and techniques involving military bridging .
and stream crossing, concéalment and deception, barrier and denial,
‘camouflage and detectlon, m111tary demolitions and prefabricated
structures.  These appear to overlap functions of other agencies.
Advice on broad techniques may be appropriate in evaluating 0perat10na1
plans, -but developinental activities in thes€ areas are covered both in
the CDC and in AMC. In the Readlness Division, with 17 spaces, there
is an included function of determmmg a.dequacy of Engineer troop support.
A detailed correlation of authorized personnel against activities indicates
that the questlonable functmns noted above may represent additional duties
~ which are assumed, as required, 'by personnel normally employed in other
tasks. However, three spaces can be identified in the Troops-Materiel
Branch of the Readiness Division which may be devoted primarily to
provision of advice on adequacy of Engineer support in troops-and materiel,
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. 6. Inthe Off1ce of the Chief Signal Offlcer, there are a
number of functions which seem to reflect a dlrect branch interest.
These functions include advice on doctrinal coverage for tactical com-.
munlcatlons, advice related to activation, organization, assignment,
etc., of TOE Signal units; implementation of the troop basis, active
and reserve; rmaneuvers and exercises; combat readiness status,
training, and equipment of TOE Signal units] implementation of the
Signal troop portion of operational and other plans, and monitoring
of logistical support; advice on'distribution of tactical Signal equipment;

" advice on adequacy of TOE Signal equipment and personnel; preparation
of the Signal TOE troop basis; and review of the Signal troop portion of
war plans for capability to support. These functions are distributed
throughout several sections of the Signal Office, but they appear to be-
concentrated in the Command and Control Systems Division which has
153 spaces. Within this division, the Status and Analysis Branch of
27 spaces seems to include the largest number of such functions,’

Action. Some possible space adjustments are discussed in
Section V of this report, but this is a matter which requires continuing
study because of the short time since the Project 80 reorganization,
and because of an understandable reluctance on the part of the former
technical service chiefs to allow important functions to be slighted during
the adjustment period. _A further and more detailed examination should
_be made of the residual technical service organizations in about six B
months to see how their operations have evolved. At that time, the
objectives should be to eliminate any continued overlap in functions
related to materiel, doctrine, and training; and to assure that prepara-
tion of detailed troop bases is consolidated in the new ODCS for Force. .
Development. Adequate representation should be provided in that office
to assure inclusion in Army troop bases of proper units of all bra.nches .
of the Service. :

Field Agencies and Installations
of the Departmental Headquarters

il As discussed earlier, there are certain Army-wide operating
! . functions which cannot efficiently be executed by any subordinate com~-
e mand, and which must remain the diréct responsibility of the departmental:
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, headquarters., These operating functions are generally handled by
I . .. field agencies and installations reporting directly to this’ headquarters.
S Some of these are located in the, Washington area; others are distributed
By . ' throughout the United States and overseas. They are called Class II

- activities or installations of the DA headquarters. It appears that most
= . of the 92, 400 personnel in these agencies are engaged in activities which:’
i _ can be pursued only at separate installations, and’ are properly subject -
! _ to the direct control of the departmental rather than a subordinate hea.d-
| ; quarters. However, some of the amaller activities represent, in effect,
i ST extensions of this headquarters and seem to be separately located and
- administered largely for'the sake of convenience, 'A géneral summary
of these agencies shows the following:

Over 52, 100 personnel are engaged in activities and 1nsta,11at10ns
under the general staff superv:.s:ton of DCSLOG '

1, Most of these (some 50 700, 1nc1ud1ng about 7 percent
seasonal personnel) are directly superv1sed by the Chief of Engineers.
Of these, 42, 414 serve in the various Engineer Divisions and Districts; -
about 4, 400 in the Army Map Service; and some 2,025 in the Engineer
Ballistic M15511e Construction Office. Other separate Engineer activities
“in this. category are the Engineer Geodesy, Intelligence and Mapping
Research and Development Agency (155}); the Engineer Reactor Group
i1 : ~ (311); the Waterways Experiment Station (956); and 465 .personnel in
lesser activities. Approximately 30, 000 of these per sonnel are en-
gaged in Enhginé€er civil functions and hence are not accounted for as
a part of the departmental strength,

- 2. About 800 personnel are under the direct supervision of -
, the Chief of Support Services. Some 693 of these are employed in the
‘Bias  © National Cemetery System, and the remainder in two smaller activities: g
n . 'the DOD Commercial Warehouse Storage (17) and the U, S. Army Sub-
_ sistence Center (77) A

| - . R 3. Under direct super;vision of the Chief of Transportation
Lo are 51 personnel in the Transportation Engmeermg Agency, and some
/I 450 distributed among 13 Transportation’ Terminal Units in oversea
L areas. :

=

¢ o 4, In addition to the foregoing, DCSLOG has direct super -
vision over the 115 personnel of the DCSLOG Data Processing Agency.
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There are a total of sorhé 20, 000 personnel in activities and in-_
stallations which fall under.the general staff supervision of DCSPER:

1.  Almost 17, 500 personnel are supervised directly by The
Surgeon General. Of these, the great bulk (approximately 16, 250) are
employed in the Walter Reed and Brooke Army Medical Centers, five
general hospitals, and the U, 8. Army Medical Research -and Develop-
mernt Command, The remaining 1, 250 personnel are in several small
agencies, some co-located with the larger activities discussed above,

2. Another 2,000 personnel are directly supervised by The
Adjutant General., The bulk of these are assigned to the U. S. Army
Data Services and Administrative Systems Command (550); the U. S, _
Army Records Center (663); and AG Publications Centers (520). The
remainder are distributed among the Institute of Heraldry, the Central
Registry, and Courier Transfer and Mail Stations in Washington, New
York, San Francisco, and Seattle, - R

3. The remainder of the DCSPER category of activities
consists of the Civilian Personnel Field Offices under direct supervision
of DCSPER (90); a Report Repository and CID Activity under The Provost
Marshal General (16); the Chaplains Board (10); and Personnel Manage -

ment Teams and Evaluations Centers under supervision of the Chief of
Personnel Operations (310).

DCSOPS has general supe}vision over approximately 10, 900
personnel: ' '

1. The bulk of these (about 7, 150) come under the Chief
Signal Officer and include: the U. §. Army Strategic Communications
-Command (4, 200); the U. S. Army Pictorial Center (1, 250); and Alter-
nate Communications Units (900). The.remaining personnel are divided
among four smaller activities: the U. S. Army Signal Security Liaison
Group (10); the U. S. 'A_rmy Signal Communications Security Agency (260);
the U. S. Army Alaskan Gommiunications System (300); the U. S. Army
Radio Propagation Agency (224}, '
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2. About 3, 750 personnel are under the direct supervision

' of DGSOPS. These. include the Unitéd States Military Academy (3, 300),

and five smaller activities: the Arm“y War College (180); the USMA

' Preparatory School (53); the Strategy and Tactics Analysis Group (128);

the U. 5. Army Aviation Accident Research Board (45), and the Nuclear

Weapons Coordmatlon Group (17).

" The Comptroller of the Army supervises 5, 940 personnel of -
whom 1, 690 are in‘the Army Audit- ‘Agency, ‘and some 4, 250 under the .

' Chief of Finanée. Finance personnel are distributed among the Finance

Center (3, 761); the Finance and Accounts Off1c:e (465), and the U. S,

| ‘Army Finance Board (21).

AC‘SI supervises some 2, 500 personnel inclu'diri,g 972 in the U, S,
Army Intelligence Center; 766 in the U: S. Army Attache System; -and
the remainder in small detachments and U. S. Army components of
Defense and natmnal agenc1es, »world —w1de.

CRD directly supervises '460 personnel'_distfibuted among vatious

‘research offices and groups both in the United States and overseas,

‘The Chief of Information super\rls'és about 260 personnel in
Information Branches {20); Home Town News Centers (69); the Troop

Informa.t:.on Support Umt (74), and the Exh1b1t Unit (94).

The Judge Advoca.f.e General supervises 171 per sonnel in the
Field Judiciary {32); the Claims D1v1510n (58), and The Judge Advoca.te
General's School (81).

There are 49 personnel employed urider the supervwmn of the -
Chief, Na,t1ona1 Guard Bureau, -in va.nous ‘property and fiscal offlces.

A detalled examination of these agencies was not considered to be -
a part of Project 39a, nor was it possible to 'get much information con-
cerning them in the time available. However, this omission appears
to be the normal pattern in organizational studies.-- Although Project 80
reviewed thése activities to some extent, and 389 personnel spaces were
transferred from Class II statusto the headquarters’establishment, some
Project 80 personnel believe that a thorough examination was not made,’

Thus, a further study of these actwitles seems adv1sa.b1e.
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It is not probable that substant1a1 personnel savings
will be developed in this examination. However, since the per sonnel
involved represent a significant portion of the Armvy's manpower re-.
sources, the further study should he directed toward insuring that

these resources are effectively and efficiently ut111zed The study
should: .

. Include exammatmn, in approPrJ.ate cases, of the con-
tmumg necess:tty for these activities and installations, and the possi-
bilities for greater efflc:Lency and economy through ‘agsignment to a

" major subordmate command, or consollda.tmn of like activities,

< 2. Cons1der 1mpr0vements in depa,rtmental headquarters
information, management, and control of these activities and instal-
lations. In this connection, manpower allocation procedures should
be better correlated. with fiscal and other management controls,
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1 . SECTION V
5 o - STRENGTH REDUCTIONS

As shown in the Annex ta this report, the personnel strength of -
‘the departmental headquarters decreased from 15, 254 on 1 July 1960
bl . to 13, 697 on-31 May 1962, a reduction of over 10 percent. Project 80
L changes decreased the strength to 11,143 by 1 September 1962, a

i further reduction of 1Q percent in the three month period. Thus, the
ool DA headquarters size has been reduced by a total of 4, 111 spaces, or .
_ [ .. 27 percent,.in the past 27 months. . ' '
“Project 80 Reductions
i - e In decéntxjalizing-major operating functions of the depar.tmenf:al ‘
_ l ‘ headquarters to field commands, the Project 80 reorganization of the
- Army caused a substantial reduction in the headquarters strength as

required in the statement of Project 39a. However, no Army-wide, -
l_ _net savings are irmmediately attributable to these actions, Such
=t savings-'should be anticipated in the future through efficiencies re-
sulting from the consolidation in field commands of like functions
" _ which were formerly performed in numerous agencies. The extent

D of such potential savings cannot yet be estimated, Concurrent with
. transfers out of the headquarters, there were certain increases in
. ! DA staffing 'through greater emphasis on some departmental functions

and absorption of some activities formerly assigned to field agencies,
i While there is no intention to describe the Project 80 reorganization -
B in detail, the following summary shows the nature and magnitude of
=TT ‘the principal changes. ' S

; 7 An Army Materiel Command was established to control most
research and development, and wholesale materiel functions formerly
performed by the departmental headquarters. Approximately 2, 800"
_ j departmental spaces were transferred from the former technical
e services, the Office, Chief of'Rgsearch and Development, and the
: Office of the Deputy. Chief of Staff for Logistics, to the newly created
] - Army Materiel Command. . : :

»
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A Combat Developments Command was created to consolidate
combat development functions and doctrinal responsibilities formerly
assigned to USCONARC, the technical and admlmstratwe services,
and other agencies of the Department of the Army. One hundred
seventy departmental headquarters spaces were: ‘transferred to the
new command., '

The mission of the Continental Army Command was re-oriented
to assurmne most responsibilities for individual and unit training, and
achool supervision throughout the CONUS. One hundred eighty-eight

" departmental spaces were transferred to USCONARC.

M1sce11ané0us transfers of peisonnel in and out of the depart-
mental headquarters resulted in a net 1ncrease of approximately
600 spaces.

In summary, the effect of Project 80 was to reduce the strength
of the headquarters from 13, 697 (3, 130 military; 10, 567 civilian) on .
31 May 1962 to 11, 143 (3, 008 military; 8, 135 civilian} on 1 September
1962 -~ a net reduction of 2, 554 (122 military and 2, 423 civilian) sPa.ces.

Project 39a Reductions

As an initial step to develop possible additional reductlons under

Project 39a, staff agencies were requested to assume a reduction of

15 percent in their post-Project 80 strengths, assess the impacton
their functions, and indicate the changes in organization and manning
that they would adopt. Staff agencies were advised to adjust to these
assumed reductions, insofar as practicable, by procedural efficiencies,
consolidation of functional elements, identification of personnel retained
' for the transition period of the Project 80 reorganization, reduction of
administrative personnel and 'nice-to-have'' elements, and avoidance
of operational detail which could be handled in a subordinate headquarters = -
-- prior to cons1demng the elimination of any essential functions.

V-2
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The replies received were evaluated in conjunction wrth other -
studies (described above), in order to 1dent1fy specific strength re-
* ductions that could be made without serious impairment of effective-

nesyg, and others that would be reqmred to ach1eve an over-all reduc-
tion of 30 percent W:Lthm the headquarters.

Summary of Staff Agency Replies.

- Office of the Chief of Staff. It was irxdicated that the Civilian
Personnel Division could be reduced by 30 spaces, by end 1963,
through increasged use’of automation. Various schemes for minor
savings were offered, but later withdrawn after additional examination.

- {Possible revisions in the functzons of this office were discussed in-
’ detall in Sectlon L}

O:Efzce, Comptroller of the. Arrny The Cornptroller stated that
any reduction in his office would adversely affect his capability to carry
out assigned missions. In connection with a mandatory 15 percent cut,
he identified 56 clerical and action officer spaces throughout his organ-
ization which could ‘be eliminated. These were concentrated to some
-extent in the F1sca1 Analysis Division, the Directorate of Organization
and Ma.nagement ‘and in the graphic capablhty of his Review and
per : . Analysis Division. -He also considered, but later rejected, the possi-
e bility of combining the Office of the Chief of Finance with his agency

. “in an attempt to achleve greater effunency

Office, Deputy Chief of Staff for Personnel. The DCSPER stated
that, while it was not practicable ‘to predict prec:Lsely the effect-of a ~
15 percent reduction, it was likely that the major impact would be in
the field of advance personnel planning and in the promptness of response
to requirements and directives from higher authority. He proposed to
implement a mandatory 15 percent reduction by eliminating the Special

Review Division and reducing mannmg levels within each directorate,
using a percentile factor.

The DCSPER also stated that, to reduce layering, the assignment
of officer and enlisted personnel and related functions of personnel opera-
thI‘lS now in OFPO could be placed in ODCSPER. He has estlmated that
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feasible when AMC became fully operational. )

this might save on the order of 150 spaces.,
Chief, OPO, believes that such a consolidat
personnel management which t
to strengthen by cr

In this connection, the
ion would seriously weaken

he Project 80 Teorganization attempted
eation of this new agency.

- Office, Deputy Chief of Staff for Military Operations.
nection with a 15 rercent mandatory reduction,
accounting for 10 spaces which are financed fro
Ryukyus, funds as non-departmental headquart
i , gn Military Training and
Class II activities of the head
at division level and below,
CBR Directorate;
thr ough eliminatio
cornplétely reorga

In con-

this agency proposed:

m Civil F unction,

ers spaces; establish-

the Africa Division as -
quarters (39 spaces); reductions (23 spaces)
with the greatest concentration (13)in the
and reduction of staffing (32 spaces) at di

n of supervisory personnel,
nized as discussed in detail §

rector level - .
(This agency will be
n Section 1.)

Office, Deputy Chief of Staff for Logistics.
fied 21 spaces that could be eliminated when AMC
which he estimated as early 1963,
with AMC; public information;
readiness; programing,
materiel maintenance; a
He also indicated that th
could be transferred to
headquarters,

The DCSLOG identi-
' is fully operational,
These positions deal with liaison

- supervision of brocurement; materiel
budgeting and planning; supply management;
nd administrative support of these functions.

e family housing function, with 41 spaces,

OCE with a possible over-all saving to the

He suggested further that a Class II activity for certain
military assistance functions related to Africa might be established
with a reduction in headquarters strength., In addition, certain other
possible savings were identified to achieve a mandatory 15 percent
reduction. These included a consolidation of activities related to

PEMA program guidance and PEMA budget execution to eliminate
4 spaces,"

Office, Chief of Research and Development.
stated that any reduction would resall in a decrease
effectiveness of his agency. In connection with a mandatory 15 percent
reduction, he identified 37 spaces that could be eliminated by internal 7
reorganization and consolidation. However, he said that such a de -
crease was considered dangerous in view of the immaturity of AMC.
(This was interpreted to mean that such reductions might become

The Chief of R&D
in the over-all

-4
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. 131 spaces which he understands will be transferred to

 of Section V Committee actions would h

~ inated. (Only the latter action wo

- Administrative Area Section,

~ first quarter of FY 64, The DA headquarters should be relieved of

Office, Assistant Chief of Staff for‘Intellig;ence. ACST identified:'

_ , DIA with a.
transfer in functions that is now Planned. Since this would repregent
mozre than a 15 percent reduction in t

A this agency, no other reductions
were congidered. (At such time as these transfers are made, OACSI
.manpower requirements shoul

d be re-analyzed in the light of remain-
ing functions, } ' ' -

" Office of Reserve Components.
that a 15 percent reduction would result 1n & 30 percent loss in effective-
ness. To achieve such a'cut (7 spaces) he stated that: ‘some consolida-
tion would be necessary; functions dealing with reserve component
equipment and materiel, the Army Corps Program, and the 4::oi:n;d‘i_nan:;’.'onf4i
ave to be transferred to other .
and 3 administrative positions would have to be elim -
wouyld result in any over-all headquarters

The Chief of this agency stated

staff agencies;
' reduction, }

. Office, Chief of Finance., . The Chief of Finance pointed out that
his office had been reorganized under Project 80 and that further re-~ .
ductions could have a serious, long-lasting, and most damaging impact
‘on the efficiency and effectiveness of his agency. This staff agency's
response to a mandatory cut identified 11 spaces that could be elim -
inated by consolidation of functions ‘within the agency.

Office of The Adjutant General. The initial reply from The
Adjutant General identified several activities which could be decen-
tralized or consolidated. .. A further detailed study was made with
his assistancé. Based on this study, it was concluded that: the DA
the U. 5. Army Records Center Liaison
Unit and the Retirement _Stat'istics' Unit could be transferred to field
agencies of the AG. (These transfers ‘would not affect the efficiency.
of operations; neither would they result in any net saving to the Army.)
The determination of stock requirements for DA publications and blank .

forms could be decentralized to existizig' AG publications centers by the

space accountability for the Defense Post Office, although its activities .
could continue under supervision of TAG, if desired. Within the OTAG,
consolidation of the officer and enlisted record:units could eliminate
20 spaces. Issue of CONUS PCS orders on individuals could be decen-
tralized to ZI major commanders, as is now done with overseas .
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commanders, with a saving of 27 spaces and $250, 000 per year in
printing costs. Publication of the Army Register could be converted
to a mechanized procedure. These last two proposals must be coord-
inated within the headquarters and with major subordinate commands.
Subject to further coordination with the Superintendent of Documents,

a sales agency in the OTAG which handles requests for DA publications
could be eliminated. ‘ ' '

Oifice, Chief of Military History. The Chief of Military History
stated that any cut in his agency would have an adverse impact on ef-

' ficiency and effectiveness and would interfere with his current instruc-
tions to assume expanded authority, direction and control over Army
historical agencies, programs and personnel., A mandatory 15 pércent
reduction would be achieved by reorganization within the agency, trans-
ferring the function of supervising historical properties and art to a
field activity, and by serious curtailment of other assigned functions,

Office of The Provost Marshal General., The Provost Marshal -
General stated that it was impossible for his office to accept a 15 percent
reduction and perform assigned functions. Instead, he proposed a 10 per- -
cent reduction which could be effected primarily through consolidation o
within his agency. He stated that the 10 percent reduction would reduce
the effectiveness of his office to unacceptable standards.

Office, Chief of Chaplains. The Chief of Chaplains stated that his
personnel resources have already been trimmed to the point where he
has insufficient flexibility to accomplish his mission, and no defernse-
in-depth is available to provide for emergency situations oz "crash'
missions. A mandatory reduction of 15 percent would be accomplished
by t'ransferring 5 spaces, along with certain functions, to the Chaplains

Board at Fort Meade, Maryland. (There would be no net gaving to the
CArmy. ) _

Office, Chief of Information. This agency identified certain minor
activities which might be transferred to the Troop Information Support
Unit, to OSD, and to TAG in order to achieve a mandatory 15 percent
reduction. He stated that any such reduction would materially aifect

his operations and detract seriously from the Army image presented
to the external public. ’ '
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Office, Chief, Army Reserve and ROTC Affairs. The Chief of |

this agency stated that a 15 percent reduction would reduce his man-

+ . power authorization to such a level as to render him incapable of ¢om -

pletely fulfilling hisé mission. A mandatory reduction would be absorbed
by an across-the-board cut in action officers and clerical personnel

without elnnmatmg or’ tra.nsferrlng any functions,  or any reorganiza-
“tion within the agency.

- Office, Chief, National Guard Bureau. . This agency concluded
that a reduction of ‘any type was completely impracticable and no de-
tailed asgessment of the effect of mandatory reductions was submitted..

Office of The Inspector General, The Inspector General replied.
that he considers all current functions essential to the accomplishment
of his mission and does not feel that any can be eliminated, consohdated
or tra.nsferred In this connection, a 15 percent mandatory reduction

- would be accomplished by cutting personnel engaged in the inspection’

function with a’ comrmensurate reductlon in the number of general - . é
coverage 1n5pect10ns. =

Office of The-Juage Advocate General. The JAG récommended

.that 57 spaces be transferred.to the U. S, Army Field Judiciary.

These spaces are all related to independent judicial functions.
{(Although their transfer will reduce the size of the headquarters
there will be no net sav:.ngs to the Army.)

Office, Chief of Engineers. This agency stated that the strength
which resulted from the Project 80 reorganization is considered to be
5 percent below the essential requirements to discharge assigned mis-
sions adequately. However, the area. analysis function, with 13 spaces,

" could be transférred to the Army Map Service with no appreciable

impact. (This transfer would not result in a saving to the Army.)

In order to accept a 15 percent mandatory cut, he would have to reduce
technical as sistance given to major commanders in the operation and
maintenance of facilities; curtail, or assign to the field, recently -
acquired construction design capabilitiés; decentralize to field agencies
control of construction material requirements and reporting thereon;
reduce review of real estate action cases to cover only acétions involving
major policy.
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Office, Chief of Support Services. The Chief of Support Services -

stated that any reduction in. staffing at this time would. seriously impair
accomplishment of his mission. Any mandatory cut would be applied
equally to all major functional areas. (His 'e'valuation. excluded the
cemeterial function which will be discussed later.) ‘

Office, Chief Signal Officer, It was pointed out that this office
has been subjected_ to a rigorous review by the Department of the Army
Reorganization Planning Group under Project 80 and that the resultant

- approved mission and function statement constituted the minimum essen- -

tial functions to be performed in this agency. The Chief Signal Officer -
feels it essential that the recently approved organization and personnel -
authorizations be stabilized to facilitate the reorganization transition.

A 15 percent mandatory reduction within this agency would be applied’
on an across-the-board basis except for the Office -of the General
Counsel which could be consolidated in the Office of The Judge Advo-
cate General. (This action has been directed and is discussed later,)

Office of The Surgeon General. The Surgeon General identified
certain administrative supply and medical statistical functions that
could be transferred to existing field activities under his supervision,
{Such a transfer would not result in any savings to the Army.) He said
that the additional 22 positions to be eliminated from his agency under
a2 mandatory 15 percent cut would require internal consolidation or
arbitrary elimination of positions. He said that such actions would
have a noticeable impact on the efficiency of his office.

Office, Chief of Transportation. This agency recommended
retention of the present manning level, developed under Project 80,
for a reasonable period of time to permit an orderly evaluation of the
reorganization's impact. In connection with a 15 percent mandatory

‘cut, it was indicated that the development of documentation and mark-

ing procedures (1 space) could be transferred to AMC; the transportation
engineering function (6 spaces} could be transferred to the Transportation
Engineering Agency, Fort Eustis, Virginia; and the vehicle survey '
function could be transferred to AMC and CONARC (4 spaces each),
Other cuts would be taken by miscellaneous réductions within his office
and transfers of functions to other staff agencies.




' Analysis of Possible Reductions

From the dzscussmn in earlier sections and the foregomg staff
" agency replies, the following actions were selected for analysis to

assess possible means of reducmg departmenta.l headquarters strength.,

. They are arranged by categories of elimination or reduction, consolida-. -

tion, and decentralization of functions and tasks -< as requested in OSD i
guldelmes. -

. Elimination or Reduction of 'Functio.ns' or Tasks.

I. Reduce OSA staff.mg A sepa.ra.te examma.tlon, conducted .
within the Army Secretariat, estimated that 40-50 personnel spaces - :
could be reduced over a period of t1rne. Some of these will result from -
the changed Secretariat -military staff. relationships discussed in Section -

- L - Since sorhe of the personnel involyed may be relocated elsewhere in
' the Army staff,. the lower figure is used at this time. - This reduction
is recomrnended but should be phased over about a six-month penod

_ Re_ductio_n 1n hg stfen:gth: 13 m111tary and 27 civilian spaces
| D . "Annual savings: I 36. 4 man-years -

‘ o s : R ' $344, 000
(by Aprll 1963)

' 2. Transfer Exploswe Safety Board OSA In 1953, the
' Secretary of the Army was made responsible for the Armed Serv1ces
 Explosive Safety Board which had formerly been the responsibility of
the ASD {S&L). The Army's position at that time was that the board
should remain under direct supervision of OSD, since it involves equal -
. c0n51derat1on of the dlvergent problems of the three military departments’
in an 1rnporta.nt and sensitive area. This position has not changed. As
recently as 30 July 1962, the ASA (I&L) recommended to the ASD (I&1)
that the latter's office assume responsxbﬂl’cy for the board. This action
is recommended for immediate im‘plementation.

Reduction in hq strength: 1 m111ta.ry and 11 civilian spaces

Annual savings: -+ . 10.8 man~years
S $91, 000 |

. -(no net savings to DOD)
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IR R . 3. Transfer Defense Service Agencies, OSA. The Defense .

Telephone Service, Washington, and the Defense Supply Service, ,
— Washington, are assigned to the Office of the Administrative Assistant

] to the Secretary of the Army, and perform necessary service functions

in the Washington area for the entire Department of Defense, Their
strength could be accounted for under an appropriate joint activities
Lo category of the DAAA. Such action would conform to the method of
T} handling the Defense Printing Service which is operated by the Depart-
ment of the Navy. | Tt would require no physical relocation and no change
in the exercise of operational control by the Army. An alternative would
be for OSD to assume direct operation of these services.
would reduce the accountable strength of the headquarters,
mended for immediate implementation, °

Either action .
and is recom- .

Reduction in hq strength: 288 civilian spaces
Annual savings: 259.5 man-years
$2,092, 000
(no net savings to DOD)

. 4. Phased Reduction, Civilian Personnel Division, OCS.
The division chief has indicated that a phased reduction in his authorized
ceiling can be made through procedural improvements and the application.
of automatic data processing. This proposal has been approved by the '

__
1,:_ : SGS. The procedural improvements will require considerable time;

“however, it is expected that by December, 1963, a total of 30 civilian _
spaces can be eliminated from this office. Such action is recommended.

Reduction in hq strength: 30 civilian spaces
Annual savings: ' 27 man-years
o ' $218, 000
(by December 1963)
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. 5. - Phased Reduction, ODCSLOG: The DCSLOG has indi~
. . cated that once AMC is fully operational, his authorized staffing could
be reduced to ehmmate 21 personnel spaces. ‘He believes this can be
" done by April 1963, The reductions would be in the following areas:
liaison with AMC (2), public information (2); supervision of procure-
.ment (2); materiel readiness (4); programing, budgeting; and planning (2.),
supply management (3); materiel maintenance (2); and administrative
support of the foregoing (4), These spaces can be considered part of
the double -staffing which was récognized as a necessity in Project 80
during the trans:ttlon to the new organization. No adverse impact on
effectiveness or efficiency is contemplated once AMC assumes the full
workload in these functional areas. A phased reduction over a six-
month period is recomrnended. ' -

Reductlon in hq strength' 5 military and 16 civilian sPa,ces
Annual savings: .+ 18,9 man-years
' $173, 000
- {by April 1963)

6. Intelhgence Functions to DIA: Present plans envision

‘the eventual transfer of approximately 131 spaces from QACSI to DIA.
These positions are associated with area analysis, order of battle,
automatic data processing and intelligence documents library functions
which will be progrgassively assumed by DIA, No assessment of the
impact on headquarters effectiveness or efficiency is pertinent. The
saving which may accrue to DOD through the consolidation of intelli-
gence functions is unknown; however, there will be a reduction in the
personnel authorization for the Army hea.dquarters. This action is

- already planned by ‘OSD: '

Reduct:.on in hq strength ‘81 military and 50 civilian spaces
. Annual savings: . '118,0 man-years '
‘ - $1,213,000 :
(net savmgs to DOD unknown)
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, 7. NGB Overhead to USAF: The National Guard Bureau is
organized with approximately equal staff sections for the Army National
Guard and the Air Force National Guard. Both of these staff sections
are administered by a common-headquarters element which is staffed -
with 3 Army officers, 4 Air Force officers, and 85 civilian personnel
Thése Air Force officers and all personnel (mzlltary and civilian)’ in '
the Air Force staff section are vouchered by Headquarters USAF,~
The remaining personnel in the headquarters element (Army officers
and all civilians) are vouchered by the Army and charged against the
. departmenta.l headquarters strength. A pro-rata share of the civilian
personnel in the headquarters.element (44 civilian space s) should be
charged to the Air Force. The CORC agrees with th:.s prOposal It is
recommended for immediate 1mp1ementa.t10n.

Reduction in hq strength: 44 civilian spaces
Annual savings: 39. 6 man-years
: $320, 000 _
(no net savmgs to DOD)

8. " Eliminate Publications Sales Agency for GPO: The
A&Jutant General has indicated that a sales agency in his office acts for
the Supermtendent of Documents, U. S. Government Printing Office,
to handle all requests for DA publications received by the Army. If
this function were eliminated, there would be some delay in filling

these requests, since they would have to be reférred to the Government - -

Printing Office for action.. Elimination of the sales agency would re-
quire coordination with the Superintendent of Documents., It is recom-
mended subject to . such coordination. '

'Reduction in hq strength: 5 civilian’ spaces
Annual savings: 4 5 man-years
' ' $36, 000

VlZ
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9. Mechamze Army Register Publication: Publlca,txon of

- the Army Register could be converted to. a mechanized procedure, with

a possible loss of some of the detail now published. This action would

"' require coordination to determine :Eea.s1b111ty and the essential content -

of the new publication. Mechanized processing would result in the

_e11m1nat1on of 7' civilian personnel spaces, plus savmgs in printing -

costs now estimated at $4, 000 annually. " This action is recommended
but will require time to coordmate and 1mp1ement '

Reductlon in hq strength' 7 civilia.n spaces .
Annual savings: ' © 6.3 man-years ‘
' $51,.000 (personnel costs)
" $ 4,000 (printing costs)
(by December 1963) -

10, Transfer Defense Post Offlce. The Defense Post Offloe

”-could be tra.nsferred from departmental headquarters strength account-

ing to an approprlate joint activities category of the DAAA. The same
conszderations apply as described above (Item 3) for the Defense Supply
Service and Defense TelephOne Service, The Adjutant General has indi-

" cated that no appreczable loss of efficiency or effectiveness would result.
. "This a.ct1on is recommended for immediate 1rnp1ementat10n

Reductlon in hq strength 72 civilian spaces
Annua.l sav1ngs S . 64,9 man-years
$523,000
(ro net savings to DOD)

11.- Transfer Vehicle Survey Function, OCofT The Ch1ef of.-

' Transportatmn ha.s said that surveys of admlmstratlve vehicle usage:

presgently performed by his office could be transferred to USCONA.RC
and AMC (1 officer and 3 civilian ‘spaces to each command) as one rneans
of attaining a 15 percent reduction in his agency. He feels that such
decentralization would be less efficient, since two teams would be
visiting each geographical area. This" appea.rs to be a detailed opera.tmg

functlon which should not be performed by the departm ental headqua.rters.
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Although the CofT proposes that the 8 spaces accompany a transfer of
this function, it is felt that the major commands. can perform vehicle
surveys within present resources, This action is recommended; it
could be implemented within six months, : :

Annual savings: '~ 7.2 man-years
. $66. 000 |
(by April 1963)

Reduction in hq strength: 2 military and 6 civilian si:éces

12, Reduce Technical Service Branch Functions. As dis-
cussed in some detail in Section 1V, vestigial branch functions of the
technical services have been retained in'special staff agencies of ‘the
departmental headquarters which were intended to be decentralized to
commands, or which could be handled in general rather than special
staff agencies. Although a precise correlation of these functions with
personnel requirements is difficult, it would seem that reductions
totaling 80 spaces could be made: ODCSLOG-5; 085-7; CofT-13;. -
CBR Directorate of ODCSOPS-25; OCE-3; OCSigO-27. Since some
of the functions involved are too important to be slighted during the
Project 80 reorganization adjustment period, while others are related
to planning and programing systems under revision, it would appear
advisable to phase implementation of these reductions over about a

six-month period. It is recommended that such phased reductions’
be undertaken,

Reduction in hq strength: 35 military and 45 civilian spaces
Annual savings: " 72.1 man-years '
. $726,000
(by April 1963)

Consolidation of Functions.

, 1. Consolidate ODCSPER and OPO. ' The DCSPER believes
that a consolidation of OPO with his office would reduce layering in the .
headquarters and result in a saving of 150 personnel spaces. The Chief,
OPO, does not agree with this proposal. Project 80 envisioned improved-.....
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_ was to strengthen personnel management, r

 ment in the headquarters appe

. bilities for this function, _
 During the Project 80 reorganization,

. gest that further organizational
. OPO should be permitted to abs

- .organizational study. Therefore,

~as part of a-mandatory 15 percent reduction.

lpez_-sonnel management as a resu_lt' of se
. operations, and by consolidation of the
distributed among many DA staff agenc

parating policy-making from '
personnél functions formerly
ies. The purpose of Project 80
ather than to effect econ-
omies in this area. Since OPO has been organized for only three
-months, it would appear illogical to abandon the concept until it hag

been more thoroughly tested. The entire field of personnel manage -

) ars to require additional, detailed sfugiy.
ODCSPER, OPO, and OTAG are major agencies with certain responsi-
and a large number of people are involved, .
various alternative distributions
The current differences of opinion sug-
improvements are possible. However,
orb the major functions it hag recently
rior to embarking on a new, over-all

noe reduction is recommended at- -

of functions were considered,

assumed from other agencies p
this time.

" Reduction in hq strength.
which was considered: :

_ 50 military and 100 civilian spaces
‘Annual savings:

135, 1 man-years
$1, 296, 000

: 2. Special Review Function, ODCSPER: The DCSPER indi-
cated that the Special Review Division of his office could be eliminated

! This division, comprised
involve an exception to

It appears the elimination of the division

of 10 individuals, handles all name cases that
policy or special consideration.

cases within their. respective aréas. This action is recommended for
immediate implementation. ' '
Reduction in hq strength:

“tior - 6. rnilitary and 4 civilian spaces
Annual savings:

9 man-years
- $97, 000
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3. Famlly HOusmg to OCE: There are 41 personnel in

ODCSLOG and 2 in OCE directly involved in headquarters functions
concerned with family housing. The Chief of. Engineers and the
DCSLOG concur that 5 spaces could be saved if this function were
consolidated in a Family Housing Division within the OCE Directorate
of Military Construction, This net savirgs would be possible as a re-
sult of closer working relationships with other OCE staff elements and .
direct access to OCE field activities. Although the family housing
a.ct1v1ty was established as the result of OSD instructions, and the
. Secretary of the. Army (in December 1961) advised the Secretary of -
Defense that it would be centralized in ODCSLOG, it is considered
that the propesed location in OCE is in full conformity with DOD .
instructions to-establish the function at the departmental level,
Immedlate 1mp1ementa.t10n is recommended

Reduction in hq strength: 5-civilian spaces .
Annual savings: 4,5 man-years
' . $36, 000 .

4. Internal Consolidation, OCRD: The Chief of Research
and Development has indicated that a staffing reduction and functional
realignment for supervision of research and development within depart-
mental headguarters should not be made until AMC is fully operational,
However, he identified possible consolidations in the functional areas
listed below to attain a 15 percent mandatory reduction in staffing:

-~ Supervision of missile, air defense {less NIKE ,Z.AEUS)
and conventional artlllery systems: combine the Missile and Air Defense
Divisions. ‘ :

- Supervision of NIKE ZEUS and space activities:
-combine the NIKE ZEUS Oifice and the Space Oiffice.

- Sﬁp_e.fvision of RDT&E policy matters and PL-313
civilian personnel matters: reorganization of branchee within the
Policy Division.’ -
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' _‘hea;dquarters staff legal function, it -has been directed that the legal .

‘General has indicated that a saving would result.if the service unit for

. service units; a. reduction of supervisory personnel would double the span

. appreciable-disruptive impact on effectiveness or eff1c1ency The net

- Support for the Office of the ChJ.ef Sc1ent1.st of the
. Army and Army Scientific Advisory Panel: require one officer and

one secretary to prov1de the necessa.ry support for both act1v1t1es.

These consohdatmns would reSult in a- sav1ng of 37 per sonnel .
spaces. Once AMC is fully operational, it is felt that OCRD can reorganize’

to eliminate these spaces., This action'is recommended, phased over a
six-month period. : ‘ : ' '

R.eductlon in hq strength 15 m111tary and 22 c1v111a.n spaces,
Annual sav1ngs ' 33,3 man-years

© $331,000
(by April 1963)

5. Staff Legal Off1ces to OTJAG. Based on a study of the

offices formerly assigned to the Chief of Transportation, Chief Signal S
Officer and Chief of Finance be consolidated in OTJAG. This consolida-" -

tion will result in an over-all savmg of 2 c1v111a.n spaces. The actzon is © -
being 1mplemented '

Reduc’tion i_tn hqg str‘éngth 2 civilian spa.ces
Annual savings: . 1.8 man-years
- ' $15, 000

6. Offlcer and Enhsted Records in OTAG. The AdJuta.nt

officer records and the service unit for. enlisted records were consohda.ted. '
within  OTAG. There are about 200 personnel authorized in each of the

of control (from a ratio of 1:8 to 1:16). The reduced level of supervigion
could be offset by providing addztlonal quallty control measures with no.

saving after the reorganization is completed (1 Jan 63) would amount to -
20.spaces. Recommend 1mp1ementat10n by the .date indicated:

Reduction in hg strength 1 military and 19 c1v111an spaces
Annual savings: . . 18.0 man- -years
' $149,.000
~(by 1 Jan 63)
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. 7. Staff Pla.nning Improvements. As indicated in Sectlon I,
certam adjustments are contemplated in planning activities within the
headqua.rters.A In considering these ddjustments, it was estimated that
a reduction of approxlma.tely 30 personnel in staff a.gencies cutside of
ODGCSOPS could be made as the result of the fewer number of Army
plans to be reviewed and more selective participation in the review
of Joint contingency plans. It should be emphasgized that this is & - -
preliminary estimate and that any actual reductions should be de-

ferred until & new planning system is in effect. Recommend 1mp1e-
' mentation in phase with appllcatmn of 2 new planning system.

; Reductzon in hq strength: 18 m111ta,ry and 12 civilian spaces
Annual savings: - 27.0 man-years
- $292, 000
(by December 1963)

Decentralization of Functions.

1, Staff Communications Division, Office, Chief of Staff.-
As one means of reducing the strength of the headquarters to attain a
15 percent mandatory strength reduction, it was. proposed that the
Staff Communications Division, OCS, be transferred to the Military
District of Washington. An alternative would be to consider it as a
field activity of the Army staff, not chargeable to departmental head-
quarters strength. The mission of this division is to exercisé command
control over messages transmitted through Army commumca.t:.on facilities,
and to perform allied services for the Army staff and other elements of
DOD. Although neither of the arrangements suggested above would create
serious operating problems, the communications facility can be most
responsive if it remains as an integral element of OCS. No absolute
© saving in personnel would result from adoption of either alternative;
however, headquarters strength could be reduced by 150 spaces.
T}us action is not recommended.

Reduction in hq strength

which was considered : 136 military and 14 civilian SPa'é:és
Annual savings: - None ”
V- 18
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2. . Transfers to Field Agencies from ODGCSLOG: As one-
means to a,chleve .a reduction of 15 percent in his agency, DCSLOG has
" identified four tasks which could be transferred to AMC and an existing
field a.ctlvlty. -

_ ‘The tasks .fer possib'le ‘transfer .to. AMC a-re.:
s Snpervision'ever. lo-gi.sti'c”'A-DP systems (1 space).
E Ijetermination—- of Produ.c.tion readiness {2 spaces).
- Supe'rvision 0ve.r. industria.l- facilities .uti]..iz.at-ion (é. sga.ce's_i-,

In add1t1on, supermswn over development and analysis . of
loglstlc management systems (1 space) could be transferred to the
~DCSLOG Data Processing Agency

. Although the DCSLOG consuiers that the capabilities of his
office and resPc)ns:lveness to requests from higher headquarters would
be reduced by these transfers, it is felt that they would not have any
- real adverse effect a.fter AMC has become fully operational. Further,
-AMC should be able to assumé the additional tasks without increase in
strength. Thus, there could be a net saving of six spaces. Recommend
implementaﬁon within six month's. '

Reduction in hq strength 1 military and 6 civilian spaces
Annual savings: . 5.4 man-years '
$48, 000
' (by Aprﬂ 1963)

3. Field Activity for Sub,-Sa.hé.ra African Affairs: The
DCSOPS and the DCSLOG both suggested that a field activity be created
in the Washington area to accomplish assigned responsibilities with
~regard to Sub- Sahara African affairs,” as one means to attain a rmandatory
15 percent strength reduction. Consolidation of these functions in one
activity would improve over -all direction and superv151on through -
centralization and would reduce the division of responsibility. The
newly-created actlva.ty would, in effect perforrn in the same manner

V-19

FOR OFFICIAL USE ONLY

N N Auogmy

GHI&ISSV’ID‘HG




[i
i

as a specified command for Sub-Sahara Africa,
however,; that physical relocation out of the Pent
responsiveness to DOD reqﬁirements and complicate DA staff coord-
ination. ' The personnel presently performing these functions include
12 civilians and 7 military (9 in DCSLOG and 10 in DCSOPS). The
proposed action would reduce the strength of the headquarters, but
no absolute savings would result. In fact, additional personnel might

be required to provide administrative services in the new location,
‘This action is not recommended.

It was pointed out,
agon could reduce

Reduction in hq strength

which was considered ; . 7.rxii1ita.ry and 12 civilian spaces
- Annual savings: - None :

: 4, Area Analysis Function from OCE: .The Chief of Engi-. .
neers has indicated that the Area Analysis Division in his office could
be transferred to the Area Analysis Intelligence Agency of the Army
Map Service, as a means of reducing the departmental strength by
13 spaces. No absolite savings would result. OCE envisions no
adverse impact resulting from transfer of the Area Analysis Division,
although it may not be as desirable as the present arrangement,
Recommend implementation.

Reduction in hq strength: 3 military and 10 civilian spaces
Annual savings: None

5, Transfers to Fiéldég__encies from TSG: The Surgeon
General has identified certain administrative, supply, and medical
statistical functions which could be decentralized to existing medical
field activities. He made no cormment to indicate that these functional
transfers would adversely affect his over-all operations. No absolute

by 69 spaces. Recommend implementation.

saving would result, but it would reduce the depa.rtrne;it‘al authorization

Reduction in hq strength: 1 military and 68 civilian spaces
Annual savings: : None

V20
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6. = Transfers to F;Leld Agencies from CofT: As one means
 of attaining a 15 percent reduction, the Chief of Transportation has
identified two functions for decentralization to existing field agencies,
This functional delegation can be accomplished with no appreciable
decrease in headquarters efficiency or effectiveness. The functions
-or spaces to be decentrahzed are: ‘ '

- Transfer one civilian sPa.ce to AMC for the develop-
ment of documentation and marking procedures and the regulations
related thereto,

- Transfer six civilian spaces from the Transportability -
Branch to the Transportation Engineering Field Agency at Fort Eustls,
. Virginia, since the functions performed are compatible with the
0pera.t10na1 functions of that agency. :

Recc:rn_mend implementation.

Reductlon in hq strength 7 civilian sPaces '
Annual savings: - ' None -

7. Cemetemal Functlon from OSS to Field Agency The
cemeterial function as signed to the Office of Support Services could be
decentralized to the National Cemetery System. = The personnel involved
would then be accounted for as a field activity of the DAAA. ‘This cem- .
- eterial function is classified under civil functions of the Army and is
chargeable to the Cemeterial. ‘Expenses, Army (CEDA}, appropriation.
Although the Project 80 study concluded that it would be desirable to .
transfer the cemeter1al function to another governmental department,
this was not included as a recommendatmn No change would be neces-
sary in the supervision of this function, but the spaces involved should
be eliminated from consideration as a part of the departmental head-
quarters strength. This action is recommended for irnmediate imple-~
menta.tlon. ' ’

Reduction in hq strength: 2 military and 128 civilian spaces

Aneual savings: -~ None
V."—Z'l
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8. PCS Orders Decentralized: The responsibility for issuing
CONUS PCS orders could be decentralized to CONUS commands, just as
it has already been delegated to major overseas commands., It is probable
that no increase in personnel at subordinate command level would be
necessary, since these headquarters are now p\iblishing extracts of
orders for all personnel concerned. This delegation to the field is
not considered to have any adverse implications at departmental
headquarters; however, since the proposal has not been coordinated
with the major commanders, its implementation should be delayed until

. the impact has been determined. The savings within OTAG would amount

to 27 civilian spaces and approximately $250, 000 in annual Printing costs.
The earliest date for implementation has been estimated as the end of the
third quarter, ‘FY 1963. Recommend implementation at that time.

Reduction in hq sti-ength: 27 civilian spaces

Annual savings:’ 24.3 man-years |
$196, 000 (personnel costs)
$250, 000 (printing costs)
(by April 1963)

9. Stock Management, .DA Publications, Decentralized.
The Adjutant General has proposed that the determination of stock re -
quirements for DA publications and blank forms be decentralized to
existing AG Publications Centers. No adverse impact on headquarters
operations will result. Transfer of 37 civilian spaces to existing field
activities would be involved. This can be accomplished by the first
quarter, FY 1964. Recommend implementation by that time.

. Reduction in'hq strength: 37 civilian spaces
“Annual savings: None

. 10. Transfers to Field Agencies from TAG. The Adjutant
General has also indicated that certain other functions could be trans-
ferred to existing field agencies, as a means of reducing the strength
of the headquarters. These functions can be accomplished equally well
as field activities, and no adverse impact on the efficiency of headquarters
operations is contemplated. The functions and spaces to be transferred are:
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: - - DA Administrative Area Section, Personnel Records.
Branch, to the U. S, Army Data Services and Administrative Systems
- Command. (10 spaces -- 1 military, 9 civilian) o

: _ = U:s 8 Army Records Center Liaison Unit-to U. S.
Army Records Center, St. Louis, Missouri. (8 civilian spaces)

7 - 'Rétirement statistical fuﬁét_iOn to the U. S. Army
Data Services and Administrative Systems Command. (3 civilian spaces)

Recommend phased.irrﬁplémen’catibn of these transfers,

Reduction in hq strength: 1 military and 20 civilian spaces .
Annual savings: None ' '

| .. 1ll. Redesignate the Army Library as a Field Activity: |

It has been suggested that the Army Library could be designated as a

field activity a;i& assigned to MDW. This library is presently an organic
part of TAGO. Its function -- to provide libra.r&r service for the depart- . -
mental headquarters -- requires that it be located in the Pentagon and
.remain completely responsive to the needs of the using agencies. Since
there would be no actual economy involved in rnaking the library a field
activity, it does not appear desirable to risk any reduction in responsive -
ness solely for the purpose of reducing the size of the headquarters by.

42 spaces. This action is not recommended. o

Reduction in hq s.tre‘ngth
. which was considered: 42 civilian spaces
Annual savings: "~ None

12, JAG Independent Judiciary: The Judge Advocate General
has recommended that all independent judiciary functions now performed
in his office be transferred to the U. S. Army Field Judiciary, an existing’
- field activity. This will result in a transfer of 57 departmental spaces.
The transfer would haveé no adverse efféct on performance; to the contrary, -

it would have the desirable effect of creating a more independent atmosphere .

for these judicial functions. No absolute saving‘s.will result, This action"
is being taken. o

Reduction in hq strength: 39 military and 18 civilian spaces

Annual savings: - None
V23
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13, Personnel Procurement to USCONARC. . Project 80 did .
not clearly delineate which aspects of personnel procurement would be
retained at this headquarters, and which functions would be delegated:
. .to USCONARC. There was no agreement between the DA headquarters
and USCONARC, and the problem was not resclved prior to the activation-
of OPO, An agreement was made between the Chief, OPO, and the Chief’
of the USCONARG Planning Group that the problem should be held in
abeyance and resolved after activation. Both OPO and USCONARC
'are apparently staffed to accomplish overlapping functions in this area.
ODCSPER and the OTAG are also involved., As an additional complication’
the Offices of TTAG, TSG, and the Chief of Chaplains have.responsibility
for assignraent and career management of officer personnel of their '
branches. This includes officer procurement, One view holds that
departmental headquarters must direct most of the procurément effort
through USCONARC and subordinate commands and installations, thus.
it may be desirable to delegate the actual operation of the CONUS pro-
curement system to USCONARC, If all personnel procurement ‘operations
were delegated to Headquarters, USCONARGC, it is estimated that perhaps -
60 personnel spaces could be eliminated from the staff agencies of the
departmental headquarters. Recommend a study be made of the personnel
procurement function, with a view toward avoiding any existing overlap,
and decentralizing maximum 0pératin’g functions to Headquarters
USCONARC. ' ‘

Reduction in hq strength: 20 military and 40 civilian spaces
Annual' savings:. _ 54,1 man-years

$518, 000

(by April 1963)

" 14, Redesignate OCMH: Solely as a means to reduce the size
. of the headquarters, it has been suggested that the Office of the Chief of
Military History could be redesignated as a field activity of the Army.
This would effect no absolute savings in personnel; however, the strength
of the headquarters would be reduced by 77 personnel spaces. Although
the functions of the OCMH do not contribute diréctly to the mission of _
the headquarters, it is considered essential that OCMH be physically
located within the Washington area in order to have direct access to all .
staff agencies. Thus, no relocation of the office.appears to be feasible
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‘and, since no actual savings would re sult, the only advantage of tl
course of attion is a reduction in the size of the departmenta.l he d;
- gquarters. This actlon is not recommended

' Reductio'n in hq strength
which was considered: -/ 11 m111tary and 66 c1v111an spa._
‘Annual savings: - None

Summary of Recommended Actibns -

The forego:mg analysis covers the major proPosals whlch were:
examined, to include some which were not considered worthwhile,. or
which would require further study. Recommended actions (and those
" already decided upon) are summarized below, arranged in the same.
categories, and cross-referenced with the paragraph numbers and -
‘short titles used above: It must be Femembered that somé‘dﬁ:’h‘e
savmgs mchcated would be deferred t6 a la,tef"d‘ate. :

Paragraph Number and Short-Title - Red. in ANNUAL SAVINGS
- ' Hq Str | Man- Dolla
: Years  (thou

Elimination or Reduction of Functions

1. Reduce OSA Staffing : S 40 36.0 344

2. Transfer Explosive Safety - : 12% 10,8% 9lx
Board, OSA I : .

3. Transfer Defense Service - . 288%  259,5% 2, 092%"

' Agencies, OSA : X ' . o

4.  Phased Reduction, Civilian- ~ "~ - 30 27.0 S 218
Pers Div, OCS S e

5. Phased Reduction, - R 21 - 18.9 o113

| ODGSLOG - o |

6. Intelligence Functions o ©131%. - 118.0%  1,213% .
to DIA ‘

7. NGB Overhead to USAF . = 44  39.6%  320%

V25

FOR ‘OFFICIAL USE ONLY

N /(moqmv
(I'.E{IJISSV"IDEI(I




Pa'ragr'aph Number' and Short Title

8. Eliminate Publications Sales
Agency for GPO
9. Mechanize Army Register
Publication ,
10. Transfer Defense Post Office

11. Transfer Vehicle Survey
Function, OCofT

12, Reduce Technical Service
Branch Functions

. SUBTOTAL, savings in DA hg

net savings to DOD
{Excludes items marked with *)

Consolidation of Functions

2. Specia.l Review Function,
ODCSPER
3. Family Housing to OCE

4. Internal Consolidation, OCRD

5, Staff Legal Offices to OTJAG

. 6. Officer and Enlisted Records
' in OTAG
7. -Staff Planning Improvements

SUBTOTAL, savings in DA hq

net savings to DOD

V26
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ANNUAL SAVINGS

Hq Str Man- Dollars
Years (thou.) .-
5 - 4.5 36
7 6.3 55
72'*' 64.'9* 52 3%
8 7.2 06
80 72,1 726
738 | 664. 8 $5,857A
191 | 172.0 $1,614_-
10 9.0 97
5 4,5 36
37 33.3 331
2 1.8 15
20 18. 0 149
30 - 27.0- 292
1047 93,6 $920
104 $920
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Paragraph Number and Short Title

Decentralization of Functions

10,
12,

13,

SUBTOTAL, savings in DA hq ,

. Transfers to Field Agénqie-s

from ODCSLOG
Area Analysis Function
“from OCE .

Transfers to Field Agencies |

from TSG

. Transfers to Field Agencies

from CofT

. Cemeterial Function from .

OSS to Field Agency

-PGS Orders Decerntralized -

. Stock'Management, DA .
Publications, Decentralized

Transfers to Field Agencies
from TAG. K
JAG Independent J udiciary

Personnel Procurement-

to USCONARC

net savings to DOD

TOTAL, savings in DA hq

net savings to DOD

AEIASSVIDIA

—r

Red. in  ANNUAL SAVINGS
I—Iq Str Man- . . Dollai's
‘ Years (thou,) -
7 5.4 48
; 13 none
.69 none
7 none
.'L_30 none
27 24.3 446
37 none |
21 none
57 none
.60 54,1 518‘ l‘
428 83.8 $1;012
| 93 83.8 $1,012
L2100 . sz $7,789
388 349, 4 $3, 546
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‘Summation
e ————

A total reduction in headquarters strength of 1, 270 spaces would.
be achieved, by 1 January 1964, if all of the actions recommended
above were implemented. When added to the 2, 554 space reduction
already attained under Project 80, this would represent an over-all
reduction of 28 percent below the pre-Project 80 headquarters strength
of 13,697. The annual savings in headquarters expenditures would be

~ $7, 800, 000,

In addition, these actions would result in savings of 388 personnel
spaces and $3, 500, 000 annually to the Department of Defense as a whole.
This 388 -space reduction for the Department of Defense as a whole would
be true savings representing about 3-1/2 percent of the post-Project 80
departmental headquarters strength. '

In order to reach a 30 percent reduction, which was sPeC1f1ed as a
measurement criterion in OSD guidelines, elimination of an additional
285 spaces from the departmental headguarters strength would be required.
Thzs could be done in several ways:

1. By application of an arbitrary reduction, averaging about
3 percent across the residual staff. It would seem that such an arbitrary’
reduction should be applied first to those agencies which found this the
only feasible way to cut. The magnitude of this arbitrary reduction is
such that it might be absorbed, without significant impact, through the
actions to simplify internal organization and procedures discusséd in
earlier sections of this report. These would also constitute true savings
to the Department of Defense as a whole, and would raise the level of such
savings to over 6 percent of the post-Project 80 departmental headquarters

. strength.,

" 2. By implementation of some of those actions described in
the foregoing analysis which were not recommended. The total includes
an additional 438 spaces..

3. By some other expedient actions, such as designating OPO
a field opera.t1ng activity, This would reduce the headquarters strength
by more than 1, 500 spaces but would represent no true savings. This
action was considered during the Project 80 examination but rejected on
the basis that OPO had to be a part of the headquarters 1tse1f for most
effective operation,
V-28
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HEADQUARTERS STRENGTH ANNEX

1 July 1960 - 30 June 1961

During this period, the Department of the Army heé.dquarters
was reduced by 1, 067 civilian positions because of dollar limitations
. contained in PL 86-601, and 172 military spaces to comply with a
DOD directive to reduce the military staff by 5 percent.

Some of these reductions were made by completing the con-
solidation and decentralization of certain functions which had been
begun earlier and by eliminating non-essential positions, as follows:

1. The manually-accomplished fiscal and accounting
funcgtions of the Defense Supply Service, Office, Secretary of the
Army, were transferred to the Finance and Accounting Office,
Washington, D. C., for mechanized processing.

. :

2+ . A physical consolidation of intelligence activities of the.
technical services was made. Elements of the staff agencies concerned-
were relocated to Arlington Hall Station, Washington, D. GC.

3. Co:dsolida.tiOn of the Data Processing Branch and the
Coraputer Service Center of The Adjutant General's Office was started.

4. ' The delegation of technical service inspector general
activities to field agencies throughout the Continental United States
was completed.,

B, Command historical functions of the technical services
were transferred to field agencies of those services,

6. Preparation of certain medical statistics in the Office
of The Surgeon General, command accounting statistics in the Office
of the Chief of Transportation, and personnel statistics in the Office
of the Chief Signal Officer were delegated to field agencies of those
services, '
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7. .Various field and departmental activities of the
Personnel Research Group and Systems Development Group, The
"Adjutant General's Office, were consolidated into one field command,

8. Delegation of responsibility for selected maintenance
activities from ODCSLOG to the U. S. Army Maintenance Board, Fort

.Knox, Kentucky, was completed

9. Activities dealmg-with cataloguing, accelerated item -
reduction and financial inventory accounting for oversea commands

" were transferred frorn ODCSLOG to the U. S, Army Overseas Supply

Agency.

10. Manpower surveys resulied in personnel savings by
ehmmatmg certain non-essential supervisory and clerical positions,

- and consolidating various offices.

" 11. In addition to the functional changes listed above, it was
necessary to abolish 172 military and 624 civilian positions to attain the
directed reduction in force, The duties normally assigned to these
positions weré distributed among the remaining staff,

During the same period, staffing increases were limited.
However, additional pos1t10ns were estabhshed to accomplish the

following:

1. The Contract Compliance function in thc Office of the
Assgistant Secretary of the Army (I&1).

2. Res;dual functions dealing with the Regular Army Aug-

mentation Act,

3. Coordination of the savmgs program function with the

~ Treasury Department

4, The Field Recruiting function, which accompanied the
transfer of the Boards of United States Civil Service Examiner in the
Military District of' Washingi:On- and the Office of the Chief of Staff, to
the Office of the Secretary of the Army. '
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5. -Assumption by the National Guard Bureay of responsi-
 bility for all reports on aircraft assigned to the Air National Guard.

The efficiency and effectiveness of the headquarters was lowered
by the net reduction in force of 8. 1 percent because of the turbulence
attendant to the civilian staffing reduction with its resultant "bumping"
process as employees sought new positions, and the assumption of ad-
ditional duties by the residual staff. No effect on the decision-making
process within the headquarters was noted,

A recapitulation of the number of military and civilian positions
eliminated or added within the headquarters, the civilian/military grade
brackets from which reductions were made, and the estimated man-years

~and dollar savings in headquarters expenditures resulting therefrom is

shown below:

‘Net Réductions

7 Strengths
| Mil Civ Total
Strength, 1 Jul 60 3346 11908 15254
Reductions during Period -192 -1081 -1273
~ Increases during Period 420 £14 434
Net Reduction a -172 -1067 -1239
Strength, 30 Jun 61 ‘ 3174 10841 14015
Grade Brackets Reduced
Professional (Officers, 140 213 353
GS-11 and above) '
Clerical (Enlistéd, 32 854 886
GS-10 and below) .
Total ) o 172 1067 1239
Estimated Annual Savings in Man-Years
-and Personnel Expenditures
Man-Years ' 155 961 1116
Personnel expenditures $1.7 $6,7 $8.4

(in millions of dollars)

_,,__F_U_R.d[lF_EIEA[fL USE ONLY

N N; &!quulv '?

qAAsSy I

————




-1 July 1961 - 31 May 1962

The Defense Supply and Defense Intelligence Agencies were
formed during this period with an attendant transfer of functions and
personnel from the Army staff. Actions in connection with the Army
build-up, special warfare, Strike Command, civil defense, family .
housing, fair employment policy, reorganization of the Army (Project
80), and increased operational requirements in Southeast Asia created
an additional workload within the headquarters., Nevertheless, the
- Army staff was reduced in size during this period. Specifically:

1. The general supply, .supply reguirements financial
management, programing and legal functions of the Office of The

Quartérmaster General were transferred to the Defense Supply Agency.

2. The intelligence reconnaissance function was transferred

from OACSI to DIA, as were certain other personnel spaces not specifica.lly_:. -

related to functions.

3. Pro-rata transfers of spaces from the Army staff to augment -
DOD and JCS were made. :

4, The decentralization of data processing from The Adjutant.
General's Office to the field, begun in 1961, was completed,

There were no increases authorized in the departmental headquarters
agencies during this period, even though various staff agencies requested a
total of 323 additional spaces to handle the expansion in existing functions
and the assumption of additional functions. Personnel were shifted and
priorities adjusted within the staff to meet.the emphasis placed by the
Secretary of the Army and the Chief of Staff on minimum staffing,

Despite the net reduction of 2, 3 percent, the efficiency and effectiveness
of the headquarters was maintained through paid and unpaid overtime and

authorization of temporary overstrengths in a few instances. No effect on
‘the decision-making process was noted.

. A recapitulation of the number of military and civilian positions
reduced, the civilian/military grade brackets from which reductions
were made, and the estimated man-year and dollar savings in head-
_quarters expenditures are as follows: '
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Net Reduétions

Strengths
Mil - Civ Total

Strength, 1 Jul 61 : 3174 10841 14015
Reductions during Period’ -34 - -284 -318
Increases during Period 0 ‘ 0 0

Net Reductions 34 -284 -318
. Strength, 31 May 62 L 3130 10567 13697 .
Grade Brackets Reduced
' Professional (Officers, 40 86 126
GS-11 and above) ‘ .
Clerical {Enlisted, ' o 4 188 192
GS-10 and below) o o
Total . ' . 44 274 318"

Estimated Annual Savings in Man -
" Years and Personnel Expenditures

Man-Years

Personnel expenditures
(in millions of dollars)

FOR OFFICTAL USE ONLY

NN Auoyny ,

qaSSVIIL






