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Highlights of Changes Resulting from Project 39z

[ . . . ‘o

Background
kel tund

An examination of all d'epa,:_;-tme_ntal headquarters v}as directed by
| Secretary MeNamara about gl months ago, The purposés‘ were to |
Iﬁ : decentralize major Operating fungtions from headquarte:t"'s to :Eigld

Commands, to accelerate and improve the decision—makiﬁg brocess, to

attain maximum efficiency in the use of personnel, and to apply resulting

savings to combat and support lcommands. This eéxamination wag desig-

‘nated Project 39a,

yet been forwarded to OsD, Secrg¢tary Vance did make a'Séries of broad

; : decisions as the study brogressed, in order to provide guidance for its
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ctions ha.ve been taken

further development. Somée implementing 2

these decisions, and others are in prospect, whlch W:Lll affect the

character of the departmental headquarters staff. In add:.tlon, ce'__

SRR general results can be anticipated because of the-na;ture of the 'o'b’ €

:\ L _established by Secretary McNamara.

jefing will touch on foux principal areas

This portion of the br

in which results are thus known 0¥ predictable. -

Relationships Between the Army Secretariat and

the Military Staff constitute the first such area.

i

A headgquarters problem which has per sisted over 'tixé"yééiié

| and one which has become pa.rticula.rly acute because of S‘écrre"c:az,rar:

\ McNamara's preferred methods -- ha.s been the manner in whlch the

Service Secretary and his prmca.pal agsistants should work w:Lth the

eadership of the Army must be know edg

"

military staff. This civilian 1

rticipate in major decisions, and provi

concerning major problems, pa

the principal comnecting link between the Army as a military service’

OSsD. On the other hand, the Secre'taria.t should not constitute a separat

review level in every action, rnaintain a staff which duplicate_s thefmilﬁ:'

- ‘ staff, or infringe on the valid prerogatives of the Chief of Staff.
Mr. Vance considered, &nd dis'cuisrse

T In evaluating this problem,

L : _ ‘
- with his principal assistants and the Chief of-Staff, a range of alternat1
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relationships., His objective w

as to devise a system which fwould' -

I

him to wozrk more closely with the Army staff in certain aféas, :'cic’celér"t

decision—making by eliminating over -coordination, multlple revlews and

revisions, and provide for greater :Lnterchange of staff and. Secreta;s:;a.l

viewpoints during development of major staff actions, He dec:Lded that

He would concern himself directly with tho'se“;matters*

of broad policy, plans, prograrns and operations which 11keW1se demand

the personal concern of the Chief of Staff and upon which deﬁsmﬁé aré
requlred by the Secretary of Decfense, JCS, NSC, and theT 1Pr§:'sid_e';nfg.'

‘ - The Under Secretary would be kept fully 1n_-Eormed on
such matters to act in the Secretary's stead when required,

- In long-range and major problem areas, the Secretary or

his principal civilian assistants could provide preliminary guldance to

the staff and discuss the staff action during its develoPment W:Lth the sem T

responsible off1c1a.1 of the miilitary staff, Any major matter! and dlffermcr

viewpoints would be presented to both the Chief of Staff and ‘the Secretary.

- The Secretariat would be staffed only to that level necessa

to maintain these relationships. -

Only minor organizational changes are expected to result from .. .- -

these decisions, but the policy aspects have been pu'bllshed in a Department

of the Army memorandum
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Control Office. The creation of this office is intended to improve coordi-

nation and assist in substantive review of major military staff actions, -

The Organization and Functions of the Office, Chief of

. ’
Staff, was anocther area of decision.

One of the principal functions of the Office, Chief of Staff 1s’t6 '

dlrect and integrate the efforts of the Army staff. (Give brieﬂy? b‘aéid
organization ~- G/S, VCS, SGS, etc, -- if not covered earlier in briefing;:
Or use organization chart to point out changes noted below.}

In carrying out this direction and integration functlon, the offlce

must of course be responsive to the desn-es and methods of oPeratlon of

the Secretary of Defense and Secretary of the Army., Changes which ha,ve‘_-.

occurred in the OCS as the result of both Project 80 and Project 39a can )

be attributed in large part to this factor,

The principal change stemming from Project 80 was the addition

to the 'OCS of a Director of Army Programs. The functions of this Dire"ct'dr_

and his office are basically to supervise and coordinate the Army Program:

System and related staff activities 'which must support and complement the -

OSD programing system adopted by Secretary McNamara,'

In Project 39a, the major ch-'ange was establishment ‘of a Staff Actio

other than programing actions, in‘order to be most responsive to ’higher‘&

Secretariat and the military staff darlier discus sed. -
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In addition, Project 39a reoriented the functions of an exis?ting

H
’ :

) office within OCS -- that of the Director of Coordination and Anzilysés '
-- to'fneet Secretary Vance's desire that it perfo-rm directly foz: thé
Chief of Staff and Secretary of the Army such selected indei)endént cost~ :
effectiveness, systems analysis, and other type studies as‘may be e
.assigne:d-, as well aé to provide guidance, review, ;a.nd anélysis of similar

studies ‘produced by the staff and commands.

These basic changes in OCS organization have already been imple-
mented, although the offices involved -- to include that of ‘the Director of

Army Programs -~ are still adjusting to their new missions. ' “

The Reorganization of the Office of the Deputy Chief
of Staff for Military Operations inté two Major Staff

Apgencies will be the largest and most apparent change

- resulting from Project 39a. ‘ : .

Secretary Vance has already approved this change, but it will not be

implemented until detailed planning has been completed. The basic reasons .

for making two major staff agencies out of the one which now exists were: L
- To reduce the excessive span of staff responsibility of the
present Deputy Chief of Staff for Military Operations, which now covers

all joinf:::-and unilateral Army pla.nsr'l;'_a.nd operations; and
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.- To devote greater emphasis and capability to uniiateral |

5 P .

Army force devei;bpment planning, which is in fact the basis of the
Department's current mission to organize, train, equip, and suépbrt
combat-ready forces to be employed by unified commands. .

As a result of this ché.n‘ge {(show on chart} there will be eight major

elemeh}:s cof the general staff, rather than the seven agencies discussed

earlier in the briefing. A Deputy Chief of Staff for Milité;ry Operations

will continue to exist, and a.ghew staff principal, probably to be designated

i

e

the As’.jsista.nt Chief of Staff f.;pr Force Development, will come into being,

{ y
The planned divisien of resﬁbnsibilities between these two is associated ~

! ' with concurrent action i’:g ‘is"implify\' the present planning system. The new
system will encompa.s'sl'.t;\}vo basic 'planning efforts -- strategic or joint
planning which is clqs"ély associated with JCS plans and operations, and

force d'evelopmen{ or Army planning which takes its guidance from and

- i - A-supports the former, and is-then the basis for Army programing.
t

Over-all responsibilities ofithe two new agencies can be summarized .

[

as follows:

o - : - The Deputy Chicf of Staff for Military Operations will be

pfincii:a.l advisor to the Chief of Staff on all joint affairs, and on the

establishment of requirements for and utilization of combat ready force’s-.j_

.
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To carry out these responsibilities, he will have subordinate s%ta.ff
group‘i'ngs concerned with such things as: strategic pla;l‘s and I;)Olicy;
military operations; special warfare; and civil affairs. |

-~ The Assistant Chief of Staff for.Forc\é_ Devél@gment widl
be principal advisor to the Chief of Staif on Tcoordinated development of
Army forces, to include combat doctrine, organization, and equipment. |
The existence of such a staff principal is even more imp'ortant now that
the efforts of three major commands (AMC, CDC, and CONARC) must be
coordinated by the departmental headquarters. To carry out his responsi- "
bilities, .the ACSFOR will have subordinate staff groupings concerggd with E

such things as: force plans and programs; doctrine and training; weapons

systems; CBR; and Army aviation.

Other Probable Effects of Project 39a can be predicted,

although no decisions in these areas have been made.

The report submitted to Secretary Vance and the Chief of Staff
contained other recommendations on which no action has yet been taken.
However, it can be assumed from the nature of the objectives set by

Secretary McNamara in this project that action will result in two

general areas:
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5‘—' .Such.red'uctions in headquarters strength as cari

\ ‘fL.nctlons, Because of the c0n51derab1e reductlon a.lready ach:.eved under
.PrOJect 80 these add:.tmnal cha.nges w111 presumably ba relatwely mmor.

- Cha.nges in staff procedures de51gned to exped:.te the _.

'decrsmn makmd proaess; It can be antlclpated that these will have en
‘.11'n.pact on tile eoordlrzatren Process dlseus‘sed ee.rller 1n..t]‘:1e‘ brleflng' g

ThlS rlas been a brief presenta.tlon of the pr1nc1pa.l rnodlflce.rlons
m the headciuarrers staff p:.cture that we rzow ekpeet W111 result from

iPrOJeCt 39&. DO you_ have any quéStiOns 5 - : | S '-1.
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