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NOTE FOR THE SECDEF

Sometime ago you expressed a desire for a list of objectives on
which progress could be achieved both in the near term and’the
longer run. At Tab A is a proposed list. It has been checked
informally with Len Sull ivan and Bi 11 Brehm as wel 1 as RADM Carr,
Mr. Clements’ Military Assistant. Andy Marshal.l also has reviewed
the objectives and’provides separate comments at Tab B.

While most of these objectives involve some ongoing activity, the
cffort devoted to attaining them will, in large part, be directly
proportional to your expressed interest in the objectives and your
desire to achieve measurable progress.

Before taking further action you may wish to discuss this mattcr
‘with General Brown, Mr. Clements, Mr. Ellsworth, Alan, and Staser

to determine whether more precision in stating the objective is
desirable, whether additional objectives are warranted, or whether
some should he deleted, and how assignment action should be directed.
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SEC DEF OBJECTIVES

Manpower and Support

- Implement policies and initiatives to minimize mi'litary personnel
turnover and reassignment turbulence. ‘(Comment: M&RA and the Services
continue work on this general objective but further’'initiatives may be
productive.)

- Devise a-more effective compensation system and associated means.
for annual adjustments. (Comment: The Quadrennial Review which is to
be completed in July 1976 should have an important bearing on accomplish-
ing this objective. MGRA has action in this area.)

- Obtain passage of legislation to reduce out year military retirement
costs and to provide a more effective retirement compensation concept.
(Comment: Mé&RA has overall action in this area but specific proposals
need to be developed for your consideration.)

[ ]

~ Reduce training costs and overhead personnel through tightening
and consolidation of training programs and facilities. (Comment: Con-
side’'rable progress already has been made in this area. Because of
understandable Service reluctance to propose consolidations with other
Services, it is desirable that further initiatives in this afea be
developed by PA&E and |&L.)

- Establish-procedures to-control military’and civilian grade structure.
Develop a five-year plan to reduce grade structure..- (Comment:, This is
an M&ERA area and specific proposals need to be developed for your review.)

- Enhance equal opportunity by setting and meeting épecific goals in

the recruiting of women and minority personnel in executive positions.
(Comment: This is’an area for M6RA and The Special Assistant.)

Policy and Missions

- Get an agreed national policy on the missions, size and configuration
of the U.S. Navy. (Comment: The ongoing review of the size and mix of
the Navy should assist in attaining this objective., The Navy is preparing
‘fts input to you on this objective but it will be necessary for PA&E to
review this carefully so that you are presented with alternatives and
impl ications. This matter ultimately would be staffed through the
Defense Review Committee.).

- Get an agreed national policy on defense planning related to the
PRC. (Comment : This is more of a strategic objective than ‘the others

but it does reflect the need’for more precision in developing policy



-
guidance-for potential DOD activities with regard to China, in the
areas of technological transfer, possible training, arms’ assistance,
“exchange visits. ISA, in conjunction with the Joint Staff, should
develop this action and work it through the Defense Review Committee.)

- Conduct a comprehensive review of foreign military sales policies,
organization and assignment of personnel. (Comment: There is continuing
work on this objective and Congressipnal interest suggests a more compre-
hensive review. ISA in conjunction with the Joint Staff should undertake
action in this area and work it through the Defense Review Committee.)

Improved Effectiveness and Efficiencies

- Improve unit and force readiness for both active and reserve forces
and develop more valid criteria for measuring readiness. (Comment: This
is a motherhood objective but one which should be at the top of any list
so that we do not lose sight of the objective of improving capabilities
of our forces. Developing a more valid criteria for measuring readiness
has been an objective which Len Sullivan and the-Joint Staff have worked
on, for about a_year to eighteen months, but no results have emerged.)

- Improve standardization of equipment among the Services and with
our NATO allies. (Comment: This also is a motherhood objective but
one which warrants continued Secretarial emphasis particula'ﬂy within
DOD so as to minimize procurement costs. .In the area of standardization
within NATO, ISA and DDR&E should continue to’have action. Standardiza-
tion of equipment within DOD calls for action by DDR&E and the Deputy
Secretary of Defense.)

- Improve the physical security of nuclear weapons through further
site consolidation. (Comment: Some consolidation already has occurred

and more can be achieved. The Assistant to the Secretary of, Defense , . .

for Atomic Energy working with the Joint, Staff has action in this area
but progress will continue to be slow unless you show an inte’'rest in
this area.)

- Increase total force readiness through improved manpower and force
mobilization planning and management. (Comment: This objective’ is
related to the total force study and indicates an area where our planning
tends to be outdated.or deficient. For example, Bill Brehm indicates
that he has found mobilization planning for European reinforcement to
be very cursory. M&RA in conjunction with the Joint Staff should have
action in this area.)

Management

- Reorganize DOD intelligence assets and procedures to make them
more responsive to the decision-maker; (Comment: ‘Deputy Secretary
Ellsworth will be providing recommendations to you on this matter.)
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- Continue.0SD headquarters review with the objective of reducing
- the. size and decentralizing the functions of the OSD headquarters.
(Comment: M&RA has an ongoing study in this area and will be provid-
I Nng recommendat ions to you .)

- improve the whole PPBS process with particular emphasis on a
review 0of JSOP contributions and the PBD process. (Comment: It may
be desirable to review the entire planning, programming, and budgeting,
system‘to determine whether it meets the needs of the decision-makers
and’whether it contributes to sound fiscal management. In addition,
it should be reviewed in connection with the new budget committee
process in the Congress. The utility of the JSOP contribution is a
perennial question, particularly in view of the manpower resources
devoted to it.” This should be an action area for PA&E, Comptroller,
and the Joint Staff.)

- Improve the weapons acquisition process through changes to the
DSARC procedures. (Comment: A continuing review of this process, is
desirable. It may be useful, for example, to add to the DSARC procedure
a requirement for a “devil’s advocate” challenging of weapons systems.
As you may know, the Army and Navy instituted materiel acquisition re-
view committees a year or two ago in order to improve the acquisition
process and to eliminate outmoded facilities as well as operations. It
may be desirable to see what has been accomplished to date and to renew
the stimuli for further progress.) Ll

Congressional Relations

- Enhance Congressional support of defense programs and at the same
time reduce their involvement in and’constraints on the detailed manage-
ment of DOD. (Comment: The first part of this objective.is a motherhood
one but the second part dealing with constraints is an objective which
will require careful action. Legislative Affairs and the Comptroller
can assist in identifying areas where restraints continue to work a
. hardship for the Department and increase costs.)

- Improve coordination of DOD relationships with defense related
Congressional,committees. (Comment: This also is a motherhood objective
but the new element involves the budget committees and the need for the
Department to develop an effective working relationship not only with the
budget committee staffs but also the Congressional budget office. LA and
the C)ompf:r_oller can undertake action in this area, in conjunction with
PA&E.

MG Wi ckham/c¢cb
Feb 76



OFFICE OF THE SECRETARY bF DEFENSE
WASHINGTON, D.C. 20301 =~ *

13 January 1976

OIRECTOR OF KET ASSESSMENT

MEMORANDUM FOR MAJOR GENERAL WICKHAM

SUBJECT:  SecDef Objectives

This list may not respond tothe SecDef's needs. First, while
most objectives are valid for the Departnent sone are unattai nabl e
in the near term and sone are not effectively phrased as gui dance
(e.g., a national "naval policy"; valid criteria for readiness).
Second, the listed objectives do not reflect the perspective of
the SecDef--the type of issues he hinmself should be spending tine
t hi nki ng about .

Several types of lists could be constructed:

1. A "worksheet" for the SecDef's senior subordi nates.
Many of the itens here woul d be appropriate objectives ¥

for the ASD level, and the list could be augnented for

t hat. purpose and refornmulated to provide better guidance.

2. A brief list of a half dozen clearly defined topics
upon whi ch the SecDef would actually spend his own tine
and which could reap benefits within the year.

3. A brief list of broader issues which are of paranount
| nportance to-national defense but whi ch woul d not show
significant progress in the next year.

I f 1 were;Sending a meno to the Secretary, |'d suggest sonething like
the follow ng:

"Rather than tasking yourself wth personal objectives which
woul d require months of narrowly focused research, you should
retain that broad perspective which can be all too easily
lost. Thus, you should consider setting the follow ng very
difficult but necessary objectives for yourself:

1. '"Formul ate an operative and cogent' policy-strategy for

the USto followin the long-termmlitary conpetition wth

the Soviet Union in an era of detente (with all its ambiguities
and expect ed budgetary pressures). '




2. Fromyour perspective in formulating sudh a
strategy, evaluate defense/service prograns and
proposals in the context of the |ong-term compe-

tition. | n particular, encourage those prograns
whi ch seek to develop or enhance distinctive US,

“mlitary conpetence, or which exploit expected
persistent and long-term Soviet vulnerabilities.

" In short, encourage the department to be a clever
and nore efficient conpetitor with the Soviets.

3. Strive to develop within the Congress a broad
base of national support for conpeting with the
Soviet Union over the long haul. Do this in order
tosupport the energence in the Congress of a
reasonably congruent point-of-view with respect to
def ense issues.

4, Accelerate progress within the departnent toward

| mpl enenting the national policy on the use of nuclear
weapons arned at increased control of escalation and
termnation of nuclear conflict at the m ninmum possible

| evel . " -

*

If the list is only to guide the ASDs, sonme objectives could be
stated in more specific terms, and additional objectives m ght

be added. Also, objectives should be reorgani zed under headings
for the responsible ASD's. | think the nbst useful -objectives
state sone basic goal and then a general neans to achieve that.
Sone effort has also been nade to nmake these unanbi guous in sone
cases. The manpower objectives are good in this respect; however,
those, for intelligence, naval policy and sone other area&should

be rewitten. For'exanple, the intelligence goal suggests too
strongly that responsiveness is linked to reorganization; the
problems in intelligence are nore complex than that. Also | doubt
“that changing t he DSARC procedure will result in nmajor inprovenents
in the acquisition process. The problenms are nore profound and

| argely uninvestigated in ny view a current and continuing scandal .

All in all the list has too much the character of the SecDef ordering
the ASD's to do what they already are doing or want to do.

ANDREW W MARSHALL
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Sec Def Objectives

Manpower and Support

- Implement policies and initiatives to minimize military personnel

turnover and reassignment turbulence.

- Devise a more effective compensation system and associated means
for annual adjustments.

- Obtain passage of legislation to reduce out year military retire-
ment costs and to provide a more effective retirement compensation
concept.

- Reduce training costs and overhead personnel through tightening
and consolidation of training programs and facilities.

- Establish procedures to control military and civilian grade
structure, Develop a five-year plan to reduce grade structure.

- Enhance equal opportunity by setting and meeting specific goals in
the‘recruiting of women and minority personnel in executive positions.

-

3
»

Policy and Missions

- Get an agreed national policy on-the missions, size and config-
uration of the U.S. Navy.

- Get an agreed national policy on defense planning related to the

PRC.

- Conduct a comprehensive review of foreign military sales policies,
organization and assignment of personnel.

Improved Effectiveness and Efficiencies

- Improve unit and force readiness for both active and reserve forces
and develop more valid criteria for measuring readiness.

- Improve standardization of equipment among the Services and with
our NATO allies.

- Improve the physical security of nuclear weapons.through further
site consolidation.

- Increase total force readiness through improved manpower and force
mobilization planning and management.




Management

"

-~ Reorganize DOD intelligence assets and procedures to make  them
more responsive to the decision-maker.

y - Continue OSD headquarters. review wi th the objective of reducing
the size and decentralizing the functions of the OSD headquarters.

> - lmp'rove- the whole PPBS process with particular emphasis on a
' review of JSOP contributions and the PBD process.

S - Improve the weapons acquisition process through changes to the
DSARC procedures.

Congressional Relations

o - Enhance Congressional support of defense programs and at the same
time reduce their involvement in and constraints on the detailed
management of DOD.

- Improve coordination of DOD relationships with defense related
Congressiona 1 committees.
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MEMORANDUMMFOR COL HOWARD GRAVES

Howie: h,

Attached is a‘“revision of your SecDef Objectives Tist. Sully and I
have both been ovex it. As a result, I have reduced the 1ist from 20 to
17 items by deleting four, combining two into one and adding two new ones.
The deletions are:

* Personnel turb&{ince
* DSARC process “ax
* R& Interdependence \%
* Management of contracfxﬁdm1n1strat1on
It was my view that some of thé e were either beating a dead horse or

were just not worthy of being SecDe® objectives, even though they might be
worth doing. .

I combined readiness for active and ngserve forces because I think they
are basically the same problem. The two 'Wew ones have to do with policy
on the Navy and planning with regard to ﬁEER I also added the thought of
getting the Congress out of our kn1ckers topne of your original objectives.

As a final point, I also reorganized the 1i%t and put them under five
aggregate headings which you may or may not find, helpful.

Thanks for the opportunity to comment. I hope the changes are useful
to you. ‘ .

John D. Christie
Attachment “NK




SecDef Objectives

Manpower and Support
- Develop a more effective system of military compensation.

Identify methods of muting the escalating costs of military retire-
ment and insuring passage of the necessary legislation.

Improve management of Defense civilian personnel.

Enhance equal opportunity by breaking the recurring pattern which
finds women and minorities concentrated in lower grades and nearly
absent from higher grades.

Tighten up and justify the linkage of the support structure to
the forces.

Reduce training costs through consolidation of service training programs.

Policies and Missions
- Get an agreed National policy on the missions, size, and configuration

of the U.S. Navy.

Get an agreed National policy on defense planning related to the PRC.

Conduct a comprehensive review of foreign military sales policies,
organization and assignment of personnel.

Improved Effectiveness and Efficiencies
Improve unit and force readiness for both active and reserve forces

and develop more valid criteria for measuring readiness.

Improve standardization of equipment among the Services and with our
NATO allies.

Improve the physical security of nuclear weapons through further
site consolidation.

Management
Reorganize DoD intelligence assets to make them more responsive to

the decision makers.

Continue DoD headquarters review with the objective of reducing the
size and decentralizing the functions of the Washington headquarters.

Improve the whole PPBS process with particular emphasis on a review
of JSOP contributions and the PBD process.

Congressional Relations
Enhance Congressional support of Defense programs and at the same
time reduce their involvement in and constraints on the detailed

management of the DoD.

Improve coordination of DoD relationships. with pefense-related
Congressional Committees.



OFFICE OF THE SECRETARY OF DEFENSE
WASHINGTON, D.C. 20301

7 JAN 1976

MEMORANDUM Ebg MGEN JOHN WICKHAM

%
I have reviewed _vour proposed list of Sec Def objectives. At the
outset I think tha¢ you have entirely too many on the 1ist that are
incapable of being accomp11shed within a year, and I think it would
be very advisable to:xfocus Sec Def attention only on those items
which can be accomplished within the next 12 months. If at that time the
Republicans return an Administration to office then some of the
other objectives would bg applicable. For the Secretary to attack a
problem on which he can "out waited" I believe would be counter-
productive. I have p]ace vcheck marks by those I believe worthy of
his attention and which might be able to be completed within one year.
I have marked up others with' 'my questions and comments. In addition
I have added five which I think are worthy of consideration. As Col Graves
has mentioned, many of these are in the current MBO Program and others
are under active prosecution by ‘various people in 0SD. It would be
nreferable if Sec Def could focus %h1s attention on those with no
current "sponsor". %\

V@{y respectfully,
%

WA Ca

KENNETH M.%CARR

Rear Admirgxi USN

Military Assistant to the
Principal De%gty Secretary of
Defense '

P. S. If the above is not what you had in mind, senda1t back and
I'T1 work it further.

't";
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SecDef Objectives
\/- Reduce personnel turbulence through stabilizing command tour lengths

and reducing the PCS and training pipeline. (w.h
- Develop a more effective system of military compensation. . cnh'%&w

_. Py e |
- Continue p@b’headquarters review with the objective of’ reducmg the el ?

size and decentralizing the functions of’ the Washington headquarters.

~ ldentify methods of muting the escalating costs of military retirement
and insuring ‘passage of the necessary legislation.

- Reorganize DOD intelligence assets to make them more responsive to ﬁ}\”",ﬁ:
the dec i s i.on makers . R

- Conduct a comprehensive review of foreign military sales policies,
“organization and ‘assignment of personnel.

= Enhance Congressional support of Defense programs. Ww

- Improve unit and force readiness and develop more valid criteria for ?
e m————
measuring readiness.

- Improve the physical segurlty of nuclear weapons _through further me
site consolidation. «— odl tha w%wu M e 7 ST~

- lmprove the DSARC process.

/;- Improve the budget process with particular emphasis on PBDs.

- Insure that all departmental practices are consistent with theM.JM""L
principles of equal opportunity. :

" = Increase reserve force readiness through improved mobilization planning
and management.

Increase R&D interdependency with NATO allies. L.p-f(\.ar WQ&"“L“M
Improve standardization of equipment among the’ Services and with our
NATO allies.

?

/— Reduce training costs through consolidation of training service programs.
- Reduce grade creep through DOD-wide TDA scrubs. s (o WL R WU

improve management of Defense contract administration by reducmg?
administrative impact of cost accounting practices.

————mp - Improve, coordination of DOD relationships with Defense-related
Congressional Committees.

- Improve management of Defense civilian personnel. ? eng \|I N 2
- (over) MR P i
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SecDef Objectives

1 - Implement }qew policies and initiatives recently approved by the Deputy
~ Secretary t® minimize mi 1 itary personnel turnover and reassignment
turbulence.

1y

%
2 = Find the true cost and estimate the benefits to mi 1 itary members of al 1
direct and ind\i\_rect elements of total military compensation. Devise a
more effective compensation system and associated means for annual
adjustments. (Quadrennial Review of Mi litary Compensation = QRMC)

N
Develop and implement a reorganization plan for OSD/OJCS. Determine
impact on lower headauarters organizations. Develop plan for reducing

Washington area support.
,

A &)
1

\
L - Obtain passage of legl.,slation to reduce outyear military retirement
costs and to provide a";\more effective retirement compensation concept.

5 = Within the framework of ‘the comprehensive reorganization of OSD/OJCS
Implement a plan to devel'pp and reorganize DoD intelligence programs
and procedures to make them more responsive to the decision-makers.

6 - Conduct a comprehensive rﬂeyn‘izew of foreign military sales policies,
organization and assignment of personnel.

. '\
/ = Develop stronger Congressional:support for Defense programs.

5,
1

8 -~ Improve unit and force readiness'.and develop more val id criteria for
measuring readinesss. N

Indifferent

i

Rt

9 - Improve the physical security of nuclear weapons through further site
consolidation. A

LY
1

10 - Improve the weapons acquisition process through changes to the DSARC
consistent with the reorganization of 0§/OJCS.

11 = Integrate the annual planning and budgeting process to prevent major
disconnects between the annual planning cycle culminating in
approved Service POMs, and the annual PBD\cycle culminating in the
President’s Budget. \

12 - Set and meet specific goals in the recruiting,of women and minority
representatives in executive positions.

w
|

Increase total force readiness through improve
mobilization planning and management.

manpower and force

14 = Increase R&D interdependency with NATO Allies.

ices and with our

ndifferent

15 - Improve standardization of equipment among the Ser
NATO Al 1 ies. i

16 -~ Reduce training costs and overhead personnel through tightening and
consolidation of training programs and facil ities.

Q ! ceims Input




Indifferent
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17 -~ Establ ish procedures to control mi 1 itary and civi 1 ian grade structure.
Develop a five-year plan to reduce grade structure.

18 -~ Improve management of Defense contract administration by reducing
administrative impact of cost accounting practices.

19 -~ Improve coordination of DoD relationships with Defense-related
Congressional Committees.

20 »_lmprove-management-of.Defense civillan-personnel.by.the.use.of.grade.

envelopes, merit promotion_budgets,-improved-evalustich-techniquesy
Shd-s—-new-executlvedevelopment.program,.




SecDef(0j ecti ves

- Reduce personnel turbulence through stabilizing command tour lengths
and reducing the PCS and training pipeline.

- Develop a more effective system of military compensation.

= Continue DOD headquarters review with the objective of reducing the
size and decentralizing’the functions of the Washingtonheadquarters.

- ldentify .methods of muting the escalating costs of military retirement
and insuring ‘passage of the necessary legislation.

- Reorganize DOD intelligence assets to make them more responsive to
the decision makers.

- Conduct a comprehensive review of foreign military sales policies,
organization and assignment of personnel.

-~ Enhance Congressional support of Defense programs.

= Improve unit and force readiness and develop more valid criteria for
measuring readiness.

- Improve the physical security of nuclearweapons through further
site consolidation.

- Improve the DSARC process.
- Improve the budget process with particular emphasis on PBDs.

- Insure that all departmental practices are consistent with the
principles of equal opportunity.

- Increase reserve force readiness th'rough improved mobilization planning
and management.

- Increase R&D interdependency with NATO allies.

- Improve standardization of equipment among the Services and with our
NATO allies. BN

- Reducetraining costs through consolidation of training service programs.
- Reduce grade creep through DOD-wide TDA scrubs.

- Improve management of Defense contract administration by reducing
administrative impact of cost accounting practices.

- Improve coordination of DOD relationships with Defense-related
Congressional Committees.

- Improve management of Defense civilian personnel.
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