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. THIS RESPONDS TO TME REAUEST YOU MADE WHEN T SAw YOu FOR MY 5
COMMENT CONCERNING THE FITZMIMH REPORT, AS I MENTIONED TO YO1l, <" o
T THINX THAT GOMEONE SNOULD TAYE A VERY MARD LOO¥ AT IT PRECISELY Z
AND SPECTFICALLY FROM THE VIEWPOINT OF THE PRESIDENT, = ;
2, IN TRYING TO DO THTS MYSELF, I HMAVE IMMEDIATELY CONCENTRATED

#Y ATTENTION ON THME PROPOSALS FOR REORGANTZATION IN THE OPERATIONAL |
CMAIN, MERE T THINX THME EFFECTS WOULD BE VERY BAD INSOFAR AS THE

PRESIDENT*S INTERESTS ARE CONCERNED,

8. BASICALLY, AT THE PRESENT TIME THE PRESIDENT HAS DIRECT
CONTACT WITH THF JCS (CUSTOMARTLY WITH THE CHMAIRMAN IN THEIR
BENALF), ON OPERATIONAL MATTERS, AND THE JCS (OR THE CHAIRMAND
HAVE DIRECT CONTACT WITH THE UNIFIED COMMANDERS. THE PROPOSED
REVISION WOULD TMPATR THIS ARRANGEMENT IN SEVERAL WAYS:

A FIRST, TME PRESIDENT wWOULD BE "LAYERED AWAY" FROM
TME UNIFIED COMMANDERS, THME CMAIN wOULD RUN FROM HIM EITHER
DIRECTLY OR THROUGH THE SECRETARY OF DEFENSE TO THE DEPITY
SECRETARY FOR MILITARY OPERATIONS, THENCE, THE CHAIN wONLD GO TO
AN OPERATIONS STAFF OF ORVIOUSLY DIMINISHED STATURE, DIVORCED
FROM THE JOINT CHMIEFS OF STAFF, AND HAVING A DIRECTOR wHO MIGHT BE
THE CHAIRMAN, BUT IF S0, NOT IN AN EX-OFFICIO CAPACITY., THENCE IT
WOULD RUN TO ONE OF TWO "SUPER UNIFIED COMMANDS,™ AND THENCE,
ALTHOMEH THIS IS NOT oulITE CLEAR, TO THE EXISTING INIFIED COMMANDS,
SOME OF VHICH MIGMT RE AMALGAMATED, WHWERE THE CHAIN NOw HAS TWO
LINYS, WITH THE TOP LINX A DIRECT CONTACT OF THE PRESIDENT wITH THE
JCS ¢ALS0 PARALLELED BY A LINXAGE BETWEEN HIM AND THEM THROUGH THE
SECRETARY OF DEFENSEY TT wOULD MAVE SOMETHING L IXE FOUR LINXS OR
MAYRE FIVE INDER THME NEW SCHEME, BETWEE® THE PRESIDENT AND THE
INTFIED COMMANDERS,
P, REMOVAL OF TME JCS FROM THE CHANNEL FOR MANDLING
OPERAT IONAL MATTERS SEEMS TO ME EXTREMELY UNwISE, THE FUNCTIONS
OF PLANNING AND CONDUCT OF MILITARY OPERATIONS ARE CLOSELY RELATED
TO EACH OTHER, AND TO THE JCS FINCTION OF ADVISING IN THEIR ROLE AS
THE SENIOR MILITARY ADVISORS TO THE PRESIDENT AND THE SECRETARY OF
DEFENSE, PLANNTNG AND OPERATIONS ARE TN FACT THE HEART OF TME
ATTERS ON WHICM TMEY ADVISE. TME JCS BRING A DEEP AND BROAD
YIOWLEDGE OF PROFESSTONAL EFFECTIVENESS AND FEASIBRILITY FOR EACH
OF THEIR SERVICES TO THE MEETING TABLE, AS WELL AS INTIMATE ¥XNOWLEDGE
OF THE PRACTICAL CONSTRAINTS DERIVING FROM DEPARTMENTAL-LEVEL
FROPLEMS, A FIRTHER POINT IS THAT THE CHAIRMAN AND THE JCS HAVE
rwnmze ogt::v;agz ggtg»;rnlt‘:rcwnm-:mmw THEM AND ASSIRE
IMELY AC 4 IN THE HIGHER CONSIDERATION OF OFERATION
;a;'mx?; :ug wggbrg‘;n&gﬂrggﬂ”% DECISIONS, (THIS, I mglrir
! we 1,E4y STRENG
PART ICULAR ROLE OF THE CMATRMAN,) ey ORI L
4, IT “OILD NOT REMEDY THME FITZMUGH PROPOSAL SIMPLY
T0 RE-INSERT THE JCS, BUT CONTINGE TO PRESCRIBE A DEPUTY SECRETARY
OF DEFENSE FOR MILITARY OPERATIONS THROUBK WHOM ALL OPERATIONAL
MATTERS wOULD FLOW, THETR DIRECT ACCESS TO THE PRESIDENT, AND
HI% TO THEM, WIST AE PRESERVED, 4

NOR COULD TME mm:a UNIFIED COMMANDS TAXE OVER THE
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,/// OF MUCH OF THIS "NTTTY-GRITTY" AND IN FACT THE ONLY PLACE aLL THIS
~ \OULD COME TOGETKER UNDER THE FITZHUGH SCHEME 1S RIGHT AT THME LEVEL
OF THE SECRETARY OF DEFENSE, TRYING TO INTEGRATE THE WORX OF HIS
THREE DEPUTY SECRETARTES. THE SERVICE CHIEFS AT THME PRESENT TIME
HAVE A PROFOIND AND FIRST=HAND XNOWLEDGE OF THE PRESIDENT®S DECISIONS
AND POLICTES REGARDING THE BUDSET, MANPOWER, ETC,, WHICH NO \
INIFIED COMMANDER CO'LD MATCH,
6o T THINX A MORE FRUTTFUL LINE OF ENDEAVOR IS TO STRENGTHEN
THE FUNCTIONS OF TWE CHMATRMAN TN THE TwO AREAS I MENTIONED ABOVE,
AND TO PUSH ON WITH THE SMIFT OF OPERATIONAL PLANNING AND SUPERVISION
TO THE JOINT ARENA BY STRENGTHENING THE ROLE OF THE JOINT STAFF, =
CITTING A FEW MORE OF THE APRON STRINGS THAT TIE THEM TO THE SERVICE . % .|
STAFFS AND MAKING A SIGNIFICANT, THOUGN NOT RADICAL, CHT IN THE } ,L;.; Y
ROLE AND THE SIZE OF THE SERVICE STAFFS THAT NOW CONCERN THEMSELVES
(THROUGH THE JOINT MACHINERYY wITH JOINT AND OPERATIONAL MATTERS, THE ©
FROPOSAL OF A DEPUTY SECRETARY OF DEFENSE FOR MILITARY OPERATIONS
SYOULD, IN MY OPINION, BE REJECTED. ALSO, I OUESTION VERY STRONGLY.
THE IDEA OF SINGLE, GREAT TACTICAL.COMMAND, AND HAVE CONSIDERABLE -
DOURT APOUT THE FEASTBILITY OF A SINGLE STRATEGIC COMMAND. IF THE -
LOG ISTICS COMMAND WERE ESSENTIALLY A GATHERING TOGETHER OF THE -
¥ILITARY ATRLIFT COMMAND, THE MILITARY SEALIFT COMMAND aND .~ =
MTMTS, IT MIGMT HAVE SOME USEFUL POSSIBILITIES, ALTHOUGH I wOULD
YAVE TO KNOW MORE AROMT IT THAN 1 DO TO HAXE A JUDGMENT ON IT,
BEST REGARDS ‘ g3
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coqire o THIS RESPONDS TO THE REQUEST YOU MADE WHEN I SAW YOU FOR MY § -
COMMENT CONCERNING THE FITZHUGH REPORT. AS I MENTIONED TO YOU, 4
I THINK THAT SOMEONE SHOULD TAKE A VERY MARD LOOK AT IT PRECISELY ) e
/ AND SPECIFICALLY FROM THE VIEWPOINT OF THE PRESIDENT, - N T
¢ 2: -oN TRYING TO DO THIS MYSELF, I HAVE IMMEDIATELY CONCENTRATEDN, '
/ MY ATTENTION ON THE PROPOSALS FOR REORGANIZATION IN THE OPERATIONAL
[ CHAIN, HERE I THINK THE EFFECTS WOULD BE VERY BAD INSOFAR AS THE & 0§ TNy
/  PRESIDENT'S INTERESTS ARE CONCERNED. :' .
! 3« BASICALLY, AT THE PRESENT TIME THE PRESIDENT MAS DIRECT ke WS
CONTACT WITH THE JCS (CUSTOMARILY WITH THE CHAIRMAN IN THEIR S g
SEHALFY, ON OPERATIONAL MATTERS, AND THE JCS (OR THE CHAIRMANY . . =
HAVE DIRECT CONTACT WITH THE UNIFIED COMMANDERS. THE PROPOSED ? e b
REVISION WOULD IMPAIR THIS ARRANGEMENT IN SEVERAL WAYS: | ik
Ae FIRST, THE PRESIDENT WOULD BE “LAYERED AWAY™ FROM ‘ i
THE UNIFIED COMMANDERS. THE CHAIN WOULD RUN FROM HIM EITHER |
DIRECTLY OR THROUGH THE SECRETARY OF DEFENSE TO THE DEPUTY ‘ LA
SECRETARY FOR MILITARY OPERATIONS. THENCE, THE CHAIN WOULD GO TO . \

AN OPERATIONS STAFF OF OBVIDUSLY DIMINISHED STATURE, DIVORCED 44!
FROM THE JOINT CHIEFS OF STAFF, AND HAVING A DIRECTOR WHO MIGHT BE sl
THE CHAIRMAN, BUT IF SO, NOT IN AN EX-QFFICIN CAPACITY. THENCE IT 5
WOULD RUN TO ONE OF TWO “SUPER UNIFIED COMMANDS,™ AND THENCE, ‘
ALTHOUGH THIS IS NOT QUITE CLEAR, TO THE EXISTING UNIFIED COMMANDS, '
SOME OF WHICH MIGHT BE AMALGAMATED, WHERE THE CHAIN NOW HAS TWO : |
LINKS, WITH THE TOP LINK A DIRECT CONTACT OF THE PRESIDENT WITH THE : ‘
JCS (ALSO PARALLELED BY A LINKAGE SETWEEN HIM AND THEM THROUGH THE W
SECRETARY OF DEFENSE) IT WOULD HAVE SOMETHING LIKE FOUR LINKS OR ' i

| MAYBE FIVE UNDER THE NEW SCHEME, BETWEEN THE PRESIDENT AND THE

| UNIFIED COMMANDERS, ' ;

B« REMOVAL OF THE JCS FROM THE CHANNEL FOR HANDLING : t
OPERATIONAL MATTERS SEEMS TO ME EXTREMELY UNVISE, THE FUNCTIONS ; ity |
OF PLANNING AND CONDUCT OF MILITARY OPERATIONS ARE CLOSELY RELATED - o it |
TO EACH OTHER, AND TO THE JCS FUNCTION OF ADVISING IN THEIR ROLF AS
THE SENIOR MILITARY ADVISORS TO THE PRESIDENT AND THE SECRETARY OF
DEFENSE, PLANNING AND OPERATIONS ARE "IN FACT THE HEART OF THE . @ o b S
MATTERS ON WHICH THEY ADVISE. THE JCS BRING A DEEP AND BROAD e G
KNOWLEDGE OF PROFESSIONAL EFFECTIVENESS AND FEASIBILITY FOR EACH = i aeigds
OF THEIR SERVICES IO THE MEETING TABLE, AS WFLL AS INIYMATEUKNﬁwLEDGETﬂjAfr”“

OF THE PRACTICAL CONSTRAINTS DERIVING FROM DEPARTMENTMA~LEWEL . - aoop NAED
, PROBLENMS. A FURTHER POINT IS THAJ~THE CHAIRMAN AND THE JC8 HaVE . . " i ety
. —7WORKED OUT WAYS IN WHICH WE CaN RESEUT THEM aND &SSURE © 0 o Wihaes
TIMELY ACTION BOTH IN THE HIGMER COMSIDERAT ION OF OPERATIONAL o G
- MATTERS AND IN THE IMPLEMENTATION OF DECISIONS., (THIS, T MIGHT ' £ Hie ot
SAY, IS A TREND THAT SHOULD CONTINUE == I+Esy STRENGTHENING THIS T
PARTICULAR ROLE OF THE CHAIRMAN.) : . osiel ' L fyw
4. IT WOULD NOT REMEDY THE FITZHUGH PROPOSAL SIMPLY £l SR R |
T0 RE-INSERT THE JCS, BUT CONTINUE TO PRESCRIBE A DEPUTY SECRETARY R
DEFENSE FOR MILITARY OPERATIONS THROUGH WHOM ALL OPERATIONAL e L i
WATTERS WOULD FLOW. THEIR DIRECT ACCESS TO THE PRESIDENT, AND %
HIS TO THEM, MUST BE PRESERVED. :
5. NOR COULD THE SYPFER UNIFIED COMMANDS  TaK
JCS FUNCTION OF DELIBERATION, WMICH NO! i
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PRACTICAL CONSTRAINTS DERIVING FROM DEPARTMENTAL~LEVEL 3
ggOEEEMS. A FUSTHER POINT IS THA HE CHAIRMAN AND THE JCS HAVE _
—~7WORKED OUT WAYS IN WHICH HE CAN RESENT THEM AND ASSURE
TIMELY ACTION BOTH IN THE HIGHER CONSIDERATION OF OPERATIONAL
MATTERS AND IN THE IMPLEMENTATION OF DECISIONS, (THIS, I MIGHT
" spY, IS A TREND THAT SHOULD CONTINUE == IsEey STRENGTHENING THIS
PARTICULAR ROLE OF THE CHaIRMAN.) |
4. IT WOULD NOT REMEDY THE FITZHUGH PROPOSAL SIMPLY " ’
TO RE-INSERT THE JCS, BUT CONTINUE TO PRESCRIBE A DEPUTY SECRETARY -
DEFENSE FOR MILITARY OPERATIONS THROUGH WHOM ALL OPERATIONAL _
ATTERS WOULD FLOW. THEIR DIRECT ACCESS TO THE PRESIDENT, AND )fyj
HIS TO THEM, MUST BE PRESERVED. “ e A

5. NOR COULD THE SUPER UNIFIED COMMANDS TAKE OVER THE o §

JCS FUNCTION OF DELIBERATION, WHICH NOV BRINGS TO BEAR & O
 THE COMPLETE RANGE OF MILITARY FACTORS == OPERATIONAL, ADMIN= . ey
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OF MUCH OF THIS "NITTY-GRITTY™ AND IN FACT THE ONLY PLACE ALL THI
WOULD COME TOGETHER UNDER THE FITZHUGH SCHEME IS RIGHT AT THE LYVEL ¢
OF THE SECRETARY OF DEFENSE, TRYING TO INTEGRATE THE VORX OF HIS !Q
THREE DEPUTY SECRETARIES. THE SERVICE CHIEFS AT THE PRESENT TIME - - % i
HAVE A PROFOUND AND FIRST~HAND XNOWLEDGE OF THE PRFSIDENT'S DECISIONS. .

AND POLICIESﬂ | R %
) EGARDING THE BUDGET, MANPOWER, ETCs., WHICH NO W
UNIFIED COMMANDER COULD MATCH, - ! « Ty ¥

6. 1 THINK A MORE FRUITFUL LINE OF ENDEAVOR IS TO STRENGTHEN.

THE FUNCTIONS OF THE CHAIRMAN IN THE TWO AREAS I MENTIONED AROVE,
AND TO PUSH ON WITH THE SHIFT OF OPERATIONAL PLANNING AND SUPERVISION .
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TO THE JOINT ARENA BY STRENGTHENING THE ROLE OF THE JOINT STAFF, &
—= CuTTING A FEY MORE OF THE APRON STRINGS THAT TYHE THEM TO THE SFRVICE

STAFFS AND MAKING A SIGNIFICANT, THOUGM NOT RAﬁICAL  CUT IN THE .
ROLE AND THE SIZE OF THE SERVICE STAFFS THAT NOW CO&CERH THEﬁ$ELVES
(THROUGH THE JOINT MACHINERY) WITH JOINT AND OPERATIONAL MATTERS. THE oy

ﬁgtPROPOSAL.gii A DEPUTY SECRETARY OF DEFENSE FOR MILITARY OP

SHOULD, IN MY OPINION, BE REJECTED. ALSO, I QUESTION VERYEgégéggiY
THE IDEA OF SINGLE, GREAT TACTICAL COMMAND, AND HAVE CONSIDERARLE
DOUBT ABOUT THE FEASIBILITY OF A SINGLE STRATEGIC COMMAND. TF TH
LOGISTICS COMMAND VERE ESSENTIALLY A GATHERING TOGETHER OF THE =

MILITARY AIRLIFT EOMHMHD, ‘ THE ¥ ILITARY SEALT ) s i B e «r
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