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OFFICE OF THE SECRETARY OF DEFENSE VS s g
WASHINGTON 25, D. C. i U/‘;)&/J/

8 May 1961

MEMORANDUM FOR THE DIRECTOR, CENTRAL
INTELLIGENCE AGENCY

SUBJECT: John Warner!'s Study on ""Organization for
Special Situations!''

John Warner, Lt. Col., USAFR, recently com-
pleted his two-weeks active duty with my office. It
was a pleasure to have him on the staff, and his con-
duct and performance impressed those with whom he
dealt on the Secretary's staff most favorably.

I have inclosed as of possible interest to you the
interesting paper on "Organization for Special Situations"
which Lt. Col. Warner prepared during his tour of duty.

S'a

EDWARD G. LANSDALE
Brigadier General, USAF
Assistant to the
Secretary of Defense
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I. PROBIEM: To consider certain orgsnisational aapects vithin DD
relating to the handling of Bpacial situations such as
Cuba and Isos.,

II. GENERAL:

A. We bhave seen that, while absolutely essential as it may be to
prepare to fight a muclear war or even a conveational limited war (witn
mmmemmmmmm), ve may still lose the ultimate
victory simply for failwre successfully to vage “peace” in the Compmunist
versicn. Perhaps there is no detter WAy %0 express this problem than to
uge the words of President Kennedy of April 20, 1961.

"Twlmgmnnﬁndwwwmtim
military needs, on srwies prepared to cross borders or
missiles poised for flight. Now it should be cleaxr
that this is no longer snough -~ that our security may
be loat plece by plece, country by eountry, without the
firing of a siogle misgile or the crossing of & single
border,

*We intend to profit froam this lesson. We intend
tam—mmdmﬁentmrnrmotmkim, our
tactics and our institutions here in thig commanity. We
intend to intensify ocur efforts for a struggle in many
ways wore difficult than wvar."

B. mwmmmmtummzmsumﬂthm
its wemlth, resources, and pover cannot defeat, or prevent the establish-
mta!,awﬁmmmmwymnw,mmm
is no hope for the future. Mumtm.lmusm, realigning
them as necessary to meet this threat vhich 1anotnew'butwh1chisbemg

mwmmsmuwarermmuummmmﬂw

weapons ,
subversion, diplomatic action, threat of military force s 8uerrilla activi.
ties, political action, aconomic aid, and the rest. It must be recognized
that the problem we face does not compartsent iiself? into nsat segments
repregentative of the jurisdietion of those U, 8. departments and agencies
having responsibilities to counter the threat.

1. mthhatthcnmbetMlyimm effort
of all agencies of the U. 8. Govermment, utilizing to the fullest
the capabilities of each, daveloping new uses for some of these
existing capabilitiens or creating new tools, 1f necesgary.

IATA Y TIM AT o
ROMOAUTONATIO
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2. In the blending of the efforts of the interested agencies,
narrow jurisdictional lines of responsibllity tend to be blurred.
What is strictly military as oppossd to the political aspects? How
can one disassociate the propaganda impact of ailitary moves or
politicel actions? Allocations of jurisdiction based solely on the
distinction betwsen overt and covert will deserve particular
attention. Proper applications of overt assets can be covert s OF
rossibly more accurste "pleusibly deniable” or "non-attributeble”.

C. Past efforts to arrive at an organisationsl solution on the
uational level attempted various approaches utilizing the NSC and its
Flanning Board. The 5412 Oroup was established to give policy approvel
to covert activities of CYA in support of the cold way. specifieally in
countering covertly Cammunist activities on a world-wide dmsis. The
defunct OCB was another affort at effective inter-agency ¢oordination.

At the working levels in the various agencies there were extensive efforts
at coordinstion and mutual support. Nome of this answewed the gquestion
of "Who below the Prenident himself is {n commnd and vho is responaible?
This guastion becomes tramendously important in times of erisis with the
accampanyling acceleration of actions and decisions. The emphiasic was on

a mechanism for achieving full participetion in arriving at & Joint policy
but left unanswersd the problem of a mechanism for Joiot implewentation.

D. Awvallable vithin the Department of Defense there is no lack of
knowledge of the nature of the enemy. Throughout the country, in the
interested agencies of the Executive  ranch snd within the Department of
Defense, there is vhat appears to be a groundswell of recognition of the
seriousness of that part of the Commmist threat which utilizes subversion 3
infiltration, propagands, guerrilla warfare, and other means short of
organized warfare. 'Accompanying this is the further apparent recognition
that the U. 8. must 40 more to counter this type of threst, utilizing
ﬂmmWormmhmmﬁmc@eﬁmmecm
at hand. In fact, these tachniques are well understood by some in the
Depexrament of Defense and have been for a long time. We pee new studles
such a3 the Ad Eoc Study Group Beport entitled, "Counter-Guerrills
Warfare" spproved in August 1960, and the more recsnt one by the Policy
Planning Council of State entitled, "Counter-Guerrilla Operations.” The
sasential pointa of these and many othars were fully explored in WSEG 17
entitled, "limited War" prepared in 1956 and WEEG 29, both of which dealt

without employing military forces in the couventicmal sense. We have
alsc had abundant exparience in countering this type of threat. We have
only to liet the faflures and successen in this regard to establish that
@e should know the prodlem and the ways of eountering it - Malays,
Fhilippines, Indo-Chine, China Meinland, Imos and Viet Nem. While some
in DOD have recognized the problem and heve known 1% thoroughly, there
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has been an insbility within DOP to tranalate this knowledge into action
in order to derive appropiste organiszations with policies to meet this
threat successfully. WVhile organization will not of itself provide the
ansyer to all problems, the existing structure, primarily organised a
plan for and wage & war, if necessary, has not brought to besar the full
welght of ite potential in conducting the "peace”.

ITi. DISCUBSION:

A. Qur ingbility to throw back Communist indirect aggression calls
for coammitting & grewter portion of U. 8. capadilities to the fiay.
Farticularly in the asction Ilelds, such as guarrilla 4raining and direct
support of guasi-military activities, the DOD inevitably will be called
on to 4o more simply because of its greatar potential. In this and
related fields, other agencles of the government are strained to the
limita of their capmbilities. Some redirection of effort, of courss, is
always possible, dbut in sheer size DOD raemaina the giant; e.g., in termn
of pecple alone the ratio between DD and CIA {8 in an order of magnitude
Qf QQQ-I..

1. Greater use of DOD will eall for comtinued recognition that
such activities are truly spaclial and their objectives different in
concept than in a war. At times the methods and procedures will be
unorthodox and not in sdlitary manualis. There will Pe a full inter-

twining of political and miiitary considerstiona. In many situations

thers vill be requirements for total security of a mature not
generally appreciated. On the othor band these concepts are not
unknown ¥ithin BOD smd no other agency has a monopoly on security,
ingenuity, and clandestine lmow-hov.

2. Pertinent to DOD in this respeot is the current review of
pera-militery activities of the U. 8. Govermment. In that review
it is almost & cortainty that an examination will be made of
whether CIA is or ever will be sguipped tc cosduct an operation of

a military character sgainat an entrenched Commmizt regime equipped

with a plentiful supply of armements. It is & reasomable sstimatc
that the future will disclose a larger rcle for DOD whether it be
one of closer support of & specific CIA operation or & new role of
hevipg coamand resporsibility for such an operation.

B. The recently spproved Critical Areas Board and the Task Force
concept 1s & new approach in attempting to marshall the assets of the
agencies concerned. Selection of the Deputy BSecretary of Defense as the
Task Force Compander for Viet Num ansvers many of the criteria which
should be followed in any selection of & DOD repreaentative to be & Task
Force Commander. Such & person should be of suffiecient renk and stature

&
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to enjoy the respect of participating agencies and to commend the fuil
cooperation of DUD coaponents. Organismationally, such person should be
easily accessible to the Secretary of Defense since the objectives of
the Task Force will have political fmplications of sufficient importance
to be of dsily concern to ‘the Secretary of Defense and the President.
Wihile depending fully upon the three military sarvices, the JCS, and
ISA, s DOD Tesk Force Commuder should not organizationally be appended
0 any of these, but should be tled dlrwetly to the Secrwtary of Defonsa
or his alter ego, the Deputy Becretary of Defense.

C. The designation of the Assistant to the Becretary of Defense
for certain special activities as the Operations Officer for the Viet Nem
Tusk Force is more than an acknovledgment of that individuai‘s parsonal
experience and intimate association with the avea. Any repragentative
of I0D designated to & Task Force should be closely associsted with the
functicon of that Assistant to the Secretary of Dofense who was placed in
the Secretary’s office in recognition of the wnique nature of the sctivi-
ties for which he is responsible. These require not only the closest
gecurity but alsc expeditious handling with a flexible approech. Another
important factor is the apecial nature and sensitivity of certain of the
activities vhich regquires & focal point within DOD for its reistionship
with CIA and its covert apmrations and clandestine sctivities. The
Assistant to the Secretary and his staff have acguired an intimate koow-
lﬁmdewﬁmh!&M%wﬁﬁﬁuhs@mﬂw
CIA covert operations which would be essential to have availabdle to & DOD
representative on & Yask Force. If future desigrations of DOD represen-
tatives t0 serve on Critical Area Task Forces, whether as member or
Cammander, are tied organisationally to the Deputy Secretsry of Defense,
he by divection then could be associated with the Assistant to the
Mmmwmwmmmmmmm in substantive
know-how in the special operstions field and in obizining secure expedi-
tious staffing ard coor@ination throughout DOD.

B. *mammmdacﬁummmmﬂgmmmaw
mewiber to congider recommending to the Prasident a determination that
there is & Crisis Area imposes & nev respomeibility. What shall be the
criteria for recognizing that an area is in s crisis situation or
approaching 1t? Does & country bave to be in & clear and present danger
of alipping intc Comrnist hands or will same lsaser dogree be the bench
mark? ﬂmitbam@mttharewwbawwmmﬁymrs
atrong tesm effort to sclidify what had been a weak but not yet dangerous
situation? Presusebly, criteria and indicators will have to be
which will be utilized by thoss concerned. Within DOD vhers shall the
reaponsibility reat for this? Where in DOP shall the responsibility rest
for continuous monitoring of the world situstion and mmking recomsendations
te the SBecretary of Dafense to call for a meeting of the Uritical Area
Boarda? Certainly, intelligente is a basic ingredient and ome could con-
sider assigoing such responsibility to the proposed Joint Miltary
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Intelligence Agency. On the other hand the Assistant to the Secretary of
Defenge is intimately aware of existing special operations and support of
CIA covert operations. These probably will be involved in those situations
which would be likely candidstes for considemation as a Critical Ares.

This special knowledge saffords an opportunity for appraisal of events and
potential for action which is more to the point of a determination of
eritiorlity within the Oritiecal Avea Board concept then would an intelli-
gence estimate. Through day-to-day relationships with CIA and State » the
Assistant to the Secretary of Defense is in an excellent position to
formulate recommendstions, utilizing all components of DOD. This respon-
sibility could be carried out with lafringemant upon or adjustment of
existing responsibilities of other DOD components. It is but one step
furtber o require the Assistant to the Becretary to devalop, in coordi-
netion with other DOD elements, the indiocators and oriteris for considering
an aree critical for submission of such criteria to the Critical Area
Boexd for their approval.

E. The Task Force concept, except for the fact that it has s
Commander, might be compared to an expanded Speecial Group (5412) particu-
larly 1f designation of membership is retained at the level of the Deputy
Secretary of Defense, the Under Becretary of 8tate, the Director of
Central Intelligence, etc. Wheress the Special Group gives policy
guidance and approval to covert actions of CIA, the Task Force will give
direction to efforts of all agencies within the planned objectives
submitied by the Task Force to the Preaident for his approval., Under the
fpecial Group, there was no Joint mechanism to implement, or execute policy
approvals. There is considersble evidenee that vhere the action or task
required CIA to utilize mmmmtmmmmw, there
became apperent & definite need for closar collaboration in the form of
scme type of joint CIA-DOD mechanism to sssist in exscution. 'Tis is
particularly directed at the problem of what has been desoxibed as Covert
Denied Limited War, i.s., the application by the U. 8. of force or the
direct support of force by foreign naticnals in such fashion that 1t wa
non-attributable to the U. 8. The curreat Task Force aconcept, vhere it
will bhave such objectives or use such methods » does not provide for or
recognlize the need for auch a mechanism.

i. Fighting a Covert Denied Limited War (wvhich could be called
sub~limited war) does not precisely fit the moid of aither the
profeasional soldier or the professional spy. There are some
individuals in both DOD and CIA who oould be considered Inowledgeable,
To prepere for this type of joint operetion will require considereble
Preparation which should not be left until the crisis i{s here. Utiis~
zation for military puaposes of CIA covert mechanisms inclwding
Propriciary organizations requires some understanding of the techni-
ques. Sheepdipped military personnel should heve sscurity guildelines

H
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for their conduct and personal affairs. On the other hand, since it

is & "war", albeit of &ifferent nature, CIA personnel should be
afforded the opportunity of exercising in this field with professiocnals,
both in the metive sense of commend angd tactics, but also in the
Eilitary logistics approach. A Joint mechanime eptablished now,
preferably within CIA but under command of & autuelly selected military
officer, could prepare doctrine, conduct training, perform resesrch,
mmammramuaw + The group should be smell
with appropriate representation from State and USIA, with rincipal
staffing from DOD and CIA. Ist this group work togsther learning each
other's language, getting exposed to the administrative and ccordination
procesees of their respactive agencies. The participenta would gain

on behalf of their regpective adgencies a better perspective of the
capabllities and limttations of the other departments. The sum of

this group could well excesd the total of its varicus parts.

2. For the operation of a Task Force for a critioal area the
nature of the objectives should de extmined with the methods of

exacution of the assigned tagks. Such a md:ianin, for the period of
erisis, could perform & valuable rols in the relationship between the

lesrned the advantages of s Joint staff ss opposed to the veaknesges
of eoordination.

3. In view of the sheer size and complexity of the DOD structure,
the XD repregsentative may find it desirable to asteblish an intra-DOD
task force to sesist him with his responsibilities. Probably there
would be included representatives of the JC5, ISA, the military
services, and the Assistant to the Becretary of Defense for certain
specialized activities. It ie to be mssumed however that the DOD
Task Force repeesentative, even if he is the Commardar, will utilize
existing elements of DOD to the fullest for staff support thue aviiding
the necessity of establishing any nev DOD organizational unit which

watch operation, particularly 1f ammed violence and fast moving actions
are involwvad.

F. Intensified efforts should be made within ell appropriate cumponents
of DOD to review, study, end adjust the exieting capabilities of all typea

te the end of focusing more streugth on the threat of Communist indirect
aggression. The military servicas » the JC3, ISA and vosaibly others should

Approved For Release 2003/02/27 £ CIA-RDP80B01676R000800040043-5



Approved For Release 2003/02/27 : CIA-RDP80B01676R000800040043-5

e directed to study thoroughly tals question maikipg whe results known Lo
the Secretary of Defense. Adjustments of missions of specific components
or units snd increases in Yunds to suppors promising new avenues of
exployation should receive special attestion for recammendation to the
secretary of Defense. There may pe now uses for existing agsots or it
may be nacessary o modify or create new anits within DOD. As an exmmple,

broadened scope for full current utilization of the Special Forces in
training of indigenous forces or in actusl operstions. While the Assistant
%o the Secretary of Defense for certain special activities bag a current
role in these matters, he should re-double his effort at stimulation

promise in this regard by utilising the staff strength within JCS for
yosearch and study, particularly on questiona such as the policy aspects
of DOD special operations.

G. The importance of the present responsibilivies of the Assistant
to the Secretary of Defeuse for certain special activities cannot be over-
emphasized. World eventa and the Critical Ares Tesk Force concept glve
added significance to the importance of the function. The inevitable
inereased role of the NOD in special operaiions pointa up the growth of
this responsibility for ths future. Al to this the current designation
of the Assistant to the Secrelary as Operations Officer for the Viet Nan
Tagk Force and then consider the possibility of one or two more Critical
Avea Tesk Yorces end one is forced to look at the guestion of seturaticn
of the office and whether there 1is sufficient depth. With only & total
of five professionals sod having in mind certain contemplated changes, &
conclusion is resched quiokliy. Grented the desirability of & small well-
knit group, aod particulsrly so where the subject matter is always

“gpecial”, there should be more depth tut certainly with quality sainteined.

Possibly, for & crisis situation, additional people could be datatled but
neverthelese there should be a modest mugmentation of ibe staff oz &
permanent basis 80 that full familarity can be gained of the special

pature of the problems and the different staffing techniques utilised.
Three to flve additional senlor professiocnals would permit more flexibility
for possidble fleld trips and would provide required depth in avent of
{liness of key individuale.

H. Mmmwm,amummmxmmlma
plan, including gbjectives and funding, for approvel by the President.
mameorm;umtwmuuwmﬁumum
the case. In the past, and poobably the future, the question of funds
nas been an obstacle in moving forward special operations. Policy approval

T
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hes often been obimined, for exmmple, for CIA to go forvard with substantial
support from BOD, But often neglected is the guestion of who pays and from
vhat source are funds availabls. Thus, while policy approvals bave been
granted the implewentation has been hampered. A portion of this problem

1s undoubtedly a question of administretive procedures and lack of knowledge
on the part of some individuale. In other cases, it ias aimply & gquestion
of there being no funds available. Since in many situations it is
impoesible to foresee the events vhich will require the expenditure, thore
will have been no opportunity to inelute funds for the situation in the
pormel budget process. True, thers is always some slack, but eventually
there are emergency actioms for vhich there are no funds. A request for
supplemental appropriation by the Congress 1s the normsl answer, but there
will remsin some situations vhere neither time nor security permdt this
approach, It is also true that at times, Emergency Funds avallable to the
President bave been utilized. Considermtion should be given to requesting
the Congress to appropriate funds on & po-year basis to DOD as & Reserve
for Emergencies to de axpended in ‘the f1eld of fApecial Operations and
counter-msasures o Commnist indirect aggression. These funds should,

of eourse, be handled most carefully and be limited 1o new and unforeseen
sitwations. Possibly, there should be a requirement that the Bureau of

the Budget approve any transfors from the Reserve to give some assurance
that the proposed purpose meats the criteria. The Resarve gould be made
avallsble to the Secretary of Defense or it might be made availadble to the
President with or without delegation to the Saecretary of Defaense. Thers

i3 some precedent for a Reserve of this type and if the subJect is emrefully
and candidly explained to the Congress, it is firmly belleved they would
aPProve.

IV, EBECOMERDATIONS:

A, MNot only does it appear inevitable that DOD will play a larger
role in countering indirect aggresslon, but it is stroogly recommended
that it should sggressively search for ways in which it can participate
more fully, Within the government DUD has, in part by virtue of sheer
size and adaptability of asaets, the largest potential to bring greater
welght to bear on the problem.

B, It is recommended thaiapy DOD representative on a Critiecal Areas
Task Force be aypended ovganisacionally $o the Jecrstary of Defense or
hiis Deputy. Additionally, he should be of appropriate rank, stature, and
gualificalion to meel ithe problem at hand with realy sccess to, and
enjoying the confidence of the Becretary of Dafense,

. BOD representstives on Critical Arens Task Forces should have
the Assistant to the Secretary of Defanse for certain special activities
closely associsted during the period of the Task Force and should utilize
4o the fullest the Assistaant's substantive know-hiow in the Special Opera-
tions field arnd his sdainistrative technigues for obtaining secure
expeditious staffing spd coordination within DOC.
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D, Utilizing all available information, che Assistant to the
Secretary of Defense for certain special activities should develop eriteria
which would warrant Presidential determioation of a Crisis Area and should
be responsible for continuous monitoring of the world situatior in order
to make recommendations to the Secretary as to wvhen conasidere’.on should
be given by the Critical Areas Board to 3 $inding that a certain area vas
“eritical”,

E. ihere should be established r joint mechanism, staffed by
DOD and CIA with representation from USIA, to conduc* training,
perform regearch, and provide a cedre for a Crisis operatior involving
the application of military force, by the U. §., elther direcily or
indirectly, but on & non-attributable basis.

F. Careful conslideration should be given to establishing & Joint
gtaff mechanlsm to assist in execution of the tasks assigned to any Critical
Areas Task Force.

. G. Any DOD representative designated on a Critical Areas Task Force
should utilize to the fullest existing DOD organizational units for
assistance and staff support, but should consider the desirability of an
intre~-DOD task force to aid nim in view of the scope and complexity of
the DOD structure.

H. The Assistant o the Secretary of Defense for certain specisl
activitics should intensify his efforts in stimulating, prodding,
monitoring, and assisting other elements of DOD in the fleld of special
operations. and finding better or new wvays to utilize existing capabilities
to counter Commaniet indirect aggression.

I. Granting the desirability of a small, well-imit, highly qualified
staff for special type activities, the staff of the Assistant to the
Secretary of Defense for certain special activities should be modestly
augmented by three to five professionals at a senior level to provide more
fiexibility to cope with increasing responsibilities.

J. The Congress should be requested on & careful and candid basis
to make avallable to the Becretary of Defense funds on a no-year basis
for & Reserve for Bmergencies to be expended for unforeseen slituations
involving the Special Operations field or other couanter-measures 1o
Commundst indirect aggression.

ALt
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15 May 1961

MEMORANDUM FOR THE DIRECTOR

SUBRJECT: Brief of John Warner's Study on "Organization for Special
Situations" (prepared while on 2 weeks' active duty in
Ed Lansdale's office)

1. In John Warner's study on "Orgenization for Special Situations" he
considers the problem of having certain organizational aspects within the
Department of Defense participate more fully in the handling of special
situations such as Cuba and Leos. In a discussion of this problem, he points
out that throughout the country, in the interested agencies of the Executive
Branch and within the Department of Defense, there is what appears to be &

groundswell of recognition of the seriousness of that part of the Communist
threat which utilizes subversion, infiltration, propagande, guerrilla warfare,
and other means short of organized warfare. He also gives some discussion to
the recently approved Critical Areas Board and the Task Force concept.

2, John recommends that (A) DOD aggressively search for ways in which
it can play a larger role as it has the largest potential to bring greater
welght to bear on the problem; (B) Any DOD representative on a Critical
Areas Task Force be appended organlzationally to the Secretary of Defense or
his Deputy; (C) DOD representatives on Critical Areas Task Forces should
have the Assistant to the Secretary of Defense for certain special activities
closely assoclated during the period of the Task Force and should utilize to
the fullest the Assistant's substantive know-how in the Special Operations
field and his administrative techniques for obtaining secure expeditious staffing
and coordination within DOD; (D) The Assistant to the Secretary of Defense for
certain special activities should develop criteria which would warrant Presidential
determination of a Crisis Area and should be responsible for continuous moni-
toring of the world situation; (E) There should be established now a joint
mechsnism, staffed by DOD and CIA with representation from State and USIA, to
conduct training, perform research, and provide a cadre for a Crisis operation;
(F) Careful consideration should be given to establishing a joint staff mechanism
to assist in execution of the tasks assgigned to any Critical Areas Task Force;
(G) Any DOD representative designated on a Critical Areas Task Force should
utilize to the Tfullest existing DOD organizational units for assistance and
staff support; (H) The Assistant to the Secretary of Defense for certain special
activities should intensify his efforts in stimulating, prodding, monitoring,
and assisting other elements of DOD in the field of special operations; (I) The
staff of the Assistant to the Secretary of Defense for certain special activities
should be modestly augmented by three to five professionals at a senior level
to provide more flexibility to cope with increasing responsibilities; (J) The
Congress should be requested on a careful and candid basis to make available to
the Secretary of Defense funds on a no-year basis for a Reserve for Emergencies
to be expended for unforeseen situations involving the Special Operations field
or other counter-measures to Communist indirect aggression.
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During your absence, Wwe acknowledged receipt
and thanked Ed Lansdele for meking John Warner's
study avaeilable to us. Coples of Ed's memorandum
and our reply have been sent to John Warner for
his information.

Attached for your reading co
brief of John's study.

N

AAB
15 May 61
(DATE)
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