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CIJCS Memo Ne. M=66-71
7 September 1971

FOP—SECRET - SENSITIVE
MEMORANDUM FOR THE RECORD

Subj: Meeting with DEPSECDEF, Monday, 6 September 1971 (Command
and Control)

1. DEPSECDEF reiterated his previous position that he feels we
should have a single manager--or commander--of the WWMCCS (World
Wide Mobile Command and Control System) who would have the
authority to plan and develop the command systems. He made the
following points: . ‘

~- We should designate a unit not a part of the Joint Chiefs
of Staff system;

~- Assign a top-level commander respon51ble for overall
command of the WWMCCS;

~-- Delegate overriding authority over the CINCs in execution
of the SIOP;

-- Assign operational control of strategic forces to this
central commander.

2. DEPSECDEF went on to say we must provide for three separate
things:

~-- Better Centralization;
~-- Clarity as to who is responsible for what ;
-~ Civilian Control

He said that this commander must have more than simply authority
to fire weapons~-he must have authority to plan for equipment.

3. Ee further dated that we need one man responsible for commun-
ications--one man responsible for intelligence--and one man respon-
sible for operations. He feels there are too many '"nodes" and too
many people involved in the ‘decisilon process. He said he 1s look-
ing for an expert to be assigned as the Assistant Secretary of
Defense (Telecommunications) who would be responsible for the hard-
ware in the WWMCCS.

4. He then handed me a memorandum (a copy of which is attached).
After glancing at it I sald it contained nothing new; in fact, 1t
is a rehash of the old PARTRIDGE Report on Command and Control is-
sued 1n 1962 and warmed over by the Blue Ribbon Defense Panel
Report. I told him that the problem should be looked on as having
two parts: (a) The decision-making process with respect to whether
to fire nuclear weapons; when to fire nuclear weapons and how many
weapons to fire at what targets. I pointed out that no kind of re-
organization within the milltary will solve this problem which is
the responsibility of the President of his successor; (v) The
second problem is simply the physical act of getting the order to
the executing commands. I told him that the.blg problem we have is
in the Office of the SECDEF--that frequently in the past the Joint
Chiefs can never get any action. I said I simply could not, aflter
reviewing.the history of the Defense Reorganization Act--and point-
ing up the safeguards which the Congress intentionally included in
the Act--agree to a "Super" CINC. I told him that his proposal
would cause a great fight across the board. I share his desire to
improve the command and control system and, in fact, we have taken
several actions since the issuance of WSEG 159, which 1s nothing
more than a critique of a single cperation. I told him I could see
no difflculty in transmitting the execute signal simultaneously
to the operating forces, provided that it was simultaneously sent
to the CINCs; but, again, pointed out to him that the injection of
the CINCs into the chain was intentional in order to provide one
additicnal authentication step.
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5. Once again he discussed the Information Centers maintained
by the Services and still does not appear to understand that the
Services do not have operational control over any forces.

6. _He then questioned me as to what was the most survivable com-
mana and control system. I replied that no fixed system could be
considered as survivable--if we are only to have one system then
the Airborne system appears to be best; however, the ship system
offers many advantages in terms of greatly increased capacity for
communications, berthing spaces, computers, etc., which will per-
mit long-term operations and is a long-term augmentor to the
time-limited airborne post.

7. 1 emphasized the need for sultable communicatioms over UHF
satellite links and told him that no matter what kind of ocrgan-
ization we might develop, the hardware that we had requested was
still & hard requirement.

8. I agreed to study the question further with a combination
Defense/JCS group, but told DEPSECDEF once more I simply could

not agree with the establishment of what would amount to a "super"
CINC. I simply could not see how it would work, partilicularly in
situations where we are involved in a conventional war which
escalated into a nuclear war.

9. It is clear that Dave PACKARD dces not understand the Unified
Command Plan system. He is frustrated over the difficulty in
making these very complex decisions; and, somehow, feels that by
reorganizing he can banish all the problems since then he would

not have to coordinate, but simply talk to one individual. He does
nect seem to realize that such an individual would. be forced to
develop a tremendous staff and, furthermore, unless the Office of
the SECDEF will approve the recommendations of this individual--
whether in or out of the Joint Staff system--no progress can be
made--and we would be back to square one. :

10. It is clear to me,(while fully recognizing the inadequacy of
our command and control system, together with the fact that the
end of the world does not take place after the first exchange and,
hence, considerable activity will follow requiring the use of an
extensive command and control system,) that those who prepared the
BRDP Report are still pecking away in their efforts to degrade and
bypass the Joint Chiefs of Staff by excluding them from active

.participation in-any part of an operatlon. I do not believe that

NWH:29026

Dave PACKARD prepared the memorandum attached to this sheet but,
rather, I think it must have come from COOKE in ASD(A) or, perhaps,
others who particlpated in the BRDP Report. It is hot coincidental
that COOKE also participated in the development of the PARTRIDGE

Report.
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WWMCGCS ORGANIZATION

The Blue Ribbon Defense Panel, previous WSEG rcpbrﬁs, and
WSEG Repart #159, all support the .finding that 'the survival of Presi-
dential Authority and"its interface with W’WMCCS cannot be assured
in the event of a surprise attack. |

: This is a'{atal weakness which in time completely‘neéates the
deterr;c\ice of our strategfic‘ uu.clear fo;ces which generate deterrence
from their. ability to _r;s,pond witly unacc_.epl;able destruction to an initial

attack by the Soviets, This is the crucial fact that dictates the need

~to reorgenize WWMCCS.

Although‘ there ave rnany defailed problems with WWMCCS,
some of \vhi..ch could be improved by remedies within the existing
stiucture, he najoy provivns delive ;":mn the strudiure and mnage-
ment of the WWJMCCS. It is abu;ndantly clear from all rceent studies of
and c>:periénccs with the systemn that no satisfactory solation to the
WWMCCS is pessible without a complete rcorgg:;mizatio.n of the system
étarting at‘t‘ae top and going down as far as is necessary, The steps

necessary for an adeqguate military command and control systemn are

as follow:

1. Responsibility for the overall management of the
. L.
WWNMCCS must he designated to one specific element in DOD. To pro-

serve civilian control, this clement raust report divectly to the Ciice
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of the Secretary ovaefense. This element rmust have direct authority
over all of thase activitics necessary for the efficient exercise
of command. Thesc activities include:

1. Authority over all command and control systems in
DOD agencies and services to make sure these be integrated with and
g support the WWMCCS. This recognizes that all DOD activities exist
to support the WWMCCS and the forces it commands, not vice versa
as is the case today.

2. All communications necessary to support the Command-
Control) actions. Authority over comrmauanications must be both opera-
tional and planning for {future requircments. This can be accomplished
by meking ATSD (T) a member of the military operations team and
hévmg DCA an operating element.

3. Allintelligence nccessary to support the Command-
Control actions, Authority over intelligence must recognize the need
of the local cormmanders to have adequate and timely intelligence as well
as the national command authority including the President to have
adequatc intclligence for decision making. This can be accomplished
by making the ATSD (I) a meutber of the military opcerations team and

«

having DIA and NSA an operaling element.

Sy
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4. The command and control of the strategic nuclear forces is
most important, particularly because of the recent nuclear parity
which ha:‘; been achieved by the Soviets. This strategic command must

be able to assure the effcc‘tive use of all strateglc nuclear forces. it
must be able to survive a surérise attack and command U.S. forces
&, to retaliate. In case it is deemed nccessary to have more flexibility
in a nuclear force, retargeling to meet changing requirements, limited
attacks, ctc., the strategic command must have complete control of
the situtation at all times.

The crucially important requivement for a2 more effective
strategic command is that this comimand be organized on-the most
stvearnlined, most efficient, base posﬁiblé. The entirc comrsand raust
be under a s;nglc commander available and responsive to the Secrctary
of Defense and the President at all times, His. control of and cornmmuni-
cations to all ruclear forces must be as dircct and responsive as possible.

5. The control of convenlionzl forces 1‘§<1ui res less time
urgency then does the control of nuclear forces. The existing unified
and specificd commands, supported by the Service commaéands, can be
made to func‘.im; cffectively when brooeght under U’\: propeyr managemnoent

i »
and control of the WWMCCS. Steps 1-3 provide the basic restructuving

necessary to bring the command to a state adeguate for conventional

L. forces.
]
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6. The key element in making the improvements necessary in
the operation of the WWMCCS is to put one commander in charge and
give him the authority and responsibility dircctly from the Secretary

with the support of the JCS, to develop, manage and maintain an

adequate WWMCCS,

376
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