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THE MANAGEMENT moBIJ2ol IN VIET-HAM 

'lbere are many lessons to be leamed from our Viet-Nam experience. 

'lbe essential task is to sort out these lessons and 88sign them the proper 

priorities. The purpose ot this briet memorandum is to attaapt to identit.r 

the central problem which attecWd our pertOl'llolllCtl both during the "pre-buildup" 

period 1959-65, and again after the US m:I.l1tary intervention ot 1965. 

'!he th_ ot thiB paper is a simple on.J namely, that tn. root cause 

ot our tailure to handle properly the insurgency problem in Viet-NIIII waa the 

tailure ot the US Gov~t to organille itaeH properly tor the conduct ot 

such a lllission. I think it can be nry pm'suuively argued that it the 

United States GOV8~t had set up an organisation as described below in the 

early 196()ls, many ot the tragediea and shortcomings ot our Viet-Nem involve­

ment could have been a"ftrted. Specifically then, th. argument is propounded 

that the United State. Government should have provided not only the best 

qualified 81IIb&ssador at each stags (lihich it tried to do), but should han 

ven h1III a oint civilian-mil1 stat! to enable him on a 

is to uerc • ete c 0 U sOlUl8l. and ams 

e - am • • 

Let me illustrata this point by citing the greatest lIin~e naws in 

our approach.s, both betor. 1965 and attar. Betore 1965, the tound itself 

obliged to 88sist the VietnaMSe to respond to an insurgency situation taaented 

!rom North Viet-NaIll but aecuted by looal dissidents in the South. lfany 

progr811111 ot an economic, social, or security nature were impl_ted, 

but proved inadequate tor one pndom1nant reason. 

aware, tor .... ample, that really 

took place tram the province level downward. It waa also recognized that the 

VieWllllese torces in a position to respond to the local security probl .. were 

the territorial torces, but substantially no support waa given to thes. torces 

in terms ot US assistance, lihile the ARVN r ... 1 ned tor many yurs th. sole 

chosen instru-nt tor US military usutance. 'lbere waa no l118Chanil!lll en the 

in Sa1 n to tranalata insi ts wide a r reco sed 

into II 0 e e ort. e c vi agencies gorous 

pursu ow progr_ re pac ca ion, lIhU. the US mil1tary 

energstically attempted to bu.1ld up the .ttectiveness ot ARVN. 'lbe territorial 

torcell tell between chairs. This happened enn though President Di_ lIpeC1t1cally 

requested uaist&nce tor the territorial torces. One can nry plausibly 

conjecture that it a US mechanil!lll bad Uisted which could han re-directed the 

reallocation ot US resources, or rsoOlllllBed such reallocation with ona 

voice to the Prellident ot the United States, it might have becI poellible to 

avoid the tragic serlell ot events which ult1:lll&tely led to massin US inter­

vention in 1965. 
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'nle lIU1e leellon may be applied .ven IIIOre dramatically to the event. of 
1965 and thereafter. In 1965 the decision was lUde to inject US mU1t&ry 
power into Viet-Ham in eizeable proportione. Theee mU1t&ry forcee were not 
given III1T clearly defined modue operandi. Indeed, what etructure within the 
United Statee Government would have been in a poaition to give the mU1t&ry 
the detailed gu1dance eo obvioualy required by the nature of the problem in 
net-NUl? US military forcee therefore arrived in country loold.ng for World 
War II or Korea. h enemy obliged for a very brief period in eet-piece 
battle. which we won in the traditional. l118Mer, but thereafter rsained un­
cooperative. 'nle US II1l1tary, lacking 8J:W' organization to which it could 
look tor the ld.Dd of guidance it deeerved and needed. then proceeded to fight 
a verllion of prev10ue conventional ware even while the enem;y was pl¢ng under 
d1!ferent rulee. 'nl1e led to the exceesiTe utilization of U.S. firepower. 
air power. reconnaiseance by fire. heras_t and interdiction tire and other 
tactic. which could only reeult in maseive daage to the civilian population. 
Thie proe .... carried out over the ;years. _ to repr .. ent such en obrloue 
m1eapplication of _&lUI to enda. that the Aaer1can people, as well u _ch of 
the world, found it 1ncreuingly difficult to INpport the war. It ill tragic 
that the noble enda which the United Statu lIOught in net-NUl ~ in U­
.0 infected by m:chOllen IIIMIlII that finally the vaUd1ty of the 8I¥1lI was loet 
from lIight and bec_ virtu&llY JIlean1ngleee. 

What was needed to avoid thie tragic miecarriage of US policy wu the 
ex1etence of a field cO!Jl!Ulnd etructure such u indicated above. Clearly a 
well.chOllIlO ambaeeador supported by a comb1ned civilian and military etaff 
and given ccmplete COJpend of US operations in Viet-NUl could have provided 
gu1del1nee for the conduct of m1l1t&ry operatione which would have avoided III8lIJ" 
of the encaaliu actually encountered. In a eituation such &II Viet-Nul it was 
lIlt1rely unfair to the US military to diepetch it to the field to figure out 
what kind of a probl_ exieted and what ld.Dd of tactice to uee. Since the 
probl_ was .0 clearly political. with mU1t&ry force being only one extene10n 
of political purpose, 

~ to give oO!Jl!Ulnder. 
and ~ of guidance that they in fact received. 

No doubt the formation of CORDS in 1967 represented a belated and eecond­
beet attempt to improve the eituation. The moat eignificant aohieveuaent of 
CORDS was that it becaJIle poesible. within that organization. to reallocate 
reeouroes to the territorial torc ... lIhich in turn reeulted in and ezpla1ne the 
subetantial ~nt in all aspecte of pacification which exiets in Viet-Kam 
todq. Nevertheles., CORDS. under mili1;ary c~. 1II1II not able to orchestrate 
the etruggle in net-Ham in INch a lIIUUler &II to el

'
mj"ate the inappropriate ue .. 

of m1l1tar,y power. 'Iilich have oontinued relatively unabated, and are even now 
being eJ1wr1nated only &II a coneequenoe of withdrawal ot US forcu from the erea. 
Had there ex1eted a US oOlllll&Xld el_ent in S&igon u outl.1n8d above. the probl_ 
which CORDS belatel;y eolved or never solved could have been elimjn.ted at an 
earlier etage. 
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The forego1ng relates to the past. What ill disturbing todq 111 that 
the Dlajor organizational lesson which 1iOUld have to be applied to &IJ;V' future 
Viet.rlams hu not :yet been clearly delineated trom the Viet-N_ uper1ence. 
even though the lesson to be learned s_ clear. at least with tlIe -m-antagee 
ot hindsight. It 111 therefore submitted tlIat it the United Statu t1nd8 it 
mv1sable in the future to become involved 1n tOreign insurgency situationa. 
the first organisational decision should be to u.ure the appo1ntaent ot the 
beet qualified aabuaador and to provide him witll a jo1nt civil and II1l1tary 
statt act1nf _ a total. c~ echelon at the field level. with reapooa1blliw 
over bofJi c V1lIiii ana ~ progrSlllll. It Uill aJIIbUsador'e atatt 111 well 
selected and given the t1lne and rllsourcee required to etudy the local proble 
profeuionally. there 1a fI'ferT reuon to believe that the m1.stakee ot Viet.Na 
would not have to be repeated. But it 111 important that doctr1ne on tlIie 
subject be eetabl1ahed l' eo that we do not go 1nto an;y future Viet.Nas 
tumbling and groping to earn anew leeeone al.rMdy learned. 

Ogden Wi)) 1 arne 
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