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FOREWCRD

This Enclosure is part of a study of command and control

processes involved in the Cuban ¢risis of Cctober - December

1962. The scope of the entire study 1s as followst

Basic Paper

Enclosure "A"
Enclosure "B
Enclosure "¢

Enclosure "D"

’Q&P SECRET

Historical Analysis of the Substance
of Command and Control Actions, Their
Clrcocumstances, and Thelr Implications.

Procedural Analysis of J-3 Command and
Control Operations during the Cuban

Crisis, October 1962

Funaetienal Analysis of Command and
Control Information Flow in the Joint

3tart

Analysis of Command and Qontrol in the

Service War Rooms 1in
Staff Operations

- 11 -

Support of Joint
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PREFXCE

The Office of the Joint Chiefs of Staff (0JCS) 18 a
conetantly changing orgesnization. Each new issue of the
QJCS organizational chart reveals numerous changes in organl-
zeétlonal sprrangementa and in the personnel holding varlous
positions, The guldelines and procedures by which the 0JCS
functions both in peacetime and under crisis conditlons are
gsinllarly subject to modification and change based on the
lessons learned from prevlous experiences and on neocessary

reeponses to changed circumstances,

Any description or analysis of the OJCS or its components
a8 of a4 particular time period is therefore subject to some
degree of cohsolescence, This 1s particularly true of analyses,
such as the present one, which are themselves intended as

potential instruments of change.

The paper whioh follows describes the organization and
procedures of the Operations Directorate (3-3) and other
party of the O0JCS that wer; in effect at the time of the
Cuban crlsis, October-December 1G62. An earlier draft,
substantially similar to the present paper, was oompleted
in April 1963, and shortly thereafter was made avallable to
various J-3 offices for their review and comment, Partly in
responseé to the provlems noted 1n this paper and partly as
a result of the J-3 Directorate's own intermal analyses of
needed improvements; some of the organizational and procedural
arrangements described in tﬁis paper have undergone modification

or revision.

Despite the varlous changes effected since the time this
peper was written, many of the observations contained in it

are of eontinulng relevance to the development of more effective

TOP SECRET - 1iv -
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command and contrel procedures in cerises. Some of the
difficulties of OJCS operations revealed during the Cuban
crisls point to basic operational problems that femain unsolved
or, at least, require additional remedial actlon, In this
sense, 1t is hoped that the present paper provides not only

& useful historical reconstructlon and point of reference but

alsc a document of current relevance snd timeliness.

TOP_SECRET v
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ENCLOSURE !B
CuC_INTERNAL MEMORANDUM NO. 40 -

PROCEDURAL ANALYSIS OF J-3 COMMAND AND CONTROL OPERATIONS
DURING THE CUBAN CAISIS, OCTOBER 1962

INTRODUCTION

1, Tis paper describes the operational procedures employed

within J-3 during the Cuban crisis. The first pary of the
paper describes the general histerical sequence of

prepsrationa Jor tihe lmpzadinz crisis (15-21 October),

the formation of the Jolnt Battle Staff (JBS) and its operatlon
during the erisis (21 Cctober-12 MNovember), and gradual return
to normal operations {12 Novembar-6 December). Following the
narrative, the major summary observations of the study are

presenied.

2. The appendices, which comprlse the second part of the
paper, presant more specific information on the procedures
employed by the JBS, the activities of several J-3 Branches
closely assoclated with Cuban operations, and the procedural
documentatien ressarch which supported the study. ZEach
appendilx contains more detalled cobservations and conclusions
about the subject being discussed. Only the more sallent ones

have been brought forward inte the first part of the paper.

PURPOSE

3. The purpose of an analysis of J-3 procedures assoclated
wlth the Cuban crlsis is to provide the Director, J-3,
assistance in evaluating and improving operational procedures
involved in crisis situatlons. As such, it 1s part of a
larger study of the Ouban erisis muthorized in J-3M-1418-62,
dated 15 November 1962, and 1s in support of a more general
WSEG requirement to provide the Orgenization of the Joint
Chiefs of Staff (0JCY) assistance in developing an improved

comnend and control capshilacy

TOP SECRET
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4, Following the Cuban e¢risis, there ues a general feeiing
in J-3 that much c¢ould be lesrned fron operaticnal experience
gained during the Cuban crisiz., It vas felt that” this situation
could be treated like a large-scale exerclac, and thet thes
procedures employed during the erisis could be given the same
pooterarclse analysis and eveluation that they would rormzllz
recalve following exercises. However, in crder to do this it
would be necessary to develop a detajiled historlcal recon-
strucvion of procedures utilized by J-3 and the OJCS during the

crisls peried., Thi® peper attempts to fulfill that requirement.

SCOPE AND LIMITATIONS

5. This study attempts to reconstruct how operationzl! command
and control activities were perfermed in J-3 during the Cuban
erisis and to relate this to cocvmentad procedurea which specified
how they should be performed under conditions of increasing
tension end erisid. It is based on an extensive enalysis of
procedural documentation in effect at the time of the 2risis, on
intervievs with maﬁy of the participants, and on records made
available followlng the criels, Earlier drafts of this peper
were revievwed by a number of the partlcipants and other membters
of the J-3 staff. Their comments and suggestions, in many cases,

have been incorperated into the present version of the paper.

6. The analysis 1s focused primarily on the Joint Battle
Staff and on J-3 operations. The procedyres used by the Joint
Battle Staff durlng the crisis are described and compared with
the procedural guldance avallable in pre-existing OJCS documents,
Particular attention is devoted to the activities and procedures
related to brlefing and debriefing, the preparation of Situation
Reports (SITREPs), the proocessing of message traffic, and the
coordination of staff action {see Appendix "aA").

TOP SECRET - 2 - '
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7. The paper also describes the actions of several J-3
Divisions and Branches which were directly concerned with
various aspacts of the Cuban operation., Major actention is
devoted to the Current Actlions Center {CAC), the Emergency
Actions Room {EAR), the Support Branch, the Status of Forces
Branch, the LANT/CARIB Branch, and the General Operations
Division (see Appendix B).

8. There are several limitations in the s¢ope and compre-
hensiveness of the present analysis. The lack of access to
certaln types of data prevented detalled voverage of all
Directorates and egencies which participated in the aug-
mented watch and Joint Battle Staff operation. Thus, the
activities of other (non-J-3) Directorates and of the llaison
personnel from the Defense Intelligence Agency (DIA), the
Natlional Security.Agency (NSA), and the State Department are
only berlefly mentioned. The limited amount of time for
collection of data also prevented a more detailed analyais
of the work of the J-3 agtion officers, and the activities of
the Qperations Plans Division and the Commands Branches

(other then the LANT/CARIB Branch),

9., Finally, it should be noted that the preseant paper
comprises one of a series of interrelated studies of the
Cuban crislis. The basic paper and other enclesures provide
both a general context and a series of supplemsntary analyses
which serve to amplify and complement the findings reported
here. This is especlally true for Enclosure ¢, which
presents a comprehensalve analysls of message traffic during

the Cuban erisis.

TOP SEORET -3 -
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DISCUSSION
THE FRECRISIS CONCEPT OF OPERATIONS

10. At the time of the Cuban crisis, the most current and

centralized source of procedures relating to contingeney
operations was the JCS document, CONTINUITY OF OPERATLONS OF

THE ORGANIZATION OF THE JOINT CHIEFS OF STAFF (coop-oacs).l/
This document, published on 27 August 1962, describes the basie
concept of OJCS operations under crlsis and emergency conditions
and outlines the organization and procedures for the contuct

of these operations. Pigure 1 shows the cverall organization
that was in effect at the time of the Cuban crisis. The

concept and procedures contained in the COOP-0JCS were tested
ia the HIGH HEELS II Command Post Exerclse, held during the
latter part of September 1962.3/ The results of this exercise
were st1ll in the process of evaluation when the Cuban crisis
broke. Thus, many of the procedures developed in the COQP-OJCS
document and exeroised during HiGH HEELS IY were to be subjected

to the addltional test of an actual crisils,

11. The subsequent discusslon attempts to reconstruct and
describe J-3 operatlons during the Cuban crisls and Lo rels.e
these activitles to the established concepts and procedures

contained in the COQP-QJCS.

12, The COOP-OJCS concept of operatlons assumes that the
level of actlvity and the scope of functions to be performed
by the OJC3 will vary, depending on the nature and gravity
of the situation. The oconcept envisages a gradient, ranging
from "normgif cold war operaztions to general nuclear warfare.

The different levels of threat and erisis within this range

necessarily produce variations in the levels of activity, in

1/ JCS, 27 August 1962, JECHET,
2/ JC3 Exercise OPLAN/Z-63] Exercise HIGH HEELS II, SECRET,

TOP SECRET T
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the numbers of personnel involved, and in the nature and scope
of OJCS involvement, Accordingly, "theee varigbles compel the
OJCS in supporting the JCS to gear ite operations to flexible
rather than {ixed procedures in order to handle and respond
effectively to the broad range of situations with which 1t

may be conrronted.“l/

e

13.[Epsp1te its emphasis on flexibility of operations, however,
the COCP-OJCS actually deals with four "model situations™ or
levels of tension in the spectrum of conflict, For each of
these levels there are four distinet types of corganizatlion
and procedures, These are:

4. Cold War Oonditions: Under these conditions, the

personnel opersting within the National Military Command
Center (NMCOC) (formerly Joint War Room) will be a Wateh Team
composed of J-3 and DIA personnel. The Team consista of the
Chief, Current Actions Center, who serves as JCS/J-3 Duty
Officer during regulgr duty houre; a Current Acticne Team
{five Vatch operations officers assigned to the Current
Actions Branch); an Emergency Actions Team; a SIOF Controller
Team, a DIA representative, an Operations NCO, a Oraphics
KCO, end a stenographer/clerk., This iz the normal ocmplement
of personnel whish staffs the NMCC on a dally, round-the-clock
bagla, The Watech 13 not an actlon sgency. Action on JC8
matters 1s undertaken by the responsible Directorate or

agency in accordance with established procedures.gf The Vatch
is managed by the Director, J-3, for the Director,

Joint Stafr (DJ3).

b. Conditions of Increas;gg_Tehsionz As tensions mount,

the requirement for specialized information and the generéi]
- - ’r

s &
17 COOP-0JUS, op. cit., rart I, “Operations at the Pentagon." &2'
2/ These statements are desoriptive of the Wateh at the time of U"J
the Cuben crisls. The organization and functions of the Watch et
have recently been changed to permit iniltiatlon of action on !
particular emergency or critical matters. __.f
i
TOP SECRET -5 . . 4
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tempo of operations also increases, This requlres that

the normal Vatch be augmented, both in nunbers and in
expertise, by members of various directorates and agencaes,
When the eriticality of the situation rises, the first a
personnel to supplement tne Watch are area action efl.cers )

from J-3 end DIA. If the situation requires 1t, action

officers from J-4, J-6, Defense Communications Agency (DCA), $
Counterinsurgency and Special Activicies (£3A) aad illitary

Asslstance Affaire (MAA) way also provide asslstance.

Thase individuals may at this time assume responzibllaity for

mailntalning the current situation and for performing the

R

nacescary operational bdrlefings with respect to the affected
area, while the rest of the Watch continues to perform 1ts
nornal functions with respect to the rewmalning world-wide

areas.

¢, Oricis or Limited War Condit:ops: IS che censlon }
continues to mount to crlsis proportiocas, the need for more

rapid stalf response‘intensifies, At this polnt, the aug-

-

mented Watch may be expanded into or supdlemented by a

ahr—r

Joint Babttle Stafl in order to process expedltiously and

cocrdinate r2pldly all actlons regarding the crisls area.

According to the basac concept of operaticns, the Jcaint
Battle Staff will include representatlives of each Joint
Sualf Diresctor and Special Assiscaat; the Seecvetary, JUS;
DIA; and Defense Atomic Support Agency (DASA), either on
a full-ilme, part-time, or con-czl]l hasis as reguared,

The Joint Battle 3taff is established by the Dlrector,

~olnt Staff, based on the recommendations of the appropri-

ate Directorates &nd Agencles, It 13 managed by the Director,

——

J=-3, for the Director, Joint 3Staff,

TOP SECRET -6 -
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d. Imminent General War: As the politico-military situ-

ation continuea to deteriorate to the extent that general
war appears probable, consideration will be glven to the
ralocation cof the OJC8 to an alternate control center.

Upon relocztion of the Decision Group, and the Augmentation
Group,l/ the Special Assistant for Arms Control will assume
control of remaining OJCS personnel and activities at the
Pentagon. In this capacity, he will {1) act for the Director
Joint 3taff; (2) continue Battle Staff operations on a
cohtinuous basis; and {3) maintain a capabllity to support
the Joint Chiefs of Staff by rendering ataff support and
efecting Emergency Actlons as directed.g/ When relocation
frzm the Pentagon to the Alternate Joint Communications
Usnter (ATCC) ceeurs, the ATCC will become the primery eibe

of military control, Under these conditions, the Pentagon

and the Mobile Natlonal Emerzency Command Posts (MPECP)
will operate a3 aluernates to the AJCC and wiil support

the AJCC as long as the laiter is oparatava and as long as

- ¢

the senior military authority is resident at the AIGC.Q/

1/ The Declsion Group consista of “"kev individuals who muat
be avallable during periode of increased tension to vender |77
immediate and subotantive advice tec the Dacision Makers." L
The Augmentation Oroup consista of a “category of indi-
viduala, representing staff elemente, who will broaden and
geepen the capatilities of the respective Alert Cadre
Elemsats (located in the Pentesgon, and the AJCC, the NECPA,
ani the NEACP} in suppor: of the Decision Group." See
COOP-0JCS, 1bld.

2/ Ibid,
3; Ibid., Part III, "Post Relocation," Chapter 1, "Operations '
at the Alternate Joirt Communications Center,”

TOP_SECRET -7 -
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15. The forms of organlzation and procedure convained

in the COOP-CJCS had previously bheen tested in theIEIGH

HEELS II command exercise, conducted during the period

17-28 September 196é:] Unfortunately, the Cuban crisils inter-

vened before many of the problems revesled by thls exercise

could be resolved by corrective staff action. The post-

exercise critiq;e for commanders, whlch was intended to

isolate critical problem areas and to recommend corrective

measures, was cancelled because of Cuban developments.

wWritten eritique agenda items on EIGH HEELS II were not

reproduced until 11 Decembe; 1962, nearly one month after

the Cuban Battle Staff had been dissolved and filve days

{ter the discontinuance of the augmented Cuban Watch.

The consolldated critligue document which wis yeproduced on that

drce for Joant 3taff evalvation contains 207 items submitted by

perticipating command agencies and Joint Staff D.rectorates.

£/43M 1258-62, for Director, Joint Staff from Director, J-3,
subj. Relocatlon of Alert Cadre Group, 22 October 1962,

s ONFIDENTIAL.
See Item 7, Enclosure A, J-3 MAL No. 5, 23 October 1962, ™~
whleh lists under "Actions to be Considered on a Daily
Basis," the following notation: "Consider whether or not
to position an alternate authority at the ANMCC and to pre-
positlion a Joint Battle Staff Team." Also see J3M (no
rumber) for Chief, Jolnt Battle Staff Team, from Captain
J. S, Harris, USN, sub]. Relocation to NECPA, 24 oOctober,
1962, CONFIDENTIAL, which gives detailed instructions for
NECPA Cadre relocatlon to the USS KORTHAMPTON located in

the mouth of the Potom=c.
—-y
.,
’n'@IF')?ﬁ-CRIE‘.'[r
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HIGH HEELS II placed major emphasis on a general war situation
and many of the critique items, thorelorc, deal -.Jth miclear
operations, It i3 useful to note, howsver, that twenty or more
of the 1tems partsin to and suggest chenges in Joint Battle
Stafi functions, tne handling of message treffic, the
coordination aof Joint Stoff activities, the conduct of
arlefangs, stetus of forces reporting, situatlion reports, and
other topilcs that nag direct relevance to emergency operations

in the Cuban crisils.

26, Although the Cuban crisis broke before the eritique cf
HIAM HFELS TI could be implemented by organizationzal and
procedural changes, 1t 1s nevercheless true that a large
number of J-3 personnel ard the higher echelons of command
had been thoroughly braefed on, and hag exerclaed the
basic procedures contained in the COOP-0JCS. A8 2 result of
the HIGH HEELS II experience, therafore, the personpel of cthe
Q0JC3 were perhaps as well prepared for operations in a crisis
As could be expected. Unfortunataly, most of the Battle
Stalf members piclted for the Cuban crisis had not hnd
crevious Battle 3taff experience in HIGH HEELS II. Joint
Battle Staff experience in this erercise apparently was
not a determining or major factor in the selection of Cuban
Dittle Staff members.2 According to several observers,
eXpsrlence on the HIGH HEELS II Battle Staff proved to be
of coisldeiable value in enhancing the =ffrectiveness of
guban Battle Staflf personnel, Ejpeclally during the early,

erltical period of operations.

g‘-7JCSM Working Paper for Actlon Officers, from D. H. Ward,
Colonel, USA, Project Officer, subj: Exerclse HIGH HEELS II,
p/foritique qzenda Ifems (U), 11 December 1962, TOP SECRET.
#/Interview Fo., 2, 8 March 1963.
Interview No. 1, 7 March 1963; Zr:zerv.evw llc. 3, il March

1553; Incerview No. *, 12 March 1953,

TOP_SECRET -9 -
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17, In suwnmary, two weelcs befo 2 the Cuban crisic began
to develop, the concept, procedures, pezl.":mnr_'ual‘J and faclli-
tles of the DJCS had been exercised in a general war context
during HIGH HEELS II. A description of houy these same
coneepts, procedures, personnel; and facllitles were employed
during an actual crisis operation is contained in the follow-

ing sections of the paper.

INITIAL ACTIVITIES AMD AUGMENTATION OF THE WATCH (15-21 OCTOBER:

18, On Sunday, 14 October, high-altitude paoto surveillance

- em -

misslona were flown over Cuba. lpn the Tollowlng dey, interpre-
tation of the photographs taken during these missions confirmed
the presence of Soviet MREBM sites nezr Sagua la arande and in
the San Cristobal area.l Although many precautlonary brspara-
tions involving the updating of contingency plans and the
strengthening of Alr Defense in the southeasterﬁ United States
had begun earlier,2 thie event marked the beginning of the
Cuban erieis. The review and updating of contingency plans was
being conducted in utmost secrecy by the Cuba Planning Group
(The Johnson Task Force) within the 0JCS, and within J-3 by

two members of the Combat Plans Branch under the diraect

Py e

supervision of the Directer, J-3.

19 . By Wednesday, 17 October, several J-3 staff personnel

B tap wpae

were becomlng aware of lncreased activity related to-Cuba,
although the exact nature of the activity was unlmown. On

17 October {Ueanesday}, tne ciuiief of the Current Actions

. g

Center (JCS/J~3 Duty Officer) and one of the members of
the LANT/CARIB Branch were briefed on Cuba by the Director,

e ea -

J-3, They were told of the current Cuban plans and were

fing, February &, 1963. .
Enclosure "A", Chapter I, "Precrisis Military Contingency .u]"
Planning" . '

g

TOP_SECRET -1l -
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[};récted to talte the necessary preparatory actions for an

sugnented Watech, In the meanwhile, they were requested te

maintain strict secrecy. | The Chief, CAC, was informed of the
President's itinerary on Thursday, 18 October, and lmew in
advance that the Fresident would cancel his scheduled palltical
speech-maliing trip and would return to Yashington to direct
Cuban planning and military mobilization.l/ The deployment

of HORAD and STRIKE aircraft into the southeastern United
States was beginning at this time.2’ On 18 October, CINCLANT
was glso avchorized to release special intelligence planning

informatlion for use at the air crew level.éf

20. Formal augmentation of the normal Watch was begun on
Friday, 19 Ocbtober, following an afterncon briefing by the
Director, J-3, for key J-3 personnel assigned to the CAC, the
LANT/CARIB Branch, and other J-3 Divisions (See Appendix B,
Figure 1, whleh shotte the organization of J-3 at the time aof
the Cuban crisis.) At that time, the Director of Operations
suggestad that the Chief, Current Opersztions Division, and
the JCS/J-3 Duty Officer begin making preparations to shift
to Joint Battle StalFl operations. 'This sction was hased on a:ifaz

memorandum developed by the Chlef of the Combat Plans Branch.
——
21.{Eﬁgmentation of the Watch continued throughout Friday

night and Saturday, 19-20 QOctober, as additional J-3 and
DIA personnel were added, A '"Mr, Strike" and "Mr. Blockade"

were appointed and the Chairman was notified of this action i

1/ Interviev No, 1, g‘ﬁérch 1563.

2/ Msg., JCS 6761, 1822042, Octoper 1962, TOP SECRET.
/ Msg., JCS 6765, 1823563, October 1962, TOP SECRET.

4/ Interview No. 6, 1 April 1963,

TOP SECRET - 11 -
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.on 20 October.l/ At the same time, actions in the CAC were

stepped up to provide approprlate graphics and ‘additional
diaplay facilities. I

22, During this same period {20 October), & Manter Acclcn
List (MAL) was being prepared by "Mr. Blockade" and his
Quarantine Watch peracnnel.g/ This Qroup, located in one of
the Deputy Director's offices, was operating under tight
securlity. Its praimary function was to stay abreast of sil
developmants related to the quarantine operations, since the
primary responsibility for action in thils ares had been dele-
gated to the Chief of Naval Operations (CNO) .3/ The actlivi-

tles of thls Oroup are described in more detall in another

Enclosurs tc chis serles, (See Enclosure "A", Cnapter V,

"The Naval Quarantine.") '

———

23. The preparation of the MAL, later callad the Master Check
List (MCL), socon became too time-consuming for the Quarantine
Group, and on Jaturday night (20 October), the responsibility
for this important activicy was reassigned to the General
Operations Division. (For a more detalled discussion on the
production cf MCLs, See Appendix "B", "General Operations
Division.")

24, Although the augmented Watch continued throughout moet
of Sunday, 21 October, the phase-over to Joint Battle Steff
operations began on Sunuay morning when the Deputy Director,
J-3, eppointed the Joint Battle Staff Team {JBST) Chlefs and

|
directed one of them to "Qet over there and gev with 1t."i/

1/ J3M {Unnumbered] for Chairman, JC3, from Director, J-3,
Subject: "Experts on Two Plans," 20 October 1962, SECRET.

2/ Although prepared on 20 October, the first MAL was not
actually published until 21 October 1962.

3/ OFP-00 Memo 00092/62 from Executive, CNO, to Distributiocn,
21 Qctober 1962, TOP SECRET.

4/ Interview No. 13, April 1663.
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The CAC ¥Watch off.icers began alerting personnel Who wvere
scheduled to particlpate in the Eattle Stafl Teams. Prior
to convening the Battle Staff, the Directors of Joint Staff
Directorates had been braefed on the Battle Stafll operation
and personnel hed been assigned to the Battle Staff from
each Directorate. On Sunday, arrangements were also made
to have State Dep?rtment and NSA lialson representation on

the Battle 3taff.

25. The operatlion in the CAC on Sunday could be character-
ized as very busy and somewhat dlisorzanized. The normal
JCS/J-3 Duty YWctch pepsonnel, avgmentation personnel, action
officers, and hew Battle Staff members from J-3 and the
other Directoretes, were all "seroungine’ for background
infoermatlon, trylng to deteririne their respongibllities,
proceasing message trafric, learning existing operational
procedures, and performing & wilde varlety of other tasks.
Adminlstrative files of message traffic, dlsplays, logs,
and operational procedurss were being improvised as the

need arose,

25. Initial disorganization and confusion stemmed from
the generally changed mode of operations utilized by the
JCS during the Guéan ¢risis. This changed mode included,
a) the ‘ithholding of detailed intelligence information
ead oberational Plzas cn Cuba from most af the stall
until tbe period following the President!s Cuban gpeech;

b) the eatazblishment of special planning and asction groups

1/ J3% (No number) for Director, J-3 from Col. Giraudo,
Subject: "NSA Offdcer on Watch in CAC," 21 October
1962, SECRET; and J3M (No number) for Director, J-3,
from Qol, glraudo, Subject: "State Department Personnel
on Wateh in CAC," 22 October 1962, SECRET.

ToP SECRET - 13 -
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(the Cuba Planning Group, the Blockade QOroup, the MCL Group,
etc.) outside the structure of the Joint Battle Staff, and

¢) the breakdown of JCS debriefing procedures éstablished

for crisis operatlons because the JCS were meeting in the

Gold Room 1instead of the NMCC Conference Room., These develop-~
menta left a major Iinformational void that caused ambigulty and
lack of clear guldance in the formulation of JBS activitiles,

In part, however, the initlal confusion in the Battle 3taff
resulted from a lack of documented JES procedures. Many of

the key personnel of the Battle Staff had not had previous

JBS experience and were therefore not famillar with escablished
message handling prectices, preparation cf SITREP's, prepara-

tion of briefings, and cther essential JBS functlons.

27. The JCS/J-3 Duty Officer, and the regular Current
Acotions Team members spent a major share of their time 1n
actempting to briel Battle Staff Team memders in their duties
and in trying to achleve cecordinated action berween the JBS
team shifts, At the same time, they performed the “trouble-
shooting" role of carrying out actions that are formally as-
signed tc the Battle Staff, One of the regular Watch Opera-
tions Officers, for example, was given major responsibility
{for assembling information for the brlefing script used in
General Taylor's morning briefing. This briefing script also
formed the basis for other operational briefings given by
the Battle Staff Team Chiefs.l {For a more detailed de-
scription of this process, see Appendix "A", "Briefing and
Debriefing.")

28, In summary, the week of 14-21 October was a period of
transition from normal operations through augmentation of the

CAC Watch to twenty-four-hour Joint Batbtle Staff coperations,

1/ Interview No, &, 12 March 1G63.

Enclosure "B"
TOP SECRET « 14 C&C Internal Memo No. 40
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The week bezan with & very limited nuwnber o personnel ilnvolved
in Cuban operations under utmost secracy. The_nugber was
gradually increased tnrough Friday evening. At that time,

mary of the key staff parsonnel were briefed by the Director,
J-3, and the zugmentation of the Vatch and preparations for

tho aacabilshment of a Joint Battle Staff were begun. The
weeksnd was marked by intense round-the-clock activity, ad hoc
grours working in comparative leolatlon, ernd a general alr of
conTusicon, lack of information, and mounting pressure, Ac-
cording to several observers, staff actlons did not seem to

move as efflciently as had been the case during HIGH HEFL3 11,

29, The general concept of sugmentasion of the normal Watch
and transltion to Joint Battle Stalf operations, as specified
in the COOP-OJCS, was essentially followed during the bulld-up
phase. The major defielencies in this process did not arise
frem basie inadequ;cles in the concept of operations; rather
vney roaulted from the lack of detalled supporting procedures
and the absence of sufficient operational personnel well

trained in those procedures,

JOINT BATTLE STAFF OPERATIONS (21 OCTOBER - 12 NOVEMEZR)

30, The Joint Battle Staff began operations Sinday morning
vith the assignment of three Team Chlefs (Deputy Chiefs of
the Joint Battle Staff}, under the direct supervision of two
Joint Battle Staff Chiefs {Duty Generals), Although the
titles glven to these positions varied, the basic functlons
of the personnel assigned to them dld nat, The twe Daputy
Directors of J-3, and later a third Deputy Director, became
"Duty Generals" and Chiefs, Joint Battle Staff., Three
senlor Colongl/Capta.n officers became heads of three Battle

Starf teams, l.e,, Teams A, B, and C, working l1l2-hour shifts,

P SECRET - 15 -
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Securaty Agencyl/ also represented an innovation not antiea-
pated in the COOP-0JCS. Although NCO and civi;iap adminls-
trative assistance waa provided, the Cuban Battle Stafrf also
81d not have an administrative offaicer speci£1cally assigned

to each shift, as Bpecified in the COOP-OJGS.E/

32, Most of the newly asalgned Battle Staff members
viere relatively untrained for their new assignments except
for general hackground informarion derived from thelr normal
staff assignments. Exlsting evidence seems to indicate
that no speclal orientational braefings were given to prepare
Battle Starf members for their jobs, although information
was provided on request by personnel knowledgable in the
current status of operations. Access to such information for
a particular JBST member was, however, restricted to those
who had the necessary security clearances. Many JB3T members
did not have such clearance becavse thelr normal staff
ﬁéaignments bore little relaticn %o their assigned positions

on the JBST.

33. In general, newly assigned Battle Staff members were
given initial orientation.by asking them to read copies of
the Master Action List and the COOP-0JCS documents. They
vere then informally briefed by Team Chiefs and the JCS/J-3
Duty Officer, and then left to [ind the necessary backgreund

infermation for their parcicular needs,

1/ NS4 provided two mil1tary officers and two Civil
Service employees to maintain liaison with the Battle
Svaff on a 24-hour tasis. See J3M {no number) for
Director, J-3, from Colonel GAiraudo, subJ): "NSA Officer
on Wateh in CAC," 21 October 1962, SECRET.

2/ COOP-03CS, op. cit,
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34, In numerous caseg, the search for essenbtial background
infermation and instructions for handling a particular JBS
function invelved a search through several documernts for
pertinent materlal. For example, the COOP-0OJC3 procedural
gulidance for handling and proceseing 1ncom}ng and ocutgoling
mecsages conslsts of the following statements: "Message
distribution will be in accordance with current Administrative
Instructions," and "Outgoing messages, other than Emergency
Actions Massagea; will ve proocessed in accordance with current
Joint Administrative Instructions."® Por a Battle Staff
member who was unfamilliar with standard message-handling
procedures, this guldance would have required the reading of
at least four or more separate Joint Administrative Instructions
(JAIs), as well as J-3 Instructions (J-3Iaf pertaining to
message proceasing.g/ However, none of these instructions
even mention Joint ‘Battle Staff procedures during crises or

emergency operations,

35. More detailed guidance was needed to insure that the
Battle Staff properly carried out all of its assigned functions.
On Vednesday, 24 October, the Director, J-3, sent a
memorandum t¢ the Cnief, Joint Battle Staff, in which he
provided a "cheelk list of recurring items which must be
handled on a dally baaiS.“Q/ This list included the following
thirteen items (slightly abstracted from the originall:

&. Supervige reviaion of MCL for Cuban operations,
deliver to Direector, J-3, at Q700, and puklieh and

dratribute by 0900,

COCF-BJCS, op. cif.
2/ The following JAI§ refer to Incoming Messages: JAI 5712.2C;

JAL 5712.4. 1In addition, the following J3Is are relevant

to processing Incomlng Messages: J3I 5712,1C; J3I 5712.3, and

J3I 5712.4. The following JAIs and J3Is pertain to Qutgolng

Messages: JAI ?TIE.IE; JAI 5712.5; J3I 5712.1C; JF31 5712.3.
3/ I3 (No number) from Director, J-3, Lo Chief, Joint Battle

Staff, 24 October 1962, UNCLASSIFIED,
TOP S}«:Rw

TOP SECRET - 18 -



S - TOP PARET

b. Provide for pick-up by Commander Bagley at 0730 a
copy of Current Situation Report and script ror'Chairman'e
0800 briefing for delivery to White House Situation Room,

0. Ten-minute briefing for General Taylor at 0B0O.
Provide seript.

d. Situation Report tg) be published,

e. Revliew and update éctions by JCS8 and MCL,

Lo ]

« Prepare draft messages,

g. Maintain f&aison with Secretariat offlcers in room
adjacent to Gold Room during JCS sessions -~ "for the
purpose of obtaining timely informatlon on decisions made
by the JCS, to include implementing messages therefor."

h. Maintain and update the completed actions chart
located in the Gold Room.

1. Brief[idmiral Plers, Chalrman, Canadlan Joint Staff
in Washington;];t 1415,

1.I£§sure Emergency Actions Branch (EAB) notifles

/R -« v=7cou changes of LANT, PAC, AL,

and CONA§Z]

k. Insure "Ops Immediate" on fast actions only,
1. Insure that displays in the 5ituation Room contain
up-to-date information in a professional manner,

m. Be prepared to send officer to White House at 1600
tc update information on Cuban operations., Contact through

Chalrmants offlice.

36, On the following day (Thursday, 25 October), an
additional memorandum, prepared by CAC personnel, subject:
"Joint Battle Staff S0Ps", was addressed to the Battle Staff
Teams, Its purpose was "to establish certaln basic SOPa
and olarlfy responsibilities in specif'ic areas within the
JBST.“;/ It defined the responsibllitles of the Deputy
1/ T3M1282-62, 2% Uctober 1962, UNCLASSIFRIED,

TOP WRET
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Battle Staff Team Chief, the Operations Coordinater, the

J-3 Rzpresentative, and 211 other team members who were
supportirg JCS egencles in the NMCC., It then proceeded to
outline detalled procedures and time echedules.for the prepa-
ration of SITREPs, briefings, and Situation Displays. It
should be noted that the position of the Cperations Co-
ordinetor on the JBST nad not been anticipated in the
COOP-~OJCS,

37. These and other procedural memoranda continued to be
formulated throughout the 1ife of the Cuban Battie Soz{T. Aa
late as @ November, thres days before the JBS was dilsbanded,
a memcrandum to the J28 estrblished procedures for responding
qulckly to requests for informatlon by sublects, and directed
that subject files of incoming and outgolng messages be

maintained by the JBS.L/

38. Many detalls of JBS procedures could not, of course,
be anticipacved in advance of a partiocular crisit event.,
Speclfic applications will always dictate the necessity for
spec.ial procedural directives, such as thoae found in the
"Cuba Watch SOPa." Some of the procednral guldance devaloped
during the Cuban erisis, howvever, reflected the fact that
the Battle 3taff teams did not have a common understanding
of the procedures required to fulflll some of the bas’c JBS
functiona, ({For a more detailed deseraption of JBS pro-

cedures, see Appepndix "A",)

39. Battle Staff operations improved ateadily throughout
the fipst week, By the end of the first week in November,
when a change-over to 2 new set of Team Chiefs began, thne
general pattern of actlvity had become relatively standard-

ized and routinized.g/

1/ J3M 1351-62, G November 19562, UNCLASSIFIED,

2/ Interview No. 7, 1 April 1963.
'E@P%HRIET
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22 October 1962, CONFIDENTIAL.
TGP )s{ CRET
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42, In this connection, 1t 18 imporvant to note that
the process of meintaining accurate locator date on key
corvrand personnel during the crisils also had lts short-
comings. Based on data collected by the Emergency Actions
Team during normal day-to-day operatlons, locator data are
acourate only 20 percent of the time. This percentage is
bazec on random line checlks conducted durling periods when
the exact location of principals 18 unimoun. Comparable
line check data collected by the Emergency Action Team
dur-ng the Cuban crisis showed that the accuracy of iInforma-
tion on indiceted location remained unchanged (approximately
20 percent), The average length of time required to locate
principala during the line checl: aleo approximated the
normel average. Times ranged from 8-second minimums to
24 minutes when principals vere located {median leas than
1 minute}. If the prineipal could not be located, then an
alternate vias contacted, This usually resulted in an
additional 20«second to 5-minute delay. In other words,
during the crisis and at a time when general war forces
worldulde were at increased readiness, there were no
significant changes in the ease or speed with which principal
military and civill leaders could be reached for an

emergency conference,

43,

‘TOP SECRET - 22 -
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"The Emergency :ctions Room," for mcre detalled discussion, )

s oin els8 of Staff Emergency Actlons
Procedures (EAP)," 18 July 1962, TOP SECRET,

2/ Message JCS 6807, CJCS Exclusive to all CINCe and Services,
2012142, Qcetober 1962, TOP SECRET,

3/ Message JC3 6830, CJCS Exclusive to all CINCs and Services,

T 2118142, oOctober 1962, TOP SECRET.
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45, The Emergency Actlons Room {EAR} was notified by the 1
JCS Message Center that the message was belng transmitted at !
that time., The EAR Watch Officer received a burnad copy of
the message via the tube a few minutes later. The message
was then taken to the JC8/J-3 Duty Officer and to the Chiel
of the Operations Support Division for a decision as to¢o ¢
whether the usual JC3 EAPs should be followed in alerting
preacribed commands and agencies, From there, the decision }
was paased to the Director, J-3, whe sought out the Director,
Jolnt Staff, for inqtrucbions. The DJS was in conference

with the JC3 at the time and therefore was not immediately

available, However, the Vice Director, Joint Stafr,

17 Veasege JC3 5860, DIT Tor J0S to all CINCs, 2218092, !
Ootober 1962, TOP SECRET, ~
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46, Other procedural problems involved administrative

Bupport procedures within J-3; finding detailed informailon
quickly in order to anawer questions asked poth by hagher
authority end by other parts of the ~JCS; and Joint Stafs
debraieliag of JCS decisions,

a7. The normal J-3 peacetime administrative procedures for
processing JCS pepers uere disrupted during the first week or
more of the erlsis. Thls was particularly true at the
Directorate level, where the sudden surge of paper work
requiring immediate action created seriocus communication and
work overload problems. Especlally during the first few days,
J=-3 memoranda were being processed so rapidly that the
Directorate personnel found 1t impossible to attach and record
the usual numerical identification. The large number of
unnumbered memoranda tlted in the lootnote references of the
present paper illustrate this break in the normal J-3 ad-
miniatrative routine., 8Similar problems ware encountared 1in
preparing actlion papers and other correspondence for submission
to the Director, Jolnt Staff, and the JCS, Administrative
protlems were compounded by the shortage of administrative
support personnel and by the lack of sdeguate space, equipment,
and physical facilities for processing the large volume of
paper worlt. Many of these problems were temporarily solved

by improvisation during the crisia.g/ The more basic and

T~ '
1/{For a discusslon of some of the international political
CUmplications resulting from the alerting of U.5. forces
and the increase in readiness to DEFCON-3, see Enclosure

"a", Chapter III, "Poliey Qgprdination: Overseas Unified
Commands and Allied Powegg,ir
2/ Interview No. 2, 8 March 1963.
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continuing problem of developing administrative pracedures
that are closely geared to future emergency operations stiil
rena. ns, however, and this problem requires further critical
exanination and necessary remedial action, Efficlent Joint
Esaff support of JCS emergency operations i1s highly dependent

cn efficiant administrative support.

k3, orocedurzl problems arose in fulfilling the requests
f'or detailed information tnat emanated from the White House
and the O0ffice of the Secretary of Defense during the
erisis. The problems are highlighted by an unnumbered memc
from the Chalrman, JCS, to the Directer, Joint Staff, on
2k October,l/ subject: "Passing Information to the Whice
House, Secretary of Defense, and Deputy Secretary of Defense.”
The mamo states that 1t 12 essential to increase information
that 1s passed to the White House, Secretary of Defense and
Deputy Secretary of Defense, and it directs that steps be
taken to insure that important incoming and outgoing wessages
are lorwarded expeditiously, that a Joint Staff officer be
esg_rned to erffect llzison uith the White Houss Situatinon
Room in order toc eep it "complevely up-to-date," and to
"effect a prompt response to requests for information from

these agencies."

1/ Tl BI-62, for tne Director, Joint Staff from Chairman,
JCS, 24 October 1962, (No Classification).
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hg. An arrangement for laaison with the White House was
established lmmediately, The Chief, Operat.ons Support
Divislon, was assigned this reaponsibility. This liaison
arrangeme=nt apparently alleviated but did not wholly solve
the problem, Ae late as § November, the Deputy Director,
J-3, directed the Joint Battle Scaflf, and the Chiefs of the
Current Operations and Cperations Plans Divislons to establish
procedures for the JBST to respond guickly to requests for
information by Bubject.}/ This was to be accomplished by a
system of subject files of inocoming eand outgoing messages
with inputs from the Current Operations Division, the
Operavions FPlans Divislon, and vhe JBST representatives from

other Directorates.

50. In responding to requests for information, Jolnt Battle
Staff personnel woul? frequently turn to the Status of Forces
Branch for current information on statue of forces and other
data. Informatlon was ususlly required swedlz cely and in
a variety of formats. As a result, the Status of Porces
Branch was overwhelmed by requests for information which
greatly exceeded their oraginal terms of referense and their
capacity to respond. (For a more detalled discuseion of this

problem, see Appendix "B", "The Status of Forces Pranch,")

51. } fan2i procedurs] problem arose psczuse the normal,
peacetime procedures for debriefing JCS meetings were not
utilized during the crisis, These debriefing sessions provide
the normal, established mechanism for informing the Joint
Staff of JCS declsions and actions. The abandonment of the

usual debriefing mechanism may be attriouted to three speclal,

L/ J3N-1351-62, Battle Staff Procedures, 9 November 1962,
{No Classification)
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interrelated conditions surrounding JCS activitaes in this
event: (1} the high level, tigh:t security conirol oﬁ uU.s.
policy intentions and of Cuban incelligence information that
vias exerclsed during tne early phases of the erisis; (2) the
declsion of the JC8 to continue to meet in the Gold Room,
instead of utilizing the operational facilities of the Joint
War Room; (3) tvhe long, continuous, éally meetings of the
JG8, which placed a heavy burden of work on the Director,
Joint Staff, the Seecretary, JC3, and other OJCS officials,
and thereby prevented them from having sufficient time o
conduct debrlefings. The absence of well-defined substitute
procedurcs for disseminating informatlion on JCS decisions
aunaer vuch conditions proved to be a serious handicap for
the Jounu Battle Staff and other Joint Staff persennel who
vwere intimately involved in expediting end cooidinating JCS
actions, {This problem is discussed in greater detall in

Appeadix "A", "Briefing and Debriefing.")

ez, In summ;;y, the period of 21 Qctober to 12 November saw
the formation of the Joint Battle Staff, the acceleration of
operational staff actlon during the critical weelt of 22-28
October, the political resclution of the erisis, and the
gradual decline of operational staff actlion associated with
the Cuban crisis, Alvhough the concept of operations outlined
in the COOP-0JCS was followed in prineiple, many. problams
were enc0untered'py J-3, in general, and by the Join: Battle
Starf, in particular, because existing documencs did not
Frovide a consolidated source of detalled, specific, procedures
to zulde personnel in the performance of their emergency duties.
Many Battle Staff members had not had training for their jobs

in previous command exercilses and, in the absence of readily

avallable, detailed procedural gurdance, they could not

TOP_SECRET - 28 -
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qulckly and readily fam.llarize theaselves with thelir new
assigninents. There were no systematic background byiefings
plarmed and none wad gilven to them. Displays, rille systems,
end relevant data bases were not prepared in a§vance. These
end cother preparatory activities consumed a large amount of
the time and energy of operatlons personnel during the most
crltizal period of the Cuban crisls -- a period in which JC8
requived rapia and efflcient support for possible sudden,
large-scale military operations, Desplte these inltial
handlecapa, however, mecst of the serious procedural problems
were overcome during the first four days of the crasils by
effentivy improvisation and the development of new procedural
guriclance that was required by the immediate demands of the

sitaation,

THE PHASUL-OUT PERTIOD (12 HOVEMEER - & DECEMEER)

53 The Joint Battle Staff was dlsbanded on 12 November and
repleced with an augnented Weteh, The Cuban Wateh was compased
of the normal Current Actlons Center Watch a2ugmented by two
officzre 2nd three enlistea men from J-3,and one cfficer
designated as contact officer for Cuban affairs on 2Y-hour
duty in 7-4. J-5, 7-6, and SACSA.l/ The three J-3 Executlve
Orficers at this time had their status changed from JBS
Chief's to General Watch Officers for the Director, Joint Staff.
The augmented Cuban Watch continued the basic functions of
the Battle Staff, including the preparation of writien brief-
inge, the SITREP, and the inputs to the MOL., VWhen the MCL
was discontinued on 21 November, the augmented Watch also

tock over responsibllity for publication of a revised form

~

1/ DTSW 1352-62, 12 November 1962, CONFIDENTIAL.
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1/

of check list For Cuban operations.= On the same date the
Quarantine VWateh and the fJensral 0fficer Wscoch for the Director,
Joint Starf, were discontinued. However, the requirement rfor

the J-3 Duty Generals to serve on 8 24%-hour basis was continued,
This requirement vas relaxed on 30 November to eliminate the

need for a Duty General to remain in the building at all times.g/
Hovenber 30 also marked the discontinuance of the morning

briefing repert toe General Taylor.

5i, The augmented Cuban Wsbtch was terminated with the dis-
continuance of Operation SCABBARDSQ/ at 0B00Z on 6 December
1962, and the Current Actions Center then returned to its

normal scate of organization and functioning.

55. During thils perlod, 2 political settlement had been
reached, forces were gradually being returned to howme bases,
and mesaage trafflc reguiring staff action had sharply
decitned, _EEEEEEPFES developed during the crisils had become
routine., In generzl, sugmented Watch duty had become

increasingly slow.

SUMMARY OBSERVATIONS

56. This section contalns the general cbservations and
concliuslons of the study. They stem from a comparison of the
procedures actually employved during the Cuban orisis with those
procedures specified in pre-existing OJCS documents. The
evidence supporting these observations, together with the
more detailed findings of the study, are presented in the

foregeing "Discusslon” sectilon and in the Appendices,

i/ J3M (No numober[, from Director, J-3, for Deputy Director,
J-3, Divieion Chiefs, JBST Chiefs, Subject: "Continuing
Requirements for Duty General and JBS," 21 November 1962,
(UNCLASSIFIED),

2/ J3M (No number) for the Record, from Deputy Director, J-3,
Subject: "Cuba Watch, Relaxation of Requirements for,"
30 November 1962, {NO CLASSIFICATION).

;/ Neote: SCABBARDS wae the code name referring to Cuban
contingency operat.ons; ror a discussion of the term
SCABBARDS and its usage, see Enclosure A of this study.
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THE_CONCEPT OF OPERATIONS

57. The general concept of normal Watch augmentation and
the transition to Jolnt Battle Staff operaticns, as specified
in the COOP-0JCS, was essentially followed during the Cuban
orisls, However, Joint Battle Staff operations were hampered
by & number of procedural problems during the early critical'
perisd of the crisis, These problems arose in part because
of the lack of detalled proceduresa supporting that concept
of cperatlons and because many JBI members lacked the necessary
training and experience with Joint Battle Staff functions.
Most of th2 Battle Staff members were relatively untrailned
for thelr new assignments, except for general background
information obtalned in their normal staff assignmenzs,
Existing evidence indilcates that no speclal btriefings wers
plammed or were glven to prepare Battle Scaff members before

or lmmediately after they were assigned. (See "Discussion'l)

ADMI1i{3TRATIVE OPERATIONS

53. Many normal J-3 peacetime administrative procedures
falled during the crisis. Because of the press of time and
the solum2 of action papers fo be prepared for JCS consider-
atlon, the peacetime procecdural system for submission of
papers to JCS was rarely used by J-3 action officers., Even
the "short-form" Green method and other methods of expediting
the processing of JCS papers proved to be too unwieldy from
an operational point of view., The lack of space, shortages
of administrative personmnel, and the absence of procedures
clearly adapted to crisis operations all contributed to
operational 1nefficiency during the first few days of the
erisis, Many of these procedural problems were alleviated
during the crisis, but their existence during the critical

phase of the crisils suggests the need to examine the close
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intersction between adminlstrative and operational prooedures
employed during emergency situations, and to develop new
emergency administrative operaticnal procedures which can
be exercised in conjunction with other emergency operational

procedures,

59. The operation of s Battle Staff, the development and use
of the MCL, and the J-3 methods used to submit action ltems for
JCS consideration in large part replaced peacetime administrative
procedures of the Joint 8Secretariat and J-3. The JBS assigned
actions to the Directorates, maintained follow-up monltoring
of the status of actione, developed agenda items for the MCL,
and maintained comprehensive message files for reference.

These activities have been clearly defined in JAIs and other
procedural decumentation as standard Joint Secretariat reaponsi-
blllties for peacetlime operations. However, there are no
provisions in the JAIs for transition from peacetime administratl
procedures to administrative support for cperational procedures
during crises. As 8 result, a transition was not made and both
systems operated simultaneously during the crieis. (See
"Discussion", paragraphs 47-52 Appendix 4, paragraph 32-40 and
50-51; and Appendix B, paragraﬁhs 59-63.)

BRIEFINGS

60. The large amount of time spent by the JBS Chisfs and
Team Chiefs 1in preparing and presenting briefings necessarily
interfered with thelr primary functions of planning, directing,
and coordinating the activities of the Battle Staff team members
and J-3 mction officers, Moreover, the documented procedural
guldance for the conduct of briefings proved to be inadequate
to insure sfficient, high quality brlefing preparation
and presentation by the JBS, At first, Battle Starf
personnel did not have detalled lJmowledge of the inpub

sources of information for briefings and were relatively
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insxperienced in the techniques of briefing preparation., The
JBS had to rely heavily on experienced CAC briefers for the
assembly of information and the preparation of briefing
scripta, In general, therefore, the Cuban experience suggests
the need for reducing the number of special or ad hoc brief-
ings, for shifting the responaibllity for briefing preparation
end presentation to officers who do not have primary responsi-
bilitles in the directlon of the JBS, and for utilizing
briefing officers who have had speciallzed training and
experlence in the conduct of operational briefinga. (See

Appendix "A", "Briefing and Debriefing.")

DEBSIEFRINGS

1. Normal JCS debrlefing procedures were not used through-
out the period of Joint Battle Staff operations from 21
Qectober through 12 quember. The failure to use the normal
debriefing mechanism derlved from several special conditions
surroundling the Cuban erisls. Cuban intelligence information
and U.S. 1intentions during the early phases of the crisis
had to be tightly controlled. The Joint Chiefs of Stafr
were 1in almost continuous session for many days and, as a
result, key personnel normally involved in the debriefing
procedure were precccupled with the press of other work,
Even had they been available, the requirement to maintain
tight security control over U.S., intentions would have

precluded extensive debriefing of the Joint Staff,

62. The fallure to utilize the usual system for debriefing
JC3 meetings created numerous problems., It made 1t difficult
for the JBS to ascertain the briefing needs gof the JCS and
to tailor their information collection, analysis, and presen-

tatlon activities to these needs. It created an informational
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vacuum which made it difficult for the JBS to plan advance
actions., It preoduced unnecessary confusion, dupliecation of
effort, and lack of coordination in the performance of JBS
and Joint Starf activities. 1In general, the failure to
provide an establighed information feedback mechanism from
JCS to the JBS, seriously hampered the Battle Staff's abllity
to perform 1ts intended function of expediting and coorol-
nating JCS actions. {See Appendix "AY, "Briefing and
Debriefing.”)

THE MASTER CHECK LIST

62. The Mastver Check List (MCL) was an ad hoc innovation
developed in response to & request by the Chairman, JCS, that
J-3 maintain a continuing record and history of all actions
In the Cuban crisis, Despitve this inivial limiced purpose,
however, 1t quickly became recognized by the Joint 3talf as
the fastest and most reliable method of placing urgent oper-
ational matters on the JC3 agenda and alsc as the most
authoritative single source of informatlon on topics that

were being conslidered by JC3,

64. The MCL was submitted to the JC3 each morning. Attached
to 1t were appropriate action papers which contained a
dlscussion of the protlew, recommendations, and implementing
draft messages. This procedure had the effect of allowing
action officers to submit theif papers for JC3 decision in
a matter of hours, instead of days. Action papers were sub-
mitted at the JOS meetings as Director, Joint Staff Memoranda
(DIJSMa), Tnie process short-cut the elaborate coordination
process required during peacetime operations. As a result,
the Joilnt Staff was able to operate more llke a true military
staff than 1s the case under normal conditions. (See

Appendix "B", Oeneral Operations Division.")
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CONTINGENCY PLAN IMPLEMENTATION PRCCEDURES

65, There were no preplanned messages for implementing
limited war contingency plans comparable to those prepered
for SIOP implemenvation, Advance planning and preparation
of such implementing messages reguire coordination with the
CINCs to inaure that orders issued by JCS do not arbitrarily
restrict the field commander's cholece of timing based on

loeal and tactical factors. Planners apparently have not

given follew-on messages related to the implementation of
contingency plans the same degree of attentlion that they
have given to the leas likely situation of general war,

{See ippendix B, paragraphs 23-27,.)

MESSAGE-PROCESSING PROCEDURES

—

66. A review of message-processing procedures listed in
JAls and other sour?es suggests several shortcomings when
reviewed in the light of the augmented Wateh and Battle Stafr
operations in the crisis,

a. None of the documented procedures relate teo
Battle Staff operatlonm, crisls operations, or wartime
operationa. Documented procedures are essentlally
peacetlime procedures, with provasion for special short-
cuts for an occasional message requlring prompt action.
Despite this the COOP-QJCS specifically instructs
Battle Staff personnel to follow standard message

processling procedures,
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b. There 1s no centralized source of message-processing
procedures avallable to sérve as guldes to staff personnel
arsigned to Joint Battle Starfs,2’

£. The elaborately documented peacetime system for
message reproduction, distribution, cohtrol, and
clearance, 26 defined in JAIs and J-3ls, 1s simply too
slow, complex, and cumbersome to meet operational
requirements for the rapid processing of 8 high volume
of action messages cssoclated with crisis operations.

Tae more streamlined and operationally orilented JBS
procedures replaced many of these peecetime, adminlstratively
oriented procedures, ({See Appendix A, "Processing Message

Traffio.")

ACTION OFFICERS

&7, The developmen? of action papers i1s prohably the most
cruzial part of the whole process by which ton: Jolnt Starf
provides support for JCS command decisions, .ll action
ofiicers invclved in the Cuban crisis were subjected to very

heavy and demanding workloads, but the pressures were

1/ For a comprehenslve description of the organizatlon,
mizssion, facllities, and operations of the Jolnt Chiefs of
Starf Message Center, see WSEQ paper, "Joint Chiefs of
Starff Message Center Operations", 10 April 1962, SECRET,
Iimit2d Dlstribution.

TOP SECRET - 36 -

TR CRET



TOP_SECRET '} P RET
particularly concentrated on a few ke, officers who wers

most Knowledgeaole and had the conf_dence of the pompand.
Deapite the very capable performance shown by J-3 action
officers Suraing the criasls, it is questlonable ;r the J-3
organmization could have provided adequaste staff support for
conaslderably expanded emergency operations. [Er the Cuban
erisis had escalated lnto larger proportions, or if a second
crlg.s had developed slimultaneously in, say, Indiz or Berlin,
the supply of experlenced J-3 acvion officers would have been

auickly exhausteéz} )

68, One of the greatest assets of experienced action officers
1s their detailed knowledge of the appropriabte sources and
channels of informatlon and of the technlques and procedures
for preparing and processing action papers, They have
appropriate flles re?dily avallable; they know whom to cazll,
vhere to go for parcticuler types of information, and with
whom their actleons must be coordinatved; and they are familiar
with the types of format and levels of detail required by
the JC3 in the submisslon of action papers, Xnowledge of
this type, together with the possession of detailed information
on partileular geographic areas or subject matters, represents
a relatively rare comblnation of skills which 1s found in only
a few key individuals whe have had relstively continuous,
speclalized training aad experience, The fact that & number
of J-3 actlon officers had this comtination of procedural
knowledge and subject matter competence probably made the
difference between an effective J-3 operation and an inef-
fective cne during the Cuban erisis. (See Appendix "A",

"JBST and Actlon Officer Procedures.")
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69. The preparation of the dally and supplemsntal §IjﬂEPs
wags one of the most time-copnsuming and diffieult tasks
assigned to the Joint Battle Staff, The difficulties en-
councvered 1n i1ts preparation atemmed from several sources:
{z) the format for presentation of SITREP data was not known
or fully understood by many of the members of the Battle
Staff; {(b) the lack of feedback of information from the JCS
made 1t difficult for the JBS to determine what information
to include in the SITREP; (c¢) the proceas of collating,
organlzing, and analyzaing data relevant to the emerging Cuban
situatlion was complicated by the sheer wvolume and complexicy
of . input data arriving from CINCs, Commands, and Service War
Rooma; {(d) initial input data from the CINCSs proved to be
inadequate to the needs for JBS SITREP production: and (e)
preperation of the SITREP was hampered by the lack of a
ecantralized scurce of information on the current deployment

and status of forces.

7C, Present procedural guidance for vhe preparation of
SITREPs 1s limited to the assignment of responsabllity for
its production and a briaf desoription and topleal outline
of its content. Based on the Cuban Battle Staff experience,
this guldance ls not sufficient to insure the production of
Situaticn Reports which fulfill the basic purposes of this
report. Additional procedural guidance was needed in
providing the basle criteria of relevance for the inclusicon
and exclusion of information to be utilized in the report,
and 1in identlfying and centralizing the input sourcea of

information. (See Appendix "A", “Situation Reports (syPREPs).")
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INFORMATION SUPPORT OPERATIONS

7. The Cuban c¢risls emohasized the need for a highly
detalled data base for Status of Forces information, a
capabilicy for rapld retrieval of that information in many
Tforms, and the need lor more clearly defined requirements
feir general informational support. In responding to requests
for lnformaticn, Joint Battle Staff personnel would frequently
turn to the Svatus of Forces Branch for current information
on status of forces and other force data. Information was
usually required "right now" and in a variety of faormata.

As s resuli, the Status of Forces Branch wis overwhelmed by
requests for informaticn which far exceeded thear original

terme of reference and their capacaty te respond. Lo general,

i1t wam found that Joilnt Cperational Reporting System (JOPREP)
reports contalning Status of Forces information, l.e., REDAT,
REDNON, HEDRAD,I/ were not as useful as the STTREPS submitted

by the unified and specified commanda, They were not timely

and did not contaln the detall required by varlous users of

this information. In effect, the JOPREP = Scacus Relorts was nol

respongive to Joant Staff requirements for implemeanting contingenc
plans. :
72. Although lack of modern graphics and displey production

material, adequate map vases, and storage space was a
problem for support operations, major problems stemmed from
changing requarements for displays and graphics and the lack
of uniform guidance. Lack of uniform guldance stemmed, in
part, from the fact that the Pranch had to take dlrection
from two different masters, Branch personnel tried toc be
respeonsive t;ﬂfouh the gperatione personnel they served,

namely, the JBST and JC3/J-3 Duty Officer Watch, and to the

I/ Operational Ready Reports, Atomic, Non Atomic and NORAD.
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Chief of the Operations Support Daivis<on, {See Appendax "B",

"me Status of Foroes Branch.") -

RELOCATION OF THE ALERT CADRE
f3. Relocation of the alert cadre

(See "Discussion”,

paragraphs 40 and 41.)
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APPENDIX "a"
JOINT BATTLE STAFF TEAM PROGEDURES

ERIEFING_AND DEERIEFING

i —r i v

l. Briefing and debriefing within OJCS, under normal con-
ditlons of functioning, tend to form a complete feedback com-
munication loop., Brilefings provide JCS with data essential
for plamning, decislons, and action directivea, Debriefings
of JCS meetings, 1in turn, provide the Joint Staff with the
information and guldance required for the implementation of
declsions and directives, During the Cuban crisis, the normal
system of briefing and debrieflng underwent various changes,
both planned and unplanned. The present sectlon discuases the
nature of these changes and thelr consequences for Jolnt Battle
Staff (JBS) functioning during the crisis, Specifically, it
describes the role of the JCS™1fi thHe conduct of briefings,
examines the degree to whicll the Battle Staff brlefing
procedures used during the erisis conformed with preexisting
procedural documentation and practice, and notes scms problems
that developed 1n relation to JBS briefings and JOS debriefing

procedures,

ERIEFINGS
2. The conduct of daily operational briefings is an

established function of the Current Actions Branch, Current

Operations Division, J-3, The scheduled dally briefings in

the Current Actions Center (CAC) inciude an 0830 briefing for

the Directors of the Joilnt 3Staff and a briefing at 0930 for

the J-3 Staff and other Jolnt Staff personnel, These briefangs,

and various special or "on call" briefings, are normally

prepared and presented by one of the five Current Actlon

Center Vatch operations officers who have been speclially

tralned in briefing procedures and techniques,
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3, With the phase-in of the Cuban Battle 3taff on 21 October,
and untll the JBS was disbanded on 12 November 1962, "the basic
responsibility for both scheduled and "on call” briefings shifted
from the CAC 8taff to the Jolnt Battle Staff., This shift
conformed with the proocedural guldance contained in the JCS
document, CONTINUITY CF OPERATIONS OF THE CRGANIZATION OF THE
JOINT CHIEFS OF STAFF, (coop-oacs)if, which directs thest
operational briefings will be coordinated by the Chlef, Joilnt
Battle Staff, when established. This doocument also speclfies
that scheduled briefings will be conducted daily, as prescribed
by the Director, Joilnt 3taff, who also prescribes other briefings
on call and authorlzes the briefing attendeea.g/

4, The Joint Battle Staff toock over the responsibility for
the routinely scheduled 0830 briefing for the Joint Staff
Directors. The briefing of other Joint 3taff personnel,
normally scheduled for 0930, was combined with the JBS rellef-
of -watch briefing at 0900. Another change-of-watch briefing was
given at 2100 daily.i/ These briefings were presented by the
Joint Battle Staff Team (JBST) Chiefs and were continued
throughout the period from 22 October until 12 November, when
the Battle Staff was disbanded and the Current Actlons Center

returned to an augmented Cuban Hatch.ﬂ/

5. On Monday, 22 October, the Chairman, JCS, requested a
epecial ten-minute briefing each morning on Cuban intelligence
and operatlona.é/ These briefings were schaeduled for 0800 daily,
and were presented by one of the three J-3 Deputy Directors, who
were serving as Battle Staff Chiefs {Duty Genarals). The oral

briefings for the Chairman were begun on 23 Qctober and were

17 JCS - CONTINUITY OF OPERATIONS OF THE ORGANIZATION OF THE
JOINT CHIEFS OF STAFF, Part I, "Operations at the Pentagon,"
pp. 18-19, 27 Augast 1962, SECRET,

2/ Ibia.

/ J3M-12B82-62, 25 October 1962, TOP SECRET.

/ DISM-1442-62, 12 November 1552, CONFIDENTIAL,

5/ Interview No. 4, 12 March 1963,
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also attended by the Director, Joint 8Staff, £nd the Darector,
J-3. They were continued until 10 November, when the Chalirman,
JCS, requested that the orel briefing be discontinued, out that
a vritten briefing script, using the same format as previously,
e delivered to him by 0830 daily.l These written briefing
reports were later prepared by the augmented Cuban Watch and
were finally discontlnued on 30 November 1962.3/ Script coples
of each Chairman's briefing were daistributed t¢c him, tne White
House Situstion Room (via DIA courier), the U.5. Representative
to NATC, the Direccvor, Joint Staff, the Director, J-3, the Joint
Battle Starff Chief, to J-5, and to the J-3/JCS Duty Ofrlcers.éj

6. In addition c¢o the Chzirian's br:efing, the Jeint accle
Staff was quickly charzed with responsibility for other~ special
briefings. On 24 October, the Director of Operations was directed
to previde & daily 1500 briefing on the Cuban situation to Adﬁiral
Desmond W. Piers, Chﬁirman, Crnedian Joint Scafll, uashington.-/
On the same date (23 October}, J-3 input was requested for 8
briefing for the NATO Standing CGroup at 1500 hours,2 and on the
followang day, the Dlrectg;, J-3, was directed to provide dally

briefings for this Group.™

1773 (1o number) irom Dépucy Director, J-3, ta Chiel, JBST,
sub,: "Briefing for Oeneral Teylor," 10 November 1562 (no
clasasificataon); and J3M {no number) from Deputy Director,

J-3, to Chief, JBST, same subject, 12 November 1952, (no
classification),

2/ J3M for the Record from H.B Stark, Gapt, USN, Watoh Officer,
subj: "Morning Br.efing Report to Oeneral Taylor," 30 Novemver
1962, (no classification)

3/ J3M {no number), from Deputy Director, J-3 to JBST Chiefs,
subj: "Briefing for General Taylor," 10 November 1962, (no
classirication?.

4/ 33M (no number), 24 October 1962, TOP SECRET Although this
memorandum indicates that the briefing for Admiral Plers was
to be conducted at 1500 houra, this time apparently was quiclkly
changed ta 1415 hours. & J3M from Direcltor, J-3, to Chief,
Joint Battle Staff, supj: "Joint Battle Staff Check Liat,"

244 October 1962, notes the time of the briefings as 1415 hours.
On 2 November, Admiral Plers requested that the briefing
"revert to Lhe normal and be done at 1500 today if possible."
Memorandum from uvnidentified cfficer to Peputy Directer, J-3,

2 November 1962, 1145,

5/ J3M for the Record, from Militery Secretary, J-3, subj: Briefing
for Sianding Group HATO," 23 October 1962,

6/ J-3 MCL No. 9, 20 October 1962, 0600 EDT, TOP SECPRET,
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7. In summary form, the Joint Bettle Staff:was responsible

-for the following daily schedule of formzlly established

briefings: . :

Tine Attend=zes Briefing Oflicer or Coordinator

0800 Chairman, JC3 Battle Staff Chief {(B/Gen Clay)
Director, JS
Director, J-3

ca30 Joint Staff Battle Staff Team Chief
Directers

0900 Joint 8tafrl Battle Staff Team Chief
Personnel &
Incoming JEST

1415 Admirzl Piers, Battle Staff Chief (1st Dzy)
Canadian JS Battle Staff Team Chief (Later)

1500 NATO Standing Battle Stalff Team Chief
Group

2100 Incoming JBST Battle Stafl Team Chief

8. In epddition to thase feormally established briefling
sessions, there were numerous informal briefings of visiting
nilitary personnel dnd ol personnel from the O0ffice of the
Secretary of Defense, tha Stateopepa;pment, and other agencies,
The formal change-of-watch briefings were alsc supplemented by
Tace-to-face briefings between the personnel occupying counter-
pert positions in thz2 outgeing and inceoming Battle Starl Teams.
For example, the incoming Battle Staff Team Chief usually arrived
ene-halfl hour befere his Watch began and the outgeing Team Chief
remzined cne-half hour longer than his scheduled time of relief,
so0 that both could discuss 2ctions that had been completed end
the follow-up cor future zctlions that were regquired. Simllar
personal briefings occurred between the Operatiens Ccordinator,

the J-3 rzpresentative, and cther counterpart personnel on the

=

two teams.

1/ Interview No. O, 1 April 1563.
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DEBRIEFING

8. The procedure for debriefing JCS, State-JCS, §nd OPS DEPS
meetinis, in order to review JCS action cn aszenda it;mg, ia
establiched in JAI 5410.2B, BRIEFING AND.DZBRIEFIIIG PROCEDURES
FOR JCINT STAFF PERSONNEL, 1€ December 19560. This Joint
Administrative Instruction provides the following schedule of
mzetings subsequent to which the Director, Joint Star’f, conducts

a debriefing and issues necessary instructions to the staff:

|

OPS DEPS Meetings (Tuesdey, 1400)

b. JCS Meetings (Wednesday and Fridey, 1400)

¢. State-JCS Meetings (Friday, 1%00)
The apecified attendees at these debriefings include “he Dirsctor
of each Joint Staf’f agency (or his representative), and a member o:

the Eranch responsible for briefing each item.

10. T™his previously established mechanism for debriefing was
not used throughout the period of Joint Battle Svaff functicning
from 21 October throuzh 12 Ncvember for various reasons, including
the tightly centrolizad nzture of Cuban intelligence infeormation
and U.S. intenticns during the early phases c¢f the erisis, the
fact that the Joint Chiers of Staff were in almost econtinuous
session for many days, and the fact that the key perscmnel
norm2lly invelved in the debriefing procedure were eavily
preoccupied with the press of other work. Even if these personnel
were avaliabie, the extreme sensitivity and security surrounding
U.S. intentions in the ¢risis, would have precluded extensive

detriefings of the Joint Staff.

11. The basie pattern for this changed mode of operations was
estavlished 2 week or more prior to the formation of the Joint
Battle Staff, and it involved the estaplishment of a direct znd
immediate relationship between the JOS and a few selected action

officers comprising the Cuban Flanning Group. This Group, and a
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few additionel! individusls wio ware subseguently informed, re-
tained tizht securitr control of inforrmation on Cuban events
and JCS decisicns prior to 19 Cctover., On the lztier --te,
additional Key members »f the Joint Staff were briefed on the
nature of the Cuban missile threst and the anticipated

Ixecutive Department and JCS plans.

12. The changed mode of operations established during this
ezrly perlod tended to persist, in varying degree, throughout the
crisis in the form of 5 more direct relation between JCS end the
actlon olflcers assicned particular responsivilities for the
various vhages of Cuban operations. Especlally during the first
weelz of JE3 operation, there wzs 2 major informstional hiatus
berween the Batile Starf and the JCS decision-making and
implementation process. A large propoftion ¢f the JCS decisiona
for zction or deferral of action during this eazrly phase came
to the attention of the Joint Battle Stalf only indirectly and
after a2 ceonsiderable time delsy. Ouly 2 small proportion of
the JCS CUT-messages were drafted in the JBS,A/ and, in numerous
czses, the JBS members were unaware thzt a2 given JCS deeisicon
had been made until they recelved 2 delayed information2l copy
of the messaze via the Emergency Actions Team.g/ In some cases,
queries cn 2 given JCS message were directed te the JBS from
iower echelons of command before the JBS had received copies of
the mescage that stimulzted the query. In a few casec, two
messages cr the same subject were dispatched to lower echelons

because the JBS did not have information that 2 previous message
/

on the same subject had been sent,

13. The informationzl vacuum thus created Ffor the JBS ied to

efforts tc establish new chznnels of commmnicziion between the

1/ Interview RO, &, 1z March 1953.
2/ Interview No. 1, 7 Ilezreh 1263,
3/ Interview No, 2, 8 March 1963
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Battle Staff end the JCS Gole Room, where the Joint Chiefs were
meeting These channels veres never completely fcrmalized and
routinized, but by about 1 November they vere cpparently
sufficlently well developed and underrtood thar ther provided

2 reasonably adequste feedback system for JBS operations. The
techniques used for securing information directly from JC3
appea» to have varied somenhat over time., Imtiplly, arrangements
vere made for the Joint Seccreterlat officers stationed in the
ancerccm of the CGola Room to telepnone the J-3 Battle 3taff
Caiaf (General Duty Officer) to inform him tnat they had infor-
mation for the Battle 3taff, A Battle Svaff member would then
be sant to the anteroom to secure the 1nformation.'l hceordang
to sone 1nrormants,g ¥’ ‘e system dild noct prorse sholly secls-
factery, and subsequent arrangemente included having the action
offlicers come direecly from the JCS meeting to peport to iLhe JIBS,
and tending vhe JBS Qperations Coordipator or J-3 representar-ive
to the Secretary or Deputy Secreta;y, JCS, to determ.ne what

had happened in the JCS meetings.

DOCUMENTED PROCEDURES

1L The following OJCS documents perca.ning te cr:efing anc de-
trielinz procedures were in effect a2t the time of the Cupan
ericia-
& JCS, Continulty cf Operacions of the Organization of
the Joint Chief of Staff (COOPF-GJCS), 27 Auguet 1962, SECRET,
b. JAI 5410.28, Brief.ng and Debriefing Procedures for
Joins Staff Personnel, 16 December 1960, UNCLASSIFILED.
€. J-3 Instruct.on 5410.1A, State-JCS/Joint Stalf Meeting
Agendas, 2 July 1962, UNCLASSIFLED,

1/ Interview No, 2, © WMarch 1963,
2/ Interview No. 3, 11 Msrch 1963; Interview No, &4, 12 March 1963,
3/ Interview No. 6, 1 April 1963.
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d. J-3 Instructaon 5410.3E, Procedures for Briefing Sheets,
Oral Briefings and Debriefings, 17 August 1961, UNCLASSIFIED,

e, J-3 Instruction 3000.5, Weekly Operational Bﬁleflng for
the Directer for Operations, 25 March 1952, UNCLASSIFIED.

15. The moat pertinent of these doouments for Joint Battle
Svaff briefinzs is the COOP-CJCS, which provades a brief outline
of the format and content of operational briefzngs.lf None of
the above documents provides an expllcit statement or mechanlsm
for Joint Battle Starf dehriefing of JCS meetings., It should be
noted that the COOP-0JCS provides for Secraetary, JCS, represell-
tation on the JBS;—E-/ there was, however, no such Secretariat

representative assigned to the JES.

16. A venparvison of the actual operations of che JBS during
the C.ban orlale with the procedural guldance avallable 1n pre-
exisu.ng OJC3 deocumente indicetes a number of discrepanciles
and problemn aressg:

a. Although the responsibllity and general format of
operatlional briefings 1ls well-defined in the COOP-QJCS
document, the prooess or_collecting and cocoréinating the
input sources of information for operational brlefings was
not specifiled or elearly delineated. Personnel on the JBS
who were responsible for briefing preparation and presen-
tation were handicapped by a lack of intimate knowledge of
both the internal and external sources and channels of anput
data and by lack of experience 1n the techniques of brisfing
preparation. This problem was solved to some extent by having
one of the regular CAC briefers collect the anput data and

prepare the scrapt for the dally briefings of the Chairman,

1/ See, especlally, Sectlon I, paeragraph 7e, pp. 18-19,.
2/ COOP-0JCS JBS Organizational Chart, Part I, p. 15,
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JCs This script was then utllized for the brlefings con-
ducted by “he Battle Stalf Tear Chiefs.”  This ad hoc
adeptataon 1s, however, & departure {rom the briefing
responsibllities assigned to the Baitle Staff in the COOP-.0JCS
document,

b. The efficlent administration of the Battle Staff was
hampered by the practice of using the Battle 3teff Chlels
(Duty Generals) and Team Chiefs for briefing presentations,
The large amount of tlme required for briefing preparation and
presentation net only imposed 2 personal hardship on the Batile
Starr leadership btut also necessarily interfered wlth izs
primary Zunctions of plenning, direeting, and coordinating the
activicties of the Battle Staff vepm membere. This interference
wita Lmamary directive functions was further aggravated by vari-
o'.¢ 8p: .12l and A& hoo briefings which Lhey vere called upon to
pervorn, £ number.of observers 1ln the 0JCS have noted the
re sclty OJor reducing the number of scheduled and ad hog
briefings conducted by the Battie Staff and aleo the desirc-
bLlivsy o zesizning responsitllity for brielfing presentations
0 nfficers who oo nco have primary respgnsmbilities in the
direction and sdmunistration of the JBS.z/

£. Several of the offices an the Office of the Secretary
of Defense which were vitally concerned with Cuban affairs did
not consistently send representatives to the regularly
scheduled briefings conducted by the Joint Battle Staff in the
Current Actlons Center., This resulted in the need for con-
ducting additional special briefings for thelr henefit and

an unnecessary increase in the volume of communications be-

cween individual 08D offices and the Curren: Accions Cencer.

I/ Interview No. 4, 12 March 1963.

2/ Interview No. 3, 1l March 1963; Interview No. 4, 12 March 1963;
Interview Mo, 5, 13 December 1062,

3/ Incerviev No. 1, 7 Merch 1963
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¢. The failure to use the peazcetime system of debrieling
JOS meetings createa numerous protlems. It made 1t dirficult
for the JBS to ascertaln the briefing needs of the JCS and
tc tallor thelr information collection, analysis, and
presentation activities to these needs, It crested an infor-
mational vacuum which made it difficult for the JBS to plan
2dvanced actions, It produced unnecessary confuslon,
duplication of effort, and lack of coordination in the
performance of JBS and Joint Staff actlvitiez. In summary,
the failure to provide &n established information feedback
mechanism fron JCS to the JBS seriously hampered and,
in scome cases, negated the rulfillment of the Battle Starf'a
intended function of expediting and coordinating JCS act:ons.if

2. One of the emergency procedures intended to
remedy the problem of keeping the JBS informed of JCS actlons
15 the provision for incluslon of a representative of the
Office of the Secretary, JCS, on the Battle Stafrl., This
renresentation, whiceh 18 specified in the COOP-QJ(S, was
not effected during the Cuban c¢risls, If it had been,
it 13 probable that at least some of the confuszion and

lack of coordination could have been avolded,

The breakdown of the peacetime dGebrlefing procedures
and the feilure to effect satlsfactory substitute procedures
during the erisis suggesat the need for a more thorough
revieu of the whole debriefing problem and the development

of more reallstic and efficlent debriefing measures.

;? JCS, CONTINUITY OF OPERATIONS OF THE JOINT CHIEFS OF
ggg?? {COOP-0JCS), Part I, Paragraph 2g, 27 August 1962,
RET.
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SITUATION REPORTS (SITREPS)

17. One of the essential functions of tne Joint Bactle
Starf is tvo present the JCS, and others, with a clear,
accurate pactare cf a crisis situation as 1t unfelds,
cut of the mass of incoming .nformatlon from all sources,
which must be read, digested, unoerstood, and placed in
proper ¢ontexc, the JBS has to produce a condensed, timely,

and accurate cnaraccerlzation of events as they develop.

1€, The established mechanlam for fulfilling this function
is e Sltuation Report {SITREP}. Its purpose is to provide
guldance, advice, direciion, or information to agenciles of
the JCS and commands, or other interested agencies of govern-
ment, It ls designed Lo keep the JCS, the unified and
specified commands, the Director, Strateglc Target Planning
(D3TP), and the Alternate JCS Control Centers (AJCCs) con-
tinvally appriced of exlating political-mllitary and opera-
tlcnallsituations and of che commander’s overall operational

pluns.—

1I77JCS Pub. b, JOINT OPERATIONAL REPORTING SYSTEM (Short
Title; JOPREP), Marcn 1962, SECRET,
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19.[Ehe COOP-0JCS document direccs the publicatlon of a
JCS SITREF "as of 2U00Z hours deily by 0300Z hours-daily"
as &n executlon task of the Join: Daitle Snafr.l/ Wizk:in
the Bactle Stafl, the Team Chief ls made responsible for
sure:'vizlon of SITAEP prepsratlon snd the Joint Staff
Directorate representaclives in the Operations Section of

2
the Battle Staff are dirscted to furnlsh approprizte inputs.

T r——— L

20. This section will discuss Joint Battle Stalf acticns
relating tc the publication of the SITREF, compare these
aztlicns with documented procedures existing prior to the
Cuban c¢risis, &nd comment on che adequacy of docurented
procedural guldance in the light of the Cuban Battle 3taff

experience.

JOINT BAM'LE STAFF PROCEDURES
Zl. The firat JUS SITREP published oy the JBS (No. 1-52) wvas
isgued as of 0400? on 23 Octoper, and was dispa:ched £: a JCS

3 k5
message at 10352 to Adéress Indicator Group (AIG) 936,  and

i/ JUS, CONTINUITY OF OPERATIONS OF THE ORGANIZATION OF THE
JOINT CHLEFS OF STAFF, Parv I, "Operations =t the Pentagon,"
paragraph 7d, 27 August 1962, S=CRET.

2/ Ibid,

3/ Msg, JCS 6897, 231035Z, TOP SECRET.

4/ AIG 936 includes the fellowlng actlon addressees: CINCAL,
CINCLANT, CINCARIB; CINCONAD; CINCPAC; CINCNELM; CINSAC;
CINCEUR; CINCSTRTKE; DIA; JACE, Fu, Ritchie, Md,; JACE/Afloat,
Norfolk, Va.; JACE/Alrborne, Andrews AFB. It also includes
CNC {OFilaV); AU Cmd Post, Maxwell AFB, Ala.; and CG MGP, Camp
Lejeune, N. C., as information addressees. These addressees
for SITREP messages remalnea the same throughout tas enllrs
period from 23 Ociober to 6 December 1963, See JCS Fub. o,
JOFREP, op. cit,
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tne Dirgctor, St.zterle Tangay Plan:\'tng.:l"/ From 23 October
uLt.1l 9 December, a tnval ¢l 45 daldy SITREP: was Produced by
the 29 or (after 12 November) by tne avgmentzad Cubaz-_- Weteh,
Tz £i-a® SXTREP (Mo. 85-62) was pthiished ac 0500 on 6

o

Dor o ey, 8 di3dcvasinuance coianclided vich tne 1lscontinuanne

o’ Cperation SCABBARDS ard dasestablishment of the Cuban ‘..‘ar.ch.?’/

2:. T1 addition to the basic dally JU5 SITREP, the JBS alaso
pooaisned swo supplementary SITREPS each day durinz the perilod

b
»e- 25 OJctober to 4 lIovembe:'.-'-/ In countragy Lo the bas-c

-

S¥3r e vhich were published and dispatched as JC§ acti~r out-
metgesss te the CINCs, LIA, and the Jeinc Alteenete Comaznd
Elements {JACEa), the 25 supplerantary Situation Reporcs
procuced hy the JB1 were addressed as memoranda for the Joint
Chiafy of teff, aani chelr distribit.on wits linmited to the
OJC3, the Off4:2 & thez Searetery o. Defznse, the White Houase,
and ver lous cornman:‘,'cpara‘:;on:, one plauns otrices 1n one

Al Mavy Alv Foosce and arie Corps.ﬁ/ They were publlshed

at cight-hour lntervals after the €500 publicatlior time of the

/
Dot RTTRET, &

JE'.‘/' JS5TF it Yocated &: OrIutu AFB, Neh,

/ Msg, JC8 7715, SECRET., All S1TREP ressages were claesified
TCF SECRET, sxcept the last two {4%-62 and 45-62), which
vizre classi®ied SECRET.

2 M=g, JCS 7727, TOP SEURET,

4/ The {irst supplerental SITREP was puulished as of 20002 an
23 Uetober, ‘The tinal supplemental SITREP /do. 26) was
ublished ac 21002 >n ¥ Nevember 19637,

5/ [T+# numbar o1 ecpls £ad dusrraoution Tist o aapn!ersntal
ST'"REPs 7a1lied somewhat throughouc the period 23 October-

4 November. The final supplemental report {No. 26) carried
the foliowlng distribution list (number in parentheses
Fallowing each i1ddressee refers to the number of copiss
sant); CJCS {2); cSA (1); DCS/0PS (3); CNO (1); OP-O& (1):
N2EF (2); AFXPD (1); CMC (1); DC/SEMC (1): Dir, JS (2);

Ilee Mr, J8 (2); Dep Dir, J8 (2}; J3RR&A (10); Dir, J-1 (1);
A2 1);75-3 (1) J=B (3); 3-5 (335 7-6 (3); feey, JO5 (2);
Jodns B2stl. Sbafl (20Y; SA/MAA {1); DASA (1); sacshA (2),
DIf (3), €74 (2), 05D 74); mite House, Ganl Gliftor 12).

6/ A-cordng to two OJCS inrformants interviewed, supplemencal
SITREPs viere published for several days at six-hour antervals,
However, nc evidence for this statement can be found in the
avellable Cuban STYRE? file datay]
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23.£i5 summary, the following 2&-hour scuzdule of prevaration
was followed by the JBS in the publication of the basic and
supriementery SITRCPa during the period from 23 October o
1
L Novemter (all times snoim are local):”
Supplemental Supplemental
Action Baslc¢ SITREP SITREP SITREP
Effective up-
date cut-off time 0001 0800 1600
Team wembers submit
inme infarmation
to Uperatlons
Ccordinator NLT 0030 0B3cC 163¢
Coordainate with Cﬁ’&
Service Liaison
Officlal at Q100 03900 1700
Dreft svomitted to
Tezm Chief for
aprroval HLT o400 1200 2000
o/
Aelease Message NLT 0430 1230 2000 =
Publication Time 0300 1300 2100

After 4 November, the need [or 8-hour suppiemental SITREPs i
apperen<ly diminished, and from that date until 6 B;Eeﬁber only

the basic SITREP, published at 0500, was prepared and dispatchedy

24 The preparation of the daily end supplemental SITREPE uas
brobably the most time-consuming and dafficult taek assigned to
the Jolnt Battle Stafl, The difficulties encountered in lta

prepvarztlon stemmed {rom seversl sources:

I7 T30 128207, from Ekecut1ved J-3 for Darector, J-3, to Joint
Battle Staff Teams, subj: "JBST sop -, 25 October 1962,
(no elassification).

2/ Although 2000 1a given 83 the time for release of this supple-

T mental in J3M 1282.-62, tnis le probably a typographical error,
and should read "2030,"

3/ I3M {no number) to JCS from Deputy Director, J-3, for
Director, J-3, subjﬁf‘Supplemental Situation Reports and
Cperation SCABBARDS, 5 November 1962, TOP SECRET.
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a, E;e fermat for vresentation of SITREP data was not knowm
—

or fully understood bv meny of vhe members of the Battle Starlf

Especizlly dvrang the Lirst few days of Battle Staff eperatlions
f21-24 Ootover), there was some z:afusion 1n 2chlev.ng an
acceptavle, standard Jorm of presentation amoﬁg the diflerent
Battle Starl shif‘cs.'l Tne basic d.rectlve on preparzt.on
of the SITREP is the JOPREP publication,g/ which neotes tnct
the SITREP should be a parrative report ithat includes intelll-
snice Indicators &nd the commander's sasessment of the
situation. Specifiocelly, 1t is to include a sumary of the
gr18ting operationel situaticn on the following topica:
{1) Intelligence on sagaificant changes to the enemy
order of battle znd possibtle/probatle enemy courses ol
actlon,
{2) Deployment or proposed deployment of forces as &
result of the ?urrent s.Zuacion,
{3) Logistic deficlenclea to support planned operations,
{4) Signif.cant sippleme~tary actions being takea or
proposed to be talen.
{5) Bupplementary actions end/or decisions which may
be raquired of the Jolnt Chiels of Staf{ or other commanders
Although this lermat was used by the (INC in their submission
ol SITREF3 to JCS,':i it apparently proved to be somewhat
unsatisfactory for JCS representation of the situation. On
24 October, the Cheirman, JCS, sent a memorandum te the Director

Joint Staff, indicating that it was essential to increase

informatlion transmitted to the ¥nite House, the Secretary Eﬁj

17 Intérview No 1, 7 March 1963,
2/ JC8 Pub. 6, op.cit, =
3/ JC8 Puvb, 6 'JgP
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Defanse, anl tne Depus; Secretary of Dalense "particalarly in
regayrd to the developments in the Cuban situation.“l/ This
merorandun directed tnat SITREPS be enclosed an the morning
antelligence briefing book for M/Jenerai Chescer V, Claftom,
USA, Military Aide to the Prealdent., It also enclosed a
azrmple SITREP, noting the following format:
{1} Intelligence
{(a) Military reaction by country
(v) Political and press reaction by covntry
{2) Cperations
{a) Operational developments -- actions by JCS,
unified and specified commanda and cask forees
{v) Status of forces
(3) Logistics
(4) Ocher develepments,
This format, with minor variations, was used thereafter by the
Joint Battle Staff ;nd subsequently (efver 13 November) by
the augmented Cuben WathZ]
b. The lack or feedback of information from the JCS_made

t dirficult for the JBS Lo deteymine what information to

include in the SITREP. The failure to use the normal JCS

debrlefinz mechanism, described elsewhere in this paper,
proved to be a major handlcap, especially during the first
vee of JBS operations. In the absence of direct and current
knowledgé of JCS decislons and actions, the JES hed an
inadequeate context against which to develop a raticnale or
set of oriteria for inclusion or exclusion of date in the
SITREP.g/ By defeault, the determination of items of elgnifi-
cance to the JCS was essentially based on the surmise of
Battle Staff Chiefs and Team Chiefs, rather than on clear
uldelines from JCS.

I/ CF 51-83, from Chairman, JCS, to the Director, JS, subj:
"Pagsing Information to Wnite House Secretary of Defense,
and Deputy Secretary of Delense," 2l october 1962 (no

elassification),
2/ Interview No. 3, 11 March 1963,
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¢. Tne process e¢f collsting, erganlzing, and analyzing data

relevant to the energing Jibsn sitvalion wag corplleated oy

the shesr volume and complexity of the input dsta arriving

Trom the £ING:, Commends, znd Service Mar Reous. The ideal

SITREP would presumably provide the JCE and other decislon
makers with a4 continuing, comprehensive characterization and
analyais of the evelving situation. This ideal was rarely,
il ever, achlevea in practica, nartly beczuse tThe JB3 uas

aot adminlstratively stafred, tralned, and equipped to
coordinate and assimilste the vast volune of incoming meassages
23c ocher cowwnicécaars, T infer 1acson overleaj that
characterizes the lirst critlical deys of operatlon iaft the
JBS with insufficlent time to sift and snalyze the general
significonce of the incoming reports anc messages, As a
conseguance, the SITAEP tended to develop 1incoc a recital of
selected factual dace, with minimal analyqis or characteriza-
tion of the overall eiwuation.

4 Initial input data from the CilCs proved to be inadegquatc

to the needs for JBS SITREP preoduction. Durlng the early

days of the Cuben crisis, the CINC: apparently failed to provide
timely reports on their oim actions, Thie necessitated
numerous direct {elephone calls oy Battle Scaff membera to the
CINCz 1n order to secure current 1nrormation.£ Subseguently,
thls probtem wes &lleviated Ly requeataing the relevant CIIiCs
to submit thelr SITREP reportsa at six-hour or twelve-hour
intervals, rather than submatting only one daily report. It
wag also essed when the JBS achieved better liaisen and
coordination with the Service War Rooms, perticularly with
Navy Flag Plot and the Army Service War Room which, together
with CINCLANT, furnished a major share of the input data for
the 3ITREP .E/

1/ Interview HNo.

, 11 Mareh 1963.
2/ Interview No.

s, 1 April 1963; Interview Mo, 7, 1 April 1963,

sy
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2. One_of the ma’>r proolems xnvolved in the JBS preparatian

of the SITREP was the ltek of = ceitralized source of informa-

tion on the current deployment and steatus ol forces. Status

0f fereces infarmation const:tu-ed a major snil eritiesl portlon
of the SITREP content, but fthe recentily developéd J-3 Status
of Forces Branch uzs not ahle to furnish timely and detarled
1nformat%on of the type required for adequate reporting ln the
SITREP._I {See Appendix "B" for & more thorough coverage

of the Stztus of Forcee Branch.} Consequently, the JBS vas
forced to secure this informstion from & wide varlety of
additiona2] sources, and, in the absance of an adequate gystenm
for screening and coordinating cnis information, aome of the
anformagtion on statvs ol forces reported in the SITRET

proved to be outdated, eeonfliciing, or errgneocus.

DOCTMENTED PROCEDJRES
25, A search of OJCS documentation on the SITREP that existed

prior to the Cuban event reveals only two sources directly
relevant te 1ts preparatlon by the Joint Battle Staff:
a JCS Pub, 6, Joini Operstional Reporting Ssstem (U}
{Short Title: JOPREP), March 1962, SECRET.
b. JCS, Continuaty of Operaiions of the Organlzation of
the Joint Chiefs of Staff, 27 August 1962, SECRET.

DISCUSSION

26. Present procedursl guidance “or the preparation of SITREPs
18 limlted to the assigoment of responsibility for its production
and & brief description and topical outline of its centent. Based
on the Cubsn Battle 3taff experience, this guidance 18 not
sulfficient to insvre the productlon of Situation Reports which

fulflll the basle purposes of this report. Additional procedural

I/ Inteétview No. §, 12 Meroh 1963,
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guldcnce and organizetlon apnagr tc be neeled (a) In provading

th: basic criteria of relevanca £~ the inclusion 4ni exclus.on
of isformation to be utilized in the report; {b) in delinesting
an? zentralizing tae input sources of information; end (¢} iz
developiag a cadre of persmnnel vho are speclally trainad in

ite rreparation and production.

27. The SITREP 43 an important document for communicating a
genrral vnderstanding of unfolding eventa, and for influenclng
decirions. 1In tae Cuban cr.sis, despite its deficiencies,
tne SITREP was used as a major input for oral and uritten
triefings, ar 2 meens of keeprng the Executive Department,
the OED, and OJCS, and the uniried and aspecified commands
apprised of the satuatlion, and as an internal communi.cative
devlice for maintainlng continuity of effort within the

Jedint Battie Stafrl,

PROCESSING IBSSAJE TRAFFIC

IHTRODUCTION

28. In thie section, the procedures which were followed by
the JBS for processing message traffic will be discussed in
devall, These procedures will then be related to documented
procedures that were in effect befere and during the orisis
pericd. The adequacy of puch donumentation will then be

discussed in the light of experience during the Cvban crisis.

29. In general, message iraffic related to bhe Cuban crisis
began tc increese on 18 and 19 October. During those twc days
o the crisis, some 57 messages were processed. Approximately
20 percent of these were directly addreseed to JCS and 31
percent were JCS outgring messazges. During the next twe days

(20-21 October) approximately 118 messages were processed, of
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which 35 percent were direccly addressed to JCS and 27 percent
were JCS outgoing., During +this four-~day period, the Watea in
the Current Actione Center (CAC) was increasingly sugmented so
that by Sunday evening (21 October) a full Cuban Joint Battle
Staff was manning the CAC on a 2l-hour basis. During the next
two aays (22-23 October) and the first two days of Battle

Staff Team cperatlon, approximately 328 messeges were processed,
Of these, 47 percent were addressed to JCS and 15 percent were
JCS outgoing. Message traffic continued to inerease through

24 and 25 Octoher, then leveled out and gradually declined, so
that by the end of the first week in November the work of the
JB2T members had declined and become more routinized. On 12
November, the Battle Staff vas reduced to apn augmented Vatch
and then in early December the Watch was terminated az a 24-hour
operation. {(For a more detailled analysis of message traffic
flow Bee Enclosure “Ch, "Functional Analysis of Command and

Control Information Flov in the Joint Steff.")

JBST PROCEDURES

30. The general flow of message traffic into the JBS was
through the Service Message Centers to the JCS Message Center.
Action coples of all messSages related to the Cuban situation
were sent via the tube to the Emergency Actlon Roam (EAR),
sorted, time-stamped, collected into batches by EAR peraonnel
and delivered to & message IN-basket on one of the JBST desks
in the GAC.E/ Here the messages were screened by one or more
of the J-3 membera of the JBST (the Deputy JEST Chief, the
Operations Coordinator, or the J-3 representative) and sorted
intc those requiring action, those requiring the attention of
the JB3T Chief or higher authority, end those requiring further
distribution for information purposes.g/

17 Incerview # 1L, Apral 1503,
2/ Interview # 13, April 1963,
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31. For messages requlring sctlon the procedures were as
followa: .

a. If the message required action by & Directorate other
than J-3, the messzge was pacsed on tc tvhe appropriate liaison
member of the JBST. The Directorate member, in turn, would
insure that the message was passsd on to an sppropriate action
officer in that Directorate, usually via a Directorate Duty
ofrficer,

b. If the message required actlon by J-3, the J-3 represen-
tative or the Deputy Team Chief would direetly contact the
appropriate actlon officer. If the subject pertained to the
Quarantine, the message was placed in a Blockade Box and membere
of the Qarantine watch would periodically pick up the message.

¢. If the message was especlally significant or required
immediate action by higher autherity, the Duty General was
imnediately notified and given the message for his consideration
Otherwise, the acvion officera had responsibility for the
proper coordination of the message.

8. Messages for information purposes (i.e., those not
requiring action) were distributed to appropriate actiocn

officers and one copy was filed in the Master Message Flle,

32. When an action offlcer was assigned to handle 2 particular
message requiring actlen, the date-time group, subject, and the

actlon officer's name were posted on a Status of Current Actlons

board. One of the J-3 membars of the Battle Staff would then fol-
low the stabus of that particular action untll it was completead
by the' action officer. Informztion on Lhe current status and
estimated completion dates on each pending action were posted
dally. When the actlion was completed, the item was scrubbed and

1/
entered in an'Actions Completed Lod for reference.”

2/ Intérview 13, April 13963,
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33. A copy of each nessage proceseed was retained for the
Master Measage Pile, which was maintainad by an administrative

HCO assigned to each JBST,

34, Although the Battle Staff maintained follow-up monltoring
of staff actions, they did not always see the final staff action
papers before they were submitted to the JC3 or other appropriaste
authorlty for declslon and action. Some staflfl actlon papers were
coordinated and then attached to the Master Check 1list (MCL), whiel
served a3 an agenda for the JCS, This was especlally trues of J-3
actlon papers Sti1ll other actions were submitted througn more
conventional channels of the appropriate Directorate ind then to

the Director, Joint 8taff, for submission to tne JCS.

35. To complete the information flow related to message traffic,
the Directors, the Director, Joint Staff, or the JCS would
congider the staff aclion [limay, end Cak2 approprizte sctlomn,

If this action 1nvolvéd a message reply, and it usuvally did, the
approved message would be dispatched through the Jolnt Secretesriat
to the JC3 message center, There an .infornatior ceopy <¢f the

o.tL21rg wessage was Usvall: asde availale te thie Jounc Bactle

Scaflf and the action officer,

36. On the whole,tha ceneral anfermation flow relzced o ressaie
traffic vorked fairly well after the first three days of full
Battle Staff operatlon {24 October), although one of the segments
never did get well proceduralized, This was the process of
feedback of information from JCS actiona teken in the "tank",
that 18, the debriefing process and the securing of "“comeback”
coples of JC3 ocutgolng messages on a timely basis. However, in
the early pericd of operatien (17-23 October), there was some
diffieculty in es;ablishing proaedures ror the processing of

message traflfic.”

1/ Interview , Aprll 1§63,
2/ Interview #l, 7 March 1963,
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37. In the early period of augmentatlon, durlng the vegk of
15 October, vary tight securlty was maintained on message
traffic related to the Cuban crisis. Messages viare picked up
at the mesasrze distrioution cenver and hand.carried by the
Cuban Planning OQroup to the Office of the Director, J-3.
Distrilution was so carefully restricted that even the JCS/J-3
Duty Offacer did not recelve messages normally distriouted
through him. Although this mode of operation was probahly neces-
sary el the time, it ceused some proolems a few days later when

further augmentation of the Wetenh and full JBST opervation began.

33. First, J-3 perscnnel assigned to the augmented Vatoh and,
later, to JBS Teams did not have available a complete memsage
traffic file which could be used as a date base for background
information. Moreover, they also had difficulty locating

messages olted as references in later messages.;/

39. Second, the eafly periecd did not serve to establish basiec
message procedures that could later be followed by the Battle
Staff, Indeed, the mode of operation adopted by JCS during this
period changed normal procedures that were necessary or desirable
for effective Battle Staff operaticns. As a result, there wers
problems in reestablishing message-handling procedures, in
determining the numbér of coples required by the Battle 3teff,
and, more generelly, in smoothing the message-handling and
distribution process. ‘e absence of key messages and thes uaze
of nonstandard methods of message reproducticn further compli-
cated the problem, While such departures from standard
procedures did net serlously affeet overall operations, they
created the many minor procedural problems that odniributed to

the general confusion and frustration during the first few days

I/ Interview £, 12 March 1063; Interview #13, April 1963,
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of Battle Staff cperation., It sarved to compound the besie
problem of handling a sherply increasing volume of message

traffic. i

40, Another problem, not related to the first two, concerned
the timely availabllity of coples of JCS outgoing messages.
Durang the first week of Battle Stafl operation, draft messages
with supporting flimsies would be prepared and sent up the chain
of command to the JCS for final declsion. In che higher commaend
decislon process, messages would be modified or even redrafted
by the JCS, approved, and then dispatched through the Secretarlat
to the Message Center for transmisslon, The Battle Staff
frequently did not knou if the message had been sent, would not
raceive coples of these messages if sent, or the copies would be
delayed for such a long period of time that queries would come
back from CINC staffs regarding the message before the JBS had
received a copy of the measage.l/ Even then, if changes had
been made 1n the original staff mesaage by higher auth~.oaty,
the Battle Staff would not be informed of the reasons for the
change, Thils type of information depended on some standard
form of JC8 debriefing procedure, a procedure vhich wids not
utilized during the orisis, As a result, the JBS could not
adequately perform one of 1ts normal staff functicns of
clarifying or resolving minor problems assoclated with a

parclicular message,

DOCUMENTED PROCEDURES

81, A review of OJCS documents reveals that the following
pertaining to the processing of incoming messages were in
effect at the time of the Cuban ecrisis:

a. JAI 1180.1C, Duty Officers - Organization of the Joint
Chiefa of 3Staff, 1 December 1961,
UNCLASSIFIED.

1/ interview #I, 7 March 1063; Interview #13, april 1963,
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b, JAI 5712.2C, State Depa-tment ilessages, 4 April 1961,
UNCT.ASSTFIED.

c. JAI 5T12.4, Prooedures for Handling Inccming lessages,
13 March 1959, UNCLASSIFIED.

d., JAI 5712.6, Procedures ror Handllng Communicz.lons from
CINCUNC, 7 December 1959, UNCLASSIFIED.

e. J-3 Instruetion 5712,1C, Processing of Messages, 2 July
1962, UNCLA3SIFIED.

f. 7-3 Instruetion 5712.3, Distribution of Cables to the
¥hite House, 2 October 1€51, UNCLASSIFIED,

g. 7-3 Instruction 5712.4, Control Procedures for Speclal
and Senaitive State Departmont Messages,
22 May 1962, UNCLASSIFIED.

h. JCS-Secretariat Duty Officer Instructions, 29 May 1961,

UNCLASSIFIED,

42. Procedures for, the processing ol ousgoing me:zages are
cortalned in the docurents listed below:
’ a. JAI 5711.3B, T.e Preparation and Processing of Outgolng
Correspondence, 3 January 1962, UNCLASSIFIED
k. JAL 5T712.1E, Outgolng Message Preparation and Procedure,
2 January 1962, UNCLASSIFIED,
e. JAI 5712.5, Disctribution of State or Other Agency
Originated Messages to Commanders of
Unified and Specified Commands,
1 Deocember 1959, UNCLASSIFIED,
d. J-3 Instruction 5710.14, Responsibilities for Ad-
miniserative Guidance and Review of
Correspcndence, Papers and Messages,
9 August 1961, UNCLASSIFI=D.
€. J-3 Instruction 5712,1C, Processing of Messages, 2

July 1962, UNCLASSIFIED,
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f. J-3 Tnatructson 5712.3, Distr.bazion of Cables to the
White House, 2 Qctober 1961, UNCLASSIFIED.

g, JCS Hessage Center Operating instructlon No. 5712.31,
Processing Procecdures - JC3 Outgolng
Messagee, 13 Octooer 1961, UNCLASSIFIED,

h. Secretariat Duty Officer Instructions, 29 May 1961,
UNCL4SSIFIED.

DISCUSSION

L2, i review of ressege-processing procedures liusted above
suggests several shortcomings whern reviewed in light of augnented
Watza and Battle 3taff coperations in crisia s-iuatlena,

a. None of the documented procedures relate to Rattle
Staff operations, crisls operations, or wartime ooerations.
Docamented procedures are essentially orientec to nzace' ime
operations with provislon for special short-cuts for an
oceasional message‘requiring prompt action.

b. There 13 no centralized source ol message-processing
procedures avallable tu gulde stalf personpel who are
assigned to Joint Battle Staffs in crisis operation:.

¢. The elaberately documented peacetime system for
mersage reproducticn, distribution, contrel, and clearance,
as defined in JAIs and J-3 Instructions (J-3I3), is simply
too slow, ccmplex, and cumbersome to meet operational
requlrements for the rapid procewsing of a high volume of
actlon messages assoclated with crisls operations, The
more gtreamlined and operatiocnally orlented JBST procedures
replaced many of these peacetime administratively oriented
procedures, (For a more detailed anslysls of message-
traffic processing, see Enclosure "¢", "Functional Analyals

of Command and Control Information Fleow in the Joint étaff.")
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COORDINATION OF STAFF ACTION

INTRODUCTION -

44, The JRST directly assigned messages requiring action
to appropriate Directorates within the 0JCS, and wathin J-3,
to action officers or Branches, The JE3T then maintained
follow-up contact with the asctlon officers in order to follow
the progress of the staff actlon being taiken, In this menner
they were in a position to maintaln the status of actlon
requirements and to coordinate separate actions on inter-
related subjects, and thereby to exercise limited control

over the progress of staff actions.

45, Although detalled information on the activities of many
andividugal action officers is nct avallable, it 1s peossible
to contrast the way in wvhich action officers and the membsrs
of the JBS interacted durlng the Cuban crisls with the usual
peacetinme procegdures %or coordinating staff sctions. This
section will discuss briefly some of the more salient obser-

vations in the procedural area.

JEST AND ACTION OFFICER PROCENURES

46, In J-3, action officers were asaigned taske through the
Battle Staff ir the action was based on incoming message traffic.
Actions were also assigned by the Director, J-3, end by the
Deputy Directors (also called the Joint Battle Starf Chiefs
or Duty Generals) when action requirements stemmed from higher
autherity. Although'the JBST or the Director and his Depaties
may have prepared scme actioh papers in the form of recommendations
to the Director, Joint Staff, most of the actions requiring

detalled technlcal knowledge were passed on to action afficers.l/

L/ Interview # &, 1 April 13963; Interview # 13, April 1963,
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As a result, a great deal of preseure was placed ubcn a
relatively small, selscted group of actila officers lmouledge-
able 1in subjecus related to the Cuban crisis. Th;é fact,
coupled with the regquirement for 24-hour operation of J-3
Branches, the requirement for providing support perssnnel to

the Battle Staff, to the fuarantine vatch, the preparation of
the MCL and other crisis-related activit.es, and the need for
raintaining continuity in the more urzent day-to-day activities,
all combined to thin out the ranke ol experienced action

officer personnel.

47, This segment of the basic information flow through the
07¢S (1.e., reyuirement input -~ staff recommendation -- command
decision -- darective output) 18 probably the most difficulg
and time-consumaing part of the whole process of support for
comnand decision malking., Pressure concentrated on key action
officers who were ;ost knowledgeable as well as on a few other
offlcers having the confidence of the command, The performance
of all action officers, and especially some ltey officers, was
almost "beyond the call of duty” in attempting to respond
capably and rapidly %o a very heavy and demanding work load,
However, had the situation escalated, or had a second crisis
developed, e.g., in India or Berlin, the J-3 organization would
simply have been overwhelmed due to the shortage of knowledge-
able starf officers. This, in turn, could have resulted in
a very seriously degraded performance of the JCS at the worst
possible time, or in attempts to decenktralize or restructure
command responsibilities, again at the worst possible tame,

The lack of sufficient numbers of J-3 action officers appeared
as one of the major wealmesses i1n the 0JCS during the Cuban

crisis.

L/ Incerview , 7, 1 Aprzl 1963.
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48, Fnowledge of appropriate sources of information was one
of the soeatest assets of experienced action officers. Having
files available, knowing whcm to call, and where %o go for
information, with whom to coordlnate on action papers, knowledge
ol acceptablé formans and levels of detail regurred in those
action papers--all were raquired to expedite actlion papers.
Knowledge of peacetire cperational procedures, combized with
background information of the srea or command lnvolved, made
the difference between an effactive cperation and an ineffective
one., integrated knowledge of thls type tended to reside in

the minds of only a few individuals in each Branch,

4g. One of the most time-consuming parts of the action
of'ficerts Job in develooning recommendations involved the
gathering and collation of the most current informetion on the
subjJect in hend. Ih}s required frequent trips from the
ravtional Mllitary Comma=d Center (HMCC) to the Service Var
Rooms and other agencles. Becsuse of security problems
encsunktered by Service S.aff members in gettlng access to the
JCS area, and the NMCC in particular, it was easier for the
JC8 action offlcers to go dirsctly to the primary sources
of needed data.l/ A great deal of the actlion officers' time

was gpent in beating a path to the Service War Roome.

50, The press of time and the large volume of action papers
to be prepared for JCS consideration largely precluded the
uese of the fllmsy, buff, and green system for the subma.zrion
of action papers.g/ Even the "short form" green methodi/
and other established proceduraé Tor expediting the submission

of papers to JCS proved to be too unwieldy from an operational

1/ Interview # O, 12 March 1963.

2/ See documents listed in paragraph 54 of this Appendix re-
leting to preparation of papers for Jolnt Chiefs of Staff
consideration.

3/ JAI 5T712.1E, 2 January 1962.
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point cf view. According to a "Summa-y of Greens” published

by J-3, ohly about 25 Cuba-related greens vere acted‘upon,
considersd, or cireulated for informatlen during October and
Novomber 1942, Of these, less than anz-third were prepared
bty J-3. These dota, hotever, are -.robably incomplete. A
count of Cubz greens on file in the J-3 Records, Research and
Anzlysls (RR&A) Branch indicates that a minimum of 53 green
papera were clreculated during the pericd from 17 Octover to

6 December 1462, ani that at leas“ 7 of these ware otaffed oy
J=-3. (For a more detalled research report on this subject,
see Enclosure "C", "Functional Analysis of Command and Contrel

Information Flow in the Joint Staff,")

51. J-3 action officers prepared flimsies for approval by
the Director or Deputy Directors of J-3, and, when aprroved,
these were usually attached to the daily Master Check List
(¥2L) and forwarded‘eacn morning &8 agenda ltems Sven this
atreamlined systen caused an overload on J-3 adminlstrative
capabllities and a number of such ¥limsies were sent to the
Gold Room without having the usualireference contrel numbers
recorded on the paper, This failure to numcer action papers
occurred during the flrst few daysior thz crisie and was
quickly corrected, but the work overlosd on administrative
suppert personnel cantinued for a ionger perlod of time.l/
The Cuban experience thus serves to highlight the very close
relationship between crisis operations and emergency adminta-
trative procedures -- a subject thét 1la poorly developed and

documented in exlsting JAIs and J-3Is,

52. The breakdown of debrilefing procedures alse affected
action officers. Frequently, after working all night to prepare

& flimsy for submission to the JCS in the morning, action

I/ Interview #2, O March 1963,
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officers would be requlired to remaln on call untll alfter thelr
item waz considered. This required perlods of waftiﬁg and un-
certainty about the disposition of vhe partlcalar action,
because there was no routinized aschedule for debriefing or
feedback of JC3 declaions.}/ JCS mectings simply lasted voo
loag o allow normal peacetime debriefing procedures to b2
utilized effectively. Ir the JCS had met in the Conference
Room of the MACC, es previously planned and exercised, thas

protlem and several others could have bean avolded.

53. When 2ction officers were informed of the dispeoeition of
their action item, this informatlon was not transmirted to
the JB3 in any standardized, systematlc manner, such as a
regularly-scheduled morning debriefing by the action cofficers.
However, vhere security restrictions were not a problenm,
this type of information was usually made available to thae

JBE3 members on an informal basis,

DOCUMENTED PROCEDURES

54, Tne following documente contaln procedural statements
relating to coordinatlion and submission of papers to the Jolnt
Chlefs of Staff,.

a. JAI 5711,2, Coordination Procedure on Joint Actions,

20 January 1959, UNCLASSIFIED,

b. JAI 5711.5, Administrative Procedures to be used in

Procesaing Joint Actions, 13 December 1961, UNCLASSIFIED,

¢. J-3 Instruction 5410.4, J-3 Service Points cf Contact

Conference, 18 Auguat 1960, UNCLASSIFIED.

d., J-3 Instruction 5711.24, Coordination and Consultation,

12 Jaauary 1960, UNCLASSIFIED.

e. JCS Memorandum of Poliey No, 132, Coordination Pro-
cedures on Joint Actions, 21 March 1963, UNCLASSIFIED,

1/ Interview # 2, 8 March 1903.
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f. Handbook e Instm ctioua for Preparation of Reporis

for Consideration by the Joint Chiefs of Staff, UNCLASSIFIED.

DISCUSSION
55, In review-ng the functlions of the JB3, the actlon officers,

and the MCL activitles (sze Append!z "B") during the Cuban

crisis, an? contrasting these procedures wlth documented pro-

cedures relaved to the coordination and submission of reports

to the JCS, several observations can be made, Fairst, the

cur "ant peacetime adminlistrative procadures, eves with the

ghoru-cus procedures indlcated, did not seem to be responsive

to the operational requirements that appeared during the Cuban

eris.s, Tne docunented procedures tend to place contral of

much of the oderational infermation flow in the hands of the

fecrriariat, However, the praeent administrative procedural

guidelines have not been adapted to the operational realitles

of the J-3 orsanizatﬁon in ordGer tc betber focl'itzite oger-

atlcnal support of the JCS 4in crisis and wartime situations.

56, Tne concept of a Battle Staff, the development and use
of the MCL, and the J-3 methoda used to submit actlon items for
JC03 consideration, in large paert, replaced peacetime adminis-
tracive procedurea. This seems to hava been in part both
accldental and necessary, For example, the Chairman re-
queacved thav an MCL be prepared (20 Ootober) as a matter of
record and as a gulde for actions to be considered.l/ This
puolices.on in turn became a convenlent and authoritative
source for operational agenda items when 1t was backed by
appropriate actlon officer flimales containing discussion,
recommendations, and supporting draft messages. Once used in

this manner, it soon became recognized by the Joint Staff as

1/ Interview # 6, 1 April 1963.

TOP_SECRET - T -

TOP JCRET



TOP SWCRET

— e

the faatea:¢ and most rellanle method of placing urgent matters
on the agenda. Secondarily, 1t became recognized as the moat
authoritative source of information available concerning

vhich agenda xtews were being constdered by the JCS.L/

57. The JBS essigned actions to the Directorates, maintained
f'ollow-up nconitorirg of the status of actions, developed
agenda 1tems for the WCL, and maintainzd comprehenailve message
iiler for reference, These are all activicies defined in
JAI9 and other procedural documents as normal Joint Secreteriat
regponginrilities. This raises the question of vhether eor not
the currently documented administirative procesdures are adeguate

to support operataons in 2risls and linited war sitoations,

L/ Interview # G, Apral 1953,
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APPENDIX "B"
J-3 BRANCH OPERATIONS .

THE CURRENT ACTIONS CEMNTER {CAC)

1. The Current Actlons Center, Current Operations Division,
iB the JCS focal point for the continucus monitoring, znalysls,
display, and reporting of worldwide events that have slgnifia-
eance for U.S5, nilitary plans and operatlions. One of its
missions 18 to insure that the JCS elerting and command-
cammunlcatlions network is completely responsive and capable
of effective operation at all timaa.l Located in the National
Military Command Center {NMCC), and manned on a round-the-clock
basls, the CAC i3 responsible for the following specific
functiona:

a. Maintains 24-hour surveillance of the current situa-
tion in the NMCC and posts significant operational inlorma-
tion on areas of tension {including a summary of friendly,
neutral, potentially hostile or hostile forces).

b. Provides a J-3 Watch Officer and a Current Actlcns
Team during normal duty hours and augments the JCS Duty
Officer/J-3 Wateh Officer after normal duty hours as
required.2

¢. Provides daxly guidance and briefing for the duty
Emergency Actlons Team, SIOP Controller Team, and JCS Duty
Officer on matters pertaining to current operaticns.

8. Serves as the Current Operations Division point of
contact for the development and scheduling of current
intereast ltems for briefings required on current operas=

tional matters,

-

Directive, No, o= .30, 16 Qctober 1962, SECRET.
See JAT 1180.1C, 1 December 1961, and J .31 131B0,1D, 33 May,
1962, for detailed description of the JC§ Duty Officer
system.
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e, Conducts daily operat_cnegl briefings and prepares
dally operational summaries on matters of current opera-
tional intereat, as required,

f. Serves as the Current Operatlons Divisior point of
contact for provislon and exchange of Arformation weuth
the Fresident's situation room, the Office of Emergency
Planning (QEP), selected alternate racilitieé, the Service
war rooms, and other designated agencies {(e.g., State
Department, National Security Agency),

g. Maintaina the JC5 Master Exercise Booke; provides
information on current and future exercises; and prepares
and distributes monthly & three-month schedule of aignifi-
cant exere;ses.i/

2, The personnel of the Current Actions Branch consist of
the Chief, chc, who serves as JCS/J-3 Duty Officer during
regular duty hours, ;nd five Vateh Operacvions Of{icers, who
serve the dual function of briefing officers and Assistant
Duty Officers., The CAC Branch, combined with the Emergency
Actlons Team, a SIOP Controller Team, a DIA representative,
an Operations NCO, a Graphlcs NCO and a stenographec/clerk,
comprise the Current Actlons Watch. The Watch constantly
monitors worldwlde events in the NMCC and serves as the stable
nucleus for expanded cperations during erisis and emergency

conditions.

3. On Wedneaday, 17 October, the Chief of the CAC was
briefed by the Director, J-3, on current Cuben plians and was
directed to take the necessary preparations for' an SugT eneed
Watech in strict mecrecy, He was 1nforﬁed of the Prealdent's
itinerary on Thursday, 18 Cctobar, and knew in advance that

the President would cancel his scheduled political speech-

1/ 3-3I 5.29.1C, 14 December 1522,
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making trip and would retirn to Washington to direct Cuban

planning and military m0uillzetion.5/ i}

4. Aucmentat.on of th- normz2]l Watech was begun on Friday,
19 Oc<ober, fullowling a triefing by the Director, J-3, for
key personnel in the CAC, the LANT/CARIE Branch, and other
J-2 Tuvlisiens., At the same time, the Director of Cperatlons
suggested to the Chief, Current Operations Divisisn, and to
the Chief, CAC, that they becin msking prepara:cions to shift
to Joint Battle Staff (JBS} operations.

5. Augmentztion of the Watch was begun lmmediately witn
the addation of a J-4 (Logilsbtices) specialist and a LANT/CARIB
speezalist, At the same time, actions in the CAC were stepped
up to proride apprenriate graphics and additional display
facilities for Cuban operations., The increase in Watch per-
sonnel continued thr'oughout Saturday and part of Sunday, 20-

21 October, as other J-3 and DIA personnel) were added,

&. Tae phase-over to Joint Battle Staff opesrations began on
Sunday morning, when one of the CAC Watch offilcers began alerting
persomnel whe were scheduled to participate in the Battle Staff.g/
Prom that time (21 October) and continuilng throughout the
suvsequent week, a major portion of the time spent by the CAC
Chief and the Watch operations officers was invelved in brilefing
Battle Steff members and in attempting to achieve coord:nation
among the JBS teams (JB3T). Many of the Battle Staff members
were unfamiliar with emergency procedures and therr dutles on
the Battle Staff. As a result, much of the initial activity
on she part of CAC personnel was directed to orientaing the
membars in their duties and inatructing them in the tzchniques
of meisage handling, preparation of briefings, preparation of

Situatlon Reports {SITREPs), and other essential JBS functlons.a/

Interview No, 1, 7 Maroh 1963.
2/ Intesview No., 4, 12 March 1983,
3/ Intemview No. 1, 7 March 1963,
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7. Initial briefings of Battle Staff membars lpvolved

having them read the CDb?—GD‘ﬂl verument on JBS organlzation

and other emergency procedures, Apperently this document

proved ~o be insufficivn: to .neur: that the Battle Starfl

properly understood and carried out 1ts funewiecns. The general

ccmfuaiorn and lack of coordleat:on ezmong the o8 ‘urirg the

first few days of functioning led the CAC personnel to for-

mulate & new set of PBattle Stalf sScps These wWere addressed

%o the JE3 teams on Thursday, 25 Uctober, as a J-3 Memoran-

dum, The memorandum defined the responsibilities of the

Deputy Battle Staff Team Chlef, the Operations Cocrdrnator,

the J-3 Representative, and all other team members who were

suoporting agencles in the NMCC, It then proceeded to out-

line detatled procedures and time schedules for the prepara-

tion of SITAEPs, Briefings, and 3ituation Displays.z/

8. Although Battle Staff operations improved steadily after
the first few days of the CGuban crisls, CAC perscnnel contin-
ued to support and supplement the JBS acklvities throughout
the perled of ite existence (21 October to 12 November),

Some of the actions formally assigned to the JBES wers 1in

large part performed by regular CAC personnel, For example,
one of the regular Vatch Operations Officers had major respon-
51bility for preparation af the briefing script used in
General Taylor's morning bm.efing.3 This briefing script
comprised a major portlen of other briefings conducted by

the Joint Battle Stalf Team Chiefs. CAC psrsonnel also

played a prominent role in assembling status of forces infor-
matlon, in preparing dally sImEFs, in developing Cuban

1/73CS, CONTLHUITY OF OPERATIONS OF THE ORGANIZATION OF THE

JOINT CHIEFS OF STAFF,"27 August 1962, SECRET,

2/ J3M 1282-62 (no classification), for Joint Battle Staff
Teams, from Executlive, J-3, for Director, J-3, subj:
"Joint Battle Staff Teem S0P.,"25 October 1962,

3/ Interview No, 4, 12 March 1963,
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situation displays, in relaying messeges to the Battle Stafrl,
in establishing Cuban message files, and in provading other

tyres oF support,

0. Concurrent wWith its support of the Cuban Battle Staff
actlvities, the CAC had to fulfill its continuing miasion of
menlicring worldwlde evants and of submitting information
&nd reports on these events to the appropriate authorlsies,
Mthough the establishment of MINIMIZE worldwide reduced the
vclume of routine message traffic, the CAC continued to re-
celve priority mesesages and repocrts from the {INCs and Services,
Many of these messages related to the effects of withdrawing
and repositioning militaxry forcee for the planned Cuban
operations, Others dealt with potential trouble spots in
cthar ereas of the worid, The possibllity of Soviet Bloc
military actlon 1n.Ber11n was & matter of seriocus concéern
throughout the early €ays of the Cuban crisis. There vas
continuing concern over developments in the Congo and in
Southeast Asla, A potentlally serious crizis alao erupted
in India when full-scale fighting between Chinese Communist
end Indian troops began on 20 October, and the first U.S.
shipment of arms to India arrived on 3 November., An addi-
tional brief flurry of activity was created in the CAC on
22-23 October, when Yemenl ailrcraft attacked Aden territory
and agaln near the end of October, when the presence of

Egyptian troops on Yemen territory was admitted,

10. Each of these concurrent developments placed additicnal
demands on the CAC personnel and on the cognizant J-3 action
officers at a time vhen a major proportlon of ths entire 0JCS
structure wae preoccupled with Cuban operations, If a second

crisils had occurred at the same time--e,.g,, if the Indian-

TQE_SECRET - B3 -
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Chinzne uer had erupted into major proportions, or if the
Sovliets had chosen to retaliate with a new Berlin blockade--
the 1increased staff support required to handle these -situations
would have overtaxed J-3 capabilities, and, as a consequence,

operational support of the JCS would have been seriously degraded.

11, Uit1 ithe éisbhanding of the Joint Battle Staff on 12
November, the Current Actions Center rsturnea o an augmented
Cuban Watch, composed of the CAC Watch supplemented by two
off'icers and three enlisted men from J-3 and one officer, desig-
nated as contact officer for Cuban affairs, on 24-hour duty in
J-4, J-5, J-6 and Specic) Assistent [or Counterinsurgency ana
Special Activities (SAGSA).E/ The augmented Cuban Watoh con-
tinued the beslo funetions of the Battle Staff, including the
prepaiation of written brlefings, the SITREP, and the inputs
to the Master Check List (MCL), When the MCL was discontinued
on 21 November the augmented Watch also took over responsibility
for publicatlon of a revised form of check list for Guban
ope:ations.g/ The augmented Cuban Vatch was terminated with
the discontlinuance of Operation SCABBARDS at 06002 on 6 December
) 19€2. and the Currenc Actlons Center then recurned to its ncrmal

state of organlzation and funectioning.

THE EMERGENCY ACTIONS RQOM (BAR).

R S

12.[E;e EAR i3 the NMCC command and control communications
operations cencer., It ls manned 24 hours a day by profecsional
operations personnel who, among other activitles, have respon-

8lbility for:

&. Implementing the JC3 Emergency Actlon Procedures (EAPs),

b, Receiving and disseminating reporis of emergency |

1/ DJ3N I442-62, 12 November 1562, CONFIDENTIAL,
J2M (no number), from Director, J-3, for Deputy Director,
J-3, Division Chiefs, JBST Chi.efs, subj: "Continuing
Requirements for Duty General and JBS," 21 November 1962,
(no classification},
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{jmilitary activity to the JC8, the Joant Staff, the
Services, the unifled and gpecified commands, and
apecified government agenciles, )

¢. Operating the NMCC termlnl for the JC5 alerting
and command-communlcations networks.

d. Malntainang the NMCC key peraonnel locator f{ile.

e. Supporting the JcS/Uis Duty Officer in flscherge

of his assigned functions. |

___-—‘
13, The EAR operationse personnel vere formally briefed on

the impending Cuban ¢¥1sls on Friday, 19 October, although
they vere awire of the increased concern with Cuba sometime
before that.‘

1%, In general, the work loads associated with placing calls,
locating reciplents of calls, and reviewing, sorting and de-
livering teletypelmeasases to the CAC were increased signili-
Ticently during che critical perioed of the crisis (19 October -
28 October). However, this increased load was adeguately
bandled by regularly assizned, professicazl shift personnel and
no changes or augmen.acion of nermal shift complements were
found necessary. Procedures did not change, but work loads

increased,

15, Other changes in day-to-day operaztions were the signifi-
cant Inereases in the number of staff personnel visiting
the centar and the Influx of personnel using the rear door
to the NMCC. The latter necessitated placing a guard at the
door to lnsure proper authorization for entry, Under normal
conditions this task is performed by EAR personnel on the basis
of perscnal recognition through the use of a closed circult

TV camera positioned outside the door.

1/,0-315028.1C, 10 December 1962,
Z/ Interview No, 14, april 1963.
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16, A3 might be expected, the use of command telephone links
increased during the crisis period. This lncreage. usage vas most
noticeable for the Chaivman, the Director, Joint Stafr, snd thne
Dhrector, J-3. The Joint Chiefs, other than the Chairman,
rerely used the JCS facllity. The CINCs, and especially LANT,
PAC, and SAC, increased their utilization of this command link,
primarily in order to communicazte wath the Chairman. Operations
personnel felt that other CINCs would have used the system more
if they had Xnown that it was probably the fastest methed for
contacting the Chairman, This vas due to the fact that informa-

tion on.the locatlon of the CJCS was contlnually maintained,

IT.ZEbé process of maintaining accurate locator data on key
conmand personnel durlng the crisis had 1ts shortcomings,
however, Based on 8 study conducted by the Emergency Actions
Branch during nermal dsy-to-day operations, locator data were
found to be accurat; only 20 percent of the time, This percentag
iz based on random line checks conducted during periods when
the exact location of principals 1s unknown. A compar:zble line
check data collected by the Emergency Actlons Branch during the
Cuban crlsls, showed that the acauracy of information on indicate
location remained unchanged (approximately 20 percent). The
average length of time required to looste prineipals during the
line check also approximated the normal average, Times ranged
from 8-second minimums to 2% minutes when principals were located
(median less than 1 minute). If the prineipal could not be
located, then an alternate was contacted. This usually resulted
in an additional 20-second to 5-minute delay. In other words,
during the c¢risis and at a time when general war forces world-
wlde were at increased readiness, there were no eignificant

changes in the ease or speed with which principal military and

civil leadars could be reached for an emergency conferenca.!

—

et
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JB.IE%e EAR and its Watch persciuse’ nsve three overriding
functions: i
a. The rapid dissemination of alerts and readinesa
corditlons,
b. The convening of JCS Emergency Conferénces.
¢. The dlspatch of alerting and emergency messagea,

Each of these functions has been assoclated almost entirely

with general nuclear war and the need for a rapid response
to surprase attack. However, each of the fuhctions was in-

volved In the Cuban erisia.

19.

’

-

1/ JCS 19687120, "Joint Chiefs of Staff Emergency Actions
Procedures {BAP)}," 18 July 1962, TOP SZCRET,

2/ Messsges JoS 6864, JCS to All CINCs, 2218092,
Octover 1962, TOP SECRET.
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22. The EAR was notified by the JCS Message Center that the
message was beilng branemitted at that time, The EAR Watch
Officer recelved a burned copy of the message via the tube a
few minutes later. The message was then taken to the JCS/J-3
Duty Cfficer and %o the Chlef of the Cperations Support Division
for a decision as to whether JCS EAPs should be followed in
glerting prescribed commands and agenoies, From there, the
decision was passed to the Director, J-3, who sought out the

Director, Joint Stafr, roQ’}nstructions. The Director was with

the JC3 in conference and

egsage JCS 6307, ExcluaiYe for Chiefs of Staff; CJCS to All
CINCa and 3ervices, 2012142, October 1962, TOP SECRET.

2/ Message JCS 6830, Exclugive for Chiefa of 3taff; CJCS to All
CiNCs and Servaices, 211814Z, October 1962, TOP SECRET

3/ Message JCS 6B6&, JCS to A1l CLNCs, 221809z,
October 1962, TOP SECRET,
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23. The second major function of the EAR, notifying CINCs
and issuing emasrgency messages (EM) relating to the imple-
mentation of War Plans, wae not employed during the ecrisis
because the turn of events made it unnecessary. However,

-the preparationa for the possible exercise of thac function

are instructive,.

24, It became apparent that SCABBARDS 312, 314, or 316
viould require implementation procedures by J-3. On the marning
of 23 October, the Jolnt Battle Staff Chief (Deputy Director,
J-3) requested the Chief, Emergency Actiona Branch (EAB), to
develop a plan for implementang SCABBARDS 312, 314, and 316
if 80 ordered, The first proposal was returned in the

arternoon.l/

1/ Interview No, 1%, April 1563,

TOF SECRET - 8o -
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26, The procedure assumed that notification to implement

the plan would come via the JCS/J-3 Duaty Off'icer or other
Command channels. The TOP SECRET message would be sént through
the tube to the Message Center and diapatched from there to

the CINCe.

27. While this procedure may seem & little unrealistic in
the light of previouws procedurea employed by JCS for sending
highly seneitive meseages, it was a planned procedure and it
would have worked efficlently. Several additicnal polnts
should be made in this context, however. There apparently
were no planned messages for implementing limited war con-
tingency plans comparable to those prepared for SIOP imple-
mentation. Advance planning and preparation of such imple-
menting messages require coordination with the CINCs to insure
that orders 1ssued by JCS do not arbitrarily restriet the
field commander's cholce of timing based on local and tactical
factors, And, finally, the planners apparently have not
éiven follow-on messages related to the implementation of

limited war or orisis contingency plans the same degree of J

attention that they have given to the less likely situation

of general warib/

28, In summary, of all the J-3 3Jranches the EAB, with ite

vell exercised professlonal operations personnel on 24-hour f

1/ Note: Far a defalled dascusslen of command gnd control
conblderations involved in prePositioning an EAP implementa-
tation message, se2 Eneclosure "AY of this study.
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Z]gay-to-dey operations, was probably the lesst affected by the
Cuban erisis. Its primary function of disseminating JC$
alerls was almost entipely clrcumvented during thé erisis.
Although its procedures were agapted to notifying the CINCs
of a JCS decision to implement limited wrr contingeney plans,
there were no prior plans or procedures for carrylng out this
type of notification, The EAPs wera and are orlented to the
pesslbility of general war., As & result, the EAR functioned
duraing the Cuban crisis primarily as a switchboard anc message

distribution center vhile maintaining preparednesa to implement

the EAPa if necesaaré;]

THE SUPPORT ERANCH

29, '™me Support Branch of the Operations Support Division
has, among other activities, the responsibility for:

8, Preparing visual aids and maintalaing a referance
library of techﬁ;ca&, taccical and operational Anformatien,
mzps, VuGraphs, and grapbic aius required to support cpera-
tions,

b. Assisting in the cooruination, preparation and con-
duct of brlefings and orientatisns. It is composed of two
officers, two NCOs, and five 111ustratorﬂ.l/

30. During the Cuban crisis, shis Brench provided:

a2, Suppert of the morning briefings and change of Watch
briefinge.

b. Support of the informatlon and administrativa
requirements cf the JBS and the JCS/J-3 duty officers.

31. Branch personnel ware notified of the impending corisis
situation on 19 COctober. On 22 Octﬁber they went on 24-nour
manning, with three shifts of two persommel per shift (3
perscrnnel during the day shift), Duriug the first ihrec days

1/ T3 3025.1¢, 1IF December 1962.
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of this operation, the Branch wae seriously overloaded with
requeata for briefing aids and graphic display work. This
var erpecially true during peak activity perlods--e.g.,; early
in the morning Jjust prior to cthe morning briefing of the

Chairman.l/

32, Durdiag the third week of the criasls, the Branch Joined
prs . anel of the Status of Forces Branch in order to achleve
a better dlsctraibutlon of the workloads oh the two undermanned
brenches,. This was, and 1s, a natural integration of functions
unde>» pressure which hed not been reflected in adiminastratave
organlizasion. Eoth Branches alec worked as an lategral narsg

of the Joint Battle Starf and CAC operations.

3i. Alvhough lack of modern graphles and display producztion
material, adequate map bases, and storage space provided some
minor problems, the major "flaps" stemmed from the changing
raequirements for displays and graphics and from the lack of
uniform guldance on standardizing the quality 5;5 i;éibility
of algplays. 7These were important problems because they pre-
vented anticiaption of requirements and distribution of work-

lcad over Lhe entire shift, as well as causing a considerable

amount of “"re-do" or "restart" work.

34, Mese problems stemmed, 1n part, from the fact that the
Branch had to take direction from two different masters--the
operations personnel that they supported, (i.e., the JBST
and JCS/J-3 Duty Officer) as well as, administratively, from
the Division Chilef. 3taf® personnel who were interviewed
suggested that this could be rectified in the future by
integrating the Branch personnel and its operational support
functions into the CAC Watch whioh 1t serves,

I/ Incerview No. 15, April 1963.
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THE STATUS OF FORCES ERANCH
35. Tne Status of Forces Branch has the responsibility for

collecting, collating, displaying, and disseminatling data on
the composition, location and status of U,S5, Millitary Forces.

In acaomplishing this funetion, the Branch provides lnforma-
tion reported by the Joint Operational Reporting System (JOPREP)
and insures that such reports are timely, accurate, and

responsive to requlrements of the OJCS.éf

36, Historically speaking, the Eranch was the newest of the
J-3 Branches to be formed prior to the crisis. Although it
had been authorized 1n February and first manned in July, it
wag not until September 1962 that its full complement of two
officers and three enlisted men were on board., HIGH HEELS II
in late September provided the first operational experlence
with data procesai.ng and display requirements agalnst which to
formulate and organize procedures, The Cuban crieis struck
shortly thereafter and it provided a second, much different
type of operatlonal experlence -- an experience feor which the

Braneh was not fully prepared.

37. Branch personnel were notified of the impending crisls
on 19 October and were brought in on Saturday to provide in-
formation, briefing and display support for the augmented
Watch. On Sunday, the Branch went on 24-hour opserations in
support of the Battle Staff., Two l2-hour shifts were formed
of an officer and an enlisted man, with ons enlisted man

covering JOFREPs on the "rest of the world“.g/

38, The primary support activities of the Branoh during the

Cuban crisis were:

1/ ¥=3178025.1C, 18 Decemner 1962,
;% Interview No. 11, April 1963.
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a. Datermining the status of troops involved in the
CfLANS [312 and 316] Tis involved determining troon liste,
specifying the location of particular uniyts, their status
and strengths, as well as status of troop deployments, ETDs,
EThr, modes of transportation, etc,

b. Monitoring all resports containing status of forces
anformation in order to develop data.

¢. Preparing information, displays, and formats for JC3
SITREPs, Lke morning braefings, and the MCL,

d. Supporting the Quarantine Watch, determining display
format requeiremerts for the cenferercs room wd I - (Lo ’
quarantine operations display.

e¢. Providing general ainformation support to JEST sembers

on request,

28, The type and quantity of information requested of the
Branch by J-3 star; officers during the crisio far exceeded
the original terms of reference used in the establishment of
th2 Branch. These additional demands proved to be the pramary
gource of diffaculty in Branch operation., Requests for in-
fovmation came [rom many sources and, as a result, the formats
and levels of aggregation of data on Force Status were variled
and continually changing. This compounded che task of tabu-
lating and displaying the data and disrupted previously
developed procedures for handling infermation requesss,
Information that was collected, collated, and dasplayed, was

used to support:

50

» The Chairman's Briefing;

1.4

. JBST Change of Watch Briefing;

1]

« JC3 Situation Reports;

o

« Actlon Officer!'s Requests;
. Indlividual Battle Staff Members and other Joint

L

Stalf personnel;

TOP_SECRET - o4 -
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f. Conference Room Displaya, JBST Displays, and Oensral
Status of Forcea Dilsplays for the CAC.

50, The working environment was described as "something new
every hour,” "we couldn't anticipate what would be asked of us
next"; and "we could only do the basic and important thinga."y
The type of informational requirements placed on the Branch
almply exceeded the expectations that the Branch personnel had
developed aB a result of thelr HIGH HEELS II experience,

k1, Poants of contast for these special classes of informa-
tion had not been developed nor had the amount of detall
required by the various users of the Branch been antlcipated.,
As a result, the Service War Rooms were frequently used by the
Branch to obtaln detalled information not previously antici-
pated in S0Ps,

42, The Branch requested additional persconnel to man the
12-hour shifts and to serve as service llaison pefaonnel in
order to handle the overwhelming task of maintaining up-to-date
3tatus of Forces information., Additlonal enlisted personnel
from DCA and two officers from the Joint Command and Control
Requirements Oroup {JCCRG) were provided after the firat two
veeks of operation., These personnel had difficulty
for several days beceuse they lacked training in Status of
Forces, JOPREP, and related matters required to operate
effectively in the Branch, They overcame their lack of

experlience, however, and later provided valuable assistance,

43, In general, it was found that JOPREPs contalning Status
of Forces information, i.e,, REDAT, REDNON, REDRAD,g/ wWere

L/ Interview No, 11, April 10G3.
2/ Operational Ready Reporta, Atomie, Non-Atemie and NORAD,
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not es useful as the SITREPs submliied by the Commanders in
Chief, The JOPREPs were not timely and did not_contain the
amount of detall regquired by varlous users. of thls-information.
The Personnel Status Report (PERSTAT)_was of little or no
value and was later discontinued. Problems wefe also en-
countered in determining the locatlon and the statua of foroes
being deployed. When forces were asslgned from one command

to ancother, the first command's reports would stop and not be
plcked up by the new command having operational contrel. As

a result, there would be a gap of a few days in whieh there
were no reports on the foree. Thus, the movement of forces
became a majJor problem in determining the status of forces
assigned to the Cuban cperation. In effect, the JOPREP was
not responsive to Jolnt Staff requirements for implementing

conzingency plans.,

4k, By the firat part of the third weel (5 liovembar), the
actlvity of the EBranch had begun to level off to a point
vhere personnel could handle most of the requests for infor.
mation in a routine fashion, A week or so later (12 November),
activity assoclated with the crisis had diminished to a point
wrere the Branch Chief could bresk off and attend o more

pressing day-to-day stalff activities.

45, n general, the Cuban crisis emphasized the need for
& highly detalled data base of 3tatus of Forces information,
a capability for rapld retrieval of that information in many
forms, and the need for more clearly defined reguirements
for information support, In the latter case, it was felt
that the allocation of responsibility for the collection and
maintenance of detalled Status of Forces information between
each Service Command Fost and the NMCC would help. If this
information could then be made rapidly available to each
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facility upon request, it would materially ilmprove the
eapaclty to provide detailed and special informatlion support

required during crilsis operations.

THE COMMANDS_BRANCHES

46, The Commands Branches of the Curreni Operations Division
have among other functions the responsibility for:

a, Recommending policies and actions, except those per-
tainlng to the review of plans, for curreni cperational
dilrection of commanders of unified and specifled comnanda
and for U.S3. forces not under coperationzl control of the
JCS.

b. Taking actions on operational matters concerning
international treaty organizations and the development and
implementation of natlonal policy in areas for which the
unified and apec}fied commands are responsible,

c. Monitoring Jeint Staff{ actions on sensitive situa-
tions in orltical areas which could lead to U.8, military
operations,

4 Coordinating with other J-3 Divisions, as appropriate,
in reviewing plans, monitoring the impact of implementation
of the DEFCON system, other readiness measures of the
unified and speecified commands and related NATO measures.

e, Participating in Battle Staff operations.;/

47, The Commands Branches are comprised of area specialistcs
and they provide a large percentage of the J-3 action officers
avallatle to support the JCS decislon-making process on imme-
diate operational problems in crisis situations, It is beyond
the scope of thls paper to treat the activities of all action

officers 1n each of the Branches; nor i1s 1t possible to de-

I/ 3°31°5025.1C, 14 December 1962.
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seribe the activivies of accion offlecess in the Cperational
Plans and General Operations Divisions, However, on the
basls of interviews udth personnel in two of the B;anches,l/
1c¢ 1s possible to outline the general mode of operation of
thase Branches during the crisis, and to descfibe some typilcal

activitles of the LANT/CARIB Branch, which was most directly

invclvrea,

45./ buring the week of £ October, the LANT/CARIB Branch had
been working on a2 projec® £o shorten the response time of
OPLANS 31l and 316. The project wae actually in support of
the Cuba Plenning CGroup and J-4, but it was assigned to the
Branch on a "just in case we have to uce ther" pasis. Although
deadlines for the project were assignecd, Branch personrel
vere not privy to tha tlghtly held planning efforts of the
Cuba Group, In general, J-3 personnel were concerned with
"how fast" the plaﬁs cor'ld ve Jmplemenied, and J-4 personnel
with "where and how to get hold of" the loglstical forces
requlred, Shipping was found to be the crux of the problem,
since "air 1ift ocould move only 10 percent of the cotal

tonnage required to support the plaqgl“g/

43. On 19 Qctober security was 1ifted. 'The Johnsen Task
Force opened up and we (LANT/CARIB Branch) began working on
verious assignments directed by J-3 for the JC8." The major
acclvitles centered around action papers related to OPLANs

[jie and é;g]and to the Rules of Engagement for Quarantine
Operations, Invelvement in the latter activity resulted from
the fact that one member of the LANT/CARIB Branch had beea
assigned to the Quarantine Watch.a/

1/ Interview No. 7, 1 April 10563; Interview No. 10, April 1963,
%é Egtgrview No. 10, April 1963,
G,
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50, During the weekend ol 19-21 Octooer, "problems came
faster than we could responﬁ.“—/ At this time the Commands
Brenches 1ent on 24-hour operation, further spreading ous
the nuaber of available persomnel. In most cases, this wmeant
chat only one or ilwo action officers were averlable at any
given time to cover the work of each Eranch. However, rovtine
message~processing activivles not related to the crisis
sleczitened doring MINIMIZE. Some azation offlcers felt that
24-hour manmning of av least some of the Branches was not
necessary and vhat 1t lmoalred overail action officey ef.lcicney
for a number of reasans.g/ There is insuffilclent evidence
to evaluate this preblem, although i:c appeare obviowrn that
reductlon of the 24-hour manning requirement in selected
Branclas would tend to conserve action cfficer personnel for

more effactive utillzacion elsewhere.
L]

51, For tne firast fevw days of the crisis {20-24 October),
the .ANT/CANIB Branch was handling "about 20 actions a day."
{For more detailed discussion of the role of action officers
in svpport of the JBST, see Appendix "A", "Coordination of
Starf Actions").

GENERAL OFERATIONS PIVISION

52, Thé General Operatiens Division has, among other
funztions, the responsibility for those operational steff
acticns pertalning to continulty of operations, the J0S
emergency actlon procedures and readiness conditions, the
JOPRE?, Space and weapons systems, JCS exerclses, and geaeral

operational matters not assigned to other Divisions.

Z?”Ihterview Neo IU, " Rpril 1963,
2/ Interview No. 7, 1 April 1963.
3/ J-3I 5029.1€C, 1k December 1952,
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53. During the crisis, this Division provided personnel to
assist in manning the JB3T and the Quarancine Watch, They
also supplied acticn offacers and support to the other Current
Operations branches. Most of the remalning personnel were
involved in aollecting and eoordinating information for the
MCL, wnich was produced under the direction of the Chief,

Genzarzl Operatlona Divaelon,

S, On Fridaey, 19 October, the Division was instructed to
Keep 50 percent of 1ts personnel on duty at all times in order
to provide stalf support for the lmpending crisis, On Friday
rught and Saturday, personnel of the Divaslon, in coordiration
wath the Cuba Planning Qroup, the Quarantine Watch, and
Current Operatlons Division personiel, were workang up an
agenca of actlons to be taken by the JCS. 'Thls necesaltatad
trying to find out what had hapoened during the preceding
thres nr four days|of tight security ceontrol, The responsi-
bility for produsing this farst Master Actlon List (MAL) was
inatlally assigned teo the Quarantine VWateh, The first MAL
was prepared by 0500 Saturday for the morning session of the
JC3 and a second MAL was prepared for the afternocon session.

MAL No. 3 was prepared Sabturday night.&/

55. About this time, the Chairman, JC3S, approved the 1dea
of the MAL, and indicated that he wanted it maintained as a
continuing reecord and history of the Cuban crisis, Deapite
vhis initisl, limited definition of purpose, however, the
MAL: -- subsequently renamed "The Master Check List" -- was
utilized as an important part of the dally JCS agenda for
immediate operational matters.g/

1/ Interview No. 9, April I156%,
/ Interview No. 6, 1 Apri) 1963.
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%5, By Saturday nmight, a 2U0-hour coperation involving the
collection, vroduction, and coordination of the-lMCL was
being directed by the JBST Chief. On Tuesday, 23 October,
the respensibilities for preparation of the MCL were confirmed
after the fact by an uvanumbered memo from the Deputy Director,
J-3, to Battle Staff Ter;1 Chiefs and Division Chiers.L/ Tris
memo as8slgned responsibilitvty for overall ccordination to the
Ganzral Operationa Dlvision; determination of items to be
conaldered one, two, and three days in advance to the Oper-
ations Plans Division; and current actions taken or under
congideration to the JB3T and Current Cperatioms Division,
The memo further directed that the MCL be prepared and subinitted
to the Director, J-3, by 2700 each morning.

57. The assembly of tne MCL would begin at midnight. The
JBS would abstracy from the status of current actions display
the more relevant actlons teken and all JOS OUT-messages re-
leased during tha previous day. The Current Operations
Division would submlt statements of "Significant Pending Items"
end actlon paper flimsies referring to pending acticns. The
Operations Plans Division would submit atems to be considered
one, two, and three days in advance. The materials were typed
and edited, and then, with action officer flimsies attached,
they were delivered to the J-3 Duty General (JBST Chief) for
gpproval by 0500 each day, The MCL was then submitted to the
Directer, J-3, at 0700, to the Chairman at 0800, and finally
tc the JCS, whose meetings usually began at 0830,

58, After the first few days during which this system was
in operaticn, the MCL was distributed to all J-8taff Directorates,

1/7J3M (no number],” from Deputy Director, J-3 to Battle Staff
Team Chiefs and Division Chiefs, subject: "Responaibilities
for Preparation of Daily Master Check List for Cuban Oper«
ations (J-3 MAL)," 23 October 1962, SECRZT.
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Very qulckly, action officers from tne othar Directorates
began to input their ltems to the MCL group and-backed them

with supporting or implementing fllmsies.

50. The MCL soon became informally recognized by the Jolnt
Steff as the most efficient means of insuring that urgent
items related to Cuba would be taken up by the JCS., It also
became the most authoritative source of "todey's naws" smong
the J-Staff members, Since 1t constituted a series of actions
that would be discussed during the day by the JCS and also a

history of actions taken on the previous day.

60. The production of the MCL became quite routine after
tha [lrst week of operation, with mats of each day's agenda
belng preduced, then corrected and reproduced to provide a
history of actlons talian on subsequent days. This operation
continued until P+45 (6 December), at which time the MCL was
discontinued.;/

A1, It is interesting to note that this very important
administrative method for accelerating the submission of
papers to the JCS 1s not contained in any procedural documenta,
Indeed, i1t 18 in sharp contrasE %o normal peacetime procedures

centained in the handbock, INSTRUCTIONS FCR PREPARATION OF

REPORTS FOR_CONSIDERATION BY THE JOINT CHIEPS OF STAFF, and

other r~lated procedural documents.g/

L/ For further analysis of the MCL, see Enclosure "C",
"Functional Analysis of Command and Control Information Flow
in the Joint Staff."

2/ JAL 5711.2, 20 Januery 1959; J-3I 5711.24, 12 January 1960;
J-3I 5410.4, 18 August 1961; JAI 531C.2E, 12 December 1360:
JAI 5711.3B, 3 Jenuary 1962; JAI 5712.4, 13 March 1959;

MOP 97, 19 June 1961; MOP 132, 21 March 1963.
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62. Implementing flimsies prepared oy actlon offlicers were
reproduced in 20 while copies and forwarded with the MCL each
morning. Although aetion officers used the Services extensively
for information purposes and informal coordinatlon, sthey did
not coordinate actions in aceordance with the formal peacetime
procedures, To do so would have seriously impaired the ability
of the 0JCS to be responsive to unified and specified commands
in the rapidly changing political/military environment

surroundang the crisais,

63. Tne MOL procedure had the effect of z2llowing action
offlcers to go the flimsy, buff, and green route in a matter
of hours instveed of days, Actlon papers vere submitted at
JCS meetingas as Director, Joilnt Staff Memoranda (DJISHs).

Thias process short-cut the elaborate coordination process
eyulired during pea?etime operations, As a result, the Joint

If vwas able to operate more like a true military staff.
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This materlal contalns infarmatlon alfecting the natlonol defanse of
the United Sraves within the meaning of the Espronage Laws (Title 18,
U 5.C , sections 793 and 794), the transmlssion or cevelatien of
which in any monner 1o an unauthonizad peron is prohibited by low,
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