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FOREWORD

This Enclosure is part of a study of command and control

processes invoelved in the Cuban erisis of Qctober - December

1962, The scope of the entire study 1s as follows:

Bagle Paper

Enclosure "A" -

Enclosure "BY
Enclosure "C"

Enclosure "DV

‘!5? SECRET

Historical Analysis of the Substance
of Command and Control Actions, Thelr
Circumstances, and Thelr Implications,

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

Crisie, October 1962

Functional Analysis of Command and
Control Infcermatlon Flow in the Joint

3tart

Analysls of Command and Qontrol in the

Service War Rocms in
Staff Operatlions

- 11 -
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PREFXMCE

The Office of the Joint Chiefs of Staff (CJCS) is a
congtantly changing organization. Each new issue of the
0JCS organizational chart reveals numerous changes in organl-
zatlional errangements and in the personnel holding varlous
positions, The guidelines and procedures by which the JJCS
functions both in peacetime and under crisis conditlons are
gsirllarly subject to modification and change based on the
lesson3d learned from prevlous experiences and on necessary

reeponses to changed circumstances,

Any desceriptlion or analysis of the OJCS or its components
a8 of a4 partlcular time period is therefore subject to some
degree of cohsolescence, This is particularly irue of analyses,
such a8 the present one, uhich 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
parts of the 0JCS that wer; in effect at the time of the
Cuban erlsis, October-December 1962, An eariier draft,
substantlally similar to the present paper, was completed
in April 1963, and shortly thereafter was made avallable to
various J-3 offices for their review and comment, Partly in
response to the provlems noted in this paper and partly as
a result of the J-3 Directorate's own internal analyses of
needed improvements, some of the organizationsl and procedural
arrangements described in tﬁis paper have undergone modification

or revision.

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

are of continulng relevance to the development of more effegtive

TOP SECRET - 1iv -
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command and control procedures in crises. Some of the
difficulties of OJCS operations revealed during the Cuban
crisls point to basic operaticnal problems that éemain unsclved
or, at least, regqulre additional remedial action, In this
aense, 1t is hoped that the present paper provides not only

a useful historical reconstruction and point of reference but

also a decument of current relevance and timeliness.

TOP_SECRET ey
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ENCLOSURE "B"
C&C_INTERNAL MEMORANDUM NO. 40 -

PROCEDURAL ANALYSIS OF J-3 COMMAND AND CONTHOL OFERATIONS
DURING THE CUBAN CRISIS, OCTOBER 1962

INTRODUCTION

1. Thils paper describes the operational procedures smployed

within J-3 during the Cuben crisis. The first part of the
paper describes the general historical sequence of

preperations lor the impendinz erisis (15-21 October),

the formatien of the Jolnt Battle Staff (JB3) and ite operation
during the erisis (21 October-12 Movember), and gradual return
to normal operations (12 November-6 December). Following the
narrative, the major summary observations of the study are

presenied.

2. The appendices, which comprise the second part of the
péper, presant more specific information on the procedures
employed by the JBS, the activatlies of several J-3 Branches
closely assoclated with Cuban operations, and the procedural
documentatien ressarch which supported the study. Each
appendix contains more detalled observations and conclusions
about the subject being dlscussed. Only the more salient ones
have been brought forward into the first part of the paper.

PURPOSE

3. The purpose of an snalysis of J-3 procedures asscciated
with the Cuban crlsis is to provide the Director, J-3,
assistance 1n evaluating and improving operational procedures
involved in crisis situations. A9 sueh, it is part of a
larger study of the Ouban ecrisis authorized in J-3M-1418-62,
dated 15 November 1962, and is in support of a more general
WSEG requirement to provide the Organization of the Joint
Chiefs of Staff (0JCS) assistance in developing an improved

comnend and control capshility

TOP SECHET
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4, Following the Cuban orisas, there uves a peneral feeling

TOP STCRET T

in J-3 that muech c¢ould be leerned fron operational experience
gained during the Cuban crisie, It was felt that this situation
could be treated like 3 large-scale exerclasc, andé thet the
proceduras employed during the craisis could be given the same
postererclse analysis and evaluation that they wouid normzll;
recelve following exercises. However, in crder to do this it
would be necessary to develop a detajled historical recon-
struction of procedures utilized by J-3 and the OJCS during the

crisis period, This paper attempts to fulfill that requirement.

SCOPE AND LIMITATIONS

5. This study atieppts to reconstruct how operationzl command
and control activities were perfermed in J-3 during the Cuban
erisis and to relate this to cocvmentad procedures which specified
how they should be performed under conditions of increasing
tension mnd erisid. It 1is based on an extensive analysis of
procadural documentation in effect at the time of the 2risis, on
intervievs with maﬁy of the participants, and on records made
avallable followlng the crisis, Earlier drafts of this peper
vere reviewed by a number of the participants and other members
al the J-3 staff. Their comments and suggestions, in many cases,

have been incorporated into the present version of the paper.

6. The analysis 1s focused primarily on the Joint Battle
Staff and on J-3 operations. The procedures used by the Joint
Battle Staff during the cris5is are described and compared with
the procedural guldance avallable in pre-existing OJCS documents,
Part.cular attentlion is devoted to the activities and procedures
related to briefing and debriefing, the preparation of Situation
Reports (SITREPs), the processing of message traffle, and the
coordination of staff action {see Appendix "AY).

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

8. There are several limitetions in the scope and compre-
hensiveness of the present analysis. The lack of asccess to
certain 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 liaison
personnel from the Defense Intelligence Agency (DIA), the
Natlonal Security.Agency (NSA), and the State Department are
only belefly 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 Operations Plans Division and the Commandes Branches

{other then the LANT/CARIB Branch).

9, Finally, it should be noted that the preseat paper
comprises one of a series of interrelated studies of the
Cuban crisis. The basic paper and otner enclosures provide
both a general context and a serles of supplementary analyses
which serve to amplify and complement the {indings reported
here. This is especlally true for Enclosure ¢, which
presents a comprehensaldve analysls of message traffic during

the Cuban erisis.

TOP_SECRET -3 -

TP V(C RET

- s



TOP SEQRET ™ P ji};‘tﬁ&ﬁﬁﬁr

DISCUSSION
THE FRECRISIS CJNCEPT OF OPERATIONS

10, At the time of the Cuban crisis, the most éurrent and

oentralized source of procedures relating to contingency
operations wes the JCS document, CONTINUITY OF OPERATIONS CF
THE ORGANIZATION OF THE JOINT CHIEFS OF STAFF (coor-oaos).l/
This document, published on 27 August 1962, describes the basic
concept of OJCS operations under ceripis and emergency conditions
and outlines the organization and procedures for the contuct

of these operations. Pigure 1 shows the overall 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 Exercise, held during the
latter part of September 1962.3/ The results of thls exercise
were st1l) 1n the process of evaluation when the Cuban crisis
broke. Thus, many of the procedures developed in the COQP-0OJCS
document and exerolsed during HiOH HEELS II were to be subjected

to the addltional test of an actual crisis,

I11. The subsequent discusslon attempts to reconstruct and
describe J-3 operstlons durlng the Cuban crasis and %o rels.e
these activitles to the established concepts and procedures

contained in the CQOP-QJCS.

12, The COOP-OJCS concept of operatlons assumes that the
level of actlvity and the scope of functions tc be performed
by the 0JC3 will vary, depending on the nature and gravity
of the situation. The concept 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 varistions in the levels of activaty, in

17 JC5, 27 AUgust 1962, JECRHET,
2/ JCS Exercise OPLAN[ELEEI Exercise HIOH HEELS II, SECRET,

TOP SECRET -4 -
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the numbers of personnel involved, and in the nefure and scope

of OJCS invelvement. Accordingly, “"these varizbles compel the

QJCS in supporting the JCS to gear 1ts operations to flexible

rather than fixed procedures in order to handle and respond

effectively to the broad range of situations with which it

may be confronted, "/

the COOP-0JCS actually deale with four "model situations® or
levela of tension 1n the spectrum of confllict., For each of
these levels there are four distinet types of organization

and procedures, These are;

%; COOP-OJUS, op. cit., rart I, “"Operations at the Pentagon."

particular emergency or criltical matters. e
TOP SECRET -5 - . T

e

13.[Epsp1te its emphasis on flexibillity of operations, however,

a. Cold War Oonditions: Under these condltions, the

personnel opersting within the National Military Command
Center (NMCC) (formerly Joint War Room) will be a Wateh Team
composed of J-3 and DIA personnel. The Team consists of the
Chief, Current Actions Center, who serves as JCS/J-3 Duty
Officer during regulgr duty hours; a Current Actions Team
(five Vateh operations officers assigned to the Current
Actlons Branch}; an Emergency Actions Team; a SIOP Contraller
Team, a DIA representative, an Operations NCO, a Oraphics
NCO, end a stenographer/clerk. This iz the normal oomplement
of personnel which staffs the NMCC on a dally, round-the-clock
basgia, The VWatch 13 not an action sgency. Action on JCB
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 Staff (DJS).

b. Conditions of Increas;gg_Tehsion: As tensions mount,

the requirement for specialized information and the generéé]

These statementS are desoriptive of the Watch at the time of
the Cuban erisls. The organization and functions of the Watch

have recently been changed to permit initiatlon of action on

T@IPMCIRIE'H‘
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tempo of operations also increases, This requlres that

the normal Watch be augmented, toth in numbers and in
expertise, by members of various directorates and agencaes,
When the eriticality of the situation rises, the first S
personnel to supplement tne Watch are area action efi.cers )
from J-3 end DIA, If the situation requires 1t, action
officers from J-4, J-G, Defense Communications Agency {DCA), T
Counterinsurgency and Special Aotivities (CS54) aad Illitars
Assistance Affairs (MAA} way also provide assistance.

These individuals mey at this time assume respon=abllaity for
malntalning the current situation and for performing the
nacescary operational brilefings with respect to the affected
area, while the rest of the Watch continues £0 perform lts
normnal functions with respect to the rewalning world-wide

arean.

¢, Oricis or Limited War Condit:ops: I che cension }
continues to mount to crilsis proporticas, the need for more

rapld staff response‘intensifies, At this polnt, the aug-

-

mented Watch may be expanded into or surdlemented by a

hrr——

Jolnt Battle Stafl in order to process expedltlously and

coordinate r2pldly all actions regerding the crisis area.

Accordlng to the vasic concept of operaticns, the Jcint
Battle Staff will include representatives of each Jeint
Sualf Dirsctor and Special Assiscaat; the Seeretary, JCS;
DIA; and Defense Atomic Support Agency (DASA), elther on
a full-ilme, part-time, or con-c¢ell hasis as reguared,

The Joint Battle 3taff is established vy the Director,

coilnt Staff, based on the recommendatlons of the appropri-

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

——

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

TOP SECRET -6 -
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d. Imminent General War: As the politico-milltary aitu-

ation continuea to deteriorate to the exteni  that general
war appears probable, consideration will be glven to the
ralocation of the OJC3 to an alternate control center.

Upon relocation of the Decision Group, and the Augmentation
Group,l/ the 3peclal Assistant for Arms Control will assume
control of remaining OJCS personnel and activities at the
Pentagon., 1In thils capacity, he will (1) act for the Director
Joint Staff; (2) continue Battle Staff operations on a
continuous basis; and (3) maintain a capabllity to support
the Joant Chlefs of Staff by rendering staflf support and
effecting Emergency Actions as directed.g/ When relocation
frzm the Pentagon to the Alternate Jeoint Communications
Usnte» (AJCC) coeurs, the ATCC will become the primery site

of military control, Under these conditions, the Pentagon

and the Mobile Natlonal Emerzency Command Posts (MEECP)
will operate a3 alternatss to the AJCC and will support

the AJCC as long as the latter is oparatava and as long as

- ¢

the =enior military authority is resident at the AIGC.E/

i/ The Decision Group conslets of "kev individuals who must
be avallable during periocde of inereased tension to vender a0
immediate and subotantive advice tc the Dacision Makers.” L
The Augmentation Oroup consists of a “"category of indi-
viduala, representing staff elements, who will broaden and 3
Geepen the capabilities of the respective Alert Cadre Lo
Elemsats (located in the Pentagon, and the AJCC, the NECPA,
ang the NEACP) in suppor: of the Deecision Croup." See
COOP-0JCS, 1ibld.

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

TQP SECRET -7 -
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15. The forms of organlzation and procedure concained

in the COOP-0JCS had previously been tested in theIEIGH

HEELS II command exercise, conducted during the period

7-28 September 196é:] Unfortunately, the Cuban erisis inter-

vened before many of the problems revealed by this exercise

could be resolved by corrective staff action. The post-

exercise critiq;e for commanders, whlch was intended to

isolate eritical problem areas and to recommend corrective

measures, was cancelled bvecause of Cuban developments.

written oritique agenda items on HIGH HEELS II were not

reproduced until 11 Decembe; 1962, nearly one month after

the Cuban Battle Staff had been dissolved and filve days

efter the discontinuance of the augmented Cuban Wateh.

The consolldated critigue decument which wis repreduced on that

drce for Joant 3taff evalvation contains 207 ltems submitted by

pertieipating command eazencies and Joint Staff D.rectorates.

1743 1258-62, for Director, Joint Staff from Director, J-3,
subj, Relocatlon of Alert Cadre Group, 22 October 1962,

2 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-
poaition a Joint Battle Staff Team." Also see J3M (no
rumber) for Chief, Joint Battle Staff Team, from Captain
v. 8. Harris, USM, sub). Relocation to NECPA, 24 October,
1962, CONFIDENTIAL, which gaves detailed instructions for
MECPA Cadre relocation to the USS NORTEAMPTON located in

the mouth of the Potomzc.
-—-
S,
ror # CRET
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HIGH HEELS II placed major emphasis on & general war situation
a2nd many of the eritlque iiems, therelforc, deal -.ith niclear
operations, It is useful to note, howsver, that twenty or maore
cf the 1tems pertiiin to and suggest chenges in Joint Battle
Stafi functions, tae handling of message treffic, the
coordination of Joint Steff activities, the conduct of
oriefangs, stetus of ferces reporting, 3ituatlon reporcs, and
other topilcs that had direct relevance to emergency operations
in the Cuban crlﬁis.i/

16, Although the Cuban orisis broke before the eritique cf
HIZ HFELS TI could be implemented by organizationzl and
procedural changes, 1t 1s nevercheless true that a large
number of J-3 personnel ard the higber echelons of command
had been thoroughly briefed on, and haa exerclaed the
basic proceduvres contained in the COOP-0JCS. Ab 2 result of
the HIGH HEELS II experience, therafore, the personral of =the
0JC3S were perhaps as well prepared for operations in a crisis
as could be expected. Unfortunataly, mos:t of the Battle
Stalf members piclted for the Cuban erisis had not hnd
crevious Battle 3taff experience in HIGH HEELS II. Jeint
Battle Staff exXperience in this erercise apparently was
not a determining or major factor in the Belectlon of Cuban
Hittlie Staff members.2 According to several ohservers,
eXperience on the HIGH HEELS I1 Battle Staff proved to be
of coasldeiable value in epnhancing the e2ffectiveness of
Cuban Battle Stafl personnel, E;pec;ally during the early,

crltical period of operations.

2‘-7JCSM Work.ng Paper for Action Officers, from D. R. Ward,
Colonel, USA, Project Officer, subj: Exercise HIGH HEELS 1T,
p/Aritique agenda Items (U), 1l Decembar 1962, TOP SECRET.
_/Intervlew Fo. 2, & Mareh 1963.
Interview No. 1, 7 March 1963;

. 1 Zreervaew lle, 3, i1 March
£33 Ingerview No, %, 12 March

3.

TOP SECRET -9 -
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Jme®/ Robert McNamara, Sec“eté;g of Defense, Department of L
~ o /Oefense, Speclal Cuba Briéfing, February 6, 1963. ‘ :w
Enelosure "A", Chepter I, "Precrilsis Military Contingency . “],,
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17, In summary, two weelks bvef'o ' the Cuban erlsle began
to develop, the concept, procedures, pe::'tsm'n:ual‘J end faclli-
tles of the 0JCS had been exercised in a general war context
during HIGH HEELS II. A description of hou these same
concepts, procedures, personnel, and :acilities 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 Octobar, high-altitude pnoto surveillance

-—— e =

missions were flown over Cuba. lpn the following dey, interpre-

tation of the photographs taken during these missions confirmed
the presence of Sovlet MRBM sites nezr Sagua la srande and in
the San Cristobal area.l Although many preoautlonary prepava-
tions involving the updating of contingeney plans and the
strengthening of Alr Defense in the southeasterﬁ United States
had begun earlier,2 thie event marked the beginning of the
Cuban erisis, The review and updating of contingency plans wWas
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 direct

Py e

gupervision of the Dilrector, J-3.

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

B tap wpae

were becomlng aware of lnereased activiiy related to-Cuba,
although the exact nature of the activity was unkmown. On

17 October {Ueanesday}, tue cuief of the Qurrent 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

= s,

Planning".

e

TOP_SECRET 10 .
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[;lrected to take the necessary preparatory actlons for an

gugmented Wateh., In the meanwhile, they were requested to

maintain strict secrecy, | The Chief, CAC, was informed of the
President's itinerary on Thursday, 18 October, and lmew in
advence that the President would cancel his scheduled polltical
speech-maliing trip and would return to Yaghington to direct
Cuban planning and military mobiliz&tion.;/ The deployment

of HORAD and STRIKE aireraft into the southeastern Unmaited
States was beginning at this time.2’ On 18 October, CINGLANT
was 21lso avchorized to release special intelligence planning

3/

information for use at the alr crew level.=

20. Formal augmentation of the normal Watch was begun on
Friday, 19 Ocbober, following an afternoon 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 Appendux B,
Flgure 1, whleh shows the organization of J-3 at the time aof
the Cuban crisis.) At .that time, the Director of Operations
suggestad that the Chief, Current Operstions Division, and
the JCS/J-3 Duty Officer begin making preparaticns to shift
to Joint Battle StalF operations, 'This asction was based 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 October, as additional J-3 and
DIA personnel were added, A "Mr, Strike" and "Mr. Blockade"

vere appointed and the Chairman was notified of this sction i

1/ Inferviev No, 1, Ereh 1963.

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

4/ Interview No. 6, 1 April 1963.

TOP SECRET -1l -
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.o 20 October.l/ At the same time, actions in the CAC were

stepped up to provide gpproprlave graphics end addational
display rfacilities. I

22, During this same period {20 October), a Master Accicn
Iist (MAL) was being prepasred by "Mr. Blockade" and his
Quarantine Watch peraonnel.g/ This Group, located in one of
the Deputy Director's offices, was operating under tight
security. Its pramary function was to stay abreast of zil
devalopmants related to the gquarantine coperations, since the
primary responsibility for action in thls area had been dele-
gaved to the Chilefl of Naval Operatlans (CNO).3/ The activi-

tles of this Oroup are described in more detail 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), soon became too time-consuming for the Quarantine
Group, and on Jaturday naght (20 October), the responsibility
for this important activicy was reassigned to the General
Opzrationa Division. (For a more detalled discussion on the
productlen cf MCLs, See Appendix "B", "General Operatlons

Division.")

24, Although the augmented Watch continued throughout most
of Sunday, 21 Qctober, the phase-over to Joint Battle 3taff
operations began on Sunuay morning when the Deputy Dlrector,
J-3, eppointed the Joint Battle Staff Team (JBST)} Chlefs and

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

1/°73M {Unnumbered) for Chairman, JC3, from Director, J-3,
Subject: "Experts on Two Plans," 20 Qctober 1962, SECRET.

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

3/ OP-00 Memo 00092/62 from Executive, CNQO, tco Distribution,
21 October 1962, TOP SECRET.

4/ Interview No. 13, April 1963.
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The GAC Vatch officers began alerting personnel Who vere
scheduled to participate in the Eattie Stafl Teams. Prior
to convening the Battle Staff, the Director; of Joint Staff
Directorates had been braefed on the Battle 3taff operation
and personnel hed been assigned to the Battle sStaff from
each Directorate, On Sunday, arrangements were also made
to have State Dep%rtment and NSA lislson representation on

the Battle 3taff.

25. The operation in the CAC on Sunday could be character-
i1zed as very busy and somewhat dlsorzanized. The normal
Jes/J-3 Duty Wcteh personnel, svgmentation personnel, action
officers, and niew Battle staff members from J-3 and the
other Darectorates, were all "acrounging” for background
informatlon, trylng to deterwmlne their respongibllities,
processing message traffic, learning existing operational
procedures, oand performing a wide varilety of other tasks.
Adminlstrative files of message traffic, displays, 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 c¢risis. This changed mede 1lncluded,
a) the ithholding of detailed intelligence information
ead oberational Plazns on Cuba fror most of the stall
until tbe period following the Presidentt!s Cuban speech;

b) the eatzblishment of special planning and attlon groups

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

TOP SECRET - 13 -
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{the Cuba Planning Group, the Blockade Group, the MCL Group,
ete,) outside the structure of the Joint Battle Staff, and

¢) the breakdown of JCS debriefing procedures established

for erisis operations because the JCS were meeting in the

Cold Room lnatgad of the NMCC Conference Room. These develop-
ments left a major informational void that caused ambigulty and
lack of ciear guldance in the formulation of JBS activities,

In part, however, the initlal confusion in the Battle Staff
resulted from a lack of documented JBS 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 of 3ITREP's, prepara-

tion of briefings, and cother essential JBS functilons.

27. The JCS/J-3 Duty Officer, and the regular Current
Actlons Team members spent a major share of their time 1n
actempting to briel Battle Staff Team members in thelr duties
and in trying to achieve coordinated action bevween the JBS
team shifts. At the same time, they performed the "trouble-
shooting" role of carrying out actions that ere formally as-
signed tec the Battle Staff, One of the regular Watch Opera-
tions Officers, for example, was given major responsibility
for assembling information for the briefing script used in
General Taylor's morning briefing., This briefing script also
formed the basis for other operational brilefings given by
the Battle Staff Team Chiefs.l (For a more detalled de-
seription 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 sugmentation of the

CAC Watch to twenty-four-hour Joint Battle Staff operations,

1/ Interview No. ¥, 12 March 1963.

Enclosure "B"
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The week bezan with a2 very limited nwrber ol personnel invaelved
in Cuban operations under utmost secrscy., The number was
gradually inereased tnrough Friday evenlng. At that time,

many ol the key staff parsonnel were briefed by the Director,
J-3, and thez sugmentation of the Watch and prepcarations for

the gacabilshment of a Joint Battle Staff were begun. The
weekend was marked by intense round-the-clock activity, ad hoe
grours vorking in comparative lsclatlon, ernd a general air of
confusion, lack of information, and mounting pressure. Ac-
cording %o several observers, staff actions §14 not seem to

move a8 efflclently as had been the case dQuring HIGH HEELS Ii.

29, The general ¢oneept of sugmentation of the normal Watch
and transition to Joint Battle Staflf cperations, as specified
in th: COOP-0JCS, was essentially followed during the bulld-up
phase., The major defleciencies in this procesa did not arise
frem basie inadequ;cles in the concept of operations; rather
tney se3ulted from the lack of detalled supporting procedures
and the absence of sufficient operational personnel well

tratihed in those procedures,

JOINT BATTLE STAFF OPERATIONS (21 OCTORER - 12 NOVEMESR)

30, The Joint Battle Staff began operations Sinday morning
v1th the assignment of chree Team Chlefs {Deputy Chiefa of
the Joint Battle Staff), under the direct supervision of two
Joint Battle Staff Chlefs (Duty Generals), Although the
titles glven to these positions varied, the basic functions
of the perscnnel assigned to them dld nst, Tne two Deputy
Directors of J-3, and later a third Deputy Director, became
"Duty Generals" and Chiefs, Joint Battle Staff. Three
senlor Colonal/Captain officers became heads of three Battle

Stalf teams, l.e,, Teams A, B, and C, working l2-hour shifts,

P_SECRET - 15 -
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Securaty Agencyl/ 2lso represented an inhnovation not antica-
pated in the COOP-0JCS, Although NCO and civi}iap adminls-
trative aselstance was provided, the Cuban Battle Staff alseo
éld not have an administrative officer speci#zcally assigned

to each shift, as specified in the GOOP-OJGS.g/

32, Moat of the newly asaigned Battle Staff members
viere relatively untrained for their new assignments except
for general hackground informarion derived from thelr normal
staff assignmenta. Exlsting evidence seems to lndicate
that no special orientational brrefings were given to prepare
Battle Staff members for their Jobs, although information
was provided on request by personnel knowledgable in the
current status of operations. Access to such information for
a4 partlcular JBST member was, however, restricted to those
who had the necessary security clearances, Many JBST members
did not have such olearance becavse thelr normal staff
ﬁéaignments bore little relation to thelr assigned positions

on the JBST,

33. In general, newly assigned Battle Staff members were
given initial orientation.by asking them to read coples of
the Master Action List and the CQOP-OJCS documents. They
vere then informally briefed by Team Chiefs and the JCS/J-3
Duty Officer, and then left to [ind the necessary background
infermation for their particular needs.

4/ HE4 provided two miIlitary officers and two Civil
Service employees to maintain lialson with the Battle
Svaff on a 28-hour basis. See J3M {no number) for
Director, J-3, from Colonel Giraudo, subj: "NSA Officer
on Wateh in CAC," 21 October 1962, SECHET,

2/ COOP-03CS, op. cit,

TOP SECRET - 17 -
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34, In numerous cases, the search for essentlal background
information and instructions for handling a particulaer JBS
function involved & search through several documerits for
pertinent material. For example, the COOP-0JC3 procedural
guldance for handling and processing incoming and oubgoing
meesages consista of the following statements: "Message
distribution will be in accordance with current Administrative
Instructions," and "Qutgolng messages, other than Emergency
Actions Masaagea; wlll ve prooessed in accordance with current
Joint Administrative Instructions."i/ Por a Battle Staff
member who was unfamiliar with standard message-handling
procedures, this guldance would have required the reading of
at least four or more separate Joint Adminilstrative Instructlons
(TJAIs), as well as J-3 Instructions (J-3Isf pertaining to
message prcceasing.g/ However, none of these instructions
even mention Joint ‘Battle Staff procedures during crises or

emergency operations,

35. More detalled guldance 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 to the Cnief, Joint Battle Staff, in which he
provided a “cheek last of recurring items which must be
handled on a dally baais.“af This list included the following
thirteen items (slightly abstracted from the original):

&. Supervise reviaion of MCL for Cuban operations,
deliver to Director, J-3, at 0700, and putlish and

dratribute by 0900,

cOCF-~0JCS, op. cif.
2/ The following JALZ refer to Incoming Messages: JAI 5712.2C;

JAL 5712.4, In addition, the following J3I= are relevant

to processing Incoming Messages: J3I 5712,1¢; J3I 5712.3, and

J3I 5712.4. 'The rollowlng JAIs and J3Is pertain to Outgolng

Messages: JAI 5712.1E; JAI 5712.5; J3I 5712.1C; J31 5712.3,
3/ J3M (Ko number) from Director, J-3, to Chief, Joint Battle

Staff, 24 October 1962, UNCLASSIFIED.
TOP S}tﬁmv

TOP_SECRET _ - 18 -



— - TP RET

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

g. Ten-minute briefing for deneral Tayler at 0800.
Provide secript.

d. Situation Report td) be published,

« Review and update Qctions by JCS and MCL.

v o

« Prepare draft messages,

g. Malntain f&aiaon with Secretariat officers in room
adjacent to Gold Room during JOS sesalons -« "for the
purpose of obtaining timely information on decisions made
by the JCS, to include implementing meesages therefor."

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

1. Brief[idmiral Plers, Chairman, Canadlan Joint Starff
in Washington;];t 1415,

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

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

and CONA§Z]

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

m. Be prepared to send offlicer to White House at 1600
to update information on Cubvan operations, Contact through

Chairmant's ofllce.

36, On the followlng day (Thursdey, 25 October), an
additional memorandum, prepared by CAC personnel, subject:
"Joint Battle Staff SOPs", was addremsed to the Battle Staff
Teams. Its purpose was "to establish certain basic S0Pa
and olarlfy responsibilities in specifie areas within the
JBST.“l/ 1t defined the responaibilitles of the Depuby
1/ T3 128262, 25 October 16562, UNCLASSIFIED,

TOP SVIRET |
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Pactle Staff Team Chief, the Operations Coordinator, the

J-3 Rapresentative, and all other team members who were
supportirg JCS egencles in the NMCC. It then proceeded to
outline detalled procedures and tlme echedules‘fcr the prepa-
ration of SITNEP3, briefings, and Situation Dlsplays. It
ghould be noted that the position of the Cperatlons Co-
ordinetor on the JBET nad nof been anticipated in the

COQF-0JCS,

37. These 2nd other procedural memcranda continued to be
formulated throughout the life of the Cuban Battle fiz{{. As
late as @ November, three days before the JBS was disbanded,
a memerandum to the J28 established procedures for responding
qulckly to requests for informatlon by sublects, and directed
that subject files of incoming and ocutgolng messages be

meintained by the JBS.L/

38. Many detalls of JBS procedures could not, of course,
be antleipaced in advance of a particular crisic event,
Speclfic applications will always dictate the necessity for
specaal procedural directives, such as thoae found in the
"Cuba Watch SOPs." Some of the procednral guldance devnloped
during the Cuban erisis, howvever, reflected the fact that
the Battle 3taff teams did not have a common understanding
of the procedures required to fulfill some of the bas’c JBS
functiona, ({For a more detailed deseription of JBS pro-

cedures, see Appendix "A",)

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

ized and routinized.g/

I/ J3M 1391-62, G Novemver 19562, UNCLASSIFIED.

2/ Interview No. 7, 1 April 1963.
'IF@IPMCIR’;IET
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1/ 34 12583-62, for Director, Joint Staff frow Director J-3,

22 October 1962, CONFIDENTIAL.
TGP ;f{ CRET

TOP SECRET - 21 -



TOP SLCRET

42, In this connection, it 1s imporvant to note that
the process of meintaining accurate locator Gata on key
cervrand personnel during the crisls also hacd lts short-
comings. Based on data collected by the Emergency hctions
Team during normal day-to-day operations, locator data are
accurate only 20 percent of the tame. This percentage is
bazed on random line checlts conducted during perlods when
the exact location of principals 18 unknoun. Comparable
line check data collected by the Emergency Action Team
dur-ng the Cuban crisis showed that the accuracy of informa-
tion on indiceted location remained unchanged (approximately
20 percent), The average length of tame required to locate
principala during the line checl: 2lso approximated the
normal average. Times ranged from 8-second minimums to
24 minutes when principals vere located (median less than
1 minute). If the principal could not be located, then an
alternate vas contacted, This usually resulted in an
additionel 20-second to 5-minute delay. In other words,
during the crisls and at a time when general war forces
worldilde wvere at increased readiness, there were no
slgnificant changes 1in the ease or speed with which principal
military and civil leaders could be reached for an

emergency conference,

b3,

TOP SECRET - 22 -
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"Tme Emergency -ctions Room," for more detailed discussion.)

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

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

3/ Memsage JC8 6830, CJCS Exclusive to all CINGCs and Services,

T 2118142, October 1962, TOP SECRET.
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45, The Emergency Actions Room {EAR) was notified by the L
JC3 Message Center that the message was being transmitted at N
that time, Thne EAR Vatch Offiocer received a burnad copy of
the message via the tube a few minutes later, The message
was then taken to the JC3/J-3 Duty Officer and to the Chierl
of the Operations Support Division for a decision as to |
whether the usual JC3 EAPs should be followed in alerting
prescribed commands and agencies, From there, the decision }
was passed to the Director, J-3, whe sought out the Director,
Joint Staff, for inqtrucbions. The DJS was in conference

with the JC3 at the time and therefore was not immediately

avallable, However, the Vice Director, Joint Staffl,

I/ Message JC3 6064, DIS (or J0S to all CINCs, 221809Z,
Ootober 1962, TOP SECRET.
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L&, Other procedural problems involved administrative

support procedures within J-3; finding detailed informatlicn
quickly in order to enawer questione asked yoth by higher
authority end by other parts oi the "JCS; and Joint Stafs
debrieliag of JCS decisions,

47. The normal J-3 peacetime administrative procedures for
processing JC3 papers usre disrupted during the flrat week or
more of the erlsis. Thls was particularly true at the
Directorate level, where the sudden surge of paper work
requiring immedliate action created serious communication and
worlt overload problema, Especlally durlng the first few days,
J-3 memoranda were being processed so rapldly that the
Directorate peraonnel found 1t impossible to atbach and record
the usual numerical identification. The large number of
unnunbered memoranda clted in the footnote references of the
present paper illustrate this break in the normal J-3 ad-
ministrative routine. 8imllar problems were encountered in
preparing actlion papers and other correspondence for submission
to the Director, Jolnt Staff, and the JCS, Administrative
problems were compounded by the shortage of administrative
suppart personnel and by the lack of adegquate 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

17£For a discussion of some of the international political
fOmplications resulting from the alerting of U.5. ferces
and the increase in readiness tc DEFCON-3, see Enclosure
"A", Chapter III, "Poliey Qperdination: Overseas Unified
Commands and Allied Powerg..

2/ Interview No. 2, 8 Mapreh 1963,

TOP SECRET a5 -
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continuing nroblem of developing administrative procedures
that are closely geared to future emergency operations still
rewa.ns, however, and this problem requires further critical
exanination and necessary remedlal actlon., Efficlent Joint
Scaff support of JC5 emergency operatlons is highly dependent

on efficient administrative support.

L9, orocedural problems arose in fulfilling the requests
for deteliled information tnat emanated from the White House
and the Offlce of the Secretary of Defense during the
erisis. The problems are highlighted by an unnumbered memo
from the Chalrman, JCS, to the Directecr, Joint Staff, on
1/

2k Octover,~ subject: "Passing Information to the Wuice
House, Secretary of Defense, and Deputy Secretary of Defense."
The mamo states that 1t 1= essentilal 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 lerwarded expeditlously, that a Joint Staff officer be
Esz_rned to erfect lizison with the White Houss Situatisn

Room in order to 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 liaison with tha White House was
established immedaately, The Chief, Operations Support
Division, was assigned this responsibility. This lialson
arrangement apparently alleviated but did not wholly solve
the problem, As late as 9 November, the Deputy Direcior,
J-3, directed the Joint Battle Scaff, and the Chlefs of the
Current Cperatlions and Operations Flans Divisions to establish
precedures for the JBST to respond quickly to requests for
information by subJect.}/ This was to be accompllshed by a
gystem of subject {iles of inocoming and outgoing messages
with inputs from the Current Operatlions Division, the
Operavions rFlanc Division, and vhe JBST representatives from

other Directorates.

50. Irn responding to requests for information, Jolnt Battle
Staff personnel woul? frequently turn to the Status of Forces
Branch for current information on status of forces and other
data. Informatlion was usually required .asedi:cely 2ad in
& variety of formats. As a result, the Status of Porces
Branch was overwhelmed by requests for information which
greatly exceeded their original terms of reference and their
capacity to respond. (For a more detailed discusaion of this

problem, see Appendix "B", "The Status of Forces Branch.")

51. { fanal procedural problem zrose p2cause 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 Jolnt
Staff of JCS declslons and actions. The abandonment of the

usual debriefing mechanism may be attributed to three special,

1/ J3NMN-1351-62, Battle Staff Procedures, 9 November 1562,
(No Classification)
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interrelated conditions surrounding JCS activities in this
event: (1) the high level, taght securlty control of U.8.
policy intentlions and of Cuban intelligence information that
vias exercised during tne early phases of the crisis; (2) the
decision of the JCS to conbtinue to meet in the Gold Room,
instead of utilizing the operational facilities of the Joint
War Room; (3) the long, continuocus, dally meetings of the
JCS, which placed a heavy burden of work on the Director,
Joint Staff, the Secretary, JCS, and other GJCS offlcials,
and thereby prevented them from having sufficient time o
conduct debriefings. The absence of well-defined substatute
procedures for dissemitating information an JCS declslons
unaer such conditlons proved to be a serious handicap for
the Joiny Battle Steff and other Jolnt Staff personnel who
were Intimasely involved in expediting end cocrdinatlng JCS
actiona, {This problem is discussed in greater detaill in

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

g2, In summ;;y, the per:od of 21 October to 12 November saw
the formation of the Joint Battle Staff, the acceleration of
operational staff actlon during the critical week of 22-28
October, the political resolution of the crisia, and the
gradual decline of operational staff action associated with
the Cuban crisis, Although the concent of operations outlined
in the COOP-GJCS waas followed in prineciple, many problams
were entduntered Py J-3, in general, and by the Joint Battle
Staff, in particular,-because existing documencs did not
provide a consolidated source of detalled, specific, proocedures
to guide personnel in the performance of their emergency duties.
Many Battle Staff members had not had training for their jobs

in previous command exercises and, in the absence of readily

avallable, detailed procedural guidance, they could not
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qulckly and readily famillarize theaselves with thelr new
assigrments. There were no systematic background byiefings
platmed and none wae given to them. Displays, rile systems,
end relevant data bases were not prepared in a@vance. These
end other preparatory &activities consumed a large amount of
the time and energy of operations persconnel during the most
eritical period of the Cuban erisis -- a period in which JC3
required rapia and efflcient support for possible sudden,
large-scale military operations., Desplte these initial
handicaps, however, mcst of the serious procedural problems
were overcome during the farst four days of the crasis by
effentive amprovisation and the development of new procedural
gurctance that was required by the immediate demands of the

siltaaticon,

THE PHASL-OUT PERTIOD (12 HOVEMBER - 6 DECEMEER)

53 The Joint Battle 3Staff was disbanded on 12 November and
replaced with an augnented Weteh, 'The Cubaen Watch was compased
of the normal Current Actlons Center Watch augmented by two
officars 2nd three enlistea men from J-3,and one officer
designated as contact officer for Cuban affairs on 24-hour
duty in 7-Y4. J-5, 7-6, and SACSA.l/ The three J-3 Executlve
Officars at this time had their status changed from JBS
Chief's to General Vatch Officers for the Director, Jornt Staff.
The augmented Cuban Watch continued the basic functions of
the Battle Staff, including the preparation of written brief-
ings, the SITREP, and the inputs to the MCL. VWnen the MCL
was discontinued on 21 November, the augmented Watch also

tock over responsibility for publication of a pevised form

~

17 DTSW IBWZ-52, 12 November 1962, CONFIDENTIAL.

TOP_SECRET - 29 -

TOP SPCRET



1/

of check list for Cuban operations.=" On the same date the
Quarantine Vatch and the QJeaneral Offlcer Wseceh @or the Director,
Joint Starf, were discontinued. Hoyever, the requirement ror

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

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

briefing report to General Taylor.

54. The augmented Cuban Wabtch was terminated with the dis-
continuance of Operation SCABBARDSQ/ at 06002 on 6 December
1962, and the Current Actions Center then returned to its

normal scate of organization and functioning.

55. During thils perlod, = political settlemeat had been
reached, forces were gradually being returned to home bases,
and message traffic reguiring staff action had sharply
decitned, _EEEEEEPFES developed during the crisls had become
routine. In generzl, sugmented Watch duty had become

increasingly slow.

SUMMARY OBSERVATIONS

56. This seetion contalns the general observations and
conclusions 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 documenta. The
evidence supporting these observations, together with the
more detailed findings of the study, are presented in the

foregoing "Discusslon" sectlon and in the Appendices,

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

2/ J34 (No number) for the Record, from Deputy Director, J-3,
Subjeet: "Cuba Watch, Relaxatlon of Regquirementa for,"
30 November 1962, (NO CLASSIFICATION).

3/ Note: SCABBARDS wag the code name referring to Cuban
contingency operations; ror a discussion of the ferm
SCAEBARDS and 1ts usage, Bee Enclosure A of this study.
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THE CONCEPT OF OPERATIONS

57. The general concept of normal Watch augmentation and
the transitlion to Joint Battle Staff operations, as specified
in the COOP-QJCS, was essentlally followed during the Cuban
crisls, However, Joint Battle Staff operations were hampered
by & number of procedural problems during the early critical.
period of the crisis. These problems arose in part because
of the lack of detalled procedures supporting that soncept
of cperatlons and because many JBS members lacked the necessary
training and experlence with Joint Battle Staff funections.
Most of the Battle Staff members were relatively untralned
for their new assignments, except for general background
information obtalned in their normal etaff assignmentse.
Exlsting evidence indicates that pno speclal briefings wers
planhed or were given to prepare Battle Scaff members before

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

ADVILLSTRATIVE OPERATIONS

53, Many normal J-3 peacetime administrative procedures
falled during the crisis. Because of the press of time and
the solumz of action papers fo be prepared for JCS consider-
atlon, the peacetime procedural system for submission of
papers to JCS was rarely used by J-3 action officera, 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 apace, shortages
of administrative personnel, and the absence of procedures
clearly adapted to crisis operations all contributed to
operational 1nefficiency during the first few days of the
crisis. Many of these procedural problems were alleviated
during the crisis, but their existence during the critical

phese of the crisls suggests the need to examine the cloase
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interaction between adminlstrative and operational prooedures
employed during emergency situations, and to develop new
emergency administrative operational procedures which can
be exercilsed in conjunction with other emergency operatlional

rroceduras,

59, The operation of s Battle Stafrf, the development and use
of the MCL, and the J-3 methods used to submit actlon items for
JCS consideration in large part replaced peacetime adminlstrative
procedures of the Joint BSecretariat and J-3. The JBS assigned
actions to the Directorates, maintained follow-up monltoring
of the status of actlons, developed agenda items for the MCL,
and maintained comprehensive message files for reference.

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

BRIEFINGS

€0, The large amount of time spent by the JBS Chiefs and
Team Chlefs 1n preparing and presenting briefings necessarily
interfered with their primary functions of planning, directing,
and coordinating the activities of the Battle Staff team members
and J-3 action officers, Moreover, the documented procedural
guldance for the conduct of briefings proved to be inadequate
to insure sfficient, high quality briefing preparation
and presentation by the JBS, At first, Battle Staff
personnel did not have detalled lmowledge of the input

pources of information for briefings and were relatively
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inexperienced in the technigques of briefing preparation. The
JES had to rely heavily on experienced CAC briefers for the
assembly of information and the preparation of briefing
scripts, In general, therefore, the Cuban experience suggests
the need for reducing the number of special or ad hog brief-
ings, for shifting the responaibllity for briefing preparation
and pregentation to off'lecers who do not have primary responsi-
bilities in the directlon of the JES, and feor utilizing
briefing off'icers who have had specialized training and
experlence in the conduct of operational briefings, (See

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

DEBRTEFINGS

1. Normal JC3 debrieflng procedures were not used through-
out the period of Joint Battle Staff operations from 21
October through 12 quember. The failure to use the normal
debriefing mechanism derived from several speclal conditions
surroundlng the Cuban erigls, Cuban intelligence information
and U.S. intentions during the early phases of the crisis
had to be tightly controlled. The Joint Ghiefs of Staff
were in almost continuous seassion for many days and, as a
result, key personnel normally involved in the debriefing
procedure were preoccupied with the press of other work,
Even had they been available, the requirement to maintaln
tight security control over U.S. intentions would have

precluded extensive debriefing of the Joint Staff.

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

tation activities to theme needs. It created an informational
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vacuum which made 1t diffaicult for the JBS to plan advance
actiona. It produced unnecessary confusion, duplieation of
effort, and lack of coordination in the performance of JBS
and Joint Staff activities. 1In general, the failure to
provide an established information feedback mechaniam f'rom
JCS to the JBS, serilously hampered the Battle Staff's abllity
to pevform 1ts intended function of erxpediting and coordi-
pating JCS actions., {See Appendix "A", "Eriefing and
Debriefing.")

THE_MASTER CHECK LIST

£3. The Master 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 ecrisis, Despive this inivial Iimived purpcse,
however, 1t quickly became recognized by the Joint 3taff 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 information on topacs that

were¢ being considered by JC3,

64. The MCL was submitted to the JC3 each morning. Attached
to it were appropriate action papers which contalned a
dlscussion of the protlem, recommendations, and implementing
draft messages. This procedure had the effect of allowing
action officers to aubmat 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
(DIsMa), Thie process short-cut the elaborate coordination
process required during peacetime operations. As a result,
the Jolnt Staff was able to operate more llke a true military
staff than 1s the case under normal conditions. (See

Appendix "B", Qeneral Operations Division,")
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CONTINGENCY PLAN IMPLEMENTATION PROCEDURES

65, There were no greplanned messages for implementing
limited war contingency plans comparable to those prepared
for SIOP implementation, Advance planning and preparation
of such implementing messages reguire coordination with the
CINCs to inaure that orders issued ty JCS do notv arbltrarily
restrict the field commander's cholce of timing based on

local and tactical factora. Planners zpparently have not

given follow-on messages related to the implementation of
contlingency plans the same degree of attentlion that they
hasve given to the leass likely situation of general war,

(See ippendix B, paragraphs 23-27.)

MESSAGE-PROCESSING PROCEDURES

—

66. A review of message-processing procedures listed 1in
JAXs and other sour?es suggests several shortcomings when
reviewed in the light of the augmented Wateh and Battle Stafr
operatlons in the crisis,

a. None of the documented procedures relate to
Battle Staff operatlona, crisls operaticns, or wartime
operationa. Documented procedures are essentlally
peacetlime procedures, with provision for special short-
cuts for an occasional message requlring prompt action.
Despite this the COOP-0OJCS specifically instructs
Battle Staff personnel to follow standard message

processing procedures,
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b. There i1s no centrallzed source of massage-processing
procedures avallabie to sérve as guldes to starf Personnel
aesigned to Joint Battle starfs 2

£. The elaborately dooumented peacetime system for
message reproduction, distribution, control, and
clearance, as d=2fined in JAIs and J-3Zls, 1s simly too
slow, complex, and cumbersome toc meet operational
requirements lor bthe rapid processing of a high volume
of actlon messages e£ssoclated with crisls operatlons.

T1e more streamlined and operationally oriented JBS
procedures rerlaced many of these peacetime, administratively
oriented procedures. (See Appendix A, "Processing Message

™raffio. ")

ACTION OFFICERS

&7. The developmen? of action papers i1s prohably the most
ecrusial part of the whole process by which tn: Jolnt Stafrf
provides support for JCS command declsions, .ail action
efiicers invclved in the Cuban crisis were subjected to very

heavy and demanding workloads, but the pressures were

1/ For a comprehenslve description of the organization,
miseion, faclllties, and operations of the Joint Chiefs of
Staff Message Center, ses WSEG paper, "Joint Chilefs of
Starf Message Center Operations", 20 April 1962, SECRET,
Limitsd Distribution.
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particularly concentrated on a few ke, officers who wers

most Knowledgeazole and had the conf_dence cf the 9ompand.
Despite the very capable performance shown by J-3 actlon
officers Suring the ecrisls, it 1s questlonable ;f the J-3
organization could have provided adequate staff support for
conslderadly expanded emergency operations, [if the Cuban
¢erisls had escalated into larger proportlons, or if a second
erlas.g had developed simultaneously in, say, India or Berlin,
the supply of experlenced J-3 action officers would have been

aquickly exhausteéz} )

568. One of the greatest assets of experienced action officers
13 thelr detailed knowledge of the appropriate sources and
channels of information and of the technlques and procedures
for preparing and processing action papers, They have
appropriate flles re?dily avallable; they know whom to call,
vhere to go for parciculer types of information, and with
whom thelr actions must be coordinated; and they are familiar
with the types of format and levels of detail required by
the JCS in the submisslon of action papers, Knowledge of
this type, together with the possession of destailed information
on partleular geographic areas or subject matters, represents
a relatively rare comblnation of skills which 1s found in only
a few ley individuals whe have had relatively continuous,
speclalized training aad experience, The fact that a number
of J-3 actlon officers had this combination of procedural
knowledge and subject matter competence probably inade the
difference betvween an effective J-3 operation and an inef-
fective one during the Cuban erisis. {See Appendix "AY,

"JBST and Actlon Officer Procedures.")
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69, The preparation of the dally and supplemental ﬁITREPs
was one of the most time-consuming and difficult tasks
assigned to the Joint Battle Staff, The difficulties en-
councered 1n i1ts preparatlon atemmed from several sources:
{a) 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 JB8 to determine what information
to include in the SITREP; (c¢) the process of collating,
organizing, and analyzang data relevant to the emerglng Cuban
situation was complicated by the sheer volume and complexity
of .input data arriving from CINCs, Commnands, and Service MWar
Rooma; (d) initial input data from the CINCs proved to be
inadequate to the needs for JBS SITREP production; and (e)
preperation of the SITREP was hampered by the lack of a
ecentralized scurce of inlformation on the current deployment

and statuz of forces.

7C, Present procedural guidance for whe preparation of
SITREPs 1s limited to the assignment of responsibllity 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
Situation Reports which fulfill the basic purposes of this
report. Additional procedural guldance was needed in
providing the bvasle criteria of relevance for the inclusion
and exclusion of informatlon to be utilized in the report,
and in identifying and centralizing the input sourees eof
information., (See Appendix "A", “Situation Reports (gyprEps).")

TOP_SECRET _ 38 -

TOP CRET
\

et



- P SPERET

S0 IGCRET

Ay
—

INFORMATION SUPPCRT OPERATIONS

1. The Cuban crisis emphasized the need for z highly
detalled data base for Status of Forces iInformation, a
capabilicy for rapild retrieval cf that information 1in many
formsa, and the need for more clearly defined requlrements
for general informationsl support. In responding to requests
for lnformation, Joint Battle Staff personnel would frequently
turn to the Status of Forees Branch for current Inforpation
on status of forces and other force data. Informatlon was
usually required "right nov" and in & variety of formata.

As & result, the Status of Forces Branch wais overwhelmed by
requests for informaticn which far exceeded their original

terme of reference and their capacity to respeond. 4La general,

it was found that Joint Operational Reperting System (JOPREP)
reports contalning Status of Forces information, l.e., REDAT,
REDNON, REDRAD,I/ were not as useful as the STTREP: submitted

by the unified and specified commanda., They were not timely

and did not contain the detail required by various users aof

this information., In effect, the JOPREP {: Scacsus Rerjorts was nol

responaive to Jount Starff requirements for implementing contingenc
plans. )
72. Although lack of modern graphlcs and displey production

material, adequate map bases, and storage space was a
problem for support coperations, major problems stemmed from
changing requirements for digplays and graphics and the lack
of uniform guidance. Laeck of uniform guldance stemmed, 1n
part, from the Fact that the Branch had to take dlrection
from two different masters., Branch personnel tried toc be
responsive tsnfoch the operations peraonnel they served,

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

I/ Opérational Ready Reports, Atomic, Non Atomic and NORAD,
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Chief of the Operations Support Davis<on. (See Appendix "B",

e Status of Foroes Branch.") -

RELOCATION_OF THE ALERT CADRE

73. Relocation of the alert cadre

{See “"Discussion",

paragraphs 40 and 41.)
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APPENDIX "A"
JOINT BATTLE STAFF TEAM PROCEDURES

BRIEFING AND DEERIEFING

1. Briefing and debriefing within OJ(C3, under normal con-
ditions of functioning, tend to form a complete feedback com-
munication loop. Briefings provide JCS with data essentisl
for planning, decislons, and action directivea. Debriefings
of JC8 meetings, in turn, provide the Joint Staff with the
information and guldance required for the implementation of
declslons and directives, During the Cuban crisis, the normal
system of briefing and debriefing underwent varlous changes,
both planned and unplanned, The present sectlion discusses the
nature of these changes and thelr consequences for Joint Battle
Staff (JBS) functloning during the crisis. Specifically, it
describes the role of the JCS™1h the conduct of briefings,
examines the degree to whieh the Battle Staff briefing
procedures used during the crisis conformed with preexisting
procedural documentation and practice, and notes some problems
that developed 1n relatlon to JBS briefings and JCS debrilefing

procedures,

ERIERINGS
2. The conduct of daily coperaticnal briefings is an

estabiished functlon of the Current Actlons Branch, Current

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

the Current Actions Center (CAC) include an 0B30 briefing for

the Directors of the Joint Staff and a briefing at 0930 for

the J-3 Stafl and other Joilnt 3taff personnel, These briefings,

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

prepared and presented by one of the five Current Actilon

Center VWatch operations officers who have been specially

trained in brlefing procedures and techniques,
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3. With the phase-in of the Cuban Battle Staff on 21 October,
and until the JBS was disbanded on 12 November 1962, "the basic
responsibility for both scheduled and "on call" briefings shifted
from the CAC Staff to the Joint Battle Staff, Thie shift
conformed with the procedural guldance contaiped in the JC8
document, CONTINUITY COF OFERATIONS OF THE ORGANIZATION CF THE
JOINT CHIEFS OF STAFF, (COOP-OJCS)l/, which directs thet
oparational briefings will be coordinated by the Chlef, Jolnt
Battle Staff, when establlshed. Thia doocument alBo speclflea
that scheduled briefings will be conducted daily, as prescribed
by the Director, Joint Staff, who also prescribass other brlefings
on call and authorizes the briefing attendees.g/

4, The Joint Battle Staff took over the responsibility for
the routinely scheduled 0830 briefing for the Joint Staff
Directors. The briefiing of other Joilnt 3taff personnel,
normally Bcheduled for 0930, was combined with the JBS rellef-
of -watch briefing at 0900. Another change-of-watch briefing was
given at 2100 daily.i/ Theee briefings were presented by the
Jolnt 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 Watch.ﬂ/

5. On Monday, 22 October, the Chairman, JCS, requested a
epeclal ten-minute briefing each morning on Cuban intelligence
and operatlona.é/ These briefings were scheduled for Q800 daily,
and were presented by one of the three J-3 Deputy Directors, who
were serving as Battle 3taff Chilefs (Duty Generals). The oral

briefings for the Chairman were begun on 23 QOctober and were

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

2/ Ibid.

/ J3M-1282-62, 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 Staff, snd the Darector,
J-3. They were continued until 10 November, when the Chalrman,
JCS, requestad that the orel briefing be discontinted, out that
3 vritten briefing script, using the same format as previously,
pe delivered to him by 0830 daily.l These written briefing
reports were later vrepared by the augmented Cuban Watch and
were finally discontlnued on 30 November 1962.g Script coples
of each Chairman'a briefing were distributed i¢ him, tne Whicte
House Situstion Room (via DIA courier), the U.S. Representative
to NATC, the Direcctor, Joint Staff, the Director, J-3, the Joint
Battle Staff Chief, to J-5, and to the J-3/3CS5 Duty Offlcers.éf

6. Tn addition c¢o the Cheumian's breefans, the Joiat Baccle
Staff was quickly charzed with responsibility for others speclal
briefinga. On 24 October, the Director of Operations was direoted
to provide & daily 1500 briefing on the Cuban situation to Adﬁiral
Desmond W. Piers, Chﬁirman, Crnedian Joint Scalf, waghingbon.‘/
On the same date (24 October}, J-3 input was requeated for a
briefing for the NATO Stending Group at 1500 hours,2 and on the
followang day, the Director, J-3, was directed to provide dally
briefings for this Group.é/

17 73N {no number)] irom Dépucy Director, J-3, to Chief, JBST,
suby: "Briefing for OGeneral Teylor," 10 November 1362 (no
classificataion); and J3M (no number)} from Deputy Director,

J-3, to Chief, JBST, same subject, 12 November 1962, (no
classification),

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

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

4/ J3M (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 quicily
changed to 1415 hours. & J3M from Direclor, J-3, to Chief,
Joint Battle Staff, supj: "Joint Battle Staff Check List,"

24 Qctober 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 unidentified cfficer to Deputy Director, J-3,

2 Novemper 1962, 11b5,

i/ J3M for the Record, from Military Secretary, J-3, subj: Briefing
for Sianding Group WATQO," 23 October 1962,

Q/ J-3 MCL No. 9, 2C October 1962, 0600 EDT, TOP SECRET,
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7. In summary form, the Joint Bzttle Starr:was responsible

-for the following deily schedule of formally established

briefings: . -

Time Attendeoes Briefing Officer or Coordinator

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

ca30 Joint Staff Battle Staff Team Chief
Directcrs

0900 Joint Stafl Battle Staff Team Chiefl
Parsonnel &
Incoming JEST

1415 Admirsl Piers, Battle Steff Chlerl (lst Dey)
Canadian JS Battle Staff Team Chief (Later)

1500 NATO Standing Battle Staff Team Chiel
Group

2100 Incoming JBST Battle Staflf Team Chief

8. In =ddition to these feormally established briefing
sessions, there were numerous infoomal briefings of vislting
military personnel dnd ol personnel from the 0ffice of the
Secretary of Defense, the State Department, and other agencies.
The formal change-of-wztch briefings were also supplemented by
face-to-face briefings between the personnel occupying counter-
pert positions in the outgoing and incoming Battle Starfl Teams.
For example, the incoming Battle Staff Team Chief usually arrived
cne-half hour befere his Watch began and the outgoing Team Chief
remained one-hal?l hour longer than his scheduled time of relief,
so that both could discuss 2ctions that had been completed and
the follow-up er future 2ctions that wsre required. Similer
personal briefings occurred between the Operations Coordinator,

the J-3 rzpresentative, znd other counterpart personnel on the

[

two teams.

1/ Interview No. ©, 1 April 1563.

TOP SECRET -6 -




TOP SECRET S —

DEBRIEFING
8. The procedure for debriefing JCS, State-JCS, §nd OPS DEPS

weetinzs, in order to review JCS action on agenda itémg, is
established in JAI S5410.2B, BRIEFING AND.D=BRIEFIiIG PROCECURES
FOR JCINT STAFF PERSONNTL, 1€ December 1960, This Joint
Administrative Instruction provides the following schedule of
me2etings subseguant to which the Director, Joint Stalf, conduects
a debriefing and issues necessary instructions to the staff:

a. OPS DEPS Meetings (Tuesdey, 1400)

. JCS Meetings (Wednesday and Friday, 1400}
State-JCS Meetings (Fridsy, 1400)

lo

The speczified attendees at these debriefings include the Directer
of each Joint Staff agency (or his representative), and a member o

the Eranch responsible for briefing each item.

10, This previocusly established mechanism for debriefing was
not used throughout the period of Jeint Battle Svaff truncticning
from 22 October throuzh 12 Ncvemher for various reasons, including
the tightly centrolisd nzture of Cuban intelligence information
and U.S. intentions during the early phases cf the crisis, the
ract that the Joint Chiefs eof Staff were in almost continuous
gsession for many deys, and the fact that the key personnel
normally inveclved in the debriefing procedure were 12avily
preoccupied with the press of other work. Even if these personnel
were avaliabie, the extreme zensitivity and security surrounding
U.S. intenticns in the crisis, would have precluded extensive

detriefings of the Joint Staff.

11. The basle pattern for this changed mode of operations was
established & week or more prior tc the formation of the Joint
Bzttle Staff, and it involved the estaplishment of a direct end
irmmmediate relstionship between the JCS and a few selected action

officers comprising the Cuban Planning Group. This Group, and a
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few additione) individusls wiho ware subseguently informed, re-
tained tizht security control of information on Cuban events
and JCS decisions prior to 19 Octoocer, On the lstter date,
additional key members >f the Joint Staff were briefed on the
nature of the Cuban missile threat and the anticipated

Ixecutive Depzrtment and JCS plans.

12. The cnanged mode of operations eatablished during this
eerly period tended to perslst, in varying degree, throughout the
crisis in the form of 5 more direct relation hetween JCS end the
actlon offlcars assigned particular responsibilities for the
variocus phages of Cuban operations. Especially during the first
weelt of JES operation, there wzs a major infermstional hiatus
berween the Batile Stafl and the JCS decislon-making and
inplementation process, A large propoftion ¢f the JCS decisions
for zction or deferrzl of acticn during this early phase czame
to the attention of the Joint Battle Starlf only indirectly and
after 2 considerable time delay. O=ly 2 small proportion of
the JCS CUT-messages were drafted in the JBS,i and, in numerous
cases, the JBES members were unaware thet a glven JCE deecision
had heen m2de until they recelved 2 delayed informational ccpy
of the messagze via the Emergency Actlons Team.g/ In some cases,
queries cn =2 given JCS message were directed to the J5S5 [rom
lower echelons of commanZ before the JBS hzd recelved copies of
the mescage that stimuleted the query. In a few casec, two
messages cn the same subject were dispatched to lower echelons
because the JBS did not have information that & previous message
on the same subject had been sent.gj

13. Tne informational vacuum thus created fer the JBS ied to

efforts to establish new chznnels of communication between the

1/ Interview No. &, 12 Farch 1953.
2/ Interview No. i, 7 lzrech 1263,
3/ Interview No. 2, 8 Merch 1963.

TOP SECRET - 48 -



. | e
.0 ) ‘A waon

500 SECRET ~— .-

Battle Staff end the JCS Golc Room, where the Joint Chlefs wvere
meeting These chenmels vere never completely fcrmalized and
routinized, but by about 1 November they vere spparently
sufficlently well developed and understood that the provided

a reaaonably adequste feedback system for JBS5 operstions. The
techniques used for securing information directly from JC3
appea» to have varied somenhat over time, Imtiolly, arr-angemente
vere made for the Joint Sccreterlat officers stationed in the
ancerccem of tha Gola Room to telepnone the J-3 Battle Staff
Chaiaf (General Dty Officer) to inform him tnat they had infor-
mation for the Battle 3taff. A Battle Stvaff member would then
be sant to the anteroom to secure the information.'l'/ Accordang
to sone 1nrormants,g/ ¥ ‘e system dlc nct prove wholly seols-
factery, and subsequent arrangements included having the action
offlcers come dirsesly from the JCS meeting %o report to Lhe JBS,
and cending vhe JBS Qperations Coardinator or J-3 representative
to the Secretary or Deputy Secretaﬁy, JCS, to determ.ne what

had happened in the JCS moetings.

DOCUIMENTED PROCEDURES

1L The followlng 0JCS decuments perca.ning to criefang anc de-
triefing procedures were in effect at the time of the Cuoan
ericis-
& JCS, Continuity cf Operacions of the Organization of
the Joint Chief of Staff (COOP-GJCS), 27 Auguet 1962, SECRIT.
b. JAI 5410.28, Brief.ng and Debriefing Procedures for
Joins Staff Personnel, 16 December 1960, UNCLASSLFLED.
c. 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 Msreh 1963; Interview No, %, 12 March 1963,
3/ Interview No, 6, 1 April 1963.
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d. J-3 Instruetion 5410,3E, Procedures for Briefling Sheets,
Oral Briefings and Debriefings, 17 August 1961, QNCLASSIFIED.

e. J-3 Instruction 3000.5, Weekly Operational Bﬁleflng for
the Directcr for Operations, 25 March 1962, UNCLASSIFIED,

15. The moat pertinent of these doouments for Joint Battle
Staff briefings 1s the COQP-CJCS, which provides 2 brief outline
of the format and content of operational brierzngs.l/ None of
the a2bove documents provides an explleit statement or mechanlsm
for Joint Battle Staff dehriefing of JCS meetings. It should be
noted that the COOP-0JC8 provides for Secratary, JCS, represen-
tation on the JEs;g/ there was, howaver, no such Secretariat

representative assigned to the JBS.

16. A (ewparison of the actual operations of the JBS during
the C.ban orlsla with, the procedural guidance avallable in pre-
exisu.ng OJC3 deocumente indicetes a number of dilscrepancies
and problem aressg:

4. Although the responsibility and general format of
operational briefings 1s well-defined 1n the COOP-0JCS
document, the prooess or_collecting and coordinating the
input sources of information for operational briefings was
not specifiled or eclearly 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 ainput
date 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 input data and

prepare the scrapt for the dally briefings of the Chairman,

1/ Bee, especially, Section I, paragraph 7¢, pp. 18-19,
2/ COOP-0JCS JBS Organizational Chart, Part I, p. 15,
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JCS  This script was then utilized for the brilefings con-
ducted by “he Bgttle Stalfl Tear Chiefs.&/ This EQ.EEE
adeptataon is, however, & departure {rom the briefing
responsibllities assigned to the Baltle 3taff in the COOP-0JCS
document,

b. The efficient administration of the Battle Staff was
hampered by the practice of using the Battle Ster? Chiefls
{Duty Generals) and Team Chlefs for briefing presentatlons.
The large amount of tlme required for briefing preparation and
presentation not only imposed @ personal hardshlp on the Batile
Starr leadership but also necessarily interfered with 13a
primary Sunctions of planning, directing, and coordinating the
activicies of the Battle Staff{ veam membere. This interference
wi*a L-amary directive functions was further aggravated by vari-
o'.c Bp: .xal and ag hoe briefings uhich Lhey vere called upon to
perorn, & number.of observers ln the QJCS have noted the
e scity Ofor reducing the number of scheduled and ad hoc
briefings conducted by the Battie Staff and also the desir:c-
Pliisy o zesizning responsitllity {for brielang presentations
o nfficers who ae ncc have primary respgnsmbillties in the
directlion and sdmuinistration of the JBS.C/

e. Several of the cffices 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 Actions Center, This resulted in the need for con-
ducting additional special briefings for their benefit and

an unnecessary increase in the volume of communications be-

cween individual 08D offices and che Currenc Accions Cencer.

I/ Interview Na. 4, 1Z March 1963.

2/ Interview No. 3, 11 March 1963; Interview No, 4, 12 March 1963;
Interview Mo, 5, 13 December 1062,

3/ Incerview No, 1, 7 Merch 1963
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¢. The fallure to use the peacetime system of debrieling
JCS meetings createa numerous protlems. It made it difficult
for the JBS to ascertaln the briefing neads of the JCS and
te¢ vallor thelr information collection, analysis, and
presentation activities to these needs, It crezted an infor-
maticnel vacuum which made it difficult for the JBS to plan
advanced actions, It produced unnecessary confusion,
duplication of effort, and lack of coordination in the
parformance of JBS and Jolnt Staff activitiesz, In swmary,
the failure to provide an established information feedback
mechanism from JCS to the JBS seriously hampered and,
in some cased, negated the fulfillment of the Battle Staff's
intended funotion of expediting and coordinating JCS actzons.l/
@, One of the emergency procedures intended to
remedy the problem of keeping the JBS informed of JCS actions
i1s vhe provision for inclusion of a representztive of the
Office of the Secretary, JCS, on the Battle Staff, This
renresentation, whleh is specified in the COOP-QJCS, was
not effected during the Cuban crisis., If it had been,
it 13 probable that at least some of the confusion and

lack of coordination could have been avolded,

The breakdown of the peacetime debriefing procedures
and the failure to effect satisfactory substitute procedures
durlng the ecrisis sugge3t the need for a more thorough
revieuv of the whole debriefing problem and the development

of more reallstic and efficlent debriefing measures.

1/ JCS, CONTINUITY OF OPERATIONS OF THE JOINT CEIEFS OF
ggéFF {COOP-0JCS), Part 1, Paragraph 2g, 27 August 1962,
RET.
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SITUATION REPORTS (SITREPS)

17. One of the essential functlons of tne Joint Bactle
Staff 1s vo present the JCS, and others, with a clear,
accurate pactuare cf a crisis situation as it unfolds,

Cut of the mass cof incoming .nformation from all sources,
which must be read, digested, unverstood, and placed 1in
proper contexc, the JBS hae to produce a condensed, timely,

and accurate cnaraccerization of events as they develop.

1€, The eatablished mechanlam for fulfilling this function
is the Sltuwation Report (SITREP}. Its purpnse is to provide
guldance, advice, direciion, or information to agenciles of
the J2S and commands, or other interested agencies of govern-
ment, It is designed Lo keep the JCS, the unified and
specifled commands, cthe Director, Strategic Target Planning
(DSTP), and the Alternate JCS Control Centers (AJCCs) con-
tinvally appriced of existing political-mllitary and opera-
tlenallaituations and of che commander’s overall operational

plans.—

17 JCS Pub. b, JOLNT' OPERATIONAL REPORTING SYSTEM (Short
Title: JOPREP), Maren 1962, SECRET,
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19. [The COOP-0JCS Gocument direccs the publication of a
JCS SITREP “as of 2ULO0Z hours dally by 03002 hours-dally”
as an executlon tzsk of the Join: Baitle Sca:f.;/ ¥Wizbin
the Bactle Staffl, the Team Chief 1s made responsible for
surerrvislon of SITAEP preparatlon snd the Joinr Staff
Directorate representaclves in the Operations Sectlon of

2
the Battle Staf!l ere directed to furnish approprizte inputs.

—— ——— ]

20. This section will discuss Joint Battle Starff actions
releting tc the publication of the SITREP, compare these
azvicas with documented procedures existing priocr to the
Cuban c¢risis, and comment on cthe adeguacy of decurantad
procedural guldance in the light of the Cuban Battle 3tafrf

experience.

JOIHT BALSTLE STAFF PROCEDURES
Z€l. The firat JUS SITREP published oy the JBS {No., 1-32) was
iz5ued as of 0400? on 23 Octoper, and was dispa:ched £. a JCS

3 5
message at 1035Z to Adéress Indicator Group (AIO) 936, and

i/ JCS, CONTINUITY OF OPERATIONS OF THE ORGANIZATION OF THE
JOINT CHLEFS OF STAFF, Part I, "Operatlons at thie Pentagon,"
paragraph 7d, 27 August 1962, S=CRET.

2/ Ibigd,

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

4/ AIG 936 includes the fellowlng action addressees: CINCAL,
CINCLANT, CINCARIB; CINGONAD; CINCPAC; CINCNELM; CINSAC;
CINCEUR; CINCSTRTKE; DIA; JACE, Fu, Ritchze, Md,; JAGCE/Afloat,
Xorfolk, Va.; JACE/Airborne, Andrews AFB. It also lncludes
CNO (OPilaV); AU Cmd Post, Maxwell AFB, Ala.; and GG MCP, Camp
Lejeune, N, C., as information addresseea. These addressees
for SITREP messages remalnea the same throughout taz enlle-s
period from 23 Ociober to 6 December 1963, See JCS #ub. o,
JOPREP, op. cit,
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/
tne Director, St.ateele Tarzaeg Plannias.}' From 23 October
uLt-1 6 December, a tnval ¢’ 45 dally SITRSPs was produced by
ths S79 or (after 12 November) by tne avgmensad Cubarn Wetch.

T £1-a% S)TREP (Mo. 453-62) wvas pubiished at 0500 on 6
, )

Docemeer.® 1%s diacvacinuance coiacided vich tng discontinuanse

n’ Cperation SCABBARDS ard disestablishtment of the Cuban wabch.3/

2:. T, additlon to the basic dally JCS SITREP, the JBS alaze
rotaished Swo supplementary SITREPS each day during the period
froem 23 Ocnober to 4 Novembe:.ﬂ/ In coutrags Lo the bas-c
S1¥3ve  whach were published and dispatched as JCS§ actirr out-
moeyesss te the CINCs, DIA, and thie Jolnc Alteenete Comnznd
Elemeats [JACEa), the 25 supplerzntary Situation Reporcs
procuced hy the JBT wers addressed as memprandz for the Joint
Criofy of Hefl, ani chelr distribiutuon wes limited to the
OJCa, the OFff+e2 & thz Sewretery o Defansn, the Whitve House,
ani verious commanf,'cparat;on:, oac Plans ofyiess 1n ane
A1, Navy Aty PFoosce and yariae Corps.i/ They were published

at right-hiour lntervals after the €500 publicatior time of the

/
PR RITEEﬂ.é’

%/ SSTF it Yocated &: OrIutv AFB, MNeb,

/ Msg, J0O8 7715, SECRET., All S1TREP messages were claesified
TCF SECRET, <xcept the last two {44-62 and U45-62}, whach
vzre classi®led SECRET.

2/ M=g, JCS 7727, TOP SEURET,

4/ The first supplerental SITREP was puilished as of 20002 on
23 Uctober, The final supplemental SITREP {do. 26) was
ublished ac 2100Z »n ¥ Nevember 1962,

5/ [T+» numbar o1 ecplss £aé dusrrioutlon Tist fur capu! ersntal
3U'REPs 7a1lied somewnat chroughouc the perlod 23 QOctober-
4 November. The final supplemental report (No. 26) cacried
trhe foliowing distribution list (number in parentheses
fnllowing each i1ddressee refers to the number of copiles
sent); CJCS (2); ©SA (1); DCS/OPS (1); CNO (1); OP-0O& (1):
NEEF (1); AFXPD (1); CMC (1); DC/SEMC (1); Dir, JS (2);
Ilee v, J8 (2); Deﬁ Dar, 18 (2); J3AR&A (10); Dir, J-1 (1);
02 \1Y;79-3 (1); J=B (3); 3-5 (3}; T-6 (3); Seew, JoS (2}
Jodnt Bastl. Sbafl (en); SA/MAA (1); DASA (1); sacsh (2),
DIt (5), €74 (2), 257 /A); Wmite House, Gaol Cliftor (2

&/ 4-cordng to two OJCS ipformante interviewed, supplemencal
SITREPs viere published for several days at six-hour intervals.
However, no evidence for this statement cen be found in the
avellable Cuban STTRE? file datay]
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23.[35 summary, the following 2%-hour schzdule of prevaration
was followed by the JBS 1n the publication of bhe_basic and
Buppiementery SITRCFs durlng The perdiod ﬁrom 23 October to

1
4 Novemter (all times saoim are local):”
Supplemental Supplemental
hctaon Basic SITREP SITREP SITREP

Effective up-
date zut-off time 0001 0800 1600
Team wembers submit

ineut infarmation

to Uperations

Ccordinator NLT 0030 083¢C 1630

)

Coordinate with Cﬁ &

Service Liaison

Official at Q100 0300 1700
Dyeft svomitted teo

Teem Chief for

approval HLT 0400 1200 2000

£/

Relecase Message NLT 0430 1230 2000 =
Publacation Time 0300 1300 2100

Arter U4 November, the need [or 8-hour suppiemental SITREPs i
apperenzly diminished, and {rom that date until 6 Decembar only
the basic SITREP, published at 0500, was prepared and dispatchedy

24 The preparation of the dslly and supplemental SITREPF vas
brobably the most time-consuming and dafficult taek assigned to
the Jolnt Battle Stafl, The difficultles encountered in lta

prevarztion stemmed from seversl sources:

I7 T3W 128267, from Eiecut1ved J-3 for Director, J-3, to Joint
Battle Stafl Teams, subj: JBST SoF°, 25 October lg62,"
(no elassification

2/ Although 2000 1s given 88 the time lor release of thls supple-
mental in J3M 1282- 62, tnls is probably a typographical error,
and should read "2030.'

3/ I3N (no number) to JC§ rrom Deputy Director, J-3, for
Director, J-3, subj "' Supplemental Situation Reports and
Cperation SCABBARDS," 5 November 1952, TOP SECRET.
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2. E%e fermat for vresentation of SITREFP data was not known
=

or fully understond by meuny of vhe members of the Battle Starf

Especizlly duvring the first few days of Battle Staff cperations
(21-24 Oztover), there was some ::zafusion 1n achlev.ng an
acceptavle, standard Jorm of presentation amoﬁg the diflerent
Battle Stafl shit‘ts.l Tne baslc d.rectlve on preparzt.on

of cthe SITREP is the JOPREF publication,g/ which notes trncot

the SITREP should be a narrative report Llhat includes intelli-
gence Indicators énd the commander's zasessment of the
situation. Specifiocelly, 1t is to include a summary of the
gy1ating operationel situation on the following topics:

{1) Intelligence on sxgiificant changes to the enemy
order of battle znd possible/probable enemy courses ¢l
actlon,

(2) Deployment or proposed deployment of forces as &
regult of the ?urrent s.-uacion,

(3) Logistic deficlencies to support plemmed operations,

(4) Signif.cant sippleme~tsry actions helng Sakea or
proposed to be taken.

{5) 8upplementary actions and/or decisions which may
be required of the Jeoint Chiels of Staff or other commanders

Although this Jermat was used by the ¢INC In their submission
of SITREFs to JCS,':i it apparently proved to be somewhat
unsatisfactory for JCS representation of the saituation. On

24 October, the Cheirman, JOS, sent a memorandum to the Director
Joint Staff, indicating that it was essential to increase

informatlion transmitted to the ¥hite House, the Secretary Eﬁj

1/ Interview No I, 7 March 1963,
2/ 3C8 Pub. 6, op.cit, =
3/ Jcs Pub, 6 38?
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Defansge, zi] tne Depus; Secretary of Dafense "particalarly in
regeyd to the developments in the Cuban situation.“l/ This
memorandun directed tnay SITREPs be enclosed in ihe‘mornlrg
intellzgance briefing book for M/uenarai Cheecer V, cliften,
USA, Milatary Alide to the Presidenc. It also enclosed a
zzrmple SITREP, noting the follovwing format:
(1) Intelligence
(a! Military reactior by country
{b) Politiesl and press reaction by covntry
(2) Cperations
{a) Operational developments -- actioans by JCS,
unified and specified commands and cask forres
{v) Status of forces
{3) Logisties
(4) Ocher developments,
This format, with minor varlations, was used thereafter by the
Joint Battle Staff ;nd subsequently (cfter 13 November) by
the augmnented Cuben WathZ]
b. The lack or feedback of lnformation from the JCS made

t difficult for the JBS Lo detepmine what information to

include in the SITREF. The fallure to use the normel JCS
debrlefinz mechanism, described elsevhere in thils paper,
proved to be a major handlcap, especially during the first
weel of JBS operations., In the absence of direct and current
knowledgé of JCS decislons and actions, the JES hed an
inadequete context egainat which to develop a ratignale or
get of oriteria for inclusion or exclusion of data in the
SITREP.g/ By defeault, the determination of items of eignifi-
cance to the JC3 was essentially based on the surmise of
Battle Staff Chiefs and Team Chiefs, rather than on clear
uidelines from JCS.

i/ 9?:“3176‘2',_??3:1? ‘Chairman, JC§, to the Darsetor, J§, subj:

Passing Information to White House, Secretary of Defense,

and Deputy Secretary of Defense," 2h Octover 1962 {no

claspification).
2/ Interview No. 3, 11 March 1963,
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€. The process ¢! ecnllsting, crganizing, and gnalyzing data

relevant to the erergihg Ouben s:tvalion was corpllicated oy

the shesr volune and complexity of the nput dava arriving

from the CINC3, Commands, end Service War Rooms. The ildeal

SITREP would presuiably provide the JCS end other decision
makers with a continuing, comprehensive characterization and
2nalysis of the evelving situation. This ideal was rarely,
il ever, achlevea in practica, nartly beceuse <he J3S5 uas

nov administratively staffed, tralned, and eguipped to
coordinste and assimilate Lhe vast volumne of incoming measages
2a. ocher cownvraceca?rs. The infor aca?nh overleas that
characterize? the lirst critlical deys of overation 1aft the
JBS with 2nsufficient time to sift and snalyze the general
gignificonce of the incoming reports anc messages, As a
consequance, the SITHREP itended to develop lmcc a recital of
selected factual dase, with minimal anslyvis or characteriza-
tion of the overall eivuation.

4 Initizl input data from the CillCs proved to be inadeguatc

to the needs for JB3 SITREP production. Durlng the early

days of the Cubasn crisgzs, the CINC: apparentiy failed to provide
timely reports on their owm ections, Thie necessitated
numeroug direct telephone calls oy Battle Scaff membera to the
CINC2 1n order to secure current 1nformation.£ Subsequently,
thls problem wes slleviated Ly requesting the relevant CIIiCs
to submit thelr SITREP reports at six-hour or twelve-hour
intervals, rather than submitting only one dally report. It
wae also eased when the JBS achieved better liaison snd
coordination with the Service ifar Rooms, particulerly with
Navy Flag Plot and the Army Service War Room which, together
with CINCLANT, furnished a majJor share of the input data for
the SITREP.g

17 Interview No, 3, 11 Mareh 1963.
Z/ Interview No, 6, 1 April 1963; Interview No. 7, 1 April 1963,
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2. One of the ma’>r proclems znvolved in the JBS p-reparation

of the SITREP .was the ltek of ¢ ceitralized sovrce of informa-

tion on the current deployment and status of forces. Status

0f fcrees anfarmation const:tuied 8 major ani critical portion
of the SITREP content, but the recentily developéd J-3 Status
of Forces Branch wvas not ahle cto furnish timely and detanled
1nformat%on of the type required for adequate reporting in the
SITREP.-I (See Appendix "B" for a more thorough coverzge

of the Stztus of Forces Branch.) Consequently, the JBS wvas
fourced to secure this informetion from & wide varlety of
additiona] sources, and, in the absance of ean adequatve gysten
for screening and coordinating cnis information, aome of the
anformatlion on statvs of forces reported in the SITRE?

proved to be outdated, confliciing, or erroneous.

DOCTIMENTED PROCEDURES
25, A gearch of 0JCS documentation on the SITREF that existed

prior to che Cuban event reveals only two sources directly
relevant to ats preparatlon by the Joint Battle Staff:
a JC§ Pub. 6, Joint Qperational Reporting Srstem (U}
(Short TMtle: JOPREP), March 1962, SECRET.
bh. JCS, Continuity of Operetions of the Organlzation of
the Joint Chiefs of Staff, 27 August 1962, SECHET,

DISCUSSTION

26. Present procedural guidance for the preparation of SITREPs
is limited to the assignment of responsibility for its productiocn
and & brief description and teopical outline of its content. Based
on the Cubsn Battle Staff experlence, thie guidance 1s not
sufficient to insvre the production of Situation Reports which

Tulfill the basle purposes of this report. Additional procedural

1/ Interview No. O, 12 Meroh 1963,
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guidince and organizetion apmesr te be neeled {a) In providing

trz basic criteria of relevance -+ the inclus:on'dni exclus.on
of irformation to be utilized in the report; (b) in delineeting
an? sentralizing tne input sources of information; &nd (¢} io
developlag a cadre of persinnel vho are speclally trainad in

ite rreparation ant production.

27. The SITREP 413 an Important document for communicating a
gearral vndersvanding of unfolding events, and for influencing
derislone. In tae Cuban crwesis, Gespite its deficlencies,
tne SITREP was used as a2 major input for cral and uritten
trieiings, ar 2 meens of keeprng the Executive Department,
the CED, and OJCS, and the unirfied and specifled commands
apprised of the satuatlon, and 2s an internal communicative
device for maintainlng continuity of effort within the
Jetnt Bettle Staff,

PROCESSING IBSSAJE TRAFFIC

INTRODUCTION

28. In cvhis gection, the procedures which were followed by
the JBS for processing message traffic will be discussed in
decall. These procedures will bthen be related to documented
procedures that were in effect before and during the orisis
pericd. The adequacy of puch donumentation will then be

discuased in the light of experience during the Cuban crisis.

29. In general, message iraffic related to the Cuban crisis
began tc increase on 18 and 19 October. During those tuc days
o the crisis, some 57 messages were processed. Approximately
20 percent of these were directly addressed to JOS and 31
percent were JCS outgeling messages, 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 JCS5 and 27 percent
were JCS oufgoing., During this four-day pericd, the ¥Waten in
the Current Actions Center (CAC) was increasingly augmented so
that by Sunday evening (21 October) a full Cuban Joint Battle
Staff was manning the CAC on a 24-hour basis. During the next
two days (22-23 October) and the first two days of Battle

Staff Team oparation, approximately 328 messages were processed,
Of theae, 47 percent were addressed to JCS and 15 percent were
JCS outgoing. Message traffic continued to lnerease through

24 and 25 October, then leveled out and gradually declined, so
that by the end of the first week in November the work of the
JB3T members had declined and become more routinized. On 12
November, the Battle Staff vas reduced to an augmented VWatch
and then in early December the Watch was terminated as a 2U4-hour
operation. (For a more detalled analysis of message traffic
flow see Enclosure “Ch, "Functional Analysis of Command and

Control Information Flo 1a the Joint Stef{.")

JBST PROCEDURES

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

1/ Inverview # 14, Apral 1563.
2/ Interview # 13, 4pril 1963.
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31. For messages requlring actlon the procedures were as
followa: .

a. If the message required action by 2 Directorate other
than J-3, the messzge was passed on to the appropriate lliaison
member of the JBST. 'The Directorate member, in turn, would
insure that the message was passed on to an appropriate action
officer in that Directorate, usually via a Directorate Duty
Officer.

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

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

4. Messages for information purposes {l.e., those not
requiring action) were distributed to appropriete action

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

32. When an action offlcer was asslgned to handle & particular
message requiring actlon, the date-time group, subject, and the

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

board. One of the J-3 members of the Battle Staff would then fol-
low the status of that particular actlon until it was completed
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 Logd for reference.”

2/ lnterview 13, Aprll 19063,
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33. A copy of each .nessage processed was retained for the
Master Message Pile, which was maintained by an administrative

HCO assigned to each JBST,

34, Although the Battle Staff maintained follow-up monitoring
of steff actlons, they did not always see the final sgaff action
papers before they were submitted to the JC3 or other appropriate
authorlty for declsion and sction., Some staff action papers were
coordinated and then attached to the Master Check list (MCL), whiel
served a3 an agenda for the JCS, This was especially true of J-3
action papers St1ll other actions were submitted througn more
conventional channels of the sppropriate Directorate ind then to

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

35. To complete the information flow related to message btraffic,
the Directors, the Director, Joint Staff, or the JCS would
ocongider the staff aclion [limsy, end take approprizte asctlon,

If this action 1nvolvéd a message reply, and it usually did, the
approved message would be dispatched through the Joint Secretsriat
to the JC3 message center, There an .infornatior cepy of cthe

C.ts21rg .wessage was Usvall: asde availatle te the Jounc Bactle

Scaff and the action officer,

36. On the whole,tha ceneral .nformation Tlow nelzced tTo ressaae
traffic uvorked falrly well after the rirst 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 JC8 actions taken in the "tank",
that 1s, the debriefing process and the securing of "comeback"
coples of JCS ocutgolng messages on & timely basis. However, in
the early pericd of operatien (17-23 Ocuaber), there was some
diffieulty in es;ablishing proaedures for the processing of

message traffic.”

NEerview #9, April -561,
2/ Interview 51, 7 March 1953,
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37. In the early pexiod of augmentation, during the week of
15 October, vary tight securlity was melntained on measage
traffic related to the Cuban crisis. Messages viere picked up
at the messgexye distrioution cenver and hend-carried by the
Cuban Flanning Oroup to the Office of the Director, J-3,
Distritution was so carefully restricted that even the JCS/J-3
Duty Offacer did not recelve messages normally distriouted
through ham. Although this mode of operation was probably neces-
sary =i the time, 1t caused some proolems a few days later when

further augmentation of the Watch and full JBST opervation began.

33. First, J-3 personnel assigned to the augmented Watoch and,
later, to JBS Teams did not have avallable a complete measage
trafflc file which could be used as a data base for background
information. Moreover, they also had difficulty locating

messages clted as references in later messagea.é/

39, Second, the eafly peried did not serve to establash basic
message procedures that could later be followed by the Battle
Staff, Indeed, the mode of operation adopted by JC3 during this
period changed normal procedures that were necessary or desirable
for effective Battle Staff operaticns. As a result, there were
problems in reestablishing message-handling procedures, in
determining the numbér of coples requlired by the Battle Staff,
and, more generelly, in smoothing the message-handling and
distributlon process. 'The abaence of key messages and ths uae
of nonatandard methode of message reproduction further compli-
cated the problem, While such departures from standard
procedures did net sarlously affect overall operations, they
created the many minor procedural problems that edntributed to

the general confusion and frustration during the first few days

I/ Interview #§, 12 March 1963; Interview #13, April 1963.
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of Battle Stalf operation. I% sarvad to comp&und the besic
problem of handling a sharply increasing volume of message
traffic, -

4o, Another problem, not related to the first two, concerned
the timely availabllity of coples of JCS outgolng messages.
Burang the first week of Battle Stafl operation, draft mesazges
with supporting flimsles would be prepared and sent up the chain
of commend to the JCS for final decilsion. In c¢he higher command
decislon process, messages would be modified or even redrafted
by the JCS, approved, and then dispatched through the Secretarlat
to the Message Center for transmlssion, The Battle Staff
frequently did not knouw if the message had been sent, would not
receive coples of these messages if sent, or the copies would be
delayed for such a long period of time that queriles would come
back from CINC staffs regarding the message before the JB3 had
received a copy of the measage.l/ Even then, if changes had
been made in the original staff message by higher authroity,
the Battle Staff would not be informed of the reasons for the
change, Thils type of information depended on Bome standard
form of JCS debrilefing procedure, a procedure which wids not
utilized during the orisis, As a result, the JBS could not
adequately perform one of 1ts normal staff functions of
clarifying or resolving minor problems essoclated with a

parclcular measage,

DOCUMENTED PROCEDURES

41, 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 ecricis:

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

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

c. JAI 5T712.4, Proocedures for Handling Incoming liessages,
13 March 1959, UNCLASSIFIED.

d. JAL 5712.6, Procedures for Handling Communica.lons from
CINCUNC, 7 December 1959, UNCLASSIFIED,

e, J-3 Instruction 5712,1C, Proecessing of Messages, 2 July
1962, UNCLA3SIFIED.

f. J-3 Instrustion 5712.3, Distribution of Cables to the
¥hite House, 2 October 1891, UNCLASSIFIED,

g. J-3 Instruction 5712.4, Control Procedures for Syeclal
gnd Sensitive State Department Messages,
22 May 1962, UNCLASSIFIED.

h. JCS-Secretariat Duty Officer Instructions, 29 WMay 1961,
UNCLASSIFIED,

42. Procedures for the processing ol ousgoing mesiages~ are
corntalned in the deocwrents listed below:
) a. JAI 5T711.3B, T.e Preparation and Processing of Outgolng
Correspondence, 3 Jenuary 1962, UNCLASSIFIED
k. JAL 5T712.1E, Outgoing Message Preparation and Procedure,
2 January 1962, UNCLASSIFIED,
&. JAI 5712.5, Discribution of State or Other Agency
Originated Messages to Commanders of
Unified and Specified Commands,
1 Deocember 1959, UNCLASSIFIED,
d. J-3 Instruction 5710.1A, Responeibilities for Ad-
miniserative Guldance and Review of
Correspcndence, Papers and MesBages,
9 August 1961, UNCLASSIFIED,
e. -3 Instruction 5712,1C, Processing of Messages, 2

July 1962, UNCLASSIFIED,
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£. J-3 Tnstruction 5712.3, Distr.bation of Cables tu the
White House, 2 October 1961, UNCLASSIFIED.

g. JCS Message Center Operating instruection No, 5712.1,
Processaing Ppocedures - JC3S Qutgolng
Megsagase, 13 Ookover 1961, UNCLASSIFIED,

h. Secretariat Duty Officer Instructions, 29 May 1961,
UNCLA4SSIFIED,

DISCUSSION

43, A review of ressege-processirg procedures l.sted above
suggests several shortcomings when reviewed in light of augnented
Watca and Battle Staff coperations in crisia s-iuatlons.

&. Fone of the documented procedurss relaite to Battle
Staft operations, crisls operations, or wartume ooeratlons.
Docamented procedures are essentially orientec to nzmace' inme
operations with provislon for speclal short-outs for an
oceasional message‘requiring prompt action.

b. There 13 no centralized source of message-processing
procedures avallable tv gulde staff personrel vho are
assigned to Joint Battle Staffs in crisis operations.

c. The elaborately documented peacetime system for
mersage reproducticn, distribution, control, and clearance,
as defined in JAIs and J-3 Instructions (J-3I3), is simply
too slow, ccmplex, and cumbersome to meet operatlonal
requlrements for the rapid procewsing of a high volume of
actlon messages assoclated with crisls operations, The
more sgtreamlined and operationzally orliented JBST procedures
replaced many of these peacetime administratively oriented
procedures, (For a more detailed anslysls of message-
traffic processing, see Enclosure "C", "Functional Analysis

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

INTRODUCTION .

hit, The JRST darectly aseigned messages requiring actfon
to appropriate Directorates within the OJCS, and wathin J-3,
to action officers or Branches, The JEST then maintained
follow-up contact with the agtion officers in order to follow
the progress of the staff actlon being taken, In this menner
they were in a position to meintaln the status of actlon
requirements and to coordinate separate actlons on inter=-
related subjects, and thereby to exercise limited control

over the progress of stafl actions.

45, Although detslled information on the activities of many
andividual action officers is nct avallable, it 1s possible
to contrast the way in which actlion officers and the members
of the JBS interacted durlng the Cuban crisis with the usual
peacetime procedures %or coordinating staff sctions. This
section wlll discuss briefly some of the more sallent obser-

vations in the procedural area.

JEST AND ACTION OFFICER PROCENURES

46, In J-3, action ofTicers were assigned tasks through the

Battle Staff ir the action was based on incoming message traffic.

Actions were also assigned by the Director, J-3, and by the
Deputy Directora (also called the Joint Battle Staff Chlefrs
or Duty Generals) when action requirements stemmed Trom higher

autherity. Although'the JBST or the Director and his Depuaties

may have prepared scme actionh papers in the form of recommendations

to the Director, Joint Staff, most of the actions requiring

detalled bechnlcsl knowledge vere passed on to action cfficers.l/

1/ Interview # &, 1 April 1963; Interview # 13, April 1963,
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As & result, a great deasl of preseure was placed uéon a
relatively small, selected group of actica officers knowledge-
able in subjecvs related to the Cuban crisis. Th;é fact,
coupled vith the requizement for 2k-hour operation of J-3
Branches, the requirsment for providing support persomnel to
the Battle Staff, to the fuwarantine rlatch, the preparation of
the MCL and other crisis-related activatues, and the need for
rainbainming continuzty in the more urgent day-to-day activities,
all comkined to thin out the ranke ol experienced action

officer personnel,

47, This segment of the basie anformation flow through the
03¢ (2.e., reyuivement anput -- staff recommendation -- command
decision -- darective output) 1s probably the most dafficult
and time-consuming part of the whole process of support for
coanand decimion making, Pressure concentrated on key action
officers who were ;ost knowledgzeable as well as on 4 few other
offlecers having the confidence of the command. The perfcrmance
of &ll action offacers, and especially some ley officers, vas
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., 1n India or Berlin, the J-3 organization would
simply have been overwvhelmed due to the shortage of knowledge-
able starf officers, This, in wurn, could have resulted in
a very seriously degraded performance of the JCS at the worst
possible time, or in attempts to decentralize cor restructure
command responsibilities, again at the worst possible time,

The lack of sufficient numbers of J«3 action officers appeared
as one of the major weakmesses 1n the 0JCS during the Cuban

crisis.

1/ Incerview , T, L Apral 1963.
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L8, Fnowledge of appropraiate sources of information was one
of the sreatest assets of experienced action officers. Having
flles svaslable, knowing whcm to cz2ll, and where %o go for
information, with whom to coordinate on action papers, Knowledge
ol acceptablé formans ang levels of deteil reqguered in those
action papers--all were required to expedite actlon papers.
Knowledge of peacetire operational procedures, combived with
background information of the area or command lnvolved, made
the Giflerence between an effective operation and an insffective
one, Iintegrated knowledge of thls type tended to reside in

the minds of only a few indivicdualas in each Branch.

kg, One of the most time-consuming parts of the action
officerts job in develoning recommendations involved the
gatherling and collation of the most current informetion cn the
subject in hend. Ih}s required frequent trips from the
Latricnal Mllitary Comma=d Center (WMCC) to the Service War
Rooms and other agencles. Becsuse of security problems
enc tuntered by Service S.aff members in gebting access to the
JCS area, and the NMCC in particular, it was easier for the
JCS action officers to go dirsctly to the prima»y sources
of needed data.l/ A great deal of the actlion offilcers' time

wes epent 1n beating a path to the 3ervice Var Rooms.

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

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

1/ Interview # 0, 12 Mareh 1603,

2/ See documents listed in paragraph 54 of this Appendix re-
lating to preparation of papers for Joint Chiefls of Staff
consideration.

3/ JAI 5712.1E, 2 January 1962,
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point cf view. According to a "Summa. y of Greens" published

by J-3, only about 25 Cuba-related greens vere ac;ed.upon,
considerzd, or ¢jrculated for information during October and
November 1962, Of these, less than ons-third were prepared
vy J-3. These data, hovever, are -robably incomplete. A
count of Cube greaens on file in the J-3 Records, Research and
Anzlynsls (RR&A) Branch indicates that a minimum of 53 green
papers were circulated during the pericd from L7 October to

6 December 1952, and that at leas* 7 of these ware otaffed oy
J-5. {PFor a more detalled research report on this subject,
see Enolosure "C", "Functional Analysis of Command and Contral

Information Flow in the Joint 8Staff,")

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
{¥3L) and forwarded‘eacn morning &8 agenda ltems  Sven this
atreamllined system caused an overload on J-3 adminlstrative
capabllities and a number of such ¥limsies were sent to the
Gold Room wlthout having the usualireference control numbers
recorded on the paper, This fallure to nureer actlon papers
occurred during the first few daysiof thez crisls and was
quickly c¢orrected, but the work overlosd on administrative
aupnort personnel cantinued for a ionger period of cime.l/
The Cuban experience thus serves to highlight the very closs
relationship between criasis operations and emergency adminia-
trative procedures -- a subject thét ia poorly developed and

documented in exlsting JAls and J-3Is.

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

a flimsy for submission to the JC5S in the morning, actlon

I/ Interview #<, 8 March 1963,
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officers would be requlred to remain on call untll after thelr
item waz considered. This required perlods of waitiﬁg and un-
certainty about the disposition of the particalar actlon,
because there was no routinized schedule for debriefaing or
feedback of JC3 declaions.;/ JCS mectings slmply tasted too
long to allow normal peacetime debriefing procedures to u»
utilized effectively. If the JCS had met 1n the Conference
Room of the MMCC, as previcusly planned and exercised, thas

proticm and several others could have been avolded.

53, When ection officers were lnformed of the dlsposition of
thelr actlon ltem, this Iinformat.on was nou transmitted to
the JB3 1n any standardized, systematic manner, such as a
regularly-scheduled morning debriefing by the action officers.
However, vhere security restrictions wera not a problem,
this type of information was usually made available to tha

JBE3 members on an informal basis,

DOCUNMENTED PROCEDURES

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

a. JAI 5711,2, Coordinatlon Procedure on Joint Actlons,

20 January 1959, UNCLASSIFIED,

b. JAL 5711.5, Administrative Procedures to be used in

Proceessing Joint Actions, 13 December 1961, UNCLASSIFIED,

¢, J-3 Instructlon 5410.4, J-3 Service Points cf Contact

Conference, 18 Auguat 1960, UNCLASSIFIED.

d, J-3 Instruction 5711.2A, Cocordinatlion and Consultation,

12 January 1960, UNCLASSIFIED.

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

17 interview ¥ 2, © March 1963.
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£, Handbook ci Instrictious for Preparavion of Repourte

for Conelderatlion by the Joint Chiefs of Staff, UNCLASSIFIED.

DISCUSSION
55. In review=ng the functions of the JB3, the actlion officers,

and the MCL amctivitles (s:ze Appendlz "B"} during the Cuban

crisis, 222 contrasting these procedures wlth documented pro-

cedures rzlaced to the coordlnation and submission of reports

to the JCS, several obsaervations can be made., Farst, the

cur -ent peacetime admlnlstrative procedures, even with the

ghori-cus procedurss indlcated, did not seem to be reszponsive

to the operational requirements that appeared during the Cuban

cris.a, Tne docuiznted procedures tend to place sontrol of

much of the oderational infermation flow in the hands of the

feperriacriat.  However, the precent administrative procedural

gurdelines have not veen adapted to the operational realities

of the J-3 crsanizatlon in order to better facli'itate oger-

atlonal support of the JCS in crisie and wartime situations.

56, The concept of a Battle Staff, the development and use
of the MCL, and the J-3 methods used to submit action items for
J05 consideration, in large part, replaced peacetime adminis-
tracive procedureas. 7This seems to hava been in part both
accldental and necessary. For example, the Chairman re-
quested thav an MCL be prepared {20 Ooctober) as a matter of
record and a3 a guilde for actions to be considered.l/ T™is
puolices.on in turn became & convenlent and authoritative
source for operational agenda items when 1t was vacled by
appropriate action offlcer flimsies conteining discussion,
reocommendations, and supporting draft messages. Once used in

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

1/ Interview # 6, 1 April 1963,
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the fastesc¢ and most relliznle method of placing urgent matters
cn the agenda., Secondarily, it became recogniaed’aa the moat
authoritative source of information aveilable concerning

vhich agenda rtews were being considered by the JCS.L/

57. The JBS essisned actlons to the Directorates, maintained
follow-up ncnitorirz of the svatus of actions, developed
agenda items for the MCL, and malntainzd comprehensive message
{iler for reference, Tiese are all activicies defined in
JAI9 and other procedural documents as normal Jolnt Seeretariat
regponsihrilities, This raises the question of vhether or not
the currently documented adminisirative procedures are adeguate

to support operatiens in orisls and linlted war sitoatiens,

1/ Interview # 9, April 1G53,
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APPENDIX "B"
J-3 ERANCH OPERATIONS -

THE CURRENT ACTIONS CENTER {CAC)

1. The Current Actions Center, Current Operations IMvislon,
1s the JCS focal point for the econtinuous monitoring, analysils,
display, and reporting of worldwide events that have slgnifi=-
cance for U.S5, military plans and operations., One of 1ts
missaons 18 to insure that the JCS alerting and command-
communicatlons network is completely responsive and capable
of effective operation at all timas.l Located in the National
Military Command Centar {NMCC), and manned on a round-the-clock
basis, the CAC i3 responsible for the following speclfic
functienas:

a. Maintaina 24-hour surveillance of the current situa-
tion in the NMCC and posts significant operationzl informa-
tion on areas of tension (including a summary of friendly,
neutral, potentially hostile or hostile foreces).

b. Provides a J-3 Watch Officer and 8 Current Actlons
Team durlng normal duiy hours and augments the JC8 Duty
Officer/J-3 Wateh Officer after normal duty hours es
required.2

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

8. Serves as the Current Operations Division point of
contact for the development and schedulling of current
intereat ltems for briefings required on current opera-

tionzl matters,

-

Directive, No, 8- .30, 16 Cctover 1462, SECRET.
See JAI 1180.1C, 1 December 1961, and J -31 1180.1D, 31 May
1962, for detailad deseription of the JCS Duty Officér
system.
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€. Conducts daily operat_onel briefings and prepares
da!ly cperational summaries on matters of current opera-
tional interest, as required,

f, Serves as the Current Operations Divisior point of
contact for provislon and exchange of Airformation wieth
the Fresident's situation room, the Office of Emergency
Planning {QEP), selected alternates facilitieé, the Service
war rooms, &nd other designated agencies (e.g., State
Department, National Security Agency),

g. Maintaina the JCS5 Master Exercise Booke; provides
information on current and fubture exercises; and prepares
and distributeslmonthly a three-month schedule of salgnifi-

cant exerc.ses.

2, The personnel of the Current Actions Branch consist of
the Chief, CAC, who serves as JCS/J-3 Duty Officer during
regular duty hours, ;nd five VWateh Operscions 0Officers, who
serve the dual function of briefing offlcers and Assistant
Duty Officera, The CAC PBranch, combined with the Emergency
Actiona Team, a SYOP Controller Team, a DIA representative,
an Operations NCO, a Graphics NCO and a stencgrapher/clerk,
comprise the Current Actlions Wateh. The Watch constantly
monitors worldwide events in the NMCC and serves as the steble
nucleus for expanded operations during crisias and emergency

conditions.

3. On Wednesday, 17 October, the Chlef of the CAC was
briefed by the Dlrector, J-3, on current Cuben plans and wae
directed to take the necessary preparations fol' an =sug-erced
Wateh in atrict secrecy. He was 1nforﬁed of the Presildent's
itinerary on Thursday, 1B October, and knew in advance that

the Presldent would cancel his scneduled political speech-

1/ J-51 5.25.1C, 14 December 1522,

- 80 -
TOP SECRET

TOP MCRET



— TP RET

TOp JWORFT

makiag trip and would retirn to Washington to direct Cuban

planning and militaly mouil;zetion.l/ i

4}, Aucmentation of th-~ normal Watch was begun on Friday,
19 Oc=zober, fullowlng a triefing by the Director, J-3, for
lkey personnel in the CAC, the LANT/CARIB Branch, and other
J-2 Duviaicne. Av the same time, the Director of Operatlons
suggested to the Chief, Current Operations Division, and to
the Chisf, CAC, that they becin msking preparacions tc shift
to Jointl Battle Staff {JBS} operations,

5. Augmentétlon of the Watch was begun lmmediately witn
the addation of a J-4 (Logistics) specialist and a LANT/CARIB
specaalist, At the same time, actions in the CAC were stepped
up to proride appronraate graphics and additional display
facilities for Cuban coperations, The increase in Watch per-
sonnel continued thrbughout Saturday and part of Sunday, 20-

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

6. Tie phase-over to Joint Battle Staff operations began on
Sundey morning, when one of the CAC Watch offlcers began alerting
persomnel whe were scheduled to participate in the Bajtle Staff.g/
From that time (21 October) and continuing throuchout the
suvsequent week, a major portion of the time spent by the CAC
Chief and the Watch operations offlcers was involved in briefing
Battle Steff members and in attempting to achieve coord.nation
among the JBS teama (JBST). Many of the Battle Staff members
were unfamiliar with emergency procedures and their dutles on
the Battle Staff. As a result, much of the initial activity
on she part of CAC personnel was directed to orilenting the
membars in their duties and inatructing them in the t=chniques
of meisage handlang, preparation of briefings, preparation of

Situation Reports (SITREPs), and other essential JBS functions.a/

Intérview No, 1, 7 Maren 1963.
2/ Inte'view No, ¥, 12 Mareh 1963,
3/ Intemiew No. 1, 7 March 1963,
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7. Initial briefings of Battle Staflf membsrs Jpvolved
having them read cthe canr-oa*nl veiument on JBS organization
and other emergency procedures, Apparentily this document
proved ~o be insufficiviac to .Lneura that the Battle Starif
progerly understood and carr.ed out lts funewions. The general
ccnfuajorn and lack of coordiecat:on emong the %8 urding the
farast few days of functioning led the CAC personnel to for-
mulate 8 new set of Battle Staff scrs  These were addressed
tc the JES teams on Thursday, 25 Uctober, as a J-3 Memoran-
dum, The memorandum defined the responeibilities of the
Deputy Pattle 3%af{ Team Chilef, the Operations Cocrdrnator,
the J-3 Representative, and all other tsam members who wWere
suoporting agencles in the NMCC, It then proceeled to out-

line detailed procedures and time schedules for the prepara-

tion of SITAREPs, Briafings, and 3ituation Displays.z/

B, Although Battle Staff operations imjroved steadily after
the first few days of the CGuban erisis, CAC perscrnel contin-
ued to support and supplement the JBS activities throughout
the perlod cf its existence (21 October to 12 November).

Some of the actlons formally assigned to the JBS were 1in

large part performsd by regular CAC perschnel, For example,
one of the regular Watch Operations Officers had major respon-
8ibility for preperation af the briefing script used in
Genaral Taylor's morning bm.efing.3 This briefing seript
comprised a major portion of cther briefings conducted by

the Joint Battle 8taff Team Chiefs. CAC perscnnel alse

played a prominent role in assembling status of forces infor-
matlon, in preparing daily SITREFs, in developing Cuban
1770CS; CONTIHUITY OF OPERATIONS COF THE ORGANIZATION OF THE

JOINT CHIEFS OF STATF,”27 August 1962, SECRET,

2/ J3M 12B2-62 (no classification), for Joint Battle Staff

Teams, from Executive, J-3, for Director, J-3, subj:

"Joint Battle Staff Teem SNP.,"25 October 1962,
3/ Interview No, 4, 12 March 1963,

L0 BECHEL -0 O ﬁ RET



“¥

moE SECRET Tor SWERET

situation displays, in relaying measages to the Battle Stafrl,
in establishing Cuban message riles, and in provading other

tyres of support.

9, Concurrent with its support of the Cuban Battle Stafrrl
activities, the CAC had to fulfill 1ts continuing mlasion of
menitering worldwide evants and of submitting information
&£nd reports on these events to the azppropriate authoribles,
Although the establishment of MINIMIZE worldwide reduced the
vcelume ol routine measage traffic, the CAC continued to re-
ceive priority messages and reports from the TINIs and Services.
Many of these messages related to the effects of withdrawing
and repositioning militaxry forces for the planned Cuban
operations, Others dealt with potentlal trouble spots In
cther ezreas of the world, The possibllity of Soviet Hloc
military action 1n.Ber11n was & matter of serious concearn
throughout the early days of the Cuban crisis., There vas
continuing concern over developments in the Congo and in
Southeast Asla, A potentlally serious criais alac erupted
in India when full-scale righting between Chinsae Comrunlst
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 aircraft 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 additional
demanda on the CAC personnel and on the cognizant J-3 action
offlcers at a time when a major propor:tion of ths entire 0JCS
structure wae preoccupled with Cuban operations, If a second

erisis had occurred &t the same time--e.g,, 1f the Indian-

TQP_SECRET - B3 -
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Chinene var had erupted into major proportions, or if the
Soviets had chosen to retaliate with a new Berlln blockade--
the inereased 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.

17, Uittt vhe disbhanding of the Joint Battle 3taff on 12
Hovember, the Current Actions Center rsturnea to an augmented
Cuban Watch, composed of the CAC Watch supplemented by two
of ficers and three enlisted men from J-3 and one offlcer, desig-
nated as contact officer Zor Cuban affairs, on 2i4-hour duty in
J-4, J-5, J-6 and Specicl Assistant lor Counterlnsurgency ana
Spectal Activities (SACSA).E/ The augmented Cuban Watch con-
tinned the beslc funetlons of the Battle 3taff, including the
preparation of written brilefings, the SITREP, snd the inputs
to the Master Check List {MCL), When the MCL was discontinued
on 21 November the augmented Watch also took over responsibility
for publilecatlon of a revised form of check list for Cuban
ope:ationa.g/ The augmented Cuban Watch vas terminated with
the discontinuance of Operation SCABBARDS at 06002 on 6 December
) 19€2. and the Currenc Actlons Center then recurned to 1ts ncrmel

state of organlzation and funectioning.

THE EMERGENCY ACTIONS RQOM (BAR).

R S

lE.lEEe EAR is the NMCC command and control communications
operaticns cencer. It ls manned 24 hours a day by profe<sional
operationes personnel who, among other activitles, have respon-
8lbllity for:

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

k. Recelving and disseminating reports of emergency I

1/ DISM 1342-62, 12 November 1962, CONFIDENTIAL.
7311 (no number), from Director, J-3, for Deputy Director,
J-3, Division Chiefs, JBST Chiuefs, subj: "Continuing
Requirementa for Duty General and JBS," 21 November 1962,
{no classification}.
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{;military activity to the JC3, the Joint Staff, the
Services, the unifled and specified coammands, and
specified government agencies, )

c. Operating the NMCC termlnl for the JCS alerting
and command-communications networks.

4. Maintainaing the NMCC key personnel locator file,

e. Supporting the JCS/UEB Duty Officer in flscherge

of hls assigned functions. g

=
13, The EAR operaticns personnel ttere formally briefed on

the impending Cuban ¢risis on Friday, 19 October, althouzh
they vere aware of the increased concern with Cuba sometime
before that.a

14, In general, the work loads associakted with plaoing calls,
locating reciplents of calls, and reviewing, sorting and de-
livering teletypelmeasases to the CAC were increased signi-
Ticantly during che critical period of the erisis (19 Qctober -
28 October). However, this increased load was adequately
handled by regularly assizned, vrofessicazl shift persomnel and
no changes or augmen.acion of normal shaft ecomplements were
found necessary. Procedures did not change, but work loads

increased,

15, Other changes in day-to-day operztions were the signifi-
cant 1lnereases in the number of stafi personnel visiting
the centar and the influx of personnel using the rear door
to the NMCC. The latter neceseltated placing a guard at the
door to insure proper authorization for entry. Under normal
conditions this task is performed by EAR personnel on the basis
of perscnal recognition through the use of & closed circuit

TV camera positioned outside the door,

1/ 3-315028.1C, 10 December 1962,
2/ Interview No., 14, april 1963.
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16. As might be expected, the use of command telephone links
increased during the crlsls pericd. This ilncreage. usage vas most
noticeable for the Chaivman, the Director, Joint Starfr, snd the
Director, J-3, The Joint Chiefs, other than the Chairman,
rarely used the JCS faellity. The CINCs, and especially LANT,
PAC, and SAC, increased their utilization of this command link,
primarily in orde:r to communicate wath the Chalrman., Operations
personnel felt that other CINCs would have used the system more
if they had Mnoun that it vas probably the fastest methed for
contacting the Chairman, "This vas due to the fact that informa-

tion on the location of the CJCS was continually maintained.

l?.[ihé process of maintaining accurate locator data on key
command personnel durlng the crisls had 1ts shortcomings,
hovwever. Based on 8 study conducted by the Emergency Actions
Branch during normal desy-vo-day operations, locator data were
found to be accurat; only 20 percent of the time. This percentag
is based on random line checks conducted during periods when
the exact locatlion of principals 1s unkmown. A comparzble line
ocneck data collected by the Emergency Actions Branch during the
Cuban crlsls, showed that the aceuracy of information on indicate
lgcation remained unchanged (approxamately 20 percent). The
average length of time required te looste principals during the
line check also approximated the normal average, Times ranged
from B-second minimums to 2% minutes when principals were located
(median less than 1 minute). If the principal could not be
located, then an alternate wzs contected., This usually resulted
in an additional 20-second to 5-minute delay. In other words,
during the ¢risis and at a time when general war forces world-
wlde were gt increased readiness, there were no asignificant

changes in the ease or speed with which principal military and

civll leadars could be reached for an emergency conrerence.g

—
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IS.IE%e EAR and 1ts Watch versciase’ nsve thiree overriding
functiong: ]

g. The rapid dissemination of alerts and readiness

corditions,
b. The convening of JCS Emergency Conferences.
¢. The dlspatch of alerting and emergency messages.

Each of these functions has been asgsoclated almost entirely

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

volved in the Cuban erisia.

19.

’

-

i/ JC5 19697126, "Joint Chiefs of Staff Emergency Actions
Procedures {EAP)," 18 July 1962, TOP SECRET.

2/ Messages JCS 6864, JCS to A1l CINCs, 2218092,
October 1962, TOP SECRET.
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22. The EAR was notified by the JCS Messzage Center that the
message was belng branemitted at that time. The EAR Watch
Officer recelved a burned copy of the message via the tube a
few minutes later. The message wae then taken to the JCS/J7-3
Duty Officer and to the Chilef of the Operations Support Division
for a decision as to whether JCS EAPs should be followed in
glerting prescribed commands and agencies, Prom there, the
decision was passed to the Directer, J-3, who sought out the

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

the JC3 in conference and

I/ Message JCS 6807, ExcluaiYe for Chiefs of Staff; CJCS to All
}

CINCa and 3ervices, 2012142, October 1962, TOP SECRET.

2/ Message JCS 6830, Exclusive for Chiefs of Staff; CJCS to All
CiNCs and Services, 2118147, October 1962, TOP SECRET

3/ Message JCS 6B64, JCS to A1l CLNCs, 221809z,
October 1962, TOP SECRET,
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23. The second major functlon of the EAR, notifying CINCs
and issuing emergency messages {EM) relating to the imple-
mentation of War Plans, vas not employed during the erisis
becauge the turn of events made it unhecessary. Howevaer,

-the preparationes for the possible exercise of that function

are instructive.

24, It became apparent that SCABBARDS 312, 314, or 316

vwould require implementation procedures by J-3. On the morning

of 23 October, the Joint Battle Staff Chief (Deputy Direotor,
J-3) requested the Chlef, Emergency Actions Branch {EAB), to
develop a plan for implementing SCABBARDS 312, 314, and 316
1f 80 ordsred, The Cirst proposal was returned in the

arcernoon.l/

L/ Interview No, 1%, April 1563,
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25, The procedurs assumed that notification to implement

the plan would come via the JCS/J-3 Duty Officer or other
Command channels., The TOP SECRET message would be sént through
the tube to the HMeseage Center and dispatched from there to

the CINCe.

27. While this procedure may seem & little unrealistic in
the light of previcus procedures employed by JCS for sending
highly seneitive messeages, 1t was a planned procedure and it
would have worked efficlently. Several addltlconal points
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 preperatlon 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 onh local and tactical
factors, And, finally, the planners apparently have not
.given follow-on messages related to the implementation of

limlted war or oriais contingency plans the same degree of J

attention that they have given to the less likely situation

of genaral warib/

28, In summary, of all the J-3 3ranches the EAB, with its

vell exercised professiecnal operations personnel on 24-hour f

1/ Notet For a deteiled diacussicn of command snd control
conalderations involved in prepositioning an EAP implementa-
tatlon message, se2 Enclosure "A" of thas study.
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zzgay-to-dex operations, was probably the lersi affected by the
Cuban erisis. Its pramary function of disseminating JCS
alerts was almost entirely clrcumvented during thé criseis,
Although its procedures were adgapted o notifying the CIHCs
of a JCS decision to implement limited war coﬁtingency plans,
there were no prior plans or procedures Tor carvylng out this
type of notificatlon, The EAPe weraz and are orlented to the
pessibility of general war. As a result, the EAR functioned

duraing the Cuban crisis primarily as a switechboard anc message

distribution center while malntalning preparedness to implement

the EAPs 1if necessari:]

THE SUFPORT BRANCH

24, 'The Support Branzh of the Operations Support Division
has, among other activities, the responsibility fort

a. Preparing visual alds and maintalaning & referance
library of techﬁ¢cal, taccieal and operational information,
maps, Vulraphs, and graphic aius required to support cpera-
tions.,

b. Assistaing in the cocruoinatlon, preparation and con-
duct of briefings and orientatisns. It 1s composed of two

offlcers, two NCOs, and five 111ustrators.l/

30, During the Cuban erisis, this Branch provided:

a. Support of the morning briefings and change of Watch
briafinge.

b. Support of the information and administrative
requlrements ef the JBS and the JC3/J-3 duty officers,

31. Branch personnel were notified of the impending orisis
situation on 19 Cctober. On 22 Octﬁber they went on 24-nour
manning, with three shifts of two personnel per shift (3
persennel during the day shift), During the firsv threc days

1/ J-3Y 5029.1C, 1L December 1962.
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of thls operation, the Branch was seriously overloaded with
requesta for briefing aids and graphic display work. This
wir cepeczally true during peak ectivity periods--e.g., early
1 the morning just prior to the morning briefing of the

Chairman.l/

32. Duriag the third week of the crisls, the Branch Joined
p~rs.anel of the Status of Forces Branch in order to achleve
a better dilstraibution of the workloads on the two undermanned
brenches. This was, and 18, 2 natural integration of functions
under prassure which had not been reflected in adminastrative
organizasion, Both ®Branches aleo worked as an lategral nars

of the Joint Battle Starr and CAC operations.

32, Alvhough lack of modern graphies and display produztion
material, adequate map bases, and storage space provided some
minor problems, the major "flaps" stemmed from the changing
requirements for displays end grephics and from the lack of
uniform guldance on standardizing the quality é;g i;éibility
of alsplays. 7These were important problems because they pre-
vented anticiaption of requirements and diastribution of work-

load over the entire shift, as well as causing a consadarable

amount of “"re-do" or "restart" work.

34, These problems stemmed, 1n part, from the fact that the
Branch had to take direction from two different mastere--the
operations personnel that they supported, (1.e., the JBST
and JCS/J-3 Duty Officer) as well as, administratively, from
the Division Chief, Star! personnel who were interviewed
suggested that this could be rectified in the future by
integrating the Branch personnel and ita cperational support
functions intoc the CAC Watch which it serves,

I/ Interview No. 15, April I9673.
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THE STATUS OF FORCES ERANCH
35. The Status of Forces EBranch has the responsibllity for

collecting, collating, displaying, and dlsseminating data on
the composition, location and status of U,S, Military Forces.

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

responsive to regulrements of the OJOS.L/

36, Historiecally 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 ageinst which to
formulate and organize procedures, The Cuban crisis struck
shortly thereafter and it provided a second, much different
type of operatlonal experlence -- an experience for which the

Branch was not fully prepared.

37. Branch personnel were notified of the impending crisis
on 19 October and were brought in on Saturday to provide in-
formation, briefing and display support for the sugmented
Watch. On Sunday, the Branch went on 2hk-hour opsrations in
support of the Battle Staff, Two 12-hour shifts were formed
of an officer and an enliasted 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/ Y31 5025.1C, 1% December 1062,
2/ Interview No. 11, April 1963.
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a, Dstermining the status of troops invclved in the
GPLANSEilQ and 316 This involved determining troon lists,
specifying the leccation of particular units, their status
and strengths, as well as status of troop deployments, ETLs,
EThr, modes o©of transportation, etec.

b, Monitoring all reports containing status of foroces
anformation in order to develop data,

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

d. Supporting the Quarantine Watch, determining display
farmat requrrexerts for the cenfererce room g 77 - 1L )
quarantine operations display.

e. Providing general information support to JEST sembers

on request,

29, The type and quantity of information requested of the
Branch by J-3 star; officers during the crisis far execeeded
the original terms of reference used in the establishment of
th2 Dranch. These additional demands proved to be the praimary
gource ol diffaculty in Branch operation., Reguests for in-
formatlion came from many sources and, as a result, the formats
and levels of aggregation of data on Force Status wvere veriled
and continually changing. This compounded the task of tabu-
lating and displeying the data and disrupted previously
developed procedures for handling information requesss,
Information that was collected, collated, and dasplayed, was

used to support:

10

. The Chairman's Briefing;

-4

. JBST Change of Watch Briefing;

o

« JC3 Situation Reports;

1o

« Actlon Officer!'s Requests;

. Indlvidual Battle Staff Members and other Joint

(@

Starf personnel;
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£. Conference Room Displays, JB3T Displays, and General
Status of Forces Displays for the CAC.

40, 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 &nd important thinga.“;/
The type of informational requirements placed on the Branch
simply exceeded the expectations that the Branch personnel had
developed aB a result of thelr HIGH HEELS II experilence,

41, Points of contact for these epecinl classes of informa-
tion had not been developed nor had the amount of detail
required by the various users of the Branch begen anticipated,
As a reault, the 3ervice War Rooms were frequently used by the
Branch to obtaln detalled information not previously antiel-

pated in SOPs.

42, The Branch requested additional personnel to man the
12-hour shifts and to serve as service liaison peﬁnonnel in
order to handle the overwhelming task of maintalning up-to-date
Status of Forces information., Additilonal enlisted personnel
from DCA and two officers from the Joint Command and Control
Requirements Oroup {JCCRG) were provided after the first two
weeks of operation., These personnel had difficulty
for several days because they lacked training in Status of
Forces, JOPREP, and related matters required to operate
effectively in the Branch, They overcame thelr lack of

experience, however, and later provided valuable assistance,

43, In general, it was found that JOPREPs containing Status
of Forces information, i.e,, REDAT, REDNON, REDRAD,Q/ were

%/ Interview No, 1l, April 19a3,
2/ Operational Ready Reporta, Atomic, Non-Atemic and NORAD,
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not &s useful as the SITREPs submliied by the Commanders in
Chief., The JOPREPs were not timely and didg not_contain the
agnount of detall required by various users. of this-inrormation.
The Personnel 3tatus Report (PERSTAT)'waa of little or no
value and was later discontinued. Problems wefe also en-
countered in determining the locatlion and the statua of foroes
being deployed. When forces were absligned from one command

to another, the first command's reperts would stop and not be
pleked up by the nevt command having operational contrel. As

a result, there would bs a gap of a few days in which there
Were no reports on the force. Thus, the movement of forces
became a majJor problem in determining the status of forces
assigned to the Cuban operatien. 1In effect, the JOPREP was
not responsive to Joint Staff requirements for implementing

contingency plans.,

4k, By the firat part of the thard weel {5 liovembar), the
activity of the Eranch had begun to level off to a polnt
vhere personnel could handle moat 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 to more

pressing day-to-day stalff actlivities.

45, In general, the Cuban crisis emphasized the need for
& highly detalled data base of Status of Foreces information,
a capablllity for rapid retrieval of that information in many
forma, and the need for more clearly defined requirements
for information support, In the latter case, it was felt
that the allocatlon of responaibllity for the collection and
maintenance of detalled Status of Forces information between
each Service Command Post and the NMCC would help. If this

informatlion could then be made rapidly available to each

, TOP WET
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faeility upon request, it would materially lmprove the
capacity to provide detailed and special information support

required during crlsis operations.

THE COMMANDS ERANCHES

b6, The Commands Branches of the Current QOperations Divisilon
have among other functions the responsibility for:

a. Recommending policles and actions, except those per-
taining to the reviev of plans, for ourreni operational
direction of commanders of uniflied and specifisd commanda
and for U.S3. forces not under cperational control of the
JCS.

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

¢. Monitoring Jeoint Staff actlons on sensitive situa-
viong in orltliecal areas whlch could lead to U,8. military
cperations,

d Coordlnating with other J-3 Divislons, as appropriste,
in revlewing plans, monitoring the impact of implementation
of the DEFCON aystem, other readiness measures of the
unified and specified commands and related NATO measures.

e, Participating in Battle Staff operations.;/

47, The Commands Branches are comprised of area speclalists
and they provide a large percentage of the J-3 action officera
avallable to support the JCS decisicon-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 is 1t possible to de-

I/ J-31"5025.1C, 104 December 1962.
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serlbe the activivies of zccion offleers in the Operational
Plans and Qeneral Operations Divisions, Howeve{, on the
baris of ainterviews vith perasonnel in two of the B;anchea,l/
i¢ 1s possible to outline the general mode of operation of
these EBranches during the erisis, and to describe some typical
accivitles of the LANT/CARIE Branch, which was moat directly

invelvea,

45,/ During the week of 8 October, the LANT/CARIE Branzh had
been worklng on a project to shorten the response time of
OPLANS 314 and 316. The project was actually in support of
the Cuba Plenning Group and J-4, but 1t was assigned to the
Branch on a "just in case ue have to uce them" pasis. Although
desadlines for the project were assigned, Branch personrzl
were not privy to the tightly held planning efforts of the
Guba Group, In general, J-3 personnel were concerned with
"how fast" the plaﬁs corld ve Jmplemenied, and J-4 personnel
with "vhere and how to get hold of" the logistical forees
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"?/

4g. On 19 Cetober security was lifted. "The Johnsen Task
Force opened up and we (LANT/CARIB Eranch) began working on
verious assignments directed by J-3 for the JC3." The major
acclvitiea centered around action papers related tc OFLANs

(352 and j;g]and to the Rules of Engagement for Quarantine

Operations, Invelvement in the latter activity resulted from
the fact that one member of the LAMT/CARIB Branch had beea
assigned to the Quarantine ‘alatch.a/

17 Tnterview No, 7, 1 April 1953; Interview No. 10, April 1963,
2 %gtgrview No. 10, April 1963,
1d.
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50, During the weekend o 19-2)1 Cetooer, "problems came
faster than we could responﬂ.“—/ At this time the Commands
Brenches trent on 24-hour operation, further spreading ouc
the nuaber of available personnel. In most cases, this meant
chat only cne or Lwo action officers were ava:lable at any
gaven time to cover the work of each Eranch. However, rovtine
mespaga-processing activivles not related to the crisls
slesltensd dering MINIMIZE, Some zation officers felt that
24 -hour maniing of av least some of the Branches was not
necessary and vhat it lmoalred overall action orficey efuilcicney
for a nwiber of reasans.g/ There is insuffilclent evidence
tc evaluate this problem, although i:c appeere obviovi that
reductlon of the 24-hour manning requiremant in selected
Branclies vould tend to conserve actlon cfficey personnel for

more effaective utcllizaction elsewhere.
L]

81, For tne firet few days of the crisis (20-2l October),
the .ANT/CANIEB Branch vas handling "about 20 actions a day."
(For more detailed discussion of the role of action officers
in support of the JBST, see Appendix "A", "Coordinztion of
Starf Actions").

GENERAL OPERATIONS LIVIS1ON

52, Thé General Operations Division has, among other
functions, the responsibllity for those operational steff
actions pertalning to continuity of operations, the J(8
emergency actlon procedures and readiness conditlons, the
JOPHEP, space and weapons systems, JCS exerclses, and geaeral
operational matters not assigned to other Divisions,
Z?”Ihf@??iiﬁ'NET‘IU:‘?ﬁFEI’IQEE.

3/ Interview No. 7, 1 April 1963.
3/ J-3I 5029.1C, 3 Decembver 1962,
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£3. Duringz the orisis, this Division provided personnel to
assist in mamning the JBST and the Quarantine Vatch., They
also supplied actien offacers and support to the other Current
Operations branches. Most of the remaining personnel were
involved in aollecting and coordinating information for the
MCL, wnlch was produced under the direction of the Chief,

Generazl Operationa Divasilon.

54, On Friday, 19 October, the Division wes instructed to
keep 50 percent of 1ts personnel on duty at all times in order
to provide staff support for the impending crisis. ©On Friday
night and Saturday, personnel of the Divasion, in coordiration
with the Cuba Planning Group, the Quarantine ¥atch, and
Current Operatlons Division personiel, were working up an
agenca of actlons to be taken by the JCS. 'Tls neceassltatzd
trying to find out what had happened during the preceding
three nr four days|of tight security econtrcl., The responsi-
bility for producing this farst Master Actlon List (MAL) was
inaitlally assigned teo the Quarantine Vatch, The first MAL
was prepared by 0500 Saturday for the mornihg session of the
JC3 and a second MAL was prepared for the afterncon sesslon.

MAL No. 3 was prepared Saiturday nlght.;/

55. About this time, the Chairman, JCS, approved the ldea
of the MAL, and indicated that he wanted it maintained as a
continulng record and history of the Cuban crisis, Deapite
chis lnitiel, limited definition of purpose, hovever, the
MAL -- subsequently renamed "The Master Check List" -- was
utilized as an important part of the daily JCS agenda for
immediate operational matters.g/

1/ Inteyview No. 9, April 156%,
/ Interview No. 6, 1 April 1963.
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56. By Saturday night, a 2lL-hour operation involving the
collection, vrodiction, and coordination of the-MCL was
being directed by the JBST Chief. On Tuescay, 23 ODctober,
tha responsibilities for preparation of the MCL were confirmed
after the fact by an unnumbered memo {rom the Deputy Director,
J-3, to Battle Staff Ter: Chiefs and Division Chiefs.l’ mnia
memo 28signed responsibllity for overall coordination to the
Ganeral Operations Dlvision; detarminetion of items to be
congldered one, two, and three days in aGvance to the Oper-
arions Plans Division; and current actions taken or under
censaderation to the JB3T and Current Operatisma Division.

The memo further directad that the MCL be prepared and suhlinitted
to the Director, J-3, by 2700 each morning.

57. The assembly of tne MCL wculd begin at midnight. The
JBS would abstracy from the atatus of current actions display
the more relevant actlons teken and all JOS OUT-messages re-
leased during the previous day. The Current Operations
Division would submit statements of "Significant Pending Items"
and actlon paper flimsies referring to pending acticns. The
Operations Plans Division would submit a2tems 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
to the JCS, whose meetings usually began at 0830,

58, After the first few days during uhich thia system was
in operaticn, the MCL was distributed to all J-Staff Directorates.

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

with supporting or implementing flimsies.

59. The MCL soon became informally recognlzed by the Jolnt
Staff ms 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 "today's news" among
the J-Staff members, since it c¢onstiltuted a series of actlons
that would be discussed during the day by the JCS and also a

history of actions taken on the previous gay.

60. The production of the MCL became quite routine alter
tha {irst week of operation, with mats of each day's agenda
being preoduced, then corrected and reproduced to provide a
hlstory of actlions talkan on subsequent days., This operation
continued until P+45 (6 December), at which time the MCL was
discontinued.;/

61, 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 documents,
Indeed, i1t 18 in sharp contrasE %o normal peacetime procedures

contalned in the handbock, INSTRUCTIONS FOR PREPARATION OF

REPORTS FOR CONSIDERATION BY THE JOINT CHIEFS OF STAFF, and

otsher ralated procedural documenta.g/

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

2/ JAI 571l1.2, 20 Januery 1959; J-3I 5711.24, 12 January 1$60;
J-3I 5410.4, 18 August 1961; JAI 5810.2B, 12 December 1360;
JAI 5711.3B, 3 Jenuery 1962; JAI 5712.4, 13 March 1959;

MOP 97, 19 June 1961; MOP 132, 21 March 1963.
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62. Implementing flimsies preparsd oy action offlcers were
reproduced in 20 while copies and forwarded with the MCL each
morndng. Although action officers used the Services extensively
for information purposes and informal coordinatlon, they did
not coordinate actions in accerdance with the formal peasetime
procedures. To do so would have sBeriously lmpaired the ability
of the 0JC3 to be responsive to unified and specified commands
in the rapidly changing political/military environment

surrounding the crisis.

€3. Tae MNGL procedure had the effect of allowing action
officers to go the flimsy, buff, and green route in a matter
of hours insvead of days, Actlon papers vere submitted at
JC3 meetingas as Director, Joilnt Staff Memorands (DJSMa),
This process short-cut the elaborate ccoordination process
gyuired during pea?etime operations, As a result, the Joint

ff was able to operate more like a true military staff.
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This materlal contalns infamatlon alfecting the national defense of
the United States within the meaning of the Espronage Lows (Thle 1§,
U 5.C, sectrions 793 and 794), the transmlssion or revelatlen of
which i any manner to an uncuthonizad penon Is prohlbited by low,
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