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The Chairman, Joint Chiefs of Staff, asked a team of regired senior
military officers and a former assistant secretary of defense to observe and
report on Exercise PROUD SABER 83.

General Walter T. xerwiu;' USA(Ret), chaired the Team. The membera.uf
the Team are listed in Appendix A. They are unanimous in their support of
the Team's conclusions as represented in this report.

DJMT” ) e

WALTER T, KERWIN, Team Chairman

WILLIAM K. BREEM, SRA Corporation
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CHAPTER 1. INTRODUCTION (U)
1.1 (U) General History and Status of U,S. Mobilization Preparedness.

(U) NIFTY NUGGET -- The first major exercise. Exercise NIFTY NUGGET 78
and ‘its companion civil exercise, REX-78, found the United States unprepared
for a major mobilization, as expected. Shortcomings existed both in rescurces
and in emergency planning and management. The civil and military leadership .
thus began the difficult task of buildipng a modern mobilization capability.
At DoD, all organizational levels initiated steps to improve mobilization and
deployment planning and management. The * DoD Mobilization and Deployment
Steering Group was established to review progress, '

(U) Joint Chiefs of Staff initiatives. The JCS created the Joint Deploy-
ment Agency and later reali'sned the Joint Staff to centralize mobilization
planning within J-4§ axid expand the role of the J-3 in joint operation plan-

ning. The J-3 evaluated the Joint Operations Planning System (JOPS), vali-
dated the shortcomings identified in the exercise, and initiated a redesign to
provide a new system that will be both more comprehensive and more flexible. -
the Joint Operation Planning and Execution System (JOPES).

(U) Office of the Secretary of Defense initlatives. 0SD, finding itself
unprepared. to perform its crisis management role and lacking even a . clear
definition of emergency management functions, began by developing a mobiliza-
tion plan. O0SD then undertook a serious effart to develop a crisis management
system, recognizing that-whereas the 0JCS and the Services had special operat-
ing procedures for crises and periodically practiced them, 0SD had none. Cri-
sis management roles have now been defined, lead and supporting responsibili~-
ties have been drafted, a staff coordipation process has been designed to
facilitate decision-making in major crisis situations, and emergency action
~checklists are being developed.

*

(U) Federal level ipitiatives. FEMA, with White House backing, has stim~
ulated mobilization preparedness planning among. the civil. departments and

© agencles. The NSC staff formed an interagency Mobilization Planping Study

) Page determined to be Unclassified
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Working Group, under whose auspices the development of a Federal Master Mobi-

lization Plan was begun., DoD and FBMA are cooperating to improve the pre- .

paredness planning and management interfaces between the two organizations,
In 1981, the President formally established the Emergency Mobilization Plan-
ning Board, chaired by his National Security Advisor, to oversee Federal
mobilization preparedness activities.

/ Resource Problems. In the rescurce area, PROUD SPIRIT in 1980 and
PROUD SABER again in 1982 demonstrated that large shortfalls in materiel and
support continue to inhibit the capability to deploy and sustain our major
conventional forces in combat in a manner consistent with national security
objectives. Several of these shortfalls could be "war stoppers®, For exam-
ple:

o Industrial capacity. 7The U,.S. industrial base cannot meet critical
early demands for military equipment and ammunition.  Most ‘items
would require six months to two years to reach adequate production

levels.

o MNar__reserve satockage levels. War reserve stocks  are far short
of the levels needed to satiafy demands until the industrial Dbase
can reach sustaining rates, :

o- Reserve Compopent readiness. The Reserve Components, particularly
the ground combat arms, are far short of the equipment needed to

maintain training and deployability objectives.

o Medical care. A shortage of surgeons and a lack of theater medical
materiel resources suggests that only 1 in 10 surgical casualties
could be adequately treated in a major NATO-Warsaw Pact conflict.

o POL distribution. The ships, vehicles, and facilities available to
supply forward operating forces in a bare~base environment such as
Southwest Asia are far short of requirements.

While these support shortfalls are well kunown in DoD, the programming and
budgeting process still emphasizes the procurement of major end~items at the
expense of a balanced capabllity., The new, higher levels of major item pro-
curement are likely to exacerbate rather than to relieve the imbglance pro~

blems.
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1.2 (U) Rurpose and Scove of the JCS PROUD SABER Evaluation. The - Chair-

man, JCS,

sues:

D)

2)

asked the Senior Evaluation Teasr to focus on two management is-

The effectiveness of the JCS Crisis Action System (CAS) within the
national system for crisis management; and

The adequacy of existing management information systems in providw
ing the logistics information needed by the JCS in a crisis.

The Team restricted its coverage of exercise activities to the Washington
area. For that reason, and because participation of many major -Joint and
Service commands was limited, 2 rigorous assessment of their ability to
implement major national-level decisions was not possible. ' The Team held
discussions with most of the Senior DoD exercise participants, and observed
the following activities:

o

<}

(4]

Meetings of the Exercise Operations Deputies and the Exercise JCS;

Operations Planners Group (OPG) and Logistics Readiness Center
{LRC) activities;

Meetings of the prototype OSD Crisis Management System (CMS)Z/
council, boards, and committees;

0SD Crisis Coordination Group (CCG) activities;

Meetings of the government-wide Emergency Resources Board (ERB)
chaired by the Director of FEMA;

Meetings of the Exercise Mobilization Crisis Action Group (MCAG),
which played the role of the National Security Council and was
chaired by a senior member of the NSC Staff; and

Service Staff dally situation briefings.

Y rhe Sentor Evaluation Team comprises a group of retired senior military

officers
ataff of

and a former DoD civilian executive. The Team, supported by a
professional apalysts, has been active in the planning and-evalua-

tion of the series of major mobilization exercises that began with NIFTY
NUGGET in 1978. The members of the Team are listed at Appendix A.

2/

The CMS was originally called the Crisis Management Organization (CMO). The

CMS 1s not an organization, but rather a staff coordination progess. Thus

the word

"systen” bas been substituted for "organization®.
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exercises,

In pursuing its objectives, the Senior Team focused on:

[}

The effectiveness of the Joint Staff and the JCS Crisis Action
System in supporting the crisis management responsibilities or the
Jdoint Chiefs of Staff;

The ability of the Joint Staff to anticipate, develop, and present
the type of decision data needed by the JCS in a criais;

The adequacy of joint plans, planning and information systems, and
procedures in satisfying mobilization and deployment management
needs; '

The adequacy of the QJCS interaction with 0SD, the Service Staffs,
the CINCs, the Joint Deployment Agensy (JDA), and the Transport.a—
tion Operating Agencies (TOAs); and

The state of knowledge of OJCS personnel as to their erisis manage-
ment functions and the plans, procedures, and authorities for
mobilization and deployment.

%

/ Ihe Unique Challenge of PROUD SABER. FPROUD SABER required strategy

and resource declsions not faced in previous mobilization and deployment

¥hereas the reinforcement of Europe was the major focus of earlier

exercises, PROUD SABER required the U.S. to respond concurrently to eritical
situations in Southwest Asia, Northeast As:l.a, and the Caribbean, while con=
froonting a deteriorating situation in Europe. This global orientation of the
exercise, as expected, brought to the forefront many very difficult management

problens,
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CHAPTER 2. EFFECTIVENESS OF THE JCS CRISIS ACTION SYSTEM (U)

2.1.1 (U) Lack of familiarity with plans. Many of the recommendations
of the Chairman's Special Study Group, contained in their report on the

Organization of the Joint Stari‘y , have been implemented. KXey among them,
from the standpoint of crisis management effectiveness, was the 1982 transfer
from the J-5 to the J-3 of much of the responsibility for the réeview and
cognizance of Joint operation plans, The ratiopale for that change was that
the J-3, who has Joint Staff responsibility for managing the implementation of
the plans, should also have the responsibility for and be the resident expert
concerning their content.

This is an important institutional move; and its utility is already
elear in the initiatives now being taken by the J-73 organization to improve
military planning and execution. PROUD SABER, however, revealed no partiocular
improvements in the level of understanding of Joint Staff officers (in J=3 or
elsewhere) regarding the content of OPLANs,

During decision and information briefings in the JCS Energency Con=-
ference Room (ECR), the briefers were frequently unable to answer fundamental
questions relative to the plans under consideration or in the process of being
implemented. That might be expected if the briefer is not the desk officer
responsible for the plan i1in question, as was the case sometimwes during the
exercise, However, in several instances, no one in the ECR (at any level) was
able to come to the aid of the briefer. Probably the greatest difficulty the
officers have is in anticipating the competition among the CINCs for resourc-
e, and then in assessing the impact of that competition in the form of modi-
fied strategies and plans. The Team believes that the two major reasons for

v Report for the Chairman, Joint Chiefs of Staff by the Chalrman's Spe~

eial Study Group, Ihe  Qrganization of the Joint Staff, Systems Re-
search and Applications Corporation, February 1982, ’
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this are the complexity and inflexibility of the planning system (and thus of
the plans themselves), and that the Joint Staff as a group does not delvre\
deeply ehough into the plans in the plan review process. The reasons are of
course related. The work on JOPES will help remove the first reason, but the
second can be alleviated only be greater involvement by the Joint Staff in
plan review and analysis,

Contributing to this problem also is the fact that several of the
Joint plans, particularly those used in mobilization and deployment exercises,
are oriented more toward deployment than eggployment, and thus do not lay
out the theater commander's plan for employing the forces. When a situation
develops that requires the same forces in two or more geographical locations,
the JCS must undertake the time-consuming process of going back to the CINCs
for the answers to "what if" :queationa; the Joint Staff is not equipped to
help. Clearly, greater Joint Staff expertise 1is needed concerning CINC plana
for the employment of assigned forces 8o thgt. in a crisis, better informed
Judgments can be mﬁe concerning the allocation of forces among the CINCs.
0JCS ™ip~-house® expartiée could be improved by periodic visits to the CINCs®
headquarters by the cognizant Joint Staff plans officers for discussions and
terrain orientations (as appropriate) relative to the CINC's force employment
plans. Alternatively, the CINC's planners could make periodic visits to the
Joint Staff to provide detailed orientations on employment plans, - The ideal
solution would be to combine one or both of the above measures with an assign-
ment policy that would have CINC war planners serve follow-on tours as plans
officers on the Joint Staff. To supplement in-house expertise in times of
crisis (and during exercises), the CINCs should provide liaison officers to
the Joint Staff,

2.1.2 (U) Lack of sepior-level  invelvement in . contingency planning.

The difficulty of dealing with CINC OPLANs 1s also a symptom of excessive
reliance on action officers. Senior decision-makers, as observed frequently
in PROUD SABER, bad to be educated practically from "square ope® each time a
key deciaion was required eoneerning the implementation of an OPLAN. ~ The
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senior people, when briefed in the ECR, had not previously been confronted
with, or thought through, the issues they were asked to resolve. Exercises
are not a substitute for institutiomalized senior-level involvement in the’
plan review process. The recent development wherein the CINCas are brought in
to brief the Chiefs persomally on their respective OPLANS 18 a major step, but
a more elaborate procedure is needed. A general deseription of the planning
process recommended by the Senior Evaluation Team is given at Appendix B,

2.1.3 (W) ack stal eparedness. f : anagement. PROUD -SABER
demonstrated that, despite increased emphasis op emergency planning over the
past four years, the principal Pentagon staffs are still basically unprepared
to deal with major crises. There was confusion as to the basic roles and
responsibilities of the various staffs (e.g., there was confusion during an
OpsDeps meeting concerning the role of the Joint Staff in determining force
generation requirements); ther‘e was widespread unfamiliarity ia all the prip-
eipal staffs with the authorities available to the Department of Defense, the
eivil agencies, the President, and the Congress in dealing with resource
matters in an emergency (e.g., some key OSD executives did not know that the
President can mobilize up to 1 million reservists without prior Congressional
approval); there were few checklists available to facilitste consideration and
implementation of major crisis actions; and staffs were ungkilled at develop~
ing, assessing, and presenting optiona and alterpatives for various aspects of
erisis response. The key to overcoming these shortcomings is the institution-
alization of crisis management in general, and the preparation of emergency
action packages. (The latter are discussed below in Section 2.2.2.)

2.1.4 (U) TIhe reactive pature of the JCS organization, The JCS must

be actively involved in the development of national policy to ensure that the
NCA understands the strategic implications of the competition for limited
military forces, especially in a multi-theater threat enviroomment. The JCS
gust also anticipate the probable need to modify strategy and plans, and
should adjudicate (largely in advance) probable competing demands. In PROUD
SABER, the Exercise JCS did not often make any clear contribution to -the
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development of pational-level policy; the JCS tended to wait for policy guid~

ance rather than to asaist in its development. That perhaps could be attri-

buted to foreknowledge of the exercise scenario, or to the fact that surro-
8ates were playing the roles of 0JCS prineipals. But it may more pearly
reflect the fundamentally resctive nature of the JCS system in crises
involving large-scale employment of U.S, forces — 8 problem that is exacerw
bated by the joint coordination process involving the Services that makes it
difficult to develop timely and substantive joint military advice. JOPES, ir
properly conceived and implemented, should provide the mechanism to permit the
Joint Staff to understand plans at the aggregate level, and thus to anticipate
issues. It will remain for the JCS to charge the Joint Staff with the respon-
sibility for so doing, and to give it enough latitude to develop and analyze
alternatives under time-urgent conditions.

2.1.5 / JOPS lack of flexibility. PRWD'SABER demonstrated, as have

previous exercises, that the Joint planning and execution systems. do not
respond well to major mid-stream changes in force deployment schedules; ergo,
the special TPFDD developed for the exercise. As noted in the Introduction,
JOPS' shortcomings are well-known, as are the inability of management informa-
tion systems to support rapid replanning and the inability of mobilization and
transportation systems to respond to change on short notice. As noted by the
Chairman, there is a tendency under such circumstances to push plans through
to conclusion -~ to resist changes or interruptions. This not .only inhibits
the tailoring of military decisions to meet the real situation, but also
threatens crisis termination efforts. This further underscores the need for
JOPES, and indeed sets certain coriteria for JOPES. '

The Team also notes that the JCS decision not to duplicate the
allocation of forces in JSCP, and to include in the allocation process the
combat and Service support forces, are important steps that will not only add
realism to plans but will force iupbrtant resource 1issues to the surface
during the plans review process rather than allow them to remain hidden until

execution.
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ning and budgeting procesges. Weile emergency planning and
proving, the Evaluation Team sees little improvement in war reserve stockage °
levela., spare parts inventories, suprge production capability; and other basie
support preroquisites of balanced preparedness. The OJCS staff resocurces are
limited in PPBS and DRB support capability. - However, since Joint operation
plans should be capability-constrained, as such they should constitute a good
test of the effectiveness of the resource allocation (PPBS) process, If the
capability plans reflect an unsatisfactory degree of risk, then a change in
resource allocationl should be made to improve the capability, op else ’na.tional
security objectives should be reviewed. Thus, the review of capability plans
(and the exercises) provides the only means, short of actual war, for exposing
the major risks inherent in joint plans resulting from limited capabilities,
Yet the loop is not closed, and the fact that there 1s a strategy/capability
mismatch does not seem. to be g'att.ing through, The Team believes that this 1a
largely because the SecDef, the CINCs, and the JCS are not as personally and
Jointly involved in the development of objectives, assumptions, and plans for
the deployment and employment of military forces as they need to be. The Team
again refers the reader to the process outlined in Appendix B which is aimed
at correcting this problem and cloaing the loop.

2.1 f

areas, Although exercise play was generally realistic in ‘PROUD SABER and
thus provided a valid indication of progress in many areas, there were areas
in which the design of the exercise masked known problems, For example, to
avolid the current inability of the Jjoint deployment community to quickly
accommodate major deviations from established movement plans, a-"global” time-
pPhased force deployment list (TPFDL) was developed for the exercise that
incorporated the several Joint OPLANs that were known to be peeded. . That
effectively "resolved" the major force allocation problems (but without asenior-
level participation). Exercise controllers ensured that player decisions were
constrained within the bounds of existing Joint Bsplofmnt System and Trande
portation Operating Agency capabilities to accommodate changes. Therefore, a
casual observer sew no major problems in managing the flow of forces in

mapagement is
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Several directions at the same time, and might conclude that the rapid reflow

(0) Endorsement of Current Initiatives

(U) The major initiatives now underway ~-- namely, those to revise the
Joint operation planning process, ineluding the development of JOPES, and to
develop a Joint Staff training program -- are critical to solving the problems
cited above, as well as many of those noted in the sections that follow. The
Senior Evaluation Team urges the Joint Chiefs to lend their personal support
and attention to these initiatives,

2.2 (U) Effectivepess of the Crisis Action Svatem in supporting JCS Decd-
aion-making and Force Managementa ‘

2.2.1 (U) The Crisis Staffing Procedures (CSP) of the JCS, The CSP

®pyramid® has the Joint Chiefs at the top, the OpsDeps immediztely below
(performing the bulk of the strategic ﬁlannins and monitoring functions), the
Operations Planners Group (OPG) below the OpsDeps (serving as the nerve center
for the aéarr action process), and the Joint Staff and Service Staffs at the
foundation to provide analytical, planning, and management support. The CSP
calls for the OpsDeps or the DepOpsDeps to be committed to the Joint arena 2%
hours a day. The ¢lear intent is that they should serve as a "brain trust®
for the JCS, mweeting as necessary in shirt-sleeve working sessions during
ocritical periods in a crisis to identify issues requiring Joint Staff analysis
and provide guidance for such analyses, to develop options and alternatives
foar JCS consideration, and to address and act on other problems within the
authority delegated to them by the JCS. The JCS should meet as required, after
baving been prepared individually by their respective members of the OpsDeps.
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The OPG, headed by the J-3, 0JCS, is compesed of O6-level planners
from the Joint Staff directorates and DIA, and 06/07-level planners from the
Services, The Joint Staff Directorates respond to the OPG in the development
of staff recommendations concerning crisis actions. The OPG 1s responsible '
for recommending to the OpsDeps the agenda for meetings of the Joint Chiefs of
Staff. The Chairman of the OPG (the J=3) is authorized to act on behalf of
the JCS in certéin specified matters. Implementing directives for operational
decisions of the NCA or the JCS are prepared and. dispatched by the OPG.

The Crisis Staffing Procedures are designed to cut through the eumbei—-
some, day~to-day "rainbow® procedures for staffing joint actions, and to that
end the Service planners in the OPG have ooordimiins suthority on directives
that implement decisions of the JCS,

The CSP concept has never been faithfully exercised, and therefore it
is difficult to Jjudge its adequacy on the basis of exercise observations. In
JCS exercises, the OpsDeps do not really perform their intended role -~ mo
doubt because of their "real-world® management burden. They or their surro-
gates normally meet for 1-2 hours daily to receive situation updates and
decision briefings. ~They often face the issues for the fix-at time during
those meetings and, as a group, bave had little or no input to the development
of ‘options and alterpmatives. Their opportunity for problv_as»aolving is thus
severely limited.

Therefore, the management problems described in this report. cannot
necessarily be attributed to deficiencies in the concept. ' Many are undoubted-
ly the result of artificialities in the way the concept is exercised, Others
may be due simply to the lack of action guides for carrying out the staff work
necessary to support the concept.

) The full-time use of surrogates at the one- or two-star level to per~
form the planning role of the OpsDeps during exercises .would provide substan-
tial benefits in terms of testing and refining the CSP.
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‘2.2.2 (0) Effectiveness of the CSP during PROUD SABER. A principal
output of any staffing process is advice to the decision-maker. The adequacy
of the staffing process is measured by the degree to which reasonable options-
‘ are identified and assessed, and the ability of the staff to present the in-
formation to decision-makers in a manner that best facilitates their thought
processes. The decision briefings presented in the ECR during PROUD SABER
suggest that improvements are needed in both areas. In several instances, the
briefings left the decision-makers with the burden of integrating the facts
(to the extent facts were available) for themselves. The information present-
ed was often just a static display of statistical data, with little indication
of the er:ecta the decision at issue might have on other operational require-
ments, So, in many cases, when options were briefed it appeared that an

assessment of available information had not really been made,

l As a case in i:oint, in the decision briefing to the Exercise
OpsDeps relative to the implementation of CINCPAC OPLAN 5000, the options
provided by the CINC were briefed in isolation, one from the other. The
baseline plan from which the options were derived was not presented, and the
format of the presentation did not permit a comparative analysis of the
options, - Nor was the impact of the various options on other CINC plans pra;
sented. Thus, the senior players around the table tried to mentally collate
the information presented by the briefer, asked numercus questions for which
few answers were fcrthmnins, and had ‘to build their own charts on scratche
pads so that they could better grasp the implications of the various options.
Firally, they gave guidance to conduct a more thorough analysis and to
restructure the briefing for a later presentation to the Exercise Joint
Chiefs. As suggested previously, a broader use of the OpsDeps should result
in better initial guidance to the staff, and presumably a better product.

(U) The Team mentions these deficiencies pot to be critical of
the briefing officers, who must prepare the ’brieﬁny under. severe time-
pressures. Rather, the fault lies with the fact that the potential issues
have not been thought through in advance of crises, and that analytical tools
and briefing formpats have not been developed to: facilitate the collation,
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analysis, and presentation of information during .erises. The Team feels it
essential that these deficiencies be remedied, and in addition that the flag
officers with responsibility for subjects being briefed give careful suidanee‘
to the staff and review the briefings before they are presented to decision-
makers in the ECR. There is little evidence of the latter, at least in the
decision briefings the Evaluation Team observed inm PROUD SABER and previous

exercises,

/ Another deficiency in the functioning of the CSP during PROUD
SABER was the lack‘ of adequate coordination between operators and logisticians
in the formulation of recommendations to the JCS. For example:

o Tactical fighter saquadrons were deployed to Korea ‘without the
necessary units, equipment, and supplies to sustain their opera-
tion. :

o 4‘1‘he decision was made to deploy tactical fighter squadrons to the
Mediterranean area without an adequate transportation feasibility
analysis.

© To counter the Caribbean threat, a decision was made to relocate
tactical fighter squadrons within CONUS without a logistic feasi-
bility analysis.

(§1)] As previously noted, during thia and other exercises ob~
served by the Senior Evaluation Team, the Joint Staff appeared more reactive
than anticipatory. A request is received from a CINC and it is processed, or
a4 recommendation comes in from a Service and it 1s staffed.” But the Joint
Staff tends not to take charge of the situation. Such requests have to be
answered of course, but the Staff needs to apply a broader perspective in
assessing the strategic indicators and looking farther into the future.
Otherwise, it cannot adequately assist Chiefs in providing strategic direction
to the CINCs,

i l The Services should paturally take the lead in raising 1ssues
in the JCS arena that relate primarily to Service resource requirements. On
the other hand, one would expect issues of a strategic or joint operations
nature to be anticipated and introduced by the 0JCS. Several issues of the
latter type were apparently first raised during PROUD SABER in the form of
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Service Chief memoranda to the JCS: A Chief of Stafl, Army Memorandum (CSAM)
suggested that the Secretary of Defense should ask the Secretary of State to -
undertake begotiations with fareign nations for sealift and airlift support
for U.S. force deployments; another CSAM addressed Soviet overflights of
Mexico, and recommended that the SecDef ask the SecState to initiate immediate
consultations with the Mexican Govermment to end the overflightsa; and a Chief
of Naval Operations Memorandum (CNOM) raised the 1ssue of seeking allied
assistance and military support in responding to the global politico-military
situation. As noted above, we believe the 0JCS, and more specifically the
OpsDeps, should take the lead in generating the types of initiatives suggested
in these memoranda, The results of this and previous exercises, as well as
several studies of the Joint System, indicate that the QJCS does not often do

30,

(U) There is a baai;: peed throughout ‘the Federal Government for
well«thought~out emergency action packages (EAPs) that provide checklists to
guide the staff action process and include the product of as much advance
analysis of potential issues as possible. The EAPs should also provide for-
mats and approaches for decision briefings and decision memoranda to assist
the action officer and his supervisors in assuring that essential information,
formatted in a way that is helpful to the decision-maker, 1s presented. 0JCS
action packages of that type would have facilitated the staffing or' ma jor
issues during PROUD SABER as well as their presentation to the Exercise Ops~
Deps and JCS. ({0SD has developed the first few in'a series of such EAPs that
address major actions in which it plays a key role. They were used during
PROUD SABER, where applicable, and proved most beneficial. An example is
attached as Appendix C.)

2.2.3 I The lack of a

global strategy, a planning deficiency recognized for the past several years,
contributed to the difficulty of force allocation decisions during the
exercise. The Ammy OpsDep stressed the need for a global strategy early in
the exercise. This was followed by an Amy Chief of Staff Memorandum to the
JCS noting the lack of an overall mission statement and concept of operations
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for the concurremt execution of operation plans for three theaters. The
memorandum proposed that an estimate of the situation be developed to consider
properly the ocurrent status of OPLAN implementation in the context of the'
threat, regiomal priorities, and resource requirements and availability. The
Army initiative was not acted on by the yaxarciae JCS during the course .of
PROUD SABER. |

, Rather than developing a global strategy, the Exercise JCS
tended to focus on one trouble spot at a time, with little effort to postulate
the ultimate objective of the Soviet Union in simultaneously fomenting crises
in widely separated areas of the warld. In particular, the Team felt tk;at
inadequate consideration was given to the deteriorating situation in Europe,
No effwrt was made to develop overall force structure requirements based on
the worldwide threat, and therefore Joint Staff and Service mobilization
planning was constrained to the immediate requirements of OPLANS -approved for
implementation. Without a global strategy, coherent, long range planning was
not possible,

I In an actual situation, an early NCA decision on strategy and
theater priorities would be the key to sound allocation actions on the part of
the JCS. The lack of a global military strategy, thought out in advance to
the exteat feasible, is a major deficiency in our national preparedness
planning. The Evaluation Team recommends that the JCS formulate and seek
approval of such a strategy as a matter of priority.

2.2.4 l As noted above, there was little
effort during the exercise to add up the strategic indicators and project what
the military force requirements might be thres months or a year bhence.
Without an_overall strategic concept, Service mobilization requirements could
be determined only in the context of operation plans that had been approved
for implementation. Thus, when the exercise chronology called for a full
mobilization decision, the Seﬁ*vices responded that it was not needed. They
had yet to fully use the partial mobilization authority provided earlier by
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Presidential action. Nevertheless, the JCS decided to recommended that the
President seek & Congressional declaration of national energency to facilitate

a rapid transition to full mobilization should the situation deteriorate
" further. & secondary ratiorale was to demonstrate U.S. resolve. Acting as
the éongraas, the exercise control staff promulgated the declaration.
However, b&cauae force expansion requirements were not further developed by
the JCS, the exercise ended with the Services still in a partial mobilization
posture, )

{(U) The 0JCS should consider and provide advice on mobilization
matiers to a much greater extent than was the case in this exerciss. The
Evaluation Team believes that, in addition %0 the basic issue of which forces
should be mobilized and on what schedule (far which there was little OJCS
analysis during the exercise), ‘there are issues concerning such matters as
manpower policies and industrial produdtion requirements on which the Joint
Staff should play a stronger role. In the manpower area, for example, -such
issues as the volunteer policy after preinstitution of the draft and policies
for the use of conscienticus objectors by the Services deserve Joint military
advice, Kotﬂ only is equity at issue in these examples; but the nature of
their resolution may have significant implications in terms of the
operational effectiveness of the total force.

2.2.5 /

briefings on the status of deployments to Southwest Asiz and Alaska was, in
the view of the Senior Evaluation Team, imadequate. The main deficiency was
that the briefings failed to convey how well the deployments were progressing
in relation to the plan. They generally provided only statistical data on the
number of people and units that had arrived at destipation. For example, at
the 28 October meeting of the Exercise OpsDeps, 'the subatance of the informa-
tion presented on the RDJTIF status was that 10,000 short tons of cargo and
approximately 9,000 personnel had been deployed to Southwest Asia -~ but no
information was given as to what those numbers represented in terms of either
the planned flow to that point or the total reguirement. It was also briefed
that the RIJTF corps headquarters had arrived in Southwest Asia, but neither
the briefer nor anyone else in the ECR knew its specific location.

The information px-epented in ECR
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In an earlier meeting of the Exercise JCS, a gquestion was
asked as to the status of deployments to Southweat Asia. The response was
that the deployments were "on schedule® and -that a more complete briefing

. weould be presented the following day. Such fundamental information should be

briefed to the JCS on a daily basis.

/ Near the end of the exercise, a member of the Senior Evalua=
tion Team asked a briefer from the Joint Starf about the source of information
he had briefed on the closure of specific Army units into Southwest Asia. He
replied that he had received the information from the Army Planner in the
Operations Planners Group (OPG). In following the mudit trail, it was learnped
that the Amy Planner had received the information from an action officer in
the Ammy Opérations Center (AOC) who had, in turn, extracted it from the OPLAN
1003 time-phased force deployment list (TPFDL). . Additional investigation
revealed that an RDJTF SITREP had been received the previous day in the A0C
and in the Joint Staff Emergency Action Center that identified the specific
Army, Navir. Air Force, and Marine Corps units that had closed into staging
areas, The action officer in the AOC who had provided the information to the
Army Planner was not aware of the existence of the SITREP, nor was the Joint
Staff briefer. '

(U) Several instances were observed by the Air Force member of the
Senior Evaluation Team in which information presented in the Air Command Post
vas different from that presented in the NMCC about the same matter, and at
about the same time, This problem can be attributed to ' dual reporting
chains =~ one from theater component commanders to their Service headquarters,
and another from the component commanders through their theater commanders to
the JCS.

(U) Finally, the stitus of the civil situation with regard to
mobilization was not briefed in the Joint arena until nearly halfway through
the exercise. Such information would be "need to lmow” for the JCB8 . in a major
erisis.
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(U) In summary, important status of action information was not
routinely briefed to the JCS during the exercise, and the information that
MB3 presented was frequently not very meaningful or useful. This reflects
the fact that the crisis information requirements of the JCS ‘have not been
carefully spelled out. Important work is currently underway in that regard,
The Evaluation Team urges that the senior officers in the 0JCS personally
involve themselves in the detailed review of that work. It is fundamental to
effective crisis management, and is crucial to the on-going WWMCCS Information
System and Joint Deployment System design efforts.

2.2.6 ‘ Noncombatant Evacustion Operations (NEQ), The major objec=

tive of NEO play during PROUD SABER was to test Department of Health and Human
Services plans for the repatriation of evacuees on arrival in CONUS. There
was no intent to examine plans ‘for the overseas evacuation phase.  BHowever,
the departure, mode of travel, and destination of evacuees from Southwest
Asia, Korea, and Panama were reported to provide the information needed for
repatriation  play. Evacuation operations were portrayed as having no
significant impact on deployment schedules, This ecalls into question the
degree to which NEO demands -on strategic airlift have been faoctored into the
plans. During a visit to the Military Airlift Comumand Headquartera during
PROUD SPIRIT in 1980, the Senior Evaluation Team was briefed that it would
take an average of five bours to reconfigure a C~5 or C-141 aireraft to carry
passengers, which would add roughly 10% to the sortie time in the case of an
evacuation from Europe. Aireraft payloads would also have to ‘be reduced to
accommodate passenger conversion kita. The OPLANa did npot bhave those con-
siderations factored in, even though the probability 1s bigh that political
considerations would delay a formal evacuation decision until reinforcement
operations were underway. That situation apparently still exists.

(U) The Evaluation Team believes that there is need for a thorough
review of noncombatant evacuation plans, particularly with regard to potential
NEO demands on strategic 1ift rescurces dedicated to deployment operations.
¥here the likelibood of NEO requirements is high, they should be factored into
the OPLANs.
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2.3 (U) JCS Supgort of the NCA.

2.3.1 (U) .CS/OSD Interface. The testing of a prototype OSD Crisis
Management Systm (CMS) during PROUD SABER resulted in more extensive partici~
pation of the OSD staff than in any previous exercise. It also greatly in-
creased the visibility of interactions between the Joint Staff .and 0SD,  The
CMS concept provides for a Crisis Management Council (CMC) chaired by the
Secretary of Defense, and several functionally oriented boards and committees
chaired at the USD/ASD and DUSD/DASD levels respectively. The boards and
committees include representatives of OSD offices, the Services, the Joint
Staff, the Defense agencies, and appropriate civil agencies. The Council and
the boards and committees are convened by their chairmen for advice on
decisions they must make or recommendations they must providé to higher
authority, Thus, the CMS provides a mechanism through which the Services, the
Joint Staff, and the Defense agencies can contribnte, in an institutiopalized
way, to the development of 0SD precommendations and  decisions on crisis
matters., The nerve center of (MS is the Crisis Coordination Group (CCG), com~
posed of representatives of 0SD principals, the Services, the Joint Staff,
certain of the Defense agencies, and selected Federal civil departments and
agencies, The role of the CCG is to facilitate the OSD coordipation process.
The members of the CCG are responsible for. passing actions to appropriate
offices within their organizations and maintaining informstion on the status
of those actions, So, in effect, the CCG performs much the same functionm for
0SD that the OPG performs for the OJCS. The primary difference is that,
whereas the OPG has certain authorities to issue orders and directives in the
name of the JCS, the CCG has no such authority to aet in the pame of the
Secretary.

(U} The composition of the Crisis Management Council has been a
tople of discussion between 0OSD and the Joint Staff. The 0SD view (which the
Evaluation Team shares) has been that it should consist of the Secretary and
Deputy Secretary of Defense, the two uunder secretaries, the ASD(MRASL), and
the Chairman of the Joint Chiefs of Staff - with other 0SD principals and the
Service Secretaries attending at the request of the SQapat:ary, and a8
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appropriate to the issues on the ageanda. ‘The Joint Staff view has been that
it should consist of only the Secretary, the Deputy Secretary, and the
Chairman. For the purpose of the exercise it was decided that the Chairman
would advise the SecDef separately and would not be included in the Council.
The Council met three times, in one instance chaired by the Secretary and in
the other two by the Deputy Secretary. In addition to the 0SD principals, the
Service Secretaries were invited to attend, in part for orientation. The
primary issue at the first meeting concerned the security assistance priori-
ties to be addressed at an exercise Nationmal Security Council meeting that
evening, The second meeting, also in preparation for an exercise NSC meeting,
addressed issues relative to the support of full mobilization (health care
personnel requirements, civilian manpower and military dinductee ceilings,
Mater Urgency List (MUL) revision, and aupplnéntal funding for industrial
production). The subject of the third meeting was critical bhealth care
resource shortfalls in the context of the exercise acenario.

(U) With regard to the oconduit for JCS (or CJCS) advice to the
Secretary of Defense, the Evaluation Team believes, as does the Joint Starf,
that the initial advice should be a matter for direct interaction between the
JCS (or the Chairman) and the Secretary. However, for many issues on which
advice is thus provided, 1t ia likely that the SQQéecary will turn to his
principal OSD advisors as well, Should they have views ¢or recommendations
different from those of the JCS, it seems essential (particularly when
national security is at stake) that the Secretary bring the two sides together
3o that each can consider and respond to the othert's poéi:iona In addition,
there are likely to be inatances in a crisis in which the Secretary wil_l need
dnmediate advice from his military and civilian principals, and time to
fully develop JCS and 0SD positions is not available, It 1is in these two
situations that the (MC can usefully assist the Secretary in formulating his
decisions or recommendations to higher authority, and the Team belleves that
the participation of the CJCS or his persomal representative would be
abimlut.ely essential in providing fully-rounded advice. Issues such as those
discussed in the (MC meetings during PROUD SABER simply cannot be adequately
addressed in the absence of the joint military voice.
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/ Joint Staff support to the CMS boards and committees was
excellent in the manpower, logistics and materiel, and health affairs areas,
It was inadequate in the politico-military area, with no representation at nne"
key meeting of the Policy Guidance Committee at which chemical weapons policy
was addressed, and only 0-6 level representation at meetings of the Politico-
-Military Board. Joint Staff representatives to the Crisis Coordimation Group
were not available full-time, and therefore did not contpibute substantially
to the interactions between the Joint Staff and 0SD.

J In PROUD SABER, the deployment progress information provided
to OSD by the OJCS was minimal. The Evaluation Team believes it essential
that key members of the 08D staff be given more information on the status of
military operations., Certainly, international political problems will be
encountered that will require action by the State Department or the White
House. DoD advice will be needed, and the conduit for such advice is the OSD
staff. Resource problems that require action by the OSD staff y:l.ll be likely
as well; e.g., transportation problems that dictate requests for additional
civil or internationmal strategic 1ift assets, or airlift routing problems that
require State Department asaistance in securing additional overflight and
landing rights. The Team strongly recommends tliat the OJCS provide to the OSD
staff the information it needs to carry out its responsibilities for policy
development, interagency coordination, and support of military resource
requirements during crises.

2.3.2 (U) ole o he O 0 security assistance decisions

PROUD SABER was the first exercise that has delved extensively into security
assistance priorities in a major crisis. What to do with the materiel in the
Foreign Military Sales pipeline faced the players with decisions as to rela-
tive priorities, both among recipient nations and between them -and our own

military forces.

*

The primary deficiency noted with regard to OJCS involvement
in security assistance decisions was a failure to consult adequately with the
CINCs in the development of JCS recommendations to the NCA, The CJ;NCs, who
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administer the FMS Program to countries within their theater boundaries, are
in ‘the best position to Judge the military needs of those countries. Their
recommendations not only should be scught, but should weigh heavily in deci-
sions concerning the redistridbution of security sssistance materials. = The
failure to involve the CINCs in security assistance matters during PROUD SABER
was due perhaps to their very limited level of participation. - However, player
actions should not be constrained by the fact that organizations with which
they would coordinate ip an actual situation are not playing. - If the proper
course of coordination would in an actual situation imvolve those non-
participants, the exercise control staff should respond on their bebalf.

2.3.3 l Medical resource problems, In an exercise meeting of the

Crisis Management Council, the Deputy Secretary of Defense categaorized the
medical care situation on whicllm he was briefed as a "war stopper.™ The brief-
ing postulated a capability to handle only 1 in’'10 surgical casualties should
the situation evolve into a NATO conflict. Several factors contributed to
that estimate, the primary being the shortage of surgeons for farward opera-
ting hospitals. In addition, even if the surgeons were available, there are
not sufficient medical wmateriel and. supplies to satisfy wartime demands.
Other problems exist with regard to standardization of medical units and
equipment . among the Services. Notwithstanding the lack of resocurces for a
NATO scenario, there vere also shortfalls in medical support for the RDJTF in
Southwest Asia and for U.S. Farces in Koarea. Only ope additional field hospi-
tal could be mustered for Korea. At exercise termination, bospital support
for the RDJTF had not yet been deployed because the airlift requirements had
pot been programmed into the OPLAN TPFDD. In addition, there were no hospital
ships available to support the RDJTF.

, w The lack of medical capability can affect the outcome of a
confliet Jjust as aurely as can the availability of airplanes, tanks, and
ammunition. It should be given greater visibility im JCS estimates of opera-
tional capability, and a considerably higher priority by the Services in terms
of programmatic actions to reduce the shortfalls.
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2.4 (1)

2.4.1 ( Geperal, FROUD SABER and the two previcus mobilization and
deployment exercises have provided little insight into the effects of JCS and
NCA decisions at the theater level; nor do any of the current major exercises
provide for a realistic interaction between the CINCs and the JCS. In the
mobilization exercises, CINC participation generally has been limited to
response cells that inject pre-agreed information and requests into play to
stimulate decisions by player staffs in the Pentagon. The focus has been on
the mobilization process within CONUS, and the movement to-and outloading of
forces from CONUS FOEs. The biennial JCS-sponsored regional command post
exerclses, because they normally focus on the support of a single theater, do
not bring out the prioritization problems that would be likely to face the JCS
in a real situation. In these exercises, the CINC usually gets what is called
for in his plan. The potential for any military confrontation involving
U.S. forces to spread to other parts of the world would probably cause severe
perturbations in ‘the TPFDLs of all the CINCs, since there are insufficient
forces to support all requirements copcurrently. In the third major
category are the blennial NATO-wide WINTEX/ CIMEX exercises. In these exer-
cises, because of international political considerations, SACEUR normally gets
the forces promised in the Defense Planning Questionnaire (DPQ), and generally
on schedule according to the reinforcement plan. - So, again,‘ the. competition
for resources among the theater commanders does not surface in a subatantial

Way.

{U) Given the characteristices of the latter two - types of exer-
cises, it appears that the blennial mobilization and deployment exercises
provide the best yehlcle to realistically examine the critical interfaces
between the theater commanders and the JCS, The Team recognizes the difficult
scheduling problems that have precluded effective CINC participation in the
past three such exercises. However, tﬁa Team strongly recompends that a
way be found to bring the CINCs into them fully in the future.
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CHAPTER ‘3. ADEQUACY OF MANAGEMENT INFORMATION SYSTEMS SUPPORTING THE JCS 415]

3.1 ﬂ Geperal. PROUD SABER provided positive indications of progress in
correcting problems that have plagued the WWMCCS Intercomputer Network (WIN)
‘in previous exercises. The performance of the WIN was aubstanbial‘l,v improved
over that in NIFTY NUGGET and PROUD SPIRIT. The Army used WIN as a Primary
means of message traffic from the Army Operations Center in the Pentagon to
all the subordinate Armmy commands and to the component commands overseas, The
down-time of the system was very low -- comparable to that of the AUTODIN
system -~ and most of the problems were related Lo human error rather thap
equipment malfunctions. The Air Force experienced similar success. However,
except for the (simulated) prolonged loss of communications with Osan Air Base
following a Narth Korean chemical attack, it was the Team's overall impression
that corisis-related DoD communications and information systems were not
greatly challenged by the exercise, primarily because of the low level of play
by the theater commanders. The readers of this report should thus be cay.
tioned against concluding from PROUD SABER that these systems are now in good
shape. It is important that the actions underway to correct known problems
continue to receive the strong backing of the Services and the JCS.

(U) In that regard, the Evaluation Team 1ia encouraged by plans for
the WWMCCS Information System (WIS), which, over the period of the next 7 to 8
years, will revanp the WWMCCS by totally replacing the current hardware. and
software. The Team emphasizes, however, that WIS requirements will be driven
by the new JOPES, and that the latter must allow for senior-level involvement
as noted in Lppandilx B.

3.2 (V) The oin Operation Planning and  Exe lon System OPESY. The
JOPES, now. under development, will eventually replace the JOPS, the JDS, and
major portions of the Joint Reparting Structure (JRS). A JOPES Users Group,
reporting to the Operations Planning Steering Group headed by the Director,
Joint Staff, has developed the JOPES Required Operational Capability (ROC)
statement, and is proceeding with the development of the JOPES Master Plan.
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It is critically important that the Chairman, the Service Chiefs, and other
senior members of the OJCS involve themselves early in the development of the

Master Plan and that they contimie to be involved until fully satisfied with

the system design and performance reguirements.

3.3 (U) Intelligence Information . As a general observation, it seems cer-
tain that oritical intelligence information would be flashed individually to
the Chairman, the Service Chiefs, and other key members of the OJCS at the
time it is received in the Pentagon. In actual crises, the detailed repeti-
tion of such information at meetings of the JCS (as is the norm in exercises)
would seem & poor use of their time; in fact, some of the very critical infor-
mation presented in the PROUD SABER nmeetings was several hours old. Only a
qQuick review of infarmation previcusly provided to the Chiefs, along with any
new information and fresh assessments is needed. The Team recognizes that
this was an exercise, and that formal intelligence updates at JCS meetings may
be the only practical solution, considering other commitments of the Chiefs.
On the other band, their time might better be spent reading a 1=or 2-page fact
sheet before the meetings, rather than receiving a lengthy intelligence
briefing during the meetings. Ve recognize that it is important for the
subordinate echelons of the Joint Staff and the Services to receive daily
intelligence updates, but those could be provided in some other way.

3.4 (U) Modern Management Aids . During PROUD SABER, the Army Staff experi-
mented with secure teleconferencing with the ﬁadm Army commands during daily
briefings for the Chief of Staff., It was an audio link only, but the commap-
ders of FORSCOM, TRADOC, etc., were able to participate on a real-time basis
during the briefings. In like fashion, it would seem useful to tie the Ser-
vice and CINC operation centers into meetings of the JCS. It would signifi-
cantly expand the expertise available to respond to the Chiefs' questions, and

would provide the Service and CINC staffs a "heads up" on decisions coming out |

of the meetings, as well as on issues to be worked.
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3.5 (U) Adequacy of Deployment Information . Early in the exercise, a state-:

ment was made by a senior member of the Joint Staff that up-to-date informa.
tion on the status of deployments could not be retrieved from the data baaé.‘-
He indicat:ed that, ‘in an actual situation, they would phone the appropriate
headquarters for current deployment infarmation. A related problem was high-
lighted during a Navy briefing in which it was noted that one fleet command
was exercising the JDS data base properly, while -another was inputting much
erropeous data. This caused major mismatches in fleet force structure print-
outs, with the data base indicating ships in the wrong locations. 48 a
result, the Navy Staff was forced into a manual information collection and
analysis mode, The problem was attributed to unfamiliarity with the system in
the fleet at fault. It highlights the importance of simplifying data require-
ments and reporting procedures, and emphasizes the npeed for manual capabili-
ties to back up critical automated systems. '
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CHAPTER 4. EXERCISE DESIGN (U)

5.1 l Geperal. The Evaluation Team notes that PROUD SABER 1s the third
consecutive mobilization and deployment exercise in which only the first few
days of the crisis have been tested, The exercises have therefare contributed
little to the identification or understanding of problems that would confront
the Department of Defense and the nation in the later stages of a large-scale
conventional conflict. They have bardly scratched the surface in addressing
wartime industrial ‘production capability, the adequacy of sealift, or the
resource implications of combat attrition. ' ’

£ PROUD SABER 1s also the third consecutive exercise in which the
theater commenders, who are the principal benefactors of the mobilization and
deployment processes, bave participated only in a very limited way. Thus, the
critical interactions with the overseas commands have not been examined, nor
have the problems that will confront the CINCs been identified, much less
realistically addressed. |

(U) On the positive side, PROUD SABER vrepresented a substantial
improvement over past exercises in civil department and agency participation,
Eventually, Congressiomal involvement must be provided, with selscted members
of Congress and/or Congressiomal staffs given an opportunity to deal with deci-
sions they might face in a major orisis. This would also foster a better
understanding of the DoD's need for a balanced program and provide a further
test of the key political assumptions associated with joint operation plans.

4.2 (U) Future Exercises. The Evaluation Team believes that the mobiliza~
tion and deployment exercises .beginning with the Army's MOBEX~T6 bhave contri-
buted significantly to the identification and correctiocn of mimercus U.S. pre-
paredness problems. It now appears that a ®segmented" approach to such exer~
cises should be tried. Aun exercise conducted in three or four ahort segments
over the period of a year, for example, could examine an extended conventional
conflict at selected stages from the pre-hostilities phase through gont‘nct
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termination. Successive segments of the exercise would reflect the course of
events resulting from player decisions during previous segments, Staff analy-

ses would be required following each segment to develop the results of those:

decisions and to update the scenario for the next segment. Such an approach
would not only provide & more thorough test of policies, plans, systems, and
procedures, but would permit the examination of strategies, sirlift, sealift,
and other sustainment ecapabilities (including industrial mobilization and
force expansion) at successive stages of a criais.

The Team recognizes that an exercise of this. type would be an
ambitious undertaking, but believes the benefits would greatly outweigh the
difficulties. And, as noted above, the CINCs must play fully, however the
exercise is designed. )
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The process that results in military operation plans far readying, deploy~-
ing, and employing military forces should serve several purposes:

(1) Provide "on-the~shelf” plans.

(2) Force the analysis and planning required for joint and combined
operations,

(3) Provide capability plans to reveal the areas of greatest potential
payoff for the allocation of new DoD resources, Such plans test the
adequacy of the Defense - program against stated national secupity
objectives. This feedback into the PPBS and DRB cycles is essential
and is the principal means available to the CINCs to bring their
experience and perspective to bear on the DoD planning, programming,
and budgeting process,

(4) Ensure tailored levels of aggregation to permit the primcipals at
each command level to review and discuss Jointly the validity and
utility of the plans and their underlying assumptions as they are
Prepared. This essential revliew process should ioclude the SecDei‘,
the JCS8, and the CINCs.

Objectives 3 and § above are not served at all by the current process, and
the utility of the plans that are produced 1s often severely limited, The
Process lacks flexibility to make changes to meet aciual contingency needs,
and there is virtually no discrimipation in level of plan detail reported to
the various levels of command, ADP auppcrfz systems are quickly saturated
under emergency conditions, and the lack of -modularization of plans makes it
virtually impossible for constructive interaction to take place between the
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SecDef, the JCS, and the CINCas in discussions t_{zat relate the plans, their
underlying assumptions, ‘and their implied capabilities to specific natiomal

security objectives, The preparation of major plans takes far too long, and -

indeed in some cases 1s never completed. The monitoring of plan execution is

extremely ~difficult, particularly at the JCS level, wmaking it wvirtually:

imposaible to anticipate problems and bottlenecks or to track progress,. - Steps
to interrupt and modify plans are inhibited even though such steps may be
eminently desirable,

The planning process must be revised to overcome these shortcomings and to
meet the four objectives listed above.,  The process must be asupported by a
planning gystem that meets these as well as additiopal criteria. The
systesm, to be called the Joint Operation Planning and Execution Syvstenm
(JOPES), is basically a set of definitions and procedures, JOPES, in turn,
will be supported by a management information system (MIS) that includes one
or more ADP systems. The most critical of the ADP systems in the JOPES MIS
will be the WWMCCS Information System (WIS).

The pew process (and JOPES) must provide explicitly foar the receipt of
written, aspecific SecDef policy guidance regarding operation planning. - The
JCS and the CINCs should assist in its preparation, so that the SecDef bas the
benefit of military advice in framing the guidance. One approach would be for
the Joint Staff to prepare the initial draft of the guidance document.

The CINCs must be able to produce initial plans within a reasonable period
of time (weeks, not years), and be able to make refinements quickly following
their review discussions with the JCS and the SecDef. JOPES must permit the
comparison of plan options to assist in this review process, both to refine
military strategy and to show explicitly where capabilities reflected in the
resource-constrained plans could be markedly improved by the allocation of
additional DoD resources in the interest of meeting national security objec-
tives. .
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Under emergency conditiocps, JOPES must pémit the rapid modification of
plans to suit specific actual contingencies, probably within hours, and in the
process affard the real-time interaction of the SecDef, the JCS, and the CINCs'
at a level of detail appropriate to this highest command level. Similarly,
JOPES must permit the rapid creation of new plans under emergency conditions
for "no~plan® situations,

JOPES must also i:emit the moxiitwing of events as plans are executed,
reporting to each level of command (up to and including the JCS and the
SecDef) the level of detail that permits each command echelon to take action
appropriate to that level of command., Formats for presenting such information
must be worked out in advance and standardized so that both the commanders and
action officers are fully familiar with them and to ensure that maximum
advantage can be taken of modern ADP support. Emphasis should be placed on
reporting actual progress versus plan, and on developing the ability to anti-
clpate problems, e‘speciauy those requiring priority Jjudgments on  the
allocation or reallocation of rescurces.  In that vein, JOPES must faorce to
the surface issues involving the competition for resocurces (especially under
"multiple-plan® situations) in such a way that the CINCs, the JCS, and the
SecDef are able quickly ‘to revise military strategy to best apply available

_ resources to the developing contingency or series of contingencies.

No plan must be 8o complex or so obscured by detail that commanders
(including those at the highest level) are inhibited from interrupting or
modifying its execution. JOPES also must not call for & level of plan detail
(at any command level) that taxes either the capability of ADP systems support
or the human capability to use it. No plan can perfectly match the contin-
gency that later develops; thus any plan will be at best an approximation of
the plan that is ultimately needed, and it is therefore sensible to  set
criteria for JOPES that accept approximate accuracy and that do not demand
exquisite detail. The force module must be one of the key ingredients in the
new JOPES, both for the creation of basie operation plans by the CINCs and for
the development of movement plans by the JDA and the TOAs.
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The planning guidance issued by the Secretary of Defense 'should be policy
guidance, should be updated and reissued as often as necessary, and contain
the following kinds of information:

(1

(2)

(3

(%)

A prioritized 1ist of contingencies in which the SecDef i3 esvecially
dnterested and for which the SecDef wants plans orepared. There

should be no implication that the list is necessarily exhaustive or
dispositive of all comtingency possibilities. The JCS and the CINCs
should be free to create additional plans for situations they consi-
der to be important.

[}

€ *

¢ ans

A

This date is not merely a deadline; it has the major effect of speci-
fying the force and supporting resources that the CINCs should assume
are available from the standpoint of the overall Defense program.
This is npot an alloeation of farces since that 1s ‘largely a JCS task
(with NCA oversight), but rather a clear instruction that operation
plans are to be capability plans (not requirements plans)  and thus
capable of being exécuted with the resources available on the date
specified.

0 na ona 1= oh. e BY 0 [ “3¢ LEeh 3758 4

These should be in sufficient detail to enable a field commander to
develop matching plans,

A _set of assumptions and ground rules. These should provide informa-

tion on key factors or decisions that are primarily political in
nature and which the military leadership should not be asked to
surmise. Examples of such policy guidance are:

-~ The conditions under which conscription would be reinstated and
other manpower mobilization steps taken;
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-~ the conditions under which varicus national emergencies would be
declared and the authorities that would flow therefrom;

-~ the conditions under which allled participation eoﬁld be experted
in combined operations; and

-~ assumptions regarding basing and overflight rights,

i se O f seenarios he a8s0 ated riith N8 _continrencies iisteq.,
These should develop further the circumstances under: which planning
temm:insomcsia.'.i might develop.

- (5)

With the SecDef guidance in hand, the JCS should furnish guidance to the.
CINCs via the JSCP, and the CINCs should then prepare or update their plans in
accordance with JOPES procedures, The CINC plans, accompanied by transporta-
tion feasibility plans, should then be submitted to the JCS for review and for
more detailed transportation planning by the JDA/TOAs. The JCS should hold a
planping conference during which the CINC personally briefs the JCS on his
plans. Based on this review, refinements should be made by the CINC, a final
review conducted by the JCS, and a joint conference held with the Secretary of
Defense, This is a critical opportunity for the SecDef not only to judge the
responsiveness of the planning process in terms of meeting his guidance, but -
also to be directly involved in ratifying the plans and -~ in the process --
developing confidence in both the plans and (the JC5 planning process. The

" Secretary will also see first hand — through the comments of the JCS and the

CINCs -~ how additional resources applied to critical areas could bring.opera-
tion plans into closer harmony with matiomal security objectives, It ia in
this context that the flexibility to analyze various options within JOPES is
absolutely essential. Only in this way can gaps between the resource-
constrained ecapability plans and natiomal security obJectives be fully
revealed, quantified, and remedied in the interests of military prepmdnasi.
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APPENDIX C

An Egergency Actlon Package
Lor

Evacuation of Noncombatants

The attached EAP, though prepared for OSD staff use, is the type of "on
the shelf® action package the Senior Evaluation Team belieyes is needed to
facilitate the 0JCS staffing process for major crisis actions,

Page determined to be Unclassified
Reviewed Chief, RDD, WHS
IAW EO 13526, Section 3.5

Date: DEC 3 1 2013

c-1

UNCLASSIFIED




UNCLASSIFIED

THIS PAGE INTENTIONALLY BLANK

Page determined to be Unclassiﬁed
Reviewed Chief, RDD, WHS
1AW EQ 13526, Section 3.5

Date:  pec g 1 2013

C-2

UNCLASSIFIED

N EEBREEBERERREEEIE S




|
|

UNCLASSIFIED
NO OFJECTION TO
ULL RELEASE W/
ONCURRENCE OF :
cs S
ETURNED TO ORIGINATING
GENCY - DOD

OSD EMERGENCY ACTION PACKAGE #16
EVARCUATE NCNCOMBATANTS

SEPTEMBER 9, 1982

Page getermined to be Unciassified

Reviewed Chief, RDD, WHS

1AW EO 13526, Section 3.5
Date: pEC 3 12013

FREPARED FOR
THE DEPUTY UNDER SECRETARY OF DEFENSE (POLICY)

UNCLASSIFIED




UNCLASSIFIED

Page detarminéd to be Unclassified
Reviewed Chief, RDD, WHS
IAW EO 13526, Section 3.5

Date:  pEc 3 1 2013

CONIRACT NUMBER: NAQ01-~-79-C-0438

NAME OF - CONTRACTOR : ) Systems Research and
Applications Corporation
Suite 245

2425 Wilson Boulevard
Arlington, Virginia 22201
Tel:  (703) 558-4700

CONIRACT PROJECT DIRECTOR: William K. Brehm

CONTRACT EXPIRATION DATE: May 31, 1983

UNCLASSIFIED




7 oo o g

‘“

UNCLASSIFIED

0SD EMERGENCY ACTION PACKAGE $#16
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0SD EMERGENCY ACTION PACKAGE #16

EVACUATE NONCOMBATANTS

FCRBWORD
NOTE:" This "foreword” is for staff use only. It is not

" Intended to accompany the decision package forwarded to
the Secretary of Defense.

This Bmergency Action Package — one of a series - is an illustrative
model of a document that would be submitted to the Becretary of Defense in a
time of crisis for his decision on whether to recommend the evacuation of
U.S. and selected alien noncmba:ttants frun overseas crisis areas,

The model itsélf is intended only as a prototype that could save
valuable time in the drafting of an actual document, tailored to the
specifics of an actual crisis.

Noncombatant evacuation is closely linked to other crisis issues,
especially those dealing with the implementation of military plans and
augmentation of DOD strategic lift. Thus, it is important to address the
evacuation issue in the context of related crisis measures that have already
been taken or are under caisideration. The table on the following page lists
these other measures, and describes their linkage to an evacuation decision.
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OTHER CRISIS ACTIONS LINKED TO NONCOMEATANT EVACUATION

SUBTECT

n———————

Provide DOD guidance for
crisis response

Inplement military plans

Obtain civil stratetgic lift
augmentation

Suspend movement to designated
overseas areas

iv

LINK TO EVACUATION
Sets political and military

context in which an evacuation

decision must be reached.

Evacuation concurrent with
major deployment operations
could affect deployment
schedules. On the other hand,
continued presence of U.8.
noncarbatants in a threatened
area could adversely affect
plans for the employment of
U.8. forces.

An evacuation decision might
increase the requirements for
such augmentation,

Ceuld precede ar accompany a
decision to evacuate non~
conbatants.,
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Revision No.:
Date:
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OSD EMERGENCY ACTION PACKAGE #16

EVACUATE NCNCOMBATANTS
1. Background.
The situation in [area(s)] has reached the point where the

threat to U.S. noncombatants {and if applicable, the impact of their presence
on military operations) dictates consideration of their evacuation. [NOTE:
Provide a synopsis of the threat to noncombatants and the potential effect of
their presence on military operations,] " .

Figures 1 and 2 provide the estimated nunbers of U.S. noncombatants in
the area(s) of immediate and potential threat, respectively. Also shown are
estimated numbers of aliens that the U.S. might be called upon to evacuate.

2. Authorities and Responsibilities. This section describes broadly the

authorities and responsibilities for the emergency evacuation o:E
noncombatants and for their reception and assistance in CONUS or other safe
havens.

Executive Order 11490 assigns to the Secretary of State the overall
responsibility for developing plans for the protection and evacuation of
American citizens and nationals abroad and for safeguarding their property.
Thé Secretary of State has delegated basic authority and responsibility for

:

implementing evacuation plans to Chiefs of Mission and principal diplomatic
officers. Bach Chief of Mission maintains a country evacuation plan.
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NONOOMBATANT EVACUEES

FIGURE 1. POTENTIAL DOD OTHER U.S5,, & ALIFN
IN AREAS OF IMMEDIATE THREAT
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Potential Alien Evacuces:

- Date:

GRAND TUTAL
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Nationality "a"
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A FIGURE 2. POTENTIAL DOD, OTHER U.S., & ALIFN NONCOMBATANT EVACUEES
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The Secretary of Defense is responsible for advising and assisting the
Department of State in planning for the evacuation from overseas areas of
dependents, and U.S. teachers, administrators, and other U.S. citizens
working in dependent schools. [If pertinent, it should be mentioned that, by
joint agreement with the Department of State, the Secretary of Defense also
has primary responsibility for carrying out the evacuation of DOD-sponsored
noncobatants from the Federal Republic of Germany, and of all U.S. citizens
from West Berlin, Guantanamo Bay, and the Panama Canal.} Theater and Service
component. conmanders and the Military Airlift Command maintain plans for
assisting in noncombatant evacuation operations. DOD sealift assets may be
employed as well. .

The Under Secretary of Defense for Policy has the lead in developing
advice to the Secretary of Defense on the need to evacuate noncombatants. The
Joint Chiefs of Staff, through the theater conmanders, are responsible for
managing DOD evacuation cperations. Except under a declared national
arergency, mo is responsible for receiving and assisting evacuees it had
sponsored overseas upon their arrival in CONUS. The Department of the Army is
the DOD Executive Agent in carrying cut that responsibility and is assisted
by the other Services as necessary. Other OSD offices are involved in the
decision and implementation processes as indicated in Appendix A.

If the evacuation is conducted under a declared national emergency, the
Department of Health and Ruman Services (DHHS) is responsible for receiving
and assisting all evacuees upon their arrival in the United States. In cases
in which evacuees are removed to safe havens other than CONUS, the State
Department is responsible for coordination with host governments for their
support. .
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1. Do not evacuate noncombatants.,
2. Evacuate U.S. noncombatants on a voluntary basis via commercial
carriers (using scheduled and chartered lift).

3. Evacuate, on an emergency basis, all U.S. and selected alien
noncanbatants from area(s) of imeﬁiate threat, using all available civilian
(including CRAF) and military airlift.

4. Evacuate, on an emergency basis, all U.S. and selected alien
nonconbatants from areas of both immediate and potential threat, using all
available civilian (including CRAF) and military airlift,

b. Implications of Alternatives. ([Note: This section should briefly
address each alternative in terms of the risk to nonconbatants, international
and domestic implications, and effect on military operations (if applicable). |
For example, the following discussion might apply in the early stages of a
European crisis that could evolve into NATO-Warsaw Pact hostilities.]

1. Alternative 1: No Evacuation. U.S. noncombatants in the vicinity of

milita::y installations and along likely enemy avenues of advance would be in
grave danger in the event of hostilities. Substantial loss of. life could be
expected. In addition, the presence of U.S. noncombatants in cambat zones
could lower the combat effectiveness of our forces. Should the enemy succeed
in ‘penetrating U.S. and allied defenses, large numbers of U.S. noncambatants
might be taken hostage. The increasing demand for evacuation indicates that
this alternative may be unacceptable to the Congress and the public. On the
positive side, a decision not to evacuate noncombatants now could have a
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stabilizing effect cn the crisis to the extent that potential adversaries
would interpret such decision as a sign that the U.S. does not consider
hostilities inevitable. A stay-put policy for U.S. noncombatants could also
be interpreted by the Allies as a commitment to “"share the risk", and should
reduce the pof;mtial for panic among the host nation populace. It would also
permit U.S. reinforcement plans (if implemented) to procede on schedule,
without the complications inherent in evacuating noncombatants aboard
aircraft that are shuttling troops and supplies to Burope.

2. Alternative 2: Voluntary Evacuation. This alternative would reduce
the U.S. noncombatant populaticn and demonstrate concern for their safety
without sending potential adversaries a signal that the U.S. considers
hostilities inevitable. Significant numbers of noncombatants are likely to
opt for evacuation. Should involuntary evacuation later became necessary, the
reduction in evacuees would lessen the potential for disruption of
reinforcement flow and conbat operations. On the negative side, substantial
nurbers of noncombatants would remain at risk and, should hostilities erupt
prior to their evacuation, would face the same dangers cited for Alternative
1. For this reason, the Congress and the public may consider this ‘alternative
an inadequate response.

3. Alternative 3: Involuntary Fvacuation from Areas of Immediate
Threat. This alternative would evacuate noncombatants from areas in which
combat would be likely during the initial "X" days of hostilities. By
stopping short of a complete evacuation, it should signal U.S. resolve
without necessarily being perceived by potential adversaries as a sign that
the U.S. considers hostilities inevitable. The Congress and the public might
consider this an acceptable alternative at the present time. On the negative
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side, a large-scale evacuation could spur panic among the host nation
populace, which in turn could threaten the safety of the evacuees and
interfere with U.S. and allied military preparations. [If the evacuation
were to be carriad aut using returning military airlift during a large-scale
deployment of U.S. forces to the region, the extent of the interference in
the deployment should be stated.]

4. Alternative 4: Involuntary Evacuation from Areas of Both Immediate

and Potential Threat. This alternative offers the best ‘chance of completing
the evacuation under peacetime conditions, and could be expected to have the
solid support of the Congress and the public. However, each of the negative
implications cited for Altemai:ive 3 would probably be magnified. [As for
Alternative 3, if the evacuation is to be carried out concurrently with |
deployment operations, the extent of the interference in the deployment
should be addressed.]

4. Summary of Interested Parties' Views. [Note: This section states which
alternative each interested DOD and Federal civil organization supports and,
unless the recomendation is unanimous, the organ‘::.;étim’s reasons for -
proponency of that alternative.] Example:

Alternative 1 ~ No support.

Alternative 2 - No support in DOD; However, DOS favors. They feel that
voluntary evacuation will result in a substantial reduction of noncombatants
in areas of greatest threat without causing widespread panic in host nations
or further destabilizing the international situation.

Alternative 3 - All (except DOS) support.

Alternative 4 - No support now, but all agree that expansion of the area
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to be evacuated should be considered if the situation takes a drastic turn
toward armed conflict.

5. Decision.
Alternative approved:

Modification as follows:

Signature and Date:
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0SD EMERGENCY ACTION PACKAGE #16
EVACUATE NONCOMBATANTS
APPENDTX A - DECISTON DOCUMENTS

(Note: Two decision documents are required., The first is a Secretary of
Defense memorandum to the Secretary of State cutlining his recommendations on
the evacuation issue. The second is a Secretary of Defense memorandum to the
Joint Chiefs of Staff and the Services cutlining DOD support to be provided
in implementing any evacuation measures ordered by the President.)
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APPENDIX B ~ DECISION AND ACTION PROCESS SUMMARY

STEPS -~ ACTIONS OFR
Assess threat - to noncombatants JCS
Determine potential numbers of USD(P)
evacuees
Review and update noncombatant XS
evacuation plans
Determine airlift, sealift, XS
and other special requirements
{e.g., medical care) to support
an evacuation
Assess military implications Js
of evacuation alternatives
(effect on deployment schedules;
effect on military operations)

Assess international political UsD(P)
implications of evacuation
alternatives
Determine legal implications Gen, Counsel
of mandatory evacuation
Determine status of plans for ASD(MRASL)
reception of evacuees in CONUS
Determine availability of UsSD(P)
safe havens, if needed
Review this EAP for conformance USD(P)
with current law and policy
Camplete draft decision paper USD(P)
B-1
UNCLASSIFIED

SUPPORT

ASD(ISA and/or ISP) with State
DIA

ASD(ISA and/or ISP) with State
X8
Services

ASD(MRAKL)
ASD(ISA and/or ISP)
Services

Services
Services

ASD(ISA and/or ISP) with State
DIA

Services

Army with DHHS

ASD(ISA and/or ISP) with State
General Counsel

ASD({MRASL)
ASD(ISA)
ASD(ISP)
General Counsel
X8

Services
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12. Review paper,as necessary, USD(P) IAW EQ 13526, Section 3.5
before Policy Guidance Committee, Date: :
Politico-Military Board, and DEC 3 12013
Crisis Management Council
13. Obtain SecDef decision USD(P) Xs
14. Forward SecDef tmhdatims Uso(p)
to State
15. Obtain Presidential decision State SecDef
16. Coordinate with State Depart- USD(P) xs
ment concerning (1) evacuation ASD(ISA and/or ISP)
plans and (2) negotiations with ASD(MRALL)

foreign governments for (a) assist-
ance in protection and evacuation
of DOD-sponsored noncarbatants .
and their property, (b} safe havens,
and (c) transit and overflight
rights

17. Coordinate with DHHS concern- Army X5
ing plans for reception of '
evacuees in QONUS

18. Issue evarustion warning order Js
19. Alert local military and civil Army Other Services
' authorities in the U.5. as to (with DHAS)

potential munber of evacuees

and reception gites. Establish
coordination with local author-
ities and agencies near reception
sites (cammunity services, housing
authority, Red Cross, etc.)

20. Issue evacuation execution X8
order
2l. Manage the evacuation 38 CINC§
- Services
22, Manage, support, or monitor Ay Other Services

the reception of DOD evacuees
in CONUS, ‘as appropriate

B~2
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APPENDIX C ~ DECISTION AND ACTICN PROCESS FORMATS

NOTE: This appendix does not accowpany the decision package forwarded to the
Secretary of Defense. It is intended to help the OSD staff by providing 1)
formats for the collection of data needed to build the decision package, and
2) formats for collecting information and updating the Secretary and other
08D principals on evacuation progress. The data collection formats will also
provide useful backup information with which to answer detailed guestions
during briefings.

FORMATS

1 = Categories of Potential Evacuees

2 — Evacuee Ports of Embarkation

3 .— BEvacuee Ports of Debarkation

4 — Evacuation Safe Havens

5 — (Area) Evacuation Status as of (Date)
6 — Evacuation Status Summary as of (Date)
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FORMAT 1. CATHGORIES OF POTENTIAL

IOCATION

CATEGORY

ul

L1l

i

DoD Dependents

R R Y B
¥ % 8 8§ ¥
ROE R OB OE OB
X K % o# § &
¥ 8 8 80§ B
X8 ¥ M § H
Pl o
g § 8 éga
548 4 g'é
8y y g E%
g § 43
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DAILY CAPACITY (INDIVIDUALS)
3000
— 4
XXX
KX
o0
00K

{CONUS )

TOTAL

EVACUEE PORTS OF DEBARKATION

FORMAT 3.
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