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The Clairsaan, Joint Chiefs of Staft, asked a t.eam of retired senior 

military officers and a fOZ'mer assiStant secretary of defense to observe and 

report on Exerc1se PlaiD SABER 83. 

General Walter T. Kerwin; USA(Ret), ~b.a1re~ the Team. Tbe members of 

the Team are lbted in Appendix A. They are unad1Jlclua in their support of 

the Team's conclusions as represented 1n rb18 report. 

iii 

w~:'}-:- )~ -
WALTER T. KERWIN. Team Cba1rsaan 

WILLIAM t. BREHM, SRA Corporation 
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CHAPTER 1. INTRODUCTION CO) 

1.1 (0) Clntrll ft;i.storY and StatuI gr II,s. Hob1liptign Pr:eparedmUil'. 

(U) NIlTY rmgt - tile first Mjgr eurdse, ExerCise HIlTY NUGGET 78 

and 'its cOllpanion civil exercise, REX-1St tound the United states unprepared 

tor a Mjor lIobilization, as expected. SbortooJB1ngs elisted both in resources 

and in eJBersency plannina and uDas_ant. The ddl and lIilitary leader8bip 

thus besan the d1tticUl. t task ot bUildina a lIodern JIObil1zation capability. 

At DoD, all orsanizational levels initiated steps to improve JIObllization and 

depl01Jl8nt plannina and _DIs_ent. The DoD Mobilization and Deployment 

SteerinsGroup was established to review progress. 

(0) Jgint Chiell gr Stirt ~Dlt~t,yel. The JCS created the Joint Deploy· 

lIent ASelloy. and later. realiped the Jo1nt Statt to centrallze JIObllization 

plannins within J-JJ and expand the 1'01e ot the J-3 in joint operation plan­

nina. The J-3 evaluated the Joint Operati-ons Plannins System (JOlS), yali­

dated the shortooJl1ngs ident!-!"ied in the exercise, and initiated a red_ian to 

provide a new system that will be both lIOl'e COllprehensive and 1I000e flexible.­

the Joint Operation Plannina and Execution System (JOPES). 

(0) Drage gr the Secretary Of Defemse iniUitiyes. OSD, f1D\1ins itselt 

unprepared to pertorll its crisis JBanas_ent 1'01e and lacking even a clear 

detinition ot _ersency maDasaaant functiOns, began by develoPing a lIobiliza­

tion plan. 080 then undertook a serious· effort to develop a crisis lIaDas_ent 

sYlteaa, recognizins that-whereal the OJCS and the Services bad spec$al operat­

ing procedures tor crises and periodicallY practiced them, OSD bad none. Cri­

sis maDls_ant 1'01ea have now been defined, lead and supportins responsibili­

ties have been drafted, a staft coordination process bas been. dea1ined to 

facilitate decision-lDak1na in lllajor crisiS situatiOns, and eIIIerseilc1 action 

~checklists are be1ns developed. 

(0) Federi;\' leu.1. 'OU'iUXU. F!BA, with Wb1te HCIlse backing. bas sUm.-­

ulated lIob1lization preparedness planru.na BIIIon8 the civil departllents and 

aSeDc1es. Tile NSC staff formed an interaaeocy Mobil1zation Plant,11ns Study 

• • 
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Work1ug GrouP. under. whose auepioee the development of a Federal Muter Mobi­

l1zat1on Plan was be81n. DoD and Fall are cooperatina to aprove the pre­

paredDe .. planniug and _nalement interfaces betwe .. the two organizatiOD8. 

In 1981, the President formally established the Emergency Mobilization Plan­

niug Board. oha1red by IUs National Security Advisor, to over.e Federal 

mobilization preparedDe~s activities. 

~ Resgytce PrgbleM. In the resource area, PROUD SPIRIT in 1980 and 

PROUD SABBH again in 1982 demonstrated that larse shortfalla in materiel and 

support continue to inhibit ttle capability to deploy and austain our major 

conventional torces 1D combat in a marmer consistent with aational security 

obJect1ves~ Several of the .. shortfalls could be ·war stoppers-. For exam .. 
ple: 

o IQd\Ultr1al gapagUX. The U.S. iDduatrlal baae cannot .. et critical 
early demands for lII1litary equipment 111'111 ammunition. Most 'item. 
would require aix months to two years .to reach adequate production 
levela. 

o war reserve a!;ocul' 1."ls. War reserve stocks are far short 
of the levels needed to satisty' demands until the induetrial baae 
caD reach sustaining rates. 

o· Resene CompoUQt reagipess. Tile Beserve COII1ponenta, particularly 
the around combat anUI, are far short ot the eqUipment needed to 
maintain train1na and deployability objectives. 

o Med1,gal oare. A shortase of aurseona and a lack of theater medical 
materiel resources sUSlesta that only , in 10 sur81-cal casual ties 
could be adequatel1 treated in a -Jor Om-WlII"saw Pact coDtl1ct. 

o POL diaSir;Lbytion. The ships, veb1cles, and facilities avail.able to 
supply torward operat1na torces in a bare-base environment such as 
Southwest Aaia are tar short ot requirements. 

While theae aupport shorttalls are well kuown 1D DoD, the prosrllllJllina and 

bu~et1ns process atill emphasizes the procur .. ent of major end-it .. s at the 

expense ot a balanced capability. The uew, higher levels ot major it .. pro­

our .. ent are likely to exacerbate rather than to relieve the 1IIbalance pro­

bl .. s. 

2 
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1.2 (U) furpos, and Sggpe of the JeS PRQUD SABER EyaluatiQD. The ChaiT­

man, JCS, asked the Senior Evaluation T~ to foous on two management i8-
sues: 

1) The effeotiveness of the JCS Crisia Aotion System (CAS) within tbe 

national system for orisis manag.ent; and 

2) The adequaoy of existing management intormation 8ystems in provid­

ing the lOgisttcs information needed by the JCS in a crisia. 

The Tea. restricted its ooverage of exeroise activities to the Washington 

area. For that reason, and because partiCipation of many major Joint and 

Service colllllllnds was 11l111ted, a rigorous assessment of their abil1ty to 

implement major national-level deOisioms was not possible. The Team beld 

disoussioms with mo:st of the Senior DoD exeroise participants, and observed 

the following activities: 

o Meetings of the Exercise Operatioms Deputies and the Exer01se deS; 

o Operations Planners Group COPO) and Logistics Readiness Center 
(LRC) aotivities; 

o Meetings of the prototype OSD Crisis Manag.ept system (CHS)ZI 
council, boards. and comlll1 t tees; 

o OSD Crisis Coord1nation Group (CCG) aotivities; 

o Meetings of the. goveMlllent-wide Emergency Resources Board (EBB) 
chaired by the Director of F&!A; 

o Meetings ot the Exeroise Mobilization Crisis Aotion Group (MCAG), 
which played the role of the National Seourity Council and was 
obaired by a senior member of the NSC Staff; and 

o Service Staff daily situation briefings. 

jJ The Senior Evaluation Team comprises a group of retired senior m1litary 
officers and a former DoD oivilian exeoutive. The Tea., supported by a 
stafr of professional analysts, bas been active in tho planning and evalua­
tion of the series ot major mobilization exercises that began with NIFTY 
NUGGET in 1978. The members of the Team are listed at Appendix A. 

U The CMS was originally called the CriSiS Manag_ent Organization (tHO). The 
eMS is not an organization, but rather a stafr coordination ReogOI'. Thus 
the word ·system" bas been substituted for "organization". 
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In Pursuing its objectives, the Sea1o~ team tocused on: 

o The eftectiveness ot the Joint Statt and the JCS C~i8ia Aotion 
System 1D 8UPPO~ting the onsts IIIlDasement responsibilities ot the 
Joint CMets ot Statt; 

o Tbe abUity or the Joint Statr to anticipate, develop, and present 
the type ot deo18ioo clata needed by the JCS 1D a criaia; 

o tbe adequacy or Joiot plana, planD1ng and iDtOl"mation systems, and 
procedures iD .. tia1)iDS mobUisation and deployment manasement 
neeclai 

o 'l'he adequacy ot the OJes iDteraction. witb OSD, the Serdce Staffa, 
tbe CINCa, the Joint Deployment Asenoy (iDA), and the Transporta-
tion Operating ASeDoiea (TOla); and '. 

o The atate or Ialowled&e ot OJCS peraollllel as to theIr crisIs manase­
llent functiona and tbe plans, procedures, and authorities for 
mobUisation and deployment. 

1.3 ~ 1'bc tJniquI CblU'DD of ,ROUD nUB. PI~D SABEl requued stratal'»' 

and resource deeidona DOt taced in previoua mobiliZation and deplo)'lllent 

ezeroiae8. Wbereas the re1ntOl'cement of Europe wu the major focus ot earlier 

ezeroiae8, PlooD SABEl required the U.S. to respond collOurreDtl)' to critical 

situations io SOuthwest Asta, Nc.-theast Aa!a, and the Caribbean, while con­

t'rontiq a deteriorating situation io Europe. tb1s Sloba! orieotation of the 

ezerci., as ezpected, broupt to the foretront maDJ verJ' diffIcult management. 

problema. 
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CHAPTER 2. EFFECTIVENESS OF '1'BE .JCS CRISIS ACTION SI8rDf (U) 

2.1 (D) Sgmp General Hlakne§ses Afteot1R1 QJCS Crisis KanagvmeDt 

ProparedoeQs. 

2.1.1 (D) Laok ot tamiliarity )lith plOlls. MaDY ot the recolUllendat10na 

of the Chairman's Special Study Croup, contained in their report on the 

Organization ~f the JOint StatrY: have been impl.ented. ICey 1III0ns them, 

trOll the staDdpoint of crisis manas.ent effectiveness, was the 1982 traDafer 

froll the .1-5 to the .J-3 of Doh of the respoaib1l1ty for the r.view aDd 

cognizaDce of joint operation plaDs. The rationale tor that change was that 

the J-3, who has JOint Statf responaibility for managing the implemetttat10n of 

the plaDs, should also have th~ responsibility tor aDd be the resident expert 

concerning their content. 

This is aD importaDt institutiol'lll move, aDd its util1ty is alreaw 

clear in the initiatives now' being taken by the .J-3 orgaDization to improve 

military planning aDd execution. PROUD SABER, bowever, revealed no particular 

improv_ents: in the level of understanding ot .Joint Staff officers (,1n .J-3 or 

elsewhere) resardi_ the content ot OPLAHs. 

Duriq deCision and information briefingS 1n the .JCS Emergency Con .. 

ference Room (ECR), the brieters were frequentlJ unable to answer fundalllental 

questiona relative to the plaDa under conaideration or in the prooeas of bai_ 

illplElllented. Tba t Jli&bt be expeoted if the briefer is not the desk officer 

responsible tor the plaD in question, as was the case sometimes dli1riq the 

exercise. However, in several inatanoes, no one in the ECR <at any level) was 

able to cOile to the aid ot the briefer. Probably the greatest difficulty the 

otficers bave is in aDti01pe.tiq the collpetition BIIIong the CIllCs tor resourc­

eS, aDd then in assessing the impaot ot that collpetitipn in the forll of modi­

fied strategies and plaDs. The Team believes that the two major reasons for 

31 Report for the Chairman, Joint Chiets of Staff by the Chairman's Spe­
cial study Group, IRe Ot:UDizati0D ot tbl JoiDt StiN', Syst.ems Re­
search aDd Applications Corporat10n, February 1982. " 
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this are the comple.z1ty and inflwb.1lUl of the plann1ng IIlstea (and thus of 

the plana ttleaselves), lUld that the Joint Statt as a group does not delve, 

deeply enough into the plans in the pllUl review process. 1'be reasons are of 

course related. The wark on .lOPES wUl help HIIlove the tirst reason, but the 

seoond oan be alleviated onlJ be sreater. 1Dvolvaaent bJ the Joint Staff 1n 

plan review and anallsis. 

Contribut:l.ng to thia problaa alao ia the faot that _veral ot the 

joint plans, particUlarly those used in mobilization and deplopaent elteroiaes, 

are oriente" more toward .slgplo;pment than JUlPIOJlll8nt, and thus do not lal 

out the theater commander's plan tar emploliDS the forces. When a 8ituation 

develops that requires the same torces in two or more aeographioal looations, 

the JCS must undertake the ti ..... consuming process ot aoing back to the CIICs 

tor ttle answers to ·what it. 'questions; the Joint Staft is not equipped to 

help.- Clearly, sreater Jo1nt Statf ezpertise is needed concerning CIIe plans 

tor the aaplo;pment ot asDiIled torces so that, in a criei8, better informed 

juclpenta can be made ool1Oerning the allocation ot tarces among the CUCs. 

OJCS "in-house" expertise coUld be improved by periodic visUs to the CIICs' 

headquarters bJ the cosn1zant Jo1nt Statt plans ot1'1cers tor discussiollS and 

terrain orientations (as appropriate) relative to the CIIC's force aaplopaent 

p1&11s. Alternatively, the CIle's pl~D8ra could _ke periodio visits to the 

JOint Statt to provide detailed orientations on emp10Jllent plana. The ideal 

solution wOlld be to combine ODe or both ot the above measures with an ass1sn­

ment polloy that would have CIRe war planners sene tollOlfooon tours as plans 

otficers on the Joint Staff. To supplaaent in-house expertise in times of 

crisis (and during eltercises), the CIICs should prov1de lla1.aon ot1'1cers to 

the Joint Statf. 

2.1.2 (U) Lagk ot aenior.llyel iAY91yement iO QQQtiosenQX ~lanQ1Di. 

11le d1tficulty ot dealing with CIIC OPLAls is also a sJllptom ot _ltcesalve 

reliance on action otficers. Senior deCiSion-akers, as observed trequentlJ 

ill flOOD SABEB, had to be educated pr&ct:l.callJ trom "square one" each time a 

key deciDon was required CODCel"l11ng the impl.entation ot aD OPLAI. The 

(; 
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senior people, wen briefed in the EeR, bad not. previouslY been confronted 

with, or thousht through, the issues they were asleed to reaolve. Exerc1ll1ea 

are not a substitute for inst1tutiora11zed senior-level involvement 1n the' 

plan rev1ew prooess. The recent develqp~nt wherein the CIRCs are broUsht in 

to br1ef the Cl:I1efa persorall,y on the1r respective OPLANs 1s a major step, but 

a more elaborate procedure 1s needed. A general descr1ption of tbe plannins 

procesa recommended by the Sen10r Evaluat10n Team 1& given at Appendix B. 

2.1.3 (0) Lack Of ,taft preparedn .. , for Gt£sia maOisement. PROUD SABER 

demonstrated that, despite inoreased emphasis on emergency plannins over the 

past four years, the princ1pal Pentagon starfs are still ba810ally unprepared 

to deal with major cr1ses. There was contusion as to the bas1c roles and 

responsibilities of the various statfs (e.g., tIlere was contus10n dur1ns an 

OpsDeps meeting concern1ns the role of the JOint Staff' 1n determining force 

generation requirements); there was Widespreadunf'am1liarity in all the prb­

cipal starfa with the authorities available to the Department of' Darenllle, the 

civil agenCies, the PreSident, and the CODgress in dealing with resource 

matters in an emergency (e.g., some key OSD exeoutives did not know that the 

President can mobilize up to 1 million reservists without prior CODgressional 

approval); there were fev ohecklists available to facilitate cons1derat10n and 

apl_entation of Jllajor criS1s aotions; and statfs vere ~k1l1ed at develOp-

1ng, aslllesa1ns, and presenting options and alternat1ves for various aspects of 

cris1s response. The key to overcomins these shortcominSa is the institut10n­

alizat10n of criSiS managaaent in general, and the preparation of emergency 

action packages. (The latter are discussed below in Section 2.2.2.) 

2.1 • .- (U) The reac;:UYI oatyre of 1;111 JC,a Orupizition. The -rCS must 

be actively involved in the development of' aatioDal policy to ensure that the 

NCA. understands the strategiC implicatiOns of tile competition fo:r limited 

m.1litary forces, eapecialq in a .lll.ult.1.-theater threat environment. The JeS 

must also antioipate the probable need to modify ~tratesy and plans, and 

should adjudicate (largely in advance) probable competing demands. In PROUD 

SABER, the Exercise JCS di4 DOt otten make any clear contr1bution to the 
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development of uatioaal-level POlicy; the Jea tended to wait tar pollcy IUld­

anoe rather than to asslst 10 its developaent. That perhaps could be attri­

buted to farekDowle4ge ot the aere!se scenario, ar to the tact that surro­

satea vere Play1n& the rolea of QJCa pr1Dclpala. But it- _, llare nearll 

refleot the fundamentallY reaotive aature of the .lCS s,st_ 111' orisea 

involV1D8 ~ars .. soale mp101ll.nt ot U.S. farces - a probl. that 1s exacer­

bated by the jo1nt coord1aation prooess involY1D8 the Service. that makes it 

diffioult to develop time1,. and subatant:LYe Joint a:Ultary advice. JOPES, it 

properly conceived and iapl.ented, should provide the a.chant .. to permit. the 

Joint Statf to underatand plana at the agregate level, and thus to antioipate 

issues. It will reaaaJ.n for the Jes to oharse the Joint Staft with the respon­

aibllity tor so do1US, and to give it enoush latitude to develop and analyze 

alternatives under ti __ ursent coaditions. 

2.1.5 ~ _ora 'Gle or ri."j,bUltX. PllOOl), SABER demollBtrate<t. as have 
previoua exerdsea, that the Joint pluniD8 and execution 8,lItema, do I'lo~ 

responcl well to _.lor aid-atrelll\l chans- 1n force deplo,..nt achedulea; ergo, 

the apee.1al 'rPFDl) developed t~ the exel'dse. Aa noted in the Introduct:1on, 

.lOPS' ahortCOainp are well-mown, .. are the iDabll1ty ot aanasment intarma­

tion s,st_s to aupport l"apid replUn1D8 and the 1nabllity ot aob1lizat-1on and 

tranapol"tat10n 8Y8t ... to respoad to chan&e on short notice. As noted by the 

Chairaan, there 18 a ter.adency under such c1rcuaataneea to push plans throu&h 

to conclusion - to l"U1st chanSes ar interrupttons. Tb1a not only inh1b1ts 

the taUor1q of a1l1tary dec1a1ollB to Met the real,. 81tuat1on, Out alao 

threatens criais teraination eftorts. Tb1s turther uncieraoores the need for 

JOPES, and indeed seta cel"ta1n criteria tar .lOPES. 

/If The Team al~ Dotes that the lCS deeis10n not to duplicate the 

allocation ot torces 10 JSCP, and to 1Dclude 10 the allocation prooellS the 

coabat and service support taroea, are 1mpol"tant steps that wUl not only add 

real1q to plans but 1d.l1 :force taportant ruource 1ssues to the surface 

during the plans review process rather than allow them to r~n hidden until 
execution. 
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2.1.6 (0) Mgk oC feedbagk (rom 'Itr9ise• ioto tAt: DgD ".aurAi gl.lO­

gins aosl bu!lgeUOS proseu". Wb11e emerSenoy planl'l1ng and manas_ent 1s 1m­

provina, the Evaluation Team sees little lIIprovement in war reserve atookase ' 

levels, spare parts inventor1es, surSEt produotion capability. and other battio 

support prerequisites ot ~alanoed preparedness. The OJCS staft r.sources are 

limit.d in PlBS and DRS support capability. BO'ifever, sinoe Joint Operation 

plans should be capability-constrain.d, as such th.y should constitut. a SPOd 

test ot the effeotiveness of the resource allocation (PPBS) prooess. If the 

oapability plans reflect an UDsatistactory desr&e ot risk, then a chanse 1n 

resource allocation should be made to improve the capabil1ty, or else Dational 

seourity objeotives should be rev1ewed. Thus, the review of oapability plans 

(and the exercises) provides the 01llJ lHIens, short of aotual war, tor exposing 

the major risks inherent in jOiilt plens result1ns !'rOIl 111l1.1ted capabilities. 

Yet the loop 1s not closed, and the faot that there 1s a suateu/capability 

mismatoh does not sefID· to be s,ttins throuib. Tbe Team bel1eves that this is 

larsely beoause the SeoDef, the CIlles, and the JCS are not aa personally and 

jointly involved in the development ot objeotives, assumptiOns, and plans tor 

the deployment and employment- ot military torces as they need to be. The Team 

again reters the reader to the process outlined in Appendix B Which i8 aimed 

at correotiq this problem and clos1.DS the loop. 

2.1.1 ~ %he 'Ierp!s, -- a gueltiogable measure pC groSrll§ 10 gettaig 

.are.u.. Al though azeroise play was senerall1 realistio in PlODD SABER and 

thus provided a valid ind1cation of progess in many areaa, there were areas 

in whioh the design of the exercise masked known problems. for example, to 

aVOid the current il:lability ot the joint deployment colllllWllity to quiokl.y 

accommOdate -Jor deViations from established mo"ement plans, a "Sloblill" time­

phased torce deployment list (f.PfDL) was denloped tor the exero;Lse that 

incorporated the several Joint OPLAHa that were known to be needed. Tbat 

ettectivelY "resolved" the _jor force allocation problems (but without senior­

level partioipation). EXeroise controllers ensured that player deciSions were 

constrained within the bounds of ex1st1ns Joint Deployment System and Trans­

portation OperatiDi Asency oapabilities to aOQOmmodate ohanses. Therefore, a 

oasual observer saw no _jor problema in mana&1ng the tlow ot forces 1n 
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several directiollS at the same time, ar.td II1sbt co~lucle that the rapi,cl retlow 

problem. tirst b1ahl1&hted 1n IIln JWGGBT had essentially been solved. _ 

eUrAig tlQ.v,irel co.promio . to aChitle ita ap,cing pb 1J!gUIII. But 8PIII· 

M lor PrAbll. maX bau Min -assumed '''IX· in the d,ai.go Af UQpn SAin. 

(U) Indprl'ment oC Curreut Ip3t1atiUI 

(U) Tbe -.lor 1D1tiatives now UDderway - lIUle17, tbose to revise the 

joint operation plar.tD1ng process, 1001udiOS the development ot JOPES, and to 

develop a Joint Start tra:.lD1ng prosram - are critiCal to solving the problems 

oited above, as well 88 IIIlD7 ot those noted in the seCUOIlS that follow. The 

Senior EvaluatioD Team urses the Jo1Dt Cb1ets to lend their persoDal support 

and attentioD to these iD1t1ativea. 

2.2 (U) EtrlOtiyep,,, oC the :crili, ActiPn a!otg io suppgrtipg .ros Pegi-, 
sigp-makipi and E9rA. Maoallmept. 

2.2.1 (0) %hI Cri8is StaftiDI 2t9Qtduru (ee) ot lob, slCS. TIle CSP 

·pyramid- bas the JOint Cb1ets at the top, the OpsDeps 1IIIIled1ate17 below 

(pertorlll1q the bulk ot the stl"ates;l.c plar.tDiq ar.td IlADitorin& tUDcUOllS), the 

OperaUolIS Planners GI'QUP (OM) below the OpsDeps (oenios 88 tb~ nane center 

tor the statt actioD process), and the Joint statt and Service Statta at the 

touDdation to provide ar.talytical, planDiq, ar.td _ ... emeDt support. Tbe CSP 

calla tor the OpsDeps or the DepOpsDeps to be comm1tted to the Joint arena 24 

hours a. da.y ~ 'rbe clear iDteDt 18 that they Beulel _ne 88 a -hra:.ll1 trl.lBt." 

tor the JCS, .etiq U DlceSsal')' 1n shirt-sleeve worJdOS sessiollS durios 

oritical periocls in a cr18is to identif) issuea requiring Joint Statt analysis 

and provide ~1danoe tar sucb analyses, to develoP optiOns and alt~nat1ves 

tor JCS consideraUon, ar.td to address and act OD other problema within the 

author1 t, delegatecl to th_ by the .les. The .lCa sbould _at as required, atter 

ba,!ing been prepared 1Ddividual17 b7 their respective II_bel'S ot the OpaDepa. 
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The OPG, beaded by the .1-3, O.Jes, 1s compoaed of 06-level planners 

from the Joint Statt directorates and DIA, and 06IO'l-level planners trom the 

Services. Ta Jo1nt Statt Directorates respond to the OPG 111 the development 

of staft ncommeadatioD concerD1q cris1s aotions. The OPG 1s responsible 

tor recommending to the OpeDeps the ageada ;tor meetil:lSS of the J01nt ClU.ets ot 

Statt. The Cba:l.rllla.ll ot the OPG (the .1-3) 1s authorized to aot on behalf" of 

the dCS 1n certain speeWed matters. Impleraentiq direotives tor operational 

deois10ns ot the MCA or the JCS are prepared and. d1Bpatched by the OPG. 

The Cris18 Stafting Procedures are designed to out through ~e oumber­

some, day-to-day -rainbow- procedures tor staffing joint aotions, and to that 

end. the Seryice planners 1n the 010 bave coordinating authority on d1rectives 

that implement d.eaisiona of the JCS. 

The CSP ooneept. haa Ile'lier been faithfully exeroised, and therefore ,it 

is d1tfioult to Judge its adequacy on the baais ot exeroise oheervations. In 

Jes exercises, the OpsDeps do not really perform their 1ntende<l. role - no 

doubt because ot their -real-world- management burden. Tbey or their surro­

gates nor_Ill meet tor 1-2' bours dally to receive s1tuation updates and 

decision br1etil:lSS. Tay often face the issues for the first time dur1q 

those l1eet1nss and, as a group, bave bad little or DO inPut to the development 

of options and alternatives. The1r opportunity for problem-solviq 1s thus 

severely limited. 

Therefore, the management problems described 111 thia report cannot 

necessarily be attributed to <l.ef1c1enc1es in the concept. Many are undoubted­

ly the result of artificialities in the way the concept is exercised. Others 

_y be due simply to the lack of action guides fat" carrying out the statf wat"k 

necessary to support the collCept. 

The full-time use of 8urrogates at the 0116- or two-star level to per­

fat"m the planniq role ot the OpeDeplII duriq exercises. would provide 8~b8tan­

tial benefits in terms of testing and ref1niq the CSP. 
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2.2.2 (U) IttegtiYlneso or the, caP duri. PBORD SAMR. A principal 

output of any statt'1Dg process 1. advice to the decision-maker.. The adequaQ1 

of the statt1as proces8 1s measured bf the degree to whicb reasonable optioD8' 

are ident1tied and assessed, and the aWitT of the atatf to present the in­

fcpmation to decision-lIIkers in a manner that but facilitates the1r thought 

processes. Tile decision br1et1op presented in the ICft dur1Dg PROUD SABER 

a"gut that 1mprov_ents are needed in both areas. In 8everal 1D8taDces. the 

briefinp lett the decis1on-makers with the burden of integrat1Dg the tacta 

(to the exteDt facts were available) fOf' th_selvu. The iDfarmation present­

ed was otten Just a static display of statistical data, with little indication 

of' the erfecta the decia10n at issue a1sht bave on other operaUollal require­

ments. So, in IIalIY cuea, VbeD 0pU0D8 were brieted it appeared that an 

assessment of available information had not reallT beeD made. 

~ As a case in ~intt in the deoision briefing to the· Exercise 

OpsDeps relative to the apl.entation of ClNcrAC OrLAN 5000, the options 

provided by the CINC were briefed in 1aolatioD, one f'l'om the otber.. The 

baseline PlaD trom which the OptiODS were derived was Dot preseDted, and the 

fcpmat of the presentation did not perilit a comparative analys1, of the 

options. Nor was the 1mpact of the various options 00 other CINC plans pre­

sented. Thus, the senior players around the table tried to mentally collate 

the intermation pruented by the briefer, asked numerous questiOns tor whicb 

tew aDswers were torthcom1as, and bad to bulld their own oliarta 00 scratch­

pads so that they could better srasp the 1mpl1oatiODS o~ the ~ar1ou8 options. 

Filially, ther lave auidaace to COD(1uot. a lIOI'e thorough anal1s18 and to 

restruoture the briefing tot' a later presentation to the' IXere1_ Joint 

eb1efs. As BUg. ted previOUSly, a broader use of the OpsDeps should result 

in better 1niti~ auidance to the statf, and presumablr a better product. 

(U) The Team _ntioD8 these deficiencies .AQ1 to be or1tical of 

tlte briet1ng officers, who must prePare the brief1l18B under HVere t1me-. . 
pressures.. lather, the fault lies wi~ the fact that the potential 1sBues 

baye not been thought through 1D adVance of or1ses, and that analytical tools 
aDd br1ef1ng formats have not been developed to fac:llitate the collation, 
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anal,sis, and preaentation of information during .orbes. The Team feels 1t 

esseat1al that tbese def1o:i8nciea be remedied, and 1n add1tion tbat the flQ .. 

officers with reaponsibilit, for subjeots beins briefed Sive oareful suidanoe 

to the statt and review the briefinss before they are presented to deoisiOD­

makers 111 tbe ECR. There 18 little evidence or the latter, at least in the 

daoiuon br~efinss the Evaluat10n Team obsel"'fed in PRaJD SABER and previous 

exercises. 

II' Another deficiency in the functioning of tbe CSP durins fRaJD 

SABER was the lack of adequate coord1nat1on between operators and lolist1oianB 

in the fozomulation of recommendations to the JCS. For example: 

o Tactical f1ghter squadrons were deployed to Korea without the 
necesaary units, eqUipment, and supplies to sustain their opera­
tion. 

1 

o The deciuon was made to deploy tact.f.cal fighter squadrons to the 
Mediterranean area without an adequate transportation teaai0111ty 
analysis. 

o To counter the Car1bbean tbreat, a deo1sion was made to relocate 
tactical tiShter squadrons within CORUS without a 10Sistic teaai­
bility analys1s. 

(0") As previously noted, during this and other exercises ob­

served bJ' the Senior Evaluation Team, tbe Joint Start appeared more react.f.ve 

than antioipator,. A .request 1s received from a CIIfe and it is processed, or 

a recommendation comes in from a Service and it is stat fed.' But the Joint 

Staff tends not to take oharse of the situation. Such requests have to be 

answered ot course, but the Starf needs to appl1 a broader perspe.ctive in 

aase8sins the atrates10 indicators and looking .fartber into the .future. 

Otherwise, it oannot adequatel, aasist Cbiefa in providing strategiO direotion 

to the CINes. 

~ The Services should naturally take the lead in raising issues 

in the. JCS arena that relate primarily to Service resource requirements. On 

the other hand, one would expeo~ issues of a strateSic or joint operations 

nature to be antioipated and introduoed by the OJCS. Several issues of the 

latter type were apparently first raised durins FRooD SABER in the form of 
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Serv10e Chief lIIe.IIloraDda to the JCS: .l Chief of Statt, .I.nal KSOl"andUll (CNJ() 

suggested that the Secretary or Daten. ahould ask the SeCNtar)' ot State to . 

undertake aegotiat.1oDS nth toreip IlatioDS to!" sealitt aDd a.:1.rl1tt support 

to!" U.S. to!"ce deployments; another CSAM addNssed Soviet overtl1ghts 01.' 

Kex:1co, and recollllll8Ddect that the SeeDat' ask the SeoState to iD1t.1ate 1mmed1ate 

ooDSultat10DS with the Hex:1can GoveMlllent to end tile overflights; and a Chief 

ot laval OperatioDS H_OJ'andum (CROM) raised the issue 01.' seeking, allied 

assistance and lII1l1tary support in responding to the global pol1t1co .. 1II1l1tary 

situation. As noted above, we believe tile OdCS, aDd more specifically tile 

OpeDeps, ahould take the lead in generating tile types ot 1D1tiatives suggested 

in these memoranda. The resul ta ot this and previous exerci .. s. as well as 
several studies ot the Joint System, ind10ate that the OJCS does not otten do 

so. 

(U) Tbere is a bas1c ~ed throughOut 'the Federal GOYerDDlent tOl" 

well-tbought-out _ergenay action packages (lAPs) that provide obecklists to 

guide the start action prooess and iJ10lude the produot ot as llUoh advance 

analysis or potential issues as poSSible. The Elfs should also provide for­

mats and approaches tor deoidon briefinp aDd decision memoranda to asaist 

the 'aotion officer aDd bis supervisO!"a in assuring tIlat easential information, 

to!"matted in a va, tbat 18 helpful to the decision-maleer, i8 presented. OJes 
action paoJcagea 01.' that t1P8 would han taoilitated tile atatting ot _jor 

issues during PBCDD SABER as well as' their ~sentation to the Exeroise Ope­

Deps and JCS. (OS» bas developed the first tew in a aeries ot sucb £APs tbat 

addN.. majO!" aoUoDS in which it pla,s a leey role. The, were used during 

fBOOD SABER, wbere appl1cable, aDd proved JlQst beDef1oal. An example is 

attached as Appendix C.) 

2.2.3 " GlQlll1 strlteu and ttJeatlr priOl"itizatign. The lack ot a 

global strategy, a planning def1cieno, recogD1sed to!" the past several years, 

contributed to the difficulty ot torce allocation cJecla10na duritlg the 

exercise. The Ar.my OpaDep atreased the need tor a global atrategy earl, in 

tbe exercise. Thia was. tollowed by ,an Army Chiet of Statt H_orandUll to the 

JCS noting the lack ot an overall mission atatement and conoept ot operationa 

14 
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for> tile coDOurrent exeoutlon of operatIon plans for tIlree tIleaters. The 

memoranc1wa proposed tIlat aD est11llate of the sItuation be developed to coDSldElr 

properly tile ourrent status of OPLAtl 1mpl_entation In tile context of the" 

threat, re~Ollal prior1ties, atKl resource requirements and availability. The 

Anay initiative was not acted on by tile herei_ JCS during the COurse of 

nooD SABER. 

IIf Rather tIlan develop1ng a global strategy t the Exerc1ae .lCS 

tended to focus on one trouble spot at a time, with 11ttle eftort to postulate 

the ultimate objective of the SOviet Union In sImultaneously famenting crises 

In widely separated areas of tile warld. In partioular, the Team felt. that 

1.aadequate coDS1deration was given to the deteriaratlDg situatlon in Europe. 

Xo eftcrt was made to develop overall torce structure reqUirements bued on 

the wcrldwlde threat, aDd ~erefore .101ut Staff and ServIce mobilizatIon 

plaDD1ug was coDStra1ned to th'e immecl1ate requirements ot OPLAHs approved far 

impl_entation. WIthout a global stratel1, coherent, long range planning was 

not possible. 

~ In an actual sItuation, an early XeA decision on strategy aDd 

theater priorities would be the key to sound allocat10n act10DS on the part ot 

the .lCS. l'he lack of a global m1l1tary strategy, thoupt out 1n advance to 

the extant feasible, is a _jar deticiency in our nattonal preparedness 

planning. The Evaluation l'eam recommends that the .lCS farmulate and seek 

approval of such a strategy as a _tter ot pr1ar1ty. 

2.2.4 tJ' H,Qll.1.UlitioP _paSlMpt. As Doted above, there was 11ttle 

effcrt dur11l1 the exerc1se to add up the strategic indicators and project what 

the mil1tary farce requIrements might be three mouths or a year hence. 

Without an~ overall strategio coDOept, ServIce mob111zat10u requirameDts could 

be determIned oD!)' in the context of operatloD plans that had been approved 

fOil' 1mplcentation. Thus, .,pen the exerc1ae chronology called for a f'u.ll 

mobUizatioD declsIoD, the ServIces responded that it was not needed. They 

had yet to f'u.lly use the part1al mobilization autbority provided earlier by 
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'resid.ential action. Nevertbeless, the JCS decided to recolllJlli'ilnded that the 
'resident seek a Coa&rls8ioDal declaration of national .. ersency to tacilitate 

a rapid transition to tull JIlObllization sbould the 8ituation deteriorate 

furtber. A seoondarJ ratio.le wu to demol18trate O.S. reaolve. bUns as 

the CongreS8, the exeroise ,control ataft promUlaated the declaration. 

Hovever, because force expan810n requirements were DOt turtber developeu by 

the JCS, the exercise ended with the Services atill in a partial mobilization 
posture. 

(0) Tile rues sbould OOl18ider and provide advice on lIIobUizat1on 

matters to a mucb areater extea.t than was the case 1n this, exercise. The 

Evaluation Team believea tbat, in addition to the basic issue ot whicb torces 

abould be mobilized and on wba~ acbedule (tor which there was little OJCS 

analys18 durins the exercise). 'theN are 1ssuea .oonc~rn1ns aucb mattera as 

manpower poliOies and industrial produotion requirements on wbicb the Joint 

Statt Should pl8.1 a atroDser role. In the aanpower area, tor example, sucb 

issuea as the volunteer pelier atter re1l18titutlon of the draft anu policies 

fOl' the use 'ot oonac1entious objectors by the Servicea deserve Jo1nt lIil1tery 

advice. Not oDlJ i8 eqUity at iaaue in theae examples, but the nature of 

their resolUtion may have s1Snif1cant impUcationa in te:rIllS ot tbe 

operational etteotiveneas ot the total torce. 

2.2.5 ~ Exeoution monitoriAl. Tbe 1DfOl'mat1~n presented in ECll 

b:rief:l.nsa on the status of cleploJlll8Dta to Southwest Asia anu Alaska vas, 1n 

the view or the Senior Evaluation Team, inadequate. The main deficiency was 

that the b:rietinsa talled to convey bow well tbe deploJlll8nts vere progress ins 

in :relatiOn to the plan. They aenerallJ' provided 01117 statistical data on the 

number ot people and units that bad ar:r1Yed at destination. For example, at 

tbe 28 October meetins ot the Exerc1se OpsDeps, the substance of tile .tntOl'ma­

tion presented on the RDJTF status waS that 10,000 sbort tODs of carso and 

app:rox1matelJ 9.000 pe:rsonnel bad been deployed to Southvest As18 -- but no 

information V88 siven as to vhat those DWIlbers repJ>esented in terms ot either 

the planned flow to tbat point or the total requirement. It vas also brieted 

that the RDJTF corps beadqua:rtera bad arrived in Soutbwest Asia. bUt neithe:r 

the bJ>iefer nor &Dyone elae in the Eel knew ita specifio location. 
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III' In an elZ'l1er l118et:1ng of the Exercise JCS t a question was 

asked as to the status of deployments to Swthwest Asia. 'El:Ie response w~ 

that the deployments were "on acl:ledule" and that a more complete briefing 

would be presented the following da7_ Such tuDdamental information should be 

briefed to the JCS OIl a daU7 basis • 

., Near the end 01' the exercise, a lIember 01' the Senior Evalua­

tion 'Eeam asked a briefer trOll the Joint Staff about the SOUrce 01' information 

he had briefed on the closure of specific Anll units into Southwest Asia. He 

replied that he had received the information trOll the Anlll Planner 1n the 

OperatioDS Planners Group (OPO). In t'ollowillS the audit tra1l, it was learned 

that the Al'lII1 Planner had received the intormatioD from an action otficer in 

the Anlll Operations Center (ACC) who had, in turn, extracted it trOJll the OPLAll 

1003 ti .... phased tarce deployment list (rPFDL). Additional investigation 

revealed that an HDJTF SI'l'BEP bad been received the previous day 1n the AOC 

and in tbe Joint Staff Emergency Action Center that identified the specific 

Arm7, Navy, Air Farce, and Harine Corps units that had closed into stagillS 

areas. Tbe action officer in" the ACe who had provided the information to the 

Arm7 Planner was not aware of the existence of the SI'l'BEP, nor was the Joint 

Staff briefer. 

(0) Several iastances were observed bl the Air Force member of the 

Senior Evaluation Team 1n which intormation presented in the Air CQIII.IIIIlnd Post 
'" Was different trom that presented in the NHCC about the same matter, and at 

about the aame time. This problEIII CaD be attributed to dual reporting 

cha1ns - one from theater component commanders to their Service headquarters, 

and another trom the component commanders throusb ,their theater COJIlmaoders to 

the JCS. 

(11) Fina1l7, the status of the civll situation with rer;ard to . 
mobllization was not briefed in the Joint arena until nearll halfWa7 throush 

the exercise. Such 1ntormation would be -need to know- tor the tiCS in a major 

cris18. 
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(U) In aUllDllry, 1aportant atatus ot action iDtormatioD was Dot 

routioel1 bJ:'ief'ed to the JCS duriq the U8I'0i88, and the 1Df'er_tioD that 

XU preseDted was trequeDtl1 !lOt very Maniugt'ul or WJeful. r1l1s ~tlecta 

the tact that the cr1aia interlll8.tioD requireaeDta ot the JCS bave DOt been 

carefully a~lled out. IapoJ:'tant work 18 CUrl'eDtl,y Wlde!'Way in that regard. 

Tilt Evaluation ream urs- that the aeD10r ofticers in the OJCS personall1 

involve themselves in the detailed review at that werk. It is twld8llleDtal to 

etteoUve cr1sia manas_ent, ad i8 orucial to the oD-soiq WMCCS IntQrlll8.tion 

System ad Jo1Dt Deplo,...nt System dea1sn etterts. 

2.2.6 , BAngo.bit_at hacuatloQ Qpel:ltiong COQ). The _jor objec­

t! ve ot 110 play duriq PROOD SABBJl was to teat Department ot Heal tb and Huan 

S .. vicea plaa ter the repatZ'iatioD ot evacuees on arrival :l.D CORUS. There 

was no intant to ex_iDe plans ;ter the overseas evaouation phase. However, 

the departure, lIOde ot tZ'avel, and destination bf' evacuees trOll Southwest 

Asia, Korea, and Pmama were repoJ:'ted to provide the inter_tion needed f'er 

repatZ'1ation play- Evacuation operations were pol'tl'ayed as having !lO 

ai8D1t1cat lIIpact OD deplo1Jl8nt sohedul_. T1I1s calls 1Dto questioD the 

degree to which lEO demands OD atrateSic airlitt have been tactored lnto the 

pl8l1a. Duriug a Yiait to the M1l:ltaI'J l1rl1f't CCIIIIIIlDd Headquarters dur1ug 

PBOOD SPIRIT :l.n 1980, the SeDiar EvaluatioD T.. was brieted that it would 

take an averase of' tlve hoUl'S to reoont1sure a C-5 or C-141 aircraft to carry 

passeDgera, which would add roughly 101 to the sortle time in the case of' an 

evacuation trOll lurope. A1rcraft payloads would also have to 'be redlaced to 

accommodate passenger ooDveraion kita. The OPLANa did not have thoae COll­

aiderations faotared :lll, even thoup the probabllity 18 hi&h that poll tical 

considerations would delay a farmal evaouatioD decisioD Wlti1 reiDtorceaeDt. 

operatlons were Wlde!'Way. That situation appareutl1 stlll exists. 

(U) rllt Evaluation 1''' believes that there 18 Deed tar a thoroup 
-

review of DODCollbatant evacuatioD plas, particularly nt.h regard to potential 

DO demands on atl'ateSio litt reaouraes dedicated to deplopeDt operationa. 

Wlltre the likelihood of 110 requirements is high, they should be f'actored lDto 

the OPLJNe. 
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2.3 ( U) ,lCS Support at: the RCA· 

2.3.1 (D) JCSlOSQ Interrage. The teating ot a prototype OSD Crisis 

Hanag_ent System (CHS) during PlalD SABEl resulted in more extenSive paX"tici­

pation ot the ~D staft than in any pzoevious exeaise. It alao greatlY in.­

creased the visibility ot interactions between the JOint Statt and OSD. The 

CHS coZlCept pX"ovielea tor a Cnsis Hanagement Council (CMC) ci:la:Lreel by the 

Seoretary ot Defanse, and seve.raJ. tunctionally oriented boards and coJllJlli ttees 

cbaired at the DSD/ASD anel DUSDIDASD levels respeotivelY. Tile boards and 

committees include representativea ot OSD otfices, the Services, the Joint 

Statt, the Defense agenCies, anel appropriate civil agencies. The Council and 

theboarcls and oomm1ttees are convened by their chairmen tor advioe on 

deciSions they IlUSt make or recommendations they must provide to higher 

authority. Thus, the CHS prov).des a mecbanism through which the Servioea, the 

.JOint Statt, and the Defense agencies can contX".1bute, in an institutioDal1aeel 

way, to the development ot OSD ncommendations and decisiOns on cX"lsis 

matters. Tbe Derve centeX" of QfS ia the Cn.tis Coorcl1natioD O.rvup (COO), c0m­

pOsed ot X"epreseDtatives of OSD principals, the Services, the Jo1Dt Statt, 

oertaiD ot the Defenae ageaoiea, and ae!eoted Federal civil elepaX"tments and 

agenCies. The role ot the CCO is to tacilitate the OSD coorcliDaf.ion prooess. 

Tbe _bel'S ot tbe CCG are responsible tor .Pasaillg actiQns to appropriate 

ott.1ces witbin tbeir organisations anel maintain11lg information on tbe status 

ot those acUons. So, in etteot, the CCQ performs lIuch tbe sue fwlctioD tor 

OSD that the OPe performs ter the OJCS. Tile primary dUterence is that, 

whereas the OPC has oertain authorities to issue orders and directives in the 

name ot the Jes, the ceo has DO such authoX"ity to aot in the name ot the 

Secretl17. 

(U) The colipOsit:lon ot the Cnsis Hanagement Council has been a 

topic ot elisoussioD betwMll OSD and the Joint Statt. The OSD view (whiCh the 

Evaluation Team shlt'8s) has been that it should consist ot the Seoretary and 

Deputy Secretary ot Defense, the two under seonta.ries, the ASDCHR4&L), and 

the Chairman ot tile Joint Ch1ets ot Staft - with otber OSD PX"1ncipe.la and tbe 

Service Secretaries attending at tile request ot the Secretary, and as 
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approp~1ate to the iasues on the BSeDda. !be Jo1nt Staft view haa.been that 

it ahould <1Onaiat or oDl7 the SecHtary, the Deputy Sec~etuYt and the 

Cbalrman. Par the P~POH Of the esectae it was decided that the Chairman 

wOllIeS ad'f1ae the SeeDef' aepa~atelY aDd would not be included in the COIlncil. 

The Council met thHe times t In ODe lDataDce chl1Hd by the SecHtuy and in 

the othe~ two by the Deputy Se~etary. In add1tion to the OSD p~iDQipals, the 

S~Yice SecNtuiea WeN invited to attend, in part tar arientatic>n. The 

p~1mar.r issue ~t the t~at meetins coDeerued the security assistance prieri­

tiea to be adelHssed at aD ue~c1se lational Security Council meetins that 

evenins. Tbe second meetins, also in prapa~at1oD for aD ese~c1ae NSC meatins. 

addl'esaed issues relative to the support ot full mobilization (health care 

persoDDel ~equlreaeDta, civi11an _Dpowe~ and military inductee celliDPt 

Hater D~SeDcy List (MUL) l'8y1&iOD, and sUPP1_ental tund1ns for 1ndust~ial 
production). Tbe subject ot the third .. etins was critical health cue 

resource shortfalls 1n the ooot,!,st of the ue~cise ace~io. 

(11) W:l.th ~esard to the condUit tar .fCB (or CJCS) advice to the 

Secretary or Detense, the Evaluation Team belleves, as does the JOint Starf, 

that the initial advice ahould be a utter tor direct interaction between the 

.fCS (or the Chairman) and the SecHta~. Howey.~, tor -01 iaauea on wbich 

advice is thus providecl, :l.t is llkelY that the Se~eta.rJ rill turn to his 

principal OSD adVisOl's as well.. SboUld the, bave Viewa or reoollllll8Udat1ons 

different fIoOli those of the JCS, it ae_s essential (pa~ticUlarl1 wben 

national aecuritl is at stake) that the SeCHta~y brins the two aieles tosether . 
so that each can oona1de~ and Hspond to the othe~'s position. In additiOD, 

the!'e aN likely to be inatances :Lu a ~isis in which the Secretarl wil~ need 

immediate advice fIoom his military and civilian p~inoipalaf and tille to 

full,. develop JCS and OSD positions is not avallable. It 1& in t)lese two 

situationa that the afC can usetully 88sist the Se~etary 10 tOl'IIu.lat1ns bis 

decisions or recommendations to hishe~ authority, and the Team believes that 

the partioipation of the CJCS or his pe~sonal Hp~esentative would be 

abSOlutelY esseotial 10 provid1ns tIlllY-Nuuded advice.. Issues such as those 

di8CU8sed in the !lIC meetiap d~iD8 'JlooD SABEl! st.mplY cannot be adequatel, 

addresaed 1n the absence ot the Joint military vo1ce. 
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JIIIf Joiot Statf' support to tbe CMS boards and coJDllittees was 

excellent io the manpower, logistics and materiel, and health aff'airs areas. 

It vas iDadequate in the pol1tico-lI1l1t.arr area, with no I'epresentatlon at Olle 

key maetlng of the Pol101 Guidanoe Caua1ttee at whlch cbtlJa1~ weapollS policy 

vas addressed, and olllf.O-6 level represeotation at .et11lS11 of' the Politlco .. 

-Military Board. Joint Statt representatives to the Crlsis CoordlDation Group 

were not available f'Ull-tillle, and therefore did not contribute substlUltially 

to the ioteracUollS between the JOint Staf't and OSD. 

" 10 PRarD SABD, the deplofMnt pro5NIss iof'ormatioo provided 

to OSD by ~e OJCS vas mio1mal. The Evaluation Teall. belleves it esHotial 

that key l'II.eIIlbers of' the OSD staff' be given more intormatioo on the status of' 

lI1l1t.ary opel'atlons. Certainly, intel'natlonal pol1tioal. Pl'Qblems will be 

encountered that will reqUire; actlon by the State Department or the 'Wbi te 

House. DOD adVice will be needed, and the' cooduit fal' suob advice is the OSD 

staff'. Resource problems that require actioo by the OSD staff will be 11kely 

as well. e.g •• transportation probl •• that diotate requests for additiollal 

civU or intel'DatioDal strategic lift uHts, or airllft routing problems that 

requlre State DepaJ:"taeot asslstlUloe 10 Hcuring additiODal overflight and 

landing rights. The Team stl'ol1&1Y recollllll8ods that the OJCS prOVide to the OSD 

staff' the iot'ormation it needs to carry out its respollSlb11ities f'or policy 

development, iIltel'qency coordination, and support of' lI1l1tarr resource 

reqUirement. during cri88s. 

2.3.2 (U) The role oC 1(bo o;rcs ~o UQUI'itJ aSSistance decis1ons. 
PROUD SABD was the f'1rst exercise that has delved extensivelY into security 

asa1atlUlce priorities io a major oriais. Wl'lat to do with the mater1el in the 

Fal'e1go Military Sales pipel10e taced the players with deCisions as to rela­

tive priorities, both along recipient natiol18 and between them and our own 

m11itary forces. 

Tile primary def10ieoc1 Doted with resard to OJCS ,involvement 

1n security asaistance deciSions was a f'ailure to consult adequatelY witb the 

CINCs 10 the development of JCS recommendations to the NeA. Tbe CINCs, wbo 
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ada1D1ster the FHS Program to countries within their theater bouDCllf,ries, are 

in tile beat position to Jucl&e the lII1litary Deeds ot tIloae countries. Their 

recommendatioAl not onlY ahould be sought, but should ve1gh beavily in deci­

sions concerDing the redistribution ot aeaurity assistanoe uterials. 'the 

ta1lure to involve the CIIlCs 1n aecur;lty aea1Btanoe utters during PlIOOD SABER 

vas due perhaps to their very liJD1ted level ot partiCipation. However, player 

aotiol'l8 should not be conetra1ned by the tact tbat oraanizatioaa With wb1ch 

they would coordiDate in an actual situation a.re not pl81111a. It the proper 

course ot coordination would in an actual situation involve those non­

part1o:Lpanta, the exerci_ control statt should respond on their behalf. 

2.3.3 ~ Mtdigal "'gyro. prgk1eu. In an ezerc1_ lleetiq ot the 

Crisb Manalsent Council, the Deputy Secretary ot Deten_ cateaorized tile 

medical· care situation on which he was brieted as a -war· stopper.- The briet­

ing postulated a capability to handle onlY 1 in '10 aurlical casualties should 

the situation evolve into a NATO contllct. Several teetors contributed to 

that estimate, the primary be1ng the shortage ot suraeoDS tor torward opera­

ting hospitals. In addition,.' eyen it the BurIElODS were available, there are 

not sutticient medical .teriel and, supplies to satisty wartime demands. 

Other probl_s enst with regard to standardization ot ,IIediCal units and 

equipment,lIIong tile Serviaea. lotwithsta.l'.ldins the laak ot .resourCe. tor a 
lATa ace_rio, there Vere alao shorttalls in lledical support tor the RDJTF in 

Southwest Asia and tor O.S. Fereea in Korea. (IDlY one addit1oaal. tield' hospi­
tal could be auatered ter lorea. At exerCi. tera1na ti on, hospital support 

tor tile aDJn' had not yet been deployed becauae the airlitt requirements bad 

not been programmed into the OPL.Alf TPFDJ). In addition, there vere DO hospital 

ships ava.1l.able to support the Jil)JfF. 

III fbi laak ot IlediCal capability can at'tect tile outcome ot a 

contllct jut as surely as can tile availability ot airplanes, tanks, and 

aiaUllition. It shoUld be liven greater visib1lity 1n ,res estimates ot opera­

tional capability, and a coaaiderably h1gher priority by tile Serdce. in terms 

ot programmatiC actions to reduoe the shorttalls. 
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2.4 (0) JCS Support of the CUCS 

2.16.1 " General. PBOOD SABEB and the two previous IIlObllizatioD and 
deploJlll8Dt exerCises have provided little iD81sht into the effects of dCS and 

RCA dec1s1one at the theater level; nar do a.ny of the ourrent maJar exercises 

provide far a realistic interaction between the CINCs and the JCS. In the 

mobllization eXercises, CINe partioipation generally has been limited to 

respoll88 cells that inject pre-agreed 11lf'armation and requests into play to 

st1raulate decisions by player statfs in the Pentagon. The focus haa been on 

the IIlObllization prooess witb1n CORUS, and the movement to and outloading of 

forces .from CORUS POEs. Tba bieDll1al dCS-sponeored reSionsl co_nd post 

exercises, because they narmally focus on the support of a s1ngle theater, do 

not bring out the pr10ritization problems that would be likely to face tbe deS 

1n a real situation. In these e~ercisesf the eIRe usually gets wbat is called 

far in bis plan. Tbe potential far any a1l1tary controntation 1nvolving 

U.S. farces to spread to other parts of the world would probably cause severe 

perturbatioD8 in the 'l'PFDLs of all the CIRCs, since there are insufficient 

farces to SUpport all reqUirements concurrentlY. In the third major 

category are the b1eDll1al RAro-w1de WINTBX/ CDtli:I exerc1aes. In theseexer­

cises, because of 1nternatioml political cons1deratioD8, SACElJR normally gets 

the farces promised in tbe Detense Planning Questionnaire (DPQ), and generally 

on schedule accord1ng to the reinfarcement plen. So, again, the competition 

far resources SIIlong the theater co_nders does not surface in a sUbstantial 

way. 

(U) Given the cbaracter1at1cs of tbe latter two types ot exer­

c:Lses, 1t appears that the biennial IIlObllization and deployment exero1ses 

provide the best veb1cle to real1stically exara1ne the critical interfaces 

between the theater co_nders and the dCS. The Team recognizes tbe difticult 

scheduling problems that bave precluded erfective eIRC partioipation in the 

past three suoh exercises. However, tbe 'r .. atronglJ reoomraenclS that a 

way be found to bring the CIRCs into them, tully in the future. 
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CBAPTO 3. ADEQUACY OF MAlAGDIDT INPORHATIOIf SYSTEMS SUPPORTIIfQ THE JCS (U) 

3.1 ~ {itAlral. PROUD SABER provided poa1tive 1nd1cat1o~ ot progress 1n 

correct1ng problem. tbat have plagued tbe WMCCS Inter,computer Betwark (WIN) 

'1n previous exercises. The pert~ce ot tbe VII was substaDtial'ly lDIproved 

over that in BUT! BOlGEr and PRooD aPBIT. The Anay used VIN as a pr1aa.ary 

1118aDa ot _aaage traftio trom tbe A.naJ' Operat1oDS Center in the Pentagon to 

all tile subord1nate .lrmJ' COlIIDIanda and to tile component coJlllllallda overseaa. The 

down-time ot the sJ'atea was very low - comparable to tIlat of tile AUTODIB 

sJ'atea - aDd most ot tile problems were related ~o human error rather than 

equ1pment maltunotiODS. The Air Farce exper1enoed a1D11lar suooess. However, 

exoept tOil!' tile (s1llulated) prolonged loss ot coDIDIWlications witb Oan Air Baae 

tollowing a Berth lCereaD ohell1;oal attack, it was the Team's overall 1Japrea81on 

that crius-related 000 coDlDlWl1cationa aDd information sJ'st_a were Dot 

greatly oballenged bJ' 'tile exercise, pr1marlly because of the low ,level ot plaJ' 

by the theater oollllBnders. The readera ot this nport should thue be cau­
tioned against concluding trom PROOD SASO that tIlese aJ'st_s are now in gooel 

shape. It is 1Japortant tIlat the aotiona underwaJ' to correct known problElillls 

continue to neeive the atrong backing ot tile Servioes and the Jes. 

(U) In that regard, the Evaluation '1'eam b encouraged bJ' plans tor 
the WHCCS Information System (WIS), Which, over tile period ot the _xt 7 to 8 

years, will revllllp the WHeeS bJ' totallJ' replacing the current hardware and 

software. '1'be Team emphasizes, bowever, that VIS requirements will be driven 

bJ' the new JOPES, aDd that the latter suet allow for senior-level involvement 

as noted 1n Appendix B. 

3.2 (U) The Joint OPtmltion PlaMipg aM Bxegution SlUIteR (JOPESl. The 

.lOPES, now under development, will eventuallJ' replaoe the .lOPS, the JOS, and 

.ajar portioDS ot the Joint Reporting Struoture (JRSh A JOPES Users Group, 

reporting to the Operationa Planning Steering Group headed by the Direotor, 

Joint Statt, bas developed the .lOPES Required Operational Capab1lity (ROC) 

statement, an.d is prooeed1ns:,w1th the development ot the .lOPES HasteI' ?lan. 
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It 13 critically .important that the Cba1rman, the Serv10e Chiefs, and other 

senior memhers o~ the QJCS involve themaelves early in the development or the 

Muter Plan and that they oontillle to be involved unW full1 IIQU.fied with' 

the syst. des:l.p and performance requir.enta. 

3.3 (U) Xg,ell,;S.aggl IgfpCP,Upp _ As a selleral obaenation, it seems oer­

ta1n that critical 1ntell1genoe information would be ~lashed indiv1dually to 

the Cbairman, the Service ClI1efs, and other key members of the QJCS at the 

time it 1a received in the Peutagon. In actual or1.s. the detailed repeti­

tion of suoh informatioD at meet1D18 of the dCS (as 1. ~he DOI'IIl iD exercises) 

would seem a poor use of their ti_; in fact, 80me of the very critical infor­

mation presented in the PRWD &lEi meetinp was several hoUrs old. OnlJ a 

quick review of information previoualy provided to the ClI1efa, alOllg with 8IlJ 

DeW information and &esh asaesameDts 18 Deeded. The Team reooSD1zes that 

this was an exerc1., and that ~qr_l intelligence updates at dCS meetinp may 

be the onlY practical solution, considering other collllll1tments of the thief •• 

On the other hand, their Ume m1ght better be spent read1D1i a ,-or 2-P8se fact 

sheet before the _eUD&8, rather than rece:Lv1D1i a len&tby intelUgence 

br1ef1D1i duriDli the meetiD&8. We recoliD1ze that it :La .important for the 

subor41nate echelo%IB of the do1nt Staff and the Services to receive daily 

intelUsenee updates, but thoae could be provided in sOlIe other way-

3.4 (U) Hoderp, Millia-gft Aida. During PlUMD &IU, the .&.nay Sta~f ,xper.i .. 

meDted with aeoure teleconferencing with the _jor Army commanda durillli daily 

brief1. ~or the Cll1e~ of Staff. It was an audio UDk oDlJ, bUt the comman­
ders of FORSCCH, TRADOC, etc., were able to partiCipate on a real-Ume basiS 

during the briefings. In Uke tuhion, it would sa. useful to tie the Ser­

vice and CIIC operation centers into _et1Dg8 of the dCS. It would s1gl11f1-

cantlY expand the expertise avaUable to respond to the Chiefs' queat1o%IB, and 

would provide the Service and CIRC stafts a -heads up· on decis10DS co.fllli out . 

ot the meetings, u well u on .issues to be worked. 
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3.5 CO} AdeQllagy of Depl,oment IntPrmtign. Early in the exercise, a state­

ment waa made b1 a senior member of the Joint Staff that up-to-date informa­

tion on the status of deployments oould not be retrieved from the data baae.;' 

Be indicated that, in an aotual 8ituation, they would phone the appropriate 

headquarters fer ourrent deployment information. A related problem waa bigb­

llsbted during a Nary briefing in whioh it waa noted that one fleet command 

waa exeroising the JDS data baae properly, while another waa inputting much 

erroneous data. Tbis caused majar miamatabes in fleet force structure print­

outs, with the data baae indicating ships in the wrong locations. As a 

result, the Bsry Staff waa farced 1nta a manual infermation colleotion and 

analysis mode. The problem waa attributed to unfam1liar1ty w1th the system in 

the fleet at fault. It b1Shl1ghts the importance of simpllt,ying data require­

ments and reporting procedures. and emphaa1zes the need far manual capabili­

ties to back up critical automated systems. 
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CHAPi'ER 4. EIERCISE DESIGN (0) 

".1 ~ Q!nera1• The EvaluatiOD Team Dotes that PROUD ":'BEl is the thud 

coJlSecut1ve lIIObllizat1on and deployment exerc1se 1n Vb10b onl1 the tust few 

days ot the or1s1s have been tested. The exerc1ses have therefare contr1buted 

11 ttle to the telentiticatioD or understand1ns ot problema that would coD.1'.ront 

the Department ot Defense and the nation in the later stases of a large-scale 

conventional confl1ct. They have harcUy acratchad the surface 1n address1ng 

wartime lJ1dustrul productlon capab11ity t the adequacy ot sealift, or the 

reaource impl1cations 01' combat attr1tion. 

~ PRmD SABD 18 also the thud COJlSecut1ve exerc1se 1n wh1ch the 

theater COmmanders, who are th. pr1DC1pal benetactora ot the mob11ization and 

deployment proceaeea, bave part101pated onlY' in a very 1ll111ted way. Thus, the 

cr1tlcal 1nteract.10na with the overseas commands bave not been eXUlined, nor 

have the problems that will contront the CINCs been identified, much leas 

rea11stlcall1 addressed. 

(0) On the pos1tive Side, nooD SABER represented a substantial 

improvflllent over paat exercIse a 1n civ11 departmant and agency pen1cIpa tion. 

Eventuall1. Congressional avolv.ent m\l8t be provided, with selected membera 

ot Congress and/or Congres81oml atatta given an opportunity to deal with dec1-

S10M they might face a a _jar 0I'181s. !his would also toster a better 

understanc11ng of the DoD's need far a balanced program and pl'ov1de a t'Ul'thel' 

teat 01' the key pol1tiCal USWIlpt10ns asaoc1ated with joint opel'at1on plans. 

4.2 (0) Future E.x:erqises. Tile EvalUation Team belleves that the mob1liza­

tion and deployment eX8I'ci888.begiDD.1ns with the Army'a MOBEX-76 have contrl­

bu.ted aip11'lcantl1 to the 1!1entification and corl'8ction ot Il!.1mel'Ous U.S. pre­

paredoesa problems. It now appears that a -aes-ented- approach to sucb exer­

cises ahould be tl'led. An exe~claa coDducted 1n thl'8e or foul' ahort aes-ents 

ovel' the pel'1od of a year, for 8XUlple, could 'exlII111e an extended collventlonal 

conflict at .selected stages from the pre-lloatll1t1es phUe thl'Ough conflict 
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term1ra tion. Successi"e aepenta of the exerdae would retlect the course ot 

events result.:Lns trOll pl8J'8l" decisions dur1ns preyiou.s segments. Statt analy­

ses would be required tollowing each .... ent to de"elop the reaul ts ot those 

dec1s1o.D8 aDd to update tlIe scenario far the nest sapent. Such aD approaoh 

would not onlJ pronde a Ilore thorough test of polloies, Plans, systems, aDd 

procedures, blat would permit the eza1tlati011 of stratepes. airl1ft, sealift, 

and other austaJ.lJIl8nt capab1lities (1Doludins 1Ddustrial llob1lization and 

tarOl expaDsion) at successi"e stases 01' a crisia. 

Tile Team recoSDileB that aD exercise ot this type would be aD 

ambit10ua Wlciertakil'lg, blat believes the beneti ts would greatly outweigh the 

ditticult.1es. ADd, as noted abo"e, the CINCs IlU.St pIa, tully, however the 

exeroi88 1a desisned. 
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APPUDIX 1 

%be Senior lYaluat10Q tail 

General Walter T. (erwin (USA, Ret.) 
Former V.ice Chief of Starf, U.S. my 

General Samuel Jaak1lka (USMC, Het.) 
Former ASSistant CCllllEndant, U.S. Marine Corpa 

General James A. Hill (USAF, Ret.) 
Former Vice Chief of Statf. U.S. Air Foroe 

AdIIl1ral Frede.rick H. MichaeUs (USN, Ret.) 
Former Chief of Naval Material 

Lieutenant General Charles A. Corooran (USA, Ret.) 
Former Chief ot Start, U.S. Pacific COIIIJIIIlnd 

Major General BenJ_in R. Baker (USAF, Ret.) 
Former Deputy Asabtant Seoret&l")' of Defense 
(Health Hesources and Programs) 

Major General Clay T. BuckiD,iham (USA, Ret.) 
Former Asaistant Deputy Chief of Staff ror Operations 
(Command, Control, caamunicittoDS, II Caaputers), BQDA 

Br1gacU.er General Paul D. Phillips (USA, Ret.) 
Former Principal Deputy Asaistant SecretArJ of the Army 
(Manpower and Reserve Atrairs) 

Wl.lliu (. Brehm 
Clla1rman of the Boardr SJ'Stems Research and ApplicatioDS 
Corporation; Former Asaiatant Secretary of Defense 
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APPENDIX B 

The Military Owr,rtiop El.iDDiNl Prpc,. 

(Marob 1, 1983) Page determined to be Unclassified 
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lAW EO 13526, Seclton 3.5 
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The prooess that results in mllitary operation plans for readyinl. deploy­

ins, and employins lI1litary foroes sbould serve several. purposes: 

(1) Provide ·on-the-sbelf. plans. 

(2) Force the analySiS and planD1ng required for joint and combined 

operatioDS. 

(3) Provide capabllity plans to reveal the areas of greatest potential 

payOff tOIl' the allOClation ot new DoD resources. Sueb plans teat the 

adequacy ot the Detenae program agaiDSt stated natioDaI aecurity 

objeotives. This teeaback into the PPBS and DIm oycies is essential. 

and is the pr1m:1pal _ans available to the CINes to brins their 

experience and perspeotiYe to bear on the DoD planning, programmins, 

and budgeting prooess. 

(II) Ensure tailored levels of aggregation to permit the principals at 

eaob OOIlUlILUld level to review and discuss jointlY the validity and 

ut:111 ty of the plans and their underlyinl usumpt:1ons as they are 

prepared. TaLs essential review process should 1Dclude the SeeDer, 

the JCS, and the CDJCs. 

Objeotives 3 anci 4 above are not served at all by the current process, and 

the util1ty ot the plans that are produoeci 1s oftem severely limited. The 

prooess lacks fleltib1lity to make changes to meet aotual contingency neecls, 

and there is virtually no discrim1Jlation in level ot plan detail reporteci to 

tbe' various levels ot collllllanci. ADP support systems are quickly aaturateci 

under emergency conditiOns, and the lack ot modularization ot plans makes it 

virtuallY impossible tor constructive interaction to take place between the 
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SecDef, the JCSt and the CIRCa in d:t80Wls10DS that relate the plana, the:tr 
"". 

underlY1D& uawapUoDS, ead tbe1r 1mpl1ed capab1l1t1es to specific DatioXlal. 

security objectives. 'lht preparat:ton ot _jor pleas tak .. tar too 10DI, ead"' 

1l14eecl in aome cases 18 Dever co.plated. r... aon1tor1D,S of plan execution 1a 

extremely difficult, particularly at tbe JCS level, -.k.1D,S it virtually 

impossible to eat10ipate problEllla and bottlenecks or to track pro&ress. Steps 

to interrupt and 1IOd.if) plans are 1l.1b1bited even thougb sucb steps may be 

emiDent17 desirable. 

The planDiq process IIWIt be reviaed to overcome these shortcolll1nas aD.cl to 

meet tbe fall' objeotives l1sted above. The process IIWIt be supported by a 

planDiq nlto tbat meets these as well as adcl1tioDal criteria. The 

ayst.. to be called the ,zpipt Operatigp Plannins and Exegutigp Sy.tu 

(.lOPES), is basically a aet Of detiDitioDS and procedures. .lOPES, in turn, 

wll1 be supported by a .Dalaient iDformat1on syst_ (MIS) that includes ODe 

01' more ADP systems. The mest orit1cal of the ADP systems in the .lOPES MIS 

Will be tbe WMCCS IDformat1on System (VIS). 

The DeW process (ead .lOPES) 1IWIt- provide expl1citly tor the receipt of 

written, spec1t1c SeeDer pol1cy p1clance relarcl1q operation plann1q. The 

.lCS and tbe CIRCs should ass1st in ita preparation, 80 that the SecDef has the 

benefit ot miUtery adv10e in frlD1D& the p1dance. One approach would be tor 

the Joint Statt to prepare tbe 1r&1t1al dratt ot the p1dance docUllent. 

The CIRCa must be able to produce iDitial plans w1 thin a reasoDable period 

ot t.1me (weeks, DOt years), and be able to make rettD8llleDts quickly tollov1OS 

their review diaoussioDa with tbe .leS and the SeeDer. .lOPES must permit the 

comparison of plan OptiODS to asSist in this revie" proceBS, botb to retine 

mllitary atrate81 and to show explicitly vbere capab111ties reflected in the 

resource-coDStra1Ded plana oou1d be markecll7 1IIIproved by tbe allocation ot 
addit10Dal DoD resources 1D the interest of meetins national security ObJec­

tives. 
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Under emergency coDditiollB, .lOPES IIII.lat p8rmit the rapid modification ot 

plans to suit specific actual contingencies, probably within hours, and in the 

process atfcrd the real-tilDe interaotion of the SeeDat', the JCS, and the CINCs' 

at a level of data.11 appropriate to th18 bigbest coDUlland level. Smilarly, 

JOPES must permit the rapid creation of new plans UDder emergency conditions 
far -no-pIan- situations. 

.lOPES aust alao permit the aoDitarlng ot events as plans are exeouted, 

reporting to each level of coDUllaDd (up to and inoluding the JCS and the 

SecDer) the level of detail that permits eaob COlPIand ecbeloll to take aotion 

appropriate to that level Of CO_Dd. Far mats for presenting such 1ntarutioll 

must be warked out in advance and standardized so that. both the coamaDders and 

aotion officers are fully familiar with thea and to ensure that JJJaX1I:D:uJI 

advantage can be taken ot aaodern ADP support. Emphasis should be placed on 

reporting actual progress versUs plan, and on developing the ability to anti­

Cipate probl.s, especially those reqUiring priority judgaents on the 

allocation or reallocation Of resources. In that vein, JOPBS auat tCl"ce to 

the surface issues involving the competition far resource. (epec1ally under 

IfmUltiple-plano situations) 10 such a way that the CIRCs, the JeS" and the 

SeeDer are able quickly to reviae military strategy to bet apply available 

resources to the develoP1ng contingency or ser18s ot contingencies. 

No plan muat be ao complex or ao obscured by deta.1l that coDlll8l1ders 

(including those at the higbest level) are inhibited frOll .interrupting or 

modit.J1ng ita exeoution. JOPES also must not call for a level of plen detail 

(at Am: colIIJIBnd level) that taxes either the capability of ADP systems support 

or the human capabllitr to uae it. No plan can perfeotly match the contin­

genay that later develoPS; thus any plan will be at best an approximation of 

the plan that 11 Ult1mately needed, and it 1a therefore senaible to set 

oriteria tor JOPES that accept approximate accuracy and that do not demaud 

exqu1nte detail. The torce modUle must be one ot the key ingredients in the 

new JOPES, both for the creation of basic operation plans by the CUea aud tor 

the development of movement plana by the JDA and the '1'OAs. 
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The planning guidance issued by the Seoretary ot Defense should be policy 
guidance, should be updated and reissued as otten as n-ecessary. and contain 
the following kinds of information: 

(1) A Prioritized list of coot~o,encies iO yhipp tp, s,ADtr is 'IP,cially 

~oter,stld and ror whiPh tpe SegDer Yint, Rlans prePAtId. There 

shoUld be no implication that the list is necessarily exhaustive or 

dispositive ot all contingenoy possibilities. The JCS and the CINes 

should be free to create additional plans for situations they consi­
der to be important. 

(2) A datI uPOQ wpich tpe operation plans are to gl QiPaQ1I or ,xIgut1oo. 

This date 1s not merely a deadline; it has the major etfect of speci­
fying the force and supporting resources that the CINCs should asaume 

are available from the standpoint of the overall Defense program. 

This is not an allocatio~ of forces since that 1s larsely a JCB task 

(with NeA oversight), but rather a olear instruction that operation 

plans are to be capability plans (not requirements plans) and thus 

capable of being executed with the resources available on the date 
specified. 

(3) A Sit of national ,ePYrity OQ1'PtiYlI for lapp cQot~o,eQPY listed. 
These should be in sufficient detail to enable a field commander to 
develop matching plans. 

(~) A set of assumptioP' and &round ryles. These should provide informa­

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

-- The conditions under whicb conscription would be reinstated and 

other manpower mobilization steps taken; 

UNCLASSIFIED 

Pa2~ determined to be Unclassifiel 
ReVIewed Chief, ROD, WHS 
lAW EO 13526, Section 3 5 
Date: • 

DEC 3 1 mil 

I 
I 
I 
I 
I 
I 
I 
J 
I 
I 
I 
I 
I 
I 
J 

, 
, 



B 
11 

U 
o 
D 
n 

m 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

• .". if *' 

UNCLASSIFIED 

-- the conditions under which various national emergencies would be 

declared and the authorities that would flow therefrom; 

- the conditions under whioh allied partiClpa tion could be experted 

in colllblned operations; and 

- assumptiOns regarding basing and overflight rights. 

(5) A set of sQtn'tigs tg be a •• o9latla Kith the QAatlDBIDRitl lilted. 

These should develop further the cirawaotancea under which plaDD1ng 

~ntingencle. lllight develop. 

With the Sec.Def guiduce in hand, the JCS should furnish guidance to the 

CIICs via the dSep, and the ClltCs should then prepare or update their plus in 

accordance with .lOPES proceduru. The CIIC .pll1\s, aocolllpanied by transporta .. 

tion teasibility plus, should then be suba1tted to the JCS tr:r review and fr:r 

IIIPre detailed transportation plannins by the JDA/TOAs. Tbe JCS should hold a 

plUning couterence during which the CIIC personally briefs the JCS on his 

plaus. Based on this review, refill8l119Dts should be _de by the CIIC., a final 

review COnducted by the JCS, and a jOint coutereDce held with the Secretary ot 
Defense. 1'h1s is a critical opportunity tor the SeeDef not oJlly to judSe the 

r,esponaiveness of the pluDing process in terms of meeting his gu.ldaace, but 

also to be directly involvecl in ratif)ing the plaus and - in the process -

developing confidenoe in both the plans and the JCS planning prooes.. The . 
Secretary will alao .ee first hand - through the COIlllllePts of the Jes and the 

CIICs - bow additional ruouroea applied to cr-itiCal ueas could bring . .opera­

tion plana iDtO closer- harmony with ratioral security objectives. It is in 

this context that the flexibility to analyze various options within JOPES i8 

abaolutely esaential. OJlly in this . way can saps between the resource-

constr-ained capability plans and .Datioral security objectives be tully 

revealed, quantified, and remedied in the interuts of m.1litary prepuedness. 
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APPEIDIX C 

AD Emargengy ActioD PaCiiBl 

l.!a! 
Eyaguat10D of NRDCRmbitaDta 

The attacbed BAP, tboup prepared for OSD staff use, i8 tbe t:ne of lfon 

the sbeltlf action package tbe Seaior Evaluation Taa. believes is needed to 
facilitate the OJCS staffing process for major crisis actions. 
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Nal'!:" This "foreword" is for staff use ooly. It is not 
intended to accoopany the decisioo pi!lCkaqe forwarded to 
the Secretary of Defense. 

This I!hIergency Action Package - ale of a series - is an illustrative 

nrxlel of a docwmnt that w:::uld be submitted to the Secretary of Defense in a 

tine of crisis for his decisioo 00 whether to rec:.'allD!nd the evaauatioo of 

U.S. and selected alien noncx:arbatants fran OI7ers~ crisis areas. 

The m:xlel itself is intended ooly as a prototype that crold save 

valuable tiIre in the drafting of an actual docwmnt, tailored to the 

spe:ifics of an actual. crisis. 

Noocorrbatant evacuation is closely linka! to other crisis isSUeS, 

espe:ially those dealing with the .1nplEmii!l'ltatioo of military plans and 

augnentation of IXJ) strateqic lift. Thus, it is iJrportant to address the 

evacuation issue· in the context of related crisis ueasures that have already 

been taken or· are under consideration. The table 00 the following pe.ge lists 

these other measures, and describes their linkage to an evacuation decision. 
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Re'lisicn No.: 
Date: ----

1. !agkground. 

The situation in ___ (=&r;;.;:;ea;;;:;.:.:;;(s .... ).:,.J ___ has reached the point l!II:lere the 

threat to U.s. noncaubatants (and if applicable, the inpact of their presence 

on military c::perations) dictates consideration of their evacuation. [N01'E: 

Provide a synopsis of the threa~ to nc::rlCCtIttatants and the potential effect of 

their presence on military c::perations.] 

Figures 1 and 2 prCIITide the estimated llUI1bers of U.S. noncxxd::Iatants. in 

the area(s) of i.rmediate and potential threat, respectively. Also shown are 

estinated nwrbers of aliens that the U.S. might be called upon to evacaate. 

2. Authorities and R!!J?O!'lSibilities. This section describes broadly the 

authorities and responsibilities for the emerqenc:y evacuation of 

nonconi::>atants and for their reception and assistance in cx:H1S or other safe 

havens •. 

Executive Order 11490 assigns to the Secretary of State the CllTerall 

responsibility for developing plans for the protection and evacuation of 

Anerican citizens and nationals abroad and for safeguarding their property. 

The Secretary of State has delegated basic authority and responsibility for 

inplementing evacuation plans to Chiefs of Mission and principal diplanatic 

officers. Each Chief of Mission naintains a camtry evacuation plan. 
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'1he Secretary of Defense is respcnsible for advising and assisting the 

Department of State in planning for the elTacu.atim fran. arerseas areas of 

dependents, and D.S. teachers, administrators, and other U.S. citizens 

working in dependent schools. [If pertinent, it shculd be nenticned that, by 

joint agreenent with the Department of State, the Secretary of Defense also 

has pdmary responsibility for carrying Olt the elTacuatlm of IXD-sponsored 

noncarbatants fran the Federal Replblic of Germany, and of !l:! D.S. cithens 

fran West Serlin, QlantananD Bay, and the Panama canal.) 'l'heater and Service 

corIpalellt c:c:mna.nders and the Military Airlift CCJIInmd mintain plans for 

assisting in nc::ncatbatant elTacuatipn cperatialS. IXD sealift assets my be 

enployed as well. 

The Onder Secretary of Defense for Policy has the lead in developing 

advice to the Secretary of Defense m the need to wacuate ~tants. The 

Joint Chiefs of Staff, thrc:u.gh. the theater CCIDl'II!mders, are respoosib1e for 

managing roo evacuatim qler8tials. Except under a' declared natiooal 

energency, JXX) is responsible for receiving and assisting elTacuees it had 

sponsoreC! cwerseas upon their arrival in aKlS. The Department of the A.r::lqy is 

the roo Exec::utive Agent in carrying Olt that respoosibility and is assisted 

by the other Services as necessary. Other am offices are involved in the, 

decisim and inplementatial prc:x:esses as indicated in .Appendix A-

If the elTacuatim is Cl'tlI'.Iduated under a declared natiooal anergency, the 

Department of Health and IfJ.l.nap Services (DHHS) is responsible for receiving 

and assisting all evacuees upon their arrival in the United States. In cases 

in which elTacuees are renewed to safe havens other than CXHJS, the State 

Depart.1Ient is responsible for c:x:crdinatim with 'heat gcwerrmants for their 

support. 
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3. Alternatives. 

a. StateRent of Alternatives. 

!. Do not evacuate J'lOnCCIli:Iatants. 

. Page determined to be Unclassified 
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1. Evacuate u.s. noncombatants <Xl a voluntary basis via cc::.mterCial 

carriers (using' scheduled and chartered lift). 

1. Evacuate,' <Xl an erergency basis, all U.s. and selected alien 

noncClII'batants fran area(s) of in'IIIediate threat, using all available civilian 

(including' CRAP) and military airlift. 

!. Evacuate, <Xl an emergency basis, all u.s. and selected alien 

nonCCltbatants fran areas of both ilme:!iate and po~tial threat, using all 

available civilian (including a:w') and military airlift. 

b. Inplicaticns of Alternatives. [Note: This sectioo shculd briefly 

address each alternative in terms of the risk to llCI'lCCJli:Iatants, international 

and datestic in'plications, and effect on military operations (if applicable). 

For exanple, the following discussion might apply in the early stages of a 

E1lrcpean crisis that cnlld erolve into NA'lXHfarSaw Pact hostilities.} 

!. Alternative 1: No El7acUatioo. U.S. 1'lalCt'IIba.tants in the vicinity of 

military installations and along likely er1eari avenues of advance'tll'Olld be in 

grave danger in the event of hostilities. Substantial loss of, life cnlld be 

expected. In addition, the presence Of U.S. ~tants in caubat zones 

could lower the conbat effectiveness of C11r forces. Should the enemy succeed 

in 'penetrating U.S. and allied defenses, large nwrbers of U.S. ntI'lCCIIIbatants 

might be taken hostage. The' inc;reasing demand for evacuation indicates that 

this alternative uaybe unacceptable to the CcxIgress and the plblic. On the 

positive side, a decision not to evacuate llCl'lCatbatants now cnlId have a 

5 

UNCLASSIFIED 



UNCLASSIFIED 
Page determined to be Unclassified 
Reviewed Chief, ROD, WHS 
lAW EO 13528, Section 3.5 
Date: DEC 3 1 2013 

stabilizing effect cc the crisis to the extent that potential adversaries 

w:::I1ld interpret such decisicc as a sign that the D.S. does not consider 

1x>stllities inevitable. A staY""Plt pol.icy for U.S. nalC:XllbItants a::W.4 also 

be interpreted by the Allies as a cc:mni.tment to -share the risk", and. shalld 

reduce the potential for panic aDt:I1'I9 the host naticc popllace. It 10lld also 

permit D.S. reinforcement plans (if inplemented) to prooe:1e cc sche:1.ule, 

wi thout the c:anplications inherent in evacuating nonccJlt)atants aboard 

aircraft that are shuttling t.rocps and sapplies to 8lrope. 
. " 

1. Alternative 2: Volunta.ry El7acuation. 'l'his alternative 10lld reduce 

the U.S. noncad:latant popllaticc and dem::mstrate concem for their safety 

withoJt sending potential adversaries a signal that the D.S. considers 

hostilities inevitable. Significant nwrbers of noncat'batants are likely to 

opt for evacuation. Should involun,tary E!I7aCIlaticc later becaDe necessary, the 

redUction in eTa.CUeeB 1IIla1ld lessen the potential for disIUptioo of 

reinforceJ.lBlt flow and CXI1bat c:peratiCllS. Ql the negative side, substantial 

mmbers of IlCIIlCCJd)atants 1IIla1ld remain at risk and, sba:lld hostilities erupt 

prior to their evacuatioo, lIOlld face the same dangers cited for Alternative 

1. For this reason, the Cc:Ilqress and the pUc :my consider this "alternative 

an inadequate response. 

1. Alternative 3: Involun!:EY Evacuation fran Areas of IlImediate 

Threat. 'l'his alternative 1IIla1ld evacuate nc:r1C:OIIbatants fran areas in which 

.catblt 1IIla1ld be likely during the initial "X" days of hostilities. By 

stq.lping short of a c:anplete evacuatioo, it shalld signal U.S. resolve 

without necessarily being perceived by potential adversaries as a sign that 

the U.S. considers hostilities inevitable. '1'he Congress an~ the plblic might 

consider this an acceptable alternative at the present time. Ql the negative 
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side, a l.a.rge-scale el7acuation could sp1r panic 8IID!lq the host nation 

popI.llace, which in tum could threaten the safety of the evacuees and 

interfere with U.S. and allied mil,itary preparations. [If the evacuation 

were to be carried Olt using returnin9 military airlift during' a large-scale 

deploym:!nt of U.S. forces to the regioo, the extent of the interference in 

the deployment should be stated.] 

!. Alternative 4: Involunta;y Evacuation £ran Areas of Both IImediate 

and Potential Threat. This alternative offers the best 'chance of CCIIpleting 

the el7acuation under peacetime conditions, and could be expected to have the 

solid support of the Calgress and the plblic. Hc:1;ieVer, each of the negative 

i1tplications cited for Alternative 3 lIIOUld prc;i)ably be magnified. [As for 

Alternative 3, if the el7acuatioo is to be carried Olt concurrently w:l..th 

deploynent c:peraticns, the extent of the interference in the deployrrent 

should be addressed.} 

4. SUnmar;y of Interested Parties I Views. [Note: This section states Which 

alternative each interested DCD and Federal civil organization supports and, 
"...-- "",.... -.... 

unless the recamenda.tion is unani.Jtols, the organization I s reasons for 

prq:x:mency of that alternative. ] Exal!ple: 

Alternative 1 - No support. 

Alternative 2 - No support in DCD. Hc7ever, IXE favors. They feel that 

voluntary evacuation will result in a substantial reduction of nonCOlti:latants 

in areas of greatest threat withOlt causin9 widespread panic in host nations 

or further destabilizing the international situation. 

Alternative 3 - All (except IXE) support. 

Alternative 4 - No support now, oot all agree that expansion of the area 
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to be eTaCUated shc:uld be considered if the sitllation takes a drastic turn 

toward armed cxmflict. 
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5. Decision. 

Alternative apprOlTE!ld: 

Mcdification as follows: 

Signature and Date: I 
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J:.V.N::UATE R::NCOMBA'mN'lS 

APPSIX A - DJ:X.!ISIOO lXX!tJMENTS 

(!e!:!: TM::> decision documents are reqllired. The first is a Secretary of 

Defense De1'lDrandum to the Secretary of State cutlininq his rE!CCl1leldations 00 

the evacuaticn issue. The second is a Secretary of Defense JJeIIk)randum to the 

Joint Chiefs of Staff and the Services wtlining J'XX) support to be prOll'ided 

in iIrplenenting any f!\7aC1latioo measures ordered by the President.) 
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CSD ~ JIL'TI('lq P1!CKAGE *16 
Date: 

I 
DfC 3 12013 

EVACUATE ~ 

APPENDIX a - OIiCISICN AND lCl'ICN PRCX:!5S ~ 

I 
ST.I!:PS - 1!CTlOOS Qf! St1PPOR'l' 

I 1. Assess threat to noncatbatants JCS A'SOCISA. and/or ISP) with State 
OIA , 2. Determine potential rn:mi:lers of tEO(P) A'SD(ISA. and/or ISP) with State 

evacuees JCS 
Services , 3. Review and update noncatbatant JCS A'SD(mA&L) 

evacuation plans A'SO(ISA and/or ISP) 
Services . 

I 4. Determine airlift, ~ift, JCS Services 
and other special requirements 

I 
(e.g., medical care) to support. 
an evacuation 

5. Assess military inpl1cations JCS Services 

I of evacuation alternatives 'lOAs 
(effect CIl\ C1eploynent schedules J 
effect on military operations) 

I 6. Assess international political OSO(P) A'SD(ISA and/or ISP) with State 
inpl1cations of evacuation CIA 
alternatives 

I 7. Determine legal inpllcations Gen. Comsel services 
of mmdatory evacuation 

I 8. Determine status of plans for ASO(Km&L) Army with IJ!HS 
reception of evacuees in CXJNtJS 

I 9. Determine availability of tSO(P) ASO(ISA and/or ISP)with State 
safe havens, if needed 

I 
10. Review this EAP for cOnforrcance USO{P) General Ccx.msel 

witil current law and policy 

11. Catp1ete draft decision paper USO(P) A'SDCKm&L) 

I ASOCISA) 
ASO(ISP) 
General Counsel 

I 
JCS 
Services 

I a-I 
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13. (btain SecDef Clecisial '(9)(P) JCS • 14. ForWard SecOef recamendaticns osecp, 
teState • IS. Obtain Presidential decisial State 

16. Coordinate with State Depart.- lJSt)(P) .xs • ~t~~(l)~tioo MD(ISA and/or ISP) 
plans and (2) Ileqotiatiaw with MD(~&L) • foreign goI7ernuen~ for (a) assis~-
anee in protectial and eva.cuation 
of lXD-sponsored ~tants • and their property, (b) safe haVenS, 
and (e) transit and OI1erfligh~ 
riqhts 

17. Coordinate with JliBS ccncern- ArmJ JCS • inq plans for receptial of 
evacuees in a::HJS • 18. Issue eJact.lation warning orc1er JCS 

19. Alert local up,l1tary and civil Arm! Other Services • authorities in the U.s. as to (with IEftS) 

potential nwrber of eJacuees 
and recep~icn si tea. Establish • coordinatioo with local author-
ities and agencies near reception 
si~es 'CClIIlUlli~y services, ho.Ising • authori~y, Red Cross, etc.) 

20. Issue ev8CWltion execution .x:s 
order • 21. Manage the evacua~ion JCS cncs 

Services 
. • 22. Manage, support, or JIDfl1tcr An1lY other services 

~ recept.ial of IX'lD eJacuees 
in (XINUS, as appropriate • • B-2 • UNCLASSIFIED • 
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!l!!1 This appendix does not accarpany the decisial package forwarded to the 

Secretary of Defense. It is intended. to help the aso staff by prcwiding 1) 

formats for the collectioo of data. needed to wild the decision package, and 

2) formats for collecting infonation and updating the Secretary and other 

(SO principals 00 evacuatioo progress. '!be data co1lectioo formats will also 

prOlTide useful backup informatioo with which to answer detailed CJ,leStions 

during briefings. 

RlRMMll 

1 - categories of Potential EYacIlees 

2 - Evacuee Part.s of Elltlarkatioo 

3 - Evacuee Part.s of Debarkatioo 

4 - Evacuation Safe Havens 

5 - (Area) E'Iacwltioo Status, as of (Date) 

, - Evacuatioo Status SWmary as of CDate) 

C-l 

UNCLASSIFIED 



UNCLASSIFIED 

01 ~ ~ ~:~ ~I S 
~ § UI ~ ~ a a ~I B 

~I a a ~ a aJ S 

cl a a a a al S 

C-2 

UNCLASSIFIED 

Page determined to be Unclassified 
Reviewed Chief, RDD, WHS ~ 
lAW EO 13526, Section 3.5 
Date: DEC 3 1 2013 

I 
I 

• • • • • • • • • • • • • 
II 

• --• 



I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I' 
I 
I 
I 

. 
N 

I 

UNCLASSIFIED 

I I I 

.... N"" 

C-3 

UNCLASSIFIED 

I I 

II 
I t 

Pag' determined to be Unclassified 
Reviewed Chief, ROD, WUS 
lAW EO 13526, Section 3.5 
Date: DEC 3 1 2013 



:;r;-T7£ .. " \;;;. hiRaM _ • 

. 
f"'I 

I 

UNCLASSIFIED 

Page determined to be Unclassified 
leviewed Chief, ROD, WHS 
lAW EO 13526, Section 3.5 
-Date: DEC 3 1 2013 

UNCLASSIFIED 

I 
I 
I 



,--

f8 

CIl 
~E3~ 

I II; 
~ 
~ 

• I ~ • . S .., 
~: I • ~~ 

~ -
I I 
I ~ 

UNCLASSIFIED 

5n~ ~ ~= =~ ~ = 

:: :: :: II 

~ It .r> f1 

.s- >. .s- b !:f 

~ ~ ~ ~ 
. 

B 
IlO 

c-s 

UNCLASSIFIED 

Page determined to be Uncl ... lflecf 
Reviewed Chief, ROD, WHS 
lAW EO 13526, Section 3.5 
Date: DEC 3 1 2013 





I , 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I _ 

-.-- - .- .... -":":"~- -

~ 
~ 

UNCLASSIFIED 

I dI H S S S SI i 
i ; 
J ill S s S S HI ~ 
. 

\0 

I ~~ ~ D ~ B HI ~ 

C-7 

UNCLASSIFIED 

Page determined to be UnClassified 
Reviewed Chief, ROD, WHS 
lAW EO 13526, Section 3.5 
Date: 

DfC 3 12013 



-..:-~,: •• ,M 84 ...... ,. ':.: 

UNCLASSIFIED 

Pal~ determined to be Uncfassified 
ReViewed Chief, ROD, WIfS 
lAW EO 13526, Section 3.5 
Date: 

DEC 3 1 2013 

THIS PAGE D'l'EHTIOlfALLI LEFT !LAllI 

C-8 

UNCLASSIFIED 


