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FOREWORD

This Enclosure 1is part of a study of command and control

processes involved in the Cuban crisis of October - December

1962,

The scope of the entire study 1s as follows:

Basic Paper

Enclosure "A" -

Enclosure "B" -

Enclosure "C" -

Enclosure "DV -

Historical Analysils of the Subsatance
of Command and Control Actions, Their
Circumstances, and Their Implications.

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

Crisis, October 1962

Functional Analysls of Command and
Control Information Flow in the Joint

Stafft

Analysis of Command and Control in the

Service War Rooms in
Staff Operations

- 11 -

Support of Joint
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The Office of the Joint Chiefs of Staff (0JCS) 1s a
constantly changing organization. Each new issue of the
QCJCS organizational chart reveals numerous changes in organi-
zational arrangements and 1n the personnel holding various
rositions. The guldelines and procecdures by which the 0JCS
functions both in peacetime and under erisis conditions are
simllarly subject to modification and change based on the -

lessons learned from oprevious experiences and on necessary

responses to changed circumstances.

Any description or analysis of the OJCS or its components
as of a particular time period is therefore subject to some
degree of obsolescence. This is particulariy frue of analyses,
such as the present one, which are themselves intehded as

potential instruments of change.

The paper which follows describes the organization and
procedures of the Operations Directorate (J-3) and other
parts of the QJCS that were 1in effect at the time of the
Cuban crisis, October-December 1962. An earlier draft,
substantlally similar to the present paper, was completed
in April 1963, and shortly thereafter was made available to
various J-3 offices for their review and comment. Partly in
response to the problems noted in this paper and partly as
a result of the J-3 Directorate's own internal analyses of
needed improvements, some of the organizational and procedural
arrangements described in this paper have undergone modification

or revigion.

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

are of continuing relevance to the development of more effective

—Lozsaerer - 1w -
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command and chntrol procedures in crisesf Some of .the
difficulties of 0JCS operations revealed during the Cuban
crisis point to basic operational problems that remain unsolved
or, at least, require additional remedial action. In this
sense, 1t 1s hoped that the present paper provides not only

a useful historical reconstruction and point of reference but

also a documenrt of current relevance and timellness.



| ENCLOSURE "B" ! !
C&C INTERNAL MEMORANDUM NO. 40

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

INTRODUCTION

1. This paper describes the operational procedures employed
within J-3 during the Cuban crisis. The first part of the
paper describes the general historical sequence of
preparations for the impending crisis (15-21 October),
the formation of the Joint Battle Staff (JBS) and 1ts operation
during the crisis (21 October-12 November), and gradual return
to normal operations (12 November-6 December). Following the
narrative, the major summary obsefvations of the study are

presented,

2. The appendlces, which comprise the second part of the
paper, present more speciflc information on the procedures
employed by the JBS, the activities of several J-3 Branches
closely assoclated with Cuban operations, and the procedural
documentation research which supported the study. Each
appendix contains more detailed observatlions and conclusions
about the subject being discussed. Only the more salient ones

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

PURPOSE

3. The purpose of an analysis of J-3 procedures assoclated
with the Cuban crlsis 1s to provide the Director, J-3,
assistance in evaluating and improving operational procedures
involved in crisis situations. As such, 1t is part of a
larger study of the Cuban crisis authorized in J-3IM-IN38-A2,
dated 15 November 1962, and i1s in support of a more general
WSEG requirement to provide the COrganization of the Joint
Chiefs of Staff (OJCS) assistance in developing an improved

commnand and control capabhility.

i SRR
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L, Following the Cuban crisisg there was a general feeilng
in J-3 that much could be learneé from operationél experience
gained during the Cuban crisis, I was felt that this situation
could be treated like a large-scale exercise, and that the
procedures employed during the crisis could be given the same
postexercise analysis and evaluation that the& would ncrmally
recelve following exerclses. However, in order to do this it
would be necessary to develop a detalled historical recon-

struction of procedures utllized by J-3 and the 0JCS during the
crisis period. Thils paper attempts to fulfill that requirement.

SCOPE AND ILIMITATIONS

5. This study attempts tc reconstruct how operational command
and control actlvitlies were performed 1n'J-3 during the Cuban
erisis and to relate this to documented procedures which specified
how they should be performed under conditions of increasing
tension and crisis. It is based on an extensive analysis of
procedural documentation in effect at the time of the crisis, on
interviews with many of the participants, and on records made
available following the crdsis. Earlier drafts of this paper
were reviewed by a number of the participants and other members
of the J-3 staff. Their comments and suggestions, 1in many cases,

have been incorporated into the present verslon of the paper.

6. The analysis is focused primarily on the Joint Battle
Staff and on J-3 operations. The procedures used by the Joint
Battle Staff during the crisis are described and compared with
the procedural guidance avallable in pre-existing 0JCS documents.
Particular attention is devoted to the activities and procedures
related to briefing and debriefing, the preparation of Situatlon
Reports (SITREPs), the processing of message traffic, and the
coordination of staff action (see Appendix "A").

0P Sganam= -2 -
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7. The paper also deécribes tﬁe actions of several J-3
Divisions and Branches which were directly concerned with
various aspects of the Cuban operation. MaJor attention is
devoted to the Current Actions Center (CAC), the Emergency
Actions Room (EAR), the Support Branch, the Status of Forces
Branch, the LANT/CARIB Eranch, and the General Operations

Division (see Appendix B).

8. There are several limitations in the scope and compre-
hensiveness of the present analysis. The lack of access to
certain types of data prevented detailed ‘overage of all
Directorates and agencles which participated 1n the aug-
mented watch and Joint Battle Staff operation. fhus, the
activities of other (non-J-3) Directorates and of the liaiscn
personnel from the Defense Intelligence Agency (DIA), the
National Security Agency (NSA), and the State Department are
only briefly mentioned. The limifed amount of time for
collection of data also prevented a more detailed analysis
of the work of the J-3 action officers, and the activities of
the Operations Plans Division and the Commands Branches

(other than the LANT/CARIB Branch).

9., Finally, 1t should be noted that the present paper
comprises one of 2 series of lnterrelated studies of the
Cuban crisis. The basic paper and other enclosures provide
both a general context and a series of supplementary analyses
which serve to amplify and complement the findings reported
here. This 1s especlally true for Enclosure C, which
presents a comprehensive analysis of message traffic during

the Cuban crisis.
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THE PRECRISIS CONCEPT OF OPERATIONS

10. At the time of the Cuban c¢risis, the most current and
centralized source of procedures relating to contingency
operations was the JCS document, CONTINUITY OF OPERATIONS OF
THE ORGANIZATION OF THE JOINT CHIEFS OF STAFF (COOP-OJCS).l/
This document, published on 27 August 1962, describes the basic
concept of OJCS operations under crisis and emergency conditigns
and cutlines the organlzation and procedures for the conduct
of these operations. Figure 1 shows the overall organization
that was in effect at the time of the Cuban crisis. The
concept and procedures contained in the COOP-0JCS were teste@
in the HIGH HEELS II Command Post Exercise, held during the
latter part of September 1962.2/ The results of this exercise
were st1ll in the process of evaluation when the Cuban crisis
broke. Thus, many of the procedures developed in the COOP-QJCS
document and exercised during HIGH HEELS II were to be subjected

to the additicnal test of an actual crisis.

11. The subsequent discussion attempts to reconstruct and
describe J-3 operations during the Cuban crisis and %0 ielate
these activities to the established concepts and procedures

contained in the COQP-0JCS.

12. The COQP-0JCS concept of operations assumes that the
level of activity and the scope of functions to be performed
by the 0OJCS will vary, depending on the nature and gravity
of the situation. The concept envisages a gradient, ranging
from "normal" cold war operations to general nuclear warfare.
The JifTerent levelz of threat and crisis within ihis range
necessarily produce variations in the levels of activity, in

i R ugus 2 RET,
2/ JCS Exercise OPLAN: i Exercise HIGH HEELS II, SECRET.

e - b -
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the numbers of personnel involved, and in the nature and scoﬁe
of 0JCS involvement., Accordingly, "these variables ccmpel the
0JCS in supporting the JCS to gear 1ts operations to flexible
rather than flxed procedures 1in order to handle and respond
effectively to thé broad range of situations with which it

may be confronted.“l/

13.; )

.

1/ COOP-0JCS, op. cit., Fart I, "Operations at the Pentagon."

2/ These statementsS are descriptive of the Watch at the time of
~ the Cuban crisis. The organization and functions of the Watch
have recently been changed to permit initiafion of action on

particular emergency or critical matters.

TR -5- . | o -
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1/ The Decision Group consists of "key individuals who must
be available during perilods of 1increased tenslon to render
immediate and subgstantive advice to the Decislion Makers.”
The Augmentation Group consists of a "category of indi-
viduals, representing staff elements, who will broaden and
ceepen the capabilities of the respective Alert Cadre
Elemsnts (located in the Pentagon, and the AJCC, the NECPA,
and the NEACP) in suppor: of the Decision Group." See
COCP-0JCS, ibid.

2/ Ibid.
3; Ibid., Part III, "Post Relocation," Chapter 1, "Operations
at the Alternate Joint Communications Center.”
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15. The forms af. organization and procedure contained

in the CO0P-0JCS had previously been tested in the'

;::'Uhfortunately, the Cuban crisis Inter-
vened before many of the problems revealed by thls exercise
could be resolved by corrective staff action. The post-
exercise critique for commanders, which was intended to
isolate critical problem areas and to recommend corrective
measures, was cancelled because of Cuban developments.

Written critigue agenda ltems onQﬁIGH HEELS II were not
reproducéd until 11 December 1962, nearly one month after

the Cuban Battle Staff had been dissolved and five days

after the discontinuance of the augmented Cuban Watch.

The consolidated critigue document which was reproduced on that
duie for Joint Staff evaluation contains 207 items stubmitted by

perticipating command agencies and Joint Staff Directorates.

lzJSM 1258-62, for Director, Joint Staff from Director, J=3,
subj: Relocation of Alert Cadre Group, 22 October 1962,
~ AONFTDENTIAL.
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HIGﬁ HEELS II placedgﬁajor empéasis on a general war situation
and many of the critique items, therelore, deal with nuclear
operations. It is useful to note, however, that twenty or more
of the ltems pertain to and suggest changes in Joint Battle
_Staff functions, the handling of messagze trafilc, the
noordination of Joint Staff activities, the conduct of
briefings, status of fcrces reporting, situation reports, and
other topics that had direct relevance to emergency operations
in the Cuban crisis.l/

16, Although the Cuban crisis broke before the critigue c¢f
HIGH HEELS II could be implemented by organizational and
procedural changes, it 1s nevertheless true that a large
number of J=3 personnel and the higher echeloﬁs ¢f command
had been thoroughly briefed on, and had exercised the
tasic procedures contailned in the COOP-0JCS. As a result of
the HIGH HEELS II experience, therefore, fthe personnel of the
Q0JCS were perhaps as well prepared for operations in a crisis
as could be expected. Unfortunately,-most of the Battle
Staff members picked for the Cuban crisis had not had
previous Battle Staff experience in HIGH HEELS II. Joint
Battle Staff experience in this exercise apparently was
not a determining or majlor factor in the selection of Cuban
Battle Staff members.g/ﬂccording tc several observers,
experience on the HIGH HEELS JI Battle Staff proved to be
of considerable value in enhancing the effectiveness of
Cuban Rattle Staff personnel, S;pecially during the early,

critical periecd of operations.

E7JCSM Working Paper for Action Officers, from D. R. Ward,
Colonel, USA, Project Officer, subj: Exerclse HIGH HEELS IT.
ritique Agenda Items (U), 11 December 1962, TOP SECRET.
H/Interview Fo. 2, & March 1963.
Interview No. 1, 7 March 1963; Interview Nc. 3, 1l March
1653; Interview No. %, 12 March 1G53.

e - -9 -
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17. In summary, two:weeks befoire the Cuban crisi$ began
to develop, the concept, procedures, persocnnel, and facili-
ties of the 0JCS had been exercised in a general war context
during HIGH HEELS II.; A description of how these same
concepts, procedures, personnel, and facilities were employed

during an actual crlsls operation 1s contained In the follow=

ing sections of the paper.

INITIAL ACTIVITIES AND AUGMENTATION OF THE WATCH (15-21 OCTOEER}

18. On Sunday, 14 October, high-altitude photo surveillance

missions were flown over Cuba.E

R s e 4 - e -

|

‘,_....i?};obeft M'c.:Namara, Secreta—x-'} of Defense, Department of
efense, Special Cuba Briéfing, February 6, 1963.

Enclosurﬁ "A%, Chapter I, "Precrisis Military Contingency
Plamning”.

L R e
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;1 The Chief, CAC, was informed of the
President's itinerary on Thursday, 18 October, and knew in
-agdvance that the Presidenﬁpwould cancel his scheduled political
-Bpeech-making trip and would Petgrn to Washington to direct
foban planning and military mobilization.i/ The deployment
.&f NORAD and STRIKE alreraftf into the southeastern United
States was beginning at fthis time.g/ On 18 October, CINCLANT

was also authorized to release special intelligence planning

-Anformation for use at the air crew level.i/

20. Formal augmentation of the normal.watch was begun on
Priday, 19 October, following an afternoon briefing.ﬂy the
‘Mrector, J-3, for key J-3 personnel assigned to the CAC, the
“ZANT/CARIB Branch, and other J-3 Divisions. (See Appendix B,
Figure 1, which shows the organizatlion of J-3 at the time of
the Cuban crisis.) At that time, the Director of Operations
suggested that the Chief, Current Operations Division, and
the JCS/J-3 Duty Officer begin making preparaiions to shift
%0 Joint Battle Staff operations. This action was based on a star

L/
«memorandum developed by the Chief of the Combat ‘Plans Branch.

" ol

~

T/ Irnterview No. I, 7 March 19Ah3,
2/ Msg., JCS 6761, 1822043, Octcber 1962, TOP SECRET.
"™/ Msg., JCS 6765, 1823563, October 1962, TOP SECRET.
“3/ Interview No, 6, 1 April 1963.
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23. The preparation of the MAL, later called the Master Check
List (MCL), soon“became-tob time-consuming for the Quarantine
Group, and on Saturday night (20 October), the responsibility
for this important activity was reassigned to the General
Operations Division. (For a more detalled discussion on the
production of MCLs, See Appendix "B", "General Operaticns

Division.")

e

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

!
directed one of them to "Get over there and get with it."i/

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

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

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

4/ Interview No. 13, April 1963.

ot -1 - . -
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The CAC Watch officegé began alerting p?rsonnél:who were
scheduled to particip;te in the Battle Staff Teams. Prior
to convening the Battle Staff, the Directors of Joint Staff
Directorates had been briefed on the Battle Staff operation
and personnel had been assigned to the Battle Staff from
each Directorate. On Sunday, arrangements were also made
to have State Dep$rtment and NSA liaison representation on

the Battle Staff.”

25. The operation in the CAC on Sunday could be character-
1zed as very busy and somewhat disorgzanized. The normal
JCS/J=-3 Duty Watch personnel, augmentation personnel, action
officers, and new Battle Staff members from J-3 and the
other Directorates, were all "scrounging“ for background
information, trying to determine thelr responsibilities,
processing message traffle, learning exlsting operational
procedures, and performing a wide variety of other {tasks.
Administrative files of message traffic, displays, logs,
and operational procedures were being improvised as the

need arose,.

25, Initial disorganization and confusion stemmed from
the generally changed mode of operations utilized by the
JCS during the Cuéan crisis. This changed mode included,
a) the withholdinz of detailed intelligence information
and operatlcnal plans on Cuba from most of the staf?
until the period following the President's Cuban'speech;

b) the establishment of special planning and aection groups

1/ J3M (No number) for Director, J-3 from Col. Giraudo,
Subject: 'M"NSA Cfficer on Watech in CAC," 21 October
1962, SECPET; and J3M (No number) for Director, J-3,
from Col. Giraudo, Subject: "State Department Personnel
on Watch in CAC," 22 Qctober 1962, SECRET.

R - 13 -
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(the Cuba Planning Group, the Blockade Group, the MCL Group,
etc.) outside the structure of the Joint Ba;tle Staff; and

¢) the breakdown of JCS debriefing procedures established

for crisis operations because the JCS were meeting 1in the

Gold Room instead of the NMCC Conference Room, These develop-
ments left a ma;qr informational vold that capsed ambigulty and
lack of clear guldance in the formulation of JBS activities.

In part, however, the 1initial confusion in the Battle Staff
resulted from a lack of documented JBS procedures., Many of

the key personnel of the Battle Staff had not had previous

JBS experience and were therefore not familiar with established
message handling practices, preparation of SITREP's, prepara-
tion of briefings, and other essential JBS functions.

27. The JCS/J-3 Duty Officer, and the regular Current
Actions Team members spent a major share of their time in
attempting to brilef Battle Staff Team memhers in thelr duties
and in trying to achleve coordinated action between the JBS
team shifts. At the same time, they performed the "trouble-
shooting” role of carrying out actions that are formally as-
signed to the Battle Staff. One of the regular Watch Opera-
tions Officers, for example, was given major responsibility
for assembling information for the briefing script used in
General Taylor's morning briefing. This briefing secript also
formed the basis for other operational briefings given by
the Battle Staff Team Chiefs.l/ (For a more detailed de-
seription of this process, see Appendix "A", "Briefing and

Debriefing.")

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

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

1/ Interview No. &, 12 March I963.

Enclosure "B"

M - 14 - C&C Internal Memo No. 40



The week began with a very limited number_of personnel involvéd
in Cuban operations under utmost secrecy. The number was
graduvally increased through Friday evening. At that time,

many of the key staff parsonnel were briefed by the Difector,
J-3, and the augmentation of the Watch and preparations for

the eatablishment of a Joint Battle Staff were begun. Thé_

weekend was marked by intense round-the-clock activity, ad hoc

grours working in comparative isolation, arnd a gsneral air of _

corifusion, lack of information, and mounting pressure, Ac-
cording to several observers, staff actlions did not seem to

move as efflciently as had been the case dﬁring HIGH HEELS IX.

29. The general concept of augmentation of the normal Watch
and transition to Joint Battle Staff operations, as specifiled
in the COOP-0JCS, was essentially followed during the bulld-up
phase. The majJor deficiencies in this process did not arise
from basic inadequacies in the concept of operatlions; rather
they resulted from the lack of detailed supporting-procedures
and the absence of sufficient operational personnel well

trained in those procedures.

JOINT BATTLE STAFF OPERATIONS (21 OCTOEER -~ 12 NOVEMEER)

3C. The Joint Battle Staff bhegan operations Sunday morning
with the assignment of three Team Chiefs (Deputy Chiefs of
the Joint Battle Staff), under the direct supervision of two
Joint Battle Staff Chiefs (Duty Generals). Although the
titles given to these positions varied, the basic functions
of the perscnnel assigned to them did not. The two Deputy
Directors of J-3, and later a third Depufy Director, became
"Duty Generals" and Chiefs, Joint Battle Staff. Three
senior Colonel/Captain officers became heads of three Battle

Staff teams, i.e,, Teams A, B, and C, working l2-hour shifts.

Lo EmRBOrT - 15 -
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Security Agenc'l/ also represented an innovation not antici- -
pated in the COOP-0JCS. Although NCO and civilian adminis-
trative assistance was provided, the Cuban Battle Staff also
did not have an administrative offlicer specificdlly assigned
to each shift, as specified in the COOP-OJCS.g/

32. Most of the newly assigned Battle Staff members
were relatively untrained for thelr new assignments except
for gener§l background information derived from their nocrmal
staff assignments., Existing evidence seems to indicate
that no special orientétional briefings were given to prepare
Battle Staff members for their jobs, although information
was provided on request by personnel knowledgable in the
current status of operations. Access t¢ such iInformation for
a particular JBST member was, however, restricted tb those
who had the necessary securitvy clearances, Many JBST members
did not have such clearance because their normal staf?
assignments_boré little Pelétion to thelr assigned positions

on the JBST.

33. In general, newly assigned Battle Staff memﬁers were
given initial orientation by asking them to read coples of
the Master Action List and the COOP-0OJCS documents. They
were then informally briefed by Team Chiefs and the JCS/J-3

Duty Officer, and then left £0 [ind the necessary background

information for their particular needs.

i/ N3A provided two milltary offlcers and two Civil
Service employees to maintain liaison with the Battle
Staff on a 24-hour basis. See J3M (no number) for
Director, J-3, from Colonel Giraudo, sukj: "NSA Officer
on Watch in CAC," 21 October 1962, SECRET.

2/ COOP-0JCS, op. cit.

e g - 17 -



iR

R

34, In numerous cases, the search for essential bébkground
information and instructions for handling a particular JBS
function inveolved a search through several documents for
peértinent material. For example, the COOP-0JCS3 ﬁrocedural
gulidance for handling and processing incoming and cutgoing
mecsages consists of the following statements: '"Message
distribution will be in accordance with current Administrative
Instructions," and "Qutgoing messages, other than Emergency
Actions Messages, will be processed in accordance with current
Jolnt Administrative Instructions."y For a Battle Staff
member who was unfamiliar with standard message-handling
procedures, this guidance would have required the reading of
at least four or more separate Jolnt Administrative Instructions
(JAIs), as well as J-3 Instructions (J-3Is) pertaining to
message procéssing.g/ However, none of these instructions
even mention Joint Battle Staff procedures during crises or

emergency operations.

35, More detalled guidance was needed to insure that the
Battle Staff properly carried out all of 1ts assigned functions.
“On Wednesday, 24 October, the Director, J-3, sent a
memorandum to the Chief, Joint Battle Staff, in which he
provided a "check list of recurring items which must be
handled on a daily basis."i/ This list included the following
thirteen items (slightly abstracted from the original):

a,., Supervise revision of MCL for Cuban operaticns,

deliver to Director, J-3, at 0700, and publish and
distribute by 0800,

1/ COOP-0JCS, op. cit.
2/ The following JAIs refer to Incoming Messages: JAI 5712.2C;
JAI 5712.4, In addition, the following J3Is are relevant
to processing Incoming Messages: J3I 5712.1C; J3I 5712.3, and
J3I 5712.4. The following JAIs and J3Is pertain to Outgoing
Messages: JAI 5712.1E; JAI 5712.5; J3I 5712.1C; J3I 5712.3.
3/ J3M (No number) from Director, J-3, to Chief, Joint Battle
Staff, 24 October 1962, UNCLASSIFIED.
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b. Provide for pick-up by Commander Bagley at 0730 a

copy of Current Situatlion Report and script for Chairman's
0800 briefing for delivery to White House Situation Room.
¢. Ten-minute briefing for General Taylor at 0800C.
Provide script.
d. Situation Report to be publishéd. '
e. Review and update actions by JCS and MCL.
f. Prepare draft messages.

g. Maintain f1aison with Secretariat officers in room
adjacent to Gold Room duriﬁg JCS sessions -- "for the
purpose of obtaining timely information on decisions made
by the JCS, to include implementing messages therefor."

h, Maintain and update the completed actions chart

located in the Gold Room.

1. Briefb
Jat 1415,

J. Insure Emergency Actions Branch (EAB) notifies
D jof DEFCON changes of LANT, PAC, AL,
and CONAD.
k. Insure "Ops Immediate" on fast actions only.
1. Insure that displays in the Situation Room contain
up-to-date 1hformation in a professional manner.
m. Be prepared to send officer to White House at 1600
to update information on Cuban operations. Contact through

Chairman's office.

36. On the following day (Thursday, 25 October), an
additional memorandum, prepared by CAC personnel, subject:
"Joint Battle Staff SOPs", was addressed to the Battle Staff
Teams. Its purpose was "to establish certain basic SOPs
and clarify responsibllities in specific areas within the
JBST."J/ It defined the responsibilitles of the Deputy
1/ J3M 1282-62, 25 October 1962, UNCLASSIFIED.

AR SRR - 19 -
QIR e o o



. - ToOR=SET T

- N

— —

Battle Staff Team Chief, khe Operations Coozydinator, the

J-3 Representative, and all other team members who were
supporting JCS agencies in the NMCC. It then proceeded to
outline detalled procedures and time schedules for the prepa-
ration of SITREPs, briefings, and Situation Displays. It
should be noted tnat the position of the Cperations Co-
ordinator on the JBST had not been anticipated in the
COOP-CJCS. -

237. These and cther procedural memoéanda continued to be
formulated throdghout tiie life of the Cuban Battle S:taff. As
late as 9 November, three days before the JBS was disbanded,
a memorandum to the JBS established procedures for responding
quickly to requests for information by subjects, and directed
that subject flles of incoming and ocutgoing messages be
maintained by the JBS.l/

38. Many detalls of JBS procedures could not, of course,
be anticipated 1in advance.of a particular crisis event.
Specific applications will always dictate the necessity for
special procedural directives, such as those found in the
"Cuba Watch SOPs." Some of the procedural guidancé developed
during the Cuban crisis, however, reflected the fact that
the Battle Staff teams did not have a common understanding
of the procedures required to fulfill some of the basic JBS
functions. {For a more detalled description of JBS pro-

cedures, see Appendix "A".,)

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

ized and routinized.g/

1/ J3M 1391-62, 9 November 1562, UNCLASSIFIED.
Interview No. 7, 1 April 1963.
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1/ a3M 1253-62, tor Director, Joint Staff from Director J-3,
22 October 1962, CONFIDENTIAL,
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iy oin iel's of Staff Emergency Actions
Procedures (EAP),“ 18 July 1962, TOP SECRET.
2/ Messaﬁe JCS 6807, CJCS Exclusive to all CINCs and Services,

2012142, October 1962, TOP SECRET.
3/ Message JCS 6830, CJCS Exclusive to all CINCs and Services,

— 211814z, October 1962, TOP SECRET.




j

17 WMessage JC3 GO6L, DIS for JCS to all CINCs, 2218092,
October 1962, TOP SECRET.
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Lg, Other procedural prcblemé involved administrative
support procedures within J-3;r£1nding detailed information
quickly in order to answer questlons asked both by higher
authority and by other parts of the ~JCS; and Joint Stafr

debrieling of JCS decisions.

47 . The normal J-3 peacetime administrative procedures for
processing JCS papers were disrupted during the first week or
more of the crisis. This was particularly true at the
Directorate level, where the sudden surge of paper work
requiring immediate action created serious communication and
work overload problems. Especially during the first few days,
J-3 memoranda were belng processed so rapidly that the
Directorate personnel found it impossible to attach and record
the usual numerical identification. The large number of
unnumbered memoranda cited in the footnote references of the
present paper 1lllustrate thils break in the normalAJ-3 ad-
ministrative routine. Similar problems were encountered in
preparing actlion papers and other correspondence for submission
to the Director, Joint Staff, and the JCS. Administrative
problems were compounded by the shortage of administrative
support personnel and by the-lack of adequate space, equipment,
and physical facilities for processing the large volume of
paper work., Many of these problems were temporarily solved

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

1/ Por a dlscussion of some of the international political
complications resulting from the alerting of U.S. forces
and the increase in readiness to DEFCON-3, see Enclosure
"A", Chapter III, "Policy Coordination: Overseas Unified
Cormands and Allied Powers."

2/ Interview No., 2, 8 March 1963.
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continuing problem of developing administrative procedures

that are closely geared to future emergency operatiocns still
remz2ins, however, and this problem requires further critical
examination and necessary remedial action. Efficient Joint
Staff support of JCS emergency operations is highly dependent

cn erriciant administrative support.

LS, Procedurzl problems arose in fulfilling the requests
fer defailed information that emanated from the White House
and the 0ffice of the Secretary of Defense during the
crisis, The problems are highlighted by an unnumbered memo
from the Chairman, JCS, to the Directcr, Joint Starff, on

ol October,é/ subject: ‘'"Passing Information to the White

House, Secretary of Defense, and Deputy Secretary of Defense.
The memo states that 1t is essential to increase information
that is passed to the White House, Secretary of Defense and
Deputy Sccretary of Defense, and 1t directs that steps be
taken to insure that Important incoming and outgoing messages
are forwarded expeditiously, that a Joint Staff officer be
assigned to effect liaison with the White House Situation
Room in order to keep it "completely up-to-date," and to
"effect a prompt response to requests for information from

these agencies,”

I/ CM 5I-62, for the Director, Joint Staff from Chairman,
JCS, 24 October 1962, (No Classificaticn).




5. An arrangement for lialson with the White House was

established immediately. The Chief, Cperatvions Support
Division, was assigned this responsibility. This liaison
arrangement apparently alleviated but did not whelly =olve
the problem. As late as 9 November, the Deputy Director,
J-3, directed the Joint Battle Staff, and the Chiefs of the
Current Operations and Operations Plans Divisions to establlsh
preocedures for the JBST to respond quickly to requests for
information by subJect.;/ This was to be accomplished by a
gystem of subject flles of incoming and ocutgoing messages
with inputs from the Current Operations Divisiocn, the
Operations Plans Division, and the JBST representatives from

other Directorates.

50, In responding to requests for information, Joint Battle
Staff personnel would frequently turn to the Status of Forces
Braznch for current information on status of forces and other
data. Information was usually required :iamediziely and in
a variety of formats. As a result, the Status of Forces
Branch was overwhelmed by requests for information which
greatly exceeded their original terms of reference and their
caﬁacity to respond. (For a more detalled discussion of this

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

51. £ inal procedural problem arose because the normal,
peacetime procedures for debriefing JCS meetlings were not
utilized during the crisié. These debriefing sessions provide
the normal, establlshed mechanism for informing the Joint
Staff of JCS decisions and actions. The abandonment of the

usual debriefing mechanism may be attributed to three special,

1/ J3M-1391-62, Battle Staff Procedures, 9 November 1962.
(No Classification)
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interrelated conditions surrcunding JCS activities in this }

TO'D o

event: (1) the high level, tight security control of U,S.
pelicy intentions and of Cuban lntelligence information that
was exercilsed during the early phases of the crisis; (2) the
decision of the JCS to continue to meet in the Gold Roon,
instead ¢f utilizing fthe operational facilitles of the Joint
War Room; (3) the long, continuous, ¢aily meetings of the
JCS, which placed a heavy burden of work on the Director,
Joint Staff, the Secretary, JCS, and other OJC3 officials,
and thereby prevented them from having sufficient time to
conduct debriefings. The absence of well-defined substilitute
procedures for disseminating information on JCS decisions
under such conditions proved to be a serious handicap for
the Joint Battle Staff and other Joint Staff personnel who
were intimately involved in expediting and coordinating JCS
actions. (This problem is discussed in greater detail in
Adppeadix "A", "Briefing and Debriefing.")

-

co. In summ;ry, the period of 21 October to 12 November saw
the formation of the Joint Battle Staff, the acceleration of
operational staff action during the criiical week of 22-28
chober, the political resolution of the crisis, and the
gradual decline of operational staff action associated with
the Cuban crisis, Although the concept of operations outlined
in the COOP-OJCS was followed in principle, many problems
were encountered by J-2, in general, and by the Joint Battle
Starf, in particular, because existing documents did not
provide a consolidated source of detailed, specific, procedures
to guide'personnel in the performancé of their emergency duties.
Many Battle Staff members had not had training for their Jjobs
in previous command exercises and, in the absence of readily

avallable, detailed procedural guidance, they could not
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quickly,and readily ramilizrize themselves with thelr new
assignments. There were no systematic btackground briefings
plauned and none was given to them. Displays, file systems,
and relevant data bases were not prepared in advance. These
and other preparatory activities cconsumed a large amount of
the time and energy of operations personnel durinc the mest
critical period of the Cuban crisis -- a period in which JCS
required rapid and effilcient support for pessible sudden,
large-scale military operations. Despite these initial
handicaps, nowever, most of the serious procedural problems
were overcome during the first four days of the crisis by
effz2otive improvisation and the development of new procedural
guicdance that was required by the immediate demands of the

situaticn.

THE PHASL-OUT PERIOD (12 NOVEMEER - 5 DECEMEER)

53. The Joint Battle Staff was disbanded on 12 November and
replaced with 2n augmented Weztch. The Cuban Watch was composed
of the normal Current Actions Center Watch augmented by two
officars and three enlisted men from J-3,and one officer
designated as contact officer for Cuban affairs on 24-hour
duty in J-4, J-5, 5-5, and SACSA.Y e three J-3 Executive
Officars at this time had their status changed from JBS
Chiefs to General Watch Officers for the Director, Joint Staff.
The augmented Cuban Watch continued the bésic funetions of
the Battle Starf, including the preparation of written brief-
ings, the SITREP, and the inputs to the MCL. When the MCL
was discontinued on 21 November, the augmented Watch also

tock over responsibllity for publication of a revised foru

1/ DJSM 1442-52, 12 November 1962, CONFIDENTIAL.
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of check 1list for Cuban operaticns. L/ 0n the same date the !
Quarantine Watch and the General Officer Watch for the Director,
Joint Starf, were discontinued. However, the requirement for

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

need for a Duty General to remain in the building at all times.g/

November 30 also marked the discontinuance of the morning

briefing report to General Taylor.

54, The augmented Cuban Watch was terminated with the dis-
continuance of Overation SCABBARDSQ/ at 0600Z on 6 December
1962, and the Current Actions Center then returned to its

nermal state of. organization and functioning.

55. Dﬁring this period, a polltical settlement had been
reached, forces were gradually belng returned to home bases,
and message traffic requiring starf action had sharply
deciined. 2Procedures developed during the crisis had become
routine. In general, augmented Watch duty had become

increasingly slow.

SUMMARY OBSERVATIONS

‘56. This section contains the general observations and
conclusions of the study. They stem from a comparison of the
procedures actually employed during the Cuban crisis with those
procedures specified in pre-existing CJCS documents. The
evidence supporting these observations, together with the
mere detalled findings of the study, are presented in the

foregoing "Discussion' section and in the Appendices.

1/ J3M (No number), from Director, J-3, for Deputy Director,
J-3, Division Chiefs, JBST Chiefs, Subject: "Continuing
Requirements for Duty General and JBS," 21 November 1962,
(UNCLASSIFIED).

g/ J3M (No number) for the Record, from Deputy Director, J 3,
Subject: "Cuba Watch, Relaxation of Requirements for,"

30 November 1962, (NO CLASSIFICATION).

3/ Note: SCABBARDS was the code name referring to Cuban
contingency operations; rfor a discussion of the term
SCABBARDS and 1ts usage, see Enclosure A of this study.
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THE CONCEPT OF OPERATIONS

57. The general concept of normal Watch augmentation and
the transition to Joint Battle Staff operations, as specified
in the COOP-OJCS, was essentially followed during the Cuban
crisis. However, Joint Battle Staff operations were hampered
hy a number of procedural zroblems during thé early critical
perisd of the crisls. These problems arose in part because
of the lack of detalled procedures supporting that concept
of cperatlons and because many JBS members lacked the necessary
training and experlence with Joint Battle Staff functions.
Most of the Battle Staff members were relatively untrained
for thelr new assignments, except for general background
information obtained in thelr normal staff asslgnments.
Existing evidence indicates that no special brieflngs were
planned or were given to prepare Battle Staff members before

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

ADMINISTRATIVE OPERATICNS

53. Many normal J-3 peacetlime administrative procedures
failed during the crisis. Because of the press of time and
the volume of action papers to be prepared for JCS consider-
ation, the peacetime procedural system for submission of
papers to JCS was rarely used by J-3 action officers. Even
the "short-form” Green method and other methods of expediting
the processing of JCS papers proved to be too unwieldy from
an operational point of view. The lack of space, shortages
of administrative personnel, and the absence of procedures
clearly adapted to crisis operations all contributed to

operational inefficiency during the first few days of the

erisis. Many of these procedural problems were alleviated

during the crisis, but thelr existence during the critilcal

phase of the crislis suggests the need to examine the close
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interabtion between administrative ‘and operdtional proceduresl
employed during emergency situations, and to develop new
emergency administrative operational procedures which can

be exercised in conjunction with other emergency operational

procedures.

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

These activities have been clearly defined in JAIs and other
procedural documentatlion as standard Joint Secretariat responsi-
bilities for peacetlime cperations. However, there are no
provisions in the JAIs for transitlon from peacetime administrati
procedures to administrative support for operatiocnal procedures
during crises. As a result, a transition was not made and both
systems operated simultaneously during the crisis., (See
"Discussion”, paragraphs 47-52 Appendix A, paragraph 32-40 and
50-51; and Appendix B, paragraphs 59-63.)

BRIEFINGS

60. The large amount of time spent by the JBS Chiefs and
Team Chief's in preparing and presenting briefings necessarily
interfered with their-primary functions of planning, directing,
and coordinating the activities of the Battle Staff team members
and J-3 action officers. Moreover, the documented prcceaural
guldance for the conduct of briefings proved to be inadequate
to insure sfficient, high quality briefing preparation
and presentation by the JBS. At first, Battle Staff
personnel did not have detailed lmowledge of the input

sources of information for briefings and were relatively
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i inexperienced in the tecnniques of briefing preparation. The
JBS had to rely heavily on experienced CAC briefers for the
assembly of information and the preparation of btriefing
scripts. In general, therefore, the Cuban experience suggests

the need for reducing the number of special or ad hoc brief-

LY

ingz, for shifting the responsitility for briefing preraration
and presentation to oftf'icers who do not have primary responsi-
bilities in the direction of the JBS, and for utilizing
briefing officers who have had specialized training and
experience in the conduct of operational briefings. (See

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

DEERIEFINGS

61. Normal JCS debriefing procedures were not used through-
out the period of Joint Battle Staff operations from 21
October through 12 November. The faillure to use the normal
debriefing mechanism derived from several special conditions
surrounding the Cuban crisis. Cuban intelligence information
and U.S. intentions during the early phases of the crisis
had fo be tightly cont;olled.' The Joint Chiefs of Staff
were in almost continuous session for many days anq, as a
result, key personnel normally involved in the debriefing
procedure were preoccuplied with the press of other work.

Even had they been avallable, the requirement to maintain
tight security control over U.S. intentions would have

precluded extensive debriefing of the Joint Staff.

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

tation activities to these needs. It created an informational
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vacuum which made it difficult for the JBS td plan advance
actions. It produced unnecessary confusion, duplication of
effort, and lack of coordination in the performance of JBS
and Joint Staff activities. In generzal, the failure to
provide an esPablished information feedback mechanism from
JC3 to the JBS, sericusly hampsrsd che Battle Stalflf's ability
to perform its intended function of expediting and coordi-
nating JCS actions. (See Appendix "A", "Briefing and
Debriefing.")

THE MASTER CHECK LIST

63 Thé Master Check List (MCL) was an ad hoc innovation
developed in response to a request by the Chairman, JCS, that
J=3 maintain a continuing record and history of all actions
in the Cuban crisis. Despite this initial limited purpose,
however, 1t quickly became recognized by the Joint Staff as
the fastest and most reliable method of placing urgent oper-
ational matters on the JCS agenda and also as the most

authoritative single source of information on topics that

were belng considered by JCS.

glite The MCL was submitted to the JCS each morning. Attached
to 1t were appropriate action papers which contained a
discussion of the problem, recommendations, and implementing
draft messages. This procedure had the effect of allowing
action offlicers to submit their papers for JCS decision in
a matter of hours, instead of days. Action papers were sub-
mitted at the JCS meetings as Director, Joint Staff Memoranda
(DJSMs). This process short-cut the elaborate coordination
process required during peacetime operations. As a result,
the Joint Staff was able to operate more like a true millifary
staff than 1s the case under normal conditions. (See

Appendix "B", General Operations Division.")
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CONTINGENCY PLAN IMPLEMENTATION PROCEDURES
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66. A review of message-processing procedures listed in

MESSAGE~PRCCESSING PROCEDURES

JAIs and other sources suggests several shortcomings when
reviewed in the light ¢of the augmented Watch and Battle Staff
operations in the crisis. '
2. None of the documented procedures relate to
Battle Staff operations, crisis operations, or wartime
operations. Documented procedures are essentially
peacetime procedures, with provision for special short-
cuts for an occasional message requiring prompt action.
Despite this the COOP-0Q0JCS specifically instructs
Battle Staff personnel to follow standard message

processing procedures.
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b. There 1s no centralized source of message-processing
procedures avallable to serve as guides tc staff personnel
assigned to Joint Battle Starfs.>’
¢. The elaborately documented peacetime system for
message reproduction, distribution, control, and
clearznce, as defined in JAIs and J-3Iz,:is simnly ton
2low, complex, and cumbersome to meet operational
requirements for the rapid processing orf a high volume
of action messages assoclated with c¢risis operations.
The more streamlined and operationally coriented JBS
procedures replaced many of these peacetime, administratively
oriented procedures. (See Appendix A, "Processing Message

Traffic.")

ACTION OFFICERS

67. The development of action papers is probably the most
¢rucial part of the whole process by which ths Joint Starf
provides support for JCS command decisions. =11 action
officers involved in the Cuban crisis were subjected to very

heavy and demanding worklcads, but the pressures were

i/ For a comprehenslve description of the organization,
mission, facilities, and operations of the Joint Chiefs of
Staff Message Center, see WSEG paper, "Joint Chiefs of
Staff Message Center Operations", 10 April 1962, SECRET,
Limitad Distributlon.
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particulariy concentrated on a2 few key officers who wers
most knowledgeable and had the confidence of the command.
Despite the very capable performance shown by J-3 action
officers during the crisis, it 1s questionable if the J-3
organization could have provided adequate staff support for

considerably expanded -emergency operations. ‘

J

td. One of the greatesf assets of experienced action officers
is thelr detailed knowledge of the appropriate sources and
channels of information and of the techniques and procedures
for premaring and processing action papers. They have
appropriate files readily available; they know whom to call,
where to go for particular types of information, and with
whem their actlons must be -coordinated; and they are familiar
with the types of format and levels of detall required by
the JCS in the submission of action papers. Knowledge of
this type, together with the possession of detailed information
on‘particular geographic areas or subject matters, represents
a rélatively rare combination of skills which 1s found in only
a few key individuals who have had relativelynggatinuous,
specializad training and experience. The fact that a number
of J-3 action officers had this combination of procedural
knowledge and subject matter competence probably made the
difference between an effective J-3 operation and an inef-
fective one during the Cuban crisis. (See Appendix "A",
"JBST and Action Officer Procedures.")
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69. The preparation of the daily and supplemental SITREPs
was one cf the most time-consuming and difficult tasks
assigned to the Joint Battle Staff. The difficulties en-
countered in its preparation stgmmed from several sources:
(a) the format for presentation of SITREP data was not known
or fully understood by many of the members of the Battle
Staff; (b) the lack of feedback of informaticn from the JCS
made 1t difflcult for the JBS to determine what information
to include in the SITREP; (c¢) the process of collating,
organizing, and analyzing data relevant to the emerging Cuban
3ituation was complicated by the sheer veolume and complexity
of input data arriving from CINCs, Commands, and Service War
Rooms; (d) initial input data from the CINCs proved to be
inadequate to the needs for JBS SITREP production; and (e)
preparation of the SITREP was hampered by the lack of a
centralized source of Iinformation on the current deployment

and status of forces,

70, Present procedural guldance for the preparation of
SITREPs 1s limited to the assignment of responsibility for
its'production and a brief description and toplcal outline
of 1ts content. DBased on the Cuban Battle Staff experience,
this guidance is not sufficient to insure the production of
Situaticn Reports whlich fulfill the basic purposes of this
report. Additional procedural guidance was needed 1n
providing the basic criteria of relevance for the inclusion
and exclusion of information to be utilized in the report,
and in ldentifying and centralizing the input sources of

information. {See Appendix "A", "Situation Reports (STTREPs).")



1 INFORMATION SUFPORT OPERATIONS ' t

7l. The Cuban crisis emphasized theyneed for a highly
detalled data base for Status of Forces information, a
capability for rapid retrieval of that information in many
forms, and the need Ifor more clearly defined requlrements
for general infermaticnal gupport. In respcﬁdir" tc regues
for information, Joint Battle Staff personnel would frequently
tumn ﬁo the Status of Forces Branch for current information
on status of forces and other force data., Information was
usually requlred "right now" and in a variety of fermats.

As = result, the Status of Forces Branch was coverwhelmed by
requests for informaticn which far exceeded their original

terme of reference and their capsacity to‘respcnd. in general,

it was found that Joint Operational Reporting System (JOPREP)
reports containiné Status of Forces information, i.e., REDAT,
REDNON, REDRAD,l/ were not as useful as the SITREPs submitted

by the unified and specified commands. They were ot timely

and did not contain the detail required by various users of

this information. In effect, the JOPREP fc» Status Rejorts was no

responsive to Joint Staff requirements for implementing contingenc
prlans.
7T2. Although lack of modern graphics and display production

material, adequate map bases, and storage space was a
prcblem for support operations, major problems stemmed from
changing requirements for displays and graphics and the lack
of uniform guldance. Lack of uniform guidance stemmed, in
part, from the fact that the Branch had to take direction
from two different masters. Branch personnel tried to be
ergponsive to both the operations personnel they served,

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

I/ Operational Ready Reports, Atomic, Non Atomic and NORAD.
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":Chief of the Operations Support Division. (Sée Appendix "B",

"The Status of Forces Branch.")

RELCCATION OF THE ALERT CADRE

L
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APPENDIX "A"

JOINT BATILE STAFF TEAM PROCEDURES

BERIEFING AND DEERIEFING

INTRODUCTION

1. Briefing and debriefing within OJCS, under normal con-
ditions of functioning, tend to form a complete feedback com-
munication loop. Briefings provide JCS with data essential
for planning, decisions, and action directives, Debriefings
of JCS meetings, in turn, provide the Joint Staff with the
information and guidance required for the implementation of
declisions and directives. During the Cuban c¢risis, the normal
system of briefing and debriefing underwent various changes,
both plamned and unplanned. The present section discusses the
nature of these changes and their consequences for Joint Battle
Staff (JIBS) functioning during the crisis. Specifically, it
describes the role of the JCS 1n the conduet of briefings,
examines the degree to which the Battle Staff briefing
procedure§ used during the crisis conformed with preexisting
p:ocedurai documentation and practice, and notes some problems
that developed in relation to JBS briefings and JCS debriefing

procedures,

BRIEFINGS

2. The conduct of daily operational briefings is an
established function of the Current Actions Eranch, Current
Operafiona Division, J-3. The scheduled daily briefings in
‘the Current Actions Center (CAC) include an 0830 briefing for
the Directors of the Joint Staff and a briefing at 0930 for
the J-3 Staff and other Joint Staff personnel. These briefings,
and various special or "on call" briefings, are normally
prepared and presented by one of the five Current Action
Center Watch operations officers who have been specially
trained in briefing procedures and techniqugs.
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3, With the phdse-in of the Cuban Battle Staff on 21 October,
and until the JBS was disbanded on 12 November 1962, the basic
responsibility for both scheduled and "on call" briefings shifted
from the CAC Staff to the Joint Battle Staff, This shift
conformed with the procedural guidance contalned in the JCS
document, CONTINUITY OF OPERATICNS CrF THE ORGANIZATION O THE
JOINT CHIEFS OF STAFF, (CO0B-0JcS)}Y/, which directs that
operational briefings will be coordinated by the Chief, Joint
Battle Staff, when established. This document also specifles
that scheduled briefings will be conducted daily, as prescribed
by the Director, Joint Staff, who also prescribes other briefings
en call and authorizes the briefing attendees.g/

L, The Joint Battle Staff took over the responsibility for
the routinely scheduled C830 briefing for the Joint Staff
Directors. The briefing of other Joint Staff personnel,'
nermally scheduled for 0930, was combined with the JBS relief-
of -watch briefing at 0900. Another change-of-watch briefing was
given at 2100 daily.i/ These briefings were presented by the
Joint Battle Staff Team (JBST) Chiefs and were continued
thrpughout the period from 22 October until 12 November, when
the Battle Staff was disbanded and the Current Actions Center

returned to an augmented Cuban Watch.g/

5. On Monday, 22 October, the Chairman, JCS, requested a
special ten-minute briefing each morning on Cuban intelligence
and operations.é/ These briefings were scheduled for 0800 daily,
and were presented by one of the three J-3 Deputy Directors, who
were serving as Battle Staff Chiefs {Duty Generals). The oral
briefings for the Chalrman were begun on 23 October and were
1/ JCS - CONTINULITY OF OPERATIONS OF THE ORGANIZATION CF THE

JOINT CHIEFS OF STAFF, Part I, "Operations at the Pentagon,"

pp. 18-19, 27 August 1962, SECRET.

2/ Ipid.
J3M-1282-62, 25 October 1962, TOP SECRET.

L/ DISM-1442-62, 12 November 1952, CONFIDENTIAL.
5/ Interview No. 4, 12 March 1963.
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also attended by the Dirscior, Joint Starf, znd the Director,
J-3. They were continued until 10 Névember, when the Chairman,
JCS, reguested that the oral brierfing be discontinued, vut that
a written briefing script, using t?e same format as previcusly,
be delivered to him by 0830 daily.;/ These written briefing
reports were later prepared by the augmented Cuban Watch and
were finally dilgcontinued cr 30 November 1962.2/ Script coples
of each Chairman's briefing were distributed to him, the White
House Situation Room (via DIA courier), the U.S. Representative
to NATC, the Director, Joint Staff, the Director,-J-3, the Joint
Battle Staff Chief, to J-53, and to the J-3/JCS Duty Officers.é/

6. In addition to the Chairman's briefinz, the Joint Battle
Staff was quiekly charged with responsibility for cother speclal
briefings. On 24 October, the Director of Operations was directed
to provide a daily 1500 briefing on the Cuban situation to[:

MWashington.i/
On the same date (24 October), J-3 input was requested for a
briefing for the NATO Standing Group at 1520 hours,éf and on the
following day, the Directgr, J-3, was directed to provide dally

briefings for this Group.”

1/ J3M (no number) rom Deputy Director, J-3, to Cnlef, JBST,
subj: "Briefing for General Taylor,' 10 November 1962 (no
c¢lassification); and J3M (no number) from Deputy Director,

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

2/ J3M for the Record from H.B. Stark, Capt, USN, Watch Officer,
subJ: "Morning Briefing Report to General Taylor,” 30 November
1962, (no classificaticn).

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

4/ J3M (no number), 24 October 1962, TOP SECRET. Although this

memorandum indicates that the briefing forfy Jwas

to be conducted at 1500 hours, this time apparently was quickly

changed to 1415 hours. A J3M from Director, J-3, to Chief,

Joint Battle Staff, subj: "Joint Battle Staff CTheck List, "

24 Qctober 1962, notes the time of the briefings as 1415 hours.

Cn 2 November, | “Irequested that the briefing

"revert to the Tiormal and be done at 1500 today if possible.”

Memorandum from unidentified officer to Deputy Dlrectoer, J-3,

2 November 1962, 1145,

5/ J3M for the Record, from Military Secretary, J-3, subj: Briefing

~  for Standing Group NATO," 24 October 1962. :

é/ J-3 MCL No. 9, 25 October 1962, 0600 EDT, TOP SECRET.
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7. In summary form, :the Joint Battle Starff was responsible

ifor the following daily schedule of formally =stablishecd

priefings:
Time Attendees Briefing Officer or Coordinater
0800 Chairman, JCS Battle Staff Chief (B/Gen Clay)
Director, JS
Director, J-3
€330 Joint Staff Battle Staff Team Chierf
Directors
0900 Joint Stasf’l Battle Staff Team Chief
Personnel &
Incoming JE2ST
1415 ' , Battle Staff Chier (1st Day)
. Battle Staff Team Chief (Later)
1500 NATQ Standing Battle Staff Team Chief
Group
2100 Incoming JBST Battle Staff Team Chief

8. In addition to thaese fermally established briefing
sessions, there were numerous informal briefings of visiting
military persohnel and of personnel from the 0ffice of the
Secreotary of Defense, the State Department, and other agencles.
The formal change-of-watch briefings were also supplemented by
face-to-face briefings between the personnel ocecupying counter;
part positions in the ocutgoing and insoming Battle Staff Teams.
Tor example, the incoming Battle Staff Team Chief usually arrived
one~half hour before his Watch began and the ouvtgoing Team Chief
remained one-half hour longer than his scheduled time of relief,
so that poth could discuss zctions that had been completed and
the follow-up or future actions that were required. Similar
personal briefings occurred between the Operations Cocordinator,
the J-3 representative, and other dounterpart personnel on the

i/
two teams.

1/ Interview No. 0, I April 1963.
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DEBRIEFING

1 |

i ! !
9. The procedure for debrieiing JCS, State-JCS, znd CPS DEPS

meetings, in order to review JCS acticn on agenda items, i3
established in JAI 5410.23, BRIEFING AND DEBRIEFING PROCEDURES
FCR JOINT STAFF PERSONNEL, 16 December 196C0. This Joint
Administrative Instruction provides the following schedule of
meetings subsequent to which the Director, Joint Stalrl, conducts
a debriefing and 1ssues necessary instructions to the staff:

a. OPS DEPS Meetings (Tuesday, 1400)

. JCS Meetings (Wednesday and Friday, 1400)

¢. State-JCS leetings (Friday, 1400)
The speclflied attendezs at these debriefings include the Director

of each Joint Staff agency (or his representative), and a member o:

the Branch responsible for briefing each item.

10, This previously estabiished mechanism for debriefing was
net used throughout the pericd of Joint Battle Staff runctioning
from 21 October throuzh 12 Hovember for various reasons, including
the tightly controlizd nature of Cuban intelligence information
and U.S. intentions during the early phases of the crisis, the
fact that the Joint Chlefs of Staff were in almost continuous
session for many days, and the fact that the key personnel
normally involved in the debriefing procedure were hcavily
precccupied with the press of other work. Even if these personnel
were available, the extreme sensitivity and security surrounding
U.S. intentlons in the crisis, would have precluded extensive

debriefings of the Joint Starff.

11l. The basic pattern for thls changed mode of operations was
estavllshed 2 week cr mure prior to the formation of the Joint
Battle Staff, and it involved the estavlishment of a direct and
immedlate relationship tetween thé JCS and a few selected action

officers comprising the Cuban Planning Group. This Group, and a
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few additional individuals wno ware subsequently informed, re- ?
tained tight security control of information on Cuban events

and JCS decisions prior tc 1C Qctober. On the latter date,
additional key members »I the Joint Stafi were briefed on the
nature of the Cuban missile threat and the anticipated

Executlve Department and JCS plans.

12. The changed mode of operations established during this
early period tended to vmersist, in varying degree, throughout the
crisis in the form of a more direct relation between JCS and the
action orficers assizgned particular responsitilities for the
various phases of Cuban operations. Especially during the first
weelt of JBS operation, there was a major ;nformational hiatus
between the Rattle Staff and the JCS decision-making and
implementation process. A large provortion cf the JCS decisicns
for action or deferral of action during this early phase came
to the attention of the Joint Battle Staff only indirectly and
after 2 considerable time delay. Only a small proportion of
the JCS CUT-messages were drafted in the JBS,l/ and, in numerous
cases, the JBS members were unaware that a given JCS decision
had hHeen made until they received a delayed informational copy
of the message via the Emergency Actions Team.g/ In some cases,
querles on a given JCS message were directed to the JBS from
lower echelons of command before the JBS had recelved copies of
the nescage that stimulated the gquery. In a few cases, two
messages on the same subject were dispatched to lower echelons

because the JBS did not have infor%%tion that a previous message
=/
on the same subject had been sent.
13. The informational vacuum thus created for the JBS ied to

efforts to establish new channels of commnicatlion between the

L/ Interview No. L, 1> March 13563.
2/ Interview No. 1, 7 March 1963.
3/ Interview No. 2, 8 March 1963.
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Battle Starf and t?e JCS Go%d-Room, where the Joint Chlefs were
nmeeting. These chznnels were never ccmpletely fcrmalizéd and
routinizzd, but by about 1 November they were apparently
sufficiently well developed and understood that they provided

a reasonably adequzate feedback system for JBS operatlions. The
techniques used for securing information directly from JCS
appear to have variled somewhat over time. Initially, arrangements
were made for the Joint Secretariat officers stationed in the
anterccm of the Cold Room to telephone the J-3 Battle Staff
Chizf (General Duty Officer) to inform him fhat they had infor-
mation for the Battle Staff. A Battle Staff member would then
be sent to the anteroom to secure the information.l/ According
to some informants,g/ tihls system did not pfove wholly satis-
factery, and subsequent arrangements included having the actlon
officers come directly from the JCS meeting to report to the JBS,
zand sending the JBS Operations Coordinator or J-3 representative

to the Secretary or Deputy Secretary, JCS, to determine what

had happened in the JCS meetings.

DOCUMENTED PROCEDURES

14, The following 0JCS documents pertaining to riefing and de- ~
briefing procedures were in effect at the time of the Cuban
cricis:

a. JCS, Continulty of Operations of the Organization of
the Joilnt Chilef of Staff (COOP-0JCS), 27 August 1962, SECRET.
b. JAI 5410.2B, Briefing and Debriefing Procedures for

Join%t Staff Personnel, 16 December 1960, UNCLASSIFIED.

¢. J-3 Instruction 5410.14, State-JCS/Joint Staff Meeting
Agendas, 2 July 1962, UNCLASSIFIED.

1/ Interview No. 2, © March 1963.
Z/ Interview No. 3, 11 March 1963; Interview No. 4, 12 March 1963.
3/ Interview No. 6, 1 April 1963.
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d. q-3 Instrgction 5410.3E, Frocedures for Briefing Sheets,
Oral Briefings énd Debriefings, 17 August 19é1, UNCLASSIFIED.

2, J-3 Instruction 3000.5, Weekly Operational IDriefing for
the Directer for Operations, 26 March 1562, UNCLASSIFIED.

15. The most pertinent of these documents for Joint Battle
Staff briefings is the CCOT~CJCS, whicn provides a brief outline
of the format and conteﬁt of operational briefings.;/ Neone of
the above documents provides an explicit statement or mechanism
for Joint Battle Staff debriefing of JCS meetlngs. It should be
noted that the CO0OP-0JCS provides for Secretary, JCS, represen-
tation on the JBS;g/ there was, however, no such Secretariat

representative assigned to the JEBS.

15. A ccomparison of the actual operations of the JBS during
the Cuban crisis with the procedural guidance available in pre-
existing 0OJCS documents indicates a number of discrepancies
and problem areas:

2., Although the responsibility and general format of
operational briefings is well-defined in the CCOP-0JCS
document, the process of collecting and coordinating the
input scurces of information for operational briefings was
not specifled or clearly delineated., Personnel on the JBS
who were responsible for briefing preparation and presen-
tation were handicapped by a lack of intimate knowledge of
both the internal and external sources and channels of input
data and by lack of experience in the techniques of briefing
preparation. This problem was solved to some extent by having
one of the regular CAC briefers collect the input data and

prepare the script for the dally briefings of the Chairman,

1/ See, especially, Section I, paragraph Tc, pp. 18-19.
2/ COOP-0JCS JBS Organizational Chart, Part I, p. 15.
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. JCS. This scripy was then utilized forl;he.briefings,con-
ducted by the Battle Staff Team Chiefs.”  This ad hoc
adaptation is, however, & departure from the briefing
responsibilities assigned to the Battle Staff in the COOP-QJCS
document.

b. The efficient administration of the Battle Staff was

- hesmered by the practice of using the Battle Starf Chiefs
(Duty Generals) and Team Chiefs for briefing presentations.

The large amount of time required for briefing preparation and
presentation not only imposed a personal hardship on the Battle
Staff leadership but also necessarily interfered with i7s
primary functions of planning, directing, and coordinating the
activities of the Battle Staff team members. This interference
with p~imary directive functions was further aggravated by vari-
ong sp=+=ial and ad hoc briefings which they were called upon to
periorrn. A number of observers in the 0JCS have noted the
ve.x3elty for reducing the number of scheduled and ad hoc
brlefings conducted by the Battle Staff and also the desirc-
biiity of assizning responsibility for briefing presentations
vo officers who 4o nct have primary respg?sibi;ities in the
direction and administration of the JBS.E

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

an unnecessary increase in the volume of communications be-

cween individual OSD offices and the Current Actlons Center.

I/ Interview No. &, 12 March 1963.

2/ Interview No. 3, 11 March 1963; Interview No. 4, 12 March 1963;
Interview No. 5, 13 December 1962.

3/ Interview No. 1, 7 Merch 1963
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¢..The fallure to use the peacetlme system of dehrlefing
JCS meetings created numerous problems. It made it dirficult
for the JBS to ascertain the briefing needs of the JCS and
t¢ tailor their information collecticn, analysis, and
presentation activities to these needs. It created an infor-
mational vacuum which made it difficult for the JBS to plan
advanced actions. It produced unnecessary confusion,
duplication of effort, and lack of coordination in the
performance of JBS and Joint Staff activities. In summary,
the failure to provide an established information feedback
mechanism from JCS to the JBS seriocusly hampered and,
in some cases, negated the fulfillment of the Battle Staff's
" intended function of expediting and coordinating JCS actionsaL/

2. One of the emergency procedures intended to
remedy the problem of keeping the JBS informed of JCS actions
is the provision for inclusion of a representative of the
Office of the Secretary, JCS, on the Battle Staff. Thils
representation, which 1s specified in the COOP-0JCS, was
not effected during the Cuban crisis. If it had been,
it is probable that at least some of the confusion and

lack of coordination could have been avoided.

The breakdown of the peacetime debriefing procedures
and the faillure to effect satisfactory substitute procedures
during the crisis suggest the need for a more thorough
review of the whole debriefing problem and the development

of more realistic and efficient debriefing measures.

1/ JCS, CONTINULITY OF OPERATIONS OF THE JCINT CHIEFS OF
STAFF (COOP-0JCS), Part I, Paragraph 2g, 27 August 1362,
SECRET.
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SITUATION REPORTS (SITREPS)

INTRODUCTION

17. One of the essential functions cof the Joint Battle
Staff 1s to present the JCS, and others, with a clear,
accurate picture <f a crisis situation as it unfolds.

Cut of the mass of incoming informatlon from all sources,
which must be read, digested, understood, and placed 1in
proper context, the JBS has to produce a condensed, timely,

and accurate characterization of events as they develodn.

18.1::_

I7 JCS Pub. &, JOINT OPERATIONAL REPORTING SYSTEM (Short
Title: JOPREP), March 1962, SECRET.
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20, This section will discuss Joint Battle Staff actions
relating tc the publication of the SITREP, compare fthese
actlcns with documented procedures existing prior to the
Cuban crisis; and comment on the adequacy of documenced
procedural guldance in the light of the Cuban Battle Staff

experience.

JOINT BATTLE STAFF PROCEDURES

2l. The first JCS SITRED published by the JBS (No. 1-52) was

issued as of 04005 on 23 October, znd was dlsvasnched as ? JCS
3 i

e

message at 1035Z +to Address Indicator Group (AIG) 936, and

i/ JCS, CONTINUITY OF OPERATIONS OF THE ORGANIZATICN OfF THE
*OI“T CHIEFS OF STAFF, Part I, "Operations at the Pentagon,"
paragraph 74, 27 Augusc 1962, SZCRET.

2/ Ibid.

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

4/ AIG 936 includes the following action addressees: CINCAL;
CINCLANT; CINCARIB; CINCONAD; CINCPAC; CINCNELM; CINSAC;
CINCEUR; CINCSTRIKE; DIA; JACE, ¥t, Ritecaie, Md.; JACE/Afloat,
Norfolk, Va.; JACE/Airborne, Andrews AFB. It also includes
CNO (OPNAV); AU Cmd Post, Maxwell AFB, Ala.; and CG MCP, Camp
Lejeune, N. C., as information addressees. These addressees
for SITREP messages remained the same throughout the enftlre
period from 23 October to 6 December 1962, See JCS Pub. O,
JOPREP, op. cit.
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tne Dirzctor, Strateqic Target Planning.;/' From 23 October !
until 5 December, a total cof 45 daily SITREPs was produced by
the FI3 or (after 12 November) by the augmentad Cubarn Wateh.

e
LY

2 £inal SITREP (No. 45-62) was publiished at 0500 on 6

bl

7

! Its diszcontinuance coincided with the 4discontinuance

[\

EMEE -5 ol

of Cperation SCABBARDS and disestablishment of the Cuban Watch.i/

2. In addition to the basic daily JCS SITREP, the JBS alzo
ubiished two supplementzry SITREPs each day durinz the period
Zrem 23 October to 4 November.ﬂ/ In contrast to the basic
SiTR=Evs, which were published and dispatched as JC3 actior out-
mesRagss te the CINCs, LIA, and the Joint Alternztz Command
Elements (JACEs), the 26 supplemeantary Situation Reports
procuced by the GBS werz addressed as memoyanda for the Joint
Caiefs of 2taff, and “helr distribution wes linited to the
0JC3, the Offfez oF tha Searetary of Defense, the White House,
and various command, cparatious, &nd plaas officss in che
Avwy, Mavy. Alr Porece and Marine Corps.i/ They were published
at eight-nhour Intervals afier the C500 publication time of the

6/
hesie IITRED, -/

"OSTP is located a- Orfuct arBs, Neh.

Msg, JCS 7715, SECRET. All SITREP messages were classified

TOF SECRET, except the last two (44-62 and 45-62), which

ware classi®ied SECRET.

3/ Msg, JCS 772w, TOP SECRET.

/ The {irst supplemental SITREP was published as of 20002 on
23 October, The final supplemental SITREP {No. 26) was

, ublished at 2100Z on 4 November 1962,

2
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24, The preparation of the daily and supplemental SITREPS was
probably the most time-consuming and difficult task assigned to
the Joint Battle Staff. The difficultles encountered 1n its

preparatlon stemmed from several sources:

1/ J3M 128202, from Execu%ived J-3 for Director, J-3, to Joint
Battle Staff Teams, subJ: "JBST 30P:, 25 October 1962,"
(no classification3

2/ Although 2000 is glven as the time for release of this supple-
mental in J3M 1282-62, this is probably a typographical error,
and should read "2030."

3/ J3M (no number) to JCS from Deputy Direector, J-3, for
Director, +-3, subJ. "Supplemental Situation Reports and
Cperation SCABBARDS," 5 November 1962, TOP SECRET.

Sasnns - 56 -
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T/ Interview Ro. I, [ March 1963.

2/ JCS Pub. 6, ov.cit. :

3/ JCS Pub. 6, JOPREF, directs the CINCs to submit SITREPS

= Munder conditions of increased readiness (DEFCON 3, 2 or 1
command wide)} of Defense/Air Defense Emergency, or War
Conditions, the report is submitted daily as of 2400 (ZULU)
or more often if required."”
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b. The lack of feedback of information from the JCS made

it difficult for the JBS to determine what information to

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

debriefinz mechanism, described elsewhere in this paper,
proved to be a major handicap, especially during the first
week of JBS operations. In the absence of direct and current
knowledge of JCS decisions and actions, the JBS had an
inadequate context against which to develop a raticnale or
set of criteria for inclusion or exclusion of data in the
SITREP.g/ By default, the determination of items of signifi-
cance to the JCS was essentially based on the surmise of
Battle Staff Chiefs and Team Chiefs, rather than on clear
uidelines from JCS.
;/ECngf_Eﬁj-f?Em Chairman, JCS, to the Direetor, JS, subj:
"Passing Information to White House, Secretary of Defense,
and Deputy Secretary of Defense," 24 October 1962 (no

classification).
2/ Interview No. 3, 11 March 1963.
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c. The process or collating, crzanizing, and analyzing data

relevant tc the emerging Cuban situation was.complicated by

the sheer volume and complexity of the inrut data arriving

Trom the CINCs, Commands, and Servig¢e wWar Rooms. The ideal

SITREP would presumably provide the JCS and other decision
makers with a continuing, comprehensive characterization and
analysis of the evclvinz situation. This ideal was rarely,
if ever, achleved in practice, rartly because fthe J35 was

1ot administratively staffed, trained, and equipped to
coordinate and assimlilate the wast volume of Ilncoming messages
and other communiceatizsns. The information overload that
characterized the Iirst critical days of operation izft the
JBS with insufficient time to sift and analyze the general
significance of the incoming reporté ancé messages. AS a
consequence, the SITREP tended to develop into a recital of
selected factual data, with minimal analysis or characteriza-
tion of the overall situation.

d. Initial input data from the CIHCs proved to be inadeguate

to the neads for JBS SITREP production. Durlng the early

days of the Cuban cricsis, the CINC: apparently failed to. provide
timely reports on their own actions. This necessitafed
numerous direct telephone calls by Battle Staf; members to the
CINC:s in order to secure current information.l' Subsequently,
this problem was alleviated by requesting the relevant CINCs
to submit theilr SITREP reports at six-hour or twelve-hour
intervals, rather than submitﬁing only one daily report. It
was also eased when the JBS achieved better lialson and
coordination with the Service War Rooms, particularly with
Navy Flag Plot and the Army Service War Room which, together
with CINCLANT, furnished a major share of the input data for

2/
the SITREP.

T/ Interview No. 3, 11 March 1963.
2/ Interview No. 6, 1 April 1963; Interview No. 7, 1 April 1963.
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e. One of the major problems involved in the JBS preparation

of the SITREP was the lack: of 2 centralized source of informa-

tion on the current deployment and status of forces. Status

of fcrces information constituced a majcr and critical portion
of the SITREP content, but the recently developed J-3 Status
of Forces Branch was not able to furnish timely and detailed
infurmation of the type required for adequate reporting in the
SITREP.E/ (See Appendix "B" for a more thorough coverage

of the Status of Forces Branch.) Consequently, the JBS was
forced to secure this information from a wide variety of
additional sources, and, in the absance of zn adequate system
for screening and coordinating thils information, some of the

information on status of forces reported in the SITRET

proved to be outdated, conflicting, or erroneous.

DOCTMENTED PROCEDURES

25. A search of 0JCS doccumentation on the SITREP that existed
prior to the Cuban event reveals only two sources directly
felevant to its preparation by the Joint Battle Staff:

a. JCS Pub. 6, Joint Operational Reporting System {U)

(Short Title: JOPREP), March 1962, SECRET.

b. JCS, Continuity of Operations of the Organization of
the Joint Chiefs of Staff, 27 August 1562, SECRET.

IS

DISCUSSION

26. Present procedural guidance for the preparation of SITREPs
is limited to fhe assignment of responsibility for its production
and a brief description and topical outline of its content. Based
on the Cuban Battle Staff experience, this guidance is nof
aufficient to insure the production of Situaticn Reports which

fulrill the basic purposes of this report. Additional procedural

17 Intevview No. 4, 12 March 1963.
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%uidance‘and organizaticn appear to be needed {a) in providing

thz basic criteria of relevance for the inclusion and exclusicn
of ifaformation to be utilized in the report; (b) in delineating
and zentralizing the input sources of information; and (¢ in
developing a cadre of personnel who are specially trained in

ite rreparation and producticn.

27. The SITREF 1s an important document for communicating a
general understanding of unfolding events, and for influencing
dezcisions. In the Cuban crisis, despite its deflelencles,
the SITREP was used as a major input for oral and written
briefings, as a2 means of Xeeping the Executive Dapartment,
the Q0SD, and 0JCS, and the unifled and specified commands
apprised of the situation, and as an internal communicative
device for maintaining continuity of effort within the

Jeint Battle Staff.

PROCESSING MESSAGE TRAFFIC
INTRODUCTION

28. In this section, the procedures which were followed by
the JBS for processing message traffic wlll be discussed in
detail. These procedures will then be related to documented
procedures that were in effect before and during the crisis
pericd. The adequacy of such documentation will then be

discussed in the light of experience during the Cuban crisis.

29. In general, message traffic related to the Cuban crisis
began to increase on 18 and 19 October. During those two days
of the crisis, some 57 messages were processed. Approximately
20 percent of these were directly addressed to JCS 2nd 31
percent were JCS outgoing messages. During the next two days

(20-21 October) approximately 118 messages were processed, of
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which 35 pefcent weré directly addressed to JCS énd 27 percent
were JCS outgoing. During this four-day period, the Watch in
the Current Actions Center (CAC) was increasingly augmented so
that by Sunday evening (21 October) a full Cuban Joint Battle
Staff was manning the CAC on a 24-hour basis. During the next
two days {22-23 Ociuvver) and the first two cays of Bavtle

Staff Team operation, approximately 328 messages were processed.
QOf these, U7 percent were addressed to JCS and 15 percent were
JCS cutgoing. Message traffic continued to incerease through

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

Control Inrormation Fiow ia the Joint Staff.")

JBST PROCEDURES

30. The general flow of message trafflc into the JBS was
through the Service Message Centers to the JCS Mescsage Center.
Action copies of all messages related to the Cuban situation
were sent via the tube to the Emergency Action Room (EAR},
sorted, time-stamped, collected into batches by EAR personnel
and delivered to a message IN-basket on one of the JBST desks
in the CAC.i/ Here the messages were screened by one or more
of the J-3 members of the JBST (the Deputy JBST Chief, the
Operations Coordinator, or the J-3 representative) and sorted
into those requiring aétion, those requiring the aftention of
the JBST Chief or higher authority, and those requiring further

distribution for information purposes.g/

1/ Interview # 1L, April 1963.
2/ Interview # 13, April 1963.
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~31. For messages requiring acticn the procedures were as
follows:

a. I the message required action by a Directorate other
than J-3, the message was passed on to the appropriate llaison
member of the JBST. The Directorate member, in turn, would
insure that the message was passéd on to an appropriate action
offlcer in that Directcrate, usually via a Directcocrate Duty
officer. '

b. If the message required action by J-3, the J-3 represen-
tative or the Deputy Team Chief would directly contact the
appropriate action officer. If the sub ject pertained to the
Quarantine, the message was placed 1n a Blockade Box and members
of the Quarantine Watch would periodically pick up the message.

¢. If the message was especially significant or required
immedlate action by higher autherity, the Duty General was
immediately notified and given the message for hils consideration
Otherwise, the action officers had responsibility for the
proper éoordination éf éﬁé message.

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

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

32. When an action officer was assigned to handle a particular
message requiring action, the date-time‘éfbup, subject, and the

action offlcer'!s name were posted on a Status of Current Actions

board. One of the J-3 members of the Battle Staff would then fol-
low the status of that particular action until it was completed
by the action officer. Information on the current status and
estimated completion dates on each pending action were posted
daily. When the action was completed. the item was scrubbed and

1/
entered in an™ctions Completed Log for reference.

1/ interview #13, April 1963,
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- 33. A copy of each message brocessed was retained for the
‘ J .

, }
Master Message rile, which was maintained by an administrative

NCO assigned to each JBST.

34, Although the Battle Staff maintained follow-up monitoring
of staff actiecns, they did not always see the final staff acticn
papers before they were Submitted to the TCS or other avpropriate
authority for decision and action. Some staff action papers were
coordinated and then attached to the Master Check 1list (MCL), whicl
served as an agenda for the JCS. This was especially true of J-3
actlon papers. 3till other actions were submitted through more
conventional channels of the appropriate Directorate and then to
the Director, Joint Starf, for submission to the JCS.E/

35. To complete the information flow related to message traffie,
the Directors, the Director, Joint Starff, or the JCS would
conslder the starff action Ilimsy, and take apprcpriate action.

If this action involved a2 message reply, and it usually did, the
approved message would be dispatched through the Joint Secretariat
fo the JCS message center. There an information copy <f the
outsoling essage was tsually made available to the Joint Battle

Staff and the action officer.

36. On the whole,the general information flow related to me3sage
traffic worked fairly well after the first three days of full
Battle Staff operation (24 October), although one of the segments
never did get well proceduralized. This was the process of
feedback of information frem JCS actions taken in the "tank',
that is, the debriefing process and the securing of "comeback"
copies_of JCS outgoing messages on a timely basis. However, in
.the early period of operatlen (17-23 Octoter), there was some
difflculty in estqblishing procedures for the processing of

2/
message traffic.

I/ Interview s ApPril .303.
2/ Interview #1, 7 March 1963,
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37. In the early periocd of augmentation, during the week of
15 October, very tight security was maintained gn message
traffic reléted to the Cuban crisis. Messages were plcked up
at cthe message distribution center and hand-carried by the
Cuban Planning Group to the 0ffice of the Lirector, J-3.

Distribution was so carefully restricted that even the JCS/J-3

through him, Although this mode of operation was probably neces-
sary at the time, 1t caused some probvlems a few days later when

further augmentation of the Watch and full JBST operation began.

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

:
messages cited as references in later messages.=/

39. Second, the early period did not serve to establish basic
message procedures that could later be followed by the Battle
Staff, Indeed, the mode of operation adopted by JCS during this
period changed normal procedures that were necessary or desirable
for effective Battle Staff operations. As a result, there were
problems in reestablishing message-handling procédures, in
determining the number of coples required by the Battle Starff,
and, more generzally, ln smcothing the message-handling and
distribution process. The absence of key messages and the use
of nonstandard methods of message reproduction further compll-
cated the problem. While such departures from standard
precedures did not seriously affect overall operations, they
created the many mincr procedural problems that contributed to

the general confuslon and frustration during the first few days

1/ Interview #L, 12 March 1963; Interview #13, April 1963.
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of Battle Staff operation. If servad to compound the beasic

problem of handling a sharply‘increasing volume of message

traffic,

40, Another problem, not related to the first two, concerned
the timely availability of copies of JCS cutgoing messages.
During the flrst week cf Rattle Staff operation, draft messages”
with supporting flimsies would be prepared and sent up the .chain
of command to the JCS for final decislon. In the higher command
decision process, messages would be modified or even redrafted
by the JCS, approved, and then dispatched through the Secretariat
to the Message Center for transmission. The Battle Staff
frequently did not know if the message had been sent, would not
receive copiles of these messages if sent, .or the copies would be
delayed for such a long period of time that queries would come
back from CINC staffs regarding the message before the JBS had
received a copy of the message.l/ Even then, if changes had
been made in the original staff message by higher authority,
the Battle Staff would not be informed of the reasons for the
change. This type of information depended on some standard
form of JCS debriefing procedure, a procedure which was not
utilized during the crisis. As a resulf, the JBS could not
adeduately perform one of its normal staff functions of
clarifying or resolving minor problems associated with a-

particular message.

DOCUMENTED PROCEDURES

41, A review of 0JCS documents reveals that the following
pertaining to the processing of incoming messages were in
effect at the time of the Cuban crisis:

a. JAI 1180.1C, Duty Officers - Organizatlion of the Joint
Chiefs of Staff, 1 December 1961,
UNCLASSIFIED,

1/ Znterview #1, 7 March 1963; Interview #13, April 1963,
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b. JAI 5712.2C, 3tate Department .lessagss, L4 Aprils1961,
UNCLASSIFIZD. ;
c. JAI 5712.4, Preocedures for Handling Incoming Messages,
13 March 1959, UNCLASSIFIED.
d. JAI 5712.5, Procedures for Handling Communications from
CINCUNC, 7 December 1359, UNCLASSIFIED.
2. J-2 Inssruction 5712.1C, Frucesaing of Mcossages, € July
1962, UNCLASSIFIED.
f. J-3 Instructicn 5712.3, Distribution of Cables to the
White House, 2 October 1951, UNCILASSIFIED.
g. J-3 Instructlon 5712.4, Control Procedures for Special
and Sensitive State Department Messages,
22 May 1962, UNCLASSIFIED.
JCS-Secretariat Duty Offlcer Inétructions, 29 May 1961,

UNCLASSIFIED,

oy

42, Procedures for the preoeessing ol outgolng mescages are
cortained in the documents listed below:
a. JAI 5T711.3B, Tae Preparaticn and Processing of Qutgoing
Correspondence, 3 January 1962, UNCLASSIFIED.

|o°

. JAI 5712,1E, Outgoing Message Preparation and Procedure,
2 January 1962, UNCLASSIFIZD,

c. JAI 5712.5, Distribution of State or Other Agency
briginated Messages to Commanders of
Unifled and Specified Commands,
1 December 1959, UNCLASSIFIED.

4. J-3 Instruction 5710.1A, Responsibilities for Ad-
ministrative Guidance and Review of
Correspcndence, Papers and Messages,
9 August 1961, UNCLASSIFIED.

e, J=3 Instruction 5712.1C, Proéessing of Messages, 2

July 1962, UNCLASSIFIED.
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£. J-3 Instruction 5712.3, Distribution of Cables to the
! White House, 2 October 1961, UNCLASSIFIED.
g. JC3 Message Center Cperating Instruection No. 5712.1,
Processing Procedures - JCS Qutgeing
Messages, 13 October 1961, UNCLASSIFIED.
h. Secretariat Duty Offlicer Instructlons, 29 May 1961,

UNCLASSIFIED.

DISCUSSION

b3, A review of message-processing procedures listed above
suggests severél shortcomings when reviewed in light °of augmented
Watch and Battle Staff operatlons in crisis situations.

a. None of the documented procedures relate to Pattle
Staff operations, crisis operations, cor wartime operations.
Documented procedures are essentially oriented to psacetime
operations with provision for special short-cuts for an
occasional message requiring prompt action.

b. There i3 no centralized source of message-processing
procedures avallable to gulde staff personnel who are
assigned to Joint Battle Staffs in crisis operationc.

¢. The elaborately documented peacetime system for
mecsage reproducticn, distribution, control, and clearance,
as defined in JAIs and J-3 Instructions (J-3Is), is simply
too slow, complex, and cumbersome to meet operational
requlrements for the rapid processing of a high volume of
action messages assoclated with crisis operations. The
more streamlined and operationally oriented JBST procedures
replaced many of these peacetime administratively oriented
procedures. (For a more detalled analysis of message-
traffic processing, see Enclosure "C", "Functional Analysis

of Command and Control Information Flcw in the Joint Staff.")

Zoamsninmr— - 68 -



73
a

COORDINATION Or STAFF ACTION

INTRODUCTION

L4, The JBST directly assigned messages requiring actlon
to appropriate Directorates within the 0JCS, and within J-3,
0 action officers or Branches. The JEST then maintained
follcw-up contact with the action officers in order to follow
the progress of the staff action being taken. In this manner
they were in a position to maintain the status of actlon
requirements and to coordinate separate actlions on inter-
related subjects, and thereby to exercise limited control

over the progress of staff actlons.

45, Although detailed information on the activities of many
individual action officers is not available, it 1s possible
to contraat the way in which action officers and the members
of the JBS interacted during the Cuban crisis with the usual
peacetime procedures for coordinating staff actions. This
section will discuss briefly some of the more sallent obser-

vations in the procedural area.

JE§Q‘AND ACTION QOFFICER PROCEDURES

46, In J-3, action ofTicers were assigned tasks through the
Battle Staff 1if the action was based on incoming message traffic,
Actions were also assigned by the Director, J-3, and by the
Deputy Directors (also called the Joint Battle Staff Chiefs
or Duty Generals) when action requirements stemmed from higher
authcrity. Although the JBST or the Director and his Deputies
may have prepared- some action papers in the form of recommendations
to the Director, Joint Staff, most of the actions requiring

detalled technical knowledge were passed on to action officers.l/

1/ Interview # 0, 1 April 1963; Interview # 13, April 1963.
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"iAs a result, a great deal of pressure was placed upon é
relatively small, selected group of acticn officers knowledge-
able in subjects related to the Cuban crisis. This fact,
coupled with the requirement for 24-hour operation of J-3
Branches, the requirement for providing support personnel to
the Battle Staff, tn the Quarantine Watch, the preparation of
the MCL and other crisis-related activities, and the need for -~
maintaining continuity in the more urgent day-to-day activities,
all combined to thin out the ranks of experience@ action
officer personnel.;/

47, This segment of the basic information flow through the
0JCS (i.e., requirement input --.staff recommendation -- command
decision -- directive output) is probably the most difficult
and time-consuming part of the whole process of support for
command decision making, Pressure concentrated:on key action
officers who were most knowledgeable as well 23 on a few other
officers having the confidence of the command. The performance
of all action officers, and especially some key officers, was
almost "beyond the call of duty" in attempting to respond
capably and rapidly %o a very heavy and demanding work load.
However, had the situation escalated, or had a‘second ¢risis
developed, e.g.,Ain India or Berlin, the J-3 organization would
simply have been overwhelmed due to the shortage of knowledge-
able staff officers. This, in turn, could have resulted in
a very seriously degraded performance of the JCS at the worst
possible time, or in attempts to decentralize or restructure
command responsibilities, again at the worst possible time.

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

crisis.

I/ Incerview . 7, I ADTil 1963.
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48. Knowledge of appropriate sources of informption was one
of the greatest assets of experlerced action officers. Having
files available, knowing whom tc call, and where o go for
information, with whom to coordinate on action papers, knowledge
of acceptable rermats and levels of detail required in those
action papers--all were reaquired to expedite action papers.
Knowledge of peacetimes operational procedures, ccmbined with
background information of the area or command involved, made
the difference between an effective operation and an ineffective
one. integrated knowledge of this fype tended to reside in

the minds of only a few ilndividuals in each Branch.

49, One of the most time-consuming parts of the action
officer's job in developing recommendations involved the
gathering and collation of the most current information on the
subject in hand. This required frequent trips from the
Haticonal Military Commaré Center (NMCC) to the Service War
Rooms and other agencies. DBecause of security problems
encaruntered by Service Staff members in getting access to the
JCS area, and the NMCC in particular, 1t was easier for the
JCS actlon officers to go diresctly to the primary sources
of.needed data.i/ A great deal of the action officers' time

was gpent 1n beating a path to the Service War Rooms.

£0. The press of time and the large volume of action papers
to be prepared for JCS consideration largely precluded the
use of the flimsy, buff, and green system for the submiseion
of aetion papers.g/ Even the "short form" green methodz/
and other established procedures for expediting the submission

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

1/ Interview # 4, 12 March 1963.

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

3/ JAI 5T712.1E, 2 January 1962.
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point cf view. According to a "Summary of Greems" published
by J-3, only about 25 Cuba-related greens were acted uron,
considera2d, or circulated for information during October and
November 1962. Of these, less than one-third were prepared
by J-3. These cdata, hovever, are nrobably incomplete. A
count of Cuba greens on file in the J-3 Records, Research anad
Analysis {RR&A)- Brornch indicates that a minimum of 53 green
papers were circulated during the period from 17 October to

6 December 162, and that at least 7 of these were staffed by
J-3. (For a more detailed research report on this subject,
see Enclosure "C", "Punctional Analysis of Command and Control

Information Flow in the Joint Staff.")

51. J-3 action officers prepared flimsies for approval by
the Director or Deputy Directors of J-3, and, when approved,
these were usually attached to the dally Master Check List
(MCL) and forwarded each morning a8 agenda items. Zven this
streamliined system caused an overﬁpad on -3 administrative
capabilities and a number of such ?11msies were sent to the
Gold Room without having the usualireference control numbers
recorded on the paper. This féilure to number action papers
occurred during the firstc few daysiof the crisis and was
quickly corrected, but the work ov%rload on administrative
support personnel continued for a gonger period of time.;/
The Cuban experilence thus serves to highlight the very close
relationship between crisis operaticns and emergency adminis-

trative procedures -- .a- subject thét is poorly developed and

documented in existing JAIs and J-3Is.

i
52. The breakdown of debriefingﬂprocedures also affected
action officers. Frequently, after working all night to prepare
a flimsy for submission to the JCS in the morning, action

1/ Interview #2, & March 1563.
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officers wo&ld be required to'remain on call until after their
item was considered. This required periocds of waiting and un-
certainty about the disposition of the particular action,
because there was no routinized schedule for debriefing or
feedback of JCS decisions.;/ JCS meetings simply lasted too
long to allow normal peacetime debriefing procedures to ©o»
utllized effectively. If the JCS had met in the Conference
Room of the NMCC, as previously planned and exercised, this

problem and several others could have been avoided.

53. When action officers were informed of the disposition of
their action item, thils informaticn was not transmitted to
tha JBS 1n any standardized, systematic manner, such as a
regularly-scheduled morning debriefing by the actlon officers.
However, where security restrictions were not a problem,
this type of information was usually made available to the

JBS members on an informal basis.

DOCUMENTED PROCEDURES

54. Tne following documents contain procedural statements
relating to coordination and submission of papers to the Joint
Chiefs of Staff,

a. JAI 5711.2, Coordination Procedure on Joint Actlons,

20 January 1959, UNCLASSIFIED.

b. JAI 5711.5, Administrative Procedures to be used in

Processing Joint Actions, 13 December 1961, UNCLASSIFIED.

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

Conference, 18 August 1960, UNCLASSIFIED.

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

12 January 1960, UNCLASSIFIED.

e. JCS Memorandum of Policy No. 132, Coordinatlon Pro-
cedures on Joint Actions, 21 March 1963,_UNCLASSIFIED.

1/ Interview # 2, 8 March 1963.
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£. Handbock cf, Instructions for ’reparaticn of Repurts

for Consideration by the Joint Chilefs of Staff, UNCLASSIFIED.

2I5CUSSION

55. In reviewing the functions of the JBES, the acticon officers,
and the MCL activitiess (sze Appendixz "B") during the Cuban
corsis, and contrasting these procedures with cocumenicd pro-
cedures ralated to the coordination and submission of reports
to the JCS, several observations can be made. First, the
currant peacetime administrative procedures, even with the
short-cut procedures indicated, did not seem to be responsive
to the operational requirements that appeared during the Cuban
ecricis. Tne documented procedures tend to place control of
much of the operational infermation flow in the hands of the
Szeravariat. However, the precent administrative procedural
guldelines have not been adapted to the operational realities
of the J-3 organization in order to better facilltate ouer-

ational support of the JCS in crisis and wartime situations.

56. The concept of a Battle Staff, the development and use
of the MCL, and the J-3 methods used to submit action items for
JCS consideration, 1n large part, replaced peacetime adminis-
trative procedures. This seems to have been in part both
acclidental and necessary. For example, the Chairman re-
quested that an MCL be prepared (20 October) as a matter of
record and as a gulde for actions to be considered.l/ This
rublication in turn became a convenient and authoritative
source for operational agenda items when it was vacked by
appropriate action officer flimsies containing discussion,
recommendations, and supporting draft messages. Once used in

this manner, 1t soon became recognized by the Joint Staff as

1/ Interview # ©, 1 April 18563.
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the fastest and mostireliable method of placingfurgent matters
on the agenda. Secondarily, it became recognized as the most
authoritative source of information available concerning

which agenda items were bteing considered by the JCS.l/

57. The JBS z2ssigned actlons to the Directorates, maintained
follow-up nonitoring of the status of actlons, developed

agenda items for the MCL, and maintained comprehensive message

3

C1les for reference, These are all activities defined in

P

JAIs and other procedural documents as normal Joint Secretariat
respongihilities, Thils raises the question of whether or not
the currently documented admiristrative procedures are adequate

o support operations in crisis and -limited war situatizcns,

1/ Interview # G, April 1G03.
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APPENDIX "=

J-3 ZHANCH OPERATICNS

THE CURRENT ACTIONS CENTER (CAC)

1. The Current Actlons Center, Current Operaticns Division,
1s the JCS foczl point for the continuous monitoring, znalysis,
display, and reporting of worldwide events that have signifi-
cance for U.S. nilitary plans and operations. Cne of 1its
missions is to insure that the JCS alerting and command-
coammunications network is completely responsive and capable
of effective operation at all times.l Located in the National
Military Command Center (NMCC), and manned on & round-the-clock
basis, the CAC 1s responsible for the following specific
functions:

a. Maintains 2U4-hour surveillance of the current situa-
tion in the NMCC and posts significant cperational informa-
tion on areas of tension (including a summary of friendly,
‘neutral, potentially hostile or hostile forces).

b. Provides a J-3 Watch Officer and a Current Actions
Team during normal duty hours and augments the JCS Duty

.Officer/ﬁ-3 Watch Officer after normal duty hours as
required.2

¢. Provides dally guidance and briefing for the duty
Emergency Actions Team, SIOP Controller Team, and JCS Duty
Offlcer on matters pertaining to current operations.

d. Serves as the Current Operations Division point of
contact for the development and scheduling of current
interest items for briefings required on current opera-

ticnal matters.

1/ DOD Directive, No. 5-5100.30, 16 October 1962, SECRET.
2/ See JAI 1180.1C, 1 December 1961, and J-3I 1180.1D, 31 May,
1962, for detailed description of the JCS Duty Officer

system.
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e. Conducts dally creraticnal bniellngs and prepares
daily operational summaries on matters of current cpera-
tiocnal interest, 23 requirea.

. Serves as the Current Operatlcns Division polnt of
contact for provision and exchange of information with
the Fresaident's situation room, the Office of Emergency
Planning (QEP), selected alternate facilities, the Service
war rooms, and other designated agencies (e.g., State
Department, National Security Agency).

8. Maintains the JCS Master Exercise Books; provides
information on current and future exercises; and prepares
and distributes gpnthly a three-month schedule of signifi-
cant exercises.l/

2. The personnel of the Current Actions Branch consist of
the Chlef, CAC, who cerves as JCS/J-3 Duty Officer during
regular duty hours, and five Watch Operations Officers, who
serve the dual function of briefing offlcers and Assistant
Duty Officers. The CAC Branch, combined wlth the Emergency
Actions Team, a SIOP Controller Team, a DIA representative,
an Operations NCO, a Graphics NCO and a stenographer/clerk,
cdmprise the Current Actions Watch. The Watch constantly
monitors worldwide events in the NMCC and serves as the stable

nucleus for expanded operations during crisis and emergency

conditions.

3. On Wednesday, 17 October, the Chief of the CAC was
briefed by the Director, J-3, on current Cuban plans and was
directed to take the necessary oreparations for an zugrmented
Watch in strict secrecy. He was informed of the President's
itinerary on Thursday, 18 October, and knew in advance that -
the President would cancel his scheduled political speech-

)

\

i/ 7-31 3U29.1C, 14 December 13C2.
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makinz trip and would retirn to Washington <o direct Cuban

- 7
L/
=

.

planning and militaly movilizztion

4, Ausmentation of thz normal Watch was vegun on Friday,
19 Oczober, following 2 triefing by the Director, J-3, for
key personnel in the CAC, the LANT/CARIB Branch, and other
J-3 Divisiens. At th2 same time, %the Director of Operations
suggested to the Chief, Current Operations Divisicn, and to
the Chief, CAC, that they begin making preparations to shift

to Joint Battle Staff (JBS) operations.

5. Augmentzticn of the Watch was begun immediately with
the addition of a J-4 (Logistics) srecialist and a LANT/CARIB
specialist. Af the same time, actlons in the CAC were stepped
up to provide appropriate graphics and additicnal display
facilities for Cuban operations. The increase in Watch per-
sonnel continued throughout Saturday and part of Sunday, 20-

21 Cctoher. as other J-3 and DIA personnel were added.

5. The phase~over to Joint Battle Staff operations began on
Sunday morning, when one of the CAC Watch officers began alerting
personnel who were scheduled to participate in thz Battle Staff.—/
From that time (21 October) and continuing throughout the
supsequent week, a major portion of the time spent by the CAC
Chief and the Watch operations officers was involved in briefing
Battle Staff members and in attempting to achieve coordination
among the JBS teams (JBST). Many of the Battle Staff members
were unfamiliar with emergency procedures and their dutles on
the Battle Staff. As a result, much of the initial activity
on -“he part of CAC personnel was directed to orienting the
membars in their duties and instructing them in the techniques
of measage handling, preparation of briefings, preparation of

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

1/ Interview No. 1, 7 March 1963.
2/ Interview No. 4, 12 March 1963,
3/ Interview No. 1, 7 March 1963,
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7. Initdial briefings o Staff memtsrs involved

at?le
naving tiem read thé C:i?-OJCS:/:c:ument on 538 organization
znd other emergency procedures. apparently this document
sroved S0 pe insurilicienc to insurs that the Zattla Scarf
properly understcod and carried out its functions. The general
cerniusion and lack of ccordinaticn zmeng the 738 during the
Tirst few days orf funcieioniiw led the CAC personnel to for-
muiate a new set of Battle Staff s¢0p;. These were addressed
¢o the JLS teams on Thursday, 25 Oztober, as a J-3 Memcran-
dum. The memorandum defined the responsibilifies of the
Peputy Battle Staff Team Chief, the Operations Cocrdinater,
the J=-3 Representative, and all other team members who were
supporting agencies in the NMCC. It then proceeded to out-
iline detailed procedures and time schedules for the prepara-

tion of SITREPs, Eriefings, and 3ituation Displays.e/

8. Although Battle Staff operations improved steadily after
the first few days of the Cuban crisis, CAC personnel contin-
ued to support and supplement the JBS activities throughout
the period of its existence (21 October to 12 November),

Some of the actions formally assigned to the JBES were 1n
lérge part performed by regular CAC personnel. For example,
cne of the regular Watch Operations Officers had major respon-
sibility for preparation of the br%efing script used 1n
General Taylor's morning briefing. This briefing script
comprised a major portion of other briefings conducted by
the Joint Battle Staff Team Chiefs. CAC personnel also
played a prominent role in assembling status of forces infor-
mation, 1ln preparing dally SITREFs, 1in developing Cuban

S, CONT 0 TIONS OF THE ORGANIZATION OF THE

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

2/ J3M 1282-62 (no classification), for Joint Battle Staff

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

"Joint Battle Staff Team SOPL,"25 Cctober 1962.
3/ Interview No, 4, 12 March 1963.
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situation displays, in relaying messages to the Battle Staff,
in establishing Cuban message filles, and in previding other

Sypes3 of support.

oy

9. Concurrent with its support of the Cuban Battle Staff.
activities, tﬁe CAC nhad to fulfill its continuing mission of
menltering worldwide events and of submitting information
and reports on these events to the appropriate authorities,
Although the establishment of MINIMIZE worldwide reduced the
velume of routine message traffic, the CAC continued to re-
celve priority messages and reports from the CINCs and Services,
Many of these messages related 'to the effects of withérawing
and repositioning military forces for the planned Cuban
cperations, Others dealt with potential trouble spots in
cther areas of the world, The possibility of Soviet Bloc
military action in Berlin was a matter of serious concern
throughout the ea2rly éays of the Cuban crisis. There was
continuing concern over developments in the Congo and in-
Southeast Asia. A potentially serious crisis also erupted
in India when full-scale fighting btetween Chinese Communist
and Indian troops began on 20 October, aznd the first U.S.
éhipment of arms to India arrived on 3 November, An addi-
tional brief flurry of activity was created in the CAC on
22-23 October, when Yemeni aircraft attacked Aden territory
and again near the end of October, when the presence of

Egyptian troops on Yemen territory was admitted.

10. Each of these concurrent develcopments placed additional
demands on the CAC personnel and on the cognizant J-3 action
offlcers at a time when a major proportion of the entire 0JCS
structure was preoccupied with Cuban operatlions. 1If a second

crisis had occurred at the same time-~e.g,, if the Indlan-
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Chinese war had erupted into major proportions, or if the
SoJiets had chosen to retaliate with a new Berlin blodkadé;-
the increased staff support required to handle these situations
would have overtaxed J-3 capabilities, znd, as a ccnseguence,

operational support of the JCS would have been seriously degraded.

11. With the disbanding of the Jeint Eattle Staff on 12
November, the Current Actions Center refurned to an augmented
Cuban Watch, composed of the CAC Watch supplemented by two -
officers and three enlisted men from J-3 and one officer, desig-
nated as contact officer for Cuban affairs, on 24-hour duty in
J-4, J-5, J-6 and Specilzl Assistant for Counterinsurgency and
Special Actlvities (SACSA).%/ The augmented Cuban Watech con-
tinued the basic functions of the Battle Staff, including the
preparation of written briefings, the SITREP, and the inputs
to the Master Check List (MCL)., When the MCL was discontinued
on 21 November the augmented Watch also took over respcnsibility
for publlication of a revised form of check 1list for Cuban
operations.g/ The augmented Cuban Watch was terminated with
the discontinuance o Operation SCABBARDS at 0600Z on 6 December
19€2, and the Current Actions Center then returned to its normal

state of organization and functioning.

THE EMERGENCY ACTIONS ROOM (EAR)

12.E

1/ DJSM 1442-52, 12 November 1962, CONFIDENTTAL,

2/ J2M (no number), from Director, J-3, for Deputy Director,
J-3, Divisicn Chiefs, JBST Chiefs, subj: "Continuing
Requirements for Duty General and JBS," 21 November 1962,
(no classificaticn).
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13. The EAR operations personnel were formally briefed on
the impending Cuban crisis on Friday, 19 October, although
ﬁhey were aw&re of the increased concern with Cuba scmetime
before that.a ‘

14, In general, the work loads associated with placing calls,
locating recipients of calls, and reviewing, sorting and de-
livering teletype messages to the CAC were increased signi-
ficanfly during the critical periocd of the crisis (19 October -
28--October). However, thls increased lcad was adequately
handled by regularly assigned, professicnal shift personnel and
no changes or augmentacion of normal siift complements were
found necessary. Procedures did not change, but work locads

increased.

15. Other changes 1n day-to-day operations were the signifi-
cant increases in the number of staff personnel visiting
the center and the influx of personnel using the rear door
to the NMCC. The latter necessitated placing a guard at the
door to insure proper authorization for entry. Under normal
condltions this task is performed by EAR personnel on the basis
of personal recognition through the use of a closed circuit

TV camera positioned outside the door.

1/ 3-315029.1C, 14 December 1962,
2/ Interview No. 14, April 1963.
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16, As migh; be expected, theﬁuse of command telephone links
increased during the crisis period. This 1ncreased usage was most
noticeable for the Chairman, the Dlrector, Jcoint Staff, and the
Director, J-3. The Joint Chiefs, other than the Chairman,
rarely used the JCS facility. The CINCs, and especially LANT,
PAC, andASAC, increased their utilization of thils command link,
primarily in order to communicate with the Chairman. Operations
persornel felt that cother CINCs would have used the system more
if they had known that 1t was probably the fastest methed for
contacting the Chalrman. This was due to the fact that informa-

tion on the location of the CJCS was continually maintained.

1.
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M?CS 1968/126, "Jolnt Chiefs of Staff Emergency Actions
Procedures (EAP)," 18 July 1962, TOP SECR%T. y
2/ Messages JCS 6864, JCS to All CINCs, 2218092,

October 1962, TOP SECRET.
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T/ Message JCS B80T, Exciusive for Chiefs of Staff; CJCS to All
CINCa and Services, 201214z, Qetober 1962, TOP SECRET.

2/ Message JCS 6830, Exclusive for Chiefs of Staff; CJCS to All
CINCs and Services, 2118142, Cctober 1962, TOP SECRET
3/ Message JCS 6864, JCS to All CINCs, 2218092,

Oetober 1962, TOP SECRET. .
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1/ Notz: ©ror a detailed aiscussicn ¢f command arnd control

consideraticns invelved in prepositioning an EAP implementa-
tatlon message, see Enclosure "4" of this study.
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29, ‘e Support Branch of the Operations Support Divisicn

THE SUPPORT ERANCH

has, among other activities, the responsibility for:

4. Preparing visual aids and maintaining a reference
library of technical, tactical and operaticnal information,
maps, VuGraphs, and graphiz aids required to susport cpera-
tions.

b. Assisting in the coordination, preparation and con-
duct of briefings and orientations. It 1s composed of twe

‘officers, two NCOs, and five illustrators.;/

30. During the Cuban c¢risis, this Branch provided:

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

b. Support of the information and administrative
requirements of the JBS and the JCS/J-3 duty officers.

31. Branch personnel were notified of the lnpending crisis
situation on 19 Octcber. On 22 Qctober they went on 24-nour
manning, with three shifts of two personnel per shift (3

perscnnel during the day shift). During the first three days

1/ J-31 5029.1C, 1% December 1g62.
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o this operaticn, the Zranch was sericusly overiocaded with
requests for briefing aids and graphic display work. This
WAt espeecially true cduring peak activity pericds--=.g., early

51

in thie morning just prior o the morning boriefing cf

d
coe

Chairman.;/

32, During the unird week of the crisis, the EBranch jeined
personnel ¢f the Status of Forces Branch in order to_achieve
a better distribution of the workloads on the two undermanned
brznches. This was, and 13, a natural integraticn of functions
under pressure which had not been reflected in administrative
orcanization. Eoth Branches also worked as an integral nart

of the Joint Battle Staff and CAC operations.

ZZ. Although lack of modern graphics and dispiay production
material, adequate map bases, and storage space provided some
minor problems, the major "flapsh stemmed from the changing
requirements for displays and graphics and from the lack of
uniform guldance on standardizing the gquallty and legibility
of displays. These were important problems because they pre-
vented anticiapticon of requirements and distribution of work-
load over the entire shift, as well-as causing a ccnsiderable

amount of "re-do" or "restart" work.

34, These problems stemmed, in part, from the fact that the
Branch had to take direction from two different masters--the
operations personnel that they supported, (i.e., the JBST
and JCS/J-3 Duty Officer) as well as, administratively, from
the Division Chief. Staff personnel who were interviewed
suggestedlthat thils z2culd be rectifled in the future by
integrating the oranch personnel and its operational support

functions into the CAC Watch which it serves.

1/ Interview No. 15, April 1963.
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THE STATUS OF FORCES ERANCH ;

35. The Status of Forces Eranch has the responsibility for
collecting, collating, displaying, and disseminating data on
the compositicn, location and status of U.S. Milltary Forces.
In accomplishing this function, the Branch provides informa-
tion reported by the Joint Cperational Reporting System {JOEREP)
and insures that such reports are timely, accurate, and

responsive to requirements of the OJCS.l/

36. Historically speaking, the Eranch was the newest of the
J-3 Branches to be formed prior to the crisis. Although it
had been authorized in February and first manned in July, it
was not until September 13962 that its full complement of two
officers and three enlisted men were on board. HIGH HEELS II
in late September provided the first operational experience
with data precessing and display requirements against which to
formulate and organize procedures, The Cuban crisis struck
shortly thereafter and it provided a second, much different
type of operational experience -- an experience for which the

Branch was not fully prepared,

-37. Branch personnel were notified of the impending crisis
on i9 October and were brought in on Saturday to provide in-
formation, briefing and display support for the augmented
Watch. On Sunday, the Branch went on 24-hour operations in
support of the Battle Staff. Two l2-heur shifts were formed
of an officer and an enlisted man, with one enlisted man

covering JOPREPs on the '"reat of the world".g/

38. The primary support activities of the Branch during the

Cuban crisis were:

1/ J-31 5029.1C, 14 December 1562.
2/ Interview No. 11, April 1963.
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a. Determining the status of troops involved in the

CTLANS: . Thils involved cetermining trooc ilsts,

—

specifying the locaticn of particular units, their status
znd strengths, as well a&s status of trcop deployments, ZTDs,
ETAz, modes of trangportation, etc.

C. Monitoring all reports containing status of forces
information in order to develop data.

¢. Preparing information, displays, and formats for JCS
SITREPe, the morning brisfinzs, and thz MCL.

d. Supporting the Quarantine Watch, determining display
faormat requirements fcr the confererze room aund oz i ‘
quarantine operations display.

€. Providing zeneral information suprort to J=2ST xembers

on request.

9, The type and quantity of information requested or the
Branch by J-3 staff officers during the crisis far Qxceeded
the original terms of reference used in the establishment -of
tha Branch., These additional demands vroved tc be the primary
source of difficulty in Branch cperation. Requests {or in-
formation came fiom many sources and, as a result, the formats
and levels of aggregation of data on Force Status were varied
and contlnually changing. This compounded the task of tabu-
lating and displaying the data and disrupted previously
developed procedures for handling information requcsts.
Information that was collected, collated, and displayed, was

used to suppert:

jR

. The Chairman's Briefing;

i

JBST Change of Watch Briefing;

[[2]
*

JCS Situation Reports;

([eR
L]

Action Officer's Requests;
. Individual Battle Staff Members and other Joint

|®

Staff personnel;

i - o4 -
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£. Conference Réem Displays, JBST Displays, and General

Status of Forces Displays for the CAC.

40, The working environment was described as "something new
every hour," "we couldn't anticipate what would be asked of us
next”; and "we could only do the basic and important things."A/
The type of informatiocnal requirements placed on the Branch
8imply exceeded the expectations that the Eranch personnel had
developed as- a result of theilr HIGH HEELS II experience.

41, Points of contact for these special classes of informa-
fion had not been developed nor had the amount of detail
required by the varicus users of the Branch been anticipated.
As a result, the Service War Rooms were frequently used by the
Branch to obtain detailed information not previously antici-
pated in SOPs.

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

experilence, however, and later provided valuable assistance,

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

1/ Interview No. 11, April 1943. -
2/ Operational Ready Reports, Atomic, Non-Atomic and NORAD.
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neT, as userul as the SITREPz submittesd by the Commanders i?
Chief'. The JOPREPs were not timely and'did not contain the
ameunt of detail required by various users of this information.
The Personnel 3tatus Report (PERSTAT) was of little or no

value and was later discentinued. Problems were also en-
countered in determining the lccation and the status of forces
bteing deployed. When forces were asslgned from one ccmmand

to another, the first command's reports would stop and not be
picked up by the new command having operational contqol. As

a result, there would be a gap of a few days in which there
were no reports on the force. Thus, the movement of forces
became a major problem in determining the status of forces
assigned to the Cuban operation. In effect, the JOPREP was

not responsive to Joint Staff requirements for lmplementing

contingency plans.

L4, By the first part of the third week (5 liovember), the
activity of the Pranch naa begun to level off toc a point
where personnel could handle most of the requests for infor-
mation in a routine fashion. A week or so later (12 November),
activity assoclated with the crisis had diminished to a point
where the Branch Chlef could break off and attend to more

pressing day-to-day staff activities.

15, In general, the Cuban crisis emphasized the need for
a highly detailed data base of Status of Forces information,
a capabllity for rapid retrieval of that information in many
forms, and the need for more clearly defined requiréments
for information support. In the latter case, it was felt
that the allocation of responsibility for the collection and
maintenance of detailed Status of Forces information between
each Service Command Post and the NMCC would help., If this

information could then be made rapidly available to each

‘
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facility upon request, it would materially improve the
capaclty to provide detailed and special information support

required during crisis operations.

THE COMMANDS ERANCHES

46. The Commands Branches of the Current Operations Division
nave among other functions the responsibility for:

a. Recommending policies and actions, except those per-
taining to the review of plans, for current operational
direction of commanders of unifled and specified commands
and for U.S. forces not under operational control of the
JCs.

b. Taking actions on operational matters concerning
international treaty organizations and the development and
implementation of national peolicy in areas for which the
unified and specified commands are responsible.

¢. Monitoring Joint Staff actions on sensitive sifua-
tions in eritical areas which could lead to U.S. military
cperations.

d. Coordinating with other J-3 Divisions, as apprcpriate,
in reviewing plans, monitoring the impaéf of implementation
-of the DEFCON system, other readiness measures of the
unified and specifled commands and related NATO measures.

e. Particlpating in Battle Staff operations.l/

47. The Commands Branches are comprised of area specialists
and they provide a large percentage of the J-3 acticn officers
available to support the JCS decision-making process on imme-
diate operational problems in crisis situations. It is beyond
the scope of this paper to treat the activities of all actioh

offlcers in each of the BEranches; nor is it possible to de-
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scribe tihe activities of zccion officers. in the Operational

TOP g8

Plans and General Operations Divisions. However, on the
vasics of interviews with personnel in cvwo of the Eranches,;f
iz possible to outline the general mode ol operaticn of
these Zranches during the crisis, and to desciribe some typic

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

invcived,

48.[;_

3

49, On 19 October security was lifted. "The Johnson Task
Force opened up and we (LANT/CARIB Eranch) began working on
various assignments directed by J-3 for the JCS." The major
actlvitles centered around action papers related to OPLANs

(7 —jgnd to the Rules of Engagement for Quarantine
Cperations., Involvement in the latter activity resulted fro

the fact that one member of the LANT/CARIB Branch had been
assigned to the Quarantine Watch.i/

1/ Interview No. 7, 1 April 1963; Interview No. 10, April 19
2/ Interview No. 10, April 1963.

3/ Irid.
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£0. During the weekend of 19-51 Cctover, "problems came
faster than we cculd respond.“i/ At this time the Commands
Zranches went on Zi-hour operation, Ifurther spreadinz ous

the number or availatle personnel. In most cases, this meant
that only one or two acticn offlcers were available at any
given time to cover the work of each Zranch. However, routine
message-processing activitles not related to the crisis
slackened during MINIMIZE, Socme action officers felt that
24-hour manning of at least some of the Zranches was not
necessary and that it impaired overalil action orficay efricicrney
for a number of reasons.g/ There is insufficient evidence

to evaluate this problem, although i1¢ appears obvious that
reduction of the 24-hour manning requirement in selected
Branches would tend to conserve action officer persconnel for

more effective utilization elsewhere.

51. For the first few days of the crisis (20-24 Qctober),
the TANT/CARIB Branch was nandling "about 20 actions a day.”
(For more detailed discussion of the role of action officers
in support of the JBST, see Appendix "A", "Coordination of

Staff Actions™).

GENERAL OFERATIONS LCIVISION

52. The General Operations Division has, among other
functions, the responsibility for those operational staff
actions pertaining to continuity of operations, the JCS
emergency action procedures and readiness conditions, the
JOPREP, space and weapons systems, JCS exercises, and general

operational matters not assigned to other Divisions.

1/ Interview No. 10, Aoril 1963.
2/ Interview No. 7, 1 April 1963.
3/ J-3T 5029.1C, 14 December 19562.
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3. During the crisis, this Division provided personnel te
23sist in manning the JZ3T and the Quarantine wWatch. They

1so supplied acticon officers and support to the other Current

1%

@]

perations branches. Most of the remaining personnel were
involved in collecting and coordinating informaticn for the
MCL, which was produced under the directicon of the Chief,

General Operations Divisiloen.

54, Cn Friday, 19 October, the Division was instructed to
keep 50 percent of i1ts personnel on duty at all timeé in order
to provide staff support for the impending crisis. On Friday
night and Saturday, personnel of the Division, in coordiration
with the Cuba Planning Group, the Quarantine Watch, and
Current Operations Division personnel, were working up an
agenca of actions to be taken by the JCS. This necessitatad
trying to find out wnat had happened during the preceding
three or four days of tight security control. The rasponsi-
bility for producing this first Master Action List (MAL) was
initially assigned to the Quarantine Watch. The first MAL
was prepargd by O50C Saturday for the morning session of the
JCS and a second MAL was prepared for the afternoon session.

MAL No. 3 was prepared Saturday night.l/

55. About this time, the Chairman, JCS, approved the idea
of‘the MAL, and indicated that he wanted it maintained as a
continuing record and history of the Cubén crisis., Desplte
this initial, limited definition of purpose, however, the
MAL -- subsequently renamed "The Master Check List" -- was
utillzed as an important part of the daily JCS agenda for

immediate operational matters.g/

1/ Interview No. G, April 1963.
/ Interview No. &, 1 April 1963.
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56, By Saturday night, a 24-hour operation invoiving the o
collection, production, and cocrdination of the iICL was
teing directved bty the JBST Chilef. <Cn Tuescay, 23 Cctober,
the responsibilities for preparaticn of the MCL were conflrmed
arter the fact by an unnumbered memo from the Deputy Director,
T-3, tc Battle Starf Tcom Calcfs and Livision Ch;efs.}/ Tis
memo assigned responsibility for overall coordinatlion to the
General Operations Division; determination of items to be
considered one, two, and three days in advance to the Cper-
ations Plans Division; and current actions taken or under
consideration t¢c the JBST and Current Operations Division.

The memo further directed that the MCL be prepared and submitted

to the Director, 7-3, by 0700 each morning.

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

58. Af'ter the first few days during which this system was
in operation, the MCL was distributed tc all J-Staff Directorates.

1/773M (no number;, from Deputy Director, J-3 to Battle Staff
Team Chiefs and Division Chiefs, subject: "Responsibilitiles
for Preparation of Dally Master Check List for Cuban Oper-
ations (J-3 MAL)," 23 October 1962, SECR=T.

3
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Veryiquickly, zction officers Irom the other Direetorates
vegan to input their items to the MCL group and backed them

with supporting or inplementing flimsies,

59, The MCL soon became informally reccognized by the Joint
Staff as the most efficient means of insuring that urgent
items related to Cuba would be taken up by the JCS. It also
became the most authoritative source of '"today's news” among
the J-Staff members, since it constituted a series of actions
that would be discussed during the day by the JCS and also a

history of actions taken on the previous day.

6Q0. The production of the MCL became quite routine after
the first week of operation, with mats of each day's agenda
beling produced, then corrected and reproduced to provide a
history of actions taiken on subsequent days. This operation
continued until P+45 (6 December), at which time the MCL was

discontinued.

6l1. It 13‘1nterest1ng to note that this very important
adminlistrative method for accelerating the submission of
papers to the JCS 1s not contalned in any procedural documents.
Indeed, 1t is in sharp contrast to normal peacetime procedures

contained in the handbock, INSTRUCTIONS FOR PREPARATION OF

REPORTS FOR CONSIDERATION BY THE JOINT CHIEFS OF STAFF, and

cther rolated procedural documents.g/

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

2/ JAI 5711.2, 20 January 1959; J-3I 5711.24, 12 January 1960;
J-3I 5410.4, 18 August 1961; JAI 5410.2B, 12 December 1960;
JAT 5T711.3B, 3 January 1962; JAI 5712.4, 13 March 1959;

MOP 97, 19 June 1961; MOP 132, 21 March 1863.
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6é.'Implementing flim?ies preparsd by gction officers were
reproduced in 20 whilte copies and forwarded with the MCL each
morning. Although action officers used the Services extensively
for information purposes and informal cocordination, they did
not coordinate actions 1in accordance with the formal peacetime
procedures. To-do so would have seriously impaired the ability
of the OJCS to be responsive to unified and specifled commands
in the rapidly changing political/military environment

surrounding the crisis.

63. Tae MCL procedure had the effect of allowing action
officers to go the flimsy, buff, and green route in a matter
of hours instead of days. Action papers were submlited at
JC3 meetings as Director, Joint Staff Memoranda (DJSMs).

This process short-cut the elaborate coordination process
rejguired during peacetime operations. As a result, the Joint'

Staff was able to operate more like a true military staff.
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