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FORID'IORD 

This Enclosure is part of a study of command and control 

processes involved in the Cuban crisis of October - December 

1962. The scope of the entire study is as follows: 

Basic Paper 

Enclosure "A" - Historical Analysis of the Substance 
of Command and Control Actions, Their 
Circumstances, and Their Implications. 

Enclosure 11B11 
- Procedural Analysis of J-3 Command and 

Control Operations during the Cuban 
Crisis, October 1962 

Enclosure "C 11 
- Functional Analysis of Command and 

Control Information Flow in the Joint 
Staff 

Enclosure 11D" - Analysis of Command and Control in the 
Service War Rooms in Support of Joint 
Staff Operations 

.. 
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The Office of the Joint Chiefs of Staff (OJCS} is a 

constantly changing organization. Each new issue of the 

OJCS organizational chart reveals numerous changes in organi­

zational arrangements and in the personnel holding various 

positions. The guidelines and procedures by which the OJCS 

functions both in peacetime and under crisis conditions are 

similarly subject to modification and change based on the 

lessons learned from previous experiences and on necessary 

responses to cha~ged circumstances. 

Any description or analysis of the OJCS or its components 

as of a particular time period is therefore su~ject to some 

degree of obsolescence. This is particularly true of analyses, 

such as the present one, >·rhich are themselves intended 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 OJCS that were in effect at the time of the 

CUban crisis, October-December 1962. An earlier draft, 

substantially 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 revi~ion. 

Despite the various changes effecte4 since the time this 

paper was written, many of the observations contained in it 

are of continuing relevance to the development of more effective 

TOP Si!!Ji&l - 1v -
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commapc:1 and control procedures i~ crises. Some or· ·the 

difficulties of OJCS operations revealed during the Cuban 

crisis point to basic operational problems that remain unsolved 

or, at least, require additional remedial action. In this 

sense, it is hoped that the present paper provides not only 

a use~~l historical reconstruction and point of reference but 

also a documc~t of current relevance and t~eliness. 

.. 
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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. 'lhe first Pa.l7 t of the 

paper describes the general historical sequence of 

prepara tiona ·lor the impending crisis (15-21 October}, 
.. 

the formation of the Joint Battle Staff (JBS) and its operation 

during the crisis (21 October-12 November), and gradual return 

to normal operations {12 November-6 December). Following the 

narrative, the major summary observations of the study are 

presented. 

2. The appendices, which comprise the second part of the 

paper, present more specific information on the procedures 

employed by the JBS, the acti vi·ties of several J-3 Branches 

closely associated with Cuban operations, and the procedural 

documentation research which supported the study. Each 

appendix contains more detailed observations 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 associated 

with the Cuban crisis is to provide the Director, J-3, 

assistance in evaluating and improving operational procedures 

involved in crisis situations. As such, it is part of a 

larger study of the Cuban crisis authori~ed i~ J'-3M·! 1~l8-62 1 

dated 15 November 1962, and is in support of a more general 

WSEG requirement to provide the Organization of the Joint 

Chiefs of Staff (OJCS) assistance in developing an improved 

co~~end and control capa~ility. 

TOP ?iSI£1 
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4. Follqwing the Cuban crisis, there 'tras a general fee::i.ing 

! 

in J-3 that much could be learned from operational experience 

gained during the Cuban crisis. It Nas felt that this situation 

could be treated like a large-scale exei•cise, and that the 

procedures employed during the crisis could be given the same 

postexercise analysis and evaluation that they would normall:; 

receive following exercises, However, in order to do this it 

would be necessary to develop a detailed historical recon-

struction of procedures utilized by J-3 and the OJCS during the 

crisis period. This paper attempts to fulfill that requirement. 

SCOPE AND LIMITATIONS 

5. This study attempts to reconstruct how operationa! command 

and control activities ~ performed in J-3 during the CUban 

crisis 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 

!ntervie1.;s with many of the participants, and on records made 

available following the crisis. Earlier drafts of this paper 

were revie\'red by a number of the participants and other members 

of the J-3 staff. Their comments and suggestions, in many cases, 

have been incorporated into the present version 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 available in pre-existing OJCS documents. 

Particular attention is devoted to the activities and procedures 

related to briefing and debriefing, the ~reparatj.on of Situation 

Reports (SITREPs), the processing of message traffic, and the 

coordination of staff action (see Appendix 11A"). 

TOP§EGEn 
a - 2 - '·· 



• 

mn SF?Fil! 

I I 

1. 'The paper also describes the actions of several J-3 

Divisions and Branches which Nere directly concerned 1-<ith 

various aspects of the Cuban operation. Major a·ctention is 

devoted to the Current Actions Center (CAC), the Emergency 

Actions Room (EAR), the Support Branch, the Status of Forces 

Branch, the IJl~/CARIB Branc~, 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 coverage of all 

Directorates and agencies which participated in the aug­

mented watch and Joint Battle Staff operation. Thus, the 

activities of other (non~-3) Directorates and of the liaison 

personnel from the Defense Intelligence Agency (DIA), the 

National Security Agency (NSA), and the State Department are 

only briefly mentioned. The limited 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). 

g. Finally, it should be noted that the present paper 

comprises one of a series of interrelated 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 is especially true for Enclosure C, which 

presents a comprehensive analysis of message traffic during 

the Cuban crisis. 

mp i!!CREY: - 3 -
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DISCUSSION 

THE PRECRISIS CONCEPT OF OPERATIONS 

10. At the time of the Cuban crisis, 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, publ.ished on 27 August 1962, describes the basic 

concept of OJCS operations under crisis and emergency conditions 

and outlines the organization 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-OJCS were tested 

in the HIGH HEELS II Command Post Exercise, held during the 

latter part of September 1962. 2/ The results of this exercise 

were still in the process of evaluation when the CUban crisis 

broke. Thus, many of the procedures developed in the COOP-OJCS 

document and exercised during HIGH HEELS II were to be subjected 

to t~:e <J.G.di tior.al test of an actual crisis. 

11. The subsequent discussion attempts to reconstruct and 

describe J-3 operations during the Cuban crisis·and to 1'ela·;;e 

these activities to the established concepts and procedures 

contained in the COOP-OJCS. 

12. The COOP-OJCS concept of operations assumes that the 

level of activity and the scope of functions to be performed 

by the OJCS will vary, depending on the nature and gravity 

of the situation. The concept envisages a gradient, ranging 

from 11normal 11 cold war operations to general nuclear warfare. 

The d.if'f'cl'cnt la-v-els of threat and crisis within Lhis range 

necessarily produce variations in the levels of activity, in 

1/ JCS, 27 August 1962 ee~RET. 
~/ JCS Exercise OPLAN ,. Exercise HIGH HEELS II, SECREI'. 

mg s E?Fiili' - 4 -
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the numbers ot:personnel involved; and in the nature and scope 

of OJCS involvement. Accordingly, 11 these variables compel the 

OJCS in supporting the JCS to gear its operations to flexible 

rather than fixed procedures in order to handle and respond 

effectively to the broad range of situations with which it 

may be confronted. ul/ 

17 COOP-OJCS, ~· cit., Part I, 110perations at the Pentagon. 11 

~I These statements-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 initiation of action on 
particular emergency or critical matters. 

~i S£61&'1' - 5 - 0 •• 
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y'lhe Decision Group consists of "key individuals who must 
be available during periods of increased tension to render 
immediate and subotantive advice to the Decision Makers." 
'lhe Augmentation Group consists of a "category of indi­
viduals, representing staff elements, who will broaden and 
deepen the capabilities of the respective Alert Cadre 
Elements (located in the Pentagon, and the AJCC, the NECPA, 
anci the NEACP) in support of the Decision Group." See 
COOP-OJCS, ibid. 

?J Ibid. --
3/ Ibid_., Part III, "Post Relocation," Chapter 1, "Operations 

at the Alternate Joint C~mmunications Center. 11 

.Jn ?iiRti? - 7 -
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15. The forms of' organization and procedure contained 

in the COOP-OJCS had previously been tested in theJC: 

~Unfortunately~ the Cuban crisis inter­

vened before many of the problems revealed by this 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 critique agenda items on~IGH HEELS II were not 

reproduced 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 critique document which was reproduced on that 

dHce for Joint Staff evaluation contains 207 items submitted by 

pcrticipating command agencies and Joint Staff Directorates. 

!IJ3M 1258-62, for 
subj: Relocation 

~ .r. C'JNFJDENTI AL • 

=t... 

TQP 9 5£&~ 

Director, Joint Staff from Director, J-3, 
of Alert Cadre Group, 22 October 1962, 

.:1 
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HIGH HEELS II placed:major emphasis on a general war situation 

and many of the cr::.tique items, thc:oe::ore, deal w~.th naclear 

operations. It is useful to note, however, that twenty or more 

of the items pertain to and suggest changes in Joint Battle 

_staff functions, the handling of message traffic, the 

~oordination of Joint Staff activities, the conduct of 

briefings, status of forces reporting, situation reports, and 

other topics that had direct relevance to emergency operations 
y 

in the Cuban crisis. 

~6. Although the Cuban crisis broke before the critique of 

HIGH HEELS II could be implemented by organizational and 

procedural changes, it is nevertheless true that a large 

number of J-3 personnel and the higher echelons of command 

had been thoroughly briefed on, and had exercised the 

basic procedures contained 1n the COOP-OJCS. As a result of 

the HIGH HEELS II experience, therefore, the personnel of the 

OJCS were perhaps as well prepared for operations L; a 

as could be expected. unfortunately, most of the Battle 

staff members picked for the Cuban crisis had not hnd 

previous Battle Staff experience in HIGH HEELS II. Joint 

Battle Staff experience in this exercise apparently was 

not a determining or major factor in the selection of Cuban --·· y 
Da~tle Staff members. According to several observers, 

experience on the HIGH HEELS It Battle Staff proved to be 

of co:tsider·able value in enhancing the effectiveness of 

cuban h~ttle staff 

cr~tical period of 

personnel, ~ecially during the early, 

operations. 

lfJcSM Working Paper for Action Officers, from D. R. Ward, 
Colonel, trSA, Project Officer, subj: Exercise HIGH HEELS II. 

2~rit1que .~enda Items (U), 11 December 1962, TOP SECRET. 
~~terview ~o. 2, 8 March 1963. 

Interview No. 1, 7 March 1963; Ir.':erv::.e;-; Nc. 3, ll ~'Iarch 
1953; Intervie':l No. ~. 12 Harch 1963. 

'T'QB WPM! - 9 -



• 
)OP uCI&I .. T 0 rp N Jt; "e 1R IE 'TI' 

17. In summary, two ~weeks befo~.·~ the Cuban crisi~ began 

to develop, the concept, procedures, personnel, and facili-

ties of the OJCS had been exercised in a general war context 

during HIGH HEELS II. A description of hot'l these same 

concepts, procedures, personnel, and facilities were employed 

during an actual cr·isis operation is contained in the follow-

1ng sections of the paper. 

INITIAL ACTIVITIES AND AUGMENTATION OF THE WATCH (15-21 OCTOBER) 

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

missions were flown over Cuba.l[:: 

::.--_.[/...,/ Robe;t M·~amara, Secret~ of Defense, Department of 
,~ ~efense, Special Cuba Bri~fing, February 6, 1963. 

_( 
2 

Enclosure "A", Chapter I, "Precrisis Mllitary Contingency 
• Planning". . 

lQR ?ISl&t - 10 -
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~ The Chief, CAC, was informed of the 

.'P.:res ident 's itinerary on Thu1•sday, 18 October, and lmew in 

,advance that the President would cancel his scheduled political 
•(". 

s.peech-making trip and -vrould :r-et~r:n to Washington to direct 

~ban planning and military mobilization. 1/ The deployment 

.m' NORAD and STRIKE aircraft into the southeastern United 

~ates was beginning at this time. 2/ On 18 October, CINCLANT 

uas also authorized to release special intelligence plar~ing 

-~formation for use at the air crew level.3/ 

20. Formal augmentation of the normal Watch was begun on 

il!:'iday, 19 October, following an afternoon briefing by the 

lnrector, J-3, for key J-3 personnel assigned to the CAC, the 

·~T/CARIB Branch, and other J-3 Divisions. (See Appendix B, 

~gure l, which sho't'ts the organization of J-3 at the time of 

-~e Cuban crisis.) At that time, the Director of Operations 

•scggested that the Chief, CUrrent Operations Division, and 

'~e JCS/J-3 Duty Officer begin making preparations to shift 

.. .to Joint Battle Staff operations. This action was based on a ataf 
4/ 

:•JDemorandum developed by tb.e Chief of the Combat ·Plans Branch.-

21c 

:.1/ IT'terv"te~., No. 1, '? March 
:~/ Msg., JCS 6761, l82204g, 
·:IT/ I1sg., JCS 6765, 182356g, 
_ ;,3/ Intervie\'1 No. 6, 1 April 

1 a,::;~ -,.,--· 
October 1962, TOP SECRET. 
October 1962, TOP SECRET. 
1963. 

· ~"We SF?EET - 11 -

'• 



a?L ~-.AWl .. il(tJ)Ip> ?W(CiliT 

l 
22. c. 

23. The preparation of the MAL, later called the Master Check 

List (MCL), soon--beca."lle- too 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 detailed discussion on the 

production c.f' MCLs, See Appendix "B", "General Operations 

Division.") 

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) Chiefs and 

directed one of them to "C-et over there and get with it. 11 :±1 

1/ J'3M (Unnumbered) for Chairman, JCS, from Director, J'-3, 
Subject: "Experts on Two Plans, 11 20 Octobe::> 1962, SECRET. 

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

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

~ Interview No. 13, April 1963. 

TQB SEiMT - - 12 -
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The CAC Watch officers began ~lerting personnel who were 
I J 

scheduled to participate 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 Department and NSA liaison representation on 

the Battle Staff. 
y 

25. The operation in the CAC on Sunday could be character-

ized as very busy and somewhat disorganized. The normal 

JCS/J-3 Duty iofatch 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 their responsibilities, 

processing message traffic, learning existing 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 Cuban crisis. This changed mode included: 

a) the ::ithholding af detailed intelligence information 

a~d operational plans on Cuba from most of the staff 

until the period i'ollOi'l'ing the President 1 s Cuban speechj 

b) the establishment of special planning and· action .groups 

!/ J3M (No number) for Director, J-3 from go1. Giraudo, 
Subject; 11 NSA C!'f1cer on ·watch in CAC," 21 October 
1962, SECP~T; and J3M (No number) for Director, J-3, 
from Col. Giraudo, Subject: "state Department Personnel 
on 'Hatch in CAC," 22 October 1962, SECRET. 

,J@ §F?REi - 13 -



. I 

~B 7 CI&lf 

(the CUba Planning Group, the Blockade Group, the MCL Group, 
t 

etc.) outside the structure of the Joint Battle Staff; and 

c) the breakdown of JCS debriefing procedures established 

for crisis operations because the JCS were meeting in the 

Gold Room instead of the NMCC Conference Room. These develop­

ments left a major informational void that caused ambig~ity and 

lack of clear guidance in the formulation of JBS activities~ 

In part, however, the initial 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 brief Battle Staff Team members in their duties 

and in trying to achieve coordinated action between the JBS 

team shifts. At the same time, they performed the "trouble­

shooting11 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 gLven major responsibility 

for assembling information for the briefing script used in 

General Taylor's morning briefing. This briefing script also 

formed the basis for other operational briefings given by 
1/ 

the Battle Staff Team Chiefs. (For a more detailed de-

scription of this process, see Appendix nAn, nBriefing and 

Debriefing.") 

28. In summary, the week of 14-21 October was a perion of 

transition from normal operations through augmentation of the 

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

17 Interview No. 4, 12 March 1963. 

Enclosure 11Bn 

a£ 
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The week began ~·lith a very 11m1 teq number of personnel involved 

in Cuban operations under utmost secrecy. The number was 

gradually increased through Friday evening. At that time, 

mar.y of the key staff p·3rsonnel were briefed by the Director, 

J-3, and the augmentation of the Watch and preparations for 

th0 eatablisr~ent of a Joint Battle Staff were beg~~. The 

weeke:md was marked by intense round-the-clock activity, ad poe 

groups 11orkir..g in comparative isolation, ar.d a general a~::' of 

cor~usion, lack of information, and mounting pressure. Ac-

cording to several observers, staff actions did not seem to 

move as efficiently as had been the case during HIGH HEELS II. 

29. The general concept of augmentation of the normal Watch 

and tr&<sition to Joint Battle Staff operations, as specified 

in tha COOP-OJCS, was essentially followed during the build-up 

phase. The major deficiencies in this process did not arise 

from basic inadequacies in the concept of operations; rather 

they re3ulted from the lack of detailed supporting-procedures 

and the absence of sufficient operational personnel well 

trained in those procedures. 

JOINT BATTLE STAFF OPERATIONS (21 OCTOBER - 12 NOVEMBER) 

30. The Joint Battle Staff began operations Sunday morning 

~ith 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 personnel assigned to them did not. The two Deputy 

Directors of J-3, and later a third Deputy 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 12-hour shifts. 

lGR sim&± - 15 -
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---Security Agencyll also represented an innovation not antici-

pated in the COOP-OJCS. Although NCO and civilian adminis-

trative assistance was provided, the Cuban Battle Staff also 

did not have an administrative officer specifically assigned 

to each shift, as specified in the COOP-OJCs.5/ 

32. Most of the newly assigned Battle Staff members 

were relatively untrained for their new assignments except 

for general background information derived from their normal . 
staff assignments. Existing evidence seems to indicate 

• 

that no special orientational 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 to such information for 

a particular JEST member was, however, restricted to those 

who had the necess~r security clearances. Many JEST members 

did not have such clearance because their normal staff 

assignments bore Jittle ~elation to their assigned positions 

on the JEST. 

33. In general, newly assigned Battle Staff members were 

given initial orientation by asking them to read copies of 

the Master Action List and the COOP-OJCS documents. They 

were then informally briefed by Team Chiefs and the JCS/J-3 

Duty Officer, and then left to find the necessary background 

information for their particular needs . 

. Y NSA provided two military officers and two Civi:::. 
Service employees to maintain liaison with the Battle 
Staff on a 24-hour basis. See J3M (no number) for 
Director, J-3, f:rom Colonel t:a'l:'audo, sul:.j: "NSA Officer 
on Watch in CAC, 11 21 October 1962, SECRET. 

g/ COOP-OJCS, ~· cit. 

rn TFJ!!± - 17 -
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34. In numer01.is cases, the search for essential background 

information and instructions for handling a particular JBS 

function involved a search through several documents for 

pertinent material. For example, the COOP-OJCS procedural 

guidance for handling and processing incoming and outgoing 

me~sages consists of the followl.ng statements: 11 Message 

distribution will be in accordance with current Administrative 

Instructions, 11 and 11 0utgoing messages, other than Emergency 

Actions Messages, will be processed in accordance with current 

Joint Administrative Instructions. 11 Y For a Battle Starr 

member who was unfamiliar with standard message-handling 

procedures, this guidance would have required the reading of 

at least four or more separate Joint Administrative Instructions 

(JAis), 

message 

as well as J-3 Instructions (J-3Is) pertaining to 

processing,g; However, none of these instructions 

.. 

even mention Joint Battle Staff procedures during crises or 

emergency operations, 

35, More detailed guidance was needed to insure that the 

Battle Staff properly carried out all of its assigned functions • 

On Wednesday, 24 October, the Director, J-3, sent a 

memorandum to the Chief, Joint Battle Staff, in which he 

provided a 11 Check list of recurring items which must be 

handled on a daily basis, 11~ This list included the following 

thirteen items (slightly abstracted from the original): 

a. Supervise revision of MCL for Cuban operations, 

deliver to Director, J-3, at 0700, and publish and 

distribute by 0900. 

~COOP-OJCS, 2£• ci~. 
gj 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 Situation Report and script for Chairman's 

0800 briefing for delivery to White House Situation Room. 

c. Ten-minute briefing for General Taylor at 0800. 

Provide script. 

d. Situation Report to be published. 

~· Review and update actions by JCS and MCL. 

f. Prepare draft messages. 
' ~· Maintain iiaison with Secretariat officers in room 

adjacent to Gold Room during JCS sessions -- "for the 

purpose or 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. 

i. BriefC. 

3at 1415. 

Insure Emergency Actions Branch (EAB) notifies :J or DEFCON changes or LANT, PAC 1 

and CONAD. 

k. Insure "Ops Immediate" on fast actions only. 

AL, 

1. Insure that displays in the Situation Room contain 

up-to-date information in a professional manner. 

~· 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: 
11 Jo1nt Battle Staff S0Ps 11

1 was addressed to the Battle Staff 

Teams. Its purpose was "to establish certain basic SOPs 

and clarify responsibilities in specific areas within the 

JBST."V It defined the responsibilities or the Deputy 

!/ J3M 1282-62, 25 October 1962, UNCLASSIFIED. 
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Battle Staff Team Chief, the Operations Coo:~~dinator, the 

J-3 Rspresentative, and all other team members who were 

supper-tiP~ JCS agencies in the NMCC. It then proceeded to 

outline detailed procedures and time schedules for the prepa­

ration of SITREPs, briefings, and Situation Displays. It 

should be noted tnat the position of the Operations Co­

ordine>.tor on the JEST llau not been anticipated in the 

COOP-OJCS. 

37. These and other procedural memoranda continued to be 

formulated throughout the life of the Cuba.'1 Battle Staff, A3 

late as 9 November, three days before the JBS was disbanded, 

a memorandum to the JBS established procedures for re~ponding 

quickly to requests for information by subjects, and directed 

that subject files of incoming and outgoing messages be 

maintained by the JBS.Y 

38. Many details of JBS procedures could not, of course, 

be anticipated in advance of a particular crisis event. 

Specific applications will al\'rays dictate the necessity for 

special procedural directive~, such as those found in the 

11 Cuba Watch SOPs. 11 Some of the procednral guidance 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 basi~ JBS 

functions. (For a more detailed description of JBS pro­

cedures, see Appendix. 11 A11
.) 

39. Battle Staff operations improved steadily 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.?/ 

~1 J3M 1391-62, 9 November 1962, UNCLASSIFIED. 
[I Interview No. 7, 1 April 1963. 
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!f J3M 1258-62. for Director. Joint Staff from Director J-3. 
22 October 1962. CONFIDENTIAL. 
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1/ JCS 19687126, "Joint Ch~ers of Staff Emergency Actions 
- Procedures (EAP), " 18 Jul~· 1962, TOP SECRET~ 
2/ Message JCS 6807, CJCS Exclusive to all CINCs and Services, 
- 201214Z, October 1962, TOP SECRET. 
3/ Message JCS 6830, CJCS Exclusive to all CINCs and Services, 
- 211814Z, October 1962, TOP SECRET. 
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l} Message JCS 6864, DJS for JCS to all CINCs, 22l809Z, 
- October 1962, TOP SECRET. 
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46. Other procedural problems involved administrative 

support procedures within J-3; finding detailed information 

quickly in order to answer questions aske~ both by higher 

authority and by other parts o:i:~ the "JCS; and Joint Staff 

debriefing 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 being 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 illustrate this break in the normal J-3 ad­

ministrative routine. Similar problems were encountered in 

preparing action 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.Y The more basic and 

!/ For a discussion 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 
Commands and Allied Powers." 

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

that are closely geared to future emergency operations still 

remains, however, and this problem requires further critical 

e~~ination and necessary remedial action. Efficient Joint 

Staff support of JCS emergency operations is highly dependent 

on e::::r'ic1ent administrative support. 

48. Procedural problems arose in fulfilling the requests 

fo~ detailed information that emanated from the vfuite House 

and the Office of the Secretary of Defense during the 

crisis. The problems are highlighted by an unnumbered memo 

from the Chairman, JCS, to the Director, Joint Star~f, on 

24 Octooer,Y subject: 111:'assing Information to the \'lhite 

House, Secretary of Defense, and Deputy Secretary of Defense." 

The memo states that it is essential to increase inforrration 

that is passed to the White House, Secretary of Defense and 

~eputy Secretary of Defense, and it directs that steps be 

taken to insure that important incoming and outgoing messages 

are forwarded expeditiously, that a Joint Staff officer be 

assi~med to effect liaison •·rith the White House Situation 

Room in order to :~eep it "completely up-to-date," and to 

11 effect a prompt response to requests for information from 

these agencies." 

1/ eN 51-62, f'or 1:he Director, Joint Staff from Chairman, 
JCS, 24 October 1962, (No Classification). 
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~i~. An arrangement for liaison wllth the Hhite House was 

established immediately. The Chief, Operations Support 

Division, vJas assigned this responsibility. This liaison 

arr~~ement apparently alleviated but did not wholly solve 

the problem. As late as 9 November, the Deputy Director, 

J -), directed thE' Jc~.nt Ra.t:t.lP. Staff, and the Chi P.:f':=> of the 

Current Operations and Operations Plans Divisions to establidh 

prccedures for the JEST to respond quickly to requests for 

ir£ormation by subject.!/ This was to be accomplished by a 

system of subject files of incoming and outgoing messages 

with inputs from the Current Operations Division, the 

Operations Pl~~~ Division, and the JEST representati,es from 

other Directorates. 

50. In responding to requests for information, Joint Battle 

Staff personnel would frequently turn to the Status of Forces 

Branch for current information on status of forces and other 

data. Information was us'.lally required Lnmedie tely and in 

a yariety 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 

capacity to respond. (For a more detailed discussion of this 

problem, see Appendix 11 B11
, "The Status of Forces Branch. 11

) 

51· A final procedural problem arose because the no.rmal, 

peacetime procedures for debriefing JCS meetings were not 

utilized during the crisis. These debriefing sessions provide 

the normal, established mechanism for informing the Joint 

Staff of JCS decisions and actions. The abandonment of the 

usual debriefing mechan1sm may be attributed to three special, 

i/ J3M-1391-62, Battle Staff Procedures, 9 November 1962. 
(No Classification) 

- 27 -



TOP C:-=<'QFFI 
0 

interrelated conditions surrounding JCS activities in this 

event: (1) the high level, tight security control of U.S. 

policy intentions and of Cuban intelligence information that 

was exercised during the early phases of the crisis; (2) the 

decision of the JCS to continue to meet in the Gold Room, 

inste::td c;.f utilizing i:.he opere.t>tonsl facilities of the Joint 

1tlar Room; (3) the long, continuous, C:aily meetings of the 

JCS, which placed a heavy burden of work on the Director, 

Joint Staff, the Secretary, JCS, and other OJCS officials, 

and thereby prevented them from having sufficient time to 

conduct debriefings. The absence of well-defined substitute 

procedures for disseminating information on JCS decisions 

und~r such conditions proved to be a serious handicap for 

the Jo:i.nt 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 

A.ppe'idix nAn, "3riefing and Debriefing,") 

/,. 

§2· In summary, the period of 21 October to 12 November saw 

the formation of the Joint Battle Staff, the acceleration of 

operational staff action during the critical week of 22-28 

October, 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-3, in general, and by the Joint Battle 

Staff, in particular, because existing documents did not 

provide a consolidated source of detailed, specific, procedures 

to guide personnel in the perfon11ance ~f their emergency duties. 

Many Battle Staff members had not had training for their jobs 

in previous command exercises and, in the absence of readily 

available, detailed procedural guidance, they could not 
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quickly:and readily familiarize the~selves with their new 

assignments. There were no systematic background briefings 

plat:r>.ed and none was given to them. Displays, file systems, 

and relevant data bases were not prepared in advance. These 

and other preparatory activities consumed a large amount of 

the time and energy of operations persopnel durin~ thP. most 

critical period of the Cuban crisis -- a period in which JCS 

requi~ed rapid and efficient support for possible sudden, 

large-scale military operations. Despite these initial 

handicaps, however, most of the serious procedural problems 

were overcome during the first four days of the crisis by 

effe~tiv~' imp~'J\·isation and the development of new procedural 

guica~ce t~at was required by the immediate demands of the 

sitaaticn.. 

THE PHASB_-OUT PERIOD (12 NOVEMBER - 6 DECEMBER) 

53. The Joint Battle Staff was disbanded on 12 November and 

replaced "l"li th en augmented vlatch. The Cuban Watch was composed 

of the normal Current Actions Center Watch augmented by two 

offic::rs a.nd three enlisted men from J-3, and one officer 

designated as contact officer for Cuban affairs on 24-hour 

duty :!.n J-4, J-5, J-6, andSACSA.Y The three J-3 Executive 

Off~~~rs 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 basic functions of 

the Battle Staff, 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 

took over res~onsibility for publication of a revised fo~~ 

!/ DJSM 1442-62, 12 November 1962, CONFIDENTIAL. 
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of check list for Cucan operations. 1/ On the same date the 

~arantine ivatch and the General Officer '.'latch for the Director, 

Joint Staff, \>Tere discontinued. Ho•·rever, 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 fore Duty General to remain in t.hP. bllilding at all t:1..mes. 2/ 

November 30 also marked the discontinuance of the morning 

briefing report to General Taylor. 

54. The augmented Cuban !>latch •·1as terminated with the dis­

continuance of Operation SCABBA~ at 0600~ on 6 December 

1962, and the CUrrent Actions Center then returned to its 

norrr~l s~ate of.organization and functioning. 

55. During this period, a political settlement had been 

reached, forces were gradually being returned to home bases, 

and message traffic requiring staff action had sharply 

dec:J.:Lned. Proc~O:.ures developed during the crisis had become 

routine. In general, augmented Watch duty had become 

i:.1creasingly 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 OJCS documents. The 

evidence supporting these observations, together >'11th the 

more detailed findings of the study, are presented in the 

foregoing "Discussion" section and in the Appendices. 

17 J3M (No number), from Director, J-3, for Deputy Director, 
- J-3, Division Chiefs, JEST Chiefs, Subject: "Continuing 

Requirements for Duty General and JBS," 21 November 1962, 
(UNCLASSIFIED) • 

2/ J3M (No number) for the Record, from Deputy Director, J-3, 
- Subject: "Cuba Watch, Relaxation of Requirements for, 11 

30 November 1962, (NO CLASSIFICATION). 
3/ Note: SCABBARDS l'tas the code name referring to Cuban 
- contingency operations; for a discussion of the term 

SCABBARDS and its usage, see Enclosure A of this study. 
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THE CONCEPT OF OPERATIONS 

57· The general concept of normal Watch augmentation and 

the transition to Joint Battle Staff operations, as specified 

in the COOP-OJCS, was essentially followed during the Cuban 

crisis. However, Joint Battle Staff operations were hampered 

peri~d of the crisis. These problems arose in part because 

of the lack of detailed procedures supporting that concept 

of operations and because many JBS members lacked the necessary 

tra~ning and experience with Joint Battle Staff functions. 

Most of the Battle Staff members were relatively untrained 

for their new assignments, except for general background 

infot•r.lation obtained in their nqrmal staff assignments. 

Existing evidence indicates that no special briefings were 

planned or were given to prepare Battle Staff members before 

or lii'.mediately after they were assigned. (See "Discussion·~) 

AD!·HI·ii.sTRATIVE OPERATIONS ----
53. r-tany normal J -3 peacetime administrative procedures 

failed during the crisis. Because of the press of time and 

the ·.-olume 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 11 short-form11 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 fir::st few days of the 

crisis. Many of these procedural problems were alleviated 

during the crisis, but their existence during the critical 

phase of the crisis suggests the need to examine the close 

me S?IIW£ .. 1~ 



I interaction between administrative :and operational procedures 

employed during emergency situations, and to develop new 

emerge,ncy 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 JES assigned 

actions to the Directorates, maintained follow-up monitoring 

of the status of actions, developed agenda items for the MCL, 

and maintained comprehensive message files for reference. 

These activities have been clearly defined in JAis and other 

procedural documentation as standard Joint Secretariat responsi-

bilities for peacetime operations. However, there are no 

provisions in the JAis for transition from peacetime administrati 

procedures to administrative support for operational procedures 

during crises. As a result, a transition was not made and both 

systems operated simultaneously during the crisis. (See 

"Discussion", paragraphs 47-5Zi Appendix A, paragraph 32-40 and 

50-51; and Appendix B, paragraphs 59-63.) 

BRIEFINGS 

6o. The large amount of time spent by the JBS Chiefs and 

Team Chiefs 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 p~coeau.-al 

guidance for the conduct of briefings proved to be inadequate 

to insure efficient, high quality briefing preparation 

and presentation by the JES. 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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inexperienced in the techniques of briefing preparation. The 

JBS had to rely heavily on experienced CAC briefers for the 

assembly of information and the p=eparation of briefing 

scripts. In general, therefore, the Cuban experience suggests 

the need for reducing the number of special or ~d hoc_ brief-

ine;:::, fer shi.fti.!"'.g the responsi!;ility for bri~fing prer;aration 

and presentation to of't'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 11 A" , 11 Briefing and De briefing. 11
) 

DE BRIEFINGS 

61. Norm~l JCS debriefing procedures were not used through­

out the period of' Joint Battle Staff operations from 21 

October through 12 No,rember. The failure 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 to be tightly controlled. The Joint Chiefs of Staff 

were in almost continuous session for many days and, as a 

result, key personnel normally involved in the debriefing 

procedure were preoccupied with the press of other work. 

Even had they been available, the requirement to 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 tailor their information collection, analysis, and presen­

tation activities to these needs. It created an informational 

.. wr lte£&11 
- 33 -



. T~ S!CRET !OIR ili'iliiT 

vacuum which made it difficult for the JBS to plan advance 

actions. It produced unnecessary confusion, duplication of 

effort, and lack of coordination in the performance of JBS 

and Joint Staff activities. In general, the failure to 

provide an ~stablished information feedback mechanism from 

to perform its intended function of expediting and coordi­

nating JCS actions. (See Appendix 11 A11
, 

11 Briefing and 

Debriefing. 11
) 

THE MASTER CHECK LIST 

63· The Master Check List (MCL) was an ad ~2£ 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 init!al limited purpose, 

however, it 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 being considered by JCS. 

64· The MCL was submitted to the JCS each morning. Attached 

to it were appropriate action papers which contained a 

discussion of the-problem, recommendations, and implementing 

draft messages. This procedure had the effect of allowing 

action officers 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 military 

staff than is the case under normal conditions. (See 

Appendix 11 B11
, General Operations Division.") 
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CONTINgENCY PUN IMPLEI-lEN!I'ATION PROCEDURES 

65tt.. 

MESSAGE-PROCESSING PROCEDURES 

66. A review of message-processing procedures listed in 

JAis and other sources suggests several shortcomings when 

reviewed in the light of the augmented Watch and Battle Staff 

operations in the crisis. 

a. 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-OJCS specifically instructs 

Battle Staff personnel to follow standard message 

processing procedures. 

- 35 -
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b. There is' no centralized source of message-pro~essing 

procedures available to serve as guides to staff personnel 
' I 

assigned to Joint Battle Staffs.~ 

~· The elaborately documented peacetime system for 

message reproduction, distribution, control, and 

slm'l, complex, and cumbersome to meet operational 

requirements for the rapid processing of a high volume 

of action messages associated with crisis operations. 

The more streamlined and operationally oriented JBS 

procedures replaced many of these peacetime, administratively 

oriented procedures. (See Appendix A, "Processing Hessage 

Traffic.") 

ACTION OFFICERS 

67. The development of action papers is probably the most 

crucial part of the whole process by ~>rhich tn-= .Joint Staf'f' 

provides support for JCS command decisions. ;;ll ac.tion 

officers involved in the Cuban crisis were subjected to very 

heavy .and demanding workloads, but the pressures were 

1/ For a comprehensive 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 11

, 10 April 1962, SECRET, 
L1m1tad Distribution. 
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particularly conc!'!ntrated on a fe~'l key officers who were 

most knowledgeable and had the conf~dence of the command. 

Despite the very capable performance shown by J-3 action 

officers during the crisis, it is questionable if the J-3 

organization could have provided adequate staff support for 

considerably exoanded emergency operation~.~ 

b~. One of the greatest assets of experienced action officers 

is their detailed knowledge of the appropriate sources and 

channels of information and of the techniques and procedures 

for preparing 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 

whom their actions must be -coordinated; an::! they are fa."'liliar 

with the types of format and levels of detail 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 relatively rare combination of skills which is found in only 

a few key individuals who have had relatively continuous, 

specialized 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

fecti •·a one during the Cuban crisis. (See Appendix "A", 

"JEST and Action Officer Procedures."} 
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THE SITREP 

69. The preparation of the daily and supplemental SITREPs 

v1as one of the most time-consuming and difficult tasks 

assigned to the Joint Battle Staff. The difficulties en-

eountered in its preparation stemmed from several sources: 

(a) the format fo~ prP.sentation of SITREP data was not known 

or fully understood by many of the ree~bers of the Battle 

Staff; (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; (c) the process of collating, 

org~~izing, and analyzing data relevant to the emerging Cuban 

situation was complicated by the sheer volume and complexity 

of input data arriving from CL~Cs, 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 inf0r~~tion on the current deployment 

and status or forces. 

70. Present procedural guidance for the preparation of 

SITRSPs is limited to the 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 not sufficient to insure the production of 

Situation Reports which fulfill the basic purposes of this 

report. Additional procedural guidance was needed in 

providing the basic criteria of relevance for the inclusion 

and exclusion of information to be utilized in the report, 

and in identi~ing and cer.tralizing the input sources of 

information. (See Appendix 11 A", "Situation Reports (srTRE:Ps) .") 
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INFORMATION SUPPORT OPERATIONS - --·· -~ 
7~. TI•e C~ban crisis em~hasized the need for a highly 

detailed data base for Status of Forces information, a 

capability for rapid retrieval of that information in many 

forms, and the need for more clearly defined requirements 

fc~ general infor~aticnal ~upport. In ~e3pc~d!~~ tc ~~q~ezts 

for i~ormation, Joint Battle Staff personnel would frequently 

turn to the Status of Forces Branch for current information 

on status of forces and other force data. Information was 

usually required 11 right no\'1 11 and in a variety of f~rmats. 

As a result, the Status of Forces Branch was overwhelmed by 

requests for information which far exceeded their original 

terms of reference and their capacity to respond. iu general, 

it was found that Joint Operational Reporting System (JOPREP) 

reports containing Status of Forces information, i.e., REDAT, 

REDNON, REDRAD, l/ were not as useful as the SITREPs submitted 

by the unified and specified commands. 'Ihey w~J.·c: not; t.:!.inely 

and did not contain the detail required by various users of 

this information. In effect, the JOPREP f: -:::' Sca';us ::\e~orts was no 

responsive to Joint Staff requirements for implementing contingenc 
plans. 

72. Although lack of modern graphics and display production 

material, adequate map bases, and storage space was a 

problem for support operations, major problems stemmed from 

changing requirements for displays and graphics and the lack 

of uniform guidance. 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 

• responsive to both the operations personnel they served, 

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

~perationai Ready Reports;-Atomic, Non Atomic and NORAD. 
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:'Chief of the Operations Support Divis~on. 

11 The Status of Forces Branch. 11
) 

RELOCATION OF THE ALERT CADRE 

-;t -----
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APPENDIX "A" 

JOINT BATTLE STAFF TEAM PROCEDURES 

BRIEFING AND DEBRIEFING 

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 

decisions and directives. During the Cuban crisis, the normal 

system of briefing and debriefing underwent various changes, 

both planned and unplanned. The present section discusses the 

nature of these changes and their consequences for Joint Battle 

Staff (JBS) functioning during the crisis. Specifically, it 

describes the role of the JCS in the conduct of briefings, 

examines the degree to which the Battle Staff briefing 

procedures used during the crisis conformed with preexisting .. 
procedural 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 Branch, Current 

Operation~ 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 techniques. 
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3. With the phase-in of the Cuban Battle Starr 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 contained in the JCS 

docu.-nent, CONTINUI'!"i' OF OPER.~.TrC~:z 8I" '!HE ORG~iiZ;..TION or TiiE 

JOINT C~JEFS OF STAFF, (COO~-OJCS~~ whlch directs that 

operational briefings will be coordinated by the Chief, Joint 

Battle Staff, when established. This document also specifies 

that scheduled briefings will be conducted daily, as prescribed 

by the Director, Joint Staff, who also prescribes other briefings 

on call and authorizes the briefing attendees.g/ 

4. The Joint Battle Staff took over the responsibility for 

the routinely scheduled 0830 briefing for the Joint Staff 

Directors. The briefing of other Joint Staff personnel, 

normally scheduled for 0930, was combined with the JBS relief­

or-watch briefing at 0900. Another change-of-watch briefing was 

given at 2100 daily.~ These briefings were presented by the 

Joint Battle Staff Team (JEST) Chiefs and were continued 

throughout 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.~ 

5. On Monday, 22 October, the Chairman, JCS, requested a 

special ten-minute briefing each morning on Cuban intelligence 

and operations.21 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 Chairman were begun on 23 October and were 

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

S( Ibid. 
3/ J3M~l282-62, 25 October 1962, TOP SECRET. 
!( DJSM-1442-62, 12 November 1962, CONFIDENTIAL. 
~ Interview No. 4, 12 March 1963. 
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also attended by the Direc~or, J'Jint Staff, and tt'.e Director, 

g-3. They were,continued until 10 November, when the Chairman, 

JCS, requested that the oral briefing be discont~nued, but that 

a ~~itten briefing script, ~sing the same format as previously, 
l/ 

be delivered to him by 0830 daily.- These written briefing 

reports ~rere later prepared by the augmented Cuban \-latch and 
2/ 

were finelly r:i_~_sco!"tinued en 30 Novemb<;Z' 1962.- Script copias 

of each Chairman's briefing were distributed to him, the White 

House Situation Room (via DIA courier), the U.S. Representative 

to NATO, the Director, Joint Staff, the Director,·J-3, the Joint 
3/ 

Battle Staff Chief, to J-5, <md to the J-3/JCS Duty Officers.-

6. !n addi.tion co the Ch2irman 1s briefin,3, the JoL1t !3attle 

S ta.ff '•tas quicl{ly char::;ed with responsib1li ty for other special 

briefings. On 24 October, the Direccor of Operations was directed 
,-

to provide a daily 1500 briefing on the Cuban situation to/ 
,_ Lj.j 

·-viash:l.ngton.-

On the same date (24 October), J-3 input was requested for a 
5/ 

briefing for the NATO Standing Group at 15~0 hours,- and on the 

following day, the Director, J-3, was directed to provide daily 
6/ 

briefings for this Group.-

1/ J3M {no number) from Deputy Director, J-3, to Chief, JEST, 
subj: "Briefine; for General Taylor," 10 November 1962 (no 
classification); and J3M (no number) from Deputy Director, 
J-3, to Chief, JEST, same subject, 12 November 1962, (no 
classification). 

2/ J3M for the Record from H.B. Stark, Capt, USN, i'iatch Officer, 
- subj: "Morning Briefing Report to General Taylor," 30 November 

1962, (no classification). 
3/ J3M (no number), from Deputy Director, J-3 to JEST Chiefs, 
- subj: 11Briefin! for General Taylor, 11 10 November 1962, (no 

classification . 
4/ J3M (no number , 24 October 1962, TOP SECRET. Although this 
- memorandum indicates that the briefing for [ J was 

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 St~ff GhP.ck List, 11 

24 October 1962. notes the time of the briefings as 1415 hours. 
On 2 November,\ lrequested that the briefing 
11 revert to the l'iormal and be done at 1500 today if possible. 11 

Memorandum from unidentified officer to Deputy Director, J-3, 
2 November 1962, 1145. 

5/ J3M for the Record, from Milita.ry Secretary, J-3, subj: Briefinf 
- for Standing Group NATO," 24 October 1962. 
6/ J-3 MCL No. 9, 26 October 1962, 0600 EDT, TOP SECP~T. 
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7. Iri summary form, tl<e Joint Ba.ttle Staff was responsible 

:for the following dai:y sc~edule of formally established 

briefings: 

Time 

0800 

0900 

1415 

1500 

2100 

Attendees 

Chairman, JCS 
Director, JS 
Director, J-3 

J0int St.?.!'f 
Directors 

Joint Staff 
Personnel & 
Incoming JEST 

NATO Standing 
Group 

Incoming JEST 

, 

Briefing Of~icer or Coordinator 

Battle S~aff Chief (B/Gen Clay) 

Ba. t t ,_e Sta.r~f Team Ch:.e!~ 

Battle Staff Team Chief 

Battle Staff Chief (1st Day) 
Battle Staff Team Chief (Later) 

Battle Sta.ff Team Chief 

Battle Staff Team Chief 

8. In addition to thase formally established briefing 

sessions, there l'lere numerous info:'IIlal br:!.efings of visiting 

military personnel and of personnel from the Office of the 

SecrQtary of Defense, the State Department, and other agencies. 

The formal change-of-watch briefings were also supplemented by 

face-to-fa.ce briefings between the personnel occupying counter-

part positions in the outgoing and inaoming Battle Staff Teams. 

For example, the incoming Battle Staff Team Chief usually arrived 

one-half hour before his liatch began and the outgoing Team Chief 

remained one-half hour longer than his scheduled time of relief, 

so that both could discuss actions that had been completed and 

the follol'l-up or future actions that were required. Similar 

personal briefings occurred between the Operations Coordinator, 

the J-3 repr~scntative, and other counterpart ptrsonnel on the 
.!/ 

two teams. 

1/ Interview No. o, 1 April 1963. 
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DEBRIEFING 
' ' I 

.... ·r: l . b. - 9'1'> · u .u .P~ L 1~ •l'.; a 

9. The p~ocedure for debriefing JCS, St:ate-JCS, 2.nd OPS DEPS 

••leetine:;s, in order co revie'tl' JCS acti~n en agenda ite:::s, is 

established in JAI 5410.2B, :aRIEFING lu'TD DEBRIEFTirG PROCEDURES 

FOR JOINT STAFF PERSONNEL, 16 December 1960. This Joint 

Administrative Instruction provides the following schedule of 

meetings subseqc:.ant to which the Director, Joint Sta..:'f, conducts 

a debriefing and issues necessary instructions to the staff: 

a. OPS DEPS v!eetings (Tt.1esda.y, 1400) 

b. JCS Meetings ('ilednesday and Friday, 1400) 

c. State-JCS Neetings (Friday, 1400) 

The specified attendees at these debriefings include the Director 

of each Joint Staff agency {or his representative), and a member oJ 

the Branch responsible for briefing each item. 

10. This previously established mecha:"lism for debriei'ing was 

not used throughout the per::.od of Joint Battle s·caff functioning 

from 22. October throus~ :.:.2 lkv-e:nber for various reasons, including 

the tightly controlled nature of Cuban intelligence information 

and U.S. intentions during the early phases of the crisis, the 

f3.ct that the Joint Chiefs of Staff were in almost continuous 

session for many days, and the fact that the key personnel 

normally involved in the debriefing procedure were :1eavily 

preoccupied with the press of other work. Even if these personnel 

were available, the extreme sensitivity and security surrounding 

U.S. intentions in the crisis, Nould have precluded extensive 

debriefings of the Joint Staff. 

11. Tne basic pattern for this changed mode of operations was 

established a l'leek cr m.:1re prior to the formation of the Joint 

Ba.ttle Staff, and it involved the esta'ulishment of a direct and 

immediate relationship between the JCS and a few selected action 

orr:.cers comprising the Cuban Planning Group. This Grou:;,?, and a 
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fe\'l addi t:tonal incii victuals ;-~:10 >·Tc-re subsequently informed, re­

tained tight securit~~ c:Jntrol 01.' infor:r.ation on CUban events 

and JCS decisions prior to 19 Oc~ober. On the l~tter date, 

additional key members 1f the Joint Staff ',-Tere briefed on the 

nature of the Cuban missile threat and the anticipated 

2cecutive Department and JCS plans. 

12. z~e changed mode of operations established dUl~ing this 

early period tended to pe:;.~sist, in varying degree, throughout the 

crisis in the form of' a. more direct relation between JCS and the 

action offic~rs assigned particular responsibilities for the 

various phases of CUban operations. Especially during the first 

wee!< of JBS operation, there l'l'as a ma.jor informational hiatus 

between the Battle Staff and the JCS decision-making and 

inplementation process. A large proportion of the JCS decisions 

fo::o action or deferral of action during this early phase came 

to the attent~on of the Joint Battle Staff only indirectly and 

after a considerable time dela.y. 0'.1ly a small proportion of 
1/ 

the JCS CUT-messages were drafted in the JBS,- and, in numerous 

cases, the JBS members were unauare that a given JCS decision 

haC. ;Jeen made until they received a delayed informational copy 
2/ 

of t-he message via the Emergency Actions Team.- In some cases, 

queries on s. given JCS message \'rere directed to the JBS from 

lower echelons of command before the JBS had received copies of 

the nescage that stimulated the query. In a few cases, two 

messages on the same subject were dispatched to lower echelons 

because the JBS did not have information that a previous message 
3/ 

on the same subject had been sent.-

13. The informational vacuum thus created fer the JBS led to 

efforts to establish new channels of communication between the 

1/ Intervie\.Y No. 4, 12 rifarch 1963. 
2/ Interview No. l, 7 rzrch 1963~ 
1/ Interview No. 2, 8 !-larch 1963. 
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Battle Staff and the JCS Gold· l'\oom, '.-lhere the Joint. Chi~fs 1·rere 
; I 

meeting. These chan.~els Nere never completely fcr~lized and 

rou~inizcd, but by about 1 November they were apparently 

sufficiently Nell de"J"e:!..oped and understood that theq provided 

a reasonably adequate feedback system for JBS operations. The 

techniques used for securing information directly from JCS 

appear to have varied somewhat over time. Initially, arrangements 

i'rere made for the Joint Secretariat officers stationed in the 

anteroom of the Gold Room to telephone the J-3 Battle Staff 

C:1icf (General Duty Officer) to inform him that they had ini'or-

mat ion for the Battle Staff. A Battle Staff member wou:1 then 
1/ 

be sent to the anteroom to secure the information. According 
2/ 

to son:e infor:na.nts, tl~.:.s system did not pro·1e wholly sa tis-

factC7J, and subsequent arrangements included having the action 

officers come directly from the JCS meeting to l"eport to the .rns, 

~nd sending the JBS Operations Coordinator or J-3 representa~ive 

to tl1e Secretary or Deputy Secretary, JCS, to determine what 
3/ 

had happened in the JCS meetings.-

DOCU11EHTED PROCEDURES 

14. The following OJCS documents pertaining to triefing and de- ·· 

briefing procedures were in effect at the time of the Cuban 

cri::::is: 

a. JCS, Continuity of Operations of the Organization of 

the Joint Chief of Staff (COOP-OJCS), 27 August 1962, SECRET. 

E_· JAI 5410.2B, Briefing and Debriefing Procedures for 

Joint Staff Personnel, 16 December 1960, U1~LASSIFIED. 

£• J-3 Instruction 5410.1A, State-JCS/Joint Staff Meeting 

Agendas, 2 July 1962, UNCLASSIFIED. 

17 Interview No. 2, 8 March 1963. 
~/ Interview No. 3, ll March 1963; Interview No. 4, 12 March 1963. 
~/ Interview No. 6, 1 April 1963. 
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~-· J-3 Instril;c-c:!.on 5410. 3E, Procedures f~r Briefing Sheets:,
1 

I 

Oral Briefings and Debriefings, 17 August 1961, UNCLASSIFIED. 

~· J-3 Instruction 3000.5, Weekly Operational Briefing for 

the Director for Operations, 26 March 1962, UNCLASSIFIED. 

15. The most pertinent of these documents for Joint Battle 

Staff b::'iefings !a t::-• .: CCOr-CJCS, \'ihic.:n proviJ.c.s a t.:·ief' outline 
1 I 

of the format and content of operational briefings.~ None of 

the above documents provides an explicit statement or mechanism 

for Joint Battle Staff debriefing of JCS meetings. It should be 

noted that the COOP-OJCS provides for Secretary, JCS, represen­

tation on the JBS;gj there was, however, no such Secretariat 

representative assigned to the JBS. 

DISCU8SIJN -------
16. A (·C:nparison of the actual operations of the JBS dU:i."'ing 

the c~..;.ban crisis with the procedural guidance available in pre­

exis-.;:"..ng OJCS document3 indicates a number of discrepancies 

and problem areas: 

~· Although the responsibility and general format of 

operational briefings is well-defined in the CCOP-OJCS 

document, the process of collecting and coordinating the 

input sources of information for operational briefings was 

not specified 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 daily briefings of the Chairman, 

!/ See, especially, Section-r;-paragraph 7c, pp. 18-19. 
[/ COOP-OJCS JBS Organizational Chart, Part I, p. 15. 
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JCS. This scrip'f was ~J-.en ut1l!.zed for the· briefings! con-
1/ 

ducted by the Batt::.e St:1ff Team Chiefs.- This ad hoc 

2.daptation is, hm'l'evel,, a departure from the briefing 

responsibilities assigned to the Battle Staff in the COOP-OJCS 

documen"!;. 

b. The efficient administration of the Battle Staff was 

h2MPered by the practice of using the Battle Staff 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 i~s 

primary functions of planning, directing, and coordinating the 

activities of the Battle Staff team members. This interference 

;·::i.<::1 p .... imary directive functions was further aggravated by vari-

0,:.c: sp'= ,,::.al and ad h.Q.£ briefings •:1hich they were called upon to 

pe:•/orn. A number of observers in the OJCS have noted the 

1:(~ .. ,:::3:;:'. ·;1 f~r reducing the number of scheduled and ad hoc 

briefings conducted by the Battle Staff and also the desir~-

bility of assigning responsi0ility for briefing presentations 

·::;o officers who do net have primary respor.sibL;.icies in ·the 
C./ 

direction ~id administration of the JBS. 

c. 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-

17 
'2'/ 

3/ 

ducting additional special briefings for their benefit and 

an unnecessary increase in the volume of communications be-

c·t~een individual OSD offices and the Current Acti::ms Cencer. 
.:V 

Interv~ew No. 4, 
Interview No. 3, 
Intarview No. 5, 
Interview No. 1, 

12 March 1963. 
11 March 1963; Interview No. 4, 12 March 1963; 
13 December 1962. · 
7 ~~arch 1963 
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. ~~:The failure to use the peacetime system of deqriefing 

JCS meetings created numerous problems. It wade it difficult 

for the JBS to ascertain the briefing needs of the JCS and 

tc tailor their information collection, analysis, and 

presentation act~vities to these needs. It created an infor-

mational vacuum "I'Thich made it difficult f;,r 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 feedbaclt 

mec~Jism fron JCS to the JBS seriously hampered and, 

in some cases, negated the fulfillment of the Battle Staff's 

intended function of expediting and coordinating JCS actions.l/ 

e. 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. This 

representation, which is specified in the COOP-OJCS, \'las 

not effected durL~g the CUb~~ crisis. If it had been, 

it is probable that at least some of the conrilsion and 

lack of coordination could have been avoided. 

The breakdown of the peacetime dehriefing procedures 

and the failure 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, CONTINUITY OF OPERA'itONS OF THE JOINT CHIEFS OF 
STAFF (COOP-OJCS), Part I, Paragraph 2g, 27 August 1962, 
SECRET. 

TO'P §F?Ili!! - - 52 -



!~7 Lt:&± 

SITJATION REPORTS (SIT~?S) 

INT?,ODUCTION 

17. One of the essential func~ions of the Joint Battle 

Staff is to present the JCS, and others, with a clear, 

accurate picture cf a ~risis eituation ~s it unfolds. 

Cut of the mass or incoming info~ation from all sources, 

which must be read, digested, understood, and placed in 

proper context, the JBS has to produce a condensed, timely, 

and accurate characterization of events as they develop. 

18.[.. 

J 

1/ JCS Pub. 6, JOINT OPERATIONAL REPORTING·SYSTEM (Short 
Title: JOPREP), March 1962, SECP~T. 
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20. This section will discuss Joint Battle Staff actions 

relating to the publication of the SITBEP, compare these 

ac'.;icns ~•ith doc'..liilented procedures existing prior to the 

Cuban crisis; and comment on the adequacy of docl.Lrnem;ed 

procedural guidance in the light of the Cuban Battle Staff 

experience . 

JOIHT BA'I'TLE STAFF PROCEDURES 

21. The first JCS SITREP published by the .JBS (No. l- 62) was 

issued as of 0400Z on 23 October, and was dis~a~ched a~ a JCS 
3/ 4/ 

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

l/ JCS, CONTINUITY OF OPERATIONS OF THE ORGANIZA~ION OF 7HE 
JOI~IT CHIEFS OF STAFF, Part I, "Operations at the Pentagon," 
paragraph 7d, 27 August 1962, SZCRET. 

2/ Ibid. 
1/ Msg, JCS 6897, 2310352, TOP SECRET. 
4/ AIG 936 includes the following action addressees: CINCAL; 
- CINCLANT; CINCARIB; CINCONAD; CINCPAC; CINCNELM; CINSAC; 

CINCEUR; CINCSTRIKE; DIA; JACE, Pt. Ritchie, Md.; JACE/Afloat, 
Norfolk, Va.; JACE/Airborne, Andt·ews AF.B. It: also includes 
CNO (OPNAV); AU Cmd Post, Maxwell A.~, Ala.; and CG MCP, Camp 
~jeune, N. c., as information addressees. These addressees 
for SITP~P messages remained the same throughout th~ enti~e 
period from 23 October to 6 December 1962. See JCS ?ub. 6, 
JOPREP, £E.· ill· 
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the Dir::~:::tor, St:;;a:te~ic ·I'a:('~~t Plan!'lii16. ~/· From 23 October 

~l;.t::l S Zlecember, a t0tal c? 45 daily SI'ffiZ?J was produced by 

t:.1e ;;~.:; or (afte:::- 12 November) by >;he aug:nen;;ed Cuba.r.. i1atch. 

'I':'.:') fi::S]_ S!TREP (No. 45-62) v1as published at 0500 on 6 
•' I 

D.::~·8rr.::~r. ~! Its d:lsc: o:rtinuance coincided w1 th the :Us continuance 

oZ Operat:l.on SGABBA?.DS and disestablisr.ment of the Cuban v:atch)/ 

2cl. !J'l ac!d1 t!.on to the basic daily JCS SITREP, the JBS al"'o 

pu'!;~ished t·-'lo supplementary SIT!mPs each day du1·i~ the period 
''I 

.:'ro:·r.:. 23 Jctober to 4 Novembe::;. ~'i' In contral3";; ta tha bas5.c 

s:.::TP..zrs, \\h:i.ch w~re published and dispatched as JCS act:'.r:>:o:-. out-

Elcm=uts (JACEa), the 26 su9plem~~tary Situation Reports 

proci.uced by t.'1~ .;Bs '1'7(?re add.!'esse.:i a.3 memoranda fo':::' t!'l'3 Joint 

Chief. .5 of' 3taff, ar.:i :~heir distribution we.s lir.1i ted to the 

ar~·.i v~.rious cor.l!na:1C., Gp3.::•at:i.ous, ~·.:ld plc:.ns oi'fie:c.s 1::.-. :~b.e 

~!\:-.:~-, )'Jav~r. A!~ Fo:..•:.:e ~nd Xa:;."'ir:.e Corps. 2/ They were published 

a::: r:ight-·l·.our .!.nter-vals ai'cer the C500 publication time of the 

6' 
")?..o:\..c 8ITFE'?. ':..IJ 

£.i_"':JsTP is- located s.'.: Offti.'~b AFB, Ne'b. 
2/ Mag, JCS 77l5, S:i::CRET. All Sll'REP messages v1ere classified 
.... TOP SECRET, except the last two ( 44-62 and 45-62), which 

•·rere class1:':'ted SECRET, 
~/ r~sg, JCS 772r:, TOP SECRET. 
~/ 'Ihe first suppleir.ental SITREP was pul,lished as of 2000Z on 

23 October. The final supplemental S::C'l'REP (No. 26) was 
~blished at 2100Z •:m 4 Ncvember 1962. 

5/\.-

6'y­
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23.t, 

l 
24. The preparation of the daily and supplemental SITREPs \'laS 

probably the most time-consuming and difficult task assigned to 

the Joint Battle Staff. The difficulties encountered in its 

preparation stemmed from several sources: 

1/ J3M 128262, from Eiecutive11 J-3 for Director, J-3, to Joint 
- Battle Staff Teams{ subj: JEST .30? .::, 25 October 1962," 

(no classification}. 
2/ Although 2000 is given as the time for release of this supple­
- mental in J3M 1282-62, this is probably a typographical error, 

and should read 11 2030. 11 

3/ J3M (no number) to JCS from Deputy Director, J-3, for 
-- Director, J-3, subJ: ::Supplemental Situation Reports and 

Operation SCABBARDS," 5 November 1962, TOP SECRET. 
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1/ Interview No. 1, 7 March 1963. 
2/ JCS Pub. 6, o~.cit. 

.J 
j/ JCS Pub. 6, Jmllmf, directs the CINC s to submit SITREPS 
- -"under 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 

debriefing 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 ratic~ale or 

set of criteria for inclusion or exclusion of data in the 

SIT.REP.g/ ~ default, the determination of items of signifi-

cance to the JCS was essentially based on ~he surmise of 

Battle Staff Chiefs and Team Chief's, rather than on cleaJ:' 

~--_g_uidelines from ..;;J;,:C:.:S:..:·~---Y CM 51-62, from Chairman, -JCS, to the Director, JS, sLtbj: 
"Passing Information to White House, Secretary of Defense, 
and Deputy Secretary of Defense," 24 October 1962 (no 
classification). 

Sf Interview No. 3, 11 March 1963. 
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~· T~e orocess of c0llat~ng, cr;an"z~~~, and analyzing data 

rele·T~nt to the e!!;ergi::g Cc,bsn sitctation ·'"'as .Qomnl~caced "oy 

the sh-;er volume and cor.rplexity- of the ;nput data. ar:-iving 

f:-om the CU.iC:;, Cor.mnds, c:.nd Service war Roor:1s. The ideal 

SITREP l'Jould presuz.1ably provide the JCS and o;:;her decision 

makers with a continuing, comprehensive characterization and 

2-nalys is of n· .. e eve l Vi!'J.G situation. This ideal l'las rarP.ly, 

:!.f ever, achieved :!.n practice, :t:-artly because t;he .r.as ~'las 

i10t administratively staffed, trained, a.nd equipped to 

coordinate and assimilate the 'T?.st volume of incoming messages 

and other co<;r.nunicc..-ci~r:3. 'I'he info:r:;:aticrl overload that 

characterized the :.:':!.rst crit:!.cal clays of operation l:;ft the 

J3S with :!.nsufficient time to sift and analyze the general 

significance of the incoming reports and messages. As a 

consequence, the SITREP tended to develop into a. recital of 

selected factual da·ta, with minimal analy"3is or characteriza-

tion of the overall situatio~. 

d. In1tial input data from the CII·lCs nroved to be inadeauat~ 

to the needs for JBS 0ITREP production. During the early 

days of the Cuban crisis, the C!NC:: apparently failed to providt: 

timely reports on their own actions. This necessitated 

numerous direct telephone calls "oy Battle Staff members to the 
1/ 

CINC3 in order to secure current information.- Subsequently, 

this problem was alleviated by requesting the relevant C!HCs 

to submit their SITREP reports at six-hour or twelve-hour 

intervals, rather than submitting only one daily report. It 

was also eased when the JBS achieved better liaison and 

coordination with the Service War Rooms, particularly with 

Navy Flag Plot and the Army Service War Room which, together 

with CINCLfJ~T, r~rnished a major share of the input data for 
2/ 

the SITREP.-

1/ Interview No. 3, 11 March 1963. 
~/ Interview No. 6, l April 1963; Interview No. 7, 1 April 1963. 
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e. One of the ma,igr problems i.:.:wolve:: in tl:e JBS p::-eparation 
. ·' 

of the SITREP :·;as the l8.Ck' of a ce:.Ltralized source of informa-

tion on the current deployment and status of forces. Status 

o;_, forces inf-:Jrmation const:..t~·::ed a r;-..ajcr 2n:i critical portion 

of the SITREP content, but the recently developed J-3 Status 

of Forces Branch wa.s not able to furnish tL11ely and detailed 

infvrmat1on of the type required for adequate reporting in the 
1/ 

SITREP.- (See Appendix "B" for a more thorough coverage 

of the Status of Forces Branch.) Consequently, the JBS was 

forced to secure this info!T.lation from a wide variety of 

additional sources, and, in the absence of an adeq~ate system 

for screening and coordinating this information, some of the 

information on status of forces reported in the SITREP 

proved to be outdated, conflicting, or erroneous. 

DOC:J!1ENTED PROCEDURES 

25. A search of OJCS documentation on the SITREP that existed 

prior to the Cuban event reveals only two sources directly 

relevant to its preparation by the Joint Battle Staff: 

a. JCS Pub. 6, Joint Operational Reporting S7stem (U) 

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

b. JCS, Continuity of Operations of the Organization of 

the Joint Chiefs of Staff, 27 August 1962, SECRET. 

DISCUSSION ---

26. Present procedural guidance for the preparation of SITREPs 

is limited to the 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 not 

;sufficient to insure the product:ion of Situation Reports which 

fulfill the basic purposes of this report. Additional procedural 

1/ Interview No. 4, 12 March 1963. 
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• 
Fidance. and organ~zatic::: appear to be ::eeded (a) :!.n p:;.~~viciing 

t!::= basic criteria of re::!..evance fs·r the inclusion and exclusion 

of :L:forrnation to be utilized in the report; (b) in delineating 

and ~entralizing the input'sources of ::.:1.formation; an.d (c) i.r: 

developing a cadre of personnel 'trho are specially trained in 

its ~reparation and production. 

27. The SITREF is an important document for communicating a 

3enP.ral u.~derstanding of unfolding events, and for influencing 

decisions. In the Cuban crisis, despite its deficiencies, 

the SITREP was ,.lsed as a major input for oral and Nritten 

briefings, as a mes!ls of keeping the Exec'.ltive DP.partment, 

the OSD, and OJCS, and the unified and specified commands 

apprised of the situation, and as an internal communicative 

device for maintaining continuity of effort within the 

Joint Battle Staff. 

PROCESSING r.1ESSAGE TRAFFIC 

INTRODUCTION 

28. In this section, the procedures which were followed by 

the JBS for processing message traffic will be discussed in 

detail. These procedures will then be related to documented 

procedures that were in effect before and during the crisis 

period. 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 addresr.Ed to JCS ?.nd 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 percent wer~ directly addressed to JCS and 27 percent 

were JCS outgoing, During this four-day period, the Watch in 

the Current Actions Cente::o ( CAC) "/las increasingly a•Jgmented 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 day::: (22-23 u(;i..uut:r) and the first 'cwo ca.;;·s of Ea·;;·;;le 

Staff Team operation, approximately 328 messages were processed. 

Of these, 47 percent were addressed to JCS and 15 percent were 

JCS outgoing. Message traffic continued to increase 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 to an augmented Watch 

and then in early December the \•iatch was terminated as a 24-hour 

operation. ~For a more detailed analysis of message traffic 

flow see Enclosure 11 C11
, 

11 Functional Analysis of Command and 

Control Iru'orma,;J.on Flo~" in the Joint Staff. 11
) 

JBST PROCEDURES - --·-·-
30, The general flow of message traffic into the JBS was 

through the Service Message Centers to the JCS Message 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.!/ 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 action, those requiring the attention of 

the JBST Chief or higher authority, and those requiring further 

distribution for information purposes.g( 

lJ' Interview # 14, April 19o3. 
~ Interview # 13, April 1963, 
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.. · 31. For ~essages requiring action the procedures were as 

follows: 

. :; 

a. If the message required action by· a Directorate other 

than J-3, the message was passed on to the appropriate liaison 

member of the JBST. The Directorate member, in turn, would 
-

insure that the mesRage was passed on to an appropriate action 

officer in that Directorat~, usually via a Directorate 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 subject pertained to the 

Quarantine, the message was placed in a Blockade Box and membere 

of the ·~arantine i'i'atch would periodically pick up the message. 

c. If the message was especially significant or required 

immediate action by higher authority, the Duty General was 

immediately notified and given the message for his consideration 

Otherwise, the action officers had responsibility for the 

proper coordination of the message. 

d. Messages for information purposes (i.e., those not 

requiring action) were distributed to appropriate action 

o.fficers and one copy was filed in the Master f.fessage File. 

32. When an action officer was assigned to handle a particular 

message requiring action, the date-time group, subject, and the 

action officer 1s 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 pendin0 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 wessage processed was reta~ned for the 
I J 

Ma'ster Message ?ile, which was maintained by an ad.11inistrative 

NCO assigned to each JEST. 

34. Although the Battle Staff maintained follow-up monitoring 

of staff actions, they did not always see the final staff action 

papers before they were submitted to the ~CS or other appro?riate 

authority for decision and action. Some staff action papers were 

coordinated and then attached to the Master Check list (MCL), whicl 

served as an agenda for the JCS. This was especially true of J-3 

action papers. Still other actions were submitted through more 

conventional channels of the appropriate Directorate and then to 
1/ 

the Director, Joint Staff, for submission to the JCS.-

35. To complete the information flow related to message traffic, 

the Directors, the Director, Joint Staff, or the JCS would 

consider the staff action ~1~11sy, and take appropriate action. 

If this action involved a message reply, and it usually did, the 

approved m~ssage would be dispatched through the Joint Secretariat 

to the JCS message center. There an ir.for:nation cop;y- sf the 

o:.:.'~soing ~aessage Has nsL~ally ;·,lade available to t:-.e Joint Battle 

Staff and the action officer. 

36. On the whole,the general information flow :i."elated to message 

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 from JCS actions taken in the "tank 11
, 

that is, the debriefing process and the securing of "comeback 11 

copies of JCS outgoing messages on a timely basis. However, in 

the early period of operation (17-23 Oci;ober)J thE:re ;.;as some 

difficulty in esta.blishing procedures for the processing of 
2/ 

message traffic.-

1/ ~nterview t9, April ~963. 
~/ Interview #1, 7 l-larch 1963 • 
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37. In the early period of augmen-cation, during the week of 
; 

15 October, very tigh~ security vras maintained on message 

traffic related to the Cuban crisis. Messages were picked up 

at the messa0e distriaution center and hand-carried by the 

Cuban Planni1~ Group to the Office of the Director, J-3. 

Dist:;.~ibution was so carefully restricted that even the JCS/J-3 

Duty Officer did not receive messages normally distributed 

through him. Although this mode of operation was probably neces-

sar:-,.- at the time, it caused some problems a few days later when 

further augmentation of the Watch and full JEST ope=-ation began. 

38. First, J-3 personnel assigned to the augmented Watch and, 

later, to JBS Teams did not have available a complete message 

traffic 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 ~he 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 procedures, in 

determining the number of copies required by the Battle Staff, 

and, more generally, in smoothing the message-handling and 

distribution process. The absence of key messages and the use 

of nonstandard methods of message reproduction further compli­

cated the problem. While such departures from standard 

procedures did not seriously affect overall operations, they 

created the mar~ ~ncr procedural problems that contributed to 

the general confusion and frustration during "Che first few days 

~nterview #4, 12 March 1963; Interview #13, April 1963. 
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of Battle Staff operat~on. It serv3d to coillpound the bGsic 

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 outgoing messages. 

During the first week of Battle Staff operation, draft messages 

with supporting flimsies would be prepared and sent up the .chain 

of command to the JCS for final decision. 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 

fre~uently did not know if the message had been sent, would not 

receive copies 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.!/ Even then, if changes had 

been made in the original staff message by higher auth0~ityJ 

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 result, the JBS could not 

adequately perform one of its normal staff functions of 

clarifying or resolving minor problems associated with a· 

particular message. 

DOCUMENTED PROCEDURES 

41. A review of OJCS documents reveals that the following 

pertaining to the processing of incoming messages were in 

effect at the time of the Cuban crisis: 

a. JAI 1180.1C, Duty Officers - Organization of the Joint 

Chiefs of Staff, 1 December 1961, 

UNCLASSIFIED. 

~nterview #1, 7 March 1963; Interview #13, April 1963. 
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:£. JAI 5712.2C, 3tate De:,Ja.::-tment :.1essages, 4 April•1961, 

UNCT .. A.SSIFED. 

c. JAI 5712.4, Procedures for .:iandling Incoming Hessages, 

13 March 1959, UNCLASSIFIED. 

d. JAI 5712.6, Procedures for Handli!~ Communications from 

CINCUNC, 7 December 1959, UNCLASSIFIED. 

1962, UNCLASSIFIED. 

f. J-3 Instruction 5712.3, Distribution of Cables to the 

White House, 2 October 1961, UNCLASSIFIED. 

~· J-3 Instruction 5712.4, Control Procedures for Special 

and Sensitive .State Department Hessages, 

22 May 1962, UNCLASSIFIED. 

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

UNCLASSIFIED. 

42. Procedures for the pro~t.essing ol' outgoing r::ef.~age8 3.re 

contained in the doc~ents listed below: 

~- JAI 5711.3B, T:!e Preparation and Processir~ of Outgoing 

Correspondence, 3 January 1962, UNCLASSIFIED. 

b. JAI 5712.1E, Outgoing Message Preparation and Procedure, 

2 January 1962, UNCLASSIFIED. 

c. JAI 5712.5, Distribution of State or Other Agency 

Originated Messages to Co~~ders of 

Unified and Specified Commands, 

1 December 1959, UNCLASSIFIED. 

d. J-3 Instruction 5710.1A, Responsibilities for Ad­

ministrative Guidance and Review of 

Correspondence, Papers and Messages, 

9 August 1961, UNCI,ASSJ.FIED. 

e. J-3 Instruction 5712.1C, Processing of Messages, 2 

July 1962, UNCLASSIFIED. 
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f. J-3 Instruction 5712.3, Distribution of Cables to the 

U White House, 2 October 1961, UNCLASSIFIED. 

g_. JCS r~essage Center Cperatir..g Instruction No. 5712.1, 

Processing Procedures - JCS Outgoing 

Messages, 13 October 1961, UNCLASSIFIED. 

h. Secretariat Duty Officer Instructions, 29 May 1961, 

UNCLASSIFIED. 

DISCUSSION 

u3. A review or message-processing procedures listed above 

suggests several shortcomings when reviewed in light ~f augoented 

Watch and Battle Staff operations in crisis 3!~uations. 

a. None of the documented procedures reb.te to B'lttle 

Staff operations, crisis operations, cr wartime operations. 

Documented procedures are essentially orienteG to peacetime 

operations with provision for special short-cuts for an 

occasional message requiring prompt action. 

b. There is no centralized source of message-processing 

procedures available t~ guide staff personnel who are 

assigned to Joint Battle Staffs in crisis operation~. 

£• The elaborately documented peacetime system for 

meesage reproducticn, distribution, control, and clea=ance, 

as defined in JAis and J-3 Instructions (J-3Is), is simply 

too sloN, complex, and cumbersome to meet operational 

requirements for the rapid processing of a high volume of 

action messages associated with crisis operations. The 

more streamlined and operationally oriented JBST procedures 

replaced many of these peacetime administratively oriented 

procedures. (For a more detailed analysis of message­

traffic proc.essing, see Enclosure "C", "Functional Analysis 

of Command and Control Information Flew in the Joint Staff. 11
) 
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COORDINATION OF S~~F ACTION 

INTRODUCTION 

44. The JEST directly assigned messages requiring act~.on 

to appropriate Directorates within the OJCS, and within J-3, 

to action officers or Branches. The JEST then maintained 

follow-up contact with the action officers in order to follow 

the progress of the staff action being taken. In this manner 

tr•~Y W<::!'e in a. position to maintain the status of action 

requirements and to coordinate separate actions on inter­

related subjects, and thereby to exercise limited control 

over the progress of staff actions. 

45. Although detailed information on the activities of many 

individual action officers is not available, it is possible 

to contrast 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. Tnis 

section will discuss briefly some of the more salient obser-

vations in t~e procedural area. 

!~S~_AND ACTION OFFICER PROCEn~S .. 
46. In J-3, action o£r1cers were assigned tasks through the 

Battle Staff if 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 JEST or the Director and his Deputies 

may have prepared· some action papers in the form of recommendations 

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

detailed technical knowledge were passed on to action officers.!! 

!/ Interview # 6, l April 1963; Interview # 13, April 1963. 
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':As a resuj].t, a e;reat deal of pressure was placed upon a, 

relatively small, selected 6roup of acti:n officers knovlledge-

able in subjects related to the Cuban cr2sis. This fact, 

coupled ~nth the requirement for 24-hour 09eration of J-3 

Branches, the requirement for prov~ding support personnel to 

the Battle Staff, t" the ~uarRn,t;_ne \·latch. the preparation of 

tho:; MCL and other c:::>J.sis-related activit~es, and the need for· 

rr.aintaining continu:::. ty in the more urgent day-to-day activities, 

all combined to thJ.n out the ranks of experienced action 
y 

officer personnel. 

47. This segment of the basic information flow through the 

OJCS (i.e., requirement input --,.staff reconunendation --command 

decision -- directive output} is probably the most diff~cult 

and time-consuming part of the whole process of support for 

command decision mru<ing. Pressure concentrated·on key action 

officers who were most knowledgeable as well as on a few other 

officers having the confidence of the command. The performance 

of all action officers, and especially some key officers, was 

almost 11 beyond the call of duty 11 in attempting to respond 

capably and rapidly to a very heavy and demanding work load. 

However, had the SJ.tuation escalated, or had a second crisis 

developed, e.g., in India or Berlin, the J-3 organization would 

simply have been overwhelmed due to the shortage of knowledge­

able 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 3-ction officers appeared. 

as one of the major weaknesses in the OJCS during the Cuban 

crisis. 

]j InterVJ.e\'1 i.' 7, 1 April 1963. 
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48. YJlowledge of appropriate sources .of infor~tion was one 

of ~h~ g~eatest asset3 of experienced action officers. Having 

f~lcs available, knowing whom to call, and where to go for 

information, with whom to coordinate on action papers, knowledge 

of acceptable formats and levels of detail required in those 

action papers--all were reauirect t:> P.xpP.cU te action P"·Pers. 

Knowledge of peacetime operational procedures, ccmbi::1ed with 

background information of the area or command involved, made 

the difference between an effective operation and an ineffective 

one. Integrated knowledge of this type tended to reside in 

the minds of only a few individuals in each Branch. 

4g. One of the most time-consuming parts of the action 

off'icer•s job in developlng recommendations involved the 

gatherir~ and collation of the most current information on the 

subject in hand. This required frequent trips from the 

i:aticnal l'f!!li tary Comma:.d Center ( NMCC) to the Sc:::'Vice ilar 

Rooms and other agencies. Because of security problems 

enc;)untered by Service S'.;aff members in getting access to the 

JCS area, and the NMCC in particular, it was easier for the 

JCS action officers to go directly to the pr~y sources 

of needed data.!! A great deal of the action officers• time 

was spent in beating a path to the Service War Rooms. 

50. The press of time and the large volume of action papers 

to be prepared for JCS consideration largely precluded the 

use of the flimsy, buff, and green system for the sutmission 

of action papers.Y Even the 11 short form 11 green methodY 

and other established procedures for expeditir~ the submission 

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

Interview# 4, 12 March 1963. 
See documents listed in paragraph 54 of this Appendix re­
lating to preparation of papers for Joint Chiefs of Staff 
consideration. 
JAI 5712.1E, 2 January 1962. 
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point cf view. According to a · "SU!Ilillru·y of Greens" published 

by J-3, only about 25 Cuba-related greens were acted upon, 

consider~d, or circulated for information during October and 

November 1962. Of these, less than one-third were prepared 

by J-3. ·mese data, ha-rever, are :-)robably incomplete. A 

count of Cuoa greens on file in the J-3 Records, Research and 

Analynis (RR&A)- Br~nch indicates that a minimum of 53 green 

papers were circulated during the period from 17 October to 

6 December 1962, ~,d that at least 7 of these were staffed by 

J-3. (For a more detailed research report on this subject, 

see Enclosure "C", "Functional 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 app:r·oved, 

these were usually attached to the daily Master Check List 

(MCL) and forwarded each morning ~ agenda items. Even this 

strea'11lined system caused an overroad on J-3 ad.'11in1strative 

capabilities and a number of such tlimsies were sent to the 

Gold Room without having the usual:reference control numbers 

recorded on the paper. This fail~e to nunber action papers 

occurred during the first few days \of the crisis and was 

quickly corrected, but the work ov~load on administrative 

support personnel continued for a longer period of time.!! 
; 

Tne Cuban experience thus serves to highlight the very close 

relationship between crisis operations and emergency adminis-
I 

trative procedures· --.a·subject th~t is poorly developed and 

documented in existing JAis and J~3Is. 

52. The breakdown of debriefing procedures also affected 

action officers. Frequently, after working all night to prepare 

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

i/ Interview #2, 8 March 1963. 
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officers would be required to remain on call ~ntil after their 

item was considered. This required periods of Naiting and un­

certainty about the disposition of the particular actio~, 

because thare was no routinized schedule for debriefing or 

feedback of JCS deci3ions.~/ JCS meetings simply lasted too 

long to allow normal peacetime debriefing procedures to b.~ 

utilized effectively. If the JCS had met in the Conference 

Room of the ~IMCC, 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, this ir~ormaticn was not transmitted to 

tha JBS in any standardized, systematic manner, such as a 

regularly-scheduled morning debriefing by the action 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. 

~· JAI 5711.2, Coordination Procedure on Joint Actions, 

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 of Contact 

Conference, 18 August 1960, UNCLASSIFIED. 

d. J-3 Instruction 5711.2A, Coordination and Consultation, 

12 January 1960, UNCLASSIFIED. 

e. JCS Memorandum of Policy No. 132, Coordination Pro­

cedures on Joint Actions, 21 March 1963, UNCLASSIFIED. 

~Interview# 2, 8 March 1963. 
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f. Handbook c~ Instruc~iocJ for :reparation of Rep9rts 

for Consideration by the Joint Chiefs of Staff, UNCLASSIFIED. 

JI3CUS3ION 

55. In review~ng the functions of the JBS, the action officers, 

'l.nd the MCL activit:!.es (s;e Append.!.;l: "B") during the Cuban 

~.;.;:.i.:;ls, and contrast.i:r.J..g the,;:;e proceti..tres with aocumer.i:;cd yJ.'u-

ced~res related to the coordination and submission of reports 

to the JCS, several observations can be made. First, the 

cu~~~nt peacetime administrative procedures, even with the 

s:·1.0rt;-cu·c procedures indicated, did not seem to be responsive 

to tl1e operational requirements that appeared during the Cuban 

cris~s. Tne doc~nented procedures tend to place control of 

much of the operational information flow in the hands of ~he 

~-:a~r2tariat. HoweYer, the preeent administrative procedural 

guidelines have not oeen adapted to the operational realities 

or."' the J-3 organization in ordE>r to better facL'.i tate O)e!'-

ational support of the JCS in crisis and wartime situat1ons. 

56. The concept of a Battle Staff, the development ~•d use 

of the MCL, and the J-3 methods used to submit action items for 

JCS consideration, in large part, replaced peacetime adminis-

trative procedures. This seems to have been in part both 

accidental and necessary. For example, the Chairman re­

quested that an MCL be prepared (20 October) as a matter of 

record and as a guide for actions to be considered.1/ This 

publication in turn became a convenient and authoritative 

source for operational agenda items when it was bacl<:ed by 

appropriate action officer flimsies containing discussion, 

recommendations, and supportir.g draft messages. Once ue.ed in 

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

!/ Interview # 6, 1 April 1963. 
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the fastest and mostireliab:e method of placinz:urgent matters 

on the agenda. Secondarily, it became recognized as the most 

autho~itative source of information available concerning 

which agenda items were being cons~dered by the JCS.1/ 

57. The JBS assigned act~ons to the Directorates, maintained 

t'ollo~'l-up n.onitorir'-3 of the status of actions, developed 

agenda items for the MCL, and maintained comprehensive message 

file~ for reference. These are all activities defined in 

JAis and other procedural documents as normal Joint Secretariat 

responsi b~.li ties. This raises the questio:~ of i->hether or not 

the currently documented admi~iotrative procedures are adequate 

to support operations in ::-risis and ·limited war si tL1at:!cns • 

.. 

!7 Interview # 9, April 1963. 
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APPENDIX "3" 

J-3 ~~CH OPERATIONS 

THE CURRENT ACTIONS CEHI'ER ( CA.C) 

1. The current Actions Center, Current Operations Division, 

is t~e JCS focal point for the continuous monitoring, analysis, 

display, and reporting of worldwide events that have signifi­

cance for u.s. nilitary plans and operations. One of its 

missions is to insure that the JCS alerting and command­

communications network is completely responsive and capable 
y 

of effective operation at all times. Located in the National 

Military Command Center (NMCC), and manned on a round-the-clock 

basis, the CAC is responsible for the following specific 

functions: 

~· Maintains 24-hour surveillance of the current situa­

tion in the NMCC and posts significant operational informa­

tion on areas of tension (including a sumary 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/J-3 Watch Officer after normal duty hours as 
gj 

required. 

£• Provides daily guidance and briefing for the duty 

Emergency Actions Team, SIOP Controller Team, and JCS Duty 

Officer on matters pertaining to current operations. 

~· Serves as the Current Operations Division point of 

contact for the development and scheduling of current 

interest items for briefings required on current opera-

tional matters. 

1/ DOD birec~ive, No. s-5lod.30, 16 October 1962, SECRET. 
y 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 da·il~I c;;:e::-at:::.o:1al :C:niefings and prepares 

daily operational summaries on ~ttars of current cpera-

tional interes~, as requirea. 

f. Serves as the C~en~ Operations Division point of 

contact for provision and exchange of ir.formation l'Tith 

the PrP~tden~'s situation rcom, the Office of ~ereency 

?lannir~ (OEP), selected alternate facilities, the Service 

war roams, and other designated agencies (e.g., State 

Department, National Security Agency). 

g. Maintains the JCS Master Exercise Books; provides 

information on current and future exercises; and prepares 

and distributes monthly a three-month schedule of signifi­
b-' 

cant exercises. 

2. The personnel of the Current Actions Branch consist of 

the Chief, CAC, who ::erves as JCS/J-3'Duty Officer during 

regular duty hours, and five vlatch Operations Officers, who 

serve the dual function of briefing officers and Assistant 

Duty Officers. The CAC Branch, combined with the Emergency 

Actions Team, a SIOP Controller Team, a DIA representative, 

an Operations NCO, a Graphics NCO and a stenographer/clerk, 

comprise 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 <:.ug=ented 

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-
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~. Au911entation of th:: :1orm8.l ';latch ·.<~as begun on Friday, 

19 0--:::::o ber, following a briefing by the Director, .J-3, for 

key perso~~el in the CAC, the LANT/CARIB Branch, and other 

J-3 ~~vis~Dns. At ths same tioe, the Director of Operations 

sugsested to the Chief, Current Operations Division, and to 

the Chief, CAC, that they begin making prepal'ations to shift 

to Joint Battle Staff (JBS) operations. 

5. Augmentation of the Hatch was begun immediately Nith 

the addition of a J-4 (Logistics) specialist and a LANT/CARIB 

specialist. At the same time, actions in the CAC were stepped 

up co pro'Tide appropriate graphics and additional display 

facilities for Cuban operations. The increase in Watch per-

sonnel ~ontinued throughout Saturday and part of Sunday, 20-

22 October, as other J-3 a.~d DIA personnel were added. 

5. T:l.e phase-over to Joint Battle Staff operations began on 

Sunday morning, \'lhen one of the CAC Watch officers began alerting 

per:oonnel who were scheduled to participate in the Battle Staff.~/ 

From that time (21 October) and continuing throughout the 

subsequent 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 attempti~~ to achieve coordination 

among the JBS teams (JEST). Many of the Battle Staff members 

were unfamiliar with emergency procedures and their duties on 

the Battle Staff. As a result, much of the initial activity 

on ~he part of CAC personnel was direc~ed to orienting the 

memb~rs in their duties and instructing them in the techniques 

of me~sage handling, preparation of briefings, preparation of 

Situation Reports (SITREPs), and other essential JBS functions.~ 
y-:f:"lt~rview No. 1, 7 1ilarch 1963. 
[( Inte~view No. 4, 12 March 1963. 
3/ Inte~riew No. 1, 7 March 1963. 
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7. ::::::1itial brief.1.::~s o:' E::.tt2.e Staff :nemb~rs ::.::valved 
. ;; 

nav~ng ":;;-,em !'ead ·:7:-,e c::.:'-0~-~:.; cc:.unem; on J3S organization 

~nd other emergency procedures. Apparently this document 

;:roved ':o b~ insuf:f'iCilcr1C to .Lr.sur.:; that: t:t:e :=attlc: Staff 

prop·~rly understood and carried out its functions. The general 

cor_:f·..:.sion and lack of ccordil:aticn "'"nang the ..J3S =:!-t.lrins tt.e 

fi:r-st fev~ oay::; of fun.;i.iunil~ led the CAC personnel t:. ful·-

mulate a new set of Battle Staff SOP~. These were addressed 

to the JES teams on Thursday, 25 october, as a J-3 Memoran-

dum. The memorandum defined the responsibilities of the 

Deputy Battle Staff Team Chief, t:t:e Operations Cocrd2.~1atcr, 

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

supporting agencies in the NMCC. It then proceeced to out­

line detailed procedures and time schedules for the prepara­

tion of SITREPs, Briefil--.gs, ancl .3i tuation Displays}/ 

8. Although Battle Staff operations imDroved steadily after 

the first few days of the Cuban crisis, CAC personnel contin-

ued to support and suppla~ent the JBS activities throughout 

the period o: its eXistence (21 October to 12 November). 

Some of the actions formally assigned to the JBS were in 

large part performed by regular CAC personnel. For example, 

one of the regular \-latch Operations Officers had major respon­

sibility for preparation of the briefing script used in 
11 

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, in preparing daily SITREFs, in developing CUban 

y ''Jcs, CONTINUITY OF OPERATIONS OF THE ORGANIZATION OF THE 
JOINT CHIEFS OF STAFF," 27 August 1962, SECRET. 

g! J3M 1282-62 (no classification), for Joint Battle Staff 
Teams, from Executive, J-3, for Director, J-3, subj: 
"Joint Battle Staff Team SOP;J ," 25 October 1962. 

~ Interview No. 4, 12 March 1963. 
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~ituation displays, i::J. relaying messages to the Eattle Staff, 

in establishing CUban m.·;ssage files, ar.d 1:1 providi.ng other 

:ypes of support. 

9. C:mcurrent 'ili th its support of :::e Cu'::Jan Battle Staff 

activities, the CAC had to ~~lfill its continuing m1nsion of 

mcrdtoring worldwide events and of submitting information 

and reports on these events to the appropriate authorities. 

P~though the establist~ent of MINIMIZE worldwide reduced the 

volume of routine message traffic, the CAC continued to re­

ceive priority messages and reports from the CINCs and Services. 

Many of these messages related'to the effects of withdrawing 

and repositioning m11it~y forces for the planned-Cuban 

operations. others dealt with potential trouble spots in 

ether areas of the world. The possibility of Soviet Bloc 

military action in Berlin was a matter of serious concern 

tr~oughout the e~ly days 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 between Chinese Communist 

and Indian troops began on 20 October, and the first u.s. 
shipment of arms to India arrived on 3 November. An addi­

tional brief flurry of activity was created in the CAC on 

22-23 October, when Yemeni aircraft attacked Aden terri~ory 

and again near the end of October, when the presence of 

Egyptian troops on Yemen territory was admitted. 

10. Each of these concurrent developments placed additional 

demands on the CAC personnel and on the cognizant J-3 action 

officers at a tl.Ine when a major proportion of the entire OJCS 

structure was preoccupied with CUban operations. If a second 

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

.,397 ?FCI£1 - 83 -



Chin~se v1ar had erupted into major proportions, vr if the 
I 

Soviets had chosen to retaliate vrith a new Berlin bloc.kade--

:he increased staff support required to handle these situations 

would have overtaxed J-3 capabilities, and, as a consequence, 

operational support of the JCS would have been seriously degraded. 

:;.::. • ~'lith the disbanding of the Joint Battl:3 Staff on 12 

i-iovember, the Current Actions Center returned to an augmented 

Cuban Watch, composed of the CAC Watch supplemented by tt>to 

officers and three enlisted oen 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 Special Assistant for Counterinsurgency and 

Special Activities (SACSA).!I The augmented Cuban Watch con­

tinued the basic functions of the Battle.Staff, includir..g the 

preparation of t>tritten 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 responsibility 

for publication of a revised form of check list for Cuban 

ope:.."'ations.Y The augmented Cuban l:iatch was terminated with 

the discontinuance of Operation SCABBARDS at 0600Z on 6 December 

1962, and the Current Actions Center then returned to its normal 

state of organization and functioning. 

THE E~~GENCY ACTIONS ROOM_JjlAR) 

12.~; 

!/ DJSM 1442-62, 12 November 19o2, CONFIDENTIAL. 
[( J3M (no number), from Director, J-3, for Deputy Director, 

J-3, Division Chiefs, JEST Chiefs, subj: "Continuing 
Requirements for Duty General and JBS," 21 November 1962, 
(no classification). 
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13. The EAR operations pe:-sonnel \'Tere formally br:!..efed on 

the impending CUban crisis on Friday, 19 October, although 

they were aware of the increased concern with CUba sometime 

befoi·e that. 
y 

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

~icantly during the critical period of the crisis (19 October -

28---oct-ober). HO'\'tever_. this increased load was adequately 

handled by regularly assigned, professicnal shift persornel and 

no changes or augmen·;;a-t;ion of normal shift complements were 

found necessary. Procedures did not change, but work loads 

increased. 

15. Other changes in-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 

conditions this tas-k is performed by EAR personnel on the basis 

of personal recognition through the use of a closed circuit 

~1 camera positioned outside the door. 

y J-3I5029.1C, 14 December 1962. 
~ Interview No. 14, April 1963. 
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16. As mighy be expected, the: ;use of c.ommand telephone links 

i~creased duri~g the crisis period. This increased usage was most 

noticeable for the Chai~n, the Director, Joint Staff, and the 

Director, J-3. TI1e Joint Chiefs, other than the Chairman, 

rarely used the JCS facility. The CINCs, and especially LANT, 

PAC, and SAC, increased their utilization of this command link, 

primarily in order to communicate with the Chairman. Operations 

persor~el felt that other CINCs would have used the system more 

if they had known that it was probably the fastest method for 

contacting the Chairman. This >·.ras due to the fact that informa­

tion on the location of the CJCS was continually maintained. 

17.c 
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£1 JCS 1968/126, "Joint Chiefs of Staff Emergency Actions 
Procedures (EAP)," 18 July 1962, TOP SECRET. 

~ Messages JCS 6864, JCS to All CINes, 2218092, 
October 1962, TOP SECRET. 
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!J Message JCSI5807, Exclusive for Chiefs of Staff; CJCS to All 
CINCa and Services, 201214Z, October 1962, TOP SECRET. 

g/ Message JCS 6830, Exclusive for Chiefs of Staff; CJCS to All 
CINCs and Services, 2ll814Z, October 1962, TOP SECRET 

~ Message JCS 6864, JCS to All CINCs, 221809Z, 
October 1962, TOP SECRET. · 
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£1 Interview No. 14, April 1963. 

Iii szc&T - so -
~ 

JQ& SF C! W 1C 



p 

~ 
Not2: For a aetailed discussicn of command ar.d control 
considerations involved in prepositioning an EAP implementa­
tation message, see Enclosure "A" of this study. 
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THE S"JP?ORT BRANCH 

29. 'i'he Support Branch of the Operations Support Division 

has, &~ong other activities, the responsibility for: 

~· Preparing visual aids and maintaining a reference 

library of technical, tactical and operatior.3.l information, 

maps, VuGraphs, and graphic aids required to su~por~ cpera~ 

tions. 

b. Assisting in the coordination, preparation and con­

duct of briefings and orientations. It is composed of two 

officers, two NCOs, and five illustrators.ll 

30. During the Cuban crisis, this Branch provided: 

~· 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. 

3!. Branch personnel were notified of the impendir~ crisis 

situation on 19 October. On 22 Octobel' they \~ent on 24-hour 

manning, with three shifts of two personnel per shift (3 

perscr~el during the day shift). Duri~ the first three days 

£7 J-3I ·5029.1C, 14 December 1962. 

a 
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of ~l::is operation, tl::e .::ranch '.vas seriously o':erioaded with 

::'ea_uests for briefi:1g aids and graphic display vrork. 'I'his 

·,.;.'l:-: e 1'pecially t;r'.le cu:cin9; peak ac ti vi ty periods--~. g., early 

:n the morning jus-c prior ':o r.he morning briefir.g or.' t!:'.e 

Cha.irma."l • Y 

32 • .i)uring the tr1ird week of' the c!'isis, the Bran..:h joined 

pers~~el of the Status of Forces Branch in order to achieve 

a better distribution of the workloads on the two undermanned 

br~nches. This was, and is, a natural integration of functions 

1.lnde:::- pressure •t~hich had not been reflected in administrative 

or~ani::ation. Both Branches also worked as an integral !)art 

of the Joint Battle Staff and CAC operations. 

~~. Although lack of modern graphics and display p~oduction 

material, adequate map bases, and storage space provided some 
. 

minor problems, the major "flaps 11 stemmed from the ~hanging 

requirements for displays and graphics and from the lack of 

uniform guidance on standardizing the quality and legibility 

of displays. These were important problems because they pre­

vented anticiaption of requirements and distribution of work­

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

amount of 11 re-do 11 or 11 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 JEST 

and JCS/J-3 Duty Officer) as well as, administratively, from 

the Division Chief. Staff personnel who were interviewed 

suggested that thiz ~culd be rectified in the futurP. by 

integrating the Branch personnel and its ope~ational support 

functions into the CAC Watch which it serves. 

~nterview No. 15, April 1963. 
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~ STATUS OF FORCES ERANCH 

35. 'I'he Status of Forces Branch has t!:e responsibility for 

collecting, collating, displaying, and disseminating data on 

the composition, location and status of U.s. :1ilitarJ Forces. 

In accomplishing this function, the Branch provides informa­

tion reported by t"J,e ,Toint Operational Reporting System (JOPREP) 

and insures that such report8 are timely, accurate, and 

responsive to requirements of the OJcs.bf 

36. Historically speaking, the Branch was the newest of the 

J-3 Branches to be forme~ prior to the crisis. Although it 

had been authorized in February and first manned in July, it 

was not until September 1962 that its full complement of two 

officers and three enlisted men were on board. HIGH HEELS II 

in late September provided the first operational experience 

with data processing 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 19 October and were brought in on Saturday to provide in­

formation, briefing and display support for the augmented 

Watch. On Sunday, the Branch went on 24-hour operations in 

support of the Battle Staff. Two 12-heur shifts were formed 

of an officer and an enlisted man, with one enlisted man 

covering JOPREPa on the 11rest of the world 11 .?/ 

38. The primary support ~~tivities of the Branch during the 

Cuban crisis were: 

!/ J-3I 5029.1C, 14 December 19o2. 
?/ Interview No. 11, April 1963. 
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~· Determ!ni~ the status of ~~oops i~volved i~ the 

CL'LANS' This involved deter!:t:i.n.ir..g t~oo:::; .:C:!.st:::, 

specifying the location of ;:articular u~its, thei~ status 

:o.nd strengths, as well as status or, t:::-cop deployments, ETDs, 

ETAe,modes o~ tr~~sportation, etc. 

[?. Monitoring all raports containing status of forces 

informat!on i~ order to develop data. 

~· Preparing information, displays, and formats for JCS 

SITREPs, the morning briafir"...;;s, and the i•iCL. 

d. Supporting the Quarantine Watch, determining display 

quarantine operations display. 

~· Providing gene:::al information support to J:2S'l' ;.:embers 

O"' j7equest. 

39. The type and quantity of information requested of the 

Br~>ch by J-3 staff officers during the crisis ~ar exceeded 

the original terms of reference used in the establishment·of 

th~ Branch. These additional demands proved to be the primary 

source of difficulty in Branch operation. Requests for in-
.. 

fo~ation came f~om many sources and, as a result, the formats 

~•d levels of aggregation of data on Force Status were varied 

and continually changing. This compounded the task of tabu­

lating and displaying the data and disrupted previously 

developed procedures for handling infcj7ffiation requ0sts. 

Information that was collected, collated, and displayed, was 

used to support: 

a. '!he Chairman • s Briefing; 

b. JEST Change of Watch Briefing; 

£· JCS Situation Reports; 

d. Action Officer's Requests; 

e. Individual Battle Staff Members and other Joint 

Staff personnel; 
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f. Conference Room Displays, JEST Displays, and General 

Status of Forces Displays for ~he CAC. 

40. '!he working environment was described as 11 someth1ng new 

every hour, 11 n._..e couldn't anticipate what would be asked of us 

next 11
; and "we could only do the basic and important things.nY 

The type of informational requirements placed on the Branch 

simply exceeded the expectations that the Branch personnel had 

developed as-a result of their HIGH BEETS II experience. 

41. Points of contact for these special classes of informa­

tion had not been developed nor had the amount of detail 

requ~red by the various 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 1n SOPs. 

42. The Branch requested additional personnel to man the 

12-hour shifts and to serve as service liaison personnel 1n 

order to handle the overwhelming task of maintaining up-to-date 

Status of Forces information. Additional 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 difficulty 

for several days because they lacked training in Status of 

Forces, JOPREP, and related matters required to operate 

effectively in the Branch. They overcame their lack of 

experience, however, and later provided valuable assistance. 

43. L~ general, it was found that JOPREPs containing Status 

of Forces information, i.e., REDAT, REDNON, REDRAD,g( were 

if. Interview No. 11, April 1963. 
[I Operational Ready Reports, Atomic, No~-Jltomic and NORAD. 
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Chief. The JOPREPs were not timely and did not contain the 

~~oun-r: of detail ~equired by various users of this i:1formation. 

:'he Personnel Status Repor't (?ERSTAT) Nas of little or no 

value and was later discontinued. ?roblems were also en-

countered in determining the location and the status of forces 

being deployed. '~en forces were assigned from one cozmand 

to another, the first command 1 s reports would stop and not be 

picked up by the new command having operational control. 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 ~~p~ementing 

contingency plans. 

44. By the first part of the third weelc ( 5 liovember), the 

activity of the Branch naa begun -r:o level off to 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 associated with the crisis had diminished to a point 

where the Branch Chief could break off and attend to more 

pressing day-to-day staff activities. 

45. In general, the Cuban crisis emphasized the need for 

a highly detailed data base of Status of Forces information, 

a capability for rapid retrieval of that information in many 

forms, and the need for more clearly defined requirements 

for information support. In the latter case, it was felt 

that the allocation of r~sponsibility 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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fac~lity upon request, it would: materially improve the 

capacity to provide detailed and special ~nformation support 

~equired during crisis operations. 

THE COMMANDS ERANCHES 

46. The Commands Branches of the Current Operations Division 

have among other functions the responsibility for: 

~· Recommending policies and actions, except those per­

taining to the review of plans, for current operational 

direction of commanders of unified 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 policy in areas for which the 

unified and specified commands are responsible• 

c. Monitoring Joint Staff actions on sensitive situa­

tions in critical areas v1hich couJ d lead to U.S. military 

operations. 

d. Coordinating with other J-3 Divisions, as appropriate, 
.. 

in reviewing plans, monitoring the impact of implementation 

of the DEFCON system, other readiness measures of the 

unified and specified commands and related NATO measures. 

~· Participating in Battle Staff operations.!/ 

47. The Commands Branches are comprised of area specialists 

and they provide a large percentage of the J-3 action 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 action 

officers in each of the Branches; nor is it possible to de-

b/ J-3I 5029.1C, 14 December 1962. 
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sc;:oibe -:;;:1e ac-ci-lit:!.es pf 2.c·cion of:'i(!e:t.'S. 1:1 the Operatio.-:al 

Plans and General Operatio:1s Divisions. ~owever, on the 

basi~ of interviews :·ri th person."'lel in t;{lO of the E:-anches, .2.; 

it is possible -co o~tline the general mode of operation of 

these Eranches durii~ the crisis, and to desc~ibe some typit 

activities of the LA.r."iT/CARIB Branch, which ,.;as most directl~ 

ir:-.r:::l '.'e::i. 

48. J: 

.l 
49. On 19 October security was lifted. "'Ihe Johnson Task 

Force opened up and we (LANT/CA."qiB Branch) began working on 

various assignments directed by J-3 for the JCS." The major 

activities centered around action papers related to OPLANs - /and to the Rules of Engagement for Quarantine 

Operations. Involvement in the latter activity resulted fro! 

the fact that one member of the LAlrT/CARIB Branch had been 

assigned to the Quarantine Watch.li 

£7. Interview No. 7, 1 April 1963; Interview No. 10, April 19t 
2/ Interview No. 10, April 1963. 
y Ibid. 
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50. Duri~g the •::eekend o:.' 19-21 Cctober, "problems carne 

faster than we c~uld respond ... y .:: .. t this -cir:le the Commands 

3rc>.n~hes \<Ient on 24-hour opera;;ion, ;:~:.r=~her spree.ding ou-:; 

the n~1bcr of ava~lacle personnel. In most cases, this ceant 

that only one or t':ro ac;;:!..on officers were available at arcy-

gi,·en time to cover the work of each E-rar.ch. no\'lever, routine 

message-processing activities not related to the crisis 

slackened during HINDITZE. Some action officers felt that 

24-hour manni~~ of at leas;; some of the Branches was not 

necessary and that it i:npaired overal:. action oi.'fi.cs>c E>f:C·ici·::;ncy 

for a nwnber of reasons.S/ There is :!..nsufficient evidence 

to e7aluate this problem, although :!.t appears obviou.r> 'chat 

redu~tion of the 24-hour manning requirement in selected 

Brancl~l".S \'rould tend to conserve action officer personnel for 

1nore effective utilization elsewhere. 

51. For the first few days of the crisis (20-24 October), 

the ;:,l\NT/CA.'UB Branch was handling "about 20 actions a day. :r 

(For more detailed discussion of the role of action officers 

in 3Upport of the JEST, see Appendix "A", "Coordination of 

Staff Actions"). 

GENERAL OPERATIONS DI\~SION -- -
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 matterc ~ot assigned to other Divisions. 

~!nterview No. lo, April 1963. 
2/ Interview No. 7, 1 April 1963. 
3/ J-3! 5029.1C, 14 December 1962. 
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:·3.. During the crisi:S, this D:l. v:!.sion pro'rided personnel to 

~ssist in manning the J3ST and the Quarantine Watch. :hey 

~lso supplied ac~ion offi~ers and support to the o~her Current 

Operations branches. Most of the remaining personnel ~.,.ere 

involved in collec~ing and coordinating information for the 

MCL, •~hich was produced under the direction of the Chief, 

General Operations Division. 

54. On Friday, 19 October, the Division was instructed to 

keep 50 percent of its personnel on duty at all times in order 

to provide staff support for the iopending crisis. On Friday 

night and Saturday, personnel of the Division, in coordi~ation 

with the Cuba Planning Group, the Quarantine Watch, and 

Cu~~ent Operations Division perso~~el, were working up an 

agenda of actions to be trucen by the JCS. This necessitat~d 

trying to find out what had happened during the preceding 

three or four days of tight security c8ntrol. ~e responsi­

bility for produ::i:r-.g this first r.:aster Action List (!'1AL) was 

initially assigned to the Quarantine Watch. The first MAL 

was prepared by 0500 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.bl 

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 Cuban crisis. Despite 

this initial, limited definition of purpose, however, the 

MAL -- subsequently renamed "The Master Check List 11 
-- was 

utilized as an important part of the daily JCS agenda for 

immediate operational matters.g/ 

17'1nterview ~o. 9, April 19o3. 
2/ Interview No. 6, 1 April 1963. 
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56. Ey·saturday night, a 24-hour opera~ion involvi~ the ' 

collection, prod~.lction. 2.:1d coordina~ion of the i•lCL ;.;as 

·:::eing direc;;ed by the JEST Chief. On Ttlesday, 23 October, 

-cha :!:'esponsibili ties for preparation of ti1e MCL <'lere confirmed 

after the fact by an unnumbered memo from the Deputy Director, 

T- "J 
- ..J' t~ Eattle . ' Ch"-" l/ Tc::::: Chic£'3 and Liv:..s:..on ... ~:: ... s .-· rrn- ~ -•••-w 

memo assigned responsibility for over~l coordination to the 

General Operations Division; determination of items to be 

considered one, two, and three days in advance to the Oper-

ations Plans Division; and current actions taken or under 

consideration to the JBST and Current Operations Division. 

The memo further directed that the MCL be prepared ~~d submitted 

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

57. TI1e assembly of the MCL would begin at midnight. The 

JBS ;-rould abstract from the status of current actions display 

the more relevant actions taken and all JCS OUT-messages ~e-

leased during the previous day. The Current Operations 

Division would submit statements of "Significant Pending Items11 

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 materials 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. After the first rew days during which this system was 

in operation, the MCL was distributed to all J-Staff Directorates. 

~M-rno number), from Deputy Director, J-3 to Battle Staff 
Team Chiefs and Division Chiefs, subject: 11 Responsibilities 
for Preparation of Daily Master Check List for Cuban Oper­
ations (J-3 MAL)," 23 October 1962, SECRZT. 
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Very'quickly, action officers from the other Directorates 

began to input their items to the MCL group and backed them 

with supporting or i~p1ementing fli~sies. 

59. ·~e MCL soon became informally recognized 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 ne'11S 11 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. 

60. The production of the MCL became quite routine after 

the first week of operation, With mats of each day's agenda 

being produced, then corrected and reproduced to provide a 

history of actions takan on subsequent days. This operation 

continued until P+45 (6 December), at which time the MCL was 

discontinued)/ 

61. It is interesting to note that this very important 

administrative method for accelerating the submission of 

papers to the JCS is not contained in any procedural documents. 

Indeed, it is in sharp contrast to normal peacetime procedures 

contained in the handbook, ~NSTRUCTIONS FOR PREPARATION OF 

~PORTS FOR CONSIDERATION BY THE JOINT CHIEFS OF STAFF, and 

other r0lated procedural documents.g/ 

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

g/ JAI 5711.2, 20 Janus:y 1959; J-3I 5711.2A, 12 January 1960; 
J-3I 5410.4, 18 August 1961; JAI 5410.2B, 12 December 1960; 
JAI 5711.3B, 3 January 1962; JAI 5712.4, 13 March 1959; 
MOP 97, 19 June 1961; MOP 132, 21 March 1963. 
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62. ·Implementing flim~les prepared by action offt.cers Nere 

reproduced in 20 white copies and forwarded with the MCL each 

morning. Although action officers used the Services extensively 

for information purposes and informal coordination, they did 

not coordinate actions in accordance with the formal peacetime 

procedures. ~o do so would have seriously impaired the ability 

of the OJCS to be responsive to unified and specitied commands 

in the rapidly changing political/military environment 

surrounding the crisis. 

63. T.~e 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 submitted at 

JCS meetings as Director, Joint Staff Memoranda (DJSMs). 

This process short-cut the elaborate coordination process 

required during peacetim~ operations. As a result, the Joint 

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

a Si&T - ~.03 -


