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FOREWORD

This Encleosure is part of a study of commend and control
processes involved in the Cuban crisis of October 1662, The
scope of the entire study 48 as follows:
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Elstorlcal Analysis of the Sub-
stance of Command and Control
Actions, Thelr Circumstances,
and Thelr laplications

i
Procedutal Analysis of J-3 Com-
mand and Control Operations

Functional Analysis of Command

and (ontrel Information Flow in
the Joint Staff

Analysis of Command and Control

in the Service Yay Hooms in
Support of Joint Staff Operations
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A PUNCTIONAL ANALYSIS OF COMMAND AND CONTROL
e )
TTIURING DE 1302 CUSAN ORISIS

PURPQSE, SCOPE, AND METHOD OF ANALYSIS

1, This analysis {3 2 part of a larger examination of
oommand and control aspects of the 1962 Cuban crisia, The
ovarall study also includes historlographic, procedural and
organizational analyses, The purpose of the present funoc-
tional analysils of informotion flow 18 to define more clearly:
(2) the actial role played by Joint Starf offices; (b) the technl-
cal or functional nature of crigis operations; (c) the limitetions
and constreints oh staff office cperations; (d) the size and
nature of the staffing effort required; and (e) the amount
of tima and erroFt expended in fulrllling required funotionas,
Tnis study 1s not intended Lo evaluate the adequacy of Jolnt
Staff operations, but is intended to provide informatlion
witlch may ba upoed by the Jeint Staff in making their own

decisions as to the adequaey of their procedures,

2, This functlonil analysis also Seeks to develep detalled
information concerning the nature and charasteristica of the
Joint Staff functlong performed, one major purpose being to
allow comparisons in sevaral diffarent typea of crisls situaa
tiona, For this purpoee, this study provides liste of the
staff funetions performed, the information-processing re-
quirements, the transmission and handling time for telegrephic
message traffic, and the levels of decision and approval for
the staff actions: 8imilar lists already have been developed
for the Dominicen Republic erisis of 1961;l lists relating

1&BEG, 'A Funetional analysis of Joint Staff Invelvement in
the June 1651 Deminican ilepublic Crisis, 2° September 1662,
TOP 3ECRET.
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to the Laos orisis of 1966 to 19611 are in ﬁreﬁhratién. The
purposa of this research is Lo provide a broader perspective
from which the Joint Staff can isoclate desirable and unde-
sirable features of its own organlization and procedures
established to ready the Jolnt Staff for various kinds of

crisis situations.

3, The primary data that have been made avallable for the
funotlonal analysis of the Cuban crisis consiat of the Joint
Battle Setaff (JBS) riles: (a) 4,000 telegraphic messages in
incoming, outgoing and subject files; (b) dally iisbings of
major actions under oonsideration and previously taken, re-
corded in a Master rheck IList with some supporting commentes;
{c) miacellaneous Directors' memoranda and working papers;
and (d) JOCS Cuba “Greens”, In additiocn, records and chro-
nologles which reflect the supporting actions taken by the
Armry, Navy, and Alr Force have beepn made available by the

Jervicea,

4, Regords of informal communications -- such as tele-
phone conversations, direct verbal fhstructions, and infor-
mal worklng papers passed co and from the JBS and other
Joint Staff offices -- were not made available for incor-
poration inte thils analysis. It rust be expected, therefore,
that 1f the detalls of actions baken by informal means of
conmunication were knoim, some conclusions drawn from
analysis of those formal records which were made available
might have to be modified., Furthermors, references in
messegeas filed by the IBS have led to the loecation of 42
additional pertinent telegraphics messages not contained in

che JBS filea, indicating that a larger body of message

143RG, G-I Mo, 2, Enolosure: "Telegraphic Massage Traffic
Summary," TQP SECRET,
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traffic than hhe!one researched may exist, It is known
that at least a few EYXCLUSIVE JC5-In and -Out messages were
never released to the JB3 or incorporated into the J-3

raaords.

5, Information flow research hee involved analysis of
each type of available data to indicate: (a} the purposa
of each plece of paper; (b) the subject master; (e] the type
of staff action involved; (d) the office performing each
acbion; (e) the time required for action; and {f) tha pat-
tern of coordinatioh, decision, and app-oval, Abstracta of
thls informetion have been integrated into summary tables
in order that the findings could be presented in msaningful
form, In perfoming thias rUnctionai analysis, three aspecta
of information {low were selected for additional detalled
eritical raview, Supplementary studies of delsys in message
triffic routing &nd of Master Check List operations have
been made. In addition, an attempt has been made to inte-
grate all types of data developed on the hapdling ol stalf
actions concerning the subject of Air Defenses, This has been
done in order to illustrate how the types of findings developed
through functional analysis of informatlon f{low can be applied %o

planning for meeting future Joint Staff ocrisis requirements,

6., In view of the length of time required to review and
clagsify each plece of paper in the JBS (iles and the large
number of pertinent messages avallable, detailed analysls of
the telegraphic message flles has been confilned to a sample
of approximately 1,600 messages originating between 16 and
28 potober 1962, This semple includes all messages filed
by the augmented Cuban Watch, beginning on 17 October, and
all messages flled durdng the first week of Joint Batile

sStaff operations, {The personnel and the files of the

En~loaure ¢
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augmented watoh pecame thé nucleus of the Battle Staff when

it was activated.)! All other available data have been re=
searchsed through at least thils same time period. Where
necessary, additlonal data have been researched through a
gubsequent time period corresponding to the 1lifa of Joint
Staff Cuban criseis operations, whioh terminated on 6 Decem-
ber 1962, These data include total telegraphic traffic
counts, aations concerning JCS "Greens", and actions related

to mgscallaneoua Staff Memoranda,

T. The pericd analyzed in detall (16 through 28 October)
was in many ways the orucial period of Joint Staff Cuban
crigisa operationa, Mejor procedural and functional problems
vere faced and largely solved in this perdicd. The tenor of
ataff activity was distinct during this period, since it was
on 28 October thht the Soviets agreed to U,3, demands for
the removal of thelr offensive weapone fram Cuba, Thers-
efter, there was a rapid deorease in the probabilicy that
U.S. military action mors drastic than the quarantine would
be raquired, Selection of the period 16 through 28 OQaotober
for intensive apalysis also permitted an examination of the
effects of security requirements on Joint Staff activities
under two different types of conditions. Prior to the Presi-
dent1s 22 Qclober public address, during the week in whioch
mogt political decisions concerning the U,3, response to the
crisls were made, special security restraints concerning
military preparations were in effect, After the President
spoke, security aspeots of Joint Staff operations reverted

to their normal pattern.

‘For more detail on the augnentation of the Cuban Wakteh and
the phase-over to Joint Battle Staf{ cperations, see Enclo-
sure B, "Procedural Analysis of J-3 Command and Control
Operations."
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8. The body u? data de&eloped in this functional dnalysls
1s presented in two Appendices to this Enclosure; the re-
gults, in the form of Summsry Obseryations, are presented
immsdiately below, Appendix A 1is th detalled analysis of
information flow for the perlod 16 through 28 October, It
consists of a review of the salient characteristios of overw
all message traffic flow, followed by specific analyses of
the incoming traffiec which furnished the basis for Jeint
staff actions, the Joint Stafrf actlons themeelves, and end~
product JOS-Out messages whioch reaulted from bthe varicus
Joint Staff ectlons. Appendix B examines tha salected
aspecta of 1n£ormak1on flow mentioned previously, including
analyses of delays 1n message traffic routing, stalff prepa-
ration and use of the Cuban operations Master Check List,
and a 8taff action-requirement analysis of Air Defense prob-

lems,

9, Summary observations concerning the scope and nature
of Cuban crisls operations within the Jolnt Starff, 23 re-
flected by the research into information flow, are presanted
below. It muat be emphasized that these observations are
based primarily on data contained ia the Joint Battle Starfr
filea. Certaln other oategoriea of relevant data -- tele-
phone traffie, reconnaissance and intelligence message flow,
and action papers held in Action Offlcers: personal flles ~.
have been utilized only indirectly. Referencesa te such data
contalned in the Jolnt Battle 3taff files have bheen taken
into aceount, although the actusl data were not released for
inclusion in this analysia, The following summary observa.
tions are grouped under headings corresponding to thoes
Bections of the Appendices from which the observations were
derdved, Thua, the headings indicate where the detallis on

which the obiservation is based are presented,
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10, A% the beginning of tﬂa erisis, extreme security restric-
tions presluded normal utilization by the JCS of the staff-
support capabllity of the Joint Staff in generating the required
initial military planning and operatlions.

11, In the absence of normal staff support, preparation of
early JCS actions had to rely mainily on check liets, outline
plang, and other staff work already in existence before the

eriais occurred.

12, The informational valus of éha Magter Check List for
staffing purpobes varled in idnd and over time: the listing of
"Actions to be Considered” wasm of utmost usefulness at first,
but decreassed rapidly once the initlal JCS directives nad been
issued; the record of "Actione Taken," although misleadingly
incomplete, was nevertheless th% only source of some information

required in staffing,

[E?. Because of heavy overloading of gommunication relay facili-
ties in the field, during th? firet two weeks of the c¢crisis the
high-precedence messages reqﬁirud on the avarage 2-1/2 to 3-1/2
houtéjfrom time of origin tofreceipt in ons of the Service

Communications Centers of the Pentagon,

14, The most nearly current picture of the overall situation
that the Joint Staff was capable of presenting to the JCS actually
reflected conditlons as they had beankito 12 hours previoualf;:g

15, To compensate for prevailing information-flow delays, Jolnt
Staff efforts to keep abreast of developments depended on field
commandera' estimates and expectations as well g3 on their reports

of what had in fact already oceurred,

Enclosure C
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IG.Iburing tfe first week of the ertsis, the tendency for
many JC3=Out messages to bve drafted a%ibhe Diregtor level or
higher, in conjunction with the lack of debriefing arrangements
regarding dispositlion Sf ataff recommendations, frequently pre-
vented coordination being effected by Jolint Staff action

personnel on querles from the CINCa concerning JCS directives._]

17. The greatest demand for staff support occurred immediately
following iasuance of %nigial JC8 directives to implement action
in the field and primarily involved requests for amplification,

[This peak demang for ataff support caincided with the periocd
when the staff was least 1pformed, most poorly organized, and
had the smallest number of knowledgeable peraonnel assisned.j?

18, Specilal channels to limlt distribution of messages, esstab-
lished in the first days of the crilsis for security reascns,
proved difficult to change after security was relaxed. Some
results were; (a) thac 1nformation'contained in key communication
betweon flield coummands was sometimq? recelved by the JCS days
late via readdressed gopiea; and (bﬁ in the ease of ithe Joint

Batile 3taff, full background 1nrar%ation on early developments

wae naver received.

[39. The basic character of both incoming messages a&nd the
attendant staf{l work that they occasioned changed after the
firat week of the crisis, the emphasis shifting from planning
and operatlonal matters to farce rollowing.:&

20, Although the¢ Jerviees had primary responsibility for force
following and performed it for the Office of the Secretary of
Dafense, the Joilnt Staff was instructed also to follow in detail

the movements of U.3, and Sovliet forces for the JCS,

21. Owing to varlations in the kind of information submitted
by the CINCs 1n response to DEFCON orders, 1t was not possible

to determine from Ssome of thelr reports whether the reguired

DEFCON had éed been achlieved,
Ene re C
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SUMMARY |OBSERVATIONS
3 1
FROM_AMALYSIS OF OVERALL MESSAGE TRAFFIG FLOW
22, On 17 Qctober, the Joint 3taff formally ackmowledged the

existence of the Cuban crisis through the establishment of an
augmented Cuban Watch. On 22 Ootober, this augmented Watch
became the Cuban Battle Staff, The period from 16 through 22
QOeatober was the phase of the orisis during which the higheat
echelons af national deglsion malding were considering alternative
courses of action and developing the detalla of the U.3, response
It was a pericd marked by extreme security precautions within the
Joint Staff, Much of the incoming message traffic was closely
held by a Joint Staff group especially cleared for staffing Cuban
operations. "Hot" action messages were hand=-carried by general
officers, and many mespages were held in actlon officers’' persona,
filen, so that ;egular Watch and Battle Staff personnel did not
have access to them, Some of these measages ware later placed

in JB3 files; others never wera,

23. The message distribution, filing and retrieval system
supporting subordinate starf operatlions dld not meet the require-
ments imposed by staff functions in the emergency. Thia inade-
quacy seriously limited Battle Staff capabllitlies. As hag been
mentioned already, the initial flles turned over to the Battle
Staff on 22 October were incomplete, HMoreover, high-echelan
staffing continued thereafter and prevented normal file builld-up.
Ultimately, after mest of the message traffic began to be made
gvallable to the Battle 3taff, twoe methoda of flling were used.
Initially, a master file was set up by message Date<~Time Groups
(DT@s). Files classified by subject and/or message source were
subsequently attempted., The subJect file resulted irn messages
being filed under the first subject staffed, malcing 41t extremaly
difficult to relate a message ocontaining other subject matter to

Enclosure C
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4 second rotion subJect. There were very few caska where
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megsages were {lled by both DTG and subject, or by nmore than one
subject, The meesages filed by DTG before the subject files were

egtablighed were never incorporated into the subject files.

{éﬂ. The baslc nature of bath incoming messsge traffic and
resultant staff actions changed on 23 October., During the period
16 through 23 October, message traffic was largely concerned wlth
requirements, operatione orders and planning messagea, This
period constituted the primary "staffing" action phase of the
crisls, Beginning 24 October, and peaking for the entlire crisls
on 25 Qctober, the vast majority of incoming trafflec concerned
enemy submarine and merchant ehip looations, and tracking oper-
ations with statue and movement reports for 0.3, ground and air
forces, The major Joint 8taff effort resulting from JC3-In

messages during this period could be described as "foroe
following 3

FROM ANALYSIS OF INCOMING MESSAQES

25, More than two=thirds of the Cuban messages received by the
Battle 3taff were messages directly addressad to the JCS, a3
distinguished from Information (Info) Copies, Eighty-one percent
of the messages directly addressed to the JCS were reports con-
cerning the status of forces. Intelligence, operational readi-
ness, and force movement and change-of-operaticnal~contrel (CHOP)
reporta to the JCS were overwhelmingly éirect addressings. The
JC8 waas informed on all other ataff area subjects by at least as
many Info Copy reporta as direct addressings., Sixty pereent of
&ll direct addressings other than s%atus of forces reports were
1equests for JCS assistance, and more than half or these were for
approval of specific proposals of action by commanders in the
field.

Enclosure ¢
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26, Certain reiationshiﬂs betweeh the Jolft Staff end other
offlces are apparent in the interchange of telegraphlic measages.
For example, most Subdivisions of the Office of the Secretary of
Defenge {0SD) were usually quite careful to pass on 0SD infor-
matlon to the CINCe via the JC3, The Office af the Secretary of
Defense, Assistant Secretary of Defense (Public Affaira), wae the
only 08D office to address messages directly to the CINCs, rather
than using the regular procedure of requesting the JC3 to pass

on thelr 1nformation1

27. Six~hour SITREPs were required of all CINCs directly con-

cerned or 1lndirectly affected by the Ctl:.ban situation, 1in order
that the Joint Staff could be kept informed of developments on
a timely oaBls, Normal precrisis reporting procedures estabhe-
lished for the CINCs adid not satisfact?rily inform the JC3 of
devaelopmenta on certain subjecta in the Unified and Specified
Commands., Speclal procedurés were deviged [or reporting on
airlift capabllities, special movements of forces, and extreme
concentrations of alreraft on air bases. Ei{thougn the Navy
gserved ee executive rfor the JUS for quarantine affairs, the Joint
Staff found 1t necesgary to utilize direct addressings of
detailed quarantine operation reports {i1.e,, aireraflt reports
of merchant ship sightings and submarine search operations
reporta) in order to fulfill their force-following responsie
bilities to the JcéZ}

28, The prime purpose of addressing Infc Coples of messages
to the JCS was to inform the JCS of actiona taken or coordination
effacted by field commanders responeible for implementing JCS-
directed actions. Info Copiesd sent to the JCS contained vital

Enclosure C
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information of direct intetest to the JC3, Such messuges required

TOP_SECRET

as careful a screening on raceipt by the Joint Staff as did most
messagas addressed directly $o the JCS, in order to gst them
quickly into eatablished channels for ugse of incoming information,
[ﬁaaddressad Info Coples also provided a wery ilmportant source of
JC3 informatlon, Blthougn these werd usually received in the Joln’
Starf enywhere from many hours to saveral days after time of
origin::]Thc review Drocedures applied in the field to determine

requirements for readdressal thus seem to have been well worthwhi:

29, The initial orders given by fleld commanders in responge
to JCS directives were given limited distribution in the fleld,
in order to minimize potential "leaks," and there was an unuguall:
small number of coordinating messages passed between subordinate
theater forces. Muoh of this message traffic, necessary to Joint
Staff lmowledge ér the reactions of theater forces to JCS direc~
tivea.[&ga transmitted to the JCS in the form of low-precedence
Info Copies, or wag readdressed to the JCS (sometimes days later)
when a field commander recognized JCS intereat.:]Even after
relaxation of the Speclal seourity measures invoked prior to 22
October, the channels established prior to that time to minimize
message distribvution in the field proved hard to break, The Jcin"]
Staff continued to receive key inrurmatioﬁ:%y readdressals after f
the requirements for greater lateral coordination and more rapid |
notification of the Joint Staff was recognized, The importance
and relevance to Joint Staff operations of that portion of Cuban f
traffic recelved only after readdressal suggestas the need roéj {
establishing oriteria and procedures designed to make the J¢S a f
direct or Info addressee of many types of messages whici, at X
present, do not aubtomatically include tha JCS in the list of

initial reclpients, -

{é?. There 15 evidence of the existence of large quantities of

dtate Department and intelligence message traffic to whilch the

Encleosure C
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Joint Battle Staff wag not;privy. The JBS was -the reciplent of
only a very few reporta generated by intelligence branches and
agenciea, Those intelligence reports which were received con-
gisted almost entirely of surmaries of the situation &s it had
existed several daye previously, State Department traffle was
the last category of information to be cleared for general JBS
distribution, the slowest to be received, and the mobt Bpotty in
quantity recelved relative to the quantity which must have

originatedZB

FROM ANALYSIS OF JOINT STAFF CUBA ACTIOMS

31, The largest volume of incoming messages contalning require=-
ments for JC3 action or guldance was received immediately folleowhr
transmizeion to the [ileld of initlal JCS directives concerning
the nature of the U.8, response to the g¢risis, These incoming
messages resultab in the largest requirement for staff work in the
Joint 3taff of any period of Cuban erlsis operationa. [&his was
the periocd, near the beglnning of the crisis, when Battle Starf
personnel were least capable of providing starf assistance. It
was the period when they were the least informed, the least orga-
nized, and were functioning with the smallest number of knowledge-
able personneI:]

'Ea. Preparations for tactical air operations {for OPLAN 312) lec
to the largest number of incoming messages generating requirement:
for JOS declsions and actions, The number of requirements gen-
erated by incoming traffic on preparations for invasion (OPLAN
316} and air defenae operations were only slightly smaller, From
the number of requirements messagesa recelved concerning these
subjects, 1t appeare that eirlift, sealift and communications
problems are the most difficult areas to plan for specifically in
advance, The development and use of cover stories was an 1ssue

affecting all of the QINCs and causing most of them to request JCS

Enclosure ¢
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actions'and deci%iona. Rules of engapgement dppear to be more
Bubject to misunderstandang than any other type of JC3 directive,
in view of the fact that such "rules' ptimulated the most requast

for clarificationZ}

33. ot leagt five JC8 'Greens' cancerning Cuba were in soma
phase of staffing every single day from 12 October through U4
December 1962 (i,e,, for the entire life span of the Battle Starf
and augmented Cuban Wetch), The peak staffing effort for JCd
"Greena” was on 25 October with twelva in the starfing progesa,
Seven J-3 Starff memoranda concerning Cuba were completed on 25
October, along with the greatest numbér of miscellaneous staff
memoranda produced on any one day, Both JCS "Greens" and Joint
3taff memoranda provided essential background for follow-up staff
actiona after JC3 orders wers given. Early distribution of these
data was as 1mpértant to the Battle Staff as early distribution
of the JC8 ocutgoing messagea giving these orders,

34, The Operations Directorate (3-3) had the largest workload
of all staflf offices in terms of: ({a) numbers of JC3=-Qut message
drafted; (b} numbers of staff memoranda written for the JCS per=
taining to actions required; and (o) numbers of JCS “Oreena"
drafted., Outside of intelligence operations, cperations of the
Specilal Assistant for Counterinsurgency and Speclal Activities
{SACSA) were the most highly seoured and generated the largest

number of "JCS" messages not released to Battle Staff persannel,

FROM ANALYSIS OF JCS-QUT MEJSAGES

35. JCS5-0ut messages reached & peak for the entire erisls on
22 October with 28 measages sent concerning Cuban operations,
A total of 75 JCS-Outs originated during the perilod 21 through
23 October, This total was 50 percent higher than the total for
any other three-day period during the crisis, and it was about

double the dally avarage for the weel preceding the crisls. More

Enclaosure ¢
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than thrLe-fourtha of all JC8-Out Cuba messsges thraigh 22 October

TOP SECRET

were classified TOP SECRET, On 23 Cctober, the proportien of ocut-
golpng TOP SECRET messages dropped to one-third of the total and

continued thereafter at about thia fraction.

36, Several security problems were brought to the attention of
the JCS for deciziong, One arose concerning the "release of
speoial intelligence planning information” for use at the air crew
level in connection wieh{§?LAN 312\ In another, MATS usa of
normal flight plan and movement meseages in connection with
classified airlift operations requireé approval by the JC8.
Although the Joint Staff may expect these types of problems
involving gecurity %o occur &gain in many types af podsible future
erisls situations, it is probably best to plan for clearing each

one on an ad hoc baels as such probleme arise,

37. Through 23 October, only slightly more than one-half of the
Cuba JC3-0ut messages were drafted by the Joint Staff action
personnel {subordinate to the Directors) who usually are rasponsi=-
ble for preparing such drafts.(‘kart%]parcent af the messages were
drafted at the Dlrector level or_above, with the Director af the
Joint Staff personally drafting/ the lacgest single number (17):?
With the relaxation of speeial securdty precautions on 23 Octoégr,
normal stafiing procedurss began to be applied, although personnel
from the 0ffice of the Chilef, Maval Operationa (OPNAV) drafted
most JC3 messages pertaining to the naval quarantine, However,
even alter formal starfing became the norm, because cf the very
high level of "approval" needed for most JUS-Out messages con-
cerning Cuba, stalf officers' lmowledge of the JCS actions taken
wag extremely limited, This problem arose because there wae no
procedure for timely feedback from the office where the JCS
remained in nearly eontinuous session {the Gold Reem) to the

action officers who delivered draft messages to the door,
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'Interviews indicate that usually action officers had difficulty
determining whether changes were made in their mesesage drafts or
whether the messages were gent 8t all, Often confirmation of JCS
action was obtained by the Battle 3Staff when a hard copy of &an
Qut message was distribyted through normal channels.

38.[&he securlty precautions adopted at the upper echelons of
the Joint 3taff and applied during the initial phase of Cuban
erisis operations made it extremely difficult to provide staff
asslatance, After the President!s public announcement of 23003,
22 Cotober, spescial security conditions were supposedly relaxed,
However, the facts that high:echelons were drafting messages and
stafring‘runctions were being performed by offices outside the
normal ataff flow (OFMAV and OIN'S) prevented the usual dissemi~
nation wlthin Jolnt Staff Directorates and within the JBS of
knewledge of proéable fortheoming actions. Consequently, when
field commands called upon the Battle Staff to ascomplish coordi-
nation of directives, quite often the JBS had no knowledge of the
JC8 directive about which 1t was being questloned. :]

FBQM ANALY3IS OF MESSAGE TRAFFIC ROUTING DELAYS =N
39X:ine functions and facllities involved in telegraphic mesaage
traffic flow from the field to the Joint 3taff are depleted in
Fligure 1 for summary presentation. Typical times for message
flow between statlons during the first two weeks ¢f Cuban orisis
operatlons are indicated for those staticns where time-of-peceipt
records viere maintained and the data made available for this
analysie. The transmissglon times indicated were largely inde-
pendent of measage precedence during this period. The delay in
recelpt of memsages at the Pentagon was due almost completely to
heavily overloaded relay facilities in the rield., 'The increase
in number of messagea receilved in the Service communiecation
centers in the Pentagon was still well within equipment capa-

bilities, However, message reproduction facilities in the:]

-
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adyvence coples were forwarded only for messages of Operatiomal /

Immediate precedence or higher &nd for one action copy on%E;

—

-~

(Ep. Any description of the overall situstion prepared by the
Battle Staff for the JC3 ocould be expected, at heat, to be[gight
hours behind the actual situation. Much of tne Fta in such
summaries lééged{ig hours;}ehind actual events, There were three
prineipal reasona for puch time lags. First, message recelpt by
the Battle Staff lagged| five to ten houraibehind mesgage origin
for reports on the aituation in the field, Secondly, incoming
messages reported the situation in the theaters and commands as
of some time earlier than the time of message origin, Finally,
Battle Staff processing consumed some additlonal time after

measage recelpt.

41, Exercise HIOH HEELS II data, the Dominlcan Republic crials
analyses, and this analysis of Cuban crisls message traffic
indicate that, with presant equipment and procedures, planners
muat expect & medlan delay time in message transmission of two=-
and-a-half to three-and-a-half houré]from oerigin in the ri;id ta
Service communication facilitlies serving the JCS. This delay
eccurs desplite high precedence asaigned to messages, Hard-copy
reproduction and distribution to the Joint Staff can he expected
to make messages generally available‘six-and-a-halr to aseven-and-
a-half hours]hfter origin, as a mediah. One-quarter will be
recelved ab;;t one hour \sooner, one-quarter will takejone te four

hours longei)than the median (depending on the total traffic load

that dainl

FROM ANALYSIS OF MASTER CHECK LIST CPERATIONS

42, The Master Cneck List (MCL) of "actions to be Considered"

wag extremely useful for the initial implementation of almost all
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actions ordered b& the IS, Its usefulness decreased bery rapldly
for further staf{ actions after implementing orders were sent,
Thia ehould be expected, because subsequent theater requiremente
are bound t¢ bhe thosa ihich were not antiocipated; otherwlse, the
implementing actions wiould have provided for them. . After about
three days of Cuban crisis operatione the nature of thesae MCL
ligtings changed from apecific JCS agenda items to much more

general agenda items for staff consideration.

43, The MCL 1listing of "Actions Taken" served as a general
reference paper for keeping members of the Jolut Staff up-to-~date
on the overall pleture. It was far less useful as an action-
following log., It was of limited usefulness to Battle 3taff and
action personnel bYecause: (a) liastings were often included
several daye late; (b) many actions falling in the same categories
a3 the types rec;rded were not listed; and (c¢) only certain types

of Joint Staff actiona were recorded.

FROM ANALYSIS OF AN APPLICATION OF INFORMATION FLOW RESEARCH
44, Empirical evidence obtailned through the analysis of infor-

mation flow can a3slat in the development of check lista for
poegible future crisils operatione, Such research can particularly
point up those procedural and planning requirementa which, if
staffed in advance, may obviate many days of coordination with
agencies external to the Joint Staff, should the same problem area
arise in subsequent crisis situations. Cuban cerieis alr defense
actions have been analyzed in this study for development of such
check lists, Exterunal coordinations are shown to be the most
time-consuming staff functiona, Examples of important potential
advance ccordinations ineclude Faderal Aviation Agency preparation
of air regulations for establishment of Military Emergency Zones
(MEZ9) and development of plans for Securlty Control of Air
Traffic (SCAT Plana},
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' APPEZMDIX A TO ENCLOSURE C

DETALLED ANALYSIS OF THE CRUCIAL FERIOD
15 THACUGH 28 GCTOBER

1, This Appendix presents the results of a functional
analysis of information flow in the Joint Staff during the
crucial perioed of 1962 Cuban crisis operations. First, an
overall pleture of the magnitude of informatiocn flow 13
presented, based on an examination of telegraphlc message
traffic. Incomlng messagea'are then examined in detail, sep-
arating for analytical purposes messages directly addressed to
the JCS from messages passed to the JCS as Information Coples,
Joint Staff actlons resulting from incoming infosmation are
next reviswed and analyzed, based on an examinatlion of staff
action memoranda {e.g., J-3M8) and JI§ “Greens." Finally,
end-product JeS-Out messages are examined, first from the
polint of view of subject matter, and then as a source of
data on the staff functions of message preparation, review
and approval. Critical observations are inecluded in the
text as susjects arlse. Sumnery observations found in Enclosure

¢ are not repeated here,

OVERALL MESSAGE TRAFFIC FLOW

2. The acale of Joint Staff aotivif{y in crisis operatlons
is dependent upon the natura and magndtude of information
flow, Thils sectlon will examine the magnitude of informa-
tion flow as reflected by incoming and oubgolng telegraphlc
nessage traffic filed by the augmented Cuban Watch and the
Joint Battle Starf (JBS). Although telephone traffic proved
not to be researchable, it 18 the oninion of JBS members
that the following analysis fairly represents the shape of
Cuban erisls actlvity la the Joint Starfr,
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3. There was no one cémplete Jﬁs ‘master f1lie" of JC3
incoming or outgolng messages, and as & result 1t has been
impossible to assure a compleve measage count. Incoming mes-
Bages vere filed by the JBS in J¢S-In folders, in folders
grouped by CINCs, and in action folders held by individual
staff officers, UYhen only one copy of a message wes avall-
abvle for flling, the rile cetegory into which it was placed
vas scomewhat arbitrary, differing from action officer to
action officer and from day to day, A complete cross-
referencing of all JBS files released for study was prepared
in the course of performing this analysis of information
flow. Howevar, a complete set of the files malntained by
action officers wa3 not avallable for incorporation into the
oross-reference index. Furthermore, 1t is known that some
megsagas vere mever receilved by the JBS. Nevertheless, the
bulk of the messages raceived by the JBS sppear to be filed
in JCS-In, JCS-0ut and CINCLANT, CINCSTRIKE and CINCARIB
foldera, from which the followlng message counts originate.

4, A further cpmplication in making message counts liaes
in deciding what traffiec was “Cuban." The JBS iteelf had
difficulty in cases where CINCPAC and CINCEUR opserations
might or might not be affected by preparations rorEPLANS
312 or 31{5 Many measages wers filed and later marked “NOT
CUBA", The general inclination of the JBS geemed to be to
include, rather than exclude, gquestlionable subject matter,
For the purpose of this atudy, all messages filed are counted
as Cuban traffic unless specifically marked ctherwise by the
JBs.

5. Prlor to the Presidentis announcement of U,S, plans
for the quarantine on 22 Qctober, much of the message traf-

fie was very clomely held by a Joint Staff group specially
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c¢learad for handling Cuban operations, The axtent to which these

messages, held by various individuals and groups within the Joint
Staff prior to clearance to the JBS for access to Cuban traffic
were turned over to the JBS ie unimown, The axtent to which
access to other types of Cuban information was denled 1a alsc
unknown, However, 42 messagea referencad in JC3-Cut and -In
mesgages but not in JBS files have been found in J-3 Research,
Racords and Analysis (R&R) files, indicating receilpt by the Joint
Starf, These 42 have been included in message counta,t

[E: The existence cof & large volume of message tralfic con-
cerning the Cuban crisis not located in the Battle Staff files 1s
indicated in many ways. For example, a memo from the National
Security Agency (NSA) atates:

(e trafric load in the CRITICOMM System during
the heilght of the Cuban crisls more than saturated the '
gyetem, The mechanical and human resources were fully
utilized and the weak links in the system became paln-
fully apparent., The requirement for manually process-
ing the bulk of the traffic slowed down the flow of
messages within the system,"2")
S8imilarly, the small amount of State Department message traffic
on file 18 out of line with the normal dally averags of 800 State

Department messages per day available for J-3 screeninégl

T. The results of message counts are summarized in Flgure 1,
where JCS-In and -Qut messages are charted by date of meabage
origin from the start of augmented Cuban Wateh activity, through
the 1life of the JBS, and until termination of the final augmented
Cuban Wateh.

lFor a more detailed deseription of procedures whilch were
followed by the JBS for processing measage traffic, ceea
Enclosure B( "Procedural Analysis of J-3 Command and Control
Operations," Appendix A, "Proceasing Measage Traffie,"

2Memo for Secretary of Defense from Director, MSA, Subject:
"Program Change Proposal for CRITICOMM System Improvement,"
29 april 1963, SECRET,
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8. It 'is apparent from Figure 1 that incoming Cuban'orisis
message traffic peaked on 25 Qotober, with dally traffio to the
JB3 exceeding 130 messages per day from 22 October through 31
Ootober, Figure 1 is believed to represent fairly accurately the
relative tralffio load on the J83., However, it does not represent
the relative woridload on any particular staff office or on the
JBS, saince the nature of the incoming traffic changed consider-
ably between the 23rd and 25th of October. The effect of thias
change on the JB3 wlll be discussed subsequently (see paragraphs
18 and 19 below)., By contrast, JCS~Out mespages peaked on 22
October, with initial phase orders concerning Cuban crisis
planning. The nature of these measages also changed after 23
October, as unanticipated requirements beceame the rule rather

than the exception,

Origin and Receipt of Cuban Crisis Message Traffic
9. The shape of the crisis included a build-up phase (through

23 October), a pesk phase {through 30 October), and a long
tapering~cff pertod (while the U.S. was assured of Soviet
intentions to remove offensive weapons from Cutia).1 The following
discugsion of the crucial period firat examines the bulld-up
phase.2 In Tablae I, the nunber of messages concerned with Cuban
operatians originating in each mix-hour period 18 recorded for:
(2) incoming messages addressed to the JCS (sometimes referred to
as "Agtion" messages, sometimes "JC3 addresgsed" messages, some-
times "JCS5 ADDEE"); (b) incoming messages passed to the JCS as
"Info Copies"; and {c) messages originated by the JCS {1.e.,
"JC8-0uts"),

1See Enclosure A, "Historical Analysis of the Substance of
Command and Control Actions, Their Circumstancea, and Their
Implications,”

2For a discussion on the fermulation of U.S, policy in response
to ‘the Soviet move in Cuba, see Enclosure A, op. cit,, Chapter
II, "The U,3. Decimion,"
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1.
TABLE I, Origin of Cubian Crisis Meaasage Traflic

NUMBER OF MESSAGES ORIGINATED

305 Befof:
Inocoming- Incoming-
DATE 2-TIME Direct Info JUS Period Daily
0CT. 1962 PERIOD Addressee Copy Qut Totals Totals
17 Prior to 3 6 3 12 12
2400
18 0-0600 o] 0 0 0
6-1200 g e] 0 ]
12-1800 2 4 1 7
18-2400 1 5 3 9 16
1g 0-0600 1 4 a] 5
6-1200 2 4 0 [
12-1800 2 2 3 T
18-2400 3 9 11 23 i
20 0-~06Q0 3 5 2 10
6-1200 1 0 0 1
12-1800 2 3 4 16
18-2400 9 0 13 4o
21 0-0600 T 12 8
e-120d 2 2 i zg
12-1800 7 17
18-2400 8 7 11 26 78
22 0-0600 15 13 b 32
6-1200 10 2 3 15
12-1800 9 17 9 35
18-.2400 36 22 12 70 152
23 0-0600 38 27 9 T4
6-1200 ] 13 1 22
12-1800 18 5 3 26
18-2400 20 26 8 54 176
TOTALS 209 204 102 515 515

1Q. This table indicates that during the first week aof
Cuban crisis operations, approximately four messages were
recelved for each one that went out from the JCS. The num-
ber of JC5 addressed incoming mesaagea received was approximately
the same as the number of JCS Info Copies arriving, However, the
trend wag from 2 relatively amall percentage ol incoming traffic
belng directly addressed to "JCB" in the first few days toc a defi-
nite majority on the 22nd and 23rd of October, The relative load
on the Cuban \latch, with a more than tenfold increass in message

traffic between the 18th and 23rd, s apperent,
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11, 1t 18 very difficult to relate'actual origin of mesgage
traffic described above to receipt of messages by Joint Staff
action offices, Analysis of this relationship in thils astudy

must be based on time of receipt of messages which were subse-
quently entered into JBS files. This is a very important provisc.
It 13 known that once the JBS has given more-cr-less carte blanche
gceess to Cuban erdsis traffice, approxiﬂhtely at the time of the
President's apeech (23008, 22 October), advance coples of incoming
traffic ware almost invariably routed to the Current Actlons
Center {CAC). It is also lmown that up until 23 or 24 Octaber,

an unknown number af advance copies were picked up by "Cuba
Committee" members and hand-carried to senior Joint Starf officers
wlth no further acceas (if any) to the JBS members ar to anyone
else in the CAC., Many of these advance copies of messages never
got into JES files. Some were reviewed briefly by the Chief of
the CAC, scme wvere copled and held for the JBS files, and others

vere flrat seen when hard-copy distribution was made.

12, Insofar as incoming messages were concerned, this problem
wap largely resolved by the 2Uth and 25th of October. By that
time it vas recognlzed that the JBS should have acceas to advance
coplea on receipt in order to be able to perform those staffing
functione it was belng asked to fulfill, However, the problem
as it pertained to JCS-Out messagee not staffed (drafted or
coordinated) by the JBS continued for a considerahly longer
perlod. The result is that JBS Cuba filea are a mixture of ad-
vance coples, thermofax prints of advance coples, and hard copies

of meszages,

13, Only 54 percent of the message flle copies for this period
are stamped with "Time Received JWR." Therefore, the "Time
Recelved JWR" has been approximated for unstamped messages under
the asaumption that there was the same statistical distribution
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for ungtamped coples ss for stamped coplee of the same type,
{Their distributione are examined in some detail in Table II
below,) Estimates of minimum time possible for receipt by the
JBS, basad on the time messagee were received in Washington
Communication Qenters, are attempted in the study of routing
delays in Appendix B, Cnly Navy mesaages, which record the time
of receipt in Washington, and Army hard coples, which sometimes
record the time advance copiles were forwarded, have been examined,
These times are of some importance 1n analyzing the speed of
Joint Staff reaction to requeats from the field,
TABLE II, Time lag From Origin of Cuban (riais
Message Traffic to Receipt by JES
{For Messagea Logged 17 to 23 October 1962)

J5g JCS
) INCOMING-  INCOMING-
DIRECT INFO
MESSAGE TRAFFIC ADDRESSEE COPY
No, of Mesaages Originated
{and f{led hy JB3I 209 204
' No. Logged in JWR {CAC) 119 125
Median Time from Origin to
Receipt in JUR (Hrs:Ming) 8:10 B:29
25 Percent Fasteat - Less Than . bi2g 5:32
25 Pergent Slowest - More Than v 13:29 32
)
Fagtent Y0152 0:54
Slowent . 36:04 15 days 1421

~—

13, The data that are availahble in JBS files with regard to
time lags between orlgin and recelpt of messsges are summarized
in Table II above,

15, Thege data form the basis for the spproximations presented
in Pigure 2, The very long time from origin to receipt of the

slowest Info Copy 18 due to readdressing of a message after
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raceipt to 1nclude'the Jes, ! Eight such messages8 were noi re=
aeddressed to the JCS for more than 48 hours after receipt. (A
mora detalled study of readdressed messages will be made when

"Info Copies" are discussed later in this Appendix.)

16, The time-of-receipt data in Figure 2 were compiled on the
asaumption that the time recorded on JBS file copies represents
the time messapges became avallable to the JBS, It therefore
becomes a conservative extreme estimate ~- 1,e,, 1t 18 almost
certain that messages were avallable for JBS reference and use
at the times recorded, Some unknown fraction of message traffic
wae avallable, at least to some extant, at earlier times since
advance coples usually were available between two to four hours

prior to hard-copy production and distribution,

[zi: The pattern of message receipt in Figure 2 1s zimilar to
data in Table I, but with a slight smoothing out of the traffic
flow and delay in aetivity peaks, corresponding to message
transmission and delivery times. It cean be seen that after 19
October receipt of information varied from| five to ten hours
behind origination (represented by the horizontal distance
between lines), The largest quantity separation (vertical
distance) was approximately a 90-message lag at 0600 on 23 Qotober,
Percentage-wise, from 75 to 92 percent of traffic known to be in
exlatence was on hand in the JBS during this period, with the
lowest percentages available during periecds of rapld increase

in number of messages originate{il

Nature of JCS~-In Cuban Crisis Message Tralfic
18, It was noted above tha%t the nature of incoming message
traffic changed considerably between 23 and 25 October, Dats

prertinent to this change are included in Table III,
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TABLE III, Mature of JCS-In Cuban
Crisis Message Traffic
NUMBER OF MESSAGES RECEIVED
(By October 1962 Date of Origin) -
MESSAGE TYPES __;6-22 23 24 25 25 27 2B
. Movement, Status and
Intelligence Reports hg 5¢ 51 79 59 T5 8§59
Quarantine Ship SITREPs 3 1 6 21 21 26 35
Submarine Search Reporta 2 2 7 15 38 41 28
MERSHIP Sightings by
Alreraft Q 1 0 112 42 37 43

Requirements, Cperations
and Planning 204 52 g 46 45 37 42

TOTAL INCOMING MESSAGES 258 155 133 273 205 216 207

19, Through 2l October, the Joint Staff waes almost completsely
dependent on Navy Flag Plot and Intelligence Plot for both 0,3,

quarantine information and for submarine and merchant ship
location reports.1 From 1134 to 240038 on 25 October, as many
SAC alreraft reports of MERSHIP sightings and ship Situatlon
Reports (SITREPs) were raceived as all messages of all tynes
received on 24 October, Similarly, submarine search reparts
increased after 24 Cctober, The number of formatted JOPREP,2
special movement, force status snd intelligence reports inoreased
up to 25 October, These required attention by the JRS for prepa-
ration of SITREPs and force following.3 The major staffing /\

|

—— o —
ro—

dsee Enclosure D, ™Analysis of Command and Control Functions of
the Service War Rooms and Their Interrelationship with Joint
Staff Operations," Appendix C, "CNO Flag Plot,"

2Joint Operational Reporting System.

3For & more detalled description of the preparation of SITREPs -
by the JBS, see Enclosure B, "Procedural Apnalysia of J-3 Command
and Control Operations,” Appendix A, "Situation Reports (SITREPs).
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[;equiraments for possible JC3 action were represeited by
incoming requirements, operations and planning mesmages,

and these decreased rapidly after 23 October,
INCOMING MESSAGES

MESSAGES WITH JCS AS DIRECT ADDRESSEE
20, Telegraphic mesgages addregsed to the JCI prior te

29 October 1962 concerning the Cuban orisis and filed by the
JBS have baen categorized by time of origin, office of origin,
time of reoelpt in the CAC (if recorded), by message purpose,
by subject operation, and by staff area congerned, The
details of classificaticn are diacussed below, along with

message counts within each classification.

Principal Offices Originating Cuban Crisis Messages Directly
Addregsed to ﬁg§ EoImoSDA =0

21, Table IV indicates by date and primary offices of

origin the flow of incoming measages directly addressed to

the JC3, All others gending 10 or more messages to the JC3

are comblned into one listing on this table, Es noted in

the preceding section, starting on 25 October more than half

of the measage traffic councerned ship and submarine leocatloen
reports sent in by SAC aircraft and CINCLANT ships. It is
apparent that CINCLANT, &s commander of the operational

theater, had the greatest number of communicatione with the

JCS of any single office, However, 56 other offices

directed communlcation2 to the JCS concerning the Guban crlai%:)
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TABLE

IV. Principal Offices Originating Cuban Crisls Messagea
Plrectly Addreased to JCS

B oIEAL NUMEER OF MESSAGES SENT - BY DATE (OCTORER 1962)

OF ORIGIN 8-17 18 19 20 21 22 23 24 25 26 27 28 Total
SAC Aircraft - - - - - - - - 112 42 37 4o 233
CINCLANT Ships - - - - - - - 17 6 59 71 63 216
CINCLANT 3 2 5 10 ~10 33 23 3 8 4 3 4 108
CINCSAC - - - - 1 8 5 16 - 1k 6 9 6 65
CINCONAD/NNRAD - - 3 T g 8 8 3 y i 50
Embassies and

Attaches - - - - - - 1 8 - 11 16 y 4o
CS Army - - - - - y b 3 6 5 5 6 33
CIA _ - - - N 3 5 2 12 - 3 2 3
CINCPAC - - - - - 2 5 6 3 3 4 by -y §
CINCARIB - - - 1 3 [} 11 1 2 2 - 1 25
CINCEUR - - - 1 1 2 2 3 5 2 3 2 21
CINCAL - - - - - 1 1 2 3 2 4 4 17
CINCSTRIKE - - -2 1 1 - 6 3 2 - 1 1 ¥4
COMASWFORLANT - - - - - 1 1 - 3 y 1 2 12
CTNCNELM - - - - - 1 1 3 1 - 3 3 12
OSD-PA - - - - ~- - 3 3 - 3 - 2 11
COMATS - - - - - - - 1 - y 1 4 10
41 Others - - 1 1 1 7 8 9 13 21 11 16

TOTAL 3 3 & 17 24 70 84 87 198 163 186 165 1004
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With the exception of mezsages concérning[éﬁﬁéﬁIP and sub= jS3F3%
marine location reports which are addressed to the JC3 by
prearrenged rarma@l?only 12 offices subordinate %o CINCs

addressed messages directly to the JCS, and these all appear

to be in response to JOS orders or queries, Blghty percent

of all traffis to the JCS e a direct addressee, other than

that from offices subordinate to the CINCs, was Irom the

Service Chiefs, the CINCe themselves, and Department of

Defange (DOD)/JCS sgencies (e.g., Dalense Intelligence

Agency (DIA) and Defense Communications Agency (DCA)).

Types of Cuban Crisis Measages to JCS as Drect Addressee
22, The types of measages sent to the JCS by each affice

of origin are recorded in Table V. Message types have been
claseified in terms of the purpose of each message, firat
separating notiflications to the JC3 from requirements for

agglstanos.

23, Notifieations consist of Anformation reports to the
JcS: of orders'given to subordinate commanders, of action
taken, of coordination effeoted, of the status of forcea
(e.g.,, SITREPs and Status Reports (STATREPs)), and of com-
manders’' concepts of operations. The great majority of these
notificationa are in response to ordera from the JC3, elither
replylng directly to a JCS request for information or informe
ing the JC8 of orders given, actions taken, or coordination
effected 8s ordered by the JC3, All of the notifications

classified as "Concepte of Operations" are responses of
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TABLE V. Types of Cuban Crisis Messages to JC3 as Direct Addressee
NUMEER OF MESSAGES
NOTIPICATIONS Ta JC3 REQUIREMENTS ON JCS
PRINCIPAL Coordi~ Status Uoncapts
OFFICES Total Orders Actions nation of of Opera- Por For For
OF ORIQINM Moasages  Oiven Taken Effected Forces tions Appraoval Actiona Quidance
SAC ALreraft 233 - - - " 233 - - - -
CINCLANT Ships 216 - - - ‘216 - - - -
CINCLANT io4* 6 2 28 6 3] 13 5
CINCSAC 65 2 1 57 1 2 2 -
CINCONAD/NORAD 50 - 5 - 26 4 11 2 2
Enbasaies and
Attaches 40 - - 1 39 - - -
C3 Army 33 - 1 - 32 - - - -
CIA 3 - - - 1 - - - -
CINCPAC ar 2 2 - 19 1 2 - 1
CINCARIB 25 - 2 2 12 - 3 S 1
CINCEUR 21 - 1 - b1 - 1 2 3
CINCAL 17 - 2 - 15 - - - -
CINCSTRIKE 17 - 2 1 [ - 6 1 1
COMASWFORLANT 12 - - - 12 - - - -
CINCHEIM 12° 3 1 - 9 - - - -
0SD-PA 11 4 1 - 4 - - 2 -
COMATS 10 - - - 10 - - - -
81 Others 756 3 10 57 1 5 -
TOTAL 995 17 28 17 210 13 71 30 13
B

Bplua & correction measages

Plua 1 correction measage,
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commanéera to Jcs requestg for guidance as to thelr op&niona,

preferences and prejudices prior to JC3 planning decisions,

24, "Requirements on the JGS" consist of messages specifi.
cally requesting approval of actions planned in the fieid,
asking the JC3S to take specific actions to support commanderat
oparations {e.g., ordering airlift), or asking for JC8 guid-
ance or olarification with regard to JC3 orders given or
implied. Actually, most of the messages classified and
counted as "Requirements" contain information informing the
JCS of those aspecta of situation background which, in the
opinion of the sender, justify his oase for stating the
requiremant. To this extent, therefore, such messages ars
also "notifications®, but all measages laying a speoiflc
requirement on the JCS have been clasaified and counted only

as "Requiremenéa."

25, Table V indicates that 81 percent of the messages
addressed directly to the JCS5 were reports concerning the
status of forcesa in the fleld, [ﬁther than MERSHIP end sub-
marine search reports, these were primarily SITREPS, STATREPs,
and simllar reporta of special operations underway, forwarded
at six-hour intervals per JCS requeet.| These force-following
mesgages made up the largest part of messages sent by every
offiae of origin except CINCLANT. Detalls concerming the
distribution of status of forces reports are presented in

Table XIX,

26, For all types of measages addressed directly to the
JCS other than status of forces reports, three-fifths were
requirements for Jog assistance, and §2 percent of tliese
requirements were for approval of especific propesals by com-

manders in the fleld. Requirements from offices of origin
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balliedl' under "oﬁhers " 1included one message i‘mm,tha Presi-
dent, |with a request to pass on the Presidentt!s apology to
Gener;l Norstad (CINCEUR) for not dringing him in on the
early phase of Cuban planning.lj CNQ's one fonmal message

to the JCS was a "baclkup" reqd;sb to extend the runway at
Key leat Maval Air Station, previously asked for by CINCLANT,
Its intent appears to have been primarily to make the request
a matter of record. More detailed discussicn of requirements
vill be deferred for separate analysis leading %o Joint Starf

aotions and JCS responae to these requirement‘.s.2

27. A Tow additional commenta with regard to notifications
to the JC3 may be in order. It 18 inberesting, from & pro-
cedural point of view, bhat four (0SD-PA messages were noti-

fications to the JCS of orders given direstly to the CINCs

concerning puﬁlie relations.

Operational Sub,ects of Cuban (risig Messages Directly
ddreased to JC

28, Table VI introduces the classification "Operational

Subject of messagee. Thia classification 1s intended to

— ..,
I;;r further discussion on the alerting of U.5. forces in
Europe, see Enclosure A, op, cit., Chapter III, "Palicy
ordination: COverseas Uﬁgriea Commands and Allied Powers.“l

2300 paragraphs 46 to 49 below,
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TADLE VI. Operaticnal Su.  ects o. Cupan Crasils Mess2ges Directly addressed to JCS

uy

s
A
b}
ﬁ NUMBER QF MESSACES
aQ NOTIPICAYIONS TO JCS - REQUIREMENTS ON JCS
E PRIMARY Cooroi~ G&tatus Concepta
OPERATYIONAL Total Orders Actlionas nation of of Opera- For For Far
SURIECTS Mesgages Given Taken Effeated Forcea tiona Approval Actione Guidance
Quaranting 547 4 2 - 528 - 6 ' 5. 2
Tnvaoton (QPLANS 314/316) g8 8 1 5 52 2 20 )] 3
Alr Defenae 65 - 6 3 27 7 12 6 4
Strateglie (SIOP) 63 - 2 1 55 - 3 2 -
Soviet Bloe Cuban Actlons 37 - - - 35 1 - - 1
Taetical Air {OPLAN 312) 33 k1 3 2 2 2 17 5 1
Pacific 32 1 1 - 28 - 1 - 1
! Europe 21 - 2 1 18 - 1 - -
&~
o Counterineurgency 17 - 2 - 10 - 2 3 -
! CINCAL Area 17 - 2 - 15 - - - -
mz  Transport 13 - 2 - 8 1 1 1 -
6%  CINCNELM Area 11 1 1 - 9 - - - -
S3 Guantanamo Defense 10 1 1 1 3 - 2 2 -
B
= qx Overall U,.S, Command & Control 9 - - - T - 1 1 -
= n: 0.3. Forces Worldwide T 1 - - 5 - - 1 -
i'c ° JUWTFA 6 - 1 1 4 - - - -
Reconnaissance 5 - - 1 2 - 2 - -
< Latin America 5 - - 2 2 - 1 - -
;3 Mobilirization of Rasecrves 3 - - - - - 2 - 1
= TOTAL 599* 17 28 17 810 13 71 30 13
= \aPlus 5 correction messages.
— -
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'YEPow the primary types of Lperatlohs raaultiég from the Cuban
orieis and the extent of measage traffic concerned with each
operation. Subjects of messages are tallied by the most
specific operation referred to in each meassage, Thus, sub-
Jects such as "ranaport Qperstions™ are those transport
cpe-ations not concerned with any more specific Cuban crisis
oparatlons, €,g., quarantine operatlnnu,[é?iﬂNa 312, 314 or
316 aperatiggleor Quantanomo defense operations, f¥atters
concerned with all Cuban OPLANe are recorded undetéggvasion

,ﬂOPLANa 3111/31f§and only those gpecific t«@mn 3@&:@
lieted as Tactical Air Operations,

23, \Teble VI indlcates that 55 percent of the messages
directly addressed to the JCS through 28 Qotober were con-

cerned with air and naval operations for mainta<aing the

gugrnntine, Prepacation of U.S. air Jefensges, tactical aar,
and invanion forces for possible operations against Cuba

was the subject of U3 percent of all other messages, Prep-
arationa for possible effeckts of such operabtlons, in terms of
countarinsurgency, Jingle Integrated Operational Plan (SIOP),
Guantanamo defense, and all other U.S, theater forces re-
sulted in 256 messages, more than half of which were concerned
with Strategic, European, Pacific and countsrinsurgency
rorcee.l The mmall pumber of messages concerning reconnais-
sance operations was due to specinl handliing of reconnailssance
traffic by the Joint Reconnaissance Group (JRC), with only

a {ew messagas finding thelr way to the Battle Stafr filegzl

30. {The area of greatest need for JCS asselstance, as re-

flected in requirements messages, concerned invasion !

*See Enclosure A, 9p. e1t., Chapter IV, "Implementing the
Military Courae of Action: The First Phase,” for a discussion
on deployments undertaken to support the President's program
of action,
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{:;Eparation oparations where 27 messages aaked for JCS
approvals, actions, or guldance, Tuenty-three messeges
asked for JC3 assistance concerning tactical air operations
and 22 concerning alr defense operatlions. Omly 13 messages
requesting assistance in quarantine operations were directly
addressed to the JCS, ainos moat of the traffic on this sub-

Ject was with the CNO.;

Scarf Area Sus ects 9”7 Cuoan Crisis iessa es Mirestly
N .TPeE3.C LG JLo

31. Table VII attempts tao indiocate the staff area moat

" directly concerned with the subject of each message directly
addrassed Lo the JC8, and thereby, the Jalnt Stalf office
(3.1, I-2, J+3, eto.) moet concerned. More specific break-
downs were attempted for stalf areas three throuzh five and
have been recorded in Table VII whenever more than two mes-

sages were counted in a subcategory.

32, Table VII indicates that 2imost half of all messages
rectived were lntelligence reports, [ﬁ?st of these were the
MERSHIP and submarine search reports regussted by the Joint
Staff for force following, and were gent to J-3 for action.

As a result, 90 percent of all messages directly addresased

to the JCS concerned the J-3 area of staff operations.{ Three-
fourths of normal operationa messages concerned readinesa,

and movements and change of operationsl control (CHOPs) of
forces, Logistic support, policy and communications mes-
sages followed in number received in that order. ifhe number

of intelligence mesaages other than MERSHIP and aubmaringl

1Fox' an analysis of the naval guarantine of Cuba, seg Enclo-
sure A, op. cit., Chapter V¥, "The Naval Quarantine.’
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TABIE VII. Staff Area Subjects of Cuban Crisis Messages Directly Addressed to JCS
NUMEER QF MESSAQGES
NOTIFICATIONS TO JCS REQUIREMENTS ON JCS
STAFF Coordl-  Status Concepte
AREA Total Orders Agtions nation of ol Opera- For For For
SUBJECTS Mecaages (iiven Talken Effected Forces tions Approval Actliona Guidance
Personnel 3 - - - 3 - - - -
Intelligence 480 - - - 479 - - - 1
Operations
Readinecs 250 3 10 1 179 5 1 - 1
Movements and CHOPs 12 i 10 2 g6 ~ 16 2 1
Flanning 38 5 1 2 - 6 IE 3 4 -
Misaion Assigrments A5 3 3 2 28 2 1 2
Exercises 5 1 - - - - 3 - 1
Logtaties
General 16 - - 2 - - a 4 2"
Alrlift 17 - b 1 6 - 2 T -
Sealift 'B - - - 1 - 2 2 -
Nuclear - - - - - 2 2 -
Policy +
General 3 - - h - - - 2 -
Public Affarrs 22 L 1 - 4 - 8 4 1
Forelgn Relations 11 - - - 8 - 3 - -
Communications 22 - 2 6 6 - 5 3 -
TOTAL 99592 17 28 17 810 13 71 30 13
Bp1us 5 correction measages,
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[;garch reports is surprisihgly small and indicates thak the
JB3 was not the reclpient of the vast majority of intelli-
gence reports whioh must have been aenéZ]

33. Thirteen percent of the messages conoarning operations
ware requirsments on the JC3, These requirement messages
made up 49 perownt nf all requirements laid on Joint 3tafr
offices, Twenty-four of the 38 messages concerning opera-
tiona planning placed requirements on the JC3. All of the
five messagesa concerning exerclses were requests to the JCS
to approve cancallation of esercisesa. More than three-
Tfourths of the 42 messages concerning loglsties were requesta
for JC3 assistance, aa were 18 out of 36 msssages concerning

policy.

MESSAGES RECEIVED BY THE JCJ AS INFO COPIES

34, One of the most important sources of information to
the Joint Staff aas to what 18 going on in the field and for
general aituational background is Info Coples of messages
pasaing bebtween ather military commands and ather U,3, gov-
ernment offices, Such messages are often used by the CINCs
and Services to inform the Joint Staff that JCS orders are
being implemented or how guldance 1s being translated into

actions,

35. These messages can be of c¢onaiderable importance to
the Joint Staff. [Epr example, CINCLANT's Operational Order
{OPORD) to subordinate units to implement quarantine zctiona
was passed to the JCS by Info Copy. The initial OPORD ine-
cluded POL as "war materials” subject to quarantine, This
waa brought to the attention of Deputy J-3 at 1330 on
23 Cobtober by & JBS officer, and OPNAV was contacted by
phone to get POL removed from the CINCLANT message, In thi%:]
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particular caset the matter had been caught and corr;cted
aarlier in LANTCOM and a revised QPORD issued, although this
was not known in the Joint Staf{ at the time. Naturally,

the first Soviet Bloc ship pasaing through quarantlne was
cerrying POL products,

Origin of Cuban Orisis Messages to JC3 as Info Coplas

36, Traffic in mesesages addressed to the JCS es Info Coples
during the initial phase of the Cuban orisis 1s recorded in
Table VIII by meseage originators, Forty-three percent of
these measages were sent by CINCLANT or his subordinate com-
manders, Traffic from USAF offices (including CSAF, MATS,
SAC and TAC) was the second largest grouping, 20 psercent of
the total, There was relatively even distribution of mes-
sages among the other CINCa and Services, In total, mes-
sages sent by 38 offices are on file for the first eleven
days of crisis operations, One of the facts of most interest
in this table i3 the relatively small number of State mea-
sages sent to the JCS for their information.

Types of Cuban Crisis Messages to JCS as Info Coples

37. Table IX presents statlstlcs concerning JCS Infa Copiles

¢lassified according to message type. The same categories

of mespage btypes were utilized in the preparation of Table

IX a8 were applied to the atatistical analysis of messages
dir=ctly addreased ko the JCS.1 However, the significance

of the omategorization of mesaages as "requests' is quite
different. In thia instance, JCS Info Copy requests are
requaests [rom suberdinate commanders to theilr immedlate
superiors for approvals, actions and guidance, Unlike

the "requeats" tabulated in Table V, they do not

‘See Table V, page 17.
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TABLE VIII. Origin of Cuban Crisls Messages to JCS ag Info Coples

PRINCIPAL
OFFICES NUMBER OF MESSAGES SENT - BY DATE (OCTOBER 1962)

]
o]

QF ORIGIN 8-17 19 20 21 22 23 24 25 26

LIYOES 40

TAC/AFLANT

CINCLANT

Embassies and Attaches
CINCLANT Ships
CINCLANTFLT

CSAF

CNO

C3A

CINCONAD

CINCPAC

CINCSTRIKE

CINCSAC

COMATS

CONARC/ARTANT
CINCFMFLANT

CINCARIB

14 other Navy Offices

6 Other CINCLANT Offices
11 Other USAF Offices
Other DOD Offices
Othey CINCEUR Officees
Other State Offices
Other Army Offices
Other CINCPAC Offices
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conztitute reduiremente on the JC3, As far as the'Joint
Staff is concerned, then, the "requests" tabulated in Table
IX are 31mply notifjications about the types of problems
being dealt with by subordinate commanders,

TABLE IX, Types of Cuban Crisis Messages
to JC3 as Info Coples

MESSAGE TYPE NUMBER OF MESSAQES
Orders given 194
8tatus Reports 102
Coordination Effected 55
Requeats for Actions 28
Requaests for Approvals 22
Actiona Taken 19
Concepts of Cperations 12
Requesats for Guidange 10
Masgage Correction 1

TOTAL 443

38, It ia apparent from Teble IX that the largest category
of JCS Info meseagas are notifications of orders given by
subordinate commanders, Reports of Coordination Effected
are generally concerned with coordination of actlions Bpeqifi-
cally directed by the JCS, Thus, they serve the purpose of
elimineting the praparation of a separate report to the Jes
that the coordinating action is being carried out, Status
reports passed on to the JCS as Info Coples are generally of
similar format and content to gpecific reports which the Jcs
had asked for from the CINCs. These status reports are sub-
mitted sometimea in lieu of & separate specific report by

the CING, as are Info Copy reports of Actions Taleen,
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Operdtional Subjects of Cuban Crisis JC3S inro COQxfﬁasaages

39, JCS Info Coples are tabulated in Table X by the opera-

tional subject of each message.

TABLE X, Operational Subgecba of Cuban Crisis JCS
Inio Copy Measajes (8 to 28 October 1962)

SUBJECT OPERATION NUMBER OF MES3AGES
CQuarantine 121
Invasion (OPLANs 314/316) a1
Tactical Air (OPLAN 312) T9
Alr Defense 32
Latin America 20
Transport 18
Guantanamo Deflenae 17
Strategic (SIPP) 13
Europe 13
Mobilization of Reserves 9
Overall U.,S. Command and Control 8
Soviet Bloec Cuban Actions 7
Reconnelssance T
JUWTFA T
Counterinsurgency L
Pacifio 3
CINCNELM Area 1
U.8. Porces Yorldwide 1
Africa 1
Correction Message 1

TOTAL 443

o

40, The table indicates that the subject of the largest
1 1

number of messages waquuarantine operations. More than

one-third of the Info Copy messagea conecerned prsparations
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[
for implementing Emcmm OPLANa 312, 314 or 316] Mossages

concerning air defense cperations are the only other group
amounting to &8 mach as 5 percent of the total Info Copy

traffic.

[éfaff Arna Subjects of Cuban Crisis JC3 Info Copy Measages

41, 8tatistical information concerning JC3-Info messages
i3 presented by operational subjects for the staff arsas
affected in Table XI, Almost all of the messages in Intelli.
gence were operational information, marked for J-3 cognizance.
Thua, Operations was concerned with more messages than all
other staff areas combined, The primary staff area subjects
of JCS Info Copiea were Intelligence, Mission Assignmentsa,
Force Movements and CHOPs, MERSHIP and eubmarine search
looation reports made up half of all intelligence messagse
received es Ihro Copies., Ona-third of all forece movement
and CHOP reports copncerned preparations for invasion opera-
tions. Misslon asaignments reported were chiefly for quar-
antine and tactical air operations., Three-fifths of J-5 area

Info Coples concerned quarantine cperatione,

42, The staff area of Loglstics was of concern in 14 pera
cent of the total number of Info Copy messages recelived,
Polloy messages made up 12 percent of total coples, and com-
mupications, & percent, Invasion operations caused the only
significant amount of Info Copy traffic in the staff area

of Personnel,

Readdresaing of Cuban Crisis JCS Info Copy Messages

43, Twenty-one percent of the initial phase JCS Info Copises
filed by the JBS were not originally addressed to the JCS,
These messages were elther readdreassed to the JC5 by one of

the message reciplents or forwarded from one of the Service
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TABLE XI. Steff Area Subjects of Cuban Crisis JCS Info Copy Messages

2 s
=] s
o o
2 )
tg STAFF NIMBRER CF MESSAGES ON PRIMARY OPERATIONAL SURJECTS g
E AREA Quar-  Inve- Tactical Alr  latin Trapa-  GTMO Mobili- Overall E
SUBJECTES antine sion AMr Defense America  port Defepae  SIOF Burop=an 2zation C&0 Others .Total
Personnel - 10 1 - - - 2 - - - - - 13
Intellagence 37 2 1 2 L - . - T 7 - - 1L n
Operations
General - - - - - - - - - - - 1 i
Readiness 13 b 7 1 - 1 - - - 3 2 b 35
Movements and CHOPs 2 23 n 1 1 L 6 1 2 2 1 3 a7
Flapning 9 11 T - 3 - - - 3 - 3 ks
Mission Assignments 25 3 25 5 - 2 2 3 1 - - 2 68
' Exercises - - - - 3 - - - 1 - - - 'S
Al
o Loglstics :
1)
General - 3 6 2 - - h - - - 1 2 15
b1 5% ALrIIfE 1 11 9 1 - L L - - i - 2 33
238 Sealift - 6 - - - by 1 - - - - - 8
g g Nuclear - - - 1 - - - - 1 - - - N
[F= _
— E‘; : Policy ==
N ! @
& a Puklic Affairs 9 2 2 1 - - - - - - 2 1987
G b Foreign Relations 21 - - - 10 - 1 - - 1 33
g Commintcations 3 3] & 1 b - - - 1 - 4 2 26
= &
A TOTAL 1ng a 79 12 19 18 17 13 13 9 8 g yyp?
= 7
= f=
'_;} ®Plus ope correction message. I:.T,"
T ————— e e
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war rdoms per JC3 request uhrnusﬁ message center SOPa. The
sources of these readdressed Info Coples are shown in Table

XII.

TABLE XII, Headdressing of Cuban Crisis JC3 Info
Copy Messages {8 to 28 October 1962)

NUMBER OF MESSAGES

READDRESSING OFFICE READDRESSED TQ JCS
Army War Room 28
Navy Flag Flot 27
CINCLANT 19
Air Force Command Poat 15
CINCARIB 1
CINCPAC 1
CINCEUR by
COMPIFTEEN 2

TOTAL 93

44, These readdressed Info Coples vere a very important
source of JBS (and JC8) information, Four of the five earli.
eat meesagas {dated 8 to 16 Qutober) concerning preparations
for Cuban c¢risis operatlons were readdressed to the JCS
after the sugmented Cuban Wateh went into effect on 18 Octo-
ber, Two messages origilnating on 22 and 23 October were re=
addreased and received by the JCS on 25 and 28 October, at which
times they were still of enough intereat to be immedilately re-
addreased by the JC3 for transmission to the White House, Twelve
other readdressals were forwarded te the Wnite House prior to 28
QOctober. It appears that, in cases whers resddressals were
required, procedures for getting certain key information from
the field to the JOS caused considerable delay.l

1Data on delays in transmission of messages other than read-
dressals dre found in paragraphs 122 to 128,
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JCS-IN REQUTREMENTS MESSAGES
45, For the period through 28 October, all JCS-In messages

in the JBS filee placing requirements on the JCS, as well as
some additlonal incoming messagee located through references
to them in JCS-Out measssges, have been abstracted and c¢las-
alfied as part of the analysis of Joint 3taff actlons during
the Cuban crisis, These requirements messeges have heen
sorted by date, by office of origin, by operational subject
and by staff area affected in the tables which follow,

grigin of Cuban Orieis Messages Placing Requirementa on JCS

46, Table XIII indicabes the sources of requirement mas-
sages by date of mesgage origin., Requirements were placed
on the JCS by 18 offiees, with CINCLANT responaible for
originating half of the total. The peak of activity wasa
reached 22 Océober, but more than 10 requirements for JCS
action originated each day from 19 through 24 Oocteber, The
9 and 11 October requirements were staff actions underway
when the crisis situation broke and, like several later re-
quirements, were significantly affected by crisia operationa

plannins.1

Operational Subjects of Cuban Crisis Messages Placing
equirements on S

47, Table XIV examines the operations which were subjeots

[igf the requirements messages, JCS actions concerning tacti-
cal air operations in preparation for OPLAN 312 made up the
largest requirement subject, These messages ware concen-
trated in the 19 through 23 October period, in contrast with

requests for JCS actions concerning invaslon preparations '

IFor a deaeription of some of the problems imposed on the
Cuban Battle Staff by messages requiring action, see Enclo-
sure B, "Procedural Analysis of J-3 Command and Control
Operations,” Appendix A, "Coordination of Staff Action."

Appendix A to
Enclosure €

TOPMFCRET

TOP_SECRET - 52.



s Ol

Lay

4IYDAE 40

5 sansofoug
o3 ¥ xIpuaddy

TABIE XIIT.

Origin of Cuban Crisis Messages Placing Requirements On JCS

PRINC I pAL NUMBER OF REQUIREMENTS MESSAGES - BY DATE (OCTEER 1962) N

OF ORIGIN 11 17 8 19 20 21 92 23 24 25 26 27 28 Totals
CINCLANT 1 - 1 2 5 10 6 18 7 4 2 3 2 66
CINCONAD - - - 1 1 1 2 3 2 2 - 1 - b SRS ¥
CINCARIB - - - - - - 2 2 3 1 1 3 - 13
CINCEUR - - - - 1 1 1 2 2 - 1 - - - 8
CINCPAC - 1 - - - - - 1 1 1 - - - 1 5
CINCSAC - - - - - - - 2 - - 2 - 1 - 5
CINCSTRIKE - - - - 2 - 1 - 2 - - - - - 5
JACE - - 1 - - - - - - - 1 - - - 2
JTF-8 - - - - - - - - - 2 - - ~ - 2
NSA - - - - - - - - - 2 - - - - 2
0Sh/ASD/PA - - - - - - - - - 2 - - - - 2 .
Others (1 each) - - - - 1 1 - - 1 2 - - 1

TOTALS 1 1 2 3 10 13 12 28 18 16 T 8 3 9 131

IHHOHES dOd




o TABIE XIV. Operational Subjects of Cuban Crlals Messages
% Placing Requirements on JC3
4
§ OPERATIONAL NUMBER OF REQUIREMENTS MESSAGES - BY DATE [OCTOBER 1962)
SUBJECT 9 13 37 18 19 20 2) 22 23 24 25 26 27 28 Totals
Tactical Air {OPLAN 312) - - - - 3 b 5 T 3 - - - 2 1 25
Invesion (OPLANs 314, 316) 1 - 1 1 k| 6 -1 4 % 2 1 2 - - 24
Alr Defense - - 1 2 1 2 2 7 2 2 - 1 - 2 202
Quarantine - - ~ - - - T4 3 y 2 - - 1 15
Strategic (SIOP) - 1 - - - - - 3 1 - 2 - - _ 7
CINCARIB Arex - - - - - - - 1 1 - 2 4 1 &
\.': Counterinsurgency - - - - - - 1 - 1 1 1 1 - - 5
= Mobilization of Reserves - - -~ - 1 1 - - - - - - - 2 4
‘ Furopean Area - - - - 1 - - 1 1 - - - - - 3
Guantanamo Defense - - - - 2 - - 1 - - - - - - 3
o Latin fmerican Ad - - - ’_“— - - - 1 - - - 1 - 1 3
o] Nuclear Testing - - - - - - - - - 2 - - 1 - 3
85 Pacific Area - - - - - 4 - - 1 1 - - <« 1 3
jf ax CverallU.S, Command & Contrd- - - - - - - - - 2 - - - 3
o Transport - - - - 1 - - - - - 1 - - 3
e Cuban Intelligence - - - - - - 1 - - - - - - - 1
meonventional Warfare - = - - - - - - - 1 - - - - 1
TOTALS 1 1 2 3 10 13 12 28 18 16 i g9 131

£
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{Epich'ware spread out ov;r the entire peri&d Examinéh. TwWo-
thirde of all the requirements concerned OPLANs 312, 314,
316, air defense amd quarantine operations, Actions requested
of the JC3 on the mubjects of gquarantine, CINCARIE support,
counterinsurgency, Labtin American asslstance in quarantine
operations, and oversll command and control, originated after
initial declslions were made and U.S. preparatary actions
Ware well underway, Similarly, the effect of Cuban opera-
tions on U,8, nuclear teating and Pacific operations caused
later stage requirement massage;Z]

Staff Area Subljects of Cuban Crisis Messages Flaging
Hequiremsnts on JCo
48, Table XV indicates the staff{ area affected by require-

ments messages for(ggch of the major operational subjects
requiring Jolnt Staff action. Thirty-nine percent of the
aotion requirements concerned the J-3 staff area of opera-
tions, 30 percent concerned loglatic suppert, 10 percent
policy, and 12 percent communicationa. Regquests for actions
ooncerning lorce movements, CHOPs, and planning made up the
majority of J-3 area requirements. Requests for alrlift
ware responsible for the largest single subject within the
general catagory of loglstica. The largest number of prob-
lems with regard to public affairs were brought up in con-
nection with invasion preparations and quarantine operations,
Tactical alr and invasion preparations cauned Fhe largest
number of requests for logiatio support acticns, Almost
three-quarters of the alr defense requirementas vere staffed
within J-3, One-third of the qQuarantine problems concerned
interpreting rules of engagement in order to define misaicn
agaignmenta., More than half the SIOP requirements crncerned
nuclear suppert for atrategie readiness. All of the CARIB
area requeats were for loglstic and communications auppor{i&
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g TABLE XV. Staff Area SubJects of Cuban (risis Messages Placing Reguirements on JCS g
44 a
§ NUMBER OF REQUIREMENTS MESSAGES ON PAIMARY OPERATIONAL SUBJECTS ftz:i
a STAFF Counter- Reserves E
>3 AREA Tactl- Alr Quar- CARIB insur- Mobili-
SURJECTS cal Alr JInvasion Defense antine 310P Area gency zation Qther Totala
Personnel - - - - - - - - 1 1
Intelligence - - - - . - - - 1 1__
Cperations
Readiness 1 - 1 - - - - 1 1 i
Movements and CHOPs 4 - T ~ 1 - - 2 y 18 .
Planning 2 5 6 2 - - - 1 1 15
‘ Mission Aasignments - - 2 5 - - - - 1
W Exercises 3 1 -~ - - - - - - 3
[#}
N Logistics
general 5 3 1 - 1 3 1 - - 14 ~
8z Adrlaft 13 2 1 - - 1 1 - 3 2
&8 Sealiflt - 4 - - - - - - 1 5
-] Punding 1 - - 1 - - - - - 2 .
ag Nueclear Support 1 - 1 - 4 - - - - 6 |
% .
= ° = Pollcy =
9 ey 3
-, o General - 2 - - - - - - - 2
Public Affairs 2 5 1 T - - - - 1 16
Foreign Relations - - - - 1 - 1 - 3 5
Communicationa 2 2 2 - - 2 2 - 6 16
TOTALS 25 24 22 15 7 6 5 } 23 131 ?
=3
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TOTAL TNCOMING MESSAGES |
49, In summing up information flow to the Joint Staff by

telegraphic messages, & comparison of messages directly
sddressed to the JCS and those received as Info Copies will
serve to point up the scurces aof Joint Staff data. Since
recelps of the Info Coples involves significant desay over
recelpt of messeges on which the JCS 1s & dipect addressee,
tho tlmeliness of data sources also 1s indloatad in these
comparisons, Compariscns by the office of origin, by opera-
tional subjects, and by staff-area subjects are made in

Tablea XVI, XVII and XVIII, respectively.

{:éources of Incoming Cuban Crisis Message Treffic
50, Alreraft reports of MERSHIP slghtings and submarine

search reports were directly addressed to the JC03 along with
10 to 20 other pricrity addressees in a Joint Starf approved
Address Indlcator OGroup, Table XVI indicates the exvent of
such reports from SAC aircraft, CINCLANT ships and
COMASWFORLANT. Those CINCa participating directly in Cuban
operationsa and Chlef-of-Staff Army kept the Joint Staff
informed with an average of ane Info Copy for every two
diractly addressed messages, Those CINCs only indirectly
affected by Cuban operations (AL and NELM), dealt with the
JCS only by direct addressings. Offices subordinate to the
dirsctly participating CINCs, to the CSAF amd to the CNO,
kkept the Joint Starf informed very largely through Info
COpies.1

1See Enclosure D, “"Analysis of Command and Control Functions

of the Service War Rooms and Their Interrelationship with
Joint Staff COperations.,"
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TABLE ¥VI.

Crisis Mesgage Traffle

Sources of Incoming Cuban

| T@MCRET

—

PRINCIPAL NUMBER OF MESSAGES
OFFICES irec nfo .
QF ORIGIN Addreasee Capy Total
SAC Alrcraft 233 b 234
CINGLANT Ships a6 32 243
CINCLANT 108 43 151
CINCSAC €5 11 76
CINCONAD/NORAD 50 15 65
Embassles and Atbaches 4o 36 76
08 Army 33 16 49
CIA 3l 0 31
CINCPAC av 14 4
CINCARIB ' 25 8 33
CINCEUR 21 25
CINCAL 17 Q 17
CINCSTRIKE 17 12 29
COMASWFORLANT 12 6 18
CINCNELM 12 o 12
OSD-PA 11 2 13
COMATS 10 11 21
TAC/AFLANT 6 bg 55
CINCLANTFLT 5 28 33
CSAF 7 28 35
CNO 1 17 18
Others 57 110 167
TOTAL 1004 443 1447
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Operational Subjfects of Incoming Cubsn Crisiu Message Traffic

51. Similar relationships are evident in Table XVII, in
that;
&, CINCAL, CINCNELM and worldwide operations were oo-
ordinated almost exclusively by direect addressings to the

b. Operations subordinate to major U.S, Cuban actlons
wera coordinated chiefly through Info Copies to the JC3;
and

&. Primary Cuban actions resulted in 20 to 45 percent
of all messages on these subjects beling reported to JCS
by Info Copy.

Qut-of-pattarn large percentagee of Info Copies concerning
Tactleal Alr and European operations appear to be due to
CINCAFLANT's basic chains of command to CINCLANT and of
gupport to CSAF, and of 8 relatively large number of sub.
ordinate CINCEUR offices directly contacted by Washington

offlces concerning Cuban crisis operations.

Staff Area Subjects of Incoming Cuban Crisia Message Traffic

52. Table XVIII indicates that intelligence, readiness,
and movement and CHOP reports, all to J-3 aceount for 81 per-
cent of all direct addressings to the JUS. All obher staff
area subjects consist of at least as many Info Copy reports
ap measages directly addressed to the JC2. If the assump-
tion that direct addressings keep the Joint Starl better
informed than Info Copies 18 valid, J-1, J-4, J-5 end J-6
were less "current" on developments connected with thelr
areas of responsibility than was J-3. The Operaticns Direc-
torate itself was leas informed on planning and mission

asgignments in the field than they were on the status of

forees,
Appendix A to
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TABLE XVII., Operaticnal 3ubjects of Incoming Cuban
Crisia Message Trafflic
FAIMARY NUMBER QF MESSAGES
CPERATIONAL Direct Info
SUBJECTS Addressee Copy Total
Quarantine 547 121 668
Invaalon {OPLANE 314/316) 98 81 179
Air Defense 65 3a 97
Strategic (SIOP) 63 13 76
Soviet Bloc Cuban Actions 37 7 4y
Tactlcal ALr (OPLAN 312) 33 79 112
Pacific 32 3 35
Europe 21 13 34
Counterinsurgency 17 y 21
CINCAL Ares 17 0 17
Transport 13 18 31
CINCNELM Area 11 1 12
Guanteanamo Defense 10 17 ar
Overall U,S. Command & Control § 8 17
U.S. Ferces Worldwide 7 1 8
JUVTFA 6 13
Reconnaissance 5 T 12
Latin America 5 20 25
Mobllization of Reserves 3 9 12
Africa 0 1 1
TOTAL 9998 b2 1441

8plus 5 correction mesgages.
hPlus 1 correction message.

- 60
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Status ol Porees Reports oo

53. The types of measages in %erms of functiong performed
Wy the massages {e,g., authorizations, approvals, requirs-
ments, ebte,) are not directly comparable between Dirsct
Addressin;n and Info Coples. However, in total, 63 percent
of 211 incoming messages were notifications concermng the
status end sotions of friepdly and poteptial enemy forces,
Mogt were formatted reports, and initially, largely in the
JOPFEP series, Early in crisis planning, JOPREP8 were re-
quested avery six hours bto help keep the Joint Staff informed.
Additional 8ix hour reporta were ordered beginning 22 Qctobar
to cover all movements concerned with Cuban erlals operationa.
Other specialized reports were subsequently requested to
cover MERSHIP and Soviet submarine activity. A breakdown of
these categories of notilications received by Direct Addrese-

ings and Info Coples i5 recorded below.

TABLE XIX, 3tatus of Forces Reports

NUMBER OQARIGINATED THROUGH

JOPREP Reports = chggEH
Intelligence 114
Ail Othera 139
Attache and Embassy Reports 52
Alrlift Qrders - 11
Total Normal Reports 316
MERSHIP Sightinge by Airerals 235
Submarine Seareh Reports 133
Ship SITREPa and R1TSUMs 113
Movement HReports 71
Ship Orders and Intercept Reporta b4
Total Specisl Reports 556
QRAND TOTAL g1z
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! 54, An attempt'ﬁaa been made in Table XIX to-‘separate the :
types of reports normally receivad and processed in the

Joint Staff from those specifiocally required by the Cuban
erlisies situation. It appears that the spesial orlsis-related
reports nearly tripled the volume of reports zvailable to

the Joint Star?,

JOINT STAFF CUBA ACTIONS

55. The firs% half of this Appendix has been concerned
with the flow of infermation toc the Joint Staff., The re-
mainder is conoerned with Joint Staff actions taken and the
end-product results of these actiona. No actlion records
per se have been made avilable, 80 aotions taken have been
daduced from various products of these actiona, Data ana-
lyzed include ,JCS "Cubsa Greens”, JBS records of miscellanecus

Director's memoranda (e.g., J-3Ms) and JCS-Out messages.

CUBA QHEENS

56. Most of the short-term JCS Cuba actions requiring
formal staffing were reported in the 2304 series of JC3
papera.[:; amell number of longer range ataff ebtudles, such
as review and approval of contingency plans for Cuba, wWere
Esffloped in the JC5-2018 aeries.l Thae 2304 serles has been
inrdividually reviewed, and a surmary of each Cuba paper in
the series is babulated at the end of this Appendix as
Annex A. Thils annex reflects the offlee requesting and the
office taking Joint Staff action, the time required, and any
action assigrment resulting from sach paper of the JCS-2304
serlea developed from 12 October through mid-December,

“See Enclosure A, op. eit,, Chapter I, "PFrecrisie Military
Contingenoy Planning,
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57. Of: the 53 Jos "Graeﬂs" summarized, 21- repulted in i
formal submiseion to the Secretary of Defensa for informa-
tion or astlon, Seventeen resulted in astion assignments

on Joint 3Jcaflf ofrioes, and seven in action assignments on
Service Chlefs, Eight of these JCS papers resulted in JCS-
Cut messages, in most cases assigning aoction of some type to

a CINC.

58, The data available are too spotty to say much about
the requirement origins, etaffing offices, or decislon levels,
or to say anything meaningful about time required in the Joint
3taff, Howaver, on the assumption that requirements were
received in chrenclogiocal order, the number of agtione being
considered in the Joint Staff (i.e., in some phase of staff-
ing} has been graphed in Figure 3 to indicate tha shape of
the Cuba "rebns" staffing effort over the duration of JBS
operations, High levels of astivity are appsrent for 22
through 29 Ogtober, on 6 Novembar, and 14 through 20 November,
The fact that at least five JCS "Greena" ceoncerning Cubz were
in soma phase of gtaffing from 20 Ooctobar through 27 November

is also of some interest,

MISCELLANEQUS STAFF ACTION RECORDS
59. Aa part of the JBJ filea, records of miscellaneous

staff astlons were maintained. As for the Cuba "Greens",
thesa records provide a scurce of data as to ataff aotions
raquired during the Cuban erisis, A review and tabulation
have been made and a summary for each paper 1s listed at the
end of this Appendix as Annex B, OQf the 53 records maintalned
in this file, 36 are records of J.3 mctlons and eight are J-5
actiona. -Ten records are of actione ooncerned with staffing
in JC3S-In messages and resultant JCS responses, Ten of the
J-3 sotions resulted in “J-3M papers” and 12 resulted in "J-3
Opa"™ papers,
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60. An attempt was made éo illustrate an expdcted increase
in J-3 memoranda during the period of greatest cCuba staff
eobivity by plotting J-3M numbers against time, The results,
however, were nearly & stralght line over the months of Ooto-
ber and November 1962, _8ince the J-3Ms pertaining to cuba
made up only about 5 percent of those issued, the graph
appears %o indicate that there is a nearly continuous equal

production of J-3Ms, This number 14 largely independent af the
"srash” actions ¢f the moment, This implles that within J-3,

ariola eituationa change the subject matter but not the volume

of production,

JC3-0UT MESSAGES

61, JCS-Cut messages represent a formal end~product of
Joint Staff actiona. Information has been received giving
the backsroun& on a gituation, a requirement for staff ac-
tion has been submitted or implied, and the requirement has
been recognized within the Joint Staff, Staff action is
taken end a draft message is prepared, coordinated, approved,

and transmitted as a JCS-0ut message,

62. Background information leading up to JCS-Out messages
13 received from many sources, one of which 1s the ilncoming
measage traffic previously rBported., Other sourcea include
formal support frem the Services, telephone calls, and brief-
ings and perscnal conversations. These sourcse have not
been studied for Cuban crisls operations, and thls paper is
confined to analyais of the extent to which formal incoming
mesgages determined and affected JOS-Out messages.

63, A good deal of informaticn with regard to Joint Staff
operationa oan be obtained from analyeis of JCS.out messages,
The remainder of this Appendix will examine the nature of
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staffing problems 'and actions resulting in Jts-0ut messages,

a8 indicated by the measages themselves.

64. Flow of JOS-Out messages by date for lhitial phase
Cuban crisis operations is examined in the next two tables.
Table XX examines Cuban orisis message traffic relastive to
total J0S-Out traffie during the pericd.

TABLE XX, Cuban Crisis Message Trafflic Relative Lo
Total JCS-Out Message Traffica?lﬁ te 2B Octeber 1962)

NUMBER OF JC3=-QUT ME3SAGES

umber
DATE Total conmc::-xnnng
OCTOBER 1962 JCc3-0ut Operations
16 10 1
17 19 2
18 ! 18 4
19 38 14
20 9 6
21 28 26
22 45 28
23 35 21
24 %] 21
25 32 12
26 39 17
27 24 18
28 2 a6
TOTAL 358 186

65, This table indiocates that-Cuban orisie operations be-
came the prime subject of all JCS-Cut traffic on Saturday,
20 Qctober. Handling of preparations for Cuban operations
made up 93 percent of the Qut massages the following day,
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)
as Jeint Staff general offices began‘a Aaven-day weak senior

ataff Cuban Watch. The inoreases in JC3-0ut mesaages on
Friday, 19 October, Monday, 22 Ootober, and Friday, 26 Ooto-
ber, do not appear to be even indirectly related to Cuban
operations, These traffic inoreases are probably normal
and-of-work-week and accumulated weekend Joint Staff busie

nesas.

Ei;ﬁ.[éhere 18 no olear concentration of Joint 3taff sffort
on any one subject of Cuban operatlicns overtime, as seen in
Table XXI. There was a slight emphasis on air defsense of
the southeantern 1,3, and key Caribbean installations (in-
cluding the Panama Canal) through 19 Cotober. But prepara-
tion ror implementation of OPLANS 312 and 314/316 (tactical
air and invasion operations) were the most frequent message
subjects from iabe on the 19th, daily through 2l Qectober,
Tha "lateness" of formal JCS communications ooncernlng
quarantine (blockeda) opsrations is mpperent. JCS partici-
pation in reinforcing Quantanamo and evacuating dependents
was & middle time-phase follow-on to early emphasia on

defenses.

Addressing of JCS-0ut Messages
67. Tables XXII and XXIIY are concerned with the offlces

to which JCS messages were directed: to what extent they
were addrassees, and on what subjescta, As would ba expected,
CINCLANT was by far the largest reciplent of JCS-Out mes-
sages, being directly addreased on 56 percent of these mes-
sages, and kept informed of JC5 actions by Info Copies on an
additional 25 percent of the JCS-0Out traffic. (INCONAD wag
the next largest recipient of dirsoct addressings, being
aingle or co-addressee on 25 porcent of the JCS messages and
informed on 10 percent additional., CSAF was the segond
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TABLE XXI. Primary Operatiaonal Subjects of JCS-Out Messages
Cancerning Cuban Crisis Operations - By Date

HMBER GF MESSAGES SENT OF RACH OFERRATIONAL SUBJECT

DATE Inva- Mr Quar~ Tactical World- Counter- o0 Recon-

LTHOEE d0d

d .1,

NACE-IN)

-69.—

o sanaorsug
09 ¥ xypuaddy

Latin Miacel-
0Cr. 1662 aion Defense antine My wide S§I0P insurgency Defense naissance America lansous Total
14 1 - - - - - - - - - - L
17 - 1 - - - - . - L - - 2
18 1 1 - - - - - 1 1 - - y
19 5 5 - 2 - - 1 - - - 2 1h
2 3 - - 1 1 - - by - - - é
2 9 5 1 3 2 1 1 2 - - 2 26
22 & 3 (3 L L 2 1 1 - - 1 28
23 8 3 3 3 2 1 - - - - 1 21
2h 8 2 b 3 1 'I.. 1 - - 1 1 21
25 1 2 2 1 2 1 - - 1 1 1 o1z
a5 a 1 3 2 3 3 2 - - - 1 17
27 5 1 2 1 1 2 3 - 1 1 1 18
28 1 1 4 2 2 2 2 - - ‘1 16
TOTAL  bg 25 25 22 18 12 u 5 4 3 n 186
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TABLE XXII, Addreasing of JC3-Qut Mesaagas Concerning
Cuban Crisls (perations (15 to 28 Ootober 1962)

NUMEER OF TIMES ADDRESSED

gigggggzs Total Agdmggeg Adgre:;eea Oogigs
CINCLANT 150 62 k2 46
CINCONAD 58 16 27 15
CINCSTRIKE 58 4 29 25
CINCPAC 53 10 28 15
CINCARIB 53 i3 28 12
CINCSAC 50 1l 22 217
C3AF 70 4 32 3b
CSA 60 1 27 32
CNO 55 1 24 30
eMe S 0 23 2k
Total 8ingle Addressee Messages: 130

Total Multiaddressee Messages: 1]

Total Info Copy Messagest 146

Total "Exclusives": 9

Other Single Addressees:

AMEMB Honduras (for Lt, Qen. Burns) - 1 message
USARMA Honduras - 1 message
JUSMAQ Madrid - 1 message
COMATS - 1 message
U.8. CINCEUR -~ 2 messages
CJITF-8 ’ ~ 2 messages

8Tneciudes 12 mesasages to all CINCe and Services.
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TABLE XXIIY. Distribution of JCS-Out Cuben Crisis Massages to Primery Addresasees
By Subject Qperation (16 to 28 October 1962)

AMEER OF TIMES DIRECTLY ADDRESSED OF SUBJECT OPERATION

FRIMARY Inva-~ Alr Quar~ Tactical World- Counter= GTHD Recon- Latin Miscel-
ADDRESSEES sion Defense  actine Alr vide SIOP Insurgency Defense mnaissance Ameriea lsneous Tota)
CINCLART 32 6 20 5 18 - - - Y 3 - [ 1ok
CINCONAD 1 20 3 1 18 - - - - - - h3
CINCAREB 2 1 T -~ 17 - 8 1 1 ] - In
CINCPAC i3] 1 3 1 17 1 - 1 - - 2 38
Caar 3 4 2 1 1T - 5 1 - - 3 ,_,_____36
CINCSAD 1 - 3 - 18 9 - - 2 - - 33
CINCSTRIKE O 2 3 3 17 - - - - - - 33
Csa 3 3 2 - 17 = 3 - - - - 28
CHO 1 2 2 2 17 - 1 T - - - 25
o 1 2 2 - 17 - - 1 - - - 23

TOTAL &k 4y L7 23 173 10 17 8 6 5 n Lok

i
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wlargest tnformed office, receiving either by direct address or '
Info Copies more than one-third of the JCS-Out messages concerning
cuba, CINCs CONAD, STRIKE, PAC, CARIB and SAC, and the Service
Chiefs of Staff were all informed on roughly one~third of the
Cuban Cu¥ traffis, The CINCS wers generally direct addrepsees of
JC3=0ut messages, The Servioces received s slightly larger number

of JC3«Out meesages aa Info Coples than as direct addressings,

68, Twenty offices in all were directly addressed on the
JC8-0ut messages concerning the initial phase of the Cuban
erisls, and 43 other offices were sent Info Coples. Except
for one Info Copy to CINCAL and two messages to CINCEUR,
CINCs EUR, AL and NEIM wers recipients of only those mee-
sages sent "to all CINCs and Service Chiefa", Two of thess
messagas were among the nine “Exclusives" originated during
the period. All hut one of the "Exolusives" were sent prior
$o 22 Qotober 0300, and were largely prompted by extra secu-
rity precautions imposed on the Joint Staff,. Three of the
"Exclueives" were addressed "CJCS Sends'. All were eventu-

ally released to the JBS except for two "SACSA Senda",

69. Elaven of the twelve measages addressed to all CINCs
and Service Chiefa have been classlified in Table XXIII ams
referring to worldwide U,9, opsrations, The other meseags

was worldwide notice pf preliminary plans for the naval
"blockade™ of Cuba,

ne of these messages waa of speclal sig-

nificange from a procedural point of view, in that 36 minutes
after a TOP SEORET order teo implement MINIMIZE went out, a
seoond message followed, downgrading the order to CONFIDENTIAL.
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4(70.['me relative importance of CINCPAC as &n addressse
concerning Cuban orlals operations may not have been expected.
CINCPAC and CINCSTRIKE were called upon for|major augmenta-
ticn of CINCLANT foroes for invaslon preparations, bulld-up

of taotical alr and air trensport capabllities, and reinforce-
ment of Guantanamo defensqgi) CINCARIB nad special assignments
primarily tqlgfepara for counterinsurgency operations in Latin

America and in comnection with quarantine operations: Mg~

sages epecifically addressed to SAC dealt primarily with

Messages directly ad-

dressed to Service Chiefs were almost exalusively for coordi-

nation of oparations heing performed by their subordinate

command;:3

Purposes and Operationsl Subjects of JCS-Out Messages

71, JCS-Out measages are classified in Teble XXIV by the
types of messages sent and ere c¢ounte¢d by type for each
operational supjeet. It is apparent that almoat two out of
every three JCS-Out messages required action by recipients,
being either Orders Given or Approvals of recommended actions.
Notifications consisted of messages informing subordinate
commanders of actions taken by the JCS or Joint Staff to ¢o-
ordinate field activities. These actliona were usually in
responsa to & request from the fleld for airlift or for
augmentation of forces or equipment by tranafer from asnether
command. These oocordinating actions were required most often

in oconneotion with preparatlions for invasion.

.{Eé.[é;ports requested sre an indication of ths areas where
normal reporting methods were not providing satisfactory in-
formation flov to the Joint Staff, “Airlift Capabilities”
was one of these areas, JOPREP and speclal movement repor{E:l
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TARLE XXIV. Types of JC3-¢ut Messagea Concerning Cuban Crisis Qperations - By Subject

NUMBER OF MESSAGES OPF EACH TYPE SENT

OEg.{AD%%gflAL Orders Hotifi- Guidance Guidance Reports Disa
SIBJECT Given Approvals cationa Given Requeated Requested epprovala Tobal
Invason 21 12 9 4 1 - 2 49
Alr Y»fense ) ] 2 p) 5 1 - 25
Qua-gantine 13 2 3 - - 1 2
Ta.tlical A1r 8 L 2 1 2 2 3 22
Wwrldwide 6 - T 4 - 1 - 18
31op 3 3 2 - 3 2 1 12
Counterinsurgency S - 2 1 2 - 1 11
GTM0 Defense 3 2 - - - - - 5
Reconnaissance 3 p - - - - -
Latin America - - - 1 - -
Miscellaneous 3 4 1 - 1 - 11
TOTAL 73 Lo 30 14 13 8 186
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Yégre raquéated every 8ix hours (Lna{dad of daily) for forces
connactad with OPLANs 312, 314 and 316 and quarantine opera-
tions, or affeoted by these operations worldwide., Merchant
ship and subtmarine saarch reports have already been dlacussed.
Other speolal reports requested concerned tactical air and
alr defense operatlions, and were due to the extreme over-
loading of asoutheast U,3, air bhases and resulting redeploy-~
ments to obtein quicker reaction capabilitieEZX

73. Guidance requested was primarily in conneotion with
this extreme concentration of forc¢es and their resulting
vulnerahility. Although only eight messages were ¢laarcut
disapprovals of actlons requested, several of the Approval
messages modified suggestions from the field, or approved
requesats only in part., With the exception of guidance given
worldwide, the other ten Guidance Given messages were in
response to specifie requests for concepta of planned opera-
tlons, Apparently, most of the requesta from subordinate
commanders lor clarffications of JCS-Out meseages were han-

dled by telephone rather than by formal JC3-Cut messages.

Staff Area Subjects of JCS-Out Messages

T4. The Starf araa subjects of initial phase Cuban crisis
JCS-Qut messages are broken down by coperational subjects of
messages in Table XXV, Flfty-four percent of the JC3-Quts
were In the J-3 area of operations, and 20 percent of the
JCS-0ut messages concerned movements and CHOPs of forceas,
All messagaes concerning the subject of air defense were in
the Staff area of Oparations, and every operational subject
required at laast one message in the J-3 area. Egﬁa-third of
the JCS-Outs goncerning OPLANa 314 and 316 were concerned
with operational matters, and one-third with logistif:]
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g PARLR YXV. Staff Area Subjects of JUS-Out Messages Concerning Cuban Crisis Operations - By Subject Operation
. o
=
a NUMBER OF MESSAGRS ON EACE OFERATTONAL SUBJECT
; é AEEA Inva- AMr Quar- Tactical World- Counter- GBROD Becon- Latin Miacel-
: SUBJECTS eion  Defense aotine Mr wvide SIOP insurgency Defense paissance Amevica lapeous Total
Persommel 2 - -~ - - - 1 ., - - - 1 k
Intelligence 1 - - 1 8 - - - 1 - - 1
Operaticns
: Readinesa 'y 1 1 3 3 3 - - - - 3 18
Movements and CHQPs 8 14 - 6 1 3 - 2 - - 3 37
Planning y (3 1 1 - - 1 - 1 1 2 17
Mission Asseignments - L 7 - - - - - a - - 23
, Exercises 1 - - 2 2 - - - - - - 5
‘5‘\ Logiaties
! General 6 - - 1 - - 3 - - - - 10
Afrlife 5 - - - - - 3 a - - - 10
BE Sealirt b - - - - - z 1 - - - 5
2% Funding 1 - i - - - - - - - - 2
(<=1 Nuclear - - - 1 - 11 - - - - - 5
© o
5%
= 4 - Palicy
9 <, Public Affairs 9 - 2 5 - - - - - - - 16 .
G o Naticnal Palicy - - 2 - - 1 - - - - 1 4
Foreign Relations - - - - - - - 1 - 1
Ty Communieations 4 - 1 2 4 1 3 - - 2 1 18
(@
: =8 TOTAL 49 25 25 23 18 12 n 5 Y 1 n 186
o ‘
% L
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support. Ehese invasion 'preparation messaRgas !conoernins

logistics wade up more than halfl of all messages in the

logisticas area.

/EE?iZ%ﬁo-hhirds of the Out messages in the field of quaran-
tine operations were concerned with specific misalon assign-

ments, chiefly involving Rules of Engagement, Planning for

public announcemente concerning

ook the largest number.

of messeages in the JCS area of Policy. Two interesting mes-
sages from the point of view of procedures are in the Intelll-
genoce and Communications Staff areas. On 18 October, the

JCS had to authorize "release of spagisl intelligence plan-
ning information" for ugse at aircrew level for OPLAN 312
planning. Secondly, on 21 October, J-3 had to authorize

MATS to use no}mal flight plan and movement messages in con-

nection with airlift of thaisth mﬂ

Security Aspects of JCS-Cut Mesmages

76. The last two messages referred to reflected sdeourity
problems arieing in the initisl phase of Joint Staff Cuban
erisis operations. Table XXVI illustrates the high degree
of security reflected in claasification of JCS-Out messages
concerning the initial phase of thils crisla,

T7. Up until 20 Catober, two-thirds of the Qut messages
concerning Cuban operations were clasgified TOP SECRET,
This percentage inereased until 23 Cotober, when it dropped
to one-third TOP SECRET after the President's address.
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' TABLE XXVI. Security Classification of JCS-Out A
Cuban Crisie iMessages

NUMBER CLASSIFIED A3

0CT. 1962 JCI.0UT  SEORET SRCRET __ DENTIAL _ SIFIED"

16 1 1 - - -
17 2 1 1 - -
18 4 3 1 - -
19 14 9 3 2 -
20 6 Y 1 1 -
21 26 21 3 2 -
22 28 23 2 3 -
23 21 8 20 1 2
ah 21 6 11 3

25 12 5 1 2
26 r17 3 & 4

a7 18 6 10 2 -
28 16 5 6 2 3
TOTAL 186 95 58 21 12

Staff Preparatlions of JCS-Out Massages
78. Tablea XXVII through XXIX are cancerned with acme of

the staffing functicns performed in the generation of JC3-
Out meesages oconcerning Cuban crisis aperations. These
tables and aocompanying discusajon reflect information
recorded in the messages themselvea: who "sent" the message
(1.e., directed that such a meesage be sent), who drafted
the baaic message which wae subsequently acoepted or modified,
and who reviewed and approved the final draft for transmlis.
sion. Purther detaills of staffing, such as ccordination
effected 1in developlng the draft and obtailning approval, are
not normally recorded on the file ocopy, nor are records of
messages staffed in varying degrees but never sent. (For
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TABIE XXVII.

Actlon Officers for JCS-Out Cuban Crisis Messages, By Message Senders

(,‘;ﬁ'ﬁg"m, NUMEER OF MESSAGES ORDERED BENT BY
OFFICER cJCs Jcs DJS VDI J-3 J-4 J-5 J-6  SACSA SAMAA  TOTAL

cJcs 2 - - - - - - - - - 2
nJs8 - 30 1 - - - - - - - 31
vora - 9 - 1 - - - - - - 10
J-3 - 3 - - 1 - - - - - 4
J-4 - 1 - - - - - - - - 1
J-5 - 1 - - - - - - - - 1
SACSA - 2 - - - - - - - - 2
Secretary JC8 - T - - - - - - - - 7
ocJcs 1 - - - - - - - - - 1
onJs - 5 1 - - - - - - - 8
CNO - ] - - - - - - - - 2
OPNAV Staff 1 8 - - - - - - - - 9
J-1 Staff - 3 - - - - - - - - 3
T-3 Staff - 22 2 1 33 - - - - - 58
(-} start - 1 - - 3 - - - - 11
35 Statt - 6 - 1 - - 2 - - - 9
J-6 Stare - 2 1 - 1 - - 8 - - 12
S4>SA Statf - 6 1 2 - - - - 7 - 16
SMMAA Staff - - - - - - - - - 1 1

TOTAL 108 6 5 38 T 2 8 7 1 186
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TARLE XXVITI. Ackion Officera for JCS-Out Cuban Crisls Measages, Ry Operational Subjects

3
B
ACTTON NUMEER OF MESSAGES DRAFTED OU SUBJECT OPERATTON §
(DRAFTING) Inve- Mr  Quarw Tactica)l World- Counter- GIMO Recon- Latin  Miseel- E
QFFICER sion Defense antina Ar vide SI0P ingurgency Defense nnissspce America  laneous  Total
cJcs 1 - - - 1 - - - - - - 2
DJ3 10 3 L 5 b 2 1 1 1 - - 3
s 2 .3 2 2 - - - - - - - - 10
J-3 2 1 - - - - - 1 1 - - b
J-b 1 - - - - - - - - - - 1
J-5 - - - - - 1 - - - - - 1
SACSA - - 1 1 - - - - - - - 2
Secretary JC3 - - L 1 - - 1 - - - 7
0CXS - - 1 - - - - - - - - 1
onJs 3 1 1 1 - - - - - - - 5
cHO - - 2 - - - - - - - - 2
OFNAV Staff 1 - 8 - - - - - - - - 9
J-1 Stafe 1 - - - - - 1 - - - 1 3
J-3 Stefr 1 12 b 3 1 9 - 2 1 - 5 58
J-b Starr & - - 1 - - 1 - - - 3 1
J-5 Stafe L - 1 - - - - - 1 2 1 9 .
J-6 Stage 3 - - 3 1 - 3 - - 2 - 12
SACAA Staff 5 - 1 5 - - 4 - - - 1 16
BAMAA Staff - - - - - - 1 - - - - 1
ToPALs b9 25 25 22 18 12 1 5 L 11 186
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PABLE XXIX. Types af J0S-~-Out Cuban Crisis Messages, By Message Sender

NUMBER OF MESSAGES OF EACH TYPE SENT

I0IE dOL

oA

RCR. o)

D eangsoToud
o3 Yy xjousddy

MESSAQR Ordera Notifi- Guidence Quidance Reports Dis-
SENDER Given Approvals catlons Given Requested Requeated approvals Total
cyes 1 - - 3 - - - 4
JCs 52 27 9 T 2 L 108
DIs 1 3 2 - - - - 6
VDJIS - 3 ~ 2 - - - 5
J=-3 8 & 14 - L 3 3 38
J-4 3 1 - - - 3 - 7
J-5 1 - - - 1 - - 2
J-6 2 - 5 - 1 - - 8
sacsa 4 - - - - 1 7
SAMAA 1 - - - - - - 1
TOTAL 73 ko 30 14 13 8 8 186
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| .
these reasons, among othars;'the tables do not reflect Jhe

relative worldload on staff offices in generating JCS~-Out

messages, )

T9. Table XXVII indicates that 53 percent of the JCS-Qut
messages during the initial phase Cuban orisis operations
were drafted by the usual Joint Staff sciion perconnel (sub-
ordinate to the directors). J-3 personnel were the princi-
pal action officers. J-U, J-5, J-6 and Speclal Assistant
for Counterinsurgenocy and Special Activities (SACSA) sbaff
personnel drafted similar numbers of messapges, each handling
about one-fifth of the number of J-3 staff actions. There
were no J-2 actions on JCS-Out messages recorded in JBS
files.

80. Approximately ane-third of the J@S-Qut messages were
drafted by senlor staff personnel at the Director level or
abova, The Director, Joint Staff (DJS) wrote the largest
number of these, with the Vice Director, Joint Staff {VDI3)
and JC8 Secretary also personally drafting significant num-
bers of JC3-Out messages, The remalning 10 percent of the
JC3-0uta were drafted by lower eochelon personnel not sub-
ordinate to the Ja or SACSA, and not in the normel staffing
chain {1.,e., 00JCS, ONIS, OFNAV personnel). The JCS speaifi-
cally orderad almost two-thlide of the messages to be ament.
0f the nine other offices sending out messages, J-3 was the
only one ordering more than § percent of the total traffio,

gending 20 percent,
»
81. Table XXVIII indiocates the writers of JC3-Cut messages

for esach subjeot operation of the measages. No gpseific
categorization of responsibllities is apparent, except for
the CNC and QPNAV persconnel writing only gquarantine messages,

Qther offices seem to be pretty well-rounded in thelr subject
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responaibllities. 3Similarly, all subjecta required efforts
of Beveral different offices, 'dth only the J-3 staff
rasponalbility for SIOP messages appearing signifioant,

82. The chavracteristics of the "staffing" actions for JCS-
Out messages during the initial phase of cperatliens were due
to a very large extent to extreme security measurea being
taken. Through the 22nd af Qetober, the Directer, J-3, for
example, was not at liberty to discuass certain actions being
taken with his staff, and there are indlcations that the
DI3 did not feel free to discuss certain JCS actions with
his Directors. Through 21 Ooctober, exactly half of the JCS-
Out messages conoerning Cuban operations had been drafted
by persconnel other than those subordinate to Joint Starf

Direotors and Epaoial Asaistants,

83. On the big dey, 22 Dctober, more than two-thirds of
the Cuban crisis Out messages were draflted by upper and
speclal echelona, The relaxation of extreme security meas-
ures coourred on 23 October after the President'!s publie
address, when 16 out of 21 JCS-Out messages were drafted by
subordinate staff officers in the normal chain of command,
two. more by OPNAV personnel soordinating quarantine instruc-

tiona, one by ODJS persormnsl, and only two by the VIJS,

84, The relation of messags senders to types of JOS-Out
messages 1s shown in Table XXIX, All types of messages
viera ordered by JC3 and all types, except for Giving Guid-
ance, by J-3. Only most senier personnel ordered passing
of guidanes to tha fleld, and three of the four "CJCS Sends"
messages ware in the Juidance CGiven category. Two-thirds of
the JCS-Qut messages were ordered sent by echelons higher
than the Directorsa.
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85, All1:JCS-0ut messages require approval for.transmiéaion,
and approval ls evidenced on medgsage coples by signature,
Magsages addressed gs "DJS Sends" or "J-3 Sends”, or by any
of the Dirsctors, were almost always approved by the person
named as sender, his "Exeo" or his Military Secretary. In
messagas addressed "JCS Sends", the DJS or VIVS generally
approved the contenta of the message. However, when a “JC§
Sends" message was drafted by a Director, the JCS Secretary,

or SACSA, the writer usually approved his own message.

86. Of 55 "JC3 Sends"” messages written by the Secretary,
the Direators, SAC3A, the DJIS or VIVY, U8 were approved by
the writer. The DJ3 approved one measage praparsd by the
Y38, two by J-3, ona by J-5, and two by the CNO, The VDJS
approved one message written by SACSA for the JCS.

87. Thiprty "JC3 Sends" messages drafted by subordinate
Joint Staff officer personnel were approved by the DJ3 or
VDJ3, inocluding fiva messages written within the ODJ3, Fif-
teen other "JCS Bends" messagas were written by subordinate
Joint Stafl offloers, and these were approved by the Irec-
tors, Deputy Directors, or Executive Secretary of the staff
office drafting the meassage {(1,e,, J-3 for J-3 ataff, SACSA
for SAC3A ataff, ete.,). Eight "JCI Sends" messages were
drafted by OFNAV personnel. Five of these were approved by
the DJ3, two by the VINS and one by J-3.

89. The stringent security precautions adopted at the upper
egchelone of the Joint Staff for handling of the initial
vhase of Cuban erisis operations made for difficult working
conditions for the Battle Staff, eapecially with regard to
JC5-0ut messaged. The high echelons drafting messages, and
staffing by offloces outside the normal staff Plow {OPNAV and
0DJ3}, prevented the usual dissemination of kmowledge in
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Joint Stafle Directorates and in the JBS of probable foféh-
ooming aotions. This often resulted in the JBS being called
upen by field commands for ccordination of implementing ac-
tions ordered by the JCS, but of which the JBS had no knowl-
edge,

89. This problem persisted in slightly different form
after the 22nd of October, even though formal staffing be-
came the norm. Action for a JC3«-Qut messgge would be
assigned to a subordinate staff officer, but knowledge of
changes in his draft action recommendation and final approval
and transmittal action were often unknown to the JBS until
after a query was recelved from a fleld command as to some
facet of the tranamitted messmsge. There was no procedure
for short-term feedback from the CJC8 offlce where senlor
staff members were working {the "Gold Room") to the JBS
aotlon officer who hand-carried his draft measaga to the
door and saw 1% disgppear inside. Thus, for example, on
23 OQctober, 11 messages drafted by subordinate staff officers
were subsequenily aasproved in the Gold Room by the DJS or VINS,
This undoubtedly affected efficiency of personnel on the Cuban
Battle Starr,l

15ee Enclosure B, "Procedural Analysis of J-3 Command and
Control Cperations,” fAppendix A, "Briefing and Debriefing."
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ANNEX A TO APPENDIX A

ACTIONS AND ACTION ASSIGNMENTS
~ REFLECTED TN CUBA TOREERS"
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. ANNEX A ,g
o ACTIONS AND ACTION ASSTIGNMENTS HEFLECTED IN CUBA "GREENS" :
8 "I a
% GREEN DATE DATE . &8
3 NO. REQUIREMERT ACTION HE%UIREMENT STARPING DECISTON
E COMPLETED FEIGIN OFFICE LEVEL RESULTING ACTION ASSIONMENTS
™ 12 Oct ASD/ISA J-5-Caribbean security arrangements
(see 230447).
TL 17 Oct 31 OQat CNO CHO JCS-Need far Cubon overflights ----
withdrawn.
T2 18 Oct 21 Oct 3cs
' 73 284 Oct CINCLANT JC3
3 ™ 19 Oct - 20 Oct SecDef JCS CNO-All quarantine problems; J-3/
f SecDef actions.
75 28 Oct CNO Jes SecDef-U,S. command of OAS naval forces.
e 76 29 Qot Jsso JCS-U. 8, /USSR negotlation actions.
SO .
- §'§§ 7 29 Oct 3-3 JCS Mtg.  SecDef-Plan for air quarantine; JCS =
e e Msg 7086. ) o
N s =
= °o.a 78 27 Oct SACSA JcS Mtg.  SecDef-Surveillance leaflet program. § -
a
\ g 1 30 Cet Jsse JCS Mtg. Sechef-lHegotiation aims and goals. by
(%
8 8o 23 QOct 31 Oct President Secre- None-Forwarda quarenting proclamatlon.:’
c3 taries 73
E:; 81 30 Oct 1-5 3C3.U.X, alms and goals. .3

N
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ANNEX 4 (CONTINUED) 3
[o): "o
(HEEN DATE DATE r.tg
NO, REQUIREMFMT ACTION AEQUIREMENT STAFFING DECISION ) ]
2304/ RECEIVED COMPLETED ORIGIN OFFICE LEVEL RESULTING ACTION ASSTGNMENTS E
82 31 Oct \ DIA-Study of bulld-up shipping.
83 25 Qct JCS Mtg. SecDef-Timing of OPLAN's.
84 28 Oct JCS Mtg., SecDef-Execute 312 and 316 on 29 Oct.
85 28 Oct ics mez. (B
ge 28 oot 29 Oot ASD/ISA J-5 JCS Mtg.
88 21 Oct 3 Nov CINCLANT CSA JC3 Mtg. SecDef-Uae of Key West International
Ajvport; JCS Meg T22l.
89 2 Nov J-5 JC3 Mig.
= 90 1 Nov 28 Nov J-5 JCS Mtg. Dsﬁ'erred-Requiremenb for retention of
5 GTHO. —
] \ —
: 9 1 Nov 6 Nov DIA Mone-Circulates response to 2304/82. 5
g 92 4 Hov 15 Nov DJS DIA Hone-Circulates regponse re Cuba as %
base for insurgency.
93 2 Nov 8 Nov cJes CINCLANT Jos President-Expected casualties for -
OPLANt8. bl
=
94 5 }llov 6 Hov CONAD J-3 JCS mtg. J08 Mengage T255. g2
23042 =2




ANNEX A {CONTINUED)

vy
= .
@ —JE8
lg GREEN PATE DATE
NO, REQUIREMENT ACTION REQUIREMENT STAFFING DECISION
E 2304/ RECEIVED COMPLETED ORIGIN OFFICE __ LEVEL RESULTING ACTION ASSIONMENTS
95 T Nov T Mov ASD/ISA JCS Message T266.
a6 & Nov 7 Rovw Presldent - JCS Mtg. SecDef-Reaction to attack on U.S.
reconnaissance aircraft.
97 13 Nov 20 Nov J-5 Jcs SecDef-CIA inputs to Caribbean secur-
ity arrangements (see 2304/70).
97 14 Dec 21 Deo DIA None-Circulates DIA letter to DJS.
o8 31 Oct 13 Nov DomRep None-Circulates offer for-DomRep --
' Naval Attache quarantine participation.
& 39 10 Nov 20 Nov DepSecDef J-3 C3/P-Report on Cuban alert of MINUTE-
' MAN Wing I.
100 13 Nov 14 Nov ASD/ISA CNo JCS Mtg. SecDef-Intenaified quarantine search.
e
E%E 101 8 Nov 9 Nov NSc Jcs Mtg. President-Action in case of attack on
gglg reconnalssance aireraft. -
a .
Eir> 102 10 Nov 10 Nov ASD/ISA JCS Mtg. SecDef-Draft Preaidentlal Summary of
LI Cuban Situation. '
Q1 e
515 ever i ssymm I
104 14 Nov 15 Nov ASD/ISA -—J:-5-€uba leasons "for quadripartite
uae. -
105 15 Nov 20 Nov ASD/ISA J-5 JCS Mtg. SecDef-Cuba "lessona” not recommended

for quadripartite uaa.
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3 o3 {

o OREEN DATE DATE

=1 NO, REQUIREMENT ACTION REQUIREMENT STAFFING DECISION

a 2304/ RECEIVED COMPLETED ORIGIN OFFICE LEVEL RESULTING ACTION ASSIGNMENTS

"3 106 15 Nov 16 Nov ASD/ISA J-5-"Some Lessona from Cuba."
108 - =
109 16 Nov 24 Nov CINCLANT J-3 JCS Mtg. JCS-Mag 7548 Further reinforsement

14138 of GTHO,

¢ 10

D

o

' 1l 4 Deo J-5 Secly Hone-Ciresulestes J-5 comments on ISA

"Leagons frem Cuba." )
112 19 Hov 26 Nov FAA Sec'y None-Circulates Memo re FAA Cuba
e responge.

-~ 888 '

A Hen 113 23 Nov 28 Nov Jos- 33 Jcs Mtg. SecDef-Revised reconnaisaance and
ggb : reprisal aglert. JG3 Msg T7600.
Zlg 114 27 Nov cJCcS J=-3-Reduction in readiness posture.

4 116 29 Nav 15 Dec CSAF Jcs SecDef-Alert status of MINUTEMAN
Wing I {see 23C4/99).
117 5 Oct 10 Oct JCS Mg 66214 CSAP-CONAD Support of
23302 312 and 316.

—_— _
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ANNEX A (COLIINOED) a3
- e ]
GREEN DATE DATE £
NO. REQUIREMENT ACTION REQUIREMENT STAFFING DECISION a
2304/  RECEIVED COMPLETED ORIGIN OFFICE LEVEL RESULTING ACTION ASSIQNMENTS e
117 T Nov JC3 Mag 7256. -
117 23 Nav 5 Dee CSAF - Reiasued as JCS 2245/121,
119 14 Nav 30 Mov ASD/ISA J-5 Jcs Mig. SecDef-JCS and CSAF commente on
| "Lesgona from Cuba." ~
120 29 Nov 4§ Dea Preaident Secpef See'y CNO-Return of GTHMO to precrisis status.
121 6 Dec 7 Dec CNO . Unlmown-Requeata return of VP-41 from
! Key West to USS INDEPENDENCE,
L}
]
123 3 Dec 11 Dec J-2 DPIA-Inveatigation for concealed
offensive weapons in Cuba. -
-
S 3124 8 Dec 13 Dec \ASD/ISA J-5-Comment on revised "Some Lesaons
s& from Cuba," ) =i
[+
%125 14 Deo 17 Dec DepSecDef J-3-Cutline plan for air quarantine %
»8 (aee 2304/77).
&
[=) =
)
N =
=

»
Ll
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ARNEX B
O TOHS RECORDED T 755 FRrE v
~ DATE
ACTION
COMPLETED BY FOR RECORD TYPE SUBJECT
20 Oct 33  J-3  Talking Paper Revision of MCL actiona to be talen.
21 Oct J3s J3M 124562 Militery measures to support neuwtralizatiaon of Cuba,
22 Oct J38 J-3 Informal Analysis Porce generation problems in telescoplng time between
8- and D-Dayas.
23 Oct J-3 Jcs Action Paper Nuclear-weapon loading on CINCEUR QRA aireraft
{CINCEUR Meg).
25 Oot J-3 JCs Actlon Paper Recommends dropping OPLAN 314 (CINCLANT Msg).
25 Qat J-3 Jcs Revigsion 22 Oct Paper Force generatilon problems.
25 Oct J=3 nJs J3M for CJYCS Rules of engagement.
25 Oct J-3 Jcs J-3 Ops 192-62 Shortage of weapona for SaC.
25 Oot J-3 DJ3 J3m 1280-62 CINCLANT'a 212234-Army Troop List.
25 Oct J-3 JBS J3M 1282-62 JBS SOP'a,
25 Oct I-3 J0s J-3 Ops 191-62 Outline Plan for Alr Quarantine.
26 Oct J-3 Jes Revision Ops 19)-62

Includes Alr Force and Navy informal soordination.
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ANNEX B {CONTINUED)

LINOAS 40%

=
3 -
@ “DATE
m ACTION
é COMPLETED BY FOR RECORD TYPE SURJECT
H 26 Oct J-3 Jcs J-3 ops 193-62 Mititery implications of deferring air strikea on MR
and YRBM's.
o5 Oct 3-3 JCc3 J-3 Ops 194-62 Alternative concepta for alr attacl on targeta in Cuba.
' 26 Oct -3  dcs J-3 Ops 192-62/1 Revigion per JCS 1823/693.
26 Oct J-3 Jcs J-3 Oops 152-62/2 Includes draft memo for SecDef,
27 Oct J-3 Jcs J-3 Ops 191-62/2 Formally concurred in by Services.
. 27 Oct J-3 JCS J-3 Ops 194-62/1 ¢ Revisijion. _
-
‘ﬂ 2T Oct SACSA JCS SACSA M 610-62 —  3JICS TOl4-Psychologleal leaflet campalgn.
! 28 Oct J-6 Jes Ammex to J-5 Repart Communilcations considerations for UN survelllance.
28 Oct J-5 Jes Report Development of a UN i1nspection plan. -
EEE 29 Oct J-3 J-3 Ops 196-62 Outline for worldwlde astiona - for commenta.
0
— agc o
:_;: §§ 8 30 QOct J-3 J-3 Ops 196-62/1 Reviaian. ,
En® 31 oct J-3 3-3 J-3 Ops 196-62/2 Revision for 1 Nov JCS Mtg - MCL augmentatilon. s
g = g cJes
by 31 Cct J-3 J-3 Compilation High-level exchanges in Cuban criasis.
T&R i
31 Oct J-5 Jcs Js¢ 8-62 Report on New York negotiations.

J.g¥
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3 AMNEX B (CONTINUED) \
a T DATE
b ACTION
‘é COMPLETED BY FOR RECORD TYPE SUBJECT
2 Hov J3s DI3 Chalrman's Memo CINCLANT's 020416-Egtimated casualties.
3 Mov J3IM 1341-62 Reference for J-3 Ops 201-62.
5 Nov I-2 J-3 J2TM 271-62 Notification to selected allies of planned operationa.
5 Nov J-3 JCS J-3 Opas 201-62 Checlkliast for OPLANS 312 and 316.
5 Nov 738 DIsS J3mM 1343-62 CINCLANT'e O4O422-Inoreased Air Force levele.
6 Nov J33 DJs J3M 1358-62 CINCONAD's 052340-CONAD procedures with 312.
;?1 6 Nov JBS Memo Debrief of 6 Nov JCS meeting. _ h
' 6 Nov I33 Jcs Tallring Paper Exercise for 316 forces. a
g Nov I-3 JBS J3M 1391-62 Procedures for subjeot files.
%’*E? 9 Nov J-5 Jes J-5 ¢-13-62 Pos3lble ecourses of action.
zf§ géi 10 Nov J-3 Actlon Paper CINCLANT regquest for additional 31§ forces. \ g:
i% g : g 12 Nov vDIS gggc- Memo Battle Staff reduction. g
& ° 13 Nov J-3 Jca J-3 2018/508/1 Additional forces for OPLAN 316. by
3 14 Nov J-5 Ics J-5 C-16-62 Memo for Preaident on mililtery aspects of Cuban —
?;‘ situation. &
= =

L —_— |
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ANNEX B (CONTINUED)

DRTE

ACTION

COMFLETED BY FOR RECORD TYPE SUBRJECT

15 Nov J-5 Jcs J-5 ¢-19-62 Revision of J-5 C-16 for JCS meeting.

15 Nov 3-5 JCcs8 J-5 C-21-62 JC3-Directed revision of J-5 C-19.

15 Nov CJBS J=3 Memo Gonti-.nued CJC3 briefings. |

19 Hov J=-5 Jcs Report Report on ISA Paper: Some Leasons on Cuba. -
20 Nov J-5 Jcs Report Revislon Per JCS 2304/106.

21 Nov J-3 DJF3 Memo Discontinuance of Duty General with JES.

21 Nov J-3 DJ3 Memo Decressed requirements for JBS actians. )
23 Nov DR 62-62 Decreased readineas posture requirements.

2l Nov DF 63-62 Revieion of DP 62 per Ops Depa comments.

30 Nov J-3 DJs J3M 1504-62 Complete MCL for implementation of 312 and 316.
3 Dec J38 CJCS Talking Paper 8¢. Lewls Post Dispatch article on Cuba planning.

14 Dec ggg cJcs Memo Approval of ocutline plan for air quarantine. '

Def .

20 Dec J3s J-3 fevised J37 1504

312/316 MCL.

.l

H
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ANALYSIS OF SELECTED ASPECTS OF INFORMATION FLOW

TABLE OF CONTEMT3

Pge No.
TELEGRAPHIC MESSAGE TRAFFIC ROUTING DELAYS 99
CUBAN OPERATIONS MASTER CHECK LIST 104
APPLICATION OF INFORMATION FLOW RESEARCH TO AN 109
AIR DEFENSE CHECK LIST
TABLES
TABLE I -~ ROUTING DELAYS IN NAVAL MESSAGE TRAFFIC 100
CONCERNING CUBA TO THE JC3
TABLE II - MCL ACTION RECORDS 106
TABLE IIL - MCL ANTICIPATION OF ACTION REQUIREMENTS 107
TABLE IV =~ AIR DEFENSE SUBJECTS REQUIRING JOINT 112
STAFF ACTION
TARLE V - MAJOR COORDINATION REQUIREMENTS ON . 11k
JOINT STAPF AIR DEPENSE ACTIONS
F1OURE
FIQURE 1 - TIME FOR TRANSMISSION OF OUBAN TRAFFIC 102
FOR JCS QVER NAVAL NETS - 25 OCTOBER 1962
ANNEX
ANNEX ~ JOINT STAFF AIR DEPENSE ACTIONS 116
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! APPRNDIY B' 70 ENCLOSURZ C -

ANALYSIS OF SELECTED ASPECTS OF INFORMATION FLOW

1, Three aspects of the functional analysie of informabion
flow described 1in Appen' i A have been studied in much
greater detall., Results of thase selectad studies are pre-
sented herein. Telegraphlo message traffic routing delays are
examined first, The second seotion of this Appendlx examines
the Cuban crisis Master Check List operations in more detail,
Finally, a set of Joint Staff asction requirements pertaining
to contingency alr defense action is developed and analyzed,
As in the case of Appendix A, critical obgervations are in-
cluded in the text as occislon warrants; summary observations

are found in the main Enclosure and are not repeated here,

TELEGFAPHIG MESSAGE TRAFFIC ROQUTING DELAY3

2. It 1s noted in Tgble II of Appendix A that for messages
addressed to the JC3 between 10 and 23 October, on the average,
‘aignt hours and ten minuteqjelapsed batween origin and receipt
by the JB3, Similarly, delay on reczipt of JCS-Info Coples
by the JES averaged'eight hours and 29 minutes. A more
detalled study of the routing delaya has beanr;ttempted for
naval measage traffic, since hard coples of messages passed
over naval conmunication nets record the time a mesaage is
regeived in Washington. This allows caloulation of delay
in tranemission relay (from time of origin to time received
in Washington), and calculation of time required for reproe
duction and tranemisgion of hard copies to the CAC (from
time received in Washington to time stamped "Received JWR"),

Appendix B to
Enclosure C
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3. Results obtained far the relati#ely aslack period of
19 to 21 Ceotober, the orltical days of 22 to 23 Octobar, and
the greatest traffic-load day of 2§ October are recorded in
Table I, Messages addressed directly to the JC3 are segregated
from Info Coples, and average times are approximated for total

routing of advancs and hard coples to tha CAC,

TABLE I, Routing Delays in Naval Message
Traffic Concerning Cuba to the JC3

_DATE - OCTOBER 1962
19-21 22 23 25

Megsage Transmission

JCS Dlrect Addressee:
Median time from origin to

recelpt in Washington - min. 147 195 156 153
No. messages in sample 19 26 22 9
No, majdr delays (> 10 hours) 2 5 5 1

JC3S Info Addresaee!
Madian time from origin to

recelpt in Washington - min., 189 142 199 142
No. messagzes in sample 30 10 14 33
Na, major delays ( > 10 hours) 0 3 7 6

Hard Co$¥ Reproduction and
Distribution
Median time from message recelpt
in Washington to hard copy
receipt in JWR - min. 246 264 267 226
No, messeges in sample 28 29 32 43
Approx. Time from Message Origin
o _Receint in -_bdin.

JC3 Direct Addressee:

Advance Copy : 149 197 158 155

Hard Copy 393 459 423 379
JC3 Info Addresses:

Hard Copy 435 40B U66 368

Magsage Precedense

Percent Operational Immediate
or higher precedence 59 76 63 86

Appendix B to
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5, UnrorLunately, these ddta conceniing Cuba message
transmission times are very diffiiult to interpret in
detall, because they are isolated from non-Cuba traffic
data and heomuse they are a function of unrecorded parameters,
such 88 backlog loeds at_ relay stations, However, they are
informative empirical evidence of times actually taken for
these functions, and apparently are largely unaffected by
asslgning high precedence to messages, In the perlod examined
in detail (19 through 25 October) approximately 75 percent of
all messages addressed to the JCS had precedences of Opera-
tlonal Immedliate, Flash or Emergency. Thls compares with a
cold war norm of approximately 25 percent of incoming messages
having precedenced ol OperatiunAI Imnediate or higher. There
1s no clear relationship between below and above average mes-
sage tranamiaqion times and message precedence, source logation,
or time of day of message origin., A wide variation in effect
of some of theae variables i3 apparent, and is illustrated in

Figure 1 for a sample day in this crisis period,

4 .

. |Perhaps the 2:27 (Hours:minutes) median time for trans-
mission of messages directly addressed to the JCS on 19 ta 21
Oatober is not representative of normal daily nonerisis
ocperations, but 1t is comparable to the initial phase of the
Dominican Republic erisis and the preliminary phase of HIGH
HEELS II Exerclse traffic, The peak transmission time of
13:15 'for $raffle dlrectly addressed to the JCS compares with
BEB;éT:yverage for JCS traffic transmlasion to CINCPAC during
HIQH HEELS II, a 3:03 average for Alr Foree traffic recaived
in the Pentagon durihg that exarcisa, and aL?:h%Javeraga for
all trafflec received at the ANMCC during HIGH HEELS II, It
appears that wilth present proceduresa and equipment, planners
must expect routing delays in message transmisaion teo ths
JC3 to averagele% to 3% hours |during crdisis situationgz:}

Appendix B to
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' 1
Rangewise, kne fasteelt 25 percent of gll iLransmi'zsions wers
received on all days in about gl:ilE. The slowest 25 percent
varied by day from more than 5-3/4 hours to more than]5§

g

houré\required for tranamission. .

6. It 18 probable that the decrease 1n tranamlsesion time
for JC3 dlreot addressee messages on 23 October was due to
imposition of MINIMIZE at 2223008. However, the increase
in relay time for Info CQpieL on 23 October cannot be
charged to MINIMIZE, Also, the relatively long message
reproduction time for 19 to 21 October i1a not explainable
from these data. @f Navy Communication Station estimates
two houf? nomally required for reproduction. \The decrease
in message reproduction time on 25 October reflects increased

A}
effort asasigned,

7.+ Cuban traffiec paased ove:-Egr Porce and Anmg}communi-
catleons nets on 25 October has been examined and records
compilad for times from origin to receipt at the CAC, One-
hundred and aeveubaan[@ir For;a m;ssagea to JCS averaged
aboutlao minutes \faster then the{?avi]communications that
day 1nqtota1 tidé elapsed, Twenty-fouﬂ{hrmw megsagas for
which the JC3 was 3 direct addressee ware| 20 minuteg‘\faster
yet, Info Copies to JCS on bothlﬁir Porce and Armizsystems
averaged. six hours imore in total time en route th;;[ﬁaﬁz]
Info Copiles.

E. Agenda Item 162 in the 11 December 1962 HIGH HEELS IT
oritique notes that "in the majority of cassee action was not
taken (on incoming traffic) until receipt of the reproduced
(hard) copy." Fbr this reascn, it ahould be expected that
on the averﬂse,inint Staff actions will normally beginLﬁé
to 74 hours Jarter filling of a message to the JCS., Rangewlge,
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3
!the fastest '25 percent of hard copies b the JBS varied by
day from less than' 5% to 1ess than 7 hours,) and the slowest
25 parcent took more than 7% hours jon the fastest day and

more than {104 hours 'on tne slowest day.

- -

CUBAN QPERATIONS MASTER CHECK LIST

9. The Master Check List (MNCL) was prepared by Ganeral
Operations Division af J-3 during the Cuban orisis but wWas an
integral part of Battle Staff operations, The MCL servad to
notify the J38 of actions up for JCS consideration eacn day, and
was used au an Actions Status record by the JBS. The MCL cone
sloted of a 1list of ‘Actions to e Considered for each day plus
two days in the future, and a list of 'Actions Takex" for each
previous day back to 20 Octobar 1482, It was first published
for the Cusan.criais on 21 Cotober, up-dated several times daily
for the firat few days, and then up-dated once daily for the

duration of Cuban crisis oreratlons.

10. The MCL copy kept up by the JBS is of particular
interest because of log notes recorded by JBS members as to
the status of Actions Undsrway. From 21 to 25 October, the
JBS copy of the MCL was used as an Action-Following log,
Aftar 256 October only sporadic notes were made in the MCL
by the JBS and no other record of action following has been
found. The MCL did serve, however, aa a permanent record of
Actiona TaKen, and was used by the JBS continucusly for

reference (rather than as a working paper),

11. For this analysis, the MCL cavering the peried 21 to R
Ootober was atudied carefully. Its usefulness changed con=
giderably as the abiliby to anticipate action requirements
decreased, By 23 October, in the seventh lssue of the MCL,

a list of eight items "to be congidered every day" had evolved.
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Tﬁese items'made up a continuaualy increasing pefcentage of
all items to be considered from then on, constituting 88
percent of the items listed for consideration by 31 October,

12, A numerioal presentation of the MCL listings of "Actiona
to be Considered" and "Actlons Talken" is made in Table II,
Since aach day's MCL 1listed items to be considered for "today,"
"tomorrow," and the naxt day, the “relative listing date”
aclumns have been usad in this table to show the change in
items over time, Thus, on 21 October nine aotions were listed
to be considered on 23 October, and these appear in the "-2"
relative date aolumm for 23 October. By the morning of 23
Ootober 17 additional amctions had been added to be considered
that day (26 im all), and these appear in the "O" relative

date column for 23 October.

13, "Actiona Taken" on any particular day were recorded
when the HMCL aestlon offlcer either found out gbout them or
was cleared to announce them, The relative times actions
were listad are noted on the mght side of Table II, For
example, on 24 October Lhree actions taken on 23 October
were listed in the MCL, By 28 October five actions taken
on 23 Ootober were recorded {1listed in the "+5" relative
date colunm of the table for 23 October).

il, Table IT provides some feel for the magnitude of the
actions under staff consideration at any one time (reading
dtagonally on the left side of the table) and the degree to
which starf officers were informed of actions taken, The
degree to which actions taken were anticipated in MCL lists
of "Actlona to be Considered" 1s not apparent from this table
but is shown in Table III.
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TABLE I, MCL Action Records

ACTION DATE

Qctober HICL
1962 Designation
20 P-Day -2
=23 P-Pay -1
22 P-Day

22:1900 FDT P-Hour
23 P-Day +1
24 P-Day +2
25 P-Day +3
26 P-Day +i
27 P-Day +5
28 P-Day +6
29 P-Day +7
30 P-Day 48
51 P-Day +9

4Tneludes 1ist of 8 items "to be considered every day."

NUOMBER 07 ACTIONS RECORDED

“"T5 Be Conaldered”

“Actiong Taken”

Relative Listing Date
-2 I )

10

T
14
15
10
1a
p1¢)

11
8
9
8

11

15

16

1

10

10
g

15
15
10
262
10
i6
150
11
13
11
12
8

Prneludes 2 new ftems {thus dropping 2 items from
precading day's 1ist).

it §

25
13
10

D = oW

13
16
11
7
7

7]

25
13
10

I A

14
16
13

7

®Number revised on 27 Octobar.
Syumber revised on 28 October,

Relative Recording Pate

13
25
13
10

5

10

L
16
13

25
13
10

10

14
16

Eventually

25 33°
13 8¢
11

ud
T
140
9
1k
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TABLE III. MCL Anticipation of Antion Raquirements

Retions Taken Total Aotlons Fer—
That Yere Listed For cent
Date Listed for Total Percent = Coneidera- That
Octobar Conaideration Actliona That Were tilon That Were
1962 That Morning Takten Iisted Moming Taken
21 13 i3 100 15 87
2 16 16 100 25 64
23 5 100 26 19
24 4 27 10 40
25 3 10 30 16 19’
26 3 9 33 15 20
o7 6 14 43 11 55
28 5 16 31 13 38
29 2 13 15 11 18
30 3 43 12 25
31 0 7 0 8 0

15. The first four columns on the left side of Table IIL exarine
the degree to which actions talten on each day of Qctober were an-
ticapated by listing in the MCL that moraing as "Actions to be
Considered.” It is ajparent that through 23 October all actions
talien had been lilsted for consideration that morning, Tils per-
centage drops 4ff significantly for the reat of the month, however,
as more and more actions resulted from requirsments placad

on the JC3 as unanticipated contingencies grose,

16, The 1ast two columns on the right side of TabSle III indicate
the extent to which ataff planners were attuned to JC3 assassment
of priority action requiremeats. Although for the first three daye
af the MCL publication all actions talien were listed for consider-

ation, the numbers listed for consideration were ilncreasing and the
percent of thosge llated that were taken was dropping rapidly,
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Smaller numbdrs of actions were liated Por considerstion after
the 23rd, but the percentage of those lismted that were takef
averagad only 27 percent for the last eight days of October.

17. The data presented in the two preceding tables are
rofleoted in what appeara to be a change in character of the
MOL listings of MAstions to be Considexed" by 25 October,
Until then, these are written as actions for the JC3, e.g.,
"Mrect CINCLANT to prepare for protection of U,3, shipping."
Tha following note appears in longhand on the JBS MCL
24 Qotober liet of Actions to be Considered that day: "Actuamlly
very 1ittle consideration glven to these itema today by JCS,"
Cn 25 October, many of the Actlions to be Conasldered are worded
for the JBS or Joint Staff, s.g., "Ascertain status of request
to grant CINCEUR euthority t%[?oad two-atags weapoég} T
and "Ascertain’ status of reguest for guthority to reguiaition
comuarclial ships." These are hardly JCS agenda items.

18, The MCL listings of Actione Teken are inconsistent with
regard to categories of actions reported, A largs numbaer of
actions represented by JC3-Out messages are not reporbed,
Sometimes JC2 mesapges containing minor details are listed;
sometimes fairly general aotions are not. Sometimes JC3I
referrals (e.g,, to SecDef or CNO} are reported; more often,
they are not, It is not the purpose here to critique the
aocuroea of informatlion or the criteria for including listings
in the MCL ner se, but it is apparent that the MCL listings

were not a gelf-sufficlent reference far the JBS.l

*%or further detail on collecting and coordinating infor-
mation for the MCL, see Encloaure B, "Procedural Analysis
of J-3 Command and Control Operations,” Appendix B, "Genaral
Operations Division,"
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| APPLICATION ‘OF INFORMATION FLOW RESEARCH
R D

19. The development of lista of requirements laid on the
Joint Staff, and the tracing of the 3taff response to each
(initlal action assignment, approval of recommended staff
action, cvordinatlion effacted internally and extemmally,
final aotlen and final approval)} provide empirical evideace
of the staff functlions and of the time which mlght be
required for such functions in future orisis situations,
Such information lends itself to the development of check
liats for possible future operations and to oritical review
of staff problems %o determine which require improved pro-
cedures or preplanning to minimize time in providing Joint
Staff decislons to the field,

20, Unfortunately, the research process mentioned abave ig
extremely time-consuming in the data ecollection and collation
phases. It rmmust ba performed well in advance of the time a
oriasis situation might require use of check 1lsts or revised
procedures for Joint Staff decision making. Furthermore,
detarmination of these problems requiring preplanning will,
by definition, be of little value Af brought forward only in
the heat of an actual crigis situation. In short, the value
of this type of research lles only in having it done prior
to a crisis requiring its use,

2l. The followlng study has been performed to show what
might be obtained If the Joint Staff directs such an effort
to supplement chack list procedure development. Studies of
the lollowing type would be more applicable if carried out
under the eyes of a Joint Staff action officer or monitoyp
regponsible for the oheck 1list, TFurther, the abllity be
trace lower echslon actions in the following study might have
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been greatly improved 1f a small amount of additlonal infor-
mation concerning JCS-Meeting referrals of action were made

avallable,

22. The exampla chosen of devalopment of a chesk list
involves & study of air defense requirements and the actions
taken by the Joint Staff during the Cuban orlsia as the aon-
sequence of the existence of these requirements, All data
found in JBS files concering ailr defense actlions through
28 Ootober 1962 have been summarized by individual actilons
in ¢iie Annex., Actlon recuirements are llsted by time of erigin,
noting tha subject of the action, the office originating the
requirement and the time of orlgla In terms of the tlme the
requiremsnt left the office of origin (e.g., DPG of require-
ment messages). The next two columns list the time the
finel staff adtion product left the Joint Staff (usually
the DTG of a JCS-Out message) and the epproximate number of
hours 1t had remained in the Joint 8taff. (This approximate
time for stafrins.each requirement alsoc takee into asccount
the time of Joint Staff receipt of incoming requirements,)

23. The next two columna of the innex indicate the office
assigned action in the Joint Staff and the type of initlal
action proeduct dsveloped. If coordinatlon external to the
Joint Staff was affected, thia 1s noted with data available
pertinent to the time required for actlon by offices cutside
the Joint Staff. The remalning columns desoxribe the final
action taken and the highest echelon which reviewsd and
approved each Joint 3taff gction.

24, The nature of air defense requirsments for Joint Staff
action is ocur first concern, Review of the reguirements
listed in the amnex indicates that they lead taemselves to
groupings by subsystems integral to alr defense cperatlons
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{(1le., weagon systems, oontrol systems,letc.). _If one wishes

to determine what staff aotions must go into a chack list

for this cqntingancy. a list of types of action taken for
each type of subordinate alr defense system provides a con-
venient framework, Table IV is an example of the product of
such an analyais, Joint Staff actiona concerning allccations
and missions might be expected for each subsystem, This table

indiecates how often such action problemns arose,

25. Table IV indicates that Joint Staff dealsions were
required as to types, numbers, sourcea and deployments of

surface-to~alr mlsailes, righterﬁinterceptora, antiairceralt
i support
AllScation of HAWK

artillery, low=-altltude radard,

personnel, and communications eguipment.
and HERCULES SAM units covered the largeat rumber of air
defanse actioha, Determining speolfic locatlons for deploy-
ment of alr defense subasystems was the type of actlon most
oftan required. Requasts for estimates of adeguacy were

the primary actions concerning geographlc areas of ocur

overall alr defense system,

26, Two types of planning information are developed by this
type of analysis. The preceding parasgraphe have examined tha
gpacific actions required to prepare our air defenses for
contingency operations which might have resulted from the
Cuban crisis. A eecond Sype of information worth knowing
15 the length of time required for various types of staff
actlona, and what faoctors made for brief or lengthy Joint

8taff response to air defense requirements.

27. It is apparent from examinatlon of the inanex that the
length of time required for Jolaut Staff actlons is dependent
primarily on the degree of external coordination required,
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TARLE IV. Afr Defensa Bubj)ects Requiring Joint Buaff Action

JIHIIS 400

J BaInEoTORT

09 g x7pusddy

NRHER OF JOLNT GTAFE ACTIUNS ON EACH SUBJECT -
OVERALL AIR
SUBJECTS WEAFON BYSTEMS CONTROL, EYSTEMS DEFENSE SYSTEMS
Surface Antt- Law Altt- South-
Joint Staff Actions to Mr  Inter- airoraft 584  tnde FAA ) comtmat~ east CARER
Required a5 to: Mjagiles ceptors Artillery  Radar Radar Control FPerpomnel ceations U.E. Facilities
Fypes 2 2 1 1 - 2 1
Humbers 2 2 2 1 2 1
Sourecs y 1 1 1 2 1l
Deployment 6 3 2 1
Metkod of Movement 3
OPCON 2 2 1 1 1 =
Misgion

{Rules of Engagement)
Readinesa {Alert Status)
Eatimate of Adaguacy
Plaps Developmowt
Public Relations

Reporting Procedures
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To &xamine thease quuirementa more closely, actich subjects
are listad with coordinating offices in Table ¥, Although

it would not be expected that coordination on these subjeots
would take the same length of time in another orisls altuation,

the time utilized in listed as useful empirdcal information.

28, It might be expectad that the same types of coordination
with the Secretary of Defenme which appear in Table V would
be requived on key planning decisions and on interactions
of military with political planning in snother orisis sibuation.
Tima2s reguired for such decisions would not be similar,
necassarily. For example, the longest bime for 08D action
was due to political indecislon concerning the desirsbility
of implementing alr quarsntine operations, O0SD review of
the outline plan for the gir defense role 1ln an air quarantine
would have undbubtedly proceeded faster if the U.3. had
implementsd an air quarsntine. The other 03D actions appear
to bé reasonably illustrative of time required for important
decisions. Authorizing CONAD OPCCN of the Mooreatown radar
appears to be a good example of & "sticlky" miner item passed

up the chain of oommand for decision,

29. During the Cuban crlsls, Alr Force and Army coordingtions
wers related to the fact that the Secretary of Defense had
Geglgnated the Service roles in elr defense, It 1a difficulf
to eatimate the extent to which the Joint Starf would have
requested 3ervice coordination on these subjects 1f the
Sacretary of Defense had not designated responsibilities so
fimmly. 1I% 1s likely that these subjects would be coordinazted
in the same manner, but Joint Staff participation is nommaily
more active in items such as planning Ghan was the case during
the Cuban crisis, There were at least tﬁalve actions whevre
coordination with the GINCs and JIF-8 was effected by the
Joint Staff. On the average, each of these coordinations
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TABLE V¥V, Major Cecordination Reguirementa on Joint Starf Air Defense Actions,

OFFICE
SecDef and ASD Offices

Al) Services

Alr Force

Army
PAA

Jre-8, CINCONAD, CINCLANT,
CINCARIB

SUBJECT
Mr defense role in air quarantine

?dme phasing of alr defense readiness
preparations with overall U.S. reactlon
Mobilization of ANG iInterceptor

forces

Rules of engagement for Southeast

U,8. alr defenses

OPCON of Moorescow.. Radar

Alr defense role in air gquarantine

Alr defense support of OFLAN 3312

——
CPCON of Moorestown radar

Provisian of BOmm AAA batalliona

SCAT plans
MEZ in Southern Florida

Weapons sources, movemenks and OPCON

FUNCTION
Authorize outline
plan
Authorize increage
Authorize plans
Authorize

Authorize rules
Authorize CONAD

Review plana

Develop rules

Prepare plan review
Racommend OPCON

Recommend numbers

Develop plans
Isaue regulation

Express preferences
and capabllities

16 daye
8 daya

2 days
2 days

2 days
1 day

2 days

50 days

2 days
1 day

2 days
20 days
3 days

1 day

—
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resulted in one day's delay 1n‘fi?al Joint Staff action, !

Coordination with FAA was time consuming, and appears to
be an area where advance planning might speed alr defense
preparations eignificantly.
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ANNEX TO APFENDIX B

JOINT STAFF AIR DEFENSE ACTIONS
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