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FOREWORD

This paper is part of a study of command and control
proceases during the Cuban missile crisls of October 1952,
The scope ¢f the entire study is as follows:

Bagle Paper - Mational Military Command and Control
in the Cuban Crlsls of 1962,
Log No. 200033

*Enalosure "A" - Historical Analysis of Command and
Control Actions (Log No. TS-64-158,
dated 14 Aug 1964

*Enclosure "B" - Procedural Analyais of J-3 Command and
Control Operations (Log No. TS-63-537,
dated 13 Dec 1963)

*Enclosure "C" - Funotional Analysis of Command and
) Control Information Flow in the Joint
Starr (LOE No. T8-53-6G6, dated
7 Feb 1964)

*Enclosure "D" - Analysis of Command and Control in-—
the Service VYar Rooms in Support of

Joint Staff Operations (Log No.
T3~6U4~511, dated 23 Oct 1964)

;Tgase enclosures were individually forwarded prior to this
ata.
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NATIONAL MILITARY COMMAND AND CONTROL IN
THE CUBAN CRISIS OF 1962 o

I. PREFACE

The present paper is the basic covering paper of a detailed
study report on command and contrel aspects of the Cuban missile
crisis, It 13 essentlally a recapltulation of observations drawn
from the analyses contained in the enolosures already published
that conatitute the maln body of the study proper, but alsc in-
cludes additional findings of more generic scope. It represents
the flnal portion completing the atudy report. The entlire study
is deseribed bvelow,

A. PURPOSE

The Cuban crlgls study 13 one of a series of studies being
preparad by the WGaans Systems Evaluation Group (WSEG) that in-
vaestigate the anatomy of command and control in a varlety of
recent contingencles, The serles 1s belng conducted in accord-
ance with DJSM 1111-61, dated 14 September 1661 (and other JC3
authorizationa), and in the case of the Cuoan study, as further
amplified by J3M-1418-62, dated 15 November 1962. The overall
alm of these atudlea 1s to assist the Joint Staff, partioulariy
the J-3 QOperations Directorate, by providing emplrieal data con-
cerning command and control in actual erises, They are intended
to serve as & basic frame of reference for developlng an improved
command and control capabiliity, generally, and as one of several
complementary sources of guldance for the progressive evolutilon

of the National Military Command Center {NMCC), apecifically.

The purpcse of the Cuban study is to explore systematically
and in depth the command and control phenomena attending a unique
crisis experience, one that was not only of unusual magnltude

and complexity, buf in which the role of command and ceontrol

TOP _SECRET
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figured dominantly and pervasively. It seelta to reconstruct
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vhat happened and the context in which it occurreﬁ, all with a
view to gaining insights into cause-effect relationshipa, To

this end it exemlnes the subatance, form, and dynamica of command
and control manifest under a particular set of real erlsis con-
ditions, Besldes analytlcal exposition, the obJective 1ls to lso-
lata and ldentlfy types of problems that arcose and evidence of
remediable deficlencles indicated. Of special interest are infor-

matlonal requirements and the manner in which they were met,

It 15 expreasly not the purpose of this study to pasa Judg-
ment on what was done or not dona. Nor does 1t propose to welgh
the merit of personalities or assess the effecktiveness of their
actlons. Finally, although there 18 some evaluation of the
adequacy of instltutional factors, it avolds going beyond obaer-

vational conclusiohs and refrains f{rom making recommendations

B, SCOPE AND METHOD

In light of the broad purp&se and multifaceted objectivea
outlined above, a proportionately comprehensive range of subject
matter is covered. The central focus 1s on the exercise of milli-
tary command and contrel at the seat-of -government level. The
study addresses 1tself to the structure and processes aof the
National Military Command System {(IMC3) as configured at the
time, taking into account environmental factors bearing upon
how that system functioned, It accerdingly treats command and
control from national desiderata in policy formulation and de-
clslon making to pragmatic operabional consideraticns of tactical
implementation by forces in the fleld, from grand strategy issues

to the minutiae of starf-support technique.

3everal dlstinct approaches are taken, each characterized by

1ts respective subject, perspective, and method of ingquiry,

TQP SECRET -2 -
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Included are four different categories of analysis, all mutually
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reinforeing each other but developed separately. Corresponding
to these categories are four monographs that constltute the body
of the study proper. They are organized formally as individual

enclosures,

The firat, Enclosure "A," ia a historical analysils of the
substance of command and control actions, their circumstances,
and thelr implicatliona, The presentation is in the form of a
narrative arranged episodically in %topical order and chronologl-
oal sequenca, ZEnclosure "A" alsc serves to provide the back-
ground and context for the more spasclalized analyses contained

in the other three enclosures.

The second category, Enclosure "B," 1s a procedural analy-
8ls of the way command and control operatlons were conducted in
the NMCC and J-3. It concentratea on the different types of
tasks that were performed, the internal methods employed for ac-
complishing them, and constraints impinging upon how the various
kinds of actlvities were carried out., Actual procedures that
were followed are viewed against existing documented procedures

that apeciflied what should be done.

Enclosure "C," the third category, 1a a functional analysis
of 1nformation flow in the Joint Staff, Based on the actual
instrumental means by which command and control was artlculated
at the time, 1t examines incoming and outgolng teletype message
traffic and the staff activities associated with it, Similar
research 1s done with other formal documents and informal waork-
ing papersa requiring ataff action, The main emphasis 1s on the
flow characterlsticas of the communications medla, the nature of
the lnformation eontent, and the staff functlons involved in pro-

cessing it

TOP SECRET -3 -
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The fourth and last category, Enclosure "D," analyzea com-
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mand and control support of the Joint Staff by_thé Service War
Rooma, It descrlibes the internal command and control arrange=-
ments within the Army War Room, CNO Flag Plot, and the Alr Force
Command Post, and how they operated. Then it examines the infor-
matlion support furnished by them to the NMCC/J3 and other elements
of 0JC3. Flnally, the communication facilities of each 3ervice

for erisia-related command and control actlvities are summarized,

C. DATA SOURCES

The research sources were primarily the offlclal records in
the OJCS contemporary with the orlsis and testimony of officlals
who participated in 1f, Most of the recerd data were obtained
from the flles of the Joint Battle Staff, varlous elements of the
NMCC, and the divislons and branches of the Operations Directo-
rata. These consisted of measaged, memoranda, staff papers, and
other formal documents, and mlscellanecus charte, tables, logs,
and working notes, In addition, through the cooperation of the
Services, much valuable material not otherwlse obtainable was
provided by the Army War Room, CNO Plag Piot, and the Alr PForce

Command Post,

S8ince the 1nitial research was undertaken well before the
erisis ended, many staff members who had had a direct role in
command and control activities were interviewed while their re-
collection of thelr experiencas was still fresh. From them were
elicited many important detalls not reflected slsewhere in the
written record. Interviews were the chief source for rscunst_uct-

ing the procedures of command and control mechanisma,

Advantage was also taken of the information contained in
unclagsified official reports that have been made public, On

occasion these were used to corroborate and amplify certaln points,

TOP_SECRET -4 .
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A gheat deal of literature has been published on the erlels. To
date, however, open sources have added little, other than supple-

mentary background, that was new and reliably documented,

D. LIMITATIONS

Not all pertinent data known to exlst wasre made avallable,
Access to some of the primary sources wae denled on grounds of
continuing security or policy sensitivity, among these were cer-
taln classes of intelligence and reconnalssance documents, and
records of proceedings in meetings of the Jolnt Chlefs of Staff,
Secretary of Defense conferences, and sessions of the Executilve
Contnl ttee of tha Natlonal Security Council, A considerable amount
of such information, though, 1s reflected in secondary sources, or
can be jinferred {rom collateral or derivative indlecatlons, Inter-

views also proved invaluable for filling in these hiatuses,

Another limitation is that some of the most cruclal data
were not retrlievable, Much of the command and contro} activity
was conducted via communication means that by thelr nature leave
no record of what transpired. The evlidence suggests that direct
secure and non-secure slectronic volce channels were widely used,
and although some of the information thus conveyed telephonically
waa automatically tape~reccrded on the Emaprgency Action console,

the tapes had been erased befare they could be examined,

The foregolng limitations nobtwlthatanding, the wealth of data
nonetheless permlitted the resulting study to be a relatively com-
prehensive and definitive analysis of Cuban crisis eommand and

contrel.,

E. DEVELOPMENT OF THE STUDY

In the first phase of the project, immediately following
initlal research, a series of working papers were originally pre-
pared. These were made avallable on a temporary loan basis to

TOP _SECRET =5 -
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the Director for Operations, Joint Staff, as sgon as they ware
produced, in order to effect coordination of the study effort and
to provide timely aoccess to the data generated, Subsequently,
the contents of all of these preliminary vorking papers, ampll-
fled by additionzal research and further analysis, were incorpo-
rated as integral sections into the several enclosures constitut-
ing the body of the study., Final veraions of these enclosures,
In turn, wers forwarded individually to the Director, Jolnt Staff,

as they were completed,

Therefcora, the present document, along with 1ta four crganic
enclosures previously issued as listed on p, iv, supersedes all
of the working papers and interim drafts that were incidental to
the development of the study.

TOP SECRET
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II. INTRODUCTION

A number of propesitions concerning the crisls as a whole
can be usefully formulated as an introductory frame of reference
to place in perspective the more specific observatlons emerging
from the detalled analyses, The followlng generalizations offer
a gross definiftlon of the crisis aituation, the U.S, national re-

sponse ta it, and attendant command and control ramificatlions,

A, NATURE OF THE CRISIS SITUATION

The Cuban misslle crieis of Qectober 1962 was the most serlous
East-West confrontation of the Cold War, Militarily, it was the
moat serlous that the U,3. has been inveolved in slnce the Korean
War, if not perhaps since Vorld War II, The imminent threat of
direct full-scale attack upon 1ts homeland made the erisis espe-
clally acute for the U.S., but the possibility of an impending
U.S5.-50viet thermonuclear showdown made 1t an unprecedented global

orials of unlque kind and magnitude,.

The eonfrontation was at once what we have now come to lden-
tify as & Cold War crisis, with lts typilcally elaborate posturing
but little or no acbual engagement of forces, and what is probably
the closeat we have yet come to nuclear war, From the beginning
1t was a military erisis revolving around a military lssue -- in-
troduction of Soviet offensive weapons aystems lnto Cuba -~ vet 1ts ¢“
reszolution was ocetensibly accomplished by non-military means., It
had, moreover, inherent llmited-war and general-war aspects simul-

taneocusly,

Desplte the tactical urgency of deallng with the immediate
local problem, any direct approach was inextricably wound up in
atrateglc considerations of far-reaching consequence, Even tech-
nical operational detalla tended to be fraught with strategic im-
Plications. The locus of the crisls issue was Cuba, but the

‘1?@%(@@1311‘
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principals in the confrontation were the U.S and the Soviet Union,
wlth Cuba itselfl somewhat incidental. Althougﬂ the Cubans were
being used in a surrogate capacity, the deployment of the offenslve
weapons systems was 1n the first instance a Soviet commitment;
seocondly, the physical preeence of large numbers of Soviet mildtary
and civilian personnel assoclated with these weapons represented

a USSR vital intersst, In certain important regards, however, Cubs
could not be excluded entirely and functloned at times as an inde-
pendent third principal that had to be contended wlth by both
major partleas. In thls sense the erisis amounted to a triangular
conflict situation, but the elemental confrontation remalned essen-

tlally polarized between the U.S. and the USSR,

[E;ur distinet military dimensions were presented by the crisils.
each requiring its respective operatlonal response:
a. Defense of territorial CONUS agalnst misgsile and
air attack from Cuba,
b. Quarantine measures to prevent further influx of
offensive weapons into Cuba.
¢. Contingency operatlons addressed to Cuba in a
limited-war context to eliminate the exlsting threat,
d. Genaration of SIOP forces in a general-war context
in the event the USSR elected to escalate the confrontatlon,
In addition, there was also an extensive reconnaissance and sur-
velllance requlrement, plus reinforcement of the U,3., Naval Base

at Quantanamo and increased defense readiness posture worldwide.“i

B, CHARACTERISTICS OF THE U, S. NATIONAL RESPOMSE

The U.3, strategy was to mount a graduated response. Al-
though the orisls was a military one, primary reliance inl&ially
was placed on diplomacy as the overt medium of advaneing the U.S.
position in the controversy, At the same time a minimal appli-

cation of force was brought to bear, backsd up by & credible

TOP SECRET -8 -
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intent to increase it as necessary. The diplomatle negotlations
were conducted bilaterally, largely as a personal dialogue be-
tween the U,S. and USSR heads of state directly. As eventsa turned
out, the first step of the graduated reaponse'proved sufficlent

to bring about an acceptable resolution of the main erlsis issues.

Central to the response was the coenveying of U.S. ocapabllity
and determination to raise the magnitude of force commltment to
any level required., The only military operational course of action
actually carried out, other than reconnaissance and survelllance
activities, was the instituting of a llmited naval quarantine,
However, readiness for greater lorce application led to opera-
tional preparations far beyond the quarantine action and accounted
for overwhelmingly the largest proportion of the total military
effort. Ultlmately 1t was these other preparatory moves short of
actual operations éhat were decisive, for they lent material
cogency to U.3. diplomacy and gave substance %o the entire U.S,

strategy.

During the course of the crisis the concept of graduated
response wWas progressively eoxtended to provide for ever flner-
grained shadings of selective force application on call, The
result was to compound immeasurably the already complex opers- .
tional requiramenta[ﬁtemming from the four intrinsic military Jf' \.
dimensiongjof the crlsls situation. Precise discrimination in
definition of increments of force, coupled with exacting reaction
timesa, posed an especlally formidable challenge to military com-

mand and control,

C. PROPERTIES QF COMMAND AND CONTROL

One of the outstanding features of the Cuban crisls experi-
ence vas the unprecedented rogle played by command and contral,

Particularly significant was the consclous, deliberate emphasis

TOP SECRET -9 -
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glven to it as a determining factor in coordinating the U.S. mili-
tary response with the political response, .

There wasg ne clear dlatinetion between the pollitleal and
military spheres of command and control. In practlce the tradi-
ticnal institutional differentiation was often abandened, and
national political authorities exercised command and control pre- ~
rogatives that hitherto had besn considered within the military
provinee, A corellary was that the classlo dichotomy between
strategy and tactics was not always maintained, These anomalies
reflected the uniqueness of the crisls gituation or devolved from
the manner in which the natilonal decislon-malkcing authorities chose
to cope with 1t. As a consequence, the specific means and methods

amployed in military command and contrpl were themaelves unusual.,

In structure and function, the military command and control
process vas marked by radical departures from assumptions, doc-
trine, and plans regarding the system and how it workas., Funda-
mental readjustments to modify exlsting arrangements or extempo-

rize new ones accordingly vere necessary in the heat of crisis.

(Eéite early a compartmenting of command and control occurred
within the military establishment, roughly corresponding to the
four milltary operational dimensions of the crisis., Instead of
a single integrated national system, there were actually several
paraliel but relatively independent mechanisms. They emerged as
improvisations, each autonomously task-oriented to 1ta respec-
tive misslon, Thus functiopally defined, they constituted more
or leas self-contained entities emb;acing national decision
making and operational execution for their oun particular kind
of actlivity. Other than all having a common meeting point at
the top -~ which fell outside the military service context

proper -- thelr organizational framework differed and procedural
patterns variedJ
TOP_SECRET - 10 -
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Perhaps the most salient property demonstrated was the extreme
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centralization of command and control at the very apex of the
national command pyramid -- literally in the psrson of the Presi-
dent as Commander-in-Chief, In recognition of the gravity and
acuteneas of the crisls, 1ts management became the consuming pre-
oceupation of the highest level of government reaponslble for
natlonal security. The generative source of directlon, even for
technlcal operational matters, resided 1n the President and a
amall coterle of intimate advisers, The effect was for elvillan
political authority to assume for itself an active role in mill-

tary command and control.

Participation by civil authority was not confined to national
declsion making alone but also exerted tight control over actual
operational implementation of the courses of action decided upon.
At cruclal junctugés, the tendency was for military command and
control to be taken out of institutional channels and performed
by key perscnallties representing this topmost group., The
national civilian authority, at its discretion and on its owm
initiative, would interject Ltself into the internal workings of
the military command and control mechanlsms, by-passing inter-
venlng echelons and penetrating to the operational forces in the
field. At such times the command and control system was severely

compressed, wlth natlional declsion making interfacing with immedi-

ate local tactics of the moment.

This larger environment thus conditioned the specificelly
military processes, Within the Organlzation of the Joint Chiefs
of Staff, and eapeclally the Operations Directorate and NMCC,
it was reflected in microcosm. A more explicit development of
how it impinged upon military command and control iz included in

the section immediately following.

TOP SECRET - 11 -

TOL CRiET



T@@;ﬂbamv

III, RECAPITULATION OF SUMMARY OBSERVATIONS OP
SIONIFICANCE TO COMMAND AND CONTROL
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A. NATIONAL COMMAND ACTICNS AND THEIR CIRCUMSTANCES'

Precrisla Policy and Planning

Before the crials, U.S8. intelllgence senslng was gener-
ally aware of a Soviet-sponsored military bulldup in Cuba,
but intelligence estimates did not expeot it to include

strateglc offensive weapons systems.

Intelligence évaluations and policy interpretations saw
Cuban military developments in terma of their political impli-
cations, as Jeopardlzing the stabllity of Latin America --
not as a potential military threat directly to the U.S. ltself,

The U.S. precrisis policy toward the military develop-
ments in Cuba evblved gradually on an ad hoc basis. It
took the form of Indirect diplomatic and economic counter-
measures., The polley had little success, and Allles tended
to be critical of 1%,

Military contingency plenning for Cuba was undertaken
long before the criails, but its origlns were independent of
the main Cuban military bulldup of late summer 1562. It had
been expressly initiated by Presidential directive immediately
following and as a reactlon to the Bay of Plgs experience of
April 1961.

Contingency planning started from a single sharp focua
as a atralghtforward invasion plan, 'but because af continuous
natlional pelitical requirements to reduce reactlon times,

progressively multiplied, By the eve of the crisis a "family”
of plans was under way.,

I?or the detalled development of these observationa see

Enclosure "A" of the study.
T@%}ﬁ%RET
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The predominant influences governing conpingency planning
were the U,3. attitude toward Cuba‘s internal pelitical system,
which was never articulated in terms of flrm pollcy objectives,
and the local military circumstances of Cuban defense capa-
bllity|in the event the U.S undertook to change that syatem

by force.

A1l of the precrisis planning was oriented to a simple
unequivocal contingency situation. It assumed 2 locallzed
limited-war confrontation lnvolving the U.8. and Cuba alone,
in which vital U.8. intereats would not be at stake, where
the motivation for military actlon would be essentlally pre-
emptive, and in which the tactical initlative was a U.3.
prerogative, The Soviet factor did not figure militarlly in
the determining aasumptiongl:]

The impetus for most of the significant planning develop-
ments came from outside the military establishment. In each
inatance the national politieal authorities, usually the
President or Secretary of Defense peracnally, were the prime
movers who expressly directed that particular planning actlons
be accomplished. The characteristic process was for military
objectives, force levels, the coperational concept, and in some
cases even the baslc ocutline plan, to be determined in relatively
explieit terms at the politieal level, then conveyed aa in-
gtructlons to the military establishment through the JCS. On
ocecasion, political authorities atipulated in detall specific

cperational provisions to be incorporated inte the planas.

Most of the subatantive planning was actually performed
at the LANTCOM staff level and by the Service commands desig-
nated to become LANTCOM Service component commanda (LANTFLT,
ARLANT, AFLANT). The Service Headquarters, although not in

TGP SECRET - 13 -
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the direct chain of command, contributed importantly to the
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content of the plans. The JCS had largely an intermediary,
and somewhat procedural, role between planning principals,
1.e., as agent between those who levied planning requlrements

and those ttho fulfilled them.

[}recrisis military contingency planning, 1ln structure and
functloning, was not tightly systematiec. The pattern of command
and control processes was correspondingly variable. As a result,
the complex of incomplete and overlapping plans, rather than
baing a product of comprehensive programmed development, emerged
plecemeal without benefit of a common overview or master design

-y

to lend focus and direction to thelr evolution.J

The U.S. Baslc Declsion

The preclpltate onset of the erisls, and 1ts unanticipated
character, caugh't the U.S. by surprise. General war lmplica-
tlona were lnherent from the start. Covert dlacovery of the
presence of Soviet offensive missiles in Cuba had revealed a
suddenly materialized strategic confrontation of the flirst order
directly with the USSR, in which vital U.S. interests were
threatened. The erlsis sltuation &t hand was quite different
from the abstract model of a Cuban contingency sueh as had been

contemplated in plans

Because of the unexpected nature, gravity, and imminence of
the threat, an immediate U.8. natlonal response had to be devised
on an ad hoc and short-term basls. The earlier broad pollcy ob-
Jectlves vis-a-vls Cuba were abruptly sabandoned and the primary
U.3. concern became limited tc a return to the status quo

before the missiles.

Two cardinal eonglderations shaped- the formulation of the
U.5. decision: the urgent need to deal with the threat before
the miselles became fully operational, and fear that the
eituation would escalate to a Soviet-U S5 nuclear exchange.

Both the speed and type of response were therefore crucilal.

TOP SEQRET - 1h - T@PﬁCRET
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The declsion-making procese was highly centralized., It was
taken out of the usual institutional channels ad scon as the
significance of the photographle evidence was recognized, and
put lnto the hands of specific perscnalities at the very apex of
national authorlity. The focus was the Executive Office,'with
the Prasident immersed in every step of the process. Those
directly invelved 1n the declsleon=-makling gzroup advising the
Presldent numbered vecy few and were almost exalusively eivil-
ian officiala., The nuecleus eventually narrowed to about eight
individuals who were constltuted into an Executlve Commlttee of

the NSC, the sole military member of which was the Chalmman, JCS.

Although the erisis was a military confrontation, the 308
1tself, as & corporate body, had neither a direct nor central
role in formulating the baslc national declslion. Only the Chair-
men participated, K in the NSC Executive Committee's dellberations.
The Joint Staff, in the Institutlonal asense, generated no formal
starfed inputs designed to structure or influence the cheoice of

alternatives,

The basle natlonal declslon on the U.S. response began to
emerge on 18 October, four days after the initial evidence of
the erlals asituation was acquired, Within two days, by the
merning of 20 October, the response optlons had been weighed and
the declsion had crystalized to the extent of a consensus belng
reached by the Executive Committee of the NSC. The proposed
course of actlon agreed upon was tentatively adopted by the
President on bthe afternoon of the same day (20 Qetober), and
as implementing preparations got under way, the 7.3, was rapldly
committed de facto to the cholce made. The commitment became
formal two days later on the evening of 22 October, with the
Presldent's public disclosure of U.8. intentlions. One week had
elapsed between the time the issue first came to the attention
of the national deelslon authority and the time when the courss

of actlon declded upon as the U.S. response went into effect,
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In essence, the basic national declslon was' open-ended,
namely, to employ minimum force inltlially yet be 1n a positlon
to ralse the scale to any level that circumstances might re-
quire., In effect, this concept amounted to reaponding 1n
graduated stages, with the first course of action {imposition
of the naval quarantine) but one step in a potential series of
increasingly forcelful measures. Within the framework of the
bagic declsion, successive moves wers to be contingent upon
Soviet reaction to the first, Fach subseguent decislon junc-

ture would be dealt with as it aross,

The rationale underlying the open-ended decislon to ad-
Just progressively the U.S, response was that the Soviets would
be forced thereby into a reactive role, with the burden of cholce
on them, They could elther elect to disengapge early at relative-
1y little coat or, aslternatively, risk allowing the confronta-

tion to escalate to unknovn proportions.

Coordinatlion wlth QOverseas Unified Commands and Allles

[Eécauae of the need for secrecy and speed {in order to
spring the U.S, response as a surprise befare the missiles be-
can2 operational), the basic naticnal declaion was arrived at
and the opening courae of action planned and launched unilater-
ally without prior consultation with Allies, For similar reasons,
the overseas Unifled Commanders were not formally apprised nor

consulted until shortly before the decision was implemented !

It was nevertheless imperative to coordinate with the over-
geas CINGQa, particularly with those in areas potentially vulner-
able to local Soviet countermoves, It was equally important to
gain Allied political and military support in order to present
a common global posture that tlould detar the USSA from risking

escalation of the crisis,
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USCINCEUR and CINCARIB, the overseas Unilled Commandeps
most immediately concerned, vwere especlally hampered by the
strategic requirement for surprise. Though the U.S. for once
enJoyed the advantage of holding the initlative, the JC3 Were
not authorized to alert and inform them of the developing situ-
ation in advance, Last-minute notification thus imposed the
added handicap of little time available for planmning and opsra-
ticnal preparations in antielpation of poasible repercussiona
in their aream, Besldes the direct effect onh readiness of as-
sisned U.3, forces, 1t preoluded timely milltary coardination
with friendly forces of host countries

In the ocase of CINCEUR, the constraints and obligations
implielt in the existing U.S.,-NATO relaticnship posed funda-
mental command and control dilemmas. On the political side, a
certain degree of poliey coordination was accomplished through
the ad hoc means of the President perscnally communicating with

key Allled leaders, and by a personal emlssary of the President

being sent to the North Atlantic Council]
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In the case of CINCARIB, one of the chlel coordination
problems revolved around the limited CARIBCOM capabllitles in
relation to the extent of assistance that might be required by
Ialin American gn;arnmenbﬂ to suppress any Communist-inspired
Internal uprisings In support of Cuba. It was aggravated by
the fact that the residual force resocurces of CINCSTRIKE severely
restricted the augmentation available, Ancther cocrdination
problem attended implementing the U S, policy objective of actual
Latin American military participation 1n operations agalnat Cuba
On both scores, complex politico-military arrangements had to be
negotlated quickly, with each country lunvolved having to be

dealt with on an individual national basis,

[aﬂth raspact to policy coordination, formsl Allied poli-
tical support of the U.S. position in the ecrisls was achleved #
when all of the Allied governments declared their officlal back-
ing.J In Latln America some military support was also obtained,
But the NATQ powers, because of standing attitudes on the Cuban
issue and differing perceptions of the c¢risls threat, gave little

military support to the overall deterrent posture, Of a lesser
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order, even cocordination of U.3. military operétibnal activi-
tiesa vis-a-viz Alliem was condltlioned by local policey reserva-

tions.

Thus, a major constraint circumscribing the range and
type of national command and control actlon abroad was the critl-
cal interrelationship between U.S,-orlented millitary cconsidera-
tions and prevalling foreign political faotors. A clearly demon-
strated concomitant was that these political variables tended to

slow down the military command and control process,

Implementing the Military Course of Action

Because of the nature of the erlsis situation and the U.3.
decision in response to 1it,[there were simultanecusly four mili-
tary operational d}mensions to the crisis, Besides the naval
quarantine, which was the only operation {other than survell-
lance and reconnalsaance activities) that was actually carried
out, these were: preparation for defense of territorial CONUS,
achleving general-war posture {including generation of SIQP
forces), and readiness to implement the Cuban contingsncy plaég)
The structure and processes of military command and control were
distinct for each and indlvidually complex 1n thelr own right,
The problem of keeplng them properly synchronized wlth omne
another and, together, all in phase with political developments,
exarcised the total politico-military command and contreol system,

from the White Houze to the forces 1n the field,

The covert discovery of the misailles on 14 October had af-
forded the U,S5. strategic warning of elght days, but from the
military operational point of view 1t was nullified co asoine degree
3¢ the polivical necessrby ol maintain-ns Jgerec; a«n order ¢o

sprins the ¥ 8 responae as a surpriae on 27 Ortaber.
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largest proportion of forces affected, Although they were the
onea who most needed advance warning, in view of the ponderous
marshalling and staging necesasary, they could least benafit from
it, because the magnitude of activity would tip the U.3, hand
and might be undea;rably provocat1v€z]

Besldes the surprise element, aoptinum mobilization had
to give way in favor of projecting a national image of dellber-
ate restraint balanced by firm determination. Ultimately, it
was hoped, the purpcse of military operatlonal preparatlons
would be aymbolle, as an earnest of U.§. intentions 1n the

larger dialogue with the Soviet Unlon,

However, the CONUS-based CINCs, i.e , LANT, SAC, CONAD,
although not offlolally informed by the JC3 of what the U.S,
course of action would be until 21 Qectober, were alerted tfo
coming events early enough by the Services to permit staff
preparations in anticipatlion of operatiocnal raquirements, so
that all were engaged in readiness activities by 17 October.
USAF forces, especlally, exploited to advantage the grace period;
actual operaticnal air deploymentas bagan on 17 Qctober, wWall be-

fore & pational decision had been reached,

(ggar of escalatlon created basle command and control
dilemmas bearing directly upon operatlional preparations. The
effect was at onece to expand and narrow the scope, type, and
degree of combat readiness requiredland permlitted, because
measures to deal with the local contingency Lnescapably implnged
upon general-war igaues, On the one hand, the Saviet militarpy

presence in Cuba made the consequences of otherwlse conventiongzl
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[E}mited-war invaslon or air attack unknown, and ¥ 3, strategle
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poature for general war had to be prepared accordingly.

Rules of engagement, in terms of concrete application 1n

speciflec ciroumstances, also constituted a major operational
command and contrel problem area, There was a noticeable re-
luctance on the part of the JCS to make precommittlng declsions
defining the criteria for initiating, and the parameters for
conducting, combat operatiocns not explleltly covered in plans,
eapeclally regarding the eritical lasue of tactical response to
hostlle acts of the enemy The guldance provided by the JCS
that ostenslibly was to govern U.S. reaction in the hypothetical
exigency 1n questlon was sometlmes so qualified as to be self-
contradicting., Whatever handloapping effect this may have had
operationally for the tactical ferces involved, the resulting
ambiguity tended to enhanca centralized control at the highesat
level, for it insured that fleld commanders would 1n each

instance have to seel authorization before taking & potentially

gerlous move l

Current operational activity connected vlth readiness
preparations under way accounted for many urgent substantive
problems to which the military command and control system had
to address 1vmelf., Limitations in available resources, par-
ticularly forces, lif%t capabilivy (land, sea, and air), and
base facllities, required intensive rescheduling of movements

and revising of stagihg plana, which amounted to a complex
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the response of all the forces so affeoted in order to keep

abreast of the status of readiness as a whole, posed extensive
information requirements. In both respects, the burden of at-
tendant command and control functions fell on the Joint Staff,
specifically on J-3, as the focal common denominator embracing

the various Service interests and command echelcns involved.

When gperational confliets arose between CINCs, as in the
case of competing demands of LANTCOM contingency alr deploymenta
agalnst those of CONAD and SAC, coordination was effected at
the JCS level. The degree of detall in which some of these
problems had to be approached before they could be resolved by
the JCS imposed correspondingly intensive ad hoc information

and staffing support requirements on J-3.

Discrepancies between operational needs of a OINC and
logistic resources and capabilities of a Service similarly had
to be reconciled at the JCS level. Sometimes these required
that the JCS render explicit rulings on the technieal and tac-
tical detalls of operational deployment for the CINC concerned.

El the process, because an appropriate ready data base was not
normally maintalned within the QJCS, J-3 had %o improvise infor-
mation retrieval and perfarm technleal staffing to support the
JC3 dispogltion of the proble@:]

After initial operaticnal readiness was achleved, main-
taining 1t without degradation over a sustained period, while at
the same time bringing the posbure to the required full state af
preparednesa, continued to preoccupy the military command and
control system. |[Maximum readiness of total assault forces was
not reached until the latter part of November In the interim,

what adjustments were necessary to avold undue force attrition,
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to reotify deficiencieé, or te refine and impgova speclal facets
of operational readiness tended to be accomplishéd at a more
decentralized level. During this second phase, the perspective
of the JCY role gradually reverted to broader overall functlons

of conveylng requirements, review, and approval,

Quarantine Operations

The limited, selective naval Quarantine that was actually
implemented as the initlial course of action in the U,.38. response
was essentially a form of military demonstration in support of
diplomatic measures. Nevertheless, it constituted the most

eritical area of command and control of the entire erisls,

Since subsequent declszsions on cther political and military
moves would be dependent in large measure upon Soviet reaction to
the Quarantine, 1f was pivotal to the overall national strategy
for dealing with the crisils, Quarantine operations accordingly
recelved the intensive attention of national deeision makers,
and command and control related to them was subordinated to

conalderations other than military operational criteria alone

Fundamental ad hoc adjustments to the established insti-
tutional command and control system were occasioned early in the
erisls by the deaignation or the CNO to serve as JCS repre-
sentative for the Quarantine, The effect was to shift the focus
of Quarantine command and control from the Joint Staff to OPNAV,
thereby precipitating a series of secondary chanbges 1n stafr
organization and procedures, CNO Flag Plot assumed many of the
functiona connected with the Quarantine that normally would have
been the reaponaibility of the Joint Battle Sbaff.[:fﬁis necessl-
tated the creation within J-3 of a specilal "Blockade Group” to
malntain liaison with OPNAV and lceep the Char aan, JCS, the
Direector, Joint 3taff, and other elements of 0JCS informed on

current developments in the Quapantiné:l
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E;\practice there were also signifiicant ﬁroéedural de-
partures in the functionlng of the Quarantine command and con-
trol system beyond those implied in the ad hoc modifications
ta 1ts structure. Ab orucial Junctures, the entlre system was
radically compressed; national decislon makers preempted tac-
tical command, bypassing intermedlary command links, and would
themselves exerclse direct operational control over the immed-

late actiona of Quarantine tasic force units,

There were three instances of such real-time command and
control of the detalls of tactlcael cperationa from the seat of
government, The flrst was in connection with the principal
targets for interceptlon {Soviet Poltava-class snips) reversing
course - when the Secretary of Defense, the CNO, and thelr
deputies relayed éxplicit White House instructions via secure
volce channels directly to commanders of ships assigned to

carry out the intercepts.

A second instance of similar real-time national command
and control was in conneotion with Soviet tankers, especlially
the BUCHAREST - when the CNO anhd his Executive conveyed Whlte

House guldance directly to quarantine task force elements,

A third instance was in connection with non-Bloc vessels,
particularly in the case of stopping and boarding the Soviet-
chartered Lebanese frelghter MARUCLA - when decisions governing
the moment-by-moment operational moves of the specific quaran-
tine ships involved were made by the 3earetary of Dafense and
his Deputy acting on specific instructions of the President,

then commnicated directly to the individual shlp commander con-

cerned.)

TOP SECRET -2l

TOP CRET



TO ECRET

TOP SECRET

An unanticipated additlopal mission for the quarantine
task force nas verification of Soviet withdrawal of 1ta de-
ployed missiles, The terms of the bilateral U.S.-Soviet in-
spection arrangements that were negotiated an the political
level, however, covered in oomprehensive detail the operational
procedures to be followed, Command and control processes

proved tc be routine,

[The modeat Latin American operational participation in
the Q;arantine osourred near the end of the crisis and was of
1ittle military signiricance; The contributed ships were made
part of a sepasrate U.S. task force, and the only speclal command
and control problem waa providing each forelgn ship with a U.S.
communicatlion liaison team having bllingual operators and ap-

propriate cryptographic equipment,

Contingency Planning During the Crisis

Command and control considerationa pervaded contingency
planning duripg the cristia. The functlon of the plans them-
selves was essentlally as a vehicle of command and control o
optimize military responsiveness to natlonal political direction.
Concern at the political decision-making level with operational
details deemed critlcal to the larger U.S. atrategy in the
arlsis accounted for most of the planning activity and largely

determined the content of the provisions that resulted,.

The contingency plans became the midpoint on a projected
spectrum of military courses of action ranglng from the naval
Quarantine, on one extreme, to general war, on the other, But
because Cuba was the immediate locus of the crisis 1saue, the
contingency plans remained central to the total U.3, response
and were accordingly a major focus of attention for the entire

national politico-mlilitary command and control complen
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Much the same ganeral patterns as had been.evident before
the crisls characterized contingenoy planning experience during
the erisis =- only they wvere more pronounced, A salient differ-
ence was ip the greatly accelerated pace and intensity of the
planning, but despite the changed context, the basliec form and
substance of the earlier plans were retained. The two types of
contingency planning undertaken prior to the crisis, l.e,, for

alr-strike operations-and invasion, continued to be daveloped as

two separate plans.

Nelther of the two contipgency plans ever reached final

gompletion, but, becausa of modifications and additions, were
constantly dn & state of transitional growth. Although indi-
vidual portiona gained specificity, the plans as & whole, rathes
than belng narrowed by materializatlon of the ¢risls, progres-
sively expanded in dimension and detail, The cumulative effect

over time was a considerable transformation of the original plans,

The assceiated command and control processes also ware
simllar to preecrisis practice, As 1n other crisis-related
military activity, the highest echelon of national political
authority interposed itself into the contingency planning
machinery, The dominant factors lnfluencing the plans, besides
the concrete limitations set by available military resources,
proved to be: assessments by peliltical declsion makers of the
intrinaic military situaktion in Cuba; and interpretations by

the same political decision makers of the sigmificance of that
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military situation in terms of operational planning needs --
evaluations that did not always coincade with the views of the
military The typleal role of the JCS was, as before the crisia,
largaty satill that of intermediary agency between planning

princlpals

Withln the 0OJCS, the special "Cuban Planners" group was
created in the Operations Direatorate to deal with contlngency
planning matters exclusively. Organizationally separate from
the Joint Battle Staff or regular Divasions and Branches of J-3,
the Cuban Planners funotioned independently of established
chapnels and procedures, Rather than substantive planning, thelr
Job was one of monitoring and provlding informational coordlnatieon

and staffing support in connectlon wlth the plans.!

Within LANTCOM headquarters, as scon as tactical command
for planned contingency operations was centrallzed to glve CINC-
LANT operational control over all forces involved, a separate
LANTCOM staff was formally activated to handle CQuban cohtingency
responaibllities, including planning The special contlngency
starsr, however, did not funetion as intended Instead, it was
informally integrated into the regular permanent CINCLANT staff,
which performed the Cuban staffing along with general-war-staff-

ing.

Lack of unequlvocal crlteria for determining the approval
status 9r vaslc plans, components, and changes at any glven time
made for an slement of procedural ambiguity, potentially of far-
reaching command and control consequence  Various kinds of ap-
proeval, and inconsistencies 1n thelr application, sometimes made
it impoassiocle to know which partieular planning provisions were

ourrently governing and cfficial,

Stringent security restrictions imposed in the early stages

of the erlsis were an added constraint militating against full

'""5“){. AT
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and timely dissemination of planning information to all the
staffe and forces affected by the plans, The tendency per-
Blsted even after security restrictions were relaxed, €E? was
especially evident in the use of the severely limlting "EX-
CLUSIVE FOR" device op messages cruclally pertinent to plannigg:]

The same themea that dominated precrisls contingency
vlanning were the major planning problem areas during the erisils,
All were traceable to cormand and control desiderata of the
national political authority, [EE?tralizins of command relations
was acecomplished relatively early, but reduction of resaction
times, diseriminate force application, and augmentation of
force levels, were more complicated and exerclsed a greater

portion of the total pational command and control system,

Compliance éith recurrent White House insistence on mini-
mizing the time lag between a political decision to execute
military action and implementation of the actlon ordered placed
& great straln on bath contingency planning and operational
readiness preparations, Crucial to the whole command and con-
trol proceas involved was reciprocal information exchange A3
the number of planned specific couraes of actlon multiplied,
settling upon reaction times that were both politically accep-
table and militardly reasible necessitated intensive coordina-
tlon between planning and operations, and in the interim, oe-
casloned no little confuslon before the various reactlon times

wera firmly codifled and universally understcod,

Preoccupation with discriminate force applicatlon within
the scope of the contingency plana reflected in microcoam the
underlying strategic concern with escalation thai characterized
the whole U,S. appreach to the crisis, The slaborate dafinition

of selective cptiona in ascending order of magnitude, couplég]
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[EEth austere reaction tlmes, grew out of Presldential demands
for preclse and virtually instantaneous military response capa-
bility to implement predetermined operational courses of action,
in desecrete incrementa of gpecified kind and measure, on call.
Such fine-grained cholces from a range of programmed altemma-
tives as waa ultimately provided for in the contingency plans

made for unprecedented natlonal declsion flexibility. ’

Augmentatlon of force level commitmenta [or contingency
operations accounted for extensive planning modificatlionsa
throughout the ecrlsis peried. The steady force lncrease was
partly related to order-of-battle intelligence factors, and
in part to plamning refinements designed to accommodate aecondapy
or peripheral requirements or to cover more remote exigencies
that mlght conceivably occur, The chief motivation, however,
wag the desire oA both operational and natlional policy levels
to lnsure adequate safety marging. On the one hand, tactlcal
commanders on various echelend were inclined to add, on thelr
own lnltiative, combat atrength in excess of what they were
authorized to deploy, and the plans would subsequently be
adjusted accordingly. On the other, political decislon mekers,
remembering the Bay of Pigs experience, formally directed further
large-=cale augmentation, even in the face of military advice

to the contrary.
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In view of the nature of some of the planning issues
dealt with, the essential information requirements for staffing
support of many planning actions, such as evaluatlion of the

adequacy- of forces, were fundamentally in the realm of judg-

ment

Termination of the Crieia

Suecesaful resolution of the aorisis was achieved primarily
through diplomatic measures conducted at the natlonal polltleal
level. The specific means employed were bilateral communica-
tlons 1in the form of an exchange of messages between the U.S.
and USSR heads of state. Military command and control had no

direct particlpating role in the dialogue.

The incident revealed a conjuncture of two different
orders of command and control acbiviby bringing into conflict
the Chalrman's dusl role asg an integral part of one lnstitutional
comnand and contrel system (the millitary) and his simultaneous
ad hoc functions a3 a member of anaother (the national political),
Az he felt constralned %o explain in his dissenting memorandum,

the Chairman had been unable to participate In the JCS
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deliberationa because, at the time, he was at the Whlte House
functioning in a staff capacity as the military ﬁember of the
M3C Executive Committee.

Attending the gradual military unwindinag that characterized
the termination of the crisis sere many command and control
requlrementa, bthough preogresalvely lesa urgent gnd less
cruclal. A serles of decilalons and complex operational co-
ordination was necessary to malntain 2 balanced and orderly
standfdcwn of onerational readiness in phase with political de-
velopments, the military significance of which was not always
clear at the time. Concomitant with the return toward normal
precrisis posture was a decrease in intimate participation by
national political decision makers in the immediate operational

detalls of reducinz military readiness.

As tenslons'eased and the crisls subsided, the ad hoc
military command and control adjustments were sbandoned, al-
though not necessarily to revevt to precrisis arrangementa,
Within the Ooeratlons Directorate of the Jotint Staff, particu-
larly, a number of basic changes in command and acontrol organ-
lzation and procedures were put into effect even before the

crisis was over,

Throughout the crisis, the military command and control
gystem, including that portion represented by the 0JCS, had
been confined almost excluaively bo technical military matters
following on declsions already rendered by national polltical
authorities, There was little vendency on the part of the
Executlve Office to relinguish centralized control and delegate
autonomous prerogatives alonz lnstitutional lines to the mili-
tary establishment in 1ts own sraditional sphere of vested
intereat. Osnerally, most of the managerial initiative shaping
the U.S. military response was exserclsed at the very apex of

government,

TOP SECRET -3 -

T0P SWPRET



TOP_SECRET

roplerET
B. PROCEDURES TN THE NMCC AMD J-3+

Within the CJCS the focus of command and conﬁrol staff

activity was the NMCC and J-3, |The Joint Battle Staff and

various elementa of t{he Operations Directorate that were most
directly involved in immediate operational matters experlenced
procedural difficulties affecting the Joint Staff role in the

crisia.e

The JBS Concept of Operations

Izghe general concept of Watch augmentation and transition
fo Jolnt Battle Staff operations, as specified in the COQP-0JC3,
was esgentially followed during the Cuban crisis. Bowever, the
Joint Battle Staff was hampered by a number of procedural prob-
lems during the early critical period of the crisis. These
problema aroge in part because of the lack of detailed proced-
ures supporting that concept of operations and because many JBS
members lacked the necessary training and experience with Jolnt
Battle 8taff functlona. Most of the Battle Staff members were
relatively untrained for their new assignments, except for
general background information obtalned in thelr normal staff
assignments. Exlsting evidence indicates that no specizl brlef=-
ings were planned or were given to prepare battle Staff members

before or immediately after they were assigne{Zl

Adminlistrative Operations

[Efny established J-3 peacetime administrative procedures
falled during the ecrisias., Because of the press of time and the
volume of actlon papers t¢ be prepared for JCS conslderation,
the peacetime procedural system for submisslon of papers to JCS

was rarely used by J-3 action officers. Even the "short-forTE]

lFor the detalled development of these observatlons aee
Encloaure "B" of the study,
2

NOTE: Many changes in NMCC/J-3 procedural arrangements have
occurred asince the time of the erisis, elther as a direct
result of the Cuban experience or in the course of evolution-
ary modiflications.
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(E;;en method and other methods of expsditing the processing of
JCS papers proved to be too unwleldy from an operational point
of viaw, The lack of space, shortages of adminlstrative person-
nal, and the absence of procedures clearly adapted to criails
operations all contributed to operaticnal inefficilency during
the firat few dayas of the criasis. Many of these procedural
problems were alleviated during the course of the erisls, but
their exlatence during the critical phase of the erisls suggests
the need to examine the close interaction between adminigtrative
and operational procedures employed during emargency eiltuations,
gnd to develop new emergency administrative operational praced-
ures which c¢an be exerclsed in conjunction with other emergency

cperational procedures.

The operation of a Battle Staff, the development and use
of the Master Chéck List (MCL), and the J-3 methods used to
submit actlon items for JC3 consideration in large part replaced
peacetime administrative procedures of the Joint Secretarlﬁt
and J-3. The JBS aseigned actione to the Directorates, main-
tained follow-up monitoring of the statua of actions, developed
agenda items for the MCL, and maintained comprehensive message
files for reference Thess activities have been clearly de-
fined in Joint Administrative Instructions (JAIs)} and other
procedural documentation ag standard Jolnt Secretariat respon-
sibllities for peacetime operations. Eg;wever, there were no
provisions ln the JAIs for transition from peacetlime adminis-
frative procedures to adminlstrative support for operaticonal
procedures durlng crises, As a result, a transition was not

made and both systems operated simultaneously during the crisif}

Briefings
[ébe large amount of time spent by the JBS Chiefs and Team

Chiefs in preparing and presenting briefings necessartii]
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[z;terrered with their primary functions of planning, dlrecting,
and coordinating the activities of the Battle Staff team
members and J-3 action officera. Moreover, the documented
procedural guldance for the conduct of briefings proved bo be
inedequate to insure efficlent, high quality briefing prepara-
tlon and presentation by the JBS, At first, Battle Starf
personnel did not have detalled Ymowledge of the input sources
of information for briefings and were relatively inexperienced
in the technlques of briefing preparation. The JBS had te rely
heavily on experienced Current Actlon Center (CAC) briefers
for the assembly of information and the preparation of briefing
seripts. In general, therefore, the Cuban experlence suggests
the need for reducing the number of special or ad hoc brLeringB,
for shiftling the responsibility for briefing preparation and
presentation te officers who do not have primary reaponsi-~
bllitles in the direction of the JBS, and for utllizing brief-
ing officers who have had specialized Lraining and experience

in the conduct of operational briefinga.i

Debriefinzs
IEanal JCS debriefling procedures were not used through-

out the perlod of Jolnt Battle Staff operations from 21 October
through 12 November. The fallure to use the normal debrlefing
mechanism derived from several speclal condlitions surrounding
the Cuban crisis.} Cuban intelligence information and U.S.
intentlons during the early phases of the criais had to be
tightly contrelled. The Jolnt Chlefs of 3taff were ln almost
contlnuous session for many days and, as a result, key personnel
normally involved in the debriefing procedure were preoccupied
with the preas of other worlk. Even had they been avallable,
the requirement teo maintain tight security control over U.§
intentions would have precluded extensive debriefing of the

Joilnt Staff.
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[Ebe failure to utilize the usual system for debrlefing
JC8 meetlings created numerous problems. It made 1t difficult
for the JBS to ascertaln the briefing needs of the JC3 and to
tallor their information collection, analyals, and presentation
activities to these needs. 1t created an informatlional vacuum
which made it difflcult for the JB3 to plan advance actlons.
It produced unnecessary confusion, duplication of effort, and
lack of coordination in the performance of JBS and Joint Staff
activites. In general, the faillure to provide an establlahed
information feedback mechanlsm from JCS to the JBS serlously
hampered the Batvle Staflf's ability to perform its intended
function of expediting and coordinating JCS actioné!]

The Master Check List

The Master Check List (MCL) was an ad hoc innovation
developed in reaéonse to a request by the Chalrman, JCS, that
J-3 maintaln a continuing record and history of all actiona in
the Cuban erisis. Despite this initial limited purpose, hou-
ever, it quickly became recognized by the Joint 3Staff as the
fastest and most reliable method of placing urgent operational
matters on the JCS agenda and also a8 the most authoritative
Bingle acurce of informatlon on toplcs that were being con-

Sidered by JC4.

The MCL was submitted to the JCS each morning. Attached
to it were appropriate action papers which contained a dis-
cussion of the problem, recommendations, and implementing
draft messages. Thie procedure had the effect of allowing
actlian officera to submit their paéers for JC8 decision in a
matter of hours, instead of days. Action papers were submitted
at the JCS meetings as Director, Joint Staff Memoranda (DJSMs),
Thls process short-cut the elaborate coordinatlion procees re-

quired during peacetime operations, As a result, the Joint
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Staff was able to operate more like a true mll;ta?y staff than

is the cgse under normal conditicns.

Contingency Plan Imblementation Procedures
There were no preplanned messages for implementing limited

war contingency plans comparable to those prepared for SIOP
implementation. Advance planning and preparatlon of such im-
plementing meesages require coordination with the CINCa to
insure that corders i1asued by JCS do not arbitrarily reatrict
the I'leld commander's cholce of timing based on local and
tactical fectora. Planners apparently had not glven follow-on
measages related to the implementation of contingency plana
the same degree of attention that they had given to the less

likely situation of general war.

Message=-Processing Procedures

& review of message-processlng procedures liasted in JAls
and other scurces suggesats geveral shortcomings when examined
in the 1llght of the sugmented Watch and Baktle Stalf operations
in the crisils.

a. None of the documented procedures related to
Battle Staff operations, c¢risls operations, or wartime
operations. Documented procedures were essentlally
peacetime procedures, with provision for speclal short-
cuts for an occasleonal message requiring prompt action.
Deapite this the COOP-0JCS apecifically insiructed
Battle Staff personnel to follow atandard message
progcesaing procedures.

b. There was no centralized source of message-processing
procedures avallable to serve as guldes to staff personnel
assigned to Joint Battle Staffs.

¢. The elaborately documented peacetime syatem for

message reproduction, diagribution, control, and
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clearance, as defined in JAIs and J-3Is was 2imply too
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slow, complex, and cumbersome to meet operational
requirements for the rapld processing of a high volume
of acbtion messages associated with crisia operations.
The more streamlined and operationally oriented JBS
procedures replaced many of these peacetime, adminle-

tratively oriented procedures.

Actlon Officers

The development of action papers 1a probably the moet
crucial part of the whole process by which the Jolnt Staflf proe-
vides support for JCS command declsiens. All actlon officers
involved in the Cuban c¢risis were subjected to very heavy and
demanding workloads,[E;t the pressures were particularly con-
centrated on & few key officers who were most loowledgeable
and hed the confidence of senlor members of the Joint Staff,
Despite the very capable performance shown by J-3 actlon
offlcers durlng the criéis, it 18 questionable if the J-3
organization could have provided adequate staff suppoert for
conslderably expanded emergency operatlons. If the Cuban
crilsis had escalated into larger proportiona, or 1f a second
crisls had developed simultaneously 1ln, say, Indila or Berlin,
the supply of experlenced J-3 action offlicers would have been
quickly exhausthZ]

One of the greatest assets of experienced actlon officera
ia thelr detailed knowledge of the appropriate sourcss and
channels of information and of the technigques and procedures
for preparing and procesalng actlon papers. They have appro-
priate flles readlly availlable; they know vhom to call, where
to go for particular types of information, and with whom their
actlions must be coordinated; and they are famlliar with the

types of format and levels of detall required by the JCS in
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the submission of actlon papers. Knowledge or_th}a type, to-
gether with the possession of detailed information on particu-
lar geographic areas or subject matters, represents a rela-
tively rare combination of skllls which is found in only & few
key individuals who have had contlnuous, specialized training
and experience. {Eie fact that & number of J-3 action efficers
had thin combinatidn of procedural knowledge and subject matter
competence probably made the difference bhetween an effectlive

J-3 operation and an ineffective one during the Cuban orisis, ?

SITREP

The preparaticn of the dally and supplemental Situation
Reporta (SITREPs) was one of the most time-consuming and
difficult tasks assigned to the Joint Battle Staflf. The
difficulties encountered in its preparatlon astemmed from
peveral sourges: .(a) the format for presentation of SITREP
data wasa not lmown or fully understocd by many of the members
of the Battle Staff; (b) the lack of feedback of information
from the JCS made it difficult for the JBS to determine what
information to inelude in the SITREP; (o} the process of colla-
ting, organizing, and analyzing data relevant to the emerging
Cuban situation was complicated by the shesr volume and com-
pPlexity of input data arriving from CINCa, Commands, &nd Ser-
vice Har Rooms; (d) inttial input data from the CINCs proved
to be lnadequate to the needs for JBY SITREP productlon; and
(e) preparation of the SITREP was hampered by the lack of a
centralized source of Information on the current deployment

and status of forces.

Existing procedural gutdance for the preparation of SITREPs
was limited to the assignment of responsibllity for its produc-
tion and & briefl description and topical outline of its content,

Based on the Cuban Battle Staff experience, this guldance was
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not sufficient to insure the production of Sltqat;on Reports
which fulfilled the basic purposes of this report. Addltional
procedural guldance was needed in deflning the eriteria of
relevance for the inclusion and exclusion of information to

be utilized in the report, and in identifying and centralizing

the input sources of information.

Information Support Operations
The Cuban crisis emphasized the need for a more detalled

data base for Status of PForces Iinformation, a capabllity for
rapid retrieval of that information in many forms, and for
more clearly deflned requirementa for general informaticnal
support. In responding to requests for information, Joint
Battle Staff personnel would frequently turn to the Status of
Forces Branch for current information on status of forces and
other forece data.! Information was usually required "right now"
and in a varlety of formats. As & result, the Status of Forcee
Branch was overwhelmed by requests for information which far
exceeded thelr origlnal terms of refersnce and their capaclty
to reapond. 1In general, it was found that Joint Operational
Reporting System (JOPREP) reports containing Status of Forces
information, i.e., REDAT, REDNON, REDRAD, were not as useful
a3 the SITREPs submltted by the unified and specified commands.
They were not timely and did not contain the detall required

by varioua users of this information. In effect, the JOPREP
for Status Reports was no{ reasponsgive to Joint Stalf require-

ments for implementing contingency plans.

Although lack of modern graphies and display production
material, adequate map basea, and storage space was & problem
for support operations, major problems stemmed from changlng
requirements for displaya and graphics and the lack of uniform
guldance., Lack of uniform guldance resulted, in part, from the
fact that the Branch had te take direction [rom two different

10perationa1 Ready Reports, Atomlc, Non Atomle and NORAD.
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masters. Branch personnel trled ta be respousive to both the
operations personnel they served, namely, the &Bs'taam and
JC3/7-3 Duty 0fficer Watch, and to the Chief of the Operations
Support Divisilon. '

Relocation of the Alerk Cadre

Relocation of the alert cadre

C. INFORMATION FPLOW IN RELATION TO JOINT STAFF F‘UNCTIONS1

Constralnts on Staff Support

At the beginning of the erisia, extreme securlity restrie-
tions on cerisis-related information precluded full utilization
by the JCS of the staff-support capabi{lity of the Joint Stafrf
in zenerating the required initlal military planning and opera-
tions. Access to and processing of the informatlon were con-
fined to designated individuala, with the regular divislions

and branches of J-3, ag such, excluded from participation in
1

For the detailed development of these obaervations, see
Enclosure "C" of the study.
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stalfing functions that they would otherwlse perform in the
ordinary courae of Joint Starf activities. -

In the absence of normal staff support, preparation of
early JCS actions had to rely malnly on information contained
in check lists, outline plans, and other staff work already in

exlstence before the crisia occurred,

The informational value of the Master Check List for staff-
ing purposes varled in kind and over time+ the listing of
"Actions to be Considered” was of utmost usefulness at first,
but decreased rapldly once the initial JCS directlives had been

issued; the record of "Actions Taken,"

although misleadingly
incomplete, was nevertheless the only source of some information

requlred in staffing.

The greatest demand for staff support occurred immediately
followlng issuance of initial JCS dirsctives to implement
action in the fleld and primarily involved requeets for ampii-
fication. ligla peak demand for staff support colncided with
the period when the staff wes least informed, most poorly or-

ganized, and had the amallest number of knowledgeatle personnel

assignééZ]

The Communications La

! Because of heavy overloading of communicatlon relay facil-
ities In the field, during the first two weeks of the crisis the
high-precedence messages required on the average 2-1/2 %o 3-1/2
hours from time of origin to receipt ln one of the Service Com-

municaticons Centers of the Pentagon.

The moest nearly current pilcture of the overall situation
that the Joint Staff was capable of presenting to the JCS
actually reflected condltions as they had been 8 to 12 hours

previcusly.
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To compensate for prevalling 1nrormat10n—flbw delays,
Joint Staff efforta to keep abreast of devaelopments depended
on field commanders' estimates and expectationa as well as on

their reports of what had in faet already oceurred,

Avallability of Information
[:??ring the firat week of the crisis, the tendency for

many JCS-Out messages %o be drafted at the Director level or
higher, in conjunction with the lack of debriefing arrangements
regerding disposition of staff recommendations, frequently pre-
vented coordination being effected by Joint Starf action person-
nel onh queries from the CINCa concerning JCS dirsctives,

Special channels to limit distribution of messages,
eatablished in the first days of the crisis for securlty reasons,
proved difficult,to change after security was relaxed, Some
resulta were: (a) that information contained in key communi-
cations between [ield commands was sometlmes receivaed by the
Joint Staff days late via readdressed coples; and (b) in the
cage of the Joint Battle Staff, full background information on

aarly developments was never recelved

Characterlstics of Information Requiring Staffing

[_The basic character of both incoming messages and the at-
tendant staff work that they occaaloned changed after the first
week of the crisis. The emphasis shifted from planning and |

operaticnal matters to force followlng. |

Although the Services had primary responsibility for
force following and performed it for the Cffice of the Seecre-
tary of Defensa, the Joint Staff was instructed also to fallow
in detall the movements of U.S. and Soviet farces for the JCS,

Owlng to variations in the kind of informaetion submitted
by the CINCs in response to DEFCON orders, it was not possible
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to determine from seme of thelr raports whethér the required

DEFCON had indeed been achleved,

D. SERVICE WAR ROOM SUPPORT OF THE JOINT STAFRI

grganizational and Procedura)l Arrangements for Coordination

The transition from normal to crisis staffing of all
three Service Var Rooms occurred at about the same time and
roughly followed the same steps as in the case of the NMCC
Current Actiona Center, Initially, in the period 17-19 Oc-~
tober, each Service informally created a small speclal slert
starff to deal with the unfolding orlelas situation, Then, after
the U.S. national reapeonse had been deocided upen and imple-
mentation preparations began to get underway, these special
alert stalffa became the nuclei of the formal Babttle Staffs
that subsequently were established within each Service War
Room, Actlvation of the four Battle Staffs -~ JCS, Army,

Navy, and Air Force -~ oceurred on 21-22 Qctober,

Paralleling the experience of the JCS organlization, the
stringent securlty restrictions that were imposed during the
firat critical weelk of the crigis necessitated deviation from
gtandard emergency action procedures on the part of all three
Service War Rooma. Because of these security considerations,
the original alert staffs operated outside the normal emargency
action area of their respective Service War Room faecility, and
thelir contacts were largely limited to a few key individuals
on the Service Secretary/Chief of Staff level. Later, whep
they were transformed into full Battle Staffs, thelr functions
were integrated into Service Var Room operations and they deal-‘t
on a much broader range with staff and command elements of

thelr own Service and with ather agencisa,

1For the deFailed development of these observations see
Enclosure "D" of the study.
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the NMCC/Joint Staff was characterized by a mixture of formal
and informal processes. Ad hoc arrangements, primarily in the
form of direct persgnal contacts between ilndividual Jolnt Staff
officers and thelr Service staff counterparts, supplemented
those on & more institutional basis, eRnd 1n many cases proved

to be the significant pattern.

The tendeney for miuch of the Joint Staff-Rervice Var
Room coordination and liaison to be accomplished by means
of peraonal contacts between indivliduals was the result of
early practlces emerging prior to 22 October. These had the
force of precedent, so that when some standardized procedures
were eventually 1ald down, they were for the moat part a post
facto codification of working arrangements that had already

evolved,

There were many advantages to the informal person-to-
peraon relationshlp by which Joint Staff-Service War Room co~
ordinaticn was conducted. Besldes the aspeed and efficiency of
direct communicatlon between principals, 1t was conducive to
a more affectlive working rapport in the reciprocal exchange of
vital information. On the one hand, Service War Room officers
would customarily apprise their Joint Staff opposite numbers
by telephone of any important new information on matters known
to be of intereat to the JCS as socon a3 1t came to thelr atten-
tion. On the other, when JCS requirements on the Services were
fortheoming, appropriate Service War Room officers would be
alerted by their NMCC counterparts to the fact that such require-
menta could be anticlpated. Thls sometimes permitted prepara-
tory staff action to be undertaken 1n response to the informal
notiftcation several hours before official receipt of the same

information through formal administrative routing channels.
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Bealdes timeliness, the inherent selectivity of the process
helped to insure that ralevant data reached the specific indi-

vidual with an immedlate need to know.

A drawback of the informal procedure was that it de~
pended upon the initiative of perscnalities, both to identify
data of Ainterest and to pass it on  Moreover, the attendant
information-transfer function was confined to an essentlally
two-point, person-to-person exchange, Thus, although a certaln
amount of internal dissemination could be assumed, there was
alvays the poassibility that a given 1tem of information might
not, as a matter of course, be automatically relayed to &all
those who properly should be cognizant of 1.!'..1 furthermore, i1ts
very informality militated against systgmatic ?onsolidation of
the cumulative body of 1nformat1£n bearding upon the varlious as-

pects of the crisils.

With regard to certain categories of bvasle data, however,
the procedures became formalized relatively early By 25 Qc-
tober, all three Services were perlodically conveying some in-
formation £o the Joint Staff in accordance with a fixed sched-
ule, prescribed format, and designated distribution. In such
cases & predetermined routine wags followed more or less comn-
sistently, and the interaction occurred between organizational
entitles rather than individuals, Nonetheless, a great deal
of other informaticnal support by the Services remained ad hoc

and was accomplished on an interpersonal level,

Informat.on Sudport

A1l thr2e Services Jurnished certain types of informational
suppact to the Joint Staff., To some extant, the cind of infor-
marien vamed from Servics to Servics. Fer one thing, the

capabllities of the Service War Rooms themselves varled, because
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af differences in concept, organizationm, and avaiiable facili-
ties. For another, different support requirements were placed
on them by the JCS. In addition, each of the Service War Rooma
dealt exclusively in generic clagses of information unique to
the particular role and aasigned missions of 1ts respsctive
Service, There was, nevertheless, a pattern of parallel infor-

mation support actions discernible among the three Jervices,

These infermation support funetions common to all three
Services may be grouped into six categorles, Each of the
Service War Rooms:

a. Submitted written inpute for the dally 0800 brief-
ing of the Chairman, JCS, that was held in the MMCC, and
each had cne of its offlcers present prepared %o answver
queations bo amplify the written Service input if re-
quired.

b. Provided Service-wide atatus-of-forces data more
comprehanslve in acope and in greater depth of detall
than would otherwise have been available from JOPREPs
alone,

€. Transmitted Service position papers to Joint gtarr
action offlcers on matters pending JCS consideration and
declsiocn,

d. Forwarded copies of summary reporta recapltulating
slgniflicant operational developments of the Service, such
a3 chronologles of events and tabulations of eritical
agpaects of force posture.

€. Maintained a round-the-clock policy watch, with a
general/flag officer on duty, to provide immediate ra-
aponse capablllty for coordination actions requiring

Service decision,
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£. Conducted, on request, many ed hoc briefings --
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either wikthln the conflnz2s of the War Room area or
elsewhere -- for anyone with a need to know, and

espectally for high-raniting DOD declslon-makers.

Army War Room
Besides the types of support indicated above, the Army

War Room furnished the J-3 Guban Planners with tnformation re-
garding Army force resources avallahle, thelr characteriatics,
capabllities, and limitations, and with comment and recommenda-
tions regarding thelr proposed employment. Such support was
provided on a continuing basis as the various QPLANs relating

to the Cuban crisls wsre revised, expanded, and updated.

Tha vast scale and complexity of Acmy oarticipation,
both in connectiop wlth contingency plans and CONUS defenae,
required oroportionately comprehensive and intricate Information
in order to monitor the progress of readiness preparations
underway. Moreover, the functional interdependence of Army
operations with those of the Navy and Alr Force constantly re-
quired extrapclated and projected information that might Ltself
affect existing timetables, plans and even declisions on a given
course of actlon. The A my War Room accordingly malntalned a
consolldated central repository of detalled operational data
on current and scheduled troop movements covering all Army unlts
involved, as well as data on 11ft, ataging, and lozistic support
commitments assoclated with them. Prequent recourse was made to
this data base, selectively or across the board, to answer

queries from the Joint Battle Staff or other elements of 0JCS.

In addition, the Chief of Stafrf, Amy, in his capacity as
"Executive" for Civil Affalrs matters for the JC3, created
a separate planning zZroup charged with developing civil afflairs
plans for military occupation of Cuba. Although this special

planning group operated apart from the Army's Cuban Battle
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Staff, the information pertalning bto civil affairs that it
provided to the Jolnt Staff constituted yet another unique
type of informational support, supplementing that provided

by the Army War Room proper. l

Similarly, the Army technical services, notably the Office
of the Chief 3ignal Officer and the Office of the Chief of
Transportation, at times provided technical information directly
to Joint Staff elements.

Navy Flag Plot
The deaignation of the Chlef of Naval Operations as JCS

representative for Quarantine operations (and defenses of
CQuantanamo} on 19 October, had the effect of transferring to
Flag Plot many of the informatlon support functions related to
Quarantline matters that otherwlise would have been the responai-
bility of the Jcint Battle Staff. Inasmuch as the only military
operation actually ocarried out during the crisis, other than
aurvelllance and reconnaiseance activity, was implementation

of the Naval Quarantine, this was one of the most critiecal

areag of informatloh support of the entire crisis.

Throughout, the central point of contact within the O0JCS
for obtaining Quarantine information from Flag Plot was the
special Blockade Group that had been ereated in J-3 early in
the crisis. The Blockade Group operated independently of the
NMCC Current Actlona Center, and serviced the Joint Battle Starf

on the same basis as other elements of the Joint Staff.

During the decilsion-making period prior to 22 October,
rules of engagement governing the Quarantine were formulated
primarlly rithin OPMAV. Those elements of the Joint Staff sith
a need to know were kept apprlsed of developmenta pertain-

ing to the planned coperation through personal contacts
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between members of the Flag Plot Cuban Watch Team and the J-3
apecial Blockade Qroup.

After the Quarantine was implemented, there waa a ocon-
siderable volume of informatlon flowing constantly from Flag
Plot to various elements of the JCS organization The prineli-
pal channel continued toc be through the speclal J-3 Blockads
Group, but much of it was conveyed directly to individual Joint
staff officers functlonally concerned with the subatance of par-

ticular categorles of information.

Tt was the reaponsibllity of the Flag Flot Cuban Wateh to
monitor in detail the movement of vessels inbound to Cuba and
the deployed positions of U.S. ships aasigned to the Quarantine
task force, Frequent situation maps of the Quarantine area, with
accompanying tabdlar data on the locations, courses, &nd
characteristies of incoming merchant ships, were widely dis-
tributed to the Jolnt Staff and elsewhere. Theae ware made
avallable regularly, often at six-hour intervals. Sometimes
they were prepared more currently in response to speclal re-
questa. In additlon, Joint Staff officers personally visited
Flag Plet in order to obtaln the very latest information on

the Quarantine situation.

Alr Force Command Posat

Information support functions unique %o the Alr Force
Command Fost were of several types. It collated data bearing
upon the complex problems of alr transport operations and
11ft priorities in counection wlth movement of Army troops,
equipment, and supplies, as well ag all of 1ts own Alr Porce

units involved,
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Because the Air Force had been delegated responsibility
faor coordinating, on behalf of the JCS, with various agencies
cutside the DOD regarding certaln measures afrecting ¢ivilian
activities, such as establishment of a Military Emergency Zome,
the Alr Force Command Post a&lsc served as the central repository
of information pertaining to these matters. In this capacity, it
was thus the focal point of contact whenever the JCS requirad
such information. Similarly, after the JCS designatsd the Chief
of Staff, Alr Force, az its "Executive' for coordinating the ¢
crisis-connected misaions of CINCSAC and CINCNORAD, it maintained
current data on the interrelated force posture and operations of
the two commands Appropriate information was furnished to Joint

S8taff elements as required,

Another important area of information support provided by
the Air Force Command Post, one that was heavily utilized by the
Joint staff, was the automated data processing facility repre-
sented by the 4¥73L system located at the Command Post, Since the
0JC3 did not possase such a capability 1tself, Joint Stafr
officers learned to rely on outputs obtalned from the 473L and
avallable nowhere else., Although the current operational data
normally stored in the gyatem were intended originally for in-
house Alr Force purposes, the wealth of information readily re-
trievable in so many uaeful forms proved of immediate value to
the Joint Staff. Dissemination of selective readouts began to
include various inbterested elements of the JCS arganlzation early
in the corisis, and 48 the potentialities of the computer were
recognized by more and more Joint étaff officers, informal re-
quests for outputs increased., The 473L capability was applied
not only to solve speeial problems attending reflinement orLgPLAN
BIgJ(the alr-strike plan), but to meet urgent JGS requirem;nta for

i
information on generation of SIOP forces, In fact, by 26 QOctober,
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breakouts of[surrent SAC launch schedules and aleyt and non-
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alert foroce data were beling furnished the J-3 Nuclear Operations
-1
Branch on a ¢ontinuing basis:j

Service Communlcations Support

All JC8 communication traffic was routed as a matter of
course through the facilitiea of the three Services 1ln the con-
text of the Defense Communications System (DCS). Despite the
greatly increased volume of communiecation flow incldental to
the crisia, both on the part of CJCS actlivities and the
Servicea, the existing communication facilitles generally
proved adequate. Indeed they had to be augmented for the oc-
caslon to some extent ln order to meet certain speclal needs,
and there was some transmieslon-time delay owing to short-term
saturation. But no serious problems for command and control
affecting the Joint Staff were experienced as a consequence
of limitations in communication. Dislocatlions might possibly
have arisen on the Service or CINC level nad the circumstances
of the e¢riais been different and actual hoatilities been in-
valved, especlally if the contingency plans would have been
implemented. As it was, no acute deficliencies impalring the

exerclse of effective natlonal command and control were revealed.

Mo significant augmentation of communications serving the
Army War Room occurred or was indicated. However, in the
field, immediate operational needas devolving from deployment and
staging activities underway necessitated additional facillties
in the form of leased commercial circuits, [gpme commanders of
Army forces, in order to meet anticlpated tactical requirements
connected with OPLAN 316 (the invasion plan) also were forced to
supplement their avallable communications. This was largely ac-

complished by local improvieatlion, namely by obtaining moé{l
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jgégipment and regrouping moblle uniéEE] .

The CNO's designation as JCS representative for Quarantine
operations resulted in the Navy Communication Center in the
Pentagon having to install a epeclal communlcabtlon channel. { At
the requeat of the White House, a direct secure telephone link
connecting Flag Plot with the Execublve Qffice of the President
was added on 20 October.f Some of the most ecruclal command and
contrel actiona of the ¢rlasis were performed in Flag Plot 1t~
3elf, with decislon makera coming there personally to avall

themselves of Flag Plot's communication facilitles.

In the case of the Alr Force, considerable augmenting of
communicationa had gotten underway, both in the field and at
Alr Force headquerterg, well before the crisis started., As
garly as 3 October, ateps were taken to acquire adequate com-
munication support, including lease of additional commerclal
facilities, foxr the tentatlive version of the newly expanded

LEPLAN 31éi(the air-strike plan) then under development. This
augnented network became operational by 20 October. Thereafter,
as the contingency plans were modifled, 1t was necessary to

adjust field communication capabllity accordingly.

An unanticipated USAF communicationa requirement was a
concomitant of the absence of & misaile early warning capability
orlented toward Cuba. [E; the time such & gystem was hasbily
improvised, appropriate circultry and special terminal faclli-
ties had to be installed to tie in elements of ADC, SAC, and
the Air Foree Command PQEEJ Also, full-period volce channels
for Intra-Alr Force coordination on release of public informa-

tion had to be provided on short notice.
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