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FOREIIORD 

This Enclosure is part of a study of command and control 
processes involved in the Cuban crisis of October 1962. The 
scopE: of the entire study 1a ae follo\'IB: 

Basic Paper 

Enclosure A - F.istorioal Analysis of the Sub
stance of Co~and and Control 
ActionaJ The1~ Circumstances, 
and Their ~nplice~ions 

Enclosure B - Procedu~al Analysis of J-3 Com
mand and Control Operations 

Enclosure C - Functional Ana2Ysie o: command 
and Co~otro1 Information Flow 1:> 
the Joint Starr 

Enclosure D ~ Analysis ot Command and Control 
in the Service liar Rooms in 
Support of Joint Staff 0?erat1ons 

Fnclosure C 
- ii-



TOP SECI!l!T 

ENCLOSURE C 

A FUNCTIONAL ANALYSIS OF COMMAND AND CONTROL 
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PQRPO§E. SCOPE. AND METHOD OF ANALYSIS 

l, This analysis is a part of a larger examination of 

command and control aapects of the 1962 Cubnn crisis, The 

overall study aloo includes historiographic, procedural and 

organ1zational analyses. The purpose o! the pN3ent tuno

tional analyais or inform~tion !low is to define more clearly: 

(a) the act•tal rol• playe~ by Joint Staff nff1ces; (b) th.e teoh.nl

c'al or functional nature of cr1ns operstlons; (o) the l1mttations 

and constraints on starr office operations; (d) the size and 

natura of the staffing effort required; and (e) the amount 

or time and efro;t expended 1n fulfilling required runotiona, 

This study ia not intended to evaluate the adequacy or Joint 

staff operations, but is intended to provide inf~rmation 

>1hich may bo uood by the Jo~ nt Staff in mald.ng their own 

decisions as to the adequacy of their procedures. 

2, Thia functional analysis also seeks to develOP detalled 

information concerning the nature and charaoter1stics of the 

Joint Sta!f functions performed, one maJor purpo•e being to 

allow comparisons in several different types of crisls situa

tions. For this purpose, this study provides lists of the 

starr functions performed, the information-processing re

quirements, the transmission and handling time for telegraphic 

message traffic, and the levels of decision and approval fo~ 
' 

the staff actions. Similar lists already have been developed 

for the Dominican Republic crisis of 1961;1 l1ats relating 

i ~·ISEO, 'A Functional llnalysie r'lf Joint Staff InvCilvem~mt in 
the J..me 19\51 D~"~Jn1n1can 1~epubllc Crisis, 25 September J.962. 
TOP SECRET. 
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co the taos crisis of 196~ to 19611 are in preparation. The 

purpose of this research 1s to provide a broader perapeet1ve 

from >1hich the Joinc start can !solace desirable and unde

s~rable reatures of its own organization and procedures 

established to ready the Joint starr tor various kinds of 

orieis Situations, 

3. The primary data that have been made available for the 

fUnctional analysis of the CUban crisis oonsisc of the Joinc 

Battle Staff (JD&) files: (a) 4,000 telegraphic messages in 

incoming, outgoing and subject files; (b) dnily listings of 

majot• actions under consideration and previously takenJ re ... 

corded in a Master r.heck Ust with some supporting comments; 

(c) miscellaneous Directors• memoranda and >torkiDS papers; 

and (d) JCS cuba "Greene", In addition, recorda and chro

nologies which reflect the eupporting actions taken by the 

Artll"J1 Navy 1 and Air Force have been made available by the 

;;erv1cea, 

4, Records of informal communications -- ouch as tele

phone conversationsJ direct verbal !nstruct1ons, and infor

mal liorking papers passed co and from the JBS and other 

Joint Starr atf1oee -- were not made available tor 1ncor-

poration into this analysis. It must be expected, therefore, 

that 1! the detaile of actions taken by informal meano of 

conrnunicntion were lcncu:I, acme conclua1one drawn rrom 

analysis of those formal records which were made available 

might have to be modified. Furthermo~e, re£erenoes in 

messages filed by the JBS have led to the location of 42 

additional pertinent telegraphic messagea not contained in 

the JBS files, indicating that a larger body of message 

l WSEG, C-I l:o, 2_. Enola sure: 11'l'alegraph1c Message Traffic 
Summary," TOP SECRET, 

Enclosure C 
TOP SECRET - 2 -



' ·I 

TOP SEC~""T 

traffic than th~ one researched ma~ exist. 
1
It is ~own 

that at least a few EXCLUSIVE JC5-In and -Out meosages ~era 

never released to the JBS or incorporated into the J-3 

records. 

5. Information flow research has involved analysis of 

e~ch type or av&Llable data to indicate. (a) the purpose 

or each piece of paper; (b) the subJect mauter; (c) the type 

or staff action involved; (d) the office performing each 

action; (e) the time required for action; and (f) the pat

tern of ooord1nat1on, dec1s1on, and ap~~val. Abstra~t3 or 
thlo information have been integrated into summary tables 

in order that the tindin~s could be presented in meaningful 
) 

form, In performing this functional analysis, three aspecto 

of information flow were selected for additional detailed 

critical rsv1ew.' Supplementary studies of delays in messate 

tr•ffic routins and of Master Oheck List operations have 

been made. In addition, an attempt has been made to inte-

grate all types or d~ta developed on tns nandl!ng or starr 

actions concerning the subJect or Air Defenses, This has been 

done in order to illustrate ho>T the types or findings developed 

through functional analysis or information flow can be applied to 

planning ror meeting fUture Joint Sta.rr crisis requirements. 

6, In view or the le~th of time required to review and 

clao•ify each piece of paper in the JBS rileo and the large 

number or pertinent ~essages a~ailable, deta1led analysis of 

the telegraphic message filea has been confined to a sample 

of approximately 1,600 messages originating between 16 and 

28 October 1962. This sample includes all messages filed 

by the augmented OUban Watch, beginning on 17 October, and 

all messages filed during the first week of Joint Battle 

Statr operations, (The personnel and the files of the 

TCP SECRET - 3 -
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augmented Katoh oec&Me th~ nucleus of the Battl~ starr Khen 

it was aotivated.) 1 All other available data have been re• 

searched through at least this same t:l!ne period. !>'here 

necessary, additional data have been researched through a 

subouquent time period corresponding to the life of Joint 

Starr CUban crisis operations, which terminated on 6 Decem

ber 1962. These data include total telegraphic traffic 

counts, actions concerning JCS "Greens", and actJ.ons relaCed 

to Miscellaneous Stat£ Memoranda. 

T. The period analy~ed in detail (16 through 28 October) 

was in many ways the crucial period ot Joint Starr CUban 

criois operations. MaJor procedural and functional problems 

were faced and largely solved in this period. The tenor of 

atarf activity was d1at1not during this periodJ since it was 

on 28 October that the Soviets agreed to U,S, demands for 

the rem~val or their offensive weapons from CUba. There

after, there 11as a rapid decrease in the probabillt) that 

u.s. military action more drastic than the quarantine would 

be required, Selection of the period 16 through 28 October 

for intensive analysis also per.mitted an examination of the 

effects or security requirements on Joint Staff activlties 

under t•~ different types of conditions. Prior to the Preei

dent • s 22 OcLober public address, during the week in >thioh 

most polltical decisions concerning the u.s. response to the 

crisis were made, special security .restraints concerning 

military preparations were in effect, After the President 

spoke, security aspeots of Joint Staff operations reverted 

to the~r normal pattern. 

For more detail on the au~PUentation or the CUban \latah and 
the phase-over to Joint Battle Starr operations, see Enclo
sure B, "Procedural Analysis of J-3 Command and Control 
Operations. 11 

Enclosure c 
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I i 8. The body or data developed in this functi~nal analysis 

is presented in tl'ro Appendices to this Enclosure; the re

sults, in the form ot Summary Observations, are presented 
1 r 

immodiately below. Appendix A is the detailed analysis of 

information !low for the period 16 through 28 October. It 

consists of a review of the Salient characteristics of ove~

all mesoage traffic flow, followed by specific analysee of 

the incoming trafflC which turn!ahed the basis for Joint 

Starr actions, the Joint Start actions the~aelves, and end~ 

product JCS-Out messages which resulted from the various 

Joint Starr actione. Appendix B examines tha selected 

aspects of informahon flol< mentioned previously, including 

analyses of delays in message traffic routing, starr prepa. 

ration and use of the cuban operations Master Check List, 

and a staff actipn-requirement analysis of Air Defense prob

lems. 

9. Summary observations concerning the scope and nature 

ot CUban crisis operations within the Joint Staff, as re

flected by the resea:rch into information floN, are presented 

belc>t. It must be ell!phasized that these observations are 

based primarily on data ccnta1ned ia the Joint Battle Starr 

files. Certain othe~ categories of relevant data -- tele

phone traffic, reconnaissance and intelligence message flow, 

and action papers held in Action Officers• personal files ~

have been utilized Only indirectly. References to such data 

contained in the Joint Battle Staff files have been taken 

into account, although the actual data were not released for 

inclus~on in this analysis. The following summary observa

tions are grouped unOer headings corresponding to thoee 

eections of the Appendices from which the observation• >rere 

derived. Thus, the headings indicate where the details on 

which the obJervat1on is based are presented. 

TOP SECRET - 5 -
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SALIENT FINDINGS 
.I 

10, At the beginn1ng of ttle orisis, extreme security restric

tions precluded normal utilization by the JCS or the starr

support capability or the Joint Staff in generating the required 

initial militarJ planning and operations. 

ll. In the absence of normal staff support, preparation or 

early Jcs actions had to rely £ain~y on check lists, outline 

plane, and other starr work alread~ in eXistence before the 

crisis occurred. 

12. 'l'he informational value or Jhe Master Chock L1st for 

staffing purposes varied in kind and over time: the listing of 

"Actions to be considered" was of utmost usefUlness at flrst, 

but decreased rapidly once the initial JCS directives had been 

issued; the record of "Actions 'l'aken," altnough misleadingly 

incomplete, was neverthelese}tne only source of some information 
! 

required in staffing, 

~· Because of heavy overloading or communication relay facili

ties in the field, during the first two weeks or the criais the , 
high-precedence messages reqUired~ the average 2-1/2 to 3 -1/2 

hou:!Jrrom time of origin toJreceipt in one or the Service 

Communications Centers of the Pentagon, 

14. The most nearly current picture of the overall situation 

that the Joint Starr was capable of presenting to the JcS actually 

reflected condittons as they had been~ to 12 hours previously]\ 

15, To compensate for preva1ltng 1nformat1on-flow delays, Joint 

Staff efforts to keep abreast of developments depended on field 

commanders• estimates and expectations as well as on their reports 

of what baa in raot already occurred, 

TOP SECRET - 6 -
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l6.'[During t~e first week of the crisis, 

many JCS-Out messages to be drafted at4tne Director level or 

higher, in conJunction with the lack of debriefing arrangements 

regarding disposition of staff recommendations, frequently pre

vented coordtnation being effected by Joint Starr action 

personnel on quer.1es from the CINCs concerning JCS directives . . J 
11. The greatest demand ror starr support occurred immediately 

following issuance of ini!ial JCS directives to implement action 
' 1 

in the field and primarily involved requests for amplification. 

[This peak deman~ for staff support coinc14ed with the period 

when the starr was least inrormed, moat poorly organized, and 
I -

had the smallest number of knowledgeable personnel assigned.~ 

lB. Special channels to limit distribution or messages, estab

lished in the first days or the crisis for security reaeons, 

proved difficult to change after security was relaxed. Some 

results were: (a) tha< information contained in lcey commun~cat1on 

between field commands was sometime~ received by tbe JOS days 
j 

late via readdressed copies; and (b') ln the case of the Joint 
I 

Bat"le Staff, full background information on early developments 

\'las never received. 

(Eg. The basic character of both inco~ng messages and the 

attendant staff work that they occasioned changed after the 

first week of the crisis, the emphasis shifting from planning 

and operational matters to force fallowing.~ 

20. Although the Services had primary responsibility for farce 

folloWing and performed it for the Office of the Secretary of 

Defense, the Joint Staff wae instructed also to follow in detail 

the movements ot u.a. and Soviet forces for the JCS, 

21. OWing to variations in the kind of information submitted 

by the CINes in response to DEPCON orders, it was not poesible 

to determine from some of their reports whether the required 

been achieved, 

- 7 -
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' •' SUMMARY\OBSERVATIONS 
\l f 

PR0!4 ANALYSIS 0!1 OVERALL MESSAGE TRAFFIC !ILOW 

22, On 17 October, the Joint Start formally acknowledged the 

existence of the CUban crisis through the establishment or an 

augmented Cuban Watch. On 22 October, this augmented Watch 

became the Cuban Battle starr. The period rrom 16 th~ough 22 

October was the phsee of the orieia during which the highest 

echelons of national decision making were considering alternative 

courses or action and developing the details of the U.S. response 

It was a period marked by extreme security precautions within the 

Joint Starr. Much or the incoming message traffic was oloaely 

held by a Joint Starr group especially cleared tor starting Cuban 

operations, 11Hot 11 action messages were hand-carried by general 

of!1cersJ and many messages were held 1n action oft1cers• persona. 
0 

files, so that regular Watch and Battle Staff personnel did not 

have access to them. Some of these messages were later Plaoed 

in JBS tiles; others never were. 

23. The message distribution, filing and retrieval system 

supporting eubordinate staff operations did not meet the require

ments imposed by starr functions 1n the emergency, This inade

quacy seriously limited Battle Staff capabilities, As bee been 

mentioned already, the initial files turned over to the Battle 

Staff on 22 October were incomplete, ~!oreover, high-echelon 

staffing continued thereafter an~ prevented normal file bUild-up, 

Ultimately, after most of the message traffic began to be made 

available to the Battle Staff, two methods or filing were used. 

Initially, a master file was set up by message Date-Time Groups 

(DTGs). Files claesif1e~ by subject and/or message source were 

subsequently attempted. The subject file resulted in messages 

being filed under the first subject staffed, making 1t extremely 

difficult to relate a message containing other subject matter to 

Enclosure C 
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a second action subJect. 
! . 

There were very l'e~r cases where 

messages were filed by both DTG and subject, or by more than one 

subject. The messages filed by DTG before the subJect files were 

established 1~re never incorporated into the subJect tiles. 

~4. The baste nature of b~h incoming message traffic and 

resultant starr actions changed on 24 October. During the period 

16 through 23 October, meesage traffic was largely concerned with 

requirements, operations orders and planning messages. This 

period conBtituted the prlmacy "staffing" action phase of the 

crisis. Beginning 24 October, and peaking for the entire crisis 

on 25 October, the vast maJority of incoming traffic concerned 

enemy submarine and merchant ship locations, and tracking oper

ations with status and movement reports for u.s. ground and air 

forces, The maJor Joint Staff effort reeulting from JCS-In 

messages during this period could be described as "force 

following.~ 

PROM ANALYSIS OF INCOlUNG l1ESSAGES 

25. More than two-thirds of the Cuban messages received by the 

Battle Staff >rere messages directly addressed to the JCS, as 

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 read1• 

ness, and force movement and change-of-operational-control (CHOP) 

~eporta to the JCS ware overwhelmingly direct addressings. The 

JCS was informed on all other staff area subjects bY at least as 

many Info Copy reports as direct addressings. Sixty percent or 

all direct addresaings other than s~atus or forces reports were 

1equeste for JCS assistanoe, and more than half or these were for 

approval of specific propoaals of action by commanders ln the 

field. 

TOP SECRET - 9 -
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offioeo are apparent in the interchange of telegraphic meaoagee, 

For example, most subdivisions of the Office or the Secretary of 

Defense (OSD) were usually quite careful to pase on OSD infor

mation to the CDICs via the JCS, The Office of the Secretary of 

Defense, Aosistant Secretary of Defense (Public Affairs), was the 

only OSD otfice to address messages directly to the CINes, rather 

27, Six-hour SITREPs were required of all CII1Cs directly con-
• ' earned or indirectly affected by the Cuban situation, in order 

that the Joint Staff could be kept informed of developments on 

a timely basio, Normal precrisis reporting procedures estab

lished for the ciNes did not satisfactorily inform the JCS of • developments on certain subjects in the Unified and Specified 

Commands. Special Prooedur~s were devised for reporting on 

airlift capabilitiesJ special movements of forces, and extreme 

concentrations of aircraft on air bases, ~though the Navy 

served as executive tor the JCS for quarantine affaire, the Joint 

Staff found it necessary to utilize direct addressings of 

detailed quarantine operation reports (i.e,, aircraft reports 

or merchant ship s1ghtings and submarine search operations 

reports) 1n order to fulfill their force-following responsi

bilities to the JCS~ 

28, The prime purpose of addressing Info Copies of messages 

to the JCS was to inform the JCS of actions taken or coordination 

effected by field commanders reeponoible tor implementing JCS

direoted actions, Info Copies sent to the JCS contained ~ital 

Enclosure C 
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information of direct interest to the JCS, Such messages require~ 

as carefUl a screening on receipt by the Joint Staff as did most 

meseages addressed directly to the JCS, in order to get them 

qUickly into established channels for uae of incoming information. 

r-Readdressed Info Copies also provided a Nery important source or 
'-

JCS information, although these were usually received in the Join' 

Starr anywhere from many hours to several days after time or 

origin.l The review Proce<lures applie<l in the field to determine 
~~ 

requirements for readdressal thus seem to have been >~ll worthwhi: 

29, The initial oraere given by field co~Anders in response 

to JCS directives were given limited distribution in the field, 

in order to minimize potential "leaks," and there was an unusuall: 

small number or coordinating messages passed between subordinate 

theater forces. l4uoh or this message traffic, necessary to Joint 

Staff lO'lO>!ledge of the reactions of theater forces to JCS direc

tives,~• transmitted to the JCS in the form of low-precedence 

Info copies, or was readdressed to the Jcs (sometimes days later) 

when a field commander recognized JGS interest.] Even after 

relaxation of the special security measuree invoked prior to 22 

October, the channels established prior to that tlme to minimize 

message distribution in the field proved hard to brealc, The Join l 
Starr continued to receive key informatiofy readdressals after I 
the requirements tor greater lateral coordination and more rapid 

notification of the Joint Starr was recognized, The importance 

and relevance to Joint Starr operations of that portion of Cuban I 

traffic received only after readdreesal euggests the need tor~ / __, 

establishing ~riteria and procedures designed to make the Jcs a 

direct or Info addressee of many tYPe3 or messages which, at 

present, do not automatically include the JCS in the list or 

initial recipients, 

' 

__ j 
~0. There is evidence or the existence of large quantities of 

State Department and intelligence message traffic to Which the 

Enclosure c 
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Joint Battle Starr was not'privy. The JBS was-the recipient or 

only a very few reports generated by intelligence branches and 

agencies, Those intelligence ~eports Which were received con

sisted almost entirely or summaries or the situation as it had 

extsted several days previously, State Department traffic was 

the last category of information to be cleared for general JBS 

dlstributlon, the slowest to be received, and the most spotty 1n 

quantity received relative to the quantity which must have 

originated J 
FROM ANALYSIS OF JOINT STAFF CUBA ACTIOI!S 

31. ~e largest volume or incoming messages containing require

ments for JCS action or guidance was received immediately followit 

transmission to the field of initial JCS directives concerning 

the nature of the u.s. response to the crisis. These incoming 

messages resulte'd in the largest requirement tor staff' work 1n thE 

Joint Starr or any period or Cuban crisis operations. ~his was 

the period, near the beginning of the crisis, when Battle Staff 

personnel were least capable ot providing staf£ assistance. It 

•~• the period when they were the least informed, the least orga

nized, and were functioning with the smallest n~wber of knowledge· 

able personnel J 
-~. Preparations for tactical air operations (for OPLAN 312) let 

to the largest number ot incoming mesaages generating requ1rementr 

for JCS ~ecisions an~ actions. The number or requirements gen

erated by incoming traffic on preparations for invasion (OPLAN 

316) and air defense operations were only slightly smaller, From 

the number or requirements messages rece1vea concerning these 

subjects, it appears that airlift, sealift and communications 

problems are the most difficult areas to plan for specifically in 

advance, The development and use of cover ator1es was an ~asue 

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

Enclosure C 
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actions 'and dec1o1ons. Rules of engaBernent Sppear to be more 

subJect to misunderstandlng than any other type of JCS directive, 

in view of the f~ct that such "rules' stimulated the most ~equsst 

!or clarification~ 

33 ... t least five JCS ''Greens' concel'rling Cuba were in some 

phase of staffinG every single day from l~ Octobe~ th~ou~ 4 

December 1962 (i,e,, for the enti~ life spsn of the Battle Stoff 

and augmented Cuban Watch), The pea~ staffing effort for JCS 
11 Qreens" was on 25 October with twelve 1n the staffing prooess. 

Seven J-3 Staff memoranda concerning Cubs were completed on 25 

October, along With the greatest number of miscellaneous starr 

memoranda produced on any one day, Both JCS "Greens" and Joint 

Staff memoranda provided essential bao~round for follow-up stafl 

actions after JCS orders werd given, Early distribution or these 

data was ae imPOrtant to the,Battle Staff as early distribution 

of the JCS outgoing messagee giving these orders, 

34. The Operations Directorate (J-3) had the largest workload 

of all starr offices in terms or: (a) numbers of JCS-Out message 

drafted; (b) numbers or starr memoranda written ror the JCS per

taining to actions required; and (o) numbers of JCS 11 0reena 11 

drafted. Outside of intelligence operations, operations of the 

Special Assistant for counterinsurgency and Special Activities 

(SACSA) were the most highly seoured and generated the largest 

number of 11JCS 11 messages not r-eleased to Battle Staff personnel, 

FRO~! ANALYSIS OP JCS•OUT MESSAGES 

35. JCS-Out messages reached a peak for the entire cr1s1a on 

22 October with 28 massages sent concerning Cuban operations. 

A total of 75 Jcs-outs originated during the period 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 daily average for the wee~ preceding the crisis, More 

TOP SECRET - 13 -
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·. ' 
than thrLe-fourths of all JCS-Out Cuba messages- th'rough 22 October 

were classified TOP SECRET. On 23 October, the proportion of out

going TOP SECRET messages dropped to one-third of the total and 

continued thereafter at about this fraction. 

36, Several security problems were brought to the attention of 

the JCS for dec1a1ons. One arose concerning the 11release of 

special intelligence planning information" for use at the air crel'i 

level in connection With §LAN 31~ In anotbet>, MATS use or 

normal flight plan and movement messages in connection tdth 

classified airlift operations required approval by the JCS, 

Although the Joint Starr may expect these types or problems 

involving security to occur again in many types of possible future 

crisis eituations, it is probably best to plan for clearing each 

one on an ad hoc bne1s as such problema arise, 

37, Through 23 October, only slightly more than one-half ot the 

Cuba JCS-Out messages were drafted by the Joint Staff action 

personnel (subordinate to the Directors) who usuallY are responsi

ble for preparing such drafts. (-Fcrt~~rcent ~r the messages were 

drafted at the Director level or above, with the Di~ector of the 

Joint Staff pel'sonally draftingGhe lacg~st single number (17) :-1 
\Uth the relaxation or special security precautions on 23 October, 

normal staffing procedures began to be applied, although personnel 

from the Office of the Chief, Naval Operations (OPNAV) drafted 

moat JCS messages pertaining to the naval quarantine, However, 

even after formal starring became the norm, because of the very 

high level of 11 approval 11 needed for most JCS-Out messages con

cerning Cuba, starr Officers 1 lmowledge of the JCS actions taken 

waa extremely lUn1ted. This problem arose because there waa no 

procedure for timely feedback rrom the office where the JCS 

remained in nearly continuous session (the Gold Room) to the 

action officere who delivered draft messages to the door, 

Enclosure c 
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'rntervie,;, indicate that usUally action otric~rs had dftrioulty 

determining whether ohangee ltere made 1n their message drafts or 

whether the messagee were sent at all, Often confirmation of JCS 

action was obtained by the Battle Staff when a hard copy of an 

Out message was dietributed through normal channels. 

38.[The security precaution• adoptsd at the upper echelons of 

the Joint Starr and applied during the initial phase of Cuban 

crisis operations made it extremely difficult to provide starr 

assistance. After the Pree1dent•s public announcement of 2300a, 

22 October, special eecurity conditions wers supposedly relaxed, 

However, the facts that high• echelons were drafting messages and 

staffing functions were being performed by offices outside the 

normal starr flow (OPNAV and ODJS) prevented the usual dissemi• 

nation within Joint Staff Directorates and Within the JBS of 

knowledge of probable torthoom1ng actions. Consequently, when 

field commands called upon the Battle Staff to accomplish coordi

nation of directives, quite often the JBS had no knowledge of the 

JCS directive about which it was being questioned,_] 

FROM ANALYSIS OF MESSAGE TRAFFIC ROUTING DELAYS \ 

39~• functions and facilities involved in telegraphic message 

traffic flow from the field to the Joint Staff are depicted in 

Figure l for summary presentation. Typical times for message 

flow between stations during the first two weeks of Cuban crisis 

operations are indicated for those stationa where time-of-receipt 

records ~tere maintained and the data made available for this 

analysis. The tranemission t1mee indicated were largely inde

pendent of message precedence during this period, The delay in 

receipt of messages at the Pentagon was due almost completely to 

heavily overloaded relay facilities in the field, The increase 

\ in number or messages received in the Service communication 

j centere in the Pentagon wae etill well Within equipment capaL bi-l1~iee, However, message reproduction facilities in the J 
Enclosure C --TOP SECRET - 15 -
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I overloaded on many occasions. Tne much more rapic' 

advance copies were forwarded only for messages of Operational : 

Immediate precedence or higher and for one action copy only._=__! --
~0. Any description of the overall situation prepared 

Battle Staff for the JCS could be expecte~, at beat, to 

by the 

be [eight 

hours behind ~he actual situation. Much of tno ~ta in such 

summaries l;~god ~ hours )•hind actual events. There ttere three 

Principal reasons for such time lags. First, message receipt by 

the Battle Starr laggedlflve to ten hour~behind meseage origin 

for reports on the situation 1n the field. Secondly, incoming 

messages reported the situation in the theaters and commands as 

of some time earlier then the time or message origin. Finally, 

Battle Starr processing consumed some additional time after 

message receipt. 

41. Exerciss HIOH HEELS II data, the Dominican Republic cris~s 

analyses, and this analysis of Cuban crisis mesaage traffic 

indicate that, ~dth present equipment and procedures, planners 

must expect a median delay time in message transmission or two

and-a-half to three-and-a-half hour~from origin in the fi;ld to 

Service communication facilities serving the JCS. This delay 

oecurs despite high precedence assigned to messages~ Hard-copy 

reproduction and distribution to the Joint Staff can be expected 

to make mess~ges generally ava11able~~~x-and-a-ha1f to seven-and

a-half hours Arter origin, as a median, One-quarter will be 

reoeiveCJ ab~t G:ne ho~sooner, one-quarter •.dll tal<ej~ne to four 

hours longe~han the median (depending on the total traffic load 

that dayQ 

FROM ANALYSIS OF MASTER CHECK LIST OPERATIONS 

42. The Master Cnecl< List (MCL) of "Actions to be Considered" 

was extremely useful for tha initial implementation of almost all 

TOP SECRET - 17 -
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' actions ordered by the JCS. Its usefulness decreased ~ery rapidly 

to~ further staff actions after implementing orders were sent. 

Th1o ehould be expected, because subsequent theater requirements 

are bound to be those \mich were not anticipated; otherwise, the 

implementing actions would have provided for them, . After about 

th~>ee days of cuban crisis operations the nature of these MCL 

listings changed from specific JCS agenda items to much more 

general agenda items for staff consideration. 

43, The MCL listing of "Actions Taken" served as a general 

reference paper for keeping members of the Joint Staff up-to-date 

on the overall picture. It was fsr less useful as an aotion

follo:dng log, It was of limited usefulness to Battle Starr and 

action personnel because: (a) listings were often included 

oeveral days late; (b) many actions falling in the same categorieo 

as the types recorded were not listed; and (c) only certain types 

of Joint Staff actions were recorded, 

FRO~l ANALYSIS OF AN APPLICATION OF Illl'ORNATION FLOW RESEARCH 

44, Empirical evidence obtained through the analysis of infor

mation flow can assist in the development of check lists for 

possible futt~e crisis operations. Such research can particularly 

POint up those procedural and planning requirements which, if 

starred in advance, may obviate many days of coordination ~dth 

agencies external to the Joint Starr, should the same problem area 

arise in subsequent crisis situations, Cuban crisis air defense 

actions have been analyzed in this study for development of such 

check llsts. External coordinations are shown to be the most 

time-consuming starr functions. En.mples of important potential 

advance coordinations include Federal Aviation Agency preparation 

of air regulations for establishment or Military Emergency Zones 

(MEZs) and development of plans for Security Control of Air 

Traffic (SCAT Plana), 
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' _!PP'!_~IDIX A TO ENCLOSURE C 

DETAILED ANALYSIS OF THE CRUCIAL PERIOD 
-- j 6 'l'llllOOGR 26 oCTOBER 

1. This Appendix presents the results of a functional 

analysis of information flow in the Joint Starr during the 

crucial period or 1962 CUban crisis operations, First, an 

overall picture or the magnitude o/ 1ntor.mat1on £low is 

presented 1 based on an eXP~ation o£ telegraphic message 

traffic, Incoming messages'are then examined in detail, sep

arating for analyt~oal purposes messages directly addressed to 

the JCS from messages passed to the JCS as Information Copies, 

Joint starr actions resulting from incoming info&mation are 

next rev1ewed and analyzed, based on an ex~nation of atatr 

action memoranda (e.g., J-3Ms) and J:S "Greens." Finally, 

end-product J~s-out messages are exa~ned, first from the 

point of view or subject matter, and then as a source of 

data on the starr !unctions or message preparation, review 

and approval. Critical observations are included in the 

text as suojects arlse. Summary observations round in Enclosure 

c are not repeated here. 

OVERALL MESSAGE TRAFFIC FLO\i 

2. The scale of Joint Starr activity in crisis operations 

is dependent upon the nature and magnitude or 1nfor.mat1on 

flo~<. This section will examine the 111agni tude or informa

tion rlow as reflected by incoming and outgoing telegraphic 

message traffic filed by the augmented CUban Watch and the 

Joint Eattle Start (JES). Although telephone traffic proved 

not to be researchable, it is the o'!nion of JES membe~e 

that the following analysis fairly represents the shape of 

CUban crisis activity 1,1 the Joint Starr. 
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I 
j .. There was no one eomplete JBS 11maeter flle" of JCS 

incoming or outgoing mesaageeJ and as a result it has been 

impossible to assure a compleee message count. Incoming 1nas~ 

eages Kere tiled by the JBS in JCS-In folders, in folders 

grouped by CINCs, and in action folders held by individual 

staff officers. ~~en only one copy of a message was avail

able for filing, ~be f!le ca~egory !n~o ~h!ch !~ was placed 

11ae somewhat arbitrary, differing from action officer to 

action officer and from day to day, A complete cross

referencing of all JBS f1les released for study was prepared 

in the course or performing this analysie of information 

flow. However, a complete set or the files maintained by 

action officers was not available for incorporation into the 

arose-reference 1nde~. Furthe~ore, it is known that ao~e 

messages 1t1ere •never received by the JBS. NeverthelessJ the 

bulk of the messages received by the JBS appear to be tiled 

in JCS-In, JCS-OUt and CINCLANT, CINCSTRIKE and CINCARIB 

folders, from which the following message counts originate. 

4. A further ~pmpl~cation in mak~ng message counts lies 

in deciding 1'/hat tt'affic was "CUban." The JBS iteelf had 

a~ff1culty in caaes where CINCPAC and CINCEUR operat~ons 

might or might not be affected by preparations ror~LANS 

312 or 31~ Many messages were filed and later marked "IIOT 

CUBA". The general inclination of the JBS seemed to be to 

include, rather than exclude, questionable subJect matte!', 

Fot' the purpoee or this study, all messages filed are counted 

as Cuban traffic unless specifically marked otherwise by the 

JBS. 

5. Priot' to the President•• announcement of u.s. plans 

for the quarantine on 22 October, much. of the message traf

fic was very closely held by a Joint Staff group specially 
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, I I 
cleared tor handling Cuban operations, The extent to >mich 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 is unlmown, The extent to Which 

access to other types of Cuban information ••s denied is also 

unknown. However 1 42 messages referenced in JCS·OUt and -In 

messages but not in JBS tiles have been found in J-3 ResearchJ 

Records and Analysis (R&R) files, indicating receipt by the Joint 

starr. These 42 have been included in message counts. 1 

~ The existence of a large volume of message traffic con

cerning the Cuban crisis not located in the Battle Starr files is 

indicated in many ways. For example, a memo from ths National 

Security Agency (NSA) states: 

C'The tratric load in the CRITICOlo!M System during 
the ne1gfit of the cuban crisis more than saturated the 
system, The mechanical and human resources were fully 
utilized and the >teak links in the system became pain
fully apparent, The requirement for manually process
ing the bulk or the traffic slowed dotm the flo>t or 
messages within the system.n2) 

Similarly, the small amount of State Department message traffic 

on file is out of line •nth the normal daily average of Boo State 

Department messages per day available for J~3 screenin~ 

7. The results of message counts are summarized 1n Figure 11 

~mere JCS-In and -Out messages are charted by date of message 

origin from the start of augmented Cuban Watch activity, through 

the life of the JBS, and until termination of the final augmented 

Cuban Watch. 

1Far a more detailed description of procedures which were 
follo>t&d by the JBS for processing message traffic, ~ee 
Enclosure B~ "Procedural Analysis of J-3 Command and Control 
Operations, I Appendix A, 11 Proceas1ng Message Traffic. II 

2 Me,no for Secretary of Defense from Director, l'JSA, Subject: 
"Program Change Proposal for CRITICO!o!!>l System Improvement," 
29 April 1963, SECRET, 
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8. It 1is apparent from Figure 1 that incoming Ouban'orisis 

message traffic peaked on 25 October, With daily traffic to the 

JBS exceeding 130 messages per day rrom 22 October through 31 

October. Figure 1 is believed to represent fairly accurately the 

relative traff1o load on the JBS. However, it does not represent 

the relative worlcload on any particular staff office or on the 

JBS, since the nature of the 1noom1ng traffic changed consider

ably between the 23rd and 25th of October. The effect of this 

change on the JBS will be discussed subsequently (see paragraphs 

18 and 19 below). By contrast, JCS-Out messages peaked on 22 

October, With initial phase orders concerning Cuban crisis 

planning. The nature of these messages also changed after 23 

October, as unanticipated requirements became the rule rather 

than the exception. 

Origin and Receipt of CUban Crisis Hessase Traffic 

9. The shape of the crisis included a build-up phase (through 

23 October), a peak phase (th~ough 30 October), and a long 

tapering-off period (while the U.S. 1·as assured of So•T1et 

intentions to remove offensive weapons from Cu?.a). 1 The following 

discussion of the crucial period first examines the build-up 

phase. 2 In Table I, the number of messages concerned with Cuban 

operations originating in each aix-hour period is recorded for: 

(a) incoming messages addressed to the JCS (sometimes referred to 

as 11Action 11 messages, sometimes 11JC8 addressed" messages, some

times "JCS ADDEE"); (b) incoming messagee passed to the JCS as 

"Info Copies"; and (c) messages originated by the JCS (i.e., 
11JCS-Outs 11

). 

1see Enclosure A, "Historical Analysis of the Substance of 
Command and Control Actions, Their Circumstances, and Their 
Implications." 

2 For a discussion on the formulation of u.s. policy in response 
to ·the Soviet move in Cuba, see Enclosure A, 2.E.• cit,, Chapter 
II, "The U.S. Deciaj on. 11 

-
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TABLE I. 
I I. 

Origin ot Cuban Crisis r~essage Trartic 

" Incoming- Incoming-
DATE z-TIME Direct 

OCT. 1962 PERIOD Addressee 
Info JUS Period DailY 

17 

16 

19 

20 

21 

22 

23 

Prior to 
2400 

0-0600 
6-1200 

12-1800 
18-2400 

0-0600 
6-1200 

12-1600 
18-24oo 

0-0600 
6-1200 

12-1800 
18-2400 

0-0600 
6-120d 

12-1800 
18-2400 

o-o6oo 
6-1200 

12-1600 
18-2400 

0-0600 
6-1200 

12-1800 
18-2400 

TOTAJ.S 

3 

0 
0 
2 
1 

1 
2 
2 
3 

3 
l 

~ 
7 

~ 
8 

15 
10 
9 

36 

38 
8 

18 
20 

209 

Copy Out Totals Totals 

6 

0 
0 
4 
5 

4 
4 
2 
9 

5 
0 
3 
9 

12 
2 
7 
7 

13 
2 

17 
22 

27 
13 

5 
26 

204 

3 

0 
0 
1 
3 

0 
0 
3 
ll 

2 
0 
4 
0 

8 

~ 
ll 

4 
3 
9 

12 

9 
1 

~ 
102 

12 

0 
0 
7 
9 

g 
7 

23 

10 
l 

16 
13 

~ 
17 
26 

32 
15 
35 
70 

74 
22 
26 
54 

515 

12 

16 

4o 

78 

152 

176 

515 

10. This table indicates that during the tirat week of 

CUban crisis operations, approx~ately four messages were 

received for each one that went out from the JCS. The num-

ber of JCS addressed incoming massages reoetved was approXimately 

the same as the number o!' JCS In!'o Copies arriving. However, the 

trend I~S from a relatively small. percentage of incoming traffic 

being directly addressed to 11 JCS 11 in the first few days to a defi

nite maJority on the 22nd and 23rd of October, The relative load 

on the Cuban Hatch, with a more than tenfold increase in message 

traffic bettreen the 18th and 23rd, is apparent. 
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11. It is very difficult to relate 1actual origin of message 

traffic described above to receipt of messages by Joint Starr 

action offices, Analysis of this relationship in this etudy 

must be based on time of receipt of messages uhioh were subse

quently entered into JBS files, This is a very important proviso, 

It ie known that once the JBS has siven more-or-lese carte blanche 
I 

access to CUban crisis traffic, approximately at the time of the 

Preeident•s speech (230~, 22 October), advance copies of incoming 

traffic were almost invariably routed to the Current Actions 

Canter (CAC), It is also known that up until 23 or 24 October, 

an unknown number of advance copies were picked up by 11 Cuba 

Collll!littee" members and hand-carried to eenior Joint Steff otrioers 

with no further access (if any) to the JBS members or to anyone 

else in the CAC. Many of these advance copiee or messages never 

got into JBS files. Some were reviewed briefly by the Chief or 

the CAC, some >rere copied and held for the JBS files, and othere 

>rere first eeen when hard-copy distribution was made. 

12. Insofar as incoming messages were concerned, this problem 

was largely resolved by the 24th and 25th of October. By that 

time it t~s recognized that the JBS should have access to advance 

copies on receipt in order to be able to perform those staffing 

functions it •~a being asked to fulfill, Ho>rever, the problem 

as it pertained to JCS-Out messages not staffed (drafted or 

coordinated) by the JBS continued for a considerably longer 

period, The result is that JBS Cuba files are a mixture of ad-

vance copies, thermofax prints of advance copies, and hard copies 

of messages. 

13, Only 5q percent of the message file copies for this period 

are stamped with "Time Received JVIR. n Therefore, the 11T1me 

Recei vee Jl-111" has been approximated for una tamped messages under 

the assumption that there was the same statistical distribution 
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I 
tor unstamped copies as tor stamped copies of the aams type, 

(Their distribution• are examined in some detail in Table II 

below,) Estimates or minimum time possible tor receipt by the 

JBS, based on the time messages were received in Washington 

communication centers, are attempted in the study of routing 

delays in Appendix B. Only Navy messages, which record the time 

or receipt in Washington, and Army hard copies, which sometimes 

record the time advance copies •mre forwarded, have been examined. 

These times are or some importance in analyzing the speed ot 

Joint starr reaction to requests from the field, 

TABLE II. Time Lag From Origin of CUban Crisis 
Message Traffic to Receipt by JBS 

(For Messages Logged 17 to 23 October 1962) 

c 
INC01-IING- INCOMING-

DIRECT INFO 
MESSAGE TRAFFIC ADDRESSEE COPY 

JCS 
OUT-

No. of Messages Ori~inated 
(and tiled by JBS 209 204 1021 

No. Logged in JWR (CAc) 119 125 33 

Median Time from Origin to 
Receipt in Jl·IR (llrs:Mins J 8:10 8:29 2:22 

25 Percent Fastest - Less Than 4:29 5:32 1:38 

25 Peroent Slowest - More Than l3•29 l4:32 5:10 

Faatest 0:52 Ot54 0:09 

Sloweet 36:04 . 15 days l4 :21 --
14. The data that a~e available in JBS files with regard to 

ti.Jne lags between origin and receipt or rnessagee are summarized 

in Table II above. 

15. These data form the basis for the approXimations presented 

in Figure 2. The vel'l/ long time from origin to receipt of the 

slowest Info Copy ie due to readdressing of a message after 
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receipt to include' the JCS. 1 Eight such messages were not re• 

addressed to the JCS for more than 48 hours after receipt, (A 

more detailed study or readdressed messages W1ll be made when 

"Info Copies" are discussed lBter 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 messa~es became available to the JBS, It therefore 

becomes a conservative extreme estimate -- 1,e., it 1e almost 

eerta1n that messages were available tor JBS reference and use 

at the times recorded. Some unlmown fraction of message traffic 

was ava1lable 1 at least to some extent, at earlier times e1noe 

advance copies usually were availsble between two to four hours 

prior to hard•copy production and distribution, 

[i1. The pattern of message receipt in Figure 2 is similar to 

data in Table I, but W1th a ·slight smoothing out of the traffic 

flaw and delay in activity peaks, corresponding to message 

transmission and delivery times. It can be seen that after 19 

October receipt of 1nrormat1on varied rrom~ve to ten hours 

behind origination (represented by the horizontal distance 

between lines), The largest quantity separation {vertical 

distance) was approximately a go-message leg at o600 on 23 October, 

Percentage-wise, from 75 to 92 percent of traffic known to be in 

existence was on hand in the JBS during this pe~iod, with the 

lowest percentages available during periods of rapid increase 

in number of messages originated~ 

Nature of JCS·In Cuban Crisis Message Trarfic 

lB. It was noted above that the nature or incoming message 

traffic changed considerably between 23 and 25 October, Data 

pertinent to this change are included in Table III, 
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TABLE III, Nature or JCS-In Cuban 
Crisis Message Traffic 

NilllBER OF ~!ESSAGES RECEIVED 
(By October 1962 Date of Ori5inl 

MESSAGE TYPES 16-22 23 24 25 26 27 28 

. Novement, Status and 
4g Intelligence Reports 59 51 79 59 75 59 

Quarantine Ship SITREPs 3 l 6 21 21 26 35 

Submarine Search Reports 2 2 7 15 38 41 28 

MERSHIP Sightings by 
42 43 Aircraft 0 l 0 112 37 

Requirements, Operations 
204 69 and Planning 92 46 115 37 42 

TOTAL INCOMING MESSAGES 258 155 133 273 205 216 207 

19, Through 24 October, the Joint starr was almost completely 

dependent on Navy Flag Plot and Intelligence Plot for both U,S, 

quarantine information and for submarine and merchant ship 

location reports, 1 From 1134 to 24oo; on 25 October, as many 

SAC aircraft reports of MERSHIP aightings and ship Situation 

Reports (SITREPa) were received as all messages of all types 

received on 24 October. Similarly, submarine search reports 

increased after 24 October, The number of formatted JOPREP, 2 

special movement, force atatus and intelligence reports increased 

up to 25 October, These required attention by the JBS for prepa-

ration of SITREPs and force foll01dng,3 The major staffing /\ __ L 

See Enclosure D, "Analyeis of Command and Cont:•ol Punctiona of 
the Service War Rooms and Their Interrelationship with Joint 
Starr Operations, 11 Appendix c, 11 CNO Flag Plot. 11 

2Jo1nt Operational Reporting System, 
3For a more detailed description or the preparation of SITREPe 

by the JBS, see Enclosure B, "Procedural Analysis or J-3 Command 
and Control Operations," Appendix A, "Situation Reports (SITREPs), 
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~equirem~nts for possible JCS action were represented. by 

incoming requirements, operations and planning messages, 

and these decreased rapidly after 23 October~ 

INCOMING MESSAGES 

MESSAGES WITH JCS AS DIRECT ADDRESSEE 

20. ~elegraphic messages addressed to the JCS prior to 

29 October 1962 concerning the Cuban crisis and filed by the 

JBS have been categorized by time of origin 1 offioe or origin, 

time of receipt in the CAC (if recorded), by message purpose, 

by subject operation, and by staff area concerned, The 

details of olasaif1cat1on are d1scusaed below, along With 

measage counta Within each classification, 

21, Table IV indicates by date and primary offices or 

origin the flow of incoming messages directly addresaed to 

the JCS, All others aending 10 or more messagee to the JCS 

are combined into one listing on this table, ~s noted in 

the preceding section, starting on 25 October more thnn half 

of the message traffic concerned ahip and submarine location 

reports sent in by SAC aircraft and CINCLAl/T ships, It is 

apparent that CINCLANT, as commander of the operational 

theater, had the greatest number or communication• With the 

JCS of any single office, However, 56 other offices 

d~rected cornmun1cat1cne to the JCS concerning the Cuban cr1e1s~ 
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8 '!'ABLE IV. Principal Offices Originating CUban Crisis Mesaagea 8 
0 D1rectl~ Addressed to JCS 0 ... ... 
"' "' "' "' 0 <> 
ill PRINCIPAL NUMBER OF MESS AGES SENT - BY DATE (OCTOBER 1962) m 8 OFFICES 

flF ORIGIN 8-17 18 19 20 21 22 23 24 22 26 27 28 Total 
SAC Aircraft 112 42 37 42 233 
CINCLANT Ships 17 6 59 71 63 216 
CINCLANT 3 2 5 10 ~1o 33 23 3 8 4 3 4 108 
CINCSAC 1 8 5 16 14 6 9 6 65 
CINCONAD/NrlRAD 1 3 3 7 9 8 8 3 4 4 50 
Embassies and 

Attaches 1 8 11 16 4 40 
..., cs Army 4 4 3 6 5 5 6 33 
\.1> 4 3 5 2 12 3 2 31 CIA 

CINCPAC 2 5 6 3 3 4 4 27 ,.,,. 
""' CINCARIB 1 3 4 11 1 2 2 1 25 0'0 
,..m 
gg_ CINCEUR l 1 2 2 3 5 2 3 2 21 

"" CINCAL 1 l 2 3 2 4 4 17 .,,. 
"' ~ > CINCSTRIKE ·2 1 1 6 3 2 1 1 ll ~ 0 ;,:, " COMASWFORI.ANT 1 l 3 4 1 2 l2 0 0 ... CINCNE114 1 1 3 1 3 3 12 "i:: 

" 
OSD-PA 3 3 3 2 11 

~ COMATS 1 4 1 4 iii 
41 Others 1 1 1 4 7 8 9 13 21 11 76 ;:g 

!;?. TOTAL 3 3 8 17 24 70 84 87 194 163 186 165 1004 !iii 
~ ~ 
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With the exception or messages concerning~P and sub. J$'-f.3i 

marine location reports which are addressed to the JCS by 

prearranged rorma~only 12 offices subordinate to CINes 

addressed messages directly to the JCS, and these all appear 

to be in response to JCS orders or queries, Eighty percent 

or all traffic to the JCS as a direct addressee, other than 

that from otf1css subordinate to the CINes, was rrom the 

Service Chiefs, the CINCo themselves, and Department of 

Defense (DOD)/JCS agencies (e.g,, Defense Intelligence 

Agency (DIA) and Defense co~munications Agency (DCA)), 

Types or Cuban Crisis Messages to JCS as Direct Addressee 

22. The typea of messages sent to the JCS by each office 

or origin are recorded in Table V, r~essags types have been 

classif1ed in terms of the purpose or each message, first 

separating notifications to the JCS from requirements for 

assistance. 

23. NotirJcatians consist or 1nror.mation reports to tbe 

JCS: of orders given to subordinate commanders, of action 

taken, or coordination effected, or the utatua of forces 

(e.g,, SITREPs and Statue Reports (STATREPs)), and at com• 

manders' concepts or operations. The great maJority or these 

notifications are in response to orders from the JCS, either 

replying directly to a JCS request for information or inform• 

ing the JCS or orders given, actione taken, or coordination 

effected as ordered by the JCS. All of the notlflcatlona 

c:laesified as "Concepts or Operations" are responsea of 
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.. TABLE V. Types or CUban Crisis Messages to JCS as Direct Addressee .. 
0 0 .. .. 
~ 

~ 

" REQUIREMBNrS on JCS 
0 

~ ~ 
Total For 

SAC Airi:ratt 233 233 
CINCLANT Ships 216 216 
CINCLAHT 1o4" 3 6 2 28 6 41 13 5 
CINCSAC 65 2 1 57 1 2 2 
CINCONAD/NORAD 50 5 26 4 11 2 2 
Ellbaades and 

Attaches 40 1 39 
w CS Army 33 1 32 --< 

CIA 31 31 
CINCPAC 27 2 2 19 1 2 1 

!U; CINCARIB 25 2 2 12 3 5 1 0" 1. ~· CINCI!UR 21 1 1 2 3 u CINCAL 17 2 15 c~ 

"" "" 6 6 ... • CINCSTRIKE 17 2 1 1 1 
;:> 0 

~ t;} .. COMASWli'ORLANT 12 12 .,; "'& 0 
11• CINCNE.LM 1 1 9 y K' OSD-PA 11 • 1 • 2 

COMATS 10 

ji5 41 otherfll 10 • I ~ 
::<:! TarA! 999 17 28 17 810 13 13 

...., 
9 Plus 4 correction messages 9 

Plua l correction mess~. -
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commanders to JCS requests !or guidance as to their op'intons, 

preferences and preJudices prior to JCS planning decisions. 

24. "Requirements on the JCS" consist of messages specifi

cally requesting approval of actions planned in the field, 

asking the JCS to take specific actions to support commanders• 

operations (e.g., ordering airlift), or asking for JCS gu~1· 

ance or clarification with regard to JCS orders given or 

implied, Actually, most of the messages classified and 

counted as "Requirements" contain infonnation informing the 

JCS of those aspects of situation background which, in the 

opinion of the sender, justify his case for stating the 

requirement. To this extent, therefore, such messages are 

also "notifications•, but all messages laying a specific 

requirement on the JCS have been classified and counted only 

as 11Requ1rements." 

25. Tabla V indicates that 81 percent of the messages 

addressed directly to the JCS were reports concerning the 

status of forces in the field, ~Other than MERSHIP and sub

marine search repo~te, these were primarily SI~REPS~ STArREPs, 

and similar reporta of special operatione underway, forwarded 

at six-hour intervale per JOS request] These force-following 

messages made up the largest part of messages sent by every 

office of origin e~aept CINCLANT. Details concerning the 

distribution o! status of forces reports are presented in 

Table XIX. 

26. For all type~ of messages addressed directly to the 

JCS other than status of forcee reporte, three-fifths we~e 

requirements ror JOS assis~anae, and 62 percent or ~hese 

requirements were tor approval of specific proposale by oom

manders in the field. Requirements from offices of origin 
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tallie~' under ••o!hers '' included one message from the Pres1-

dent,l.with a request to pass on the President's apology to 

General Norstad ( CitfCEUR) for not bringing him in on the 

early phase or Cuban plann1ng,i\ CNO•s one formal message 
---

to the JCS was a "backup" request to extend the runway at 

Key \/est !laval Air Station, previously asked for bY CINCLANr, 

Its intent appeare to have been primarily to make the request 

a matter or record. More detailed disaussion of requirements 

>rill be deterred for separate analysis leading to Joint stat! 

actions and JCS response to these requ1rements. 2 

27. A few additional comments with regard to not1!1cat1ons 

to the JCS may be 1n order, It is intex•eeting, from a pro

cedural point of v1ew, that four OSO-PA messages were noti

fications to the 

0 e~at1onal Sub eQts or CUban 
dc!r.eased to C 

28. Table VI introduces the classification "Operational 

SubJect" or messages, Thia claes1f1cat1on is intended to 

--- . ' ' r fUrther discussion on the alerting of U.S. forces in 
rope, see Enclosure A, o , c1 t, 1 Chapter III, 11 Pol1cy 
ordination: overseas ~r1ea-commands and Allied Power~ 

2see paragraphs 46 to 49 belou, 
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~ TABLE Vl. Qpe~at~cn~l su. ~ects o. CuLlan c~~S1S Messages D~rectly ·l.ddressoed to JCS ... 
0 0 
'U 'U 

"' NUMEER OF MESSAGES "' "" "' C) IIOri.l'ICATION~ TO JCS REQUIREMENTS ON JCS C'l 

~ PRIMARY COord.1- Status Concepts ~ 
OPEIIATIONAL Total Orders Actions nat1on ot: of Opera- For For For 

SllEJECTS Messages Given Taken E!feoted Forces t1ona Aepro'tial Act lone Guidance-
547 4 2 528 6 ' 5- 2 Quarantine 

Tnvaa,cn (OPLAliS 314/316} 98 8 4 5_ 52 2 20 4 3 
Air Derenae 65 6 3 21 1 12 6 4 
Strate~• (SIOP) 63 2 l 55 3 2 
Soviet Bloc Cuban Actions 37 35 1 1 

Tact.ieal 1\ir (OPLAN 312} 33 1 3 2 2 2 17 5 1 
Pac.1C1c 32 1 1 28 1 1 
Europe 21 1 1 18 1 

~ 

0 Caunterlneurgeney 17 2 10 2 3 
CINCAL Area 17 2 15 

"''" 
Transport 13 2 8 1 1 1 

""' CINCNEIM Area 11 1 9 ""' 1 ...... 
0:> Guantanamo Derense 10 1 l 1 3 2 2 110. 
~ .. 

~ :6" Overall tf .. S .. Co!l'mand & Control 9 7 1 1 ={ 
~ 

,. u.s. Forces WorldWlde 1 1 5 1 

\ 
<> 

""' ct-

~ 
0 Jllli/TFA 6 1 1 4 

ReconnaiBBance 5 1 2 2 

Latin Amer1ea 5 2 2 1 

f3 Mobi.l1zat!on of Re.ee.cves 2 1 
ji§ 

9998 ~ 
~ TOTAL 17 28 17 810 13 71 30 13 )!; =i aPlus 5 correction messages. 

\ 
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'L!how the pr:lma:cy 
i ' I · 

types o: operations resulting from the CUban 

crisis and tbe extent of message traffic concerned With each 

operation. SUbJects of meesagse are tallied by the most 

specific operation referred to in each message, Thus, sub

Jects such as "Transport Operations" are those trd.nsport 

ope~at1ons not concerned With any more specific CUban crisis 

operations, e.g., quarantine operat1~ns, @_PLANe 312, 314 or 

---316 operati~or Guantanamo defense operations. ~tters 

concerned wtth all Cuban OPLANs are recorded unde~nvasion 

,j<oPLANa 3llV3l~and only those specific t'fi.LAN 3~are 
listed as Tactical Air Operati~~ 

29. ~ble VI indicates that 55 percent of the messages 

directly addressed to the JCS through 28 October were con

cerned w~th a1r and naval operations tor ma1nto~.1ing the 

crual'.r,mt.tne. Prepa ... ·at1on ot U.S. a1r defen.aes, tactical al.r, 

and invaD1on forces for possible operations against CUba 

wae the subJect of 43 percent of all other messages, Prep

arations for possible effects ot such operations, in terms of 

counterinsurgency, Single 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 counterinsursency 

torcee.1 The amall number ot messages concerning reconnais

sance operations was due to special handling of reconnaissance 

traffic by the Joint Reconnaissance aroup (JRO), with only 

a fa>~ messages finding their way to the Battle Staff files] 

30. ~e area of greatest need for JCS ass1atance, ae re-

flected in requirements messages, concerned 1nvaa1on~ 

SeP. Enclosure A, .21!• cit., Chapter IV, "Implementing the 
Military Courae of Actiont The First Phase, 11 for a discussion 
on deployments undertaken to support the President's program 
ot action. · 
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G_reparation 
1-

opera~ions where 27 message• asked fbr JCS 

approvala, actions, or gu1dance. Twenty-three messages 

asked for JCS aaaiatanoe concerning tactical a1r operations 

and 22 concerning air defense operations. Only l) meseagee 

requesting assistance in quarantine operations ware directly 

addressed to the JCS, sinoe most of the traffic on this sub

Ject was with the CNO.~ 

Stai"r Area SUJyeeta f}: r.uuan cr~slS i•/t"SS8. es !'.l1"'e~tly 
k. re::.J.~a co Jt:S 

31. Table VII attempts to indicate the etatt area most 

directly concerned with the subJect or each message directly 

addressed to the JCS, and thereby, the Joint Staff office 

(J-1, J-2, J-3, etc,) moat concerned. !~ore specific break

downs ttere attempted fa%' starr areas thl'Oe thmuzh five and 

have been recorded in Table VII whenever more than two mes

sages were aounted in a subcategory. 

32. Table VII indicates that almost half of all messages 

rec21ved were intelligence reports. ~oat of these were the 

MERSI!!P and submarine search reports requested by the Joint 

Staff fa%' fol'ce follo«ing, and ttere sent to J-3 for action. 

As a result, 90 percent of all meeaagee directly addressed 

to the JCS concerned the J-3 area of staff operation~ Three

fourths ot normal operations messages concerned readiness, 

and movements and change ar operational contl'Ol (CHOPs) of 

forces, Logistic support, policY and communications mes

sages followed in number received in that order. ~he number 

or intelligence messages other than MERSHIP and submarin~ 

1Pol' an analysis of the naval ~arantine of CUba, ••r Enclo
sure A,J!E.. cit,, Chapter V, '''l'he 11aval ~rant1ne.' 
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8 TABIE VII. Sta.!"f Area Subjects of Cuban Crisis Messages D1reetly Addressed to JCS 8 
0 0 

"" "' 
"' NUMBER OF MESSAGES "' "' "' C"l a 
~ NOTIFICATIONS TO JCS REQUIREMENI'S ON JCS ~ 8 STAFF Coord!- Status Concepts 

AREA Total Orders Actions nation of of Opera- For For For 
SUBJECTS IJieeea~ea Given Taken Effected Forces tiona AEE!roval Actions Guidance 

Personnel 3 3 

Intelligence 480 479 1 

Operations 

Readiness 2':.10 3 10 1 179 5 1 1 
Movements and CHOPs 1<8 1 10 2 96 16 2 1 
Planning 38 5 1 2 6 1~ 3 4 

" 
Mlsaion Assignments 45 3 3 2 28 2 1 2 

l.U Exercise a 5 1 3 1 

Logistics 
..,,. 

General 16 2 e 4 2 "" n"C Airlift 17 1 1 6 2 7 ._. .. 
O;> Sealift il 1 2 2 
"c. Nuclear 2 2 , .... 

=..: ;;J>< ~ 
~ 

)> Polley ' q 0 ... " 

\ ~ 0 General 3 1 2 

\ 
Pu:blic Af.fa1rs 22 4 1 4 8 4 1 
Foreign Relat~ons 11 8 3 

Comrnurucations 22 2 6 6 5 3 fl 

"' 999
8 28 810 13 

~ 
'ij TOTAL 17 17 13 71 30 ..., ·-· 
=; 

aPlus 5 correction messages. 
~ 
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~earch reports is surprisingly small and indicates tha~ the 

JBS 1<ae not the recipient of the vast maJority of intelli

gence reporte which must have been eent~ 

33. Th1rteen percent of the messages conoarning operations 

were requirements on the JCS. These requirement messages 

made up 49 percent of all requirements laid on Joint Starr 

officeu. Twenty-four of the 38 messagee concerning opera

tions planning placed requirements on the JCS. All of the 

five messages concerning exercisee were requests to the JCS 

to approve cancellation of eAerctses. More than three

fourths or the 42 messages concerning logistics were requests 

tor JCS assistance, as were l8 out of 36 messages concerning 

policy. 

MESSAGES RECEIVED BY THE JCS AS INFO COPIES 

34. One of the most important sources of information to 

the Joint Staff as to what is going on in the field and for 

general situational background is Info Copies of messages 

passing between other military commands and other U,S, gov

ernment offioes. Such messages are often used by the CINes 

and services to inform the Joint Starr that JCS orders are 

being implemented or ho~< guidance is being translated into 

actions. 

35. These messages can be of considerable importance to 

the Joint Staff. l!or example, CINCLANT•s Operational Order 

(OPORD) to subordinate units to implement quarantine actions 

was passed to the JCS by Info Copy, The initial OPORD in-

eluded POL as "waro materials'' subject to quarantine. This 

was brought to the attention of Deputy J-3 at l330 on 

23 October by a JBS officer, and O?NAV was contacted by 

phone to get POL removed from the CINCLANT message, In this~ 
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~articular 
earlier 1n 

case~ the matter had been caught arid corrected 

LANTCOM and a rev~sed OPORD ~ssued, although t~s 

was not known in the Joint Staff at the time. Naturally, 

the first Soviet Bloc ship passing through quarantine was 

carrying POL products~ 
Origin o! Cuban Crisis Meeeagee to JOS as Info Cop~ee 

36, Traffic in messages addreeeed to the JCS as Info Cop~ee 

during the initial phase of the Cuban crisis ~• recorded in 

Table VIII by message or1g1nators. Party-three percent of 

those messages were sent by CINCLANT or hie subordinate com

manders. Traffic from USAF offices (including CSAF, MATS, 

SAC and TAC) was the second largest grouping, 20 percent o! 

the total, There was relatively even distribution or mes

sages among the other CINes and Services, In total, mes

sages sent by 6e offices are on file for the first eleven 

days of crisis operations, One of the facts of most interest 

in this table is the relatively small n~~ber of State mea

sages sent to the JCS for their information. 

Types of CUban Crisis Messages to JCS as Info Copies 

37. Table IX presents statistics concerning JCS Info Copies 

classified according to message type. The same categories 

of me•eage types were utilized in the preparation or Table 

IX ae were applied to the statistical analysis of messages 

dir~ctly addressed to the JCS. 1 However, the significance 

ot the oategor1zation ot messages as "requests 11 is quite 

different. In this instance, JCS Info Copy requests are 

requests rrom subordinate commanders to their immediate 

superiors for approvals, actiono and guidance. Unlike 

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

See Table V, page 37. 
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,;:s TABLE VIII. Origin ot Cuban Crisis ,.fessages to JCS as Info Copies ... 
0 

"' "' 
"' "' .., l'RINCIPAL NUMBER OF MESSAGES SENT- BY DATE {OCTOBER 1262) "' 0 OFFICES 0 

iil OF ORIGIN 8-17 18 19 20 21 22 23 24 25 26 27 28 Total ~ ... 
TAC/AFLANT 2 1 - 2 2 6 ~ 3 6 7 8 5 49 
CINCLAN'l' 1 1 9 6 1 7 2 2 2 4 2 113 
Embassies and Attaches - - - 1 2 1 14 4 9 2 - 3 36 
CINCLANT Shlps - - - - - 1 1 - 27 3 - - 3? 
CIIICLAN'l'FLT - - 1 1 5 6 4 1 3 1 3 3 28 
CSAF - 4 - 1 2 6 2 2 1 3 2 5 28 
CNO - - - - 1 - 2 6 2 2 1 3 17 
GSA - 1 - - 4 3 ~ - 1 2 2 - 16 
CIIICONAI> - 1 - 1 2 1 2 1 3 - - 15 
CINCPAC 1 - 2 - 1 1 5 1 1 - 2 - 14 

"'" CIIICSTRlKE 1 -- - - 1 1 4 4 - - - 1 12 
"' CINCSAC 1 - 1 3 1 - - 1 2 - - 2 11 

COMATS - - - - 2 6 3 - - - - - 11 
CON ARC/ ARLANT - - - - - 1 3 3 - 1 - 1 9 ..,,. 
CINCFMFLAIIT - - 1 1 - 3 1 - - 2 - - 8 

""' O'tl CINCARUI - - 1 - 1 - 1 3 1 1 - - 8 ..... 14 Other Ns.vy Orfj_ces 2 l 2 4 3 5 5 1 3 26 0::1 - - -
~c. 6 Other CINCLANT Offices - - - - - 3 3 2 9 3 - - 20 ~ .. 
~" 11 Other USAF Offices - 1 2 - - - 2 - 2 3 1 9 20 .. 

"'l ,. 6 Otber DOD Offices - - - - - - - 4 1 3 - 3 1r c=l. 
~ 

() 
~ Other CINCEUR Offices - - - - - 1 - 1 4 1 4 - H fJ " ~ 0 Other State Offices - - -- - - 1 1 1 1 2 - 3 9 

~ \ 
4 other Army Offlcee - - - - 1 2 2 - - - - - '5 
2 Other CINCPAC Offices - - - - - - - 1 1 - - 2 4 

TOO'AL 6 9 19 17 28 54 11 46 79 42 30 42 443 
~ ~ 
;:g li9 
:r. ;;zi 

=.! - :=} 
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constitute requirements on the JCS. As far as ~he 1Jo1nt 

Staff ie concerned, then, the 11requeets 11 tabulated in Table 

IX are simply notifications about the types or problems 

being dealt with by subordinate commanders. 

TABLE IX, Types or Cuban Crisis Messages 
to JCS as Info Copies 

MESSAGE TYPE 

Orders Given 

Status Reports 

Coordination Effected 

Requests for Actions 

Requests for Appro~als 

Actions Taken 

Concepts of Operations 

Requests for Guidance 

Message Correction 

TOTAL 

NUMBER OF MESSAGES 

194 

102 

55 

28 

22 

19 

12 

10 

--1 
443 

38. It is apparent from Table IX that the largest cate~o~J 

or JCS Info messages are notifications of orders given by 

subordinate commanders, Reports of Coordination Effected 

are generally concerned with coordination of actions specifi

cally directed by the JCS, Thus, they serve the purpose of 

eliminating the preparation or a separate report to the JCS 

that the coordinating action is being carried out, status 

reports passed on to the JCS as Info Copies are generally or 

similar rormat and content to specific reporte 1<hich the JCS 

had asked for from the CINes. These status reporte are aub

mitted somet1mea in lieu of a separate specific report by 

the CINCJ, as are Info Copy reports of Actions Tal(en. 
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OperAtional subjects of CUban C~1B1S JCS rnre COpY Messages 

39. JCS Inlo Copies are tabulated in Table X by the opera

tional subject or each message, 

TABLE X, Operational Subjects of CUban Crisis JCS 
Imo copy Messa.>•• (8 to 28 October 1962) 

SUBJECT O~.!lli...-------~NUMB=~E~R'-O~P~ME=S . .,_SA,CI.,E,S,__ 

Quarantine 121 

Invasion (OPLANs 314/316) 81 

Tactical Air (OPLAN 312) 79 

Air Defense 32 

Latin America 

Transport 

C!Uantanamo Defense 

Strategic (SIPP) 

Europe 

Mobilization or Reserves 

OVerall u.s, Comman4 and Control 

Soviet Bloc CUban Actions 

Reconnaissance 

JUWTPA 

Counterinsurgency 

Pac1fio 

CINCNEU~ Area 

U. B. Forces \/orldwide 

Africa 

Correction Message 

TOTAL 

20 

18 

17 

13 

13 

9 

e 
7 

7 

7 

4 

3 

1 

l 

l 

1 

443 

40. The table indicates that the subject or the largest 
' number ot' messages was 1 quarantine operations. , More than 

~ 

one-third of the Info Copy messages concerned preparations 
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I 

tor IJnplementing EINCLANT OPLANs 312, 314 ~r 3IQ Messages 

concerning air defense operations are the only other group 

amounting to as much as 5 percent of the total Info Copy 

traffic. 

~tat! A~a Subjects of CUban Criais JCS Info Copy Meaasgaa 

41. Statistical information concerning JCS-Info messages 

is presented by operational subjects for the staff areas 

arreoted in Table X!. Almost all or the messages in Intelli-

genae were operational info~ation, marked for J-3 cognizance. 

Thus, Operations was concerned with more messages than all 

other starr areas combined. The primary ataff area subJects 

of JCS Info Copies were Intelligence, Mission Assignments, 

Force Movements and CHOPs. MERSHIP and eubmar1ne search 

location reporte ~e up halt or all intelligence messages 

received as Info Copies, One-third or all force movement 

and CHOP reports concerned preparations for invasion opera

tions. Mission aaatgnments reported were chi=fly for quar

antine and tactical air operations, Three-fifths of J-5 area 

Info Copies concerned quarantine operations, 

42. The etarr a:-ea of Logiat1ca wa3 of concern in l4 p;er

cent or the total number or Info Copy mesaages received, 

Policy messages made up 12 percent of ~otal copies~ and com~ 

municatione, 6 pe~oent, Invae1on operatlons caused the or~y 

oignifioant amount of Info Copy traffic in the staff area 

of PersoMel) 

Readdressing of Cuban Crisia JCS Info Copy Meooegee 

43, Twenty-one percent of the initial phase JCS Info Copiea 

filed by the JBS were not originally addressed to the JCS, 

These messages were either readdreesed to tne JCS by one or 

the message reoiptents or forwarded from one of the Service 

- 49 -
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~ r TABLE XI. StaU Area SUbJects o~ Cuban Crisis JCS Ill"o Copy Messages :J ~ 
0 0 
~ ~ 

"' "' ~ STAFF liiJMBER OF MESSACES ON !'IUMARl OPmA!l'ION.U. S0BJECTS ~ 

~ AREA Quar• Inva- Tactical Air latin Trana- G'll«> Nobill- Overall ~ 
SUBJECTS antine sion Air Derense Amer.lca port Defense SIOP European zat1on C&C others .. ~tal 

PerSO.DDel - 10 1 - - - 2 - - - - - 13 

Inte1hgence 37 2 1 2 ~ - . - 7 1 - - ll 11 

Operations 

General. - - - - - - - - - - - 1 ~ 

Readl..n.e s s 13 4 1 1 - l - - - 3 2 4 35 
Movements and CID?s 2 23 ll ll 1 4 6 1 2 2 l 3 67 
Pla.cning 8 9 ll 1 - 3 - - - 3 - 4 ~5 
Mlssion Assignments 25 3 25 5 - 2 2 3 1 - - 2 68 
Exerc1ses - - - - 3 - - - l - - - ~ 

'-" 
0 Logistics 

General - 3 6 2 - - 1 - - - 1 2 15 

"'"" Airl..tl't 1 ll 9 1 - 4 ~ - - 1 - 2 33 
"" Ses.U.tt - 6 - - - 1 1 - - - 8 "" - -...... Nuclear - - - 1 - - - 2 1 - - - 4 0::> 

""" -, .... 
Poll.cy o=i ~ 

.,,.. .. 

=1 
~ » 

Pubhc Arf'Urs "' 9 2 2 1 - 3 - - - - - 2 

~g 
Fore1go Relat1ons 21 - - - 10 - 1 - - - - 1 

Coalza.tn1cat1.ons 3 8 6 1 1 - - - 1 - 4 2 

TOTAL 119 8L 19 32 19 18 17 13 13 9 8 34 ~a 

:;9 ~ 

) !';;; ;;:r. 
~l.us one correction message. j~ 9 
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war rboms per JCS request <hrough message center SOPa. The 

sources or these readdressed Info Copies are shown in Table 

XII. 

TABLE XII. Readdressing or CUban Crisis JCS Info 
Copy Messages (8 to 28 October 1962) 

READDRESSING OPFICE 

Army War Room 

Navy Flag Plot 

CINCLANT 

Air Force Command Post 

CINOARIB 

CINCPAC 

CINCEUR 

COMPIFTEEII 

TOTAL 

NU!o!BER OF MESSAGES 
READDRESSED TO JCS 

28 

27 

19 

15 
1 

l 

l 

..l. 
93 

44. Theoe readdressed Info copies uere a very importan~ 

source of JBS (and JCS} information. Four of the five earli-

est messages (dated 8 to 16 october) concerning preparations 

for CUban crisis operations were readdressed to the JCS 

after the augmented Cuban Watch went into effect on 18 Octo-

ber, Two messages originating on 22 and 23 October were re

addressed and received by the JCS on 25 and 28 october, at which 

times they were still or enough interest to be immediately re

aCdressed by the JCS for transmission to the l.Jhite House. TwelvE 

other readdreseala were rorwarde.d tc the \/hi te House prior to 28 

October. It appears that, 1n cases Where readdreseals were 

reqUired, procedures for getting certain key information from 

the field to the JCS caused considerable delay, 1 

Data on delays in transmission or messages other than read
dressals ~re found in paragraphs 122 to 128. 
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' ; JCS-IN REQUIIU!MENrS ~IESSAGES 

45. For the period through 28 October, all JCS-In messages 

in the JBS files placing requirements on the JCS, as well as 

some additional incoming messages located through references 

to th6m 1n 3CS-Out messages, have been abstracted and clas

sified as part of the analysis of Joint Starr actions during 

the CUban cr1s1s. These requirements messages have been 

sorted by date, by office of origin, by operational subject 

and by starr area aftected in the tables which tollo11, 

Origin or CUban Crisis Messages Placing Requirements on JCS 

46, Table XIII indicates the sources of requirement mes

sages by date of message origin, Requirements were placed 

on the JCS by 18 offices, with CINCLANT responsible for 

originating half of the total. The peak of activity was 

reached 22 October, but more than lO requirements for JCS 

action originated each day from 19 through ~4 ootober, The 

9 and ll October requirements were staff actions underway 

when the crisis situation broke andJ like several later re

qu1rementsJ were B1gn1f1oantly affected by crisis operations 

planning,1 

47. Table XIV examinee the operations which were subjeots 

~r the requirements messages. JCS actions concerning tact1~ 
cal air operations in preparation for O~LAN 312 made up the 

la~gest requirement subject. These messages were concen

trated in the 19 through 23 October period, in contrast with 

requests for JCS actions oonoerning invasion preparation~! 

For a description of some of the problems imposed on the 
CUban Battle Starr by messages requiring action, eee Enclo
sure B, "Procedural Analysis or J-3 command and Control 
Operations' rl Appendix A, 11 Coordinat1on of Staff Action. II 
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... TABlE XIII. Origin of Cuban Crisis Messages Placing Requirements On JCS ... 
0 0 .. .. 
co "' "' PRINCIPAL "' 0 NUMBER 01' REQUIREMENTS MESSAGES - BY DATE (OCTOIIER 1962) 0 

~ OFFICES ~ OF ORIGIN 2 11 11_ 18 19 20 21 22 2:3 24 22 26 21 28 Totals 

CINCLANT 1 - 1 2 5 10 6 18 7 4 2 3 2 5 66 

CINCONAD - - 1 1 1 2 - 3 2 2 - l - l !4 -
CINCARIB - - - - - - 2 2 3 1 l 3 - l 13 

CINCEIIR - - - - 1 1 l 2 2 - 1 - - - 8 

CINCPAC - 1 - - - - - 1 1 1 - - - 1 5 

CINCSAC - - - - - - - 2 - - 2 - 1 - 5 ._, 
w CINCSTRIKE - - - - 2 - l - 2 - - - - - 5 

JACE - - 1 - - - - - - - 1 - - - 2 ,.,,. 
"'0 o'O JTF-8 - - - - - - - - - 2 - - - - 2 1-'1> 
O!J 
<40. NSA - - - - - - - - 2 - - - - :;> " .. -

>=i :l" - ~ ,. 050/ASD/PA - - - - - - - - - 2 - - - - 2 
~ 

0 

\ 
.. 

'i 
0 Others (1 each) - - - - 1 1 - - ] 2 - 1 - l 

TOTALS l 1 2 3 10 13 12 28 18 16 7 8 3 9 131 

n 
~ 

i::iJ - -
;>:' 

=} 9 
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g: 
I'' 
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.. ~ 
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TABLE XIV. Operational SubJects of Cuban Cr1s1s Messages 
Placing Requirements on JCS 

OPERATIONAL NUMBER OF REQ!I~IENTS ~lESS AGES - BY DATE (OCTOBER 1962! 

SUBJECT 9 
Tactical A1r (OPLAN 312) 
Invas~on (OPLANs 314, 316) 1 
Air Defense 
Quarantine 

Strategic (SIOP) 
CINCARIB Area 

Counterinsurgency 

Mob1l~~ation of Reserves 

European Area 
Guantanamo Defense 

~~ Lat1.n l.rnerican Aid 

e. '4 Nuclear Testing 

11 

1 

17 18 19 20 21 

1 

l 

1 

2 

~-

3 4 5 
l 6 1 

1 2 2 

l 

1 

1 

l 1 

1 

2 

22 

7 
4 

7 
4 

3 

1 

1 

1 

23 24 25 26 27 28 Totals 
3 - - - 2 1 25 
4 2 1 2 - - 24 
2 2 - 1 - 2 22 
3 4 2 - - 1 15 
1 - 2 - - - 7 
1 1 - 2 - 1 6 
1 1 1 l - - 5 

2 4 
l - - - - - 3 
- - - - - 3 
- - - 1 - 1 3 

2 - - 1 - 3 

~ 
"' "' § 

1 1 - - - 1 3 ~~ , ~ S: Pactric Area 
=,. 11 )C u ~ a> :P Overall ~S. CaDllll8.nd & Conttd- - - - - - - - - 2 1 - - - 3 ~ 

~
.,. Transport - - - - 1 - - - l - - 1 - - 3 ~ 
0 CUban Intelligence - - - - - - 1 - - - - - - - 1 \ 

• 1nconvent1onal \.,ar:rare - - - - - - - - - l - - - - 1 ~ .. 
TOTAlS 1 1 2 3 10 13 12 28 18 16 7 8 3 9 131 • 

~ 
~ -~ - ~ 

~--------------------------~· , 
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~hich 'were spread out over the entire peri~d ~xamin~d. Two

thirds of all the requirements oonoerned OPLANs 312, 314, 

316, air defense and quarantine operations. Actions requested 

or the JCS on the sub3ects or quarantine, CI!ICARIB support, 

counterinsurgency, ~in American assistance in quarantine 

operations, and overall command and oontro~ originated after 

initial decisions were made and U.S. preparatory actions 

were "ell under•lalf, Similarly, the erreat or CUban opera

tiona on U,S, nuclear testing and Pacific operations oaused 

later stage requirement messagee:J 

48. Table XV indicates the starr area affected by require

menta messages tor~ach ot the major operational subJects 

requiring Joint Starr aetion. Thirty-nine percent or the 

aotion requirements aoncerned the J-3 staff area ot opera

tions, 30 percent concerned logistic support, lC percent 

policy, and 12 percent communications. Requests tor actions 

oonoerning force movements, CHOPs, and planning made up the 

majority of J-3 area requirements. Requeste for airlift 

W'ere responsible for the largest single subJect \..,1th1n the 

general category of logistics. The largest number or prob

lems >lith regard to public ··affairs were brought up in con

nection with invasion preparations and quarantine operations. 

Tactical air and invasion preparations cauned the largest 

number of requests !'or logisbio support actions. Almost 

three-quarters of the air defense requirements 11ere started 

within J-3. One-third or the quarantine problems concerned 

interpreting rules of engagement in order to define mission 

assignments, More than half the SIOP requirements cn~eerned 

nuelear support for strategic readiness. All of the CARIB 

area requests were for logistic and commun1cationa support~ 
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... TABLE XV • Staff' Area SubJects of Cuban Crisis Messages Placing Requirementa on JCS ... 
0 0 

"' ..., 

"' NUMBER OF REQlJIREMENTS MESSAGES ON PRIMARY OPERATIONAL SUBJECTS CD 

"' "' 0 "' ~ STAFF Counter- Reeerves ~ AREA Tact1- Air Quar- CARIB insur- IIDh1l1-
SUBJECTS cal Air Invas~on De tense ant1ne SlOP Area gency zat1.on Other Totals 

Personnel 1 l 

Intell1.gence 1 1 

Operations 

Readiness 1 1 1 1 4 
Movements and CHOPs 4 ~ 1 2 4 18 
Planning 2 5 2 1 1 l~ Mission Assignments 2 5 1 

"' 
E..<erc1ses 3 1 4 

"' Logistics 

oeneral 5 3 1 1 3 1 14 -..,, 
A:irl:tft 4 2 1 1 1 3 12 

""' ""' Sealift 4 1 5 ...... 
0::1 Funding 1 1 2 .,.,. 

Nuclear Support 1 1 4 6 S::l-'" 

"" o=i ""- .. 
Policy 

~ 
, q 0 

" 

\ 
0 General 2 2" 

i Public At'faJ.rs 2 5 1 7 1 16 
Foreign Relatious 1 1 3 5 

Communicatioms 2 2 2 2 2 6 16 n 
;19 TOTALS 25 24 22 15 7 6 5 4 23 131 

liiB 
~ ~ 

"9 9 
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TOTAL INCOMING MESSAGES 

49. In summing up 1nfox~t1on flow to the Joint Starr by 

telegraphic messages, a comparison of messages directly 

addressed to the JCS and those received as Info Cop~•• will 

aerve to point up the sourcea of Joint Staff dat&. Since 

receipt or the Info CCpies inVolves significant de"ay over 

receipt of messages on which the JCS ia a direct addressee, 

th9 timeliness of data sources also 1s indicated 1n these 

comparisons, Co~arisons by the office of origin, by opera

tional subJects, and by staff-area subjects are made in 

Tables XVI, XVII and XVIII, respectively, 

~ources of Incoming Cuban Crisis Message Traffic 

50. Aircraft reports or MERSHIP sightings and submarine 

search reports were directly addressed to the JC5 along tdth 

10 to 20 othe~ priority addressees 1n a Joint starr approved 

Address Indicator Group, Table XVI indicates the extent of 

such reports from SAC aircraft, CINCLANT ships and 

COMASIIFORLAN'l', Those CINCs participating directly in CUban 

operations and Chter-or-starr Army kept the Jctnt starr 

informed with an average or one Info Copy ror every t>to 

directly addressed messages. Those CINes only indirectly 

arrected by cuban operations (AL and !!ELM), dealt N1th the 

JCS only by direct addreseings. Officee subordinate to the 

directly participating CU!Cs, to the CSAF and to the CNO, 

kept the Joint Staff informed very largely through Info 

Copiee.j 

1see Enclosure D, 11 Analys1s of command and control Functions 
of the Service liar Roams and Their Interrelationship W1 th 
Joint Starr Operations." 
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TABLE XVI. Sources of Incoming Cuban 
Cris~s Message Traffic 

PIUHCIPAL 
OFFICES 

OF ORIGIN 

SAC Aircraft 

CIIICLANT Ships 

CINCLANT 

CINCSAC 

CINCO!IAD/NORAD 

Elnbassiee and Attaches 

OS Ar.ny 

CIA 

CINCPAC 

CINCARIB 

CINCEUR 

CINCAL 

CINCSTRIKE 

COMAS'.iFORLMIT 

CINCNELM 

OSD-PA 

COMATS 

TAC/AFLANT 

CINCLANTFLT 

CSAP 

CNO 

Others 

TOTAL 

TOP SECRET 

NUMBER OF MESSAGES 
D1rect Inl'o 

Addressee c.,py 

233 

216 

108 

65 

50 

40 

33 

31 

27 

25 

21 

17 

17 

12 

12 

11 

10 

6 

5 

7 

1 

sz 
1004 

- 58-

l 

32 

43 

ll 

15 

36 

16 

0 

14 

8 

4 

0 

12 

6 

0 

2 

11 

49 

28 

28 

17 

110 

443 
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Total 

234 

248 

151 

76 

65 

76 

49 

31 

41 

33 

25 

17 

29 

18 

12 

13 

2l 

55 

33 

35 

18 

167 

1447 
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Operational Subj~cts of Incoming CUCan Cr1s1~ ~~ssa§e Traffic 1 

51. Simdlar relationships are evident in Table XVII, in 

that: 

!• CINCAL, CINCNELM and worldwide operations were oo

ordinated almost exclusively by direct addressings to the 

JC!J; 

~· Operations eubordinate to major u.s. Cuban actions 

were coordinated chiefly through Info Copies to the JCS; 

and 

~· Primary Cuban actions resulted in 20 to 45 percent 

or all messages on these subjects being reported to JCS 

by Into copy. 

out-of-pattern large percentagee of Info Copies concerning 

Tactical Air and European operations appear to be due to 

CINCAFLAijT•s basic chaine of command to CINCLANT and of 

support to CSAFJ and of a relatively large numbe~ of sub

ordinate CINCEUR Offices directly contacted by washington 

offices concerning CUban erisis operations. 

Staff Area Subjects of Incoming CUban Crisis Message Traffic 

52. Table XVIII indicates that intelligence, readiness, 

and movement and CHOP reports, all to J-~ account for 81 per

cent or all direct addressings to the JCS. All other starr 

area subjects consist of at least ae many Info copy reports 

as messages directly addressed to the JCS. If the assump

tion that direct addreesings keep the Joint starr better 

informed than Info Copies 1e valid, J-1, J-4, J-5 and J-6 

were lese ••current" on developments connected with th-eir 

areas of ree!lonsibility than >raa J- 3. The Operations Direc

torate itself was less 1nrormed on planning and mission 

assignments 1n the field than they «ere on the status of 

forces. 
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TABLE XVII. Operational Subjects of Incoming Cuban 
Crisis Message Traffic 

NUMBER OP MESSAGES ';:iiMARY 
OPEi'ATIOIIAL 

SUBJECTS 
Direct Into 

Addreaaae Copy Total 

Quarantine 

Invaaion (OPLANB 314/316) 

547 

98 

~ir Defense 65 

Strategic (SIOP) 63 

Soviet Bloc CUban Actions 37 

Tactical Air (OPLAN 312) 33 

Pacific 32 

Europe 21 

Countarinsurgency 17 

CINCAL Area 17 

Tranoport 13 

CINCNELM Area ll 

auantanamo Defense 10 

Overall u.s. Command & Control g 

u.s. Forces WorlQwide 7 

JU\ITFA 6 

121 

81 

32 

13 

7 

79 

3 

13 

4 

0 

18 

1 

17 

8 

l 

668 

179 

97 

76 

44 

112 

35 

34 

21 

17 

31 

12 

27 

17 

8 

7 13 

Reconnaissance 5 7 12 

LatLn America 5 20 25 

Mobilization of Reserves 3 9 12 

Africa --~0----------~l~--------~1 
TOTAL 999a 442b 1441 

aPlus 5 correction messages. 
bPlus l correction message. 
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Status 'or Forces Reports 

53. The types or messages in terms of fUnctions porfo~ed 

by the messages (e.g., authorizations, approvals, requi~e

ments, eto.) are not directly comparable between Direct 

Addreaail't;o a:f!d Info Copiee. Rowevor 1 in total, 63 peroent 

of all l~ooming messages were notifications concerning the 

stat~• and actions of friendly and potential enemw !oroes. 

Most were formatted reports, and initially, largely in the 

JOPF3P series. Early in crisis planning, JOPREPS were ~·

quested every siX hours to help keep the Joint start informed. 

Additional six hour reports were ordered beginning 22 October 

to cover all movements concerned with Cuban crisis operations. 

Other specialized reports were subsequently requested to 

cover MERSKIP and Soviet submarine activity. A breakdOWn of 

these categories or notif1oat1ons received by Direct Address-

ings and Info Caples is recorded below. 

TABLE XIX, Status of Foroes Reports 

JOP!IEP Reports 

Intelligence 
All Others 

Attache and Embassy Reports 

Airlift Orders 

Total Normal Reports 

lmRSRIP Sighting• by Aircraft 

Submarine search Reports 

Ship SITREPs and SITSUMB 

Movemant Reports 

Ship Orders and I~tercept Reports 

Total Special Reports 

GRAN!l TOTAL 

TOP SECRET - 62-

l/UMilER ORrGINA'l'ED 'l'HliOutlH 
23 OCTOBER 

ll4 
139 

52 

....ll 

235 

133 

113 

71 

44 
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54. An attempt 'has been Jade in Table XIX.to·separate the 

types of reports normallY received and processed in the 

Joint Starr from those specifically reqpired by the CUban 

cri•ie situation. It app9ars that the special crisis-related 

reports neurl:t tripled the volume of reports a·tailable to 

the Joint staff. 

JOINT STAFF CUBA ACTIONS 

55. The first half of this Appendix has been eonoarnad 

with the floW or information to the Joint Starr. The re-

mainder ie concerned with Joint Starr actions taken and the 

end-product results of these action•. No action recorda 

per se have been made avilable 3 so actions taken have been 

deduced from various products of these actions. Data ana

lyzed inolude,JCS "CUba Greens•, JBS records of m1soellaneoue 

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

CUBA GREENS 

56. Most or the short-term JCS CUba actions reqpiring 

formal starring were reported in the 2304 series or JCS 

papers.~ small number of longer range starr studies, auoh 

as review and approval or conti~oy plane for CUbaJ were 

-~~loped in the JCS-2018 series.~ The 2304 series hae been 

individually reviewed, and a summary of each cuba paper in 

the series is tabulated at the end of this Appendix as 

Annex A. This annex reflects the offiae requesting and the 

office taking Joint Staff action, the time required, and any 

aation assignment resultin; from each paper of the JCS-2304 

series developed from 12 October through mid-December. 

See Enclosure A, gJJ, c1t,, Chapter I, "Precris1s f'lilitacy 
Contingency Planning.~ 
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57. Of1 the 53 JCS "Greens" SWliiiiBrized, 21-r,pulted in 

formal submiaaion to the Secretary of Defense for informs. 

tion or action. Seventeen resulted in action assignments 
' . 

on Joint Sts.t:f offices, and seven in action assignments on 

Service Chiefs. Eight or these JCS papers resulted in JCS-

out messages, in ~est oases assigning action of some type to 

a CINC. 

sa. The data available are too epotty to say much about 

the requirement origins, ets.t:fing offices, or decision levels, 

or to say anything meaningful about time required ~n the Joint 

Starr. However, on the assumption that requirements were 

received in chronological order, the number or actions beinS 

considered 1n the Joint Sts.t:f (i.e,, in some phase of staff

inS) has been graphed in Figure 3 to indicate the shape of 

the CUbs "Greens• etsffing effort over the duration or JBS 

operatione. High levels of activity are apparent for 22 

through 29 October, on 6 November, and 14 throUgh 20 November, 

nt.e fact that at least five JCS 11 0reens 11 concerning CUba were 

in some phase of staffing from 20 October through 27 November 

is also or some interest. 

MISCELLANEOUS STAFF ACTIO!l RECORDS 

59. As part or the JES filee, records of miscellaneous 

staff actions were maintained. As for the CUba "Greens", 

thess records provide a source or data as to starr actions 

rsquired during the CUban crisis. A review and tabulation 

have been ma.de and a lltllllmBrY for each paper is lis'ted at the 

end or this Appendix as Annex B, Of the 53 recorda maintained 

in this file, 36 are records of J-3 actions and eight are J-5 

actions. ~Ten recorda are of aat1ons ooncerned with staffing 

1n JCS-In messages and resultant JCS reeponses. Ten or the 

J-3 actions resulted in "J-3M papers" and 12 resulted 1n "J-3 

ops" papers. 
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' l 6o. ~ attempt was made to illustrate an eiPsoted increase 

in J-3 memoranda during the period of greatest CUba staff 

activity by plotting J-3M numbers against time. The results, 

however, were nearly a straight line over the months or octo

ber and November 1962. Since the J-3Me pei'ta1nl.ng to Cuba 

made up only about 5 percent of those iseued, the graph 

appears to indicate that there is a nearly continuous equal 

production of J-31~. This number :l.t larsely independent or the 
"oraBh" actions or the moment. This implies that within J-3, 

crisis situations change the subject matter but not the volume 

or production. 

JCS-OUT MESSAGES 

61. JCS-out messages represent a formal end-produot ot 

Joint Starr actions. Information has been received giving 
' the background on a situat1cn, a requirement for starr ac-

tion has been submitted or implied, and the requirement has 

been recognize~-within the Joint Starr. Staff action is 

taken and a draft message ie prepared, ooordinated, approved, 

and transmitted as a JCS-OUt message. 

62. Background information leading up to JCS-out messages 

is received tram many sources, one or which is the incoming 

message traffic previously reported. Other oouroes include 

formal support from the Services, telephone calls, and brief-

ings and personal conversations. These sources have not 

been studied tor CUban cr1s1a operations, and this paper 1s 

confined to analysis of the extent to which formal incoming 

messages determi~ed and affected JCS-OUt messagee. 

63. A good deal of information With regard to Joint starr 

operations oan be obtained from analysis of JCS.out messages. 

The remainder of th1e ~ppsndix will examine the nature or 
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stat!ing problems land actions result~ng in Jbs.out messages, 

as indicated by the messages themselves. 

64. Flow of JCS-OUt messages by elate for ihitial phase 

Cuban or1s1s operations is examined in tbe next two tables. 

Table XX examines Cuban crisis message traffic relative to 

total JCS-Cut traffic during the period. 

TABLE XX. Cuban Crisis Mess~e Traffic Relative to 
Total JCS-OUt Message Trattic (16 to 28 October 1962) 

Concerning 
DATE Total Cuban 

OCTOBER 1962 JCS-OUt oeerations 

16 10 1 

17 19 2 

18 18 4 

19 38 14 

20 9 6 

21 28 26 

22 45 28 

23 35 2l 

24 41 21 

25 32 12 

26 39 17 

27 24 18 

28 ~ .l§_ 
TOTAL 358 186 

65. This table indicates that Cuban crisis operations be

came the prime subject or all JCS-out traffic on satu~ay, 

20 October. Handling of preparations for Cuban operations 

made up 93 percent of the out messages the following day, 
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as Joint Staff general orr~'ces began1 a eeven-ilq week sen1or 

staff CUban Watch. The increases in JCS-out messages on 

Friday, 19 October, Monday, 22 October, and Friday, 26 Octo

ber, do not appear to be even indirectly related to CUban 

operations. These traffic increases are probably normal 

end-or-work-week and accumulated weekend Joint Starr busi• 

ness. 

t:;s.~ere is no clear concentration of Joint Staff effort 

on any one subject of CUban operations overtimeJ as seen in 

Table XXI. There was a slight emphasis on air defense of 

the southeastern u.s. and key caribbean installations (in

cluding the Panama Canal) through 19 October. But prepara

tion ror implementation or OPLANs 312 and 314/316 (tactical 

air and invasion operations) were the most frequent message 

' subJects from late on the 19th, daily through 24 October. 

'!'he "lateness'' of formal JCS commun1oat1ons oonoern1ng 

quarantine (blockade) operations is apparent. JCS partici

pation in reinforcing Guantanamo and evacuating dependents 

was a middle t1me-phaee follow-on to early emphasis on 

defenses] 

~ressing or JOS-OUt Messages 

67. ~ables XXII and XXIII are concerned with the otf1oes 

to "h'\.cl:l JCS messages were directed: to what e.<tent they 

were addresseesJ and on what subjects. As would be expected, 

CINCLANT was by rar the largest recipient of JOS-Out mes

sages, being directly addressed on 56 percent ot these mes

sages, and kept informed ot JCS actions by Info Copies on an 

additional 25 percent or the JCS-Out traffic. CINCONAD was 

the next largest recipient of direct addressings, being 

single or co-addressee on 25 percent or the JCS messages and 

informed on 10 percent additional. CSAF was the second 

Appendu A to 
Enclosure 0 

- sa-



~ v.liLB XXI. PrJ.mary Operat-ional. SUbJoots ct JCS-out Hes&IISel ~ 
Cance.rning Cliban CrieiB OperatioDs - l\1 Date 0 .., .., 

[:! "' a ~ 
~ H111BER OF ME:lBAmS BEII'l! Oll EACll Ol'l!RAmiiAL SUB.JEC'r m = Inva- Air 1'oetical. Wor.ld- Counter- C1JJIO Reccn ... tatil1 Mlacel. ... ~ 

oor. 1~ lion nereuse anllM Air nde SlOP 1osurgeney Vetenae natsaance -rica l8D<CUB \'otal. 

Ui 1 1 

17 l 1 2 

18 l l l. l .. 
19 .. 5 2 1 2 1~ 

20 3 l l ~ 6 

"' "' 
21 9 5 1 3 2 l l 2 2 26 

22 6 3 6 4 4 2 l l 1 26 

~~ 
23 8 3 3 3 2 1 l 21 

"" 24 8 2 4 3 l l l l 21 ..... 
0:> 

"'"' !il:" 25 l 2 2 l 2 J l 1 l 12 

9 .. 9 .. 26 2 l 3 2 3 3 2 l 17 
~ 

0 ~ <' 

'i 
0 

27 5 1 2 l l 2 3 l 1.8 

i 
1 l 

28 l l 4 2 2 2 2 1 1 16 

r.l TOTAL 49 25 25 122 18 12 ll 5 4 4 ll 186 

ilB 
Er. i!ii 
9 ~ 
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TABLE XXII, Addressing of JCS-out Messages Concerning 
Cuban Crisis Operations (16 to 28 October 1962) 

NUMBER OP TIMES ADDRESSED 
PRIMARY As Single As co-

ADDRESSEES Total Addressee Addressee8 

CDICLANT 150 62 42 

CINCONAD 58 16 27 

CINCSTRIKE 58 4 29 

CINCPAC 53 10 28 

cnJCARIB 53 13 28 

CINCSAC 50 ll 22 

CSAP 70 4 32 

CSA 60 1 27 

CNO 55 l 24 

CMC 47 0 23 

Total Single Addressee Y~ssagee: 130 

Total lolultiaddressee Messagsa: 56 

Total Info Copy Messages: 146 

Total "Exclu.s1vea 11 1 9 

Other Single Addressees: 

AMEMB Honduras (tor Lt. Oen. Burns) - l message 

USARMA Honduras - 1 message 

JUSMAO Madrid - 1 message 

COMATS - l message 

U.S. CINCEUR - 2 messages 

CJTF-8 - 2 messages 

8 Includes 12 messages to all CDICs and Services. 
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.. TAI!LE x=:r • Diatr.:lbutioo c4 Jrn-Cirt CUbeD Cri&ia lfeSMSeS to PrJ.mAry Addressees .. 
0 J1y SUbJeet Q;oeratj.on (~ to 26 October 1!)62) 0 ... ... 
"' gj "' a 0 

m lliiiBER OF fJl.tm DIBECTLY ADlmESBED 011 SIJBJECT OI'EitA!IOli m 
P1!llW!Y Inw- Air Cluar- facti cal llorl.d- Counter- G'DIO Recon- LatiD Mlaeel-

ADDR&SSECi !51oa JldeD&e ar.tine Air vide SIOP 1nSUZ'I<ODCY De tense natssanee America 1BDOOWl 'fotnl 

CDlCLAm 32 6 20 15 16 ~ 3 6 l.o'> 

CDlOOIWl l. 20 3 1 16 43 

CIIiCABIB 2 1 7 17 6 1 1 ~ 41. 

CDlCP.AC 12 l. 3 1 17 1 l. 2 311 

CSAF 3 4 2 1 17 5 1 3 -.)6 
.... 

CIIIC3.AC .... l. 3 18 9 2 33 

CIIICS'm!KB 6 2 3 3 17 33 

"'> CSA 3 3 2 17 0 3 26 "" ~" ...... 0" 
""' 

CliO 1 2 2 2 17 1 25 ., .. 
9 

., .. = 1 2 2 1 1 23 ~ .. 
~o; roEAL 64 41 47 23 173 10 17 6 6 4 11 4ol> 

l ft· 
~ ?9 
fii l:.ii 
"'} - ~ -
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'largest ~ntormed ~ffice, receiving either by direct address or ' 

Info copies more than one-third of the JCS•OUt messages aonaernln! 

Cuba, CINCs CONAD, STRIKE, PAC, CARIB and SAC, and the Service 

Chiefs or Starr were all informed on roughly one-third of the 

Cuban OUt traffic, The CINCs were generally direct addressees of 

JCS-OUt messages, The Services received a slightly larger number 

or JCS-OUt messages as Info Copies than as direct addressings, 

68. Twenty offices in all were directly addressed on the 

JCS-OUt messages concerning the initial phase of the Cuban 

crisis, and 43 other offices were sent Info Copies. Except 

£or one Info Copy to CINCAL and two meesages to OINCEUR, 

CINCs EUR1 AL and NELM were recipients of only those mes

sagea sent "to all CINCs and Service Chiefs". Two or these 

messages were smo11g the nine "Exclusives" originated during 

the period, All but one or the "Exclusives" were sent prior 

to 22 October 0300, and were largely prompted by extra secu

rity precautions imposed on the Joint Staff.- Three of the 
11Bxalusi ves 11 were addressed "CJCS Sende 11 • All were eventu-

ally released to the JBS except for two "SACS A Sends". 

69, Eleven of the twelve messages addressed to all CINCs 

and Service Chiefs have been classified in Table XXIII as 

referring to worldWide u.s. operations, The other message 

nifioanoe from a Procedural point or view, in that 36 minutes 

arter a TOP SEO~ order to implement MINIMIZE went out, a 

second message follo>red, dovmgrading the order to CONPIDENTI.AL. 
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•
1 ~O.~e relative importance or CINCPAC as an addressee 

concerning Cuban crisis operations may not have been expected. 

CIIICPAC and CINCSTRII<E were called upon for~aJor augmenta

tion or CINCLANT roroes for invasion preparations, build-up 

of tactical air and air transport capabilities, and reinforce

ment or Guantanamo defense~ CINCARIB had special assignments 

primarily to~pare tor counterinaurgenoy operations in Latin 

America and in connection with quarantine operation::.] Mas

sages spsoifioally addressed to SAC dealt primarily With 

a.uno••~ exclusively for ooordi· 

nation or operations being performed by their subordinate 

command~ 

Purposes and Operational Sub.leots of JCS-Out Messages 

71. JCS-OUt messages are classified in Table XXIV by the 

types of messages sent and sre counted by type ror each 

operational subJect. It 1s apparent that almost two out or 

every three JCS-Out messages required action by recipients, 

being either Orders Given or Approvals or recommended actions. 

Notitioations consisted or messages informing subordinate 

commanders of actions taken by the JCS or Joint Start to co

ordinate field actiVities. These actions were usually 1n 

response to a request from the field for airlift or for 

augmentation or forces or equipment by transfer from another 

command. ~eae coordinating actions were required most often 

in oonneotion with preparatlons for invasion. 

1!2. (Eeports requested are an indication of the areas where 

normal reporting methods were not providing satisfactory in

roma.t1on flo\t to the Joint Starr. "A1rl1ft Ca.pabilitiea" 

was one or these areas, JGPREP and special movement report~ 
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r TABLE XXIV. Types of JCS-OUt Messages Concerning CUban Crisis Operations - By Subject 
"' "' 0 0 
00 "' 
"' lllll!BER OF MESSAGJ!S OF EACH TYPE SENT ~ "' n PI !MARY 0 

~ OFl!.lATIONAL Orders Notlti- Guidance Guidance Reports Dis- ~ SlBJEOT Given Appro'V aJ. s cat1one Given Requested Requested approvals Total 

InvaSLon 21 12 9 4 1 2 49 

Air Jef'ense 7 9 2 1 5 1 25 

Qua:ant1ne 14 5 2 3 1 25 

Ta.t1cal .Ur 8 4 2 1 2 2 3 22 

w.>r1dldde 6 7 4 1 18 ... 
""' JIOP 3 3 2 1 ·2 1 12 

Counterinsurgency 5 2 1 2 1 11 

!l'fi GTMO nerense 3 2 5 
O'tl .... ,. Reeonnai.e.aance 3 1 4 0:1 

"" ..; ...... ~~ 4 .. Lat1n America 3 1 
~ m 0 "'" 

~ 
o.,. M1scellaneous 3 4 1 1 2 J.l 

i 0 

TOTAL 73 40 30 14 13 8 8 186 

il9 ~ 
i.i'l ~ 

~ :9 
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~re requ~sted every six hotira (instead of daily) tor forces 

connected With OPLANa 312, 314 and 316 and quarantine opera

tions, or affected by these operations worldWide. Merchant 

ship and submarine search reports have already been discussed. 

Other special reports requested concerned tactical air and 

Jir defense operations, and were due to the extrema over

loading of southeast u.s. air bases and resulting redeploy

ments to obtain quicker reaction oapabilitie~ 

73. Guidance requested was primarily in connection with 

this extreme concentration of forces and their resulting 

vulnerability. Although only eight messages were elsarcut 

disapprovals of actions requested, several or the Approval 

messages modified suggestions from the field, or approved 

requeste only in part, With the exception of guidance given 

worldwide, th~ other ten Guidance Given messages were in 

response to specific requests ror concepts or planned opera

tions, A'parently, most or the requests from subordinate 

commanders for olar!fications or JCS-OUt messages were han

dled by telephone rather than by formal JCS-OUt messages • .. 
Staff Area SubJects or JCS-OUt Messages 

74. The Staff area subjects of initial phase Cuban crisis 

JCS-OUt messages are broken down by operational subJects or 

messages in Table XXV, Pifty-rour percent of the JCS-OUts 

were in the J-3 area or operations, and 20 percent or the 

JCS-OUt messages concerned movements and CHOPs of forces. 

All messages concerning the subJect of air defense were in 

the Start area of Operations, and every operational subJect 

required at least one message in the J-3 area. ~e-third or 

the JCS-OUts concerning OPLANe 314 and 316 were concerned 

with operational matters, and one-third With log1st1c::l 
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"" !UIILE lOlV. Staff Area Sub.jects or JCS-Out Mesaeaes ConcenW!g Cuban Crisi.s Operations - liY SubJect Operation 

' "" 0 0 ., ., 

"' gJ 
"' C> !iliMBER OF I!ESSAGI!S !!ERr 011 EACH Ol'BRATIOIIAL SIJliJIDI' C> 

~ 
STAFF ~ ABEA Itwa- A1r Q>lar- -cal 11or1d- Couater- ll'IHl Beeon- L&t1Jl IU.Bcel-

SUBJECTS sion De.tenae ontt.ae Air v.lcle SlOP ~en.cy Defense naissance America loneous Total 

PersoDDel 2 1 1 " Intelllgenee 1 1 8 1 ll 

Operations 

Readine&8 4 1 1 3 3 3 3 18 
Movements end CHOPs 8 14 6 1 3 2 3 37 
pJ..om>j_ng 4 6 1 1 1 1 1 2 17 
Mission Assignments 4 17 2 23 
berc:ises 1 2 2 5 

' ..... 
logistics "' 

General 6 1 3 10 
Airlit't 5 3 2 l.O 

g'~ Sesllf't 4 1 5 
"" Fuod1.ns 1 1 2 ...... 
O:l Nuclear 1 4 5 ,.,. 
c .... 

....:; :.!" Polley ~ ...... 
~ 

> ~ C> Publlc M'rrd.!'S 9 2 5 16 rt 

~ 
0 llatiocal. Policy 2 1 1 4 "9 

Foreip Relations 1 1 

\ Communications 4 1 2 4 1 2 1 18 
fJ 
~ TOEAL 49 25 25 22 16 12 11 5 4 4 ll 1.66 ~ 
{i:l l:i:i 
"'i o=J 
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support. ~ese invasion ·preparation messages bnoerning ' 1 

log1st1os made up more than half or all messages in the 

logistics are~ 

,E_s.[ Two-thirds of the Out messages in the field of quaran

tine operations were eonoerned with specific mission assign-

ments, chiefly involving Rules Planning for 

of messages in the JCS area of Policy. Two interesting mes

sages from the point of view of procedures are in the Intelli

genoo and Communioations Staff areas. On 18 October, the 

JCS had to authorize "release of speoial intelligence plan

ning information" for use at aircrew level for OPLAN 312 

planning. Secondly, on 21 October, J-3 had to authorize 

MATS to use no~al flight plan and movement messages in con

nection with airlift or thej5th ME~ 

Security Aspects or JCS-Out Messages 

76. The last two messages referred to reflected security 

problema arising in the initial phase of Joint Starr Cuban 

orisis operations. Tabla XXVI illustrates the high degree 

of security reflected in clsasifioation of JCS-Out meosages 

oonoerning the initial phase of this crisis. 

77. Up until 20 October, two-thirds of tne OUt messages 

concerning Cuban operations were classified TOP SECRET. 

This percentage increased until 23 Ootober, when it dropped 

to one-third TOP SECRET after the President's address. 
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TABU XXVI. ' Security Classification of JCS-out 
Cuban crisis 11essages 

DATE TOTAL 
OCT. 1262 JCS-OUT SECRET SECRET DENTIAL Sl:.PI!!:D' 

16 l 1 

17 2 1 l 

18 4 3 1 

19 14 9 3 2 

20 6 4 1 1 

21 26 21 3 2 

22 28 23 2 3 

23 21 a 10 l 2 

24 21 6 11 3 l 

25 12 5 4 l 2 

26 17 3 6 4 4 

27 18 6 10 2 

28 16 ~ 6 2 ~ 

TOTAL 186 95 58 21 12 

Staff Preparations of JCS-OUt Messases 

78. Tables XXVII through XXIX are concerned with some or 

the starring functions performed in the generation or JCS

OUt messages concerning Cuban crisis operations. These 

tables and accompanying discussion reflect information 

.recorded in the messages themselves: t'lho 11 sent 11 the message 

(i.e., directed that such a message be sent), who drafted 

the basic message which was subsequently accepted or modified, 

and who reviewed and approved the final draft for transmis

sion. FUrther details of staffing, such as coordination 

effected in developing the draft and obtaining approval, are 

not normally recorded on the file copy, nor are records of 

messages staffed in varying degrees but never sent. (For 
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8 TABIB XXVII. Aet1on Officers for JCS-Out Cuban Cr1s~s Messages~ By Message Senders 8 0 0 .., ... 
"' "' .., 

AcriON "' 0 IIUIIBER OF MESSAGI!S ORDERED BEm' BY 0 

~ ( lliiAl'TINO) 
J-6 ~ OFFICER CJCS JCS DJS VDJS J-3 J-4 J-2 SACS A SAMAA TOTAL 

CJCS 2 2 
DJS 30 1 31 

VDJS 9 1 10 

J-3 3 1 4 
J-4 1 1 

J-5 1 1 

SACS A 2 2 

' 
Secretary JCS 7 7 

...., OCJCS 
"" 

1 1 

OllJS 5 1 6 

CNO 2 2 

gs.e- OPNAV Staff 1 8 9 
O'a J-1 Start' 3 3 ..... 

58 0" J -3 Stat'r 22 2 1 33 mo. 
.-; "'"" :-4 Staft' 1 3 7 11 ~ ~X 
g ,.. J-5 Staft' 6 1 2 9 

t 
Q 

i 
<t 

J-6 Start' 2 1 1 8 12 0 

SA::SA Starr 6 1 2 7 16 

S/W.A Staff l 1 

'I'Cil'AL 4 loB 6 5 38 7 2 a 7 l 186 
>9 
~ ~ 
~ =4 
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TABLE :xxvm. Action ot1'1cers ~r JCS-Out Cuban Cri&ia lleosagea, 1\Y Operaticnal SUbject a ~ "' "' 0 0 .., .., 

"' IIUHB8II Cll! !reSSIGES llRAF'IED OH SUII.JEC'r OPERAriON "' "' AC'I'IOII l!J Cl 

~ (DRAFTl!IG) Inva- llr Quar- Taeticsl. World .. COWltcr- G'DtO Recou.- Latin M13eel.- ~ OFFICER dOD De:tense antill.a llr vide SlOP ineun:teDCY De.ten&e 11111esanee Amer1.ca 1IUJOOW. Total 

CJCS 1 1 2 

DJS 10 3 4 5 4 2 1 1 1 31 

1IDJS 2 4 2 2 lO 

J-3 1 1 1 1 4 

J-4 1 1 

J-5 1 1 

SAC5A 1 1 2 

Secn:Ulz¥ JCS - 4 1 1 1 1 
0> OCJCS <> 

1 1 

ODJS 3 1 1 1 s 
CliO 2 2 

!N> OffiAVSteU 1 a 9 

"" J-1 SteU 1 1 1 3 ...... 
0:> .. .,. J-3 SteU ll l2 4 3 ll 9 2 1 5 58 " ... 

~ :l"- J-4 Staff 6 1 1 3 ll ~ to; J-5 Staff 4 1 1 2 1 9 t J-6 Btatt 3 3 1 3 2 l2 

SAC5A SteU 5 1 5 ~ 1 16 

BAMAA StaU 1 1 
ft 49 

fi 
i'-9 TOTALS 25 25 22 16 l2 ll 5 4 4 ll 186 ?S 
:;;;;: iii 
c=j >=i 



TABLB XJCIX. Types or JCS-OUt CUban CriBJ.s Messages, By Message Sender .. 
0 .. .., 

0 
'0 "' 
"' 

... 
N1lMBEII OF MESSAGES 01' EACH TYPE SEN!! (") ... 

~ a 
MESSAGE Orders Not1r1- Guidance OUldanee Reports Dis-

~ SENDER Given Approvals cations Given Requeated Requested approvals Total 

CJCS 1 3 4 

JCS 52 27 1 9 1 2 4 108 

DJS l 3 2 6 

VDJS 

"' 
3 2 5 ... 

J-3 B 6 14 4 3 3 38 

J-4 3 l 3 7 

..... J-5 l 1 ~ 
:l'O 
0'0 J-6 2 5 1 B ..... 
0:> .. .,. 

SACS A 4 2 1 <=i ~ ~~ 1 

~ 
.. ·© .. SAMAA l 1 " 

\ \ 
.. 
0 TOTAL 73 4o 30 14 13 B B 186 

tl 
~ 
i;ii ~ 

9 :=1 
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these reasons, among others; 1the tables do not r.e~ect Jhe 

relative worlcload on starr offices in generating Jcs-out 

messages.) 

79, 'rable XXVII indicatee that 59 percent or the JCS-OUt 

messages during the initial phaae Cuban crisia operation& 

were drafted by the usual Joint Starr aetic.n perconnel ( aub

ordinata to the directors). J-3 personnel were the princi

pal action officers. J-4, J-5, J-6 and Special Asaiatant 

tor Counterinaurgency and Special Activities (SACSA) ataff 

personnel drafted a1m1lar numbers or message&, each handling 

about one-fifth or the number of J-3 starr actions. There 

were no J-2 action& on JCS-OUt messages recorded in JBS 

tiles. 

80. Approximately one-third of the JCS-OUt messages were 

drafted by senior staff personnel at the Director level or 

above. The Director, Joint Staff (DJS) wrote the largest 

number of these, with the Vice Director, Joint Starr (VDJS) 

and JCS Secretary also personally drafting eignificant num

bers or JCS-OUt messages, The remaining 10 percent of the 

JCS-OUts were drafted by lower echelon personnel not sub

ordinate to the Js or SACSA, and not in the normal staffing 

chain (i.e., OCJCS, ODJS, OPNAV personnel), The JCS specifi

cally ordered almost two-thirds of the messages to he sent. 

Of the nine other offices sending out messages, J-3 waa the 

only one ordering more than 5 peroent of the total traffic, 

sending 20 peroent, 

• 
81. Table XXVIII indicates the writers of JCS-OUt messages 

for each subJect operation of the messages. No epeoific 

categorization of responsibilities is apparent, except for 

the CNO and OPNAV personnel writing only quarantine messages, 

Other offices seem to he pretty well-rounded 1n their subJect 
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reapona1bil1t1ao, Similarly, all subJects required effo~to 

or several different offices, •dth only the J-3 staff 

responsibility for BIOP measages appearing aignirtoant, 

82. The characteristic& of the "etatrtng" actions for JCS

Out meaaages dur1~g the 1n1t1a1 phaae of operations were due 

to a very large extent to extreme security measurea being 

taken. Through the 22nd of October, the Director, J-3, for 

example, was not at liberty to diacuss certain aotions being 

taken with his starr, and there are indications that the 

DJS did not feel free to discuss certain JCS actions with 

hia Directors. Through 21 October, exactly half or the JCS

Out massages concerning Cuban operations had been drafted 

by personnel other than those subordinate to Joint Starr 

Directors and Special Assistants. 

83. On the big day, 22 October, more than two-thirds of 

the Cuban crisis Out messages were drafted by upper and 

special echelons, The relaxation or extreme security meas

ures occurred on 23 October after the President'• public 

address, when 16 out of 21 JCS-Out mesaagas were drafted by 

subordinate staff officers in the normal chain of oommand, 

tw~more by OPNAV personnel coordinating quarantine instruo

tions, one by ODJS personnel, and' only two by the VDJS. 

84. The relation of message senders to typee or JCS-Out 

messages is shown 1n Table XXIX. All types of meseages 

were ordered by JCS and all types, except for Giving GUid

ance, by J-3. Only most senior personnel ordered passing 

of guidance to the field, and three of the four "CJCS Sends" 

messages were 1n the Guidance Given category. Two-thirds of 

the JCS-OUt msseages were ordered sent by echelons higher 

than the Directors. 
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85. All•JCS-Out meeeages require approval for.transmi6eton, 

and ap~roval is evidenoed on message copies by signature. 

Massages addressed as "DJS Sends 11 or 11 J-3 Sends", or by any 

or the Direotore, were almoet al>~a.YS approved by the person 

named as sender, his "Exeo 11 or his Military Secretary. In 

messages addressed "JCS Sends", the DJS or VDJS generally 

approved the contents of the message, However, when a "JCS 

Sends" message was drafted by a Director, the JCS Secretary, 

or SACSA, the >triter usually approved his own message. 

86. Ot 55 "JCS Sends" messages written by tbe Secretary, 

the Directors, SACSA, the DJS or VDJS, 48 were approved by 

the writep, The DJS approved one message prepared by the 

VDJS, ttto by J-3, one by J-5, and two by the CNO. The VDJS 

approved one message written by SACSA for the JCS. 

87, Thirty "JCS Sends" messages drafted by subordinate 

Joint Starr officer personnel were approved by the DJS or 

VDJS, inaluding five meaaagee written within the ODJS. Fif

teen other "JCS Bends" messages were written by subordinate 

Joint Starr officers, and theee were approved by the Direc

tors, Deputy DirectoraJ or Executive Secretary of the staff 

office drafting the message (i.e., J-3 for J-3 etarr, SACSA 

for SACSA starr, etc.). Eight "JCS Sends" meesages were 

drafted by OPNAV personnel. Pive of these were approved by 

the DJS, t>Jo by the VDJS and one by J-3. 

89. The etringent eecurity precautions adopted at the upper 

echelons of the Joint Starr for handling or the initial 

phase of CUban crisis operatic"" made for d1tr1cult liarking 

conditions for the Battle Staff, eepeo1ally with regard to 

JCS-OUt messages, The high echelons drafting meesagts, and 

staffing by offices outside the normal staff flow (OPNAV and 

ODJS), prevented the usual diseemination of knowledge in 
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,Joint Stafr Directorates and in the 
. 'I 

JBS or probable forth-

coming actions. This often resulted in the JBS being called 

upon by field commands fer ooord1nstion of implementing ac

tions ordered by the JCS, but or which the JBS had no knowl-

edge, 

89. This problem persisted in slightly different form 

after the 22nd of October, even though formal starting be

came the norm. Action for a JCS-OUt message would bs 

assigned to a subordinate starr officer, but knowledge of 

changes in his draft action recommendation and final approval 

and transmittal action were often unknown to the JBS until 

atter a query was received from a field command as to some 

facet or the transmitted message, There was no prooedure 

for short-term feedback from the CJCS office where senior 

starr members were working (the "Oold Room") to the JBS 

action officer who hand-carried his draft message to the 

door and saw it disappear inside. Thus, for example, on 

23 October, ll messages drafted by subordinate staff officers 

were subsequently a~proved in the Cold Room by the DJS or VDJS. 

This undoubtedly affected efficiency of personnel on the CUban 

.Battle starf,1 

See Enclosure B, "Procedural Anal¥,s1a of J-3 Command and 
Control Operations," Appendix A, 'Briefing and Debriefing." 
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All!iEX A .. 
~ 0 

ACTIONS AND ACTION ASSIONMENTS REFLECTED TIT CUBA "gREENs•• .. ... 
"' "' 1:1 ~ 

ill GREEN DATE DATE ~ .. NO • REQUIREMli!IT ACTION RE§UIREMENT STAFFING DECISION 
23Q!!l BI!QEIVED COMPI.ET!m FIG IN OFFICE LEVEL RESULTING ACTION ASSIG!IMEII'l'§ 

70 12 Oct ASD/lSA J-5-Caribbean security arrangements 
(see 2304/97) • 

71 17 Oct 31 Oct CNO CNO JCS-tJeed tor Cuban overt11ghts --·-
withdrawn. 

72 18 Oct 2l Oct JCS 

73 21! Oct CINCLAN'l' JCS 
(D .., 71! 19 Oct · 20 Oct SecDet' JCS CNO-A11 quarantine problems; J 

SecDet actions. 

75 28 Oct CNO JCS SeoDef-U.S. command of OAS naval .t:orces. 

!;J~~ 76 29 Oct JSSO JCS-U.S./USSR negotiation actions. 
0 '0" 

77 29 Oct J-3 JCS Mtg. SecDef-Plan tor air quarantine; JCS "":. 
~ '"'"'"' o:>>< Msg 7o86. ~ e O>P. 

" .... "" ·-

}. 
.,, 

~ ~;g 
78 27 Oct SAOSA JCS Mtg. SeeDer-surveillance leaflet program. 

79 30 Oct JSSO JCS Mtg. SecDef-llegotiation aims and goals. 

8o 23 Oct 31 Oct President Secre- None-Fol"'lards quarantine proclamation :;9 ft 
:;;a taries 

Zi1 81 30 Oct J-5 JCS-U,K, alma end goals. j 9 \ 



I 
:3 A!l!mli: A ( CON'l.'IllllllD) :3 .., .., 
"' .., 

(!IEJ!N DATE DATE tel 
0 .., 
[;! NO. REQUIREI!E!IT ACTION REQUIREMENT STAl'Fll/0 DECISION • ~ "' B04/ RECEIVED COMPLETED ORIGIN OFFICE LE.VEL RESULTING ACTION AS5tGNMENTS 

82 31 Oet DIA-Stucly of build-up shipping. 

83 25 Oct JCS Mtg. SeoDef-T1Ja1ng of OPLAN•s. 

84 28 Oct JCS Mtg. SeeDer -Execute 312 and 316 on 29 Oct, 

85 2B Oct JCS Mtg, 

86 2B Oot 29 Oat ASD/ISA J-5 JCS Mtg. 
&l 88 21 Oct 3 Nov CINCLANT CSA JCS Mtg. SecDef-Use of Key West International. 

Airport; JCS Meg 7221. 

B9 2 Nov J-5 JCS Htg. 

,,, 90 1 Nov 28 NOV J-5 JCS Mtg. for retention o~ 
""5 GTMO. ""' = ....... =: 
0 '"' 91 1 Nov 6 Nov DIA None-Circulates response to 2304fo2. A .e; "'"' '=' ;: ..... > 

~ 'i 
., . 

4 Nov .. <T 92 15 Nov DJS DIA None~1.rculates responae re Cuba a.a 
)>0 

0 base tor insurgency. 
ct 
0 

8 Nov 93 2 Nov CJCS CINCLANT JCS President-Expected casualties for 
OPLAN's. 

~ 
~ 

94 5 Nov 6 Nov CONAD ~-3 JCII l<tg. JCS Message 7256. f'i1 

9 
2304::1 :;;..;:£ 
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ANNPX A (CONTINUED) 

--
Fl ~ DATE DATE "' !IDllll:lia!ENT ACTION IIDlumEME!IT STAFFING D&'JJSION l!J 
~ 2304/ RECEIVED COMPLETED ORIGIN OFFICK LEITE!. RESULTING ACTION ASSIGNMKNTS ill 

~ 

95 7 Nov 7 Nov ASDjiSA JCS Message 7266. 

96 6 Nov 7 Nov President JCS Mtg. SecDef-Reaction to attack on u.s. 
reconnaissance atrcratt. 

97 ~3 Nov 20 Nov J-5 JCS SecDef-CIA inputs to Caribbean secur-
ity arrangements (see 2304/70). 

97 ~4 Dec ~ Deo DIA None-Circu~ates DIA ~etter to DJS. 

98 3~ Oct ~3 Nov DomHep None-Circ~ates otter tor-DomHep ~ 

Naval Attache quarantine participation. 
0> CSI\F-Report on Cuban alert of MINUTE-"' 99 10 Nov 20 Nov DepSecDet J-3 

MAN 111ng I. 

100 ~3 Nov 14 Nov ASD/ISA CliO JCS Mtg. SeeDet-Intena1t1ed quarantine search. 
g'i; g 
n'O 101 6 Nov 9 Nov IISC JCS Mtg. Pres1dent-Aot~on in case oc attack on 

""· ..... ., reconnaissance a1rcratt . gil. k ., .... 102 ~o Nov 10 Nov ASD/ISA JCS Mtg. SecDet-Dratt Presidential Summery of 

~ 
'1 ~· .. " Cuban 81tuat1Dn • 

\ 
>O 

0 . 
" 103 2llov 16 Nov ASD/ISA 0 .. 104 14 Nov 15 Nov ASDjiSA J-5-Cuba lessons "tor quadripartite 

~; uae. • • • 
·~ ·-~ 

·-~ 105 15 Nov 20 Nov ASDjiSA J-5 JCS Mtg. SecDef' ...CUba 11 leasona., not recommended 
·-:. for quadripartite use, 

) l 



f -
.ARIIEX A { OON'l.'DIIlED) )~ :3 JCS "' GREEN DATE DATE "' "' NO. REQUIREMENT ACTION REQU11!EMENT STAFFING DECISION "' "' a 

0 2304/ RECEIVED COMPLETED ORIGIN OFFICE LEI1BL RESULTING ACTION ASSIGIIMEIITS ~ ~ 1o6 15 Nov 16 Nov ASD/ISA J-5-nSoble Lessons .rrom Cuba." 

107 16 Nov 16 Nov CSA 

108 -
109 16 Nov 24 Nov CINCLANT J-3 JCS Mtg. JCS-Mag 7548 Further reinforcement 

1413S of GTIIO. 

110 

"' 0 

111 4 Dec J-5 Seo 1y None-Circulates J-5 co.....,nta on ISA 
11Lessons t'rom CUba. u 

112 19 Nov 26 Nov FAA Sec•y None-Circulates Memo re FAA Cuba 
!;'.1;5" response. 0.., ::s 

'"' ........ 113 23 Nov 28 Nov JCS· J-3 JCS Mtg. SecDet-Revised reconnaissance and O:>>< 
me. reprisal alert. JCS Mag 76oo. 

\ \ ~ r:"' ",.::;- 114 27 Nov CJCS J-3-Reduction 1n readiness posture. 
0 g 116 29 Nov 15 Dec CSAF JCS SecDet-Alert etatus of MINUTEMAN 

~ Wing I {see 2304/99). 
7~ ~-
:::.~ 

L117 
5 Oct 10 Oct JCS Mag 66g4 CSAF-CONAD Support of .. 

to.·· 

-=:. 2330Z 312 snd 31 • 

J 
-' 
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ANNEX A (CO!,TINTJED) ~ C:! 

~------~~~--------~~ 
~ 

... 
0 ... +R 

"' GREEN DATE ~ NO. REQUIREMENT 

~ 2304/ RECEIVED 

117 

117 29 Nov 

119 14 Nov 

120 29 Nov 

121 6 Dec 

'-" 122 10 Dec .... 

123 3 Dec 

,,.,. 
5~ 5124 8 Dec 

'"'""' 0~~ .. a. 
!i ~):1>125 .. .,.. 14 Dec 

,.0 
C"l 

"" 0 

DATE 
ACTION 

COMPLETED 

7 Nov 

5 Dec 

30 Nov 

4 Dec 

7 Dec 

18 Dec 

ll Dec 

13 Dec 

17 Dec 

REQIIIREM!!NT 
ORIGIN 

CSAP 

ASD/ISA 

Preaident 

CNO 

J-5 

\ ASD/ISA 

DepSecDef 

STAFFING 
OFFICE 

J-s 

I 
Secpef 

J-2 

DECISION 
LEVEL 

JCS Mtg. 

Seo•y 

JCS 

RESULTING ACTION ASSIGNMENTS ~ 
JCS Mag 7256. 

Reissued as JCS 2245/121. 

SeeDef-JCS end CSAF comments on 
"Lessons fro~ Cuba.n 

CNO-Return of GTMO to precriais atatua. 

Unlmown-Requesta return of VF-41 :from 
Key West to USB INDEPENDENCE, 

DIA-Investigation for concealed 
offensive weapons 1n CUba. 

J-5-Comment on rev~sed "Some Lessons 
f'rom Cuba. n 

J-3-0utline p1sn for air quarantine 
(see 2304/771 • 
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E 
ACTION 

COMPLETED BY FCR 

20 Oct J3S J-3 

21 Oct J3S 

22 Oct J3S J-3 

23 Oct J-3 JCS 

25 Oct J-3 JCS 

25 Oct J-3 JCS 

25 Oct J-3 DJS 

25 Oct J-3 JCS 

25 Oct J-3 DJS 

25 Oct J-3 JBS 

25 Oct J-3 JCS 

26 Oct J-3 JCS 

ANNEX B 

CHRONOLOGICAL RECORD OF MISCELLANEOUS STAFF 
JU!'tiONS RECORDED IN 3BS FILE 

RECORD '!YPE 

Talldng Paper 

J3M 1249-62 

Informal Analysis 

Action Paper 

Action Paper 

Rev:I.B:Lon 22 Oct Paper 

J3M tor CJCS 

J-3 Ope 192-62 

J3M l28o-62 

J3M 1282-62 

J-3 Ope 191-62 

Revision Ops 191-62 

SUBJECT 

-
Revision of MCL act:l.ons to be taken. 

M:l.litary mea:rores to support neutrallzatlon or CUba. 

Force generat:l.on problema in telescoping time between 
S- and D-Days. 

lluolear-weapon loading on CDICEUR QRA alrcra.t't 
( CDICEUR Mag) • 

Recommends dropping OPLAN 314 ( CDIC:LANT Mag). 

Force generat1on prob1ema. 

Rules of engagement. 

Shortage or weapons tor SAC. 

CDICLANT 1 s 212234-Army Troop List. 

JBS SOP's. 

Outline Plan for Alr Quarantine. 

Includes Alr Foree and Navy informal coordination. 

--
A 
""' ---
'i 

!la 

r~ ~ 



--· 

'i-

; 
g'i; s-
" "' " ........ 

G::. 0~~ 

\'"" "" .. <1" 
>O 

0 

"" 0 

~ 
fij 

9 

--~~------------------------------MDmX _____ B __ <c_~ ___ rmmo ____ l __________________________________ ~ ~ 
~ 
m 

ACTION 
COMPLETED 

26 Oct 

26 Oct 

26 Oct 

26 Oct 

'Zl Oct 

27 Oct 

'Zf Oct 

26 Oct 

26 Oct 

29 Oct 

30 Oct 

31 Oct 

31 Oct 

BY 

J-3 

J-3 

J-3 

J-3 

J-3 

J-3 

SAC SA 

J-6 

J-5 

J-3 

J-3 

J-3 
CJCS 

J-3 
T&ll 

POll 

JCS 

JCS 

JCS 

JCS 

JCS 

JCS 

JCS 

JCS 

JCS 

J-3 

J-3 

RECORD TYPE SUBJECT 

J-3 Opa 193-62 Military implications or dererring air strikes on MR. 
and IRBM•s .. 

J -3 Ops 194-62 

J-3 Ops 192-62/1 

J -3 Ops 192-62j.! 

J-3 Ops 191-62/2 

J-3 Ops 194-6G/l 

SACSA M 610-62 

Annex to J-5 Report 

Report 

J -3 Ops 196-62 

J-3 Ops 196-6G/l 

J-3 Ops 196-62/2 

Compilation 

Alternative concepts ror a1r attack on targsta 1n CUba. 

Re~sion per JCS 1623/693. 

Includes draft memo ror SeeDer. 

11o=s1ly concurred 1n by Services. 

, Revision~ 

des 70l4-Psycholog1osl leaflet campaign. 

Communications considerations far UN surveillance. 

Development or a ml inspection plan. 

Outline ror worldWide actions - tor comments. 

Revision . 

Revision tor 1 Nov JCS Mtg - MCL augmentation. 

High-level exchanges 1n Cuban crisis. 

= 

t 
J-5 JCS 31 Oct J50 8-62 lleport on New York negotiations. _j jjij 

~----------------- ~ 



~~r-----------------------------=A~====B~(C=O=N=~====~'-----------------------------------~ ~ A to 
ACTION ~ 

COMPLE'l'I!D BY FOR RECORD TYPE SIJBJECT ~ 

2 Nov 

3 Nov 

5 Nov 

5 Nov 

5 Nov 

6 Nov 

6 Nov 

6 Nov 

9 Nov 

9 Nov 

10 Nov 

12 Nov 

13 Nov 

14 Nov 

J3S DJS Chairman'o Memo CINCLANT•s 020416-Est1mate4 casualties. 

J-2 

J-3 

J3S 

J3S 

J3S 

J-3 

J-5 

J-3 

VDJS 

J-3 

J-5 

J-3 

JCS 

DJS 

DJB 

JBS 

JCB 

JBS 

J3M 1341-62 

J2DM 271-62 

J-3 Ops 201-62 

J3M 1343-62 

J3M 1358-62 

1\emo 

Tallc1ng Paper 

J3M 1391-62 

JCS J -5 C-13-62 

Action Paper 

Direc- Memo 
tors 

JCS J-3 2016/508/1 

JCS J-5 C-16-62 

Rerer~noe far J-3 Opo 201-62. 

NotLfication to aelected allies ot planned operations. 

Chec~~ist tor OPLANS 312 and 316. 

CINCLANT's 040422-Increased Air Force levels. 

CINCONAD'a 052340-cot~AD procedures with 312. 

Debrief or 6 Nov JCS meettng. 

Exercise tor 316 forces. 

Procedures tor subJect tiles. 

Posa1ble courses ot action. 

CINCLANT requeat for additional 316 forces. 

Battle Starr reduction. 

Additional forces tor OPLAN 316. 

Memo tor President on military aspects of Cuban 
situation. 
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APPENDIX 5 'rO ENCLOSURE C -

ANALYSIS OF SELEC'r.ED ASPEC'rS OF INI'ORl<lA'riON FLOW 

'rAll:LE OF CO!frEN'rS 

'I'ELEGIIAP!!IC MESSAGE 'r!IAFPIC ROUTING DELAYS 

CUBAN OPERA'l'iONS MAS'rER CHECK LIS'r 

APPLICATION Ol' INl'OIIMATION Fl.Otl IIESJURCII TO AN 
AIR DEFENSE CHECK LIST 

TAllLE3 

Page No. 

99 

lo4 

109 

TAllLE I - R017riNG DELAYS IN llAV AL MESSAGE TRAFFIC 100 
CONCERNING CUBA TO THE JCS 

TABLE II - MOL AC'riON RECOllDS lo6 

TABLE III - MOL ANTICIPATION OF AC'riON REQUIREMENTS 107 

TABLE rv - AIR DEFENSE SUBJEC'l'S IUlQUIRING JOIN'r 112 
S'rAFF ACTION. 

TABLE V - MAJOR COORDINATION REQUIIUlMEN'rS ON 114 
JOINT STAPF AIR DEFENSE ACTIONS 

FIGURE 

FIGURE 1 - TIME FOR T!W!SMISSION OF OUBAN TRAFFIC 102 
FOR JCS OVER NAVAL NE'rS • 25 OCTOBER 1962 

~ 
Am !EX • JOINT STAPF AIR DEPENSE ACTIONS 116 
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APPENDIX Bl TO ENCLOSU!U! C 

ANALYSIS OF SELECTED ASPECTS OF INFOIU\IATION FLOW 

l, Three aspects or the functional analysis ot into~at1on 

flo>~ dssaribsd in Appent~ A have been studied in much 

' greater detatl, Results or those selectad studies are pre-

sented herein, Telegraphic message traffic rou+.ing delays are 

examined first, The second section or this Appendix examines 

the Cuban crisis Master Check List operet1?ns in more detail, 

Finally, a set or Joint Starr action requirements pertaining 

to contingency air defense action is developed and analyzed, 

As in the aase or Appendix A, critical observations are in

cluded in the text as occasion tlarrants; summary observations 

are touncl in the main Enclosure and are not repeatecl here, 

TELEGRAPHIC MESSAGE TRAFFIC ROUTING DELAYS 

2, It is noted in Table II of Appendix A that for messages 

addressed to the JCS between 10 and 23 October, on the average, 

~ignC hours and ten minuCe~elapsed between origin and receipt 

by the JBS, Similarly, delay on reee~pt of JCS-Inro Copies 

by the JBS averaged 1e1ght hours and 29 minutes. A more _.. 
detailed study or tho routing delays has been attempted for 

naval message traffic, since hard copies of messages passed 

over naval communication nets record the time a message is 

received in Washington. This allows calculation of delaY 

in transmission relay (from time of origin to time received 

in Washington), and calculation of time required tor repro

duction and transmission ot hard copies to the CAC (from 

time recel. ved in Washington to time stamped "Reee1 ved JWR" ) , 

TOP SEC!\Er - 99 -
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3. Results obtained !or the relativel~ slac~ period of 

19 to 2l Oatober, the oritiaal d~s of 22 to 23 October, and 

the greatest traffic-load d~ of 25 October are re~orde<l in 

Table I. Messages addressed directly to the JCS are segregated 

from Info Copies, and average times are approXimated for total 

routing or advan~e and hard copies to the CAC. 

TABLE I. Routing Del~s in Naval Message 
Traffic Concerning CUba to the JCS 

DATE - OCTOBER 1262 

Mess!Se Transmission 
12-21 22 23 2~ 

JCS Direct Addressee: 
Median time from origin to 
receipt in l~ashington - min. 147 195 156 153 

No, messages in sample 19 26 22 9 

No. majo'r del~s ( > 10 hours) 2 5 5 l 

JCS Into Addressee: 
Median time from origin to 
reoeipt in Washington - min. 189 142 199 142 

No. messages in sample 30 10 14 33 

No. major delays ( > lO hours) 0 3 7 6 

Median time from message receipt 
in Washington to hard copy 

246 264 267 226 receipt in J1.1R - min. 

No. messages in sample 28 29 32 43 

AEErDX. Time from Messase Origin 
To Rece1ot in JWR - t•lin. 

JCS Direct Addressee: 

Advance Copy 149 197 156 155 

Hard Copy 393 459 423 379 

JCS Into Addressee: 

Hard Copy 435 406 466 368 

Message Preoedenoe 

Percent Operational Immediate 
or higher precedence 59 76 68 86 

Appendix B to 
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4. unrorbunately, theoe ddta concerrting CUba message 
f -

transmission timee are very di!'f'1cult to interpret in 

detail, because they are isolated from non-CUba traffic 

data and because they are a fUnction of unrecorded parameters, 

such as backlog loads at. relay stations. However, they are 

informat1 ve empirical evidence of times actually taken for 

these fUnctions, and apparently are largely unaffected by 

assigning high preCedence to messages, In the period e.ltlllll1ned 

in detail (19 throUgh 25 October) approximately 75 percent of 

all messages addressed to the JCS had precedences of Opera

tional Immediate, Flash or mnergency, This compares with a 

cold war norm of apprt>ximately 25 percent or incoming messages 

having precedenoes of Operationh Immediate or higher. There , 
is no clear relationship between below and above average mes-

sage transmission t1mes and message preaede11ce,. source location, 
' 

or hma or day of message origin. A tilde variatJ.on in effect 

or some of these variableo is apparent, and is illustrated in 

Jligure 1 for a sample day in this crisis period. 
' ; 

Eferhaps the 2:27 (llturs:minu~es) median time for trans-

mission of messages directly addressed to the JCS on 19 to 2l 

October is nat representative of normal daily nonerisis 

operations, but 1t 1s comparable to the initial phase or the 

Dominican Republic crisis and the preliminary phase of HIGH 

HEELS II Exercise tt-aff1c, The peal< transmission time of 

'13>15 'tor traffic directly ac1dressed to the JCS compares With 
/ -, 

al!'37 _}verage tor JCS traffic transmission to CINCPAC during 

IIIGH HEELS II, a 3:03 average for Air FoNe traffic received 

in the Pentagon during that exercise, and a.',2:4ljaverage for 

all traffic recei vad at the ANf!CC during HIGH HEELS II, It 

appears that with present procedures and equipment, planners 

must expect routing delays in message transmission to the 

JCS to average\!! to 3: hour:Jduring crisis situation~ 
Append1x B to 
Enclosure C 
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llangewise, the f'ast~dt 25 pe>·cent of all trane~ssions were 

received on all ~e in about \1:45, The slowest 25 percent 

varied by clay from more than 5-314 hours to more than j6! 
hourB \required tor transmission. 

6. It is probable that the decrease in tranomission time 

for JCS direct addreesee messagee on 23 October wa• due to 

imposition of MIND!!ZE at 222300:!', Howver, tile increase 
I 

in relay time for lnfo Copies on 23 October cannot be 

charged to MINI!o!IZJ;:, Also, the relatively long message 

reproduction time for 19 to 2l October is not explainable 

trorn these data. {!he Navy Conmrun1oat1on Station estimates 

two hou~s normally required for reproduct1o~The decrease 

in message reproduction time on 25 October reflects increased 
I 

effort assigned, 

7. Cuban traffic passed over ~r l'oros and A~ communi

cations nets on 25 October has been examined and records 

compiled for times from origin to receipt at the CAC. One

hundred and eeventeen &.r Foro"'3 m;seages to JCS averaged 

about /30 minutes \faster then the ~a~ conmrunicatione that ·· 

day in-total ti~e Glapsed. Twenty-four~:Jmessages for 

which the JCS wae a direct addreseee were~O minute~_~aster 

yet, Info Copies to JCS on both @.r Force and ~1 systems 

averaged· six hours more in total time en route than~avi) 
Info Copies, 

G. Agencla Item 162 in the ll December 1962 HIGH HEELS II 

critique notes 1that "in the maJority or oases action was not 

taken (on incoming traffic) until receipt of the reproduced 

(hard) copy," For this reason, it ehould be expected that 
I 

on the average,~ Jotnt Starr actions will nonnally begin!_6t 

to 7t hour~arter filing of a meseage to the JCS, Rangewt~ 
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~tastes~ ;25 percent of hard copies tJ, tha ~ varied '<ly 
day from less than' _:i to less than 7 hour~ and the slowest 

25 percent took more than H hours !on the fset~st d3J' and 

more than/lO¢ hours ~n tnc slowe~t-d~ •.. 
CtnlAN Ol'EMT!ONS MASTER CHECK LIST 

9. The Master Check List (!ICL) was prepared ;y General 

Operations Division of J-3 during the Cuba,, crisis but was an 

integral ~art or Sattle Starr operations. The ~~L served to 

notify the J3S or actions up for JCS consideration eaca day, and 

was used a" an Actions Status record by the JllS. The ~lCL con• 

slated of a liat or 'Actions to 0e Considered fo~ each day plua 

ttlo days 1n the t11ture 1 and a list of 'Actions Taken" for each 

previous da:.r bao:c to 20 Octolle.• 15162. It was first published 

for the CuJan crisis on 21 October, u~-dated several times daill' 
' 

for the first few days, and then up-dated once daily for the 

duration of Cuban crisis orerations. 

10. The MCL copy kept up b:r the Jl!S is or particular 

interest because ot log notes recorded by Jl!S members as to 

the status of Actions Underway. From 21 to 25 October, the 

JBS copy of the MCL was used as an Action-Following los. 

After 26 October only sporadic notea were made in the MCL 

by the JBS ana no other record of action following has been 

round. The MCL did serve, however, aa a permanent record or 

Actions Taken, and was used by the JBS continuously for 

reference (rather than as a working paper). 

ll. For this analysis, the MCL covering the period 21 to 31 

October was studied carefully. Its use~~lness changed con

siderably as the ability to anticipate action requirements 

decreased, By 23 October, in the seventh issue of the MCL, 

a list of eight items "to be considered evecy day" had evolved. 
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i ' I 
~ese itemo 1made up a continuously inoreaeing percentage of 

all items to be considered trom then on, constituting 88 

percent of the items listed for consideration by 3l October, 

12, A numerical presentation of the MCL listings of "Actions 

to be Considered" and "Actions Taken" is made in Table II. 

Since eaon day 1 s MOL listed items to be considered for 11 toctay, 11 

"tomorrowJ" and the next day, the ''rel&t1va listing date" 

columns have been used 1n this table to show the change in 

items over time, ~us, on 2l October nine actions were listed 

to be considered on 23 October, and these appear in the "-2" 

relative date colWIIII for 23 October. By the morning or 23 

October 17 additional actions had been added to be considered 

that day ( 26 in all), and these appear in the "O" relative 

date column ror 23 October. 

13. "Actions Taken" on any particular day were recorded 

when the l~CL action officer either found out about them or 

was cleared to announce them. The relative times actions 

were listed are noted on the right side of Table II, Fbr 

example, on 24 October three actions taken on 23 October 

were listed in the MCL, By 28 October five actions taken 

on 23 October were recorded (listed in the "+5" relative 

data column of the table for 23 October). 

11~. Table II proVides eome feel for the magnitude of the 

actions under staff consideration at any one time (reading 

diagonally on the lett side of the table) and the degree to 

which starr officers were informed or actions taken, ~e 

degree to which actions taken were anticipated in MCL lists 

ot "Actions to be Considered" is not apparent from tllis table 

but is shown in Table III, 
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.. TABLE ll. MOL Action Records .. 0 0 ... ... 
"' "' "' llllMBllR OF ACTIONS RECORDED "' 0 

~ ~ AC".l'ION DATE "TO Be Considered" "Act:1ons Taken" 
October lo!CL Relative Listins Date Relative Reco~ln~Date 

196::! Desil<!lation -2 -1 0 +l +2 :!:l +4 :!2_ entulili;y 

20 P-Day -2 25 25 25 25 25 33c 

21 P-Day -1 15 13 13 13 13 13 aa 
22 P-Dey 11 15 10 10 10 10 11 

22:1900 EDT P-Hour 8 10 5 5 5 5 5 4d 

,_, 
0 

23 P-Day +1 9 9 26a 3 4 4 4 5 

"' 24 P-Day +2 3 8 10 4 4 6 7 7 

25 P-Day +3 10 11 16 4 9 10 10 10 

26 P-Day +4 7 15 15b 8 9 9 9 9 
!l'~ 

27 14 16 13 14 14 14 14 ""' P-Day +5 11 
~ I-'m ~ O:> 

:n: 28 P-Day +6 15 11 13 16 16 16 16 
:P 

29 P-Day +7 10 10 11 11 13 13 Ill 
0 .,. 

0 30 P-Day +8 10 10 12 7 7 

31 P-Day +9 10 9 8 7 

"':Includes list of 8 items 11to be cons1.dered every day. 11 cNumber revised on 27 October. 

binc1udes 2 new items {thus 
preceding day's list). 

dropping 2 items from ~er rev.tsed on 26 October. 



I 

TOP SECRET 
I 

TABLE In, Met Anticipation of Aation ReqUirements 

Actions Taken Total Actions Per-
That tlere Listed For cent 

Date Listed tor Total Percent Cons:l.dera- That 
October Consideration A<ltions That Were tion That Were 

1262 That MonU.BS Taken Lieted Morn:!.nl! Taken 
21 13 13 100 15 87 

22 16 16 100 25 64 

23 5 5 100 26 19 

24 4 7 57 10 40 

25 3 10 30 16 19 

26 3 9 33 15 20 

27 6 14 43 11 55 
28 5 16 31 13 38 
29 2 13 15 11 18 

30 3 7 43 12 25 

31 ,0 1 0 8 0 

15. The first foQr columns on the left side or Ta~le III ex~1ne 

the degree to which actions ta!ten on each day of October were an

tic~,.,ated by l:l.stin~ in the MC!. that morning as ''Actions to be 

Considered. '1 It :ia a.Jparent that through 23 Octo"oer all actions 

tal.::en ha.d been listed for consideration that morning. !Elis per

centage drcps ¢ff significantly for the reet of the month, hot~ever, 

as more and more actions resulted from requ:l.rements placed 

on the JOS as unanticipated contingencies arose, 

16, The last two columns on the ~ght side of T~;le III in~cate 

the extent to which starr planners t~ere attuned to JCS assessment 

of prJ.ority action requ:!.reme.1ts. .Uthough for the first three daye 

~Jt the 1-tet pu.blication all ~c.tiona ta1:e01 tlere llsted for consider

ation, the numbers listed for coas1deret1on were increasing and the 

percent or thoee listed that were taken was dropping rapidly, 
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Smaller numbdrs of actions were listed for condideration after 

the 23rd, but the percentage or those liated that were taken 

averaged onlY zr peroent for the laet eight daye or October. 

17. The data presented in the two preceding tables are 

reflected in what appears to be a change in character or the 

MCL listings or "Actions to be Collllidered" b;y 25 Octobel', 

Until then, these are written as actions for the JCS, e,g,, 

"Direct CINCLANT to prepare tel' protection of u.s. shipping." 

The following note appears in longhand on the JBB MCL 

24 October list of Actions to be Considered that day: "Aotuall;y 
' 

very little consideration given to these items today by JCS,'' 

On 25 October, many ot the Aationa to be Considered are worded 

tor the JBS or Joint Starr, e.g., "Ascertain statue or request 

to grant CINCEUR authority t'foad two-stags weapo~ • • , " 

and "Aeoertain'status of request for authority to requisition 

oollll18roia1 ships," These are hardly JOB agenda items, 

18, The MCL listings of Actions Taken are inconsistent with 

regard to categories or actions reported, A large number of 

actions represented by JCB·Out messages are not reported, 

Sometimes JCS messages containing minor details are listed; 

sometimes fairly general actions are not. Sometimes JCS 

referrals (e,g,, to SeeDer or CNO) are reported; more orten, 

they are not, It is not the purpose here to critique the 

sources or information or the criteria for including listings 

in the MCL nP~ oe, but it ie apparent that the MCL listings 

were not a self-sufficient reference for the JES.1 

llor fUrther detail on collecting and coordinating infol'
mation tor the MCL, see Enclosure B, "Procedural Analysis 
of J- 3 Command and Control Operations, • Appendix B, "General 
Operations Division," 
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19. The development of lieta of requirements laid on the 

Joint Starr, and the tracing of the Staff response to each 

(initlal action assignment, approval of recommended starr 

action, coordination effected internally and externally, 

final action and final approval) provide em~irical evide,,ce 

or the staff tunct1ons and of the time which might be 

required for such functions in future crisis situations, 

Such information lends itself to the development c! check 

lists tor possible future operations and to critical reView 

or starr problems to detemine which require improved pro

cedures or P>;PlBI1!l1ng to m1n1m1ze time in providing Joint 

Staff decisions to the field, 

20, Untortun'ately, the research process mentioned above is 

extremely time-consuming in the data collection and collation 

phases. It must be performed well in advance of the time a 

crisis <!Uuation mtght require use at' check llsts or rev.t.sed 

procedures for Joint Staff deciaion making, lillrthermore, 

determination of these problems requiring preplann1ng will, 

by definition, be of little value if brought forward only in 

the heat of an actual crisis situation, ln short, the Value 

or this type of research lies only in having it done prior 

to a crisis requiring ita use. 

21. The following study has been performed to show what 

might be obtained if the Joint Staff directs such an effort 

to supplement ch~ck list procedure development. Studies of 

the following type would be more applicable if carried out 

under the eyes or a Joint Starr action officer or monitor 

responsible for the check list, FUrther, the ability to 

traoe lower echelon actions in the following study might have 
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been greatlY improved if a small amount of add1tional infor

mation concerning JC8-Meeting referrals of action were made 

available, 

22. The example chosen of development of a check list 

involves a study of air dsfense requirements and the actions 

taken by the Joint Statf during the Cuban crisis as the con• 

sequence ot the existence or these requirements. All data 

found in J.B8 files concerning air defense actions through 

28 October 1962 have been summarized by ind1 vidual actions 

in ti.\e !\nne:r... ~.ction re~U1rem.enta a.re li.sted bl· tune of orig1.n,. 

noting the eubjeat of the action, the office originating the 

requirement and the time or origin 1n terms of the time the 

requirement left the office of origin (e,g,, DTG of require• 

ment messages), The next two columns list the time the 

final starr adtion product left the Joint Staff (usually 

the ll'rG or a JC8-0ut message) and the approximate number of 

hours it had remained in the Joint Starr, (This approximate 

time for staffing each requirement also takes into account 

the time or Joint Starr receipt or incoming requirements,) 

23. The next two columns or the Annex 1nd1cate the office 

assigned action in the Joint starr and the type or initial 

action product developed. If coordination external to the 

Joint Staff >~as ef.fected, this is noted W1 th data available 

pertinent to the time reqUired .for action by o.f.fieea outside 

the Joint Stat1'. The remaining columns describe the .final 

action taken and the highest echelon which reviewed and 

approved each Joint starr action, 

24, The nature or air defense requirements .ror Joint Staff 

action is our .first concern, ReView or the requirements 

listed in the ,,p.nex 1ndicates that they 1e.1d t:,emselves to 

groupings by subsystems integral to air defense operatlone 

TOP SECRET • 110. 

Appendilt B to 
Enclosure C 

'I!' 10 ~ lR l& 'II' 

: 
'I 



• 
TOP SECRET 

(1le., wea~on systems, control aystems,letc.J. If one wishes 

to determine what staff aot1ons must go into a obsok list 

for this contingency, a list of types or action taken for 
' each type or subordinate air defense system proVides a con

venient framework. Table IV is an example of tbe product or 

such an analysis. Joint Statf actions concerning allocations 

and missions might be expected for each subsystem. This table 

indicates bow often such action problems arose. 

25. Table IV indicates that Joint Statf deoisione were 

required as to types, numbere, sources and deployments of 

surrace-to-a1r 1111sa1les, fightel..:interceptors, atltiaircratt 

artillerJ, low-altitude ra.dar~support 
personnel, and communicat1ons~ion of HAWK 

and HERCULES SAM units covered the largeet number of air 

defense actions. Determining specific locations for deploy

ment or air defense subsystems was the type of action most 

often required. Requests for estimates of actequacy were 

the primary actions concerning geograpb1o areas of our 

overall air defense system. 

26. Two types or planning information ere developed by this 

type of analysis. The preceding paragraphs have examined the 

speoifio actions reqUired to prepare our air defenses tor 

contingency operations which might have resulted from the 

Cuban or1sie. A second type or information ;<orth knowing 

is the length or time reqUired for var1ouo types or starr 

actions, and what factors made for brief or lengthy Joint 

Statr response to air defense requirements. 

21. It ie apparent from examination of the tuu1ex that the 

length or time required tor Joint Staff actions is dependent 

primarily on the degree ot external coordination required. 

TOP SECRET - lll -

Appendix B to 
Enclosure C 



--

'l%lLB xv. Mr De!..,.• SubJects !lequlril!g Jo1Dt awr .Act1on 

Burt'ACe Anti-
t.o Air Iuter- aircratt I CoomwU-

Types 2 2 1 2 1 

!lumbers 2 2 2 1 2 1 

Source 4 l l 1 2 1 

Deployment 6 3 2 1 

Metbcd of llove01e11t 3 

OPCO!I 2 2 l 1 1 

M168100 
(Rule& of Fngagement) l. 1 

ReadiJJeSB (Alert Status) 1 

Estimate ot Adeq~ 

Plan.B Developllf!llt l. 
_J 3 2 =l 

1 {} 

PLtblicRel.atiollB 

Beporting Proeedlae& 

1 

~ 1 

~ 
l:ii 
t=J 
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, , I l l To examine these req~rements more clos~ y, a0t19n subjecta 

are listed with coo~nat1ng offices in Table V, Although 

1t woUld not be expected that coordination on these subjects 

woUld take the same length or time in another crisis situation, 

the time utilized ~· listed as \leeful em~u'ical :!.n!'onR2.tion. 

28, It might be expectsd that the same types of coordination 

With the Secretary or Defense which appear in Table V wouJ.d 

be required on key Planning decisions and on interactions 

or military t~ith political planning in another crisis situation. 

Times required tor such decisions liOUld not be similar, 

neoassarily, FOr el<ample, the longest time for OSD action 

was due to political indecision concerning the desirability 

or implementing air quarantine operations. OSD review of 

the outline plan !'or the air defense role in an air quarantine 

woUld have undoubtedly proceeded faster if the u.s. had 

implemented an air quarantine. The other OSD actions appe~ 

to be reasonably illustrative or time required for important 

decisions. Author1~1ng CONAD OPCQN of the MoorestoMO radar 

appears to be a good example ot a 11 et1cky 11 minor item pae:eed 

up the chain of command !'or decision. 

29. During the CUban crisis, Air Force end Army coordinations 

were related to the factl:hat the Secretary of Defense had 

designated the Service roles in air defense. It is dlfficUlt 

to estimate the extent to >rhich the Joint Starr would have 

requested Service coordination on these subjects it the 

Secretary of Defense had not designated reeponeib1l1ties eo 

firmly, It is likely that these subjects would be coordinated 

in the same manner, but Joint Staff participation is normally 

more active in itema such as planning t~1an was the case during 

the Cuban crisis. There >tare at least twelve actions whne 

coordination with the CINCe and JTF-8 was effected by the 

Joint Stat'!'. On the average, each or these coordinations 
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TABLE V. Major Coo1'<tlnat1on Requirements on Joint Stat!' Air Defense Actions. 

OF!i'ICB 

SeeDer and ASD Ofi'ices 

SUBJECT 

Air defense role in a1!" quarantine 

preparations· with overall u.s. reaction 
Mobilization of ANG interceptor 
forces 
Rules or engagement !'or Southeast 
u.s. air defenses 
OPCON ot ~foore.a COW.! Radar 

All SerVl.ces Air det'enae role 1n air quarantine 

Air Force Air defense support or OPLAN 312 

Army ProV1a1on or 40mm AAA batallions 

FAA SCAT plans 
MEZ 1n Southern Florida 

JTF-8, CINCONAD, CINCLANT, 
CINCARIB Weapons sources, movements and OPCON 

FUNCTION 

A•lthorize outlins 
plan 
Authorize increase 

Authorize plans 

Authorize 

Authorize rules 
Authorize CON AD 

Review plans 

Develop rules 

Prepare plan review 
Recommend OPCON 

Recommend numbers 

Develop plans 
Issue regulation 

Express preterencea 
ru1d eapabil~t~ee 

8 
0 ..., 

16 days "' a days 
,., 
" 

2 days ~ 
2 days 

2 days 
1 day 

2 days 

50 days ~ 

2 days 
1 day 

2 days 

20 4ays 
3 days 

o=oJ 
1 day {) 

~ 
~ 
f.ii 
o=J 
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resulted in one day'~· delay i~lrinal Joint Starr action, 
1 

Coordination N1 th FAA waa tlme consuming, and appears to 

be an area where advance plann.l.ng might speed air defense 

preparations significantly, 
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