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FOREWORD 

~is Enclosure is part or a study of command and control 

processes involved in the Cuban crisis of October - December 

1962. ~e scope of the entire study is as follows: 

Basic Paper 

EnclosU!'e "A" - Historical Analysis of the Substance 
or Command and Control Actions, ~eir 
Ciroumstances, and ~eir Implications. 

Enclosure "B" - Procedural Analysis of J-3 Command and 
Control Operations during the Cuban 
Crisis, October 1962 

Enclosure "C" - Functional Analysis or Command and 
Control Information Flow in the Joint 
Starr 

Enclosure 11D11 
-

if([ sECRET 
/Y 

Analysis of Command and Control 
Service War Rooms in Support of 
Staff Operations 

- 11 -

in the 
Joint 
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The Office of the Joint Chiefs of Staff (OJCS) is a 

constantly changing organization. Eech ne~< issue of the 

OJCS organizational chart reveals numerous changes in organi­

zational arrangements and in the personnel holding varlous 

positions. The guidelines and procedures by ~<hich the OJCS 

!Unctions both in peacetime and under crisis conditions are 

sinllarly subject to rnodi!ioation and change based on the 

lessons learned rrom prevJous experiences and on neoessary 

reeponsE"9 to changed cJ..rcumstances. 

Any desrription or analysis of the OJCS or its components 

as of a particular time period is therefore subject to some 

degree of obsolescence. This is particularly true of analyses, 

such as the present one, uhich are themselves intended as 

potential instrume11ts of change. 

The paper which follo~<s describes the organization and 

procedures of the Operations Directorate (J-3) and other 

' part• of the OJCS that were in effect at the time of the 

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

substantially similar to the present paper, was completed 

in April 1963, and shortly thereafter was made available to 

var>ous J-3 offices for their review and comment. Partly in 

response to the problems noted in this paper and partly as 

a result of the J-3 Dir~torate•s own internal analyses of 

needed improvements, some of the organizational and procedural 

arrangements described in this paper have undergone modification 

or revision. 

Despite the various ohanges effected since the time this 

paper ~<as written, many of the observations contained in it 

are or continuing relevance to the development of more effective 

TOP SECRET - 1v -
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command and control procedures in crises. Some or the 

difficulties of OJCS operations revealed duri~g the Cuban 

crisis point to basic operational problems that remain unsolved 

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

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

a useful historical reconstruction and point of reference but 

also a document of current relevance and timeliness. 

TOP SECRET 
- v -
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C&C INTERNAL M£:I>!ORAN00~1 NO. 40 

PROCEDURAL ANALYSIS OF.2.=J. COM/>IAIID AND CONTF<OL OPERATIONS 
--- DURING T"r!E CUBAN-CRISIS, OCTOBER 1962 

;tN'fl!O.PUCTION 

1. This paper describes the operational procedures employed 

within J-3 during the Cuban crisis. The first part of the 

paper describes the general historical sequence of 

preperatione >or tile i>J\?e.1e~n3 crisis (15-21 october), 

the for~at~on of the Joint Battle Staff (JBS) and its operation 

during the crisis (21 Ootober-12 ~lovember), and gradual return 

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

narrative, the major summary observations or the study are 

presented. 

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

paper, presant more specific information on the procedures 

employed by the JBS, the activlties of several J-3 Branches 

closely associated with Cuban operations, and the procedural 

documentation research which supported the study. Each 

appendix contains more detailed observations end conolueions 

about the subject being discussed. Only the more salient ones 

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

:!'URfll§.! 

3. The purpose of an analysia of J-3 procedures associated 

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

assistance in evaluating and improving operational procedures 

involved in crisis Sltuat1ons. As such, it is part of a 

larger study of the Cuban crisis authorized in J-3M-1418-62, 

dated 15 November 1962, and 1s in support of a more general 

WSEG requirement to provide the Organization of the Joint 

Chiefs or Starr {OJCS) assistance in developing an improved 

co~nend and control capabil~ty 

TOP SECRET 
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4. Following the Cub2n orisl.S 1 there ue.s a general fe-e-:..ing 

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

gair,ed during the Cuban crisiE. It uas felt that' this situation 

could be treated 11\c~ a large-scale exet·cisc, and ,;he,; th·~ 

procedures employed during the cr1sis could be given the same 

poste:':.ercise analysis and evaluation thct they wou3..d normc:.l::r 

receive follow~ng exercises. HoueverJ in crder to do this it 

would ba necessary to develop a detailed historical recon­

structlon of procedures ut1lized by J-3 and the OJCS during the 

crisis period. Th1s paper attempts to fulfill that requirement. 

SCOPE AND LIMITATIONS 

5. ThJ.S '3tudy attefl'lpta to reconstruct h0\'1 operat~ons.! command 

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

crisis and to relate this to aoc<•mentad procedures t~hich specified 

hoi< they should be performed under conditions of increasing 

tension and crisit. It is based on an extensive analysis of 

procedural documentation in effect at the time of the crisis, on 

intervi~\;s \dth many of the part~cipants, and on records made 

available !'ollo<dng the crisis, Earlier drafts of this paper 

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

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

have been incorporated into the present version of the paper. 

6. The analysis is focused primarily on the Joint Battle 

Starr and on J-3 operations. The proced<lres used by the Joint 

Battle Starr during the cr~s1a are described and compared >11th 

the procedural guidance available in pre-ex>atlng OJCS documents, 

Part,cular attention is devoted to the activities and procedures 

related to brie!'1ng and debriefing, the preparation of S"tuation 

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

coordination of starr action (see Appendix "A"). 

TOP SECRET - 2 -
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7, The paper also describos tho actions of several J-3 

Di nsions and Branches which ~<ere directly concei!ned ttitl: 

various aspects or the Cuban operation. Major aotent1on 1e 

devoted to the Current Aotions Center (CAC),. the Emergency 

Actions Room (~R), the SUpport Branch, the Status of Forces 

Branch, the LANT/CARIB Branch, and the General Operations 

Di\•lsion (see Appendix B), 

8. There are several limitations in tbe scope and compre­

hensiveness of the present analysis. The laclt of access to 

oertain types of data prevented detailed ~overage of all 

Directorates and agencies which participated in tbe aug­

mented ttatch and Joint Battle Staff operation. Thus, the 

activities of other (non-J-3) Directorates and of the liaieon 

personnel from the Defense Intelligence Agency (DIA), the 

National Secur"ty.Agency (NSA), and the State Department are 

only b~iefly mentioned, The limited amount of time for 

collection of data also prevented a more detailed analysis 

of the work of tbe J-3 action officers, and the activities of 

tbe Operations Plans Divis~on and tbe Commands Branches 

{other than the LANT/CARIB Branch). 

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

compr~eee one of a series of interrelated studies of the 

Cuban crisis. The basic paper and other enclosures provide 

both a general context and a series of supplementary analyses 

\Ohich serve to amplify and complement the findings reported 

here, This is especially true for Enclosure c, which 

presents a comprehensive analysis of message traffic during 

the Cuban cr1sie. 

TOP SEORET - 3 -
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DISCUSSION 

Tl!ll: l'RECRIS!:S CJNCEPT OF OPERATIONS 

10. At the time of the Cuban cnsis, the ntost current and 

centralized source of procedures rela t~ng to cont1ng:enc)~ 

operations >ras the JCS document, CONTINUITY OF OPERATIONS OF 

'l'!!E ORGANIZATION OF THE JOINT CHIEFS OF STA?F (COOP-OJCS) .lf 
This documen<, published on 27 August 1962, describes the basic 

concept of OJCS operations under crisis and emergency conditions 

and outlines the organization and procedures for the con:..uct 

o!' these operations, Figure 1 shows the overall organization 

that was in effect at the time of the Cuban crisis. The 

concept and procedures conts~ned in the COOP-OJCS were tes•ed 

1a the HIGH HEELS II Command Post Exercise, held durins the 

latter part or September 1962.g/ The results of this exercise 

wore still in the process of evaluation when the Cuban crisis 

broke. Thus, ~· of the procedures developeG in the COOP-OJCS 

document and exercised during HIGH HEELS II 11ere to be subjected 

to t.!1e addltional teat of an actual crisis, 

11. The subsequent discussion attempts to reconstruct and 

describe J-3 operations during the Cuban c.r~sis a,'ld to -~.•ela ... e 

these activities to the established concepts and procedures 

contained in the COOP-OJCS. 

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

level of activity and the scope of functions to be performed 

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

of the situation, The ooncept envisages a grad1ent 1 ranging 

from 11 normal 11 cold \'lar operations to general nuclear warfare. 

The d~fferent levels of threat and crisis within this range 

necessarily produce variations in the levels of activ~ty, in 

l/ JCS, 27 August 1962,~RET. 
~/ JCS Exercise OPLANL[- 2 Exercise HIGH HEELS II, SECRET. 
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the numbers of personnel involved, and in the nature and aaope 

of OJCS involvement. Accordingly, "tt1ese variacles compel the 

OJCS in supporting the JCS to gear its operations to flexible 

rather than fixed procedures in order to handle and respond 

effectively to the broad range of situations with 1•hich it 

may be confronted. ul/ 

13.[Qeepite its emphasis on flexibility of operations, however, 

the COOP-OJCS actually deals with four "model situations" or 

levels of tension in the spectrum or conflict, For each of 

these levels there are four distinct types of organization 

and procedures. ~ese are: 

1/ 
y 

~· Cold War Conditions: Under these conditions, t~e 

personnel operating within the Nat1onal M1litary Command 

Center (NMCC) (formerly Joint War Room) will be a V/atch Team 

composed of J-l and DIA personnel. The Team consists of the 

Chief, Current Actions Center, who serves as JCS/J-3 Duty 

Officer during regular duty hours; a Current Actions Team 

(five V/atch operations officers assigned to the Current 

Actions Branch); an Emergency Actions Team; a SIOP Controller 

Team, a DIA representative, an Operations 1100, a Graphics 

NCO, and s stenographer/clerk. This is the normal complement 

of personnel which staffs the NJolCC on a daily, round-the-eleele 

basis. The <latch is not an action agency. Action on JCS 

matters is undertaken by the responsible Directorate or 

agency in accordance 1·1i th established procedures .Y The via tch 

is managed by the Director, J-3, for the Director, 

Joint Starr (DJS). 

£. Conditions of Increasing Tension: As tensions mount, 

the requirentent for specialized information and the genera1J 

COOP-OJCS, EP.• cit., !'art I, "Operations at the Pentagon." 
These statements-are descriptive of the V/atch at the time of 
the Cuban crisis. The organization and functions of the Watch 
have recently been changed to permit initiation of action on 
particular emergency or critical matters. 

TOP SECRET - 5 - .. 



t•mpo of operations also inc:eases, This requires that 

the normal ~latch be augmented, both jn numbers ancl in 

e,rpertt.se, b~· members of v&.r!ous cUrect.oratea ana agenr::J.es. 

\fuen the c!'i ticali ty of the situation rises, the first 

personnel to supplement tne Watch are area act1on cr:~cer5 

from J-3 end DIA, If the situation requires it, action 

officers f~om J-4, J-6, Defense Commun>cations Agency (DCA), 

Counterinsurgency and Special Aot1v1o1es (CSAJ a.1d l~lita:r 

Assista'lce Arfairs (MAA) may also provide assistance, 

Th.sse individuals may at this tilue s.ssume respon:nbill.tY for 

maintaining the currant situation and fo" performing the 

nace•~ary op•rational briefings w!th respect to the •frectod 

area, while the rest of the Watch cont~nucs to perfo;•m its 

r.o~onal funct>ons "1th respect to the re~no.J.nu.g world-llide 

areas. 

S• Prio1, ~~mi~~-~ar conOlt:E~: I~ vhe venEjcn 

con~i~ues to mount to c>1s1s proportions, the need for more 

rapid staff response'~ntensifies. At this point, the aug­

mented watch may be expanded into or sur?lemented by a 

Joint llattle Staff in o1•der to process e1<pedi tiously and 

coordinate rapidly all actions regarding the cr1si3 .area. 

According to the bas~c concept of operations, the Jc~nt 

llattle Staff >rill include representatives of each Jo1nt 

Sl..g,ff Director and S~~cl.al Assiscantj the SC!Cl1eta.rY 1 JCS; 

DIA; and Defense Atom~c Support Agency (DASA), either on 

n full-time, part-time, or on-cell basis as requ~red, 

'l'ne Joint Battle Starr ie established by the Director, 

I 
I 
I 

.:-oint Staff, based on the recommendations of thP approprJ.-
tL.._ 

ate Directorat•s ~d Agencies. It J• managod by the Director, 

J-3, for the Director, Joint Staff, 

- 6 -



',,__, iP S ~ E 'II' 
TOP SECRET , 

r d. Irnminer,t GaMral liar: As the politico-military situ-~ 
rtion continues to deter•orate to •he extent· that general . II \ 
war appe~s probable, constderat1on will be given to the 

relocation of the OJCS to an alternate control center, 

Upon relocation of the Dec>sion Group, and the Augmentation 

Group,!/ the Special Asa>stant for Arms Control will assume 

control of remaining OJCS personnel and act~vities at the 

Pentagon, In this capacity, he will (l) act for the Director 

Joint Staff; (2) continue Battle Staff operations on a 

eom:inuous basls; and (3) maintain a capability to support 

the Jo~nt Chiefs of Staff by ~endering staff •~pport and 

e:fecting Eme~ge~ey Actions as di~eeted.g/ When relocation 

1 rrcm the Pentagon to the Alternate Joint Commun<cations 

l'~"te~ (AJCC) occurs, tt,e .~rcc will become the prirnory site 

of military control, Under these condit~ons, the Pentagon 

and the M~b1le i!Jational Emer;;ellC)' Conunand Posts ("lfo3CP) 

will operate a3 alternates t9 _the A!_CC and 1·rill support 

the AJCC as lo~ ae the latter is opera~1ve and afi long as 

the sen>or military authority is resident at the AJCc,lf 

ylhe Decis>on Group consista of "kev individuals who must 
be available during periode of increased tension to ~ender 
immediate and subctantive advice to the Dacision Makere." 
'Jhe Augmentation O:roup cans!.sts of a 11 category of 1nd1 .. 
viduals, repre3enting staff elements, \-Jho will broaden and 
deeper. the capabilities of the respective Alert Cadre 
Elem~nts (located in ~he PentagonJ and the AJCC, the NECFA, 
and the NEACP) in supper~ of •he Decision Group." See 
COOP-OJCS, ibid, 

I 
l 
I 
I 
i 

-'7 ,' ·, 

' r 

, .r~-1 

~~:, Part III, "Post Relocation," Chap·"er 1, "Operat~ons ' 
at"the Alternate Joirt Connnun~oat1ons Center. 11 

! _.:l,/ 
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15. The forms of organization and procedure conoained 

1n the COOP-OJCS had previously been tested in the~GH 

HEELS II command exercise, conducted during the per>od 

17-2e. September 196~ Unfortunately, the Cuban crisis •nter­

vened before many of the problems revealed by this exerc>se 

could be resolved by corrective staff action. The post­

exercise critique for commanders, which was intended to 

isolate critical problem areas and to recommend corrective 

measures, l'las cancelled because or Cuban developments. 

written critique agenda items on HIGH HEELS II were not 

reproduced until 11 December 1962, nearly one month after 

the Cuben Battle Staff had been dissolved and five days 

<fter the discontlnuance of the augmented Cuban \latch. 

The consolidated critique document Wh.L.ch \'1'3-S x-eproduced on that 

d~4 ce for Jo1.nt Sl::a.!'f evali.,atlon contaJ..ns 207 items subMitted by 

pcrticipating command aaencies and Joint Staff D.reoto~ates. 

!/J3M 1258-62, for Director, Jo>nt Staff from Director, J-3, 
subJ, Relocation of Alert Cadre Group, 22 October 1962, 

~.CONFIDENTIAL. 
Ysee Item 7, Enclosure A, J-3 NAL No. 5, 23 October 1962, -

11hlch lists under "Actions to be ConSldered on a Daily 
BasisJ 11 the following notation: "Consider whether or not 
to position an alternate authority at the ANMCC and to pre­
poei tion a Joint Battle Staff Team." Also see J3M (no 
t.umber) for Chief, Joint B~ttle Staff Team, from Captain 
J. S. Harris, USN, aubj. Relocation to NECPA, 24 october, 
1962, CON:i'IDENTIAL, "hich g>ves detailed instructions for 
NECPA Cadre relocation to the USS NORTP.f.l>IPTON located 1n 
the mouth of the Potomac. 

TOP SECRET - 8 -
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HIGH HEELS II placed major amphas~s on a general war aituation 

and many of' th'i! er!. t1que 1 terns, tho::"c!'orc, it'=a.l · .~ th naclear 

operations. It is useful to not£, how&ver, that t"tlenty or mo::"e 

cr ":'1e 1.tems pe~ta1.n to and suggest changes in Joint Battle 

Staff functions, t.ne ha."ldl1ng of message t!"S:.ff'ic, the 

coordination of Joint Staff activit1ee, the conduct of 

~rief1n~s~ status of forces report~ng, s1tuat~on reports, and 

other toplce that had direct relevance to emergency operations 

in the Cuban cr~sis. 
.v 

!6. Although the Cuban crisis broke before the crtt~que cf 

HI~':H KF'ELS 11 could be implemented by o:-ganizational and. 

procedural ch~,ges, J.t is neverGheless true that a ln~ge 

number of J-3 personnel ard the hig~er echelons of co~~and 

had been tt"loroughly brl.efed or. 1 and hao e:xe.~."'ciaed the 

bas1c procedures contained in the COOP-OJCS. As a result of 

the HIGH HEELS II exper1ence, therefor<, tho rerso~r~l of ohe 

OJCS were perhaps as well prepared for operations in a crisis 

RG could be expected. Unfortunately, mos~ of the Battle 

staff members p1e\ced for the Cuban cris1s had not hr.d 

previous Battle Staff experience in HIGH HEELS Il. Joint 

Battle Staff exper~ence in this eY-ercise apparently was 

not a detet~ining or major factor in the selection of Cuban 
y 

: .... ~t:tl,~ Staff members. According to several observers, 

experience on the HIGH HEELS II Battle Staff proved to be 

of co,sidelable value in enhancing the ~ffectiveness of 

cuban ~>ttle staff poreonnel, l(Pec1ally during the early, 

cr~tical period of operations. 

Y JCSI1 \lork~ng Paper for Action Offlcers, from D. R. Ward, 
Colonel, tSA, Project Officer, subj: Exercise HIGH HEELS II. 

2~r1t1que ~&enda Items (U), ll December 1962, TOP SECRET. 
:v;nterv1ew no. 2, 8 11areh 1963. 

Interview No. 1, 7 March 1963; :r.:e;v ... ev. lie. 3J :..1 March 
1S.5J~ ln.;ervl.e'i No. '!, 12 J<1arch 19;:,3, 

TOP SECRET - 9 -
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17, In summary, t>ro wee lee befo ., the Cuban crisit begall 

to develop, the concept, proaed.ures~ person~elJ and facili­

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

during HIGH HEELS II. A desc::-ipbon of hou these s<:me 

concepts, procedures, personnel, and facilities were employed 

during an actual crisis operation is contained in the follow­

ing sections of the paper. 

INITIAL ACTIVITIES AND AUG~!ENTATION OF THE WATCH (15-21 OCTOBER) 

18. on sunday, 14 october, high-altitude pnoto surve>llance 

missions were flown over Cuba. [on the foll0\'11ng day, ~nterpre­
tation or the photographs taken during these lllissions confirmed 

the presence of Sovie-c NRB~l sites near Sagua La ::rrande and in 
y 

the San Cristobal area. Although many precautionary prepara-

tions involving the updating of contingency plans and the 

strengthening o! Air Defense in the southeastern United States 
?J had begun earlier, this event marked the beginning of the 

Cuban crisis. The review and updating of contingency plans was 

being conducted in utmost secrecy by the Cuba Planning Group 

(The Johnson Task Force) with1n the OJCS, and within J-3 by 

two members or the Combat Plans Branch under the direct 

supervision or the Director, J-3. 

19. By Wednesday, 17 October, several J-3 staff personnel 

were becoming aware of increased activity related to-cuba, 

although the exact nature of the activity was unknown. On 

17 October {\JoclLU!:sday), -,;nt! ctu.et' c..!' the Current Act~ona 

center (JCS/J-3 Duty Officer) and one or the members of 

the LANT/CARIB Branch were briefed on Cuba by the Director, 

J-3. They were told of the current Cuban plans and were 

' 
,...-1/'Robe~t""Mc~amara, Sec~etar~ of Defense, Department of - :

1
.' ': 

..- g;,:afense, special cuba Bri~fing, February 6, 1963. l' ·' 
... (· Enclosure 11 A', J Jha.pte ... I, 11 Precr1.s1s Mili ta'l'y contingency , :·. ·~' 
• Planning" • j' -

'IOP SECRET - 10 -
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~ir<-cted to talce t:he necessary preparatory actions for an 

augmented llatch. In the meanwhile, they >1ere requested to 

maintain strict secrecy. \The Chief, CAC, was 11\formed of the 

President • a itinerary on !lbUl•aday, 18 October, and !mew in 

advance that the Pres1dent would cancel his scheduled polltical 

speech-mal<ing trip and \/auld return to \.lashington to direct 

Cuban planning and military mobilization.!/ ThP deplo,~ent 

of NORAD and STRIKE aircraft into the southeastern Umted 

Statee ~<as beginning at th1s time.Y On 18 October, CINCLANT 

~as also a~ohorized to release special intelligence planning 

information for use at the air crew level,d/ 

20. Formal augmentation of the normal \·latch was begun on 

Friday, 19 October, follolrlng an afternoon briefJ.ng by the 

Director, J-3, for l<ey J-3 personnel assigned to the CAC, the 

LANT/CARIB Branch,' and other J-3 DiVJ.s1ons (See Append~x B, 

Figure l, whlch aho>ra the organizat1on of J-3 at the time of 

the Cuban crisis.) At .that time, the Director o!' Operations 

suggested that the Chief, Current Operations Division, and 

the JCS/J-3 Duty Offtcer begin malting preparations to shift 

to Joint Battle Starr operations. 

memorandum de,•eloped by the Chief 

This action was based on a sta1 
~I 

of the Combat Plans Branch.-

21. Gugmentation of the Watch continued throughout Friday 

night and Saturday, 19-20 October, as add1t1onal J-3 and 

DIA personnel were added. A 11Mr. Str1l,e 11 and 11Mr. Blockade 11 

- I 
>~ere appointed and the Chairman 11as not1fled of this action 

1/ interview No. 1, 1 March 1963. 
~/ Nsg., JCS 6761, 282204g, October 1962, TOP SECRET. 
'3"/ J.lsg., JCS 6765, 182356:<, October 1962, TOP SECRET. 
:o/ Intervie" No. 6, l April 1963. 
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. oq 20 October.!! At the sa.'lle time, actions in the CAC were 

stepped up to provJ.de approp.cia'te graphics end ·adchtJ.onal 

diSplay facilities. 

22. During this same period (20 October), a ~~nter Accicn 

List (MAL) was being prepared by "Nr. Blockade" and his 

Quorantine Watch personnel,gj This Group, located in one of 

the Depu~y Director's off1ces, was operating under ti~ht 

secu'!'ity. Its pnmary function ~<as to stay abreast of ell 

de\•el:::>pm.ants related to the quarantine operations, since -cbe 

p~imary responsibility for action in this area had been dele­

ga~e~ to the Chief of Naval Ope~ations (CNO}.~/ The activi­

ties of this Group are described in more detail in another 

E1~c.losurc tc chis series. (See Enclosure 11 A11
, Cnapter V, 

"The Naval Quarantine:·") 

23, The preparation of the MAL, later called the ~laster Check 

List (f4CL), soon became too time-consuming for the Quarantine 

Group, end on ~aturday n>sht (20 October), the responsibility 

for this important activity was reassigned to the General 

Oporations Divis1on. (For a more detailed discussion on the 

production c'(' MCLs, See Appendix 11 E11
, "General Operations 

Division.") 

24, Although the augmented \iatch continued throughout !Jlost 

of S<mday, 21 October, the phase-over to Joint Battle Staff 

operations began on Sunuay morning when the Deputy Directo1•, 

J-3, appointed the Jol.nt Battle Staff Team (JEST) Chiefs and 

directed one or them to 11 Qet ·over there and get with 1t. 11 Y 

y·J'3~1 (Unnumbered) for Chauman, JCS, from Director, J -3, 
SubJect: "Experts on Two Plans," 20 Octobe= 1962, SECRET. 

gj Although prepa~ed on 20 October, the first MAL wae not 
actually published until 21 October 1962. 

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

!!/ Intervie>~ No. 13, April 1963. 
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The CAC \'latch off J.~era began alert~g personnel who "'ere 

scheduled to plrt~cipate in the Eatt1e Starr Teems. Prior 

to convening the Battle Staff, the Directors of Joint Staff 

Directorates ''ad been bl'lefed on the Battle Staff operation 

and personnel haa been assigned to the Battle Staff from 

eaoh Directorate, On Sunday, arrangements were also made 

to have State Department and NSA liaison representation on 

the Battle staff, 
y 

25, The operation in the CAC on sunday could be character­

ized as ve~y busy and somewhat disorganlzed. The normal 

JCS/J-3 Duty Wc..tch personnel) augmentation personnelJ act1.on 

officers, and !lew B~ttle staff members from J-3 and the 

other D1.rectoratesJ '.4er·e all 11 scroungin~'1 for background 

information, trying to deterro1ne thoir res pons i bil1 t1es, 

processing m~asage treffic, lea1~ing existing operattonal 

procedures, and' performins a wide variety of other "aslts. 

Administrative files of messabe traffic, displays, logs, 

and operational procedures were being improvised as the 

need arose. 

2S. Initial disorganization and confusion atsmmed from 

the generally changed mode of operat1.ons utilized by the 

JCS during the Cuban crisis, This changed mode included: 

a) the "ithholding of deta1led intelligence inforr.,.tion 

e.'\d operational plailS on CUba fror,; most of the stai'i' 

until the per1.od followinG the President's C\\bar. speech; 

b) the este~lishment or special planning and action groups 

l( J3M (No number) for Director, J-3 from Col. Oiraudo, 
SubJect: "NSA Officer on 'Watch in CAC," 21 October 
1962, SECRET; ~~d J3M (No number) for Director, J-3, 
from Col, Oiraudo, SubJect: 11State Department Personnel 
on Watch in CAC," 22 October 1962, SECRET, 

TOP SECRET - 13 -
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(the Cuba Planning Group, the Blocka~e Group, the ~CL Group, 

etc,) outside the structure of the Joint Battle Staff, and 

c) the breakdown of JCS debriefing procedures established 

ro~ crisis operations because the JCS we~e meeting in the 

Gold Room instead of the NlolCC Conference Room, These develop­

ments left a maJor informational void that caused ambiguity and 

lack of clear guidance in the formulation of JBS activities, 

In part, however, the initial confusion in the Battle Starr 

resulted from a lack or documented JBS procedures. ~lany or 

the key personnel of the Battle Staff had not had prev1ous 

JBS experience and were therefore not familiar 11ith esoa'bliehed 

message handling practices, preparation of SITREP 1s, prepara-

tion of briefings, and other essential JBS functions. 

27, The JCS/J-3 Duty Officer, and the regular Current 

Actions Team members spent a maJor share of their time 1n 

actempting to brier Battle Starr Team members in their duties 

and in trying to achieve coordinated action beoween the JBS 

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

shoot1ng11 role of carl'ying out actions that are .formally as-

signed to the Battle Staff, One or the regular Vlatch Opera-

tiona Of!'ioersJ !'or example, \'rae given major responsibi~l.ty 

for assembling information for the briefing script used in 

General Taylor's morning br>efing, This briefing script also 

formed the basis for other operational briefings given hJ' 
y 

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

scription of this process, see Appendix 11 A11
1 

11 Brief1ng and 

Debriefing,") 

28, In summary, the >reek of 14-21 October was a period or 

transition from normal operations through augmentation of the 

CAC V/atch to twenty-four-hour Joint Battle Staff operations. 

Y Interview No, 4, 1~ March 1963. 

Enclosure 11B11 
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'!he tleek bt:;;an Hi th a very limited m.~,11ber oZ' personnel involved 

in Cuban operations under utmoB'C secr'!cy. 'lbe number wa3 

g~aaudlJy increased tnrough Friday evening, At that t>me, 

mar.:,r o!" tl."! key staff p.!t'Sonnel \-Jere briefed by the Director, 

J-J, and the augmentat1on or the Watch and preparations for 

tho a>oab~ishment of a Joint Battle Staff werd begun. The 

week~nd was ma!'ked by intense round-the-clock act~vity, ~g !'1.9£. 

sronrs ·uork~r.g l.n comparative ieolation, er.d El s-ener;tl a ..... or 

oo~~us~on, lack or 1ntormation, and mountl.ng pressure. Ac­

cording to several observers, starr actions did not seem to 

mo•1e as efficiently as had been the case during HIGH HEI!L3 Il, 

29. The general concept of augmentation or the normal Watch 

and transition to Joint Battle Staff operat1ons, as sp~c1fied 

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

phase. The major de:iciencies in this process did not aTise 

frcm basic inadequao~e3 ~n the concept of operationsj rather 

tney ~c3u1.ted from the lack of detailed "JUpporting procedures 

an6 the absence of sutf~cient operational personnel well 

tra~ned in Lhose procedures. 

JOINT BATTLE STAFF OrERATI.Q!!§..J.?J OCTOBER - 12 NOVEHBR) 

30. The Joint Battle Staff began operations SLnday morr.::.ng 

>tth the assignment of ohree Team Chiefs (Deputy Chief• of 

the Jo>nt Battle Staff), under the direct superv1s1on of two 

Joint Battle Staff Chiefs (Duty Generals), Although the 

titles given to these positions varied, the basic function~ 

of the personnel assigned to them dld not, 'Ii>e t"o Deputy 

Directors of J-3, and later a third Deputy DirectorJ becwne 

"Duty Generals" and Chiefs, Jo1nt Ba:ttle Staff. Three 

senlo1 Colonel/Oapta~n officers became heads or three Ba•tle 

Starr tenmo, i.e,, Teams A, B, and c, working 12-hour shifts, 

- 15 -
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Secur>ty Agency!! also represented an >nnovation not antic>­

pated in thP COOP-OJCS, Although NCO and civi;Lian adminis­

trative assistance was provided, the Cuban Battle Staff alec 

cid not have an administrative off1cer specif>cally assigned 

to each sh\ft, as specified in the COOP-OJCS.g/ 

32. 14ost of the newly assigned Battle Staff members 

>~ere relatively untrained for their ne>~ assignments except 

for general lJackground inforn1at.ion derived from 'their not'rnal 

starr assignments. Existing evidence seems to indicate 

that no special or1entat1onal bnehngs ~<ere given to prepare 

Battle Starr members for their Jobs, although information 

was provided on request by personnel l<nowledgable in the 

current status of operations. Access to such 1ntormat1on for 

a particular JBST member \'las, ho\'Jever, restricted to those 

who had the neces~ar~r security clearances. ltlany JBST members 

did not have such clearance because their normal staff 

asstgnments bore little relation to their assigned positions 

on the JEST. 

33. In general, newly assigned Battle Starr members ~<ere 

given initial or•entation.by asking them to read copies or 

the ?<1aster Action List and the COOP-OJCS documents. The~' 

11ere then infa!'!!lally briefed by Team Chiefs and the JCS/J-3 

Duty Officer, and then left to l~nd the necessary bacKgr~und 

infc~at!on for their particular needs. 

~/ HS~ prov~ded two m:1It2ry-Qrr1cers and two Civil 
Service employees to maintain liaison 1<ith the Battle 
Staff on a 24-hour basis. See J3M {no number) ror 
Director, J-3, from Colonel Giraudo, eubj: "NSA Off1cer 
on Watch in CAC," 2l October 1962, SECRET. 

gj COOP-OJCS, 2P• ci~. 
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34, In numerous cases, the search for essential background 

information and instructions for handling a particular JBS 

funct~on involved a aeareh ~ough several documents for 

pertinent l'laterial. For example, the COOP-OJCS procedural 

guidance for handling and processing incomtng and outgoing 

mecsages consists of the following statements: "Message 

distribution ~ill be 1n accordance ~ith current Administrative 

Instructions, 11 and 110utgoing message a, other than Emergency 

A.ctions l-1easages, ,.,ill be processed in accordance with current 

Joint Administrative Instructions. nl/ Par a Battle Staff' 

member who was unfamiliar with standard message-handling 

procedures, this guidance would have required the reading or 

at least four or more separate Joint Administrative Instructions 

(JAis), as well as J-3 Instructions (J-3Isf pertaining to 

message proceasing.Y However, none of these instructions 

even mention Joint 'Eattle Staff procedttres during crises or 

emergency operations, 

35. ~lore detailed guidance was needed to insure that tho 

Battle Staff properly carried out all of its assigned functions. 

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

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

provided a "checl< bst of recurring items which must be 

handled on a daily basis, ,.JJ '!his list >ncluded the following 

thirteen items (slightly ~bstracted from the or>ginal): 

~· Supervise revision or MCL for Cuban operations, 

deliver to Director, J-3, at 0700, and publ;sh and 

d>atribute by ogoo • 

.lTcool'~CiJCS, .QP.. dr.------
g/ The following JAls refer to Incoming Messages: JAI 57l2.2C; 

JAI 5712,4. In addition, the following J3Is are relevant 
to processing Incoming Messages: J3I 5712.lC; J3I 5712.3, and 
Jj! 5712.4. The following JAis and J3Is pertain to Outgoing 
14essages: JAI 5712.1E; JAI 5712.5; J3I 5712.1C; J3I 5712.3, 

3/ J3~l (No number) from Director, J-3, to Chief, J olnt Battle 
Staff, 24 October 1962, UNCLASSIFIED. 
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~· Provide ror pick-up by commander Bagley at 0730 a 

copy or Current Si~uat1on Repor~ and script for Cha1rman•s 

0800 briering for delivery to White House Sltuation Room. 

~· Ten-minute briefing for General Taylor at 0800. 

Provide script. 1 
g. Situation Report t4Jce published. 

~· Review and update actions by JCS and MC~. 

r. Prepare draft messages. 
' II• ~le.intain 11aison with Secretariat officers in room 

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

purpose of obtaining timely information on decisions made 

by the JCS, to include implementing messages therefor." 

g. Maintain and update the completed actions chart 

located in the Gold Room. 

1· Brief[;dmiral Piers, Chairman, Canadian Join~ Staff 

in WashingtonJ ~t 1415. 

Act1ons Branoh (EAB) notifies 

DEFCOII changes of LIINT, PAC, AL, 

~· Insure 11 0ps Immediate 11 on fast actions only. 

l· Insure that displays in the Situation Room contain 

up-to-date information in a professional manner. 

~· Be prepared to send officer to White House at 1600 

to update information on Cuban operations. Contact through 

Chairman's office. 

36. On the following day (Thursday, 25 October), an 

additional memorandum, prepared by CAC personnel, subject: 

"Joint Battle Staff SOPs", was addressed to the Battle Staff 

Teams. Its purpose was "to establish certain basic SOPs 

and olarify responsibilities in specific areas within the 

JBST. n!/ lt dehned the responaib1l1t1es or the Deputy 

~M-:l282-62, ~5· October 19152, UNCLASSIFIED. 
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Ea:otle Staff Team Chlef, the Operations Coordinator, the 

J-3 Rap~esentative, and all other team mem;ers w~o were 

suppartir·e JCS agencies in the Nl1CC. It then proceeded to 

outline detailed procedures and time echedules !or the prepa­

ratlon of SITnEPs, brlefings, and Situation Displays. It 

should be noted that the pontion of the Operations Co­

or~inotor on the JBST nad not been antlclpated in the 

COOF-CJCS, 

37, These and other procedural memoranda cont1nued to be 

formulated throughout the life of the Cub~l Battle ~~;[f. Aa 

late as 9 November, three days before the JBS was disb>.nded, 

a memorandwn to the JES established procedures tor reoponding 

quickly to requests for lnformat1on by subjects, and directed 

ths~ subject files of incoming and outgoing messages be 

maintained by the JBS.!/ 

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

be anticipaced in advance or a particular crisic event. 

Specific applications Will always diotate che necessity for 

spec~al procedural directive~, such as those found in the 
11 Cuba Watch SOPs. II Some ot the proaed'tral guidance devl'!loped 

d~ring the Cuban crisis, ho>1ever, reflected the fact that 

the Battle Staff teams did not have a common understanding 

of the procedures requ~~ed to fulfill some of the bas~r JBS 

functions, (For a more detailed descrlpt1on of JBS pro­

cedures, see Appepdl.x "A",) 

39. Battle Staff operations improved steadily throughout 

the first week, Ew the end of the first week in November, 

when a change-over to a new set cr Team Chiefs began, the 

general pattern of activity had become relatively standard­

ized and routinized.~ 
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22 Ortober 1962, CONFIDENTIAL, 
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42, In thl& connect1o~, lt ta 1mpor•ant to note thst 

the proces• of maintaining accurate locator data on Jcey 

ccn~and personnel during the crisis also haC its short~ 

cortJ.ngs, &sed on data collected by the Emergency Actions 

Team during normal day-to-day operations, locator data are 

accurate only 20 perce:-~t of the hme, This percentage is 

ba•eC: on random line checi<B conducted during periods when 

the exact location of principals 1s unknoun. Comparable 

line check data collected by the Emergency Action Team 

<IU!"- :-t; the CUban crisis sl1owed that the accuracy of informa­

tion on indicated location rema1ned unchanged (approximately 

20 percent), The average length of t1me required to locate 

priaoipala during the llne checl: also approXlmated the 

normal average. Times ranged from 8-aecond minimums to 

21 minutes when pr1f1cipala uere located (median leas than 

l minute). If the principal could not be located, then an 

alternate \oias contacted, This usually resulted 1!1 an 

addltional 20-aecond to 5-minute delay. In other words, 

during the cr1.s1s and at a time- when general liar forces 

wo:'ldu1de 11ere at l.ncreased readiness} there 11ere no 

significant changes 1n the ease or speed 1>1th 1<h1ch principal 

militarr and civil leaders could be reached tor an 

emergency conference. 
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(See Appendix B, 

"The EmerGency .-ctions Room," for more detailed discussion,) 

1/ JCS 19687126, "Joint Chief's of Staff Emergency Actions 
- Procedures (EAP), " 18 July 1962, TOP SECRET, 
2/ Message JCS 6807, CJCS Exclusive to all CINCs and Services, 
- 2012l4Z, October 1962, TOP SECRET. 
3/ Message JCS 6830, CJCS Exclusive to all CINCs and Services, 
- 211814Z, October 1962, TOP SECRET. 
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ll;;. il1e Emergency Actions Room (EAR) was notified by the 

JOS Message Center thst the message was being transmitted at 

that time, The EAR ~latch Oft1oer received a burned copy of 

the message via the tube a few minutes later, The message 

"as then taken to the JOS/J -3 Duty Orficer and to the Chief 

of the Operations Support Division for a decision as to 

whether the usual JCS EAPe should be followed 1n alerting 

prescribed commands and agencies, From there, the decision 

was passed to the Director, J-3, who sought out the Director, 

Joint Staff, for ins,truotions, The DJS was in conference 

with the JOB at the time and therefore was not immediately 
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46, Other procedural problems involved administrative .. 
support procedures within J-3; f1nding detailed information 

quickly in order to answer questions asked both by h1gher 

authority end by other parts o,- the "JCS; and Joint stafi 

debrl.e ... "'i,"l.:J of JCS decisions, 

47. The normal J-3 peacetime administrative procedures for 

processing JCS papers uere disrupted during the first week or 

more or the crisis. This was particularly true at the 

Dire~torate level, where the sudden surge of paper work 

requiring immediate action created serious communication and 

worl< overload problems. Especially during the first fel< days, 

J-3 memoranda were being processed so rapidly that the 

Directorate personnel found it impossible to attach and record 

the usual numerical identification. The large number of 

unnumbered memoranda cited in the footnote references of the 

present paper illustrate this break in the normal J-3 ad­

ministrative routine. Similar problems were encountered in 

preparing action papers and other correspondence for submission 

to the Director, Joint Starr, and the JCS, Administrative 

problems were compounded by the shortage of administrative 

support personnel and by the lack of adequate space, equipment, 

and physical facilities for processing the large volume or 

paper worl<. Many of these problems were temporarily solved 

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

• :V ~ a discussion of some of the in~ernational political 
c mplications resulting from the alerting of U.S. forces 
and the increase in readiness to DEFCON-3, see Enclosure 
"A", Chapter III, "Policy .t:gprd1nat1on: Overseas Unified 
Commands and Allied Powe~ 

gj Interview No. 2, 8 March 1963, 
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continuin& problem or developing administrative procedures 

that are closely geared "o future emergency operations still 

reaua. 11s, however, and thie problem requires further critical 

exa~inatior. and necessary remedial action. Efficient Joint 

Soaff supp~rt of JCS emergency operations is hiGhly dependent 

o~ c~ficiant administrative support. 

~~. grocedurel problems arose in fulfilling the requests 

fa~ Oetd1le~ ~nform~tion tnat emanated from the ~~ite House 

and the Ol'!ice or the Secretary of Defense during the 

crisis. The problems are highlighted by an unnumbered memo 

from the Chai~an, JCS, to the Directcr, Joint Starr, on 

2h O~to'oer,.!l subject: "Passing Information to t~.e 1/hice 

Hous~" Secretary of Defense, and Deputy Secretary of D~fense," 

The mamo states that it "" essenHal to increase infoi"llatJ.on 

that J.S paosed to "~e ~ite House, Secretary of Defense and 

D~put;• Secretary of Defense, and it directs that steps be 

taken to insure that important incoming and outgoing Jnessages 

arP. for>.arded e>..'J'editiously, that a Joint Staff officer be 

s~s-r.ned to ef'!'ect liaison 11ith the \Yhite House Situation 

Room in order to !~oeep it 11 completely up-to-date, 11 and to 
11effert a :prompt response to requests for information from 

these agencies. 11 

:±7 CH 51-62, !'or tne Director, Joint Staff from Chairman, 
JCS, 24 October 1962, (No Classification). 
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!~9. An arrangement fo:r l1a!son with tha Whi 1::;e House was 

established immed~ately, The Ch~ef, Operat~ons Support 

Division, was ass~gned this rssponsibility, This l~a1son 

arrangem9nt apparently alleviated but d~d not wholly solve 

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

J-3, directed the Jo~nt Battle Scaff, and the Chiefs of the 

current Operations and Operations Plans D~visions to establish 

prc-cet\ures for 'the JBST to respond qu1clcly to requests for 

information by subject.!/ This was to be accomplished by a 

system of subJect files of incoming and outgoing messages 

\'11th 1npu te rrom the Current Op~ra tiona Di viaj on, the 

Operat.lons Plana Division, and the JEST representati\·es from 

oth~r D~rector~tes. 

;o. In responding to requests for information, Jo1nt Battle 

Staff personnel woul? frequently tu~n to th• Status of Forces 

Branch for current information on status of forces and other 

data. Information "'as us•Js.lly required ... ,'ll·,ed~' .;.ely a11d in 

a variety of formats. As a result, the Status of Forces 

Branch was ove!"'\ihelmed by requests for information which 

greatly exceeded their or>ginal terms of referenoe and their 

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

problem, see Append1K 11 B", 11 The Status of Forces Eranch. 11
) 

51. J :f:!.!.'l:.l procedurel pro~lem aro~e oec.:.use the norme.l, 

peacetime procedures for debr1efing JCS meetings were not 

utilized during the crisis, These debriefing sessions prOV>de 

the normal, established mechanism for informing the Joint 

Staff of JCS decisions and actions. The abandonment of the 

usual debriofing mechanism may be attributed to three special, 

!/ J3M-I391-62, Battle Starr Procedures, 9 November 1962. 
(No Clasa1f1cation) 
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interrelated condit~ons surrounding JCS activit>es in this 

event: (1) the high level, he,h;: security centro}. o_f U.S. 

policy intentions and of cuban in~elligence info:-mation that 

.ras exercised during tne early phases of the crisis; (2) the 

decision or the JCS to cont~nue to meet ~n the Gold Room~ 

instead of utilizing the operat>onal fac>lit1es of the Joint 

War Room; (3) •he long, cont~nuous, daily meetinga of the 

JCS, which placed a heavy burden or work on the D>rector, 

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

and thereby prevented them from having sufficient time ;:o 

conduct debriefings. The absence of well-defined subst>tute 

p!'o.:oedure.::: ror diasem1ttat1ng information on JCS decisions 

un~er uuch conditions proved to be a ser1ous handieap for 

the Jo~~· Battle Staff and other Joint Staff personnel who 

were intimately involved in expediting end cooldinat1ng JCS 

actions, (Th>a pro~lem >s discuased in greater detail in 

Appe:~dix "A", "E,o>afing and Debriefing.") 

--
;2• In summary, the per,od of 2l October to l2 November saw 

th• format>on of the Joint Battle Staff, the acceleration of 

operatJ.onal starr action during the crJ.~ical ~leek of 22-28 

October, the polltical resolution of the crisis} ~1d the 

gradual decline of operational staff action associated \'lith 

the Cuban crisis, Altihough the concept of operations outlined 

in the COOP-OJCS was followed in principle, many_ problems 

were eneot..ntered by J-'3, in general, and by the Joint aattle 

Staff, ~n particular, because existing documencs did not 

p~OVJ.de a consolidated source of detailed, specific, procedures 

to guide personnel 1n the performance of the>r emergency duties. 

Nany Battle Staff members had not had training for their jobs 

in previous command exercises and, 1n the absence of read>lY 

available, detailed procedural gu1dance, they could not 
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quickly and read1ly fam ... lianze the.;teelves w1th their ne" 

assignments. There "ere no systematic bacY.groun~ briefings 

pJ ar.,\ed and none was given to them. Disp.::.ays, f'11e systems, 

and releva!lt data bases were nat prepared ~n advance. 'lhese 

and other preparatory activities consumed a large amount or 
ths time and energy of operations personnel during the most 

crl t1cal period of the Cuban crisis -- a penod 1n >~hich JCS 

requ1red rapia and effic1ent support for poss1ble sudden, 

large-scale m~litary operations. Despite these 1nitial 

handicaps, ho.,ever, meat of the eerio~e procedural problems 

"ere overcome during the f1rst four days of the cr1sis by 

efft-'"'tiv, J.mprot·isat~cm and the development of new procedural 

gu ... ca~ce that was required by the 1mmediate demands of the 

THE P!IAS!.::OUT FER TO!) ( 12 NOVEMBER - 6 DECEI~BE:R) 
• 

53 The Joint Battle Starr •1as disbanded on 12 November and 

replaced tlith an au19nented Watch. The Cuban Watch >ras composed 

o.f' tl",e no!'Tilal Current Actions Center Watch augmented by two 

offi~ors end three enl1steo men frvm J-3,and one officer 

designate1 as contact officer for Cuban affaire on 24-hour 

dut;- !n J-4. J-5, J-6, and SACSA.Y The three J-3 Executive 

Off~OP.rs at this time had their status changed from JBS 

Chiefo to General Vlatch Officers for the Director, Jo~nt Staff. 

The augmented Cu.ban Watch continued the basic functions or 

the Battle Steff, 1nclud\ng the p~eparation of writ.t•n brief­

ings, the SITREP, and the inputs to the MCL. v!hen the MCL 

"as discontinued on 21 November, the augmented Watch also 

took over responsibility for publication of a revised form 
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of checl< list !'or Cuban ope1•atH>nS ,.1:/ On the same date the 

Quarantine \·latch and the General Officer l~s~ch for the Director, 

Joint Starr.,~ 1·1ere discontinued. Houever, the requirement for 

the J-3 Duty Generals to serve on a 24-hour basia 11as continued. 

This requirement \las relaxed on 30 November to eliminate the 

need for a Duty General to remain ~n the bu1ld1ns at all times.g/ 

Novenwer 30 also marked the discontinuance or the morning 

briefing report to General Taylor. 

54. The augmented Cuban Watch was terminated with the die­

continuance of Operation SCABBA~ at 06000 on 6 December 

1962, and the Current Actions Center then returned to its 

norn~t.l • oate of organization and functioning. 

55. During this period, a polit~cal settlement had been 

reached, forces 11ere gradually being returned to home bases, 

and meeaage traffi~ requiring staff action had sharply 

declcned, Procedures developed during the crisis had become 

routine. In general, augmented l~atch duty had become 

increas~ngly slow. 

SU!~IARY OBSERVATIONS 

56. This section contains the general observations and 

conclusions or the study. They •tern from a comparison of the 

procedures actually employed during the Cuban oriSlS 11ith those 

procedures specified in pre-exuting OJCS documents. The 

evidence supporting theae observations, together 1<1th the 

more detailed findings of the study, are presented in the 

foregoing "D1scuesion 11 section and in the Appendices. 

y J3M (No number}, from birectol', J~3, for Deputy Director, 
J-3, Division Chiefs, JBST Chiefs, Sub~ect: "Continuing 
Requirement. for Duty General and JBS, ' 21 November 1962, 
(UNCLASSIFIED) • 

Y J3!1 (No number) for the Record, from Deputy Director, J-3, 
Subject: "Cuba Watch, llelaxation of Requirements for," 
30 November 1962, (NO CLASSIFICATION). 

}/Note: SCABBARDS >~as the code name referring to Cuban 
contingency operat~ons; for a discussion of the term 
SCABBARDS and its usage, aee Enclosure A of this study. 
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57· The general concept of normal Watch augmentat~on and 

the transition to Joir.t Battle Staff operations, as specifieO 

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

crisis, However, Joint Battle starr operations were hampered 

by a number of procedural problems during the early critical 

per!~d of the crisis, These problems erose in part because 

of the lack of detailed procedures supporting that concept 

of cperatlons and because many JBS members lacked the necessary 

tra~ing and experience with Joint Battle Starr functions. 

Most of tho Battle Starr members were relatively untrained 

for their new assignments, except for general background 

1n!'ormat1o::l obtained in their normal starr aasignmen-:.a. 

Existing evidence indicates that no special briefings were 

planned or were given to prepare Battle Scaff members before 

Ol' ir1'Jnediately arter the~' were ass1gnec1. (See 11Diac.ussion 1n 
~l'.!li,l3TRATIVE OPERATiflNS 

5o. Many normal J-3 peacetime administrative procedures 

failed during the crisis, Because or the press of time and 

th~ ;olum2 of action papers to be prepared for JCS consider­

ation, the peacetime procedural system for subrrt~ss1on of 

papers to JCS >~as rarely used by J-3 action officers, Even 

the "short-form" Green method and other methods or expediting 

the processing of JCS papers proved to be too unwieldy from 

an operational point or view. The lack of apace, shortages 

of administrative personnel, and the absence of procedures 

clearly adapted to crisis operations all contributed to 

operational inefficiency during the first few days of the 

crisis. Many of these procedural problems were alleviated 

during the crisis, but their existence during the critical 

phase of the cr:'a..aia suggests the need to examine the close 
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inte~action between administ~ative and operational prooedu~es 

employed during emergency situations, and to devl!lop new 

emergency administrative ope~ational procedures which can 

be exercised in conjunction \lith other emergency operational 

procedures. 

59. The operation of a Battle Starr, the development and use 

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

JCS consideration in la~ge part replaced peacetime administrativE 

procedu~es of the Joint Secretariat and J-3. The JBS assigned 

actions to the Directorates, maintained follow-up monitoring 

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

and maintained comprehensive message files for reference. 

These actiVities have been clearly defined in JAis and other 

procedural documentation as soandard Joint Secretariat reapons1-

b111t1es for peacetime operations. However, there are no 

provisions in the JAis for transition from peacetime admin1strat1 

procedures to administrative support for operational procedures 

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

systems operated simultaneously during the crisis. (See 

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

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

BRIEFINGS 

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

Team Chiefs in preparing and presenting briefings necessarily 

interfered with their primary functions or planning, directing, 

and coordinating the activities or the Battle Staff team members 

and J-3 action officers. Moreover, the documented procedural 

guidance for the conduct of briefings proved to be inadequate 

to insure efficient, high quality briefing preparation 

and presentation by the JBS, At first, Battle Staff 

personnel did not have detailed !mowledge of the input 

sources or information for briefings and were relatively 
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ln!!::&perienced in the techn~ques of' briefing preparation. 'Ihe 

JBS had to rely heavily on exper~enced CAC briefera for the 

assembly of informat~on and the preparation of briefing 

acripts. In general, therefore, the Cuban experience suggests 

the need tor reducing the number or special or ~~hoc brief­

ings, for shift~ng the responsibility for briefing preparation 

and presentation to officers who do not have primary responsi­

bilities in the direction of the JBS, and for utilizing 

briefing officers who have had specialized training and 

experience in the conduct of operational briefings, (See 

Appendix "A", "l!!riefing and Debriefing,") 

pEER!EFINGS 

61· Normal JC3 debriefing procedures were not used through­

out the period of Joint Battle Staff operations from 21 

October through 12 N9vember. The fail~re to use the normal 

debr~eting mechanism derived from several special cond~tions 

surroundlng the Cuban crisis, Cuban intelligence information 

and u.s. intentions during the early phases of the crisis 

had to be tightly controlled, The Joint Chiefs of Staff 

\'/ere in almost continuous session for many days and, as a 

res~lt, key personnel normally involved in the debriefing 

procedure were preoccupied with the press of other liork, 

Even had they been available, the requirement to maintain 

tight security control over U.S. intentions would have 

precluded extensive debriefing of the Joint Starr. 

62. The failure to utilize the usual system for debriefing 

JCS meetings created numerous problems. It made it difficult 

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

to tailor their information collection, analysis, and presen­

tation activities to these needs. It created an informational 
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vacuum which made it diff1cult for the JBS to plan advance 

actions. It produced unnecessary confua~on, duplication of 

effort, and lack or coord1nation in the performance or JBS 

and Joint Starr activities, In general, the failure to 

provide an ~stabliehed information feedback mechanism t'rom 

JCS to the JBS, seriously hampered the Battle Staff's ability 

to pe~form 1ts intended function of •xpediting and coor~i­

nating JCS actions. (See Appendix "A", "Erie.fir.g and 

Debriefing.") 

~2!M~~pK LIST 

63· The Mas~er Check List (MCL) was an ~ ~2£ innovation 

developed in response to a request by the Cha1rman, JCS, that 

J-3 maintain a continuing record and history or al1 actions 

in the Cuban crisis, Despi~e this ini•ial limi•ed purpose, 

ho>~ever, it quickly pecame recognized by the Joint Starr as 

the fastest and most reliable method of placi.1g urgent oper­

ational matters on the JCS a&enda and also as the most 

authoritative single source of information on top~cs that 

were being considered by JCS, 

64· The MCL was submitted to the JC3 each morning. Attached 

to it were appropriate action papers which contained a 

discussion of the proble~J recommendations, and implementing 

draft messages. This procedure had the effect of allo>~ing 

action officers to subm1t their papers for JCS decision in 

a matter of hours, instead of days. Action papers were sub­

mitted at the JCS meetings as Director, Joint Staff ~lemoranda 

(DJSMs), Tnis process short-cut the elaborate coord~nation 

prooesa required during peacetime operations. As a result, 

the Joint Starr was able to operate more 11ke a tr~e mil,tary 

staff than is the case under normal conditions. (see 

Appendix 11 B11
, General Operations D1vie1on, 11

) 
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CONTINGENCY PLAN IMPLE!•IENTATION PROCEDURES 

65, There were no ,_replanned messages for implementing 

limited >rar contingency plans comparable to those prepared 

for SIOP implemen•ation, Advance planning and .preparation 

or such implementing messages require coordination tlith the 

OINOs to insure that orders issued by JCS do no• arbitrarily 

restrict the field commander's choice of timing based on 

local and tactical factors. Planners apparently have not 

give!'! follo>J-on messages related to the implementation of 

contingency plans the same degree of attention that they 

have given to the less likely situation of general war, 

(See i.ppendix B, paragraphs 23-27,) 

1-tESSAGE-PROOESSING PROCEDURES 

66. A review of message-processing procedures listed in 

JAis and other sources suggests several shortcomings when 
• 

revie>!ed in the light of the augmented \latch and Battle Staff 

operations in the crisis, 

a. None of the documented procedures relate to 

Battle Starr operationR, crisis operat>ons, or wartime 

operations. Documented procedures are essentially 

peacetime procedures, with prov~sion for special short­

cuts for an occasional message requiring prompt action. 

Despite thie the COOP-OJCS spec~fically instructs 

Battle Staff personnel to follow standard message 

processing proceduree, 
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b. There is no centralized source of message-processing 

procedures available to serve as guides to staff personnel 
1' arsigned to Joint Battle Stai'fs ,..! 

£· The elabo~a•ely doou~ented peacetime system for 

message reproduction, distribution, control, and 

clearance, as de~ined in JAis and J-Sls, is s1M~ll7 toe, 

slo\'/1 COII"plexJ and cumbersome to meet operational 

requiremen•• for the rapid processing of s high volume 

of action messages E..ssociated witl1 crisis operations. 

T~e more streamlined and operationally oriented JBS 

procedures replaced many of these peacetimeJ administratively 

oriented procedures. (See Appendix A, "Processing Message 

Traffic,") 

ACTION OFFICERS 

67. The development of action papers ,. probably the most 
• 

cruoial part of the >thole process by which tm Joint Staff 

pro•rides support for JCS command decisions, ,,11 action 

ofiicers involved in the CUban crisis were subjected to very 

heavy and demanding workloads, but the pressures were 

!/ For a comprehensive description of the organ~zation, 
mission, facilities, and operations of the Joint Chiefs of 
Staff Message Center, see WSEG p,aper, "Joint Chiefs of 
starr llessage Center Operations', 10 April 1962, SECRET, 
L1m1t~d Distribution, 
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particularly concentrated on a few ke. officers who wers 

most km>1·1ledgeaole and had the conLdence of the comnand, 

Despite the ver~' capable performance shown by J-3 action 

officers aur1ng the crisis, it is questionable 1f the J-3 

organ1zat1on could have provided adequate starr support for 

considerabll" expanded emergency operations, [!f the Cuban 

crisis had escalated into larger proportions, or if a second 

crls ... a had developed simultaneously in, say, India or Berlin, 

the supply of experienced J-3 action officers t~ould have been 

quicl<ly exhauste~ 

68. One of the greatest assets or exper1enced act1on officers 

is their detailed knowledge of the appropnat~ sources and 

channels of information and of the techniques and procedures 

for p:-eparing and processing action papers. 'lhey have 

appropriate files readily available; they know whom ',;o call, 
• 

whera to go for part1cUlar types of information, and with 

whom their actions must be cool dina ted; an:J they are fa:niliar 

>11th the types of format and levels of detail required by 

the JCS in the submission of action papers, 1\notlledge or 

this type, together with the possession of detailed information 

on particular geograph1c areas or subject mattereJ represents 

a relatively rare combinat1on of ekills which is round in only 

a fe" Jcey individuals who have had relatively continuous, 

specialized tra>ning a.1d experience, The fact that a nwnber 

of J-3 action officers had this combination of procedural 

lcnowledge and subject matter competence probably made the 

difference bet>leen an effective J-3 operation and an inef­

fective one during the Cuban crisis, (See Append>X "A", 

"JBST and Action Officer Procedures,") 
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69, '1l1e prepare tion of the daily and supplem~ntal _SIT!lEPs 

was one of the most time-consuming and difficult tasks 

assi~;ned to the Joint Battle Staff, The difficulties en­

coun"Cered in its preparation atenuned from several sources; 

(a) the fo1~at for presentation or SIT!lEP data was not known 

or fully understood by many of the members of the Battle 

Starr; (b) the lack of feedback of 1nformat~on from the JCS 

made it difficult far the JBS to determine what information 

to include in the SITREP; (c) the process of collating, 

orga~1z1ng, and analyz~ng data relevant to the emerging Cuban 

situation 1·1as compJ1cated by the sheer volume and col'lplexity 

of.input data arriving from CINCs, Cmrunands, and Service War 

Roomo; (d) initial input data from the CINes proved to be 

inadequate to the needs for JBS SITREP production; and (e) 

preparation of the SI'TREP >~as hampered by the lack of a 

centralJ.zed source of inforanatJ..on on the cul~!'em;. deployment 

and status or forces. 

7C, Present procedural guidance for ;he preparation of 

SITRJ:Pe is limited to the assignment of .<'esponslbility for 

its production and a br1af description and topical outline 

of its content. Based on the Cuban Battle Steff experience, 

this guidance is not sufhclent to insure the productlan of 

Situation Reports which fulflll the basic purposes of this 

report. Additional procedural guidance was needed in 

provlding the basic criteria of relevance for the inclusion 

and exclusion of information to be utilized in the report, 

and in identifYing and centralizing the input souPaee of 

information, (See Appendix "A", "Situation Reports (siTREPs ). ") 

.. 
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71. The C~ban er1&1s em~has~zed ~he need for a h1g~lY 

detailed data base for Status of Forces informat~on, a 

capabili•Y for rapid retrieval of that information in many 

forms, and the need for more clearly defined requirements 

fa~ general informational support. In responding to requests 

for lnformation, Joint Battle Staff personnel >~auld frequently 

turn to the Soatus of Forces Branch for current infor~ation 

on stat~• of f~rces and other force data. Information was 

usually required 11 right: nou11 and in a variety of formats. 

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

requ~sts for information ~mich far exaeedeo the1r original 

terme of referPnoe and thl?ir oap&cl.tY to respc:1~, .i~1 general, 

it wa• found that Joint Operational Reporting System (JOPREP) 

reports containing Status of Forces informat1on, i.e., REDAT, 

REDNON, REDRAD,V were not as useful as the S1TR1lPs submitted 

by the unified and specihed commands. !!hey were not timely 

and did not contain the detail required by varlous users of 

-----------

this information. In effect, the JOPREP f,::· s,e,us 'le)orts ~<as nol 
raEpon9ive to Jo~nt Staff requ~rements for implement1ng cont~n~enc 
plans. 

72. Although lack of modern graphics and display production 

materJ.al 1 adequate map bases, and storage space 1.>1as a 

problem for support operations, major problems stemmed from 

changing requ>rementa for displays and graphics and the lack 

of uniform guidance. Laek of uniform guidance stemmed, 1n 

part, from the fact that the Branch had to twte direction 

from two d1fferent masters. Branch personnel tried to be 

responsive to bach the operations personnel they served 1 

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

)7'0pciriit1ona11leru!TJ:!i;p-.;;;-ts-;-P.tomic, Non Atomic and NORAD. 
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Chief of the Operations Support D~vis:on, (See Appcndu "B", 
11 The Status of Foraes Branch. 11

) 
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APPENDIX "A" 

JOINT BATTLE STAPF TEAM PROCEDURES 

BRIEFING AND DEBRIEFING 

IN'ffiQPUC~ON 

1. Briefing and debriefing within OJCS, under normal con­

ditions or functioning, tend to form a complete feedback com­

munication loop. Briefings provide JCS with data ess~ntial 

ror planning, decisions, and action directives. Debrief1ngs 

of JCS meetings, in tllrn, provide the Joint Staff with the 

information and gllidance reql11red ror the implementation or 

decisions and directives. During the Cuban crisis, the normal 

system of briefing and debriefing underwent various changes, 

both planned and unplanned, The present section discusses the 

natllre of these ch~es and their conseqllencea for Joint Battle 

Staff {JBS) functioning during the crisis, Specifically, it 

describes the role of the JCS-ln the conduct of briefings, 

examines the degree to which the Battle Staff bl'iefing 

procedures used during the crisis conformed with preexisting 

procedural documentation and practice~ and notes aome problems 

that developed in I'elation to JBS briefings and JCS debriefing 

procedures. 

BRIEFJ;ll~ 

2. The conduct or daily operational briefings is an 

established function of the Current Actions Branch, Current 

Operationo Division, J-3. The scheduled daily briefings 1n 

the Current Actions Center (CAC) include an 0830 briefing for 

the Directors of the Joint Staff and a briefing at 0930 for 

the J-3 Starr and other Joint Staff personnel. These brief1ngs, 

and various special or "on call" briefings, are normally 

prepared and presented by one of the five Current Action 

Center ¥latch operahona officers who have been specially 

trained in briefing procedures and techniquee. 
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3, With the phase-in of the Cuban Battle Staff on 21 October, 

and until the JBS >~as disbanded on 12 November 1962, ·the basic 

responsibility for both scheduled and "on call" briefings shifted 

from the CAC Staff to the Joint Battle Staff, This shift 

conformed with the procedural guidance contained 1n the JCS 

document, CONTINUITY OF OPERATIONS OF THE ORGANIZATION OF THE 

JOINT CHIEFS OF STAFF, (COOP-OJCS)!/, which directs that 

operational briefings will be coordinated by the Chief, Joint 

Battle Staff, when established, This document also specifies 

that scheduled briefings will be conducted daily, as prescribed 

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

on call and authorizes the briefing attendees.g/ 

4, The Joint Battle Staff took over the responsibility for 

the routinely scheduled 0830 briefing for the Joint Staff 

Directors, The brie~ing of other Joint Staff personnel, 

normally echeduled for 0930, was combined with the JES relief­

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

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

Joint Battle Staff Team (JEST) Chiefs and were continued 

throughout the period from 22 October until 12 November, when 

the Battle Staff was diebanded and the Current Actions Center 

returned to an augmented Cuban Watch.~ 

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

special ten-minute briefing each morning on Cuban intelligence 

and operat~ons.21 These briefings were scheduled for o8oo daily, 

and \iere J)resented by one of the three J-3 Deputy Directors, who 

were serving as Battle Starr Chiefs (Duty Generals). The oral 

briefings for the Chairman were begun on 23 October and \iere 

!7"JCS - CONTINVI~ OF OPERAT!ONS OF THE OnOANIZATION OF THE 
JOINT CHIEFS OF STAFF, Part I, "Operations at the Pentagon," 
pp. 18-19, 27 Aug~st 1962, SECRET, 

~ 
Ibid. 

/ J§M~l282-62, 25 October 1962, TOP SECRET. 
/ DJSM-1442-62, 12 November 1962, CONFIDENTIAL. 

2/ In•erview No. 4, 12 March 1963. 

TOP SECRET - 44 -



--
TOP SECRET ·-
also attended by the Dil~ector, Jtr~nt StarrJ snd the Dl.rector, 

J-3. They were cont1nued until 10 November, when the Chairman, 

JCS, requested that the orel briefing be discontinued, out that 

a t•ritten briefing script, usine, the same format as preVloualy, 
11 

be deliYered to him by 0830 daily. These ><ritten briefing 

reports t1ere and 

were !'inally 

later prepared by the augmented Cuban llatch 
2/ 

djscontlnued on 30 November 1962.- Script copies 

of each Chairman's brief~ng ware d~str1buted ~c him, tne Whi~~ 

House Situation Hoom (via DIA cour1er) 1 the U.S. Representative 

to N/.TC, the Dire co or, 

Battle Starr Ch1e!', to 

Joint Starr, the Director, J-3, the Joint 
3/ 

J-5, and to the J-3/JCS Duty O!'flcers.-

6. !n nddilaon co 'the ChtJ.rltan's br!efl.n:;, the Jo~.1t ~:>~&le 

Staff uas qulC!':.lY chal~zed with responsl.bl.l:..ty for othe ..... special 

briefings. On 24 October, the Director of Operations >~as directed 

to provide a daily 1500 briefing on the Cuban situation to Admiral 
4/ 

Desmond W. P~crs, Chairman, Grn~diFJl Joir.t Stcl~f, \lrPJh!ngton.-
' 

On the same date (24 October). J-3 input was requested tor s 
5/ 

briefing for the NATO Stand.ng Group at 1500 hours,- and on the 

follo•••ng clay, the ll:!.rector, J-3, was d.Lrected to pro?ide da~ly 
6/ 

briefings for this Group.-

y J3M (no number) irom Deputy Dir.ector, J-3, to Chie!', JBST, 
subJ: 11Brief1n$ for General Teylor, 11 10 November 1962 (no 
classiflcatlon); and J3M (no number) from Deputy Director, 
J-3, to Chlef, JBST, same subject, 12 November 1962, (no 
classification). 

2/ J3M for the Record from H.B Stark, Capt, USN, \iatoh Officer, 
- subj: "Morning Br.efing Report to Oeneral Taylor," 30 November 

1962, (no class•f~cation) 
31 J3M (no number), from Deputy D1rector, J-3 to JEST Chiefs, 
- aubj: "Brieflni for General Taylor," lO November 1962, (no 

elassi!'ication . 
4/ J3M (no number , 24 October 1962, TOP SECRET Although this 
- memorandum indicates that the br1er1ng for Admiral Piers was 

to be conducted at 1500 hours, this time apparently was quickly 
changed to 1415 hours. A J3M frcm Direc~or, J-3, to Chief, 
Joint Ba"tle Staff, subj: "Joint Battle Staff Checlt List," 
24 October 1962, notes the time of the briefings as 1415 hours. 
On 2 November1 Admira1 Piers requested that the br.ieflng 
"revert to lhe normal and be done at 1500 today 1f possible." 
Memorandum from un~dentified cfficer to Deput)• Direccor, J-3, 
2 November 1962, lll15. 

5/ J3M f~r che Record, !'rom ltl11tary Secretary, J-3, subj: Br1efinr 
- for S1.anding Group JIATO," 24 October 1962. 
§/ J-3 NCL No. 9, 26 October 1962, 0600 EDT, TOP SECP.E'I', 
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1. In summary rom, the Joint Bet~le Staff ·was responsible 

-for the follo-.."i.'l.g daily schedule of formally es~ablished 

briefings: 

~ A!.tendees Briefins Of!'1cer or Coordinator 

oeoo Chairman, J"" vo> Battle S~aff Chief (B/Gen Clayi 
Director, JS 
Director, J-3 

C830 Joint Staff Battle Staff Team Ch!.ef 
Directors 

0900 Joint Star: Battle Staff Team Chief 
Personnel & 
Incoming JEST 

1415 Admiral Piers, Battle Starr Chief (lst Day) 
canadian JS Battle Staff Team Chief (Later) 

1500 NATO Standino; Battle Starr Te2..1D Chief 
Group 

2100 Incoming JBST Ba'Ctle Staff Team Chief 

8. In addition to thase fcrmellj' e·stablished briefing 

sessions, there ,.,ere m.unerous in!'o:'m3l br:t.efings of visit!na;: 

military personnel ind of personnel from the Office of the 

Secretary of Defense, the State _Department, and other a.gencies. 

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

f2ce-to-f~ce briefings between the personnel occu~ying counter-

p~rt positions in th2 outgoing and incoming Battle Sta:r Teams. 

For e::a.rnple, the inco:nin~ Battle Staff Team Chief usually arrived 

cne-half ho::.r be!'cre t:.s ~ic~tch began and the outgoing Team Chief 

remained one-half hour longer than h!.s scheduled time of relief, 

so that both could discuss actions that had been completed and 

the follet-t-up or future actions tha·i:; \'lere required. Similar 

personal br1ef~ngs occurred bet>:een the Operations Coordinator, 

the J-3 r~pr~;;cntativa, and other counterpart personnel on the 
.v 

two teams. 

l/ interview No. 6, 1 April 1963. 
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9. ~e p~ocedure for debriefing JCS, State-JCS, and OPS DEPS 
. ' 

,.1eetines, in order i:.o revie\tz JCS ac'i:ion en a;enda. ite;.:s, is 

established in JPJ. 5410.2B, BRIEFI!lO AND.DZBRIEF:LliG PROCE:JURES 

FOR JOiiiT STAFF PERSOllN:::L, lc December 196o. This Joint 

t.dministrativa Instruction provides the following schedule of 

m~etings subsequent to llhich the Director, Jo'!.nt Sta.:"'.f 1 conducts 

a debriefing ~~d issues necessary instructions to the staff: 

!.· OPS DEPS ~leetings (Tues:l.ey, l400) 

k· JCS Meetin;s (Wednesday and Fridey, 1400) 

c. State-JCS Neetings (Friday, 1400) 

The 3pe~if!.ed attendeas at these dellrief:'..ngs include the Director 

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

the Eranch res:ponsible !'or briefing each i tern. 

10. This previo-..1sly established meche.">is::: for debriefin;; ~<as 

not \:.Sed th!'OU~~OUt ~he period Of Joint Battle S·.;aff 1'lli"1Cticning 

fro~ 22 October. through 12 Ncvember for various reasons, including 

the tightly C?ntroll~d n~ ture o'! CUban intelligence informa.tion 

and U.S. intentions during the earl:,p phases of the crisis, the 

f:H!t that the Jt:lint Chiet's of Staff uere in e~lmost continuous 

se~sion for many days, und the f~ct Chat the key personnel 

normally involved in t~e doeb:rie!'ing pr~r.edure were :1eavil:r 

preoccupied "-":!. th the press of other ltork. Even if these pe!"soiU1el 

were 2.~railable, the e:·:t:r9me sensi t::. ~,ti ty and sec".Jri ty ~urrounding 

U.S. !.ntentions in the crisis, uould hc.ve precluded extensive 

debrief~ngs of the Joint Starr. 

11. The basic pattern for this chru1ged mode of opera~ions was 

establ!shed s week or more prior to the formation of the Joint 

Bsttle Staff, and 1t involved the estalllishment of a direct end 

immediate relationship between the JCS and a few selected action 

off~cers comprising the Cuban Planning Grm.:.p. This Grot>.;>, and a 
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fetr additional individua-ls \1ho ti'are subseque:ttly informed, re­

ta1ne1.ti6ht aecurit~ c~ntro! of inforr.ation on CUban events 

a..-,.:1 JCS decisions prior to 19 Oc-::o;,er. On t:.e l< t:e:- da·~e, 

additional key members ,r the Joint Staff were briefed on the 

nature of the Cuban missile threat and the anticipated 

~cecutive Department and JCS plans. 

12. Tne cnanged mode of operations established during this 

eerlr period tended to ?el'"sist, in Yarying degre:e, throu~'1out the 

crisis in the form of a more direct relation between JCS end the 

action of~!c~rs assigned par"icular responsibilities for the 

various pha.ses of Cuban operations. Especially during the first 

wee~{ of J?.S operation, there \\""as a major informational hiatus 

ber.ween the Battle Staff and the JCS decision-making and 

imp"emen"ation process. A large proportion of :he JCS decisions 

fo~ action or dsferral o: action during ~his early phase c~e 

to the attention of the Joint Eattle Sta:f only indirectly and 

afte:- a considerable time delay. <hly a 

the JCS OUT-mes3ages ~<ere drafted in tt.e 

small proportion of 
l/ 

JBS,- and, in numerous 

coses, th: Jl5S members were u.'"'la~rare ths:.t a given JCS d?cisi~n 

haC. ~een ma.de until they received a delayed !nformat1on31 ccp:r 
2/ 

of the messa6e via the ~ergency Actions Team.- In some cases, 

queries en =. g~\·en JCS messae;;e ..,,ere d:.rected to t!le JDS from 

lower echelo~s of commanC before the JBS hE.d received copies of 

th= ::1es=:age :hat stirnt:.~cted the query. In a fe·~ co.sec, two 

messages en the same subject were dispatched ;;o lo"1er echelons 

beca·.!se the Jl3S did not have inf'orma.tion that a preViCIUS message J;. 
on the sa.,."ne subject had been sent. 

13. Tne informational vacu~ thus crea<ed for the J?S led to 

efforts to establish new ch~~els of co~mL~ica~ion between the 

1/ lnterv:Leti No. Z::., 12 l4irch 1903. 
':!:/ Interv1e~< No. l, 7 I2rch 1?63; 
d/ Interview No. 2, 8 Harch 1963. 

TOP SECRET - 49 -



, . /r , .. , .... .. ~ ,.r ~< .... " • 

:S..tt1e Staff and the JCS Gale ilaon, where tt-e Jo~nt Chiefs \lere 

meeting These chan"'lels uere never completely fc::rna~ized and 

routinized, but by about 1 November they uere epparently 

sui'ficiently \tell deve~ oped and underr::tood thar. th~:' proJV.!ded 

a reasonably adequb&e feedback system for J:SS operations. The 

techniques used for securing information directl)' froM JC3 

appea,.. to have varied. some"'ha't over time. Inl.tiolly, ar:-ange;;tentt 

were "ade for the Jo1nt Sccreteriat officers stationed !n the 

anGer~cm of t!1e Col.l Roozn to tclepnone the J-3 Battle Staff 

C~uaf (General Duty Officer) to inform him tnat they had infer-

mation for the BattlP starr. A i\attle S•arr m~mber wou:~ th~n 

a ant the 
.!1 

Accord:..ng oe to the anteroom "to secure inforl'l18't1on. 
'E/ 

to son.e infoT"r,m.nte., t:' ~.E syst.err. die net prote flholly b2 cis-

fact~7JJ and subsequent arrangements included having the action 

officers come direcvly C!toM the JCS meetl.ng to report to the .lBSJ 

t.nd re:1c!ing ,;he JBS Qperations Coordinator or J-3 ooepr~oental-ive 

to the Secretary or Deputy Secretary, JCS, to determ~ne what 

had happened in "he JCS m~et1ngs. 
.J/ 

OOCUI!Z!!TED PROCEDORES 

lh Tne foJlowtng OJCS documents perca~n~ne ~o :rle~~nE an~ dc­

t~iefing procedures w~re in effect at the time of the Cuoan 

cric1a· 

~ JCS, Cont1:1uity cf Operao~ons cf the Organizati~n of 

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

R· JAI 5410.2B, Br1er,n~ and Debriefing Procedures for 

Joino Staff Personnel, 16 Decembor 1960, Ul!CL/,SS:;:Jo"'IED. 

~· J-3 Instruct~on 54lO.lA, State-JCS/Joint Staff Meetlng 

Agendas, 2 July 1962, UNCLASSIFIED. 

1/ Interview No. 2, 8 March 1963. 
~I Interview No. 3, ll ~lsrch 1963; Interview No. 4, 12 March 1963. 
]I Interview No. 6, 1 April 1963. 
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g. J-3 Instruct~on 5410.3E, Procedures for Briefing Sheets, 

Oral Briefings and Debriefings, 17 August 1961, UNCLASSIFIED. 

~· J-3 Instruction 3000.5, Weekly Operat~ona.J. Br~ef~ng far 

the Director for Operations, 25 March 1962, UNCLASSIFIED. 

15. The most pertinent or these documents for Joint Battle 

Soaff briefin3e is the COOP-OJCS, which prov~des a brief outline 

or the format and content of operational briehngs )/ None of 

the above documents prov1des an explicit statement or mechanism 

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

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

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

repre~Dntative assigned to ths JBS. 

piSC!!_~ 

16. A li"OPaJ.'ison of the actual operations of ohe JBS dunng 

the C.ban orinis with, the procedural guidance available in pre­

ex~s•.ng OJCS documents indicates a number of discrepancies 

and problem areas: 

!· Although the responsibility and general format of 

operational briefings is well-defined in the COOP-OJCS 

doeumentJ the process o:f' collecting and coordinating the 

~nput sources of information for operational briefings was 

not specified or clearly delineated. Personnel on the JBS 

who were responsible for briefing preparation and pr~sen­

tation were handicapped by a lack of intimate knowledge of 

both the internal and external sources and channels of ~nput 

data and by lack of experience in the techniques of briefing 

preparation. This problem was solved to some extent by having 

one of the regular CAC briefers collect the ~nput data and 

prepare the scr>pt for the daily briefings of the Chairman, 

);7Tee, espec1alry,Sec'CIOn I, -paragraph 7c, pp. 18-19. 
g/ COOP-OJCS JBS Organizational Chart, Part I, p. 15. 
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JCS This script wss ~hen 

ducted by "he Be<<le Staff 

utilized for the brierings con-
1/ 

Tearr· Chiefs.- This ad hoc --.-
adzptatJ.on is, howevel"1 a departure from the br~ef1ng 

respons>bilities ass>gned to the BaLtle Staff !n the COOP-OJCS 

document. 

1!_. The ~ff>cient administration of the Battle starr tras 

hampered by the practice of using the Battle StEff Chiefs 

(Duty Generals) and Team Chiefs for briefing presentations. 

The large amount of tlme required for brief>ng preparat1on and 

pres~ntation not only ~~posed a personal hardship on the Bat~le 

Staff leadership but also necessar>lY interfered with i•s 

primary ~notions of planning, direct~ng, and coordinating the 

actlvi<ies or the Battle Starr <earn memoere. This >nterrerenoe 

,,~., >~~mary direcl:ive !UllCt>ons was fu1·ther a;,gra,.ated by vari­

o•.• ap, .""..al and a::. ~ bn~!'in~s 11hich they ••ere called upon to 

pe: lorn. f. numbe:r .of observers in the OJCS have noted the 

l'C' 3C: ~ -.. J .i.""-::r reducing the number of flcheduled and ad ~ 

ur\efings conducted by th~ Battle Staff and also the deo~r:-

~~:t.!.;:;y a_ .. ~ssign1n~ responsi"uility ror brie.C~na; pre3entat1ons 

~o officers \'lho a.c nee. ha1fe J:r:..rnary %"es~~~E-~b1:1ties 

d~rec tion and admuustra tion of the JBS. 

~n the 

~· Several of the of!ioes ~n the Off~ce of the Secretary 

of Defe!lse whlch were vitally concerned with Cuban affairs did 

not consistently send repreeentatives to the regula~ly 

scheduled br>efings conducted by the Joint Battle Staff in the 

Current Actions Center, This resulted in the need for con-

ducting additional special briefings for their benefit and 

an unnecessary increase in the volume of conur,un1cat1ons be-
~/ 

Ci>~een lndividual OSD offices and ch'J Curr':'!n.:: Acct:m~:~ Cencer. 

1/ Interview No. 4, 12 March 1963. 
"2/ Intervie>< No. 3, ll March 1963; Interview No. 4, 12 11arch 1963; 
- Intervie>t !lo. 5, 13 December 1962. 
]/ Incervie\1 No. 1, 7 ~larch 1963 
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f. The .failure to use the peacetime system or debriefing 

JCS meetings createa numerous protlems. It rnado ~t d~tficult 

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

tc tailor thelr information collection, analysis, and 

presentation activities to these needs. It crea~ed an infor­

mational vacuum tlhich made it difficult for the JBS to plan 

advanced actions. It produced unnecessary confusion~ 

duplication of effort, and lack of coordination in the 

performance or JBS and Joint Staff activities. In summary, 

the failure to provide an established information feedback 

mechanism fron JCS to the JBS seriously hampered and, 

~n some cases, negated the fUlfillment of the Battle Staff's 

intended function or expediting and coord~nat1ng JCS act~ons.ll 

~· One of the emergency procedures intended to 

remedy the problem or keeping the JBS informed of JCS actions 

is the provision for inclusion of a representative of the 

Office of the Secretary, JCS, on the Battle Starr. This 

rer-resentation, t~hich is specified in the COOP-OJCS, was 

not effected during the Cuban crisis. If it had been, 

it is probable that at leaot some of the confusion and 

lack of coordination could have been avoided, 

The breakdom1 of the peacetime debriefing procedures 

and the failure to effect satisfactory substitute procedures 

during the crisis sugge3t the need for a more thorough 

revieu or the >~hole debr1efil1g problem and the development 

of more realistic and efficient debriefing measures. 

l/ JCS, CON'riNUITY OF OPERATIONS OF THE JOINT Cl!lEFS OF 
- STAFF (COOP-OJCS), Part I, Paragraph 2g, 27 August 1962, 

SECRE'X. 
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SITUATION REPORTS ( SI'rRE?S) 

I~Ti\ODUCTlQ!! 

17. One of the essential functions or tne Joint Bactle 

Staff is ~o present the JCS, and others, w~th a clear, 

accurate p~ct~re cr a crisis ~~tuation ~s it unrolds. 

Out of the mass of incoming ~nforgation from all sourcesJ 

which must be redd, digested, unoers~oodJ and plac~1 1n 

proper c.ontextJ the JBS has to produce a condensed, timely, 

and accurate cnaraccerization of even~s as they develop. 

18. The established mechanism for fulfilling this function 

is "~e Sltuation Report (SITREP). ;ts purpose is to yrovide 

guldence, advice, direc ~ion, or info•·mation to agencies of 

the JOS and commandsl or other interested agenc~es or ~overn-

ment. It is designed lo keep the JCS, the unified and 

specified commands, the Director, Strategic Target Planning 

(DS·rP). a'ld the Alternate JCS Control Centers (kJCCs) con----
tinoally appriced of existing pol1t1cal-mil1tary and opera-

tlonal si~uationa and of ~he commander's overall operational 
1/ 

plans.-

lf JCS Pub. 6, JOINT OPERhTIONAt REPORTING SYSTEM (Short 
Title: JOPREP), Maron 1962, SECP~T. 
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l9.llhe COOP-OJCS document d~reccs ~he pUblication of a 

JCS SI"'REP "as of 2400Z 

as an eAecution task of 

hours daily by 0300Z hours-da~ly" 
1/ 

the Join~ 3at.t) e Sea!'!'.- \'ll.Zt'l: n 

the Bactle Staff, ~he Team Chief is made responsible for 

'3Upe;~vi? ton of SITnEP prepsratlon .;nd the Join't Staff 

Directorate representacives in the Operations Section or 

the Battle Staff ere direc~ed to furnish ap~ropri~te inpu~ 

20. This section will discuss Joint Battle Staff nc~~one 

relo.ting tc the publicat~on of the SITREP, compare these 

ao' .. ic:ls l':ith :locumen'ted procedurea exl.sting prior- to the 

Cuban crisisJ and comment on ~he adequacy of doc~~en~ad 

procedural guidance in the light of the Cuban Battle Starr 

experience . 

JOI>Il' BA!'TLE STAFF PROCEDURES 

a . The first Jr;s SITRE!' published oy ~he JBS (No. 1-S2) "as 

issueQ as of o4ooz on ~3 OctooerJ and was ~i~~a;ched &~ a JCS 
~ v 

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

lf JCS, CONTINUITY OF OPERATIONS OF THE ORGANIZA~I~N OF THE 
JOI!!T Ch"l.SFS OF STAFF, Par~ IJ "Operations at the Pentngon, 11 

paragraph 7d, 27 August 1962, SECRET. 
2/ Ibid. 
~/ MS$; JCS 6897, 231035Z, TOP SECRE~. 
if AIG 936 includes the following action addressees: CIN~AL, 

CINCLANT, CINCARIB; CINCOilAD; CIKCPAC; CINCNELM; CINSAC; 
CINCEUR; CINCSTRJKE; D!A; JACE, Fe. Rltc:ue, Hd.; JACE/Afloat, 
Korfolk, Ve..; JACE/Airborne, Andre'lts APB. It also includes 
CNO (OPiiAV); AU Cmd Post, Max><ell AFB, Ala.; and CO MCP, Camp 
teJeune, N. c., as information addressees. These addressees 
fol~ SITREP messages rernainea the same throughout t:J'2 enl.l~e 
period from 23 Oc"ober to 6 December 196~. See JCS ?ub. o, 
JOPREP, .2J?.. .£!!. 
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11 tne D~r~ctor, S~.ate~i~ Ta~~~~ Pla~~t~g.·' From 23 October 

L.a.t-_1 S necemt-er, a tt"J-cal. c: 4? Ca11y SI'ffiS?J \'las produc~d by 

t'\9 .::.~ O!' (afte!' 12 Novembe!') b~, t.ne &L'g:nen~ad Cuba.r.. l1etch. 

~: f1",3' S~l'\EP (N~. 45-62) \las pLluished !l.t: 0500 on 6 
. ' 

D.:'' cr& :~r. ~::-, l~s d L3CI.'::l~~nu.anoe coi,1c.1ded \''1ch tns ji&c~nt!nua..,oe 

"' Cpel'atl on SC.\BBA.---:DS al'd d>.sestablisl-.ment o1' the Cuban \1atch. 3/ 

~~. ! 1 u!dit~on to the basic daily J~S SIT.RBP, t,e JBS alJo 

p; ""~shed ~~<o supple'Dente.ry sr=Ps each lla;v ou..•1ng the p~riod 

':j :>c.,ober to 4 l!ovembe::- ,·' In co:1traa; t.J the bas .. c 

S_'l"?.J::' e \(h.~.ch w~re yublJ.shed and dispatched as JCS act"''',.. o!.lt.-

mc.~.:·u:.~~s tc the CI~Cs, D!A, and 'the Join~ l.l.te.!'ne..ta ~om.n:.nd 

Eluoo,1t• (JACEo), the 25 SU!JpleiT2ntary Situation Reporcs 

Chior.:. cor .:ts.fi', no,;. :;heir ci.istr!'ot...t.on tl.l.ti lir.tited to thf-' 

OJC,'i, i!"l~ Of!"'.1:J .. tll.? 5.:o"::'E'~~ry o_ Defan&r'!, the W!t1te House, 
• 

ai1·i 't~1 1ous cor:tlrta,'l:-'. c::p.:!:·a: ... o~t:!, r•.:lC. [,!lt...nc; ,_,J ... 'l 'l.t.!'s 1:-~ r.ne 

A.l.,1.;. Na,r;· A!'~'~ Fo ... •ce P..nC ~a:o~lat:! Corps.21 '!hey were published 

at r.J.~1lt-hour lr,te,..va1.a art~r thP C500 f.~'.lbl1ca.tiol"' timot3 of the 

~:,) .. ~ .:.~I'IF.Et~, 6/ 

±;-- .J'lTP 1i:-·Iocaf.ed''S:":-orruct-AF:9, !leo. 
2-t r.tse:;, JCS 7i25, SEC'RE'F. A11 SlffiEP messages \•lere class~fje(! 

'l'C" SEGRET, ~xcept: the last t•<o (44-62 and 45-62), \<hJ.ch 
"o'EH'e class:. "'ted SECRET. 

;/ ll•g, JCS 772~, TOP SEil::tE:i'. 
4/ 1i'ne :fLnat supple~renta.l SITREP was puiJ.l!.shed as of 20002 '.Jn 

23 Uotober, 'lhe 1inal s•,pplementa1 5l'l'REP (r!o. 26) was 
JlUblishec! "c 2100Z ~n ) ll~vemhar 196:!, ------~ 

5/L'f"'"' num~:Jr •).1. CCj."'!.-'S c-;-.d d. ... P.,.rlt>Ut!un l!st !'..: ... ~ J.~t}Jp.'e.r..:.ntn! 
St'•nEPs ·rUJ..led eon1~WhRt 'ChtQughouc the per.lod 23 Octobt!r-
u llovember, The f>.nal supplemental rPport (No, 26) ca.•ried 
t!'e fell o>ring distribution list (number in parentheses 
rn11o1·•i.11g each 1.1!drecoee refers to the number of copi-es 
••nt1; GJCS (2); CSA (1); DCS/OPS (l); CNO (1); OP-06 (l): 
~Z>JJ (c); A."XPD (1); Cl•lC (1); DC/SPMC (1); D1r, JS (2); 
/lee l:'1r, J.~ (2); Dep Du, JS (2)l· J3RR&A (10); D1r, J-l ll); 

.r 2 ,1); .i-3 ('.); J-4 (3); J-5 (3 ; J-6 (3); Secy, JCS (2); 

.J,ln~ B2;tl.• f>t•!.' (2n)j. SA/NAA (1); DASA (1); SACSA (2l, 
DIJ. (51. CH (2), ·J~? (!); llhtte House, G3nl Cliftor \2. 

~·cacd•ng to t:wo OJCS 1rformants ~nterVlewecl, supplemen•al 
SITREPs v;ere published for aeve1 al days at six-hour lntervals, 
However) no evidence for t;his statelntnt ran be found in the 
an:.llable Cuban ST'l'RE? file datQ 
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23.{in summary, t-hs folloh·ino 24-rour sc:1adule ot pre~l~ation 

•••• follo~<e6 by the JBS in the publication of the_ basic and 

supp~c~entery SITR~P~ during: tl1e period. frolll 23 OctobPr to 
1/ 

4 Novemter (all tirnes sno1'l1. are local):-

St.pplemental Supplemental 
ILztJ.on 3as:!.c SITREP SITREP ___g_TREP __ 

Effective up-
oaoo 1600 dat~ cut-orr time 0001 

To~ m •oeM.bers subrn1 t 
1n~n-;: inf:lrrnatJ.on 
to opel"'ntions 

083C 1630 Cct'rdinator NLT 0030 

Cool'd>na te with 
Service Lia >&on 
Offlc1al at 0100 ogoo 1700 

Ill·• f1: ;u omit ted to 
Te&m Chief for 
approva I NLT 0400 1200 2000 

Reloase.Message NLT 0430 1230 
r/ 

2000 ·"-

?ublJ.aation Time 0500 1300 2100 

Arter 4 NovemberJ the need for 8-hour supple~ental SI~nEPa 
----

apparen~ly dim1n,shed, and from 1:ha1: date until 6 December only 

~·~ 

the baslc SITREP, pubhshed at 0500, """ p1•epared and dispatc~ 

24 The preparation of the daily and supplemental SI:i'!i.EP• \ISS 

probably tha mo•t time-consum.ng and dlfficult taek assigned to 

the Joint Battle Starr. The difficulties encountered in lts 

precaration ste!T1111ed .from several sources: 

1/ ,T3f'l l2tl2b2, from Ekec\l'tl.Ver\ J-3 ror Dl.rector, J-3J to Joint 
- Battle Staff Teams\ eubJ: JBST .:;.;p ·, 25 October 1962," 

(no classifloationJ. 
2/ Although 2000 is given es the t1me for release of this supple­
- mental in J3M 1282-62, tnis is probably a typographical error, 

and should read "2030." 
31 J3N (no number) to JCS from Deputy Director, J-3, for 
- Director, J-3, subj: "Supplemental Situation Reports and 

Operation SCABBARDS," 5 November 1962, TOP SECRET. 



fOl'lne t !'ol" "'!'esenta tion of SITREP d'lta l1aa not kno~m 

or fUlly v.nde1•sto.,d tov many of 'the rnernb43rs or the Battle Starr 

l!:specielly dUl'11l$ the f1r•t few Oaya of Battle Staff C!Jerations 

(21-24 Ooto".lerL t~ere \'1<!6 some ~:.Q.fUS..Lon 1n achiE"''-ns. an 

acceptable, standard iorm or presentation among the dirierent 
1/ 

Battle Staff shifts.- Tne basic d~rec•lve on preparet~on 
2/ 

or the SITREP is the JOPREP publication,- llhich notes tr.~t 

the SITREP should be a narrative report that lncludes 1ntell1-

gence ~ndicato:-s and t}le commander's assessment of the 

s>tuation. Specihoelly, 1t is t;o include a sunnnary of the 

ensting opera.tioru>l situation on the follo~<ing topics: 

(l) Intelligence on ·~~11f>oant changes to the enemy 

orde!:' oi' battle tnd possible/probable enemy courses cr 

acLion. 

(2) Deplo~nent or p!:'oposed deployment of forces as a 

result of the cur~ent s~:ua~ion, 
• 

(3) Logistlc deficiencies to support plsn~ed operations. 

( 4) Signif~cant S\ ppletne.,ts.oy actions being ~al<e~ or 

proposed to be talcen. 

(S) Bupplemencary act:..ons and/or decisions whlch .nay 

be l"~quired of the Joint Chie;s of Staff or other commanders 

Although this ,"orrnat uas used by the ~INC in theu subJOission 
11 

or Sl'!'REP 3 to JCS, 1t appa!:'ently proved to be somewhat 

unsatisfacto!:'y for JCS rep::-esentat1on or the ntuation. On 

24 October, the Chairman, JCS, sent a memorandum to the Directo::­

Joint Staff, indicat1ng that 1t was essential to incl'ease 

information •ransmitted to the ~fuite House, the Secretary £!] 

1/ 
~I 
]I 
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~e!lDe, a.J:.j tne D~pu!;; Sect"etar~- o~ I"a~-ens~ n!H'..I'tic.Jlarly in 

regard to the developments in the Cuban situation,"l:l This 

m~~o~andum directed tnat SITREPs be enclosed 1n the morn1rg 

1.ntell:1..E:2nc.e briefing bool< for M/Vel12t'a:i. Chee cer V, Cll.fton, 

USA, !hlltary Aide to the President. It also enclosed a 

3anple SITREP, not1n$ che follol:l.ng foi"!Ult: 

\1) Intelligence 

(a) ~1111 tarr react1or. by count~y 

(b) Political and press re&.ction by country 

(2) Op~rations 

{a) Operatl.ona.l devel(.lpments -- act1.o,,s by JCS, 

un~fied and specified commands and &ask for~~s 

(b) Status or forces 

(3) Logistics 

(4) Ooher developmen"•· 

'lh1s format, "lith minor variations, was uoed thereafter by the 

Joint Battle Staff and subsequently (of,;er 13 November) b:r 

th~ augmented Cube.n Watch.,;] 

b, :!l'£...l~_!~ill!.c!_c_~f_1!![_~rmat~on from the JCS made 

it jj.[f19_!llt rot• t):le_JBS __ to de_!;!!_f!!.1.Jl~Wha.J<_ j.ru'_OJ:!!!!!.t;j.Q!L~ 

~~clu~ in th§ SITR§f. The failure to use the normal JCS 

de':lriefin3 mechanism, described else\'1here in this paper J 

proved to be a majo~ handicap, especially during the first 

uee!-: cf JBS operations. In the absence of' dJ.rect and cu!':rent 

knowledge of JCS dec~oions and actions, the JBS had an 

J.nadeq~ate context against ~hich to develop a rat~c~ale or 

sot or criteria for inclusion or exclusion of data in the 

SITREP,g; B.Y default, the determination of item• of s1gn1f1-

cance to the JCS was essentially based on the surmise of 

Battle Staff Chiefs and Team Chiefs, rather than on clear 

__ JtUidelines from JCS. 
y c;;r"5l=Oz, rromcha1rman, -;J•cs, to the 

11 Passing Information to vlln te House 
and Deputy Secretary of Defense, 11 24 
claseif1oat1on), 

gj Interview No. 3, ll March 1963, 

- ~8 -
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.£· The process c! collatinG, crgan!zing, anrl analyzing data 

rele'rant to the e nEt.r&"ir~s Ct b.:n S..L tt'a t..~on liBS cotrcll ca ted bY 

the sheer vol\.une and comu!exitv of the :!.E}J}lt dat;a arriv!.ng 

f:-om the CIIJC~. CorrJila.!'ldS, tnd Ser\·~ce ~Jar Roo~'lS. The ideal 

SITREP would presu;.1abl~· prov1de the JCS E!nd o"t;her decJ.s1on 

malcers "'ith a continulng, eom~rehensive eha:-acterizat1on and 

:analysis of the evclvl.n.:; situatl.on. This ideal \~as rarely, 

if ever, achievea. in practice, !7-artly beceuse -che J13S \tas 

1)0'C adm1.nistrat1vely starred, trained, a"ld equipped to 

eoord1nate and assimilste the vast vol~ne of incoming messages 

characterJ.ze:l. -che f:!.rst crit!.cal C:.t.ys of operation la!t the 

JBS with !nsuffioient time to sift anO analyze the general 

significance of tl',e ~noornl.ng reports anc. messages. As a 

consequence, the SITii.EP tended to develop inca a 1•ecital of 

selected factual dec~, with minimal analy~ie or character~za­

tion of the overal1 el•uatlon. 

d Initial input data from the Cl!!Cs proved to be inadeguatr 

to the needs for JBS SITREP production. During the early 

days or the CUben cr~s>.s, the CINCo apparently failed to providt 

t:unel~, reports on the1.r o\m ectJ.ons, This necessitated 

nurnaroue dix•ect telephone calla oy Eattle Scaff members to t.he 
l/ 

C1NC~ J.n order to secure current information.- Subsequently, 

this probl ern l'.Bs ellenated by requeot!.ng the relevant CillO~ 

to submit their SITREP reports at ei:t-hour or t~<el ve-hour 

wtervals, rather than subm> tt!ng only one daily report. It 

1<ae also eased \/hen the JES ach1eved better liaison end 

coord1nation >r1th the Sernce \Var Rooms, particularly with 

Navy Flag Plot and the Army Serv1ce War Room which, together 

1~1 th CINCLANT, furnished a major share of the input c!a ta ror 
2/ 

the SITR.EP.-

17 !ptervie~< No. j, 11 March 1963. 
:g; Interview No. 6, 1 April 1963; Inter1•iew No. 7, 1 April 1963. 
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e. One of the ma::~r proc1.erns .. nvolve~ ~n t"'le JBS p_,eparDtion 

of the SIT'?.EP ,;as the lt·ck o.t ~ ce 1tralized sot1rce of informs-

tlon on the current deplo}nent and stet~s o~ ~o~cea. Sta~us 

CJ~ fcrces :lnf:~rm.ation conftt~t"'-;ed a I'i'IC:jor anl cr1.t1cal portion 

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

of Forces Bra:1.oh ua e not al"·le ~o fUrnish t1me1 y and deta:J.~ ed 

information of the type required for adequate ~eporting in the 
1/ 

SITREP.- (See Appendix 11B 11 for a more thorough coverage 

or the Status of Forces Branch.} Consequently, the JBS uas 

fQrced to secure ~his infornPtion from a wide variety of 

add1t1on2J sources, and, !n the absance or an adeq~a~e GyeteM 

for screening and coordinating onis lO:ormation, aome or the 

J.nformotlon on statt•s or forces reported ::Ln the SI~E~ 

proved to be outdated, confllc~>ng, or erroneous. 

ooc·J11EN....!J2 PROCEO'JRES 

25. A search of OJCS docu~entation on the SITREP that eAisted 

prior to che Cuban event reveals only two sources directly 

re1evant to >ta preparation by the Joi~~ Battle Staff: 

!, JCS 1'\.•b. 6, Joinl. Opsra tiona1 Reporting !! rstem (0) 

(Short T>tle: JOPP.EP), Narch 1962, SECRET. 

!· JCS, Ccntinu1 ty of Opera \.ions of the Organization or 

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

DISCUSSION 

26. Present procedU!'B.! gu~dance !'or the preparatl.on ot SITREPs 

is limited to the assignment of responsib>lity for ita production 

and a brief description and topical outline of its content. Based 

on the Cuban Battle Staff experience, this suidance is not 

sufhc>.ent to inst•re the production of Situation Reports >lhich 

fulfill the baslc purposes or th1s report. Addit1onal procedural 

!I In€ervlew No. 4, 12 March 1963. 
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guidl.nce and organ1ZE'ti0'1 ap1)a&l' tc be nee lett (a) ln p:~."·_..~ing 

tl .. ; bas~c cri tez•ia of r!:levanoJ.a r--." the 1nclus!on .1nl exclut.a.on 

or i~formation to b~ utilized in •he report; (b) in delineating 

an~ oentraUzing t,,e ~nput sources c.f ":-J'orwa t1on; s.n1 (c) 1<: 

~evatop2.~·1g a cadre of per-so:rnnel \!ho are specially tra!.nad in 

it< rrepar3t1on an' production. 

27. Tne SITREP io an important document for communicating a 

gg~rral vn~erstanding of unfolding eventa, a~d for ~nfluencing 

derlRions. In tne CUban cr~siG~ despite 1ts def1c1enc1es, 

tne SITREP ~tas •Jsed as a major input for oral and llritten 

tlief1ngs, a~ d meens of lceep:.n!! the E;:ec:Jtive Dt>partment, 

the CSD, ana OJCS, and the unified and specified commands 

arprlsed of tbe s~tuation1 and as an internal commu~cat1ve 

device for maintaining continuity or effort ~lithin the 

Jc-4.nt Be.ttl-e Staff, 

PROCESS!IIG l!l!SSACIE TRAFFIC 

IflTRODUC'l'ICN 

28. In chis section, the procedures which >~ere follo.,ed by 

th~ JBS for processillg Message traffic will be discussed in 

deca1l. These proc~dures >till then be related to documented 

procedures that were in effect before and during the orisis 

period. The adequacy of such documentation ~11ll then be 

discusseC. in the light of experience during the Cuban crisis. 

29. In general, messsge traffic related to the Cuban crins 

began tc ~ncrea.se on 18 and 19 October. During thOse t11o days 

o:" the crisis, eome 57 n1essae;es \'Jere proceased. Approx!mately 

20 percent of these were directly addres&<d to JOS and 31 

percent \!Jere JCS outgc1ng mess&ges. Durir1g the next t\>lo days 

(20-2l October) a.pprm:1mately 118 messages were processed, of 
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~<hich 35 percent were directly addressed to JCS and 27 percent 

were JCS outgoing. During this four-day per1od, ti1e t/atcn in 

the Current Act1ons Center (C}C) was increasingly augmented so 

that by Sunday evening (21 October) a full Cuban·Joint Battle 

Starr was manning the CAC on a 24-hour basis. During the next 

t>IO days (22-23 October) and the first two dare or Battle 

Starr Team operation, approximately 328 messages were processed, 

or these, 47 percent 11ere addressed to JCS and 15 peroent were 

JCS outgo1ng. Message traffic continued to increase through 

24 and 25 October, then leveled out and gradually declined, eo 

that by the end of the first week in November the >rork or the 

JEST members had declined and become more routin>zed. On 12 

November, the Battle Staff \7as reduced to an augmented \'1a.tch 

and then in early December the vlatch >las terminated as a 24-hour 

operation. (For a more detailed analysis of message traffic 
• 

flow see Enclosure 11 0 11 
J 

11 Funct1onal Analysis of ColMland and 

Control Information Fl o•: 1n the Joint Staf!, ") 

~EST PROp~~ 

30. The general flow of message traff1c into the JES was 

through the Service Message Centers to the JCS Message Center. 

Act~on copiea of all messages related to the Cuban situation 

"ere sent via the tube to the Emergency Action Room (EAR), 

sorted, time-stamped, collected into batches by EAR personnel 

and delivered to a message IN-basket on one of the JBST desks 

in the CAC,1/ Here the messages were screened by one or more 

of the J-3 members of the JBST (the Deputy JEST Chief, the 

Operations Coordinator, or the J-3 representative) and sorted 

into those requiring aotion, those requiring the attention of 

the JEST Chief or higher authority, and those requir1ng further 

distribution for information purposes,SI 

~ Interview # 14, Apr1l i9o3. 
[I Interview# 13, April 1963. 
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31. For messages requiring action the procedures were as 

rollowa: 

~· If the message required action by a Directorate other 

then J-3J the message was passed on tc ~he appropriate lia1son 

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

insure that the message <~as passed on to an appropriate action 

officer in that Directorate, usually via a Directorate Duty 

Officer. 

£. If the message required action by J-3, the J-3 represen­

tative or the Deputy Team Chief would directly contact the 

appropriate action officer. If the subject pertained to the 

Quarantine, the message was placed in a Blockade Box and member£ 

of the ·;Juarantine l~atch would per1odically pick up the message. 

£· If the message was especially significant or required 

immediate act1on by higher authority, the Duty General was 

i~ediately notified and g1ven the message for his consideration 

Otherw1se, the acoion off1cers had responsibility for the 

proper coordination of the message, 

.f!· Nessages for :information purposes (i.e. 1 those not 

requiring action) tiere distributed to appropriate action 

officers and one copy was filed in the Master Message File, 

32. l~en an achon officer was assigned to handle s particular 

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

action officer's name we~e posted on a Status of Current ~ctions 

board. One of the J-3 members or the Battle Staff would then fol· 

lot! the status of that particular action until it VIas completed 

by the' action officer. Information on Lhe current statue anG 

estimated completion dates on each pending act1on were p~sted 

daily. l~en the action "as completed, the item tias scrubbed and 
1/ 

entered in an'~ctions Completed Log' for reference.-

1J Interview #13, April 1963. 
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33. A copy of each .nessaga processed was reta~ned for ~he 

1-ta.ster 14essa.ge Pile, which was maintaJ..ned by an administ.!·ati ve 

llCO assigned to each JllST, 

34. Although the Batt:e Staff maintained follow-up monitoring 

of starr actions, they did not always see the final staff act1on 

papers before they were submitted to the JOS or other appropriate 

authol•ity .for decision and action. Some staff action papers t'lere 

coordinated and then attached to the Master Checl< list (!~CL), whicl 

serv~d as an agenda for the JCS. This uas especially true of J-3 

action papers Stlll other actions were submitted througn mo1•e 

conventional channels of the appropriate Directorate and then to 

the Directo%', Joint Staff', for submission to tne JCS. 
y 

35. To complete the information flo• related to message traffic, 

the Directo:os, the Director, Joint Start', or the JCS would 

oonsidor the staff act.ior~ :limBJ 1 end te.lte approprtate ectlor.. 

If this action involved a messas;e repll', and it usually did, the 

approved massage would be dispatched through the Joint Secretariat 

to the JCS message oent.e:r. There an J.l"lfornatl.O! CC":;lr cf che 

Scaff anc~ the ac tl.on o:f"flcer, 

tra fflc 11orked fairly well after the !lrst three days of full 

Battle Staff operatlon (24 October), although one of the segments 

neve%' did get well procedural1zed. This 10as the process of 

feedback of information from JCS actions tal<en in the "tank", 

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

copies of JCS outgoing messages on a timely basis. Ho~;ever, in 

the early 'Pel"iod of operation (17-~3 Oc":o'.:.el') J there l'1as some 

difficulty in establishing prooedures for the processing of 
2/ 

message traffic.-

1/ Interview ~J April ~963. 
'2"/ Interview 1!'1, 7 Narch 1963. 
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37. In the early p&:oiod of angmen~ation, during the week of 

15 October~ very tight security \'las me.intal.ned on message 

tra!'fie related to the Cub3n Cl'1Sl.B. ~lessages >rere picked up 

at the m~seP~~ distr!oution cen~er and hend-c~ried by the 

Cuban Planning G>•oup to the Office o£ the Director, J -3. 

Dist~ibut:!on t~as so carefully restricted that even the JCS/J-3 

Duty Off~cer did not receive messages normally d~str1outed 

throufih h~m. Although this mode of operation «as probably neces­

sal•;,· £.L tlle t1Jne., it caused some proolems a few days later when 

further augmentation of the Hatch and full JBSl' ope~at1on began. 

:,3. 71rst, J-3 personnel ass16ned to the ausmentecl ;Jatoh and, 

later1 to JBS Teams did not have available a complete meRsage 

traf!'io file •t~hich could be used as a date. base for background 

1n!'ormat1on. ~1oreover, they also had difficulty locating 

messages aited as references in later messages.!/ 

' 39, Second, the early period did not serve to establ~sh basic 

message procedures that could later be followecl by the Battle 

Staff, Indeed, the mode of operation adopted by JCS during this 

per~ocl changed normal piocedures that were necessary or desirable 

for effect1ve Battle Staff operations. As a resultJ there were 

problema in reestabl1Shine; message-handling procedures, in 

determining the number of copies required by the Battle Staff, 

and, more generB.lly, in smoco;;hing the message-handling and 

d~stribution process, '.file absence of key messages and the uoe 

of nonstandard methods of message reproductlon further compli­

cated the problem, While such departures from standard 

procedures did not seriously affect overall operations, they 

created the many minor procedural problems that a~ntributed to 

the general confusion and frustration during the first few days 

YJ:ntei'V:I:ew #lJ, 12 March l963J Interview #13, April 1963. 
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of Battle Sta!f operat~on. It serv~d to compound the be!tc 

problem or handling a sharply increasing vol~~e ot message 

traffic. 

40. Another problem, not related to the first two, concerned 

the timely availability or copies of JCS outgoing messages. 

Dur~ng the first >~eel< of Battle Staff operation, draft mesaagea 

with supporting flimsies would be prepared and sent up the chain 

of command to tile JCS for final decision. In che higher -.ommend 

dec~sion process, messages would be modified or even redrafted 

by the JCS, approved, and then dispatched through the Secretariat 

to the Message Center for transmission. The Battle Staff 

fre«uently did not knou if the message had been •ent, would not 

rece~ve copies of these messages if sent, or the copies would be 

delayed for such a lon~ period of time that queries would come 

back from CINC staffs regard~ng the message before the JBS had 

received a copy or th~ measage.~ Even then, if changes had 

been made in the orig~nal staff message by higher autt.~.·~ty, 

the Battle Starr would not be informed or the reasons for the 

change. TI11s type of information depended on eome stancaro 

form of JCS debriefing procedure, a procedure which was not 

utilized during the oris1a. As a result, the JBS could not 

adequately perform one of its normal staff functions of 

clarifying or resolving !l'inor problems associated l<lth a 

parc1cular message. 

DO~NTED PROCEDURES 

41, A review of OJCS documents reveals that the following 

pertaining to the processing of i!l£_~ messages t~ere in 

effect at the time of the Cuban crieis: 

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

Ch~ers or Staff, 1 December 1961, 

UNCLASSIFIED, 

~ntervlew ~March 1963; Interview #13, April 1963. 
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p. JIJ. 5712,2C, State De,:>a.•trooent olessagea, 4 April 1961, 

UNCT,ASStFIED. 

£· JAI 5712,4, Procedures ro,- Handling Inccmin~:; l!essages, 

13 March 1959, UNCLASSIFIED. 

~· Jt.I 5712,6, Procedures for Handli•>g C0b111lun1ce..1ons from 

CINCUNC, 7 December 1959, UNCLASSIFIED, 

~· J-3 Instruct~on 5712.10, Processing or Me•sages, 2 Ju;y 

1962, UNCLASSIFiED. 

[, J-3 Instruction 5712.3, Distribution of Cables to the 

~lhite House, 2 October 19~1, UNClA 0 SIF'IED, 

K• J-3 Instruction 5712.4, Control Procedures for S)oecial 

and Sensitive State Dopart~nt M~ssages, 

22 May 1962, UNCLASSIFIED, 

h· JCS-Secretar1a" Duty Officer Instructions, 29 May 1961, 

UNCLASSIFIED, 

contained in the docllr.'ents listed below: 

~· JAI 5711.3B, ~·• Preparation and Processing or Outgoing 

Correspondence, 3 January 1962, UNCLASSIFIED 

~· JAI 5712 ,1E, Outgoing l1essage Preparauon and Procedure, 

2 January 1962, UNCLASSIFIED, 

£• JAI 5712.5, Dis<ributlon of State or Other Agency 

Originated 'lessagee to Comma.,ders of 

Un~f1ed and Specifled Commands, 

1 December 1959, UNCLASSIFIED. 

~· J-3 Instruction 5710.1A, Respons>b111t1es for Ad­

minis"rative Guidance and Review of 

CorreepcndenceJ Papers and MeeeagesJ 

9 August 1961, UNCLASSIFIED. 

~· J-3 Instruct>on 5712,1C, Processing of Messeges, 2 

July 1962, UNCLASSIFIED, 
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[. J-3 Jnstruct~on 5712.3, o.str_b~tion of Cables t~ the 

White Ho~se, 2 October 1961, UNCLASSIFIED. 

!!.• JCS f·lessage Center Operating Instruct1on_No: 57l2.l, 

Process~ng Procedures - JCS O~tgoing 

Messages, 13 Oocooer 1961, UNCLASSIFIED, 

h· Secretariat Duty Officer Instructions, 29 May 1961, 

UNCL~SSIFIED, 

.QISC!,!SSION 

U3, h rPview ~r ~~ssa~e-processiro proced~res l~sted abov~ 

suggests several oho~tcom1ngs wher. ~eviewed in l1ght ~f au~e~ted 

Watc.t and Battle Staff operations in crisia ·~~uations • 

.!· l!one of the d.ocwnrnted procedt:.rgs rel ).te to B:~.ttle 

Starr operat1ons, oriste operations, ~~ wart1me ooeratjons. 

D~c.unentcd prooedurl!s are Elssantially orient.a~ to !,)~ace' iJl'e 

operations with provision for special short-outs for an 

occasional m~ssage, requiring prompt act~on. 

~· There is no centralized souroe o~ message-processing 

procedures available t~ guide staff persowel >rho are 

asstgned to Joint Battle Staffs in crisis operation-.. 

~· Th~ elaborately documented peacet1me system for 

mersa.ge reproducticnJ d.istr1but1oo, control, al-:d clea:oance, 

as defined ~n JAis and J-3 Instructions (J-3Io), is simply 

too elo;o~, ccmplex 1 and cumbersome to meet opere..t!onal 

req~ire~ents for the rapid proce•sing of a high vol~e of 

action messages associated with crisis opdrat1ons. The 

more streamlined ar.d operationally orlented JEST procedures 

replaced many of these peacetime administrat.,·ely oriented 

procedures. (For a more detailed analysis of message­

traffic processing, see Enclosure "C 11
, "Functional Analysis 

of Command and Control Information Flo~ in the Joint Staff.") 
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44. Tne JEST d1~ectl~ assigned mesaa&e• requiri~g action 

to appropriate Directorates within the OJCS, and w1thin J-3, 

t.o action officers or Branches. Tne JEST then maintained 

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

the progress of the staff action being tru<en. In this manner 

t~•~ •~re in d posit~on to maintain the status of action 

requirements and to coordinate separate actions on inter­

related subJects, and thereby to exerc1se limited control 

O\'er the proc;ress of starr act1ons. 

4?. Although detailed information on the activities of many 

>nd!vidual ac•ion officers is net available, it is possible 

to contrast the wa~ !n 1·1hich action officers and tbe Ulembsrs 

or the JES interacted during the Cuban crisis with the usual 

peacgtime procedures ~or coordinating staff ect~ons. !hie 

section will dlscuss briefly some or the more salient obser­

vations in r~e procedural area. 

~~~-AND ArTION OFFl~~~CEnu~S 

46, In J-3, action o~ricers were assigned tasks through the 

Battle Staff if the action was based on incoming message traffic. 

Actions ~ere also assigned by the Director, J-3, and by the 

Deputy Directors (also called the Joint Battle Staff Chiefs 

or Duty O~nerals) when action requirements stemmed from higher 

authcrity. Although the JEST or the D"rector and his DepJties 

may have prepared some action papers in the form of recommendations 

to the Director, Joint Starr, most or the actions requiring 

detailed technical knowledge >~ere passed on to action officers.:!! 

£( Interview# 6, 1 April 1963; Interview# 13, April 1963, 
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As a result, a sreat deal or pressure was placed upon a 

rclatJ.vely small, sel'!cted group or act.l:,, off1c:ers lrno'illedt;e­

able in aubjec~s related to the Cuba~ cr~s1s. Th~s ract, 

coupled 111 th the reqUl!'ement for 24-hour operatlon of J-3 

Branches, the requJ.rement tor provJ.dJ.ng suppo1"'t personnel to 

the llattle Staff, to the ''uarantlne 11atch, the preparation of 

the MCL and other c~~sla-related act1v1t~es, and the need for 

rraJ.nta1ru11g contJ.nUlty l.l1 the more urgent day-to-day actl.V'l.t.le&, 

all comb1ned to thln out the rank• or exper1enced act1on y 
off1cer personnel. 

47. ThlS segment of the bas1c 1nfonnat1on flo>~ through the 

OJCS (1,e., re4uirement 1nput staff recommendatJ.on -- command 

dec1s1on -- d1rect1ve output) 1s probably the most d1ff1cult 

and t1me-consum2ng part of the whole process of support for 

co.1mtand decJ.sJ.on malung. Pressure concentrated on key a.ct1.on 

officers who "Hel'"e 1nost knol'l'ledgeable as uell as on a few other 

officers hav1.ng the confJ.denoe of the ccnnnand. The perfcrmance 

of all actJ.on off1ceraJ and eapeo~ally some lcey o.f.fJ.cere, \'las 

almost "beyond the call of duty" 1n attemptlng to respond 

capably and rap1dlY ~o a very heavy and demandlng work load, 

HoweverJ had the al.tuatJ.on escalated, or had a second crl.sls 

developed~ e,g.J 1n Ind~a or Berl1.n 1 the J-3 crganJ.zatJ.on would 

Sllnply have been oVei'I<helmed due to the shortage of kno>~ledge­

able staff offl.cers. Th1s, 1n turn, could have resulted 1.n 

a very ser~ously degraded performance of the JCS at the worst 

poss1ble t1me, or 1.n attempts to decentral1ze or restructure 

command reepons~b~lit~es, aga1n at the worst poss~ble t1me. 

The lack of suff1c1ent nwnbers of J-3 act1on off1cers appeared 

as one of the maJor weaknesses 1n the OJCS during the Cuban 

cr1.s1s. 
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48. Y.nawledge of appropr~ate sources of information was one 

of th,~ 3-"eateat asset3 or experienced action off~eer&. Having 

f~lcs ~va~lable, knowing whcm to call, and where to go for 

information, tlith whom to coordinate an action papers, knowledge 

OJ. .. accepta.bleo fcl"Ji'la'.~ a!"d levels of clete.!.l requ~!·ed in those 

action papers--all were r~quired to exped~te action papers, 

Kno~rledge or peaogtil"·e operat.1onal procedures, combi"led with 

background information of the area or command lnvolved, made 

che d~fference between an efrective opera~ion and an in~ffect~ve 

one. :::ntegrated knottledge or this type tended to reside in 

the minds or only a few individuals in each Branch. 

l~g. One or the mast time-consUJlling parts of the action 

orrtcer•s Job in develoojng recommendations involved the 

gathering and collat!on at the moat current inform~tion on Lhe 

subjec~ in hand. This required frequent trips from the 
' 

l.adQ,1al Military Coruna-d Center (NNCC) to ~he Sc:>vicc liar 

Rooms and other agencies. Because of security problems 

on~1unt~red by Servic9 Svaff members in g~tt!ng access to the 

JCS area, and the Nl'!CC in parhcular, it t~as easier for the 

JCS action ofricers to go directly to the prima~y sources 

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

was spent in beating a path to the Service via~ Room£. 

50. The press of t>me and the large volume of action papers 

to be prepared for JCS consideration largely precluded the 

uee of the flimsy 1 buff J and green system for the sutm ... er ion 

of action papers.Y Even the "short form" green methodll 

and other e5tabl1shed procedures for expediting the submission 

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

~nterv~ew # 4, 12 March 1963. 
[I See documents listed in paragraph 54 of this Appendix re­

lating to preparation of papers for Joint Chiefs of Staff 
consideration. 

3/ JAI 5712.1E, 2 January 1962. 
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point cf view. According to a ~'Summa· y of Greens'' pub:ish<"d 

by J -3, only about 25 Cuba-related greena \lere acj;ed. upM, 

consider<d, or clrculated for 1nformat1cn during October and 

November 1962, Of these, less tltan ens-third were prepared 

by J·3· These d!'.tco., ha•le-Ve!', are · .. robably incomplete. A 

count o! Cube greens on file in the J-3 Records, Reeearch and 

An~ly•is (RR&A) Branch indicates that a minimum of 53 green 

papere w•re circulated during the period from 17 October to 

6 December 1962, an:l that at leas•. 7 or these W>.l'e otaffed oy 

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

see Enclosure 11 011
, 11 Functior1al Analysis of Command and Control 

Information Flo~< in the Joint Staff,") 

51. J-3 action off<oere prepared flims<es for approval by 

the Director or Deputy Directors of J-3J and, when ap~roved, 

these were usually attached to the daily Master Check List 

( :V:(:L) and forwarded each morning ~ aGenda 1 terns 3ven this 

atrea:n11ned syster1 cau.sed an overload on J-3 ad:n1nistrative 

capab1J.it1es and a number or such \rljl'lsiee were sent to the 

Gold Room without havi~ the usual: reference control numbers 

reoorded on the paper. This fa1lu~e to n~oer act~on pape~s 

occurred during the first fel< days iof the crisis and was 

quickly corrected, but the work overlocd on administrative 

support personnel contio~ed for a <onger period of time.11 

The Cuban experience thus serves to highlight the very close 

relationsh~p between cr~sis operations and emergency adminlB· 

' trat~ve procedures -- a subject that is poorly developed and 

documented in existing JAis and J-3Is, 

52. The breakdown of debriefing procedures also affected 

action officers. Frequently, after worl<ing all night to prepare 

a flimsy for submiss<on to the JCS in the morning, action 

VTrlterview #2, 8 March 1963. 
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officars would be required to rema~n on call until after their 

item wae considered. This required pe~ioda of waiting and un­

certainty about the disposition of •he particolar action, 

because there was no routinized schedule for debrief1ng or 

feedback of JCS dec1nions.~/ JCS mect1ngs simply lasted •oo 

long to allow normal peacetime debriefing procedures to b~ 

ut\lized effectively. If the JCS had met in the Conference 

Roorr, or ~he ln>\CC, as previously plarmed and exercisedJ thJ.e 

protlcm and several others could have been avoided. 

53. When act1on off1cers were informed of the disposition or 

their action item, this 1nfomat~~n was no-c translnHteo to 

the JB3 in any atandard1zed, systematic manner, such as a 

regularly-scheduled morning debriefing by the action officers. 

Ho\\ever, '1iJhere aecuri ty restrictions \oJer'!! not a problem., 

this type of informZtion was usually made available to the 

JBS members on an informal basis. 

pOCUME117ED PROCED!J!!ES 

54. Tne following documents contain procedural state~ente 

relating to coordination and submission of papers ~o the Joint 

Chiefs of Steff • 

.!• JAI 5711.2, Coordination Procedure or, Jo1nt Actions, 

20 January 1959, UNCLASeiFIED, 

£. JAI 5711.5, Administrative Procedures to be used ~n 

Processing Joint Actions, 13 December 1961, UNCLASSIFIED, 

£• J-3 Instruction 5410.4, J-3 Service Points cf Contact 

Conference, 18 August 1960, UNCLASSIFIED. 

~. J-3 Instruction 57ll.2A, Coordination and Consultation, 

12 January 1960, UNCLASSIFIED. 

~· JCS Memorandum of Policy No. 132, Coordination Pro­

cedures on Jo1nt Act1ons, 21 March 1963, UNCLASSIFIED. 

ij"!nterview # 2, 8 March 1963. 
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f.. Han~book cr InstrL ctious for P,.epara"&J.Ol1 of Reports 

for Coneide~ation by the Jo1nt Chiefs of Staff, UIICLASSIPIED. 

p~SION 

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

and the MCL activit!es (s3e Append!:: 11 B11
) c\uring the Cuban 

c!'isis, 2..1~ contraoti!lg these procedures with documented pro­

ced~res rslaoed to the coordination and subm1s&1on ~f ~eports 

to the JCS 1 several observations can be made. F~rst, the 

cu:- ·ent peacet:une administrative proredures, eve.1 ~titl1 the 

z:=~o!"t.-cu.:; procedu!'es indicated, did not seen1 to be l'e.eponsive 

to the operational req••irements that appeared dunng the Cuban 

c!'"\.2 .• B. Tile doc'.ll.lanted procedures tend to place co:rcro1 of' 

much of the o:;.erational information flow in ,;he !'lands of >.he 

f'e~r ~ ta !' 1at. H;:,we,Jer, the pre cent administra t1 ve procedural 

gu1delinea have not ~een adapted to the operational realities 

of the J-3 orsan1zat'1on in o.l'6.tl tc better fvoi'it.a~e o!-,cr-

ational support of the JCS in crista and wartime situations. 

56, The concept of a Battle Staff, the development a11d use 

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

.res consideration, in large part, replaced peacetime adminis­

trative procedures. This seems to hava been in part both 

accidental and necassary, For example, the Chairman re­

ques~ed tha~ an MCL be prepared (20 October) as a matter of 

~ecord and as a guide for actions to be considered.!! This 

puolice~.on ln turn became a convenient anC authoritative 

source for operational agenda i tams when it was baclced by 

appropr1ate action orficer flimsies containing discussion, 

recommendat1.ons, and supporting draft a11essages. Once used in 

this manner, it soon became recognized by the Join~ Staff as 

VInterview # 6, I Aprii"l96j, 
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the faates~ and most relia.o:.e method of placine; urgent matters 

on the agP-nda. Secondar1ly, it became re~ognized_as the most 

autha::oit.at:!.ve sou1•ce of 1n!'omation available concern1ng 

11h1ch agenda 1 tet.1s were being cons!.dered by the JCS ,l/ 

57. The JBS assisned act!.ons to the Directorates, maintained 

!'oll .. :r;,i'-up r1.cn1torir:; or the status of actions, developed 

agenda. items for the NCLJ and mainta1nad comprehensive message 

1jl~~ tar reference, n~ese are all ectiVities defined in 

JAI~ and other procsdural documen~s as normal Joint Secretariat 

responsi'i"-1..11 ties. Tnis raises the question of ~-hether or not 

the ouiTently documented adm:tr.i~trat1vf! procedures are adequate 

i;o support operahons in oriole and Hn!ted ~<ar sit.·~tJ<>ns. 
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APPENDIX ''ll" 

J-3 BRANCH OPERATIONS 

T~iE CUR.!'lENT ACTIONS CEI!!'ER I CAC) 

l, The Current Actions Center, Current Operations Division, 

ia the JCS focal point for the continuous monitoring, analysls, 

display, and reporting of worldw~de events that have signifi-

oance for U.S, nilitary plans and operations. One of its 

m~ssJ.ons is to insure that the JCS e.'terting and comme.lld­

COIIIIIlU!'lications network is completely responsive and capable 
y 

of effective operation at all times, Located in the Nat~onal 

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

basis, the CAC is responsible for the fol:owing specific 

functions: 

~· l~intains 24-hour eurve>llance of the current S>tUR­

tion in the NMCC,and posts significant operational in:orma­

tion on areas of tension (including a summary of friendly, 

neutral, potentially hostile or hostile forces), 

£• Provid~s a J-3 Watch Off~cer and a Current Actions 

Team during normal duty hours and augments the JCS D1.'ty 

Officer/J-3 Watch Officer after normal duty hours as 
y 

required, 

£• Prov~des da~ly guidance and briefing far the duty 

Emergency Actions Team, SIOP Controller Team, and JCS Duty 

Officer on matters pertaining to current ope~ationB. 

£. Serves as the Current Operations Division point of 

contact for the develo~nent and scheduling of current 

interest items far briefings required on current opera­

tional matters. 

1/ DOD Directive, No, s-5100.30, 16 October 1962, SECRET. 
"'l/ See JA! llBO.lC, l Decembe!' 1961, and J ·31 llBD,lD, 3! Nay, 

1962, for detailed description of the JCS Duty Off\cer 
system. 
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~· Conducts da11r ope~at_onal briefings and prepares 

da!ly operational summar~es on matters of current. opera­

tional interest, as required. 

!• Serves as the current Operations Divisio~ point of 

contact for provision and exchange of irformation t'f.Lth 

the President's situation room, the Office of Emergency 

Plannir~ (OEP), oelacted alternate facilities, the Service 

war rooms, and other desigr.ated agencies (e.g., State 

Department, llational Security Agency). 

i.• Maintains the JCS ~laster Exercise Boeke; provides 

information on current and future exercisesj and prepares 

und distributes monthly a three-month schedule of sign1fi-
y' 

cant exerc.~.ses. 

~. The personnel of the CUrrent ActJ.ons Branch consist or 
the Ch1ef, CAC, 11ho &erves as JCS/J-3' Duty Officer during 

regular dUtl' hours, and five Vlatch Ope!'e:'[jions Officers, who 

serve the dual function of br1efing officers an~ Assistant 

Duty Officers~ The CAC Branch, combined with the Emergency 

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

an Operations NCO, a Graphics NCO and a stenosraphe~/clerk, 

ccmpr1se the Current Actions Watch. The \·latch constantly 

mon1to::os ~<orldwide events in the NMCC and serves as the stable 

nucleus for expanded operations during crisis and emergency 

conditions. 

3. on \iedneaday, 17 october, the Chief of the CAC was 

briefed by the Director, J-3, on current Cuban p::.ans and 1~ae 

directed to take the necessary preparatl.ons fOl' an !':~Uf/· er.ced 

Watch 1n strict secrecy. He was informed of the President's 

itinerary on Thursday, 18 October, and lcnew in advance that 

the President would cancel h1a scheduled polit1cal speech-
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maki.1S trip hnd \lould rettrn to Wanhington to direct Cuban 

plan::>ng and milita:•y mo"!hzHion.Y 

4. AU~fil'l:1tatJ.on of th ... norme.l Watch was begun on Friday, 

19 Oe~ober, f.:>llo>Iing a briefing by the Director, J-3, for 

ltey personnel in the CAC, the LANT/CARIB Branch, and other 

J-3 ~~vln!ane. A~ ~he same ti~e, the Director of Operations 

sugGested to the Chief, Current Operations Divlsion, and to 

the C'hief, CAC, that th•Y be!:in msltin£ prepara•ions to shl.ft 

to Joint Battle Staff (JBS) operations. 

5. Augmentation of the l~ateh >~as begun inunediately ><itn 

tho add>tion of a J-4 (Logistics) specialist and a LJUIT/CARIB 

sp~cl.alist, At the same time, actions in the CAC >~ere stepped 

up to proride appronr>ate graphics and additional di"play 

facilities for Cuban operations, The increase in ~atch per-. 
sonnel continued throuo;hout Saturday and part of Svnddy, 20-

2: October, as other J-3 ~~d DIA personnel were added, 

6. T-Oe phase-over to Joint Battle Staff operations began on 

Sunday morning, >!hen one of the CAC Watch officers began alerting 

pernonnel ~<he were scheduled to p=ticipate in tM Battle Starr ,g/ 

From that time (21 October) and continuing throughout the 

subsequent weel<, a major portion of the time spent by the CAC 

Chief and the Watch operahons officers ••as involved in briefL~~ 

Ba~ule Steff members and in attempt!~~ to achieve coord~nation 

among the JBS teams (JBST), Many of the Battle Staff members 

were unfamiliar ><1th emergency procedures and the>~ duties on 

the Battle Staff. As a resUlt, much or the initial activity 

on ~he part of CAC personnel was directed to orient~ng the 

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

of me1sage handl>ng, preparation of briefings, preparation of 

S>tl1at\on Reports (SI'IREPs), and other essential JBS functions.:V 

IT:Cnt.rview No, 1;-7 March 1963. 
~ lnte•view No, 4, 12 March 1953. 
'SJ lntez•riel< No. l, 7 March 1963. 
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7. L'itial briefinGS of Battle Staff memb~rs Jrvolv~d 
'Y 

hay:;.ng them read 'C':1e C.)C·.---o~ ... ~ fJC..!ument on JB9 organizat.J.on 

and other emergency proce~ures. Apparently this-~ocument 

proved .. o b~ insu!'!iCl.t.-11.: tc. _,_nBl..t'3 -chat tha BattlP. Staf'f 

pro~·!rly undet•stood and carr~ell out its func;;ions, The general 

cc. .... f!l.eJ or. and lack of c. cord lJ~at: on e-,norJ(i the ,;;38 11J.ri~g thP 

fJ.rst raw days of fU11CtJ.on1ng led the CAC personnel to for­

mulate a new set or Battle staff SC?• These were addressed 

to the JES teams on Thurnday, :25 Uotober, as a J-3 Nemoran­

dum. The memorandum de:ined the responsibilities of the 

Deputy Battle Staf! Team Chief, the Operations Cocrd,~ator. 

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

su::>porting agencies 1n the IDICC, U then proc«e~ed to out­

llne detailed procedures an~ time schedules for the prepara­

tion of SI!ilE:Ps, Bl·H:,,.,._., anG .'lttuatJ.~n D1splays. 21 

8. Although Battle Starr operations im,>roved steadily after 

the first fe>t days of the cuban crisis, CAC personnel contin­

ued to support and supplement the JES activities throughout 

the period o~ its e;:ietence (21 October to 12 November), 

Some of the actions formally assignee to the JES we~e in 

large part performed by regular CAC personnel. For example, 

one of the regular ~latch Operations Ofhoers had maJor respon­

sibility for ~reparation of the briefing script used in - y 
General Taylor 1s morning brJ.efing. This briefJ.ng script 

comprised a major po!'tion of other briefings conducted by 

the Joint Battle Staff Team Chiefs, CAC personnel also 

played a prominent role in assembling status of forces infor­

mation, in preparing daily SI:REFo, in developing Cuban 

y 11JCS, COIIU!lU!TY OF OPERATIONS OF THE ORGANIZATION OF THE 
JOINT CHIEFS OF STAFF," 27 August 1962, SECRET. 

y J3N 1282-62 (no classification), for Joint Battle Staff 
Teams, from Executive, J-3, for Director, J-3, subj: 
"Joint Battle Staff Teem SOP •. ," 25 October 1962. 

2/Interview No. 4, 12 !'larch 1963. 
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situation displays, in rela;•inc; messages to the Battle Staff, 

in establishing Cuban m~ssa~e files, ana in prov>dtng other 

t~~~s ~f support. 

9. ConcurrPn" with its support of the Cu~an Battle Staff 

activities, the CAC had to fUlfill its continuing mi~sion or 

monitoring worldwide evants and o! submitting information 

~~ ~eports on these events to tha ~ppropriate authori~je9. 

~~though the establishm~nt of MINIMIZE worldt<ide reduced the 

vclume or routine maasage traffic, the CAC continued to re­

ceive priority messages snd reports from the ~IN~s and Services. 

Many of these messages related to the effects of withdrawing 

and rc~oeit>oning military rorcee for the planned C~ban 

operations. Others de~t with potential trouble spots in 

cth•r areas or the t<orJ.d. The possibility of Soviet Bloc 

military aotion in Berlin was a matter of serious concern 
' 

throughout the eaoly Clays or the Cuban croisis. There >las 

cont1nu~ng concern over developments in the Congo anC in 

Southeast Asia, A potentially eerioue crisis also erupted 

in India when full-scale fighting between Chinese Comnunist 

end Indian troops began on 20 October, and the first U.s. 

shipment or arms to India arriveo on 3 November. An addi­

tional brief flurroy of activity was created in the CAC on 

22-23 October, when Yemeni aircraft attacked Aden ten'itory 

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

Egyptian troops on Yemen terntory was admitted. 

10. Each of these concurrent developments placed additional 

d~mands on the CAC personnel and on the cognizant J-3 action 

officers at a time 11hen a maJor proportion of the entire OJCS 

structure was preoccup1eu with Cuban operations, If a secon~ 

crisis had occurred at the same time--e.g,, if the Indian-
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Chin~oe uar had erupted into major proportions, or if the 

Soviete had chosen to retaliate >11th a net< Be~lin blockade--

the increased staff support required to handle these·s1tuat1ons 

~<oc:ld have overtaxed J-3 capabilihes, and, as a consequence, 

operational supper~ of the JCS would have been seriously degraded. 

~~. \lit' 1.he d:!.sband>ng of tlle Joint Battle Staff on 12 

NovcmberJ the Current Actions Center returnea to an augmented 

Cuban Watch, composed of the CAC Watch supplemented by t1~0 

ofr1cers anc three enl>sted nen from J-3 and one officer, desig­

nated as contact off>cer !Cl' cuban arrairs, on 24-hour duty J.n 

J-4, J-5, J-6 and Specicl Assistant for Counterinsurgency ana 

Spectal Activities (SACSA),!I The augmented Cuban Watch con-

tinued the basio functions of the Battle Staff, including the 

p~epa1ation of written brief>ngs, the SITREP, and the inputs 

to the Master Check List (MCL). When the MCL >~as d>scontinued 

on 21 November the a~gmented Watch also took over responsibility 

for puol1cation of a revised form of check list for Cuban 

ope.•ations ,Y The augmented Cuban Vlatch VIas terminated >1i th 

the d>soontinuance of Operation SCABBARDS at 0600Z on 6 December 

19E2. and the Currenc Actlons center then recurned to its normal 

state of organization and functioning. 

t1fll EHERGENCY P.r.l:ION~ ~t..,U;!\!ll. 

12. ~P. EAR is the mmc command and control communications 

operat..Lons cen"Cer. It ls manned 24 hours a day by p, .. ofe"}sional 

operations personnel \<lho, among other activities, have l"espon-

s1b1lity for: 

~· Implementing the JCS Emergency Action Procedures (EAPs) , 

E• Receiving and disseminating reports of emergenSVJ 

VllJ$~1 1442-62, 12 November 1962, CONFIDENTIAL, 
V J3f1 (no number), from Director, J-3, for Deputy Director, 

J-3, Division Chiefs, JEST Ch"efs, subJ: "Continuing 
Requirements for Duty General and JBS," 21 November 1962, 
(no classification). 



[~ilitary activit; to the JCS, the JoJ.nt staff, tho 

ServicesJ the unified and specified c~nmandsJ and 

:Jpec:!.!'J.eO g'Jvernmer,t agencies. 

£• Operating the NMCC tennini for the JCS alerting 

and comnd.nd-communications net,.,orks . 

.!!• Maintaim.ng the NMCC ltey personnel locator file. 

~· Supporting the JCS/J-3 Duty Officer ~n r!scharge 
Y( 

of his assigned fUnctions. J 

13. The EAR operations personnel 11ere formally briefed on 

the impending Cuban er~sis on Friday, 19 October, although 

they were a\'lare of the increased concern with Cuba sometime 

before that, 
y 

14. In general, the work loads associated 111th placing calls, 

locating recipient• of calls, and review~ng, sorting and de­

livering teletype messages to the CAC were increased s!gni-
' 

~icantly during che critical period of the cris~s (19 October -

~8 October). Ho\oJever J thl.S increased load 'W2.9 adequately 

hand1e-j by ree,ularly a.ssJ~ned, professic_1c..l shift personnel and 

no changes or augmen .... a.;l.on of normal sh~ft complements \•tere 

found necessary. Procedures did not cl~nge, but work loads 

increased. 

15. Othet• changes ~n day-to-day operations ~<ere th~ signifi­

cant increases in the number of staff pe~sonnel v1s1o1ng 

the cent3r and the influx of personnel using the reer door 

to the N~ICC. The latter necessitated placing a guard at the 

door to insure proper authorization for entry. Under normal 

co.,ditions this task is performed b)• EAR personnel on the basie 

of personal recogn~tion through th• use of a closed circUit 

TV c~era positioned outside the door, 

W.:3I5v2§.1c, lq December 1962, 
Y Intervie>t No. 14, April 1963. 
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16, As might be expected, the use of command telephone links 

increased during the crisis period. This increase.: .t1sage "'as most 

noticeable ~or the Cha~~manJ the Director, Joint StarrJ and the 

D:u•ector, J-3. The Joint Chlefs, other than the ChaiJ•man, 

rarely used the JCS facility, The C.INCs, and especially LANT, 

PAC, and SAC, increased their utili2at1on of this conmuL~d link, 

primarily in orde~ to communicate W>th the Cha1rn~n. Operations 

pe1•sonnel felt that other CINCs would have used the system more 

if t!1ey had knoun that it uas probably the fastest method for 

contacting the Chairman, This uas due to the fact that informa­

tion on the location of the CJCS was continually maintained, 

l7.~e process of maintalning accurat~ locator data on key 

command persoru1el durins the crisis had its shortcomings, 

however. Based on a study conducted by the Emergency Actions 

Branch during normal day-to-day operations, locator data were 

found to be accurate only 20 percent of the time, This percentag 

ie based on random line checlts cond~:.cted during periods when 

the exact location of principals is unknown. A compar~ble line 

oheck data collected by the Emergency Actions Branch during the 

Cuban crisis, sho\ted that the aoouracy of information on indicate 

location remained unchanged (approx~mately 20 percent), The 

average length of time required to looate principals during the 

line check also approximated the normal average, Times ranged 

from 8-second minimums to 2i minutes when principals were located 

(median lese than l ~inute). If the principal could not be 

located, then an alternate 1ias contacted, This usually reaul ted 

in an addit~onal 20-aecond to 5-minute delay, In other words, 

during the crisis and at a time ,.,hen general \'l'ar forces world­

wide were et increaaed l:'eadiness, th~!'e \'/ere no eignif~cant 

changes in the ease or speed \'lith t1hich principal m~litary and 

civil leaders could be reached for an emergency conferenojt} 
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19. §e EAR and its Watch persc~ ..... 1e 
functions• 

nave three over:rid!ng 

~· The rapid dissemination of ~lerts and readiness 

cor.ditions. 

~· The conven~ng of JCS Emergency Conferences. 

£• The dispatch of alerting and emergency messagee, 

Each of these functions has been associated almost entirely 

\U th general nuclear war and the need for a rapid responae 

to surprl.se attaek. However, each of the runct1ons was in­

volved ln the Cuban crisis. 
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22. The EAR was notified by the JCS Message Center that the 

message was being transmitted at that time. The EAR Watch 

Officer received a burned copy of the message via the tube a 

raw minutes later. The message wae then taken to the JCS/J-3 

Duty Officer and to the Chief of the Operations Support Division 

for a decision as to whether JCS EAPs should be followed in 

alerting prescribed commands and agencies. Prom there, the 

decision was passed to the Director, J-3, who sought out the 

Director, Joint Starr, 

~easage~-oBO~Exclusive for Chiefs of Stuff; CJ~S to All 
CINCs and 3~rv1ces, 2012111Z, October 1962, TOP SECRET. 

gj Message JCS 6830, Exclusive for Chiefs of Staff; CJCS to All 
ClNCs and Serv>ces, 2ll814Z, October 1962, TOP SECRET 

lf Message JCS 6964, JCS to All ClNCs, 2~~809Z, 
October 1962, TOP SECRET, 
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23. The second maJor function of the EAR, notifying CINes 

and issuing emergency messages (EM) relat~ng to the imple­

mentation or liar Plans, >~as not employed during the crisis 

because the turn of events made it unnecessary. However, 

·the preparations for the possible exercise of thao function 

aro instructive. 

24. It became apparent that SCABBARDS 312, 314, or 316 

>~OUld require implementation proeedures by J-3. On the rnu,·uuu<n 

of 23 October, the "oint Battle Starr Chief (Deputy Director, 

J-3) requested the Chief, Emergency Aotions Braneh (EAB), to 

develop a plan for implement~ng SCABBARDS 312, 314, and 316 

if so ordered. The first p~oposal was returned in the 

afternoon.!! 
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26, The procedure assumed that notif~cation to implement 

the plan would ~orne via the JCS/J-3 D~ty Officer or other 

Command channels, The TO? SECRET message would be sent through 

the tube to the Message Center and dispatched from there to 

the CINCe. 

27, \in1le this procedure may seem e. l1 ttle unrealistic in 

the light of previous procedures employed by JCS for sendinG 

highly sensitive messages, it was a planned procedure and it 

woul~ have worke~ efficiently. Several additional points 

should be made in this context, however. There apparently 

were no planned messages for implementing limited war con­

tingenc1 plane comparable to those prepared for SIOP imple­

mentation. Advance planning and preparation or such imple­

menting messages require coordination with the CINCs to insure 

that orders issued by JCS do not arbitraril1 restrict the 

field commander's ohoice of timing based on local and tactical 

factors, And, finally, the planners apparently have not 

given follow-on messages related to the implementation of 

limited ~•ar or crisis contingency plans the same degree of 

attention that they have given to the less likely situation 

of general warY 

28, In summary, or all the J-3 3ranohes the EAB, with its 

uell exercised professional operations personnel on 24-houlJ 

1/ NoEa: For a detailed d1.acues1cn cr command and cont-rol 
- considerations involved in prer,os1t1oning an EAP implem,anloa--1 

tation message .. sea Enclosure 1A11 ol' th~s study. 
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[§ay-to-dey operations, was probably the lc<st affected by t~.e 

Cuban crisis. Its pr~ary function of disseminating JCS 

alert.G was almost entirely c!rcunn•ented during the crisis. 

IU though its procedures were a<iaptee to notifYing tile C!NCs 

or a JCS decision to llllplement 11nu.tea w•r contingency plans, 

there were no prior plans or procedures f'or car,.•ying out 'Chis 

tl·pe of notification. 'Ihe EAPa wera and are oriented to the 

po~sib111ty of general war. ~s a result, the EAR functioned 

durlng the Cuban crisis primarily as a swltcnboard anc mes~age 

distribution center >rhile maintaining prepal'edness to lrnplemPnt 

the EAPs if neces~ 

THE SJP?ORT BRANCH 

29, >'he S\lpport Bl•anoh of the Operations S\lpport Di\·islon 

has, among other actlvities, the responsibility fort 

~· Prepar1ng v~sual aide and maintaining a reference 

library of tech~J.cal, tac.:ical and operatJ.on3l infor.matJ.on, 

meps, VuOraphs, and graphic aJ. ..... s required to au;:~9ort rDerq-. 

tl.ons. 

£. Assist>ng in the coora1nation, preparat>on ~,d con­

duct of briefings and onentations, It is composed of t>Jo 

officers, two NCOs, and five ill\lstrators.11 

30. Dur1ng the Cuban crisis, this Branch provided: 

~· Support of the morning briefings and change of Watch 

b~iefine;e. 

£. Support of the info~nation and administrative 

requirements cf the JBS and the JCS/J-3 duty officers, 

31. Branch personnel were notified of the impending crisis 

situation on 19 October. On 22 October they went on 24-nour 

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

personnel during the day sh~ft). Duriag the first t.hl'ec days 

V J:!! :5029.TC, 14 Deceiii'ber 1962. 
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ot tl)is operation, the Branch wae seriously overloaded with 

requests for briefing a>.ds and graphic display wor~. 'Ibis 

Vl'l:' tP'!'ec~ally tr·o.1e dU.L"ing peak e.ctl.Vity periods--e.g., early 

1.n ti1e morn>.ng just pr1or to the morn>.ng briefing of the 

Chairman,!/ 

32. D.1ri.1g the third week of the crisis, the Branch Joined 

p~rs .•.mel of the Statue of Forces Branch l.n orcler to achieve 

a better distnbution of the workloads on the two under'llanned 

brr..nchas. 1\lis waa, and is .. a natural integratJ.on of functl.ons 

undc~ pressure which had. not been reflected in a.c\lJUnl.StratJ.ve 

or~a.nl~e.t;ion. Bath Branches alec worked as an 1~'\.tegral !lart 

of tho Jo>.nt Battle Starr and CAC operations. 

33. hlthough lack of modern graphics and display prod~,tion 

material, adequate map bases, and storage space provided some 

n1~nor problems, the maJor 11 flaps 11 stennned from the changing 

requ1r~ments for displays and graph!cs and from the lack of 

uniform guidance on standardizing the quality and legibility 

of a1splays. 'l11ese were iroportant problems because they pre­

vented anticiaption or requirements and dl.Stribution or vrork­

load over the entire shift, as well as causing a cons~darable 

amount of 11 re-do 11 or "restart" work. 

34. '111ese problems stemmed, in part, !rom the ract that the 

Branch had to take direction from two d>fferent masters--the 

operations personnel that they supported, (>.e., the JBST 

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

the Division Chief, Star: personnel who were interviewed 

suggested that this could be rectified in the future by 

integrating the Branch personnel and ita operational support 

functions into the CAC Watch ~<hioh it serves. 

~nterview No. 15, April 1963. 
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THE STATUS OF FORCES BRANCH 

35. The Status of Forces Branch has the responsipility for 

collecting, collating, displaying, and disseminating data on 

the composition, location and status of u.s. M1litary Forces. 

In accomplishing this runatton, the Branch provides informa­

tion reported by the Joint Operational Reporting System (JOPREP) 

and insures that such reports are timely, accurate, and 

responsive to requirements of the OJCB.!I 

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

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

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

was not until September 1962 that its rull complement of two 

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

in late September provided the first operational experience 

with data processing and display requirements against which to 
' 

formulate and organize procedures, The Cuban crisis struck 

shortly thereafter and it provided a second, much different 

type or operational experience -- an experience for which the 

Branch was not fully prepared, 

37. Branch personnel were notified of the impending crisis 

on 19 October and were brought in on Saturday to provide in­

formation, briefing and display support for the augmented 

Watch. On Sunday, the Branch went on ~4-hour operations in 

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

of an officer and an enlisted manJ with one enlisted man 

covering JOPREPs on the "rest of the wor1d".Y 

38. The primary support activities of the Branch during the 

Cuban crisis were: 

~~D29.1C, 14 December 1962. rf Interview No. 11, April 1963. 
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!· Determining the statue of ~roops involved in the 

CrLA!IS lj12 and ~ This ~nvolved determining. t':oo, l1stt, 

specifying the location of particular uruts, their status 

an1 strengths, as well as status of troop deployments, ET.Ds, 

ETAc,modes of tranaportat1on, etc. 

~· Monitoring all raports containing stat~s or foroea 

~nformation in order to develop data, 

.9_. Pr~paring information, displays, and formate for JCS 

SI~'REPs, tte morning bn~fu•.Js, and th• l•iCL, 

£. Supporting the Quarant~ne Watch, determining display 

quarantine operationa display. 

~· Prc>vi'iin; gene~al ~nformation sup;..ort to JES1' .r.embers 

on request. 

29. The type and quantity of information requested of the 

Branch by J-3 staff officers during the cr1•~o ~ar exceeded 

the original terms of reference used in the establishment or 

tho Branch. These additional demands proved to be the pr~ary 

source of d~ff~culty in Branch operation. Requests for in-

fot".:tation came .fl"'om many sources and, as a result, the formats 

s..1d levels or aggregation or data on Force Status >~ere varied 

and continually changing, This compounded ohe task or tabu­

lating and displaring the data and disrupted previously 

developed procedures for handli~ infcrmation requ~J~s. 

Information that \Otaa collected, collated, and dl.splayed, wae 

used to support: 

!· ~e Chairman's Briefing; 

~· JBST Change of Watch Briefing; 

~· JCS Situation Reports; 

~· Action Officer's Requests; 

~· Individual Battle Staff Members and other Joint 

Staff personnel; 
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t· Conference Room Displays, JBST Displays, and General 

Status of Forces Displays for the CAC. 

40. 'l'he working environment was described ae "something new 

every hour," "we couldn't anticipate what would be asked or us 

next"; and "we could only do the basic and important things."Y 

'l'he type of informational requirements placed on the Branch 

simply exceeded the eXpectations that the Branch personnel had 

developed as a result of their HIGH HEELS II experience. 

41. Po~nts of contact for these special classes or informa­

tion had not been developed nor had the amount of detail 

required by the various users or the Branch been anticipated. 

As a result, the Service War Rooms were frequently used by the 

Branch to obtain detailed information not previously antioi­

patsd in SOPs. 

42. The Branch requested additional personnel to man the 

12-hour shifts and to serve as service liaison personnel in 

order to handle the overwhelming task of maintaining up-to-date 

Statue or Forces information. Additional enlisted personnel 

from DCA and two officers from the Joint Command and control 

Requirements Group (JCCRG) were provided after the first two 

weeks of operation. These personnel had difficulty 

for several days because they lacked training in Status of 

Porcee, JOPREP, and related matters required to operate 

effectively in the Branch. They overcame their lack of 

experience, however, and later provided valuable assistance. 

43. In general, it was found that JOPREPs containing Status 

of Forces information, i.e., REDAT, REDNON, REDRAD,g; were 

l/ Interview No, ll, April 1963. 
[/ Operational Ready Reports, Atomic, Non-Atomic and NORAD. 
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not as useful as the Slr£REPa subml~t.ed by the Commanders in 

Chi~r. n1e JOPREPs were not timely and did not contain the 

a~ount of detail required by various users. of this information. 

The Personnel Status Report (PERSTAT) .was or little or no 

value and was later discontinued. Problems were also en­

countered in determining the location and vhe status or forces 

be~ng deployed. When forces were assigned from one command 

to another, the first command 1 s reports >~ould stop and not be 

picked up by the ne>1 command having operational control. As 

a result, there >1ould be a gap or a few days in which there 

were no reports on the force. ThusJ the movement of forces 

became a major problem in determining the status of fo~ces 

assigned to the Cuban operation. In rffeot, the JOPREP was 

not responsive to Joint Staff requirements for imp!ement1ng 

con~ingency plana. 

44. By the f~rat' part of the thud weelc (5 Jlovember), the 

activity or the Eranch had begun to level off to a point 

where personnel could handle moat of the requests for infor~ 

mat~on 111 a routine fashion. A week or so later (12 November), 

activity associated ~lith the crisis had diminished to a point 

wt~re the Branch Ch1ef could break orr and attend to more 

pressing day-to-day sta:f activities. 

~5. !n general, the Cuban crisis emphasized the need for 

a highly detailed data base of Status of Forces information, 

a capability for rapid retrieval of that information in many 

forms, and the need for more clearly defined requirements 

for information support, In the latter caae, it \las felt 

that the allocation of respona>bility for the collection and 

maintenance of detailed Statue of Forces information betl<een 

each Service Command Post and the NMCC would help. If this 

information could then be made rapidly available to each 
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facility upon request, it would materially improve the 

capacity to provide detailed and spec~al information support 

required during crisis operations. 

1fiE OOM!-IANDS BRANCHES 

46. The Commands Branches of the Curren~ Operations Division 

heve among other functions the responsibility for: 

~· Recommending policies and actions, except those per­

ta1ning to the reviel'l of plans, for current. operational 

direction or commanders of unified and specified commands 

and for u.s. forces not under operat1onal control of the 

JCS. 

£. Taking actions on operational matters concerning 

international treaty organizations and the development and 

implementation of national policy in areas for which the 

unified and specified commands are responsible • 
• 

E• Monito1•ing Joint Staff actions on sensitive s1tua­

;;ions in critical areas l<hich could lead to U,S. military 

operations. 

£ Coordinating with other J-3 Divisions, as appropriate, 

in reviewing plans, mon1tor1ng the impact of implementat1on 

of the DEFCON system, other readiness measures of the 

unified and specified co~~ds and related NATO measures. 

~· Participating in Battle Staff operations.!/ 

47. The Commands Branches are comprised of area specialists 

and they provide a large percentage of the J-3 action officers 

available to support the JCS decision-mruting process on imme­

diate operational problems in crisis situations, It is beyond 

the scope of this paper to treat the activities of all action 

officers in each of the Branches; nor is 1t possible to de-

~~3029.1C, 14 December~962. 
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sc,..ibe 'the act\v1"C1es of e.cc~on oft'lcCJ. .& in the Operatio:-.. al 

Plans and General Operations Divisions, Howeve~, on the 

ba.t.lfl of :Lntervie\'lS uith person.1el in two or the ~anches)l 
i< ib possible to OLlthne the general mode of operation of 

th~se Eranches durin~ the crisisJ and to describe some typical 

ac;;:lvitles of the LAllT/CARIB Branch, >~hich >1as most directly 

45 .[jyring the weel< ot' 8 October, the LANT/CARI:!I Bramh had 

be~n \'i'.:>rking on a project to shorten the response time of 

O?L~liS 314 and 316, The project was actLlally in suppo>'t of 

the Cuba Planning Group and J-4, but it >lad assigned to the 

Branch on a "just in case 11e have to ur.~ thell' 11 oasis. Although 

deadlines fo~ the proJect were assigne~, Branch personr.al 

>JCr• n~~ privy to the tightly held planning efforts of the 

Cuba GroLlp, In general, J-3 personnel were concerned with 
11 how fast 11 the pla~s co1..·ld oe j mplemen~ved 1 an1 J -4 personnel 

with 11 \lhere and how to get hold of 11 the logistical forces 

~eq~ired. Shlpping was foLlnd to be the crux of the problem, 

since "ai~ 11ft OOLlld move only lO percent of the cotal ~ 

tonnage requlred to support the plani]."g/ _ __j 
49. On 19 October secu!'ity ~<as lifted. "The Johnson Task 

!'orce opened up and we ( LANT/CA.'liB Branch) began >~orking on 

verl.0~1':l assignments: directed by J -3 for the JCS." The major 

accivities centered around action papers related to OPLANs 

~2 and 3l]Jand to the Rules of Engagement for Quarantine 

Operations, Involvement in the latter act1v1 t~, resulted from 

the fact that one member of the L~TT/CARIB B~anch had be•n 

assigned to the Quarantine ~latch)/ 

V.liiterview No, 7, l April 1963; Intervie>l No. 10, Apz-11 1963. 
[/ Interview No. 10, April 1963. 
31 ill£. 
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50, During the "'eeken1 o:" 19-21 Octooer 1 ''p:roblems came 

!aster than we could respond • .,kf At this hme the Conunands 

BNn<>h~a uent on 2lL-hour operation, fnrther spre~dtng ou c 

the nt..:11ber of available personnel. In most cases., th1.s r.e.ant 

chat only one or two act.:.on o!'fiaers were av~lable at any 

glren time to cover the work of ee.ch !ranch. llo\1everJ rO\.'tl.ne 

message-processing activ1•1es not related to the crisis 

sl2.~H:ened dl!ring MININIZE. Sci'tle aotion off1cet '9 felt that 

24-hour maru>1ng of at least some of the Branches was not 

nece.ssary and -chat it lmoaired overal! action otf~r::e' f'fd c~cr..cy 

for a nwnber of reasons,5/ There is insufficient evidence 

to e··al~ate this p!'ob1em, although :!.c app9e.!'e obvioL'I• that 

red•>otion of the 24-hour manning requuement in selected 

Brancl,as "ould tend to conserve action cfl'icer personnel for 

more effoctive utilization elsewhere. 

51. For tne first few days of the crisis (20-211 October), 

the • .JINT/CAlUE Branch \las handling "about 20 actiont a day." 

(Fo' more detailed discuss.ion of the role of action officers 

in 3t.:pport of the JBST, see Appendix 11 A'1, 11 Coordin2.tion of 

Staff Actlons"}. 

GEliERM,_.Q.mlmQ..NS ~:m.SJ.Q!i 

52, The General Operations Division has, among other 

fun~tions, the responsibility for those operet~onal starr 

actions pertaining to continuity of operations, the JCS 

emergency action procedures and readiness conditions, the­

JOPREP., space and \':eapons systemeJ JCS exerciaesJ and ge.1e!'al 
J/ 

operatlonal matters not assigned to other Divisions. 

JTin terview Fro:-:ro:;l\!iHI 1963. 
2; Interview No. 7 l April 1963. 
3/ J-3I 5029.1C, 14 December 1962, 
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53. During the cr"sis, this Division pro•Jided personnel to 

assist in manning the JBST and the Quaram;ine W;.tcl;l. They 

also supplied action off'l.cers and support to the other Current 

Operations branches. Most of the.remaining personnel were 

'involved in tJOllecti.n(; and coordinating information for the 

MGL, wnich was produced under the duec tion of the Chief, 

General Operations Div~sion, 

54. On Friday, 19 October, the Division '"'" instructed to 

keep SO percent of its personnel on duty at all times in order 

to provide staff suppor" for the impend~ng crisis. On Friday 

""ght and Saturday, personnel of the Div~sion, in coordi~ation 

w1th th.;; Cuba Plannins Group, the Quarantine \oJatch, and 

Cu.!.~:oent Operations Division pe.rson.1el, were l''Orkl.ng up an 

agenca of actions to be taken by the JCS. Thls necessitat~d 

trying to find out what l\ad happened du~~ng the preceding 

three ~r four days of tight security c~ntrol, The responsi­

b>lity for producing -;;his fu&t ~lastor Action List (~IJ\L) Vias 

in>tially assigned to the Quarantine \<latch. The first MAL 

was prepared by 050G Saturday for the morr.:..ng session of tht"' 

JCS and a second MAL was prepared for the afternoon sees1on. 

MAL No, 3 was prepared Saturday night,!/ 

SS. About this time, the Chairman, JCS, approved the idea 

of r.he IIAL, and indicated that he wanted it maintained as a 

continuing record and history of the Cuban crisis, Desp1te 

chis initial, limlted definition of purpose, ho>~eve:r, the 

ri].AL -- subsequently renamed "The Master Check L1st'1 -~ was 

utilized as an important part of the daily JCS agenda for 

immediate operational matters.g/ 

lTlirt.ei·view llo. 9, Aj'iririSi6'J, 
2/ Interview No. 6, l Apnl 1963, 
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56. By Saturday n~ght, n 2h-hour ope::'ation imrolving the 

collection, prod•>ction, and coordination of the-!•lCL was 

b•ing directed by the JBST Chief. On TUesday, 23 October, 

th~ resp~nslbilities for preparation or the MOt were confirmed 

after the fact by an unnumbered memo r~om the 

J-3, to Battle Staff Tern Chiefs and Division 

Deputy Director, 

Chiets. ~I 'It-.!. a 

memo assigned responsibility for overall coordination to the 

General Operations Division; determination of items to be 

cor.a.taered oneJ t\>Jo, and three days in advance to the Oper-

a~ions Plane Division; and current actions taken or under 

cons~derat1on to the J~3T and Current Operatio~a Divioion. 

The memo further directed that the MOL be prepared and surnnitted 

to The Director, J-3, by 0700 each morning. 

57, 'lhe assembly of tne !1CL would begin at midnight, 'lhe 

JBS >~auld abstrac,; from the statue of current ac tiona display 

the more relevant actions taken and all JCS OUT-messages ~e­

leaoed during tha previous day. The Current Operations 

Dhision would submit statements or "Significant Pending Items" 

and action paper fl1msies referring to pending acticns. The 

Operations Plans Divlsion would submit 1tems to be consiJered 

one, two, and three days in advance. The materials were typed 

and &d~ted, and then, \-lith act1.on officer flirnsies attached, 

they l<ere delivered to the J-3 Duty General (JBST Chief) for 

approval by 0500 each day, The MCL was then submitted to the 

Director, J-3, at 0700, to the Chairman at OSOO, and finally 

to the JCS, whose meeti~gs usuallY began at 0830. 

58. After the first few days during ubich this system was 

in operation, the !4CL was distri butsd to all J -Staff Directorates, 

f;-J3Mi\no number), rron;-Deputy Director, J-3 to Battle Staff 
Team Chiefs and Division Chiefs, subject: "Responsibilities 
for Preparation of DailY Master Check List for Cuban Oper­
ations (J-3 ~!AL)," 23 October 1962, SECRZT. 
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Very quickly, action officers from tne other D~1·ectorates 

began to input their 1 terns to the I!CL group and- backed them 

1<1 th supporting or implementing flimsies. 

59. The MCL soon became informally recognized by the Joint 

Steff as the most efficient means of insuring that urgent 

1tems related to Cuba ~1ould be taken up by the JCS. It also 

became the most authoritative source or 11 today's news" among 

the J-Staff members, since it constituted a series of actions 

that would be discussed during the day by the JCS and alec a 

history of actions taken on the previous day, 

60. The production of the MCL became quite routine after 

th3 first week of operation, with mats of each day's agenda 

being produced, then corrected and reproduced to provide a 

history of actions tru<en on subsequent days. This operation 

continued until P+45 (6 December), at which time the MCL was 

discontinued,!/ 

61. It is interesting to note that this very important 

administrative method for accelerating the submission of 

papers to the JCS is not contained in any procedural documents, 

Indeed, it is in sharp contrast to normal peacetime procedures 

contained in the handbook, !]ISTRUCTIONS FOR Pi!EPARAT!OU OF 

REPORTS FOR CONSIDERATION BY THE JOINT CHIEFS OF STAFF, and 

other r·")lated procedural doc:uments .£/ 

V For further analysis of the MCL, see Enclosure "c", 
"Functional Analysis of Command and Control Information Plow 
1n the Joint Staff." 

V JA1 5711.2, 20 Janu•ry 1959; J-31 5711.2A, 12 Jd.:1uacy 1960; 
J-31 5410.4, 18 August 1961; JA1 5410.2B, 12 December 1960; 
JA1 5711.3B, 3 Janu?ry 1962; JA1 5712,4, 13 March 1959; 
MOP 97, 19 June 1961; MOP 132, 21 March 1963. 
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62. Implementing flimsjee prepared oy action officers l<ere 

reproduced in 20 whiLe copies and forwarded with .the NCL eacl> 

morning. ~lthough action officers used the Services extensively 

for in!'ormation purposes and inforr11al coordinat~onJ tt.ey did 

not coordinate actions in accordance with the formal peacetime 

procPdures. To do so would have seriously 1tolpa1!"ed the ability 

of the OJC5 to be ree~onsive to unified and specif~ed commands 

in the rapidly changins political/military environment 

surroundlng the cris~s. 

63. T.~e NCL procedure had the effect or allowing action 

officers to go the flimsy, buff, and green route in a matter 

of hou,•s 1ns~:ead of days, Action papers >~ere submitted at 

JCS meetings as Director, Joint Starr Memoranda (DJSMs), 

T.h1a process short-cut the elaborate eoord1nat1on p~ocess 

e,1u1red during pea~etime operations, As a result, the Joint 

rr >ISS able to operate more like a true military starr. 

JOP SECRET . "03-
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Th1s malarial contcllru mforma•lon affecting the national defense of 
the Umtod States w1th1n the mcgn1ng of the f•p•anogalaws {Title 18, 
U S,C, sections 793 and 79.4), the lrammlu•on or revelation of 
which many manner to on unau\konnd penon Is p«<hlbtted by law. 
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