Copy of 50 copies
- u,

A )
zacn of 122 sheets

& DIRECTCR OF DEFENSE RESEARCH AND ENGINEZRING

OFFICE CF I-Weapons Systems Evaluation Group
' Washingten 25, D.C.

~

/" “MMAND™AND CONTROL
A _FUNCTIONAL ANALYSIS OF CUi~TNT STALT
~  INFORMATLON FLOW IN THE JOAF8 —
~ DUR.NG THE 1962 CUBAN C CRIb:'t'

.
PP

N
...~;i N 7 February 1964 . ™ .

) _.: - e ‘ ~_“"‘\-:; {/‘
o o . et t"’

. L . . - 1 PR o o R X

Cneoazo S DG w#fT T OMSD(PA) DFOISR o
S el Fe MY 1op, SECRET CONTROL
L e, £

. :‘.:.-.‘.' ) CaseNO."

T A PRS  No

THIS DOC. MENT AS A WHOLE 13 CLASSIFIED Jhe e

ALy AN

s INDIT7IDU. L PCRTIONS AND ATTACHMENTS HERETO
CARRY Th.EIZ APPROFRIATE CLASSIFICATION.

INVENTORY JaN 24 1a75
INVENTORY. JAN 20 1972

cad l

.07 A\ 3
R Zi FE‘D iq74 INVE!
A " GROUP 1 s
 EXGLUBED_FROM AUTOMATIC
DOWNGRADING-AND DECLASSIFICATION ‘g“
~r
| -
. >
A ‘:/d"—!) i"w_&' %

=
| D E—-’r _7‘./:,

et

'
ey
N adahs
S ¢! - :
™~

L

Pl

; IS OF THE

vGISED UNDER THE PROVISION
EHEEDOM OF INFORMATION ACT 5USC552 .
o) (1) SOFeISTT Log No. T8=53=696-
,'.(. [ JIA 4 J\ -l




wg*dub..’..;

~QREWOFD

This Enclosure is part of a study of command and control
procecses involved in the Cuban crisis of QOctober 1962. The
scope of the entire study 1s as follows:

Basic Paper

Enclosure A

Enclosure B

Enclosure C

Enclcsure D

“istorical Analysis of the Sub-
stance of Cormand and Control

_ Actions, Their Circumstances,

and Their Impllcations

Procedural Analysis of J-3 Com-
mand and Contrecl Operations

Functional Analysis ~I Command
and Control Information Flow in
the Joint Staff

Analysis of Command and Conftrol
in the Service War Rcoms In
Support of Joint Stazri Ogcerations
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ENCLOSURE C

A FUNCTIONAL ANALVSIS OF COMMAND AND CONTROL
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ENCLOSURE C

A FUNCTIONAL ANALYSIS OF COMMAND AND CCNTROL
1NQ L N oo " LN TH= J L L
Lonad: diiE 2302 CURAN CRISIS

PURFQSZ, SCOPE, AND METHOD OF ANALYSIS

1. This analysis is 2 part of a larger examination of
command and control aspects of the 1962 Cuban crisis. The
overall study also includes historiographic, procedural and
organizational analyses. The purpose of the present func-
tional analysis of information flow 13 to deflne more clearly:
(a) the actual role played by Joint Staff oifices; (b) the techni-
cal or funetioral nature of crisis operatiens; (c) the limitsticns
and constraints on staff office operations; (d) the size and
nature of the staffing effort required; and (e) the amount
of time and effort expended in fulfilling required functions.
This study is not intended to evaluate the adequacy of Joint
Staff operations, but is intended to provide information
which may be used by the Joint Staff in making their own

decisions as to the adequacy of thelr procedures.

2. This functional analysis also seeks to develop detalled
information concerning the nature and characteristics of the
Joint Staff functicns performed, one major purpose being to
allow comparisons in several different types of crisis situa-
tions. For this purpose, this study provides lists of tre
staff functions performed, the information-processing re-
quirements, the transmission and handling time for telegraphic
message traffic, and the levels of decision and approval for
the staff actions. Similar lists already have been developed
for the Dominican Republic crisis of 1961,-1 lists relating

1¥SEG, ‘A Functional Lnalysis of Joint Staff Involvement in
the oJuine 1551 Deminican llepublic Crisis, - 25 September 1962,
TOP SEZCRET. :
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to the Laos crisis of 1960 to 19611 are in éreparation. The
purpose of this research is to provide a broader perspective
from which the Joint Staff can isolate desirable and unde-
s<ipable features of its own organization and procedures
established to ready the Joint Staff for various kinds of

crisis situations.

3. The primary data that have been made available for the
functional analysis of the Cuban crisis consist of the Joint
Battle Staff (Joe) files: (a) 4,000 telegraphic messages in
incoming, outgoing and subject files; (b) daily listings of
major actions under consideration and previously taken, re=
corded in a Master "heck List with some supporting comments;
(¢) miscellaneous Directors' memoranda and working papers;
and (d) JCS Cuba "Greens". 1In addition, records and chro-
nologies which reflect the supporting actions taken by the
Army, Navy, and Air Force have been made available by the

Services.

4, Records of informal communications -- such as tele-
phone conversations, direct verbal instructions, and infor-
mal working papers passed to and from the JBS and other
Joint Staff offices -- were not made available for incor-
poration into this analysis. It must be expected, therefore,
that if the details of actions taken by informal means of
comminication were kncwn, scme conclusions drawn from
analysis of those formal records which were made avallable
might have to be modified., Furthermore, references 1n
messages filied by the JBS have led to the location of 42
additional pertinent telegraphic messages not contalned in

the JBS files, indicating that a larger body of message

1
WSEG, C-I MNo. 2, Enclosure: "Telegraphic Message Traffilc
Summary," TOP SECRET.
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traffic than the one researched ma& exist.:'It 1s known
that at least a few EXCLUSIVE JCS-In and -Out messages ware
raver released to the J33 or incorporated into the J-3

records.

5. Information flow research has involved analysils of
sach type of available data to indicate: (a) the purpose
of each piece of paper; (b) the subject matter; (c) the type
of staff action involved; (d) the office performing each
action; (e) the time required for action; and (f) the pat-
tern of coordination, dzcision, and approval. Abstracts of
_this information have been integrated into summary tables
. in ofder that the findings cculd be presented in meaningful
iform. In performing this functional analysis, three aspects
. of information flow were selected for additional detailed
. critical review. Supplementary studles of delzys in message
traffic routing and of Master Check List operations have
been made. In addition, an attempt has been made to inte-
grate all types of data developed on the handling of staff
actions concerning the subject of Air Defenses. This has been
done in order to illustrate how the types of findings developed
through functional analysis of information flow can be applied to

planning for meeting future Joint Staff erisis requlrements.

6. In view of the length of time required to review and
classify each piece of paper in the JBS files and the large
number of pertinent messages avallable, detalled analysis of
the telegraphic message flles has been confined to a sample
of approximately 1,600 messages originating between 16 and
28 October 1962. This sample includes all messages filled
by the augmented Cuban Watch, beginning on 17 October, and
all messages filed during the first week of Joint Battle

Staff operations. (The personnel and the filles of the

En~losure C
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augmenc%d wateh becanme thé nucleus!of the Battle Staff when
it was activated.)l All other available data have bteen rc-
searched through at least this same time period. where
necessary, additional data have been researched through a
subsequent time period corresponding to the life of Joint
Staff Cuban crisis ovnerations, which terminated on 6 Decem-
ber 1962. These data include total telegraphlc traffic
counts, actions concerning JCS "Greens®, and actions relafted

to Miscellaneous Staff Memoranda.

7. The pericd analyzed in detail {16 through 28 Cctober)
was in many ways phe crucial period of Joint Staff Cuban
crisis operaticns. Major procedural and functional problems
were faced and largely solved in this period. The tenor of
staff activity was distinct during this period, since it was
on 28 October that the Soviets agreed to U,S. demands for
the renmoval of their offensive weapons from Cuba. There-
efter, there was a rapid decrease in the probability that
U.S. military action more drastic than the quarantine would
be required. Selection of the period 16 through 28 October
for intensive analysis alsc permitted an examination of the
effects of security requirements on Joint Staff activitles
under two different types of conditions. Prior to the Presi-
dent's 22 October public address, during the week 1n which
most political decisicns concerning the U,S, response to the
crisis were made, special security'restraints concerning
military preparations were in effect. After the President
spoke, security aspects of Joint Staff operations reverted

to their normal pattern.

1For more detail on the augmentation of the Cuban Watch and
the phase-over to Joint Battle Staff operations, see Enclo-
sure B, "Procedural Analysis of J-3 Command and Control
Operations."

Enclosure C_
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8.'The body of data developed in this functional énalysis
i3 presented in two Appendices to this Enclosure; the re-
sults, in the form of Summary Observatiocns, are presented
immz=diately below. Appendix A is the detailed analysis of
information flow for the period 16 through 28 October. It
consists of a review of the salient characteristics of over-
2ll message traffic flow, followed by specific analyses of
the incoming traffic which furnished the basis for Joint
staff actions, the Joint Staff actions themselves, and end-
product JCS-Cut messages which resulted from the various
Joint Staff acticns. Appendix B examines the seiected
aspects of information flow mentioned previously, including
analyses of delays in message traffic routing, staff prepa-
ration and use of the Cuban operations Master Check List,
and a staff action-requirement analysis of Air Defense prcb-

lems,

9. Summary observations concerning the scope and nature
of Cuban crisis operations within the Joint Staff, as re-
flected by the research into 1nformétion flow, are presented
below. It must be emphasized that these observations are
based primarily on data contained in the Joint Battle Staff
files. Certain other categories of relevant data -- tele-
phone traffic, reconnaissance and intelligence message flow,
and action papers held in Action Officerst' personal flles --
have been utilized only indirectly. References to such data
contained in the Joint Battle Staff files have been taken
into account, although the actual data were not released for
inclusion in this analysis. The following summary observa-
tions are grouped under headings corresponding to those
sections of the Appendices from which the observations were
derived. Thus, the headings indicate where the details on
which the observation is based are presented.

Enclosure C
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SALIENT IINDINGS

10. 4t the beginning of the crisis, extreme security restric-~
tions precluded normal utilization by the JCS of the staff-
support capability of the Joint Staff 1n generating the required

initial military planning and operations..

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

cerlsis occurred.,

12, The informational value of the Master Check List for
staffing purposes varied in kina and over time: +the listing of
"Actions to be Considered" was of utmost usefulness at first,
but decreased rapidly once the initial JCS directives had been
issued; the record of "Actions Taken,'" although misleadingly
incomplete, was nevertheless the only source of some informatlon

required in staffing.

o

« [
3

15, To compensate for prevalling information-flow delays, Joint
Staff efforts to keep abreast of developments depended on fleld
commanders! estimates and expectations as well as on thelr reports

of what had in fact already occurred.

Enclosure C
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17. The greatest demand for staff support occurred immediately
following issuance of initial JCS directives to implement action

in the field and primarily involved requests for amplification.

C
=

18. Special channels to limit distribution of messages, egtab=-
lished in the first days of the crisis for security reasons,
proved difficult to change after security was relaxed. Some
results were: (a) that information contained in key communicatlion
between field commands was sometimes received by the JCS days
late via readdressed copies; and (b) in the case of the . Joint
Bastle Staff, full background informaticn on early developments

was never received.

o[

20. Although the Services had primary responsibllity for force
following and performed it for the Office of the Secretary of

Defense, the Joint Staff was instructed also %o follow in detail

the movements of U.S. and Soviet forces for the JCS.

21, Owlng to variations in the kind of information submitted
by the CINCs in response to DEFCON orders, 1t was not possible
to determine from some of their reports whether the required
DEFCON had indeed been achieved.

Enclosure C
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! SUMMARY OBSERVATIONS

FROM ANALYSIS OF OVERALL MESSAGE TRAFFIC FLOW

22. On 17 October, the Joint Staff formally acknowledged the
existence of the Cuban crisis through the establishment of an
augmented Cuban Watch. On 22 October, this augmented Watch
became the Cuban Battle Staff, The periocd from 16 through 22
October was the phase of the crisis during which the highest
echelons of national decision making were considering alternative
courses of action and developing the details of the U.3., response.
It was a period marked by extreme security precauticns within the
Joint Staff. Much of the incoming message traffic was closely
held by a Joint Staff group especlally cleared for starffing Cuban
operations. "Hot" action messages were hand-carried by generai
offlcers, and many messages were held 1n action officers' perscna.
files, so that regular Watch and Battle Staff personnel did not
have access to them., Some of these messages were later placed

in JBS flles; others never were,

23. The message distribution, flling and retrieval system
supporting subordinate staff operations did not meet the require-
ments imposed by staff functions in the emergency. This inade-
quacy seriously limited Battle Staff capabilities, As has been
mentioned already, the initial flles turned over to the Battle
Staff on 22 October were incomplete. Moreover, high-echelcn
staffing continued thereafter and prevented normal file build-up.
Ultimately, afterlmost of the message traffic began to be made
avallable to the Battle Staff, two methods of filing were used,
Initially, a2 master file was set up by message Date-Time Groups
(DTGs). Files classified by subject and/or message source were
subsequently attempted, The subject flle resulted in messages
being flled under the first subject staffed, making it extremely

dlfficult tc relate a message containing other subject matter to

Enclosure C
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a second action subject, There were very few cases where
messages were filed by both DTG and subject, or by more than one
subject. The messages filed by DTG before the subject flles were

established were never incorporated intc the subject flles.

3

FROM ANALYSIS COF INCOMING MESSAGES

25, More than two-thirds of the Cuban messages received by the
Battle Staff were messages directly addressed to the JCS, as
distinguished from Informatlon (Info) Copies. Eighty-one percent
of the messages directly addressed to the JCS were reports con-
cerning the status of forces., Intelllgence, operational readi-
ness, and force movement and change-of-operatlonal-control (cHOP)
reports to the JCS were overwhelmingly direct addressings, The
JCS was informed on &ll other staff area subjects by at least as
many Info Copy reports as direct addressings. Sixty percent of
a1l direct addressings other than status of forces reports were
requests for JCS assistance, and more than half of these were for

approval of specific proposals of action by commanders in the

field.

Enclosure C
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26. Ceptain relationships between the Joint Staff and other
offices are apparent in the interchange or telegraphic messages.
For example, most subdivisions of the Office of the Secretary of
Defense (0SD) were usually quite careful to pass on 0SD infor-
mation to the CINCs via the JCS. The Office of the Secretary of
Defense, Assistant Secretary of Defense (Public Affairs), was the
only OSD office to address messages directly to the CINCs, rather
than using the regular procedure of requesting the JCS tec pass

on their information. I

-

27. Six-hour SITREPs were required of all CINCas directly con-
cerned or indirectly affected by the Cuban situation, 1n order
that the Joint Staff could be kept informed of developments on
a timely basis. Normal precrisis reporting procedures estab-
lished for the CINCs did not satisfactorily inform the JCS of
developments on certain subjects in the Unified and Specifled
Commands. Special procedures were devlised for reporting on
airlift capabilities, special movements of forces, and extreme

concentrations of aircraft on alr bases. I

a1

28, The prime purpose of addressing Info Copies of messages
to the JCS was to inform the JCS of actions taken or coordinaticon
effected by fleld commanders responsible for implementing JCS~-

directed actions., Info Coples sent to the JCS contalned vital

Enclosure C
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information of difect interest to the JCS. Such méssages required
ag careful a screening on receipt by the Joint Staff as did most
messages addressed directly to the JCS, in order to get them
quickly into establlshed channels for use of incoming information.

5 . .

i
‘.
\
?

|'The review procedures applied in the fleld to determine

requirements for readdressal thus seem to have been well worthwhi:

2¢. The initial orders given by field commanders 1n response
t6 JCS directives were glven limited distributlon in the field,
in order to minimize potential "leaks," and there was an unusuall:
small number of coordinating messages passed between subordinate
theater forces. Much of this message trafflc, necessary to Joint

Staff knowledge of the reactions of theater forces to JCS direc~

tives, E
_ ' Even after

relaxation of the special security measures invoked prior to 22
October, the channels established prior to that time to minimize
message distribution in the field proved hard to break. The Join-

Staff continued to receive key informationy

I

establishing criteria and procedures designed to make the JCS a
direct or Info addressee of many types of messages which, at

present, do not automatlcally include the JCS in the 1list of
initial recipients.

3.;;.1;
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FROM ANALYSIS OF JOINT STAFF CUBA ACTIONS

31. The largest volume of incoming messages containing require-
menta for JCS actlon or guildance was received immedlately followlr
transmission to the field of initial JCS directives concerning
the nature of the U.S. response to the crisls. These incoming
messages resulted in the largest requirement for staff work 1in the

Joint Staff of any period of Cuban crisls operatlons. ‘

Enclosure C
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33, .t least five JCS 1Greens’' concerning Cube . were in some
phase of staffing every single day from 19 October through 4
December 1662 (i.e., for the entire life span of the Battle Staff
and augmented Cuban Watch). The peak staffing effort for JCS
"greens” was on 25 October with twelve in the staffing process.
Seven J-3 Staff memoranda concerning Cuba were completed on 25
chober, along with the greatest number of miscellaneocus staff
memoranda produced on any one day. Both JCS "Greens" and Joint
Staff memoranda provided essential background for follow=up staff
actions after JCS orders were given. Early distribution of these
data was as important to the Battle Staff as early distribution

of the JCS outgoing messages glving these orders,

34, The Operations Directorate (J-3) had the largest workload
of all staff offices in terms of: (a) numbers of JCS-Out message
drafted; (b) numbers of staff memoranda written for the JCS per=-
taining to actions required; and (¢) numbers of JCS "Greens'
drafted. Outside of intelligence operations, operations of the
Special Assistant for Counterinsurgency and Speecial Actlvitles
(SACSA) were the most highly gsecured and generated the largest

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

FROM ANALYSIS OF JCS=OQUT MESSAGES

35, JCS-Out messages reached a peak for the entire crisls on
22 October with 28 messages sent concerning Cuban operations.
A total of 75 JCS=Quts originated during the period 21 through
23 October. This total was 50 percent higher than the total for
any other three-day perilod during the crisis, and 1t was about

double the daily average for the week preceding the crisis. More

Enclosure C

prai=e= o - 13 -




iR

) . ) . ' |
than three-fourths of all JCS-Out Cuba messages throigh 22 Cctober
were classified TOP SECRET. On 23 October, the proportion of out-

zoing TOP SECRET messages éropped to one-third of the total and

continued thereafter at about fthis fraction.

36, Several security problems were brought to the attention of
the JCS for decisions. One arose.concerning the "release of
special intelligence planning information" for use at the alr crew
level in connection withL j In another, MATS use of
normal flight plan and movement messages in connection with
eclassified airlift operations required approval by the JCS.
Although the Joint Staff may éxpect these types of problems
involving security to occur again in many types of possible future
crisis situations, it is probably best to plan for clearing each

one on an ad hoc basis as such problems arise.

37. Through 23 October, only slightly more than one~half of the
Cuba JCS-Out messages were drafted by the Joint Staff action
personnel (subordinate to the Directors) who usually are responsi-
ble for preparing such drafts.‘C Ipercent of the messages were
drafted at the Director level or above, with the Director.of the
Joint Staff personally drafting thejc ' J
With the relaxation of special securlty precautlions on 23 October,
normael staffing procedures began to be applied, although personnel
from the Office of the Chief, Naval Operations (OPNAV) drafted
most JCS messages pertaining to the naval quarantine, However,
even after formal staffing became the norm, because of the very
high level of "approval" needed for most JCS-0ut messages con=-
cerning Cuba, staff officers' knowladge of the JCS actions taken
was extremely limited., This problem arcse because there was no
procedure for timely feedback from the office where the JCS
remained in nearly continuous session (the Gold Room) to the

action officers who delivered draft messages to the door,

Enclosure C
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;Interviews indicate that usually zction officers nhad difficulty
determining whether changes were made in their message drafts or
whether the messages were sent at all, Often conrfirmation of JCS
action was obtained by the Battle Staff when a hard copy of an

Qut message was distributed through normal channeis.

o
I

]

FROM ANALYSIS CF MESSAGE TRAFFIC ROUTING DELAYS

39.C
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FROM ANALYSIS OF MASTER CHECK LIST OPERATIONS

L2, The Master Check List (MCL) of "Actions to be Considered"

was extremely useful for the initial implementation of almost all

Enclcosure C
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actions ordered by the JCSf Tts userulness decreased Very rapidly
for further staff actions after implementing orders were sent,
Thisz should be expected, because subsequent theater requirements
are bound to be those which were not anticipated; otherwise, the
implementing actions would have provided for them. After about
three days of Cuban crisis operations the nature of these MCL
listings changed'from specific JCS agenda items to much more

general agenda ltems for staff consideration.

43, The MCL 1listing of "Actions Talken" served as a general
reference paper for keeping members of the Joint Staff up-to-date
on the overall plcture. It was far -ess useful as an action-
followilng log. It was of 1imited usefulness to Battle Staff and
action personnel because: (a) listinzs were often included
several days late; (b) many actions falling in the same categories
as the types recorded were not listed; and (2) only certain types

of Joint Staff actlons were recorded,

FROM ANALYSIS OF AN APPLICATION OF INFORMATION FLOW RESEARCH

44, Empirical evidence cbtained through the analysis of infor-
mation flow can assist in the development of check 1llsts for
possible future crisis operations. Such research can particularly
polnt up those procedural and planning requirements which, 1if
staffed in advance, may obviate many days of coordination with
agencles external to the Joint Staff, should the same problem area
arise in subsequent crisis situations. Cuban crisis alr defense
actions have been analyzed in this study for development of such
check 11sts. External coordinations are shown to be the most
time-consuming staff functions. Examples of important potential
advance coordinations include Federal Aviation Agency preparation
of air regulations for establishment of Military Emergency Zones
(MEZs) and development of plans for Security Control of Zir

Traffic (SCAT Plans).

Enclosure C
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APPENDIX A TO ENCLCSTRE C

DETAILED ANALYSIS OF THE CRUCIAL PERIOD
7% THA0UGE =0 _OCIOEER

1. This Appendix presents the results of a2 functional
analysis of information flow in the Joint Staff during the
crucial period of 1962 Cuban crisis operatiohs. First, an
overall picture of the magnitude of information flow 1is
presented, based on an evamination cf telegraphlc message
traffic. Incoming messages are then examined in detail, sep-
arating for analytical purposes.messages-directly addressed to
the JCS from messages passed to. the JCS as Information Copies.
Joint Staff actions resulting from incoming informatiocn are
next reviswed and analyzed, based on an examination of staff
action memoranda (e.g., J-3Ms) and JCS "Greens." Finally,
end-product JC3-Out messages are examined, first from the
point of view of subject matter, and then as 2 source of
data on the staff functions of message preparation, review
and approval., Critical observations are included in the
text as sudbjects arise. Summary cbservations found in Enclosure

¢ are not repeated here,

OVERALL MESSAGE TRAFFIC FLOW

2. The scale of Joint Staff activity in crisis operations
is Gependent upon the nature and magnitude of information
flow. This sectlion willl examine the magnitude of informa-
tion flow as reflected by incoming and outgolng telegraphic
message traffic filed by the augmented Cuban Watch and the
Joint Battle Staff (JBS). Although telephone traffic proved
not to be researchable, it is the opinion of JBS members
that the following analysis fairly represents the shape of

cutzan erisis activity in the Joint Staff.

Appendix A to
Enclosure C

JE.TY T 23 -

PSR



R

3. There was no one cgmplete JBS "master file" of JCS
incoming or outgoing messages, and &as & result it has been
impossible to assure a complete message count. Inconming mas-
sages were filed by the JBS in JCS-In folders, in folders
grouped by CINCs, and in action folders held by individual
staff officers. 'hen only one copy of a message was avail-
able for filing, the file category into which 1t was placed
was somewhat arbitrary, differing from action officer to
action offlcer and.from day to day. A complete cross-
referencing of all JBS files released for study was prepared
in the course of performing this analysis of information
flow, However, a complete set of the files maintained by
action officers was not available for incorporation inte the
eross-reference index. Furthermore, it is known that some
messages were never received by the JBS. Nevertheless, the
bulk of the messages received by the JBS appear to be filed
in JCS-In, JCS-Out and CINCLANT, CINCSTRIKE and CINCARIB

folders, from which the following message counts originate,

4, A further complication in making message counts lies
in deciding what traffic was "Cuban." The JBS itself had
difficulty in cases where CINCPAC and CINCEUR operations
might or might not be affected by preparations for{:_

j:] Many messages were filed and later marked "NOT

CUBA". The general inclination of the JBS seemed to be to
include, rather than exclude, questionable subject matter.
For the purpose of this study, all messages filed are counted
as Cuban traffic unless specifically marked otherwise by the
JBS.

5. Prior to the President's announcement of U.3. plans
for the quarantine on 22 October, much of the message traf-
fic was very closely held by a Joint Staff group apeclally
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cleared for handling Cubéﬁ operaticns. The extent <0 which these
messages, held by various individuals and groups within the Joint
Staff prior to clearance to the JBS for access to Cuban traffic
were turned over to the JBS is unknown. The extent to which
access to other types of Cuban information was denied is also
uniknown. However, 42 messages referenced in JCS-Out and ~In
messages but not in JBS files have been found in J-3 Research,
Records and Analysis (R&R) files, indicating receipt by the Joint

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

3 N :

|

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

Cuban Watch.

lFor a more detailed deseription of procedures which were
followed by the JBS for processing message traffic, see
Enclosure B, "Procedural Analysis of J-3 Command and Control
Operations," Appendix A, "Processing lMessage Traffic.”

2Memo for Secretary of Defense from Director, NSA, Subject:
"Program Change Proposal for CRITICOMM System Improvement,"
29 April 1963, SECRET.
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8. It is apparent from Figure 1 Ehat incoming Cubanicrisis
message traffic peaked on 25 QOctober, with daily trafflec to the
JBS exceeding 130 messages Der day from 22 October through 31
QOctober, Figure 1 is pelieved to represent fairly accurately the
relative trarfic load on the J3s. However, it does not represent
the relative worlkload 2n any particular staff office or on the
JBS, since the nature of the incoming trafflc changed consider-
ably between the 23rd and 25th of October. The effect of this
change on the JBS will be discussed subsequently'(see paragraphs
18 and 19 below). DBy contrast, JOS-0ut messages peaked on 22
October, with initial phase orders concerning Cuban crisis
planning., The nature of these messages also changed after 23
October, as unanticlpated requirements became the rule rather

than the exception.

Origin and Receipt of Cuban Crilsis Message Traffic

9., The shape of the crisis included a build-up phase (through
23 October), a peak phase (thrcugh 30 October), and a long
tapering-off period (while the U.S. was assured of Soviet
intentions to remove offensive weapons from Cuba.).l The followling
discussion of the crucial period first examines the build-up
phase.2 In Table I, the number of messages concerned with Cuban
operations originating in each six-hour perlod 1s recorded for:
(a) incoming messages addressed to the JCS (sometimes referred to
as "Action' messages, sometimes "JCS addressed" messages, some-
times "JCS ADDEE"); (b) incoming messages passed to the JCS as
"Info Copies"; and (c) messages originated by the JcsS (i.e.,
"JCS-Outs").

lSee Enclosure A, "Historical Analysis of the Substance of
Command and Control Actions, Their Clrcumstances, and Their
Implications.”

2For' a discussion on the formulation of U.S., policy in response
to the Soviet move in Cuba, see Enclosure A, op. cit., Chapter
ITI, "The U.S. Decision.”
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TABLE I, Origin cf Cuban Crisis Messaze Traffic'.

NUMBER OF MESSAGES ORIGINATED

ekt Jos
Incominz- Incoming-
DATE Z-TIME Direct Info JCS Period Daily
OCT. 1962 PERIOD Addressee Ccopy out Totals Totals
17 Prior to 3 6 3 12 12
2400
18 0-0600 0 o) 0 0
6-1200 0 0 0 0
12-1800 2 4 1 7
18-2400 1 5 3 g 16
19 0-0600 1 4 0 5
6-1200 2 4 0 6
12-1800 2 2 3 7
18-2400 3 g 11 23 41
20 0=0600 3 5 2 10
6-1200 1 0 0 1
12-1800 9 3 4 16
18-2400 4 9 0 13 4o
21 0-0600 7 12 8 27
6-1200 3 2 3 8
12-1800 6 7 I 17
18-2400 8 7 11 26 78
22 0-0600 15 13 4 32
6-1200 10 2 3 15
12-1800 9 17 9 35
18-2400 36 22 12 70 152
23 0-0600 38 27 9 TU
6-1200 8 13 1 22
12-1800 18 5 3 26
18-2400 20 26 8 54 176

TOTALS 209 204 102 515 515

10. This table indicates that during the first week of
Cuban crisis coperations, approximately four messages were
received for each one that went out from the JCS. The num-
per of JCS addressed incoming messages received was approximately
the same as the number of JCS Info Copies arriving. However, the
trend was from 2 relatively small percentage of incoming traffic
peing directly addressed to "Jo8" in the first few days to a defi-
nite majority on the 22nd and 23rd of October, The relative load
on the Cuban Watch, with a more than tenfold increase in message

traffic between the 18th end 23rd, is apparent.
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11. It is very difficult to relate'actual oﬁigin of message
tpraffie described above to receipt of messages by Joint Staff
action offices. Analysis of this relationship in this study
must be based on time of receipt of messages wnich were subse-
quently entered into JBS files. This is a very important proviso.
It 13 known that once the JBS has given more-or-less carte blanche
access to Cuban crisis traffle, approximately at the time of the
President's speech (2300%, 22 October), advance copiles of incoming
tpaffic were almost invariably routed to the Current Actions
Center (CAC). It is also known that up until 23 or 24 QOctober,
an unknown number of advance copies were picked up by “Cuba
Committee" members and hand-éarried to senilor Joint Staff officers.
with no further access (1if any) to the JBS members or to anyone
else in the CAC. Many of these advance copies of messages never
got into JBS files., Some were reviewed briefly by the Chief of
the CAC, some were copied and held for the JBS filles, and others

were first seen when hard-copy distribution was made.

12. Insofar as incoming messages were concerned, this problem
was largely resolved by the 24th and 25th of October. By that
time it was recognized that the JBS should have access to advance
coples on receipt in order to be able to perform those staffing
funections it was being asked to fulfill, However, the probliem
as it pertained to JCS-Out messages not staffed (drafted or
coordinated) by the JBS continued for a consilderably longer
period, The result is that JBS Cuba files are a mixture of ad-
vance copies, thermofax prints of advance coples, and hard copiles

of messages.

13. Only 54 percent of the message file copies for this period
are stamped with "Time Received JWR," Therefore, the ''Time
Received JWR" has been approximated for unstamped messages under
the assumption that there was the same statistical distribution
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for unstamped copiles as for stamped copiles of the same type.

(Their distributions are examined in some detail in Table IZ

velow,) ZEstimates of minimun time possible for receipt by the

JBS, based on the time messages were received in Washington

Communication Centers, are attempted in the study of routing

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

of receipt in Washingtoen, and Army hard copies, which sometimes

record the time advance coples were forwarded, have been examined.

These times are of scme importance in analyzing the speed of

Joint Staff reaction to requests from the fleld.

[’— TABLE II. Time Lag From Origin of Cuban Crisis

Message Trafflc to Receipt by JBS

(For Messages Logged 17 to 23 October 1962)

R Jcs
INCOMING=  INCOMING=-
DIRECT INFO Jcs
MESSAGE TRAFFIC ADDRESSEE COPY QUT-
p——d

14, The data that are available in JBS flles with regard to

time lags between origin and receipt of messages are summarized

in Table II above,

15, These data form the basis for the approximations presented

in Figure 2, The very long time from origin to receipt of the

glowest Info Cop& is due to readdressing of a message after

Appendix A to
Enclosure C

i RORE - 30 -




(34018 Juiof up idiaoay jo awn) Yum paiodwo)
wbl jo awi]) sisD) vognd JO HDIS 1D dn-p|ing d1jjo2] 2bDssaW °Z NDOH

(aW11 NTNZ) 2961 ¥380100 — 31vd

FIGURE 2

TO

APPENDIX A
ENCLOSURE C

DRAFT 2

2-4-63-1




i IR

repeipt to inelude. the JCS. Eight such messagés were not re-
afdressed to the JCS for more than 48 hours after receipt. (A
memre detailed study of readdressed messages will be made when

"Info Copiles' are discussed later in this Appendix.)

16. The time~of-receipt data in Figure 2 were compiled on the
a2ssumption that the time recorded on JBS file copies represents
+he time messages became available to the JBS., It therefore
peeomes a conservative extreme estimate -- L.e., it is almost
e=rtain that messages were avallable for JBS reference and use
;% the times recorded. Some unknown fraction oI message traffilc
we avallable, at least to some extent, at earlier times since
g@ivance copies usually were available between twoc to four hours

pxdor to hard-copy production and distribution.

17 t

1

Meture of JCS-In Cuban Crisis Message Trafflc

18. It was noted above that the nature of incoming message
-traffic changed considerably between 23 and 25 October. Data

-pertinent to this change are included in Table III.
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TARLE III. MNature of JCS-In Cuban
Crisis Message Trafflc

NUMBER OF MESSAGES RECEIVED
(By October 1962 Date of Origin)___

1

lsee Enclosure D, "Analysis of Command and Control Functions of
the Service War Rooms and Their Interrelationship with Joint
Staff Operaticns,” Appendix C, "CNO Flag Plot."

2Joint Operational Reporting System.

3For a more detailed description of the preparation of SITREPs
by the JBS, see Enclosure B, "Procedural Analysis of J-3 Command
and Control Cperations,” Appendix A, 'Situation Reports (SITREPs ).
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INCCMING MESSAGES

MESSAGES WITH JCS AS DIRECT ADDRESSEE

20, Telegraphic messages addressed to the JCS prior to
29 October 1962 concerning the Cuban crisis and fi1led by the
JBS have been categorized by time of origin, office of origin,
time of receipt in the CAC (1t recorded), by message purpose,
by subject operation, and by staff area concerned, The
_details of classification are discussed below, along with
message counts within each classification.

Principal Offices Originating cuban Crisis Messages Directly
Addressed to JCS

21, Table IV indicates by date and primary offices of
origin the flow of lncoming messages directly addressed to
the JCS. All others sending 10 or more mesSsages to the JCS
are combined into one listing on this table, E 1
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With the exceptiori of mességes concerning L
. jonly 12 offices subordinate to CINCs
addressed messages directly to the JCS, and these all appear
to be in response to JCS orders or queries. Eighty percent
of all traffic to the JCS as a direct addressee, other than
that from offices subordinate to the CINCs, was from the
Service Chilefs, the CINCs themselves, and Department of
Defense (DOD)/JCS agencies (e.g., Defense Intelligence

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

Types of Cuban Crisis Messages to JCS as Direct Addressee

22, The types of messages sent to the JCS by each office
of origin are recorded in Table V, Message types have been
classified in terms of the purpose of each message, first
separating notifications to the JCS from requirements for

assistance.

23. Notifications consist of information reports to the
JCS: of orders given to subordinate commanders, of actlon
taken, of coordination effected, of the status of‘forces
(e.g., SITREPs and Status Reports (STATREPs )}, and of com-
manders' concepts of operations. The great majority of these
notifications are in response to orders from the JCS, elther
replying direetly to a JCS request for information or inform=-
ing the JCS of orders given, actions taken, or coordination
effected as ordered by the JCS. All of the notifications

classified as "Concepts of Operations” are responses of
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commanders te JCS request§ for gulidance as to their opinions,

preferences and prejudices prior to JCS planning decisions.

24, "Requirements cn the JCS" consist of messages specifi-
cally requesting approval of actlons planned in the fileld,
asking the JCS to take specific actions to support ccmmanders'
operations (e.g., ordering a2irlift), or asking for JCS guld-
ance or clarification with regard to JCS orders given or
implied. Actually, most of the messages classifled and
counted as "Requirements" contain information informing the
JCS of those aspeets of situation background which, in the
opinion of the sender, justify his case for stating the
requirement. To this extent, therefore, such messages are
also "notifications", but all messages laylng a speclflic
requirement on the JCS have been classified and counted only

as "Requirements,"

25, Table V indicates that 81 percent of the messages
addressed directly to the JCS were reports concerning the

status of forces in the field. I

J These force-following
messages made up the largest part of messages sent by every
office of origin except CINCLANT, Details concerning the
distribution of status of forces reports are presented in

Table XIX.

26. For all types of messages addressed directly to the
JCS other than status of forces reports, three-fifths were
requirements for JCS assistance, and €2 percent of these
requirements were for approval of specific proposals by com-

manders in the fileld. Requirements from offices ol origin

Appendix A to
Enclosure C

ganwereRET | -3

(o}
[

s Ay v e




SopmimerT

tallied ‘under “"Others" included one message from the Presi-
dent, with & request to pass on the President:s apology to
General Norstad (CINCEUR) for not bringing him in on vthe
early phase of Cuban planning.l CNO's one formal message

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

Key West Naval Air Station, previously asked for by CINCLANT.
Its intent appears tc have been primarily to make the request
a matter of record. More detailed discussion of requirements
will be deferred for separate analysis leading to Jeint Staff

actions and JCS response to these req_uirements.2

27. A few additional comments with fegard to notifications
to the JCS may be in order. It is interesting, from a pro-
cedural point of view, that four OSD-PA messages were noti-
fications to the JCS of orders given directly to the CINCs
concerning public relations. E |

]

Operational Subieets of Cuban Crigsis Messages Directly

Addressed to JCS

28. Table VI introduces the classification "Operational

Subject" of messages. This classification 1s intended to

T

2See.parasraphs 46 to 49 below,
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ISee Enclosure A, op. cit., Chapter IV, "Tmplementing the
Military Course of Action: The Flrst Phase," for a discussion
on deployments undertaken to support the President's program
of actiocn,
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Staff Area Sus_.ects oY Cuban Crisis Messa’es lirectly
TC

R SEES TV
FR T So3Ga U3 Juo

31. Table VII attempts to indicate the staff area most
directly concerned with the subject of each message directly
addressed to the JCS, and thereby, the Joint Staff office
(3-1, J-2, J-3, ete.) most concerned. More specific break-
downs were attempted for staff areas three throuzh five and
have been recorded in Table VII whenever more than two mes-

sages were counted in a subcategory.

32, Table VII indicates that almest half of all messages

reczived were intelligence reports.

- - : Three-

fourths of normal operations messages concerned readiness,
and movements and change of operational control (CHOPs) of
forces., Logistic support, policy and communicaticns mes-

|

sages followed in number received in that order. I

lpor an analysis of the naval‘aﬁ$rant1ne of Cuba, seg Enclo-
e . i

sure A, op. ¢it., Chepter V, Maval Quarantine,
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33. Thirteen percent of the messages concerning operations
were requirements on the JCS. These requirement méssages
made up 49 percent of all requiréments laid on Joint Staff
offices., Twenty-four of the 38 messages concerning opera-
tions planning placed requirements on the JCS. All of the
five messages concerning exerclses were requests to the JCS
to approve cancellation of exercises, More than three-
fourths of the 42 messages concerning loglstics were requests

for JCS assistance, as were 18 out of 36 messages concerning

policy.

MESSAGES RECEIVED BY THE JCS AS INFQ COPIES

34, One of the most important sources of information to
the Joint Staff as to what 1s going on in the field and for
general situational background is Info Coples of messages
passing between other military commands and other U,S, gov-
ermment offices. Such messages are often used by the CINCs
and Services to inform the Joint Staff that JCS‘orders are

being implemented or how guidance is beilng translated into

actions. o

25, These messages can be of considerable importance to

the Joint Staff,. l
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Origin of Cuban Crisis Messages to JCS as Info Copiles

36, Traffic in messages addressed to the JCS as Info Copies
during the initial phase of the Cuban crisis 1s recorded in
Table VIII by message originators, Forty-three percent of
these messages were sent by CINCLANT or his subordinate com-
manders, Traffic from USAF offices (including CSAF, MATS,
SAC and TAC) was the seccnd largest grouping, 20 percent of
the total. There was relatively even distribution of mes-
sages among the other CINCs and Services, In total, mes-
sages sent by 68 offices are on file for the first eleven
days of crisis operations. One of the facts of most interest
in this table is the relatively small number of State mes-

sages sent to the JCS for their information.

Types of Cuban Crisis Messages to JCS as Info Copies

37. Table IX presents statistlcs concerning JCS Info Copies
classified according to message type. The same categories
of message types were utilized in the preparation of Table
Ix as were applied to the statistical analysis of messages
directly addressed to the JCS.l However, the significance
of the categorization of messages as "requests" is quite
different. In this instance, JCS Info Copy requests are
requests from subordinate commanders to their immediate

superiors for approvals, actions and guidance. Unllke

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

ISee Table V, page 37.
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constitute requirements on the Jés. As far as the Joint
Staff is ccnecerned, then, the “"requests” tabulated in Table
I% are Simply notifications about the types of problems
being dealt with by subordinate commanders.

TABLE IX. Types of Cuban Crisis Messages
to JCS as Info Coples

______MESSAGE TYPE NUMBER OF MESSAGES
Orders Given 154
3tatus Reports 102
Coordination Effected 55
Requests for Actions : 28
Requests for Approvals 22
Actions Taken 19
Concepts of Operations 12
Requests for Guidance 10

Message Correcticn

-

TOTAL 443

38. It is apparent from Table IX that the largest category
of JCS Info messages are notifilcations of orders given by
subordinate commanders. Reports of Coordination Effected
are generally concerned with coordination of actions specifil-
cally directed by the JCS, Thus, they serve the purpose of
eliminating the preparation of a separate report to the JCS
that the coordinating action is being carried out. Status
reports passed on to the JCS as Info Coples are generally of
similar format and content to specific reports which the JCS
nad asked for from the CINCs. These status reports are sub-
mitted scmetimes in liéu of a separate specific report by

the CIN®, as are Info Copy reports of Actions Taken.
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Operétional Sublects of Cuban Crisis JCS Ihfo Copy Messages

33. JCS Info Copiles are tabulated in Table X by the opera-

tional subject of each message.

) —

TABLE X, Operational Sut Jects or Cuban Crisis JCS
Inio Copy Messazes (O to 28 October 1362)

!
!
|

""'l

40. The table indicates that the subject of the largest

number of messages was‘ _ IMore than

one-third of the Info Copy messages concerned preparatlons
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for implementing L ' Lo _: Messages

scncerning air cefense cperations are the only cther group

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

traffic.

—

Staff Area Subjects of Cuban Crisis JCS Info Copy Messages

— M.E

r©

-

1

Readdressing of Cuban Crisis JCS Infc Ceopy Messages

43, Twenty-one percent of the initial phase JCS Info Coples
filed by the JBS were not originally addressed %o the JCS.
These messages were elther readdressed to the JCS by one of

the message recipients or forwarded from one of the Service

Appendix A to
Enclosure C

POT SR TN

c— - 49 -



Py

gafussap Adon ogzul €I SISTIH urqnd Jo sidalfang vaxy JIviS

‘"IN TV

Appendix A& to
Enclosure C




L e ™
LoB=PETrT™

‘ ' B 1 ' ‘
war rooms per JCS reguest throuzn message center S0Ps. The

sources of these readdressed Info Coples are shown in Table

XIT.
TABLE XII. Readdressing of Cuban Crisis JCS Info
Copy Messages (8 to 28 October 1962)
NUMBER OF MESSAGES
READDRESSING OFFICE READDRESSED TO JC3
Army War Room 28
Navy Flag Plot 27
CINCLANT 19
Alr Force Command Post 15
CINCARIB 1
CINCPAC 1
CINCEUR 1
COMFIFTEEN 1
TOTAL 93

4, These readdressed Info Coples were a very important
source of JBS (and JCS) informaticn. Four of the flve earli-
est messages (dated 8 to 16 October) concerning preparations
for Cuban crisis operations were readdressed to the JCs
after the augmented Cuban Watch went into effect on 18 Octo-
per. Two messages originating on 22 and 23 October were re-
addressed and recelved by the JCS on 25 and 28 October, at which
times they were still of enough interest to be immediately re=-
addressed by the JCS for transmission to the White House. Twelve
other readdressals were forwarded to the White House. prior to 28
Qctober. It appears that, in cases where readdressals were
required, procedures for getting certain key information from

the field to the JCS caused considerable delay.1

T
“Data on delays in transmission of messages other than read-
dressals dre found in paragraphs 122 to 128, d
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JCS-IN REQUIREMENTS MESSAGES

45, For the period through 28 Qctober, all JCS-In messages
in the JBS files placing requirements on the JCS, a3 well as
some additional incoming messages located through references
to them in JCS-Out messages, have been abstracted and clas-
sified as part of the analysis oI Joint Staff actions during
the Cuban crisis. These requirements messages have been
sorted by date, by office of origin, by operaticnal subject

and by staff area affected in the tables which follow.

Origin of Cuban Crisis Messages Placing Requirements on JCS

46. Table XIII indicates the sources of requirement mes-
sages by date of message origin. Requirements were placed
on the JCS by 18 offices, with CINCLANT responsible for
criginating half of the total. The peak of activity was
reached 22 Octobeyr, but more than 10 requirements for JCS
action originated each day from 19 through 24 October, The
G and 11 October requirements were staff actions underway
wnen the erisis situation broke and, like several later re-
‘quirements, were significantly affected by crisis operations
planning.l

Operational Subjects of Cuban Crisis Messages Placing
(jggquiremencs on JCS

47. Table XIV examines the operations which were subjects

C

1For a description of some of the problems imposed on the
Ccuban Battle Staff by messages requiring action, see Eneclo-
sure B, "Procedural Analysis of J-3 Command and Control
Operations," Appendix A, "Coordination of Staff Action.”
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Staff Area Subjects of Cuban Crisis Messages Placing

/

Hequirements on JCS

L

48. Table XV indicates the staff area affected by require-

ments messages for'l

J
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TOTAL INCOMING MESSAG
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49, In summing up information flow to the Joint Staff by
telegraphic messages,. & comparison of messages directly
addressed to the JCS and those received as Info Copies will
serve to point up the sources of Joint staff Zata. Slnce
receipt of the Info Coples involves significant delay over
recelpt of messages on which the JCS 1s a direct addressee,
the timeliness of data sources also is indicated in these
comparisons., Comparisons by the offlce of origin, by opera-
tional subjects, and by staff-area subjects are macde in

Tables XVI, XVII and XVIII, respectlvely.

fﬂgources of Incoming Cuban Crisis Message Traffilc

- 50.-E

o |

lSee Enclosure D, "Analysis of Cocmmand and Control Functicns
of the Service War Rooms and Their Interrelationship with
Joint Staff Operations."”
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TABLE XVI. Sources of Inccming Cuban
Crisis Message Trarfic
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Operational Subjécts of Tncoming Cuban Crisis Message Traffic

51. Similar relationsnips are evident in Table XVII, 1in

a. CINCAL, CINCNELM and worldwide operations were co-
ordinated almost exclusively by direct addressings to the
JCS;

b. Operations subordinate to major U.S. Cuban actions
vere coordinated chiefly through Info Coples to the JCS;
and

¢. Primary Cuban actions resulted in 20 to 45 percent

of all messages on these subjects being reported to JCS

by Info Copy.
OQut-of-pattern large percentages of Info Copies concerning
Tactical Air and European operatlions appear to be due to
CINCAFLANT's basic chains of command to CINCLANT and of
support to CSAF, and of a relatively large number of sub-

ordinate CINCEUR offices directly contacted by Washington

offices concerning Cuban crisis operations.

Staff Area Subjects of Incoming Cuban Crisis Message Traffic

52, Table XVIII indicates that intelligence, readiness,
and movement and CHOP reports, all to J-3 account for 81 per-
cent of all direct addressings to the JCS. All other staff
area subjects consist of at least as many Info Copy reports
as messages directly addressed to the JCs. If the assump-
tion that direct addressings keep the Joint Staff better
informed than Info Copies is valid, J-1, J-4, J-5 and J-6
were less 'current" on development§ connected with their
areas of responsibility than was J-3. The Operations Direc-
torate 1tself was less informed on planning and mission
assiznments in the fileld than they were on the status of

forces.
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Status of Forces Reports

53, The types of messages in terms of functions performed
oy the messages (e.g., authorizations, approvals, require-
ments, ete.) are not directly comparable between Direect
Addressiiu:s and Info Copies. However, in total, 63 percent
of 21l inccming messages were notiflcations concerning the
status and actions of friendly and potential enemy forces,
Most were formatted reports, and initlally, largely 1in the
JOPREP series. Early in crisis planning, JOPREPs were re-
quested every six hours to help keep the Joint Staff informed.
Additional six hour reports were ordered beginning 22 QOctober
o cover all movements concerned with Cuban crisis operations.
Other specilallzed reports were subsequently requested to
cover MERSHIP and Soviet submarine activity. A breakdown of
these categories of notifications received by Direct Address-
ings and Info Copiles is recorded below.

—

TABLE XTX. Status of Forces Reports i

—_—— Appendix A to

Enclosure C

..ol - 62-
Fop-SEemrT—




iR ET TRt S

S4, An attempt has been made in Table XIX to separate the
types of reports normally received and processed in the
Joint Staff from those specifically required by the Cuban
erisis situvation. It appears that the special erisis-related
reports neirly tripled the volume of reports zwvaillable to

the Joint Staff.

JOINT STAFF CUBA ACTIONS

55. The first half of this Appendix has been concerned
with the flow of information to the Joint Staff., The re-
mainder is concerned with Joint Staff actions taken and the
end-product results of these actions. No action records
per se haje been Aade avilable, s0© actiéns taken have been
deduced from various products of these actlons. Data ana-
lyzed include JCS "Cuba Greens", JBS records of miscellaneous

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

CU2A GREENS

56, Most of the short-term JCS Cuba actions requiring
formal staffing were reported in the 2304 series of JCS

papers.l

I'rhe 2304 series has been
individually reviewed, and a summary of each Cuba paper in

the series is tabulated at the end of this Appendix as

Annex A. This annex reflects the offlce requesting and the

office taking Joint Staff action, the time required, and any
action assigrment resulting from each paper of the JCS~-2304

series developed from 12 October through mid-December,

15ee Enclosure 4, op. cit., Chapter I, "Precrisis Military

Contingency FPlanning.
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57. Of the 53 JCS "Greens" summarized, 21 resulted in
formal submission to the Secretary of Defense for informa-
tion or action. Seventeen resulted in actien assignments
on Joint Staff offices, and seven in action assignments on
Service Chiefs. Eight of these JCS papers resulted in JCS-
Out messages, in most cases assigning action of some type to

a CINC.

58. The data available are too spotty to say much about
the requirement origins, staffing offices, or decision levels,
or to say anything meaningful about time required in the Joint
Staff. However, on the assumption that requirements were
received in chronological order, the number of actions being
considered in the Joint Staff (i.e., in scme phase of staff-
ing) has been graphed in Figure 3 to indicate the shape of
the Cuba "Greens" staffing effort over the duration of JBS
operations, High levels of activity are apparent for 22
through 29 October, on & November, and 14 through 20 November,
The fact that at least five JCS tgreens"” concerning Cuba were
in some phase of staffing from 50 October through 27 November

13 also of some interest.

MISCELLANEOUS STAFF ACTION RECORDS

59. As part of the JBS files, records of miscellaneous
staff actions were maintained. As for the Cuba "Greens®,
these records provide a source of data as to staff actions
required during the Cuban crisis. A review and tabulation
have been made and a summary for each paper 1s listed at the
end of this Appendix as Annex B. Of the 53 records maintained
1n this file, 36 are records of J-3 actions and eight are J=5
actions. Ten records are of actions concerned with staffing
in JCS-In messages and resultant JCS responses. Ten of the
J-3 actions resulted in "J=-3M papers" and 12 resulted in "J=3
Ops™ papers.
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t  60. An attempt was made to illustrate an expectéd increase
in J-3 memoranda during the periocd of greatest Cuba staff
activity by plotting J-3M numbers against time. The results,
however, were nearly a straight line over the months of 0Oc¢to-
ber and November 1962, Since the J-3Ms pertaining to Cuba
made up only about 5 percent of those 1ssued, the graph
appears to indicate that there 1s a nearly continuous equal

production of J-3Ms, This number 18 largely independent of the
"ormsh" actions of the moment., This implies that within J-3,

erisias situations change the subject matter but not the volume

of producticn,

JCS-0UT MESSAGES

61. JCS-Out messages represent & formal end-product of
Joint Starff azctions. Information has been received giving
the background on a situation, a requirement for staff ac-
tion has been sutmitted or implied, and the requirement has
been recognized within the Joint Staff. Staff action is
taken and a draft message 1s prepared, coordinated, approved,

and transmitted as a JCS-Out message.

62. Background information leading up to JCS-Qut messages
is received from many sources, one of which 1is the incoming
message traffic previously reported. Other sources include
formal support from the Services,'telephone calls, and brief-
ings and perscnal conﬁersations. These sources have not
been studied for Cuban crisis operations, and this paper 1s
donfined to analysis of the extent to which formal incoming

messages determined and affected JCS-Out messages.

s

63. A good deal of information with regard to Joint Staff
operations can be obtained from analysis of JCS.out messages.

The remainder of this Appendix will examine the nature of
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" staffing problems and actions resulting in JCS-Out messages,

as indicated by the messages themselves,

64, Flow of JCS-Out messages by date for initial phase
cuban crisis operations is examined in the next two tables.
Table XX examines Cuban crisls mes3age traffic relative to
total JCS-Out traffiec during the period.

TABLE ¥X. Cuban Crisis Message Traffic Relative to
Total JCS-Cut Message Trafiic (16 to 28 October 1962)

NUMBER OF JCS-QUT MESSAGES

Number
DATE Total cogggzging
OCTOBER 1962 JCS=-Cut Operations
16 10 1
17 19 2
18 18 4
19 38 14
e 20 9 6
21 28 26
22 45 28
23 35 21
24 41 21
25 32 12
26 39 17
27 24 18
28 20 16
TOTAL 358 186

65. This table indicates that Cuban crisis operations be-

came the prime subject of all JCS-Out traffic on Saturday,

20 Qctober.

Handling of preparations for Cuban operations

made up 93 percént of the Out messages the following day,
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as Joint @taff géneral offites begaﬁ a seven—déy week senior
staff Cuban Watch. The increases in JCS-Out messages on
Triday, 19 October, Monday, 22 October, and Friday, 26 Octo-
ber, do not appear to be even indirectly related to Cuban
operations. These traffic increases are probably normal

end-of-work-week and accunulated weekend Joint Staff busi-

ness.

66. Y

1

Addressing of JCS-Out Messages

67. Tables XXITI and XXIII are concerned with the offices
to which JCS messages were directed: to what extent they
were addressees, and on what subjects. As would be expected;
CINCLANT was by far the largest recipient of JCS-Out mes-
sages, being directly addressed on 56 percent of these mes-
sages, and kept informed of JCS actlions by Info Copies on an
additional 25 percent of the JCS-Out traffic. CINCONAD was
the hext largest reciplent of direct addressings, being
singlé or co-addressee on 25 percent of the JCS messages and
informed on 10 percent additional. CSAF was the second
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TABIE XXII. Addressing of JCS-Cut Messages Concerning
Cuban Crisis Operations (16 to 28 October 19562)

NUMBER OF TIMES ADDRESSED

PRIMARY As Single As Co- info
ADDRESSEES Total Addressee Addressee? Copiles
CINCLANT 150 62 4o 46
CINCCONAD 58 16 27 15
CINCSTRIKE 58 b 29 25
CINCPAC 53 10 28 15
CINCARIB 53 ‘ 13 28 12
CINCSAC 50 11 22 17
CSAF 70 4 32 34
cSA 60 1 o7 32
cNO 55 1 24 30
cMC 47 0 23 24

' Total Single Addressee.Messages: 130
Total Multiaddressee Messages: 56
Total Info Copy Messages: 146
Total "Exclusives': 9

Other Single AddresseeS: .

AMEMB Honduras (for Lt. Gen. Burns) - 1 message
USARMA Honduras "= 1 message
JUSMAG Madrid - 1 message
COMATS - 1 message
U,S. CINCEUR -2 ﬁessages
CJTF-8 - 2 messages

dtncludes 12 messages to all CINCs and Services.
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flargest informed office, reeelving either by:direct address or
Info Copies more than one-third of the JCS-Out messages concerning
cuba. CINCs CONAD, STRIKE, PAC, CARIB and SAC, and the Service
Chiefs of Staff were all informed on roughly one-third of the
Cuban Out traffic. The CINCs were generally direct addressees of
JCS~-0ut messages, The Services received a slightly larzer number

of JCS=-Out messages as Info Copies than as direct addressings,

68. Twenty offices in all were directly addressed on the
JCS-Out messages concerning the initial phase of the Cuban
crisis, and 43 other offices were sent Info Copies. Except
for one Info Copy to CINCAL and two messages to CINCEUR,
CINCs EUR, AL and NEIM were reclpients of only those mes-
sages sent "to all CINCs and Service Chiefs". Two of these
messages were among the nine "Exclusives" originated during
the period. All but one of the "Exclusives" were sent prior
to 22 October 0300, and were largely prompted by extra secu-
fity precautions imposed on the Joint Staff. Three of the
"Exclusives" were addressed "CJCS Sends". All were eventu-

ally released to the JBS except for two "SACSA Sends'.

69. Eleven of the twelve messages addressed to all CINCs
and Service Chiefs have been classified in Table XXTIII as
referring to worldwide U,S. operations. The other message
was worldwide notice of preliminary plans for the naval
"wlockade" of Cuba. Worldwide operations consisted of going
on DEFCON 3, instituting MINIMIZE worldwide, postponing the
HIGH HEELS II critique, allowing cancellatlon of exerclses
by the CINCs, and worldwide SITREPs for any area affected by
Cuban operations. One of these messages was of speclzl sig-
nificance from a procedural point of view, in that 36 minutes
after a TOP SECRET order to implement MINIMIZE went out, a

second message followed, downgrading the order to CONFIDENTIAL,
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Purposes and Operational Subjects of JCS-Out Messages

71. JCS-Out messages are classified in Table XXIV by the
types of messages sent and are counted by type for each ‘
operational subject. It 1s apparent that almost two cut of
every three JCS-Out messages required action by recipients,
being either Orders Given or Approvals of recommended actlons.
Notifications consisted of messages informing subordinate
commanders of actions taken by the JCS or Joint Staff to co-
ordinate fleld activities. These actions were usually in
response to a request from the field for alrlift or for
augmentation of forces or equipment by transfer from another
command. These coordinating actions were required moat often

in connection with preparations for invasion.

o
~
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73. Guidance requested was primarily in connectlon with

.

this extreme concentration of forces and their resulting
vulnerability. Although only eight messages were clearcut
disapprovals of actlons requested, several of the Approval
messages modified suggestions from the fleld, or approved
requests only in part. With the exception of guldance given
worldwide, the other ten Guidance Glven messages were in
response to specific requests for concepts of planned opera-
tions. Apparently,'moat'oflthe requests.from subordinate
commanders for clarifications of JCS-Out messages were han-

dled by telephone rather than by formal JCS~-Out messages.,

Staff Area Subjects of JCS-Out Messages

- 74, The Staff area subjects of initial phase Cuban crisis
JCS-Out messages are broken down by operational subjects of
messages in Table XXV. Fifty-four percent of the JCS-Outs
were in the J-3 area of operations, and 20 percent of the
JCS-Out messages concerned movements and CHCPs of forces.
All messages concerning the subject of air defense were in
the Staff area of Opervrations, and every operational subject
required at least one message in the J-3 area. L

o |
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Security Aspects of JCS-Out Messages

76. The last two messages referred to reflected security
problems arising in the initial phase of Joint Staff Cuban
erisis cperations. Table XXVI 1llustrates the high degree
of security reflected in classification of JCS-Out messages
concerning the initial phase of this crisis,

77. Up until 20 October, two-thirds of the Out messages
concerning Cuban operations were classified TOP SECRET.
This percentage increased until 23 October, when it dropped
to one-third TCP SECRET after the President's address.
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TABLE XXVI. Securlty Classification of JCS-Out °
Cuban Crisis Messages:

‘ NUMBER CLASSIFIED AS
DATE TOTAL TOP CONFI- UNCLAS-
OCT. 1962 JCS-0UT SECRET SECRET DENTIAL SIFIED"

16 1 1 -- -- -
17 2 1 1 -- -
18 4 3 1 - -
19 14 9 3 2 -
20 6 4 1 1 --
21 26 21 3 2 -
22 28 23 2 3 -
23 21 8 10 1 2
24 21 6 11 3 1
25 12 5 4 1 2
26 17 3 4 il
a7 18 ) 10 2 -
28 16 5 6 2 3
TOTAL 186 95 , 58 21 12

Staff Preparations of JCS-Out Messages

78. Tables XXVII through XXIX are concerned with some of
the staffing functions performed in the generation of JCS-
Out messages concerning Cuban crisis operations. These
tables and accompanying discussion reflect information
recorded in the messages themselves: who "sent" the message
(1.e., directed that such a message be sent), who drafted
the basic message which was subsequently accepted or modifled,
and who reviewed and approved the flnal draft for transmis-
gion. Further details of staffing, such as coordination
effected in developing the draft and obtaining approval, are
not normally recorded on the file copy, nor are records of
messages staffed in varying degrees put never sent. (For

| Appendix A to

Enclosure C

T oo -78 -




981 I

g0t

-~ O U \0
- ~
i [ T

O = M M QN I~ MW N VN R
— 0
1

—t
(18]

N -

—

~ 0 N WO I

QO

c

NN 0 M

OANM e~ N -

TVI0L
JJeis VVWS
JJeig vVSyS

J3eis O ¢

Jieas &

JJjeis fi-?

JJeas t-¢

Jjeis 1-r
JJeag AVN4O

OND
S0do
Soroo
gor Laeqauaosg
¥YS0vVS
S-r
h-r
e-r
sndaa
srd
sorod

TVIO0L

VVIWVS

VSOVS

9-r

G-r

f-r

€-r

SLaA

srd

sar

soro

A9 INAQ GEHIQHO SADVESIW J0 HEHHWAN

UIOIII0
(DNILIVHA)
NOLIOY

gaopusg oBmwesoy Ag ‘sofesssy STSTJIH ueqn) INO-gof I0J SISITIJO UOTIOV

‘TIAXX dTdVd

Appendix A to
Eneclosure C



i3]

“

e ek — s £e

NOIIVHAJO LOArdnNS NO JHLIVYA SHDVSSIW 40 HHEWNN

NOLLOV

gyosfqng TouoTwIsdp A ‘eafessol STITIY URqN) JN0-SOf JI0F SI90FTIF0 UOTV  *IITAXX ITEVL

Appendix A to
Enclosure C

- 86 -



A

a8t 8 8 €t 7t ot Oh £l TVIOL
T = = - - = - T YVYS
§ I T - - - c = fr vV80vs
8 - = T - = G - c 9-r
O = = T - - - T G-r
) - £ - - - 1 € h=r
1519 3 € t - wt 9 8 e-r
B < - - - 2 - € - SPaA
0 - - - - 2 € T sra
g0t L c L 6 L L2 2% sor
i - - - € - - I S0f£0
Teq0], sivaoadde pajssnbay pagsonbay U3ATD guotaeo gTeaoaddy UIATD HAANHS
=81d gga0day |souRpPIND BdUBPINY =TJTION 819pI0 ADVSSIEN

INIS FdAL HOVE A0 SHDVSSHW A0 HHEWNN
m Jopusg o3esesl Ag ‘ss9esssl STITID uBqn) ANO-§OL Jo gadi] “XIXX FIAVL

Appendix A to
Enclosure C

- 81 -

To

]




P R a o

e R e

these reasons, amoné others, the tables do not reflect the
welative worikload on staff offices 1n generating JCS=0ut

messages. )

79. Table XXVII indicates that 59 percent of the JCS-Cut
messages during the initlal phase Cuban crisis cperations
were drafted by the usual Joint Staff action percoennel (sizb-
ordinate to the directors). J-3 personnel were the princi-
pal action officers. J-4, J-5, J-6 and Special Assistant
for Counterinsurgency and Special Activities (SACSA) staff
personnel drafted similar numbers of messages, each handling
about one-fifth of the number of J-3 staff actions. There
were no J-2 actions on JCS~-Out messages recorded in JBS

files.

80. Approximately one-third of the JCS—Oup messages were
drafted by senior staff perscnnel at the Director level or
above. The Director, Joint Staff (DJS) wrote the largest
number of these, with the Vice Director, Joint Staff (VDJS)
and JCS Secretary also personally drafting significant num-
bers of JCS-Out messages., The remalning 10 percent of the
JOS-Outs were drafted by lower echelon personnel not sub-
ordinate to the Js or SACSA, and not in the normal staffing
chain (i.e., OCJCS, ODJS, OFNAV personnel). The JCS specifi-
cally ordered almost two-thirds of the messages to be sent.
Of the nine other offices sending out messages, J-3 was the
only one ordering more than 5 percent of the tota; traffic,

sending 20 percent.
&

81. Table XXVIII indicates the writers of JCS-Out messages
for each subject operaticn of the messages. No specific
categorization of responsibilities 1is apparent, except for
the CNO and OPNAV personnel writing only quarantine messages.

Other offices seem to be pretty well-rounded in their subject

Appendix A to
Enclosure C

BT T - 82 -

17 ~



responsibilities, Similarly, all subjects required erfforts
of severgl different offices, with cnly the J-3 staff

responsibility for SIOP messages appearing significant,

82. The characteristics of the "staffing" actiwns for JCS-
Out messages during the initial phase of operations were due
to a very large extent to extreme security measures being
taken. Through the 22nd of October, the Director, J-3, for
example, was not at liberty to discuss certaln actions being
taken with his staff, and there are indications that the
DJS did not feel free to discuss certailn JCS actions with
his Directors. Through 21 October, exactly half of the JCS-
Out messages concerning Cuban operations had been drafted
by personnel other than those subordinate to Joint Staff

Directors and Special Assistants.

83. On the big day, 22 October, more than two-thirds of
the Cuban crisis Qut messages were drafted by upper and
special echelons., The relaxation of extreme security meas-
ures occurred on 23 October after the President's publlc
address, when 16 ocut of 21 JCS-Out messages were drafted by
subordinate staff officers in the normal chain of command,
two more by OPNAV personnel coordinating quarantine instruc-

tions, one by ODJS personnel, and only two by the VDJS,

"84, The relation of message senders to types of JCS-Out
messages is shown in Table XXIX., All types of messages
were ordered by JCS and all types, except for Giving Guid-
ance, by J-3. Only most senior personnel ordered passing
of guidance to the fileld, and three of the four "cJCS Sends”
messages were in the Guidance CGiven category. Two-thirds of
the J0S-Out messages were ordered sent by echelens higher

than the Directors.
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" 85, All JCS-Out messages requiré approval for transmission,
and approval is evidenced on message coples by signature.

Messages addressed as "DJS Sends" or "J-3 Sends", or by any
of the Directors, were almost always approved by the person
named as sender, his "Exec" or his Military Secretary. In
messzges addressed "JCS Sends", the DJS or VDJS generally
approved the contents of the message. However, when a "JCS

Sends" message was drafted by a Director, the JCS Secretary,

or SACSA, the writer usually approved hls own message.

86. Of 55 "JCS Sends" messages wrlitten by the Secretary,
the Directors, SACSA, the DJS or VDJS, 48 were approved by
the writer. The DJS approved one message prepared by the
VDJS, two by J-3, one by J-5, and two by the CNO. The VDJS

approved one message written by SACSA for the JCS.

27. Thirty "JCS Sends" messages drafted by subordinate
Joint Staff officer personnel were approved by the DJS or
VDJS, including five messages wriltten within the ODJS. FPFif-
teen other "JCS Sends' messages were written by subordinate
Joint Staff officers, and these were approved by the Direec-
tors, Deputy Directors, or Executive Secretary of the staff
office drafting the message (i.e., J-3 for J-3 staff, SACSA
for SACSA staff, etc.). Eight "JCS Sends" messages were
drafted by OPNAV personnel., Five of these were approved by
the DJS, two by the VDJS and one by J-3.

89, The stringent security precautions adopted at the upper
echelons of the Joint Staff for handling of the initial
phase of Cuban crisis operations made for difficult working
conditions for the Battle Staff, especially with regard to
JCS-Out messages. The high echelons drafting messages, and
staffing by offices cutside the normal staff flow (OPNAV and
ODJS), prevented the usual dissemination of knowledge in
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Solnt Staff Directorates and in the JES of probable forth-

coming actions. This often resulted in the JBS being called
upon by fleld commands for coordinaticn of implementing ac-

tions ordered by the JCS, but of which the JBS had no knowl-

edge.

89. This problem persisted in slightly different form
after the 22nd of QOctober, even though fermal staffing be-
came the norm. Action for a JCS-Cut message would be
assigned to a subordinate staff officer, but knowledge of
changes in his draft actlion recommendation and flnal approval
and transmittal action were often unknown to the JBS until
after a query was received from a fleld command as to some
facet of the transmitted message. There was no procedure
for short-term feedback from the CJCS office where senlor
staff members were working (the "Gold Room") to the JBS
action officer who hand-carried his draft message to the
door and saw it disappear inside. Thus, for example, on

23 October, 11 messages drafted by subordinate staff officers

were subsequently approved in the Gold Room by the DJS or VDJS.

This undoubtedly affected efficiency of personnel on the Cuban

Battle Staff.>

lSee Enclosure B, "Procedural Analysis of J-3 Command and
Control Operations," Appendix A, "Briefing and Debriefing.”
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ANNEX B TC APPENDIX A

CHRONOLOGICAL RECORD OF MISCELLANEOUS STAFF
ACTIONS REQORDED IN JES PILE
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APPENDIX B TO ENCLOSURE C

ANALYSIS OF SELECTED ASPECTS OF INFORMATION FLOW

1. Three aspects of the functlonal analysis of information
flow described in Appendix A have been studied in much
greater detail, Results of these selected studies are pre-
sented herein. Telegraphic message traffic routing delays are
examined first. The second section of this Appendix examines
the Cuban crisis Master Check List operations in more detail.,
Mnally, a set of Joint Staff action requirements pertaining
to contingency air defense action is developed and analyzed.
As in the case of Appendix A, critical observations are in-
cluded in the text as occasion warrants; summary observations

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

TELEGRAPHIC MESSAGE TRAFFIC ROUTING DELAYS

2., It is noted in Table II of Appendix A that for messages
addressed to the JCS between 10 and 23 October, on the average,
elght hours and ten minutes elapsed between origin and receipt
by the JBS. Similarly, delay on recaipt of JCS-Inro Copiles
by the JBS averaged eight hours and 29 minutes. A more
detailed study of the routing delays has been attempted for
naval message traffic, since hard coples of messages passed
over naval communication nets record the time a message is
received in Washington. This allows calculation of delay
in transmission relay (from time of origin to time recelved
in Washington), and calculation of tlme required for repro-
duction and transmission of hard copies to the CAC (from
time received in Washington to time stamped "Received JWR")..
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3. Results obtained for the relati%ely slack period of
19 to 21 October, the critical days of 22 to 23 October, and
the greatest traffic-load day of 25 Cctober are recorded in
Table I, Messages addressed directly to the JCS are segregated
from Infc Copies, and average times are approximated for total

routing of advance and hard coples to the CAC.

TARLE I. Routing Delays in Naval Message
Traffic Concerning Cuba to the JCS

DATE - OCTCRBER 1262
19-21 22 23 25

Message Transmission

JCS Direct Addressee:
Median time from origin to

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

JCS Info Addressee:
Median time from origin to

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

Hard Copy Reproduction and
Distripbutlon

Median time from message recelpt
in Washington to hard copy
receipt in JWR - min, _ 246 o264 267 226

No. messages in sample 28 29 32 43

Approx., Time from Message Origin
To Receipt in JWR - Min.

JC3 Direct Addressee:

Advance Copy i 149 197 158 155

Hard Copy 393 459 423 379
JCS Info Addressee:

Hard Copy 435 408 466 368

Message Precedence

Percent Operational Immediate
or higher precedence 59 76 68 86
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4. Unfortunately, thece data concerning Cuba message
transmlssion times are very difficult to lnterpret in
detaill, because they are isolated from non=-Cuba traffic
data and because they are a function of unrecorded parameters,
such as backlog loads at relay stations. However, they are
informative empirical evidence of times actually taken for
these functions, and apparently are largely unaffected by
assigning high precedence to messages. In the period examined
1n detail (19 through 25 October) approximately 75 percent of
all messages addressed to the JCS had precedences of Cpera-
tional Immediate, Flash or Emnergency. This compares with a
_cold war norm of approximately 25 percent of lncoming messages
having precedences of Operational Immedlate or higher. There
is no clear relationship between below and above average mes-
sage transmission times and message precedence, source location,
or time of day of message origin. A wide variation in effect
of some of these variables is apparent, and is illustrated in

Figure 1 for a sample day in thls crisis period.
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Rangewise, the fastest 25 percent of all transmissions were
received on all days in about 1:45, The slowest 25 percent
varied by day from more than 5-3/4 hours to more than 6%

hours required for transmission.

6. It is probable that the decresase in transmission time
for JCS direct addressee messages on 23 October was due %o
imposition of MINIMIZE at 2223002, However, the increase
in relay time for Info Copies on 23 October cannot be
charged to MINIMIZE. Also, the relatively long message
reproduction time for 19 to 21 October 1s not explainable

' The decrease

in message reproduction time on 25 October reflects lincreased

from these data. ;

effort assigned.

7. Cuban trafflc passed over£ [l:ommuni-

cations nets on 25 October has been examined and records
compiled for times from origin to receipt at the CAC. One-
hundred and seventeent' jméssages to JCS averaged
about 30 minutes faster than theg jcormnunicaticns that
day in total time elapsed. Twenty-four.t j hessa.ges for
which the JCS was a direct addressee were 20 minutes faster
yet. Info Copiles to JCS on bothL . J gystems
averaged six hours more in total time en route tha.nt j
Info Coples.

.. T
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CUBAN OPERATIONS MASTZER CHECK LIST

9. The Master Check List (MCL) was prepared Ly General
Operations Division of J-3 during the Cuban crisis but was an
integral part of Eattle Staff operations. The MCL served to
notify the J28 or actions up for JCS consideration eaca day, and
was used ac an Actions Status record by the JBS. The MCL con-
sisted of 2 list 6f “Actions to be Considered’ for each day plus
two days in the future,--and a list of “#ctions Takea" for each
previous day baci: to 20 October 16562. It was first published
for the Cuban crisis on 21 October, up-dated several times dally
for the first few days, and then up-dated once daily for the

duration of Cuban crisis oreratlons.

10. The MCL copy kept up by the JBS is of particular
interest because of log notes recorded by JBS memb?rs as to
the status of Actions Underway. From:21 to 25 chﬁber, the
JBS copy of the MCL was used as an Actlon-Following log.
After 26 October only sporadic notes were made in the MCL
by the JBS and no other record of action following has been
found., The MCL did serve, however, as a permanent record of
Actions Taken, and was used by the JBS continuously for

reference (rather than as a working paper).

11. For this analysis, the MCL covering the period 21 to 31
October was studied carefully., Its usefulness changed con-
siderably as the ability to anticipate action requirements
decreased, By 23 October, in the seventh lassue of the MCL,

a 1ist of eight items "to be considered every day” had evolved.
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Thése items madé up a continuohsly increasing percentage éf
all items to be considered from then on, constituting 88

' percent of the items listed for conslderation by 31 October.

12. A numerical presentation of the MCL listings of "Actions
to be Considered" and "Actions Taken" 1s made i1n Table II.
Since each day's MCL 1listed items to be considered for "today,"
"tomorrow," and the next day, the "relative listing date"
columns have been used in this table to show the change 1in
items over time. Thus, on 21 October nine actions were listed
to be considered on 23 October, and these appear in the "-2"
relative date column for 23 Cctober, By‘the morning of 23
October 17 additional actions had been added to be consldered
that day (26 in all), and these appear in the "O" relatlve

date column for 23 October.

13. "Actions Taken” on any particular day were recorded
when the MCL action officer either found out about them or
was cleared to announce them., The relative times actions
were listed are noted on the right side of Table II. For
example, on 24 October three actions taken on 23 October
were listed in the MCL, By 28 October five actions taken
on 23 October were recorded (listed in the "+5" relative
date column of the table for 23 October).

14, Table II provides some feel for the magnitude of the
actions under staff consideration at any one time (reading
diagonally on the left side of the table) and the degree to
which staff officers were informed of actions taken. The
degree to which actions taken were anticipated in MCL lists
of "Actions to be Considered” 1is not apparent from this table
but 1s shown in Table III.
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TABLE III. MCL Anticipatién of Action Requirements

Actions Taken Total Actions Per-
That Vere Listed For cent
Date Listed for Total Percent Considera- That
October Consideration Actions That Were tion That Were
1062 That Morning Taken Listed Morning Taken
21 13 13 100 15 87
22 16 16 100 25 64
23 5 5 100 26 19
24 4 T sT 10 Lo
25 3 10 30 16 19
26 3 9 33 15 20
27 6 14 43 11 55
28 5 16 31 13 - 38
29 2 13 15 11 18
30 3 43 12 25
31 0 7 0 8 0

15, The first four columns on the left side of Table III examine
the degree to which actlons talen on each day of Octcber were an-
ticinated by listing in the MCL that morning as "Actions to be
Considered.,” It is anparent that through 23 October all actions
talien had been listed for consideration that morning. This per-
centage drops off significantly for the rest of the month, however,
as more and more actions resulted from requirements placed

on the JCS as unanticipated contingencies arose.

16, The last two columns on the right side of Table III indicate
the extent to which staff planners were attuned to JCS assessment
of priority action requirements. Although for the first three days
of the MCL publication all actions talten were listed for consider-

ation, the numbers listed for consideration were increasing and the

percent of those listed that were taken was droppling rapidly.
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Smaller numbers cof actions weré listed for éonsideration after
the 23rd, but the percentage of those listed that were taken
averaged only 27 percent for the last eight days of October.

17. The data presented in the two preceding tables are
reflected in what appears to be a change in character of the
MCL listings of "Actlons to be Considered” by 25 October.
Until then, these are written as actlons for the JCS, e.g.,
"Dipect CINCLANT to prepare for protection of U.S. shipping."
The followlng note appears in longhand on the JBS MCL
ol} Cetober 1ist of Actions to be Consldered that day: "Actually
very little consideration given to these items today by JCS.
On 25 October, many of the Actions to be Considered are worded
lfor the JBS or Joint Staff, e.g., "Ascertain status of request
to grant CINCEUR authority tog j . o3
and "Ascertaln status of request for authority to requisition
commercial ships." These are hardly JC3 agenda items.

18, The MCL listings of Actions Taken are inconsistent with
regard to categories of actions reported. A large number of
actions represented by JC3-Out measages are not reported.
Sometimes JCS messages containing minor detalls are liated;
sometimes fairly general actions are nct. Sometlmes JCS
referrals (e.g., to SecDef or CNO) are reported; more often,
they are not., It is not the purpose here to critigque the
gources of information or the criteria for inciuding liatings
in the MCL ner se, but it 1s apparent that the MCL listings

were not a self-sufficient reference for the JBS.l

IEor further detall on collecting and coordinating infor-
mation for the MCL, see Enclosure B, "Procedural Analysis
of J-3 Command and Control Operations," Appendix B, "General
Operations Division,"
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APPLICATION. OF INFCRMATION FLOW RESEARCH
TO AN AIR DEFENSE CHECK T

19, The development of lists of requirements lald on the
Joint Staff, and the tracing of the Staff respense to each
(initial action assignment, approval of recommended staff
action, coordination effected internally and externally,
final action and final approval)} provide empirical evideace
of the staff functions and of the time which might be
required for such functions in future crisls situations.
Such information lends itself to the development of check
lists for possible future operaticns and to critical review
of staff problems to determine which require lmproved pro-
cedures or preplanning to minimize time in providing Joint
Staff decisions to the fleld. |

20, Unfortunately, the research process mentloned above 1s
extremely time-consuming in the data collectlon and collation
phases. It must be performed well in advance of the time a
crisis situation might require use of check lists or revised
procedures for Joint Staff decision making. Furthermore,
determination of these problems requiring preplanning will,
by definitlon, be of little value if brought forward only in
the heat of an actual crisis situation. In short, the value
of this type of research lies only 1n having it done prior
to a crislis requiring 1ts use.

21, The following study has been'performed to show what
might be obtailned if the Joint Staff directs such an effort
to supplement check list procedure development. Studles of
the following type would be more applicable if carried out
under the eyes of a Joint Staff action offlcer or monitor
responsible for the check list. Further, the ability to

trace lower echelon actions in the following study might have
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been greatly 1mproved if a small amountv °F additional infor-
mation concerning JCS-Meeting referrals of action were made

avallable,

22. The example chosen of development of a check list
involves a study of alr defense requirements and the actions
.taken by the Joint Staff during the Cuban crisls as the con-
sequence of the existence of these requirements., All data
found in JBS files concerning alr defense actions through
28 October 1962 have been summarized by individual actions
in thz Annex. Action recquirements are listed by time of'origin,
noting the subject of the actlon, the office originating the
requirement -and the time of crigin in terms of the time the
requirement left the office of origin (e.g., DTG of require-
ment messages). The next two columns list the time the
final staff action product left the Joint Staff (usually
the DTG of a JCS-Out message) and the approximate number of
hours it had remained in the Joint Staff. (This approximate
time for staffing each requirement also takes into account

the time of Joint Staff receipt of lncomlng requirements.)

23. The next two columns of the Annex indicate the offlce
assigned action in the Joint Staff and the type of initial
action product developed. If coordination external to the
Joint Staff was effected, this 1s noted with data available
pertinent to the time required for action by offices outside
the Joint Staff. The remaining columns describe the final
action taken and the highest echelon which reviewed and

approved each Joint Staff acticn.

2li, The nature of air defense requirements for Jolnt Staff
action is our first concern. Review of the requirements
listed in the .nnex indicates that they lend themselves to
groupings by subsystems integral to alr defense operatlons
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(1.e., weapon systems, control systems, etc.). If one wiéhes
to determine what staff actions must go into a check list

for this contingency, a list of types of action taken for
each type of subordinate air defense system provides a con-
venlent framework. Table IV is an example of the product of
such an analysis. Joint Staff actlons concerning allocations
and missions might be expected for each subsystem. This table

indicates how often such action problems arose.

25, Table IV indicates that Joint Staff decisions were
required as to types, numbers, sources and deployments of
surface-to-alry missiles, fighter-interceptors, antiaircraft
artillery, low-altitude radars,. support
pergsonnel, and communicatidns equipment. Allocatlion of HAWK
and HERCULES SAM units covered the largest number of air
defense actions. Determining specific locatlons for deploy-
ment of azir defense subsystems was the type of action most
often required. Requests for estimates of adequacy were
the primary actions concerning geographlc areas of our

overall alr defense system,

26. Two types of planning information are developed by this
type of analysis. The preceding paragraphs have examined the
specific actions required to prepare our alr defenses for
contingency operations which might have resulted from the
Cuban crisis. A second type of information worth knowing
is the length of time required for various types of staff
actions, and what factors made for brief or lengthy Joint

Staff response to alr defense requirements.

27. It is apparent from examination of the Annex that the
length of time required for Joint Staff actions is dependent
primarily on the degree of extermal cocordlnation required,
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To examine these requirements more clcsely, actidn subJects
are listed with coordinating offices 1n Table V. Although

1% would not be expected that coordination on these subJects
would take the same length of time in another crisis situaticn,

the time utilized is listed as useful empirical infommation.

28, It might be expected that the same types of coordination
with the Secretary of Defense which appear in Table V would
be required on key planning decisibns and on interactions
of military with political planning 1n another crisis situaticn.
T4mes required for such decisions would not be similar,
necessarily. For example, the longest time for OSD actlon
was due to political indecision concerning the desirablllty
of implementing air quarantine operations. OSD review of
the outline plan for the air defense role in an air quarantine
would have undoubtedly procceded faster 1f the U.S. had
implemented an alr guarantine. The other OSD actlions appear
to be reasonably illustrative of time required for important
decisions. Authorizing CONAD OPCON of the Moorestown radar
appears to be a good example of a "gticky" minor item passed

up the chain of command for decision.

29, During the Cuban crisis, Alr Force and Army coordinations
were related to the fact that the Secretary of Defense had
designated the Service roles 1n air defense. It 1s difficult
to estimate the extent to which the Joint Staff would have
requested Service coordination on these subjects 1f the
Secretary of Defense had not designated responslbilities so
firmly. It is likely that these subjects would be coordinated
1mn the same manner, but Joint Staff partlecipation 1s normalily
more active in items such as planning than was the case during
the Cuban erisis. There were at least twelve actions where
coordination with the CINCs and JTF-8 was effected by the
Joint Staff. On the average, each of these coordinations
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reshilted in one day's’delay in final Joint Staff actlon.

g BRCTET

Coordination wilth FAA was time consuming, and appears to

be an area where advance planning might speed ailr defense

preparationsg significantly.
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