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FOREVWORD

Thia Enclesure is part of a study of command and control
processes involved in the Cuban crisis of Octover 1962, Tns
acope of the entire =tudy ia aa followe:

Basic Paper
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Elstorlogl Analysis of the Suba-
stance of Conmand and Control
Actiona, Their Circumstances,
and Their lmplications

[
Procedutbal Analysis of J-3 Com-
mand and Control Operations

Functional Analysis of Command
and Coutrel Information Flow in
the Joint Staff

Analysis of Command and Control

in the Service ¥ar Rooms in
Support of Joint Staff Operations
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A PUNCTIONAL ANALYSIS OF COMMAND AND CONTHOL
I] :n" L] >
“TIURING DIE 1307 CUSAN GRISIS

EURPOSE, SCOPE, AND METHOD OF ANALYSIS

1, This analysis 1s & part of a lerger examinaticen of
command and control aspecta of the 1962 Cuban erdsis, The
ovarall study alao includes historiographic, procedural and
erganizational analyses., The purpose of the present func-
tional analysis of informotion flow 1s to define more clearly:
{2) the actnal roles played by Joint Staff affices; ({b) the techni-
cal or functionsl nature of crisis operations; (c) the limitations
and donatreints on dtatf office operations; (d) the aize and
nature of the starfing effort required; and (e) the amount
of time and erroft expended in fulfilling required funotions,
This study 1s not inbtended to evaluate the adequacy of Joint
Staff operationa, but is intended to provide information
wiileh may be used by the Joint Staff in making their own

decisions as to the adequacy of their procedures,

2, This functiona]l analysis also seeks to develop detailed
information coneerning the nature and charaoteristicsa of the
Joint Staff functlons performed, one major purpose being to
allow compariscons in sevaral different types of erisls situaa
tions., For this purpose, this study provides listis of the
staff funotions performed, the information-processing re-
quirements, the transmission and handling time for belsgraphic
message traffic, and the levels of decision and approval for
the steff actions: Similar lists already have been developad
for the Dominicen Republic erisis of 1961;1 lista relating

L usga, ‘A Functional analysis of Jolnt Staff Involvement in
the June 1651 Deminican ilepublic Crisis, 25 September 1962,
TOP SECRET.
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bo the Laos arisis of 1960 to 1961} are in prepavation. The
purpose of thils research is Lo provide a broader perepective
from which the Joint Staff can isoclabte desirable and unde-
sirable features of 1t3 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
funotional analysis of the Guban crisis consilst of the Joint
Battle Staff (JB:) files: (a) 4,000 telegraphic messages in
incoming, outgoing and subject files; [b) dally 1isbtings of
major actions under oconsgideration and previously taken, re«
corded in a Master rheck I.ist with some supporting comments;
{c) miscellaneous Directors' memecranda and working papers;
and (d) JCS Cuba "Greens"”, In addition, records and chro-
nologles which reflect the supporting actions taken by the
Armtry, Navy, and Air Force have been made available by the

Jervicea,

4, Reoords of informal communications -- such ag tele-
phone conversations, direct verbal fnstructions, and infor-
mal working papers passed to and from the JB3 and other
Joint Staff offices -- were not made available for incor-
poration into this analysis. It must be expected, therefore,
that 1f the detalla of zetions baken by informal means of
conmunication were lmew, some conclusions drawn from
analyels of those formal records which were made avallatle
might have to be modified. Furthermore, references in
messeges filled by the JBS have led to the location of 42
additional pertinent telegraphic messages nat contained in

the JBS files, indicating thet a larger body of message

lWSEG: C-I Mo, 2, Enclosure: "Telegraphlc Message Traffic
Sunmary," TOP SECRET.
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traffic than bhelone researched may exlst. It ls known
that at least a few EXCLUSIVE JCS-In and -Out measage3 were
naver released teo the JBS or incorporated into the J-3

raaords,

5. Infermation flow research has involved analysis of
each type of avallable data to indicate: (a} the purpose
of each piece of paper; (b) the aubject mauter; (e] the type
of staff action involved; (d) the office performing each
action; (e} the time required for action; and (f) tha pat-
tern of coordinatien, desclsion, and app-oval, Abatracta of
thle information have besn integrated into summary tables
in order that the findings could be presented in meaningful
form, In performing this runcticnai analyals, three aspecta
of informabion {low were selected for additional detatled
eritical raview. Supplementary studies of delays in mesaage
Eriffic routing &and of Master Check List operations have
been made. In addition, an attempt has been made to inte-
&rate all types of data developed on the handling of starf
actione concerning the subject of Alr Defenses, This has been
done in order to 1llustrate how the types of findings developed
through functional analysis of informatlon {low can be applied to

planning for meeting future Joint Staflf crisls requirsments,

6, In view of the length of time required to review and
clagsify each plece of paper in the JBS (iles and the large
number of pertinent measages avallable, detalled analyais of
the telegraphic message flles has been confined to a sample
of approximately 1,600 messages originating between 16 and
28 october 1962. This semple includes all messages filed
by the augmented Cuban Wateh, beginning on 17 October, and
all meseeges flled during the firet week of Joint Battls
staff operations, {The personnel and the files of the

En~losurs ¢
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augmented watoh ocecame thé nucleus of the Babtle 3taff when
1t was activated.)l Al)l other available data have been ro-
gearched through at least this same time period. Where
necessary, additional data have been researched through a
gubsequent time periocd corresponding to the 1ifs of Joint
staff Cuban crieis operations, whioh terminated on 6 Decem-
ber 1962, These data include total telegraphic traffic
counts, actions conecerning JCS "Greens”, and actions relatad

to Miscellaneous Staff Memoranda.

T. The periocd analyzed in detail (16 through 28 Octoben)
was in many ways the crucizl perdod of Joint Staff Cuban
crisia operationa, Major procedurdl and functional problems
were faced and lergely solved in this peried. The tenor of
atarf activity was distinot during this period, since it was
on 28 October thht the Soviets agreed to U,3, demands for
the removal of their offensive weapons fram Cuba, Thers-
after, there vas a rapid dearease in the probabilivy that
U.8. military ection mora drastic than the quarantine would
be required, Selection of the period 16 through 28 Qotober
for intensive analysis also permitted an examinatlion of the
effects of security requirements on Joint Staff activities
under two different types of conditions. Prior to the Presi-
dent's 22 Qclober public address, during the week in whioch
most political decisions concerning the U,3, response to the
crisls were made, special security restraints concerning
military preparations were in effect., After the President
spoke, security aspeots of Joint Staff operations reverted

to their normal pattern.

Iﬁor more detail on the augmentation of the Cuban Wateh and
the phase-over to Joint Battle Staff operations, ses Enclo-
sure B, "Procedural Analysis of J-3 Command and Control
Operations,"
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8. The vody of data de‘freloped in thie functional dnalysis
1s presented in two Appendices to this Enclosure; the re-
sults, in the form of Sunmsry Obserfations, are presented
imnsdiately below, Appendix A 1s 'the detailed analysis of
information flow for the perlod 16 through 28 October, It
consisbs of a review of the salient characteristios of over.
all masoage traffic flow, followed by specific analyses of
the incoming bSraffic which rurnlahed the basis for Joint
Sctaff actions, the Joint Staff actions themselves, and end~
product JCS-Cut messages which resulted from bthe vardous
Joint 3talf actions. Appendix B examines tha salected
aspects of 1n£ormakion flow mentioned previously, including
analysas of delays 1n mesaage traffic routing, stall prepa-
ration and use of bthe Cuban operations Master Check List,
and & staff action-requirement analysis of Air Defense prob-

lems, '

9. Summary observations concerning the scope and nature
of Cuban crisls operations within the Joint Staff, as re-
flected by the yresearch into informatlon floW, are presented
below. It muat be emphasized that these observations are
based primarily on data contained in the Joint Battle 3taff
files, Certain other oategories of relevant data -- tele-
phone traffle, reconnaissance and intelligence message flow,
and action papers held in Action Officers' personal files .
have been utillzed only indirestly. References to such data
contained in the Joint Battle 3taff files have been btaken
inko account, although the actusl data were not released for
inclusion in this analysia., The following Bummary observa.
tlons are grouped under headings ocorresponding to those
sections of the Appendices from which the observations were
derdved, Thua, the headings indicate where the detatls on

which the cobaervatlion is based are presented.

Enclosure ¢
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10. At the beginning of t@e orisls, extreme security restric-
tions precluded normal utilization by the JCS of the staff-
support capabllity of the Joint Staff in generating the reguired
initial military planning and operations.

11, In the absence of normel staff support, preparation of
early JCS actions had to rely &ain ¥y on check lists, outline
plans, and other starf work already in existence before the

erials occurred,

12. The informational value of ghe Magter Check List for
ataffing puwrposes varied in ldnd and over time: the lipting 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;th% only source of some information

required 1n staffing,

[E?. Because of heavy overlosding of gommunication relay facili-
ties in the field, during th? firet two weeks of the crisis the
high-precedence messages reqﬁired on the avarage 2-1/2 to 3-1/2
houii]from time of origin tofreceipt in one of the Service

Cormunicatlions Centers of the Pentagon,

14, The most nearly current picture of the overall situation
that the Jolnt Stafr was capabls of presenting to the JC3S actually
reflected conditlons as they had been \_8__1:0 12 hours previoualyh.lj

15, To c¢ompensate for prevailing information-flow delays, Jolnt
Staff efforts to keep abreast ¢f developments dependad on field
commanders' estimates and expectstions as well 28 on their reports

of what had in fact already oeccurred,

Enclosure C
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IE.Iburins tde firat week of the ertsis, the thndéncy for
many JCS-0ut mesdages to ve drafted a%athe Direstor level or
higher, in conjunction with the lack of debriefing arrangements
regarding disposltlon ¢f staff recommendatlons, frequently pre-
vented coordination being sffected by Joint Staff action

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

17. The greatest demand for staff support occurred immediately
following issuance of %nigial J08 directives to lmplement action
in the fileld and primarily involved requeats for amplification,

[&his paak deman? for ataff support caoincided with the period
when the staff was least 1Pformed, most poorly organized, and
had the smallest number of kmowledgeable perasonnel aasisned.jy

18, Specilal channels to limlt distribution of messages, estab-
lished in the first days of the crisig for security reasons,
proved difficult to change after security was relexed. 3ome
results were; (a) thac 1nformation'contained in key communicatilon
betwesn field commands was sometimq? recelved by the JCS days
late via readdressed gopies; and (bﬁ in the ease of ihe Jeint
Bagile 3taff, full background inrar%ation on early developments

was naver received.

[29. The basic character of both incoming messages and the
attendant stafl work that they occasicned changed after the
first week of the crigis, the emphasis shifting from planning
and oparational matters to farce following.:&

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

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

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

to determine from some of their reports whether the required

DEFCON had éed been achieved,
Ene re C
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FROM ANALYSIS OF OVERALL MESSAGE TRAFFIC FLOW
22. On 17 October, the Joint Staff formally acknowledged the

aexistence of the Cuban ecrisis through the establishment of an
augmented Cuban Watch, On 22 Ootober, this augmented Watch
became the Cuban Battle Staff, The period from 16 through 22
Qatobar was the phage of the crisis during which the higheat
echelons of national declalon making were considering alternative
gcourses of action and developing the details of the U.3. responss
It wes a pericd marked by extreme security precautions within the
Joint Starlf, Much of the incoming message traffic was closely
held by a Joint Starf group espeocially cleared for staffing Cuban
cperations, '"Hot" action messages were hand-carried by general
officers, and many messages were held in actlon officers' persona.
filea, so that ;egular Watch and Battle Staff personnel did not
have access to them, Some of these massages were later placed

in JB3 files; others never were,

23. The message distribution, filing 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 3taff capabilitlea, As has been
mentioned already, the initisl files turned over to the Battle
Staff on 22 October were incomplete, Moreover, high-echelan
gstaflfing continued thereafter and prevented normal file build-up,
Ultimately, after most of the message traffic began to be made
avallable to the Battle Staff, two methods of flling were used.
Initially, a master file was set up by message Date<Time droups
(DTGs). Files classified by subject and/or message source were
subsequently attempted. The gsubject file resulted in messages
being filed under the first subject staffed, malding it extremely
diffiecult to relate a message oontailning other subject matter to

Enclosure C
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a second action Bubject. There were very féw casea where
messages were {lled by both DTG and subject, or by mere than one
subject, The messgges filed by DTG before the subject files wepre

establlished were never incorporsted into the subject files,

[éu. The basic nature of bath incoming message traffie and
regultant staff actions changed on 24 Oetober, During the peried
16 through 23 Qctober, message traffic was largely concerned with
requirements, operatione orders and planning messages, This
period constituted the primary "ataffing" action phase aof the
crisls, Beglnning 24 Qctober, and peaking for the entire crisis
on 25 October, the vast majority of incoming traffic concerned
enemy submarine and merchant ehip locations, and tracking oper-
ations with status and movement reports for U.3. ground and air
forcea, The major Joint Staff effort resulting from JC3~In
mesgages during‘this perdieod could be described as "foroe

following,"

FROM ANALYSIS OF INGOMING MESSAQES

25, More than two=thirds of the Cuban measages received by the
Battle Staff were messages dirsctly addressed to the JCS, as
distinguished from Information {Info) Coples, Eighty-one parcent
of the mesaages directly addressed to the JCS were reports con-
cerning the status of faorees, Intelligence, operational readi=
ness, and force movement and change-of-operational~control (CHOP)
reports to the JC3 were overwhelmingly direct addressings., The
JC3 was informed on all other ataff area subjects by at lsast as
many Info Copy reports as direct addressings. Sixty percent of
all direct addresaings other than s:atus of forces reports were
lequasts for JCS assistance, and more than half of these were for
approval of specific proposals of sction by commanders in the
field,

E
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26, Certain reiatianahiﬁa betwaeﬁ the Joidt Staff and other
offices are apparent in the interchange of telsgraphic messages.
For example, most 8Subdivisions ol the Office of the Secretary of
Defense {0SD) were usually quite careful to pass on 0SD infor-
mation to the CINCs via the JC3, The Office af the Secretary of
Dafense, Assistant Secretary of Defense (Public Affairs), was the
only 03D office ta a8ddress maessages Oirectly to the CINCs, rather
than using the regular proeedure of raquesting the JC3 to paas

on thelir 1nformation1

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

cerned or indirectly arffected by the cﬁban situation, in order
that the Joint Staff could be kept informed of developments on
a timely basle. Normal precrisis reporting procedures eatah-
lished for the CINCa did not satisfact?rlly inform the JC3 of
developmenta on certain subjecta in the Unified and Specified
Commands. Speoclal procedurdés were devised for reporting on
ailrlift capabllitles, spegial movements of forces, and extreme
concentrations of alreraft on air bases. lzithough the Navy
served as executive for the JCS for quarantine affalrs, the Joint
Staff found 1t necessary to utilize direct addressings aof
detailed quarantine operation reports (i.e,, aireralt reparts
of merchant ship sightings and submarine search operations
reporta) in order to fulfill their force-followlng responsie
bilities to the JcéZ}

28, The prime purpose of addressing Info Coples of messages
to the JCS was to inform the JCS of actiona taken or eoordination
effacted by fleld commanders responsible for implementing JCS-
directed actions, Info Copies sent to the JCS contained vital

Enclosure C
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informatlon of direct interest £o the JC3, Such messages required

TOP SECRET

as careful a screening on recelpt by the Joint Staff as did mosat
messages addressed directly to the JCS, 1in order to get them
quickly into established channels for ugse of lncoming information,
[ﬁeaddressad Info Coples also provided a wery important source of
JC3 information, although these were usually received in the Jolp’
Starlr anywhere from many houra to saveral days after tims of
origin::]Thg review Procedures applied in the fleld to determine

requirements for readdressal thus seem to have been well worthwhil

29, The initlal orders given by field commanders in responge
to JC8 directives were given limited distributton in the field,
in order to minlmize potential “"leaks," and there was an unupuall:
small number of c¢oordinating messages passed between subordinate
theater forces. Much of this message traflic, necessary to Joint
Staff lnowledgs ér the reactions of theater forces to JC3 direc-
tives,[é?s transmitted to the JCS in the form of low-precedsnce
Info Copies, or wea readdressed to the JCS (sometimes days later)
when a field commander recognized JCS 1nterest.:TEven after
relaxation of the special seourity measures invoked prior te 22
October, the channels established prior to that time to minimize
message distribution in the field proved hard to breal, The Join )
Staff continued to receive key infurmatiorE:y readdressals after |
the requirements for greater lateral cocordinaticn and more rapid

notlfication of the Joint Staff was recognized., The importance

and relevence to Jolnt Staff operations of that portion of Cuban f

traffic received only after readdressal puggests the need roé]
establishing sriteria and procesdures designed to make the JGS =z f
direct or Info addressee of many types of messages which, at X
present, do not automatically include the JC3 in the list of

initial reclpients, - -

[EP. There 1s evidence of the existenca of large quantities of

State Department and intelligence mespage traffic to which the

Enclogure ¢
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Joint Battle Staff was not;privy. The JBS was -the reciplent of
only a very few reports generated by intelligence branches and
agencieas, Those intelligence reports which were received con=-
gisted almost entirely of summaries of the situation &s it had
existed several daye previously, State Department trafflc was
the last category ol information to be cleared for general JBS
distribution, the slowest to be recelved, and the most Bpotty in
quantity received relative to the quantity which must have

originatedZB

FROM ANALYSIS OF JOINT STAFF CUBA ACTIONS
31, The largest volume of incoming messages gontalning require-

ments for JC3 action or guldance was received immediately followh
transmiaaion to the [(1eld of initlal JCS directives concerning
the nature of the U.8, response ko the eriais, These incoming
messages resultab in the largest requlrement for staff work in the
Joint 3taff of any period of Cuban erisis operatlone. [&his was
the period, near the veglnning of the crisis, when Battle Staff
personnel were least capable of providing staff assistance., It
was the perlod when they were the least informed, the least orga-
nized, and were functioning with the amallest number of knowledge-
able personneI:]

'gé. Preparations for tactical air operations (for OPLAN 312) lec
to the largest number of incoming messages generating requirementr
for JC3 decisions and actions, The number of requirenments gen~
erated by incoming traffic on preparaticns for invasion {OPLAN
316} and air defense operations were only slightly smaller, From
the number of requirements messagea recelved concerning these
subjects, it appears that eirlift, sealift and communications
problems are the most difficult areas to plan for specifically in
advance, The development and use of cover stories was &n 1ssue

affecting all of the CINCs and causing most of them to request JCI

Enclosure C
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actions 'and dec1;1ons. Rules of engagement dppear to bs more
subject to misunderstanding than any other type of JC3 directive,
in view of the fact that such "rules' stimulated the most request
for clarificationzl

33. ot least five JCS "Greens' concerning Cuba were in scome
phase of staffing every single day from 17 October through 4
December 1562 (1,e,, for the entirs life span of the Battle Starf
and augmented Cuban Wetch). The peak ataffing effort for JCI
"Greens" was on 25 October with Ywelva in the staffing procepa,
Seven J-3 Staff memoranda concerning Cuba were completed on 25
October, along with the greatest numbér of miscsllaneous staff
memoranda produced on any one day, Both JCS "Greens" and Joint
Staff memoranda provided essential background for follow-up staff
actiona after JC3 orders werd given. Early distribution of these
data was as 1mpértant to the Battle Staff as early distribution
of the JC8 ocutgoing messagea giving these orders.

34, The Operations Directorate (J=3) had the largest workload
of all staflf offices in terms of: (a) numbers of JCS=Out messege
drafted; (b) numbers of staff memorvanda written for the JCS per=
taining to actions required; and (o) numbers of JC3 “Oreena"
drafted., Outside of intelligence operations, operations of the
Speclal Assistant for Counterinsurgency and Speclal Activitiles
(SACSA) were the most highly secured and generated the largest

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

FROM AMALYSIS OF JCS~QUT MESSAGES

35, JCS-0ut messages reached & peak for the entire crisls on
22 Octobar with 28 memsages sent concerning Cuban operationa,
A total of 75 JCS-Outs originated during the peried 21 through
23 October, This total was 50 percent higher than the total for
any other three-day period during the crisis, and 1t was about

double the dally average for the week preceding the crisis, More

Enclosure C
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than thrLe-fourtha of all JC3-Out Cuba messages thraigh 22 October

TOP SECRET

wore classified TOP SECRET. On 23 October, the proportion of out-
going TOP SECRET messages dropped to one-third of the total and

continued thereafter at about this fraction.

36, Several security problems were brought to the attention of
the JCS for decisiong, One arose concerning the "release of
speaial lntelligence planning information’ for use &t the air erew
level in connection with{é?LAN 31%2& In another, MATS use of
normal flight plan and movement messages in connection with
claasiflied airlift operations requireé approval by the JCS,
Although the Joint Staff may expect thess types of problems
involving securlity o occur &gain in many types of possible future
erigls situationa, Lt is probably best to plan for clearing each

one on an ad hoc beels as such problems arise,

37. Through 23 October, only slightly mere than one-half of the
Cuba JC3-0Out messages were drafted by the Joint 3taff action
personnel (subordinate to the Directors) who usually are responsi-
ble for preparing such drafts.{fﬁurt%]parcent af the messages were
drafted at the Director level or above, with the Director of the
Joint Starf personally drafting ;ha lacgest single number (17):j
With the relaxation of special security precautions on 23 Octoszr,
normal staflfing procedures began to be applied, although personnel
from the 0ffice of the Chief, Naval Operations (OPNAV) drafted
most JCS messages pertaining to the naval quarantine. However,
even after formal siarring became the norm, because of the very
high level of "approval" needed for most JCS-Out massages con-
cerning Cuba, stalf officers! lmowledge of the JOS actions taken
wag extremely limited, This problem arose 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,
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'Interviews indicate that usually action officers had diffisulty
determining whether changses were made in their message drafts or
whether the messages were gent &t all, Oftsen confirmation of JCS
action was obtained by the Battle 3taff shen a hard copy of an
Out message was diatribyted through normal channels.

38.[%he security precautions adopted at the upper echelons of
the Joint Starf and applied during the initial phase of Cuban
erisis operations made it extremely difficult to provide staff
assistance, After the President's public announcement of 23003,
22 Ootobar, spsclal securlty conditions were supposedly relaxed,
However, the faots that high'echelons were dralfting messages and
stafring‘runctions were being performed hy offices outside the
normal ataff flow (OPNAV and ODYS) prevented the usual dissemi~
netion wilthin Joint 3tarf Directorates and wlthin the JBS of
knowledge of proéable fortheoming actions. Consequently, when
field commands called upon the Battle Staff to ascomplish coordi-
nation of directives, quite often the JBS had no knowledge of the
JC3 directive about which 1t was being questloned. ;}

FROM ANALY3IS OF MESSAGE TRAFFIC ROUTING DELAYS = N
391;£ne functions and facllities involved in telegraphic message

traffic flow from the field to the Joint 3tarl are deplated in
Flgure 1 for summary presentation. Typical times for message
flow between statlons during the firat two weeks of Cuban oriels
operations are indlcated for those stations whers time-of-receipt
records vere maintained and the data made available for this
analyais. The tranemission times indicated were largely inde~
pendent of measage precedence during this period, The delay in
recelpt of messages at the Pentagon was due almost completely to
heavily overloaded relay facgilities in the riald, The increase
in number of messagea received in the Service communication
centere in the Pentagon was still well within equipment capa-

bilities, However, message reproduction facllities in the:]

—

- -
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advance coples were forwarded only for meassges of Operatiomal

Immediate precedence or higher 8nd for one action copy only. /
/

—

~

(EP. Any desceription of the overall situation prepared by the
Battle 8taff for the JCS ocould be expected, at beat, to he[gight
hours behind the actual situation. Much of tnes #ata in such
sunmaries 1;;396 12 hoursgyehind agtual events, There were three
prineipal reasons for such time lags., First, message recelpt by
the Battle Staff lagged| five to ten hourf}hehind meseage orlgln
for reports on the aituation in the field, Secgondly, incoming
messages reported the situation in the theaters and commands as
of some time earlier than the time of message origin., Finally,
Battle Staff processing consumed some additional time after

massage recelpt.

41, Exercise HIOH HEELS II data, the Dominican Republic crials
analyses, and this analyasis of CQuban crisis message traffic
indicate that, with present equipment and procedures, planners
must expect a medlan delay time in message trensmission of twow
and-a-half to three-and-a-half houré]rrom arigin in the ri;id ta
Service communication facilities serving the JCS. This delay
occurs despite high precedence asaigned to messages, Hard-copy

reproduction and dlstribution to the Jolnt Staff can be expected

to make messages geunerally available\six-and-a-half to seven-and-
a=halfl hours ﬁfter origin, as a median, One-quarter will be
recelved aboutone hour \sooner, one-quarter will takejone Lo four

hours longer Jthan the median (depending on the total traffic load

that dainl

FROM ANALYSIS OF MASTER CHECK LIST OPERATIONS
42, The Master Cneck List (MCL) of "Actions to be Considered"

was extremely useful for the initlal implementation of almost all

Enclosure ¢
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actions ordered b& the Jcsf Its usérulness decreased @ery raplidly
for further staff actions after implementing orders were sent,
This ehould be axpected, because subsequent theater requirements
are bound to he thosa yhich were not anticipated; ctherwlse, the
implementing actions wiould have provided for them. . After about
three days of Cuban crigis operations the nature of thesa Mgl
ligtings changed from gpecific JCS agenda items to much more

general agenda ltems for staff consideration.

43, The MCL 1listing of "Actions Taken' served as a general
reference paper for keeping members of the Joint Staff up-to-date
on the overall pleture., It was far less useful as an Bction-
following log., It was of limited usefulness to Battle Staff and
dction personnel because: (a) 1iatings ware often ingluded
several days late; (b) many actions falling in the same categories
as the types rec;rded were not listed; and (e¢) only certain types

of Joint Staff actiona were recorded,

FROM ANALYSIS OF AN APPLICATION OF INFORNMATION FLOW RESEARCH
44, Empirical evidence obtained through the analysis of infore

mation flow can asasiat in the development of check lists for
poesible future cripls operationse. Such research can partiocularly
point up these procedural and planning requirementa which, if
staffed in advance, may obviate many days of coordinstion with
agencies exterpal t0 the Joint Staff, should the same problem area
arise in subsequent crisis situations, Cuban erisis ailr defense
actions have been analyzed in this study for development of guch
check 11sts, External coordinations are shown to be the most
time-consuming staff functiona. Examples of important potential
advance coordinations ineclude Federal Aviation Agency preparation
of air regulations for establishment of Military Emergency Zones
(ME23) and development of plans for Security Control of Air
Traffic (SCAT Plana),

: Enclosure C
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DETAILED ANALYSIS OF THE CRUCIAL PERIOD
16 THROUGH 28 OCTOBER

]

‘v

Appendix A to
Enclosure C
TOP_SECRET - 19 -

VP S CRET



TOPR SCRET

TOP SECRET
! .APPEN'DIl{ A TO ENCLOSURE ¢ T !
DEPALLED ANALYSIS OF THE CRUCIAL PERIOD
156 _THROUGH 20 OGTOBER
TABLE OF CONTENTS page No.
OVERALL MESSAGE TRAFFIC FLOW 23
INCOMING MESSAGES 3y
MESSAGES WITH JCS AS DIRECT ADDRESSEE 34
MESSAGES RECEIVED BY THE JCS AS INFO COPIES 4y
JCS~IN REQUIREMENTS MESSAQES 52
TOTAL INCOMING MESSAGES ST
JOINT STAFF CUBA ACTIONS 63
CUBA GREENS &3
MISCELLANEQUS STAFF ACTION RECORDS 64
JCS-OUT MESSAGES 66
FIOURES
FIGURE 1 - DAILY MESSAGE TRAFFIC FLOW TQ CUBA JOINT 26
BATTLE STAFF
EFIGURE 2 - MESSAGE TRAFFIC BUILD-UP AT START OF CUBAN 31
CRISIS (TIME OF ORIGIN CCMPARED VITH TIME
OF RECELPT IN JOINT STAFF) -
FIGURE 3 - STAFFING OF JCS 2304 SERIES CUBA GREENS 65
IABLES
TABLE I - ORIGIN OF CUBAN CRISIS MESSAGE TRAFFIC 28
TABLE II - TIME LAG FROM ORIGIN OF CUBAN CRISLS ] 30 P
MESSAGE TRAFFIC TO RECEIPT BY JBS

P oa®
TRAFFIC

TABLE IV - PRINCIPAL OFFICES ORICINATING CUBAN CRISIS 35
MESSAGES DIRECTLY ADDRESSED TO JCS

TABLE II1 - NATURE OF JCS-IN CUBAN CRISIS MESSAGE J 33

TABLE V - TYPES OF CUBAN CRISIS ME3SSAGES TQ JCS A3 37
DIRECT ADDRESSEE

[TABLE IV - OPERATIONAL SUBJECTS OF CUBAN CRISIS Lo O
MESSAGES DIRECTLY ADDRESSED TO JCS

TABLE VII -~ STAFF AREA SUBJECTS OF CUBAN CRISIS 43
MESSAGES DIRECTLY ADDRESSED TO JCS

Appendix A %o
Enclosure C

Tor guefiT

TOP SECRET - 20 -



TOP SECRET

TABLE

TABLE
TABLE
TABLE
TABLE
TABLE
TABLE
TABLE
[ TABLE

TABLE

TABLE

TABLE

v TARBLE

TABLE

ViIl

Ix

X

A1

a1

XII1

v

Iz

AVIIX

xIX
X

XX

XITI

XXIv

XXy

TOP SECRET

APPENDIX A TO ENCLOSURE C
TABLE OF CONTEWTS {CONT,)
TABLES

ORIGIN OF CUBAN CRISIS MESSAQES TO
JCS AS INFQ COPIES

TYPES OF CUBAMN CRISIS MESSAGE3 TC JC3
A3 INFQ COPIES

OPERATIONAL SUBJECTS OF CUBAN CRISIS
JCS INFQ COPFY MESSAGES (8§ TO 28
OCTORER)

STAFF AREA SUBJECTS OF CUBAN CRISIS
JCS INFO COPY MEISAGES

READDRESSING OF CUBAN CRISIS JCS INFO
COPY MESSAGES (8 TO 28 OCTOBER 1962}

ORIGIN OF CUBAN CRISI3 MESSAGES
PLACING REQUIREMENTS ON JCS

OPERATIONAL SUBJECTS OF CUBAN CRISIS
MESSAGES PLACING REQUIREMENTS ON JCS

STAFY AREA SUBJECTS OF CUBAN CRISIS
MESSAGES PLACING REQUIREMENTS ON JCS

SQURCES OF INCOMING CUBAN CRISIS
MESSAGE TRAFFIC

OPERATIONAL SUBJECT3 OF INCOMING l
CUBAN CRISIS MESSAGE TRAFFIC —

STAFF AREA SUBJECTS OF INCOMING
CUBAN CRI3I3 MES3AGE TRAFFIC

JTATUS QF FORCES REPORTS ]

CUBAN CRISIS MESSAGE TRAFFIC RELATIVE
TO TOTAL JC8-QUT MESSAGE TRAPFFIC (16
T0 28 OCTOBER 1962)

PRIMARY OPERATIONAL SUBJECT3 OF JCS-
QUT MESSAGES CONCERNIMG CUBAN CRISIS
OPERATIONS - BY DATE

ADDRESSING OF JCS-QUT MESSAGES
CONCERNING CUBAN CHISIS OPERATIONS
(16 TO 28 OCTOBER 1962)

DISTRIBUTION OF JCS-OUT CUBAN CRISIS

48

]

51
53
54
56
58
60

61

69

70

71

MESSAGES TO PRIMARY ADDRESSEES BY SUBJECT

OPERATION (15 TO 28 OCTOBER 1962)

TYPES OF JCS-QUT MESSAGES CONCERNING
CUBAN CRISTS OPERATIONS ~ BY SUBJECT

STAFF AREA SUBJECTS OF JCS-QUT MESSAGES
CONCERNING CUBAN CRISIS OPERATIONS - BY

SUBJECT OPERATYION

Appendix A to
Enclosure C

-21-

7h

[ 76

.



| T :@WZRET
0P BECRET™

APSENDIX A TO ENCLOSURE C -
TABLE OF CONTENTS (COMT.)
TABLES

Page No.
TABLE XXVI -~ SECURITY CLASSIFICATION OF J(S-OUT 78
CUB/ LI CRISIS MESSSGES
TABLE XXVII - ACTION OFFICERS FOR JCS-OUT CUBAN 79
CRISIS ME3SAGES, BY MESSAGE SENDER
[jTABLE XXVIII - ACTION OFFICER3 FOR JCS-QUT CUBAN 8o
CRISTS MESSAGES, BY OPERATIONAL
SUBJECTS
TABLE XXIX - TYPES OF JCS-QUT CUBAN CRISIS 81
MESSAGES, BY MESSAGE SENDER
ANNEXES
ANNEX A -~ ACTIONS AND ACTION ASSIGNMENTS REFLECTED 856
IN CUBA "GREENS"
ANNEX B - CHRONOLCGICAL RECORD QF MISCELLANEQUS STAFF g2

ACTIONS RECORDED IN JBS FILE

Appendiz A to
Enclosura C
TOP SECRET - 22 -

'R SHCRET



TOF SECRET | T@PWRET

i 1
' APPENDIX A TO ENCLOSURE C

DETAILED ANALYSIS OF THE CRUCIAL PERIOD
14 THAOUGH 20 GCTOBER

1, This Appendix presents the resulta of & functional
analysis of information flow in the Joint Stalf during the
eruclal period of 1962 Cuban crisis operations. First, an
overall picbure of the magnitude of information flow 13
presented, based on an examination of telegraphic message
traffic. Incominz messages &re then examined in detail, sep-
arating for analytleal purposes messages directly addressed to
the JCS from messages psassad to the JCS as Information Capies,
Joint Staff actlions resulting from incoming infommatlon are
next reviswed and analyzed, based on an examinabtion of stafr
action memoranda {e.g., J-3Ms) and JI§ “Greens." Finally,
end-~product JEeS-Out messages are examined, first from the
point of view of subject matter, and then as a source of
data on the staff functions of message preparation, review
and approval. Critical observations are included in the
text as sunjects arlse. Swmeary observations found in Enclosure

C are not repeated here,

OVERALL MES3AGE TRAFFIC FLOW

2, The sacale of Joint Staff aoctivity in crisis cperatlons
is dependent upon the nature and magnitude of information
flow., This sectlon will examine the megnitude of informa-
tion flow a3 reflected by incoming and outgolng telegraphic
nessage traffic filed by the augmented cCuban Watch and the
Jaint Battle Staff (JBS). Although telephons traffle praoved
not tec be researchable, it 1p the oninion of JBE members
that the following analysis fairly represents the shape of
Cuban erigis activity 1la the Joint Staff.
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3. There was no one cémplete Jﬁs ‘master fille* of JCS
incoming or outgolng messages, and a & result it has been
impossible to assure a compleve message count. Incoming mes-
Bages vere filed by the JBS in JCS-In folders, in folders
groupaed by CINCs, and in action folders held by lndividual
staff officera. ‘'hen only one eopy of a message was avalle
able for filing, the file category inte which it was placed
vas scmewhat arbitrary, diffaring from action officer to
action officer and from day to day, A complete cross-
referencing of all JBS files released for study was prepared
in the course of performing this analysis of information
flew. Howevar, a complete set of the Piles maintainad by
action officers was not avallable for incorporation into the
cross-reference index., Furthermore, 1t ia known that some
megsagens viere mever recelved by the JBS. Nevertheless, the
bulk of the messages raceived by the JBS appear to be filed
in JCS-In, JCS-Qut and CINCLANT, CINCSTRIKE and CINCARIB
folders, from which the following message counts originate.

4, A further cpmplication in making message counts lies
in deciding what traffic was “Cuban." The JBS itself had
difficulty in casea where CINCPAC and CINCEUR opsrations
might or might nobt be affected by preparations ror[§?LﬁNS
312 or 3155 Many messages wers filed and later marked “NOT
CUBA". The general inclination of the JBS seemed to be to
inelude, rather than exclude, gquestlonable subjeot matbter,
For the purpose of this study, all messages flled are counted
as Cuban traffic unless specifically marked ctherwiae by the
JB3.

5. Prior to the Presidentis announcement of U.S. plans
for the quarantine on 22 Octaober, much of the measage traf-

fic was very closely held by a Joint Staff group specially
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cleared for handling Cuban operations, The extent to whieh these

messages, held by various individuals and groups within the Joint
Staff prior to clearance to the JBS for access to Cuban traffic
were turned over to the JBS ie unimown, The extent to which
access to other types of Cuban information was denied 1s also
unknown, However, 42 messages referenced in JCS-0ut and -In
megsages but not in JBS files have been found in J-3 Research,
Records and Analysis (RZR) files, indicating receipt by the Joint
Starf, These 42 have been included in message counts.l

[5: The existence of a large volume of message traffic con-
cerning the Cuban crisis not located in the Battle Staff files 1=
indicated in many ways. For example, a memo from the National
Security Agency (NSA) states:

(?The traffic load in the CRITICOMM System during
the helght of the Cuban crisls more than saturated the :
system. The mechanical and human resources were fully
utilized and the weak links in the system became pain-
fully apparent. The requirement for manually process-
ing the bulk of the traffic slowed down the flow of
messagas within the system,"=")
Similarly, the small amount of State Department message traffic
on file ip out of line with the normal daily average of 800 State

Department messages per day available for J-3 screeniqézx

7. The resulte of message counts are summarized in Flgure 1,
vhere JCS-In and -Out messages are charted by date of message
origin from the start of augmented Cuban Wateh activity, through
the 1ife of the JBS, and until termination of the final zugmented
Cuban Wateh.

lFor a more detalled deaseription of procedures whlch were

follovwad by the JBS for processing message traflic, see
Enclosure Br "Pracedural Analysis of J-3 Command and Control
Operations,” Appendix A, "Processing Message Traffic,"

2Hemo for Becretary of Defenge from Director, NSA, Subject:
"Program Change Proposal for CRITICCMM 3ystem Improvement,"
29 April 1963, SECRET,
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8. It'is apparent from Figure 1 t&at incoming Cuban’ orisis
nessage traffic peaked on 25 Qectober, with dally traffioc to the
JBS exceeding 130 messages per day from 22 October through 3l
Qotober, Figure 1 is believed to represent fairly accurately the
relative trarffia load on the J33. However, 1% does not represent
the relative workload on any particular staff office or on the
JBS, since the nature of the incoming traffic¢ changed consider-~
ably between the 23rd and 25th of October. The effect of thim
change on the JBS will be discussed subsequently (see paragraphs
18 and 19 below), By contrast, JC3-Out messages peaked on 22
October, with initial phase orders concerning Cuban crisis
planning. The nature of these measages also changed after 23
October, as unanticipated requirements became the rule rather

than the exception,

Origin and Receipt of Cuban Crisls Message Traffic

9. The shape of the erisis included a build-up phase (through
23 October), a pesk phase (through 30 October), and a long
tapering-off period (while the U.S. was assured of Soviet
intentions to remove offensive weapons from CuEa).l The followlng
discuggsion of the crucial period firat examines the bulld-up
phase.2 In Table I, the number of messages concerned with Cuban
operatlons originating in each six-hour period 18 recorded for:
(a) incoming messages addressed to the JCS (sometimes referred to
as "Action" messages, sometimes "JC3 addressed“ messages, some-
times "JCS ADDEE"); (b) incoming messages paseed ta the JCS as
"Info Copies"; and {c¢) messages originated by the JCS (i.e,,
"IC8-0uts"),

l3ee Enclosure 4, "Historical Analysis of the Substance of
Command and Contrel Actions, Their Circumstances, and Their
Implications,"

2For a diBecussion on the formulation of U.S, policy in response
to ‘the Soviet move in Cuba, see Enclosure A, op. cit., Chapter
I, "The U,S, Decimion."

Appendix A to
Enclosure C
TOP_SECRET -7 -

Iy SpeRET



TOPERET

T0F_SECRET

1
)
1

'
TABLE I, OQrigin of CuJan Crisis Mesasge Traflic

NUMBER OF MESSAQES ORIGINATED

J05 JC3
Incoming- Incoming-
DATE Z-TIME Direct Info JOS Period Dally
O0CT. 1962 PERIOD Addresaseq Copy gut Totals Totala
17 Prior to 3 6 3 12 12
2400
18 0-0600 el o} 0 0
6-1200 0 s} 0 4]
12-1800 2 [+ 1 7
18-2400 1 5 3 9 16
1g 0=-0600 1 4 0 5
6-1200 2 4 0 6
12-1800 2 2 3 7
18-2400 3 9 11 23 L4
20 0-0600 3 g 2 10
6-1200 1 0 0 1
12-1800 2 3 4 16
18.2400 9 0 13 4o
21 0-0600 7 12 8
e-120d 2 2 i zg
12-1800 T 17
18-2400 8 7 1 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 TO 152
23 0-0500 38 27 9 T4
6-1200 8 13 1 22
12-1800 18 5 3 26
18-2400 20 26 a 54 176
TOTALS 209 204 102 515 515

10. This table indicates that during the first week of
Cuban ¢risis coperations, approximately four messages were
recelved for each one that went cut from the JC3. The num-
ber of JCS addressed incoming mesaages received was approximately
the same as the number of JCS Info Copies arriving, However, the
trend wag from 2 relatively small percentage of incoming traffic
belng directly addressed to "JCB" in the first few days to a defi-
nite majority on the 22nd and 23rd of October, The relative load
on the Cuban Vatch, with a more than tenfold lncrease in message

traffic between the 18th and 23rd, i1s apperent,
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' 11, It 18 very difficult to relate‘actual origin of mesgage
traffic desoribed above to receipt of messages by Joint Staff
action offices, Analysis of this relaticnship in this study

must be based on time of receipt of messages which were subse-
quently entered into JBS files, This i3 a very important provisag.
It 18 known that once the JBS has given more-or-less carte hlanche
acecess te Cuban erdisils traffie, approxiﬁhtely at the time of the
President's speech (23003, 22 October), advance copies of incoming
traffic ware almost invariably routed to the Current Actions
Conter (CAC), It is also known that up until 23 or 24 October,

an unknown number of advance copies were picked up by "Cuba
Committee" members and hand-carried to senlor Joint Staff officers
wlth no further acceas (Lf any) to the JBS members or to anyone
else in the CAC, Many of these advance coples of messages never
got into JB3 files. Some were reviewed briefly by the Chief of
the CAC, some vere copled and held for the JBS files, and others

vigre first seen when hard-copy distribution was made,

12, Insofar as incoming messages were cancernsd, this problem
was largely resolved by the 2Uth and 25th of October. By that
time 1t vas recognized that the JBS should have acceas to advance
copies on receipt in order to be able to perform those staffing
functione 1t was helng asked to fulfill, However, the problem
as it pertained to JCS-Out messages not Btaffed (drafted or
coordinated) by the JBS continued for a considerahly longer
peried, The result is that JBS Cuba files are a mixture of ad-
vance coples, thermofex prints of advance coples, and hard copies

of messages,

13, Only 54 percent of the message flle 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 ungtamped coplea as for atamped copiee of the same type,
{Their distributions are examined in some detail in Table IX
below,) Estimates of minimum time possible for receipt by the
JBS, basad on the tims messagee were received in Washington
Communication Centers, are attempted in tha gtudy of routing
delays Ain Appendix B, Only Navy messages, which record the time
of receipt in Washington, and Army hard coples, which sometimes
record the time advance copies were forwarded, have been examined.
These tlmes are of some importance in analyzing the speed of
Joint Staff reactlon to requests from the field.
/’====- TABLE II. Time Lag From Origin of Cuban Crisis
Message Traffic to Receipt by JBS
(For Mepanges Logged 17 to 23 October 1962)

) Jeg JC3
INCOMING- INCOMING=
DIRECT INFO
MESSAGE TRAFFIC ADDRESSEE COPY
i No, of Messages Originated
, {and filed hy JBS 209 204
i
' No, Logged in JWR (CAC) 119 125
Median Time fraom Origin to
Receipt in JWR (Hrs:Mins) 8:10 B:29
25 Percent Fastest -~ Less Than 429 5:32
25 Pergent Slowest - More Than + 13:29 1h:32
Fagtest y 0:52 0:54
Slowent . 36:04 * 15 days 14:21
b

14, The data that are available in JBS files with regard to
time lage between origin and receipt of megsages are summarized
in Table II above,

15, These data form the besis for the approximations presented
in Flgure 2, The very long time [rom origin to recelpt of the

3lowest Info Copy 1s due to readdressing of a message after
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receipt to 1nclude'the Jecs. | Elght such messages were no. re=
addressed to the JCS for more than 48 hours after receipt. (A
mora detalled study of readdressed messages will be made when

"Info Coples" are discussed later in thils Appendix.)

16, The time-of-receipt data in Figurse 2 were compiled on the
asaumption that the time recorded on JBS file coplea represents
the time messages became availilable to the JBS, It therefore
becomes a conservative extreme estimate -~ 1,e,., 1t le almosat
certain that messages were avallable for JBS reference and use
at the times recorded. Some unknown fractlion of message traffic
wan avallable, at least to some extant, at earlier times slnee
advance coples usually were availeble between two to four hours

prior to hard-copy production and distribution,

17. The pattern of message receipt in Figure 2 1s similar to
data in Table I, but with a 8light smoothing out of the traffic
flow and delay 4n aetivity peaks, corrasponding to message
transmission and delivery timee. It c¢en be seen that after 19
October receipt of information varied from| five to ten hours
behind origination (represented by the horizontal distance
between lines), The largest quantlty eeparation {vertical
distance) was approximately a 90-message lag at 0600 on 23 Cataber,
Percentage~-wise, from 75 to 92 percent of traffic known to be in
exlatence was on hand in the JBS during this period, with the
lowest percentages available during pericds of rapid increase

in number of mesesages originate%i]

Neture of JCS~In Cuban Crisis Message Tralfic

18, It wae noted above that the nature of incoming message
traffic changed considerably between 23 and 25 October, Data

pertinent to thils change are included in Table III,

Appendlx A to
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TABLE III., MHature of JCS-In Cuban
Crisis Message Traffic
RUMBER OF MESSAGES RECEIVED
{(By October 1962 Date of Origin) -
MESSAGE TYPES 16-22 23 24 25 26 27 28
. Movement, Status and
Intelligence Reports hg 5¢ 51 T9 59 T35 59
Quarantine Ship SITREPs 3 1 6 21 21 26 35
Submarine Search Reporta 2 2 7 15 38 41 28
MERSHIP Sightings by
Alpveraft o] 1 0 112 42 37 43

Requlrements, Operations
and Planning 204 G2 69 46 45 37 b2

TOTAL INCOMING MESSAGES 258 155 133 273 205 216 207

19. Through 24 October, the Joint Staff wae almast completely

dependent on Navy Flag Plot and Intelligence Plot for both 0.3,
guarantine information and for submarine and merchant ship

1 Prom 1134 to 24008 on 25 October, as many

location reports,
SAC atreraft reports of MERSHIP sightings and ship Situatlon
Reports (SITREPs) were raceived as all messages of all tynes
received on 24 October, Simllarly, submarine search reportes
increased after 24 October, The number of formatted JOPREP,a
special movement, force status snd intelligence reports inoreased

up to 25 October, These required attention by the JBS for prepa-~
ration of SITHEPs and force following.3 The major staffing ‘/\
|

— i —
ro—

lSee Enclosure D, "Analyeis of Command and Control Functlons of
the Service War Rooms and Thelr Interrelationship with Joint
Starf Operations," Appendix C, "CNO Flag Plot,"

2Joint Operational Reporting System.

3For a more detailled description of the praeparation of SITREPs -
by the JBS, see Enclosure B, "Procedural Analysis of J-3 Command
and Conktrol Operations," Appendix A, "Situation Heports {SITREPs).
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incoming requirements, operations and planning messages,

and these decreased rapidly after 23 October,

INCOMING MESSAQES

MESSAGES WITH JCS AS DYRECT ADDRESSEE

20, Talegraphic messages addressed to the JGS prior te
29 October 1962 eoncerning the Cuban crisls and filed by the
JBS have been categorized by time of origin, office of origin,
time of receipt in the CAC (if recorded), by message purpose,
by subject operation, and by staff area concerned, The
detalls of classification are dimcussed below, along with

message counts within each classification.

Principal Offices Originating Cuban Crisis Messages Directly
Addressed to_JCS SR

21, Table IV indlcates by date and primary offices of

origin the flow of incoming messages directly addreased to

the 709, All others gending 10 or more meassages to the JC3

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

the preceding sectlon, starting on 25 Octobar more than half

of the measage trafflc concerned ship &nd submarine locatlen
reports sent in by SAC aircraft and CINCLANT ships. It is
apparent that CINCLANT, as commander of the cperaticonal

theater, had the greatest number of communications with the

JCS of any single office, However, 56 other offices

directed communicationa to the JC3 concerning the Cuban criaiél)

Appendix A to
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TABIE IV. Principal Offices Originating Cuban Crisls Messagesn
Mrectly Addressed to JCS

AL NUMEER OF MESSAGES SENT - BY DATE (OCTORER 1962)

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

Attaches - - - - - - 1 8 - 11 16 4 4
CS Army - - - - - y L 3 6 5 5 & 33
cIa - - - - 3 5 2 12 - 3 2 31
CINCPAC - - - - 2 5 6 3 3 ] i 27
CIRCARIB - - - 1 3 L 11 1 2 2 - 1 25
CINCEUR - - - 1 1 2 2 3 5 2 3 2 21
CINCAL - - - - - 1 1 2 3 2 4 h 17
CINGSTRIKE - - -2 1 1 - 6 3 2 - 1 1 17
COMASWFORLANT - - - - - 1 1 - 3 y 1 2 12
CTNCNELM - - - - - 1 1 3 1 - 3 3 12
0SD-PA - - - - - - 3 3 - 3 - 2 11
COMATS - - - - - - - 1 - L} 1 ! 10
h1 oOthers - - 1 1 1 ¥i 8 9 13 21 11 76

TOTAL 3 3 g 17 24 70 84 87 194 163 186 165 1004
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Vith the exception of messages concémingE’EﬁéﬂIP and sub~ IS~ 70'3%
marine locatlon reports which are addressed to the JC3 by
prearranged rormaﬁl]only 12 offices subordinate to CINCs

addressed measages directly to the JC3, and these all appear

te be in response to JCS orders or queriee, BElghty percent

of all traffiec to the JCS as a direct addressee, other than

that from offices Subordinate to the CINCa, was Irom the

Service Chiefs, the CINCs themselves, and Department of

Defense (DOD}/JCS agencies (e.g., Dafense Intelligence

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

Types of Cuban Crisis Messages to JC3 ag Direct Addresses

22, The types of messages sent to the JCS by each ¢ffice

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

agalstance.

23. Notifications consist of information reports to the
JC8: of orders‘given to subordinate commanders, of aoction
talen, of coordination effeated, of the status of forcea
(e.g., SITREPs and Status Reports (STATREPs)), &nd of com-
manders' concepts of operations. The great majority of these
notificationa &re in response to ordera from the JCS, elther
replying directly to a JOS request for information or informe
ing the JC3 of orders given, actions taken, or coordination
effected as ordered py the JCS, All of the notifications

clagsified as "Concepts of Operations" are responses of

Appendix A to
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TABLE V. fTypes of Cuban Crisis Messages to JC3 as Direct Addressee

NUMEFR OF MESSAGES

KOTIFICATIONS TO JCS

REQUIREMENTS ON JCS

PRTINCIPAL Coordi- Status Concepts

OFFICES Total Orders  Actions nation of of Opera- For For For

OF ORIGIN Massages aiven Talcen Erffectad Forces tions Approval Actiona  Cuidance
SAC Aircraft 233 - - - 233 - - - -
CINCLANT Ships 216 - - - ‘218 - - - -
CINCLANT 104® 3 6 2 28 6 131 13 5
CINCSAC 65 - 2 1 57 1 2 2 -
CINCONAD/NORAD 50 - 5 - 26 4 11 2 2
Brbasaiea and

Attaches 40 - - 1 39 - - - -
C3 Army 33 - 2 - 32 - - - -
CIA 31 - - 31 - - - -
CINCEAC 27 2 - 19 1 2 - 1
CINCARIB 25 - 2 2 12 - 3 5 1
CINCEUR 21 - 1 - 1% - 1 2 3
CINCAL 17 - 2 - 15 - - - -
CINCSTRIKE 17 - 2 1 6 - 6 1 1
COMASWFORLANT 12 - - - 12 - - - -
CINCHELM 1° 1 1 - 3 - - - -
0SD-PA 11 4 1 - 1 - - 2 -
COMATS 10 - - - 10 - - - -
41 Othersa 76 7 3 10 47 ] 5 -

TOTAL 999 17 28 17 810 13 71 30 13
)

BP1ua & correction measages

Plus 1 correction measage,
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commanders to JCS requestd for guidance as to their opinions,

preferences and prejudices prior to JCS planning declsions,

24, "Requirements on the JOS" consist of messages specifi.
cally requesting apoproval of actionz planned in the field,
asking the JCS to take speecifie actions to support commanderst
operations (e.g., ordering airlift), or aslking for JCS guid-
ance or oclarification with regard to JC3 orders given or
implied. Actually, most of the messages clasaified and
counted as "Requirements" contain information informing the
JC8 of those aspects of situation background which, in the
opinion of the sender, Justify his case for stabting the
requirement. To this extent, therefore, such messages ars
aisc "notificationa®, but all messages laying a specific
requirement on the JCS have been clasaified and counted only

aa "Hequiremenéa."

25. Table V indicates that 81 percent of the messages
addressed directly toc the JCS were reports concerning the
status of foreces in the field, [Bther than MERSHIP and sub-
marine search reports, these were primarily SITREPS, STATREPs,
and similar reporta of special operations undevway, forwardad
at six-hour intervals per JGS requeaEJ Thesa force-following
messages made up the largeat part of messages sent by every
office of origin exgept CINCLANT. Detalls concerning the
distributlon of status of forces reports ars presented in

Table XIX.

26, For all types of messages addressed directly to the
JC3 other than status of forces reports, three-fiftha were
requirements for Jo§ assistance, and §2 percent of these
requirements were for approval of specifie propesals by com-

manders in the fleld. Requirements from offices of origin

Appendlx A to
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ballie&'under "Oéhers" included one message %rom_the Prasl- '
dant,_with a request to pass on the President:s apelogy to
General Norstad {CINCEUR) for not bringing him in on the

early phase of Cuban planning.l\ ONO's one formal mesaage

to the JCS was & "backup" reqﬁ;;t to extend the runway at

Key ‘Yfeat Naval Ailr Station, previously asked for by CINCLANY.
Its intent appears to have been primerily to make the request

a matter of record. More detailed discussion of requirements
vill be deferred for separate apalysis leading bto Joint Stafr

actions and JCS response to these requirements.2

27. A fow additional comments with regard to notifications
to the JC3 may be in order, It is interesting, from & pro-
cedural point of view, that four 0SD-PA messages were noti-

fications to the JCS of orders given direotly to the CINCs

concerning puﬁlio relations.

Operational Sub,ecbs of Cuban Crisis Messages Directly
ddreased to JC

28. Table VI introduces the classification "Operational

SubjJect" of messages, This classification 15 intended ta

——

IFor further discussion con the alerting of U.3. forces in
Europe, see Enclosure 4, . eit,, Chapter III, "Policy _;E]_
a,

ordination: Overseas Unified Commands and Allied Power
2380 paragraphs 46 to 49 below,
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NUMBER QF MESSAGES

NOTIPICATIONS TO JCS

REQUIREMENTS ON JCS

PRIMARY Coordi~ Status Concepts
OPERATYONAL Total Orders Actlons nation of of Opera- For For For
SBRIECTS Mzsgageas Oiven Taken Effected Porces tiona Approval Actione Guidance~

(uarantine 547 y 2 - 528 - 6 ' 5. 2
Tavaoton (QPLAMs 314/316) g8 B 4 5 52 2 20 4 3
Air Defenae 65 - 6 3 27 7 12 & 4
Strategie (SIOP) 63 - 2 1 55 - 3 2 -
Soviet Bloc Cuban Actlons 37 - - - 35 1 - - 1
Tactieal Air {OPLAN 312) 33 1 3 2 2 2 17 5 1
Pacific 32 1 1 - 28 - 1 - 1
Europe 21 - b 1 1B - 1 - -
Counterinturgency 17 - a - 10 - 2 3 -
CINCAL Arep 17 - 2 - 15 - - - -
Transport i3 - 2 - B 1 1 1 -
CINCHNELM Area 11 1 1 - 9 - - -
Guantanamo Defense 1o 1 1 1 3 - 2 2 -
Overall Y.5_ Command & Control 9 - - - T - 1 1 -
U.8. Forcea Worldwide T 1 - - 5 - - 1 ~
JUWTFA 6 - 1 1 I - - - -
Reconnalssgnce 5 - - 1 2 - 2 - -
Latin America 5 - - 2 2 - 1 - -
Mobilization of Raserves 3 - - - - - 2 - 1
TOTAL 999% 17 28 17 8120 13 71 30 13

\\‘_aPlus 5 correction messages.

\

us

LEHOIS dO&

JiQ I

LAND2S




TOP_SECRET ] roe WT

'i}?ow the primary types of Eperatlo;s raaultiﬂg from the Cuban
orieis apnd the extent of measage traffioc concerned with each
operation. 3ubjects of messages are tallied by the most
specilie operation referrsd to in each message, Thus, sub-
Jects such as "Transport Operetions® are those tranaport
ope-ations not concerned with any more specific Cuban crisis
oparations, €,g., quarantine operatinna,[éfiANa 312, 314 or
316 aperatigfleor Guantanamo defense operations, /Mattars
concerned with all Cuban OPLANs are recorded undefié?vasion

.} (OPLANS 31‘V31\6§and only thoase specific to@MN 3%3:«3
1isted as Tactical Air Operations.

29, \Teble VI indicates that 55 percent of the messages
directly addressed to the JC5 through 28 Qotober were con-
cerned with air and naval operations for mainta<aing the

cuarantine, Prepacation of U.8, air defenses, tactical aar,
end invaeion forceas for possible operations against Cuba

was the subjJect of 43 percent of all other messages, Prep-
arations for possible effecks of such operations, in terms of
counterinsurgency, Single Integrated QOperational Plan (SIOP),
Guantanamo defense, and all other U,3, theater forces re-
sulted in 256 messages, more than half of which were concerned
with Strategic, European, Pacific and counterinsurgency
rorcas.1 The small number of messages concerning reconnais-
sance operations was due to special handling of reconnaiasance
traffic by the Joint Reconnaissance Group (JRG), with only

8 few messages finding their wey to the Battle Stafr rilegzl

30, \The area of greatest need for JCS asslstance, as re-

flected in requirements messages, concerned invasion !

ISee Enclosure A, op. ¢it., Chapter IV, "Implementing the
Military Courae of Aectiont The First Phase,” for a discussion
on deployments undertaken to support the President's program
of action,
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{;;eparation operabions where 27 messages asked fbor JCS
gpprovals, actions, or guldance. Tuwenty-three mesaages
asked for JC3 asslatance concerning taotical air operations
and 22 concerning alr defense operations. Only 13 messages
requesting assistance in quarantine operations weres directly

addressed to the JCS, sines most of the traffic on this subdb-
1

Ject was with the CNO.

Staif Area Sus,ects o2 fuoan Crisis hesss es Mrestly
A LTS3 0 GO JOS

31. Table VII attempts to indicate the staff area most
" directly concerned with the subject of each message directly
addrassed to the JC3, and thereby, the Joint Staflf office
{3-1, J-2, J-3, eto.) moet concerned. More specific break-
downs were attempbed for staff areas thrae through five and
have been recorded in Table VII whenever mors than two mes-

sages were aounted in a subcategory.

32, Table VII indicates that 2lmost half of all messages
recsived were lntelligence reports, [E?st of these were the
MERSIIP and submarine search reports requasbed by the Joint
3taff for force following, and were gent to J-3 for action.

As a result, 90 percent of all messages directly addreased

to the JCS concermed the J-3 area of staff operations.| Three-
fourths of normal operatlons messages concerned readiness,

and movements and change of operational control {CHOPs} of
forces, Logistic support, policy and communlications mes-
sages followed in number received in that order. i@he nunber

of intelligence mesaages other than MERSHKIP and aubmaringl

1For an apalysis of the naval guarantine of Cuba, aeg Enclo-
sure 4, 0p. cit., Chapter V, "The Naval Quarantine,
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TABIE VII. Staff Area Subjectas of Cuban Crisis Messages Directly Addressed to JCS

|
o]
b )
NUMBER OF MESSAGES 5]
NOTIFICATIONS TO JCS REQUIREMENTS ON JCS g
STAFF Toordi-  Status Cancenta
AREA Total Orders Actions nation of of Opera- For For For
SUBJECTS HMesezagesn Given Taken Effected Forces tions Approval Actions Guidance
Personnel 3 - - - 3 - - - -
Intelligence 480 - - - Y79 - - - 1
Operations
Readiness 200 3 10 1 179 5 1 - 1
Movements and CROPs 128 1 10 2 96 ~ 16 2 1
Planning 38 5 1 2 - 6 ll 3 4 -
Misaion Aasigrments 45 3 3 2 28 o 1 2
Exercisesn 5 1 - - - - 3 - 1
Logtaties
General 164 - - 2 - - a 4 2
Alrlift 17 - 1 1 6 - 2 T -
Sealift E - - - 1 - 2 2 -
Nuclear - - - - - 2 2 -
Policy .
General 3 - - h | - - - 2 -
Public Affairs 22 L 1 - 4 - 8 4 1
Forelgn Relations 11 - - - 8 - 3 - -
Commurications 22 - 2 6 6 - 5 3 -
TOTAL 9992 17 28 17 810 13 71 30 13

a4

A

aPlus 5 correction measages,
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{égarch reports is surprisihgly small and indicates thak the
JB3 was not the recilpient of the vast majority of intelli-
gence reporte whioh must have been aanézl

33. Thirteen percent of the messages conoarning operations
ware regquirsments on the JCS, These reguirement messages
made up 49 perocent nf sll requirements laid on Joint Staff
offices, Twenty-four of the 38 messages concerning opera-
tions planning placed requirements on the JC3. All of the
five messagas concerning exercises were requests to the JCS
to approve cancellation of exsercisea, More then three-
fourths of the 42 messages concerning loglstics were requesta
for JCY assistance, as were 18 out of 36 messages concerning

policy.

MESSAQES RECEIVED BY THE JC3 AS INFO COPIES

34, One of the most important scurces of information to
the Joint Starf as to what 18 going ¢n in the field and for
general situatlonal background is Info Coples of messages
pasaing between other military commands and cther U,3, gov-
ernment offices, Such messages are often used by the CINCs
and Services to inform the Joilnt Stafll that JCS orders are
being implemented or how guldance 1s being translated into

actions,

35. These meesages can be of considerable importance to
the Joint Staff. [Epr example, CINCLANT's Operational Order
(OPORD) to subordinate units to implement quarantine actions
was passed to the JCS by Info Copy. The initial OPORD in-
¢luded POL as "war materlals” subject to quarantine, This
wag brought to the attention of Deputy J-3 at 1330 on
23 CGotober by & JBS officer, and QPNAV was contacted by
phone to get PQL removed from the CINCLANT message, In thi%:]
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particular oaaet the matter had been caught and corrected
earlier in LANTCOM and a revised OPORD lssued, although this
Was not known in the Joint Staff at the time. Naturally,
the first Soviet Bloc ship pabsing through guarantine was
carrying POL products,

Origin of Cuban Crisis Messages to JC3 as Info Coples

36. Traffic in messages addresaed to the JCS a3 Info Coples
during the initial phase of the Cuban e¢risia ls recorded in
Table VIII by maessege 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 second largest grouping, 20 psrcent of
the total, There was relatively even distribution of mes-
sages among the other CINCa and Services. In total, mes-
sages sent by 38 offices ars on file for the firat eleven
days of crisls operations, One of the facts of most interest
in this table 13 the relatively small number of State mes-
sages sent to the JCS for thelr information.

Types of Cuban Crisls Mesegages to JCS as Info Coples

37. Table IX presents statlstica coneerping JC3 Info Copies

elasaified according to message type, The sameé categories

of message btypes were utilized in the preparation of Table

IX a8 were applied to the atatistical snalysis ¢f messages
directly addreased ko the JCS.1 However, the significance

of the oategorization of mesaages as "requesta" 1s quite
different. 1In thia instance, JCS Info Copy requesta are
requeats [rom suberdinate commanders te thelr immedlate
superiors for approvals, actions and guidance, Unlike

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

Lsee Table V, page 37.

Appendix A to
Enclesure C

TOP SECRET - 45 .
TOP A{CRET



BT

B
=
N € en (013 ey 6L of ¥ #S ge FAS 6T 6 9 TVaOL
1 ] - - 1 T - - - - - - - £89T3J0 DVIONID <IaylQ &
a, 5. - - - - - 2 e T - - - - 3301330 AmIV 22430 4
2 6 £ - 2 T T T T - - - - - 8301JJ0 938I§ 4aYy30 m
s TT - f1 T % T - T - - - - - 830T3I0 UNIDNIZ IaYlQ
= _Ir £ - - £ T ] - - - - - - - 230TJJ0 dOd 254930 9
o2 6 T £ [ - 2 - - - 2 T - 880TJJO JAVEN 29430 Tt
oc - - S G 2 € 13 - - - - -~ 889TJJ0 INVIONIO ayap 9
9c - £ T G 5 £ tr c 14 e - - S30TII0 AABN 29430 K1
g - - T T € T - T - T - - HINVONIO
8 - - 2 - - 1 £ - 1 T - - INVTANADNTO
6 T - T - £ € T - - - - - LNYTYY /OHVNOD
I - - - - - € 9 S - - - - SLVWOD
it 2 - - 2 1 - - 1 £ T - 1 O¥SONID
A T - - - f f I T - - -- T DITHISONID
4t - 4 - T T 4 T T - 2 - T OVAONID
St - - £ T ] m T 2 T - T - QUNOONID
91 - 2 2 1T - £ 4 - - I - vgo
it £ T g A g e - T - - - - ONJ
ge < 2 £ T ¥4 e 9 2 I - ] - AVED
g2 £ £ T € 1 i 9 s T T - - FTANVTONID
et - - £ 12 - 1 I - - - - - adTus INVIONID
.~ 9t € - e 6 1 #T T 2 1 - - - S2U0BYJY PUT SITSSRQUE
tir 2 u e 2 e m L T 9 6 T T LNVIONID
64 g g L 9 € 9 g 2 - T 2 LNYIaY /oYL
18105 g 12 o2 ce e £2 P+ TS oe 6T gt Li-g NIDIHO 40
. = $A01440
(2961 WIEGIN0) FIVQ AD - LINAS SADVSSIW 40 HIEANN IVATONTHI

TQP SECRET

gatdop oJur ®® 9oL

03 saFegssoy SISTIg URQhg Jo ujdTI0

"IITA TIGYE

Appendix A to
Enclosure ¢

T

4
1

~ 4G -

TOP SECRET



TOP_SEGRET T @W T

conatitute reduiremanta on the JC3. As far as Qhe’Joinb
Staff is concerned, then, the "requests" tabulated in Tabdle
IX are s1mply notifications about the types of problems
being dealt with by subordinate commanders.

TABLE IX, Types of Cuyban Crisils Messages
to JC3 as Info Copies

MESSAGE TYPE NUMBER OF MESSAQGES
Orders given 194
8tatus Reperts 102
Coordination Effected 55
Requeats for Actions 28
Raquests for Approvals 22
Actiona Taken 19
Concepts of Cperations 12
Requests for Guidanae 10
Massage Correction 1

TOTAL 443

38, It ia apparent from Teble IX that the largest category
of JCS Info messages are notifications of orders given by
subordinate commanders, Reports of Coordination Effected
are generally concerned with coordination of actions epeaifi-
cally directed by the JCS, 'Thus, they serve the purpose of
elimineting the preparation of a separate report to the Jes
that the coordinating action i1z being carried out, 8tatus
reports passed on to the JCS as Info Coples are generally of
similar format and content to sSpeciflic reporta which the JCS
had asked for from the CINCs. Thase stabus reports are sub-
mitted sometimea in lieu of & separate specific report by
the CINCs, am are Info Copy reporte of Actions Talten,
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Operdtional Subjects of Cuban Crisis JC3 inre copy heaaages

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

tional subjeat of each message,

TABLE X, Operational Subg
Inio Copy Measajles (

ects of Cuban Crisims JCS
to 28 October 1962)

SUBJECT OPERATION

NUMBER OF MES3AGES

Cuarantine
Invasion (OFLANs 314/316)
Tactical Air (OPLAN 312)
Alr Defense
Latin America
Tranaport
Guantanamo Defeanse
Strategic (8IPP)
Europe
Mobilization of Reserves
Qverall U.S, Command and Control
Soviet Blee Cuban Actions
Reconnaissance
JUWTPA
Counterinsurgency
Pacifio
CINCNELM Area
U.3. Porees VWorldwide
Africa
Correctlion Message

TOTAL

121
81
79
32
20
18
17
13

-
(1)

L~ = M H W o - - - W

443

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

number ¢of messages wasiquarantine operations, More than

one-third of the Info Copy messages conecerned prsparations
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|
for 1mp1ement1ngi§?NCLANT OPLANa 312, 34 or 31%2} Messages
concerning air defense operationsa are the only other group
amounting to as muach as § percent of the total Info Copy
traffic.

[é?at! Area Subjects of Cuban Orisis JOS Info Copy Messages

41, Statistical information concerning JC3-Info messages
is presented by operational subjecta for the staff areas
affected in Table XI. Almost all of the messages in Intelli-
gence were operational infermation, marked for J-3 cognizance.
Thus, Operations was concerned with more messages than all
other staff areazs combined. The primary staff area subjects
of JCS Info Copien were Intelligsnce, Mission Assignments,
Force Movements and CHOPFa, MERSHIP and eubmarine search
location reporte made up hall of all intelligence messages
raceived es Ihro Coples. One-third of &ll force movement
and CHOP reports concerned preparations for invasion opera-
tions. Misslon asaignments reported were chicfly for quar-
antine and tactical air operations., Three-fifths of J-5 ares

Info Coples ccnecerned quarantine operations,

42, The staff area of Loglstics was of concern in 14 per-
cent of the total pumber of Info Copy messages recelved,
Polioy messages made up 12 percent of total copies, and com-
municationa, 6 pergent, Invasion operations caused the only
significant amount of Info Copy traffic in the staff area

of Personnel.

Readdressing of Cuban Crisis JCS Info Copy Messages

43, Twenty.one percent of the initial phase JCS Info Copies
filed by the JBS were not originally addressed ta the JOS,
These messages wereg elther readdressed to the JCS by one of

the message recipients or forwarded from one of the Service
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war rdoms per JCS requeéb uhruugﬁ riegsage center SOFa. The
sources of these readdressed Info Coples are shown in Table

XII.

TABLE XII, Readdressing of Cuban Crisls J¢3 Info
Copy Messages (8 to 28 October 1962)

NUMBER OF MESSAGES

READDRESSING OFFICE READDRESSED TQ JCS
Army War Room 26
Navy Flag Plot 27
CINGCLANT 19
Air Porce Command Post 15
CINCARIB 1
CINCPAC 1
CINCEUR 1
COMPIFTEEN 1

TOTAL 93

44, Theze readdressed Info Copies vere a very important
source of JBS (and JC3) information, Pour of the five earli-
est messages (dated 8 to 16 October) concerning preparations
for Cuban crisis operatlons were readdressed %o the JCS
aftar the sugmented Cuban Watch went into effect on 18 Octo-
ber. Two measages originating on 22 and 23 October were re=
addressed and received by the JCS on 25 and 28 October, at which
timesa they were still of enough interest %o be immediately re-
addresged by the JC3 for tranamission to the White House, Twelve
other readdressals were forwarded to the Wnite House prior to 28
October. It appears that, in cases whers readdressals were
required, procedures for getting certaln key information from
the field to the JCUS caused considerable delay.l

lbata on delays in transmlssion of megsages other than read-
dressals dre found in paragraphs 122 to 128,
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JCS-IN REQUIREMENTS MESSAGES
U5, For the pericd through 28 October, all JCS-In messages

in the JB3 files placing requirements on the JCS, as well as
some additional incoming messages located through references
to them in JCS-Out messages, have bean abstracted and clasa
sified as part of the analysis of Joint Staff actions during
the Cuban orisias, These requirements messages have been
sorted by date, by office of origin, by operational subject
and by staff area affected in the tables which follow,

Origin of Cuban Crisis Messages Placipg Requirements om JCS

46, Table XITI indicates the amcurces of regquirement mes-
sages by date of meassage origiln., Requirements were placed
on the JC3 by 18 offices, with CINCLANT responsible for
eriginating half of the total, The peak of activity was
reached 22 Océober, but more than 10 regquirements for JCS
action originated each day from 19 through 24 Ooctober, The
9 and 11 October requirements were staff actions underway
when the crisis sibtuation broke and, like several later re-
quirements, were significently affected by crisis operations

;)1:11'ln2'~r:lg.:L

Z?Eerational Subjects of Cuban Crisis Messages Placing
' requirements on JCS

47, Table XIV examines the operations which were subjleots

KEE the requirements messages. JCS actions concerning tacti-
cal air operations in preparation for OPLAN 312 made up the
largest requirement aubject, These messages wWere concen-

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

requeats for JCS aotigns concerning invasion preparations '

lFor a description of same of the problems imposed on the
Cuban Battle Staff by messages requiring action, see Enclo-
sure B, "Procedural Analysis of J-3 Command and Control
Operations,” Appendix A, "Coordinaticn of Staff Action."
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' {Epich'ware spread out ov;r the entire peri&d 3xam1néh. TwWo-
thirde of all the requirements concerned OPLANs 312, 314,
316, aip defense and quarantine operations. Actlons requested
of the JC3 on the subjects of quarantine, CINCARIE suppord,
counterinsurgency, Latin American assistance in quarantine
operations, and overall command and oontrol, originated after
initial decislens were made and U.S5, preparatory actions
vware well underway, Similarly, the effect of Cubah opera-
tiens on U,S5, nuclear teating and Paclfic operations caused
later stage requirement message;Z]

Staff Area Subljects of Cubsn Crisis Messages Flaoing
Requlrements on Joo
48, Table XV indicates the stalf area affected by require-

ments meesages for(ggch of the major operational subjects
requiring Jolnt sStarff actlon. Thirty-nine percent of the
aotion requirements concerned the J-3 staff area of opera-
tions, 30 percent coneerned logistic support, 10 percent
pollcy, and 12 percent communications. Requests for actions
concerning lorce movements, CHOPa3, and planning made up the
majority of J-3 area requirements. Requests for alrlift
were responsible for the largest single subject within the
general category of loglstica. The largest number of prob-
lems with regard to public affairs were brought up in cone
nection with invasion preparations and quarantine operationa,
Tactical alr and invasion preparatione caused the largest
number of requests for loglatic support actions, Almost
three~-quarters of the alr defense requirements were staffed
within J-3., One-third of the quarantine problems concerned
interpreting rules of engagement in order to define misasicn
agsignmenta, More than half the SIOP requirements crcerned
nuclear support for strategia readiness, All of the CARIB

area requests were for loglstie and communlcations aupport.!
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g TABLE XV, 3Staff Area Subjects of Cuban (risis Messages Placing Requirements on JCS g
44 a
E NUMBER OF REQUIREMENTS MESSAGES ON PHIMARY OPERATIONAL SUBJECT'S cg?
2 STAFF Counter- Reserves E
3 AREA Tactl- Alr Quar- CARIB insur- Mobili-
SURJECTS cal Alr JInvasion Defense antine SIOP Area gency zZation QOther Totala
Personnel - - - - - - - - 1 1
Intelligence - - - - . - - - 1 1_. .
Operations
Readiness 1 - 1 - - - - 1 1 }
Movements and CHOPs 4 - T ~ 1 - - 2 y 18 .
Planning 2 5 6 2 - - - 1 1 15
. Mission Aasignments - - 2 5 - - - - 1
. Ex<ercises 3 1 - - - - - - - b
[
' Loglstices
General s 3 1 - 1 3 1 - - 1 -
g’%‘ Afrlafe [} 2 1 - - 1 1 - 3 12
£z Sealiflt - 4 - - - - - - 1 5
g Funding 1 - - 1 - - - - - 2 .
g Nuclear Support 1 - I - 4y - - - - 6 |
[ % . -
= ° = Pollcey ' =
9 e S
-, o General - 2 - - - - - - - 2
Publie Affajirs 2 5 1 7 - - - - 1 16
Forelgn Relations - - - - 1 - 1 - 3 5
Communications 2 2 2 - - 2 2 - 6 16
TOTALS 25 24 22 15 T 6 5 L 23 131 ?;E

{
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TOTAL INCOMING MESSAGES ! . .
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 %o point up the scurces aof Joint Staff data. Since
receipt of the Info Coples involves significant deiay over
recelpt of message? on which the JCS is a dlrect addressee,
the timeliness of data scurces also 1a indicatsd 1n these
comparisons., Compariscns by the offlce of origin, by opera-
tional subjects, and by staff-area subjects are made in

Tables XVI, XVII and XVIII, respectively.

i:éources of Incoming Cuban Crisis Message Treffic

50. Alrerafrt reports of MERSHIP slghtlngs and submarine
search reports were directly addressed to the JCS along with
10 to 20 other pricrity addressees in a Joint Staff approved
Address Indlcator Group. Table XVI indlicates the extent of
such reports from SAC aircraft, CINCLANT ships and
COMASWFORLANT, Those CINCs participating directly in Cuban
operationa and Chief-of-Staff Army kept the Joint Starf
informed with en average of one Info Copy for every tuwo
diractly addressed measages, Those CINCs only indirectly
affected by Cuban operations (AL and NELM), dealt with the
JC3 anly by direct addressings., Offices subordinate to the
directly participating CIMCs, to the CSAF and to the CNO,
kept the Joint Starf informed very largely through Info

Copies.1

lSae Enclosure D, "Analysis of Qommand and Gontrol Functions

of the Service War Rooms and Thelr Interrelationship with
Joint Staff Operations,™
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TABLE XVI.

Crisis Messzage Traffie

TogﬂﬁcamT

Sources of Incoming Cuban

TN

PRINCIPAL NUMBER OF MESSAGES

OFFICES “Direct TRfo -

OF ORIGIN Addreasee Copy Tetal
SAC Alreraft 233 1 23
CINCLANT Ships 216 32 248
CINCLANT 108 43 151
CINCSAC €5 11 76
CINCONAD/NORAD 50 15 65
Embassies and Abtaches 40 36 16
CS Army 33 16 49
CIA 31 0 A |
CINCPAC 7 14 4y
CINCARIB 25 8 33
CINCEUR 21 25
CINCAL 17 0 17
CINCSTRIKE 17 12 29
COMASWFORLAMT 12 6 18
CINCNELM 12 0 12
OSD-PA 11 2 13
COMATS 10 11 21
TAC/AFLAKT 6 Lg 55
CINCLAKTFLT 5 28 33
CSAP 7 28 33
CNO 1 17 18
Othere 57 110 167

TOTAL 1004 4y3 1447
Appandix A to
TOP SECRET - o8- Enclosure C
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Qperational Subjfects of Incoming Cuban Crisfs Message Traffic ’

51. Similar relationships are evident in Table XVII, in
that:

&. CINCAL, CINCNELM and worldwlide operations were oo-
ordinated allmost exclusively by direct addressings to the
JC5;

b. Operations eubardinate to major U,S, Cuban actlons
were coordinated chiefly through Info Copiles to the Jeo3;
and

£. Primary Cuben actions resulted in 20 to 45 percent
of all messages on these subjects belng reported to JCS
by Info Copy.

Qut-of-pattern large percentagee of Lnfo Copies concerning
Tactleal Alr and European operations appear to be due to
CINCAFLANT's baslc chains of command to CINCLANT and of
support to CSAF, and of a relatively large number of sub-
ordinate CINCEUR offices directly contacted by Washingten

officea concerning Cuban crisis operations.

Stalf Area Subjechs of Incoming Cubzn Crisis Message Traffic

52. Table XVIII indicates that intelligence, readilness,
and movement and CHOP reports, all bto J-3 account for 81 per-
cent of all direct addressings to the JCS. All obher staff
area subjects consist of at least as many Info COpy reports
as messages directly addressed to the JC3. If the assump-
tlon that direct addressings keep the Joint Stalf better
informed than Info Copiles 18 valid, J-1, J-4, J-5 and J-6&
were less “current" on developments connected with their
are&s of respansibility than was J-3. The Operations Direc-
torate itself was less informed on planning and mission

assignments in the field than they were on the status of

forces.
Appendix A %o
Enclosure ¢
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TABLE XVII, OQperational Subjects of Lncoming Culan
Crlsia Measage Trafflio

T@WMT

™™

*RIMARY NUMBER OF MESSAGES
CPERATIONAL rec nio

SUBJECTS Addressae Copy Total
Quarantine 547 121 668
Invaaion (OPLAN8 314/316) 98 81 179
Air Defense 65 32 97
Strategic (3IOP) 63 13 76
Soviet Bloc Cuban Actions 37 T 4
Tactical Air (OPLAN 312) 33 79 112
Pacific 32 3 35
Europe 21 13 34
Counterinsurgency 17 4 21
CINGAL Area 17 0 17
Tranaport 13 18 31
CINCNELM Area 11 1 12
Guantanamo Defense 10 17 a7
Overall U,8., Command & Control 9 8 17
U.S. Porces Worldwide 7 1 8
JUWTFA 6 13
Reconnaissance 5 12
Latin America 5 20 25
Mobllizaklon of Reserves 3 9 12
Africa 0 1 1

TOTAL 999% yu2® 1441

8pius 5 correction messages,
bPlus 1 correction message,

TQOP SECRET
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dtatus of Porces Reports .

53. The types of messages in terms of functiansd performed
by the messages {(e,g,, authorizations, approvals, require.
ments, ete,) are not directly comparable between Dirsct
Addressin;o and Info Coples. However, in total, 63 percent
of 211 incoming messages were notifications concerning the
status and sotions of friendly and potentizl enemy forcea,
Most were formatted reports, and initially, largely in the
JOPREP series. Early in crisis planning, JOFREPs were re-
quested every six hours to help keep the Joint Staff informed.
Additional six hour reporta were ordered beginning 22 October
to cover all movements concerned with Cuban erilsis operstiona,
Other specialized reports were subsequently requested to
cover MERSHIP and Soviet submarine activity. A breskdown of
theae categories of notifiecations received by Direct Address-

ings and Info Coples 15 recorded below,

TABLE XIX, 3tatus of Forces Reports
NUMBER QRIGINATED THROUGH

23 OCTOBER
JOPRED? Reports <03
Intalligence 114
All oOthera 139
Attache and Embassy Reports 52
Alrlift Orders - 11
Total Normal Reports 316
MERSHIP 3ightinge by Aircralt 235
Submarine Searceh Reports 133
Ship SITREPa and SITSUMS 113
Movemsnt Reports 71
Ship Orders and Intercept Reports R
Total Special Reports 556
GRAND TOTAL 912
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! 54, An attempt'ﬁas 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
crisie situation., It appeers that the spegial orisis-related
reports nearly tripled the volume of reports =vailable %o

the Joint Staff,

JOINT STAFF CUBA ACTIONS

55. The firast half of this Appendix has baen concerned
with the flow of informatlon to the Joint Staff. The re-
mainder is oonoerned with Joint Staff actions taken and the
end~-product results of these actiona, No agtion reccrds
per se have been made aviladble, so actions taken have been
deduced from various products of these actionds, Data ana-
lyzed include ,JCS "Cubsa Greens®, JBI racords of miscellanecus

Director's memoranda (e.g., J=3Ma) and JCS-Out messsges,

CUBA GREENS

56. Moat of the short-term JCS Cuba actions requiring
formal staffing were reported in the 2304 series of JCs
papera.[:; emall number of longer range staff studiea, such
a3 review and approval of contingency plans for Cuba, were
Efffloped in the JC3-2018 aeries.l The 2304 series has been
individually reviewed, and & summary of each Cuba paper in
the series is tabulated at the end of this Appendix as
Annex A, This annex reflects the office requasting and the
offlce taking Joint Staff action, the time required, and any
actlon assignment resulting from each paper of the JCS-2304
saeries developed from 12 October through mid-December,

<3ee Enclosure A, op. eit., Chepter I, "Preeriais Military
Centingenoy Planning,™
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57. Of: the 55 Jcs "Graeéa“ summarized, 21- repulted in ‘
formal subtmiseion to the Secretary of Defense for informa-
tion or acticn., Seventeen resulted in action assignuents

on Joint 3taff ofrices, and seven in action sssignments on
Service Chiafe, Eight of these JCS papers resulted in JCS-
Cut messages, in most cases assigning aoction of some type to

a CINC.

58. The daba availsble are too apetty to say much about
the requirement origins, stalfing offigcea, or decleion levels,
or to say anything mesningful about time required 1in the Joint
Staff, However, on the assumption that requirements were
raceived in chroneloglioal order, ths number of asotione being
considered in the Joint Staff (i.e., in some phase of staff-
ing)} has been graphed in Figure 3 to indicate the shape of
the Cuba "Grebns" gtaffing elfort over the duration of JBS
operations. High levels of aotivity &re apparent for 22
through 29 Ogtober, on 6 November, and 14 through 20 November,
The fact that at least five JCS "Ureens" concernling Cuba were
in some phase of gtaffing from 20 Cotober through 27 November

is also of some interest,

MISCELLANEOUS STAFF ACTION RECORDS
59. Aa part of the JBI filea, records of miscellaneocus

staff actlons were maintained. A3 for the Cuba "Greens",
thesa records provide a scurce of data as to gtaff aotions
required during the Cuban orisis, A review and tabulation
have been made and a summary for each paper im listed at the
end of this Appendix as Annex B, Of the 53 records maintained
in this file, 36 are records of J.3 ectiona and eight are J-5
actiona. -Ten records are of actions ooncerned with staffing
in JC3-In mesagges and resultant JC3 responses, Ten of the
J=3 aotions resulted in "“J-3M papers” and 12 resulted in "J-3
Opa" papers.
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60, An atbvempt was made éo illustrate an expscted increase
in J-3 memoranda during the period of greatest Cuba staff
activity by plotting J-3M numbers against time, The results,
however, were nearly & stralght line over the monthas of Ooto-
ber and November 1962, Since the J=3Me pertaining to Guba
made up only about 5 percent of those issued, the graph
appears to indicate that there is a nearly continuous equal

production of J-3Ma, This number 1§ largely independent of the
aragh! aections of the moment, This implies that within J-3,

orisis eituations change the subject matter but not the volume

of productiocn,

JC3=0UT MESSAGES
61, JC3-Cut messages represent a formal end-product of

Joint Starff actionsa. Information has been received giving
the backsroun& on & gituation, a requirsment for ataff ac-
tion has been submitted or implied, and the requirement has
been recégnized within the Joint 3taff, Staff aotion is
taken and a draft message 18 prepared, coordinated, approved,

and tranemitted as a JCS-Out measage.

62, Baclkground information leading up to JCS-Out messages
is recsived from many sources, one of which is the incoming
measage traffic previously rBported. Other sourcea include
formal support from the Services, telephone calls, and briaf-
ings and personsl converaations. These scurcee have not
been studied for Cuban crisis operations, and this paper is
confined to analysis of the extent to whicth formal incoming
messages determmined and affected JCS-Out messages.

63. A good deal of information with regard Lo Joint Staff
operations can be obtained from analysis of JCS.Qut messages,
The remainder of thie Appendix will examine the nature of
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1 . .
staffing probleme 'and actions resulting in JES-Out messages,

ap indicated by the messages themselves,

64, Flow of JCS-Out messages by date for ihitial phase
Cuban erisis cperations iB examined in the next two tables,
Table XX examines Cuban orisls message traffic relative to
total JCS-0Out traffic during the perlod.

TABLE XX, Cuban Crisis Message Trafflioc Relative to
Total JCS-Qut Message Trafficaflé to 28 October 1962)

NUMBER OF JCS-OUT MEJSAGES

er
DATE Total co&‘:ﬁ?nms
OCTOBER 1962 JC3-0ut Operations
16 10 1
7 19 2
18 ! 18 4
19 38 14
20 g 6
2 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 indiocates that-Cuhan orisisa operations be-
came the prime subject of all JCS-Qut traffic on Saturday,
20 October. Handling of preparations for Cuban operations
made up 93 percent of the Qut messages the following day,
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88 Joint Staff general offices began'a Baven-day weak senior

staff Cuban Watch. The inoreases in JCS-0ut messages on
Friday, 19 October, Monday, 22 Qotober, and Friday, 26 Octo-
ber, do not appear to be even indirectly related to Cuban
operations., These traffic inoreases are probably normal
end-of-work-week and aoccumulated waskend Joint Staff busi-

ness.

‘E;g.léhare 18 no olear concentration of Joint Stai'f effort
on any one subject of Cuban operatlons overtime, as seen in
Table XXI. There was a slight empheails on air defense of
the southeaatern U, 3, and key Caribbean installations (in-
cluding the Panama Canal) through 19 Ootober. But prepara-
tion for implementation of QPLANS 312 and 314/316 (tactical
air and invasion operations) were the most frequent message
subjects from iabe on the 19th, daily through 2U October,
The "lateness" of formal JC8 communications concernlng
querantine (blockada) operations is apparent, JCS partici-
pation in reinforeing Quantansmo and evecuating dependenta
was & middle time-phase follow-on to early emphasia on

defenses.

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

to which JCS messages were directed; to what extent they
were addrassees, and on what subjects, A8 would be expected,
CINCLANT was by far the largeat reciplent of JCS-Out mes-
Bages, being directly addreased on 56 percent of these mes-
sages, and kept informed of JCS aotions by Info Copies on an
additional 25 percent of the JC3-Out traffic. (INCONAD waa
the next largest recipient of direot addressings, being
single or co-addressee on 25 percent of the JCS messages and
informed on 10 percent additional. (SAPF was the sacond
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TARLE XXI. Primary Operational Subjects of JUS-Out Messages

Cancerning Cuban Crisis Operations - By Date

HMEER OF MESSAGES SERT 0N FACH QFERATIONAL SUBJECT

DATE Inva~

Mr cquar- Tactical World- Counter- MO Recon- Latin  Miscel-
00r. 1962 aian Defense antips Ay vide SI0F insurgency Defense naissance America lanecus ‘Total
16 1 - - - - - - - - - - 1
17 - 1 - - - - . - L - - 2
148 1 1 - - - - - 1 1 - - L
19 L} 5 - 2 - - 1 - - - 2 14
20 3 - - 1 1 - - 1 - - - 6
2 9 b 1 3 2 1 1 2 - - 2 26
22 [ 3 6 4 L 2 1 1 - - 1 28
23 8 3 3 3 2 1 - - - - 1 21
ok 8 2 b 3 i 'l.- 1 - - 1 1 21
25 1 2 2 1 2 1 - - 1 1 1 -
26 2 1 3 2 3 3 2 - - - 1 17
27 5 1 2 1 1 2 3 - 1 1 1 18
28 1 1 5 2 2 2 2 - - ‘1 16
TOTAL k9 25 25 22 18 12 u 5 4 4 1 186

LJHOEE 404
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TABLE XXII, Addraasing of JCS-Qut Masaages Concerning
Cuban Crisis Operationa {16 to 28 Ootober 1962)

NUMEER OF TIMES ADDRESSED

A;gﬁggggzs Total igdgéggég Adgreg;aaa Oogiga
CINCLANT 150 62 42 46
CINCONAD 58 16 27 15
CINCSTRIKE 58 4 29 25
CINCPAC 53 10 28 15
CINCARIB 53 13 28 12
CINCSAC 50 11 g2 217
C3AF 70 4 32 3b
CSA 60 1 a7 32
CNO 55 1 24 30
eue S 0 23 24
Total 3ingle Addresszee Fepsagea: 130

Totel Multiaddressee Meesages: L]

Total Info Copy Messagest: 146

Total "Exclusives": 9

Other Single Addressees:
AMEMB Honduras (for Lt, OGen. Burns) - 1 message

USARMA Honduras - 1 message
JUSMAQ Madrid - 1 message
COMATS - 1 message
U.8. CINCEUR - 2 messages
CJTF-8 ’ - 2 messages

2Tnciudes 12 mesasages to all CINCa and Services.
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TABLE XXIYI. Distribution of JCS-Out Cuben Crisis Measages to Primery Addresasees
Hy Subject Operation (16 to 28 October 1962)

HUMEER (P TIMEY DYRECTLY ADORESSED ON SUBJECT OFERATION

FRIMARY Ivva-~ Aty Quar- Tactical World- Counter- GTHD Recon- Letin  Miscel-
ADDRESSEFS sion Defense antine Alr vids SIOP insurgency Defenss mneissance JAmerica laneous Total
CINCLANT 32 6 20 15 18 - - - Y 3 - [ 104
CINCONAD 1 20 3 1 18 - - - - - - 43
CTHCARTB 2 1 7 ~ 17 - 8 1 1 ] - LA
CINCPRC 12 1 3 1 17 1 - 1 - - 2 38
caap 3 4 2 1 17 - 5 2 - - E SO
CINCIAD 1 - 3 - 18 9 - - 2 - - 33
CINCSIRIKE 8 2 3 3 17 - - - - - - 33
CSA 3 3 2 - 1T = 3 - - - - 28
CHNO 1 2 2 2 17 - 1 BN - - - 25
oo 1 2 2 - 17 - - 1 - - - 23

TORAL, & 41 N7 23 173 10 17 8 6 5 n Lok

1
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argest ﬁnrormed office, recelving either by direct address or
Info Gopies more than one-third of the JUS-Qut messages concerning
€uba, CINCs CONAD, STRIKE, PAC, CARIB and 2AC, and the Service
Chiefs of Staff were all informed on roughly one-third of the
Cuban Out traffic, The CINCa were generally direct addressees of
JC3-0ut massagesn. The Services receivad a elightly larger number
of JC3-Out messages ad Info Coples than as direct addressings,

€8. Twenty offlices in all were directly addressed on the
JC8-0ut messages concerning the initlial phase of the Cuban
erisls, and 43 other offices were sent Info Coples. Except
for one Info Copy to CINCAL and two messages to CINCEUR,
CINCs EUR, AL and NELM wers recipilents of only those mee-
sages sent "to all CINCs and Ssrvice Chiefa", Two of thess
mesaages were among the nine "Exelusives" originated during
the period. All hut one of the "Exolusives" were sent prior
$o 22 Qotober 0300, and were largely prompted by exbtra secu-
rity precautions imposed on the Joint Staff,. Three of the
"Exclueives" were addressed "CJCI Sends". All were aventu-

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

69. Eleven of the twelve meseages addressed to all CINOa
and Service Chiefa have been claseified in Table XXIII as
referring to worldwide U,3, operations, The other message

wae worldwlde notice pf preliminary plans for the naval
"blockade" of Cuba,

ne of these meseages was of specilal sig-

nificance from a procedural point of view, in that 36 minutes
after a TOP SECRET order to implement MINIMIZE went out, a
saoond messapge followed, downgrading the order to CONFIDENTIAL.
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LX70. e relstive importance of CINCPAC as an addresses
concerning Cuban orlals coperatichs may not have been expected.
CINCPAC and CINCSTRIKE ware called upon forhgaJor augmenta-
tion of CINCLANT forees for invasion preparaticns, build-up

of taoctical alr and alr trensport capablilities, and reinforce-
nent of Guantanamo derensqgi) CINCARIB had speciaml assignments
primarily tqlgzepare for counterinsurgensy operations in Latin

America and in connection with quarantine operations? Mes-

sages epecifically addressed to SAC dealt primarily with

Messages directly ad-

dressed to Service Chiefs were almost aexalualvely for coordi-

nation of oparatione being performed by their subordinate

command;:3

Purposes and Operational Subjects of JCS-Out Megsages

71, JCS-Out measages are classified in Table XXIV by the
types of messages sent and aere counted by type for each
operational supjeet. It is apparent that almoat two out of
every three JCS-Out messages required action by recipients,
being either Orders Given or Approvals of recommended actiona.
Notifications consisted cof messages informing subordinate
commanders of actions taken by the JCS or Joint Staff to co-
ordinate field activities, These actions were usually 1n
responsa to & request from the fleld for airlift or for
augmentation of forces or equipment by transfler from another
command. These coordinating sctions were raequired most often

in conneotion with preparatlions for invasion.

.{Eﬁ.[é;ports requested sre an indiocation of thas areas where
normal reporting methods were not providing satisfactory in-
formation flov to the Joint Staff, "“Airlift Capabilities”

was one of these areas, JOQPREP and speclal movement repor{E:l
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TABLE XXTIV. Types of JCS-(ut Messagee Concerning Cuban Crisis Operations - By Subject 3
o
PITMARY NUMBER OF MESSAGES OF EACH TYPE SENT %
OFELATIONAL Orders Notafi- Guidance Guidance Reports Disa E
SIBJECT Gilven Approvals cationa Glven Requeated Requesated approvala Total
Invas.on 2 12 9 4 1 - 2 49
My lefenze T 9 2 1 5 1 - 25 _
tuaantine 14 2 3 - - 1 25
Ta.tlcal Air 8 4 2 1 2 2 3 a2
Wwridwide 6 - T 4 - 1 - 18
310P 3 3 2 - 1 2 1 12
Counterinsurgency 5 - 2 1 2 - 1 11
GTMO Defenae 3 2 - - - - - 5 -
Reconnalsasance 3 - - - - -
Latin America - - - 1 - - -_
Miacellaneous 3 4 1 - 1 - 11
TOTAL 73 Lo 30 14 13 8 8 186
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{Egre raquéated every six hours (1nsgéad of dally) for forces
connectad with OPLANs 312, 314 and 316 and quarantine opera-
tiona, op affected by these operations worldwide, Merchant
ship and submarine search reporte have already been discussed.
Other speolal reporta requested concerned tactical air and
air defanse operations, and were due to the extrems over-
loading of aoutheast U.S3. air bases and resulting redeploy-
ments to obtain quicker reaction capabilitieéZ}

73. Guidance requestad was primarily in conneotlion with
this extreme concentration of forcea and thalr resulting
vulnerahility. 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 guildance given
worldwide, the other ten Guidance Given measages were in
response to aspecifie requesta lor concepts of planned opera-
tions, Apparently, most of the requests from subordinate
commanders for clarffications of JCS-Out messages were han-

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

Staff Area Subjects of JCS-Out Messazes
T4, The Starf araa subjects of initial phase Cuban crisis

JCS-Qut messages are broken down by opersticnal subjects of
measages in Table XXV, Flfty-four percent of the JC3-0Outs
were in the J-3 area of operations, and 20 perc¢ent of the
JCS-0ut mesmages concerned movements and CHOPs of forces,
All messages concerning the subject of air defense were in
the Staff area of Oparations, and every opearational subject
required at laast one message in the J-3 area. LEﬁE-third of
the JCS-Cuts concerning OPLANa 314 and 316 were concerned
with operational matters, and one-third with logistii:l
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g PARLE XXV. Staff Area Subjects of JCS-Out Messages Copcerning (Cuban Crisis Operations - By Subject Operation
o
&
Q STAFF NUMEER OF MESSAGES ON EACH OM_TIOHAL SUBJECT
: E AREA Inva- Mr Quar- Tactieal Warld- Counter- GBD Beeon- Latin Miscel-
’ SUBJECTS eion  Defense actine Mr vide SIOP insurgency Defepse paissance Ameviea lapeous Total
Persomel 2 - -~ - - - 1. - - - 1 b
Intelligence 1 - - 1 8 - - - 1 - - 1n
Operaticos
: Readiness L 1 1 3 3 3 - - - - 3 18
Movements and CHOPs 8 14 - 6 1 3 - 2 - - 3 37
Planning L é 1 1 - - 1 - 1 1 2 17
Mission Ascignments - L 17 - - - - - a - - 23
. Exercises 1 - - 2 2 - - - - - - 5
-6'\ Logisties
i General 6 - - 1 - - 3 - - - - 10
Alrlife 5 - - - - - 3 2 - - - 10
5E Sealift b - - - - - - 1 - - - 5
A Funding 1 ~ 1 - - - - ~- - - - 2
c3 Muclear - - - 1 - i - - - - - 5
@
c
=5 3 Policy
T
8 o, Public Affaivs 9 - 2 5 - - - - - - 16 .
i o National Policy - - 2 - - 1 - - - - 1 b
Foreign Relations - - - - - - - - - 1 - 1
= Communications b - 1 2 4 1 3 - - 2 1 18
&
=8 TOTAL hg 25 25 23 18 12 n 5 L 4 1 186
o ‘
% L
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support. ﬁhese invasion 'preparation messages !conoernins

logistics wade up more than half of all messages in the

logistics area.

,Ei?i:§?o-thirds of the Qut messages in the field of quaran-
tine operation? were c¢oncernsd with speciflc misslion asslgn-

mants, chiefly involving Rules of Engagement. Planning for

public announcements concerning

ook the largest number

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

JCS had to authorize "release of special intelligenece plan-
ning information" for use at aircrew level for OFLAN 312
planning. Secondly, on 21 October, J-3 had to authorize

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

nection with alrlift of thaiSth mﬂ

Security Aspects of JCS-Out Messages

76. The last {wo messages referred to reflected security
problems arieing in the initial phase of Joint Staff Cuban
crisis operations. Table XXVI illustrates the high degree
of security reflected in clessification of JCS-Qut messages
concerning the initial phase of this eriels,

T7. Up until 20 Catober, two-thirds of the Qut messages
concerning Cuban operations were clgssified TOP SECRET,
This percentage inereased until 23 Oetober, when it dropped
to one-third TOP SECRET after the President’s address.
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! PABLE XXVI. Security Classification of JCS-Out
Cuban Crigis Messages

NUMEER CLASSIFIED A3

DaTE TOTAL TOF

OCT. 1962  JCS-OUT __ SECRET _ SECRET _ [ENTIAL _ SIFIED"
16 1 1 - -- --
17 2 1 1 - -
18 L} 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
ah 21 6 11 3
25 12 5 1 2
26 r17 3 6 4
27 18 6 10 2 -
28 16 5 6 2 3
TQTAL 186 a5 58 21 12

Staff Preparations of JCS5-Out Messages
78. Tables XXVII through XXIX are concerned with some of

the staffing functicns performed in the generatlon of JCS-
Qut messages oconcernding Cuban crigils aperations. These
fables and aoccompanying discusajon reflect information
regorded in the messages themselves: who "sent" the message
(1.e., directed that such a message be sent), who drafted
the baaic message which wae subsequently acgepted or modlified,
and who reviewed and approved the final draft for transmis.
slon. PRurther details of staffing, suoch as coordination
efrfected in developing the draft and obtaining approval, are
not normally recerded on the file oopy, nor are records of
messages staffed in varying degrees but never sent. (For
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TARIE XXVII. Aectlion Officers for JCS-Out Cuban Crisis Messages, By Message Senders
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{ mee) NUMEER OF MESSAGES ORDERED BENT BY g
OFFICER cJCs Jcs DJS VOIS J-3 J-4 J-5 J-6  SACSA SAMAA  TOTAL 3
¢JCcs 2 - - - - - - - - - 2
s - 30 - - - - - . _ 31
vII8 - 9 - 1 - - - - - - 10
J-3 - 3 - - 1 - - - - - 4
J-4 - 1 - - - - - - - - 1
I-5 - 1 - - - - - - - - 1
SACSA - 2 - - _ - - - - _ 2
Secretary JCS - 7 - - - - - - - - 7
ocICc8 1 - - - - - - - - - 1
oDIs - 5 1 - - - - - - - 6
CNO - 2 - - - - - - - - 2
OPNAV Staff 1 8 - - - - - - - - 9
J-1 Staff - 3 - - - - - - - _ 3
J-3 Staff - 22 2 1 33 - - - - - 58
{4 Start - 1 - - 3 - - - - 11 w3
15 Staft - 6 - 1 - - 2 - - - 9 o
J.6 Statr - 2 1 - 1 - - 8 - - 12 &g
S/SA Staff - 6 1 2 - - - - 7 - 16 .
SMAA Staff - - - - - - - - - 1 1
TOTAL 108 6 5 38 7 2 8 7 1 186

L3
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TARLE XXVITI. Action Officers for JCS-Out Cuban Crisis Messages, By Operaticnal Sudbjecta

e 3
g _ o
8 ACTTON NUMERR OF MESSAGES DRAFTED ON BUBJECT OPERATION 'ﬁ
E {DRAFTING) Inve- Ar Quar= Tactica) World- Counter~ GTMO Recon- Latin  Miseel- E
(FFICER sion Defente antina AMr vide . S1oP insurgency Defense naissance America lanecus Total
cJcs 1 - - - 1 - - - - - - 2
s 10 3 L 5 b 2 1 1 1 - - 3t
VDS 2 4 2 2 - - - - - - - - 10
J-3 1 1 - - - - - 1 1 - - L
J-4 1 - - - - - - - - - - 1
J-5 - - - - - X - - - - - 1
SACSA - - 1 1 - - - - - - - 2
' Secrctary JUS - 4 - 1 1 - - 1 - - - 7
@ 0CXS - - 1 - - - - - - - - 1
i 0DIs 3 1 1 1 - - - - - - - 5
cHo - - 2 - - - - - - - - 2
BE omavSterr 1 - 8 - - - - - - - - g _ -
%E J-1 Btaff 1 - - - - - 1 - - - 1 3
8 J-3 5tefr n 12 4 3 n 9 2 1 - 5 58
= @ : J-k Staff é - - 1 - - 1 - - - 3 1 =3
S a_ 558t " - 1 - - - - - 1 2 1 9. &2
i S 1.6 staee 3 - - 3 1 - 3 - . 2 - 12 ;
SACAA Staff 5 - 1 5 - - 5 - - - 1 6
5] 8AMAA Staff - - - - - - 1 - - - - 1 &
g TorALs b9 25 25 22 18 12 n 5 L n 166 55
= &i
=3
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TABLE XXTX. Typea of JCS~Out Cuban Crisis Messages, By Message Sender

NUMBER OF MESSAGES OF EACH TYPE SENT

ITHOIE 40T

MESSAGE Oordera Notifi- Guidence QGuidance Reports Dis-
SENDER diven Approvals catlons aiven Requested Requeated approvals Total
cycs 1 - - 3 - - - y
Jcs 52 27 7 9 T 2 L 108
bJ3 1 3 2 - - - - 6
VDJS - 3 - 2 - - - 5
J=-3 8 6 14 - 4 3 3 38
J-4 3 1 - - - 3 - 7
J-5 1 - - - l - - 2 -
J-6 2 - - 1 - - 8
sacsa 4 - - - - 1 7 . =
SAMAA - - - - - - @
1 1 2
TOTAL 73 Lo 30 14 13 8 8 186
)
7
=
=
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these reasons, among othara;lthe tables do not reflect Jhe

relative worltload on staff offices 1n generating JCS~-Out

messages, )

79. Table XXVII indicates that 59 percent of the JCS-Qut
messgges during the initial phase Cuhan orisis coperations
were drafted by the usual Joint Staff acticm perconnel {sub-
ordinate to the directors). J-3 personnel were the prinei-
pal action officers. J-4, J-5, J-6 and Speclal Assistant
for Counterinsurgenoy and Special Activities (SACSA) ataff
peraonnel drafted similar numbers of mesaages, each handling
about one-fifth of the number of J-3 staff actions. There
were no J-2 actions on JCS-Cut messages recorded in JB3
flles.

B0. Approximately one-third of the JCS-Qut messages were
drafted by senlor staff personnal at the Director level or
above, The Director, Joint Staff (DJS) wrote the largest
number of these, with the Vice Director, Joint Staff (vDIs)
and JC8 Secretary also personally drafting sigmificant num-
bers of JC3-Out messages. The remaining 10 percent of the
JC3-Outa were drafted by lower eochelon personnel not sub-
ordinate to the Ja or SACSA, and not in the normel staffing
chain {1,e., 00JCB, ODJS, OPNAV personnel). The JCS speaifi-
cally orderad almost two-thiprds of the messages to be aent.
Of the nine other offices sending out messages, J-3 waas the
only one ordering more than 8§ percent of the total traffio,

sending 20 percent,
»
B1. Table XXVIIX indiocates the writera of JC3-Qut messages

for esach subjeot operation of the measages. No gpseific
categorization of responsibllities is apparent, except for
the CNC and QPNAV personnel writing only quarantine messages,
Qther offices seem to be pretty well-rounded in thelr subject
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respanaibilities. Similarly, all subjecte required efforts
of meveral different offices, with only the J~3 staff
responglbility for STOP measagss appearing signifioant,

82. The characteristics of the "staffing” actions for JCS-
Out messages duripng the initial phase of ¢perations were due
to a very large extent to extreme securify measures beling
taken, Through the 22nd of COctober, the Dirsetor, J-3, for
example, was not at liberty to dlscuss certain actions belng
taken with his staff, and there are indications that the
DJIS did not feel free to discuss certain JCS actions with
his Directors. Through 21 COotober, exactly half of the JC3-
Out messages conserning Cuban operations had been drafted
by persconnel other than those subordinate to Joint Staff

Direotors and Epaoial Asaistants.

83. On the big dey, 22 October, more than two-thirda of
the Cuban crisis Out messages were drafted by upper and
speclal echelona, The relaxation of extreme security meas-
ures coourred on 23 October after the President'!s publle
addrass, when 16 out of 21 JCS-Out messages were drafted by
subordinate staff officera in the normal chaln of command,
two. more by OPNAV personnel soordlnating guarantine instruc-

tions, one by ODJS persommnsl, and only two by the VIJS,

84, The relation of messags senders to types of JCS-Out
messages 18 shown in Table XXIX, All typesa of messages
were ordered by JC3 and all types, except for Giving Guid-
ance, by J-3. Only most senior personnel ordered pasaing
of guidanes to the fleld, and three of the four "CJCS Sends"
messages ware in the Juidance Given category. Two-thirds of
the JCS-Qut messages wers ordered sent by echelons higher
than the Directors.
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85. All:JCS-0ut rlessages require approval Por.transmiéaion,
and approval l1s evidenced con message coplea by slgnature,
Messages addressed aes "DJS Sends" or "J-3 Sends", or by any
of the Directors, were almoet always approved by the person
nemed s8 sender, his "Exec” or his Military Secretary. In
messages addressed "JC3 Sends’, the DJS or VIJS genarally
approved the contenta of the message. However, when a “JC§
Sends" message was drafted by a Director, the JCS Secretary,

or SACSA, the writer usually approvaed hls own message.

86. 0f 55 "JCS 3ends" messages written by the Secretary,
the Directors, SACSA, tha DJS or VIWE, 48 were approved by
the writer, The DJS approved one mesaage prepared by the
Vnig, two by J-3, ona by J-5, and two by the CNO, The VDJS
approved one message writtan by SACSA for the JC3.

87. Thirty "JCS Sends" messages drafted by suberdinate
Joint Staff officer personnel were approved by the DJ3 or
VDI3, inocluding five messages written within the ODJS., Fif-
teen other "JCS Bends" messages were written by subordinate
Joint Staf{ offloers, and these were approved by the Iirec-
tors, Deputy Directors, or Executive Zecretary of the staff
office drafting the message (1.e., J-3 for J-3 astalf, SACSA
for SACSA ataff, ete,). Eight "JC3 Sends" messages were
drafted by OFNAV personnel. Five of these were approved by
the DJ3, two by the VIS and one by J-3.

89. The stringent eecurity precautions adopted at the upper
echelone of the Joint Staff for handling of the initial
vhase of Cuban erisis operations made for difficult working
conditions for the Battle Staff, esapecially with regard to
JCS-0ut messages. The high echelons drafting messages, and
stalfing by offices outside the normal staff flow {OPMNAV and
ODJ3), prevented the usual dissemination of lmowledge in
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;Joint Staff Directorates and in the JBS of pfbbable foééh-
coming actions. This often resulted in the JBS being called
upon by field commands for coordination of implementing ac-
tions ordered by the JC3, but of which the JBES had no knowl-
edge,

89. This problem persisted in slightly different form
after the 22nd of Ootober, even though formal staffing be-
came the norm. Action for a JCS8-Out message would be
assigned to a subordinate staff officer, but knowledge of
changes in his draft action recommendation and final approval
and transmittal action were often unimown to the JBS until
after a query was received from a field command as to eome
facet of the transmitted message. There was no procedure
for short-term feedback from the CJC2 offiee where senlor
staff members were working {the "Gold Room") to the JBJ
astlon officer who hand-carried his draft measaga to the
door and saw 1t disappear inside. Thus, for example, on
23 October, 11 messsges drafted by subordinate starf officers
were subsequenily &oproved in the OGold Room by the DJS or VDJS.
This undoubtedly affected efficlency of personnel on the Cuban
Battle Starr,l

15ee Enclosure B, "Proecedural Analysis of J-3 Command and
Control Operations,” Appendix A, "Briefing and Debriefing."
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. ANNEX A
o ACTIONS AND ACTION ASSIONMENTS HEFLECTED IM CUBA “GRESNSY
ié.
] —JCE
g GREEN DATE DATE
3 NO. REQUIREMENT ACTION H.E%UEEMENT STAFPTNG DEGISION )
2304/ RECEIVED COMPLETED FIGIN OFFICE LEVEL RESULTING ACTION ASSYGNMENTS
TO 12 Oet ASD/ISA J-56-Caribbean security arrangements
(see 230497,
T1 17 Cet 31 Cot CNO CHNO JCS-Need for Cubon overflights ----
withdrawn.
T2 18 oct 21 Oct Jcs
' 73 24 Oct CINCLANT Jes
o
= Th 19 Qet - 20 Oct SeeDef Jcs CNO-A1l quarantine problems; J-3/
f SeeDef actions.
75 28 oct CNO Jes SecDef-U.S. command of OAS naval forces.
mze T6 29 OQot JS80 JCS-U. 8. /USSR negotlation aetiona.
- SR2 77 29 Oct 3-3 JCS Mtg.  SecDef-Plan for air quarantine; JC3 =
e ef Msg 7086. ] o
" = =z
= t.g 18 27 Oct SACSA JCS Mtg.  SecDef-Surveillance leaflet program. & -
Q
\ g 1 30 oet JS5¢ JCS Mtg. SecDef-Hegotiation aims and gosmls.
[S
8 80 23 Oct 31 Oct President Secre- None-Forwarda quarantine proclamation.
ta taries
Z 81 30 Oct J-5 Jes-U.N. alms and goals.

:
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ANNEX A (CONTINUED)

8
(o1 o
(REEN DATE DATE ta
NO. REQUIREMIMT ACTION REQUIREMENT STAFFING DECISION ) Q
2304/ RECEIVED COMPLETED ORIGIN OFFICE LEVEL RESULTING ACTION ASSTGNMENTS g
B8z 31 Oct DIA-Study of build-up shipping.
83 25 Qct JCS Mtg. SecDef~Timing of OPLAN'a.
84 24 Oct JCS Mtg. SecDef-Execute 312 and 316 on 29 Oct.
85 28 Oct yes mez. (B
86 28 oot 29 Oot ASD/ISA J-5 JCS Mtg.
8a 21 Oct 3 Nov CYHCLANT CSA JC3 Mtg. SecDef-Use of Key West Internstional
Ajrport; JOS Msg T221.
85 2 Nov J-5 JCS Mig.
= 90 1 Nov 28 Nov J-5 JCs Mtg. De?erred-Requiremenb for retention of
5 GTMO. _
[] B _
: 91 1 Nov 6 Nov DIA None-Circulates reeponse to 2304/82. 5
g 92 4 Novw 15 Nov nJs DIA Hone-Circulates response re Cuba as 5
base for insurgency.
93 2 Nov 8 ¥ov cJCs CINCLANT JCS8 President-Expected casualties for
OPLANts, -
=
=13 5 gov 6 Nov CONAD J-3 JC8 Wtg. JCS Mempage T256. ;=1
23042 =2




ANNEX A {CONTINUED)

3
S .
ta IS
g GREEN DATE DATE
NO, REQUIREMENT ACTION REQUIREMENT STAFFING DECYSION
E 2394( RECEIVED COMPLETED ORIGIN OFFICE LEVEL RESULTING ACTION ASSIGNMENTI
95 T Nov T Now ASD/ISA JCS Megpage T266.
96 & Nov 7 Now Presldent - JCS Mtg. SecDef-Reaction to attack on U.S.
reconnalssance gircraft.
a7 13 Nov 20 Nov J=-5 JCS SecDef-CIA inputa to Caribbean secur-
ity errengements (see 2304/70).
97 14 Dec 21 Deo DIA None-Circulatea DIA letter to DJS.
of 31 Oct 13 Nov DomRep None-Circulates offer for_DomRep -
' Naval Attache quarantine participation.
3 g9 10 Nov 20 Nov DapSecDef J-3 C3nP-Report on Cuban alert of MINUTE-
! MAN Uing I.
100 13 Nov 14 Nov A3SD/ISA CNO JCS Mtg. SecDef-Intenaified qQuarantine search.
X
10 [}’ ov S JC8 Mtg. efldent-Action in case of attack on
. E%} 1 8 N 9N N3C Pr tack
=, gég reconnaissance aireraft. -
<2 .
= Eu* 102 10 Nov 10 Nov ASD/ISA JCS Mtg. SecDef-Draft Preaidential Summsary of
< o " Cuban 3ituation. :
> ——
, R L I
o 104 14 Nov 15 Nov ASD/ISA ’ﬁls-euba leasons "for quadripartite
&3 uge. -
et 105 15 Nov 20 Nov ASD/TSA J-5 JCS Mtg. SecDef-Cuba "lesgona" not recommended
]

T

for quadripartite use.
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”—"r ANNEX A (CONTINUED) \

§ JCS ]
e OGREEN DATE DATE
] NO, REQUIREMENT ACTION REQUIREMENT STAFFING LDECISION
a 2304/ RECEIVED COMPLETED ORIGIN OFFICE LEVEL RESULTING ACTION ASSIGNMENTS
3 106 15 Nowv 16 Nov ASD/ISA J-5-"Some Lessona from Cuba." -
108 - =
109 16 Nov 24 Nov CTNCLANT J-3 JCS Mtg. JC3-Mag 7548 Further reinforcement
14132 of GTHO,
¢ 110
O
o
' 111 4 Deo J-5 Secly Hone-Cireulates J-5 comments on ISA
"Lessons from Cuba.“ )
112 19 Hov 26 Nov FAA Secty None-Circulates Memo re FAA Cuba
g responae. .
~ o093
= Beo 113 23 Nov 28 Nov Jcs- 33 Jcs Mg, SecDef-Revised reconnaissance and
- g&” : reprisal elert, JC3 Meg T600.
o ;5’ 114 27 Nov cJcs J=3-Reduction in readiness posture.
aQ
o g 116 29 Nov 15 Dec CSAP Jcs SecDef-Alert status of MINUTEMAN
- Wing I {see 2304/99).
£
= 117 5 Oct 10 Oct JCS Mg 662!& CSAP-CONAD Support of
e 23302 312 and 316.

—_ _
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v ANNEX A (COLIINUED) 3
- e ]
o X3 o
W GREEN DATE DATE o
NO. REQUIREMENT ACTTON REQUIREMENT STAFFING DECISION a
E 2304/ RECEIVED COMPLETED ORIGIN OFFICE LEVEL RESULTING ACTION ASSIQNMENTS 3
117 7 Nov JC8 Msg T256. -
117 29 Nov 5 Dee CSAF Reissued as JCS 22U5/121.
119 14 Nov 30 Hov ASD/ISA J-5 JC3 Mtg. SecDef-JC8 and CSAF commenta on
| "Lessons from Cuba." ~
120 29 Nov 4§ Dea President Secpef Sec'y CHNO-Return of GTMO to preecrisis status.
121 6 Dec 7 Dec CHO ; Uninown-Requeata return of VP-4l from
, Key VWest to USS INDEPENDENCE,
§ \
1}
123 3 Dec 11 Dec J-2 DIA-Inveatigation for concealed
affensive weapons in Cuba. --
vEs
B 8124 8 Dec 13 Dec ASD/1SA J-5-Comment on revised "Some Lesaons
He D from Cuba,™ =4
O59 W . .
[
% %105 1l Deo 17 Dec DepSecDef J-3-Cutline plan for air quarantine 2
e {aee 2304/77). =
a r
o -
)
. =
&2
=

|
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ANNEX B N

CHRONOLOGYICAL RECORD OF MISCELLANEQUS STAFF
ACTIONS HECORDED IN JBS FILE

e ——

—_—

~ DATE
ACTION
COMPLETED BY FOR RECORD TYPE SUBJECT
20 Oct I3s J-3  Taliring Paper Revision of MCL actiona to be talen.
21 Oct J3s J3M 124562 Militery measures to support neuwtralization of Cuba,
22 Oct J38 J-3 Informal Analysis Force generation problems in telescoping time beiween
8- and D-Dayas.
23 Oct J-3 JC3 Action Paper Nuclear-weapon locading on CINCEUR QRA aireraft
{CINCEUR Mag).
25 Oct J-3 Jcs Actlon Paper Recommendsa dropping OPLAN 314 (CINCLANT Meg).
25 Qot J-3 JCs Revisgion 22 Oct Paper PForce generation problems.
25 Oct J=-3 DJS J34 for CJCS Rules of engagement. )
25 Oct J-3 Jcs J-3 Ops 192-62 Shortage of weapona for SAC, =
25 Oot J-3 DJs J3m 1280-62 CINCLANT'a 212234-Army Troop List. . 'ft}‘_
25 Oct J-3 JES J3M 1282-62 JBS SOP's. g ®
25 Oct -3 JICs J-3 Ops 191-62 Outline Plan for Alr Quarantine. - :
26 Oot J-3 Jcs Revision Ops 19)-62 Includes Adlr Force and Navy informal coordination. =5
=3

e —,
X
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§ ANNEX B (COMFINUED) ) a2
@ _A_gli:%u ;m:
% COMPLETED BY FOR RECOED TYFE SUBJECT a
s 26 oct J-3 Jcs J-3 Oops 193-62 Nilitsry implications of deferring air strikes on MR H
and TREM's.
o5 Oct 3-3 JCc3 J-3 Ops 194-62 Alternative concepts for alr attack on targets in Cuba.
- 26 Oct J-3 Jcs J-3 Ops 192-62/1 Revision per JCS 1823/693.
26 Oct J-3 acs J-3 Ops 192-62/2 ! Includes draft memo for SecDef.
27 Oct J-3 JCs J-3 Ope 191-62/2 Formmally concurred in by Servicea.
. 27 Oct J-3 JCs J-3 Ops 194-62/1 « Revision. _
2 27 Oct SACSA Jcs SAC3A M 610-62 = JCS TOl4-Psychologloal leaflet campalgn.
! 28 Oct J-6 Jes Annex to J-5 Report Comminications conasiderations for UN gurveillance.
28 oct J-5 Jecs Report Developmwent of & UN inspecktion plan. -
EEE 29 Oct I-3 J-3 Ops 196-62 Outline for worldwide astions - for comments.
= 283 300t J-3 J-3 Ops 196-62/1 Reviaian. .
= %"Ez 31 Oct g-&gs 3-3 J-3 Ops 196-62/2 Revision for 1 Nov JCS Mtg - MCL augmentation. h
&™°
g 31 Oct g;g J-3 Compilation 'High-level exchanges in Cuban criaia.
;?" 31 Oct J-5 Jcs J5¢ 8-62 Report on New York negotiations,
=5 L_/ .
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‘ 3
g ANNEX B (CONTINUED) h S
A EAT'E 73]
b ACTION a
% COMPLETED BY FOR RECORD TYPE SUBJECT &
3
2 Nov J3s DIS Chalrman’s Memo CINCLANT's 020416-Estimated casualties.
3 Mov J3M 13431-62 Reflerence for J-3 Opas 201-62.
5 Nov J-2 J-3 J2DM 271-62 Notifieation to selected allies of planned operations.
5 Nov J-3 Jes J-3 Ops 201-62 Checklist for OPLANY 312 and 316.
5 Now J33 DJs J3m 1343-62 CINCLANT's O4O4DA-Tnoreased Air Porce levels.
6 Nov J35 s JF3M 1358-62 CINCONAD’s 052340-CONAD procedures with 312.
1
9 6 Nov JBS Memo Debrief of 6 Nov JCS meeting. -
4 -
t 6 Novw 138 Jcs Talleing Paper Exercise for N6 forces. a
9 Nowv J-3 JB3 J3aM 1391-62 Procedures for subjeot files.
>
fé’gg 9 Nov J-5 JCs J-5 €-13-62 PoBsible courses of action.
~® M -
=3 B8’ 10 Wov 3-3 Action Paper CINCLANT reguest for additional 316 forces. ‘ S
D
@, LT 12 Nov vDJIs Direc- Memo Battle Staff reduction. g
o tors
O
= 13 Nov J-3 Jcd J-3 2018/508/1 Additional forces for OPLAN 316. b
€2 14 Nov J-5 Ics J-5 g-16-62 Memo for President on military aspects of Cuban .

— "o
= situation. iy
& o
=3, s

L — |

T ——
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ANNEX B (CONTINUED)

o
TATE ]
ACTICH g
COMPLETED BY FOR RECORD TYPE SUBRJELCT o
15 Nov J=5 Jcs J-5 C-19-62 Hevision of J-5 C-~16 for JCS meeting. E
15 Wav J-5 JC3 J-5 c-pl-62 JC3-Directed revigion of J-5 £-19.
15 Nov GJBS 3-3  Memo Continved CJCS briefings.
19 Hov J-5 Jcs Report Report on ISA Paper: Some Leasona on Cuba. -
20 Nov J-5 Jcs Report Revision Per JCS 2304/106.
21 Nov J-3 DI3 Memo Diacontlnuance of Duty General with JBS.
21 Nov J-3 D33 Memo Decreased requirements for JB3 actians. )
23 Nov DR 62-62 Decreased readineas posture requirements.
24 Nov DP 63-62 Revision of DP 62 per Ops Depa comments.
30 Nov J-3 DJs J3M 1508-62 Complete MCL for lmplementation of 312 and 316.
3 Dec J35 ¢JCcS Talking Paper Bt. Lewls Post Dispatch artiole on Cuba Planning. =
14 Dec ggz; crcs Memo Approval of outline plan for air quarantine. ' S
Def .
20 Dec J35 J-3 Revised J37 .50k4 312/316 MCL. =
[
e <
b
. =7
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! APPENDIX B'To ENCLOSURE ¢ -

ANALYSTS OF SELECTED ASPECTS OF INFORMATTION FLOW

1, Three aspects of the functional analysis of information
flow described in Appen ; A have been studied in much
greater detall, Results of these selectad studies are pre-
gented herein, Telegraphic mepsage traffic routing delaye are
examined firat. The second seotion of this Appendix examines
the Cuban crisis Master Check List operations in more detall,
Finally, a set of Joint Staff sction requirements pertaining
to contingenoy alr defense action is developed and analyzed,
Ag in the cage of Appendix A, critical observations are in-
cluded in the text as occasion warrants; summary cbservations

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

TELEGFAPHIC MESSAGE TRAFFIC ROUTING DELAY3

2., It 15 noted in Table II of Appendix A that for meseages
addressed to the JC3 between 10 and 23 October, on the average,
@1gnc hours and ten minuteé}elapsed batwean origin and receipt
by the JB8, Similarly, delay on racaipt of JCS-Infoc Coples
by the JBS averagedfeight hours and 29 minutes. A more
detalled study of the routing delays has beanr;ttempted for
naval message trafflic, amince hard copiles of meesages passed
over naval communication nets record the time s message 1
reoeived in Washington, This allows caleculabtion of delay
in transmisaion relay (from time of origin to time recelved
in Washington), and calculation of time required for repro.
duction and transmission of hard copies to the CAC {from
time received in Washington to time stamped "Received JWR"),

Appendix B to
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3. Results obta.‘l.lned for the relati:.rely slack peried of
19 to 21 Qotober, the orltioal days of 22 to 23 Qctobar, and
the greatest traffic-load day of 2§ October are recorded in
Table I, Messages addressed direotly to the JCS are segregated
from Info Coples, and average times are approximated for total

routing of advance and hard ocoples to the CAC.

PABLE I. Routing Delays in Naval Message
Traffic Concerning Cuba to the JC3

DATE -_OCTOBER 1962
19-21 22 23 25

Megeage Tranamission

JCS Dlrect Addressee:
Median time from origin to

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

JC3S Info Addresaee!
Madian time from origin to

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

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

JC3 Direct Addressee:

Advance Copy . 149 197 158 155

Hard Copy 393 459 423 379
JC3 Info Addresses:

Hard Copy b35 40B U466 368

Message Pregedence

Percent Operatlional Immedliate
or higher precedence 59 76 68 86

Appendix B to
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5, UnrorLunately, thege ddta conceriing Cuba Tessage
transmiesion times are very dirriiult to Anterpret in
detall, because they are isclated from non-Cuba traffic
data and beosuse they are a function of unrecorded parameters,
such as backlog loads at, relay stations. However, they are
informative emplrical evidence of timed actually taken for
these functions, and apparently are largely unaffected by
assigning high precedenca to messages. In the period examined
in detail (19 through 25 October) approximately 75 percent of
all messages addressed to the JCS had precedences of COpera-
tional Immediate, Flash or Emergency, This compares with a
oold war norm of approximately 25 percent of incoming mesgages
having precadences of OperationAI Imnediate or higher. There
is no clear relatlonship between below and above average mas-
sage transmiaslion times and message precedence, sourca logation,
or time of day of message origin., A wide varliation in effect
of some of theae variables i3 apparent, and is illustrafed in

Flgure 1 for a sample day in this crisis period,

4 .

. |Perhaps the 2:27 (Hours:minutee) median time for trans-
mission of messages directly addressed to the JCS on 19 ta 21
Oatober 1s not repregentative of normal daily nonerisis
operations, but 1t is comparable to the iniltial phase of the
Dominican Republic erisis and the preliminary phase of HIGH
HEELS II Exercise traffic, The peak transmission time of
13:15 'for traffic diractly addressed to the JCS compares with
ai3;éf:§verage rfor JCS traffic transmlssion to CINCPAC during
HIGH HEELS II, a 3:03 average for Alr For:e traffic recalved
in the Pentagon durihg that exarcise, and a&?:k%)averaga for
all traffic recelved at the ANMCC during HIGH HEELS II., It
appears that wlth present procedures and equipment, planners
must expect routlng delays in message tranemission to the
Jcs ko avaragalE% to 3% hours |during erisis aituation{i]
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' 1
Rangewiee, l:he fas‘cee‘t 25 percent of &ll transmliasions wers
received on all days in about glzils. The slowest 25 percent
varied by day from more than 53-3/4 hours to more thani|6d

houré\required for transmission, .

6. It 18 probable that the decrease in transmisalon time
for JC3 dlreat sddressee messages on 23 Qotober was dus to
imposition of MINIMIZE at 2223008. Howaver, the increase
in relay time for Info Copie!n on 23 October cannot be
charged to MINIMIZE. Also, the relstively long meseage
reproduction time for 19 to 21 COctober ia not explainable
from these data. @f Navy Commmunicatlon Statlion estimates
two hours nomally requirsd for reproguction. \The decrease
in mss;ge reproduction time on 25 October reflecte increased

A}
effort assigned,

7.+ Cuban traffic paased ovar E:Lr Fores and Amw]oommuni-
cations nets on 25 October has been examined and records
compilad for times from origin to receipt at the CAC, One-
hundred and seventeen Eir Forcg m;ssagea to JC3 averaged
aboutlao minutes \faster then the Eiavy_:] communications that
day 1n-t;o|:a1 tiu;e elapsed. Twenty-fourﬂ.rmr messages for
¥hioh the JC2 was a direct addressee were| 20 minuteg"lt‘aster
vet, Info Coples to JCS on both E:I.r Foroe and Amwzaystems
averaged. slx hours more in total time en route tha;@avz]
Info Copies.

E. Agenda Item 162 in the 11 December 1962 HIGH HEELS II
oritique notes fhat "in the majority of cases action was not
taken (on incoming traffic) until receipt of the reproduced
{hard) copy." |Fo:‘ this reason, it should be expected that
on the averﬂse,'\ Jolnt Staff actions will normally beginLG-é
to 74 hours Jarter f1ling of a message to the JC3, Rangewlse,

————
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3
!the fastaaﬁ'as percent of hard coples t$ the JBS varied b#
day from less than' 5% to less than 7 hours,) and the slowest
25 percent took more than 73 hours bn the fastest day and

more than |10 hours 'on the slowest day.

— -

CUDAN OPERATTONS MASTER CHRECK LIST

S. The Master Check List (MCL) was prepared by General
Operaticns Division af J-3 during the Cubaan orlsis but was an
integral part of Battle Starfrl operations. The MCL servad to
notify the J3S of actions up for JCS consideration eacn day, and
was used a. an Actions Status record by the JBS. The MCL cone
slated of a list of ‘Actions to e Conaldered for each day plus
twe days in the future, and a list of 'Actions Takea" for each
previous day back to 20 QOctobes 1452, It was first published
for the CuJan|criais on 21 October, up-dated several 4{imesg daily
for the firat few days, and then up~-dated once dally for the

duration of Cuban c¢risis orerations,

10. The MCL copy kept up by the JBS is of particular
intergst because of log notes recorded by JB3 members as to
the status of Actions Underway. From 21 to 25 Cetober, the
JBS copy of the MCL was used as an Action-Followlng 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 dld serve, however, ms a permanent record of
Actions Taken, and was used by the JRS continuously for

reference (rather than as a worlking paper).

1l. For this analysis, the MCL covering the period 21 to 3
Qotober was studied carefully. Ite usefulness changed con~
glderably as the ability to antlcipate action requirements
decreased, By 23 October, in the seventh 1sgue of the MCL,

@ 118t of eight items "to be congidered every day” had evolved.
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Tﬁese itema'made up a oontinuaualy inoreasing pefcentage of
all items to be considered from then on, constituting 88
percent of the items listed for consideration by 31 October,

12. A numerioal presentation of the MCL listings of "Actions
to be Considered" and "Actions Taken" 1s made in Table II,
Since sach day's MUL listed items to be considered for "today,"
“tomorrow," and the next day, the “relative 1isting date”
cclumms have been usad in this table to show the changs in
items over time. Thus, on 21 October nine aotions were listed
to be considered on 23 October, and these appear in the "-2"
relative date aolumn for 23 October. By the morning of 23
Ootober 17 additional actions had besn added to be considered
that day (26 in all), and these appear in the "0" relative
date column for 23 October,

13. "Aotions Taken' on any particular day were recorded
when the MCL astlon officer either found out about them or
wWas cleared to announce them. The relative times actions
were listed are noted on the right side of Table II. For
example, on 24 October thres sotions taken on 23 Ootober
were listed in the MOL, By 2B October five actilons taken
on 23 October were recorded {listed in the "+5" relative
date column of the table for 23 October).

14, Table IT provides some feel for the magnitude of the
actions under staff consideration at any one time (reading
diagonelly on the left side of the table) and the degree to
which sbarf officers were informed of actions teken, The
degree to which ametions taken were anticipated in MCL lists
of "Actions to be Considersd" 1s not apparent from this table
but 1s shown in Table III,
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TABLE 11, MCL Action Records

NOMBER OF ACTIONS RECORDED

JIHDES d0L

- 90T -

AR
0 aInsoTouy

e4 g xTpuaddy

LEWD

ACTTON DATE _"To Be Conzidered™ "Actiong Taken"
Qctober MCL Relative Listing Date Relative Reco Date
1962 Destmation -2 L o0 T W B R R e
20 P-Day -2 " 25 25 25 25 o5 33°
21 P-Day -1 15 13 13 13 13 13 8¢
22 P-Day 11 15 10 10 10 10 11
22:1900 EDT P-Hour 10 5 5 5 5 5 yd
23 P-Day +1 262 3 4
24 P-Day +2 8 10 4 4 6 7
25 P-Day +3 10 1 16 & g9 10 10 10
26 P-Day +4 7 15 15° 8 9 9 9 g
o7 P-Day +5 14 16 11 13 14 1k 14 14
28 P-Day +6 15 11 13 16 16 16 16
29 P-Day +7 10 10 11 11 13 13
30 P-Day 48 10 10 12 7 7
31 P-Day +9 10 g 8 7

#Includes 11st of 8 items "to be considered every day."
Drncludes 2 new 1tems {thus dropping 2 items from

precading day's 1ist).

®Number revised on 27 October,
er revised on 28 October,

L
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TABLE IIXI. MCL Anticilpation of Antion Requirenents

Ketions Taken Total Rotlons Fer-
That Yere Listed For cent
Date [Listed for Total Percent -~ Considera- That
October Consideration Actiona That Were tilon That Were
1962 That Mornl Talten Listed Momin Talcen
21 13 13 100 15 87
22 16 16 100 25 64
23 5 5 100 26 19
24 4 57 10 40
25 3 10 30 16 19’
26 3 9 33 15 20
o7 & 14 43 11 55
28 5 16 n 13 38
29 2 13 15 11 18
30 3 43 12 25
31 R 7 0 8 0

15. The firet four columna on the left side of Tadle III examine
the degree to which actions talten on each day of October were an-
ticipated by listing in the MCL that mornlng as "Actions to be
Considered.” It is ajparent that through 23 October all actions
talien had been listed for consideration that morning, Tils per-
centage drops Off significantly for the reat of the month, however,
&g more and more actions resulted from requirsments placed

on the JC3 as unanticipated contingencies arose.

16. The last two columns on the right side of TaSle ILT indicate
the extent to which ataff planners were attuned to JCS assessment
of priority action requiremeats. although for the first three daye
af the MCL publication all actions talien wers llsted for conslder-

ation, the numbers listed for coasideration were irereasing and the
percent of those listed that were taken was dropping rapidiy.
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Smaller numbdrs of actions were listed Por condlideration after
the 23rd, but the percentage of thoze llataed that were taken
averaged only 27 percent for the laast eight days of October.

17. The data preasented in the two preceding tables are
reflected in what appears to be a change in charaoter of the
MCL listings of "Aotions to be Considersd" by 25 October,
Until then, these are written as aotions for the JCS, e.g.,
"Direct CINCLANT to prepare for protection of U,8, shipping."
Tha following note appears in longhand on the JBS MCL
24 October 118t of Actions to be Considered that day: "Aotually
very 1ittle consideration glven to these items today by JCS."
On 25 October, many of the Actlona to be Conaidered are worded
for the JBS or Joint Staff, s.g., "Ascertain status of request
to grant CINCEUR authority td/ load two-stage weapoég} .«
and "Asaertain’ status of request for guthority to regquiasition
comuerelal ships." These are hardly JCS egenda ltems.

18, The MCL listings of Actions Taken are inconsistent with
regard to categories of actions reported, A large number of
actions represented by JCS-Out messages are not reportad,
Sometimes JCS messages containing minor detalls are listed;
sometimes falrly general aotions are not. Sometimes JCI
referrals (e,2,, to SecDef or CNO)} are reported; more often,
they are not, It is not the purpose here to critique the
gouraes of information or the criteria for including listings
in the MCL ner ge, but it 1s apparent that the MCL 1istings

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

< For further detail on gollecting and coordinating infor-
mation for the MCL, see Enclosure B, "Procedural Analysis
of J-3 Command and Contrel Operations,” Appendix B, "Genaral
Cperations Division,"
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| APPLICATION ‘OF INFORMATION FLOW RESEARCH
H_Di

19. The development of lists of requirements laid on the
Joint Staff, and the tracing of the Staff response to each
(iritlal action aseignment, approval of recommended staff
aoction, cbordinatlion effected intermally 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 orisias situations,
Such information lends iteelf to the development of check
lists for poselble future cparations and to critiocal review
of staff problems $o determins which require improved pro-
cedures or preplanuing to minimize time in providing Joint
Staff decislonse to the field,

20, Unfortunately, the research process mentioned above is
extremely time-consuming in the data collection and collation
phases, It rust be performed well in advance of the time a
criaie situation might require use of check liats or revised
procedures for Jolnt Staff desision making. Furthermore,
detarmination of these problems requiring preplanning will,
by definitlon, be of little value 1f brought forward only in
the heat of an actual origis situation., In short, the value
of thig type of research lies only in having it done prior
to a crisis requiring its use,

21, The following study has been performed to show what
might be obtained ir the Joint Staff directs such an effort
to supplement chack list procedure development. Studies of
the lollowing type would be more applicable if carrdied ocut
under the eyes of a Joint Staff action officer or monitoy
responslble for the check 1ist, Further, the abliity to
trace lower echalon actiong in the following study might have
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been greatly 1mprove& 1f a small amount of additional infor-
mation eoncerning JCS-Maeting referrals of asction were made

available,

22. The example chosen of devalopment of a ocheck liast
involves & study of air defense requlrements and the actions
taken by the Joint Staff durdng the Cuban orisia as the con-
seguence of the existence of these requiremsnts., All data
found in JBS files coneerning air defense actions through
28 Ootober 1962 have been summarized by individual actions
in the Annez, Actlon requirements are listed by tume of arigin,
noting the subject of the action, the office originating tha
requlrement and the time of origla 1ln terms of the time the
requirement left the office of origin (e,g., DTG of requirs-
ment messages). The next two columns list the time the
final staff adtlon product left the Joint Staff (ususlly
the DIG of a JCS-Out message) and the approximate number of
hours 1t had remained in the Joint Staff, (This approximats
time for stafring.each requirement alsoc takes intc acecount
the time of Joint Staff receipt of inooming reguirementa,)

23. The next two columns of the Annex tndicate the offiece
assigned aaction in the Joint Staff and the type of initial
action product developed. If coordination external to the
Joint Staff was effected, this 18 noted with data availabls
pertinent to the time required for action by offices cutside
the Joint 3taff. The remaining columns deseribe the final
actlon taken and tha highest echelon which reviewed and
approved easch Joint 3taflf sction,

24, The nature of alr defense rsquirements for Joint Starf
action 4s ocur first concern. Review of the reguirements
listed in the annex indicajes that they lead taemselves to
groupings by subsystems integral to eir defense operatlons
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* 1
{1le., weagon eystems, control systems, letc.). _If one wishes

to determine what staff aotions must go into a chack 1list

for thie cqntingancy, a 1list of types of action taken for
each type of suberdinate alr defense aystem provides a con-
vendent framework. Table IV is an example of the produat of
such an analysis,. Joint Staff asctions concerning allocations
and missions mlght be expected for each subsystem, This table

indicates how often such action problems arose,

25, Table IV indicatesa that Joint 3taff declsiona were
required as to types, numbers, sources and deployments of
surface-to-air missiles, fightei-interceptors, aptialrcraft
artillery, low-albtitude radar ,- support
Al15Cation of HAWK

personnel, and commundcations equipment.
and HERCULES SAM units covered the largest number of alr
defense actiocha, Determining aspeocific locations for deploy-
ment of alr defense subsystems was the type of action most
often required. Reguaests for eatimates of adeguacy wers

the primary actlons concerning geographic areas of our

overall air defense system.

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

Staff response to air defense requirements.

27. It 18 apparent from examination of the 4naex that the
length of time required for Joint Staff aotlons is dependent
primarily on the degree of sxternal coordination reguired,
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TARLE IV. AfT Defense Bubjects Requiring Jolnt Btaff Action

rs)
NIBEER OF JOINT GTAFE ACTIUNS ON EACH SUBJECT o
——— ~ OVERALL AIR
SUBJECTS WEAFON SYSTEMS CONTROL EYSTEMS SUFFORT SYSTRME DEFENSE SYSTEMS
Surtace Anti-~ Law Alti- Sauth-
Joint Steff Acticns to Mr  Inter- alircraft 534 tmde FAA ) commnt - east CARTB
Required as to: Miagiles eeptors Artillery Radar Redsr Control Pexsoouel eations U.5. Facilities
Types 2 2 1 1 - 2 1
Numbers 2 2 2 1 2 1
Source Y 1 1 1 2 1
Deployment; & 3 2 1
Method of Movemant 3
0OPCON 2 2 1 1 1 - -
Miggion
(Rules of Engagement) 1 1
Readiness {Alert Btatua) 1 1
Eatimate of Adequacy ! 3 2 =1
Plans Developmowt 1 1 @
- G
Public Relations 1
Reporting Procedures 1 =
Q
-
5]
=
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To axamine these requirementa more closely, actich subjects
are listed with coordinating offices in Table V. Although

1t would not be expected that coordination on thesa subjects
would talkte the same length of time in enother orisis situation,

the time utilized is listed as wseful) empardcal information.

28, It might be expectad that the sams types of coordination
with the Secretary of Defense which appear in Table V would
be required on key planning decisions and on interactions
of military with political planning in gnother orisis sibuation.
Times required for such decigiona would not be similar,
nacessarily, For example, the lengest tima for 0SD action
wae due to politieal indecision concerning the desirsbility
of lmplementing alr quarantine operations, O0SD review of
the cutline plan for the air defense role in an air quarantine
would have undéubtedly progeeded faster if the U.3. had
implemented an alr quarantine. The other 03D astions appear
to bé reasonably illustrative of time required for important
decisions. Authorizing CONAD OPCON of the Moorestown radar
appears to be a good example of a "sticky" minor item passed
up the chain of oommand for decision.

29. During the Cuban crisis, Air Force snd Army coordinations
were related to the fact that the Secretary of Defense had
deaignated the Service roles in alr defense. It 1is difficulf
to estimate the extent to which the Joint Staff would have
requested Service coordination on these subjects if the
Seeretary of Defense had not deeignated repponsibilities ao
firmly., It 1s likely that these subJescts would be coordinated
in the same manner, but Joint Staff participation is nermally
more active in items such as planning than was the case during
the Cuban e¢risis. There were at least tﬁelva actions where
eoordination with the CINCa and JIF-8 was effected by the
Joint 8taff. On the average, each of these coordinations

Appendix B to
Enclogure C

mpyﬁ«w

TOP SECRET - 113 -




JHHOHE d0L

= RIT -

0 eInsoLouy
03 g xTpuaddy

TABLE V, Major Coordination Reguirements on Joint Staff Adr Defense Actions,

OFFICE
SecDef and ASD Offices

All Services

Alr Force

Army
FAA

JrP-8, CINCONAD, GINCLANT,
CINCARIB

SUBJECT
ir defense role in air quarantine
¥
Tme phasing of alr defense readineas
preparations with overall U.S, reaction
Mobilizatlion of ANG interceptor
forcea
Rules of engagement for Southeast
U.5. air defenses
OPCON of Moorescow.. Radar
Alr defense role in air qQuarantine

Alr degense support of OFLAN 312

OPCON of Moorestown radar
Provision of MOmm AAA batallilons
SCAT plans

MEZ in Southern Florida

Weapons sources, movementa and OPCON

FUNCTION
Athorize outline
plan
Authorize increase
Authorize plans
Authorige

Authorize rules
Authordize CONAD

Review plans

Develop rules

Prepare plan review
Racommend OPCON

Recommend numbers

Develop plans
Isaue regulation

Express preferences
and capabllities

16 days
8 dayn

2 days
2 days

2 days
1 day

2 days

50 days

2 days
1 day

2 days
20 days
3 days

Y day

)

JEHOEE dOE

dO.L

LIHO
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resulted in one day's delay 1n'fi?al Joint Staff aotlon,
Coerdination with PAA was time consuming, and appsears to

be an area where advatce planning might speed alr defense
preparations eignificantly.
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ANNEX TO APPENDIX B

JOINT STAFF AIR DEFENSE ACTIONS
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