o=
gt

SPECIAL HANDLING REQUIRED

.Dr, Janlcik

LA,
L Lttty
R

Copy 9 or 50 coplely

each of 57 sheats

Mr. Adams

Lt., Col. Chase
Col. Davis

Mr. Fritz
Mias Griffith
Col. Johnson
Mrs, Jonas

Cel. Lundin " |
Dr. Maatsch ol
Mr. Wainatelin

12 March 1965

LIKITED BISTRIZUTION

“l.-
Al Xy

INVENTORY 4pgq 1gps

INVENTORY  MAd 51973
THIRD DRAFT Y
C&G, INTERNAL MEMORANDUM NO. 4O .o W
e §ED v
. NATIONAL MILITARY COMMAND AND CONTROL IN
' THE CUBAN CRISIS OF 1G62

‘ PO (11 N B4
INVENTORY JAN 20 1972

THIS DQCUMENT A3 A WHOLE IS CLASSIFIED TQP SECRET.

INDIVIDUAL PORTIONS AND ATTACHMENTS HERETO f
CARRY THEIR APPROPRIATE CLASSIFICATION. £x

F"'Ml""!»*: e e N
s "\ P _ '..:

g % GDS
EXCLUDED FROM THE G D llh:. )

-J.\ h ' Lo, " "
T ghayr ) 53—1%;2.& Mord 2

_“.a..- 17-. Yy ‘.-:.'
EXCLUDED FROM AUTOMATIC REGRADIN(}'% «Jf" 7 rg,
DOD DIR_5200.10 DOES NQT APPLY % Mg o3 '
— ué"“@f :Q'V"
ez o

i it rateslal conteim lnfo‘n‘n"ﬁ?bM rrsl The-Unitad States w
the meoni ot!h?-in:mmgl Lows (Ter“'rﬂ;-Llj}u ections 793’”&’79‘}* @ﬁn
orluwd‘??’n of whu:N any mannar_te”an o hhormd parion 11 pWM by= ”

5 OASD{PA) DFUISR

Reproduction of this document in whole or in part is prohi necrexcepf
with permissian of the lssuing offica, It will not be ramoved from the
WSEG areq in the Pentagon withoul approval of the Director.

Return this document to TS/LD Section, Room 10847, PERSONALLY, or call
77313 for pickup. Do not release ta Messengers, Area Control Clerks, or
anyone else  Make sura you chtain your recalpt upon return of this document .

s:rc.s /doc D/
¢t 7> ’ S%ET Log No. 200033

2L 6504




- MOP SECRET
L2 secrer .
CONTENTS

PREFACE . 4 & & & o 4 & 4 0 & 0 =+ s + & ¢ o o v o &
PURPOSE . v v ¢ v 0 4 4 o 4 v v 0 v o vt 0 o s 4
SCOPE AND METHOD « ¢ & 4 « v o o o ¢ « 4 o ¢ ¢ o
DATA SBOURCES &« 4 4 v o ¢ ¢ » v o & s ¢ o 2 1 « 2 s
LIMITATIONS « v o « o s ¢ 4 o s 3 o ¢ o 0 = s « s
DEVELOPMENT OF THE STUDY . . . +« . ¢ ¢ v v v+ + &

W v = R e =

INTRODUCTION .« &+ o « & 4 &« « o 4 ¢ s o s & & « s o s
NATURE OF THE CRI3IS SITUATION . . . . « « . « . .
CHARACTERISTICS OF THE US NATIONAL RESPONSE . . .
FROFERTIES OF COMMAND AND CONTROL . . . . . . . .

w o -~ -

RECAPITULATION OF SUMMARY OBSERVATIONS OF
SIGNIFICANCE TO COMMAND AND CONTROL . . . . . + + + . 12

NATTONAL COMMAND ACTIONS AND THEIR CIRCUM3TANCES . 12

Precrisis Policy and Flanning

The U.S. Baslce Decision

Coordination with Overseas Unified Commands
and Allies

Implementing the Military Course of Action

Quarantine Qperations

Contingency Planning during the Crisis

Termination of the Crisis

FROCEDURES IN THE NMCC AND J-3 . . . .+ « « + « o+ 32

The JBS Concept of Qperations
Administrative Opesrations
Briefings

Debriefings

The Master Check Liat
Contingency Plan Implementation Procedures
Message-Processing Procedures
Action Qfficers

The SITREP

Information Support Operations
Relocation of Alert Cadres

INFORMATION FLOW IN RELATION TO JOINT STAFF

FUNCTIONS + + s s s s s + & o + « o 40

Constralnts on Stalf Support

The Communications lag

Availablllity of Information

Characteristics of Information Requiring
Staffing

SECRET - 11 -

i Jo
’_.'-



TOF-PCRET

TOPF SECRET
CONTENTS -

SERVICE WAR ROOM SUPPORT OF THE JOINT STAFF . . . . 43

Organizatlional and Procedural Arrangementa
for Coordination
Informatlion Support
Army War Room
Navy Flag Plot
Alr Force Command Posat
Service Communicatlions Support

TOP SECRET - il -

*ﬁ't@l@}%ﬁ:w;'u’ _ -
DT




e | T@P}(@RM
TOP SECRET

FOREWORD

This paper is part of a study of command and control
processes during the Cuban misalle crisls of October 1962,
The scope of the entire study i{s as followa:

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

*Encloaure "A" < Historical Analysis of Command and
Contrel Actions (Log No. TS5-64-158,
dated 14 Aug 1964

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

*Enclosure "C" - Funotlonal Analysis of Command and
) Control Information Flow in the Joint
Starr (LOE No. T8-53-696, dated
7 Feb 1964)

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

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

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

I. PREFACE

The present paper is the basic covering paper of a detailed
study report on command and control aspects of the Cuban miasile
erisis, It is essentlally a recapltulation of observabtlons drawn
from the analyses contained in the enolosures already published
that conatitute the maln body of the study proper, but alsc in-
cludes additional findings of more generic scope. It represents
the final portion completing the study report. The entire study
ie described bvelow,

A. PURPOSE

The Cuban crlsis study 13 onhe of a series of studies being
prepared by the WGaans Systems Evaluation Group {WSEG) that in-
vastigate the anatomy of command and control in a variety of
recent contingencles, The serles 1s belng conducted in accord-
ance with DJSM 1111-61, dated 14 September 1961 {and other JC§
authorizationa), and in the case of the Cuocan study, as further
amplified by JF3M-1418-62, dated 15 November 1962, The overall
alm of these atudlens 1s to assist the Joilnt Staff, partioularly
the J-3 QOperations Directorate, by providing emplrical data con-
cerning command and control in actual erlises, They are lntended
to serve as & basic frame of reference for developing an improved
command and control capability, generally, and as one of several
complementary sources of guldance for the progressive evolution

of the National Military Command Center (MNMCC), specifically.

The purpcese of the Cuban study 1s to explore systematically
and in depth the command and control phenomena attending a unique
crisis experlence, one that was not only of unusual magnitude

and complexity, but in which the role of command and control

TOP SECRET
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figured dominantly and pervasively, It seeks to reconstruct
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vhat happensd and the context in which it occurreﬁ, all with a
view to galning insights into cause-effect relatlionshipa. Te

this end it examlnes the subastance, form, and dynamics of command
and control manifest under a particular set of real erisia con-
ditions, Besides analytical exposition, the objective ls to iso-
late and identify types of problems that arose and evidence of
remadiable deflclencies indicated, Of special interest are infor-

matlional requirements and the manner in which they were met,

It 13 expressly not the purpese of thls study te pasa Judg-
ment on what was done or not done., Nor does 1t propose to wsigh
the merit of personalities or assess the effectiveness of their
actlons. Finally, although there 18 some evaluation of the
adequacy of instltutional factors, it avolds golng beyond obaer-

vational conclusiohs and refrains from making recommendations

B. SCOPE AND METHOD

In light of the broad purp&ae and multifaceted objectivea
outlined above, a proportionately comprehensive range of sybject
matter 1a covered. The central focus 1s on the exercise of mili-
tary command and control at the seat-of-government level. The
study addresses itself to the structure and processes of the
National Military Command System (NMCS) as configured at the
time, taking into account environmental factors bearing upen
how that system functioned., It accordingly treats command and
control from national desiderata in pollcy formulatlion and de-
clalon making to pragmatic operationzl considerations of tactical
implementation by forces in the field, from grand strategy 1isasues

to the minutiae of starf-support technique.

Several dlstinct approaches are taken, each characterized by

1ts respective subject, perspective, and method of inquiry.
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Included are four different categories of analysis, all mutually
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reinforeing each other but developed separately. Corresponding
to these categories are four monographs that constltute the body
of the study proper. They avre organized formally as individual

enclosures,

The first, Enclosure "A," is 8 historical analysils of the
substance of command and control actions, their circumstances,
and their implicatliona, The presentation is in the form of a
narrative arranged episodically in topiocal order and chronologl-
cal sequence, Enclosure "A" also serves to provide the back-
ground and context for the more specialized analyses contained

in the other three enclosures,

The second category, Enclosure "B," is a procedural analy-
sls of the way command and control operations vwere conducted in
the NMCC and J-3, It concentrates on the different types of
taslts that were performed, the internal methods employed for ac-
complishing them, and constraints impinging upon how the various
kinds of actlivities were carried out, Actual procedures that
were followed are viewed against exiating documented procedures

that speciflied what should be done.

Enclosure "C," the third category, is a functional analysis
of 1lnformation flow 1n the Joint Staff, Based on the actual
instrumental means by which command and control was articulated
at the time, 1t examlnes incoming and outgoing teletype message
traffic and the stalf actlvities assoclated with 1t, Similar
research 1s done with other formal documents and informal wark-
ing papera requiring ataff action., The main emphasia is on the
flow characterlstica of the communications medla, the nature of
the information content, and the staff functlons involved in pro-

cessing it

TOP SECHET -3 -
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The fourth and last category, Enclosure "D," analyzes com-
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mand and control support of the Jeint Staff by-bhé Service War
Rooms. It describes the internal ccmmand and control arrange-
ments within the Army War Room, CNO Flag Plot, and the Alr Force
Command Post, and how they operated, Then 1t examines the infor-
matien support furnished by them tc the NMCC/J3 and other elements
of 0JCS, Finally, the communication fagilities of each 3ervice

for crisis-related command and control activities are summarized,

C. DATA SOURCES

The research sources were primarily the offlclial records in
the 0JCS contemporary with the orleis and testimony of officilals
who participated in 1t, Most of the record data were obtained
from the files of the Joint Battle Staff, varlious elements of the
NMCC, and the dlvislons and branches of the QOperations Directo-
rate. These consisted of measaged, memoranda, staff papers, and
other formal documents, and mlscellanasque charts, tables, logs,
and working notes, In addition, through the cooperatlon of the
Services, much valuable material not otherwilse obtainable was
provided by the Army War Room, CNO Plag Plot, and the Alr Porce

Command Post,

Since the initial research was undertaken well before the
¢risis ended, many staff members who had had a direct role in
command and control activities were interviewed while their re-
collection of thelr experiencaes was still fresh. From them were
elicited many important details not refleeted elsewhere in the
written record. Interviews were the chief source for racounst_uct-

ing the procedures of command and control mechanisma,

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

occaslon these were used to corroborate and amplify certaln points,

TOP SECRET -4 -
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A great deal of literature has been published on the erlels. To
date, however, open Sources have added little, other than supple-

mentary background, that was new and relliably documented,

D. LIMITATIONS

Not all pertinent data known to exist were made avallable,
Access to some of the primary sources was denled on grounds of
continuing security or policy sensitivity, Among these were cer-
taln classes of intelligence and reconnalssance documents, and
records of proceedings in meetings of the Joint Chlefs of 3taff,
Secretary of Defense conferences, and sessions of the Executlive
Committee of the Natlonal Security Counclil., A considerable amount
of sush information, though, 13 reflected in secondary sources, or
can be inferred from collateral or derivative indlcations, Inter-

views also proved invalusble for filling in these hiatuases,

fnother limlitatlon is that some of the most crucial data
were not retrlievable, Much of the command znd contro} asgtivity
was conducted via communication means that by thelr nature leave
no record of what transpired. The evldenae suggesta that direct
secure and non-secure slectronlc volce channels were widely used,
and although some of the informatiecn thus conveyed telephonically
waB automatically tape-recorded on the Emergency Action econsole,

the tapes had been erased before they could be examined,

The foregolng limitations notwithstanding, the wealth of data
nonetheless permitted the resulting study to be a relatively com-
prehensive and definitive analysls of Cuban crisis command and

control.

E. DEVELCPMENT OF THE STUDY

In the first phase of the project, lmmedlately following
irmltial research, a series of working papers were originally pre-
pared, ‘These were made available on a temporary loan basis to

TOP_SECRET =5 -
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the Director for Operations, Joint staff, as sQon as they ware
produced, in order to effect coordination of the etudy effsrt and
to provide timely aocess to the data generated. Subsequently,
the contents of all of these preliminary vorking papers, ampll-
fled by additional research and further analysis, were incorpo-
rated as integral sections into the several enclosures congtitut-
ing the body of the study. Final versions of these enclosures,
in turn, were forwarded individually to the Director, Jolnt Staff,

as they were completed.

Therefore, the present decument, along with ita four crganic
encloaures previously issued as listed on p. iv, supersedes all
of the working papers and interim drafts that were ineldental to
the develcopment of the study.

TOP SECRET
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I1I. INTRODUCTION

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

pponse to it, and attendant command and ocontrol ramiflcations.

A. NATURE OF THE CRISIS SITUATION

The Cuban misslle crisis of Qctober 1962 was the most serlous
East-West confrontation of the Cold War, Militarily, it was the
moat serlous that the U.S. has been involved in since the Korean
War, 1f not perhaps since VWorld War II, The imminent threat of
direct full-scale attack upon its homeland made the erisis espe-
clally acute for the U.5., but the possibility of an impending
U.8.-8oviet thermonuclear showdown made 1t an unprecedented global

oriasls of unique kind and magnitude,

The confrontation was at once what we have now come to iden-
tify as a Cold War orisls, with 1ts typically elaborate posturing
but little or no actual engagement of forces, and what is probably
the closest we have yet come to muclear war, From the beginning
it was a military erisis revolving around a military issue -- in-
troduction of Soviet offensive weapons systems into Cuba -- yet 1ts ¢’
resolution was cstensibly accomplished by non-military means. It
had, moreover, inherent limited-war and general-war aspects simul-

taneously.

Desplte the tactical urgeney of dealling with the lamediate
local problem, any direct approach was inextricably wound up 1in
strateglc considerations of far-reaching counsequence., Even tech-
niecal operational details tended tc be fraught with strategle im-

Plications, The locus of the crisls issue was Cuba, but the

T@Mfmw
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principals in the confrontation were the U.S and the Soviet Unlon,
wlth Cuba itselfl somewhat incidental. Althougﬂ the Cubans were
being used in a surrogate capacity, the deployment of the offensive
weapons systeme was 1n the first instance a Sovliet commlitment;
secondly, the physical presence of large numbers of Soviat mildtary
and civilian personnel associated with these weapons represented

& USSR vital intersst, In certain important regards, howsver, GCuba
could not be excluded entirely and functlioned at times as an inde-
pendent third prinecipal that had to be contended with by both
majJor partlea, 1In thls sense the c¢risis amounted to a triangular
conflict situation, but the elemental econfrontation remained essen-

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

[E;ur distinet military dimensions were presented by the crisis.
each requiring its respective operaticnal response:
a. Defense of territorial CONUS agalnst missile and
ailr attack from Cuba,
b. Quarantine measures to prevent further influx of
offensive weapona into Cuba,
¢. Contingency operatlons addressed to Cuba in a
limlted-war context to eliminate the exlating threat,
4. Generatlon of SIOP forces in a general-war context
in the event the USSR slected to escalate tne confrontatlon,
In addition, there was also an extensive reconnaissance and sur-
velllance requirement, plus reinforcement of the U.3. Naval Base

at Guantanamo and increaaed defense readiness posture worldwide.‘l

B, CHARACTERISTICS OF THE U.S. NATIONAL RESPOMSE

The U.5, strategy was to mount a graduated response. Al-
though the crisls was a military one, primary reliance initially
was placed on diplomacy as the overt medium of advancing the U.3,
position in the controversy. At the same time a minimal appli-

catlon of force was brought to bear, backsd up by a ecredible

TOP SECRET -8 -
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intent to lncrease it as necessary. The diplomatic negotiations
were conducted bilaterally, largely aa a person;1 Hialogue be~
tween the U.S. and USSR heads of state directly. As eventa turned
out, the first step of the graduated reaponse-proved sufficlent

to bring about an aoceptable resolution of the main erisis issues,

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

strategy.

During the course of the crisis the concept of graduated
response Was progressively extended to provide for ever flner-
grained shadings of selective force applicatlion on call, The
result yas to compound immeasurably the already complex opera- .
tlonal requiramenta[ﬁtemming from the four intrinsic mlillitary Jf' \.
dimensiongjof the crlsls situation. Precise discrimination in
definition of increments of force, coupled with exacting reaction
timea, posed an especially formidable challenge to military com-

mand and contrel,

C. PROPERTIES QF COMMAND AND CONTROL

One of the cutstanding features of the Cuban erisis experi-
ence was the unprecedented role played by command and control.

Particularly significant was the conselous, deliberate emphasis

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

There was no clear distinction between the politlcal and
milltary spheres of command and control, In practice the tradi-
tiocnal institutional differentiation was often abandoned, and
national political authorities exercised command and control pre- -
rogatives that hitherto had besn conasidered within the military
provinece, A corollary was that the classioc dichotomy bebween
strategy and tactlics was not always maintained, These anomalies
reflected the uniqueness of the erisis situation or devolved from
the manner in which the national decision-malking authorities chose
to cope with 1t. As a consequence, the apecific means and methods

employed in military command and control were themaelves unusual.,

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

rize new ones accordlingly were necessary in the heat of ecrisis,

(Eéite early a compartmenting of command and control ogecurred
within the military establishment, roughly corresponding to the
four military operaticnal dimensions of the crisis, Instead of
a single integrated national system, there were actually several
parallel btut relatively independent mechanisms, They emerged aa
improvisations, each autonomously task-oriented to lta respec-
tive misslon, Thus functionally defined, they constituted mare
or less self-contained entities emb;acing national decisicon
making and operational execution for their own particular kind
of activity. Other than all having a common meeting point at
the top -- which fell outside the military service context

proper -- their organizational framework differed and procedural
patterns variedJ
TCP SECRET - 10 =-
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Perhaps the most salient property demonstrated was the extreme
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centralization of command and ocontrol at the very apex of the
national command pyramid -- literally ln the person of the Presi-
dent as Commander-in-Chief, 1In recognltion of the gravity and
acuteness of the crisis, 1ts management became the consuming pre-
occcupation of the highest level of government responsible for
national security. The generative socurce of direction, even faor
technlcal operational matters, resided in the Presldent and a
amall coterle of intimate advisers, 'The effect was for civilian
political authority to assume for itself an active role in mili-

tary command and control,

Participatlion by cilvil authority was not confined to natlonal
declsion making alone but alaso exerted tight control over actual
operational implementation of the courees of actlon deeclded upon,
At cruclal junctugés, the tendency was for military command and
control to be taken out of institutional channels and performed
by key persconalltles representing thils topmost group., The
national civilian authority, at 1ts discretion and on its owm
initiative, would interject 1tself into the internal workings of
the military command and contrel mechaniams, by-passing inter-
vening echelons and penetrating to the operational forces in the
field. At much times the command and control system was severely

compressed, wlth national decision making interfacing with immedi-

ate local tactiecs of the moment.

This larger environment thus conditioned the apecificelly
military processes, Uithin the Organization of the Joint Chiefs
of Staff, and eapeclally the Operations Directorate and NMCC,
it was reflected in microcosm. A more explicit development of
how 1t impinged upon military command and control is included in

the section immediately following.

TOP SECRET - 11 -
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III. RECAPITULATION OF SUMMARY OBSERVATIONS OF
SIONIFICANCE TO COMMAND AND CONTROL

TOP SECRET

A. NATIONAL COMMAND ACTIONS AND THETR CIRCUMSTANCES'

Precrisia Policy and Planning

Before the crisis, U.8. intelllgence sensing was gener-
ally awere of a 3oviet-sponsored military buildup in Cuba,
but intelligence estimates did not expeot it to include

gstrategle offensive weapons systems.

Intelligence evaluations and pollicy interprestations saw
Cuban military developments in terms of their politlcal impll-
catlons, as Jeopardlzing the stabllity of Latlin America --
not as a potential military threat directly to the U.S. ltself.

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

Military eontingency planning for Cuba was undertaken
long before the crisis, but 1ts origins were independent of
the main Cuban military buildup of late summer 1962. It had
been expressly initiated by Presidential directive immediately
following and as a reactlon tec the Bay of Plgs experlence of
April 1961.

Contingency planning started from a asingle sharp focua
as a atralghtforward invasion plan, 'but because af contlnuous
naticnal pelitical requirements to reduce reactlion times,

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

I_For the detalled devalopment of these observations see
Enclosure "A" of the study.

TOP_SECRET - 12 -
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The predominant influences governing conpingency planning
were the U.3, attitude toward Cuba's internal pollitical system,
which wae never articulated in terms of flrm polley objectives,
and the local milltary circumstances of Cuban defense capa-
bility |in the event the U.S undertook to change that syatem

by force.

A1l of the preerisis planning was oriented to a simple
unequivocal contingency situstion. It asgsumed 2 locallzed
limited-war confrontation involving the U.S. and Cuba alone,
in which vital U.S. intereats would not be at atake, where
the motivation for military actlion would be essentlally pre-
emptive, and in which the tactical initlative was & U.3,
prerogative, The Soviet factor did not figure millitarily in
the determining aasumpttong::]

The impetus for most of the significant planning develop-
ments came from outside the military establlahment. In each
inatance the national politieal authorities, usually the
President or Secretary of Defense peraonally, were the prime
movers who expresgsly directed that particular planning actions
be accomplished. The characteristic process was for military
obJectives, force levela, the operational concept, and in some
cases even the basic cutline plan, to be determlned in relatively
explicit terms at the politiecal level, then conveyed aa in-
gtructions to the military establishment through the JCS. On
occasion, political authorities atipulated In detall specific

gperational provisions to be incorporated intoe the plans,

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

TOP SECRET - 13 -
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the direct chain of command, contributed importantly to the
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content of the plans. The JCS had largely an Ilntermedlary,
and somewhat procedural, role between planning principals,
1.e., as azent between those who levied planhing requirements

and those uho fulfilled them.

[}recrisis millitary contingency planning, ln structure and
funetloning, was not tightly systamatic. The pattern of command
and conirol processes was correspondingly variable, As a result,
the complex of incomplete and overlapping plans, rather than
belng a preoduct of comprehensive programmed development, emerged
plecemeal without benefit of a common overview or master design

g

to lend focus and direction to thelr evolution.J

The U.S. Baslc Declsion

The preclpltate onset of the crisls, and 1ts unanticipated
character, caugh; the U.S. by surprise. General war implica-
tlona were inherent from the start. Covert dlacovery of the
presence of Soviet offensive missiles in Cuba had revealed &
suddenly materialized strategic confrontatlion of the first order
directly with the USSR, in which wvital U.3. interests were
threatened. The erilsis slituation at hand was quite different
from the abatract medel of a Cuban contingency such as had been

contemplated 1in plans

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

before the missiles.

Two cardinal eonglderations shaped: the formulation of the
U.5. declsion: the urgent need to deal with the threat before
the mlselles became fully operatlional, and fear that the
aituation would escalate to a Soviet-U 3 nuclear exchange.

Both the speed and type of response were therefore cruclal.

Tor sncrer - ToPAECRET
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The decision-making process was highly centralized. Tt was
taken out of the usual institutional channels as soon as the
significance of the photographle evidence was reccgnized, and
put 1nto the hands of specific perscnalitles at the very apex of
natlonal authority. The focus was the Executive Ofrice,'with
the President immersed in every step of the processa. Those
directly involved in the decislon-making group advising the
President numbered vecy few and were almost exaludively civil-
ian officiala. The nucleus eventually narrowed to about elght
individuals who were conatituted intc an Executive Committee of

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

Although the erisis was a military confrontation, the J08
1tself, as & corporate body, had neither a direct nor central
role in formulating the baslc national declslon. Only the Chair-
men participated, K in the NSC Executive Committee's dellberations.
The Joint Staff, in the Institutlonal sense, generated no formal
starfed inputs designed to structure or influence the choice of

alternatives,

The basle natlonal declsion on the U.S. response began to
emerge on 18 October, four days after the initisl evidence of
the crials altuation was acqulred, Within two days, by the
merning of 20 October, the response options had been weighed and
the declsion had crystalized to the extent of 2 consensus belng
reached by the Executive Committee of the N3C. The proposed
course of actlon azgreed upon was tentatively adopted by the
President on the afternoon of the same day (20 Qetober), and
as implementing preparatiocns got under way, the U.3, was rapldly
commltted de facto to the cholce made. The commitment became
formal two days later on the evening of 22 October, with the
President's public disclosure of U.3. intentions. One week had
elapsed between the time the 1ssue first came to the attention
of the national declslon authority and the time when the course

of action declided upon as the U.S. response went into effect.
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In esaence, the basic national decision was open-ended,
namely, to employ wminimum force initlially yet be 1n a positlon
to railse the scale to any level that circumstances might re-
quire, In effect, this concept amounted to responding in
graduated stages, with the first course of asction (imposition
of the naval quarantine) but one step in a potential seriss of
increasingly forceful measures, Within the framework of the
baslc declsion, successive moves wers to be conbingent upon
Soviet reaction to the flrst, Each subsequent decision Junc-

ture would be dealt with as it aross,

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

tion te escalate to unkpovm proportions.

Coordination wlth Qverseas Unifled Commands and Allies

[Eécause of the need for secrecy and speed (in order to
gpring the U,3, response as a surprise before the missiles be-
ean2 operational), the baslic national decision was arrived at
and the opening course of action planned and launched unilater-
ally without prior consultation with Allies. For similar reasons,
the overseas Unified Commanders were not formally apprised nor

consulted until shortly before the decision was implemented !

It was nevertheless imperative to coordinate with the over-
seas CINCs, particularly with those in areas potentially vulner-
able %o local Soviet countermoves, It was egually important to
gain Allied political and military support in order to present
4 common global posture that would deter the USSR from risking

eacalatlion of the crisis,

TOP_SECRET - 16 -

TORSMSECRET



TOP JECRET

TOP SECRET

USCINGEUR and CINCARIB, the overseas Unillied Commandeprs
most immediately concernad, were especlally hampered by the
strategic requirement for surprise, Though the U.S5. for once
enjoyed the advantage of holding the initlative, the JCS were
not authorized to alert and inform them of the developlng situ-
ation in advance, Last-minute notification thus imposed the
added handicap of 1little time available for planhing and opera-
tional preparations in antlcipation of possible reparcussions
in their areasm. Besides the direct effect on readiness of as-
aigned U,38. forces, it preocluded timely military coordination

with friendly forces of host aountries

In the ocase of CINCEUR, the constraints and obligations
impllieit in the existing U,S.-NMATO relationship posed funda-
mental command and control dllemmas, On the political side, a
certain degree of policy coordination was accomplished through
the ad hoc means of the President personally communicating with

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

belng sent to the North Atlantic Council]
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In the case of CINCARIB, one of the chlef coordination
problems revolved around the limited CARIBCOM capabllities in
relation to the extent of asaistance that might be required by
Lalin American gn;ernmenbs to suppress any Communist-insplred
internal uprisings in support of Cubz, It was aggravated by
the fact that the residual force resources of CINCSTRIKE severely
restrieted the augmentation available. Ancther cgordination
problem attended implementing the U S, policy objective of actual
Latln Ameprican military participation in operations againat Cuba
On both acorea, complex politico-military arrangements had to be
negotlated quickly, with each country involved having to be
dealt with on an individual natlonal basis,

[]uth respect to poliey coordination, formal Allled poll-
tical support of the U.S. position in the crisls was achieved # -
when all of the Allied governments declared their offictal back-
ing.J In Latin America some military support was also obtained,

But the NAT(O powers, tecause of standing attitudes on the Cuban
issue and differing perceptions of the crislis threat, gave little

military support to the overall deterrsnt posture, Of a lesser
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order, even coordination of U.3. military operétibnal activi-
tiea vis-a-vis Alllea was condltioned by local policy reserva-

tions.

Thus, a major constraint ecircumaceribling the range and
type of national command and control actlon abroad was the eriti-
cal interrelationship between U.S,-oriented military considera-
tions and prevalling foreign political factors., A clearly demon-
strated concomitant was that these political variables tended to

slow down the military command and control process,

Implementing the Military Course of Action

Because of the nature of the crisls situation and the U.3.
declsion in response to 1t,[§§ere were simultanecusly four mill-
tary operational d}mensions to the cerisis, Besides the naval
quarantine, which was the only operation {other than survell-
lance and reconnalssance activities) that was actually carried
out, these were: preparation for defenss of territorial CONUS,
achleving general-war posture {(including generation of SIOP
forces), and readiness to implement the Cuban contingency plaéE]
The structure end processes of military command and control were
distinct for each and individually complex in their own right,
The problem of keeping them properly aynchronized with one
another and, together, all in phase with political developments,
exercised the total politico-military command and control system,

from the White House to the forces in the flield,

The covert discovery of bthe misailes on 14 October had af-.
forded the U,S. strategic warning of elght days, but from the
military operational point of view Lt was nullified co soime degree
3¢ Lhe policical necessrty ol maintain:'ms 9ecrec: in order <o

sprins the U 8 response as a surpriae an 27 Ontober.
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invasion assault forces, whe ceonstltiuted overwhelmingly the
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largest proportion of forces affected. Although they were the
ones who most needed advance warning, in view of the ponderous
marshalling and staging necesaary, they could least benefit from
it, because the magnitude of ac¢tivity would tip the U.3, hand
and might bhe undea;rably provocat1v€2]

Besldes the surprise element, optimum mobilization had
to give way in favor of projecting a national lmage of dellber-
ate restraint balanced by firm determination. Ultimately, it
was hoped, the purpose of military operational preparations
would be aymbolle, as an earnest of U.S. intentlons in the

larger dialogue with the Soviet Union,

However, the CONUS-based CINCs, i.e , LANT, SAC, CONAD,
although not offioclally informed by the JC3 of what the U.S.
course of action would be until 21 Qetober, were alerted *a
coming events early enough by the Services to permit staf?
preparations in antiocipation of operational requirements, so
that all were engaged in readiness activities by 17 October.
USAF forces, especlally, exploited to advantage the grace period;
actual operational ailr deployments bagan on 17 October, well be-

fore a national decision had been reached.

(ggar of escalation created basic command and control
dilemmas bearing directly upon operatlional preparations. The
effect was at once to expand and narrow the scope, type, and
degree of combat readiness required.and permitted, because
measures to deal with the local contingency inescapably impinged
upon general-war isaues. On the one hand, the Soviet military

presence in Cuba made the ¢onsequences of otherwlse ccnventlonéi]
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poature for general war had to be prepared accordingly.

Rules of engagement, in terms of concrete application 1n

specific ciroumstances, also constituted a major operational
command and ocontrol problem area, There was a notlceable re-
luctance on the part of the JCS to make precommibttlng declisions
defining the criteria for initiating, and the parameters for
conducting, combat operations not expllieclitly covered in plans,
eapeclally regarding the eritical lssue of tactical response to
hostlle acts of the enemy The guldance provided by the J(S
that ostenslbly was to govern U.S. reaction in the hypothetleal
exigency 1n questlon was sometimes so qualified as to be self-
contradicting., Whatever handiocapping sffect this may have had
operationally for the tactical forces involved, the resulting
ambigulty tended to enhance centralized control at the highest
level, for it insured that fleld commanders would in each

instance have to seek authorization before taking a potentially

serious move l

Current operational activity connected vith readiness
preparations under way accounted for many urgent substantive
problems to which the military command and control system had
to address 1vmelf, Limitations in available resources, par-
ticularly forces, lift capabilitvy (land, sea, and air), and
base facillties, required intensive reschedulinz of movements

and revising of staging plans, which amounted to & complex
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gecondary order of technlcal declslon Junctures.. Monitoring
the response of all the forces so affeoted in order to keep
abreast of the status of readiness as & whole, posed extensive
information requirements, In both respects, the burden of at-
tendant command &nd conbtrol functions fell on the Joint Staffl,
speciflcally on J-3, as the fooal common dencmlnator embracing

the various Service intereats and command echelons involved,

When operational conflicts arose between CINCs, as in the
case of competing demands of LANTCOM contingency alr deployments
agalnst those of CONAD and SAC, coordination was effected at
the JC3 level. The degree of detall in which some of these
problems had to be approached before they could be resolved by
the JCS imposed correspondingly intensive ad hoc information

and staffing support requirements on J-3,

Discrepancies between operational needs of a OINC and
logistic resources and capabilities of a 3arvice similarly had
to be reconciled at the JCS level, Sometimes these required
that the JC3 render explicit rulings on the technical and tac-
tlcal detalls of operational deployment for the CINC concerned.
EJ the process, because an appropriate ready data base was not
normaelly maintalned within the QJCS, J-3 had to improvise infor-
matlion retrieval and perform technleal staffing te support the
JC3 disposition of the probleﬁZ]

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

what adjustments were necessary to avoid undue force attrition,
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of operational readiness tended to be accompllished at a more
decentralized level, During thie second phase, the perspective
of the JC3 role gradually reverted to broader overall functlons

of conveylng requirements, review, and approval,

Quarantine QOperations

The limited, selective naval Quarantine that was actually
implemented as the initlial course of action in the U.3. response
was essentially a form of mllitary demonatration in support of
diplomatic measures, Nevertheless, it constituted the moat

critiocal area of command and control of the sntlre c¢risis.

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

conalderations other than military operational criteria alone

Fundamental ad hoc adjustments to the established insti-
tutional command and control syatem were occasicned early in the
erisls by the deaignation or the CNQ to serve as JCS repre-
sentative for the Quarantine, The effect was to shift the focus
of Quarantine command and controcl from the Joint Staff to OPNAV,
thereby preocipitating a series of secondary changes 1n stafe
organization and procedures, CNO Flag Plot assumed many of the
functiona connected with the Quarantine that normally would have
been the reaponsibility of the Joint Battle Staff.[:iais necessl-
tated the creation within J-3 of & special "Blockade Group" to
malntain liaison with OPNAV and ieep the Cha. ian, JCS, the
Director, Jolnt 8taff, and other elementa of 0JCS informed on

current developments in the Quarantiné:]
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partures in the functioning of the Quarantine command and ocon-
trol system beyond those implled in the ad hoec modifications

to 1ts structure, At cruclal Junctures, the entire ayatem was
radically compressed; national decision makers preempted tac-
tical command, bypassing intermedlary command links, and would
themaelves exercise direct operatlonal control over the immed-

late actiona of Quarantine task force units,

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

carry out the intercepts.

A second instance of aimilar real-time national command
and control was in connection with Soviet tankers, especially
the BUCHAREST - when the CNO and his Executive conveyed White

House guldance directly to quarantine task force elements,

A third instance was in connection with non-Bloc vessaels,
particularly in the case of stopping and boarding the Soviet-
chartered Lebanese frelghter MARUCLA - when declislons governing
the moment-by-moment operational moves of the specific quaran-
tine ships involved were made by the Secretary of Defense and
his Deputy acting on specific lnstructiohs of the President,

then communicated directly to the individual ship commander con-

cerned.)
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An unanticipated additlonal mission for the quarantine
task force wnas verification of Soviet withdrawal of its de-
ployed missiles, The terms of the bilateral U.S.-Soviet in-
speection arrangements that were negotiated on the polltical
level, however, covered in comprehensive detall the operaticnal
procedures to be followed, Command and control processes

proved to be routine,

rThe modeat Latin American operaticnal participation in
the Q;arantine ocourred near the end of the crisis and was of
little millitary significance; The. contributed ships were made
part of a separate U.3. task force, and the only speclal command
and control problem was providing each forelgn ship with a U.S.
communicatlion liaison team having billingual operators and ap-

propriate cryptographic equipment,

Contingency Planning During the Crisis

Command and control considerationa pervaded contingency
planning during the crisias. The functlon of the plans them-
gselves wag essentlally as a vehicle of command and control to
optimize military responsiveness to natlonal political direction.
Concern at the political decision-making level with operational
details deemed critical to the larger U.S., strategy in the
arlsls accounted for most of the planning activity and largely

determined the content of the provisions that resulted,

The contingency plans became the midpoint on a pProjected
spectrum of military courses of action ranglng from the naval
Quarantine, on one extreme, to general war, on the other, But
because Cuba was the immediate locus of the crisis i1ssue, the
contingency plans remained central to the total U.S. responae
and were accordingly a majcr focus of attention for the entire

national politico-military command and control compleg
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Much the pame general patterns as had been.evident before
the erisis characterized contingenoy planning experience during
the erisis -- only they vere more proncunced, A sallznt differ-
ence was in the greatly accelerated pace and lntenaity of the
planning, but despite the changed cantext, the basle form and
subatance of the earlier plans were retained. The two types of
contingency planning undertaken prior to the erisis, 1.,e,, for

alr-strike operationps-and invasion, contlnued to be daveloped as

two separate plans,

Nelther of the two contipgency plans ever reached final

gompletion, but, becausa of modifications and additiona, were
congtantly In a state of transltional growth. Although ilndi-~
vidual portions gailned specificity, the plans as a whole, rathe.
than belng narrowed by materializatlion of the c¢risis, progres-
sively expanded in dimension and detall, fThe cumulative effect

over time was a considerable transformation of the original plans,

The asaceciated command and eontrol processes also ware
simllar bto precrisis practice, As in other crisis-relateg
military activity, the highest echelon of national politicail
authority interposed 1tself into the contingency planning
machinery., The dominant factors influencing the plans, besides
the concrete limitations set by available military resources,
proved to be: asgsessments by political declslon makers of the
intrinsic military situakion in Cuba; and interpretations by

the same political decision makers of the significance of that
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military situation Ln terms of operatlonal plann%ng naeds --
evaluations that did not always ocoincide with the views of the
military The typlcal role of the JCS was, as before the crisla,
largaly still that of intermediary agency between plannling

principals

<{§2Fhin the 0JCS, the special "Cuban Planners" group was
ereated in the Operations Directorate to deal with contlngency
planning matters exclusively. Organizationally separate from
the Joint Battle Staff or regular Divisions and Branches of J-3,
the Cuban Planners functioned independently of established
channels and procedures. Rather than substantive planning, their
Job was one of monitoring and providing informational coordination

and gtaffing support in conneetion with the plans.!

Within LANT{OM headquarters, as scon as tactical command
for planned contingency operations was centralized to glve CINC-
LANT operational control over all foreces involved, a separate
LANTCOM staff was formally activated to handle Cuban contingency
responaibllitles, including planning The apecial contingency
atafrr, nowever, did not funection as intended Instead, 1t was
informally integrated into the regular permanent CINCLANT staff,
which performed the Cuban staffing along with general-war-staff-

ing.

Lack of unequlvocal criteria for determining the approval
status 9r baalc plans, components, and changes at any glven time
made for an element of procedural ambiguity, potentially of far-
reaching command and control consequence Various kinds of ap-
proval, and inconsistencies in their applicatinn, sometimes made
it impossiole to know which particular planning previsions were

currently governing and c¢flficlal.

Stringent security restrictions imposed in ths early atages

of the crisia were an added conatraint militating againat full
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and timely dissemination of planning information to all the
stalfs and forces affected by the plans, The tendency per-
8lsted even after security restrictions were relaxed, €E§ was
eBDeclally evident in the use of the severely limiting "EX-
CLUSIVE FOR" device on messages cruclally pertinent to plann15§:]

The same themes that dominated precrisis contingency
Planning were the major planning problem areas during the crisis,
All were traceable to command and control deslderata of the
national politieal authorlty, [EEPtralizins of command relations
was accomplished relatively early, but reduction of reaction
timea, discriminate force application, and augmentation of
Tforce levels, were more complicated and exercised a greater

portion of the total national command and control system,

Compliance éith recurrent White House insistence on mini-
mizing the time lag between a political decision to execute
milltary action and implementation of the action ordered placed
& great strain on both contingency planning and operational
readiness preparations. Crucial to the whole command and con-
trol process involved was reciprocal information exchange As
the number of planned specific courses of action multiplied,
settling upon reaction times that were both politically accep-
table and militarily feasible necessitated intensive coordina-
tion between planning and operatione, and in the interim, oq-
casioned no little confusion before the varioua reaction times

warg flrmly codifled and universally understcod.

Preoccupation with discriminate force applicatlon within
the scope of the contingency plans reflected in microcosm the
underlylng strategic concern with escalation tha$ characterized
the whole U.S. approach to the crisis, The eslaborate dafipition
of gelective options in ascending order of magnitude, couplég]
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[Egth austare reactlon tlmes, grew out of Presldential demands
for preclse and virtually instantaneous military response capa-
bility to implement predetermined operational courses of action,
in descrate incrementa of ppecified kind and measure, on call.
Such fine-grained cholces from a range of programmed alterna-
tives as was ultimately provided for in the contingency plans

made for unprecedented national declaion flexibiIity. ’

Augmentation of force level commitments for contingency
operations accounted for extensive planning meodificationsa
throughout the crisis peried. The steady force increase was
partly related to order-of-batile intelligence faotors, and
in part to plamning refinements designed to accommodate secondary
or peripheral requirements or to cover more remote exigencies
that might conceivably occur. The chief motivation, however,
was the desaire oA both operational and nabional policy levels
to lnsure adequate safety margins. On the one hand, tactical
commanders on varlous echelond were inclined to add, on their
own inltlative, combat strength 1n excess of what they were
authorlzed to depioy, and the plana would subsequently be
adjusted accordingly. On %the other, political decision makers,
remembering the Bay of Pigs experience, formally directed further
large-scale augmentation, even in the face of military advice

to the contrary.
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In view of the nature of scme of vhe planning lasues
dealt with, the essential information requirements for staffing
support of many planning actions, auch as evaluation of the

adequggy,or forces, were fundamentally in the realm of Jjudg-

ment

Terminaktion of the Crisis

Succeasful resolution of the orisis was achieved primarily
through diplomatic measures conducted at the natlonal polltileal
level. The speclfic means employed were billateral communica-
tions in the form of an exchangs of messages between the U.3,
and USSR heads of state. Military command and control had ne

direct participating role in the dialogue.

The incident revealed a conjuncture of two different

ocrders of command and control activity bringing into conflict

the Chailrman's dual role as an integral part of one institutional
command and control system (the military) and his simultaneous

ad hoe functions as a member of another (the national politileal),
As he felt constralned %o explaln in his dissenting memorandum,

the Chairman had been unable to participate In the JCS
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deliberations because, at the time, he was at the White House
functioning in a staff capacity as the military ﬁember of the

NSC Executive Committee.

Attending the gradual military unwinding that characterized
the termination of the crisis #sera many command and control
requlirementa, though progressively lesa urgent gnd less
cruclal. A serles of decislons snd complex operatlonal co-
ordination was necessary to maintain a balanced and orderly
atandfdown of operational readinesg in phase with polltical de-
velopments, the military significance of which waz not always
clear at the tlme. Concomitant with the rsturn toward normal
preerisls posture was a decrease in intimate participation by
natlonal political decision makers in the immediate operational

detalls of reducingz military readiness,

As tenslonzreased and the crisls subsided, the ad hoc
military command and control adjustmenta were abandoned, al-
though not necessarily to revert to precrisias arrangementa,
Within the Ooerations Directorate of the Joint Steff, particu-
larly, a number of basic changes in command and control organ-
ization and procedures were put into effect even before the

crisis was over,

Throughout the crisis, the military command and control
gystem, including that portion represented by the 0JCS, had
been confined almost excluaively to technical military matters
following on declsions already rendered by national polltical
authorities, There was little cvendency on the part of the
Executlve Office to relingulsh centrallized control and delegate
autonomous prerogatives alonz lnstitutional lines to the milti-
tary establishment in its own craditlonal aphere of vested
interest., G:nerally, most of the managerial initiative shaping
the U.S. military response was exercised at the very apex of

government,
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B. PROCEDURES IN THE NMCC AMD J-3'

Within the OJCS the focus of command and control staff

activity was the NMCC and J-3. [E@e Joint Battle Staff and

various elementa of the Operations Directorate that were most
directly invelved in immediate operational matters experlenced
procedural difficultliea affecting the Joint Staff role in the

crisia.e

The JBS Concept of Operations

Izghe general concept of Watch augmentation and transition
to Joint Battla Staff operations, as specified in the COQP-0JCS,
wag essentlally followed during the Cuban crisis. However, the
Joint Battle Staff was hampered by a number of procedural prob-
lems during the early critical period of the crisis. These
problema aroge in part because of the lack of detalled proced-
ures supporting that concept of operations and because many JBS
members lacked the necessary training and experience with Jolnt
Battle 8taff functiona. Most of the Battle Stafl members were
raelatively untrained for their new asaignments, except for
general background information obtalned in thelr normal staff
assignments. Exlsting evidence indicates that no speclzl brlef-
ings were planned or were given to prepare battie Staff members

before or immediately after they were assigne{:l

Adminlstrative Operations

[Efny established J-3 peacetime administratlve procedures
falled during the erisis, Because of the press of time and the
volume of action papers to be prepared for JC3 consideration,
the peacetime procedural system for submlsslon of papers to JCS

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

lFor the detalled development of these observations aee

Enclosure "B" of the study.

2NOTE: Many changes in NMCC/J-3 procedural arrangements have
occurred since the time of the crieis, either as a direact
regsult of the Cuban experience or in the course of evolution-
ary modiflications.
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[E;;en method and other methods of expediting the processing of
JCS papers proved to be too unwleldy from an operational poilnt
of viaw, The lack of apace, shortages of adminlstrative person-
nel, and the absence of procedures clearly adapted te crisis
operationa all contributed to operational inefficlency during
the firat few days of the crisis, Many of these procedural
problems were alleviated during the course of the crisls, but
their exlatence during the eritical phase of the crisls suggests
the need to examine the close interaction between adminigtrative
and operational procedures employed during emergency gltuattions,
and to develop new emergency adminlstrative operational praced-
ures which c¢an be exerclsed in conjunction with other emergency

cperational procedures.

The operation of a Battle Staff, the development and use
of the Master Chéck List (MCL), and the J-3 methods used to
submit actlon items for JCS consideration in large part replaced
peacetime adminlstrative procedures of the Jolnt Secretarlﬁt
and J-3. The JBS assigned actiona to the Directorates, main-
tained follow-up monitoring of the status of actions, developed
agenda items for the MCL, and maintalned comprehensive message
fileg for reference These activities have been clearly de-
fined in Joint Administrative Instruetions (JAIs) and other
procedural documentation ag standard Jolnt Secretariat respon-
sibilities for peacetime operations. Eg;wever, there were no
provisions 1n the JAIs for transition from peacetlme adminis-
tratlve procedures to adminlstraetive support for operaticnal
procedures durlng crises. As & result, a transition wae not

made and both systems operated simultaneously during the crisif}

Briefings
[Ebe large amount of time spent by the JBS Chief's and Team

Chiefa in preparing and presenting briefings necessariii]
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[z;terfered with their primary functions of planning, directing,
and ccordinating the agtivitles of the Battle 3taff team
members and J-3 actlon officera. Moreover, the documentsd
procedural gutdance for the conduct of briefings proved Lo be
inadequate to insure efficleut, high quallty briefing prepara-
tlion and presentation by the JBS, At first, Battle Staff
personnel did not have detalled knowledge of the input sources
of information for briefinga and were relatively inexperienced
in the techniques of briefing preparaticn. The JBS had to rely
heavily on experienced Current Action Center (CAC) briefers
for the assembly of information and the preparation of briefing
serlpta. In general, therefore, the Cuban experience suggests
the need for reducing the number of specilal or ad hoc brLeringB,
for shifting the respongibility for briefing preparation and
presentation to officers who do not have primary reaponsi-~
bllitles in the direction of the JB3, and for utilizing brief-
ing officers who have had apecialized (raining and experisnce

in the conduct of operational briefinga.]

Debriefinzs
iEanal JCS debriefling procedures were not used through-

out the perlod of Jolnt Battle Staff operations from 21 October
through 12 November. The fallure to use the normal debrlefing
mechanlsm derived from several speclal condlitlens surrounding
the Cuban crisis.} Cuban intelligence information and U.S.
intentlons during the early phases of the criasis had to be
tightly controlled. The Jolnt Chlefs of 3taff were Ln almost
continuous session for many days and, as a result, key personnel
normally involved in the debriefing procedure were preoccupled
with the preas of other worl. Even had they been avallable,
the requirement to maintain tight security eontrol over U.S
intentions would have precluded extensive debrilefing of the

Joilnt Staff.
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[Ebe fajlure to utillze the usual system for debrlefing
JCS meetings created numerous problems. It made 1t d41fficult
for the JBS to ascertain the briefing needs of the JCS and to
tailor their information collection, analysis, and presentation
activitles to these needs. It created an informatlonal vacuum
which made it difflicult for the JBS to plan advance actlons.
It produced unnecessary confusion, duplication of effort, and
lack of coordinatlion in the performance of JBS and Joint Staff
activites, 1In general, the fallure to provide an establlahed
information feedback mechanism from JCS to the JBS serlously
hampered the Battle Stalff‘s ability to perform its intended
function of expediting and coordinating JC3 acbionéZ]

The Master Check List

The Master Check List (MCL) was an ad hoc innovation
developed in reaéonse to a request by the Chalrman, JC3, that
J=3 maintaln a continuing record and history of all actiona in
the Cuban erisis. Despite this initial limited purpose, hou-
ever, it quickly became recognized by the Joint Staff as the
fastest and most reliamble method of placing urgent operational
matters on the JCS agenda and glso &s the most authoritative
Bingle acurce of informatlon on toples that were being con-

Sidered by JCH.

The MCL was submitted to the JCS each morming. Attached
to it were appropriate action papers which contalned a dis-
cugsion of the problem, recommendaticns, and ilmplementing
draft messages. This procedure had the effect of allowing
actian officera to submit thelr pabars for JCS decision in a
matter of hours, instead of daya. Actlion papers were submitted
at the JCS meetings as Director, Joint Staff Memoranda (DJSMa)}.
Thia process short-cut the elaborate coordination process re-

qulirad during peacetlme operationa. As a result, the Joint
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Starf was able to operate more like a true military staff than

ia the c¢zse under normal conditions.

Contingency Plan Implementation Procedures

There were no preplanned messages for implementing limlted
war contingency plans comparable to those prepared for SIOP
implementation. Advance planning and preparation of such im-
plementing messages require coordination with the CINCs to
insure that orders 1ssued by JCS do not arbltrarily reatrict
the Ileld commander's cholca of timing based on local and
tactleal factora. Planners apparently had not given follow-on
messages related to the implementation of contingency plana
the same degree of attention that they had given to the less

likely sltuation of general war,

Message=-Processing Procedures

A review of message-processlng procedures listed in JAIs
and cother scurces suggests geveral shortcomings when examined
In the 1light of the sugmented Watch and Battle Stalf operations
in the crisils.

a. None of the documented procedurea related to
Battle Staff operatlons, c¢rlsls operatlions, or wartime
operations. Documented procedures were essentially
peacetime procedures, with provision for Bpeclal short-
cuts for an occaslonal message requiring prompt actlon.
Deapite this the COOP-0JCS apecifically inatructed
Battle Staff personnael to follow standard message
procesaing procedures.

b. There was no centralized source of measage-processing
procedures avallable to aerve as guldes to staff personnel
assigned to Joint Battle Staffa,

g. The elaborately documented peacetime system for

message reproduction, distribution, control, and
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slow, complex, and cumbersome to meet operational
requirements for the rapld processing of a high volume
of actlon messages assoclated with crisis oparations.
The more streamlined and operationally oriented JBS
procedures replaced many of these peacetime, adminis-

tratively oriented procedures.

Action Officers

The development of action papers is probably the most
c¢riucial part of the whole process by which the Joint Staflf pro-
vides support for JCS command declalons., All actlon officers
involved in the Cuban c¢risis wers subjected to very heavy and
demanding workloada,lggt the pressures were particularly con-
centrated on 8 few key officers who were most lnmowledgeable
and had the conffdence of senlor members of the Joint 3taff.
Despite the very capable performance shown by J-3 action
offlcers during the criéls, 1t 18 questionable if the J-3
organization could have provided adequate staff support for
considerably expanded emergency operations. If the Cuban
crisis had escalabed into larger proporsions, or if a second
erisls had developed simultaneously in, say, India or Berlin,
the supply of experienced J-3 actlon officers would have been
quickly exhaustggzx

One of the greatest asseets of experienced action officers
1a their detailed mowledge of the appropriate souroes and
channels eof information and of the technlques and procedures
for preparing and procegsing actlon papers. They have appro-
priate flles readlily avallable; they know whom bto call, where
to zo for particular types of information, and with whom their
actions must be coordinated; and they are famillar with the

types of format and levels of detall required by the JC3 in
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the submisaion of actlon papers. Knowledge or_th}a type, to-
gether with the poasession of detalled information on particu-
lar geographic areas or subject matters, represents a rela-
tively rare combination of skills which is found in only a few
key individuals who have had contlnuous, specialized training
and experience, {E%e fact that a number of J-3 action offlcers
had this combinatidn of procedural knowledge and subject matter
competence probably made the difference between an effective

J=3 operatlon and an ineffective ane during the Cuban orisis. ?

SITREP

The preparatiocn of the dally and supplemental Situation
Reports {SITREPs) was one of the most time-consuming and
difficult tasks assigned to the Joint Battle Staff. The
difficulties encountered in its preparatlon stemmed from
peveral sourges: .(a) the format for presentation of SITREP
data wasa not lkmown or fully underatood by many of the members
of the Battle Staff; (b) the lack of feedback of information
from the JCS made 1t difficult for the JBS to determine what
information to inelude in the SITREP; (¢} the process of colla-
ting, organizing, and analyzing data rslevani to the emerging
Cuban situation was complicated by the sheer volume and com-
bPlexity of input data arriving from CINCa, Commanda, and Sepr-
vice War Rooms; (d) inttial input data from the CINCs proved
to be inadequate to the needs for JB3 SITHEP productlon; and
{e) preparation of the SITREP was hampered by the lack of a
centrallized source of Information on the current deployment

and status of forces.

Existing procedural guifdance for the preparation of SITREPs
was limited to the assignment of responsibility for its produc-
tlon and & briel deseription and topical outline of 1ts content.

Based on the Cuban Battle Stalf experlence, this guidance was
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not sufficlent to insure the production of Sitqat%on Reportas
which fulflilled the basic purposes of this report. Addltional
procedural guidance was needed in defining the eriteria of
relevance for the ine¢lusion snd exclusion of infarmation to

be utilized in the report, and in ldentifying and centralizing

the input sources of information.

Information Support Operations
The Cuban crisils emphasized the need for a more detailed

data base for Status of PForces information, a capability for
rapid retrieval of that information in many forms, and for
more clearly deflned requirements for general informational
support. In responding to requests for information, Joint
Battle Staff personnel would frequently turn to the Status of
Forees Branch for current information on status of forces and
other force data.! Informatlion was usually required "right now"
and in a varlety of formats. As & result, the Status of Forces
Branch was overwhelmed by requests for information which far
exceeded thelr original terms of refersnce and their capaclty
to respond. In general, it was found that Joint Operational
Reporting System (JOPREP} reports containing Status of Forces
information, i.e., REDAT, REDNON, REDRAD,l were not as useful
as the SITREPs submitted by the unifled and apeciflied commands.
They were not timely and did not contain the detall required

by various users of this information. In effect, the JTOPREP
for Status Reports was not responsive to Joint Staff require-

ments for implementing contingency plana.

Although lack of modernh graphies and display production
material, adequate map basea, and storage space was a problem
for support operations, major problems stemmed from changing
requirements for displays and graphics and the lack of uniform
guldance., Lack of uniform guldance resulted, in part, from the

fact that the Branch had to take direction from two different
1

Operational Ready Reports, Atomlc, Non Atomlc and NORAD.
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masters. Branch personnel trled to be respounsive to both the
opsrations personnel they served, namely, the JBS team and
JC3/J-3 Duty Officer Watch, and to the Chief of the Operations
Support Division. '

Relocation of the Alert Cadre

Relocation of the alert cadre

C. INPORMATION FLOW IN RELATION ‘1O JOINT STAFF F’U‘NC‘I‘IONS1

Conetraints on Staff Support

At the beginning of the crisia, extreme securlty restrie-~
tions on crisls-related information precluded full utilization
by the JCS of the ataff-support capability of the Joint Starf
in generating the required initial military planning and opera-
tiona., Access to and processing of the informatlon were con-
fined to designated lndividuals, with the regulaer divislons

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

For the detailed development of thege obaervatlonsg, see
Enclosure "C" of the atudy.
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stalfing functions that they would otherwlee perform in the

ordinary courae of Joint Starf activities. .

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

exlstence before the crisis occurred.

The informational value of the Maater Check List for staff-
ing purposes varied in kind and over time+ the listing of
“"Acticns to be Considered" was of utmost usefulnesa at first,
but decreased rapildly once the initial JCS directives had been
issued; the record of “Actlons Taken," although mleleadingly
lncomplete, was nevertheless the only source of some information

requlired in staffing.

The greatest demand for staff support occurred immediately
followlng Lssuance of initial JCS dirsctives to implement
dctlon in the fleld and primarily involved requests for ampil-
fication. ligla peak demand for staff support coincided with
the period when the staff was least informed, meost poorly or-

ganized, and had the amallest number of knowledgeatle personnel

assignééZ]

The Communications La

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

muniocaticns Centers of the Pentagon.

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

praviouale
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To compensate for prevalling 1nformat10n—flbw delays,
Jolnt Staff efforts to keep abreast of developments depended
on fleld commandars! estimates and expectations as well as on

their reports of what had in faet already occurred,

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

many JCS-Out messages to be drafted at the Director level or
higher, in conjuncticon with the lack of debriefing arrangements
regarding disposition of staff recommendations, frequently pre-
vented coordination being effected by Joint 3taff actlon person-
nel on queries from the CINCas concerning JCS directives.

Special channels to limit distribution of messages,
egtablished in the firet days of the crisis for securlity reasons,
proved difficult'to change after security was relaxed, Some
results were: (a) that informatlon oontained in key communi-
cations between field commends was sometimes received by the
Joint Btaff days late via readdressed coples; and (b) in the
case of the Joint Battle Stafl, full background information on

early developments was never raceived

Characteristica of Information Requlring Staffing

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

operational matters to force followlng. |

Although the Services had primary responsibility for
force followlng and performed it for the Cffice of the Secre-
tary of Dafensa, the Joint Staff was inmstructed also to Tollow

in detail the movements of U.S. and Soviet forces for the JCS,

Owing to variations in the kind of information submitted
by the CINCs in response to DEFCON orders, it was not posaible
TOP SECRET - 4z -

TOPASECRET



TORA&WCRET

TQP_SECRET

to determine from some of thelr reports whethér the required

DEFCON had indeed been achieved,

D. SERVICE WAR ROOM SUPPORT OF THE JOINT STAFFL

Organizational and Procedural Arrangements for Coordination

The transition from normal to crisis staffing of all
three Service War Rooms occurred at about the same time and
roughly followed the same steps &s in the case of the NMCC
Current Actiona Center, Initially, in the period 17-19 Oc~
tober, each Service informally created a small special &lert
staff to deal with the unfolding orisis situation. Then, after
the U.8. naticnal response had been declded upon and 1lmple-
mentation preparations began to get underway, these special
alert staffa became the nuclel of the formal Babttle Staffs
that subsequently were established within each Service War
Room, Activation of the four Battle Staffs -~ JCS, Army,

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

Paralleling the experience of the JCS organlzation, the
atringent security rastrictions that were imposed during the
first critical wealk of the crigis necessitated deviation from
standard emergency action procedures on the part of all three
Service lar Rooma. Because of these security considerations,
the original alert staffs cperated outside the normal emergency
action area of their respective Service War Room facility, and
their contacts were largely limited to a few key individuals
on the Service Secretary/Chlef of Staff level. Later, whep
they were transformed i{nto full Battle Staffs, thelr functions
were integrated into Service ¥ar Room operations and they deal-‘t
on a much broader range with staff and command elements of

thelr own Service and with other agenclea.

1For the deFailed development of these observations ses
Enclosure "D" of the study.
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The interrelationshlp between the Service-Var Rooms and
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the NMCC/Joint Staff was characterized by a mlxture of formal
and informal processes., Ad hoc arrangements, primarily in the
form of direct personal conbtacts between Llndividual Jolnt Stafrl
officers and thelr Service staff counterparts, supplemented
those on & more lnstitutlonal basis, end in many cases proved

to be the significant pattern.

The tendency for much of the Jeint Staf{-Service Var
Room coordination and liaison to be acecmplished by means
of peraonal contacta between individuals was the result of
early pracrlces emerging prior tg 22 October. These had the
force of precedent, so that when some standardized procedures
were eventually lald down, they were for the mest part a post
facto codification of working arrangements that had already

evolved,

There were many advantages %o the informal person-to-
peraon relationshlp by which Joint Staff-Service War Room co~
ordinaticon was oconducted. Besldes the apeed and efficiency of
direct communication between principala, it was conduclve to
a more affectlve working rapport in the reciprocal exchange of
vital information. On the one hand, Service War Room officers
would customarily appriase their Joint Staff oppoaite numbers
by telephone of any important new informaticn on matters known
to be of intereat to the JCS as soon a3 it came to thelr atten-
tion. On the other, when JCS requirements on the Services were
fortheoming, appropriate Service War Room officers would be
alerted by their NMCC counterparts to the fact that such require-
menta could be anticipated., Thls sometimes permitted prepara-
tory staff action to be undertaken ln response tc the informal
notification several hours before officlal receipt of the same

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

vidual with an immedliate need to knaw,

A drawback of the informal procedure wag that it de-~
pended upon the initiative of personalities, both to identify
data of intersest and to pass it on Moreover, the attendant
informatlion-transfer function was confined to an essentially
two-polnt, person-to-person exchange, Thus, although a certain
amount of internal dissemination could be assumed, there was
slvays the posslbility that a given item of information might
not, &8 a matter of course, be automatically relayed to all
those who properly should be cognizant of it.‘ PFurthermore, lts
very infcrmality.militated against ayshgmatic g;nsolidation of
the cumulative body of 1nformat15n bearing upon the various as-

pecte of the orisis,

With regard to certain categories of baele data, however,
the procedures became formalized relatively early By 25 Oc-
tover, all three Services were perlodically conveying some in-
formation to the Jolnt Staff in accordance with a fixed sched-
ule, preacribed format, and designated distribution. In such
cases a predetermined routine was followed more or less comn-
asilstently, and the interaction occurred between organizat.{eonal
entitles rather than individuals, Nonetheless, a great deal
of other informational support by the Services remained ad hoc

end was accomplished on an interpersonal level.

Informsf.on Sudport

A1l thr2e Szrvieces Zurnished certaln types of informational
suppact o the Joint Steff. To some extant, the 'tind of infore
maricn vacied from Servics to Servics. For one thing, the

capabllities of the Service War Rooms themselves varled, because
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of differences in concept, organlzation, and available facili-
ties. Por another, different support requirements wers placed
on them by the JCS. In addition, eaoh of the Service War Rooms
dealt exclusively in generic clasgses of Information unigque %o
the particular role and sasigned migslone of 1ts reapective
dervice. There waa, nevertheless, a pattern of parallel iafor-

mation support actions discernible among the thres Jervices,

These information support funetions commen to all three
Services may be grouped into six categorlies. Each of the
Service War Rooms:

a. Submitted written inputs for the dally 0BOCO brief-
ing of the Chailrman, JCS, that was held in the NMCC, and
each had cone of its offlcers present preparsd to ansver
queations bo amplify the written Service input 1f re-
quired.

b. Provided 8Service-wide astatus-of-forces data more
comprehansive in acope and in greater depth of detall
than would otherwise have been available from JOPREPs
alone,

&. Transmitted Service position papers to Joint staff
action offloers on matters pending JCS consideration and
declsiocn,

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

€. Maintalned a round-the-clock poliay watch, with a
general/flag officer on duty, tc provide immediate ra-
gponse capablllty for coordination actions requiring

Service decision,
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elther within the conflnz2s of the War Room area or
eleswhere -~ for gnycne with a need to know, and

especially for high-ranking DOD decislon-malers.

Army War Room
Besides the types of support tndicated abaove, the Army

War Room furnished the J-3 Cuban Planners with tnformation re-
garding Army force resources avallable, thelr characterlstices,
capabllitlies, and limitations, and with comment and recommenda-
tions regarding their proposed employment. Such support was
provided on 3 continuing basis as the various QOPLANs relating

to the Cuban crilsis were revised, expanded, and updated.

The vast scale and complexlty of Army oarticlpation,
both in connectiop with contingency plans and CONUS defenase,
required oroportionately comprehensive and intricate information
1n order to monitor the progress of readinesa preparations
underway. Moreover, the functlional interdependence of Army
operations with those of the Navy and Air Force constantly re-
quired extrapolated and projected information that might Ltself
arfect exlsting timetables, plana and even decisions on a given
course of actlon. The A -my War Room accordingly malntalned a
coneolidated central repository of detalled operational data
on current and scheduled troop movements covering all Army unlts
invelved, aa well as data on 11ft, ataging, and lozistic support
commitments assoclated with them. Prequent recourse was made to
this data base, selectively or across the board, to answer

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

In addition, the Chief of Stafr, Army, in his capaclty as
"Executive" for Civil Affairs matters for the JCS, created
a separate planning zroup charged with developing ¢ivil affalrs
plans far military occupation of Cuba. AlShough this special

planning group operated apart from the Army's Cuban Battle
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Staff, the information pertalning to civil arfairs that it
provided to the Jolnt Staff constituted yet anoi:he'r unique
type of informational support, supplementing that provided
by the Army VYar Room propeii:l

Similarly, the Army technical services, notably the Office
of the Chlef 3ignal Officer and the Office of the Chlef of
Transportatlon, at times provided technlocal information dlrectly
to Joint Staff elements.

Navy Flag Plot

The dealgnation of the Chilef of Naval Operations as JCS
representative for Quarantine operationa (and defensa of
Quantanamo} on 19 Oectober, had the effect of tranaferring to
Flag Plot many of the information support functions related to
Quarantine matters that otherwlse would have been the responai-
bility of the Jcint Battle Staff. Inasmuch as the only military
operation actually ocarried out during the crisls, other than
survelllance and reconnaissance activity, was implementation
of the Naval Quarantine, this was one of the most critical

areag of informatlon support of the entire criais.

Throughout, the central point of eontact within the 0JCS
for obtaining Quarantine information from Flag Plot was the
special Blockade Group that had been created in J-3 early in
the crisls. The Blockade Group operated independently of the
NMCC Current Actlona Center, and serviced the Joint Battle Starrf

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

During the decislon-making period prior to 22 October,
Tules of engagement governing the Quarantine were formulated
primarily srithin OPMAV. Those elements of the Joint Staff “sith
a need to lnew were kept apprised of developmenta pertaln-

ing bo the planned operation through personal contacts
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between members of the Flag Plot Cuban Wateh Team and the J-3
apeclal Blockade (roup,

After the Quarantine was lmplemented, there waa a ocon-
slderable volume of information flowing constantly from Flag
Plot to various elements of the JCS organization The prinei-
pal channel continued to be through the speclal J-3 Blockade
Oroup, but much of it was conveyed directly to individual Joint
8taff offlcers funetionally concerned with the substance of par-

tlcular categorlies of information.

It was the reaponsibllity of the Flag Plot Cuban Watsh to
monitor in detall the movement of vessels ipbound to Cuba and
the deployed positions of U.$. ships aasigned to the Quarantine
task foree, Frequent situation maps of the Quarantine area, with
accompanying tabdlar data on the locations, courses, and
characteristics of incoming merchant shipe, were widely dis-
tributed to the Jolnt Staff and elsewhere. These ware made
avallable regularly, often at six-hour intervals., Sometimes
they were prepared more currently in response to speclal re-
quests. In addltion, Joint Staff officers pereonally visited
Flag Plot in order to obtain the very latest information on

the Quarantine situation,

Alr Porce Command Post

Information support functions unique %o the Alr Force
Command Post were of several types, It collated data bearing
upon the complex problems of air transport operations and
11f% priorities in connection with movement of Army troops,
equipment, and supplies, as well as all of its own Air Porce

units involved,
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Bacause the Alr Porce had been delegated responsibility
for coordinating, on behalf of the JCS, with varioua agencies
outside the DOD regarding certaln measures affecting civilian
activities, such as establishment of a Military Emergency Zone,
the Alr Force Command Post alag served as the central repository
of information pertaining to these matters. In this capacity, it
was thus the foecal point of contact whenever the JCS required
such information., Similarly, after the JCS designated the Chief
of Staff, Alr Force, as i1ta "Executive" for coordinating the ¢
orisis-connected misaions of CINCSAC and CINCNORAD, it maintalned
current data on the interrelated force posture and operationa of
the two commands Appropriate information was furnished to Joint

Staff elements as required,

Another important area of information support provided by
the Air Force Command Post, one that was heavily utilized by the
Joint starf, was the automated data processing facility repre-
sented by the 4730 system located at the Command Post. Since the
0JC3 did not possase such a capability 1tself, Joint Stafr
officers learned to rely on ocutputs obtained from the 473L and
availlable nowhere else, Although the current operational data
normally stored in the ayatem were intanded originally for in-
house Alr Foree purposes, the wealth of information readlily re-
trievable in so many useful forma proved of immediate value to
the Joint Staff. Disseminatlon of selective readouts began to
include various inberested elements of the JCS organization early
in the corisis, and as the potentialities of the computer were
recognized by more and more Joint Staff officers, informal re-
quests for outputa increased. The 473L capability was applied
not only to solve special problems attending reflnement ofLQPLAN
3l§j(the alr-strike plan), but to meet urgent JCS requirem;nts for

|
information on generation of SIOP forces, 1In fact, by 26 Ochober,
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brealkouts orlfurrent SAC launch schedules and algpt and non-
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alert foroe data were being furnished the J-3 Nuglear QOperatlons
=i
Branch on a continuing basis:J

Service Communications Support

All JCS communication traffic was routed as a matter of
course through the facllitles of the three Services ln the con-
text of the Defense Communicatione System (DCS). Despite the
greatly increased volume of communication f£low ineldental to
the erilsia, both on the part of OJCS activitiea and the
Services, the existing communication facilitles generally
proved adequate. Indeed they had to be augmented for the oc-
caslon to some extent ln order to meet certailn speclal needs,
and there was some transmiseion-time delay owing to short-term
saturation. But no serious problems for command and control
affecting the Jolnt Staff were experienced as a consequence
of limitations in communication. Dislocabions might possibly
have arisen on the Service or CINC level nad the circumstances
of the crials been different and actual hoatilitles been in-
valved, eapecilally if the contingency planse would have been
implemented., As it was, no acute deficlencies impairing the

exerclise of effective national command and control were revealed.

No significant augmentation of communications serving the
Army War Room ocecurred or was indicated. Hewever, in the
fleld, immedlate operational needs devolvling from deployment and
staging activitles underway necessitated additlonal facilitles
in the form of leased commercilal circuits, [Epme commanders of
Army forces, in order to meet anticlipated tactical requirements
connected with OPLAN 316 (the invaslon plan) aleo were forced to
supplement their availlable communications. This was largely ac-

complished by local improvisation, namely by obtaining moéE]
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&ipment and regrouping moblle unil:‘eg -

The CNO's designation aa JCS representative for Quarantine
operations resulted in the Navy Communication Center in the
Pentagon having to install a epeclal communlicatlon channel. | At
the requeat of the White House, a direct secure telephone link
connecting Flag Plot with the Executlve 0ffice of the President
was added on 20 October.f Some of the moat cruclal command and
contrel actions of the crisis were performed in Flag Plot 1t-
self, with decision mskera coming there personally to avall

themselves of Flag Plobt's communication faclilities.

In the case of the Alr Force, considerable augmenting of
communications had gotten underway, both in the field and at
Alr Force headquarters, well before the crisis started., As
early as 3 October, ateps were taken to acquire adeguate com-
munication support, including lease of edditional commerclisl
facllities, foxr the tentative varsion of the newly expanded

LEPLAN 31éilthe air-stprike plan) then under development. This
augmented network became operational by 20 October. Thereafter,
as the contingency plana were modifled, 1t was necessary to

adjust fileld communication capablliity accordingly.

An unanticipated USAF communications requirement was a
concomltant of the abmence of a misatle early warning capability
oriented toward Cuba. [Ei the time such a system was hastily
improvised, appropriate circultry and special Sterminal facili-
tles had to be installed to tie in elements of ADC, SAC, and
the Air Force Command Pest.]l Also, full-period volce channels
Tor Llntra-Alr Force coordination on releagse of public informa-

tion had to be provided on short notice.
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