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This enclosure is part of a atudy of command control

processes invalved in the Cuban crisia of October 1962, The

scope of the entire atudy 13 as lollows:

Baslce Paper - Hetional Militzry Comemand and Gonbral in

Enclopure A

Enclosure B
Enclosure C

Baclosura D

ﬂ SECRET

the Cuban Hisaile Crisis of 1962.

Hiatorical Analysis of Command and Control
dctions in the 1562 Cuban Cripis.

Progedural Analyais of J-3 Command and
Control Operations during the Cuban Crisils,
Octabar 1962,

Functional Analysis of Comreand angd Control
Information Flow in the Joint Suaffl during

the 1662 Cuban Crisis.

Analysis of Commznd and Cont>ol 1n the fervice

War Rooms in Support of Joint Staff
Oparations during the 1962 Ciben Crisis,
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PREFACE

1. The historical analysils in the present paper is part of a
larger study of national military command and control during the
Cuban Crisis of 1962 {see "FOREWORD" section, p. 11). It
addresaes itself to the subatance of command and control
exparience that shaped the U,S8., reaponse, concentrating on

apecific actiong, thelr circumatances, and thelr consequencea,

PURPOJE
2. The purpose of the hilscorical anilysis, as 1indeed of

the entire study, 1s to aseist the Jolnt Staff by providing

an empirieal basis for improving pational military command

and control capablliby to deal with crises, It is lintended

as o case study to demonstrate the actual struoture and pro-

ceases of command, and contrel shtending a recent renl, erisis of

major proportions,

3. The central objective ig to identify significant command
and control phenomena, examine the conbext in whlcn they occur,
isolate the critical variables invelved, and determine thelr
implications regarding the dynamics of the national military
command and contrel system then in effect. T2 this end, 1t
geeka filrat to daecribe tae command and conbtrol enviroament
by defining tha pature and unigue characbterletics cf the
erisia situation and reconstructirg the main currents of
crisias events, Secondly, 1t sesics to a.pose the anatomy
af tha command and controel mechanism ir terms of how 1t caped
with particular crlaia protiems, Throughsul, the erpheals

i3 on discrete acts and explicit circumstances,

4, It i3 expressly not the purpose of thila analysis to pass

Judgment on the inirinslc merit of actions taken at any level

TO® SECRET
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7. All available sourses of information potentially relevant
to the inquiry -- from official to journalistiec, from roﬁmal
dooumentary reserds to informal testimony based on perscnal
recollections -~ have besn enlisted and utilized. However, all
of the pertinent sources imown to exist have not been made evail-
able, Therefors, a lacuna in the research should be noted at
the outmet, fAccess to some of the primary sources of intelll-
gepce and reconnaissance data, which had a key role in decision
malking, was dented on grounds of security sensitivity, ag were
also the records of proceedings in the meetings of the Joint
Chiefs of Stafl and the sesslons of the Executive Committee of
the Kational 3acurity Council. & considerable amount of such
information, though, 13 reflected directly in sacondary official
sourcel, or c¢an be ?eliably inferred {rom gollateral ang

derivative documentary indications,

8. The principal sourcgs from which the bulk of the data is
dravm are the classifled off._cial records of various elements of
the Operatliona Directorate of the Joint 3taff, especlally the
volunminous working riles uged by the Joint Battle Skaff that
were accunmilatad in the Current Actions Center of the NMCC,
These arz prim.ly dobi in the most litersl sense. The, conslst
of meapagesa, memorande, and sundry aother documents that represent
most of the conteaporary means by which command and contrel won
actuaily articulated at the time,  Cortained among them ar2 also
much of the background considerations and immediate anteceoenis
from which sp2eific actions stemmerd, as wvell as the esmaequences
of those actions, The whole constitutes perhaps the best single
source axtant that approachee full coverage of what hsppensd 1n

the crieis,

9, Since the research phase was undartaken w2ll vefore ithe

crisis was over, many members of the J-3 staff, and others

TOP SECRET -3~
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elsewhere in ths JCS organization, who participated in the *
cormand and control activities described wers interviewad while
thelr recollection of evantalvas still fresh, From.them were
elicited many important details not refleated in the fommal

record.

10. In addition, through the cooperation of tue Saervices, much
valuable material was mede available that cast light on other=
wise obscure areazs, Particular mention should be made of the
original logs, Jjournals, and othar dacuments provided by the
Army War Room, CNQ Flag Plat, and the Air Force Command Post.
Although advariage wes taken of unclasgified offlcial information
that had been mada public, moat of the published open sources

offered 1lttle new information and were used spariagly.

LIMTITATION] '

11, Besldes the restrictions tmpoaed on accecs to certain
classes of reoorded data already noted, another limitation is
the fact that some of the data most -rucial to an undarstanding
of what happened are irretrievable, Much of the command and
control activity was conducted via communicatlon means that
leave no record, {The evidence suggests that direct securs vcice
channels, such ag KY-9, were widely uced.| Tnese conversicions
vere axclusive betwéen the immediate individuals involved and no
one elpe vas privy to what transpired, unless one of the prin-
cipals divulged it to hie stalf or a zupsequent referanee %o the
conversatlion Zppeared in & log or other docwment, Thers 1s
reason to belleve that some of the more formal communications
that by their nature leave a hard-copy reéord, suzh as mezsages
and memoranda, were post faszto official cenfirmations of some=-
thing conveyed earlier telephonically., An analagous research
conatraint exista with regard to personal contacts, As a result
of these data limitations not every aspect of the analysis

could be fully developad,

TOP SECRET -4 -
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OBSERVATIONS OF STONIFICANCE TO COMMAND ANWD coNTROL?

PAECAYSIS POLICY AND PLAUNING DEVELLAHRNHTS

iept——

12, Before the crigis, U,.8. intelligences sensing was aware of
the 3oviet-sponsored military bulldup in Cuba, but intalligence
estimaies did not expeat it to include strateglc offensive
weapons systems., (Par. 80-83, 202, 203)

13. Intelli,ence svaluations and pollcy interpretatlons aaw
Cuban military devzlopments in terms of their poiitical implica-
tlons, ae Jsopardizing the stability of Latin America -~ not as
a potential militapry threat directly to the U.3, itselfl.

(Par, 112.125, 203, 204, 206, 207)

14, The U.S, precrials policy response to the military develop-
ments in Cuba evclved gradually on an ad hoe basis, It toolk the
form of indirect diplomatic and economis countermeasurze, Tha
policy had 1little success, and #1lles tended to be critlcel of

it, {Par. B2-1206 passim)

lS.(Eélitary contingency plannirg for Cuba wae undertaen long
hafore the crisis, byt 1ts origlne were independant of the main
Cuban military bulldup of late sutmer 1962, I.L bad been
initiatad by Presidantial directive immediatsly following and as
8 reaction to the Bay of Plgs experience of April 196{:]
{Par. 132-140, 190)

16.[E?ntingency planning etarted from a single sharp foocus as
a straightlormrd ilnvasion plan, bub because ¢f continuous
national politiceal reqéi:ementa to rueduce resgtion tines, pro-
gressively multiplied until by the eve of the ¢risis a “family"
of plans vas under .:%ZZ {? r. 127-130, 1,3, 141187 a.,9im,

191-193)

lIndicated within parentheses fcllowing 2ach obeervation are
refarences, by paragraph number, to eppropriate portions of
the DISCUS3ION section of this enclosure that substantiate

and amplify the statements made.

TOP_SECRET -5 -
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17.‘@}} of the precrisis planning was oriented to a simple
unsguivocal contingency situation. It acsumsd a locallzed
limitad-war canfrontation tavolving the U.S. and Cuba alone, In
whioh vital U,.S, intaerects would not be at stake, where the
metivation for military action ;;uld be easentiolly preemptive,
and in which the tactical initiastive was a U,3, prerogative.
The Saviet factor did not filgure milltarily in the dstermimrg
aaeumptioanl {Par., 129-137, 167-188, 165, 196)

19. The predeminant 1aflusnces governing contingency planning
ware the U,9, attituds toward Cube's internal political system,
which was never articulated in terms of fimm policy objectives,
and the local militery ciroumsﬁanuea of Cuban defenae capability

[@n the event the U.3. undertook to charge that system by force, |
(Par, 132, 134, 161, 163, 16?’,'%168. 173-177)

19, The impetus for most of tbe significant planning develop-
menta came from outslde the rilitary estonlishment, In each
instance the national political authorities, usually the President
or Secretary of Defense personally, uere the prime movera vwho
exprassly directed that particular planning actions be accon=
plished, Tne characteristic process was for militapry objecti.as,
foree levels, the operational concept, and in some cases even the
basic outline plan, to be determined 1in relatively explicil tesms
at the political level, then conveyed as irstrucstions to the
military estabnliphment through the JCS, On oecasion, politiecal
authoritlies stipulated specific owerational provisicns Lo b:
lncorporated into the plans., (Par. 132-138, 141, 151-153, 147,
168, 174)

20. Host of the substantive plananing was actually performed at
the LANTCOM staff level and by the Service commands designated to
become LANTCOi Service component commands, The Services them-

selves, although rnot in the direct chain of command, contributed

TOP SECRET -6 - ,
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importantly to the content of the plans. The JCS had largely an *
intermediary, and somewhat procedural, role between planning
principalse, i,e,, as agent betwasen those who levied planning
requirements and thoas who fulflilled them. (Par, 126-141,
151-156, 161, 164, 198)

al.zgiecrisis military contingensy planning, in beructure and
functioning, was not tightly, systematies, The pattern of commznd
and control processes waa co!@ﬂfpondingly variable, As a reault,
the complex of inccmplete an %_erla:pﬁpg plans, rather than
being & product of conpreheq?ive programmed development, emerged
piacem=al without benefit of a common overview or master design

to lend foecus and direction to thelr evolution,| {Par. 199, 200)

THE U,.S. BA3TC DECISTON -
[:;2. The precipibate onset of the orisle, and ite unanticipated \
character, caught the U.8. by surprise. General iwar implications

vere inherent from the Ftart. Covert disuovery of the presehce ~
ol Soviet offensive missilee in Cuba had revealed a sudilenly
materizlized strateglc confrontation of the first order directly

with the USSR, in which wvital .S, interests ware threakened,

The vcrisis aituation at hand was quite different from the abstract
model af a Cuban contingency such mrs had been contemplated in

plans, (Par, 202-205)

23, Because of lhe unexpected nature, gravity, and lmminsnce of
the threabt, an immedlate U.S, natlonpal response had to be deviged
on an &d hae and short-term oasls, The earlier broad policy
objectives vig-a-via Cuba were abruptly zhardored and the nrisary
U.8, concern became 11m1bed|to & return to the status quo ante

missiles, (Par, 204, 207-212)

24, Two cardinal considerations shgped the forrulation of the

U.8, decision: the urgent need to deal with the threat oefore
¥
the missiles bacame fully operational; and feay that the situation '

T0P_SECRET -7 - :
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(would ascalate to a Soviet-U,3. nuelsar exchange, BDBoth the speed,
and type of reaponsa wers @herefore;irucial:_[(Par. 208-213) /

25. The decision-making process wag hignly centralized. It was
taken out of the usual 1n32:tutional channels as soon as the

significance of the photoglaphic evidence was recognized, and put

intoe the hands of specifi;‘personalitiea at the very apex ot
national authority. The focus was the Executive Office, with the
President immersed in every step of the process, Tnose directly
involved In the decision-malking group advising the Presldent
nunberad very few and were almost exclusively civilian officlals,
The nucleus eventually narrowed to about eight individuals who
were constituted into an Execytive Committee of the NSC, the sole
military member of which wga Ehe Chairmsn, JCS, (Par., 20}, 2C6,

207, 213, 217) '

26, Tne JOS itself, as a corporate body, had neither a direct
nor central role in rprmulating the basic neticnal deciaion,
Only the Chalrman participated in the NSC Executive Comnittee's

- deliberatlons, The Joint Staff, in the institutional sense,
generated no formal staffed inputs designed to structure or

influence the cholce of alternatives, (Par., 206, 213, 21T and

pagsim)

27, 'The basic natlonal decision op the U,3, response vegan
to emerge on 18 October, four days after &he initial evidance
of the crials situation was acquirad, Vithin two days, by
the morning of 20 Qctober, the respeonse options had been
welghed and the deglsion had oryataliizad to the estent ar
& consensus belng reached by the Executive Committee cof t4e
N3C, The proposed course of action agreed upon was tanto-
tively adopted by the President on the afternoon of the same
day (20 October), and as implementing preparations got under
vay, the U.3. was rapldly committed de facto to the cholce

made, The commntiment became formal two days 18ter on the

{Ty
1
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evening of 22 October, with‘tég President's public diéﬁldsure

of U.38, intentiona, One week Lad elapsed between the time

the issue first came to the attention of the national decision
authority and the time when tga course of action declded upon

as the U,8. regponse went inﬁp effact, (f;r. 213, 217, 2213,-

28, The basic national decleion wag, in essence, opsn-ended,
namaly, to employ minimum gorce initially yet be in & positicn
to ralss the gcale to any level that circumstancea might re-
quire. In effect, this con%?pt amounted to responding in
graduated slages, with the i;at courase of aotion (imposition
of the naval quaranbine) but one step in a potentlal serles
of increasingly forceful measures, Within the framework of
. the basle deelslon, successive moves were to be contingent
upon Soviet reagtlon to the first, Each subsequent decision
Juncture would b; dealt with as it arogs. {Par. 209-21%)

29, The rationale underlying the opan-snded decision to
adJust progresaively the U.8, responge was that the Sovlietas
would be forced thereby into a reactive role, with the burd:zn
of cholce on tnem. Tiey coui@ elther elect to disengage
early at relatively little qut or, alternatively, risk al-

lowing the confrontation to escalate to unkmown proportions.

(Par, 209-219, 223~231 passim)

COORDINATTON WITH OVERSEAS UNIFIED COMMANDS AND ALLIES

30. Because of the need for secrecy and speed (in order bo|\ {& "

{

opring the U.S. response as a surprisz vefore the missiles f \
: 7.

bocoms operational), the basic nacional decisicn was arrived W
av and the opening courae of action planned and launched \

unilaterally wlthcut prior consultabion with Allies, For
similar reasons, the overseas Unified Commanders ware not
formally apprised nor consulted until shortly before the de-
clsion was implemented, (Par. 232, 237, 287, 358)

TOP SECRET =9 -
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31, It was nevertheless unperdative to coordinave with the
overaeas CINCa, partleularly with those in areas potentially
vulnerable to local Soviet countermoves. Tt wap egually im-
portant to gain Allied political and milltary suppert in
ordar to present a common global posture that would deter
the USSR from risking escalation of tne crisis. (Par. 223~
23aq, 241, 349-351)

32, USCINCEUH and CINCARIB, the overseap Unified Commanders
most immediately concerned, were especially hampsred by the
strategle requirement for surprise, Though the U.5, for
onde enjoyad the advantage of holding the initiatlive, the
JCS were not authorized to alert and inform them of the
developing situation in advance., Last-minute notification
thus imposed thF addad hand. ¢2p of l'stle tlme avallakle for
planning and operatlonal preparatlons in antiecipation of
poasible rapercusslons in thelr areas. Besldes the Airect
efPect on readiness of assigned U,S, forces, it precluded
timely military coordination wich friendly forces of host
countries, (Par, 2k1-246, 248-253, 292-209, 359)

33. In the case of CINCEUR, the constraints and obligations
implicit in the exlsating U,3.-NATO relationship posed funda-
mental command and control dllemmas. On the political slde,
a certaln degree of policy coordinatlion was accomplished
through the ad hoc means of the President peraonally comruni-
cabing with key Allled leaders, znd by a perscnal emlssary
of the President balng sent to the North Atlantie Council,

E§é the military side, however, a major stratagls problem
vas %o coordinate NATO-commltted U,S5. forces in Europe uith
the remainder of U.3, national forces elsewhsre in connection

with a contingency that geographically fell outside the spheég]
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Egi primary alliznce responuslblility and laterest, The problen
was further compounded by the duel command role ol the CING
concerned, who was both USCINCZUR and SACEUH.| (Par, 25G-255,
265-293, 350)

34.f Over and above polioy}gifferencea, specific technleali-
tles arising from the NATO context oreated a speclal problem

in relation to defense readiness,

{Par. 248~250)

35.)Somevhat analcgous vechnlcalities in coordinating de-
fonse readliness were encountered hefien 1 S farcas ard POY
forces in the consext ér the Unlsed ilatlons Command, Kerea,
ags we’l aa between CONAD forces and thelr Canadian counterpart

in the context of Nomw;] (Par, 261-264)

36, In the case of CINCARID, one of the chi:=f cooralnation
problems revolved arocund the limited CARIBCOM capabilities
in relation to the extent of assistance that nlzht be required
by Latin American gov-rorments bo suppres: an/ Comnunlsc-insuired
internal uprlsings in support of Cuba. It was sggravated by
the fact that the residuzl force resources of CINCSTRIKE
severely restrlicted tne auwgmentation availavle, Another
coordlinatlion problem attendeld lmplementinz the U,S, policy
objective of actual Latin Americen milltary part:eipation in
oparations againat Cuba, On both scores, complex polltico-
military arrangements had to be negotiated quickly, «ith each
sountry invelved having vo ba dealt with on an individual
national basis. (Par. 284-347, 350}

TOP SECRET - 11-
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37.)With respect to policy coordlnation, formal Allled poli-
tical support of bhe ¥.,5, positlon in th2 crisls was achieved
when all of the Allied governmenta daclared their official
backiné:l In Letin Amecica some military support was also
obtalned, But the NATO powers, bacause of standing abilbudes
on the Cuban 1sgue and diff.ring perceptions of the erislas
threat, gave little military support to the overall detsrrent
poature, Of a lesser order, even coordination of U.8. mili~
tary operational activibies vis-a-vis Allles was conditioned

by local polley reservationa, (Par. 255-283, 2B4.250, 354-356)

38, [thus, a major constraint circumsoribing the range &nd
of national command a2nd control ‘abread was the erltlical
interrelationship bebween U.S,-orlented military considerations
and prevailing foreign political factors, A clearly demon-
gtrated concommi;ant wae bthat theae political varlables *tended

]
to slow dowm the militery command and sortrol process,

IMPLEMENTING THE MITLITARY COURSE OF ACTTOMN

39. Because of the nature of th2 ericis aifys._on and th2
U.S. decislon 1n reaponse to it,[ggere wvere simultaneously
four nmilitary operationel dimenalona to the crises, Besidas
the naval quarantine, which was the only operation (other
than survelllance and raconnalssance activities) that was
actually carried out, these wsre; preparatlon for defense
of territorial CONUS, achieving general-war posturs (including
generation of SI0P larces), and readiness to implement the
Cuban contingency plan;T The structure and processes of
military command and control vere distinct for each and in-
dividually gomplex in thelr own right. The problem of kaeping
them propsrly synchronized wilbh one another and, together,
a1l in phase with pclltical davelopments, exerclsed Lhe tossl
politico-military command and control system, from the VWhite

House to the forces in the fileld. (Par, 369-375, 511-512)
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40, The govert discovery of tne missiles on l4 October had
afforded the U.S, strateglec warning of eirh! day: aut from uae
military operatioral poilnt of view 1t was nullified by the
political necesaity of maintaining secrecy in order to apring

the U.S, response as a surprise on 22 October. (Par, 370-510,

pzsim, 513)

hljigpe strategic warning did not confer an advantege on tha
invasion assault faorces, vho constiluted overwhelmingly the
larges: proportion of forces arffected, Although thay were the
ones who moat needed advance wzrnlng, in view of the ponderous
marshalling and staging nucesszry, bthey could least bznefit from
it, because the magnitude of zetivity would tip the U,.5, hand
and might be undesirably provoszative.[ (Par, 454-492, 515~518)

42, Optimum mobllizablon had to givs way in favor of proj2eting
a nctional image ér deliberats restraint bdolanced oy firs deicr-
mination., Ultirately, it wvas Loped, the purpose ol miliktary
operational prepacations would be symbolic 23 an earnest orf U.S,
intentlons in {the larger dizlogue witn tha Scviet Union,
(Par. 431, 519, 520)

43, Howaver, the CONUS-bamed CINCa, i.e., LANT, $AC, CONAD,
although not offfelally informed by the JCS of what the U,S.
course of action would be until 21 October, were alerted to cealnz
events early enough by the Services to permit ataff preraratiors
in anktlclpation of operational requirements, 8o that all uere
engaged in readiness activities by 17 Cctober, USAF forces,
especielly, explolted to advantage the grace periocd; actual
operatlional air deployments began on 17 October, well before a

national declsion had been reached. (Par. 378-510, pasaim, S14)

TOP_SECREY - 13 -
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Lb [Fear of escalation crealed bislc eormand and control
dilemmas bearing directly upcn operational preparatlona, Tho
affeot waa &%t once ta expand and narrow the ocope, Llype, and
degree of combat readineas raquired and pcormnltted, beceuse
measures to deal with tae local ccntingeney inescapally iwp? - sed
upon general-tar 1ssues, On the one hand, the Soviet military
presence in Cuba made the conseguences of othervise conventional
Iint ted-war invasion or air acktack ummown, and U.8, strateaic

posture for general war had to be prepared accordingly

Par, 426-421, 438

451, h32, 4g4-51Q, 517-522)

45,1 Rules of engzgement, in terms of sconerate application n
apeclifie circumatances, also constituted a major operational
commrand and control problem ares, Taere was a notlceshle reluc-
tance on the part o the JCS to make precomalttlng daglsioma
gdefining the eriteria for inltiating, and the paramzters for aon-
ducting, ceroit opecations not eiplicltly cevared In plena,
efpecially regarding the critical 1ssue of tactlcal response to
hostile acts of the enemy., The guldance provided by the JC3 thal
osbtensibly was to govern U.3, rezctlon in the hyvothetical
exigency in guestion was scmetinea so gualified as to be nelfl-
contradicting. ‘hnatever hondicapping effect this may have hed
operationally for the tactlical forces involved, the resulting
' ambiguity tended to eshance centralized control at the highast
level, for Lt insured that field commanders would in each
instance have to seek suthorization before taking a potentially

serious move.} {Par., 392-396, 426-429, 523)
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46, Current operational activity conreciad with readiness
preparations under ., accounbted fcr many urgeus Ju.sianiive
problema to which the milirary command and control system had
to addresa 1taelf. limitations in available reecurces,
particulariy forges, 1ift capability (land, sea, and air), and
veze faallitisd, recuired irLensiva rsschsduling of moveaenta
and revising of staging plans, which amounted to a compiex
tacondary crder of technical dezision junctures, [lonltoring the
rasponsa of all tae forces ao affected in order to keep abreast
of the statig of readiness .3 a whcle, posed exteneive informa~
tion requirements, In both reapects, the burden of attendant
command end control functions fell on the Joint 3S¢aff, specifi-
celly on J=3, a8 the focal coxmon dsnominator embricing the
various Service interests and command echelons involved, (Far.

378, 379, b16-425, 465, 467, 4B, LB3I-h90}

47, then overationzl conflicts srose oet een CINCs, as in ths
case af corpeting demancds of LAJTCGH ccntlingency air deplasmentf
agailnst thoze of CONAD snd SAC, coordanation wig effacted at the
JC8 level, The degrze of detail Ln which soax: of thes? Trosiems
had to be approached baefare they could be resolved by the JCS
imposed corresponéingly intensive 2d hoe informaticn and stefiing

support reguirements on J~3, (Par, 3SB-509 nassia)

48, Discrepancles gecueen operatlonal needs of z LIIC and

loglatic resources and capzbillties of a Service simtlarly hed

to be reconciled at the JCS level, Sometimes these required thag
the JC5 render expliclit rulings on the technical and tecfical
detalls of operational deployment for the CINC concerned, [Eg'tne
process, because an appropriate ready data tase ims not normelly
maintained within the OJCS, J-3 had to improvise informatlon re-
trieval and perform technical starfing to sunport the JCS

disposition of the probleE:] (Par. 811-425, 466-489)
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hg, After inltlad operational readiness vas achieved, main~
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talning it without degradatlon ov'r a sustained peried, ihille
at the same time bringing the posture to the required full
state of preparedness, aontinied to preoccupy the military
actmand and contrcl ayatmn.[E;rlmum readinesa of tatal assault
forces was nt reached until the latter part of Novemper.\ In
the taterim, whet adjustments were peceasary to avold undue
forae atirition, to rectify deficizncles, or to refine and
improve speclgl faceta cf operat.onal readiness tended to be
accomplished at a more decentralized level, During this
second phase, the perepective of the JOS role gredually reveried
to broader overall function3 of conveying regulremznts, revieu,

and approvel, {Par. 450-453, 492, 502, 507-509)

OUARANITINE OPERATIONS

50. The limited, sslective naval quarentine that was actually
implemanted ag the ialvial cours?d of dcblcn in the Y.3.
response vas essentlally a form of military demovnstr2ilsn
in aupport of diplomatlic measurey, WNeverthed:sa, 1t coa-
etituted the most critical area of command and contrel of

the entire c>~isis.

51, Since subseguent decisions on other political and
military moves would be dependent in large measure upon
Soviet reaction to the Cuarantine, 1t swes pivotal to the
overall natlonal strategy faor dealing with the crists,
Quarantine operations accordfhgly recelved the intensive
attention of national decieicn maqus, and command and con-
trol related to them was subcidinutes to considerations othes
than military operational eriteria alons, (Par. 524, 530, 531,
539-545, 669-673)
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52, Fupdamentzl ad hoc adjustmenta to the cstaclished in-
stitutionel command and contral gystem were occasioned early
in the qrisis by che desizaation of the Ci0 to serve es JC3
representative for the Quarantine, ‘The affect w23 to ehift
the focus of guarantine commend and control from thz Jolnl
Starf to OPNAV, thercby precipitating a series of secondary
charges in starl organization and procedures, CHO Flag Plot

aasumed many of the functione conuected wlth the Quarantine

4

that normally would have been tha responeidility of the Joint ':%
Batila Stsrf.'ffhia necessltzated tpe creatlon wishin J-1 of &‘\
g8 apecial "Blackade Group" %o ralntain lialson with OPHAYV ‘ 74
and keep the Giairman, JCS3, th» Dirsctor, Joini étarr, and
other elements of Och informed on current developments in

the (rarantine,: ‘{Par, 533-541, 565-578, &75-679)

53.[55 practice tnere were alsa signiflecant procedural de~
parturas in the functi&ning of the Cuarantiine conwrand and
control system beyond those implied in the ad hoc modifieca-
tio2 to Lits structure, At crucial Junctures, the ertire
system was radically compressed; natlonal decisicn malers
preempted tactical command, bypessing intermedlary cammand
linka, and would thamselves esarcise direci operational con=
trol over the immediate actlons of Juarantins tosk force

units,| (Par. 680-634)

54, fThere ucre thoee instances of such real-time commznd and
control of the detalls of tactical operations from the geac
of government, The first was in connection with the principal
targets for iatercepbion (Soviet Poltava-class ships) reversing

course - ‘then the Secretary of Lefense, the CNO, and their s
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IEfputies relayed expliclt White House instructions via secure
volce ecnannels dirsetly to cormanders of ships assigned bo

cexrry out the intcrcethZ] (par. 554-577, 591)

55‘:;:aecond instence of similar real-time national command
ant control was in connectlon with Soviebt tankers, espeaclally
the BUCHAREST - wvhen the CNO end hisg Executive conveyed Yhite
House guidance direccly to quaraatine task force elements.

{Par. 578-583)

3

56. A Jthird instance was in connection with ncn-Bloc vessels,
particularly in the case of stopping and boarding the Soviet-
chartered Lebanese freighter MARUCLA - when decisiona governing
the moment~by-moment operational moves of the specific quaran-
tine ghlpz involved wers made by the Secrecvary of Defense and
his Daputy acting on epecific luscructinne of the Presldent
then communicazed directly so the inllvidual axlp sommander

concerneé:] {Par, 534-588)

57. An unanticipated additional mission far the guarantine
task force was verification of Soviet sithdcauvel of its de-
ployed misalles. The terma of the bilateral U.S.-Savies
inspectlon arrangementsg that vere negotilated on the polatical
level, nowever, covered in comprehensive detall the operational
procedyrea td be followed. Command and contsol processes
provad to be routine. .\?ar. E47-658, €85-687)

Sa,iéhe modest Latln American operatlonal participztion in
the Quarantine occurred near the end of the crisls and was
of little military signiricancs;ﬂ The contriouted shlps sere
made part of a separate .S, task foree, and the only speclal

command and control problem was providing each foreiizn ship
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with a U S, communication llaisen Gzam having bilingual opaera-
tors and appropriate cospicgraphio eguipment., ‘Par, 628-635,

688~390)

CONTTwCENCY PLAANYIHG LURING THE C2ISLS

549, Command and contrsl considerations pervaded contingency
planning ducing the ordisls. The functlon of the plans them-
gelvas raa eacantlally as a venicle of command and control
to opbimize military responsiveness to national political
dlrectisn. Concern at vhe poliiical decilsiton-maiking level
with operational debtsils desmad eriticsd ta She larger U.S.
atretegy ln the e¢risls accounced for most of the planning
activity and largely determined tne content nof the provisions

tha% reswlted,

60, The contingency plans became the midpolnt on a projected
spectrum of milltary coursea of action ranging rom the naval
fdarantine, oun one extreme, to general +<er on the other
But tecause Cuba .as the im,sdlate locus of the crisis issue,
Ehe contingency plans remalned central to the total 1.3,
raspgonse and were accordingly a major focus of attention for
the entire national politleo-military command and econtrol

complex, ({Per, 502-355, £28)

31. Much the same geners. patterns as nad been evident befare
the crisis chacacterited contingensy Jlanair; e..ssriemae guonas
the ci'isis ~~ only they iere lore jronounced, ¢ salient Miffar-
ence vas 1n the greatly azrcelersted paze 8ad intsansity of the

planoing, bug despive the cnanged context, che ousic torm and

substance of che earlier plans were retezined, The two tipes

of contilagency planning undertaken orlor Lo the cclsis, L.e.,
b ]

ffor air-strlke operatinng and invaaian,fcontinued to oe

Jeveloped as btwo separate plana. SThe bas.e glp-atrike plaE:I
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was settled upon early, but owlng t¢ problems of meeting
politiecal raquirements for minimal leod time, & single de-
finitive version of the invasion plan did not effectively
crystallize until the acut2 phase of the evisla was endiné:l

(Par. 692, 693, 598-781 passim)

62, Heilthar of the tuwo contingency plans ever reached
final completion, but, owing to modificaticns esnd additions,
werd constantly in a state of transitionel growth, Although
ladividual portlons gained specificilty, the plana as a whole,
rather than belng narrovied by materialization of thz crisis,
progressively expanded in aimension and detall., Tne cumu-
lative effect over time was a considerable transformation

of the orizinal plans. (Far. 693-635, 777-701)

63. The ansociated command and contral processes also were
aimilar to precrisis practice, As {in other crisig-related
military sctivity, the hignest echelon of national polliical
authority interposed itself into the contingency planping
machinery. Tne dominant factors influencing the plans, be-
aidee the concrete limitations set by aveilatle milltery
resources, proved to be: ws3essmants by poll.iecal deeclsion
makers of the inbrinaic military sttuation 1a Cubka; and
interpretations by the sawe political decisilon msuess of the
siznificance of that mildrary siSaation Lo %erws of onera-
tional planning neecs -- evalili~iionc .a25 2id nes alwars
colnelde with the views of the military. The typleal role
of the JU3 was, as befor2 the erisis, largely sti1ll that of
lantermedlasy ageney between planning princlcels, (Par, 99
767, T87-T¢3, 312, 81¢-837)

64.\uithin the QJCS, the apecial “Cuban Planners” group
was created in the Operations Directorate te deal with '
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{Eéptingency planning matters e.:slusively, Organizationélly
saparate from the Joilnt Battle Staff or regular Divisions and
Branchea of J-3, the Cuban Planners functloned 1ndeﬁendent1y of
eatablished channels and procedures, Rather than substantive
planning, their Job was one of monitoring and providing infor-
matlional coordination and staffing support in connection with the
planézz {Par, 714-724)

65, Within LANTCOM headguarters, as soon a5 tactical command
for plannad contingency operations was centralized to give
CINCLANT operational control over all forces involved, a saparate
LANTCOM staff was formally activated to handle Cuban contingency
raspongibilities, including planning. The special contingency
ataff, however, did not function a3 intended, Instead, it was
informally integrated into the regular permenent CINCLANT staff,
which performed the Cuban gtaffing slong with general-war
staffing. (Par. 748-755) '

66. Lack of unequivocel criteriz for decvermining the approval
atatua ¢f basic plana, components, and changes at any given time
nade for an element of procedural ambiguity, potentialiy of far-
reachlng command and control consequence. Various lainds of
approval, and tnconslstencies in thelr application, sonecimes
made it impossible to ¥now which particular planning provisions
vere currsrily govearning and officlal. (Par. 699-712, 731, 803,
832, §33)

67, Stringent security restrictions imposed in the early stages
of the crisls were an added constraint militatlng'agalnat full
and timely dlssemination of planning information to all the
ataffs and forces affected by the plans. Tne tendency persisted
even after securlty reslrictlons were relaxed, EEE was esdpeclally
evident in the use of the severely limiting "EXCLUSTYE FCR" device
on messages cruclally pertinent to planni {Par, T1T, 718,

753, 800-8¢5, 834)
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68, The same theémes thab dominsted precrisis contingency
planning were the major planning problem areas during the crisis.
All were traceable to command and control deslderata of the
national political autherlity. (EE?tralizins of command relations
tias accomplished relatively early, but reduction of reaction
times, discriminate force application, and sugmentation of force
Jevels, vere more complicated and exercised a greater portion of
the total national command and control system.| {Par. 697,

725-T4T)

\

69.[§égp11ance with recurrent YWhite House insistence ob -‘“-—1
minimizing the time lag between 4 politlcal decislon to execute
military actien and implementzbion of the action ordered placed
a great strain on both contingency planning and operational
readiness preparations. Crucial to the whele command and contreol
process involved vas reciprocel information exchange. As the
number of planned speclfic courses of action multiplied, settling
upon reaction timez that were both politically acceptable and
militarily feasible necessitated intensive eccordination between
planning and cperations, and in the interim, occasioned no little
confusion befeore the various reaction times were firmly codified

and universally understood,| (Par, 797-812)

TO.KEEeOchpation with diseriminate force application within
the acape alf the contingency plans refllected in microcosm the
underlying strategic coneern with escalation that characterized
the whole U.3. approach %o the crisis, The elaborate definition
of Selective optlone 1in ascending ovder of magnitude. coupled
with austere resction times, grew out of Presidential Jdemands
for preclse and virtually ipstantanecus militeary response
capability to implement predetermined operational courses of
action, in discrete increments cof specified kind and measure,

on c¢all. Such fine-grained choices from a range of programmed?
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[E}tarnativea as was ultimately provided for in the contingency

plans made for unpracedented national decieion flexibiliﬁy.’ ,
/

(Par, T56-7T73, 843, BuL)

T1. Augmentation of force level commitments for contingency
operationg accounted for extensive planning modifications
throughout the crisis period, The steady force increase was
partly related Lo order-of-hattle intelligencs factors, and
in part to planring refinementa dasigned to accommodate
gecondary or peripheral requirementd or to cover more remote
exigencien that might conceivably occur. The ohlef motivation,
however, was the desire an both operational and poliey levels to
insure adequate safety margina, On the one hand, tactlcal
commandersa on various echelons vere inelined to add, on thelir
own initiative, combat strenzth in excess of what they were
authorized te déploy, and the planz would subsequently be
adjusted accordingly. On the other, political decielon mskers,

) remembering the Pay of Flge e:perlence, formally dlreated
- further large~scale augmentaticn, even in the face of military

advice to the contrary. ({Par, 786, 814.827, B38-841)

Par, 787-704)

73. In view of the nature of some of the planning issues dealt

with, the esgentlal information requirements for steffing support
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of many plamning actions were fundamentally in the realm of
Judsment, Some of the information inputs demanded of the military
command and conbtral system amountad to hypotheses 1n a subjJunctive

mode, rather than hard data in the mense of verifiable facts,

{Par, 767-769, 787-792, 799)

TERMINATION OF THE CLISIS
T4, Successiul regalution of the erisis wae achieved primarily

through diplomatic measures conducted at the pational political
level. The specifie¢ means employed were bilateral communications
in the formm of a dialogue involving an exchange of megsages
between the U.8, and USSR heads ol state. IMilitary command and
contrel had no direct participating role in the actual dialogue
itself. (Par. 845-873)

75.(55 the eve of the Soviet concession to withdrew the
migailes, the military command and control system 414 exprecsly
abtteppt to influence natiosnal declaion moking regarding the nasv
U.S, move, In the light of the continuing missile bulldup, the
JCS, ra a carpeorate body but minug the Chairman, formally proposed
implementing the contingency plans in 24 hours unless thers .re
in the meantime evidence of Soviet compllance to remove the
missile threat., The Chaitman disagreed with the JCS position and
independently zubmitted his oun separate recormendatlon thas,
instead, the U.,S, walt longer for further Soviet reactlons.} The
incldent revealed 2 conjuncture of two differen® orders of corr-and )
and control activity bringing into confliet the Chairman’s dual -
role as #n integral part of one institutional command end corgral
ayetem (the military) and his eamultaneous ad hoc¢ functions as &
tmier of another {the rational political), A4s he felt conctraine-
to explain in his dissenting memorandum, the Chairman hdad been
unable to particlpate in the JCS deliberatiocns because at the Lime
he was at the White Houes functioning in a staff capacity as the
military member of the NSC Executive Committee, (Par, 873-875)
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76. Attending the gradual military unwinding that characterized

the terminatinn of the crisis uvera many command and control re-
quirements, though progressively less urgent and less crucial,
A series of decisions and complex operational coordination was
neoessary to maintain a balaneed and orderly stand-down of
operational readinesa in phase with political developments, the
military slgnificance of wnich was not always clear at the time,
Concanitant with the return toward normal precrisis posture was
a decreasge in intimate pavticipation by national political
decision makera in the immedilate operational detaills of reducling
military readinzss, {Par, 845, B76-883)

77. A8 tensiona eased and the c¢risls subsided, the ad hoc
mlilitary command and control adjustments were abandoned, although
not necescarily to revert to precrisis arrangements. Within the
Oparations Directorate of the Joint Staff, particularly, a number
of besic changes in command and contrel eorgavlzatiep And pro-
cedures were pu% into'erfect even before the crisis was over.

{Par. 884-897)

78, Throughout the crisis, the military command and conirol
system, including that portion represented by the QJCS, had cesn
confined almost exelusivelr to technical militory matosrs
follawing on dacigions already rendered by n2ilonal policinal
authorities, Trere was little tendency on the part of the
Executive Office to relinquish centralized control and deiegate
autonomous prerogatives along institutlonal lines to the malilary
estoblishment 1n 1bs own traditional sphere of vested interest
CGenerally, most of the managerial initiative shaping the U.S5.

military response wad exercised at tine very apex of goverrment,

TOP SECRET ~ 25 -

TR LT« T



DISCUSSION
I, INTRODUCTIQM: PRECRISIS U.S. PCLICY TOUARD CUBA

79. During tne firsi three y2ars of Castro's rule in Cuba,
it became quits clear that the Soviet Unlon fully recognlzed
the advantagea to be darived from & Cuba hostile to the United
States, In bthe lncreasingly exacerbated course of U,S.-Cuban
relatlons during thesa years, Cuba became the reciplent of
Soviet moral and material support, 'The latter, in the form
of ecnnomic ald and military equipment, ~as relatively modest
in acope, and probably had a greater gymbelle than actual impact,
It vias e marked change in this pattern which led to the missile
cerisis of 1962,

A, THE SQVIET BUILDUP It CURP

8a, Ihé commencement of unusuclly large snlpments of arms te
Cuda from the Bloc nations in che early summer of 1962 brought
the Cuban question te the forefroat again after a conelderzlle
pariog of nNaricvbean aqulescencs, Bras, fnadusrrial mzcreriais,
milltary advisars, and civillian technicians began to pour
gucdenly into the lsland. 3herily, bthare began tag slelling
flow ¢f intelligence reports to the U,S. which indicated that
move than tae usual ground combat and alrcraft .eapons, of a
type whilch Cuba had been recelving Ior the previous tJo Jesrs
from the Bloc. were now being moved 1n, (For fucther discus-
slon of the deacalls of intelligence developaenca, see pacja-

grepas 201-205 pelew.)

81, President Kennedy made the “irst ouolic statement in
regard to the increased flow of men aad wmateriel at his vrecs
conference on Aujsush 22.1 31« days laber, Tags, the Soviet
Neusa Agency, announced bthet the volume of salpments from the
Soviet Union to Cuoa in 1962 would be double tpat of 1061 and
that, at the woment, ten Soviet snips and five of West German,
Norweglan, Greelt, and Itallan reglatry were on thelr vay to
b

¥eu York Times, August 23, 1062,
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Cu.ba.1 On Septamber 2, the Soviets confirmed vhat had seen
knowm by announcing an agreement to supply arms to Cuba and Lo

provide speclalistas to train the Cuban armed rorces.2

82, These developmente produced a growing pressure wlthin
American officlal circles for strong measured agesinst Cuba,
including invasion of the lsland %o destroy the Soviet Base in
embryg, Such {orceful action, however, required more concrete
information snd svidence than #as currently possesased. Further-
more, political reactione, in the light of the abortive expedl-
tion to the Bay of Pigs in April 1961, had to be considered.

B3, consaquently, U.S. declaratory pollcy wes to rule out
1ﬁvasion, but to keep up a relentlesc pressure, with the econo-
mic emoargo the U.S, had placed on Cubs, to laoclata tne island,
and to allow and to help internal forces build up to the point
where the Castro government could be overthrowm. Tae Presldent
himself ruled oublinvaslon in an Augugt 29 press confercice, Ln
a reply to suggantions from Congressional eourcaes thal tae U.S.
invede Cvoa because the presence of Soviet troops had violatez
the tionroe Doctrine.3 Hovever, the President did follow up
wikh another statement on September U, after consultation with
Congresslonal leaderc, declaring thet tae U.5. stlx v2e "eaas-
ever weans may te neceasary" to prevent Cuba from axporting
"i1ts agzreasive purposes by force or the threat of force agzainst
any part of the Western Hemlaphere." He stated that "there 1s
no evidence of any organlzed ccmbet fceree from any Scviet Bloc
country; of military bases provided to Russia .., of tne presences
of offensive ground-to-ground miasiles ... Yere it Go te

othersise, the gravest issues would ariae."a

84, Over the long term, U.8, policy uams evea more emphalic. On

September 30, the Vice-Presidenc, Mr. Johnson, definad tne U.2.

ijes Yark Times, August 26, 1562,
®New York Times, Septenmber 3, 1342,

iueu Yook T™Mmes, August 30, 1962,
Mew Yorlt Times, September 5, 1962,
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alm in Cuba as getting rid of Castro and Soviet influence.
Ambassador Stevenson sald on October B in a statement to the
United Nationa in regard to U.S.-Cuban policy, that the "main-

tenance of communism i3 not negotiable."1

85, However, for the moment, the U,8, would depend upon non-
military measures to hamper, if not prevent, the flow of arms
to Cuba, For these measures to have effect, the cooperation of

our Eurcopean and Iatin American Alliaes would be indispensable.

B. ATTEMPTING 70 IMPE§H§NT AMERICAM POLICY
BS. ‘hat a large part of the Soviet commerce uwith Cuba ~as

carried in Pree torld bottoms was painfully clear to American
decision makers, On September 10, 1962, the Chiefl of Maval
Operations reported that sinee January 1, 1962, 165 Free Yorid
sBhips had made 245 trips in the Cuban trade under 175 chacsters
fixed by the Sinp-Soviet Bloc.2 The Mz York Times reporved on
September 28 that of the slightly more than 1000 merchant snlp
calls at Cuba between Janasary 1 and Sceptemcer 1, 1052, caly
aboul 275 aere by Bloc saips. Nearly 500 uere by ships opepr-tas
and owned by Free lorld owners, In the same paried, Free Yarld
Ships cerried about 53 percent of the Soviat o1l on which Cuta
depended, Frse \erld ships alse carriad almost 30 percant of
the dry cargo received by Cuba, However, al-ost rone of the Fres
Yorld shipa carried arms, and the ships of some dJeetarr All:-ag

hzd Increasingly scled awz  foom “ateategic goods,’

87. ™e U.8. 11 August haa consulktad wity NATO 11lies woose
shigping firms bad charteced vessels S0 the Bloe, tut oy mid-
Septenber it wis apparent no mzjor gains had been made, The
Qoveruments of Britain, Yest Garmany, and Norvay had bagun in-
quirles among their ahipowrers, bub these were generally regarded
28 pollite reaponses to U,S. diplomatic pressure, and centered an
the question of whether Allied ships “were carrying arms among

their cargoes to Cuba., U.S. officlals attempted btc point aus

1yey York Tines, Gctober &, 1332.

27cg 2304/62, 1 October 1562, SECRET.
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¢o thuse Qovernm:nta that the uses of Allied ships for even
ordinary goods carriage to Cuba released that many Bloc ships

for arms delivery.l

88, American dissatisfaction with the situation was startlingly
formalized on September 20 when the House of Representatives
approved the foreign aid bill, ineluding amendments which would
cut off all aid both to states whose ships carried arms to Cuba,
or vhich salid or furnished arms or supplles of atrategic value
like petroleum, and to atates whose ships carried Jjuat items of
gconomic asslstance to Cuba, While the Senate, on October 1,
voted to restore the President's discretionary power in the
second category, to determine whethar or not such withholding of
aid would be contrary te the national interest, the depth of

American concern and intent uas made maniresb.2

89. In the second hall' of Septembsr, some 2mall pregress ap-
pearid Lo be made in enlisting tne support of Western Buropeon
Governments in measures *a resteict the use of thelr shipplng
by the Soviets in th; Cuban arms traffic. On September 23,
Secretary of State Busk met with the Britisn Forelgn Seerz2tiacy,
Lord Home, bto discusa the enbaprgo, and then conferred with
Rorweglan officials fae following day. On the 25tk .ae Britlsn
Government oflicially advisey Boitish sh.pownzra co refrain
from carrying arms to Cuba, and five days later cpe Preuideﬁt
and Lord Home lssued a jJo.nt stacement in regard to the secicus

nature of recent developments in Cuha.3

90, However, tna only ccncpete success Aserican diplomacy
scored was the announcement on Sepbember 27th ¢y the Turi:ish
Porelsn Minister that Turkish ahipouners had agreed to halt
all cargo shipments to Cuba, This was hardly a maycr blou
to the Cuban trade,

1

ttew Yorlt Times, Septamber 15, 1662,

2Deparbment of State Qutzoing Circular Telegram 655, October 12,
1962, UNCLASSIFIED,

3yew York Times, October i, 1662.
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91, Lack of success led the Adminiatration into ceonsideration
of harsher end far-reaching embargo measures, -An intevesting
memorandum from the Secretary of the Navy to the Secretary of
Defense oﬂ Septemhsr 20th enclosed a letter for the President
in 1egard t¢ a "study on a declaration barring gships in the
Cubtan trade from entering U.S. ports.," The letter suggested
saveral nonneval courses of action which could have the
effect of naval actiona. The least effective measure was a
Presidential Decleratlon that ships calling at Cuban ports
may not eall at U.S. ports immediately thereafter or for a
speclfic period thareafter. Since only 144 of the 575 Free
World ships engaged in the Cuhan trade had subseguenily called
at 1.3, ports 1n the past two years, silp operators could
protably 1ive with this ruling by adjusting their schadules

to cover the period of ostracisam,

€2. A second sugzesijon wes a Prepidertiz) Declarztion
that all ships engaged in the Cubzn trade u<re pas.ed Srew
U.S. ports tntal further notice, Such an act wouln have an
inh.biting long-range economisc implication »f varying
Intans 1ty for each of the approximately 70 bene~tzial ovmers
of the 575 ehipa. The inhibiting effect could tz heightened
by requesting Weatern countries, especlally Labin Amertica,
to mare similar rulings :egarding shlps nod of their om
reglatry and not =pecirically pceciected by treaty. Some of
ithe beneflcial owners who could easily operate a [2 ships
to Cuba without usiang U S. ports would be greatly inhltlted
by the flnancial purden of having to bring these ships home
empty and in ballast from the Hestern Hemisphere. A lescer
but slgnificant degree of refinement could be obtalnes by
Just cireculating resorts thes such a cuouest te Lalln

American statee vas under consideration.

@ - 30 -



A%

ECE T -

©3. The third and moet effective recommendation would be a
decleration that no shipas belonging to the benefloial oimers
of any ships calling at Cuba would be allowed inte U.S, ports
untll further notice. This astion would havae amounted to
blaclk-iisting owners and their entire fleets 1if a single ship
called at Cuba. Such a declaration would admittedly be
difficult but not impoosible to enforce. These then, were
aome of the polloy optlons open to the U.S.

G4, The Becretary of the Navy pointed out that, from the
Havrts point of view, all three courses of aation were
legal, but the-sz must alsc be tzjcen into account the opinions
of all other Uovernment agencies in regard to subsidiary
affects upon U 8. trada, foraiZgn relatlons generally, and

hemispheric sconomic relations apeciflcally.l

95, The ulvimate choice of means wWas 8 combination and
drastic extenslsn of the Navy's suggastions. On October 3
the U.5. delegate informed the MNorth A%lantic Council of MATO *hat
the U.5, Govarnmert uould launch the following "Feur Poaint Actilon
Program’ next weel:: (1) Close all v.3. porte to all ships of
apy eountry 4if auny sihre under that flag thereafter carried arms
to Cuba; {2} Direct that no U.S. Governient cargo shall be
carried on a foreign flaz ship if any ship of the sam2 owrars
is used hersalter in the Bloc-Cubhan trace; {3) Diruct that no
¥ 3. flag shlp and no U,3.-¢.mea s1lp #-2ll cirry geods 5o
and from Cuba, and (%) Clese all U.3. ports to any ship thak
on tha same continuour voyoge Jo2s used or is Yeing used in
Bioc-Cuban trade. The U.3. delegate relferatzd that thoes
proposals reflected the continuing serlousness with which the

U.s, Governménb, Conzress, and the American public viewed the

1
Tvemorandum for the Secretary of Defense, from the Secretary
of the lavy, £0 Septesbesr 1932, SECRET.
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Cuban shipping problem and the importance we attached to
making the Soviat bulld-up as expensave and difficult as
possible, The U.S. recognhized that these measures may cause
probiema for shipping companies in some NATO countries, but
we hoped that the NATO Governments would be able to persuade
them to male adjustments. The 0AS was informed gr these

measurea by the Secretary of State on October 2.

96, While the rirst reports indicated that North Atlantle
Council representatives had seemed bto appreciate thie
parigusness of the U.3, preaentation, reactiens to the forth-
coming measures wers obviously mixed. A major success was
achieved, the flrst one in regard to Free World shippling,
vhen on Qetober 10, the Greel :hipoimers Unlon in Athens
announced that 1t would recommend to 1ts members a total
embarge on cargo énipmenta to Cuba. Since the U.S5. Haritime
Adminietration had but recently revealed tnat Greece had led
the 1ist of twenty-two Free llorld countries those snips were
conveying Comminlst cargoes to Cuba, with 97 ships of the u3§

involved, thia appesrzd to be a step in the right directlon,

<7. However, 1n the case of Britain whlch came egccond on
the 1ist with 77 ahips, tne reaction was different. Brivlss
ahipowmers in Landon declded unanlinously on Oibobsr 11 2
oppose any U.S5. rsstrictions on their trade witch Caba. Press

reaction bto the American policles ras hostile, and l,

A
Jepa. tweat af 3cate, Cil.cula: fele-.carn 380 Octobes 1492
CONFZDENTIAL. ! SRk I 3 0%

>
Nevt York Times, Octover 1, 1:62.
”
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98. To counteract such attitudes the State Department sent
out a eable defining the “U.3, Four Point Actlon Regarding
Cuban Shipping." 7The telegrem swmarized the nonmllitary

astage that had been reached in U.S. policy Just before the
recedpt, three days later, of positive intelligence of
Soviat offensive weapons abruptly turned American efforts
towas~d more forceful measures. U.3. poliey, it stated, vas
intended: (1) to deny the Bloc and Cuba access tc Free World
shipping for use in arms shipments to Cuba; {2} bto make the
Bloc~Cuban trada as coatly as posaible for Fres Vorld ship-
owners by denying.their ships engaged in that trade the
cpportunity to call at U.S. ports on the same voyage;

{3) to compel shlpowners and nperators tc elect between
engaging in Bloc-Cuban trade and in carrying cargoes
-financed by the U.S., such as foreign aid cargoes, shipments
of sucplus agricultural commoditles undar Public Law 480,

¢

and Depavtment of Lsefense cargoes.

9¢ . The message concluded by stating that it wes not the
American objective at thils time Lo achleve by unllateral
actlon a complete embargo on Free Yorld trad: wich Cuoa,
The U.5. 1tself did permit exports to Cuba of certain food-
stuffs and medical supplies. However, the efforta of cther
countries te curb trade and espeoially to prevent or
dlscourage the uae of vessels under thelr reglstry from
engaging in trade would be consistent with U.3, objJectives
and would be telcomed by the U.S.2
R
Departhent of State Ciceular Telegram E48, Qctober 11, 1962, \’/I ff'
JECRET,
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100, The message was clearly meking a fine digtinction,
since the measures proposed, if effectively !mplemented,
would have produced a situation very close to a complete

embargo.

lql. Howaver, thers was 8 1imit to concern for our Allies.
A 8Stabe Deparbment cable of a few days eariler had stated
that the Department wished to make clear that although it
Wanted to hear of signifioant reacticons, in this case from
Letin fmerica, to the U.3. Four Polnt Action pregram,
adoption of the measures was not dependent upon the reac-
tions of gthers. The U.5. Government would take these

measures,

102 , This, then, was the nonmllitary aspect of U.S.-NATO
relations over Cuba. There was, haowever, another aspect

to the relabiosnship.

C, CU34 A0 BERLIN
163 , Ugtll late in the sumner, American decision-maicera

appear to have considered Berlln the next moat 1llkely crisie
area rather than Cuba. The impreasion given in Washington
was that a new crisis in Berlin might bave to be faced by

the turn of the year, assuming Khrushcnevw kept hisg promise
not to sign a peace treaty untll after the American electloas.
The apparent U,S. lnsistence upon kesping the suoject

current led to some puzzlemen. ameng cbsarvers. In view

of the widespread dovbts that the 3cviets would actually start
2 rew Berlin crisis 1o the near future, 1t coutd ce surmised
that the U S8 ogjeetive was to vasn the Soviets of U.S.
resolve, and by keeping the subject current, to prepere the
American public for the possible tahrsat of war in thez coming

futura,

1Deparbment of State Circalzs Telegram 590, Detobes 5, 1852,
CONFIDEHTIAL,
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104, Berlin remalned the s.ioject of greatest U.3. and NATO
public attsation until virtually the very day of the President's
proclamation of thae Quban quarantine. In Pact, the six-and-
a~half-hour conversation between the President and Scviet
Foretgn Minlster Gromylw on Cctober 18, in the mlidst of prep-
arationa for the U.S. Cuban move, dealt in greatar part uith
Berlin. On the 17th Washington scurces had indicated too
that Khrushchev was dus to vieit the U,N, and to see the Presi-

dant the followlng month in order to discuss Berlin,

105, 1t was obvious that Amarican decision makers concalved
af a direst ralationship between Cuba and Berlin. The develop-
ment of the Sovlet base in Cuoa could be viased as a pawn
to be used in the greater gams aver Berlin, even il no
offenaive wzapons had been introduced, The possibility of
the introduction‘'of these weapons made the relationship all

the more esartain and critical.

106, Secretary of State Rusk, in a briefing to a joint
sesclon of the Senate Foreign Relatlons and Acmed Forees
Commlttees on September 17, pointed out the "direct relation-
ship” batween events in Cuba and Berlin, particulerly 14 tae
next three montns. It 18 interesting to note that in the
dlsecussion whlch ensued, an analogy was drawn by the Senaicrs
between the Cuba and Berlin relationship and tha impact of
the British-French invasion of Suez en the Soviat decialon
to go all the way in smashang the Hungarlan irzurrec:loa in
early Movember 1556, (Curlously, these two most eritical
crises of the decade were to colncias almost to wue day,
aix years apart), The theary expressed was that the West's
invesion of Egypt distracted worid atgention from Budapest,

permitting the Russlans a freer hand.

Iﬁeu York Timea, September 18, 1962.
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107. In the light of puollc discuasion of the Cuba-Ber]in
relatlionshlp, 1t was inevitable that public speculation
should develop aver the possibllity of a "deal" betwesn the
U.S. and the Yoviets, Cuba alsoc bessame linked in this
speotiation with the U.S5, base system overseas. However,
on September 30, the Secretary of State, in a press
conference, categorieally rejected the idea of a deal with
the Soviet Union under which the Soviets would withdraw
from Cuba in return for the U.S. closing down some of
its overseas bases. The Secretary deslared this was not
a negotilable point, and that the principle that freedom
cannot be supported in one place by surrendsr of freedom
in another would also spply to any effort to link Cuba

vith a settlement on Berl:l.n.1

108, The Sovievs took the same line, Izvestia on October
17 denying rumers that the Soviets were sponsoring a deal,
and rejecting tihe idea of any effort tc lin't Cuba te elther

Berlin or to the U.3., overseas oases.2

103 ‘While U.S. officials denled tnat there exiated ary
negotiable link hetween Cuba and .eat Berlin, they als»s
peraistently warns:d that taere uas 2 "factual link,"” in
the sense that acticn in one place right berome the Zignal

for counteracrion in the cther

11Q The effact of chase spocul.ticns and £.caenZ2s upon
the NATO Allies cannot b: fully wdentifiad, but iv ceems
clear that part of bthel.:. unaympathetic atbisuds boward
U.S. Cuban polley had its roats in fears that the American
“obsesslon” witix Ciba nould blind the U §. to the really
vital situation in Berlin. It was felt that the U.S.

*Nev York Times, Octobes 1, 1552,
21ew Yook Times, Octobes 13, 1362.




"opaatlon" of a crisls in Cuba would invite Soviet pressure
in Burope a&nd thus provoke the very orisis we were seeldng

to delay if not aveoild in Berlin,

111. Thia sensitivity to the Cuba-Berlin relatlonship
revealed itself clearly in ths widely held expectatlon,
once the Quarantine had been anncunced on QOctober 22, thac
the moat likely place for a Soviet counterpreasure would be
In Berlin, The very fact that the President, in his address
on October 22, specifically warned the Soviets sgalnsat
. interfering wlth U.5. access to Berlin or against any other

"nostile moves" suggeats the waight which U,S. policy malcers
attached to the relatlonship.

D. LATIN AMZACCAMN STATES AND .S, -CUBAN POLTCY

112, The interezt cof the Latin Amarican states in tha new
American poliey toward Cuba was not 80 much mercantlle 123
political, For some, those states In or berdering on the
Cariblsan, there was also a military interest, since they
had been the objects of the geveral Castro-inspired little
filibuatering axpediticns arcund the Caribbean in previcus
years., At the governmental level Bt least there eadsted in
these atates a strong antipathy to.ard Cascrors Cuba, on
tha other hand, the major Carlboean state, Mexico, had
shown itself most cocl toward earliier U.S8, efforta tn

penalize Cuba,

113. The rapild growth of Cuban military pcuer during the
year had shalen complacency and tolerance, Congsquently,
when Secretary of 3tate Rusk met with the Ambassadors of

nin=teen Latin Rmerican states on September 5, his
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declaration of U.5 detvermnation 5o prevent the export of
Communism from Cuba uas well raceived., ‘There was apparently
full unanimity with the President's "contalnment pollcy” that
would involve tlhie use of whatever uweana might be neceassary to
prevent aggiession by Cuba againat any part of the kestern

Hemisphere,

31%, A more specific statement of U,8. policy was made by
the Secretary of State on Sepuvember 26 to the Foreign
Ministers of Chile, Haltl, Paru, and Venezuela. The
Sgeratary reviewed the Cuban situation, emphaslzing the
rapid Soviet bulld-up. Ha stated that it it should tecome
necessary for tae U.S5. to take military action, only three
or four hours' preparation would be required to rocduce the
effectiveness of the Soviet war materlel so far received
gince July. If it should be .azcessary to usc force, the U.S.
would use the maxihum nontuclear violance in order to
mininize time and casuwalties, Houever, the U.S5., was pnxious
te avold this course aince _% «ould leave laatlang wounds

beth in Cuba wnd el:. ¢here.

115, For this las: reason, the U § was currently pursuing
the objective of malctng Sav.et invovement in Cuoa az
expensive and as unprofitanle as possinle for tha Sgviet
Unlon by neegures which wol 1d further teolate Cuba and

exert maximum noaviolent pressure on the Soviet Jnion., He
strongly emphasizad that che U § was aot objeeting to nai-
ever type ooclal and ecorcmic aystent the Cuban people might
freely cacose, but only o Soviet intervention there and to

Sovist-Cuvnan interventicn in Latin lmerica.

‘Mo Youk Times, Septembar §, 19G2,
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119: The Secretary stressed that the U.S. was unwiliins to
negotiate the Cuban prohlsm with the Soviet Unicn. Because
of special inter-American relationships and asreémenta, the
Cuban situation vas in no way compa-able to or linkable with
situations elaewhere, euch ags Rerlin or U.3. military
aseistance relationships with other free countries like
Turkey. He stressed that the U.9. was not seaking to import
the cold war into this hemlaphere or to drag the 0AS into
problema not their respoasibility., ‘The Soviet Union had
brought the cold war te the hemisphere, In conclusion,

Mr. Rusit pointed out tne Intense prececcupation of the
Amerloen people with Cuba and aesked nis Latin American
colleagues that this b3 takan into account ia Etheir thinking
as a current basic political Faoct of life in the United

States.l

117. To gain Iurther support for a stronger U.S, poliey,
the U 3, ocalled an infomzl meeting of all Latin \ierican
foreign ministers co be held in Warhington, October 2-3,
The :invitation was sent ppecifically te alscuss the Cuban
aituetion in vhe lizht of the Soviet build-up therg, “as
tempc of which had lncreased steadily tarougnoutb Seplamber,
The U.3. Secretary of State reviesed recent dsvelopments
and the U 5 raesponse ln thr satiing of a 'moriduvida
Communist offensive. e cxprescea thae vaer that ha
Soviet Union would not go Lo azr over Cubs, but reassured
the 0AS munisters tnat 1. the event of a sneal attack on tine
U.5, cr elsewhera, the U,S, would evill be atle to destroy

the Soviet Unlen. He invited thelir views on how to male tae

laepa;tneuc 3f Scate, Telegram to U.8. ilissica ab Ua's,
Sentembers 27, 1,02, CONPIORJTIAL.
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Bloe's supplying of Cuba mere difficult and costly and how
to demonstrate that Comminist zction in Cuba would not affect
hemisphere solidarity. In this last poini he was backed
strongly by the Forelgn Minlsters.l

118, It 1s interesting to note that the sense of the
Seoretary's cowmmenta at this mesting clasely resembled comments
he had made a2 week earller, in hls references te military
action, [EE would appear that & positlve efforft was being

mada tn alert the OAS to the possibility of military assault
againat Cuba 1f the situation there continued down the same

path,

119 | mhere was a military slde to the conference, for vhich
U.8. planning provlées an intareating baclkground for the
conoept of U,8,-Latin American militery cooperation which
emerged durlng quarantine operations a month later. In
fact, these ideas are shown fo have besn under conaslderstion

f'or eome lenpth of u.ne,

127 Prlor to the conferenze, the President nad let it be
imown to the CJCS that lie dzgired to adopt a btrong posivion
on Cuoa, and wished a number of points to be ralsed at the
conference in the milltary lield  These were to includs twve
need for en increased air-cea surveillance of Cubva and Lis
approaches on both uniliteral and rutlvinatlonal oasis; the
esfablishment of sea-alr supveillanse cf the coasts of
Caribbean states, 0. a mwltinatlonal besis, to prevent
infiltration; the establiszhmenkt of mere actire counter-
subverslon activities by vhe Caribbean states, to include
exchange of 1nforma;ion becween counsrles and with the

survelllance force,

7 .
“Denmactmene af State Ticoula. Teleranr 377, Qcoower D, 1oIE.
CONFIDELITI L.

2703 2304/61, 20 September 1352, SECRZT.
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121, The President!ls pointé were clearly designed to further
the U.3. polloy of isolating Cuba and limiting her ability
to engage in mlschief-making with her newly acgquired Soviet
weapong. (As early as May 1962, the JCS had expressad
concern to CINCARIB and CINCLANT over the possible Cuban
utlilization of elghteen newly recelved patrol and motor
torpedo craft in landing eubversive personnel arcund the
Caribbean, and had direoteg them to organize a aysbtem of

control and surveillance.)

122, The CJCS 4in his reply first waraed that in the
preparation of a public political statement to be issued by
the Foreign Minlaters, there be no mention of invasion or the
use of blockade &8 a major means of handling Cuba, suggesting
that lnatead, dilscussion should be concentrated on actions

designed {o prevemt the export of Communism.

123, The Chalrman pointad out that the JCS had already
taken actions along theése lines in August 1962, having
directed CINGARIB and CINCLANT to develop a U.3. alerting system
to _neclude anti-infiltration phases in all ecerc.ses ard to
encourage Caribbean states to davelop country alerting systems
with plans for opposing subveraive infiltrations., However,
the foregolng actlons were clearly dependent upon participa-
tion of the Btates concerned, and the U §. position at the
meeting should, therefore, lay emphasls on these actions

and invite greater participation.

12%, In regard to the President!s aforemeit_oied three points of
-1terest, the Cha.mra+ noted tnat U.3. .l.tars forces provided

vhat was relt to be adequate surverllance, and, if necessary,

L7cs tessaze 4446, to CINCARIE, CINCLANT, 091046Z, Hay 1652,

SECRET.
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could alone extend 1%, since the Cerlbbean statés would be
hard pressed to provide surveillancs of their own coasts.
If it were considered politiozily desirat;le to aliclt
gurvelilance contributions, Mexico, Venezuela, and Colombia

uvere capabhle of providing asslstance, He warned that

creation of a multinational force would require that cantrib-

nting aations be prov.ded with add_t_oaal fuel aud apars parts

support,

125, The Chalrmen recalled that the JCS had glven ite

position on a multinatlonal patrol on two previous occaslons,

namely, that the military advantages would not be significant.

Nevertheless, this position need not preclude encourazing

cooparation among the Caclbbean astates, and the central thene

of the U.5. at the meebing siiould he to encoursge 2 marked
unllizteral effort :and maltinational cooperation in the
mazxlmum utilization of existing facilities and forcea.l
123, In retrospect, the American political and mllitary
poslilons were revealsd sith both clarity and fullnesa to
the 0AS abt this confeacence, There oould oe nd mlistaking
U.3. intentloas towsrd Cuba, preswei:g the will to execuce

the declaratory nolicy existed,

11-977-52, 24 Saoteabver 1962, SECRET.
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I1. PRECRISIS MILITARY CONTINGENMCY PLANNING

A. OENERAL CHARACTERISTICS OF THE CONTINGENCY PLANNING

127. The main vehicle of preparation for the Cuben crisis was
the military contingency plans. Long before the event, rela-
tively elaboerate planning had been undertaken in anticipation
of a contingency arising that would require U.8. military
action sgainet Cuba, This planning was in process when the

crisis came.

128. For the preceding period of well over a year, as the
general Cuban situation woraened, a growing sense of urgency
progregslvely accelerated the pace of contingency planning,
whila the scope of the plans ealarged and the scale of apera-
tlons provided for expanded. By the eve of the crisis, there
existed a body o{ contingency plans in various stages of de-
velopment, some completed and formally adopted, others beilng
formulated, undergolng revision, or awaiting review and ap-
proval. Ameng them were not a few unreconeiled inconsistencies.
Togather thesa plans constituted, to the extent that they were
developed, the prepared polnt of departure for s U.3, military

responge to a Cuban contingenay.

129,. The compass of these precrisis contingency plans was in-
tended to be comprehensive, iithan the bounas o the con-
tingency postulated, the racza of opcicnal courses of action
under consideration was fully expected to cope with whatever
the contingency presented. (EE}n the actual contingency mate-
rialized, the resultipng plans were found to be less than all-
inclusive and fell short of asccoemmodating the entire militery
dimensions of the total crisis. Furthermore, over and above
limitations of concept, the atate of the planning at the

time the crisis occurred proved less than propitious réE)

TOP SECRET
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[g;neratins the explicit plans needed immediately in the heat ,
of the moment. The dafiociencies were attributabla to the

basic premiges underlying the substance.of the plans and to

the way the planning function was carried ouE:]

130.E§;m of the working assumptions on whinh pracriszs plaus
were predicated took into aceount the posaibllity of a contin-
gency of strategle proportions in a general war context. Nor
aid the conduct of the planning, with itas ever-changing bterms
of reference, permit a systematic program of orderly integra-
tion and follow-fhrough of the various plans initiated. WNever-
theleas, different as the character of the real contingency
turned out to ve, and despite ita Anopportune timing in rela-
tion to tha etatuﬁ of the planning, the complex of plans
addressed to the hypothetical situation was not rendered
invalld, With appropriate modification, plans appllcable to
one of the major military aspects of the crisis evantially
emerged. These przerisia contingency plane, thus, slthough
not oriented specifically to the kind of conditisns to which
they had to apoly, <.z in the disect ins o0 evolu.ior lezdang

Vo thoge that became ourrent and in effect during the erisisa,

132, In view of thelr formative role in influencing subse-
quent crisls experlence, it 1s necessary to “race Lhe entogeny
of the precrisiy plans aond -econatruct the contemporary en-
viromment in uvhich plenairg Jdevelopments occurred, In She
courae of 1isclating the tmpetus, rationale, and circumstances
of parvicular planning actions taken, significant command and
control pnenomena bearini upon eentingensy planning vracaesses

can be ldentifled.

B. ORIGIN OF THE CUBAN CONTINGENGY PLAMS
132 }The contlngency milivary operation plana for Cyba hed ' \
—
b

all evolved from reactlon to a specific traupratlc experiencé'? A
TO® SECRET - bt o
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ome 18 months before the crisia. Thelir provenance goes back

ractly to the abortive Bay of Pigs adventure of 17 April

1961, [E;pediately followlng the ignominious collapse of the /v},r

CIA-sponsored invasion attempt on 19 April, the President

1
%y

}4cl ¥ A4 directed the Task Force on Cuba, an ad hoc planning group

!
ol g (!
ﬂ!AAJ g'fqgtingency plan_fg; a military invasion of Cuba by U.3,. .
o Lo forces, The terms of reference laid down by the President !
at the time stipulated that the plan provide for the uee of
"overwhelming force" in order to insure success of the opera-
tion. Also included in the guildance given was that the plan
be designed with the objectives of bringing about the sub- ,
Jugation of Cuba in the shortest time poesible, and of mlni- !
nizlng U.S. and Cuban casualtiesﬂ;.,
133-255}9 iniltial reflex action at the national political
level proved to be the genesis of a veritible progrem o”
military contin.sncy p}anning for Cuba, vut of which ulsi-

mately a "family" of plans culminated,|

7

——

13“-‘€erore the end of April 1961, the requested plan was

!
=2 ’

completed by the Task Forece on Cupa and submitted to the 6-'
President. Identified es “Contingency Plan 1," It became
the basic national contingsnoy plan for U.S. action regarding.
Cuba., The mlssicn to be sccomplished waa to overthrou the
Castro regime by military force and inatall a governmeat ad-
ceptable to the U.S. Tre plan that had been produced, in
accordance with the President’'s direcztive, called for a rela-
tively large-~acala military cperastion, t5 Livads, aukdue,

and occupy Cuba. It set forth the terms of reference laid

down by tae President, aefining furtner the conditions and”

%4’304/31%, 2 May 1961, TOP SEW

TOP SECRET - k5 -
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criteria that would apply, and specified the means that were

" alithorized to achieve U.S., military objectives.

To carry out

the taetical phase of the invaalion, the plan provided for the

empioyment of 60,000 troops, excluding naval and air units,

but stipulated that all the forces involved, whether land,

geg, or alr, were to ba drawn from existing force lavels,

Reflecting the President's aardinal requirement, the strengthd

’

of the forge commitment was presumed adequate to give a high

degrae of gagurance of suecesas,

In the light of Cuban oepa-

bilities as estimated at the time, the allocated force was

deemed sufficlently wassive to discourage or overcome resis-

tance and permil ground offeasives to be conducted at such a

pace a3 to zecure effective control of the island in an esti-

mated elght days,

Execution of the plan would require & lead-

time of twenty-five days from the date of decision Lo the

commercing of D-Pay assaults

135. On 29 April 1961 the President, meeting with the Saaretapw

1

of Defense and the Chief of Navral Opérations, reviewed lon-

tingency Plan 1.
but demurred with respect to what

long reaction time.

He approved the general outline of thz plan,
ne considered an unduly

Rejectlirg the twenty-five-dey interval

provided for vetween docilsion and execution, ne regueaicd

thal tae lead-cime period be drastically reduced, suggesting

ne more than a wael as being desir.ble. OCtherwlse,

the nlezn

uas adopted, and tie Pres_dent ol acted that the prepacation

of zppropriate detailed rilitacvy operation plans

the national plan be undertaken accordingly.il

1

304/38, 2 May 1961, TOP SECRET.
Memn, SecDe

to JCS, "Cubsn Contlngency Plans", 1 pay 1061, !
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L?.Ciﬁ.‘_ﬂencet‘orth, the issue of reaction tims ‘f-irst. railned by
the President on 29 April 1961 would dominate Cuban contin-
ganay planning. The discrepancy batween ldesgl political re-
quirements, on the one hand, and realistic considerations of
military operational feasibility, on the other, was never
reconeiled; but efforts to close the gap lent unforeseen
somplications to the planning task. The Precsident's de-
mand also marked the beginning of a pattern that was to per- ]
alst until the 1962 orisis was over. Intensive politiecal l;’ /i !
direction in technlcsl military operaticnsl mattars proved . .
to be & ealient characteristic of how the U.S. response was I}' /

managed:j

S—

l37.ﬂ§; 1 Mgy the Secretary of Defense, in a memorandum to
the Jég, instructed that the "Joint Staff and CIMNCLANTY be
asalgned responsibility for preparing the necessary detalled
military plan §0 carry out the course of action preseribed

in the national plan. Besldes specifying the tems of refer-
eﬁce cutlined in Contingency Plan 1, and thope expresnly loid
dovin by the President when he reviswed it on 29 April, the
Secretary added guldelines of his own., Citing the requirzment °
regarding lead-time, he emchasized that the military plan be
desizned to minimize the time necessary for executing tile
ocperational response after aan order was received, T.is rear-
tion time, he had detarmined, s4suld e fire days. Pinally,

he also directad taat the plan provide for maximws informa-

¢lon aescurity during the iutarveng:f period beiween a ueclsion

to invade and the actual asaaulﬂ

-

[
138. [Theraalfter, special securlity precautions were clamped

down on all plannlng actavity rezarding Cuba., Within JCS -- |
3

r_’,,i¥gﬁ37_396¥ef ta JCS, “Cuvan Contingency Plana,” 1 May 19@;;5?"ﬂ’
\/rszcas . _7 .
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and presumably in other interested agencles as well -- these
activities were carried on outslde the established organiza-

tional frameworls, An exolusive task-force-type group (in- , .
formally referred to as the "Johnson Taak Force"), whose very
exlstence was kept under wraps, was created and functioned \
in shadowy isclation from the regular affairs of the various ?
divisionas and branches of JCS Direaturates. Separate pro-~

cadures vere followed in order to limit the number of people

who might have access to information that wes nou conaldered

extra sensitive. FProm then on, anything perteining 56 Cuba

was 80 closely held that only a few designeted individuals

were privy to what wae going on, The rigld gecurlty

measures that had been imposed acgulred, through time, an

1nertia which was never completely overcome even in the midst

of the crisis, when presaing operational needs of the momant

demanded somewhat broader access to the data expressly pre-

pared for just suca an eveﬂtpality.s

139, (A week after the Secretary of Defense memorandum, on
8 k., 1961, the Dirctor, Joint Steff, hald a conference with
CINCLANT representatives in which he gavz oral plannlng
guidance, specifying among other things the re;uiremenf fo-
a[géve-izglreaction time These terms of reference were con-
firmed the nest dar in the JCS8 messape of 9 May that formally

directed CINCLAUT to [roduce thz eonb.nhgancy plan3

140, There w23 already in existence a not unreiated plan,
CINCLANT Contingency OPLAIF {Cuta) 312-61. It had oeen ap-
proved by JCS on 10 March 196), superseding an even earlier
one conbained in CINCLANT OPLAN 310/60, a general razionzl
cantingency plan of which Appandix II to Annex "G" pertained /

l 1705 2304734, 2 1ay €1, TOP SCCRET. /
v’krazzssage, DJS ¢o CINCLANT, £©5627, 091728Z, May 61, TOP SECRER.'

1
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4{53 Cuba. The principal difference between the two was that
the newer plan provided for increased forces and an expandsd
operatlonal cancept.l Though even more ambltlous planning
Was now under way as a result of the President's direotive,
CINCLANT OPLAN {Cuba) 312-61 continued in effect until even-
tually cancelled on 27 Maroh 1962,2 by which time it had
baen overtaken by tha development of still newer contingency

plang stemming from subsequent directives of the President

=

or Secretary of Derenae.,

~ |

gc. BIFURCATION OF THE PLANNING {

141 . On the basis of precedent and an existing cognete plan,
CINCLLIFT planners were able to prepare a draft outline of the
reqguired contingency plan in relatively short order. On

19 May followlng the President's dlrective,'the draft outline
plan was submitted 'to JCS for review, It was designed to
meet the E}ye-dé&]reaction time atipulated in planning guldance;
tut in the accompanying letter that transmittad the plan,
CINCLANT expressed atrong reserva.ions regarding the advrao-
bility of trying bto achleve such a ehort reaction time. Re-
ferring to the serlous problems that this pesed, evan 1f it
were feasible, and pointing out the consequences of doing so,
he recommended that 1% would be in the interest of military
efficlency to allow more lead-time than flve days. He pro-
posed, inatead, appropfiate modification of his current QPIAN
312-61 then ln farce. It could oe altered to provide faor an
elghteen-day reaction time from "Execute" to "Asgsault," yet
offer a high degree of asgurance of bringing Cuba under con-

trol in a relatively short timé:E“

T

1yca 2018/248, 1 March 1961, TOP SECRET.

12 tter, CINCLANT to JC3, Ser. Q48/51, "CINCLANT Contingency
. peration Plan (Cuba) No, 312-6T {S),"” 27 March 1962 TOP SECRET,

\’jiﬁgffer (with Enclosure), CINCLANT to JCS, Ser., 0C00115/51,

enning for Quick Raaction Military Actior Ageinsc Cuoz {($),"
119 May 1861; JCS 2304/37, 22 t.ay 1961, TOF SECRET, !
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i'fhalféée JC8, in raviewing the draft ocutline plan, took into '

considi?ation CINCLANT's reserwvatlons and concluded that mare

time than five days should be allowed batween the order to /

erecute and the initial aseault. They agreed that even 1If Lj ) ’

the readiness posture requiresd for sush a capabllity could Vi

ve achieved, it could not ve malntained long bpecsuse of

eosts involved and dislocabing reperoussions on general force

ponture elaswhere, Certain limitatlons, ineluding a necepsity

for prepositloning and redeployment, militated egainst s

realistic plan based on Clve~day lead-time, In the JCS

view, avalleblility of sssault sea transport was the deter-

mining factor, shortage of which might well preclude a five-

day reactlon c2pability. MWavertheless, the JCS decided to

approve the quick-reaction outline plan for planning purposes

only, while trysing to obtaln qubthorizaticn to extend the lesd-

time as CINCLAMT had raconmended.l;
1L3,,Three days later, on 16 Juna 1961, the JCS advised the

Secrat;;ﬁ of Defense that more leeway bthan the obipulated

five-~day reaction time "must be provided " ¢itirg the reasons

refarred to above. Aceting on CINCLANT's proposzl, they

recommended to the Secretary that o reactlsn time cf eighterpr

days, from deelslon ta agsault, oe adarted Ivstera  [he JOO

polnted out Lhat in an emergsncy, if ucgent need so warransed,s{

3

’,"liacs 2304/39, 13 June 1961, TOP SECRETR;I;*’/"M”"
L
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lﬂh.tat the same 5ime the JCS informed CINCLANT that,

after raviewing the outline plan he had submitted on 1 May
1961, EEéy agraed with his positlen that the five-day
reaction time needed change. Nevertheleas,{ CINCLANT was
instructed to continue to develop tha required quick-reactlon
plan, cubting the lead-time to a3 short a period &s possible.
The conoept of operations on which it was to be based waa

an early airborne assault followed by ssaborne bulld-up.

Thia plan uould apply in cage a gudden emergency sltuatlioen
nacessitated such rapid response, Meanwhlle, the JC3
granted CINCLANT, the requested authorizaticn to proceed to
develop his propcned altema,g_g plan ef Eghtaen-daﬂrcau:ion

tire as a matter of prlortty :

123.E§v48, by thia sceilon tre JC3 h2d ges 44 mohica ©w.o
parallinl but different esntingency military opsratlon plans
for Cuba to be developed simultanecusly. ‘Tiese JC3 Lastruc-
tions aonstituted the inlslating directlve end guidirsg Tarrms of
raference for what uere later to become CLICLANT O7LAN
316-61 and CINCLANT OPLAN 314-51, prov.iisg Por gulick
reseblon and for lenger lead-time respectirely, [Eée
bifurcation marked the beginnirg cf a proliferation ln the
contingency planning for Cuba, reaulting éventuzlly in the

ao-called "family" of onprtinzency military plang:l {
-

1Memn JCS to Seclef, Su-U414-581, gCoatingency Outline Elan, —
cuba) (5)," 15 June 1961, TOP SECRET

Ier L JCS to CINCLANT, Si-67¢-61, "Conticgency Cutlire Plan
i {Cus3) (8)," 16 Juae 1681, TOP SECAZT. -

——
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th.ZThe first contingency plan toc be compieted was CIKCLANT d;f {}
OPLAN 314-61., It was approved by JCS on 30 November 1961, [21 >

1 s '
subject to certeia conditions, including 1noorpor?tion of v

TOP SECRET

ppecified changes and reecseipt of missing Annexes,. The
operational concept was essentlally an elaboration on that
contained in the earlier CINCLANT OFLAN 312-61 (Cuba), which
had provided for substantially similar operations bub with
lesger forcea, OPLAN 314-61 provided for simultaneous alr-
borma and amphibleus assaults sgalnst western Cuba,
concentrating on the Havana ares, and a cehcurrent ampnibious
asssult on eastern Cuba, 'The invasion was to be launchad
from a prepared readlneas poature and would take placa
approximately &ghtaen d;;garter the execubiron order vas

received.‘

I"T.lConsideraore attention was glven =¢ commznd arrange-
ments.- The provisions spesliled that the Commander, Jolnt
Task Force 122 (CJTF-J.?a). would be the tacilecal commander
restrnalble to CINCLANT for the assavlt phase of the Pnkire
operation, exerclsing cverall comrand of all forcea lnvolved.
The Commander, Second Fleet ([COM3ECONDFIT), was desigaated

te function in the role of CJTF-122 when the Joint Task
Force was activated. The respeotive Servica component lforcea
malcing up the Joint Task Foree were to b»e orgadaazed into
three 3eyvice Tash Forces under CJTF-122, In addition, tie
command provislons called for establ.oshment of a "Joint

Tasic Force Cuba" to be commanded by the Army Tasl Force
Commander (who would be CG XVIII Airborne Corps). Tne latter

cortnandsr was o axerclse operational control gver all land |

-

jgmo, ICS ¢o CIHCLANT, SM-1274-51, "Continsency Operntica
an o, 314-A1['Cuba) (S)," 3u Hovember 1951, TOP SECRET}/
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4 foroes (Army and Harine) ag soon as the airborne and emphibiocus L
asgault stage had besn successfully completed and the forces iﬁ//f/
were firmly lodged ashore; whereupon he would be the tactlcal }/.L
commander in charge of continulng ground operabions untlil the ﬁi '

invasion missicn was accomplished. As Commander Jolnt Task

Force-~Cuba, he would be directly responsible to CINCLANT

rather than CJTF-122.1 Significantly, during the actual

crisls, these command relationahips spelled ocut in aueh de-

tall in 314-61 were ahandonéﬁ.f

1&8.}&150 contalned within OPLAN 314-61 were proviglons for
dedélépment of a separate, alternative "Quick Reaction Plan"
utilizing reduced initial forces in the interasta of mini-
mizing lead-time. Thils latter plan was to be, 1n effect,
only a modification of the basic operational conecept in 314-61,

the main difference belng in phasing.

employment of airborne 23sault Foroes

cllow-on forces would then be committed es rapldly
as 1ift capablilities allowed, until eventually the seme force
atrength would be brought $o bear as in 314-51. Tais alter-
nztive quick-reacilon plan was designated CINCLANT CPLAN
316-61.2 |

145, Meanwhlle, desrite QPLAN 324-61 having been approved
by JC3, 1its predecessor, CINGLANT OPLAN 312-61, remained in
farce several months longer, Not untll 27 Marceh 1962, when
the missing Annexes of OPLAMN 314-81 were zorplated and the

various subordinate and supporting plana wers well enougﬁj

3

Jcs _2018/306, 15 November 1661, (Decision on, daced 30

ember 1961}, TOP SECRET. A/
\,11:19 -
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along in development, was OPLAN 312-61 canceled.l' The dealg-

nation "CINCLANT OPLAN 312-62" (note: "62") was later applied

te ldentify a totally dirref'e_nt contingency plan pertaining F] ’,H/

to another kind of operahion.J /jJ
150, | Plenning activity in connection with both OPLAN 314-61

and 336-61 and subordinate snd supporting plans continued

apace throughout the remainder of 1961 and into 1962, with

JCS and the Secrabary of Delense being kept apprised of the

progress being made, The quick-reaction 316 plan, in the

orlginal version as it was belng developed at the time

D'l( INTRODUCTION OF AIR-STRIKE CONTINGENCY PLANMIIG !

175‘3- [Enrl:f in January 1962 the Secretary of Dafenss exprdsgad
to 'ch; JCE stronz diasattefaction with the reaction timi2s belng
provided Tor in the conrlingency plaens for uba under develop-
ment 8o far. The speed of reacclen, te fell, var groscly
inad:quate. In view of the deficlzne, v. %he plans 1in this re-
gard, the Secretary had dezlided that what was needed .Jas fazu

application of U.3. airpower H» thereofors direchad, 1'1:-:‘.:,\

-—

rd

ation Plan (Cuba) No, 322-6) [5)," 28 March 1962,
P SECRET,

2CINCLANT Historical Account of Cuban Crisis - 2062 (U).
29 April 1963, TOP S:CRET;J

Ster CINCLAMT to JC8, Ser. Olj‘lf?l "CINCIANT Contingency

-
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hat appropriate measures be teken to acnievé a':apid-reaetion /{‘ﬂ \

air-atrike capability against Cuban military targets, listing I] b

in detail the ordar of priority for apecific kinda of targets

and the reapective reaction times (iq terms of hours) for

each from e condition of no alert. [Eggondly, he alao directed

that the 1B«day reaction time provided for in CIMCLANT OPLAN

314-61 be pared down ta four days end that the five days pro-

vided for in CINCLANT OPLAN 316-61 ba cut to two days. It

waS the former requirement for & rapid-reactlion alr-strike

capability that was the genesis of CIHCLANT OPLAN 312-62,

the air-atrike contingency pla&] 1

152 [@ JC3 conveyed the views of the Seeretary of Defense
regaraing inadequacy of reaction timas to CINCLANT, as well
as the Secrefary's directive for a rapid-reactlon alr-strike
cepabllity and f4r a reduction in reaction times of OQPLAMs
31461 and 316-63] Repeating the explicit terms of raferance
latd down by the 8scretary, they instructed CINCLANT to
prepsrs a plan providing for alr strikes sgalnot specified
categories of Cuban militery targcte in the following order

of prlority, and in accordance with the respectlve reactlion

]
Il

rcm a condition of no warning) as indicated:

TOP_SECRET -
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@ICMM was further advised that the Secretary of Defense
had atipulated that Navy and Air Force tactical alreraft,

DA

J
armed with conventional weapons only, were to be emplOYEdul, f!-)

153. 1In the same message, the JC3 informed CINCLANT of the
Secretary of Defensets desire to have the reaction times of
the two conbingency plane under development reduced drasti-
cnlly. Relaying the Secretary's directive, they lnstructed
CINCLANT to alter OPLAM 314-61 so as to provide for a four-
day reaction time and modify OPLAN 316-6)1 to two dayazrf

15&.[?0 fulfill the new plannuing requirements, CINCLANT, as
a First step, ordered the immediate activation of Joint Task
Force 122 on 27 January 1962. At the same time, he provided
his subordinate commands, and other commands directly con-
cerned (CINCSTRI?E, CG CONARC, and COMPAC)}, with the necessary
plamning guidance in accordance 4ith the terms of referotice
laild down by the Saecretary of Defense and amplified by JCS.
He inctructed the commandzca of the Alr Porce Task Force
and the laval Task Force of Join® Task Force 122 ta bz pre-
pared to conduct tactical alr strikzss against designated
targets as directed by CJTF-~-122. To this end, hz reguested
them to submit estimates of airerzft requirements to achieve
the air-strike capability deseribed by the Secretary of
Defense, as well as prenasitioning requirements therefor, on
the basls of TAC dircraflt Velrng rigsponalbie fir the area .zat
of longitude 73 % (running zpproximately through the micdle
of Cuba} ana naval aircra’t for the area eas: of it, Hs2
also raquosted specifis informatlon oa the ectimatad ccst of
such an alr-strike capabllity 2nd its effect on othar major

plans and programs.

I
Megsage JCS ta CINCLAMT, JCS 3385, Q20012%, January 1962
M SECRET. ’ ’ Lo

[E‘I.bid.
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555. Ae part of the same astion, CINCLANT also apprised his | j} /

subordinate Service component commanders of the gecond require- .,37
ment of the Secretary of Defense tranamitted by JCS,[E;mely
eutting down the reaction time of CINCLANT OPLAN 31k4-61 to
four daye and CINCLANT OPLAN 316-61 to two daya CINCLANT
informed ¥hem that in order to achieve such a readinesds
posture he was prepared to authorize certein alerting and
Prepositioning of forces, including actual sdvance deployment
of sone amphibloua and seaborne units., He accordingly in-
atructed them to revliew their recpective supporting plans
For 314-61 and 316-61 end submit specific information on the
following:

&, Estimgtes of alerting and prepositioning requirements
to attalin a Joyr-day reaction time for OPLAN 314-61 and two
days for omu 316- 61]

b. Eatimates of €fe length of time such 2 readiness
state could be maintained.

&. Estimates of ‘costs, and of the impact on other major

plans and programa, resulting from such reduction in lead-

time.f_J

1567%rom then on CINCLANT, as well as other commanders affec:icil,
was ﬁfeoccupied with the problem of trylcg to meet the quick-
reactlon criteria szt by the Secretery of Defense. Flanning
for the rapld-response, air-strilke capabllity progressed
relatively smootaly, culminating in what was eventually to be-
come CINCLANT |[OPLAN 712-62, bu%t %l attampi to revice inves.on
plans to provide {or such drastlcelly reducea lead-times as

the Jecretary had 1mposed proved another mattQE]
!

{1 Message, CINCLANT to CJTP-122, USARLANT, USAPLANT,
‘/&ﬁg}anrpm {Irfo: CIHCSTRIKE, CG CONARC, COMTAC), 29221
1962, TOP SECRET. j
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]‘ IST.Cé;HCLﬂNT neld a conference on 7-8 February 1962 with d}/ {?!
L"Ecmmanda ccneerned to discuas the Secretary of Dafense'’s re- - S
gquirements. On 24 February CINCLANT responded to the JCS
directive of 2 January containing the berms of referencs,

A8 & result of the conference, an outline for the required
gir-atrike plan had been produced, which was sabmitted as

part of CINGILANT's responae. Eu!: with regard to reducing
lead-timas in the contingency planse, ‘he expresgsed concern
qver the risks involved in any invasion plan calling for

such a short reaction time from a nonreadiness posture, with
no prior no%ice or preparationz. Therefore, he included a
1ist of requirements in detail, ineluding overflights for
vertical aerisl photugraphy and executlon of aelected por-
tions of Fhases I, II, and III of OPLAN 314-61 (alerting,
prepositioning, redeployment, and other preparatory actions).
In addition, the: forces earmariked for the air-strike plan

a;nd the invagion plan -- and thelr requirements -- were listed
by Servic:.J Hoslever, CINCLANT informed JCS of other sisnifa-
cant results of the confsrence. Fmergzing from the dellbera-
tiona was the gquestion cf whether OPLAN 316-61 was any longer
adequate to cope wlth the current estimeled strerzth aof the
Cuban armed forces end their apparent continual growth. Iv
the light of this aopraiszl, &nd in view of the pnew requlre-
menta for repld-reactlicn air-strille capabilily and fo. OPLAN
3i4~61 %o have affcur -dag reaction tlne, ta2 conference a2y
ccncluded that further dedelopment of OPLAM 316-61 mizht not

!
be neceaaa:‘y.h

153. fin anckther message ta JCS on the same day, CINCLANT was
more eXpliclt, stating that he "strongly recommends th_af

_/flmgssage, CINCLANT to JCS, 2415542, Feb. 1962, TOP sscasg")_/--
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l 316-61 be canceled." He gave a3 reasons that the forces .l://} }
“ earmarked for initial employment in 316 were considared to 5 -
be of mgrginal strength in relatlion to Cuban armed forces
capabllity, whereas readying and prepoeitlioning measures lor
314-61 would not only achieve the reaction time desired but

would also provide adequate rorceazf] {

ISQ.FIn the JC8 reply a month ldter, on 27 March 1962,
CINCLAKT was inetructed %o continue developing OPLAN 316-61
in ascordance with the latest terms of reference of the
Secretery of Defense (two-day reasction time), but silmulta-
necusly to develop modifications of 1t based on advance pre-
parednéls and on increased reaction time.z In effect, thisa
get 1n motion a new cycle of planning, amounting to two new
sets of qulck-reaction plans over and above the basic 316
plan. Consequently, there was no filnal version settled ypon,
and OPLAN 316-5), as such, never dld receive lorial JCE cp-
proval, other Shan de facto acceptance for planning Mirpoges

only.

160. ‘As a consequence of the JCS insvruction of 27 March, a
CE}o-dﬁgrreaction version of OPLAM 316 waa eventually produced
" by CINCLANT to comply with the earlier directlive of the

Secratary of Defense. Rathar than belng developed 13 a sepa-
rate formal plen, it was included as a some'hat incidental
supplerment £o the 316 p’an proper, being provided for in
Annex “G"., It was based on the asgumption that taere would
be conéiderable prior warning and, indeed, that some aof the.

forcea lnvolved wculd have even Leen prepositionsd beforchand.l

lMessase, CINCLANT to JC3, 2416042, Feb. 1962, TOP SECR:T.

(’;a:;ggsgge, JCS to CINGLANT, JCS 3806, 2721002, March 1$62, |
CRET, s

« “CINCLANT Historical Account of Cuban Crisis - 1962 (U),
- 29 April 1963, TGP SECRET.
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é Intenalve development of the planniﬁg details was apparently

not pressed by either CINCLANT or JCS3, rpr it barely evolysd
beyond the ocutline stage before belag abandoned when the‘;;P‘

day|reaction requiremant was overtakan by new terms of refersnceg.

At no time did th tuo-day;reaction plan contained in Annex
@' reach, in form or stdtua, anything approaching a complete,

approved operation plan.f

151.d£n August, the generally inoreasing Cuban military
capabiiitles, whish had been observed earlier, now hecame
more apparent and an appreclation of their tactical signifi-
cance Yo any conbemplated U.3. military action more conclusive.
Signs pointing to & considerable improvement in Cuba'!s hitherto
rudimentery alr-defense capability were particularly dis-
turbing. By early September recognition of‘the extent of the
improvement, 1n 'quality and quantiby, injected fresh impetus
inte planning, lending eapaesclially a naw poilnt and urgency Lo
the requivement for air-atriks plana, HRespoasibility far
preparing the actusl sub3tance of the alr-strike plan Lnat
had been directed by the Secretary of Defense the vreceding
Janwary fell largely upon COMPAC/CINCAFLANT, as the commander
moat directly involved in such operations., On 7 Eeptember
COMTAC formed a special ataff planning group expresaly charged
with devaloping a detalled air-striice operation plan based on
CINCLANT's concept and outline that had originated the previous
Maren, Before the monty was ouf, a rroposad operatlon plan,
nlcimamed "ROCK PILE," waa produced. CINCSTRIKE's concurresnce
had been obtalned on Ll S8eptember: and on 27 Sepiember the
Chief of Staff USAF reviewed and approved 1t, direching
COMIDAC to submit it to CINCLANT as a fully coordinated USar
Plan. The foilowing day CINCLANT, upon peing briefed on the
plan by CONTWC/CINGAFLANT, accepted it as the basis for the _j

TOP SECRET -0 -
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{:EENCLANT air-strike operation plan, and on 1 October ROCK
PILE was officially designated as CINCLANT CFLAN 312;62
(cuba).l The plan was st1ll far from completion and work
continued on it both at CINCLANT and COMTBC:.

162.{E§poughout the spring and summer of 1962, the scope of
planning activity in connection with the various contingency
operation plans under development becama all;ﬁervaaive. Pre-
occupied'in it were not only CINCLANT, who had overall respon-
sibility, but also the three Service component commanders under
LANTCOM (USARLANT, USAFLANT, CINCLANTFLT), plus CJTP-122 and
the three Service Task Forces under CJTF-122, - the JC8, the
Services, the Service commands directly affected (CONARC,
COMTAC, CINCSTRIKE), the subordinate tacticel units that were
to carry out the operation, and finally, the combat support
and logistic organizations., The complexity of all the planning
coordination that this involved was further complicated by a
changing "enemy situation.ﬁ:I

i

E. GUANTANAMO REINFORCENMENT PLAMNITHG

153, fna of the speclric immedizte preblems posel vy the
improving Cuban capabliliity was defense < the U,S, Naval Zase
at Guantanamo. There was mounting concern over the poten=-
tially inviting vulnerability of the Base in relatlon to grow-
ing Cuben ground strength, On 17 September, th2 JCS instructed
CINCLANT to prepare, in coordiration wiih CINCSTRIVE, spe-ial

plans beyond e:isting plans for prompt reinfcrcament of

1ysAF Historical Division Liaison Office, "Chronology of Alr
Force Actions During the Cuban Crisis, 14 Octoker - 30 November
1962," TOP SECRET.
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(Eggntanamc in anticipatien of an axpected attack and in the’
event of actual attack triggering implemeniaiion of OPLAY

31&/315551

164, CINCLANT rasponded on 26 September 1962 with a request
for the 5th Marine Expeditionary Brigade (one regimental
landing team, one air group, and associated amphiblous as-
sault 1ift), then assigned to CINCPAC and statloned on the
West Coaat, to be made available to LANTCOM for the required
guantanamo reinforcement. As an alternative, Af this were
not possible, he proposed using STRICOM forces {two airlifted
airborne battle groups) that were scheduled for another mis-
sion in OPLAN 314/316, CINCLANT cauticned, hodever, that
the uge of STRICOM or LANTCOM forces for such augmentatlion of
Guantenamo defenses would be at the expense of subesgquent
Cuban contingency operationa as then planned.2 On 8 Octobsr,
when JGS f{orwarded to CINGCLANT & Secretary of Defense request
for rasadiness requirements to meet Cubsn r‘nntingencxea.3
CINCLANT in hio reply the same day reiterated his requirem:ni
for the 5th MEB fcom PACON. In addifion, he requeated with-
drawal of the PHIBRON and Battalion Landing Team than de-

ployea in tha Maditerrenean.n

165 JCS queried CINCPAC, CINCEUH, and CINCHNELM [or thelr

viaws on CIUCLANT '3 request.5 CTRCPAC reluctantly agraed to

Luessage, JCS to CIMCLANT, (Tnfo CTHCSTRIKE), JUS BLUE,
ﬂ17 September 1962, 7JP SECRET,

“leuszzga, CINCLANT vo JCS, 2619222, 3eptembe- 1962, TOP 3ICAET.
3mesnage, JCS to CTNALANT, JCS 6500, 8 October 1062, TOP SUrpRT,
Message, CINCIAMNT to JCS, 081916Z, Ostober 16462, TGP SECAET.

SMessaga, JCS to CINGPAC, JOS 6625, 10Yoctobar 1962;
Message, JCS to CIMCEUR and CINCNELM, JCS 6620, 1¢ Qctober
1962, TOPF SECRET.
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make the Sth MEB available to CINCLANT, degpite the fact that
this would seriocusly dezrade certain of PACFUT's caopabllities,
but recommended agalnat any redeployment of these forces un-
£41 actually needed, CINCEUR and CINCNELM, however, both
raecomuended against withdrawal of the requested forees then
deployed in the Mediterranean, since their presence was cruclal

to executing CINCEUR and CINCNELM contingeney plana.2

1656, The JC3 took the issue under formal consideration,
generating a "JCS Creen" on 1t on 12 October. The JCS de-
clded that the 5th MER should be deployed temporarily from
the Mest Coast to the Caribbezn area but that the PHIBRON
and BLT in the Mediterranean should not be withdrawn.3 They
were in the process of so recommending to the Secretary of
Dafense vhen the whole matter was overtaken by the event of
the Cuban crisis, ltselfl, and the original planning proposal
¢alling for reinforcament of Guantanamo defenses became ¢
requirenent of immediate operational urgency. The problzam
encountered in fulfilling the requirement will be discussed

in detall elsewhere,

167. Through September, reflecting a grosing awareness of
the extent of tha Soviet-sponscred ouild-up in Cuba, there
were other reactlons affectl contingency plannirg., One
of the most derious aspects of she build-up wos the rela-
tively Aophlsticated nature of some of the ~aoporry being
Turnished Cuca, particularly G-band radar and alv and
coastal misslle-defense systems, The Chairmzn, JCS, laformed

CIHNCLANT of U.S, concern over the gravi~y af theza developmsris

“Meosage, CINCPAC to JCS, 1109202, October 1962, TGP SECRET.

Mepsage, CINCNELM to JCS, 101721Z, October 1962; Meseage,
CINCEUR to JCS, 1115102, October 1962, TOP SECRET.

3708 2304/63 {with Enclosure), 12 October 1962 (revised
15 October 1962), TOP SECAET.
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and advised him to Sake measures to insure that nis contin-
genay plans and capabilities keep pace with the changing
enemy siltuation. On 19 September, CINCLANT apprised the
Chairman of the actions he had directed to be talen in the
light of increased Cuban defenslvs capabilities, OCJTF-122,
CG XVIII Airborne Corps, Commander Amphibious Forcez Atlantle
(COMPHIBLANT ), CO Fleet Marine Forces Atlantic {CGFMPLANT ),
and Cemmander 19th Alr Force were instructed o review for
adequacy the "complete family" of plans for Cuba. They were
alse requested to conelder the possivilisy of requirements to
conduct other operations corollary to those provided f'or in
exieting plana, such as deceplion and electronic ar uncon-
ventionel warfara, which might contribute to accomplishing
their respective cambabt missions. CINCLANT reported, too, ‘
that targeting of Cuba was continuing to receive the highest

priority and was' belng kept current of latest intelligence,

‘le had, furthermora, ecalled a confarence, to be hald on

2 Oolober, of the senior commanders wno would be involved

in :lznaed cantingency operatioans, in order to dlscuss fully

the tactiocael implicationa of the new Clban developments.l

168, Concarn over hhaese tactical impllcations =7 L4e Soviet
military bulld-up in Cubs also reached the White House. The
President was especially apprehercive ghous U.3 losses ax-
pected in attac':ing SA-2 missile sitesn. On 21 September, he
requasted the Secretary of Defense to malce sure chat contin-
geacy plans lor Cuba vere kept up-ta-date 80 as to tawe lnio

sccouat "additlons to their armamenta resulting from the con-

2
e

tinuous Influx of Soviet equipment &nd techniclens. fctton

LMessage, CINCLANT to JCS (Exclusive for Chairman), 1923182,
September 1962, TOP SECREL.

2Mema, Fretident to SecDef (no subject), 21 September 1962,

TOP SECRET.
1O =;»ﬁm;mr
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on the matter was referred by the Secretary of Defense to the

JCS, snd on 1 October 1962, the Chairman, JCS, submitted & \
draft response to the Searetary based in large part on CINC- {7' T
LANT's earlier comments, the substance of which was forwarded ’ j\':_
to the President on 4 October. In it the President was ress- i
sured that the “complete family" of contingency plans for

Cuba "1g consjantly being reviewed, roviged and updated by

the Joint Chiefs of Staff, Commander-in-Chief, Atlantic and
appropriate subordlnate commandere to counter the changing

. capabilities of the Guban forcea."l

F, BLOCKADE PLANNING
éi 159.)Meanwhile, the Joint Strategic Survey Council (JSSC)

had undertaken, at JCS request, a study of the atrategic
implizztions of the Soviet bulld-up of Cuban military capa-
bility. The resqlting J8SC report, dated 19 September, con-
c¢luded that the situation had reached a point where the use
of armed force way now needed, praor to Cuozn attainment of
an offensive cepability to threaten U.S. wltel interests aad
bafore Saviet vital iatereots became involved. Tae Council
el partieularly apirzhensive about the posgsibility of a
Soviet MRBM or suomarine atomic capability beirg established
in Cuba, In the present clrcumstances and progpects, 1t saw
only two souraes of actlion for the U.S.* 1nvasion or blockade,
Although the tenor of their position was in favor of lnvasicn,
they polnted out that a blockada, il continued long enough,
would starve out Cuba and forestall further Soviet dallvery

of arms of all bypeszf_:y

Lattachment to Memo, CJCH to SecDel, C#-990-62, "Preaidential
Interest in SA-2 Missille 2ystema and Contlngency 2lanning
Por Cuba (C)," 1 Cetober 1962; Wemo, SaeDef to ¥residen:,
same subject, 4 Ocuvober 1962, TOP SECRIT,

‘/@;naou/sa, 19 Septemoer 1962, TQP SECRE_'%,'//
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Z{;}7O.¢£he JSSC report was not adopted as a formal JCS position /}‘)

paper, but ita conclusSions with respect to a blockade were ep~

parently oonveyed to CINCLANT and precipitated a freah round
of planning activity. CINCLANT OPLAN 314-61 and 316-61, as
well as plans in support of them, had contgined passing refer-
ences to a porsible bJockade of Cuba ilncidental to the tain
operations provided ror, These refereﬂces, however, hardly
conatibuted s deteiled plan for a blockade operation as such.
The*efore, on 21 September, CINCLANT issued Planning Directivae
118-62 calling for contingency planning preparations for a

blockace of Cuba.lf

}71.fThe Planning Directive's asgumptions stated, "A blockade
of Cukha could bring Cuban economy to a standsatlll in rela-
tively short time," ard would be "particularly disastrous
with respect te POL." 1Its statemeat of the mission was
"...when directed, conduct a naval end air blocitade of Cuba
In ordsr to bring shout a collapse of the Communlst cooncmy
of Cuba.” CINCSTRIKE would provide the forees, but CJIR-127
wonld exercise opera:icnal control of them.2 yithin a ronta
CJTF-122 developed fnnex "Q’ to has CJTF-122 OPLAN 314-61 and
316-61, which provided for establisiment of a sea znd alr

blocicade of Cuba as direccedta

172.!The rezultirg oloclkade plans, however, prcved Inappli-
cable during the crisis, They were predicated upsn complete
blockada, both sea and air; tae "querantine® that wes the
actual course of action aecided on was limited, selactive,
and restricted to surface shipa only, %1 a’acopriate nze olon

aal ¢2 o linprovise. laczs on the spus of the momentJ

Mesaage. CINCLAKT to CIWCLAUTFLT, CJTF-122, at al, 2121342, /

2September 1962, TOP SECRET,
L-_’/A____.._’—"

ibid

pendiX "A" to Enclosure to jC3 230469, 14 October 1902
_TOP SECRET, ‘j
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[ JAEAPPRAISALS OF CONTINGENCY ?memf/ - l/' [/ S/
173.) By the end of September, the spate of contingency /4-
aperations plens under development was beglnning to become
both confusing and unmenagesble. Their number and variety
hed growm somewhat unsystematically, with no assurance of
comprehensiveness, Moreover, circumatances and objectives
had changed from the relatively simple, clear-ocut purposes
that had inltially motivated the contingency planning. On

1 October, at a meeting of the Secretary of Defense with the
JCS, the guestion was ralsed as to the kinds of contlingencles
under which military operations against Cuba might be neces-
sary, Some explicit political terms of reference regarding
goalas and obJectives, the JG3 falt, were desirable as & gulde

to what military planning should address 1“591f1f

17H {:?ie following day, Octooer 2, the Secratary of Defense
responded with a memorandum to the Chairman, JCS. He stvaved
that U.S. notisnal esjsetivas ln any ccntlivrarsy i-alvivyg
miiitary action azgainst Cuba would be either:
a. "The removel of the threat to U.5. security of Soviet
weapon systems in Cuba," or
b. "Removal of the Castro regime and supplanting 1t

w

with a new Cuban regime acceptable to the U.S,

175.!E§;ceding that the gecond objective was’the more diffi-
cult, he painted out that it might nevertneless “e necessary
if the first were to be =acured perqnanently. The Secretary

then descriped the gamut of likely circumstanceg undecs vhlch

military action might oe required and towara vhich mllitéza_

Wu/eh, 3 Octover 1562, TOP SECRET j/c/
L— o]
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[Ij??anninz should be oriented, ldentifying tile following 113t ,dJL
757 aix categoriea of contingencies:

a. Soviet action against Western rights in Berlin uhers
Wostern countérmeasures would include a blockade of Cuba.

b. Evidence of Cocmmunist Bloo positioning of offensive
weapon aystems in Cuba.

o. Attack against the U.S. Naval Base at Guantanamo, Or
againnt U.S, planes or shipping outside Cuban territorial
watare or alrspace.

d. A "substantial popular uprising" in Cuba against
the Castro regime in which U,3. ald 1s requeated by
Insurgent leaders.

€. Cuban armed aeslatance to subveralon in other
parts of the Westerm Hemlsphere,

£. A Presfdential decision that the Cuban situation
has "reached a goint _inconsistent with continuing U.S.

natlional sscuricy,’

| He requested JCS views on the appropriateness ani completenzss
1

! of this 1list,

175, In the same memorandum the Secretary of Defense also
aslced the JC3 to praovide ansuers to the folioiing:

a. The milltar; operational plans considerad suitable
far each caontingencey lisced above,

b. The preparatery actlons that should be talcen now
and progresasively in the future to Lmprove U.3, readiness
to execute these plans.

¢. the impact of U,5, actions tzken in Cuba on U.S.
force and logistlc capabllibies for meeting contingencles
in other ageaa of the vorld, i1.e,, Berlin, Southeast

Asla, ete.

/k@mfsecner to CJCS, no subyect, 2 October 1962, TOP SECH.ET/.‘J_/
bid.
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é—:iT?i_?o help develop answera %o tne questlon regardin;_im- 13")f
proving readiness posture, the JCS called a oonference or. /P')

operations and logistie planners of CINCLANT, CINCSTRIKE,

and the Service Chiefs, who met in the Pentagen on 10 October.

In the course of the dilscusslons, the conference considered,

begides readiness ‘posture itself, most of the other points

raised by the Secretary of Derense.l The views expressed

and the consensue reached were taken into account in the

e

staffing of the JCS responde to the Secretary.

M’fikibéHNED U.S., MILITARY CONTIMOGENCY POSTURE ON THE EVE OF .
HE CRLS

ITB.IIn the proceas of preparing ﬁ rasponss to the 2 Octgber
memorandum of the Secretary of Defense, the JC8 produced a
consolidated coumpendium swmmarizing the general planned U.8.
military posture for dealing with a Cuban contingency as that
poature was on the eve of the crigis. The baslec JCS paner,
gtaffed by J-3, w23 dated 14 October and received tentative
JCS approval on 15 October, There wvas no final aporoval in
the form of a "red band" decision-on, nor was the draft memo-
randum centalned in 1%8 enclusure forwardad, inasmuch as by
this time the entire matter was being overtaken by events.2
Its gubstance, hovever, was converyed Informally to the
Secrevery of Defense 1n varlous conferences, oriefings, a2nd
consultatlions immediately attending the lirst reectlons to

the crisiSJ

179.ﬂE;rst of all, cn tie recommendatzon of CIMCLANT, a
seventh contlngency »sas added to tne six listed by the

Secretary of Dafense, namely, "Ralds on the Uniced Statégz“

- Inoinerpur Hlscorical Accourt of Cuban Crisis, 1962 (U),"
28 Til 1902, TOP SECRET.
JCS 2304/65, 14 October 1962 (M/H, 15 Octobar 1962), TOP SEE;;;?iT"f‘—
—- -
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[:E;;en each of the three baslc contingency plans vas deaqribed,]})./}',;
along with their individual functionsl characteristics and __- }T§

L

limitations, and the interrelabtlonshlp between them explained.ll

180 .{EELAN 312-62, the air-strilte plan, could be conducted
alone or serve as an opening atep to be followed by execu-
tion of OPLAN 314-61 or 316-61, but in the JCS view, if a
contingency were serious encugh to require implementation
of the 312 plan, 1% would glso requlre initiation of the
314/316 invasion plane. The planned force commitment pro-
vided for in OPLAN 312-62 waa:

)
\’)i;95”5504/69, 14 Qetober 1962 (N/H, 15 Octaober 1662}, TOP SEOREQ,:%—"'—

1o i«:rmw
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iél. Thl§ would meke aiajlable for Sperational employment a ’ !
“'cotal‘ag approximately[}?&]naval and Alr Force alrcraft within . -f
[EP hour;]or an order to execute the plan. OPLAN 312-62, the
Jes felt, could be conducted with minlmal losses, based on
the eatimated snsmy capability for the next 6 months, It
would accomplish the first national objective stated by the
Segretary of Defenss: to remove a military threat to U.S.
sacurity posed by Soviet offensive wespon systems in Cubél {

182.}Separataly alloeated under the provisions of Guantanamoe
reinfﬂ;cement plans wastgkélﬁarine Battalion Landing Team
(BLT) from the Caribbean amphibious squadron (CARIB PHIERON)
and Ena Marlne Battalion to be alrlifted from CONUS. !

183, @;LA.N 314-61 and 316-61 were next outlined, with the
reacéiZn time of the formar indicated as being 18 days and
that of the 1at¥er as 5 days. There was no mention of the
4~day and 2-day reaction times that the Secretvary had de-
wanded earlier. Either of thasae plans would also aceompliish,
be' Ldes the first national objective above, thz second one
of removing the {astro rezime and supplantling it with a new
Cuban govermment accaptable to the U.S. The magnicude and
phasing of the forcs commitment provided for in 314-61 uas
considerad adequate to lend high sssurance of success againsi
the present Cnosn capabliity, buu 3i6-€1, although pravidiry
ultimately for the same magnituds of forece cermitment, in-
volved risks ccncomitart wiss tha slower incremental phesing

—
and build-up of forces in c:uba,‘
- y

134 j_he planned force commitment srovided for in 31L/316-61
conatituted the "overwhelming force" rsguired by the Fresident's
arlzinal terma of reflerance laid down in April 1961, In

" addition to including el! of OPLAN 312-62 and Guantanamo
augmensation foreces listed above, 1t was to be composed

of the I'ollowing:::] ;

¥
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i35 _Bowe preparatory messures, il was poilnted out, had been
telien by thae Services tolimprové readiness posture., Among
these were prepositioning of POL, ammunitlon, and other ex-
pendables by the Navy and Air Forece at bases in southeastern
U.S., preloading of supplies in amphiblous shipoing by the
Navy and Marine Corps, and positlonlng of accompanylng supplles
and equlpment for Army assault forces Qt or near home stations
by the Army. Constraints upon Jurther raductlon of reaction
tima, the JCS pointed oun, 'ere pramarily those imp2azd by
budgeting conalderations. Slgnli:cant reductions 1n reaction
time could oe effected by taltirg ecertalin other orepraratony
meagures %o improve readlaess, 1f a raise in hudget cellings
permitted., These were. prepositioning of units with thelr
equipment and supplics, constrction of sciging fa-~ilitiler,
requisitioning & large number of merchant ships, and mobili-

2
zaktion of Air Force Reserve YUnlts. i!
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Z::?aﬁ.églnelly, in response ta the Secretary's request for
JCS vlewa on the effects elsewnhere of V.3, military action
agalnst Cuba, the JC3 paper had concluded that the follouing
military consequences could be expacted:

8. If the G.3, imposed a blockade on Cuba, 1t would have
little direct military'effect on U.S, posture in Berlin
or Southeaat Asia, bubt would have major international
political ramifications, "as it constitutes an act of
var,”" and would thus result in inereased DEFCON status
of U.8. forces worldwide,

b. If OPLAN 312-62 vere executed, it too would not
affect U,8. military posture in Berlin or Southeast Asia
(cther than increasing DEFCON sbtatus}, but thers would
be serious political repercussions, Soviet reaction fo
vhich could not be foreseen,

e. If OPLAH 314-61 or 316-81 were executed, the JOS
aasessment of the milltary effect was:

{1) Adequate airiifiy to Burope end Svutheast Asla
tiould not be available for an estimated 8 days,
beginning with D=5,

{2) Airlirt within EUCOM, PACOM, and CARIBCOM would
be "severely restricted” 1f C-130 aircraft were uith-
drawn to CONUS, as presently enviaaged, instead of
¢alling up Air Foxcz Reserve 0-1109 alreraft,

(3) Tharty percent ¢ cargo shipplng and seventy
percent of pasaenger thlop ag in sbe khilancle
presently under U.S. control would be required for
2 reriod cof 30 darys.

(4) Farce augmencstion plans for EUCCH and PACON
covld not te fully caaried out unbtil terminecicn of

major comba® oporations In Cuka.

) ppenclx ‘A" vo Lacloauce to JC3 2304/87, 14 Qecsoser 1,0 "
"oP :scm-:'n.‘]
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gotably, the JC3 paper was dated 14 October 1962, In 1t thera %
vas no indlcation that U.3, military action addressed to Cuba

TOP_STCRET

might be axpected to ralse central atrateglc issues with the
USSR ae one of the principals,

187.{0f the thres beslc contingency plans dgscribed zbove,
only OPLAN 314:61 had been approved; the other two, 316~-61
and 312:62. were 8till incomplete, either undergoing revisfon
or being developed in several tentative versions, There was
alse the CJTF-122 contingency plan for esa and air blockade
of Cuba., Bastded these contingency plans, other existing
plans that later proved to have intimate operabional relevance
to the crisis were the standing general war plans, such as
those of CONAD for the defenze of the U.5, mainland and the
SIOP:]

188./Eh13 then represanted a swmsation of the plannad U,S8,
milibér; posture to maset a Cuban contingency as of 15 October
1962, Lefore events had yet ravealed the nature of the con-
tinseney or national decision maiters determined what response
vas in order. Preparation of the posture had been under way
over 8 perlod of a year and a hal{ and was still evolving.
Embodied in the complex of plans that gave btae posture its
form were, inevitably, certain assumptions, commitments, and
expectations, central to which was the znilelipacion of a

military erisis calling for a forthright military solution./

189.]T£e coming crisis indeed proved Lo be essentially a
militéry one :: vital nablonal security interests were
threabened. Houever, the means dirgctly employed to
articulate the military {ssues, to achleve the m’litary
objactives and ultlmately to resolve the military criais
were manifestly political-diplomatic measures, The :J
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I:;ble of military actlon itselfl was always imminent but re- 13
mained latent, and the task of maintaining the required deli-

¢ate balance betuveen the two devolved largely upon sontingency

planning::J

I.;3UMMARY OBSERVATIONS

190, The precrisis contingency planning had begun, some 18
manths before the crisis, with a crisply defined, single focus,
It had been expressly inltlated as a reaction to a specific
event -~ the ignominious Bay of Pigs flasco. The origlnal
purpose was to devise a straightforverd military operation
plan to accomplish the explicit mllitary objective of invading
and subduing Cuba by U.S. forces. Gradually, as technical
military considerations and policy desiderata injected
qualifying ramifications, the planning became more compli-
cated, The trend toward complexity inoreased with time and
the original sharp focus prozressively zave way to a multiple-
perspective approach, Naw planning requirements tended sc

be cumulative.

191.[; major bifurcation in tne plannaing had occurred a year
befaores the crisls., It wae the result of digsatisiezction at
the national deoision-making level with the speed of reaction
belng provided for to implement the invasion plan. Az a
conaequence, @ventually “sur categories of invaslop planning,
each orlented tc 1ts reapective reaction time, ware simul-
taneously undzrway. Two eryatallized into sepzrate, ¢.:-
tinct ipnvasion operation plans: OPLAN 314-61, based on i4-
dar lesd bime; and NPLAN 316-A2, a quick-rsachtion version
based on S5-day lead time. The other two catezories, nowsver,
were not formally abandoned, but all four were activaely being

pursued with greater or lesser emphasis ir parallel when the

crilais caT551
‘.Jl
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[_;SquThe second, and more importent, bvifurcation in %he con- /? /,

tingenoy planning occurred six months before the c¢risis as a

TOP SECLE

rasult of the in%roduction of a new planning requirement for
a different kind of contingency operation., It too reflected
dissatligfaction on the natlional decislon~makting level with
the best reactlon times 'that military invasion planning hed
bean able to achleve, In order to bring military force to
bear more rapidly than in the form of invasion, planning was
undertalken for large-scale ailr-strike operations against Cuba,
The aip-atrike contingency plan, designated QPLAN M12-61, was
independens of the 314/316 plans and could be excouted either
alone or be followed by implementation of the invaslon plaﬁE} ?
|
)

193.31n addition h?'the several verslons of conbtingency
plans proper, a congeries of anclllary, subsidiary, and sup-
porting plans, keyed to each operational course of action con-
templated, was also undertaken to carry the planning to the
necesgrary depth of de?ail.

-

19“.[pominating pracrisis contingency prezparaticns, and
largely determining the character of the military plans
produced, were the national assumptions regarding the nature

and conuext of the expectad conbingency.

195.l?he entire complex of coatingeney plang kad veen pre-
dicated upon a simplifled mod2l of a claseic cont.ngency
siltuation. It presumed a localized off-ghore incident 1in
which “pcli;;—action" meztures would be brought to ocear
agailnat a malefactor, in order to eliminate the source of
provocatlan and ressors oraer to the Caribgean communizy.
Specifieally, in thls case, the only protagonists actlvely
engaged would be the U.3. and Cuba, with the affacted mili-

tary arens oontalrang >tszlf to Cuban territcry, and the I

-
e |
A Y

]
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Jigbtendant military action confined to conventional operatlons /1-},
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in a limited-war context. It furbther presupposed the tacti- A
eal initiative to be a U.S. prerogative, Since the motlvation
was ta be essentially preemptive, the exact timing, scale,
and type of militery action taken would be optional at the
dlscretion of the U.S.!

\

IQE.jNot untll the very eve of the erisls was the posesibility
ralsed, in explicit terms, that the nature and circumstances
of a Cuban contingency could be quite different from what had
been assumed, Less than two weeks before the crisis, the
Seoretary of Defense had apprised the JCS that vital U.8.
interests might indeed be involved, when he advised that one
of the natlconal objectives might be "the removal of the
threat to U.S. security of Soviet weapon eystems in Cuba."
This did not, hoyever, bring sbovt a fundamental reappralsal
of planning requirementa. The preparation of the JC8 response,
etaffing of uhlch was completed on the day of the reconnals-
sance'photograﬁhs that precipitated the crisis, gave no par-
tlcular emphasis to %1ie strriszic impilcavions of such a
natlonal objective, Certalnly the exilataing contingency plans
themselves were not materlzily affected, Lccal operations
addressed to Cuba were stlll viswed as comprehending the
main military aspects of a Cuban contingency, with the Soviet

factor peripheral or incidentaIJ

-l

—

197, ﬁ.salient characteristic of all thils plilanning act.vit;
was the generative source of impetus that set 1n moticn most
of the significant plerrning deyvelopments. The orime-mover
force that initlated planning actions or subsequently re-
directed thelr c¢ourse was ocutside the military establishment.
Every basic plan and alternate varsion of it came into being
directly in response to 2 specific requirement expressly laid

on by the President or the Secretary of Dsfense,

-

) n;:nﬁfmm;-]r
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"I§B.(é_concom1tanb characteristic was that almost no sub- . Fl,‘)
stantive planning waa done within the Organization of the A
Joint Chlefs of Staff, Typlcally, the bulk of the actual
plamning was performed at the LANTCOM leval or below. ﬁhe

4

JCS relayed requirements and inatruections received from the
Secretary of Defense to CINGLANT, who in turn usually referred
them to hia hppropriabe Service component commander concerned.
Since the Army and Air Force component commands of LANTCOU

had not bveen mctivated and staffed as suoh, responsibility

for conducting the planning devolved upon them in their cther
cormand capacities, namely as COUSCOMARC and COMTAC respectively,
As Servies commands, they coordinated their planning with thelir
Service chiefs as much as with CINCLANT. In praotice, thus,

the JC3, and to some extent CINCLANT as well, had a largely
rassive, intermediary rcle as agenta between the planning
principals vho originated and responded to planning requirementc.
The participation of the JCUS was essentially post facto and
confined to elther delegaticn of plerning teaks or ausnorizatisn

of tha way the planning tasks wevre fulfilleQ;/

-iQQ.tUp to the time of the crisls, the status of individuzl
elements comprising the complex of contingency plana was not
uniform. The basic tlans, alternate versions of them, and
thelr organlc components were in various stagzs of develop-
ment, Some had been completed end formally adopted; others
were pending, asalting review and aprroval: and stlll others
were only outlines of p.ans, or even mere proposed concephts
that had yet to be acsterted. Most were in the formative
stage of being dratted., A few had hozdly gotben ceyond the
articulation of a planning requirement, then were not heard
of again. Among these different planning elements, there
sometimes wes inconsistency, and occasionalliy contradiction.

In the complex as a whole, there was no little ambiguity, ?
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) 200./A corollary of the above cheracteristics, ag demonstrated

“m the precrisis experience, was that the structure and func-

-,

tloning of military contingency planning was unaystems_tti.c.

Its proceasea, rather than consistently following regular
patterns of dependent interscotions, were variable and unpre-
dietabls, with the key detarminants impingeing at random from
outalde, In short, there was ne contingency planning syst:em.'—ﬂ

—)
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III, THE U,.8. BASIC DECISION

201, The forwulation of U.3. pollcy in response to the Sovlet
atratagem in Cuba was a unique process, marked both by in-
formality and effectiveneas, It was completely within the
White House purview, with the President taking part in every
atep of the procees from which the pollcy finally ¢merged.
Thils Executive decision-making process was almost textbook

in its quality, and accordingly, the events of bthe critical
week have received a phenomenal'degree of public attention.
While no actual white Housa records have besn made avallable,
elther to the public or to this study, enough information has

become public for an accurate picture to be drawn.

A, BACKGROUWND COMSIDERATIONS ) ‘H_‘a
202 e U.S, had been generally a«are of a Soviet-spondored Q
mii ary bullddp oscurring in Cuba for some time before the
‘erysis. During the summer and fall of 1962, Cuban contingency,)’!‘;
I plannirg and irntellipence operetlons coverlng the military / f+ '
bulldup vroceeded on paragllel put eséentially dlatinct pacns.
¥lthout doubt, the results of the latter infiuenced the former,
the growth of Cuban capabllity, for example, obviously bore
a direct relationship to contemplated U,§. force requirements
in the plans., The plans were based upon a U.5.-Cuapan clash
but the intelligence operstions saowed a cortinuling and in-
creaslng Soviet involvement, T3 fact chargad the persps:e
tive of U.8. milltary acktion againet Cuba, since it brought

into the picture new and ineslculable factors of significance

Zeing far beyond the caribbea?ﬁ}’
/

203. Howaver, there had been 'a marited disinclination So be-
lleve the Soviets would be 80 rash as to base offensive nuclear
weapons in Cuba. Indeed, regular classified intelligence
sources that are normally eirculated did not report a?f;]'

£ }(@ S
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Z:gbdications to this effaet, or even aeriouuiy entertained the /??L
—hoesibility in their interpretation of Cuban military develop- ' f’b
menta.l Cn the contrary, the Special Mational Intelligence
Estimate (SHIE)} of 19 September 1962, which expressly addrespsed
itself to the military bulildup in Cuba, was actually mislsading.

The burden of the conclusiona contained in the Estimate ware that
the USSR's interest in Cuba was "primarily for the political
advantages," that the military buildup was for purposes of Cuban
dafenas, and that the Soviets were unlikely to introduoe stra-
tegle offensive weapons systema into Cuba -~ especlally dis-
eountad was thelprobability of Soviet deployment of nuclear-
armed misailea.2 Undoubtedly as the orisie approached there were
other, tenuous indications received which, because of their
sensltivity, were extremely closely held and not reported in the
alroulated intelligence puvlications; but apparently these did
not materially dlter U,.§., axpectations, certainly not enough to

trigzer a fundamsutal reappraisal in time.\

QOM.KU:S. policy posture thus vas pointedly orieénted awey
rrcmlé contingency such as would be poazd by introduction of
Soviet astrategic missliles into Cuba. Consequensly, whea the
evant was suddenly recogniced as having alresdy occurred, 1t
came a§ 2 surprlse and & responge had La be cenzrited 9a an
ad hoe basis., A cholee had to be made betueen the direct pur-
ault of the courses of acktion embodied in the contingency
plans and some cother less Cinal coursz which tuoi lnto accouns
the 3oviet presence in Cuba. Nevertheless, during the period
of decision, from October 15 to October 22, sters were simul-

taneously put into effect to prepare to carry out the contingencyl

IBaaed on & systematle analysis of tha pertinent #IEs and SNTDs '

l isBued in the asix months prier to the erisis, all the CIa
; Lurrant Intellizence Weekly Summerties for the perfad September-
. October 19632, and ail DIg Enteili ence Bulletins for the month
2precedins the Presidant’s speech iall §ECHETJ.
SNIE 85-3-62, "The Military Buildup in Cuba," 19 Sep 62, SECRET.

—— ——
rd

o
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FL;lana in the event the ad hoc plan failed to accomplish its

s

purpase. Although intelligence infaormation on the Soviet -

'L‘.//lr:j:

bulldup had begun to increase maricedly in early summer, 1t was
not until October 1 that reutine peripheral photo reconnalssance
misslons around Cuoa Jfere begun, In addition, high-altitude
U-2 flighte over Cuba were also floumn, and it was by th{g \
covert means that the offensive threat was diacoverad.x;! j
—
B,f TE DECISION-MAKTING PROCESS

; 205. The U-2 photographs taken on Qctober 14 were not avail--‘l
;rable until late on the 15th, although CIA offioiale and others
in the intelligence communlity had apparently baen alerted to the
tentative nature of the findings by about noeon of that day. ]
&Qformation vas relayed to the JCS and White House ataff and to a
emall group of top officials of DD and the State Department, but
the Pregident himselfl wae not informed until 09002 on the 16th3.

206, Ordering inereased survelllance of the wnole island,
the President organized a 5roup.of key advisors who would
finally be the ones %o thraz4 out a U.S, cesponse. Tae body
of advisers was eventually narrowed £o a group cf eizht Wwho

later uere conatitubed into an Ezecuvive Comnltcee af thae NSC

1CINCLAHW Historical Account of the Cutan Crisis, 1962, TOP

SECRET,

Geograpnical discrepancles in time have been reconciled on
the basis of greatest sziznifiecance from the Joint 85arr-MHCs
polnt of view., All times given in the taxi, except where in-
dicatsd otheriise, have been converted to a comman equivalenti
corresponding to tne prevalling local time in ‘lasiiingten,
whereas time refarences in footnote citatlons ratain the
original (Oreenwich Mean Time constant designated in terms

of Z time. PRecause of '.ayliznt saving time" belng in ef-
fect durinz part of tne erilsis period, two time ¢iffersntials
betiueen local Wasalngcon time and 2 time must be taken iuto
account: Eastern Daylight Saving Time, l.e,, 2-time, /nicn
terminated at ud0UZ, 25 Uctober 1Y62, 18 Z-vime mihua four
hours; Eastern Standard Time, l.e,, R-time, to rhich loecal
Washington bime reverted as of 06GCZ that date, is Z-time
minus five hours,

3cnronology of the Cubzn Coisis, october 15-28, 1962, Official
publication (no datz or uources based on information provided
by the Walte House ?.s8s 0ffice, DoD Cffice of Public Affairs,
and the State Department Bureau of Public Affaira,

2
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but these constantly drew on the counsel and support of a
wider group. The sole military member of this commitcee was
the Chairman of the JCS. In %otal numbers, those who were

informed of the oritical sitvuation were very rew.l

207, The key element in the situation appeared to be the
urgent nature of the clandestine Soviet move. The decision
to statlon Soviet atrategic forces outside the Soviet Union
for the first time was a dellibersgtely provocative gesture,
an atiempt to overturn swiftly and by surprise the existing
nuelear status quo. It was felt that the Soviet move was
undoubtedly tled to larger objectives than Cuba per se. It
was all too clear that a sudden dramatic Soviet revelation
of an operational oépability in Cuba,‘coupled with a renewed
effort to change the Berlin situation, would pubt the U.3. at
a2 grave dilsadvantage. Arrant defilance of America with im-
punity would seriously underaine confidence in the U.S.
among friends and f4llies, while the missiles thamselves would
go far toward redresslng the strategic equatlon in favor of '

the Soviets.

2cfl. The extremely sinister natures of the Soviet move uas
highlighted by the delinerate deception practiced by irhe
U3SR. Om Septem.ar 11, %he Sovieta puplicly stated that

the ermaments sent to Cuba were defensive only and that there
was no need for the USSR to base Lts crfensive forces
owerseaa.a Azaln, duriag the eritical week of decision
making itself, Soviet Poreign Mlaiscer Gromyko personally
asgured the President. during their meeting on Oc-ober 19,

that Soviet assistance to Cuba “pursued solely the purnose

lChronology’ of the Cuban Crisls, op. cibt., page 2.
New York Times, Septamber 12, 1962,
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of contributing to the defense cagpapilitias aof Cuba.
sald he had been expliedtly instructed to make this clear
once agalh, that the tralning by Soviet apecialists of Cubpan
nationals in handling defensive weapons was “by no means
offengive” and that "the Soviet Government would never bes-

coma involved in rendering such assistance. ">

209, Some confuslon over objectives becams evidant at the
first meeting of the Executive Committese, Some members
thought the prime alm should be ko get rid of the offensive
weapons; others consldered it necessary to remove the Castro

regime.

210, The courses of action cpen to the President ran the
gamut from pasalve acceptances of the Saviat coup to invasion
of Cuba without warning, Intermediate steps possible in-~
oluded, in ascending order of forcefulness, a major effort
of protest through tha U.W., a blockade coupled with a de-
mand for bhe removal of the offenrsive weapons, acd 3 surprise
8!y, atrike againet these weapons. Combinetlons were possible,
such es an ultimacum to be followed by invasion, or an air
strike to destroy the offenaive weapons accompanied ty a

blockade to prevent the introauetion of further weapons.

211, Passive acceptaice of the 3oviet move cr an eoually!
useless proteat vere Jromptiy discarded as courses of actilcn,
and discussion during the week concantrated on positive ac-

tiona of greacar or lessar ,iolance,

ltne Soviets were indulging in semantic chicanery in thear
use of ths terms 'defenaive” and "offansive,” For purposes
of propaganda, tney could claim che offensive weapnna were
there only aa pzrt of the defense ol Cuva.

auew York Times, October 23, 1962,
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212, surprise invasion was soon ruled out for two reasons.
In the first place, the effeot might be so startling as to
Provoke the Soviets into an almost automatls reflex counter-
move 1ln which lay the grave possivilliy of escalation to
general war. Secondly, there was the problem of timing. It
was apperent that a decision would have to be reached and a
oourss of action implemented within a few days, since the
Soviet missiles would very soon oe fully operational, If
this occourred befors the 1.8, action had been lsunched, our
move would become a countermove, all the advantages of catching
the Soviets by surprise would be lost, and the Soviets would
be compelled to more strongly defend their position in Cuba,
especlally if its presence had previously been announced to
the world, In vies of the langth of time necessary to pre-
pare an invasiorn and the scale of the operations involved,
surprise would almost certalnly de lost. PFurthermore, the
moral factor counted heavily against both forms of surprise

attack.

213. By Thursday, October 19, dlscussions in the Executive
Committee began Yo center on the use of & naval blockade.
The dlsadvantagsa of this alternative were perhaps more
glaring than its advantages. It would not »nar se dismantle

the missile bases and remove the weapons; unfavordole repec-
eusslons ameng maritime nations, especlally uithln HATD, mighs e
severa; 1t mlght be nacessarry to slnk Soviet ships if the
Soviets chose to challenge the blockade, the natural Soviet
riposte appcared to be & countervlocitade of Zerlin, with all

the potentlialities in thls; finally, a blocksde might not
take iwmediate effect, and by prolonging the crisis, could permit
the Soviets more time to counteract, Furthermore, the longer
the erisis lasted, the more likely would 1t become that =

claah yith Soviet ships or paraonnel would ocour.

214, The most atiractive leature of the blackade, on the

other hang, lay in the fast that it was not irrevocatle.

- 85 .




conm(mb

Coupled with a stern waraing, and accompanied by cbvious pre-
parations for direct miiitary; avcion agalnst the ;sland,
blockade would still leave the Soviets the possiblility of
withdrawal without leaving a record of American, Cuban, and
Russian dead. The restrained nature of the U.3. response,
onca the full extent of the 3oviet duplicity was revealed

to the world, would be more likely to gain tha palitical
support we wished to use gs pressure against the Soviets.

The door wes left open for peaceful solutiocn,

215, To be sure, 1f the blockade weres %o fail in its purpose,
the Sovlets would have time fo develop a countermove somewhere,
as well as Lo get their missiles operational. However, the
U.8, would alsc have time to marshal its forces for invasion,
We would then be In a position to ralse progreasivaly the
degree of pressure at will, without having initially thrown

our whole hand dovmn on the table,

216, The choloe thus was beiween the competing demards of

measured restoaant and time.

C. THE COURSE OF ACTION ADOXED

217. By Saturday, October 20, & consensus of the Esecutive
Committee had been reached; and that afterncon, after a de-
talled intellizence briefing which illustrated the ravpidly
advanclng state of worl: at each miseile site, the President
tentatively declded that the U §. course of action vould e
a blockade. Ultimately called a quzrantine, it would bs
coupled with a warning to the Soviet Union and a damard for
removal of the offensive weapona. The U.S. case would simul-
banecusly be vaken vo the U.M, Secuyriiy Councii. The Presidearn
would announce the U.S. poliey in an acdress to the American
people during tha evening of the 22nd, The gquarantine would
be institutea as quickly as possiole, taking into account
the need to notlify Alliles and to permit necessary military

preparationa.l

‘pew York Times, Hovember 6, 1062,
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218, In the event of a security breach, the possiblliiy

ramalned of' acting socner.

219. In the weantime preparations for the executisn of
contingenay plens for Cuba would conbinue. Forcas would
be gathered, prepositioned and readied, but no "executa'

date would be 3et for assault.

220. Arrvangements, to be described in detall elsewhere in
this study, wera made to inform and coordinate with allied
states, especlally Iln NATQ and in Labtin America, Juat prior

to or slmiltenwausly with the Presldsnt's address.

221, The Prevident's statement at 1900, October 22,
degeribted the nature of tha Saviet move, ctha U.S, determina-
tion to block 4%, and a program of acticn designed to that
end. The seven'poinbs encompassed were:

&. imposit.on of a Quarantine on Cuba to halt the
further introcduction of offeneive equipment, the qaaran-
tine to be extended to other types of cargo and carrie-a
if needed.

b. Increased close survelllance of Cuba.

0. The regarding of any nuclear misslle launched from
Cuba agalinst any natlon in the weatern Hemlsphere na on
attack by the Soviet Unlon on the United Ssabes, reguiring
a full robellatory response upon tre Sovizt Luloen,

4. Evacuation of dependents [rom Cuantanawso and
rainforcement of the osase.

€. Taé calling of an lmmed:ate meeting of the 043 So
congider the threat,

L. The calling of an emergency meetving of the Security
Counell of the U,;i. and the presentation of a resolution
demanding the promnt dismantling and withdrawal o all
offensive weapons in Cuba undar U.ll. supervision before

the quarantine would bz lifged,
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£« A personal call uron Prerder Fhrushehav to halt
and elininate the threat to the peace involved in the
1

Rugaian moves,

222, A copy of the President's address and z personal
letter to Premlier Khrushchev were sent to Mosoow for
delivery by the U.S. Ambapsador just at the tims the Fresi-
dent was to spealk. In Washington the Soviet arbagsador had
been summoned to the Secretary of State’s office at 1800
hours on the 22nd where he met with the Secoretary and a group
of senlior offlelals for half an hour, at shich time he also
was glven a copy of the statement the President was about to

make,

223. Shortly after the President's address to the natlon

on Qalober 22, the 8tate Denartment sent to all Embassies

and Posto en amplification for use in derling with local
goveraments. I skelashed oouw the rationsle bBehind tne aeven-
polnt program, attenptling to antileipabe rsactions to 1%,

and pooviding ammunition to m2et those reactiona.

224, The message emphacized that for discussiona with
forelgn governments the restrained nature of the U.5, program
ghould be stressed. Minimum lorce would be used to aceom-
plish vhe U.S. objactive lIn the quarantlae 1n order o
provide maximum opportunity bo gut a peacefal setilement,

The Preaildent's [inal remarks were meant to indzcais that
the U.S5. waa receptive to proposals fo- & high-lavel neabing

uith the Soviets,

226, The objeccive of thz 1.3, was tc obtair diemantlement

of the offensive facilities, This would be sought in &

1Neu York Times, Qctobes 23, 1562,
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regolution to the U.N. Secumty Counecll. If the Soviets
vetoed this resolution and did nat begin to remové tae
weapons, che iasue would be taken toc the Qeneral Assembly,
In the meantime the operational portions of the President!s

program would be pursued.

226, The 0AS Councll would be asked on the morming of
October 23 to constitute itself into a conaultative
copmittee under the Rio Treaty, and the U,8, would then
present 1t with a resolution embodying the President's seven
points for approval. It was expected that majority support
would oe obtained, However, the massage stressed that the
U,3, lcoked upon the action as a use of force to meet a
threat to the peace and that the legal baszis for the quaran-
tine did not depend upon OAS approval, buf rather on the
inherent right of-self-defense. The U.S, did not regard
the quarantine as an act of «av, and the message cited
Article 2(3) of the U.N, Charter as authorizing the QAS to
consider the threat to the peace posed by the Soviel mili-
tary ocmpabllity in Cuba. The U,S. consilderad the quarantine

as a sanction appropriate within the 0AS framewcil.

227. The meegage diatingulshed befween a gquarantine and a
bloeckade, polnting ocut thas while the former does have some
elements of the latter, the latter 1s usually assoclated
vita tne condoct of war. In thls casa, Lha quarantlne uas

to be applied for purely defensive reasona.

228, The message reassured U,S, representatives that the
U.S, was prepared for repercussions anywhere in tne world.
In regard to Berlln, it was noted especzially that thers were
avallable comprehereive contingeney plans ready for

implementation.
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229. To questione rega.sding an alleged parallelism betwaen
Cuba and the arrangenants the U,S, has uncer NATO for posi-
tioning IRDM'-.in I%aly and Turkzy, U.S. repreaentatives
were to draw a sharp distinction, pointing out that the
mizgiles in Italy and Tuikey bad been installed as a result
of the decision of tha NATO Council at the Dacewber 1557
meeting of the Heads of Covernment in Paria. The actlon was
publicly announced and was talten in recponse to repeated
Soviet threats that they had medium- and intermediate-range

misalles and were ready to use them,

230, Partlially to meet any cbjections to the unilateral
charaoter of the U.5, mova, the measage emphasized that all
Allied Governments had beesn advised end informed oceforehand.
This warning had been supplemented by comprehensive briefings
Juct prior to the Fresident’s spesch for all NATO, CAS,
SEATO, ang CEITO mievlon chiefa here, as wall as far po.tifal

miszslona,

231, Thas, then, vas Ghe pilizy odoptad by tne United Sezteo,
It now remainad both to asait the Soviet and Cuban reactions
{thase might not bs aynonymous) zad to prepare furcher
measurea toward gaining our objectives Lif the Soviets cnose
to ignore the quarantine and its assnciacved stepa. These
further mearures inecluded aot enly those nezessary to
implement the quarantine and to prebave vo inplement
contingendy plans for attack agalrst Cuca, but also to

adopt the strongest deterrent posture against the pessibilicy

of gznersl war,

Ioepartmenh of Steve, Circulav Teleéram 725, Qcvooay 22, 1342,
UNCLASSIFIED,
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IV, POLICY COQRDINATIOMN: OVERSSAS UMIFIED
COMMANDS AND ALLLED POWERS -~

A. THE STRATFCIC CONTEX

232, The American actlon sgainst Cuba in October 1962 was
planned and launched without any prior concert of Alllied
states. The absence of consultation was a consequence both
of the unlque sensitivaity of the circumstances and of the
shortness of time avallable for the development and imple-
mentation of an effective Amarican response to tha Soviet
thrust. However, once that response was prepared and
launched, 1t became a matter of maler concern to coordinate
the actlon uith Allied stabes, primarily in Latin America
and in Europe.

233, There wae need, in the first place, to gain

politleal aupport of an action by which the United States
hoped to achleve ita cbjective through the use ol limited
mlilitery fource plus policlcal pressure. If this combination
were to fail, pollitical supnort and aympathetic unders’.anding
would be highly useful when direet agsault on Cuba was

vndertaken.

234, In addition to the political motivation, there were
military ones. The first concernad Latin America and tae
danger pogsibly arising from revolts againat tha several
govertments to yvhoze =s3istance thi U.8. thom wolld he?ve to go.
Thz second wa3d pasaa upon tie potential danger of 1 Scviet
riposte to the U.S5, action ln the form of moves against U.S.
interests elaewhere in Lke world, especially in Eupcpe. The

possibility of the develcoment of 2 generzl wa, ¢ould nct te
discounted,
235, This coordination with Allied states took several forme

and raisea a variety of problems fop the U.5, natlonal decision

makers. The more important of these will be examired in this
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236, There was, furthermore, & second and camplementary aspect
to tho preblem of coordination which requives joint esamination. °
This was primarily a U.S. military command problem, invelving
the overseas Unlfled Commands.

237, The Lntenaive preparations that began in Washington
following the positive identificatlion of Soviet offensive
migsile capabllity in Cuba on October 15 were tightly bound
by geosurity. So necessary was 1t to prevent a leak which

might pasaibly compromise the whole U.3, action that even the
. overscan Unilied Commandare were not formally notified until
almest the last minute. That this increased their normal
problem of coordination with Washington on the one hand and
with local Allled nations on the other was fully recognized

but waa conaldared unavoidable.

233, It will be recalled that shortly after the President's
address to the ﬁation on October 22nd, the State Department
tispatched a lerpshy cearle Lo gll its diplomatic poats, exs-

plein.ag the U.S. course of action

232, The cable 1s inbtziesting since 1t en-ompasses so0 wany
of the aspects of inter-Allied coordination that cnpeared In
the crisis. This chapter ill eramine these 1in decall and

the politlical-military measures assoclatad with them. The
concentration of actention, ir terms of Allied concern, was on
HATO and L=cin America. While 14 warz :oacsivahle thot tha
Compundata migat r2spond anywhere arcund the globs to che U,S.
actions over Cuba, the sreateat threzts 1oy in tnase two areacs.
Accordingly, the milatary coordination probl:ms of USCINCEIR

and USCINCARIB were primary,

lsee Chapter III, "Tha U.3. Dasic Declszon.”
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Alerting the Unified Commands
240, It was not until 1214Z on October 20 that the JCI sant

a massage to all Unified Commandecs to the effect that the
inaoreased state of tenslon with respect Lo Cuba could lead to
military action. It promised to keep the Unifled Commanders
informed, and would direoct a higher DEFCON as required. noting

241, This was folilowed by & formal warning message at 18142 on
Oototsr 21, announcing that the President had blockade oparations
under conaideration. It warned that a reaction by the Cuban
military forees could lead to U.S, air strikes and an invasion
of Cuba. Preparations for both uwere in progresa. These acticns,
if initiated, it was recegnized, would probably result in une of
force against Soviet military and eivilian personnel in Cuba
and would theraby cCirectly challenge the prestlge of the Soviet
Unfon. Under these clrcunucances, the reacticn of the Soviess
eould not be predicted, Therefore, it was immerstive under
¢ircumstances which rcould srise ta present tre strorgest possiole
deterrent to any course of Soviet military action. The U.S.
must unejuivocally demonstrate it was ready muilitarily to meet
and to defeat retallatory Soviet moves at whatever level was
necessalry. Ab the same time, the message cautioned ageinst
actione in other areas wnich maght be considered provocative

or which gould create civil alamrm.

M2, The JCS warned tha CIRCS tigt, shevld action in-lude

alr attack and invaslon, 'the reinfaorcement czapabilities for

lJ’CS Message GBOT to all CINCS, 2012142, October 1962, TOP
SECRET
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the European and Paclfic Commanduy, as raflected in the Joint
Strategic Capabilities Plan, applicahle for éenéral war, might
be delayed. All commanders were ardered to review their appli-
cable plans and wera to be prepared to report critleal limitaviont
to the oconduct of general war operations in their respective

avens. 1

243. pefense Condition Three was established for all U.d.
Torces at 2300Z October 22, with USCINGEUR being authorized to
exercise his discretion in complying with this dlrective in the
1light of the requipement for nonprovocation expressed in the JCS
warning meesage. (E;; JC8 requested that as SACCEUR, USCIMCEUR
use k18 influence with the Nerth Atlantic Council to get NATO

to assume a comparaple defense poature.2| 1

24, with the imposition of MINIMIZE worldwide at 2300Z on th=
22nd, the proceés of elerting vas completed.3

25, wWhile farmal notification of the 77IC5 eara lobe in

th

the week of preraration, unJdoubtedly some indication of a
forthecoming crisis had reached all of them. Individual Sesvice
messages and information covies were alreacdy circulating.
CTNCAPRTE received a atrong hint in a JOS message on alr defense
of tha Canal Zone on the 19th4 and in the ordsr to transfer two
L3Ts to CIHCLAHT.5 CINCPAC got a similiar indicavion from the

J78 order on the 19th to assemble lmmediztely amphiclous shipping
in anficlpation of posai~le tranaferring of operationzl control

.

of .ae Sth MEB's sea echelon to &oiCLanT.”

Taes Mesaage 6830 to all CLNCS, <118l#., Uctober 1362, IUf SECRLI
o

agggnggaﬂage 6864 to all CINCS, 2218092, Getooer 1962, T

3305 Message 6883 to 2ll CINCS, 2223002, Octaber 1962, TOP SECRET
“Jcs Message 6778 to CINCARIB, 1517202, Octcker 1962, TOP SECRET.
5Jc8 Message 5787 to CINCARTE, 1920372, October 1§52, TOP SECHET.
8cs M=ssage 6793 to CINCPAC, 19223127, Octooer 1362, TCP SECRET.

TOP SFCRET - gh - .

PP SETCRET



‘ﬂ‘(@ﬂ”ﬁ@ﬁlﬁ:'ﬂ“

241, Of the four overzea$ Unif)ed Commands, WELM was least

™2 g m
LE S L

1ikely to be immediately involved in a Comminist reaction, with
PAC coming n2xt. The two most oratical were EUR and CARIB.
While it was thought %o be almost certzin that CINCARIH would he
imnediately called upon for support astion to help suppress re-
bellions against Latin Amertcan govermments, tha poegibility of
8 3oviet riposte in Eurcpe, evon if samewhat lesa immediate,
would be infinitely more serious, Yet it would appear that in
the nature of surrounding circumstances, USCINCEUR received

lepasi advanoe notice of all the CIMOS,

B, COORDINATION WITH NATC

247, The military-political problems of coordination with
NATO break down into thiee convenient aspects. First wes
the problem of alerting U.3, forees in Europs; tren came
informing the NATO Allies of the iI.3, moses against Cuba;
finally there was th2 macter of NATO polrtical and military

recction.

™2 salerting of U,S. z-‘orceal

248, Aa hints of the fortheoming erisis began to rezch tne
European Commend toward the end of the week of Ockeber 14,

the dilemmas to be faced snould the Soviess recaliate in Euccne
became painfully clear and made tne lack of moce a2dequzte infor-
mation on develepments in Washington appear net criy foussret.ng
but highly dangerous The feeling w23 articuiated in a masasga
to GSCINCEUR from tne Commander, USATE, an the 19th, geane-al
Landon wrote on the bazls of hints and strong inferences from
wessages and Lnforaation capies thab zetlon might ve in kra

offing in connection uith[?INCLANT OPLANS 312 and 3{52] He pointe.

Iﬁor 8 dlscussion of the formal mechanism involved 1n alerting
the CINCS, see Enclosure B of tris study, titled ' Poceeducal
Analysis of J-3 Coand and Coitvol Cpecsacicas custre_ e
Cuvan Crisis, Octobe. 1932."
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out that any contempiated ascvioun v'irch exacerbated Ecst-Weast
relatlons vould likely bring increased tensions -er action in
Berlin, in preparation for waich certaln precaut-onary measures
should be taken to improve the readiness posture of U.S. forces.
The plecemeal information received thus fas, he asserted,
relsed questions as to Just what may be expected; for example,
if sc