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Operation Alert 195, so far as the Office of the Secretary of
Defense is conoerned, has revesled many oourses of aotion that must
be oonsidexred for future tests and more importantly - for the real
test if it should ever come,

last year we operated for less than three days with a token
force and amidst the orowded rook real estate of the JOS,

This year we came out with a larger force and began a full~scale
bperation in our om relooation center and for a period of seven days.

Aduindstratively we wexe weak as followss

1. Oommunications were again subject bo heavy loads and
mnnotorydonvwhqp :

2, ‘Trensportation sohedules collapsed under adverse weather
oonditions.

3. Persomnel arrived in reverse order of utility.

h. Operations oeased in ome place t0 our having a
"going" organisation in a di place.

5. We were guilty of over-organisation, over-proocessing in
several minor administrative areas.

Ontheothnrhnnd,nmammhwunelynrong—andww
improved over last year — on such matters as:

}/i. Officia) and personal facilities at the relooation sits, ’
2. Available equipment in place and on hand.
3. Security povis:l.ona;

ke Pre-arrangements for quick handling of essential documen—
L____ ‘tation (legislative, exsoubive orders snd the like).

All in all, a great deal of oredit is due the U.S. Army and the
arrangements and commmications facilities they provided at the "Rook™
and at Climax, Special thanks are also accorded the Office of Domestic
Prwandthmborﬂoeotlmmunmtwthom

hours and days they have spent for mapy months in planning and working
for this event.

—

; Substantially, we operated under wraps on striotly military
matters and the strategic omoept of this war game was not established
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nor fully coordinated. Additionally, that area of the exercise in whioch
Defense was to give a large-scale alding hand to FODA and the American
population was not capitalized on by all concerned. largely as a result
of this situation, the press engaged itself in playing up several Defense
negatives -~ instead of the positive Defense contribution to the dis-
aster oonditions which offered itself for smstruotive news ocoverage,

Now, what should we do?

Here are some suggestions for your oonsideration and approval and,
if we oan develop and perfeot these in the future, we, at the planning
devel, think Operation Alert 1956 will have paid its way.

Points to Ooneider

In doing this, we must remember that OSD at the Pentagon is an
organization that runs on letters, memoranda, phone calls, and meetings.
At our Olimax Relooation Center we move to papid means of commmnications

and action, and the cable room and the hot wire supplants the memorandum
and the leisurely visit.

All of this lmposes new techniques and procedures, and the 2l-hour
days means a drametic reviesion of our methods of oonduoting the busi-
ness of Defenss,

More importantly the way an Aseistant Seoretary or an 0SD office
operates todsy will bte entirely altered once we stand on the alert or
a boub explodes somewhere., Pasb experience has shown that many duties
and staff oonoepts will be changed and functions and activibies
will telkes on a different signifiocance in the conduot of a war with
their roles altered — likewise many new responsibi.lities and ways of
doing business will be acquired overnight.

These problems have not been fully thought out to date and require
careful and serious oonelderation in owr conbtinued planning.

¥What is the proper role of a Defense or Service Assistant
SBeoretary in an emergency when time is of the essence?

Does he aot as a steff advisor to the Seoretary or should
he aot for the Department in his funotional f£isld when repre-
genting it on Government-wide committees?

Does he hebome a olafment.and_ak opapabor-in specified areas
both ineide eand oubside Defense?

How olosely should military and ocivilian activities and
relationships be tied together? Eliminated?

Does the chairmenship by an Asgistant Secretary of War of the

Cambined Oivil Affaire Committes of the Combined Ohiefs of Staff
during World War II provide a precedent for future cooperation

between oivilian and military officials?
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8ince answers to these and similar questions will be a matter of

urgency in time of war, they should be fully explored befare the event.

In the administrative field, we face more concrete problems which
lend themselves to more immediate improvement. At this time, I would
like to disouss three of such problau[ dealing first with transporta-

tion, secndly communications s and with personnel training and
J.ooatim.

OsD TmMm

Ag we mentioned, adverse weather conditions proved that our Alert
transportation arrangements won't work and dictate that a more simplified
and flexible plan be established,

they
can go for transportation, Itinatandthoyd.dretouﬂnutmirm
personal car this will be permitted — provided each agrees to try to
arrive at the alternate site within three hours of their office's
depaxrture

Our proposed travel plan assumes that an advance action cadre is
already at work at the site, More will be said about this before we
oonolude,

Additionally the travel plan provides for

—qufﬁoutobeutuprwtmmtimuintemted
work groups and will move or arrive in that approximate order,
It eliminates our past practice of transportation a nte
for individuals and by their rank and places 0SD offices at the
point of action on a get-to-work basis, These arrivals should
also be staggered over & period of days or weeks.

—— elimination of fixed wing airoraft travel and the inefficient

complications this form of ‘transportation poses for both departure
and arrival at this partioular relocation center,

The plan under consideration will make fixed wing airoraft travel
available to others that can use it, places dependence on no weather
bound type of conveyance and gathers office work groups together for
bravel rather than assembling individusls by rank, only to be unable
to get about their business at their sites until others arrive at
later times and by devious routes,
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Upon arrival here they would go direct to their desks and aip'lﬁht. %In% 6 2015
receive further information about billets, food, eto.

Oommunicatd.ons ~ 1956

As for commmications, we started the exercise without adequate
organisation and proocedures for handling the flood of messages sent and
received during the first days of the emergenoy, Ve 4id not properly
soreen messages for 0SD and there were many delays in transmitting essen-
tial priority messages to OSD aotion officlals. Our duty officer system.-
was decentralized and not designed to give economic use of our people ox
to follow the straight line system of staff work.

0SD Aid not participate in the “soreening-out" of OSD messages, and
as a result others dumped evexything at our doorstep and we in turn dumped
unesded messages into every 0SD offioce. Additionally, inadequate pro-
cedures existed for assigning action responsibility. Only a slow courier
service was availsble for tranemitting messages from the "Rook" to the
Belooation Site. Under these ounbersome procedures » urgent aoction messages
Mmtmamdmmﬁrmmm,mtomprodmﬁm
delays, eight to ten hours for information copies and routine messages,

From this unworkable situetion, we took emergency aotion to remedy
existing defecta to the maximum extent possible during this exercise,

We insballed three teleprinters to provide direot electrioal trans-
mission between the "Rook" and the Relocation Site thereby reducing
transmittal time for important messages from thirty to three minutes.
Vithin the 0SD site, distribution proocedures were substantially improved
by enlarging and reorganizing the 0SD message center., Aotion officials
were identified. Duplicating responsibilities were eliminated, Delivery
speeded up.

However, these emergency actions provided only emergency eolutions,
dore permanent solutions are needed,

Alert Communications - For the Future

Our experience suggests that the following steps would greatly assist
in preventing future recurrence of recent and current difficulties.

In the firet place, 0SD should join Army, Navy, Air Force, and JOS
ocomponents im the handling of messages in the Joint Staff Commmiocatione
at the underground site, This control responsibility should be assigned
to the Sgoretary of Defense's Adwinistrative Secretary, who would set wp
"aotion officers" to handle the screening of messages, assignment of
action, maintenance of a log, and a follow-up system, ‘

Messages acted upon by the “aotion officer" would be prooessed
at the Staff Message Branoch, which would also receive directly
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messages from mg.od.nt, the Bomb Damage Assessment Center and
the FODA. It reproduces the hecessary required number of copies,
and assures repid distribution,

who have a good Imovledge of OSD aotivities. Ve would think that it
will take about ten in number to cover the shifts and to cover both

the OSD message control at the "Rook" and the branch operation here
at Climax,

These men ocould be assigned from office divisions..cr functions
not having an immediate relocation designation and by their transfer
to the Administrative Seoretary they would greatly facilitate the
proper funotioning of all 0SD offices under alert and relocation
condi. tions,

During duty hours, this flow of messages would go direotly to
the action and :Lnfom&on offices —~ with an automatio oopy to the
Situation Room.

The Executive Duty Officer

During off-duty hours, action messages would go directly to an
Bxeoutive Mty Officer situated in the 0SD night Command Post. This
duty officer would initiate whatever actions are necessary.

The establishment of this position would eliminate the waste in
manpower inherent in the 2l-hour duty shifts established in most
major branches of 03D for these exercises., Aoting for the entire 0SD
organization at the Relooation Site s the Executive Duty Officer must
be a man of judgment and experience, and it would probably be best
if he were chosen from a rogter of Deputy Assistent Seoretaries and
principal Office Directors, Staff Duty Officers would bs on-oall

in the quarters prepared for them in the office of their respeotive
organizations,

The Executive Duty Officer would carefully watoh the overall
situation as it develops during off-hours; look over the more important
mepsages; handle important visitors, night telephone ocalls to the
Secretary of Defense and Deputy Secretary of Defense, and the couriér
service; see to it that actions are not delayed; maintain contact
with the Situation Room; and summarize the major events for the Secre-

0SD Message Control, Night Command Post and Situation Room

To give best effeot to all of this, we need to locate the Seore~
tary's Administrative Secretary, his branch message control activity,
the Night Executive Duty Officer, and the 0SD Situation Room in a
proper floor plan arrangement.
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This diagram shows a way to do this, and we have the space for

these operations nearby the Deputy Secretery's office, The proposed
Mimhndaitulttomim:hmldthntdqm.

During the day the activities would funotion in mormal relsticn-
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To facilitate the 0OSD move, we should establish an Alert Cadre
monodd." personnel, seleoted especially for manning the most essen-
emergency posts at the relooation site.

This group should include the “aotion officers" for the message
oontrol functions, cne or two key staff officers from the 08D offices

most direotly involved in an emergency, and an advanced staff message
ocontrol. component,

This grow should visit the relocation site periodiocally for one
or two-day periods, inspect equipment and facilitdes, undertake minor
drﬂ.:l.nE and by these means assure their ability to carry out their
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The EPC will have to examine whether greater bensfits oan be
Mvﬂ'ﬁ?ﬁaamummummsmmmmm-
planned exercise of the last few days. It will mo&t probably coha
the concept of a six to seven-day operation, calling for some kind o /

Mhﬁwmmaﬂmmmomwmm”hsungm
than three or four days.

In line with the major long-range problems encountered, the EFC
will establish two new task forces one, to look at the basic questions

raised by the 0SD relocation, and, the other, to examine OSD wartime
organiszation,

’ mommtmnﬁ:?muumtodwiummdm
to remove the processing botbleneck that oreated major delays at the
start of the operation,

It should also examine whether or not the present site has
by now proved its sultability for 0SD operations suffiociently to
Justify meking it a permanent, rather than an interim, relocation
site — in other words, the of £iolal OSD Command Headquarters.

In addition, this Task Force should meke a thorough study
of the ummmwhammrmmms
support and maintenance services provided by oivilians rather
‘than combat troops. A oivilian solutim in this metter might
point the way to other agencies that are leaning toward the

use of combat troops for the management of their relocation
slites.

The OSD Wartime ation Task Force will have to deal with
the most diffioult pr what o ahd Service
activities are essential in the firsb days of the war effort and what
new responsibilities are oreated by such an emergenocy.

'l‘arwﬂl:lnmhblybﬂngaonohwgn in 0SD and Service
Secretaries' funotions, and it is in line with these changes

that the 0SD and Service Command Headquarters should be gtaffed.
Unneceasary personnel at the relosation site creates oconfusion
and interferes with operations, The present exercise has givem
all OSD organizations additional background in evaluating their
role in an emergency, and more realistic plans can now be
developed in the light of the experience gained.

Additionally and importantly we at 0SD should consider ways and
means of immediately returning professional combat officers aasigned
to us to the military services and replace them with members from the
03D Exeoutive Reserve (oivilians from throughout the country) and the
0SD Joint Reserve Unit (militery reserves f£rom Viashington area and
made up of men and women not in Pentagon jobs).
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These two complementary reserve groups are now in process of
organization and later training, Vie might well make their utiliza-
tion a part of the next exercise. Under certain conditions members
of the Exeoutive Reberve might well get to this site ahead of those
from the Washington zone. Members of both groupe might well also
sexrve on our aotion oadre.

As stated earlier, Operetion Alert 1956 will have peid its way
if we can capitalize on the lessons learned,

This, of cowrse, is based on the faoct that we all -~ from Mr.
Wilson on down — agres and assume ‘that;

= weliwinatiuotntoﬂ.o(hngertotm.s Nation of
ours, and that

=~ there is a necessity for a ma jor organisation like 08D
and ite military counterparts not to place all of its
organizational eggs in a single Pentagon basket.

This further assumes that, in order for a reloocation site to be
effective, it must be tested, and that an organisation that has
national responsibilities must also be willing to test itself as well
as its plans on convenient and approoriate ocoasions, :

We, in the Department of Defense, make more people plan and
trunthnnawotherormizatiminmmmd, &8s I have heard
the President say in the past, those who make others plan and train
might well plan and tyain themselves once in a while.

In any evend, let's nsver oarry out another of these exerocises
during the fraentio last days of an aotive Congress.

0SD Relocation Center
2 July 1956

Office of the Secrctary of Defense

Chicf, RDD, ESD, WIIS
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