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L INTRODUCTION AND SUMMARY,

The purpose of this paper iz to contribute to an understanding of the
nature of and the reasons for the failure of the Cuban operation and in so
doing to suggest what are the correct lessons to be learned therefrom. It
is prompted by and is, for the most part, a commentzry on the IG Survey.

That document gives a black picture of the Apency's role in this
cperation. It malkes a number of different kinds of allegations.

First, there are numerous charges of bad organization and incompete:
execution, including specifically eriticisme of: command relationships;
the quality of personnel; the internal operational planning process; the
conduct of marititne and air operations; and the collection and evaluation
of intelligence, These deficiencies are portrayed as responsible ior the
fzilure to build up and supply resistance organizations under rather
favorable conditions.

Second, and more serious is the allepation of major errors of
judgment, notably (2} the decision to convert the project into what rapidly
became an overt military eperation beyond the Agency's capability, (b}
the treatment of the Cuban exiles as "puppets', (¢} the inadequacy of the
rmilitary plan for the invasion, and (d) the failure ""to appraise the chances

F

af success realistically''.
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Third, the Survey is critical of the Agency's failure to insure that
the decision making process in the Executive Branch was orderly and
effective. The Agency, it is alleped, '"failed te keep the national pelicy
makers adequately and realistically informed of the conditions considered
egsential for success, and it did not press sufficiently for prompt policy
decisions in a fast moving situation'. As a corcllary of this judgment,
the Survey attributes the blame for incompetence of execution and for
errors of judgment essentially to this Apency alone.

It is almest zelf-evident that some of these allegations are true,
at least in part. In any large and rapidly organized undertaking there
are certzin to be errors of organization and of execution., In all likelikaood
major errore in judgment were committed, Similarly, the decision
making process in the Executive Branch of the Government operated in
z manner that left scmething to be desired. MNewvertheless, this paper
argues: that a large rnajority of the conclusions reached in the Survey
are misleading or wrong: that the Survey is especially weak in judging
what are the implications of its own allegations and, therefore, that
itg utility iz greatly impaired by its failure to point out fully or in all cases
correctly the lessons to be learned from this experience. This

generalized rejection can be made more mezningful by an elaboration
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zt this point, which will at the same time serve the purpose of outlining
the structure of this paper and summarizing certain of its main conclugions,

AL Organization and Execution

As to the first set of allepations, there is not too much that can be
szid short of detailed discussion which is contained in lzter sections, except
to make the obvious point that perfection in organization and execution is
newver attained and that the real question is whether the mistakes that were
made were worse than they reasonably should have been and justify
blanket condemnation, Stated flatly, the conclusions reached here on the
main substantive points are:

a. That Agency command and erganizationalrelationships
were what they should have beern.

b. That any shortcemings in the internal planning process
reilected, for the most part, the difficulty of securing clear policy guidance
from outside the Apency and prompt, willing, support based on that
guidance.

¢. That the failure of rmost z2ir operations in support of the
resistance was the result of circumstances completely bevond the contral
of the air arm and probably not remediable by any zction that the Agency
could have taken.

d. That the intelligence on the Castro regime and on the internal

oppesition thereto was essentially accurate.
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The greatest operational weaknesses were in the early phases of
maritime operations and, possibly, in the failure to place trained
paramilitary agents with resistance groups, although it must be
recognizned that major efforts were made to accomplish this result
and even with hindsight it is not clear that any different operationzl
procedures or any greater effort could have achieved greater results.
The ultimate test of any project such as this is, of conrse, its
outcome but if a judgment of the effectiveness of erganization and
execution is to be made, the deficicncies need to be balanced by the
accomplishmentz. As even the Survey remarks, "There were sorme
good things in this project”. After a slow start, a2 sizable number of
zmall boat aperations were run efficiently and a large number of
persons and volume of cargo were infiltrated successfully into the
Igland. In the last weeks before the invasion, = peolitical organization
was torrmed which covered a remarkably broad spectrum of political
opinien and brought together what was described by a State Department
oificer at the time as the best group of exile leaders that could he
aszembled and that left cutside no important politically acceptable
element. In the military build-up, a force was created that was twice
as large as originally envisaged and larger than any paramilitary force
ever developed by the Agency. It was brought to a high state of combat
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effectiveness with a remarkably low percentage of individuals who had
to be eliminated for unsuitability and with high morale later proven in
combat. This force was airlifted to a stapging base, the location of which
was never revealed until after the finish of the cperation. It was loaded
on ships which sailed on dispersed courses and achieved complete
surprise five days later. The Brigade then successfully carried out
what had been described as the most difficult type of military operation,
a landing on a hostile shore, carried out largely zt night., Finally, 2=
the battle wzs joined, adequate supplies of all sorts were available within
a few hours of the beaches, had conditions permitted their off-leading.
These various results were accornplished in such a way that only a
small number of Agency staff officers were ever exposed to the Cuban
participants znd the true identities of these Armericans have never been
revealed., Moreover, the entire build-up was accomplished under the
lirnitation that it contemplate no use of Americans in combat and no
cormmitment of American flag shipping. As the event proved (and the
Surwvey remarks], "This wasz not enough'', MNevertheless, a recital

of affirmative accomplishments suggests that whatever shortcomings
there were in organization, personnel, and execution were not the
decisive reasons for failure. It wwill be necessary to return to this point
later,
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B. Errors of Tudgment

The second set of criticisme, those described above as allegations
of major errorz of judgment and the third, relating to the Agency's
relationships with the rest of the Executive Branch, are more complex,
Their validity is discussed in separate sections below (Section Il on
Why a Military Type Invasion znd IV on The Decision Making Frocess,
Section VIII on The Relationships with the Cubans, and Section WV on
The Assessment of the Adequacy of the Plan and on the Appraisal of its
Success. ) Summarized in flat statements, the conclusions there rezched
are these:

2. The basic reason for placing increasing emphasis as the
build-up progressed upon the planned military cperation and decreasing
emphasis on the internal resistance is that for a number of reasons the
capacity of the resistance to achieve an overthrow without a significant
assist from the outside appeared to be diminishing rather than prowing
despite the best efforts of which the Apency was capzable to support it.
Moreover, preparation for the military operation was not intendad to
reduce support of the resistance and the two efforts became truly
competitive only in the last week before the invasion was Yhermtad.

b, The decision to deny the Cuban political leadership control

.

of or close contzet with the Brigade and to witkheld from them knowledge
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of the immpending invasion was based on two considerations. First, it was
believed at the time that if the Brigade was to achieve unity and esprit de
corps, it must not be split by political rivalries and its officers must be
chosen on professional grounds. This clearly precluded contrel of the
Brigade, or even free access to it, by the political leaders. Second, the
insecurity of the Cubans was notoriouns. [f was quite inconceivable that
they could kmow the details of times and places without the pravest risk
thzt the essential advantage of surprise would be lost. It was clear at
the time that the Agency assumed a significant risk in denying responsibility
to the Cubans and inevitably assuming this responsibility itself. No
evidence that has come to light during or since the invasion suppests

that military effectiveness and security could have been obtzined without
paying that price.

2, The conclusions of this paper on the adeguacy of the
military plan are really too complex to be summarized in a sentence or
twe, All that can be said here is that {1) there was sclid reason to believe
that it had a good chance of at least initial success: (2) the last minute
cancellation of the D-Day air strike significantly reduced the prospects
of success; (3) there was never a test of whether internal sut.'l[.'.rn:rt for the
invasion would materialize on the scale and in the manner anticipated;

]

and (4) the main deficiencies in the plan and in the capabilities of the
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Cuban force which may have contributed to the defeat have not been
touched cn in the Survey.

d. The appraisal of the chances of success may well have
been faulty. The intelligence was generally good but it may have under-
estimated the skill with which the Castro forces would be directed, the
morale of the militia units he would deploy against the Brigade and
the effectiveness of any T-33"s that remained in operation. There was
some exaggeration of the capabilities of both ground and air forces of
the invasion. It is impossible to say how grave was the error of
appraisal since the plan that was appraised was modified by elimination
of the D-Dray zir strike. Had the Cuban air been eliminated, =zll of thesze
estimates might well have been accurate instead of underestimated.
Probably, therefore, the primary fault lay in having one factor {i.e.,
the elimination of Cuban air) achieve so vital a2 significance to the whole
plan. Althouph the D-Day air strikes were essential to the destruction
of the Cuban air, no guaranty of such destruction was possible even
had there been authority for the strikes.

The conclusions summarized above bear on the correctness of
the Survey's allegations of deficiencies of execution and major -E:rﬂr.-;

3

of judgment but for the purpozes either of understanding what happened
or of learning how to aveid such a failure in the future, it is far from
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sufficient to know that certain activities were (or were not) incompetently
performed and certain mistakes were (or were not) made. With many of
the deficiencies it iz essentizl to understand why they existed, And with
all of them it is important to know what part they played in caunsing the
outcome to be what it was. The central weakness of the Survey is that
it is often misleading in its implications as to why certain things were |
done and it is groessly incemplete in its anzlysis of the consequences of
mistakes alleped to have been made. Accordingly, before proceeding

3 - Jr
to the detziled discussion beginning in Section BT of this paper which
supports the conclusions summarized here, it has been felt necessary
to make good in some degree these errors of omission by commenting
on the nature and causes of the failure in a manner which will be in
part alternative and in part supplementary to the Survey.

(o The Decigions That Led To Failure

It has been suggested not only in the Survey but eclsewhere that
the operation against the Castro regime should never have been allowed
to take the form that it did of a military invasion. It ultimately did take
thiz form, however, and it wag in this form that it failed. The military
failure haz been analyzed far more exhaustively and with greater

authority by General Tavylor and others than this paper can pretend to do.
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Mevertheless, certain conclusions as to the nature of the military failure
must be restated here if its causes are to be understood.

There iz wnanimous agreemnent that the proximate cause was a
shortage of ammunition on the beachhead and that this shortage was
directly traceable, in turn, to the effective interdiction of shipping and
air resupply by the Castro Air Force. It has been less emphasized
that Castro's command of the aix deprived the Brigade of its capability
for battlefield reconnaissance, of the equivalent of field artillery, and of
cloge air support against enemy ground forces. It deprived it, too, of
the possibility of "stratepic' strilcez apainst enermy lines of supply and
communications. Finally, reliance had been placed on daytitne and
virtually unopposed zir and sea resupply as a necessary condition for
the activation of resistance groups througheut the Island. Itis
incontrovertible that, without control of the air, and the air crews and
aircraft to exploit that control of the air, the whole military operation
was deomed. Ewen with contrel cof the air it might have failed but without
it there could not have been any chance of success. If, then, one wishes
to learn what actually caused the military operation to fzil, rather than
what might have done so, the starting point rmust be a2n :'.na_uir},.r inte why
control of the alr was lost and never regained., Of equal significance

4
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for an understanding of the whole operation is an awareness of the
circumstances that did not contribute to the failure in the air.

Fortunately, it iz pessible to list without much possibility u.f
controversy the circumstances that led to the outcome in the :ﬁi:r.I First,
the nearest real estate that could be used was Puerto Cabezas in
Nicaragua a distance of over 800 miles from the target area. The
only way to avoeid this: severe lirnitation on the capability of any but the
most modern aircraft would have been to use a base on U.S. territory.
Second, in choosing tyvpes of aircraft, no sort of plausible denial could
be maintained unless the project limited itself to the kinds of obsolete
aireraft that mipght plausibly be found in the hands of = privately financed
Cuban force. There was the further argument that it was desirable to
use types of aircraft that could have defected from the Castre Air Force.
The choice was thus rapidly narrowed down to B-26's. Third, policy
guidance throughout the project was to the effect that no U. 5. air crews
could be committed to combat or placed where they might be involved in
combat. This restriction was not relaxed until the second day of the
invasion and then only in desperation. Thiz had implications not only
for the guality of the air crews but also for the number that could be
assembled, screened for security, and trained within the time period

»

available.
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Given these limitations, the only way in which there was the slightest
possibility of achieving control and maintaining control of the air was by
destruction of the Castro Alr Force on the pround before the dawn of
D-Day when wvalnerable shipping would be exposed to air strikes. The
one air strike on D-2 was not expected to be, and in fact was not,
sufficient to accomplish this purpose. OCnly cne other strike was
planned for this purpose and that was cancelled, Moreover, in the
interests of making the air strikes appear to have been done by the Castro
Alr Force, a restriction was placed on the number of aircrafl that could
be committed to these strikes by the invasion force.

Even after the very considerable damage done on D-Davy itself by
enermmy air, it is pessible that a determined and major strike on the
night of 0/ D+1 would have crippled the Castro Air Force, the final
destruction of which might have been completed the following night. By
the evening of D-Day, however, the Cuban air crews were exhausted
and dispirited and the opportunity could net be fully expleited.

Ewen if things had gone better on D-Day, it is questionable whether
the 17 Cuban zir crews that constituted the air arm of the strike force
would have been adeguate to accomplish all of the tasks for which

reliance was placed on the air arm. The chance of success would have
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been greater (with or without the D-Day strike) if it had been possible te

assemble and commit to action more trained Cuban or U. 5. zir erews.

n. Washington Decision Making

These, then, were the circumstances which together led to defeat
in the air and made inevitable a defeat on the ground. Several things are
notzble about them. In the first place, it should be emphasized that these
all trace back to Washington decisions. The defeat in the air cannot be
blamed on bad maintenance at Puerto Cabezas, or on a shortage of spare
parts or fuel. [t cannot be blamed on & shortage of B-26's, inasmuch as
it proved possible rapidly to replace losses from the 1.5, It cannot be
blamed on the cowardice or lack of skill of the Cuban air crews, whao
by and large gave a good account of themselves, Nor can it be attributed
to bad tactical decisions made either at Puerte Cabezas or in the
Washington command post. The crucial defeat in the air was to no
significant degree the result of bad execution, It was directly and un-
ambiguously atiributable to a long series of Washington policy decisions.

Before exploring the touchy guestion of whose decizions these
were znd how they were made, the implications of this conclusion deserve
ernphasis and elaboration. It suggests that the bad crganization,

improperly drawn lines of command, low guality personnel and operational
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inadequacies alleged by the Survey were not in the actual event
respongilble for the military failure. If orpanization and execution
had approached perfection, the inwvasion would still have failed in the
abzence of more and larger pre-D-Day air strikes or the use of more
modern alrcraft from 1. 5. bases.

To be sure, this conclusion derives from anzanalysis only of the
failure to gain control of the air. It iz arguable that even if control
of the air had been achieved, maintained, and exploited, the beachhead
woild not have been consolidated nor the Hegime ultimately overthrown.
Witheul arguing that point here, however, the evidence strongly suggests
that if the Bripade had been defeated by ground action under these
more favorable circumstances, it would have been because of errors of
planning and conception rather than by errors of execution. The Brigade
foupght long enouph to prove its defermination and tactical skill. It
appears to have been well handled by its officers., There were ample
supplies at hand to support continued ground action. And Castro himself
has admitted that the terrzin was well chozen. Given control of the zir,
the Brigade might ultimately have been defeated by a complete failure

of any resistance to materialize under conditions which would have
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encouraged it and permitted air support coupled with continued
effectiveness in the face of heavy casualties of the Castro militia,
Either of these possible developments would have confirmed the
errors of intelligence and zssessment that are alleged but would
hawve given no support to the view that errors of organization

and execution in the build-up phase were responsible for the
military defeat. Despite whatever mistakes of this character there
wera, the Agency did aftexr all (with the invaluable help of the
Department of Defense) build up, train, equip, and deploy a

force that proved itself in combat to be of high quality.
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E. Agency vs. Government R&s:_E‘_anEibilit'y

Another notable feature of the decisions that together were
responsible for failure to achiewe control of the air {in addition to
the fact that they were all Washington policy decisions) is that they
were all interdepartmental decisions, Other elements of the
Executive Branch were involved zlong with the Apency in making
them. This is not to imply that in all cazes they were imposed on
the Agency. Regardless, howewer, of how blame should be assessed
between the Agency for accepting restrittions and the policy rnakers
outeide the agency for imposing them, it iz necessary to have clearly
in mind the nature of the decision making process in a project of
this zort in order te understand heow the ultimate failure came about.

Inherent in this situation was a clear conflict between two goals,
a conflict of the sort familiar in recent American history. One ob-
jective was that, mainly through the various activities comprised in
this project, the Castro regime should be averthrown, The other
was that the political and moral posture of the United States before
the world 2t large should not be impaired. The basic method of
resolving this conflict of objectives that was resorted to wa,s-that of
attemnpting to carry out acticns against Castre in such a manner that

the official responsibility of the U. 5 Government could be disclairmed.
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If cormmplete denizbility had been consistent with maximum
effectiveness, there would theoretically have rernained ne conflict
of goals but in fact this could not be (and never is) the case. The
rost efiective way to have organized operations against the Castro
regime, even if they would hawve been carried out exclusively by
GCubans, would have been to de so perfectly openly, on the largest
scale and with the best equipment feasible. Practically every
departure from this pattern of behavior imposed operational diffi=
culties and reduced effectiveness. Inherent in the concept of
deniability was that many of these restrictions would be accepted
but at every stage over a period of many months questions had to
be answered in which operational effectiveness was weighed
against the political reguirement of deniability.

As these decisions presented themselves week after week,
the Agency as the executive agent for the conduct of the operation
was usually and naturally the adwvocate of effectiveness, The State
Department and, with respect to certain matters, the Department
of Defense were the guardians of the correctness of the country's
political posture and thus the advocates of denizbility, There was
obvicusly no way in which a generalized policy could have been
laid down which would have furnished puidance as to the way the many
suceessive decisions ought to be made. There was no guantitative

TS #1581 884

L e Copy /!




o ]
CajE

measure of either the improvernent in the chances of success that would
have resulted from say, permission to use American air crews in over-
flights or of the decrease in deniability that would have resuited there-
from. Each of many such decisions had to be discussed 2nd made on
its own merits, and in almost all of them several agencies had to take
part,

Cmne of the consequences of this state of affairs was that prompt
decisions were hard te cbtain, Ancother was that, like so many inter-
departmental decisions, these were subject to differing interpretations
by different participants in the preocess. Delays and differences of
interpretation were compounded by the constantly changing situation
both of Cuba and the Castro repime on the one side and of the opposi-
tion on the other, which would have rendered ripid and entirely orderly
planning difficult under the best of circumstances,

The natare of the decision making precess had other consequences
as well. [t explzins in large measure the fzilure to write tidy and com-
prehensive plans and have them properly approved in writing by compe-
tent authority well in advance. It explains why there was a long
succession of alternate plans and of moedification to plans under consid-
eration. Above all, the constant weighing of costs and beneflits in the

cffort to satisfy the military requirements for guccess without excessive
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impairment of the political requirement of deniability explains why the
final plan {2nd most of the variants considered in the last six weeks)

WAE A compromise.

F. Why An "Overt” Operation

Against the background of these remarks on the way decisions
were made and on the nature of policy issues involved, it is worth
commenting briefly on one of the major errors of judgment alleged
by the Survey: the decizien to "convert the project into what rapidly
became an overt military operation beyond the Agency's capability.
In part this "decision" was compelled by the failure of the internal
resistence the reasons for which are discussed in later sections and
are not germane to the current context. As for the Agency's capa-
bility, encugh has already been said to suggest that the operation was
not so much beyond the Agency's capability as if was beyvend the scope
of activities judged to be acceptably deniable, The gquestion that is
highly relevant to the policy making process is how and why the pro-
jeect was allowed to become overt and, when this had happened, why
il remained the responsibility of the Agency.

That it did become "overt' in the sense that there was extensive
public discussion of the preparations for invasion and that the military
zction was widely attributed to thé United States Government, both
before and after it took place, there can be no doubt, Nor is there
any mystery as to why this happened, It was quite cut of the question
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to infiltrate men 2nd arms by sea and air for months, recruit, train
and arm a strike force of some 1800 Cubans, to organize the political
fronts, first the FRD then the CRC and run a major prepagandz cam-
paign, without at least Teports and rumors of these activities becoming
widespread. Nor were there any illusions either in the Agency or
elsewhere in the Executive Branch as to the degree to which the facts
were surmised and accepted as true by journalists and other informed
persons. Why, then, would anyone continue to regard the invelvement
of the United States as plausibly deniable and why was the undertaking
not converted into an overt operation, which presumably would have
become the responsibility of the Department of Defense?

The answer to the first part of this question is that up to and
through the invasion itself the operation rermained to an extracrdinary
degree technically deniable, Funds were disbursed in such a way that
their U, 5, Geverarment origin could not be proved, Mo Agency case
oificer who played an active role was publicly revezled as sauch by
true name, MNeo Americans were captured [althoupgh the bodies of an
American B-26 crew were probably recovered after its loss on the
second day of the invasion)., In short, even the best informed-corce-
spondents in Miami who published what purported to be detailed, factual
reports could substantiate them eonly by guoting Cubans who themselves

were often not well informed.
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Thig limited and purely technical maintenance of denizbility
was less important to the decisions of the Executive Branch, however,
than the fact that no ¢ne in the Executive Branch was ready at any
point until after the defeat officially to avow U, 5. support. Indeed,
this alternative was never seriously considered. Ewven the rmost in-
adeguate fig leaf was considered more respectably than the absence
of any cover whatscever. Indeed, the final changes in the operational
Flan made in March, the official announcement in April that the
United States would not give support to the rebels, and the cancella-
tion of the D-Day strike were all last minute efforts to shore up the
plausible deniability of an enterprise for which CGovernmentz] support
was bound to be conclusively surmised even if it could not be proved,
These decigions were made by the senior policy makers of the
Government who were reading the newspapers every day and knew
well to what degree the project had in fact become "overt”, These
men simply were not willing to state officially either that the United
States iteelf was about to make war on Cuba or that the U. 5. Govern-
ment was openly supporting a group of Cubang, not even Tecopnized
as & Government in exile, in a military invasion. In the aftermath of
failure this decision may have seemed a wrong one, Had the operation
succeeded reasonably quickly and without too much bloodshed, the

decision would probably have seermed a correct ane.  Be that as it may,
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it was not the Agency's decizsion and, as the abowve cited actions
suggest, the pressure to strengthen deniability in the last few weeks
came from cutside the Apency and led to decisions which were un-
welcome to the Apency. To sugzest, as the Survey sesms to do,
that the Agency was responsible for thiz clinging to deniability is
demonstrably false.,

G, Government v3. Agency Decisions

The same comment applies in some degree to the three other
alleged major errors of judgment. {(These have te do respectively
with the treatment of the Cuban exiles, the adequacy of the military
planning, and the appraisal of the chances of success. They have
been touched upon above and are discussed at some length in Section
V below. ) In the context of the decision making process, the most
important conclusion that emerges is that, whether they were wise
or unwise, they were Governrmental decisions in a very real sense.
As to the handling of the Cubans, this was a matter of the most
intimnate consultation with the State Department, especially in the two
months preceding the invasion when the CRC was in process of forma=
ticm.  As to military plaoning, the recerd clearly shows that there
was detailed consultation with the Joint Chiefs of Staff, that the JCS

ES

censidered the successive plans both formally and informally, and

that these were the subject of review and discussion at the highest
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levels of Government. The chances of success were assessed
favorably by the Joint Chiefs (minus, of course, the last minute
cancellation of the D-Day strike) as well as by the Apency. The
Agency must accept a sizable share of the blame for whatever
mistakes were made in these three zreas but no one wha studies
the record with care can assert {and no one who has done so has
asserted) that the responsibility was narrowly focused on any one
of the participants in the decision making process,
H. Conclusions

This introductory and summary section began with a re-
statement of the main allegations of error made in the Survey and it
followed with a summary of the conclusions reached in this paper
{partly in the foregeing discussion but principally in the later more
detailed sections)with respect to these allegations, For the most
part the allegations are rejected. In concluding this section it maw
he useful first to list, fox cbrnpariéon and contrast with the SBurwvey,
what in the judgment of this paper do appear to have been the
strengths and weaknesses of this undertaking and second to suggest
some of the lessons to be drawn therefrom. The list iz as follows:

1} Small boat infiltration and exfiltration operations were

slow to start (but by and large weére effective and well run in the last

three months), Moreover, due %o the existence of the U, 5 Embassy
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in Havana, defectors and legal travel, the need for illegal infiltration
was comparatively slight until January 1961.

2} Partly for this reason, the effort to place trained commu-
nicators, paramilitary types, and other agents with resistance groups
inside the Island, and thereby to create a reception capability for air
and maritime resupply, never caught up with Castro's improving secu-
rity measures. This impaired the build-up neot only of guerrilla groups
but of intellipence nets. It is doubtful, however, whether significantly
mere could have been accomplished in bailding up an effective internal
resistance particularly in view of the timing of the whole operation
and the lead time involved in recruiting and training.

3) Aside from these weaknesses, alleged defecls of organiza-
tion and execution had little to do with the unsuccessful outcome, In
particular, the limiting facter om air cperations in support of the re-
sistance was not bad management but the limitations of the reception
parties and competence of Cuban air crews.

4} The air arm should have been stronger by the time of the
invasion in numbers of air crews, type of equipment, availability of
U. & bases, or some combination af all these. I relief could not
have been obtained from any of the politically motivated restrictions,
and if a larger number of compet;nt Cubzan air crews could not have

been recruited, the Agency sheuld on its own responsibility have
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assembled more U. 8. nationality air crews in the hope that their
cornmitrnent would be permitted in an emergency,

5] There should have been more pre-D=Day air strikes
and they should have employed the full strengih of the zir arm. The
D-Day strike should not have been cancelled,

&) The military plan was a good one {except for the Te-
strictions on, and possible inadeguacy of, the air arm). It was prop-
erly worked cut as between the Apency and the Joint Staff and was a
product of highly competent, professional military planning.

7} The appraisal of the chances of success was probably
faulty for reasons summarized above {para. d, page &),

8§} The important decisions were Governmental net those
of one Agency. It was frustrating but of little practical consequence
that the decision making process was at times cumbersome and did
not promote tidiness., It was inevitable that the whole shape of the
operation was determined 25 a compromise between the conflicting
goals of deniability and effectiveness,

i Lessons For The Future

What zre the lessons for the future to be drawn from this unhappy
experience? Perhaps the main one is that the . 5, should not support

an operation such as this invelving the usze of force without having also
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made the decision to use whatever force is needed to achieve success,
If the political decisions necessary to facilitate the sifective use of
force on an adequate scale, up to and possibly including the overt
commitment of U. &, military forces, are too difficult to make, then
the operation should be called off unless the odds in favor of success
within the politically imposed restrictions are very great,

It is & fact of life that the use of force by the U, 5. (or any
major Western nation--the Comrmunists seem to be judged by a
different standard) in an effort to influence the course of events in
another country is deeply unpopular with an impertant body of opinion.
Most of the damage to the politiczl posture of the .5, that is done
by such action cccurs when the action is identified, whether on the
basiz of evidence or of pure surmise, with the U.5, Once this point
of identification has been passed, it will almost invariably be true
that ultimate fzilure not only means loss of the original objective
but further exaggeration of the political damage, Ultimate success,
on the other hand, is the only way partially to retrieve and offset
the political damage. It is, therefore, only the part of wisdom to
reassess an undertaking of this sorl when identification of the U. 5.
Government with it hag bepun to occur or appears imminent and to
determine at that time either to ir:'sure success or to abandon it.
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The feeling has been widespread that another major lesson to be
learned has to do with respect to the decision mzking process in the
Executive Branch. In any major cperation involving the actual exercise
of power by the U.5. Government (as distinguished from the threat to
exercise power), some branch of the Government will be responsible
for execution, preoccupied with the achievement of success, and
therefore penerally the advocate of a massive and effective exercise
of power, At the same time, the U. 5. will always be in pursuit of a
variety of essentially pelitical objectives which will impose a
requirement to maintain a certain public pesture {notably in the UN).
This requirement, in turn, will imply limitations on the manner in
which and the scale on which power can be exercised. The guardian
of the public posture whose primary responsibility it will be to devise
and support restrictions an action will typically be the Department of
State, or policy makers cutside the action organization, In such a
situation there is almost bound to be a succession of aperational decisions
that present (or appear to the participants to present) major issues
of policy and, since there is an inevitable, and in a sense legitimate,
conflict of interests between departments reflecting the conflict of
objectives, there will typically have to be an arbiter who is himself
neither the activist operater nor I-jm statesman-like guardian of the
country's .pnlitic.al posture.
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Such issues are continuously brought to top levels for resolution.
The resgult iz a2 very human tendency on the part of the decision makers
to decide not only the policy matters which only they can handle but also
operational matters in which they have little of the expertise necessary
for judgment and can rarely acquire through briefings encugh depth
of factual detail for a full understanding. Admittedly, expert advisors
can be used but under pressure of time compounded by the unavoidable
ambiguity of committee considerations, decisions are often made by
the policy makers without full concurrence of the experts based on an
inadequate understanding of the issues or their implications.

These are of course eternal problems of high level decision
making and minor changes in governmental structure will not cause
them to disappear. Nor are they in any gense unigue to clandestine
operations conducted by this Agency. Whenever something like the Cuban
gituation arises, what seem to the operators to be operational decisions
will in fact raisc policy issues. The issues will be real because they
arise out of a real conflict of objectives. The decision making process
could be tidier than it itswally is and a meticulous written record would
minimize recriminations after the fact, Lut tidiness and a good written
record will have little bearing on'the substantive wisdom of the decisions
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themselves. Whether in important matters of this sort any one other
than the President himself can resolve the conflict between the
requirements for effectiveness of action and acceptability of the
political conzeguences rermains to be seen. Perhaps the most useful
lesson about Government decision making to be learned from the
Cuban case is that one must be prepared for and philosophical

about this process.

A third lesson of lesser generality has to do with the covertness
or deniability of paramilitary =nd other large scale cperations., An
operation can be said to be covert only so long as the knowledge that
it is being performed can be restricted to authorized individuals.

This is possible if an activity can really be concealed (e. g.
photography of a document without the knowledge that the document
has been reproduced) or if that part of the activity which is observable
by unwitting people can be made to appear to them to be perfectly
normal (the black movement of bodies or carge from place to place
through the use of false documendation). Unfortunately, a2 good many
large projects including notably most paramilitary operations cannot
be covert in this sense. Journalists and other unwitting people are
almest certzin to learn that something untoward is afoot. The anly

TS #1811 884
i Copy s



- 30-

aspect in which such operations can be kept clandestine is by
successfully concealing the part played by the U. 5. Government.

It is a necessary condition for the preservation of such
deniability that no enwitting individual acquire hard evidence of
Governmental participation but this is by no means a sufficient
conditiom. If it cormes to be widely believed even in the absence
of hard evidence that the U. 5. Government is assisting or
participating in an illegal activity, then a considerable part of the
benefit that accrues from deniability has already been lost. After
all, the effect on public opinion depends on what is believed by that
part of the public with which the policy makers are for the moment
concerned, There may still remsain, however, a benefit to be
derived from denizability after the public has decided that the denials
are false because the Government can still maintain a formally
"correct" posture. The Soviets frequently derive advantage from
this limited official deniability. As a rule however, the advantages
that accrue to a Western Government, with a lively and at least
partly hostile press and with statesmen who shrink from the

utterances of flat untruths, are limited.

»
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The lesson suggested by these remarks is that in future
clandestine operations of any size, it behooves all concerned to
assess realistically the degree to which the operation is, and is
likely to remain, clandestine. If the very scale of the activities
makes it imposgible to conceal them, can they be made to appear
to suspicious journalists and others to be perfectly normal? If
itis becoming apparent that something newsworthy is going on, can
suspicion of Government involvement be kept to an acceptably low
key? Or is the only.option that remains open that of firm, repeated,
public official disclaimer of a responsibility which will generally
be attributed to the Government anyway? A corellary is that the
advantages of whatever degree of denlability that remains feasible
should not be everestimnated, With hindsight, the U.S. did not
buy wery much pelitical advantage with all the restraints imposed
on air activity in the Cuban operation. Had it been decided even
ten days before the invasion that responsibility for the operation
would be unanimously attributed to the . 5. and that only official
dendability could be preserved, consideration might have bheen
given to recognizsing the Cuban Revolutionary Council as &
government in exile and allowing {t to make as many and as powerful
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air strikes asz it could. Another possibility might have been to use
U.5. aircraft for 2 night strike. No one proposed either course of
action at the time. They are mentioned here as theoretical possibilities
only to illustrate the kind of conclusion that might have flowed from
a more vealistic assessment of the achievable degree of covertness
and of the benefits to be obtained by maintaining only that limited degree
of covertness.

There may be a fourth lesson to be drawn with respect to the
assessment of the chances of success of any inherently risky
operation. As stated above, a conclusion of this paper is that the
assesstment may have been faulty. Generally, this has been attributed,
both in the Survey znd elsewhere, to the circumstance that those
responsible for conducting the operation were doing the appraising
and exhibited a2 predictable bias. But this diagnosiz ignores the role
of the JOF who were directed by the President to review the prospects
for the operationsprincipally so that there would be an independent
and professionally competent judgment. It is also true that in judging
the temper of the Cuban people, principal reliznce was placed ona

National Estimate. Nevertheless, it is probably true that the views
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of men deeply involved in the operation received toe much weight

in the assessment of the probable outcome, though it is far from clear
where and how additional skeptics could have been introduced into the
process of judgment without gimply adding to the confusion. The

only clear lesson is that policy makers should not make mistakes,
which is scarcely helpful.

Finally, there are various lessons to be drawn with respect to
Agency organization, procedures, and respurces. Mo attempt will be
made here to elaborate them, partly because to do so would require
rather detailed exposition and partly because these are not among the
really important lessons. It must be repeated gtill again that errors of
execution did not have much to do with the failure and it must be
emphasized that ways were found of bringing to bear on the conduct
of the operation professional talent of 2 high order, especially in the
military field. The mistakes were mainly these of judgment which

a different organizaticon would not have forestalled.
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II. THE SURVEY'S STATEMENTS OF THE OFERATIONAL CONCEPT

The Surwvey guite accurately refers to changes in the "military" plan
which cccurred on a number of occasions prior to the adoption of the final
plan {i.e., the Zapzra plan). The final plan, hewever, is the only one
here considered except that earlier plans will be discussed to the extent
that they are relevant to it.

Ar described by the Survey, the attack invelved about 1500 "'combat-
trained and heavily armed soldiers" in an '"overt.assault-type amphibious
landing" {page 46, para. 4} on certzin beaches on the Zapata Peninsula
on the south coast of Cuba. The troops had been moved by air on three
successive aights from a Guaternalan traindag camp to the staging area
in Nicaragua where they embarked <1 ships which had been pre-loaded at
Mew Orleans.

"The ships had r_ove? on separate courses from

Micaragua, under unobtrusive MNawvy escort, to the rendezwvous 40

miles offshore in order to avoid the azpearance of a convoy. From

there ithey had moved in ¢olumn ander cover of darkness to a

point 5000 yazds from the landing area, where they me; the

Mawy L5D, These complicated movements were apparently

accomplished in a secure tnanner and without alerting the enemy. "

(Page 29, para. 87},

The intention was to seize a "coastal strip about 40 miles long, separated
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frorn the interior by an impassable swamp penetrated only by three roads
from the north and flanked by a coastal road from the cast. " (Page 30,
para. 89),

The landing which occurred during the night of April 16-17 was sub-
stantially unoppesed. In addition, shortly after daylight an “airborne
infantry company was successfully parachuted from C-46 aircraft to
four of the five scheduled drop zones where its elements were given the
migsion of sealing off approach reads. ' (Page 30, para. 91).

Air support prior to the landing was given by raids by eight B-24's
on three Cuban airfields on 15 April and "destruction of half of Castra's
air [orce was cstimated on the basis of good post-strike photography''.
(Page 27, para. 81). Air atrikes planned for dawn on 17 April in arder
to knoclk out the rest of the Cuban air ;'urce were called off. . . late on
14 April". (Page 28, para. B3).

Early morni | enemy air attacks on 17 April resulted in sinking
a supply ship atd beaching a transportas well as damage to an LCI,

{Page 30, para. 92). Ground attacks by Cuban militia vecurred during

the day of 17 April. "While ammunition lasted, these attacks were beaten
off with heavy enemy casualties, and several of Castro's tanks were halied
or destroyed by ground or friendly air action. On the morning of 18 April,

the Red Beach Force, nearly out of ammmunition, retired in good order to
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Blue Beach without being pressed by the evening. " (Page 31, para. 94),
Adequate resupply (whether by sea or air) became increoasingly
difficult and finally impossible due to enemy air action (page 31, para. 96)

with the inevitable collapse resulting. The Survey, referring to air
suppert attempted for the Brigade on 1% and 19 April:

"In spite of this air action, however, and in spite of 2
reported 1800 casualties suffered by the Castro forees, the
Brigade's ability to resist depended in the last resart on
rsupply of ammunition, which had now become imposaible,

(Page 32, para. 93).

.IELB: Mo mention has been made of a separate landing planned for D-2
at a point 30 miles east of Guantanamo. Nino Diaz, who had a following
in Oriente Province, was to land with 170 men with the idea of starting

a fairly large scale diversion by drawing to him his follawers and the
Tesistance known to exist in Oriente. Although the Diaz group put to sea
and reached its Cuban landing area on schedule, it never in fact landed
dus to a mumber of factors beyond U, 5, control. Since the group played

no role, no further discussion seems warranted, /

/NB: By letter, dated 22 April 1961, the President charged General
Maxwell D. Taylor with the responeibility of investigating among other
things the Cuban operation and of reporting the lessons to be learned

therefrom. General Taylor, in association with Attorney General

Fennedy, Admiral Burke and Mr. Allen Dulles (known as the Cuban
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Study Group) immediately held centinuous hearings receiving testimony
from all possible informed witnesses including a number of individuals
who had been on the Zapata beachhead. General Taylor filed no written
report but gave the President an interim oral report on 16 May 1961 and
wrote the Presidenton 13 June 1961 that he was ready to make his final
report orally, which he did thereaftér. The oral reports were supported
by four memoranda which are hare referred to as they provide a far more
complete review of all aspects of the military portion of the operation than
given above or in the Sorvey. DBrief references to certzin of these

o

mermoranda are made hereafter
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I, WHY A MILITARY-TYPE INVASION,

The answer is based on a number of factors. Firel, it became
clear through the summer of 1960 that Castro was more firmly settled
as Chief of State than nad originally becn hoped. Moreover, it became
apparent that he was receiving and would continue to receive significant
support from the Soviet Bloc (including the Chinese} economically, in
military materiel, and in much needed advisers, e.g.. military, internal
security, positive intelligence and communications (to name the main
fields). Thus, it was recognized that it was becoming more and more
difficult to organize and maintain internal opposition, and, moreover,
it was daily becoming more apparent that forceful evidence of sutside
support was needed o cause the internal opposition to show its hand.

During the summer and fall of 1960, some guerrilla resistance
continued in the Escambray Mountains and in some of the provinces.
Al_tb.ﬂ_Ugh poorly fed and equipped, this resistance was respected by the
the militia which despite vast superiorities in number would not engage
the resistance in direct combat., Rather, the militia surrounded
resistance pockets, staying on the main roads away [rom the hills; kept
food and supplies cut of resistance areas, and captured the guerrillas
when they came out of the hills singly or in small numbers seeking
focd or other aid. Nevertheless, until the morale of the militia could
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be shaken, it seemed clear that, due to its vast superiority in numbers,

it could continue at least to contain the resistance. Moreover, it became
evident through the fall and early winter that the outside force to be
successful needed to be self-sustaining since small bands ar elements
would, due to numerical inferiority in all likelihood, be cut off, surrounded
and overwhelmed or rendered harmiless by the militia.

In addition, difficulties of supplying the opposition soon became
apparent. Air drops were rarely successiul which is not an unusual
operational experience. Under muoch simpler conditions approximately
the first 12 or 13 drops in support of Castillo Armas were wholly unsuccessful
in Guatemala. Thereafter, slight improvement occurred but mainly due
to the fact that the drops were made in daylight and directed to terrain
held by the invaders who were in open eenflict and not in hiding., Ewven
in France during WW II at a time when experienced pilots were dropping
to experienced reception committess in vastly more fasrable terrain than
available in most of the attempted Cuban drops the rule of thumb was that
only 50% success should be expected, At any rate the lack of success by
air and the difficulty of distributing within Cuba the substantial amount of
materiel landed by boat {plus, of course, the restrictions imposed by the
constantly increasing and improving, internal security) made it clear that
no internal r:zsiﬂtanct buildup could achieve adequate size to eliminate

g
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the regime without substantial outside suppart.

Ag early as November, therefore, the Government decided to continue
to aid the internal resistance as much as possible but to begin to plan for the
introduction into Cuba of a trained force from the outside. Unguestionably,
Castillo Armas in Guatemala was an analogy and precedent. Ower the
period from November until April the possibility - indeed the probability -
ef a military type invagion was continucusly a generally approved part of the
concept, In addition, by common consent of all involved, the size of the
Bripade was inereased bit by bit until the final 1500 total was reached,

{Page 65, para. 54). There was no magic in any particular number,
Nevertheless, [actors such as features and size of terrain to be atiacked
desired fire poweér and logistics were carefully weighed by officers
experienced in guerrilla and special force actions with the result that &
minimum basic force of 750 was decided in December 1960 to be the proper
wize for the requirements. Thereafter, the increase was undertaken to
provide extra strength on the simple theory that as long as [lexibility

was retained more men and guns would inevitably bhe useful,

Although the decisions invelving size and use of the Brigade were in .
general based on its employment as a single force, the posaibility of
piecemeal nse through infiltrations in small groups was seriously studied.
Obvious pcli:tiv:a.l. advantages would have been gained with such use rather

than the larger "invasion'' type landing. Nevertheless, the considered

e TS #181834
Copy /J



et
Lo Lo

military judgment {i.e., of both Agency and JCS§ staff and military officers)
was that small groups would not be able to prevent the large numbers of
militia from either isolating or gradually eliminating them, Moreover, it
was felt that the state of the internal opposition was such that they would not
respond aggressively to the undramatic and, at best, slow impact of small
bands of this sort. Consequently, such a2 plan could only result in a
wasting of assets and a failure to use effectively the trained manpower
of the Brigade, The military-type concept of introducing the entire
Brigade into Cuba as a single force, therefore, ¢merged as the most

feasible possibility.
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1¥, THE DECISION MAKING PROCESS

In order to place the Apency's role in the proper perspective and
to indicate the general participation of the Executive Department, it is
esfential to examine the planning process that was involved., The Survey
ia highly critical of this aspect but it should be noted that the Survey is
particularly incomplete in the discussions of decision-making and
planning.

Regarding the planning process, for example, the Survey comments
that in January 1961 "the Agency was driving forward without knowing
precisely where it was going. " (Page ), para. 13). What is meant is
unclear, particularly as in the neéxt paragraph the Survey states:

"At this meeting (28 January 1961) there was a
presentation, largely oral, of the status of the operation, and
President Kennedy approved their continuation. " (Page 50, para.l4).
In the same connection, the Survey states that at the end of NMovember

1960, the Apgency presented a revised plan to President Eisenhower
and his advisors and "President Eisenhower orally directed the Agency
to go ahead with its preparations with all speed." (Page 48, para. 8).

Some direction, therefore, was visible to btwo Presidr:nts. even

though no definitive decisions were made until the very last minute.

The fact, however, that the Sur vﬁdllr could make such 2 statement and at

the same ;ime include only the barest facts suggests a lack of understanding
af the decision-making process,
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The Special Group prioer to 20 Januvary 1961 (Messrs, Dulles; Gray;
Herter until appointed Secretary, then Merchant; Douglas, with Irwin
sitting for him 6n occasgion) reviewed the entire situation on numerous
occasions and considered special issues on othere. Cuban discussion in
the Special” Group started in 1959 when concerns about the political
gituation and the undesirability of Casiro were aired, Coverl zctions
le.g., radio broadcasting, econornic actions, passible sabotage) were
discussed at several meetings in January, February and March 1960 in-
cluding the examinatien of a detailed "General Covert Action Plan far
IC-nhn" on 14 March 1960. This plan was approved by the Special Group,
then partially rewritten and finally approved by President Eisenhower
on 17 March 1960, (Page 46, para. 3., and the Survey's Annex A),

Between mid-March and 20 January 1961, the Special Group had
discussions of Cuba at 37 meetings, of which at least 8 to 10 in the
period during and following November 1960 were detailed discussions.
Gordon Gray, as the President's representative on the Special Group,
reported to the President regularly on such Special Group activities,
Moreover, at a general briefing on the project at the Special Group
meeting of 8 December 1960, Assistant Secretary Mann and Mr. Joseph
Scott of State alse attended as did General Lansdale from Deferse. In
addition, C/WH regularly held weekly mectings with the Assigtant Secretary

of State at which Cuba was often discussed; liaison with Mr, Scott's office
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in State by A/DDP/A and others was almost on 2 daily basis on Cuba
alone; and members of WH/4 alsoe had substantially daily contact {on
Cuba) with General Erskine's office in Defense (General Lansdale, the
Deputy) regarding Defense support and details of the preparation for the
possible "invasion''.

President Eisenhower, in addition to the 29 November 1940 meeating
referred to in the Survey, held a further detailed meeting on 3 January
1961 so that with these plus the reports which he received from Mr, Oray
and others he was personally fariliar with the status of the project at the
time he Left offica.

Also as the result of an understanding first worked out with
General Bonesteel of the JCS and later adopted by the Secretary of State,
the Secretary of Defense and the DCI, a Task Foree (or committes) was
created chaired by Ambassador Willaver with representatives of State
(Assistant Secretary Mann and his deputy, Mr. Coerr); JCS (General
Gray and other military members of his staff); and CIA (A/DDF/A and
C/WH/4 or when absent, his deputy}. Later William Bundy of Agsistant
Becretary of Defense Nitze's office joined the Task Forece. The Taszk
Force was responsible for examining the project with a view to determining
what actions should be considered which were either not covered by existing
plans or necessary to support existing plans. Ambassador Willauer
reported to the Special Group at its meetings of 12 and 19 January (951,
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The work of this Task Force raesulted in the creation of a special JCS
team headed by General Gray (discuzsed below) to review military
planning and a committee to keep track of non-military aspects of
planning consisting of Defense (General Gray), State (Mr. Braddocl, last
Charge in Havana prior to the break in relations) and CLA [A/DDP}AY,
This latter commitiee met regularly from about mid-February and
preparcd a list of tasks 1o be discharged by the Agency and each
Department. This paper was approved by the Secretary of State,
Secretary of Defense and the DCI and was used a8 a cheek list, A copy
12 attached as Annex A, As noted, it contained no reference to the
military or Brigade action.

The new Administration was brought into the piclure a5 soon as
possible. President Kennedy was given a general briefing by the DGI
and the DDJF on 18 November 1960 and Secretary of State Rusk was
briefed by the DCI priar to inasguration on 17 January 1961, Rusk was
again briefed en 22 January by the DC! and the DD/P in a group including
the Secretary of Defense and the Attorney General,

Thereafter, there were a number of meetings with the President
at which the Secretary of State, Secretary of Defense, the Chairman of
the JGCE, the Attorney General, the DCI were present, In addition,
Messrs. McGeorge Bundy and Schlesinger from the White House Stafi;

Berle and Mann from State; Nitze and William Bundy from Defense;
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General Gray from the JCB; and the DD/P were present. Sich meetings

were held on:
28 January
17 February
11 March
14 March (smaller mecting)
15 March
4 April
12 April
{Special communications regarding action under the Plan were alsa héld wit
the President on 14 and 16 April via McGeorge Bundy and the Secretary
of State).
In addition to the foregoing, the Presidenton 7 March met with the
Armbassador from Cuatemala to the U. S, and the Ambassador's brother,
a special emissary from President Ydiporas, who presented Pragident
Ydigoras' views. Numerous meetings also were held with Messrs, McGeo
Bundy, Berle and Mann, and Mr. Berle met with Mire Cardona, President
of the Cuban Revolutionary Council. Also in the second week in April due

te attacks in the UN by Foreipn Minister Roa of Cuba and stories in the

press, mainly the New York Times, a substantial amount of time had to

be spent with the State Department preparing materizl for use by the USUN
delepation including a briefing of Ambassador Stevenson. If is fair to say,
therefore, that the senior members of the Administration were personally
and intimately familiar with the status of the project and the issues and

problems involved.
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Cn the military side, General Lemnitzer with the approval of
the Secretary of Defense designated General Gray of the JC5 on 4
JTarmary 1961 as the chief military liaison [or the project., General
Gray, thereafter,became closely associated with the military pl anning,
From 31 Jamuary to 6 February a complete, detailed review of the
operations plan was made by General Gray and a team of officers, This
involved a therough briefing by Esterline, Chief/WH/4 and Colonel Hawkins,
Chief /WH/4/PM, and officers of their staffs plus several days of study
by the JCS team. The Trinidad plan was the one reviewed on this cccasion.
During the review 2 memorandum was prepared by the team, approved
by the JC5, znd sent to the Secretary of Defense. (JCS Memo 57-61 of
3 February 1961, to Secretary of Delense, Subject: Military Evaluation
of the CIA Para-Military Plan, Cuba),

This memorandum reached a favorable asseasment of the plan,
It stated, howewver, that it was unable to evaluate the combat capabilities
of the Cuban Brigade and Air Force except on the testimony of others
since the Team had not secn these themselves. As a result, a team of
3 officers, a Special Forces Colonel, a Marine Colonel, and an Air Force
Caolonel, were selected by General Gray from ameong the officers briefed
and sent to Guatemala from 25 through 27 February to examine the air and
pround f:?r-::es personally. A subsequent report to the Secretary of Defense
confirmed their finding that the forces were capable. {JC5 Memo 146-61 of
10 March 1961, to Secretary of Defense; Subject: Evaluation of CIA Cuban
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Volunteer Task Force), This latter report recommended that an ingiructor
"experienced in operational logistics" be assipned to the {raining unit
"tmmediately for the final phase of training, " A Marine Colonel with these
qualifications was so assigned.

Thereafter, General Gray and his team were intirmately connected
with all plans and moves of Colonel Hawkins' PM Section, In fact, it would
not be inaccurate to say that General Gray and his team were the equivalent
of a full partner of the Agency in this phase {rom mid-February 1961 until
17 April. {This did not, of course, affect the primary CIA responsibility).
During this period General Gray briefed General Lemnitzer at iragquent
intervals and also briefed the JC5 at formal JCS meetings,

When DD/F headquarters elements went on 24-hour duty on 13 April
1981, General Gray's staff did likewise and assigned a full time liaison
officer to sit with Colonel Hawkins' section in order to be able to brief
General Gray fully each day. General Gray, in turn, briefed General
Lemnitzer.

The Trinidad Flan was always the plan preferred by the military, i.e.,
the JC5, Generzl Gray and Colonel Hawkins and his staff. It was, however,
considered unacceptable in certain aspects for political reasons so that on
or about 11 March 1961, President Kennedy decided that it should not be
executed, A further study of the entire Cuban shore line was then conducted
by CLA, mainly WH/f4, from 13 through 15 March, As indicated in the Survey,
thie study resulted in a shift from Trinidad to Zapata, Two alternate concepts
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were sketched out but the Zapata arez concept was the only one which met
the political requirements and provided a reascnable chance of succes B.
This concept was fully described to General Gray and his team and passed
on by the JC5 as the best alternate to the Trinidad plan (JCS Memo 166-6]
of 15 March 1961 to Secretary of Defense; Subject:Evaluation of Military
Aspects of Alternate Concepts of CLA Para-Military Plan, Cuba.) The
covering memorandum from General Lemnitzer as Chairman of the JCS
states in part:
"3, The conclusions of the evaluation of the military

agpects of the three alternative concepts are as follows:

. Alternative ITI" {substantially the final Zapata
Plan) "has all the prerequisites necessary to successfully
establish the Cuban Voluntary Task Force, including air
elements, in the objective area and sustain itself with outside
logistic support for several weeks; however, inaccessibility

of the area may limit the support from the Cuban populace,

"4, Itis recommended that:
"a. the Secretary of Defense support the views of the

Jeint Chiefs of Staff as expressed in the above conclusions, "

After 15 March, the JCS reviewed the Zapata plan as a body four

times. The final plan was reviewed by individual Chiefs since it was only
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presented to the JCS on 15 April which was too late for its review by the JCS
as a body,

The only reference in the Survey to JCS participation states that
"members of the JCS" ha,-?'ra ftated “in the course of another inguiry
(1) that the final plan was presented to them only orally, which prevented
normal slaffing; (2) that they regarded the operation as being solely ClA's
with the military called in to furnish various types of support and the chief
interest of the JC5 being to see to it that every kind of support requested
was furnighed; (3) that they went on the assumption that full air support
would be [urnished and control of the air secured and on the Agency's
agsurances that a great number of insurgents would immediately join
forces with the invasion forces; and (4) that, in the event the battle went
agzinst them, the Brigade would at onee 'go guerrilla’ and take to the hills. "

Neither the "members of the JC5" nor the other "inguiry™ are
identified nor is there any citation supperting the alleged testimony.
Being unable, therefore, to locate the [ull text from which the guotation
was taken, it is not possible to analysze or clarify the points made, Pre-
sumably the "inquiry" referred to was that conducted by General Taylor
although ne verbatim minutes were kept, At least no transcript or full
repart of these hearings is available to the writer, In response, therefore,
it can only be repeated that the JCS, as indicated, did review the Zapata

sl TS #181884
Copy__J



e S T T e

~10=

plan and continued to be closely associated through their representatives
and briefings with all actions taken thereon.

It is quite clear from the four memoranda supporting General
Tayler's oral report mentioned above that the Cuban Study Group con-
sidered the operation to be one by the United States, not by the Agency,
even though the Apency was the Executive Agent. Memorandum No., 2.,
entitled "Immediate Causes of Failure of Operation Zapata™, says on
this point:

"The Executive Branch of the Government was not
organizationally prepared to cope with this kind of paramilitary
cperation, There was no single authority short of the Fresident
capable of coordinating the actions of CIA, State, Defense and
USLA, " (Memorandum No. 2., Para. 11, page 4).

As far as the concurrence of the JCS is cencerned, Memorandum
Mo, 3, entitled "Conclusions of the Cuban Study Group', concluded:

"The Jeint Chiels of S5taff had the important
responsibility of examining into the history of the cperation.

By acquiescing in the Zapata plan, they gave the impression te

others of approving it..." (Memorandum Mo, 3, para. l.h., page 3.
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IV - Annex A

23 March 1961
EYES ONLY

MEMORANDUM FOR: Secretary of State
Secretary of Defenae
Director of Central Intellipence Agency

SUBJECT: Tasks, Para-Military Plan, Cuba

1. The Working Group azsigned to work out the detailed tasks for the
planning and conduct of the CIA Para-Military Flan, Cuba, and act as
members of a Central Office for the operation, has apreed upon the tasks
to be accomplished by the representatives of your respective departments
and agency. The tasks are set forth for three phases: Fre-D-Day Phase;
D-Day and Post-D-Day Phase urtil Recegnition; and FPost-Recognition
Phase.

2. The tasks for the Fre-D-Day Phase are set forth in Enclosure
A hereto.

3. The tasks for the D-Day and Post-D-Day Phase until Recognition
are set forth in Enclosure B hereto, :

4, The tasks for the Post-Recognition Phase are set forth in
Enclogure © hereto.

5. The proposed time schedule for the Pre-D-Day Phase is attached
zs Enclosure D hereto.

Department of State Representative
Department of Defense Representative
CIA Bepresentative

Atts: Encls, A-D as stated
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ENCLOSURE A

PRE-D-DAY FHASE

L. Department of State representatives will:
a, Frepare White Paper for FPresidential approwval,

b. Provide assistance to Mr. Schlesinger in preparation of material
for Presidential staterments,

c. Provide Working Group with Policy Statement ae to what "recognition
really means.

d. Determine action, if any, to be taken regarding disclesures to
Latin American countries - e. g.,

(1) Guatemala
(2] Micaragua

and other countries, e.g.,

(1] United Hingdom
{Z] France

1

e, Provide policy guidance for all aspects of the development of the
Free Cuba Government.

f. Prepare plans for overt moeral and other possible nonmilitary support
prior to recognition of the Free Cuba Government of the objectives of the Cuban
Volunteer Force and of the Revelutionary Couneil, including possible action

in the United Nations or in the Organization of American States.

g. Prepare plans for overt moral and other possible nonmilitary
support of the objectives of the Free Cuba Government when established.,

h. Provide policy guidance to USIA to support thiz plan.

i. Prepare plans for Post-D=-Davy actions.
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-2 - Enclosure A
2. Department of Defense representatives will:

2. Continue to provide training and logistic support to the Cuban
Vaolunteer Force ag requested by CIA,

b. Prepare logiztics plans for arms, ammunition, and equipment
support beyond the capabilities of the initial CLA logistics support.

¢, Prepare plans for provision of support from cperational forces
as required.

d. Prepare letter of instruction to the Services, CINCLANT and
COMNAD for suppert of this operation.

e, HKeep CINCLANT planners informed,
20 C1A representatives will:

a. Establish a Central Office from which Executive Department and
Agency representatives will coordinate planning and conduct operations.

b. <Continue to supply guerrilla forces in Cuba as feasible and
required.

c.  Assist in the organization of a Free Cuba Government.

€. GConduct an interrogation of two or three members of the Cuban
Volunteer Force to determine full extent of their knowledpge of actual facts
and provide information to the President as soon as possible.

e, Finalize detailed plans for the employment of the Volunteer Force
in Cuba and follow up plans. Execute these plans on order.

f. Continue to recruit, train and equip the Cuban Volunteer Force.

g. Prepare detailed plans for establishing contact with the internal
opposition, establishing such contrel, coordination and support of this
opposition as may be desirable and feasible.

h. Ezxert effort to arrange defection of key Cuban personnel,
(M. B: The defection of the military commander of the Isle of Pines, or
at least officers who could contrel the Isle, would be particularly desirable.)
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i, Continue detziled intellipence collection on Castro activities
throughout Latin America particularly his efforts to export revolution.

j-  Suapport the preparation of a White paper to be issued by the Free
Cubz Government,

k. EReview cover plans.

1. Coordinate with DOD repruiﬁéntatives logistic follow-up support
requirements.

m. Review and implement a pre-D-Day psychological warfare plan.

n. Review Psychological Warfare Plan for D-Day and Pod-D-Day
Phase.

o. Intensify UW activities in Cuba.

p. Prepare contingency plan for the disposition, if necessary, of the
Cuban ¥olunteer Force.

q. FPrepare final briefing on entire operation,

~
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ENCLOSURE B

D-DAY AND POST-D-DAY PHASE UNTIL RECOGNITION

;I Department of State representatives will:

a. Take such steps as may be feasible for the protection of U. 5. citizens
in Cuba.

k. Execute plans for support of the Revolutionary Council or Free
Cuba Government in the United Nations or Organization of American States
and to counter communist and/or Castro charges in the United Nations or

Organization of American States, as appropriate,

¢. ILend support to the objectives and actions of the Cuban Volunteer
Force and the Free Cuba Government.

d. Revise plans as necessary for support of the Free Cuba Government.
e. Becognize Free Cuba Government as appropriate,
2. Department of Defense representatives will:

a. Provide follow-up logistic support as requested by CIA and/or in
accordance with logistics plan.

b. Provide supperi from operational forces as directed.

¢, FPrepare detailed plans to support the U, 5. aid plan for the Free
Cuba Government for implementation when overt support is given.

d. Cocrdinate support by IDMOD agencies and commands.
3. CIA representatives will:
2. Execute and support over=-zll paramilitary plan.
b. Inform DOD representatives of logistice requirements.
c. Continue execution of psychological warfare plan.

d. Beresponsible for the continucus coperation of the Central Office
and present briefings of the situation as required or directed.
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. Introduce representatives of the Revolutionary Council and of the
Free Cuba Government into Cuba at an appropriate time.
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ENCLOSURE C

POST RECOGHITION PHASE

The Departments and the Agency will prepare, coordinate and execute,
as appropriate, such contingency plang as may be required and will,
morecver, plan for the resumption of their regularly asgigned functions in

relation to the new Cuban government.
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ENCLOSURE D

TIME SCHEDULE

D=-14
a. Department of State Representatives:

(1) Complete White Paper for Presidential approwval.

{2) Provide policy guidance for all aspecta of the Free Cuba

Jovernment [(continuous).
b, Department of Defense Beprescentatives:

(1} Continue to provide training and logistic support to the Cuban
folunteer Force as reguested by CLA,

c. CIA Representatives:
{11 Establish a Central Office.

(2} Ceontinue to supply guerrilla forces in Cuba as feasible and
required (continuous).

(3] Assist in organization of Free Cuba Government.
{4} Continue to train and equip the Cuban Volunteer Force.

{5} Coordinate with DOD representatives logistic follow-up
jupport requirements (continuous),

{6} Intensify UW zctivities in Cuba.

e

D-11
a. Department of 5tate Representatives:

(1} Provide assistance to Mr, Schlesinger in preparation of
material for Presidential astatements {continuous].

(2] Complete plane for overt moral and other poseible non-
military support of the objectivez of the Free Cuba Government when
zstablished.
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2, DOD Eepresentatives:

(1} Complete letter of instruction to the Services, CINCLANT
and COMNAD for support of this cperation.

4. D=9

a. Department of State Representatives:

{1} Provide Working Group with FPolicy Staterment as to what
"recognition' really means.

(2} Have approved policy position regarding action, if any, to
be taken repgarding disclosures to foreign countries.

{3) Complete plans for owert moral and other possible nenmilitary
support prior to recognition of the Free Cuba Government of the objectives
of the Cuban Velunteer Force and of the Revolutionary Council, etco.

{4) Complete plans for Fost-D-Day actions.
b, "+DOD Representatives:

(1} Complete logistics plans for DOD fellow-up support.
c, ClA Representatives:

(1} Finalize detailed plans for the employment of the Cubzn
Volunteer Force.

(2} Complete detailed plans for estzblishing contact with the
internal opposition and for establishing such control, coordination and
support of this opposition as may be desirable and feasible. ’

(3 Initiate effort to arrange defection of key Cuban personnel.

(4 Complete review and }impl-'-mer_*_ z pre-D-Day psychologiczl
Warfare Pian for D-Day znd post-D-Dray phase.
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{5) Complete review of Fsychological Warfare Plan for D-Day
and post-D-Day phase.

5. D-B
a., CIA Representatives:

(1) Complete support of a white paper to be issued by the Free
Cuba Government and arrange to have that Government issue same.

6. D1
a. CIA Representatives:
(1) Complete review of cover plans.
T D-6
a, CIA Representatives:
(1} Conduct an interrogation of two or three members of the Cuban
Volunteer Force to determine full extent of their knowledge of actunal facts
and provide information to the Pregident as soon as possible,
B, D-5
a. DOD Representatives:
{1} Brief CINCLANT and COMAD planners,

b. ClA Representatives:

(1} Complete contingency plan for the disposition, if necessary,
of the Cuban Volunteer Force.

(2} Complete preparation of final briefing on entire operation.
a. Department of State Representatives:
{1} Provide policy guidance to USIA to support this plan.
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b. CIA Hepresentatives:

11) Complete detailed intellipence collection on Castro activitics
throughout Latin America,
10, -2

2. DOD Representatives:

{1} Complete plans for provision of support from operational
forces as required.

b. ClA Representatives:

{1} Present final briefing on entire eperation {if not given prior
to this date).
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¥. THE ASSESSMENT OF THE ADEQUACY OF THE PLAN

As stated above one of the considerations raised by the Agency's
capability te perform the operation is the question of what it thought the
chances of success to be and if, as was the case, these were thought to
be good, how reasonable this conclusion was in the light of the known
facts., An examination of the adeguacy of the military plan is essential
to a resclution of this latter point.

Whatever conclugions or inferences may be drawn from the defeat
of the Brigade, no one can deny that, in the absence of the planned D-Day
dawn air strikes, the operational plan was never tested. Perhaps these
air strikes would have had no significant effect but in view of the essentiality
of eliminating Castro's air force, it can be asserted that without these
air strikes the plan never had a chance. Mo issue has received more
therough analysia since the failure of the operation than the decision to
cancel. Although the Survey fails to tell the full story, it is felt that
nothing can be gained from further review. There is no doubt, however,
that the informed military view without exception and at all times was
that complete control of the air was abselutely vital.

{N.B. The Survey's statement indicating that "two of the

President's military advisors, both members of the Joint

Chiefa' did not understand this principle is considered

inaccurate,)
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To the extent that there wag a failure to communicate this to the appropriate
political levels, blame should be attached. Quite candidly, it is unknown
where this failure occurred, if, in fact, it did.

Before analyzing the reasonableness of the view that the D-Day air
strikes could have changed the result it is important to examine the basic
theory of the operation and what was accomplished, what failed and what
was not legsted, As o the last the only possible judgments are whether
the theory based on existing evidence was sensible. The cperational theory
in outline was:

a. To destroy the enemy air force. Not tested though

partially accomplished,

b. To land the Brigade on the Zapata beachhead achieving

surprise. Accomplished successfully.

e. To maintain the Brigade on the beachhead perhaps for
several weeks, Not tested.

d. To persuade the Cuban populace (both privats individuals
and governmaental, including military) actively to oppose the regime.
It was never expected that this would happen until the 1:=r:=nt:n.|1a.=:ej WAE
convinced that an oppodition force supporting democratic leadership
receiving sutside support was lblle to maintain itself on Cuban soil,

How long this would take was unknown. Mot tested.
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The failure to knock out Castro's airpower (particularly his T-33 jets)
was fatal. How reasonable was the assumplion that the D-Day strikes
would have eliminated this airpower or at least made it non-operational
for a period of time?

The besat estimates based on all sources, including photography,
(later confirmed as substantially accurate] were that prior to D-2
Cuban combat aircraft strength was 36 aircraft, i.e,.:

17 B-2&"s

13 Sea Furies
5 T-33's
1 F-51

All of these were at three airfields - San Antonio, Libertad, and
Antonio Maceo. The in-commission rate was assumed to be 50%
(believed to be slightly high) so that presumably 18 combat aircraft
were operational at the tirme of the initial D-2 strikes.

Based on all source. reports, including COMINT and photography,
the Cubansg subsegquent to the D-2 strikes were able to launch only 7
aircralt against the beachhead, namely:

2 B-26's
2 Sea Furies
3 T-33"s

Phetography, of course, cannot determine serviceability but

photography of aircraft movements post D-2 were consistent with, and,

it is fair to zay, confirm the above figures,
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In addition, these operational aircraflt were concentrated by the
Cubans at San Antonio with the possible exception of 1 B-26 at Libertad,
With the potent fire power carried by the B-26's flown by the Brigade,
and based on the results of the D-2 strikes, the elimination of these
seven aircraft could reasonably have been anticipated assuming surprise.
Since the landing achieved surprise and since the Cubans had no effective
anti-air warning system, surprise would almost certainly have been
achieved.

With regard to the ability of the Brigade to maintain itself once
ashore ':nssu.rning the elimination of hostile aircraft), the theory was
that the Zapata area was s0 difficult of access via only three exposed
roads across swamps that a small force could easily defend it against
vastly superior forces for "several weeks'" as stated by the JCS.
Hostile concentrations and artillery would have been almost impossible
to conceal from the air due to the terrain and the B-26 [ire power would
have been devastating against these. This is confirmed by the one actual
encounter of B-26's against Cuban tanks. The Brigade's fire power was
alsc heavy and could have prevented passage of any Cuban troops or
equipment down the narrow access roads. As long as the ammunition
lasted the Brigade actually succeeded in doing this. Supplies, absent
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hostile air, could have been landed in large quantities since ships could
have been brought in to the beachhead.

The accuracy of this conclusion depends, of course, on technical
considerations and must be based on experienced military judgments
assessing such matters as the terrain involved; the size and capacity
of friendly and opposing weapons involved; and the capacity particularly
of the attacking force to maintain logistic support. Such an analysis
could again be made but it would seem sufficient to support the
reasonableness of the judgmenl reached in April by reference to the
judgments reached by the Agéency military planners and supported by the
JGS and its staff,

Although it was believed that the Brigade under the assumed
conditions could maintain itself on the beachhead almost indefinitely,
still for ultimate success internal support was obviously needed., The
concept of the plan was as indicated that at some point (not immediately)
the existence of the Brigade would be recognized and Castro's quiescent
opposition would become active.

As far as internal opposition was concerned, there was essentizlly
general agreement regarding the situation. Such disagreement as has
exiated has been with respect to the ;H:curac)r of the prognosis regarding
intermal E'.Ip‘p:‘.]l't the Brigade might expect after landing.
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The December 1960 U.5. estimate regarding the internal situation was
that Castre was firmly in contrel; that his regime had consolidated its hold;
that Cuban internal security was being rapidly built up; that Bloc assistance
in the form of military technicians and instructors was about 200; that
GCuban pilots and other specialists had been taken overseas by the Bloc
for training; that the Cuban Communist Party controlled key positions;
and that no cne group or combination of the repgime's enemies seemed
well encugh organized or sufficiently strong te offer a serious threat
without outside help to Castro's zuthority (SNIE 85, 3-60; Prospects
for the Castro Regime).

Esgsentially the same facts were presented in the pamphlet released
in early April by the State Department on Cuba, the facts in which were
worked on jointly by all interested departments and agencies, {Department
of State publication 7171, Inter-American Series 66, entitled "Cuba',
pages 19-25).

Again the same conclusions were stated by the Agency in its
presentations. An example is the memorandum, dated 17 Februarw,r_ 1961,
Annex B of the Survey which ses forth the view on these points consistently
presented by the Agency throughout this period and up to 17 April 1961.

What then was the Apency prognosis? The Zapata plan took the view
that there wuslevidenee to justify the conclusien that once it could be
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shown to the Cubans that a Cuban force in opposition to Castro, having
Cuban political leaders of pelitical stature and democratic views, was
capable of maintaining itself on Cuban seoil, there would be substantial
defections from the Captro regime in all walks of life, private and
governmental.

In December the USIE had estimated that, despite the hold established
by Castro and his regime, "Internal resistance teo the Castro regime has
risen sharply in the last six months."

"The Catholic Church, the only major institution not brought to its
knees by the regime, has tzken an increasingly firm stand against Castro."

"The middle and professional classes are now for the most part
disaffected. Some campesinos are disgruntled, notably over the regime's
failure to redistribute large landholdings as it had promised; thus far
only token allotments have been made."'

"A pumber of anti-Castro guerrilla groups are operating in the
Sierra Escambray area and in Orieante Province, but the regime hae
demonstratsd its ability to contain these bands."

"Within the Army, MNavy, and Air Force, thers probably remains a
measure of dissidence and probably considerable resentment at the
regime's decided preference for the ;ivilia.:n militia, but this may decline
as more E-lm:. equipment i5 made avzilable to them."
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[The above queotations are all from SNIE 85-3-60, page 5).

The militia numbering at least 200, 000 was estimated to have been
drawn largely {rom the lower incorne peasants and urban workers.

"Thus far, the militia's overall combat efficiency is low; many
units zre still on a2 part time training basis. However, z basic cadre
of well organized well equipped, and trained units is emerging and on
a number of occasions the militia has been used effectively to control
molbs and to perform other security duties."

"“The regular forces are still disrupled as a result of successive
purges, and rehabilitation has been delayed by the employment of
substantial army and navy detachments in construction znd other public
works. At present, the combat effectiveness of the air foree is
virtually mnil, that of the navy poor, anrd that of the army at best fair,
although it probably now exceeds that of all but the best militia units."

{Above quotes from SMIE 85-3-60, pages 3-4. For similar
cenclusions approved by the USIE on 7 February 1961, see "A report
prepared by an Ad Hoc Committee of the USIB." CCI MNo. 0592/61-C,
Parc I, para. 6, page 3, and Part I, para. 8, page 4.)

Further evidence of the instability of the Castro regime was apparent
in the constantly growing list of indi;-idunls once close to Castra whe
were deftcl.i:;,g from him. Many of these were referred to in the State
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Department pamphlet referred to above, Some significant examples
(and only examples) are:

Dr, Jose Miro Cardona, once Prime Minister of the Revolutionary
Government.

Dr. Manuel Urrutia y Liee, hereo of the Revolution, Provisional
President of the Revolutionary Government. Under house
arrest after being forced to resign.

Manuel Ray Rivero, organized anti-Batista underground in Havana,
Castro's Minister of Public Works.

Humberto Sori Marin, Castro's first Minister of Agriculture.

Major Huber Matos Benitez, hero of Slerra Maestra, revolutionary
commandante of Camaguey Province, then thrown in jail.

Manuel Artime )

Nino Diaz } Sierra Maestra heroes.

Justo Carrille |}

Baul Chikas, [und raiser for the Revolution and fought with Castro
in the hills.

Felippe Pazos, represented the Z6th of July on the Junta of Liberation,
and was appointed by Castro as President of the National Bank
of Cuba,

Pedro Diaz Lanz, chief of the Cuban air force and Castro's personal
pillat.
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David Salvador, labor leader, "anti-Yanqui" pro-Castro secretary
general of the Cuban trade union federation, Castro inter-
vened on the Communist side against Salvador's free labor
movement and jailed Salwvador,

Miguel Angel Quevede, editor of Bohamia.

Luis Conte Aguero, radio and television commentator.

Jose Pardo Llada, radio official famous for attacks against U. S5,

on Castro's behall,

Further available evidence supporting the conclusion thal internal
support would be forthcoming if an effective internal opposition force
could be established was:

a. Many requests for aid during the period 22 March to

17 April were received through Agency communications channels,

some of which are noted in the Survey at pages 108-109. The

issue discussed by the Survey as to why aid was not given is not

here invelved, The messages, however, do emphasize the number

of groups anxious L& engage in active opposition. For example,

between 22 March and 17 April there were 15 unfullilled drop requests

in support of a claimed total of 5, 000 men. Ewven after the landing

between 17 and 22 April seven grc:upﬁ totaling about 3, 350 men begged
for suppal:t in order to fight. These groups were in Oriente (2, 500 men);
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Camaguey (two groups totaling 400 men); Las Villas (three groups
totaling 400 men); and Pinar del Rio (50 men).

b. Manuel Ray Rivero, the organizer of the anti-Batista
underground and a member of the Cuban Revolutionary Council took
the view that the internal resistance was so strong that Castre could
be overthrown without an "invasion" from the cutside. His view was
not officially accepted but represented the informed view of an
individual experienced in this field regarding the opposition potential.
The disagreement with his conclusion had to do with whal action was
necessary to persuade the opposition to rebel, not as to its existence.

c. Sabotage from October 1950 to April 1961 was evidence of
internal opposition activists even though zside from psychological
benefits to the opposition, the sabotage caused insignificant damage
in and of itsell te the regime. Examples were:

1) Approximately 300, 000 tons of sugar cane destroyed
in 800 different fires.
2} Approximately 150 other fires, including the burning

of 42 wobacco warehouses, two paper plants, 1 sugar refinery,

two dairies, four stores, twenty-one Communist homes.

3) Approximately 110 homl;ings. including Communist
Pa.rqr :;f[i.i:es, Havana power station, two stores, railroad
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terminal, bus terminal, militia barracks, railroad train.

4) Approximately 200 nuisance bombs in Havana Province.

5) Derailment of six trains, destruction of microwave
cable and station, and destruction of numerous power
transformers.

d. The view of many of the Brigade who had been members of
the militia which confirmed the officizl estimate mentioned above,
i.e., that only a2 small percentage of the militia would fight against
a resolute opposition with strong fire power. This hard core was
considered to number 5, 000 - 8, 000 at the rmost. The Army was
considered to have been teo disrupted to Hght.

¢, ©Students and their profcssors were in revolt, e.g., two
thirds of the faculty of the University of the Oriente in December 1960
openly condemned Castro in a public statement. Other students were
actively engaged in acts of disruption and subversion working with
groups supported by the Agency.

{. Labor was in opposition. Mot only was Dawvid Salvador in jail
as indicated above, but open acts of opposition occurred, e.g, .. the
electrical workers in December 1960 marched from union head-
guarters in Havana to the Presidéntial Palace to protest reductions,
while on 18 January 1961 workers' wives were attacked by Castro's
strong arm squads for demonstrating against the execution of workera
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{as "traitora") alleged to have sabotaged the Havana power plant.

Since the isaue of what the internal reaction would have been under
the conditions assumed necessary for effective internal support newver
arose, it is impossible to evaluate the accuracy of the prognosis. It can
be said thal no one expected an immediate uprising; no advance warning
was given to the internal resistance, as a security precaution, to avoid
any disclosure of D-Day; ample supplies existed to support uprising had
groups showed themselves; communications existed that could have identified
areas of resistance ({though ne communicator was able Lo join the resistance
in the Escambray); no one expected the resistance to join the Brigade on
the beach in anything but vary small numbers; and it was estimated that
the psychological impact of unopposed heavily armed B-26 aircraft flying
up and down the island would be significant - an assumption based, of
course, on control of the air.

Whatever the correct conclusion, in fact, might have been, the
situation was such as o render the judgment (mentioned above) regarding
internal support a reasonable one, Surely it was one painfully reached
by many informed observers.

Post-invasion planning did exist contrary to the Survey's contention,
Some of it has been discussed above. » In addition plans for a breakout from

the beachhead had been generally worked out recognizing that precise details
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had to await knowledge of the exact situation. As indicated, the Brigade,
it was considered, could maintain itself on the beachhead for a substantial
period assuming no hostile air. Consequently, large reserves of supplies
and materiel could have been landed; air attacks against enemy con-
centrations could have been flown; and an attack fellowing heavy air
strikes could have been executed when the Hme was considered most
propitious. Such attack could also have been supported by concurrent
air strikes, plus, if desired, the dropping of a small airborne force back
of the enemy lincs to cause disTuplion, Similarly, air drops of individuals
or teams plus supplies could have been made to any active resislance
throughout the island.

A further peggibility was overt U.5. support in the form of supplics
on the basis that the opposition gove rnment (the Cuban Revolutionary
Council) would have landed on the beachhead, declared itself as the rightful
government of Guba, and requested and received recognition irom the
U.S5. Such recognition could have been accorded on the theory that Castro's
regime was a Soviet-dominated dictatorship and, therefore, not
representative of or the choice of the Cuban peopls while the opposition
government was democratic, as representative as possible, and offered
a program for choice by the Cuban p;ople, if il attained power. Conversely,
the Castre régime by its dictatorial actions had removed {rom the people
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all methgds of effecting a change except (orceful overthrow. Such U 5,

recognition, it was believed, would justify U.5, materiel support, if not
active support to an offensive. It should be emphasized that U.5,
recopnition was not considered an essential part of the plan (useful as

it weuld have Leen) since materiel support could have been provided
anyhow. --

The plianni.ng for failure was, it is believed, all that was possible,

4 If, as happ-c;:nd. the failure occurred before the consolidation of the
beachhead, there was little that could be done except an effort to salvage
what little was possible. [ad the beachhead been established, a number

of possibilities were planned, none too satisfactory because a failure of

the beachhead was at any time a serious blow. I the Brigade or parts
thereof could move togzilier, they were to attempt to reach the Escambray.
Agsuming some help Irom the country people, this might well have been
feasible. .'Anﬂthtr possibility was the removal of individuals, cenceivably

. units, by air and sea while tearmns and materiel could have been airdropped
in other parts of Guba, if resistance had become apparent.

As to the Agency's capability and the adequacy of the plan, the best
angwer = 5_incc the military aspects are the sole consideration - is to
refer 10 l::l".-e' supporting military judgments which were based on full
krowledge of the facts. Scrne evidence of attitudes just prier to D-Day
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is the message sent by Colonel Hawkins firom Peerto Cabezas regarding
the desirability of despatching the Brigade. (Attached as Annex E—]
This message is significant as it received wide circulation at the time in
Washington, including the White House, and was accepted as gssamtinlly
accurate.

The allegation of failure to appraise the chances of success realis-
tically may be accurate but it is submitted that the available facts at
least made the judgments reasonable. Moreover, what zctually occurred
supports these judgments. The Brigade landed with the benefit of surprise;
it held its own while ammunition lasted (even though it failed to land some
of its firepower); the B-26's when they got a shot at the Cuban tanks
demolished them: and the attitude of many of the militia during the early
states of the fight was favorable to the Brigade, including defections by
mulitia men to the Brigade even at this early indecisive moment of the
engagement. All serious damage waa inflicted by the Cuban's air,
essentially the three T-33 jets.

The supporting memoranda to General Taylor's aral report are
relevant on these points. Memorandum Mo, 1, in discussing th;z operation
expresses the view in paragraph 75 on page 26 that "the beachhead could
not have survived long without sub ;tantial help from the Cuban population

or without overt .5, assistance.' Two of the Cuban Study Group
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(Admiral Burke and Mr. Dulles), however, differed with this staternent
on the grounds that there was "insuificient evidence to support the
conjectures &f this paragraph.”

A footnote on their views at the foot of page 75 went on to say:

"The well motivated, aggressive CEF fought extremely well without
air cover and with a shortage of ammunition. They inflicted very severe
losses on the less well trained Cuban Militia. Consequently, it is
reasonable to believe that if the CEF had had ammunition and air cover,
they could have held the beachhead for a much longer time, destroyed
much of the enemy artillery and tanks on the roads before they reached
the beachhead, prevented observatien of the fire of the artillery that
might bave been placed in position and destroyed many more of the
local Militia en route to the area, A local success by the landing party,
coupled with CEF aircraft overflying Cuba with visible control of the air,
could well have caused a chain reaction of success throughout Cuba with
resultant defection of some of the Militia, increasing support from the
populace and eventual success of the operation, "

Therefore, even in retrospect the Brigade's inability to hold the
beachhead for some time was not clear to well-informed individuals who
had soaked themselves in all the a:-ra.i.l,a.blu evidence. A prospective
judgment i.n favor of success prior to the event would, therefore, seem
understandable.
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Finally, regarding the question of intelligence failures, the supporting
memeranda to General Taylor's oral report state that the effectiveness
of the Castro military forces, as well as that of his police measures, was
not entirely anticipated or foreseen. Memorandum No. 3, however,
setting forth conclusions says:

"Although the intelligence was not perfect, particularly as to the
evaluation of the effectiveness of the T-33's, we do not fesl that any
failure of intelligence contributed significantly to the defeat,"

(Memorandum MNo. 3., para. l.4., page 3).
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TIDE 519

. (IN 3197)
13 April 1961

1. MY OBSERVATIONS LAST FEW DAYS HAVE INCREASED MY
CONFIDENCE IN ABILITY THIS FORCE TO ACCOMFLISH NOT ONLY
INITIAL COMBAT MISSIONS BUT ALSO ULTIMATE OBIECTIVE OF
CASTRO OVERTHROW .

Z. REF* ARRIVED DURING FINAL BRIEFING OF BRICADE AND
BATTALION COMMANDERS., THEY NOW KNOW ALL DETAILS OF
PLAN AND ARE ENTHUSIASTIC, THESE OFFICERS ARE YOUNG
VIGOROUS INTELLIGENT AND MOTIVATED WITH A FANATICAL URGE
TO BEGIN BATTLE FOR WHICH MOST OF THEM HAVE BEEN
PREPARING IN THE RUGGED CONDITIONS OF TRAINING CAMPS
FOR ALMOST A YEAR. I HAVE TALEKED TO MANY OF THEM IN
THEIR LANGUAGE, WITHOUT EXCEPTION THEY HAVE UTMOST
CONFIDENGE IN THEIR ABILITY TO WIN. THEY SAY THEY KNOW
THEIR OWN PEOPLE AND BELIEVE AFTER THEY HAVE INFLICTED
ONE SERIOUS DEFEAT UPON OPPOSING FORCES THE LATTER WILL
MELT AWAY FROM CASTRO WHO THEY HAVE NO WISH TO SUFPORT.
THEY SAY IT IS CUBAN TRADITION TO JOIN A WINNER AND THEY
HAVE SUPREME CONFIDENCE THEY WILL WIN ANY AND ALL
ENGAGEMENTS AGAINST THE BEST CASTRO HAS TO OFFER. 1

SHARE THEIR CONFIDENCE.



i TIDE 519
(1M 3197)

3. THE BRIGADE IS5 WELL ORGANIZED AND 15 MORE HEAVILY
ARMED AND BETTER EQUIPFED IN SOME RESPECTS THAN 1. 5.
INFANTRY UNITS. THE MEN HAVE RECEIVED INTENSIVE TRAINING
IN THE USE OF THEIR WEAPONS INCLUDING MORE FIRING
EXPERIENCE THAN U.5. TROOPS WOULD NORMALLY RECEIVE, 1
WAS IMPRESSED WITH THE SERIOUS ATTITUDE OF THE MEN AS
THEY ARRIVED HERE AND MOVED TO THEIR SHIFS. MOVEMENTS
WERE QUIET DISCIPLINED AND EFFICIENT AND THE EMBARKATION
WAS ACCOMPLISHED WITH REMARKABLE SMOOTHNESS.

4, THE BRIGADE NOW NUMBERS 1400 A TRULY FORMIDABLE
FORCE,

8. IHAYE ALSQ CAREFULLY OBSERVED THE CUBAN AIR
FORCES. THE AIRCRAFT ARE KEPT WITH PRIDE AND SOME OF THE
B-2& CREWS ARE 50 EAGER TO COMMENCE CONTEMPLATED
OFPERATIONS THAT THEY HAVE ALREADY ARMED THEIR AIRCEAFT,
GERMOSEN INFORMED ME TODAY THAT HE CONSIDERS THE B-26
SQUADRON EQUAL TO THE BEST 1U.5. AIR FORCE SQUADRON.

6. THE BRIGADE OFFICERS DO NOT EXPECT HELP FROM THE
U.5. ARMED FORCES. THEY ASKFOKLY FOR CONTINUED DELIVERY

OF SUPFLIES. THIS CAN BE DONE COVERTLY.
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e (IN 3197)
7. THIS CUBAN FORCE IS MOTIVATED STRONG WELL TRAINED
ARMED TO THE TEETH AND READY. I BELIEVE PROFOUNDLY THAT
IT WOULD BE A SERIOUS MISTAKE FOR THE UNITED STATES TO

DETER IF FROM ITS INTENDED PURPOSE.

*Requested if experiences the last few days had in any way changed
Colonel Hawkind® evaluation of the brigade,

R T CoPY [/



s A



it

YL ORGANIZATION AND COMMAND RELATIONSHIPS

The Survey reaches the flat conclusion that the project was "'badly
organized.” The reasons given are:

"Command lines and management controls were ineffective and

unclear. Senior Staffs of the Agency were not utilized; air SUpport

stayed independent of the project; the role of the large forward

basis was not clear." (Para. 6, page 144).

The Survey directs these criticisms exclusively at the Agency
structure making essentially no effort to relate Apency erganization and
managerial problems to the participation in the project by other elements
of the Government. Before responding, therefore, it should be stated
that we share the views set forth in one of General Taylor's supporting
memoranda and quoted in another section of this paper that "the Executive
Branch of the Government was not organizationally prepared to cope with
this kind of a paramilitary operation” and that "there was no single
authority short of the President capable of coor dinating the actions of
ClA, State, Defense, and USIA." In other words, it was a U.S. rather
than a CLA project.

The real organizational problem  is one of the basic dilemmas of the
U.5. Government, namely, how to manage military or quasi-military

operations in peacelime - a dilemma accentuated in those instances
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-_invl:tlwnr.g an effort to maintain clandestinity. Since most of the opera-

tional acts involved in paramilitary projects of this nature raise or couid,
under certain circumstances, raise significant political issues, they
normally require high level political clearance prior to being undertaken.
Such clearance involves at least the State Department, often the White
House, and, due to military immplications, the Defense Department plus
one or more of the military services. The description in another section
of this paper of the extensive participation by and with olther elements of
the Government indicates that the Cuban project was clearly of this
troublesome type.

The Survey's fallure to examine or consider these relationships means
that most of its criticisms limited as they are to Agency consideration
alone, are too localized or provincial to be realistic or fully understandable
An analysis will, however, be attempted.

The criticism of command lines is, if properly understood, directed
essentially at two major defects, one that the project lacked a single,
high=level full time commander possessing stated broad powers and
abilities sufficient for carrying out the migsion; the other tha_t there was
a fragmentaticn of authority between the project chief, the military chief
of the project's Paramilitary Stgff and several high level officials, whose

~wide responsibilities elsewhere in the Agency prevented them from giving

the project the attention it required. (Para. 5, page 37).
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The DCI allegedly "delegated his responsibility for major project
decisions to a considerable extent." {Para. 4, page 37), The Survey
appears Lo suppart this statement on two grounds, first that the DCI
relied on the DDCI "for policy matters involving air operations' and for
"military advice he relied on the military officers detailed to the project."
The consequence of this "reliance' according to the Survey was that the
DCI was deprived "of completely objective counsel,"

"Reliance on", according to normal usage, does not mean the same
thing as “delegation of responsibility’!., Whatever the Survey intends to
say in this connection, it is a fact that the DCI never delegated any portion
of this responsibility at any moment during the project. Naturally he
relied on ethers for many things (he could hardly run the entire project

himself]) and he even delegated authority (not responsibility} in some

limited respects.

He did, for example, authprize within clearly understood limits the
DDCI to approve certain aspects of Cuban overflights for him. It should
be noted in this connection that the clearance of overflights resided in the
first instance with the Special Group or the White House and was requested
through briefings by the DCIl or the DCI plus one of his peaple, normally
the DDCI, the DDJ/P or both, ThEII'EELfter. whether or not an overflight
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was within the terms of the top level approval and was operationally
sound was cleared by the DDCI on behalf of and at the direction of the
DCIL.

The DCI never released the authority regarding over-all air planning
recommendations. The word "recommendations" is used because final
air plans decisions lay at a higher level outside of the Agency. Before
presentation to such outside authority (the Special Group or the White
House) these recommendations were [irst passed on within the Agency
by the DCI.

As far as reliance on military efficers is concerned, the DGI obviously
received briefings which were mainly given by the DD/P but often the
DD/F presentation was expanded by statements from G/WH/4 (the Task
Force Commander) his Paramilitary Chiel or ather individuals connected
with the project as appropriate,

Both with regard to air and ground, the DCI also insisted upon and
received the advice and judgment of air and ground military officers
assigned by the Pentagon to study project plans and activities: of the JCS
as a body, and of individual members of the JCS. This entire process
has been explained elsewhere in this paper and is developed in considerable

detail in the supperting memoranda to General Taylor's oral report.
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Moreover, the DCI, almost without exception, held three ataff
meetings a week attended by his senior officials including the DD/P,
COPS, and A/DDP/A, When any significant matter relating to Guba
needed approval or clarification, the DCI was briefed after one of these
meetings, These briefings and meetings plus continuous telephone
communications, plus cable traffic, kept the DCI current on all but
the smallest details.

The DDJP is criticized by the Survey for "in fact directing the
project, although this was only one of his many responsibilities."
(Para. 1, page 36). Presumably the Survey did not mean to suggest
that the DD/P should have given up his other duties to be full time Task
Force Commander. Conseguently, his alleged fault must have been a
failure to make a broad enough delegation of authprity.

The Survey defines the limitations on the DD/ P delegated authority
by stating that C/WH/4 had "to apply constantly for the decision of policy
questions and important operational problems” to the DD/P, It is
suggested that, except in very unusual or certain “hot war" situations,
such reservation of authority is the normal one between any unit
commandér and his next higher echelon. Moreover, until 17 April 1961
(the landing date) urgencies, :l.lt.ho;lgh great, were never such as to make
this sort of review impossible. Undoubtedly it was irksome to G/WH/4

B e L= M TS #181884
Copy /



in the same way that any higher authority is considered a problem to a
commander who is anxious to push ahead without hurdles or sutside
restraint.

Quite apart from these considerations, however, the DD/P, because
of the requirement to clear outside of the Agency many issues (including
details) as policy questions, had 10 maintain a close control over the
project in order o guard against omissions of such outside clearances
and to be in a position to request them through the DCI.

To aveid delays in communications between WH and the DD/P, the
A/DDFP/A spent substantially full time on the preject. His position was
thoroughly understood by all involved though a purist chart-maker might
have felt some concern as to the proper designation of the job on a chart,
A/DDP{A was, in fact, an extension of the DD/P arm. He was physically
located next to the DDJP; gaw him constantly; had immediate access to
him whenever he was available, and, therefore, knew instinctively what
the DD/P reaction to most problems was and weuld be.. Consequently,
he could act for him in many instances while at the same time being fully
aware of those situations which should be brought to the DD/P for decision.
Il chart term#s are necessary, he was a senior apecial assistant with a
perfectly clear and understood da'lcga:ion ef authority on matters which
he could decide for the DD/P, This individual's availability plus the
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amount of time accorded the project by the DINP personally meant that
the Task Force was able to obtain decisions from the DD/ P level rapidly
provided that they were in the DD/P's jurisdictional competence, The
many decisions already mentioned which required outside clearance had
to be obtained either in accordance with regular procedures as in the case
of the Special Group or by special arrangement if some other tribunal
such as the White House was involved. The DD/P and the A/DDP/A were
both positioned effectively with respect to the senior Agency or non-Agency
officers involved to be able to arrange on the most expeditious basis
possible whatever high level consideration might be required in given
situations,

All existing decision-making procedures were, it is believed, well
understood or if 2 new clearance procedure was needed for recurring
activities, a special procedure was created, An example is the procedure
for clearance of Cuban overflights, dated 24 October 1940, which is
attached a5 Annex A,

The Survey criticized C/WH because he was "in the chain of command"
but "enly in a partial sense', (Para. Z, page 36). He signed many outgoing
cables, supervised staffing activities and attended some of the meetings of
the Special Group. "But the DD/P and his deputy dealt directly with the
project chief, and gradually the Ghief of WE Division began to play only
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a diminished role."

(Para. 2, page 36), All of this is essentially true
[C/WH, howewver, was not in the chain of command except on certain
specified well-understood matters) although the Survey fails to state that
C/WH also sat in on substantially all of the DD/F and DCI meetings on

the project attended by any WH personnel, and handled many of the policy
negotiations with the State Department as well as some of the more difficult
gpecial problems with the Cuban political leaders and some other special
negotiations, i.e. those invelving possible economic sanctions {with the
Treasury and some leading U.5. businessmen and lawyers) and those with
particular individuals such as William D. Pawley. Also, of course,
interrelationships with the many Agency stations throughout the Hemisphere
and their activities were supervised by C/WH,

Even in retrospect, this arrangement with G/ WH is believed to have
been organizationally sound and would again be adepted under similar
circumstances. Black and white organizational answers often do not meet
the complex interplay of problems in a project involving as many facets
as the Cuban one. Granted, each echelon, starting with the DCI, should
have one individual in the next lower echelon to hold responsible for all
decisions of that echelon but such individual responsibility was guite
clearly identifiable in the project. L
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C/WH could have been the Task Force Commander but the DCI,
having discussed the matter with C/WH, decided that, since C/WH could
not be the Commander and also run the rest of WH Divigion, it was
preferable for him to do the latter. Nevertheless, C/WH had long and
wide experience in the WH area: connections with many Latin Americans
as well as Americans with WH associations; intimacy with the WH
Division, its personnel and activities, and had been for many years at
a policy level in the Agency. Consequently, his advice and reactions
were wanted in the Cuban project and he was asked to stay as close to
project activities as he could while performing his other duties. The
matters listed above were, therefore, covered by C/WH pursuant to
this concept. Actually, C/WH had substantially the same relationship
to this project as he had to the Guatemalan anti- Arbenz project which
worked well. Nothing new, therefore, was involved.

The Chief of the Task Force (i.e, C/WH/4) is not eriticized but his
superiors are criticized for selecting for this post only a G5-15 at the
fourth echelon in the organization of the Agency. With regard to grade,
the C/WH/4 was a senior G5-15 or, in other words, the tquis'l.iunt of a
senior full colonel in the Army. More grade could hardly be required
for the top operational command j'n'h. As 0o competence and experience
for the p-n-at. it is felt that he will compare favorably with any officer in
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Perhaps the echelon was too low but this is a matter of judgment.
Actually the G/WH/4 was at the third not the fourth echelon, the [irst
being the DCI and the DDCI and the second the DDJ/P. I the Agency
alone is considered, it is believed that the echelon was not too low, If
all of the Executive Department elements involved are considered,
numerous other factors are introduced which involve so different an
organizational concepl as to make any relative analysis impossible. This
overall organizational problem has been mentioned and is now under
Governmental study so that it would seem preferable here to discuss only
the internal Agency relationships.

At any rate, C/WH/4 for reasons already discussed was obviously not
free to make all decisions on his own whatever the Survey may advocate
in this respect. He was, however, very much the Task Force Commander.
All elements of WH/4 in and out of Washington responded to his command.
The extent to which he had to clear decisions with higher authority has
been indicated. It is a matter of judgment whether or not the delegation
of zuthority was adequate but it must be re-emphasized that.the _judgment
of most non-delegated itemns lay outside of the Agency li.e., as
General Taylor's memorandum said, "there was no single authority
short of the President capable of l:.mrdinll.ing. + «"), and within the
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Agency {once the problem of non-Agency clearances is recognized and
accepted) the powers reserved by the DD/P and the DCI were in keeping
with normal relationships between command echelons, Morsover, the
DDJP, supplemented by the A/DDP/A, was able to expedite decisions
so delay was held down as much as possible. Admittedly, the U. 5,
organizational structure as a whole was not satisfactory for this type of
operation. The Government, as indicated, fully appreciates this and is
attempting to find a solution.

The Survey makes another point regarding too many echelons,
namaely, that"the top level had to be briefed by briefers who themselves
were not doing the day-to-day work.”" (Para. 5, page 37)., This con-
clusion is another statement of & troublesome problem of senior
governmental management in the complex modern world, How can the
individuals informed on details communicate to the top policy decision-
makers the relevant parts of their knowledge in a timely and fully
informative way ? In the Cuban project, it can only be said that the top
level saw more of the detail people than is usual. The DCI and the DD/P
brought C/WH/4 or the project's Paramilitary Chief with them ‘to sub-
stantially all the Presidential meetings on Cuba. Moreover, the Chairman
of the JCS brought General Gray (and often ancther member of his team)
with him." Detail knowledge was, therafore, represented.
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Moreover, of course, briefings at hagh levels within each interested
element were numerous, Generzl Lemnitger and the Secretary of Defense
received daily briefings in the period immediately prior to 17 April. The
Assistant Secretary of State [ARA] and the Secretary of State were constantly
briefed throughout the project,. MecGeorge Bundy, Rostow and Schlesinger
had almost daily contact with the DD/P or the AfDDP/A. The DCI and the
DDCL, of course, alse were kept current on details, In view of this and the
extensive interdepartmental coordination invelved in this project and described
in another section, the amount of top level detailed information was unuscally
completa, Admittedly, however, this does not mean that it was satisfactorily
complete on all issues and this is one of the problems involved in the above-
mentioned Governmental study on organization for projects of this nature.

Three other Washington Headquarters factors are described as
"extraordinary” by the Survey, namely, that:

1) COPS playzd "only a very minor part in the project”. COPS also
allegedly "'declined to invelve himsell with the praject' although on at least
two occasions he was given "express warning that the project was being
perilously mismanzged'';

i} Tha DD/P Senior Staffs, the Agency's lop level technical advisors,
"were not consulted [ully" but "they ..l.lluwed themaelves to be more or less
ignored"; and
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3) The Project Review Committee did not review the project,
(Para. 6, page 38).

These allegations are so “exiraordinary" (to borrow the Survey's
word) that it is difficult to accept a serious intent on the part of the Survey's
authors. Cuite naturally COPS spent little time on the project. The DINP
office was a three-man office, one of whom (A/DDF/A) was spending
essentially full-time on the project and another of whom (DDJP) was spending
a very substantial part of his time. Consequently, it was only logical, if
not essential, that COPS devote his time to the rest of the world as well as
to the numerous remaining issues of internal management.

As to the staternent about express warnings of perilous mismange-
ment, it is indeed strange that such a charge should not be idenfified at least
sufficiently to permit some assessment of how responsible the warnings
were and of what they consisted. COPS remembers receiving no such warnis
Of course, COPS, as well as many other people were told on numerous
occasions that some miamanagement as well as other mistakes were
occurring in the project. In what praject does this net occar, particularly
if it is urgent, complex, and disruptive of normal procedures? These
"“warnings' were given such attention and recognition as the facts in each
instance warranted. Actually, the Survey is unclear as to what it believes
COPS should have done though tl:u; inference is that he should have used the
alleged "u-f.lrnings "as a basis for taking the project away from the DD/P.
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The criticism regarding consultation with the Senlor Staffs obvious]
is directed at a failure to obtain available competent advice. Undoubtedly,
the Senior Staffs had good officers who could have been helpful. The judgme
invelved, however, was at what point do vou draw the line when yvou have
operational activities to be accomplished. Each of the Senior Staffs assigne
officers to work with the project staffs. No Senior Staff officer not so
assigned could have been kept sufficiently well-informed without full and
constant briefings. In view of the briefing obligations already in existence,
it was decided that additional briefing burdens were unacceptable. Mareove
as indicated above, a line had to be drawn and it was felt that sufficient senis
personnel were fully invelved, The Survey's criticism in this connection
is based on a concept of a normal DD/P project rather than an extraordinary
one like Cubza. In this connection, it should again be emphasized that
participation by other elements of the Government is wholly omitted by the
Survey.

The Project Review Committee's {PRC) clearance at the most
under PRC procedures would have involved a review of the proposed project
in its early stages with a view to determining whether or not it should proce
The peculiar nature of the Cuban project resulted, as already indicated, in
clearances throughout the Government at lewels which make it hard to com-
prehend how the PRC would hawe affected the process. Maoreover, even
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internally in the Agency, the PRC is only advisory to the DCI and it is
doubtful if its normal procedur es were intended to apply to this type of
project.
The Agency, particularly the DD/P, is criticized for failing
to deprive the Development Projects Division (DPD), the Agency's air
arm, of its independence by placing it within the organizational structure
of the project, The proper organizational positioning of an air commander
in relation to the ground commander has long been a matter of argument
in the Armed Services. The same difference evidenced itself in the
Cuban project with WH-4 favoring the Marine view of complete sub-
ordination of air conflicting with the DPD air view advocating a separate
command with responsibility to support. This conflict was never fully
settled and did l:-lu..le friction (and probably in a broader sense never will
be to the full satisfaction of all the services). It is not felt that it created
any more serious difficulties. At any rate, the DD/P dealt with this
difference in the only possible practical way in early October 1960, On
5 October the Paramilitary Chief sent a study through C/WH to DD/F
expressing at length his views on the command relationships for air
operations. On 12 October 1960, the DD/P wrote an answer which set
forth the conlrolling decisions. A copy of this memorandum is attached
as Annex.B. Operational control of air forces and facilities required
for the project was assigned to Chief of the Task Force. An air staff
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section for air operations was created in the Task Force. The Acting
Chief of DFD was designated chief of the new air section which was to in-
clude all DPD personnel when actually employed on project business.

Since DPD had many air commitments to service cutside of the
Cuban project, AC/DPD was directed to report ta the DD/P in the usual
manner as to this non-Cuban baisiness.

In view of the foregoing, the Survey is simply wrong when it says
"The project chief had no command authority over air planning and air
operations, The DPD unit established for this purpose was completely
independent, " (Para. 7, page 39),

The Survey is also wrong in stating that there was no day-to-day
continuing stalf relationship. Two DPD officers (one, an air operations
officer) were assigned full-time from DPD to the project and were physi-
cally located with it. In addition, a senior air operations officer attended
daily staff meetings. He also spent all of his tinre with and on the project.
Consequently, the air unit was organized to be completely resgonsive
1o the requirements of the Task Force with the exception of air safety
conglderations, In addition, DFD facilities (e, g., weather, communications
mapping and plannipg air operations, photographic intelligence and related
interpretation services) were made available as needed, These were not
physically moved as they were rnore effective in place and were able by

remaining to service other Agency requirements as well. In fact the DPD
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relationship with WH was much closer than quite effective relationships
which it had with other Area Divisions having similar requirements,

The Survey devotes several pages to criticiem of the WH-4
intelligence collection (pages 75-80) covering a number of points,
The most serious allegation is that the interpretation of intelligence
was 'entrusted to officers who were so deeply engaged in preparations for
the invasion that their judgments could not have been expected to be
altbgether objective. " (Para, 13, page 78). One of the essential items
referred to i8 the estimate regarding the effect of the strike force
landing in triggering "an uprising among the Cuban population”. (Para. 13,
page 78}, The Survey's lack of understanding of the project's theory
on this point and the evidence for the judgments reached has been dis-
cussed in detail elsewhere,

It might be noted again that one of the supporting memaranda
to General Taylor's oral report concluded "we do not feel that any
failure of intelligence goniributed significantly to the defeat", Mareover,
two members of General Taylor's four-man Cuban Swmdy Group, even
in retrospect, still felt after hearing all the evidence that the operation
might have been successful had the Cuban air power been eliminated,

Prabably if any uimilarleﬂnrt were (o be attempted in the future

an even g'rtater association between DDJP and DD/ should be worked out

B e TS # 181884
Copy_/



=18=

for evaluation purposes. In view of the above conclusions, however, it
would seem fair to say that admitting failures (which indeed is done} they
were not as obvious as the Survey suggests. In faet a case can still be
made that the estimates were right.

The Survey's other criticism regarding WH/4 intelligence activities
will be dealt with briefly. The creation of a G-2 in the paramilitary unit
rather than with the Project FI Section is strongly criticized. (Pages 77-79
The alleged bad consequence of this error, i.e., improper estimates, has
just been discussed. In other respects on this point the Survey is inaccurats
The Chief of the F'I Section did attend WH/4 stalf meetings {Para, 10, page 77
There was lisison between the G-2 and FI Sections (Para, 11, page 77). The
both saw cables {Para, 10, page 77), They exchanged intelligence and
generally supplemented each other (Para, 11, page 78).

The remaining criticism regarding intelligence is directed at a failure
to support the Miami Base. Since the Base raises 2 number of other
considerations, they will be discussed together,

The Survey, in effect, commends many of the operational resulis
achieved by the Miami Base. The FI and CI activities are mentioned in
paragraphs 10 and 11 on page 70 and, it is believed, that these accomplish-

ments are commendable.
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The PM side involves a more complicated picture, The Survey is
critical of the fact that Headquarters in Washington kept too tight a control
on Miami. Consequently, too little authority was delegated to enable
Miami to function effectively. There is no doubt that a number of Miami
officars felt that they were being over-controlled. No good operations
officar ever fecls differently or if he does, he is not doing his job.
Consequently, the normal, healthy operating effort to shake the bit and
run free was part of the attitude held by Miami operators h;:relutiun to
Washington.

Washington, on the other hand, was anxious to avold moving
Headquarters functions to Miami or treating Miami as a field station
which it clearly was not. Miami was not Cuba. Communications {rom
target areas could be received and handled just as fast in Washington as
in Miami. Many aspects of operational planning could be handled just as
well, if not better, in Washington than Miami. Coordination with other
operating areas was better handled in Washington. There were, of course,
exceptions. Some of the more chvious exceptlions were that Miami was a
center for Cubans and an active interchange by sea between Miami and
Cuba was a fact of life. The project organizational concept, therefore,

|
was to provide Miami with people and the authority needed to take advantage
of these 'IFHJ'I‘.E‘II'H“I. Mainly, of course, this meant FI and Cl activities,
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some propaganda activities, some special training, and the handling of
the Cuban exile leaders. The Survey apparently does not find major fault
(except as noted in the following paragraphs) with respect to Headquarters-
Miami organizational relations in these fields, whatever the Survey may
say about these activities in cther respects.

The Survey does ta some extent criticize the training run by Miami
by saying that there was no full-time chief of training, no training objectives
or plan and that much of it was merely a case officer doing the best he
could. (Paras. 24-26, pages 133-134), The results allegedly were
haphazard. For example, "one man was trained in a hotel room to make
a parachute jump". (Para. 25, page 134). OCbviously a full jump course
would have been preferable but the Survey’'s comment indicates a lack
of understanding of the problem. In WW II, many officers did succesaful
operational jumps with only minimal ground training. Combal pilots and
air crews, when forced to jump, did se without having even been trained
in a hotel room. Anyhow, as the Survey says the hotel-trained jumper
"made one (jump) successfully!" It might alsc have been stated by the
Survey ﬂ-ut the man in question was in his early thirties, in excellent
physical condition and an expert tumbler. Moreover, his one succesaful
jump was the only one he was aak;d to do. This case, unimportant in
itself, is referred to because it brings out several relevant points, i.e.,

it TS #181884
Copy J



e ans el
=

in projects of this kind operating necessities are handled in the best possible
way. Agents are often used without adequate training in the hope of getting
sorne banefits; training sites are often inadeguate but are accepted as the
only available ones in view of all applicable conditions; operational equip-
ment is not selected as being the best for the jab but the best for the job
in the light of applicable limitations; drop zones, reception committees
and internal organization are rarely what would be described as ideal in
the training text book. Communications are difficult, zones hard to
identify and agents are on the run and harassed. Since the Survey at no
point suggests the existence of these problems, some reference to their
presence seems essential.

The hotel room as a training site for parachute jumping is only one of
many examples of the Survey applying unrealistic criteria. We repeat
what has been previcusly stated that the project surely had many faults
but they should be tested against what was possible not against a theoretical
and impossible ideal.

Moreover, the Survey provides some evidence inconsistent with the
foregoing, In paragraph 5 on page 126 the care taken in's_ﬂell:cl._iﬂn and
screening of Useppa Island trainees is described, Paragraph 1Z on page
129 sets forth the training given to 178 trazineee originally prepared for
infiltration. "In all," the Survey states, ""178 men (including 23 radio
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operators) had been trained in security, intelligence collection, and
reperting, propaganda and agitation, subversive activities, resistance
organization, reception operations, explosives and demolitions, guerrilla

action, and similar matters.'

This would seem reasonably complete and
organized. Granting a normal complement of faults and failures, it is
still believed that the Miami PM operational and training record is a
good one and that this will be supported by the results.

After November 1960 the PM focus was away from Miami. Under
the “invasion" concept training, air operations, and planning were the
major problems and these were primarily located outside of Miami.
MNevertheless, Miami had much to do in connection with portions of these
activities, Recruitment was largely done in Miami. Despatching of
materiel and recruits took place froem Opalocka; PM agents were infil-
trated from and exfiltrated to Miami; communications and certain other
limited training was handled in Miami, and the efforts to find and maintain
maritirme assets centered in Miami,

Ag between the two offices, Headguarters retained the final decisions
on any operation activity directly involving CGuban soil or territorial
waters. The concern of non-Apgency elements of the Executive Department,
already described, meant that it was ipadvisable to permit operational
decisions involving Cuba to be made outside of Washington. Moreover,
with the speed of communication the extra time required was normally
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acceptable, since nmot cperationally fatal, even though aggravating to those
involved (i.e., mainly Miami officers), O course, overflight decisions
had to come to Washington as did landings of any substantial amounts of
materiel. Small exfiltration and infiltration operations could have been
decided in Miami but policy limitations, such as no entry into Cuban
territorial waters of boats having Americans aboard, made close
Washington supervision advisable. Moreover, delay in obtaining decisions
on these latter type operations was especially minimal since in substantially
all of these cases WH/4 was authorized to make the decision. Actually,
as pointed out by the Survey, Headquarters seldom had any difference of
view with Miami. (Para. 27, pagell8),

As far as PM results were concerned, the statistics were that in
mid=-April 1961, 43 trained PM agents (these are in addition to the 311 FI
agents mentioned in Para, 10, page 70 of the Survey) were on the ground
in Cuba of which 13 were regularly [unctioning, non-doubled radio eperators
and four more were radio operators but in reserve since they had no sets
af their own. The geographic distribution of both these agents and radic
cperators was prelly good, covering most of the island.

The maritime operations handled by Miami had by mid- April landed
f8, 000 pounds of materiel (which with the 27,800 lbs. actually delivered
by air provided the resistance up to 17 April with & total of 115,800 Ibs.),
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had infiltrated 79 bodies and exfiltrated 51 bodies., Admittedly, much of
the madterial, though by no means 21l of it, was landed on the north shere
in Hawvana Province since this was a resistance center. Conseguently,
those who wanted it and those who could handle it were concentrated there
- particularly in the early daye. Of the 88, 000 lbs. total, however, about
45, 000 1bs. was in provinces other than Havana, i.e,, about 19, 000 1bs,
in Matanzas and 26, 000 lbs. in Finar del Rio, Las Villas and Camaguey.
In addition, some materiel was landed on the seouth coast at both the west
and east ends, 1. e., a small amount, perhaps 800 lbs, in Oriente and
20, 000 1bs. .iu FPinar del Rio. In the sarly days after 2 ship with the range
was available, a few efforts were made to land some materiel in the central
part of the south cozst but connections were never made with the reception
parties. For z substantial period (at least two months) prior to the landing
the central south coast was intentionally aveided since it was felt to be
wital not to provide even the slightest sugpestion of operational interest
neat possible landing areas.

Some of the specific criticisms of the Miami Bzse should be mentioned.

1.) Cenflict and confusion between Headquarters and Miami was said
to exist, resulting in duplication of effort (para. 5, page 68) and division of
cantraol as to both apents and in the fnaritime field as well as high phone bills
and unnecessary cables. The duplication of effort undoubtedly existed to some
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extent, particularly in the summmer and fall of 1950 as the organization

was being set up, but the Survey does not give enough specifics to enable
direct answer, and undue or serious duplication is not remembered. As

to confusgion of channels, there was surely some confugion in the early days
an Washington-Miami calls, but in the fall of 1960, rules were established
which, it is believed, adeguately clarified this problem. The division of
control on maritime assets was intended, namely, the small bhoate were
considered tactical and were under Miami contrel, the big boats strategic
and were, therefore, kept under Headguarters contrel in erder to keep them
available for and ready to support the main landing. As far ag is known,
this division of control, which is considered to have been sound, caused no
real difficulty.

2.) Miami allegedly received almost no intellizence support (paras.
15-18, pages 79-80). The general nature of these allegations pllus a failure
to indicate what the alleged conseguences of the errors were once more
make it difficult to answer directly. Obviously, there was no intention to
deprive Miami of needed support and no Miami operation is known to have
failed because of lack of cperational intelligence, BEezch areas and the in-
ternal Cuban situation were as well known to Mizmi as to Washington.,

{See para, 17, page 80). U-2 photography did not go to Miami, but it was
not needed for any of the Miami decisions. Also, it was available in

TS #181884
Copy & f



S e
-Ph-

Washington to Miami officers. As to Special Intelligence (para. L&, page 791,
the Miarmi Base was supported by a whole Staff Ib unit at ancther location,
Miami did not, it is true, have a Stafi D officer in Base Headguarters, An
FI officer, however, was given the responsibility of dipesting all Special
Intelligence material in order to pass it to operations officers if important.
In addition, he briefed the operatione officers on thizs material twice a week.
3.} Security is attacked (patas. 1 et seq., page 135). Obviously
many aspects of the Cuban project were public knowledge. With the required
relations with many Cubans, peliticians, military, and otherwise; recruit-
rment efforts; press, magazine, radio and other propzganda programs, a
substantial amount of undesired publicity along with the desired was unavoid=
able. Otherwise, it is believed that the security record of the project was
not too bad. For example, it is now known that any case officer was ever
"olown' by true name. The Useppa Island operation was never disclosed,
1. & training sites were mentioned in the press but not located specifically
and were not, it is believed, identified. The movement of the brigade from
Guatemala to Micaragua and from Nicaragua to Zapata was not discoveread,
In view of the efforts to find out everything by the Cubans and the 1. 5.
press, these were significant accomplishments. Sending agents to Cuba whao
hzd known each other in training is criticized and blame is registered for one
radio operater who knew "almost every paramilitary operation in Cuba [rom
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the beginning of the project'. In reply, it can be said that every effort
was made te send agents trained together to different parts of Cuba,
Admittedly, there wers cases where they may have moved together after
arrival (e. g., working their way into the city of Havanal. No case is
known, however, where two agents trained together were despatched to-
gether to the same place. As to the knowledgeable radio operator, itis
quite true that there was a man with exclusive knowledge of operations,
He zerved under three resietance chiefs, the first two having been killed,
Ezch of these chiefs chose him as their command communications channel.
thereby evidencing the utmost confidence in him, He managed to escape
znd is now an instructor for the Apency. MNo reascn is known as to why
the belief in him waz not justified, The disrepard of security rules by
trained agents (para. 4, papge 136) was repgrettable but Cuban, or indeed
hurnan, discipline is fallible, Mo instance is reported or known where
such indisecipline was too sericus or could have been aveoided, As to
American lack of discipline the Survey cites only one case, i e., that

of a case officer in 2 Mizmi motel (para. 6, page 136). The Survey might
also have said that this case was thoroughly investigated immediately and
reported on leng befare the project was completed. Had the Survey men-
tioned this, it might also have indicated that unfortunate as the incident
wag, the DCI on the recommendation of the DDJF, decided that in wiew of
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all the circumstances the officer had made a mistake but an understandable
one and not one requiring action other than a warning to increase future
safeguards, As to screening recruits, it was impessible to use the same
precautions regarding recruits to the camps, particularly toward the end
when the recruiting rate was high [(para. 7, page 137), as was usad with
individual agents. In camp, however, they were members of a group
making individual activity difficult and even if they had known something,
they had no means of communication, The pre-landing movements and

the landing, it must be remembered, remained unknown, Alse, the
brigade members discharged their duties wall, Bad consequences, there-

fore, of the looser procedures were not too evident,
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VI - Annes A

24 October 1960

ETYES ONLY

MEMORANDUM FOR: A/DDE/A
Gf{WH Divigion
C/WH/4
AGC/DP Division

i, e
The following procedures shall apply to all Cuban Ovérﬂig-l"llts s
undertzken under the Cuban Project, with the exception of any U-2 :
reconnaissance missions. Approwval for the latte¥ shall be obtained and
ingtructions issued in accordance with standard U-2 procedures,

1. . Prior to sending any notification to the field, the DI/P and
A/DDP/A (or one of them if either is unavailable) ghall be briefed on the
cperational plan. If possible DDP/EBM shall be included in the briefing
in order tu be informed when the matter is prescnt&& to the Special Graup

2. WH/[4 should be responaible for a,rfahgmg thia bmenng As A
rule it should cover at least the following aspects of the proposed. operation:

a. Status and means of communication with reception party.
b. Detailed flight plan,
¢. Communications plan.

A representative of DFD ghould always be included to cover the second
aspect,

3, The DD/P, or A/DDP[A on his behalf, shall make arrangements
for an appropriate briefing of the DJ/DCL on each such flight, Normally such
briefing will occur after a DD/F plan has been decided upon following the
briefing referred to in paragraph.labove., In case of urgency, however, the
DD/P, or A/DDP/A on his behalf, may decide to combine these briefings into
a single briefing in order to save time. /H. B.: All briefings of either the
‘DCI or the D/ DCI on Cuban Project matters. :.ncludmg the above shall be

arranged through the Office of thg Eﬁﬁ i’ isiess s
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4. Following the above briefings an appropriate message, or
messages, will be sent to the field. Since an approval of the operation
and of specific operational plans will have been abtained in the briefings,
messages may be released by G/WH/4 {and AC/DPD a5 appropriate),
provided they commmunicate plans reviewed at the briefings. If, however,
any mmessage includes important instructions the substance of which has
not already been reviewed then it should be released by the DD/F ar

D/DCI as apprepriate.

5. No flight shall be dispatched until the Special Group has been
advised of the plan or the DCI has specifically waived this requirement,

RICHARD M. BISSELL, JTR.
Deputy Director
(Plans)
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VI - Annex B
EYES OMLY 12 October 1960
MEMOPBANDUM FOR: Chief, WH-4
SUBIJECT: Organization and Command Relationships-

WH-4 and Development Projects Division

REFERENCE: Meme for C/WH-4, dated 5 October 1960,
irom C/WH/4?PM, subject: Etudy on
"Organi zatien and Command Relationships
of Cuban Task Force (CTF) for Air
Operations"

. Comment on Reference: The referenced gtudy I find pene-
trating and well expressed. The facts set forth in paragraph 2 are
accurately presented and the considerations elaborated in para-
graph 3 have great force, On the other hand, certzin additional
considerations bearving on the problern appear to have been ignored,
When these are taken into account, the conclusions as stated in
paragraph 4 require slight modification and the recommendations
set forth in paragraph 5 must be substantially modified in order to
be acceptable.

2. Additional Considerations Bearing on the Problem:

2. HAs stated in the reference present command
relationships do not give the Cuban Task Force Commander [(C/WH/ 4)
control over all the major assets committed or proposed to be corm-
mitied to this operation. In particular, air capabilities are under the
control of AC/DFD, a separate component subject to no common
command below the level of the DD/P.  Although the refersanced
paper does not specifically refer toother rescurces required for
the CTF which are not under the command of C/WH-4. it is im-
portani to emphasize that this project will require extensive support
from other organizational components and that no contemplated
arrangements will give C/WH-4 command autherity over all the
resources and supporting activities upon which the success of the
project depends, Accordingly, the issue raised by the paper is
whether with respect to air assets the dividing line between azsets
under the command of the C/WH-4 and other assets remaining under
separate command bul used in support of the Cuban Froject should
be drawn as at present or should be redrawn in such a way as to
place part of DPD under command of C/WH-4

b = e i~ TR



b. The reference argues that the proper place to
draw the line is between the Air Support Section of DPD, which
should be transferred to the control of C/WH-4, and the other
elements of that component. It is believed that this judgment is
erronecus. In actual fact, the Cuban Project will require at one
tirne or anether the perfermance of operational and suppeorting
activities by most of the branches of DPD, The reason is that
DFD has been developed as 2 largely self-sufficient, intergrated
organization which includes staif sections for not only operations,
but logistics, personnel, finance, security, and administration --
all of which may have some part to play in the Cuban Froject.
Specifically, it will probably be desirable for logistic support
of air operations to be managed by DFD. As for cperational
planning and Headquarters monitoring of operations, it may well
be desirable to use the DPD control room and communications
facility. The DPD Cover Officer certainly has important contri-
butions to make as does the Security Section. Even the Air
Proprietaries Branch will be concerned with the Cuban Project
because of the need for some of its resources. In order, there-
fore, to place under the command of C/WH-4 all of the air assets
he may require it would be necessary to transfer a substantial
part of DPD,

g, The farepoing suggests that the proper dividing
line between the authority of Cf WH-4 and that of AC/DPD should
be redrawn in such a way that perhaps hall of the latter component
would be under the command of the Cuban Task Force Commander.
In fact, however, it would be inefficient and probably wholly in-
feasible to draw a dividing line in this fashion. All of the Branches
aof DPD which have respansibilities for the Cuban Project, and mest
of the personnel who will discharge these responsibilities, also
have concurrent duties which fall outside of the responsibility
of C/WH-4, If DPD were a large Headquarters it would at least
be feasible to split each Branch inte two pieces but such is not the
case, Moreover, the burden of the Cuban Project activities and
of ather business will vary from day to day and week to week.
Efficient utilization of personnel requires that in many cases the
same individuzls perform both sets of duties.
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i, Supplementary Conclusions: It is concluded that DED
a8 an organizational unit cannot be split inte two parts, one of
which would have full and exclusive responsibility for Cuban
Froject activities and be placed under the command of CfWH-4,
Taking this conclusion in conjunction with those stated in para-
graph 4 of the reference it would appear that a solution must be
sought not by splitting DPD, but by placing the whole of that
Division under the control of the CTF Commander with respect
to air activities which are in fact Cuban project operations. This
solution will have the added and vital advantage of making avail-
able o C/WH-4 45 a senior staff officer, AC/DPD who ic the
senior ailr commander in the Agency.

4. Physical Separation: The considerations set forth in
paragraph 2 above suggest that no modification of cormmand
relationships will overcome the major difficultice that grow out
of the physical separation of WH-4 and DPD, It is manifestly
infeasible 1o house the whole of DFD in the Cuban Project
headgquarters. The physical location of the DED Afr Support
Bection with WH-4 may be desirable but abviously will leave the
DPD Operations Control Room and its Logistics and Adminis-
trative Branches in a remote lecation. Accordingly, such
matters as the devising of cover stories, the working out of
budpets and funding arrangements, certain security business,
and the clearance of many cables will still have to be done between
officers who are housed some dlstance apart. It should be em-
phasized that this ig inherent in any arrangement whereby the
full resources of DFPD are emploved in support ef the Cuban
Froject. Ferhaps the most serious problem is that presented
by the remoteness of AC/DPD's affice from that of C/WH-4.,
This can only be overcome by reasonably frequent meetings |
between these two individuals., The inconvenience which is the
cost of this solution is the price that must be paid for the em-
ployment in the Cuban Project of the best technical talent
available to the Agency under circumstances that will permit
that talent to be used parttime for the periormance of ather
essential tasks.

N
5. Task Force Concept: A solution along the line 5 outlined
in paragraph 3 above is in the main consistent with comments
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on the military task force concept contained in paragraph 3. b,
of the reference. In particular, the proposed solution will permit
unity of command, It ynust be recognized, however, that this
solution will in effect provide CJ/WH-4 with a large air section
and with the services of a senior staff officer for air activities,
Itis the size and competence of the air section thus provided
that precludes physical integration as explained in paragraph 4
preceding. Moreover, if such an air section is to be used
efficiently and te make its full contribution, C/WH-4 must
practice substantial delegation to his air section and should
recognize that it 15 competent to handle details in the imple-
mentation of broad instructions issued by him. It is especially
desirable that full use be made of DPD in its capacity as the

air section of the Cuban Project, along with other staff sections
of WH-4 a= appropriate, in the development of military plans.
It will be necessary, if high professional standards are to be
maintained, for several military specialists, of which air
represents one, to be made use of in planning 25 well as in
operations.

6. Approved Actiom

a, Operational control of all air forces and
facilities required and employed in the Cuban Projeet will be
asaigned to Chief, CTF.

b. Chief, CTF will exercise this control through
a rewly created staff section for air operations in the CTF,

. ACIDPD will sexrve as the Chief of the CTF Air
Section. The staff of the Air Section will inelude any and all DPD
personnel when actually employed on Cuban Project business.

d, For DPD business unrelated to the Cuban Project,
AC/DFPD will continue to report in the usual manner to the DD{P,
When and if questions arise cencerning the allocation of DFD
resources as between the Cuban Project and other réguirements
and zctivities, such gquestions will be resolved by the DD/P,



e, The Cuban Task Force as presently constituted
has a unified force with a single Headquarters. If and when it
should seem desirable to establish a forward Headguarters or
a Field Command having responsibility for military cperations
in which air and other forces will be employed, the constitution
of any such Field Command and its command channels to CTE
Headquarters will require careful consideration., The desirability
of auch a combined Field Command and relationship between the
CTF Air Section (DFPD) and air assets committed in Field aperations
will be considered when military plans are more nearly complete,

[signed)
RICHARD M, BISSELL, JR.
Deputy Director
[(Flans)
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PERSOMNNEL

The Survey is critical of the Project's personnel management
in two major respects:

1} The Project was not staffed throughout with top-quality
people; and

2) A number of people were not used to the best advantage,
(Page 144, para. 7).

There are three basic difficulties common to the entire Survey
which are equally and perhaps especially applicable to the sections
on personnel and which make specific responsive answers almost
impossible, They are the existence of:

1) Unsupperted allegations of fact as in paragraph 5 on page
42, which will be discugsed further below.

2] Conclusions unsupported by facts as in paragraph 13 on
page 45 where a number of "obstacles" are stated in such Zeneral
terms as to make their understanding difficult or in paragraph 3 on
page 42 where it is stated that as a result of 2 number of factors
"none of the most experienced, senior operating officers of the
Ap ency participated full time in the project. " (Underlining supplied).

3) An admixture of allegations some of which apply to the DD/P
generally {e.g., lack of Spanish l;ngui.ﬂta, parda. 9, page 44;

defective nature of entire C5 staffing syatem, para. 11, page 44);
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some of which apply to the government or the Department of Defense
{e.g., problems with Armed Ferces, para. 13, page 45); and some
relate to the Project.

An effort, hewever, will be made to be specific in reply and
where this is impossible to indicate the difficulty. Regarding in-
adequate cormnpetence in staffing, it should be stated that the Survey
mentions no names. A somewhat general response is, therefore,
unavoidable, but to be reasonably specific, it has been felt that
the names and the backgrounds of a number of the senior officers
in the project, excluding the DD/P, A/DDP/A, and C/WH, would
be helpful in determining the managerial judgments in this selection.
{See Annex A). Sypport personnel, including communications, have
not been included since the Survey is rightly complimentary of their
performance. (Page 45, para. 1I; page 145, lines 5-7).

A major criticism by the Survey in connection with personnel
assignments was an alleged failure to carry out a statement made
by the DCI in April 1960 that he would do anything necessary to
provide the personnel needed for success. In fact, this was g.i".fe:n.
substantial recognition. On 15 April 1960, the practice was estab-

L
lished that if the Project wished to secure the services of a particular
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individual about whose release there was some gquestion, C©/WH weould
advise the A4 /DDOF A who would examine the case with the DD/,
Obwiously carte blanche could not be given but a rapid procedure

was established for resolution of difficult cases. Inthis connection,
it iz not clear if the Survey in paragraph 1 on page 41 is criticizing

a failure to give carte blanche , but, if so, the conclusions suggest
an orpanizational concept with which we disagree,

The Chief of the Clandestine Service Fersonnel Office (C5PO)
also had meetings with the A/DDE /A in which the DCI's views were
discussed (at least one of which is recorded in a Memorandum for
the Record, dated 2Z April 1960) and the CSPO arranged a pro-
cedure with WH-4 whereby personnel requests were brought to him
gither by name or by skill requirement, then by him to the appro-
priate Panel and finzlly to the element in question. The under-
standing was, as indicated above, that difficult cases would be
brought to the DIHF wvia the AfDDE (A, The purpose of this pro-
cedure was ta avoid the need for WH-4 negotiating directly with
other elements regarding personnel thereby eliminating any
potential divigional conflicts.

On 16 May 1960, COFS 53:1!:' an EYES ONLY memorandum to
Staff and Division Chiefs and Chisf, Operational Services indi-
cating the need of WH for clerical assistance as well as imposing

i e TS 181884
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certain requirements on the addressees for help in this Tequesl.
A copy is attached as Annex B,
Again on 25 August 1960 at the DDJ/P weekly staff mecting
attended by Division and Staff Chiefs of the €S, COPS, in order
te re-emphasize the above, announced that the DDJP wanted
to be sure that WIl-4 was receiving "enough first class people
o assure success in their efforts. " The solution announced
WAS:
"We have staifed WH-4 thus far without seriously inter-
fering with other operations and activities, The serious-
ness of the siluation demands your most sympathetic
consideration of requests for temporary assistance Lo
thermn. They now have about a dozen eritical afficer
vacancies. We have agreed to having WH-4 suggest the
names of those officers whom they would prefer 1o have
particular jobs., The €5 Personnel Office will be in touch
with you on the names produced by WH-4 and on others
identified as being qualified. If you can possibly spare
them for the next few months, I urge yvou to do se, If
vou feel you cannot spare them, please tell the CSPO
your rezsons. Mr. Barnes, Mr. Bissell or I will then
attempt to judpe the relative priorities and make a2 decision
respecting such assignments, "
In view of the [orepgoing, there can bhe little doubt that senior
C5 pfficers knew of the CIA policy to support WH-4 in its personnel
requirements. The success or failure of the application of the policy
is, of course, a matter of judgment. OCbviously no personnel roster
R i
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is ever whelly satisfactory. Conversely, no project can take any
officer regardless of other commitments., The attached roster,

it iz believed, cstablishes that on an impartial judgment the

project-was served with officers of experience and cormpetence.
Chwviously the requirements of the Project were unusual and
urgent, but a review of the pace at which officers {i. e., atalf nat
contract) were 2= signed and detailed has revealed noe more than
the usual problems, e.g., = requesting officer wanting help more
rapidly than provided and some junior officers being less qualified
than desired. On the whole, however, assignments and details
were kept pretty well up-to-date and the caliber adequate. In
a number of cases the performance of many officers responded
to the challenge of the project, and, consequently, was better
than might have been anticipated. In this connection, it might
be noted that despite the enormous me demands, inconveniences,
family separations, and other difficulties imposed on personnel
the project's record for sick leave or absentesism was so good
as to be spectacular.
It might be noted that the CSPQ, one of the few senior officers
with whom the 1. G. or his representatives had any discussions on

this matter, asked the chief investigating officer what officers
e e it
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were considered poor. One PM officer was named. The CSPO
then demonstrated that, although this officer was disliked by
some people, he had been specifically requested by WH-4, had
performed extremely well and in fact was continued in WH-4
after the misfortunes of April 196l because of his performance
in the project. No more was then said about this individual

but no other examples were offered despite a specific request
for names.

In view of the foregoing, it is suggested that the Survey
allegations be at the very least set agide until specific evidence
be introduced to which an answer can be addressed.

The few minor points listed by the Survey regarding per-
sonnel are discussed below:

1. A basic mistake was made by filling key spote early
without realizing how much the project would grow with the result
that officers often ended up supervising three to four times as many
people as orpginally anticipated,

The inference of supervisors beyond their depth is clear.
It can only be zaid that supervision during the project in ne place
seemed to require change due to inability., Moreover, it rust be
it
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recognized that in a fast moving situation an informed junior officer,
who has lived with the project often is more effective than an unin-
formed senior officer. At any rate, further factual support of the
criticism must be produced before any more thorough answer can
be provided.

2. Mone of the three G5-16 officers assigned to the project
was given top-level managerial responsibilities (Page 42, para. 3).

Acwmally, there were four G5-16 officers with the project.

One, however, was detailed for a special assignment, COne of the
other three was Chief of Station, Havana until the Embassy was
closed in January 1961 when he returned and became the senior
raan dealing with the Cuban political elements. Another GS5-16
wzs Deputy Chief of Station in Miami. The Chief in Miami was
junior to him in grade but he had been with the project from the
start (having initially been the project deputy); he was an old hand
in the WH area and was performing well. All, including the GS-16,
agreed that the Deputy Chief of Station, Miami was appropriate for
the GS-16 since it was a high enough post to permit him to ba.
effective and still did not upset a situation by changing purely for

*

reasons of grade an officer, performing well, in favor of a late-

i e e
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comer who was not an area expert. The third GS-16 was a DD/
officer, not a DD/P officer, who performed well in 2 responsible
overt post. Teo hawve made him a2 manager would have created
problems since he did not have operational experience,
3. Of the 42 officers "holding the principal operational
jobs in WH-4 in Grade GS-12 through G5-15" a large percentape
were rated in a low position in the initial "Reletive Retention Lists",
(Paras. 4-5, page 42).

Without analyzing specific cases, it is submitted that these
statermnents are completely deceptive as possible evidence of poor
quality ef persennel. The reasons are:

a. The ranking of individuals under the above
procedure in many c¢ases had nothing to do with competence or ability
in given assignments. Rather the criteria were the needs of the ser-
vice over the years to come. A high grade specialist in a little
needed field, therefore, might be rated very low. A specific example
ig a paramilitary officer assigned to WH-4 from another division who
served in the project with distinction, Nevertheless, since his parent
divizion had no foreseeable need for such officers, he was ranked low
in the initial list. More genet'a_:llg,r a similar result might well be true
of par&;nili‘ta.r}' officers since the feeling is that the Agency, particularly
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post-Cuba, will in all likelihood have few similar projects in the
futare. Surely this view would be reflected in initial lists prepared
by Divisions and would tend 1o be corrected a= necessary during the
elaborate policy level review of the lists,

b. Ranlking is competitive, and since many of the
praoject officers were not WH officers, they were ranked in the
retention lists initially by W officers in competition with WH
cificerz for long term WH assignments. On this scale, they might
well come out badly regardless of their competence for the Cuban
Project. In the first place, if paramilitary officers, their speciality
is not in future demand; and if not WH area specialists, they would
be paor competitors with area specialists looking to a long term
future. They might, however, hawve been excellent officers in many
Cuban Project assignments without area knowladge.

<. The initial lists were substanti ally revised for
the above and other reasons in subsequent reviews, Consequently,
by themselves they are of little validity.

fgain, therefore, it is recommended that at the very least the
Survey's allegations in this respect be set aside until a more detailad
examination is possible covering the specific individuals in gueslion;
why t,h{',',rl were rated low on initial lists; did their ratings change on
T5 #181584
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later lists and, mare specifically, what relation the rating for retention
purposes had to the performance on the Cuban Froject. Obwviously, the
feverse might also be true, i.e., an officer could receive a top rating
for retention purposes but still have poor qualities for the type of ur-
gent rather peculiar requirements existing in the Cuban Praject.
4. "A very few project personnel spoke Spanish or had Latin-
American background knowledge. " (Para. 9, pagze 44).

Obviously, it would be desirable for most afficers in a project
of this sort to have hoth the language and area knowledge. Admittedly,
the Apency has not achieved this capability to the extent desired, and
probably never will. It mustalso be recognized that in special projects
like Cuba the personnel demands must be met in substantial part by
assignments baged on functonal experience even though the individual
assigned lacks area or lanpuage qualifications.

£ to the Froject itself, the need for Spanish should also be
analyzed. Obvicusly it was necessary primarily fc.::r those dealing with
Cabana.. Not all such officers, however, needed Spanish, since, for
example, PM instructors were quite able to perform effectively without
the language since they taught by showing and example. Actually, there
were Spanigh-speaking trainers 'u-nr Luatemala so this point is made only
for purposes of analysis. Moreover, the training job both on the ground
and in the zir was never an issue as it was generally conceded to have heen

excellent,
e e TS 181884
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As to others dealing with the Cubans, the officers woerking with
the Cuban politicians were all {fluent in Spanish with one exception,

a senior officer who had no difficulty dealing with the Cubans in Eng-
lish and who was relied on very heavily by many of the senior Cubans,
His lack of Spanieh, therefore, did not prevent his achieving a
position of personal confidence.

The officers in propaganda had native Spanisgh and in addition
the publications, the newspapers and the radio scripts were written
and produced by Cubane who, in the case of most of the newspapers
and publications, had run and produced the same items in Cuba
immediately prior to defecting.

The senior FI and €I officers had fluent Spanish. In Miami,
an officer with native Spanish organized a corps of 35 to 40 Cubans
into a Cl organization of considerable competence. Even the Survey
called this a "responsive and useful instrument”. (Para. 55, page 19;
paras. 57-58, page 20).

C/WH-4 and his Paramilitary Chief had fluent Spanish, as
did the Chief in Miami. To generalize, of the sixteen senior mana-
gerial officers listed in Annex A, eleven had fluent Spanish. During
the last four months, the Project operated its own Signal Center and
its own Cable Secretariat providing 24-hour coverage. Two of the

three post-duty Duty Officers had fluent Spanish. Alse, a Translation

e ==
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Unit of seeven people was developed to provide 24-hour coverage of direct
communications.

It can be asserted that Spanish speakers were available for all
needed uses, Some inconvenience may have been caused on occasion due
to net having even moere Spanish speakers, but a lack of adequate Spanish
speakers cannot honestly be alleged 25 a ground for any major failure
in the project.

5. ''"Seme of the people who served the project on contract were
incompetent. " (Para. 10, page 44).

Undoubtedly, this statemment has some basis in fact, but since
no more is said and the consequences to the Project not explained, a
reply is not possible in any managezble context.

f. Regarding the improper use of skilled persennal, the Survey
has little to say. Inadequate use of G5-16's is discussed above. The
only other comments in the Survey are:

a. "In a number of instances, those senior operating per-
sonnel in the field stations that did speak Spanish had to be interrupled
in their regular duties merely in order Lo act as interpreters. " (Para. 9,
page 44). This is answered above.

b, "In many instances, c*asc afficera were used as "hand-
holders' for agents and technical specialists as stevedores, '

Screly any case officer does some handholding. Wherein this was

particularly serious in the project is not known ner indieated by the Survey.
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The “stevedore" reference is elsewhere expanded by the Survey to the
effect that the "technical and training abilities" of several Mawy Chiel
Petiy Officers who were borrowed in connection with work in certzin
of the Project's ships were "grossly misused" as "much of their
time was spent al stevedore or deckhand labor," (Paras 33-34, pages
120-121), It is quite true that some MNavy perzonnel on duty with the
Apency were made available by their components to represent the
Apency interests and keep an eye on maritime repairs and modifications,
Unguestionably, they were not fully employed though their presence at
moments was very important. In all likelihood, therefore, this was a
situation where some inefficiency of employment resulted. One Chiel
Petty Officer was upset by the assignment and asked to be returned to
his repgular duties, Others, howewer, accepted the situation as special
and largely unavoidable, and served without complaint as long as thair
experience was needed,

c. The Navy Captzin assigned at Agency request to the Project
to handle maritime activity was "'reported te have been not entirely
happy with his brief Agency tour. In any event, he was another example
of poor handling of people in this project, and he was not fiven a chance

4

to solve the problems of maritime operations . " (Para. 40, Page 123),

It is not know who "reported' the Mavy Captain (Captain Scapa) 25 "not
entirely happy', but we are surprised at the statement since Asency

b e il e
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officers close to him thought that he left in a pretty pood frame of mind,
Of course, it mustbe remembered that his experiences might well have
caused some discouragement. He was flown on short notice from his
shipboard Navy assignment to detail with another Agency with which he
had no previous experience. He arrived in February 19461 so that the
project was well aleng and he had to fit himself to it in 2 great hurry
and under pressure. He was, however, able to provide substantial help
and hig assignment was distinctly worthwhile. He examined such ships
as the project had; went to Viegues and inspected the Cuban crew train-
Ing; spent & substantial amount of time at Project Headquarters working
on the maritime aspects of the Trimidad and Zapata plans and finally
accompanied the Faramilitary Chief to Puerto Cabesas to participate
in the final briefing of the Brigade and the ships' crews. Thereafter,
he returned te Project Headquarters and spent night and day in the war
and operations rooms working on all maritime aspects of the finzal days
of the effort. Such employ ment of Captain Scapa, it is submitted,

was sensible and constructive.
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BIOGRAPHIC SUMMARY OF CERTAIN SENIOR OFFICIALS

Jacoh D. Esterline E.O.D. February 1951 Chief, Cuban Task Force

Mr., Esterline's prior Agency experience included an assignment as a

senior official on the anti- Arbenz project in Guatemazla and F
R/ . ctcr1cc e oo Spanioh
He has. since been assigned as Chief of Operations, WH Diviaioa.

During World War II he had 20 months with OS5 including tweo tours. behind
the lines.in Burma. He was a Captain and commanded guerrilla units up to
hattalion strenpgth.

1951-52, Chief Instructor at Guerrilla Warfare School at Fort Benning

1953, Chief Instructor — in Guerrills Warfare

Edward A, Stanulis E, O, D, September 1952  Deputy Chief, Guban Task Forc

kr, Stanulis served in succession as Chief, Plans and Frograms, Chiefl
of Operations, and uitimately as Deputy Chief of the Cuban Task Force.

His military service was with the U. 5. Army from 1942 to 1950 wherein
he progressed in rank from 2nd Li. to Major.

He iz now permanently relired for combat incurred disability {loss of
legl. His assipnments prior to combat duty included:

Asst. Reg. Intellipence Officer, Eastern Defense Command
Begimental Adjutant, Instructor, Intel. School

Asgst. Plans and Ops Officer

Training Officer, Infantry Tactics

In combat (ETO), with the rank of Captain and Major, he served as
Commanding Officer of an Infantry Co. (Rifle} with tactical control of battalion
attacking elements. Hawing been wounded, he was a POW for six months.

On return to active duty in Washington he served as a Major in Fublic
Information Divisions of the Army and the Department of Defense until his dis-
charge in 19540,

5|
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He has also had broad experience in public affairs, writing, editing,
and publishing. His prior Agency experience included assignments to QPC/PW,
P&P Staff, and PP Staff, Assigned as an instructor and ultimately Chisfbf

Headquarters Training, Ops School/OTR. Mr. Stanulias instructed in and
assisted in the revision of PP, Fl, and PM courses.

Richard D, Drain E,O.D, Match 1951 Chief of Operations, Cuban Task Force

Mr. Drain reported to the Project from an overseas assignment in
S lcrc he was Chief of Internal Operations and on occasion

His military record includes service as an officer with the U, 5. Army,
Field Artillery (Armored). His active duty extended from April, 1943 to May,
1946. His training included the Ground Forces Intellipence Course #1, with
special emphasis on O, B. and the Armored Command Hqtrs. Combat Intelli-

gence Course.

Among other assignments he conducted Basic Training; served as
Assistant and Acting Battalion 5-3; was an Instructer at the Armored Schaol;
and was Battery Officer in Advanced Training.

In combat (ETO) he was Forward Observer with a. Combat Team and a
Platoon Commander.

His decorations include the Silver Star and Bronze Star.

He is a lawyer and practiced in D. C. prior o Agency EOD, His Govern-
ment experience alse included Apgemcy assignments as-Executive Asst. to the
DD/I, Staff Officer for O/IC (Office of Intelligence Coordination)., Secretary,
Intelligence Adwvisory Committes; and he was detached from the Agency for two
extra-Agency assignments. In the first he served on the White House Staff of
the FPlanning Ceordination Group under Mr. Nelson Rockefeller. In the second
he served with the Department of State as a Special Asst. , Multilateral Affairs,

John F. Mallard, Col.,USMC E.OQO.D. Aupgust 1957 SA Military, Cuban Taskl"'ri::

>

Prior to his assignment with this Agency, Cel, Mallard had served with
the Office of the CNO, Assistant Head Naval War Plans Section. His performanc
was outstanding with comments indicating an excellent background of staffl ex-
perience and professional capabilities. Noted zs diligent, thorough and possess-
ing mature judgment. He had earlier served as Assistant Plans Officer on the
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ataff of the Commander, Tth Fleet, where he also received an outstanding
vating and was looked upon as a source of strength on the staff. Had earlier
been a Battalion Commander and was rated an cutstanding Artillery Battalian
Commander. Col. Mallard carried the brunt of liaison with the military
services and heavy responsibility with the State Department on military

malttera,

E.0Q.D, June 1951 Chief/Intel/FPM Section/Cuban Task Fore

reported to the Project from the FI 5taff. His earlier.zssign-

ments had included that of senior FI Case Officer in w Chief/f

and Chiel Instructor, Resistance Ops Gourse/OTR, -He has
received numerous commendations for his performances in Headquarters, in
the field, and in Agency liaison activities.

His military service was with the USMOC where he served overseas as
Bomb Disposal Officer from 1943 to 1945 at New Caledonia, Guadaleanal, and
Morthern Solomons. He is a Major in the USMCE,

Albert ©, Davies, Lt, Col.,USA E.OD, March 1960 DC/Intel/PM Section/
Cuban Task Force

At the time of his assignment to the Project Col. Davies (a regular
infzntry officer] had been serving as Army G-2, USACARIB from 19546, He
is rated by his service as an Infantry Staff Officer., Served in the European
theatre during World War Il znd in Korea. He holds the Silver Star and the
Eronze Medal with two oak leaf clusters. Prior to his assignment to USACARIE
he had been an infantry ingtructor at Fort Leavenworth, Battalion Executive
Officer, and Battalion Commander in the Far East, and had been a student
at the Arrny Command and General Staff Officers Course in Oklahoma.

Col. Davies' assignment with the Cuban Task Force included that of Post
Command at E:..Eéhﬂﬁﬂﬁméﬂtl@te?:&aﬁyaﬁ?ﬂﬁ&i&f, Intel Unit-PM Section.

He has broad area familiarity with Latin America and has same fluency in
the Spanish language. He is currently serving as Chief/Intel, Research, znd
Beports/WH/f 4,

E.C. D, February 1952 O/FI Section/Cuban Task Force

(Later DC/WH/S4)

g cxperience included ten years with the Department of
State with whom he served in 'I-":gucigalpa, Mzadrid, and Santiago, Chile, the
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latter two as Second Secretary. He has fluent Spanish, Portuguese, and
F""l.‘-HCh, and has wide (.‘:;'CE}GFI-ICIIC{‘: in Latin American affairs with a ﬂlD!‘ﬂuF_rlh

knowledge of economic matters.

His WH Division assignments include the following

He is now preparing to assume daties Ol'—-

Ralph G. Sechafer E,.O0.D, August 1952 DC/FI Section/Cuban Task Force

Mr. Seehafer entered on duty with the Apency in Aﬁgust of 1952 and has

served exclusively with WH Diviaion. His overseas tours of duty included an
assignment aﬁ_ He possesses fluent Spanish and also
gpeaks Formguese and German. Mr. Sechafer took his undergraduate
degree in Hispanie studies. He is noted for his deliberate and untiring
efforts and was a source of strength to the several senior officers who
served as Chief of the FI Section.

David A. Phillips E.O0.D, April 1955 GCJ/PP Section/Cuban Task Force

Originally a contract agent and covert asscciate int
Mr. Phillips became a staff employee with the Agency on assignment to P&F
Staff and PP/Operations. He then had assignments to the Havana Station and
S o as an cutstanding propagandist with excellent supervisory
qualities. Mr. Phillips has fluent Spanish with excellent area knowledge as
evidenced by the fact that he often speaks publicly on the area, including
hzving Been on the "Town Hall of the Air".

Fhilip &, Tosmey E.OQ.D. December 1951 DC/Propaganda Section/Cuban

Task Forece

Entered on duty with the Ageney in December 1951 and has had prior
assignment with OPC/WE (Plans and Ops, served zbroad (Y - 2
PP Ops Officer, returned to the PP Stalf in Headguarters and was serving

Lo ool o Ol e gt o
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with WH/ 3 at the time of his assignment to the Praject. He has native
Spanish and possesses ability to handle a tremendous amount of work,
Mature judgment and skill in the propaganda field are only a2 couple of his
attributes.

Jack Hawkins, Col., USMC E.DQ.D. October 1950 C/WH/4/PM

Col. Hawkins was serving on the staff of Marine Corps School,
Ouantico, Virginia at the time of his appointment by Commandant, USMC to
the Cuban Task Ferce. He is a Naval Academy graduate and saw service in
the Philippines at Bataan and Corregidor until taken prisoner. Hawing escaped
from his prison camp, he joined guerrilla forces and led raiding parties in
attacks apainst the enemy for which action he was awarded the DSC, He was
later awarded a Bronze Medal for the Ckinawa campzaign. Following World
War Il he served as a member of the Naval Mission to Venezucla and later as
Commanding Officer, lst Battalion, lst Marines in combat in Korea. He was
there awarded the Silver Star. Served as an instructor in Quantico for three
years and then as G-3 at Camp LeJune where he was promoted to his present
rank of Colensl. Col. Hawkins possesses native flueney in Spanish. He was
personally selected for the assignment by General Shoup, ©IG.57USMG

Frank J. Egan, Lt. Col., USA E.Q.D, June 1960 C/SPU/FPM/WH/4

Cel. Egan reperted to the Cuban Task Force with a background of ex-
perisnce in Special Forces, U, 5. Army. He had on earlier occasion worked
in a liaison capacity with this Agency and always showed a true appreciation
of the peculiar requirements of covert action. Serving originally as Chief of
the Strikes and FPlans Unit/PM Sectien, Col. Egan later proceeded to Guatemnal:
where he assumed command of all indigencus Brigade training. He held this
position with the help of a few stzif and contract employees until the arrival
of the group of Special Forces Trainers. His capacity for work was ocutstanding
and the rating he received by his senior officer, Col, Hawkins, reflects
Col. Hawkins' respect for his abilities. Comments particularly pertinent
refer to his ability to influence and inspire the confidence and respect of
troops.

Ernest Sparks E,O.D. August 1954 Sr, Cuban Task Force Fep/Guatems

Entering on dety as Ops Instruetor in 1952, Mr. Sparks departed for
Korea with the USMGC and remained there as an IO/ PM and Maritime Officer

et e ez,
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until 1954, He then served at'§ until 1958 first as an Instructor,
then Chief of the Maritime Branch, later as Inatructor, and ultimately, Chicr
af the Cps Course. He was commended as an outstanding instructor and
capable administrator. FPrior to his assignment to the Cuban Task Force he
served as Chief/Cover Training ( where he set up and administered
a highly competent tutorial facility. His performance was noted as being out-
atanding.

Jacob Scapa, Capt., USN E.O.D. February 1961 C/Maritime Opa/
Cuban Tazk Force

-

Assigned to the Cuban Task Force as a Special Assistant for Military
Matters by the CNO, Capt. Scapa appearcd on the scene in the late atages of
Project development. He was at the time of his assignment on the Staff of the
Commander, Amphibicus Training Command, Atlantic Flect. He had earlier
served 2s Commanding Officer of the US5 Walke and served zboard the USS
Wisconsin, and had been on the Staff of the Supreme Allied Command, Atlantic.
Capt, Scapa quickly reviewed and made himself familiar with all maritime
operations and plans. He participated in pre-invasion briefings and added a
significant touch of professionalism to maritime matters.

TDY wvisit to Miami Basc /(R o rcview problem of Maintenance
Facility for LCl's and Small Boats. On return recommended and assiated in
acquisition of Navy CPO's (Machinists), ¥

Then assigned to Plans and Steike Operations Unit where he assisted
greatly in liaison with Navy components and in preparation of sailing instruc-
tions, stc. He participated in [inal briefings of Brigade and maritime personnsi
Active during actual strike in War Room, Headquarters, Cuban Task Force,
Currently Chief of Maval Mission, Ecuader.

PR  =.0.0. Scptember 1951 C/CI Section/Cuban Task Forc

Entered on duty with Lthe Agency as an instructor in the Ops Course in
1951. He remalned with OTR until his assignment to e SR A
He scrved there as a Training and Intel Officer and Director of FI Operations.
Returning to OTR in 1956 as an instructor in the GE/CI Training Course, he
was responsible for the training of two @ services. He became Chief
Instructor in the Agency Orientation, CI Familiarization and Security Officer
Courses. All reports indicate he was a superb instructor, a good executive
and supervisar. He has been noted as being the outstanding instructor on the
Headquarters Cperations School faculty.

5 4
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Gerard Draoller E.0.D, September 1949 G/EA[Cuban Task Forece

Extremely capable PP Officer, original, enthusiastie, aggreesive.
Requires challenge. Outstanding PA man, Long tlme EE Officer. Entered
on duty with the Agency in 1949 in OPC tour in 2=52-54 excellent

reports, Respectively C/0ps Eminy, C/ DO AREPTE

c

Bernard E. Reichhardt E.Q.D. Novernber 1947 P&P Officer/Cuban Task
: Force (Later C/FI Section)

Mr. Reichhardt's carlier Agency assignments included that of Finance
Olficer, later Chief/Cover Division. He served FE Division in GNP and 2
Chief/Branch 1/Headgquarters, Later assignments were to the PP Staff and
with Branch 3 WH Division. His assignmente with the Project included a
stint of duty at Miami Base before returning to Headquarters as DC/PA Section/
Cuban Task Ferce, He was then moved up 2: Plans and Policy Officer and
ultimately served as Chief/FI Section. Mr, Reichhardt has native fluency in
Spanish, He is currently ¥ T

as depanjﬁbh_- and resourceful, and having the ability to get the most out of
employees.

E. Howard Hunt E,.C,.D, Movernber 1949 FPE/PM/{Cuban Task Force

Mr, Hunt's background pricr to his service with the Agency was working
as a writer and as a correspondent for Time, Inc, He was assigned to OPC
and served in “fﬂr three (3} years, was Lhem reassigned to SEfP & PW
Staff, He was then assigned as a PP Officer to e before being
selected as . He was rated, 'bel'ur: his assignment Lo the
Cuban Task Force, as having cutstanding ablhry in the covert action field.

He is {‘IC‘CPI.!.D:I.‘I.‘!.""_.‘ talented and imaginative in the PP field, His assignment
in md”w ogutstanding reports. He has fluent Spanish,

o ReRR
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B. H. Yanderveort E,0,D, September 1947 G/S1 Uit (F1/D), Guban
Task Force

Mr. Vandervoort's outstanding military background is well known o
all in the Glandestine Services. He possesses area knowledge in WE, FE
and WH Divisicns and he has good Spanish. He is a competent reporter.
Earlier personnel reports note his exceptional qualifications for participa-
tion in contingency task force operations. He had also earlier been recom-
mended as a Senior War Planner.

U. 5. Army service from 1939 to 1946 and was discharged with the
rank of Lt, Col, He gave outstanding service in the ETO and was decorated
by Generals Cavin and Ridgeway as "outstanding WW 1l Battalion-Ca., 82nd
Airborne”, Decorations: two DSC's, two Brongze-Stare, three Purple Hearts,
plus French, Dutch, Belgian Decoxrations.

Robert Reynolds E.O,D, October 1949 COB/Miami Base

Mr. Reynolds' career has been spent largely with WH Division
beginning with his assi ents in OS50, He served in —,
and later as . Mr. Reynolds had returned to WH/3 at
the time of his assignment to the Prnje ct and was one of the first seniar
officers so assigned. Serving first as DC/Cuban Task Force he was later
transferred to'Miami Base ag Chief of Base, Mr. Reynolds possesses [luent
Spanish ability.
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V11 AnnexP

16 May 1960

EYES ONLY
MEMOEBEANDUM FOR: Chiefs of All Special Staffs and Operating Divisions

SUBJECT: Glerical Assistance for WH Division

1. Certain activities of the WH Division require experienced clerical
personnel, It is desived that all GS components contribute to this effort o
the maximum extent pessible,

2. RBRequirements now exist for first-class stenographers and typists,
grade immaterial, whe have had general experience in the Clandestine Services
for temporary detail to WH Division for an indefinite period. It is requested
that you provide at least one such person from your component. Flease notify
the Clandestine Services Personnel Oifice (Ext, 4541) of your selection so
that the necessary arrangements may be made. The GCSP0 will notify you
several days in advance of the date when your nominee should report to WH
for duty,

Richard Helms
Chief of Cperations, DR E
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VI,

THE POLITICAL FREONT AND REELATIONS WITH THE CUBANS.

One of the conclusions of the Survey (as stated in para. 3 on page 143
was "as the project grew, the Apency reduced the exile leaders to the statc
of puppets, thereby losing the advantages of their active participation'.
This summarizes the Survey's general criticism of the handling of the
Cuban leaders. Two more specific criticisms are made at least by
inference in the discussion of this matter in the body of the Survey. The
first was that the decision in November 1960 to consider requests for
paramilitary aid from groups other than the FRED "complicated relations
hetween Project case officers and the FRED leaders, " and "appears to
hawve resulted in some diffusion of effort”. It also "sericusly hampered
progress toward FRD unity, sharpened internal FRD antagonisms, and
contributed to the decline in strike force recruiting efforts'. The second
criticism is that the Apency prevented close contact between the political
lezders, first of the FRD and later of the CRC, and the military forces in
training in Guatemala. The Survey states (para. 36, page 92) that "this
was probably a mistake and an unreascnable interference in the Cubans'
rmanagement of their own affairs. Controlled contact between the FRD
and the troops would have done much to improve morale and motivation
af the troops and make the trairning job easier'.
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As will be ghown in the following paragraphs, the generalized
criticism that the exile leaders were treated as puppets has little if any
basis in fact. .As to the two more specific eriticisms, the facis are
correctly stated, but as explained below there were plauzible reasons for
both decisions and even with the benefit of hindsight these decisions
appear to have been wise., This does not mean that no digadvantages
attached to them. The Survey is correct in pointing out that relations wit
the FRD were strained by the decision to support certain non-FERD groups
and that the lack of contact between the political leaders and the Brigade
gave rise to difficulties on both sides. What i ormitted from the Survey's
discussion, however, is any explanation of the considerations that made
these two decisions seem necessary, let alone any attempt te balance the
risks and costs of different courses of action against the disadvantages of
those actually pursued.

The press has carried many stories especially after the events of
April 1961 citing the sentiments of Cuban exiles to the effect that they
were disenchanted with their role in the affair. It iz understandable that
after the defeat these Cubans would look for scapegoatss and allege that

they had been used as puppets. It is, on the other hand, disturbing that
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these Cuban utterances in the press are accepted as fact in the Survey,
particularly when considerable documentary evidence to the contrary was
avzilable to the Survey team.

Before analyzing the Survey's above conclusions, it is important to
examine various aspects and complexities of what the Survey calls "exile
leaders". First, onc must differentiate between the political and
military leaders. Second, one must recognize the pressures which
existed within each of these two groups. Third, one should understand
what the term "leadership" meant within the Miami Cuban exile
comrmunity.

Frorn the very beginning of the Preject it was evident that there wer
considerable differences of opinion--on almost all important questions=--
ameng Cuban exiles of varying political shades and leadership capabilities
Clearly, there was unanimity on the desirability and need to cverthrow
Castro; but during the great debate on how Lo accomplish this, tweo main
trends became discernible: the activists, principzally the military clemeni
in thiz category, wanted to fight. Political considerations meant little
to this segment of exiles who believed political solutions would evolve
automatically after Castro's demise. As a matter of fact, they had the

greatest contempt for "the peliticians™. On the other hand, the
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politically-minded exiles realized that the everthrow of Castro witheut
specific plans and preparations to fill the vacuum created by his departure
would be an immense error. They agreed with the activists that the over-
throw could enly be accomplished by viclent action but they feared that
during the fighting one or more of the military leaders would emerge whos
pelitico/ economic postures were unknown quantities and who--in the
exuberance of victory--might be accepted by the population as the new
political chief of Guba, Consequently, the political and military exile
elements grew apart despite the existence of bonds of friendship znd
Loyalty between individuals in one element and people in the other. Thus,
when speaking of "exile leaders” a distinction must be made between
pelitical and military leadership.

Also within the political and military groups a high degree of
competition existed. Perscnal ambitions were rampant. Each individual
claimed larger followings inside and outside Cuba than the next man;
each fried to belittle the polential and capabilities of the other; each
proselyted the other's assets. In the early autumn of 1960, over sixty
different anti-Castro pelitical groups were active and vocal, almost all
of thern in the Miamd area. They ranged in size from an individual

exile with three or four persopal henchinen to sizeable bodies with
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gubstantial organizations still active within Cuba itself. The Agency
representatives were in contact with many of these and its constant
effort was to induce as many groups and individuals as possible to support
a broadly based unified movement which would exclude only the supporters
of Castre on the left and the Batistiancs on the right, The Agency exerted
pressure on the Cubans throughout the whole period from mid-=1960 up
to the invasion in only two ways: to promole the greatest and most
inclusive unity of effort and to promote the greatest feasible effectiveness.
Decisions, however, as to who should be the dumitr.a.lnt leader and what
the political platform of the opposition should be were studioualy left to
the Cubang themselves.

Despite the pressure for unity, it remained true up to the clection
(by the CGubans) of Jose Miro Cardona as president of the CRC in March 1L
that exile Cuban leadership-=if taken in the broadest meaning of the term=--
consisted of the spokesmen of & great number of anti-Castro groups
whose prominence, importance and capabilities for active participation in
the operation varied greatly and whose claim for leadership remained
highly conlroversial. If the term is to connote the FRD Executive
Cormmittes then it is highly pertinent to keep in mind the barrier between

the "Politicians" and the "Militarists" mentioned above and the very
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remarkable checks the FED Executive Commiiltes members imposed on
each other. For rather cbvious reasons they attempted to make the FRD
an "Exclusive Club" by restricting, if not closing, membership in it and
they insisted on a system of parity throughout all FRED working elements,
thxzt is to say that each Executive Committes member placed the same
number of his followers, as did any one of his fellow members, on any
working group., This concept of leadership--not surprising in exile
politics and somewhat reminiscent of past Cuban history and practices--
had, of course, its effect on dynamic action and puts the term leadership
in 2 somewhat different contéxt. Moreover, the U.5. and the Agency did
not feel that a different concept could be forced on the Cubans,

Ag the pace of the build-up and of current operations accelerated in
the autumn of 1960, it became increasingly apparent that any approach
to the effectiveness which was the second of the two objectives of Agency
pressure would reguire a higher degree of control over and direction of
the anti-Castro movement by the Apency than had criginally been hoped,
The Cubans never did succeed in creating a Cuban organization
sufficiently free of internal divisions and competently enough staffed to
perform the rapidly expanding operational tasks, Radio broadeasts had

to be organized, publications grranged, and propaganda material

PR TS #181354

Copy _J



prepared. Paramilitary personnel had te be recruited, screened, and
trained. Doats had to be procured, crewed, and maintained. Air crews
had likewise to be selected and trzined and air operations mounted. Two
bases had to be built in Guatermala. There was the large and continuing
task of logistic support. All of these tasks would have had to be performer
in one form or another even if the majoer emphasis had continued to be on
the internal resistance rather than on the preparation of a strike force.
The FRD never came close to achieving the capability to take the major
initiative in planning, direecting, or conducting these activities. The
hope entertained in the summer of 1960 that the FRD would scon evolve
into an organization which could take increasing responsibility for the
direction of the effort, relying on the Agency mainly for financial and
logistic support and for some help in training, proved completely
illusional. It is fair to say that by mid-autumn of 1960, the choice was
between a degree of initiative and control by the Apency recognized at
the time to be undesirable and, as the only feasible alternative, the
abandonment of any sericus effort to accomplish the end in view.

Against this background one can examine whether the FRD's political
and military clements were reduced to the status of puppets and whether

the advantages of their active participation was lost by this.
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1. The FRD political element,

a) From the oulset, the basic principle was established to
respect the independence of the Project's Cuban collaborators and, for all
intents and purposes, to treat and deal with them as equals; no orders wer
to be issued, results were to be accomplished by persuasion and by the
application of normal, generally accepted practices of political intercours:
The 11-12 May 1960 New York meeting which resulted in the formation of
the FRD is but one example of the application of this Agency's posture:
Agency representatives gerved as hosts for the assembled Cubans, stated
unequivocally the view that formation of a unified opposition to Castro
was strictly a Cuban affair and then withdrew leaving it to the delegates
to establish their organization in terms upon which they could agree.

) The staffing of the FRD working elements and the
initiation of activities via these elements was in the hands of the Cubans
who were not obliged to check their moves with their U.&, contacts. In
fact, the inclusien of Aureleans Sanchez Arango in the Executive
Committee on 10 June 1960, which took place without Agency consultation
and was at that time at least considered an undesirable development, is
another example of the freedom of action the Cubans enjoyed. It might

also be said that Sanchez Arange never had any assets of any kind to offer,
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He had a longstanding friendship with "Pepa'! Figueres of Costa Rica and
Presgident Betancourt of Venezuela which enabled him to muster some
pressure in the early days for a high position. In view, however, of his
lack of following, his resignation was of no significance whatsoever
contrary to the statement of the Survey (Para, 16, page 85).

¢} From the moment the FRD was formed in May 1960 in
Mew York, the Cubans were aware of the importance attributed in the early
stages of the Project by their U.5. contacts to having FRD Headquarters
meoved to Mexico. The Cubans opposed this move for a variety of
reasons--mostly personal and some, from their view point, political.
Had the Agency treated its counterparts as puppets, this move could have
been accomplished within a rmatter of weeka. However, in spite of
considerable pressures on the Agency, the principle of tactful persuasion
was relied upon and it was not until August 1960 that the FRD got to
Mexico and then it was only for a short time.

d) The establishment of FRD branch offices in nurnerous
Latin American countries was accomplished by the FRD Executive
Committee, with U.5. contacts merely playing an advisory role.

e) The aforementioned self-imposed system of parity and ¢

running the FRD by Committees. resulted in less dynamic action than was
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desirable. A partnership with divergent views among the partners is not
the best mechanism for decisive action. Thus, U.5, contacts suggested
in September 1960, the creation of the position of an FRD General
Coordinator, a suggestion accepted in principle by all Cubans concerned.
The Cubans, howewver, wanted their U. 5. colleapues to declare their
preferences for a particular person. Again this was not done because of
the principle of non-U. 5. interference in strictly unilateral exile Ceban
affairs. The exile internal warfare on this leadership issus assurned
rather remarkable proportiens but finally the FRD Executive Committee
selected Antonio de Varona as General Coordinator on 27 September 1960.
f) The concept of permitting the FRD Cubans to run their
own show as much as possible coupled with their own preocccupation on
mending their political fences and creating their own political machines,
caused many tacticzl difficulties to those Agency elements charged-with
day-to-day propaganda activities whose successful implementation hinged
on immediate action without protracted negotiations on each detail. Thus,
of necessity unilateral Agency operations had to be created in substantially
zll the action fields {e.g., propaganda, intelligence collection, para-
military) which were imposgsible to conceal from the FRD., The FRD

leadership resented what they considered competition and demanded
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exclusive control of these activities; they also demanded that the FRD be
the only channel for U.S5. dealings with any sesgment of the internal
Cuban opposition or the Cuban exile community., On the latter point the
Department of State did not agree; on the former, the Agency could not
acquiesce because of operational considerations. Moreover, on the former
point there was a strong feeling throughout the U. 5, Government that it
would be wrong to permit the FRD to be in a position to rule out any
Cuban elements which might have usable internal Cuban assets. It was
clear at least by December 1960 that the effort to broaden the member-
ship of the FED to the point where it included all political acceptable
elements of the opposition had failed and that the effort of its members
to use it to advance their own pelitical fortunes within the exile
community was resented, All elements of the U.S. Government were
agreed that it could not be an exclusive chosen instrument with a
monopoly of governmental support. These problems were certainly not
the product of coercion.

gl The inability of the FED Cubans again—-because of their
incessant precccupation with political advantage--to establish an effective
paramilitary recruiting mechanism within the Project deadlines called

for the utilization of Cuban oificefs and men outside the FRD channel.
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This action was in line with the vealities of the situation, i.e., the
inability of the political elements to tackle the military tasks as speedily
and effectively as necessary and the aforementioned unwillingness of the
military (or activists) to accept the political leadership. (Only after the
election of Mire Cardona as CRC President did the Liberation Army
gupport and accept the political structure.) Thus, pelitical personalities
retained their independence in their specialty and the military {and
activists) worked--with the guidance of U.5. military specialists-=-in
theirs. 1f closer coordination had been possible between the political and
the military it would clearly have been desirable. Only the political
urgencies of an actual attack were gufficient to achieve any real unity
and thig was in many ways a2 mirage and a ”snm.e’l:im:'_ thing''.

It is true as stated in the Survey that the Agency intervened
actively to prevent viglts by the political leaders to the training camps
in December and January, and that this was deeply resented by the
political leaders. It is also true that this lack of contact with the political
leadership left the Cuban military personnel unsure of what and for whom th
were going to fight, even though being activists not political scientists
they were generally satisfied with a mere "Down with Castro' slogan.

There were, however, the most specific and urgent reasona for following
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this policy. During these months, as the crucial role of the strike force
was recogoized by all concerned, the competition between the political
leaders to secure control of it was at its maximmum. Varona used the
FRD recruiting machinery to try to ingsure a preponderance of loyal
personnel that would be acceptable to and have some loyalty to him.
Other members of the CRC were equally anxious to insure the inclusion
of recruits loyal to them. Most (but not all) of the FRD leaders resented
the inclusion of men who had mot been supplied through their own
recruitment machinery. The FRD leadership, and later some members
of the CRC, were determined to try to displace the senior military
officers of the Brigade with political appointees acceptable to them.
During the four months before the invasion, no one of the political leaders
could have been allowed to visit the camps alone without aceusations of
favoritism. Meanwhile, the Cuban military leaders in training and the
American training officers who were endeavoring to fashion the Brigade
into a cohesive and powerful force, feared above all any enceuragement
of factionalism in the ranks. Moreover, although the troops needed
indoctrination in the ideclegy for which they were going to risk their
lives, it was known that some members of the FRD and later of the CRC
were unpopular in the camps. There was a real possibility that if there

F
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were many visits of the political leadership, and if these vigits were not
carefully controlled when they were permitted, a real cleavage would
have opened up between the military force and the political committae with
the possible disruption of the Brigade, the one cssential asset at the time.
The decigion to isolate the Bripade from the political leadership for a
considerable period was obwviously a difficult one and no one can state
with certainty that the course of action actually followed was the wisest.
It did, however, produce a situation on D-Day in which the Brigade was
unified and the political leadership had, at least superficially, accepted
their relationship to it.

h} As the deadline for the Project approached the need
te broaden by democratic means and strictly by Cuban action the FRD
base and to evolve a provisional government became pressing. Continuouw
negotiations were conducted during February 1961 and March 1961, and or
22 March 1961 the CRC was created. Every Agency pogition paper
prepared on this matter stressed the need for letting the Cubans have
their own say. Indeed it was felt that only Cuban selection could have
any.real value. This policy had the approval of the Department of State
and was carried out to the letter, The following excerpts from an

address by an Agency representative to the Cuban Revolutionary Assembly
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on 18 March 1961 just prior to the start of the selection of the CRG
exemplified this: "Naturally, the procedures employed in the election
of your leader or Provisional President must remain entirely in your
hands... Obviously we are not trying to tell you whom you should
elect--that is your responsibility and yours alone... The decision iz

up to you. I am confident you will make the right one." Thus, acting
independently the Cuban exiles elected Miro Cardona as their provisional
Preszident.

i} Itis guite true that CRC members went into isolation
during the 17 April invasion; it is also true that statermnents on the
invasion were issued in their mames. On the former, CRC members
were briefed and counseled by two high ranking Agency officials and
the Cuban agreement was given voluntarily and without coercion and
in recognition of the demands of the hour. In fact Mire Cardona was told
that he might stay in New York City over the fateful weekend of 14-17
April, He, however, asked to be isolated with the other members of the
CRC.

J}  In summary, the facts prove that FRD {and _].a.te:r CRC)
members were not reduced to the status of puppets--regardless of their

feeling in the ice ceold reality of defeat--and that their action capabilities
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weare exploited to the fullest (an cutstanding example is the great number o
laws and plans which were ready for promulgation and implementation
upon the assumption of power in Cuba by the Provisional Government).
Such limitations as existed on active participation by Cubans in post-Castr
plans for Cuba were created by their own precccupation with matters
relating to personal ambitions, long-standing personal biases and exile
politics Caribbean style. Indeed as pointed out above, paliticians had
little to do with the military aspects of the operation since they lacked

by their own admission technical competence. Just before the landing,
however, the politico-military underatanding was at its best., The Brigade
and its leadership recognized the political leadership of the CRC and
Manuel Artirme, a leading member of the CRC, stayed and landed with

the Brigade 23 3 representative of the CRC,

2. The FRD Military Element.

a) The military element similarly enjoyed freedom of
action consonant with traditionally accepted rules of military discipline
and order. Although American advisors, of necessity, directed the
planning of the troop training from the basic stage through advanced large
unit exercises and maneuvers, the Cuban military leadership participated
in this planning and was solely respensible for the conduct of the training
and for the control of the troops. In this latter connection, the Cuban
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military leaders were responsible for the maintenance of law, order and
discipline and in the discharge of these responsibilities meted out
digciplinary punishment ranging from "company punighment' ta
incarceration.

b) Without coercion on our part, the Liberation Troops
pledged their loyalty to the Cuban pelitical leaderahip as represented by
the Coban Revelutionary Council.

€) The traditional cleavages of military versus political
leadership naturally were evident in this operation as they are in almost any
organized state in the world., There is no evidence, however, to support
any contention that the gap between their respective objectives and methods
to be employed to achieve these objectives was any wider than would be
expected given the circumstances that existed, Merely because those like
Manuel Ray who never favored an invasion said after the defeat "I told you
so" to all available newspapers did not mean that the D-Day unity was
not sufficiently strong te have provided a platform on which to build.
Failure, quite naturally, provided the most potent fuel to the {flames of
dissension which lay only just below the surface,

3, Mijscellaneous. Other than the main conclusion mentioned above,
there are some minor criticiems in the Survey. Froject officers are
criticised for not speaking Span.i_ah This point is discussed else-
where but it might again be noted that of the six senior
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officers dealing with the Cuban leaders, {ive had fluent Spanish and the
one officer whe did not. succeeded nevertheless in achieving a close
relationship with a number of the top Cubans including Mire Cardona.

Paragraphs 42-50 on pages 94 to 97 of the Survey contain a series
of criticismes and preachments which are g0 general, unsupported or
unconnected to some specific consequence that we can only comment
that they have been noted with dismay and that we regret that until more
detail is furnished, an angwer iz not pogsible.

The remainder of the Survey's section on the political front and
the relations to the Cubans starting on page 81 is mainly factual. Itis
only unfortunate that it treats so complex a problem so superficially and
fails to include any of the extensive Agency relationships with the State
Department and the White House with respect to the proper line to take
with the Cuban leaders and the corréct interpretation of the political views
of these leaders. Also, what political attitudes were the most desirable
from the point of view of the U.57 In addition, the Agency did congiderable
work on the preparation of political documents. Moreover, some non-
Agency experts were obtained to work with the Cuban leaders at their
request in the developrnent of the planks for their political platform. The
absence of this whole story and the problems faced as it unfolded makes it
difficult to have any real understanding of what was involved on the politica
side,
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IX. AIR MARITIME OPERATI ONS

The Survey only has a one sentence conclusion regarding the
earrying out of paramilitary operations (as distinguished from the
basic military concept), namely, "Air and boal operations showed
up paorly. " (Fara, 4., page 143). The body of the Survey, however,
has three chapters on this point dealing with "Air", "Maritime",
and "Training Underground Leaders". (Page 98-134). The major
points in these chapters will be considered below.

J_T‘IB! Three maps have been kept and are available, if desired,

which ghow all air and maritime deliveries into Cuba plus all

PM assets on Cuban scil as of 17 April 1961. These can be

examined at any time. They are believed relevant to these

paramilitary points. f

A, AR

l. Before discussing the many specific criticisms of the Survey,
a few background points ghonld be presented.

a., For reasons already discussed, U.5. bases could
not be used. Consequently, drop missions had to be flown the longer
distance from Guatemala, the only forsign soll within range for which
permission from the local gover nment was possible, Conceivably,
President Somoza might have approved MNicaragua, but for many

reasons Guatemala was preferablefor these missions, e.g., a usable

base in Micaragua was not ready until late in the project; Nicaragua
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was farther from thc U.SLI a.?rfd dur;.ng this period supplies had to come
from the U,8,; the trainees were in Guatemala, so that by using the
samé country the logistic support was simplified; and a separate country
for the sirike base was degired. Moreover, it was advizable o keep
pre-sirike activities out of the cmnuly providing the strike base.

b. U.5. airmen could not be uged. The Cubans
recruited had extensive n::pcérir:ncz and were given a lot of training.
Their air background, huwe\rer, was commercial flying which, as it
turned out, did not provide Rhie: with the kind of night flying navigational
precision desired. Moreover, Being Cuban and emotionally invelved,
their discipline was not good. For example, they often viclated
orders by remaining over targets too long in an effort to find the DZ
and help their countrymen.

¢. Reception committees were cithér untrained or
performed under difficult conditions. Ewven a trained individual, other
than perhaps a surveyor, can make a slight error in figuring the
coordinates of a DZ, particularly in rough terrain. A small mistake
is enough’ttr destroy the effectiwveness of an air drop,

d. The recent and productive experience of mai{'ing drops

in difficult areas, such as _ has convinced us thal com-

»

munications with the receiving pgroup, including ground to air communi=

cations from the DZ to the dropping aireraft (whether by radio, W/T ar
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beacon), is ¢ssential to any assurance of success, In the Cuban sit-
uation, cormmunications at best were difficult. For example, although
contact was established with groups in the Escambray by courier, efforts
to infiltrate a trained radio operator with equipment were never success-
ful. In otheér cases it was advisable, if not necessary, to keep the radio
eperator away from the DZ in order to avoid risking so scarce a com-
modity., This meant an unavoidable delay with respect to last minute
messages between the senders and the actual receivers. In no case were
the desired communications mentioned above ever possible.

e¢. The Cuban land mass is not easy for drops. Either
the terrain is rough and DZs are few a8 in the Escambray or the area
is relatively crowded making an iselated spot difficult to find. In addition,
Castro, as a former guerrilla leader, had surveyed possible DZs and
was thoroughly familiar with their location.

f. Drop operations without all aids are inherently
difficult. As already stated even toward the end of WW II skilled crews
dropping to skilled and experienced reception committees were accorded,
as a rule of thumb on the basis of lessons learned, only a 50% chance
of success. The technical facilities in Cuba were less good than those
in France in 1944-45 and the human capabilities much less good,

Having made the [oregoing cbmments, it should then be admitted that

the drop racord in Cuba was poor. Efforts to improve it, however, were
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not successiul, nor is it clear that any permisgible aetion would have
done any geood, Some 27, 800 1bs, of materiel were actually delivered
[somewhat more than stated by the Survey), (See para, 9, page 101).
The major deliveries, howewver, as already explained, were by boat,
Cmnly one body drop was made, The reason for this was that drops
were obvicusly going badly and individuals could be infiltrated more
successiully by boat.
2. Specific allegations of the Survey follow:

a. The first drop was close butl missed by 7 miles as
stated by the Survey (para. 1, page 98). A contributing factor was
an unknown dam construction marked by lights, MNo U-Z flights had been
approved at this stage of the project and knowledge of the construction
was notl availebie., Omn return the plane hit the proper coast-in point
in Guatermnala, and the crew captain then turned the plane aver to the
co-pilot. The latter took a short cut, climbed above some cloud cover,
was lost when he came down and landed on the first field he found, i.e.,
in Mexico, even though he still had sufficient fuel to return to Guatemala,
Obwviously, this was bad procedare and poor crew discipline.

. The rice and beans drop {para. 4., et seq., page 99)
is an exaggerated case. In order to fill mllt the load, the DDCI decided

*

to drop some food, as food shortages were clearly a problem with the
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resistance. Frobably too much food was dropped and the agent was
disturbed and angry. He continued, howewer, to work for the resistance
and with the Agency, coming to Miami at a later date and returning again
to Cuba thereafter.

¢. Reception procedures {para. 11-12, pages 101-102)
were the hest that could be devised in each instance, given the circum-
stances, i.e., the DZ, the local situation, the comrnunications and the
materiel available or that which could be used, (e.g.. boanfires often
were impossible, thereby making flashlights necessary). As to dif-
ferences of view, there iz no doubt that before a final flipht plan was
decided upon in particular cases there were often varying suggestions
2= to what should or should not be dene. The clearance procedures
already described were fully understood, however, and, it is believed,
worked. In view of all the circumstances, they were not "cumber some",
as alleged by the Survey. The Special Group gave the overall clearance;
the Tesk Force made the request for a drop and recommended the time,
the place and the load; DPD handled the preparation of the flight plan and
suggested any changes prompted by air safety considerations; and the
DDCI gave the specific flight plan and final cperational clearance. The
crews were briefed in Guatemala. Thelr air discipline, as already
indicated, was poor but how to cortect it was difficult, Pilots and crews
were hard to find so that they could not be fired. Mavigation also was
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faulty though usually mistakes occurred in the difficult arca after
hitting the Cuban coast-in point.

d. PFilots were often told, as indicated by the Survay,
to drop if they had any reason to believe that they were close to their
targets. Often the need was so urgent that any effort to deliver
supplies was justifiable. Moreover, capture of materiel by Caatro's
forces was a matter of no consequence as the Cubans had more equip-
ment than they could use. Also, there were cases where recovery
was by non-resistance Cubans who then passed the materiel to the
resistance. Conseguently, this chancewas always present. If the
blind drop theory was wrong, at least it was consciously adopted by all
concerned at the time.

e. The so-called "gardy corrective action' (para. 33,
page 108) was misunderstood by the Survey. In late February or early
March a review of drops was made to Lry to see what, if anything, could
be done to improve results, The {indings merely confirmed the problems
but really provided no solutions. Some suggestions were made which,
in effect, were merely a restatement of existing procedures. Blind
drops, as already indicated, were continued as a matter of policy when
conditions were urgent, even though the review recommended their
elimination, The other study made in January 1961 (para. 31, page 107)

was stopped by the Paramilitary Chief as he knew that a solution by use
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af Arnerican pilots was politically unacceptable no matter how desirable
operalionally.

In conclugion it might be szid that the DPD overall air drop
record is a good one and will stand close examination. The failures in
Cuba were not the result of lack of competence nor of poor organization.
They were rather the result of many complex factors, some beyond Agency
control, some undoubtedly within Agency control. During the project,
the only real solutions were believed to be in the area of political in-
feasibility, although an improved record might have otherwise been
achieved, Surely if better commmunications could have been provided
with the resistance elements at the time of drops, there would have been
greater success. It must be remembered in this connection that during
the early months in 1961 the communications picture improved mater ially,
Moreover, during the last two or three weeks before the invazion some
15 drop Tequests were Teceived which could not for other reasons be
fulfilled. The proups making these requests were, however, well equipped
and capable.

B. MARITIME

In the maritime field, it should be noted that the Survey

makes no mention of the operational atmosphere or difficulties. This,
of course, is true throughout the gurvey, but, because of the particular
difficuliies encountered in connection with ships and crews and the amounts
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of money invelved, the emission of realities seems perhaps more
conspicucus in the maritime field.

Ome major omissien, for example, is the effort made by the
Apency to find boats in the Navy and the Ceast Guard, Although
such effort was made and both Services were thoroughly cooperative,
no usable boats could be found. Consequently, although the Agency
fleet was not what might have been desired, it was, of necessity,
obtzined out of what could be found,

Another omission is any review of performance in relation
to difficulties. For example, under the circumstances, itis
suggested that the infiltration of 88,000 Ilbs. of materiel plus 79
bodies and the exfiltration of 51 bodies is a perfectly reasonable
performance, Moreover, the transportation of the Erigade to the
beachhead without hitch was surely a commendable operation.

As to supplies, the Survey criticizes lhe limited distribution
achieved geographically in Cuba, but the fact is that the distribution was
fairly pood. This has been explained in an sarlier section along with the
reasons why the central south coast was not covered.

A5 to the condition of ships and the money required for their
purchaze and repair, no detailed discussion seems justified, although
the Survey devoles considerable 592;.:9. to theze items. The only signi-
ficance of these allegations, it is felt, would be if, in the light of the
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evigting Tequirements, urgencies and availabilities {i.e., of both
equipment and people), the judgments exescised were reprehensible.
Admittedly, the Apency [leet cost a substantial amount of money.
Moreover, as stated, the craft were not ideal, The issue, however,
is what else mwvzs bossible. It is doubted that anything could have
been done at the time which would have materially altered the
situation.

Admittedly, as indicated in the Survey (para. 21, pages 123-124],
the Agency capability in the maritime field at the start of the Cuban
project was not very substantiaml. This, however, is no great
surprise in view of theunlikelihood pre-Cuba that the Agency would
become involved in a preject reguiring this type of maritime capabality.
It should be noted that for twoe years prier to Cuba DD/E officers
examined 1ll aspects of PM requirements, including maritime, to
determine what preparalcry SE-L.".ps, if any, could be constructively
taken in advance of an actual project requirernent. Although 2 number
of actions were taken, the Cuban maritime needs were not anticipated.

In this connection, in retrospect it would probably have been wise
to have requested Captain Scapa or some other senior Navy officer
earlier in the project. A Marine Colonel was, of course, the Paramilitazy

Chief and had charge of maritime apsratiens. Also, continucus liaison
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with the Mawvy and Mavy officers in Defense was taking place. Nevertheless,
a full time Mavy Captain in the project could have resulted in the adoption
of mere imaginative methods which might possibly have produced greater
performance. Ewen in retrospect, however, it is not known what these
would have been.

1. The main specific criticisms of the Survey are:

a. Difficulties with crews particularly the'Barbara J".

There iz no question that trouble was experienced with the Cuban crews.
One problem was that the Cubans, when recruited, thought that they were
going to control the ships. This impression ceuld have been
given by Apgency officers in good faith., At any rate, it soon became
apparent that such control was impossible, particularly for the landing
operation, Clearance was, therefore, requested by the Agency and
obtained to hire American masters plus a few American officers for
special posts (e, g., chief engineer, communications) on the main landing
ships. The heads of METS went to extensive pain and trouble to help the
Apency find such officers. When hired, however, they were resented
by the Cuban searmen, who felt that they had been deprived of their own
commarnd and control, and time and circumstances did not per::nit shake-
down cruises. The consequence, particularly when the erews were {irst

u

pul on board ship, was trouble, partly for the reason given and partly
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because of diferences between the Cubans themselves, These latter
conflicts were unfortunate, but it is unknown how they could have
been discovered or anlicipated during the recruitment unless more
time had been available. These problems, moreover, were ironed
out beiore the landing movement.in which these partlicular ships were
involved. [n addition, the crews were effectively given good training
at Viegues as evidenced both by Captain Scapa's examination and the
later performance of the crews.

b, The Survey rmakes a great deal of the case of
one of the Masters of the "Barbara J" who was discharged and sub-
sequently had his name incluied in a letter of commendation, (Paras.
24-25-26, pages 117-118), This case had a lang history known to the
inspectors which unfortunately the Survey does not choose to mention,
Briefly, the Master was considered by MSTS as one of their best
men. In fact he was one of the youngest of their men {about 35) to
be made a Master. A strong personality difference arose between
him arnd one of the senior Agency contract employees who was to be
a central figure in the landing. This employee made charges against
the Master including a charge that the Master had been drinking on an
operational trip. He, therefore,”demarnd ed that the Master be dis-
charged,” The case was such that under the circumstances the Apgency
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emplovee had to be backed or lest. Due to the employee's importance
to the mission, the fact that he was a very good officer, and the short-
ness of time, he was backed and the Master discharged. On further
investigation, it was found that the Master not only denied all the alle-
gations against him but claimed that he could find men to substantiate
his story and asked in writing o vindicate himself, In view of his
superior MSTS record and faced with serious issues of fact plus obvious
security problems and with no time or opportunity to hold hearings

to resaolve these issues, it was decided to give the Master his contract
pay and to explain the facts to the Industrial Relations Officer of MSTS.
This was done, Thereafter, at the last moment it became essential to
obtain a Master for one of the reserve supply ships. Due to the

urgeney of the sitiation, the Master's background and the very good
impression that the Master had made following the other incident

he was asked to take the joh., Knowing of the problems at the beach-
head including the dangers from enemy air attack and despite his

strong disapreement with the decision resulting in his discharge, the
Master still immediately accepted, tock cormnmand of the ship and put

to sea. Due to subseguent events beyond his controel, he was recalled,
In view of all these facts, hiz name was later included in the general
letter 1o MSTS commending the pe::'furmance of the more than 20 oificers
providad b-;.— MSTE, On this record, the action taken still seems correct.
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€. As to infiltration of teams (para. 11, page 128}, there
were some difficalties but again the situation roust be examined in regard Lo
all the existing facta. In the first place through the summer, fall ande@ardy
winter of 1960, the Hawvana Station was in existence {the Embassy and thus
the Station was clesed in early January]. Consequently, internal Cuban
contacts and communications were excellent, Moreover, legal travel was
relatively easy and as pointed out by the Survey, sorme 8 radio operators
were pul inte Cuba legally. In addition, defecters, as indicated in an
carlier section, were exfilirating in larpe n;.'.mbcrs. Many of these held
rezponsible positions in the Castro Government or in the community and
were in close touch with resistance groups, Moreover, the Miami exile
community, many of whom were U.5. representatives of internal resizstance
groups, had their own communications through couriers or otherwise.
Ceonsequently, the six maritime ¢perations mentioned by the Survey in Sep-
tember, Qctober, and November must be assessed in relation to this back-
ground, Also, in addition, in the summer and fall of 1960 (ending in
Decernber] the RIO ESCOMDIDC was used to infiltrate and exfiltrate as many
a5 16 people. The ship had a2 smuggling compartment in the boiler room
which could take two individuais, preferably one. The Survey dees not
rmention these moverments, probably because they were not considered
rmaritime operations, rather arrangements with the zhip's captain. Five of
the 16 pecple infiltrated during th::- period were key resistance leaders
and their W/T operators, Another factor during this pericd was that

b i
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legal movement was relatively easy for individuals legally in Cuba so
that the desirability of putting in individuals who had to live and leave
black was reduced. In view of all these factors, it was decided to
keep out many of the teams originally planned for infiltration. The
reaction of trained teames to such inactivity was, what might have
been expected, anger, discouragement and lowered morale. Cn top
of this the ill-fated trip of the "Barbara J".was unfortunate since 3
teams were aboard who were not put ashore in Cuba. Consequently,
the zttitude of this group of Cuban trainees was at times bad. After the
Hawvana Station was closed, however, the infiltration efforts picked up
despite being thwarted by bad weather through January. By the end of
March or early April, the paramilitary agent infiltration had achieved
an adeguate total, Moreover, thirteen communicators was a satis-
factory number although it is probably fair to say that there is no
such thing as too many communicators.

d. The Survey alleges that smazall boat operations were
not planned (para. 17, page 14}, Probably under the press of events
the paper work was not as tldy as might be found in noermal charter
parties, Planning, however, was, it is believed, what was possible.
Maritimme operations can only be planned in relation to known facts such
as an available Teception, an available boat and a moment timely for a

mis=zion. Owverall plans are obviously possible and it iz believed that
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it can be shown that such plans existed. In the same way what was
desired in the way of beats was known but actuzl purchases were only
feasible as particular craflt materialized on the market,

C. TRAINING UNDERGROUND LEADERS

The major criticisms of the training were that the sites
were inadeguate and in some cases too remote; training on foreign
soil would have been beiter accomplished in the U, 5,; some of the U, 5.
training was with haphazard facilities and trainers; and the training
was piecemeal without plan.,

Before responding to the particular zllegations, it must be
noted that, with all due respect, the Survey's criticism suggests the
attitudes af a dweller in a sceure and well-ordered academic "Never-
never Land' who assumes that 21l training must be gimilarly con-
ducted or it is poorly managed. It is the Harvard Law School trying
to comment on the advantapges of sandlot training for baseball players,
The only difference being that the HLS would be judicicusly analytlic
which is a point of view never achieved by the Survey,

The facts are that nene of the project's training sites
were ideal or picked solely lor the accomplishment of the training in-
volved. Security considerations, .c'rr, in other words, political con-
cerns, playved a vital role,
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Moreover, if results are any ecriteria, the training sites were
adeguate. As far as the Brigade and its air arm are concerned, the
conclusions of impartial experts (i.e., the JCS team) regarding the
competence achieved are recorded in writing, The performance of
the trainees on the beachhead is further proof. The training of the
landing ships' crews at Vieques was good and effective in operation,
The training in Panama was excellent on all reports as was the
gcreening and handling of personnel to be trained at Useppa Island.
The Nino Ddaz group at New Orleans was, according to all eobeervers,
well trained and ready to fight, Its failure to land was dus to poor
leadership and not the fault of the troops.

The communications training has always been reported as
excellent and the Survey itself commends the communications effort,
Praclice also establighed that the trained agent communicatars in
Cuba had far fewer garbles in their messages than normally found in
such transmissions,

The agents, who were trained {(and all these who were infiltrated
as agents were given trainingl, received courses in how to live black;
some weapons and demaolitions training; some CE; air reception and
hew to handle drops; resistance Ur'ganizatiorl and how to contact

underground groups. The teams who were to be infiltvated received,
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as stated by the Survey (para. 12, page 129 and mentioned earlier,

(1

training in "security, basic clandestine tradecraft, intelligence col-
lection and reporting, propaganda and agitation, subwversive activities,
resistance organization, reception operations, explosives and demo-
litians, guerrilla action and similar action. "

There was, therefore, no lack of training doctrine or planning.
Incidentally, since it has been raised by the Survey (para. 1l et seq.,
page 101}, the air reception procedures taught to all agents were
those taught in the Apency School on this subject.

Fegarding sites, it should be pointed out that, whether good or
bad, the Guatemazala sites were the only ones awvailable. The . s,
was politically unacceptable and the Guatemala government was the
deciding elernent az to the gites in Guatermala that could be used.

The Surwvey says that the ground training base in Guatemala "obviously. ..
could not " accormrnedate 500 individuals. (Para, 10, page 127}, The
fact was that it did plus many more and worked.

Similarly the initial situation at New Orleans was difficult,
(Para. 23, page 133). Again, however, the problems were adequately
corrected to provide adeguate training. It took work and some .help
from the Armed Services to get the base functioning but both occurred

and prevailed.
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The Burwey, as indicated, also alleges that training could hawve
been more eifective and secure if done in the United States (Paras, 11-12,
page 138). The Survey points to tank and communications training which
did take place in the U, 5, to support its conclusion. What is not said is
that the tank training only involved 25 men and was done at a UL 5, base
accustomed to training foreign groups and guite able to assimilate a
small group of this size. Similarly, communications could be and
were taught in small classes. Faolitical clearances, therefore, were
granted specifically for these classes, i.e., a U.5, base for tankers
and U. 5, safehouses for communicators, but as a rccc-gniz:ec; exception
to the basic rule of generally denying the use of the U, 5. for any kind of
training. The Nino Diaz group at Wew Orleans was abviously another
excepton and one which was somewhat inconsistent with the general
rule, but the clearance was given nevertheless because time was short
{the invasion was imminent) and an attempted diversionary operation was
considerad important, Moreover, no other site was available that was
either better or usable, taking all factors into account,

The question of haphazard facilities and trainers has been discussed
earlier. Obviously, there is a good deal of adjusting to the needs of the
moment in a project of this sort. It is believed, however, that .th: record
will show that the training plans were reasonably detailed and complete.

.
Moreover, that wherever 2 training course of any length was invelved,

there was a specific training plan.
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19 January 1962

Dr. James R. ¥Killian, Jr.

Chairman, President's Forelgn Intelligence
Advieory Board

207 Exeeutive 0ffice Bullding

-Washington 25, D. C.

DPear Dr. Killdan:

Attached 1 copy of the CTA Inepector Qeneral’s "Suryey Of
Cuban Operations” topether with ccl:men-r:s thereon by General (.
P. Cabell,. Deputy Director of CIA and "Amalysis Of The. Cubmn
Operation” by Depubty Director (Flmns). This latter Teport 1s
inten&ed, £s A comnent on the Inspector General's repm:t'..

As you readily underetend, I am not in a pesition o render
g personal oplolion concerniog t-he validity of the IG'e report or
the stetements by the DDCI end the ITFP because I was not in CIA
et the time. However 1t is my personsl opinion as & result of
examinations I have mede of thie operstion after the fact that
both the report and the rebuttals are extreme. I believe an
securate appraleal of the Cuben effort omd.the reasons for faoflure
rest some plece in between the two points of view expressed 4n
the reports,

I belleve it 1o safe o eey the failure of the Cubec operation
wan Govermment-wide and in this respect the Agency muet besr ite
full share (though not the entire) responsibility.

For thip resson I would recommend that your boerd, in review-
ing the Inepector General's Survey alec review the comments smd

snalysie of the DDCI and.the DD/F.

Yours very truly,

[e/ John A. McCone

- John A. MeCone
Director
Attachments
A gtated %
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19 January 1962

HEMORANDUM FOR: Deputy Director (Plans)

SUBJECT : Survey of Cubsn Operation

Ls Hy work in support of your "Analysis of the Cuban
Operation” gave me an unusual opportunity to study with care
the document which caused the Analysis to be written, namely,
ﬂ; :In!pﬂcbnr Ceneral's Survey of the Cuban Cperation, October
1961".

2. My copsideration of the Burvey has forced me to reach
certain conclusions which I feel that I mist record. I do so
in vriting because these conclusions are, in my cpinion, of
sufficient significance to demand the dilsciplipe of s written
expreasion. Moreover, I feel that those vho disagree with me
should have the opportunity to direct any replies that they may
choose to make to specific identifiable comments.

3. I may szy thal my decision to write this memorandum
was reached with considerable reluctance =nd only after long
deliberation. The deciding factor was my belief that the
suggestions for action in peregraph 6 below are worthwhile
and ghould be submitted. They would have been meaningless
without the ressons get forth in the earlier paragraphs. The
views expressed are, needless o say, exclusively mine.

k. In my cpinten the I.G. Survey is mo=t unfortunate for
three reasons:

2. It is an incompetent jJob. The suthors
never understocd the problems with which they were deal-
ing and failed to express thelr views with any precision
or proper use of relevant facte.

b. It is biesed. Basleslly relevant evidence
on vital issues was not coly left out but never even
meaticoned. The Burvey undertook only to present those
items which suggested fallures or inadequecies. These
items, hovwever, were not fully depicted so that a falee
picture wes given. Admittedly, an I.G. must expose fault
but it 1g algo hip Job to do so mccurately.

-
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¢, It is palicious, or, to put it eltermatively,
it is intepticnally bissed. Admittedly, thies iz o serious
charge and 1s, at best, merely a slatement of opindon. ' I
can only say that I hold such opinlon firmly. In my yiew
it could be supported solely on the basis of the Survey's
total omisgion in many placesz of significantly relevant
evidence. BSuch omicoions are po excesglve and one-gided
as to substantinte the conclusion that they mist have been
dntentional. In addition, however,. I would like to mentlon
four other polnts:

1) The fuct. that the inspectors, in making
their investipgation, omitted any discussions
of their findings with the senlor officers
responsible for the project. Although, techni-
cally, the I.G. can accurately state that he
talked to the DD/P and the then A/DDP/A sbout
the Burvey, the fact is that theoe discussion
wereg exeesdingly brief and covered none of the
real issues in the Survey. The AC;"WD was not
cpolkten to at all. The Securdity Officer of HHJI"II
was not spoken to st all. Other senfor officers,
such as C/WH and C/WH/L, were never given an
oppartunity to express their views in relation
to statements 1in the Survey.

2) Some officers with whom the inspectors
hed digcussions felt after they had s chance to
see the Survey, that it did not dmpartially ex-
yress the information which they hed provided
ond left out much of the relevant information
given. Moreover, scme officers have reported
that the attitude of the lpspectors snd thelr
lne of guestlonlpg indicated a degire to oblain
facts or views to support Judgments aiready
formed. Opiplons contrary to these judgments
vere not only disregarded but resicted.

3) The distribution of the final Survey
¥og 50 peculiar and contrary to normal practice
that it raises an inference of intended partislity.
The meibod of distribution is known snd will not
be repeated here. Tt might be added that there
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were obher facte wilth respect to the distribution
of the Survey worthy of mentiom. C/WE/l wes
called one day mmd ssked if he vanted to read the
Survey. He said thet he would like to do so but
since both C/WH and DC/WH were avay he could not
“lesve since he was Acting Chief of the IMvision.
Porticularly, he could not meel Lhe réeguirements
of the offer which were that he wonld only have
an hour from the time of the telephone call to
see the Survey '::Lntludi_hg travel time) since it
then had to be sent o the printer. Why the
urgency was 0 great is not clear. As far as. is
known, only one dndividual outeide of the T.G.
Steff pew. the Borvey in final or substantially
final form before it was dictributed, namely, sn
officer who was the Chief of Operantions For WH/L
during -the project. Why he was pelected instesd
of ope of hile superlors who was commected with Lhe
yroject 1 not known.

4} Bince this particuler opersticn, without
question, . involved more politicel inoterest and
dynamite than any in which the Agency has ever
participated, there was every reason for following
regular procedures metleulously. In addition to
the distribution peint mentioned above, it seems
relevant to wonder how Dr. Edllian and the Attorney
General knew of -the Survey's existence so as to
reguest & copy.

5. I should say that, whatewver the syppearance of the fore-
going, I heve pot been trying to I.G. the I.G. The information
reported came to me unsollcited and dn the ncomal course of oy
work with you end vour Apalysis. Maybe there is additional
evidence of importance, but T have not looked for it and do not
plan to do 50.

G. The significance of the foregoing is to provide the
reasons for the main purpose of this memorandum, il.e., the sub-
mizsion of the following recomeendations for action.
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. The DCT showld resolve to his own eetisfocticn
the conflicts on major lssues between the I.0.'s Survey and
your Anelyeis. Bince both these documenta are internal to
the Agency, thers is no Ageney position on the Cuben opera-
tion unless the conflicts are resclved. In view of the
Importence of and the contimaing interest in the operation
et high lewvels of the Government, an Agency position seems
essential. Such e position is aleo important for the
future. The operation i bound to be studied for various
reasons ond there shonld be an Agency position at least as
to what happened, what were the mistakes and what were the
lessoms. Moreover,. the DOI, having assumed office after
the operaiicn was thoroughly finished,, hes every resson for
wanting t0 have some definitive findinge and conclusions.

b. TIf the DOI agrees with a.- ebove each reciplent
of the Burvey and Analysis (and it ig understocd that they
will only be distributed together) should be advised of the
faet that such an Agency position 1s belng sought. This
might help to avold ipdependent conclusions oputside of the
Agency belng reached first.

e. The following requirements shewld be impoeed
on all future I.G. surveys &t least on any espects of the
I/P area of responsibilitsy.

L1} ¥o survey shall be undertaken without
speeific written terms of refercoce spprowed by
the TCI.

2) The DD/F shall be satlsfied that in sach
future survey covering any portion of hls arsa of
responsibllity the I.0G. or hie steff will inter-
view at lesst all officers having had responsibility
for any part of The activity inspected by fthe
I.G. and prior ta the distribution of the survey
the ID/P and each such officer will be glven an
opportunity to express his vlews on points in-
cluded in the Survey. Obvicusly the I.0G. need pot
accept these views. Such procedurs, however, will
save an enormous amcunt of time regquired to answer
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surveys such an the Cuban one which feil to present
a full factual pleture regardless of the conclu-
sions reached.
T. I am addressing this memorsndum Lo you s my immedinte
superior. I hepe, however, thot you will agraee vith my request

thal the memorandum be passed to the DCI for his consideration.
I do not, of course, ask that you assoclate yourself with 1t or

eny part of it merely becemse you tranemit 1t.

/sfc.T.B.
C. TRACY BARNES

Originel & 1 - ID/P
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28 January 1962

FEREONAL & CONFIDERTIAL

MEMOFANDIM F(OR: Mr. C. Tracy Barnes

Dear Tracy:

Thank you for your courtesy in sending me & copy of your
memorendum of 19 Jamsry concerning the Inspector Generzl's
Survey of the Cuban Operstion. I do hope that Dick forwerds
it to the DCI, and I am enclosing a copy of this note to you
in cese you wish to send 2 copy to Dick.

I have not had time to study your memorepdum, or even in
fact do more than glanee et the DD/P apalysis in view of the
meeting with the Preeident's Poard all day Friday and the fact
that I am going to be away all this week., However, I will make
the following comrents., Beedless to say, I campletely disagree -
with your statement that it is en incompetent Job. I feel that
it 18 competent: and I believe thet the more than one file
cablnet drawer full of background decuments will prove 1tz
competence. I .do not believe that it is bizsed. We made it
vary olear at the start of the report that £t would only deal
with insdequacies end failures apnd would not purport to be a
thorough anelysis of the operation.

Most of all I object most strongly to your third obserwa-
tion, mamely that it is mlicious apd intentioanlly bimsed. I
have asked the men vho did this survey Lo review your memorindum
and comment on the reasoms you belleve that it 1s blaged. I
should perbaps ackoowledge thit more time should have been spent
with you or Bissell, but lpasmuch as this devalved on me, if
there 1s a fault, it is mine perscoally. But to imply that for
some reason, unknown to =e, that wve would slant this report is
an unfair comment. You apmrently feel there was something
unuswal in the distributics of the fipal report. The only thins.
unusual in it wvas that we had two Directors at the time, and
Mr, McCone having asked for it recelved it sz he was leaving for
the West Coast on the day before Thankegiving apd everybody else
got their copies on the dey aften Thanksglving., Your concern
as to how the President's Board and the Attorney General knew of
the survey's exletence can be answered very simply. In 1956
the President’s Board in writicgs advised all agencles thei all



ingpector generdal reports should be forwarded to them automat-
leally. I don't believe it was a week after the Cuban cperaticn
that the direet question came from thet Beard as to wvhether an
ingpection was going to be dome to which en affirmative reply
was glven. The Attorney General's source I do not know.

Fipally, ns far as to what shouwld be dome next, you and Dick
should know that at the conclusion of my discussion with the
Fresideoi's Board I urged thei a group, or individuval, who had
not in &ny way been assoclated with the operation be charped with
taking the Taylor Report, our report apd your commenle and &ll
background materlal and writiog a truly mationsl and detalled
report. I believe that would be a far better solution than trying
to develop & CIA position, which really 18 mot very practical
ipasmuch as there were s0 many outslde fnctors affecting this
operation.

[ef Eirk
Iyman B. Kirkpatrick
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27 Januery 1902

EYES OWLY

MEMOBANDUM ¥OR: Director of Ceotral Tntelligence

SURJECT : Mr. Barnes' Memorandum on the I6 Survey of the
Cuban Operation

1. As you are eware, Mr, Trecy Barnes did a mejor part of
the work in preparing our comments on Mr. Kirkpetrick's Survey
of the Cuban Operation. At the conclusion of the fask, Mr. Barnes
wrote me the attached weworandum which I hereby pess on to you.

2. I may say that I am im agreement with Mr. Barpes that
the Burvey, lergely by resson of the omission of materisl releyamt
to its conelusions, constitutes a highly biased document and that
the bilss 15 of such a cherscter that it must have been intentional.

3. I will be gled to dlscuss this with you 1 you so desire.

/5/ Fichard ¥. Bissell, Jr.

RICHARD M. BISSELL, JRE.
Deputy Director
(Plans)

Attachments
ls Barnes' Memo
2. I Memo o Mr. Barnes
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26 January 1562
MEMORANDIM EOR: Mr. Eirkpatrick

SUBJECT : The IG's Cuban Survey and the IJD‘I"P'E.
Aralysis of the Cuban Opersiicn

1. The scope of the IG Survey L5 brlefly and clearly stated
in the Imtroducticon., The Burvey's imtent wae to 1dentify and
deseribe weaknesses within the Agency yhich comtributed to the oo
Timal result and to make recomserdations for thelr fiuture ayveldanme,
The IO bad no asuthority to conduct a survey of the machinery for
making decisfons and policy at other levels .of government. Thin
-Tield wes covered by the group hesded by Gen. Taylor. The Survey
expressly avoided detailed anslysis of the purely military phase
of the cperstion.

2. Much of the DD/P's Aralyeis is devoted, however, to a
diecusslon of sovernmental declsion-making and to 2 rehzsh of the
military operatiom. If eriticlzes the Survey for insufficiemt
sttentico 1o these motters, puiting the major blame for the opera-
tlon's Failure .om fectors beyond the -combrol of the Agency.

3+ The finalysle atlempols to refute moet of the wesknesoes
deseribed by the Survey. .The few which 1f sdmits were, it combtende,
not slgnificant to the final result. It rejects the Survey's
statements that intelligence was lnadeguate aod misused and that
stalffing was inadegunte. + blames the fallure of the air drops
on the Cuban recepblon crews and alr erews. 1t states thet smell
beat operaticns could not well have been handled in any other way.
And 1t states that other weaknesses were not important because
they were not the declslve reason for failure.

4, There 15 & Nmdamental differcnce of 2pprosch betwesn the
two documents. While the Analysis 1s preoccupled with interdepart-
mental polley-making and military strategy, the. Survey 1s mainly
concerned with the fallure to build up ioternal resistance in Cuba
threugh clandestine operaticns. The Analysis f21ls to ched any
further significant 1ight on this fundamerntal issue.



5. The Annlysie shows o poorer gracp of what wvas golng on
&t the case-officer level tham of events in policy-meking clreles.
This i1s apparent in o mumber of imaccurncies in the Analysis. For
example, the discusaicn of activities in Miami is Insccurate amd
mizleading, . Conduct of troinfng fin Miamf is defended although it
was not criticized by the Surwey. The 175 trainees alluded to in
the Apalysic as trained in Miamf were in fact trained in Guatemals.
The P secticn in Mismi wes belng bullt up beginning in November
1960, rather than being de-emphasized. These and other fnacouracies
euggedt that the Anslyeis chould be resd with vaution where it
deals with events oo the working level of the ;pro.jecrt. o

6. .The IG investigators centered their, J.nquiry Dna:.qr’ca.f_u, :
T 'phﬂ.,ses which are sfgiifieant to the succesd or 5 "_"'?;hi‘ it} i
opcra.tion and of the J-'-.genq:r 8 .over-all r.lis:ﬂion it"e]_f_. :

e e e o o

y c.\l',*’,‘;_w L
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15 February 1962

MEMORANDUM FOH: Mr. John MeCone
Director of Central Intelligence

EUEJECT: The Inspector Generzl'e Survey of the
Cuban Operation

1. Upon receipt of the Inspector General's report of
October 1991, on the Cuban Operation, which reached my desk
prior to my refignation =ms Ddrector of Centrel Intelligence,
I immediately transmitted a copy to the Deputy Mrector (Plane)
for his comment. This waes in line with the proctice I had
conslstently followed in desling with the reports of the
Inepector General: namely, the O0ffice which is the subject
of the inspeetion ic given an opporiunity to comment on the
I.G. report before the Ddrector determines the action to be
teken therecn. The reply of the Depuly Director (Flans),
dated 18 Jenunry 1962, of woich I have received a eopy, was
submitted to you following my resignation.

2. Mesnwhile, I hove aleo received mnd considercd the
comments of the Deputy Director of Central Intelligence,
General Cabell.

F. 1 remain ab your dlsposal for any comsenls you may
wizh me to submit on any phases of this matter relating to
C.I.A. Tesponsibilities. Hence T willl mot submit detailed
written. comment on the Inspector Generaf¥e report.

L, At this time, however, I wish to make certain
generse]l comments:

=, As A mexber of the Taylor Committee sppointed
by the President, I partiecipated fully in the work of his
Commlttee =nd Joined in his Memorandum and oral reporte to
Lhe President on this subject. While I do not now have a
copy of these documents, I made enly ope or two reservetions
to the general conclusicons snd recommendaticns of these
reporte. 1 consider them to be sound and believe they should
be accepted 25 the best available Survey of this particular
cparetion.

T S F O RE Dee
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bB. The Inspector General's report suffers from the
fact that hle investipgation was limited to the activities of
one segment of one agency, nemely, the C.I.A. Oplnions based
on guch & partial review fall €o give the true story or fto
provide & sound basis for the sweeping conclusiogne reached by
him.

€. Judgments could not properly be rendered in this
matter without a full mnalyeis, as was made by the Taylor
Committee, of actions of all of the participating elements din
the cperation aend the influences brought to bear outeide of
the Agency which affected the operstion. This =pplies partic-
wlarly to the participetion of the Deportment of State, the
Department of Defense, the Jolnt Chiefs of Btaff =nd to certain
elements of the Execiubive Department of the Government.

d. Af no time during the preperaticn of hie report
iid the Imapector General request ooy information Trom me ond
be makes certaln serious errorg in areas where my direct
responsibility was clearly involved.

5. Two mejor arems of criticlsm in the I.G. report cover
(1) the operationnl srrangements for the organizstion, traiming,
transportation and deplovment of the Brigade and, (2) the
relatione of Agency persomnsl to the Cuban emdigration snd their
politicnl orgpanization. A6 to these points, I submit the
following:

&, Firet, while certaln organlzeticnal matters, ia
the Light of developments, may be open to some eriticleom, the
Brigade with its entire complement of men end eguipment resched
the landing area on schedule and under clrcumstances which
achieved complete surprise. The siltustion in the landing erea
was substantlially as predicted. The enemy balttle order intelli-
gence was essentlelly correct. The failure to pet the smmniticn
and supplies ashore was due to circumstences beyond the control
of the EBrigade commander or its personnel.

. Second, with reapact to the organizaticn of m Cuban
emigre political commitiee in support.of the operations, I would
paint oub that prior to engasging in the operation a bromd coalition
of Cuban lesders, and ome acceptable fo owr State Department, was

realized.

These two important achlevements wcovered major areas of O.T.A.
responsibility .
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G, As Director, I deemed it degirsble and necessary in
Yiew of my other dutiss to delegste certain respencibilities
within the Agency for the day-by-day management of the operation,
ond on militery matters and judgmente I relied heavily on militerey
pereonnel aselgned to C.1.A. and on Department of Defense perscnnel
and the Joint Chiefs of Staff. However, I essumed throughout fuil
responeibility for the Agency 's participotion snd actions snd kept
currently advlised of a1l importent developmente. During the con-
cluding daya of the cperation, I was particularly influenced by
the Judgments in Col. Hawldins dispeteh, dated April 13, 1961,
relating to the high state of readiness of the Brigade (Annex A
to Chapter IV of DDP report).

T- Whether or mot the operaticn would heve succesded 1Ff
the Brigade had landed with its entire personnel and equipment
is & matter which cen be debated and on which even foday military
experte differ. Certainly, the responsibility for failure does
not de priwerily in the medn mreme of criticism stressed in the
Inepector Generel's repart.

8. Of course, there sre lesscns to be lesrned as polnted
oul in the Taylor Reports. These Reports, I believe, should be

taken as the mwain basis for any review of the fgency's actions
in support of the ocperation.

e/ Bllen W. Dulles

Mlen W. Dulles
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19 February 1962

The Fonoreble Allen W. Dulles
Washington, D. €.

Dzar Allen:

I have received your merorendum of 15 February 1662
coptaining your comments cn the Inepector General's Survey
of the Cuban Operetion. Copdes of this memorandum, together
with 'lahe']}n,-’P gnalysis of the survey, the comments made by
General Cabell, Mr. Kirlpatyrick, =nd the personal views
expreseed, by Mr. Tracy Barnes, will be bound in the report --
and therefore will be Xnown to anyone who might have occazion
to read it.

Sincerely,

signed

Jobn A. McCons
Directar



