


16 February 1962

MEMORANDUM FOR: Director of Ceatral Intelligence

SUBJECT : Inspector Genersl Survey of the Cuban Operation
{dated October 1961}

It is my understanding that you have reguested Information con-
cerning the distribution of the IG Survey of the Cuban Opemation and
the DD/F comments on it. At the time the report was written it wns
underastood that copies of the report would be sent to the President's
Board and consequently 20 coples ware made. However, the only
distribution made of the report le as follows:

Copy 1 - Mr. McCone - 21 Movember 1961

2 - DCI {then Mr. Dulles) - 24 Movembar

3

DDCI {then Gen. Cabell) - 24 November
4 - DD/P (then Mr. Blesell) - 24 November
5 - IG (Mr., Hirkpatrick)

6 - On flle in office of Acting IG {Mr. McLean)

=
1

C/WH (Col. King) - 24 November
8§ - Mr. Esterline {WH Division) via Col. King - 24 November
9 = On file in my office

10 = President's Forelgn Intelligence Advisory Board, wvia
Mr., Earman at request of DCI, 18 January 1962

11 through 20 - On file in my office

&
Lyman B, Eirkpatrick
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This document contains the items listed below and should
not be broken up. This is at the directian of Mr. John A. McCone,
Director of Central Intelligence. iy

Tab: 3

1. Imnspector General's Survey of the Cuban Operstions;
October 1961

At o
2. Memorandum of trensmittal of IG Survey of the Cuban Operstion
to Mr. Jobn Ha@a from Inspector General; 20 Kovesber 1961.

}g._‘;" g,
3. Memorandum o ﬁrmkmitt.ﬂ of I0 Survey of the Cuben Operation
to DCI from Inspector Gemernl; 24 Wovember 1961.

4. DDCI Memorandum for the Record concerning restricted distribution
of IG's Beport on Cuba; 28 November 1961.

5« Memorandum for the DCI from IG, subject: Report on the Cuban
Operation; 1 December 1961,

£, Memorandum prepared by DDCI, subject: The Inspector General's
Burvey of the Cuban Operation; 15 December 1951.

7. An Analysis of the Cuban Operation by the Deputy Director (Plans),
Central Intelligence Agency; 18 Jenuary 1962.

8. Latter to Dr. James R. ¥Killian, Jr., Chelrman, President's
Foreign Intelligence Board, from DCI, transmitting the IG
Survey and the DD,!'P Analysis of the Cuban Opersation;

19 Janmuary 1962.

9. Hemorendus for Depuiy Director (Plsms), from C. Tracy Barnes,
subject: Survey of Cuban Operation; 19 Jonuary 1962,

10. Memorandum for Mr. C. Tracy Bewnes from Lyman B. Kirkpatrick
referencing Barnes' 19 January memorandum; 22 January 1862,

11. Memcrandum for DC1 from DO{P) transmitting Mr. Barnes’
19 January memorandum; 27 January 1962,
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¥amorandum to Mr. Kirkpatrick from Messrs.
ard S IG Staff officers), subject: The IG'e Survey and
the TD/P's Analysis of the Cuban Operation; 26 January 1962.

¥ezorendum for Mr. John McCone, DCI, from Allen W. Dulles,
subject: The Inspector General's Survey of the Cuban
Operation; 15 February 1962,

DCI'e letter of acknowledgement of Mr, Dulles' 15 Februsry
memorandum; 19 February 1562.
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A.  INTRODUCTION

1. This is the Inspector General's report on the Central
Intelligence Agency's ill-fated acttempt to implemsnt national
policy by overthrowing the Fldel Castro regime in Cuba by means
of & covert paramilitary operation.

2. '™e purpose of the report is to evaluate selected
aspects of the Agency's performance of this task, to describe
weaknesses and failures disclosed by the study, and to make
recommendations for their correction and avoldance in the future.

3. The report concentrates on the organization, steffing
and plan.n!.ng of the project mnd on the conduct of the covert
paramilitary phase of the operation, including comments on
intelligence support, training, and securlity. It dees mot
describe or mnalyze in detail the purely military phase of the
effart.

k. The surporting annexes hevs been chosen to illug-
trate the evolution of national policy ms sutlined in Section
F of the bedy of the report. Amnex A is the baslc policy paper
ayproved by President Eisephower on 17 March 1960, Annex B
is o paper prepered by the project's operating chiefs for the
briefing of President Kennedy in February 1951, Annexes €, D,
and E are the planning papers successively prepared during

March and April 1961 in the lest few weeks before the invasion.
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5. The report includes references to the roles pleyed by
Agency officials in Presidential conferences and interdepart-
mentel meetings at which policy decisions affecting the course
of the operation were taoken, but ‘it contains evaluation of
or juigment on any decisicn or actiom teken by any offleial
not employed by the Agency.

&. In preparing the survey the Inspector Ceneral mnd his
representatives interviewed about 125 Agency employees of all

levels and studied a large quantity of documentary material.
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B. EISTORY OF THE FROJECT

1. The history of the Cuban project begins in 195G and for
the parposes of the survey ends with the inwasion of Cuba by the
Agency-supported Cuban brigade on 1T April 1951 and 1ts defeat and
capture by Castro's forces in the next two days.

2. Formal U.5. Government adoption of the preject ocourred
on 17 March 1960, when, after preliminary preparaticns by the
Agency, President Eisenhower epproved an Agency paper titled
"A Program of Covert Action Apsinst the Castro Regime™ (Annmex A)
nnd thereby aunthorized the Agency to underteke this program:

a. Formetion of a Cuban exile organization to attract
Cuban loynlties, to direct opposition activities, and to
provide cover for Agency operaticns,

b. A propaganda offensive in the neme of the opposition.

¢, Creetion inslde Cuba of m clandestine intellipence
ecollection and sction apparatus to be responaive to the
direction of the exile organizatiom.

d. Develcpment ocutslde Cuba of a =mell paramilitary force
to be intrﬂm;.d into Cuba to organize, train and lead
resistance groups.

3. The budget for this asctivity vas estimated at $4,400,000.
The breskdown was: Folitical action, $950,000; propeganda,
$1,700,000; paramilitary, $1,500,000; intelligence collectionm,
$250,000.
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k. This document, pravidj.ng:.for tm.n{-:-urils.hln‘neut-_nf A poMerfil
internal resietance program throvgh clandestine external aesiztance,
wos the basie and indeed the only U.5. Government policy paper
lssued throughout the 1ife of the project. The concept wos classic.
The Cubsn exile council would serve ss cover for action which
beckme publicly kmown. Agency personnel in contact with Cuban
exiles would be documented as representatives of & group of private
American busitesswen. The hend of the U.5. Covernment would not
appesar.

Freparatory Action

%. Some months of preparstion had preceded presentetion of

this paper to the Presidcnt.h In August 1959 the Chief of the

Agency's Paramilitery Group attended o meeting _
Y - -5 cbe creaticn of < pere-

military capability to be used in Latin Americam crisis situations.
At this lime Cuba was only one of a magber of possible targets,
all of which appeared equally explosive. The Chief of the Para-
military Oroup prepered a series of stalf studies for the Westewn
Hemisphere (W) Diwision on various aspects of covert limited war-
Tare and urged the ereation of = divisigp pozamilitary statf, He
elso set up a small proprietary sirline in -i'c,r aventual
support use. -

G. Tn Sepbesber 1959 the WE Division assigned zn officer to

plan potential Agency action for contingencles which might develop

i
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in 8 muber of Latin Americen countries. There was a lack of
sufficdent readily available operaticnal informaticn on potential
target srens, 20 o regquirement, with specisl emphasis on Cuba,
whose Commmist control wes now becoming more end more apparent,
was sent throughout the intelligence community, and resulted in &
three-volume operationnl study.

T. By December 1559 these studies had produced a plan fer
tradning a smell cedre of Cuban exdiles as paremilitary instructers,
these in turn to be used for treining other Cubsan TE{!I:]J.i.t-EI-I, ine
latin Americsn country, for clandestine infiltraticn into Cuba to
provide leadership for enti-Castro dissidents.

Drgani ration of Braach

2. 0On 18 January 1560 the WH Idvislon organized Branch b
(WH/4) ms en expandable tesk force to run the proposed Cuban opera-
tion. The initial Teble of Orgenization toteled L0 persons, with
18 at Headguarters, 20 st Hovana Stetion, and twe at Santisgo Basze.

%. The branch nleo began negotistions for a Panama training
site. Its officers reconnoitered the srea of Miami, Florida, in
search of sultable instellations for office space, warehcuses,
safe sites, recruiting centers, commmications center, and bases
for the movewent of persons, materiel, end propsganda into or out
of Cuba.

19, AL the seme time Headquarters end the Havena Station

vers conducting a study of Cuban opposition leaders to prepare
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for the formation of & unified political froot to serve ac the
cover ingtrument for clandestine cperations and as a rallyiog
point for anti-Castro Cubans. They were also making a map
recannaissance of the Caribbesn, geeking & site for a powerful
medius-wave and short-wmve radio atation.

FPreliminary Progress
1. Ao = result of this Intensive activity over a relstively

brief pericd the Agency vas able to report considersble preliminsry
progress end to predict early performance in a mmber of respects,
vhen it carried its reqguest for policy approval to the President

in mid-March of 1650,

12. Among the facts so reported (Anpex A} were: Thet the
Agency waa in close teuch with leaders of three major and reputable
enti-Castro groups of Cubans vhose represemtatives, possibly
together with others, would form a unified opposltion council
within 30 days; that the Agency was already supporting oppositieon
brondeests from Misml, had arranged for additicaal rmdic outlets
10 massachusetts, (NN = WP = =t o povernn
"gray” station, probably on Swan Island, could be made ready in
two monthe: that publication of an exile edition of a confiscated
Cuban pnewspaper had been arranged; that a controlled sction group
was distridbuting propeganda inside Cuba, and that anti-Castro

lecturers vers belng sent on Latin Acerican tours.
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13. The Presldent was further informed that mn effective
intelligence and nctlon organization inside Cuba, responsive to
direction by the exlle opposition, could probably be created within
&0 days emd that preparations for the development of an adequake
paramlilitary force would requlre "o minlmm of Elx months and
probably closer to eight.™

Folicy Discussions

13. DMgcussion at high poliey levele of the Government had
p:wqded submlsalon of this program to the President. Im the .'I.n.at
monthe of 1959 the Bpecial Group, composed of representetives of
several departments and sgencies and charged by FSC 5412 with
responaibl ity for policy approval of major covert action operm-
tions, considered peveral Agency proposals for exlle broadcasts
to Cubn. During Jaruary and Februsry of 1960 the Director of
Central Intelligence informed the Specinl Group of Agency planning
with regard to Cuba, and on 14 March an entire meeting wes devoted
%o discussion of the Agency's program. Concern vas expreseed over
the length of time required to get traiwmed Cuban exiles inte
actlion, and there was discusaion of U.8. capabllities for immediate
overt action if required. The Chalrman of the Joint Chiefs of
Staff is reported to have sald that forces totaling 50,000 men
were ready 1f needed and that the firvet of them could be alrborne
within four bours after recelpt of orders. Members of the group

urged early formation of an exile junta. The Agency announced its
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Intention of requesting funde te pursue the program, and no
chjections were. raioed by the group.

15. The project to unsemt Casiro had thus beccme a major
Agency sctivity with the highest policy sanction, engaging the
full -time pctivity of the personnel of a rapidly expanding operat-
ing branch, requiring a great mmount of deteiled day-to-day atten-
tion in higher Agency echelons and entailing frequent lisisem with
other agencles and depertmests of the Govermment.

16. The sctivities described to the President comtimued st
an accelernted rate, but the financial approach to the project: wee
relatively cautious In the early weeks,

Financial Freparations

17. On 24 March 1960 the project was approved by the Director
of Central Inmtelligence iln the initisl smount of $900,000 for the
rest of Flscel Year 1960. Eowever, ooly two weeks Inter, on
T fpril, WE/ Branch reported that 85% of the $900,000 had been
obligated. By 30 June sn additionsl #1,000,000 wvas oblizated.

18, In April the DMHrector of Central Intelligence told n
meating of WE/Y personnel that he would reczll people from anywhere
in the world if they wvere needed on the project. From January 1950,
when it had B0 people, the branch expanded te 588 by 16 April 1661,
becoming one of the largest branches ip Lhe Clandestine Services,
J.n_rger than some divisicns. Its Table of Creganization did not

include the large mumber of air operations persconel wvho worked
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on the prolect and whe were administered by thelr own wmlt, the
Development Projects DMwvisicn (DPD), nor did it dnclufe the many
people engaged in support activities or in services of common
coneerm, who, though not asslgned to the project, mevertheleos
devoted mny bours to it.

1%. In the early months of the project there vere intennive
efforts to crganize an exile fromt group, to get a broad and veried
propagacds progrea under wny, to begln a paramilitary program, end
to soquire spiten in Flordda and elsevhere for tralning snd recruit-
ing activities and for office space.

20. The so-called "Bender Group", composed of project politi-
cal action officers, was set up as o notlomal organization of
Amaricen businessmen to provide cover for dealimg with the Cubmns.
After a series of meetings 1n New York and Mieml m nominally

unified Frente Revoluslonmrio Democratico (FRD), composed of seversl

Cukan factions, was agreed upon on 11 May 1960.

Fropagends Activity
21. Hadioc broadcasts from Miami imte Cuba were comtinued

under the sponsorship of a Cuban group. FPreparatlions were made

for exile publication of Avance, wvhose Havaos plamt had been selzed
by Castro. Anti-Castro propaganda cperations were intensified
throughout Latin America, and a boat for m1;1nt: broadcasts wao _pur—
chaged. The Swan Island radio statfon, on which the President had
been briefed, wns completed and on the eir with test signals by

1T May.
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2. The action-cadre Instruction training progrom wes beling
prepared, and 325,000 worth of sterile arms were beinmg senmt £o the
Pungme treining base, which was sctiveted 11 May. At the seme time
Useppa Islend, Flordda, was acouired as = site for sesessment mnd
holding of Cuban paramilitery candldstes and for treining redic
operatora. Sereenimg of prramilitary recrults had bemum in Miami
in April, amd the treining in Ponsms begrn im June.

23. The Miami Base was opened om 25 Muy in the Corel Gables
business district under cover of a New York ceveer developmemt ard
_piax:ement fire, backstopped by o Depurtment of Tefense combract,

- and on 15 June a communications site, with Army cover, was spened
&% the former Rlchmond Navel Adr Stetion, which was held under
lease by the University of Miami. Hafe houses were also scquired
in the Miemi area for wvarious operaticnal uses. The use of other
sltes for project activities, in the United States and other
courtrigs, was sequired for wrying periods as time went om.

2k,  Project officers were engaged in lisison on mmersus
matters. In April they reached an sgresment sith the Tmmdpration
and Haturalization Service on specilal entry procedure for Cubmns
of interest to the opereticon. They consulted with Volee of America
and the United States Information Agency on propagands opersbiomns.
There were mamy discussioms with the Federal Commmieations Com—
migzlon on the Iicensing of Radio Swan and with the Tefense Tepeort-
memt ecncerning its cover. The State Department was regularly

consulied on political matters.
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25. Although Cuban leaders had Tormed a "front" at Agency
urging, it was an uneasy one. They vere by oo means in agreement,
elther among themselves or. with Agency case officers, on politics
or on operations.

26. Power struggles developed early in the life of the FRD.
The Cuban leaders wanted something to say about the course of
paramilitary operations. As early as May 1960 one of the more °
prominent leaders was urging an invasion on a fairly ].uge gcale’
from a third comntry. )

27. By June the American press vas beginning to nibble at
the cperaticn, principally at Radio Swen, some of the storles
implying that it was not = completely legitimate commercial vembure.
Another indication that cperational security wmé less than perfect
was & statement by a defected Cuban naval attache that 1t wan com-
oon knowledze apong exiles in Miami that a certain Cuban leader
was backed by the Agency and that "there were entirely too many
Americans ronning around the area wvaving money."

28. On 22 June the Deputy Director of Central Intelligence
briefed the Nationzl Security Council on the project. Ultimate
objective of the training program, nccording to the paper prepared
for this briefing, was & minimum foree of 500 men eplit into
approxcimately 2% teams skilled in organizing, training and leading

indigenous dissident groups, each team to be provided with a radio
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operator. Preparations were under way for creating an exile Cuban
alr foree, and attempts were being made to develop paritime
capabilities for support of paramilitary groups.

20. Tals briefing contained an expression of doubt that a
purely elandestins effort would be able to cope with Castro's
incressing military eapability, polnting out that implemsentation
of the paramilitery phase of operaticns would be cemtingent upon
ithe existence of dipsident forees who vere willing to resist and
that such groups had not as yet emerged in strength.

Training in Panama

30. The alr training prograz began 4o get under wmy in July
1960 with the soresning of Cuban pilot recrults and negotiastions
with Defense for 12 AD-5& and the Navy being asked to supply T5
instruction and meintenance personnel.

31. In mid-June 29 Cubans had arrived in Penama to begin
training in small-undt infiltration.

32, The FRD ves resisting Agency attempts to perauade it to
move its headquarters to Mexico and was demanding direct contact
with the State Department or with some high govermment official in
order to argue its case, It also showed reluctance to become
involved in the recrulting of Cuban pilots. Tt presented a budget
for 500,000 a month, excluding parsmilitary costs, but was told
it would heve to get along on $131,000 and would get this only if

it agreed to move to Mexico. It did agree to furnish 500
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paraml litary condidates and finally gave in on the issue of moving
to Mexico. It réemained there only o fev wveeks because of harassment
by the Mexican Oovermmant, in spite of prior agreementa to the
contrary. It appears that one reason why the FED lesders were ac
reluctant to be based in a third country is that they desired to
establish o direct, official channel to the U.5. Government.

Emphasis on Resistance

33. In August WH/4 Branch prepared pepers for use in briefing
the President and the Joint Chiefs of Staff, respectively. By

about 1 November it was expected to have 500 paramilitary traineea
and 3T radio gperators ready for action. It was stated that this
group would be available for use as infiltration teams or as an
invasion force. The briefing paper for the Joint Chiefs mede the
point that "cbviously the successful implementation of any large-
scale paramilitary operations is dependent upon vi:ilesprud
guerrilla resisztance throughout the aren.”

34. The paper prepared for the President's briefing identified
11 groups or individuals with wvhom the Agency had some sort of
contnet and who ¢laimed to have assets in Cube. The paper for the
Joint Chiefs spoke of the problems of obtaining support bases and
trained man pover and warned that an exile invasion force might
hawe to be backed uwp by a contingency lorce, augmented hy v.s.’

Army Bpeciol Forces personnel.

va 13 z ‘:";."-'""-_‘-'- e -—.g—,-_' e i
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35. The terms "invasion”, "strike”, and "assault” vere used
in these documents although the strike force concept does not agem
to have beeén glven any sort of policy sanction until the Special
Group meetings vhich took place toward the end of 1960,

Flan of Operations

36. The Fresidential briefing paper of Auguat 1960 cutlined
the plan of cperations as follows:

"The initisl phase of paramilitary operaticns eavizages
the development, support and guidance of diln_idnnt groups in
three areas of Cuba: Plper d.el: Rio, Escambray and Sierra .
Maepsira. Thepé groups will be organized for concerted
guarrills sction agalnst the regime.

™The second phase will be indtiated by o combined sea-
elr assault by FRD forces on the Isle of Pines coordinated
with general guerrilla activity on the main island of Cubm.
Thiz will establiszh a close-in staging base for future
operationa.

"IMhe last phase will be air assault on the Havana area
with the guerrilla forees in Cuba moving on the ground from
these areas into the Havana aréa also.™
37. BExpenditures were rapidly running beyond the original

estimates. The WH Divislion estimated operating coste for four
veeks starbing 1 July at $1,700,000 and for the fiscal year at

approximately $25,000,000. On 19 August an additional $10,000,000
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was requested and obtained. About half of this figure was the
estimated cost of paramilitary metivities, with about another
$2,000,000 estisated for propaganda.
‘ Arti-Castro Broadeasta

38. Propagends activity had gotten off to an early start
end had develeped rapidly. After an initianl shakedown period

Fadio Swan had gone on the air first with anti-Trujillo, then

with anti-Castro broadeasts. Radlo programs wvere aleo origlnating
in Miami and [l 1oe nevepaper Avance in Exile was being
published by the end of the summer, and a second paper and a
veekly magazine were planned. Thers had slso been some succossfnl
black operations. Most guch operations had thus far been condncted
without participation by the FRD.

39. By the end of August the FRD had & lavyer teeam set for &
latin American propegands tour and was ready with its first broad-
east on Fadioc Swmn, which wee reported to be getting world-wide
reception with many listeners in Cuba. An anti-Castro comic book
was being reprinted, and a Spanish-language television program was
being preparéd in Miamdi.

Lo, At the end of August WS4 Branch was reporting that a
machine run search had failed to find any bilingusl Agency employee
sultable as a Hadle Swan announcer. (This search vent on for some
time. On 28 December the branch reported Finding a candidate, but

on L8 Januery 15961 that he had backed out.)
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bi. late September 1960 saw the almost sismltancous oeeur-
rence of the firet maritime coperntion mnd the Tirst alr drop aver
Cuba. The former was successful, The latter, the first of a
series of fallures, resulted in the capture and execution of m
paramildtary sgent on wvhom the project had set grest store.
Maritims Operations

k2. Beveral successful maritime operations took plece during
. the latter monthe of 1950 before pevera winter vn_gn_tEr began to
make them almost impossible. But the project had ocmly one bomt
regulerly svallable during thie period, end the process of supply-
ing and bullding up a resistance movement through clandestine
means began to seem intolerably slow, especially since during this
same pericd Cestro's ermy was reported to have been strengthened
with 30 to 40 thousand tona of Bloc arms, and Cuban internal
securlty vas being tightened.

Li. The strike force concept which, ms noted, had already
begun to be assoclated with the project as early as July, began
to play an ever greater role in WI/% planning. This role became
dominant in September 1960 with the masignment te the project, as
chief of its Paramilitary Staff, of a Marine Corps colooel
experlenced in amphiblous operations.

LL. In late October the Nicaragusn Government offered the
Agency the use of an alr atrip and docking facilities at Puerto

Cabezas, some 250 miles closer to Cuba than the facilities in

SRR I e
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Cunatemnla. At about the same tioe, the Agency requested the Army
to supply 38 Special Forceo personnel as instructors. Due to
prolonged polley negotdations, these tralners did not arrive in
Guatemals until 12 January 1561.

Switch in Concept

45. ©On 4 November 19G0 WH/Y took formal mction to change the
course of the project by greatly expanding the size of the Cuban
paramilitary unit and redirecting its training along more conven-
tional military lines. Appropriate orders were seat to the
Guatemala Base, which had 475 air and ground trainees on 10 Nowember,
and to Miami where recruliting efforts were imr&a;ad.. )

L, By this time Miaml Fase, through liaison with the FED
military gtaff, hed alresdy recruited and dispatched to Guatemsla
101 air and 370 paramilitary trainees, plus six specialists (doctors,
dentists, and chaplaine). The base hed nloo recruited 126 maritime
personnel for manning the invasion fleet that was being acquired.

k7. By 28 Janvary 1961 the strike force strength was 65k, on
3 February it vas 685, by 10 March it had risen to 826, by 22 March
to 973. On 6 April 1961 brignde strength was reported at 1,390.

k8. On 3 November 1560 WH/k reported it had only 2,250,000
left for the rest of Fiscal Year 1061, and by 16 December this was
almost gone. A supplementary budget estimate was prepared, and an

additionnl $28,200,000 was obleined from the Buresu of the Budget.

- 17 -
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Freedom Fund Cezpalen

ko, There were alsc financial problems on a pmeller scale.
To publicize Fedlo Bwan, and perhape to enhance its cover, the
Cuban Freedom Fund Campalgn was organized in November to solieit
donations through nevspaper advertisements. The radio statiom,
which was budgeted at $900,000 for Fiscal Year 1961, recedved
$330 in gifts during the next fev veeks. :

50. Bohemia Libre, a handsome weekly me:uim,rhudgetud
ut $300,000 but actually costing sbout $35,000 an issue, had
bad luck from the start in seeking advertising and once migsed
on issue on that account. Additional fundes hed to be sought
for it several times. Yet it developed an sudited circulstion
of 125,000, said to be second only to the Reader's Digest in
the Cpanish-lenguage Tleld.

51. While the project moved forward, scquiring boats,
planes and bases, training men; negotiating with foreign govern-
ments, seeking policy clarification, training an FRD security
service, publishing magazines and newspapers; putting out radlo
broadcasts; and attemphing to move arms, men and propaganda
into Cuba by sea or air, the FRD, in vhose pame most of this
activity was being carried con, was making little progress
toward unity.

52. Mesbers would resign in a uff and have to be vheedled

back. Hach factlion wanted supplies Lo be sent only to ite own

- 18 -
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Tollowers in Cuba, vhile groups inside were reluctant to receive
infiltrees pent in the name of the FRD. The FRD coordinator had
his own radic boat which pade unsuthoriged broadcasts until
halted by the Federal Commuinications Commlssicn and the Federal
Bureau of Investigation.

Provisional Government Flans

53. Tentative plane for a provisional government were first
discuseed with FRD lesders in December, and this set off n flurry
of intrigue and bickering which delayed the recrulting process
and did nothing to sdvance the couee of unity. In mid-Jamoery
¥laml Bage repcrted thet "the over-all problem is simply to main-
tain the Frente (FRD) ms an operational facade until military
action intervencs and a provisional government can be established."”
Until the question of how and by whom such e govermment was to
be selected could be ansvered, Lhe base reported, "we are ot
political desd cepter.”

5Lk, fMhis dead center remained until very near the target
date and wvas cnly resclved by an ultimatum te the FRD Executive
Committee directing 1lts members to agree on the chalrman for a
Revolutionary Council or risk the loss of &ll further support.

55. Howewver, ino selective weys the FRD proved to be &
responsive and ueeful instrument. An example of this was the
counterintelligence and security service wvhich, under close
project control, developed into an efficlent and valuable unit

in support of the FRD, Mioml Base, end the project prograom.
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56. By mid-March 1961 this security crgenization comprised
85 employean of vhom 3T were trained case officers, the service
having gredusted four classes from its owvn training center,
whose chiel instructor was & -;pq-lice officer.

Security Activities

57. The FED'a service ran operaticns into Cuba,.mamy of
them successful. It badlt vwp a volumdinous set of card files
on Cuban perscnalities. -.0me of its most helpful services wes
reporting on meetings of FRD committees and other anti-Cestro
groups end on political mansuvering within the FHRD hiermrehy.
It also helped in recrulting for the strike fores at a time
when the political leaders were sabotaging this effort. Security
and counterintelligence teans were also trained for integration
with the gtrike force. . Theee had the prirsry mission of securimg
vital records and docwmente duwring the invasion and a secondary
mission of mssisting in establishing sod maintaining martizl law.
58. The service also cerried on radls monitoring and con-
ducted ioterrogations and debriefings. An indication of its
alertness and éfficiency ip the fact that it supplied Miaml Base
with its first information on the location of a C-54% plane vhich
wms forced down in Jeamaien after a mission over Cuba. The chief
of the service wvas largely responeible for personally parsuading

the crew of the dovned plane to return to the trainming camp.
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50. In the first three momths of 1961 the problems faced
by the project were many and complex., Although the Army Special
Forces imstructors bad finally errived in Cuatemala the brigade
iroinee guota wes gtill only half fulfilled and & call went to
the training cemps for special recruiting teams to be sent to
Miomi. Mearwhile trainees who had been in the cemp for several
mnths had had po contact with the political froot and were
vondering what sort of & Cuban future they were expected to
fight for. Disturbances broke out, and the project lesders
persuaded three FROD fipures to visit the camp and mollify the men.

Treining in the U.5.

60. Daring this peried the Nicarsguan air strip which
had been placed at the project's disposal vas being made resdy
for use and two new training sites were sctivated. Although
a definite policy determination on the training of Cubans in
the U.5. had never been made, 25 tank cperators were FPucCesE—
fully trained for the strike force st Fort Knox. Another
eleventh-hour training requirement was Tulfilled when the
project acquired the use of Belle Chase Ammuniticn Depot near
Nev Orleans. This was used for the training of a company-
sized unit hurriedly recrulited for a diversion landing snd of
an undervater demolition tesm.

6l. During the period between the U.B. naitlonal electlons

arnd the insuguration of President Kennedy the Governmeni's
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policymaking machinery had slowed down. A nusher of plecemeal
policy deecisions were vouchsefed, but not all the specifie cpes
the project chiefs were pressing for, for exumple, suthority for
tactical air strikes and pérmission Lo use Americen contruct pilots.
62. President Blsenhover had given o general go-ahead sigozl
on 20 November snd had reaffirmed 1t on § January 1961, but the
Lm?eﬂdi.n.s chenge in sdministration was sloving metters down. For
exsmple, & proposed propaganda drop was turped dowm on 13 Jenuvary
for this reason. On 19 January, &t the Special Group's lmst
mepting before the insuguration, 1t was agreed that a high-level
néeting, to Inslude the new Secretaries of State and Defense,
should be set up as zoon As possible to reaffive the basic comcepts
of the project.

Preparations Bndorsed

£3. Such & meeting was held 22 January, and the project and
current preparations were generally endorsed. AL 2 meeting with
the new President on 28 Janusry the Agency was suthorized to
continue present astivities and was instructed to submit the
tactieal paramilitary plan to the Joint Chiefs of Staff for
enalysis. Shortly thereafter, in an attempt to get a high-level
internal review of the plan, it was briefed to Gen. Cabell,
Gen. Bull {comsultant] and Adm. Wright (ONE). By & February
the Jodnt Chiefs had returned a favorable évalustion of the

strike plan, together with a number of suggestions.
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&4. ©On 17 February the Agency presented & paper (Annex E)
to the President which outlined three possible courses of action
againet Castro.

5. MNoting plans for early formstion of a povernment in
exile, the paper described the growing strength of the Castro
regime under Bloc support and cbserved: "Therefore, after
some date probably no more than slx monthe eway 1t will become
militarily infemsible to overthrow the Castro regime except by
the commitment to combat of a sizesble organized military force.
The cption of action by the Cuban oppositicn will no longer be
open.”

66. This paper found the use of small-gcale guerrills
groupe not feasible and advocated a surprise landing of a mili-
tary foree, concluding that the brigade had & good chance of
overthrowing Castro "or et the very least ceusing a dameging
civil war without reguiring the U.S. to comuit 1tself to overt
action against Cuba.”

67. Following presentation of this paper to Lhe President,
Lhe project leaders were given to understand that it would be
at least two weeks before a decision vould be made as to use
of the lmmasion roru.e. Toey thersupon wvithheld action to expand
the force up to 1,000 for the time being.

Movement of Agents

68. Mlthough the invesion preperations were shsorbing

most of the project's energles and funds WE/Y Branch wes std11
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attempting to nourish the underground. There were six succese-
Tul boat operations, carrying men and materials, in February
and 13 in March, end two successful alr drops in March. Tnfil-
trulion of agents was contimuing: As of 15 February Miaml Base
reported the following numbers and types of agents in Cubas
Counterintelligence, 20; positive intelligence, 5; propegands,
2; paramilitary, k. As of 15 March the base reported that
these mumbers had risen, respectively, to 21, 11, 9, and 6.

65. By the invasion date the personnel strength of Mismi
Base bad grown to 160. The intensity of amctivity there during
the latter momthe of the operation is indicated by the record
of & day picked at randem -- 1t happened to be 9 February --
when 21 case officers spent 140 man hours 4n perscral contact
with 125 Cubans.

TO. ESucecesslve changes in the cperational plen and post-
ponemente of the strike date are discussed later in thiz
report and are documented in Annexes C, D, end BE. Detailed
policy authorization for seme gpecific acticns was either never
fully clarified or only resclved at the eleventh hour, and even
the centrel decision &g to whelker to employ the strike force
was sL111 somewhat in doubt up to the vtr:,r' moment of embarka-
tien.

Tl. During the weeks preceding the inveslcon the pace of

events quickened. In early March the State Department asked the

-
B e



==

Agency not to amounce formatlon of the Revolutionary Coureil
or to commit eny untoward act until after the 5-9 March Mexico
City Feace Conference. The Cubans conferring in Mew York dis-
agreed on various uspects of o post-Castro pletform. The Guatemala
carp was having counterintellligence problems.

Sabotage Action,

T2. On 12 March the LCI "Barbara J" successfully lsunched
and recovered a sabotage team in an sction egainst the Texaco
refinery in Bantiago.

T3. During 13-15 March project chiefs were wvorking inten-
sively to prepare a revised plan which would meet policy ohjecs
tilons cited by the State Department. On the 15tk the new plan
was presented tc the President.

T4. To mid-March ten meobers were added ta the FRED Execu-
tive Committee, the politicians contimued their platform talks,
and 23 March wes set as deadline for cholice of a chalrman. An
intensive defection project was started from Miami Base. A
survey wag started :rith the object of determining Lhe trainpes'
knowledgeability of U.5. iovolvement in the strike preparations.
Trainees st Gustemala vere impatient, and & nusber had gone
AEOL.

T5. Jose Mirg Cardona was unanimously elected Chairman

of the Revoluticnary Council.
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6. In lste March the UG

cetensible cwner of the Swan Talend radio stetion, thanked all
the sponsors of political programes and advised them that no more
tapes would be required; purpose of this action was to clear the
vay Tor = unity program during the action phase of the opersticn.
A Radic Swan listener survey had received 1,659 replies from 20
countries. Ships with sirike force egquipment were arriving in
ificaragun, and the Gustemala camp was st1ll receiving trainees
as late as the week of L April,
Overflipghts Buspended

T7. Cuban overflights were suspended on 28 Mareh., Two
reasons have been given for this suspecsion: (a) that the air-
craft were needed to move the strike force from Guatemala to
Puerto Cabezas, Nicaragua, for mhu.rkntian_nn the invasion ships;
(b} that the Agency wished to svold any incident, such az a
plane being downed over Cuba, which might upset the courpe of
events duriog the eritical pre-invesion pericd.

T8. For a White House meeting on 29 March papers were pre-
pared on these subjects: (&) The status of the defection program;
(o) dinternal Cuban support which could be expeeted for the landing
operation.

T9. ©On 5 April the B-26 "defection™ plan was prepared in an
effort to knock out some of Cestro's air force before D Day in a

panner which would satisfy State Department objectlons. FProject
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chiefs agreed that in event of a policy decision to call off the
invasion they would move the troops to ses, tell them that new
intelligence made the invasion inadviesble, and divert the force
to Vieques Island for demcbllizaticn.

0. Om 12 fipril at = meeting with the President it was
decided that Mr. Berle would tell Miro Cardons there would be no
overt U.5. support of the iovasion. The President publicly
announced there would be no U.S. support. On 13 April all WE/L
heasdguarters sections went on 2h-hour duty. The Revolutionary
Councll wes assexmbled in New York end advised that it would be
briefed in stages on the military sspectz of the project. On
14 April the Coumell agreed to go intc "isolation" during the
landing phese of the military operation.

8l. The raids on three Cuban airflelds were carried cut by
eight B-26s on 15 April, and destruction of half of Castro's air
force was estimated on the basis of good post-strike photography.
Aftervard, according to plan, one of the pilots landed in Florida
and annpunced that the raids had been carried out by defectors
from Castro's own elr force. The Councll was briefed on the air
strike. The diversionary expediticn by the forse which kad been
trained in Nevw Orlesne falled te make a landing on two successive
nights preceding the strike.

82, Immediately before D Day, Fadio Swan and other cutlets
were broadeasting 18 hours a day on medium-weve and 16 hours on

short-wave. Immediately after D Day, these totals were increased
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to 55 hours and 26 hours, respectively. Fourteen frequencies
were used. Py the time of the invasion o tetal of 12,000,000
pounds of leaflets had been dropped on Cuba.

83. late on 16 April, the eve of D Day, the air strikes
designed to kuock cut the rest of Castro's alr foree on the
following mornicg were called off. The meseage reiched the
field too late to halt the landing operstion, ss the decision
to cancel the alr strike was made efter the landing force had
been committed. -

84. The invesion fleet which bad nssesbled off the south
coast of Cuba on the night of 16 April included two LCIs cwmed
by the Agency, a U.5. Navy 18D carrying three LCUs and four LOVPE,
all of them pre-losded with supplies, and seven chartered commer-
cial freighters. All these craft participated in the ass=ult
phage, axcept for three frelghters which were loaded with follow-up
supplies for ground and air forces. These vessels were armed
with 50-caliber machire guns. In addition, esch LCT mounted twe
T5-mm. recolilless rifles.

85. In sddition to the persooal weapons of the Cuban exile
soldiers, the armement provided for coobat includsd sufficiect
mmbers of Browming automstic rifles, machine guns, mortars,
recoillens rifles, rockel lsunchers, and flsme-throwers. There
were also five M-41 tanks, 12 heavy trucks, an sviation fuel tank
truck, & tractor crane, A bulldozer, two large water trailers,
end pumercus ewall bLrucks and tractors.

- 08 -
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85, The invasion brigade comprised 1,511 men, all of them on
the invasion ships excepting one airborne infantry company of 177
ment. The brigade included five infantry companies, & heayy Weapons
company, an intelligence-reconnaissance company, and a tank platoon.

7. These troops had been moved by wir on three successive
nights from the Guatemals treining camp to the staging mrea in
Nicaragia where they embarked on the ships which had been pre-loaded
at Kew Orlesns. The ships had moved on separate courses from
Kicaragus, under uncbtrusive Navy escort, to the rendegveous 40 miles
offghore in order to aveid the appearante of a convay. From there
they had moved in column under cover of darkness to a point 5,000
yards from the landing area, where they met the Navy L3D. These
complicated movenents were apparently accomplished in & secure
manner and without alerting the enemy.

82, 0Or the three follow-up ships, one was due to arrive from
Nicaraguse on the morning of D Dey plus 2 and two others were on
call &t gea south of Cuba. Additional supplies were avallable for
a2ir lapding or parachute delivery at airfields in Guatemala,
Kicaragus, and Florida. At = Defense base in Anniston, Alabams,
there were also supplies ready for 15,000 men. Altogether there
were arms aod eguipment available to furnish 30,000 dissidents
expected to rally to the invesicn force.

85. The landing was to be carried out at three bezches about
18 miles from each other on the Zapata Peninsula. The lefi flank

of the beachhead was Red Beach &t the head of Cochinos Bay; Green
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Beach was at the right Clank, with Blue Beach at the center. The
lodgment to be seilzed was thus & coastal strip sbout L0 miles
long, separated from the interior by an impnssable ewamp penctrated
only by three roads from the north and flanked by a coastal Toad
from the east.

90, In the early hours of 17 April Cuban undervater demoli-
ticn teems, each led by an American cootrect employee, went pahore
to mark Red and Blue Beaches. Bach of these parties epngaged in
fﬂ:eﬂghtawithmueuwfmnahntmmthhtum,
and the troops began moving ashore in small alumimm boats and
LCUs. BEBefore daurl_tgll.t mmall militlis forces were encountered ot
both besches. These cffered little opposition, and meny of the
militiamen were guickly captured.

9l. HNot long after daylight the airborne infantry company
wes successfully parachuted from C-Uf aircraft to four of the five
scheduled drop zones where 1ta elements were given the mission of
sealing off approach roads.

S2. At dawn began the enemy air attacks whieh the project
chiefs had simed to prevent by the planned dawn etrikes with
Nicaragua-based airerult agalnst Castro's fields. Actionm by
Castro's B-26s, Bea Furies, and jet T-335 resulted in the sinking
of & supply ship, the beaching of a transport, end dsmage to an
ICI. The plan for a landing st Green Beach was thereupon abandoned,
and these troops, with thedir tanks and vebicles were put ashore at

Hluge Beach. Shipping withdrew to the soutk under contipucus air att
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93. The air attacks continmued throughout the day. The 11
B-258 of the Cuban exile force which were avallable for close
support and interdiction were no match for the T-33 jetsn. However,
at least four of Castro's other aireraft were shot down by machine
fun flre from morlitime craft, assioted by friendly air support.

oh. The firat ground attacks by Castro's forces occurred at
Red Beach which wns hit by successive waves of militia 4in the
morning, aftermoon and evening of 1T April. While ammmition
lasted thees attacks were beaten off vith beavy enemy Thsuwalties,
and peverel of Castro's tenks were balted or destroyed by ground
or friendly alr amction. On the morning of 18 April, the Red
Beach Force, nearly cut of mmmmiticn, retired in good order to
Elue Pench without being pressed by the enemy.

¥5. In addition to supporting the ground forces and protect-
ing shipping on 1T April, the friendly B-26s alsc sank a Castro
patrel escort ship and attacked the Clenfuegos mairfield. Four of
the friendly B-26s vere sheot dowm, vhile three returned pafely to
Ficarages, and four landed st other friendly bases.

6. Attempts were made to resupply the brigade with smsunt-
tion by air drops. On the might of 17-18 Aprdl ene C-54 drop was
made sl Hed Beach and three at Hlue Beach, and on the following
sight Hue Peach received two dropa. Preparations for resupply

by sen bad to be cancelled duoe to enemy air actiom.
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7. At Elue Besch the enemy ground sttscks, supported by
alreraft, began from three directions on the afterncon of 18 April.
8ix friendly B-26s, two of them flown by Amerieans, inflicted
keavy demsge on the Castro column moving up from the vest, using
napalm, bombs, rockets, and machine gun Tire to destrov several
tanks and ebout 20 troeop-laden trucks. MAlr support to the Rlue
Eeach troope wus continued on the morning of 1_9 April, when three
friendly B-20s, including two plloted by Americans, were shet
dovn by Castro T-33a. Jet cover from the Navy sircreft cerrier
"Essex” bad been expected to protect the 19 April sorties, but a
misumd-erst-and_in.g over timing humpered its effectivencss. .

gf. In epite of this air sction, however, and in spite of o
reported 1,800 casuhlties suffered by the Castro forces, the
brigade's ability to resist depended fin the last resort an
resupply of smmmition, whichk had now becoms iupnssi‘t‘.l&. On the
night of 18 April, when failure appesred inevitable, the Cuban
brigede commender refused an offer to evacuate his trocps. fAnd
on the morning of 19 Aprdl, with ssmunition rapidly running out,
the brigade was still able to launch a futile counteratiack
against the forces relentlessly moving in from the west.

3%. In the last hours of resistance the brigsde commander
sent 8 serles of terse and desperate messages Lo Lhe task force
comasnd ship pleading for help:

"We are cub of ammo and fighting on the beach., FPlease

send help. We cannot hold.”
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*In vater. Out of mmmo. Eneay closing in. Help sust
arrive in mext hour."”

"“When your help vill be bere and with wvhat?"

"Why yowr belp bas pot comel”

100. The last menpage wan as follows: “Am destroying nll
equipment and commmicationa. Tacks are in sight. T have nothing
io Tight with. Am taking to woods. I eannot repest cannot wait
for you."

101. An eymcuatlion convoy was hesded for the besch om the
afternoon of 19 April. When it becase koowm that the beackhead
had collapsed the comvoy reversed course.

102, mrlnsﬂs&uthfﬂdmtﬂuherhmnﬂllvmrof
Cuban frogoen succeeded in rescuing 26 purvivors from the beach

mnd coastal islands.
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C. SUMdARY OF EVALUATION

1. In evaluating the Apency's performemce it is espentisl
to avold grasping fimmediately, ms many persons have done, &% the
explanation that the Preeldent's order gancelling the D-Day air
strikea was the chief cause of failure.

2. Discuspion of that ane decision would merely raise this
uwnderlying question: If the project had been better conceived,
better orgenized, better staffed and better msnaged, would that
precipe fssoe ever have bad to be presented for Presidential
decisicn at all? And would it bave been presented under the
same 1ll-prepared, insdeguately briefed circumstances?

3. Furthermore, it i1s essential to keep in mind the
possibility that the invesicn vas doomed in msdvance, that an
initielly sussessful landing by 1,500 men would evenfually
have been crushed by Castro's combined military resources
strengthened by Soviet Bloc-gupplied military materiel.

h. mMmofthediustumthﬂm‘s
failure to give the project, nctwithstanding its impertance
and its immense potentiality for damage to the (nited States,
the top-flight hendling which it reguired -- appropriate
organization, steffing throughout by highly qualified permnne_l,
and full-time direction and control of the highest guality.

5. Imsufficiencies in these vital aresa resulted in

pressures and distortione, which in turn preduced mmerous
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eerious operationsl mistakes and cmissicne, and in leck of
awvarengss of deweloplog dangers; in failure to take action to
covnter them, and in grave mistakes of judgment. There was
failure at high lsvels to concentrate Informed, unvavering
serutiny oo the project and to apply experienced, unbismsed

Judgment to the menacing situstions that developed.
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D, EVALUATTON OF ORCANIZATION AND COMMAND STRUCTURE

1. The project was organized at the level of an operating
branch, the fourth echelen in the organizetion of the Agency, 1o
the Western Hemisphere Ddvision. Its chief, a G3-15, was not
given the independence and the broad, extensive powers of a task
foree commander. Instead, he hed to eEpply constantly for the
deelsion of policy questiome and important cperaticmal probleme
to the Deputy Ddrector (Plans) [DD/P}, who wae in fact directing
the project, elthcough this was anly one of his many responsibilities
The DID/F delegated mach of his responeibility to hie Deputy for
Covert Action, especially the handling of policy matters dovolving
contact with non-Agency officials. The office of the ID/P and the
offices of the project were in different tuildinge. Consideraticn
was glven by the DD/P in late 1960 to raising the project out of
WE Divisicn and placing it divectly under his Deputy for Covert
Action, but thie was oot dcoe.

2. The Chief of WH Divislon wes in the chain of command
betwesn the chief of the project and the DIYP but only in o partial
senee. He exercised bils right to sign the project's outgolng csbles
until the week of the invasion even though the project's own sigmal
center Was activated st the end of December 1960, He supewisgﬁ. the
staffing activities and attended some of the mestings of the Special
Group. But the DIDYF and his deputy dealt directly with the project
chief, and gradually the Chief of WH Division began to play only a

dimipnished role.

- 36 -
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3. The DD/F, in turn, Teported to the [Hreetor of Central
Intelligence (DCI) =nd the Deputy Director of Central Intelli-
gence (DICI) who ususlly represented the Agency at the meetings
of the 5412 Special Group.

L. The Director delegated his responaibility for major
project decleione to a considerabls extent. He relied on the
CI, sn Afr Force general, for policy metters invelving air
operations. For military advice he relied on the military
officers detalled to the project. This reliance deprived the
Direeta.n:r af completely cbjective counsel, since the project's
military personnsl were deeply involved in building up the
strike force &nd the DDCT was taking sm active rale in the
conduect of alr operatians.

Fragmentat lon of Authardty

5. Thus, the project lscked m single, high-level full-
time comsmder possesaing steted broad powers and abilities
gufficient for the carrying out of this large, encrmous Ly
difficult mission. In fact, suthority was fregmented among
the project chief, the militery chief of 1:1:2 project's Pare-
military Staff, snd several high-level officinls, whose wide
responsibllities elaewhere in the Agency prevented them from
giving the prolect the attentlom it required. There were too-
many echelons; the top lewel bad to be briefed by briefers who

Themselves were not delng the day-to-day work.
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6. Three further extracriinary factors must be mentioned:

(1) The Chisf of Cperaticns of the Clandestine
Services (COF3), who is the DD/P's chief staff edviscr on
clandest ine cperations, played coly = very mingr part in the
project. 0o at leamst two occasions COPS was given express warn-
ing that the project was being perilously migmemeged, but he
declived to involve himself with the project.

(2} The three Semior Staffe, the Apency's top-level _
technical advisors in their respective aress, were not consulted
fully, either at the important fornstive stuges of the project
or even after grave cperational difficulties had begum to -ieveii.:;np;

tead, they allowed themselves to be more or less ignored by
the chief of the project and his principal assistants, This
atate of affelrs iz partly attributable to the inadequete
managerial ekill end the lack of erperience in clandeetine Fare-
military operaticms of the WE/W chiefs; -It was not corrected by
the [D/P or his deputy or by the Chief of WH Divisicn.

(3) There was po review of the project by the Agency's
Project Review Committee, which would st lemat have sllowed the
views of the most senior review body in the Agency to be heard,

Independence of DED .

T+ 5till sngther important factor in the diffusion of
directien and control was the insistence of the Agency's air

arm, the Development Projects Divisien (DFD), on pressrving
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i{ts independence and remeining outside the organizational
structure of the project, in which it had e vital, central
role, ilncluding air dropa to the undsrground, training Cuban
pilete, operation of air bases, the immence laglatical problems
of transporting the Cuben volunteers from Florids to Guatemals,
and the procuring and servicing of the military planes. The
project chief had no command authority over air planning and
alr operations. The DFD wnit esteblished for this purpose was
completaly independent .

8. The result was o divided comeand dependent upon mutual
cocperation. There was no day-to-dsy continuing staff relation-
ship, which ls easentisl for properly coordinated operatiocns.
Headgquarters of the twe wmits were in different buildings far
avay from each other. The chiefe of alr cperatioms in Guatemnla
and Wicarsgus were DFD representatives, independent of the WE/k
chiefe of these tases, and the Heedguarters confusion wag
compounded in the fisld.

9. In October 1960, shortly after his assignment to the
froject, the paramilitary chief noted coordinatien difficultics
between WH/h and PFD, EHe pointed out that the organisatiensl
strocture was contrary to military commend principles, to
aceepted manapgement practices, and to the principles enuncinted
by the DD/P himself in 1959, and recoemended that the DFD unit

be integrated inte WE/%, wder commapd of its chief.
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Failure of Integreticn Effort

10. The DD/F rejected this recommendation as not being the
most efficient soluticn for technicel ressons. The insufficlently
effective relationship between the project snd the DFD unit was
cne of the gravest purely orgemizations]l failurez of the opera-
tion. The DD/P bas subssquently confirmed this comelusion and
has aserdbed this lack of effectiveness to persenelity frictians
and to the “clessic service rivalry." (We would note that this
dees not exiet In present-dey carbined compands. )

11. The crganizaticnel confusion was augmented by the
exletence of & large forvard operating babe in the Miaml ares,
which in turn had locse control over several sub-bases. The
migeien of this base was veguely defined end oot well understood.
In theory the bDase had a supporting role; actually it weal cone-
ducting operstions which for the most part paralleled similax
operations being conducted by WH/4 from Beadguarters. Thias
divided effort was expensive, cumbersome, and difficult to
coardinate. In some cased the afforts of the two elementa
were dupliceting or conflicting or even competing with each other.

12. The upshot of this complex and bizarre organizaticnsl
situation was that in this tremendously difficult tesk the
Agency falled %o marghal its forces properly and to apply ‘bhem

effectively.
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BE. EVALIATION OF S8TAFFING

1. In April 1950 the Director of Central Intelligence
stated that he would recsll from any station in the world
personnel whose abilitles were required for the succese of
ihe project. This recognition of the peed for high-quality
personnel is nowhere reflected in the history of the project.
The DD/P's Deputy fer Covert Action sdvised his subardinates
that the Director's words did not mesn that the project w=s
%o be given carte blanche in perscmnel procuremsnt but that
officers could be adequately secured through megotiation.

2. In actual fact, personnel for the project were
secured by the customary routine method of megotiation between
the project and the employee's office of current assignment;
0o recourse wvas had to directed assigoment by the Director of
Central Intelligence. The traditicmal independence of the 55
individual division and branch chiefs in the Clendegtine
Services remained wmaffected by the DMrector's statement. The
lpte prepared by the project for the purpose of negotiation
for personnel naturally reflected the preferences of the chief
of the project and the willingness of the persen in questiom
to accept the assipgnment. In many cases, the reason for a.aslgu—
ing & glven person to the project was merely that he bad just

returned from abroad and was still without an assignment.
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3. The basic mistake was made of £11ling the key spots
early, without reslizing how much the project w::uld grow and
thet 1t should be staffed for a mejor effort. In some cases,
officere originally selected to supervise five percons ultimately
bad fo supervise 15 or 20 times 68 many. Of the three GS-18
officers ssigmed to the project, nome wes given top-level
menggerial responsibilities. The result of all these feotors
wag that none of the most experiemced, enior cperating officers
of the Ageney participated full time in the project.

4n Trdication of Quality

b. An Interesting insight into the quality of the persconel
of WE/l 1e afforded by the initial "Relstive Retention Liste"
prepered in April 1961 by the divisicns and senicr staffa of the
Clandestine Services end otker Agency units pursvant to the
requirements of Regulaticn 20-TOL (Separation of Surplus Personnel’
Bach such unit was reguired to group ite officers in esch Erade
into ten groups, on the bagle of the performance and quelifica-
tions of each cme. (Under the prescribed procedure, these lists
are to be reviewed at several levels before becoming definitive.)

5. Of the k2 officers holding the principal operationsl Jobs
in WE/% in grade G5-12 through GS-15, L7 officers were placed in
the lowest third of their respective grade, and 9, or 218 m- the
lowest tanth. The ratings of 23 of these 42 were made by WH

DMvision, which placed seven In the lowegt third, and 19 were rated
by other unita, which together placed ten in the lgwest third.
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6. It is apparent from these ratings that the other units
bad not detalled their best people to WI/4 but had in some
instances given the project their disposal cases.

T. Furthermere, although the project eventually included
the large number of 533 perscanel, there were long periods in
which important slots went unfilled, due to difficulty in
procuring suitable officers. For example, the counterintelligence
officer of the Miaml Bape wos pever supplied with a case officer
nesistant, there was & loog period in which the project professed
inability to find & CI officer for the Quatemmla Base, and
months were ppent in search of an announcer for Radic Swam. Few
Clandestine Services people wers found who were capable of serving
as base chiefs; the support services had to supply most of them.
All of the paramilitary officers bed to be brought from outslde
WH Divisienm, or even from oubtelde Lhe Agency. {Air cperations
presented no staffing problem for WH S, gince DFD supplied its
ovn people. )

8. There were in fact insufficient people to do the Job
during the latter stages of the project. Ferscmnel worked such
loog bours and so intensively thet their efficiency waa affected.
Personnel phortages were oneé of the reasons why much of the work

of the project was performed on a "crash” basis.
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Searcity of Lipguistis

9. Very few project personnel spoke Spanieh or had Latin-
American backgrownd knowledge. In e number of instancen those
séhior operating personnel in the field stations that did
speak Spanish had to be interrupted in their regular duties
merely in order to act as Interpreters. This lmck ocourred
in part because of the scarcity of Spanish linguists in the
Agency and in part because WH Divielon did not tremnsfer to the
rroject sufficient numbers of its owvn Spanish speekers.

10. There were manmy other examplea of improper use of
skilied personnel. In many ingtances, case officers were used
merely mo "hendholders" Tor agents and technical spscialists
vere used as stevedores. Some of the people who served the
project on contract twrned out to be incompetent.

11. Staffing of the project vas defective because the
whole Clandestine Services staffing system, with absolute
pover being exercised by the division snd branch chiefs, is
defective. Each division seeks to guard its own assels; scanty
recognition is given to the respaective pricrities of the warious
projecte.

12. In spite of the foregoing, there were a great many
excellent people in the project who worked effectively and who
developed considerably in the course of their work. It should

enlso be emphasized that, almost without excepticn, personnel
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worked extremely long hours for menths enm end without compleint
and otberwise manifested high motivation, Logether with great
perseverance end Ingenulty in solving the manifold problems
that the project constantly raiszed. Tt should be stated thet in
general the gupport pecple sent o the project by the support
component wvers of excellent quality and effective performance.
13. Unfortunstely, however, while many persons performed
prodigies of effort, these were often directed towards over-
coming obetacles which better crganirzation and mansgement would
have eliminated. Such efforts were especially neceseary (o) in
support, of the chimera of "non-stiributebility" of the cperaticn;
(b} in negotimting with the Armed Services for eguipment, train
Ing personnel, ete., which the Agency should have been sble to
request as of ripght; snd (e) in providing the support for an
overt military enterprise that was too large for the Agency's

capabilities.
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¥ EVALUATION OF PLANNING

1. BEBefore proceeding to an evaluation of the Agency's
planning, the over-z1l policy decisione of the United States
Government with reference to the Cuban operatlieon will first
be stated in sumeary form. These decisions not only consti-
tuted the background against which Agency planning wes
conducted but also presented numerous important factors that
Limited or otherwise determined ite scope.

2. We will npext l?.l:l.c-lca‘rnr to polnt ocut the various
occcasions on which we believe that the Agency officials
responsible for the project made sericus planning errors,
both of commission and of omission, which affected the project
in vital respects.

3. Between the plan epproved by President Eifenhower
on 17 March 1960 (Amnex A) and the invasien plan mctually
carried out on 17 April 1961 {Annex E) there was a radical
change in concept. COriginaily the heart of the plan was a
long, slow, clandestine build-up of guerrilla forces, to be
trained and developed lo Cuba by & cadre of Cubsps whom the
Agency would recrult; traln and Infiltrate into Cuba.

4. PBut thirteen months later the Ageney sponsored an
overt assault-type amphibiocus landing of 1,500 canb@.t-tmﬂ.ued.
and heavily srmed soldiers. Most of them were unversed in

guerrilla warfare. They were expected to maintain themselves

e
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for o pericd of time (some said = week) sufficient to
ndeinlster o “shock" and thereby, it was hoped, to trigeer
an uprising.

Discard of Original Plan

5. By November 1360 the original planning paper (Annex A)
had for practical purposes ceased to exist as a charter for
Agency action. By that date the Sper:iuj.:l. Group had coxe to
be unanimcusly of the opinleon that the changed conditions,
chj.e:l’:i;y Castro's incressed military strength through Soviet
support and the inecreased effectivences of hils security
forees, had wade the original covert activities plan cbsolete.

G. The Specisl Group hed, hovever, not yeb agreed on &
substitute plan and strong deubt wes expressed whether any-
thing less than gvert U.S. forces weuld suffice to obtain
Castra's downfall. Bul there sppeared to be agreement that ,
whatever the ultimate declzion, it would be edvantageous
for the United States to have scoe tralned Cuban refugzees
avallable for eventusl use, and that CTA should continue to
prepare such a force.

T+ AL the end of November 1950, the Agency presented
& revised plan to Presldent Elseohower and his advisors.

This included (a) infiltration inte Cuba by air of 50 men
in emall paramilitery teams, after recepbion camnitiess had

been prepered by men infiltrated by sea; (b) an amphibious
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landing of a team of 65%0-T00 men with extroordinarily heswy
rirepower; (c) preliminary air strikes sgainst military
targets. CIA stated that it believed it feasible to selze
and hold a 1imited syeq I8 Cuba and then to draw dissident
elements to the lending force, which would then eraduslly
achieve enough stature to trigeer a genersl uprieing. At
this stage of the planning, clendestine nourishment of
resistance forces was still an important element, though
now overshadowed by the overt strike force concept.

8. FPresident Eiserhower orslly directed the Agency to
g0 abead with its preparations with sll speed. Fut this
meeting occurred during the U.S. political interregnum and
the proposed target date was later than 20 January 1961,

&0 that in effect the President's instruetlons were merely
to proceed and to keep the prepsrations golng until the
new Administration sheuld teke office and should meke the
definitive decisions, especlally vhether and under what
circumstances the landing should take place.

Search for Poliey Decisicos

9. As an example of the deeision-making process, at
the meeting of the Special Group held § December 1960 the
Agency requested authorization (a) to make propaganda leaflet
flights over Cuba; (b) to screen non-official U.S. persomnel

for use in maritime operations; (c) to resupply Cuban resistance
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elepents from U.S. air beses at the rate of two flights a
week. COnly the first puthorlzetion was given at that time.

10. In mid-Jenuary 1961 various major policy questions
were, ot GIA's request, under discussion by the Speclal Group.
These inciwded: (2) use of Americen contrect pilots for
tactical and legistienl air operations over Cuba; (b) use
of a 0.5, air base for logistiecal flights to Cuba; (c)
compencenent of ailr strikes not lster than dawn of the day
before the amphibious asssult and without curtailment of
the number of slrcraft to be employved from those evallable;
(d) use of Puerto Cabezes, Miearagua, as en ailr-strike base
and maritime staging area.

11, 1In the end only coe of these policy questions wes
resolved in the affirmative, thet with regard to the use of
FPuerto Cabezas. Tt should be especially moted that the
project's paramilitary chief had strongly recomended that
the operation be abandomed if policy should nmot ellow
adeguate tactical air support.

Conflicting Vievs

12. The reising of these guestions and the failure to
resolve many of them demcnstrates the dsngerous conflict
betwesen the desire for political acceptability amd the need
for military elffectiveness. It 2lso lpdicates the Tluctuat-

ing policy background against which the officeré running the

- by -
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project had to do thelr dey-to-day business. This polliey
umdertainty vas, in seversl respects, never satisfactorily
resolved right up to the very hour of action, and many
probleme arose out of the changing limdteticns to which
suthority to do certain things was subjected in the neme
of politienl necessity.

13. Thus, during the months immediately preceding the
inaugoration on 20 January 1961, the Agency was recruiting
and training Cuban troops and cthervise proceeding with a
changed plan pot yet dsfinitely formulated or reduced to
vriting, with po assurance that the inovesion, which was now
the essence of the plan, would uwltimately be muthorized by
the new Administration. The Agency vas driving forvard without
Jnoving precisely vhere it was going.

1. The first formal briefing of President Kennedy and
his edvisors took place on 28 January 196i. (Ee had received
btriefings on earlier occasicns, cven before his election.)
At this meeting there wes a presentation, largely oral, of
the status of preparations, and President Kenmedy approved
their continuation. But there was still no authorization,
express or fmplied, that military action would in fact
eventually be undertaken.

15. In the ensuing veeks, the Director of Central

Intelligenee and the Deputy Director (Plane), accompanied in



some instances by other Agency representatives, stiended a number
of meetings with the new President and his advisors. (The paper
prepared for & 17 February meeting is eppended as Anpex B.) In
the course of thess mestings, the fAgency presented three informal
planning or "concept” papers, dsted 11 March 1961, 16 March 1961
and 12 April 1961, each a revision of its predecessor (Annexes o
D and E, respectively). These papers served chiefly ss the bases
for oral discussions at these meetings.

Successive Altemations

16. According te our information, the revised comcept, as
exposed by the paper of 12 April 1951, was apparently acceptable
to the President although he indicated he might order a diversion.
Before that he had awthorized the Agency to procesd with wmounting |
the cperation, but had reserved the right to cancel 2t any time.
The President was advised that noon on the 16th wes the last hour for
2 diversion. The DD/P checked with Mr. Bundy shortly after noon on
the 16th, and no diversion being ordered, autherized the landing to
procesd.

17. These three papers disclose that, starting with the World
War II ccmmandg-type operatien cutlined in the 11 Mareh 1901 papsr
(fnnex C), the plan had been swiTtly and suceessively altered to
ineorporete four characteristics which had been desmed essential
in order to ensure that the opersticn would lock like an infiltra-
tion of guerrillas in support of an internal revolution and would
therefore bte politically aceceptable.

- 51 -
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18, The four characteristics were:

&, &n unspectacular night landing;

b. possibility of conducting air operutions from &
base oo selzed territory;

€. & build-up péricd, after the initial lending,
to precede offensive action ageinst Castro's forces, and

d. terrainm suitable for guerrilla warfare in the
event the ipvesion force could mot hold a lodgment.

19. fThe airfield requirement obliged the plunners to shift
the invasion site from Trinidsd to Zapata. The Poxser sres was
close to the Escamhray Mountains and therefore offered better
guerrills posslbilities; but only the latter had & suitable
airfield.

20. The third paper also introduced = plan for = guerrilla-
type, diversionary landing in Ordente Province two days before
the strike and provided that supplies should be landed at night
during the initial stages. It aleo provided for air strikes
on military objectives et dawo of D Dey as well ag oo I Day
minus 2.

Guerrtlle Role

2Ll. Close reading of the three papers also digcloses that
the invasion wae no longer conceived as ap effort to assist '
Cuban guerrille forces in a coordinated attack. The papers

make no claim that significant guerrilla forces existed with
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whom -- after evaluative reports from our own frained agents,
confirming thelr strength, sufficiency of arms and ammuniticn,
and their readiness -- we had worked out plens fer e coordinated,
coulined insurrection and attack againgt CGastro. A= the 12 April
1551 paper expressly states, the concept was that the operation
should have the appearance of an internsl resistence.

22, With refersnce to the strength of the resistance in
Cuba, the 11 March 1961 paper refers to an estimated 1,200
guerrilles and 1,000 other individumls engeping in scto of
conspiracy and sobotage, but 1t mekes no claim of any coatral
exercised by the Ageocy or even that coordinated plens hed been
made and firm radio communicaticns established.

23. The 12 April 1961 paper states the estimate at "nearly
7,000 insurgents” (without specifying the number of guerrillas
ingluded therein), who were "responsible to some degres of
centrol through agents with whom communicetions are currently
active." It locates these in three widely separate regions of
the island and states that the individual groups are small and
very inadeguately armed and that it was planned to supply them
by air drops after I Day, with the objective of crsating &
revolutionary situation.

2k, The foregoing langusge suggests existence of 7,000
insurgents but refrains from claiming amy prospect of imsediate

help from trained guerrilla foreces in bedng. The term
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"insurgents" sesma to have been used in the sense of "potential®
insurgents or mere civilion opponents of Castro. A statement
about military and police defectors was Bimilerly wvague; the
Agency weg In touch with 31 euch persons whed {4 hoped 4o indice
to defect after D Day.

Arrests of Agecta

25. These tacit mdmissicne of the non-existence of effective,
controlled resistance in Cuba correspond to the intelligence
reports which eleerly showed the mmfavorable sltuation resulting
Trom the failure of our air supply operatficns amd the succens
of the Castro seeurity forces in erresting cur agents, rolling
up the few existing nets, and reducing puerrilla groups to
ineffectivenssas.

20, It 1s clear that the invaslom operation was based on
the hope that the brigede would be able to maintein itself in
Cube long encugh to prevail hy attracting insurgents and
defectors from the Castro srmed services, but without having
in advance sny assurance of assfptonce from identifiad, kowm,
controlled, trained, and organized guerrillas. The Ageney
hoped the invasion would, like & deus ex miching, Traduse o
"shock", which would eause these defectiocns. In cther words,
tnder the final plan the invasicn was to teke the place of an
organized resislance which did net exist and was to gensrate
organized resistance by prnvidiu:g the focuz and eeting as a

catalyat.
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Z1. The Agency was satching the 1,500-man brigade, after
an amphibicus landing, agninst Castro's combined militery
forces, which the highest-level U.8. intelligence (USIB reports
eniitled "The Military Buildup in Cuba®, dated 30 Hovember 1060
and 9 February 1961, respectively) estimated as follows: The
Revolutionary Army - 32,000 men; the militim - 200,000 men;
employing more than 30 to 40 thousand tons of BEloc-furnished
arzs and heavy materiel of the value of $30,000,000.

28. It ip difficult to understomd how the decinlon to
proceed with the inmvasion could have been Justified in the

tter stages of the operation. Under the Trinidad plan
(Amnex C), access to the Escembray Mountains for possible
guerrills existence might have constituted some Jjustification
for the epormous risks ifnvolved. This Justification did not
epply to the Zapate area vhich was poor guerrilla terrain and
affered little possibility for the break-out of a surrounded
iovesion force. The lack of contingency planming for either
survival or rescus of the brigade bas never been satiafactorily
explained.

29. The argyment bas becn made that the Agency's theery of
an uprising to be set off by a successful invesion and the
maintepance of the battalion for a period of & wveek or so has
not been disproved. It wis nob put to the test, this ar;ment

goes, because the cancelled D-Day air strikes were essentinl
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Lo the fnvasion's success. Such an argument fails in the face
of Castro's demonstrated power to mrrest tens of thousands of
suspected perpons immediately after the D-Day-minus-2 air strikes
and the effectiveness of the Castro security forces in arresting
agents, as demcostrated by unimpesachable intelligence recelved.

Views of Joint Chiefs

30. Ageney partieipanta in the project have sought to
defend the {nvasfon plan by citing the spproval given to the
plan by the Joint Chiefs of Staff (JoS). To this sreument,
members of the JGS have replied, in the eourse of enother
inguiry, (1) that the final plan wos prezented to them anly
erally, which prevented normel steffing; (2) that they regarded
the operation as being solely CIA's, with the mflitery called
an to furnish verious types of aupport and the chief interest
of the JO2 being to see to 1t that every kind of support
requested was furnished; (3) that they wvent an the assumption
that full air support would be furnished snd control of the
air secured mnd on the Agency's apsurances that & great number
of insurgents would lmmedistely Joln forces with the invasion
forces; and (4) that, in the event the batile went ammingt them,
the brigade would at onece "go guerrilla" and take to the hills.

31. The Agency committed at least four extremely perious

nistskes in planning:
a. Foilure to subject "the project, especielly in ita
latter frenzled stages, to & cold and objective appralasl

w6
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by the best cperating talent availlabls, particularly by
those not invcolved in the operation, such as the Chief of
Operations and the chiefs of the Senior Staffs. Had this
been done, the tws following mistakes (b and o, below)
might have been awvolded.

b. Feilure to advise the President, at an appropriate
time, that m:.cc;sl had become dublous and to recamend that
the operetion be therefore cancelled and that the problem
of unseating Castro be restudied.

5 e¢. Failure to recognize that the project had become
overt and thet the military effort had becoms too large to

e bandled by the Agency alone.

d. Failure te reduce successive project plens to
formal papers and to leave coples of them with the
Fregident and his advisors and to reguest apecific wribten
approval and confirmation thereof.

32. Timely and objective scrutiny of the operation in the
months before the invasion; ineluding study of all available
intelligence, would have demonstrated to Agency officials that
the clandestine peramilitary aperations had almost totally
failed, that there wasm no controlled and reaponslve underground
movement ready to rally to the inwmsion force, and that mtr;:n's
ability both to fight back and to roll up the internel oppositioo

must e very considerably upgra.d:ed.



e e i

33. It would alse have ralaed Lhe question of wvhy the United
States should contemplate pitting 1,500 soldiers, however well
trained and mrmed, epainst an enesy vastly superfor in number and
armament o & terrain which offered nothing bt wegue hope of
significant local support. It might also have suggested that the
Agency's responsibility in the cperation should be drastically
revised and would certainly have revealed that there was no real
plan for the post—invesion period, whether for success or
fuilure.

Exigtence of Warnings

3Lh. The latest United States Intelligence Boerd, Office of
Haticnel Estimates, and Office of Current Intelligence studies
on Cubsmmilable at that time provided clear warning that a
calm resppraisal wes necesBary.

35. But the atmosphere wazs not eonducive to it. The chief
of the ptruja.cr. and his subordinates had been subjected to such
gruslling pressures of haste end overwork for so long that their
impetus and drive would have been difficult to curb for such a
purpose. The atrike preparaticons, under the powerful influence
of the project's paramilitary chief, to which there vas no
effective counterbalance, had gained such momentum thot Ghe
operation had surged far shead of poliey. The Cuban mlmhnr;
vere getting seriously restive and threstening te get out of

hind before they could be committed. The Guatemalan Government
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wvag urging the Ageocy to take away its Cubans. The rainy season
wiz hard upon the Caribbean. The reappraisnl never hoppened,
though these wery factors which helped prevent it should hawe
warned the Agency of ite meccasity.

36. These adverse foctors were compounded end exacerbated
by policy restrictions that kept coming ome upon another through-
out s perled of weecks and right up until the point of no return.
Theze caused successive plamning changes and piled up more
confusion. Rapldly accumilating atnsﬁéa, in our opinion,
caunsed the Agency operators to lose sight of the fact that the
margin of error was swiftly nn;Twmg and had even vanished
before the force was committed. At scme point in this degenerative
cycle they should bave gone to the Pregldent and sald frankly:
"Here are the foacts. The coperation should be halted. We request
furtber instructions.”

Consequences of Cancellation

37. Cancellation would bave been esharrassing. The brigade
could nol bave been held any longer in 2 ready status, probably
could mot have been held at all. Its meobers would have spread
their disappointment far and wide. DBecause of multiple security
lesks in this huge operation, the world already knew about the
preparations, and the Goveroment's and the Agency's embarrassment

would have been public.
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38. However, cancellation would have averted feilure, whizh
brought even more esbarrasgment, coarried death and misery to
hundreds, dastroyed millicns of dollarg’ worth of U.S. property,
aod seriously damaged U.5. prestige.

39. The other possible cutcome -- the one the project
strove to achieve -- was & successful brigade lodgment, housing
the Revoluticnary Councill but isolated from the rest of Cuba by
sumps and Castro's forces. Arms were beld in readiness for
30,000 Cubane who were expected to make thelr way unsrmed
through the Castro army and wade the swamps to rally to the
liberators. Except for this, we are unaware of sny planning
by the Agency or by the U.5. Government for this success.

k. It is beyond the scope of thie report to suggest what
U.5. action might bave been teken to consolidate victory, but
we can confidently assert that the Agency hod no intelligence
evidence that Cubans in significant nusbers could or would Join
the invaders or that there was any kind of an effective and
eohesive reslistance movement under anybody's contrel, let alone
the Agency's, that could have furnished interpal leadership
for an uprising in support of the invasion. The consequences of
a successful lodgment, unlesz overtly supported by U.8. nrmed

forces, weres dubious.
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The Choice

kl1. The choice was between retreat without honor and a
gaxmble between igoominious defeat and dubious victory. The
Agency choge to gamble, at rapldly decressing odds.

k2. The project had lost its covert mature by Fovember
1860. As it continued to grow, operaticnal security becams
more and more diluted., For more than three months before
the invasion the American press was reporting, often with
£ome accuracy, on the recruiting and training of Cubans.
Such massive preparations could canly be laid to the 1.5.
The Agency's name was freely linked with thess mctivities.
Plausible denisl was a pathetie illusicn.

L3, Insistence on adhering to the formalities imposed by
& non-gttributsbility whichk no longer existed produced absurd-
{ties and ereated obstacles and delaya. For example, the use
of cbzolete and inadequate B-26 afreraft, instead of the more
efficient A-5 originally requested, was & concessico to non-
attributability which bampered the operation seversly. A
certain type of surgical tent requested for the landing beach
vas not supplied because it could be trmced to the U.9. A
certain modern rifle wos not supplied, for the same reascn,
although several thousand of them bad recently been declared
surplus. In the end, as could bave been foreseen, everything

wags traced to the U.5.
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M, t1.5. policy called for a covert operaticn and aseigned
it to the sgency chartered to handle such things. When the
project became blowvn to every pevspaper reader the Agency should
hove iaformed highf:r_ authority that Lt was no longer operating
within its charter. [ad pational policy then called for contizu-
ation of the overt effort under a Jolnt nationnl tesk foree,
vastly greater man-pover rescurces would bhave been available fexr
the invasion and the Agency could have performed an effective
supporting role. The cestly delays experienced by the Agency
in negotiating for support from the armed eervices wul:d have
been avoided.

Flecemeal Poliey

45. In the bectic veeks before the strike, policy was being
formed plecemen] and the imposition of successive restrictions
was contracting the margin of error. The last of these restrie-
tive decisions came from the President when the brigade was
already in small boate moving toward the Cuban shore. Had it
come 2 few hours earlier the invaesion might bave been averted
and loss of life and prestige avoided.

k6. If formal papers cutlining the final strike plan in
detpil and emphasizing the vital necessity of the D-Day air
gtrikes had been prepared and left with the President and his .
advisors, including the Joint Chiefs, with a request for

written confirmation that the plan had received full
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camprehension and epproval; the culminating ineident which
preceded the loss of the Cuban brigade might pever have
happenad .

L7, We are informed thet this took place as follews: On
the evening of 156 April the President instructed the Secretary
of State that the D-Day strikes setfor the following morning
ghould be cancelled, unless there were overriding considera-
tions to advise him of. The Secretary then informed the
Daputy Dlrector of Central Intelligence, the Director being
sbsent from Washingtom, msnd the Deputy Directer (Fluns) of
this decislon; offering to let them call the President at
Glen Ora if they wished. They preferred not to do so, and
the Secretary concluded from this that they did not believe
the strikes to be vital to success.

A Civilian Decision

k8. Barlier that evening the project chief end his para-
military chief had emphatically warmed the DD/P to insist
that cancellation of the strikes would produce disaster. Thus
the ImfP, & civilian without military experience, and the DIXT,
an Air Force general, did not follow the advice of the project's
paramilitary chief, a specialiet in amphibious operaticns. And
the Presidest made this vital, last-minute decision without
direct contact with the military chiefs of the invanion

operation. .
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k9. The President ooy never have been clearly advised of
the need for command of the air in an amphibious eperation 1ike
this one. The DD,.".‘P was aware that at lsast two of the President's
=ilitary advisors, both members of the Joiat Chiefs, did not
wndergtand this principle. This might well have served to warn
the DD/P that the President needed to be impresesd most strongly
with this prineciple, by means of a formal written commmication,
and also heve alarted him to the advissbility of accepting the
Secretury's invitation to call the Fresident directly.

50. If the project's paramilitary chief, as leader of the
overt military effort, had mccompanied the DDCI and the DD/F to
the meeting with the Secretary he might have brought strong
persuasion to bear on the decisfon.

5L. This fateful incident, in our opinion, resulted in
part from feilure to circulste formal planming pepers together
with requests for specific coofirmation.

Shifts in Scope

52. The geopral vaguensss of policy and directiosn permitted
& continual shifting of the scope and scale of the project, that
is, the type of operationnl planning commonly referred to as
"playing it by enr,” and this in turn led to various kinds of
difficulties about people, money, supplies and bases.

53. A staffing guide prepared im May 1960 listed a total

of 235 personnel reguired for thé foreseeable future (107 being
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on board). By September, the strength had been built up to
228. In October enother staffing gulde listed a total of 363
positions. By the end of the project, 588 people were work-
ing in WH/k. There were 160 people in the Miaml Aren nleme.

5%. The original plan contemplated 200 to 300 Cubans as
& contingency force. By mid-July, a force of 500 was being
cansidered. In esrly November, the plan was te use 1,500 men,
and there was talk of as meny as 3,000. In early December, &
brigade of T50 was agreed wpon. Its strength wee built up to
664 by the end of January. By 17 March the ground forces in
training nusbered 973. By 28 March equipment for 1,600 men
had been crdered, and the actusl brigade strength om 6 April
was 1,390. Buch changes made it very difficult for the
supporting components, particularly the Office of Logistice
and Development Projects Diviefion, who were not given much
lead time.

55. The crigins]l estimate for the project anticipated
expenditures to the total of $L, 400,000 during the two fiscal
yeers, 1960 and 1961. Om 2Lk March 1960, 000,000 was relemsed
for the balance of Flscal Yeer 1560. This smount was expended
within a month and an additicnol million dollars released to
carry the project to the end of June.

56. In August, o budpet was presented for Fiscal Year 1961

which amounted te $13,000,000. By December, $11,300,000 had
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been obligated and an additional 328,200,000 was requested and
authorized. In May 1961, an sdditional $5,000,000 was requested
to meet obligations incurred. The total amount of momey far
this project for Fiscal Years 1360/61, fnstead of &4,400,000, was
mere than $45,000,000.

ST When the project started, it wvas not realized that brees
would be npeeded at Useppa Islend, Key Weat, Miami, and Ope-locks,
Florids; New Orlesans, Pusrto Rico, Penaswn, Guatemala, end
Wicarogus, as well ms Innumercble pafe houses end other facilities.
Consequently the project suffered, becsuse many of these facili-
ties were not resdy when needed. The WHE Divisien launched into
& large paramilitery project without the bnses, the boats, the
experienced parsmilitary peraconel, or a complets and suffielent

plen;, ond never really caught ump.
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G. THE MIAMI QFERATING RASE
1. The confused relationships between WE': hesdguarters
and the forward cperating base In the Misml srea were B signifi-
cant facter in the over-all performance ofthe project missionm.
The base was actdwvated in. late April 1960 and wes put in Miamd
meinly because 1t wao the chief center of Cuban refugees in the
United.lst-ateﬁ..
2. TFrom the beginning, the DD/F and his associlates took
‘& Pirm stand against allowing this bese to become more than s
smell support organization, and wntil September 1960 the base
did litile except earry on liafsen with the Cuban exile organi-
zatioms emd U.5. law enforcement agencies. For example, there
was only ome paramilitery officer st the bese dwing this peried.
3. The DD/P's Chiefl of Cperaticna wrote in June 1960:
"I recognize your need for some opereticmnl perscmmel in the Mlamt
area %o service end cocduct certein sctivities there., T am firmly
cpposed, however, to the growth of an crganization which.vuuld
represent a second beadguarters or intermediste echelon there "
At this same time, the DD/P's Assistant for Covert Action empha-
glzed that the i‘utmticn_ of the forward cperating base should be
one of coordinatilon, with commend remaiming in Headquarters.
4. In August the DB/P wrote that he was worried sbout -
Mizmi sod wanted to be aure that "we are not duplicating there

any funections that are being performed in Headquarters. Fer
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inegtance, I am not quite elear what are the duties of the P
types there since this component is meither a headquarters nor
& treining instellstion nor even & forvard commend post.”™ And
in enother mams in November, he again urged that Wi/l be
eapecielly careful to aveldd mny duplication of effort between
Miami and Headquarters.

Duplicatiocn of Effart

5. By this time there was plenty of duplicstiem. Hend-
quarters and the Mismi Fase had becose sngaged in mamy parallel
or overlapping cperetions snd were even competing with ench
cther. Both components were handling all kinds of agents and in
tcoe cases the pame cnes. The only sctivity that Mimmi 4id not
get into wvag air operstions, but even here it necesparily had =
rols ip many of the clzmdestine sir drops.

6. Thers wan a generil feeling ot Headogusrters that the
forvard base existed salely for support and thet Feadquarters
wes in the best position to handle operations becmuse it had
ready neceas to policy guldance rnd fast radic conomindcations
to end from all elemesmts. This view ignored the fact that mech
of the commmication with Cuba vas omly by secret writing and
couriers; that Miaml wen the main source of infermmtion, poli-
ticlens, agents, end soldiers for the project; that it wes the
logicel location for infiltration snd exfiltraticm; that the

base, through the maintensnce of effective lisison, had the



complete cooperstion of the local FBI, the Border Patrol, Immd-
gration, Coast Guard, FOO, Customs, Navy, and police officinle.

T. Buxcept for the Director of Central Intelligence, who
vigited the base, Top Agency offileisls concerned with the project
did not have first-hand knowledge of what was belng done and
vhat could be done at Miemi. The limitations they placed on
base activities had serious consequences. For example, when
the resistance crganizers being trained in Guatemals were ready
to go inmto Cuba in September, the maritipe capebility to in-
Tiltrate them did not yet exist. By the time the bese had bullt
up some capabllities in variouns lines, valusble months had been
lost.

The Miami View

. On the other hand, there wag a general feeling at the
base that it should e a "station", conducting operations just
as Hevana was able te do (up to the dete when diplomatic rela-
tions were hroken uff}, with Heedquarters providing support,
guldance and policy. This view falled $o reelize that a ststion
with several hundred people would heve been very difficult to
conceal, that it would have cost & million dollars to move
everyone to Miemd, and thet Headguarters would heve gotten into
the operations anyhow, due to the easy acceszs to Mizmi from
Washington, especlally by telephone.

9. The letter of instructions to the bese chief, dated
6 Octcber 1050, was pretty vague. + stated that he would have

e
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autherity cver all project personnel and responsitility for the
supervislion of any project mctivities condusted through the
Mizmi area from other areas. I authorized him to use persconel,
materiel, facilities and funds for the accomplishment of the
over-all Agency missicn. He was made responsible to the chief
of the project.

10. The first intelligence (FI) case officer reported to
the base in September 1950 and proceeded to acguire, train and
direct agents. At the time of the invasion, the Miami Base had
31 FI mgents in Cuba, all of whom were reporting and all of whom
had been recruited by the base,

The CI Secticn

11. The counterintellipence (€I} section began to function
in mid-July 1960. By the time of the strike, this section had
3% carefully selected, highly educated Cubans trainsd as case
officers to form & Tuture Cuban Intelligence Service; =lso, 100
selected Cubsna trained as future CI officials and eivil
government officials; also, & reserve of 100 older noo-political
individuals trained s a reserve intelligence corps.

12, The paramilitary (FM) section was opened in lete June
1960 with one officer. His job was o conduct liaison with the
Cuban lezders in order to cbtain recruits for the Guatemals
campa. A gacend P officer reported in August, and at this time

there wes a beginning of an attempt to infiltrate arms,
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arunition and personnel inte Cuba clandestinely by boat.

(These were the "FM types” whose duties had mystified the ID/P.)
There were also two meritime "types" who were training the crew
of 8 borrowed smell boat for clandestine trips.

13. By 13 Hovenber 3% people had been assigned to the Mlami
tese in edditlon to 4% pecple from the Agency's Office of Com-
mnications. In sddition to support elements, there were
zections for propagands, FI, CI, politiesl action, and PM.

4. By 15 April 1961, the base end ite cub-base had 150
persens assigned, as follows:

FI

I

Foliticel Action
FPropaganda
Support

FH

Security

Comminieations
Miscellaneous

wEERE  naE

15. While the Havena Statlon was still opersting, Mizml Base
was in close Touch with it by courier gnd secure commnicstions.
When Havana Statdon was closed, Mismd expected to take over the
stay-behind essete, such as they were. However, Headguarters
took cver thelr control. Miami concentrated on the training and
infilirstion of agents.

M Bupport Role
16, In FM mctivities, control wes tightly held by Head-

quarters, and the FM szection of the bese was limlted pretty mach
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to providing suppert in recruiting soldiers and running small

boat operations. This tight comirol meant that the FM officers

At the base looked to Headguarters for guldance rather than to
the chief of base. The PM and other eecticns hed their own
chennels to Headquarters, and this led to uncontrolled sction
and considersble confusion. FM offlicers in Ksy West, & sub-
base of Mlomi, also sometimes comminicated directly with Head-
quarters.

1T. There are alleged to have been capes in which & Head-
querters decision vis conveyed to the Miasi Base by three
persons similtanecusly, each over the telephone. The result
of this wes that the bese hed an encrmoosly high phone bill and
the base chief often was not informed of events until after
they were over, il at all.

18, The Miami case officers retained their agents &s long
az the agents were reporting by secret writing. Once the
agents reported by redio, they were taken over by Headquarters.
This was resented by the Miami case officers, who felt that
they were in the best position to know the agentz, having
recruited and trained them.

19, Case offlcers in Headguarters, on the other hand,
felt that Miaml case officers tried to steal their agents when
they passed through the Miaml area, Cne agenwt who visited

Headquarters received promises of money and support which vent

o
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far beyond what the cese offfcer in Mlami had offered. The base
weg not informed of these promizes until the sgent mentioned
them. For the next seversl months, this particular agent was
unmanegeable and would not even meet with the Miami case officer,
Thie wes naturally wisved ss Headquarters meddling .

Examples of Confusion

20, Case officers 1n Mimmi alsc felt thet they were unduly
hendicapped in that Heedguatters was not only competing with
them but aleo reviewling their actlone, which was something like
Ploaying a geme with the umpire on the other team. Tt is doubt-
ful that e reviewlng component cen maintain objectivity swhen it
iz uleg competing with the component whose mctivities 1t 16 re-
viewing.

2l. Mumercue examples could be cited to 1llustrate the
confuzion that existed, The divided combral over maritime opera-
ticns is discussed elsewhere in this paper. There Was on ex-
pensive Tiesco over some specizl lubricating oil additive in-
tended for ssbotage use in Cubs. The organizational arrangement
mide necessary hundreds of telephone ealls and cables which
otherwise would not have bheen sent, and the areas for uncertainty
and misunderstending Wwere still congiderable. For exomple, a
Misml cable of 15 February referred to on agent messzage and
usked, "Does Headguarters intend to answer and arrenge this

operation?”
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22. The gepersl situation alsc led to =n extracrdinary
nurber of temporary-duty trips back and forth between Washington
and Miemi. These were not only expensive but sdded & grest mamy
problems in the way of support and seeuritsy.

23. In December 1960 the base chief pointed out to Head-
quarters that the bose needed “elnrification snd specification
of the requirements it is expected to £ulfill and tasks that
1t Is expected to perform, together with the investmen® of
sufficlent authority end discretion for the operational sction
which may be involved." TIn Merch 1961 he pointed out that "the
base would welecome more preclse reculrements for fte agents
than bed been received up to that tire in the interests of
making efficient use of them.”

2h. In Mey 1961 he wrote a memorandum on control of denied-
ared operations which pointed ocut that future cperations sheuld
elther Te controlled from Hesdguarters or from a forward operating
base, but that the divided contrel which had existed during the
project had resulted in parallel, sometimes duplicative and
conflicting effortis end in operational relatiocnships which were
competitive, without purpose, and semetimes couwnter-productive.

25. Tha inepectors agree that this divided effort
represented an dneffective and uneconomical use of time, mme:r.,.
and materiel, mnd less than meximum wtilizatdion of Agency employess,
plus wnexploited, delayed or pﬂa’::-r,J.].I' cocrdinatad use of Cuban agents

and asseta.
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H. INTELLICENCE SUPFORT

1. The WE/ b Branch had not only the responsfibility for the
Cuban project but also the normal area duties of a geographical
unit in the Clendestine Sewdess. Besldes being considered a
task force with the mission of overturning the Castro government,
it aloo bad the Headquarters desk responsibility feor Cube, dn-
cluding support of Eavane Station and Bantiago Base until the
break in diplomatic relationd.

2. Thio arrangement required WI/i's intelligence (¥I)

. Beotion to collect intelligence on Cuba not enly for the tack
force, with its special requirements, but also for the entire
0.8, Intelldgence comminity, with its diverse mnd long-range

needs .

e _Tha pection was plagued with personnel shortages from
the start, but as long a=s the U.S. Esbassy in Hevana rexmsined
open, thus sssuring communications, 1t received and precessed a
good yield of intelligence from Cuba, chiefly on political,
economic, and Comminist Party matters. Late in 1980 the sectdon
vas directed to place emphasis on militery informetion, but it
found that its agents in Cuba lacked mceess Lo high-level mili-
tary sources.

4. The FI section transmitted coples of all the reports
it processed to the parzmilitary section es well a3 to the rest

of its regular intelligence custcmers.
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The Ret in [avans

5. The section devoted considerable effort to supporting
Hevana Statlon in preparing ite egents for stay-behind roles din
whe event of & break in diplomstic relationo. When the embasay
finally clogsed on 3 Jamwary 1961 the station hed s single net
for positive intellipence. It comprised some 2T perscma, 15 of
vhom were reporting agents and the rest radic operastors, cutouta
and couriers. The principal agente and one of the radis oper-
stora were U.5. .r::f;timn.a and thue had deubiful status after the
bresk in reletions.

fi. In Seplecher 1960 an the milfitery invasion eoncept was
beginning to gein escendancy in project plenning, tﬁe chief of
the project created s G-2 unit. Pot instesd of placing this
unit direcily wunder himgelf ss a project-wide uvsdt and making
ite chief o member of his immediate staff, he pet it in the
paracdiiitary section under the aggressive Marine Corpa colonel
vho became the paramilitery undt chiefl at sbout that $ime.

T. A6 chief of this low-echelon Intelligence unit, whose
annlyses were to have important influence gn an action vitally
alfecting national security and prestipge, H'Fl'f:'i brought in &n
officer of undgubted abllity but of Limited experience in pare-
mllitary and FI operations. It was a grave error Lo place this
G=2 unit in such a subordinate positicn 1o the project, and

this error produced the sericus’ consequences described helow.
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Functicn of 0-2 Uit

8. The paramilitary G-2 unit consisted of four officers
and geveral gecretiries. Its prineipal functien was to prepare
imtelligence annexes to the successlve invaslon plens. ISo
aources of dofermation included, in sddition te the FI aection's
reports, photographic intelligence, cartogrephic intelligence,
Speeial Imtelligence, srmed gervices reports, snd mespages
received from the paremllitary section's ovn agents in Cuba.
Feporte from the armed services wers procured reapidly through -
direct informal liaison rether than through the ususl slover
channels. ;

. In various ways the functiening of the regular FL
gectlon, which was directly under the prelect chief, was ad-
versely affected by the paramilitary G-2 unit.

10. The PM unlt absorbed the availsble peérsonnel. The
chief of the FT section wes not invited to attend WE/h stafr
mectings, and for security reasone, e never had mecesa to
WH/4's wer room. During the final weeks the FT section was
not permitted to exemine the PM section's incoming opersbiomal
cables for possible positive i:-:LteJ_'Ligmcg content., The FI
section chief did not hove o clearance for photographic intelli-
Eence,

Iack of Lisiscn
11. There vas no clese lizigon between the two sectloms,

and this resulted in some duplication in preparation of reports
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requested by the DDJF, because neither section would learn of
the requests made of the other. Until the end of 1960 the two
secti:}ns- were housed in different buildings.

12, The most sericus consequence of the third-schelan
position of the G-2 unit wes that it concentrated im the harnds
of the unit chief the dusl function of receiving all the infor-
mation svailable from Govermment-wide sources, including that
from the agents of hie own paramilitary section, and of inter-
preting ell these date for the purpose of supplying intellipgence
support te the various invasion plans.

13. Imterpretetion of intelligence affecting the strike
force zepect of the operation was thus entrusted to officers
who were so deeply engaged in preparations Tor the invasion thet
their judgments could not have boeen expected to be altogether
cblective, This circumstance undoubtedly had a atrong influence
on the procesa by which E-IH,.I“J-L arrived at the cenelusion that the
landing of the strike foree could and would trigger an uprisiog
among the Cuban populece. This conclusion, in turn, becams an
essential element in the decisfion to proceed with the operation,
a8 it tock the place of the criginal coucert, me longer
maintainahle, that the invasion was to be undertaken in support
of existing and effective guerrilla forces.

1b. Trrespective of the validity of that comclusion, it is

clear that the interpretative snalysis should have been made not
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by the persons who were working day and nfight to prepare

the invasion but by an objective and disinterested =enier
interpretation specialist from the Agency’s FI Staff or from
its Uffice of Current Intelligence.

Intelligence Support Vacuum

15. Ancther serious error in the field of intelligence
support woas that Miami Base received almost no intelldpgence
support fram the Headguarters G-2 sectlen. This may be
sttributed to the facts that the peromilitary chief was almost
completely precccupled with the strike force preparations end
that his subordinate G-2 was not given project-wide responzi-
bilities and to the rigld security restricticns under vhich
the paramilitery section was expscted to operate, =3 well as
to the gensral confusion in the organizational position of the
Miami Hase.

16, This serious support vacuum =t Mismi wes compounded
because the base, in spite of its large eize =nd the fact
that it wzs deeply engaged in its own operations in Cuba, had
ne intelligence support section. There was no single officer
or wnlt charged with responsibllity for interpreting the
conslderable amount of intelligence derived directly from base
sources and from Special Tntellipgencs. '

17. Furtbermore mo photegraphis intelligence was available

to Mlomi Base, which had neo offfcer with & clearance entitling
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him to receive it. There wazs substantially no intelllgence
support covering the Cuban beach areas or the political
sltuation inside Cuba. There was no analysis or isterpretation
of Special Intelligence, and there wes no mechenism to call
eritical material to anyome's attenticn.

18. The result of this highly defective atate of affeirs
wvag that individusl Miasmi cane offlicers were forced to rely
upon their own interpretation of the separate intelligence
reporta, instead of having this waterial interpreted for them
by specialists. They were not gilven = mumber of other items
of operational intelligence which were in existence in the

G-2 unit of the paramilitery section at Headguarters.
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I. THE POLTTICAL FRONT AND THE BELATION OF CUBAKS TO TIE FROJECT
1. The Cuben opposition front, &s coneeived by the Ageney
in censultation with the Stete Department, wes to have the
Tollowing characteristics;
a. Full restoration of the 1940 Cuban constitution.
L. Return to the basie principles of the revoluticn,
a5 enunciated in the 1955 Carncas Declaration.
c. Fro-Western and strongly anti-Comsmist orientatias.
d. Political complexion ranging frem a 1ittle to the
right of center to pomewhat left of center.
t-  Ability to muster the broadest possible support
Trom the Cuban populaticon.
2. The functions of such & frout organization were concelved
to be:
&. A cover for covert action against the Cmstro
regime.,
B. A catelyst and & rellying point for anti-Castro
groups variously reported to mmber 178, 184, or 211.
€. A posseible rucleus for & provisionzl government of
Cubz following Castro's downfall.
3. The terms of reference thus excluded followers of the
former dictater, Fulgeneio Batista. They also excluded extrems

leftists.

] oy S



b L e e

Y. Exclusion of the Batistisnos and other ultra-congervatives
caused one kind of problem. Many of the exiles had been Batista
fn].l.n;r.re::'q._ Mn.n;.r of t:hem were rich and had assets, such as boate
ond followers, which could be used. Some had mllitery experience.
Some of them hed American friends whe were influential encugh to
urge their cladms to consideration upon the White House.

The Leftist Fringe

5. Exelueion of the fer-left fringe ceused another kind

of problem. It wes hard to fell how far left some persmﬁs WeTe.
And some of those whose political scceptebility was questionable
ﬂ.E‘r;!T‘theleﬂﬂ cledmed such substantisl following i::.mide Cuba thet
it was 4ifficult to ignore them.

6. .In forming the Frente Revolucionario Demoeratico (FRD)

the Ageney focussed its attention principally on personalities
ond groups who hed either participated in 'Castr-:r“s government
or supported his revolution but hsd become disillusiened and
gone into opposition. i
T In eerly 1959 the Hovana Station was already assessing
a wide veriety of anti-Castro persomalities with whom it was
in contact. In mid-1959 a station sgent was exploring the
poseibility of covert support to the Monteeristi Movement of
Justo fzencio Carrille Hernandez.

8. In the mid-1350s the Montecristi group hed heen active

agzinst Batlsta, who exiled Carrille. He returned affer the

4
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revolution Lo take an importont banking post but found Castro's
Commmist tendencies intolersble and wvent into oppositicn again.
Hie group is described as liberal and progressive but rejecting
ary accommodation with Coesmmias.

The Orgenizing Committee

Q. Carrillo wao one of several Cuban fipgures whom the
Agency induced to defect in late 1959 ox the early months of
1560. Others were Manuel Francisco Artime Buesa,. Jose Ignacio
Rasco Bermudez, and Manuel Antonio Varoma Loredo. Tt:wan these
four who, after :I.mg negotistiona, formed the organizing. com-
pittee of the FRD 4n May 1050.

10, Artime, who ig otill under 30, Joined Castro's movement
as sn antl-Batiste student. Under instructions from the Catholic
Church he orgenized a group of 4,000 Catholic Action students
to gain the farmerc' help egainegt Batista. The view has been
expressed that be wes the Jesuits' penetration of the 26 July
Hovement. Castro gave him & high post in Hational Agrarimn
Reform Institute (INRA] from which he resigned after ten
months to form the Movement to Recover the Revolution (MAR),
compesed in part of his former Catholic Actiom followers. This
gxile opposition group provided a large proportion of the recruits
for the strike force. .

11. FRasco, a college and university classmate of Castro's,

15 8 lawyer and history professor, described as & nice young
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intellectual without mich talent for actiom. In the fall of
1959 he becape the first president of the Christian Democratic
Movement (MDC), &n enti-Commnist Catholic group which Castro
drove undarground in April 1560 at which time Rasco fled the
COUmtTy .

12, Varona's caresr in povernment and in opposition
politics goes back to the 1990s. During the regime of
President Prioc Socarras be held severzl important posts,
including thet of prime minieter, and wes responsible for
anti-Communist polieies and measures. He eollaboreted with
Castro until the Communist pattern of the newv reglme became
evident, comlng to the U.5. in Aprdl 1550. Before lesving
Havana he had presented-a plan for Castro's overthrow, in-
elpding o unified opposition and U.8. aid for developing
propagonds and militory capebilities.

The Political Spectrum

13. VYerone wes representstive of the older cppositicn
parties (Autentico and Ortodoxo) which had survived Toth
Batista and Castro and which were roughly in the middle of
the politienl spoctrum. Artime's group slso occupied a
centrist position, but its membership wes drawn from the
younger generstion on Cubans. Carrillo snd Rasco sppeared

to be A little left and & little right of center, respactively.
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1k. fThus the ariginel group of organizers represented a
feirly broad range of political views. They were Jjoined in
June 1950 by Aureliasno Sanchez fArango vho claimed lesdership
of the AAAN proup, the initiale possibly representing Ascciscion

de fmigos de Aurelianc. Both Sanchez Arango and Verona claimed

to have consldersble fellewing in the Cuban lsbor field. BSanchez
Arengo and his followers appeaered to have some general mowledge
of the use of clendestine techniques.

15. These Tive essocisted themselves in issuing a manifeéto
at Mexlco City on 22 June 1960. This document called wpon Cubens,
other latin Americens and the world et large to help the FRD over-
throw Castro's dictatorship. The FRD pledged itself to establish
o representative democratic government with full civil liberties
under the 194%0 Cuban constitution. It pledged free general
elections within 18 menths of establishoent o.f & provisionnal
govermment. It proposed to ban the Commmist party and institute
& program of sociol and economic progress for all classes of Cubans.

16. WYerona's maturity end experience led to his selection
as coordinator, in effect, general manager, of the FRD. This
imrediately precipitated the resignatiem of Sanchez Arango end
in turn led to the bepinning of a problem in establighing and

maintaining FRD unity which the project never fully solved.
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Chenge in Policy
17. The FRD had originaily been conceived as the channel
Ehocil wiloh X1, of tha roiast's aid Lo tha Gilir danse Wi
flow. However, Ssnchez Arango's ulknut.threuteneri & loos of
assets and capabilities vhich the project wanted to yreserve.
The result was expréssed as follows in a briefing prepared by
Wik for c:tzfcm in Nevember 1G60:

"In October we made o change in operational policy.
Heretofore we had kept our efforts centered oo e, FRD; -
However ;- we wﬂl nov consider requests for paramilitary
ald from eny anti-Castro (and non-Batista) group, inside
or outside Cuba, which can show it has a capsbility for
paramllitery action sgeinst the Cestro regime. Me .j.'nel
that the combination of ocur controlled paremilitary
actlon under the FRD aegls and the_lesaar-wntmiled
operations of other Cuben revolutionsries will bring
sbout & conciderable acceleration of sctive enti-Castro
expressions within Cuba. We will, in any event, hove
the lever of support a&s a mechanism for influsncing
the ultinete emergence of one individual oF group as
the primary figure in the sati-Castro eommmity.”

18. Because of the gregariousness of Cuban exiles, the
project was unable to prevent this chenge in policy from

pecordng known to the FRD ex::cuti\;e comeittes . When the
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Bender Group, now generslly understood by Cubons and maEny
others to represent the CIA, began respanding to requests
from and giving support to defectors fram 'r:!m FRD and to
groups which the FRD considered politicslly unscoeptable 3
the organizetion which was supposed to be a world-wide
aynbol of Cuben Treedom and which was being groomed as the
nucleus of the next government of Cuba neturelly felt that
ite prestige had been undermined.

-Diffusion of Effort

13. This complicated relatione between project case
officers and the FRD leaders. It alsc sppesrs to have
resulted in some diffusion of effort im the attempte at
clandestine infiltration of arms and paramilitery leaders
inte Cuba. It serisusly hempered progress Lowerd FRD unity,
sharpened internel FRD entegonfsms, and contributed to the
decline in strike force reerulting efforts.

20. The composite political complexion of the FHD
shifted a 1ittle to the right in Auguet 1560 with the join-
ing of Ricardo Refsel Sardinia, who hesded an organizstion

called the Movimiento Institueional Democraticn (MIT),

2. A gource of fricetion between the FRD smd 1its praject
Eponsors wes the effort to induce it to zet up its hendguarters
cutzide the U.5. The Cuban leaders were finally persuaded by

finencizl leverage to move to Mexico City where the Mexdican



; = et

Government had agreed to be hospitable. Housing snd office space
vere grranged for the executive committee mesbers and their
fomilies and for e project case officer and his secretary. -
S - oo City ves weactivated for support

autics, vt oo AR« ¢ =ove vas

mede .

22. However, the Mexlcan Government appears not to have
kept its vord, and the Cubans were pubjected to surveillance
and other .hu'&ssmmt. Within s few weeks it ﬁem@m evidoent
that .the gituation wes intolersble, and everybedy moved back:
to Miemt, vhich ia vhere the Cubans wanted to be in the first

place .

The Bender Group

23. The pan responsible for laying the groundwork of the
FRD, srranging & long oerles of meetings among the Cubans,
and persuading them to merge thelr differences and issue &
Joint manifesto, was the chief of the project's political
section. He was known to the Cubans and inevitably to the
press ss "Frank Sender". The Bender Group, for reasons of
plausible dendal, purported to be composed of U.5. business-
men who wanted to help overthrow Castro. The Cubans do not
seen to hawve cered whether thi= vas true or pnot, but the gulse
irritated them because they wanted to be in direct touch with

the U.5. Government at the highest level possible.
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24. Bender's linguistic sccomplishments did not include
Spanish and this may heve diluted his effectivenses in dealing
with Cubans.

3. MAfter the FED wed launched the handling of purely
FRD effaire in Mexieo City and later in Miaml wes turned over
to & case officer with fluent Spanish and long experience in
Latin fmerican affairs.

26. However, Bender continued to be identified with the
project. . The FRD lesders' antagonism towerd the Bender Group
vas charpened vhen, et the time of the change in operational
policy noted sbove, WH/L mssigned Bender the responsibility
of dealing with Cubsn individuals and groups outside of the
FRD fremework.

The Rubio Fadilla Group

27. One of the outside groups the project continued to
vork with was the Action Movement for Recovery (MAR), headed
by Juen Rubic Pedilla. Use of th‘.;s conservative group of rich
landlords was strongly advoceted by Williem D. Pawley, en influ-
ential Miemi businessman. A paper prepared by WE/L for the
Director of Central Imtelligence's use in briefing Senator
Kennedy in July 1060 stated MAR's cl.a:imﬁ to a widespread
resistence organizetion needing only arme and asmunition and
orders to go into ection and called the MAR relationship a

moEt encouraging development .
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28, However, Rubis wes too conservative for the FHD's
taste, and the MAR was never incorporated inte the FRD.

2% An orgenizetion which resieted incorporstion in the
FRD wntil March 1961 and which meamvhile hed & stormy relstion-

ship with the Bender Group was the Movimiento Revoluclonerio del

Pusblo (MRP}, headed by Memuel Antonio Rey Fiverc. Rey had been
Cestro's minister of public worke until he lost his job to o
Commmist. He arrived in this coumtry in Novemher 1960 and
agreed to accept essistance from the Bender Group but wished

to madntedn his freedom of choice. The project's unileteral use
of Ray resulted in some successful maritime operations.

30. Bender's efforts to get Bay to jodin the FRD produced
strained relations, but in December Ray agreed to sccept military
aid through the ¥RD. Fay's program eppesred to be identical with
Castro's but without Commnier end without hostility to the United
States. Rey Decame lese intransigent ss time went cn ond in
Februery end March 1561 was participating in telks with Bender
and Verons on the formetion of the Bevolutionary Council which
he vltimately joined. There seems to be ne substance to alle-
getions in the press that Rey was iguored. Ia fact, his unsub-
stantiated claims to wide underground resources are =zaid to have

been received wnerlties1ly by soue project personnel.
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Contact with Batistiance

3l. fnother allegetdon which goined some currency was that
the p.ru.je;:t wog cupporting and otherwlee uslng former Aassoeiptes
and supporters of Batista. At cne point WH/L did bave contacs
witk one e'.r-Batista._ leader, Zenchez Mosquerra, and gave some
support to hie group, but thie effort wan soon called off. There
were alzo attemnts by Batletiasnos to penetrate the wroject's
mllitary effort, but these were reaisted. The FED's cwn intelli-
gence gection wes active in sttempting to screen out Estistianos.
The strike force comtained some merbers of the former 'Cuban
Constitutional frmy, which existed umder Batista, but these wers
recruited as soidiers not as politicianc.

32. The brigede officers seem to have been clean of the
Eatisto taint. However, the FRD, for whom they were Buppoeeily
Tlghting, justly complaimed that it hsd hed no hend in their
galection.

33+ Jose Miro Cerdone, a distinguished lawyer who turned
o politics lete dn his career, was the first Cuban prime minister
after the Cestro revolution, vas later smbessador to Spein, snd
wag apbassador-deelgnate io the United Stetes when he broke with
Castro, Sook asylum in the Argentine Embasay, ond was eventually
granted safe conduct o This country (in October 1960) whers he

became the FED's secretary-genersl for pablic relaticne.

E
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34, Under the guidance of Bender he became a strong Torce
Tor und%y in the FRD during its mest difficult period, the virtusi
politicel interrepnum before the insuguraticn of President Kennedy.
Hlro was influentiel in bringing Rey into the Revolutionery Coungil
which wae formed on 20 March with Miro as chairman.

¥ielt to Training Comp

33. Miro, with other Council members, visited the strike
force in Guatemals on 29 March in & mich-peeded effort to spur
troop morale. There hed been far too 1ittle contact between the
FRD and the soldiers being trained in its name. Artime, Varona,
and Antonlo Jaime Maceo Mackle had been there in February in sn
attemrt to celm mutinous spirits. The last previous visit had
been made in the fall of 1950 by Col. Eduardo Martin Elens,
heed of the FRI's militery steff snd a former constitutiomel
Army officer. Martin Elens antagonized the trainees, and with
the beginming of siraight military training under a U.S. Army
officer, who had no interest in Cuben politics, a ban was placed
on vislis to the camp by Cuben politicianc.

36. This was probably a mistake and an unressonsble inter-
ference In the Cubans’ mansgement of thelr own effalrs. Con-
trolied contact between the FED snd the troops could heve done
mich to improve the morale and motivetion of the troops and make
the training job easier. There was nobody in the Guatemsla carp

who could snswer the politiecnl questions of the trainees, who

g
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were all volunteers and deserved to know whet kind of 8 future
they were preparing to fight for. Furthermore, the FED needed
& chance to develop the loyelty of the troops who were presumsbly
%o Inslell and protect its leaders on Cuban sell az members of
8 provislonsal government.

37+, Thin was one example of m high-handed sttitude toward
Cubans thet beceme more and more evident ns the project progreseed.
Cubang were the basle ingredient for & successful operaticn and,
although the aim of hoaving the exdiles direct notivities was
probebly ddesldistic wnd unattaineble, nevertheless the Agency
sbould have been able to organize them for masdmm participation
end to handle them properly to get the job done.

An American Operation

38. But with the Americans running the military effort,
running . Redio Swvan, snd. doing unilsteral recruiting, the cperation
beceme purely an Americen ome in the exile Cuban mind, and in the
public mind as well. In by-passing the Cubans the Agency was
weakening ite own cover.

39. The officiel sttitude which produced this situation
b reflecied ln the project's progress reports. In November &
report noted that the Agency hed "plenty of flexibility to choose
the Cuban group we would eventually sanction =& a provisicnal
government." A Jemuary report indicated that the Agency, raother

than the Cubans, wes mzking the plans and decisions: “We have
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charted five different lists of jroposed essigmments Tor any future
provisional government of Cuba and are compdling biopraphic dsta
on those Cubane who might be utilized by ws in farming = future
Cuben government., " .
bo. The crowning incident which pibliely demonstrated the
insignificant role of the Cubsn leaders end the contempt in-which
they were held cceurred at the time of the invesion. IToolsted
in a Miami safe house, “"volumterily" but under strong persussicn,
the Revelutlonary Council members awoited the outcome ;af o militory
cperation which they had not planned end knew 1ittle sbout while
Agency-written bulletins were lssued to the mr:;.d in theds name.
L1, *hey hed not been moppets in the early deq_.rs of the
Froject. Some of the Cubmne had drewn up detedled operaticnal
plans for resistance in areas of Cuba that they knew intimately;
others provided cover and support. One wealthy exdile-even vol-
untarily went through the asspessment rewbine at Usepps Island
.along with the young trainees. They had resson to feel thet the
! project was in the nature of a jolnot venture, ot leank.

The Military Emphasic

Y2, Fub when the prolect begen to shift from = clandestine
operation to a militery cperstion, Cuban advice emd partieclps-
tion no lenger seemed necessary. Cubans who up to about
November 1960 had been close to some of the plans and opera=-

tlons were cut cui. To the military officers on loan to The
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project, the problem was & militery one, and their attditude
wis "to hell with the Revolutionery Couneil and the politieal
s5ilde.
b3. The paremilitary und the political scticn sections of
WH/L were not in effective touch with each other; in effect,
they treated thelr taske ma uvnrelated, and this wes reflected
in the field, The diminiched relaticonships with the Cuban
lesders were s measure of the extent to which people in the
project became carrled away by s mllitary eperation. B

Lk, ‘The effective utilizatlon of Cubans snd cooperaticn
with ‘tb.E‘mlWﬂ'El also hampered to some extent because mony of the
rroject officers had never been to Cuba, did not speak Spanich,
end made Judgmente of the Cubans on very slim knowledge. I:J'u.
notable execeptlon was the propegendas section, which was well
quelified in this respeck.) They considered. the Cubang un-
trustworthy and difficult to work with. Members of the Rewva-
luticnary Couneil have been deseribed to the ilnepeciors as
"idiots"” and members of the brigade as "wellow-bellied."

45. Eowever, many staff employess in the project realized
thet the Cubans would have to be dealt with reslistioally and
gllowances made Tor thelr differences and weslmesses. In some
inztances, case officers aschieved gquite remarkable repport

with the Cubansg they were handling. These officers were ones
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wie had had considerable experience in dealing with foreign
natlonala in varlous parte of the world, ond the resulis showad
it.

Deeling with Cubans

kA, Bome militery officers on lcan to the project wers less
successiul in dealing with Cubans. They elwply gave militory
crders to these forelgn naticnals and expected to be obeyed.

k7. BSome of the contrect employees, such as ships! officers,
treated the Cubane like dirt. This led to revelts, mutinien,
and other troubles. Some very eble Cubsns withdrew from the
project because of the way they were treated.

L. The inspecting team has received a definite imprescion
that thia operatdcn took on a life of its own, thst a pumber of
the people Involved became so wrepped up im the operation as
puch that the:,:lu&t 6lght of ultimete ponls.

5. There iz & substantial question whether sny aperation
can be traly successful when the attitudes toward the other
people are 8o unfavorable. There does not seem to be much
excuse for not being eble to work with Cubans. If thie
netionality ie eo Aifficult, how can the Aeency poesibly sucecesd
with the netlves of Black Africa or Boutheast fgiafl

B0¢. The Agenecy, and for that matter, tke American nation
is not 1likely to win many people awey from Commnism 12 fhe

Americans treat other nationzls With condescension or contempt,
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ignore the comtrdbutdions and the Imowledge which they can bring
to bear, and generally treat them as incompetent children whom

the fmerleans mre golng to rescus for reasons of their owm.
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J. CLANDESTINE PARAMILITARY OPERATIONS -- JRE-?:

1. The first attempt at 4 clepdestine air drop over Cuba
took place on 28 September; 1950. (By coincidence this was the
pame nipght sz the firat mritipml operation. ) A 100-man srms
pack was dropped for an agent ra._lted a8 having coasiderable: poten-
tlel a5 & resistance leader. The crew missed the drop zone by
seven miles and dropped the weapons on & dam. Castro forces
scooped them up, ringed the area, caught the agent and later
shot him, The airplane Zot lost on the way back to Guatemsla
&nd landed in Mexico. It is still there.

2. This operation might have indidated an unpromising future
for air drops. In fact, its faillure was influentisl in persuading
the chiefs of the project of the futility of trying to bulld up an
internal resistance organization by clendestine means, and vithin
the pext fev weeks the cperational emphasic wes beginning its
fateful ewing toward the overt strike-force comcept. To this
extent the portent of failure was heedsd, but it 4id net suffice
elther to helt the alr drops or %o ensure arrangements for their
success. The attempis went on and on with results that were
mostly ludicrous or tragle or both.

3. On 26 December 1960, Esadquarters received word that a
Cuban’ agent, who had been given Ageney training in this country,
wented an air drop of not more than 1,500 pounds of demolition

and sabotapge materiel end wespons.s He clearly speeified the
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layout and the location of the drop zone, and slso the amounts
and kinds of materiel desired. 'n"H,r"h cebled this requirement teo
the air beepe in Guatemals, where all the flighte criginated.
However, the Development Projectsz Divisicn (DFD) then cabled
Guatemale that arme and smmmition would be dropped with food o

moke o maximum lood, also £00 pounds of leaflets for o drop

elsewhere. This coble wos not coordineted with WHS4, which sent
a megsage to the esgent the following dey stating thet o earpos
drop would teke place as requested mnd thet the wefght would be
1,500 powmds.

Rice and Peang

%. A drop was made on 31 December. The 15-man recepiion
teem received, not only 1,500 powmds of materiel which wam dif-
ferent from the original reguest because the specific 1tems could
not be packed in wwterproof containers in t:me,.‘but zlao 500
pounds of beans, 800 pounds of rice snd 160 pounds of lard.

5. This wae the anly drop to this Cubsen agent. He waa 8o
vexed with the drop that he came out of Cubs specificslly to meke
a eomplaint and to cancel a succeeding drop which hed been plamned.
He gtated that he would not sccept asnother drop, no matter whot
the cargo wog. He polnted out that the Apemey bnd endongered ke

- gafety by dropping cergg which bhe had not esked for, did not
need, end could not handle. TFurthermeore, the sdrermft hed steyed
in the vicinity too long, had :f'ic-wn with its lending lighte an,
bad cireled around aod made numerous U-Lurns and even dropped
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propagandn leaflete oo his property. He declded the Agency locked
the professionel competence to meke clandestlne air drops.

6. Thie ocperation wee recorded as "successful" by the Agency
beeauee cargo woas actually delivered to the people it was meant for.

There were four such "successes” dn all, out of 30 miselonme flown

up to 21 April 1951. (The Fiscal Year 100L budget called for 105
air drops.) The first of these tock place on 30 December afier
mumerous attempts beginning in mid-October. There were 15 unsuc-
cepaful sttempts during Januery and February. . The third success
tock place on 3 March, when three agents were dropped (previcus
attempis to drop them had been made on T February apd 27 February).
The fourth successful drop was on 29 March.

The Successful Drope

T. Except for the rice-and-beans drop, the successiul drops
were 211 to an agent who bed been trafned In air reception pro-
cedures by otaff persoonel at Hesdquerters.

8, The three cargo drops known to be euccessful were all
mace in the Pipar del Bio Frovipee. In other words, practically
all the supplies went to one emall ares of western Cubs. Small
amounts ere thought to have been recelved in Camaguey and Oriente,
ut none in Metenzae or Eavens. Ten missione were flown into the
Egeambray at the reguest of an agent who hed no t:‘:'siu‘_;:ug in alr
reception,  Twice the eargo w:fs not dropped because the drop zone

was not locsted, =nd once the plahe turned back because of bad
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weather., Ono the seven occmsicns cargo was dropped, It wes efither
totally or in large part recovered by the Castro forces. Thres
times cargo wag dropped blind, three timea in the wrong place,
and onge on the drop zome when the reception committee wes not
thers.

9. In all, about 151,000 pounds of arme, ssmmition and
equipment were tronsported by air. Not more then 63,000 pounds
of this wae actunlly dropped) the rest wee Teturmed to base. OF
this 69,000 pounds, st lesst 45,000 pounds were captiured by
Cagtro forces, whe recovered all or a large part of ten drops,
campared with our egents, who recovered three. In other words,
cut of T5 tons which were sir-lifted, paramilitary egents
nctually got sbout twelve (about enough te arm 300 men, figuring
7,500 pounds to & hundred-men pack).

10. Bxcept for the one team, there were no clandestine
persomnel drops made or even sttempted during the entire prolect.

ILack of Procedure

11. The agente on the ground did not heve a standard
procedure for air reception (most of them had net been trained).
The locatieons of drop zopes were variously end insufficiently
deseribed by coordinates, sketehes, or sgimuths., In two operm-
tiong the requestipg zgents did Dot even have maps of thedir afeas.
In one of these WH/b hesdquerters, DFD and Mi=mi Base sach srrived

at a different set of coordinstes frem the reference polets glven.




e ]

Ino ancther czse the coordinstes given for a drop zone were in the
oeean. Reception partles propeosed to mark the drop zome with
varlous blzarre and impractical patterms, such es: two red lights
and one white light soout 15 '.l’ee:_t apart moving clockwise; Bn Arrow
50 meters long with lights et two-meter intervals; lights in the
form of a straight 1ine with = slgn in the middle 11t up with
Christmas Iignte (on thie one, the crew st one point mistakenly
identified cars on & road as the drop-zone slgnal); two crossss
gide by side; a triangle of three lights with a fourth light in
the center. In scme aresa there were go many emall lights in the
vicinity that no pettern could be located. For one doop the agents
mace four propozals io rapid succesedon: no lights, & nine-man
crogs, & line of five bor.af:i.res, & &0-meter line of colored flesh-
lights.

12, The standard lipht patterns taught by paramilitary instrue-
tors and generally accepted as hest, were (=) mn "L of ¥ 1ights;
{b) & "T" of 5 lighte; and {c) & cross of 6 lights. ALl lights
should be 15 to 25 yards apart, with one light different from the
othere.

13, The Cuban &lr crews must share the blame for the fellures,
as must thelr treiners. Folicy did not allew Am=rican observers
to go along on the missions te correct the errors. Pillot disei-
pline wes lacking acd instructions were not followed In numerous

»

instances.
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14,  For example, ene eir crew, under specific orders to short
the mission 1f the drop sone was missed on the Iinitial run and net
to search for it or cirele arcowmd, made Tour paases four mlles
é.v.m,y, sccording to the growmd report (which edded, "Pilots drimk
or crazy." ).

15. JAnother crew ccomander, under orders neot to drop umless
the T pattern wes positively 1dsntified, elected to drop witheut
geeing the T beceuse he had o "pocitive feeling" thet he was over
the drop zame. Ancther sircraft remained in the drop zone aren
41 minutes before dropping cargo.

Headquarters Direction

16. The Headquarters dirvection of these mir drops left much
to be desired. DFD, which cemtrelled the crews and plenes, never
hed e representative physically sesigned to 'n‘H,fii-_. and the two
gctivitien were operating in 8 divided commend situantion on the
besle of mutusl cooperstion rather than gerernily accepied manmge-
ment practice end military commend prinsiples.

17. Daily ccnsultation zroved impossible elthough thers wea
& requirement of it., There was trouble on cover gtories, on
funding, on security, and cn cebles, among other things. Tt was
difficult to determine where the responsibilitics of ane
camponent ended and those of the obher bagan.

18, The WEN parsmilifary chisf recommended that the DFD unit

be azsigned to the chief of the task foree for integration within
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his staff., Bub no action was ever taken, and the situatlon rem=ined
a5 described for the duration of the project,

15, WH/L and DED 414 not even sgree on deetrine and tech-
niques. In addition, =11 flight plans had to bhe personzlly reviewed
a&nd epproved by the Deputy Director of Cembral Intelligence (DDOT)
end by the 5412 Specisl Group. The requests for.air drops came
from Cubs by radio, secret writing or telephone to Miags and then
were forvarded to WH/li hesdquorters, which then put in an opera-
tional reguest to DFD, which in turn directed the Custemala air
base to mount the F1ight after approval had heen glven by DDOI.

DFD could and d1d release its own eables, without coordinaticn.

20, This cumbersome system was complicated even more by the
scarcity of agent redic operators inside Cubm, Sowme of the arrange-
mente had to be made by seeret writing, which wss not only slow but
contributed to misunderstanding. Wecessary lasti-minute changss of
Dlen by the receptioz groups or alr crews could not be comrunicated
to essch other.

Expmple of Confusicn

Z1l. The drop finally sccomplished aon 30 Decerber ie an out-
glanding example of the confuslion thet preveiled.

22, WH{4 informed Havapa that the drop would be made from
o0 feet. DPD told the Guetemels Tnse that the drop would be at
1,000 feet. Guatemals, on the other hand, felt that 600 feet

would be best. WH/Y informed the dgents that the aircraft definitely
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would make only one pass over the drop zone. But DFD autheorized
one 307 turp in order to make the d'rul..} good if the drop zone was
not loceted on the initilel run. (Actually, the crew made three
passes, ) This drop then falled (on 5 December) because the recep-
tion group understood that the plane would make only one pacs, and
turned off the lights when the plane came bzek for a second try.
Thers was also confusion over the time of the drop =pi the maber
of bundles. The difficultdes in arriving et an understanding among
ell perties concerned were So greant that this operatiom, first
Planned for 22 October, wae re-scheduled for L3 November; ruo on
& Decexber without dropping, then scheduled for 19 December. Then
this had to be changed to 25 December and fimelly to 30 December.

23. TFor another operstion WH/L told Guatemsla that the cargo
should weigh 6,000 pounds, but DFD fold Guatemala 1t could not be
more than 4,000 or 5,000 pounds, The DFD message was mob coordineted
with WE/l, as Cuatemnln then pointed out.

2li, . Bome of the techniques used by DFD were highly question-
zble. In one instanece DFD told Guatemslsa that in the event the
drop-zone lights were not seen by the crew the pdlot should never-
theless drop bls carge on the drop zone as determined by dead reckom-
ing. As it twmned out, the reception group had dispersed efter an
eneounter with & Cuban arpy patrol end was umable $o be at the drop
zome., The Casiro lorces then plcked up 2t least helf of the bundles

dropped. : .

= 195_



Supplies for Castro

25. 1In angther cmse 1,500 pounds of food and meteriel were
dropped plind {in the dark of the moon) on each of four hilltops
to a8 group which wee known to be in such & precerious position
that 1t was pot able to stay in place long enough to lay out a
drop zone. Again, fhe Cestro’forces got most of the loud.

26. In still emnother, DPD 4old Guatemale that turns were
allowed if the plone wos not limed up on the inltial rum over the
drop zone. The agente reported that the plene passed over twice
without droyping and that thiz alerted the Castro army to ettack
the rezigtance group and to disperse it.

£7+ fUnce two planes were sent over the drop zone half an
hour spart and allowed to make two pasees each. Not surpricingly,
200 militia gearched the ares the pext day apd seized the carpn.
The drop eltitude for another operation was set at L,000 feet. The
pllot reported he hed hit the drop zene fram 3,500 feet, even though
uneble o recognize the marker, bub there ls.evidence that the enemy
got &t leest hall the drop.

28, Ope eirceraft recelved heavy fire and was dameged. Iis
érei thus lesrned the hard +my thet dropping leaflete first had
kelped to alert the sres and reccmmended that in the fubure the
cargo be dropped first. Mlaml Base pointed out to Hesdguarters
thet 1t was & mistake to drop heavy weapons before & group had &

knmm capability of using them orhad speeifically requested then.

- log -
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2%. For s long tile the results of the drops, as reported
by the ground elements, were not forvarded to the air crews, who
£ot no critloues but comtinued to report successes when in fact
they were missing the drep zooe by many kilometers.

Handling en Emergency

30. The haniling of an emergency also left sceething to be
desired. Ope of the planes had to lend in Jemaica., The comander's

Phone ecall to an emergency nusber in Guatesals produced the Teply,

"Never heard of you." (Y <t e o
this landing ﬁm_,- who had sssumed (wrengly) that
—’ha.ﬂ. ‘M&n adyvised by Headguarters.

3. In Jepuary 1961 Division D of the Agency's FI Staff made
& stwly which raised Pertinent quesiions ebowut the air drops. The
project's paramilitory staff made a study in March ard concluded
that the Cuban crews did not have sufficient experience or super—
vised training in clapdestine paramilitsry air eperaticons to oeet
the preject cbjectives and that they were too undiscipliced to
chey imstructioms or to make correct reports. This study recom-
mended that contrzel Amerlean aircraft commanders be used, but it
did not receive the appreval of the pavamilitary chief and wvent
no Turther.

32. DFD zlso made an snelysis in March and recomended cer-
taln overdue corrective sction such as obtaining agent reports of

drep results for prompt dispateh *to the zir base {n Gustemls,
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critigues for each missicn regarding compliance with instructlons,
elimination of blipd drops, and better ldembification of drop zones.
DED cebled Guatemala on 7 March that an amalysis of the mission
results to date would be forvarded shorily to be used as & basis

for refinement of tactics and doprovement of ccordination with the
reception teams, And at the epnd of March m check pilot was ineluded
for the first time In & mission crew. He noted discrepancies din
pllot procedure and erew coordinstion.

Tardy Corrective Actlon

33. Theee corrective ectlone came too late. The ceeming
innbility to support resistance clemeobs augmented ihe growing
rellaace being placed on the idea of so amphibious strike force
to acocaplish the objective; then, s the strike idea took over
more and more, interest in elapdestine drops decreased anong
officers in charge of the project. On or about 28 March & poliey
declsion vas made thet there would be po mere clandestine drops
until after the szphibilous essauli. Inasmuch 25 the WE/4 cass
pfficers handling these drops were not lofcrmed as to the strike
plan or the date, this posed a problem for them because 19 drops
to speeifie drop zones were regquested bebween 28 March and 19 April,
and it was necessary to stall off the requests with such messages as:

"Don't give up hope. We'll drop ag soon &s we can, '

"Regret unsble mount BERTA. Definitely plemning support your

operation. Beg you understani our problems.”
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But the agents had their own problems during this time:

"UnJust to delsy operatlon 2o much. . .This is oot & pame,

"How lopg will I have to wait for the drop. The lives of

peasants and students depend on you.™

"Dear Allies: Arms urgent. We mode o commitment. We hayve

ceplied. You have not. IF you have decided to abandon us,

answer. "

"We are risking hundreds of pemsant families. If you cannot

supply us we will heve to. . .demgbilize, Your recponsibility.

We thought you were sincere."

"A11 groups demcralized. . .They consider themselves deceived

beceuse of fellure of shipment of arms and money according

to promise.”

Perhepe the citustion wee best summed up by thic .agemt mecsage:
"Irpossible to fight... .Either tke drovs increase or we
dle, . .Men without soms or equipment. God help us."

34, Tae Inspector Gepmeral reluctently concludes that the
agent whe was showered with rice and beans wes entirely carrect
in bis finding that the Agency showed nc prefessional compstence
in its attempts at clandestine air drops ioto Cube. Furthermors,
these attempts in their over-all &ﬁl‘ect probably huwrt the resis-

tance more than they helped.
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K. CLANDESTINE PARAMILITARY OFERATIONS -- MARITIME

1. WH/k Branch had two separate maritime problems. It
needed to transport men and supplies clandestinely to the ceast
of Cuba by small bosta, and it needed ships to transpert and
support sn amphibicus landing of & military foree, more or lecs
overtly. This section of the report will be mostly concerned
wWith small boat pperations.

2. The WE Divisfon had no essete in beingp there was ne
HAgency element comparable to IFD to call on; and for chacure
Teacons the Navy was not ssked to provide the help it might
heve. WE/L hnd to start -.r:1..'th nothing; there seemed to be very
little maritime jmow-how within the Apency .

3. The urigi_uai operatiomal plen called for building up
a substantial resietance crgeniration, which could be done
cnly if supplies and peopls were delivered to the right places.
During the criticel period March-Iecember 1563, WE/% had cne
boat, the "Metusa Time", & Sh-fool plemsure cruiper which was
lent to the fgency by a friemd. Two maritime operations
officers, more or less under deep cover, lebored from Merch to
October to outfit this boat and train its crew,

4. The beat went on its firet mission cm 28 Septecher,
offleading 300 pounds of carge and pleking up twoe exfiltrees.
By January it hed made five additional trips and trancported
sbout five tons, but only one infiltree. T+t had another

gucosssiul operstion in March 1961 and snother in April.
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5. In November end December there were oix olther successful
omall boat cperations conducted with beate owned by various Cubans.
The arrangementsa wores mads by in.d_{.ﬂ.cl_ug_:l_ cage officers at Miami
(there being no maritime pecticn) and mednly in response to
requests by the omners. HNo memorands of wnderstanding wers mada
and the agreements es to gupporting, egquipping, and ﬁm:;jng
theae Cuban boats were excesdingly looge, thus causing many
problems later. -

6. A Cuban would sey, "Give me o Lank of gas and 8 naching
g:.m; and you can use o:u' boat end we will help run £t." After
the operatfcn be was likely to came back and sy thot the boak
needed all sorts of emquipment which had been dsmeged by the
operation, snd many e]aiﬁw vere bullt up in this v.;,_r.

T- Although more thon twenly of thege boste were .nffgrgd .
to case offfcers, most of them were too small and tco limfted
in range to be of much use. Furthermore, the bad weatheap
which lasted from Decembar fnto i‘n'[a:c‘ch mads amall boat operaticns
ixposaible st & tima when they wers bedly needad. In January .
1961 there wos not & Bingle succeasful operation.

N "ox s

8. By December the need for some ERNNENNEEREY ot wos

becoming obvicus. The "Sea Culi" {ae;s"bela‘u] wag pleked up by

Headguarters sbout this time. Ih tumed oub to be a complete

i 71 B o i ' .
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"Lemon" ; one of the most experienced employece in small boobs
spent most of his time from December to June trying to get it
to run, and it never did partiecipate in en infiltration or
exfiltration operation. Aleo, sbout December a TS5-foot wyacht
the "Wozp", GENSEEENER. It had s 17-knot speed and A S00-mile
range and ran its first successful mission on 1% February.

9. About February the "Tejana" also beeare operablcnal .
This wes & 110-fool yacht which became available through =
Cuban cootact of & case officer. The arrangemente made by
the case officer with the Cuban owner were so vague 'Ehat.
ga}'meﬁt of pllls incurred was a continulng problem. However,
the "Tejana", in four operatione in March, infiltrated 19,000
pounde, ns compered with 12,700 peunds which hed been infil-
trated from September up to February by sll evailable boats.

10. The stetistics compiled by WH/L snd by Miami Pase
on the small boat operations ere somevhat confused and
inconeietent. However, the general pleture 18 clear. The
gzmall boat operations succeeded im getting ebout §5 pecple
into Cube clendestinely. Most of these were taken in during
March., Up to the middle of February only ten had been
succesafully infiltrated by this means, the first being in
mid-Novenber.

11. In the matter of srme, ammmitlon and other supplies

to the resistznce, the boat operaticns were nob an cubstanding

Reon
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puccess. From September to the time of the strike about 70,000
pounds were successfully 1nfiitrated. Thie was sbout three timeg
&6 mich as was put iz by air drops. The totel amoiott of supplies
put into Cuba by alr and boat cperatlons smounted to about 93,000
pounds (463 tons); this would be sbout enough to emelp 1,250 men.
Limited Ares

12, There was ome succeseful boat operaticn in Sephember;
two dn Qetober; three in November; six in Decembery none in
Joumuaryy six in February; thirteen in Merch; amd two-in April.
Up to Februsry only six end & half tome were semt in.

13. Ome should not get the idea that these supplies were
uniformly distributed throughout Cuba. Most of ther were
placed in one small ares, the north const of Cuba close to
Havane. The small boete did not have the renge to go farther.

14, In almost all cnses the supplies were transferred to
8 Cuben boat or an offshore key rather thean depealted on the
shores of Cuba itself. In the fzll, boast operatione were
restricted by policy to offshore rendesvous. By Jonusry Miami
had begum to plan beach landing operaticns as o means of
overcoming the unrelisbility of Cuban-baeged boats. At this
time Miaml Pase 414 not even have asrial photos of the north
coast of Cuba.

15. Of the 33 misslons rated as succeseful oaly 27 could

Te considered entirely so since the cargo oo the other operaticns
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was later receversd by the Castro government or the suceess
was only partizl. The receP\i:-inn commitiees did not seem to
bave hed mech training in maritime reception procedures.

16. Im sum, a small amount of meteriel was put into the
Havana area in the pericd September-December by some 111-sulted
small boats. Then by using the "Wasp" and the "Tejana” a
substantially lerger amount of supplies was put in durding {
February and March as well as some people, but to a Limlted
area only. At this polnt the "Berbars J" and the "Blagar”
(former 1CIs) were used because of their longer range =nd
larger size; however; for various reasons they were also
unsuccessful in placing anything on the scuth eonet except
at the westernmost park.

Lack of a Plan

17. Officers who worked on these operations reported
that there was no effective project plan for using smzll boats
to deliver men and egquipment tiforces insids Cuba who wers
best suited to use them to build up & powerful underground
movement sgainst Castro. According to these officers, WE/b
did mot plan small boat operaticns; the case officers simply
responded to requests by individual Cubans and groups. One
officer remarked that the Cubans were munnfing the operstions.

1B, 0f all the attempts made to land wen and supplies in

Cube clandestinely by water some of the most notable were made
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Ly the "Barbara J', & surplus LCT which the Agency bought in
Cotober 1960, It Wes intended that this craft would serve as
g mother ship for small boat operations and also provide &
leng-rangs 119t copability.

15, After a shahed.om voyage in December, featured by a
mutiny, the ship was scheduled for clandestine maritims infil-
tration of three paramilitary teams into Cubs. BF::Ltisuar thers
vas gome confusion nz to who was running the operation since
Mimmi hed been handling small boat operations and had made the
rendezveus plans for this one, but Headquerters hed responsfbilfity
for the "Barbara J". WH/4 then sent the chief of iis maritime
grcbion to Miamd to coordinete, to brief the captain, and to
dispatch the boat on its missicn en 16 Janusry.

20. The "Barbara J" put into Viegues Island on 31 January
1561 efter having been unsuccessful in putiing snybedy sshore
in Cube. The crew's morale continued to deteriorate. Some
refused to take direct orders, attempte to discipline the men
vers Ineffective, the engineers refused to stand watch, and all
of the crew warted to return to Mizmi and resign. Also, nine
of the ten mpents did not wish to stay on the ship for another
miseion.

A Sit-down Strike

21. fm bk February the "Barbars JY =ailed from Viegues for

& rendezvous on the south coast of Cuba, 24 crew members having
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been left on m Viegues bemch, where they staged 6 pit-down and
a hunger strike, On 9 February the "Barbara J" reported that
the contact had not ohown up at the rendezvous point.

22. After irying agsin on 10 February, the captein of the
"Barbara J" cabled: ''Teke & messape to Garcia: The reluctant
herose in fishing beat apain consplicucus by thelr shoence.”

On 11 February he sent another odd cable: "Last messnge to
Gerede: Your fishing TLoat gt1ll manifesting extreme shyness.
Buggeat next eperation oend in varsity." On 13 February he
sent: “Crufsed without making contact., Picked up small target
on radar, f.raci:ed. 1t down, and scared hell out of come Cisher-
men who wanted no part of us.”

23. The case offfcer and the team leaders had s different
story, They stoted thet when the "Barbare J" arrived st the
rendezvous point it was approached by & fmall 1:.--::&.1-. thr;t CEmE
at the right time and gave the correct slgnals, but thet am
the boat came alongefde the captain of the "Barbara J' crdered
two flocdlights turmed cn the beat which apparcatly scared it
away.  On 18 February the reception party sent o message that
their beat kad been at the right place at the right time and
thet & patrol boat bad showed up. The "Barbars J" arrived at
SRR, oo 1)k Februsry without having received arrival
instructiona. Om 1% February Misml sent a m:;.nn:gt eaying that

it wae petiing up facilities st Key Weat to recelive the

=116 - .
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"Barbare J". Upcn landing in Hey West Lhe ten paramilitary
agents, having been on this trip for a month after apending
two months in & safe house, were ready to resign and it took
& considersble amount of persussion to get them to stey with
the program. They were then sent to New Orleans for holding.
Farning & Cltaticn

2h. Several officers who were mesocismted with the captain
of the “"Barbara J", a contract employes scquired from Military
Sen Transportation Seriice (MSTS), have testified to his
drinking on duty, his bullying of Cubsns, and his disregard
for security. Drew Pearsom wrote aboub fhe drunken American
LET skipper who scared avsy Cubar underground leaders with his
ship's flocdlighte, and vho threstemed to abandon a sshotags
team. m 21 Merch the project's peramilitary chief relileved
the captaln of his command and requested that be be terminated.
However, the captain was retzined on duty end eventually
recelved full pay and & bonus for & six-month contract pericd
in the smount of 31,695,

25. WH/k BEranch initiated actien to get the captain
corzendsd by his parent service for cutstanding performance.
In July 1961 he was cited "for :nm]:lleting:\ an assignment involving
extreme hazards In an cuistanding manmer, and displaying exceﬁ—

tionzl skill and courage" and given the Navy Superior Civilian

»>
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Zervice fward -- the highest honcorary civilian award within
the suthordiy of the MSTS commander.

25. The brench had never taken sction either o clear
him or to convict him of serlous charges, =nd the high
commendation he recelved cssts doubt not only on the validity
of other WE/4 recommendations for merit cltatioms but also

on the quality of personnel management in the project.

Peeuliar Orpanizaticn

27. The crganlzation for controlling cl_.&nﬁ?_stine mertime
operations was peculier. The forwerd cperating bese fn Miami
had the mspmsi.'l.:ility for szall boeit operaticne but could not
run eny without Heedquarters epprovel. T: wes seldom £hat
Hesdguarters bad any query or refused to glve spproval.

28. But the Miammi Base did not have the equipment and
experience that were needed. For o long time the docking
facilities were inadeguate. The desirability of having &
base at Key Hest was recopnized as early as Hovember 1060, but
this base was not esteblished until mid-Februery. Tt was
insufficlently staffed and had & great many cover, security and
administrative problems on which 1t received little assistance.
At Tiret it was under the direction of the Miaml paramilitary
section; eventually it wes placed under the chief of the M-I.m'i

Base.
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29. The small stafl at Key West not only supported small

+ operations; it alsc had to take vhatever acticn was
necessary when disabled black flights came in to the locel Haval f
air station aince DFD had no representetive in the ares. Each
unsuccesaful maeritime operaticn doubled the work. Boats coming
back to a safe haven loadsd with arms and explosives, ususlly
crewed by Cubans end sometimes disabled in wvarfous ways, had to
be ';ml.ond:d ageln by vhoever was avallable among paramilitary
case officers and security and support people. A few stafl
employees worked almoat arcund the clock for & month loading
and unloading cerpgo without benefit of even a forklift. Many
tans were so hendled.

30. It is clear that there was no over-zll policy in regard
to the smwall beats. There was no clear directive as to whether
to acquire short-range, speedy boats or long-range, slower boata;
whethber to use fishing craft end crews or special-purpose boats
built specifically for our use. There was no policy cn the use
of a mother eraft. There was no conbrel over the amount of
money spent oo these small boats and their cutfitting.

The Meritime Unit

31 i-"H,.fh Headquarters hed a stalfl employee whose job was
emall boat coordinmator. This meant, in affect, checking
proposed operations with the intelligence section, extending

approvale and keeping records. '.-m,fh mlsg had a separate maritime
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wiit which handled the technfcal side of the amell boats,
approved funds for them, and srrvanged for persoonel for them,
but had nothing to de with their operaticns.

32, This maritime unit alsc had the responsibility for
acquiring and fitting out the lerger ships such ne the
"Barbara J, the "Blagar', the three LOUs and the ships ussd
in the strike. This unit =lso had the responsibiliity for
training underweter demolition teams, directing raiding
operatione, end overseelng the Viegues Rase.

33. The lack of equipment, the shortage of experienced
perscennesl , the press' of time end the probleéms of coordinotion
are shown by the experience which the maritime unit had with
the scguisition and outfitting of the ICIs end the LOUs. The
TTEES -u:u:t’ time hardly sllowed for advertising for specific
tyres of craft or soliciting m:umpeti;:ive bids. The two LCIs
{the "Barbera J" and the “Blagar"} wers purchased from a
private corporation in Mismi for $70,000, #About 3253,000 was
then sp-e'nt in modifying, repairing and cutlfitting them.

34. This work, which extended over & pericd of several
matbths, was directed by officers from Headquarters duxring
short temporoary dubty tours in the Miami area. The dey-to-day
5upe:nr..tsion of the work was under several Kavy chief petty :
officers (borroved from the Ageney's Office of Treining) who

had no cootact with Mlami Base, ho authority to spend money or
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give orders, and no channel to procure parta and equipment.
The technical and training sbllities of these Haovy chiefa were
grossly misuced by the project; much of thelr time was spent

at stevedore or deckhand labor,

Training on ICUa

- RN

S . iccc LCUD

were bought directly from the Nevy in September 1950 et
$125,000 each. Supposedly in operating condition, these
craft bed been stripped and were in such bad shape that they
could hardly be moved from the dock. The dozen or co Agency
employees who went to Little Creek to gel them into opezrational
condition were so busy wlth repeirs that there vas 1ittle time
left for lesrnime how to operate the eraft, even though some
membere of the group were not familier wi-t;;u LoUs, the engineers
did not all know engineering and the skippers did not all kmow
nevigation. Thie group got the LCTUs to Viegues Ieland somehow
and proceeded to train the Cuban crews, which, however, were
given no training in night landing and wvery little in navigation.
6. In all, about $1, 400,000 was spent on boats snd shipe,
and the tetel ecst of the merdtime phases of the project was
about 42,679,000, Weges were a considersble item. For exsmple,
ship's masters on contract were budgeted at 32,500 a month, cooks

at $1,000. There seemed toc be & general failure at the fop to
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realize how much boata cost to run apd to keep in repair. The
arrangement whereby officers in Headquerters tried to control
the expenditures beiog made in Florida to repalr and operate
boats which were urgently needed was highly impractical. The
high eost of boats in this project s well {llustrated by the
dismal case of the "Sea CQull".

Cage of the "Sea Gull"

O S —
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vicuoly been used to serviee offshore oll-drilling rige and was

estimated to bave 8 fair market value of $7k,500.

38, The request for approvel g +cc oipgned
for the chief of the project by a specisl asaistant in the FI
section (ecting for the meting chief!) and approved by the
Deputy Chief of WH Division (mcting for E_.ia chief). Tt wos
ﬂ christened the "Sea Gull"™ and tmnsp(n:t.cd_-
to Mismmi, vhere it Droke down 500 yards from the pier on ite
first triel run., Om 6 Josuary 1961 it wes estimated that
repairs and modifications would cost $10,000; by 30 January,
the eatimate had growm to $32,000; by 22 February, o
440,000; and oo 24 February, the shipyard doing the work

submitted a bill for $65,000! TIn nll, the "Sea Gull" cost:
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Repairs (eventually reduced from $65,000) 55,000
Communicationa gear, tools, arms, navigation

aids 1k, 000
111,500

’

39. The "Sea Gull" was not ready to be used until the lset
week of Morch: at this time it was commandsered (slong with the
“Wasp"} by = headquerters unit which wes steging e deception
cperation in connection with the amphibious strike, over the
atrong prhtests of Miami E&se; *..-hin.h never got to us;n. the boset
on an infiltration operaticn.

L. The lack of gualified persoansl, the confusion of
responsibility, the lack of planning, and the skyrocketing
cogts in the maritime aciivity led to & high-level request for
the assignment of & gualified senior Haval officer to the
project. UWhen a captein reported; no -:anr.; geemed to know what
te do with him end, after he ‘tr:i.efl:;_r visited Minr-r.i end Key Weat
Thases, he wasg sssigned to the nowl side of the strike planning
at Headquarters, He is reported to have been not .ent.{:cl}'
happy with his brief Agency tour. Im any event he was ancther
example of pecr handling of people im this project, and pe was

not glven & chance to solve the problems of maritime operatlons.

§1. Tt is apparent that the Ageney had very little capability

for maritime cperatlons even of a elandestine nature. Tt lacksd

-
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trained personnel, boats, bases, trioe, snd organizaticn.
The employees who worked 1o this sadly slighted metivity were
well avere of this, and morale was not high. As one of them
gaid, "The lowest kind of cperations officer is n paramilitary
operaticns officer, and the lowest kind of PM officer 1a =

maritime operaticns officer.™
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L. CLANDESTINE PARAMILITARY OFERATIONS -- TRAINING UNDERGROUND

LEATERS

1. Early in the project s carefully selected group of
Cubens was trained for infiltratiom inte Cuba to orgendze
resistance. The locose mansgement of the project 1s illus-
trated by the confuslon between the headquarters clewenta
and the troining elemente over whal these men were beilng
trained for, and by the fellure to have their misslons, mezns
of entry, and receplion resdy for them.

a. T.'he trained Cubans put into Cuba were oo few snd
too lete to do very mich, and the strike plamners ipnored
them. The cost of training acd bolding these men probably
ran well over & millicn dollers, yeb most of them were never
uged for what they were trained 4o do, and some were not used
at gl11. i

3. This partleular endeavor began in December 1559 when
the WH Divislon made & declslon to pick & small group of Cubans
and train them to Train other Cubans for infiltratlon into Cuba
in small paremilitary teams to organize resistance forces.
Fossible training sites in Pansme were surveyed at this time,
but no further metfion was taken. The basic policy peper
epproved by theI Fresident in Merch 1960 included the shove

rroposal.
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bo In April 1960, the Cuban leader Manuel Artime, who wes
in Miomi, offered a number of hiz followers as recnu_-;;s for
this program. Useppa Island was scquired as an sspessment
and holding site, and s preliminary screening of the candidates
for the training program began.

5. During May end June 1960 complete polygraphs, psycho—
logleal and pesychiatric tests, and evaluations were obtained
on 66 individuels. Basic Morse code troining was begun &t
the island. In June 29 trainees were sent :[_';-cm_li.rue;upa Ieland
o Prmmn-a. for basic parpmilitsry treining. .Im July 32 trainees
were sent to Guatemals to ‘-ue trained as radio vl:-'_.ner:al:f;vt:ur'.t'na*.J and-
Useppa Tslend was then closed dowmn.,

The Training Site

6. A worse treining site could hardly have beon, chosen
then the cne in Guatemals, it belng almost ineccessible, with
ns training facilities and almost no living facilities. The
irainees were put Lo work building the camp, working during
the dey and studying at night. This went oo for several months.

T. The oumber of Amerdiesns =t the camp was held o = bare
mindmen for security reasons. They were represented to be
elther tourdets or adventurers. The camp commander was also
the chief of tralning snd the project officer for Guatemala.
When he arrived, he had %o set up the tesporary camp, find -un

erea for a permanent cemp, contract for bulldings, supplies,
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and equipment; he also had to find eltes for a sultsble air base,
& maritime base, and a prison and contract for these facilities
to be b‘li;l.l‘t. He haé three assistante: a communicgtions officer
end two contract employees.

&, The initdal group of peromilitery trainees was trans-
ferred to the Guatemale Base from Panama after two months of
tradning. By 23 August there were T pa:mnﬂ.):l.'t_:-ur:,’ trainees,

3% communicetions trainees, and nine steff snd contract employees.

%. By Seplenber :J-:qhe tra.ining x:am{.uh&.d eucrugh.f_ﬁlcmtics
.a.nﬂ. inetructors to begin e four-week beslc tre.iping Course.

The trainecs were uartﬁﬂ. Into sc'.'cn-:.mm Teawns according to

their area knowledge snd their aptitudes. Sixly were selected
to go into Cube (either legally or illegally) =nd to contact
resistance Froups; &0 were selected for action temms to go in
illepnlly ond join the resistance groups that had been contacted
by the firet teans; the remalnder of the trainees would be formed
inte a ;mau. conventionnl strike foree. The tralning base
expected the fteams to be ready to go in October and asked Bead-
guarters to provide the infilirstion pleans.

10. The trainers did net reslize that Headquarters had
changed the plen. Already in July the FRD, the exile political
fromt, had been asked o provide 500 individusls for a para-
military actien coedre, snd the training base was esked if 1t

could accommodste this number. Obvicusly, 1t could not.
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Conditions sctually got worse. In September the traiofing camp
was plogued by torrential tropical rains, shortages of food
and supplies, plus trouble with agitators and heodlims among
their recently arrived traimees, who were not being screened
end sgeessed as the first onea hed been. The training base
chief got into disfavor with Hemdquarters apperently because
of his blunt cables asking for assistence. "My men are going
hungry and barefoot.”)

Request for Miasions

11. In Qctober the infiltration teams thet had been
selected from among the trainces worked ouwb deteiled opera-
tional plans for themselves, complete with maps, propagands
handowts, and resisiance operations. When the base ammounced
that about = hundred men were reedy to go, Headgquarters replied
that it was proposing the 1llepal infiltretion of the teams in
Hovember by beat. (Aetuslly, the only boat the preject hed at
this time was the Sh-foot "Metuse Time".) Eesdgusrters further
cabled that it wos engaged in preparing & general plan for the
employment of the dnfiltration teams but that the details were
not yet ready. The base chief was recalled in October, and
thereafter the training base bad & new chilefl each week far five
weeks., (ne tralpee was put into Cuba legally at the end of

October.
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12. In November 1960 (12 months after the original decicion
hod been made to train Cubsn teams for reslstance organdzation)
ten tesms were reported ready te go. Put they were still auaiting

HEeadquerters plons for infiltretion. In a1l 178 men (including

‘23 radio operators) hed been trained in eecurity, basic clendestine
tradecraft, dmtelligence collection and reporting, propogands and
agitation, subversive activities, resistance organirstion, Tecep-
tlon eperaticne, explosives and demcliticns, guerrills action,
and silmiler matters.

13. Hesdquarters approved the use of 60.of these men for
the resistance teams; all others were scheduled fo begf.t.n fc-r.;ml,
conventionel combat troining on 15 Noverber as an element of o
gtrike force of 1,500 men. This drastic change in over-sll
plen was announced to the training base by a cable on U Hovenber
and led the base.t{: plead for closer eoordination in the future
between Headguerters planning end the field treining. During
this month six trainees were moved to a Mismi safe house where
they steyed for two months, sveiting trensportation inte Cuba.

Move to Fonomn

1. In Tecenber 1560 Headguarters advised the training
bace that it was expecting approval of ite operaticnsl concept,
which included internal resistance stimaloted by tesms as veli
es the use of a ground and eir asssult force. It advised the

base that o TS0-men brigede (instesd of 1,500) was being planned
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and that 80 men (instesd of 60) were approved for infiltratien
teams. During this month the 80 men were moved £o Paname vhere
they were held until somebody could find out what to do with
them. An offer from DFD to give them jump treining was turned
down by the project.

15. By January 1961 the morele of the treinces in Penams
hod declined considerably. There was not even en Interpreter
aveileble for briefing end debrlefing them. Hesdquarters then
had 2L of them brought to safe houses in Miami 3o be made ready
for dlspateh. Twelve radic operaters wers moved from Pansna
to the Agency's training base in the United States for Turther
troining.

16. By February 1961 the 32 trainees stilll in Pansma were
described as dislllusicned and at the breaking point. They
were then tronsferred to a base in Hew Orleans 4o be piven
additional tralning in sabotage and mir-maritime recepbion.
February wme actuslly & red-letter month. Six of the radie
operstors were infiltrated legally. On 14 February the firss
resistence temm was put into Cube, end two more tesms went in
at the end of the month. However, the two teams which had =at
in a Miami safe house from mid-Novenber to mid-Janusry returned
to Miami in bad humor in mid-February efter = month on the -

"Barbars J" circumavigating Cuba swithout being put ashore.

»
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17- 4n effective infiltration mechaniem never was developed.
Fot one of the parsmilitery teams wes ever delvered by air. om
29 March the project was ublr_; to put four agente Into Cuba through
Guantenemo Bage. It 16 not clear why thie could not have been
done earlier. HNo infiltretion was ever tried by pubmarine.
Morale Problems
18. On 10 March 1961 {16 monthe after the ariginal decialen
to trein resistomce teams)} the 90 men who had been trained for
this vere distributed ss follows:
32 infiltrated, imeluding 14 radic operstors
5 at sen on a sobotege rizssion
£ in Kew Orleans as mewbers of e raider team
20 in New Orleans still mwaiting infiltraticn
19 detached to Mlamd for yarious impending operations.
The morale of the remaining trainese wes low and their anger high.
Tole coused n grest many problems In New Orleand. Some of these

men had been held dn five different coups over a ten-momih pericd.

0o 30 March, ebout three weeks before the invesion;, the remainder

of the group {sbout 20) were transferred to Mismd and turned loose,
being described ns a collection of spoiled individunls diestinguished
by bad conduct. At lesst 30 of the agents who were recrnited

between May and September 1960 never gob into Cubse at s1l; smong

the 30 were eight whe came into the project in the originel group
in May 1960 and who were in treining almest continuously from thet

time up ta April 1561.
LUTAT
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19. The time epent in training is no messure of the gquality
of the training, of course, and there was undoubtedly a great
waste of time. One of the Cubens trained for infiltration into
Cubae wrote that after he arrived in Panama in December 1960:%...
during almost three weeks, the only thingh I did...wms cleaning
a small dam and the shoting rempe. after that we just din't do
enythingh, just eleep end oate, thats al1l."™ When he arrived 4in
Florids on 18 Jemuary: "There, the same history, sleep, ea.t,‘.plus
cord and watch television. The only training I receveld durdng -
that time was on -scc:re'.!.' writting, wich was very good but nothing

elee,"

The seme agent pointed out serdous deffieiencies im his
weepons training and his final brieflng.

20. Ome of the Instructors in Guatemala in the early montha
later elaimed thet onmly two instructors knew thelr btusiness; the
others were chosen from the trainee cadre, whe bad only = hs.u:k—
ground of two monthe' training themselves. He inelnded hipself

smong the unguelified.

Traindng Oeiseion

2l. The remoteness of the fraining site caused =2dditional
difficulties. When brigade tradning sterted on 29 November
there were only two compasses for k05 troops, and these belonged
io trainese. Compasses had Tiret been requested on 2 G:tn‘ner,-
but when they were not received the tralning in thelr use had

v

to be omitted from the program.
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22. More serdous, there had never been any definition of
training goalse, and the base and Heedguarters were working at
crogE-purpoges. The chief of the training base in Gustemala
never recelved any letier of instruction.

23. The situaticn at the New Orleans Base in March 1961
wag even oore chaostie. The :Ln.s-truc:torﬁ i‘oimﬁ & tralning ares
which was 9::% pwanp ond filled with polecnous snokes. Temolitlon
clagses had to be conducted aleng o footpath lepding from &
theater to a mess hall, with constent interruptions from
pessere-by. Nobody seemed sble to define the training thatr
wae required. A demoldtione instructor was assured on arrivel
thet the group he had come to traln dld not nmeed the dnstruction;
in sny ease, there were no explosive training materiels, no
sdeguate renge, and.nd gear to set one up. fAnother lmstructor,
aent to New Orlesns to train @ small reider group, found himself
expected to train, orgamize aod equip & 90-men guerrills force.

A week later he Tound himself training a 160-man assault bettalicn
ingtead. The training reguirement wms never spelled ouf, snd the
tredining equipment never showed up.

24. Troeining activity of verious sorte wes going on econtin-
uwally; there were requiremente for everything from counterintelli-
gence to small boat hendling. PBut there was no full-time chief
of tredinling in the projest o oversee requirements, define

responsibilities, set up faciliifes and provide support.
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Conzequently, whal training was done; wes done without control,
by individual cese officers doing the best they could. How
effective thie training was cannot be determined. Much of it
took place dn Mioml, where personnel from the base were instruct-
ing Cubang in Intelligence collection, counmterintelligence tech-
niques, psychologicel warfare sctivities, or paramilitacy suijecta,
according to need.

£5. The training was neceseerdly conducted in safe houses,
and required a considersble expenditure of time on .the part of
base persommel. Other training wes conducted in the Washington
area, usually by case officers. One men wes trained in s hotel
room to make a parachute jump (he made one successfully!). Mamy
Trequesta were levied on the Cffice of Training for instructors
end trainiog meterials. But these were uncoordinsted snd wasteful.
Memy of the Instructors, when made svailable, were not used in
thedr specislties, ending up in asueh jobs as stevedoring instesd.

26. A4 well thought-out project would have had s training
annex wiich would bave ladd epecific requirements on the 0£fice
of Treining, particularly when the training of hundreds of people
wae &n integral part of the vemture. Instead, the requirements
were met in plecemeal and dmprovised fashion, under difficult

conditions, end with dublous results.
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M.  SECUKITY

1. fThe assault on Cubs 18 generally aclmovledged to hove
been & pocrly kept secret. It could herdly have been other-
wise, considering the complexity of the cperation and the mumber
of people involved, both Cuban end Amerdcan. The inspection
tesm did not make a detalled study of the security espects of
the operaticn Tut ceme acrops meany weolmesses in the protection
of informaticm and metivities from those who did not "need to -
e,

2. In genersl the Cubanes who were in the operstion do
not seem to have ]:m.d. any real understanding :::-1‘ the need to
keep quiel ambout thelr activities. Many of them konew mick
more than they needed to kmow, and they were nol compartmented
from each other snd from Americans Lo the extent that was neces-
gary. For exazple, ome wealbhy Cubsn who was close to the
cperation was beling contacted by at lesst six éifferent stalffl
em;ploye?s.

3. Some sgenis were being bendled by two or three
different case officeras at the pmme Time, with confusing results
and loack of control. Many of the agents who were sent inlo
Cubs hed knowd each otber during tredining; for example, a dozen
radic operators hed been lrained s= 8 group. If one was arrested,
ne would kmew who the other ones were. Ome radio operstor inside
Cubz was aware of almest every peramllitary operation in Cube

from the beginnlng of Lhe project.

— 135:—
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4. Agents who vere supposedly well trained disregarded
elementary rulea of personel security and were srrested becaouse
they needlessly gave away their true idsntities by visfting
relatives who were under surveillsnce or by carrying ldentifying
documents in thelr pockets.

Haezard in Miami

5. The Mlami area represented & particular hezard beceuss
stories and rumors spreed rapldly threugh the large Cuban
community, which included Castro agents., Movemenis of boate
and pecple goon becams known. One agent, who hed been indiltrated
into Cuba by boat, reported later that within three days his
foamily in Mismi kmew when and how he had lended, because one of
the crew members of the beat had told meny people in Miami about
i%. Letters from the Yraining camp, although censored, menaged
nevertheless to convey information So the Mizmi Cubsmns.

f. The Americans om the project in memy cases alse failed
to observe strict security discipline. Ome senior case officer
holding en cperational meeting with Cubans in & Miamdi motel was
overheard by & eifdzen, who reported to the Federal Bureau of
.'I.'Jwes-tig,s:t.im.

T- It h=s Leen testified thet the security measures at the
trafning cemps in Guatemsla and at New Orleans were inadequate.
Furthermore, the fraining camps had no adequate counterintellipsnce

cazability. Except for an instructor borrowed from the Office of

- 436~ o
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Training for a Tew weeks, the Agency vas wable to provide a
counterintelligence officer to the campe. Thfe leck was serious
because, in order Lo obboin & great many recrults for the strike
force in a hurry, there woo very little screening of the
volunteers, and some who were sent ©o camp hod been fnadeguntely
checkad.

Poor Backstoppiog

8. TInstences were noted of poor beckstopping of the cover
stories of Agency employees, sketchy briefings on cover, weok
cover stories, and faulty documentation. Mueh of this can be
ascribed to lack of attenticon to detzil dus t:j the prese of
time. Meny of the esrly difficulties in Guatemals stemmed
from the inmdvisability of providing supplies and support to
instructors who were posing as "tourists” and "soldiers of
fortuse". This pretenme eventually had to be dropped becsuse
of its improacticality. A serious weakness ghowed up in the
moor arrangements for backstepping overflights (for example,
the plane that Janded in Jamadica).

9. GSomewhat curiously, a strict compartmentation was
applied in ceriain arems of the project which aectuslly denied
Infermation to people who needed 1t. Those _who were engiged
in running agents into Cubm were never allowed into the War

Focom or given the plan for the strike.
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19, TFor sgeurity reasons, the resistance olements inside
Cuba were not advised of the time gf‘ the asgszault, and could
hardly have rigen up even if there had been 100,000 of them.
The entire complemsnt of the Mimni Base woas likewise minformed
and was unprepared to teke actlcon when the strilke opeurred.
Staff employees at the Miaml Bage, who could have benefited by
gpecial clezrances, did not get them until much too late.

Use of Guatemala .

11. The wre of Guatemaln for training beses wis, in terms |
of securlity, unfortuwate. It is cbvlous now that the traini;:g
could have been done more Becurely in the United Stetes (=3 for
example, the tank crew training, which got no publicity at all).
The Gustemals cewps were not easily hidden and not easily
explained. The =ir bage was located on a well-traveled Toad
and in view of & rallrcad where trainleozds of Cuatemalens
frequently balted on @ Biding.

12.° It is strange that the tmaining of the Cubens was wnder-
tazken in & forelgn country, where the trainses were necessarily
exposed te the natives and reporters could plek up information.
Frepumebly this was dooe oo grounds of securdty and nﬂu-ut;t-r;l.—
butabllity; however, the radio operators who were trained in
Guatemala were later brought to the Tmited States for further
training. The force for the abortive diversionary expedition

was trained in New Crleans rathdr than being sent outeide ths
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country. Other Cubsans were troined in both paramilitery and
esplonage subjects In the outekirts of Mismi and Weshington,
and stlll others were trained on Armerican soll at Viegues
Island. Of sll these training loceticnn, only the coes in
Guatenala became known to the world.

13. It is ecknowledged that many Cubans and ﬂmerican_s
obeeryved strict security discipline, that the. security uffj':cc-.rﬂ
of the project made an outstmnding contribution, snd that many
srrengemente and mctdvitiens sre not open to criticism regarding
their securiiy. Unfortumately, this was not gma. enough for =
project of this size snd impar.'tsn:e, canducted by 'prai‘esaiunul
intelligence officers.

1. Becmuse of the operation's mapnitude, the errors
commiited resulted inm the exposure of Agency personnel and
modus operandi to wany uncontrolled individuzls, both Toreign

and American.
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N. AMERICANS IN COMBAT

1. During the invasion lending two Agency contract
employees, assigned as operations officers sboard the two
LCTe, went ashore to mark two of the beachea and exchanged
gunfire with Cuban militia. One of these employees had taken
part in A sabotage reld oo a Cuben ofl refinery s momth
earlier. Foth of them engaged in rescue operaticns along
the Cuban shore after the brigede collopsed.

2. Im late 1360 the project lemders were becoming deubbful
of the motivation of the Cubsn pilets they were trafining snd of
Their ability to perform tactical missions successfully. In
January 1961 the Apency requested the Specisl Group to authorize
the use of fAmerican contrmet pillets. The autherization given
was limited to the hiring af the pilote and reserved for Ister
declsicn the guestion of their mctusl wse. The Speclal Group
alao granted suthority to recrult end hire American mesmen to
gerve In the invasion fleet.

3. Three Americsn contrect pilots with long Apenoy
experiencs were made aveilsble from ancther projeck. A number
of other pilots and air-crew techniciasng, memberz or ex-members
of several Aidlr Natimmzl Guard units, were recrulted especially
for the project in early 1961 imder cover of a nobional commercial

COREnY .
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L. Threugh the first dey of fighting, 17 April, only Cuban
alr creve were uged for combot or drop missions. OFf 11 Cuban-
manned B-26s which hnd geme over the besebhesd, only three hod
returned to bese, and four of the others had been shob down.

Thet night the available Cuban crews were exhsusted end dispirited.

5. Om 18 April the hard pressed exile brigede was ealling
Tor air gupport. Two American fliers volunteered to go, and
geveral Cuban crewa follewed their exsmple, The result wes a
bipghly successful mttack apgsinst a column of Castro's forces
moving on Blue Beach. Four American-manned aircreft wers in
conbat over the bemchhend the following day, and twe of them
were ghot down by Castro's T-33s. ILater the same day twa
American crevws returned for another sortie. Four Arerican fifers
were sither killed in combat or executed by Castro forces after
being shot down.

6. In adiition to these actioms, en Awerican-manmed FEY
patrolled the woters south of Cube for o total of 57 hours
during five days on a:l_t'-scs_h. rescue and commmications relay
dutyr.

T. The fAmericsn plliots lost im combabt were awere of United
States Govermment spensership and probably alse of Agency interest,
but had been instructed not to inform thelr families of this. Tn
spite of wide press coverape of the Invasilon faflure, the story of

the American pllots has never gotten into print, although its



sensationzsl nature still makes this & poesibility., In dealing
with the surviving families 1t has been necessery toc conceal
connection with the United States Govermment, Thies effort hes
been complicated by the fact that the ariginel cover story wes
changed and & second noticnal company substituted.

8. The resclution in B Secure rmnmer of the legal and
moral cleims arising from these four deaths hag been costly,
complicated end freught with risk of disclomme of the
Government 's role. These problems were aggravated by the
inclusicon in the egpleyment comtracts of certain unnecessarily
complicated insurance clauses and by the project®s failure te
prepare in advance an effective plan fer dealing with the

eventual legal and security problems.
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a. CONCLUSIONS AND RECOMMENDATIONS
Cortain basle concluslons heve been dravn from this survey
of the Cuban operaticn:

1. The Central Intelligence Agency, after star't-iug ta
tuild up the resistence end guerrilla forces inside Cuba,,
drapticelly converted the project into what rapidly became
an overt military operation. The Agency failed to recognize
that when the project advanced beyond the stage of plausible
denisl it wAz golng beyond the eres of Agency responaibility
23 well ap Agency capability.

2. The Agency became: so wrapped up 1m the military
operation that it falled to sppraisze the chances of success
realistically. Furthermore, it failed to keep the nsticnal
policy-mekere adequately end realistically informed of the
cenditions considersd essentlal for suceess, =nd it did not
prese sufficlently for prospt policy decisions in a fast
moving situatien.

3. As the project grew, the Ageney reduced the exiled
leadere Lo the gtefus of puppets, thereby loaing the
adventapges of their ackive participation.

L. The Agemey fziled to build up and supply & resistence
ocrpanization under rather favorable conditions. Adr and boat

operations showed up poorly.
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5. Thae Agency feiled to cellect adequate Informatiom
cn the strengths of the Cestro reglme and the extent of
the cppositicn to it; and 1t fafled to eveluaste the
avallable information correctly.

6. The project wos badly organized. Command lines
and management controle were ineffective oand uwnclsar.
Senior Staffa of the Agency were not utilized; sir support
stayed indspendent of the project; the role of the large
forward base wag not clear.

T. The project wos not staffed throughout #with
top-quallity people, and & pumber of people wers not used
toe the best advantoage.

8. The Agency entered the project without adequate
asgetz in the way of boats, bases, training faeilities,
agent nets, Spenish-speakers, and aimiler essential
Ingredients of a successful operation. Had these been
already in being, much time and effort would hewve been
gavEd.

9. Agency policies snd operaticoal plans wers never
clearly delinemted, with the exception of the plan for the
brigade landing; but even this provided no diszaster plan,
no unconventional warfare amnex, and ooly extremely mgue-
plans Tor actilcon following a successful landing. In

general, Apency placs and policles did not precede the
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varlous operations fnm the project but were dravn up in

response to operationnl needs ms they arose. Consequently,

the scope of the operation itself and of the support
required was constantly shifting.

Thers were some good things in this project. Muach of the
support provided was outstanding (for exgmple, lopgletics and
commnications). A oumber of individunle did supericr joba.
Many people at all grade Ievels gave their €ime and effort
without stint, working almost unlimited hours over long perieds,
under difficult and Ifrustreting conditicns, without regard to
persenal considerations. But this was not enough.

It is assuzed that the Agency, becauze of its experience
in this Cuban operatdom, will never again engage dn an operaticn
that is esszentially sn overt military effort. But before it
takes on ancother major covert peliticel operation 1t will have
to dmprove its orgunization end menagement drastically. Tt
must find @ vay Lo set up an sctual task foree, If necessary,
aad be able to staff it with the best people. It must govern
its operation with clearly defined policdes and carefully
drawn plans, engaging in full coerdinstion with the Departments
of State and Defense as approprigte.

Frevicous surveys and other papers wriiifen by the Inspector
General have called sttention fo many of these problems and

deficiencies, and have suggested scluticns. For example, in
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June 1958 a recommendantion was made, 1o 8 survey of the Far East
Division, that & high-level Agency study be mede of the extent
to which the Agency should be engeged in paramilitary operstions,
"if any"; and that it include en evaluation of the capabllities
of other government departments to assume primary regponsibility
in this field.

In January 195% the Inspector General pointed out in a
memorendum to the Deputy Director {(Plans) that: "A basic
problen in the FM field is the delineatlion of responsibility
between the Apency and the military eervices. In our view, the
Clendestine Services tends to azsume nﬂpunsihﬂitiea beyond
its capablilitles and does not give sufficlent comsideration to
the ability of other Departments of the Government to conduct
or participate in these operations."”

A 1955 survey of the then Fsychological snd Paramilitary
Operations Staff verped ageinst the by-passing of this staff
by the cperating divisicns, who were dealing divectly with the
Deputy Director (Plans) and the Directar of Central Intellfgence
instesd. In Marck 1961 the survey of the Covert Acticn Staff
&gain warned against ignoring the staflfl apd failing to utilize
ita services.

The July 1959 survey of the Deputy PAvector (Plans)
organization agein stressed the importance of the functional

staffs, particularly in relation to the conduct of complex

- 16 -
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operations, and advocated the use of & task force for covert
operations having sajor intermationel significance.

"These operatliona”, the survey stated, "may be aimed at
the overthrow of & hoatile regime and may require ;xtemivn
peremilitary operstions, ...... and clandestine logistica and
eir support of substpntial magnitude. Such operaticns must
be coordinated with natiooml policy on & continuing banis,
and may require congtant high-level lisigon with the State
Department and the Wnite House. To be successful, major covert
operaticns of this nature require the effective mobilization of
all the resources of the DD/P, and sre clearly beyond the
capebilitics of any one erea divisicm.”

The same survey added that the Caribbean task force locsied
in the WH Divisimm was plaoming at & great mate, but accomplishing
little because it was too low-level to act deelsively or to cbtain
effective policy guldance from other departments of the Covernment)
it did not even insplre confidence smomg many senicr DI}}'P officera.
Such task forces within a single division "represent a wosfully
insdequats response to & problem of mejor naticnsl significance.
Command of such a task force must be & full-time job, ond the task
force commandsr must be of sufficient stature to deal directly
with the Under Secretary of State or with other senior u:l‘fic'.lniz

of the government as the need arises.”

"

i
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The same survey also discussed the mapagemsnt problem in
ths ID/P aren at length, end made & mumber of recommandationa
vhich ere on record. Among cother things, it pointed out the
confusion as talthe relationship and functicomn of the three
top officers.

The study of the Cuban operatien shows that these eriticisms
and many others discussed in previcus Imspector General surveﬁ
are gtill valid acd worthy of review. But the Cuban cperation,
in nddition to demonstrating old wepknesses Bgaln, also HII!-EI'H"E'd
Epenoy weaknesses not elearly discermed before.

The Inspector Ceneral, =5 = result of his siudy of the
Cuban operaticn, mokez the following recommendations regarding
future Agency Invelvement in covert cperations which have major '
internztional signifiecmnce and which may profoundly affect the
courae of world eventz:

1. BSuch en operstfen should be carried out by a
carefully selected task force, under the commend of &
senior official of stature on a full-time basis, and
organizaticnally outside the DD/F structure but draving
upon all the rescurces of the (landsstine Services.

2. The Agency should request that such projects
should be tramsferred to the Depariment of Defense when -
they show =igns of becoming overt or beyond Agency

capabilities,
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3- The Agency should establish a procedure under which
the Board of Naticnal Estimates or other bady gimilarly
divorced from clandestine operations would be required Lo
evaluate =11 plens for such major covert operations, drawing
en ell availeble intelligence and estimating the chances of
success from &n dntellipence point of wiew.

L, The Agency should establish & bigh-level board of
senlor officers from its operaticnal and support compomenta,
plus officers detailed from the Pentagen and the Department
of State, to meke cold, bard eppraisals at recurring intervals
of the chances of success of mejor covert projects from an
operational point of view.

5. A mechanfsm should be esteblished for communicating
these intelligence and operatiocal sppraisals to the makers
of nationzl pelicy.

6. In return, a mechanism should be estanlished te
communicate to the Ageney the natienal poliey bearing en
such projects, and the Agency sheuld oot undertake acticn
until clearly defined policy has been received.

T. The Agency should improve its system for the guided
collectlon of informaticn essential to the planning and
carrying out of such projects.

8. The Agency should take irmediste steps to eliminate

the deficiencies in itz clandestine alr and maritime operaticns.

o 1!,,9 =
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9. The Agency should take steps to ioprove its
employess ' competence in forelen lanpuages, knowledge
of foreipgn ereas, ‘n.nd capability in dealing with foreigm
people, vhen such skills are necessary.

10. The Agency should devise a more orderly systen for

the assignment of employees within the DO/P area than that

currently in use.

= 150 =
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16 March 1850

A PROGRAM OF COVERT ACTION ACATNST THE CASTRO FEGIME

1. Objective: The purpose of the progrem eutlined herein
is to bring sbout the replacement of the Castre regime with one
more devoted to the true interests of the Duban people and more
acceptoble to the W.5. in such & manner se to aveid any
oppearance of U,8. intervention. Essentizlly the method of
accomplishing this end will be to induce, support; and o far
&5 possible direct action, both inside and cutside of Cuba, by |
selected groups of Cubans of & sort that they might be expected
to and could undertake on their own initistive. Since a crisis
inevitably entailing drastic mction in or tUH‘BI-‘rl-Cubﬂ could be
provoked by circumstances beyond control of the U,.S. before
the covert action progrem has accemplished its objective)
every effort will be made to carry it out in such a'way en pro-
gressively to improve the capability of the U.8. to sct in o
arigis.

2. Summary Outline: The program contemplates four major
courses of action:

a. The first requirement is the crestion of a responsi-
ble, appealing and unified Cuban opposition to the Castro re@e,

publizly declared &s such and therefore necessarily located

+
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cutside of Cuba. It is hoped that within one monbh a politicaml
entity can be formed inm the shepe of & council or Junts, through
the rerger of three acceptsble opposition groups with which the
Central Imielligence Agency is oalrendy in contsct. The council
will be enecouraged to adopt as 1ts slogan "Restore the Revolu-
tion", to develop & political position eonsistent with that
slogan, and to sddress 1iselif to the Cuban people as an attrooc-—
tive political salternative to Castro. This vocal oppositicn
will: pgerve ae & magnet for the loyalties of the Cubans; in
actuelity comduct and direct warious opposition activities; and
provide cover for other compartmented CIA controlled operationa.
(Tab A)

t. &o that the oppositlon may be heerd and Castro's
baais of populsr support undermined, it is necessary to develep
the means for mass commnication to the Cuban people so that a
powerful propaganda offensive can he indtiated in the nams of
the declared oppositlon. The ma)or tool proposed to he used
for this purpose 1is & long and short wave gray broadcacting
racility, probably to be locsted on Swan Islond. The 4argst
date for ite completion i two monmths. This will be supplemented
by broadcasting from U.8. commerciel facilities peid for by
private Cuban groups and by the clandestine diptribution of

vritten materinl inside the country. (Tob 1)
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¢. Work is already in progress in the crestion of a
covert intelligence and antion organization within Cuba which
willl be responsive o the orders and directions of the "exile”
oppesiticn. BSuch s network must have effective communiesation -
end be selectively manned to mindmize the risk of penetration.
An effective crgenization ean probsbly be crested within 60
deys. Its role will be to provide hard intelligence, to ErTANES
for the L'L'Leg&l infiltration and exfiltratlon of individuals,

o mssiet in the internal distribution of illegel propagands,
and to plan and organize for the defection of key ird.iv:r.-iua.ls
and groups as directed.

d. Preparations heve alresdy been made for the develop-
ment of an adeguate paramilitery force ocutside of Cuba, together
with ‘mechandems for the neceseary logistic support of eovert
militery operatlons on the Island. Initially a cadre of lepders
will Be recrulted after careful sereening and trained as para-
military instruetors. In a second phese a mesber of Faraxilitary
cadres will be trained at secure locations cutside of the iU.5.
so @8 to be svaileble for lmmediste deployment into Cuba to
organize, train and leed resistance forces recruited there
both before and after the establishment of one or more active

-

centers of resistance. The creatdcn of this capsbility will

»
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require a minimm of six monthe and probebly eleser o eight.
In the measvhile, = limited alr capabildity for resupply and
for intiltration end exfiltretion already exipts under OT4
control and can be rather easily expanded 1f and when the
ﬂiEun'bim: requires. Within two monthe It 1s hoped to parallel
thie with = small air resupply capebility under deep cover ns
4 comercizl operation in snother coumbry.

3. ILeadership: Tt ls lmportant fo sveld distracting
and divisive rivalry among the outstending Cuben oppositicn
leaders for the senior role in the opposition. focordingly,
every effort will be made fo have an emlnent, non-smbiticus,
politically uncontentious chofrman selected. The emergence
of a successor to Castro should follow careful assessment of
the various personalities sctive In the oppositlon to ddentd
the one who can attract, control, and lead the seversl forees.
As the possibility of an overthrow of Castro becomes more
lmminent, the senlor leader mmst be zelected, U.S5. suppert
focused upon hiwm, and his tuild up wndertaken.

b. Cover: A1l actions undertaken by CIA in support and
on behalf of the opposition compeil will, of course, be ex-
plained as activitles of that entity (insofer as the zetlons

become publicly kmewn at a1l). The CTA will, however, have to

»
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have direct contacts with a certailn number of Cubane and, to
protect these, will make use of & carefully screened group of
U.8. businessmen with a stated interest in Cuban affelrs end
denire to support the opposition., They will act as o RN
AOENEEE ond clsnnel for guldance and eupport to thé directo-
rate of the opposition under controlled conditions, CIA
personnel will be documented as reprecentatives of this g}uup.
In order to :_itrcng;then.the cover it ip hoped that substantianl
funda ecan be raised from yrivate mources to support the qp?ngri_
tion. $100,000 has alresady been pledged from U.B. BG;.I.I‘EEEI-
At an appropriste time a bond lssue will be floated by the
council {as an cbligation on & future Cuban government) to ra...
nn additionsl §2,000,000

S. Budget: It s anticipated that approximstely'$h,%00,000
of . CIA funds will be required for the above program.- On the
nspumption that it will not reach ites culmination earlier than
6 to B months from now, the estimated requirements for FY-1960
funds 1e $000,000 with the balance of $3,500,000 required in
Pf-1061. The diptribution of costs between Tiseal years could,
of course, be mu.tly altﬂ'e& by policy rleciuim or un.forese.cn
contingencies which cmnpellt:ﬂ. accelerated pﬂ.mmi].ita.r; nperﬂ.— -

tdons. (Tab c}

#
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6. PRecommendations: That the Central Intelligence fgency
©e authorlzed to underteke the sbove ouilined program Bnﬂ ta
withdraw the funds required for this purpose as get forth In

paragraph 5. from the Agency's Reserve for comtingencies.



Tab A

THE POLITICAL OFPOSITION

1. UIA iz already in close touch with three repubable oppo-
gition groups (the Montecristi, Autentico Party and the Netlonal
Demceratic Front). These all meet the fumdsmental eriterin
conditiconal to scceptance, l.e. they are for the revelution as
orlginally cencelived--many beling Tormer 26th of July merbers——
and are not 1dentified with either Batists or Trujillo. They
are anti-Castro becsuse of his faﬂu:n-a to 1ive up to the original
26th of July plstform end his epparent willingmess to sell out
to Commnist dominatlion and possible ultimate enslavement. Toese
groups, therefore, fit pexrfectly the planned opposition slogan
of "Restore the Revolutien".

2. An opposition Council or Junta will be formed within
30 days from representatives of these groups augmented possibly
by representatlives of other growups. It is probably premabtire
to have a fixed platform for the Councll but the Caracos Mand-—
festo of 20 July 1_9;—3_8 contains a murber of exploitable pointe.
Two of the CIA group leaders Were slgners of the Manifesto. The
following points are suggested as a few possibilities:

2. The Castro regime iz the new dictatorship of Cubs

subject to sirong Blno-Soviet lnfluence.



1. Articulstion snd transxicsion of opposition wievs has
alm.ﬂ.:,r begun. Private opposition broadeasts (1.e. purchase of
mm time by private indfviduals) have occurred in Miemd
(maum wave), pnd arrangements have been made with Statics WRIL

for nﬂ.ﬂ.‘l.‘t-iuml broadcasts from Hﬂ.‘umﬂumctts {short wﬂ'mj and
AR

Flnriﬁ.u (broadeast bana). _m-
; _- T " . b R ¥ ""-I.' "

CIA has

mmishf.bd suppert to these efforts through encouragement,
negotinting help and providing some broadeast material.

2. As the major voice of the oppositiom, it ie proposed
to establish el least one "gray™ 1, 8.-controlled station. This
will probebly be on Svan Islond and will employ both high
frequency and broadeast band equipment ud'. substantial power.
The preparation of scripts will be done in the U.5. and these
will be transmitied electronically to the eite for brosadcasting.
After some experience and as the operation progresses, 1t may
be degireble to supplement the Swan Tsland station with at
least one other to ensure fully adequate coverage of all parto

of Cuba, most especially the Hevana region. Such em additional
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Tecllity might be instelled on a U.S. bese 1n the Bansmas or
temporary use might be pade of a shipborne stetion 1f 41 4s
desired to aveld "gray" brosdesstiing from Florida,
3. HNewspapers are also belng supported and further sunport
is plamned for the future. Avance, & leading Cubarn daily

(Zayas® paper), has been confiscated as has El Mundo, ancther

Cuben daily. Dlards de la Marinm, one of the hemisphere's
cutstanding comeervative deilies publighed in Oovena, is heving
difficulty end may have to close soon. Arrangemente have =1-
ready been made to prdnt Avance weekly dn the U.5. for imtroduc-
tica into Cube clandestinely and mailing througheut the hemi-
sphere on & regular basis. As other leading newspapers are
l;‘JC_DI‘DpI‘iEl't-Eli, publication of "exile" editions will be considered.

4. Ineide Cuba, a ClA-controlled action group i producing
end distrituting anti-Castro and anti-Commnizt publications
regularly. CILf& 15 in contacst with groups cutside Cuba who w1l
be assisted in producing similar materdals for clendestine
introduction into Cuba.

. Do prominent Cubans are on lecture tours in Latin
Aperica. They will be followed by others of egual calibre. The
mission of 1:'}1&5& men will be to galn hemfisphere support for the

oppogition to Castro. Contrelled Western Hemlsphere sssets
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{press, radic, television) will suppert this mission as will
selected Aperican Journaliste who will be briefed prior to Latin

Miericen trovel.



Tab G
FINANCIAL ANNEX
I. PFolitieal Action FY-1050 FY-1961
Support of Opposition Elesents
snd other Group Activities 150,000 B0, 000
1I.  Propagenda
Redie Operations end Pro-
grumoing (ineluding establish-
ment of transmitters) hao, 000 00,000
Press andi Publications 100,000 500,000
IIT. Paramilitary
In-Exfiltration Maritice and Alr
Bupport Materisl and Trainiag 200,000 1,300,000
IV. Intelligence Collection 50,000 200,000
Totals #500,000 3,500,000

*These figures are based on the assumption that major ac-

tion will mot occur until PY-15€1. If by reason of policy

decisions or other contlngencies over which the Agency cannot

exercise eontrel, the metlion program should be accelerated,

additional fonde w21l be reguired.
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1. BACKGROUND: About & yeer &go the Ageney was directed
to set in motlicn the orgenizaticn of a broadiy based oppositicon
to the Castro regime and the development of propecsnda chanmels ,
clandestine agent nets within Cuba, and trained 'pa.ra:;nili.t-e.r:r
ground and air forces vherewith that oppositicn could averthrow
the Cuban reglme. The concept was t\hat this should ‘qe;' B lf_a.r\ae.
passible a Cuban operation, though it was well u.udergtmd. that
support in meny forms would have to come from the T:I:;iteﬂ. stat},a.
CGreat progress has been made in thie undertaking, A Goverament-
in-Exile will scon be formed embracing most repu‘tablc cppositicn
elements. Ib will have a left-of-center politieal orientation
and ghould command the support of liberals both within Cuba and
througheout the hn_mJ_spt:ere. It will gpongor end increasingly
control trained and combat-ready military forces based in Central
America. A decision muost soon be mads as to the suppert (1 any)
the United States will render the opposition henceforth.

&. FRUSFECTS FOR THE GASTRO REGIME: The Costro reglme

is stesdily conselidating 1ts control over Cubs. Assuring that
the United States applies politiecal and econcmie pressures ot

roughly present levels of severity, it will contimue to do so



regardless of declining popular support. There is no significant
likelihood that the Castro regime will fall of its own welght.

a. The reglme 1s procesding methedically to solldify
1t control over all the major imstitutiens of the society
and to employ them oo the Communist pattern ma inetruments
of repression. The Government now directly controls all
radio, television, =nd the preps.” It has placed politically
dependsble leadership im laber unions, student groups, and
professlonal orgﬂuizatiu_na. It h.a.c.-. na.t.i.-lnr.:él.-lzed. mrc;s-;;:: = i
produclive and ..f:l_nagciall enterprises and is using & .
program of so-called land reform to exercise effective
control over the peasantry. It has destroyed all poiitical
parties except the Communist party. PD].'Ltin:ail&r relisble
and increasingly effective infernal security and military
forces are being bullt up.

b. Cuba iz in economie Sifficultier Ttut the Con.l;nunil:t
Ploc will mlmost certainly take whatever steps are necessary
to forestell any decisive intengification of these troubles.
Economie dizlocetions will ocour but will not leed to the
collepse or the significant wezkening of the Castre regime.

c. AL the present time the regular Cuban military

establishment, especially the Navy end Afr Force, are of

L eV SRy o O




L B = e

extremely low effectivencsz. Within the next few months,
howewer, it is expected that Cuba will begin to take delivery
of jet aircraft and will beginm to have available trained
Gui:au rilote of known poiiticel reliability, Durttg the came
period the effectivensse of groumd forces will be imereasing
gni thelr knowledge of newly acguired Soviet vespons will
improve. Therefore, effer some date probably oo more them
alx months avay it will beecome militarily infessible to over-
throw the Castro reglme except through the coandtmert to
cozbat of & sizeshle crganized militery force. .The nptinr;
of actlon by the Cuban ﬂppc.:sitiun will no longer be open.

3. THE NATURE 0OF TEE THEEAT: Cubz will, of course, never

present o direct militery threat to the Undted States myd 1t 1z
unlikely that Cuba would attempt open inmvesion of amy other Tatim
dmeriean country aince the U. 3. could snd almost certainly weuld
enter the confliet on the aide of the mﬁed country. HNeverthe-
less, ma Castro further stabilizes his regime, obteime more
gophisticated weapons, and further trains the mdlifds, Cubs will
provide an effective and solldly defended base for Soviet operntions
and expansicn of influence in the Western Hemiephero. Awma, momey,
organizaticnal and other pupport csn be provided from Cuba to dis-
sident leaders and groups throughout Latin Americs in order ‘t{ﬁ.

erente politicel lns=tability, encourage Commuriem, wesmken the

»
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prestige of the U, 8., and foster the inevitable popular support
thet Castre's contiouance of power will engender. A Netional
Estimate states: "For the Commmist povers, Cuba represents an
opportunity of incalculsble value. More importanily, the advent
of Castro has provided the Communists with a friendly base for
wapaﬁnh and agitation throughout the rest of Latin America and
with a highly exploitable exarple of revolutioccary achievement
and successful defiance of the United Btates.”

L. POSSIBLE COURSES OF ACTION: For reasons which require

ne elsboration the overt use of U. §. military forces to moumt an
imvasion of Cuba has been excluded ap & practical alternative.
Broadly defloed the fellowing three possible alternative courses
uf.act.im remain for consideration:

o. Intensificmtion of economic and political pressures
coupled with continued covert support of sabolage and minor
guerrilla actions but excluding substaniial commitment of
the Cuban cpposition's paramilitary force.

b. Employment of the paramilitary force but in a manner
vhich weuld met have the sppearance of an ilnvasion of Cuba
from the cutside.

G &mitw_:nt of the paramilitary force in A surprise
landing, the installation under its protectlion on Cuban soll

of the opposition government and elither the rapid spread of
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the revolt or the continuetion of large secele guerrilla action
in terrain suited for that purpose.
These slternstives are discussed in the follewing praragrapha.

5. DIPLOMATIC AND ECONMIC PRESSURE: There 4s 1ittle that

can be dome to impose real political and ecomomic pressure on the
Cestro regime &nd no such course of action now under sericus cone
elderation seems likely to bring about its overthrow.

2. A true blockade of Cuba enforced by the United States
would involve techniesl actes of wor and hes now been dismiceed
az Infeaslble.

t. Action to halt arms shipments from Cubam inte amy
other part of the hemigphere would be cumbersome and easily
evaded if air transport were employed. While undoubtedly of
gome value it 1s difficuwlt to see that the instifution of such
measures would either impose severe pressure on the Castro
regime or effectively ineulate the rest of the heedsphere from
1t. Castro's principal tools of subversion sre pecple,
ldeology, the force of example andymoney. The £low of these
items cannot be dammed up.

2. Further economic sanctloms are theoretieslly pessible
but can guite resdily be cffs.-&t by an incresee of trade with

the Bloe.
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d. In any event, it 1s estimated that the prospects for
elffective International actlcn are poor.
6. THE MIDDIE COURSE: Careful study bes been given to the

poszibility of dnfiltrating the parsmilitary force pradually to an
assembly point in suitable terrain, hopefully aveiding mejor

encounters in the procese apd comsitting it to extensive guerrilia
pctlon. This course of action would have the advantage of render-
ing unneceasary a uiug.‘l.e' major landing which cculd be desgcribed ma
Bn umm. . The infiltration phase would take on the ccloration °
of efforts by small groups of Cubana to joln am alrendy existing
resistance movemsnt. Unfortunstely, 1t has been found Lo be
infeasible on military grounds. Pasically the reasons (explained
more Tully in the attachment) are:
a. It 1s conpidered militarily infeasible to Ilnfiltrate
in small units a Tforce of this alze to a single ared wvhere 1%
could assemble, receive suppliesn, and engage in coordimated
nilitnry actlon. Such an operation would have to be done
over u pericd of time and the loans of the element of surprisc
after initi=1l infiltrations would permit govermment forces to
Trustrate Turther reinforcemente to the same ares.
b. Military units significantly emaller than the
batialion presently undergcing unit training would fall short
of the “minimm critical macsa™ required to glve mny significant

11kelihood of suscess. Emp_ﬁ.er geale infiltrations would not
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produce e psychologileel effect sufficient to precipitate
general uprisings of wide-spread revolt among diseffected
elements of Cestro's armed forces.

c. Actunlly, the lemot eocstly and most effisient Wey
to infiltrate the force inlo s terrain muitable for protrected
and powerful guerrilla operations would be by s single landing
of the whole force as currently plamned and its retirement
from the landing point into the chosen redoubt.
T- & LANDING TH FORCE: The Joint Chiefs of Staffl hu.‘r&

evaluated the military mspects of the plan for a landing by the

Cuban opposition. They have concluded that "this plan has a f‘sli.r'
chanee of ultimste success® (thet iz of detonating = major and
ultimately successful revolt against Castro) and that, 1f ultimte
success Le not achieved there iz every likelihood thet the lending
can be the means of establishing in faversble terrain a poverful
guerrdlla foree which could be sustained slmost indefinttely. The
latter cubcome would pot be {apd need mot sppear as) a serious
defeat. It would be the meang of exerting continuing pressure on
the regime and would be a contimuing demonstration of inabdlity of
the Tegine fo establish order. Tf could ereate an opporiunity for
an OAS intervention o impose a cesse-fire and held elections.

a. Any evaluastion of the chances of success of the .

assault force should be realistlc sbout the Tighting gualities

e
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of the militia., No definitive conclusions cen he advanced
Tut it must be remembared tll“_fl,t.'-t.h& majority of the militia
are not fighters by instinet or background and are not
militiamen by their own cholge. Thelr trodning hes been
alight and they heve never been exposed to motuml fire
{particulariy any heavy fire power] mer to air attaclk.
Moreover, the instabilities within Cuba =re such that 1f
the tide shifts against the I\egime, the chences are strong
that substantial mumbers will &esert -or chenbe siﬂ:e.s, :

b. There is no doubt that the ma:mj_litary fcrce would
be"l-riﬂely assumed to be TU. 8. supported. Neverthelcss, ﬁh'is-
conclusion would be difficult to prove end the scale of its
actlvity would not be ilnconeistent with the potentialities
for suppert by private Cuban and Amerdesan groups rather than
by the U. 5. Government. It must be emphasibed; morecver,
that this enterprise wowld have nothing im common (as would
the use of U. 2. military forces) with tl-hf: Russlan suppression
of Hungary or the Chinese puppressicn of the Tibetans. This
would be a force of dissident Cubane with Cuban pelitical =nd
military leadership.

. There vould be sdverse palitico.l repereussions to a
landing in force but it is not clf:ar how sericus these would

be. HMost Letin American Governments would at least privately

.
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approve of unchbrusive U. 3. support for such an opposition
move, espeeially AF the politicel coloretion of the opposition
wera left-of-center. The reaction of the f‘eat ol the free
world, it ig estimated, would be minimel 1o the cope of
unsbirusive U. 8. pupport for such a&n sttempt. It might
produce a good deal of cynicism througheout the world sbout

the U. §. role but 1f guickly successful little lasting
reaction. OGenerally speaking 1%t is believed that the politicel
cost would Be low in he event of = falrly,quick success. The _
politicel dangers flcru‘i.ng from long contiowed large sZtale -
guerrilla warfore would be greater but there are diplomatic
preperations that could be mede Lo forestell extreme adversc
reactions in this contingency.

8. DISSCIUTION OF THE MILTTARY FORTE: & declelen not . to use

the peremilitery force must consider the problem of dissclutlon,
gince 1ts digselution will surely be the enly altermative ir it is
not used wlihin the next four to six weeks. TE is hoped thet at
least one hmdred velunteers could be retalned for dnfiltraticm in
small teams but 1t is doubtful whether more than this mmber would
be svoilable or useful for this Gype of activity.
a. There is no doubt that disselution in and of iteelf
+411 be a blow to U. 8. prestige as it will be Interpreted in

many Latin American countries and elsewhere ms evidence of

-
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the T. 5. inability to take decisive action with regard ta
Castro. Dnvid will again have defeated Goliath. Anti-TU. 5.
regimes like That of Trujillo would galn sirength whils pro-
U. 8. Petancourt would vndoubtedly suffer. Surely Tdigeorae,
whe h=s been pn exceedingly strong ally, would nlso be pleced
ie & wery ddffieult position for s support of a disbanded
effert. It must be remembered in this conpection that there
are sectors of Ietin. Amerdicen opinion which crificize the _
. 8..fer not dealing suffieciently, form;mﬂ_‘Lar with the Cagtro
regime. In fact, one remsen why meny Tatin Fmeilean goverm-
meats are holding back 4in cpposing Cas‘t:.-a .ia because they
feel that sooner or later the U. 5. will be compelled fo take
ELTOng measures. “

b. The resettlement of the military force will wavodd-
zbly cause practical problems. Tte mémbers will be angry,
diglllusioned and sgeressive with the dnevitahle repult that
they will provide honey for the press bees and the U. 8. will
heve to face the resulting indlgnities and embarrassments.
Ferhaps more lmportant, howvever, will be the loszs of good
relations with the opposition Cuban leaders. To date almost
all nnn-mtia'l:.a_,: non-Corminiet pelitical leaders have ‘t?een
encoureged or offered help in flghting Castro. . An mnt

of the military force will be consldered by them as =&

»
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withdrawal of sll practiecal support, In view of the breadih
of the political spectim invelved, this will caune some
difficulties for the future since it is hard to imagine any
geceptable post-Castre leadership that w111 not include sore
of the exiles dealt with during the past year.

Q. CONCLUSIONS:

n. Castro's position 1s dally getting stronger and will
soon be consolidated to the podot that his oyerthrow will only'
be possible by drastie, politically undesirable actioms such
a5 an all-out esbargo or an overt use of military force.

B. A feflure to remove Caslre by external action will
lead im the nesr futurs to the elimination of all imntermal and
externnl Cubsn cpposition of any effective nature. Moreover,
the contiMe of the Castro regime will be a subptential
victory for the Sino-Soviet Bloc which will use Cuba =& a base
for increased sctivity throughout the Western Hemisphere,
thereby accentuating politicel instability and weakening U. 5.
prestige and infiuvence.

¢. The Cuban paramilitary force, 1T used, has a good
chance of overthrowing Castro or mt the very least causing a
demaging eivil war without requirisg the U.. 5. to commit
itsell to overt action against Cuba. Whatever embarrassment
the alleged (though denishle) T. §. support may cause, it
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may well be considersbly less tThan that resulting from the
continuation of the Castro regime or from the more drastic
mnd eore stiributable actions necespary to mnmpliun the
result at o later date.

d. Even though the best estimale of likely Soviet
resction to & succesaful movement against Castro imdicates
problems to the U, 8. arising from the removal or substantial
veskening of the Castro regime, Soviet propagands =nd
political moves will atill be mweh less prejudicisl to the
long-range interests of the U.- 5. than vould the results of

o fallure to remove Caestro.



AFFENDIX = A

A. CLANDESTINE INFIUTRATION BY SEA OF SMALY, DROUPS
TUF 10 50 MEN) -

1. The ooly sxeas of Cuba with mcumtasinous terrain of

sufficient extent a.i:q. ruggedness Tor guerrilla operations are
the Sierra Escambrey of La Villas Province in Central Cubs and
the Sierra Maestra of Orilente Province at the ekstern nx‘treuity
of the island. The Sierra de less Organoce of Western Cuba do
not encompass sufficient area mnd are not rugged encugh to
sustain guerrilla operaticns agalnst strong :;pp-oui.tim- of the
twvo ereas with adequate terrain, only the Sierra Escambray is
truly sulteble for our purposes, since the mountalns iIin

Eastern Cube are too distent from air bases in Latin America
ayallable to CIA for alr logistical support upar;a.t:lcmn. Primary
relience would bave to be p'..laoed on this m=thod of supply far
guerrills forceo.

2. The Government of Cuba (GOZ) bms concentrated large
forces of argy and militis im both Las Villss and Orlente
Provinces. EBstimetes of trocp strength in las Villas have
varied recently from 17,000 to &8 bigh ns 60,000 men, while up
to 12,000 men are believed to be stationed in QOriente.

3. While of dublcus efficlency and morale, the militia,

by sheer weight of mmbere has been able to surround and

»
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eliminate smell groups of insurgents. A lsm.ﬁing by 27 man of
the Masferrer Group in Oriente, for example, was pureued and
eliminated by 2,000 militfa. A pimilar group of Insurgents
in Western Cuba, was attacked and destroyed by six bettalfons
of mrmy snd militia (ebout 3,000 men).

k. A butld-up of foree in & given ares by infiliraticn
of smell groups would recuire a series of night landings in
the same general vieinity. Discovery of the initial Janding
by GOC farcea would be Alwost a certainty, since security posta
are located at all possible landing arems. Even If the initial
landing were succeasful, the GOC could be expected to mowe
treope end navel patrol craft to the area making further
landings difficult if not impossibls. Any smsll force landed,
experisnce bans shown, will be rapidly engaged by forces vastly
superior in numbers. Therefors, it ie comsldered unlikely that
spall groups landing on successive occasions would succeed In
Joining forces later. A seriss of surrounded ;Eu:uk.ets of
realstance would be the result.

5. Repeated approaches %0 the Culan coast Dy vessels
large encugh to l=nd up to 50 men would probably provoke attack
By the Cuban Nevy snd/or Air Force, either of which iz capable
of destroying any vessels wvhich could be used by CIA for theae

purposes. L



f. In the E.icr:a Escambray, which is the cn],y aren of
Cuba in which frue guarrilla operations are now belng conducted,
11l-equipped and untraiped groups of up to 200 to 300 men have
been hard pressed to survive and have been unable to conduct
effective operatfons. The only worthwhile accomplisitment of
theae bends hos been to serve as o symbol of resistance.
Semller proups, even though better trained and equipped, could
oot be expected to be effective.

T. Toere ere wvery few sites on the gouth coast of the
Sierra Escaubray where small boats cen be landed. These are
found principally at the mouths of rivers end are all guarded
by mdlitia posts ermed with machine guns. A mmall group
landing st such a point by shuttling from & larger vessel in
smzll boats would probably recelve heavy casualties.

8. Small-seale infiltrations would not produce o
paychologieal effect sufficient fo precipitete general uprisings
and widespread revelt among dizaffected elements of Unstro's

armed forees. These conditlons muat be produced before the

Castro Government can be overthrown by eny mesne short of

overt Interventlon by Unlted States mrmed forces. As long as

the armed forces respond to Cestro's orfiera, he can muintain
himself in power indefinitely. The history af all police-type

states hears out this comelusion,



9. Toe CTA Cuban Asseult Ferce, composed entirely of
velunteers, hes been trained for action az & compact, beavily
ermed, hard-hitting militery unit, end the troops are aware
of the coubat power which they possess as o wiit. They have
been indoctrinated in the military prineiple of mass and
instrueted that dispersion of force lemda te defeat in detall.
They will be quick to recognize the disadvantages of the
infiltration concept, =and it i unlikely thet el1l weuld
volunteer for plecemsal commitment to militery sctien fn Cuba.
The troops can be used in combat only on & voluntary besis.
The Government of the United States exerclses no legal
cammand or disciplinary authority over them.

CONCLUSTORS :

1. This courae of action would result in leprge scale
loss of life, both through militery action against forcea
vastly superior in mumbers and as & result of drum-heed Justice
and firing sguad executlon of those captured.

2. This alternative could achieve no effective wllitary

or psychological resulta.






CORERSE
11 March £1

FROPOSED OFERATTON ACATHNST CUBA

1. Status of Preparstory fetion: Abeut a veer aga the

Agency was directed to get in moticn: the organizaticn of o
broadly-besed cpposition to the Castro regime; a mmjor propogends
campaign su-_up_-arls for both peaceful and vielent resistance
activities in {El,.ha., and the developrent of trodned pareedlitary
grovnd end air forces of Cuban volunieers.

- A deciplon” should shortly be m=de mz to the future of
these activities and £he employment or dispositicn of sszets that
have been created. TDE atatus of the more ilmportert activities
i as follows:

a. Politicel: Over e period of nearly o yeor, the FED
(Frente Revoluclonsrio Demoeratico), which was created in the hope
that it would become the crganizational embodiment of a unified
oppeaition te Castro, has proved to be highly ﬁsef‘u_'l. Az & cover
and administrative mechanism but important pelitical slements
refused to join it.

Aceordingly, = major effort was undertsken thres wesks ago
to form e more brosdly-based revolutlonsry council which would
inelude the FRU, and which couid lesd to the zetiing up of =

provisional government. Considerable progress has been made in
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negotiantionn with the principal Cuban lesders in which grest
efforts have l:feen made to permit the Cubans to chart thelr owvn
ecurse. It 18 expected that the desired result will be sccomplished
aherily. What ls emerging from these nepgotimtionz im & provisional
govermmenlt with a center to left-of-center political orientation,
and s political platform embodying =ost of the originmlly ststed
gosls of the 26 July movememt. Tt i believed that this will com-
mand the support nr‘ei\ww large majority of u:.:rti-edutro_chbmq‘
although it will not be altogether acceptable to the more comserya-
tive proups. :

b. HMilitery: The followling paronllitary forces hove been
recruited and trained mnd will shortly be im an adwmnced state of
resdineas.

(1) A reinferced bettalion with a present strength

of 850 which will be brought up to's strength of :

approximstely 1,000 through the addition of one more

infantry compamy to be used primsrily for logletic
purposes and as B reserve. |

(2) A briefly treined pursmilitery force of
approsimately 160 imtended to be used for a diversiomary
night lending to be undertsken in advance of commltment

of the battalion.
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= {3) An alr foree of 16 B-26 light bombers, 10 Cibbs
and 5 C-Yb6s.
(%) Shipping including 2 100-ton ships, 5 1500-tom
ships,.2 Lcls, 3 1CUs and b ICVPs.
A TOS team recently lpspected the bettalion and the alr force at
their bases in Guatemala. Thelr findings led them to conslude
that these forces couwld be combat-ready by 1 April. Certain
defféiencies wure indicated that are in progress of correction
partly by further training and partly by the recrultment of the
additional infantry company referred to sbove.

e. Timing: Tt will be infeasible to hold all these
forces topether beyond early fApril. They are in Iarge part
voluntesrs, some of vhom have Teen in hard training, quartersd in
svstere fmacilities for as much as six months.  Thelr motivatlen
for action is high but their morals cannot be maintained if their
commitment to action iz long delayed. The onset of the ralny
s=ason in Ouatemals in April would greatly accentuste this problem
ar'.li‘;:.he Cuatemalan Government is io any event unwilling %o bave
them remain in the country bevond early April. The rainy season
in fors wounld =lss make their landing on the island more difficult.

2. The Situetion in Cube: We estimefe thet time is against

us. ‘The Cestro regime is steadily consolidating iis control over
.

Cuba. In the absepse of greatly increased exiernal pressure O
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action, it will cemtinue %o do so regardless of declining popular
support s the machinery of suthoriterisn control beccomes
increaaingly effective.

8. The regime 1s proceeding methodically to solidify its
control over all the majer institutiens of the soclety and to
employ them en the Communist pattern as instrmments of repression.
The Government now directly contrels all redic, television, and
the press. It has placed politiesily dependable lesdershin in
labor unions, student groupe, and professional erganizaticns. Tf
haa nationalized most productive and finsnetsl eoterprises and is
using & program of so-—esalled land reform to exercige effective
control over the peasantry. IS has destroyed all political
parties except the Commnist party. Politicelly relisble mnd
inereasingly effective internsl security and military forces are
bedng built up.

b. There is still much active opposition in Cuba. It is
estimated that there are some 1200 potive guerriliss and ancther
Lhousand individuals engeging in various acts of conapirscy and
sabotage, The tempo of which has been rising in recent weeks.
Newvartheless, the govermment has sheown comsiderable skill in
eaplonage end counter-espionage. It iz making good use of the
:n:l_.]_*.‘l;la ggeinst guerrillse sctivities and the infiltration of .

people and hoardwere. The militis is relotiwvely untrained and
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there is evidence that ite morale is low but the government 1=
able to use very large numbers againet smell groups of guerriliss
end 18 oble to exercise surveillance of suspleions setivitles
throughout the island. Short of some shock that will disorganize
or bring about the defeeticn of slgnificsnt parts of the sdlitia,
it mst be anticdpasted that violent cpposition of all kinds will
gradually be suppressed.

2. At the present time the reguler Cuban militory
establichment, .eepecially the Navy end Adr Force, mre of extremsly
low effectiveness. Within the nmext few momths, however, it is
expected that Cube will begin o take delivery of jet alrcraft and
will begin to have mvallable trained and well indoctrinated Cuban
pllotes. IDuring the ssme period the effectiveness of ground forces
will be increasiog and their knowledge of oewly =scquired Soviet
weapons will improve. Therefore, after some date, probably no
wore than six months away it will prebably become militerdly
infeesible to overthrow the Castro regime except through the
comml tment to combat of o more sizesble organdized military Fforce
than cen be recruited from among the Cuban exlles.

3. Passible Dourses of Action: TFour slternstive coursem of

acticon dnvelving the commitment of the paramilitary force described
above ere discussed in succeeding peragraphs.  They are:
2. Employment of the parsmilitsry force in o mamer vhich

would minimize the appearance of an invasion of Cube from the outsids.
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b. Commitment of the paremilitary force in a surprise
lending with tactical air support, the ipstallaticn under ita
protection onm Cuban sodl of ‘t-_ﬂ.E. opposition govermment and either
the rapld spreed of the revolt or the continuation of large scale
guerrills sotion in terrain sulted for that purpose.

¢. Commitment of the parsmilitary force im two suc-
cesslve operstlone: First, the landing of one company without
eir suppert in a remcte area in which it could sustedn itself for
some days (bopefully indefindtely),’ and aecmi, ~the landing of the
main forece forty-eight: hours later in e widely different locotion
in the same mammer as in parsgraph 3.H. obove. "

d. Commitment off the whole force in an ineccessible
region where it would be expected to keep control of & beachhend
for a long pericod of fTime to permit inetalletion and recognition
of a prm"i‘sinnal governmant and o gradusl bulld-up of pildtery
strength.

4. Covert Tdnding of the P‘H_I-B.Iﬂilit&'{'_}' Forcez: Careful study

bas been given fo the possibility of infiltrating the paramllitery
Terees in 2 night swphiblous landing, wsing man-portable equirment
and veapons and taking ashore only such ﬁupplies az can be carried
by the troops. The force would move immedistely in-lsnd to the
rountaing and commence operations as a powerful guerrilla :t’az\:‘e

relying entirely upon c.onfin.'aln.g air logistiesl support. Shipping
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would retire from bhe coast before dawn owmd no tactical adr opera-
tione would be conducted. Unfortunately, it is believed that such
an operation would involye unacceptable military risks.
| a. The paramllitary force would ran the risk of becomlng

completely disorganized and seattered in e night landing. ({Such
an gperstion is wery diffiecult for even highly treined Corces
experienced.in amphibious cperations.)

b. The force would not have motor transport, heavy mortar,
75 me recolling rifles, heavy machine gpuns, nor tonks. Initiu.’.. i
emmunition and .:‘cad supplies would be MMmited and it would be wholly
dependent on ailr logistical support. If the rainy sesson commences
in April, overcast conditions could prevent effective support.
Cosunlities could not be evacuated.

¢. Sipce tactical aircraft would not participate, the
objective ares could not be isoclsted; enemy forces could mowve
agalnst the beachhead uniepeded. The Castro Alr FPorce would be
left intact.

5. A Landing in Full Force: This operation would involve an

amphihiqusfairbarne assault with cencurrent ['nut. no pric-r]l tactical
alr support, bo selfze & beashhead contlguous to terrain sultable
for guerrillas operationa. The provisional g\nt'ern.ment would land
ag soon as the beachhead had been secured. IC indtial military

cperntions were successful and es_'b-eciall}r 1T there were evidence
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of spreading disalPectlon agalnst the Castro regime, the provisicnsl
government could be recognized and & legal bosis provided for at
lezst mon-govermmentel logistic support.

a. The wilitery plen comtempletes the holding of a
perimeter around the besclhend eree. Tt ds Believed that initdal
attacks by the Castro mil:l.t:f..a., even 1f conducted in considerable
foree, could be repulsed with substential loss to the aitacking
forces. The seale of the ol;emt.inn and the display of professional
competence end of determinetion on the part of the aezeult force
would, it ds hoped, demoralize the militis mnd induce defections
therefrom, impair the moggle of the Castro regime, and induce
widespread rebellion. If the initisl actioms proved to be wmsus-
cessful dn thus detonating s major revolt, the assault Toree
would retrest to the contiguous mountain erem and continue opers-
tlong ez & powerful guerrilla force.

b. Thig course of action has & better chance thanm any
other of leading to the prompt overthrow of the Castro regime
because it bolds the possibility of administering a demoralizing
shook.

¢. If this operation were not successful din setting off
widespread revolt, freedom of action of the U. 8. would be pre-
gerved because there is an alterpative cutcome which would nedtiher

require U. 5. intervention nor constitute a serious defemt; 1.e.,

>
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guerrilia action cowld be continued on a sizeable scale in favore
able terrain. -This wvould be = means of exerting continuing pres-
gure on the regime.

6. A Diversionary lasding: As & varlant of the above plam,

it would be feesible to condurt m diversiomary landing with a
force of mbout 160 men in en insccepnible area oo a prelude to =
landing of the main aspavlt force. The initial operstion would
be condweted st might without tactical sir support. At least =
part of the provisional govermment would go in with the diver-
siopary landing and presumably the establishment of the provisicnal
goveroment on Cuban soil would thereupcn be sunounced. The sub-
gequent lunding of the main assault foree would be carried out as
outlined in paragraph 5 preceding.

&. This course of sction might have certain political
adventages in that the initial action in the esmpnign would be of
& character thet could plausibly have been carried out by the
Cubans with little outslide help.

b. There would be a military advantege in that the
diversionary landing would distract attention snd possibly divide
pome enemy forces from the objective erea for the mein apsault.

If reports had reached the Castro government that troops traloed
in Guatemals were on the move, the diversionary la.lﬂj.ngmglﬂ.:uell

be taken to be the main attack thus enhancing the element of
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surprise for the main assault force. These advantages would be
counterbalonced by the diversion of troops othemvize supporiing
Lthe main unit.

T. lending and Slow Bulld-iup: Under this fourth slternative

the whole paramilitary force could cerry out a landing and seize

a beachhead in the oost remote and inaccessible terrsin on the
island with intent to hold indefinitely an =rea thus Trotected by
geography sgainst prompt or well-supported attacks from the lsnd.
Thie would permit the installation there of the provisional Eovern-
ment, its reecgnition by the U. 5. after a decent interval, and (ir
needed) = long pericd of build-up during which additional volunteers
and militery supplies would be moved into the beashhead.

&. A major political advartapge of this course of =ction
vwould be that the initial asssault might be conducted in such a way
a5 To involve less display of relatively advanced Yeaponry and of
professional military organization than the landing in force dis-
cussed zbove, especially so as there is every likelihood that the
initial landing would be virtually wnepposed by land forces.
Reeognition could provide a suitable political and legal basis for
a protracted build-up after the initial assault.

b. Buch an operation would, however, require tectical air
support sufficient to destroy or neutralize the Castro Air Foree.

If this were not provided concurrently with the landing, it would

»
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be peeded soon thereatier in order to permit shipa to operate into
the beachbead and the planned build-up to go forwerd. Ir the
inttial landing could include seizure of an alr strip, the necessary
air pupport could falrly soon be provided from within the territory
controlled by friendly forces. -There ls, however, no location
which both comtains a useable sirstrip.end is so difficult of
access by lond as to permit protecticonm of a slow bulld-up.

¢. Thin type of operation by the very fact ul;'he‘.l.ng
clandestine in nature and remote geographically would heve far less
Lnitialiupuftpuliticﬂhtnihintﬂﬂ;tmcc:m-;en tvo or
thres.

8. Conclusions:

. The Cestro regime will not fall of ite own weight.

In the absence of external action against it, the gradual wveakening
of internal Cuban opposition must be exvected.

. Within a matter of mowbhs the capabilities of Castro's
mllitary forces will probably increase to such = degree that the
gverthrow of his regime, from within or without the coumtry, by
the Cuban oppositioz will be most unlikely.

¢, The Cuban paramilitary force 1f effectively used hus
& good chance of overthrowlng Castro, or of ceuvsing a damaging
civil war, without t.]m necessity for the Umited States to camif

iteelf to overt mctlon sgainet Cuba.
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d. Among the elternstive course of mction hers reviewed,
an asseult in foree precedsd by o divereionsry landing offers the

best chance of mchieving the desired result.

D0/P: RME :d Jur: bpkah

1-President & returned - ID/P Chromo 9-I0,/P-RE retained
2-Bec. State & returned - Destroyed 10-Wu. Bundy - retmimed
3-¥. Pres. & retwned - Destroyed 11-Gen. Gray - retoined
h_Adelph Berle & returned: - Testroyed 12-Mr. Barmes - retalped
5-Thomzs Mann State & returned - Iestroyed 13—]:]:_,'"13 Subj. file - Cuba
6-8ec. Dofense & returned - Destroyed h-Teatroyed
T-lemnitzer - Tetained 15-Destroyed
8-MeGeorge Bundy - retained ; 16-I/TCT - retained

17-Destroyed

(17 of 17)
R
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15 March 1961
REVISED CUBAK OPERATION '

1. FPoliticel Requirements: The plan for a Cuban operation

and the variants thereof presented on 11 March were considered
to be po!.‘llticn].l.y cbjectionsble on the ground that the contem-
plated operation would not have the appesrance of an infiltra-
tion of guerrillas in support of an internal revolution but
rather that of & small-scale 'iﬁ:rlﬂ. Har IT t}-pe of a;mh:lbim

o f-r-:. Jln.-" o !
msa.u_'l_t. In unﬁertuking ta ﬂ.ewlop nltern&ti're plﬂns an& ‘bu

Judge their political al:ceptub:l].‘lt;r, it lmn been neeesna.r; to

infer from the comments made on the earlier plan the charac-

teristics which a new plan should possess in order to be

politically mecepteble, They would appear to be the following:
i. An Unr.pﬂctml.ar Landing: The 11*11:13.1 lund.ins

i Fg

sh.:mld. be as unupac‘bm:_la.r as possible a.nd Bht}'uld_ have

nelther imrediately prior nor copncurrent tacticnl alr

guppart. It should conform as closely as possible to the
typical pati':em of the landings of small groups intelﬁﬁﬂﬂ. '
to establish themselves or to Join others ln terrain

sulted for guerrills cperations. In the absence o:[' a.i:'
support and in orﬁtr 1’-0 fit the pattern, 1t should prohablar

be at night.

- T8 JLTEE22 erapi:
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b. A Base for Tactical Adr Operations: It was empha-

glzed that ultimate succese of the operation will regquire
tactical alr operations leading to the esteblishment of
the control of the air over Cuba. In order to it the pstiern
of revolution, these upl:rn.tiona should be conducted from an
air base within territory held by opposition forees. Bince
1t is impracticsble to undertake construction of an sir
base in the rainy season and before any sir support 1s avell-
sble, the territory nuim'li in the original laspding must in-
clude an alr strip that nn_lsfsuppurtlt.wt‘lcai,mm.

¢. Blower Tempo: The operatlon nI;ould be Bo ﬂnsii;np_d
that there could be an appreciable pericd of bulild up arter
the initial landing before mejor offensive action was under-
teken. This would allow for a minimum decent interval be-
tween the establishment and the recognition by the 1. B. of
& provisional government and would fit more closely the
pettern of a typlcal revolution.

ds E{:rr.‘l]l& Warfare Altermative: Ideally, the terrain

should not only be protected by geography against prompt or
well-supported attack from land but alsc suitable for
guerrilla warfere in the event that an organized perlmeter
eould not be held.

2. Alternative Areas: Flve different aress, three of them

on the mainland of Cuba and twe on islands off the cosst, were

studied carefully to determine whether they would permit an

- 75 fL76622
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operation fitting the above conditions. One of the areas appesrs
tc ke eminently sulted for thE operation. All the otherns had
to be rejected either because of unfavorable geography (netably
the mbsence of a suitable air gtrip) or heavy concentrations of
enexy forces, or both. The area selected is located at the head
of & well protected deep water estuary on the south copht of
Cube. Tt 18 elmost surrounded by swampa impenctrable to in-
faniry in any ousbers and entirely ispenetrable to wehicles,
except along two narrow end easlly defended approsches. T.l.lt'hm:.gh
strategically isolated by these terrain tem:'ﬂ,' the area 1s
pear the u_’nt.u' of the islend and the presence of =n opposition
foree there will soon becoms known to the enlire populsntion of
Cuba snd constitute a sericus threat to the regime. The beach-
head area cootains one and possibly two air strips adequate to
handle B-26's. There are several good landing besches. It 1s
of interest that this area has been the scone of resistance
sctivities and of cutright guerrillas warfare for over a hundred
YOS,

3. FPhases of the Operaiion:

a, The operation will begin with o nipght landing.
There are no known enemy Terces (even police) in the objec-
tive ares and it is enticipated that the landing com be

cerried out with few If any casualties and with no serious

¥

—3- ™8, 176622



e -

combol., AS many suppllea as possible will be unlosded over
the beaches but the ships +will put to ses in time to ke
well offshore by dawvm. The whole beachhead area includ-
ing the air stripe will be immediately oeoupied and
approach routes defended. HNo tanks will be brought ashore
in the initial landing. It iz believed that this operstion
cen be accomplizhed quite uncbirusively smd t.'hnt. the Cesiro
regime will have 1itlle idea of the slze of the force io-
volved. . .,

b. The second phase, prefersbly commencing &t dawn
following the landing, will involve the movement into the
beachhead of tactical sireraft and their prompt commitment
for strikes sgsinst the Castro Alr Force. Concurrently
C-b5's will move in with ges in drums, minimal maintenance
equipment, and maintenonce personnel. As rﬂpid.‘l.ar as
possible, the whole tactical air operation will be based
in the beachhead but initielly only enocugh aircraft will
be based there plausibly to account for all obaervable ac—
tivity over the island.

¢. In the third phese, as so0n A5 there i adequate
protection for shipping from enemy air attack, ships will
move back into the besch to discharge supplies and equip-

ment (including tanks). It must be presumed that counter

»
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15 December 1961

SUBJECT: The Imspectar Gemeral's Survey of the Cuban
Operation

To comment on the subject report in detsil would result in &
paper spproaching in leagth, that of the survey iteelf. Such a
comeentary would have to deal in depth with the sim of the survey,
its scope, and the method used In complling it. Such a commentary
would, at & large number of pages, be required to note inaccuracles,
omisgions, distorticns, unsupported allegations, and many erronecus
conclusions .

A detalled inguiry on the Cuban operation on elerents other
than clandestine tradecraft, has already been completed by the
group headed by Cenersl Taylor. General Taylor's report was based
an testimooy by all the principal officers imvolved in the Cuban
operation. The Inspactor General's report 1s not based on complete
testimony; some of its conclumions are in confliet with Ga-naral
Taylor's conclusicns.

It is not clear what purpese the Imspector Gepersl'e report
is intendsd to serve. I it is intended primerily as an evalusiion
ef the Agency's role, 1t is deficient. HNeither Mr. Dulles nor I
was consulted in the preparation of the Imspector General's report.
As & result, there are many unnecessary inaccoracies.

The report tries To do both too much and too little.

tn the one hand, it attempts to deseribe the processes of
national security policy-making ss though this were a proceoss in
logical deduction like working a problem in geometry. According
to the Inspector General's account, firm prepositions should be
laid down in writing and in sdvance from which correct ccncluslone
as to proper mciions must inevitably be drawm. In this respect
the report goes far beyond an anelysis of the Apency's role, and
it is not sccurate. It tries to do too much.



0o the other band, the report treats the preparations for the
April lsndings as if these were the only activities directed
agalnst Castro and bis influence throughout the hemizphere and the
world. Tt chooses te lgoore all other facets of the Agency's
intelligence collection and covert actions program which preceded;
aceompanied, and have followsd the landings in April of 1961. Thus,
it does too little.

The report misses objectivity by a wide mergin, In unfriendly
handg, it can become & weapon unjustifiably to sttack the entire
migsion, orguonizetion, and functicming of the Apency. It fails to
cite the specific achievemonts of persoms associated with the opera-
tion and presents B picture of unmitigated and slmost willful
bumbling snd disaster.

In its present form, this is not a useful report for amyone
inpide or cuteide the Agency. If complete mnalysis beyond that
already accomplished by General Taylor and hils group is still
required, then o mew kind of report is called for, --a report
with clesr terms of reference based on complete testimomy. Suech
& report could concentrate on clandestine tradecrafi, ao aseet for
which the Agency remains uniquely responsible.

/8/ C. P. Cabell
C. P. Cehell
General, USAF
Daputy Director
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1 Decemher 1961

MEMCRANDUM FOR: Director of Central Intelldgence

SUEJECT : Report on the Cuban Operation

1. In our conversetion on Friday morning, the first of
Lecenmber, you mentlonsd your concern that the Imspector Censral's
Beport en the Cubwn Operaticn, taken alone, might give an errorecus
impresaion &a to the extent CIA is resgpongible for the fofilure of
the cperation. In my opinion the failure of the cperstion should
be charged in order to the following factors.

a. An over-all lack of recognition on the part of the U.5.
Government ms to the megnitude of the operation required to over-
throw the Fidel Cagtro regime.

b, The feilure on the pert of the .5. Govermment to plan
for all contingencien at the time of the Cuban eperation including
the necessity for using regular 1.5, military forces in the event
thet the exiled Cubans could not do the Job themselves.

¢. The failure on the part of the U.5. Governnent to be
willing to commit to the Cuban operation, s8s planned and executed,
those necesgary respurces reguired for ite success.

Je/ Lyman Kirkpatrick
Lyman B. Kirkpatrieck
Inapector General
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15 Decewber 1961

EURJECT: The Ingpestor Qeneral's Survey of the Cuban
(peration

Te comment op the sublject repert In detall weuld result in a
paper approaching in length, that of the survey iiself. Such a
commentary would have to deal in depth with the aim of the survey,
its scope, snd the method used in compiling it. Such a commentary
would, at & large number of papges, be required to note inaccuracies,
omigsionn, distorticns, unsupported allegations, snd many erronsous
conclusions .

A detailed inguiry on the Cuban operaticn on elements other
than elandestine tradscraft, has alresdy been completed by the
group headed by General Taylor. OCeneral Taylor's report was based
an testimony by all the principal officers involved in the Cuban
operation. The Inspector General's report is not based on camplete
testimony; some of its conclusions are in confliet with Gcne*nl
Taylor's conclusions.

It is not clear what purpose the Inspector General's report
iz intended to serve. If it i= intended primarily as an evaluation
of tha Agency's role, 1% is defleient. NHeither Mr. Dullea nor I
was consulted im the preparation of the Inapector General's report.
As a respult, there are many unpecessary inaccuracies.

The report tries to do both top much and too 1ittle.

(n the one hand, it attempts to describe the processes af
pational security policy-making as though this were 4 process in
logical deduction like working = problem in geometry. According
to the Inspector Generml's aseount, firm propositicns should be
laid down in writing and in advance from which correct comcluglons
as to proper sections must inevitably be dravm. In this respect
the report goes far beyond an analysis of the Agency's role, and
it is not sccurate. It tries to deo teo much.
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{n the other hand, the report treats the preparations for the
April landings as 1f these were the only activities directed
against Castro and his influence throughout the hemisphere and the
world. Tt chooses to ignore =ll other fzcets of the Agency's
intelligence collection and covert actions program which preceded,
accompanied, and have followed the landings in April of 1961. Thus,
it does too little.

The report misses objectivity by a wide margin. In unfriendly
hands, it can become a weapon unjustifiably to atback the entire
mission, orgenigation, and functioning of the Agency. It falls to
cite the specific achievements of perscns asgoclated with the opera-
tion apd presents & plcture of ummitigated and almost willful
bumbling snd disaster.

In its present form, this is not & useful repart for anyone
inside or outside the Agency. If complete anslysis beyond that
already sccomplished by General Taylor and his group is still
required, then a nev kind of report is ealled for, --a repart
with clear terms of reference based on complete testimomy. Such
& report could concentrate an clandestine tradecraft, an asset for
which the Agency remains uniguely reasponsible.

[sf €. P. Cabell
C. P. Csbell
General, USAF
Deputy Directeor



