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were all volunteers and deserved Lo know what kind of s future
they were preparing to fight for. Furthermore, the FRED needed

A chenee to develop the loyalty of the troops who were presumsbly
To install and protect its leaders on Cuben soll as members of

& provielonal government.

37.. Thin wes one example of m high-hended sttituode toward
Cubans thet beceme more and more evident as the project progreseed.
Cubans were the basle ingredient for = successful operation and,
although the aim of having the exdiles direct aotivities was
probebly idealistic wnd unsttaineble, nevertheless the Agency
sbould have been able to organize them for macdmm participation
and %o handle them properly to get the Job done.

An American Operstion

38. But with the Americans mumning the mdlitary effort,
running Redlo Swan, and doing undlateral recruiting, the operation
became purely an Americen ome in the exile Cuban mind, and in the
public mind as well. In by-pessing the Cubans the Agency wae
weakening ite own eover.

39. The offieclal attitude which produced this situation
i reflecied in the project's progress reporte. In November =
report noied that the Agency hed "plenty of flexibility to choose
the Cuban group we would eventually ganction ss a provisicnal
government." A January report indicated that the Agency, rather

than the Cubans, wes meking the pkans and decisions: "We have

_93_



T Dl

e TS 1
o 1 "R N

cherted five different lists of proposed wssipmments for any future
provisional government of Cubo and are compiling bloprephic dsta
on those Cubans who might be utilized by us in forming & future
Cuban government " . .

k0. The erowning incident which publiely demonstrated the
insignificant role of the Cuban leaders mnd the contempt in-whieh
they were held cecurred at the time of the invasion. Isolated
in a Miami safe house, “volunterily" but under strong persussicn,
the Revolutlonary Council members awvaited the cutcoms -of a militery
cperation which they had not planmed snd knew 1ittle about wnile
Agency-written bulletins were issued Lo the imri;.d in thel? nome.

Li. They hed not been puppets in the early deys of the
project. Some of the Cubmne had dreawvn up detalled cperational
plans for reslstance in aress of Cuba that they knew intimstely;
others provided coyer rand support. One weslithy exile even wol-
untarily went through the aspessment revbine at Useppa Ieland
along with the young traimecs. They had resson to feel that the
. project wes in the nature of a jJolnt venture, at leaot.

The Military Emphasic

ha. Bub when the prolect began to shift from = clandestine

operation to a militery cperaticn, Cuban advice end particlpa-
tion no longer seemed necessary. Cubsne who up to aboulb
November 1560 had been close to some of the plans and opera-

tlons were cut out. To the militery officerz on loan to the



A e can ™o o e

oroject, Lhe problem was a militery one, and thedr attitude
wis "fo hell with the Revoluticnery Council and the politieal
gide."

43. The peremilitary and the political metion secticns of
WH/L were not in effective touch with each other; in effect,
they treated their taske g unrelated, and this wes reflécted
in the field. The diminiched relationohips with the Cuban
lesders were & measure of the extent to which pecple in the
Froject became carriled away, by e mllitery operstion. B

Lk, The effective utilization of Cubans end. cooperaticn
with th:eanlwas also hampered to some extent because many of the
project officers had never been to Cuba, did not speok Spanish,
end made judgments of the Cubmns on very slim knowledge. (A
notable exeeptlen wes the propagends section, which was well
qualified in this respeck.) They considered. the Cubsng un-
trustworthy end difficult to work with. Members of the Beve-
luticnary Couneil haye been deseribed to the inspectors as
"iddots" and wembers of the brigede as “yellow-bellied.®

45. Eowever, many staff employess in the project realized
thet the Cubans would heve to be dealt with reslistically and
ellowences made Tor their differences and weslnesses., In some
instances, case officers achieved quite remarkable repport

with the Cubans they were handling. These offlcers were ones
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wio had had conpiderable experience in dealing with foredgn
nationnls in varlous parte of Lhe world, and the resulis showed
it.

Desling with Cubans

k6. Some militery officers on loan to the project wvers lees
successul in dealing with Cubans. They elnply gave militory
crders to theee forelgn nationals and expected to be cbeyed.

k7. BSome of the contract employecs, such as ships! officers,
treated the Cubane like dirt. This led to revoelts, mutinies,
and other troubles. Bome very sble Cubans withdrew from the
project because of the way they were treoted.

48. The inspecting tean has received a definite imprescion
that thia operatdeon took on a 1ife of its own, that s number of
the people Involved became so wrapped up in the operation as
puch that they‘ll:uit 6lght of ultimete goale.

bg. There iz & substantisal question whether any operation
can be traly successlul 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 this
netionality is sc difficult, how can the Agency possibly succeed
with the nstlves of Black Africa or Southeast Asiaf

50. The Agency, and for that matter, the Americsn netion
i not likely to win many pecple ewey from Commnism 1F £he

Americens trest other nationsls With condescension or contempt,
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Llgnore the contrdbutions andé the kmowledge which they can bring
to bear, end generally treat them as incompetent children whom

the fmerdeans are going to rescue for reasoms of their owm.
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J.  CLANDESTINE PARAMILITARY OPERATIONS -- AIR

L. The first attempt at a clendestine sair drcp over Cuba
teck place on 28 September 1960. (By coincidence this was the
game night as the first mritf.;mzl cperstion.) A 100-man armas
pack was dropped for an sgent rﬂllted oe having considerable: poten-
tiel ag & recistance lesder. The crew missed the drop zone by
seven miles and dropped the weapons on & dam. Castro forces
scooped them up, ringed the ares, caught the agent and later
shot him, The alrplene got lost on the way back to Guatemsla
2nd landed in Mexico. It is still there.

2. Thie operation might have indidated an unpromising future
for air drops. In fact, its faillure was influentizl in persuading
the chiefs of the project of the futility of trying te bulld up an
intercal resistance organization by clandestine reans, and within
the next few weeks the operational emphacic was beginning ite
Teteful ewing toward the overt strike-force comeept. To this
extent the portent of failure was heeded, bub it did not suffice
either to helt the air drops or to ensure arrangements for their
success., The attempis went on snd on vith results thot were
mostly ludicrous o tragie or both.

3. On 26 December 1960, Eeadquarters received word that a
Cuban'agent, vho had been given Agency training in this country,
wanted an air drop of not more than 1,500 pounds of demolition

and ssbotage materiel =nd weapons. He clearly speeified the
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layout and the location of the drop zone, and slsc the amounta
and kinds of materiel desired. h'H,r"ld cabled this requirement to
the a&ir baee In Guatemals, where all the flights originated.
Howewver, the Development Projects Divieion (DFD) them cabled
Guatermle thet arme and apmmition would be dropped with food o

moke o maximum load, also 200 powmds of lesflets for o drop

elsewhere. This ceble was not coordinmted with WE/Y, which sent
a megsage to the sgent the following dey stabing fthet o cargs
drop would teke plece B3 requested mnd thet the weipght would be
1,500 powmds.

Rice and Beans

4. A drop wes made on 31 December. The 15-man recepiiocn
teem received, not only 1,500 powmds of materiel which wam dif-
farent from the originel reguest becaume the speeific 1tems could
not be packed in woterproaf containers in time,.‘but zlac 800
pounds of beans, 000 pounds of rice =nd 160 pounde of lard.

5. This was the anly drop to this Cubac =gent. He wes 8o
vexed with the drep that he came out of Cubs specificslly to make
a complaint and te cancel a succeeding drop vhish hed been plamnned.
He atated that he would mol sceept snother drop, no satter whot
the cargo wos. He pointed ocut that the Apeney nd endoangered e

 safety by dropping cargg which be had not esked fer, did not
need, #n0d could not handle. Furthermore, the adrer=ft had steyed
in the vicinity too long, had Tioﬁm with its lsmding lighte on,
bad cireled arcund and made numerous U-turns and even dropped
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B e s T



propaganda leaflets on his property. He declded the Agency locked
the professionsl competence to meke clandestlne alr drops.

6. Thie cperation wes recorded as "successful" by the Agency
becavee cargo wWos actuelly delivered to the pecple 1t was meant for,

There were four such "successes"” in all, out of 30 misselons Flown

up to 21 April 1981. (The Fiscal Year 1901 budget called for 105
gir drops.) The firet of these tock place on 30 December afier
mmerous ettempts beglnning in mid-October. There were 13 unsuc-
cesaful attempts during Jenuary and February. - The th.'r_rvl BUCCEER
took place on 3 March, when three sgents vere dropped (previcus
attempts to drop them had been made on T February and 27 February).
The fourth successful droap was on 20 March.

The Successful Drops

T. Except for the rice-and-beans drop, the successiul drops
were &ll to an agent who bhed been trained in air recepbion pro-
cedures by stall personnel at Hesdguertere.

B, The three cargo drops known to be euccessful were all
made in the Pipar del Rio Frovince. In other words, practically
all the supplies went to coe emall ares of western Cuba. Small
amounts ere thought to have been recelved in Camaguey and Orlente,
but none in Metanzee or Havens. Ten miesione were flown into the
Escambray at the reguest of an agent who had no t:'c"sil:l‘i_;:lg in alr
reception. Twice the carge m:h;.‘ not dropped becsuss the drop zone

was not locsted, =nd once the plane turned back because of bad
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weather., Oo the seven occasicne cargo was dropped, It wes either
totally or in large part recovered by the Castro forces. Three
times cargo was dropped blind, three times in the wroog place,
and ones on the drop mone when the reception committee wos not
there.

9. In all, about 151,000 pounds of arme, semmition and
equipment were transported by air. Not more than 69,000 pounds
of this was actunlly dropped) the rest weoe returned to bese. OfF
this 69,000 pounds, st lesst 46,000 pounds were captured by
Castro forcesz, who recovered all or a large part of ten drops,
compared with our egents, who recovered three. In ether words,
cut of T5 tons which were sir-lifted, paramilitary agents
sctually got sbout twelve (aboub enough to arm 300 men, figuring
7,500 pounds to a hundred-men pack).

10. Bxcept for the one team, there were no clandesting
personngl drops made or even attempted during the entire project.

Lack of Procedure

11. The sgente on the ground did not heve a stondard
procedurs for sir reception (most of them had not been trained).
The locations of drop zones were variously emd fngufficlently
deserited by coordinates, sketches, or azimuths. In two opera-
tiong the requesting sgents 414 not even have mape of thedir al;ea.a-
In one of these WH/: heedquarters, DFD and Mismi Base each arrived

at a different set of coordinstes frem the reference polots given.
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In ancther cese the coordinster given for a drop zone were in the
geean.  Reception parties proposed to mark the drop zome with
varlous blzarre apd dmpractical patterms, such sg: two red lights
ard one white light sbout 15 fee:t. apart moving clockwise; Bn Arrod
50 meters long with lighte at two-meter intervals; lights in the
form of & straight 1ine with = elgn in the middle 11t up with
Christmas 1lights (on this one, the crew at one point mietakenly
identified cars on & road as the drop-zone slgnal); two crosses
slde by side; & triangle of three lights with a fourth 1ight in
the center. In scme aresg there were so many emall lighte in the
viclnity that no pettern could be located. For one drop the agents
mide four proposals in rapid succession: no Lights, o nine-man
cross, & line of five bcﬁi‘ires, a B0-meter line of colored flmsh-
lights.

12. The standard lipht patterns taught by paramilitary instrue-
tors and generally accepted as best, were (=) mn "I" of N 1ights;
() a "T" of 5 lighte; and (c) & cross of & lighte. ALY lights
should be 15 to 25 yards apart, with one light different from the
others.

13. The Cunan z2ir crews must share the blame for the fellures,
ag must their treiners. Polioy 4id not allow Americen observers
to go aleng on the missions to correct the errors. Pilot disci-
pline wrs lacking ard instructions were not followed in numerous

»

instances.

S I =



R = = s

14, For exemple, ene sir crev, under specific orders to short
the mission 1f the drop zone wad misssd on the initial run and net
to search for it or circle asrcound, made Tfour puases four miles
é.wa.y, pecording to the grownd report (which edded, "Pllots drumk
or crazy.").

15. Ancther crev ccemander, under orders net to drop umless
the T pattern wes positively fdentified, elected to drop witheut
seeing the T beceuse he had a "peeitive feeling” thet he wae over
the drop zane. Ancther sireraft remained in the drop zone Brea
b1 minutes before dropping cargo.

Headquarters Direction

16. The Headguarters direction of these nir drops left much
to be desired. DFD, which controlled the crews and plenes, never
ned & representative physically sssigoed to WE/L, and the twa
actlvities were cperating in a divided commsnd situation oo the
besle of mutusl cooperstion rather than gerernlly accepted manegs-
ment praciice end military command principles.

17. Deily consultatien sroved impossible elthough there wea
a requirement of it. There was trouble on cover stories, om
funding, on security, and cn cebles, among other things. Tt was
difffcult te determine where the responsibilities of ane
component ended and those of the other began.

18, The WH/W persmilitsry chisf recosmended that the DFD unit

be azsigned %o the chief of the task foree for integration within
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his staff. But no action was ever taken, and the situatlon remsined
&8s described for the duration of the project,

1%, WH/L and DED 414 not even mgree on dectrine and tech-
niques. In addition, =11 flight plans had to be personally re'rieweﬂ_
&nd epproved by the Deputy Director of Cemtranl Intelligence (DDCI)
end by the 5412 Specisl Group. The requests for air drops came
from Cuba by radio, secret writing or telepbone to Miami and then
were forvarded to WH/ headquarters, which then put in an opera-
tiomal reguest to DFD, which in turn directed the Guetemals oir
base to mount the flight after approval had been glven by DDOT.

DFD eould and did release its own ecables, without coordinstion.

20. This cumberscme system was complicated even more by the
soarclty of agent redio operators inside Cube. BSome of the arrange-
ments had to be made by seeret writing, which was not only slow but
contributed to misusderstanding. Wecessary lasi-minute chamges of
Dlen by the reception groups or alr crews could not be coerunicated
to each other.

Example of Confusion

Z21. The drop finzlly sccomplished on 30 Decexber is an out-
standing example of the confusfion thet prevailed.

22, WH/k informed Havana that the drep would be made from
k00 feet. DPD told the Gustemala Thse that the drop would be at
1,000 feet. Guatemals, on the other hand, felt thet 600 fest

werld be best. WH/Y informed the dgents that the aircraft definitely
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would make cnly one pass over the drop zone. But DFD authorized
one 360° turn in order to make the drop good if the drop zone was
not loceted on the inmdtial run. (Actually, the crew made three
peszes. ) This drop then falled (on 5 December) because the recep-
tilon group understood that the plane would make only one pass, and
turned off the lights when the plane came back for a second try.
There was slso confusfion over the time of the drop =2nd the muzber
of tundles, The difficulties j.u arriving et an understanding smong
all parties concerned were so great thet thie operatiom, first
planned for 22 October, wae re-scheduled for 13 Nevewber, run on
5 December without dropping, then scheduled for 19 December. Then
this had to be changed to 25 December and finally to 30 December.

23. For another operstion WE/h told Guatemala that the cargo
should weigh 6,000 pounds, but DFD told CGuatemals 1t could not be
more than 4,000 or 5,000 pounda., The DFD message wee cob coordineted
with WE/li, as Cuatemsln then polnted out.

2k, . Some of the techniques used by DFD were highly question-
sble, In one instance DFD teld Guatemals that in the event the
drop-zone lights were not seen by the crew the pilot should never-
theless drop his cargo on the drop zone as determined by desd reckon-
ing. As it tuwrned out, the reception group had dispersed effer an
encounter with 2 Cuban arpy patrol end was umable to be at the drop
zone, The (astro forces then pleked up st least balf of the bundles

dropped. : i

- 105 -



Supplies for Castro

25. In ancther case 1,600 pounds of food &nd meteriel were
dropped tlind (in the dark of the moon) on each of four hilltops
to 8 group which wes known to be in such s precarious position
that it was nmot able %o stay in place long enocugh to lay ocut a
drop zgoe. Again, The Castro’forces got most of the Lomd.

26. In still mnother, DFD fold Guatemals that turns were
allowed If the plone wos not limed up on the initial rm over the
drop zope. The agente reported that the plene passed over twice
without dropping and that this alerted the Castro army to ettack
the resistance group and to disperse it.

Z7. Unce two planes were sent over the drop zopne half an
hour spart and allowed to make two passes each. Not surprisingly,
200 militis gearched the ares the pext day and seized the earpp.
The drop altitude for anether operation was set at L,000 feet. The
pliot reported be bed hit the drop zone from 3,500 feet, even though
uneble %o recognlize the marker, bul there le.evidence that the enemy
got &t least hall the drop.

28, Ope sirernft recelved heavy fire and was damsged. Its
crew thus lemrned the hard way thet dropping leeflets first had
helped to alert the s=rem and recammended that in the future the
carpgo be dropped Flrst. Mlaml Page pointed out to Headouarters
thet 1t was a mistake to drop heavy weapons before & group had &

knevmn capability of wusing them erthad speeifically requested them.
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29. For s long tike the results of the drops, as reported
by the ground elements, were not forvarded to the air crews, whe
got ne erltlguss but comtinued to report successes when in fact
they were missing the drop zooe by many kilometers,

Handling en Emergency

30. The handling of an emergency also left scmething to be
desired. Ome of the planes bad to land in Jamales., The comander's

Phone eall to an emergency nusber in Guatemals produced the reply,

"Hever heard of you." —ﬁ_rc:t heard of
this landing m;m_,- who had assmed (vrongly) that
—'hs.ﬂ. been advised by Feadguarters.

3L. In January 1961 Division D of the Ageney's FI Staff made
2 study which reised pertinent questions ebowut the air drops. The
project's paramilitary staff made a study in March apd eoncluded
that the Cuban erews did not have sufficient experiecnce or super-
vieed training in clapdestine paramilitary alr operaticns to meet
the preject cbjectives and that they were too umdlsciplined to
cbey instructicoms or to make correct reports. This study recom-
memled that coptract Amerlean sireraft commanders be used, but it
did not receive the approval of the paramilitary chief and went
no Turther.

32. DFD 2lso made an anslysis in March and recomended car-
tain overdue corrective action such as cbtaining agent reports of

drop results for prompt dispateh *to the air bass in Custemala,
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eritigues for each missicn regardlng compliance with instrustions,
elimination of blipd drops, and better ldembification of drop zones.
DED call:lea. Cuaterala on T March that an analysis of the mission
results to date would be forwarded shorily to be used as & basls

for refinement of tactlcs and loprovement of coordibatlion with the
reception teams., And st the epd of March s check pilcet was included
for the first time in & mission crew. He noted discrepancles in
pilot procedure and crew coordination.

Tardy Corrective Action

33. These corrective actlons ceame too late. The ceeming
inability to support resistance elemenbs augmnented the growing
rellaace being placed on the idea of an amphibious strike forece
to accomplish the cbjective; thén, s the strike idea took over
mere and mere, interest in elapdestine drops decreased anong
officers in charge of the project. On or about 28 March a poliey
declsion vas made thet there would be no more clandestine drops
until after the sxphiblous essault. Inasmuch as the WE4 case
pfficers handling these drops were not lnfcrmed as to the strike
plan or the date, this posed a problem for them because 19 drops
to speeific drop zones were reguested between 22 Merceh and 19 April,
and it was necessary to stall off the requests with suck messages as;

"Don't give up hope. We'll drop as soon as we can.'

"Regret unsble mount BERTA. Definitely planning support your

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

"Unjust te delsy cperstlon so much. . .This is not & pame,"

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

peasants and students depend on you.®

"Dear Allies: Arme urgent. We mode o commitment., We have

coaplied. You heve not. If you have decided to abandon us,

answer. "

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

supply us we will heve to. . .demcbilize. Your responsibility.

‘We thought you were sincere."

"A11 groups demoralized. . .They consider themselves deceived

because of fellure of shipment of arms and money according

to promige.”

Perheps the situstion wee best summed up by this agent meccage:
“Imposeible to fight... .Either the drops increase or we
dle, . .Men without erms or equipment. Cod help us."

3% Tne Inspector General reluciently concludes that the
agent who vas showered with rice and besns was entirely correct
in bls fipding that the Agency showed ne prefessicnal competence
in ite attempts at clandestine air dreps imte Cube. Furthermore,
these attempts in their over-all ef‘f:er:t Probably hurt the resis-

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

1. Wi/k Branch had two separate maritime problems. It
needed to transport men and supplies clapdestiinely to the coast
of Cuba by small bosts, and it needed ships to transpert and
Support en awphibicus landing of & military force, more or less
overtly. Thie sectlion of the report will be Eoatly concerned
with gmall boat cperations.

2. The WE Divisfon had no assets in being; thepe wes ne
fgency element compsrable to IPD to ecall on; =snd for shosure
Teasons the Navy was not asked to provide the help it might
have. WE/M hod to start with nothing; there seemed to be very
Uttle maritime Imow-how within the Agency.

3. The originai cperational plen called for building up
4 substantial resletance crganization, which could be done
only if suppliee and peopls were delivered to the right places.
During the critical period March-December 1960, WH/h had one
beat, the "Metusse Time", a Sh=-foot pleasure cruiser which was
lent to the Agency by a friend. Two maritime operations
officers, more or less under deep eover, lebored from Merch ic
October to cutfit this bost and train ite crew.

4. The boat vent on its firet mission om 28 Septerber,
offleading 300 pounde of cargo and plcking up twe exfilirees,
By Juouary it had made five additicnal trips and franeported
sbout five tons, but only cne infiltree. It hed apother

successiul operaiion in March 1961 and ancther inm April.
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5. In November and December there were oix olther suceesaful
omall boat operaticms conducted with beoate owned by various Cubans.
The arrangementa wore mads by indfvidusl case offfcers at Miami
(there being no maritime section) and mainly in response ta
requests by the omners. No memorands of understanding wers mads
and the agreements oa to supporting, equipping, and f‘Lm:;jJ:g
theae Cuban boats were exceedingly loome, thus causing many
problems later, -

6. A Cubon would sey, "Give me a Lank of gas snd o machine
guu,; and you can uee -::«::r boat end ve will help run ££." After
the operation he was llkely to come back and say thot the boat
needed all sorts of eguipment which had been damsged by the
operation, snd many claims vere built up in this H;_r.

. Although more thon twenly of these boste wore offered )
to case offfcers, most of them were too small and too limited
in range to be of much use. Furthermors, the bad weather
which lasted from Decembar into iﬁ'ﬁa.rr:h mads amall boat opereticns
Imposaible st a time when they were badly needed. I'm Janusry |
1961 there wns not & Bingle succcgaful operation.

e Ry

8. By December the need for am“zhs@ta wog

becoming obvicus. The "Sea Culi" {ae;"belu‘w] waa plcked up by

Headguarters about this time. It tumed out to be o complete
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"Lemon"; one of the most experlenced employecs in small boats
spent most of his time from December to June trying to get it
to run, oand it never did participate in an infiltration or
exfiltration cperation. Also, about December a T5-foot yacht,
the "Wosp", ENEER. It bod e 17-knot speed snd a S00-mile
range and ran ite first successful missiom o 15 February.

9. About February the "Tejena" alse Lecome operatlonal .
This was & 110-foot yacht which became available through =
Cuban contact of o cage officer. The arrangemente made by
the case officer with the Cuban owner were so vague that
pe.:.-’meﬁt of pllls incurred was a continuing problem. However,
the "Tejona", in four opersticone in March, infiltrated 19,000
pounds, os compared with 12,700 pounds which had been infil-
trated from September up to February by =11 available boats.

10. The stetistics compiled by WH/L snd by Miami Pase
on the small boat operations ere somevhat confused and
inceneistent. However, the general picture is clear. The
gzall boat operations sucsceeded in getting sbout 76 people
into Cube clendestinely. Most of these were taken in during
March. Up %o the middle of February only ten had been
succesafully infiltrated by this means, the first being in
mid-Novenber .

11. In the matter of =rms, ammmition end other supplies

to the resistznce, the boat operations were nol an oubtstanding
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success. From Seplember to.the time of the strike about 70,000
pounds wers successfully inffiltrated. This wos about three times
&8 mich as was put in by air drops. The totsl apount of supplies
put into Cuba by alr and boat cperatlons emcunted to abeut 93,000
pownds (463 tons); this would be sbout emcugh to eouip 1,250 men,
Limited Ares

12. There was one susceseful boat opersticn in September;
two in October; three in November; six in December, mone in
Jormuaryy 8ix in February; thirteen in Merchy amd two.in April.
Up to February only eix end o half tons were semt in.

13. Ome should not geb the ides that these supplles were
aniformly distributed throughout Cuba. Most of them were
placed in one small ares, the nerth coast of Cuba close to
Havone. The small beate did not have the range to go farther.

ik, In almost all cases the supplies vere transferred io
a Cuben boat or an offshore key rather than deposited on the
shores of Cuba itself. In the fzll, boat operaticns wWere
restricted by policy to offshore rendesvous. By Jonuary Miami
hed begun to plen beach landing opersticns as o means of
overcoming the unrelisbllity of Cuban-baeed bosts. At this
time Mizml Pase 4id not even have aerial photos of the north
coast of Cuba.

15. Of the 33 missioms rated as succesaful eonly 27 could

e considered entirely so since the carge on the gther cperaticns
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was later recoversd by the Castro government or the success
was only partizl. The rece];oicrn commltiees did not seem to
bave hed much training in maritime reception procedurcs.

16. In sum, 2 sEall amount of meteriel was put inte the
Havana ares in the pericd September-lecember by some 111-sulted
smzll boats, Then by using the "Wasp" and the "Pejana” a
substantially lerger amcunt of supplies was put in during :
February and March as well as some people, but to a Iimited
area only. At this point the "Bgrbara J" and the "Elagar”
(former 10Iz) were used because of their longer range =nd
larger size; however; for warious reasons they were also
unsuceessful in placing anything on the south coset except
at the westernmost poart.

Lack of a Plan

1Y. Officers who worked en these operations reported
that there wes no effective project plan for using small boats
to deliver men and egquipment thiforces inside Cuba who wers
best suited to use them to build up & powerful underground
movement sgainst Castro. Accopding to these officers, WH/L
did not plan smell boat operaticns; the case officers simply
responded to reguests by lndividual Cubans and groups. Ooe
officer remarked that the Cubans were running the operstions.

18. 0f all the attemsts made to lznd men and supplies in

Cuba elandestinely by water some of the most notable were made
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Ly the "Barbars J', & surplus LOT which the Agency bought in
October 1960. It was intended that this craft would serve as
g8 mother ship for small boat operations and also provide &
long=rangs 117t copability.

19. After a sﬁu}se-io-.-n voyage in December, featurad by a
mutiny, the ship wes scheduled for clandestine maritims infil-
tration of three paramilitary teams into Cuba. Initially there
wes pome confusion as to who was rumming the operstion since
Mizmi hed been handling small boat operaticms and had made the
rendezvous plans for this one, but Headquarters had responaibility
for the "Barbara J'. WH/4 then sent the chief of fts maritime
gection to Miami to coordinete, to brief the captain, and to
dizpatch the boat oo its missien on 16 Janusry,

20. The "Barbara J" put into Viegues Ieland on 31 Janusry
1961 efter having been unsuccessful in putting snybedy sshore
in Cuba. The crev's morale continued to deteriorate. Some
refused to take direct orders, attempte to discipline the men
vers Ineffective, the enginesrs refused to stand watch, and all
of the crew warted to return to Mizmi{ and resign. Also, nine
of the ten apernts did not wish to stay on the ship For anobther
miggion.

A Sit-down Strike

2l. ©n bk February the "Barbara J" sailed from Viegues Tor

& rendezvous on the south coast of Cuba, 24 crew members having
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been left on a Viegues beach, where they staged & sit-down and
& bunger strike. On § February the "Barbara J" reported that
the contact hed not ohown up at the rendezveus point.

22, After iryling agsin on 10 February, the captain of the
"Barbara J" ecsbled: "Take a wessape fo Garcin: The reluctant
herose in fishing beast apain conspicucus by thelr shoence.”

0 11 Februsry he sent another odd cable: "Last message to
Garele: Your fishing boat still manifesting extreme ohyness.
Buggeet next eperation send in vareity." On 13 February he
sent: "Craised without meking contact. Picked up small target
on radar, trecked it down, and scared hell out of some fisher-
men who wanted no part of us."

23, The case officer and the tean leaders had s different
etory. They stoted thet when the "Barbara J" arrived ot the
rendezvous point it wes approached by a gmall };-ca.t thn;t CAmE
at the right time and gave the correct spigmals, but thet as
the boat came alongefde the coptain of the "Barbara J" ordered
two floodlights turned on the boat which apparently scared it
away.  On 18 February the receptiom party sent e message that
their boat kad been at the right place at the right time and
thet & patrol boat bad showed up. The "Barbers J" mrrived at -
SEEETRNEE, oo 1) Febouary without having received arrival
instructiona. On 15 Felruary Mismi sent & mr;mo:_ge goying that

it wae petting up facilities st Key Weat to receive the
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"Barbara J". Upon landing in Key West the ten paramilitary
agents, having been on thias trip for a month afier apending
two months in = sefe house, were ready to resign and 1t took
& considersble amount of persussion to get them to stay with
the program. They were then sent to New Orleans for holding.

Earning & Cltation

2h. Beveral officers who were msgociated with the captain
of the “Barbara J", a contrect employes mcquired fram Military
Sen. Transportation Service (MSTS), have testified to his
drinking cn duty, his bullylng of Cubens, and his disregard
for security. Drew Pearsocn wrote about t.he drunlken fnerican
LCT skipper who scared awsy Cuban underground lesders with his
ship's flocdlights, and who threstensd to abandon a sabotage
team. Om 21 March the project's paramilitery chief relieved
the captain of his command and requested that he be terminated.
However, the captain was retsined on duty end eventually
recelved full pay and & bonus for a six-month contract peried
in the smount of 31k,695,

25, WE/h Branch inftinted acticn to get the captnin
comzendsd by his parent service for outstanding performance.
In July 1551 he waes eited "for :mm]:letim:i an sssignment involwing
extreme hazards in an outstanding memner, and displaying e:s:r:e.::u—

tiomzl skill and courage" end given the Navy Superior Civilian

>
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Service Award -- the highest honcrary civilian award within
the authordty of the MSTS commander.

26. The brench had never taken sction eitber to clear
him or to convict him of serious charges, end the high
comendation he recelved casts doubt not only en the validity
of other WH/} recomrendations for merit citaticms but also
on the quality of personnel menagement in the prg,!ent-

Proeuliar Orgenization

27. The crganization for controlling elandesting mexdtime
operations was peculiar. The forwerd cperating bege fn Miami
had the respmsiﬁility for small boet operatiocns but could not
run eny without Heedquerters approvel. Tt wes seldom that
Headgquarters had any query or refused to give spproval.

28. But the Miam{ Base did not have the equipment and
experience that were needed. For a long time the docking
facilities were inadeguate. The desirability of having &
base at Key West was recopnized as early as Hovember 1060, but
thiz base was not esteblished until mid-Februsry. Tt waa
insufficlently staffed and had & great many cover, security and
administrative problems on which 1t received 1ittle assistance.
At firet it was under the direction of the Miamd paramilitary
sectiong eventually it was placed under the chief of the ]‘-'[‘.f.&’l]'.l..

Dase.



23,  The small staff at Hey West not only supported small
boet operations; It also had Lo take vhatever action was
necessary when disabled black flights came in to the locel Naval |
alr stetion aince DFD had no representative 1o the ares. @Toch
unsuccessful maritime operation doubled the work. Boats coming
back to & sofe baven loeded with ayms and explosives, usually
creved by Cubons and sometimes dissbled in varicus ways, had to
i imluuded agein by whoever was availshle among peramllitascy
case officers and security =nd support people. A few staff
employees worked slmost around the clock for o month loading
and unloading carge without benefit of even a Forklift. Mary
tons were so hendled.

30. It is clear that there was no over-all poliey in regard
to the small beata. There was no clear ditective ag to whother
te acquire shori-range, speedy boats or long-range, slower boata;
whetker to use fishing ecraft and crews or special-purpose hoats
built specifically for our use. There was na policy on the use
of a mother craft. There was no control over the amount of
money spent on these small boamts and their cutfitting,

The Maritime Unit

31. wH/4 Heedquarters had a staff employee whose job was
small boat coordimator. This meant, in effect, checking
proposed cperations with the intelligence section, extending

approvals and keeping records. :.JHfh zleo had a separete maritime

= A0t



B L e

unit which hendled the technical zide of the amall boats,
approved funds for them, and arranged for personnel for them,
but had nothing to de with their coperstione.

32. This maritime unit alsc bad the responsibility for
acqguiring end fitting out the lsrger ships such as the
"Barbara J", the "Blagar', the three LOUs and the shipe used
in the strike. Thiz unit zlso had the responsibility for
training underweter demolition temms, directing raiding
operatione, and nve.rseeine; the Vieques Dasze.

33« The lack of equipment, the shortage of experienced
personnel, the 'pr&s:; of time end the probléms of coordination
are shown by the experience which the maritime unit had with
the mcguisition and outfitting of the ICIs end the LOUs. The
PTeES -ni‘ time hardly mllowed for advertising for specific
types of craft or soliciting mmpetii:ive bids. The twa LCIs
(the "Barbara J" and the "Blagar"} wers purchesed from a
private corporation in Mismi for $70,000. About $253,000 was
then speht in modifying, repeiring and cutfiliing them.

34. This work, which extended over n perdicd of several
months, was directed by officers from Headquarters during
short temporary duby tours {n the Miami area. The dey-to-day
5uper1.r.iﬁion of the work wasz under several Favy chief petiy -
afficers (borroved fram the Ageney's Office of Treining) whe

had no cootact with Mlami Basze, Bo authority to spend money or
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gEive orders, and no channel to procure parts and equipoent.
The technical and training sbllities of these Navy chiefa were
grosaly misused by the project; much of thelr time was spent

8% stevedore or deckhand labor.

Traeining on LiUa

5.

e, thrce 1CUs

wore bought directly from the Nevy in September 1950 et
$125,000 ench. Supposedly in operating condition, these
craft bad been stripped and were in euch bad shape that they
could hoardly be moved from the dock. The dozen or so Agency
employess who went to Little Creek to get them into operational
conddtion were so busy wilth repeirs that there vas 1ittle time
left for leerning how to cperate the eraft, even though some
membere of the group were not familiar \.rit':-h LCUs, the engineers
did not all know engineering and the skippers did not all lmow
nevigation. This group got the LCUs to Vieques Ieland somehow
and proceeded to train the Cuban crews, which, however, were
given no training in night landing and very Llittle in navigation.
36. In all, about $1,400,000 was spent on boats snd ships,
and the totel cost of the mearitime phases of the projeet was
ghout $2,679,000, Weges were a conaidersble item. For exsmple,
ship's masters on contract were budgeted st 32,500 2 month, cooks

at $1,000. There seemed to be a geneval failure st the top to
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realize how much boats cost to run and to keep dn repair. The
arrengement whereby officers in Headguerters tried to control
the expenditures being made in Florids to repair and operate
boats which were urgently needed waa bighly impractical. The
high eost of boats in this project is well fllustrated by the
dfemal case of the "Sea Gull".

Case of the "Sea Gull"

37,

Lo o R e e

viously been used to service offshore oil-drilling rigs and was

estimated to have o foir market value of $7k,500.

38, The reguest for epprova]l g, o5 o igned
for the chief of the project by a apecial assistant in the FI
section (meting for the meting chief!) and approved by the
Deputy Chief of WH Divisien (acting for Fig chief}, It wog
“ chrietened the "Ses Gull" and trnnspm:t.cd'
Lo Miami, vhere it broke down 500 yerds from the pier on ite
first triel run. (m @ Jonuary 1961 4% wes cstimated that
repairs and modificatfons would eost $10,000; by 30 Januazry,
the estimate had gr'::rm to $32,000; by 22 Februsry, to
$40,000; and on 2k February, the shipyard doing the work

submitted a bill for $55,000! In all, the "Sea Qull" cost:
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- $39, 500
Repairs (eventually reduced from $65,000) 55,000
Commmnicationa gesar, tools, arms, navigation

aids 14,000

111,500

39. The "Sea Qull” wes not ready to e used until the last
week of Merch; at this time it wes commandeered (slong with the
“Wamp"} by & headquerters unit which wes staging e dsception
cperation in connection with the amphibious strike, over the
strong protests of Miami ﬂ&se, ‘uhic.h never got to us;n, the hoat
on an infiltration operaticn.

Lo, The lack of gualified personnel, the confusion of
responsibility, the lack of planning, and the skyrocketing
cogts in the maritime activity led to 2 high-level request for
the assignment of a gqualified senior Navel officer to the
project. When a captain reported, no me: seemsd to know \;'hat
to do vith him and, after be btriefly vicited Mim-ni end Key Weab
bases, he was sssigned €o the nawml side of the strike planning
at Headguarters, [He Iz reported to have been not .ent.f_'rel}'
happy with his brief Agency tour. In any event he was ancther
example of poeor hendling of people in thie project, end he was
not glven & chance to solve the problems of maritime operations.

k1. Tt is apparent that the Apeney had very little capability

for maritime cperatlons even of a clandestine nature. Tt lacked
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trained peracnnel, boats, bases, doztrine, and orgenizaticn.
The eomployees who worked in this sadly slighted activity were
well aware of this, and morale was not high. As ome of them
gald, "The lowest kind of operations officer ig & paramilitary
operations officer, and the lowest kind of M officer 1a =

maritime opereticone officer.”

- 124 -
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L. CLANDESTINE PARAMILITARY OFERATIONS -- TRAINING UNDERGROUND

LEATERS

1. ZEarly in the project a carefully selected group of
Cubang was trained for infiltration into Cuba to organize
resistance. The locse mansgement of the project is illus-
trated by the confusion between the headquarters elementa
and the troining elewments over whet these men were belng
trained for, and by the feilure to have thelr misslons, mezns
of entry, and reception resdy for them.

2. 'ﬁle trained Cubang put imbo Cuba were too few end’
too lete to do very mich, and the strile plenners lgnored
them. The cost of training and holding these men probably
ran well over & millicn dollers, yet most of them were never
used for what they were trained %o do, and some were not used
at all. i

3. This particular endeavor begrn 1n December 1959 when
the WH Divislon made & decision to plek o smmll group of Cubans
and train them to traln other Cubans for infiltratlon into Cuba
in small paramilitary teams Lo organize resistance forees.
Fossible training sites in Panams were surveyed at this time,
but no further sction was taken. The basic policy paper
&rproved By the President i March 1960 inslnded the shove

proposal.
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b In April 1960, the Cubsn leader Memuel Artime, who wves
in Mlami, offered a number of his followers as rcn-ruj_-;;s for
this program. Useppa Island wae scquired as an assessment
and holding site, and & preliminary screening of the candidates
for the training progrem began.

5. Iuring May end Jume 1960 complete polygraphs, peycho-
dlogleal and psychiatric tests, and evaluations were obtained
on 66 individusls. Basic Morse code training was begum &t
the :I.:s;.and.. In June 29 treipecs were sent I_'rom_'i.rse;upa Ieland
o PEr.'r:iam-a. for basic parpmilitzry _tra.:l.ning. .In July 32 trainees
vere sent to Guatemals to ‘;:le trained as Eaéic.nﬁers;i.;orm and -
Useppa Islend wes then closed down.

The Training Site
6. A worse treining aite could hardly have been chosen

than the one in Guatémalm, it belng elmost inmccessible, with
ne treindng facllitics and. almost no living facilities. The
trainees were put Lo work building the camp, working during
the dey amd stuwdying at ndght. This went oo for several months.
T. The oumber of Americems st the cawp was held to = bare
minimim for security remssns. They were represented to be
elther tourists or adventurers. The camp commander was also
the chief of tralning =nd the project officer for Cuatemala.,
When he arrived, he had to set up the temporary casmp, find -am

area for a permanent csmp, contract for bulldings, supplles,
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and equipment; he also had to find sltes for a sultsble air base,
e maritime base, and a prison and contract for these facilities
to be brl;:L:Lt. He hadé three sssistants: a communicstions officer
end two contract ewployees.

8. The initlal group of paromilitery trainees was trans-
ferred to the Guatemals Bose Trom Paname after twoe months of
tradning. By 23 August there were 78 pa:rn.nﬂ.E:L'l_.'-nr;.' trainees,

3% communicetions trainses, and nine steff end contract employees.

G. 'By.ﬁeptemher _i..:he tra.ining camph&cl e_nm:.gh.rgcﬂ_’}tias
.auﬂ. inetructors to begin a four-week besie t:c'a.in:':[.ng COUTES .

The trainees were nort:cd.-inte sc'.rcn-z.nm Leans u.c-c-::-r.éj.ng ta

their area knowledge and their aptitudes. Sixby were selected
to go into Cube {either legally or illegally) =nd to comtact
resistance groups; &0 were selected for action teams to go in
illegally ond join the resistance groups that had been contacted
by the first teans; the remainder of the fraineee would be formed
inte a TamuL‘L convenblionnl strike forece. The tralning base
expected the teams to be ready to go in Oclober and asked Fead-
gquarters to provide the infilirstion plans.

10. The trainers did not realize thst Headguarters had
changed the plan. Already in July the FRD, the exdle politiecal
front, had been asked to provide 500 individuszls for a para-
military action codre, snd the tralning bose was eskxed 1T 1%

could accommodste this number. Obvicusly, 1t could not.




Conditioas actually got worse. In September the traioing camp
was plagued by torrential tropical rains, shortwmges of food
and supplies, plus trouble with agitators and hoodluma among
their recently arrived traimees, who were not being screensd
end sesegsed as the first ones had been. The training base
chief got into disfavor with Headguarters apparently because
of hig blunt cables asking for assistemee. ("My men sre going
hungry and barefoot.")

Request for Miesions

11. TIn October the infiltration teams thet had been
selected from among the trainees worked owb detedled opera-
tiooal plans for themselves, complete with maps, propaganda
handeuts, and resistance operations. When the base amnounced
that about & hundred men were ready to go, Headgquarters replied
that it was proposing the 1llepal infiltration of the teams in
Hoverber by boat. (Actuslly, the only boat the project had at
this time wes the Sh-foot "Metuse Time".) EBesdguarters further
cabled that it wos engaged dn preparing & general plan for the
employment of the infiltration teams but that the details were
not yet ready. The base chief was recalled in October, and
thereafter the training base bad & new chief cach week far five
wzeks., (ne traloee was put loto Cuba legally at the end of

October.
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12. In Kovember 1960 (12 months after the original declieion
hod been made to train Cuben teams for reslstance organdzation)
ten tesms were reported ready to go. But they were still aaiting

Zeadquarters plans for fnfiltration. In all 178 men (ineluding

‘23 redio operstors) hed been trained in eecurity, bosle clandestine
tradecraft, intelligence collection and reporting, propaganda and
egitetion, eubversive sctivities, resistonce organizetion, recep-
tion operaticne, expleosives and demclitions, puerrille actdion,
and pimiler matters.

13. Headquarters approved the use of 60.of these men for
the reslistance tesms; all cothers were scheduled to begf.t.n. f-::r:.:ne.lJ
conventionel combatl training on 1% Novexber as an element of a
strike Torce of 1,500 men. This drastic change in ever-all
plen wes announced to the training base by a cable on I Hovenber
and lsd the base.to plead for closer eoordination in the future
between Heodguarters plapning end the field treining. Durding
this month six trainees were moved fo a Miamd safe heuse where
they stayed for two momths, swelting tranmsportation into Cuba.

Move to Ponoma

14. In Decenber 1560 Headguarters sdvised the training
base that it wes expecting approvel of ite operaticnsl concept,
wilch included internal respistance stlmilated by tesms as weli
as the use of & ground and eir assault force. It advised the

base that o TS0-men brigede (instead of 1,500) was being planned
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and that 60 men (instesd of 60) were approved for infiltration
teams. Durdng this month the 80 men were moved o Faname where
they were held until somebody could find out whet to do with
them. An offer from DED to give them jump tredining was turned
down by the project.

15. By Jamuary 1961 the morele of the treineces in Penams
had declined considerably. There wes mot even an interpreber
avalleble for briefing end debriefing them. Hesdguarters then
hadi 2L of them brought to safe houses in Miami to be made ready
Tor dlspatch. Twelye radic operators were moved from Paname
to the Agency's training base in the United States for further
training.

16. Ey February 1961 the 32 trainees still in Pansma were
degeribed as déiplllusioned and at the breaking point. They
were then troneferred to a base in Hew Orleans to be piven
additional tredning in ssbotege and slr-maritime receptiom.
February wes actuslly & red-letter momth. Six of the radis
operators were ilnflltrated legally. Om 14 February the first
resistance teom was put inte Cuba, snd two more tesms went in
at the end of the month. However, the two teams which had sat
in a Miami safe house from mid-Noveuber o mid-Jenusry returned
te Miami in bad humer in mdd-February efter = month on the .

"Barbara §" circumavigating Cuba without being put ashore.
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17- in effective infiltratlon mechaniem never was developed.
Fot cne of the persmilitery teams wes ever delivered by air. On
29 March the project was ul:-le. to put four agents into Cuba through
Guanteanamo Bese. It 18 not clear why this eould not have been
done earlier. HNo infiltration was ever tried by gubmarine.
Norale Problems
1. On 10 March 1961 (16 monthe after the original ‘decisien
to trein resisteonce teams} the 90 men who hed been trained for
this were li;l.stri'buteﬁ es follows: i
32 infiltrated, including 14 redio cperators
5 at sen oﬁ o gabotage mission
§ in New Orleans ms members of e raider tesm
28 in New Orlesns etill mwadting infiltration
19 detached to Mlami for various impending opersticns.
The morale of the remaining trainees was low mnd their anger high.
This coused n grest many problems in New (rleans. Some of these

men had been held dn five different cawps over a ten-month pericd.

On 30 March, ebout three weeks before the invasion, the remainder
of the group (sbout 20} were transferred to Mismd and turned lesse,
being described as a collection of spoiled individuals distingudished
by bad conduct. At least 30 of the agents who were recruited

between May and September 1960 never got into Cubs at &l1; among

the 30 were elght whe came into the project in the originel group
in May 1950 and who were in treining almost contimucusly from that

time up €4 April 1S61.
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19. The time ppent in traindng is no messure of the quality
of the training, of course, and there was undoubtedly a great
waste of time. Cne of the Cubens irsined for infiltration into
Cuba wrote that after he snl-iﬂ.red in Panama in December 196G0:". ..
during almost three weeks, the only thingh I did...vas cleaning
8 small dam end the choting renge. after that we Just din't do
enythingh, just sleep and ate, thate a1l." When he arrived 4n
Florids on 18 Jenuary: "There, the same history, sleep, eat,flilas
cord and watch felevision. The only training I regeveld durinmg -
that time was on -e-ccre'.t- writting, wich wns very good but nothing
else.” The same agent pointed out serious deficiencies in his
wenpons training and his finel briefing.

20, (me of the instructors in Guatemals in the eerly mowbtha
later elaimed thet only two instructors knew thelr business; the
others were chosen from the trainee cedre, who had only = hé.ck—
ground of two monthe' training themeelves. He ineluded himself
among the ungualified.

Training Oxission

21. The remcteness of the ftraining site caused =dditicnal
difficulties. When brigads training started on 29 November
there were only two compasses for %05 troope, =mé these belonged
Lo treinees. Compasses had Tiret been requested on 2 Gctnbe:r,-
but when they were not received the tralning in thelr use had

-

to be omltted from the program.
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22. More serdous, there had never been any definition of
training goals, snd the base and Headguarters were working at
croga-purposes. The chief of the-'tra..‘._n:l.ng base in Guetemala
never recelved any letfer of instructiom.

23. The situaticn at the New Orleans Bzse in March 1961
wap even more chaotic. The :I._n.a-tructors i‘-:imri & tralning ares
which wes 905 pwamp ond f11led with polecnous snokes. Demolition
clagses had to be conducted along a Tootpath lending from a
theater to a mess hall, wlth constent d.ui-crrupt—ionﬂ Trom
passers-by. Nobody seemed able 4o define the trai‘ning that
was required. A demolitions instructor wms assured on arrivel
that the group he had come to Lraln did not nmeed the dnstruction;
in sny ease, there were no explosive training materisls, no
adeguate renge, and.no gear to set one up. Another inetructor,
sent to New Orlesns to train a small reider group, found himsel?
expected to train, orgamize and equip & 90-men guerrills force.

& week later he found himself training & 160-man ssssult battalion
ingtead. The training requiremsnt was never spelled out, and the
tredining equipment never showed up.

24, Tralndng sctivity of verious gorte was going on contin-
ually; there were requiremente for everybhing from counterimtelli-
genee o small boat hemdling. But there was no full-time ehief
of treining in the project o oversse reguirements, define

responeibilities, set up facilitfes and provide support.
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Conzequently, what troining was done, wes done without control,
by individual case officers doing the best they could. How
effective thie training wes cennot be determined. Much of 4t
took place In Mioml, where personnel from the base were ingtruct-
ing Cubang in Intelligence collection, counterintelligence tech-
niques, psychologicel warfare activities, or paramilitory suijects,
sccording to need.

85. The training was neceseerily conducted in safe houses,
and required a considersble expenditure of time on . the part of
base persomnel. Other training was conducted In the Wash%ngtun
area, usually by case officers. One men wes trained in s hotel
room to moke o purachute jump (he made one successfullyl). .Hh:y
requests were levied on.the Office of Tradnimg for instructors
end training materials. Put these were uncoordinsted and wasteful.
Memy of the instructore, when made svoilable, were not used in
thelr specielties, ending up in aueh jobs me stevedoring instead.

26. 4 well thought-out project weuld have had = training
onnex which would have lafd specific requirements en the 0ffdce
of Treining, particularly when the treining of hundreds of people
was an integral part of the vemture. Instead, the requirements
were met in plecemesl and improvised fashion, under difficult

condificns, end with dublous results.
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M. BECURTTY

1. The assoults on Cuba 15 generally aclmowledged to have
been & poorly kept secret. It could herdly have been cther-
wice, considering the complexity of the cperation mnd the mamber
of people inwvolved, both Cuban end American. The inspection
team did not make e detalled study of the securdty espects of
the cperaticon tut came across meny wesimesses in the p:."o‘tec:’hion
of informetion and aetivities from those whe did not "need to -
|

2. TIn general the Cubsns who were in the operstion do
nol: geem to have ]'.iﬂ.ﬂ.. any real understanding :;.f the need to
keep quiet about thelr activities. Many of them knew mich
more than they needed to lmow, and they were not compertmented
from each other and from Americens Lo the extent that was neces-
sary. For exazple, ome Wealthy Cubsn who was cloge to the
cperation was Deling contacted by st lemst six different staffl
emj;ulo}.regs.

3. OSome sgents were being bendled by iwo or three
different case officers at the pame time, with confusing results
ard lack of centrol. Many of the agents whe were sent inte
Cuba hed knows each other during t{niningj for exemple, a dozen
radis operaters had been trained as a group. I one was arrested,
he would know who the other opes were. COne radio operator inside
Cubza was aware of almost every paramllitary operation in Cube

from the beglnnlng of the project.
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Y. Agents who were supposedly well trained disregarded
elementary rules of personel security and were srrested becouse
they needlessly gave away their true idemtities by visiting
relatives who were under surveillance or by carrying ldentifying
documents in thelr pockets.

Hazard in Mismi

5. The Mlzml area represzented & partieular hezard becsuge
stories and rumors spresd repldly threugh the large Cuban
comrunity, which ineluded Castro agents. Movements of boate
and pecple soon becams known. One agent, vho had been inffltrated
into Cuba by boat, reported later that within three days his
Toamily in Miami knev when and how he had lended, because one of
the crew members of the boat had told many people in Miaml sbout
i%. ILetters from the training camp, although censored, managed
nevertheless to convey information $o the Mizmi Cubsms.

f. The Americans om the project fn meny cases mlso feiled
to observe etriet security discipline. (me senior casze officer
holding en operationsl meeting with Cubane fn & Miami motel was
overheard by & eitizen, who reported to the Federal Bureau of
Jﬁivestigs:tiou.

T- It hzs Leen testified thet the security measures at the
training cemps in Guatemzla and at New Orleans were ipadequate.
Furthermore, the training camps had no adecuate counterintelligsnce

carability. Except for an instrustor borrowed from the Office of
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Training for & few weeks, the Agency was uneble to provide =
counterintelligence offficer to the coamps. This leck was serious
Tecausge, Iin order Lo obtain & great many recruits for the strike
force in a hurry, there was very little screendng of the
volunteers, and some wha were sent to camp hod been inadsguntely
checkad.

Poor Backstoppiog

8. TInstences were moted of poor beckstopping of the cover
storfes of Agency employees, skeichy briefings on cover, wenk
cover stories, and fawlty documentation. Much of this can be
ascribed to lack of attention to detzill due t:‘: the press of
time. Many of the esrly difficuliies in Guatemals stemmed
from the inedviszbility of providing supplies and support to
instructors who were poping as "tourists” and "soldiers aof
fortune". This pretenss eventually had to be dropped becausse
of itz impracticality. A serious weakness showed up in the
poor errangements for hackstepping overflights (for example,
the plane that landed in Jomnica).

9. Somewhat curiouwsly, a strict compartmentation was
applied in certain arezs of the project which actuslly denfed
Infermation to people who needed it. Those who were engged
in runninog agents ioto Cuba were never allowed into the War

Focom or glven the plan for the strike.

»
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10, For securilty reasons, the resistance elemenis inside
Cube were not advised of the time of the asszault, and could
hardly have risen up even if there hed been 100,000 of them.
The entire complemsnt of the Mismil Ease was likewise minformed
and was unprepared to tele acticon when the strike occeurred.
Staff employees at the Mizml Bage, Who could have benefited by
gpecial clesrances, did not get ther until much too late.

Use of Guatemale -

11. The uze of Guatemalsn for training beses wos, in terms |
of gecurdty, unfortwate. It 4s cbvious now thot the t-.raj_n;i:ug
could have been done more Becurely in the United Stetes (2s for
example, the tank crew training, which got no publicity at a&ll).
The Gustemala cemps were not easily hidden and not easily
explained. The air Dase wos located on a well-traveled Toad
and in view of & rallroad where trainlosds of Guatemalsns
frequently halted on a s5iding.

12.° It is stramge that the tmaining of the Cubsns was under-
taken in & forelgn country, where the trainses were necessorily
exposed to the natives and reporters could plek up information.
Fregumzbly thir wes done oo grounds of securdity and uon—utt.r;.—
butability; however, the radio operators who were trained im
Guatemals were later brought to the United States for further
training. The force for the abortive diversionary expedition

was trained in New Orleans rethdr than being sent outeide the
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country. Other Qubans were trained in both peramilitery and
esplonage subjects in the outekirts of Miem! and Weshington,
and stlll others were trained on American soll at Viegues
Island. ©f sll these training locetlcns, only the cnes in
Guatemals becams known to the world.

13. It iz asckmowledged thet many Cubans and Americans
obeerved strict security discipline, that the. security uffJ‘:ct-.ru
of the project mede an cubatending l:aht:'itrui':im, end that many
errangemente and sctivitieo sre not open to critiecism repgarding
their security. Unfortumately, thie wes not goo-ﬂ. enough for &
projecst of this pize and impuﬁmce, conducted by In-afesaiml
Intelligence officers.

1. Becsuse of the gperation's mapmitude, the errors
committed resulted im the exposure of Agency persomnel pand
modus operandi to moy uncontrelled individusls, both Toreign

and American.
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H. AMERTCANG IN COMBAT

1. During the Invasion lending two Agency contract
employees, assigoed as operationa officers sboard the two
LiTIs, went ashore to mark two of the beachea and exchanged
punfire with Cuban militia. One of these employess hed teken
rart in a sabotege reld oo a Cuben oil refinery &8 month
earlier. Both of them engapged im rescue ocperaticns along
the Cuban shere after the brigeds eollapsed.

2. In late 1360 the project lemders were becoming doubtful
of the motivaticm of the Cuban pilote they were training and of
their ability %o perform tactical missione successfully. In
Jonuary 1961 the Agency requested the Special Group te authorize
the use of American conftract pilots. The authorization given
was limited to the hiring of the pilots and reserved for lsier
decision the question of thedr mEectuzl uwse. The Special Group
algo granted suthority to recrult snd hire American semmen to
serve In the invasion fleet.

3. Three American contrect pilets with long Apeney
experience were made aveilsble from ancther project. A number
of other pilots end afr-erew tecknicisna, members or ex-members
of several fdr Netionel Guord units, were recrulted especially
for the project in early 1961 imder cover of o notional commercial

CORTERY .
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L. fThrough the first dey of Tightimg, 1T April, enly Cuban
alr crews were used for combat or drop missfcns. OFf 11 CQuhan-
manned B-265 which had gone over the beachhesd, only three had
returned to bese, and four of the others had heen sghot down.

Thet night the avwailable Cuban crews were exheusted snd dispirited.

5. m 18 April the hard ypressed exile brigede was calling
Tor air support. Two American fliers volunteered to go, and
geveral Cuban crews folleowed their exsmple., The result wes a
biphly successful attack sguinst a colimn of Castros foress
moving on Blue Beach. Four Americen-menned aireraft were in
combat over the bemchhend the following day, and twe of them
were shot dewn by Castro's T-33s. ILater the same day two
American crews returned for another sortie. TFour Americon fliers
were either killed in combat or executed by Castro forces after
belng shot down.

6. In adlitiem Lo theee mcticma, an American-manmed FEY
patrolled the woters south of Cuba for o total of 57 hours
during five days on a:l_r.--scs_: reseye and commmications e lay
durtar.

T. The fAmericam pllots lost Iin combat were awers of United
States Govermment spensorship and probably also of Agency interest,
but had been instructed oot to inform thelr families of this. In
spite of wide press coverage of the Invasion fmilure, the story of

the American pllots bas never gotten into print, althouph its



sensational nature s%dll makes this & poseibility. In dealing
with the surviving femilies it has been necessery to conceal
connection with the United States Goveroment. Thie effort hes
been ccmplicated by the fact that the original cover story wes
chenged and & second noticnal company substituted.

8. The resclution inm & secure mammer of the legal and
woral cleims arising from these four deaths has been costly,
complicated end fraught with risk of diselosmure of the
Government's rola. These problems were agpravated by the
Inclusion in the egployment comtracts of certain unneceasarily
complicated insuwrance clauses and by the preoject's failure to
Irepare in advance an effective plan for dealing with the

eventual lepnl and securlty problems.
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a. CONCLUSIONS AND RECOMMENDATIONS
Certain basic cooclusions have been drawn from this survey
of the Cuban operation:

1. The Central Intelligence Agency, after starting tg
build up the resistence end guerrilla forces inside Cuba,
dragtleally 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 erea of Agency responsibility
s well ap Agency capabdlity.

2. The Agency became so wrapped up in the mflitocy
operation that 1% falled to ocppraise the chances of success
realistically. Furthermors, it falled Lo keep the nstional
policy=-makers adequately end realistically informed of the
cenditlons considersd essential for success, and 1t did not
prese sufficiently for prospt policy decisions in a fast
moving situatien.

3. As the project grew, the Agencey reduced the exiled
leaders Lo the stetus of puppets, thereby losing the
adventages of their active participation.

L. The Agemey feiled to build up and supply a resistence
srpanization under rather favorable conditicns. Adr and boat

cperations showed up poorly.
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2. The Agency failed to collect sdequate Information
on the strengths of the Cestro reglme and the extent of
the cppositicon to it; and it fafled to eveluate the
avallable Infermation correctly.

6. The project was badly organized. Compand lines
end management controle were imeffective and unclear.
Senior Staffa of the Ageney were not utilized; sir support
stayed independent of the project; the role of the large
forward base was oot clear.

T. The project was not staffed throughout with
top-quality people, and a number of people wers not used
to the best adwantage.

8. The Agency entered the project without adeguate
asgets 1o the way of beats, bases, training fecilities,
agent pets, Spenish-speakers, and aimiler essential
ingredients of a successful operation. Had these been
already In being, much time and effort would have been
aaved.

G. Agency policies and coperational plans were never
clearly delinemted, with the exception of the plan for the
brigade landimg; but even this provided no disaster plan,
no unconventional warfare ammex, and only extremely vagl.'.e.
plans for actlen following a successfuel landing. In

general, Agency plans and policies did not precede the
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various operations in the project but were dravn up in

response to operatlonsl needs ms they arcse. Consequently,

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

There were some good things in this project. Much of the
support provided was outstanding (for exsmple, loglstics and
eomminications). A mumber of individunle did supericr joba.
Many people at all grade levels gave their time and effort
without stint, working almost unlimited hours over long periods,
under difficult and frustrating conditicns, without regsrd to
perscnal considerations. But this wae nol enough.

It i asgumed that the Agency, because of its experience
in this Cuban operaticm, will never again engage in an operaticn
that is essentdally an overt military effort. But before it
takes on another major covert politicel operation 1t will have
to improve its organization end management drastically. Tt
must find & wvay to set up an =ctual task foree, If necessary,
and be able to staff it with the best people. It must govern
its operation with clesrly defined policies and carefully
drawn plans, engaging in full coordinstion with the Departments
of State and Defense as approprisie.

Previens surveys and other papers written by the Inspector
General have called ettsotion to many of these problems and

deficiencies, and have suggested scluticos. For example, in
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Juns 1958 & recommendstion was made, in & survey of the Far Eact
Diwvislon, that & high-level Agency study be mede of the exctent
%o which the Agency should be engeged in param!litary operations,
Yif any"; and thet it includs sn evalusticn of the capabilities
of other government departwente to assuwme primary repponsibility
in this fleld.

In Jemuary 1959 the Inspector General pointed out in s
memorandun to the Deputy Divector (Plams) that: "A basic
problem in the PM fleld is the delineation of responsibility
between the Agency snd the militery services. In cur view, the
Clondestine Services tends to azsume responsi‘t.ﬂiti&s Tbeyond

t3 capsbilities and does not give suifici&nt_. consglderation to
the ability of other Departments of the Government to conduct
or participste Im these operations."”

A 1955 survey of the then Psychological end Paramilitary
Cperations Staff warned against the by-passing of this staff
by the operating divisicns, who were demling directly with the
Deputy Director (Plans) and the Director of Central Tntelligence
instezd. In Mareh 1961 the survey of the Covert Action Staff
again warned against lgnoring the stafl and failing to utilize
ita services.

The July 1959 survey of the Deputy D:I_rex::tu': {Plans)
organizaticon agein slressed the importance of the fumctional

gtaffs, particularly in relation *te the c.unduc't. ol complex
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operations, oand advocated the use of & task force for covert
operaticns having major internetionzl significance.,

"These operationa”, the survey stated, "may be aimed at
the overthrow of & hostile regime and may regquire ;:d;ensi-ﬂ:
paremilitary operatinhs, ...... and clandsgtine logistics and
alr support of substgntial megnitude. Such eperatiéns must
be coordinated with natfonal pelicy oo & continuing baeie,
and may require constant high-level lisison with the State
Department and the White House. To be fuccezeful, malor covert
operations of this nature requive the effective mobilization of
ell the resources of the DI/P, and sre slearly beyond the
capabilities of amy ene sren divisicn.”

The same survey added that the Caribbean taek foree Ioceted
in the WH Divigiem wes planning at a groesat rate, tut accomplishing
little because 1t was too low-level to mct decisively or to cbiain
effective policy guidance from other departments of the Governmeztj
it did not even inspire confidence mmong many senicr TDYP officers.
Such tesk forees within & single division "represent & woefully
inadequate response to o problem of mejor national significance.
Command of such a task force must be & full-time Job, and the task
foree commander must be of sufficient staturs to denl directly
with the Under Sscretary of State or with other menior officlals

of the govermment oz the nesd arigea."
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The same survey also discussed the management problem in
the DD/P aren st length, end made s maber of recommendations
vhich sre on record. Among other things, it pointed ocut the
confusien ms to the relationship and functionu of the three
top officers.

The study of the Cuban operatien shows that thesge eriticisms
and many others discussed in previcus Inspector Oeneral surveye
are gtill valid and worthy of review. DBub the Cubian cperation,
in nddition to demonstrating old werknesses pgein, alsc ﬂhavtd
Apency weaknesses nob elearly discermed before.

The Inspector General, =5 = result of his study of the
Cuban cperatlicn, mokez the following recommendatinns regarding
future Agency Iiovolvement in covert cperstions which have major ’
International significence and which may profoundly affect the
courae of world events:

1. Such en operstien should be carried out by a
carefully selected task foree, under the command of o
senior official of stature on & full-time basis, and
organizationally outside the DD/P structure but drawing
upon all the resources ef the Clandestine Services.

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

capabilities,
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3. The Agency should esteblish a procedure under which
the Board of National Estimates or other body similerly
divorced from elandestine operaticns would be required to
evaluate =11 plens for such major covert operations, drawing
on &ll available Intelligence and estimeting the chances of
success from an intellipence point of wiew.

L, The Agency should establish & high-level board of
sendor officers from 1ts opersticnal and support companenta,
plus efficers defailed from the Pentagon and the Department
of State, to make eold, hard appralsals at recurring intervals
of the chanees of success of mejor covert projects from an
cperationel point of wiew.

5. A mechanism should be established for communiceting
these intelligence and operaticnal eppraisals to the mekers
of nationzl pelicy.

€. In return, a mechanism should be estasblished to
communicate to the Ageney the netional poliey bearing on
such projects, and the Agency should not undertake acticn
until elearly defined policy has been recedived.

T. The Agency should improve its system for the guided
collection of information essential to the plamning and
carrying out of such projects.

8. The Agency should take immediste steps to eliminate

the deficiencies in ite clendestine alr and maritime cperaticns.
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. The Agency should take ELeps To inprove its
enployees' competence in foreign lanpguages, Inowledge
of forelgn areas, and capability in dealing with forelen
people, when such skills are NEcasgery.

10, The Agency should devise a more orderly system for

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

currently in use.
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16 March 1950

A PROGRAM OF COVERT ACTION AGATNST THE CASTRO REGIME

1. Objective: The purpose of the progrem outlined herein
is to bring shout the replacement of the Castro regime with one
more devoted to the true interests of the Duban people =nd more
acceptoble to the U.5. in such & manner =s to avold any
oppesrance of U.8. intervention. Essentizlly the method of
sccomplishing this end will be to induce, su_'ppo;t; and go far
a5 possible direct asctlon, beth inside and ocutside of Cuba, by .
selected groups of Cubans of & sort that they might' be Ex;bect;aﬂ
te and could undertake on their own initistive. B8ince a erisis
inevitably entedling drastic metion in or tkux:d.(}ubﬂ. could be
provoked by circumstances beyond control of the U,S. before
the covert action progrem has sccomplished its objective; ==t v
every effort will be made to carry it out in such a'wey es pro-
gressively to improve the copability of the U.8. to act in a
erisis.

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

a. The first requirement is the cresticn of a responsi-
ble, appealing and unified Cuban opposition to the Castro I‘Eg,il.'!le,

publicly declared ss such and therefore necessarily located
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cutside of Cuba. It ig hoped that within one month a political
entity can be formed in the shepe of & counecil or juntes, through
the merger of three acceptsble opposition groups with which the
Central Imtelligence Agency is alresdy in contact. The councll
will be encouraged to adopt as 1ts elogan "Restore the Revolu-
tion', to develop & political position consiptent with that
slogan; and to sddress 1iself to the Cuban people as an attroc-—
tive political alternative to Castro. This vocal oppositicon
will: pgerve as o megnet for the loyalties of the Cubans; 4in
sotuality conduct and direct vorious oppogition activities; and
provide cover for other compartmented CIA controlled operationaz.
(Tab A)

b. 5o that the oppogition moay be heerd and Cestro's
basis of popular mipport undermined, it is necespary to develop
the means for mass communication to the Cuban people so that a
powerful propagends offeneive can be inltiated in the name of
the declared oppositlon. The ma)or tool proposed to be used
for this purpose is & long and short wave gray broadcasting
facility, probably to be located on Swan Island. The target
date for its completion is two months. This will be supplerented
by broedcasting from U.S. commerciel facilities paid for by
private Cuban proups and by the clandestine distributicn of

written material inside the country. (Tab B)
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¢. HWork ie already in progress in the creaticon of a
covert intelligence and action organization within Cuba which
Will be responslive to the orders and directions of the "exile®
oppesition. Such e network must heve effective commuiniestion
und be selectively manned to minimize the risk of penetratfion.
An effective organization can probsbly be created within £0
deys. Its role will be to provide hard intelligence, to BErTangs
for the L'L'Llegsl infﬂ‘l‘.ru.tinu and exfiltration of individuals,
to mssist in the internal distribution of 1llegal propaganda,
and to plan and organize for the defectlon of key ind.ividﬁ.mls
and groups as directed.

d. Preparations have slready been made for the develop-
ment of an adeguate paramilitery force outside of Cuba, together
with mechanisms for the neceseary loglstic support of covert
militery operatione on the Island. Initially a cadre of leaders
will e recrulted after careful sereening and trained as para-
military instructors. In o second phase a mumber of paramilitary
cadres will be trained at secure locations outside of the U.5.
go as to be svaileble for fmmediste deployment into Cuba to
organize, train and lead resiztance forces recruited there
both before end after the establishment of one or more active

-

centers of resistance. The creaticn of thils capsbility will
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require s minimme of six months and probably cloeser $o eight.
In the meamwhile, & limdted air capability for resupply and
for infiltration end exfiltration already exigts under CTA
control and can be rather easily expanded if and when the
si;u,o:l.'.ian requires. Within two monthe it 15 hoped to parallel
thie with = small air resupply capebility under deep cover s
4 commercizl operaticon in snother cowwbry.

3. Iesdershipt Tt 1 dmportant to svold distracting
and ﬂ.l:l:'dﬂi.‘-.fe rivalry among the outsianding Cuban oppoaiticn
leaders for the senior role in the opposition. Accordingly,
every effort wlll be made o have an emlnent, non-smbiticus,
politieally uncontemticus chofrman selected. The emergence
of a successor to Castro should follow carefil assessment of
the various personalities sctive In the opposition to ddentdsy
the one who can attract, contrel, and lead the peversl forees.
As the poeslibility of an overthrow of Castroe becomes more
{mmlnent, the senior leader must be selected, U.5. support
forused upon hiwm, and his build up undertaken.

L. over: Al actions undertaken by CIA in support and
on behalt of the opposition compeil will, of course, be ex-
rlalned =5 activities of that entity (insofar as the mctions

become publicly known at all). The CTA will, however, have to
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have direct contacts with a certain mumber of Cubane and, to
protect thege, will make use of & carefully screened group of
11.8. businessmen with a stated interest in Cuban affalrs and
desire to suppert the ﬂ;ppo.ﬁitian. Toey will act as o R
PR :nd chonnel for guidanse and support to the dﬁ_‘r-}ctn.r
rate of the oppositicn under controlled conditions. CTA
pers.nnnel will be decumented me representatives ar_ttd.ﬁ g-;r-:lu_p.
In order to ﬁtrengtban- the cover it is hoped that substantisl -
funds can be ralsed from private spurces to support the qu?ols_i-
tion. $100,000 has already been pledged from U.5. iien:;mlrceﬂ.
At an appropriste time a hond igsue will be floated by the
council {ne an obligation on & future Cuban government) Lo va.l.
an additionsl $2,000,000.

5. %E* It is antieipated that appzﬁ:ximteiy #,ma 000
of . CTA Tunds will be required for the above progrem.: {n the
gssumption that it will not reach its culminetion carlier than
6 to 8 monthe from now, the estimated requirements for FY-1960
funds 1s $500,000 with the balance of $3,50@,0;1)0 required in
Fr-1951. The distribution of costs between flgeal years could,
of course, be E;t&s.tly alttr{.d. by policy tlecisinnu or un.foresccn
contingencies which compelled secelerated pu.ramilita.ry opera.-
tions. (Tab C)

-
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6. Fecomeendations: That the Central Intelligence Agency
be authorlzed to underteke the sbove outlined progrem e 4o
withdraw the funds reguired for this purpose as set forth in

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



THE POLITICAL OFPOSITION

1. CIA is already in close touch with three remrtable oppo-
sition groups (the Montecristi, Autentico Party and the Netional
Democratic St‘ont:l. These all meet the fundamental eriteria
conditionsl to scceptance, l.e. they are for the revelution ms
orlglnally concelved--mary belng Tormer 26th of July merbers——
and are nobt ldentified with sither Batists or Trujilloc. They
are anti-Castro becmise of his fuﬂu:na to 1ive up to the ordginal
26th of July plstform end his epparent willinguess to sell out
to Communist dominatlion and possible ultimate enslavement. These
groups, therefors, fit perfectly the planmed opposlticn slogan
of "Restore the Revolution".

2. MAn opposition Council or Juntsa will be formed within
30 days from representatives of these groups sugmented possibly
by representailves of other growups. It is probebly premsiicre
to have a fixed platform for the Councll but the Caracas Mand—
festo of 20 July L%_B containg & mrher of exploitable points.
Twe 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 Cuba

subjeet to sirong Sino-Scviet Influence.

=R T
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1. Artieglation snd traonsmiesion of ﬁ_‘g:_pmitiou views hag
Elreuﬂa- begun. Private opposition brosdcests (L.e. purchuse of
comr..:-c:ia]. tire by privete individuals} bave cceurred 4u Mism
(meam vmrc]l and erreangements have been mde with Station WRIL

.-r_or ﬂﬂﬂi‘t-iunal bmaﬁ.cmts ﬁm m:;ucmsetts (short weve) and

fm'nisber:l support to these efforts through encouragement:,

negotiating help and providing come brosdeast materinl.

2. fis the major wolce of the opposition, 1t is proposed
ta e_stﬂ.b].'[sh. at least che "pray™ I.8.-controlled station. This
Will probebly be on Swan Tslond and will employ both high
frequency and broadesst band efquinment ufl substantial power.

The preparation of seripts will be done dn the V.5, and these
w111 be trensmitied electronically to the site Tor broadeasting.
Afier some experience and as the operation progresszes, it mey
be deslreble to supplement the Swan Teland stafion with at
least one other to ensure Tully adequate coverage of all parts

of Cuba, most especially the Hevana region. Surh en additicnal
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facility might be instelled cn o U.S5. base 1n the Bahoamas or
temporary use might be pade of a shipborne stetion 1f 4t 41s
desired to avold "gray” broadeasting from Florids,
3. HMNewspapers are also being supported and further support
is planned for the future. Avance, & leading Cuban daily

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

Cuben daily. Disrdg de la Marina, one of the hemisphers's
cutstanding conservative dailies published in Hevane, is having
difficulty and may heve to elose scon. Arrangements have al-
ready ﬁcen made o print Avance weekly in the U.8. for introdus-
ticn into Cube clandestinely and mailing throughout the hemi-
sphere on & regular basis. As other leading NEWSDAPETs are
:;-xpmpcr'iaten', publication of "exile" editions will te consldered.

h. Inside Cubs, & CTA-conbrolled action group i producing
and distributing anti-Castro and anti-Comminist ublications
regularly. CIA 1z in contast with groups cutslde Cubn who will
be essisted in producing similer materials for clandestine
introduetion into Cuba.

5. Two prominent Cubanz are on lccturé tours in Iatin
America. They will be folleowed b_:.r others of egual calibre. The
mission of these men will be to gain hemisphere support for the

cppositicn to Castro. Controlled Western Hemlsphere ascets



{press, redio, televizion) will support this mission as will

selected Americen journalisto who will be briefed prior to Latin

Americen fravel.
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FINANCIAL ANNEX

I. Politienl Action F¥-1960 FY-1561

Buppart of Opposition Elements

and other Group Activities 150,000 800,000
IT. Fropagendsa

Radie Operaticns and Pro-

gramming (fneluding establish-

ment of transmitters) Loo, 000 TO0, 000

Press and Publicetions 100,000 500,000

IIT. Pﬂ.ramili‘tﬂ

In-Exfiltration Maritice and Air
Bupport Material and Training 200,000 1,300,000

IV. Intellizence Collection 50,000 200,000

Totals #5O0,000 3,500,000

#Trese fipures are based on the assumption thet major ac-
tion will not cecur until FY-1961. If by reason of policy

dzeisione or obher contingencies over which the Agency cennot
exeraise contrel, the action program should be eccelerated,

additional furdes will be reouired.
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17 Pebrusry 1561
CURA

1. BACKGROUND: About & yeer ago the Agency was directed
to eet in motico the organiraticn of & broadiy besed opposition
to the Castro regime and the development of propegsnda channels,
clandestine agerr‘t. nets within Cuba, and trained pa:a:-nilit&ry
ground and air forces vherewith that oppositicn could overthrow
the Cuban ree;;l.m& The concept was that this should 1:_::;' 5o far os
possible a Cuban operation, though it was well understood that
support in meny forms would have to come ‘from ?..]:ue JT:I:I:.'iteﬂ Sta-t...aa.
Great progress has been made in this undertaking, A Goverament-
in-Exile will scon be formed embracing most reputable cppositicn
elements. Tt will have a left-of-center politieal crientation
and sheuld command fhe support of liberals both within Cuba and
throughout the bemispbere. Tt will sponsor and increasingly
control trained and combat-ready military forces based in Central
Amerdica. A decision must soon be made as to the suppert (1 any)
the United States will render the opposition hencefertlh.

2. FROSFECTS POR THE CASTRO REGIME: The Castro regime

is steadily consclidating its comtrol over Cubs. Assuming that
the Inited Stetes zpplies political and economie pressures at

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



regardless of declindng popular support. There {5 no significant
likelihood that the Castro regime will fall of 1ts ownm waelght.

4. The regime ig procesding methodically to aolldify
ite eontrol over all the major inmstitutions of the scciety
and to employ them on the Communist pattern as instrumento
of repression. The Government now dirvectly controls all
radio, television, snd the preso.” It has placed politically
dependable leadership in labor unions, student groups, sad
professional orgﬂ.uizatid_ua. It ha.a. ::tle..t..ﬁ.ll:u':-.a]_-lzed. ﬁc;;; o
rroductive and‘.f:l.na.ncj.all enterprises and is using & :
program of so-called iund reform to exercize effective
control over the peasantry. It has destroyed all political
parties except the Communist party. Pn].'[ticail:.r mliabl.e
and increasingly effective imfernal security and military
forces are being built up.

b. Cuba is in econamic difficulties but the Gon:[;nmiﬂt -

Bloc will almost certainly teke whatever steps are necessary

to forestell any decisive Intensification of these troubles.

Economie dizlocations will ocour but will not lead to the

collepse or the significent weskening of the Coastro reglme.
c. A% the present time the regulsr Cubsn military

establlishment , especially the Navy and Afr Force, are of
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extremely low effectivencss. Within the next few months,
however, it is expected that Cuba Will begin to take delivery
of jet aircraft snd i1l begin to have sveilable treined
Cu);u.u rllote of known politicel reliability, During the same
period the effectivensse of grouwnd forces will be incressing
gnd thelr knowledge of newly acquired Soviet wespons will
improve. Therefore, after some date probably oo more thox
alx months ovay it will become mildiarily infessible to over-
throw the Castro regime except through the commet etk tao
cozbat of a sizeable crganized military force. .The option
of action by the Cuban ﬁppc.:sitiﬂn will no longer be open.

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

pregent a direct military threat to the United States amd 1t 1s
unldkely that Cuba would attempt open imvasion ef sny other Tatin
fmeriesn country aince the U. 8. could and almost certainly would
enter the confliet on the aide of the i:m.?.de.-d coumiry. MNeverthe-
less, es Cagtro further stabilizes his regime, obteins more
sophizticated weapons, and further trains the militia, Cube w111
provide an effective and solldly defended base for Soviet operntions
and expansicn of influence 1n the Westernm Hemisphers. Ares, monsy;
organizaticnal and other support cem be frovided from Cubs to dis-
sigent leaders and groups throughout Ietin Americs in order t{s.

create political instability, encourage Commuimm, weaken the
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prestige of tne U. 5., and foster the dnevitable popular support
that Castro's contiounnce of power will engender. A Hetional
Bstimate states: "For the Commumist povers, Cube represents an
cpportunity of incalculsble value. Mare fmportantly, the edvent
of Castro has provided the Communists with = friendly buse for
propagenda and agitation threughout the rest of Latin Ameriecs and
with a highly exploitable example of revolutiosnry achievement
and successful deflamce of the United States.”

4. POSSTBLE COURSES OF ACTION: For reasons which reguire

no elaboration the overt use of U. 8. militery forces 4o mount an
invasion of Cuba has been excluded as & practical albernative.
Broadly definmed the following three possible alternative courses
oct‘.acticm remale for consideration:

2. Intensification of economic and politicsl pressures
coupled with continued covert support of sabotage and mincr
guerrilla actions but excluding substaniial ecommitment of
the Cuban opposltion's paramilitary force.

b. Employment of the paramilitary fores but in a menner
which weuld not have the appearance of an invasion of Cuba
From the cutside.

¢. Commltment of the paramilifsry force in a surprise
landing, the installation under its protection on Cuban soil

of the opposition government and either the repid spresd of

"



the revelt or the continuation of lerge scele guerrilla action
in terrain suited for that purpose.
These slternztives are diseussed in the following praragraphs.

5. DIFLOMATIC AND ECONMIC FEESSURE: There is 1ittle that

can be done to dmpose real political and ecomomic pressure on the
Cestro regime and no such eourse of asstion now under sericus cone
slderation seems likely to brimg about its overthrow.

a. A true blockade of Cuba enforced by the United States
would involve technicel acts of war and has now been dismiseed
as infeazible.

t. Action to halt arms shipments from Cubs into amy
other part of the hemisphere would be cumberscome and easily
evaded if eir transport were employed. While undoubtedly of
some value it is difficult to see that the instifntion of such
measures would elther impose pevere pressure om the Castro
regime or effectively ineulate the rest of the bhesmlisphere from
1t. Castroe's principal tools of subversion are pecple,
ideology, the force of example and; money. The £lov of these
items cannct be dammed up.

c. Further economic sanctlons are theoretically possible
tuat can quite readlly be offs.-et by sn incresse of trade with

the Eloc.
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d. In any event, it 15 estimated that the prospects for
elTective Internntional ascticon are poor.

6. THE MTIDIE COURSE: Careful atudy has been glven to the
posslbliity of infiltrating the paramtTitary force gradually to an
asaembly peimt in suitable terrain, bopefully avoiding major
encounters in the precess and commdtting 1t to exbensive guerrilia
actlon. This cource of acticn would heve the sdvantage of render-
ing unnecessary & single major landing which eould be described ¥4
an invaslon. . The infiltration phase would teke on the eolorstion -
of efforts by small groups of Cubans to Join mm slresdy exisbing
resistance movement. Unfortunstely, it has been found o be
infeasible on military grounds. Basicelly the ressons (explained
more fully in the attachment] are:

&« It is coneidered militarily infeasible to infiltrate
in emall wmits & force of this size to a slngle sred where it
could agsemble, recedve supplies, and enpage in coordinated
military actlon. Such sn operation would hawve to be dooe
over a pericd of time and the loss of the element of surprise
after intti=] infiltrations would permit govermment forces to
frustrate further reinforcements to the same area.

b. Military unitas significantly smaller than the
batialion presently undergoing unft training would fall short:
of the "minimm eriticel mase” reguired to gilve eny significant

11kelibhood of success.  Smeller geale infdlirstionz would net
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Produce e psychologleal effect sufficient to precipitate
general uprisings of wide-spread revolt among disaffected
elements of Castro's armed forces.

¢. Actually, the lemst ecetly and most efficlent way
to Infiltrate the force imto = fterrain suitamble for protrected
and powerful guerrilla operations would be by & single lamding
of the whole force as currently plamned snd its retirement
from the landing point into the chosen redoubt.
T- A LANDING . TN FORCE: [The Jodnt Chiefs of StafT hu.'lrr:

ki

evalusted the military aspects of the plan for a landing by the

Cuban opposition. They have concluded that "thie plan has a fair
chance of wltimate success™ (Lhet is of detonating a major and
ultimately successful revolt against Castro) and that, if ultimte
suzcess Le not achieved there iz every likelihood that the J\end_i_ug
can be the means of establishing in favorsble terrainm = povertul
guerrilla foree which could be sustsined slmost indefinftely. The
latfer cuktcome would not be {and need not appear as) a serious
defest. It would be the meang of exerting contimiing pressure on
the regime and would be a contimiing demenstration of imabdlity of
the regime to establisk order. Tt could ereate an opportunity for
an OAS iptervention T¢ impose a cease-fire and hold electiona.

a. Amy evaluatien of the chences of success of the -

assault force should be realistle sbout the Fighting gualities

s

_T_
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of the militia, No definitlve conclusions cen be advanced
but it must be remembered tl'Ls.t_ the mejority of the militis
ore not fighters by instinet or baskground and s.re not
militiamen by thelr owm choipe. Their training hes been
alight and they have never been exposed to metusl £ire
(particulariy any heavy fire power) mor to alr abtack.
Koreover, the instebllities within Cuba =re such that 4ir
the tide shifts ageinst the regims, the chances are ‘s't.mng;
that pubstantial numbers will &gaert;:pr-bh&uge_ sides, -

b. There is no doubt that the ﬁa‘ramilita;-;r i'orcewould
be? videly assumed to be U. S. supported. Nevertheless, thls
conclusion would be difficult to prove end the scale of its
zetivity would not be inconeistent with the potentimlities
for support by private Cuban and Amerdean groups rather than
by the U. 5. Covernment. Tt must be emphastbed; mbrecver) '
that this ecterprise would have nothing in common (as would
the use of U. 5. military forces) with tl-he: Fussian suppression
of Hungary or the Chinese gpuppression of the Tibetans. Tols
would be a force of dissident Cubane with Cuban politicel ang
military leadership.

¢, There would be adversze polit:ica.l repercuseions to A

landing in force but it iz not clear how sericus these would

be. Most Letin American Covernments would at least privately

»
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approve af unchbbrusive U. 3. support for such an opposition
move, especially 1f the politlesl coloration of the oppoaition
were left-of-center. The reaction of the f‘eut of the free
world, 1t is estimated, would be minimel in the cape of
wngbtruaive U. 8. spupport for such sn sttempt. Tt might
produse a good deel of eynieiem throughoub the world abowt

the U. 8. role but if guickly euccessful little lasting
reaction. Generslly speaking 1% is believed thet the politicel
cost would be low in the c_vc'r:lt- of & falrly guick success. The .
politicel dangers flcru‘i.ng from long contimied large stale -
guerrilla warfore would be greater but there are diplomstic
preperations that could be mede Lo lorestell extreme adverse
reactions in this contingency.

B, DISSQIOTION OF THE MILTTARY FORCE: A decielod not to use

the paremilitery force must consider the problem of dissclubion,

gince 1ts disselution will surely be the only alternative 1 it is

not used within the next four to six weeks. It is hoped thet at

least cne hundred volunteers could be retained for infiltration in

small teams but 1t is doubtful whether more than this pumber would

be myailable or useful for this type of activity.

a. There is no doubt that dlssclutlon in znd of iteell
w11l ke a blow to U. 8. prestige as it will be j_uterpcretéﬂ. in

many Latin American countries and elsewhere ms evidence of

»
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the U. 5. ipmability o take decdsive action with regard to
Cagtro. Invid will again have defeated Goliath. Anti-T. 5.
regimes Idke that of Trujille wsuld gain strength while Pro-
U. 8. Betancourt would undoubbedly suffer. Surely Ydigeras,
whe hzs been pn exceedingly strong ally, would alse be placed
in & wery diffieult position for Wls support of a disbanded
effort. - It must be remembered in this concection that there
are sectors of Ietln American opinion which eriticize the _
U. 8.. for not dealing pufficiently. fomf.:m.‘i_lar itk the Cagbro
regime. In fact, one reasen why many Iatin Ymeilean povern-
mentes are holding btack in cpposing L‘-a:y*l::.--:l .ia because they
feel thet sooner or later the U. 5. will be compelled fo take
sirong measures. “

b. The resettlement of the military Torce will umaveid-
#bly cause practical problems. Ite mémbers will be angry,
diglllusioned and sgezressive with the inevitable result that
they will provlde hopey for the press bees mnd the U, §. will
have to face the resultiog inddgnities and embarrassments.
Perhaps more lmportant, however, will be the loss of good
relations with the opposition Cuban leaders. To date alimoat
all nnn-Butia‘I;a._{ non-Cozmuniet political leaders have ‘i?cen
encoureged or offered help in fighting Castro, . An mnt

of the military force will be considered by them asz =

»
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withdrawal of sll practiecal support. In vwHew of the breadth
of the politienl epectrm invelved, this will cause aome
difficultles for the future sinee it is hard 4o imagine amy
acceptable post-Cestre leadership that will not dnclude pese
of the exiles dealt with Juring the past year.

9. CONCLOSIONS :

a. Castro's position 1s delly getting stronger and will
soon be consolidated to the poipt that his oyerthrow will only’
be possible by drastie; politically undesirable setioms auch
as an all-out embargo or =n overt use of military force,

b. A fellure to remove Castro by external asction will
lead in the near future to the elimination of all internal and
external Cubsen opposition of any effective natire. Moreover,
the cnntinrua-.,n-::e ol the Castro regime will be a suhstentinl
victory for the Sino-Sovlet Eloc which w111 use Cuba =8 m bage
for increesed sctivity throughout the Western Hemisphere,
thereby accentuating pelitical instability and weakening U, 5.
prestige and infiuence.

©. The Cuban peremilifary force, if used, has a good
chance of overthrowing Castro or mt the wery least causing a
demaging ¢ivll war without requiring the U.. 5. to commit
itself to overt action mgainst Cubn. Whatever em:b@rrasamer;t

the alleged. (though deniable) U. S. support may cause, 1t

>
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may well be considerebly less than that resulting from the
continuation of the Casiro regime or from the more draatic
snd wore stiribubable setions necesanry to mempliuh the
result at 8 Iater date.

d. Even though the best ecstimate aof likely Soviet
remcilon to o cuccesaful mévement againat Coetro indicates
problems to the U. S. arising from the removal or pubstantial
weakening of the Castro regime, Soviet propagands mnd
Political moves will atill be mmch less prejodicial to the
long-range interests of the T.. 3. than would the resulto of

2 fallure to remove Cagbra.



AFFENDIX - &

#. CIARDESTIFE DNFILTRATION EY SEA OF SMALL QROURS
(UF T0 50 MEN] -

1. The cnly eress of Cuba with mountainons terrain of
sufficient extent a.hg. Tuggedness for guerrilla operations are
the Slerre Fgcambrey of Ia Yillas FProvince in Central Cuhs and
the Sferra Maestra of Oriente Province ot the ehstern e::‘l:w_mi..ty
of the island. The Sierra de les Urganca of Western Cubo do
not encompase suffieient area and are not Tugged encugh to
sustain guerrills operatione against strong c.;ppos:[.tion. Of the
two aress with adequate terrain, enly the Sierra Escambray is=
truly suitsble for our purposes, since the mountsins in
Eastern Cuba are too distant from air bases in Latin Amexica
avallable to CIA for air logistical Support nper;atinns. Primary
relisnce would have to be piaced on thiz methed of supply for
guerrilla forces.

2. The Govermment of Cuba (GOC) has concentrated large
forces of army and militia in both Las Villes and Oriente
Provinces. Eatimetes of troop strength in Iasz Villas have
varied recently from 17,000 to ze bigh es 50,000 men, while up
to 12,000 men sre believed to be stationed in Oriente.

3. While of dubicus efficiency and morals, the militia,

by sheer weight of mmhbers has been shle to surround and

»



eliminate emell groups of ibsurgents. A land:f_ng by 27 men of
the Masferrer Group in Orlente, for exemple, wed pursusd and
eliminated by 2,000 militfa. A aimflar group of insurgents
in Western Cuba, was attacked and destroyed by six bettalfens
of ermy and militis (ebout 3,000 men).

k. A build-up of force in e glven sres by infiliration
of small groups would reculre o series of night landings in
the same general vieinity. Discovery of the inftial landing
by GOC forces would be almost a certodnty, since securily poste
are loeated at all possible landing aress. Even if the iniftial
lending were succeasful, the GOC ecould be expected to move
troops and naval patrol craft to the srea mking further
landings difficult if not impossible. Any em=ll force landed,
experience has shown, will be rapidly engaged by forces vastly
superior in numbers. Therefore, it is conefdsred unlikely that
small groups landing on successive nccasiong would sucecesd in
Joining forces later. A series of surrowmded ;Jm:}aets of
resistance would be the result.

5. Repeated approaches to the Cuban coast by vesaels
large encugh to lend up to 50 men would probably provoke sttack
by the Cuban Navy andfar Air Force, either of which is capable
of destroying any vesssls which could be used by CIA for theso

arposes. 4



6. In the Sierra Eacembray, which is the on],y area of
Cuba in which true guarrills operations are now belng conducted,
111l-gquipped and untrsined groups of up fo 200 to 300 men have
been hard pressed to survive and have been unable o conduct
effective operatfons. The only worthwhile mccomplishment of
these bands hos been to serve as o symbol of resistance.
SBemller groups, even thoupgh betier trained and equipped, could
not be expected to be effective.

T. Toere ere very few :aites. on the south coast of the
Slerra Egcambray where small bosts can be landed. These are
found prineipally at the mouths of rivers end are all guarded
by militia posts armed with mechine guns. A small group
landing st such a2 point by shuttling from a larger vessel in
small boats would probably recelve hsavy casualides.

8. Bmall-seale infiltrations would met produse a
peychologleal effect sufficient to precipitate general uprisings
and widespresd revelt among disaffected elements of Castro's

armed forees. These conditions must be produced before the

Cagtro Govermment can be overthrown by sny memns short af

overt intervention by United States srmed forces. As long as

the armed forces respond to Castro's orfiers, he can maintsain -
himself in pover indefinitely. The history of all police-type

states bears out this cemclusien,
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9. The CIA Cuban Assault Force, composed entirely of
volunteers, has been traiped for actlen asz & compact, heavily
ermed, hard-hitting military unit, end the troops are aware
of the coaibat power which they possess az a 'I.Il:.li't- They have
been indectrinated in the military principls of mass and
instructed that dispersion of force lemds to defeat in detail.
They will be quick to recognize the disadventeges of the
infiltration concept, =and it is wnlikely thet e1l would
volunteer for plecemsal commitment to militery sctlenm In Cidba.
The troops can be used in combat only on & voluntary besia.
The Government of the United States exercises no legal
command or disciplinary authority over then.

CONCLIISTORS :

1. This eouwrae of action would result in largs scale
lazs of life, both through military action against forces
vastly superior in nunbers and as & result of drum-hesd Jusbice
and firing sguad executilon of those captured.

2. This alterpative could achieve no effective military

or psychological results.
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FROPOSED OFERATTON AGATNST CURA

1. Status of Preparstory Aciion: About a yeer ago the

Agency was directed to set in motien: the organization of o
broadly-besed opposition to the Castro regime; & mmjor propogpands
compaipgn; support for both peaceful end violent resistance
activities in Cuba; mnd the development of trained parsmdlitary
grovnd end mir forces of Cuban volunieers.

- A deciplon” should shortly be m=de sz to the future of
these activities and £he employment or disposition of essets that
have been ereated. 5."5& status of the more lmportemt activities
i as follows:

a. Political: Over e perdod of nearly o year, the FED
(Frente Revoluclonario Democratico), which was crested in the hope
that it would become the organizaticnsl embodiment of a unified
orpeaition to Castre, has proved o be highly -u;sef‘ul as @ cover
and administrative mechanism but important polltical slements
refused to join it.

fccordingly, = major effort was undertsken three weeks ago
to form a mere broadly-based revolutionsry council which would
include the FRD, and which could lesd to the setting up of =

provisional govermment. Conslderable progress has been made 1n

»
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negatiations with the principel Cubsn leaders in which grest

efforts have been made to permit the Cubsms to chart their own
course. It 18 expected that the desired result vill be accomplighad
shortly. What is emerging from these megotitions iy x provisfonsl
govermment wlth a cember to left-of-—center political ordemtaticn,
and & politicgl pletform embodying rost of the origimdly stated
gosls of the 26 JuJ,{.mm:emt. T 15 believed that this will can-
mand the support of & wrr large majoriby of unti.-i}ecact.m I:‘.‘uba.m:
olthough it wi.'l_!_ nok ‘be altogether ﬂs.‘.c&ptﬂ.hl:z to the mbre conserva-
tive groups. )

‘b. Militery: The following pm'mihtary forces have been
recruited and trained sand will shortly be im an advanced stote of
resdiners.

{1} A reinforced battalion with a presemt strength
of 850 which will be brovght up to'a strength of © -
approcdmately 1,000 through the addition of ome more
infantry compu.]:r;.r' to be uged primsrily for logistic
rurposes and ag & regerve.

{2) A briefly trained paramilitary force of
approdmately 150 intended to be used for a diversiomary
night lsmts_rag to be underisken in advance of coml tmemnt
of the battalion.
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- {3) fn alr foree of 16 B3-26 light bombers, 10 CiShs
and 5 C-hos.
(%) Shipping including 2 100-ton ships, 5 1500-tom
ships, 2 L0Is, 3 LOOs and 4 IOVPs.
& TOS team recently lnspected the battalion and the alr force at
their bases in Cuatemala. Their findings led them to conclude
that these forces could be combab-ready by 1 April. Certain
def;éiennies were indiczted that are in progress of correction
partly by further training and partly by the recrultment of the
additional infantry company referred to above.
c. Timing: Tt will be infessible to hold all these
Torees together beyond eerly April. They are in Iarge part
volunteers, some of wWhom have been in hard training, quartered im
svstere faeilities for as mich as six months.  Thedir motivatlom
for action iz high but their morale cannot be maintained if their
commitment to action is long delayed. The onset of the ralny
season in Cuatemals in April would greatly accentuaste this problem
:ur'_ﬁL"-t.he Cuatemalan Government is in any event unwilling te bave
them remsin in the country bevond early April. The rainy season
in [une Wwould s2lso make thedir landing oz the island more difficult.
2. Thae Sitvation in Cubs: We estimate {het time is against
ug. The Cestro regime is steedily consolidating its control over

¥

Cuba. Ia the absense of grestly increased external pressure OT
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action, it will continue to do =0 regardless of declining popular
support as the machinery of suthoriterlan control heeccmes
increasingly effective.

a. The regime ls procceding methodically to solidify its
control over all the major institubions of the society mnd to
employ them on the Communist pattern as instrmments of repression.
The Government now directly contrels all rmdie, television, and
the press. It has placed politicelly dependable leadership in
labor unions, student groups, and professional organizations. It
hes nationalized most productive and finencisl enterprises and is
using a program of so-celled land reform to exercige effective
control over the pepsantry. It has destroyed sll political
parties except the Commmist party. Politicelly relisble =nd
Incressingly effective inbternal securdty and military forcea are
beding built wup.

b. There is still much active opposition in Cuba. It is
estimated that there are some 1200 active guerrillss and ancther
Lhousand individuals engaging in various ncts of conspirscy and
sabotage, tThe ftempo of which has been rising in recent wesks.
Hevertheless, the govermment has shown considerable skill in
esplonage =nd counter-esplonnge. It iz making good use of the
mii:tla against guerrills activities and the infiltratien of

pecple and hardware. The militie i relatively untrained and
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there 1s evidence that ite morale is low but the government is
able to use very large mmbers againet smsll groups of guerriliss
end ia able to exercise gurveillonce oi‘_auspicﬁcua ectivities
throughout the feland. Short of some shock that will disorganize
or bring about the defection of slgnificent parts of the mllitia,
it must be anticlpated that violent cypposition of sll kinds will
gradually be suppressed.

2. At the present time the regular Cuban militory
establishment, .eepecially the Navy end Air Force, mre of extremsly
low effectiveness. Within the next few months, however, it is
expected that Cubs will pegin to take delivery of jet aircraft and
will begin to have nvallable trained and well indoctrinated Cuban
pllote. TDuring the same period the effectiveness of pround forces
will be inereasing and their knowledge of newly scquired Soviet
weapons will improve. Therefore, after some date, probably no
more than glx months away i1t will prebably become militerily
infeasible to overthrow the Castro regime except through the
comml tment to combat of o more sizesble aorgenized military force
than can be recruited from among the Cuban exiles.

3. Possible Courses of Action: Four slternative coursep of

action invelving the comnitment of the paramilitary force described
above are diacuzsed in succeeding peragraphs.  They are:
&. Employment of the paramilitary force in o mawmer vhich

would minimize the appearance off an lnvaslon of Cube from the outsida.
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b. Cormitment of the poremilitary force in & surprise
lending with tactical eir support, the installaticrn under its
protection om Cuban soll of ‘the- opposition povermmewt and either
the rapld cpreed of the revelt or the continuation of large scele
guerrdlle sctlon in terrain suwlted for that purpose.

c. Commltment of the paramilitery force in two suec-—
cesglve operations: " First, the landing of one companmy without
elr support in a remote area in which it could sustain itself for
some days (bopefully indefinitely), and aecmi, ~the landing of t.he
main foree forty-eight hours later in o widely different locoticn
in the same mamner as in paragraph 3.8. above. .

d. Commitment of the whole force in an inscceszsible
region where 1t Wwould be expected to keep control of a beachhead
for o long pericd of fime to permit installation and recognition
of & prnﬂ‘sinnul governmant and o gradual bulld-up of wildtery
atrength.

4. Covert Jgnding of the Paramilitsry Forces: Careful study

bas been given o the possibility of infiltrating the paramilitery
Torces in & night smphiblous landing, using man-porteble equipment
and weapons and taking ashore only such é.upplies as can be carried
by the troops. The force would move immediantely in-land to the
rountaing and compence operations as a powerful guerrills f{)z\::e

relying entirely upon confim:ln.g air logistiesl support. Shipping
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would retire from the const before dawn and ne tectical alr opera-
tione would be conducted. UnFortunately, it is believed that ouch
an operation would involve unacceptable military risks.

. 8. The paramilitary force would run the risk of becoming
completely disorganized and scattersd in a night landing. (Such
an operation is very difficult for even highly treined forces
experienced. in amphibious operations. )

b. The force would not have motor tranaport, heavy moriar,
TS mn recolling rifles, heavy machine guns, nor tn.nk,:s. Ini_tia.l. B
ammunition and .:‘md supplies would be ldmited and it would be wholly
dependent on alr loglstiecal support. If the raloy season commences
in Aprdl, overcast conditions could prevent effective support.
Casualities could not be evacuated.

c. Sipce tactical alreraft would not participate, the
objectlve arce could not be lsolated; enemy foreces could move
agalnst the beschhead unimpeded. The Castro Adr Force would be
left intact. '

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

mphihiu;-usfﬂ.‘l.rbarne assault with concurrent I:'D'ut. no pric.r] tactical
air support, to selze s beachhesd conbtiguous Lo Cerrain suitable
for guerrilla gperstiona. The provisicnal government would land
a6 soon as the beachhesd had been secured. I0 initial tﬁilitary.

cperations were successful and esﬁecxiall}' 1f there were evidence
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of spreading diszalfecticn against the Castro regime, the provisicns1
goveroment could be recognized and a legal bosis provided for ot
lesat mon-govermmentel logistilc support.

8. The military plen comtemplates the holding of o
perimeter around the beschhesd eree. It is believed thet initdnl
attacks by the Castro militis, even if conducted im considerable
foree, could be repulsed with substantial loss to the attacking
forces. The peale of  the oﬁerﬂtinn and the display of professionsal
competence end of determinntion on the part of the esgeult force
would, it is hoped, demorslize the wilitia wnd induce defections
therefrom, impair the mensle of the Castro regime, and induce
widespread rebelliom. If the initisl actionms proved to be wmsus-
cegaful in thus detonating a major revelt, the assault Torce
would retreat to the contigucus moumtain eres and contimue opera-
tione as & powerful guerrilla force.

b. Thig course of action has & better chance than any
other of leading to the prompt overthrow of the Cestro regime
beceuse it holds the possibility of administering a demoralizing
shock.

c. If this gperation were not successful in setting off
widespread revolt, freedom of action of the . 8. would be pre-
gerved becsuse there 1s sn alternative cutoome which would neither

require T1. 3. dntervention nor constitute a serious defenmt; 1.e.,

-



T E—iR—g-rT

guerrilia action cowld be contimued cn a sizeable zcale in favore
able terrsin. This would be = mesns of exerting cootimuing pres-
sure on the regime.

6. A Diversionary Iending: AS & varlant of the sbove plam,

it would be Teesible to condurt a Jiversiomary londinmg with &

force of ebout 160 men in an insccessible sres as a prelude o =
londing of the main esseult ferce. The inttial operation would

be conducted st might without tactiecal air support. At lesst =
part of the provisional govermment would go im with the diver-
sionary landing and presumsbly the establishment of the provielopal
government on Cuban soil would thereuponm be snnounced. The sub-
gequent landing of the main assault foree would be carried out as
cutlined in paragraph § preceding.

2. This course of action might have eertain political
advantages in that the initlel setion in the eampmign would be of
& character that could plausibly have been c:‘q'r:l_r:c‘[ out by the
Cubans with 1ittle outside help.

b. There would he a military advantsge in thot the
diveraionary landing would distrect attention snd rosglbly divide
come enemy forces from the objective sren for the msin ammault.

If reports had reached the Castro government that troopz trelned
in Guatemals were on the meve, the diversionsry landing might well

be taken to be the main attack thus enhancing the element of
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swrprise for the main assault foree. These advantages would be
counterbalanced by the diversion of troops cthemdze supporting
Lthe main unit.

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

the whole paramilitary force could carry out a landing and seize

8 beachhead in the most remote mnd inaccessible terrain on the
island with intent to hold indefinitely an srea thus Trotected by
geography sgainst prompt or well-supported attacks from the land.
This would permit the installaticn there of the Frovisional govern-
ment, its recognition by the U. 8. after a decent interval, and (4ir
needed) a long pericd of build-up during which additional volunteers
and militery supplies would be moved inta the beashhesd.

a. A major political advartage of this course of action
would be thet the initial asssult might be conducted in such a way
a5 to involve less display of relatively advanced weaponry and of
professional milltary organization than the lsanding in foree dls-
cussed sbove, especially so as there is every likelihood that the
initial landing would be virtuslly wnopoosed by land forces.
FRecognition could provide a suitable politieal and legal basis for
a protracted build-up after the initial assault.

b. Such an cperaticon would, however, regquire tactiecal air
support sufficient te destroy or neutralize the Castro Adir Fu'_re.e.

Tf this were neot provided concurrently with the landing, it weuld

»
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be needed soon thereafter in arder to rermit shipa to operate into
the beachhesad ard the planned build-up to go forward. I the
indtial lending could include seizure of an air strip, the mecesasry
air support could falrly soon be provided from withim the territory
controlled by friendly forces. . There 1o, however, mno locabion
which both combnine a useshle alrstrip and is so difficult of
access by land as to permit protection of a slow budld-up.

€. This type of operation by the very faot ni: beding
clandestine in nature and remote geographically would heyve far leszs
initial impact politicelly and militarily than c?ur;;es two or
three.

8. Conclusions:

2. The Cestra regime will not fall of its own welght.

In the sbsence of externsl action against 1t, the gradual weskening
of dnternal Cuban oppositieon mmst he cxpected.

L. Within a matter of mombhs the capabilities of Castro's
military forces will probably increase to such & degree that the
overthrow of his regime, from within or without the eoudtry, by
the Cuban opposition w11l be most urlikely.

c. The Cuban paremilitary force if effectively used has
& good chance of overthrowing Castro, or of causling a dombgd g
elvil war, without -t.hx_- necegeity for the Umlted States to commit

1teelf to overt action sgsinst Cuba.
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d. JAmong the alternsiive course of action here reviewed,
en asssult in force precedsd by a diversionary lending offers the

beat chance of mchieving the desired result.

DO/P: BME:d ju: bpkgh

1-FPregident & returned - IDY/P Chreme o-DD,/P-RME retained
2-Eec. State & returned - Destroyed 10-Wu. Bundy - retained
3-¥. Pres. & returned - Destroyed 1l-Gen. Gray - retained
L_Adolph Berle & returned. - TDestroyed 12-Mr. Barmes - retalped
5-Thomzs Mann State & retwrned - Iestroyed l3—‘D]J,."':P Subj. file - Cuba
G-See. Defense & returned - Destreyed L-Teatroyed
T-lemnitzer - retained 15-Destroyed
S-MeGeorge Bundy — retsined : 16-I/ICL - retained

1T-Destroyed

(17 of 17)
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15 March 1961
REVISED CUBAN OPERATTON ’

1. Folitical Requirements: The plan r;:r'a. Cuban operation

and the variants thereof presented on 11 March were censidered
to be politically objectionsble on the ground that the contem-
plated operation would not have the appearsnce of an infiltra-
tion of guerri]_'l.ns in support of an imternal J.'E:‘FOJJJ‘t-iOﬂ Tt

rather thut of 8 spall-geale Harlﬂ. War IT t:.'pe of mnphibinusr !

3 r;':.;‘

Essault- In un-:iaertuking ta liemlep a.lternﬂ.tive Flans

Judge their pohtiml a.cce;p-tahi]_ﬂ;y, it haﬁ-baen neoess'g.;;r to o
infer from the comments mede on the earlier vlan the charsc—
teristics which a new plan should possess in order o be
politically aecceptable. They wenld appesr to be the -fnil_l.-c-wine;:

B. m:l Unslaectaculn:r Landing: The ir-itia.l lnnd:[.ng

T
should be as unspactacular as possible and s]:.eu_d. h.a:ve

neither imredietely prior nor t:oncun'errt tact-ieal alir
suppert. Tt should conform s closely as possible to the
typical pattern of the landings of small groups :Lntve;nicd E
Lo establish themselves or to Join others in terrain

sulted for guerrille operations. m the absence -;}f' a.ir
gupport and in crﬂer to it the pa‘t.t«ern, i‘l: sbm:ld II‘IDhEﬂ].}'

be at night.

I8 ITEE0S e
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b. A Base for Tectlicsml Adr Operations: t was empho-

glzed Lhat ultimste success of the operation will require
tactical alr operaticns leading to the estsblichment of

the control of the mir over Cuba. In erder toa fit the petiern
of revolution, these gperations should be eondueted from =n
air base within territory held by opposition forees. Eince

it ie impracticeble to underteke censtruetion ef an air

base in the rainy season and before any air support ls svall-
uble, the territory seiz:&i in the 1.:-1:1511:.51 landing migt in-
clude an alrstrip that can support bacticil bperations.

c.  Slower Tempo: The cperation shlmﬂ_ﬂ. be Bo :ieﬁi-g;ned
that there could be an apprecisble pericd of build up after
the initial landing before major offencive action was under-
taken. This would allow for a minlmum decent interval be-
tween the establishment and the recogniticn by the T.8. of
& provisional govermment and would £t more clesely the
pattern of a typleal revolution.

d. Guerrille Warfere Altermative: Ideally, the terrain

should oot only be protested by gecgraphy against Trompt or
well-supported attack from land but also sultable for
guerrilla warfare in the event that an organized perimeter
could not be held.

2. termative Aveas: Five different aress, three of them

on the mainland of Cuba and two on islands off the const, were

¥

studied carefully to determine whether they would permit an

-2 - 75 Flhaes
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operation fittding the ebove conditions. One of the areas AppEaTE
to be eminently suited faor t_he operation. All the others had

0 be rejected either because of unfavormble geography (notably
the absence of a suitable alr strip) or heavy concentrations of
enemy forcez, or both. The ares selected is located at the head
of' & well protected deep water estuary on the south aopht of
Cube. Tt is elmost surrounded by swamps impeﬁctrable to in-
fantry in any cumbers _and entirely :anenﬂetrﬁ.blc to vehicles,
exceplt along twe nerrow end easily derem.ied approaches . f.-ﬁ..!:f:hw,gh
strategically dsolated by these terrain features, the area ig
near the center of the island end the presence of an opposition
ferce there will soon becoms known to the entire populetion of
Cuba end constitubte a sericus threat to the reglime.  The beach-
head area contains one n.ud possibly tvo alr strips adequaete to
handle B-26's. There are several good lending besches. Tt 1s
of Interest that thic area hac been the scene of resistance
activities and of owtright guerrills warfare for over a hundred
YEars.

3. Fhases of the JOperation:

a. The operation will begin with a night landing.
There are no known enemy ferces (even police) in the objec-
tive ares and 1t is anticipated that the landing can be

carried cut with few LI any casualties and with no serious

-
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combot. As meny supplies as possible will be unloaded over
the beaches but the ships  will put to ses in time to be
well offshore by dewn. The whole beschhead aren includ-
ing the alr strips will be immediately aeoupied ond
appreach routes defended. No tanks will be brought ashore
in the initiel landing. It is believed that this operstion
can be accomplished gquite uncbtrusively and 't.hat the Casiro
regime will have 1little ides of the size of the force im-
volved. 4 ’ e

b. The second phase, preferably mmmnci;;‘g at dawn
following the mﬁing, will involve the movement into the
‘beachhead of tactical sireraft snd their prompt ecmmitment
for sirikes sgainst the Casiro Alr Force. Conecurrently
C-46%s will move in with gas in drums, windmal mefntensnce
equipment, and maintenance perscnnel.  As ra.'_nid_l;yr as
possible, the whole tactical air operstion will be based
in the beachhead but initially only encugh sircraft will
be based there plausibly to account for all cbhaerveble ac—
tivity owver the island.

c. In the third phase,. as soon as there lg adequate
protection for shipping from enemy 8ir attack, ships will
move back into the beach to discharge supplies and equip-

ment (ineluding tanks). Tt muist be presumed that counter

»
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15 December 19451

BUBJECT: The Inspector General's Survey of the Cuban
Operaticn

To comment on the subject report in detail would reault in &
paper approaching in length, that of the survey iteslf. Such a
commEntary would have to deal in depth with the aim of the survey,
its scope, and the method used in carpiling it. Such a commentsry
would, at a large number of pages, be required to note inaccuracies,
omissions, distorticns, unsupported allegations, and many erroneous
conclusions.

A detailed inquiry on the Cuban operation oo elements other
than clandestice tredecraft, has already been completed by the
group headed by Generel Taylor. General Taylor's report was based
an testimony by all the principal officers involved in the Cuban
operation. The Inspector Generel's report 1s not hased on conplets
testimony; some of its conelusions are in cenflict with Ceneral
Taylor's conclusions.

It is not elear what purpesze the Inspector General’s repart
1s intended to serve. I 1% iz intended rrimerily as an evalustion
of the Agency's role, it 1s deficient. Neither Mr. Dulles nor I
was consulted in the preparaticn of the Inspector General's report.
As n result, there are many unnecessary loaccuracles.

The report tries o do both too much and too 1ittle.

n the cone hand, it attenpts to desoribe the proceszes of
national sscurity policy-making ag though this were a Frocess in
logleal deduction like working a problem in geometry.  According
to the Inspector Gemeral's sccount, firm propositions should be
laid down in writing and in advence from which correct coneluzions
85 %0 proper sctions must imevitably be drawn. In this respect
the report goes far beyond an analysis of the Ageney's role, and
it is not accurate. It triez te do too much.



Cn the other hand, the repert treats the preparstions for the
Aprdl landings as I these were the only activities directed
against Castro and hie influence throughout the bemizphere and the
world. Tt chooses te igonore all cther facets of the Agency's
intelligence collection and covert actions program which preceded,
accompanied, and have followed the landings in April of 1961. Thus 5
1t does too 1ittle.

The report misses objectivity by a wide margin. In unfriendly
hande, it can become a weapon unjustifisbly to attack the entire
migsion, ergaondzation, and functioning of the Agency. Tt fails to
cite the specific achievements of persons associated with the opern-
ticn and presente s picoture of uopitigated and elmost willful
bumbling end disaster.

In its present form, this is not a useful repart for anyane
inside or outside the Agency. If complete enalysis beyond that
already accomplished by General Tayler and his group is still
required, then a new kind of report is called for, =-a report
with clear terms of reference based on complete testimony. Such
& report could concentrate on clandestine tredscraft, an assst for
whkich the Apgency remsins uniquely responsible.

faf 0. P. Cabell
C. P. Cebell
General, UIAF
Deputy Director
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1 December 1561

MEMCRANDUM FOR: Director of Central Intellipgence

SUEJECT : Report on the Cuban Operation

1. In our conversetlon on Friday morning, the first of
[ecember, you mentioned your concern that the Inspector Ceneral's
Report on the Cuban Opersticn, taken alens, might give an erronecus
impresaion ag to the extent CIA is responsible for the failure of
the cperation. In my opinion the failure of the cperation should
be charged in order to the following Tactors.

a. 4n over-all lack of recognition on the part of the U.S5.
Government ms to the megnitude of the operstion required to ayer-
throw the Fidel Casbro regime.

b. The feilure on fhe pert of the V.5. CGovermment to plan
for all contingemcies at the time of the Cuban operation including
the necessity for using regular U.S5. military forces in the event
that the exiled Cubans could not do the Job themselves.

. The failure on the part of the U.5. Covernment to be
willing to commit to the Cuban operaticn, sa plonbed and executed,
those necesgary respurces reguired for ite success.

,-'ra:l." Lyman Kirkpatrick
Lyman B. Kirkpatrick
Ingpector Ceneral
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15 December 1961

SUBJECT: The Inspector Oeneral's Survey of the Cuban
Operation

To comment on the subject report in detail would result in a
paper approaching in lengtbh, that of the survey iiself. Such a
comnentary would have Go deal in depth with the aim of the Burvey,
its acope, and the method used in campdling {t. Buch a commentery
would, at & large number of pages, be required to note inaccuracies,
cmlssions, distortions, unsupported allegations, end many erroncous
conclusions.

A deteiled inquiry oo the Cuben eperaticn cn elements other
than clandestine tradscraft, has already been completed by the
éroup beaded by General Taylor. Geperal Taylor's report wis heged
on Testimony by all the principal officers invelved in the Cuban
operaticn. The Inspector Genersl's report s net besed on complets
testimony; some of its conclusions are in confliet with General
Taylor's conclusions.

It iz not clear what purpose the Inspector Generalls report
iz intended to Berve. TIf it is {intendsd primarily as an evaluation
of the Ageney's role, 1t is deficient. Nefther Me. [ullea nor I
was consulted in the prepsration of the Inspector General's report.
Az a result, there are many unnecessary Insccuracles.

The repert tries to do both too much and tos 1ittle.

On the one hand, it atlempts to describe the procosses of
national security policy-meking as though this were a Process in
logleal deduction like working & problem in peometry. According
%o the Inspector Genersl's account, firm propositions should be
laid down o writing and in advance from which correct conclusicns
as o proper actions must inevitably be drawn. In this respect
the report goes fer beyond an analysis of the Ageney's role, and
it is not accurate. If tries to do too much.



n the otber hand, the report trests the preparations for the
Aprdl Jandings sz if these were the only activitics directed
agalnst Castro and his influence throuphout the hemisphere znd the
world. Tt chocses to fgnore all other faoets of the hpeney's
intelligence collection and covert amcticns program which precedsd,
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
bands, it can become a weapon unjustifisbly to attack the entire
mission, organization, and functioning of the Agency. It falls to
clte the specific achievements of persons sssociated with the cpera-
tion mnd presents & pleture of unnitigated and almost willful
bumbling and disaster.

In 1tz present form, this is not & useful repart for anyone
inside or outside the Apeney. If camplete analysie beyond that
already accomplisbied by General Taylor and his group 1g still
required, then a new kind of report iz ealled for, —-n repart
with clear terms of reference based on complete testimony. Such
& report could concentrate on clandestine tredecraft, an asget far
which the Agency remains uniquely responsible.

Jof 0. P. Cabell
C. P. Oebell
Genmeral, USAT
Deputy Director



