


16 February 1962

MEMORANDUM FOR: Director of Gaatral Intelligence
SUBJECT : Inspector Genersal Survey of the Cuban Operation
{dated Octaber L961)

It is my understanding that you have requested information con-
cerning the distribution of the IG Survey of the Cuban Opexation and
the DO/P comments on it. At the time the report was written it was
doderstood that copies of the report would be sent to the President's
Board and consequently 20 coples were made. Howewver, the only
distribution made of the report ie as follows:

Copy 1 - Mr. MecCone - 2] November 1961

2 - bCI {then Mr. Dulles) - 24 November

3 = DDCI (then Gen. Cabell) - 24 November

4 - DD/P (then Mr. Biesell) - 24 November

5 - 10 (Mr. Kirkpatrick)

6 - Om file In office of Acting IG (Mr. McLean)

T - C/WHE {Csl. King) - 24 November

& - Mr. Esaterline (WH Division) via Col. King - 24 November

9 = Oo file in my office

10 - President's Forelgn Intelligence Advisory Beard, via
Mr. Earman at request of DCI, 18 Janvary 1962

11 through 20 - On file in my office

i
Lyman B, ERirkpatrick
Lorm
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This document contains the items listed below and should
not be broken up. Thiz is 87 the direction of Mr. John &, MeCone,
DMrector of Central Tntelligenaoe. "

Tab:

1. Inspector l]:.mzral’a Survey of the Cuban Opereticns;
October 19615

2. Memorandum 31: _t-ra.usni‘t.‘ta.l of IG Survey of the Cuban Operation
to Mr. JobnMeCone from Inspector General; 20 Kovember 1951,
A Fra

3. Memorandum o‘flrtfﬁémittnl of I0 Survey of the Cuben COperation
to ICI from Inspector General; 2 Nowember 1951,

4. IDCI Memorandum for the Record concerning restricted dietribution

of TG's Beport on Cuba; 28 November 1561.

2. Memorandim for the DOT from IG, subject: Report on the Cuban
Operation; 1 December 1951,

fi. Memorandum prepared by DICI, subject: The Tnspector General's
Survey of the Cuban Operation; 15 December 1561.

T- Jn Analysis of the Cuban Cperation by the Deputy Director (Flans),

Centrael Intelligence Agency; 18 January 1962,

8. Letter to Ir. James R. Xillian, Jr., Chelrman, President's
Forelign Intelligence Board, from DCI, transmlitting the IG
Survey and the DD/P Analysis of the Cuban Operation;

19 Januomry 1952,

9. Memorandum for Deputy Mrector (Flans), from €. Tracy Barnes,
subject: Burvey of Cuban Operation; 19 Jonumry 1962,

10. Memorandum for Mr. C. Traecy Bzrmes from Lyman B. Kirkpatriek
referencing Barnes' 19 January memorendum; 22 January 1062,

11, Memorandum for INI from TR{P) transmitting Mr. Barnes®
15 January memorandum; 27 January 1962,

TS :1:-‘.;!160
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13.
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Memorandum to Mr. Krkpatrick from Messcs. ‘ -
and G IG Stars officers}, subject: The IG's Burvey
the DD/E'e Analysis of the Cuban Operatlon; 26 Janunry 1962,

Memorandum for Mr, Jeohn McCone, DCI, from Allen W. Iulles,
subject: The Inspector General's Survey of the Cuban
Operation; 15 February 1962,

DII'e letter of ecknowledgement of Mr, Dulles! 15 Februsry
memarandum; 19 Februnry 1962,
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A, INTRCDUGCTION

L. This ie the Inspector Geperal's repart on the Central
Intelligence Agency's ill-fated attempt to implement national
rolicy by overthrowing the Fidel Castro regime in Cuba by means
of & covert paramilitary operstion.

2. The purpose of the report iz to evalumie selected
agpects of the Agency's performance of this task, to deserdbe
wenknesses and fallures disclosed bty the study, and to make
recommendations for their correction end avoidanse in the fibure.

3. The report concentrates on the arganizetion, staffing
anpd plunnlug of the project end on the conduct of the covert
paramilitary phase of the operation, including comments on
intelligence suppert, training, and secuTity. Tt dces not
deseribe or analyze in detall the purely military phase of the
effart.

L. e sumporting annexes have been chesen o 1llus-
trate the eveluticn of national policy as outlined in 2ection
F of the bedy of the report. Annex A is the basic policy paper
approved by President Eisenhower on 1T Mareh 1990. Annex B
is s paper prepared by the project's aperating chiefs for the
briefing of President Kennedy in Februsry 1951. Annexes C, o,
and E are the planning papers successively prepared during

March and April 1961 in the lest few weeks hefore the invasion.
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- The report includes references to the roles olayed by
Ageney offfeiala in Presidential conferences and interdepart-
mental meetings at which policy decisions affecting the course
of the operation were taken, wut ;t conteing no evaluation of
or judgment on any decision or action taken by any off'leial
not employed by the Agency.

. In preparing the survey the Inspector General and his
representatives interiewed about 125 Agency employees of all

levels and studied a large guantity of decumentary material,
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B, HISTORY OF THE FROTECT

1. The history of the Cuban rroject begins in 1959 and for
the purposes of the survey ends with the invasion of Cuba by the
dgency-supported Cuban brigede on 1T April 1951 and its defest and
capbure by Castro's forces in the next twe deys.,

2. Formal U.8. Govermment adoption of the Froject oceurred
on 17 March 1960, when, after preliminary preparations by the
Agency, President Eisenhowsr epproved an Agency paper titled
"A Program of Covert Action Agminst the Castro Regime" (Annex ‘&)
and thereby authorized the Agency to undertake this Program:

4. Formetion of = Cuban exile organization to attract
Cuban loyaltles, to direct opposition activities, and to
provide cover for Agency operations.

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

¢. Creation inside Cuba of & clandestine intelligence
eollecticn and action apparatus to be responsive to the
direction of the e:::l..lpa crganization.

d. Tevelepment cutside Cuba of a =mall paramilitary force
to e intmﬁuc;ed into Cuba to organize, train and lead
resistance groups.

J. The tudget for this aetlvity was estimated at $i4,400,000,
Tee breskdown vas: Politleal action, $950,000; propagands,
$1,700,000; peramilitary, $1,500,000; intelligence eollection,
$250,000.



k. ‘This document, pravidj.ng.for .tl'.:l:-.: :.z:iu;_;x.-i.s.liment._nf a8 powerfyyl
internal resietance prograr through clandestine .mr;ernﬁj_ aEsistance,
wos the basic and indeed the only U.5. Government policy paper
lssued throughout the life of the project. The concept wes elassic.
The Cuben exile council would serve as cover for action which
bechme publicly kmown. Agency persennel in conbact with Cuban
exiles would be documented es rermesentaﬁivm aof & group of private
American businesszen. The hemd of the U.S. Covernment would not
appeaT.

TPreparatory Action

5. Some months of preparation had preceded presentoiion of

this paper to the Pi"(::si'l:lm:rl:.‘l In August 1959 the Chief of the

hgency's Paranilitary Group attended a meetins ([ RGITNG
—to discuss the crestion of & pera-

military capsbility to be used in Latin fmerican crisis situntions.
At this time Cuba was only one of a musber of possible targets,
all of which appeared equally esxplosive. The Chief of the Para-
military (roup prepered a series of stalf studies for the Hestern
Hemisphere (W) Divizion on various aspects of covert limited war-
fare ond urged the creation of = division paramilitary staff. He
also set up a small proprietary airline in -i'c.r eventual
support use. -

6. In Sephexber 1959 the WE Division assigned an officer to

plan potential fAgency action for contingencles wvhich might develop

ko
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in s pumber of Latin Amerdcan countries. There was a lack of
sufficlent readily availsble operaticnal informaticn on potential
target areas, 20 o reguirement, with special emphasis on Cuba,
whose Commmist control was now becoming more snd more apparent,
was sent throughout the intelligence cemmundity, snd resulted in a
three-volume operationnl study.

T- By December 1559 these etudies had produced a plan Tor
training & small esdre ol Cuban exdles as paremilitary instructors,
these inm turn to be used for treining other Cuban recx:pj.tﬂl, in =
Latin ;ﬂ.mericm country, for clandestine infiltraticn into Cuba to
provide leadership for enti-Castro dissidents.

Organization of Branch

2. On 18 January 1960 the WH Divislon ergendized Branch b
(WH/4) =s an expandable tesk foree to run the proposed Cuban opera-
tion. The initial Table of Orgenization toteled MO perseoms, with
18 st Headguarters, 20 at Huvana Stetion, and twe at Santisgo Base.

%. The branch nleo began negotistions for a Panama training
site. Its officers reconnoitered the area of Miami, Florida, in
seerch of sultable instellstions for office space, warehouses,
safe sites, recruwiting centers, commmications center, and bases
for the movement of persons, materdel, and propaganda into or out
of Cuba.

10. AL the same time Headquarters snd the Havans Station

were conducting a study of Cuban oppositicon leaders to preparve
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for the formation of & unified politieal froot to serve se the
cover ingtmment for clsndestine cperations end as & rellying
point for anti-Cestre Cubans. They were also making a mep
reconnaizsance of the Cerdbbean, sceking o slte for a powerful
zedium-wvave and short-wmve radio station.

Freliminory Frogress

1. As & result of this intensive activity over a relstively
rief period the Ageney was able o report eonsiderable prelimlosry
progress end Lo predict early performance in a mmber of respects,
when it carried ifs request for volicy approval to the Pregident
in mid-March of 1960.

12, Among the facts so reported [Annex A) were: 'Thet the
Agency was in close touch with leaders of thres major and reputeble
enti-Castro groups of Cubsns whose represemtatives, posaibly
together with others, would form & wnified opposition council
within 30 days; that the Agepcy was already supporting opposition
brondeasts from Miaml, had srranged fer =dditional radic outlets
In Massachusetts, —a.nd -, and that a poverful
“pray”™ station, probably on Swvan Island, could be made ready in
two months; that publication of an exdle edition of a confiseated
Cuban newspaper had been arranged; that = controlled metion Eroup
vas distributing propaganda inside Cuba, and that anti-Cestro |

lecturers were being sent on Iatin Arerican tours.
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13. The President was Murther informed that sn effective
intelligence and actlon organization inside Cuba, responsive to
diraction by the exile oppositlon, could prebably be ereated within
£0 dzys =nd that preparations for the develomment of an adequate
parem Htary force would requlre "a minlmm of six months and
probably closer to elght.®

Polley Tdscusslons

1k, Discussion st high policy levels of the Government had
pnaced&& submlzalon of this progroe to the President, Tn the ls..a't.
months of 1559 the Bpeciml Group, composed of represembatives of
several depsriments and sgencies ﬂ.‘[;tl charged by HSC 5412 with
responaibl ity for policy approvel of major covert action opeTE-
tions, censidered several Agency propossls for exile broademets
to Cuba. Daring January and Februsmy of 1950 the Tirector of
Central Intelligence informed the Special droup of hgeney planning
with regard to Cuba, and on 1k March an entire meeting wes devoted
to discuseion of the Ageney's program. Concern was expressad over
the length of time required to get tralned Cuban exdiles into
actlon, and there sms discussion of U.8. capabilities for imediate
overt poction if required. The Chaix_‘ma.n of the Joint Chiefs of
Staff ia reporlted to have paid that forces totaling 50,000 men
were ready if needed and that the firet of them could be alrborne
within four hours after recelpt of orders. Members of Lhe EToup

urged early formation of an exdle junta. The Agency announced its
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intention of requesting funds to parsue the program, and ne
chjections were.raised by the group.

1%. The project to unseat Cestro had thus become a major
Ageney activity with the highest policy =anction, engaging the
full-time petivity of the personnel of a rapldly expanding operat-
ing branch, requiTing a great amount of detsdled day-ta-day atien-
tion in higher Agensy echelons =nd entadling frequent lisisom with
other agencles and depariwents of the Qovermment.

15. The ectivities described to the President comtimed st
an ascelerated rate, but the f@tiﬂ spproach to the project:was
relatlvely cautlous in the early weeks,

Flpancial Preparations

17. Om 24 March 1960 the project was approved by the Tirector
of Central Imtelligence im the initial smoumt of $900, 000 for the
rest of Fiscal Year 1960, However, ooly two weeks later, on
T April, WE(4 Branch reported that 85% of the $500,000 had been
cbligated. By 30 June an additional $1,000,000 was chligated.

18. In April the HHrector of Cembral Intelligence told a
meeting of WL personnel that he would recsil people from amywhers
in %he world 1f they were needed on the project. From Joanuary 1950,
wben it had 40 people, the branch expanded to 568 by 16 April 1961,
becoming one of the largest branches inm the Clandestins Berviees,
larger than seme divisions. Its Table of Crganization did not

include the large mmber of sir operations perscomel who worked
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on the project and who were admlnistered by thelr own umit, the
Development Projects Division (DPD), nor did it include the many
people engaged in support activities er in pervices of common
coneerm, who, though not assipgned to the Project, nevertheless
devoted mony hours to 4f.

15. Im the early months of the project there were intemsive
efforts to crganize an exile fromt proup, to get 8 brood and yerded
propagands program under way, to begln & pararllitary program, =nd
to mcquire sites inm Florida and elsevhers for Training end recruit-
ing activities and for offlce apace.

20. The so-talled "Bender Grow", composed of projeet politi-
cal action officers, wns set up =6 a notlonsl organizatiocn of
American businessmen to provide ecover for dealing with the Cubans.
After a series of meetings in New York snd Miaml s nominal ly

uified Frente Revoluclonario Demceratico (FRD), composed of severzl

Cubsn fectlons, was agreed upon on 11 May 16650.

Propagands Activity

21. Fadio broadeasts from Miami inmto Cubas were comtinued
under the sponsorship of a Cuban group. Preparations were made
for exlle publication of Avance, whoze Havans plamt had been seized
by Castro. Antl-Castra rropagonda cperations were intensitied
throughout Latin America, =nd a boat Tor m.a.r:inc brosdeaste was -p'u_r'—
chaged. The Swan Island radio station, on which the President had
been briefed, was completed and on the sir with tesb signals by

1T Hay.
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Z2. The scticm-cadre instruction tralning Program wes being
prepared, and 325,000 worth of sterile arms were belmg sent to the
Pangme training base, which was activeted 11 Maoy. At the ssme time
Useppa Islend, Florida, sms acquired as = site for assescment and
holding of Cuban paramilitery candldates and for treining radis
operators.  Sereening of porarilitary recrults had bemum in Miami
in April, and the training in Ponems begen in June.

23. The Mismi Ense was opened om 25 May in the Coral Gsbles
business district under cover of a New York career development =nd
piacem.ent firs, backstopped by a w of Iefense combract,
and on 15 June a comunications site, with Army cover, was epened
&% the former Rlelmond Haval Air Station, which was held umder
lease by the University of Mlami. Hafe houses were also scgquired
in the Mismi area for variows cperational uses., The use of other
sites for projeet sctivities, in the United States and other
countries, waes acquired for warying periods as time went om.

2. Project officers were engaged in lislson on mumerous
matters. In April they resched an agreemenot with the Tmmigraticn
and Naturalization Serviee on special entry procedure for Cubmns
of interest to the operetion. Toey consulted with Volce of America
and the United States Information Agency on propagands opermbions.
There were mary discussloms with the Federal Commnications Com-
migglon on bhe Ideensing of Radio Svan and with the Tefense Deparh-
memt eoncerning its cover. The State Depariment was regularly

consulied on political matters.

R T L) e T e, R
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Uneas ¥ Front

25. Although Cuban leaders had formed s "front" at Ageney
urglng, it was an uneasy one. They were by no means in agreament,
elther emong themselves or. with Agency case officers, on politics
or on operationa.

26. Power struggles developed early in the 1ife of the FRD,
The Cuban leaders wanted something to say sbout the course of
paramilitary cperations. As early as May 1960 one of the more °
prominent leaders was urging-an invesion on a fairly la:..-ge acale’
Trom o third ecuntry. _ . ,

27. By June the American rress was beginning to nibble at
the operation, principally at Radio Sven, some of the shorles
Implying that it wes nok a completely legitimate comercinl venture.
Another indication that cperational security wak less than perfect
¥a8 & statement by a defected Cuban naval attacke that 1% was com-
mon knowledge smong exiles in Miami that a certedn Cuban leader
was backed by the Agency and that "thers were entirely too many
Americans Tunning sround the aren waving money. "

28. On 22 June the Deputy Director of Central Intelligence
briefed the Wational Security Council on the rroject.  [ltimate
objective of the training program, according to the paper prepared
for this briefing, was & minimm force of 300 men split into
approximately 25 teams skilled in organizing, training and leading

Indlgencus dissident Eroups, ¢ach team to be provided with a radio



b = - R SO

aperator. Preparations were under way for creéating an exile Cuban
ailr foree, and albtempts were being made to develop maritime
capabilities for support of paramilitary groupe.

29. This briefing contained an expresslon of doubt that a
purely clandestine effort would be able Lo cope with Castra's
lneressing oilitary capability, pointing out tha.'t‘. implementaticn
of the poremilitery phase of operations would be contingent upon
the existence of dissident forces who vere willing to resist and
that such groups had not ma yet emerged in strength,

Training in Panams

30. The alr training program began to get under way in July
1960 with the screening of Cuban pilot recruits and negotiaticns
with Defense for 12 AD-Sz and the Nevy being asked to supply 75
instruction and maintenance personnel.

31. In mld-Tune 29 Cubans had areived in Panama teo ".:-egi-n
treimdng in small-undt Anfiliration.

32. The FRD wes resisting Agency attempts to persuade it to
move its headquarters to Mexice and was demanding direct contact
with the State Department or with some high govermment official in
order to argue its case. Tt also showed reluctance to become
invalved 1n the recruiting of Cuban pilots. TE presented s budget
for $500,000 a month, excluding paramilitary eosts, but was told
it would have to get along on $131,000 and would get this anly 4f

it agreed Lo move to Mewleco. Tt did agree to fuernish 500

= 12 - - - s St
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paramilitary condidates and finally gave in on the issge of moving
to Mexico. Tt remained there only o fev weeks because of harassment:
by the Mexican Oovernment, in spite o prior agrecments to the
contrary. Tt appears that bog reason wWhy the FRD leadere were so
reluctant to be based in a third country is that they desired to
establish a direct, officlel chennel to the U.B. Government.

Emphasiz en Resistance

33. In Aug?u.st WH/4 Branch prepared papers for use in briefing .
the President and the Jodnt .{!hiefs of Stafl, respectively. By
about 1 November 1t was expected to have 500 peramilitery trainees
and 37 radio cperstors ready for action. It ¥as stated that this
group would be available for use ag infiltration tesms or as an
invasion foree. The briefing paper for the Joint Chiefs made the
point that "obviously the successiul lmplementation of any lorge-
scale paramilitary operations is dependent upon Ui;iesprea.d
guerrilla resistance throughout the ares. "

3. The peper prepared for the President's briefing identified
11 groups or individuals with whom the Agency had some sort of
contnct and who claimed te have assets in Cubs. The paper for the
Joint Chiefs spoke of +the problems of obtaining support bases and
trained man pover and warned that an exile invasion foree might
have o be backed up by a contingency loree, augmented hy U.S.

Army Special Forces personnel.

a3 -
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35. The terms "invasion", "strike”, and "assault” were used
in these documents although the strike Toree concept does not seem
te have been glven any sort of rolicy sanction until the Special
Group meetings vhich took place toward the end of 1960,

Flan of Operations

J5. The Presidential briefing paper of August 1960 cutlined
the plan of operations ms follows:

"The initial phase of paramilitary operations envisages
the development, suppert and guidance of dissident groups 1ln
three areas of Cuba: Pimar del Rio, Escambray and Sierra .
Maeatra .. These proups will be crganized for concerted
guerrilla action agalnst the reglmne .

"The second phase will he Initiated by a combined sea-
eir assault by FRD forces on the Tsle of Plnes coordinated
with generzl guerrilla setivity on the main igland of Cubsa.
This will establish no close-in staging base for future
aperationa,

"The last phase will be air sssault on the Havana area
with the guerrilla forees in Cuba mcmf.ng on the ground from
these areas into the Havana aven alsq. ™
3T- Expenditures were rapidly running bevond the original

estimates. The WH Division estimated operating costs for four
veeks starfing 1 July at $1,700,000 and for the fiscal year at

approximately $25,000,000. On 19 fgust an additional $10,000,000
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was requested and obtained. About half of thia f_igl.u-e: was the
cstimted cost of paremilitary metivities, with about another
$2,000,000 eotimated For propagandn .

‘ Artd -Caztro Broadeasta

38. Propaganda activity had gotten off to an early shert
and had developed rapldly. After sn initinl shakedown pericd
Fadlo Swan had gom.z on the air first with anti-Trujillo, then
with anti-Castro brosdeaste. Redio Frograms were alac originating
in Miami s.mi- The newspaper Avenee in Fxile was being
published Ty the end of the summer, and & uéccrﬁri paper and a
weekly magazine were planned. Thers had also been some succeszful
black operations. Most such operaticns had thus far been conducted
without participation by the FRD.

39. By the end of August the FRD had o levyer team set for a
latin Americen propegands tour and was ready with its First brosd-
ceat on Radio Swan, which wes reported to be getting world-wide
reception with many listeners in Cuba., An anti -Castro comic book
was being reprinted, and a Spanish-languape television Program was
being prepared in Miami.

ho. At the end of August Wi/ Branch was veporting that a
machine run search had Tailed to find any bilingual Agency employes
sultable as a Radlo Swan anncuncer. ({This search went on for some
time. 0On 28 December the branch reported finding e candidate, but

on 18 Janvery 1961 that he had backed out. )
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bl. late September 1960 saw the nlmost similtaneous oooun-
rence of the firat maritime operation mnd the Tirst alr drop over
Cubz. The former was successful. The latter, the first of a
series of fallures, resulted in Lhe coplure and execution of a
paramiiitary sgent oo whom the project had sef great store.

Maritims Operations

k2. Several successful maritime cperations took plece during
. the latter montha of 1950 before severs H‘i.ntl?ll;_itf':-[l?_]:z?r began to
make them almost impossible. Put the rroject had only one heab
regilarly nvailable during this period, and the process of supply-
ing and bullding up a resistance mvehmnt through clandestine
meana began to seem intolerably elow, cgpecinlly since during this
game pericd Cestro's ermy wae reported to have been strengthensd
with 30 to 40 thousand tons of Bloe arms, and Cuban internal
security was being tightened.

L3, The strike foree concept which, as noted, had slreasdy
begun to be assoelated with the project as early as July, began
to play an ever greater role in W]I,-"'li planning. This role becoms
dominant in September 1960 with the aszsignment to the project, as
chief of 1ta Faramilitary Stafl', of a Marine Corpa colonel
experienced in amphibious operations.

bh. In late Gotober the Wlcaraguan Government ofTered the
Agency the use of an air strip and docking facilities at Fuerto

Cabezas, some 250 miles closer to Cuba than the facilities in
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Guntemala. t about the same time, the Agency requested the Army
to supply 38 Special Forces personnel as instructors. Tue to
prolonged poliey negotiations, these tralners did not arrive in
Guatemala until 12 January 1661.

Gwitch in Concept

%5.  On 4 November 1960 WH/Y4 took formal metion to change the
course of the project by greatly expanding the size of the Cuban
paramilitary unlt and redirecting its tralning along more conven-
tional militery lines. Appropriste orders were sent to the
Guatemala Base, which bad %75 alr and ground trainees on 10 Hovember,
and to Miami where recruiting efforts were ineressed. )

bé. By this time Mism! Fase, througn ldafeon with the FRD
military staff, had slrendy recruited and dispatched to Guatemnln
101 sir and 37O parsmilitary trainees, plus six specialists (doctors,
dentistz, and chaplaine). The bese had also resruited 128 maritime
rarsonnel for manning the invasion fleet that wos being ecquired.

4YT. By 28 January 1951 the strike force strength was S, on
3 February it was 685, by 10 March it had risen to 826, by 20 March
to 973, On 6 fApril 1961 brigade strength was veported at 1,390.

k8. On 3 November 1960 WH/L reported it had only $2,250,000
left for the rest of Fiscal Year 1961, and by 16 December this was
almost gone. A supplementary budget estimate was prepared, and an

additional $28,200,000 was oblained from the Buresu of Lhe Fdget. .

- 17 -
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Freedom Fund Cempalpn

Lo, There were alse finencial problems on & smeller scale.
To publicize Redio Swan, and perhéps to enhance its cover, the
Cuban Freedom Fund Campalgn was organized in November to selicit
donntions through newspaper advertisements. The radia station,
which vas budgeted at $900,000 for Fiscal Year 1961, received
$330 in gifts during the pext few weeks. ,

0. Bohemia ﬁibre, 48 handacme weekly'mugazing,-budgeted
at $300,000 but actually costing about $35,000 an issue, had
bad luck from the start 4in secking sdvertising and cnce mipged
sn igsue on fhat aseeount.  Additional funde hed to be sought
for it several times. Yet it developed &n gudited circulmstion
of 126,000, said to be second only to the Reader's Dgest in
the Epanish-lengusge Tield.

5l. While the project moved forwerd, acquiring boats,
plemes and bases, training men, negoblating with foreign povern-
ments, seeking policy clarification, training an FED security
service, publishing magazines ond nevepapers, putting out redio
broadeasts, end attempting to move arms, men and propeaganda
into Cuba by sea or air, the FRD, in vhose name most of Lthis
activity was being carried on, was making little progress
tovard unity.

52. Mezbers would resign in a uf? and have to he wheedled

back. Fach factlon wanted supplies to be senl only %o its own
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follewers in Cuba, vhile groups inside were reluctant to recelve
Infiltrees sent in the neme of the FRD, The FRD coordinator had
hls own redic beet which made unsuthorized broedensts until
halted by the Federal Commindcations Commissien and the Federal
Bureau of Investigation.

Provisicnal Government Flans

53. Tentative plans for & provisional government were firet
digcussed with FRD lesders in December, and this seb off n flurry
of intrigue and bickering which delayed the recruiting Frocess
and did nothing to edvance the cause of unity. In mid-Janmery
Mlaml Base repcrted that "the over-all problem is Glmply to main-
tein the Fremte (FRD) &s an operational facnde umtil military
action Intervenes and a provisicnsl govercoent can be eptablishad.”
Until the question of how and by whom such a government was to
be selected could be answered, the base reported, "we are ut
pelitical desd cemter.,”

5. This dead center remained until very near the target
date and was only resolved by an ultimatum to the FRD Executive
Committee directing itz members to agree on the chairman for a
Revolutionary Council or rizk the loss of all further BUPPOXT.

55. However, in selective ways the FED proved to he a
responsive and useful instrument. An exsmple of this was the
counterintelligence and security service which, under elose

project control, developed into an efficlent and valueble unlt

in support of the FRD, Miaml Fase, and the rroject program.
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55. By mld-March 1961 this eecurity orgonizetion comprised
06 employees of whom 37 were trained cese officers, the service
having greduated four classes from ito own training center,
whose chief ingtructor was a -'_Dol_‘lce officer.

Beourdty Activities

57. The FFD'a service ran operaticns inko Cuba, . mamy of
them successful. Tt hudlt up a voluminous set of card files
on Cuban personslities. - One of its most helpful zervices was
reporting on meetings of FRD commithbeecs end other mnti-CEstro
groups and on political maneuvering within the:FED hierarchy.
It also helped in recridting for the strike force ab a time
when the pelitical leaders were sebotoging this effort. Securdty
and counterintelligence teams were aleo trained for integretion
with the efrike force. . Thege bad the primavy mission of securing
vital records and docwments durdmg the invasion and a secondary
mizaion of masisting in establishing and miu-l:ﬂniug martizl law.
58. 'The service aleo carried on radig monitoring and con-
ducted interrogations and debriefings. An Indiestion of its
alertness and -ej:fficienc;r i the fect that it supplied Miami Base
With ite flrat information on the location of a C-54 plane vhich
was foreed down in Jemalen after a missicon aver Ciba. .The chief
of the service was largely responsible for pereonally persuading

the erew of the dowvned plane to return to the training camp.
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59. In the first three months of 1961 the problems faced
by the praject vere many and complex.  Although the Army Special
Forces instructors had Tinally errived in Guatemala the brigade
iroinee quots wes stil1l only half fulfilled and & call went to
the training cemps for special recruiting teams to be sent to
Migmi. Meanwhile tralnees who hed been in the cemp for several
wonths hed had no contmct with the peliticnl front and were
wondering what sort of a Quban future they were expected to
fight for. Dsturbences broke out, and the project lesders
persusded three FRD figures to visit the camp and mollify the men.

Treining in the U.5.

60. Diring this peried the Nicareguan air strip which
had been pleced at the project’s disposel was being made Teady
for nse and two new training sites were activated. Altheugh
a definite poliey determinetion on the training of Cubans in
the U.5. hed never been made, 25 tank CPEratoTs Werse EICCEEE-
fully trained f'or the strike foree at Fort Xnox. Another
eleventh-hour training requivement was Pulfilled vhen the
project sequired the use of Belle Chese Amminition Depot near
New Orleans. This was used for the training of 8 company-
sized unit hurriedly recruited for a diversion landing and of
an underwater demslition tesm. .

6l. During the period between the U.E8. national elections

and the insuguration of President Kennedy the Government's
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policymaking machinery had slowed dodn. A number of plecemeal
policy decisions were vouchsafed, btut not all the specifie cnes
the project chiefs were pressing for, for example, suthority for
taciical air strikes snd permissien Lo use Americen contrect pilots.

62, President Elsenhover had given a general go-ahead signal
on 20 Novesber and had reaffirmed it on 3 January 1961, but the
mpendi_u.g change in administration wes slowing matters down. For
Fﬂ-xﬂ;n@le, a propesed propagenda drop was turned down on 13 January
for this ressen. On 19 Jamuery, ot the Special Group's lest
meeting before the imauguration, 1t was agreed that a high-level
meeting, fo Inelude the new Secretaries of State and Defense,
snould be sel up as soon as possible to reaffirm the besic concepts
of the project.

Preparations Endorged

£3. Such o meeting was held 22 January, and the project and
surrent preparations were generally endorsed. At a meeting with
the new President on 28 January the fAgency was authorized to
contloue present activities and was instructed to submit the
tactice]l paramilitary plan to the Joint Chiefe of Staff for
analysis. GShortly thereafter, in an attempt to get a high-level
internel review of the plan, it was briefed to Oen, Cabell,
Gen. Bull {consultant] and Adm. Wright (OME]. By & February
the Joint Chiefs had returned a favorsble evaluastion of the

strike plan, together with a number of sugpgestions.
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64. On 17 February the Agency precented a paper (Annex E)
to the President which cutlined three possible courses of action
againet Castro.

65. MNoting plans for early formeticn of a goverrment in
exlle, the paper described the growing strength of the Castro
regime under Bloc support and observed: "Therefore, efter
some date probably no more than six months sway 1t will become
militarily infemsible to overthrow the Castro regime except by
the comritment to combat of a slzesble organized military force.
The cption of astion by the Cuban opposition will no longer be
open.”

66. This paper found the use of small-gcale guerrilla
groups not feasible and advocated s surprise landing of a mili-
tary force, concluding that the brigade had a good chance of
overthrowing Castro "or at the very least cemusing a damaging
civil war without reguiring the U.5. to comuit itzelf to overt
action against Cuba."

67. Following presentation of this paper to Lhe President,
Lhe project leaders were given to understand that it would be
at least two weeks before a decision would be made as to use
of the invasion forc;:. Toey thersupon withheld action to expand
the foree up to 1,000 for the time being.

Movement of Agents

68, Although the invasion preparations were shoorbing

most of the project's energles and funds WESY Branch was still
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attempting to nourish the underground. There were six succese-
Tul boat operations, carrying men and materials, in February
and 13 in March, and two ewccessful air drops in March. Infil-
tration of sgents was contimuing. As of 15 February Miami Base
reparted the following numbers and types of agents in Cuhas
Counterintelligence, £20; positive intelligence, 5; propaganda,
2; paramilitary, k. As of 15 March the bese reported that
these murbers had rieen, respectively, to 21, 11, 9, and 6.

69. By the invesion date the personnel strength of Mimmi
Base bad grown to 160. The intensity of activity there during
the latter monthe of the operstion is indicated by the record
aof & day picked at random -- it happened to be 9 February --
when 21 case officers spent 140 man hours in perscnal contact
with 125 Cubans.

T0. Euceesglve changes in the cperatlonnl plen and post-
ponements of the strike date are diseussed later in this
report and are documented in Annexes C, D, and E. Detailed
policy authorization for seme specific actions was either never
fully clarified or only resclved at the eleventh hour, and even
the centrel decisicn as to whetker to employ the strike force
was sL111 somewhat in doubt up to the vm-_'.r' moment of embarks-
tion.

TL. During the weeks preceding the invaelon the pace of

events quickeped. Io early March the State Department asked the



g

Agency mot to ammounce formatlen of the Revolutionary Coureil
or to commit eny untoward act until afier the 5-9 March Mexico
City Pesce Conference. The Cubans conferring in New York dis-
agreed on various uspects of & poet-Castre platform, The Guatemals
camp was having counterintelligence problems.

Sabotage Action,

T2. On 12 March the LCI "Barbara J" succesefully lsunshed
and recovered a sabotage temm in mn action apgalnst the Texaco
refinery in Bantiago.

T3. During 13-15 March project chiefs were working inten-
sively to prepare a revised plan which would meet palicy objec-
tions cited by the State Department. On the 15tk the new plan
was presented to the President.

Th. In mid-March ten mesbers were added to the FED Frecu-
tive Committee, the politiclans contimued their platform talks,
and 23 March wes set ag deadline for cholce of a chairman. An
intensive defection project was started from Miami Base. A
survey was started ;i-t.h the cbject of determining the trainnes’
knowledgeability of U.5. involvement in the strike yreparations.
Trainees #t Cuatemals were impatient, and a number had gone
AMOL.

5. Jose Miro Cardona was unanimously elected Chairman
of the Revoluticnary Council.
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76. In late March the G

ostensible owner of the Swan Taland radio station, thanked all
the eponsors of politicel programs end advised Lhem thet no more
tapes would be required; purpose of this action was to clear the
wny Tor o unlty program during the action phase of the cperation.
A Radio Swan listener survey had received 1,059 replies from 20
countries. EShips with sirike force equipment were mrriving in
earagun, and the Gustemala camp was s5t1ll recelving trainees

as late as the week of b April.

Overflightes Suspended

T7. Cuban overflights were suspended om 28 March, Two
reasons have been given for this puspension: (a) that the air-
craft were needed to move the strike force from Guatemals to
Puerto Cabezas, Nlearagua, for embarkation cn the invasion ships;
{b) that the Agency wished to avoid sny incident, such as a
plans being downed over Cuba, which might upset the course of
events during the eritical pre-inwmsion peried.

T8. For a White House meeting on 29 March papers were pre-
pared on these pubjectd: (=) The status of the defection program;
(o) internal Cuban support which eould be expected for the landing
operation.

TG. ©Oo 5 April the B-25 "defection" plan was prepared in am
effort to knock out some of Czstro's air force before D Day in a

panner vhich would satisefy State Department oblectlons. Project
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chiefs agreed thet in event of a policy decision to call off the
invasion they would move the troops to ses, tell them that new
intelligence made the invasion inadvieable, and divert the foree
to Vieques Island for demcbilization.

80. Om 12 April at = meeting with the President it was
decided that Mr. Berle would tell Miro Cardoom there would be no
overt U.5, support of the invasion. The President publicly
announced ithere would be no U.5. support. Om 13 April all WE/b
headguarters sections went on Zli-hour duty. The Revolutianary
Council wes aesembled in New York and advised that it would be
briefed in stages oo the military espectz of the project. On
14 April the Coumell egreed to go into "isolation" during the
landing phase of the military operation.

8l1. The raids on three Cuban airflelds were carried out by
eight B-26s on 15 April, and destruction of half of Castra's air
force was estimated on the basis of good post-strike photography.
Aftervard, accordiog to plan, cne of the pilots landed in Florids
and annpunced that the reids had been carried out by defectors
from Castro's own &lr force. The Council was briefed on the air
strike. The diversionary expediticn by the forse which ked been
trained Iin New Orleans falled te meke & landing on two successive
nights preceding the strike.

82. Immediately btefore D Day, Badio Swan and other cutlets
were broadeasting 18 hours 2 day on medium-wave and 16 hours on

short-wave, Immediately after D Day, these totals were Increased
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to 55 hours and 26 hours, respectively. Fourteen frequencies
were used. By the time of the invasion & total of 12,000,000
pounds of leaflets had been dropped on Cubm.

83. late on 16 April, the eve of D Day, the alr strikes
designed to knock out the rest of Castro's alr force on the
following mornicg were called off. The message reached the
field too late to halt the landing opersticn, se the decleion
to cancel the mir strike was made after the landing force had
been committed. -

8, The invasion flest which had assembled off the south
coast of Cubs on the night of 16 April included two LCIs cwvmed
by the Agency, a U.8. Favy 18D carrying three L0Us and four LCVPE ,
all of them pre-loaded with supplies, and seven chartered commer-
elal freighters. All these craft participated in the assault
phase, exsept for three freighters which wers loaded with follow-up
pupplies for ground snd air forces. These vessele uere armed
with S0-caliber machine guns. In addition, each ICT mounted tuo
T5-mm. recollless rifles.

55. In adéition to the perscoal weapons of the Cuban exile
soldiers, the armament provided for combat included sufficient
mmbers of Browning automatic rifles, machine guns, mOrsars,
rezollless rifles, rocket launchers, and flame-throwsrs. There
were alsg five M-4l tapks, 12 heavy trucks, an aviation fuel tank
trusk, 8 tractor erane, a bulldozer, tvo large water trailers,
and pumercus swall trucks and tractors.

- 28 -
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85, The invesicon brigede comprised 1,511 men, all of them on
the iovasion ships excepting one airborne infentry company of 177
men. The brigade included five infantry companies, & heavy WeRpons
compuny , an intelligence-reconnalssance company, end & tank plstoon.

67. These troops had been moved by air on three successive
nighte from the Guatemals training camp to the staging mrea in
Kicaragus where they embarked on the ships which had been pre-loaded
at New Orleans. The ships had moved on separate courses from
Kicarsgua, under uncbtrusive Navy escort, to the rendegveus 40 miles
offehore in order to aveoid the appearance of & convay. From there
they had moved in column under cover of darkmess to & point 5,000
yarde from the landing area, where they met the Mavy LSD. These
cozplicated movements were spparently accomplished in & secure
manner and without alerting the enemy.

B8. oOf the three follow-up ships, ane was due to arrive from
Nicaraguz on the moruing of D Dey plus 2 and two others were an
call &t gea south of Cuba. Additional supplies were avallable for
a2ir lapding or paracnute delivery at airfields in Guatemala,
Flicaragus, and Florida. At a Defense base in Anniston, Alabems,
there were also supplies resdy for 15,000 men. Altogether thers
wers arms and eguipment mvailzbls to furnish 30,000 dissidents
expected to rally to the invesion force.

83. The landing was to be carried out at three beaches about
18 milas from each other cn the Fapata Peninsula, The left flank

of the beachhead was Fed Besch 2t the head of Cochinos Bay; Green
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Beach wms at the right flank, with Blue Beach at the center. The
lodgment {0 be seized was thus a coastal strip about L0 miles
long, separated from the loterlor by an impassable swamp penetrated
only by three roads from the north and flanked by a coastal Toad
from the east.

-90. In the early hours of 1T April Cuben wndervster demcld-
tion tesms, each led by an American eontrect employee, went ashore
to mark Red and Blue Beaches. Bach of these parties epgaged in
fire fighhﬂthmﬂauwfmnammmtheirhm,-
and the troops began moving ashore in small alimimm boats mmd
LCUa. Before da;ijLg'h.t mmall militis forcea were encountered ot
both beaches. These offered little opposition, and mamy of the
militiemen were guickly captured.

91. Not long after daylight the airborne infantry eompany
wes guccessfully parachuted from O-b6 sireraft to Pour of the five
scheduled drop zones vhere 1ts elements were given the mission of
sealing off approach roads.

2. At dawn began the enemy ailr attacks which the project
chiefs had aimed to prevent by the planned dawn strikes with
Nicarsgus-based aireral't against Castro's fields. Action by
Castro's B-20s, Sea Furies, =nd jet T-335 resulted in the sinking
of & supply ship, the beaching of a transport, end damage to an
LCI. The plan for a landing at Green Beach was thereupon abandoned,
and these Lroops, with their tanks and vehicles were put asheore at

Hlue Beach. Ghipping withdrew to the south under contiouous air att
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93. The alr attacks contloued throughout the dey. The 11
B-268 of the Cuban exile force which were avellable for cloee
support and interdiction were no match for the T-33 Jeta. However,
at least four of Castro's other aircraft were shot dewnm by machine
gun fire from maritime craft, assisted by friendly nir support.

94. The first ground attacks by Castro's forves occurred st
Red Beach which wma hit by successive waves of militie in the
morning, aftermoon and evening of 1T April. While ammmition
lasted these attacks were besten off with beavy enemy thsualties,
and several ofhﬁm'ntmhmh&ltaiurd&atmﬂd‘bymm
or friesdly air action. On the morning of 18 April, the Red
Beach Force, nearly out of ammunition, retired in good order to
Elue Beach without being pressed by the enoemy .

93. Inm addition to supporting the ground ferces and protect-
ing shipping on 17 April, the friendly B-26s also sank & Castro
patrol escort ship end attacked the Clenfuegos airfield. Four of
the friendly B-20s were shot dowm, while three returned safely to
Nicaragea, and four landed at ather friendly bases.

G6. Attempts were made to resupply the brigade with ammund-
tion by alr drops. On the might of 17-18 April ome C-S4 drop was
made at Hed Beach mnd three at Hlue Beach, and on the following
night Hlue Beach received two drope. Preparations for resupply

bty sea had to be cancelled due to enemy air action,
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ST. At Elue Beach the enemy ground stitacks, supported by
alreraft, began from three directions on the afterncom of 18 April.
Bix friendly B-26s, two of them Tlown by Americans, inflicted
keavy demsge on the Castro columm moving wp from the west, using
napalm, bombs, rockets, and machine gun fire to destroy several
tanks and about 20 troop-laden trucks. MAdr support to the Rlue
Beach troope wus continued on the morning of 15_! April, when three
friendly B-20s, including two plloted by Americans, were shot
dovm by Castro T-33a. Jet cover from the Navy sircreft carrier
"Essex® had been expected to protect the 15 April sorties, but g
mis'lmd-erst-md_ing over timing hmmpered ite effectiveness.

98. Im epite of this air acticn, however, and im spite of o
reported 1,800 casuhlties suffered by the Castro forces, the
brigade's ability to resist depended in the last resort an
resupply of ammmition, whick had nov beccme impossille. On the
night of 18 April, when frilure appesred inevitable, the Cuban
brigade commender refused an offer to evacuste his troeps. And
on the morning of 19 Aprdl, with ssmunition repidly running out,
the brigade wae still able to launch s futile counterattack
against the forces relentlessly moving in from the west.

359. In the last hours of resistance the brigsde commander
sent B serles of terse and desperate messages Lo Lhe task farce
command ship pleading for help:

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

send belp. We cannot hold, "
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"In water. Out of wmmo, Epeay cleaing in. Help must
arrive in mext hour."

"When your help will be here and with what}"

"Why your belp has not comei"

100. The last message was as follows: “Am demtroying mll
equipment and commmications. Tanks sve in sight. T have nothing
to fight with., Am teking to woods. T cannot repeat cannot welt
for you."

1p1. Antmun‘tlmcmm_rmhaﬂhrthubemhmthe
aﬁ;emmnorlg_lpﬂl. When it becaxe known that the bemghhead
had collapsed the convoy reversed courae.

102, Turing the next few days two Americans u.nd'.al:reflvuf
Cuban frogmen sueceeded in rescuing 26 purvivors from the beasch
and cosptal islands.
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C. SUMMARY OF EVALUATION

l. In evaluating the Agency's performemce it ia epaential
to avold grasping immediately, as many pereans have deme, at the
explenaticon that the President's order cancelling the D-Day air
etrikea wae the chief cause of failurw.

2. Discuseion of that one decisiocn would merely raime this
underlying question: If the project had been better conceived,
better organized, better staffed and better menaged, would that
precise issue ever have had to be presented for Presidential
decision at All? And would it hawve been presented wmder the
sams {11-prepared, insdeguately briefed circumstances?

3. Furthermore, it iz egsential to keep in mind the
possibility that the invagilcn waz doomed in advance, that an
initially succezsful landing by 1,500 men would evenfually
bave besn ¢rushed by Castro's combined milit-ar:.i Tefaurces
strengthened by Soviet Bloc-supplied militery materiel.

L. The fund.ﬂ.ue;:tal cauge of the diszaster was the Agenoy's
failure to give the project, uotwithastending its impertance
and its Iemehse potentiality for damege to the United States,
the top-flight handling which it reguired -- appropriate
organization, steffing throughout by bighly qualified pereannel ,
and full-time direction and control of the bigheat guality.

5. Imsufficiencies in these vital sress resulted in

pressures and distortioms, which in turn produced mimerous
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serions operaticnal mistakez and ocmigsicne, and in leck of
awarengss of developing dangers, in faflure to take action to
eouiiter them, and in grave micetakes of Judgment. There was
failure at high levels to concentrate informed, unvavering
serutiny oo the projest and to apply experlenced, urbiased

Judgment to the menscing gituations that developed.
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o, EVALUATION OF CORCANIZATLCH AND COMMAND STRUCTURE

1. The project was organised at the level of an operating
branch, the fourth echelen in the organizetion of the Agency, in
tne Western Hemisphere Ddvision. Its chief, a G3-15, was not
given the independence and the broad, extensive povers of a task
foree commender. Instead, he had to apply constantly for the
decision of policy questioms and important cperaticmal problems
to the Deputy Director {Flans) [DD/F}, who wae in fact dlrecting
the project, elthcough this was anly one of his many responsibilities
The DD/F delegated mach of his responsibility to hie Deputy for
Covert Agticn, especially the handling of policy matters lovolving
contact with nen-Agency officials. The office of the DI/F and the
offices of the project were in different buildinge. Consideration
was given by the ID/P in late 1950 to reising the project out of
WE Divisicn and placing it direct]ly under his Deputy for Covert
Action, but thie was not dcne,

2. The Chief of WH Division wes in ths chain of coamand
between the chief of the project apd the ID/F but only in a partial
zenee. He exercised his right to sign the project's outgolng cablee
until the week of the lnvasion even though the project's own signal
center Was activated at the end of December 1960. He supervisgﬂ the
staffing activities and attended some of the meetings of the Speeial
Group. PBut the ID/F apd his deputy deslt directly with the prolect
chief, and gradually the Chief of WH Trvision began to play only a

diminisbed role.
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3. The OD/F, in turn, reported to the Direstor of Central
Intelligence (ICI) aud the Deputy Director of Central Intelli-
gence (DDCI) who ususlly represented the Agency st the meetingg
of the 5412 Fpecial Group.

L. The Director delegated his responaibility for mejor
project decleione to & congiderable extent. He relied on the
DCIL, = Afr Force geperal, for policy matters invelving air
cperations. For military advice he relied an the military
officers detailed to the project. This relisnce deprived the
Dir&cta.nr af cempletely cbjective counsel, since the projectts
military personnel were deeply invalved in building up the
strike force and the DDCT was taking san active role in the
coenduct of alr operatians.

Fragmentat lon of Autharity

5. Thus, the project lscked m single, high-level full-
time comesmder possessing gtated broad povers sod sbilities
sufficlent for the carrying out of this large, enormously
difficult mission. In fact, suthority was fresgmented smong
the project chief, the militery chief of tl*:z project's Para-
milltary Staff, sod several high-level officials, whose wide
responsibllities elsewhere in the Agency prevented them from
giving the project the attentliom it required. There were 't-oo-
many echelone; the top level bed to be briefed by briefers who

themselves were hot dolng the day-to-day work.
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6., Three further extrecrdinary fectors must be mentioned:

(1) The Chief of Cperaticns of the Clandestine
Services [COF3), who is the DD/F's chief staff edvisor on
clandestine operations, played cnly & very mimor part in the
Froject. Om at least two occasions COPS was given express werm-
ing that the project was being perilously migmemagmed, but he
declined to involve himeself with the praject.

(2} The three Semior Staffe, the Apeucy's top-level _
technical advisors in their respective arems, vere not consulted
fully, either at the importent formative stages of the project
or even after grave operational difficultfies had begum to dewi:ap;

tead, they allowed themselves to be more or less ignared by
the chief of the project snd his principal assistants, This
state of affalrs iz partly sttributeble to the inadequate
managerial skill end the lack of experience in clandeetine yYars-
wilitary operations of the WE/W chiefs; -1t was not corrected by
the [O/P or his deputy or by the Chief of WH Divisicm.

(3) There was mo review of the project by the Agency'a
Frojeet Heview Committee, which would st lemst have sllowed the
¥iews of the most senior review body in the Agency to be heard.

Independence of LFD

T. B5till snother important factor in the diffusion of
direction and control was the insistence of the Agency's air

arm, the Development Projects Ddvisicn {DFD), <o preserving
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its independence mnd remaining outside the organizationsl
structurs of the project, in which it had a vitsl, ecentral
Tole, lneluding air dropa to the underground, training Cuben
pllota, operation of air bases, the {mmense logiatieal problems
of transporting the Cuben volimteers from Flarida to Guatemaln,
and the procuring and servicing of the military planes. The
project chief had no commnd suthority over air rlanning and
air operations. The DFD unit establizhed for this Purpose wag
completely independent,

8. The result was & divided command dependent upon mitusl
::c:-;:peraticu. Thers was no dey-to-d=y continuing staff relation-
ship, which is essentinl for properly coordinated operatipns.
HBesdguarters of the two wmits were in different buildings far
avay from each other. The chiefs of sir cpemations in Gustemnls
and Nicarsgus were DFD rerresentatives, inderendent of the WE/k
chiefs of these bases, mnd the Fesdnuarters eonfusfcn was
compounded in the fisld.

9. In Octobar 1960, shortly after his aggignment to the
project, the paramilitary chief noted coordination diffienlties
between WH/% and DFD. He pointed cub thet the organizationsl
structure was contrary to military command rrinciplas, to
accepted management practicea, and to the principles emuncimted
by the DD/F himgelf in 195, and recommended that the DFD unit

be imtegrated inte WE/L, wmder commapd of its chiaf.
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Feilure of Tntegreticn Effort

10. The DD/F rejected this recamendstion as not being the
most efficient solution for technicel ressoma. The insufficlently
effective relationship between the project and the DFD undit was
coe of the gravest purely orgenizational failures of the opera-
tica. The ID/P bas subsequently confirmed this comclusion and
has ascribed this lack of effectiveness to perscnelity frictians
and to the "classic service rivelry." (We would note that this
doss not exist in present-dsy cambined compends. )

11. The crganizaticnel confusion was sugmented by the
existence of a large forward operating bage in the Miaml sres,
w%hich in turn had locse control over seversl sub-bases. The
migeion of this hese waz vaguely defined end not well understood.
In theory the 'ba_s& bed a supporting role; actually it wal con-
ducting operations which for the most part paralleled similar
operations being conducted by WE/L from Eeadguarters. This
divided effort was expensive, cumbersoms, and difficult to
coardinate. In some caged the efforts of the two elementa
were dupliceting or comflicting or even competing with esach ather.

12. The upshot of this complex snd bizarre organizaticnsl
eituation was that in this tremendously difficult task the
Agency failed to marghal its forces properly amd to apply th&m

effe-:tiveiqr.
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E. EVALIATTON OF STAFFING

1. Ino April 1960 the Director of Central Intellipgence
stated that he would recall from any statiom in the world
personnel whose abilitles were required for the succesg of
the project. This recomition of the nmeed for high-quality
peraonnel is howhere reflected in the history of the project.
The DD/P's Deputy for Covert Action advised hiz eubordinstes
that the Director's words did not mean that the project wea
%o be given carte blanche in perscmnel procuremsnt but thet
officers could be adequately secured through megotiation.

2. TIn actusl fact, peracnoel Tor the project were
secured by the customary roubine method of negotiation between
the prolect snd the employee's office of curfant agsignment ;
0o recourse was had to directed assigrment by the Director of
Central Intelligence. The treditiemal independence of the 55
individual divisicn and branch shiefs in the Clandeptine
Services remaiined wnaffected by the Director's stetement. The
ligts prepared by the project for the purpase of negotiation
for personnel naturally reflected the preferencea of the chisf
of the prolect and the willingness of the perscn In guestion
to accept the aseipmment. Tn many cases, the reason for assign-
ing & glven person to the project was merely that he had just

returned from abroad and wes stil1l without an asgigoment .
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3. The basic mistake was made of £11ling the key spots
early, without reslizing how much the project w:;uld grow and
thet 1t should be steaffed for a mejor effort. In some cases,
officere originally selected to supervise five persons ultimately
haed to supervise 15 or 20 times as mary. Of the three G3-15
officers @ssigned to the project, nome wes given top-level
managerial respensibilities. The result of all these fectors
wes that none of the most experienced, eenior cperating officers
of the Ageney participated full time in the project.

An Tndieation of Qualfity

h. An interesting incight inte the gquality of the persconel
of WE/4 ie afforded by the initial "Relative Retention Liste"
prepared in April 1951 by the divisicns and senior staffs of the
Clandestine Services end other Agency wnits pursuant to the
requirementz of Reguleticn 20-7OL (Separation of Surplus Persannel
Bach such unit was reguired to group ite officers in each prade
into tem groupe, on the basis of the performance and qualifica-
tions of each cme. (Under the prescribed procedure, these lists
are to be reviewed at several levels before becoming definitive. )

5. Of the k2 officers holding the principal cperationsl jobs
in WE/k in grade 6S5-12 through GS-15, 17 officers were placed in
the lowest third of their respective grade, and 9, or 21% m- the
lowsst tenth. The ratings of 23 of these 42 were made by WH

Tivizion, which placed zeven in the lowest third, and 1% were rated
by other unita, which together placed ten in the lowest third.
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6. It is apparent from Lthese ratings that the other units
had nol detefled their best people to WHE/Y but had in scme
Instances glven the project their dispeosel cases.

T. Furthermere, although the project eventunlly included
the large mumber of 588 perscnnel, there were long periods in
which fmportant slota went unf'illed, due to difficulty in
procuring suitable officers. For example, the counterintellimnce
officer of the Miami Base was never supplied with a case officer
azsistant, there was a long pericd .iu which the yroject profeased
inability to find & CI officer for the Guatemnls Baee, and
months were ppent in search of an announcer for Radio Swan, Few
Clandestine Services people were foumd who were capable of serving
as base chiefs; the support services had to supply most of them.
811 of the paramilitary officers had to be brought from outside
WH Divisicm, or even from owtside the Agency. (Air operstione
presented no stalfing problem for WH/h, since DPD supplied its
own people. )

8. There were in faect insufficient pecple to de the Job
during the latter stages of the project. Persomnel worked such
loog boura and ao intensively that their efficiency was affected.
Personnel shortages wers one of the reasons why much of the work

of the project was performed on & "erash" besis.
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Scarcity of Lingufsts

9. Very few project persotnel spoke Epanish or had Letin-
Ameriean backerownd knowledge. In & number of instances those
senior operating perscnnel in the field stations that did
speak Spanish boad to be interrupted in their regular dutics
merely in order to act &8 interpreters. This lack occurred
In part because of the scarcity of Spanish linpuiszts in the
Agency and in part beeause WH D:L'.r"ia.im did not transfer to the
project sufficient numbers of its cwn Spanish speekers.

10. There were many other examples of {mmroper use of
gkilled perscnnel. Tn many ingtences, case officers were uszed
merely as "handholders" for sgents snd techniesl spscialicts
were used as stevedeores. Some of the pesple who served the
project on comtract tuwmed oubt to be incompetent.

1l. Staffing of the project was defective because the
whole Clandestine Services staffing syetem, with ghaoclute
pover being exerclsed by the division =nd branch chiefs, i=
defective. Each division seeks to guard its own assets; scanty
recognition is given fio the respective pricrities of the warious
prajects.

12. In spite of the foregoing, there were a great many
excellent people in the project who worked effectively and wha
developad considerably in the course of their work. Tt chould

olso be emphasized that, almost withoul exception, personnel
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worked extremely long hours for months on end without compleint
and otherwise manifested high motivation, together with preat
perseverance end Ingenulty in solwving the manifeld problems
that the project constantly raised. It chould be steted thet in
general the support pecple sent fo the project by the support
component vere of excellent quality and effective performance.
13- Unfortunstely, however, while many persons performed
rrodigies of effort, these were often directed towards over-
coming obetecles which better crganization and mensgement would
have eliminaied. Such efforts were especinlly necesgary [a) in
support, of the chimera of "non-attributebility” of the operatian;
(b} in negotimting with the Armed Services for equipmont, train
ing pereonnel, ete., which the Agency should have been sble to
request as of right; acd (c) in providing the support for an
overt milltary enterprise that was too large for the Agency's

capabilities.
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E. EVALUATION OF PLANHNLING

1. Before proceeding to on evalustion of the Agency's
planning, the orer-zll policy decisions of the United States
Goveroment with reference to the Cuban operaticn Will first
be stated in sumeary form. These decicions not only comsti-
tuted the background against which Agency planning was
conducted but also presented pumercus important factors that
Limited or otherwise determined its scope.

2. We will nest &n.c-h‘:avor to point ocut the various
cccasions on which we believe that the Agency officials
responsible for the project made gericus planning errors,
Loth of commission and of omission, which affected the project
in vital respects.

3. BRBetwveen the plan epproved by President Eifenhower
on 17 March 1960 (Amnex A) and the invasion plan mctually
carried out en 17 April 1961 {Annex E) there was = radiecsl
change in concept. Originally the heart of the plan was a
lomg, slow, clandestine build-up of guerrills forces, to be
trained and developed in Cuba by & cadre of Cubans whom the
Agency would recruit, tralp and infiltrate into Cuba.

4. But thirteen months later the Agency sponsored an
overt assault-type smphibicus landing of 1,500 combat-trained
and heavily armed soldiers. Most of them were unversed in

guerrilla warfare. They were expected to maintain themselves

i
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Tor & period of time (scme sald & week) sufficient to
tdeminister o "shock" and thereby, it was hoped, to trigger
an uprising.

Discard of Original Flan

5. By Novemlber 1960 the original planning paper (Annex 4)
had for practical purposes ceased to exist as a charter for
Agency action. By that date the Sper::l.:.i.:l. Group had coxe to
be unsnimcusly of the opinien that the chenged conditions,
chiEfiy Castro's incressed military strength throwgh Soviet
support and the increased effectiveness of his security
forces, had made the originel covert activities plan cbsolete.

&. The Specizl Group hed, however, not yet agreed on &
substitute plan and strong deubt wes expressed whether any-
thing less than overt U.S. forces would suffice to obtain
Castra's downfall. Bul there eppeared to be sgresment that ,
w¥hatever the vwitimate declzion, it weuld be edvantageous
for the United States to have some trained Cuban refugees
available for eventusl use, and that CIA should continue to
prepare such a force.

f. At the end of November 1950, the fAgency presented
& revised plan to Presildent Eiseohower and his advisors.

This included (&) infiltration into Cuba by air of B0 men
in emall paramilitery teams, after receplion camitiees had

been prepared by men infiltrated by sea; (b) an emphibious
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landing of a team of 650-T00 men with extroordinarily heswy
firepower; (o} preliminary air strikes sgainst military
targete. CIA stated that it believed 1t fensible to selze
and bold & limited area in Cuba and then to draw diseident
elements to the lending force, which would then praduzlly
achleve enough stature to trigeer a gener=l uprising. At
this stage of the planning, clendestine nourishment of
resistance forces was still an important element, though
now overshadowed by 't.he overt strike force concept.

8. Fresident Eisenhower orally directed the Agency to
go anead with ite preparations with all speed., PBut this
meeting oceurred during the U.8. political interregrum and
the proposed target date was Later than 20 Jamary 1961,
g0 that in effect the President's instructions were merely
to proceed and to keep the prepsrations goilng until the -
new Administration should teke office and should make the
definitive decisions, especlally whether and under what
circumstances the landing should take place.

Search for Poliey Decisicos

9. As an example of the decision-making process, at
the meeting of the Special Group held 8 December 1960 the
Agency requested authorization (a) to make propsganda 1&uf1_et.
flights over Cuba; (b) to screen non-official U.S. personnel

for use in mariftime operatiens; (o) to resupply Cubap resistsnce

-8 .



TR Y P

elements from U.8. air bages at the rate of two Tlights o
week. Only the first auvthorlzation was given at that time.

10. In wid-January 1961 various mejor policy questions
were, at CIA's request, under discussion by the Special Group.
These included: (a) use of Americen contract pilots for
tactical and logisticsl air operations over Cuka; (b)) use
of & U.S. air base for legistical flights tao Cuba; (c)
n:mmen;ement of air strikes not lster than dawn of the day
before the amphiblous asszult and without curtailment of
the oumber of aireraft to be employed from those avallable;
{a) use of Fuerto Cabezas, Mlearagus, as &n air-strike buse
and maritime staging area.

11. In the end only cne of these palley guestions was
resolved in the affirmetive, that with regard to the use of
Puerto Cabezas. Th should be espeeially noted that the
project's paramilitary chief had strongly recommended that
Lhe cperation be abandoned if poliey should not allow
adeguate tactieal air support.

CunflictEE Views

12. The raising of these guestions and the fallure to
resolve wany of them demenstrates the damgerous conflict
between the desire for political acceptability and the need
for military effectiveness. Tt also indicates the Fluctuat-

ing policy background against which the officers running the
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project had to do their dey-to-day business. This policy
undertainty was, in several respects, mever satisfactorily
resolved right up to the very hour of action, and many
problems mrose out of the changing limiteticns to which
suthority to de certain things was subjected in the nzme
of political necessity.

13. Thus, during the months Immediately preceding the
inavguration oo 20 January 1961, the Agency was recruiting
and training Cuban troops and otherwise proceeding with a
changed plan not yet definitely formulated or reduced <o
writing, with no assurance that the imvasion, which was now
the essence of the plan, would ultimately be suthorized by
the new Administration. The Agency vas driving forward without
knowing precisely where it was Boing .

1h. The first formal briefing of President Kennedy snd
bis advisors took plece on 28 January 1961. (He hed received
briefings on earlier occasicns, even hefore his election. )
AT this meeting there was a presentation, largely aral, of
the status of preparations, aod President Kennedy approved
thelr coptinuation. Buf there was still no authorizatien,
express or implied, that military action would 4n fact
eventually be undertaken.

15. In the ensuing weeks, the DMrector of Cepbral

Totelligence and the Deputy Director (Plans),. accompanied in
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some instances by other Agency representatives, attended a number
of meetings with the new Fresident and his advisors. (The paper
prepared for & 17 FPebruary meeting is eppended as Annex B.) In
the course of these meetings, the Agency presented three informal
planning or "concept” papers, dsted 11 March 1961, 16 March 1961
and 12 April 1961, each a revision of its predecessor (Annexes O,
D and E, respectively). These papers served chiefly ss the bases
for oral discussions at these meetings.

Successive Alterntions

16. According to cur information, the revised concepk, as
exposed by the paper of 12 April 1901, was apperently acceptable
te the Fresldent although he indicated he might order a diversion,
Before that he had authorized the Apency to proceed with mounting |
the operation, but had reserved the right to cancel af any time.
The President was advised that noon on the 1Gth wes the last hour for
a diversiom. The DD/F checked with Mr. Bundy ehortly after noon on
the 16th, and no diversion being ordered, authorized the landing to
proceed.

17. These three papers disclose that, starting with the World
War I commando-type cperaticn outlined in the 11 March 1501 paper
(fnnex C), the plan had been swiftly and successively altered to
incorporete four charscteristics which hed been desmed essential
in order to ensure that the opersticn would leck like an infiltra-
tion of guerrillas in support of an internal revolution and would

therefore be politically acceptable,
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18. The four characteristics were:

£+ & unspectaculor pdght landing;

b. possibility of conducting air operations from a
base oo selzed territory;

€. & builld-up pericd, efter the imitial lending,
to precede offensive actiom ageinet Castro's forces, and

d. terrainm suitable for guerrills warfare in the
event the invasion foree could not hold & lodgment.

19. The airfield requirement obliged the planners to shift
the invesion gite from Trinided to Zapais. The former area wao
close to the Escambray Mountains and therefore offered better
guerrilla possibilities, but only the labter had & suitable
airfield.

20. The third paper also introduced = plan for a guerrille-
type, diversionary landing dn Oriente Province two days before
the strike aud provided that supplies should be landed at night
during the inliisl stages. It also provided for sir strikes
on military objectives et dawn of D Dey as well a8 oo D Day
minus 2.

Guerrills Role

2l. Close remding of the three papers also discloses that
the fnvasion was ne longer coneceived as an effort to assist
Cukan guerrills forees in a coordinated attack. The papers

make ng claim that significant guerrilla forces existed with

- 52 -

) ot
e -



e~ < -

whom -- affer evaluative reports from our own trained agenta,
confivming thelr strength, sufficiency of arms and ammmniticon,
and thelr readiness -- we had worked cut plens for e coordinated,
combined insurrection and sttack spgainst Castro. As the 12 April
1961 paper expressly states, the coneept was that the operation
should have the appearance of an internal resistence.

22. With refersnce to the strength of the resistance in
Cuba, the 11 March 1961 paper refers to zn estimated 1,200
guerrillas and 1,000 other individunls engpging in scto of
consplracy and sabotage, but it mekes no clalm of amy coatrol
exercised by the Ageocy or even that coordinsted plens hed been
made and firm radio communicaticns established.

23. The 12 April 1961 paper states the estimate at "nearly
7,000 insurgents” (without specifying the number of guerriling
ingluded therein), who were "responsible to some degree of
centrol through agents with whem communicstions are eurrently
active." It locates these in three widely separate regions of
the island and states that the individuval groups are small and
very inadequately armed and that it was planned to supply them
by air drops after T Day, with the objective of creating a
revolutiosary situation.

2k. The foregoing language sugeests existence of 7,000
inzurgents but refrains from claiming ooy prospect of immediate

help from trained guerrilla foreces in bedng. The term
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"insurgents" seems to have been used in the sense of "potential®
insurgents or mere civilion opponents of Castro. A stotement
about militery and police defectors wae Bimilerly vamgue; the
Agency was In touch with 31 such persons whom It hoped $o induce
to defect after D Day.

frrests of Apentas

25. These taclt mdmisasicne of the nsn-existence of effective,
controlled resistance in Cuba correspond to the intelligence
reports which cleerly showed the wmfavorable sltuation resulting
from the failure of our air supply operations and the succeps
of the Castro security forces in erresting our agents, rolling
up the few existing nets, and reducing puerrilis groups to
ineffectiveness.

26. It is clear that the invaslen operation was based on
the hope that the brigsde would be able to maintain itself in
Cube long encugh to preveil by attracting insurpgents and
defectors from the Castro swmed services, but without having
in advence any assurance of assfstance from ldentified, knowm,
controlled, trained, and organized guerrillas. The Ageney
hoped. the invasion would, like a deus ex machina, produce a
"shock”, which would enuse these defecticns. In other words,
umder the Tinal plan the invasicon was to tzke the place of H.n.
organized resistance which did net exist end was to generate
crgacized resistance by prmvid_‘[u'g the focus and eeting as a

catalyat.
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27. The Agency wes matching the 1,500-men brigade, after
4z emphibicus lending, against Coetro’s combined military
Tercea, which the highest-level U.5. intelligence (USTH Teparts
eniitled "The Military Buildup in Cuba”, dated 30 Hovenber 1960
and 9 February 1561, respectively) estimated as follows: The
Bevoluticnary Army - 32,000 men) the militis - 200,000 men;
employing more than 30 to 40 thousend tons of Eloc-furnished
arms &nd heavy materiel of the value of $30,000,000.

28. It is difficult to imderstand how the deciegiom o
procesd with the invasion could have been justified in the
latter stages of the operation. lnder the Trinidad Flan
{(Anmex C), access to the Escambray Mountains for possible
guerrilis existence might have constituted sope Justification
for the encrmous risks Involved. This Justificaticn d1d nat
apoly to the Zapats ares which was poor guerrilla terrain ond
offered little possibflity for the break-out ef a surrounded
iovesion forece. The lack of contingency plenning for either
survival or rescue of the brigade has never been satislactorily
explained.

29. The argument bas been made that the Agency's thesry of
an uprising %o be et off by & successful invesion snd the
maintenance of the battalion for a period of a week or so ]:wa.a.
not been disproved. Tt wan not put to the test, this argument

goes, because the comcelled D-Day afr strikes were essentinl
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Lo the fnwasicn's success, Such an argument, fails in the face
of Castre's demonstrated power to errest tens of thousards of
suspected pergons immedistely after the D-Day-minus-2 air strikes
and the effectiveness of the Castro zecurity forees in arresting
egenta, ag demonstrated by unimpeschable intelligence received.

Views of Joint Chiefs

30. Agency participants in the roject bave sought to
defend the imvasion plan by citing the approval given to the
Plan by the Joint Chiefs of Staff (JC5). To this argpment,
members of the JCS have replied, in the course of snobhar
inguiry, (1) that the final plan was presented to them only
orally, which prevented norm=l steffing; (2) that they regarded
the cperation as being solely CTA's, with +the military called
en %o furnish varlous types of support and the chief Interest
of the JC5 being to see fo it that every kind of support
requested was furnished; (3} thet they went on the nasumption
that full air support would be Ffurnished snd cantrol of the
air secured and on the Agency's assurances thet & great mumber
af insurgents would Immediately joln forces with the invasian
forees; acd (L) that, in the event the battle went againgt them,
the brigade would at once "go guerrilla” and take to the hills.

31. The Agency committed at least four extrenzly gerious

mistekes in planning:
a. TFailure to subject ‘the project, especlelly in its

latter frenzied stages, to a cald =nd objective appralssl
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Ly the best cperating talent availsble, particularly by
those not invelved in the operation, such as the Chief of
Operatione and the chiefs of the Sentor Staffa. Had thie
been done, the two following mistakes (b and e, below)
might have been avoided.

b. Feilure to advise the President, at an appropriate
time, thet success had become dubious and Lo recamend that
the operaticn be therefore cancelled and that the problem
of unseating Castro be restudied.

o ¢. Fallure to recognize that the project had bedoms
overt and that the militery effort had become tao large to
be handled by the Apency alone.

d. Fallure to reduce successive project plens +o
formal papers and te lesve coples of them with Lhe:
President and his advizors and to regquest specific written
approval and confirmation thereos.

32. Timely and objective scrutiny of the operation in the
months before the invasion, ineluding study of all available
iotelligence, would have demonsirated to Agency officizls that
the clandestine paramilitery operations had almost totally
failed, that there was no controlled and reaponsive underground
movemen® ready to rally to the invasion force, and that Castro's
ability both to fight back and to roll up the internsl oppozition

must be very considerably up.g:raﬂ;.-i.
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33. % would also have ralased the question of why the United
Statea should contenplate pitting 1,500 soldiers, however well
trained and armed, egainst an ensmy vastly superior in number and
armament on & terrain which offered nothing tut vague hope of
slgnificent local support. Tt might also have suggested that the
Agency's responsibility in the speration should be drastically
revieaed and would eertainly have revenled that there was no real
plan for the post-invasion period, whether for success or
failure.

Exigtence of Warninga

3k. The latest United States Intelligence Beerd, Office of
Haticnal Estimates, and Office of Current Intelligence studies
o Cubsemilable mt that time provided clear warning that s
calm reappraisal wes necessary,

35. But the atmesphere was not canducive to £+, The chies
of the p:m,je:ct and hia subordinetes had been subjected to such
gruelling pressures of haste mnd everwork for ao long that their
impetus and drive would have been difficult to curb for such a
purpose. The atrike Preperaticns, under tle powerful influsnos
of the project’s paramilitary chief, to which thers was no
effective counterbalance, had gained sueh momentum that the
operation had surged fer ahend of policy. The Cuban vDJ.un‘t&eri.l-
vers getting serioualy restive snd threstening to get out of

hand before they could be committed. The Guatemalan Government
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was urglng the Ageocy to take awsy its Cubans. The reiny season
wos hard upon the Coribbesn. The reappraisal never happened,
though these very factors which helped prevent it should hove
warned the Ageney of 1ts neceanity,

36. These adverse factors were compounded end exacerbated
by policy restrictions that kept coming one upon snother through-
out & pericd of weeks and right up until the point of no retuwrn.
Thess caused successive planniog changes and piled up more
confusion. Rapldly acoumilating e-tresséa, in our apinion,
caused the Ageney operators to lose aight of the fact that the
margin of error wvas swiftly na:rl-rcmm;_); ond had even vanished
before the force was commitied. At some point in this degenerative
cycle they should have gone to the President and saild frankly:
"Here are the facts. The cperaticn should be halted. We request
Turther imstructions.”

Conseguences of Cencellstion

3T- Cancellatiocn would hove been embarrassing. The brigade
could not hawe been held any longer in a ready status, probably
could not have been held at all. Tis members would bave spresd
their disappeintment far snd wide. Because of multiple security
lesks in this huge operation, the world already knew shout the
Preparations, and the Government's and the Apgency's uu:ba:rasmén‘t-

would have been publie.
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38, However, cancellation would have averted failure, which
brought even more embarrasement, carried death and misery to
hundreds, destroyed millions of dellars’ worth of U.5. Troperty,
and sericusly damaged U.5. prestige.

39. The other poseible cutcome -- the one the project
sirove to achieve -- was a successful brigedse lodgment, housing
the Revoluticnary Council but isolmted frem the rest of Cuba Ty
swamps and Castro's forees. Arms were held in readiness for
30,000 Cubane who were expected to make their wny unssmed
through the Castro army and wade the BWERIDS #u rally to the
liberators. Except for this, we are wnaware of any planning
by the Agency or by the V.S. Government for this succeszs.

40. It is beyond the scope ef this repert to auggest what
U.5. sction might have been taken to conaolidate vietery, but
we can ceonfidently aseert that the Agency bad no intellfgence
evldence that Cubans in significant mmbers could or wonld join
the invaders or that there was any kind of an effective and
cohesive resistance movement under anybody's coentrel, let alone
the Agency's, that could have Turnished internal leadership
for an uprising in support of the invasion. The cangeguances of
a successful lodgment, unless avertly supported by U,5, armed

Torees, were dublous.
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b1l. The choice wes belween Tetreat without henor end a
famble betveen ignominious defeat and dubious vietory. The
Agency chose to gamble, at repldly decressing odds.

k2. The project had lost its ecvert natire by November
1960. As it continued to grow, operaticnal security became
more end more diluted. For more than three months before
the Invasion the American press was reporting, often with
some aceuracy, on the recruiting end training of Cubans.

Such massive preparations could only be laid to the 1.5.
The Agency's name was freely linked with these mctivities.
Flausible denial was a pathetic illusion.

L3, Insistence om adhering to the formelities imposed by
a non-gttributability which no longer existed produced eheucd-
1ties and created cbstacles and delays. For expmple , the use
of cbzolete and inadequete B-26 aircraft, instead of the more
efficient A-Ss originally requested, was & concession to non-
attributability which hawmpered the operation zeverely. A
certain type of surgical fent requested for the landing beach
was nob supplied because it could be traced to the U.S. A
certain modern rifle wes oot supplied, for the same reason,
although several thousand of them had recently been declared
sirplus. Tn the end, as could have been foreseen, everything

3

was traced to the 11.5.
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. 1.5, policy ealled for a covert operation and assipned
it to the agency chartered to handls such things. When the
praject became blown to every newspaper reader the Agency should
have informed high:er_ authority that it was no longer operating
within its charter. Had national policy then called for continu-
ation of the overt effort under a Joint national task foree,
vastly greater man-pover resclirees would have been availabnle for
the invasicn end the Agency could have performed an effective
supparting role. The costly delays experienced by the Apeney
in megotiating for support fram the armed services would have
been avolded.

Flecemeal Policy

45, In the heetic wesks before the strike, policy wes being
formed plecemenl and the imposition of successive restrictions
was contracting the margin of errar. The last of theze restric—
tlve decisdens came from the President when the brigads was
already in small boats moving touward the Cuban shore. Had 5t
come a few hours esrlier the invagion might heve been averted
and logs of life and prestige avoided.

5. TIf formal papers cutlining the Cinal strike plan in
detail and emphasizing the vital necessity of the D=Day air
strikes had been prepared and left with the Fresident and his
advisora, inmecluding the Joint Chiefs, with a request for
written confirmation fthat the plah had received full

8 1 R N . B B
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comprehension and epproval, the culmiceting ineident which
Freceded the loss of the Cuban brigade might nesver have
hoppenad.,

LT, We are informed thet this teck Place as follows: (n
the evening of 16 April the President instructed the Secretary
of State that the D-Day strikes setfor the following marning
should be cancelled, unless there were overriding considera-
tions to advise him of. The Secretary then informed the
Deputy Director of Central Intelligence, the Director being
&bsent from Washington, end ihe Deputy Director (Plans) of
this decision, offering to let them call the President at
Glen Ore if they wished. They preferred mot to do go, and
the Seeretary concluded from this thot they did not believe
the strikes %o Le vital to success.

A Cdvilian Decision

L5, Rarlier that evening the project chief and his para-
military chief had emphatically warned the DD/P to insist
that cancellation of the strikes would produce disaster. Thus
the DD/P, a eivilion witheous military experience, and the DDCT,
an fir Ferce general, did not fellow the advice of the prodect's
paramilitary chief, a specialist in amphibious operations. And
Lhe President made this vital, last-minute decisfon witheut
direct contact with the military chiefs of the {nvasion

*

operation.
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k3. The President may never have been elearly edvised of
the need for command of the air in an amphibious cperatien 1ike
this one. The DD/P was aware that at least two of the President's
military advisora, both merberz of the Jodnt Chiefs, did not
wnderstand this prineiple. This might well have gserved to warn
the DD/P that the President needed to be imprezsed most strongly
with this prineiple, by means of a formal written commmication,
and also have alerted him o the advisabllity of accepting the
Szeretary's invitetion to cell the Preaident directly.

50. If the project's paramilitary 'I'.‘.hief,. ag leader of the
overt military effort, had accompanied the DDCI and the DD/P to
the meeting with the Secretary he might have breught strong
persuasion to bear on the decisicn.

Sl. This fateful incident, in our opinicn, regulted in
part from failure to efreulate formel plamning pepers together
with requests for speeific confirmstion.

Shifts in Scope

2. The general vaguenass of policy and direction permitted
& conbinual shifting of the scope and scale of the project, that
1z, the type of operaticnal '_nlam:.xmg commonly referred to as
"playing it by ear,” and this in turn led to various kinds of
difficulties about people, money, supplies and bages. .

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

of 235 personnel required for thé foressesble future (107 being
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on beard). Ey September, the strength had been built up to
228, In October ancther staffing gulde listed a total of 363
positlons. By the end of the project, 588 people were work-
ing in WH/k. There were 160 pecple in the Miaml ares alane.

S4. The original plan contemplated 200 to 300 Cubmns ac
& contingemey force. By mid-July, a foree of 500 was belng
cangidered. In esrly Novemler, the plan was te use 1,500 men,
and there was talk of as many as 3,000. In early December, a
brigade of TS50 was agreed upen. Tha strength was buflt up to
666 by the end of Januery. By 17 March the ground forces in
training numbered 973. By 28 March equipment for 1,600 men
had been ordered, and the sctusl brigde strength on 6 April
was 1,390. Such changes mads it yery difficult for the
supporting components, partiewlarly the Office of Logd=tics
and Development Frojects Division, who were not given much
lead time.

55. The original estimate Tor the rroject antisipated
expenditures to the total of $l,400,000 during the twe fisoal
years, 1960 and 1961. On 2k March 1960, $300,000 was released
for the balance of Fiscal Year 1560. This amount was expended
within a menth and an additionsl million dollars Teleaged to
carry the project to the end of June.

56. In August, a budget was Fresented for Fisenl Yesr 1961

which amounted to $13,000,000. By December, $11,300,000 had
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been obligated end an additiomal $28,200,000 was requested and
authorized. In May 1961, an sdditicnal $5,000,000 was requeated
to meet obligatione incurred. The total mmount of money far
this project for Fiscal Years 1960/61, inatead of $4,400,000, was
more than $45,000,000.

7. When the project atarted, 1t was not reslized that bases
would be needsd at Useppa Island, Key West, Miami, and Ope-locka,
Florids; New Orleans, Puerto Rlco, Paname, Guatemala, end
Wicaragus, an well as innumerable safe houses and other facilitien.
Consgquently the project suffered, because many of these facili
tles were not ready when needed. The WE Divisien laimched into
8 large paramilitary project without the bases, the boats, the
experienced paramilitary Peraomnel,, or o complete and aufficlent

plan, and pever really caunght up.
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G. THE MIAMI OPERATTHG RASE
1. The confused relstionships between WH: hesdguarters
and the forward cperating base in the Misml srea were & signifi-
cant fsctor in the over-all performance of the project mission.
The bass was activeted in late April 1960 and was put in Minmi
mainly because it was the chief center of Cuban refugees in the
Unit.ed.IS‘tatEB-
2. From the beginning, the I0/P and his associstes took
‘& Plrm stand against allowing this base to become more thon e
small gupport organization, end wotil September 1560 the base
did little except carry on liaison with the Cuban exile oargani-
zations snd U.S. law enforcement agencies. For exomple, there
was only cne paramilitery officer st the bese dwing this pericd.
3. The DD/P'e Chiel of Cperaticna wrote in June 1960:
"I recognize your need for some operstfonal personmel in the Mimmt
area to service end conduct certein activities there. T am firmly
opposed; however, to the growth of an crganization 'I-rhich1‘i-'uuld
represent a second hesdguarters or intermediste echelon thers."
At this same time, the DD/P'e Assistant for Covert Action empha-
gized that the funetdon of the forward operating base should be
one of coordinetion, with commend remalning in Feadquarters.
b, Tn August the DB/P wrote that he was wersied obout -
Miami and wanted to be aure that "we are not duplicating there

gny functions that are Teing performed in Hesdguarters. For
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instance, I am not guite clear what ere the dutles of the B
Lypes there since this component ie neither a hepdguarters ner
& training instellstion nor even & forverd eommsnd post.” And
in enother memo in Nevember, he again urged that 1:al'F[,-"]l- be
especially eareful to avold mny duplication of effort bebween
Mizmi and Hesdquerters.

Duplication of Effort

Z« By this time there wos plenty of dupliestiom. Hend-
guarters snd the Mimmi Base hod become engaped in may parellel
or overlapping operaticong and were even campeting with esch
other. EBoth componente were handling all kinds of agents amd in
tome cases the mame cnes. The only activity that Mimmi Aid net
gt into waa air operstions, but even hers {4 nacesparily had =
role in many of the clandestine mir drops.

6. There wam a general fesling at Hemdmuerters that the
forward basze existed molsly for support and that Heudguarters
was in the best positien to handle operstimna becamise 1t had
ready mecess o poliey guldance and fast radic eommmications
to and from all elements. This view ignored the fect thet much
of the commmication with Cubo was only by seeret writing and
couriers; thet Miaml wes the moin source of infermmtion, poli-
ticlens, apents, snd poldiers for the project; that it was the
logicel locaticn for infiliration and exTiltration: that the

base, through the mafntemsmee of effective lfeison, had the
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complete cooperntion of the local FBI, the Border Patrol, Immd-
gration, Coast Guard, IOC, Customs, Nevy, and police officinls.

T« Except for the Director of Central Intelligence, who
vigited the base, top Agency offieisls concerned with the project
did not have first-hand knowledge of what was belng done and
vhat could be done at Miemi. The limitations they placed on
bege activities had sericus consequenced. For exampls, when
the resistance orgenizers being trained in Guatemals wers ready
to go into Cuba in September, the maritime capebility to in-
Tilirate them did not yet exist. By the time the base had built
up some capabilities in various lines, valueble menthe had been
lost.

The Miami View

8. 0n the other hand, there was & general feeling at the
base that it should be a “station", conducting operations just
ag Havena was able to do (up to the dste when diplomatic rela-
tions were broken off), with Hesdguarters providing support,
guldance and policy. This view falled o remlize that & stetion
with several hundred people would have been very difficult to
conceal , that it would heve cost & million dollars to move
everyone to Mieml, and thet Headquarters would heve gotten into
the operations anyhow, due to the easy access to Mizml from .
Washington, especially by telephone.

9. The letter of instructions to the base chief, dated
6 Cetober 1950, was pretty vague. It stated that he would have

- &9 -
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autherity over all project personnel and responsibility for the
supervision of any project activities conducted through the
Miami srea from cther areas. It authorized him to use persomnel,
materiel, facilities and funds for the accomplishment of the
over-all Agency missicn. He was made responsible to the chief
of the project.

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

The CI Secticn

11. The counterintelligence (CI) section began to function
in mid-July 1960. By the time of the strike, this section had
39 ecarefully selected, highly educated Cubans trained as case
ﬁi‘ficers to form & future Cuban Tntelligence Service; zlse, 100
selected Cubana trained as future CI officlals and eivil
government officials; alse, & reserve of 100 older noa-political
individuals trained as & reserve intelligsmce corps.

12. The paramilitary (FM) zecticn was opened in lete June
1960 with ome offfcer. His job was %o conduet liaison with the
Cuban lesders in order to obtain reeruits for the Guatemsla
camps. A second FM officer reported in August, end at this time

there was a beginning of an attempt to infiltrate arms,
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emmnltion and perscnnel inte Cuba clandestinely by boat.

(Tmese were the "FM types" whose duties had mystified the oD/, )
Thers were also two maritime "types" who were training the crew
of v borrowed smell boat for clendestine trips.

13. By 17 Hovember 39 people had been assigned to the Miami
base in edditlon to 44 people from the Ageney's Office of Com-
mmications. In sddition to support elements, there were
sections for propegands, FI, CI, politiesl action, and PM.

1%. By 15 April 1961, the bese end 1ts sub-base had 160
persens assigned, as follows:

FL

T

Foliticel Action
Fropaganda
Support

FH

Security
Comminieations
Miscellaneous

wBEFRR annb

1%. While the Havena Statlon was still opersting, Mi=ml Base
vas in close Touch with it by courier and secure comamicstions.
Wnen Hevanza Statdon was closed, Miemi expected to take over the
stay-behind assete, such as they were. However, Headguarters
took over thelr control. Mieml concentrated on the training and
irfiltraetion of agents.

M Support Role
16. In FM activities, control was tightly held by Head-

quarters, and the FM section of the bese was limlted preity much

_?]_-.
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to providing suppoert in recrulting soldiers and runming small
bont operations. This tight conirol meant that the FM officers
at the base looked to Headquarters for guidance rether than to
the chiel of base. The FM and other sections had their cwn
chennels to Hesdquarters, and thia led +a wneontrolled sction
and considerable confusion. FM officers in Key West, a sub-
base of Minml, also scometimes commmnicated directly with Hesd-
quarters.

1T. There are olleged to have bc.en capgee in which o Head-
querters decision was conveyed to the-l{i_anﬂ, Base by three
persons similtanecusly, each over the telephone. 'I'i.m resluit .
of this was that the bese had an snoreously high phone bill and
the bese chief often was not informed of events until after
they were over, if at all.

18, The Miami cese officers retained their agents as long
s the agents were reporting by secret writing. Once the
agents reporied by radic, they were taken over by Headquarters.
Thia was resented by the Miosi case officers, vho felt that
they were in the best positicn to know +the agents, having
recruited and treined them.

1%, Case officers in Hesdguerters, on the other hend,
felt thet Miaml case officers tried to shteal their agents when
they pessed through the Miaml area. One agent who visited

Hemdguarters recelved promises of money and support which went
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Tar beyond what the case officer in Mlami had offered. The base
ves not informed of these promlses until the agent mentioned
them. For the next several months, this particular agent was
unmanegeable and would not even meet with the Miami case officer.
This wes naturally viewed as Headquarters meddling.

Examples of Confusion

20, Case officers 1n Miami also felt thot they were unduly
hendlcapped in that Heedguarters was not only competing with
them but alse reviewing their actlonm, which was gomething 1ike
Playing a geme with the umpire on the cther temm. Tt is doubt-
ful that & reviewing component can msintain objectivity when it
1z aleo competing with the component whose activities 1t 15 re-
Viewing.

21, Numercus examples could be cited to 1llustrate the
confusien that existed, The divided comtrol ever maritime cpera-
ticns i discusged elsewhere in this paper. There wag an ex-
peneive fissco over some epeciel lubricating oil additive in-
tended for ssbotage use in Cubs. The orgenizationsl arrangement
mude necessery hundreds of telephone calls =nd cables which
otherwise would not have heen sent, and the sressz for uncertainty
and mizunderstending were still considerable. For example, a
Mised cable of 15 February referred to sn agent message ond
asked, "Does Headguarters intend to answer and arrange thie

operaticoni”
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22. The general situstion alse led to =n extraordinary
nurber of temporary-duty trips back end forth between Hashington
and Miami. These were not only expensive but added & great many
problems in the way of support and security.

23. 1In December 1960 the base chief pointed out to Head-
quarters that the bese needed "elorificaticn and specification
of the requirements it is expected to fulfill and tasks that
it Is expected to perform, together with the Investment of
sufficient authority snd discretion for the operaticnal action
which may be involved." In March 1961 he pointed out that "the
base would welcome more preclse requirements for its apents
than bed been received up to that time in the interests of
making efficient use of them.”

24. In Mey 1961 he wrote a memorsndum oo control of denied-
area operatioms which pointed out that fubure operations sheuld
eltber be controlled from Headguarters or from a forward operating
base, but thet the divided control which hed existed during the
preject had resulted in parallel, sometimes duplieative and
conflicting efforis &nd in operaticnal relaticnships which were
competitive, withoult purpese, and sometimes counter-productive.

25. The inspectors agree that this divided effort
represented an dneffective and uneconomical use of time, rme:r.,
and materiel, and less than maximum utilization of Agency employees,
plus unexplodited, delayed or pﬂc-r,lg.r coordinated use of Cuban agents
and assets.
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H. INTELLIGENCE SUPFORT

1. The WE/% Branch had not only the responeibility for the
Cuban project but =leo the normal ares duties of o geographicel
unit in the Clsndegtine Services. Besldee being considered &
task foree with the missdon of cverturning the Castre goverrmment,
1t alsc had the Headguarters desk responsibility for Cube, dn-
cluding support of Havana Stetion and Ssntiogo Base until the
break in diplomatic relations.

2. Thig errangement required WH/4's intelligence (FI)

. Bection to collect intelligence on Cube not only for the tagk
Torce, with its speclsl requirements, btut also for the entire
U.8. intelligence commmnity, with 4te diverse end long-range

needs .,

3- _The section was plagued with personnel shertages from
the stert, but as long asz the 1.8, Embassy in Havane remsined
open, thus sssurding communications, it received and processed a
good yield of intelligence from Cuba, chiefly on political ,
economic, and Comminist Party metters. Late in 1950 the section
was directed to place emphasis on military infermetion, but it
found that its agents in Cuba lacked secess to high=level mili-
tary sources.

4. The FI section transmitted coples of all the reports
it processed to the paramilitary section as well as to the rest

of its regular intelligence customers.

S
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The Fet in Havanas

5. Toe pecticon devoted considerable effort to supporting
Hevana Station in preparing its egents for stay-behind roles in
the event of & break in diplomatic relationg. When the embasay
finally clogsed on 3 Jamary 1951 the station had 5 single net
for positive intelligence. Tt comprised some 27 perscons, 15 of
vhom were reporting agents and the rest radic operstors, cutouts
and courdiers. The principal agente snd one of the radic oper-
stors were U.5. .ui;tiz.em and thues had deubiful status =fter the
bresk in relstions.

G. Io Sepbecher 1950 ms the militsry imvesion concept was
beginning to gein ascendmncy in project plenning, t'!‘l& chief of
the project created a -2 unit. Put instemd of placing thim
unit d@irectly under himself as & project-wide uvndt snd making
ite chief & member of his immediste staff, he put it in the
paracdiitary section under the aggressive Marine Corpa colonel
vho became the paramilitery undt chiefl at sbout that time.

T. Ac echief of this low-echelon intelligence umit, whose
analyses were to have {mportant influence on an sctlon vitally
pffecting national sacurity and prestige, H'H'f:“ brought in an
officer of undgubted ablility bud of Limdted experience in pare-
mllitary and FI operations. It was a grave error to place thisg
G=2 unit in such a subordinate position in the project, and

this error produced the serious consequences described helow,



Function of 0-2 Thit

8. The paramilitary G-2 unit consisted of Tour officers
and several secretaries. 8 principal function was to prepare
intelligence annexes to the successive invasion plans, Ite
aources of infermation included, din sddition te the FI gection's
reports, photographic intelligence, eartoprephic intelligence,
Epecinl Intelligence, armed gervices reports, and messages
received from the paremilitary section'sz own agents in Cubs.
Peports from the armed services were procured rapidly through
direct inforral liaison rather than through the usual slover
chunnels. .

. In various ways the functiloning of the regular FI
gectlon, which was direcily under the project chief, was ad-
versely affected by the paramilitary G-2 unit.

10, The FM unlt absorbed the availsble pérsonnel. The
chief of the FI section wes not imvited to attend WH/L stafr
mectings, and for security reasone, lie never had mccesa to
WE/4's wer room. During the final weeks the FI secticn wae
not permitied to exemine the PM section's incoming operxbionmal
cables for possible positive i;lteﬂigeu:e content. The FI
sectlion chief did not have & clearance for photogrophic intelld-
Eence . -

Iack of Lislscno
11. There wes no close lisigon between Lhe two sectlons,

and thiz, resulted in some duplication in preparation of reports
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requested by the DD-,"'I", becauee nelther gection would learn of
the requests mede of the sther. Until the end of 1940 the twa
se-:rt-i:}ns- were housed in different buildings.

12, The most sericus conseguence of the third-echelan
position of the G-2 unit wes that it concentrated im the hands
of the unit ehief the dual function of recelving all the infor-
mation svailable from Government-wide sources, including that
from the agenta of hie own paramilitary section, and of inter-
rreting all thess date fer the purpose of aupplying intelligence
support to the various invasion plens.

13. Interpretetion of intelligence affecting the sirike
force aepect of the operation was thus entrusted to officers
who were s deeply engaged In preparations Tor the inwvasion that
their judgrents could not have been expected to be altogether
cbjective. This circumstance undoubtedly had a ptrong influence
on the procesa by which HH,-’EL arrived at the conclusion that the
landing of the strike force could and would trigger an uprising
among the Cuban populece. This conclusion, in turn, becams an
essential element in the decfsion Lo proceed with the operstion,
as it tock the place of the original concept, no longer
maintainable, that the invasion was to be undertaken in support
of existing and effective guerrilla forces.

1k, TIrrespective of the validity of that comclusion, it is

clear that the interpretative =nalysis sheuld have been made not
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by the perscns whe were working day and night to prepare

the invasicn but by an objective and disinterested senior
interpretation specialist from the Agency’e FI Staff or from
its Office of Current Intelligence.

Intelligence Support Vacuum

15. Ancther serious errer in the field of intelligence
support wos that Miami Base receiwved almost no intelligence
support from the Headguarters G-2 sectden. This may be
attributed to the faets that the peromilitary chief was almost
completely precceupled with the strike force preparations end
that his subordinate G-2Z wes not given project-wide responzi-
bilities and to the rigld security restrictfcns under which
the paramilitery section was expected to operate, &5 well as
to the general confusicn in the orgﬁnizﬂ.tional_ pogition of the
Miami Base.

16. This serious support vacuum at Mismi was compounded
because the baee, in spite of its large size and the fact
that it wes deeply engaged in #ts own operatfions in Cubae, had
ne intelligence suppori sectien. There was no single officer
or unlt charged with responsibility for interpreting the
conslderable amount of intelligence derived directly from base
sources and from Speelal Intellipence. -

17. Furtbermore no photographic intelligsnce was available

to Miami Pase, which had ne offfcer with 2 clearance entitling
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him to receive it. There was substantially no intelldgence
support covering the Cuban beach areas or the political
sltustion inside Cuba. There was no analyals or interpretation
of Special Intelligence, and there wes no mechsnigm to cnll
eritical paterial to mnyone'a sttention.

18. The result of this highly defective state of affsirs
wag that individusl Miami case officers were forced to rely
upen their own interpretation of the separete Intelligence
reports; inetead of having this materiml interpreted for them
by specialists. They were mot given s mmber of other {tems
of operational mtcl]_lge.nce which were in existence in the

G-2 wnit of the peramilitery section at Headquarters.
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I. 'THE POLTTICAL FRONT AND THE BELATION OF CUBAKS TO THE FROJECT
1. 'The Cubmn opposltion front, es concelved by the Ageney
in consultation with the Stete Department, was to have the
following charsc:terlstlcs:
a. Full restoration of the 1940 Cuban constitution.
b. Retwrn to the basie principles of the revoluticn,
2 enunciated in the 1958 Carmeas Declarstion.
. Fro-Western and strongly anti-Comsunist orientation.
d. TPolitieal complexion ranging frem o 1ittle to the
right of center to pomevhat left of center.
e.  Ability to muster ihe brosdest possible support
from the Cuban populaticn.
2. The functlons of such & front orgenization were conceived
to be:
&. A cover for covert action against the Castro
regime.
b. A catalyst and & rellying podint for antl-Castro
groups variously reported to maowber 178, 184, or 211.
€. A possible pucleus for a provisionzsl government of
Cube following Castro's downfall.
3. The terms of reference thus excluded followers of the

former diectator, Fulgeneio Batista. They alsc excluded exbrems

leftists.
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4. Exclusion of the Batistianos and other ulira-conzervatlives
cauced one kind of problem. Many of the exfiles had been Batista
Tollowera. Many of f:hem vere rich and had assets, such as boats
and followers, which could be used. Some hed mllitery experience.
Scme of them had Armerdcan friends who were influential enough to
urge their claims to consideration upon the Wnite House.

. The Leftint Fringe

5. Exelusion of the far-left fringe caused mmother kind
.of problem. It wes hard to tell how far left soue perscns were:
4nd some of those whose politiecal acceptability was qugﬂ't-iana'hle
neverthelesa clalmed such substantisl following inside Cube thet .
1t was difficult to ignore them.

6.. In forming the Frente Revolucionario Democratico (FED)

the Agency focussed ite attention principally on personalities
oand groups whe had either partieipated in i:}astmx‘s government
or Euppor‘te.d. his revolution but hed become disillusioned and
gone into opposition. . '
T« In eerly 1959 the Havana Station was already assessing
a wide veriety of anti-Castro perscnalities with whom it was
in contact. In mid-195% a station sgent was exploring the
possibility of covert support to the Monteeristi Movement of
Justo Asenclo Carrille Hernandesz.

4. In the mid-1950s the Montecristi group hed been active

agzinst Batista, who exiled Carrillc. He returned after the
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revolution to teke en ipportont banking post bui found Castro's
Comminist tendencles dntolersble and went imto epposiiicn again.
Hie group is deseribed ms liberel and progressive but rejecting
eny accommdation with Cormmnism.

The Organizing Committee

9. Cerrille wus one of several Cubsan Tipures whom the
Agency induced to defect in late 195% or the early monthe of
1560. Others were Msmuel Francisco Artime Buesa, Jose Ignacio
Rasco Bermudez, and Mamuel Antonio Varona Loredo. Tt:was these
four who, efter long negotistions, formed the nrguniziﬁ{,.r:un-
mittee of the FED 4in May 1960. .

10.  Artime, vho is still under 30, jJoined Castro's movement
as an anti-Batista student. Under instructioms from the Catholie
Church he orgenized a group of 4,000 Catholic Action students
to gain the farmers' help egainst Betista. The view has been
expressed that be wee the Jesulte! pemetraticn of the 26 July
Hovement. Castro gave him a high post in Neticnal Agrerisn
Reform Institute (INRA) from which he resigned after ten
months €o form the Movement to Recover the Revolution (MER),
compesed in part of his former Catholic Actien followers. This
exile cpposition group provided a large proporticn of the recruits
for the strike force. .

11. Rasco, 8 college wnd university classmste of Castro's,

is A lauyer and history professor, deseribed as a nice young

ﬂ-ﬂ-hﬂm . .
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intellectual without much talent for action. In the fall of
1959 he became the first president of the Christian Demseratic
Movement (MDC), an entd-Comminist Catholic group which Castra
drove underground in April 1950 at which time Fesce £led the
country.

12, Varona's career in government and in opposition
politics goes back to the 1980s. During the regime of
President EFric Bocarras he held seversl irportant posts,
including thet of prime minister, and was responsible’ for
enti-Commmist policiee and mepsures. He canabomtg:i with
Cestro until the Comminist pattern of the new regime becams
evident, coming to the U.S. in April 1580. Before lesving
Havene he had presented-a plon for Castro's overthrow, in-
cluding a unified opposition and 1.2, aié for developing
rropagande end militory capebilities.

The Political Spectrum

13, Varona wes representative of the older aopposition
parties {(futentico and Ortodoxo) which had survived both
Batista and Casiro and which were roughly In the middle of
the political spectrum. Artime's group also cooupied &
centrist position, but ite membership wes drawn from the
younger generation cn Cubans. Carrills and Rasco appeared

to be a little left and a 1little rdght of center, respectively.

#
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. Thus the original group of organizers represented a
falrly bread range of political views. They were joined in
June 1950 by furelisno Sancher frango who elaimed lesderehip
of the AfA group, the initiaels possibly representing Asceoimeion

de Amigos de Aurelisnc. Both Sanchez Arango and Versna claimed

to heve considerable follewing in the Cuben lshor field. Sancher
Arango and his followers arpesred 1o have some genersl knowledge
of the wse of clendestine techniques. 4
15. ‘These five mssociated themselves in issuing & manlfesto
at Mexdeo City on 22 June 1560, This decument called upon Cubens,
other Latin Americeoms end the world et large to help the FRD over-
throw Castro's dictetorship. The FRD pledged itself to establish
& representative democretle government with full ecivil 1iberties
under the 194 Cuban constituticon. It pledzed Free general
elections within 18 wonthe of estsblichment of & provisicmal
governmont. It propoted to ban the Commmist perty and dinstitute
& program of sociol and economic pregress for all classes of Cubans.
16. Verona's maturity and experience led to his pelection
s coordinator, in effect, general manager, of the FED. This
immediately precipitated the resignation of Sanchez Aranga and
in turn led to the beginning of a problem in establicghing and

madntaining FRD unlty which the project never fully solved.
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Changs in Policy
LT. The FRD had originally been conceived as the channel
through which .u._LT. of the project's aid to the Cuban .cau.ﬂe would
flow. However, Ssnchez Arango's walloud .tbreutened a lope of
essets and capebllities which the project wanted to yreserve,
The result wes expresaed as follows in a briefing prepared by
WE/b for CINCLANT in Mevember 19680:

"In Qctober we made & changs in oper.ationa_'l. policy.
Heretofore we hed kept e o ccﬁtéi‘c;a; Dnthg FRD; -
However ;- we ﬁll now consider requests for poramllitery
ald from any anti -Castro (and -nun-Batista] gr.-::-u_-n, ingide

r outadde Cube, which can show 1% hes a capebility for
paraml litery actiocn mgainst the Cestro regime. Me Teel
that the combinmaticn of ocur conirolled parend 11 tary
actlon under the FRED asgln and the_lesner—mtroﬁed
operstions of other Cuben revolutionsries will bring
about a ceneiderable scceleration of sctlve =nti-Castro
expressions within Cuba. We will, in any event, have
the lever of support as a mechanism for Influencing
the ultimate emergence of one individusl or group =s
the primary figure in the anti-Castr commmdty. "
18. Because of the gregaricusness of Cuban exiles, the
Project was unable to prevent this chenge in poliey from

becoming known to the FRD exeeutive committee. When the
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Bender Group, now generslly understood by Cubans and T
cthers to represent the CIA, began respanding to reguests
Troem and giving support to defectors from the FRD and to
groups which the FRD considered politically umacceptable,
the orgenization which was supposed to be a worldewide
symbol of Cuben Treedom and which was being groomed as the
nicleus of the next government of Cuba neturelly felt that
ite prestige hed been underminsd.

-Diffusion of Effort

13. This complicated relstlons between project case
officers and the FRD leaders. It alsoc sppesrs to have
rezulted in some diffuelon of effort in the attempte at
clandestine infiltraticn of srms and parand litary lesders
inte Cuba. It seriously hempered progress towsrd FRD unity,
sharpened internsl FRD antegonisms, and contributed to the
decline in strike foree recrulting efforts.

20, The composite political complexion of the FRD
shifted a 1ittle to the right in Auguet 1560 with the join-
ing of Rlcardo Refsel Sardinis, who hesded an crganization

called the Movimiento Institucional Demoeratico (MID).

2L, A source of friction between the FRD amd its project
sponsort was the effort to induce 1t to zet up its headguarters
cutside the U.5. The Cuban leaders were finally persuaded Ty

finaneizl leverage to move to Mexico City where the Mexican
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Government hed sgreed to be hospiteble. Housing and office spacs
were arronged for the executive committes menbers and thedir

furilies and for & project case officer and his seeretary. -

_in. Mexieo City wae reoctivated for cupport
cutden, such oo A = - =

made .

22. Hovever.*, the Hexicen Government sppesars not to haye
kept ite word, and the Cubans were publected to surveillsnce
and other -h.az'e.sstnent. Within & few weeks 1t ‘::-ec—a:m evident
that the situation was intolersble, and everybody moved back
to Miemi, which i where the Cubens wanted %o be in the irst

place.

The Bender Group

23. The man responsible for laying the groundwork of the
FRD, srrenging a long.seﬁes of meetinge among the Cubans,
and persuading them to merge their differences ond. izsue &
Joint menifesto, was the chief of the project's politicael
section. He was lmewn to the Cubans mnd inevitsbly to the
press as "Frank Bender". The Bender Group, for ressons of
plavsible denial, purported to be composed of [J.5. business-
men who wanted 4o help overthrow Castro. The Cubans do not
seem fo have cared whether this was true or not, Bt the guise
.‘erif:.a.t:ed then because they wented to be in direet touch with

the U.5. Government at the highest level poasible.
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24, Bender's linguietle sccomplishments did not include
Spanish and this may heve diluted his effectivensss 4in dealing
with Cubans.

25. After the FRD wes leunched the hanéling of purely
FRD affmire in Mexieo City snd later in Miami wae turned over
to & eage officer with fluent Spanish and long experience in
Lztin Awerican affairc.

25. However, Dender continusd to be identified with the
project. . The FRD leaders' antegonism towerd the Bender Group
was sharpened when, st the time of the change in operational
policy noted sbove, WH/L assigned Bender the responelbility
of dezling with Cubsn individuals and groups outside of the
FRD framework.

The Rubdo Padills Group

27. (pe of the outside proups the project continued to
work with wes the Action Movement for Recovery (MAR), headed
by Jusn Rubic Padilla. Use of thi.s conservative group of rich
lendlords was strongly advoceted by Williom D. Fewley, on Influ-
ential Mieml buginessman. A paper prepered by WH/L for the
Director of Central Intelligence's uae in briefing Senator
Kennedy in July 1960 stated MAR's claims to a widespread
resistance organization needing only arms and ammmition and
orders to ge into action and called the MAR relationship a

most encouraging development .
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2B, However, Fubic wes too conservative for the FHD's
taste, and the AR was never incorporeted intoe the FRD.

29. An orgenizetion which reslsted incorporation in the
FRD until March 1961 and vwhichk meanwhile hed s stormy relstion-

ship with the Bender Group was the Movimients Revoluclonario del

Pusblo (MRP}, headed by Memuel Antonio Hey Riverc. Ray had been
Cestro's minister of public worke until he lost hie Job te o
Commmnist. He arrived in thie country in Novemher 1960 and
agreed to accept essistance from the Bender Group but wished

to madntedn his freedsm of choice, The project's unilateral use
of Ray resulted in some successful maritime operstions.

30. Bender's efforts to get Ray to join the FED produced
gtrained relations, but in December Ray agreed to accept military
aid through the FRD. ERay's progream sppesred to be identicsl with
Castro's but vithout Commundisc end without hostility to the United
Btates., Ray became less intrensipent ss time went on and in
Februery end March 1581 was participating in telks with Bender
and Verona on the formeticn of the Bevolutionary Council which
he wltdmately joined. There zeems to be ne substence to alle-
getions In the press that Ray was lgnored. In fact, his unsub-
stantiated elaims to wide underground rescurces are said to have

been received wneriticelly by some project personnel.

- g0 -

. o S T i o



B s B = R e

Contact with Batistiance

31. Another allegetion which geined some currency was that
thke p:uje;:‘t- wog supporting and otherwiee using former associmtes
and supporters of Eetista. At one point WH/G did have contacs
with ocne e:-c-]‘-jgtista._ leader, Ssnchez Mosquerra, and gave some
suppoTt to his group, but thie effort wad goon ealled off. There
vere also abbempts by EBatistiasnos to penetrate the project's
militery effort, but these were reslsted. The FED's own intelli-
gence sectlon wes active in sttempting to screen out Betistisnos.
The strike force comtedned some memhers of the former Cuban
Constitutional frmy, which existed 'mder Batista, but these were
recruited as soldiers mot as politiciane.

32. The brigede officers seem to have been clean of the
Eatiste taint. EHowever, the FRD, for whom they were supposedly
flghting, justly complained thet it bed hed no bhend in their
solection.

33+ Jose Miro Cerdenns, a distinguished lswyer who turned
to polities late dn his career, was the first Cuban prime minlster
after the Castro revelution, was later &mbessador to Epein, and
was apbassador-deslgnate to the United States when ke broks with
Castro, tock asylum in the Argentine Embasay, and was eventually
granted safe conduct to this cowmtry (in Oetober 19650) where he

became the FRD's sscretary-general for public relations.

&
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34. Under the guidsnce of Bender he became s strong force
Tor und%y in the FRD during its mest diffieult period, the virtusl
political interrcgnun before the insuguraticn of President Kennedy.
Hlro was influentlel in bringing Koy into the Revolutionery Council
which was formed on 20 March with Miro as chairman.

¥iedt to Training Camp

35. Miro, with other Couneil members, visited the otrike
force in Guatemals on 29 March in & mich-peeded effort to spur
troop morale. There hed been far too little contact between the
FED and the soldiers being trained 4m its neme, frtime, Verons,
and Antonio Jaime Mzceo Mackle had been there in February in en
attemrt to calm outinous spirits. The last previeus visit had
been made in the fall of 1950 by Col. Eduardo Markin Elens,
hezd of the FRD's wmilitary steff and a former constitutionzsl
Army officer. Martin Elens antagonized the treinees, and with
the beginming of straight mllitary training under a U.8. Army
offieer, who hed no interest in Cuben politics, a ban was plzced
on visits to the carp by Cuben politicioms.

35. Tuis was probably a mistake and an unressonshble inter-
ference In the Cubane’ management of their own effalrs. Con-
trolied contact between the FED and the troops ecowld heve done
much to dmprove the morale and moiivatdion of the troops and make
the treining job easier. There was nobody in the Juatemsla camp

wha eould answer the political questions of the trainees, who

A



